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ORGANIZATION 77r. EPORT

Volume I of this rr ont 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 consulting service was established at
4

a state land-grant university td provide a broadly based

technical assistance program directed toward improving per-

sonnel systems, training approaches, and other manpower
WI,AN. W. TLL 4

management practices of private firms and public agencies.4

These services were provided to employers and their workers

in order to improve organizational productivity, the utiliza-

tion of human resources,and the quality of working life.

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 project history, a summary

statement of objectives originally set out for the project,

and a description of project activities.

The project findings are presented in Chapters 3 and 4.

Information obtained about several other employer service

programs are presented in Chapter 5 along with a brief

summary of the related findings from the upgrading demonstration

projects. 13
1
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Drawing upon the findings and conclusions contained in

the p-oceding three chapters, Chapter 6 outlines a proposed

model for delivering manpower advisory services to the

employed workforce, explains how the proposed model might

fit in as a component of national 1 power policy, and makes

suggestions for allure directionc

Volume II of the Report contains the technical Appendices

to which reference is made in Volume I.

1.4



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 was seen as

an opportunity c-) ey -)re the,hypothesis that many U.S.

employers, particularly the small and medium-sized ones,

'experience substantial training ana-manpower-manageme4t

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 quality

of working life for-the-workers, and fewer opportunities

for them to develop and advance within the organization.

The research hypothesis of the project was to be

explored through a small, but highly competent human resource

consulting unit established at a state land-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 hoped for'outcome would hp

a'significarit and measurable improvement in the training

systems and Manpower management practices of employers in

the area.

Providing competent consulting and advisory services to

employers to aid them in identifying and successfully re-

solving their training and other manpower management problems

was seen as an effective means of giving attention to the

3
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heretofore neglected manpower service needs of the employed

workforce. It was felt that the provision of manpower services

to this groupwhich includes the vast majority of the work-

force--was meritorious and justified in its own right.

The expected outcomes of increased productivity and improved

quality of working life were seen as wholly adequate to

justir diture of public fundo for these services.

The 1962 Manpower Development and Training Act (MDTA)

was considered broad enough to include concern-for the

employed workforce, and hence, the. funds made available

through that legislation to the Office of Research and

Development (ORD) in the Manpower Administration were

considered a logical source of support for the project.

However, it was recognized that the shift in public:policy

which mccurred in the years after 1962 pl, ed increased

emphasis ou the use of MDTA funds to atei , rious categories

of dioagdvantaged persons to prepare forav obtain employment.

This change in emphasis was not considere- a ba: rier to the

USU-MDS project because it was felt that the provi.:Jion of

manpower services to the employed workforce through the

employer would, directly or indirectly, result in more and

better employment opportunities for the target groups. This

,would be accomplished by (1) helping employers more effectively

traxc,,, utilize, and upgrade their workers, including those

comiag from the ranks of the disadvantaged; and (2) the increased

emplogment opportunities made available by the now more

productive firms.
16
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While the originators of the USU-MDS project proposal

saw the project in the broader Context of facilitating all

aspects of human resourcR development within the organization,

the proposal was reviewed and ultimately approved because it

complemented the upgrading research then being (arried out

under the sponsorship of the Manpower Administration's ORD.

Upgrading research and demonstratiofi (R &.D) projects

were started in 11'06 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, other

serious problems remained- Once in.the plant setting,

usually 1. ertry-level job, these individuals tended to

become lociced -into the entry jobs. As one observer noted:

"they were In but barely."

Again nortva channels of acculturation and social-
izatton tcl, the job ,environment were cut off; there
was iLattle, if any, opportunity to develop additional
skillA rtielelsite to advancement to the rext level
by Tarking in the entry job. The job had little
relaship to anything above it...or along side
of IL was avad end. 1

The 1W.0 sponsored upgrading R &Aaelforts, at least

in the ini,10.1 phases,,centered upon tam application of

special t4ohnigses and training procedtres (one-step

upgrading) dmisned to assist the disadmantaged employees

break out of loa=level, low-skill, dead-end jobs. Later,

the emphasis mpgrading :projects shifted to "career ladder,"

and "upward moftility path," as well as "genRralizable

models."
17
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An interim review of the first five years of upgrading

R & D efforts by ORD and the National Manpower Advisory

Committee, made in September 1971, provided the basis for

authorizing the more adventurous, if not heterdox, projects

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

indicated that there was still a favorable climate for

continuing upgrading research. However, the major emphasis

on "fiands-on" upgrading projects.(in the sense that pro3e44:

staff attempted to provide upgrade training direCtly to-

workers) led to an increasing recognition that a substantial .

proportion of employers were capable, potentially if not

actually, of providing upgrade training on their own, provided

they could develop or have access to adequata technical

or diagnostic services. The increasing recognition of this

fact, coupled with the "somewhat mixed results' of the

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

and testing ways to deliver "hands-off" services (financial

Eissistance and other types of consulting assistance) to

employers interested in upgrading their workforce.
3

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

fortuitous convergence of the USU initiated proposal concerned

with providing manpower consulting services to aid the

employer and the employed workforce and the ORD thinking

relative to the future direction which the upgrading

R & D efforts should take. As it turned out, the USU-MDS

project was one of the last of the upgrading R & D projects
,z

to be approved by ORD before interest in the area waned and

a financial pinch virtually brought to a halt all such activity.

1t1
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While the USU-MDS project was approved and funded

within the context of the upgrading R & D program, it was

not an objective of the project to be concerned with the

"hard core" disadvantaged workers, nor even with upgrading

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

as noted above, it was assumed within the rationale of the

proposal that some of the benefits from the work of the

diagnoEtic and consulting unit would accrue to these groups,

the focus of the project was not limited to nor even directed

at them. The intent of the project was to explore the broader

manpower management and training concerns and needs of

employers and the employed 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 resource development

within the internal labor market. Its field of focus and

concern went considerably_beyond upgrading as defined by

the other upgrading projects. The USU-MDS project started

with a premise similar to the conclusions smbsequently

reached by a number of the upgrading projects: that what

is needed is a more comprehensive approach designed to

encourage.the creation of an "upgrading environment," and.

"to develop a broad approach to improving company manpower

management systems." 4

The USU-MDS project, because of its broader objectives,

:approached the frontier of what has traditionally been viewed

4113- the domain of public manpower programs:. With its dual

moncern for increasing productivity and improving the

1 9



utilization of manpower within the organization, while at

the same time improving the quality of working life and

increasing opportunities for development on the part of

employed workers, the project's objectives challenged the

prevailing view that to be considered legitimate a manpower
_

program must Ueal exlusively and/or directly with the

disadvantaged. Notwithstanding the skepticism thiF approach

may have engendered in some quarters, the result was a

project which,-becanse of these unique.objectives, discoverdd -

and partially explored the dimensions of a serious gap i

U.S. manpower programs and policy.

L..2 The Gap in U.S. Manpower Policy

The dimensions of the gap in U.S.=manpower policy

which the USU-MDS project helped to identify and explore

are summarized in the_following propositions:

The overwhelnii:ng concern and narrow focus of manpower

programs on the disadvantaged as clients and upon

providinq pre-employment, nnunsellinc', and placement

services for them, have resulted in a widespread

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 adminis'trators.

Mere ie a corresponding failure on .Lhe part of most

CETA manpower planners and program administrators to

Tecognize that the successful resolution of the

manpower deVolppment problems of the disadvantaged

inumt includia -real- concern for and-meaningful
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programs designed to deal with the manpower practices

and environment within the employing organizations.

o 'Therea is n persistent refusal to acpt as 1P,!vitimat

and hence worthy of support under exiking manpower

legislation, those programs :and services designed

to-deal-with the-needs. of thia employed workforce,

partiLularly if they are delivered through the

employer.

The nation's existing manpower system, including

the recently createL 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 employed

workforce generally.

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 .deveaopmgmt in industry as well as the'

productivity and the quality of working life are

virtually nonexistent--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
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Th'rf ,ubstantial and d qnstrablc neeci for

manpow-r aiment advisory and consulting services

by private and public employers, both large and

and small, reflected in the nature and severity

perceived organizational problems.

The problems most frequently ütédLTäñd
mentioned by employers can be classified into

three principal categories: (1) criterion-
related (turnover, absenteeism-;- productivity,
labor shortage); (2) technical (hiring, re-
cruitment, selection, training; orientation,
wage_and_salary_administratiOn.40...nPubumaP--...
resource problems); and (3) human relaiioni
(motivation, dedication, supervision, attitude,
communications, manager sensitivity).

In order of severity, human relations problems
are considered hY employers to be the most
serious in affecting organizational performance,
followed .clOsely by criteribri-related problems,
with technical problems considered the least
serious.

-

There is a strong,positive correlation among per-

ceived problem existence, problem seriousness,

and receptivity to MDS,services. The more sensitive

au 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 assistance-

There is cmnsiderable employer receptivity to the

advisory, consulting, and technical services delivered

bY the MDS consulting unit;.

71 of the 141 firms contacted at the outreach
phase desired some further contact ancLapPropriate
form of involvement, a success ratio of better
than 50 percent.

With the exception-of some of the very young
(0-2 years), the very small (0-25 employees),

22
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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 receptive to MDS
services.

The_previous use of consulting services by an
ethployer correlates positively with receptiVity.

_Thelligher_in.7the,.organization-hierarchy_the
initial contadt is made, the more receptive
the organization is to MDS inVolvement.

The delivery of manpower management advisory and

consulting services to employers has a substantial
-- -

and positive impact on the organization and the

quality of working life experienced by its employees.

Over half of the employers responding to a
follow-up survey questionnaire felt that MDS
had considerable or, some effect on their
organization. The effects noted fell pre-
dominantly into categories of increased
productivity or quality of working life
considerations.

Fiity-eight 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 mentioned were increased work
satisfacLion, income benefits, new positions,
confidence and competence, and the quality of
working life experienced by hourly workers.

While many employers had.difficulty assessing
any measure of productivitylh their organizations
due to the lack of technical sophistication or
availability of data, the.effect of MDS services
on productivity was calculated as.positive by
35 percent of the employers responding to this
question.

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 and nation.

An overwhelming percentage (81.4) of employers
worked with were desirous of further contact
with MDS following substantive involvement at
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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.

Large employers are able and willing to pay the

full costs for the manpower consulting services

delivered to them. Small and medium-sized employers

are much less able or willing to pay; although their

willingness to pay increased somewhat after receiving

assistance and observing the benefits therefrom.

Small and medium-sized employers are less likely_to

seek or utilize needed manpower advisory services

unless extensive outreach efforts are employed to

bring knowledge of the availability of services to

their attention, to educate them as to their

value and use, and to defray part of the costs of

delivering the services.

Without some form of public subsidy 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 costs) and the type of services delivered

will be restricted to those specifically demanded

by this class of employers. There will 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 the disadvantaged, upgrading the employed workforce,

increasing productivity, and improving the quality

of working life'

2 4
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The experience of the USU-MDS and the project findings

relative to other existing delivery systems have

demonstrated th . while 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 substantively assist employers in developing

their workforces.

The university-based model holds considerable

promise in serving as an effective means of assisting

the local CETA manpower planning system to deal

with the manpower and'training problems encountered

by the disadvantaged in the workplace--problems

which are currently unmet or are being ignored

due to the lack of interest in or,understanding of

the problems, lack of credibility, or lack of

expertise with which to deal effectively with

them. Furthermore, a numbe'r of the gaps currently

existing in the Employment and Training Administration's

Technical Assistance and Training (TAT) program for

prime sponsors themselves could be filled by such

a unit.

Finally, and most significantly, 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 td deal with
.4$

problems of: (1) the disadvantaged in the workplace;

(2) training and manpower management practices in

industry; and (3) the most important recent cpnCerns

associated with productivity and the quality of

worIcing-life. By SO-doing, a serious gap in,the

nation's manpower system could be closed.

1.4 Recommendations for Future Directions

A model for a nationwide system of Manpower Advisory

Service units is proposed. The model envisions

one or more teams of highly comptetent manpower

management /human resource development

operating out of a-college or university (or other

appropriate base) in each state or region, who would

provide a specified range of diagnostic and consulting

services to public and private employers and manpower

agencies. Financial support for these units would

be provided thrOugh a combination of federal 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

develdp the necessary guidelines lor expanding the

system on a national scale.
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2. PROJECT HISTORY, OBJECTIVES, AND ACTIVITIES

2.1 Project illEloa

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 quality training

and other manpower advisory assistance.
1 The research

also suggested that these services were not being provided

in sufficient quantity or appropriate quality by existing

private and public agencies. Because of the potential :

contribution the provision of manpower advisory services could
k

make to the nation's manpower policy objectives, and

exploration of the need for, feasibility of, and impact of

such services on the organization and.its employees

appeared warranted.

On the basis of the perceived need for manpower advisory

services by employers and the potential benefits which could

be derived therefrom, researchers affiliated with the Utah

State University/Economic Research Center proposed to the

Office of Research and Development (ORD) (Manpower Administration

U.S. Department of Labor) in the spring of 1971 that a pilot

feasibility study be undertaken to irvestigate certain

aspects of the problem area outlined above. The proposal

was presented as a logical step in determining the course of.

U.S. manpower policy, and one which built upon the research

and experimental projects.previously or concurrently sponsored

by the Manpower Administration.
2'8
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Because of the innovative nature of the proposal, and the

fact that such an activity had never before been contemplated

by the ORD, i.e., .providing training and other manpower

management advisory services directly to employers and the

employed workforce without being spebifically limited to

a concern for thc unemployed or disadvantaged, the proposal

underwent an. exhaustive series of reviews by outside panelists

and the research subcommittee of the National-Manpower

Advisory Committee to the Secretary of Labor.

Reviewers in favor of the proposal looked upon it as

a unique opportunity to explore the dimensions of the prob-

lems faced by employers in dealing with their human.resources

and to test one mechanism for delivering professionally

competent manpower advisory services to the employed workforce.

The proposal encompassed an exploration of problems and

approaches to their solution which went beyond the more

narrowly focused upgrading projects then being conducted

--------un-der-ORD sponsorship.

eviewers who questioned the value of the proposal

wondered whether a project designed to improve employer

manpower management systems, worker producAivity, and the

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

within the terms of the Manpower Development and Training

Act (MDTA). They apparently constru.A the objectives of the

MDTA (and by implication the Comprehensive Employment and

Training_Act) as_applying,only_to_ narrowly-focused "target

groups," e.g., the unemployed, underemployed, disadvantaged,

and other such clearly defined groups. There was some
'r
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doutrt tn their minds whether delivering help to the employed

wortafcroree at largc tIttnuch-: the AMM ploy em4, pit0i.fied as a

manac program, e4en IL ' by means of stv:h -efforts the working

A S and job oppw-0414m1ties- for the target groups were

,i2z-prc

Niter all viewpoints were considerk Lboroughly, ORD

made e decision in April 1972 to approv, the project.

-'--icause of the na=nre and extent of .,he research

objec-Aves, the project was conceived and planned as a

multi-year effort. The objective of the first year was to

focus on the preliminary feasibility 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 30,

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

project was funded for a second year from July 1, 1973 to

June 30, 1974, and for an additional fourteen months from

July 1, 1974 to August 31, 1975. Two additional extensions

liere 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 whither additiOnal areas

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

below.
30
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loss of funds a1rea.1,- obligated for ftscal

year 1W:(N ry. Aanpower Administrati( i's Office of Research

and DevenOnt--.ssulted in a drastic mduction of funds for

this and 1 quM0-4A r of other ORD-funded projects during -7.;21e

latter par- -14vs thir& fiscal year. FOr the USU project,

nearly 4S (-:ent of the fiscal 1975 budget was cut. This

loss of f. ioming as it did halfwa-7 through the fiscal

year, for, tihe project staff to severely curtail the work

of the op- ikt,,q4,21 MDS unit and abandon some of the research

objectives luti-i,1Pd for the final year.

Howec-,r, (through the diligent efforts of the USU staff

and the re, rlition of Utah State University administrators
-

of the consi,derable value of the work being carried Out

by the unit. Stfficient funds were obtained to enable

the unit to camttnue functioning. Approximately $40A00

were obtained frmm various sources during 1975, about half

in the formatfmntrestricted -funds and the remainder in the

form of
,

z-rarts for proposals written by the

staff or fee-far-service work similarly obtained. Some

of this newly obtained activity was closely related to

and contributed toward project objectives. Other activities

engaged in were l(Pqs relevant to specific project objectives,

but shed considerable light on related manpower issues.

As a cons :4 0 =4 ce of the loss of project funds during

the thrid ear, two staff members were laid off on December

1974-:- At the same-t ime-one-staf f-Memb-e-f7-fa-§-151-6k-e-d-

up by Utah State University and placed on other funds.for
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the remainder of the fiscal. year. Two additomal staff .

members left MDS on July 31, 1975. The conEequences ot this

reduction in staff mere that little direct i,.7.n..fect activity

as aatlined in the third year proposal could'he-rcarried

out during the period January 1, 1975 to Decemibler 31, 1975:

The resources remaining from the ORD grant fundo. were .

husbanded carefully for the purpose of furtbe=ting the objective

of institutionalizing the advisory service unit at USU and

for use in the analysis of data and writing-uf the final

idPort during the final months of the project.

2.2 ProSect Objectives

The overall objectives for the project were to explore

with employers in selected'industries and/or localities whether

and what kinds of diagnostic and advisory manpower services

were needed and would be accepted by them, and how such

services might realistically be provided by a small staff

operating-under-the auspices Of a university.

2.2.1 Etrst-Year Objectives

In accordance with overall objectives for the project,

the first year objectives were to:

Establish a Manpower Development Service (MDE) unit
at Utah State University.

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

Estahlish a program of training. for the pr.
staff.

4=111 onal

Identify and select an Advisory Council to provide
advice on the industry group or groups and/or a
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particular gl.,ographica1 locality in Watch discussions
of interest project exploration woule7' concentrate.

Monitor effc7ts of other universities ,-4=1 non-
profit argan..1.zations providing manpowerAmid training
technical ass,....stance ma see what could te_learned
from their experience. A similar revevr.-And
analysis of rellevam71- Lessons was to be undertaken
with regard to the industrial service :experiences
of the Utah State Employment:Service.

Begin working with firms- in the target area to
determine what technical assistance they appeared
to want and need. This was to be accomplished
by means of an assessment of employers' current
manpower development objectives and practices,
carried out in relation to the technical guidance
and actual services the project staff judged it
could reasonably and appropriately offer. Develop
specifications for: (1) the types of tires with
which it would seek to work; (2) the types of
manpower development problems on which it would
seek to focus; and (3) the types of diosgnustic
problems on which it would offer during the second
and longer period cd the grant.

Work with specified firms or industriesin a
target area to diagnose their manpower: needs and
to provide certain services directed towarft these
ends, as deemed appropriate. The nature and
extent of the project staff's iiivolvement -with
each employers would depend upon the recommendations
of the Advisory Council and on the_specific
diagnosed desires of the respective employer
firm.

In working with these employers, an attempt would
be made to clarify the distinctions between
diagnosis, advice, and the actual provon of
traintmg, job analysis or structuring, :and other
ope :.maga,v al services..

Concentrate on developing specific caSe, experiences=
and criteria for the identification of generalizmkEIe
employer sittm-Ptions and needs Ior whih. diagnost.±.1.,
and technical aid _from a small unviersty-based
staff would.beappranriate and femsihIe--as
contrasted-to-those Lzves of emplinyer situations
and needs for which other or more-extensive
technical aid would be required.

Establish and maintain an appropriate system of
record keeping, identifying and documenting-project_
process and significant project findiugs.
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Report findingS of feasibility.

2-2.2 Zecond-Year!OnaLliyes

developmenta: --)rk of the project's first year

foromme_primarily on tts, creation of MDS and the development

at: al service model. ,9amond-year objectives were to:

Refine, operatiorm:ize and test the conceptual service
model.

Develop and document the MD5 staff training program.

Develop and expand the working relationship between
the MDS staff and -the Advisory Council.

Continue to monitor the work of other advisory
service organizations.

Convene a review panel to examine the conceptual
basis :for the projpect and determine whether additional
areas of work werawarranted.

lhirE4Year Objectives

The thttrd-year-tibjectives were essentially a con-

tinuation cf:thosto vntlined for the second-pear, with

the atditirnr-of several new-objectives-whtch7arose-out-

cd! rale recommendations of the review panel- These were

Continue tm ational mode for the purpose of
enlarging th@ sample size so that necessary data
could be obtained lorthe successful evaluation
of the Imadatt that MDS intervention was having
on-empikoyer mampomer management systems, work-
forces;, amd organtrational productivity,

'Explore the fee- -services question, i-e., the
willingness and. shtlity of employers to pay for
MDS-type consultippg services.

Develop the internship concept as a means of recruiting
and training human resource analysts to perform
traimimg and manpower consulting -work-

3 4
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Initiate activit7 leading to the institutionalization
of.MDS at USU.

Disseminate the fintins and demonstrated practices
arising out of tte groject.

Prepare a final report.

2.3 Sum=ry of Project Activities

The First Year

The core staff of USU-MDS was initially made up of

three faculty members from the tSG' College of Business:

the project director, Mr. Gary H. Hansen, a manpower

economist; and Drs. John R. Cragun andanbert C. Mecham,

both industrial psychoaogists. The proposal called for thQ,

employment of three full-time professional staff members

to function as am operational team of Human Resource

s with ORO uember to serve as the team leader

and Associate Di:ector of MDS. lbs six =ember p=ofessliOnal

staff--three unvio:trsity gmfessors servim-pait-time witb

--MDS:and thne fifEE-1.01tmeHoommil Re ultree Analysts (or IIRAs

aseya maLlEd)-- vas-to be supported by the employment

of a fuil-r:jme- secretary/administrative assistant.

.Xxtcnsive re ruitimg throughout the Untted States was

carried out during June and July 1972 in an effort to

recruit-staff members. Some 63 applicatioms for the three

Human Resource Analyst positions were recetveth. After fairther

sane:emit% and intervteving, all the posittuns -were f-rITO "by

ei August 1 01

In recruiting the-operational team of' HRAs, the

intentlam -was 7tO:halamce the team with regard to skills and
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experience. However, it was'dectded at the entset that if a

choice had to be made between sxerience ana ability, greater

emphasis would be placed on the intellectual and personal

qualifications of The candidates rather than on their business

or training experience if in the ,judgment of the core

stalf, the candidere lacked theE7.1-mtellectual or-personal

qualities constdered important to the ultimate success of

the team. The aNerage age of the team members ultimately

selected was 30 years. They did not have any specific

background in the fleld of training or manpower, but all,

had received graduate training, two having MHAJe end onei

with all the requirements fax a Ph.D- in Imulali'e edminisration

except for the dissestation_ All af them h-d tad severil

years ofexpertence ln lousiness or government service.

The senxelary/admintstrative :assistant h7fri!klad a B.A.

in Engli and-two VVV.TS emmerdence as a :secretary/office

aanager for a:firm 27-,ff consulting engineers_

In the-weeks-foTiowing-the-Intrng-af-the Mte-onerattonal

team of three Human aesource,AnalvLs, a baste program of

training (described in Chapter 4) wms developed and implemented

to provide th-e.srg witt, ds .lowiltedgte -and skills

it was felt theT :needed ±o funntion aa,competent manpower

consultants. Ton-currently, -the entire MDSotatf struggled

to develop andlrefine the, projezt frameworket out in the

original proposaa,_ The initiallmlannirg dtwmssions were

followed by on-site visits, in Zieutember_1971:, by the project__

director to the Columbus S1CFT1 Improvement Systems project

and the New Jersey Industrnmtimbig:Bervice at Newark.
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As 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-proposal 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 determination of

specific firms or industries with which to work, the locality

in whidh the initial discussion of interest should be

conducLAtd, and the development of tighter specifications

oT the diagnostic assistance to be offered and concentrated

orr_in 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

governmenial community were ultimately identified and

recruited to serve on the Advisory Council. The group

was fully constituted by the end of September 1972.

The original plan of action prepared for the consideration

of the Advisory Council called for the MDS staff to engage

in three types of activitiy during the first year: (1)

conducting an organizational survey with a large sample

of_firms in the project area (the state of Utah) to identify

7possible-manpower-problem-areas-and-employer-attItudes=-

(2') conducting an in-depth organizational analysi of manpower

problems in cooperation with selected firms, but to stop
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short of remediation phase; and (3) undertaking steps to

assist a small number of firms (three or four) plan and

implement remedial action. The services would be provided

free of charge to the client firms.

The plan of action called for the initiation of an

agreement with the British Industrial Training Service

(BITS) to undertake a review of MDS's work in conducting

the training survey. BITS consultants would also work

directly with MDS personnel in conducting diagnostic work

and in initiating several pilot training programs in

small number of firms willing to 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

of the British ITS consultants was to insure that both

objectives were fulfilled. A final visit by a British ITS

consultant would be scheduled several months later to

eva-luate--the-overall-progress-of-the-MDS-tearni-to-evaluate

the various pilot programs undertaken, and to offer suggestions

and analysis for the future direction of the project.

