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' OVERVIEW
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EMPLOYER INVOLVEMENT: A STUDY OF PUBLIC AND PRIVATE SECTOR
LINKAGES TO YOUTH PROGRAMS

This Occasional Paper is one in a continuing series to be prepared
by the Youthwork National Policy Study on selected asplifts of the Exemplary
In7School Demonstration Projects. These projects are being conducted under
the auspices of Title IV, Part A of the Youth Employment and Demonstration
Act (YEDPA) of 1977. The projects are a set of local programs which repre-
sent an effort by the U.S. Department of Labor to explore improved means
of providing employment and training opportunities for young people, parti-
cularly those from low-income and minority,fadilies. The Exemplary
In-School Demonstration Projects are administered through Youthwork, Inc.,
an intermediary, non-profit corporation.

EMPLOYER INVOLVEMENT is a report devoted to an examination of both
public and private sector participation in these projects. The data for
this report were collected at 29 projects during January.and February of
1980. Furthermore, these projects represent all four of the programmatic
focus areas established by Youthwork, Inc.: private sector involvement;
youth operated initiatiiaes; academic credit for work experiencei._sad career
information and awareness. Interviews with program directors, operators,
job coordinators and the observations of field observers have all been
incorporated into this report.

Additional copies of this report may be obtained by writing in care
of the above address.

June 1980

a collaborative project of Youttmork. Inc an New York State College of Human Ecology, a statutory college of the state university
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INT ODUCTION

The United States government has initiated numerous programs aimed

at addressing youth unemployment problems The most recent of these

endeavors is the Youth Employment and Demonstration Projects Act (YEDPA).

Its predecessors include, among others, the Neighborhood Youth Corps,
\

the Job Corps, and the Vocational Education Act.

Private industry has also attempied to address the need for youth

employment throkh individual company programstand, perhaps most notably,

via the estab ishment, during the mid-1960's, of the National Alliance

of Businessm n. The extent to which these and other efforts have been

used to addrieso youth unemployment is suggested by Mangum and Walsh.

The cration of job opportunities outside the normal processes
of theilabor market,either by direct public job creation or
by subbidizing employment in private firms and institutions
or puhlic agencies has been one of the major strategies of
attempts to alleviate youth unemployment. In 1974, for example,
70,percent of all employment and training program ehrollees
under 22, and 90 percent under 19 years of age were enrolled
in work experience programs. Since the passage of CETA, and
now with YEDPA, subsidized employment for youth has been
expanded both absolutely and'-relatively (1978:52).
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Unfortunately, for all our efforts to date, very little research

exists on the viability of various approaches to,the youth employment problem.

With this being the generhl situation, it is' 11Qt surprising to discover

that even less is known about how best to involve employers in federally

funded youth programs. Mangum and Walsh (1978:53) note that, "Evaluative

material on youth participation in public service emPloyment and subsi-

dized private employment is sparse." In the foreword to a more recent

review of the liteiature in the field, focusing primarily on private-sector

participation in federal youth programs, Ungerer wrote:

The principarcenclusion [of this report] 1.8 that this whole
.field of private-sector involvement with youth transition
programs, while rich in anecdotal examples, is yery poorly
documented and researched in any formal sense. The result
is that, in spite of substantial experimentation, we really
know little abo4t what motivates and sustains private-sector
involvement and what optcomes can be expected from such
participation (National Manpower Institute, 1980:viii).

The outlook for the near future may not be nearly so bleak. Numerous

studies have been initiated to more systematically investigate currently

unresolved questions. Entire programmatic areas have been developed,with

a primary focus on knowledge development. One such instance is the

Exemplary In-School Demonstration Projects; supported through Youth

'Employment and Training Projects (YETP) discretionary funds. As with

other YEDPA programs, it is incumbent upod'those.individuals operating

the Exemplary Projects to braden our.knowle4ge base. The first general

principle of the YEDPA Planning Charter states:

Knowledge Development is a primary aim of the new youth programs.

At every decision-making level, an effort must be made to try out
promising ideas, to support on-going innovation and'to assess
performance as rigorously as possible. Resources should be con-
centrated and structured so that the underlying ideas can be
given a reasonable test. Hypotheses and questions should be'
determined at the outset, with an evaluation methodology.built
in (1977:5).



-3-

On This Report

This current repi)rt is devoted to presentation of data collected via.

.a special sub-study of the on-going Youthwork National PolicY Study (YNPS).

'More §pecificalXy, the purpose of this sub-study was to.examine.how both

public and private sector employers were involved in these programs. The

data.reported here were collected by YNPS field observers at 29 programs

located in 18 states. Furthermore, the data were collected at projects

reflecting all four of the Exemplary In-School Demonstration Project focus

areas: private sector involvement, youth operated initiatives, academic

credit for work experience, and career information and awareness.
,

Theissues reviewed on the following pages reflect research and policy

interests of both the U.S. Department of Labor and Youthwork, Ine. In

1

particular these data addresg the following broad research area as specified

in the U.S. Department of Labor's A Knowledge Development Plan for Youth

Initiatives Fiocal 1979.

What appioaches and procedures can be used to involve the private
sector in employment and training efforts and to increase the
placemerk of the participants in prillate sector jobs? How '
effective are these approaches in.accessing new jobs and pro-
viding bettQr career tracks for youth? Are they preferable to
public sector approaches (Office of Youth Programs, 1978:4)?.

Further, Youthwork, Inc. has requested information which addresses

the following questions:

How are private sector employees recruited?

yhat are the various forms of private sector involvement?

,What incentives do private aector employero have for parti
cipating in the program?

What are the disincentives which discourage private sector
involvement? (Youthwork Natidhal Policy Study Phase II
Contract, 1979.)

1 0
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These, then, were the guiding issues and questions for this sub-study

to investigate both private and publie sector involvement in the Exemplary

. Projects. The findings presented in this report reflect 1 step in the

process of better understanding the tole employers play in federally spon,

sored youth programs. As such they begin to address the many knowledge

gaps which.have been noted in the literature.

J,

. !let _.o,gy

The Youthwork National Policy Study has been investigating various -

policy relevant questions'ava 'number of Exemplary In-School Demonstration

Projects since September 1978. To accomplish the data collection,

individuals were hired to act as on-site observers for YNPS.

The primary data collection methods used have been those associated

with ethnographic research: observation, document review and,interviewing.

To help modify these methods to better fit the need for timeliness, which

policy research demands, specific areas of investigation were identified

for the field observers.

A significant departure from traditional ethnographic research

was instigated with this present study. Rather than send the

observers into the field, and wait for the "emergent issues" to

become apparent, time considerations as well as specific policy %

questions of concern to the Congress, the Department of Labor,

and to Youthwork, Ine. necessitated the pre-definition of areas

of investigation (Riot et al., 1980).

The focusing of data collection has.been accomplished through the

development of guidelines which were forwarded ts field observers. For-

this present report a brief outljne of questions to'be asked of program

personnel, most often the project director and job coordinator, were

provided to field observers (See Appendix).
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Field observers.nt 33 sitep were asked to address the issues through

.-both the above mentioned interviews and their own knowledge of the program.,

Responses were received for 29 sites (88%). .The non-responses were due %to

health problems of one field observer and the arrival of the research
fr.

request during the terMination of bservations at ehree sites.

t

t

NY

Exclusion-gf,these last three sie;-6 yields a response rate by.field

observers for this particular investigation c4. 97% (29 of 30 sites).

The Programmatic Focu6 Areas

The Exemplar)) In-School DemonotratirProjecto were funded as a me,ans

of testing new and innoVative youth amployment.programs. Further, these

programs were to:

Learn more about in-school programs and their effectiveness
and to promote cooperation Wetween the education and training
and Omployment oy4emo (Youthwork, Inc., 1978:2).

. ;

The original Exemplary Projects were subdivided into four

focus areas, each representing a different approach to the

problems of youth unemployment./ On the following pages the emphasis

of each of these focus areas as well an descriptions of the 29 responding

programs are briefly presented.

x anded Private Sector Involvement Pro rams: This focus was identi-

fied to investigate how private sector employers could be encouraged to

increase their Avolvement in youth programs. It was hoped that.programo

linking CETA and schools with the private sector would provide insights

V.
into the establishment and conduct of such programs and provide potentially

long term benefits to the youth participants.

c31.
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When jobs-are with private employers, theylcOntribute-to
important real life experiences in the 141or market. Also,
such jobs oftet laSt beyond the life of a project and tam
represent A direct "next rung" opportunity foi participants
(U.S. Departident of Itabor,. ETA, Office of Youth Programs,
1978:18).

