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ORGANIZATION ~* 'HF "EPORT

Volume. I of this rr :0nt .uw» the findings of a
three-year research and demonstration project funded by the
U.S. Department of Labor's Manpower Administration, under the
Manpower Development and Training Act (and; subsequently,
the Comprehensive Employment and Training Act),. wherein.a. . .
small human resource consultiag service was established at;

a state land-grant university to provide a broadly based

technical assistance program directed toward impteving?per;

sonnel systems' training approaches, and othef manpoWer o
management practices of private firms and public agencieg‘d\}"SL“ !
These services were provided to employers and their workers
in order to improve organizationai productiVity, the utiliza-
tion of human resources, and the quality of working 11fe

The findings and analysis in this document are based upon_ the
experience of the Utah State University Manpower Development
Service (MDS) during the period July 1,‘1972 to‘December

31, 1975.

Chapter 2 contains a brief ﬁroject history, a summary
statement of objectives originally set out for the project,
and a description of project activities.

The project findiags are presented in Chapters 3 and 4.
Information obtained about several other employe; Service

programs are presented in Chapter 5 along with a brief

summary of the related findings from the upgrading demonstration

projects. ‘ 13 ‘
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Drawiné upon the findings and conclusions contained in
the p;oceding thiree chapters, Chaptér 6 outlines a proposed
model for.delivering manpower advisory services to the

employed workforge, explains ho& the proposed model might

fit in as a component of national * power policy, and makes

suggestions for fulure directions ‘
Volume II of the Report contains the technical Appendices

.0 which reference is made in Volumell.

~g -
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.1. OVERVIEW AND EXECUTIVE SUMMARY

1.1 The USU-MDS Project in Perspective

As originally conceived, the Utah State University-
Manpower Developr Service (USU-MDS) project wasg seen as
an opportunity t¢» ex ~re the hypothesis that many U.S.

employers, particularly the small and medium-sized ones,

eXperience substantial‘training“and“manpower'managemegt‘“‘”‘“"

problems within their organizations which they are unable
to resolve. The consequences of this deficiency being:
(1) inefficient utilization of human resources and reduced
productivity in the organization; and (2) lower qualit§

of working life for-the workers, and fewer opportunities
for them to develop and advance within the organization.

The research hypothesis éf the prbject was to be
explored through a small, but highly'competent human resource
consulting unit estéblished at a state lénd—grant university
which,would offer a broadly based program of diagnositc and
consulting services to all private and public employers
within the state and region. The hopgd"for‘outcome would bae
a‘significaﬂt and measurable improvement in the fraining
systems and manpower management préctices of émployers in
the area.

Providing competent consulting and advisory services to
employers to aid them in identifying and successfully re-

solving their training and ot@er manpower management problems

i
it
was seen as an effective means of giving attention to the

3
15 -



4
heretofore negiected manpower service needs of the employed
workforce. It was felt that the prov151on of manpower services
to this. group--which inoludes the vast maJorlty,orpthe’workf_”‘
force-~was meritorious and justified in its own right.

The expected outcomes of 1ncreased product1v1ty and improved

quality of working 11fe were seen as wholly adequate to
Justir nx; aditure of public funds for these serv;ces.
The 1962 Manpower Development and Training‘Act (MDTA)

was considered“broad enough' to include*concernwforwtheweww-WWMwww;w
employed workforce, and hence, the funds made ava11ab1e C
through that 1eg1s1atlon to the Office of Research and
Development (ORD) in the Manpower Admlnlstratlon were

considered a log1ca1 source of support for the’ project

However,; 1t was recognized that the shift in public pollcy

which ocecurred in the years after 1962 pl. ced increased

emphasis ow the use of MDTA fundsito aidi -~ rious categories

of diﬁﬁdvantaged persons to prepare for in: obtain empioyment.
This change in emphasis was not considere. a ba: rier to the
USU-MDS project because it was felt that the provision.of
manpower services to the employed'workforce through the

empioyer would, directly or indirectly, result in motTe and
better employment cupportunities for the target groups. 'This

would be accomplished by (1) helping employers more effectiveiy
traxy,:; utilize, and upgrade their workers, including those
comir.g from tne ranks of tue disadvantaged; and (2) the increased
emplo@ment opportunities made available by the now more

productive firms.

16 o
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While the originators of fhe USU-~-MDS project proposal
saw the project in the broader context of fanilitating all
aspects of human resource ﬂevelopment within the organization,
‘the proposal was reviewed and ultimately approved because it

complemented the upgrading research then being carried out

""’un‘cl’iar"“"t'h""e"‘"''e'*','p'ci'n"s'b'réti'i‘p'"‘o'f''ti'kié‘""l«il'a'_r'i'155'&56}’45"'r'“""l'i"dh'ii'n'"i"*s'"ft":”i'“aiﬁ'"i'"'ES'r’i"'”’s""'(')'R''D'"f"M""'""“”W"w

Upgrading research and demonstratioh (R &_D) projects

lwere started in 1766 in recognition'of the fact that while

‘the efforts undertaken during the early 1960's to bring those .

- Who were traditionally unemployed and underemployed into the
mainstream of employment had resulted in some success, otier
serious problems remained. Once in- the plant setting,
usually & @m ertry-level job, these individuals:tended to
become logked into the entry jobs. As one observer noted:
"tiey weres imn. but barely.’

Again normal channels of.acculturatidn and soclal-

ization tg: the job .environment were cut off; there

was Little, if any, opportunity to develop additional

skills re&masite to advancement to the rext level

by w@ﬁking in the entry job. The job had little

relaa\anshwp to anythinglabove it...or along side

of i:. i was ucad end. ‘ ,

The BRD spomsored upgradirg R &-D efforts, at least
in the ini«ial phases, centered upon: tée: application of
special tachnigues and’training procedwmes'(one—step
upgradingb dasigned to assist the disadmantaged employees
break out of Iow-level, 1ow-ski11, dead-end Jobs. Later,
the emphasis @é'npgradingyprojects shifted to '"career ladder,"
and "upward achility path,' as well as "genaralizable

models." | 17
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An interim review of the first five yeafs of'upgrading
R & D efforts by ORD and the National Manpower Advisory
Committee, made in Septembef 1971, provided -the Basis.for
guthorizing the more adventurous, if not hetequx, projects

like the USU-MDS proposal.2. The results of this review

"indicated that there was still a favorable climate for

continuing upgrading research. However, the majorkemphasis

un "hands-on' upgradirg projects (in the sense that pfoj°z

‘éfﬁff'attémpted”to"prbﬁidéwnbgrade“tréipipg“direbtly“to*”“”‘”“‘”““f

workers) led to an‘increasing‘repognitidhfthétﬁé“Substantiélw‘

proportion of employers were capable, botentially if not |

actually, of providing upgrade training on thgir qwn;-pquiggd

they could develop or have accéés to #deQﬁaté technical |

or diagnostic services. The increaéing recoghifion of\this

fact, coupled with the "somewhat mixed resultS"‘of the

"hands-on" projects, stimulated ORD interest in devising

and testing ways to deliver "hahds—off" services (financial

assistance. and other types of consulfing.aséistance) to

employers interested in upgrading their“workfor;:e.3

Approval of the USU-MDS project was the result of the

fortuitous convergence of the USU initiated prdposai céncerned

" with providing manpower consulting services to éid'the

employer and the employed workforce and the ORD thinking

; relative to the future direétion which the upgrading

R & D efforts should take. ‘AS it turned out, thé USU-MDS

project was one of the 1a§t of the‘upgrading R & D projects

to be approved by ORD bé}ére interest in the area waned and

a financial pinch virtually broughtvto a halt all such activity.
18 |
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While the.USU—MDS project was approved and funded
within the context cf the upgrading R & D program, it was
not 2n cbhjective cof the project to be concerned with the
""hard core" disadﬁantaged workers,uﬁbr e&en with upgrading

underemployed workers—-the so-called working poor. Although,

~as-noted above, it was-assumed within-the rationale-of-the - —noe

proposal that some of the benéfits from the work of the
diégnostic and consulting'unit would accrue to these groups,
the focus of the project was not limited to nor evenhqi?gqted
_at_them. The’intent of thé project was to explore theﬁbroader
manpower management and training concerns and needs of
employers and the‘ehployed workforce. The USU-MDS project
can be.viewed as a logical extension of the upgrading research
because it was very much concerned with the identification
and elimination of barriers to human resoufce developmént
within the internal labor market. Its field of focus and
concern went considerably;hey;nd upgrading as defined by
the other upgrading projects. The USU-MDS project stérted :
with .a premise similar to the conclusions ssubsequently
vreaéhed by a number of the'upgradiﬁg projects: that what
is needed is a more comprehensive apﬁroaéh designed to
encourage the creaticn of an "upgrading environment," and.
"to develop a broad approzéh to improving company manpower
management systems."4 |

The USU-MDS project, ﬁecause of its broader objectives,
mpproached the frontier of what has tfadixiohally beén viewed
®5 the domain of public manpower progréms?, With its dual

xconcern for increasing préduutivity and improving the

19 ,




‘project which., -becanse of thesevuniqueaobjectives discovered

utilization of manpower within the organization, while at
the same time improving the quality of working life and
increasing opportunitics for development on the part of

employed workers, the project's obJectives challenged the -

prevailing view that to be considered legitlmate a manpower

RO - R S
pzogram must deal exlusively dnd/or dlrectly wrth pue

disadvantaged. Notwithstanding the skepticism this approach
may -have engendered in some quarters, the result was a
and partially explored the dimensions?of;a~serious¢gapwinww;»gv;vég

U.S. manpower progrzms and policy.

s et

1.2 The Gap in U S. Manpower Policy

The dimensions::of the gap in- U S mmanpower policy

which the USU-MDS proiect helped to identify and explore

‘are summarized in the:following propositions:

° The overwhelm¥ng concern and narroW‘focus'ofhmanpower
programs on thke disadvantaged as clients and .upon
providing pre-employment, cransellin , and p » lac eme.t
services for them, have resulted in a w1despread
lack of understanding of employers, their manpower
concerns, and the manpower and training problems
-extant within the workplace--on the_part~of CETA
manpower planners and administratorst

e There is a corresponding failure on “he part,of'most,‘iﬁih
TETA manpower planners anduprogram administrators’to'
recognize that the successful resolution of'the
mampower~deVn&apment.problems of ‘the disadvantaged

must inciuie real concern‘forsandcmeaningfnl

20




9
programs designed to deal with the manpower practices
and environment within the employing organizations.

® There js a versistent refusal to acnaDt aé le~itimate

and hence wnrthy of support under exi...ing manpower

legislation, those programs and'services designed

“to~deal with the needs of the employed workiorce;,

-y

partiuularl&uif:they are delivered through the
employer.

® The nation's existing manpower system, including
the recently createc CETA‘manpower planning machinery
at the local level, lacks suitable institutional
mechanisms (i.e., a delivery system) to deal
effectively with either the manpower management
and training problems of the disadvantaged arising
in the workplace, or those experienced by the émployed
workforce generally.

e The communication and other.linkages which should
exist between those engaged in public manpower |
planning nad program operations; as represented
by CETA,‘and those involved in the broader spheres
of training and development in industry a2s well as the
productivity and the qualityv of working life are
virtually nongxistent--with detrimental consequences

for all concerned.

1.3 Major Findings

The major findings of the USU-MDS project, relative

to the original research hypothesis, are as follows:

21




'hh107,
e Thre substantial and ¢ ~nstrablc need forl
manpow.-x manb:i2ment advisory and consulting services
by private and public empleyers, both large and
and small, reflected in the nature‘ahd severtty ofui,

perceived organizational problems.

The probiems most frequently encounuered and”
‘mentioned by employers can. be. c1a551iied 1nto;,‘
three principal categorles"“l) cr1terlon— e
related (turnover, absenteeism; product1v1ty,»-'““
labor shortage); (2) ‘technical ‘(hiring, Te-".
cruitment, selection, tra1n1ng, orientatlon,'

...wage_and. salary admlnlstratlon, akd nonhuman
resource-problems); and-(3) human relations
(motivation,. dedlcatlon, superv1sion, att1tude
communications, mamager sen 'tivlty)

PSR S

e EN [ AN

In order of severity, human relatlons problems'mf;f

are considered by-employers-to’ ‘be the. ‘most e
serious in affecting organlzatlonal erformance,,,;"
followed c¢losely by cr1terion-re1ated problems,

with technlcal problems con51dered the 1east S
seTrious. , KRR (Y

e There is a strong,positiVe correlatiou among per;4,
ceived problemreXistence, probiem°seriousness;'
and receptivity to MDS services. The.more‘sensitive'
an emp10yer 1s to problems in hlS organizatlon the Q
'mcre receptive he is to a551stance, the more serlous
he rates his organlzatronal problems, the;more
receptive he tends.to he to a=51stan-,-' |
¢ There is camsiderable employer receptivity to the
advisory, consuiting, and techn1ca1 serv1ces de11vered
by the MDS consulting unit.
71 of the 141 firms cmntacted at the outreach ,
phase desired some ‘further contact and: approprlate

form of involvement, a success ratlo of better
than 50 percent. «

wWith the ex0eptionwof ‘some: of the very. young j_»
(0—2 years), the vexry small (0-25 employees,,
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and branch plants of parent organizations, firms
of all sizes, age, and ownership categories are
very receptive to MDS services. Family owned
firms appear significantly recept1ve to MDS
services.

The previous use of consulting services by an
employer correlates positively with receptivity.

.~The .higher. in.the.organization. h1erarchy ..... the.
initial contact is made, the more receptive
the organization is to MDS involvement.

e The delivery of manpower management adVisory and

consultlng services to employers has a substantlal

and p051t1ve 1mpact on the organization and the

quality of working life exper1enced by 1ts employees

Over half of the employers respond1ng to a
follow-up survey questionnaire. felt that MDS
had_ considerable or some effect on their
organlzation The effects noted-fell pre-
dominantly into categories of increased

. productivity or quality of working 11fe
con51deratlons o

F1fty4e1ght percent_of the employers responding .
to a follow-up survey questionnaire felt that
there was some considerable impact or ‘effect

on their workers that: could be directly attributed
to the involvement of MDS in. their organization. -
Most frequently mentloned were 1ncreased ‘work
satisfaclion, income . ueuerits, new: positions,
confidence and- competence and the: quality of -~
worklng 11fe experlenced by hourly workers

While many employers had difficulty asse581ng L
any measure of ‘productivity in:their’ organizatlons
due to the lack of technical sophistlcatlon or
- availability of data, ‘the effect’ of MDS' services
on productivity was. calculated as posit1ve by
35 percent: of the employers respondlng to th1s
question ‘ ,

Empluyment levels in firms“and organlzations
worked with by MDS were stabilized or increased--
in the face of rising levels of unemployment

in the state and nation

An overwhelming percentage (81 4) of employers
worked with were desirous of further .contact
with MDS following substantive 1nvolvement at

23
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the diagnostic or implementation level; further
and perhaps conclusive evidence of the positive
impact of services on employers and their workers.
e Large employers are able and willing to pay the
full costs for the maﬁpower consulting services
delivered to them. Small ahd medium-sizcd employers
are much less able or willing to pay; although their
willihgness to pay increased somewhat after receiving
assistance and observing the benefits therefrom.
] Small.andnmedium—sized.ghployers‘arenless;1ike1ywto“.mMNmWM«
seek or utilize needed manpower advisory services
unless extensive outreach effoifs_are émpleed to
bring knowledge of -the availability 6f éer§ices io
their attention, to educate them as to their
value and use, and to defray part of the costs of
delivering £he services.
e VWithout some form of public sﬁbsidy to defray the
cost of positive. outreach efforts and partially
subsidize the cost of delivery of services, the use
of these services will be limited to the large
employers (those who are willing and able to pay
full cosis) ;ud the Lypé ol servicgs deliveied
will be restricted to those specifically demanded
by this class of employers. There wili be a corre-
sponding reduction-in the ability of the delivery
mechanism to foster or achieve desired public policy
objectives of improving on-the-job training received
by thé\disadvantaged, upgrading the embloyed workforce,
increasing productivity, and improving tﬁe,quality |

of working lifeﬁf

» e : : _ L - 2%‘
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e The experience of the USU-MDS and the project findings
relative to other existing delivery systems have
demonstrated th... whiie a few of the analytical
and training skills necessary for delivery of
_in-plant manpower services may currently exist in .
some community-based manpower agencies, most of
them do not have the expertise, flexibility, or
breadth of perspective necessary to effectively
‘and“§G5§£aafivély“agélét”émbi6yE£§fEB“héVéIB§iﬁg““““w
their workforces.
e The university-based model holds considerable
promise in_serving as an effectiue meéns‘of essisting
the local’CETA manpower planning system to deal |
with the manpower and"traiuing preblems eucouhtered
by the disadvantaged in the workplace——problems
which are currently unmet or are belng ignorEH R
due to the lack of interest in or. understandlng of
the problems, lack of cred1b111ty, or lack of
expertise with which to deal effectlvely w1thr
them. Furthermore a number of the gaps currently
exlstlng in the nmployment and lralnlng Aumlnlstratlonls
Technical Ass1stance and Tralnlng (TAT) program for
prime sponsors themselves could be fllled by suoh
a unit. |
¢ Finally, and most*signifieantly, the.university—based
model (as exemplified by USU~MDS),;given appropriate
public ‘support and resources .could provide a |

framework to effectively integrate in one delivery
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mechanism the concern and capability to deal with
problems of: (1) the disadvantaged,in fﬁ% workplace;
(2) training and manpower management practices in
industry,‘and (3) the most important recent concerns'
associated with productivity and the quality of
N worying TifeT" "By ‘so doing, a~ Serious gap lnfthef”“wwrwf“ﬁ

nation's manpower system could be closedL

1.4 Recommendations for Future Directions

";W A model for a nationw1de system of Manpower Advisory
Service units is proposed The model envisions
one or more teams of highly comptetent manpower

management /human resource development professionals,z

operating out of ‘a college or university (or other fll
appropriate base) in each state or reglon who would
provide a specified range of diagnostic and- consulting
services to public and private employers and’manpowerki s;
agencies. Financial"support for these units would

be provided through a comblnatiun of feaeral and

state sources and fee—for~services work

@ Several additional Manpower: Advisory Service units
should be: established 'in states and locations with
a variety“of geographical and industrial settings
in order to further test the proposed model and to
develop the necessary guidelines for expanding the

system on a national scale.

26
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2. PROJECT HISTORY, OBJECTIVES, AND ACTIVITIES

2.1 Project History

Previous research'on,industrial training conducted
in the U.S. and abroad led Utah State University (USU)
researchers to the conclusion that many. U.S. employers were
in need of and desirous of obtaining high qﬁality training
and otﬁer manpower advisory assistance.1 The research
also suggested that these services were not being providéq
in sufficient quantity or appropriate quality by existiyg
privﬁte and public agencies. Because of the potential %
contribution the provision of manpower advisory service%‘could
make to the nation's manpower policy objectives, and
exploration of the need for, feasibility of, ahd imbact 6f
sﬁch servicesjon the-organization and its employees

appeared warranted.

__On_the basis of the perceived need for manpower advisory

services by employers and the potential benetits which could

be derived therefrom, researchers affiliated with the Utah

State University/Economic Research Center proposed to the

Office of Research and Developﬁent (ORD) (Manpower Administration
U.S. Department of Labor) in the spring of 1971 that a pilot
feaéibility study be undertaken to irvestigate certain

aspects of the problem area outlined above. The ptoposal

was presented as a logical step in determining the course-of,

U.S. manpower pblicy, and one which buiit'ﬁpgﬁwghgwgéﬁeargﬁ_
and experimental projects previously or concurrently sponsored

- by the Manpower Administration.
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Because of the innovative nature of the proposal, and the
fact that such an activity had never before been oontemplated
by the ORD, i.e.,‘providing‘training and other manpower
management advisory services directly to employers and the
employed workforce without being Speoificallyﬁlimited‘to
a concern for thc unemployed or disadvantaéod; the proposal
underwent an. exhaustive series of reviews by outside panelists
and the research subcommittee of the NationalmManpower
Advisory Committee to the Secretary oflLabor.

Reviewers in favor of the proposal_looked upon it as
a unique opportunity to explore the dimensions ofrthe prob-
lems faced by employers in dealing with their human- resources
and toltest one mechanism for delivering professionally
competent manpower advisory services to the employed workforce.
The proposal encompassed an exploratlon of: problem and
approaches to their solutlon wh1ch went beyond the more

narrowly focused upgrading projects then being condﬂcted

under ORD sponsorship.
Reviewers who questioned the value of the proposal

wondered whether a projeot designed to improVe employer

manpower management sysfems, worker produnt1v1tv and the

qualtly of working life was in fact a "manpower" program

w1th1n the terms of the Manpower Development”and Tra1n1ng

Act (MDTA). They apparently oonstrued the objeoriyes ofuthe‘

MDTA (and by implication the Comprehensive Empioyment and

-mwmw“_M“_Tralnlng Act) as_applying.only.-.to. narrowlynfocused— target'
groups," e. g the unemployed underemployed dlsadvantaged

and other such clearly def1ned groups. There was someu .
R ’ :
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dognt «n their minds whether delivering help to the employed

workforrce at large tHzough- the employers quudified as a

‘mapzo o F program, €ie:m ii by meams of such efZforts the working

cox~i «o 18 and job oppmyptunities for the target groups were
Aprc .

Vfter all viewpoints were considersgd shoroughly, ORD
mads e decision in April 1972 to épprOW¢ the project.

‘Eacaﬁse of the nzzure and extent ot the research
objec~ives, the projeci was cqnceived and plannéd as a
multi-year effort. The objective of the first year was to
focﬁs on the preliminary feasibilit& exploration and to plan
subsequent work in light of the initial findings. The.project
was initially funded for the period July 1, 1972 to June 36,
1973. At the end of the first ten and one-~-half months, USU
agreed to provide the Manpower Administration with a draft

report on feasibility findings and a proposed plan for the

following year if the findings justified further development.

On the basis of the positive:feasibility findings, the
projébt_was funded for a second year from July 1, 1973 to
June 30, 1974, and for an additiomnal fourteen months from

July 1, 1974 to August 31, 1975. Two additiodal extensioné

were approved which funded the project to December 31, 1975.

The funding and objectives.for the third year of the
project were based in part upon the favorable recommendations

of a nationally selected panel which convened in March 1974

" to review the project and determine whethér additional areas 7

of work were warranted. The report of the panel is discussed

below.

30 ' ;g_
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Txe “#he 1'0°4 loss of funds alrear obligated for fiscal
year 1%/ ny rie Manpower Administraticm's Office of Research
and Devels:dnenttr~2sulted in a drastic Eaduction of funds for
this and a 7sumi:r of other ORD-funded projects during —iive
latter par- ..¢ “+» third fiscal year. For the USU project,
nearly 4% . -«ept of the fiscal i975 budget was cut. This
loss of fwa-is, wwoming as it did halfwa through the fisecal
year, for. = tihe project staff to severely curtail the work
of the op~ iKiwmuel MDS unit and abandon some of the research
objective: nut'iined for the final year.

Howev ~r, ithrough the diligent efforts of the USU staff

and the re: ;nition of Utah State University administrators

by the unit. gufficient funds were obtained to enable
the unit to comntinue functioning. Approximately $40,000
were obtaimed fmom various sources during 1975, about half

in the formwo® mmrestricted funds and the remainder in the

form of recesr—= grants for propmsals_writtehﬁby\the

staff.or fes-for-service work similarly obfdineﬁ; .Some

of this newly obtained activity was closely related to

and contributed toward projegt objectives. Other activiﬁies

engaged in‘weneihess'relevant_fo_specific projechobjectives{'
= but shed cowsidsrable light on related manpowe;fissués,

As a vconseqnmcé of _th(-;j._lovs‘.sv-,cf.";;'grz_'é,j'é-’.“c_:'t_':""f‘ﬁri"'(;isfduring
the thrid rear, two §taff mémbefslﬁeféviéid-off on December

N

wwome315--19747— At the“same—time-ome staff Member T WiS picked

et s 8 o g o S

up by Utah State University and placedmdn_othér funds ‘for

31
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the remainder of the fiscal year. Two addit.omal staif

members left MDS on July 31, 1975. The consaquences of this
reduction in staff were that little‘direct i nfect activity
as omtlined in the third year proposal could ‘&= carried

out during the period January 1, 1975 to Decemitver 31, 1975.

The resources remaining from the ORD grant fumis were

husbanded carefully for the purpose of furthewimg the objective
of institutiohalizing the advisory service unit at USU and“
for use in tﬁe analysis of data and writing wf the fimnai

réport during the final months of the project.

2.2 Project Objectives

" The 6vera11 objectives‘for the projéct were to explore
with employers in selected'industries and/or localities whether
and what kinds of diagnostic and advisory manpowel services
were needed and would be accepted by them, and how such
services might reélistically,be provided by a sma%}ﬁSfaff

operat ing underthea uspices of TaTuniversity T e e

2.2.1 First-Year Objectives

In accordance with overall objectives for the project,

the first year objectives were to:

Establish a Manpower Development Service'CMDSD‘unit
at Utah State University.

Determine the criteria for the selection of a
professional staff and then proceed to recruit
them. : '

S .. ...BEstablish a program of training_ for the professional. . ______
; staff. :

JIdentify and select an Advisory Council to provide
advice on the industry group or groups and/or a

PRI
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particular giographical locality in whiickr discussions

of interest.zzd prciject exploration wori=~ concentrate.

Monitor effcrts of other universities :xzd 'non-
profit argan:zatioms providing manpower :mmid training
technical asz’stance= to see what could. k= learned
from their experienca. A similar reviiew:znd
analysis of rellevami lessons was to be mncéertaken
with regard to the Indmstrial service e=xperiences

of the Utah State Emplowment :Service.

Begin working with Firms in the target area to
determine what techniczl assistance they appeared
to want and need. This was to be accomplished

by means of an assessment of employers' current
manpower development obijectives and practices,
carried out in relation to the technical :guidance
and actual services the project staff judged it _
could reasonably and appropriately offier. Develop
specifications for: (1) the types of Eimes with
which it would seek to work; (2) the types of
mazpower developmeni problems on which it would
seek to focus; and (3) the types of dimgmustic
problems on which int would offer during th= second
and longer period ci the grant.

Work with specified firms or industries in a

target area to diagnose their manpower pzeds and

to provide certain .services directed toward these
ends, as deemed appropriate. The nature and

extent of the project staff's imvolvement with

each employers would depend upon the recommendations
of the Advisory Counrzil and on the: specific
dlagnosed de51res of the respectlve employer

flrm o » R

In working with thesz employers, an attempt would
be made to clarify tlve distinctions between
diagnosis, advice, and the actual provision of
trainimg, job analysis or structuring, :@nd other
oper=i—fmmal services.

Concenmtrate oun developing specific. case: experiences:
and crizeria for the identificatiom of ‘generalizziile
employer sitmuntions =nd needs for which diagnosti:

and technical aid from a .small unvier=iity-based

staff would bre :appromriate and .femsible—as
contrasted 1w those ttgpes of emplmyer 'situations
and needs for which wther or more -‘extemsive
technical aid would be required.

Establish and maintain an appropriate 'system of
record keeping, identifying and documenting- progect

process and 51gn1flcant progect findings.

T
t
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Report finding= of feasibility.

2.2.2 Becond-Year Objeciiives

Tise developmentaZ +ork of the project's first year
iumnﬁsﬁ;primarily on t== creation of MDS and the development
o & -5=rvice model. SEstwond-year objectives were to:

Refine, operatiommiize and test the -conceptual service
model . !

]
1
i

Develop and document the MDS staff training program[
Develop and expand the working relationship between
""" the MDS staff and ‘the Advisory Council.

Comtinwe to monitor the work of other advisory
service organizations.

Canvene a review panel to examine the conceptual
basis for the profect and determine whether additilonal
areas of work wers warranted.

&.2.3 Thir&-Year Objectives

The thrd-year objectives were essentially a con-

Tinuation o thosy wmtlined for the second m=ar, with

o the additior of severa® new-objectives-whith—arose—out———— -~ -

of the recommendarions of the review panel. These were

——
& -

Conmtimms im mn owm=rational mode for the purpuse of
enlarglmg whé sample Ssize so .that necessamry data
conld be obtaine for the successful evalmation
of the Immet thac MDS intervention ‘was - ‘having
‘on:emmioyEr manpowesr management  systems, work-
force=s, and organf=ational productlvity

Explore the fee—fuz'serv1ces ‘question, i.e. tbé
willingness and. akility of employers to pay for
MDS-type consultinz serv1ces

————

Develop the internship concept as a means of recrultlng
and training hmman. resource analysﬁs,to perform
trainimg and manpewer consulting wor

. 34
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Initiate activity leading to the institutionalization
of MDS at USU.

Disseminate the fimfings and demonstrated practices
arising out of the project.

Prepare a final report.

2.3 Sopmmzry of Project Activities

Z.3.1 The First Year

The core staff of USU-MDS was initially made up of
three faculty member= “rom the"ﬂSUaCollege of Business:
the project director, Ir. Gazy B. Haﬁsen, 2 manpower
economist; and Drs. Jmhn R. Crazun and RBobert C. Mecham,
-both imdustrial. psychologists. The proposal called for the
employment of three full-time professional staff members
to functiom as zn operational team of Hummm Resource
Ammlysts with ore member to serve as the team leader
amd Associate Director of MDS. The six member professional

staff-—three unviersity professors servism part-time with

e o -MDE mmd - thrsea ful¥~time Homan-Resource Apalysts (or “HRAs ~ " -

as: they gr= :allsdi-— was~to be supported. by the employment
@f‘a.full—f:mmfsecreta:y/administratiVe assistant.

Extensive recruiting throughcut the Ustited State; was
carried.out during Juné and July 1972 in an effort to
recruit sstaff members. Some 63 applicatiocms for the three
Human Resource Analyst positions wvere receivest.. After Furiher
screetying and inrerviewing,'aII,the‘posiziDns,were fiTT=d by

In recruiting the:operational téam:ciiHHAsl the

intentiiom ‘was ito -halance the team with regard to skills =nd

- 35 -
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experience. However, it was decifled at the autsst that if a
choice had to be made between #xperience ana ability, greater
emphasis would be placed on thke intellectual and pefsonal
qualifications of the candidat=s rather than on their business”
or training experience if in the judgment of the core

. statf, the candi&zxeelaeked the.imteilectual,or'pereonal
qualities considered important tio the ultimate success of
the team. The awverage age of the team members ultimately
selected was 30 y=ars. They did not have any specific é

background in the field of training or mampowsxr, but alyw;

had received graduate training, two having MRAx amd oneg :

with all the requirements fmr a Ph.D. 1n‘muh11c aﬂmlnlsﬁf;¥ionwn>b

except for the dissercation. All af them hart had seVergl

years of wexperience in busimess or governmen: service..

The secretary/administrstive ==sistant himad Zad a B.A.

in Englissh and two jesrs experismce as a mseretary/office

manager for a firm zif consniting engineers.

e ———I -t he-week s~ foTfowing —the tririmg—of-the MDS operational™
team of three Human esourcz Amalysts, a basic program of
training (descriped in Chépzer 4) was. devealoped and iﬁplemented
to provide them wity she Kinds «f Enowiedpe amd skilis
it was felt they weedad to fumction as compessent manpower
consultants. Cowcurrently, -the entire MDS staff struggled
to develop and refine the: projert framework sset out in thé
original proposzl. The initial mlannirg discmssions were"

followed by on~site visits, -in S&ptember 197%, by the project _

director to the Tolumbus Skill Improvement Systems project

and the New Jarsey TIndustri=T Treining Service at Newark.
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Aé a result of the insights gained during these visits
and additional discussion by the MDS staff, a plan of action
was developed which could be presented to an Advisory
Council .as abasis for discussion.

The’prdposal for the project stated that an Advisory -
Council drawn from the project area would be identified
and selected to provide assistance to MDS during its
formative stages. Several meetings were to be held to get
the advice of its members concerning the defermination of
specific firms or industries with which to work, the locality
in whicir the initial discussion of interest should be
conduct=d, and the development of tighter specifications
of the ‘diagnostic assistance to be offered and concentrated
ondin the early stages of the project.

‘The task of selecting an Advisory Council was undertaken
after the recruitment and selection of the team had been

completed. Ten prominent men from the Utah business and

governmentzl community were u1+imatelv identified and

e

recrulted to serve on the Adv1sory Counc11 The group
was fully constituted by the end of September 1972.

The original plan of action prepared for the considerﬁtion
of the Advisory Council called for the MDS staff to engage
in three types of actibitiy during the first year: (1)
conducting an organlzatlonal survey with a large sample

of firms in the project area (the state of Utah) to 1dent1fy

w-pos-s~1—b-1e»~ma»npower—prob--l-emvareas*and*emp-loyer*at-t-i't'udes-;
(2) conducting an in-depth organizatiénal analysiz of manpower

problems in cooperation with selected firms, but to stop

37 -ﬁ
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short of remediation phase; and (3) undertaking steps to
assist 2 small number of firms (three or four) plan and
implement remedial action. The services wculd be previded
free of charge to the client firms.

The plan of action called for the initiation of an
agreement with the British Industriai Training Service.
(BITS) to undertake a review of MDS's Qork in donducting

"""fhe training survey. BITS consultants would also work

directly with MDS personnel in conducting diagnostic work .ff

+ o

and in initiating several pilot training programs in a_

small number of firms willing tc allow MDS staff to develop
their skills while working with them. The objectives_were

to train the operational team and, hopefully,'to_accomplish

some good for the firms‘involved. The active participation ;J%
of the British ITS consultants was to iﬁsure that both
objectives were fulfilled. A final visit by a British ITS
consultant would be scheduled several months later to
-~w~vw“¥%evaiuate~the~o;erailﬁprggress;ofvthe*MDS~teém7~to;evaluate-w{§
the various pilot programs undertaken, and to offer suggestioﬁg
and analysis for the future direction of the project. R
| A first preliminary meetinyg was held with the Adviscry
Council in October 1972 to get organized and acquaint A
council members with the MDS staff and project objectives. .
Subsequently, on November 21, 1972 a half-déy working meetingﬁé

was held to present the Council with the MDS plan of

action gggwthéi{vconsideration; The Council was optimistic

about the receptivity of firms to MDS and its services and

saw no major obstacles to hinder MDS activity. The biggestf

38 ‘.,




27"
problem, as they saw it, would be in making employers
aware of MDS services. Council members felt that the
best way to gain entry would be by retferrals from appropriate
organizations or influential individuals, such as a member.
of the Council. Direct contact by MDS staff with potential
clients might also be necessary at the outset. ”
Several Council members expressed doubt as to whether
, it would be necessary to conduct the organizational survey
proposed. by MDS as the first type of activfty”tO'be~under-5'»~r
taken since much of it was already being collected by organi-
zations such as the Employment‘Service and State Division o
of Industrial Promotion. However, the Conncil felt that .
it would be valuable for MDS to tap these sources of
information for the purpose of increasing the.staff‘s
knowledge and understanding of the community MDS could

also ut1l1ze this 1nformat1on to advise employers where to

go for assistance in resolving spec1f1c.manpower problems.

The Council recommended that MDS concentrate its energies
on the second or diagnostic act1v1ty (in- depth organ1zed
analysls of training and other manpower problems) for the
present, while taking advantage of sufficient opportunities )
in the third category (plann1ng and 1mplement1ng remed1al |
activities with cl1ent f1rms) to proV1de the MDS staff
with the breadth and depth of expert1se a: unlt of th1s

type must have to successfully accompl1sh 1ts obJect1ves

T m-The~ Council~felt” that'thE“maJor’role or function of MDS”‘ T
~at this po1nt in time should be that of a catalyst ‘en-

cou1ag1ng managers to 1dent1fy and think through the1r

3S)
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problems, then working with them to help resolve those
problems identified.

The Comncil recommended that during the project's first
year MDS should comcentrate on medium-sized and small com-
panies which it was felt would not, in most cases, have the
in-house camzbility to deal effectively with their human

resource probilems. However, because of the need to estab}ish

a "track r=cord,” the Council suggested that MDS be flexible
and accept amj opportunities that presented t#gm;glyesf ‘ f
On the basis of the'expeﬁience gained during the first
year, the Council members felt they would be in a mugh
better mosition to hélp e§tablish éppropriate critefié’ i
for the seleciion of firms,that should be serviced by ang
MDS unit and the services that should be provided.
Other recommendations made by the Advisory Council

were that MDS éstablish contact with cormmunity manpower

a

organizations such as the Employment Service, State Manpower

—vvww;m-n~wPJanningaCouncilwwetcvvmmhese~gIOUps_should-be~made~awa;e

of the purpose amd objectives of the prdject and, where

appropriate, their assistance sought in publicizing the

availability of MDS services. 1In addition, MDS should

seek "to iZdentify all other public‘and'private agencies in -
the Intermountain area which dealt with manpower and training
problems ana determine how MDS could best coordinate its

diagnostic SerVicés with the work of these groups. | -

On tbg»ba§}§mgiwypgwédvisory Council recommendations;

the proposed survey of firms was abandoned. Rather than

placing emphasis on a survey instrument and the collection .

PE




of Quantifiable data which could be‘usedato identify
‘employers' perceptions of ‘manpower problems and to provide
feedback to them about the local labor market, it.was
él:'b ' decided that the first level of MDS,activity should instead

focus‘on outreach and publicity This would include;
Personal contact and ‘close cooperation w1th key ind3v1du91QMNMM
in the business community;

Wide d1ssemination of pamphlets and other descriptive
) mater1al introducing MDS;

Introductory presentations to service. clubs, trade
associations, and other interested groups outlining
~MDS services and pointing out common manpower problems

of possible concern to employers and

Initial v1s1ts to employers, explaining the general
nature of MDS services and offering specific problem—
related diagnostic services to them._

Beginning early in December 1972 the three man MDS
operational team began systematic outreach and publicity
activities. (Some preliminary outreach activities part-
icularly in the Logan area, had ‘been initiated as’ early as. T
October 1972). Personalcontacts“mre made-with community
and business leaders to acquaint them with MDS and to solicit

their support in making prelim1nary contact with firms or

providing referrals of firms that would be receptive to

MDS assistance. These contacts were made in uogan, Ogden,
Brigham City, Salt Lake City, and Provo with Chamber of
Commerce directors, Employment Service office managers,

City and County officials, MDS Advisory Council membhers,
trade association representatives, and presidents and
program directors of civic clubs, minority groups and others

0 Wherever possible MDS staff met with these groups and

. ’ i
(I .
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made presentations describing project objectives, MDS
services, and mode of operations.‘

In order tofurther publicize MDS, a bréchuré explaining
the organization and its operations was prepared and |

coerrererae o ome eee-distributed . .(see. Appendix.A)....In.addition, copies. of ... ... ... .

the pamphlet.Upgrading Your Workforce: A Key to Productivity
prepared by the E. F. Shelle: iompany for the Manpower
Administration were distributed. Flyeis announcing a |
forthcoming MDS workshop were mailed to_émplo&érs inviting
them to partiéipate. On the basis of the favorable respcnse*.“ : ‘%
go the invitation, several of these.séminars were subsequeﬁtly“‘
conducted in the spring of 1973. They were désighed to
bring a group of’employers»together in an informal setting
to discuss common manpower problems under the guidance of
MDS stéff. The objective of the seminars was to develop
a sense of awareness among employers of the manpower
dimension of their operations which wdﬁld make them receptive
to MDS Assistance. In addition, the seminars were designed
to teach the employérs the analytical skills which would
help them diagnose their own problems.

