
https://ntrs.nasa.gov/search.jsp?R=19680027814 2020-03-12T05:41:04+00:00Z



THE "DISADVANTAGED" : UNEMPLOYABLE OR JUST UNEMPLOYED? 

A Report On Training For University Employment 

Stephen Zwerling 
Space Sciences Laboratory 

September 1968 

Supported by 

NASA Grant 
NsG 243 



2 

I NTRODUCT I ON 

Over the  pas t  several years a number of our urban centers have erupted 

i n  violence and disorder. The manifest discontent of urban residents 

has car r ied  with it a clear message: t he  established in s t i t u t ions  of 

American society disregard, the disadvantaged sector  of the population. 

The University of California i s  one of the  established in s t i t u t ions ,  

and today it is  analyzing its relevance t o  the  surrounding communities. 

The University, as seen by the disadvantaged community, is i r re levant ;  

urban spokesmen express a desire  t o  see it become posi t ively relevant,  

i .e.,  contribute t o  the  betterment of the  socio-economic posit ion 
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of the  poor. Thus, t he  University must determine whether or not 

the problems of the  disadvantaged are an appropriate concern of 

a univers i ty ,  and, i f  so, which of i t s  a c t i v i t i e s  relate t o  tha t  

concern. 

A s  a pa r t  of the University's response, President Charles J. Hitch 

recently asked the  Vice-president fo r  Planning and Analysis t o  prepare 

an inventory of statewide campus activities that relate t o  urban problems. 

When the  resuxts of t h a t  inventory are known, the  administration w i l l  decide 

'The New York Times *(January 3 0 ,  19681, commenting upon President Johnson's 
budget mssage, made some in te res t ing  comparisons on government expenditures. 
According to the  Johnson administration, approximately $21.1  b i l l i o n  were 
devoted t o  federal  a i d  to the  poor i n  f i s c a l  year 1967; i f  t h a t  statement 
is accurate, it is in te res t ing  t o  note t h a t  t h a t  f igure is  approximately 
equal to  the  amount of spec ia l  funding required t o  pursue the w a r  i n  V i e t  N a m  
during the same period. 
benefit ing f r o m  these programs represent a population approximately t w i c e  
t h a t  of South V i e t  Nam. 

Y e t  the-29 mill ion poor Americans supposedly 

Furthermore, the  Economic Opportunity Program, the  one federal  program de- 
signed to  l i f t  the  poor above the poverty leve l ,  spent j u s t  $1.5 b i l l i o n  f o r  
t ha t  purpose i n  1967. This corresponds to  less than one month's expenditure 
for  the  w a r  i n  V i e t  Nam, and, on a per capita bas is ,  amounts t o  less than 
the economic (non-military) a i d  t o  V i e t  Nam. 
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what action i s  appropriate f o r  the  future.  

these urban-focused a c t i v i t i e s  largely emphasize research, t he  University w i l l  

I f ,  as is  popularly assumed, 

have t o  determine: (1) whether research, i n  and of i t s e l f ,  i s  the  s ing le  

appropriate function or  (2) other contributions (e.g. t ra ining)  are functions 

worthy of i n t e re s t .  

statement by the University about what and t o  whom it is relevant. 

Underlying any answer t o  such questions is  an impl ic i t  

Urban issues may be viewed as abs t rac t  ( theoret ical)  or concrete 

(prac t ica l ) .  I f ,  however, the  tes t  of theory i s  the  generation of policy,  

and i f  policy is measured by the e f fec t ive  implementation of action programs, 

the University has before it a superb opportunity: (1) t o  perform research 

on problems of ,  o r  approaching, crisis proportions (which, presumably it is  

already doing) and (2)  t o  u t i l i z e  the findings of such research i n  the  

creation of imaginative action programs fo r  t he  resolution of urban ills. 

I f ,  i n  i t s  commitment to contribute t o  the  resolution of urban problems, 

the University becomes in te res ted  i n  action programs as w e l l  as  research 

a c t i v i t i e s ,  two major benefi ts  could accrue. F i r s t ,  while several  major 

educational i n s t i t u t ions  have begun t o  organize themselves for  an emphasis 

on urban i s sues ,  it is sa fe  t o  say that: (1) there  have been no widely 

accepted solutions as t o  how t h i s  can bes t  be done, and (2)  no s ingle  

school has a monopoly on realist ic solutions.  Second, i f  departmental 

efficiency i s  adversely affected by a presumably high turnover of non- 

academic employees, as seems t o  be the case, systematic t ra ining of entry- 

leve l ,  career-oriented personnel could increase the  efficiency of depart- 

mental operations. 

be reduced by seeking persons in te res ted  i n  long-term as opposed t o  

In  addition, it is  assumed t h a t  employee turnover would 
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temporary employment. Final ly ,  the  University should acquire a new, 

posit ive meaning t o  groups which do not now par t ic ipa te  s ign i f icant ly  i n  

the l i f e  of the  campus community. 

By engaging the  issues ,  both i n  research and act ion terms, the  . 

University fur ther  bo ls te rs  i t s  c l a i m  t o  being the  foremost i n s t i t u t ion  

of higher learning i n  the nation. 

idea t h a t  the problems of the poor are going to  have t o  be dea l t  with i n  

more than a token fashion; one need only look a t  the subject matter of 

some surmner te levis ion programs t o  r ea l i ze  t h a t  both the quantity and the  

qual i ty  of program offerings are  a prelude to  something f a r  more s igni f icant  

than simply reducing the r a t i o  of noise t o  action. 

Society is  beginning t o  accept the 

Y e t  a recent a r t i c l e  i n  

a university journal, which assaul t s  t he  claims made by most educational 

i n s t i t u t ions  of being forward-looking agents of change, noted t h a t  "colleges 

have given no evidence t h a t  they have the  vis ion to solve or  even t o  see 

the  problemIt2 [ i t a l i c s  mine]. 

action on the  pa r t  of t h i s  University necessi ta te  some response, and it is  

i n  the bes t  i n t e r e s t s  of the  University, local ly  and nationally,  t o  respond 

i n  a s ign i f icant  manner. 

Certainly the appeals of urban leaders f o r  

Rather than an t ic ipa te  major changes on the  p a r t  of the University, 

some urban leaders expect that the  current inventory of urban-related 

projects  on statewide campuses w i l l  j u s t i f y  the present posture ra ther  

than serve as a bas is  f o r  more meaningful action. I f  t h i s  i s  the case, the  

University may be deceiving itself i n  thinking t h a t  it is buoying up a 

badly sagging image i n  the  community. However, t o  the  disadvantaged, t h i s  

option serves only 

'Cohen, Audrey C. 
College, Columbia, 

t o  confirm their suspicions: t h e  University is basical ly  

The College f o r  Human Services. The Reeord (Teacher's 
University),  69(7) : 666 (April 1968). 
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white, middle-class, i r re levant  t o  the  poor, and - saddest of a l l  - un- 

changeable. Thus, the  gauntlet  has m o s t  ce r ta in ly  been l a i d  down by the  

disadvantaged, and i f  w e  a t  the University of California do not l i k e  the  

implications of the preceding opinions, the i n i t i a t i v e  is  ours to  take. 

A s  a means of helping the University t o  see c lear ly  and t o  choose 

optimally, t h i s  report  suggests an area of po ten t ia l  contribution. 

not deal  primarily with the  t w o  bas ic  functions of a university - teaching 

I t  does 

and research - b u t  ra ther  with the  organization as an employer and a t r a ine r  

of people. 