' The decision to focus on thiS approath to in-school programs was

-both timely and: appropriate. It was timely in that not only is the deVeltlikent

Mts

of linkages between employment, training and education services a-major

goal of YEDPA (DOL, 1978b:3), but also because there is an ex2ressed need

to *involve the priVate sector directly in addressing what is an issue of

critical national concern. As but one instance, a seriA of workshops

conducted shortly.after passage PA in 1977 identified involvement

of this sector .in youth programs as an area for serious investigation.

It was noted then that:

In each of the five workshops, concern was expressed regarding
the limitations of the use of the private sector for work
experiences because this sector can and should make key contri-
butions to these programs (DOL, 1978:7).

The appropriateness of this focus area choice comes from the knowledge

th4t oversighty percent,of all jobs exist within the private sector business

commedity (Graham, 1978a:1; Pressman, 1978:2). Additionally, youth repre-

sent one group which is affected by the persistence and expansion pf

seructural unemployment'in our society (Robison,,1978:9). 'To address this

problem Robison states:

Government programs fo train.and provide jobs.for the hard-t
employ will continue to play an important role in natio al

':

manpower policy. Its main:emphasis is. on the need for ub-
stantially greater privatesector involvement in effor s to
aid such groups both directly and in partnership with government
programs , (Robison, 1978:9).

13,
411



LI

Data from five,private sector programs are included in this report.

A brief skeich'of some components of each ofhegè pkograms includes:

Site 1: Students explore careers and can make appointmentp.
with Employer Based Counselors to further discusi.
specific-careers. OVer 250 employer volunteers
cooperate with the program. -A number of youth also .

''.are given work experiences in the private sector.

Site 2: Ajural program providing Classroom training in job /1
readiness skills. After completion of that program
phase youth participate in vocational exploration in
private and ptblic sector jobs.

Site,3: Youth canvass the local community around their school
(program located in a major city) to Identify potential
work sites as well ag employers interested in partici-
pating in the-program in other ways (e.g., as guest
lecturerS, provide business tours). Students spend
one afternoon per week in a classroom situation
learning about various careers and job readiness
'skills. Finally youth are placed in one.vocational
exploration within the.private sector. I

Site : This program provides basic skills development, job -

preparation skills and vocational exposurein the private
sector. The program's purpose is to.provide these
experiences as a.means of helping prepare youth to
make. decisions about employment and further education
after high school.

a

Site 5: An alternative school providing academic basic skills,'
survival skills, job orientation classes and vocational
exploration. *Both public and private sector employers
are utilized. Additionally, a "community partner"
(mentorship) component is being provided students.

Job Creation Through Youth-Operated Programs: Job creation through

youth operated projects wag selected as a priMary focus for Youthwork, Inc.,

because the area raised important issues in national policy toward youth.

:Youth are normally the consumers of employment training services and are

not involved in the decision-making areas. As consumers only, youth have

we
been denied important experiences and skills which would be gained from

being actively involved from the planning stage through the creation,
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implementation, and completion of the project effort. The Department of

.
Labor and Youthwofk, Inc. (DOL Application Guidelines--Exemplary Programs,

1978) have considerdd this involvement of youth the primary distinction

between exemplary programs chosen for this area and programs supported

undethe other focal areas (private sector, career guidance and counseling,

and academic credit).

Job creation through youth operated projects has been selected

as a primary area of focus because it raises crucial issues in

national policy toward youth. Usually, young people are the

"objects" of programs serving prinn.pally as spectators and
consumers of goods and services. This passive role excludes

young people frovimportant experiences and skill . To be

competent is to be the subject of an activity not he Object.

The measure of competence is what a person can do. 7. Youth

operated projects are a way to experiment with approaches

that develop competence by actively involving the enrollee in

the task of creating socially meaningfa and economically

gainful emplbyment (DOL Application Guidelines--Exemplary
Programs, 1978a).

The five reporting programs include:

Sitel: A school sponsored program offering training in

agriculiuxal service production, child development
and care, construction skills, and business office

skills. Supplemental education classes in basic

skills are available to students. There are no

work experiences with public or private sector employers.

Site 2: A school sponsored program with student operated

componAts including: a graphic arts studio, a
)student food service, a performing arts group,
(a consumer action service, and a school maintenance

and repair shop. At present no youth are eMployed

in public or private sector worksites.

Site 3: Students receive job preparation training, survival

skills and specific training in solar energy principles.

Work experiences are provided through the operating

agency.

Site 4: An in-school work evaluation and career eAploration

program that pre-evaluates students for vocational

training and potential employment. No direct work
experience component exists at this program.
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Site 5: Youth operated projects in both services and goods
which were designed and are operated by youth. No
actual work experiences exiSt outside the program
components.

Academic Credit for Work Experience Programs* The academic credit'projects

are designed to help economically disadvantaged youth make the transition

to the work world by providing youth with work exploration and placement

in the public and private job sector. As an incentive to participate, to

help them economically, and to stimulate real work experiences, they

receive minimum wage payment for their job placements. Additionally, the

participating youth are awarded academic credit for their participation.

This second dimension is an inducement .for the target population--dropouts

and potential dropouts--to return ta ot.remain in school. As a national

policyconcern, providing academic creditior work experience was chosen

as primary focus area because:

Some students are so discouraged by peat schooling experiences
that they find it difficult to learn skills through traditional

.

academic routes. Providing credit for work experience can be
the key to encourage some of these youth to continue their
education. In general, it is believed that work-education
linkages can improve both the wolk and learning experiences.
Although a number of schools in ehe country have programs
that award credit for work, few,programs successfully inter-
relate the education and work experiences. Schools need to
take advantage of the fact-that many jobs offer opportunities
to stimulate learning (DOI; Application Guidelines, Exemplary
Programs, 1978a:14-15).

Program characteristics of the nine programs included in this

report are:

Site 1: A program providing on the premises work experiences
pertaining to the use of natural resources. Youth
participate on small work crews with a crew leader/
me!ntor. Job-seeking skills and job referral service
are available to youth.

*

1 6
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Site 2: Career counseling, job-readiness skills snd
workcsite experiences are provided to rural

youth. Both public ahd private sector'employers
provide jobs for participating youth.

Site 3: Youth participate in career guidance, basic

academic skills and work experiences in the
private sector.

Site 4: Located in an allernative school, this prbgram
provides career information, guidance, job-seeking

skills and work experiences in both the,public
and private sectors.

Site 5: This program is located in.traditional and
alternative schools and provides long-ç4rm
internships which students can directl relate

to their school work. While private sector
placements had been planned, only public secior

have been.used at present.

Site .6: An alternative school providing Academic instruction

end work experience in the public sector.

Site : A work-study program involving job training at the

workplace, related school instruction, and basic

academic skills instruction. Work placements are
currently concènfrated in the public sector with

limited private sector involvetnent.

Site 8: A program combining career exploration, occupational

skill development and work experiences. Employers

from both the public and private sectors provide

jobs.

Site 9: An alternative education center provides specific

timing focus on energy-related careers. An Advisory

Committee develops work placements, provides training

and secures academic credit. Private sector place-

ments are emphasized.

Career Awareness Programs: A shared goal.of the prograis in

this focus area is to improve the transition of youth from school to

work by providing youth with career information, job-seeking skills,

and counseling. Graham (1978) noted that career guidance was a pressing

issue in youth employment and that much still needed to be learned

concerning how best to attract Touth to available resources.



include:

The National Task Force on Youth Employment Policy, a group
of reprdsentatives of the professional educational associations
meeting in spring 1978, identified career guidance and coun-
seling as the most pressing of six issues concerning youth
qiployment. Of 14 subissues in guidance, jurisdiction for
counseling, and the training of counselors ranked highest.
This suggests the following reasoning:

-Students are not using educational opportunities
wisely in preparing themselves for jobs. They
make poor use of these opportuniti because they

r
are not getting enough information about jobs and
adequate counsel on how to prepare ho r them.

-Improved counselor certification and counselor
'training will do much to solve thd problem.
Counselors should be prained to use career
information and to give greater emphasis to
counseling for employability.

Availability of information and better counsel, important as
they are, however, may not be enough. Teenagers most in need
of direction seem to have the greatest difficulty.in accepting
help. The problem, then, is attracting youth to guidance ser-
vices, which ought to be easier to do if more was known about
what works for the teenage poor. (1978:1)

Brierprogram descriptions of ten career awareness programs

Site 1: A placement center provides career information
and guidance, skills training, employability
assessments, job development and referral. Public
and private sector work placements are identified.

Site 2: Ninth grade students focus an weer awareness and
decision-making skills. Actual work experiments
are provided for tenth through twelfth grade students.

Site 3: Career education, peer counseling, on7the-job
training in the private sector and vocational
exploration are provided to participating youth.

Site 4: Located on an Indian reservation this program
provides career awareness and public sector work
experiences to eligible youth.

Site 5: High school ana community college youth are pro-
vided career information, guidance land job-seeking
skills. Public sector work experiehcesAlave been
emphasized.
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Site 6: An alternative school program providing career__
awareness and guidance but no work experiebce.

