


The Youth Markd:
A Valuable Resource

The recent scarcity of job candidates means competition is heating
np to get and keep the best. Human resource development activities

can give an edge

By GEORGE F. KIMMERLING

hough training and development

often concerns an individual

organization's work force needs,
the future of the profession is shaped by
forcesoutside its domain. Presently, work
force demographics are restructuring the
U.S. economy: asituation which issure to
be aboon for the HRD profession. Train-
ing departments can expect increased at-
tention from their organizations' strategic
planners, and, in turn, an improved image
in the eyes of America's business people.

Its effects are still somewhat on the
horizon, but the baby bust is advancing in-
to the workplace. Why HRD professionals
should eagerly anticipate its arrival and
training's tie-in with greater economic
forces are important.

Younger workers, aged 16to 24, are few.
With a surplus of jobs rather-than workers,
companies are going to have to plan ahead
in order to attract and keep entry-level
workers. The equation is simple. As An-
thony Carnevale, the American Society for
Iriming and Development's (ASTD) vice
P Mdent for government affairsand chief
®  nomist, putsit, "If you cant go out and
h% what you want, you have to make it."
W th fewer prepared tellers, retail
S, speople, or fast-food workers available,
nizations are faced with training the
iy hired themselves, shaping can-
tes into the employees they need, and
king hard to keep them on board.
> the last 15 years, with rates of high
“nployment, such worries were rare.

employment rate has not been as low
abefore the Johnson administration,
nfederal spending for social programs
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and the war in Vietnam put many to work.
Employers were able to pick and choose
among candidates, selecting the best and
the brightest to fill positions in al in-
dustries. But the shortage of people freshly
entering the work force is causing certain
industries to look hard at their selection,
training, and retention policies.

A problem for whom?

Particularly affected are quickly growing
service industries where customer contact
iscrucial. Bill Yeomans, manager of train-
ing and development for the J.C. Penney
Company, says one way to help ease the
employment crunch would be to automate
services. However, that would require a
drastic change in the way retail operates.
"With the ways in which people are now
shopping, the department store needs
people,”" he says. "Unless the retail industry
changes and alternate ways of shopping
become more heavily used, the situation
will grow worse."

Many employers must focus on finding
candidates who can demonstrate basic
skills in literacy and mathematics, as well
as culture-sensitive skills: dealing with
people and understanding the demands of
expected organization behavior. One way
to do that isto train employees who dont
already have the skills you're looking for
and then work hard to keep them.
Developing acareer-oriented employment
program and a competitive compensation
and benefits package are proven solutions.

Companies will also have to market
themselves to attract the best. Promises
must be made so that candidates feel
there's something extra for them in work-
ing at Corporation X rather than Y. 1 his
al adds up to greater expense for the com-

pany, yet more business for its training and
advertising departments.

Advertising apositive company image is
important to J.C. Penney. Yeomans thinks
that his store's reputation as a good place
to work carries clout with job seekers. So
does its stability as anationwide firm. That
adl helps as competition heats up for
recruiting younger workers: there isagreat
deal of competition with "other stores in
the mall."

A safeguarded industry

Not al customer service occupations
are facing the threat of a dwindling work
force. Al Hinkle, associate director of
human resources for the American
Bankers Association, notes that the
demographic change brings about two
problems: "When times are good [low
unemployment], there's a turnover prob-
lem and those employees that do show up
don't have the skills." However, at entry-
level most banks have adjusted to screen-
ing candidates. That candidates will have
few skills is already taken into account;
there's no crisis for the banking industry.

"Bank employers are always bringing
people into banking who don't have bank-
ing skills" says Hinkle. They must hire
tellers without public contact or money-
handling experience. The selection pro-
cess has some built-in fail-safes. "If the new
employee has such alow level of skill, then
they probably wouldn't make it through
the training and probation period," points
out Hinkle.

In terms of numbers of candidates,
Hinkle notes that the banking industry is
somewhat safeguarded by its own trends.
Recent waves of mergers, for example,
have left new and acquiring banks with an
abundance of candidates to fill empty
positions.
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A retail problem

As many as four vyears ago, The Wall
Street Journal, discussing the shortage,
noted *..industry may rise to the challenge
with added aid for vocational education,
increased retraining of older workers, and
foster introduction of robots that eliminate
some low-skilled jobs.” But the question is
whether or not companies are providing
on-the-job training: the training that
statistics show provides over 85 percent of
salary growth during a career.