Laboratory f o r  an evaluation of a t ra in ing  program t h a t  it has been conduct- 

ing over the  l a s t  e igh t  months f o r  four disadvantaged c i t izens .  

report takes on new significance i n  view of t he  recent statements of 

This e f f o r t  w a s  prompted by a request from the Space Sciences 

This 

President Hitch and Chancellor Roger W, Heyns, which suggest t h a t  the 

University ought t o  play a more meaningful ro l e  i n  community a f f a i r s .  

reassessment of an organization's t r ad i t i ona l  ro les  and functions is  

inevitably painful and f rus t r a t ing  €or i t s  members, f o r  they may discover 

t h a t ,  while wishing t o  soar, they may only be running. On the  other  

hand, i f  a university is t o  serve the  needs of a l l  the  people, then 

Any 

perhaps t h i s  report  w i l l  inform us as t o  the  nature of an appropriate 

response. 



6 

THE IDEA OF NEW CAREERS 

In  1966 Congress amended the  Economic Opportunity A c t  ( T i t l e  11, 

Section 205e) to  provide f o r  New Careers, a program authorizing grants t o  

or contracts with state o r  local agencies to  subsidize work t ra in ing  

programs fo r  unemployed or low-income adul ts .  A major objective 

of t h i s  new program is  t o  f a c i l i t a t e  t he  creation of new careers within 

the public service;  implici t ly  the  hope is t h a t  New Careers w i l l  serve 

as a model f o r  pr ivate  as w e l l  as public agencies, f o r  labor unions, and 

for  the  professions as w e l l .  

designed: (1) t o  assist i n  the development of entry-level employment 

More spec i f ica l ly ,  N e w  Careers programs are 

opportunities;  (2 )  t o  provide maximum prospects f o r  continued employment 

and advancement; and (3 )  t o  accomplish these objectives through a 

combination of supportive services ,  such as education, t ra in ing ,  counseling, 

e tc .  

I t  is possible t o  document over t he  pas t  t h i r t y  years the trend of 

many occupations toward professionalization. A cen t ra l  element of the  

New Careers concept is  a d i f f e ren t  view of the  world of work i n  t h a t  a 

separation of professional and non-professional tasks  is advocated. 

present it is  exp l i c i t l y  assumed t h a t  those in s t i t u t ions  offer ing a 

At 

professional service t o  the  public delegate both types of work a c t i v i t i e s  

t o  the professional. 

create entry-level posi t ions within professional categories and t o  

By separating the  t w o  it would be possible t o  

s t a f f  them with non-professionals. N o t  only would t h i s  enable the  

professional s t a f f  t o  perform only professional a c t i v i t i e s ,  but it 

would a l so  increase the economic eff ic iency of t he  organization as a 

whole. In  addition, New Careers also seeks t o  develop de f in i t e  "career 
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ladders" with par t icu lar  emphasis accorded to  t h e  importance of upward 

mobility. 

t he  poor; ra ther  it seeks to  provide the poor with the  resources f o r  

entry and advancement i n  a career. 

makes available many supportive services t h a t  f a c i l i t a t e  the  progress of 

the Careerist. 

The program's goal i s  not simply t h e  provision of jobs f o r  

In  theory, t he  New Careers Program 

The core of New Careers is a t ra in ing  program t o  be completed within 

a three-year period. First-year costs  are borne e n t i r e l y  by the federal  

government; i n  the  second year, the  government pays f o r  the  education o f  

the  t ra inee  and one-half of the  t ra inee 's  sa la ry ,  t he  other half  being contri-  

buted by the  t ra in ing  agency. The latter is  responsible f o r  the  f u l l  sa la ry  

of t h e  Career is t  during the  t h i r d  year, but  t he  government absorbs the  

educational expenses. Upon the  completion of t he  t ra in ing  period, t he  

Career is t  becomes a regular full-time employee; i f ,  however, he des i res  t o  

seek work elsewhere, he should, by v i r tue  of h i s  academic and on-the-job 

t ra ining,  be capable of securing employment i n  any agency, public o r  

pr ivate ,  engaged i n  similar types of work. 

To qual i fy  fo r  the  posi t ion of New Careerist, t he  individual must m e e t  

the following c r i t e r i a :  (1) he must be a t  least 22 years of age, (2) 

family income must be less than the  federally-designated "poverty level ,"  

(3 )  he must be unemployed, and (4) he must be a resident of Oakland. 

In  sum, the  program i s  designed t o  provide the  t ra inee  with a so l id  

base of prac t ica l  experience i n  a par t icu lar  profession; advancement is  t o  

be based exclusively upon the  mastery of cer ta in  necessary s k i l l s .  

addition, the  Careerist devotes 25% of h i s  t i m e  t o  academic classwork a t  

a local college i n  the  pursu i t  of an Associate of A r t s  degree so t h a t  a t  

In 
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the  end of h i s  t ra in ing  program he has a t  least two years of both work 

experience and formal education. Thus, the  New Careers Program is  

an attempt t o  provide the  poor with new opportuni t ies ,  and it d i f f e r s  

from most other  poverty programs by requiring an educational component 

for  the  t ra inee.  
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NEW CAREERS AT BERKELEY 

Although the  New Careers Development Agency of Oakland (NCDA/O) 

sought out public i n s t i t u t ions  i n  which t o  e s t ab l i sh  t ra in ing  programs, 

i n  t h i s  case the  University made the  i n i t i a l  contact with NCDA/O. The 

Minority Personnel Representative on campus, who established the  l ink  

between NCDA/O and various un i t s  of t he  University, has a major responsibi l i ty  

t o  increase minority employment. According to  campus Personnel Office 

figures fo r  1967, of the 4,000 full-t ime, non-academic personnel a t  

Berkeley, approximately 25% are Negro. It has been estimated t h a t  

of the  1,000 Negroes, 400 occupy clerical posi t ions,  500 are  engaged 

i n  low-level service jobs, and 100 are s i tua ted  a t  "higher" levels .  

Since New Careers is spec i f ica l ly  designed with minority employment 

i n  mind, it could be of subs tan t ia l  u t i l i t y  to  the  University. 

Following the i n i t i a l  contact by the  Minority Personnel Representative, 

the  New Careers concept w a s  explained by some of the  senior s t a f f  

of NCDA/O t o  campus personnel supervisors. The l a t t e r  explained the  

program t o  the  personnel analysts,  who informed the  various departments 

fo r  which they w e r e  responsible. In  other  words, the departments, who 

would be charged with implementing a commitment, received information of 

New Careers third-hand, and i n  the  absence of follow-up by the NCDA/O s t a f f ,  

the  departmental response w a s  reported to be unenthusiastic. There w e r e  two 

other complicating factors .  

University a t  a t i m e  when there w a s  a "freeze" on budget and s t a f f .  

F i r s t ,  New Careers w a s  presented t o  the  

3The Personnel Office conducts a survey of e thnic  or ig in  by occupational 
c lass ;  however, because it is numerically coded, it is  d i f f i c u l t  t o  a r r ive  
a t  precise  figures.  
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Second, it w a s  presented as a social welfare program, i n  the  s p i r i t  of 

" l e t ' s  do something t o  help poor people," ra ther  than as a program of 

manpower t ra ining,  which, i n  t h i s  context, is not  the  same thing. 

The Minority Personnel Representative w a s  not highly supportive of 

the New Careers program f o r  a number of reasons. F i r s t ,  it w a s  impossible 

f o r  the  University a t  t h a t  par t icu lar  t i m e  to  commit itself ser iously 

t o  future expenditures when the  funding f o r  current operations w a s  i n  

question. Second, i n  addition t o  federal  guidelines surrounding many 

aspects of t he  program, he f e l t  uncertain about the  capacity of NCDA/O t o  

co-ordinate the  several  phases of the program: education, t ra in ing ,  

counseling, etc. ;  the  social welfare or ientat ion of NCDA/O w a s  of par t i -  

cular concern. 

t o  the  University s ince,  from an economic point of view, it is  an expensive 

way t o  help very few people. Finally,  since a "graduate" of the New Careers 

program has a junior college degree, h i s  p o s s i b i l i t i e s  for  advancement 

are somewhat constrained i n  an organization t h a t  produces and h i r e s  

persons with a Bachelor's degree. 