A first preliminary meetinc was held with the Advisory

Council in October 1972 to get organized and acquaint

council members with the MDS staff and project objectives.

Subsequently, on November 21, 1972 a half-day working meetin

was held to present the Council with the MD8 plan of

action for their consideration. The Council was optimistic

about the receptivity of firms to MDS and its services and

saw no major obstacles to hinder MDS activity. The biggest
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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 referrals 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 activity to be-under-

taken since much of it was already being collected by organi-

zations such as the Employment Service and State Division

of Industrial Promotion. However, the Council felt that

it would be valuable for MDS to tap these sources of

information for the purpose of increasing the staff'

knowledge and understanding of the community. MDS could

also utilize this information to advise employers where to

go for assistance in resolving specific Manpower problems.

The Council recommended that MDS concentrate its energies

on the second or diagnostic activity .(in-depth organized

analysis of training and other manpower problems) for the

present, while taking advantage of stifficient opportunities

in the third category (planning and imPlementing remedial

activities with client firms) to provide the MDS staff

with the breadth and depth of expertiSe aAulit".of this

type must have to successfully accomplish its objectives.

--The-Coun-ci-lfel-t-thattheitiajb-'rTireor-fiifidtion of MDS

at this point in time shOuld be that of a catalyst en-

couraging managers to identify and think through
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problems, then working with them to help resolve those

problems identified.

The Council recommended that during the proje t s first

year MDS should con-Pentrate on medium-sized and small com-

panies which it was- felt would not, in most cases, have the

in-house capmbility to deal effectively with their human

resource probaems. However, because of the need to establish

a "track recc:rd," the Council suggested that MDS be flexible

and accept amy opportunities that presented themselves.

On the basis of the experience gained during the first

year, the: Cbmacil members felt they wolild be in a much

better nosltion to help establish appropriate criteria-

for the selection of firms that should be serviced by an

MDS unit and the services that should be provided.

Other recommendations made by the Advisory .Council

were that MDS establish contact with community manpower

organizations such as the Employment Service, State Manpower

--Planning-Council-,-etc. These groups should-be made-aware

of the pmrpose and objectives of the project and, where

appropriate, their assistance sought in publicizing the

availability of MDS services. In addition, MDS should

seek -to -1,dentify 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 services with the work of these groups.

On the basis of the Advisory Council recommendations,

the proposed survey of firms was abandoned. Rather than

placing emphasis on a survey instrument and the collection
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of quantifiable data which could be used tO identify

employers' perceptions of manpower problems and tO provide

feedback to them about the local labor market, it was

decided that the first level of MDS activity should instead

focus on outreach and publicity. This would include:

Personal contact and close cooperation with key Andividuals
in the business community;

Wide dissemination of pamphlets and other descriptive
material introducing MDS;

Introductory presentations tb service.clubs, trade
associations, and other interestedgroUps outlining

.MDS services and pointing out common manpower. probleMs
of possible concern to employers;'and

Initial visits to emploYers, explaining the general
nature of MDS services and offering specifiCIprObiem-
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 activiiiesfl part-

icularly in the Logan iirea, had been initiated as early as

October 1972). Personal contactswere made/with community

and business leaders to acquaint them With MDS And to solicit

their support in making,preliminary contact with firms or

providing referrals of firms that would be..receptive to

MDS assistance. These contacts were made in LOgan, Ogden,

Brigham City, Salt Lake City, and Provo with Chamber.of

Commerce directors, Employment Service office managers,

City and County officials, MDS Advisory Council members,

trade association representatives, and, presidents and

program directors of civic clubs, minority groups and others.

Wherever possible MDS staff met with these group6 and
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made presentations describing project objectives, MDS

services, and mode of operations.

In order tofurther publicize MDS, a brochure explaining

the organization and its operations was prepared and

_distributed .(see Appendix A). In.addition, copies_of_ _

the pamphlet Upgrading Your Workforce: A Key to Productivity

prepared by the E. F. Shelley .t.-.)mpany for the Manpower

Administration were distributed. Flyers announcing a

forthcoming MDS workshop were mailed to employers inviting

them to participate. On the basis of the favorable response

to the invitation, several of these seminars were subsequently

conducted in the spring of 1973. They were designed to

bring a group of employers%together in an informal setting

to discuss common manpower problems under the guidance of

MDS staff. The objective of the seminars was to develop

a sense of awareness among employers of the manpOwer

dimension of their operations which would make them receptive

to MDS Assistance. In addition, the seminars we7:e designed

to teach the employers the analytical skills which would

help them diagnose their own problems.

As a consequence of the foregoing outreach activities,

approximately 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 2000 employees. 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. Of those

firms acknowledging problems, all except five expressed

a desire to have MDS perform a diagnosis in their or6.nization..

The provision of diagnostic services to interested

firms contacted through the outreach activities was initiated

in the winter of 1972-73. However, the Shortness oftime

available between the commencement of diagnostic work and

the deadline ior the submission of the first-year final

report (and proposal for the second-year funding) did'

not allow for a substantial amount of diagnostic work.

Although the firms actually provided with diagnostic

services by MDS prior to April 1973 were relatively few

in number, the results did indicate that useful diagnostic

and analytic services could be provided to.employers by a

small, competent -consulting staff. There appeared to be

a real need for this service as indicated by the percentage

of employers willing to accept such assistance under the

conditions which they were then being provided and by

the wide variety of problems being encountered. Employers

appeared satisfied and pleased with the results from their

involvement, and MDS began to develop techniques for providing

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

4 3
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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 01° on April 12, 1973, set out the results

of the work to date and presented the conceptual model

which was to be established and operationalized during the

second year of the prc'ect. 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, uotential
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
serviceP, together with their supporting activities,
comprised the MDS service construct, the single.most
important element mithin 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 14.1.4T (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. Outreach. MDS activities were initially directed
toward creating interest among employers as to how

.assist -them --in- ameliorating- theirmanpower
problems. The major components of this process
were as follows:

(a) From preliminary research, the MDS team would
identify firms within an industry or geographical
area upon which to focus MDS services.

(b) Through utilization of the Advisory Council
members, Chamber of Commerce, or other in-
fluential persons or organizations, the firms
identified would be brought together for a
workshop, seminar or presentation to introduce
MDS services to them as a group. Alternatively,
information about the MDS services would be
disseminated to the target firms through
the auspices of the cooperating group or
agency.

(c) From the group presentation, individual
meetings would be arranged with each firm in
attendance These_follow-_7up_visits_would
require a high degree of skill on the part
of the MDS staff members to effectively deal
with employers' perceptions and insure an
understanding of how MDS could be-of assis-
tance. The individual styles and interpersonal
skillb of each team member were considered to
be the crucial element during the initial
approach. Once an understanding had been
achieved as to the appropriate course of
action, it was essential that an agreement
be immediately verbalized as to the specific
services to .be provided, a starting date,
and the mutual responsibilities of all parties
concerned.

2. MDS SerVices. The service MDS.offered to,employers
oriented toward: (1).assisting in the identification
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 of MDS involvement with organizations
was as follows:
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(a) An MDS task team was assigned to conduct the
diagnostic analysis based on the size and com-
plexity of the organization.

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

Identification of areas to be surveyed;

Scheduling of supervisors and employers
to be interviewed; and

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

(c) 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 analysis_
Also, work in progress and the prOuction
flow.vere observed, and _pertinentpersonmel
and organizational data (organizatio4 Charts,
application blanks, promotion and evaluation
forms, wage and salary structures rxrili policies,
etc.) were collected by the task team as the
nature of each project demanded.

(d) 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 area's:

Oryan4 7attopp1. strnr;tlire and supervision

Work structure

Human resources

Environment

(e) 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.
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This interaction provided impetus for sensitizing
management to the importance of dealing with
manpower problems and, equally important,
for proposing mutual recommendations that were
realistic to the specific firm involved.

(f) The task team then provided the employers .

. with-the- technical -assistance- necessary-to ---
implement the proposed organizational changes.
This was provided according to the employers'
needs and capabilities in the following ways:

Support and advice to individual managers
in utilizing their internal 'resources.

Referral to ,external agenckes who were
=Table of nrovided these technical services.

MRS workshops to develop employers' technical
ah±lities on. a group basis.

(g)

MDS contracting with the employex to carry
out the implementation activities.

Criteria were established for measuring
effectiveness and evaluating the impact and
the quality of MDS services in a firm.

Employing the service model, MDS contacted .141 employers-

over the next year and a-half, and worked in some depth

with 71. The findings and results of these contacts are

described in Chapter 3.

2.3.3 The Second Year

In addition tn systematically testine and evaluating

the above MDS service construct, it was proposed that

sometime during the second year an evaluation of the

project would be made by an impartial panel convened under,

the direction of the Manpower Administration's ORD. A

decision would then be made in consultation with the ORD

staff about the future direction of the project. The

proposal for second-year funding was extensively reviewed

4 7
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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

of the retreat were: to-provide-a-favorable_setting'for

a thorough review Acif every facet of the project during the

first year; to plain the work to be carried out in the

isecond year; and Morganize resources sothat

of action adopted -..%ould be effectively carried out.

-the course of thessessions, major objectives were identified .

luaLattempt was made-to operationalize these-objectives

to establish priorities for accomplishment.

operational steps for each objective were made more specific

by assigning each topic to a smaller task group. Topics

dealt with included the service model (outreach, diagnosis)

implementation, evaluation), and advisory council, record-

keeping, team development, and the staffing, housing, and

funding of an advisory service. On the basis of the work

done by the task teams and the subsequent-review and

modification by the entire staff, a detailed plan of action

was developed under which the project operated during the

remainder of the second 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

testing and evaluating the MDS service

In order to facilitate the process

systematically

construct.

of-evaluating the

impact of MDS services on firms, particularly the measurement

11,

itR
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of changes occurring as a result of MDS intervention, an

attempt was made to identify the questians that needed to

be answered in order to evaluate each component of the

service model. This included efforts to identify 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, and when),

and to decideTwhat,procedues woUld be used to tabulate

and analyze the_data callected.

The next step undertaken inOlved developing the:

necessary instruments-for use in data collection_and then

pilot testing them in actual operations', One of_the

primary objectives in the design of the evaluation frame-

work was to establish procedures that Would aalaW the

collection of baseline data--both hard and behavioral.

These data would provide indicators of orgainzatianal health;

particularly as they related to the effective;Utiikzation

of human resources. If such data cculd be.;:btuined prier

to *DS intervention, and at appropriate interval's, thereafter;

an attemptuld be made to measure the impaCtHOf MDS

involvement on the organization. This assUmedpfcourse,

that MDS involvement could in some way be isolated from other

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 that. the effort should be .attempted.

4 9
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The implementation of the evaluation destan was facilitated

by the employment, 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 refining ndITiiIeñitthi of"the--

evaluation design. A review of the data corIEection instruments

then being used-was undertaken to determine tbeir usefulness

modifiedin obtaining data. Where necessary, the forms were

or redesigned to more effectively collect data and to

facilitate the.transfer of data for eventual computer

coding. The revised data collecting system consisted of

ten instruments. (Copies of these forms and a description

of their use are given in Appendtx 8).

In addition to tile "standardized" data cnITIPction

measures employed with call client:firms, the MD'S staff

also began collecting quantitative and qualitative data

unique to specific firms to further help evaluate each.

individual project undertaken by the operational team.

This activity was undertaken so that some relevant and

specific data would not be lost by being subsumed into the

overall evaluation. The results could ttan be written

up in a case history 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.



39

As a result of the retreat in July 1973 and the subsequent

work outlined above, it was determined that the structure of

tte MDS organization should be modified and new role assign-

ments made to facilitate the systematic testing and evaluation
,

of-the service construct, The three-man operational team,

under the direct supervision of the Associate Director of

MDS, was given the primary assignment to function in an

operational mode as a hrman resource consulting unit. The

organization and functioning of this group was designed

tooptimally utilize their talents and resources in providing

competent consulting services to any and all clients obtained.

USU staff members assumed the primary role of evaluation

under the direction of Dr. Robert Mecham. USU staff members

also functioned as resource persons to the operational

team and worked with them on specific projects where appiopriate.

The Project Director maintained the overall responsibility

of coordinating the efforts of the total MDS staff.

MDS began operating under the revised 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 clients.

The workload of MDS increased steadily throughout

the summer and fall of 1973 as more organizations became

aware of the services available and the credibility of MDS

increased. By the end of September 1973 MDS had a modest
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but growing backlog of work and began to receive a few

unsolicited requests for assistance.

Several methods of outreach were especially helpful

in generating work for MDS in 1973. A request was received

from the State Manpower Planning Council in late 1972 to

provide consulting assistance to the Utah needlecraft

industry which they deemed te have serious

MDS!s acceptance of this assignment resUlted-An A SUbStantial

subsequently, on an industry-wide basis. After

time and resources had been expended:46i'beharfrof:the

industry,. MDS staff.deterMined-Ahat projectobjectives would:

not be best served if a continuous inVolvement With only

one industry was maintained at the expense of other firma

and-industries-needing-assistance--:-ConsequentlyMDS___

disengaged from the industry and devoted its resources

to assisting other firms and industries. (The involvement

by MDS in the needlecraft iildustry is described in Appendix

C.)

A second development in the fall of 197331.1so contributed

to the increase in the workload of MDS. In response 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 staff initiated discussions

with officials of the Utah State Employment Service directed

toward establishing a more cooperative relationship. The

result was a memorandum in August 1973 from the Director



of the Utah Employment Service to office managers and

Employer Relations Representatives (ERR) in each Employment

Service office throughout the state instructing them to

serve as outreach agents for MDS by.identifying employers

- with-training -and- other-manpower- management- problems-and.

making MDS SerVices known to them. THe ERR cooperation

was quite good from the outset, and their efforts were

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 for

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

meet with the MDS staff and appraise work then underway.

One of the topics discussed during he

in the Statement of Grant for the proj

work which stated:

was a paragraph
-

second-year's

Toward the latter half of this second phase, the
Grantee's work will be reviewed in an effort to determirP
whether an additional area of work is warranted to
examine questions related to the financing of such
diagnostic services as may be provided by this type
of mechanism.

On the basis of the discussions held with Ms. Kontnier during,

her visit, it was decided that a review of the project should

be undertaken by a panel of outside consultants during the

early part of 1974. The review panel was selected jointly

by ORDand the Project Director. Members ultimately selected

were J. G. Hart, President, Stackpole Components Co.,

Raleigh, North Carolina; Mort Harvey, Breau 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. Schmidt, recently retired from the

Economics faculty of the University of California at Los

Angeles.

The panel assembled in Logan, Utah, on March 4, 1974

and conducted its review over a two and one-half day period.

In its March 18 report to ORD the panel recommended that

(1) the project "emphasize evaluation in future activities";

and (2) "having established that thereis a need

services, (the project) should now determine whether there

is a market for them. The panel feels a preference for

having employers make some payment for the services 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 project for an additional

twelve months. The three key areas of work pursued during the

third'year were:

The application of recently -deSidned evaluation in-
struments for the purpose of 'determining the degree of
impact-tnat project intervention is having upoil employers'
management systems; and the shedding of light on the
larger'questions of whether improvements in the situation
of the employed workforce can be effected by addressing
specified 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 services and/
or of the delivery mechanism itself as reflected in
the willingness of some.other public agency(ies) to

MA=
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assume sponsorship of the pro,lect (or its discrete
services) at the end of this transition year.

2.3.4 The Third Year

The decision of ORD to extend the project for an additional

year enabled MDS to recruit a new staff member to replace

the Vuman 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 sufficient 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

whether the project would be extended for a third year.

On the basis of the favorable ORD funding decision, three

HRA Interns were eventually hired (instead of one HRA and

one HRA Intern as planned); the first one beginning employment

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

priate trial period, one of the Interns was promoted to HRA.

The addition of three new staff members in July and

August 1974 enabled MDS to substantially expand operations.

During the first two years MDS made contact with 80 client

firms and worked extensively with about 35 firms. However,

because of the delay experienced in implementing the evaluation

design and the difficulty encountered in collecting data,

it was felt that additional case experience was needed to

provide an adequate sample for the evaluation of the impact

of project interventions upon the client firms and their

work forces. An additional 15 to 25 firms was considered
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a desirable goal. Consequently, 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 the

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

i.e., the fee-for-services question and the institutional-

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 extend the project for two months,

until August 31, 1974, with operations to continue on existing

resources. The final phase of the projfact September 1, 1974

to August 31, 1975 would be funded out of FY 76 appropriations.

These arrangementb were completed, ahd the funding of the

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 was being made in Congressional Appro-

priations hearing6 to reshuffle $7.4 million of the Department

of Labor's FY 76 appropriation. (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 under a Continuing Resolution

awaiting the passage of the necesSary appropriation bifls.)

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 Office of Manpower Research and Development

in the Manpower Administration.

ORD staff communicated to MDS that if the transfers

were approved by Congress, USU and many other ORD grantees

would probably 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 taken from

their budget. MDS lived with this uncertainty for nearly

three months while the appropriation bills were debated in

Congress. In the interim, contingency plans were developed

and preparations made to reduce the level of activity should

the worst 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 halfway through

the fiscal year--posed some serious problems,..both of a

personnel nature and in terms of the original plan of work

submitted to ORD on May-10, 1974. As a consequence of this

event, a revised budget and plan 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 expenditures under the grant

were virtually exhausted. Consequently, in order to

accomodate the loss, the following actions were taken: two

interns were terminated on December 31, 1974 after five

months of service with the MDS staff; the project evaluation

specialist was reduced to less than one-half time beginning

January 1, 1975; the contracted time of the Project Director

and USU professional staff were reduced by six months be-

ginning.'January 1, 1975, none of them were on the project

funds thereafter; the time of the non-faculty 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, placing the secretary

on two-thirds time for the remainder of her attachment

to MDS; and the financial support for a graduate assistant

was reduced from twelve to five months, thus eliminating

him from project support.

The objectives underlying the above personnel actions

were to maintain a modicum of MDS operational capability

for the remainder of the grant period while all 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 general outreach

efforts and the delivery of services under ORD grant funds

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 eva/uation

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

1975 and his subsequent termination in July 1975, the evaluation

phase of theproject was slowed io a virtual standstill.

The sample data on all firms MDS was involved with during

the first two and a-half years of the project (July 1972

to December 1974) were finally coded in the summer of 1975.

MDS contacted 141 firms during the period and data were

collected on the 71 firms with which some activity beyond

the initial contact occurred. The computer programs were

eventually "debugged"; and the data were processed in the

fall of 1975.

In July 1975 the Associate DireCtor of MDS resigned

to accept employment with the International Labor Organization

to work on a project in Bogota, Colombia. 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 1975. On August 1, 1975 one of the

Human Resource Analysts was promoted to Associate Director
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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 1975 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 quite successful.

With the survival of MDS as the primary objective during

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. Consequently,

the i;ime appeared propitious to write the final report

and close out the R & D phase of the project. The work of

writing the final report got underway in December 1975 and

was completed the end of February 1976.
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Chapter 2

Footnotes

1. 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 Empployee 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 MastWs thesis, Utah State University,
1970); Peter B. Doreinger and Michael J. Piore, Internal
Labor mot-I_Jpia_mariptolif_E_AllAly. (Boston: D.C.
Heath and Company, 1971); Government ComMitment to
Occupational Training in Industry, Report of the Task
Force on Occupational_Traiding-in-Industry-(Mashington,
D.C.: Government Printing Office, August 1968); Gary
B. Hansen, Britain's Industrial.Training Act: Its
Histor Develo ment and Im lications for America (Wash-
ington, D.C.: The National Manpower Policy Task Force,
1967); John L. Iacobelli, Training in Private Industry:
Policies, Attitudes and Practices of Em lo ers in
Greater Cleveland, Manpower Research Monograph H. 22,
-Manpowr Adminition, U.S. Dept. of Labor (Washington,

Government Printing Office, 1971); Manpower
Information Service, Vol. 2, No. 22 (July 21, 1971),
pp. 510-511; Charles A. Myers, The Role of the Privatb.
Sector in Man ower Develo ment (Baltimore:. The Johns
Hopkins Press, 1971); Richard Porlman,'On-tho-Job
Training in Milwaukee--Nature Extent and RelationshiE
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-Piivate Man ower 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 IJabor,1970); U.S.
Department of Labor, Fdrmal Occupational- Training of
Adult WorkerS Manpower/Automation Research Monograph
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No. 2. (Washington, 1964); U.S. Department of Labor,
Trainitg 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
Re ort on Man ower Re uirements ReSources Utilitation,
and Training by the United States Department Of LabOr
(Washington, D.C.: 1971).



3. PROJECT FINDINGS AND EVALUATION RESULTS:

QUANTITATIVE

3.1 IntrodUCtion--

-- Utah State University Manpower Development Service

(USU-MDS) was created in an attempt to gain an understanding

of questions and issues deemed critical to the Ofective

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 faci the project

director and senior staff were-located in.Utah, it was

recognized-that the project'area-was-a relativelY Small

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

agencies on economic development, relati've inaoce6sibi1ity

to manpower consulting services that might be,ayailable

in larger metropolitan areas, substantial number of dis-

advantaged and ethnic minorities, and serious rural to

urban migration problems.

It was felt that the proposed project would be able

to reach a broad cross-section of the employer community

in the area rather than be swallowed up as another mis-

cellaneous activit'y as might be the case in 4 large area.
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Furthermore, the resulting impact of the services provided

by USU-MDS might also be more readily discernible, if not

measureable.

In general, Utah is quite representative of the Rocky

Mountain region of which it is a part. This area has been

rapidly increasing in population and industry during the past

decade. The states in the region are characterized by a

few large and expanding metropolitan areas (Denver,Salt Lake

City, Phoenix, Albuquerque), bounded by.sparsely populated.

rural hinterlands. These rural areas are, however, the storehouse'

of much of the nation's mineral and energy resources, and they

are now beginning to come to life under the increasing pressure

and demand for coal and other energy related resources. Most

of the states in the region, and Utah in particular, have-

a lower percentage of their nonagricultural workforces engaged

in manufacturing and a higher percentage than average employed

by government.

While educational levels of the population (except for

New Mexico) are higher than the national,averages, the lack

of employment opportunities hay_ tended to keep the unem-

ployment rates at or amove the national levels,_ 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 personal income was only 82.1 percent

of the national average. Part of the reason for Utah's low

capita personal income lies in the fact that the state has

households with relatively larger families, and the state
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generally has a smaller percentage of its population in the

labor force than does the nation as a whole.

Finally, while most of th,e 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.projt 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 arid training problems
facing employers inUtah And surrounding areas?

What kinds of employers are most receptive to the range
of services provided by a small consulting unit operating
from a university base?

Can consulting and technical services be systematically
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
prrich;r.tivity nrri quslity of wnritizIg life considorations?

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 professionalism in the
delivery 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?

e 6 5
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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-supporting; are there any valid
reasons for subsidizing 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: Desig.n 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 evaluate the impact of services

rendered. MDS was unable to classify its research efforts in

traditional laboratory or experimental terms. While data

were systematically gathered, the environment and conditions

under which it was collected were so diverse and situation-

specific as to obviate controlled nnplication in the classical
-

sense. The research and work conducted by the MDS team fell

into the general classification of 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
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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 available gen-
erally.

The concern of the MDS team for client needs articulated

during the diagnostic phase ineluctably conditioned the

quality and quantity of data available for traditional research

purposes.

Replication becme almost impossible as the data became

more discrete, more organization-specific, and more dif-

ficult to classify and generalize. Information is.often

priviliged, and the consultants' behavior must 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 initial involvement.

The conditions imposed on the MDS research team by an

action research orientation did not preclude the possibility

of incorporating a formal evaluation system into the oper-.

ations 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

1: 6 7
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had on himself, on his organization, on his workers,
on productivity, and on related measures. The
rationale for an employer-oriented evaluation system
was based on the mission ard philosophical objectiyes
.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 activities,
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 impact.

3. Measures of receptivitycattitude change and behavior
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 tabulate 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. This ongoing assessment of operating
effectiveness became a by-product of the more gen-
eral evaluation activities.

MDS identified two dependent or criterion variables

that were used to evaluate MDS activities. These were

receptivity and impact of services. Receptivity was defined

as the acceptance of some form of involvement* beyond the

*An initial involvement with a client organization took
different forms. Most typically it was a diagnostic 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 following an outreach contact
might include a workshop, a training program, a wage and
salary survey, or some other remediation activity. Occasionally
an initial involvement was purely'informational or promotional,
having neither the characteristics of a diagnostic nor an
implementation activity.
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outreach stage by a potential client firm or organization.

