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Foreword 

This is a handbook for the use of consultants or experts who under­
take assignments to assist underdeveloped countries establish or improve

their employment services. It is not a "manual" containing instructions 
or procedures prescribing the dotting of "i's" or the crossing of "t's." 
It might be considered in the light of a set of helpful hints, friendly

advice and the provision of technical material and references designed
 
to make the consultant's work easier. For this reason it is quite in­
formal in style and is organized with the intention of maimizing its 
usefulness to an individual actually at work on such a project in for­a 
eign government. (Part I has been prepared in a more formal manner suit­
able for consumption by host-country officials and may be removed from
 
the handbook for this use.)
 

The handbook recognizes that the situation in no two countries will
 
be exactly alike, and the pattern of steps involved in setting up an Em­
ployment Service will often be different from country to country, affected 
as they will be by a wide variety of circumstances and influences. How­
ever, it would be as impossible to prepare a handbook reflecting all pos­
sible variations, as it would have been unrealistic to prepare a "manual"
 
embodying only a single set of inflexible instructions for proceeding.
 

The handbook has attempted to resolve this problem by laying out,
 
in logical sequence, the principal steps which would be involved in start­
ing an Employment Service from the ground up. It recognizes that the se­
quence of the steps or elements in any given country might be different 
from the sequence used in this treatment (or that some of the steps may
 
have taken place prior to the consultant's arrival on the scene). It is
 
believed, however, that in whatever order circumstances cause them to oc­
cur they are all steps which are essential to the creation of a full­
functioning effective National Employment Service. 
As the handbook points
 
out, there are certain basic characteristics of the world of work and the 
employment process which are common to all labor market activities in the 
market sectors of all countries. Because of this there are basic and com­
mon similarities in the techniques, organization and methods which have 
been devised to treat with them wherever they are found. One of the pur­
poses of this handbook is to assure that these are all given proper weight
and consideration in establishing the service. The handbook takes cogni­
zance of the fact that there may be situations in which Placement Service 
is not required but where other employment "services" may bo. It suggests
that these may be provided in other ways than in opening costly local am­
ployment offices to accomplish the purpose.
 

It will be evident in reading the text that the underlying purposi
of the Employment Service in underdeveloped countries is to forward the 
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economic development of such countries through its effect on manpower pro­
grams. It is strongly oriented to this objective on the very valid prem­
ise that such apparatus is needed only in a country where significant
 
economic development is imminent or in process. Few static underdevel­
oped economies need such an institution.
 

A technical appendix will be found in Part IV of this handbook. It 
contains examples of simplified technical material, training material, 
etc., intended to help the consultant and to reduce the drain on his time, 
as he attempts to do the several dozen tasks which always seem to be 
awaiting him. All of this material has had actual use in foreign instal­
lations. No BES manual material, reference, or training material has 
been included in the appendix. References have been made wherever appro­
priate to the exact part and chapter (or unit number, etc.) of the EmploY­
ment Security Manual or other printed Bureau of Employment Security docu­
ments. There is too much of this material to make it a part of this 
handbook. It is recomended. however, that the consultant obtain a set 
of this reference material from the Bureau before leaving the country. 
Inquiry may be made to the Division of International Manpower Assistance, 
U.S. Employment Service, Bureau of Emnloyment Security. That office can
 
also help in securing certain basic LjO and UN publications mentioned in
 
the handbook.
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PART I 

Purposes of a National Employment Service
 

A. The Role of A National Employment Service
 
in the
 

Manpower Phases of Economic Development
 

B. A Brief Examination of the Objectives,
 
Policies and Major Functions of a
 

National Employment Service
 





• Purposes of a National Employment Service
 

A. 	 The Role of a National Employment Service in the Manpower
 

Phases of Economic Development
 

Nations which have embarked upon programs of economic de­

velopment often run into unsuspected barriers which threaten,
 

and often halt the desperately needed growth of the economy.
 

Industrialization falters, productivity fails to respond and
 

the Nation's goals of a rising standard of living for its people
 

are frustrated.
 

The most common and the most formidable of these barriers
 

is the lack of skilled and trained people, ready and able when
 

needed to build and man the planned systems of road and trans­

port, power plants, mines and smelters, refineries and labora­

tories, mills and factories. These and other uanpower shortages
 

are often more serious and crippling to a program of economic
 

development than the better recognized problems of capital accu­

mulation.
 

A great deal has been said and written about the necessity
 

for manpower planning as an integral part of any program of eco­

nomic development. It is indeed a valid and central element in
 

a successful development program. Considerably less attention
 

has been focused upon the instruments of action through which
 

manpower planning is made effective. Manpower programs cannot 

be carried out in a vacuum. There has to be a foca3 point in 

the economy to provide the driving force and continuity in the 

development, dissemination and application of the techniques 

and methods for effective manpower utilization and the organi­

zation of the labor market. A National Employment Service fills 

most of these needs. It provides machinery to et things done 

both in terms of furnishing much of the information needed in 

planning as well as to take many of the vital actions necessary.
 

Once 	established, a National Employment Service provides a
 

permanent administrative organization, with operating offices 

in every important community in the country. These offices are 

staffed with personnel trained in all facets of occupational 

technology and placement processes and equipped with a detailed 
In addi­knowledge of the labor markets served by each office. 


tion 	to the internal organization of the local labor market
 

areas served by the individual office3, the Service has the fa­

cilities and capacity for moving workers across country from 
to those where labor is short. Itlocalities of labor surplus 

can be used to manage and direct the movement of migratory agri­

cultural workers to the right crop areas, at the right time and 

in the right numbers. Recruitment, selection and placement of 

workers for a wide variety of public works and other public 
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enterprises is a common task of the Employment Service in marr 
countries. It is a key control agency in the event of defense
 
mobilization and provides an operating foundation for future
 
programs of social security such as Unemployment Insurance.
 

Because its office network ccvers the major employment 
centers the Service is capable of making a wide variety of spe­
cial studies on particular labor matters of interest to the 
overall manpower or economic planning agency. This is in addi­
tion to producing regular recurring information reflecting labor 
market conditions and trends, together with information on occu­
pational shortages (and surpluses) which is essential to the 
vocational training programs of the country as well as the vital 
task of identifying needs for higher level skills. 

B. A Brief Examination of the Objectives, Policies and Major 
Functions of a National Employment Service
 

1. Introduction 

While there are differences as among National Employ­
ment Services throughout the world the similarities are
 
more impressive. The differences tend to be found in ad­
ministrative usage and nomenclature, in method8 of financ­
ing and in their situation within the structure of gov­
ernment. Underneath the surface differences however, the
 
basic elements of the employment process, organization of 
the labor market and the provision of meaningful labor 
market information are essentially similar wherever there 
is sufficient employment and economic complexity in the 
labor market to warrant the establishnent of a National 
Employment Service at all. 

The occupations and industries may vary from land to 
land. The labor force may be highly developed or rela­
tively untrained. The jobs handled by the Service may be 
composed of different combinations of tasks and performance 
requirements, and may involve different materials in dif­
ferent parts of the world. Nevertheless, the basic struc­
ture of jobs, methods of analyzing them, steps in inter­
viewing, classification and selection do not vary
 
fundamentally although they may appear to a layman to do 
so. In short, the world of work is much the same in its 
essentials everywhere.
 

The Employment Services in most, if not all, of the 
economically advanced countries appear to pursue the same 
general objectives, follow similar policies, and perform 
essentially the same basic functions. The comon features 
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which characterize mort National Employment Services are
 
examined here with full appreciation that some additional
 
assignments are carried in some countries.,!/
 

2. Objectives
 

Stated in its broadest terms the ultimate objective 
of an employment service is to facilitate the employment 
process and thus the optimum utilization of the work force 
in the national econonm. The employment process is a far 
more comprehensive thing than the act of hiring, including 
as it does the proper vocational preparation of the work 
force, an assessment of its aptitudes and abilities, the 
proper direction of it to the jobs to which it is best 
suited. The employment process extends far beyond the 
point of hiring and embraces in-plant job classification 
and assignment, up-grading and promotion, horizontal trans­
fer, job evaluation for increased productivity and equita­
ble rate setting, and in-plant training purposes et al. 

The term "facilitate" is used advisedly in this state­
ment of objectives. Quite obviously, from the context, the
 
employment service does not "conduct" the employment proc­
ess per se. No one agency or person or institution does. 
It is a composite, complex and extensive process in which 
workers, employers, the government, schools and many pri­
vate institutions are involved. Nevertheless, a sound em­
ployment service is fundamental to the successful and ef­
fective operation of this process. It fulfills this 
requirement in several ways. It participates directly in 

* In some nations responsibility for administering voca­

tional training has been placed on the Employment Sorvice. 
In another country the Service may have the additional du­
ties of providing vocational rehabilitation. At least one 
country operates a series of "workers' hotels" or shelters 
for indigent male workers, in connection with their local 
offices. In time of war some national Employment Services 
become focal instruments in the administration of rationing. 
Circumstances and urgencies differ from country to country, 
and the Employment Service is occasionally assigned addi­
tional and sometimes what appear to be unrelated tasks. 
One of the virtues of this organization is its flexibility 
and its general usefulness and adaptability in a time of 
economic change. No attempt is made however in this Hand­
book to try to anticipate all of the possible peripheral 
tasks different national Services might conceivably be
 
called upon to perform. Instead attention is focused on
 
the basic and common functions which comprise by far the
 
major portion of the staff time and energy of Employment
 
Service organizations around the world.
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the employment process by organizing the labor market and 
providing through that market a central exchange through 
which any employer can obtain quickly (from all available 
workers) those best qualified Zor his particular jobs, and
 
through which any worker can obtain employment counsel and
 
advice and be directed to the job best suited to his abil­
ities and interests. The employment service participates
 
indirectly in the employment process (but with great force
 
and effect) by acting as the major agency of the nation
 
in the development and dissemination of the techniques,
 
methods and vocational job information through which the
 
employment process is brought to a more scientific and ef­
fective basis throughout the whole economy.
 

Policies
 

The facilities and services of th3 employment service
 
are made available to all workers and all employers and
 
are made without fee or charge. They are rendered fully
 
and adequately as a matter of right and entitlement.
 

Serving as it does both workers and employers, the
 
employment service observes a position of neutrality in
 
labor disputes. It does not refer workers to positions
 
left vacant because the regular occupant is on strike or
 
3-9 locked out in the course of a labor dispute. It does
 
not take public position supporting or opposing either
 
party to dispute. The employment service selects and re­
fers workers to job vacancies listed with it by employers,
 
solely on the basis of the workers' qualifications for the
 
jobs in question. It does not consider political or reli­
gious atfiliations, personal connections or the need of the
 
applicant in its selections (except as it may be required
 
by law to observe need as a qualification in employment on
 
legally specified public works initiated for work-relief
 
purposes.)
 

The employment service does not knowingly devote its
 
resources and energies in filling job vacancies which are
 
clearly sub-standard from the standpoint of wages, hours,
 
or working conditions, 

The employment serv.'e, of course, takes no actions 
in violation of the laws of the State and conversely is 
scrupulous in observing all laws bearing on its activities. 
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4 Functions
 

a. Placement
 

This is probably the best known and most familiar
 
of the functions of an employment service. It is more
 
or less the keystone, and the effectiveness of other
 
functions and services performed depends to a substan­
tial degree upon the technical strength of the place­
ment function and upon the extent to which it is ac­
cepted and used by employers and workers. Described
 
in broad terms, the placement function sounds rela­
tively simple. It consists of forming a central ex­
change in the labor market through which employers
 
can obtain (from all of the labor available at any
 
point in time) the particular workers best qualified
 
to meet their (the employers') job requirements. Con.­
versely, it provides the same central facility through
 
which workers may have access to and be considered for
 
all jobs for which they may be qualified. In short,
 
it brings together the right man for the right job.
 
It not only effects great savings in time and effort
 
to both employer and worker, but effects the even
 
greater savings which derive from the proper matching
 
of man and job and eliminates or reduces the serious
 
economic loss which occurs when the worker takes em­
ployment for which he has no aptitude or when the em­
ployer engages workers who lack the abilities to carry
 
out his work satisfactorily.
 

While the essential description of this function
 
sounds simple, the actual provision of an effective,
 
widely accepted placement service is a complex and
 
difficult administrative achievement.
 

It involves among other things:
 

(1) The development and application of a precise em­
ployment interviewing technique for determining 
the occupational qualifications and aptitudes of 
work seekers and the exact Job performance re­
quirements of employers requesting workers;
 

(2) Development within the employment service organi­
zation of expert knowledge of all of the occupa­
tions and industrial processes which are found in 
the eccaon (to aid in this process the offices 
must be organized to facilitate this specializa­
tion, and there must be undertaken the develop­
ment and use of a wide body of occupational re­
ference material, job descriptions, occupational
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classifications and codes, oral trade tests, ap­
titude tests and proficiency tests - see the oc­

cupational analysis function below); 

(3) Maintenance of close contact and good working 
relationships with management and hiring offi­

cials in all employing establishments of any sig­

nificance, for the purpose of achieving an under­
standing of bheir employment problems and to 
bring them to use the facilities of the employ­

ment service in solving these problems;
 

(4) Maintenance of similar contact and relationships
 
with leaders of workers' organizations to assure
 

their understanding of the service and to encour­
age the use of the service by the workers; 

(5) Development of special apparatus and methods for 
the clearance or transfer of workers from one 
city or section of the country to another as 
dictated by the changing needs of industry and 
agriculture (this problem is particularly acute 
and complex in the large commercial agriculture 
crops which require a heavy volume of outside 
labor during relatively short harvest peaks); 

(6) The administrative tasks of selecting the proper
 
personnel to carry out this work, training it to 
perform expertly, developing internal procedure 
and organization to achieve results most effec­
tively and economically and providing proper
 
supervision and direction of such staff located
 
in widely separated offices throughout the nation
 

b. Occupational Analysis
 

This function is primarily one of research, and 
its purpose is to develop the wide range of occupa­
tional tools and reference materials which are used
 
by the employment service itself in its placement and 
employment counseling functions and which are furnished 
by the employment service to industry for its use in 
scientific personnel management and improved utiliza­
tion of its manpower. These products are also fur­
nished to the schools and other educaticnal institu­
tions in the vocational guidance and occupational 
preparation functions which are preformed therein. 

The occupational analysis function has two major 
phases: Job analysis, which is the scientific study 
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of occupations, involves preparing definitive descrip­
tions of the occupations in the econonm, preparing a
 

rational classification and coding structure for these 
occupations which will make clear their relationships 
and industrial attachnents, and publishing such in­
formation in a form most usable for all consumers of 
it. This phase also includes the preparation of ex­

planatory and instructional material with respect to 
the techniques of job analysis itself and its many 
uses in industrial and personnel management.
 

Worker analysis, which is the scientific study
 

of worker characteristics, abilities, and aptitudes,
 
involves the preparation of methods and tools for
 
their assessment. Characteristic products of these
 
studies are oral trade tests, interviewing aids, ap­
titude and proficiency tests.
 

Industrial Services
 

This function is primarily one of aiding employ­
ers in identifying hiring and employment problems
 
within the plant and training or familiarizing the 
plant management in the appropriate techniques which 
will aid in solving such problems and advance the 
firm's ability to utilize its work force more effec­
tively. In performing this function the employment 
services may utilize any or all of Zhe techniques de­
veloped by its occupational analsis and placement 
programs as well as pertinent data from its labor mar­
ket information program. Modern manpower management 
pretty much rests on these fundamental techniques, 
particularly those of job analysis. All of the fol­

lowing activities are dependent to a great degree 
upon it: 

(1) Job Classification
 

(2) Worker Selection
 

(3) Job Training 

(4) Organization and Simplification of Work 

(5) Labor Relations (is heavily dependent upon clear­
cut definitions of duties and responsibilities as
 

the basis for rational negotiation and collective
 
bargaining)
 

(6) Personnel Efficiency Rating
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(7) Development of Health and Safety Programs 

(8) Job Evaluation and Rate Setting
 

d. Labor Market Information Program 

The employment service develops techniques for 
collection and analys-is of employment information 
(employment levels in total and by industry category, 
in employment estimates, employment trends and fore­
casts) for all of the significant labor market areas
 
in the country. It also prepares nationwide summa­
ries of such information. This information is gath­
ered, analyzed and published on a regular perirdic 
basis. The service also makes longer range scudies 
of trends in employment (growth or decline) and other
 
characteristics of selected industries and occupations
 
which are of importance in the economy. All of this
 
information is used by the employment service itself
 
in the planning and conduct of its various activities,
 
and it is also provided to other agencies of govern­
ment for their use in economic planning and action 
(for example to aid in the location of industries or
 
public works). It is provided to schools and other
 
educational institutions where it is used to stimulate
 
or modify courses of vocational training or in voca­
tional guidance conducted by the schools. Private
 
employers and their trade associations and union or­
ganizations also are furnished and use this type of
 
information.
 

The Employment Service specializes in area analy­
sis, industry and occupational labor market informa­
tion. It normally depends on other agencies of the
 
government for periodic labor force data giving na­
tional totals on unemployment and employment. In 
general, the technical difficulties presented by this 
latter type of data and the large statistical organi­
zations necessary for its collection and analysis 
make it impracticable for the employment service to 
undertake this work. It is usually done by the Na­
tional Census Bureau or the Central Statistical Agency
 
of the government, which compile the long-range
 
benchmark studies, such as the decennial census.
 

e. Employment CounselinR 

This function involves the development of tech­
niques and methods (and the collection of a substan­
tial body of organized vocational information) which 
are designed to assist individuals in arriving at a 
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vocational choice, or in solving other problems which 
affect the individual's ability to undertake or hold 
employment (such as the presence of a physical handi­
cap). For its effective performance this function 
relies heavily upon the basic interviewing technique 
discussed under "Placement," the occipational infor­
mation and references produced through job and worker 
analysis and the information with respect to the loca­
tion and number of job opportunities which results 
from an active placement program and a sound labor 
market information program. 

The employment counseling services are provided
 
directly to persons in the active labor market who
 
require them and young persons entering the labor mar­

ket, by specialized staff in the field offices of the
 
employment service. In addition, and of equal impor­
tance, the employment service makes its techniques,
 
tests and organized occupational information avail­
able to the nation's schools and where necessary
 
trains school personnel in their use. Two purposes
 
are served through this. It enables the vocational
 
counseling process to begin at its most effective
 
time, some years before school-leaving age. In addi­
tion, the advice and information provided to the
 
schools with regard to current and prospective voca­
tional needs in industry is a powerful influence in
 

shaping the nature and content of the training of­
fered through the schools, tending to make it more
 
realistic and relating it closely to the needs of the
 

nqtional economy.
 

- 9­



PART II 

Criteria For Establishment
 

of
 

A National Employment Service 



II. Criteria for Establishment of a National Employment Service
 

The national employment services or labor exchanges are insti­

tutions of relatively recent origin even in economically advanced
 

countries. They came into being to meet the need for effecting some
 

organization of the complex and dynamic industrial labor markets
 

which emerged following the industrial revolution. The primary serv­

ice offered was, and still is, that of placement; i.e. bringing to­

gether in an organized way the buyers and sellers of labor. This
 

"market" function obviously serves no useful purpose where the struc­
tures of local labor markets are so simple, or their tempos so static
 

and traditional in operation that employer and worker require no or­
ganizing middleman to bring them together. 