-

Site 7: Development of a speakeis 'bureau for local high
schools and work experience in the area of
their studies for communitY college youth.

Site 8: This program utilizes an extended peer counseling
approach to assist youth as they work toward
their occupational/educational objective.

Site 9: Career exploration, job-preparation skills and
public or private sector work experiences are
provided for rural youth.

Site 10: Program components include: training for youth

in specially designed school-to-work transition
skills modules, "development of pdrsonal career
plans and a work experience in a public or private
work site. A second emphasis is to expand private
sector involvement with the city's school districts.

Caveats

Although mentioned throughout the text, several cautions and clari-

fications have been brought together at this point to reiterate and

reinforce their importance to the reader's understanding of the nature

of this report.

1. The term "employer(s)" is used throughout this report.
Unless public or private Sector employers are.specifically
identified, one may assume that the term is being used
to include both employment sectors.

2. The term "work experience" as used'in this report refers

*to work experience in general, including both votational

exploration and on-the-job training. Where appropriate

a specific form of training is identified.

3. Data pertaining to both private and public sector employers

are discussed within this report following the assumption

that if one wishes to weigh the merits of private sector
involvement over public sector involvement in youth programs,

.then both should-be reviewed. Because several of the

reporting programs that have a work experience phase have

used both employment sectors, an examination of these

contrasting sectors is in order.



I.

-13-

4. Due to the varying nature of the reporting programs,
many of the questions contained on.the interview questionnaire
(Appendix) were not applicable to specific programs. As
such, responses from all 29 programs exist for very few
.of the following sections.

5. Only five of the 29 reporting programs were specifically
designed to focus on private sector involvement. The
employer related data from many of the remaining programs
reflect secondary and tertiary program components and not
the .major emphases of these programs.

FINDINGS

The findings to be reported here have beep organized into five areas:

1) how employers were contacted; 2) incentives/disincentives to employer

involvement; 3) the nature of employes. involvement; 4).the distinctions

between the use of public and private sector placements; and 5) what

program personnel would do differently if starting the irogram over. The

first three categories represent a progression through which these programs

have gone during the past two years. The latter two categories build upon the

preceding ones, thereby allowing insight into possible directions for

the involvement of employers in future programs.

The programmatic focus areas and their respective projects were

reviewed to suggest the diversity of the endeavors represented in thip

report. The data pertinent to employer involvement suggest that, on this

issue, these programs have a great deal in common. Therefore, to eliminate

extensive repetition, no attempt has been made to discuss employer involve-

ment within each programmatic focus area. However, to substantiate the

claim of similarity of employer involvement among these diverse programs

quotations are identified by programmatic focus area.

2 U
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I. Contacting Employers

The first step toward employer participation is establishing contact.

Commonly, some form of direct program/employer contact initiated this

process. Individuals at all 29 programs used one or more of the following

methods: 1) face-to-face contact, 2) presentations before local organi-

zations; and 3) letters and/or telephone calls. In addition the following

contact approaches were used on occasion to locate and contact potential

employers: 1) lista, such as Chamber of Commerce, Yellow Pages, and NAB,

for identification and appropriate follow-up; 2) word of mouth; 3) peroonal

contacto/friends; 4) advioory councils; and 5) program youth themselves

serving as contacts.

Clearly, face-to-face contact with employers wao essential. Whether

programs began with this method or not, they almost all ended up using it.

A private sector program's job developer explained to the field observer

the importance of this contact approach:

He emphasized the importance of direct ane-to-ohe contact with
employers, and that it wao harder for employers to say no to an
appeal to community commitment to youth in a face-to-face contact
as opposed to a contact over the telephone or in a letter.

A program analyst for an academic credit site corroborated this

situation:

I would go out 'and get three or four sites a day. Of course, the
directions said to get on the phone and call people, but I think
that makes it too easy for people to say no. I was succeosful
because I know all of the people in the community.

The need to pursue direct personal contact woo further ouggested

by an attempt to initiate employer interest via letters of introduction.

The field observer at a private sector program noted the following:

2
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A list of employers was compiled from the Yellow Pages of
the county phone book. These employers were sent intro- .

ductory letters which contained descriptions of the program,
and asked if they would like to participate. They were
told that if they were interested in having a student at
their place of employment, they should contact the project.
The response was underwhelming--not one eisployer called.

Combining the direct approach with.additional contact methods

nhanced the ability of a program to acquire employer involvement. This

appeared particula,yly true if one hired individuals familiar with the

local business community and/or established advisory councils. In the

former instance bott rural and urban program officials attested to the

value of knowing people within the business community. Field observers

from two academic credit programs provided the follwing descriptions.

In each situation the important factor was the indigenous nature of the..

program personnel responsible for employer recruitment. From an urban

academic credit site the field observer related:.

She told me that one of the reasons ohe wno given her poPition
was because of her long history of participation in community
organizations. Many of the agencies she contacts are familiar
with her perPonally. "I have been a pa.i.;,t of the poverty

business for more than ten years. Moot of the people I hang
around with are working for grass roots organizations."

A rural academic program's analyst discussed hip longstanding

familiarity with the community and then went on to praise the program's

secretary for her assistance:

After contacting an initial group of employers and getting
their commitment, he waited until students had particular
needs outside this group to make new contacts-. "And then.
the secretary began to help me. She has personal friends
that 4re doctors, people like that, so she would make the
contacts for me." All of the staff credit the secretary
for developing many of the professional placements in the
project.

The use of adviaory councils to assist in the identifidation of .

work sites ao well ao a vehicle for dissemination of program information
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appeared to have been quite limited. Personnel at only five programs dis-

cussed this use of advisory councils. In one'situation, a career awareness

program, the program operator noted that, to date; he had been able to

"achieve without the committee that which I want to do", and therefore

little effort tiaskbeen directed toward ouch a council.

In contrast, three programs found these councila to be extremely.

useful. At one private sector program this was found to be true, even

.though the council was established several months after thd program began.

The field observer noted:

In last year's program, employers associated with one of the
schools via the Advisory Council were instrumental in ob-
taining employment slots for approximately 50 percent of the
students. /n the other school, over 95 percent of the work-
sites were developed by the students during the course of the
"outreach" work.

A final case suggests a'situation Itibich program personnel can ill

afford to let occur. At this academic credit program a potentially use-

ful advisory council was allowed to disband due to neglect by program

personnel. The field observer related:

I should add that another component built 'into the original
proposal which was supposed to assist in private sector place-
ment was the Work Education Council. It would have several
lmumittees to work closely with the project, one of those-
being private sector employment. This committee met a few
timeb but faded out with no 1;ersonal commitments or very much
interest shown from community.people. The project dkrector
did not really push for it,.so several months into the project
it died a natural death.

The importance of this quote is not that it depicts a failure to

utilize the council to acquire worksites, but rather the failure of pro-:

gram personnel to follow up a linkage which they had initiated.

Unfortunately, it was not just advisory councils which went unattended.

For instance, at one private sector site the field ohoerver noted that



contact with emplo3Ters via organizations j'as attempted but little follow-up

by program personnel resulted in no further attempts to use this approach.

In direct contrast, pur'suit of linkages can yield substantial program gain

as suggested by the experiences of a second private sector program'which

used the resources of NAB to hell) identify 'over 250 employers interested

in acting as counselors for the program.

, These situations suggest a lack of time and/or personnel to effectively

carrir out all of the program's components. Interim Report #1 (1979:31) of

the YNPS noted the difficulty encountered by program personnel who not only

must complete daily program duties but also must identify work

placements. One means to address these problems was identified at an

facademic credit program where_"two staff members start work two weeks

before the beginning ofoschool, and-spend the time looking for job possi-

bilities for the students".

One final means of acquiring employer involvement has proven success-

ful for two consecutive years. This innovative approach used-the program's

youth in an "outreach effort". Employers were contacted directly by youth

canvassing Ole community surrounding their schools for potential work

sites. These youth described the program to employers and then filled out

a form indicating the employers interest in the program. This interest

level ranged from a willingness to act as a guest speaker, to giving

'worksite tours, to having a youth work at his/her place of business.

The success of this approach can be substantiated. During the

first year's outreach (1978-1979) approximately 140 youth identified over

700 interested employers. During the 1979-1980 school year approximately

60 youth identified 148 interested employers. This was accomplished in

the firstliAne days of the outreach process (25-30 days total outreach time ).

2i
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Furthermore, this approach was so,successful that a group of eleventh grade

students attempted during the 1979-1980 school year to,identify for them-

selves, unsubsidized work placements. These large pools of poten ial work

sites have allowed this program to place students in employme tuations

which reflect more eldhely their career interests.