As a consequence oi the foregoing outreach activities,
apﬁroximately 25 firms were contacted by MDS staff during
the first six months (October 1972 to April 1973). These
firms ranged in size from 20 to 2000w§mployees. The reception
was cordial in virtually all cases and often warm and
enthusiastic. With the exception of five firms who stated
they had no problems or were receiving adequate help from

other units within the corporation, all of the firms
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acknowledged the existence of problems, and most saw the
importance of obtaining outside assistance. Qf those
firms acknowledging problems, all except five expressed
a desire to have MDS perform a diagnosis in their oréanigation;w

"The provision of diagnostic services _to_interested. .
firms contacted through the outreach act1v1t1es was 1n1t1ated

?

in the winter of 1972—73. However, the shortness of time

X

available between the commencement of d1agnost1c work and‘ —
the deadline tor the submission of the first—year‘final y

report (and proposal for the seoond-year funding) did”r

not allow for a substantlal amount of dlagnostic ‘work.

Although the f1rms actually prov1d°d w1th diagnostic

services by MDS prlor to Apr11 1973 were re1at1ve1y few

in number the results did 1ndicate that useful diagnostlc
and analytic services could be provided to employers by a
small; competent ‘consulting staff. There dappeared to be

a real need for this service as indicated by the percentage
of employers willlng to accept such assistance under the
cond1tlons which they were then being provlded and‘by

the wide varietv.of problems being encoun*eredh Emplnyers

appeared satisiied and pleased with the results Irom their

involvement, and MDS began to develop techniques for\providiné
a quality service. | | | |

The positive results obtained during the first nine
months of the project indicated that it was feasible to
create and develop an advisory service model al. ng the lines
set out in the original proposal. Consequently, the MDS

staff felt that the project should be extended in order to

llka o ;‘ o o muﬁ_nff
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refine and test the emerging model, further develop the
organization, improve the quality, and'expand the services
being provided.

2.3.2 ‘Conceptual Model of Delivery
. System to be Tested .

The final report of the first year's activities, which
was transmitted to Ol':. on April 12, 1973, set out the results

of the work tvo date and presented the conceptual model

aote

which was to be established and operationalized during the
second year of the prc,iect. The dimensions of the MDS
conceptual model_included in that report were as follows:

A small staff recruited and selected on the basis of
individual potential (rather than professional exper-
ience) and team ''need" or "fit''; trained (individually
and as a group) through structured, work-related
experiences; organized and directed as a cohesive but
complementary team; and supported by an Advisory
Council from the community to lend credibility and
practicality to plans and operations.

An approach accepting involvement with public and
private firms of diverse configurations (but specifying
a priority of MDS interest) from among potential
clients based on need. demand for services., potential
for effecting change, and other organizational criteria
such as size and type of firm, ownership and geographic
location. .

A range of services to an employer that would provide
him with an awareness and identification of specific
problems in his firm, an analysis and diagnosis of
recommendations for change (mutually arrived at with
the employer), and help (advisory,..technical, or
catalytic) in implementing the proposed changes. These
servicer, -together with their surporting activities,
comprised the MDS service construct, the single most
important element within the model to be tested.

An evaluative feedback mechanism which would provide
objective and subjective criteria for performance
appraisal and program redesign and change.

The dimensions of the emerging MDS service construct

developed during the first ycur (the third element of the
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conceptual model above) which were systematically tested

and evaluated during the second year of the project as

follows:

1.

33

Qutreach. MDS activities were initially directed

toward creating interest among employers as to how

problems The maJor components oi th1s process

were as follows:

(a) From preliminary research, ‘
“identify firms within an 1ndustry or geographical

the MDS ‘team would

area upon which to.focus MDS serv1ces

(b) Through utilization of the Adv1sory Counc11
- members, Chamber of Commerce, or: other Ain-

fluent1a1 persons or organlzat1ons

identified would be brought- together for a

workshop, seminar or presentatlon to introduce
MDS services to them as a.group.

information about the MDS services would be
disseminated to the target firms- through
the auspices of the cooperatlng group or

agency.

'(c) From the group presentation, individual
meetings would be arranged with each firm in

__attendance.. . These. follow=-up.visits. would
require a h1gh degree of skill on the" palt
of the MDS staff members to effectlvely deal
with employers' perceptions and . insure an
understanding of how MDS could be of assis-

tance. The individual styles ‘and. 1ntnrpersona1

the- firms

Alternatlvelv

skKiiis vf each team memoe1 were con51derea to
be the crucial element during the initial
approach. Once an understandlng had been.
the dppropriate: course of
essential that an- agreement
verbalized as to the specitic

achieved as to
action, it was
be immediately
services to .be

~and the mutual

concerned.

MDS Services. The service MDS offered to. emplovers

oriented toward: (1) assisting in the identification

pr0v1ded
responsibilities of "all parties

a starting date,

of existing and potential manpower problems to
discover areas amenable for improvement; and

(2) developing, mutually with the manager, recom-
mendations for possible actions to be taken for
improving organizational health and performance.
The process otf MDS involvement with organizations

was as [ollows:

4
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(a)

(b)

(c)

(d)

(e)

AT L
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An MDS task team was assigned to conduct the
diagnostic analysis based oa the size and com-
plexity of the orgarnization.

Arrangements were concluded with the company's
manager to include:

identification of areas tQMP?N§9FY§X?QiMWM

Scheduling of supervisors and employers

is
to be interviewed; and

. Informing supervisors and employees of
‘the purpose of the interviews.

The"task team then proceeded to interview
designated staff employees, supervisor, workers,
and such extra-organizational factors (con-
sumers, suppliers, community officials, etc.)
as were deemed important to the amialysis.

Also, work in progress and the production

flow were observed, and pertinent persommel

and organizational data (organizatior charts,
application blanks, promotion and evaluation
forms, wage and salary structures =zmd policies,
etc.) were collected by the task tsmm as the
nature of each project demanded.

Problem indicators were identified and grouped
on the basis of basic underlying causes that
were amenable to management action. Problems
differed from firm to firm, but were classified
in the following general areas:

ion

(7]

Orgarimatinonal atructure and supervi
Work structure

Human resources

Environment

At the conclusion of the data gathering phase
of the analysis, an appointment was scheduled

by the task team to review and jointly discuss

the data with the manager. The problem
indicators were presented to the manager along
with the underlying causes attributed by the
task team. This provided an excellent base for
discussing the manager's expectations of and
reactions to.the existing conditions. The
manager's additions to MDS observations were
then listed and evaluated for inclusion in

the proposed action for effecting change.

4(3 S
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This interaction provided impetus for sensitizing
management to the importance of dealing with
manpower problems and, equally 1mportant

for proposing mutual recommendations that were.
realistic to the spec1f1c firm invnlved

(f) The task team then provided the emplovers .
e e With.-the.technical.-assistance.. necessarywto.". uwmwwnwgg
implement the proposed organizational changes. c
This was p"C""""d ”""Ordl!’k"' to the ovnp'lc"a-v-s‘
needs and capab111t1es in the following ways:

Support and adV1ce to 1nd1v1dua1 managers
in utilizing their 1nterna1 TEeSOUrces,

Referral to _xternal agencies who were
czpable of uIOV1ded these t=chnical serv1ces

MES. WOrkshops to develop employers technrcal
airiflities om a group basis. s

MDS contractlng with tne employexr to carry
out the 1mp1ementat10n activities.

(g) - Cr1ter1a were establlshed for measuring
. effectiveness and evaluating the impact. and
the quality of MDS services in g flrm
. Employing the servlce,model _ MDS. contacted 141 employersaignw_ww
over the next year and a-half, and worked 1n some denth
with 71. The findings and results of these contact are

L

described in Chap ter 3,

2.3.3 The‘Second Year

In add1t10n o systematlcallv testing and evaluaf1ng
the above MDS SGTVlce construct 1t was proposed that
sometime during the second year an evaluation of the
project would be made by an impartial panelpconvened under
the direction of the Manpower Administration's ORD. A
decision would then be made in consultation with the.ORD
staffvabout the future direction of the‘proiect The

proposal for second-year funding was exten51ve1y rev1ewed
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of“the retreat were: to- provide a- favorable sett1ng for
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36
by the ORD.staff and outside consultants and was subsequently
approved in June 1973.
During the first week in July 1973 the entire MDS staff

was brought together for a three-day retreat The purposes

S e

a thorough review.oi. every Iacet of the prOJect durlng he
first year~ to plam the work to be carried out in: the .'.
:second year; and touorganize resources SO: that the plan

of action adopted'apuld be effectlvely carried out ‘inhith

—the course of thesazsessions,imaJor obJectives were identlfied.d'f

An,attempt was made: to operationallze these obJectlves and f
to establish priorities for \heir accomplishment fThe}i' |
operational steps for each obJective were made more speclficii
by assigning each topic to a smalier task group Topics
dealt with included the service model (outreach diagnosis
implementation, evaluat1on), and advisory council record—
keeping, team development, and the staffing, housing, and
funding of an advisory service."ZOn.the basis of the work
done' by the taskwteams and the,subsequentfreview.and
madification by the entire staff, a detailed planhof action
was dev ~*~ped under which the projecct cperated during the
remainder of the seco;d year.

One area deemed to be of critical importance and which
received a great deal of attention uuring the retreat
was the development of a framework for systematically
testing and evaluating the MDS»service construct.

In order to facilitate the process of-evaluating the

impact of MDS services on firms, particularly the measurement

AR
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of changes occurring as a result of MDS intervention, an .
attempt was magde to identify the questions that needed to
-be answered in order to evaluate each component of the
service model. Th1s included efforts to 1dent1fy the

original source of the data that was used to,answer the

questions, to determine how best the data could be collected

(from whom, by whom, using What instruments'tand When),
and to decide “what procedules would ‘be used to tabulate
and analyze the. data collected h _v , ..

The next. step undertaken 1nvolved developing the
necessary 1nstruments for use, in data collection and then
pilot testing them in actual operations | One of the
primary objectives in the de51gn of the evaluation frame~
‘work was to establish procedures that would allow the

collection of baseline data—-both hard and behav1oral

These data would provide 1nd1cators of orgainzatlonal health'

particularly as they related to the effectlve utillzation

of human resourcss. If such cata e_uld UE‘LbLth“L pll'

to MDS interventlon, ana at appropriate 1ntervals thereafter,.

an attempt could be made to measure the impact of MDS

involvement on the organlzatlon This assumed of courSe,

SN e R S ety e s i e b

that MDS involvement could in some way be iSOlated from othé;l“WNWHw

influences on the organization during’or after the'period'
of MDS inVolvement. While it was fully realized that
considerable difficulties would be encountered in carrying
out such an effort, the'project staff"nevertheless’felt

it was of such importance thal the effort should be -attempted.

49
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The implementation of the evaluation desﬁgp,was faCilitated
by the emplofment, in November 1973, of a person with |
knowledge of statistics,and computer programming to serve

as an evaluation specialist. His primary assignment was

to assist in the “further reilnino ‘and implemesmting of the
evaluation de51gn. A rev1ew of the. data coIEﬁction instruments
then being used was undertaken to determine fheir usefulness ‘
in obta1ning data. Where necessary, the forms were modified
" or redes1gned to more effectively collect data and to:
facilitate the . transfer of data for eventual computer_
coding. The rev1sed data collecting system consisted of
ten instruments. (COplES‘Of thess forms and a description
of their use are given in Appendix B). ,

In addition to ‘the "standardized" data.chmection
measures employed with @all client-firms, the HMDS staff
also began collecting quantitative and qualitative data
unique to specific firms to further help evaiunate each
individual preoiect undertaken by thk=:operationail team.
This"activity was undertaken so that some relevant and
specific data would not be iost by being subsumed into the
overall evaluation. The results could tnen‘be'written'
up in a case hlstory or in some other appropriate format.
This additional evaluation procedure was developed as a
consequence of one of the recommendations of the review
panel and in recognition of the fact that the more stan-
dardized data sought‘might not be obtainable or; even if

obtained, might not provide any meaningful results.
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As a result of the retreat in July 1973 and the subsequent
- work outlined above, it was determined that the structure of
ithe MDS organization shduld be modified and.new'role_assign-
ments made to facilitate the systematic testing and evaluation
T of the s"éi?{}i"éé““cb"h“é%éifc‘{.” “The ‘three-man operational “team,
under the direct supervision of the. Associate Director of
MDS, was given the primarv assignment to’ function in an
operational mode as ‘a huvman resource consulting unit ‘The
organization and functioning of this group was designed. .‘
tooptimally utilize their talents‘and resourcesiiniproviding
competent consulting services to anyandall clients obtained
USU staff members assumed the primary role of evaluation _
under the direction of Dr. Robert Mecbam.. USU.staff_members
also functioned as resource persons to the operational
team and worked with them on specific projects where appropriate
The Project Director maintained the overall responsibllity
of coordinating the efforts of the. total MDS staff
MDS begen operating under. the rev1sed structure on
September 1, 1973. From that time forward--until funds
were withdrawn in January 1975——data were systematically
collected for evaluation purposes on all new and where
possible, present or past c11ents., ‘
The workload of MDS increased steadily throughout
the summer and fall of 1973 as more organizations became
aware of the services available and the credibilitv of MDS
increased. By the end of September 1973 MDS had a modest

b
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but grow1ng backlog of work and began to receive a.few
unsoliclted requests for assistance

- Several - methods of outreach ‘were” espe01a11y helpful

in generating work for MDS 1n 1973 A request was recelved

from the State Manpower Plannlng Counc11 in late 1972 to ifwm“”‘
prov1de consulting ass1stance to the Utah needlecraft‘»r
industry Wthh they deemed to have serious manpower problems

substantial ';ff%:

MDS's acceptance of this assignment resultedfin ;‘

volume of work both on the ind1vidua1 firm basis and“f;~

subsequently, on an industry—w1de bas1s After considerable -

time and resources had been expended on behalf of the |
llindustry, MDS staff determlned that project objectives would

not be best served if a oontinuous involvement w1th only

one industry was malntalned at the expense of other flrms

~and~industries-needing- ass1stance Consequently,eMDS

dlsengaged from the 1ndu9try and devoted its resources

to assisting other firms and industries. . (Thevinvolvement

by MDSJin the needleCraftlindustry is described’lnfnppendiﬁ“b

A second development 1n the fall of 1973 also contributed -

to the increase in the workload-of MDS. Invresponse to

a suggestion made by one of the United States Employment

Service staff members invited by ORD to review the first-

year report of the project, MDS staffiinitiated discussions

with off1c1a1s of the Utah State Employment Service ‘directed

toward establishing a more cooperative’ relationship The-

result was a memorandum in August 1973 from tlie Director

J




of the Utah Employment Service to office managers and.
Employer Relations Representatives (ERR) in eachlEmployment,

Service office throughout the state instructing fhem to 2

serve as outreach agents for MDS by ident1fying employers df‘;V*

u_.lﬂwith,training and- othernmanpower—management problems and

making MDS services known to -them. Tie DRu coopcration

was quite good from the outset, and their efforts were u“rr- e

helpful in identifying several firms in need of MDS services
The MDS staff reciprocated by making a conscientious effort )
to . encourage client employers to make use of the Employment
Service wherever appropriate. ' )

At the end of August 1973 the ORD program officer forw”

the project, Ms. Linda Kontnier, made an on-site viSit’to

meet with the MDS staff and appraise fork then underWay.
One of the topics discussed during h . "
” in the Statement of Grant for the proJé»

work which stated'

Toward the latter half of this second phase, the
Grantee's work will be raviewed in an ef ffort to defprmnne
whether an additional area of work is warranted to
examine questions related to the financ1ng of such-
diagnostic sServices-as may be provided by this type
of mechanism . _ o .
On the basis of the discussions held with Ms Kontnier during
her visit it was decided that a review of the projeot should
be undertaken by a panel of outside consultants during the
early part of 1974. The review panel was selected Jointly
by ORD and the Project Director. Members ultimately selected
were J. G. Hart, President, Stackpole Components_Co,,,

Raleigh, North Carolina; Mort Harvey,‘Bureau\of_Manpower‘
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Training, New Jersey Department of Labor and Industry,
Dugan Laird, Training and Development Consultant Decatur,
Georgia; and Fred H. Schmidrt, 1ecent1y retired from the

Economics faculty of the University of California at Los

SR - 1 -< -3 ¥ -1 -
|  The panel assembled‘in‘Logan, Utah, on Murch 4{'1974'

and conducted its revieW.ouer a two.and cneehaif day‘pericdf e
In its March 18 repcrt to ORD the panelfrecommended’thatf
(1) the project '"emphasize evéluation in-futurefaCtiuities”;ﬂ;
and (2) "hav1nghe;tab11shed that there 1s a need for its |
services, (the project) should now determine whether there
is a market for them. - The panel feels a. preference for.
hav1ng emplovers make some payment for the serV1oes they‘

receive."

On the basis of the recommendations of the review panel

and further discussions with ORD, a proposal was submitted
to ORD on May 10, 1974 to extend the progect for an additlonal
twelve months. The three key areas of work pursued dur1ng the _lb

third 'year Were.

The application of recently ‘designed evaluation in-
struments for the purpose of 'determining the degree of _
impact Tthat project intervention is having upoil. employers'
management systems; and the shedding of light on :the

larger questions of whether improvements in the s1tuat10n'~7
of the: employed workforce can be effected by addressing .
spe01f1ed manpower needs of employers

A determination of the value of project services and/
or of the deiivery mechanism itself as reflected in
the willingness of employers to pay for such services

A determination of the value of project serV1ces and/
or of the delivery mechanism itself as reflected in
the willingness of some other public agency(ies) to
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assume sponsorship of the project (or its discrete
services) at the end of this transition year.
|

2.3.4 The Third Yesr
The decision of ORD to extend the project for an addifional

yeaf enabled MDS to recruit a new staff member to replace

the Human Resouce Analyst who left in January 1974 to take

a position as director of training with a major Intermountain

bank. His untimely departure slowed down the ability of

the operational team to obtain sufficieht client firms

to adequately test and evaluate the service model. The

situation was exacerbated by the fact that the replacement

of the HRA was not practical until it could be determined

whefher the project would be.extended for a third year.

Oq the basis of the favorable ORD funding decision, three

HRA Interns were eventually hired (instead 6f one HRA and

one HRA Intern As planned); the first one beginhingvemployment

in July and the other two ih August 1974. After an appro-

priate trial period, one of the Interns was prémoted to.HRA.
The addition of three new staff members 1a July aad

Augus£ 1974 enabléd MDS to substantially ekpand operatioﬁs.

During the first two years MDS made contact with 80 client .

firms and worked extensively with about 35 firms. However,

because of the delay experiencéd in implementing the evaluation

design and the difficulty>encountered in collecting data,

it was félt that 2dditional case experience was needed to

provide én adequate sample for the evaluation of the impact

of project interventiéns upon the client firms and their

work forces. An additional 15 to 25 firms was considered
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a desirable goal. Consequenfly, the expanded operational team
was charged with continuing their full-time efforts in
outreach and delivery of services during the coming months
with the emphasis on diagnositc assistance. Their activities
were to be harmonized with the evaluation needs and“thei

new areas of work outlined for the projects' third year,

i.é., the fee-for-services question and the institufional—
ization of MDS.

Shortly after the work on the new area of work outlined -
for the third year got underway, a series of events occurred
elsewhere which threw MDS into turmoil and the 1974-75
plan of work for the project into a '"cocked hat.” These
events were unwittingly precipitated by the decision of
ORD in June 1974 to e#tend the project for two monthé,
until August 31, 1974, with operations to cohfihue on existiﬁgv
resources. The final phase of the projr:ct September 1, 1974.
to Augﬁst 31, 1975 would be funded out of FY 76 appropriations.
These arraungenments were completed, and the fuudaing of {he
project out of anticipated FY 76 appropriations was approved
in due course. The three new staff members had been hired
and the plan of work for he third year of the project
was well under way when word was received in late September
1974 that an attempt w;gnﬁéing made in Congressional Appro-
priations hearings to reshuffle $7.4 million of the Department
of Labor's FY 76 appropriaticn. (Unfortunately for ORD
and MDS, the Appropriation Bill for the Labor Department

had not yet been approved by Congress. ‘At the time the
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Department was operating undev a Continuing Resolution
awaiting the passage of the necessary appropriatlon bilils.)
Part of this Congressional proposal included a shift to
another bureau in the DOL of $5.6 million from funds allocated
for research in the OffiCé of Manpower Research and Development
in the Manpower Administration.

ORD staff communicated to MDS that if thé transfers
were approved by Congress, USU and many cher ORD grantees
would prdbably incur budget cuts. ORD spokesmen indicated
that they had already allocated more of the FY 76 funds
than would-be available if the $5.6 million were takenifrom
their budget. MDS lived with this uncertainty fof néarly
three mohths while the appropriation bills were debated in
Congfess. In the interim, contingency plans were developed
and preparatibns made to rgdude'thé levélof actiVity.should
theAworst occur. Finally, on January 8, 1975, formal
notification was received that the loss of funds had materialized,
and MDS would lose $95,000 of the funds already granted for
the period from September 31, 1974 to August 31, 1975.

The withdrawl of 47.44 percent of the funds budgeted
for the third year of the project--nearly halIway through
the fiscal year--posed some serious problems, both of a
personnel nature and in terms of the original plan of work
submitéed to ORD on May-iO, 1974. As a consequence of this
-event, a revised budget”gad pian of work was submitted to
ORD on January 15, 1975 (See Appendix D). It recognized

that the bulk of the grant funds remaining had been used
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by that time.. The resources available for staff salaries,
which constituted the major expenditurqs under the grant
were virtua11y<exhausted. Consequently, in order to
accomodate the loss, the followiné éctions were taken: two
intéfns‘were terminated on December 31, 1974 after five
months of service with the MDS staff; the project evaluation
specialist was reduced to 1esstthan one~ha1f time beginning
January 1, 1975; the contracted time of the Project Director
and USU professional sféff were reduced by six months be-
ginning’ January 1, 1975, none of them were on the p;odect
funds thereafter; the time of the non-faéulty profeSsional

staff was reduced from 36 to 17.4 man-months, and none of them

 were on project funds thereafter; the secretarial and clerical

services were reduced by. two months,‘placiﬁg the secretary
on two-thirds time for the fémainder of her attachment
to MDS; and the financial support for a graduate assistant
was reduced from twelve to five months, thus eliminating
him irom project support.

The objectives underlying the above persbnnel actions
were to maintain a modicum 6f MDS operational capability
for the remainder of the grant period while 511 avenues

for obtaining alternative financial support could ‘be fully

- explored and to retain the services of the key non-faculty

professional staff as long as possible in order to draw

upon their knowledge and expertise in writing the final

‘report.

/,
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The MDS team essentially terminated all genersl outreach
efforts and the delivery of services under ORD grant funis |
as of December 31, 1974. Work carried out thereafter was
directed toward specific projects funded or contracted by
private firms or public agencies. The work generated in
this period is described as part of the effort to}insti—
tutionalize MDS which is included in Chapter 4.

Because of the necessity of reducing the evaluation

specialist to less than half-time status as of January 1,

1975 and his subsequent termination in July 1975 the.evaluation"o»'

phase of1ﬂuaproJect was slowed to a Virtual-standstill.
The sample data on all firms MDS was involvedlwith during
the first two and a~half years of the project:(Julyk1972
to December 1974) were f1na11y coded 1n the summer of 1975
MDS contacted 141 f1rms dur1ng the per1od and data were
collected on the 71 firms with which some‘actiVity beyond
the initial contact occurred. The computer programs were
eventually fdebugged"; and the data were processed in the
fall ol 1975. _

In‘Ju1y 1975 the Associate Difectoriof MDSlfesigned
to accept employment with the- Internat1onal Labor 0rgan1zat1on
vto work on a project in 'Bogota, Colomh1a He is currently
assisting in the development of a Small Firm Management
Consulting service within SENA, the‘ColomLian National
Training Agency. The MDS Secretary/Administrative Assistant
also left in July 1875. On August 1, 1975 one'of'the

Human Resource Analysts was promoted to Associate D1rector.
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of MDS, A part-time secretary was also hired.to_provide
.secretarial support to the unit.

One addition was made to the staff in 1875 by the
return of a former Intern who had been laid off in December
1974. He returned in June 1975 and offered to work for
MDS to see if he could generate enough business to pay for
his salary. So far his efforts have been quife successful.

With the survival of MDS as the primary objeétive dufing
1975, little time was left the for the analysis of data and
writing of the final'report. By the'close of the year this
objective appeared to be close to’achievement. ,CQnSequently,
the c¢ime appeared prépitious to writé the final réport
and close out the R & D phaée of the project. The work of
writing the final fepbrt got uﬁderway in Decembér 1975 and

was completed the end of February 1976.
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Chapter 2

Footnotes -

The following is a selected list of studies which dealt -
with the problems of training in industry and the need
for assistance. Bureau of National Affairs, Training
Employees, (Washington, D.C. 1969); Climbing the Job
Ladder: A Study of Employee Advancement in Eleven
Industries, Prepared for the American Foundation on
Automation and Employment (New York and Washington,
D.C.: E. F. Shelley and Company, Inc., January 1970);
John B. Corey, '"Manpower Services and Training in Utah:
Employers' Attitudes, Responsibilities and Needs"
(unpublished Master's thesis, Utah State University,
1970); Peter B. Doreinger and Michael J. Piore, Internal
Labor Markets and Manpower Analysis (Boston: D.C.
Heath and Company, 1971); Government Commitment to
Occupational Training in Industry, Report of the Task
Force on OccupationalmTrafﬁingwinMIndustry~(Washington,
D.C.: Government Printing Office, August 1968); Gary
B. Hansen, Britain's Industrial Training Act: Its
History Development and Implications for Amerioca (Wash-
ington, D.C.: The National Manpower Policy Task Force,
1967),; John L. Iacobelli, Training in Private Industry: |
Policies, Attitudes, and Practices of Employers in '
Greater Cleveland, Manpower Research Monograph H. 22,
Manrowar Adminictration, U.S. Dept. of Labor (Washington,
D.C.: Government Printing Office, 1971); Manpower
Information Service, Vel. 2, No. 22 (July 21, 1971),
pp. 510-511; Charles A. Myers, The Role of the Private
Sector in Manpower Development (Baltimore:. The Johns
Hopkins Press, 1971); Richard DPerlman, On-~tho-Job
Training in Milwaukee--Nature, Extent, and Relationship
“to Vocational Education (Madison: University of Wisconsin,
1969); Michael J. Piore, "On-the-Job Training in the '
Dual Labor Market: . Public and Private Responsibilities
in On-the-Job Training of Disadvantaged Workers," .
Public-Pirivate Manpower Policies ed. by Arnold Weber
et. al. (Madison, Wisconsin; The Industrial Relations
Research Association, 1969); Gerald G. Somers, "Pilot
Feasibility Study of Training in Business and Industry"
(unpublished study for the Office of Research, Manpower
Administration, U.S. Department of Labor,: 1970); U.S.
Department of Labor, Formal Occupational Training of
Adult Workers Manpower/Automation Research Monograph
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No. 2. (Washington, D.C.: 1964); U.S. Department of Labor,
Training of Workers in .American Industry Research Division

Report No. 1 (Washington, D.C.: 1964); U.S. Office of the

- President, Manpower Report of the President including a

Report on Manpower Requirements, Resources, Utilization,
and Training by the United States Department of Labor

‘(Washing -on, D.C. -1971).
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3. PROJECT FINDINGS AND EVALUATION RESULTS:
QUANTITATIVE

3.1 Introduction T e

- Utah State Univers1ty Manpower Development Service
(USU-MDS) was created in an attempt to gain an understanding
of questions and issues deemed critical to thefEEfective
delivery of manpower training consulting and technical
assistance services to employers and the employed'workforce.
The selection of Utah and .the Intermountain West as
the setting for a pilot project of this kind-was made for
a number of reasons. In addition to the fact the project
director and senior staff were "located in Utah, it was
recognized\that-the‘project“area“was”a“relativeIY“Sméll
labor market area with many of the same*problems faced
in the rest of the nation: -above average levels of unem-
ployment, considerable emphasis by public and private
agen01=s uh econuinic deveiopmeuu, relative inaoCeSSibility
- to manpower consulting serv1ces that might be available
Hin larger metropolitan areas substantial number of dis-
. advantaged and ethnic minorities, and'serions rural to
urban migration problems. |
It Was felt that the proposed projeot would_be able -
to reach a broad cross-section of the emplioyer community
in the area rather than be swallowed up as another mis-

cellaneous activity as might be the case in a large area.
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Furthermore, the resulting impact of the services provided
by USU-MDS might also be more réadily discernible, if not
measureable. |
| In general, Utah is quite representative of t?e Rbcky
Mountain region of which it is a part. This areﬁuhas been
rapidly increasing in population and industry'during the past
- decade. The states in the region are characterized by a
few large and expanding metrobolitan areas (Denver;-Sﬁlt Lake
City, Phoenix, Albuquerque), bounded by4sparse1y.popu1ated.
rural hinterlands. These rural areas are,;hoWevef; the storehouse
of much of the nation;s minerél and energy'fesources, and they
are now beginning to come to life under the_increasing-bregsure
and demand for coal and other energy related resources. Most
of the states in the'region, and Utah in particular, have- |
a lower péréentage ofitheir ﬁonégfiduitufai‘wdfkfdféés éﬁg;éedﬁ
in manufaéturing ahd'; higher percentage than average employed
by government; | | |
Whi;e educational levels of the population (except for
New Mexico) are higher than the nation&l\averages} the lack
of employmehf opportunities haveftended to keep the unem—
ployment rates at or above the national 1eve1s,; With the
exception of Wyoming and Colorado, all states in the region
are below the national average in per capita personal income.
In 1974 Utah per capita peréonal income was only 82.1 percent
: of the national average. Part of the reason fbrlUtah's low
capita personal income lies in the fact that the state has
households with relatively larger families, énd fhe'state
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generally has a smaller percentage of its population in the
labor force than does the natlon as a whole.

Finally, while most of the states in the region have

relatively lower percentages of minorities among their pop—.
ulation than the nation as a whole, they do have substantial
number of these groups--especially Chicanos and American
Indians (For a more detailed description of the economic
and social characteristics of the_pfoj&ct are see Appendix
E).

Among the questions demanding attention and consideration
during the course of the MDS project were the following:

What are the kinds of manpower and training problems
facing employers inUtah and surrounding areas?

What kinds of employers are most receptive to the range
of services provided by a small consulf*ng unlt operating
from a un1vers1ty base?

Can consulting and technlcal services be systematlcally
evaluated in terms of long-range effect or impact?

What effect will these services have on employer and
employee interests in client organizations, i.e., on
pradu~tivity sand guslity of workiong 1life considerations? -

Is the university an appropriate base for the organization
and delivery of manpower services to employers and the
employed workforce?

What is an appropriate role for a community based
advisory council in supporting and helping to guide
policy and operational objectives of the consulting
unit?

What is an appropriate method and approach to train,
develop, and upgrade Human Resource Analysts (HRAs)
to maintain a high quality of profess1onallsm in the

“dellvery of manpower services?

'.What are the advantages and disadvantages of an intern-
ship program to recruit and train new HRAs and to
extend the reach of the operational unit into the aca-
demic sphere?
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Can the advisory service unit serve as a manpower
extension service in disseminating research results,
new ideas and techniques to employers in the service
area? ‘

Are employers able and/or willing to pay for the services
provided by the advisory service unit?

Can or should the advisory service unit be expected
to be completely self-stupporting; are there any valid
reasons for subsidiziug the delivery of these services?
The project findings and evaluation results discussed

in the following sections of this chapter treat the questions

and issues presented above and provide the framework for the

policy recommendations discussed in Chapter 6.

3.2 Project Evaluation: Design and Format

One of the primary challenges of the MDS approach,
and the one most immediately pertinent to this section, was
the difficulty encountered in setting up and administering
an effective system to evaluatevtﬁé‘impact of services
rendered. MDS was unable to classify its research efforts in
traditional laboratory cr exﬁerimental terms. While data
were systematically gathered, the environment and conditions
under which it was collected were so diverse and situation-
specific as to obviate contrelled replicaticn in fhe classical
sense. The research ;nd work conducted by the MDS team fell
into the general classification Qf action research. While
this category of research is loosely and variously defined,
its minimum components seem to be:

1. A combination of internal and external resources
in an organization

2. focused on a specific problem area -

i
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3. to solve a problem and enhance organizational
learning that facilitated an organization's cap-
ability to act

4. and added to the body of knowledge avaiiable gen-
- erally.

-

[}

The concern of the MDS team for client needs articulated
during the diagnostic phase ineluctably conditioned fhe ‘
quality and quantity of data available for tréditional research
purposes.

Replication becsme almost impossible as the data became
more discrete, more organization-svecific, and more dif-
ficult to classify and generalizé. Information is often
priviliged, and the consultants' behavior mﬁst manifest that
trust. The interaction of internal and external resources
inevitably freed new information and resources not previously
available; and the dynamic interactive process itself could
change the nature of the iﬁitial involvemgnt.

The conditiors imposed on the MDS research team by an
action research orientation did not preclude the possibility
of inqurporatiug a formal evaluation system into the oper-
aﬁions of the consulting team. The design and implementation
of a workable evaluation system was an important ingredient
in the final proposal submitted to the Department of Labor
(see Appendix B for copies of survey instruments.and forms

used to collect data from employers). The evaluation system

. that emerged from initial applications of the MDS model

had the following characteristics:

1. Evaluation was based on client employers' perceptions
of the value of MDS services and the impact the services

“ ! 67



55

had on himself, on his organization, on his workers,
on productivity, and on related measures. The
rationale for an employer—or ented evaluatlon system
of the consulting unit to affect change in organ-
"izations through management level personnel. As

the employer was the critical variable in virtually
every intervention and the focus of MDS act1v1t1es
he also became the target for evaluation efforts.

2. Where base-line data on a pre- and post-involvement
basis were unavailable, measures of-attitude and
behavior change were substituted to indicate the
level and intensity of 1mpact

3. Measures of receptivity,-attitude change and behav1or
change were recorded following each significant .
contact with client employers and became part of
a permanent file kept on each client.

4. A statistical program was developed to aggregate
and tabulaute the data. Additional measures of
variability, correlation, comparability, and appro-
priate statistical methods were employed as feasible.

5. Results of evaluation on a continuing basis were
given to consultants as feedback from employers
relating to their consulting style, .approach,.. ,
effectiveness, and their individual strengths and
weaknesses. ThlS ongoing assessment of operating
effectiveness became a by-product of the more gen-
eral evaluation activities.:

MDS identified two dependent or criterion variables
tnat were used to evaiuate MDS activities. These were
receptivity and impact of services. Receéptivity was defined

as the acceptance of some form of involvement* beyond tbeA

*An initial involvement with a client organization took
different forms. Most typically it was a diagncstic activity
designed to describe actual conditions in the organization
among the related components of structure, work process, '
personnel, policies and procedures, and relationships. Less
often, an initial involvement fcllowing an outreach contact
might include a workshop, a training program, a wage and
salary survey, or some other remediation activity. Occa51ona11y
an initial involvement was purely informational or promotional,
having neither the characteristics of a dlagnostlc nor ‘an
implementation activity. ' !
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outreach stage by a pqtential client firm or organization.
'Impéct was identified as the effect of a remediation activity
(training, téam building, career and job mobility planning,
organization development, job redesigp) on attitude, behavior,
performance, and structural change. Indices of impact
included wage and benefit increases; reductiogs/in turnover,
absenteeism, accidents, and tardiness; changes in physical
plant; attitude changes among management and supervisory
personnel; the improvement of morale and job satisfaction;
and changes in organization structure ahd relationships.
Initial expectations of the MDS research staff were that
the two dependent variables of receptivity and impact were
related to and predicted by the foliowing range of inde-
pendent variables:
1. Natufe of Business

SN € 17 ) 1= 7 >3 o B 1 o eSS U e

Organizational Life Cycle
Size

Organization Sophistication, Specialization

2
3
4
5
6. Management Commitment -
7. Management Involvement
8 Duration of Involvement, Timing,and Follow-up
9 Type of Services Rendered |
In addition, it was expected that the criterion vari-
ables.of receptivity and impact wéuld be substantially

affected by the following moderating or intervening variables:
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1. The state of economy, 1locally and natiqnally;

2. The personality and approach employed by.the MDS
consultant with any given organization;

3. The attitude of the client or potential client
toward government involvement in business affairs,
aniversity involvement in the practical" areas of _
the business community, and the intrusion of outsiders

~into the private affairs of the business orcanlzatlon,w‘uwfk;é

4. The timing of the contact or visit with the employer
to avoid seasons, weeks, days, or hpurs that were
‘critical and indispensable to the employer and

commanded his complete attention on a cyclical
basis; o .