As national employment services matured, corollary and highly 
useful related activities or services were added to strengthen and 

make more effective the basic function of placement. As might be 

expected, the national employment services were pioneers in the de­

velopment of occupational analysis and the classification and codifi­

cation of jobs, first as a means of doing a more effective job of 

placement and later as an "export" to other sectors of the economy 

needing this technology. In the same way labor market analysis and 
information services emerged and for much the same reasons, as did 

also the placement-related services of employment counseling and ap­
titude testing. 

However, the function of organizing the local labor markets 

through the operation of the placement activity remains a dominant 
service rendered by all national employment services in the developed 

countries and the majority of their staff resources is devoted to 

this purpose. This in no way minimizes the value of the corollary 

functions,*_/ but like the placement function itself, they are ordinar­
ily needed only in those labor markets sufficiently large and complex
 

as to require governmental organizing machinery of this kind in order 

to make those markets operate more efficiently. In general, there­
fore, where a country's various local labor market areas are not of 

a size or complexity as to require a placement service (and where no 

prospect of growth is evident) there will ordinarily be but limited 

need for the corollary services and consequently little need for a 
National Employment Service organization as such. 

* In fact during the early days of a National Service in an under­

developed-country the labor market information function, for ex­
ample, may well exert a prior claim on the energies of the staff 
both as a necessary means of establishing the placement service 
itself and to begin the flow of information urgently needed by 
officials engaged in manpower planning phases of the economic 
development program. 
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Under certain circumstances, however, a country may feel the 
need for one or more of the other "employment services" where it 
does not require a placement service. For example the country may 
wish to develop an effective occupational technology to improve the 
adm:nistration of State enterprises as well as helping the manage­
ment of the private sector. This is essentially a research activity 
and can be set up as an adjunct to a government monopolies ministry
 
or in arn of the major State enterprises. The same situation occa­
sionally obtains with respect to labor market analysis and informa­
tion services. If such a service is desired, in curcumstances which 
do not justii placement service, it can be provided effectively
through a slight expansion and adjustment of an existing census or 
central statistical agency. In the same way, if the only needed 
service appears to be the direction of a seasonal agricultural mi­
gratory movement, this guidance can be provided through temporary 
service points set up by the Ministry of Agriculture. Pertinent
 
sections of this handbook may be used for guidance of the consultant
 
in such situations.
 

It cannot be emphasized too strongly that it is unnecessary and
 
unwise to burden an under-developed country with the costly physical 
plant and staff of a National Employment Service network of full time 
permanent local offices where no need for a placement service exists. 
The country can ill afford the unnecessary financial burden and the 
diversion of scarce administrative talent for one thing, and for 
another it is unfair, and can even be cruel, to open offices to the 
public for work registration implying that bona fide placement serv­
ices are to be offered when in fact no real possibility of such serv­
ice exists. It can also be somewhat dangerous, as the example in a 
Near Eastern country demonstrated. Local employment o:fices estab­
lished with no prospect to perform placement service were stoned and 
wrecked by applicants, bitter at the failure of the offices to help 
them in any degree. This experience materially affected later Ameri­
can technical efforts to establish offices in that part of the world 
where service was needed and justified. Legitimate needs for occupa­
tional analysis, labor market information et al. can be met effec­
tively and much more economically by other means in the absence of a 
need for a placement service.
 

The determination of the need for basic placement service in an
 
underdeveloped country is by no means a simple task. It not only

involves a careful examination of the size and complexity of the 
local labor markets in the nation, but also an informed judgement 
as to the effect of the prospective course of economic development 
on those markets. In addition judgements must be formed as to the 
stability and capacity of the host government to benefit from such 
technical assistance as might be provided and to carry on the enter­
prise successfully when assistance terminates.
 

In order to assist American personnel who may be involved in
 
discussions with host government officials regarding the desirability
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of establishing a National Employment Service, this Handbook contains 
criteria to determine the need for a Service and a Guide for applying 
them. These will be found in Part IV, Appendix 2 of this Handbook. 
It is urged that all of the points in the guide be covered as care­
fully as possible, and assurance established that a real need for 
such a service exists prior to requesting any technical assistance. 
A National Employment Service is invaluable to an under-developed 
country where a valid need for the service exists. On the other
 
hand the establishment of this relatively sophisticated social serv­
ice where it is not needed can backfire badly to the detriment of' 
American relationships with the host country. In addition to all 
other reasons, there is an acute scarcity of avilable competent tech­
nical assistance staff in this field either thrgugh American sources 
or the international agencies. It should be conserved carefully and 
used only when a valid need exists.
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PART III 

Major Steps in Establishing
 
A Sound
 

National Enployment Service
 

(A Guide for the Technical Ccnsultant)
 



III. Major Steps in Establishing a Sound National Employment Service 

A. The Role of the Technical Consultant 

No manual could hope to predict the vast range of relation­
ships, personalities, and situations which consultants are
 
likely to encounter. Some common and useful assumptions can
 
be made however. The host country wants help, or the consult­
ant would not be there. The consultant has the technical quali­
fications to give that help or he would not have been selected.
 
He wanted to help or he would not have taken the assignment.
 
At least the framework within which the task is to be done may
 
normally be assumed to be a favorable one.
 

It is important that the consultant keep clearly in mind 
that he is an advisor to a sovereign government. He is not 
responsible for the conduct or administration of that part of
 
the government which uses his services. It is his responsi­
bility and duty to advise as soundly as he is capable and to
 
press his advice as strongly as he can, supporting it with
 
reason and logic. He must accept however, the fact that the
 
final decision is not his. He is nobody's boss, and his only
 
authority is that which derives from his advanced technical
 
competence. He is coach, trainer, guide and friendly mentor.
 
He remains in the background insofar as any publicity is con­
cerned affecting the Service or its administrators. In the
 
anxiety to get the job done consultants sometimes lose sight 
of this fact when met by frustrations and obstacles in the
 
course of their work. Host country officials ar. often subject
 
to political, economic or bureaucratic pressures of their own
 
(of which the consiltant is frequently unaware) which may lead
 
them to undue haste, unfortunate delays, or to unwise priorities 
of action which complicate an already difficult task. These 
problems are a part of the consulting job and must be met calmly 
and philosophically. It may help to recall that similar diffi­
culties are by no means unknown at home. 

There is one feature of the working arrangements established 
in the host country which merits special attention here because 
it is vital to the success of the consulting process. The best 
obtainable interpreter and branslator services are absolutely 
essential to the project and no effort should be spared by the
 
consultant, the USOM and the host government to see that they 
are obtained. There will be relatively few host countries
 
where a sufficient number of the officials and staff to be
 
trained will have the grasp of English necessary for thorough
 
comprehension of this technical subject. There will be even
 
fewer consultants able to handle the host country language well
 
enough to be effective in it. The ablest consultant alive and 

the most intelligent and eager host country staff will achieve 
nothing of value if the consultant cannot counuicate his special 
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knowledge nor grasp or gauge the response of his hosts. In 

addition the accurate translation of much of the technical ma­

terials, classification systems et al. is of the highest im­

portance in providing the base both for training and the con­
tinuing permanent operation. 

B.. 	 Legislative and Financial Provisions for a National Employment 
Service 

In most cases the consultant will probably arrive after
 
basic legislation has been enacted. However, there will be
 
occasions when this is not the case and he will be asked to
 
advise on the framing of the organic act. The following broad
 
guide-lines are furnished for use in such situations. 

The Employment Service should be established by specific 
legislation. Such legislation should clearly authorize the
 
principal functions to be performed (see Section I). It should
 
provide a formal financial basis (through authorizing appropri­
ations by the legislature or by special tax arrangements or 
other regular specified means of providing funds). The law 
should assign the organization a specific place in the govern­
ment structure (see "C." below), and should provide that the 
Service enjoys at least equal or similar status to those pre­
vailing in the other standard departments of government with 
respect to merit status, salaries and job protection. All of
 
these foregoing elements are needed in order to provide a stable 
and 	continuing Service possessing the elements necessary to re­
cruit and retain able career staff. Unless there are compelling
 
national reasons of the greatest urgency the Employment Service 
should be assigned no "policing" functions or duties involving 
mandatory regulations (with the possible exception of fee charg­
ing employment agencies). To require the service to enforce labor
 
laws, make factory inspection et al. would be seriously dis­
advantageous to its primary mission. 

The legislation should also establish a National Advisory 
Council, composed of representatives of employers, workers or­
ganizations and the public for the purpose of formulating poli­
cies, discussing problems relating to employment and in assur­
ing impartiality, neutrality, and freedom from political influence 
in the solution of such problems. 

C. 	 Orzanizational Position of the National Employment Service in 
the Structure of Government 

As in the case of legislation (above) this problem will 
normally have been resolved before the arrival of the Consult­
ant. There will be situations, however, in which the Consult­
ant's advice may be sought, in relation to drafting of legisla­
tion or in considering changes at a later date. 
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Actually there is no hard and fast principle which can be 
applied to this problem. The structure of governments vary 
widely, as do the effectiveness of their various ministries or 
departments. Probably the most logical place is in a Ministry 
of Labor if one exists and if its stature in the Government is 
reasonably high. If there is no Labor Ministry, and an Office 
of Manpower Resources and Planning or an Economic Development 
Agency exist these would provide a good framework of organiza­
tion. Establishment of National Employment services as inde­
pendent agencies of government (or as a government corporation) 
has proved satisfactory in same countries. 

Unless a deep rooted and strong governmental tradition of 
provincial or State administration exists,*_/ the Employment 
Service should be an instrument of the national government and 
administered directly by it. The vast amount of work to be 
done in gettig the Employment Service under way (compressing 
into a few years the development that took decades in the 
"western" countries); the essentially national character of
 
planned economic development, and the urgencies and pressures
 
which accompany such effort make a province-by-province be­
ginning, under a Federal-Province or Federal-State cooperation
 
scheme relatively impractical.
 

Wherever the National Employment Service is established it 
is essential that close administrative linkage and liaison is 
provided with whatever overhead Manpower Planning Agency exists 
as well as the principal agency or agencies involved in the 
country's program of economic development. 

D. 	Where to Begin? [The Formative Period, or First Two to Three
 
Years]
 

General
 

Because of the wide variations in conditions and circum­
stances which will be encountered in different countries it is 
unlikely that any two projects will follow exactly the same 
steps or experience precisely the same chronological sequence 
of actions in establishing a National Employment Service. 

One reasonably logical progression of steps is presented 
here as a useful frame of reference. In order to provide the
 
fullest treatment in this handbook, the assumption is made
 
that no employment service exists in the host country prior to 

*/ 	 Or in a few cases where language, custom and tradition vary 
so widely within a country from province to province that 
central administration may be impractical. However, there 
are r~latively few such countries. 
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the beginning of the project.*/ It also assumes that the in­
formation from the exploratory survey made prior to the de­

cisions to establish a National Employment Service (see Part II 

"Criteria") has been studied by the consultant together with 

any other pertinent facts on the economy, and that he has care­

fully examined the legislation establishing the Employment 
It is also assumed that the consultant will, at anService. 


early date, familiarize himself with other agencies which have
 

functions in the manpower field with the objectives of develop­

ing sound working liaison (e.g. vocational education, central 
if any). The consultant must fa­statistics, ILO facilities 

miliarize himself early in the game with the basic labor laws 

of the country. 

Viewed from almost any perspective the beginning portion of
 
trying and difficult.the 	consultant's assignment is the most 

The problem of "where to begin" looms large. Establishment of
 
range of functions
a National Employment Service with its wide 

and services is an extremely complex exercise. In most cases 

little or nothing exists (except perhaps the enabling legisla­

tion) at the time of the consultant's arrival. Personnel, or­

ganization, the full range of techniques, methods, tools, 

training material, office premises, management and supervisory 
methods, controls, budget construction and a host of other 

factors all clamor for his attention with apparently equal 
frequency. 

In addition to the stresses of becoming oriented to the
 

conditions and personalities of the host country, the average
 
to the strain of facing a
consultant finds himself subject 

strange and unfamiliar task. While versed in the operation of
 

the 	American employment service as a going concern, few con­
sultants have at this late date, had the experienc of estab­

lishing an employment service from scratch. This latter is,
 

in many important ways, quite a different and more demanding 
process than filling a given niche, however important, in a 
long established and going operation at home. It is important 

to recognize this and to understand that in most circumstances 
the consultant will have to be a "Jack of all Trades" insofar
 
as the many technical subject areas which are usually handled
 

2Y 	Actually a number of under-developed countries do have 
limited Employment Services in various stages of develop­
ment. The first step for consultants assigned to such 
countries is to make a careful appraisal of the statue and 
degree of development of such organizations before pro­
ceeding. This appraisal is essential in order to avoid 
needless expenditure of time retracing steps already ade­
quately accomplished by the host country itself and to 
identify problem areas or misconceptions which must be re­
solved before proceeding with advances in development. 
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by different staff specialists at home. This Aill be true or­
dinarily during much if not all of the formative period. 

A series of steps are suggested in the sectione treated 
below. They are designed to cover the "formative period" of
 
the new organization which is estimated to cover the first two 
to three years up to and including the establishment of the 
"first tier" of local offices. All of the steps contribute in
 
some significant way to the creation of a sound national em­
ployment service. As indicated earlier, the steps may not 
always occur in this order, and circumstances may bring about 
many modifications. However, there is one over-riding objective 
which the consultant must pursue without deviation if the proj­
ect is to be successful. He must, as rapidly as he can and as 
effectively as he can. brinm into bein= a sound central admin­
istrative organization aware of its mission and trained to per­
form it. The creation of this central administrative machinery 
is the prior condition to all other steps and the key to the 
entire venture. The consultant himself cannot administer and
 
direct the host country's employment service system, even in 
its infancy, and it is a mistake for him to try. His job is to 
press for the appointment of and to advise and train those who 
will have the necessary authority and status, and whose re­
sponsibility it is to carry out this national objective. 

1. 	Orientation of the Director: Planning the Central OfficG
 
Administrative and Field Organization
 

The consultant works with the new E. S. Director ex­
plaining the objectives, functions and principal adminis­
trative processes of a National Employment Service, with 
particular emphasis of the things which it can do in for­
warding the country's economic development. This dicussion. 
should also include the major steps envisaged in creating a 
central administrative headquarters organization; planning
 
the field organization; training the staff and establishing 
the first tier of local offices. See points 2 through 11 
below.
 

[Note: As aids in preparing for these orientation dis­
cussions the consultant is referred to section I of this
 
handbook covering the "Objectives, Functions, Policies,
 
and Programs of a National Eployment Service" and to 
Part IV Appendix 1 "Guide to Establishment of a Cen­
tral Office Organization and the Framework of the Field 
Organization." The latter is a simplified treatment of 
the 	essential central office functions and responsibil­
ities together with some of the possible organizational 
combinations.
 

These discussions should include the selection of the 
city for the pilot office which will be used for the initial 
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on-the-job training (see Point 5 below). Selection should 
also be made of the other cities where the first group or 
"tier" of offices should be opened during the formative 
period.
 

It is urged that the first group or "tier" of offices 
to be opened (after the pilot office) during the "formative 
period" be limited to a very few, situated in only the
 
largest and most important population centers. A limited 
number of good, strong offices well established will pro­
vide a far better base for the solid establishment and 
growth of a national system than a large number opened too 
soon. The administrative resources at hand will be more 
than occupied during the formative period even with a
 
limited number of offices.
 

Unless unusual circumstances exist, the capital city,
 
in which the central administrative office normally will
 
be located is the most convenient location to select for
 
the pilot office. As a rough rule of thumb, the number of
 
the "first tier" offices should ordinarily be restricted
 
to no more than one-third of the cities which might ulti­
mately justify full functioning local offices once the
 
system moves beyond the formative period. [See Part IV
 
Appendix 2.a, for guides which may be useful in gauging
 
the needs of different sized labor market areas for full
 
time employment service offices]. 

As a final phase of this orientation period with the 
Director it is reconmended that the consultant and the 
Director crystallize their discussions by preparing a pre­
liminary, but specific plan for the initial steps of or­
ganization and the other steps through the remainder of 
the Formative Period. This should include decisions as to
 
the organization structure, central office staffing pattern,
 
(including the major elements of a position classification
 
pattern or job structure for establishing tentative salary

levels. See Part IV Appendix 3 for a rough template of 
relative salary relationships which may be helpful in this 
respect); a description of central office functions, iden­
tification of the pilot and the first tier offices and the 
administrative territories; and the approximate estimated 
time phases for achieving the plan. This should then be
 
translated into approximate annual budget terms. [As a 
rough rule of thumb the consultant can estimate that the 
central headquarters staff performing the functions out­
lined in Part IV Appendix 1 will amount to a number approxi­
mately 20% of the total staff ultimately planned for the 
local offices. As an equally rough rule of thumb in plan­
ning the number of local office staff for the formative
 
period, the following table can be used as an approximation
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until local experience provides a better basis.] Refine­
ment of work measurement and budget estimating should be 
undertaken toward the end of the formative period. 

Population of City Total Staff (20% to 25% in 
1,000,000 80 Clerical Grades)
 

500,000 40
 
250,000 20
 
100,O00 12
 

60, ooo 6 
No full functioning offices below this level should be 
opened in the formative period. 

(It should be recognized that host country financial
 
resources may not permit even these relatively moderate
 
levels of staffing in all cities of the size indicated
 
above. As a general principle the adaptation to this
 
situation is to scale down the number of offices orig­
inally planned and to utilize the limited resources
 
operating adequately staffed operations in fewer cities,
 
presumably in order of their importance and complexity.
 
It is a serious mistake to spread an inadequate number
 
of staff so thin among offices that it becomes ineffec­
tive. By concentrating the staff in adequate numbers,
 
the chances of making a success of the few such offices
 
is enhanced, which in the long run may well win fiscal
 
support for further expansion. A large number of too
 
sparsely staffed and hence ineffective offices may lead
 
to abandonment of the whole scheme).
 

There are several important purposes served by prepar­
ing such a plan. It provides a workable and specific base
 
and guide for future action. It reduces much of the theo­
retical discussion to practical terms and aids in clarifying
 
concepts. Last but not least such a plan, and tentative 
budget are necessary in most situations in order to provide 
the basis for discussion with higher authority (e.g. cabinet 
minister or undersecretary); to secure the necessary under­
standing at that level as to what is involved, and to obtain 
clear-cut authorization to proceed.
 

This step provides an early opportunity to test or gauge 
the priority which the host government assigns to this en­
deavor. While there is ample room for adjustment and com­
promise (depending on prevailing fiscal conditions in the 
government) within which approval of such a plan can be 
negotiated and approved, failure to secure AnM definite or 
clearcut approval for proceeding at some reasonable level 
should be a definite danger sign to the consultant. In­
stances are not unknown where host governments have under­
gone shifts in policies, intent or priorities after the 
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initial decision to undertake projects of this kind. In 
the absence of some early working plan these shifts may 
not be made clear to the USOM or the Consultant until far 
too much time has been wasted. For this reason, if for no 
other, a specific plan should be Prepared promptly at the 
end of the orientation period. A specific host government 
authorization at this point (and this is usually forth­
coming) provides a definite ratification of a clear-cut 
course of action. Failure of approval to be forthcoming
 
will mike it possible for the consultant to bring the
 
matter to his Mission Chief who can take steps to resolve
 
the problem with the host government. 