Third, he w a s  dubious about t h e  appl icabi l i ty  of New Careers 

Nevertheless, the  University had made a commitment a t  a cent ra l  l eve l  

(Chancellor's Office; Personnel Off ice) ,  and since the  i n i t i a l  presentation 

of New Careers had evinced l i t t l e  response from the  operating u n i t s ,  t he  

Minority Personnel Representative developed personal contacts through un i t s  

known t o  be receptive to  this type of program. 

(SSL) w a s  one such un i t ;  t he  others w e r e  the  Virus Laboratory and the campus 

Personnel Office. 

t o  the  program and t o  regard the  Career i s t  as a permanent employee. 

means t h a t  i f  budgetary constraints  necessi ta te  reduction i n  s t a f f  s i ze ,  

Space Sciences Laboratory 

These un i t s  agreed t o  commit a cer ta in  minimum budget 

This 
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the  Careerist w i l l  no t  be released. 

the School of Social  Welfare and Cowell H ~ s p i t a l , ~  expressed i n i t i a l  

i n t e r e s t  i n  par t ic ipa t ing  i n  the  program, but  these commitments w e r e  not 

developed for various reasons. 

Several. o ther  campus u n i t s ,  including 

Since New Careers represents the University's first e f f o r t  t o  provide I 

career opportunities f o r  the  disadvantaged, it is important f o r  future  

e f f o r t s  t h a t  the i n i t i a l  par t ic ipants  be successful. In  recognition of 

t h i s ,  the  SSL management selected supervisors known to  be good teachers 

or  t r a ine r s  and sympathetic t o  the  problems of the poor. Due to the  long- 

range objective of greater  employment opportunities a t  the University, t h e  

short-term goal w a s  t o  provide a successful i n i t i a l  experience. 

adopted w a s  t o  u t i l i z e  personal contacts i n  order t h a t  the fewest possible 

obstacles would have t o  be overcome. In  sum, N e w  Careers a t  the University 

of California r e f l e c t s  a series of s ing le  experiences ra ther  than a broad 

attempt t o  move departments i n t o  t ra ining.  While the  Personnel Office has 

the broad understanding and the  commitment, it does not have the  f u l l  

authority or  support necessary to  implement such programs. 

The method 

4Although Cowell Hospital appears t o  be a log ica l  choice f o r  the  placement 
of a Careerist, there  is  only one full-time, entry-level posi t ion;  
therefore,  NCDA/O refused their request. 
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SPACE S C I E N C E S  LABORATORY - P R I N C I P A L  P A R T I C I P A T I N G  U N I T  

Currently there  are four New Careerists i n  t ra in ing  a t  SSL: three 

as electronics  technicians and one as a technical ed i tor .  What are the  

key variables accounting f o r  the  par t ic ipa t ion  of SSL i n  the  New Careers 

program? There are a t  least  four factors  t h a t  seem t o  be d i r ec t ly  re- 

la ted t o  willingness t o  par t ic ipa te :  (1) the  nature of the  management 

and personnel within a particular un i t ;  (2) the  nature of the funding 

process; (3 )  the  nature of work a c t i v i t i e s  performed i n  the  pa r t i cu la r  

un i t ;  and (4) the amount of information d is t r ibu ted  about the  program. 

Nature of Personnel 

A t  SSL t h e  i n i t i a l  stimulus to  par t ic ipa te  emanated from a strong 

personal commitment on the  part of a few individuals t o  do something con- 

s t ruc t ive  t o  help the  poor. These individuals,  because they occupy 

posit ions of influence within the  Laboratory, w e r e  able t o  extend t h e i r  

personal commitment t o  an organizational commitment. Having made the  

decision t o  act ,  these individuals began search a c t i v i t i e s  on two fronts:  

f i r s t ,  f o r  various a l te rna t ive  programs i n  which the  organization could 

par t ic ipa te ;  second, f o r  people on the  supervisory leve l  who not only 

share t h e i r  degree of personal involvement but  who are able t o  t r a i n  and 

t o  communicate e f fec t ive ly  with the  disadvantaged. 

The New Careers Program appeared t o  be t h e  only available medium fo r  

t h i s  par t ic ipat ion.  To t h e  supervisors selected f o r  t h i s  program, New 

Careers d id  not represent a token e f f o r t  of providing someone with a job, 

but ra ther  t he  creation of a new opportunity. A seemingly real is t ic  

s t ructure  had been established with emphasis upon providing the  Careerist 

with a set  of keys t o  open what otherwise are  locked doors. 
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Notably, however, had it not been f o r  the  perseverance of a SSL s t a f f  

member, who voluntar i ly  assumed responsibi l i ty  fo r  t h i s  program, it is 

unlikely t h a t  there  would be a New Careers contingent a t  t he  Laboratory 

today. The Minority Personnel Representative lacked the  t i m e ,  t he  s t a f f ,  

and the  administrative s t ruc ture  necessary to  oversee such a program, 

par t icu lar ly  i n  the  negotiating stage.  

NCDA/O w a s  too inexperienced and too understaffed t o  manage the  administrative 

de t a i l s .  

and NCDA/O, it would follow t h a t  those on the  operational leve l  - 

the  supervisors -must absorb the  administrative tasks  of the  program 

as w e l l  as the  t ra ining.  

It a l so  became qui te  clear t h a t  

In  the absence of administrative capacity i n  both the University 

!i%e Nature of the Funczing Process 

During the  f i r s t  year of par t ic ipa t ion ,  NCDA/O assumes a l l  expenses of 

the program save those of the  supervisors' voluntary'time spent on t ra ining.  

The Laboratory assumes 50% of the  t r a inee ' s  sa la ry  during the second 

year and 100% of h i s  salary during the t h i r d  year. 

t ra in ing  program, SSL w i l l  have contributed approximately $35,000 

By the end of the  

i n  direc t  cos ts  f o r  four trainees. '  This raises the  question o f  how the 

necessary funds can be procured fo r  such a program. The experience a t  

SSL suggests one answer, although the Laboratory may be i n  a unique 

posi t ion r e l a t ive  t o  the majority of the  campus community. 

The primary mission of SSL, an organized research un i t ,  is " to  contri-  

bute t o  the  advancement of knowledge through basic  and applied research." 

The Laboratory employs about 400 people and has a t o t a l  budget amounting 

'In terms of costs to  the  federal  government, NCDA/O received a budget of 
$9,300 per t ra inee  f o r  1967-68 and $8,200 per t ra inee  fo r  1968-69. 
one w e r e  t o  compare the effectiveness of a l te rna t ive  ways of spending t h i s  
money, he would use $10,000 (cost  per trainee per annum) as h i s  base. 

Thus, if 
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t o  approximately $6 million; i n  other  words, t h e  Laboratory i s  one of the  

largest un i t s  on t h e  Berkeley campus. 

portion of the  budget contributed by federal  as opposed t o  state sources: 

90% is  funded by NASA (National Aeronautics and Space Administration). This 

suggests t h a t  the size of a u n i t  var ies  d i r ec t ly  with the fZexibiZity of 

spending and t h a t  t he  fZex%iZity of spending var ies  d i rec t ly  with the  

proportion of the budget contributed by federa2 somces. 