5. The geééraﬁﬁiE“leéatienwafmtﬁe"firh'and'tﬁe”urﬁan:*“"”””““””M

rural characteristics of the local business com-
munities and labor markets

Each of the two dependent variables was examined and
analyzed'in.some depth in an'attenpt to establish a pre-
dictive or expianatory relationship with each of the inde-
pendent and moderating variables mentioned above. In addition

to the survey questionnaires and statistical techniques

used to develop a quantitative base from which to evaluate

" receptivity to and impact of services, individual and team

observations and experiences were collected andvinterpreted
to form a qualitative base from which the issues of the
university as a base of operations, the advisory council,
internal training and development, the MDS internship program,
the institutionalization of the MDS unit, and the question
of fees forAservices rendered are dis:ussed and evaluategn
The most unfortunate note relative to the ‘evaluation
design was that the exhaustion of project resources preeluded
the more extensivelanalysfs of the data beyond the tabulation

presented. Hopefully, sufficient resources can be obtained
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at some later date to complete the more‘elaborate statistical
tests Wthh were planned for use with the data.

-3.2.1 Summary Connlu51op< - Project
. . Evaluation: Design and Format

: e MDS evolved into an actlon reeearch evaluation model
. and found the pure experimental or laboratory models ..

1nappropr1 te to employer orlented consul+1ng services.

o The 1esearch de51gn postulated that receptlvity and
impact of services were affected by the client's
perceived need and perceptions of organizational
problems, nature of business, ownership of enterprise,

- organization life cycle, 51ze, organization sophis-
tication and specialization, the commitment of

of involvement, timing and follow-up and type of
services rendered. Also impacting on receptivity
and impact of services were the state of the local
and national economy, the personality and approach
of the MDS consultant, the attitude of the client
towards government and the university, the timing of
the contact, and the geographic location of the
firm.

e Receptivity and impact of services were conside}ea
as appropriate indicators to collect, analyze and
interpret. e

“management;-the—involvement—-of-management;-duration - =i

e Evaluation data were considered useful to measure the
general effects of services dand HRA performance,
the results of which: could be fed back.to improve .
and reinforce positive performance.

® Both quantitative and qualitative data on client
firms should be collected, filed and evaluated.

3.3 Manpower Development Service as a Delivery System

Manpower Development Service was originally conceived
of as a human resource diegnostic and advisory service whicﬁ
would determine the state of the organization and its employe.s
This would be done by‘such analytic means as interviews,
questionnaires and surveys, work and production'flow ob-

servation, job and task analyses, various kinds of personnel

and productivity audits, and by comparing the performance of
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ihe client employer against q1milar kinds and sizes of firms
within the same or a related industry. The MDS diagnostic
apprbach to technical assistance was initially based on the
following operational and philosophical premises:

1. A demand for diagnostic and advisory services L
existed among employers comprising the Inter-~ Co
mountain labor market. . ‘ : ‘

2. The demand for these services could be identified

‘ and met by a small team of consultants operating
from a university base

3. The consulting team could develop a "self-help"
... .attitude. and approach among employer clients

4. The diagnostic and advisory services delivered to
employers would have a "multiplier effect throughout
and beyond the host organization,” partly because
of the trickle-down nature of the services, and
partly because of the long-term commitment to change
implicit in the 'self-help" notion required of
the employer and key personnel within his organ-
ization.

5. A spectrum of resources existed in the local com-
munity to which clients would be referred for
appropriate remediation activities (training, job
and organization redesigny product10n~eng1neering,
organization development, etc.) following the
diagnostiF analysis.

6. The consuiting team would maintain contact through-
- out the implementation phase to insure follow-up
and long-term continuation of the remediation activity
~ and to collect data useful in evaluating the
.impac¢t of services rendered, both at the diagnostic
and at the implementation levels.

MDS's initial concepts of helping employers to help them- -
selves (which in effect rejected any strong dependence develop-
ment between firms and MDS) and of serving as a catalytic
agent to multiply the effect of its initial diagnostic and
advisery service were stressed very heavily. In order to
avoid duplication of services, MDS sought also to play

the role of broker by referring clients to agencies and
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) orgﬁnizations for specific remedial assistance beyond the

diagnostic phase when an employer's problems and concerns
were identified and could be matched up with existing services
provided elsewhere.

. T Although these philosophical notions were hot rejected,
they were modified in practice. 'Iq the course of the project,
experience indicated that it is difficult for'many employers
to assume a self-help posture. This is especially’true ‘
“9£”PHQ§?WWHQW§ERAQYJPEEW9§9wgﬁzégémnghgrsmangmhayemlértie;
or no specialized pefsonnel or human resource developmeht
.function. Existing resources must be freed to perform the

'f;ble of liaison, and eventually of infernal consultant,

bﬁt in the short term at least, those resources can only

rarely be spared. Furthermore, permanent, long-term change

requires at least six months to a year of involvement before

the~cldentworganizabion4has~internalizedmthewchange»elénanta

of commitment, evident program succeés, continuity, and
security required to maintain it. Also, MDS Waé forced
into a more active implementation role as few existing
consulting and‘service organizations in the locale had the
resources, inclinatipn, and capabilities to servicé referrals
made to them by MDS on behalf of its clients.

What emerged as a result of MDS experience was an
employer and organizationbconsulting service expending its
resources in the following four fairly distinct areas of

activity described below and graphically presented in
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Marketing and Outreach Activities -

‘ Group presentations

Surveys

Contacts with referral sources

Initial contact or contacts with a potential
client before actual consulting act1v1t1es
begin :

Diagnostic and Analytic -~¥ivities

a. Interviewing

b. Developing, administering, and. evaluating

-+ questionnaires ‘and a range of surveys (morale
wage and salary, organizational healtn) N

c. Observing work and production flow ard worker
‘behavior

d. Analyzing tasks, jobs, and structural character-
‘istics, super1or—subord1nate relationships,
ut111zat1on of manpower and other resources

e. Auditing personnel, training and other functionel
files and prccedures

. f. Comparing a cllent's firm with’ srm1lar kinds
and sized organizations in the same or a related
industry

g. Interact1ng w1th the employer to 1dent1fy and

prioritize ‘areas of concers, to develop remedia-
tion strategies and tactics, and above all,

to secure the commitment and active. part1c1pat1on
requ1red to make needed changes

Remediation and Implcmcntaulon Actlvities

a.

Training and development activities, 1nclud1ng
skills, supervisory and management tra1n1ng
and deVelopment

Wage and salary eurveys

.Job evaluation and job family classification

surveys

The development of more efficient, effective

‘methods to recruit, test, select, place, orient,

train, evaluate and promote personnel
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e. Career mobility models

f. Organization development (OD) activities stre551ng
team building, cooperat1ve problem solving,
conflict resolution, feedback networks, -com-
munication skill development change strategies
and tecnnologles and effective resource utlllzatlon,

Z. Program and curr1culum development

h. Job design and rede51gn |

4. Evaluation: Act1vities

a. Wherever possible,.systematically collectlng and
_analyzing organizational and’ behavioral data:

from client employers and ‘their’ employees befure,~75 L

«during, and at:periodic 1ntervals after MDS:
involvement. : These data proV1de indicators o
of organlzational health particularly ‘as’ they
relate to- the effectlve utlllzation of human ,
resources and help to determlne the recept1v1ty
of potential clients to. ‘MDS ‘services. and the
impact of MDS involvement on the organization

This approach adopted by USU MDS was manlfestly employer

oriented, which is not to say it 1gnored the needs and concerns

-

ofwthe—rank«andwfileﬂworkeruwlRatherwituwas an,asseSQment

of the realities of organlzational life and an adm1551on that
any meaningful organizational change, includlng that whlch
would”benefit the Workers, must involve'the»sanction and

active participation of management at the middle and upper

reaches ot the organization. Lacking this support proposals

for change, regardless of their merit or point of origin,
die quiet and speedy deaths. The employer became the critical
variable in the MDS approach to technical and human resource

assistance; and the relationship between the employer and the

consultant determined the dimensions of the subsequent

diagnostic and implementation activities. The principal

strengths of this approach were the flexibility given the

“mm
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consultant to focus Bn any issue or problem that he
encountered during his diagnosis of the client organization,
and the objectivity with which he could approach any'issue.
He was neither labor's nor management's man, but attempted
to réconcile the differences between these two parties in
outlook, background, and pefceptibn'in addreésing>cdhﬁoh“ N
areas.of'interest such as labor productivity, the1QUa}ity

of WOrkingﬂ%ife, man/job match, job satisfaction, and related

issues. The intent of the MDS consultant was to be seen

as an unbiased fﬁif&?party through whom problems are articulated

ahd submitted for considefation_and change, not as an agent
of any party with a vested interes£ in:that particular
organization through whom predetermined éoiutioﬁs are
imposed.

In using the above described consulting approach in

[

the project service area, MDS had }o guard-against exhausting

its limited zesources invimplementation activites with a
reiatively small number of client firms Yecause of the
inability or total lack of commtnity resources to servide the
clients' needs beyoﬁd digéndsis,-and because both employers
and consultants may develop a psychological need.that is
satisfied by continued involvement. MDS was abie to ad-
equately contain the psycholégical aspects, and while
finahcially suppurted by ORD funding, maintain a desirabie
balance between diagnostic and implementation activities.
However, the problem of maintaining balance in the kinds

of work performed became much more serious when MDS was

8
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abrubtly forced to become self~supporting, and - the very
survival of the unit was at stake. After January 1975,
implementation activities became considerably more attrac-
tive because of their higher dollar payoff and the fact

that they could be more readily marketed, especially tovthe-
larger firms.

This last problem underv'ores the need for an adv1sory

" service unit to have 1ccess to flnan01a1 resources 1n

addltlon to those which must be obtalned from fee-for-

s

service Work. Such resources are necessqry to underpin the
continuing delivery of diagdﬁé%&c éervices, particularly

to small and medium-sized_firms.' Without them the unit
will have less freedom to determine the type of work which

should be underiaken and for whom, and will probably be

inexorably drawn toward implementation activities. This

s1tuat10nﬂW111 resultmln .a_consequent_ reduction_of. thewpuplic

service activity Whlch can be undertaken, and serlously
impede the ability of the unlt to reach a broad Cross

section of the emp;oyer commﬁnity and its problems.

3.3.1 Summary Conclusions - MDS as a Delivery System

e Initial operational expectations were modified to
meet employer needs. 'The-initial concept of MDS
as a predominantly diagnostic service, the notions
of "self-help" and "multiplier effect" and the
practice of referring clients to existing con-
sulting resources were all modified in practice
even though the original thinking held in appro-
priate situations.

e The operations. model of outreach, diagnosis,
implementation, and evaluation proved practlcal
valuable, and enduring.

.
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e MDS's team approach to diagnostic and consulting
services involving an operatlonal and academic mix
of resources and experience resulted in a flex~
ibility and professional capability that benefited
both MDS operations and tne academic COmmunlty

e MDS had to guard against exhaustlng its 11m1ted.
_resources in implementation activities with a
relatively small number of firms because of the .
inability or total lack of community.resources
available to service client“needsqbeYOndwdiagnosis.

® A manpower advisory service unit which must be
completely self-supporting through fee-for-service
work will be inexorably drawn toward: flnan01a11y
more remunerative 1mp1ementation activities, with
detrimental consequences for public service .
activity and the ability to service the needs of
small and medium-sized firms. . :

3.4 OQuantitative Findings

MDS was formally created and funded in July 1972
and continued under the auspices and full finenciai sup-~
port of a Department of Labor research and demonstration

grant until January 1975.* During that period of time,

141 firms and other client organizatioms: 70 at the out-
reach level, 33 at iLiue diagnostic level, andiéz at*the'
implementation level.** Of these organizations; 117 were

in the private sector and 24 were government'orgenizations

*Since January 1975, MDS has independently secured
most of the resources to continue its research and service
operations. '

**If one assumes that all firms at'the ‘implementation
level have also passed through. the diagnostic and outreach
levels, and those at the diagnostic level ‘through the
outreach phase as well, then 141 firms would  have received

outreach activities, 71 diagnostic, =ud 32 implementation
activities. C :
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or agencies of one kind or another. In size they ranged
from 104employees to more than 5000 with an averagehof
209 and a median of 145 employees.*** Of the firms con-
tacted or worked with 59 were either family organiaationS'
or were controlled by ore family; 77 had affiliations with
a parent company; 96 used on- th°~job trainin° to train
develop, and upgrade their workforce while less- than 20
used any other training strategy to upgrade skills at the;_
hourly, supervisory, or management levels, 93 had no previous‘j
experience w1th consultants or consulting serviCes of any
nature. Geographically, 64,of the 41 firms contacted were )
located in a rural area of the state; 77 were in urban areas.
A complete plotting cf firms contacted and worked with by‘
geographical location is found in'Exhibit 3-2.

MDS worked beyond the outreach phase with 71 of the

141 firms contacted,a 50 percent success ratio. Firms and

A byt s i s 4 o

\ -

organizations wishing no further contact or involvement

did so for a variety of reasons: no problems'or ‘relatively

**¥MDS worked with .11 firms with over 5000 employees.

While this number represents a relatively small percentage _
of the total firms worked with, Lhe inciusion of the numbers
of people employed by these organizations pushes the mean
employment level to 449. . The smaller figure of 209 is much
more representative of the firms and organizations contacted
and worked with by MDS. Penetration into the employed
workforce totals 63,309 (average size of firm times total
number of firms contacted) for all firms contacted or worked
with at any level. For the 71 firms worked with, the

level of penetration was 31,879. The first year's totals
were 21,103 (47 firms), the second year s totals were
20,205 (45 firms), and the final year's totals 22,001

(49 firms). The 11 larger firms were added back 1nto
the total number of firms making the mean fﬂr this cal-
culation 449. -

)8,1.
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minor problems were perceived or identified by MDS or by
employers; needed consulting éervices were available thfough
a parent company or elsewhere; problems identified (e.g., |
financial, budgeting, marketing, product design, engipeering)
were considered outside the purvicw of.MDS‘objectives;
government-sponsofed programs’were distrusted or,nniveristy?
related programs were viewed as impractical, lacking a.
grasp of the realities of the business world. _
Of the 71 firms worked with at the diagnostic level;

32 carried involvement over to an impiementation activity;
a carry-over of 45 percent. -Organizations disengaging
after the dia@nostic phese commonly did so: because they
and MDS felt that internal organizational resources could

" be applied to remedy the problems and concerns identifled
tliirough diagnosis, because other existing resour:.ss could
be applied to the remediation effort; because the proposed
implementation activity would exhaust MDS resources. allowing
1ittla time for other clients and chjectives; rud because
some employers merely wented the face validity of a
written diagnostic report or'becauue they had objectives
or expectations that were satisfied at the diagnostic

level of involvement.

Involvement with the 32 firms at the implementation
stage ranged from less than one month to more than two
years, with the mean close to six months. Of fﬁeSe 32
firms, 24 requested a continuing involveﬁent'with‘MDS

to insure that mutually planned change occurred,‘br'they




" Problems. The problems 1dent1f1ed by employers in the
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desired periodic recontact to investigate and help remedy
a particular or critical concern which had been or might

be identified.

3.4.1 Receptivity

Receptivity.has been defined earlier in this chapter
as the acceotance of some form of involvement beyond the
outreach stage by a potential client Zirm orlorganization;
MDS waslinterested in identifying those organizational
characteristics that appeared to be determinants and pre-
dictors of receptivity. Thelperceived need and perceptions
of organizational problems, the age of the organization,
the size of its workforce, the ownershipkof the organization,
4the:affiliation of the orgaoization with‘a parent‘oréani—
zation, tie organizational position of the initial contact,
- the source of the contact, aod the use of outside con—
sulting services were the indicators identified‘by MDS
as having some potential impact on the receptlvity of
employers to advisory and consulting services. The 1mpact
of these indicators on receptivity underlies the project

findings discussed in this section.

3.4.1.1 Percelved Need and Perceptlons of Organlzatlonal

141 organizations MDS contacted or workeu w;th are reflected
in summary form 1n Table 1. In 75 of the 141 organlzatlons
'contacted turnover was regarded as a somewhat serious to

. very serious concern; in 34, absenteeism was‘ldentlfled

e s
» ~ . AN
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TABLE 1

FREQUENCY AND RELATIVE SERIOUSNESS* OF PROBLEMS ‘
MENTIONED BY 141 EMPLOYERS CONTACTED BY MDS -

Frequency of Percentage .

Problem | +» Mention (N=141)> _.Seriou$nes$
Turnover 75 53 2.9
Absenteeism 34 24 2.9
Hiring, Recruitment, . : o
Selection 29 o 21 | 2.5
- Training, Orientation 29 12 - 2.5
Productivity 23 ' 16 o 2.6
Nonhuman resource | .
- problems : 21 15 : 2.4
Labor Shortage 15 11" . 2.9
Motivation, Dedication 15 - - B A 2.8
Supervision 15 7 11 . 2.5
Worker Attitude 14 10 2.0 .
Wages, Salary 14 10 . 2.9 ‘
Communications 12 9. 2.5
Managemenf Sensitivity 11 8 3.2

s “*Relative seriousness was calculated along the follow-
T e ‘ing--four-po int-scale:—~1l-not-serious, ---z—somewhat~-se»r~i AL S I
i 3-serious, 4~very serious. ' L

B
"

”535' o
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as a major area of concern;fin 29; hiring.>reeruitment,
selection, training, and orientation were listed; and 23
employers listed productivity as a serious prqblem area.
Motivation, dedication, supervision, wgrker attitude, wages

. and salary considerations, communications, and menagement
sensitivity were mentioned less frequently. However, in
terms of degree of seriousness, those problems mentioned
less frequently were generally jgdged to;be of greater
seriousness than those mentioned.more frequently. For
instance, management sensitivity attracted only eleven
responses, but in those organizations where it was perceived
as a problem, it was rated a very serious one. Of the 13
employers mentionisg menagement sensitivity as a'problem;

9 rated‘it as very serious. The problems mentioned by
'employers have been categorized by nature of problem,
Technical, Human Relations, and Criterioq Related and are
listed in Table 2. |

It is probably very natural tﬁat most employers viewedv
their employees as the source of most of their concerns
and did not identify themselves as part oi_any:Serious
problem in their organization. Thus, comirunications, coop-

eration and coordination, fear of boss, manager sensitivity,

[P

morale, motivation and - dedication, quality of work 11fe,

_and superv1sion, all areas requ1r1ng direct superior/
/

subordinate relationshipq and 1nvolvement were typ1c2 1y
downgraded. MDS, on the other hand, during the course

of its ‘diagnostic and anelytic \d 5_with these*firﬁs found
_& 713; A
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TABLE 2

TREQUENCY AND RELATIVE SERIOUSNESS OF PROBLEMS
MENTIONED BY 141 EMPLOYERS CONTACTED BY MDS
CATEGORIZED BY NATURE OF PROBLEM

-~

Nature of Frequency of ‘
Pr9plem Mention_ A‘__Seripusness
Technical
Hiring, Regruitment, Sélection 29 2.5
Training, Orientation 29 2.5
Nonhuman Resource Problehs 21 2.4
Wages and Salaries ‘ ’ 13 S 2.5
Total 02 9.9
x 23 2.48
Human Relations
Motivation, Dedication i 15 ’ ’;‘ 2.8
Supervision | 15 2.5
Attitude 14 2.9
Communications . 12 2.8
Sanager Senéitivityv 11 §;g
| Total 67 14.2
X 13.4 | zié4
Crite.sion Related.
e v e DUTROV@E T T e ' 75 2.9
Absenteeism T Vw w”é4w “héjéw
. Productivity . 23 2.9
. Labor Shortage . 15 2.9

r

e

N
<]
o
ot
o

,
-
S
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]
w

s X B 36.75 2.83
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many of these areas of great conbern to employées and
—often identified them as the causes of serious problems.

As a result, MDS was faced with an extremely difficult
task, one requiring-a high degree if interactive and diplo-
matic skill, sensitizing the employer to the notion that he
was very often part of the probiems in his firm as well

as the éhief and critical element in their resolution.

This intefaction with employers for the purpose of
designing strategies of'change and commitment to its
implementation became the critical change va iablé in

work conducted with firms at the diagnostic and imple-
mentation levels. | »

It seems clear from the MDS research data fﬁét there
is a sfrdﬁg positive correlation among perceivgd prbblem
existence, problem seriousness, énd receptivitfvfo MDS

'serﬁices. The more sensitive an employer is to problems
in his drganization;~the more receptive he‘isvtd'MbS overtures;
the more serious he fates his organizational prbblems,
the more receptive to MDS.services he tends to bé.
'Interestihgly, mény of fﬁe fechhiééi'pfdbiéﬁévidéhti— =

. fied by employers had a higher freQuehcy of mention than

M"mmgmwm»WWmeIhQSQMproblemsvidentifiedhas*humanyrélations ..... in nature—e—. ... .. ..o

an average of 23 responses to 13.4: ‘Hoﬁever,bin_perceived
seriousness, the human relétions problems Wéfe”ééén as
sighificantly more serious than their technical'counter—;
parts. In fact, human relatiomns probléms’&eié‘viewed as

the most serious of the thréé cateé5iiés of pfobléms ideﬁtifieq.

‘|

—— -
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Those problemé identified as criterion-related were
far and away the most frequently mentioned (an average
fo 36.75 responses) and were second only to the human
relations problems in seriousness {(2.83 to 2.84). The
criterion problems can be viewed essenti;lly as the effects
or results of undesirable conditions or probleﬁs ih an
organization; the technical and human relations'categories
as the causal conditions of variablés. It was expected,
then, that the criterion-related problems Qould.bé rated high
in frequency and in seriousness. What w#s unexﬁected was ..
the high serioushess rating attached to the human relatidns
problems, given their relatiVeiy low rating in the fredﬁency

of prohlem mention.

ez

s

If these ratings are accurate and rgflect artual organi-
zational conditions (and we believe that such .is the case),
an employer would be well advised to treat human relations
issugs.in attemptihg to influence criterion conditions._
Technical issues may be more numerous, as evidenced by the
freqﬁéncy of their mention, but.their‘relati%eli low rate
of seriousness seems to argue for concern and resources
being directed to the more serious, buf less numerous,

human relations problems.

89
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6ther problems with a mentioned frequency of less than 10
included labor pool characteristics, morale, cooperation,
union relations, rapid growth, maintenance, wasting time,
fear of boss, and qualiiy of work.

Table 3 identifies the relative seriousness of problems
mentioned by the 141 employers in contact with MDS for one
reason or another. Employers listed up to six probleus
affecting their organizations and rated the seriousness of
the problem on a four point scale (l-not serious through 4-
very serious). The perceived nurber and degree of organizational
problems was significantly higher among. those firﬁg acoepting
MDS involvement. The firms in contact with MDS but with whlch
no substantive work was conducted covs1stently rated problems >
in the "not serlous" response category. The flrms that

~ MDS worked with in some substantive capacitp'rated their"
problems in the ”serlous" or ''very serious" categorles
Furthermore, the more problems mentloned by the MDS cllent
firm, the higher the rated seriousness. ~The flrms oontacted
at the outreach level only tended to'diminish‘the rated
problems seriousness as add1t10na1 problems were mentloned
‘;t 4ppeaxs evxdent that an employer wno is more sen51t1ve
T to the nature and degree of his organlzatlonal problems is

;,..._.’;.,l-,.. w2180 MOTE .- recept iVe to- MDS ~serv1ces B o e e o

. 3.4.1.2 Age of Firms. Firms, in‘all-agevcategorieS"with;umgmym;jn

‘e notable exception appeared receptive to MDS serv1ces

when receptivity was correlated w1th the age of the firm

(above 68 percentﬁggwrepept1V1ty). The one,exception

9




TABLE 3
HUMAN RESOURCE PROBLEM SERIOUSNESS*
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Problem Outreach 6n1y Client Firms

(70 cases) _ o __(71_¢asgs) » -
Problem 1 x (2.10) 53 % (3.47) 0.
Problem 2 _ x (1.76) 35 P (3507) 65
Problem 3 x (1.51) 21 x (3.10) 50
Problem 4 x (1.17) 12' ) x (3.16) 30 _
Problem 5 x (1.10) 8 x (3.84) 17~
Problem 6 x (1.06) 2 x (3.70) 7

1---___—__—_----Lz-_-_____;f-; _____ 3____3_--;-~

~————i

was the first category~--firms less than three years old.

It appears that firms in this classification have basic

survival needs that are perceived to be more cldéely related

to technical competencies and issues than to human resource

and "people" oriented problems. Oftentimes, however, the

firms .in this age bracket have as much ¢r more need for

resources consulting services as firms in the other age

human

‘categeries because techrical issues and attempts ts address 000 0

them invariably impact on social systems. The problem

_arises in developing a sense of urgency and priority for = .

o/ 3
human resource needs and plaﬁﬁlng among managers of firms

"at this early level'of’developmentl‘ 

91
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TABLE: 4

COMPARISON OF FIRMS WORKED WITH BY MDS (71) WITH
FIRMS CONTACTED (141), CATEGORIZED
BY AGE OF FIRM

Total Number of Number of Firms Frequency

Aée 4 Firms Contacted Worked With (percent)
0-2 years 12 | _ 4 33.3'
3-5 years 22 15 68.1
6-10 years 17 . ' 12 70.6
11-20 years - 10 8 80.0
21-30 years 8 6 75.0
31-40 years 8 8 _ 100.0
41-50 years 3 3 106.0
51 and above 8 6v - 75.0
No response 53 9 17.0
Total : 141 71

3

.4.1.3 BSize of Workrorce. Table 5 refiwcis tue relationship
between organization size and receptivity. Most firms in
all size categories appeared receptive to MDS services.

Exceptions to this general trend were firms with less than

25 employees and those with from 300 to 1000 workers F1rms ' A

with less than 25 employees who reJecfed MDS assistance
generally expressed 4 knowledge.of organizatlonal and human-
resource problem areas and an ability to deal with them B
without outside resources. Firms employing between 300 to
1000 workers were at the upper range of firms contacted
\ o
92
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by MDS and likely to have organizational resources.which could
be br;ught to bear on human resource problems and issues.
While MDS worked with a number of firms in the 1000+ category,
most work was initiated at the firm's request, usually to
address a given problem already identified. Fewer outreach
efforts were initiated toward firms in the 57 to 1000+
empldyeés éategories, especially emphasizing diagnostic
activities. -

The most effective receptivity range, given the general

nature c¢f the target population identified by MDS, appeafed

to be firms employing from 25 to 300 workers.

3.4.1.4 Ownership. As shown in Table 6; firms contacted
-and Worked with by MDS staff members fall predominantly
into four categories when classified by ownership of the
epterprise.

.. Government employers and those managing privately held
corporations appearec Ty receptive to MDS services (70.8
percent and 61.2 pavcent rate =~f receptivity respectivély).

-Publicly held corporations geaerally had diagnostic
and advisory services available internally at. the corporate
levéi. The loW rate of receptivity is perhaps predictable

for firms in this category. They were, however, receptive

t0“speci£iC‘0ffersvof training and other remediation-—activitiesv—;--

Their reticence applied primarily to diagnostic and analytic

activities.
Single ownership enterprises included veryismall

firms (under 25 employees), a classification of employers

K
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relatively unreceptive to MDS due to their size and perceived
needs. Excluding those firms employing less than 25 workers,
the receptivity rate of the single owner approximates‘that

N of government and privately held corporations, in the neigh-

borhood of 50 percent.

TABLE 5

COMPA™ SON OF FIRMS WORKED WITH .BY MDS (71) WITH
FIRMS CONTACT:D (141), CATEGORIZED
RY 3IZE OF WORKFORCE

FER L

Number of _ Number of ‘Number of Firms Frequency
Employees Firms Contacted Worked With (percent)
.0-25 26 11 - . 42.3
26-50 19 0 52.6
51-100 29 ST 55.6
101-200 30 | 15 - 50.0
201-300 9 6 66.7
301-500 11 4 36.4
501~102¢ 1 0 6.0
1001-5000 9, 7 77.8
%§;~w - -~ More than 5000 1 -1 - 100.0 -
. No response -6 _0 ;_ng
S Total 141 - T
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TABLE & SR -

COMPARISON OF. FIRMS WORKED WITH BY MDS (71) WITH
FIRMS CONTACTED (141), CATEGORIZED
BY OWNERSHIP OF THE ENTERPRISE

‘Nutiber oi Number of Firms Ffeqﬁency

Ownership Firms Contacted Worked-With‘ _ (pexcent)
Government 24 . 17 0.8
Publicly held : o ’ | - . o
corporations 29 B : » 20f7_ Q
Privately held C ‘
corporations 49 30 » - 61.2
Partnership 4 3 | 75.0. .
Single Owner 24 10 | o 41.7
Other | 5 4 1 80.C
¥o {ponsc _6 _2 ;g;z
| Total 141 71‘




.3.4.1.5 PFamily Ownership or Controlling Interest. Table

7 expresses the relationship that existed between family
ownership of firms and receptivity to MDS assistance.’
Family owned firms appeared significaﬁtly.receptive to
- . MDS services. Of the 141 firms contacted by MDS, 50 were
owned or controlled.-by a family intereet (MDS worked with
36 of them for a receptivity rate of 61 percent); 75 firme
had no family ownership or controlling- interest. Of the
~ 75 firms, MDS worked with 35--a receptivity rate of 46.7
vercent. Family owned er controlled_firhs were pfobably
more receptive "‘because of the number and nature of their
organizational probiems'(typically transitional prnblems!“
from a “captive“ to a corperéte»statuS): "the lack of -
personnel and training reéoﬁrces; én ihcrease in orgaﬁi?ation’
size, markets, demand for product or service, or similar
organization expanding (or diminishing)'conditiens; ahdﬂfhew
quality of comnltment of leadership znd management in +he'e
second and third generatlons of the foundlng family
‘A 51gn111cant flndiné AAAAA ef MDS is the ubiquity of serious
. bpuman resource problems among family owned or controlled - . . . .
Q firms. This need and Goneern often expressed3it5e1f“ih
active receptivity to the kind andMQUaiifopf‘ée;viees .

‘provided by MDS.

3.4.1.6 Affiliation Wlth a Parent Organlzation. Employe;s

who had an aff111atlon with =2 parent organlzatlon wele
significantly less receptive than were firms with 10 such

affillatiogs: Oﬁwyhe 141,firms‘eontaepedAby:MDS,‘SB_Qad:
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TABLE 7

COMPARISON OF FIRMS WORKED WITH BY MDS (71) WITH
FIRMS CONTACTED (141), CATEGORIZED BY FAMILY
OWNERSHIP OR CONTROLLING INTEREST

Family Number of Number of Firms Frequency
Ownership Firms Contacted Worked With (percent)
Yes 59 _ 36 | 61.0
No 75 | 35 | 46.7
No response _" . _0 f@ | 0.0

Total 141 71

no affiliation with a parent organization. MDS subsequently
wdrked with 33 of the 53, a receptivity rate of 62,3 percent.
Of the 77 firms contacted with an active affiliation with

a parent organization, MDS worked with 37, a receptivity

rate of 48.1 percent. This development was predictable.

Parent organizgtions provide internal ad?isory and consulting
services to their affiliates, and oftentimes actively d;§j
courage the use of outside resources in a diagnostic or ad-
visory capacity. Specific services, however, such ac trﬁ}ning,'
~wage and salary surveys, the develobmgnt of:personnel;policies
and procedures, and the like, were oftentimes well-received,
even requested by firms in this category. It was the diagn;scic,

analytic service that was less often and less well-received

by this category of employee. TN
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TABLE 8

- COMPARISON OF FIRMS WORKED WITH BY MDS (71)-WITH FIRMS
CONTACTED (141), CATEGORIZED BY AFFLLIATION
WITH A PARENT ORGANIZATION '

- Parent Number of Number of Firms Frequency
Crganization Firms Contacted Wcrkeg with (percent)
Yes 77 37 , | 48.1
" No o - 53 33 62.3
No response 11 1 ;g;;
Total 141 71

{
|
1
i

3.4.1.7 Organizational Position of initial Contact. "The

MDS data appear to‘support the notion that the higher in

the organizational hierarchy the initial contact is_pade,
the’more receptive tne organization is to MDS invoivementt
While not conclusive, the data showed the highest rate of
receptivity in organizations where the ewner ane general
manager (oftentimes, but not always the’Same man) was the
initial contact (65.4 percent). The lowest rate of receptivity
(42.3 percent) appeared in organizations where a statﬁ
member was the initial contactt A general manager as 'an
initial contact had a higher rate of receptivity (49.1
percent) tkan an initial contact witia a m1dd1e manager
(46.1 percent). The correlation between initial point of

contact in an organization and“rate;ofvreceptivity appeared

directly related to the hierarchical position of the contact
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in the firm. The higher the initial contact, the greater

.the receptivity.

TABLE 9

COMPARISON OF FIRMS WORKED WITH BY MDS (71) WITH FIRMS
CONTACTED (141), CATEGORIZED BY ORGANIZATIONAL
POSITION OF INITIAL CONTACT

Number of . Number of Firms I'requency

Position Firms Contacted Worked With - (percent)
Middle Manager 13 6 46.1
Staff . 42 18 42.3
General

Manager 57 28 49.1
Owner and

General

Manager 26 17 65.4
Other -2 1 50.0

]
Total 141 ' 71

3.4.1.8 Source of Contact. It appears superfluous to
suggest that firms which requested MDS services demonstrated
- a high rate of receptivity. Such, as expected, was the

case (76.9 percent).* More interestingly, there was perhaps

*Twenty-three percent of the firms approaching MDS for
assistance had problems not addressed by MDS and were
referred to other agencies for assistance. The number of
firms in this category, three, is quite small compared to
the total number of firms worked with by MDS.

)

. iy

no
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less of a difference in receptivity between a third party
initiated referral of a potential client to MDS (50.0 pergent)
and a MDS initiated contact (42.0 percent) than one would
expect. This situation was explained, perhaps, by the
type of referrals given"MDS: 'oftentimes they were spontaneous,
off the top of someone’'s head, and no prior attempt to
contact and influence the referral in MDS's behalf had
been made. The net effect was similar to a MDS initiated
contact using a sponsor's name to gain entry. On the othef
side of the ledger, MDS became increasingly.more effective
in its initial outreach attempts to potential clients.**

The result of these two developménts appeared to be'a con~
vergence of the rate of receptivity between these two sources

of potential cohtact.

3.4.1.9 Use of Outside Consulting Services. The previous

use of consulting services by an employer correlated highly
‘with receptivity. Of the 141 firms contacted by MDS, 48
said lisey had received prior outside consulting services.
MDS subsequently worked with 33 of these 48 firms, a receptivit&
rate of 68.7 percent. Of the 60 firms indicating no previous
- eXperience using consulting services, 29 accepted MDS

services, a receptivity rate of 48.3 percent.

**Rates of acceptance rose steadily in the three years
of MDS service operations: cumulatively, MDS contacted
47 firms and worked with 18 (35 percent) through the
first year's activities, contacted 92 and worked with 37
(40 percent) through the second year, and contacted 141
and worked with 71 through the third year's operations
(50 1 percent).

100
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TABLE 10

COMPARISON OF FIRMS WORKED WITH BY MDS.(71) WITH FIRMS
CONTACTED (141), CATEGORIZED BY SOURCE OF CONTACT

Number of Number of
: FPirms Firms Frequency
Source of Contact Contactedh Worked With . ‘ (pepcent)
MDS 70 30 42.9
Firm 13 10 ' 76.9
Referral 50 25 50.0
No response 8 _6 75.0

Total 141 71

MDS not only engaged in an education process to convert
skeptical contacts in its own behalf, it also maée its
clients more receptive to other regional consulting énd
advisory services. Employment security, CETA manpower
programs, aniversity maragement and development programs,
vocafional programs, and private coﬁsultihg efforts wéfe
among th>? beneficiaries of the educationél §padewdrk performed
by MDS. ‘

Firms contacted by MDS at the outieach level, but with
whom no subsequent work was performed, tended heavily to
have no previous experience with outside consulting services.
Of the 46 firms contacted at the outreach level only, 31
(67.4 percent) had not pre&iously used external consulting
resources. These-tyﬁically were the very small, éihgle owner

employers With few perceived human resource problems.

o
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TABLE 11

COMPARISON OF FIRMS WORKED WITH BY MDS (71) WITH FIRMS
CONTACTED (141i), CATEGORIZED BY PREVIOUS USE OF
OUTSIDE CONSULTING SERVICES (e.g., PRIVATE
CONSULTANTS, INDUSTRY ASSOCIATION
: GOVERNMENT AGENCIES, etc.)

Previous Use of Number of Number of

Outside Consult- . Firms Firms Frequency
ing Services Contacted Worked With - (percent)
Yes 48 33 - - ©88.7
No ‘ 60 29 48.3
No response 33 9 27.2
Total 141 71
| TABLE 12
PREVIOUS USE OF. CONSULTING SERVICES (e.g., PRIVATE
CONSULTING, INDUSTRY ASSQCIATIONS, GOVERNMENT
AGENCIES, etc.) BY 46 FIRMS CONTACTED BY
MDS AT THE OUTREACH LEVEL BUT WITH .
NO SUBSEQUENT INVOLVEMENT
Previous Use of Outside Absolute . 'Frequency
Consulting Services Frequency ) ' (percent)
Yes 15 32.6
No ' .81 , 67.4

Total _ , 46 - A 100.0
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'3.4.1.10 Summary Characteristics of the Receptive MDS Client.
MDS concluded ffom its research findings that the employer
most likely to be receptive to advisory and consulting
services has the following profile:

1. He perceives more, rather than fewer, organizational
problems and tends to attach a higher rate of
seriousness to them.

2. He perceives a higher incidence of human relations
oriented problems in his organization and attaches
a high rate of seriousness to them.

3. While little can be assumed about the age of his
) firm, it is probably not less than three years old.

4. His firm can be categorized. by level of employment
in a mid-range bracket, probably not less than 25
-workers nor more than 500. '

5. 1If his organization is a publicly held corporation
with a parent affiliation, he is less likely to be
attracted to MDS services. :

6. His firm is likely to be family owned or controlled.

7. He (the manager) or the owner of th2 firm is likely
to have heen the initial source of contact from MDS.

8. He may have initiated contact with MDS himself,
been referred to MDS by a third party, or had MDS
initiate contact with him independently.

9. 1If he has received some pribr external consulting

service, he is more likely to be receptive to
MDS services.

10. He probably has no formal training capability,
and his on-the-job efforts are informal, unstruc-
tured, and largely ineffective. .

11. He is willing to change and try new ideas.

3.4.}.11 Summarv Conclusions -~ Receptivity.

e A strong demand for manpower management and consulting
services exists among area employers. )
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The demand for these services can be met by a Small
team of consu1t¢nts operating from a un1vers1ty
base.