This process of planning and scheduling mutually agreed 
upon courses of action should be consistently employed by 
the consultant for each significant phase of the work within 
the broader plan. Each subsidiary phase should be prepared 
within a reasonable period prior to the need for action.
 
It is a highly useful administrative method, provides a 
specific and always available "frame of reference" which 
helps keep the staff' and the consultant on the ball and 
moving in a forward direction. 

2. Recruitment of the First Cadre 

At this stage recruitment and final selection should 
be made of the individuals who will head up the staff sec­
tions in the Central Office plus one line (field) super­
visor for every three (of the first tier) offices to be 
opened during the formative period. In addition the man­
agers of the "first tier" offices should be selected.
 
These people will comprise the first cadre to be trained, 
and the nucleus for the prospective National Employment 
Service. It is advisable to keep this cadre compact and 
limited in number. The training of this particular group 
must be especially intensive, and this is increasingly 
difficult to achieve as each additional trainee is added. 
Fifteen to 16 are about as many as can be handled effec­
tively in one training run. If the rough formula suggested 
above results in more than this, the number of prospective 
managers to be trained with the initial cadre should be 
reduced. 

The plan for the Formative Period (see D,l above) con­
tained descriptions of all the major functions and also 
descriptions of all of the professional positions. It is 
important that the consultant stress with the Employment 
Security Director the importance of using the descriptions 
as a framework for recruitment and selection, and that the 
comparable salary levels previously decided on are generally 
adhered to. If the host country has a going Civil Service 
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or merit system for public employment the Employment Service 
will, of course, be fitted into it and no serious problems 
should present themselves. However, this is not likely to 
be the case in a great many under-developed countries. The
 
concepts of orderly personnel management often have not been
 
well established or understood with the result that people
 
are often hired without either employer or worker having a 
specific understanding of the duties or responsibilities 
involved. In other cases people hired to do substantially
 
the same kinds of work may be paid considerably different
 
rates of pay, depending on their bargaining position at the 
time of hiring. 

There are, of course, limits to the consultant's in­
fluence on these matters. But they are important and he 
should stress their importance to the Director and explain
 
why they are, and how the observance of sound personnel 
practices contributes to effective administration. 

Most consultants find'that about as much (and often,
 
more) of'their total efforts are expended in inculcating
 
the fundamentals of orderly administration (in all of its 
facets, as well as personnel) as they spend in dealing with 
the technical specialties involved in the employment serv­
ice itself. This should be regarded as an opportunity and 
not as a chore or frustration, as this is a by-product of
 
great value which accrues to technical assistance effec­
tively rendered.
 

No attempt is made here to outline specific recruitment
 
sources or methods because of the wide variance in condi­
tions as among different countries. Needless to say, in­
dividuals experienced in placement, personnel management,
 
occupational research or labor market information will be 
nonexistent or extremely rare. Individuals with educational 
backgrounds in sconomics, business administration or sta­
tistics, combined with some practical experiences probably 
offer the beat prospects. However, there really is no de­

monstrable correlation between any particular background 
pattern of education or work experience and success in this 
field. Innate ability, intelligence, personality and interest 
in the manpower field are probably the basic qualities 
sought regardless of background or previous experience. 

3. Training of the Original Cadre (Formal Training) 

Training of the group should proceed in two principal 
phases. The first of these is a period of formal training
 
consisting of classroom presentation, discussion and
 
practice-work exercises. The second phase is a "learning
 
by doing" project which involves establishing, opening and
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operating a pilot office in which all members of the cadre 
perform local office functions for a substantial period of 
time. This is described in section 4 below. 

Prior to the formal training the consultant will find 
it useful to prepare the training material he will need, 
including preliminary forms such as application cards et al. 
Part IV of this handbook contains an appendix of technical 
materials which are intended to be of assistance to the
 
Consultant in this respect. In most cases it will be nec­
essary to review the material carefully and adapt it to 
meet local conditions. The operating forms to be used in
 
the training of the original cadre and in the operation of 
the pilot office can be pretty direct translations of the 
American material. After the experience gained in the 
pilot office much more extensive adaptation should be under­
taken based on the local experience. Time should also be 
allowed to permit translation and reproduction of sufficient 
copies to meet the needs of the class and the pilot opera­
tion following.
 

The basic elements for a formal training program are 
suggested below. Consultants should bear in mind that each 
topic will take at least twice as long to handle as he is 
accustomed at home, owing to the time required for trans­
lation. In order to aid the consultant, approximate time 
ranges are indicated, based on experience in several countries. 

a. Orientation
 

In general this will cover the same ground which the 
consultant went over with the Director (see D. above),
 
including the objectives, functions, administrative
 
framework and general modus operandi of a National Em­
ployment Service. A careful review of the plan for the 
central office and field organization developed with the
 
Director (and approved by his superiors) should also be
 
included in the orientation portion of the training.

Care should be taken not to hurry this portion of the
 
training, and every effort should be made to obtain the 
fullest possible discussion by the group. Presentation
 
of this portion should be handled by the Director, with
 
participation by the consultant when needed to answer
 
questions, defend concepts or give background and reasons
 
for the propositions advanced.
 

This part of the training will take from 4 to 6 
working days depending on the n ber in the class and 
the amount of discussion elicited.
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b. 	 Trainin in the Basic Interviewing Technique and the 
Structure of Jobs 

An understanding and possession of a working conmmand 
of the technique of determining and describing the 
structure of jobs is the fundamental skill underlying 
the placement process (application interviewing, order 
interviewing, classification and selection) as well as 
the process of preparing occupational reference material 
or providing industrial services to employers. 

The training given at this stage is aimed at show­
ing the staff how to identify and describe the structure 
of Jobs through a simplified job analysis method. It 
then demonstrates how this method (which involves seeing 
the job) can be used to develop essentially the same 
kind of job information in an interviewing situation in 
the local office with an applicant, or an employer over 
the phone. 

Part IV, Appendix No. 4 contains a training unit on 
the Basic Interviewing Technique. It is essentially a
 
stripped down and simpler version of the U. S. Employ­
ment Service's Training Unit #18. The consultant may
 
wish to modify the unit in the appendix for his use or
 
he may prefer to construct his own from USES Unit #18
 
or other sources. In any event it is absolutely essen­
tial that this training be provided, as the skills im­
parted are fundamental to the operation of a National
 
Emplovment Service. It must not only be provided the
 
original cadre, but must be made a permanent part of 
all future induction training for all staff above the 
clerical grades.
 

This training unit requires between 6 and 8 working 
days. It involves a number of practice exercises plus 
actual job analysis work in employers' establishments. 
The trainees' job descriptions and other exercises al­
most always are written by them in the host-country
language and must be translated so the consultant may 
review them. His corrections or comments must again 
be translated. Since this is done pretty much on an
 
individual trainee basis, it requires considerable time.
 

This unit is not designed to produce fully trained 
Job analysts, but uses job analysis methods to estab­
lish effective interviewing practice. A more extensive
 
training course in job analysis is suggested after the
 
"first tier" of offices are established and the Central 
Office Occupational Analysis Section begins checking 
the 	I.L.O. occupational definitions (see d. below) 
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against host country jobs (thus creating a true National 
Occupational Dictionary). This additional job analysis 
training will also be needed prior to developing and 
launching a program of Industrial Services. For this 
training use of USES "Training and Reference Manual for 
Job Analysis" and the analysis workbook "Guide for An­
alyzing Jobs." is recommended. Both can be obtained 
from the U.S. Government Printing Office, and a small 
supply is available in the Bureau of Employment Security 
in Washington.
 

c. Training in the Placement Process (Methods and Procedures)
 

The trainees need thorough indoctrination in the
 
operation of the placement process which occupies such
 
a central role in the local employment office. Familiar
 
as the principal steps are to the Consltant, they will
 
be quite strange to the trainees.
 

If time pressures have not been too extreme, this
 
stage of the training will be greatly aided by the
 
preparation of a brief and uncomplicated preliminary 
placement manual section giving the main features of
 
the process and specific instructions for filling out
 
the main foins imvolved. It should also contain the
 
structure of the application file. The consultant may
 
find it helpful to use Part II of the E. S. Manual as
 
a guide in extracting the e'rsentials for this purpose.
 
This preliminary manual sec ion can also be used in 
operating the pilot office. A revised, permanent sec­
tion reflecting pilot office experience under local con­
ditions should be prepared prior to opening the "first 
tier" offices after the pilot operation. (The training
 
can be given without preparing a preliminary manual 
section but it will be more difficult and throw a 
greater burden on the instructor for explanation and de­
scription. In any event basic instructions should be 
prepared covering the application form, the employer
 
order form and the occupational structure of the appli­
cation file.)
 

A training unit should also be prepared covering
the placement process. A manual section simply states 
"what" is to be done and "how." The training unit pro­
vides explanation of the "whys and wherefores," case 
examples and, ideally, some practice exorcises. An
 
example of such a training unit prepared by a consultant
 
will be found in Part IV, Appendix No. 5. T!he reading
assignment references contained in the example should 
be changed to correspond to the preliminary M 
section (above) prepared by the Consultant to fit his 
particular host-country situation. 
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Visual Aids can also be useful in this training
 
situation. An example of such a visual "package" will
 
be found in Part IV Apperiix No. 6. This set of 12
 
cards (20" x 30" in their original form) proved quite 
useful and effective in one country. They were used
 
to open the Placement Process training session, pro­
viding an over-all picture of the 12 main points in the
 
placement process, from Reception to the point where the
 
statistical record is taken off and the application and
 
order forms go to the inactive and closed files. Each 
picture card provides the opportunity for a brief ex­
planation and discussion of the step illustrated and
 
its relationship with prior and succeeding steps. It
 
enables the trainer to give his class a quick sketch of
 
the complete process, which greatly aide undrstanding
 
of the training unit and the preliminary placoement
 
Manual Section which follows.
 

Estimated time for this portion of the training 3 
to 4 days. 

d. Trainini in the Use of t I.L.O. Standard Classifica­
tion of Occupations (1958)
 

The use of the International Labour Office Standard
 
Classification of Occupations is strongly recommended
 
as against the American Dictionary of Occupational Titles.
 
There are two main reasons for this. The ILO system
 
provides a much better, and much easier base for the
 
establishment of a National Occupational Dictionary in
 
an underdeveloped country. It was, in fact conceived
 
and shaped to a large extent with this in mind. The
 
American D.O.T. is too complex, too detailed, too bulky
 
and reflects an economy too highly specialized for it
 
to be a practical instrument for this purpose.
 

In addition it is highly desirable for the host
 
country to adopt an occupational classification system
 
which will be international in character, providing
 
statistical data which can be compared with other coun­
tries (without a laborious, and often inaccurate con­
version process). It also provides a conmon and useful
 
tool in handling problems of international migration,
 
recruitment and placement.
 

The ILO produced and published late in 1958 a com­
plete standard classification of occupations volume
 
which contains full, five-digit occupational definitions.
 
There are basic descriptions of almost all jobs (and a
 
great many more) likely to be found in any underdeveloped
 
country. -The process of establishing a National
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Dictionary by modifying these basic descriptions to fit 
the specific variations which may exist in the jobs of 
the host country will be described in a later section
 
(D 7 d(l) below). At this point the problem is to pro­
duce a tool which can be used as the basis for occupa­
tional classification of applications and orders, and
 
an application file structure during the training period
 
and the operation of the pilot office.
 

Ideally this task would be easiest if it were possi­
ble to have the ILO volume translated into the host­
country language as it is, and reproduced in memeograph
form at the time the initial cadre training begins. It 
would be accurate and serviceable enough to satisfy all 
training and operating purposes until the Central Office 
Occupational Analysis Division was able to do the nec­
essary verifying and modification and produce a final 
and accurate national product. (Which will normally 
take several years.) 

The consultant should explore this possibility with 
the host country Director during his orientation dis­
cussions with him (section D.1 above). If it is at all 
possible to get a decent translation done in time it
 
should by all means be undertaken as it will save a 
great deal of work and make the training much simpler 
and understandable. In any event the translation and 
reproduction of the ILO book should be started earlyas 
as possible. (It should be noted that this volume is 
available in English, French and Spanish which will 
eliminate this problem in Latin America, or former 
Colonial territories where any of these three languages
 
are in common use).
 

The translation of the ILO volume however is a
 
sizable task, and it may not be possible to complete it
 
in time for the initial formal training and the on-the 
Job training involved in the operation of the pilot
 
office. While no solution short of the complete trans­
lation is a really satisfactory substitute, there are 
several interim make-shifts (pending completion of the 
full translation) which are considerably better than 
nothing at this stage. One of them, and probably the 
best, still involves a fair amount of work in transla­
tion, but it is within the realm of the possible in a 
tight schedule and requires far less time than the com­
plete volume. A useable tool for training and pilot 
office use can be constructed by extracting, translating, 
and reproducing in mimeograph form the majo:? group de­
scriptions and the minor and unit descriptions; but 
using only the job code and title for the specific 
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five-digit occupations themselves. It is the specific
 
job descriptions which comprise over 75% of the lineage
 
in the volume. For example Major Group 6 through Minor
 
Group 6-0 would be condensed to:
 

Major Group 6
 

Workers in Transport and Conmmunication Occupations
 
A three-line description of the jobs in the overall 
group appears here. 

6.0 Deck Officers, Engineer Officers and Pilots, Ship
 

A five-line description of the jobs in this minor group
 
follows: 

6.01 Deck Officers and Pilots, Ship
 

A short paragraph describes the type of jobs in this 
unit. Under this would be listed the titles and codes
 
(only) of the specific jobs which comprise this unit
 

6-01.15 Ships Captain, Sea
 

6-01.20 Ships Captain (inland Waterways, Estuaries,
 
and Ports) 

6-01.30 Navigating Officer (Sea)
 

6-01.40 Navigating Officer (inland Waterways) 

6-01.50 Pilot (ship) 

6-01.90 Deck Officers and Pilots (ship) other 

6-02 Engineer Officers, Ship 

A short paragraph describes the jobs included in this 
unit. This would be followed by the title, and codes 
of the specific jobs which comprise the unit. 

6-02.15 Chief Engineer, Ship 

6-02.20 Marine Engineer, Ship 

6-02.30 Marine Engineer, Superintendent 

While this would not, as suggested above, be wholly 
satisfactory for either training or pilot operations 
purposes, it does provide a classification structure and 
group definitions as descriptions for relatively small 
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related job cluster units. It is a lot better than
 

nothing and is considerably more than the U. S. Employ­

ment Service had during the first 6 or 7 years of its
 

existence.
 

Another interim make-shift would be to select only
 

those occupational categories believed to predominate
 

in the host country economy, and translate'the specific
 

5-digit occupational descriptions. These would be ac­

companied by a table of the Major, Minor, and Unit
 

Group titles (page 19 et seg. of the ILO volume) to
 

provide an understanding of the total structure. This
 

alternative is probably less useful than the other, if
 

for no other reason than that information on the oc­

cupations believed to exist in the economy is likely to
 

be fairly unreliable.
 

The principles of occupational classification as
 

such will have been presented in the training sessions
 

on the Basic Interviewing Techniaue and The Placement
 

Process and do not need to be repeated here. The pur­

pose of this portion is to be sure everyone understands
 

the classification and coding structure thoroughly, the
 

logic behind it, and how to use the International Stand­

ard Classification of Occupations in each of the Employ­

ment Service processes and programs where it applies.
 

Estimated time for this portion of the training is
 

from 1 to 2 days.
 

(Shorter if complete ILO translation is not available.)
 

Training in the Use of United Nations' International
 
Standard Industrial Classification of all Economic Ac­
tivities
 

e. 


Most of the underdeveloped countries are familiar
 

with this UN classification tool since it is used in
 
reporting to the UN and its agencies. The Census or
 

Central Statistical Agencies of most countries also
 

use it for their internal statistics. For this reason
 
its use is recommended as opposed to the U. S. "Stand­

ard Industrial Classification" (Bureau of the Budget
 
Office of Statistical Standards). Copies for his own
 

use should be obtained by the consultant through the
 
Division of International Manpower Assistance, U. S.
 
Employment Service, Bureau of Enployment Security,
 

U. S. Department of Labor. Because of its widespread
 
use, translated copies in the host country language
 
can usually be secured from the local Statistical
 
Agency. Where this is not the case translations will
 
have to be made.
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The consultant should review the Industrial Classi­
fication structure carefully with the trainees, point­
ing out specifically how it is used for employer orders
 
and employer records. A brief practice exercise can
 
be helpful at this point. Discussion of the particu­
lars involved in using the classification in preparing
 
the 	local office activity reports should be postponed
 
until taking up that subject (see Section i below).
 

Estimated time: one-half to one day.
 

f. 	Training in Employer Relations
 

No elaborate training in "salesmanship" or "promo­
tion" is recommended at this point. This portion of 
the training should concern itself with: 

(1) 	 Market analysis and the identification of firms 
(and governmental enterprises) possessing sufficient
 
apparent potential to justify regular field visits
 
by the Employment Service staff.
 

(2) Defining the information which will be needed from
 
each employer to enable the office to serve him
 
effectively (occupational pattern, processes, and
 
departments, employment policies, hiring sources,
 
seasonality of production, etc.) and any additional 
information needed as the basis for the office's 
labor market information program such as employment 
levels, new hires, occupational shortages, et al. 
(The IXi program is treated in detail in Section 
E 4 below) 

(3) 	 A review with the trainees of a few simple methods 
for approaching employers, diagnosing their employ­
ment problems and explaining what the employment 
services can do to help solve them. 

The USES Manual (Part I, Chapter 7000 and Part II, 
Chapter 7000 - 7999) contains considerable source mate­
rial of use to the consultant in preparing this portion 
of the training. A preliminary Employer Record card 
should also be discussed at this session. 

In handling the subject of employer relations with 
the initial cadre it is recomended that the consultant 
impress upon this group (composed, as it is, largely 
of the top officers of the new National Employment Serv­
ice) their own particular and unique responsibilities 
for establishing successful working relationships with 
the country's key employers (private or governmental). 
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In most underdeveloped countries the private em­
ployment sector (non-ag) is ordinarily dominated by a 
relatively few families or a relatively small number 
of individuals, at any rate. In addition, the govern­
ment tends to own and operate a heavy share of the
 
total "industrial" portion of the economy (natural re­
sources, utilities, transportation, communications and 
often, considerable manufacturing). The key policy 
and administrative posts in government and government 
enterprise also tend to be occupied by members of the 
same small well-educated and influential groups or 
circles which are influential in the private sector.
 

Many of the top officials drawn in to establish 
the National Employment Service will be members of or 
have free access to these dominant or controlling ele­
ments in the country's economy and government. The ES 
Director should canvass and record such connections 
systematically, his own as well as those of each mem­
ber of his staff. Once trained, and having brought the 
first tier of offices to the point where they are capa­
ble of providing satisfactory service these top E.S.
 
Central Office staff members can be extraordinarily
 
effective through these channels in establishing pro­
ductive working relationships with most important em­
ploying establishments in the country.
 