Alice McCord, senior vice president for
personnel at the National Retailers
Association (NRA), says the problem is
critical. The NRA is in the process of do-
ing a survey on the problem of the labor
shortage, possible solutions, and future
trends. It's formulating labor economic
projections and a hard data base.

“Perhaps training will be the solution in
the smokestack industries, but not in
retail. In retail, the employees are
predominantly part-timers. Companies
aren’t going to invest training dollars in
pari-timers: those who work only 10-20
hours a week, says McCord. Typically,
now, the industry faces a young, poor-
quality applicant. “The problem is turn-
over, according to McCord, and efforts to
retain workers, not training, will get
emphasis.

If training per se isnt the solution,
certainly human resource solutions are ap-
plicable. McCord says gradually stores will
reduce the number of part-timers and
move toward a full-time work force that
companies will invest in. Yet retail poses
specific hurdles to the full-time staff.
“Retail operates on peak traffic periods
that can't accommodate full-time workers.
With a full-time staff, stores wouldn't be
able to stack their staff for peak hours and
reduce it when there’s little business.
There would be a surplus of clerks waiting
around with little to do.

“When you get full-timers,” McCord
continues, “then you'll make changes in
payroll and training. Sme companies have
started this” McCord says this is happen-
ing in the traditional department store,
which offers items at full price and isn't in
a mall. Trs work with higher margins and
a steady flow of customer traffic makes the
move to full-timers more feasible.

“In retail trades and others it's going to
be a problem even if they don't recognize
it now. But] McCord re-emphasizes, “it
isn't really a training problem; it’s really a
retention problem. The solution is to
reduce turnover”

Yeomans adds to the list of problems.

“Recruitment has been a classic problem
in retail. It isn't a glamorous industry, but
it is fun and a good way to make a career.

“Penney’s has just come out with a new
recruitment package that targets different
media. Penney’s runs contests and gives
awards for people who bring in referrals,
friends who take jobs at Penney’s” Signs
in stores play up their reamwork at-
mosphere, and a good benefits package
and incentive program are designed to at-
tract. “The store manager gets a whole
menu of options to choose from.

All these efforts are, however, market-
specific where recruiting is tight. Where
that is, is not easily described. “You can't
separate the problem in terms of suburban
and urban. Rather, there are suburban
shopping malls where it’s a problem and
others where it isn't, Yeomans explains. “In
an affluent area, for instance, where the
people are professionals and upper middle
class, people either don't have a need to
work or dor't want jobs in the retail in-
dustry. In others, where family income and
education might be less, retail is a geod
place for a job.

The A&S solution

Although many companies are just Bow
faced with the prospect of redesigning
their training practices, career develop-
ment opportunities, and compensation
and benefits packages, some are out in
front.

Nancy Manis is the director of corporate
responsibility for Abraham & Strauss
Stores, a retail department store chain
headquartered in Brooklyn, New York,
and part of the Federated Department
Store empire. To them, training is very im-
portant; increasingly so since, as Manis
points out, “By 1990, it’s going to be harder
and harder to hang on to people who want
the jobs we're offering”

Manis speaks proudly of one particular
solution that’s paid off well. “Of course we
train all our employees, but the Career Op-
portunities for Brooklyn Youth (COBY)
program is special. Its purpose is to recruit,
screen, train, and hire the young
unemploved in downtown Brooklyn,
which Manis asserts still has a top rate of
unemployment.

According to Manis's 1985 data from the
Municipal Research Institute, Brooklyn
has been the hardest hit of New York Ci-
ty areas by the population shift and
unemployment. Unlike its neighbors,
Queens, Manhattan, and Staten Island,
Brooklyn has seen a decline in private sec-
tor employment. In fiscal year 1986, 21

percent of Brooklyn residents live beloy
the poverty level. $5,344 is their average
per capita income, and $14,644 the me-
dian income.