The problems most frequently encountered and mentloned
by employers can be classified into three priRkcipal
categories: (1) Criterion~related (turnover,
absenteeism, productivity, labor shortage); (2)
technical (hiring, recruitment, selection, training, -
orientation, wage and salary admlnlstratlon, ‘and
nonhuman resource problems); and (3) human relations
- (motivation, dedication, supervision, attltude
communications, manager sens1tiv1ty)

Vhile criterion-related problems are mentloned most
frequently (followed by technical, and human Telations
problems), human relations problems are judged :
most serious (followed closely by criterion-related
issues, with technical problems a distant third).

There is a strong positive correlaticn among Per-
ceived problem existence, problem. seriousness; and
receptivity to MDS services. The more sensitlve an
employer is to problems in his organization, the more
receptive he is to assistance; the more serious

he rates his organizational problems, the more
receptive he tends to be to MDS assistance.

Employers are strongly receptive to the advisOry,
consulting, and technical services delivered by
the MDS consulting unit: . 71 of the 141 firms con-
tacted at the outreach phase desired some further
contact and appropriate form of involvement, 2
success ratio of better than 50 percent.

With the exception of the very young (0-2 years),
the very small (0-25 employees), and branch plants
of parent organizations, firms of all sizes, age,
and ownership categories are very recept1Ve to MDS
services. Family owned firms appear s1gn1f104nt1y
receptive to MDS services.

The previous use of consultlng services by anp
employer correlates pos1t1ve1y wiht recept1v1ty

The higher in the organlzatlon hierarchy the lnltial’
contact is made, the more recept;ve the organlzatlon
is to MDS 1nv01vement

Small and medlum—31Zed employers are less 11Kely

to seek or utilize needed manpower advisory se€rvices
unless extensive outreach efforts are éemployed

to bring knowledge of the availability of services
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to their attention, educate them as to their value
and use, follow-up and maintain contact with them,
and defray at least part of the costs of delivering
the services.

3.4.2 Impact of Services

Impact of.services has been previously defined as the
effect of a remediation activity--training, team building,
career and job mobility planning, organization development,
Job'redesign——on attitude behaﬁior, performance, and
structural change in client organizations._ |

What short- and long-term effects, if any, were
evident as attributable consequences of MDS intervention
in the organizational affairs of a client? Following an
MDS sponsored remediation activity, employerstere queried
regarding the impact of MDS services on such variables as

productivity and the quality of working life of their

.employees. The number and kind of outreach attempts em-

ployed, mode of entry, reasons given for invoivement, the
perceived effect of MDS services on organ;zatiohs, employer'
perceptions of services proviged,;employer.perCeptions of |
the effect of services on workers,'percepeiohs of the effect
of MDS services on proquctivi vy, and the desire for further
contact were identified as indicators of effect-or impact’

and are discussed in some detail in this section.

3.4.2.1 OQutreach Attempte. Of the 141,firms contacted-
inifially, 48 readilyiACCeptedfsome.form’of~invoivement;“
and 31 of the remaining‘93 were sufficient1§ inferested‘
to‘be contactad a”éécénd‘ti@egl 0f those 3i firms, 21

[
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accepted some form of involvement on the secohd outreach
attempf and were sufficiently interested to be contacted

again. Both of these firms desired some form of'involﬁéﬁéﬁfw

ultimately. Table 13 graphiCaliy expresses the results of

. - MDS outreach attempts among its target employer population.

- TABLE_13

ACCEPTANCE RATE OF 71 FIRMS WORKED WITH AT THE
DIAGNOSTIC OR IMPLEMENTATION LEVEL BY MDS
OF 141 FIRMS CONTACTED

Outreach Number of Firms Number of Firms Frequency
Attempts Worked With ContaCted (percent)

lst outreach - o - o
attempt 48 141 34.07

2nd outreach
attempt 21 31 67.7

Qrd outreach
attempt

s
s
=
Q
Q
Q

Total 71 141 | 50.3

3.4.2.2 Mode of Entry. As shown in Table 14, the predominant

modes of entry into the 71 firms worked with beyond the

outreach levels were primérily either initiél diégnoétic

_______ involvement (54.9 percent) or workshoﬁ involvement (31.0
percent). While MDS-geheréilﬁ'sfreséedrthé diagnost;éU
approach in its outreach efférts;fdécasidhéili;fﬁéfﬁéfkéhbp 1
approach was used as means td‘aévéiQpiihféfééffand”é@éfé;f"

" ness émong_firms fhat would noimally’nét'resﬁpﬁa'to the |
106 -
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diagnostic services offered, usually the larger firms

(above 300 employees), those having some parent a;f;liation,
thdse with no previous external 00nsulting experiénce, or =
the smaller firms (nnder 20 employees). Alsog the workshop
or group approach was viewed as a valid strategy to multiply
the effect of MDS services beyond that permitted by a one-
to-~one approach. In this respect, the workshopwwas an

effective and valuable outreach technique.

TABLE 14

MODE OF ENTRY INTO THE 71 FIRMS WORKED WITH AT THE
DIAGNOSTIC AND IMPLEMENTATION LEVELS BY MDS

Number Frequency
Mode of Entry of Firms ' N=71
Diagnostic involvement 39 . 54.9
Workshop involvement 22 31.0
Other implemehtation involvements 7 9.9
Diagnostic implementaticn 2 2.8
Other , | -2 3 1.4

Total 71 ~ 100.0

3.4.2.3 ,Reasons'fdr Involvement. According to the 71 em-
ployefs worked with at the diagnostic or implementation
levels, they initiated contact with MDS or acceptéd'MDS
involvement for two predominant reasons: -(1) MDS sold

them on its services, professional competency'or philosophical

approach; and (2) they needed belp, recognized thdt’fact,

Y‘!'-'?‘ ' :..
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and were open tc ideas, suggestions, and assistance from
a consulting unit granted credibility and sanction. The
various reasons given by employers for their involvement

-

with MDS are presented in Table 15.

TABLE 15

REASONS GIVEN BY 71 FIRMS, WORKED WITH AT THE DIAGNOSTIC OR
IMPLEMENTATION LEVEL, FOR THETR INVOLVEMENT WITH MDS

- Reasons Given for Involvement Frequency of Mention

MDS sold me 16

Needed help

[
M)

Referred by another source

Wanted particular problem addressed
Reéuested by superior

Discovered that services were availgble
Agreed with MDS philosophy -

Found consultant's approach appealing

Can't remember

M) (&) w wn wn [} ~3 [{o]
3

Previous MDS involvement

Wanted to know the status and condition
of my firm :

To give MDS experience
. - Free service

Other reasons

[ T C R

3.4.2.4 Perceived Effect of Mﬁs Services ohtOrgaﬁizatiéﬁ; IR

Over half of the employers responding to this quéstion
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(26 of 48, or 52.2 percent) felt that MDS had considerable
effect or some effect on their operations. As.the focus of
thé MDS approach was on the emplcoyer, and as he was felt to
be the key to any significar -~ - .onal change, he was .
the ‘source of the MDS eval: ef i, and it was his assess-
“ment”of“value~and-éffectiveness of~the~serviceswrenderedwthatmw
was sought. The 23 ﬁonresponding employers while a relatively
high number, a;e perhaps explained by the difficulty in
. assessing .the..effect of.a purelyidiagnosthyoranalyticwseivice,WMWW;
especially when the employer himself was viewed as the vehicle"

by which neededrchange would be accomplished.

TABLE 16

PERCEIVED EFFECT OF MDS ON.71 EMPLOYERS WORKED WITH AT
" THE DIAGNOSTIC OR IMPLEMENTATION LEVEL OF INVOLVEMENT

o
N

Relative Adjusted
Absolute Frequency Frequency
Perceived Effect Frequency (percent) (pgrcent)*~
- Considerable eftect 20 28.2 41.7
Some effect 6 8.5 12.5
Little or no demon- -
strable effect -~ 22 . 31.0 45.8
No response 23 32.4 hissihg ;

- ' Total 71 100.0 : 100.0

*Adjusted frequency indicates the rate of response as a
percentage figure minus all missing responses. In this
example, when the 23 nonresponses are subtracted from the

total number of responses (71), the rate of frequency increases
dramatically from 28.2 percent to 41.7 percent in the response
"considerable effect," for example.

0‘,/‘
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3.4.2.5 Employer Perceptions of Services Provided. Thé

services provided by MDS, as perceived and reported by
employers, ran the gamut from the technicalv(improving
efficiency) to the attitudinal (human relations training).
By far the most frequent service mention by employers

" 'was diagnosis and problem analysis. Ti.'~ was the approach
favored and stressed by MDS in ifé’oﬁtreéch'attémpts.

-1Employers seemed to recognize the need and utility of

more true of small and medipm-sized employers than for.theb
larger organizations confacted,‘this“fiﬁdihg wasvsignificant
and generally valid among all kinds and sizeé of organ-
izations. The total range of employer responses to the
question of effective services provided by MDS is found

in Table 17.




”“fiﬁﬁiévéd“pfSSiéﬁ”éEiGiﬁé““"”“”””“”

Improved quality of work for employers

97
TABLE 17

SERVICES PROVIDED BY MDS TO 71 FIRMS AS
MEASURED BY FREQUENCY OF MENTION

Service Frequency oi Mentlon
Diagnosis and problem - s T e T
Human relations traini - : - -11

Improved communications

Catalyst

Developed training materials

Developed evaluation systeo

Improved hiring procedures | . @
Improved reward structures |
Encouraged the exchange of ideas

Improved efficiency

Improved motivation

‘WO N NN R R R O N

Other

3.4.2.6 Employer Perceptions of Effect of Services on

Workers A signiflcant 58.0 percent of the employers
(29 of 50) responding to the question of perceived effect
of MDS services on workers (presented in Table 18) felt

that there was some considerable impact or effect on their

" workers that could be directly attributed to the involvement

of MDS in their organization. 'As has been mentioned previously

111
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in this chapter, MDS made a conscious attempt in c1treach,

remediation, and evaluation-activities to involve employers

in the deﬁelopment and implementation of change strategies.

In order to react sensitively tovwork~oriented'issués, employers

must have the opportunity to encounter the need and demand

of unprod

A}

ang

‘igsatisfied workers.

' for change, and to discover the total organizationmal costs

These objectives - -

were accomplished by involving the employer in diagnostic

'”adamhﬁélytib‘ﬁéfiﬁifiéE“éﬁdkiﬁwhé1§iﬁ§wﬁiﬁ”§f65§“fhéJbﬁééibléé“”"'““

consequences of alternative change.straté%ies. The result 2

was a substantial awareness

many instances a commitment

These results are reflected

of worker—reléted needs, and in'

to effect substantive changes.

in Table 18.

TABLE 18

EFFECT «F SERVICES PROVIDED BY MDS ON WORK:: %S IN THE

71 FIRMS WORKED WITH AT THE DIAGNDS

OR IMPLEMENTATION LEVEL

-.r

e e

Relulive Adjrsted

Effect of Absolute Frequency Frzquency
Services Frequency (percent:) (percent)
Yes 29 40.8 58.0
No 15 ~21.1 30.0
Do not know 6 - 8.5 12.0
No resporssE 21 29.6 missing

Total 71 100.0 100.0

The measurable effect of MDS_services on workers, as

1,12
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work satisfaction was the most frequent response (21 responses)
but an additional significant number of responsés also
related directly to the qualit; of work life experienced
by the hourly worker (confidence and competence, income .
benefits, new positions, more and better teamwork, oppoftunity
- for-growth-and advancement)vwwItmseemedwapparehtwthatMbywwwwW“Www~w;w*
working through the employer, MDS had considerable effect
on the quality of work.ug life and other concerns‘of the
_.hourly worker--at least as perceived by thewem919Y§rwWhQ“MHM. “

again was the _focal point of the MDS approach, and the one

through'whom change was initiated and performed.

TABLE 19

RESULTS OF,M@EJSERVIéES HAVING A MEASURABLE EFFECT ON
WORKERS: JW %9 OF THE 71 FIRMS WORKED WITH AT
THE ®YASNOSTIC OR IMPLEMENTATION ‘LEVEL

— -

Result of Service ‘ Frequenpy'of Mention

Work satisfactiion o - 21

Confidence and competence 12

Incdme benefits 5

New positions 3

Productivity 2 -
More and better z=u#work 2

Skill 1 )
Opportunity 1

Other 6

113 | \
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In addition to the services judged as having a measurable
effect on workers, mentioned above, MDS has strong evidence
that its services had some probable effect on increasiug

..the employment levels among client firms. The'average |

number of employees among zlient organizations prior to

ployment averaged 482--an average increase of 33 new workers
per firm. This 7 percent increase ih employhent can be
contrasted with the 3.6 percent average increase in employment
levels among manufacfﬁring firms in thelperiod 1972 through
1975 (MDS conducted over 60 percent of its operational
activities in manufacturing firms, 43 of 71 firms worked
with) and the 3.3 percent incfease in average employment
among all nonagricultural industries in Utah in the éame
period. The total increasé in employment for the 71 firms
worked with beyoﬁd the outreach level was 2343. While
these numbers indicate é probable effect, they cannot be
considered as conclusive., They do not éccount for indis-~
criminant forceslin the gconomy that might have served to
push employment levels up regardless of the effect of MDS
services. However, the general tendency clearly correlated
-the provision of MDS services with increases in employment
levels.

The quality or direction of the effect of MDS services
on workers, .as-perceived by the employers of thev71 firms
worked with at the diagnostic or implementation level, was
viewed as direct by 15.6 percent of those responding to this

question, direct and indirect by 37.5 percent, and as

]
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indirect by 40.6 percent. These responses Seem to sub-
stantiate the MDS hypothesis thafHWOrker-related benefits
are the indirect (and in some cases direct) result of em-
ployer-oriented consulting services. Employer information

~relating to the quality or directness of services is found

in Table 20. =~ T RS

TABLE 20

QUALITY OF THE EFFECT OF MDS SERVICES ON WORKERS IN
THE 71 FIRMS WORKED WITH AT THE DIAGNOSTIC :
OR IMPLEMENTATION LEVEL

Relative . Adjusted

Absolute Frequency Frequency

Quality of Effect .Erequency (percent) (percent)
Direct 5 7.0 15.6
Indirect 13 18f3 40.6
Direct and Indirect 12 | 16.9 37.5
Do not know 2 2.8 6.3

Does not apply 18 29.4 missing

No response ' gl' ._29.6 :A missiﬁg
Total 71 160.0 100.0

i,

3.4.2.7 Pperceptions of the Effect of MDS Services on e

Productivity. The effect of MDS services on the productivity

of employers worked with beyond the outreach level was cal-
culatted as positive by 34.7 percenmt of the employers responding
to thkis question (17 of 49). Many employers had difficulty
assessing any measure of productiwity in their organizations

due to their lack of technical sophistication, lack of
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records, and similar conditions. 'Diagnostie and aavisory
services, while viewed as valuable, were deemed difficult
t0 analyze in productivity terms, ahd this, perhgps accounts
for the fairly iarge number of nonrespondents,(ZZ). The’ :

17 empioyers responding positively to the question-relating

PV

impact in about. equal proportions,"

TABLE 21

EFFECT OF MDS SERVICES ON THE PRODUCTIVITY OF THE 71 FIRMS g
WORKED WITH AT THE DIRGNOSTIC OR IMPLEMENTATION LEVEL

- Relative - Adjusted . -

Effect on Absolute Frequency - Frequency
-+ ~.. Productivity Frequency (percent) " (percent)
Yes 17 23.9 - 34.7
No 21 29.6 ' | 42.9
Do not know 11 15.5 - 22.4
No respcnse 22 ’ 31.0° _ missing

3.4.2.8 Desire forr Further Contact with MDS. Table 22
presents the responses .of. emplovers to the questiph of a
‘desire for iurther MDS contact. ‘An overwhelming 81.4 percent

of ‘the employers responding to this question (35 of 43)

desired further contact with MDS following some'substantive

involvement at the diagnostic or implementation level.
Their reaction was uniformly positive and supportive of the
quality and quzntity of the services rendered by MDS. The
28 nonrespondents were diffisult to analyze}.EMost likely,
116"
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they were neither wildly enthusiastic nor wildly unenthusiastic

toward MDS but tended toward some middle or passive acceptance.

TABLE 22

EMPLOYERS DESIRING FURTHER, CONTACT OF 71 FIRMS WORKED WITH
: AT THE DIAGNOSTIC OR IMPLEMENTATIONTEEVEL‘BY MDS

Relstive Adjusted
Further Contact Absolute Frermency Frequency
Desired Frequency (pezcent) N (percent)
Yes 35 49.3 81.4
No 7 9.9 v 16.3
Do not know : 1 1.4 -+ 2.3
No response 'gg, 39.4 missing

Total 71 100.0 _ _ 100.0

'3.4.2.9 Selected Cases of Demonstrable MDS Impact. In

an attempt to give better understamding of tangible results
experienced by successful client organizations at diagnostic
and remediation 1evels_df invoivement, MDS has excerpted a

limited sample of case studies listed below. Obviously, .

" not all client firms. experienced the same demonstrable results-

"following MDS intervention, but these cases represent a

fairly broad and general condition résulting from -involvement
with MDS consultants, a condition not considered extraordinary
or unique. Additional and mdre comprehensive case study
materials are enclosed as Appemdix F.
A needlecraft employer engaged in diagnostic:.and
remediation activities with MDS over the comrse of

two years time experienced: a 45 percent increase .in

!
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productivity and a net increase of '~ new positions.
The emplover “uted the increast -irectly +o his
involvemen:  , DS, and felt the .. .gible eftects

on morale and «urke- satisfaction exceeded the tangible
increase in productivity.

A lumber manufacturer experienced a 200 percent decrease

- in turnover following his diagnostic involvement with
Mbs. -
- A retail merchant acquired two new stores and iNcreasSed - e
e e oS- employment-vy- 21-new--hires-Lollowing-a--year—long- s o -

involvement at the diagnostic and implemeatation
1evels W1th MDS.

A small manufacturer of women and infant apparel
experienced a 19 percent increase in product1v1ty
following an initial dlagnostlc 1ntervent10n by MDS and
a subsequent workshop for supervisors and 1°ad hapds.

‘A new manufacturing plant in a rural region was 'turned
around" according to its general manager and president
by the direct intervention of MDS resources. . Serious-
thought had been given to shutting the fac111ty down
because of low productivity -and hlgh turnover rates.
Following the four-month MDS involvement, the plant
experienced a 30 percent -increase in product1v1ty,and

a decrease of 200 percent in turnover. By this

timely intervention, 110 jobs were "saved" (focus

was on training, reward systems,. and role assighlhents).

These tangible and direct results of MDS intervention
do not represent the intangible benefits accruiné to the
organization as a result of én employef changing his attitudes,
his pattern of relationships, and his commitment to nNeeded
change, all objectives of an MDS intervention and seen

as signficant by employees at 21l organizational lewels.

3.4.2.10 Summary Conclusions - Impact of Services.

. ® The delivery of manpower management advisory and .
consulting services to employers has a subst2ntial
and positive impact on the client organization
and the quality of working life-experienced bw
its employees.

e Over half of the employers responding to a fOllow-

up survey questionnaire subsequent to some fOrm of
involvement with MDS felt that MDS had considerable
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or some effect on their organization. The effects
noted fell predominantly into categories of increased
product1v1tv or quality of worklng life consideratlons

¢ Of the employers respondlng to a follow—up survey | o

questlonna1ro, 58 percent felt that there was some L e

considerable impact or effect on their workers that ik
could be directly attr1buted to the: 1nvolvement of

- - MDS in their organization. -Most- frequently -menticned
e e oo et e N—— ) £ dincreased work. sat1s1act1on,wipcome beneflts,

' new positions, . confidence and competence,. and the
quality of working life experlenced by hourly

workers. . .

e While many employers had difficulty assess1ng any
measure of productivity in their organizations due R
“to thelack of technical- sophlstlcatlon Ko) o availability o
of data, the effect of MDS services on prodhct1v1ty SRS
was calculated as positive by: 35 percent of the
employers respondlng to: th1s questlon. R

e While the maJorlty of flrms contacted and worked
with employed on—the—Job training (68- percent),
only a very. small minority (17. percent) ‘had: any
other training. strategy or approach to Upgrade
skills at the hourly, supervisory, or management
levels. S :

® Employment levels in firms. and organizations worked
with by MDS were stabilized or increased in the
face of rising levels of unemployment in the state Sl
and nation. An average- ‘of -33.16 -new. workers: Were . iy
employed by the 71 MDS client firms when prein-- ‘ oL E
volvement figures were.: compared with employment
follov;nw HDc‘inter\ention . e

e

e An overwhelmlng 81 percent of ‘the" employers worked
with weredesirous of further contact with ‘MDS.
following substantive: 1nvolvement ‘at the diagnostic
or implementation. level, further,. ‘and perhaps con— ...
clusive evidence of the posit1ve impact of services

. on employers and their workers. " ,

3.5 Summary,of Quantitative Findings and Areas
Needlng Further Investlgation

Although the research on wh1ch the project findings‘

introduced and d1scussed in the preced1ng sections is

basad falls short of what is required for incontrovertible

conclusions, it appears evident that (1) there is.a significant
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need and demand for manpower management services among public_

and private employers of varying conflguratlons and organi-
zational characteristics; and (2) a small un1versity—oased
team of human resource analysts and consultants can effect

positive organlzatlonal change, espec1ally in the areas of

mwproduct1v1t,wandlthe quality of_ worklng l1fe.; This general

conclus1on supports the f1nd1ngs of independent 1nvest1gators
Acurrently conductlng research 1n the f1eld of product1v1ty,

organlzation change, JOb satisfaction,_motivation, and

e e Sy o e ,....c--‘.,«m._».;mm-_.

the qua11ty of worklng 11fe (Katzell and Yankelov1ch 1975
Wh1ting 1975; Davis and Cherns 1975 Taylor 1973 1974
Charlesworth 1973 Booth 1975)

The MDS research ‘team found that the dependent var1ables;]‘”d]

of recept1vity'and lmpact of.services;were explained and
predicted by the range of independent variables in the’
following fashion:

1. Perceived need-and perceptions.of organizational
problems - The more problems indicated by our.
organizational contacts, the more: those concerns
tended toward human resource kinds of problems.

The more serious the .perceived. nature of- the
problems and the more respons1b111ty ‘assumed by
management. for the existence and persistence of - .
‘those problems, ‘the more receptive the organization -
would be toward MDS involvement and ass1stance ‘
in treating 1ntolerable conditlons o

. 0 N

2. Nature of Bus1ness - The more labor 1ntens1ve
organization, the more receptive. to MDS: 1nvolvement
and ass1stance 1t would be

3. Ownersh_p - The more closed the: ownership of the
organization--especially if it .were family’ “owned
and controlled, but also if it were a partnership
or privately held corporation--the more receptive
it would be to MDS involvement and assistance.

4. Organizational Life Cycle - The.ﬁore:unstable or
unpredictable the .organization in terms of size,

o RN
;o120 0 0
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profits, products, markets and similar conditions
(indicating a shift in the life cycle of the
organization), the more receptive it wonld be to
MDS assistance and involvement.

5. Size - The more an or_u.nization tended toward the o
middle or lower-middle ranges of employment, -
approximately 25 to 500 employees, the more receptive =
to MDS services it would be. o :

‘“6:““OrganizatioanoghisbicaEionTJSgediaIizabion@&pTheMJ@@M@

greater the affiliation with a service-providing

. parent company (especially a parent company,  that -
is-national in scope with its headquarters located
outside of the state and region) and the more
functionally differentiated an organization, the

_less likely it would be highly receptive to MDS -
services, However, if outreach Httémpts were o
successful with an organization. that was function- '
ally differéntiated (especially .Aif there was 2 ‘
separate -personnel or training department);, the

 more likely the long-range impact MDS might have
on that organizatiomn. : B Co

7. Management Commitment - The higher inrthé organization_
the introductory contact, the more receptive the
organization would be to MDS involvement.

8. Management Involvement - The more involved the
‘management of an organization was in -the collection
of diagnostic data, the development of remediation
strategies, and the implementation of appropriate
measures, the more likely the long-term impact of .. -
“the services rendered. S T B

Duration ~f Involvement Timing, and Follow-up -
The -longer the~involvementwwithhanworganization,
. and the more regular the follow-up visits, the
more likely the impact of services rendered on-a
long-term basis. e D e S

T

10. Type of Services Rendered - The greater the amount
of services rendered, the more technical the .~ -
services rendered, and the more oriented toward.

implementing the services, the greater the likelihood
of long-term impact in thegorganiZatiop;[ ‘ S

In addition, receptivity and impact a?é‘éﬁBStéhtiélly'*
affected by the follqwing moderating or'intérvening variablesf' jl
1. The state of the economy, locally and nationally;

5. The personality and approach employed by the MDS
consultant with any given organization; ' .
' . O;“‘VJ '

{ ; , 1; a;g1W,, : ‘_ - o : ifﬂtfij;l»m;i¢j, :£? g}=“~?f.
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5. The attitude of the client or potentlal client

‘“  toward government involvement in business affairs,
university involvement in the practical arena of
the business community, and the intrusion .of outsiders.
into the pr1vate affairs of the bus1ness organléatlon,gr

4. The timing of the contact or v1s1t w1th the employer‘
. to .avoid seasons, weeks, days, or hours that are-
R critical and 1nd1spensab1e to the employer. and that

: _command_his complete attentlon on a cycllcal bas1s,

5. The ge ographlc location of the flrm and the urban~fa7'
riral: characteristics of the local bus1ness communltles
and labor markets."m“ ‘

Several other s1gn1f1cant results not treated in the

RN o e s e 18 i b ey 4 1 ke Sty i

precedlng sectlons are suggested for cons1derat10n and

[T

additional research' :
e The unt1me1y reductlon 1n the flnal year s budget
proh1b1ted MDS from conductlng the elaborate stat1s—

E

tical ana1ys1s of progect f1nd’ngs and results that

it had originally 1ntended The comprehens1ve_
evaluation of productivity and qua11ty of worklng—
life interventions is. a task yet to be treated by
researchers in the field. o

o Most firms lack the sophistlcatlon and techn1ca1 ‘
knowledge required to assess and. account for varlatronshh;
in productivity; The‘development'of~a“s1mp11f1ed:
manual to assist employers in measurlng product1v1ty
would be most: helpful, espec1a11y if adv1sory
assistance were available tn help:them,understandf
the use of and encourage the adoption.of such.
.procedures.

e Family-owned firms are susceptihle to a wide_range‘

of problems and conditions giving rise to’instabilityll

FOSIE.

ERI

Aruitoxt provided by Eic:
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and widely varying patterns of orzanizational per-
formance.‘ The family-owned firm would seem an
atc¢ractive focus for research and demonstration
activ1ties

Although most f11ms claim on-the- JOb training (GJT)
capability, in»reality most use the term as 2
euphemism for no training. How to'deveIOp and
implement an OJT training program towards speciflc
objectives (performance, productivity, quality of
working life) appears to be a much needed service
for an overwhelmingly large number of small and
medium-sized firms throughout the country, especia11y7
in light of the predominance'of 0JT and the virtual
absence of any other training'strategy.

In the energy—rioh west, manpower management issues
will be an increasingly critical factor in‘the

successful development_of new”organizations and

processes“iniextracting+ipnooessing+~and;g§livering

energy related resources and materials.

Rural employers have critical needs in training.
and developing their employees, needs as great and
sometimes greater than urban employers. Yet the
deliver& of serﬁices to these employers is.more
diificult and expensive. chnsequently, new and
innoVativevways are needed to Servioe the manpower

and training needs of rural employers.

The employer provides an attractive alternative to

institutional learnlng for his employees and on~-site

128 H
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learning and e¢ducational programs focusing on work
skills and 1ifc skills could and should be developed

with the coordinative and integrative assistance of

a unit such as MDS.
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4. PROJECT FINDINGS AND EVALUATION RESULTS:

QUALITATIVF

4.1 Introduction

" This chapter is a.continuation of Chapter 3. In addition
to the questions about the kinds of problems faced by em-
ployers, their receptivity to Manpower Development Service
(MDS) as a delivery syetem, and the impact of MDS services
or their organizations and workers which lent themselves
in some measure to quantification and statistical analysis,
the project also posed a variety of related questlons less
amenable to such treatment. The answers to many of the u
additional questions raised in the course of the project
were not easiiy quantifiable, and, hence, necessarlly depend
on qualitative analysis for explication. The following

sections set out the findingewrelative to questions con-

§IderedeﬁffIctently*important4tommerit~inclusion~in«%he~

report and about whioh, it was felt, some meaningful comments

.could be made.

4. 2 Ability of MDS to_Service Manpower. Needs
From a University Base .

Utah State University (USU) served MDS well as a base
from which to service the manpower management and tralnlng
needs of employers and the employed workforce The university

eee_imposed_few_bureaucratic_constraints on MDS as an operational

unit and allowed considerable flexibility in the organization
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and delirrerz= of services. Also, the university has excellent
research facgilities, and its name and reputziioh lent

credibility to a loose:r T.izx=d progrsms such ag ®DS. TIn

- the fnit-=: . u2'"treach activiizs>= underwaken by MBS There was

some Tes- ~vai.on about the fmm=ral government sponmsorship of

the prog:: - This Lensded to color the attitste. of poteantial
clients-- ‘*»a though they generally had a neu:pral or EZzmvorable

image abayt the university. However, these ¢~ -erns were
overcome a:z- MDS gained exposure in an industrial and business
Acommunity. Empleyefé reéégnizédﬂtﬁé'véiﬁé.bf thé séf&iées
being provided and saw that MDSldid not have an inspectoral
or regulatory*funqtion. The perceived relationship to
"government' diminished and that to the "university" came to
the fore. - _

This development of a favdfable image toward MDS and
a positive attitude toward the services prqvided was helped

considerably by the fact that Utah State University is the

e StAT@ S _land-grant_university. MDS_and_its _services.were
favorably compared with existing extension activities éﬂd
Servicesrprovided to rural and agricultural interests
throughout the state. Employers iiked the idea of receiving

i similar assistance and saw the role of MDS as both legitimate.
and appropriate for the uhiversity to perform.

The positive image achieved by MDS by operating out
of a university base was particularly helpful in that it

provided MDS staff with a neutral image when working with

employers. This was especially important when dealing with
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the sensitieés jeswwsomue’ and mappower managerant problems in
organizations
The univers:isy -&== provided MDS with ar. impressive. array
of useful suppcei sexvices. The 1ibrary; corputer center,
instructional media -@nter, motor pool, and academic depart—
ments all came be uyilized more and more over time.
Internall~ -#i%% in the university MDS wzss: perceived by
USU administra-:. - #me others as being an appropriate operating
unit w1th1n the Gl etie of Business and one whlch fit in

nicely with the wsmnmg?'mlss1on and role of a land-grant

‘unlvers1ty. Th .= fiwct was. demonstrated by the financial

{
support given t¢ ¥Wid in January 1975, when ORD funds were

withdrawn, and by the decision to provide hard money fundlnv
for one MDS positien, begimning in July 1975.

The‘univensity setting préved to be a very attractive
location from the stamdpoint.of the MDS proiessional staff.

MDS was able to Trecrrit and retain a high caliber staff at

-reasonable—cost -a= = =onsequemce—of—-the—location. The
inteliectual and cultaral environment énd personrel policies

were all perceived by MDS staff as extremely desirable.
Contributing positively to this situation was the hybrid

make up of the MBS sizaff andfmode of operations, i.e.,

university facuwlty members lnteractlng with full tlme operationmal
team members on a regular and contlnuous bas1s . The 1nte11ectual
stimulation an¢ c¢ross-= fertlllzatlon of ideas afforded by

thismgg}gpiggsg;p was outstanding and served to provide

an effective briéze between the employer's real world

concerns and the academic training and research carried out

o

T
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.in the wniversity's business school. This good crewclationship
. kept the MDS operational team informed of new r.search amdi
developments in the academic fields reievant tc their.work
and :enakled them to‘disseminate theée_new conceptis-.and. ideas
. . to employers on a regular‘basis' They were'also @mﬂebto
try out the new concepts or technlques Wlth 1nter£s$ed
employers in actual work settlngs in the course af‘thelr
consultlng activity. _
usu faculty‘éssoéiated“with“MDS“wefe“ahie“mn,improva - '"“T#
many of the ideas and experlences ar151ng out of the Tield
work. being carried out by‘the operatlonal team. hThey also
tackled some interesting.and cha}lenging researchﬂproblems
encountered by'the opetational team.
While MDS found the unlver51ty to be successful there
were a few negative aspects*encountered whlch should be

mentioned. First there seemed to be something seductlve

about the university enviromment. While mobt MDS statf
were.intentionally selected because they were not intarested
in a traditional academic career,tﬂmaexperience‘of working: -
on such audhallenging project and in a stimuiating,anvironment
tended to cause some of the»staff to,begin_thinking:&bout

. going to get Ph.D.s and become'attnched to'thevuniversity-
as faculty'members with full teachlng anu other responSLbllltles

As this metamorph051s took place, the desine to malntaxn

an*active"=program~of*outreach“énd“consuittngfin“drstzmzm“““*f“”75“”

locations was diminished slightly. -Fortnnateiy}itwo events

.....
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served .as a successful anti@otehto this problem: (1) tme
infusicm, on a regular bas=s. ofggewtinterhs with entanssiasm.
for fiwid work helped the qperatimna]'teamvfocus on TEET
primary fum=tions; and (2) tne ne=4 toegeherate payimg- -
work omce ORD funds were withdrﬁmm;sexved as arpoweziul
-ncent“"e +0 keep the staff "ctl =1y inwoired in‘outrcxmh.v’
efforts., |

Another potential problem of the‘uniﬁersity base for
MDS was the typical academic allowance‘for, itvnot_enconxager
ment of, consultlng by faculty members In the case oi’Mﬁsz'
two of the USU faculty members who served as consultants TO MDS
carried out additional coqsultlngwand“other 1ncome_pxmdnnlng
activﬁmies /Although there.did next appear to be:a conflsint
of interest between the outs1de ﬁa}i they engaged in camd
that whlch they performed for MDS thlS mlght pose a‘problem

in some s1utat10ns.

The decision was ‘made at: the outset of. the progect

notﬂtowal1ow;the*MDSmoperationaLteamLto engage_lnﬁconsultlngmh,adﬁaa
activity outsiide of tEeir regular'mark as this wouldxhave

placed them im a sericus confllct af - 1nxerest SItuatlon

They-were allowed tO"meach;un1ver31ty sponsoredmextensaon
classessfor extra—m&w‘(ou'the eamefiérmeras faouﬁtfnmembersb,‘ .
if they wanted to, as long as those activ1t1es dzﬂ not ;
interfere with their MDS wonsulting work Thisnaxrangsment o
- workedzout to the satisfaction of =Tl. concerned. ‘

Gne other problem faced by MOS, whlch is not necessarlly

: relatad to the unlver51ty base,‘is the sparsely populzted

geographic ‘area of Utah and the Intermountain West aCon-“‘*“’
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siiderabl > trmvel time was requized to reach the outlying
r—ral areas c¥ the state and wggion. The question of whether
+= outstatioz an MDS staff zemvizr in the outlying éreas
wirs consstder=d in an effort t® reduce the travel time, but

. this iden wrz eventually reje=xzed. >It was concluded that
the isotwta:on experienced bz 2 staff member in such a
situatiox wonld be detriment=l to him and to the effectiveness
of the wiit. As MDS was quimz: small in size; locating the
team members in separate distzmt locations would have destroyed
the valuss gaimed by having them interact regularly“with;each
other and with the USU faculty members. «Furthermore, the
group worked wery effectively as a team, and such a. change
would hawve prevented that approach from beiqg‘utilized.
From“ﬁhe;poimi of‘viewrof‘MDS; the increased effectiwveness
of thke gperatirona® team outweighed any possible loss of
effiri=ncy as a comsequenc= of the greater'travel time.

Whemzmzr possible, MDS s#3ff stayed in the outlyims areas

clter=== Im the vicinity tc maximize effective time on each
4+vip.. e considersziile accammlishments of the MDS operational
team witsr the limftced rescunc=s available appeared Lo demog—
strate -ons wisdom of this pesition.

Ba=sr¥ on -the :experience of MDS, it could be argued that ™
staffperforming this kind of advisory work should be out-
stationefizonly when the distamces involved aﬁdtpopuMation to
. —.D€.S€TVEd warrant._the creatiom of a small unit of several _ . .

people who can interact with:each other and, wnly then, if

130 .;\
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T for several days &= a time and sSchediled VisSits  with several "
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the circumstances enable them to maintain freguent contact

with the university base headgmarters and staff.

‘Summary Conclusions -~ Umnjiversiry Base

MDS was able tc effectiwely organizs and aaliver
its manpower and training consulting servigces Lrom
a university bame.

The university settimg provided considerable flex-
ibilidty and techniceTX resources to aid MDS in the
performance of consmEting, training and other
operational activiti=s. ‘

The university settimg permitted a high level and
quality of imteracticn between the MDS opersatimnal
team and USU zrademix: staff, and it sumpported the
tizam. approach -to diagnosing and treatimg organi-
zational and: htifiisan Tesource praalems.