This step should not be hurried. It must be selec­
tive and carefully planned so that the top ES officer 
responsible is thoroughly briefed on the enterprise 
assigned, its problems and its prospects, and is pre­
pared with specific proposals as to the services his 
organization can provide which will be of value to the 
enterprise. If this effort is carried out astutely and 
on a sustained basis over a period of time by appro­
priate members of the central office staff it will 
greatly accelerate the development and significance of 
the Service. It will accomplish this far faster and 
more effectively than years of ordinary employer con­
tacts by local office staff. 

Estimated time 2 to 3 days. 

g. Training in Local Office Organization 

The consultant must be prepared to play this. to a 
great extent "by ear." Hiring practices, social pat­
terns or caste prejudice vary widely from country to 
country and may often have a marked effect on the way 
in which the work of the local office must be organized.
 
It should be pointed out that while some of these
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factors are very real, others may be false assumptions
 
advanced in discussions of this problem by the members
 
of the initial training cadre. Often these individ­
uals will have had no first-hand knowledge of the em­
ployment process or local hiring practices. None of 
them will have had first-hand experience in manual
 
work. 

A typical problem which arises is the contention
 
that women applicants must be served by a separate
organization within the office from that serving men. 
In some places custom is such that this is a real and
 
valid factor in determining the office organization 
(albeit an awkward one). In other places this may
simply be an assumption made by men unfamiliar with 
the realities of modern hiring practices in the
 
country. One fairly simple way to test the validity 
of such assumptions is to arrange visits to some of 
the larger employing establishments in the city where 
the training is being conducted. There the consultant 
and the trainees can readily determine what the actual 
hiring methods are and plan their own office organiza­
tions accordingly.
 

The opening sections of Part I, chapter 5000 of 
the E.S. Manual may be utilized by the consultant in
 
reviewing the general principles of employment office 
organization with the trainees. Later sections de­
scribe a number of alternative organizational arrange­
ments. Generally the simplest, most flexible and ef­
fective structures are built around a number of compact 
employer service units, each servicing specific in­
dustries and the occupations common to those industries.
 
Each unit performs application taking, placement and 
employer relations functions for applicants in the as­
signed occupations and employers in the assigned indus­
tries. This arrangement also provides the decided man­
agement advantages of clear-cut accountability and 
incentive for results. Part IV Appendix 8 contains an 
example of such an organization developed in a large 
office in a Middle - East country (adapted of course 
to the industries and occupations of that particular 
city). 

As a final exercise the group might develop a ten­
tative organization for the pilot office. This can be 
adjusted after the office is opened and additional in­
formation has been gathered with respect to the struc­
ture of the local labor market. 

Estimated time two to three days. 
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h. Training in Local Office Management
 

It is recommended that no attempt be made at this 
stage of the Service's development to give training 
in a complete management "program" as such. There 
are several reasons for this. A number of the ele­
ments involved in the management of an office require 
experience in and knowledge of the operation of an 
office, which the trainees have not yet had. In ad­
dition there is the limiting factor of mental absorp­
tion rates, and the trainees will be fairly well 
packed by the time this point is reached. 

It would be useful for the consultant to discuss
 
the principles of management and describe briefly the
 
main features of a complete program of local office
 
management in which intensive training will be given
 
at a later time. He should be careful to point out
 
that they will be "doing" many management functions
 
nonetheless, and have already been trained in them
 
without, perhaps, recognizing them as such. For
 
example:
 

The orderly organization of a local office is an
 
important act of management.
 

The establishment of an employer relations pro­
gram involves significant elements of analysis
 
and planning wl.. "h are management functions.
 

The ,basic local office activity reports (below)
 
are themselves key management controls.
 

The training in the basic interviewing method and
 
the placement process has given them the necessary
 
knowledge to enable them to perform such manage­
ment activities as appraising the quality of the
 
applications and employer orders taken, as well
 
as checking the adequacy of the action taken to
 
fill the orders and make placements. The later
 
introductcii of a formal management program will
 
simply provide them ith more systematic methods
 
(forms and controls) for accomplishing these
 
things.
 

Estimated time for this subject (1 to 1-1/2 days).
 

i. Training in Local Office Activity Reporting
 

The consultant should stress the importance of ac­
curate statistical reporting of local office activities,
 

- 34 ­



both as a major management control and as an important
 
foundation-stone for the program of Labor Market Infor­
mation.
 

A brief review of the purpose and uses of indus­
trial classification and coding and occupational clas­
sification and coding in Employment Service Statisti­
cal Reporting should be made. Then two basic activity
 
reports should be taken up. The first of these is the
 
Monthly Report of Local Office Activity (the ES-209
 
is such a report). The other is the Monthly Place­
ment Analysis Report (similar to the ES-212). The
 
purpose of each report is discussed, together with the
 
definitions of the activities involved and the local
 
office procedures recommended for compiling these re­
ports.
 

As an aid to the consultant, Part IV, Appendix
 
No. 9 contains a copy of a manual section adapted for
 
fairly simple and easy treatment of these points.
 
This has been used effectively in two technical assist­
ance projects in slightly varying form. While the
 
material follows the general lines of the familiar
 
E.S. reports, it has been modified to fit a particular
 
country. For example, it contains no provision for
 
veteran activity since this was a subject of no inter­
est in either host country.
 

Estimated time - 2 days.
 

4. Establishing the Pilot Office [On-the-Job Training of First
 
Cadre]
 

This is an integral and indispensable part of the train­
ing of the first cadre. People generally learn best by "do­
ing" and this part of the training is designed to provide 
that opportunity, to "set" and drive home the class-room 
tr&' ing and to provide opportunity for further learning 
and development in an operating situation. In this procesu
 
the cadre will become the actual working staff of the pilot
 
office filling all the positioz. and doing all the work.
 
In most situations it is believed that the members of the
 
first cadre, although slated to be the top line and staff
 
men of the new Service, will readily understand the value
 
of this phase of the training and welcome the opportunity.
 

There are host country environments, however, where the
 
"image" held of higher government executives may lead mem­
bers of the first cadre to resist or shy away from the per­
formance-level tasks which are involved in the work of op­
erating the pilot office. In such cases the consultant
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will be called upon to exert salesmanship and persuasion 
of a high order to convince the cadre that they will be
 
unable to create and lead the new National Service effec­
tively if they have not had the practical experience which 
this opportunity provides. Normally the key to this will 
be the Director himself. If he is a sound man and his re­
lationship with the consultant is a constructive one based 
on mutual respect, he will set the tone for the group once 
the logic has been made clear to him. 

a. Space and Equipment 

Since the establishment of the National Employment
 
Serv-.ce normally precedes any program of Unemployment 
Insurance by a considerable time, the space required 
for the Employment Service functions alone will be 
',onsiderablyless than those suggested in the Bureau 
of Employment Security Manual (Part I, Chapter 9000). 
A minimum, however, of around 125 square feet per per­
manent staff member is suggested. This often strikes 
host country officials as much too large when they 
compare it with allowances for ordinary desk work in 
other government departments. The need for making 
space allowance for the heavy applicant traffic pecul­
iar to and characteristic of public employment offices 
should be stressed. Location of the office should be
 
near the city's principal transportation and traffic
 
center so as to be easily accessible to applicants,
 
such as in the United States.
 

The basic layout, counter arrangements, et al. with 
which the consultant is familiar in the United States
 
tend to work reasonably well most places. Adaptations
 
can always be made where an unusual need arises. Of­
fice furniture and other equipment normally present no 
great problem. It is always well to check to be sure 
that the file cabinets and drawers requisitioned are 
the right size for the standard operating forms used 
in Employment Service work. 

Special attention should be devoted to assuring 
that adequate telephone service is provided. The need 
for this is often overlooked in under-developed coun­
tries where such service is often quite expensive and 
much less used than in more economically advanced 
areas. It may be necessary to stress the unique de­
pendence of the Employmwit Service for adequate tele­
phone channels to carry almost the entire load of in­
coming employer orders. A minimum of one line and 
instrument to every two placement paople is considered 
essential.
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Because telephone service is normally out of the 
reach of most aDlicants this presents special prob­
lems in securing satisfactory file selection and call­
in action. Since file selection is essential to sound
 
placement in most occupations above the casual level, 
some solution is necessary. A solution is equally nec­
essary if the office is not to be choked to a halt by 
huge numbers of previously registered applicants visit­
ing the office daily in person. Several workable solu­
tions have been found by consultants. One involves the
 
hiring of one, or several, office messengers who are 
equipped with a bicycle. The cost of this kind of labor 
is usually ver moderate. Another solution has in­
volved the office making arrangement with the govern­
ment co nunications office. (The government usually 
operates telegraph, and telephone services as well as
 
the post office, and usually in the same or adjacent 
quarters. One or the other of these government serv­
ices can often provide a messenger service at a low 
per message cost.)
 

b. The Dry Run 

There are a number of things to be done before the 
office doors are opened to the public. As the group
 
moves in to set up the pilot office it comes equipped
 
(following the formal sessions) with most of the refer­
ence and operating material it will need to conduct 
business. It will have:
 

A tentative organization structure developed in
 
class (D,3,g)
 

The Training Unit and examples in the Basic Inter­
viewing Method for reference (D,3,b)
 

A Preliminary Manual of Placement Methods and
 
Procedures (DO,3,c)
 

Supplies of Printed Operating Forms (in preliminary 
design) for Application Taking, Employer Order 
Taking and Employer Records 

The ILO Standard Classification of Occupations, or 
a workable summary (D,3,d). (If available in com­
plete form it will provide a valuable aid and ref­
erence for application and order taking as well as 
occupational classification and coding.) 

The UN "Standard Industrial Classification of all 
Economic Activities" 
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A Preliminary Manual for Local Office Activity 
Reporting, together with forms for the two basic 
local office statistical reports, and instructions 
for preparing them. 

The Dry Run involves getting these tools ready for 
use in a specific office prior to opening the doors
 

for service to the public. With the Director in the
 

role of local office Manager, the other trainees should
 

be assigned to the positions in the planned organiza­

tion chart. (Provision should be made for rotation at
 

a later date so that all persons acquire experience in
 

each of the different kinds of jobs.) Rough flow charts
 

should be prepared so that everyone understands how the
 
work will move, and where he fits in the process. 

A period spent on local labor market research at
 

this point is a good investment. Identification should
 
be made of the principal private and governmental em­
ployers (from tax or licensing records, directories or
 

other sources). Visits should be made to such firms
 
to obtain the employment and other information needed 
for the employer record and to acquaint these firms 
with the prospective establishment of the Ehnployment 
Service locally. Information so obtained may also be 
used as the basis for any final adjustments in the or­
ganization structure of the office. 

This period should also be used to prepare for the 
public relations and informational steps to accompany
 
the official opening of the office to the public.
 

c. The Public Opening
 

Because of widely varying conditions, few specific
 
recommendations are appropriate here, except to stress
 

that unless very unusual circumstances exist the open­
ing should be marked with the best and widest publicity 
obtainable before, during, and following the opening. 
This event marks the opening of the first office of
 

the new National Employment Service and as such has
 
great news value. It is an excellent opportunity to
 

acquaint the public with the values of such a service.
 
The highest ranking official of the government avail­
able, cabinet rank or higher if at all possible, should
 
be the guest of honor. The National Advisory Council 
(see Ill-B) should be in attendance, as well as the 
city fathers and key people from the city's industrial 
and commercial ranks and from recognized worker's or­
ganizations.
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d. Operation of the Pilot Office
 

The purpose of establishing and operating a pilot 
office is to give practical, on-the-job training to 
the cadre on whom will fall the task of establishing 
and administering an entire National Employment Serv­
ice system. It is important that it be regarded in 
this light and full advantage faken of it. It should 
not be rushed. The consultant should be constantly 
available for advice, suggestions, individual guidance, 
and review of performance. Frequent individual dis­
cussions and group round tables should be held to go 
over problems encountcred; new ideas; modification of 
procedure, method or forms based on the growing body 
of experience. This is the time during which the con­
solidation af the formal training must take place. 
Also it provides an additional opportunity for the 
consultant to encourage and develop the questioning, 
pragmatic, analytical and constructive approach to ad­
ministration which is of en more needed and of greater 
value to the host county than most specific technical 
matters. 

There are no set time limits for the operation of
 
the first office as a pilot-training device for the 
initial cadre.2/ As a general proposition, it should 
continue until the consultant believes the staff is 
sufficiently trained to enter on their new responsi­
bilities. As a very rough guide, a period of at least
 
three months is believed tc be the minimum required 
under optimum conditions. 

5. 	 Disengagement of the Central Headquarters Staff From the 
Pilot Office 

At the point at which the consultant is able to see 
ahead to the satisfactory conclusion of.the on-the-job 
training of the central staff in the pilot office, plans 
must be made for their disengagement from that office. 

/ As indicated previ6usly (section D "General") con­
sultants will find in bome under-developed countries 
an existing system of local employment offices. These 
are usually in a rudimentary stage of development. 
Normally this will present no great problem, or sub­
stantial departure from the establishment of a pilot­
training office as discussed here. Usually the exist­
ing offices are sparsely staffed and the introduction 
of the training cadre can easily be accommodated. Ex­
cept for the "Public Opening" step (c, above) mach the 
same approach as outlined in section D-4 may be employed. 
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This involves the formal training of the Permanent staff
 
for that office, bringing them in to the pilot office,
 
and freeing up the initial central office cadre so that it
 
can proceed, in its capacity as the headquarters staff,
 
with the work of establishing the rest of the first tier
 
of offices planned for the National System.
 

Circumstances may dictate the accomplishment of this
 
rather tricky turn in a number of different ways. It is
 
important to assure, whatever method is employed, that the
 
continuity of the first (pilot) office is uninterrupted
 
and the shift made with as little impairment as possible
 
in the quality of service as a result of the change over._/
 

For the guidance of the consultant one possible series
 
of step8 in this process is suggested here:
 

a. 	Recruit and train a number of new employees equal to
 
about one-half the staff planned for the regular op­
eration of the office which served as pilot. This
 
task will fall to the consultant since the central
 
office cadre will still be operating the pilot office
 
full time, approaching the end of their on-the-job
 
training period. The training time for this perform­
ance staff can be shorter the-n that provided for the
 
Senior officers composing the initial cadre. It is
 
estimated that the time for the same courses of formal
 
training (see D,3) can be reduced to about 15-17 work­
ing days.
 

b. 	Pull out one-half of the initial cadre and assign the
 
newly recruited and trained staff to the permanent

local office positions plann3d for them. They will
 
work under the close supervision of and be guided by
 
the remaining members of the initial cadre until fully
 
qualified to perform.
 

c. 	The group of central office staff pulled out should
 
engage in two main activities during this period:
 

(1) Put all Manuals, procedures, operating records
 
and instructions in final form, reflecting all
 
modification or changes to meet host country

conditions, based on the experience gained in the
 

2/ It is important to bearin mind that located in the 
Capital City as this office normally will be, and repre­
senting a sort of "show casen operation, it will likely 
be subject to unusually close scrutiny by influential sec­
tions of the government and the public.
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(Part IV, Appendixoperation of the pilot office. 

No. 7 contains a workable manual structure outline
 
suitable for a new Employment Service.)
 

(2) Undertake the recruitment of the remaining half of 
the permanent staff for the office which served 
as pilot, and provide the formal training to these 
new staff members (aided as necessary by the con­
sultant). 

d. 	 The remaining half of the central headquarters staff 
from the pilot office (the local manageris disengaged 

trained with the central office cadre, of course re-


The newly trained 	staff is assigned and breaks
mains). 

in with the assistance of the permanent group previ­

ously assigned.
 

All of the central headquarters staff should be avail­

able at this point to proceed with the establishment of
 

the first tier of 	offices provided in the original master
 

plan approved by the host government (see Dl).
 

6. Establishment 	of the First Tier of Local Offices 

The basic plan, originally worked out with the Director,
 

and approved by the host government (D,1) provided for
 

bringing the local office network of the National Employ-

The pilot office
ment Service into being in three stages. 

It was designed primarily to pro­constituted stage 	one. 

vide training and experience to the new administrators of 

the Employment Service. 

The next step planned was the opening of a limited 

number of offices situated in the larger cities (and in 

no case in cities having a population of less than 60,000
 
This first tier of
and preferably none under 100,000). 


offices (of which 	the pilot office becomes a part after
 
has been served) is intended to con­its initial purpose 

stitute a strong central core of offices located in 
the 

urban centers of greatest need and greatest manpower po­

tential. It should provide a firm base on which the re­

mainder of the system can be built after the new agency
 
There is good cause to believe
has gotten its sea legs. 


that the energies of the administrators of the newly 
es­

tablished Service can be concentrated and utilized in 
this
 

way more rroductively and with far better results than 
in
 

attempting to open, at one time, offices in all of the cities
 

of the country which might ultimately justify such 
facilities.
 

In entering this phase of the establishment of the
 

National Employment Service, the consultant may, and 
in
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fact should, shift the major burden for setting up the
 
local offices, and the training involved, to the newly
 
trained central headquarters staff. The pattern of formal
 
training et al. has been established and should serve as
 
a workable template for the establishment of each of the
 
offices in the first tier. The only significant variation
 
lies in the fact that the lengthy piJot office phase createc
 
for 	the initial cadre can be replaced by a thorough but
 
much shorter "dry run" in each office plus abundant guid­
ance and supervision during the "break-in" period from the
 
fully trained headquarters staff. In order that there will
 
be enough headquarters people to work in each office as
 
it gets under way, to provide the abundance of guidance,
 
supervision and on-the-job training required during this
 
period, it is recommended that only one or two of the
 
first tier offices be opened at any one time.
 

7. Period of Consolidation 

As the establishment of the first tier of offices
 
nears completion, a period of consolidation and absorption
 
is advised, particularly insofar as the operations of the
 
local offices are concerned. They will all need time to
 
assimilate fully the wide range of program techniques and
 
methods to which they have been exposed and in which they
 
have been trained. In addition time must be allowed for
 
the offices to become "established" and to begin to be
 
accepted in the labor market areas in which they are lo­
cated. It is believed that a minimum of at least a year
 
should be provided for this purpose. during.which no new
 
programs or procedures of any significance are introduced
 
as local office responsibilities, This is not true, how­
ever, for certain of the headquarters technical staff
 
units. These units have developmental functions, and this
 
period of consolidation in the local offices provides a
 
good opportunity for the staff units to proceed with such
 

activity, thus preparing the ground for the next forward
 
movement. In fact there are a number of useful things
 
which need to be undertaken at this time under the guid­
anco of the consultant. They include:
 

a. 	Development of a simple clearance system and prepara­
tio, for its installation (Placement Methods and Pro­
cedures Section).
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b. 	 Initiating studies and obtaining information to deter­
mine the need for an agricultural labor service*/ and 

to develop plans for such a servic, if needed. Part 
IV, Appendix No. 10 contains an outline for such a 
study which may be of use to the consultant. 

c. 	 Development of some beginning elements of a program of 
labor market information. Exploration should be ini­
tiated of steps leading to a quarterly (or semi-annual) 
area report covering nonagricultural employment in total 
and by industry, current and forecast. This report 
would also identify occupational shortages and roughly
 
gauge their dimensions. Since the original pilot office 
considerably antedated the others of the first tier,
 

its facilities might be available for experimentation 
before the end of the "period of consolidation" for the 
rest of the first tier offices. The pilot offices'
 
major market and employer records would provide a good 
point of departure for this experiment. 

