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The United States Government esti-
mates that one million hard-core unem-
ployables exist within the United
States. Half of these men and women
live in our fifty largest cities. These
people have either never held a job or
have held one only from time to time
and are, therefore, unable to cope with
the difficulties of holding and perform-
ing a job. A basic lack of education
always exists in this group resulting in
a lack of skills and sometimes the edu-
cation needed to learn these skills.

NATIONAL ALLIANCE OF BUSI-
NESSMEN

Many individuals and organizations,
public and private, see a need for train-
ing the hard-core disadvantaged. The
primary goal among these groups is
providing every man the opportunity
to earn a regular paycheck at decent
pay. With this goal in mind, President
Johnson organized the National Alli-
ance of Businessmen. Top businessmen
around the country have assumed the
responsibility for finding productive
and rewarding jobs for the hard-core
unemployed. In conjunction with this
program the Government will pay
approximately $3500 per man to any
company willing to train a man con-
sidered to be unemployable.1 This out-
lay in most cases is enough to cover
the cost of making a man ready physi-
cally and mentally to enter training in
a particular skill. This money is not
meant to cover the actual training in a
skill or job, for this expense would be
incurred by the company for any new
employee. It is, however, meant to
cover the extra amount needed to
make the potential employee ‘“‘employ-
able.”

The Report of the National Advisory
Commission on Civil Disorders shows
that government expenditure for man-
power development and ftraining was
$60 million in 1963. In 1968, govern-
ment spent $1.6 billion, and there is
another $2.1 billion proposed for 1969
to provide training, work experiences,
and supportive education.

PROBLEMS AND OBJECTIVES

Many unsolved problems exist in this
attempt to train and hire the hard-core
poor. There are also varied objectives.
The businessman sees a potential
answer to the growing labor shortage
problem. American citizens see a
potential productive alternative to wel-
fare payments and a potential answer
to the civil unrest which plagues many
of America’s large cities. The achieve-
ment of either objective does not
necessarily preclude the success of the
other. The answer to one, however, is
not necessarily the answer to the
other. The short supply of labor is
most likely not a permanent condition
of our economy. Also it is a condition
which moves from industry to industry
and job to job. The newly-trained must
be trained well enough fo move to
other jobs and other companies. They
must understand that they are now
acceptable as a productive unif of the
working force and are therefore cap-
able of finding and holding jobs with
other companies. They must not be
mentally dependent on the company
that trains them.

MOTIVATING THE UNEMPLOYED

The key to training the hard-core
unemployed is motivation. This is not
easy to instill in a person, especially
someone who feels that he can never
attain a higher social status. In the
President’s Report on Civil Disorders,
the Commissioner points out that
many training projects fail because the
hard-core trainee feels he is being
trained for a ‘“dead-end” job. The
trainee must realize that if he performs
satisfactorily he will be considered for
raises in pay and promotion just like
other employees. The trainee must be
made to recognize his potential and
must be prompted to use it fully.

Goals are necessary to motivate the
trainee. The trainee must see these
goals as attainable. If some chance of
reaching these goals exists, he will
work to reach them. If, however, the
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trainee perceives the goals as unattain-
able, he will give up before he ever
gets started.

SPECIAL TRAINING

The Commissioner points out that
hard-core training must be provided by
specially-trained instructors. They must
be able to deal with special problems,
psychological and physical. They must
be able to teach thé prospective em-
ployee to be reliable, neat, and punc-
tual. They must provide education in
reading and arithmetic, if necessary,
and usually health education. People
who are out of work are frequently in
trouble with the police. The training
supervisor must sometimes teach the
moral obligations of citizenship. The
trainee must be shown that he can
succeed through his own effort and
ability without stealing from others.
Empathy plays an invaluable part in
training the hard-core unemployed.
Recognizing and understanding his
problems are the first steps in learning
how to train him.

MEDICAL CARE AND TRANSPOR-
TATION

The company must be willing to pro-
vide medical care and transportation
when necessary. Many who enter the
training program are not in good
health. This can be due to poor diet,
slum condition environments, or some-
times to an operation which is post-
poned because of a lack of money.
These people must be given medical
care before they can perform satis-
factorily.