II. Incentives/Disincentives to Employer Involvement

A fundamental question is simply, "What can a prograz'l offer employers

as an incentive to participate?" Resolution of this issue is imperative

if youth employment programs are to succeed. This sectianl examineo the

incentives and disincentives which fostered employer/program linkageo.

Particular emphasis has been placed upon financial and other incentives

used to acquire actual work placqmente. It is in this area that the

greatest costs are incurr d by employero. Further, there is a need to.

acquire a.better underst ding of whax can be done to foster the creation

of work experiences for Youth. The discussion which follows is subdivided'

into observations a out financial incentives,,other incentives, and

disincentives.

. Financial ncentives: For the programs which placed youth with employers:

full suboidation as used by 14 programs; partial subsidization was used

by one program; d five programs did not provide this information.
1

The

reliance upon f 11 subsidization appeared well founded. Program personnel

from nine cites identified subsidization of youth wages as being a major

incentive to e4loyers. One private sector program'o operator suggested

1
An additional six programs provided work experiences within the program
but without employer involvement. Three programs did not place youth in
work experienceb.
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that the wage subsidy allowed businessmen the.opportuni6r. to extend their

community involvement wittaibt threat to their profits. In faeiithQ

operator noted that salne employetrs agreed to participate only after thei

were informed that the youth's wages 0ould be covered by the pro'gram.

It was the view of program personnel at another prAl!ate, sector site Mat

without the wage subsidy local employers could not have afforded to

become involved.

Students wageo are fully ouboidized by the program and thio
hao been a major incentive to employero. Many employero.
have :Anted that they would not be able to have another
pernon in their fAcility if wageo were not subsidized.
Moot employers like the method of ouboidy, oince not only

. does it relieve them df financial burden, but aloo it
relieves them of extenoIve paperwork.

The decreaoe in participation that non-ouboidization would generate wao oug-
.

geoted by one rural academic credit operator when he noted that "p000ibly

20 percent of the employero might have participated in the program if they

themoelveo had to pay".

To avoid portraying employer involvement ao being linked oolely to
C.

financial incentives, it ohould be noted that there have beeeinotanceo

of youth leaving programa becauoe they were offered unouboidized pdilitiono

with variouo amployero. In fact, one private oector program, which dia

not operate during the summer of 1979, found that about one-half of ito

otudento were retained by their employero during'thio period without

oubsidization.. The field pbserver related:
4

About one-half of loot years otudento (approximately 70)
were offered jobo by the employero during the ()Ammer, and
without ouboidy. Several of the otudento (January 1980)
are @till working after ochool for theoe employero.

The field observer 14rent on to identify three factoro which Influenced
.,-

employero to accept unouboidized youth:
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1) The need for employees, at minimum wage, where the
employers have some assurance of the student's interest
and ability. Association,with a program such as this
one gave employers this type,of assurance.

2) Many of the employers heard of theochool programs
aimed at providing students with work.experience. In
general, the businessmen favored this educational
approach and wanted to support it.

3) Favorable impressions made'by youths in initial con-
tacts and interviews.

The.use of the targeted jobs tax.credit represented a different

approach to ehe iSsue of/iinancial incentives.
1

Job coordinators at one
'*

private sector program suggested the use of this incentive as an alternative

ta on-the-job trainingrcontracts for some of the program's youth (this

beinga program component separate from the fully subsidized vocational

exploration work experiences.) The field observer related the job

coordinator's reasons for th4 enthusiasm about this incentive and one

major concern about the adequacy of the incentive as it applied to youth:

In reference to incentives to private sector employers,.the
conversation turned .to the use of the OJT contracts Which was
not successful this year. The coordinator gave the following

'account. The coordinator felt obligated to'tell the potential
'employer that whin we use the OJT contract, then their books
could be open for'audit by the federal government. Well, that
just automatically turned a lot of potential employers off.
Whereas, with this tax incentivelLthere is not that tYpe of
federal involvement in the books, just a Couple of simple
forms, and it reduces the wage expense by 50 percent for
first year up to $6,Q00, and it really should work. The
coordinator pointed out a pitfalloin the tax incentive law,
and that is that it left, out 14 and 15 year oldS. He feels
that these are really the kids who need the most,help, because'
they are difficult to place in the first place.

1The targeted jobs tax credit allows for a credit of 50% of the first
$6,000 in wages paid to eligible workers in their first year of employment
(25% of $6,000 during second'year). Further infOrmation is available
through IRS offices.



-21 -

Other Incentives: A number of non-financial incentives were iden-
ie

tified by program personnel'as haling further fostered employer partieipation.

These incentives indluded 1) a sense of c unity obligatio6.; 2) the

businessmen's kuowledge and trust of the job coordinator; 3) good past

experiences with other programs; 4) pre-screening of students by the

program to determine their potential for success in specific work

experiences -a matching process between youth and job; 5) flexibility of

scheduling--at vp alternative school,the'youth could work any time during

the day; anti 6) a growing positive, program reputation within the community,

'The first of these incentives, a sense of commitment to the community,

was described in a number of wdys including community responsibility, pro-
,

fessional obligation and even a desire to help take "care of your own".

One private sector job developer identified this as a "strong commitment to

the future of the youth in the community". A fIN observer at a rural

private sector program noted:

Some employers are concerned about community obligations.
For instance, one of-the questions frequently asked of the
job developers is where these kids come from. The employers
are much woke receptive to helping high school students from

their own communities. Quite a.f§w employers have mentioned
that their children, when they were teenagers, had difficulty
obtaining jobs and they support this program because of their
empathy for youth.

From ad academic credit program the field observer described the

following:

The site analyst said that, "In our community I believe it
is a desire to help that motivates them to participate".
The operator felt that there was not so much a "community
obligation" at work, but a "professional obligation". As

an example, he cOmmented that local doctors felt that someone
had helped them at one time aad they wanted to return that.

Program personnel used the various incentives to foster employer

receptivity to their programs. As with employer contact, success hinged

28
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upon.an active commitment by program.personnel. A good example of this

can be shown by examining comments made by program personnel regarding

their program's reputation. At one career awareness program the commit-
.

ment of program personnel was identified as an incentive to employer

participation. The field observer related:

Last.year's (1978-1979) success had tremendously influenced
and helped this year's (1979-1980) project and the things
that have contributed to this in the eyes of these people
were: the training and the followup; that there is always
a contact person--if the employer has a problem.

At a second academic credit program, the field observer learned that

development of a program specific reputation fostered employer interest:

Has the program's reputation helped or hindered? The project
operator felt that in the beginning, when it was a generalized
CETA reputation, it hurt. But now that they had a specific
programmatic reputation, it helped. "Now that we have proven
ourselves, the employers are coming to us."

Finally the field observer at.a youth-operated.program connected

the program's reputation to the needs of employers and the successful

employment of program graduates:

Some members of the community, particularly farmers and
construction companies, have expressed an interest in the
participants of the program as a sources of their future
employees. Therefore, it appears that the reputation of
the project is in good standing. Also some of the graduated
students who were participants in the program are now
employed in jobs for which they were trained.

Disincentives: Numerous reasons concerning why individual employers

refuse to participate were identified through the conversations with pro-

gram officials. Most common was simply that the employer had no need

for additional help. Small businesses, in particular, fell into this

category. These businessmen could not justify taking on the addyional

help--even if it was free labor--if it meant that current emplo ould

have had less to do.

9 j
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Programpersonnel from two of five private sector sites noted that

the age .of the youth and the labor laws were factors impacting on private

sector employer involvement. One program director noted that it was not
e-

refusal on the part of-employers that inhibited job placement, but that

there were "so y places we can not put students". This has been par7

ticularly true or programs which attempted to place 14 and 15 year olds

in work experience positions.'

Misconceptions concerning the, youth by employers at four programs

was another factor with which programs.had to contend. These misunder-

standings ranged from a general "distrust" of high school youth to the

stereotypical ideas about programs of this nature.

The program director stated that the main barrier to acquiring
job sites has been an initial rejection of involvement with the
youth program based on stereotypical ideas. Some employers have
had contact previously with youth programs and have had negative
experiences.. Some of these employers have complained of the time
required in supervising students end of not trusting youth in
general: However, several,of these sites, which have been
persuaded to take on students on trial basis and have had some,
positive experiences with youths from the project, are now
willing to take on what they consider to be "high risk kids".

Additional disincentives encountered can be divided into two areas:

those specifically program oriented and those more generic in nature. In

the first category fallpsuch facto4s as: 1) some jobs requiring sophisti-

cated skills--specific training of any nature before placement is not a

feature of any of these programs; 2) inexperience of job developers and/or

poor presentation of the program's purposes by youth to employers--this

reflects the value Of staff familiar with both the program and the com-

munity and of better preparation of youth prior to identifying worksites;

and 3) the coordination of cooperating agencies in the acquisition of

worksites.