In the early phases of the experiment the complexity 
and amount of work might be reduced substantially by 
confining the coverage of the report to manufacturing, 
utilities or other industries known to be directly af­
fected by economic development plans and excluding such 
industries as trade, service, finance etr,
 

Tests could be made of the utility of establishment re­
ports (mail) as contrasted with information gathered 
by visit. (Experience may turn out to be quite dif­
ferent in underdeveloped countries from the United
 

States' experience in this area.) (The Consultant
 
may wish to refer to the ES Manual Part III Chapter 

4000-4199.)
 

Design of a simple form and development of instructions 
(for later introduction) calling for preparation, for 
each labor market served by an office, of a basic 

This would"framework table" (to be revised annually). 
show total population, labor force, estimated unemploy­

ment and employment ag. and nonag. (with the latter by 
major industry group.) BES Handbook on: Development of 

2y 	 A service designed to meet the needs of substantial 
commercial crops having sharp seasonal peaks for harvest
 

(or other phases) and which require large migratory
 
of
movements of farm workers to the crops from areas 


labor supply. Year-round permanent agricultural em­
ployment (which is heavily weighted with subsistence
 
farms) in under-developed countries does not give rise
 

to any serious need for public employment service facilities.
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Basic Labor Market Information for Smal_3 Areas will be 
helpful to the Consultant in this matter. It may be 
secured from the BES source mentioned in the foreword 
to this document. A more elaborate labor market in­
formation program should be undertaken later (see sec­

tion E below) with Specialist assistance or out-country 
training for the staff.
 

d. 	Providing additional training in job analysis to the
 

headquarters occupational analysis staff in order to:
 

(1)Make it possible to convert ILO's International
 
Standard Classification of Occupations (1958) and
 

produce a volume of national occupational defini­
tions (a national occupational dictionary). This
 
is done by modifying the international definitions
 
so that they describe the work as performed in the 
host country and fitting the definition into the 
International Classification Structure. This is
 
needed for more accurate employment service opera­

tions and will fill a great need in other parts of
 
the 	economy.
 

(2) Lay the groundwork for later establishment of a pro­
gram of industrial services. The national system 
of occupational classification and job definitions
 
(above) will be one of the cornerstones of this
 
program.
 

In most cases the consultant (through reference to and
 
study of BES' Training and Reference Manual for Job
 
Analsis and the Guide for Analyzing Jobs (Analysts' 
Workbook) can provide this training. Occasionally it 
will be possible to find one of the host country en­
terprises or a foreign management consulting firm operat­
ing in the country which has some job analysts who 
would provide such training. This latter is preferable 
if the facilities exist, as this training constitutes a 
heavy drain on the consultant's relatively limited time. 

e. 	 Working with the field supervisors to improve their
 
methods and techniques of evaluating local office op­
erations, and in assisting the local manager and his
 
staff in better planning and in improving operations.
 
A formal program for field supervision should normally
 
await the development and introduction of a formal sys­
tem of local office management in the next major phase
 
of the agency's growth (see section E, below). For
 
reference at this point the consultant may find useful
 
a simplified and condensed document covering the ele­
ments of field supervision and the job of the supervisor. 
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It was used successfully by an ICA Consultant several 
years ago. See Part IV, Appendix No. 11. (Tha de­
tailed field supervisors guide prepared by that Con­
sultant is not included in the exhibit, the nature of 
the 	guide will vary a great deal depending on the kind 
of a local office management system which is developed 
and 	adopted. See below, section E.)
 

f. Establishing working relationships at the national 
level with the principal institutions of higher learn­
ing and the national administrative agencies concerned 
with primary, secondary and vocational education and 
training. The Director spearheads this effort. The 
objective is to establish a base for future provision 
of the kinds of labor market information needed for 
gearing the country's training facilities to the man­
power requirements of economic development. It is as­
sumed that close relationships exist between the head­
quarters people of the National Employment Service and 
any agencies responsible for over-all manpower planning 
and 	economic development. If they do not, no effort
 
should be spared to establish close working arrange­
ments. 

g. 	 Initiate studies of labor market areas, in addition to 
those in which the first tier of offices were estab­
lished, in order to identify those which are suffi­
ciently large and complex, and offer sufficient po­
tential to justify the establishment of permanent local
 
offices. (Refer to Part IV, Appendix No. 2a for sug­
gested standards.) No action to open such offices
 
should be taken until after the period of consolidation.
 

E. 	Steps After the End of the Formative Period, to Bring the
 
National Employment Service to Full Maturity
 

1. 	General
 

Firm estimates on the duration of the formative period 
are most difficult to make with any degree of assurance. 
For the p.cposes of this Handbook a period of about three 
years is estimated from initiation of technical assistance, 
and including the period of consolidation (a minimum of 
one year). In less specific terms it might be described 
as the amount of time necessary: to appraise the need for 
a National Employment Service; to orient and train the ad­
ministrators and top technicians in the basic functions of 
the 	service; and to establish the foundation of a going
 
Service in terms of a competent headquarters staff and %
 
foundation-group of local offices (trained in and capable

of providing the basic function of placement, including
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the necessary level of labor market information skills and 
the occupational tenhniques required to support and sustain 
a growing placement program).
 

At the time that the baaic structure is competent to 
do these things satisfactorily, the formative period . 
be regarded as having ended. Steps must then be taken to 
expand the local office network to its full size and to
 
extend the functions carried on by the Employment Service
 
to include all of those characteristically provided by a
 

mature, fully developed Service. The subsequent time re­
quired to bring the service to full maturity is probably 
even harder to estimate accurately than the formative pe­
riod. Continuation of top-level government interest, the 
national budget and the ability of the basic ES organization 
to produce results will all have their affect. The pace at 
which the country's program for economic development pro­
gresses will probably exercise a dominant influence. If 
a good sustained tempo is maintained, the resulting economic
 
development will generate a strong demand for more and more 
labor market information, occupational research and indus­
trial services, employment counseling and aptitude testing 
as well as greatly expanded placement service. If the pace 
becomes halting or stagnant need for and support of the 
additional employment services will also lag. Under rea­
sonably favorable conditions, however, the period from the 
end of the formative period to full maturity is estimated 
at about 3 years. 

It can be seen that the total lapsed time from the
 
beginning of a Service until it has reached full maturity 
(in terms of the number of offices and the total functions) 
will extend over a period of about 6 years. Under these 
circumstances it will be unusual for the original consult­
ant to remain with the project much past the formative pe­
riod, if that. Ideally a (successor) consultant who is an
 
employment service "generalist" should be associated with
 
the project until the Service reaches full maturity, in
 
order to maintain continuity, help plan and install the
 
additional specialized programs, fitting them into the
 
basic operation. Depending on his own background, the 
individual may be able to handle the installation of one 
or more of the programs treated below. In addition, his
 
efforts will need to be augmented by "Specialist" training
 
of one of two kinds: 

a. Addition of one or more program specialists to the
 
project in the host country for the limited period of 
time required to install the particular program and 
get it under way. 
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b. Sending the host country headquarters individual, who 
will carry responsibility for the program, abroad to
 
the 	United States or other countries to observe and
 
receive training in the technical speciality in that 
way. 

There are advantages and disadvantages associated with 
either approach. A combination will work best but is not 
always possible to arrange- (i.e., an observation tour 
abroad for the host country technician after he has been 
trained in his own country by a foreign expert and has had 
time to accumulate some experience in the special tech­
nical problems inVolved). 

As a general rule host czountry individualb should not
 
be sent abroad for observation and training unless and un­
til they have received basic training in the home country,
 
and 	have been seasoned by some reasonable amount of re­
sponsible experience in the fundamental operations of their 
own National Employment Service. Out-country observation 
and traai1ng is a post-graduate step and is of value only 
to those who are able to understand what they see and re­
late it ro meaningful experience in handling and solving 
related operating and technical problems in their own par­
ticular environments. If this foundation is present out­
country trips can be valuable and rewarding. If it is not,
 
very little of tangible value results. (There is one ad­
ditional hazard or obstacle inherent in out-country train­
ing. The problem of language-communication is quite for­
midable. Interpreter service is rarely made available in 
the second country or the United States for single Visitors 
or very small groups. Unless the technician happens to be
 
really fluent in an appropriate second language his ability
 
to benefit from out-country training will be very limited.)
 

2. 	Introduction of a Formal Program of Local Office Manage­
ment and Budgeting
 

The 	administration of the Service will be strengthened
 
if, at this point, a more formal program of local office 
management is introduced. This should present no serious 
problem since the underlying structure for one already 
exists in the local offices by this time. The program out­
lined in the BES's ES Manual, part I, chapter 7000-8999 is 
suggested as the resource for developing a -simpler adapted
 
version for the National Service. This should stress the
 
basic quality controls, the quantity controls and the use
 
made of them by the local management to evaluate the status
 
of the office regularly and to provide the basis for real­
istic Dlan on a periodic basis (e.g., each 6 months or 
12 months).
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In addition it will be necessar.- to introduce some basic 
concepts of workload budgeting involving the translation of 
specifi local office plans for service into the staff and 
other requirements necessary to car them out for the 
planned period. It is believed that rough approxLmations 
may be used for quite a few years, rather than attempting 
to burden the Service with an elaborate and complex time 
study system during a period when there are so many more 
urgent things to do. The-approximations, it is believed
 
will provide a useful point of dc -rture. The resulting 
staffing pattern may be modified on the basis of careful 
observation and the application of connon sense by the 
central office and the local management. Even under highly
complex systems of time measurement and workload budgeting, 
the best that can be expected in dealing with the intangible
employment services is a general but useable approximation. 
Nevertheless any process estimating staff needed to carry 
out a program must rest on some concepts of work to be per­
formed, time required to perform it and the product of the 
two which establishes the staff needed. 

A set of such approximations is provided, for the con­
sultant's assistance, in Part IV, Appendix No. 12. These 
are based on American experience, but represent insofar as 
the dire' workloads are concerned, a measurement of about
 
the same combination of tasks and steps that are character­
istic of these employment service functions whenever per­
formed. They are particularly useful in that they differ­
entiate between different categories or kinds of placements
 
requiring widely different amounts of time to perform.
 
Appendix 12 also contains a very approximate conversion of
 
the American placement workload categories (in the USES
 
D.O.T. codes) to comparable code groups in the ILO Interia­
tional Standard Classification of Occupations (1958). 

3. Completion of the Program of Field Supervision 

The establishment of the local office management program
 
must precede the completion of a formal program of Field
 
Suporvision (some elements of field supervision received
 
attention durLg the period of consolidation, see D 7 e).

With the establishment of systematic controls for quality
and quantity, and the evaluation and periodic planning 
based upon them, it becomes possible to integrate or syn­
chronize the work of the field supervisor and the local
 
office managers in such a way that headquarters direction
 
is greatly strengthened and its assistance to the local
 
offices made much more effective. Establishment of a field
 
supervisor's guide iL undertaken at this time, as it is the 
specific instrument around which the program in constructed. 
An adaptation of the one contained in the ES Manual part I, 

- 48 ­



chapter 4700 is recommended, since it ties the field super­

visor's appraisal of the progress of the office to the _-n_
 

controls and the agme plans which the local manager uses
 

for any specific planned period.
 

No additional "Specialist" assistance should be required
 

for either the managerial or field supervision programs.
 

The "generalist" consultant is best equipped in these fields.
 

4, Establishment of a Full Program of Labor Market Analysis
 
and Information
 

The direction and emphasis of all phak;es of a program
 

of labor market information in an under-developed country
 

must of course be directly oriented to the kinds of data
 

needed for the manpower planning which is essential to the
 

success of a full program of labor market analysis and
 

information.
 

The best general description of the three major kinds
 

of analysis involved in such a program is provided in BES'
 

OPRA Handbook on Labor Market Research Methods - Nature of 

the Labor Market.
 

Area labor market analysis
"Area Labor Market Analysis: 

deals with the evaluation and measurement of the eco­

nomic and social forces as they relate to the employ-

Area analysis
ment process in a local labor market. 


concerns itself with the quantitative and qualitative
 

aspects of labor demand in all industries and occupa­

tione within the geographic boundaries of a local area.
 

It also considers the number and characteristics of
 

the total labor supply and evaluates the factors which
 

affect the demand-supply relationships in the area.
 

"Area analysis is generally based on two fundamental
 

principles. The first recognizes that workers usually
 

are not completely geographically mobile; their freedom
 

of choice in accepting employment opportunities without
 

undue hardship or dislocation of customary social habits
 

or living standards is usually limited to a reasonable
 
The second and subordinate principle
commuting distance. 

acknowledges the practice of employers to recruit most
 

workers from within a reasonable commuting distance from
 

the place of employment. However, there are certain in­

stances where these principles do not fully apply, as,
 

for occupations, large-scale construction projects, and
 

in agricultural activities where it is necessary to use
 

migratory or foreign workers.
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"Because of the intimate relationships of the numerous 
variables in a labor market, the measurement and eval­
uation of any one cannotfactor be made without full 
consideration of the other forces which have a bearing 
on it. Thus, for example, the number and character­
istics of workers who will come into the labor market 
in search of emplo Anent depends on the extent and type
of employment opportunities in the area and suchon 
considerations as the period of the year when non­
workers are free to enter the labor force (school grad­
uation or summer vacation), the extent to which poten­
tial labor reserves have already been utilized, the
 
extent of shifting between agricultural and nonagricul­
tural employment, and the availability of adequate com­
munity facilities.
 

"An analysis of total area labor demand and supply must
 
evaluate employer specifications regarding wages, hours
 
of work, age, sex, skill, experience, and union affil­
iation. Other considerations include competing labor
 
demands, and the location of plants in relation to
 
transportation and community facilities. 
The size and
 
characteristics of the labor force and its two major
 
components, employed and unemployed, in addition to be­
ing important indicators of current economic conditions 
in the area are important for an understanding of other
 
labor market trends. For example, the size and charac­
teristics of the labor force in relation to total area
 
population and its characteristics are indicative of
 
the extent to which additional workers can be recruited
 
to expand the labor supply. An evaluation of area em­
ployment trends, on the other hand, will indicate the 
changing character of the area labor market. Such anal­
yses also provide the framework for analyzing labor mar­
ket outlook data obtained from employers and other 
sources."
 

ENote: In operating practice Area Labor Market Analy­
sis involves two separate types of analysis and
 
reports:
 

(a) B-cec Analysis and Report
 

The basic analysis is designed to provide a
 
comprehensive picture of the human resources
 
of the area, and to show how they are deployed
 
and what geographical, economic and social fac­
tors influence or characterize their activities 
in the labor market. This analysis needs to be 
made only at fairly long intervals. Its purpose

is to provide a comprehensive frame of reference
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to serve both as a starting point and as a back­
ground for Continuing Studies of the current and
 
future relationship between the supply and de­
mand for labor. It serves the purpose too of
 
enabling changes that are occurring in the mar­
ket to be placed in proper perspective with the
 
whole population and labor force.
 

(b) Continuing Analyses and Reports
 

The purpose of the continuing analyses is to
 
keep under detailed review the current and
 
short-term relationships between the demand and
 
supply for labor by area, industry and occupa­
tion, to identify the factors that are causing
 
variations and lack of balance and to draw con­
clusions as to the courses of action that seem
 
desirable. It may be regarded as a technique
 
by which J 'ng-term plans for fuller employment 
can be trimmed to local and short-term varia­
tions in economic conditions. 

The frequency with which these continuing analy­
ses are made depends upon how effectively they
 
can be acted upon in the period between reports,
 
and whether significant changes calling for ac­
tion are likely to occur in these periods. The
 
problems associated with the collection, colla­
tion and analysis of data will also influence
 
the frequency. Desirable objectives are analy­
ses of the current and short-term situation in
 
each area at least once a quarter. In the
 
United States the ES-219 (bi-monthly) is the
 
"Continuing Report."]
 

"Industry Labor Market Analysis: Industry labor market
 
analysis deals with labor market factors which affect a
 
given industry or group of similar industries. Such an
 
analysis can be prepared on an area, State, or regional
 
basis or for the Nation as a whole. Generally, an analysis
 
of an industry will deal with (1) past trends of employment;
 
(2) required future employment; (3) labor turnover; (4) work­
ing conditions; (5) hours of work; (6) earnings; (7) wage
 
rates; (8) technological development, and (9) changes in
 
skills needed.
 

"Analysis of past trends of employment for the industry
 
should compare and analyze current levels with those of
 
recent years and with significant benchmarks, should give
 
reasons for changes in employment covering such items as
 
changes in demand for products (domestic consumption or
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1xports), financial difficulties, government regulations,
 
4ndustrial disputes, shortages of materials, etc. Geo­
e_,'aphic distribution of employment and by size of establish­
j.,.nt also provides meaningful data and helps to identify
 
iroblem areas for the industry. Attention must also be given
 
"o the sources from which workers are recruited to accomplish
 
employment expansion and to indicate the adequacy of supply
 
to meet the present and future needs.
 

"Evaluation of short and long-range future employment out­
look for the industry is the focus of industry labor market
 
analysis. The volune of required future employment in rela­
tion to current and past employment levels must be indicated
 
and reasons for expected changes must be included in the
 
analysis. If employment in the industry is expanding, the
 
sources of labor supply and the skills of the workers needed,
 
the timing, the hiring specifications, and the hiring chan­
nels are all significant to the understanding of employment
 
conditions in an industry and for the development of man­
power programs where needed. Similarly, if the industry ex­
pects reduction in employment, information is needed on how
 
such a change will be accomplished (by layoff or normal turn­
over), the timing, the occupations to be affected, and pos­
sible employment opportunities for laid-off workers.
 

"Information on and analysis of labor turnover for an in­

dustry provide a management tool for employment security
 
operations, especially at the local level, as well as nec­
essary data for economic analysis. Abnormal turnover rates
 
(accessions or separations) can be used to.identify plants
 
which have employment problems. New hires data, particu­
larly, are essential to the management and supervision of
 
the local office.
 

"Analysis of an industry should also contain evaluation of
 
in-plant and community conditions that affect recruitment
 
or retention of workers. A comparison of data on hours of
 
work, wage rates and earnings by industry provides informa­
tion on the industry's competitive position for workers in
 
the labor market.
 

"Occupational Labor Market Analysis: Occupational labor
 
market analysis concerns itself with factors which affect
 
worker-job relationship in a particular occupation or group
 
of closely related occupations. It evaluates the occupa­
tional job opportunities in relation to available labor
 
supply. This evaluation includes a study of the relation
 
between the number and characteristics of anticipated labor
 
supply and occupational labor demand expressed in terms of
 
job requirements, employer specifications, hiring and pro­
motional opportunities, and legal restrictions affecting
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employment. Basic to occupational labor market information
 
is a clear definition of the occupations or occupational
 
groups to be studied. Depending upon the occupations studied
 
and the need for the information, occupational labor market
 
information can be developed for an area, a State, a region,
 
or for the Nation as a whole.
 