Impact was identified as the effect of a remediation activity

(training, team building, career and job mobility planning,

organization development, job redesign) on attitude, behavior,

performance, and structural change. Indices of impact

included wage and benefit increases; reductions 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 organizationstructure and 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 following range of inde-

pendent variables:

/. Nature of Business

2, -Ownership-- ..

3. Organizational Life Cycle

4. Size

5. Organization Sophistication, Specialization
,

6. Management Commitment

7. Manzigement 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 would be substantially

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

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,
university involvement in the practical areas of
the business community, and the intrusion of outsiders
into the private affairs of the business organization;

4. The timing of the contact or visit with the employer
to avoid seasons, weeks, days, or hours that were
critical and indispensable to the employer and
commanded his complete attention on a cyclical
basis;

The geographic location of the firm and the urban-
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 attempt to establish a pre-

dictive or explanatory 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

observ.ations and experiences were'collected and interpreted

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 for services rendered are diszussed and evaluated.

The most unfortunate note relative to the .07aluation

design was that the exhaustion of project resources precluded

the more extensive analysis 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 which were planned for use with the data.

.3.2.1 Summary Conclusions - Project
Evaluation: Design and Format

MDS evolved into an action research evaluation model
and found the pure experimental or laboratory models
inappropriate to employer oriented consulting services.

The reSearch design postulated that.rec;eptivity and
impact of .services were 'affected by the client's
perceived need and perdeptions of organizational
problems, nature of business, ownershipHof:enterprise,
organization life cycle, size, organization sophis-
tication and specialization, 'the commitment of
-managementi-the-involvement-of-management7-duration
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.

Receptivity and impact of services were considered
as appropriate indicators to collect, analyze and
interpret.

Evaluation data were considered useful to measure the
general effects of services and 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 Serviceas a Delivery System

Manpower Development Service was originally conceived

of as a human resource diagnostic and advisory service which

would determine the state of the organization and its empleye,.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

7 1



59

---

the client employer against similar kinds and sizes of firms

within the same or a related industry. The MDS diagnostic

approach to technical assistance was initially based on the

following operational and philosophical premises:

1. A demand for diagnostic and advisory services
existed among employers comprising the Inter-
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 organizatibliredesIgn, production-engineering,
organizatlon development, etc.) following the
diagnosti'p analysis.

6. The consulting 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
impaQt 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

advisory 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

7 2
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orgknizations 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.

Although these philosophical notions were not rejected,

they were modified in practice. In the course of the project,

experience indicated that it is difficult for many employers

to assume a self-help posture. This is especially true

of those who employ between 25-500 workers and have little

or no specialized peftonnel or human resource development

function. Existing resources must be freed to perform the
-

-tOle of liaison, and eventually of internal consultant,

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

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

requires at least six months to a year of involvement before

the-cl-ient--organization:-has-interna-lized---the7-change-eiernts-

of commitment, evident program success, continuity, and

security required to maintain it. Also,.MDS was forced

iryto a more active implementation role as few existing

consulting ahd service organizations in the locale had the

resources, inclination, and capabilities to service referrals

made to them by MDS on behalf of its client's.

What emerged as a result of MDS experience was an

employer and organization consulting service expending its

resources in the following four fairly distinct areas of

activity,described below and graphically presented in

Exhibit 3-1.
7 3
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1. Marketing and Outreach Activities

a. Group presentations

b. Surveys

c. Contacts with referral sources

d. Initial contact or contacts with a potential
client before actual consulting activities
begin

2. Diagnostic and Analytic :1Vities

a. Interviewing

b. Developing, administering, and.evaluating
questionnaires and a range of surveys (morale,
wage and salary, organizational health)

c. Observing work and production flow ar.fi worker
behavior

d. .Analyzing tasks, jobs, and structural character-
istics, superior-subordinate relationships,
utilization of manpower and other resources

e. Auditing personnel, training and other functional
files and procedures

f. Comparing a client's firm with similar kinds
and sized organizations in the same or a related
industry

. _
g. Interacting with the employer to.identify and

prioritize areas of concern, to develop remedia-
tion strategies and tactics, and above all,
to secure the commitment and active participation
required to make needed changes

3.. Remediatien and Implementation Activities

a. Training and development activities,- including
skills, supervisory and management training
and deVelopment

b. Wage and salary surveys

c. Job evaluation and job family classification
surveys

d. The development of more efficient, effective
methods to recruit, test, select, place, orient,
train, evaluate and promote personnel

7 6
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e. Career mobility models

f. Organization development (OD) activities stressing
team building, cooperative problem solving,
conflict resolution, feedback networks, com- .

munication skill development, change strategies
and technologies and effective resource utilization

g. Program and curriculum development

h. Job design and redesign

4. Evaluation Activities

a. Wherever possible, systematically collecting and
analyzing organizational and behavioral data
from client employers and tlieir employees before,
during, and at periodic intervals after MDS
involvement. These data provide indicators
of organizational health, particularly as they
relate to,the effective utilization of human
resources and help to determine the receptivity
of potential clients to MDS services and the
impact of MDS involvement on the organization.

This approach adopted by USU-MDS was manifestly employer

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

of the-rank-and--file-workerRather_it_was_an_asse.s3ment

of the realities of organizational life and an admission that

any meaningful organizational change; including that which

would'benefit the workers, must involve the sanction and

active participation of management at the middle and upper

reaches of 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

7 7
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consultant to focus on 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 reconcile the differences between these two parties in

outlook, background, and perception in addressing common

areas of interest such as labor productivity, the quality

of working life, man/job match, job satisfaction, and related

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

as an unbiased third party through whom problems ere articulated

and submitted for consideration and change, not as an agent

of any party with a vested interest in that particular

organization through whom predetermined solutions are

imposed.

In using the above described consulting approach in

;the project sex-rice area, MDS had to guard against exhausting

its limited ..Lesources in implementation activites with a

relatively small number of client firms bvcau=e of the

inability or total lack of community resources to service the

clients' needs beyond diagnOsis, .and because both employers

and consultants may develop a psychological need that is

satisfied by continued involvement. MDS was able to ad-

equately contain the psychological aspects, and while

financially supported by ORD funding, maintain a desirable

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

7 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 to the

larger firms.

This last problem underF Ires the need for an advisory

service unit to have %ccess to financial-resources in

addition to those which must be obtained from fee-for-

service work. Such resources are necessary to underpin the

continuing delivery of diagnO'gfic services, particularly

to small and medium-sized firms. Without theM the unit

will have less freedom to determine the type of work which

should be underaken and for whom:and will probably be .

inexorably drawn toward implementation activities. This

situation_will_result....in_,a_conse.quent_teductio.n_ of,

service activity which can be undertaken, and seriously

impede the ability of the unit to reach a broad cross

sectibn of the employer community and its problems.

3.3.1 Summary Conclusions - MDS as a Delivery System

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
practico of referring clients to existing con-
sulting resources were all modified in practice
even though the original thinking held in appro-
priate situations.

The operationa: model of outreach, diagnosis,
implementation, and evaluation proved practical,
valuable, and enduring.
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MDS's team approach to diagnostic and consulting
services' involving an operational and academic mix
of resources and experience resulted in a flex-
ibility and professional'capability that 'benefited
both MDS operations and the academic community.

MDS had to guard against exhausting its limited .
resources in implementation activities with a
relatively small number of firms because Of the .

inability or total lack ofcommunity.resources
available to service client_needs.beyond_diagnosis,

A manpower advisory service unit which must be
completely self-supporting through fee-for-service
work will be inexorably drawn towarcl:financially
more remunerative implementation activities, with
detrimental consequences for public service .

activity and the:ability to service the needs of
small and mediUm-siied

3.4 Quantitative Findings

MDS was formally created and funded in July 1972

and continued under the auspices and full financial sup-

port of a Department of Labor research and demonstration

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

At had some contact with or worked in-some capacity with

141 firms and other client organizations: 70 at the out-

reach level, 39 at Lile diagnstic level, and 32 at the

implementation level.** Of these organizations, 117 weTe

in the'private sector and 24 were government organizations

*Since January 1975, MDS has independently secured
most of the resources to continue its research and service
operation6.

**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, 7.lud 32 implementation
activities.
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or agencies of one kind or another. In size they ranged

from 10 employees to more than 5000 with an average of

209 and a median of 145 employees.*** Of the firms con-

tacted or worked with: 59 were either family organizations

or were controlled by one family; 77 had affiliations with

a parent company; 96 used on-the-job training to train,

develop,and upgrade their workforce while less than 25

used any other training strategy to upgrade skills at the

hourly, supervisory, or management levels; 93 had no previous

experience with consultants or, consulting services of any

nature. Geographically, 64 of the 141 firms contacted were

located in a rural area of the state; 77 were in urban areas.

A complete plotting of 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

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 inclusion 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 into
the total number of firms making the mean fn,r this cal-
culation 449.

1
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minor problems were perceived or identified by MDS or by

employers; needed consulting services were available through

a parent company or elsewhere; problems identified (e.g.,

financial, budgeting, marketing, product design, engineering)

were considered outside the purview of MDS objectives;

government-sponsored 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 implementation activity;

a carry-over of 45 percent. Organizations disengaging

after the diapostic phase commonly did so: because they

and MDS felt that internal organizational resources could

'be applied to remedy the problems and concerns identified

through diagnosis; because other existing resourcs could

be applied to the remediation effort; because the proposed

implementation activity would exhaust MDS rsources. allowing

little timE, for other clients and objetives; r:nd because

some employers merely wanted the face validity of a

written diagnostic report or becaux, they had objectives

or expectations that were satisfied at the diagnostic

level of involvement.

Involvement with the 32 firms at the ,implementation

stage-ranged fron less than one month to more than two

years, with the mean close to six months. Of these 32

firms, 24 requested a oontinuing involvement with MDS

to insure that mutually planned change occurred, or they
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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 acceptance of some form of involvement beyond the

outreach stage by a potential client firm or organization.

MDS was interested in identifying those organizational

characteristics that appeared to be determinants and pre-

dictors of receptivity. The perceived need and perceptions

of organizational problems, the age of the organization,

the size of its workforce, the ownership of the organization,

the affiliation of the organization with a parent organi-

zation, toe organizational position of the initial contact,

the source of the contact, and the use of outside con-

sulting services were the indicators identified by MDS

as having some potential impact on the receptivity of

employers to advisory and consulting services. The impact

of these indicators on receptivity underlies the project

findings discusscd in this section.

3.4.1.1 Perceived Need and Perceptions of Organizational

Problems. The problems identified by employers in the

141 organizations MDS contacted or worked with are reflected

in summary form in Tabls 1. In 75 of the 141 organizations

contacted, turnover Was regarded as a somewhat serious to

very serious concern; in 34, absenteeism was identified
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TABLE 1

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

Problem
Frequency of

Mention
Percentage
(N=141) Seriousness

Turnover 75 53 2.9

Absenteeism 34 24 2.9

Hiring, Recruitment,
Selection 29 21 2.5

Training, Orientation 29 12 2.5

Productivity 23 16 2.6

Nonhuman resource
problems 21 15 2.4

Labor Shortage 15 11 2.9

Motivation, Dedication 15 11 2.8

Supervision 15 11 2.5

Worker Attitude 14 10 2.9

Wages, Salary 14 10 2.9

Communications 12 9 2.5

Management Sensitivity 11 8 3.2

*Relative seriousness was calculated along the follow-
-ing tour point- scale- 1-not-serious, 2-somewhat-seranns,
3-serious, 4-very serious.
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as a major area of concern;, in 29, hiring, recruitment,

selection, training, and orientation were listed; and 23

employers listed productivity as a serious problem area.

Motivation, dedication, supervision, worker attitude, wages

and salary considerations, communications, and management

sensitivity were mentioned less frequently. However, in

terms of degree of seriousness, those problems mentioned

less frequently were generally judged 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 mentioning management 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 Criterion Related and a1..(3

listed in Table 2.

It is probably very natural that most employers viewed

their employees as the source of most of their concerns

and did not identify themselves as part oZ any serious

problem in their organization. Thus, comibunications, coop-

eration and coordination, fear of boss, manager sensitivity,

morale, motivation and dedication, quality of work life,

and supervision, all areas requiring direct superior/

subordinate relationships and involvement, were typicz111

downgraded. MDS, on the other hand, during the course

of its diagnostic and analytic y with these firms found
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TABLE 2

FREQUENCY AND RELATIVE SERIOUSNESS OF PROBLEMS

MENTIONED BY 141 EMPLOYERS CONTACTED BY MDS

CATEGORIZED BY NATURE OF PROBLEM

Nature of
Frequency of

Problem
Mention Seriousness

Technical

Hiring, Recruitment, Selection 29 2.5

Training, Orientation
29 2.5'

Nonhuman Resource Problems 21 2.4

Wages and Salaries
13 2.5

Total 92 9.9

X 23 2.48

Human Relations

Motivation, Dedication
15

Supervision
15

Attitude
14

Communications
12

Manager Sensitivity
11

Criterion Related

.TurnoVP.r.L

Absenteeism

Productivity

Labor Shortage

Total

Total

8 7

67

13.4

75

34

23

15

/47

36.75

2.8

2.43

2.9

2.8

3.2

14.2

2.84

2.9

2.9

2.9

2.9

11.3

2.83
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many of these areas of great concern to employees 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 problems in his firm as well

as the chief and critical element in their resolution.

This interaction with employers for the purpose of

deSigning strategies of change and commitment to its

implementation became the critical change va table in

work conducted with firms at the diagnostic And imple-

mentation levels.

It seems clear from the MDS research data that there

is a strong positive correlation among perceived problem

existence, problem seriousness, and receptivity to MDS

services. The more sensitive an employer is to problems

in his organization, the more receptive he is to MDS overtures;

the more serious he rates his organizational problems,

the more receptive to MDS,services he tends to be.

Interestingly, many of the technical problems identi-

fied by employers had a higher frequency of mention than

those problems_identified.as_human nature--_,

an average of 23 responses to 13.4. However, in perceived

seriousness, the human relations problems were seen as

significantly more serious than their technical counter-

parts. In fact, human relations problems were viewed as'

the most serious of the three categories of problems identified.
p

f
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Those problems identified as criterion-related were

far and away the most frequently mentioned (an average

fo 36.75 responses) arid were second only to the human

relations problems in seriousness (2.83 to 2.84). Ttle

criterion problems can be viewed essenCllly as the effects

or results of undesirable conditions or problems in an

organization; the technical and human relations categories

as the causal conditions of variables. It was expected,

then, that the criterion-related problems would be rated high

in frequency and in seriousness. What was unexpected was

the high seriousness rating attached to the human relations

problems, given their relatively low rating in the frequency

of problem mention.
---

If these ratings are accurate and reflect atual organi-

zational conditions (and we believe that such .is the case),

an employer would be well advised to treat human relations

issues.in attempting to influence criterion conditions.

Technical issues may be more numerous, as evidnnced by the

frequency of their mention, but their relati'Vely low rate

of seriousness seems to argue for concern and resources

being directed to the more serious, but less numerous,

human relations problems.

8 9
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Other 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 qualii:y 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 liste0 up to six problews

affecting their organizations and rated the seriousness of

the problem on a four point scale (1-not serious through 4-

very serious). The perceived number and degree of organizational

probleMs-was significantly higher among those firMS accepting

MDS involvement. The firms in contact with MDS but with which

no substantive work was conducted consistently rated problems

in the. "not serious" response category; The firms that

MDS worked with in some substantive capacity rated their

problems in the "serious" or "very serious" categOries.

Furthermore, the more problems mentioned by the MDS client

firm, the higher the rated seriousness. The firms lontacted

at the outreach level only tended to'diminish the rated

problems seriousness as additional problems were mentioned.

It appears evident that an employer who is more sensitive

to the nature and degree of his organizational problems is

also more receptive to-MDS-serv-ices,---

3.4.1.2 Age of Firms. ,.Firmsin all age categories, with

Lile notable exception, appeared receptive to MDS services

when receptivity was correlated with the age of the firm

(above 68 percent-in receptivity).
----- ...he one exception



TABLE 3

HUMAN RESOURCE PROBLEM SERIOUSNESS*

Problem

.77

Outreach Only Client Firms
(70 cases) (71 cases)

Problem 1 x (2.10) 53 x (3.47) 70

Problem 2 x (1.76) 35 x (3.07) 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

Piroblem 6 x (1.06) 2 x (3.70) 7

1 '2 4

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 closely 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 c.r more need for human

resources consulting services as firms in the other age

categories because techni al issue. and attempts to address

them invariably impact on social systems. The problem

arises in developing a sense of urgency and priority for

human resource needs and planning among managers of firms

at this early level of development".--

91
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TABLE. 4

COMPARISON OF FIRMS WORKED WITH BY MDS (11) WITH
FIRMS CONTACTED (141), CATEGORIZED

BY AGE OF FIRM

Age
Total Number of
Firms Contacted

Number of Firms
Worked With

Frequency
(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 3 130.0

51 and above 8 6 75.0

No response 53 9 17.0

Total 141 71

3.4.1.3 Size of Workforce. Table 5 reflets the 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. Firms

with less than 25 employees who rejected MDS assistance

generally expressed a knowledge of organizational and human

resource problem areas and an ability to deal with them

without outside resources. Firms employing between 300 to

1000 workers were at the upper range of firms contacted
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by MDS and likely to have organizational resources which could

be brought 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 5 to 1000+

employees categories, especially emphasizing.diagnostic

activities.

The most effective receptivity range, given the general

nature of the target population identified by MDS, appeared

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 MOS. staff members fall predominantly

into four categories when classified by ownership of the

enterprise.

Government employers and those managing privately held

corporations appeare( ry receptive to MDS services (70.8

percent and 61.2 percent rate c,f receptivity respectively).

Publicly held corporations geaerally had diagnostic

and advisory services available internally at.the corporate

level. The low rate of receptivity is perhaps predictable

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

to specific offersof fiaining and-other-remediationactivities-

Their reticence applied primarily to diagnostic and analytic

activities.

Single ,oWnership enterprises included very'small

firms (under 25 employees), a olassification of employers
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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

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 CONTACUD (141), CATEGORIZED

BY SIZE OF WORKFORCE

Number of Number of
Employees Firms Contacted

Number of Firms
Worked With

Frequency
(percent)

G-25 26 11 42.3

26-50 19 10 52.6

51-100 29 17 58.6

101-200 30 15 50.0

201-300 9 66.7

301-500 11 4 36.4

501-looa 1 0 0.0

1001-5000 9, 7 77.8

More than 5000 1 -1 100.0

No response 6 0.0

Total 141. 71
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TABLE 6

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

Nutnber Number of Firms Frequency
Ownership Firms Contacted Worked With (percent)

Government

Publicly held
corporations

Privately held
corporations

Partnership

Single Owner

Other

No rcsponsc

Total

24 17 70.8

29 6 20.7

49 30 61.2

4 3 75.0

24 10 41.7

5 4 80.0

6 1
... Ie.?

141 71



82

3.4.1.5 Family 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 significantly receptive to

MDS services. Of the 141 firms contacted by MDS, 50 were

owned or controlled_by a family interest (MDS worked with

36 of them for a receptivity rate of 61,percent); 75 firms

had no family ownership or controlling-interest. Of the

75 firms, MDS worked with 35--a receptivity rate of 46.7

percent. Family owned or controlled firms were probably

more receptive'be-cause of the number and nature of their

organizational problems (typically transitional problems

from a "captive" to a corporate status): the lack ol

personnel and training resources; an increase in organization

size, markets, demand for product or service, or similar

organization expanding (or diminishing) conditions; and the

quality of commitment of leadership and management in the

second and third generations of the founding family.

'A significant finding of MDS is the ubiquity of serious

human resource problems among family owned or controlled

firms. This need and Cxmeern often expressed itself in

active receptivity to the kind and quality of services

progided by MDS.

3.4.1.6 Affiliation With a Parent gramization. Employers

who had an affiliation with a parent organization wele

significantly less receptive than were firms with

affiliations. Of the 14] firms contacted by MDS,
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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
Ownership

Number of
Firms Contacted

Number of Firms Frequency
Worked With (percent)

Yes 59 36 61.0

No 75 35 46.7

No response 7 0 0.0

Total 141 71

no affiliation with a parent organization. MDS subsequently

worked 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 organizations provide internal advisory and consulting

services to their affiliates, and oftentimes actively dip=

courage the use of outside resources in a diagnostic or ad-

visory capacity. Specific services, however, such as training,

wage and salary surveys, the development of personnel policies

and procedures, and the like, were oftentimes well-received,

even requested by firms in this category. It was the diagnostic,

analytic service that was less often and less well-received

by this category of employee.

9 7
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TABLE 8

COMPARISON OF FIRMS-WORKED WITH BY MDS .(71)-WITH FIRMS
CONTACTED (141), CATEGORIZED BY AFFILIATION

WITH A PARENT ORGANIZATION

Parent
Organization

Number of
Firms Contacted

Number of Firms
Worked With

Frequency
(percent)

Yes 77 37 48.1

No 53 33 62.3

No response 11 1 9.1

Total 141 71

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 made,

the more receptive the organization is to MDS involvement.

While not conclusive, the data showed the highest rate of

receptivity in organizations where the owner and general

manager (oftentimes, but not always the same man) was the

initial contact (65.4 percent). The lowest rate of receptivity

(42.3 percent) appearPd in organizations where a staff

member was the initial contact. A general manager as an

initial contact had a higher rate of receptivity (49.1

percent) than an initial contact with a middle manager

(46.1 percent). The correlation between initial point of

contact in an organization and rate of receptivity 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
Position Firms Contacted

Number of Firms
Worked With

Frequency
(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
7-

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.
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less of a difference in receptivity between a third party

initiated referral of a potential client to MDS (50.0 percent)

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 other

side of the ledger, MDS became increasingly more effective

in its initial outreach attempts to potential clients.**

The result of these two developments appeared to be a con-

vergence of the rate of receptivity between these two sources

of potential contact.

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 Lhey had received prior outside consulting services.

MDS subsequently worked with 33 of these 48 firms, a receptivity

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) throughthe 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 HY MDS (71) WITH FIRMS
CONTACTED (141), CATEGORIZED BY SOURCE OF CONTACT

Source of Contact

Number of
Firms

Contacted

Number of
Firms

Worked With
Frequency
(percent)

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 made its

clients more receptive to other regional consulting and

advisory services. Employment security, CETA manpower

progrnms, lnivcrsity marng-mcnt and developmArt programs,

vocational programs, and private consulting efforts were

among the beneficiaries of the educational spadewOrk performed

by MDS.

Firms contacted by MDS at the out:,:each 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 previously used external consulting

resources. These typically were the very small, single owner

employers with few perceived human resource problems.

101
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TABLE 11

COMPARISON OF FIRMS WORKED WITH BY MDS (71) WITH FIRMS
CONTACTED (14I), CATEGORIZED BY PREVIOUS USE OF

OUTSIDE CONSULTING SERVICES (e.g., PRIVATE
CONSULTANTS, INDUSTRY ASSOCIATION

GOVERNMENT AGENCIES, etc.)

Previous Use of Number of Number ot .

Outside Consult- .Firms Firms Frequency
ing Services Contacted Worked With (percent)

Yes 48 33 68.7

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 ASSOCIATIONS, GOVERNMENT
AGENCIES, etc.) BY 46 FIRMS CONTACTED BY

MDS AT THE OUTREACH LEVEL BUT WITH
NO SUBSEQUENT INVOLVEMENT

Previous Use of Outside
Consulting Services

Absolute
FrequenCY

Freauency
(percent)

Yes 15 32.6

No 31 67.4

Total 46 100.0
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3.4.1.10 Summary Characteristics of the Receptive MDS Client.

MDS concluded from 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. If 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 tha firm is likely
to have been 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. If he has received some prior 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.

3.4.1.11 Summary Conclusions - Receptivity.

A strong demand for manpower management and consulting
services exists among area employers.

103



90

The demand for these services can be met by a 5mall
team of consultants operating from a university
base.

The problems most frequently encountered and mentioned
by employers can be classified into three principal
categories: (1) Criterion-related (turnover,
absenteeism, productivity, labor shortage); (2)
technical (hiring, recruitment, selection, training,
orientation, wage and salary administration, and
nonhuman resource problems); and (3),human relations
(motivation, dedication, supervision, attitude,
communications, manager sensitivity).

While criterion-related problems are mentioned most
frequently (followed by technical, and human relations
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 correlation among Per-
ceived problem existence, problem seriousness-, and
receptivity to MDS services. The more sensitive 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 firm5 con-
tacted at the outreach phase desired some further
contact and appropriate form of involvement, n
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 receptive to MDS
services. Family owned rirms appear significantly
receptive to MDS services.