Another unique aspect of SSL is the  

However, these relat ionships  may be spurious because NASA funds 

non-scientific as  w e l l  as s c i e n t i f i c  a c t i v i t i e s .  

between the  University (SSL) and NASA spec i f ica l ly  states t h a t  multi- 

discipl inary research e f f o r t s  t o  "bring a l l  of the various applicable 

soc ia l ,  s c i e n t i f i c ,  and engineering problems t o  bear on space-oriented 

research" a c t i v i t i e s  are t o  be encouraged. In  concrete terms, NASA contri-  

butes approximately $200,000 t o  the  Social  Sciences Program a t  SSL, 

whereas the t o t a l  amount of state support f o r  t he  e n t i r e  Laboratory 

i s  about $90,000. 

A Memorandum of Understanding 

It is  clear t h a t ,  given an i n t e r e s t  i n  t ra in ing ,  campus un i t s  

with large s t a f f s  and s izable  budgets could participate more eas i ly  i n  

t ra in ing  programs. However, t he  relat ionship between federal  versus 

s t a t e  funding and the  a b i l i t y  t o  participate is  less clear, Federal 

grants a l l o w  f o r  more f l e x i b i l i t y  of expenditure than do state funds. 

On the other hand, federal  embracts haTie s t r ic t  provisions fo r  accounting, 

and unless the  contractor spec i f ica l ly  approves of multidisciplinary 

research a c t i v i t i e s ,  state funds probably allow f o r  greater  f l e x i b i l i t y .  

I t  is  d i f f i c u l t  to  draw def in i t ive  conclusions about the  nature of 

funding as it relates to  par t ic ipa t ion  i n  t ra in ing  programs because the  

only par t ic ipants  are organized research un i t s  (SSL, v i rus  Laboratory) 



15 

o r  administrative u n i t s  (Personnel Office).  Both laborator ies  have 

large s t a f f s  and budgets, t he  la t ter  being supplied mainly from federal  

sources. In order t o  make accurate generalizations,  it would be necessary 

t o  present evidence per ta ining to  some of the teaching departments, 

which make up the  bulk of the  campus uni t s .  

and the  f l e x i b i l i t y  of expenditures may be d i r ec t ly  re la ted ,  t h i s  does not 

While the  s i ze  of t h e  budget 

inform us as t o  the  ro l e  of the budgetary considerations i n  the decision 

t o  par t ic ipate .  

The s i ze  and source of funds are  of secondary importance, however. 

The major determinant i n  par t ic ipat ion i s  u n i t  leadership. 

wishes t o  par t ic ipa te ,  then budgetary constraints  can of ten be overcome. 

I f  leadership 

The Nature of Work Act iv i t ies  Perfomed 

In  addition t o  space-related research, which is  the  primary ac t iv i ty  

a t  SSL, it is  s igni f icant  t h a t  there are other  objectives of a social 

nature. 

(January 10, 1968), Laboratory policy is s ta ted :  " to  fur ther  nat ional  

objectives i n  the  soc ia l  area by providing opportunities fo r  persons of 

minority and disadvantaged backgrounds . . . [ to]  par t ic ipa te  i n  programs 

t o  upgrade s k i l l s  of minority and disadvantaged individuals." 

that s c i e n t i f i c  activit ies are a means for achieving non-scientific ends as  

w e l l  as ends i n  themselves. 

In  a l e t te r  sen t  from SSL to  the  Berkeley Graduate Division 

This suggests 

Of the 22 separate programs i n  operation a t  

SSL, 16 are s c i e n t i f i c  o r  technical.  The f a c t  t h a t  two of the  three un i t s  

par t ic ipa t ing  i n  the  New Careers program f a l l  i n t o  t h i s  category implies 

the poss ib i l i t y  t h a t  there i s  something i n  the  nature of work a c t i v i t i e s  

performed t h a t  relates to  the likelihood of par t ic ipat ion.  
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The l a rge r  t he  s i z e  of the  u n i t ,  t h e  grea te r  t he  range of a c t i v i t i e s  

i n  which it i s  engaged. 

is  a large u n i t ,  and it pursues a wide range of i n t e r e s t s  encompassing 

several  d i sc ip l ines .  

a c t i v i t i e s  r a the r  than maintaining a primary emphasis on e i t h e r  teaching 

or  bas ic  research. F ina l ly ,  due t o  the  sc ien t i f ic / technica l  character of 

i t s  work, t he  majority of i t s  a c t i v i t i e s  center  around "things" r a the r  than 

people. A s  contrasted with the  School of Social  Welfare, fo r  example the  

College of Engineering engages i n  tasks  f o r  which the  objective i s  

spec i f ic ,  the  methods f o r  completing the  task  a re  c lear ly  del ineated,  and 

the performance is  eas i ly  measured. 

SSL, which employs approximately 400 people, 

I t  is  involved i n  both basic and applied research 

In  Social  Welfare, on the other  hand, t he  object ive may be clear, 

but there appears t o  be no unanimity regarding methods f o r  achieving t h e  

objective,  nor i s  there  a simple means of evaluating the r e su l t s .  Following 

from t h i s  po in t ,  one might suggest t h a t  the  more spec i f i c  t he  set task ,  

the  more l i k e l y  it i s  t h a t  t ra in ing  programs can be i n i t i a t e d .  I f  t he  

preceding proposit ion i s  cor rec t ,  one would suppose t h a t  any large campus 

u n i t  involved w i t h  s c i e n t i f i c  or technical matters could pa r t i c ipa t e  

i n  a program similar t o  New Careers. 

Dissemination of lizfoma$ion 

Some of the  senior  NCDA/O s t a f f  m a d e  the i n i t i a l  presentation of t h e  

New Careers concept to t h e  senior  staff of the  campus Personnel Office; 

i n  tu rn ,  t he  lat ter informed t h e i r  subordinates, t he  Personnel Analysts, 

about the  program. The Personnel Analysts then presented the  various 

u n i t s  on the  campus with the  New Careers idea. The NCDA/O s t a f f  d id  
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not foresee the necessity of following-up the  i n i t i a l  presentation. 

A s  a consequence, these on-campus uni t s ,  who w e r e  t o  be charged with 

implementing the program i f  a commitment w e r e  made, had l i t t l e  opportunity 

t o  obtain first-hand knowledge about the p o s s i b i l i t i e s  of a New Careers 

program i n  t h e i r  par t icu lar  units. During the process of channeling it 

through two intermediaries, there was considerable loss  of information. 

One cannot reasonably expect un i t  administrators t o  sustain the i n i t i a t i v e ,  

and i n  the absence of fur ther  v i s i t s  by the NCDA/O s t a f f ,  the  u n i t  

administrators did not maintain t h e i r  i n t e r e s t  i n  the  establishment of 

a t ra ining program. 

Subsequently, however, the Minority Personnel Representative not i f ied  

those persons or  un i t s  who had expressed i n t e r e s t  i n  par t ic ipa t ing  i n  t h i s  

type of program. Seven New Careerists w e r e  then placed; two of these 

have since withdrawn from the program. 

The more widely and thoroughly information i s  disseminated, the more 

l ike ly  it becomes t o  secure par t ic ipat ion,  especially i n  a new program 

tha t  is generally unfamiliar t o  the public-at-large. The l o w  leve l  of 

par t ic ipat ion may perhaps serve as a commentary on the  NCDA/O organization. 