The land-~grant exxensionforientatﬁnnaanﬁ,exgentemme

‘im agriculigure of Htsh State University transierred

-~

PR S, U P X P - . s 34 s o
el e del ivery ayshen: deallizng with izssuss of

‘mEmpower wmmnag=ment, training, productiwity, and
the qunality of working lifé. v ‘
Gtzh State University proved to be ah exrellent
‘base Zrom which to attracg and retain the gmality

of steff required to succéss:Elﬂ;ly organize and

deldver manmower services to =mployerssamd the employ=d

wrat.orce.,

e v



4.3 Role of the Advisoiry Touncil

The original proposal for the'prnjmmf?stétéd that an ~
Advisory Council‘dréwn from the project area_Wbuldibe selected
to provide assistapce pofMDS'during-iﬁs;fozmétive»stages. '
Meetings would be held to get the advmz:e-‘of"i:tS'fmem‘bems R
concernlng the determlnz:inn of speciz:m flrms .or 1ndnstr1esiff
with which to -work, th& 1oca11ty in which the inltial eifort o
should be made, and the: development aft tighter sp901iicatlons 13 
for the diagnostic assistance to be offered- and concantrated
on in the early stages of the pr03ect. | _

The selectlon of the Advisory Council . proveﬂ.tn he =
Amore time—consumlng;pmocess than was ilrst:anticipated~ |
The task of selecting the Adwiwory Comm: il was umdestaken .
after recruitment and selection of the team hadwmaam“cumplefed;
The initial plamning for this task wes undertakem dm mid- R
August 1972 anil'was fAnalized durfmg diwe next twe wesks. "7

After considering sew=zral passiﬁmsnapproaehes, it was -

decided to identify those organizatimms monsidered #mprmpriate
to»pfbvide representatives for the:AﬁWisury'COunnil, The
organizatiohs-contacmed*wexe:

Utah Manufacturers' Assmcatiom
Greater Salt Lake Thanber of Comwerce
Utah State Depaxmmsnt of Bevelrgment Servcies
Utah Division of Irdustrizl Promotiiion
Ogden Chamber of Commerce:
Utah State Emplayment Serwvice
‘Utah. Personnel’ Asspciatiom
Industrial Refations: Research”Assmclatlon
. American Socxafy off Traxn:mgiDlrenmors
Cache Chamber of Cummerce:

e ——INStitute ~of-Indmstrial-Relations,, Universrty of Utah -
Provo Chamber of Cmmmerce
" Pro-Utah o
Pocatello Chamber of Commerce: x}%‘

S

1O
RoamWida
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Contact was made with spokesmen from each of the designated.
organizations. After briefing tﬁem about the néture of the
proposed work, they were invited to recommend indiViduals '
who would be gqualified to serve on the Advisory-Council.

A number of businessmen in the area were also asked for

their recommendat1ons A list of persons and o;ganizations
represented was then compiled. This formed the basis for
the list of individuals to be contacted. Appointments

- o were made with the prospective members,-andlthey were visited -
by members of MDS, usually the Project Director and a core
staff member On the basis of personél interviewSVand:other
1nﬁﬁrmat10n collected those selected were invited to part— :
icipate on the Adv1sory Council. It should be noted that
almost without exception, those people contacted in the
preliminary stages as well as the Council members finally
selected were enthusiastic about the project andﬂexpressed

positive statements as to the need for such a service.

" Only two pefsons approached were unable to SETVE on_the
Advisory Council. Both expressed interest in the project,
but felt they could not serve because of other commitments.

Before the éouncil was officially chosen, orospective
mgmpers were asked who they felt would make a good chairman.
In tﬁis way, a chairman could be selected without lowering

the status of the other. members, something that could

possibly have occurred if an open vote had ‘been held durlng e

~*««~m~w~mwawmeetingTAmThlswmethodmworkedwverymsuccessfullymioerDS. S
as one person was named most often as the logicel person to

133 W)

serve as chairman.
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The selection of the Advisory>Counci1 was completed by
October 1972. (See Appendix G for a list of the Council
membership.)

After being activated, the Council was asked to review
the conceptual framework for the provision of'MDSIServices,v
"to give their recommendationé on What kinde’of'firm$ or )
indnstries.MDS should concentrate on, anlehat kinds of .

services should be provided. On the.basie~of theJCouncils'
recommendations, MDS redefined and developed 1ts conceptual
framework and initiated d1rect contact W?v“ firms. Ba51ca11y,
the Council felt that MDS should work w1th whomeVer entry
could be obtalned After sufficient experlence had been
" gained and cred1b111ty establlshed the- further reflnement
of objectives could be accompllshed. Relatlvely 1nfrequent‘r
use of the Council was made after the‘initial'inputs were nade;
. Meetings were: called whenever the MDS staff felt the need }

for assistance from the Council, or that a report of act1v1t1es

should be made to them.
‘At the end of the first year a discussion was held by the

MDS staff to determine whether the Advisdry Council had

fulfilled its purpose'and should be disbanded, or whether ..

it could still serve a useful purpose. After a review of the
'rrole‘of the Advisory Councll, it was de01ded that the Counc11 -

be continued ae a functionaldbody. The etaff concluded that

the major value of the Advisory Connc11 was tWOfOld: 1y 77
““”;*”W”“W”helping“provide“credibilitthO“MDS'with“the*bnSiness“tbmmﬁnjt}ﬁ“““*;

and (2) serving as a sounding board for ‘MDS 1deas and
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experiences. Contact with the Advisory Council provided MDS
with a realistic business orientation as concepts and philo-
sophies were developed. |

A third reason for continuing the Council after the
first year appeared to be political, i.e., to éiovide a
base to help se&cure dlfutpre for MDS or the ideas arising
therefrom should the outcome of the project fésult in
favorable recommendations or positivé program alternatives.

The existing Council membership was reviewed to as-
certain whether any members should be released or replaced,
and if so, how to make ,the changes. Serious considefation
was given to adjusting- the Council membership to better
reflect the interests of smaller businesé firms. Oné
Council member felt the Council had tod'many represgntatives‘
of larger business firms and more inputbwés needed from_
smaller firms as they were a primary tafget,of MDS services.'
While MDS staff had considerableASfmﬁathy with tﬁe éuggéstiqn,

experience~with»the“existing~Councilwsuggestedwthat,members

drawn from smaller businesses were the leastiéctivé. It~
was postulated that perhaps thoée individuals, because df
the size of the organizations with which they were affiliated)
were short.ofimanagerial'talent or hadigreater pressures.

on them than managers from larger ofgéniéationé«that freed
their staff for public-service acpivifiés;_ The dilemma_

appeared to be that this was the group mdsf'in‘negd of MDS

services, but their managers seemed less able to free the

time to be contributing members of the Advisory Council.
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A meeting of the Council was scheduled to review ghe
progress of the project during the first year, to plan for
the secund year, and to consider its owu'role during the
coming year. The Coumciilconcludedrthat it should continue
in the same role during the second yea;‘as before, that
meetings should b= held cn a quarterly basis, and that in-
dividual members bﬁ‘used.to further the work of MDS whenever
appropriate. .

The use of imdividual Advisory Council meﬁbers for. B
more direct assistance in making contacts with clients had
mixed results. The type of indiﬁiduals on the Council
and the many mrganizaitiocnal demands made upon their timé' oo
‘suggested that for some it was impractical or unrealistic
to expect them to became directly invdlved in MDS dutreach
activities. Other members were able and willing to take

a more active role.

The Advisory Council functioned in this manner throughout

the second year. Council members were also involved in

discussions with the Review Panel when it convened.in Maréh

1974. Subseguent to that time little use was made of the

Council as a group. Although considerabie copﬁacf was

maintained witihh individual members, particulafly thé chairman,

up until June 1975, virtually no contact which inﬁolved their "}f#i

advisory role was made after that date.

Summary Conclusions - Advisory Council.

e An advisory council is more important  to an organization' o

such as MDS during the-iormative and'ear1y deVe1opment?1,  ﬁf

' _ Sfagés. , ' . '
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The major benefits derived from the Advisory Council

" centered ‘around three areas: (1) a broadened per-

spective whereby such objectives could be achieved,;

(2) personal involvement of the council members

which lent a degres of credibility to the detivities T

of MDS although the necessity for this function
was.minimized considerably as experience démonst}ated
the utility of MDS services; and (3) referrals of
organizations for services. .

Involvement by council members should not be over
anticipated. MDS found it somewhat diffiéult fo
coordinate a variety of schedules to achieve input
from the.Council as a whoie. Three or'four members
of the twelve man Council had virtually no involvement.
Most members were willing to meet in Advisory

Council meetings and on an.individual basis, but

relatively few provided ihput or had involvement beyond-

that.

The role of the council should be advisorYlin .
nature; it should not be relied upon to establish

policy.

The appointment of a Council chairman proved tb beu  «wn§w ot

a viable strategy, but the Director of MDS needed

to work closely with the Council chairman to insure

that the Council served in a supportive role rather

than worked toward objectives that might have been

counterproductive. The final decision on policy and
&
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implementation must always rest with the consulting

organlzat1on

4 4. Staff Trainlng and Development

' The nature of the consult1ng services prov1ded to
employers by MDS staff members required that the MDS team TR
be flexible and able to apply a wide range of practical and

theoretical approaches to meet-the needS»of each particulari-

client organizationr' Team members selected on the ba51s

of personal and 1ntellectual potential rather than on direct

develop the-att1tudes, skills, and technlques necessary , o K '@?E
for providing such d1agnost1c and adviSOry services to
employers. However, thls approach demanded a rigorous and
systematlc train1ng program to g1ve specialized consulting
skllls to able but inexperienced team members. In addition,
the decision was made duringtheplanning phase of MDS
development that diagnostic.and advisory services should be
delivered by a team approach. It was felt thai & team
" approach would increase the variety of skills and perceptions
available for analytic purposes and provide more insight
into proposed remediation. !
The‘development of the team concept requires formal
planning to properly build the confidence and trust neoessary
to operate as a uuit. Roles and functions of team members
must be defined; work must be planned and evaluated as a
team; and team—building techniques must be included as an

. integral part of the formal training sessions. The individual o
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team members must be sensitive to the needs and problems

of the team to enable them to work together'effectively in

" accomplishing organ1zational and. proaect obJectives

To_ support MDS objectives and its philosophy of trans—

ferring knowledge and experience from the consultant to “the T

‘client, it was determined that internal training should be

directly related to MDS involvements with employers. MDsS

philosophy developed largely by adapting existing;conceptsm

to fit the needs and problems of individual employers thus

it was logical and consistent to organize staff tra1ning

around the issues, concerns

, problems, and'needs~of client

organizations and their attendant staff, officers andiper—

sonnel. MDS consulting act

ivities were constantly'monitored

and evaluated by the team to serve as .a learning experience,

to identify pertinent train

ing topics and to modify and adJust

MDS philosophy and operations to meet the realities of the

work place.

Team development for MDS sta‘f members nro\,eeded th“ouvh

three distinct stages of ev

'iand.directed by the USU fac

olution (l) Training initiated

ulty:- contingent of MDS based

largely on;psychological b

ehavioral and industrial models

of learning and behav1or (s

kinds of all-inclusive modu
MDS's initial phase of deve
ground and literature neede
members to fill in gaps in

These crash courses in the

foundation for subsequent’ training and, indeed, for subsequent
bl y | » v

ee Appendix H) ' Those general
les were very necessary during
lopment when laige areas of back—v
d to be presented to new MDS staff
their education and experience.

behavioral sciences served as &

.

£
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interaction with client firms. jWith these training modules,
MDS established the policy of méeting together for training
purposcs each Friday afternoon to discuss the training topic

. for the week and to relate on-the-job work experiences to

e —.discussion..topics r.aised,.dur.in'g»...training.....sessions.-A.-...,.'I‘his'...v.v.m.,_..-»....~....w.‘.yw

initial stage lasted through October 1372, until the British
 Industrial Training Serv:-2 (BITS) began their involvement
-with MDS,.

(2) Training initiated and directed by two BITS

consultants during the mcuth and a half they were in residence

with MDS in Logan (November and December 1972). Recdgnizing
relative strengths and development of MDS sfaff'at this point“w”~f”
in time in the generaluareaé éf principle and thééry, BITS.

tailored training modules toward the specific implementation _ __

of techniques and procedures useful to them in their work

in Britain. These specific areas were heavily represented by

industry-specific training programs, i.e., ¢1erical'training,
ﬁégual training, t;aining'in the brewery, waferworks, and
leather iﬁdustriés. Generalizable principles that had
transfer to MDS areas of interest weré sought and identified,
i.e., supervisory training, mansgement training, training

the frainer, construction of a training program. In addition,
BITS helped develop specific diagnostic and analytical

skills and tcchniques useful to MDS ia their work-related
experiences with firms and organizations. Job analysis,

task analysis, fault anelysis, training needs and analysis,

are representative of the kinds of analytical techniques

developed among MDS staff by BITS. BITS consultants were

Qo . - 1410 f\




stage lasted unt11 the ex1t of BITS personncl the last of

- MDS- -staff member with. whatever group. support Jhe. deemed

- needed. Training was to invol je practical application:bnf

justrumental in developing critical work—related'skills
among MDS staff at a juncture in t1me when those k1nds of

spec1f1c SklllS filled an expressed need and demand ' Th1s

- © s e e by e i e e v vt ot st

December 1972

(3) Tra1n1ng 1n1t1ated and d1rected by full t1me MDS

staff. Following BITS involvement with MDS the entire
MDS team interacted in evaluating, progress to date and in

establishlng short— and long- range obJectives to be met in

the future ~In the area of" team development specif1c ’
recommendatlons emerged. Training, in 'so far as possible
was to relate specifically to the kinds of diagnost1c and
analytic functions that MDS offered as. serv1ceb to client
firms. Tra1n1ng modules were to be directed by a full t1me
necessary——1ncluding USU faculty acting in a consultat1ve

and supportive role, on call for assignments whenever'

skllls and techniques treated as well as in—class academic

treatment. In practice, these operating guidelines worked

thusly° Training topics were planned in one month packages,é\t
e g , in January the decision was to treat JOb analysis , |
interviewing, organiza”ional chart analysis, and‘decision-‘
making analysis, all important elements of organizational -
analysis. An MDS staff member was.assigned responsibillty‘
for each module and he coordihated'and‘directed‘thevassigned

session. For ekamp]e, if Jjob ana]ysis was the assigned

training topic, selected readings were. made available to

My
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staff members on job analysis for perusal prior to the Sess1on{
In add1tion each MDS member was ass1gned the respon51b111ty

of conducting a JOb analys1s of some type and present1ng

h1s material as a case study dur1ng the tra1n1ng sess1on

e e e e e bt e - s oy e e

Faculty ‘were available for 1nd1v1dual consultation dur1ng
the week and for evaluatlon and constructive cr1tic1sm
during the- actual tra1n1ng module ' MDS found this approach
to team development effective and work specific, thus
fulfilling the or1ginal development obJectives 3

In addition to the evolution of. MDS tra1n1ng discussed
above, some general comments regard1ng team development
are in order. |

All contacts with client firms'served as material for
team development in the form of case stud1es and applicztions

of general tra1n1ng pr1nciples This'was-notbdone-1nformallyf

or capriciously, but was 'built into the training program.'
The intent was to 1nsure that all princ1ples, theories
techniques, skills and studies be related as clOSely as'
possible to on-going activities w1th cllent f1rms

“ Team development was coordinated closely with indlvidual-
development, and 1nteractlon w1tn a client organization was
shared with the group as discussed above. Secondly,
coordination of library and periodical material with training
modules enhanced and made more meaningful individual study
with literature perusal; and thirdly, team members were
- encouraged to participate in conferences, workshops, seminars,
and related proceedings of such professional organizations"

as the American Society for Training and Development the
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.1mphsmentat10n activities, it became more dliflcult to
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American Society fOr‘Public Administration. Although budget

considerations limited part1c1pation to approx1mate1y one -~

.conference or workshop per staff member per year, ‘value was

rece1ved from part1c1pat10n in such actlvitles 1n terms of

new 1nformat10n. theorles, techn1ques experlences and
contacts which were subsequently shared with other staff
members and which ultimately appeared in improved performance

on the job.

Findings of MDS emmerlence snggested tham as the staff

became more involved inuexternal activiﬁles,te g ,tmaking

contact*w1th client firws: and . conducting diagnostlc and

continue the operation of a systematic team development

program, The emphasis necessarlly shifted from formalized o

classroom sessions to On—the'JOb 1earning experiences

supplemented by period1c group seminars to. discuss specific

top1cs or_problems. This development.stemmi”;largely from'

two factors or conditions:- (1) It was difficult for 8

~+small staff to free:the time and resources required tO develop

and administer a formal training program. A very strong

commitment to training is requiredyi'Fortunately, in.the
\MDS experience}_such commitment'eXisted. (2)>thteaml.‘
members hecame more confident‘and competent they tended
to diminsh their reliance:on team orlented training sessions
for guidelines, d1rect10ns. and operating procedures

By team members sharing cllent-based knowledge and
experience, the project director can, as hasibeen the case

with MDS, reinforce training objectiueskand emphasize the

A : ’ \
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importance of training activities. In addition to the
commitment and reinforcement required of the director of
the operation, a team-oriented training'program’requirethheﬁ

active interest, commitment. and participation of team

resources, primarily academlc department based faculty z
personnel. For the most mart, these condltlons ex1sted
and -the MDS training program performed as antlclpated
However, its success, based 1arge1y on program flex1b111ty,_

adapraiility, and job relztedness, does not 1nsure successful

transfer”to other sites and cond1t1uns except 1n*genera1
philosephical terms. Tra1n1nor programs for Human Resource
Analysts (HRAs, as MDS professlonalis aff were called)
tend to be more readily accepted and effective as they’
address job related issues, concerns, and conditions, and
as they reflect planning input andAevaldation feedpack from
participating HRAs.

The relationship of training to HRA performance is
an important, but sticky‘issue. Certainly operational
procedures and stvle can be assessed by thelHRA himself,
Dy an internal or exiernal emaldator, and by client employers.
The results in terms of effective and efficient client.
oriented behavior can be’fed back to the HRA in a group
or individual‘format to reinforce positive performance
and to chunge negative and counter-productive behaviors.
The MDS eyaluation system provided that kind of useful

feedback to HRA staff and team members and served as a
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useful training vehicle for the development of professional
and successful ccnsulting skills.

It is more difficmlt to correlate the impact of traihing
with long-range quantitative changes in client organizationai
- performance, although one assumes that proceduralﬂeffecg;ygng§s

correlates highly with organizational performance. In
gencral, such.an evaluation is inheréntly sutjective. The
HRA, the MDS evaluation specialist, and the client employer
a1l had observations and reactions relating to the relative
SUccess and failure of activities ‘pertformed by MDS These
obqervatlons could be .cross correlated and compared with
subsequent client performance indices. The results of this
comparison could then be compared with the MDS training
curriculum to determine whether those activities correlating
highly with performance indices correlate as well with

items in the training curriculum.

Summary Conclusions - Staff Training and Development

e Training is important, and a formal‘program should
be built into the total structure of an advisory
service's activities approximately as followé:

(1) Initi 11y for new personneil, from two to six
weeks depending on need and qualificatioﬁs; (2)
Subsequently, for one day a week fér an additional
two to six weeks; and (3) Finally, for two to four
hours per week on a regular basis.

e Training should be job-related, that is it should
focus on the needs, concerns, and issues facing

employers in the target labor market .

ERIC | 145
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® Training should bave a cmgnltlve/nrocess mizs: to“
')- | meet joo related d1mens;nns h
| e Training should reflect.input fremsHRAs.
® The university is perhepsgah ideellsefting for
'-tralnlng purposes as 1t prOVLdéS a‘fib?éi} a,égﬁ'.WWmemrfs
puter, faculty, and other'resources-whlch T=n be
.comblned in a stlmulatlng learning enV1roament

® One- staff member should assume the role of“tralnlng f

coordinator on a permanent or rotating bas1s

- Training shnuld be evaluated on procedural and

performan0e terms. Results should be fed back to

HRAs and other appropriate stat® membersa

4.5 Utilization of Internship. Program

From the beginning‘of the project,%MQS‘was coneerned
with increasing the numeer.ai specialists capable;of”per-
o forming advisory and consulting Qork.- If the work-of the
| MDS unit demonstrated that there was a suhsmantialzmeed.fOr 
the services offered, Nuw cowia Humen Resource Aﬁalysms
be recruited and trained'for this type of wprk? In order
to meet the challenge the MﬁS staff‘considered'several
possible alternatives. |
The first alternative was to establish some criteria
for selecting interns and then 1nv1te f11ms to send in-
dividuals from thelr staffs to work with MDS pnrsonnel
) for a specified time period. During this period with MDS
the intern would receive intensive training in the skills
needed to effectively function as a ﬁuman Resoqrce,enalyst’

or Training Development Officer. The training program would
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marshall the resources of MDS and the‘university'to provide
the interns with‘a meaningful educational‘experience. ¥When

their period of training was completed, the interns would

“be”expected~to~return~to~theirwformermemployers:where.theymwuenu,“-;

"could utilize their nery acquired skiils,
The second alternative encompassed'the identification
and selection of appropriate graduate students nho had the
requisite abilities and interest to become.interns with MDS.
The intended objective would be to give them relevant
experience and training as interns with the hope that once
they completed their academic training tnep‘would move into
~firms or agencies qualified to engage in the kind of WOrk
pbeing undertaken by MDS. The stipend for these p051tlons
could be bu11t into the proaect or provided by other resources.
It was felt that either of the approaches mentloned above
would multiply the resources of MDS in carrying outAlts'
activities and increase the pool of training resources
available [or this Lype of work. Such a progeam if success-
ful, could also be developed into a fullrfledged;university—’

linked program.

The idea of an internship program was explored with usu

administrators and presented to the MDS Advisory Coun011
for their con51deratlon in November 1872. . The Councll was
a little hesitant about inviting firms to‘send individuals
to work with MDS as interns. Councilimembers were most L
worried about having an individual empioyed by one firm‘

go into another firm (which might be a competitor) to

help diagnose that firm's problems. Because of the Council’'s




to make available the Sum of $3,000 fof.hse‘as stipends for i_"
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reluctance to recommend this alternative, the idea was:
shelved. However, MDS staff members still felt the idea

had merit and thought some means could be devised to over-

come the concerns expressed by the Council.

' The Council was favorably impressed with the second

alternatiﬁe of selecting graduate Student infernsrto work
on the project and recommended that MDS‘impiement it. |
Discussions were held with the Dean of the USU Graduate
School and with the Director of the USU Economic Research
Center. The university officials were suffiéient1y impressed]'
the students selected,'plus out4of;state tuition waivers i,-
if appropriate. . : |
Following the approval of the internship;proposal,
MDS '‘advertised the openings throughout the University.
Candidates submitting applications were interviewed, and two
were selected to receive the appointments.: One ;f those
chosen was a Ph.D._qandidate in Psychoiogy. The other
intern was an MBA candidate. Both were on stipends but
elected to join MDS because 6f their interest in the prec-

ject. The rirst MDS-sponscored assistanships were for a

.six-month period from January 1, 1973 to June 30, 1973.

The intention in taking on the two interns was to
fully involve them in the substantive work of MDS. Un-
fortunately, the timing and circumstances surrounding pheir
attachment with MDS were not optimal. MDS, aém;ﬁ organization,

had not reached fhe?stage in its own development where it

148
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could properly accommodate an effective internship program,
Consequently, the introduction of the 1nternsh1p proved to

be premature The MDS unit was struggllng to obtain an

identity of its” own;‘and staff" members ‘were- attemptlng O e e o

gain the necessary skills and experlerce to anctlon effec~
tively as Drofess1ona1 Human Resource Analysts., They did
not have the time nor the expert1se to properly tra1n and
ut111ze the interns or to serve as approprlate role models
The 1ack of experience and expertlse of the HRAs, together
with the status differentials between them and the. 1nterns
who had had considerable work or educat10na1 experlences,
resulted in some friction between the two groups  As a*result,
the interns were less effect1ve1y utilized than ‘they might
have otherwise been, and they reverted to a more trad1t10na1
graduate assistant role for the remainder of the six-month
attachment to MDS. |

On the basis of the first year's experience it was
decided not to amploy any interns dvrinv fhc soco"d vear

of the progect Instead suff1c1ent resources were budgeted

for one graduate assistant who functioned in that role durlng‘f

_“the 1973-74 academ1c year.

It should be noted that the 1nternship program was not

‘a complete failure_during the first year. MDS hired one

of the interns to work as an evaluation specialist during

the remainder of the project. The experience‘he gained While

working as an intern together with his computer and statistical

skills made him a valuable member of the MDS staff The
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other intern subsequently obtained employment as a professional
psychologist. . e

The concept of an internship program was revived'bY’theff

'MDS Rev1ew Panel in March 1974 They felt that the maturlty

— - - e o a6 s e e ety ——

of the progect warranted a recons1derat1on of the 1dea
Several pane1 members. suggested that such an approach should
be considered as one method of relat1ng the prOJect more i;Q
closely to the goals or the univers1ty and of increas1ng the f
number of persons capable of perform1ng the k1nd of work ?_2”"
MDS was engaged in. For these reasons, the 1974 75 budget -I,
of MDS included sufficient funds to employ one 1ntern ?af
As it turned out, c1rcumstances perm1tted.the<h1r1ng of ‘
three interns in the summer of 1974. |

As noted in Chapter 2.of this‘report.one of the full-
time HRAs left MDS in January 1974 to”tahe employment withuwwmm
a major Intermountain bank s their director of training.
A search for a replacement was not undertaken until after
the Review Panel made their report and ORD had funded the
project for a third year. At that time (Apr11 19"4),‘
search was 1aunched’to £ill the HRA vacancy and the newlj
”budéeted“lntern position. -When the applicants were screened,
it became apparenm thatvthe candidates for the Intern
positionlwere much stronger than those for the HRA position.
Coneequently, the funds for the two positions (one full-
time HRA and one Intern)vwere combined, and three Interns

were subsequently hired. One.Intern had excellent credentialsy

including a Masters degree in Public Administration, but
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no expérience. He was hired with the intention of pro-
moting him to HRA after a period of training and experience
with MDS. The other two Interns were both second-year
stﬁdents in a Masters of Organizational Behavior program.
They wanted a full-time attachment to MDS:to fulfill the
internship requirements for their adadeﬁic program.

The introduction of the internship program during the
last year of the project proved to be highly successful.
The three Interns, by virtue of their personal gqualities
and professional preparation, were well equipped to be
fully integrated into the work of the MDS unit; and MDS was
now capable of assimilating them into the organization and
its activities.

Although the budget cut in late 1974 necessitated the
premature termination of two of the Interns after only five
months with MDS, they had clearly demonstrated the value and
utility qf the concept. Before their departure they were
both functioning as full members of the MDS staff, aug-
menting the total resources available to perform the work.
Through their outreach efforts severallpew clients were
obtained with thm they were éble fo perform’diagnoétic
and other consulting work, both independently and in coop-
eration with other staff members.

The competence demonstrated by one Intern resulted
in his subsequent promotion wtihin MDS to HRA. The two
Interns who were terminated in December 1974 returned to
school to complete their academic studies. One of them

' 'subsequently obtained a job as an organizational developmeht

. ,
[\
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consultént with a major aerospace firm. The othef Intern
completed his Masters program and returned to Logah in June
1975 tc resume emplpyment with MDS as an HRA.

The success of the MDS appioaéh to staff development,
'and'especially_the internship concept, c#n be contrasted
with the virtual absence >i any academic pfbgram'in~American
universities designed to‘provide fhe kinds of training
needed to prepare individuals to work as Humgn RQSOQrce
Analsyts in agencies like MDS, or to perform:this type of
work in private firms or public agéﬁcies. ‘(There is'one'
undergraduate program in training and deVelbpmént given by
a college in Arizona.) This sitUafion'haé led to the dev—w
elopmenf of a unique new Masters degree prbgram in Humah
Resource Development at Utah State Universit®. The ﬁSU
program is quite unique‘and should be»confused»with cher"
academic programs created in the past few years (some with
support from Manpower Administration in the.forh of in-
stitutional grants) to train manpower pPlanners for the CETA
system. Unlike those progr;ms, UéU's is heavily oriented
toward providing students with the technical and applied
skills ncoded.to effectively function as training'and human
resource devélopment profess. nals, both iﬁ terms of the
needs of organizations like MDS and along the‘lines

suggested by Ted Mills in his recent article in the Harvard

Business Review.1

The objectives of the USU program are not to turn

out manpower planners for the CETA system, a function which

gv  15 o | | U S 1552 ‘
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is already being satisfactorily accomplished by“seVeral
schools across the nation, but to develop an entirely.new
breed of HRD professionals who are able to cope with current
organizational and societal problems and issueé,fhat”Will

!become increasingly complex and difficult in the futﬁre.

The USU Masters program in HRD was started in the

fall of 1975 under the auspices of four cooperating aéademic
departments (Business Administration, Economics, Psychology, -
and Industrial and Technical Educgzqﬁn). A‘solia fouhdation
in one of the féur academic disciplinés, in addition to the
courses in HRD, is considered essential to the frainihg of
the HRD professional. The students in the progfgy will

also have an opportuﬁity to participate as interns with

. MDS (or in,some.cases, with‘othef approp:iate.agenéies)

in addition to the academic side of thefﬂfdgiam;‘ An-ih— ifﬂ -----
ternship is considered to be an essential p#rt of the training
for all students.

Already, as is mentioned in Chapter 5, the program

has aftracted a student fromkthe Philippines National Youth
and Manpower Council, and a Shorter version of this program
has been requested by officials from the.nationalftraining |
agency (SENA) in Colombia. And, if imitation is the sin-
cerest form of flattery, then MDS'shouid be highiy-fiattered
‘by the recent offering of a suocessful program (whiéh is very
similar to the MDS staff development and interﬁship program)

- for HRD consultants. in manpoWer advisory services in other

nations, This couse is being offered by an organization

393 :2155§'; W
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in London, England. One of the directors of that program

was a participant in the 1974 seminar held in Oslo, Norway,

which was directed by senior stafif members of MDS and at

which the MDS model for training HRD advisors was presented.

A copy of the statement outlining the content and

objectives of the USU Master's program in Human Resource

Development is included as Appendix I.

Summary Conclusiong(— Internship

‘The' concept of an intership program has value for

MDS in.§?pport of a nuhber of,orgénizatiohal
objectives: increasing operatibhalvcapébiiity,b {
proving training for future HRA positions, pro- |
viding a practical expefience in support of an
academic or educational.program.”,

Interns will probably not be used effectively or
productively unfil the host organization ié of
sufficient maturity and capability to provide

real learning and growth experiences and to
modeulate feelings of insecurity and conflict.

MDS did not reach this state of maturity until

its second year of operations.

Interns-can, and perhaps should, be recruited_from

a number of diverse backgrounds: ' graduate studehts'

from business, public administration, organizational
behavior, psychology, industrial relations and
other programs, requiring a practicalyexposure to

work-related problems and issués; managérs, staff,
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and other employé&es in the public and private sectors
who are permitted leaves of absence to upgrade skills
and techniques in manpower management'and human
resource development programs; consultants and '
university professors who desire exposure to new
techniques and concepts in delivering‘services to
a diverse range of public and private organizations;
manpower planners and program'developers who require
skills and experiences working with employers,
disadvantaged clients, public officals and others
in the manpower arena.

e A successful internship program must~proyide.sys—
tematic training, learning, and experiential activities
for its interns who must develop a commitment and
dedication to program obJectives. ffmwwﬂwfmw/’*«é;”'“”;“‘

@ There is a substantial demand for academic programs
in HRD, with an internship, by organizations'and
individuals located both outside and within the
U.S.' USU is responding. to this need by developing

appropriate programs,

4.6 Availability and Use of Other Community Resources

Questions of considerable interest to the proJect “
staff were: What community resources were available to
help deal with manpower problems experienced by employers
and how could MDS best cooperate with these other agencies
in resoiving the problems identified? If there wereycomw

'mercial or other consultants in the area, would MDS be
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engaging in undesirable competition with them? And, to
whom could MDS refer employers for implementation work?
The interest in the first question stemmed from the
fact that MDS had a small staff whose resources would soon
be exhausted if it attempted to perform all‘the,implementation 
work which might arise out of the diagnosfic gctivities
carried out. It was felt that MDS could multibly'the impact
of its small staff sufficientlyvto have a signifiéénfvimpact g
on the community by effectively Utilizing;the”client employer;s
own staff and'whatever community resources wefe available.‘
In the course of the project, MDS found{thét‘in Utah |

. 1
some rec.urces did exist with which cooperative relationships

~could be established to provide certain services in specific

situations. The.vocational schools, technical colleges,
;ﬁ& cémﬁunity colleges were especially receptive to working
with MDS. 1In one instance MDS worked with a technical
college to develop and initiate a new course for sewing
machine operators. 1In several irstances Mﬁé diagnostic
activities indicated the need for speciall& tailored training
programs for employers. MDS designed progfams‘fé meet

the needs of the employers and then solicited the hgip of
local community colleges to teach as many of the modules

as theyweiécapable of teaching. MDS only taught‘those which
the local pe&ple were not equipped to handle. This type

of cooperative venture was most successful. In another

case MDS worked with the Adult Education staff of a local

school district to provide suitable educational courses —_—

for the workers in a mining firm. In still another. case .

. .o
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MDS served an effective catalytic and coordinating role by
helping a group of educational and manpower agencies in a

rural area develop a survey of employer occupational needs.

MDS staff served as consultants to the group and helped

design the questionnaife and process the data through the

university computer facilities. This survey enabled the

"vocational educators in the;community to plan more effective

training programs.

In these and many other cases which could be cited,

‘MDS filled a unique role'by providing skills and expertise

_which were needed by an iﬂdividual firm or community to

accomplish the desired objective. At the same time, MDS

found it especially satisfying to ihvolve the available

resources in the firm or community wherever appropriate and

possible. Through these efforts the iﬁpact of the small
MDS staff was substantially multiplied. The MDS staff

could devote their time to those activities which MDS

wes uniguely gqualified or especially well suited to rerform.

In an attempt to better evaluate the:consulting services
available in the service area,. in early 1973'MDSrstaff |

conducted a survey of commercial, consultants operating

in'Utah. A list of all "management" éonsuitants listed in

the telephone d1rector1es was. made, and knowledgeable and
profe551ona1 people in the area were contacted in an effort
to obtain any addltlonal leads of persons or firms which
might be providing these services. A 1lst of about 20

1nd1vidua1s and flrms was comp11ed from these sources An

. 'attempt was then made to contact all management.qpnsultants.‘

57
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fgr whom telephone listings and addresses could be obtained.
The survey r@$u1ts were very revealing. Virtually all of the
so—called managemeﬁt oonqulfants were providing essentlallv
consulting organizations claimed to be praviding any form

of training, personnel, or manpower assiétande. 'One'organiza~
tion was an offshoot of an employérs association, and in-
vestigation reyealed that it was providing assistance to
employers engaging in collective bargaining or who wanted

to keep unions out of their firms.  The services ﬁere clearly
limited in‘scope and partisan in objectivé. The other
consultant was a psychologist operating out of a neighboring
state. He offered to perform any services in the realm of

counseling and industrial psychology, but had done little

 work in Utah. o . L e e

Several professors at the.stéte's colleges and uhi—
versities. were foundAtolbe moonlighting as personnel or
drganizational behavior cdnsultants, but mést of them were
very specialized or limitea in thé services they were pro-
viding, e.g., performance appraisa}, testing, human relations
training. None of them appeared to be doing anythjng com-
parable to the work MDS was engaging in.

In the course of working with employers, MDS staff

- found that many of the existing consulting resources ignored

the problems and concerns of the small and medium-sized

organizations and preferred to market their services where

there was a higher dollar pay off. MDS found ho existing

consultants or consulting agencies capable of delivering

158 &
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their services to the range and variety of employers serviced

by MDS itself. Existing consulting services seemeq geared

toward the discrete, one-to-one consulting arrangement,

and away from the collective, group-oriented approach, or

to an approach looking at an association or industry as the

logical client.

Summary Conclusions - Availability and Use of Other Community

Resources

While there were not many community iesources
available in the service area, MDS was able to
develop cooperative relationships with mbst of
those present.

By ﬁtilizing the existing community resources, MDS
was able to multiply the impact‘qf i;s‘sméil'staff
and perform an effective coordinating function

in bringing COmmﬁnity resources to bear on pressing
iranpower problems and needs.

There wés 1ittle evidence of consultants in the
geographic project aréa providing'services parallel
to those offered by MDS .

Those firms that had employed manageﬁent consultants
usually were large fifms, and they brought them
from outside Utah. |

Most consuiting services dealt primarily with
specialized areas of concern, such as financial
problems, accounting procedures, use of.computer

as a management tool, etc.
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® MDS found that firms with previous consultiﬁé
experience were more receptive to MDS assistance.
Consequentlly, through its work with employers,
MDS was building a bridge for its clients to other
existing resources.

4.7 ¥Willingness and/or Apility of Employers
to Pay for Manpower Advisory Services

As noted in Chapter 2, one of the objectives recommended
by the national Review Panel to be explored during the
project's third year was "a determination of the value
of project services and/or of the deliﬁery mechanism itself
as reflected in the willingness of efmmployers to pay for
such services."

On July 17, 1974, a special meeting of the Advisory'
Council convened to discuss the fee'for‘services'duestion
and to comnsider alternative methods of fuﬁding the MDS
services in Fiscal 1976 once the demonstration phase of -
the project ended. A variety of ideas weré‘suggested -
including: (1) a retaiper or "membershin” arrangemant
whicﬁ could be scaled based on gross sales or employment
levels of the organization; and (2) partiﬁl support from
state government té offset the reduced fees needed to

effectively reach those smaller firms unable to pay the full

. cost .of services or for whom it might be uneconomical to

provide assistarncze.
The Council recommehded that a survey of former clients
be conducted by the MDS evaluation specialist to ascertain

their willingness to pay for MDS services and the preferred
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methods of payment. Based upon the results of thi; survey,
a strategy for costing MDS services would be developed.

The survey of forﬁer clients wasiéaéried out in August
1974.‘ Based on the response of a sample of 19 firms, the

(subsidized”rate) fee schedule in Table 23 was drawn up.

TABLE 23

PROPOSED MDS FEE SCHEDULYL
(AT SUBSIDIZED RATES)

1. Retainer (guarantee 20 man hours of diagnosis.
Extra charges would be made for additional : :
diagnosis or implementation.). . . . . . . . . . $250/yr.

2. Workshop (per participant) . . . . . ... . . . . $ 25.00

3. Hourly fees (per contact man hour exclusive
of expenses)

a) Diagnosis $ 7.50

b) Implementation » _ o : _$ 15.00

Afterxr considerable discussion it was decided to proceed
with the test of the fee plan as fblloWs: f(l) Former clients
would be interviewed and specifically asked.if they would
have been willing to pay the proposed rates and whether
they would have liked to be placedrOn a_retainer arrangementx
(2)‘MDS would charge all former ciieﬁts these rates for
any additional involvements. However,_the firsf:involvement
with MDS would still be free in the general projecp area,
i.e., the state of Utah. (3) A pilot subarea within the
state would be choseh to test the acceptance to fees for
first invélvéments. A test of the fee for services plan
was scheduled to bégin,inFOCtbbér;ié74; .