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

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

Small and medium-sized employers are less liXely
to seek or utilize needed manpower advisory Services
unless extensive outreach efforts are employed
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 behavior, 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, employers were 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 involvement, the

perceived effect of MDS services on organizations, employer

perceptions of services provided, employer perceptions of

the effect of services on workers, perceptions of the effect

of MDS servicco on productivity, 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 Outreach Attempts. Of the 141 firms contacted

initially, 48 readily accepted some form of involvement;

and 31 of the remaining 93 were sufficiently interested

to be contactod a second time. Of those 31 firms, 21
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accepted some form of involvement ou the second outreach

attempt and were sufficiently interested to be contacted

again. Both of these firms desired some form of involvement

ultimately. Table 13 graphically 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)

1st outreach
attempt 48 141 34.0'

2nd outreach
attempt 21 31 67.7

3rd outreach
attempt 2 2 100.0

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 primarily either initial diagnostic

involvement (54.9 percent) or workshop involvement (31.0

percent). While MDS generally stressed the diagnostic

approach in its outreach efforts, occasionally-the-Workshop

approach was used as a means to develop interest and aware-

ness among firms that would normally not respond to the
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diagnostic services offered, usually the larger firms

(above 300 employees), those.haVing some parent affiliation,

those with no previous external consulting experience, or

the smaller firms (under 20 employees). Also', 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 workshop was 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

Mode of Entry
Number

of Firms
Frequency

N=71

Diagnostic involvement 39 54.9

Workshop involvement 22 31.0

Other implementation involvements 7 9.9

Diagnostic implementation 2 2.8

Other I 1.4

Total 71 100.0

3.4.2.3 Reasons for Involvement. According to the 71 em-

ployers worked with at the diagnostic'or implementation

levels, they initiated contact with MDS Or accepted MDS

involvement for two predominant reasons: (1) MDS sold

them on its services, professional competency or philosophical

approach; and (2) they needed help, recognized that fact,
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and were open to ideas, suggestions, and assistance from

a conz.ulting 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 THEM INVOLVEMENT WITH MDS

Reasons Given for Involvement Frequency of Mention

MDS sold me 16

Needed help 12

Referred by another source 9

Wanted particular problem addressed 7

Requested by superior 6

Discovered that services were available 5
--

Agreed with MDS philosophy 5

Found consultant's approach appealing 5

Can't remember 3

Previous MDS involvement 2

Wanted to know the status and condition
of my firm

To give MDS experience

Free service

Other reasons

2

2

1

2

3.4.2.4 Perceived Effect of MDS Services on Organization.

Over half of the employers responding to this question
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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

the MDS approach was on the employer, and as he was felt to

be the key to any significar .onal change, he was

the'source of the MDS eva) ef AL, and it was his assess-

ment of value and effectiveness of the services-rendered-that

was sought. The 23 nonresponding employers while a relatively

high number, are perhaps explained by the difficulty in

assessing the effect of a purely diagnostic or analytic service ,

especially when the employer himself was viewed as the vehicle

by which needed change would be accomplished.

TABLE 16

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

Perceived Effect
Absolute
Frequency

Relative
Frequency
(percent)

Adjusted
Frequency
(percent)*

Considerable etfect 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 missing

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 slAbtracted 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.
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3.4.2.5 Employer Perceptions of Services Provided. The

services pr_wided by MDS, as perceived and reported by

employers, ran the gamut from the technical (improving

efficiency) to the attitudinal (human relations training).

By far the most frequent service mention by employers
_

was diagnosis ana problem analysis. was the approach

favored and stressed by MDS in its outreach attempts.

Employers seemed to recognize the need and utility of

-diagnostic and advisory services. While this-was-probably

more true of small and medium-sized employers than for the

larger organizations contacted, this finding was significant

and generally valid among all kinds and sizes of organ-

izations. The total range of employer responses to the

question of effective services provided by MDS is found

in Table 17.
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SERVICES PROVIDED BY MDS TO 71 FIRMS AS
MEASURED BY FREQUENCY OF MENTION

Service

Diagnosis and problem

Frequency of Mention'

28

Human relations traill - 11

Improved communications 8

Improved problem solving '7

Catalyst 5

Developed training materials 4

Improved quality of work for employers 4

Developed evaluation system 4

Improved hiring procedures 2

Improved reward structures 2

Encouraged the exchange of ideas 2

Improved efficiency

Improved motivation 1

Othei.

3.4.2.6 Employer Perceptions of Effect of Services on

Workers. A significant 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



98

in this chapter, MDS made a conscious attempt in (,Itreach,

remediation, and evaluation activities to involve employers

in the development and implementation of change strategies.

In order to react sensitively to work-oriented issues, employers

must have the opportunity to encounter the need and demand

for change, and to discover the total organizational costs

of unprod .D0 'issatisfied workers. These objectives

were accomplished by involving the employer in diagnostic

and analytic adtivities and iühël1hT'IiiE'i obbthe'pOstible-

consequences of alternative change.strategies. The result

was a substantial awareness of worker-related needs, and in

many instances a commitment to effect substantive changes.

These results are reflected in Table 18.

TABLE 18

EFFECT (IF SERVICES PROVIDED BY MDS ON INORWS IN THE
71 FIRMS WORKED ,WITH AT THE DIAGNOS 'C

OR IMP mm NTATION LEVEL

Relative Addpsted
Effect of Absolute Frequency Frc:quency
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 respor 21 29.6 missing

Total 71 100.0 100.0

The measurable effect of MDS services on workers, as

calculated by their employers, is given in Table 19. Increased

12
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work satisfaction was the most frequent response (21 responses)

but an additional significant number of responses 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, opportunity

for-growth-and advancement)-:. It-{L.eemed-apparent-that_by_

working through the employer, MDS had considerable effect

on the quality of workLug life and other concerns.of the

hourly worker-.-at least as.perceived,by the employer who

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

through.whom change was initiated and performed:

TABU:1E119

RESULTS OFOWSERVICES HAVING A MEASURABLE EFFECT ON
WORKERS 414-9 OF THE 71 FIRMS WORKEDrWITH AT

THEASTAENOSTIC OR IMPLEMENTATIONLEVEL

Result of Service Frequency of Mention

Work satisfact*,p4 21

Confidence and 00petence 12

Income benefitri 5

New positions 3

Productivity 2

More and better -meal/work 2

Skill 1

Opportunity 1

Other 6
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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 client organizations prior to

involvement was 449. Following involvement With MDS, em-

ployment averaged 482--an average increase of'33 new workers

per firm. This 7 percent increase in employment can be

contrasted with the 3.6 percent average increase in employment

levels among manufacturing firms in the period 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 increase in average employment

among all nonagricultural industries. in Utah in the same

period. The total increase in employment for the 71.firms

worked with beyond the outreach level was 2343. While

these numbers indicate a probable effect, they cannot be

considered as conclusive. They do not account for indis-

criminant forces ln the economy that might have served to

push employment levels up regardless of the effect of MDS

services. Howevei., the general Lendency.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 the 71 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 that worker-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.

TABLE 20

QUALITY OF THE EFFECT OF MDS SERVICES ON WORKERS IN

THE 71 FIRMS WORKED WITH AT-THE DIAGNOSTIC
OR IMPLEMENTATION LEVEL

Quality of Effect
Absolute
Frequency

Relative
Frequency
(percent)

Adjusted
Frequency
(percent)

Direct 5 7.0 15.6

Indirect 13 18.3 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 21 29.6 missing

Total 71 100.0 100.0

3.4.2.7 Perceptions of the Effect of MDS Services on

Productivity. The effect of MDS services on the productivity

of employers worked with beyond the outreach level was cal-

culz.e'd as positive by 34.7 percent of the employers responding

to thts question (17 of 49). Many employers had difficulty

assesing any measure of productiwity in their organizations

due ma their lack of technical sophistication, lack of
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records, and similar conditions. 'Diagnostic and advisory

services, while viewed as valuable, were deemed difficult

to analyze in productivity terms, and this, perhaps accounts

for the fairly large number of nonrespondents.(22). The'

17 employers responding positively to the question relating

.MDS-services with-productivity-indicated a direct and indirect

impact in abont.equal proportions.

TABLE 21

EFFECT OF MDS SERVICES ON THE PRODUCTIVITY,OF THE 71 FIRMS
WORKED WITH AT THE DIAGNOSTIC OR IMPLEMENTATION LEVEL

Effect on
Productivity

Absolute
Frequency

Relative
Frequency
(percent)

Adjusted
Frequency
(percent)

Yes 17 23.9 34.7

No 21 29.6 42.9

Do not know 11 15.5 22.4

No response 22 31.0 missing

3.4.2.8'Desire for Further Contact with MDS. Table 22

presents the responses_of-employers to the queption of

'desire tor iurther MDS contact. Am 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 eupportive of the

quality and quantity of the.services rendered by: MDS. The

28nonrespondents were diftlmat to analyze..1Most likely,
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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 IMPLEMENTATIONTEVEL.BY MDS

..... .

Further Contact
Desired

Rele=ive Adjusted
Absolute Frennency Frequency
Frequency (percent) (percent)

Yes 35 49.3 81.4

No 7 9.9 16.3

Do not know 1 1.4 2.3

No response 28 39.4 missing

Total 71 100.0 100.0

3.4.2.9 Selected Cases of Demonstrable MDS In

an attempt to give better understanding of tangible results

experienced by successful client organizations at diagnostic

and remediation levels of involvement, 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 resulting from involvement

with MDS consultants, a condition not considered extraordinar7

or unique. Additional and more comprehensive case study

materials are enclosed as Appendix F.

A needlecraft employer engaged in diagnostic and
remediation activities with MDS over the conmse of
two years time experienced a 45 percent inanease
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productivity and a net increase of new positiOns.
The emp]oyer ,uted the increas iirectly to his
involvemew k4)8, and felt the gible eftects
on morale and ,,,rke, ,;atisfaction em:eeded the tangible
increase in productlyity.

A lumber manufacturer experienced a 200 percent decrease
in turnover following his diagnostic involvement with
MDS.

A retail merchant acquired two new stores and increased
his employment by 21 new-hires Iollowing-a-year-Iong-- -

involvement at the diagnostic and implemeatation
levels with MDS.

A small manufacturer of women and infant apparel
experienced a 19 percent increase in productivity
following an initial diagnostic intervention by IVIDS and
a subsequent workshop for supervisors and.lead hands.

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 facility down
because of low productivity .and high turnover rates.
Following the four-month MDS involvement, the plant
experienced a 30 percent increase in productivity and
a decrease of 200 percent in turnover. By this
timely intervention, 110 jobs were "saved" (focu
was on training, reward systems, and role assignniehts).

These tangible and direct results of MDS interVention

do not represent the intangible benefits accruing to the

organization as a result of an employer changing his attitudes,

his pattern of relationships, and his commitment to needed

change, all objectives of an MDS intervention and seeh

as signficant by employees at all organizational lseIs.

3.4.2.10 Summary Conclusions - Impact of Services.

The delivery of manpower management advisory and -

consulting services to employers has a substantial
and positive impact on the client organization
and the quality of working lite experienced blr
its employees.

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
productivity or quality, of vorkingA.ife couSiderations.

Of the employers responding to a follow7-up.survey
questionnaire, 58 percent:ielt that therewas some
considerable impact or effect on theirworkerS :that

could be directly attributed to the involvement of

MDS in their organization-Most freqUentlyMentioned,
7._vere_increase&work_satisfaction_incoMe benefli;s,_
new positions,.confidence and Competence,-Aniiiiie
quality of working life experienced by hourly
workers..

While many employers had difficulty assessing any.
measure of productivity in their organizations due
to the- lack-of-technical-sophistication-or-availability
of data, the effect of MDS services on productivity
was calculated as positive by 35 percent of the
empioyers responding to this question.

While the 'majority of firms contacted and worked
with employed on-the-job training (68 percent),
only a very small Minority (1,7 percent) had any
other training strategy or approach to upgrade
skills at the hourly, supervisory, or management
levels.

Employment levels in firMSancUorganizations-worked
with by MDS were stabilized or inereased,in the
face of rising levels of:unemployntent'intbe state
and nation.: An average-pf-f33,16neW,wOrkerewere
employed by the 71 MDS Client lirmswheriprein-
volvement figures werecompared WithemploYment
following,MDS interventipm.

,

An overwhelming 81 percent of the employers worked
with were desirous of further contact wlth MDS
following substantive involvement at the diagnostic
or impletnentation level, further, and perhaps con-
elusive evidence of the positive impact Of services

. on employers and their workers.

3.5 Summary_of Quantitative Findings and Areas
Needing Further Investigation

Although the research on which the project findings

intmoduced and discussed in the preceding sections is

based tfalls 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 configurations and organi-

zational characteristics; and (2) a small, universitybased

team of human resource analysts and consultants can effect

positive organizational change, especially in the areas of
_ .

productivity ._and.,._the_......quality _Qf working 1.1 This 'keneral ,

conclusion supports the findings of independent investigators

currently conducting research in the field of productivity,

organization change, job satisfaction, motivation, and

the quality of working life (Katzell and 'Yankelovich 1975;

Whiting 1975; Davis and Cherns 1975; Taylor. 1973, 1974;

Charlesworth 1973; Booth 1975).

The MDS research team found that the dependent variables

of receptivity and impact 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 responsibility assumed by
management for the existence and persistence of
those Problems, the more receptive the organization
would be toward MDS involvement and assistance
in treating intolerable conditions.

4

2. Nature of Business - The more labor intensive
organization, the more receptive to MDS involvement
and assistance it would be.

Ownership - The more closed the ownership of the
organization--especially if it were familyowned
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 more unstable or
unpredictable the organization in terms of size,
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profits, products, markets and similar conditions
(indicating a shift in the life cycle of the
organization), the more receptive it wolUd be to

MDS assistance and involvement.

5. Size - The more an or_anization tended toward the
middle or lower-middle ranges of employment,
approximately 25 to 500 employees, the more receptive

to MDS services it would be.

6. Organizat-ion Sophiticalion-,Spediallzation-The .
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. HOweiiei, 'if-Out-reach attemPts were
successful with an organization that was function-
ally differentiated (especially ,if there was a

separate personnel or training department), the
more likely the long-range impact MDS might have
on that organization.

7 Management Commitment - The higher in the 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 oi

the services rendered.

9. Durptioy nf Involvement Timin and Follow-ur. -
The longer the involvement with an organization,
and the more regular the follow-up visits, the
more likely the impact of services rendered on a
long-term basis.

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 the organization.

In addition, receptivity and impact are substantially

affected by the following moderating or intervening variables:

1. The state of the economy, locally and nationally;

2. The personality and approach employed by the MDS
consultant with any given organization;
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The attitude of the client or potential client
toward government involvement in business affairs,
university involvement in the practical arena' of

the business community, and the intrusion of outsiders
into the private affairs of the business organization;

4. The timing of the contact or visit with the employer
to avoid seasons, weeks, days, Or hours that ,are
critical and indispensable to the employer and that
command his complete attention on a CycliCal basis; -

5. The gcJographic location of the firm, and the urban- ,

rural characteristics of the local business communities
and labor markets.

Several other significant results not treated.in the_
preceding sections are suggested for consideration and

additional research:

The untimely reduction in the final year's,budget
s4-1

prohibited MDS from conducting the elaborate statis-

tical analysis of project findings and results that ..... ,4!r

"

it had originally intended. The ,.comprehensive

evaluation of productivity and quality of working

life interventions is a task yet to be treated by
-

researchers in the field. ^ 1:
,

Most firms lack the sophistication and technical

knowledge required to assess and account for variations ,

in productivity.. The development of a simplified
4

manual to assist employers in measuring productivity
4,1

would be most helpful, especially if advisory

assistance were available to help them understand

the use of and encourage the adoption of such

procedures.

'

Family-owned firms are susceptible to a wide range

of problems and conditions giving rise to instability
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and widely varying patterns of organizational per-

formance. The family-owned firm would seem an

attxactive focus for research and demonstration

activities.

Although most firms claim oh-the-job training (OJT)

capability, in_reality most use the term as R

euphemism for no training. How toadevelop and

implement an OjT training program towards specific,

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, especially

in light of the predominance of OJT and the virtual

absence of any other training strategy.

In the energy-rich west, manpower management issues

will be an increasingly critical factor in the

successful development of new organizations and

_____processes_in_extractingpracessing, and delivering

energy related'resources and materials.

Rural employers have critical needs in training

and developing their employees, needs 9.5.3 great and

sometimes greater than urban employers. Yet the

delivery of services to these employers is, more

difficult and expensive. Ccnsequently, new and

innovative ways are needed to service the manpower

and training needs of rural employers.

The employer provides an attractive alternative to

institutional learning for his employees, and on-site

123 4
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learning and educational programs focusing on work

skills and life skills could and shoulzi be developed

with the coordinative and integrative assistance of

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

QUALITATIVE

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 system, and the impact of MDS services

on their organizations and workers which lent themselves

in some measure to quantification and statistical analysis,

the project also posed a variety of related qqeStions less

amenable to such treatment. The answers to many of the

additional questions raised in the course of the project

were not easily quantifiable, and, hence, necessarily depend

on qualitative analysis for explication. The following

sections set out the findings relative to questions con-

-STde-re-d-sufficrently-important-:to-meritincIusion--in--the-

report and about which, 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 training

needs of employers and the employed workforce. The university

imposed_few_bureaucratic constraints on MDS as an operational

unit and allowed considerable flexibility in the organization
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and de1trfer=7of services. Also, the univerity has excellent

research 1t1ities, and its name and reputa=4On lent

credibEULty t a loosel progrums suctl RA NDS. In

the tnit -treach actiii under7;aken by MBS there was

some re:s,--vat:on about the government sposorsItp of

the pru;g_ This Leaded to color the attitIg. ofpotcmtial

clients-- n though they generally had a neti or :.F...varabIe

image aboat the university. :However, these c -erns were

overcome aE.7.ADIS gained expbaure in an industrial and bus±ness

community. Employers recognized the value of the services

being provided and saw that MDS did not have an inspectoral

or regulatory function. The perceived relationship to

"government" diminished and that to the "university" came to

the fore.

This development of a lavd-iable image toward MDS and

a positive attitude toward the services provided was helped

considerably by the fact that Utah State University is the

_ __state's landmgrant university- MDS and_its_services were

favorably compared with existing extension activities and

Services provided to rUral and agricultural interests

throughout' the state. Employers liked the idea elf Y.A,0A,i17ing

similar assistance and saw the role of MDS as both legitimate

and appropriate for the university 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 sensitiosirie and manpower manag:e7rNWt problems in

organization3.;

The univQr.t provided MDS with a:- impressive arrXT

of useful suppc-i serc izes. The library, computer center,

instructional imedi crter, motor pool, and academic depart-

ments all came ! lac tAilied more and more over time.

Internath ,ittl:n the university MDS Imz perceived by

USU -4um.dathers as being an appropriate operating

unit within the 0Afthe of Business, and one which fit in

nicely with the nvtrfary mission and role of a land-grant*

university. Th 5 ,t4 was demonstrated by the financial

support given tc v111;.;, in January 1975, when ORD funds were

withdrawn, and by the decision to provide hard money funding

for one MDS position, beginning in July 1975.

The university setting proved to be,a very attractive

location from the standpoint of the MDS professional staff.

MDS was able to xer=nit and retain a high caliber staff at

reasonable-cost :Em' -onsequesece-of-the--locationThe_

intellectual and cultural environment and personnel policies

were all perceived by MDS staff as extremely desirable.

Contributing positively to this situation was the hybrid

make up of the MDS staff and mode of operations, i.e.,

university faculty members Interacting with full-time operational

team members on a regular and continuous basis.. The intellectual

stimulation ant cross-lertilization of ideas afforded by

this relationship was outstanding and served to provide

an effective brietp between the employer's real World

concerns and.the 7vntderilic training and research carried out
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in the university's business school. This good cftellationsbip

,
kept the MDS operational.team informed of new r search alma_

developments in the academic fields relevant tc their work

and enamaed them to disseminate these new conceptte and ideas

to emplayers on a regular basis. They were also *tile to

try out the new concepts or techniques with-interts.sted

employers in actual work settings in the course -their

consulting activity.

USU faculty rassociated with MDS- were able -= improve

the relevance and quality of their teaching by utilizing

many of the ideas and experiences arising out of the field

work being carried out by the operational team. Utey also

tackled some interesting and challenging research problems

encountered by the operational team.

While MDS found the university to be successful, there

were a few negative aspects-encountered which should be

mentioned. First there seemed to be something seductive

about the university environment. While most =3 staXf

were intentionally selected because theY v.rere not intexested

in a traditional aeademic career, the experience of working-

on such a. challenging project and in a stiMulating environment

tended to cause some bf the staff to begin.thinkingabout

going to get Ph.D.s and become attached to:the univerality

as faculty-members with full teaching'and other responsibilities

As this metamorphosis took place, the' desire to maintain

---anactiveprogramofoutreachandconstlting7indistamr

locations was diminished slightly. FortUnately:, two events
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served as a successful anti,ote to this problem: (1) toe

infusion, on a regular bas=3_ of 1:,mw interns with entrmarlasm

for fiefld ynrk helped the oneratimnal ream focus on

primary fur=tions; and (2) tne neet tz generate payiug-

work onne ORD funds were withdra wm. served as a powerful

incentive to keep the staff actively involved in outreaan

efforts.

Another potential problem of the university base for

MDS was the typical academic allowance for, if not encourage-

ment of, consulting by faculty members. In the case of MDS,

two of the USU faculty members who served as consultants to MDS

carried out additional consulting :and other income Tandnring

activtties. Although there did nut appear to be a conflInt

of interest between the outside work they, engaged in =ad

that which they performed for MDS, this might pose a-problem

in some siutations-

The decision was made at the outset of the project

not-to_allow_Zhe_MDS_operationaLteml_to_engage_In_consulting

activity outside of their regularlmmrk as this would thave

placed themin a serious conflict at interest situation.

They-were allowed to -:atlach university sponsored extension

classezfor extra-mew (on -tile same-terms as faculty memhers),

if -thev- wanted to, as lonc as those activities did nnct

interfere Iwilth their MDS r-Torallting work. Thiszamrangement

worked=out to the satisfaction: of ',gala cencerned._

One other problem faced by MDS, whichHis not necessarily,

related to the university base, is the sparsely -populzted

. geographic area of Utah and the IntermOuntain West. Con-_
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-trxvel time was requimed to reach the outlying

rral areas:-t:t the state. and. zri:;;;ion. *The question of whether

autst--ation. an MDS staff .mitter in the outlying areas

con d in an effort reduce the travel time, but
this idea. VPFt -eventually red ....ed. It was concluded that

the isolirtz:Jn experienced 1377 a staff member in such a

situatioz:Irmild be detrimenttLI: to him and to the effectiveness

of the u=1.t. As YDS was qui Ta. small in .size, locating the
team :members -in serf-a:rate dist. A. locations would have destroyed

the valu--..gained by having them interact regularly -With each
other and.. -with:the USU faculty members. .Furthermore, the

group worked--ery.effectively -as a team, and such a.--change

would :have -prevented tthat :appzroach from being utilized.

From -th.e-point of view of Mna, the increased effectiveness
of the 'aperaticonal team outweighed any possible loss of
efficlency as a critsequeirm= of the .greater travel time.
When possible:11DS ttictifff stayed in the outlytmp: .areas

for-:metr6:ttai. dakS a ±e 2ii:Td7gahedii1ëd-Visi-tsz-wiTh several

c]ti tor the vicinity ta maximize effective time on each
trtp_, 'Thre considerie acccamil.ishments of the ns operational
teara-. the 1.1.ifirLted: ri4staurs available appeared Lo demon-

strda.---- *tsdom of th.ts pi.t ion.
B:ontiexpe:rienc:e cDf MDS, it cOuld be argued that

.:sztaftE-per.f..ormtng this- kin:d .cth° advisory work sho.uld -.be out--

stationeYt:only when- the distances involved and :population to

b.e.: served _warrant the creatittaLof.,.._a..._small.....unit_.of_,:several

.people who: can interact w±th.:..-::each other and, 'only then, if
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the circumstances enable them to maintain frequent contact

with the university base headquarters and staff,

Summary Conclusions - University Base

MDS was able to effectiyely organize and deliver

its manpower and training consulting servIces from

a university base.

The university setting provided considerable flex-

ibility and technical resources to aid MDS in the

performance of consnl'ting, training and other

operational activit±as

The university settLag permitted a high level and

quality of interacticn between the MDS: operational

team and USU academIc staff,, and it smpported the

team approacir to diagnosing anoi-treatimg organi-

mational and kaftan :resource problems.

The land-grant extensian orient attmn ant experience

im agricui .:nre cdf Mak State University Liunserred

kysion: dealing with issues 0.f.L7n±t1--,EisLTtf.,

manpaver-roanawmnent, training, productivity, and

the quality af working life.

UtahState University proved to be an excellent

base:from Maich to attract and retain the quality

af staff required to successfully argantmeand

41e2.Alter =an-power :services --t-8'-paoyers:-;:and titre empaoyEd

vaumarutrce-
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4.3 Role of the Advisciry .rouncil
The original proposa.1 for the project -stated that an

Advisory Council drawn from the project area would be selected
to provide assistance to MDS during i=s _formative stages.