In order t o  secure involvement, the NCDA/O s t a f f  ought t o  have brought the 

information d i r ec t ly  t o  the  un i t  l eve l  (contingent, of course, on the 

approval of the  campus administration). Furthermore, they should have 

been more d i l igent  i n  consistently providing assistance to campus uni t s  

i n  es tabl ishing an e f fec t ive  program. NCDA/O has,  as i ts  pr inc ipa l  

responsibi l i ty ,  the function of co-ordinating the several  par t ic ipa t ing  

sectors  of the program. A s  an administrative agency, therefore ,  i t s  

performance a t  the crucial  stage of a t t r ac t ing  the par t ic ipat ion of 
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a potent ia l ly  large-scale t ra in ing  u n i t  has not  been encouraging. 

fortunately,  the evidence gained during the  past seven months serves 

only t o  confirm the suspicion t h a t  NCDA/O lacks strong administrative 

capabi l i t i es .  

un- 

This a l so  has some relevance for the  University, par t icu lar ly  i f  

par t ic ipat ion i n  some sort of action program involving more than a few 

of the  disadvantaged is anticipated.  The experience to  date has shown 

the SSL management the  f u t i l i t y  of relying on NCDA/O for accurate 

information o r  f o r  t he  various supportive services t h a t  it could provide. 

Since there i s  no campus co-ordinator for New Careers,6 the brunt 

of the  program rests squarely on the  shoulders of the  t ra in ing  supervisor, 

who f inds t h a t  i n  addition t o  the  responsibi l i ty  fo r  t ra in ing  the  

Caree r i s the  must also concern himself with the  educational component of 

the program and with the Careerist's personal d i f f i c u l t i e s  as w e l l .  

There has been, on the  p a r t  of the  supervisors, a genuine concern 

fo r  the  Careerists.  While t h i s  ex t ra  assignment w a s  voluntary, they have 

been more than will ing to  f u l f i l l  t h e i r  respons ib i l i t i es  to the  t ra inees .  

However, the  administrative expenditure of t i m e  over the  pas t  several. 

months has c lear ly  demonstrated the  need f o r  a coordinator of the  New 

Careers program. 

base of par t ic ipa t ion ,  it seems mandatory t h a t  a designated of f ice  and 

s t a f f  (probably, i n  the Personnel Office) administer and evaluate the 

In the  event that the University seeks t o  broaden i ts  

effectiveness of these programs i n  terms of the University's objectives. 

Minority Personnel Representative serves as the  contact point,  but  
h i s  work schedule does not allow for  a deep i n t e r e s t  i n  spec i f ic  programs. 
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In  summary, four fac tors  appear t o  a f f ec t  the l ikelihood of pa r t i -  

cipation i n  anti-poverty programs. 

and s t a f f  personnel t o  assume a new function - t r a i n i n g  - is  absolutely 

The willingness of cer ta in  management 

e s sen t i a l  i n  es tabl ishing a program of t h i s  nature; i f  key people 

i n  the  operating un i t s  are reluctant to  par t ic ipa te ,  it is  unlikely 

tha t  a t ra in ing  program, even i f  created,  w i l l  be very successful. 

There are always people who search f o r  opportunities such as i n i t i a t i n g  

manpower t ra in ing  programs; however, a wide and thorough d is t r ibu t ion  of 

information concerning the  ava i l ab i l i t y  of vocational t ra in ing  opportunities,  

coupled with administrative encouragement and support on the  pa r t  of 

University o f f i c i a l s ,  w i l l  help t o  secure broader support i n  the operating 

uni ts .  

with the  type of work a par t icu lar  u n i t  performs. The sc i en t i f i c /  

technical un i t s  -because the objective task is  spec i f ic ,  the  steps t o  

complete the  t a sk  clear, and the r e s u l t s  ea s i ly  measurable -may f ind 

it eas i e r  t o  es tab l i sh  t ra ining programs for  entry-level personnel. 

There a re ,  however, numerous entry-level posit ions i n  teaching departments, 

The ins t iga t ion  of manpower t ra in ing  programs may be correlated 

and a job analysis could reveal career ladders based upon mastery of tasks  

of an ascending order of d i f f icu l ty .7  Perhaps the  desire  t o  par t ic ipa te  i s  

more c r i t i c a l  i n  non-technical un i t s .  The funding process may a l so  have 

some posi t ive bearing on par t ic ipat ion.  A u n i t  supported mainly by state 

funds need only request a budgetary al locat ion f o r  a t ra ining posit ion; 

those uni t s  receiving federal  contracts are more o r  less i n  the same 

position. 

expenditure, even though grants are not permanent additions t o  the  budget. 

Federal grants probably allow for  t he  grea tes t  f l e x i b i l i t y  i n  

7Examples of entry-level posi t ions would include Account C l e r k ,  Clerk, 
Stenographer, and Typist Clerk. 
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In any case,  the  establishment of a t ra in ing  program rea l ly  hinges on t h e  

desire  of u n i t  personnel t o  par t ic ipa te .  

involved i n  such a c t i v i t i e s ,  t he  types of funding and work performed are 

of secondary importance. 

If they do wish t o  become 
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THE OPERATION OF NEW CAREERS 

The presentation of the New Careers program on campus e l i c i t e d  l i t t l e  

sustained enthusiasm. P a r t  of the  reasons f o r  t h i s  can be a t t r ibu ted  to  

the f a i lu re  of NCDA/O to  ge t  information d i r ec t ly  i n t o  the hands of the  

operating un i t s  and f o r  i t s  failure t o  follow up the  i n i t i a l  presentation. 

Y e t  subsequent e f f o r t s  on the  p a r t  of the  Minority Personnel Representative 

t o  place members of disadvantaged groups w e r e  a l so  unsuccessful. 

other factors  - funding procedures and work a c t i v i t i e s  -are  relevant only 

as they a id  o r  i n h i b i t  a u n i t  from establ ishing a project.  

The t w o  

The f a i lu re  t o  secure general campus support f o r  New Careers led t o  

the use of personal contacts f o r  the  placement of some t ra inees .  

Sciences Laboratory agreed to  accept four Careerists. 

during the  i n i t i a l  s i x  months of involvement with the  program? 

The Space 

What has happened 

What lessons 

have been learned? 

e f fec t ing  a la rger  University involvement i n  anti-poverty programs? 

C a n  these lessons be generalized for  the  purpose of 

In terms of program def in i t ion  there  should be formal connections 

between the Careerists and the  University, NCDA/O, t h e  loca l  community 

college t h a t  the Careerists at tend,  and the  outside job market. NCDA/O 

should co-ordinate the  a c t i v i t i e s  of t he  University with the  community 

college as w e l l  as render supportive services such as t e s t ing  and 

counseling t o  the  Careerist. 

is  t h a t  between the  Career is t  and h i s  t ra in ing  supervisor. 

t o  date  indicates t h a t  it is the t ra in ing  supervisor who has been 

i n i t i a t i n g  a l l  communications. The New Careers program i s  almost 

unknown within the University s t ruc ture ,  the ro l e  of NCDA/O is v i r tua l ly  

For a l l  practical purposes, t he  only contact 

The experience 

unknown t o  the  Career is t ,  the o f f i c i a l  l ink  with the  community college 
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e x i s t s  i n  name only, and there  i s  no connection whatsoever between the  

Careerist and the  job market a t  t h i s  t i m e .  Because there  is  l i t t l e  formal 

communication between the  pr incipal  i n s t i t u t ions  or between the  Careerist 

and any of these in s t i t u t ions ,  the  t ra in ing  supervisor finds himself 

dealing with administration as w e l l  as training. 

Of the  four Careerists a t  Space Sciences Laboratory, three men are 

t ra ining to be e lec t ronics  technicians,and one women is  t ra in ing  t o  be a 

technical ed i tor .  A l l  four are black. Their ages are 26, 27, 40, and 42. 

Two are married (no chi ldren) ,  one is  s ingle ,  and one is  divorced 

(three chi ldren) .  Their cumulative job experiences are highly varied. 