3c)
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Issues impaciing on these programs but not to any great extent

within their control included: 1) the current economic condition which

is not conducive to mnall business expansionone reason why .employers

are pleased with the full subsidy approach of several programs; 2) a

reluctance to become involved in federal programs which may lead to

auditing of their books and simply the forms and "red tape" that appear

generally assumed to go hand-in-hand with federal programsanother area

avoided via full subsidization of youth; 3) CETA prime sponsors who have

refused to allow subsidization ol'51rivate sector placementsthis suggests

that a clearer understanding of relevant legislation was needed; 4) unions;

and 5) public sector employer fears of state aid cuts. These last two

factors, noted at one'private sector program,are_further explained by the

program director:

We haven't been able to get into places that have unions be-
, cause of the union rules. And, here is also that incident

I told you about with the nursing home, where they were
afraid that if.they took our students, they would receive a
cut in state aid.

III. The Nature of Employer Involvement

The involvement of employers took one of the following forms: ) to

provide guest lectures; 2) to,provide tours of their buainesses; 3) to

provide supportive services (e.g., materials about their business); 4) to

participate dn advisory touncils; and most importantly, 5) to provide work

experiences., The information provided by program personnel suggested

that their programs were generally successful in working toward their

program's goals regarding employer involvement. This "success" may have

resulted from a highly organized program administration or smooth program

implementation to simply the sheerdetermination by program personnel to

se& the program succeed,
>
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'-ittAs the first four rms of employer involvement are'self-explanatory

this section will focus on the problems which have been identified in

acquiring work experiences. Programs in all four focus areds found it

necessary to use public sector placements to .a greater extent than had been

anticipated. One reason for this was identified by a career awareness
. .

program operator:

In terms of finding job opportunities for youth we have been
doing fairly well up until the last month or so. We had anti-
cipated finding much more employment during the Christmas holi-
days,-but we just found therelwere not the jobs available we
hoped there would be. ye are particularly finding, within the
last month or so, the employment add job openings have been
the least we have seen in a long time. As YOu probably know
there are a.number of individuals laid off and at present there
are not a number of jobs open. There still seems to be a lot
of interest from employers. They like the idea of being able
to go to the schools and find students in their community or
in the area where the business is locaCed to get students,
especially those who have an interest in their type of employ-
ment opportunity. But right now there are just not the jobs
available, and that has caused a problem in some of our programs
in helping youth get jobs.

Another factor precipitating greater public sector involvement for
\7

a priate sector program was the type of work available. One field

observer stated:

Almost all placements are within the private sector. The few
pUblic sector placements have resulted from students' requests
to gain certain types of experiences, i.e., library aide, .
teacher aide, which are not available in private sector
employment.

This finding suggests that not all youth necessarily want careers

in the private secto.r. As such there should be alternatives available

for these youth.

Initial failures at one private sector site*were attributed to

inadequate contact with employers due to lack of sfaf and adequate

time to maintain linkages. This was remedied through

32
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the addition of a full time job developer and development of a regular'

schedule of contact with participating employers. Similar problems

were recorded by a field observer at a second private sector program.

To assess the success or failure of obtaining private sector
participation by this program, one must take a look at the
changes that have occurred over the year the program has
been in operation. Initially the program had a great deal
of difficulty in finding job placements. Some of the
difficulty encountered can be accounted for by the lack
of experience of the job developers, the absence of pro-
cedures to keep track of contact with employers and their
responses, and the absence of leadership and stipervision
by the previou6 director. Personnel changes, ihe institution
of procedures_to record the results of contacts with
employers, and the experience which time has brought to
the staff have all contributed to'the participation of
more private sector employers.

Late program startup and the poor state of the economy were viewed

by yet another private sector program director when he commented:

In the private sector we have not had the success we had
anticipated. Last year, I believe it was due to the late
start that we had. This year we had time to get some
involvement, but perhaps the economy--this is just not a
good time to be hunting up jobs. I know my husband's
co pony eis laying off people, and also the coordinators
h ve not had the coordinating time this year that they
r ally need. In terms of goal we really don't have a
f gure. There isn't anything in the proposal. We know
we are supposed to be'concentrating on private sector, and
we try to do that. The public sector involvement is more
than we originally anticipated. That is because we had to
turn to the public sector to take up the slack fiom the
private sector.

An academic credit program, which originally planned to have 75

percent private sector, 25 percent public sector placements, found it

necessary to reverse these percentages when support from the business

community virtually disappeared. Reasons for this occurrence were noted

by the field observer and included a "misunderstanding" of the types

of students the program would be placing and a distrust of CETA programs



-27T.

in general. The experience of this program, as described by the field

observer,suggests the need for a clear undprstaading between program

operators and employers regarding the intent and clientele of youth

programs.

When the project became operationalized, a job development
specialist began visiting possible private sector employers.
It became apparent'very quickly that there-would be a prob-
lem with the private sector placements. Those individuals
who had initially (at the early meeting) indicated Support
just were not available although the job development,pecialist
put some considerable effort into pursuing those avenues.
When these employers were pushed, they responded that they
had not realized that the Students that the project wanted
to place in their businesses did not have skills. I was

also told by the project director <who had qttended that
original meeting because at that time she was the CETA youth
program coordinator and-instrumental'in wTiting the proposal)

that the students who had been asked to attend-that original

meeting for the Youthwork people were students from the school.

But they happened to be student council people and in fact,
a "different sort" of student than the "kind" that the project

was planning to serve. This was mentioned to me by the project
director as,another reason why, when it came to producing,
these private sector employers did not come through.

Two final inhibitors to the use of private sector employers were the

refusal of CETA prim sponsors to allow placements in this sector and the

delay of reimbursement of youth wages to private sector employers. Both

situations reflected an uncertainty as to the interpretation of CETA

regulations concerning the subsidization of employment in the private sector.

At the two programs 'which have experienced problems of this nature,

resolution was achieved via almaat exdlusive use of public sector work

placements.

Late program start-up and understaffihg were additional factors

with which programs have had to contend. The former precluded ample

time to identify potential employers. The latter resulted in a variety

of program modifications--or perhaps less politely,,deletions. Two

situations suggest what can occur when staff are expected to do more

3,1
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than is reasonable. A field observer at a.career awareness program noted

the following;

During the first year of operation (1978-79), the vocational
teacher/counselor had two scheduled class.periods a day.
That arrangement allowed him time to develop his program,
arrange field trips, job experiences, and job observations. NA,
He had arranged with several businesses to have students
work part-time on a temporary basis and without pay to have
a work experience and learn about that particular business.
During the school year (1979-80), however, none of the above
has continued. There are two reasons for this. The first
is a matter of time. In an effort to keep down class size,
the vocational teacher now has a class each period. The
main purpose of the class is career awareness and job acqui-
sition skills. No provision is made for individual placement
or supervision. Field trips also are not possible because
of continuous classes as well as transpbrtation problems. The
second reason is the assumption and feeling that YET (another
local youth program) can handle the actual job placement and
supervision for interested students. There is, however, no
referral system between the alternative school and YET. Also,
there seems to be little if any communication between the two
pTograns despite the fact that they are housed in the same
b lding. The vocational teacher did not know if any of his
st dents were being served by YET. He did agree it would be
helpful if he knew so that he might supplement the students'
work pxperience in the classroom and individualize the
instrUction for the particular needs of the student.

The second instance of understaffing occUrred where career specialists

withiu the sChools were expected to operate a career center and attend all

the employer guest lectures held in the school. The career specialists felt

their time was better spent in the career center providing "concrete Caieer

information". The field observer noted that one way these specialisVs

resolved their mandatory attendance at lectures was by scheduling as few

lectures as possible.

This section ruts reviewed data which suggests the difficulties

programs have encountered in involving employers in general and priliate

sector employers in particular. Overall however, it must be emphasized

that these programs have met or come close to meeting their projected
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number of placements of youth in work experiences. This has often necessi-

tated shifting placement from the private employment sector to the public

sector.

One particular innovation, which may be difficult to implement

in most situations' but should not go unmentioned, was the use of flexible

student work hours. One private sector program operated in an alternative
1.

school settin. The setting allowed youthlto take

1

either Mornin or after-

noon classes which.in turn allowed some students t work for empl ygml,r

at varying times during the day--including morning hours. Program officials

found this approach helpful in acquiring private sector placements. The

competitition between programs and even-individual youth looking for after-

school jobs predictably makes afternoons a difficult time to place youth

in jobs. Therefore a system which utilizes "of,f peak" employment times

may carry certain competitive advantages.