Meetings would be held tm, :get the advitoe of: its metal:lams -

concerning the determina:tion of specr. firms or industries
with which to work, the locality in which the initia- 1 effort
should be made-, -and the development af tighter .specificationS
for. .the diagnost assistance -to be offereth andl-concientrated'. .

on in the early stages tit the project-
The selection _of the Advisory.-Council .provemi. Ihe a.

!more .tiMe;-consuming process than was tirs.t.::.antir:ipaed..

'The task of selecting- the AdarEStory Comic 1 was -wad -t=tain

after recruitment and seleictical of:--the team hzed.tamsam.completed.

The initial -Planning for this takiulioass undertaken_ Jan: mid-.

August 1972 anfdt.mas. -IftnalTd .duz±±tg -tine 'next -two Astits-.

After coasiiderin-g seqi0Fm:a1 .possilApproadiaes, it was

decided to idertdfy those- -crtrganizatimns considert.=d /te7)p-r!_mprip:te.

to provide representatives for the, .Ativisory Council.. The

organizations 'contacted -were':

Utah ManufacturtsF' Assocationt.
Greater Salt liaarniaer cot:. ce
Utah -State 'Department ,cof. -Day ',e_l_iamirtnent..Seirxrci
Utah. Division..oT. :Tab:Ws:triad_ itiolOM WIWI 001.
Ogden. Chamberol: Zianimerce-
Utah :State- Etnialegment .Servdce
Utah.. Personnelia,:t-thni:
Industrial, Ralations- ResearCh...Assaciation.

. American.- :Socie7t;-.y rot- :Traiii-n47-errtg:321-frforrtiors
Cache .Chamber :of: Ctmamerce,

.University ! of Ut
-.Provo Chamber erce
Pro-Utah

--Pocatello Chamber. of Commerce:
\LA,
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Contact was made with spokesmen from each of the designated

organizations. After.briefing them about the nature of the

proposed work, they were invited to recommend individuals

who would be qualified to serve on the Advisory Council.

A number of businessmen in the area were also asked for

their recommendatioms. A list of persons and organizations

represented was then compiled. This formed the basis for

the list of individuals to be contacted. Appointments

were made with the prospective members, and they were visited

by members of MDS, usually the Project Director and a core

sta21 member. On the basis of personal interviews and other

inEzrmaiion collected, those selected were invited to part-

icimate on the Advisory 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 and expressed

positive statements as to the need for such a service.

Only two persons approached were unable to serve o the

Advisory Council. Both expressed interest in the project,

but felt they could not serve because of other commitments.

Before the Council was officially chOsen, prospective

members were asked who they felt would make a good chairman.

In this 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 during

-a--meeting.----This--method--worked--very-successfull-y-for--MDS- --

as one person was named most often as the loginal person to

serve as chairman. 133
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The selection of the Advisory Council 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 MDS services,

'to give their recommendations on what kinds of firms or

industries MDS should concentrate on, and what kinds of

services should be provided. On the basis of the Councils'

recommendations, MDS redefined and develoPed its conceptual

framework and initiated direct contact with firms. Basically,

the Council felt that MDS should work with whomever entry

could be obtained. After sufficient experience had been

gained and credibility established, the further refinement

of objectives could be accomplished. Relatively infrequent

use of the Council was made after the initial inputs were made.

Meetings were called whenever the MDS staff felt the need

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

should bA made to them.

'At the end of the first year a discussion was held by the

MDS staff to determine whether the Advisory Council had

fulfilled its purpose and should be disbanded, or whether .

it could still serve a useful purpose. After a review of the

role of the Advisory Council, it was decided that the Council

be continued as a functional body. The staff concluded that
_-

the major valUe of the Advisory Council was twofold: (1)

helping provide credibi-lity-to-MDS-with-the-busin-e-ss-cbmminfityT"

and (2) serving as a sounding board for MDS ideas 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 provide a

base to help secure a future for MDS or the ideas arising

therefrom should the outcome of the project iesult in

favorable recommendations or positive 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 consideration

was given to adjusting/the Council membership to better

reflect the interests of smaller business firms. One

Council member felt the Council had too many representatives

of larger business firms and more input was needed from.

smaller firms as they were a primary target of MDS services.

While MDS staff had considerable sympathy with the suggestion,

- experience-wtth-the-existing-Council-suggested-that_members

drawn from smaller businesses were the least active. It

was postulated that perhaps those individuals, because of

the size of the organizations with which they were affiliated',

were short of managerial talent or had greater pressures .

on them than managers from larger organizations that freed

their staff for public service activities. The dilemma

appeared to be that this was the group most in need 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 the

progress of the project during the first year, to plan for

the second year:, and to consider its own role during the

coming year. The Council_ concluded that it should continue

in the same role during the second year as before, that

meetings should be-held on a quarterly basis, and that in-

dividual members bi71-? used to further the work of MDS whenever

appropriate.

The use of individual Advisory Council members for

more direCt assistance in making contacts with clients had

_ mixed results_ The type of individuals on the Council

and the many ,organizailtildemands made upon their time

suggested that for-mane it was impractical or unrealistic

to expect then to became directly involved in MDS outreach

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 March

1974. Subsequent to that time little use was Made of the

Council as :a group. Although considerable contact was

maintained with individual members, particularly the chairman,

up until June 1975, virtually no contact which involved their

advisory role was made after that date.

Summary Conclusions - Advisory Council,

An advisory council is more important:to an organization

such as NDS during the formative and early developmental

stages.
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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 degree of credibility to the activities

of MDS although the necessity for this function

was minimized considerably as experience demonstrated

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 difficult to

coordinate a variety of schedules to achieve input

from the Council as a whole. 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 input or had involvement beyond.

that.

The role of the council should be advisory in

nature; it should not be'relied upon to establish

policy.

The appointment of a Council chairman proved to be

a viable strategy, but the Director of MDS needed

to work closely with the Council aairman 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

organization.

4.1 Staff Training and.Development:

The nature of the consulting services provided.to
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employers by MDS staff members required that the MDS team

be flexible and able to apply a wide range,of practical and

theoretical approaches to meet the needs of each particular

client organization. Team members selected on the basis

of personal and intellectual potential rather than on direct

business or training axperience seemed better equipped to

develop the attitudes, skills, and techniques'necessary

for providing such diagnostic and advisory services to

employers. However, this approach demanded a rigorous and

systematic training program to give specialized consulting

skills to able but inexperienced team members. In addition,

the decision was made during the planning phase of MDS

development that diagnostic and advisory services should be

delivered by a team approach. It was felt thaL a 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 necessary

to operate as a unit. 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
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team members must be sensitive to the needs andproblems

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

accomplishing organizational ancLproject objectives.

To support MDS objectives and its philosophy of trans-
__

ferring knowledge and experience from the consultantto the

'client, it was determined that.internal training should be

directly related to MDS involvements with employers. MDS

philosophy developed largely by adapting existing condepts.

to fit the needs and problems of individual employers, thus

it was logical and consistent to organize staff-training

around the issues, concerns, problems, and needs-of client

organizations and their attendant-staff, officerS and per-

sonnel. MDS consulting activities were constantly monitored

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

to identify pertinent training topics, and to modify and adjust

MDS philosophy and operations to meet the realities of the

work place.

Team development for MDS staff members proceeded through

three distinct Stages of evolution: (1) Training initiated

iand directed by the USU faculty-contingent_of.MDS'based

largely on psychological,, behavioral, and industrial models

of learning and behavior (see Appendix H). ThoSe general

kinds of all-inclusive,modules were very necessary during

MDS's initial phase of development when large areas of back-

ground and literature needed to be presented.to new MDS staff

members to fill in gaps in their education and experience.

These crash courses in the behavioral sciences served as a

foundation for subsequent' t:raining and, indeed, for' subsequent
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interaction with client firms. With these training modules,

MDS established the policy of mdeting together fortraining

purposes each Friday afternoon to discuss the training topic

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

Aiscussion_topicaraised-during-training-sessions.--This--

initial stage lasted through Oetuber.1972, until the British

Industrial Training Servf.,a (BITS) began their involvement

. with MDS.

(2) Training initiated and airected by two BITS

consultants durin the meilth and a half the were in residence

with MDS in Logan (November and December 1972). Recognizing

relative strengths and development of MDS staff at this point

in time in the general areas of principle and theory, BITS

tailored training modules toward the specific implementation

of techniques and procedures useful to them in their work
,---,, n. ,,

in Britain. These specific areas were heavily represented by

industry-specific training programs, i.e., clerical training,

manual training, training.in the brewery, waterworks, and'

leather industries. Generalizable principles that had

transfer to MDS areas of interest were sought and identified,

i.e., supervisory training, management training, training

the trainer, construction of a training.program. In addition,

BITS helped develop specific diagnostic and analytical

skills and techniques useful to MDS in their work-related

experiences with firms and organizations. Job analysis,

task analysis, fault analysis, training needs and analysis,

are representative of the kinds of analytical techniques

developed among MDS staff by BITS. BITS consultants were
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instrumental in developing critical work-related skills

among MDS staff at a juncture in time when those kinds of

specific skills filled an expressed need and demand. This

stage lasted until the exit of BITS personnel the last of

December 1972.

(3) Training initiated and directed by full-time MDS

staff. Following BITS involvement with MDS, the entire

MDS team interacted in evaluating.progress to.date and in

establishing short- and long-range objectives to be met in

the future. In the area ofteam development, specific

recommendations emerged. Training, tn sO far as Possible,

was to relate specifically to the kinds of diagnostic and

analytic functions that MDS offered as services to client

firms. Training modules were to be directed by a full-time

MDS staff member with Avhatevergroup_ supporthe_deemed_

necessary--including USU faculty acting in a consultative

and supportive role, on call for

needed. Trainine wa9 to involve

skills and techniques treated as

treatment. In practice, these

asSigntents4henever:.

thusly: Training topics were planned in one month packages;

e.g., in January the decision was to treat job analysis,

interviewing, organiza%ional chart analysis, and decision-

making analysis, all important elements of organizati,onal

analysis. An MDS staff member was assigned responsibility

for each module and he coordinated and directed the assigned

session. For examp]e, if job analysis was the assigned

training topic, selected readings were made available to
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staff members on job analysis for perusal prior to the session.

In addition, each MDS member was assigned the responsibilitY

of conducting a job analysis of some type and presenting

his material as a case study during the training session.

FaCuity-were available for individual consultatiOn-di

the week and for evaluation and constructive

during theactual training module. MDS found this approach

to team development effective and work specific thus

fulfilling the original development objectives.

In addition to the evolution of MDS training discussed

above, some general comments regarding team development

are in order.

All contacts with client firms served as materia,71 _for

team development in the form of case studies and applications

of general training principles. This was not done informally

or capriciously, but was 'built into the training program.

The intent was to insure that all principles, theories,

techniques, skills and studies be related as closely as

possible to on-going activities with client firms.

Team development was coordinated closely with individual

development, and interaction with 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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American Society for Public Administration. Although budget

considerations limited participation to approximately one

conference or workshop per staff member per year, value was

received from participation in such activities in terms of

new information, theories, techniques, experiences and

contacts which were sUbsequently shared with other staff

members and which ultimately appeared in improved performance

on the job.

Fimdings of MDS emmerience enggested that as the staff

became muse involved im.external activities, making

contact7vith client firms and conducting diagnostic and

implementation activities, it became more difficult to

continue the operation of a systematic team development

program. The emphasis necessarily shifted from formalized

classroom sessions to on-the-job learning experiences

supplemented by periodic group seminars to discuss specific

topics or problems. This development stemmed largely from

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

small staff to free the time and resources required to develop

and administer a formal training program. A very strong

commitment to training- ds required. Fortunately, in the

MDS experience, such commitment existed. (2) As team

members became more confident and competent, they tended

to diminsh their reliance on team oriented training sessions

for guidelines, directions, and operating procedures.

By team members sharing client-based knowledge and

experience, the project director can, as has been the case

with MDS, reinforce training objectives and emphasize the
,J
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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 requires:the

active interest, commitment, and participation of team

MeMbers; and the cooperation and aCcessibility ofisupporting-.

resources-, primarily academic department-based faculty

personnel. Fox the most =next, these conditions existed;

and-theTMDS training program performed as anticipated

HOwever, its success, baaed largely on program fiexibility.,,

adaptplaiddlity, and job reIttedness, does not insure successful,:

transex-to other sites and conditicins exceptin7general,

philosophical terms. Training programs for Human Resource

Analysts (HRAs, as MDS professional staff 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 and evaluation feedback from

participating HRAs.

The relationship Of training to HRA performance is

an important, but sticky issue. Certainly operational

procedures and style can be assessed bY the HRA himself,

by an internal or external evalnator, and by client employevs

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 change negative and counter-productive behaviors.

The MDS evaluation 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 consulting skills.

It is more difficnit to correlate the impact of training

with long-range quantitative changes in client organizational

performance, although one assumeS that procedural effectiveness

correlates highly with_organizational performance. In

general, such an evaluation is inherently subjective.. The

HRA, the MDS evaluation specialist, and the client employer

all had observations and reactions relating to the relative

success and failure of activities performed by S. These

observations 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

Training is important, and a formal program should

be built into the total structure of an advisory

service's activities approximately as follows:

(1) Initially for new personnel, from Lwo to six

weeks depending on need and qualifications; (2)

Subsequently, for one day a week for an additional

two to six weeks; and (3) Finally, for two to four

hours per week on a regular basis.

Training should be job-related, that is it should

focus on the needs, concerns, and issues facing

employers in the target labor market.
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Training should have a cognitive/process firimnto

meet job related dimensions.

go Training should reflect input from HRAs._

The university is perhapa an ideal setting fmr
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training purposes as it provides a library_ a com-

Puter, faculty, and other resources which a be

combined in a stimulating learning environment.

One staff member should assume the role of-training

coordinator on a permanent or rotating "basis.

-41, Training should be evaluated on procedural and

performance terms. Reaults should be led back to

HRAs and other appropriate start merhbers:,

4.5 Utilization of InterashiTc.Program

From the beginning of' the project, NDS was conaerned

with increasing the number off speciaIiLs capable.of per-.

forming advisory and consulting work al the work:of the

MDS unit demonstrated that there was a aubstantiaImeed for

the services offered, how caLad Human Resource Analyars

be recruited and trained for this type.of work? In order

to meet the challenge the MDS staff considered-several

possible alternatives.

The first alternative was to establish some criteria

for selecting interna, and then invite firms to ,send in-

dividuals from their staffs to workwith MDS personnel

for a specified time periocL During this-period with MDS

the intern would receive intensive training in the skills

needed to effectively function as a Human.' Resource.Analyst.

or Training Development Officer. The training Program would
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marshall the resources of MDS and ihe 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-their-former-employers._where they__

could utilize their newly acquired skills'.

The second alternative encompassed the identification

and selection of appropriate graduate students who 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 they would move into

.firms or agencies qualified to engage in the kind of work

bping undertaken by MDS. The stipend for these positions

co41d be built into the project or provided by other resources.

It was felt that either of the approaches mentioned above

would multiply the resources of MDS in carrying out its

activities and increase the pool of training resources

available for this type of work. Such a program if sutcess-

ful, could also be developed-into a full,,fledged;university-

linked program..

The idea of an internship program was explored with USU

administrators and presented to the MDS Advisory Council

for their consideration in November 1972. The Council was

a little hesitant about inviting firms to send individuals

to workwith MDS as interns. Council meMbers were most

worried about having an individual employed by one firm

go into another firm (which might be a tompetitor) to

help diagnose that firm's problems. Because of the Council's
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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

alternative of selecting graduate student interns.to work

on-the project and recommended that MDS implement it.

Discussions were held with the Dean of the USU Graduate

School and with the Director of the USU Economicilesearch

Center. The university officials were sufficiently impressed

to make available the sum of $3,u00 for.Use as stipends for

the students selected, plus outof-state tuition waivers

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 of those

chosen was a Ph.D. candidate in Psychology. The other

intern was an MBA candidate. Both were on stipends but

elected to join MDS because of their interest in the pro-

ject. The first MDS-sponsored assistanships were for a

:six-month period from January 1, 1973 to June 30, 1973.

The intention in taking on the two interns was io

fully involve them in the substantive work of MDS. Un-

fOrtunately,the timing and circumstances surrounding their

-
attachment with MDS were not optimal. MDS, as an organization,

had not reached the stage in its own development where it
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could properly acCommodate an effective internship program.

Consequently, the introduction of the internship proved to

be premature. The MDS unit was struggling to obtain an

identftY 61 its-own-,and-statf-members-wereattempting-to-

gain the neCessary skills and experience to fUnCtioh effec-

tively as professional Human Resource Analysts. They did

not haye the time nor the eXpertise to properly train and

utilize .the interns or to serve as appropriate role models.

The lack of experience and expertise of. the HRAs, together

with the status differentials between them and the:interns,

who had had considerable work or educational experiences,

resulted in some friction between the two groups. As a result,

the internswere less effectively utilized than they might.

have otherwise been, and they reverted to a more traditional

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 namloy any interns during thn iIncond year

of the project. Instead, sufficient resources were budgeted

for one graduate assistant who functioned in that role during

the 1973-74 academic year.

It should be noted that the internship 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.

The concept of an internship program was revived by the

MDS Review Panel in March 1974. They felt that the maturity

of the project warranted a reconsideration of the idea.

Several panel members,suggested that such an approach should

be considered as one method of relating the project more

closely to the goals or the university and of increasing the

number of persons capable of performing the kind of work

MDS was engaged in. For these reasons, the 1974-75 budget

of MDS included sufficient funds to employ one intern.

it turned-out, circumstances permitted the-hiring 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 take employment with

a major Intermountain bank as 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 (April 1974), 'a

search was launched to fill the HRA vacancy and the newly

budgeted intern position. When tne applicants were screened,

it became apparent that the candidates for the Intern

position were much stronger than those for the HRA position.

Consequently, the funds for the two positions (one full-

time HRA and one Intern) were combined, and three Interns

were subsequently hired. One Intern had excellent credentials-,

including a Masters degree in Public Administration, but
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no experience. 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

students in a Masters of Organizational Behavior program.

They wanted a full-time attachment to MDS to fulfill the

internship requirements for their adademic proeram.

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 qualities

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 of 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 several new clients were

obtained with whom they were able to perform diagnostic

and other consulting work, both independently and in coop-

eration with other staff members.

The comretence 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 development
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consultant with a major aerospace firm. The other Intern

completed his Masters program and returned to Logan in June

1975 tc resume employment with MDS as an HRA.

The success of the MDS approach to staff development,

and especially the internship concept, can be contrasted

with the virtual absence of any academic program in American

universities designed to provide the kinds of training

needed to prepare individuals to work as Human Resource

Analsyts in agencies like MDS, or to perform this type of

work in private firms or public agencies. (There is one

undergraduate program in training and development given by

a college in Arizona.) This situation has led to the dev-

elopment of a unique new Masters degree program in Human

Resource Development at Utah State University. The USU

program is quite unique and should be confused with other

academic programs created in the past few years (some with

support from Manpower Administration in the form of in-

stitutional grants) to train manpower planners for the CETA

system. Unlike those programs, USU's is heavily oriented

toward providing students with the technical and applied

skills needed to effectively function as training and human

resource development profess nals, both in 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
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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 issues that will

become increasingly complex and difficult in the future.

The USU Masters program in HRD was started in the

fall of 1975 under the auspices of four cooperating academic

departments (Business Administration, Economics, Psychology,
...

and Industrial and Technical Education). A solid foundation

in one of the four academic disciplines, in addition to the

courses in HRD, is considered essential to the training of

the HRD professional. The students in the program will

also have an opportunity to participate as interns with

MDS (or in some cases, with other appropriate agencies)

in addition to the academic side of the program. An in-

ternship is considered to be an essential part of the training

for all students.

Already, as is mentioned in Chapter 5, the program

has attracted a student from the Philippines National Youth

and Manpower Council, and a shorter version of this program

has been requested by officials from the national training

agency (SENA) in Colombia. And, if imitation is the sin-

cerest form of flattery, then MDS should be highly flattered

by the recent offering of a successful program (which is very

similar to the MDS staff development and internship program)

for HRD consultants in manpower advisory services in other

nations. This couse is being offered by am organizatlon
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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 staff members uf 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 Conclusions(- Internship .

The concept of an intership program has value for

MDS in .support of a number of.organizational

objectives: increasing operational capability,

proving training for future HRA positions, pro-

viding a practical experience in support of an

academic or, educational program.

Interns will probably not be used effectively or

productively until the host organization is 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 students

from business, public administration, organizational

behavior, psychology, industrial relations and

other programs, requiring a practical exposure to

work-related problems and issues; managers, staff,
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and other emplopsies 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.

A successful internship program mUst-provide sys-

tematic training, learning, and experiential activities

for its interns who must develop a commitment and

dedication to program objectives.

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 resolving the problems identified? If there were com-

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 diagnostic activities

carried out. It was felt that MDS could multiply the impact

of its small staff sufficiently to have a significant impact

on the community by effectively utilizing the client employer,'s

own staff and whatever community resources were available.

In the course of the project, MDS found that in Utah

some res.,urces did exist with which Cooperative relationshi s

could be established to provide certain services in specific

situations. The.vocational schools, technical colleges,

and community colleges were especially receptive to working

with MDS. In one instance MDS worked with a technical

college to develop and initiate a new course for seilng

machine operators. In several instances MD diagnostic

activities indicated the need for specially tailored training

programs for employers. MDS designed programs to meet

the needs of the employers and then solicited the help of

local community colleges to teach as many of the modules

as theywere capable of teaching. MDS only taught those which

the local people 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
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MDS served an effective catalytic and coordinating role by

helping a group of educational and manpower agencies in a

lural area develop a survey of employer occupational needs.

MDS staff served as consultants to the group and helped

design the questionnaire 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 citedi

MDS filled a unique role by providing skills and expertise

which were needed by an individual firm or community to

accomplish the desired objective. At the same time, MDS

found it especially satisfying to involve the available

resources in the firm ,or community wherever appropriate and

possible. Through these efforts the impact of the small

MDS staff was substantially multiplied. The MDS staff

could devote their time to those activities which MDS

was uniquely qualified or especially we'll suited to perform.

In an attempt to better evaluate the-consulting services

available in the service area, in early 1973 MDS staff

conducted a survey of commercial.consultants operating

in Utah. A list of all "management" consultants listed in

the telephone directories was made, and knowledgeable and

professional people ih the area were contacted in an effort

to obtain any additional leads of persons or firms which

might be providing these services. A list of about 20

individuals and firms was compiled from these sources. An

'attempt was then made to contact all management consultants
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for whom telephone listings and addresses could be obtained.

The survey rasults were very revealing. Virtually all of the

so-called managemen-C-Consultants were providing essentially

financial or accounting asSistance. Only 2 of the 20

consulting organizations claimed to be providing any form

of training, personnel, or manpower assistance. One organiza-

tion was an offshoot of an employers association, and in-

vestigation revealed that it was providing assistance-to

employers engaging in collective bargaining or who wanted

to keep unions out of their firms. The services were clearly

limited in scope and partisan in objective. 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.

Several professors at the state's colleges and uni-

versities were found to be moonlighting as personnel or

organizational behavior consultants, but most of them were

very specialized or limited in the services they were pro-

viding, e.g., performance appraisal, testing, human relations

training. None of them appeared to he doing anything 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 no existing

consultants or consulting agencies capable of delivering
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their services to the range and variety of employers serviced
.

by MDS itself. Existing consulting services seemed 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 Communit

Resources

While there were not many community resources

available in the service area, MDS was able to

develop cooperative relationships with most of

those present.

By utilizing the existing community resources, MDS

was able to multiply the impact of its small staff

and perform an effective coordinating function

in bringing community resources to bear on pressing

ioanpower problems and needs.

There was little evidence of consultants in the

geographic project area providing services parallel

to those offered by MD8.

Those firms that had employed management consultants

usually were large firms, and they brought them

from outside Utah.

Most consulting services dealt primarily with

specialized areas of concern, such as financial

problems, accounting procedures, use of.computer

as a management tool, etc.

159



146

MDS found that firms with previous consulting

experience were more receptive to MDS assistance.

Consequently, through itswork with employers,

MDS was building a bridge for its clients to other

existing resources.

4.7 Willingness andfor Ability oX 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 delivery mechanism itself

as reflected in the willingness of ehployers to pay for

such services."

On July 17, 1974, a special meeting of the Advisory

Council convened to discuss the fee for services question

and to consider alternative methods of funding the MDS

services in Fiscal 1976 once the demonstration phase of

the project ended. A variety of ideas were suggested

including: (1) a retainer or "membership" arrmgement

which could be scaled based on gross sales or employment

levels of the organization; and (2) partial support from

state government to 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 assistance.