COBY was developed in response to the
imbalance evident in the employmen
rates of the various areas A&S serves,
Without any advertising, one Christmas
11,000 people lined up at 6 a.m. all ready
to take seasonal work, though not enough
was available. Seeing all these people wil-
ing and able, A&S felt it had to do
something to contribute to the redevelop-
ment of downtown Brooklyn, not vet ex-
periencing the revitalization that other
New York boroughs were enjoying.

COBY is funded by participating in-
dustries including Brooklyn Union Gas,
Consolidated Edison, Phizer, IBM, and
A&S. COBY recruits and offers employ-
ment potential screening. Then the young
person either chooses a particular industn
1o go into or may have to go where the jobs
are. “Like the rest of us,” says Manis.

There’s no shortage of young, willing
workers in Brooklyn. And that surplus is
an answer to other areas’ shortages. COBY
participants are transported to A&S subur-
ban stores. “This kind of help in the
suburbs is hard to get,” according to Manis.
And as a result of the COBY success, local
branches have been exploring the
possibility of doing similar programs in
their communities. In Manis’s view, COBY
is “a spur and an ¢ncouragement to local
groups” to whom A&S can provide
consulting,

During the heaviest season (October 3!
through December 31) COBY is especially
important. COBY offers career oppor
tunities for young people to get %
perience, see the retail industry, and con
sider it as a potential career track. Posst
ble jobs at A&S include sales, stock. and
sales support.

COBY’s sine qua non

In the COBY program, “training i tht
key to its success”’ COBY opel wed
without its training component at firs: an
saw a high rate of termination among par
ticipants. Now that training’s a part ¢ the
program, that rate is under 10 per =nt
Participants are trained on-site, in s et
like Paramus, Woodbridge, and Short ills
in New Jersey, and Manhasset, : 0n¢
[sland.

One special feature is the three-pro ,gcﬁ
training that COBY offers through . &>
Managers, counselors, and participan are
all trained. And, according to Mani . [©®
necessarily cross-cultural training. ' ¢
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voung urban unemployed share a different
culture than those who manage the stores
in the affluent suburbs," says Manis. "Often
the affluent think stereotvpicallv about the
urban kids." COBY training works to end
prejudice so that the two populations can
understand each others' lifestyles. In ad-
dition, human relations training about
racism—personal and institutional—dwells
on the positive: how to do well at your job,
get along with people, and enjoy your
work.

Train me on the bus

Counselors, who ride the bus with par-
ticipants, number 2 for each 40 par-
ticipants. The bus provides anew kind of
training facility. Counselors are there to
discuss problems before they become
obstacles that undercut productivity and
positive program benefit. Going to and
from work, the participants and the
counselors have the opportunity to discuss
daily experiences and difficulties. The
COBY counselors work closely with each
store's personnel department.

The program's total training success is
in its mixed media support and the sup-
port it gets from the entire organization.
There is extensive use of role-play, effec-
tivewhen dealing with attitudes, and great
participation by management.

The role-plays enabl e the participants,
both young employees and managers, to
talk about their anxieties. On the part of
the participants, "the amount of anxiety is
enormous," Manis says. Role-play enables
them to depersonalize their worries
enough to discuss them with some
objectivity.

The eager participation of managers oc-
curs because managers realize the benefits
" at directly accrue to the stores because
OT thisprogram. Even the company presi-
dent makes a visit to the training session
! talk about his own career in retail and
icourage budding careers.

Now that training is COBY's central
‘nponent at A&S, there is increased
operation from management who
-viouslv feared the entrance of these
'v_employees. "There was great staff
istance," says Manis. "Training has
ped get wonderful cooperation." So,
"cessful training has created self-
petuating program success. Because
' training was effective, managers were
esresistant to the new employees. And,
-" allowing the new employees a chance,
- managers, seeing their benefit, began
participate in the training sessions, mak-
* them more effective.

r
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Yet COBY's success is cost-effective.
Manis notes that there has been little add-
ed increase in training cost. "And how can
you account in money terms for the
benefit in goodwill and publicity?'

Manis isworking to get something like
a statewide COBY program funded,
available for any urban area ringed by af-
fluent suburbs in a 25- to 50-mile radius.
The partnership of the private and public
sectors is necessary to its success. Neither
can do it alone. Indeed, since its second
year of operation, the City of New York
has picked up the transportation tab.