IV. The Distinction Between Public and Private Sector Placement

The preceeding section reported a greater than anticipated reliance

by programs on the use of public sector work placements. To begin

to address the question of whether student placement in one employment

sector was preferable to the other, program personnel were asked to

make distinctions between these employment sectors. Data concerning

this issue were received from eight sites (three private sector, three

career awareness, two academic credit). Each,of these sites placed

youth in botOemployment sectors. The remaining programs did

notrespond most often because programs either didnot place youth in

work experiences or only placed in one sector and therefore had no

basis for comparison. The opinions/experiences related below are varied
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and at times contradictory, but at the same time providp an enlightening

'view of this.issue.

Personnel from four programs (two private sector, two career

awareness) suggested that public sector emp oyers took an interest in

helping students. One program coordinator noted:

Students receive more supervision and there seets to be more
opportunity for job training and skill development in the
public sector jobs. Public sector employees seem more
interested in helping our steadents and not just getting work
out ofthem. Private sector employers and'supervisors are
not quite as patient. They seem more concerned with the
profit motive and do not have the student's interest at heart.

One field observer suggested that this perception may be in part due to
4

the nature of public sector jobstheir being more person/service oriented

than private sector jobs.

In contrast, data from two programs (one private sector, one

academic credit) suggest that public sector employers were more6likely to

accept behaviors which would bot be tolerated in the private sector. A

job coordinator related:

Well, public sector is non-profit, and in the public sector
the student is,'for all practical putposes,working for free.
There is no pressure in the public sector to perform. Whereas,
in the private sector it is a profit motive; it is sink or swim.
I mean in the private sector you get fired if you are no good,
I mean you are gone. That is not necessarily true in the public
sector. Public sector can afford to keep their leas productive
employees because they are free. Whereas, private sector can
not afford to keep them.

lefield observer added:

The public sector is seen as a place where one can "get away
with" certain behaviors. Therefore certain,kids who could not
make it in the private sector are placed in public sector
jobs. I see a hierarchy that a student can move through..
First he must show the correct attitude in job orientation
class. Then he is placed in the public sector. If he ghows
that he is a dependable and responsible worker, he is placed
in the private sector.
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The greater availability of public sector jobs was one incentive

to use this sector. Ad one director noted, these employers "always need

help in some area". However, another program director was concerned

that "supervl.sors in the bureaucracy are too accustomed to programs like

this--the students are from just one more program, like many before them",

the implication being that public sector employers may not be as concerned

with t e work experience the student receives.

e clear distinctions between these employment sectors have emerged.

1

They include: 1) less permanence and chance for advancement in the public

sector; 2) public salaries are not as high; 3) greater turnover of

personnel in the public sector; and 4) different types of jobs exist between

these employment sector This last/point was identified at a private

sector program. It was noted that use of public sector sites should not

be excluded as there are some youth who have career interests which can

only be found in this employment sector.

An issue which surfaced at six of eight sites pertained to

how youth were used at their work placements. This issue was also the

one which generated the greatest amount of contradictory data.

One job developer suggested that there was less possibility of a youth

in a public sector placement to be "used". The field observbr related:

One job developer feels that the public sector offers a
greater opportunity to students,wlihout the temptation to
"use" the students'to do just any job. She feels that the

public sector is more committed to offering training for
youth.

These sentiments eclio the [irst quote contained in this section.. In con-

trast, program staff at a site which had to rely almost exclusively on

public sector placements were of the belief that this type of work was

"make work" and that.the private sector reflec'ted the "real world".

38
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Staff at another /program attributed the difference between programs.to

the profit motiVe of the private sector.

Both individuals feel that thel.public and private placements
differ, hUt in subtle ways. They both feel that students
receive More substantial work assignments in the private
sector. :They think the profit motive has samething to do
with this--a private businessPerson is mire likely to put
the student to good use than someone in a bureaucracy.

V. Starting Over: Strategies for EmplOer Involvement

Many "person years" of experience.with these youth\employent

programs now exist. A'final area of imvestigation delved into a key 1

aspect of these programs--their implementatiat. Simply puto program

personnel viere asked, "If you had to do it Glnir, how would you change

your approach to employer involvement?" Field observers were also encouraged

to provide their insights and opinions as ttiey Often had been associated

with their respective prog6m for ;anger periodthan the current staff.

Recurring throughout-the'preceding'sections have been such

factors as insufficient staff, not enough time to complete tasks,

and unanticipated problems in acquiring private sector work placements.

These issues were raised again in response to the above question and

remedies were offered by persOnnel representing 18 of the 29 programs.

An inerease in the amount pre-program planning/preparation

time wag suggested by representatives of seven programs. During this

time th'e foldlowing could be accomplished: 1) plan the program, recruit

and train staff; 2) define program objeetives, s (Chat program personnell

know what they are; 3) develop the Administrative struCture; 4) identify

the needs of students and employers; and 5) allow public and private sector



employers to become involved in the conceptual and develonmental stages of the

program. For job developers this means time to43ntify potential Job

sites. Acquisition of one job slot can, in some instances, take weeks.

To initiate this process after the program has begun simply increases

the difficulty and possible failure. Associated with program planning is

the geed to staff programs sufficiently, so that individuals have ade-

quate time to do their jobs.

To increase the involvement of the prilate sector was of concern to

program personnel. Suggested modifications a;\ihd.Widual programs

included: initiate contact with this sector as it had not been approached;

gain a better uhderstanding oftCETA regulations regarding work experientes

in this seclor; and attempt to alleviate GOMO of the lecaljnisconceptions

aboilt the program.

More o.r=tantly, personnel from six programs representing all four

pr'granunatic focus areas suggested that advisory councils be used and that

ter publicity efforts be undertaken. In the three instances reported,

advisory-councils were effective in linking the program to employers.

Furthe? they would provide a medium through Oich employers can help guide

programs to beeter meet employer needs. One field observer noted that

these councils need to be formed early in the program and have a clear

understanding of their function.

Increased publicity through word of mouth, organizations and the

media wbre identified as factors to be considered. One director noted

that in this public relations work it would be important to, "Put the

publicity any place that a private iiector person might run across it".

_0 A third area of concern noted at six programs, was the preparation

of the youth. This included both better equipping of the youth t% meet
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emplOyer. expectations and a fostering Offgreatet individual capabilities.

One private.sector program director related:
k

!II.I would, like)to do things -differently, in th4 I would
like kids to de3ielOp:their-own jobs. I was.impresSed tith
What Lheard aboUt'the other youth workPrograM which Aid
that; and the sheer number of jobs the kids developed.
It is not just that T think the kids coUld develop more jobs
than we have been able to, but I think we do too much for-them,
in a lot of ways. 1.7e teach them in the classrOom'what an interview is
going to be .iike, but 4pm the fewinterviens I have seen, they
are really not much. If seets like we get these*students jobs,
'whereas,.te should be h pingthem more to learn how they go
about getting their own jobs. It takes a lot of guts to walk

_up to somebody and ask them for a job. It takes skilleto
describe.what you want;.describe who you are, and it also
takes a level of eelf-confidence that I would like to see us
help these kids to develop. If we have.the kids go out and
contact the-emploYers, it would reinforce what we have taught
them in the;classroom about the skills necessary to interact
with employera.-

An individual associtAted with a career awareness program noted:

One thing ihat I think we have to be aware of is that often
times when.you start a program that4eals with employers,
programmers go out and they try to get all the employers to
give their job openings and they forget they have to spend
as much'time preparing the student for eMplOyment. Sometimes

.we fail to realize that job placement means that we are working

with students too. I have seen a lot of,programs, where they
have gone Out, got job openings, Come back, and, found out that
their students were not prepared and have gone out and do not
get these jobs'because they were not adequately. prepared.

Personnel\at one career awareness program suggested that if a program

does not provide actual work expeiiences, it should be linked with other

programs that do; and if it dbes not provide specific training, it

should be linked with focal training programs.

I would concentrate op setting up linkages with private and

Public training facilities and vocatiinal training programs
soour students would be more qualified to meet the needs.of
employers contacting us for help. As mentioned earlier, our
biggest problem now is findingstudents who meet the needs

stipulated by employers. 41



SUMMARY AND RECOMMENDATIONS

The data presented in this repori provide insight into employer

inwiolvement at.29 Exemplary In-School Demonstration ProIects. Twenty of these

programs actively sought work experiences for their youth participants.

An additional six programs contained work experience components which

did not liEcessicale employer\ identification/participation. All 24

,programs'utilized employers in less demanding ways (e.g., guest speakers,

tours).

The data were collected by field observers of the Youthwork National

Policy Study through infoimal interviews with program directors'and job

developers. Guidelines for these interviews were provided by the YNPS

staff at Cornell University. All 'intdrview data.were collectid during

January. and February 1980.

Cantained within.this report are findings relevant to five topics:

1) how program perstnnel initiated contact with emOloyers;,2) incentives/

disincentives to employer participation; 3) how employers were involved

in the programs; 4) distinctions between public and private sector

ployment; and 5) what progTam personnel would do differently if starting

A
* their programs over. The/Sections which follow briefly,summarize the

findings and provide recommendations.