1({1’f‘, vfaixf }




148
The extreme financial pressures suddenly placed on MDS

by the withdrawl of nearly 48 percent of the fiscal 1975 funds
granted to the project by ORD aborted the systematic test |
designed to develop data on the fee-for-service question. Fin-
ancial constraints forced MDS to take whatever kind of work was
available from whatever source, without the ability to be dis-
criminating in harmony with the original project objectives and
plan of work. Nevertheless, the variety of work obtained there-
after helped further deﬁonstrate the need for this tybe of unit,
" and did provide cbnsideréble information about some aspects of
the fee-for-service question. It also provided an dpportunity
to develop some potentially useful services and to explore the .
types of relationships which could be established between MDS
and other manpower programs, particularly CETA programs.

The MDS opéfatidna1>téaﬁ éSsentiéli& téiﬁiﬁaféa ali“éeh;v
eral outreach efforts and the delivery of services under ORD
grant funds as of Decembér 31, 1974. Vork carried out there-
after was directed toward specific projects funded by private
firms or pubiic agencies. In the following twelve months
approximately $40,000 in additional funds were generated ffom
fee~for-service work and other sources. The types of services
provided after January 1, 1975 included the followihg:

1. Diagnostic, Planning and GeﬁefaI:Consulting Activities

(2) Comprehensive research, diagnostic, and qoh-
sulting services to an Association of Govern-
ments manpower planning agency in a rural

district of Utah.

1 62 ' ".\ ‘
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(b) Consulting services in traininé needs analysis
to the Cooperative Extension Services of
Utah State University.

(c) Development of a pilot Work skills/life
skills training program for disadvantaged
and other employees subject to high turnover
and instability. ‘

(d) Consulting serﬁices to.identify turnover and
training problems for several private manu-
facturing firms.

(e) Consulting services to identify training needs
for department managers in a retail merchandising
cha;n.

2. Training, Workshop, and Other Implementation Activities
(a) Development and conduct of a series of management
skills training workshops with an emphasis cn
manpower for local government officials in

a six-county region of Utah.

(b) Development and_conguct of a supervisory .
training workshop for employers with workers
hiréd or trained under CETA manpower programs.

(c) Development and conduct of several one-tay
specialized workshops for Utah State Employment
Service bgrsonnél.

(d) Development and conduct of a seven-~-week manage-

: mént.and superviéqry training workshop for 50
supervisqry personnel of a private manufacturing
5 v. . | firm.‘- | 163 | \,’\\i |
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(e) Develwpment and conduct of a four-Week organ-
izationalideVelopment workshop for the trainingv.A
staff of aylarge, federal defense installation.

(£) Plannlng and development of a comprehen51ve
superV1sory tra1n1ng workshop for a mining
firm,

(g) Development and conduct of a muiti;SeSSion7m
supervisoQry traininé workshop for a private_
‘meat-packing firm.

(h) Provision of consulting eervices-in Jjob
analysis and evaluation to Utah'State‘Univefsity.

(i) Development and conduct of three 2-% day - o
training workshops for all»Emplover Relationsk‘

‘-Representatlves (60) of the Utah State Employ— T
ment Service.

(3) Development of an orientation training program
for a federal agency.

The fees chdfged for services provided by MDS since
January 1, 1975 have been set essentially at 1evels designed’
to cover the operating costs of MDS. Most flrms requestlng
training, workshop, or other implementation activities were
prepared;and willing to pay the market rateS'for'these~
servicee. And while some of the activities engaéed;in,by’

MDS in this category were not considered compietely desiréble
or appropriate in light of the 1n1t1a1 MDS operating
'philosophy and publlc service obJectives flnanclal exigency‘

necessitated the acceptance,of,thls work




151

Summary Conclusions - Pay for Services

e Lack of finacial resources to subsidize outreach
.and diagnosis activities prevented MDédg;om pro-
vidipg help tb firms who are hot able or accustomed
to pay for services. |

o Lack of financial resources to subsidize outireach
and diagnosis activities encouraged MDS to shift
emphasis to providing training and other implementation
activities for larger firms who were eqﬁipped B
psychologically and fihénéiaily'tb pay‘fbr'éerVices
received. |

¢ Selected firms were willing to pay for services
received at going mafket rates.

® Without subsidization MDS waé best'adyised.to focus
activities in the more metropolitan areas where

outreach and service costs were not as great.

® VWithout subsidization MDS was limited in the time
and resources that could be spent in many geheral
manpower extension activities'such as broadly
disseminating new ideas and techniques‘which might
be uséful to employers throﬁghout the state andr

region. f

4.8 Institutionalization of MDS

Another of the third year objectives for the project,
which was a result of one of the recommendations (noted
in Chapter 2) which the national review panel made, was

"a determination of the value of project services and/or
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of thendelivery mechanism itself as reflected in the will-
ingness of some other public agency(ies) to assume sponsorship
of the project (or its discrete services) at the end of this
transition year."

On the basis of this recommendation MDS staff began
exploring a11 possible alternatives for securing the futurev*.u
of the MDS unit as a viable organization These effo}tsb
were first initiated in the fall of 1973 when the Director
of MDS met with the Directors of ‘the Utah State Employment v
Service, Division of Industrial Promotion, and State Department
of Development Services. The group was enthusiastic about -
the work being carried out by MDS and indicated a desire to
see MDS continue at USU as a permanent pubiic service agency,
if at all possible. The suggestion was made that planning

activity be initiated among the interested state agencies,

TTTTTTTTTUSU, and MDS T staff to ascertain how funds could be obtained
to finance the future work of MDS once the R & D phase of
the project was completed.

Additional discussions ‘were held with USU officials
in December 1973 to determine whether the university would
be willing to support the continuation of MDS at USU in
cooperation with the state agencies. Again, the response

. was very positive. The feeling was expressgd that if suf-
ficient lead time were allowed, some financial support could
be provided by the university. Subsequently, in the'iall of
1974, the USU Vice President for Extension and Continuing

- Education made a commitment to fund one MDS position begin-‘

u

ning on July 1, 1975.

ERIC | | - 166
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~ The loss of grant funds in January 1975 placeq in
serious jeopardy the objective of institutionalizing MDS.
Instead of .a systematic and planned effort to acoomplish
ithis objective, the MDS staff were forced to make a choice
between shutting down MDS entirely or to solicit assistance
from potential sponsors.A Tbeioeutralvadhiuistratiou.of
Utah State University recognized the value of‘the work -
being carried out and, therefore, contributed $18;060‘to help
tide the unit-over until July 1, 1975. In addition,'two
research proposals were written and funded in the spring of
1975, bringing in an additional $12’5991f Finally, as noted
above, suffioient paying work was obtained from a variety
of sources to maintain the core staff of the unit throughout
the remainder of 1975. |

Two efforts to obtain financial support for MDS were

notdably unsuccéessftul. A proposal was" submitted to the
State Division of Iﬁdustrial Promotion in February 1974
requesting funds from their 1975-76 budget to. sunport the
work of MDS. They were unsuccessful in obtaining suf-
ficient funds from the state legislature to allow such an
arrangement, After a change in the leadership of the agency
occurred in the spring of 1975 new efforts were initiated
to see if there were any opportunities to periorm work of
mutual interest and benefit. 8So far these efforts have
not been successful. |

| The second major effort to obtain financial support
for MDS was 1auuched at'the behest of Employment and Training

Administration officials who suggested that MDS see if any

%
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support could be obtained from the State Manpower Seryices
Council or.local CETA prime sponsors for serVices‘which might
be provided to them. Discussions were held with several

of the prime sponsors and officials from the State Office

of Menpower Affairs (OMA) in the winter of 1974-75. The

state OMA staff-received the ideas'very’sympatneticuiiy;

but suggested that the proposals be made directly‘to the local

prime sponsors since '"they had the money " After further

'preliminary discussions with severdl 1oca1 prime sponsorq

a request was made by the Six County Associatlon of Govern-
ments (AOG) to have MDS develop and conduct a~series of
management skills'training workshops, with an emphasis on
manpower, for local government officials. This was agreed
to and the work subsequentiy carried out. _(A nrite up

of the work done for this AOG isvincluded in Appendix J. )

At —about— the ‘same™ time”the”Six County project was

"initiated, several of the local offices ofiﬂuaEmployment

Service asked MDS to conduct some short training courses
for their staffs. While the work for the Six County AOG

and Employment Service was being carried out e‘formal
proposal, based upon prior MDS experience with employers
and observations of the operation of CETA manpower programs,
was made to several local Prime Sponsors. (A copy of the
proposel‘is‘included as Appendix K.) A copy of the pro-
posal was aleo sent to the Office of Manpower Affaire
askingmthem to review it; and if they liked the proposal,

to either consider funding it at the state level or en-

courage some of the local prime sponsors to do so.

168 !
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While the.OMA staff liked the proposal, they,once
again stated that OMA had no money to finance tne‘delivery
of such services, thatii:would have to come from the 1oca1‘
prime sponsors. Several of the local prime sponsors con-
tacted liked the Hdeaé proposed, but séid they.eithef
couldn't legitimately spend money ror.suchwserv;ces, or
they just didn't have sufficient resources to‘pnrohase them
at that time. Two local prime sponeors said they liked
some, of the 1deas proposed~-and one felt they were of such

1mportance that they were going to appoint a person osten51b1y

vfox‘the proposed purpose.; But when MDS‘checked:some‘tlme .

later to see how he was doing and to offer any assistance
in training him to perform his new duties, it was learned
that he had been given another assignment and the desired

work ‘had never beén initiated. The other prime sponsor

area, but there has been no evidence to date that he is
in fact performing any of the worklin queStion.

In the fall of 1975 MDS staff again approached the
OoMA and Several locallprime,sponsors to discuss‘the'ideas
which had been proposed earlier. Once aga@n'thefe was:
acknowledgement of the need for fhe kind of help proposed,

but the response was‘that it would not be possible'under

‘current fedewral guidelines to spend muney for the proposed

services.
What has been learned from'the past year's efforts .
to help CETA prime sponsors and other manpower agencies

in Utah fill some serious gaps in the system?,_Firet, the

169 - p,@3n;.,



 the ex1stence of many problems wh1ch could be dealtpwith through
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Utah Job Service has recogn1zed the value of the serv1ces‘
prov1ded by MDS and has cont1nued to. use them on a regular J'pv;iw.i
bas1s thus. recogn1zing the 1mportance of MDS as a Speclal~:h?'z”:‘;

ized resource On the other hand, the CETA prime sponsors,"’

with one or two exceptlons have repeatedly acknowledged

the use of MDS while at the same t1me pleading poverty or
restrict1ve federal guidellnes as reasons preventing their
use of the services avallable All CETA prime sponsors '

say they need and would use the serv1ces if the federal

guidelines were changed or 1f federal support (outside
their jurisdictions) could be prov1ded to underp1n the
delivery. |
Unfortunately, the ‘~ck of resources during the past
year has prevented MDS from un1laterally demonstrating the

value of the services which could be prOV1ded to the CETA

i gt

system (with one notable exception where . a.grant from another

e b et e

agency was obtained to finance the work) As.long as th1s

s1tuation prevails and the prime sponsors are hesitant to

- try anything other than that formerly carried out under

earlier categorical programs, little real progress beyond
the present levels in the CETA system can be expected.

A nationally financed demonstration project to deliverr
these services.to the local CETA prime sponsors for a
sufficiently lengthy period to demonstrate their value

(or lackthereof)appears to be the only way to bring about
the desired change in attitude.
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At the time of writing this report (February 1976)
MDS is still operational with a three man pfofessional staff
‘under the directlon of Marlon Bentley, who now serves as
Associate Director of MDS and Extension Manpower Spec1a11sf
at USU. At the present time his salary is the only "hard
money" Fupport received by MDS an .indication that so far,p_
only the nniversity has been willing to make the commitment
to support the institutional base and the public seivice»
activities encompassed in the unit. The funds to support
the remainder of the staff and a11 operatlng expenses are
now coming from client fees and other. contractual sources.
At the present time this is just barely enough to support
the two additional staff members. A4ll three USU core
faculty members, Drs. Hansen, Cragun, and Mecham,; are back
on full USU support; they are receiving no support from
~and-have minimal. attachment. to MDS with the .exception of
the Project Director, Dr. Hansen. _
Beoause of its straitened finances, MDS no longer has
the luxury of selecting the type of nork to be undertaken or.
the clientele to whom the services should be made available.
As mentioned in the ptevious.section, . he most notable
result has been a marked shift away fron serving the
needs of the small and medium-sized employers-~the group |
for whom the unit was originally intended to serve--and
the inability to actively pursue many of the public policy
objectives encompassed by the unit. Still, one would have
to conclude that the fact that MDS survived safter the abrupt

and catastrophic loss of funds needed to undertake an
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orderly transition, provides strong evidence to support the
conclusion that there is considerable value of the project
services and/or the delivery mechanism--at least to some -

of the public and private employers in the state of Utah.

Summary Conclusions -~ Institutionalization of MDS -

® The untimely loss of ORD- fund. “art way through
the proaect's third year made the institutionalization
of MDS at Utah State University much more difficult R
qto accemplish
e MDS has been institutionaiized‘yo the extent that
it is now receiving a small amo#ng of salary sdppoft
(1 man) from the university. Ai the present time
no other public agencies .in Uteh haye Qeen able or e
willing to proVide any financiai support to help
_.underpinmthewuHitwﬁmmwmkmeﬂim,wwmMimiwwwwmimwwwm;wwTWMW;WMWW_
~® Since Janvary 1, 1975, sufficient fee-for-service.
work has been obtained by MDS to pay the salaries -« . .
of a small (2 man) staff, but not enough fo enable
the unit to operate at an optimal level. |
& Additional financial support is needed by MDS to
maintain the unit at a desirable level, i.e.,
sufficient size of staff and operating budget to
provide a proper balance between diagnostlc and
implementation activities, subsidize the delivery

‘of services to . smaller firms; and support the

accomplishment of needed nublic service activities.

"
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MDS has the capability of providing certain urgently -
~needed services to the CETA manpower system. However,
the local prime sponsors in Utéh have responded

very much like small employéfs: they are either

unable to pay for éervices'dr unwilling to commit

tﬁé fésourcés for theirwpﬁréhaééluntii.fﬁé"vgiﬁé

can be donclusivély demonstrafed to.them. A natioﬁally
financed project to demonstraféwthe value of these

- services-appears-to be the“onli“way“tO”b?ing“about'“‘”“
their use, and thereby the desiredAimproﬁé;ént in |
manpoWer planning and program operation at the local

level.
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5. OTHER EMPLOYER MANPOWER ADVISORY SERVICES

AND RELATED RESEARCH

5.1‘_Introduction

One of the objectives of the Utah State University
Manpower Development Service (USU-MDS) project was to

monitor the efforts of other universities and non-profit

“organizations who provided manpower advisory assistance. == -

to see what lessons could be learned from their experience.

It was also proposed that a similar review and ggglysis

be made of the relevant lessons gained from the”?hdustrial
service experience of the Utah State Employment Sérvice ~
prior to the fermination of these services in.1965. |

... The following sections represent a summary of the

information obtained about several piograms which were
identified zs béing appropriate for use in fﬁlfilling the

above stated obhjectives, vUnfcrtunﬁtely, tke curtailment |

of prdject funds dufing the final year prevepted the collection
of all the data necessary for the accomplishment of this
Objective. Consequently, the information presented below
represents a very limited sémpling of these efforts and -

should not be considered as an exhaustive treatment. The

limited survey efforts did reveal a paucity of agencies

providing manpower or training advisory services comparable
in objectives to those of MDS, or utilizing the same delivery
mechanism. However, several agencies were identified

161 N\
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which providedﬂservices through somewhat‘similarﬂdelivery '

Ll

mechanisms.

5.2 Employment Service Industrial Services

About twenty years ago the U S Employment Serv1ce S
S<_(USES) in Washlngton began encouraging the State Employment
Services (ES) to create Industrial Service (IS) un:

part of their employer serv1ces programs. o

':these units was’ to provide employers with as

””dealing with their basic manpower problems of recruitment

‘selection, etc. In return for such assistanceipt was hoped‘
that employers would be more willing to utilize the place—»k
ment service of the ES. Depending upon. the desires of

- the individual states and *he special circumstances found

therein, IS units were established in most tates. They

" in performing job analyses,to writing Job descriptions
and conducting attitude surveys‘and furnaiéé’géﬁaiééf”
Like many other states, the Utah State Empioymeut uer:ice
established an IS unit which performed many of the above(
described activities.

With the shift in priorities and'the addition-of new
functions acquired under the 1962 Manpower Development
and Tralning Act (MDTA) and the change to greater emphasis
on serving the disadvantaged which occurred thereunder
during the mid-1960's, the majority of State Employment

Services downgraded or abandoned their IQ units entirely,

many d1d the same to their employer services programs
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generally. In Utah the IS unit was phased out by 1965.
Today the Utah State ﬁmployment Service does not provide
employers with any ma;power advisory services whatsoever.
When old-time Utah ES pérsohnel are asked about the IS services
delivered in the past, they speak of them ;n“positive terms
both as their value and the receptivity of employers thereto.

Unfortunately, no separate records were kept of the work

carried out by the Utah IS unit and nothing other than the

subjective comments of old-time ES staff members could be

obtained to document the specific nature of'work performed
and the usefulness of this unit in Utah during its lifetime.

Becausg of the lack of information fhat could be obtained

about the IS prbgram‘in Utah, USES officials in Washington_ o

were contacted and asked to suggest ofher,states where such.:

information might be obtained. After some discussion it was

" suggested that the Texas EmploymentCommission (TEC) had one

v -
of the best remaining programs and would be a good one to

take a look at. Contact was made with officials of the

TEC in Austin and information was obtained about the operation
of the TexaslIS prograrﬁ.1 The informatioh below was obtainéd
Zrom discussions with TEC personnel and describes fhe iS |
program as it now operates ‘in Texas.

The Texas Employment Commission has had an active pro-
gram of industry services for approximately tWenty vears,
having been established in the mid-1959's. Administrati?ely,
the Commission divided the state into ten districts and each
district has af least one "emplojment technician,” a4s they
are called. The larger districts have two or three such

b
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persons (the San Antonio ﬁistrfot'has fourutechnicians -
assigned). The employment technicians are hired through,c i
the regulal hlrlng channels ofmthc Employment Servicc -

Most techn1c1ans have a college degree, all of them have

at least two years of college plus tra1n1ng or experienc -:J:A
in related fields. Techn1c1ans usually have been w1th

the Comm1ssion for at least e1ghteen months 1n some other

capac1ty prior to ass1gnment to an IS un1t TEC personnel

_must take a promotlonal exam through bu merit-sy"

become an employment techn1c1an The pay: scale tor‘employ‘
ment techn1c1ans ln Texas 1s a l1tt1e h1gher than for othe
ES staff. They typically rank - ‘on par w1th a low level
supervisor, placement superv1sor, or superV1sory,‘1nterv1ewer -
When a candidate is selected Iorlthe emplogmentrtech—‘““ﬁwciﬁ

nician position, he receives a one-week "potential tech~4

ncians's'' course’ conducted in-~ house at the Aust1n TEC offch
and then on-the-job train1ng from an exper1enced techn1c1an

" in the field. 1If he is f1ll1ng a position in a d1str1ct’

where there is no other experlenced techn1cian, the State

Superv1sor maintains close telephone contact and may spend =

ire 1n the f1el with him to help with difficult problem

until the technician. feels confidentvtoihandle his job.
, . ,

-»

Occasionally, when some extra resources are available; one
of the technicians will be sent to a nearby collegejto'
take a personnel course. Each technician'also has'copies‘
of the Industrial Serv1ces Handbook put out by the national

PP

USES office several years ago, the Hanubook for Analyzing Co
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- Jobs and the Turnover and Job Restructuring Manuals put out

by the U.S. Department of Labur.2

As time permits and opportunities present themselves,
thé‘employment t$chnicians go out énd help employers f?esolve
manpower problems.'" TEC employment technicianskwork mainly
with problems of selection and referrgl; they deal with an
employer's problem of obtaining workers. Their work consists
primarily of developing job specifications and understanding
what is involved in performing a particular job. This
usually involves a beginning—levelljob that the Qmplqyer
is having trouble filling. Technicians are also invélvéd
somewhat in.testing but rarely get involved in a turnover
study.

There is no set limit or guideline on how much time
or effort may be expended on the problems of.a client
employer. Normally, the Industrial Ser?ices Unit personnel
try to resolve the bigger pvart of the employer's probler.
Howewar, if an employerlwantS‘fo dc a major »louat study
where.job specifications and job desériptions are to be
" written on every job in the plant, the IS unit will help
train someone on the employer's staff to do the job rather
fmthaﬁmaftempt-to do all the work‘themselées.

.The employment ;echnicianskwork;closely with the Em-
ployér Service Reprééentatives and other 1oc#i ES_§taff.
_When the létter‘diséovér,a.préblem,area~thah an employer

k:is having, they will turn ii»over,to a,techniciah to woik
on. '§&L 179




166 -

The IS program in'Texas is clearly seenﬂﬁgMES personnel
as complementary to the primary role of the ES, which is
job placement, without independent utility. 'This attitude
is best illustrated by the comment of one TEC staffer who
said: "We go in with the idea that we are going to help
you, Mr. Employer, but in turn we would like to-get the
orders from you for placement purposes, because we are in
business to make placements.” This philosophy underpins
the delivery of industrial services, influencing decisions
as to whom services will be delivered, and how much and
what kind of assistance will be proﬁided. The priority
established for the delivery of.ianstrial services in

‘»'1.

Texas is to make them available to thoSe employers who will

"help the ES the most with job placements. This means that

largé employers who are regular customers, i.e., those who
list jobs regularly with the ES, will be given preference
over small emplojers cnd those who do not make a regular
practice of using the ES.

The staff of the TEC indicated that it is extremely
g.fficult to prove the usefulness of the industry services
program and, therefore, diificult.to Justify its existence
in the face of competing demands for limited resonrces;

In the mid-1960's, when the national shift in ES priorities
occurred and the national office suggested that the 1ndustry
servioes’program be eliminated, a number of old time Texas
ES personnel realized that they wouldn't be able to serv1ce

the minority groups unless they had employers who would

go aloug with the program and prov1d. Job openings The on1y‘v‘
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way to do this would be to continue to scrve the employers.
So, rather than do away with the 18 program altogether, it
was decided to cut it down somewhat but to maintain a minimal
capability. This position was supported at the higher levels
in the TEC and, consequently, thé number of'tegphicians

was reduced from 28 to 18--the level which haé been main-
tained up to the present time.

The current staffing level for the Texas IS program

is seen by its staff as barely sufficient to stay in business

and provide a modicum of serviqe. A return to the pre-1965
level of 28 staff members is gonsidered necessary to enable
the unit just to handle all the demands fbr the limited types
of work now being performed;and, perhaps, to expand modestly
into other areas of activity such as turnover and skills .-
inventory studies. Téxas IS -staff see tbeﬁsélves cufrently

limited to little more than helping employers obtain and

select employees.

Notwithstanding the original high level support which
enabled the Texas IS program to survive the 1965 attempt to
phase them out nationally, IS personnel say they still must
engage in 2 constant fight just to maintain“their present
minimal staffing 1eVe1;; Expansion to a more desirable
level is but a dream at the present time. The decision
of whether to replace a retiring employment ﬁechnician is
made at the level of the‘District Director and above. Unless
the District Direéfor is coﬁvinced tbat this function is

contributing substantially to the overall ES mission in his

district, he may decide to allocate the position to some
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other activity. It was suggested that some d1rectors recovnlze
the value and see the need for industr1al serv1ces more than
others do. Sooner or later those officials w1th little

enthusiasm for IS work begin to divert employment techn1c1ans

to "special projects" and the IS work assumes ‘a lower pr10r1tyv

- The current special a551gnments now be1ng carried out by
two of tne four employment'technlclans in San Antonlo appeared N
ind1cat1ve of this problem |

The employment techn1c1ans in the TEC ‘are left fairly

free and autonomous in the performance of the1r dut1es

They keep a log of what they have accomp11shed durlng each
month. A review of th1s log by their superv1sors ‘is used

to help determlne whether they ‘are actlng as techn1c1ans cr
as test admlnlstrators (this lattervfunctlon appears to be

a real possibility given‘the'combining of these two functions
in one pérson in the Texas IS proéram). AlSo; once,a,montL
and semi-annually reports are sent to the national office

on an Employer Service Activity Report The reports sent

in from the districts to the_state office include examples>mn
of the industrfalfservice typevwork:being.perIOrmed; these
reports also serve as indicators of what is bﬁing done.

TEC Industrial Serv1ce staff feel that 1f a dlstrlct sends;MHW_V
the state off1ce at least one report per month saylng thatu
they served an employer, and that durlng the last six montns
51nce the service was offered to an employer the TEC has uone

a substantlal number of placements with hlm then some . good

has been accompllshed both for the ¢ .oyer;and‘the,TEC.

:lssz”fﬁkbkoh;ir
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IS personnel in Texas indicated that»they are operating
in a communications vacuuﬁ. There is virtually no contact
with individuals in other states performing}this kind of work.
Little or no interest has been taken in their work by the
Washington office of the USES as indicated by the lack of .
-meiorandums or other communicatiur. iceived. The only
indication of any concern for this service whiﬁh could be
demonstrated came in the face of a ''paper drive" two or w
thrqe years ago when it wus decided to cut down on unneces-
sary reports. The decision was made not to do away with
the Employer Service Activity Report. Texas ES officials

- were told to keep it "because it was needed.” From this
response TEC personnel assumed that the IS program must have
: somevimportance, at least enough to kéep the réports coming
’in. However, no further communication has been received
from Washington since that time.
The comments midekby the TEC IS staff suggest fhat

they ‘are firmly convinced of the value of thé service and

consider it as an essential part of employer services.
In their view, "yoﬁ areh't“going to do'any géﬁd in the
tmployment Se;vice without serving the employer.”" The
problem, as they see it, is that people (including some
USES and TEC officials) Just don't understaid what a tech-
~nician can do--what industry services really are. "When
you‘talk about mannower. problems the normal indiéidual
doesn't.know what you are trying to say,i It is a real hard

Jjob communicating what the people can do for an employef.”
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Several conclusions were reached as a result of the
review of the IS experiences of the Texas EmploymentFCommisSion.
First, these units appear to be providing employers with a
useful and needed service. However, because of the con-
straints imposed by limitedfresources and specifio ES objec~/"
tives for the IS program, they do not (and‘perhaps cannot
be expected to) provide yery'extensive or sophisticated manpower
services to employers. Secondly, these units must corstantly
struggle for their exlstence and are subject to repeated
assault during period of tight budget because of the_clearly
seoondary role which they playfrelative to'the ,rimary job
placement.functlon of theES These two factors alone suggest
that the ES may not be a very good base from which to pro—
vide more comprehensive and sophlst1cated manpower consult1ng
and advisory services to employers on a regular and systematic

basis.

5.3 The Upgrading Experience

Two other variants of the Employment Service Operated
Industry Services p“mgram which were cons1dered to be note-
worthy at the outset of the USU MDS prOJect were the New ~
- | Jersey Industrial Training Service (ITS), located at Newark,
 New Jersey; and the Columbus Skill Improvement Systems (SIS)
program,operated in Columbus by'the Ohio Bureau of Employment
Security. Unfortunately, both programe were terminated before
the USU-MDS experiment was very far along Both programs,~

' started out as pilot R&D upgrad1ng proaects funded by the },

manpower admin1stration, but- were shut down in part as a

184 - ,.f,{s.;,:
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consequence of the budget cutbacks experienced by the Employment
Service‘in the early~1970's. Yortunately, a record of the

experiences.gained during the life of these two programs

"“was made a part of the Columbus SIS project. The conclusions

and recommendations arising-from.these prog:ﬁms can be
found in some detail by referring to the report by Arthur

¥W. Kirsch and Ann L. MoLeod entitled Manpower Services

in the Workplaoe: An Employer Technical Services‘Program

for a State Employment Service. A brief summary of these

upgrading projects and the conclusions of the‘Shelley,re~
searchers which are relevant to the findings of the USU~MDS

project will be discussed in this section. . For an exteasive

‘review of the entire upgrading experience, the reader is

referred to Upgrading-—Problems and Potentialities: - The

R & D Experience, Manpower R & D Monograph'40 (Washington,

D.C.: Manpower Administration, 1975).

¥

5.3.1 Skill Achievement Institute and High Intensity‘Trainlng3

Between 1966 ana 1968 the U.S. Department of Labor funded

a feas1bility study and pilot program in NQW.YOIk‘Cit§ to
develop a hignﬁintensity»traininér(HlT)lmodel”iormuoéradinéﬁ”“'
underemployed workers. The HIT.upgrading approaon‘develooed‘
by Skill Achievement Institute used a consultant in—plant L

intervention. model which included an analysis of training ’

needs, forty hours of in-plant training srressing personal

development as well as job skills, a guarantee from the,-gy

A employer of trainee promotion with an 8rtofl0 percent wagel

increase, and the training of a companyfoffioial-in‘certain-‘

.
R
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specialized skills to enable him to continue the training
efforts. The HIT paékage’waé basically designed as a "handév
on" approach‘for utilization by an external corganization
having the skills and stature to intervene,in the company's
internal processes. )

The initial and promiéing'effofts in New York were
followed by a decision to replicate and further test the
HIT Model in three cities (Baltimore, Cleveland, and Newark)
with the aim};f providing an-improved basis for gauging
the potential of such efforts by applying a similar model
in different political and institutional enﬁirqnments.

Sponsoring agents in the threevéities‘wére identified
and funded in 1968. They were: a nonﬁféfit organization,
Skill Upgrading, Inc., in Baltimore; B8kill Upgrading in
Cleveland (SUIC), an arm of the Mayor's Depaftﬁent of Human
Resources and Economichevelopment; and the New Jersey
Industrial Training Service in»Newark; an affiliate of the
State Department of Labor and Industry thfough its State

Employment Service.

5.3.2 Skill Upgrading, Inc.

The Baltimore project ran into serious difficult from
the outset due to the lack of an."officiar‘sponsor which
initially ha.dicapped the marketing of the HIT model <o
idcéllémpibyefézmrﬁhiieithiémhahdiéﬁpLWﬁé’éQénfﬁaiii‘over;
come, other infernallpfoblems led to the demise‘of'the‘
Baltimore project once the.in;tial cohtractsjwere completed.
Little specific information could be gleaned from this
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experiment. The relevant findings of the project have been
subsumed in the reports of the other projects, or those
prepared by the Skill Achievenent InStitute which served “

as consultant to the three upgrading projects.

5.3.3 8kill Upgrading in Cleveland4

In the Cleveland experiment, the HIT methodology demon-
strated that a discrete federally funded agency could bring
about the immediate upgrading of uorkers in a wide variety
of company and industry settings. However, it was”soon
learned that these programs had a limited impact ohkemployers.
SUIC recognized that substantial‘organizational interventionk
into client'companies is necessary for successful'career
development of presently'underemployed workers. After two
years this led to the evolution of the Advanced High Intenf
sity Training (AHIT) upgrading technique which built uponm
the foundations"of~hIT to develop farereaching inter-
ventions in companies leadinghto greater‘upgrading‘and
more satisfying opportunities for trainees The signiflcant
ouicome of the AHIT program was the recognition that SUIC
proJecL stafr could be used as manpower consultants to make
a thorough analy51s of client companles' operat1ons def1ne

)

the | problems and then determlne what should be done based o p;
on that analys1s As a result a marketing~analyt1c tra1n1ngrp
process 'was developed which looked at the- employer s total
system rather- than at 1solated tra1n1ng needs

~ Under- the orlginal HIT program all that ad been ex- - :fd

C e -

frmined at most companies were. one . set of specific entry and
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target jobs. HIT presupposed its conclusions before it
started with a client company. The end product was to be

a set of new jobs carrying on 8-10 percent wage increrce
for between 8 to 15 trainees. The only permissible response
to a company's problem was one or more 40-hour traiﬁing
courses. SUIC recognized that upgrading a smqll.gfoup of
workers in one specific skill would not solve a firm's
problems. Unless several of the jobs were restructured

&nd environmental problems dealt with, training alone would
not meet a company's total needs. Thus, the SUIC staff
came to focus on particﬁler jobs and departmenté‘only as
they related to the totalusystemlof a plant or organization.
This systemic approach thus became the heart of thé AHIT
program, Within the parameters of the AHIT Program, SUIC
was able to detefmine the kind and level of training ser-
vices approprlate to a speC1f1c company and to. implement
training which max1m1zed upgradlng opportunities as well as

support1we institutional change in that cempany.

5.3.4 New Jersey Industrial Training»Service5

Like the SUIC, the Newark ITS began as a demonstration

‘Project to test the HIT model in an operational setting;
‘but. the project staff initially found little receptivity

for the HIT wodel from employerb who were unable to relate

the 1nf1ex1b1e upgradlng approach to the1r percelved man-
power needs.
Faced with employer resistance to‘the-original HIT

concept, the Newark ITS responded vy follow1ng,a similar

188



has been succlnctly summarlzed by Arthur K1rsch

course of action to fhat being carried out in Cleveland.
T?e;efore, the services offered-by the project were broadened
in order to respond to management's articulated training
needs despite the absencerof immediate upgrading onpgeaunities
for the company's wcrkers. While no acronym like AHIT was
coined in Newark to describe the changes initiated, the
results were comparable. The modification of the service
model in Newark involved dropping the rigidities of the HIT
approach (the required letters of agreement, the 40 hours
of training, and increases in trainee saiary) in favor of
a more f{lexible application of the High Intensity“TfEining
techniques coupled with traditional ES Indust;y Sef?ices
practices. Employer receptivity to the new service con-
figuration was unusually strbng, 2s demonstrated by the
six-month backlog of reQuests for service achieved even
during periodewef high une oyment in the Newark area.

The apparent success of the modified Newark ITS pro-

grar in evoking the trust and respect oI employers appealed

‘to several) officials in the USES who saw in the‘Newark

experience an approach that might serve to revitalize the
near moribund'Industriai Services program and improve the

ES employer contact process. " The rationale for the position e

For the past several years the Employment SerV1ce
system has become increasingly -applicant oriented

in response to the need for improving employment
opportunities for the disadvantaged worker.: Several
USES officials have argued that the dimlnutlon of
openings and placements experlenced by ail State- B R
Employment Services: in ‘the late 1960's and early S
70's could be traced in part, to employers' fec]ings R

TR,
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that the Employment Service was not responding to their
needs. The ITS experience suggested that a positive
and aggressively offered service package providing
assistance to employers in improving personnel manage-
. ment systems and in meeting company training needs
might serve to improve the ES image in the business
community. In so doing, an SES could evoke employer
loyalty without substantially leflecting the focus

of the placement process.away .rom the needs of the

isadvantaged applicant.

Before prrceeding with their plans to incorporate an
,upgrading_qpmpugent as a formal part of the total ES pro-
gram, it was decided to test the concept further by instal-
ling an ITS type program in at least one additional state.
The Ohio Bureau of Employment Services (OBES), headquartered
in Columbus, Ohio, was selected for this purpose. It was
hoped that the Ohio test would not only offer an opportunity
to further examine the usefulness of the concept, but would
provide a laboratory to develop the requisite documentation
as a guide for other states wishing to replicate the approach.
The accomplishment of this ‘latter purpose was to be carried
out by the E. F. Shelléy Company of New York which was
contracted to document the Ohio project and develop a program

manual for use by other states wishing to set up an Employer

Technical Services program.

5.3.5 The Columbus Skill Improvement Systems

The Columbus SIS préject-was funded in June 197" .
The broject got off to a slow and somewhat unev:: =tsf,
due iﬁ part to the reorganization which occurred simuitaneously
in the Department of Labqr office funding the projecf and

OBES. Unfortunately;'fhe original OBES program design for

; ’ : . . ('-:'\.




SIS project followed basically the ¢ .ginal HIT model,
notwithstanding the subsequent Newark and SUIC experiences.
The reason for this, according to the Shelley researchers,
was '"'that concept-was readily comprehensible to the OBES
proposél writers who had little background in the compleixities
ﬂﬁbinwplant intervention."

Despité its uneven start, the SIS project did sucCeed
in developing a service model which was widely received
among Ohio employers and was able to build a small back-
log of requests for service. Significantly, the service
‘approacﬁ, which began with a focus on upgrading, shifted
(much like that of ITS in Newark and the SUIC in-Cleveland,'
to broader respconses to the manpower managemenf pfoblems of
industry. |

In their report documenting tHé‘SIS project and sum-
merizing the four years of upgrading work éé;émplished by ..
the New Jersey“and Cdlumbus projedts,_the Shell~y researchers.‘
_cohcluded that fhose mechanisms delivering discrete ubgrading |
prograﬁs like HIT as theirkonly or priméry objective really
. only scratched-tﬁe-sﬁrface in getting at‘the‘probléms which ™~
impinge on the employer's efforts to improve the lot of
the "working poor." One tﬁing they:didAaccémplish was to
demonstrate that what empioyers'rea11y wanted,”bﬁt for some
: reasopuwéfe notwgéﬁping,«wésAproféSsibﬁally:competént“assis;ﬁ”“”
tance in identifying and resolving their‘manbower-relatéd

problems.