The crew's the thing

The Burger King Corporation presents
adifferent, yet thorough, effortat solving
serious entry-level staffing problems.
Through career incentives for younger
workers, attention to senior citizen
workers, and management training, Burger
King is very positive about its future.

Jo Hutcherson, assistant manager of
public relations, outlined the company's
entry-level programs. The nationwide
Crew Educational Assistance Program
(CEAP) provides employees the opportu-
nity to apply for post-high school tuition
assistance. Applicants must have a C
average, have been employed by Burger
King for at least three months, and work
at least 15 hours aweek. The program is
one year old and, Hutcherson says, is
greeted with high interest.

Through CEAP, employees can earn up
to $2000 toward technical or vocational
school, college, or university tuition.
Money is paid quarterly over a two-year
period in installments of $200 and $400.
As an effort to reduce turnover, it's very ef-
fective. The turnover rate has been cut to
one-fifth the rate in nonparticipating
stores.

Working alongside CEAP, a scholarship
program began last year in the Atlanta and
New York regions. Now nationwide, it
awards $1000 to applicants who qualify
with a C average and a tenure of three
months at Burger King. Each applicant can
win up to two times. There were seven
winners in the first round, but since the
program has caught on, Hutcherson ex-
pects 100 winners from the present pool
of 600 applicants. The number of winners
istied to apercentage of total applicants.

Lastly, the Crew Ladder Advancement
Program communicates to crew members
that they can work their way to manage-
ment positions. Actual Burger King staff
appear in a major media campaign to
advertise career possibilities. Their get al

you need to succeed" slogan emphasizes
that with awill to succeed and employer-
provided training, employees can build
careers at Burger King.

Nontraditional employees

In Boston, senior citizen help has been
very important. Advertisements aimed at
recruiting them appear in major media,
senior citizen publications, and senior
centers. Though now they make up only
three-tenths of 1 percent of Burger King
employees, Hutcherson sees that number
growing. "Senior citizens make excellent
employees." They have more flexible
schedules and can work, for example, the
increasingly important breakfast shift,
which often interfereswith the schedules
of school-age people.

From technical to
management

"Participants have said it's a hard week
but very beneficial. Because of the high
turnover in an unstable work population,
it's frustrating trying to manage well and
ensure customer satisfaction." Hutcherson
reflects on "People: The Winning Edge,
a management training course held at
Burger King University at corporate head-
quarters in Miami.

The program began two and one-half
years ago and represents achange in focus
for Burger King training: from technical to
management training. As Don McNutt,
the program's coordinator explains,
"Burger King realized that to grow as a
system it needed to spend time training
managers to deal with customers and
employees. That's where they're going to
get the results."

All professors are "operations people,"
brought in for this 18-month to two-year
appointment. They may have been crew
members, assistant managers, or district
franchise managers. "Its a development
opportunity for them too," says McNutt,
and that creates mutual growth. They
share their common experience and show
how to apply it on the job.

To participate, applicants must send in
their registration form and be either a
restaurant manager or promotable assis-
tant manager in either acorporatelv owned
store or afranchise. Applicants are picked
on afirst-come, first-served basis.

Though resource materials may include
some of the more popular books on
organization culture, Burger King Univer-
sity has developed its own training and
management philosophy: "People are our
most important resource." Managers must
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look at themselves as people and put
themselves in another's shoes before
deciding which approach to take with that
person. Because there's shared experience,
professors teach learners "not to forget
where they've come from" and that "they
have to have power to make change and
make a difference and nobody else can
make adifferencebut them," says McNutt.
Techniques center on sharing work ex-
perience. Learning occurs in the
classroom through lecture and more infor-
mally on the break and in the hotels
through interaction. "Because of the nature
of the material, we have to practice what
we teach them and we know. Therefore,
it works," says McNutt. "We practice it not
only in the class but out in the halls, in the
hotel, on the bus, in the dining room, in
the homework, and in personal assistance
to the learners. It's the creation of a total
learning environment where the theory is
reinforced al during the week."
Lectures are presented more along

NLP?