Sometimes a trainee is wunable to
obtain his own transportation. The
company must have some way of pro-
viding transportation, if nothing more
than bus fare. Furnishing transporta-
tion, especially a special car or bus
which the trainee must meet at a par-
ticular time, provides incentive to
attend classes and be punctual. For
most hard-core unemployed, the train-
ing program marks the first time they
are expected to be at a particular place

at a particular time. The training pro-
gram represents a new and unique
responsibility.2

PREPARING THE TRAINEE MEN-
TALLY

When an unemployable is first ac-
cepted for training he is afraid and
distrustful. He sees the supervisor and
the company as a threat to his normal
way of life. He does not know what is
expected of him or even what his
rewards will be. For this reason, it is
important to hold open discussions
between instructors and trainees. The
instructor must explain to the trainee
exactly what is expected of him and
exactly how far and how fast he can
expect to advance within the company.
Open discussions help the instructor in
recognizing fears and weaknesses of the
group. Group discussions also help the
trainee in expressing himself, some-
thing he probably has had little chance
to do. In this way the discussion stim-
ulates the beginning of work and thus
progress toward teaching the disadvan-
taged to earn a living.

REPRESENTATIVE COMPANIES

Many companies have already started
using this method of hiring. Most of
these companies are enjoying the bene-
fits of hiring in this manner, and they
report very few irreparable problems.

Lockheed. U. S. News and World
Report shows that Lockheed is using
this type of hiring extensively. Lock-
heed’s hard-core training program ve-
quires the prospective employee to
meet four of the five following require-
ments before he is considered for
training:

1. Grammar school or high school
dropout

2. Unemployed or no consistent work
record

3. Annual family income of $3000 or
less

4. Percentage of trainees with arrest
records

5. Percentage of trainees drawn from a
minority group

Lockheed tried three training pro-
grams — one at their Georgia plant and
two at the Sunnyvale plant. Lockheed
of Georgia entered ninety-eight trainees
in their twelve-week program. They
paid each trainee $20 to $30 a week
plus $5 for each dependent and allow-
ances to cover transportation. At the
end of the twelve weeks, eighteen of
the original ninety-eight had quit and
ten more were fired. Out of the
seventy finishing the program, forty-
three were hired. Most of the trainees
not hired by Lockheed were hired by
other companies.

The Sunnyvale plant tried two training
programs. One of the programs paid a
training allowance. The other program
put the trainee on the payroll the day
he started training. Out of 108 train-
ees, five quit, four were fired, and one
was convicted of a felony. Lockheed
found the dropout ratio higher in the
training program paying an allowance
than in the program where the trainee
received a wage.

Lockheed encountered a few problems
they had not envisioned, but most of
them were expected, and intensive
training in these areas had already been
incorporated in the program. One of
the greatest problems was a lack of
communication between the supervisor
and the trainee. To help in this avea,
Lockheed supervisors instituted ‘role
playing” where a trainee pretends to
be a counselor, a worker having
trouble, or a successful worker. From
this Lockheed supervisors could better
understand how the trainee felt about
himself. Lockheed stressed punctuality
and care and maintenance of tools and
machinery as the most important train-
ing points. They also emphasized close
supervision and personal attention,
especially during the early training
stages. Lockheed found that personal
attention to the needs and problems of
the “hard-core” trainee sometimes
leads to ill feelings among other em-
ployees. However, providing enough
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personal attention during the training
petiod is important so that later the
trainee can operate on his own. Lock-
heed stresses flexibility in training pro-
grams and special consideration and
accommodations.

Lockheed found that the quality and
quantity of the work done by a hard-
core trainee is as good as the work
done by a traditional trainee. The addi-
tion of these employees to the work
force has not hurt production, nor has
it increased employee turnover. The
training program at Lockheed is recog-
nized to be so successful that Lock-
heed has had two job offers from
other companies for every man Lock-
heed can not hire after training.

Auto Manufacturers - After the Detroit
riot in the summer of 1967 a group of
businessmen, Negro militants and
nationalists under the leadership of Mr.
Frederic Donner, and Mr. James Roche,
then Chairman of the Board and Presi-
dent of General Motors, met for the
purpose of finding more jobs for
Negroes. In order to hire the unem-
ployables, the three big motor manu-
facturers relaxed their employment
policies. They also sent recruiters to
the ghetto to find the hard-core unem-
ployed, to influence them to find a
job, and to hire them after an inter-
view and physical examination.

The January 13, 1968 issue of The
Economist reported that Chrysler
responded to this program by eliminat-
ing written tests and substituting oral
exams, and by hiring 100 unemploy-
ables. Ford set up a hiring and training
center to find jobs for some 1900
Negroes. They first trained the inter-
viewer on how to evaluate the Negro
applicant’s manner, appearance, and
language. Ford also bought bus tickets
to distribute and arranged for credit to
be given at the cafeteria. General
Motor’s Fisher Body plant established
a “buddy system” type of training pro-
gram for the disadvantaged. In this
way the trainee could learn by watch-
ing a trained worker on the job. Not
only did he pick up valuable job skills,
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but also he learned the behavior that
was expected of him.