191
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The experimental upgrading programs met with =ub-
stantial resistance in marketing, despite offers of
significant incentives. Maanagement officials apparently
had difficulty in separating upgrading from the com-
pany's total manpower process, and while they were
able to,identify a wide range of manpower related- .
problems, they did not feel upgrading was the approp- ;
riate response in most cases. Despite the fact that“
employers werc not receptive tc the. 'pgradlng concept,.
they were able to see that some of their frims' man-
power problems might be ameliorated by'a flex1b1e _
~application of "upgrading technigues." -Since employers v
wanted this kind of help, they were often willing to
agree .0 '"token" upgrading (change in title, minimal
raise in pay) ir order to be able to take advantage
of the services of upgrading demonstration programs

A

¥What emerged from this series of ungrading experiments’
was the realization that the acceleration of upward pro—‘
gression within an internal labor.market presents a complen
multifaceted problem.8 According to the‘Shelley researchers,
the term "upgrading," and the limited concept it'originali;f:”
represented, has outlived its usefulneSS" Upgrading "should
have continued to be considered a theoretical constiuct
which was artifically separated from the. manpower process.

in order to fanilitate experimentation w1tn various trairing

and analytical techniques."9 What is really.needed, they

suggest, is a more comprehensive approach designed to encourage

the creation of an "upgrading environment"'and "to deVeIop

a broad approach to improving company manpower management

10

systems." This, of course, was one of the primary objerc1ves

" of.the USU-MDS prOJect

Because ‘the Columbus and New Jersey upgrading proJect<‘

had ¢learly. demonstrated a considerable need ’or and sub—

Srenneng g

stantial benefits to be gained from providing manpowgr -34
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services through the employer to the employed workforce in the

workplace, the Shelley researchers recommended further testing

' and the ultimate édoption nationally of a mode2l employer

services program which would be housed in the state Employ-
ment Services. The recommended program of manpower services
outlined for the units went considerably beyoqd the limited
upgrading assistance provided as part of the Columbus SIS
project. The Shelléy recommendation was made, notwithstanding
the considerable problems experienced by the Columbus unit
(many of which were directly related to its 1o§ation in the
Employment Servicé). They saw the provision of technical
services as a way to revitalize the Employment Service and to
positively impact on tlie willingness of employers to support
the placement objectives of the ES. Hende, they were led to
say that the Employment Service '"drawing upon its present
capabilities, with only minor modifications to existing salary
structures, and supported by a strohg staff training program"
could "mount ar effective in-plant problem analysis aud ménpower
servidés program as part of a comprehensive employer “technical
services effort.”l1
While strongly in favor of the ES model as a delivery
system for manpower §ervices to the employed workforce, the
Shelley fésearchers did acknowledge one of the primary
stumbling blocks to the adoption of their feédmméhdations and
a major weakness in'their proposed model. The services to
be delivered, While desired and needed by empioyers, would
not be a primary function of the designated delivery agency

)
\.:.\ )
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and hence not likely to receive the attention and support
deserved and needed if they were to 5e successfuily imple—'
. mented. "There appears to be little interest on the part ofwww
federal Employment Service officials in substantially increasing
resources and staffing for the expansion of program areas not -

directly related to the placement function.”lz'

Théir judgment
appears to have been borne out in the interveningntime since
the publication of their report in 1973, as evidehced by the
subsequént demise of all innovative emplo&er industry services

programs sponsored by the USES.

5.3.6 Other Upgrading Experiments

In addition to the foregoing upgrading projects briefly
reviewed, there were a number of other related projects funded.
A'good deal of the work has been carrieq out by the ﬁumanic
Designs Corporation (successor to the Skill Achievement
Institute), the New Careers Systems Instituté, and‘the In-
stitute of Public Administration. For the better part of a
decade these organizations have functioned as laboratories
charged with developing upgrading technology and seeking to
find answers to the more difficult structural constraints
which have limited the impact éf uﬁgrade training prbgrams or

~impeded théir'accepténce by employers. The reader is referred
to the Manpower Administration's summary upgrading monograph
and the project reports of the various projgcts for a more
detailed acccunt of the Work carfied out and the findings

arising therefrom.

194 &
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Among the more salient findings of these other projects,
which have a bearing on the objectives of this USU-MDS
project, are the following: P v

Employers still regard the develoopment of their low

income employees as a desirable, but not necessarily _ -
important obJectlve in comparlson to other corporate
goals.

In large firms manpower itself is more often than not

an afterthought rather than a central concern at the

corporate level. When Manpower problems occur they

are seen as a temporary crisis to be resolved; effec-

tiveness...does not normally lead management to place

greater stress than before planning and prevention, in

order to avert future crises...Only when one or more

key persons at the top of the corporate heirarchy shares
- this concern are manpower programs likely to receive

the focus which they require to be effective.

‘Much of the workon internal labor markets in the past
has been overly mechanistic in its approach, focusing

on occupational structures and specific program inputs,
to the neglect of organizational dynamics, the role of
leadership, decision-making processes involving manpower
goals and priorities, and related questions. As a
consequence the inventory of usable manpower methods to
improve upgrading performance in organizations, part-
icularly in the private sector, is still severely
limited.

The turndown in the economy (which occurred.in 1970-71),
rather than severely hampering upgrade efforts, has to
the contrary encouraged corporatious tv fucus increas-
ingly on the utilization and effectiveness‘of their
present workforce. In this context, there is consider-
able receptivity to upgrading and other programs designed
to enhance productivity and more effectively utilize

the enterprise workiorce.

While there are no immediate large-scale expansions in

the labor force of a firm participating in upgrade

programs during an economic downturn, these activities

lead to promotion of present employees, many of which

are blue collar and disadvantaged. Furthermore it is
expected that new openings ‘for the hard core disadvantaged--~
with much greater opportunity for upward mobility within
the internal labor market~-W111 follow the end of the
economic downturn.

During an economic downturn companies become increasingly
resistant tc engaging in programs solely d*rected to the




181

employment o%f the '"hard core'" disadvantaged. However,
they do not view upgrade prrograms in this perspective
because of their belief that present employees would
benefit as well.

Contrary to the view that there are. almost insurmountable
barriers imposed by occupational structure, there are
considerable promotion possibilities even within flat
occupational structures. Hence, the number and variety
of upgrade model designs, even under these structured -
constraints are numerous. ) :

Based upon the types of .barriers to upgrading encountered
in private industry and functions needed to:be performed
there is need for an external '"catalytic agent’ to '
facilitate their acceptance and utilization of these
programs.

The nature of the barriers to upgrading program acceptance
by employers and the complexity of the tasks of diagnosing
internal manpower and training problems and designing - v
upgrading programs or other appropriate solutions thereto,
clearly imply the need for very competent consulting
services operating out of suitable organizational bases

to work with employers.l3

5.4 University Extension

In addition to the well-known cooperative extension
activities in the field of agriculture, which are financed
pfimaril& by fhe federal government and deiiﬁefed through '

R the nation's land-grant universities; there are é number of
institutions of higher education throughout the country whiéh
provide some forms of business extension services. Unfor-

- tunately, there is little published material available which
describes their work in any detail. From the smattering |

of informatién that could be obtained, it appears fhat most

of those institutions providing business éXtenéion-services

do so through ”Management'InStitutés," which put on a multitudé“”ffé
of short train;ng courses on varioﬁs‘tépics fdf‘SMall bﬁsinéés4 |

- men and for.supervisors and managers of 1arger?organizdtions;: -

_\), R e _ - : UL S I
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)

Most of these courses are off-the-shelf, pre-packaged, non-
credit courses taught on the main campus and at various
locations throughout the respective states. The courses
are typically taught‘by moonlighting university of college

faculty on an overload basis. Yery little attempt is made

to tailor the courses to the specific needs of individual

businessmen or employers. Usually the courses are open
enrollment; they are advertised and employers can attend
or send their employees to course if they feel it will be of

some value. Occasionally, an existing course may be ''adapted"

- to meet a special request from a very large employer who wants

" a program put on for his own employees.

In a few states more specialized extension units have'
been established. For example, the New York State School
of Industrial and Labor Relations; a contractual unit of
the State University of New York located at Corhell Uni-
versit&, has an extensioﬁ mandate for the state of New York
in the rield of iddusirial and lubor relations. Consequentlf,

area extension offices have been in Buffalo, Albany, New

York City, as well as in Ithaca, to develop and' conduct

seminars,; workshops, and credit and non~credit courses for
emb;oyers and unions in the respective districts. Most of
tﬁé.activities in industrial and labor rélations centers
closely resemble, in format if'not in content or clientele,
those provided by the typical-management institutes. Many of
the IR centers also cdrry on research and ﬁubi;é;tiéniprOgréms
and attempt to provide information and education regarding new

developments and trends, in the field. 2
N i
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Any consulting services made available through univer-
sities with either of the above types of extension units

are typically individually arranged between faculty members

+

‘and business firms, public agencies or trade unions. Occasion-

ally, a management institute may serve as a referral agency
to identiiy a faculty member who is qualified to perxorm

the type of work needed. However, th1s appears to be more

the exception than the rule. The consua,lng work is performed
on an extra-time basis for mutually agreed ﬁpon fees.
Typically the work is done for medium and large organizations
which are most capable of affording fheir services.

At least one univers;ty, the University of Missouri
(which is a land-grant institution), has a full-bloan business
extension service which operates much like the'cooperative
agricultural extension service. The University of Missouri
has a regular staff of extension field agents who work with
business firms throughout the state. In addition, like their
agricultural extension counterparts, they have a range of
subject matter specialists (e.g., finance, marketing, pro-
duction) attached to the varioﬁs departments in the College
of Business on the nuin campus in Columbia. These p"ofessors,
who have part of their salaries paid by the Extension Service,
provide add1t10na1 consultlng expertise to help resolve the
more difficult and complex problems identified by the business
extens1on agents.. The services are freé to employers in the

same way that the farmers and agribusinesses receive adV1sory

assistance through the cooperative extension_service. Equally

198
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important, the assistancé islnot provided on an,overload or
moonlighting basis} but as a regular part of the assié;hent
of the professional staff. | ‘

‘ While MDS staff were unable personally to evaluate the
effectiveness of fhe Missouri extension program (and no
published evaluation sfudies exist), those associated with
it, or who were observers thereof, felt it was an important

and useful component of the university and was contributing

_substantially to the welfare of the state's business community

- and citizenry.

5.5  Michigan State University Operation Hitchhike

A very intereSting-variadt of the university extension
model which has been extremely successful in proViding man-
power services to rural areas is one d;velopéd at Michigan
Stafe.University. The approach>used in Michigan is a hybrid;
an unusual cross incorporating some of the elements of the
Employment Service Industry Services concept coupled with
elements ot the land-grant college cooperative'extension
service. The justification for developing the unique MSU
manpower advisary service was a grant from the U.S. Department
of Labor (DOL) under the Operation Hitchhike‘Prégram. This
was part of a substantial effort by the USDOL/USES/Rural
Manpower Service to deveiop moreveffective ways gfldelivering
manpower programming in rural communities. |

The DOL strategy employed was to contract with the
state Employment Service which would then subcontract with

an existing rural instipution already Servicing the rural
. . (\) -
AN 199 I
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area. The existing institution was to assist delivery or
otherwise provide employmént services to the area. Seventecn
states were provided with "Operation Hitchhike“ (as Lhe |
program came to be called) éontracts to test variations of
the strategy.

‘In Michigan the "existing rural institution'" selected
for the Operation Hitchhike contract was the Michigan State
University Coopefative Extensicn Service (MSU/CES). The
MSU/CES is a traditional extension service with the usual
range of programs focusing on agriculture, home eéonomics,
4-H youth, resource development, and markefing’assistance
of agricultural commodities. The Michigan Employment Security
Commission (MESC), as prime gqntra;£gi'f0r the.USDOL/USES,
subcantracted with the MSU/CES for part of the rural manpower
programming to be provided to three rural coﬁnfies.

Fortunateiy, Professor James Booth of the Agricultﬁral

Economics Department at MSU documented and evaluated the

VMichigan State University Operation Hitchhike program. His

efforts,which have been written up in several articles and
reports referenced below, are relied upon heavily .for the
following description and infurmation.14

Interestingly enough, the provision of human resource

~advisory services to individual firms was not a major feature

of the initial activities of the MSU/OH project. The model
implemented in Michigan called for the MESC to station
placement specialists in the rural counties to take job

orders, to interview applicants, to make referrals to jobs,
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and to make referrals to training programs or arrange on-the-
job training contracts. In essence, the original intent -

- was for the Employment Service to provide the classic labor
exchange“functions“;p a“one— or two-person miniature office.

MSU/CES employed three manpower agents, who had formerly
been 4-H specialists, and assigned one to each of the three
;ﬁfai‘counties. Their j6b~§ﬁﬁ6tions were to increase com~
munity awareness of manpower needs and programs, to increase
the flow of applicants and job orders to the mini Employment
Service office, and to help integrate the employment office
ihwgeneralwinto the economic mainstream of the community.

The MSU~OH agent was also supposed to survey the training
needs of. employers, inventory the manpower resources of the
community, and help the cdmmunity and thg schools utilize
resource needs. The contract also mentioned the role of
communicating research results to the agencies and employers
of the community.

The program operations of the MSU/OH were undertaken in
the context of high unemployment (averaging above 15 percent).
Consequeﬁtly, it was determined that the most important work
for the manpower agents would to be initiate outreach to
employers; and it was in this context that the development
of advisory services to rural employers was conceilved. The
reasons for this emphasis is described by Professor Booth:

As the OH project continued, it was apparent that
mo>st of the skill development in rural communities '

would take place on the job site and not in institutional
training classrooms or laboratories. The skills of -

201 40
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rural firms' executives, managers, and supervisors
were critical in creatlng good learning enV1ronments
for workers.

Poor job instruction and work site supervision
are particularly disadvantageous to the employee who is
the least apt on-the-job student. This disadvantaged
worker facing n poor learning environment, is more
likely to be confused, frustrated and nonproductive in
the job. His observed 1nstab111ty and limited estab-
iishment of a '“career” are in part a product of the :
limitations and inadequacies of the communlcation, teaching,
and supervising SklllS of management : : :

" Rural managers and’ supervisors.are40ftenrselfn

taught and have not had. formal management educationm.

The companies are usually small and rarely have formal

training staff or programs. Often times, the firms grow

up around the personnel so_there aren't .even.models of.

successful managers or supervisors to ‘learn from.

Management by instinct has its advantages, but also 1ts

disadvantages.15

As a result of this growing awareness of the training
needs of rural employers, the MSU/OH manpomer agents were
given special training to equip them to organize and teach
several management training workshops in their'respective
areae, The first workshop emphasized the functions of planning,
organizing, directing; ceordinating, controlling, motivating,
and communicating. The second‘warkshop, —ntwbled "Mctzf:t:or
for Profit," stressed human“resouree management, management
styles and systems, responding to"change, matching job
. ' needs and psychological needs, job training, job enrichment,
and managing by objectives. The'response to the two basic
workshops was overwhelming with over 6000 Miehigan.managers
-participating in the two-year period ending in late 1974.
The~§uccess of the first two workshops ledfto the deve10pment
of a third unit entitled "Planning and Financial Management"
which was equally well received.

R S
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From the base of educationral programs, the MSU/CH
manpower agents expanded their efforts to provide additional
educational workshops (e.g., supervisory training and special
workshops for managers of very small management units) and
special presentations to managers on topics that concerned
them (e.g., alcohol aﬁd drug abuse, OSHA, Affirmative Action,
changes in wage and hour legislation, etc.).

The thifd ahd mdst important type of activity under-
taken by the MSU/dH manpower agents Was to provide advisory
and consulting assistance directly to private and public
employers in the rural areas. The manpower agents were called
upon to work with specific maﬁagers in helping them identify
and resolve their human resource problems.. uXxamples of the
services provided include arranging for‘or conducting specialized
types of in-service training, developing labor market infor-
mation specific to a firm's needs, héléing management with
problem identification activities, ﬁroviding assistance in
techniques of personnel management, proQiding(references to
personnel materials, and identifying resource persons a manager
cduld contact. '

According to Professor Booth, the role of the agent
as training consultant to rural indsutry was most important
and, therefore, its ﬁse should be stressed.

Qualified,.experienéed trainers or training,direétors

in industry are scarce and valuable commodities. Small

rural firms can't affort nor do they have need for a -

full-time specialized professional trainer, but they
do need access to assistance about specific training

needs.
| 203
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The three types of manpower services provided by the
MSU/OH program were essentially free to the recipient public
b and private employers. Firms and agencies were asked only
| to absorb the costs of fhe materials for the training programs
as the tfadition of the cooperative extension service is not
to charge fees for service.
A number of cogent arguments have been set out by
Booth to justify this policy:

First, there is a long history of selective investments
in rural development to strengthen rural areas and

avoid over aggregation of populations in urban areas.
Management advisory assistance is capacity building and
should improve both the consumer services available in
rural areas, and the productivity of the rural economy-
thereby improving the quantity and quality of the employ-
ment opportunities. R

Secondly, as a society we are generally committed to
educational subsidies, and increasingly we are making
available life-long educational programs. For rural
adults who are developing and being promoted into new
roles, few educational needs are greater than those
skills they need in responding to management situations,

The provision of rural manpower advisory services at
full-cest could involve considerable trancaction and
marketing costs of the service. Educational experiences
aren't like razor blades or toothpaste in that once
a product is sampled, it will be used again and again.
For these free samples or TV ads to introduce items to
be repeatedly used can be a small overall cost and
easily recovered. By definition each educational

N eXperience must be a pioneering experience for the
audience. Until a tradition of educational use or

, investment is developed, the marketing costs are too
. ‘ large for full-cost pricing to clients. '

Thirdly, management and supervisory skills are general
rather than specific, and except for the self-employed
the case for public subsidy of skill development of a
general nature has been well-established in the human
capital theory. - o

Fourth, the least apt workers suffer most in poor :
learning and management environments. If this-statement:
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is valid, although the management advisory audience may
be the relatively well—advantaged manager and superviscr,
an important beneficiary will be the slow learners or
volatile worker who suffers irregular emplcoyment. Public

investments on behalf of v ups is presently a
major manpower and we’ - item.

Fifth, the social co-. ms’ sy failure in a rural
‘area is high. When fas.... :s avoidable, so are its cost.

‘to workers, creditors, and investors. This is especially
important in thte shallow labor demand of a rural labor
market where failure of even a relatively small or medium
sized business can have great impact. :

Sixth, much of industrial assistance (loan subsidies,

" provision Qf~site»and«faCilities,mtaxfexemptionsTMetc,).MW“MLMMWWJ

are suspect as only favoring a relocation or transfer

~+-of activity from one locality to another. There are
- losers tor offset the winners. Management advisory services |
have the potential of eliminating frictions and waste and

can result in a net gain to society.

In evaluating the success and value of the unique manpower
advisory service activities carried out undef the MSU, ! pro-
gram, Booth indicated that they were not studied in isolation
of other manpower agent activities on their impact on employ-~

" ment service totals. He reported that the total involvement
of the MSU/OH manpower agents was quite positive on the employ-
~ment service placement totals. He estimated 'a 20 to. 30
percent increase compafed to cdntrol groups." .Fﬁrthermore,

...the agents have delivered a diverse set of activities

to audiences of agencies, employers and individual

applicants over a multi-county region. - They have oper-
ated effectively we believe, on the interface of these
three groups. Unfortunately, the range of audiences and
activities make benefit-cost analysis beyond the scope
of-available resources.l8

Two other indicators of the value of the program were the
unusually positive reactions to the program, as indicated by
persons receiving the services, and the high level of enthu-
siasm and commitment exhibited by the MSU/OH manpowér agents.
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The receptivity and success achieved by the MSU/OH
program r.rovides substantial independent evidence which
strongly affirms the hypotheses set out for testing by the
USU-MDS project and the results obtained herein The only

unfortunate note ar1s1ng from an othe: 3¢ successful venture

was that in late 1974 both the MESC ... - MSU/CES respec+1ve1y

saw fit to downgrade the program due to the financia1‘stringencywhwfg:

and overall narrowing of their missions. The MESC_doanraded'

the use of employer services as a’ strategy of” building p1ace—“*w””‘““:

ment totals and withdrew resources from the program - The
MSU/CES, which was left w1thout a. partner or adequate resources,
began emphasizing serv1ng agrlculture and local off1cia1s 1n ‘
policy education. The fact of the matter is that the MSU/OH
program, which was one of the most 1nnovativepand,successful
experiments in delivering manpower servicesnto rural areas,

is now defunct.lQA

5.6 Foreign Experiences

The provision of manpowerrand;trainingfadvisory services;;]
to empioyers and the emplayed workforce by governmentally
sponsored agencies abroad un11ke the situation in the United.
States, is widespread. Since the ‘start of the USU-MDS pilot
project in July 1972; the development and expansion of these
activities in other countries have continued apace.

In Great Britain, a national system of Industry Training
Boards (ITBS) was created in 1964 to provide for‘the.traininé
of all young entrants into the ‘labor force. A major reorgan-
ization of the national system was effected in Britain under

<\
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the Employment and Training Act, 1973. The primary objective
of the new legislation was to bring about the closer coordi-
nation of the various components of-thelnation’s manpower
system. A governmental body, the'Manpower Services Commission,
was created on Janu~-y 1, 1974 to run the Employment Service
and the Governm~.. :»ing Centers previously operated by the
Department of Em,.. cut and to advise the government on

broad manpower policles. The Commission also assumed powers
relating to the IndustrykTra1n1ng Boards (broadly s1milar to‘u
those previously exercised by the Secretary of State for
Eﬁployment), and the ITB system was substantilly modified.

A shift was made away from reliance on a levy-grant system: _fﬁé
toward placing greater emphasis on the provision of training

and manpower management advisory services to employers by'the

Industry Training Boards.20 Also, the work of the ITBS is

being coordinated with the government manpower training programs

'(Training Opportunities Scheme) designed-to assist in the

retra1n1ng of redundant and disadvantaged workers.

In 1967 the Republic of Ireland established ANCO, the
Industrial Training Authority, patterned after the British
Industry Training Board system. AﬁCO’was created to supervise
the development and operation of a national industrial training
system. In 1974 a senior MDS staff member was asked to come to ‘,’ﬁ
Dublin and assist ANCO in the development of a manpower and

training advisory service as part of the new system. More

recently, ANCO officials have inquired about the possibility

of sending some of their staff to visit USU-MDS to obtain additionaié

\‘

N

information and exchange ideas.
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SENA, the national manpower and training agency in

Colombia, has also created a small firm consulting service.
As mentioned in Chapter 2, the former associate director of
MDS is now employed by the International. Labor Office‘and is
currently working on a United‘Nation!s.financed projectwton ~~~~~~
help develon this ~prency. In 1974_the‘ﬂfrecfor-of the SENA
Small & sasuls .ag service and several senier‘ILOAofficials
v151ted Logan for two days to observe f1rsthand the wurk be1ng>

carrled out by USU—MDS AIn the fall of 1975 USU-MDS was agaln

contacted by SENA OfflClalS to ask if they could send three

members of their staff to Logan for a spec1allzed twelve weeks

training course for Human Resource Consultants whlcb could be
developed and run by MDS. This program is @cheduled to start
in April 1976.

The British Industrial Training ServiQe"with‘which MDS
has maintained close contact over the past i:n; years, is . oo
currentiyy engaged in helping the Nigerian Xr .ustrial Training
Fund develop_a manpower and training advisory service as part
of that nation's new indnetrial training system. Thefhitish“.
ITS is also performing a similar service in HongkXong.

Much closer to home, a 1972 Task Force on Industrial
Training convened by the Provincial Ministry of. Labor in

. Ontario, Canada, recommemded that "Employer Centered Training

Divisiofe' be established at colleges of applied arts and
technolc:gy throughout :the province. Manpower and training
advisory services will be provided to employers by these units

as an integral part of the new provincial-systemﬂof industrial

training.2! N

ERIC | v 208
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Finally, the National Manpower and Youth Council in the
Philippines is creating a national industrial tra1n1ng system
patterned somewhat after the . .tish ITB system In the iall
of 1975 the Philippines government sent a staff member of this
. agency -to Utah State Un1vers1ty to obtain 1nformatlon and ”““;;M”
assistance which might be helpful to them in planning their new
system. It is antintpatedqthat one of the major‘components of

the1r new tra1n1ng system w111 be a manpower adv1sory serv1ce

Still ancother dimension of the foreign efforts to prov*de

manpower management advisory services is 1nd1cated by ‘the

. incorporation of these activities=as a major part of the

productivisyy eenters, 1nstItutes, and agencles that have been
‘established iam many nations abroad durlng the past two decades
Interestingiy -emcugh, many of these prodnctivity centers were
started with fimeacial assistance provided by the United States
through thz Marshall Plan and Second Mutual'Security Act of
1952. Whils all of the centers are concerned w1th economic
growth and ie¢velcpment, more and more of them are also becomlng
increasingly ©on< cerned about. the problems of manpower management
and trainin., swch as those in Norway, Erance,band Isrzel,
and are emphasizing the nroblems concenming'the}human‘fagtor
and human mwﬂﬁwme.zz | |
The intermational interest in the deVeiopment of manpower
advisory and cozmalting services as part of the national manpower
systems is further illustrated by the request made in 1974 to

have two senxor MDS staff members direct a two and one-half

day seminar on the role and functious of manpower advisory
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services as part of the national manpower policies. The seminar
-~ was conducted as part of the Third International Conference of

- Manpower Tra1n1ng and Development held ‘in Oslo, Norway,

41;August 26 31, 1974. Twenty—five part1c1pants from thlrteen

ncuntries were present to share ideas and ga1n new 1n51ghts

The conference experlence 1nd1cated that governments in

‘foreign nations have a much clearer perceptlon of the need for T

and value of’ these serv1ces in terms of human resource devel—”””“

'opment economic development producf4v1ty, and the qua11ty

of worklng life than is present in the United States 23
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Chapter 5
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Resource Advisory Service" (paper presented at the Third Inter-
national Conference on Manpower Training and Development, Oslo,
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Telecon with Professor James Booth, November. 1975.
‘ZOGreat Britain, Manpower Services Commission, Annual
Report 1974-75 (Londom, 1975).  Henceforth; the National
Manpower Commission will:provide funds to the 23 ITBs and 'l
statutory training committee to meet all operating expenses
as'well.as grants in support of key training activities. By
reimbursing operating casts, the Commission will be able to
.support the development :of the Boards' advisory services. The
provision of grants is ‘intended to encouragé such key activities
as the “training of technologists and technicians and the formation
and development of group-training schemes where it is felt
they are needed but would not otherwise be established. -The
previous levy/grant system (under which the Boards had the duty
‘to raisea levy for dictribution in the form cf training
grants).has been replaced by a levy/grant/exemption system under
which Boards must exempt any firm which trains its workers =
adequately (with standards set by the Boards) to meet its own
present and future needs. o :
- 2¥Government of Ontario, Ministry of Colleges and Uni-
" versities, Manpower Training Branch, Training for Ontario's
Report ‘of the Task Force on lndustrial Training (Ontario,
. Canada: Gavernment of Ontario, 1973), pp. 109-120.
-ZZTheiﬁational Commission on Productivity and Work Quality,
Productivity Centers Around the World (Washington: May 1975).
23

The rroceedings of this seminar will be published in the
near future.
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6. MANPOWER MANAGEMENT ADVISORY SERTi“ES AND

NATIONAL MANPOWER POLICY '

6.1 Introductiom

The experience of the Uiah State Tmiversity-Manpower
Development Sérvice (USU-MDS) from 1972 to 1975 and the
findings of upgradlng research proaectS‘and other related
eﬁldence discussed in the preceding chapters of this report.
suggest both the need for and some cf the benefits which

. can be obtained from providing analytical‘and technical con-—
sulting services to employers to help them‘identify-and
rectify problems in their firms' manpower management andrhuman
resource developmentfsystems. Furthermore, the experience of
USU-MDS and the growing body of evidence from throughout‘

the nation have demonstrated that feW‘community~based man-
power agencies have the analytical and training skills neces-
sary to deliver the needed manpower services ~Most manpower

agencies do not have the experience, flexibillty, or breadth

of perspective necessary to effectlvely and- substantively

. assist employe.syln developing their‘workforces-~inc1ad1ng
those members drawn from the ranks of the'disadvantaged. ‘
The university—based model (as-exemplified‘by'USUaMDS) | _'b
has served as a very effective vehicle for defivering a broad
spectrum of manpomer services to employers amd the -employed
‘workfarce, and to other 'public manpower~agenciss._»The model

‘has also demonstrated some of the additional. benefits which
108 ’\/\ SR
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can be obtained : . bhrir:ing into a positive complementary
relationship the manpower program activity for the disadvantaged

. ‘ and underemployed deVeloped under CETA with the industrial

B training and manpower management programs of employers and k

‘the emerging concerns "over" productiv1ty ‘andthe” quality of” “wffff”

working life, ' N
The need for manpower adv1sory services by»public.and

private employers is documented as part of the findings pre~"”””‘”

sented in Chapter 3. This conclusion is strongly supported by

the findings of the related upgrading experiments, as discussed

in Chapter 5. Additional support is provided by the Michigan yff.;
State University/Operation Hitchhlke (MSU/OH) program which |

independently identified a. substantial need for manpower ad~

visory services. The MSU/OH proaect demonstrated that another'-‘
variation 0f the university—based delivery system can be ‘suc-
cuessful in meeting the substantial manpower management needs o

present in a rural environment as well as in assisting the Job

Service to increase its effect1veness | When . taken together,-d
the findings of these five demonstration projects provide a
significant body of evidence to substantiate the body of 1it-‘

‘erature gene d ‘durimg the pasi decwﬂe which-has pointed out

the.needufor«and-strongly urged the adOptionwof~measures’to pro;
. vide publicly supported manpower advisory services on a broad.'

scale in.America as part of the efforts to improvertrainingvand

manpower managementnpractices in industry and government.

The case for manpower and trajnimg-advisory services'was :

'set out most forcefully by the presidentially appointed Task

‘Force on Occupational Training in their report published in 1968~

Gj:i, L N ,_3'12]#1;,r‘g




- group of researchers from the Urban Institute who stated that‘the;-f

pointed to the}inadequgcyuof ?FTA dnstitutioqal‘and;on—thefjoben@¢“
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The Task Force concluded that the lack pf advisory assis-
tance constituted one of the most serious barriers to trainidg
-and recommended that the federal government undertake a ''‘com-
prehensive program for tochnical assistance to employers in -
setting up and improving training progréms and promotional
activities designed to increase and improve-oceupational
training in private industry:" | ‘ S e

In addition to the economic barriers to training,
many employers fail to train because of lack of under-
standing of the need for, and value of training programs
in their operations. Also, small and medium-sized firms,
particularly, may lack training- expertlse A major pro- .
gram.of technical assistance and promot10na1 efforts would
provide advice to employers concerning the technlques .
administration and planning of training programs in 1ndustry
The services provided should cover all skill levels and
include assistance in the specialized problems of pro-
viding work preparation to the disadvantaged and hardcore
unemployed.  The program should include the establishment
of a clearinghouse for information on training programs
and methods. E :

The importance and value of advisory services in coping

with national economic_problems was alsp pointed out by a

provision of manpower and training advisory serviées to employers‘>

‘must be an essential component. of any serious program to reduce
_1nf1at10n and unemployment as well] as part nf any effeﬂ+1ve

- policy to assist disadvantaged workers.‘3

A second dimension of the need for the type of manpower
afivisory services provided by»USU MDS is illustrated by thewwm
deficiencies becoming increasingly evident in the operation
of the Comprehensive Employﬁent and Training Act (CETA) manpower
training system} For example, at a recent meeting,convened by

the National Commission on Manpower Policy a number of speakers'
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(OJT) training programs."Among other things, there is a need
tc develop compentecy-based training—~that is, training built
on the actual work to be done. Also mentioned was the fact that_
in delivering services to rural areas most states anq local
... . Pprime sponsors lack the technical capability to design and =
implement rural manpower programs. 4 Thc expe*ieace'and cb-
servation of USU~MDS during the past year conflrms the accuracy ~-“~uf§
~4y'f~ of these™¢ comments,. Unfortunately, many of the so~ca11ed
““Traihiﬁgﬁ“ﬁiaéraaé under CETA (partlcular}ymggxzmappear chMW“MHMﬁ
contain very little that can be described as good'training

Accordlng to former Secretary of Labor John Dunlop, part

of the problem with CETA training programs stems from the1r
virtual isolation, both in spirit and interest, from the‘main—
stream of industrial training and manpower managemeht practices‘
being carried out in America. He believes that the disad-
vantaged and unemployed would ultimately benefit from a redir-
ection of the present programs under CETA to serve.''a broader
spectrum of the labor force." His'argumenf is that employers
might be more attracted to a broader—based program, "thereby pro~ ‘
viding more job oppcrtunities for the disadvantaged and j_unemployed."5
A third dimension of the need for manbower advisory services |
is indicated by the growing literature and activity now being
generated over the issues of productivity and qualify of work-
ing life. This is exemplified by»the 1973 Report of a Special
Task Force to the Secretary of Health, Education and Welfare,

< entitled Work in America, and the 1975 study Work, Productivity,

and Job Satisfaction sponsored by the National Science Found-

ation.6 In 1972 Congressional hearlngs were held on the problems R

o | 3‘316
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of worker alienation.7 A National Commission on Productivity
was created in 1976 to focus public attention on the importance
of productivity for the nation's economic'heaith. Its mandate
was broadened in 1974 to include'efforts ", . .to help improve ' A

the morale and quallty of work of the Amerlcan Worker."8

The recently published report of this Comm1ss1on 1dent1f1ed

the need to develop and utilize the nation's human resources

as a critical element in productivity improvement--which in
. <

SO S S

' ”turn is vital to the national "interest.
What is eSpecially noteworthy is that nearly every one. of'

the reports or studies dealing with the problems of product1v1ty o

1

or the quality of worklng life have acknowledged the need for'

some kind of publicly sponsored delivery system to help meet the '

10

needs identified. Bas11 Whiting of the Ford Foundatlon in

test1mony before the Senate Commlttee on GOVernment Operatlons

in support of the bill to create “a permanent.National Center,for.
Productivity and the Quality of Working Llfe, presented a we11
reasoned and convincing case in support ofiﬁuaneed for a federally
supported dellvery system to facilltate the accomplishment oi the
important goals of improving product1V1ty and the: qua11ty of .
working 1ife. 1 Equally cogent arguments were set out in the 1973 7
Report of the Forty—thlrd American Assembly.12 And John Case‘ o jéﬁ
hit the nail squarely on the head when he said:

Imagine for example, a "work reorganizatlon and
productivity" program. The Department of Labor (or
comparable state agencies) would set up teams of con-
sultants trained in the technlques of restructuring
jobs. Much like county agricultural agents, the teams
would provide direct technical assistance: in restruc-

turing work procedures to any company, union, or group
of workers requesting it. ‘ ’

217
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individual and groups 1s there suff1c1ent Just1f1cation for

-potent1a1 of our human resources An affirmat1ve answer 1s a1so”

- tried thus far. The basic characteristics of the model, and its

203
Given the demonstrated need for manpower advisory services
and the deficiencies in existing services (or lack thereof) |,

as documented by this and other R & D prOJects-and by an

impressive number of reports and studiesfby knowledgeable

expending public funds in order to help proV1de them? If so, howfgf
should it be done? . The answer to the f1rst question is unequi— o

.vocally "yes'"--if one accepts the“conclus1on of the’National

Commission on Productivity that 1n order to mainta1n or. 1ncreasef77

our rate of product1v1ty we must utilize fully the tremendous

axiomatic if we want to more effect1ve1y dea1 w1th 1nf1ation3f?mm
and unemployment as well as to successfully accomp11sh the goalsﬁ
for the disadvantaged and underemployed which are embodled 1n f”‘
CETA. The expenditure of public funds to foster the de11very of
manpower advisory services at the work_place for these two pur-
poses is surely as justifiable as funding the‘nationis7agricu1—_
tural extension serv1ce——and can become as vita1 a component in

helping the nation s human 1esource development system meet pre—f‘”

sent and future challenges as has the extension service in

making Amerlcan:agriculture the most productive in the world

How should manpower and training adv1sory services be »
organized and delivered to employers? On the basis of the f1nd—“
ings of the USU-MDS project and the other relevant_egperiments,“"”
the authors believe that the university~based,model.as a deliveryf

system for these services offers the most prom1se of a11 those

. "-J‘ﬂ_:,;;@ S e il i




providing on a regular and systematic basis'the following range :
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relationship to other manpower programs and national manpower

policy :ill be described in the following sections.

6.2 A Proposed Model for Providing Manpower Advisory
Services to the Employed Workforce ‘ o 1

The model proposed for a Manpower Advisory Service (MAS) en-

v151ons one or more teams of highly competent manpower management/

“human resource development profe551onals operating out of a college

or university in each state or region which would be capable of

. of services:

1. 'Provide a full range of diagnostic'and~consulting
assistance to public‘and privateyemployerS'within
the state or region to help themiidentify and rec-
tify their manpower management‘and training problems

2; Initiate and maintain an active outreach program among
public and private employers with1n the state or region ?*

to dissemlnate and encourage the adoptlon of concepts,

Pt ) e et g <

S ————

~~techniques**and“methodswwhich~will“contribute“to*the
improvement ot productiyity_and the quality of working :
life. Follow up assistance would-be‘provided to-those‘
organizations requesting it. _ }

3. Encourage the adoption and development within public and =~ *

pr1vate organizations of upgrading, upward mob111ty, and,‘

other models--techniques or’ programs which will lead to;d_

an increase in the opportunities for development of'the

__.disadvantaged and underemployed.

4. Serve as a systems-consultant‘or.catalyst to those
agencies directly concerned with the development and-

implementatlon of manpower programs under CETA (local
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prime sponsors, Job Service, and other related man-
power agencies, and employers) to help them more effec~
tively coordinate and carry out their activities as
they plan, develop, and implement those manpower pro-
grams for the disadvantaged or other client groups
which will impact upon employers, the_employed workforce,
and internal labor markets. .
Develop close working relationships with local andfstate‘
Job Service Employer Relationsistaffﬂin-order”to'coorJ'“
dinate the provision of~manpower serviCes-to employers
by the MAS with the job placement‘efforts-of the Job
Service, and throughjsuch means help improve employers'
images of the Job Service and increaserplacements thereof.
Serve as a manpower extension service by disseminatingv
to employers on a regular,_systematicmbasis (and in

practical ways through direct consulting serviCes,

workshops, short. courses, media_releases,_and. other
forms of commuriication) researchxandfdemonstration‘findings
and other relevant information arising fromvfederally
sponsored manpower research as well as from all other
appropriate sources which.would:be of interest to them.

Encourage and assist the introduction into the cur-

riculum of area business. schools, and in other training

programs for present and future managers sponsored

thereby, of concepts and techniques which WQuld gen-

erate an awareness and understanding of and, hopefully,
a commitment to accept and/or- participate in programs

of human resource development ‘which are vital to the .

fﬁflJ‘fZZO
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future well being of our society, namely: a) programs
to improve manpower utilization and'productivity; h)
public manpower programs forvthe disadvantaged; and

c) programs to enhance the quality of'working life.

8. Provide, through internships and other appropriate means,
practical training in the techniques and skills'needed
to function as HRD professionals to those persons
needed to work within the MAS system and those who can
utilize theSe skills for the benefit of other organ—
izations and society at large. _ ' '

9. Provide whatever assistance and expertise that might
be'appropriate to'employers,-employees and employee‘
organizations, in order to help foster and develop pro—v
grams designed to facilitate the trans1tlon(xfyouth from
school to work .and to increase‘opportunitles for

recurrent education among_the employed'workforce.