In terms of educational achievement, one Career is t  has a high school diploma, 

two have attended four years of high school (no diplomas) and p a r t  

of a college year, and one has completed the  eighth grade. By requirement, 

a l l  reside i n  Oakland's poverty t a rge t  areas. 

How w e r e  these par t icu lar  Careerists selected? In November 1967, a 

preliminary screening process took place fo r  in te res ted  persons referred 

by various employment centers. A smaller group w a s  interviewed by the 

supervisor, who made the f i n a l  choice among the  applicants. The cri teria 

for  select ion w e r e  somewhat a rb i t ra ry ;  t he  supervisors selected those 

persons with whom they f e l t  the bes t  rapport. The supervisors f e l t  t h a t  

a l l  of the  candidates interviewed would have been acceptable; t h i s  not 

only t e s t i f i e s  to  the  ca l iber  of the applicants but  also t o  the  i n i t i a l  

assumption made by the  supervisors t h a t  hard-core unemployed have the  

capacity t o  be t ra ined fo r  permanent and responsible careers.  
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The candidates had l i t t l e  knowledge of the  New Careers concept or 

function; they perceived New Careers as an opportunity fo r  a working 

career, as a means ra ther  than an end. The supervisors, also, had l i t t l e  

knowledge of New Careers. Their i n t e r e s t  w a s  both humanitarian and 

prac t ica l ,  and New C a r e e r s  simply served as t h e  medium through which 

t h i s  purpose could be served. 

What were the expectations of t he  Careerists and the  supervisors? 

It is probably f a i r  to  say t h a t  NCDA/O is s t i l l  i n  the  process of 

defining the objectives and the  t i m e  span i n  which they are t o  be 

realized. The Career is ts ,  themselves, had no expectations beyond those 

of seizing an opportunity and making it work f o r  them. 

it would not be easy, t he  Career is ts  s t i l l  had few doubts about t h e i r  

a b i l i t y  t o  succeed. 

Knowing t h a t  

I f  New Careers i s  a bonafide opportunity t o  be 

t ra ined i n  a s k i l l  a s  w e l l  as t o  receive an education, the  rest w i l l  

be up t o  them. 

The expectations of the  supervisors w e r e  a l so  limited. They 
, 

fu l ly  grasped the  idea tha t ,  while these individuals are  t o  be t rea ted  

a s  any other employee of the  University, it nevertheless would take them 

a l i t t l e  longer t o  adjust  t o  the University atmosphere. 

l imited backgrounds of the  Career is ts ,  the  supervisors d id  not expect 

on-the-job performance to  be equivalent t o  t h a t  of any other employee. 

Due t o  the 

However, when background def ic iencies  had been remedied, t he  supervisor 

did expect t h a t  work performance would be up t o  standard. The supervisors, 

recognizing that the  Careerists are a spec ia l  group of people i n  need of 

personal a t ten t ion  to  become adjusted t o  the  environment a t  Space Sciences 

Laboratory, w e r e  determined t h a t  no Careerist would " f a i l "  because of 

problems encountered a t  the  Laboratory. 
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What are the  differences,  i f  any, between the  expected and the  

The educational performance of the  Careerists has actual  outcomes? 

been encouraging, par t icu lar ly  i n  consideration of t h e i r  l imited 

educational experience. I t  is in te res t ing  t h a t  t he  Careerist with 

the least amount of formal education has done the  bes t  work; t he  

others have done a t  l e a s t  average work. 

although 25% of the  Careerist's t i m e  is t o  be spent i n  school, t he  

It is  also noteworthy t h a t  

Careerists carry class loads about two-thirds t h a t  of a full-t ime 

student. In f a c t ,  t w o  of the  Careerists a t  Space Sciences Laboratory 

are taking the  maximum number of allowable u n i t s  t h i s  summer. 

educational performance during the  f i r s t  s i x  months of the program 

has been very sa t i s fac tory  and should remove many of the doubts about 

a Careerist '  s capabi l i ty  t o  do college-level work. 

Their 

Their on-the-job performance has been o f f i c i a l l y  "satisfactory" - 

the  highest  ra t ing  a t ta inable  on University performance evaluations 

fo r  the  i n i t i a l  employment period. There is ,  however, ambiguity about 

these evaluations; the  supervisors w a n t  the  Career is ts  t o  succeed 

and may have adjusted t h e i r  evaluations accordingly. The supervisors 

recognize t h i s  po ten t ia l  b i a s ,  of course, but they s t i l l  express sa t i s fac t ion  

with the rate of progress made by the  Careerists.  

There are other  fac tors ,  external  t o  both job and education, 

t ha t  indicate  high motivation on the  p a r t  of the  Careerists. One 

factor  is the  l eve l  of take-home pay, which is  approximately $300 

per month depending upon the  number and type of deductions. Another 

factor  i s  the  amount of t i m e  the  Career is t  spends commuting between 

home, school, and work. The shor tes t  t r a v e l  t i m e  possible by bus is  
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three hours per day.  

a t  school fo r  h i s  8 : O O  a.m.  class; he eats h i s  lunch on the bus i n  

order t o  reach the University by 1:OO p.m.; he r ides  the  bus home 

The Careerist ge ts  up ear ly  i n  order t o  arrive 

a f t e r  work, only t o  resume study after dinner. While inconveniences 

of t h i s  s o r t  are burdensome, the  Careerists s e e m  Ear more concerned 

with the  integrat ion of t h e i r  various academic classes and the  relat ionship 

between education and job t ra ining.  

From the  shor t  period of involvement with the  New Careers program, 

there are several  inferences t h a t  can be made. F i r s t ,  the  University 

i s  qui te  capable of operating a t ra in ing  program if departmental 

i n t e r e s t  can be secured. A t  the  present t i m e  the  necessary commitment 

t o  and act ive support f o r  such a program e x i s t s  only a t  a central  l eve l  

( the Chancellor's Office and the  campus Personnel Off ice) .  The c r i t i ca l  

ingredient f o r  departmental par t ic ipat ion is the  desire of u n i t  adminis- 

t r a t o r s  t o  become involved. The la rger  t he  u n i t  (budget, personnel),  

the  eas i e r  it is  t o  par t ic ipa te .  

it becomes to  t r a i n  someone to  perform t h a t  t a sk .  

i n  the absence of a commitment on the  p a r t  of u n i t  management t o  

par t ic ipa te ,  the  s i ze  and function of par t icu lar  u n i t s  are of l i t t l e  

The more spec i f ic  the  task,  the  eas ie r  

On the  other hand, 

importance. 

Second, no serious problems are l i k e l y  t o  be encountered from 

the New Careerist. The f i r s t - l i n e  supervisor interviews and selects 

the par t icu lar  t ra inee ,  which i s  important f o r  t w o  reasons: (1) t h e  

supervisor has an intimate knowledge of the  work t o  be performed and 

the qua l i t i e s  necessary t o  perform it, and (2) t he  supervisor must be 

cer ta in  t h a t  he i s  able t o  communicate e f fec t ive ly  with the  Careerist .  
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It is important t h a t  the i n i t i a l  t asks  be programmed to  insure success, 

fo r  without self-confidence, t he  C a r e e r i s t w i l l  be less l ike ly  t o  

perform w e l l .  8 

Third, t he  New Careers Development Agency i n  Oakland has not 

been a cri t ical  problem i n  the  development of t he  program; on the  

other hand, it has not been of much assistance e i the r .  

involvement i s  largely maintained by supervisory good-will, since most 

decisions inevitably come t o  res t  upon h i s  shoulders. Because NCDA/O 

rea l ly  serves as an administrative channel fo r  t he  dispersal  of federal  

monies, t h i s  has special importance i n  terms of a broader University 

involvement with t ra in ing  programs fo r  t he  disadvantaged, f o r  the 

c r i t i c a l  question is  who w i l l  fund the  program. 