The Council recommended 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 this survey,

a strategy for costing MDS services would be developed.

The survey of former clients was carried 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 SCHEDUL1;
(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 $ 15.00

After considerable discussion it was decided to proceed

with the test of the fee plan as follows: (1) Former clients

would be interviewed and specifically asked if they would

have been wi/ling to pay the proposed rates and whether

they would have liked to be placed on a retainer arrangetheni.

(2) MDS would charge all former clients these rates for

any additional involvements. However, the first involvement

with MDS would still be free in the general project area,

i.e., the state of Utah. (3) A pilot subarea within the

state would be chosen to test the'acceptance to fees for

first involvements. A test of the fee for services plan

was scheduled to begin in October, 1974.
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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 demonstrate the need for this type of unit,

and did provide considerable information about some aspects of

the fee-for-service question. It also provided an opportunity

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 operational team essentially terminated all gen-

eral outreach efforts and the delivery of services under ORD

grant funds as of December 31, 1974. Work carried out there-

after was directed toward specific projects funded by private

firms or public agencies. In the following twelve months

approximately $40,000 in additional funds were generated from

fee-for-service work and other sources. The types of services

provided after January 1, 1975 included the following:

1. Diagnostic, Planning and General Consulting Activities

(a) Comprehensive research, diagnostic, and con-

sulting services to an Association of Govern-

ments manpower planning agency in a rural

district of Utah.
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(b) Consulting services in training needs analysis

to the Cooperative Extension Services of

Utah State University.

(e) Development of a pilot work skills/life

skills trainink program for disadvantaged

and other employees subject to high turnover

and instability.

(d) Consulting services 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

chain.

2. Training, Workshop, and Other Implementation Activities

(a) Development and conduct of a series of management

skills training workshops with an emphasis on

manpower for local government officials in

a six-county region o-F Utah.

(b) Development and conduct of a supervisory

training workshop for employers with workers

hired or trained under CETA manpower programs.

(c) Development and conduct of several one-day

specialized workshops for Utah State Employment

Service personnel.

(d) Development and conduct of a seven-week manage-

ment and supervisory training workshop for 50

supervisory personnel of a private manufacturing

firm. 163
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(e) Development and conduct of a four-week organ-

izational development workshop for the training

staff of a large, federal defense installation..

(f) Planning and development of a comprehensive

supervisory training workshop for a mining

firm.

(g) Development and conduct of a multi-session

supervisory training workshop for a private

meat-packing firm.

(h) Provision of consulting services in job

analysis and evaluation to Utah State University.

(i) Development and conduct of three 24 day

training workshops for all Employer Relations

Representatives (60) of the'Utah State Employ-

ment Service.

(j) Development of an orientation training program

for a federal agency.

The fees charged for services provided by MDS since

January 1, 1975 have been set essentially at levels designed

to cover the operating costs of MDS. Most firms requesting

training, workshop, or other implementation activities were

prepared and willing to pay the market rates for these

services. And while some of the activities engaged in by

MDS in this category were not considered completely desirable

or appropriate in light of the initial MDS operating

philosophy,and public service objectives, financial exigency

necessitated the acceptance of this work.

1%*,1
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Summary Conclusions - Pay for Services

Lack of finacial resources to subsidize outreach

and diagnosis activities prevented MDS from pro-

viding help to firms who are not able or accustomed

to pay for services.

Lack of financial resources to subsidize outreach

and diagnosis activities encouraged MDS to shift

emphasis to providing training and other implementation

activities for larger firlils who were equipped

psychologically and financially to pay for services

received.

Selected firms were willing to pay for services

received at going market rates.

Without subsidization MDS was best advised to focus

activities in the more metropolitan areas where

outreach and service costs were not as great.

Without subsidization MDS was limited in the time

and resources that could be spent in many general

. manpower extension activities such as broadly

disseminating new ideas and techniques which might

be useful to employers throughout the state and

region.

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 thew:delivery 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 all possible alternatives for securing the future

of the MDS unit as a viable organization. These effoiqs

were first initiated in the fall of 1973 when the Director

of MDS met with the Directors of the Utah State Employment

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 public service agency,

if at all possible. The suggestion was made that planning

activity be initiated among the interested state agencies,

-MOS- staff to ascertain how funds could be obtained

to finance the future work of MDS once the 11 & 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 expresspd that if suf-

ficient lead time were allowed, some financial support could

be provided by the university. Sulasequently, in the 'fall of

1974, the USU Vice President for Extension and Continuing.

Education made a commitment to fund one MDS position begin-

ning on July 1, 1975.
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The loss of grant funds in January 1975 place4 in

serious jeopardy the objective of institutionalizing MDS.

Instead Of a systematic and planned effort to accomplish

this objective, the MDS staff were forced to make a choice

between shutting down MDS entirely or to solicit assistance

from potential sponsors. The central administration of

Utah State University recognized the value of the work

being carried out and, therefore, contributed $18,000 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 $12,500. Finally, as noted

above, sufficient 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

filk

State Division of Industrial Promotion in February 1974

requesting funds from their 1975-76 budget to support 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 perform work of

mutual interest and benefit. So far these efforts have

not been successful.

The second major effort to obtain financial support

for MDS was launched at the beht:st 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 Services

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 Manpower Affairs (OMA) in the winter of 1974-75. The

state OMA staff-received the ideas very sympathetically,

but suggested that the progosals be made directly to the local

prime spow:ors since "they had the money." After further

preliminary discussions with several local prime sponsors

a request was made by the Six County Association 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 subsequently carried out. (A write up

of the work done for this AOG is included in Appendix J.)

At about-the same-time-the-Six "CountS, project was

initiated, several of the local offices of theEmployment

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, a 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

proposal is included as Appendix K.) A copy of the pro-

posal was also sent to the Office of Manpower Affairs

asking them 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 AI



155

While the OMA staff liked the proposal, they once

again stated that OMA had no money to finance the delivery

of such services, that it would have to come from the local

prime sponsors. Several of the local prime sponsors con-

tacted liked the lideas proposed, but said they either

couldn't legitimately spend money for such services, or

they just didn't have sufficient resources to Purchase them

at that time. Two local prime sponsors said they liked

some, of the ideas proposed--and one felt they were of such

importance that they were going to appoint a person ostensibly

forthe proposed purpose. But when MDS checked some time

later to see how he was doing and to offer any assistance

in training him to perform his new duties, it waa learned

that he had been given another assignment and the desired

work bad never been initiated. The other prime sponsor

had_a_person_employed_with a titlecovering.the_appropriate_____.

area, but there has been no evidence to date that he is

in fact performing any of the work in question.

In the fall of 1975 MDS staff again approached the

OMA and several local prime sponsors to discuss the ideas

which had been proposed earlier. Once again there was

acknowledgement of the need for the kind of help proposed,

but the response was that it would not be possible under

current federal 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? First, the
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Utah Job Service has recognized the value of the services

provided by MDS and has continued to use them on a regular

basis, thus. recognizing the importance of MDS

ized resource. On the other hand, the CETA prime sponsors,

with one or two exceptions, have repeatedly acknowledged

the existence of many problems which could b
,

the use of MDS, while at the.same time pleading

restrictive federal guidelines as reasons preventing their

use of the services available. All CETA prime sponsors

say they need and would use the services if the federal

guidelines were changed or if federal support (outside

their jurisdictions) could be provided to underpin the

delivery.

Unfortunately, the f,ck of resourcos during the past

year has prevented MDS from unilaterally demonstrating the

value of the services which could be provided to the CETA

system (with one notable exception where a grant from another

agency was obtained to finance the work). As long as this

situation 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 deliver

these services to the local CETA prima sponsors for a

sufficiently lengthy period to demonstrate their value

(or lack thereof) 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 professional staff

under the direction of Marion Bentley, who now serves as

Associate Director of MDS and Extension Manpower Specialist

at USU. At the present time his salary is the onlymhard

money" support received by MDS2 an.indicatiedthat so far,

only the university has been willing to make the commitment

to support the institutional base and the public service

activities encompassed in the unit. The funds to support

the remainder of the staff and all operating' 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. All three USU. core

faculty members, Drs. Hansen, gragun,and Mecham; are back

on full USU support; they are receiVing no support from

and..have_minimal_attachment_to_MDS_with_the_exception

the Project Director, Dr. Hansen.

Because of its straitened finances, MDS no longer has

the luxury of selecting the type of work to be undertaken or,

the clientele to whom the services should be made available.

As mentioned in the previous section, %.he most notable

result has been a marked shift away from serving the

needs of the small and medium-sized employers--the group

for whom the unit v,ts originally intetded 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 after 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. nart way through

the project's third year made the institutionalization

of MDS at Utah State University much more difficult

to accomplish.

MDS has been institutionalized to the extent that

it is now receiving a small amoung of salary support
1

(1 man) from the university. At the present time

no other public agencies in Utah have been able or

willing to provide any financial support to help

underpin the-unit.

Since January 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 to enable

the unit to operate at an optimal level.

Additional financial support is heeded by 1D8 to

maintain the unit at a desirable level, i.e.,

sufficient size of staff and operating budget to

provide a proper balance between diagnostic and

implementation activities, subsidize the delivery

of services to smaller firms; and support the

accomplishment of needed public 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 Utah have responded

very much like small employers: they are either

unable to pay for services or unwilling to commit

the resources for their purchase until the value

t

can be conclusively demonstrated to them. A nationally

financed project to demonstrate the value of these

services appears to be the only way to bring about

their use, and thereby the desired improvement in

manpower planning and program operation at the local

level.
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Footnotes

Chapter 4

1Ted Mills, "Human Resources - Why the New Concern?"
Harvard Business Review, XL (March - April 1975), 120-134.
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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 assisiance-:'

to see what lessons could be learned from their experience.

It was also proposed that a similar review and analysis

be made of the relevant lessons gained from the industrial

service experience of the Utah State Employment Service

prior to the termination of these services in 1965.

The following sections represent a summary_of the

information obtained about several programs which were

identified as being appropriate for use in fulfilling the

above stated objer,tiv. Uaft:rtunl:ttely, the curtail=ni,

of project funds duri.ng the final year prevented the collection

of all the data necessary for the accomplishment of this

objective. Consequently, ,the information presented below

represents a very limited sampling 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 trainirkg advisory services comparable

in objectives to those oi MDS, or utilizing the same delivery

mechanism. However, several agencies were identified
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which provided services through somewhat similar

mechanisms.

5.2 Employment Service Industrial Services

About twenty years ago the U.S. Employment Service

(USES) in Washington began encouraging the State

Services (ES) to create Industrial Service (IS) units as

part of their employer services programs.. The objective

these units was to provide

deiling-iith their basic manpower probremS -Of -redrultMent-7-

selection, etc. In reiurn for

that employers would be more willing to

ment service of the ES. Depending upon the'desires

the individual states and the special circumstances found

therein, IS units were established in most states. They

began providing assistance to employers ranging from help

in performing job analyses to writing job descriptions

and conducting attitude surveys and iurnover studies.

Like many eLher states, the Utah State Employment Service
1.

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 Training 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 IS units entirely;

many did 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 Employment Service does not provide

employers with any manpower advisory services whatsoever.

When old-time Utah ES personnel are asked about the IS services

delivered in the past, they speak of them in positive terms

both as their value and the receptivity of emploYers thereto.

Unfortunately, no separate records -We're 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 thie unit in Utah during its lifetime,

Because of the lack of information that could be obtained

about the IS program in Utah, USES officials in Washington

were contacted and asked to suggest other, states where such

information might be obtained. After some discussion it was

suggested that the Texas EmploymentCommission (TEC) had one

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 Texas JS prograrn.1 The information below was obtained

Irom discussions with TEC personnel and describes the IS

program as it now operates in Texas.

The Texas Employment Commission has had an active pro-

gram of industry services for approximately twenty years,

having been established in the mid-1950's. Administratively,

the Commission divided the state into ten districts and each

district has at least one "employment technician," as they

are called. The larger districts have two or three such
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persons (the San Antonio Distribt has four technicians

assigned). The employment technicians are hired through

the regular hiring channels of_the Employment Service.

Most technicians have a college degree; all of them have

at least two years of college plus training or experience

in related fields. Technicians usually have been "with

164

the Commission for at least eighteen months in some other

capacity prior to assignment to an IS unit. TEC personnel

must take a promotional exam through. CLis_merit_system to

become an employment technician. The pay scale for

ment technicians .:11 Texas is a little higher than

ES staff. They typically rank on par with a low level

supervisor, placement supervisbror, supervisory,. interViewer.

When a candidate is selected for the empIoYment tech=-

nician position, he receives a one-week "potential tech

ncians's" course'conducted in-house at the Anstin.TEC:Office

and then on-the-job training from an experiented-teChniCian:

in the field. If he is filling a position in a district

where there is no other experienced technician, the.:State

Supervisor maintains close telephone'contact and may spend

time in the field with him to help with difficult problemS

until the technician.feels confident to.handle his job.

Occasionally, when some extra resources are available, one

of the technicians will be sent to a nearby college to

take a personnel course. Each technician also has copies

of the Industrial Services Handbook put out-by the national

USES office several years ago, the Hinaook for Analyzing
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Jobs and the Turnover and Job Restructuring_Marluals put out

by the U.S. Department of LalpDr.
2

As time permits and opportunities present themselves,

the employment t7chnicians go out and help employers "resolve

manpower problems." TEC employment technicians work mainly

with problems of selection and referral; 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-level job that the 'employer

is having trouble filling. Technicians are also involved

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 Services Unit personnel

try to resolve the bigger part of the employer's probler.

However, if an employer wants to do a major p1t study

where job specifications and job descriptions 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

.than attempt to do all the work themselves.

The employment technicians work closely with the Em-

ployer Service Representatives and other local ES staff.

When the latter discover a problem area than an employer

is having, they will turn it over to a technician to work
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The IS program in Texas is clearly seen b'y ES 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 provided. The priority

established for the delivery of industrial services in

Texas is to make them available to those employers who will

:helP the ES the most with job placements. This means that

large employers who are.regular customers, i.e., those who

list jobs regularly with the ES, will be given preference

over small employers cad those who do not make a regular

practice of using the ES.

The staff of the TEC irAicatel that it is extremely

d:.fficult to prove the usefulness of the industry services

program and, therefore, difficult to justify its existence

in the face of competing demands for limited resources.

In the mid-1960's, when the national shift in ES priorities

occurred and the national office suggested that the industry

services program be eliminated, a number of old-time Texas

ES personnel realized that they wouldn't be able to service

the minority groups unless they had employers who would

go aloag with the program and providi-.7 job openings. The only



way to do this would be to continue to serve the employers.

So, rather than do aWay with the IS 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, the number of technicians

was reduced from 28 to 18--the level which has 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 service. A return to the pre-1965

level of 28 staff members is considered necessary to enable

the unit just to handle all the demands for 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. Texas IS-staff see themselves currently

limited to little more than helping employers obtain and

select employees.

Notwithstanding the original high levl 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 a constant fight just to maintain their present

minimal staffing level.- Expansion to a more desirable

level is but a dream at the present time. The decision

of whether to replace a retiring employment technician is

made at the level of the District Director and above. Unless

the District Director is convinced that this function is

contributing substantially to the overall ES mission in his

district, he may decide to allocate the position to some

1:81
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other activity. It was suggested that some directors recognize

the value and see the need for industrial services more than

others do. Sooner or later those officials with little

enthusiasm for IS work begin to divert employment technicians

to "special projects" and the IS work .assumes a lower priority.

The current special assignments.now being carried out by

two of the four employment technicians in San Antonio appeared

indicative of this problem.

. The employment technicians in the TEC are left fairly

free and autonomous in the performance of their duties.

They keep a log of what they have accomplished during each

month. A review of this log by their supervisors is used

to help determine whether they'are acting as technicians or

as test administrators (this latter function appears to be

a real possibility given the combining of these two functions

in one person in the Texas IS program). 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

of the industitalservice type work being performed; these

reports also serve as indicators of what is ilfping done.

TEC Industrial Service staff feel that if a district sends

the state office at least one report per month saying that

they served an employer, and that during the last six months

since the service was offered to an employer the TEC has dcale

a substantial number of placements with him, then some good

has been accomplished both for the ( .oyer and the TEC.
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IS personnel in Texas indicated that.they are operating =

in a communications vacuum. There is virtually no contact

with individuals in other states performing this kind of work.

Little or no interest has been taken in their york by the

Washington office of the USES as indj.cated by the lack of

-meMorandums or other communicatiop..1 .-;ceived. The only

indication of any concern for this service which could be

demonstrated.came in the face of a "paper drive" two or

three 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

. some importance, at least enough to keep the reports coming

in. However, no further communication has been,received

from Washington since that time.

The comments made by the TEC IS staff suggest that

they are firmly convinced of the value of the service and

consider it as an essential part of employer services.

In their view, "you aren't going to do any good in the

Employment Service without serving the employer." The

problem, as they see it, is that people (including some

USES and TEC officials) just don't understal....i what a tech-

nician can do--what industry services really are. "When

you talk about manpower.problems the normal individual

doesn't know what you are trying to say- It is a real hard

job communicating what the people epm do for an employer."
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Several conclusions were reached as a result of the

review of the IS experiences of the Texas Employment Commission.

First, these units appear to be providing employers with a

useful and needed service. However, because of.the con-

straints iffiposed by limiteeresources and specific ES objec-

tives lor the IS program, they do not (and perhaps cahnbt

be expected to) provide very'extensive or sophisticated manpower

services to employers. Secondly, these units must corstantly

struggle for their existence and are subject to repeated

assault during period of tight budget because of the clearly

secondary role which they play.relative to the -rimary job

placement function of the ES.. These two factors alone suggest

that the ES may not be a very good base from which to pro-

vide more comprehensive and sophisticated Manpower consulting

and advisory servic-es to employers on a regular and systematic

basis.

5.3 The Upgrading Experience

Two other variants Of the Employment Service operated

Industry Services program which were considered 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 programs were terminated before

the USU-MDS experiment was very far along. Both programs

started out as pilot R & D upgrading projects funded by the

manpower administration, but-were shut down in part as a
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consequence of the budget cutbacks experienced by the Employment

Service in the early-1970's. Fortunately, a record of the

experiences gained during the life of these two programs

was madea part of the Columbus SIS project. The conclImions

and recommendations arising.froM these progms can be

found in some 'detail by isferring to the report by-Arthur

W. Kirsch and Ann L. McLeod entitled ManpoWer Services

in the Work lace: An Em.lo er Technical Services Pro ram

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 extensive

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 Training3

Between 1966 and 1968 the U.S. Department of Labor funded

a feasibility study and pilot program in New York City to

develop a high intensity training (HIT) model for upgrading

underemployed workers. The HIT upgrading approach developed

by Skill Achievement Institute used a consultant in-plant

intervention model which included an analysis of training

needs, forty hours of in-plant training stressing personal

develepment as well as job skills, a guarantee from the

employer of trainee promotion with an 8 to 10 percent wage

increase, and the training of a company official in certain-
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specialized skills to enable him to continue the training

efforts. The HIT package was basically designed as a "hands-

on" approach for utilization by an external organization

having the skills and stature to intervene in the company's

internal processes.

The initial and promiSing efforts in New York were

followed by a decision to replicate and further test the

HIT Model in three cities (Baltimore, Cleveland, and Newark)
.t
a

with the aim of providing an improved basis for gauging

the potential of such efforts by applying a similar model

in different political and institutional environments.

Sponsoring agents in the three cities were identified

and funded in 1968. They were: a nonprofit organization,

Skill Upgrading, Inc., in Baltimore; Sk1.11 Upgrading in

Cleveland (SUIC), an arm of the Mayor's Department of Human

Resources and Economic Development; and the New Jersey

Industrial Training Service in NewDrk, an affiliate of the

State Department of Labor and Industry through 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 "officiaT'sponsor which

initially handicapped the marketing of the HIT model -o

local employers. While this handicap was eventually over-

come, other internal problems led to the demise of the

Baltimore project once the initial contracts were 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 Achievethent Institute which served

as consultant to the three upgrading projects.

5.3.3 _SjRa_li_g2_cillUraditICleveland4

In the Cleveland experiment, the HIT methodology demon-

strated that a discrete federally funded agency could bring

about the immediate upgrading of workers in a wide variety

of company and industry settings. However, it was soon

learned that these programs had a limited impact on.employers.

SUIC recognized that substantial organizational intervention

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 Inten-

sity Training (AHIT) upgrading technique which built upon

the foundations of HIT to develop far-reaching inter-

ventions in companies leading to greater upgrading and

more satisfying opportunities for trainees. The significant

ou:come of the AHIT program was the recognition that SUIC

project, staff could be used as manpower consultants to make

a thorough analysis of client companies' operations, define

the problems, and then determine what should be done based

on that analysis. As a result, a marketing-analytic-training

process 'Was developed:which looked atthe:iemplOyer's totaI

system rather than at isolated training needs.

' Underihe original HIT' program ail that c;74.d-been ex-

cmined at Most coMpanies we're one set o/ specAfIC 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 increr..-;

for between 8 to .15 trainees. The only permissible response

to a company's problem was one or more 40-hour traihing

courses. SUIC recognized that upgrading a small.group of

workers in one specific skill would not solve a firm's

problems. Unless several of the jobs were restructured

13.nd environmental problems dealt with, training alone would

not meet a company's total needs. Thus, the SUIC staff

came to focus on particular jobs and departments only as

they related to the total system of a plant or organization.

This systemic approach thus became the heart of AHIT

program. Within the parameters of the AHIT Program, SUIC

was able to determine the kind and level of training ser-.

vices appropriate to a specific company and to implement

training which maximized upgrading opportunities as well as

supportive institutional change in that compLny.

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 model from employers who were unable to relate

the inflexible upgrading approach to their perceived man-

power needs.

Faced with employer resistance to the-original HIT

concept, the Newark ITS responded by following.la similar
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course of action to that being carried out in Cleveland.

Therefore, the services offered by the project were broadened

in order to respond to management's articulated training

needs despite the absence of immediate upgrading on.,..Lunities

for the company's workers. 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 salary) in favor of

a more flexible application-of the High Intensity Training

techniques coupled with traditional ES Industry Services

practices. Employer receptivity to the new service con-

figuration was unusually strong, as demonstrated by the

six-month backlog of requests for service achieved even

during periods of high une )yment in the Newark area.

The apparent success of the modified Newark ITS pro-

grar in evoking thl trust and respect o± employers appealed

to several officials in the USES who saw in the Newark

experience an approach that might serve to revitalize the

near moribund Industrial Services program and improve the

ES employer contact process. The rationale for the position

has been succinctly summarized by Arthur,Kirsch:

For he past severaLyears the Employment Service
system has,become increasingly-applicant oriented
in response to the need for improving employment
opportunities for-thedisadvantaged worker.:. Several
USES officials have'argued that the diminution of
openings And placements experienced'bY all State
EmployMent ServiCesAli the late 1960's and:early
70's could be traced, in part,..to employers' feelings'.
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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 SE9 could evoke employer
loyalty without substantially eflecting the focus
of the placement process,away /-.om the needs o.f the
disadvantaged applicant.'

Before prnceeding with their plans ts) incorporate an

upgrading comp..,-ent as a formal part of the total ES pro-

gram, it was decided to test the toncept 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. Shelley 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 project-was funded in June 197-

The project got off to a slow and somewhat une,,

due in part to the reorganization which occurred simultaneously

in the Department of Labor office funding the project and

OBES. Unfortunately, ihe original OBES. program design for
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SIS project followed basically the t_ _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

proposal writers who had little background in the compleixities

o" in-plant intervention."

Despite 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

approach, which began with a focus on upgrading, shifted

(much like that of ITS in Newark and the SUIC in Cleveland,

to broader responses to the manpower management problems of

industry_

In their report documenting the SIS project and sum-

marizing the four years of upgrading work accomplished by

the New Jersey and Columbus projects, the Shelly researchers

concluded that those mechanisms delivering discrete upgrading

programs like HIT as their only or primary objective really

only scratched the surface in getting at the problems which

impinge on the employer's efforts to improve the lot of

the "working poor." One thing they did accomplish was to

demonstrate that what employers really wanted, but for some

reason were not getting, was professionally competent assis-

tance in identifying and resolving their manpower-related



The experimental upgrading programs met with rub-
stantial resistance in marketing, despite offers of
significant incentives. Management 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 were not receptive to the upgrading concept,
they were able to see that some of their frims' man-
power problems might be aMeliorated.by'a flexible
application of "upgrading techniques." Since employers
wanted this kind of help, they were often willing to
agree "token" upgrading (change in title, minimal
raise in pay) it. order to be'able to take advantage
of the services of upgrading demonstration programs.

