
Many business organizations are 
presently attempting to provide 
training and advancement oppor-
tunity for minority group mem-
bers. These efforts are undoubted-
ly not completely altruistic and 
are probably stimulated by a mix-
ture of awakened social conscious-
ness in the business community. 

However, regardless of the rea-
sons, there is intent to upgrade 
and make advancement possible 

for individuals having been hinder-
ed from breaking out of "dead 
end" jobs and earning more mater-
ial benefits for themselves and 
their families. 

Pre-Program Considerations 

A training program designed to 
provide opportunities for un-
skilled employees (usually minor-
ity group members) advancing in 
the organization should: 
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(1) offer efficient means where-

by individuals who lack job skills 
but who have ambition and suf-
ficient aptitude can acquire skills 
which will make advancement pos-
sible 

(2) allow each student to pro-
gress through training at a rate 
suited to his or her abilities, re-
gardless of abilities of other stu-
dents in the program 

(3) provide realistic experience 
in a setting similar to that which 
will be encountered in the new job 
environment 

(4) take employees away from 
their jobs a minimum amount of 
time so that the efficiency of the 
organization is not impaired 

(5) produce newly skilled indi-
viduals at a rate compatible with 
the number of job openings in the 
organization which require those 
skills 

(6) be economically feasible 
(the cost of instructional staff and 
facilities must be compatible with 
the results obtained) and 

(7) possess a "follow-up" pro-
cedure for validation, guidance 

and feedback purposes 
Anyone designing a training 

program for a small organization 
must be particularly mindful of 
required attributes (4), (5) and 
(6). Large organizations can usual-
ly tolerate greater violations of 
these requirements before effi-
ciency is impaired than can small 
organizations. 

The institution of a formal 
training program is a relatively 
minor problem for a large organi-
zation which has a training depart-
ment capable of constructing and 
implementing such a program. 
Even if there is no training depart-
ment, the large organization can 
probably afford to hire an outside 
consulting firm to train a class or 
two, and the loss of twenty or so 
staff members for a period of 
several weeks to participate in a 
full-time training program has a 
negligible effect on its total pro-
ductive effort. When the class is 
completed, the large organization 
can probably, because of normal 
turnover, provide the graduates 
with jobs which utilize their newly 
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acquired skills. 
To a small organization, how-

ever, the institution of such a 
program can pose problems. Not 
only may the small organization 
not have a training department, it 
may not be able to detach a 
sufficient number of employees to 
attend an in-house course con-
ducted by a consulting firm 
brought in for that purpose. Ten 
to 20 employees taken from the 

low promotion possibilities. When 
jobs held by other staff members 
were examined, it was found that 
there were some which offered 
low promotion possibilities. 

One, which contained a number 
of relatively unskilled individuals, 
was that of "mail clerk." Mail 
clerks sort mail and wheel mail 
carts through corridors of build-
ings, delivering mail to the various 
offices. Some of these individuals 

a realistic approach 
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labor force of a small organization 
may seriously cripple its output; 
and the organization may not be 
able to absorb that number in 
appropriate jobs when they all 
become ready for new jobs at the 
same time. 

Situation Analysis 

With all these considerations in 
mind, personnel of the Education 
and Training Office of the Applied 
Physics Laboratory of The Johns 
Hopkins University proceeded to 
analyze the situation in their or-
ganization. 

It was determined that jobs 
with low promotion possibilities 
at the laboratory were those 
which required no high degree of 
skill or experience to enter. 

The Applied Physics Labora-
tory is a research and development 
organization employing 2500 staff 
members. Approximately half of 
these are scientists and engineers 
who hold college and advanced 
degrees and thus do not fit into 
the category of holding jobs with 

are Black and some are White, but 
all are relatively unequipped by 
education or training to enter jobs 
at the laboratory which offer op-
portunities for advancement. 

Needs Examined 

The needs of the Laboratory 
were then examined. It was found 
that turnover was such that slots 
for clerical office workers (clerk 
typists, secretarial clerks and sec-
retaries) were often vacant. It 
seemed reasonable to try to train 
in-house individuals to move into 
these clerical jobs where pay was 
better than jobs requiring no skills 
and where advancement was pos-
sible. The clerical skills required 
for these various categories were 
examined, and it was decided that 
the "clerk typist" category, which 
required t -Uv lowest amount of 
skills of the clerical office work-
ers, was the only one for which 
presently unskilled individuals 
could be trained. 

A clerk typist is required to 
have a typing speed of 40 or more 
words per minute with no more 



than 3 errors; is typically a high 
school graduate with course work 
in typing and other business sub-
jects, and possesses a vocabulary 
sufficient to ensure accuracy of 
syllabication, grammar, spelling 
and other questions involving 
word usage. 

The clerk typist is required to 
type letters, reports, memoranda 
and other communications from 
rough drafts or corrected copies. 
Typing assignments may include 
making tabulations, charts and sta-
tistical graphs as required. Other 
duties require sorting and filing 
records and reports and perform-
ing related routine clerical duties. 

Consideration was then given to 
the kind of program which would 
train an individual to perform 
clerk typists' tasks and at the same 
time be efficient, sparing of the 
time an employee was taken from 
his or her regular duties, and 
produce graduates one at a time 
over an extended period of time. 