I. Contacting Employers 41b,

When contact between a program and an employer took place,one of

the following methods was modt often used: 1) face-to-face contact;

-35-
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2) presentations before local organizat s; and/or 3) letters and/or

telephone calls. Individual site tilized additional methods including:

1) identification of employ s through existing lists combined with a

follow-up; 2) word of,touth; 3) through personal contacts/friends; 4)

through the use-of advisorreouncils; and 5) using program youth tci

locate potential employer participants.

Several factors become evident when reviewing the dots. First, the

most direct approaCh possible when contacting employers Is preferable.

Program personnel felt that face-to-face contact reduced the ability of
4

employers to refuse to participate. Second, the familiarity of staff -

with the community:s resource; was beneficial in the identification of

employers and worksites. This process was enhanced when stafi had been

part of ihe community for several years. Third, a pre-planning phase,

.allowing time at the outset of a program for the identification of

employers interested id the program would facilitate the program's

employment related phase and prevent or lessen the overloading of staff

during other stages of the program. Fourth the use of program youth at

one site was a highly successful method of locating potential employers,.

During the first year (1978-1979) of this program's outreach (about 30

days in duration), approximately 140 youth identified over 700 businessmen

interested in participating in the p5oxtae--V1t.hemtiven considering the

addional rejections associated-with thils_leffort, its magnitude far"

exceeds what ane or two job developers could accomplish in an

equal time period. Finally, advisory councils were shown at three of

four sites from which information was prOvided to be helpful in the

acquisition of employer partiCiFaion. The fourth site's advisory

43



council was allowed to fade away due to neglect by prOgiam personnel. Thisi

in conjunction with other instances of contacts initiated but not pursued

suggests that greater attention be paid to the mechanisms developed for

program linkage to the community.

Recommendations
\

1. Although a variety of approaches was tried, the most successful

in acquiring employer involvetent x.ls through direct face-to-face

contact.

2. The hiring of staff familiar with the community and its employers

enhances a program's ability to acquire a sufficient number of work-

.sites. It may also provide greater access to more specialized placements.

3. A prenprogram planning phase should be instituted ai future programs.

This period could be used to better prepare program components, allow

those individuals responsible for employer involvement soie lead

time, and prevent or lessen the overloading of staff during other

program phases.

4. The first year's experience in which over 700 interested businessmen

were identified by approximately 140 'Youth, suggests that this approach

be seriously considered. Two obvious advantages to this approach are

its reduction of the workload placed on staff and the increased number

of potential worksites which may be contacted.

5. An appropriate program component would be the formation of an Advisory

Council. Its functions would include, but not be limited to:

dissemination of program. information, identification of employerszAo

can provide services to the progtam, and provision of prograpv'guidance
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concerning eMployer expectations of employees.1, Further, it.would be

beneficial if, this counal was organized early in.the prograM (pre-
*

'ferably prior to) so that it may assist in program implementation.

6. It is imperative that any linkages with the community, be they via

Advisory Councils or individUel encounters, be.followed up. Failure

to do so can decrease the ability of a program to acquire community

'support.

II. Incentives/Disincentives to Emplorr Involvement

Data presented in the National Manpower Institute's report on the

involvement of the private sector suggest that, as with other employer

prograM related issues, we know very little about the factors which

entice employer participation. Financial incentives, tax credits,

community obligation all can be used to encourage this process. 'But,

there are also factors which mediate against employer involvement - -red

tape, current economic conditions, poor presentation of the program:

Data from the Exemplary Projects identify all of these as impacting
0

on t&program/employer linkage.

Financial incentives appeared to be neceSeary. Fourteen of

fifteen programs whiEh provided data on the extent of subsidization Used

a full wage subsidy aPproach (one site used a partial subsidy). Program

personnel noted that full subsidization of youth wages relieved employers

of the financial burden, reduced employer paperwork, and allowed

participation at a time when the economy was not conducive to doing so.

,
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A second financial incentive was the use of the Targeted Jobs Tax Credit.

While only one program reported using it, and even then to a

limited extent, it does provide an alternative approach to Wage subsidy.

Given the apparent need for subsidization, program Operators should cOnsider

this method as.an alternative funding approach.

4

Other factors influencing employer participation ranged from

community obligation.to familiarity with program personnel to the program's

reputation. The only truly innovative incentive mentioned allowed youth

to work at'any tipe during the day. Acquisition of work experiences

at "off peak" periods (e.g., mbrnings) enhanced the program's.ability to

locate work sites.

Numerous reasons were mentioned by employers who chose not to

become involved in these programs. Most common was simply that they did

not need additional help.at present. Other factors included: 1) the

age of the youth; 2) federal government reporting requirements; 3) the

current economit condition; and 4) labor laws.

Recommendations

1. Program perponnel repeatedly indicated that without subsidies very few

employers would have participated. This may, in part, be due to the

current economic conditions. Whatever the reason, financial incentives,

at present, appear to be a necessary program component.

2. All programs placing youth within the public sector fully subsidized

their wages. This is probably the only way public sector employers

""to
wouTd accept youth, unless they volunteered.
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3: While half and full wage subsidization have limn used for private sector

placements, the latter has greater advantages for employers. Firsti

of course,is the additional help at no cost.. Also important i

- that the full subsidy approach allows, an employer to become involved

in the program and at the same time, not have to leave his books open
.

for possible goverdment auditing. Governmental interference in one's

business is a concern of employers.

4. The sense among employer of community "obligation" or "commitment"

and the idea that they can have an impact on the development of the

studpnts' work skills are two factors which program personnel tan use

to help "sell" the program.

5. The reputation of the program within the community can act as either

an incentiveior disincentive to potential employers. It is, therefore,

imperative Oat every effort be made to present the program well and

for program personnel to follow up on program contacts/commitments

within the community.

6. One alternative school program found that its flexible scheduling,

allowing students to work at any time during the day, has enhanced

its ability to acquire worksites. If a program's design is flexibile

enough to allow for this form of scheduling, it should be seriously

considered.

7. The age of youth participants is a factor which must be considered

when developing a youth program. For example, it may be more appro-

priate to develop a career awareness type program if the youth to be

served are 14 and 15 year olds--an age group for whom it is quite

difficult to find work experiences due to labor laws.
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III. The Nature of Employer Involvement

Employer participation encompassed a range of activities which included

providing: 1) guest lectures; 2) tours of their businesses; 3) supportive

services (e.g., materials about their business); 4) participation on

advisory councils; and 5) work experiences. This report focused on

the various experiences programs had in acquiring work experiences.

Program personnel within all four programmatic focus areas found

that they had to rely on public sector work experiences more than

had been originally proposed. Three reasons for this were: 1) the

current economic conditions; 2) a need to providea greater range of

work experiences than could be found in one employment sector (an attempt

to meet youths' career interests), and 3) confusion about the CETA

regulations concerning subsidization within the private sector.

Program implementation impacted upon the ability of personnel to

acquire employer involvement. Late program start-up, understaffing, and

inadequate time to maintain linkages, all were factors to be accepted

and remedied. Resolution of these problems ranged from acquiring extra

staff to deletion/reduction of program components.

Recommendations

1. A greater than anticipated reliance on public sector employers has

occurred in these programs. One reason for this has been the refusal

of CETA prime sponsors to pay for private sector placements. A

clearer understanding of CETA regulations by both program personnel

and CETA personnel would alleviate these misunderstandings.

Subsidation in the private sector is allowed within certain guidelines

(See Federal Register, Vol. 44, No. 65, April 3, 1979).
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2. Iate program start-up 1.e., start-up after the beginnineof the school

year (which occurred at virtually all of these programs), and under-

staffing are two factors which need to be circumvented if at all

possible. Each contributes to a program's implementation problem:

time available vs. tasks to accomplish. The end result is an

insufficient level of attention to program components. If

there is a concern for employer involvethent in the program, then

sufficient time and staff need to exist to pursue this program aspect.

IV. The Distinctions Between Public and Private Sector Placements

The federal government's growing interest in the involvement of

private sector employers in youth programs has prpcipitated the need to

examine closely the distinctions between public and private sector placements.

Given that a large majority of all jobs are located within the private

sector, this focus may be quite appropriate. However, for the student

who will spend only afew weeks in a work experience does the employment

sector actually make a difference? Unfortunately, the literature on

this issue is non-existent. The National Manpower Institute recently

completed what may well be the most comprehensive report on the involvement

of the private sector. Their assessment of the public/private sector

issue stated:

But is there any advantage to youth of obtaining work
experience or training in the private, as opposed to the

public sector? The lAterature simply does not say.

To our knowledge, therAexists not a single evaluation

that addresses this topic (1980:31).