The present 

Ideal ly ,  the  par t icu lar  u n i t  ought t o  do so, but  it may be t h a t  

its budget w i l l  not  allow that sort of expenditure. 

government i s  i n  a b e t t e r  posi t ion t o  appropriate the  needed funds. 

Should the  University envision a large-scale t ra in ing  e f f o r t ,  it could 

apply d i r ec t ly  t o  the  Office of Economic Opportunity f o r  the  necessary 

capi ta l ,  including administrative overhead. O r ,  f o r  instance, i f  a 

federal  agency awards a $10,000 grant o r  contract  to  the  University, it 

could add $2,000 f o r  a t ra in ing  posi t ion;  i f  t he  state w e r e  also t o  

The federal  

add $2,000, then the  annual sa la ry  f o r  a t ra inee  would be adequately 

funded. The state would have to  agree, of course, t o  a budgetary 

'The idea of programing f o r  i n i t i a l  success i s  not reserved f o r  t he  
disadvantaged. For example, t he  Lawrence Radiation Laboratory has 
had great  success with in-house education fo r  mid-career professional 
personnel; however, the  first for ty  meetings of the  c l a s s  are devoted 
to a review of mathematics t h a t  t he  professionals had learned i n  
college. The purpose of the  review is t o  help bols te r  the  confidence 
of the professional,  who is of ten dubious about h i s  a b i l i t y  t o  perform 
w e l l  i n  classroom s i tua t ions  a f t e r  having been working fo r  a long period 
of t i m e .  [See T i l l e s ,  A. "Mid-Career Education: In-House,'' Lawrence 
Radiation Laboratory (Livermore, California) , April  1967.3 
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provision f o r  t h e  administrative costs of t r a in ing  programs. 

removal of the  funding process from the  University t o  the state and 

federal  governments would be a c l ea r  indicat ion of t h e i r  commitment; 

the establishment of a campus administrative u n i t ,  whose purpose is 

t o  oversee t ra in ing  programs, would exh ib i t  t he  cormnitment of the  

University a t  a cen t r a l  l eve l .  The departmental u n i t s  would then be 

asked t o  i n i t i a t e  some type of t ra in ing  program leading t o  a meaningful 

career. 

The 
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CONCLUSIONS 

The Space Sciences Laboratory has exhibited unique leadership i n  

conducting t r a in ing  programs. 

New Careers, Space Sciences Laboratory has i n i t i a t e d  a t ra in ing  

program for  t he  disadvantaged i n  which clerical and business o f f i c e  

s k i l l s  are  taught. Furthermore, the  Laboratory has been the  pr inc ipa l  

force behind the  development of the campus Management Intern program. 

It is  evident t h a t  there  are several  possible options avai lable  t o  

any campus u n i t  -prov ided  t h a t  it has the  w i l l  t o  become ac t ive ly  

involved i n  manpower t ra in ing  programs. 

In  addition t o  its involvement with 

Par t ic ipa t ion  i n  the New Careers program has brought both ex t r a  

costs and unintended benef i t s  t o  Space Sciences Laboratory. Those 

people who agree t o  t r a i n  others do so voluntar i ly;  t ra in ing  is  not  

one of the functions wr i t ten  i n t o  SSL job descr ipt ions,  nor a re  ex t r a  

personnel requested t o  make up f o r  the time spent i n  t ra ining.  Y e t  

despite the  costs  inherent i n  any teaching s i tua t ion  -espec ia l ly  one 

i n  which teaching is no t  the  primary assignment - a l l  of the supervisors 

agree t h a t  the  benef i t s  make t h i s  t ra in ing  worthwhile. 

The cos ts  of t ra in ing  are expressed i n  many ways: f rus t r a t ion ;  

the necessity f o r  c lose and constant supervision; t he  need t o  devise new 

standards of eff ic iency;  t he  dissension i n  the  work group caused by 

special  consideration of t he  t ra inee ;  the  r epe t i t i ve  explanations of 

ru les ;  and the  need f o r  increased patience and understanding. There 

i s  a l so  a high cos t  i n  terms of administration, which is  borne by 

personnel not d i r ec t ly  involved i n  the t ra ining.  Obviously these costs  
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vary with the number of personnel available to  par t ic ipa te  i n  t ra in ing  

and the number of people t o  be trained. 

include an evaluation of t he  level o f  par t ic ipa t ion  and the  qua l i ty  and 

quantity of output; while the average cost may decline as the  ra t io  

of supervisors to t ra inees  increases,  there  is a maximum absorptive 

capacity beyond which work performance is adversely affected.  

O f  course, cos ts  must a l so  

The unexpected benef i t s  are less subject to quant i ta t ive 

measurement, but they are real nonetheless. Not only are the  dis-  

advantaged socialized t o  the norms and values of the advantaged, 

but the organization i t s e l f  changes as it responds t o  the t ra inees .  

One might expect an increase i n  bureaucratization resu l t ing  from the  

entry of the under-privileged t o  a bastion of the privileged - t h e  

pressure of work forces s t r i c t  enforcement of ru les ,  which apply equally 

t o  a l l  and which derive t h e i r  authority from the  posit ion of an of f ice  

ra ther  than from a person holding an of f ice .  

indicating tha t  the  change taking place is  i n  the  d i rec t ion  of l e s s  

ra ther  than more bureaucracy. 

Y e t  there  i s  some evidence 

9 

By agreeing t o  accept a t ra in ing  function, the  organization absorbs 

a greater  number of people, m o s t  of whom are from disadvantaged 

backgrounds, and assumes a new responsibi l i ty .  It is  expected, when 

a white, middle-class American is  hired,  t h a t  he brings t o  the organi- 

zat ional  environment ce r t a in  knowledge about what is  expected of him 

even though he may have had no previous experience with t h a t  organization. 

I f ,  however, the t ra inee has no knowledge o f  what is  expected of him, 

'Eisenstadt, s. N. , Essays on Comparative Inst i tut ions,  (New York: 
John Wiley & Sons, Inc . ) ,  1965, pp. 251-71. An a r t i c l e  dealing 
with the response of Israeli organizations t o  an inf lux of immigrants. 
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the  supervisor must teach him t h i s  as w e l l  as the  other  job s k i l l s  he 

has agreed t o  impart. In  other words, i n  order f o r  t he  supervisor 

t o  perform h i s  function, he relies on the  t ra inee  to  act appropriately - 

otherwise, t he  supervisor must teach him expected behavior. Because 

the power of the t ra inee  may be simply the  a b i l i t y  to  d is rupt ,  t he  

supervisor becomes dependent on him to  f u l f i l l  ce r ta in  ro le  expectations. 

The greater  the  dependence on voluntary co-operation f o r  task performance, 

the less bureaucratic (impersonal, rule-oriented, etc.) the  environment. 

The resu l t ing  change is  one of increasing personalization and 

informality. It  attunes organization personnel t o  extra-organizational 

soc ia l  conditions. I t  a l so  serves t o  t r a i n  the  supervisors. In b r i e f ,  

the  change desired i s ,  a t  minimum, a b e t t e r  understanding of the world 

i n  which w e  l ive .  There are, however, ce r t a in  problems attending 

p a r t i c u l a r i s t i c  treatment. 

t ra inees  t h a t  are not  also given t o  regular employees, the  organization 

faces the poss ib i l i t y  of i n t e r n a l  dissension. Any decision involves 

an analysis  of benef i t s  versus costs ,  and it is inevitably the decision 

of u n i t  management as t o  how much cost i s  "reasonable" and how mch  

"extra work" is  appropriate i n  special s i tuat ions.  