"Since most workers seek employment in specific occupations
 
and employers usually hire workers with specific skills, 
occupational labor market information is of great importance 
to urderstanding of the functioning of the labor market. 
The need for occupational labor market information is wide­
spread. It is needed by the Employment Service for effec­
tive local office operations; by training officials to plan 
suitable programs; by employers to assure themselves of an 
adequate workforce with appropriate skills; and by workers
 
to make appropriate vocational choices. To meet these needs, 
an appraisal of the local occupational labor market is nec­
essary. We live in a dynamic society with some industries 
expanding and others declining. In any one area, the occupa­
tional needs may change markedly as old industries decline 
and new activities develop. Depending upon the needs, the 
development of occupational labor market information may 
take a variety of forms. Several of these are outlined be­
low. Within each of these, variations of approach are pos­
sible, and some examples of these variations are noted. 

"One type of data collection and analysis in the area (area
 
skill survey) will yield information by occupation on man­
power requirements and resources in specific occupations. 
Although the entire nonagricultural labor force may come 
within the scope of these analyses, in many areas (partic­
ularly larger ones) emphasis may be directed to occupations 
requiring considerable training time--perhaps 1 year or 
more. It may be necessary, for practical purposes, to limit
 
the coverage to certain types of occupations, such as metal
 
working, or occupations in selected industries only.
 

"In area skill surveys, information would be collected and 
analyzed regarding occupational composition of current em­
ployment, by sex, and by broad age intervals (to permit 
estimating deaths and retirements); employment requirements, 
by occupation for some future date (perhaps 2 and 5 years 
hence); information on training programs and number of 
workers in training. Such information, much of which can 
be obtained from employers, provides the basis for estimat­
ing community manpower requirements by occupation and the 
basis for determining needed training programs. The data 
on current employment by occupation will also provide an 
occupational profile for the area.
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"Another important type of research in the field of occupa­

tional labor market analysis involves the development of oc­
cupational guides. Such guides may cover individual occupa­

tions or groups of closely related occupations, occupations
 
in important industries or they may encompass a number of oc­

cupations of interest to particular groups, such as youth,
 

older workers, and agricultural workers. They give informa­

tion on the job content and economic factors associated with
 

the occupation. The guide includes information on topics such 

as (1) description of the job; (2) significance of the occupa­

tion in the community, the State, or the Nation; (3) current 
and expected employment opportunities; (4) training and experi­
ence requirements; (5) availability of training facilities;
 
(6)methods of entry and opportunities for advancement; (7)
 
working conditions; (8) hours; and (9) earnings.
 

"The selection of occupations or occupational groups for which
 
information is needed is governed generally by the following
 
factors: (1) importance of the occupation--there are always
 
job opportunities resulting from turnover, deaths, and retire­
ments in large occupations; (2) rapidly growing occupations;
 
(3) current or expected shortage situation; and (4) worker in­
terests and needs." 

"Specialist" training will ordinarily be required for estab­
lishing this phase of the Employment Service program. 

5. Establishment of Local Offices in Communities Outside the
 
First Tier
 

During the period of consolidation (III-D-7) it was rec­
ommended that studies be made to identify the additional com­
munities which would justify the establishment of permanent
 
service local offices at such time as the Service approached
 
maturity. Work should be initiated at this point to implemefit 
the decisions reached as a result of the recomended study.
 
Priority in opening the offices should be governed by the im­
portance of each community in the economic development program 
of the country. Openings should be s6heduled so as to avoid 
over-extending the headquarters personnel and to make possible 
thorough training of all local staff prior to attempting to
 
provide service to the public.
 

Additional offices (i.e., more than one) should not
 
ordinarily be established in a metropolitan area unless the
 
growth of the Service creates problems of space, traffic
 
accommodation or management that make a split-up of the
 
original office absolutely necessary. When such situations
 
arise, a very limited split-off on a broad occupational­
industrial basis is strongly recommended. For example,
 
depending on the circumstances the first split-off might be
 
to establish a separate office for white collar workers and
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employers, leaving the original office as an Industrial-

Service office. With continued growth the next split might
 
be a separate Service office and a separate Industrial of­
fice. Three such special offices is probably as far as any
 
National Service will need to go for decades to come (i.e.,
 
a white collar or "Commercial" office, an Industrial office,
 
and a Service-Domestic office). More than this produces a
 
system of offices which will be too costly and too difficult
 
to manage and coordinate effectively.
 

6. Inaugurate Program for Migratory Agricultural Labor
 

Studies were reconmmended during the consolidation period
 
designed to identify any agricultural labor problems (cropsi
 
involving large peak demands for labor in excess of the local
 
supply; and to determine if these "markets" needed govern­
ment guidance. In those instances where the studies re­
vealed a sufficient need for such guidance in peak-season
 
crop situation, apparatus should (once the additional of­
fices are opened--see 5, above) be installed to handle the
 
problems which have been identified.
 

Except in unusual circumstances it is unwise to attempt
 
to take on the management of any significant agricultural
 
migratory labor movement until a solid base of permanent
 
local offices has been established and staffed with trained
 
personnel. From this kind of operating base, the problem
 
can be met with good chances of success. If agricultural
 
action is attempted before the operating base is prepared
 
the results can be very disappointing or even disastrous.
 
Ordinarily the "generalist" consultant can handle this in­
stallation.
 

7. Establishment of an 1.aployment Counseling Program
 

To a large extent employment counseling simply involves
 
the application of other employment service techniques and
 
data to achieve somewhat different objectives than those for
 
which they were originally created. The majority of all em­
ployment counseling is concerned with the problem of voca­
tional choice. This involves skilled assistance from an
 
interviewer, who has mastered the basic interviewing tech­
nique, using that technique in helping an applicant review
 
and understand his abilities, experience, potentials and
 
in some cases his real interests. it involves also making
 
available to the applicant the necessary information about
 
jobs in the economy, their industrial and geographic loca­
tions, requirements, rewards and outlook. This kind of
 
information derives from the labor market information pro­
gram supplemented by the techniques of job analysis.
 

- 55 ­



This establishment of a sound counseling program must
 
await the development of these other basic employment serv­
ice techniques and bodies of information. It will also be
 
strengthened by the development of aptitude tests ( see 8,
 
below). However, a valuable counseling program can be es­
tablished prior to test development (which is a long-range
 
job), and it should be, since counseling is a valuable aid
 
in making most effective utilization of the labor supply
 
which in turn is essential in achieving economic develop­
ment. (Because of the popular appeal of counseling, how­
ever, there will probably be pressures to start a program
 
before the service is prepared for it. This should be op­
posed by the consultant with logic and firmness,)
 

The basic counseling program of the BES will be useful
 
as a framework and guide in installing the program in the
 
National Employment Service when it is ready. It is strongly
 
urged that the concentration of effort be on the basic coun­
seling program. Neither the staff nor the public should be
 
confused with the proliferation of "special" counseling
 
"programs" for older workers, youth, handicapped et al.,
 
which has occurred in the American Service. There are a
 
few different or additional steps and information involved
 
in the treatment of individuals differently situated in
 
relation to the labor market. These differences can easily
 
be accommodated in the treatment of the basic program and
 
do not constitute programs in themselves.
 

8. Development of Aptitude Tests
 

Tests are not a program. They are tools designed to
 
serve the needs of both the placement and counseling pro­
grams. In determining the fields and occupations to be
 
covered first in developing tests, the needs of the coun­
try's economic development should furnish a clear guide.
 
The placement program will be aimed at the expanding occupa­
tions. In counseling, the selection of practical occupa­
tional goals also must of necessity be largely within this
 
framework for a long time to come.
 

The development and validation of aptitude tests is a
 
highly technical and complex process and it will require
 
several years to launch it successfully. It will require
 
the services of a competent consultant to train the test
 
development staff. It should ordinarily not be attempted
 
by the "Generalist" consultant except where, by chance, his
 
background includes this training and experience. The sec­
tion chief of the headquarters staff who will receive the
 
training should have a degree in psychology, preferably with
 
some specialization in tests and measurements. If this is
 
not possible, degrees or training in Business Administration
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with specialization in Industrial Relations or Personne?
 

Management should be sought. 

9. Establishment of a Program of Industrial Services 

Most of the same tools, techniques and methods which 
the National Employment Service develops and masters in 
order to do its own Job properly also have wide applica­
bility in the employing establishments of the country 
(whether private or government owned enterprise). They 
are particularly valuable to the developing section of the 
economy. These enterprises badly need methods for job de­
scription and dlassification which derive from occupational
 
analysis. Without them effective management of the employ­
ment process, (i.e., personnel management), cannot be
 
achieved.
 

The principle personnel management activities made pos­
sible through the techniques of job analysis are:
 

Worker Selection
 

Job Evaluation and Rate Setting
 

Labor Relations 	(dependent upon a clear-cut definition
 
of duties and responsibilities as the
 
basis for rational negotiation and col­
lective bargaining).
 

Personnel Efficiency Rating
 

Organization and Simplification of Work
 

Development of Health and Safety Programs
 

Job Training and Job Classification
 

The basic interviewing technique of the Employment Serv­
ice is needed with equal urgency by employers for accurate 
selection and hiring.
 

In most under-developed countries the employment nrocess 
and personnel management in all economic enterprises are 
seriously defective and much of the inadequacy is owing to 
the lack of these modern tools and techniques. The National
 
Enployment Service is ordinarily the only point in the econ­
omy with the resources for the systematic development of 
these things. Having developed them, it requires a specific
and directed effort to acquaint the significant hiring estab­
2ishments of the country with the value of these techniques
and tools, and in training these firms in how to use them 
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in securing maximum utilization of labor and increased pro­
duction. Such a specific and directed effort is called,
 

for 	want of a better term, a "Program of Industrial Serv­
ices." 

The 	 basic training in job analysis and the other tools 
can 	be achieved by the appropriate individuals on the head­

quarters staff. From this base a good deal of help can be
 

given employers, in imparting training in Job analysis, and 
in assisting them in defining and classifying their plant 
jobs et al. However, it is recommended that out-country
 
training, preferably to the United States, should be pro­
videa for the key individual(s) involved. This training 
should be arranged in selected American enterprises with 
advanced manpower utilization and personnel management 
programs. 

F. 	Conclusion
 

With the completion of the preceding steps the National Em­
ployment Service should be able to function effectively without
 
further technical assistance. It should be stressed strongly
 
that the energies and skills of the new National Employment 
Service should be directed primarily to achievement of the
 
Nation's goals for economic development. It carries a major 
responsibility for the manpower development and utilization
 
which is essential to the realization of the national economic
 
aims. In discharging this responsibility it must establish 
and maintain the closest liaison and working relationships with 
agencies of government responsible for over-all manpower plan­
ning, education and training and for all programs relating to 
economic development. 

All of the major functions usually carried out by a mature 
employment service in more economically advanced countries have 
been treated in prior sections of this handbook. These cover 
wide functional areas and are capable of meeting a wide range 
of needs in any program of economic development. It is impor­
tant to stress, however, that the new Service must remain flex­
ible in its approach to emerging problems. It may be called 
upon to make special studies or to perform functions peculiar 
to its time and place. To the fullest extent of its capabil­
ities it should endeavor to meet these needs2V, for it must be 
borne in mind that it will be the principal operating agency 
in the nations's manpower program. 

2V 	Assuming, of course, that such tasks will bear some rela­
tionship to the Employment Service's broadly conceived mis­
sion and its general field of competence. 
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Guide to the Establishment 
of A 

Central Officerganization
 
and the
 

Framework of T e Organization
 

of the Guide treat with standard central office functions and havePoetions 
Other portions treat with particular situa­

general applicability anywhere. 
was 	last used). Thus the portionstions in a particular country (where it 

the 	number of staff members in total or by organizational unit,
dealing with 
or the combination of functions into administrative sections are intended to 

be illustrative only. Generally the smaller the organization, the more
of agiven unit. thefunctions will be consolidated into a Also existence 

Chief of Staff Services will, of course, depend on the size of the head­

the 	span of control represented by the number of 
quarters organization and 

of local office
different staff sections. Similarly a position of chief 

the 	number of field supervisors exceeds four
operations may be 	 requirec if 

this illustration). Treatment of line supervi­(which was not the case in 
sion of a major metropolitan area occurs in this illustration, 

but ay not 

be a problem in some countries. 

the 	Central Office
A. 	 Basic Responsibilities of 

1. 	 The Central Office establishes the policies which will govern 

and of the Employment Service.the operation 	 conduct 

The 	Central Office develops the necessary methods and proce­2. 

dures, technical material, tools, forms and reference 

documents; 

the standards of performance which are required in the 
local 

to carry out the Employment Service job. It issues all
offices 
necessary instructions to local offices.
 

use 	prop­
3. The Central Office shows the local office staffs how to 

erly each new method, procedure, technical material, tool or 
Central Office.reference document which is issued by the 

and 	super-
Office provides constructive inspection

4. 	 The Central 
vision of the operations of the respective local offices. In 

discharging this responsibility, the Central Office places prime 
in overcoming deficien-

Qnphasis upon assisting the local office 
the of inspection and evalu­

cies which may be revealed in course 

ation. Inspection and supervision are made on the basis of 
quantity. The local officeobjective standards of quality and 

staff is informed of these standards and fully trained with 

regard to their use and application.
 

certain work which cannot
The 	 Central Office directly performs 

office by itself. he
be done effectively by any single local 

Central Office's direction of labor
beat example of this is the 

between local offices. Another exarple is
clearance functions 

of labor market information and statis­
the national summaries 
tics which mist be prepared in the Central Office from indivi­

dual local area reports; another is the negotiations and agree­
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ments which the Central Office may wish to make with other 
government agencies (e.g., the Education Department on coun­
seling and vocational training, etc.). 

B. Division of Responsibilities in the Central Office 

The Director General of the uployment Service tears final respon­
sibil. ty for all acts of the bployment Service, whether carried 
on in the local offices or in the Central Office; he possesses the 
ultimt authority within the Eqloyment Service and is charged with 
the task of makirg it as effective as possible in all of its activi­
ties. Under the DMrector General, the staff of the Central Office 
engages in two broad categories of activity - Staff Services and 
Line Supervision over the local offices. 

1. Organization for Staff Service Sections 

All of the staff. service sections (which are discussed in the 
following paragraphs) share certain common responsibilities 
among those listed above. They carry the principal responsi­
bility for item 4 - 1 (developing necessary policies and pro­
posing them for the final approval of the Director General). 
They carry the entire workload involved in item A - 2, although 
receiving advice and consultation from the line supervisors and 
of course, final decision and approval from the Director General. 
They share responsibility for item A - 3 with the line supervi­
sors, performirg training services upon the supervisors' request. 
The staff service sections perform the kind of work indicated in 
item A - 5. Each staff service section is responsible for the 
prjpar.,tionand maintenance of the sections of 7he Manual of 

eperawhich relates to subject matter assigned 'ottaons the 

section.
 

Because of the wide range of subject matter, the heavy workload 
and the somwhat diverse skills required. staff services are 
most effectively performed through specialisation. The degree 
of specialization is directly related to the total sie of the 
Euployment Service (total personnel; tobal number of offices; 
total number of program actively being carried on). I hav 
tried to take these factors into account in these recomenda­
tions.
 

The following organizational sections in iLe Central Office are 
recommended for the purpose of carrying out the staff service 
responsibilities: 

a. Placement Methods and Procedures Section 

Under a Section fhef, (who will be a working foreman and 
not an armchair eZecutiv) this section will be responsi­
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(1) 	 7Te development and maintenance of basic interviewing 
methods for application and order-taking. 

(2) 	 Development and continued improvemsnt of the forms 
for application-taking, order-taking, and all other 
forms directly related to the mechanics of placement. 

(3) 	 Development and continued improvement of selection 
methods; file structure and maintenance (of application
and order files); call-in methods; reception, screening
and routing of applioant traffic; recruitment methods 
and all other methods and procedures direct~y related 
to the placement function. 

(4) Determination of the occupational analysis products,
references and technical aids which are required in 
order to best carry out the placement process (arrang­
ing with the Occupational Analysis Section for the pro­
duction of these materials). 

No internal specialization within this Section is recommended. 

b. Occupational Analysis Section 

Under a Section Chief (who will be a working foreman) this 
section will be responsible for:
 

(1) 	 Job Analysis 

Performing the necessary research and development of the 
job references and aids which are determined to be need­
ed to carry out the placement, counseling and industrial 
services programs. 

(2) 	 Worker Analys 

performs all necessary research, development and valida­
tion on reference materials and aids designed to better 
assess applicants' abilities and aptitmdes (oral trade 
questions, aptitude tests, test batteries, proficiency 
tests, etc.). 

(3) 	 Industrial Services 

Developmnt of a program of industrial services. This 
involves establishment of methods for identifying man­
power problems in employing establishments, and ways of 
applying the techniques and products of job analysis,
worker analysis and the techniques of the placement pro­
cess 	in their solution. 

Internal specialization should be established within this sec­
tion 	by the creation of two units - one for job analysis; one 
for worker analysis. One of the working technicians in each 
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unit 	should be designated as lead man or the senior techni­
cian 	for organizational purposes and for fixing iesponsibi­
lity. No unit is recomended for industrial services as 
this 	will involve the joint efforts of all the staff of the 
section and collaboration with other sections. The Section 
Chief will carry direct responsibility for the formation of 
this 	program. Individual members of the staff ultimately 
will be available to give direct technical services to indus­
trial establishments. They will be available on request from 
the local offices throughout the country to give job analysis 
help 	 to specific plants in their immediate localities. 

c. Ealoyennt Counseling Section 

Under a Section Chief, (who will be a working foreman), this 
section will be responsible for:
 

(1) 	 Development, maintenance and continued improvement of 
basic counseling methods and techniques. 

(2) 	 Determination or the occupational reference material 
and aids needed to best carry out the counseling pro­
cess (arranging with the Occupational Analysis Section 
and the Labor Market Information Section for the prepar­
ation of these materials). 

(3) 	 Establishing, conducting and maintaining the necessary 
liaison and working relationships with the educational 
authorities of the government at the national level. 

No internal specialization within this section is reconmended. 

d. Organization, Management and Eyployer Relations Section 

Under a Section Chief (who will be a working foreman) this 
section will be responsible for: 

(1) 	 Development, maintenance and continual inprovement of 
basic methods of local office planning, evaluation and 
control. This will include the design of measures of 
achievement and of control over quality and quantity of 
work performed in the local offices &nd prescribe the 
use of these controls for purposes of local office manage­
ment and field supervision. 

(2) 	 Development of basic principles for the organization of 
employment office personnel best suited to the objectives 
of the Service and prescribe the application of these 
principles to the specific operating problem of the 
local office. Conduct special studies for the resolution 
of unique or unusual organizational problems as they arise. 
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(3) 	 Developing, maintaining and continuing to improve methods, 
procedures, planning, and records necessary for local of­
fices in effectively promoting the use of the Employment 
Service by individual hiring establishments. 

(4) 	 Establishing, conducting and maintaining liaison and 
working relationships with the central offices of govern­
ment industries, corporations, monopolies, etc., for the 
purposes of obtaining their full understanding and use 
of the facilities of the Employment Service's local of­
fices. While responsibility for this function is clearly 
fixed in this section, assistance and participation in 
this activity may be requested of any or all of the 
Central Office staff on occasion. For example, the seiv­
ices of the Director General will be needed in many cases 
to handle the original entree because of his high rank 
and prestige; in other cases, an occupational analyst may 
be called upon because of the nature of a specific prob­
lem which has arisen, etc. 