What was needed was a program 
which: 

(1) would instruct in the skills 
required of a clerk typist and 
would most efficiently prepare un-
skilled students to fit into a job 
requiring clerk typist skills 

(2) a student could enter at any 
time, progress at the rate best 
suited to that student's abilities 
and graduate as soon as trained. 
(By controlling the rate of entry, 
the rate and time of output could 
also be controlled to some extent) 

(3) would simulate working 
conditions of the clerk typist so 
that the transition from training 
to the new assignment would be 
easy 

(4) would take a student away 
from his or her present job a 
minimum length of time and re-
quire a minimum amount of 
equipment and instructional time 

(5) would have a practical post 
-training period for validation of 
the training. 

Training Program Construction 
To meet these requirements a 

training program was constructed 
as follows: 

A typing course on audio tapes 
which began with the basic key-
board and progressed through pro-
grams designed to increase speed 
and reinforce accuracy was se-
cured. With only a tape deck, 
desk, chair, typewriter and typing 
supplies, a student could begin at 
any time and work as fast or as 
slow and as often as conditions 
would allow. Tape decks were 
equipped with earphones so that 
students could work in an office 
environment without disturbing 
others. 

Because of the lack of educa-
tion of the students, programmed 
learning texts dealing with spel-
ling, punctuation, and grammar 
were obtained. 

Because of the impersonal na-
ture of the instructional materials, 
it was believed necessary to have a 
warm and understanding human 
being available to interpret, coun-
sel and guide the student through 
the training, without detracting 
from the fact that the primary 
responsibility to obtain the train-
ing was the student's. For this 
reason and because it was desir-
able for the student who was not 
familiar with an office environ-
ment to become at home in one, 
arrangements were made for the 
student to undertake the training 
program in an office under the 
immediate supervision of an ex-
perienced secretary, who in turn 
would conduct the program under 
the supervision of a professional in 
the Education and Training 
Office. 

By being part of the office 
force, the student would very nat-
urally fit into the habit of answer-
ing telephone calls, obtaining ma-
terials, filing correspondence, etc., 
and becoming familiar with office 
routines. Later when he or she 
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went into an office on an actual 
job assignment, many of the oper-
ations would be familiar ones, and 
the new job not be so overwhelm-
ing as it would be if everything 
were new. 

Arrangements were made for 
the students to be released one 
hour per day from their regular 
duties in order to come to the 
secretary in the Education and 
Training Office for training. This 
would cause no appreciable reduc-
tion in their daily production. 

By judicious staggering of the 
hours which mail clerks were re-
leased to go to the Education and 
Training Office, the facilities, 
equipment and instructional staff 
would be kept to a minimum. For 
example, one secretary could com-
fortably oversee the instruction of 
four or five students per day 
because they would use the desk 
and other equipment at different 
times. The secretary could also 
carry out the majority of regular 
duties, because the instruction was 
programmed and did not require 
all her time. 

Clerk Typist Trainee 

After successful completion of 
the program (culmination was 
passing the standard typing test 
given all applicants for clerical 
jobs), the student would be de-
tached from mail room duties, 
designated a "clerk typist trainee" 
and placed in an opening for a 
clerk typist which had been care-
fully screened and selected as best 
fitted to the student's capabilities. 

If, after a trial period of ap-
proximately one month, the su-
pervisor was satisfied that the stu-
dent was performing satisfactorily 
as a clerk typist, the student 
would be so reclassified, given an 
appropriate raise and officially 
transferred into the new job. Con-
tingency plans were prepared also 
in case the supervisor should not 
be satisfied with the student's 
work. In that case the student 

would be given further training or 
shifted immediately to a more 
suitable opening for another trial 
period. 

Training Program Operation 

The program began experiment-
al operation in August, 1971. It 
has proven to be so successful that 
it is now a permanent and contin-
uing laboratory program. One un-
expected bonus from the program 
was that it has been valuable for 
upgrading the typing skills of 
those who are already in office 
clerical jobs. Consequently, in ad-
dition to providing means for 
those with no typing and office 
skills to acquire them, it has been 
possible to assist experienced typ-
ists to correct minor errors in 
typing technique and to improve 
typing speed and accuracy. 

Twenty staff members have 
started the program. Only two 
have dropped out because of un-
satisfactory progress. Eleven have 
completed the program and been 
reclassified (nine to clerk typist, 
two to secretarial clerk). The re-
mainder are either currently in the 
program or have returned to office 
jobs better prepared to carry out 
their duties. 

Implications 

This method for training and 
upgrading personnel can be adapt-
ed to almost any kind of organiza-
tion, provided: (1) the program is 
designed and supervised by a pro-
fessional in the organization's 
training department or by an out-
side authority brought in on a 
consultant basis; (2) the areas of 
need are properly identified; (3) 
the objectives of a training pro-
gram clearly determined; (4) the 
techniques to reach those objec-
tives correctly chosen; and (5) the 
human beings who are selected to 
oversee the instruction competent 
in their fields, objective in their 
judgments, respectful of human 
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beings as individuals regardless of 
their station in life, and demand-
ing in terms of quality and quanti-
ty of performance required. 

A successful graduate of this 
kind of program realizes that he or 
she has been given an opportunity 

to learn but that he or she, and no 
one else, did the work. Success or 
failure depends strictly on the 
effort put in by the student, and a 
successful graduate has reason to 
be proud of what he or she has 
accomplished. Self respect is im-

portant to everyone, and those 
who complete this program gain 
self respect as well as marketable 
skills which can lead to economic 
gain. They are employees any or-
ganization should be proud to 
have. iKHiUM 
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