An appropriate starting place in the investigation of the public

vs. private placements is the identification of differences which exist.

In fact, the National Manpower Institute suggested that intuitively the

45
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the private sector would pay more, have greater opportunity for permanence
4

and provide wider advancement possibilities. Further it was noted that in

many federal transition to work programs:

younger teenagers often are placed in public or non-profit
agencies where it is hoped they will learn good work habits
and attitudes in an atmosphere less stressful than the private
sector, with its dedication to profit and productivity. When
and if these youngsters become job ready, they then are
referred to privAte employers (1980:32-33).

Twenty of the programs included in this study have actively sought

work 'experiences in either or both of these employment sectors. Program

personnel from eight of these sites (all of which involved both sectors)

provided data relevant to distinctions between these employment sectors.

On the whole, a clear preference for one sector.or the other cannot be

e'N
made. Each had its proponents and detractors.. However, the opinions

eXpressed suggest that much of N./hat the National Manpower Institute

proposed was substantiated atgthe local level.

The most clear distinctions included:. 1) less permanence mmd

. chance for advancement in the public sector;*2) public salaries are

not as high; 3) greater turnover of personnel in the public sector;

and 4) different types of jobs exist in these employment sectors.

This last factor may be particularly relevant for individuals contemplating

the implementation of a youth program. As one does not assum'e that all

youth are going to Want the same type of careers, neither should one

assume that one form of work experience (public or private) is appropriate

for all youth. The program design.should not dictate the types of work

placements youth may have. Rather, it should be flexible enough to

allow individual interests to be met.
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.0 The public sector employers were depicted by personnel from four

grams as being more interested in helping students. It was suggested

that this may be in part due to public sector jobs being more person/

service oriented. Further, this sector was believed to be more likely

to put up with behaviors not accepted by the private sector, be more likely

to offer employment, and less likely to "use" (i.e., take advantage of)

students. On the other hand, the private sectqr was depicted as less

patient, more profit motivated, more likely to put the student to good

use, and provide "real world" training vs. public sector "make work".

It would appear, then, that °any deciOion regarding the clear adVantage of

using one sector over the other needs considerably more investigation.

Interestingly, there does appear to be a fear (or at least a deep

l
.concern). that poor performance by program youth placed in the private

sector may result in loss of priVAte sector involvement: Phrases such

as "putting up with behaviors", "less patient", and "real world vs. make

work", suggest this to be the situation. The National Manpower

Institute suggested it in the quote cited earlier as does an almost

identical program specific quotation located in the findings section

(p. 30). Is it actually that private sector employers are more difficult

to satisfy or do these perceptions stem simply from4the lack of experience
-

in creating the necessary linkages? While this study's.narrow examination

of public/private differences does not suggest an answer, it does further

document the need for extensive investigation to take place.

Recommendations

1. There are varying level of worksite supervision. Whether one sector

tends to be more conscientious in this regard is debatable. MoSt
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likel/ the level of supervision depends on the specific employer.

However, this does suggest that program personnel need to closely

Monitor the work experiences of youth. How students are "used"

by employers also needs to be closely monitored. Work

experiences should emphasize a quality learning experience for

the youth and not a material gain for employers.'

2. The limitations should be recognized in any decision to focus a program

exclusively, on either the public sector or the private sector. Each

can provide different types of work experiences. The career interests

of the youth being served should help dictate the identification of

worksites.

V. Startin Over. Strate ies for Em lo er Involvement

The preceding four sections have identified several.factors which

program personnel would incorporate into their programs were they to

begin again. 'To review, they have recommended: better maintenance of

linkages; start-up to coincide with the school year; better planning of

time vs. asks; and attention to staffing levels. AB can be seen these

factors are ali intrinsic to the implementation of these programs.

, Three areas of particular interest were the need for a pre-planning

period, au increase in private sector involvement, and more attention°to

the preparation given youth. Pre-planning periods would allow program

personnel needed time to lay the groundwork for condpct of the program

as well as address Game of the above isaues, e.g., start-up, time vs.

tasks. In increasing private sector involvement the emphasis was placed

upon the establishment of advisory councils an4 an incrased use of

5,



publicity, in the few inst ces, reported, advisory councils were quite

instrumental in orchetratizg -the program/emplpyer linkage. The use of

increased publicity, via .a many means as possible, was suggeated as a

method,of enticing furthe private sector employer,participation.

Finally, program ersonnel stiggested that we not lose sight of

those for whom these 76grams are being operatedthe youth participants.

Preparation of youth tO meet employer expectations is only one factor to

be addressed. More 1portant is the fostering of individual capabilities.

When the,students do leaVe the security of the program and the school,

they hopefully will/possess both the experience and confidence to be

able to move into he world of work.

5 3
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APPENDIX

GUIDELINES FOR DATA COLLECTION: EMPLOYER INVOLVEMENT
4

I. Descriptive/Statistical tata

#
Most of this information should be readily available through records

maintained by the program operator.

-the cur ent (1/80) number of youth enrolled
-the num er of youth eligible for placement in a work ekperience
=the num er of youth in work experiences
-the num er,of youth in )sublic sector jobs and private sector jobs
-the sal ry paid youth while at work
-the tot 1 number.of employment sites (subdivide by plivate and

public sector)

-a listing of these sites noting the following characteristics
a) ownership (e.g. locally owned, chain,'industry, etc.)
b) services rendered (e.g. goods, services, etc.)
c) approximate number of employees (optional) ranges 0-20,

. 21-50, 51-100, 100 or more
d) how long the employer has been involved with the current

Youthwork program
-other relevant characteristics ydu might feel would help provide

"a,picture of the employers in the program.

If any of the above data is not readily available through the program
operator's officgAilo not spend time collecting it by yourself. While it
does provide athirof background when discussing private/public sector
involvement, the more important focus of this data colleetion is contained

4 in the following section.

.II. Interview Questions

- Please stay with the questions listed below-adding others only if
time allows. Also for some questions there,is a need to diffgrentiate
between private and public sector employers. For example you could ask
question one twice=-once for each employment sector. A few questions may
be inamiropriate and therefore may be deleted'.

1. What is the nature of private/public sector involvement in your Program
(e.g. give tours or lectures, provide jobs, othq)?

2. What has been the degree of success in meeting original goals for
incorporation of the private/public sector inthis program? What
were the goals? Mow can one account for this success/failure?

3. What are the incentives to private/public employers that have facilitated
their participation?

a) kinancial Incentives: What strategy has been used to pay for
the youths' wages (e.g. full subsidy by project; partial sub-
sidy by project part by employer; employer pays full wages,
other)? How has this approach worked out? How have problems
_been negotiated? Have there been instances where°-amployers
have refused to take the subsIdy in favor of paying for youth
themselvpsi How many:(approximately)? Why? Would employers' 5 6°
have accepted youth without subsidization? Why?
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Other Incentives: Has there been expressed by employerd a
feeling of community obligation? Has the program's repu
tation helped/hindered obtaining work experiences?. Why?
Other reasOns? *

4. How were employers contacted? Did advisory.councils Or other groups
(e.g. NAE, Chamber of Commerce) help locate.worksites? Explain.

5. What was the extent of youth training or preparation for their work
experiences? Were youth given interview and application completion
training? Did youth have to use these techniques when being placed
in work experiences? Why'or why not? (Approximate percentage using/
not using learned skills?) Were youth trained ahead of time for the
job they.were placed in? Are youth receiving training while at the
work site? Who supervised this process? Is there an emphasis to
train youth for a future job (transferable skills) or are some/many
of the work experiences primarily ustd to expose youth to a work .
situation or simply.make work positions?

6. What type of feedback has the project received from employers? How
- has this feedback been incorporated into the project?

7. What disincentives have inhibited acquisition of work sites? How
can/have these problems be/been addressed?;

8. How do private sector placements differ from public sector placements?
Are there advantages to one over the other? In what ways? Which
employment sector do youth appear tb prefer? Why?

9. What is the amount of time youth spend in a work experience during
the program? (Note total time/week in program; time/week in work
experience; total time student can be in program.) Do youth have
multiple work experiences or remain at one site? For those with
multiple experiences approximately how long per work experience?

10. How do program operators define vocational exploration (VEP)?
How do program operators define on-the-job training (OJT)?
How do program operators differentiate between the two and how is
each utilized? (if appropriate)

11. If'you had to start the project over, how would you approach private/
public sector involvement differently? That is, what alternative
strategies would you use that would be inducive to encouraging
private/public sector involvement?

12. For observers: What is your impression of the success/failures encountered
by the project when incorporating private and public employers? Why?Exn.

Other information readily available which may help clarify the
involvement of private and public employers would be helpful. Remember
that you are spending only two or three days collecting this information
and that our interest is in responses from 1) the program director, 2) the
CETA liaison, and 3) the project job developer, 4) your own impressions.
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