No internal specialization within ths section is recommended. 

e. Reports and Analysis Section 

Under a Section Chief (who will be a working foreman) this 
section will be responsible for:
 

(1) 	 Development, maintainance and continued improvement 
of systems and methods for local office activity report­
ing designed to meet the needs of Central Office and 
local office administration and management. (Activity 
reporting is a record of the internal workloads and 
efforts expended by the local offices. It includes such 
things as the number of new applications taken, openings 
received, placements by occupational category - by indus­
trial category, the number of people sent to jobs, etc.) 

(2) 	 Development of a basic method for area labor market 
analysis and a similar method for the preparation of 
area labor market development reports based on such 
analysis. 7hese methods are to be furnished for the
 
guidance of the local offices where the reports will 
originate.
 

(3) 	 Review, edit, and process the area labor market reports 
and th activity reports received from the local offices 
preparing such tabulations and analysis of this material 
to meet the administrative needs of the Central Office; 
publish or distribute studies based on this material 
which will meet some of the manor needs of government, 
industry and labor for employment information. 
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(4) 	 Establish and maintain liaison and working relations 
with other government agencies, trade and union asso­
ciations, universities and research institutions which 
collect or use data relating to employment. This is 
done for the purpose of developing outside sources of
data, exchanging information pr data and to bring about 
adoption of comon coding systems (occupational and
industrial), definitions, and terminology for the treat­
ment and interpretation of labor market data throughout 
the economy. 

Internal specialization should be established within this
section by the creation of two units; one to deal with loca. 
office activity reporting and its administrative products; the
other to deal with labor market analysis and development reports.
Both units will engage in the liaison function (4), but the 
major portion of this will fall on the labor market analysis
unit and upon the Section Chief himself. One of the working
technicians in each unit respectively should be designated as
senior technician for the organizational purpose of fixing
responsibility.
 

f. Labor Clearance Section 

Under a Section Chief (who will be a working foreman) this 
section will be responsible for: 

(1) 	 aintainance and continued improvement of the system
and methods for the effective direction and transfer 
of agrieultural workers as necessary from one area to
another to meet the seasonal labor needs of the various 
commercial crops. (By the time this unit is established 
in the permanent organization, the necessary basic stud­
ies of agricultural needs and scirces and routes of 
migratory workers will have been completed and the 
mechanics and field organization for it set up.) 

(2) 	 Performing the necessary planning and operating func­
tions assigned to the Central Office under the system
adopted for the special handling of migratory farm labor. 

(3) 	 Development of methods, procedures and standards for
handling the clearance of nonagricultural labor between 
local office jurisdictions. Performs the operating
functions assigned to the Central Office under the pro­
cedures developed. 

Until more is known about the nature of the agricultaral prob­
lem and programs for meeting it, no reconendation can be made
with regard to possible specialization within this section. 
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g. Staff Traiing and Information Services Section 

This section deals in the techniques and methods of getting

ideas, concepts, instructions or information transmitted
 
effectively. 
Because these techniques are fundamental to
 
both staff training and provision of information to the users
 
of the service and the general public, these functions have
 
been brought together in one section. It is recommended that
 
the work of this section be performed by one staff officer of
 
the rank and grade of Section Chief. This individual willbe
 
responsible for:
 

(1) 	Providing technical assistance to the other staff sec­
tions in the preparation of training material, its format,
 
arrangment and training methods to be applied. 
framing 
unts are to be prepared by this section in conjunction

with each chapter "of the hanual of Operations and are
 
used in training the local office personnel vho will be
 
engaged in performing that function. 

(2) 	Developing a planned program of information service
 
directed to all potential users of the Employment Service
 
and the general public. Providing regular information
 
with regard to the facilities and activities of the Em­
ployment Service is an important obligation of the organi­
zation and is necessary to assume the ever-increasing 
acceptance and understanding which is essential to its
 
effective role in the economy. The Information Service
 
program will include planning and preparation of press

releases from the Central Office, model stories and arti­
cles for adaptation and use by the local offices with
 
their local press, radic, scripts and spot announcements,
 
classified advertising standards and format, preparation

of pamphlets and brochures, direct mail -letters for pro­
motional purposes, posters and other visual aids.
 

In order to provide for the direct supervision, planning, and co­
ordination of the work of these seven staff sections, the posi­
-donof Chief of Staff Services is recommended at the grade and
 
rank 	of Assistant DLrector. He is held responsible by the
 
Director General for the program developmenr.t work of the Employ­
rant Service and is delegated the necessary authority by the
 
Director General to enable him to discharge the responsibility.

The Section Chiefs report directly to him and he reports directly 
to the Director General.
 

2. Ansignment of Personnel to the Staff Services Section
 

It is .difficult to be exact in recommending the specific number 
of people who will be required for the various staff sections. 
The extent of the pigrams planned and conducted, the tempo of 
admnistration, and the personal capacities of the people selected 
will all have a great effect on the number of people required. I
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have., however, used my best judgment and have made specific recom­

mendations for the staffing of each section for the permanent
 

organization. If I have been wrong, subsequent experience will
 

provide a guide for adjustment. I believe, however, if I have
 
has 	been on the conservative side tending toerred at all, it 

than a possible maximum.recommend a minimum rather 

the extent possible,It is strongly recommended that to fullest 
Central Office posts be recruitedindividuals assigned to these 

orfrom among personnel within the organization by promotion 


transfer. Only through providing opportunity for advancement
 

and promoting qualified personnel can the Service hope to obtain
 

the morale and esprit de corps essential to its success. In
 

addition, the firsthand experience with the operation of the
 

Service and its problems make such personnel of greater value to
 
sounder basis for its operations.the Central Office and provide a 

This same recommendation applies to the assignment of field super­

visors, which will be discussed in detail in the following para­

graphs. (Note: Item C on page 236 of the ILO Report of 1950
 
makes this same point.)
 

Staff for the various sections is recommended as follows (the 

figures do not include clerks and typists - they denote profes­

sional staff only): 

Placement Methods & Procedures Section 	 3 
6Occupational Analysis Section 


Employment Counseling Section 2
 

Organization,9 Management & Employer Relations Section 2 
5Reports and Analysis Section 


Staff Training and Information Services Section 1
 
i*Labor Clearance Section 
1Chief of Staff Services (Assistant Director) 

Section Totals 21 

(Field Super­
3. 	 Organization for Line Supervision of Local Offices 

vision) 

Field Supervision involves the inspection. control and direction 

by the Central Office of all local office operations. These 

functions are accomplished through "field supervisors" each of 
Thesewhom has line authority over a group of local offices. 

to direct and instruct the local of­individuals have the power 
fices under their supervision to take action on operating matters 
within the scope of established policies. The field supervisors 
are an integral part of the Central Office staff through which 

the Central Office carries out responsibilities specified in"Ap" 

paragraph 4. They provide the connecting link in the chain of 

conand from the Central Office to the local office managers. The 

y/ntil the nature of the problem has been dete ned and the methods 

for handling agricultural labor movements established, I am unable 

to provide any realistic estimate here. I have indicated one posi­
will be necessary.tion since it is certain that at least this number 
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constitute the eyes and ears and the good right arm of the 
Director General. Each office in the system is assigned 
directly to a specific field supervisor and there is no other 
ainitarative officer between the local office manager and 
the field supervisor to whom he is assigned. The field super­
visor is held responsible by the Virector General for the 
continuing improvement of the local offices assigned and par­
ticularly for the training of strong, competent office managers. 

A more detailed listing of the functions of a field supervisor 
is as follows (Excerpts from the United States Manual of 
operations): 

"The Field Supervisor has certain definite 
responsibilities both to the Central Office 
and to the offices assigned to him. In 
respect to the Central Office he is respon­
sible for:
 

'Advising the Director and Staff Services 
of findings of his evaluation or inspection 
surveys of local office operations, action 
taken, unresolved problems, and making recom­
mendations relative to the solution of such 
problems and the improvement of operations. 

ieporting to the Director and the Staff 
Services the significant developments, condi­
tions and needs in the local offices. 

'Participating (with the Staff Services 
Sections) in the appraisal of program needs 
and assisting in the developing and evalua­
tion of proposed policies, programs, and 
methods affecting local offices. 

"In respect to the local offices in his juris­
diction the Field Supervisor is responsible 
for:
 

't1 ssisting in the planning, installation and 
revision of local office procedures, organi­
zation, methods and programs of service in 
the commuitr. 

'Reviewing and advising with the local office 
manager in the preparation or revision of work­
load estimates and field uffice budgets. 

'Providing for uniform interpretation of poli­
cies, programfhand procedures in local offices. 
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valuating operations and accomplishments 
of local offices ant directing the manager 
to take appropriate action. 

RRecognizing deficiencies in local office 
operations which require Central Office 
staff services and arranging such assist­
ance. 

Recognizing the training needs of local 
offices and conducting or arranging for 
necessary training programs.w 

a. 	 Relationship of the Field Supervisors and the Staff 
services ections 

Close cooperation is necessary between the field supervisors 
and the staff service sections. Responsibility for estab­
lishing and maintaining this coordination and cooperation is 
one of the major responsibilities of the Director General. 
He achieves this coordination through various methods. He 
holds regularly scheduled staff meetings attendod by both the 
staff sections personnel and the field supervisors; he makes 
available to staff services sections all reports of findings 
and recommendations made by the local offices; he advises 
staff services sections of areas of administration in which 
their assistance is needed to develop standards of performance, 
policy or procedures; he requests assistance from staff serv­
ices for the local offices in specific phases of operations 
which need special help (such as, conducting apecial studies 
of selected phases of local office operations; zonducting 
detailed training which cannot be adequately handled by the 
local office manager or field supervisor because of time or 
other limitations). 

b. 	 Recomendations for the Establislinent of Field Supervisory 
Positions over the Local Offices 

Sou discussion of the definition of "local officesl is neces­
sary in order that the field supervisory structure may be 
clearly established and clearly understood. 

The 	 Nlocal officew is the basic operating unit of the Eqploy­
mentService. It is a permanent office located in a city (or 
organized conuity) which is sufficiently large and couplex 
in its employment structure to require a full-time placement 
service or labor exchange. The great bulk of the work of the 
office is dbvoted to providing this placement service and all 
the 	other services offered by the FYiployment Service to maet 
the 	needs of the city within which it is located. Thus, the 
basic permanent local office is a Ofull-functioning3 office 
by definition in that it offers all of the services (placement, 
counseling,, labor and industrial Market information, clearance 
services) in a permanent location and makes these services 
available all day on every -Rcheduled business day of the year. 
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Each full-functioning local office is assigned an adminis­
trative territory surrounding but outside of the city in 
which it in located. This territory may be quite extensive 
and mW have in it a number of small towns, villages, and 
a scattered rural population. While the local office devotes 
most of its time and resources to the large conmminity within 
which it is located (because the requirements of that city 
demand it) the office is also responsible for serving on a 
limited part-time basis the smaller and more irregular 
requirements that may exist in the simpler communities which 
lie within its administrative area. 

It may do this in a number of ways. Frequently, all that is 
necessary is to make known the existence, location, and serv­
ices available in the permanent local Employment Service of­
fice to the workers and employers throughout the administra­
tive territory. Those who have need of services may then 
call at the office on the occasion of their next visit to 
the city. 

In larger administrative territories where the villages or 
smaller towns are too distant for this to be practicable, 
the permanent local office may send a representative to the 
more central and important of the towns which need a limited 
amount of service. This is called witinerant service.' It 
is usually conducted on a regular schedule according to the 
needs of the territory. Tisits may be for one day every two 
weeks, or one day a month. Office space for these visits is 

provided by the town or village authorities. Because of their 
small size and simple economic structures, such communities 
do not require any internal placement service (i.e., bringing 
local workers and local jobs together). The itinerant service 
makes it possible to register local people who wish to seek 
work in other cities (through clearance) or to take orders 
from employers who cannot find local workers with the skills 
needed. In addition, counseling services and industrial serv­
ices may be provided (or arrangements made to bring in a tech­
nician from the permanent local or the Central Office). 

Occasionally the demand for service in outlying parts of the 
administrative territory may be so heavy during certain 
periods that it may be necessary to establish a tepor 
Employment Service office to meet the need for that period. 
This situation usually occurs only with regard to agricultural 
harvest seasons, although it may arise in connection with the 
establishment of a new industrial plant or a large construc­
tion project in the outlying area. Such offices, in addition 
to being tenporary, are limited in their functions to the 
special purpose for which they are established. The recogni­
tion of the need for such a temporary office is nomal2y the 
responsibility of the permanent local office in whose adminis­
trative territory it arises. Permission to open it is secured 
from the field supervisor and the Central Office. The permanent 
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local office will detail its own staff for the temporary of­
fice in most instances. However, if the need is great or 
for other reasons it finds it cannot spare its own staff, the 
field supervisor arranges temporary loans of personnel from 
other offices. Daring its existence, the temporary office 
is considered simply an extension of the permanent local 
office and the manager of the local office is responsible for 
its operations. 

The administrative territories assigned to the permanent local 
offices are so arranged in the Employment Service that 
all of the country is covered and n-oopen land" exists. Some 
office in the Employment Service must be responsible for every 
hectare in . no matter where it is. 

The permanent local office, as the basic operating unit of 
the system, is independent administratively of all other 
offices. It reports in line of authoril directly to a 
specific field supervisor of the Central Office. Its written
 
reports and statistics are sent directly to the Central Office. 
It is responsible for studying the needs of the administrative 
territory assigned to it, making necessary plans to meet these 
needs through itinerant service, temporary offices, or by 
other means (subject to approval of the field supervisor). 
All permanent local offices offer the complete range of employ­
ment services. Because of the widely varying size of permanent 
offices and differing workload., it is customary for grade and 
salary purposes to classify them according to size or impor­
tance. For example, Class I offices would be the largest on 
the basis of staff assigned or the size of the city in which 
they are located; Class II would be those of intermediate size; 
and Class III, small offices. The salary of the managers and 
the staffing patterns (types of classified positions) allowed 
would vary according to the class of office. 

(The preceding discussion excludgs the problem of Istanbul. 
Because of the peculiar problems which exist in cities of 
metropolitan rank with a population of 1,000,000 or more, 
separate treatment is given to this problem in section d 
below.)
 

c. Recommendation for Field Supervisors 

Considering the present size of the local offices (which are 
small in terms of staff assigned) and considering the present 
number of offices, three field supervisors are recommended. 
This will provide an average load of from seven to eight of­
fices per man which in view of the small average staff per 
office, is relatively a light load. 

Since it is the purpose of this Appendix to provide the basis 
for administrative decisions with regard to the permanent 
structure of the Central Office, and since decision on this 
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structxre mst pr6cede initiation of early action in the
 

interim organization, I hav, not undertaken the detailed
 
studies necessary to finally fix the exact offices and
 
territory boundaries for each field supervisor recommended. 
I have prepared and attached an illustrative schedule of 
office assignments, which provides a rdasonable balance 
among offices assigned to each supervisor, both as to size 
and 	number. After a decision is reached with regard to the 
Central Office organization proposed in this Appendix, work 
can 	be initiated on making a final selection of offices for 
each supervisor which will establish the boundaries of the 
supervisory territories for each local office and their 
adm Cistrative territories. This is quite a job and should, 
to the extent possible, be done by the men selected as 
field supervisors, under direction, of course. 

It will be noted on examining the attached schedule that 
only the recognized offices are listed (Subesi and ijanlik). 
Representatives and their locations are not listed. They 
do not appear to meet the criteria for permanent local offices, 
and from the discussions I have had with the Director General 
on the 	subject, it seems clear that they were not so intended. 
To a great extent, they appear to have been created to meet 
some of the needs which would be served by an itinerant serv­
ice and some of those which a temporary office might be 
expected to meet. I think the device of the representative 
should be carefully re-examined, particularly as we develop 
factual data on the farm labor problem. Until further study 
I have chosen to regard them as limited functioning stations 

farm need or to serve in lieuestablished to met a seasonal 
of an itinerant aervice apparatus. As such, as soon as the 
administrative territories for the permanent local offices 
have been established, these men should be attached for 
administrative purposes to the local office responsible for 
serving the territory in which they happen to be located. 
heir subsequent disposal or continuance should be related 

to the local office's plans for providing service within its 
administrative territory. 

The three field supervisors should be stationed in the 
Central Office in Ankara, each visiting the offices in his 
assigned territory on a regular schedule as instructed by the 
Director General. 

d. 	 Recommendations for the Survisor of- the Istanbul Labor 
MaR A"& 

Wherever one single labor market area is encountered which 
approaches Rmtropolitan" size (population of 1,000,000 or 
over), special problems will also be encounterad with respect 
to providing effective supervision for employment service 
operations in the area, Istanbul is such an area. 
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In essence, a large labor market area is the same in its 
Theybasic characteristics as a small labor market area. 

are both. centers of economic activity within which it is 
possible efor workers to seek and take employment anywhere 
in the area without the necessity for changing their place 
of residence or without necessarily changing their area of 
employment. 

size and economicNevertheless, the vast difference in 
structure of a metropolitan center like Istanbul, as com­
pared to smaller and simpler areas such as Eskisehir or 
even Izmir does create special problems in organization and 
supervision. For example,.while both cities are served by
 
a permanent local office, it may not be possible in a metro­

politan labor market to house all of the sections of the
 

office in the same building. This difference may be due to
 

one of two factors. It may not be possible, because of the
 

size of the staff or the large traffic load of applicants,
 
to secure adequate suitable space in oie building and/or
 

that the major employ­it may be discovered upon analysis, 

ment concentrations for broad occupational or industrial
 

centers which are some distancesegrnnts of the market have 

apart; ' i.e., the center of employment for white collar and
 
commercial workers may be located near the center of the 
city's business district, whereas the center for industrial
 
employment may be a mile or two distant.
 

In either such case (limitation of space available or
 
separation of the centers for major types of employment) it
 

of the local
may be necessary to locate one or more sections 

office in separate space. Men such separation is necessary
 
(and it should not be done unless it is absolute. necessary),
 
the separation is made along industrial-occupational lines.
 
Regardless of any separations, however, it must be remembered
 
that they are integral parts of a sinle office serving the
 
city; the section managers are directly responsible to a
 
single top local office manager for the city whether they are
 
located in different portions of one large building or whether
 
they are located in different portions of the city.
 