L

John

to business

Qroy

5 years applying NLP technology

group facilitation lines where participants
generate the content of the class. Group
exercises, one-on-one pairings, case
studies, experiences in stress and com-
munication, skill practice, and conflict
management are used. In class, the use of
surveys and self assessment tools
measures leadership style and participants'
abilities to communicate. Each learner sets
self-paced goals and plans for applying the
training back on the job.

According to McNutt, a major part of
the training focuses on "creating the right
environment to retain workers. We have a
process of management: planning,
organizing, control (training and develop-
ment), daily operations, and motivating.
But, throughout the whole process com-
munication makes it effective."

To reduce turnover, learners analyze
performance problems in terms of how the
work environment affects performance.
Employee relations are analyzed through
Maslow's theory of needs: how the work

It's like salt, it adds flavor to any experience.

Genie Z.

environment helps employees meet those
needs and what direction and specificear
couragement is needed. The university d-
fers learners a menu of tools to use in
creating the right work environment.

The learning context, not only its cor+
tent, is crucial. Advantages come from
having the course at headquarters. There
is recognition in coming down to head-
quarters,” says McNutt. He fears the pro-
gram would lose its synergy if moved to
the field. That's akey to success: students
sharing international experience. Burger
King also doesn't want to risk losing pro-
gram consistency in letting others ddiver
the training, even though transporting the
present staff presents an enormous
expense.

The Burger King Corporation budgets
$1.5 million for this and three other pro-
grams. So far, 3,000 managers have com-
pleted "People: The Winning Edge," dl &
corporate or franchise expense. Registra-
tion is now open to other Pillsbury-owned
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chains like Godfather's Pizza and Haagen-
Dazs Ice Cream.

Corporate change

What the final structural effect of such
demographic change will be on companies
is uncertain. Although it's only a hunch
right now, ASTD's Anthony Carnevale
sees solutions that will ripple throughout
dl employee levels. Mid-level people could
be called upon to change their job descrip-
tions and pick up some of the work
previously performed by entry-level
workers. That way, not dl the changes will
occur on the bottom rungs, and com-
panies won't get stuck with employees
whose skills don't measure up.

The baby bust coincides with problems
in demography throughout an organiza-
tion. While the shortage of entry-level
workers causes a surplus of jobs, the ag-
ing baby-boomers are creating a surplus of
employees of middle age and middle
management. While they vie for better
positions within the corporate structure,
tensions are heating up. That alone will
put the pressure on career development
efforts.

Moreover, older workers approaching
usud retirement age are being kept on the
payroll longer because of the great cost of
pension payments to retired workers.
While the early retirement program once
weas an easy answer to the crowded work
force as baby-boomers entered, now that
one-time solution is creating new pro-
blems, and istoo expensive to maintain as
the ranks of retirees swell and with them,
companies expenditures.

According to Carnevale, low unemploy-
ment "drives training and development.”
W hile the personnel department receives
front-line attention when there are many
candidates, training departments come in-
to prominence when candidates are scarce
ara in need of remedial training. The
dt nographic shift isforcingcompanies to

. ahead and put in place mechanisms
wide themselves with a work force
can deliver customer service at atime
n that product is in increasing
and.
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or do you get a
pass-along June
issue in October?
Do you get copies
already clipped by your
co-workers?
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. How frustrating!

Here’s a quick way to be sure that you
do get your own ASTD magazine on time,
in shape and full of help!

Subscriptions to Training & Development
Journal are only $50 a year. That works out
to only $4.16 a month. Your $4.16 a month

buys you practical and thought-provoking
articles by well-known authors in the field.

Training and Development Journal is a lifesaver when it comes to
state-of-the art AND classic training advice. The ASTD magazine
means better business for you AND your organization.

Don't continue to be a pass-along. Subscribe today to the ASTD
magazine.
Better yet, become a member of ASTD and receive the Journal free!

To: ASTD, 1630 Duke Street » Box 1443+ Alexandria, VA 22313
e Yes, I'm tired of pass-me down issues! | want my own
subscription to Training & Development Journal.

D Yes, | want to know more about the benefits of ASTD
membership. Send me a Fact Book.
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