What emerged from this series of =grading experiments

was the realization that the acceleration of upward pro-

gression within an internal labor market presents a complex,

multifaceted problem. 8 According to the Shelley researchers,

the term "upgrading," and the limited concept it originally

represented, has outlived its usefulness. Upgrading "should

have continued to be considered a theoretical construct

which was artifically separated from the manpower process

in order to facilitate experimentation witi ;. various training

and analytical techniques. What is really needed, they

suggest, is a more comprehensive approach designed to encourage

the creation of an "upgrading environment" and "to develoP

a broad approach to improving company manpower management

systems.
,10

This, of course, was one of the.primaryobjectives

of the USU-MDS project.

Because the Columbus and New Jersey upgrading prOjeOts:
. ,

had-Clearly demonstrated a considerable need -or and:Stb

stantial benefits to be gained
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services through the employer to the employed workforce in the

workplace, the Shelley researchers recommended further testing

and the ultimate adoption nationally of a model 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 beyond the limited .

upgrading assistance provided as part of the Columbus SIS

project. The Shelley recommendation was made, notwithstanding

the considerable problems experienced by the Columbus unit

(many of which were directly related to its location in the

Employment Service). They saw the provision of technical

services as a way to revitalize the Employment Service and to

positively impact on the willingness of employers to support

the placement objectives of the ES. Hence, 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 strong staff training program"

could "mount an effective in-plant problem analysis and manpower

services program as part of a comprehensive employer technical

services effort. "11

While strongly in favor of the ES model as a delivery

system for manpower services to the employed workforce, the

Shelley researchers did acknowledge one of the primary

stumbling blocks to the adoption of their recommendations and

a major weakness in their proposed model. The services to

be delivered, while desired and needed by employers, 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 be successfully imple-

mented. "There appears to be little interest on the part of

federal Employment Service officials in substantially increasing

resources and staffing for the expansion of program areas not

directly related to the placement function."12 Their judgment

appears to have been borne out in the intervening time since

the publication of their report in 1973, as evidenced by the

subsequent demise of all innovative employer 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 carried out by the Humanic

Designs Corporation (successor to the Skill Achievement

Institute), the New Careers Systems Institute, 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 of upgrade training programs or

impeded their acceptance by employers. The reader is referred

to the Manpower Administration's summary upgrading monograph

and the project reports of the various projects for a more

detailed account of the work carried out and the findings

arising therefrom.
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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:

Employers still regard the development of their low
income employees as a desirable, but not necessarily
important objective in comparison 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 thework on 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.

Me turndown in the economy (which occurred in 1970-71),
rather than severely hampering upgrade efforts, has to
the- contrary encouraged corporations to focus 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 workforce.

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 thai new openings for the hard core disadvantaged--
with much greater opportunity for upward mobility within
the internal labor market--will follow the end of the
economic downturn.

During an economic downturn companies become increasingly
resistant tc engaging in programs solely directed to the

19.5
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employment OT the "hard core" disadvantaged. However,
they do not view upgrade programs 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
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.13

5.4 University Extension

In addition to the well-known cooperative extension

activities in the field of agriculture, which are financed

primarily by the federal government and delivered through

the nation's land-grant universities, there are a number of

institutions of higher education throughout the country which

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 information that could be obtained, it appears that most

of those institutions providing business extension services

do so through "Management Institutes," which put on a multitude

of short training courses on various topics for small business-

men and for.supervisors and managers of larger organizations..
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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 or college

faculty on an overload basis. Very 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 Cornell Uni-

versity, has an extension mandate for the state of New York

in the field of industrial and labor relations. Consequentir,

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

employers and,.unions in the respective districts. Most of

the activities in industrial and labor relations centers

closely resemble, in format if not in content or clientele,

those provided by the typical management institutes. Many of

the IR centers also carry on research and publication programs

and attempt to provide information and education regarding new

developments and trends.,in the field.
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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 identify a faculty member who is qualified to perform

the type of work needed. However, this appears to be inore

the exception than the rule. The consu:ing Work is performed

on an extra-time basis for mutually agreed upon fees.

Typically the work is done for medium and large organizations

which are most capable of affording their services.

At least one university, the University of Missouri

(which is a land-grant institution), has a full-blown 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 various departments in the College

of Business on the main campus in Columbia. These professors,

who have part of their salaries paid by the Extension Service,

provide additional consulting expertise to help resolve the

more difficult and complex problems identified by the business

extension agents.. The services are free to employers in the

same way that the farmers and agribusinesses receive advisory

assistance through the cooperative extension service. Equally
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important, the assistance is not provided on an overload or

moonlighting basis, but as a regular part of the assignment

of the professional staff.

While MDS staff were unable personally to evaluate the

effectiveness of the Missouri extension program (and no

published evaluation studies 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 variant of the university extension

model which has been extremely successful in proiriding man-

power services to rural areas is one developed at Michigan

State 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 of the land-grant college cooperative extension

service. The justification for developing the unique MSU

manpower adviw)ry service was a grant from the U.S. Department

of Labor (DOL) under the Operation Hitchhike Program. This

was part of a substantial effort by the USDOL/USES/Rural

Manpower Service to develop more effective ways of delivering

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 institution already servicing the rural
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area. The existing institution was to assist delivery or

otherwise provide employment serVices to the area. Seventeen

states were provided with "Operation Hitchhike" (as Lhe

program came to be called) contracts to test variations of

the strategy.

In Michigan the "existing rural institution" selected

for the Operation Hitchhike contract was the Michigan State

University Cooperative Extension Service (MSU/CES). The

MSU/CES is a traditional extension service with the usual

range of programs focusing on agriculture, home economics,

4-H youth, resource development, and marketing'assistance

of agricultural commodities. The Michigan Employment Security

Commission .(MESC), as prime contractor for the USDOL/USES,

subcontracted with the MSU/CES for part of the rural manpower

programming to be provided to three rural counties.

Fortunately, Professor James Booth of the Agricultural

Economics DepartMent at MSU documented,and evaluated the

Michigan 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 in 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

rural counties. Their job functions 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

ingeneral into 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 community and the schools utilize

this information.in develoPing programs to respond to human

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).

Consequently, it was determined that the most important work

forthe 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 conceived. The

reasons for this emphasiS is described by Professor Booth:

As the OH project continued, it was apparent that
most 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
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rural firms' executives, managers, and supervisors
were critical in creating good learning environments
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 a poor learning environment, is more
likely to be confused, frustrated and nonproductive in
the job. His observed instability and limited estab-
lishment of a "uareer" are in part a product of the
limitations and inadequacies of the communication, teaching,
and supervising skills of management.

Rural managers and-supervisors are often self-
taught and have not had formal management education.
The companies are usually small and rarely have formal
training staff or programs. Often times, the firms grow
up around the personnel so there aren1t_even. models of .
successful managers or supervisors to Illearn from.
Management by instinct has its advantages, but also its
disadvantages.15

As a result of this growing awareness of the training

needs of rural employers, the MSU/OH manpower agents were

given special training to equip them to organize and teach

several management training workshops in their respective

areas. The first workshop emphasized the functions of planning,

organizing, directing, coordinating, controlling, motivating,

and comnunicatirtp-. Thc second workshop, entitled "Motil.ration

for Profit," stressed human resource 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 Michigan managers

participating in the two-year period ending in late 1974.

The success of the first two workshops led to the development

Of a third unit entitled "Planning and Financial Management"

which was equally well receiVed.
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From the base of educatioaal programs, the MSU/OH

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 an:d drug abuse, OSHA, Affirmative Action,

changes in wage and hour legislation, etc.).

The third and most important type of activity under-

taken by the MSU/OH 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 managers in helping them identify

and resolve their human resource problems. t.;),Eamples of the

services provided include arranging for or conducting specialized

types of in-serice training; developing labor market infor-

mation specific to a firm's needs, helping management with

problem identification activities, providing assistance in

technicues of personnel management, providing references to

personnel materials, and identifying resource persons a manager

cculd contact.

According to Professor Booth, the role of the agent

as training consultant to rural indsutry was most important

and,therefore, its use should be stressed.

Qualified, experienced trainers or training directors
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.16
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The three types of manpower services provided by the

MSU/OH program were essentially free to the recipient public

and private employers. Firms and agencies were asked only

to absorb the costs of the materials for the training programs

as the tradition 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.

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-cast could involve considerable transaction 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
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-eMpIoyed
the case for public subsidy of skill development of a
general nature has been well-established it the human
capital theory.

Fourth, the least apt workers suffer most in poor
learning and management environments. If this statement



is valid, although the management advisory audience may
be the relatively well-advantaged manager and supervisor,

an important beneficiary will be the slow learners or
volatile worker who suffers irregular employment. Public

investments on behalf of qps is presently a
major manpower and we' item.

Fifth, the social co Ob6 failure in a rural
area is high. When fa,. Ls avoidable, so are its cost,

to workers, creditors, and investors. This is especially
important in the 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 of site-and la,cilities, tax,exemptions, .etc.)

are suspect as only favoring a relocation or transfer
---of activity from one locality to another. There are

losers tco offset the winners. Management-advisory services
have the potential of eliminating frictions and waste and
can result in a net gain to society.17

In evaluating the success and value of the unique manpower

advisory service activities carried out under 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 compared to control groups." Furthermore,

...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.18

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 manpower agents.

\4;
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The receptivity and success achieved by the MSU/OH

program !,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 arising from an othe: se successful venture

was that in late 1974 both the MESC MSU/CES respectively

saw fit to downgrade the program due to the financial stringency,

and overall narrowing of their missions. The MESC downgraded

the use of emploYer servides as'a-strategY-of bUilding-place

ment totals and withdrew resources from the program. The

MSU/CES, which was left without A partner or adequate resources,

began emphasizing serving agriculture and local officials in

policy education. The fact of the matter is that the MSU/OH'

program, which was one of the most innovative and successful

experiments in delivering manpower services,to rural areas,

is now defunct. 19

5.6 Foreign Experiences

The provision of manpower. and .training adviSory services

to employers and the employed workforce by governmentally

sponsored agencies abroad, unlike 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

Hoards (ITBS) was created in 1964 to provide for the training

of all young entrantS into the labor force. A major reorgan-

ization of the national system was effected in-Britain under



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, the,nation's manpower

system. A governmental body, the Manpower Services Commission,

was created on Janu--v 1, 1974 to run the Employment Service

and the Governmr-0A, ';.ng Centers previously operated by the

Department of Em, Alt and to advise the government on

broad manpower policies. The Commission also assumed powers

relating to the Industry Training Boards (broadly similar to

those previously exercised by the Secretary of State for

Employment), and the ITB system was substantilly modified.

A shift was made away from reliance on a levy-grant system

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

retraining 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. ANCO 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

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 additional .

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 projectto

help develop thi:. ,gency. In 1974 the (71rector of the SENA

Small i g service and several senior ILO-officials

visited Logan for two days to observe firsthand the work being

carried out by USU-MDS. In the fall of 1975 USU-MDS was again
-

Contacted by SENA officials to ask if they could send three

members of their staff to Logan for a specialized twelve weeks

training course for Human Resource Consultants which could be

developed and run by S. This program is Acheduled to start

in April 1976.

The .'kritish Industrial Training ServitZik- -with which MDS

has maintained close contact over the past i lir years, is

current:V engaged in helping the Nigerian Ir ustrial Training

Fund develop a manpower and training advisory service as part

of that nation's new industrial training system. The British

ITS is also performing a similar service in Hong Xong.

Much closer to home, a 1973 Task Force on Industrial

Training convened by the Ttovincial Ministry of_ Labor in

Ontario, Canada, recommemded that "Employer Centered Training

Divisiow" be established at colleges of applied arts and

technolgy throughout,the province. Manpower and training

advisory services will be provided to employers by these units

as an integral part of the new provincial system of industrial

training. 21

11
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Finally, the Ilational Manpower and Youth Council in the

Philippines is creating a national industrial training system

patterned somewhat after the E. .tish ITB system. In the fall

of 1975 the Philippines government sent a staff member-of this

agency to Utah State University tO obtain information and:

assistance which might be helpful to them in planning their new

system. It is antitpated that one of the major components of

theil-new training system will be a manpower advisory service.

Still another dimension of the foreign efforts to provide

manpower management advisory services is indiCated'by "the

incorporation of these activities a.s a major .part of the

productivi7 centers, institutes, and agencies that have been

established many nations abroad during the past two decades.

Interesting,t7Amtugh, many of these productivity centers were

started with fttmacial assistance provided by theUnited States

through the LMarpthall Plan and:Second Mutual Security Act of

1952. Whils a1j of the centers are concerned with economic

growth and AeNelopment, more and more of them are also becoming

increasingly con'.:exned about the problems of manpower management

and trainin,, *etch as those in Nol:way, 3rance, and Israel,

and are emphasiaung the problems concellfiiing the human factor

and human wwilare 22

The international interest in the development of manpower

advisory and COvMmlting services as part of the national manpower

systems is nrther illustrated by the request made in 1974 to

have two senior *IDS staff members direct a two and one-half

day seminar on the role and functions of manpower advisory

2
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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 Training and Development held in Oslo, Norway,

August 26-31, 1974. Twenty-five participants from thirteen

countries were present to share ideas and gain new insights.

The conference experience indicated that governments in

foreign nations have a much clearer perception of the need for

and value of these services in terms of human resourde devel- .-

opment,economic development, productivity, and the quality

of working life than is present in the United States
23

.
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6. MANPOWER MANAGEMENT ADVISORY SERTI'-ES AND

NATIONAL MANPOWER POLICY

6.1 Introduction

The experience of the Utah State r-Miversity-Manpower

Development Sdrvice (USU,MDS) from 1972 to 1975 and the

findings of upgrading research projects and other related

evidence discussed in the preceding chapters of this report

suggest both the need for and some of 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 and human

resource development systems. 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, flexibility, or breadth

of perspective necessary to effectively and substantively

assist employers in developing their workforces--including

those members drawn from the ranks of the disadvantaged.

The university-based model (as exemplified by USU-MDS)

has served as a very effective vehicle for do4-vering a broad

spectrum of manpower services to employers mmd the employed

workforce, and to other 'public manpower agencies. The model

has also demonstrated some ad the additional.benefits which

198 11/

213'



199

can be obtained hring into a positive complementary

relationship the manpower program activity for the disadvantaged

and underemployed developed under CETA with the industrial

training and manpower management programs of employers and

the emerging concerns over productivity and- the'quality of

working life.

The need for manpower advisory 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

State University/Operation Hitchhike (MSU/OH) program which

indePendently identified a substantial need for manpower ad-
,

visory services. The msu/ox project demonstrated that another:
_

variation of the university-based delivery system can be suc-

cuessful in meeting the substantial manpower management needs

present in a rural environment as well as in assisting the Job

Service to increase its effectiveness. When taken together,

the Iindings of these five demonstration projects provide a

significant body of evidence to substantiate the body of lit-

erature generated during the past deeade whieh:has pointed out

the need for and strongly urged the adoption of measures to pro-

vide publicly supported manpower advisory services on a broad

scale in America as part of the efforts to improve training and

manpower management practices in industry and government.

The case for manpower and tratning advisory services was

set out most forcefully by the-Presidentially appointed Task

'Force on Occupational Training in their report published in 1968..

',/r1 214
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The Task Force concluded that the lack of advisory assis-

tance constituted one of the most serious barriers to training

and recommended that the federal government undertake a "com-

prehensive program for technical assistance to employers in

setting up and improving training programs and promotional

activities designed to increase and improve occupational

training in private industry."

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.expertise. A major pro-
gram.of technical asSistance and promotional efforts would
provide-advice to employers conCerning the teChniques,
administration and planning of training'prograMs in industry.
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.z

The importance and value of advisory services in coping

Nidth national economic problems was also pointed out by a

group of researchers fromthe Urban Institute who stated that the:,

provision of manpower and training advisory serviCes to employers

. must be an essential component. of any' serious program to reduce.

Atflation and unemployment as well as part of any effective

policy to assist disadvantaged workers.$

A Second dimension of the need for the type of manpower

advisory services provided by-USU-MDS illuStrated by the

deficiencies becoming increasingly evident in the operation

af the Comprehensive Employment and Training Act (CETA) manpower

training system. For example, at a recent meeting convened by

215 the National Commission on Manpower Policy a number of speakers

painted to the inadequacy of FTA institutional and_on-the-job
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(OJT) training programs. Among other things, there is a need

to 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 and local

prime sponsors lack the technical capability to design and

implement rural manpower programs4. Thc experience and eb-

servation of USU-MDS during the past year confirms the accuracy

of thesece-mments. Unfortunately, many of the so-called
_

"Training" programs under CETA (particularly OJT) appear to

contain vex-9 little that can be described as good.training.

According to former Secretary of Labor John Dunlop, part

of the problem with CETA training prograMs stems from their

virtual isolation, both in spirit and interest, from the main-

stream of industrial training and manpower management 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 argument is that employers

might be more attracted, to a broader-based program, "thereby pro-

viding more job opportunities for the disadvantaged and unemployed.

A third dimension of the need for manpower advisory ep;mviceR

is indicated by the growing literature and activity now being

generated over the issues of productiVity and quality 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-
6

ation. In 1972 Congressional hearings were held on the problems

ri2 16
14,
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of worker alienation.
7 A National Commission on Productivity

was created in 1970 to focus public attention on the importance

of productivity for the nation's economic health. Its mandate

was broadened in 1974 to include efforts "...to help improve

the morale and quality of work of the American Worker. n8

The recently published report of this Commission identified

the need to develop and utilize the nation's human resources

as a critical element in productivity improvement--which in

turn is vital to the natiorial'interest.9-

What is especially noteworthy is that nearly every one of

the reports or studies dealing with the problems of productivity

or the quality of working life have acknowledged the need for

some kind of publicly sponsored delivery system,to help meet the

needs identified. 10 Basil Whiting of the Ford Foundation, in

testimony before the Senate Committee on Government Operations

in support of the bill to createa permanent National Center for

Productivity and the Quality of Working Life, presented a well

reasoned and convincing case in support of the need for a federally

supported delivery system to facilitate the accomplishment of the

important goals of improving productivity and the quality of

working life.
11 Equally cogent arguments were set out in the 1973

Report of the Forty-third American Assembly.12 And John Case

hit the nail squarely on the head when he said:

Imagine for example, a "work reorganization and
productivity" program. The Department of Labor (or
comparable state agencies) would set up teams of con-
sultants trained in the techniques of restructuring
jobs. Much like county agricultural agents, the teams
would.provide direct technical assistance in restruc-
turing workprocedures to any company, union, or group
of workers requesting it.13
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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 studies-13y knowledgeable

individual and groups, is there sufficient justification for

expending pablic funds in order to help provide them?. If so, how

should it be done? The answer to the first question i6 unequi-

.vocally "yes"--if one accepts the conclusion of the National

Commission on Productivity that in order to maintain or increase

our rate of productivity we must utilize fully the tremendous:

potential of our human resources. An affirmative answer is also

axiomatic if we want to more effectively deal with inflation

and unemployment as well as to successfully accomplish the goals

for the disadvantaged and underemployed which are embodied in

CETA. The expenditure of public funds to foster the delivery of

manpower advisory services at the work place for these two pur-

poses is surely as justifiable as funding the nation's agricul-

tural extension serviCe--and can become as vital a component in

helping the nation's human resource development 6ystem meet prer

sent and future challenges as has the extension Service in

making American agriculture the most productive in the world.

How should manpower and training advisory services be

organized and delivered to employers? On the basis of the find7

ings of the USU-MDS project and the other relevant experiments,

the authors believe that the university-based model.as a delivery

system for these services offers the most promise of all those

tried thus far. The basic characteristics of the model and its.
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relationship to other manpower programs and national manpower

policy dll be described in the following sections.

6.2 A Pro osed Model for Providin Man ower AdViSor
Services to the Employed Workforce

The model proposed for a Manpower Advisory Service (MAS) en-

visions one or more.teams of highly competent manpower management/

human resource development professionals operating out of a college

or university in each state or region which would be capable of

providing on a regular and systematic basis the following range

of services:

1. Provide a full lange of diagnostic and consulting

assistance to public and private employers within

the state or region to help them identify and rec-

tify their manpower management and training problems

2, Initiate and maintain an active outreach program among

public and private employers within the state or region

to disseminate and encourage the adoption of concepts,

improvement ot productivity 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

private organizations of upgrading, upward mobility, and

other models--techniques or programs which will lead tc

an increase in the opportunities for dev,eiopment of the

disadvantaged and underemployed._____

4. Serve as a systems consultant'or.catalyst to those

agencies directly concerned with the development and'.

implementation-of manpower programs under CETA (local

2a 9
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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.

5. Develop close working relationships with local and state

Job Service Employer Relations staff in order to coor-

dinate the provision of manpower services to employers

by the MAS with the job placement efforts of the Job

Service, and through such means help improve employers'

images of the Job Service and increase placements thereof.

6. Serve as a manpower extension service by disseminating

to employers on a regular, systematic basis (and in

practical ways through direct consulting services,

workshops, short_coursesmedia releases, and_other

forms'of communication) research and demonstration findings

and other relevant information arising from federally

sponsored manpower research as well as from all other

appropriate sources which would be of interest to them.

7 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 would 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
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future well being of our society, namely: a) programs

to improve manpower utilization and productivity; b)

public manpower programs for the 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-

grams designed to facilitate the transitionof youth from

school to work and to increase opportunities for

recurrent education among the empldyed 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 institution with a comparable tra-

dition of Jinking programs of applied research and public 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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Th- model developed by the CooperataVe Extension _Service in

the '..1.-ulcd-4r.ant whiC.1 locates 0'.7=ensian -personnel_

1;rith-7,..)P-zt matter speclties -t.n the academic departments, _has

be an effectiv way oflinking talie research competence

of' t llege of Agriculture with the mW.F to 'disseminate the

new let.z. through- extension specialists -;Littl county- agents to the

farmers and agribusinesses, and at the satr,- time to relay back

to the.- 7esearchers the groblems needing 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 prolessional MAS

field staff would carry out an active outreach program which

would include working.closely with the Job Service Employer Rela-

tions Representatives, other.local manpower agencies, and any

other potential source of referrals, to identify employers and

organizations in need of assistance; and. those Manpower problems

experienced by organizations which need the attention 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 objectives would be fostered

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 Proposed MAS Model

There are-a- number- of-reasons-for-selecting the-part

model outlined over the other alternatiires which have been tried,

and which could be proposed. The most important reason for

1
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selectiu; mo A is that it has prov itself to be '4 viable

and succt'z,miqL very system, and one Ptuich does not have the

serious def-:'t8 sF-,1-Bral of the other altemmative experimental

delivery sytt--1,twitkve shown. Furthermore, the usr-mos emperience

has indicatf ut this model holds a great deal of promise as a

means of prt: -i#ng something which none of the other models

appear cap'. off -providing: a mechanism.by which an existing

gap in U.S. rultotver programs and policy.may be successfully

closed.

The prc osod university-MAS model would bring together in a

new and posi-ivw relationship a number of currently isolated and

fragmented-maltpower programs, concerns, and institutions. It

would estahlf:sh a vehicle for initiating constructive interchange

between the ademic community in general, and the business

school in particular, with the rather limited and exclusive

world of pubUic manpower nrograms and planning, the neglected

areas of emplope= manpower-management and industrial training

concerns and neetim, and the vital new areas of public concern:

productivity amd the quality of working life.

While not treated as such, all of these areas are related,

and activity in any one of them invariably impinges upon the

others. Yet,.at the present time, they are either treated as
-

independent and exClusive concerns of those groups having

jurisdiction ONT8T'OT having an interest in the area, or com-

pletely igncred. There have been virtually no efforts made to

identify the common areas of concern or to establish a meaningful

relationship between them. The USU-MDS experience suggests that

such efforts-.aim both appropriate and urgently needed if the nation

.2'23
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is to-rationalize its human resources policy -.vied effectively cope

with the current 'pressing Troblems of human rsomrce development.

4ecifical1y, the .proposed model is very nsxible. 'Unlike

some of the alternatives, the university has kOtmen to te a

fertile eiwironment for innovation and the intmdiniction. of mew

The pilot demonstration projects have Aemonstrated that..

there would be considerably fewer bureaucratic constraints im-

posed on the MAS unit and its staff if located in this setting

-when compared-td7those lbbated in state:line agenciesor-PETA'

prime sponsors.