I f  cer ta in  pr iv i leges  are  granted t o  

The p l igh t  of the disadvantaged i n  our society const i tutes  such 

a special  s i tua t ion ,  and it is worthwhile looking a t  t h i s  s t ruggle  as 

it a f fec t s  society i n  general and the  University i n  par t icu lar ,  

the absolute number of disadvantaged ci t izens i s  increasing while 

the demand fo r  people t o  f i l l  l o w -  o r  entry-level posit ions is decreasing. 

Automation has doubtless proven t o  be economically e f f i c i e n t  fo r  the  

firm, but the human cos ts  are enormous, not only for  those whose jobs 

F i r s t ,  
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have been eliminated but  fo r  those who are without work a s  well.. 

In both an absolute and a r e l a t i v e  sense, the qua l i f ica t ions  needed 

t o  maintain steady employment have r isen.  Thus, jobs for  t h e  poor 

are becoming increasingly d i f f i c u l t  to  f ind  as the growing supply of 

people already exceeds t h e  demand f o r  t h e i r  services .  

It  is a sound economic pr inc ip le  that one seeks t o  obtain the  

grea tes t  amount of that which is valued f o r  t h e  least cost .  

t h i s  i s  t rans la ted  i n t o  human terms, the  condition of the disadvantaged 

i s  ap t  t o  grow more desperate. 

University employment? The Berkeley campus Personnel Office,  i n  

describing entry-level c l e r i c a l  posi t ions and promotional opportunities,  

notes tha t  "the University of Cal i fornia  o f f e r s  a var ie ty  of employment 

opportunities fo r  high school graduates who have l i t t l e  o r  no 

experience . . . Openings can occur anywhere on the  Berkeley campus . . . 
Employees who start i n  en t ry  level c l e r i c a l  pos i t ions  can advance t o  

higher leve ls  as soon a s  they have acquired su f f i c i en t  University 

experience and have demonstrated t h e i r  capacity t o  perform assignments 

of greater  d i f f i c u l t y  and responsibi l i ty ."  

When 

How does t h i s  s i t ua t ion  relate t o  

Taken a t  face value, the  foregoing l i n e s  ind ica te  t h a t  

there are many employment opportunities for  persons without a college 

education. 

i s  sophis t icat ion of middle-class language s k i l l s .  Since educational 

ce r t i f i ca t ion  is qu i t e  of ten  separate and d i s t i n c t  from language 

sophis t icat ion,  t h i s  not-unreasonable requirement nonetheless represents 

an addi t ional  ba r r i e r  t o  the disadvantaged c i t izen .  Even i f  one assumes 

tha t  education and language s k i l l s  are not  ba r r i e r s  t o  entry,  estimates 

Y e t  what is perhaps more important than l eve l  of education 

of the  actual  number of avai lable  job openings a re  a de f in i t e  obstacle.  
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The l a rges t  number of entry-level posi t ions without the  require- 

ment of middle-class language s k i l l s  l ies i n  the  progression from 

Laboratory Helper ($359/month) t o  Laboratory Assistant I11 ($614/month). 

There are, a t  present,  609 such positions on the  Berkeley campus; 

however, only 169 of these are full-time employment, while 440 are 

part-time student assistance.  

continuum have less job mobility than those a t  the  upper end; consequently, 

the few people t h a t  have these lower s k i l l  jobs are not l i ke ly  to  move 

on t o  other organizations, This extremely l o w  rate of turnover means 

the job openings are ra re ly  available t o  the  public-at-large; yet  the  

demand f o r  these openings is a t  least 100 times as grea t  as the number 

of posi t ions coming available.  

a non-academic s t a f f ,  including students,  of 6,000, t he  employment 

p o s s i b i l i t i e s  fo r  the  disadvantaged are indeed dismal. 

People a t  the lower end of the s k i l l  

Considering t h a t  t he  University employs 

In a milieu i n  which one seeks the grea tes t  value fo r  t he  least 

expenditure, the poor w i l l  not f ind many available openings. Therefore, 

i f  t he  University i s  to do something i n  the  way of employment opportunities 

for  the  disadvantaged, it must change i t s  in t e rna l  environment. What 

s teps  can the  University take t o  ameliorate t h e  conditions of the  poor? 

What sorts of changes must precede an expanded employment program? A t  

high leve ls  within the  University there  are some indications of serious 

commitment. Recent actions on the  p a r t  of President Charles E. Hitch and 

Chancellor Roger W. Heyns t o  provide realistic opportunities f o r  minority 

group c i t i zens  have demonstrated t h a t  commitment. 

currently monitors recrui t ing act ion r e l a t ive  t o  minority group c i t izens ,  

The Personnel Office 

and there are  now more minority group applicants referred fo r  entry-level 

openings on the Berkeley campus than white applicants for  a comparable 

s k i l l  level.  
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The issue now concerns the  extension of that commitment f r o m  the  

administrative l eve l  t o  the  departmental level.  A public statement 

on the p a r t  of University o f f i c i a l s ,  which spec i f ica l ly  declares t h a t  

the University has a need f o r  entry-level personnel and t h a t  it w i l l ,  

i n  so f a r  a s  possible,  give preference t o  minority group applicants, 

would go a long way toward f a c i l i t a t i n g  t h a t  departmental involvement. 

Such a public statement would acknowledge the  spec ia l  circumstances 

surrounding the  decision and would e s t ab l i sh  a base f o r  a l t e r ing  some 

of t he  employment criteria. 

with budget backing from campus administration t o  commit a certain 

percentage of t h e i r  work force t o  those who are ne i ther  f u l l y  qua l i f ied  

nor highly t ra ined,  and it would encourage t h e  individual u n i t  t o  supervise 

the t ra in ing  process. It would recognize the  need f o r  an analysis of a 

u n i t ' s  work a c t i v i t i e s  so  t h a t  tasks  could be separated on the bas i s  of 

sk i l l - leve l  requirements and reasonable career l i nes  could be formulated. 

F i n a l l y ,  such a statement would recognize t h a t  while the  University i s  

It would call  upon the  various campus u n i t s  

engaged i n  extending the  f ron t i e r s  of knowledge, it a l so  has a res- 

pons ib i l i ty  to  those who, f o r  a var ie ty  of reasons, have been unable 

t o  par t ic ipa te  meaningfully i n  t h e  soc ie ty ' s  a c t i v i t i e s ;  t h a t  i s  

the University 's  commitments would be moral as w e l l  as in te l lec tua l .  

In essence, t he  issue is  more fundamental than employment 

opportunities,  f o r  it suggests that a publ ic  organization may e s t ab l i sh  

goals that change the  def in i t ion  of eff ic iency from one t h a t  i s  

primarily economic to  one t h a t  includes social u t i l i t y .  The question 

has been raised,  and t h e  University must respond. On t h i s  campus there  

are personnel who know of the  p o s s i b i l i t i e s  and probabi l i t i es  of federal  

financing and who would be able t o  render technical assistance a t  
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several  levels .  

support by the  campus and/or University administration - b e  it f inancial ,  

technical,  administrative,  or supervisory - for t h i s  i s  an e f f o r t  t h a t  

demands the act ive co-operation of a l l .  

problems of poverty are eas i ly  solved ignore t h e  poss ib i l i t y  of goal 

incongruity. The University, as do other  organizations, continually 

searches fo r  an optimum combination, and t h a t  optimum s h i f t s  as the  

environment changes. 

Audrey Cohen - i f  w e  see the  problem, and i f  w e  have the  determination 

t o  act upon it, w e  do have the vis ion t o  s o h e  it. 

It is  important to  underscore the  need fo r  departmental 

Those who state t h a t  t he  

To paraphrase an earlier quotation from 