Southern Bell - In the summer of 1968
Southern Bell Telephone and Telegraph
Company joined with other American
businesses in an effort to solve the
problem of the hard-core unemployed.
Southern Bell feels that despite in-
herent problems in hiring and training
the disadvantaged, unemployables can
be made acceptable in terms of normal
company performance standards by
designing a careful program of recruit-
ment and on-the-job training. Southern
Bell defines the hard-core unemployed,
for selection purposes, as poor persons
who do not have suitable employment
and are school dropouts, under
twenty-two years of age, over forty-
five, handicapped, or subject to certain
obstacles to employment.3

International Harvester - For the
second time International Harvester has
started a New Start Program. The first
program, begun two years ago to hire
school dropouts, was a bad investment
for International Harvester. Only six of
the fifty new workers remained with
the company. However, the new pro-
gram administered in conjunction with
the National Alliance of Businessmen’s
effort seems to be enjoying wide suc-
cess. Business Week reports that Intex-
national Harvester has pledged to train
260 hard-core unemployed. The com-
pany has divided the training program
into two phases: four weeks of pre-job
training and eight weeks of on-the-job
training. International Harvester
learned that flexibility is mandatory
for success in this type of training. The
pre-job training provides an oppor-
tunity for the trainee to learn the
things which up to this time have
made him unemployable. The people
at International Harvester realize that
this is not an easy task. There are
many different reasons why a person
might be considered unemployable.
The supervisor must meet these ob-
stacles head on. He must accept the
man as he is and change the training
program to meet the trainee’s needs.

One of the first problems that Inter-
national Harvester encountered was
absenteeism. To help avoid this, the
company arranged for checking the
whereabouts of absentees on Monday
morning. They served milk, coffee, and
rolls to trainees the first week to get
them in the habit of eating breakfast.
Cleanliness, safety, discipline, and men-
tal and physical health were empha-
sized strongly. Several hours were
spent each day on personal hygiene,
buying on credit, the relationship
between labor and management, the
use of time clocks, and other pertinent
topics. In the last week of training, the
trainee is assigned a volunteer buddy
who is responsible for introducing the
trainee to co-workers, seeing that he
gets to and from work, and generally
showing him the ropes at the plant.
International Harvester is enthusiastic
about the results of their training
effort. They report that New Start
graduates have better relations with
management and better attendance
records than employees hired in the
conventional manner.

CONCLUSION

In today’s society, welfare is a key-
word and one which is extremely con-
troversial. There are many alternative
solutions to this problem, but none
seems to offer as large a return on the
taxpayer’s investment as training the
hard-core unemployed. This solution
offers numerous advantages, some of
the more important of which are sum-
marized below:

1. Partial elimination of the depen-
dence on state and federal welfare
rolls.

2. Increased personal satisfaction on
the part of individuals who can sup-
port themselves and their families
without government support.

3. Decrease in police protection and
less damage to personal property.

There will probably always be people
who will not work. The majority of
Americans have already accepted the
responsibility of feeding and clothing
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them. Now Americans must accept the
responsibility of training and educating
those people who are willing to work,
but because of a lack of education and
other reasons are at this time unem-

ployable. This is a more difficult task

and a more time consuming one, but
its rewards are much greater for both
the tax recipient and the taxpayer.
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No doubt about it—
these texts TRAIN!

FAMOUS RIDER TRAINING COURSES
by Van Valkenburgh, Nooger & Neville, Inc.
have been used effectively and efficiently
~ throughout Industry.
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BASIC
ELECTRICITY
The renowned civilian version of the com-
plete, illustrated course used by the U.S.
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record time.
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Single, clothbound edition, #0039, $12.75
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- BASIC
ELECTRONICS

Based on an equally successful Navy
course, this step-by-step approach to elec-
tronic fundamentals needs only a basic
electricity background.

Set of 6 paperback vols., #0048, $16.25
Single, clothbound edition, #0049, $14.85

also by Van Valkenburgh, Nooger,
and Neville, Inc.

BASIC SYNCHROS and SERVOMECHANISMS
Set of 2 paperback vols., #0057, $7.00

BASIC INDUSTRIAL ELECTRICITY
Set of 2 paperback vols., #0469, $7.00
Single, clothbound edition, #0472, $8.50

Adaptable for self-study, these courses can be used complete, or in various com-
binations of individual volumes, depending on your company’s needs. Write for
examination copies to: Industrial Sales

[:] HAYDEN BOOK COMPANY, INC., 116 W. 14 St., New York 10011
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