The'university is:an equally attractive site .from the stand-

point of the MAS unit staff. The-intellectual and cultural en-

vironment, personnel policies, and levels ot pay, make it pos-

sible to recruit, train, and retain: a .highly competent professional

staff. Some of the other-Tossible sites where experimental.

upgrading 'units were located, such'as the Job' Service, have:been'

severely-cOnstralned-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 with their long

record of public service. The neutral image of MRS advisors

oparating out.of a university setting is especiallyiimportant

when dealing with sensitive personnel and.manpowerlmanagement

problmes. Employers are very distruStful of government agencies,

and especially_so of those which might haive a reporitimlamr

inspectorial function. This distrust has:not been experienced

by the USUMDS when operating out of a-university base.
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One of the most 1n1-rtant aspects of the location appears

to :,1..tme the inStitutional -viabil:tty -which it affords_ On the

bast--- of the expe-T-i4,3nce jf emp1oyer-technica1 or rittzg,strial

service.mnits located in the Job Service and the. /npgmading R & D

projects. :it seems quite evident that a unit providfhvg.IIRD

advisory services should have -the delivery of these ser.vices as

its-.prionaTy function--and not as- a :secondary or -Peripheral acti-

vity. In all of the aforementioned cases where the employer ser-

vic:es were a secondary activity, the shifting of priorities and

fun-ding at state and national levels resulted in tIte downgrading

or demise of these 'unitsnotwithstanding their demonstrated

valthe and accomplishments. A land-grant universaLLy, -by contrast.,

has-the provision 'of such servirces as one of its -1:17.11nrTry functions.

The university-based unit, because it --would-not be part of

an -_existing manpower planning or regulatory agency--with-a narrowly

defined mission, clientele, or objectives, vonld have greater

freedom and: independence of judgment in determining -what services

should--be--provtde-d,-how-they-ShOXld-be-prbVi-d-eTd; and how they

could be adapted ta7new and changing situations.. 'Th-ere is leS:

likelihood. -that the biases evident in some of: the other inanpowei

programs .and serw±me ancies.-wauld distort the objectivity of

the .NAS unit in Aiwa:king these derAsions.

The university bass as noted :above., aftomds:',:a.n excellent

opportunity to develop mutually hen.eficial rPgatigundlips between

theibusthess and academic -bommurotty New ideas and -techniques:

for_elimin.ating_internal_laborAnarket-barriers-and-designing-..

upward mobility systems to aid the disadvantaged 7.anid underempeoyed

could be taught to business students, along -with concern for -an-ld:

225 46
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pracm-LrP" techniques ta improve productivity and the quality of

working 1:ife. The close llnkage between the operational MAS

unit actL7ities and the Various academic programs of the univer-

sit-.71wamSd provide an 11n=ralleled opportunity to accomplish this

oh1ee.2.1.... In addition, lffie opportunity is present to recruit

and -1-77n students to fnmmtion as HRD professionals by means of

intermshtps and other ezmeriential arrangements. Through such

means the stock of persorLwith a much broader, yet practical,

training in ERD can be significantly expanded.

'The proposed universtty-based MAS is probably the best and

most logical :setting in which the currently isolated yet essen-

tially complementary interest, expertise and range.of activities

mris±ng mut of CETA sponsored public manpower programs, the man-

mpop-mmr maiageiiiL concerns of employers, the problems of manpower

tatudUctivity =:d effective manpower Atilization, and concern

the qua1±.77 of-qm=king life, can be effect±vely integrated

.aomd construct±wely titsu4t with on a systematix wt broad scale

the intere of =he disadvantaged, the employer, the employed

Axoz=labcz=e, and socff4ety-at large. Neither the experience of the

zzMimxiing erfployeEr _s)arvia- projects located in the Job Service

'ca rrathermaintow versTective and interests of the CETA

rammse-=m1Amrsoms ant theirmanpower program contractors can lead

czn. Aka recommend them AsIbetter alternatives to the proposed

nxnbal in bringtng about:t5B successful accomplishment of this

Important objective.

-Finally; thenotentiar-for not only developing new ideas

4mmi_techniques, but of prioviding a mechantsm for widely dis-

sellmanatinc and :fostering the adoption andu

2go:'
Azation by -the
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employer community, both public and private, of these ideas and

the substantial body of knoWleage generated by research in the

field is substantially gTeater "Filth the pmposed model. The

landgrant experience citters an impressive example ,of the

effect±veness of this extenston mechanism. That system and

the results achieved can be cnntrasted to the dissemination of

information and utilization achievements, or lack thereof, , in

the field of manpower under the present arrangements.

6.5 The Proposed Mi:tdel and National Manpower 'Policy

6.5.1 Relationship to CETA Manpower Programs

One of the first :quest-1=1s which could be asked is whether

the delivery system ezacompated in the proposed model is a

manpower az° gran as t5sy are commonly dcefined? 'The authors

of this report think -rat the answer 'must be lin the affirmative--

notwithstandirg the sk*,+ticism which has been Expressed by same.

For example, -the 1473 ClImpzreheative Employment amit-Trainialg Act

included-the --fhTlkoning feartunres, all of which -waniltd: be supported

or addressed 'by ...hie, prxposed delivery system: (a) explicit

recognittan of the importance of dealing with the low income

worker; (V) ress on career opportunities as a_goal; (c) need

to develop msure.si. of underemployment :as well as ,nnemployment;

and (d) recognition of the importance of analyziarg^ :and 2egita.44aar

artificial tbarriers- to occupational advancement..

Thase. aim other -provistons of the law aul. an =attempt
.

toward/exrcrecting the :pr evixrus3i.mbalance . in manpower p-i7og-tknts,.

..which diacused.(on7't he.. unemPiloyed. as suhstant lartY.the.. entire man,-

power problent-. COngres atonal intexest in ungr

'2 2:7-
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and the needs of the employed workfcorce went beyamd what the

legislation itself shows. Some meMbers of the House Committee

on Education and Labor proposed that specific financial incen-
4

tives be provided to employers to aznduct pilot programs intended

mnd designed to upgrade tbe skills, earnings and occnpational

status of their employ=ss. Although 7,--he specific proposals for

upgrading were not included in the fimal legislation, an agreement

was made that-the Manpower Administration would address the

problems of the working poor within the internal lxbor market.

The proposed MAS delivery system appears to be one:cd the few

effective means by which this congressional concern cam be

addressed. 14

Given the legitimacy aent drabi11.3/ of the .-errices as

expressed in the CETA leFislation., the results laf--the Cleveland

SUIC, Newark ITS, Columbus SKS upgrading mrojents. and Michigan

State Univers±ty OH:Pr ...likr41141 all asninzntsLrated that the type of

services sought by emplryTms and:those which 'wmpala he successful

-in-meeting-the :needs-of the-underemnlazzed and. workIng-boor were

not narrow one-step upgrading pragrams,but a broader range of

manpower servicessuct. 2..s.thoseoutlined in the proposed MAS

model. This concItaion .2_477.strongly ms-r7r,orted tw the experience

of the USU-MDS proje=._ 'The 11. 8t.l) Landings andi ::_igislative intent

of CETA:A.re._more than. .s.uffic bent 7:to ..afffizmativey answer the

question of whether--tfrp prupose:d .MAS !model is in ± a manpower

program.

Whil.e...,t he.... abov.inention-ed-upgraEditg---prodects.

-the need for in-plaint :manpower ._.^.=v,.igts of the kinift,outlined in

the proposed 'model (and there :-.1_,L.sng .-destre :011 the part ,of

2 2.8
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employers to obtain them), some observers have questioned

whether the results of upgrading programs will have a lasting

impact. After an upgrading activity has been completed in a

firm or organization, there may be a loss of interest on the part

of the.employer with a resultant regression from the level

originally achievedor at leas.t no further progress beyond

that level. This has led some observers to be rather skeptical

of the value and long-term effects of these upgrading programs.

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 designed to provide intensive hands-on

irmervention by outside consultantsduring which the internal

manpower systems were modified and specific upgrading concepts

immlemented. The external consultants then withdrew leaving the

firm to fend for itself on the assumption that the work initiated

would be continued and/or expanded by the 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 long-term success of organized interventions of

this type are: (1) the imparting to individuals within thc

organization of those skills, possessed by the external consul-

tants, needed to design and implement such activities; and (2)

the need to have sufficient organizational continuity to allow

the external advisors to maintain some contact and involvement

--------with-th-e-organizati-on-in-th-e-future7- The-continued-contact

(modest though it may be) is necessary to encourage, assist, and

educate the target employers to maintain and expand their efforts

229'
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to improve their manpower management systems--including upgrading

components. When this follow-up contact and continuing service

has been available, there is considerably less slippage within

the organization, arid the possibility, if not probability, of

continued improvement is much greater.

The USU-MDS experience provides a strong argument for

establishing a permanent delivery system which can maintain

sufficient contact with employers so that meaningful upgrading

objectives can be achieved over the long term. While the USU-MDS

findings do not directly address the problems of upgrading--

narrowly defined--they strongly argue for a restructuring of the

delivery mechanism for such services to take into account the

realities of organization life.

Beyond the foregoing discussion on upgrading, however,

there are a number of reasons for considering the proposed

MAS delivery system as a desirable, if not essential, component

of the nation's remedial manpower system. The work of USU-MDS

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 consequences. Most of these prime sponsors

are fully engrossed in their concern for the disadvantaged as

clients and in providing pre-employment services (intake,

counselling, training, supportive) for them. Consequently,

they lack an understanding of employers, their manpower

--concerns., and-the- manpower-and-traintrig-problemS fabed- within

the firm. This lack ot understanding contributes to reduced

230
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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

to local manpower planning staff under the Technical Assistance

and Training (TAT) Program does not, nor, can we assume, is it

intended to get at this problem. Such training, whether pro-

vided at the local or Employment and Training Administration (ETA) .

regional level is generally designed to enhance the ability of

the local staff to "plan" and "adminiSter" manpower programs.15

This is as it should be. But what is not understood is that

the local manpower planner and his staff are not--by virtue of

their training or. function--the appropriate individuals to deal

with the substantive manpower management or training problems

within organizations.

The same is true for most other personnel in closely

allied manpower agencies. Consequently, there is need for the

professional services of the proposed MAS unit to complement the

role of the planners and client-centered manpower agencies. The

assistance provided can help them bridge the present gap and

insure the successful resolution of.manpower development problems

aiising within the employing organization which are experienced

by manpower program graduates after placement, as part of the
_

training and placement pr66es ,for theM when carried out on the jell,
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Most community-based client recruitment .d referral organ-

izations are also ill-equipped to deal with the manpower manage-

meLt and training problems within organizations. Many of them

are serving as alternatives to the Job Service in performing

the recruitment, counselling, and placement functions. They

do not possess the kind cd skills or technical expertise--or

rapport with emplOwers--which the proposed MAS unit would have

in dealing with job restructuring, training, or other complex

manpower managememt problems of employers. Where such community-

based manpowerorganizations are-presenty-the-MAS-unit-would----

cooperate vvitt -them hy helping employers design and develop

meaningful 1=a-fining:programs and upward mobility systems to

successfully accommodate the disadvantaged persons which these

agencies

The

have recruited and prepared for placement with an employer.

availability of the proposed MAS unit with the capability

of working with the manpower planners, the Job Service or, other

community-based client-centered organizations, holds the promise

ot-substantly impraving the-mteattoa-rates-and-the-trainiffg-

and development prospects of the disadvantaged once they have

'been placed within employing organizations; as well as substantially

increasing the willingness of private employers to participate

in manpower programs.

The USU-MDS experience has also demonstrated the great need

of prime sponsors in rural areas for specialized manpower

sulting assistance. Tblike their urban counterparts (although

what_is_said_goes_for_many_a_f_them_too)..f_rural_manpower_planners__

do not have the staff capability to address

technical and difficult planning and program
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lems they face. As a result, some have abdicated their res-

ponsibilities, while others have sought out whatever assistance

they could obtain--little of which is now available. The

experience of USU-MDS in working with rural manpower planners

has demonstrated that the proposed MAS unit can serve them in

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

_and 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 the MSU/OH

experience, is that it would not contribute to a further dis-

tortion or dilution of the job placement focus of the Job

Service, with the likely result of not being able to successfull.

accomplish either the job placement functions or the objective

of improving company manpower management systems.

Finally, the USU-MDS experience has shown thatan MAS

unit can, by virtue of its independence and demonstrated com-

petence, provide unique forms of consulting and training assis-

tance to the Job Service, CETA Manpower Planning staffs, and

other manpower agencies themselves. These services are, for the

most part, appropriate to the special needs of the groups and

fall outside the forms of technical assistance and training

provided by the Employment and Training Administration (ETA)
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regional training centers or other existing off-theshelf

programs. The help provided can be tailored to the specific

needs of the group requesting the assistance and.draw upon the

more sophisticated Skills and competencies of the MAS unit

developed through its extensive consulting work with employers

And their workforces In effect; the MAS unit, with the degree

of independence and professionai .;A:tability proposed, Can serVe

effectiVely as a specialized training Consultant or trainer:

for.the CETA manpower systeM (manpower Planners, job'Service

and other manpower agencies) in each state:or, locality'by

providing individually tailored or unique types of.training and

consultilig services to these agencies to supplement the more
. .

general and administratively oriented training made available

through regional TAT programs.

The recent work of the USU-MDS in training all the Employer

Relations Representatives for the Utah,Job Service and work

performed for several local prime sponsors in Utah provide

excellent examples of what can be 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 t.he 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 of manpower 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

resource systemparticularly the industrial training and

educational systems. 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 publicand:private
efforts to prepare and maintaih human'resourceS, In fact,
most such preparation is private, occurring-inthe-hOmes--
and the employing establishments. Schools, churcheS,,
neighborhoods, and the entire community-axe involved in
the process. Certainly manpower programs are marginal
efforts that can make sense only in a bXoader labor
market/human resource context, but there is _hope hat
the emergence of local labor market planning may encourage
the int!gration of manpower and other human resoUrce
programs'.16

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 mani5ower

and other human resource programs--without the addition of a

component to the system such as the proposal MAS model or its

equivalent. The experience of the USU-MDS has shown than an

MAS unit can serve as a means ofbringing together in a positive

relationship meaningful concern and activity in the present]y

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-j training, appren-

ticeship, supervisory and other forms of industrial training,

9qr;
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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 configuration would not only serve to improve the

prospects for successfully achieving the objectives of the

manpower programs, bue.would give the U.S. a substantial boost

in the efforts to integrate and improve our industrial training

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

and rapport with employers and the workplace, 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 coudcils and other voluntary

bodies acting alone--regardless of their composition or

sponsorship. ThOladdition 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 Nationaf Center for Productivity
and the Quality of Working Life

The work of USU-MDS, when considered in light of the

legislation recently passed by Congress on November 28, 1975

to create the National Center for Productivity and the Quality

1
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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 Productivity and. the Quality

of Working Life as an alternative to or in conjunction with

the CETA objectives discussed above. The National Center

and its predecessor National Commission have funded a number

of projects during the past three years to.explore the dimensions

of productivity and quality of working life problems. What is,

unique about them is their singleness Of purpose and substantial

potential for impact on, the internal labor market and the jobs

of all workers, including the working poor and the disadvantaged.

Most of the projects have been single plant demonstration efforts,

designed to elicit information and improve the techniques designed-

to elicit information and improve the techniques and methodology

for successfully introducing and carrying out programs to

improve productivity and the quality of working life. However,

apart from a few private nonprofit organizations with limited

resources and impact, there is at present no logical delivery

system available through.which the National Center can effec-

tively and continuously disseminate and insure the widespread'

adoption of those prinCiples and techniquedildeveloped.

The experience of the USU-MDS and other related prolects

suggest a substantial complementarity of the areas of concern,

competencies of staff, and objectives, between the National

Center for Productivity, and the proposed MAS advisory service.

units. The creation off a network of MAS units would serve as

the delivery system which, under the direction

the National Center, would enable the United States to accomplish

and Support ot
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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 has

been seriously lagging in this country
19

. Much of the work of

the USU-MDS, and in fact the very philosophy of the unit from

its inception,has beepliiirected toward the same objectives as the

National Center--those of improving,productivity and the quality'

of working life. Consequently, USU-MDS has been serving, without

specific intent or design, as E. prototype regional center for

Productivity and the Quality of Working Life.

The findings of this project clearly support the proposed

MAS model as a viable outreach and delivery systent to enable the

National Center to more fully achieve the primary-objectives set

out in the legislation which created it. The delivery system

encompassed in the MAS model is probably more likely It-o facilitate

the accomplishment of the goals of widely disseminating new

techniques and practices to improve productivity and the quality

of working life than one or two "free standing institutes" or

"work institutes" as proposed by several of the reports dealing

with this subject. Consequently, the MAS units envisioned in

the proposed model are seen inca logical close working relation-

ship to the National Center, with the latter providing the leader-

whip and central direction and the MAS units disseminating useful

ideas and techniques as they work directly with public and pri-

vate employers. By such means the National Center will be able

to more effectively accomplish its stated objectives. In fact,

this approach holds so much promise that should the argument

presented above--that the proposed MAS is in fact a manpower

program--be rejected, the close complementarity of the objectives
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outlined in the proposal and those cf the National Center suggest

that it be independently considered on its merits by their staff,

ane. directors.

6.6 Source of Funding

On the basis of the functions proposed 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 provided through severaksources.

iCemtainly the funa=tons outlined for thelunits are of Such:::.a...

matmre to jtstify mmme public support fox the:delivery of tilt-

.iservices. The prezedent now well establtshed- by Congress tcr

fund the work of the Cooperative Extension Service and Agri--

cultural Experiment Stations also provides an appropriate

analogue which could be replicated in funding them.

On the basis of the USU-MDS experience and' the-foregoing-

discussion of functions and objectives, it would appear that

there are at least two logical sources of funding support at

the national level the prilposed MAS uni The EmploymentS:

and Training Administration in the Labor Department, and

National Center fair ProductiVityand

Life. A third mator source

the

the Quality of Working

Of financial support would be.

income generated from fee-for-service

The National Programs Office of

Administration.couldmake grantS

each state to help es

Work

the EmploYment and Training

of.CETA t

tablish and provide Some institutional

support for these units'. 'This support could logically, be provided

for the purpose of=fostering the'aCcoMplishmeht ol 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 logically be isked that if the proyib-seii

servi:ces will contribute to the success of CETA manpower programs

at the local and state-level, and if prime sponsors have the

authority to allocate msources in harmony with approved plans,

should-not the CETA reahted services provideth-by the MAS units

be-_--nanced by the prime sponsors? The answer is that they

prohwhwy should, but (as noted in Chapter 4) prime sponsors

are just like small empaoyers: they,want to see the vaiu&of the__

-services clearly dempnstrated 'before they are willing.AO pay.for

'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 dealing with 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 tmsic institutional mechanism

proposed. Mbst of them are following the old categorical MDTA--

programs and are: unable to see how they can more successfully

accomplish their objectives by utilizing innovative services--

, even when the cost is quite modest. Some have argued that the'

restrictions placed by the ETA on use of funds would prevent

them from paying for.the proposed MAS services even if they

wanted to. While the-accUracy of this asserti,on has not been

determined, it does illustrate the tenor of:the arguments

presented. The language Of CETA does indicate that some of the

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

demonstrated to state and local CETA-Prime sponsors, it is felt

that they will be-milling, and should perhaps be expected, to

pay for some of the services provided within their jurisdictions.

For example, it would seem both appropriate and legitimate

for local CETA prime sponsors to use some of their funds to pay

for: (a) specific technical assistance and services which are

needed to effectively design training programs or initiate job

redesign activities or upward mobility systeMs in organiZations

contracting to take OJT trainees; (b) for special training 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

their relevance to employer needs etc.; and (d) for consulting or

training services provided to the prime sponsors themseaves.

The funding from the national ETA level would provide buy-

port for the institutional base and insure stability to the MAS

unit. This would be especially critical at the outset while the

unit is establishing credibility and to help educate employers

and local CETA planning officials of the value and importance

of these services. National support would also allow 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 information, initial outreach, and

some diagnostic or other services designed to promote upgrading,
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etc.). The aevel of subsidy womild be dependent ppinn the level

of national support available and specific public7,policy objec-

tives established nationally and locally for the units.

A second source of financial support for the proposed MAS

units from the federal level could be provided under the terms

of the recent legislation which created_a Natio.,,,d77 Center for

Productivity And Quality of Working Life. Support through the

National Center could be appropriately provided &PT-the purpose:

of fostering the accomplishment of the objeCtives outlined 1.11

paragraphs 6.2.1, 2, 6, 7, and 8 above. Because of the modest

amount of funds currently available to the National Center

($5,000,000), support from this soUrte would neko*ssarily be

somewhat limited unless Congress sees 1t to expand their budget

in light of the expanded _program of operations being proposed

herein. Ten to twenty annual grants af from $50,0B0 to $100,000

each would go some distance:toward building the institutional

base for a network of regional centers, especially if used in con-

junction with the funds received from the other sources suggested.

The National Institute of Education (LN1E) and Office of

Education in the Department of Health, Education, and Welfare

might be interested in providing support to encourage the accom-

plishment of the objectives outlined in paragraph 6.2.9. Other

possible sources of financial support at the federal level might

include the EcDnomic Development Administration in the Departme:It

of Commerce which has provided some funding for specific projects

,concerned with manpower productivity and the quality of working

life.
242
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There is also the possibility that some funding for the

proposed MAS units might be obtained at the state level aS part

of state or university appropriations. USU-MDS is currently

receiving some financial support throught the extension service

budget-of-UtahState-Unlversity-in-Lrecognition-of.Lthe_value:_of

the work being carried out to the people Of. Utah.

Finally, it is anticipated that the:proposed MAS units would

carry out a substantial amount of independent fee--,tor7service

work which could be expected to bring in some revenUe; -The recenti,

USU-MDS experience suggests that this is both possible and des-

trable. However, the same experience has clearly demonStrated

that if all revenue must coMe from.this source,_the_unit will

not be able to carry out the active outreach program needed to

locate, educate and perform diagnostic work with many of the

small andmedium-sized organizations needing help, and the ability

to achieve the desired public policy objectives outlined above

will be correspondingly diminished and co nstrained.

reasons it is felt that a proper balance

service work and subsidized public service

for the successful operation of the proposed model,.

For these

between the fee-fOr.,.

actiVity.is essential

6.7 Future Directions
_

models'for delivering,

has.included all of

is- diffIcult to pre7

to'be:.i.f.adopted,'and*,

The USU-MDS exPerience,,

Jersey ITS, Columbus

Because none of the previously tested

manpower advisory seryices in the workplace

the functions outlined in this proposal, it

dict exactly how successful it would 'prove

extended throughout the United States .

together with that gained through the New

2 43
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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 existina in the U.S., both in terms of

geography, industry, population, culture, which might affect the_

outcome of implementing the proposed model in some areas: The

key ,Nlemente to the c-access of thc USU-MDS--thc recruitment and

retention of a competent staff and the creation and maintenance

of a favorable environment in which they Could develop and operate

may be difficult.to replicate on a wide Scale There may also

be some latent interest in further developing alternative models

for delivery systems--such as the one proposed by the E. F.

Shelley researchers on the basis of the Columbus SIS and Newark

ITS experience.

None of the prototype MAS models (except USU-MDS) have

anticipated nor recommended the range of functions or type of

financial arrangements for such a system as those proposed in

this report. And certainly the USU-MDS project, while 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 the dimensions or functions

proposed. Therefore., it is recommended that several additional

MAS units be created along the lines outlined herein in states and

locations with a variety of geographical and industrial settings.

In addition, f_f there is substantial iLterest in the proposition

that state Job Service agencies should carry out more extensive

technical service Trograms, it might be appropriate to fund

several Job Service based models with the Columbus SIS as the

framework or, more appropriately, using-the functions outlined
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for the university-based model, or some modification thereof, as

the basis. For the reasons stated elsewhere, the authors of this

report have Some serious reservations about the Job:Service being

the best.location for an MAS unit, but perhapS it should be

explored further.. If so, the additional pilot projectS could be

used as a further test and compariSon of:the two models.

The next stage in the testing of the proposed university-
.

based model could also help establish the viabilitY of the fund:

ing approaches outlined above For ekample, what forms of natiOnal

support could in fact be developed? Are there-any 'Sources Other

than CETA Title III or the resources available to the National

Center for Productivity and the Quality, of Working Life? Are

there any other possibilities at the national level through the
.

NIE, the Department of Commerce, or elsewhere? HOw much revenue

could local sources of support and fee-forservice work b

expected to provide? The funds generated from these sourcesYwill

probably vary dpending on the location and circumstances of

unit. How many MAS units should be created?

ur 1derai ilegiuta ur on

One in each state?.

the basis oi population

concentration? (The USU-MDS experience suggests

five or ten man unit could effective service a state the size

of Utah.) Finally, specific

up to help determine the development and funding of the system

on a national basis. It is toward, this end that the efforts

should now be directed.

It is the conclusion of this report that the past three

and one-half years of experience by the USU-MDS provide a very,

compelling case An support of the need;for,publicly sponsored.



manpower adivsory services as an essontial.tcomponent of our

nation's human resource policy when considered in light of:

(a) experiences of related manpower advisory service experiments

(b) the recommendations-of -numerous- expert-bodies-;-(0-the.

recent manpower program experience Under CETA';' (d) the domestic

and foriegn developments in industrial training.,

recent interest in productivity and the quality, of working

In the judgment of the authors, the Model proposed

chapter provides an attractive, realistic, and economical

to moot'this need.
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