6.3 Location of the Manpower Advisory Service

The staff of the MAS unit should be located in a College of
Business (or other appropriate academic unit),»preferably_at a
land-grant university or other institutibn'with a comparable tra- -
dition of linking programs of applied research and publlc service
The staff should be made up of several persons functioning as
full-time professional manpower management/human resource

analysts or advisors, with several academic staff members in

appropriate disciplines (manpower economics, industrial psychology,
industrial engineering, technical education, organizational behavior,

etc ,) attached to the unit on a full- or part time basis
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Tre: model developed by the Cooperatiive Extension Service in

the _and-grant universsicis=s, whica locates grmwensicun personnei.

with z ..jimct matter speciiities -in the aczdemic departments,. inas

prove - L. be an effective way of linking tihe research competence

of tr= llege of Agriculture with the mee+” s to disseminate the
new : :as through extension specialists -md county zzents to the
farmers and agribusinesses, and at the sarm- time to relay back
to the: mesearchers the Troblems needlng their attention and
expertise. The USU-MDS experience has demonstrated that this
approach is equally viable in the area of manpower and human
resource development. The proposed MAS model would function
along the lines now practiced.by USU-MDS: the prafessionalfMASr
field steff would carry out an active outreach program which
would include working.closely with the Job ServicevEmﬁloyer Rela-
tions Representatives, other local manpower agencies, and any

other potential source ofvreferrals, to identify employers and

grganizations in need of assistance; and those manpower problems
experienced by organizations which need the'attenfion and assis-
tance of the MAS staff and/or university researchers would be
identified. The .adoption of new ideas, good manpower management
practices and desired public policy ebjectives would be tostered
among employers in the same manner through the efforts.of the MAS

field staff as they perform their diagnostic and consulting work. .

6.4 Justification of the Prgppsed MAS Model

Theremarewawnumbermofareasonsmforwselecting«thewparticular-~mm*
model outlined over the other alternatives which have been‘triedﬂ

and which could be proposed. The most important reason for
1“
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selecting t.%! " mopk:l is that it has prows: itself to be m wiable
and succzugidl wtiovery system, and one w=yich does'not have thé
serious dei«'t8 s=wueral of the other alternative experimental‘z
delivery swye’{u§s dawve shown. TFurthermore, the USU-MDS enjerience

has indicaze k- this model holds a great deal of promﬁse as a

means of pr¢ ing someth1ng which none of the other models
appear capz .’ »2»ff ‘providing: a mechanism by which an exrsting
gap in U.S. . npower programs and policy:may be successfully
closed.

The prc +osewd university-MAS model would bring togexher in»a
new and posi . ivi: relationship a number of currently:isolated,and
fragmented mui power programs, concerns, and'institntions lt
would estahlish a vehicle for initiating- constructive interchange
between the as#demic community in general, and the bu51ness .i
school in particular, with the rather. 1im1ted and exclus1Ve
world of pubiie mmmpower programs and planning, the neglected

areas of empiqya:.manpowerfmanagement'and industr1alvtraxn1ng

concerns and*negﬁs and the vital new areas of public concern
product1v1ty zod the quality of working life

While not treated as such, all of these areasfare“related,
and activity in any one of them invariably impingesuupon'the.
others‘ Yet, -at tire present time, they - are e1ther treated as P
independent and exclusive concerns of those groups having
jurisdlction over ‘oY hav1ng an. 1nterest in the area, or com~

pletely igncred. There have been V1rtually no efforts made to

identify the. common areas of concern or to establish a meaningful

re1atlonship.bexween them The USU—MDS experiencet‘suggests that
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is to Tationalize its human resources policy ‘mul effeciively cope
with the current pressing;prdblems,qf human rasource development.

s ‘ Specifically, the proposed model is very Zi=xible. TUnlike

: some mi.the alternatives;'the,university has ;irzwen to: be a
fertile eiavironment for innovatioﬁ and the intyoxiuction of new
ideas. The pilot demonstration projects have,dsmonéfrated that
there would bé considerably fewer bureaucratic cmnétraints im-
posed on the MAS unit and its staff if located in this .se{ﬁting
when compared”tO“those“ldcaféd‘in‘state”line agencieSmor'¢ETA

\

prime sponsbrs. -
-The'uhivérsity iS‘an equally attractive‘site froﬁ the stand-»
point of the MAS unit staff. The-intéllectual and cultural en-
vironment, personnel policies, and,levels of'pay,”make.it pos-
sible to recruit, train and retain,a,highly competent prafessional

staff. Some'éf'the other possible sites where expérimental

upgrading units were located, such as the Job Service, have -been

e S@V ET @ 1Y - CcONStrained—in--this-respect-
The university base has also demonstrated positive advantages
relative to the image achieved with employers. This is part-
icularly true of the land-grant institutions witk their long
- - . record of public service. The neutral image of.mms advisors
operating out.of a university setting is.especiailyfimportant
when dealing with sensitive persdnnél:and-manpowerimanagement

problmes. Employers are very distrustful of governmenmt agencies,

and especially so of those which might hawe a reportime or
inspectorial functioq. This distrust has not been experienced

by the USU-MDS when operating out of a university base.
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One of the most imz.rtant aspects of the locstian appears

‘to?ﬁk the institutional viabilzty which it affords.. On the

baszs of the experisnce. sf emplioyer -technical or Znpmwsstrial
service mmits located in ‘the Job Service and the wmpgmading R & D *
projects, it seems quite evidemt tiat a unit prowidimng HRD

advisory services should have the d€liveryv of these services as

" its . primary function~-and not as a secondary or peripheral acti-

vity. 1In all of the aforementioned cases where the employer ser-
vices were a secondary activity, the shifting of priorities and
funding at state and national levels resulted in the #owngrading
or demise of these‘units-—notwixhstandﬁng their dsmomsstrated
vaime and mccomplishments. A Iiand-grant universitsy, by contrast,
has the provision of such services as one of its primmry functipns.
The university~based unit, because it would mot be part of
anié;;sting manpower planning or regulatory agency with a narrowly
defined mission, élientele, or objectives,‘ﬁould have: greater

freedom and: independence of judgment in determining what services

shouId'be*grovrded;“how’they’shbuﬂkrbé”prdﬁidéd:”iﬁd“hawwfhéyf“”””“*‘“““

could be adapted tc new and changing situatioﬁsu There is 1le8s

likelihood that the biases evident in some of the other manpower

programs and serwize agencies would distort the objectivity of’

the MAS unit in m=%ing these derisions. - *
The university bass, as nate@:above,Lafiamdscan,exceliemx ‘

opporturity to develop mmtmally Zeneficial refatiomships betwmeen

thesbusiness and acadenric bdmmunfty;"?Néw'ideas anﬁbtechniduas

for: eliminating internal labor.-market.barriers.and.designing.. . .

upward mobility systems to aid the diéadﬁantaged:wmd underempiloyved

could be taught'to business'studEnts, along with concern for and:
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prazzez’ techniques to improve productivity and the quality of
workimg :ife. The close linkage between the operational MAS
unit‘actﬁvities and the warious academic programs of the univer«
sity wonld provide an upzzrralleled opportunity to accomplish this.
bobjezﬁjmﬁﬂ In addition, -%he opportunity.iq present to recruit
and tm=tn students to fssztlen as HRD profeﬂsicnals by means cof
internsirips and other emseriential arrangements. Throﬂgh'such
means the stock of'persamsswith a much broader, yet practical,,
training in HED can be slgniflcantly expanded

The-propased un1vers:ty based MAS is- probably the best and
most logircal :setting in which the currently icsolated yet -essen-
tially camplementary intewest, expertise and,range of activities
arising out of CETA sponsored publlc manpower pnngrams, the man-
TowEST mamagement concerns of employers, the problems of manpower
‘ﬁmzdﬁﬁfimitysamﬂ effective manpower dGtilization, and concern
drzr the qualisry of“wnﬁkingilife, can be effectively integratedf

z2nd constructiizvely as=:ft with on a systematim'yet broad scale

U

-Jn the 1nteres:'o; e dlsadvantaged the employer, the employed

workflcsre, and society at large. Neither the experience of the
arraging employer serviz=s projects located in the Job Serviee
or e Tather marTovw perspective and interests af the CETA
‘Arime: ssponsors andt their mmanpower program contractors can'lead‘
ar="1m° Trecommend them :as Fetter alternatives to the. proposed
model in ‘bringing about tHe successful~accdmplishment of this
imparmtant objective: |

Finally, the potentia®l for nof only developing new ideas
and techniques, but of providing a.mechanismsfor widely dis-

semiinating and fostering <the adoption andmutilization by ‘the
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‘employer community, both public and private, of these ideas and
the substantial body of knowieage generated by research in the
field is substantially greater with the przposed medel. The
land~-grant experience o¥ers an impressive example of the
effectivemess of this extepsion mechanism. Th‘#t system and
the resmlts achieved can be iontrasted to the dissemination of
informztion and utilization achievements, or lack thereof, in

the field of manpower under te present zrrangemen:t,s.

6.5 The Proposed Model =nd Natiom=E Manpower Policy

6.5.1 Relationship to CETA HManpower Frograms

Oﬁe of the first :questimns which could be asked is whether
the delivery system emcompasssed in the proposed model is a
manpower REOETarE as tEey are commonly defined? "The authors
of this xTeport think :th2k the answer muost be im the affirmative--
notwithstanding the skepticism which has Deen expressed by somie.

For examp.w the 1373 C&mehemve Employment i Frerining Act

included the iml_,mng feztures, :all of which wmilil: be supported
or addressed ‘by «<kie: prmposed delivery system: ¢a) explicit
recogritiom of the importamce of :dealing with the low income
worker; (b)) stress om career opportunitles as a.goal; (c) néed,
to develop mezxsures  of underemployment as Well .as mnemployment:;
and (d) recognitlon of the importance of analyzimg and Teddchag
artificiml Warriers to occupational advancement.

Theae= @nti other provissons:of the law 'rma"é‘s*"ans,éa'tt'empt

foward cmrrecting the previous: imbalance in mampowel programs
which Zfpcused «n--the. unemployed: as sub-étanti"y ‘the entire S

‘power ‘problem:. Furthermore,. Congressional int=rest in 'up;ga:'g'
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and the needs of the employed workforce went beyomd what the
legislation itsell shows. Some menbers of the House Committee
on Education and Labor proposed thzt specific fimancial‘incen—

e tives be provided to employers to comnduct pilot pmogramsvintended
and designed to upgrade the skills, earnings and occupational
status of thelr emplioyees, Althoughfzhe.spedific/pszosals for
upgrading were not;imdluded in the fixmal legislation, an agreement
was made that-—-the Manpower Administration would address the
problems of the working poor within the internal lzbor market.
The proposed MAS delivery s%stem appexrs to be one of the few
effective means by which this congrassional concernm ¢asm be
‘addressed.l4‘

Given the legitimacy zrd dexirazbility of the =merwices as
expressed in the CETA Zegjislation, the resuits of*he Cleveland
SUIC, Newark ITS, Columbus SIS upgrzding projerts, .and Michigan
State Univer=ity OH Progr=m all demmmsstrated t¥=t the type of

*

services sought by ‘emplos=rs and;thnss-which'wmﬁlﬁ.hersuccessful

*““*m““f“m“in“mgetingthEﬂneedswof'thefundérémplbﬂﬁawiﬁHwW6fkiﬁéhpoor were
- not narrow one—-step upgrading programs, but a.broaﬁer.xange of
manpower serwicés——sunm‘zs'tbose<ouiiined_in the proposed MAS
model. This conclrsston s :strongly smmported vy =ha experience
- of the USU-MDS projerz. The B & D findings: andi lsgdislative intent
ofOCETAwagngore than sufficient to affirmativeZy answer the
question of whether the proupased MAS model is 4$n ‘Eact a manpower
program, |
e e — M1 1€ _the . above-ment ioned-upgratiing - projects clearly-support———
| the need for in-plant manpower s=rvixs=s of the kimd . outlined in |

the proposed model (and there #sz=a stmong desire on the part of

N | ) 228 -
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employers to obtain them), some observérs have questioned
whether the results of upgrading programs will have a lasting
impact. After an uﬁgrading activity has beaen completed in a
firm or organization, there may be a loss of interest on the part
oftthé.employer with a resultant regression from the‘level'
originally achieved--or at least no further proéress beyond
that level. This has led some observers to be rather skeptical
of the value and long-term effects of these upgrading progréms.
The USU-MDS experience has demonstrated why this happens
and how it can be overcome. The problem is that most of the
‘upgrading projects were designéd to provide intensive haﬁds-on
imtervention by outside consultants--during which the internal
manpower systems were modified and speéific upgrading concepts
implemented. The external consulfants then withdrew leaving thé
firm to fend for itself on the assumption that the work initiated
‘would be continued and/or expanded by fhe firm. Under the cir-

cumstances the probability of a less than hoped for outcome is

>

not surprising.

USU-MDS experience has shown that two vital ingredients to
the successful iong—term success of organized interﬁentions of
this type are: (1) the imparting to individuals within thc‘
organizafion of those skills, pOSSessed by the external conSul—
tants, needed to design énd implement such activitiesi and (2) °
the need to hdve sﬁfficient organizationél continuity to allow

the external advisors to maintain some contact and involvement

f*’*“*”m““”WIth*the“orgaﬂization“in“the’futureT~”The“continued*contact
(modest though it may be) is necessary tofencnurage, assist, and
-educate the target employers to maintain and expand their efforts

Q : . )
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to improve their manpower manaéement systems~-including upgrading
components. When this follow-up contact and continuing service
has been available, there is considerably less slippage within
the organization, and the possibility, if not probability, of
continued improvement is much greater.

‘The USﬁ—MQﬁ{gxperience provides a stfong argument for
establishing é~§ermanent delivery system which can maintain
sufficient contéct with employers so that meaningful upgrading
objectives can be achieved over thé long term. While the USU-MDS

- findings do not directly address the probleéms of upgrading--
narrowly defined——they strongly argue for a restfucturing of thé
delivery mechanism for such services éo take iﬁtd account the
reaiities of organiiation life.

‘w0 Beyond~the  foregoing discussion on upgrading, however,

there are a number of reasons for éonsidering the proposed
MAS delivery system as a desirable, if not essential, component

- of the natioﬁ's remedial manpower system. The work of USU-MDS

e e e A ety A e RS i

has demonstrated that there exists a rather serious problem in
~the relationships between.the manpower planning'and program
activities of the local CETA prime sponsors and employers--
with detrimental conSeQueuces. Most'of these prime sponsors

. are fully engrossed in their concern for the dis#dvantaged as
clients and in providing pre-employment services (intake,
éounselling, training, supportive) for them. Consequently,

they lack an understanding of employers, their manpower

concerns;wand*the“manpower'and“training”probIémS”faEéH”WYinh

the firm. This lack of understanding contributes to reduced - -
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effectiveness in developing realistic training programs and in
finding suitable placement'opportunities for the disadvantaged.
Even more serious, it increases thc likelihood of failure in
achieving permanent placement and corresponding opportunities
for development and upward mobility within the firm by those
initially placed. The lack of sensitivity and expertise to

_ deal with such problems appears widespread. It is quite clear

that the "technical assistance and training" now being provided

[ 4

to 1oca1 manpower planning staff under the Teohnlcal ‘Assistance
and Tra1n1ng (TAT) Programydoes not nor, can we assume,'1s 1t
1ntended to get at this problem. Such tra1n1ng, whether pro- ;
vided at the local or Employment and Training Adminlstratlon (ETA)o5 :
regional level is generally designed to enhance the ability of |
the local staff to "plan" and "administer'" manpower programs.154”
This is as it should be. But what is not_understood.is‘that

the local manpower planner and'his staff are not——bj Virtue of

their training orufunction—éthe~appropriate individuals to deallq .

with the substantive manpower management or training problems

within organizations. o
- The same is true for most other personnel in closely
1lied manpower agencies.  Consequently, there is need for the

professional services of the proposed MAS unit to:oomplement_the'”'

role of the planners and client-centered manpower agencies. The

assistance provided can help,them bridge the'present;gapeandﬁfht

insure the successful resolution of ‘manpower development problems. <.

arising within the employing organization,whiohvare_experienced R
by manpower program graduates after placement as part:of'théf

training and placement proaess for thom when carried out on Lho 1ob

.......




" ‘based manpower organizat:ons are present~‘the"MAS un1t would
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Most community-based client recruitment ;.d[referral.organf.

izations are also ill-equipped to deal with the manpoWer’manage—'

mer.f and training problems within organizations.: Many:of’them

are serv1ng as alternat:yes to the Job Serv1ce 1n performlng

the recru1tment counselling, and placement funct1ons. They

do not possess tie kind of sk1lls or techn1ca1 eXpertlse~-or L
rapport with emplmWers-—wh1ch the proposed MAS un1t would have p~;"ﬁ‘
in dealing with jcb restructur1ng,‘tra1n1ng, or other complex

manpower managemesrt problems of employers. Where such commun1ty—

cooperate w1th.mnem by help1ng employers des1gn and develop

meaningful traiming programs and upward mob111ty systems to_i'

successfully accommodate the d1sadvantaged pereons whlch these

'agencles have recruited and prepared for placement w1th -an, employer{g;;

The avallablllty of the proposed MAb un1t w1th the capab111ty }j;f

of working with the manpower planners, “the Job Serv1ce or. other l};

: commun1ty—based client- centered organ1zatlons, holds the promlse R

sulting assistance. Unllke the1r urban counterparts (although

of“substantzally“zmproving thesretention rates and*the“tralning

and developmant prospecis of the d1sadvantaged once they have

"been placed within employing organizations; as well as substantlally

increasing the willingness of private employers to.partlclpate
in manpower proOgrams. |
The USU-MDS exper1ence has also demonstrated the great need :

of pr1me sponsors in rural areas’ for spec1al1zed manpower con—f"

:what is.. sald__goeswfox:lmany.,loi.*them..tool).t,,.,.r:ural..manpowelc__plannersw_ﬁm__“w

do not have the staff capablllty to address some of the more,fﬂ"“"' ‘

techn1cal and qiff1cult plannIng and program development prob—
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~experience, is that it would not contribute to a further dis- =
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lems they face. As a result, some have abdicated their res-

o
1

ponsibilities, while others have sought out whatever assistance
they could obtain--little of which is now available. Thé”

experience of USU-MDS in working with rural manpower planﬁers

a meaningful way.
The recently terminated MSU/OH program has demonstrated
very effectively how an MAS can, in addition to its other

functions, provide considerable support to the Job Service

~wénd materially increase the placements thereby. On the basis of

the MSU/OH experience and that of the USU-MDS, the proposed
model would provide a very desirable approach in helping the
Job Service more effectively accomplish its primary objective

of job placement. The advantage of this approach over placing

the MAS unit in the Job Service, as demonstrated by_thé MSU/OH

tortion or dilution of the job placement focus of the Job
Service, with the 1ike1; result of not being able to successfully -
accomplish either the job placement functions of_fhe objective
of improving company manpower management systemé.

Finally, the USU-MDS experience has shown that-an MAS
unit can, by virtue of its independgnce and deﬁonstrated coh;
petence, provide unique“forms of consultihg'and training assis-
tance to the Job Service, CETA Manpower Planning sfaffs, and
other manpower agencies themselves. Theseméér;iceé ére; for the
most part, appropriate to the speci#l needs of the groups.and
fall outside the forms 6f technical assistance and training

provided by the Employment and Training Administration (ETA)

\\;\
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.regional training centers or other existing off—theéshelf

programs. The help provided can be taillored to the specific
needs of the group requesting the assistance and,draw upon the

more sophisticated skills and competenciesAof‘the MAS unit “»@ﬂe: o

 developed through its extensive consulting work with employers

- and their workforces;"'In effect; the MAS~unit, with the degree

of independence and professiona:'”apabilityfproposed.‘can serve

ffectively as a spec1alized training consultant or trainer

‘for the CETA manpower system (manpower planners Job Service

and other manpower agencies) in - each state or locality by
prov1d1ng 1nd1v1dually tailored or unique types oi training and :
consultinug services to these agenc1es to supplementmthe more - R
general and adm1nistratively oriented training made ava11ablei4
through regional TAT programs.

The recent work of the USU-MDS in training all the Employer

i e e e s =ty

performed for several local prime sponsors in Utah provide

. excellent examples of what can he done. The'results'of this

approach, both in cost and benefit terms, can be compared most
favorably to.those ‘which have been achieved by providing

such training on a standardized basis through the ETA regional
training centers. In both. of the cases cited: aboVe ETA training
through the TAT program was either not available or was. inap-
propriate to the needs of the agencies requesting assistance.

6.5.2 Relationship to other Human Resource
Development Programs

There are several points which can be made: in relating the

creation and operation of the proposed MAS model to the nation's
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other human resource development programs. First, the federal
government has created a host'ofvmanpower programs for.the dis-
advantaged, without regard for or having-made any attempt to -
relate them to the other components of the nation’'s human N _ l . 'hmf
resource system--particularly the industrial training and
ednoational svstems. This unfortunate.situation has been
acknowledged in an obscure-paragraph in the'epilogue of a
just published second edition of a widely used manpower text.

Manpower programs have been consistently treated as a
separate remedial system for a separate clientele. ‘They
‘have never been viewed as a component of a broader human
resource development system. . Their ‘resources: have always ‘
been minor in the total scheme of public and’ private
efforts to prepare and maintain human - resources. In fact, =
most such preparation is pr1vate, “oceurring "in “the "homes I
and the employing establishments. Schools, churches,‘ Co
neighborhoods, and the entire community are involved in
the process. Certainly manpower programs are’ marginal
efforts that can make sense only in a broader labor
market/human resource context, but there is hope ‘that
the emergence of local labor market planning may encourage
the 1nt'gration of manpower and other human resource _ "
" programs,16 ‘ ‘ s

The USU-MDS experience over the past three years makes us much
less sanguine than the authors over the ability of the local

labor market planners to bring about the integration of manpower“

and other human resource programs—-without thevaddition of a

component to the system such as the propoSal'MAS model_or its -

equivalent. The experience of the USU{MDS hasushomnithan an | H:]ptd ;i
MAS unit can serve as a means ofbringingﬁtogether_in a positive ' |
relationship meaningful concern and“activity“in‘the presently -
separate and isolated realms of manpower and‘other human resource
programs. The adoption of the proposed MAS model would allow‘
the heretofore neglected areas of on- the Job training, appren—

ticeship, supervisory and other forms of industrial training,

4
g
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to receive needed attention and be placed in proper perspective
and relationship with the public manpower programs. As already
noted this contiguration would net only serve to improve the |
prospects for successfully achieving the objectives of the
manpower prog1ams, but’ would give the U S. a substantial boost'“‘
in the efforts to integrate and lmprove our lndustrial tialnlng
system generally. '

The increasing concern for the‘problems'of youth unem-
ployment and the growing list of proposals to facilitate the
transition of young“people from 'school to work all point to
the need for the type of. assistance and capabilities embodied

in the MAS 17. The same can be said for the newly emerging

concern "and interest in recurrent education 18 The assistance,'
of an MAS unit which would combine substantial skills and

expertise in HRD with an extensive base of practical experience

éhd’faﬁpcrt'With“émpléyé}swéhd thquorkplacev.could serve as

an important, if not critical, resource to assist in the

‘development and implementation of these programs. .The need

cannot be met by community work councils and otherrvoluntary‘“.
bodies acting alone-~regardless of their composition;or
sponsorship. The# addition of the kind of assistance'which‘
could.be provided by an MAS may mean the difference between
success and failure of many of these endeavors;

6.5.3 Relationship to National Center for Productivity
and the Quality of Working Life

The work of USU-MDS, when considered inflight of the

legislatidn recently passed by Congress on‘November 28, 1975

;ltO create the National Center for Productivity and the Quality

o0 asg
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of Working Life, suggests that the proposed model offers an:'
ideal framework within which to develop a nationwide system

of state or regional centers for Productiv1ty and- the Quality
of Working Life as an alternative to or in conJunction w1th ww,_;Qh;_
the CETA objectives discussed above. The National Center
and its predecessor National Commission have fundeddavnumber
of projects during the past three years to-explore'the dimensionsa_'f
of productivity and quality of working.1ife problemsA'HWhat isr#
un1queaboutthem is their s1ngleness of purpose and substantial
potential for 1mpact on' ‘the 1nternal labors market and the JObS .

of all workers, including the working poor and the disadvantaged

Most of the projects have been s1ngle plant demonstration efforts f

designed to elicit information and. 1mprove the techniques des1gnedF“
to elicit information and improve the techniques and methodology

for successfully introducing and carrying outfprograms‘to

improve product1v1ty and the quality of working life Howeverr,l
apart from a few private nonprofit organizations with limited
resources and impact, there is at presentvnorlogiral deliverv.
system available through which the Natlonal Center can effec—‘ii‘
tively and continuously disseminate and insure ‘the: widespread
adoption of those principles and techniques’ developed

The experience of the Usu- MDS and other related projpcts R
suggest a substantial complementarity of the areas of concern,
competencies of staff and objectives, between the National
Center for Productlvity and ‘the proposed MAS advisory service
units. The creation offa network of MAS units would serve as. ,
the delivery system which, under the direction and support ofb

the National Center, would enable the United States to accomplish ,



the USU MDS and in fact the very philosophy of the un1t from A :

of working llfe' Consequently, USU-MDS has been serving, w1thout-a"ﬁ

fspecific intent or design as ¢ prototype regional center for"

.to more effectively accomplish its stated objectives.' In fact

‘ program--be reJected the close complementarity of the objectives
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some of the work in the area of productivity which is so effec-
tively being carried out by many foriegn nations, but which hasg‘

19

been seriously lagging in this country. Much-of the work of

its 1nceptlon has beehﬁdirected toward the same obJectlves as the

National Center——those of improving. productiv1ty and the quality

Y

ProductLv1ty and the Qua11ty of Working L1fe ‘ -
; The findings of th1s proiect clearly support the proposed v
MAS model as a v1ab1e outreach and delivery system to enable the

National Center to more fully ach1eve the primary abject1ves set

out in the leg1s1ation wh1ch created it. The-delrwa:y system ,
encompassed: in the MAS model is probably more likely %0 faci11tate
the accomplishment of the goals of W1de1y dissem1nating new
techniques and practices to 1mprove productivityrand_the qualitywwvw o
of working life than one or two "free,standingiinstitutes" or

"work institutes" as proposed by several ofbthe;reports“dealing
with this subject. Consequently, the}MAS units envisioned in

the proposed model are seen in a 10"1"&1 close work ing relationfid a
ship to the National Center, with the latter providing the-leader—
whip and central direction and the MAS units disseminating usefﬁi""
ideas and techniques as they work directly withipublic and pri-

vate employers. By such means the National Center will be able

this approach holds so much promise that should the argument

presented above-~that the proposed MAS is in fact a manpower‘
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outlined in the proposal and those cf the National Center suggestl

that it be independently considered on ‘its merits by the1r staff .

_an¢ directors.

6.6 Source of Fundi_g

On the basis of the functions pr0posed for the MAS units
and the relationship with several national manpower programs
and policy objectives, it is recommended that the funding of
the proposed MAS units be prow1ded through seVerai:sources
‘Cermainly the func=ions outllned for theyunits are of such
natore to justify =ome. pub11c support for: the~de11very of these
sservices. The pressdent now well establmshed by Congress te'uf;f;
Tund the work of the Cooperative ExtenSLon Serv1ce and Agri-g“gw
cultural Experlment Stations also provides an appropriate-
analogue which could be replicated in funding them.,-

On the’ basis of "the” USU—MDS experience and the foregoing -

discu551on of functions and obJectlves, it would;appear that

there are at least two 1ogical sources of funding support at‘

the national leve cr the pzopose .S units ' "he Empioymv‘

and Tra1ning Adminlstration 1n the Labor Department and the

National Center forr . Productivity and the Qualityaof Working
Life A third major source of financial support would be VT

income generated from fee—for-service work

The National Programs Office of the Employment and Training :

Administration could make grants under Title III of CETA‘to :m,,‘,,

each state to help establish and provide some institutional

support for these units._Thissupport could logically be provided

'ffor the purpose of fostering the accomplishment of the objectives
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outlined in paragraphs 6.2.3, 4, 5, 6, and 7. above. Given the
current sums of money being expended under.this title (and
CETA legislation generally), the money'required to fund the

proposed program would be modest by comparison.

‘The question might logicalily be asked ‘that- ifftﬁéfﬁfaﬁsgaa“'”f“

services will contribute to the succe ss of CFTA manpower programs
at the local and state 3evel, and if pr1me sponsors have the
-aatkority to allocate esources in harmony with approved plans
should-not the CETA reited serv1ces'providedfby the MAS unlts-‘
ba: Financed by the prime sponsors? The answer 1s that they

prohahly should, but (as noted in Chapter 4) prlme sponsors» f

are just like small employers they want to see the value of the
"services clearly demonstrated beforeethey are willingyto“pay_forv”

‘them. Furthermore, the provision of such services may seem like.

a luxury in a period when overall CETA funding'is shrinking;
The recent experience of MDS in dealinngith'prime sponsors

at the state and local levels in Utah under CETA suggests that

~at this stage of their development neither of these groups is

willing to fund the creation of the basic institutional mechanism

proposed. Most of them are following the old categorical MDTA"

programs and are unable to see how they can more successfully‘
acoomplish their objectives by utilizingbinnovative services—é
even when the cost is quite modest. Some have argued‘thatmthe‘
restrictions placed by the‘ETA'on use of fundsdwouldiprevent
lthem from paying for the proposed MAS servidesveven it they
wanted to. 'While the accuracy of this aqsertion has not been‘

‘determined, it does illustrate the tenor of the arguments

presented, The language of CETA does indicate that some of thei

N 240
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Governor's 4 percent money could be used’ appropriately for this
purpose—-and is in fact being used for closely related activities

“in- several states. In any event, once MAS units are established

through national support and the value of their service is

'wdemonstrated to state and local CETA prime sponsors,'1t is Telt
that they will be-willing, and. should perhaps be-expected, to
pay for some of the services provided . within'their‘jurisdictionst
For example, it would seem both appropr1ate and 1eg1t1mate
for local CETA prime sponsors to use some of the1r funds to pay
for: (a) speclfic technical a551stance and services Whlch are

needed to effectively de51gn training programs or init1ate Jjob

contracting to take OJT trainees; (b) for special tra1n1ng pro—
grams for supervisors in_companies hiring the-disadvantaged, (c)
for assistance in designing or improving training curriculum in

skills centers and other institutional:training“agenciES“to“insure i

their relevance to employer needs etc.; and‘(d) for comsulting or
training services provided to the prime sponsors themselves
1he Adndlﬂg irom the national ETA 1eVel woulu plov1de sup-—

.port for the 1nst1tutlona1 base and insure stabi11ty to the: MASh*
unit. Th1swou1d be espec1a11y cr1t1ca1 at the outset while the;?v
unit is estab11sh1ng cred1b11ity and to help educate employers
and local CETA p1ann1ng officials of»the;value»and importance
- of these services. National support'wouid also aliow‘for‘the~
provision of certain services free and for subsidized rates of
service to promote the public policy objectives embodied in the
unit (e g. dissemination of 1nformation, initial outreach ,and

some diagnostic or other services designed to promote upgradlng,-_,ff
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etc.). The 1eve1 of subsidy womld be dependent ‘uxon the level
of natlonal support available and specific pub11c1pollcy objec-
tives established nationally and locally for the ummits.

]; A second source of financial support‘for the pmoposed MAS

of the reﬂeut leg slatlon which created.a Nation=iT Center fori"
Productivity and Quality of Working Life. Suppozm:through the

Natlonal Center could be appropriately prOV1ded for the purpose

of fosterlng the accompllshment of the obJectlves outllned 1n
paragraphs 6.2.1, 2, 6, 7, and 8 above. BecauSe of the modest

amount of funds currently available to the Natlonal Center’

($5,000,000), support from this souite would neceéssarily be
somewhat limited unless Congress sees it to expand their budget
in light of the expanded@ program of operations beimg proposed

herein. Ten to twenty amnual grants of from $50,0ED'to $100;000

base for a network of regional centers, especially if used in con-
junction with the funds received from the .other sourres suggested.
The National Institute of Education (NIE) and Office of
Education in the Department of Health, Education and Welfare
might be 1nterested in nrov1d1nz support to encourage the accom-
» ,. plishment of the objectives out11ned in paragraph 6.2.9. Other
possible sources of financial support at the federal level might_
include the Economic Development Adm1n1°tratlon in the Department
of Commerce which has provided.some fundlng for spe01flc projects’

-concerned with manpower productivity and the quality of worklng

life. 242 |
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There is also the poss1b111ty that some fundlng for the
-proposed MAS un1ts m1ght be obtalned at . tne state 1eve1 as part .
of state or univer51ty appropriations USU MDS is currently
recelv1ng some f1nanc1a1 support tnrougnt the exten81on serV1ce
n;budget -of--Utah- State~Un1verS1tym1nmrecogn1tion ofmthe value of;gw;ii;
the work being carr1ed out to the people of Utah _ "hiu
Finally, it is ant1c1pated that the proposed MAS un1ts would
carry out a substantial amount of 1ndependent fee for-service e
work wh1ch could be expected to br1ng 1n SOme revenue The recent
.USU—MDS exper1ence suggests that th1s is. both possible and des— f‘“
irahle. However, the same " experlence has c1ear1y demonstrated
that if all revenue must come from thlswsource,ithe un1t Wlll
not be ab1e to carry out the active outreach program needed to
1ocate, educate and perform d1agnostic work with many of the
smallandnmdlum-51zed organizations needing help, and the ab11ity
to achieve the de51red public pollCY objectives outlined above E¢F
will be correspond1ng1y d1m1n1shed and constra1ned For theSe i_.
reasons it is felt that a proper balance between the fee for—hjﬁfh

service work and subs1szed publlc service activity is essential

. for the successful operatlon of1ﬂuaproposed model

6 7 Future Directions

Because none of the previously testedi:' for de1ive"n
manpower adv1sory serv1ces in the workplace hasfincluded all'of

the functions outllned in this proposa] it is difficult to pre-if

dict . exactly how successful it would prove to begfffadopted andv

extended throughout the United States The USU MDS experience,_;uv

together with that gained through the New Jersey ITS Columbus .
:‘ : S v

A
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SIS, and MSU/OH make the authors very optimistic about the outcome.
Nevertheless, it should be recognized that there are a variety of

environmental conditions existing in the U.S., both in terms of

;ﬁé ‘ geography, industry, populatlon culture wh1ch mlght affect the
I outcome of 1mp1ementang the proposed model in some areas. The

key clements to the success of the JSJmMDS -the rccrultmen and’
‘retentlon of a competent staff and the creation and maintenance

of a favorable environment in which they could develop and operatel—

may be difficult.to replicate on a wide scale..- There may also

be some latent interest in further developing alternative models

for dellvery systems-—such as the one proposed by the E F N
‘Shellcy 1esearchers on the basis of the Columbus SIS and Vewalk
.ITS experience. o .

None of the prototype MAS modelsl(except‘USU~MDS) have
anticipated nor recommended the range of functlons or type of
financial arrangements for such a sysitem as those proposed in
this report. And certainly the USU~-MDS project, wh11e it has
functioned to a degree in most of the proposed areas,.did not,
because of the original project objectives and subsequent fin-
ancial constraints, fully explore all_thevdimensions or functions
proposed. Therefore{ it is recommended that several{additional N

N MAS units be created along the lines outlined herein in states and
locations with a var1ety of geographical and 1ndustria1 settlngs

In addition, :f there is substant1a1 1Lterest in the propositioun

that state Job Service agencies should carry out more extensive
technical‘servicevprograms, it might be appropriate to fund
several Job Service based models with the Columbus SIS as the

'framework or, more appropriately, using ‘the functlons out11ned

o244
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~ for the university-based model, or some modification thereof, asiiﬁ;;g :

'report have some serious reservaticns about the Job SerV1CQ belng ‘“:

o b o b et o b et

'exﬁéatéa“fa'pfdvided”"rﬁé“fﬁﬁag“géﬁéi&féa*ffam“tﬁasa“§5ﬁ$6é§“w€ir“““

BRVEY Federai ﬁegiun“_ur un_che uasls oL popuratlon 01 luuubLlel

~ concentratlon‘> (The USU- MDS exper1ence suggestsfthat a sma11_

‘should now be d1rected

.,and one-half years of experlence by the USU—MDS prov1de a very ‘

‘”7compelling case 1n support of the need for pub11c1y sponsored

the basis. - For the reasons stated e1sewhere, the authors of this f

the best location for an MAS unit, but perhaps 1t should be

exploredwfurtherfmwifﬂso, the add1t10na1 pilot proaects could be

used as a further test and comparlson ot the two models,
The next stage in the testing of the proposed?undversity—""b}'
based model could also help estab11sh the v1ab111ty of the fund—
ing approaches out11ned‘above. For example, what forms of natlonal
support could in fact be'developed° Are there any sources other gf;n
than CETA Tltle III or the resources ava11able to the Nat10na1
Center for Productivity and the Quallty,of Worklng L1fe° Are
there any other possibilities at the natlonal 1eve1 through theW?‘.
NIE, the Department of Commerce, or elsewhere? How much revenue

could local sources of support and fee~for—serv1ce work be

probaoly vary dpendlng on the location and c1rcumstances of each

unit. How many MAS unrts shou1d be.created9 One in. each state? rfyt

five or ten man un1t cou1d effect1ve service a state the size

of Utah ) F1na11y, speclflc gu1de11nes would need to be drawn

up to he1p determ1ne the development and fundlng of the system IR

on a - national bas1s It is toward thls end that the efforts e

It is the conclus1on of th1s report that the past three¢{“””“




manpower adivsory services as an essentiallcomponent of our
nation's human resource po]icy-when conéidered,in 1igbtvofi

(a) experiences of related manpowcr adV1sory gerv1ce experlments

o= (D) the - reconmendaxlons of- numurous expert ~~~~~ bod1es~*(c) therrﬂf;f;v:”

a

'recent manpower program experlence under CETA (d) the domestlc-‘

and forlegn developments 1n 1ndustr1a1 tralnlng, and (e) the‘most}

recent 1nterest in product1v1ty and- the quallty of worklng-l fe
In the judgment of the authors the model.propOSedn
chapter prov1des an attract1ve, rea11stlc,'and economlcal way.

to meet’ th1s necd

ERIC
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