Because of the importance of the metropolitan area and the
 
very large portion of total Employment Service staff of the
 

located there to serve it, the position of
nation vhich is 

local office manager for the metropolitan area of Istanbul
 
is an extremely important one. Te salary and rank which
 
is assigned the manager must be conmensurate ith the impor­
tance of his responsibilities. He is usually designated the
 
title of Metropolitan Mirector or )4anager and his rank and
 
grade are at least those of a field supervisor and may be as
 
high as an assistant director. Because of his grade and rank, 
it is usually not possible to interpose a field supervisor 

He. therefore,over him and between him and the Director General. 
reports directlv to the Drector General am do the 'ield super­
visors, although in most respects the nature of his job is 
actually that of a local office manager. 
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This creates one peculiar administrative problem, and that 

is how does the Director General of the Employment Service 
achieve inspection and supervision over the Metropolitan 
irector and the operations under him? In the case of non­
metropolitan offices, this is accomplished by the field
 

representa­supervisor, as the Director General's immediate 
tive, who is in a position to review the local operation 

and report toobjectively, give orders for remedial action, 
the Mrector General upon the condition 'of the office. The 
Metropolitan Director, after all, is a human being and as 

such is not wholly capable of viewing his own efforts and 
of his high rank,accomplishments objectively. Regardless 

it is too much to expect him to supervise himself and to be 
own work. Therefore, theobjectively critical of his 

Director General personally assumes this responsibility for 

direst supervision of the Metropolitan Director, and the 

size and importance of the metropolitan operation fully jus­
claims his direct time and attention. Intifies these on 

order to aid himself in this, he may and does utilize the 

services of the staff services sections of the Central Office 

in making special studies of the metropolitan operation and
 not many of the details of performance which he himself may 
Based on these staff services
have the time to perform. 


reports, and upon his own inspection of the major phases of 

the metropolitan operation, he issues the necessary orders
 

the necessary direction and supervision to theand provides 
The atff services do not issueMetropolitan Director. 

orders directly to the 1etropolitan Director.
 

resident
Therefore, it is recommended that the position of a 


Metropolitan Director be established over the operation 
of
 

the Employment Service in Istanbul and that the Drector
 

General perform the functions of Field Supervisor 
with respect
 

to and over this local office. 

that a study of the structure-ofIt is further reconended 
the Istanbul labor market be undertaken in order to determine 

of the office or offices need­the nature of the organization 
ed to serve this area adequately. 

It will be noted in the attached schedule that there has been 
to the a small violation of principles in assigning Edirne 


It is normally not a
Metropolitan Director of Istanbul. 
good practice for one permanent local office manager to be
 

administrative territory
supervised by another. Also,, the 
office is usually best restricted to theof a metropolitan 

area (the boundaries of theboundaries of the labor market 
because of the*economic city"). In this case, however, 

small size of the Edirne operation and ts distance from 

Anatolia, il seeims more practical to assign it to Istanbul 
than to attach it to some field supervisory territory and 

require the long trips through and past Istanbul on supervi­
the boundary of the administrative sory visits. Therefore, 
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territory would begin in the eastern limit of the Istanbul
 
labor market area and extend west to Edirne and include
 
Tarkiah Thrace. 

e. Sumary of Recommendations for Line Supervisors
 

Establishment of three field supervisors is recommended to
 
provide direct line supervision over all permanent local
 
office managers outside of the territory assigned to Istanbul.
 
These field supervisors have their permanent Ttationo in the
 
Central Office at Ankara and report directly to the Th.rector
 
General.
 

Establishment of a metropolitan director is recommended to 
perform the functions of local office manager for the Istanbul
 
labor market area. It is recommended that the flrector
 
General perform the functions of field supervisor with respect
 
to the Istanbul Metropolitan rirector. The Istanbul Metro­
politan Mlrector is recommended to be stationed in Istanbul. 
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Suggested Criteria for Establishment of Apendix No. 2 

National EMployment Services 
in 

Under-develojid Countries 

I. 	 No commitments for technical assistance should be made unless a thorough
exploratory and diagnostic study is rade first in the country for which 
assistance is being considered. The amount, kind and sequence of any 
technical assistance which is provided should follow the recomendations 
of this study. 

Ii. 	 The diagnostic study should provide information sufficient to answer the 
following questions and permit the application of the related criteria. 

A. 	 Determining Need for Manpower Apparatus 

1. 	 Current Status of the Economy 

a. 	 Extent of Industrialization 

4proximately what percent of the civilian labor force is 
employed (in total) in the following industrial groups
(either private or public enterprise) Manufacturing, Trans­
portation, Communications and Public Utilities, Mining and 
Construction? If the percentage is less than 25% and no 
tangible plans (or prospective circumstances) Mest which 
would lead to an expansion of this proportion the need for 
any 	 type of manpower assistance is probably not an urgent 
one.
 

b. 	 Conplexity of the Urban Labor Markets 

In those countries which meet the criterion regarding the 
minimum degree of industrialization, the number and coN­
plexity of the urban labor markets is an important addi­
tional consideration in determining the need for a public 
employment service. 

(1) 	 Size of Cities 

he country should have at least one urban center with 
employment of at least 85,000 wage and salary workers 
(or a population of over 250,000). If the largest city 
is over 250,000 but less than 500,000 population (85,000 
to 170,000 employment) there should be 'at least two other 
urban centers having employment of 15,000 or over (i.e.,
around 50,000 population). (If a decision is made on the 
basis of the minimum criteria to establish a National 
Employment Service, consideration should be given 
eventally to establish offices in all cities with 20,000 
or more employment provided they meet the other criteria 
on average sizeo firm, etc. See Appendix No. 2a.) 
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If the largest city has between 225,000 and 330,000
 
employment (i.e., around 750,000 to 1,000,000 popula­
tion) this alone should be sufficient, even though the
 
Employment Service might not eventually extend beyond
 
the one metropolitan area. Cities of this size will
 
almost always meet the other criteria suggested below.
 

(2) Average Employment per Employing Establislent 

For the cities identified under (1) above information 
should be secured with respect to the total wage and 
salaried employment and the total number of employing 
establishments employing one or more workers. The 
average employment per establishment should be no less 
than 7 workers. 

(3) Number of Firms (complexity of market)
 

There should be at least 100 firms in each city under
 
consideration having at least 25 or more employees per
 
firm. 

(4) Industrial Composition 

Each city under consideration should also meet the 25% 
criterion mentioned under II A, 1, a above (at least 
25% of the total employment should be, in the aggregate, 
in the following industrial categories: Construction, 
Mining, Manufacturin, Transportation, Communications 
and Public Utilities). 

c. Existence of a Migratory Agricultural Labor Movement
 

Year-round permanent agricultural employment in under­
developed countries does not contribute substantially to a
 
need for manpower assistance including establishment of
 
employment service facilities.
 

Existence of substantial crops having sharp seasonal peaks
 
for harvest and which require large migratory movements of
 
farm workers to the crop from areas of labor supply, very
 
often does suggest a real need for manpower machinery and
 
technical assistance.
 

See Appendix No. 10 for study outline. 

2. Prospects for Future Industrialization: Economic Planning
 

Uhere a country's current econoq is insufficient to meet the 
criteria suggested under 1 (above) a careful examination should 
be made of its future prospects, particularly for the near term 
(approximately 10 years). 
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Where valid evidence exists that the econony will expand and 
industrialization will increase mbstantially during this period 
whether for reasons of development by private capital, unaided 
agressive national planning toward achievement of specific eco­
nomic and social goals or a similar effort largely supported by 
foreign aid, these facts should be ccn!idered in relation to pro­
vision of manpower technical assistance. In other words, where 
it can be demonstrated that there is a real possibility that the
 
near-term expansion of the economy will result in the country 
reaching or closely approaching the criteria ( A 1 above) at 
some time within or even toward the end of the next ten years, 
the criteria should be regarded as having been met. 

3. 	 Administrative Feasibility 

Countries which do meet the criteria outlined in section A above 
should be examined carefully from one additional but highly impor­
tant standpoint before final commitments are made to provide
 
technical assistance in the manpower field. It will be necessary 
to form conclusions as to the country's administrative ability to 
utilize technical assistance with some reasonable degree of effec­
tiveness and to sustain an operating program after the termination 
of the technical assistance period.
 

Valid conclusions in this area will not be too easy to reach and 
will involve a higher number of subjective judgments than will be 
involved in applying the criteria in the foregoing section A. The 
individual making the diagnostic study will have to rely heavily 
on other people for information and advice in this area. These will 
include Embassy staff, resident technicians in other fields, ICA 
mission (USOM) officers, staff of the UN and other international 
agencies or private foundations, et. al.
 

Answers to questions of the following type can be of help in arriving 
at final conclusions on this phase of the diagnosti study: 

1. 	How many changes in the government have there been in the past 
five years? If the top executive has been in office most of 
this period, what has been the turnover among the cabinet? 
This is a matter of record in most places and can provide some 
useful clues with respect to the potential stability of the 
country, Continuous changes at the policy making level (cabinet) 
suggest very limited prospects for effective use of technical 
assistance in the manpower field. 

2. 	 Determine what manpower activities, if any, the country now 
carries on or has attempted to carry on in the past (.g., labor 
statistics, apprentice training, occupational research, labor 
standards, placement activities of any kind, etc. ). What has 
been the administrative history of these efforts and what do 
they suggest? 
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3. 	 Where tecnnical assistance projects in other fields such as 

argiculture, health, transportation, communications, et. al. 

have been initiated, what problems have they encounterd and 
success­how success-ful have tney been? Has the country been 

ful in carrying on such work on its own after the period of 
outside assistance has ended?
 

4. 	 If no public employment service exists (some countries have 
small primitive services, established usually under very sound 
laws, but too small to be useful or effective) what assurances 
can be obtained that an organic law can be passed to provide 
for the establishment of such machinery where the need warrants 
it (prior to or coincident with the provision of 	technical
 

assistance)? Similarly, the problems of financing such opera­
tions should be carefully explored. Information obtained on 
items 2 and 3 above should provide clues here. 

of funds hao been5. 	 Where no administrative organization or source 
to the probableauthorized by law, but all other facts point 

success of technical assistance, a favorable recommendation 
should be made if the government will agree to designate a full­

time qualified individual or small cadre of individuals to work 
with whatever technical personnel may be sent to get the program 

under way. Such individuals would form the administrative 
nucleus of whatever agency was later created by law to carry out 

the 	manpower program. 
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Suggested Criteria for Opening and Maintaining
.FuIFunctionn ocal Employment Service Offices 

to 5drre 3mall Cowwmrdties 

The very brief criteria below are for use in determining the need for open­
ing and maintaining local employment offices in small colmmunities which 
have fewer than ?0,000 wage and salaried workers employed on nonagricultural 
activities (excluding household domestic). 

These criteria are to be applied only where it has been previously deter­
mined that the establishment of a national employment service system, 
itself, is warranted, based on the criteria established in Appendix No. 2. 

The usefulness of these criteria is mostly in marginal situations, i.e., 
to aid in arriving at decisions as to whether to open offices in communities 
situated close to the 20,000 employment level indicated above. Owing to 
unusual labor market activity some communities below that level may justify 
the establishment of an office, whereas some communities above this level 
may have relatively static employment markets, and present no pressing need 
for an office 

Seasonal agricultural needs involving substantial numbers of migratory workers 
has not been used in these criteria for opening permanent full-time offices 
since with few exceptions the peak seasons are of such short duration that 
temporary facilities will meet the need. 

These criteria are relatively simple and are based upon the estimated volume 
of hiring and the complexity of the community labor market; in short, upon 
the need for year-round placement service. As indicated in the text of this 
handbook, this is the ony baic Justification for opening a local employ­
ment office to the public. If the placement need does not eA , pr on 
ofthe collateral services, normally carried on by a ful'-functioning local 
office such as labor market information, job analysis et al. can be provided 
much more economically by other means. 

Opening a full-functioning office tL) the heavy public traffic which it 
inevitably attracts, the taking and filing of work applications with the 
implied promise of consideration for employment which this involves, should 
never be undertaken unless there is a reasonable prospect that there is an 
underlying need for placement service. There is not only the heavy cost 
involved, which is incurred in throwing open the doors to the public and pur­
porting to offer job finding service, but also the danger of bitter adverse 
public reaction exists when the promise does not materialize. Such reaction 
can have unfortunate political renults which may reduce government support 
of the rest of the system. 
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1. Recommended Criteria for a Full-Time, Full-Functioning, Year-round 
Office
 

A minimum monthly net placement potential (new hires) 
or 600 for each of nine or more months and, a minimum 
of 100 principal e jloers (defined as nonagricultural 
establishmentps emnloying 25 or more workers). 

Offices should not be established in communities which do not meet
 
the above minima. 

For rough comparative purposes as to what this would involve consi­
der that 20,000 wage and salary employment (excluding household domes­
tics) might have, conservatively, approximately a 3% per month new hire 
rate or about 600 hirings per month for at least 9 months. Assuming a 
monthly penetration rate of around 10% which would be fairly normal for 
this size community this would yield the office 60 nonagricultural. non­
domestic placements per month (or about 15 per week) during 9 months of 
the year or around 500 to 600 total for the year. It is difficult to 
defend the expenditure of the desperately needed resources of an under­
developed country on permanent local offices with any lesser possibilities 
than this. Even if a penetration rate of 25% is assumed in each of 9 
months of the year the total yield will not be much over 100 to 120 
placements per month. 

In applying the criteria (1, above) it is essential that only the placement 
potential of the employing establishments within a given labor market area 
is to be considered. Otherwise the criteria woud be meaningless if it were 
possible to gerrymander or add together any group or series of towns until 
the criteria were met. Part I, section 4210 of the ES Manual contains a 
formula and a detailed procedure for the fDelineation of a Labor Market Area 
for Placement Service. If time does not permit the use of this more 
thorough method, a fairly useful rule of thurmb can be employed; i.e., the 
boundary of the labor market area may be considered to include the area 3 
miles beyond the city limits of the community in question but no farther.
 
In an under-developed country, with only foot travel or other non-mechanical 
means, this distance will catch most of the peripheral settlements and the 
8conutingn to and fro. 
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Salary 
Scale
 

(in 	local currency) 
per


Year 

Field OfficesCentral Office 

MDirector 

Asst. Mroctor 

Field Supervisor 

(Staff Services)rdor Tecnician 	 ger - class I offices 
(cities of 100,000 and over)
 

Technician iManager 	 - class II offices (Staff Services) (cities of 50,000 to 100,000(Staff Services) 
 population) , .. 	 . ,(, ) 

Senior Interviewer 

Interviewer
 

Clerks, Stenographers, Etc.
 

(74) 	 This pay range used for 
managers of class III of­
fices (those under 50,000 
pop.). In other offices
 
this pcsition entails the 
duties of a working fore­
man over units or small 
sections (sQme elements of 
supervision) he senior 
interviewer grade may also 
be used for full time per­
formers of spec alils such 

as counseling or area labor 
market analyst in class I 
offices. 

Tnplate
 

F1r use as an aid in settLng approximate relationships of Ce~tral Office and 

local office position categories. - 81 ­
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BASIC INVIEWUING SCHNIQ.E: (Training Unit No. 1) 

I. Introduction
 

Unde;'standing and acquiring this basic interviewing technique is 
absolutely necessary for every member of the Fmployment Service 
who deals with Job seekers wanting work and employers who want workers. 
Mastery of this technique is also essential for the itaff members zho 
manage or supervise the field offices of the Employment Service, or 
who prepare instructions or occupational reference material for the 
use of local office staff. 

f-. 	 The basic technique is applied with minor variations to applicaticrl 
taking, taking orders (or requests) from employers needing worker6 and 
for preparing job descriptions for the occupational dictionary. All 
of these activities, to be performed properly, require a thorough under­

standing of job structure. This grasp of job structure is the founda­
tion 	and fraeork of the Basic Interviewing Tecique. 

Since the application taking process is of great importance, and in 
terms of time sequence, is ordinarily the first major activity performed 

field office operations, this training course will use application­in 
taking as its vehicle for introduc~fltg!ou to the basic interviewing 
technique. At the end of the course it will be clear to you how the 

order-taking and preparing ob descriptions.technique also applies t) 

1. Matching Worker Qualifications with Job Requirements 

All employers want the best qualified workers possible; to 
save time and effort in training new workers; to save lmoncy 
which would otherwise be lost in wasted time, wasted materials, 

wear and tear on valuable machinery and equipment.and 

Looking at it from the standpoint of the worker, if he is hired 
for a job he already knows how to do, he can make more money in 

than 	he can if he has to start at the bottommost 	occupations 
of a 	new one and w6rk up. He will be able to progress faster 

and, what is more important, he will already know that he likes 
and can do the work, so he is self-confident instead of feeling 
nervous and inadequate. 

Thus the matching of worker qualifications with requirements of 

the job is of paramount importance to both employers and employees. 

If the Employment Service has a place in the nation's economic 
system, it is primarily as a facilitating service in this matching 
process.
 

Determining the workers' qualifications, the is one of the three 

corner stone operations of the agency, dterining the require­

ments of the job and the matching process are the other two. 

(Draw three pillars supporting a roof - on class blackboard.) 
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2. The Application Card--A Word Picture of the Applicant 

When an applicant comes into the local office, we could deter­
mine his qualifications in an oral interview and then look to 
see if we have any job orders on hand which he could fill. But 
orders and applicants who can fill them seldom arrive at the 
local office simultaneously. When an applicant comes in to 
make application for employment, we may not be able to find an 
order for which he is qualified.
 

We could ask all applicants to report every day to be on hand 
in case a job order comes in--or we can make records of their 
qualifications and file them in such a manner that the worker 
with the desired qualifications can be located quickly when a job
opening occurs. The latter method has long been recognized as 
being the most efficient. It is the one used in the Employment 
Service. 

The application card is the record of the applicant's qualifica­
tions. It represents the worker in the office and provides a
 
word picture of those things about him which must be known in
 
order to refer him to a job opening. 

Obtaining a good application card is one of the most technical 
and difficult operations performed by our service. If this job
isn't done right, the application files will not be adoquate for 
selection purposes. 

When we accept an application from a worker, we are in effect 
promising him that he will be considered for all jobs which come 
in for which he has the necessary qualifications. 

3. a plication Card--(What do we need to know about anapplicant?) 

One of the best ways to illustrate the kind of information which 
is needed about an anplicant (in order to do a good placement
job) is to look at a typical emnioyer's order. 

You have all been handed a copy of a hypothetical order from the 
Yildz Metals Company for an all around or combination welder. 
While the physical form of this order is not familiar to you, 
you will note that it is arranged so as to provide room for all 
of the necessary information about the job for which the Yildiz 
Couany wants a worker. (The field offices will be furnished 
forms like this for order-taking in the near future.) 
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ExUmne this order carefully. In the space left blank here, 
list the qualifications that the worker must have in order to 
fill the job. (Stop 15 minutes while class makes list.) 

' q /4LA; r " - f - . 
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Let's go around the group and list on the blackboard the quali­
fications you have written down. Compare this list with the­
list printed on the reverse side of this page. All of these 
iteic are things or qualifications an applicant must havo in 
order to fill the Yildiz job. 

Assuming that the local employment office has on file some 
cards of available welders, do you think you will find this 
kind of informnation on the application cards? 

Is it clear why such inforiation is needed on the application 
cards? 
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alifications Required by the tRldiz Job: 

1. 	 Male Sex 

2. 	 Under 50 years of age 

3. 	 At least two years of recent experience as a 
combination welder (excluding training or appreh­
ticeship time) 

4. 	 Able to do overnead welding 

5. 	 Able to weld sheet metal, alloy and metal pipe. 

6. 	 Able to read blueprints ard lay out his work from them 

7. 	 Able to estimate man-hours of welding on a given job 

8. 	 Must own kit of small tools to repair and maintain 
the welding equipment 

9. 	 Able to work alone and without close supervision 
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Of course soe of the Yildiz requir6aents are more important 
than othors. For exa le, if no welders could be found who 
owned their own tools for repair of the welding machines, the 
emplayer woul, probably be willing to furnish them. If the only 
men available who met the other requirements were 51, 52, and 54 
years old, the employer, on being consulted by the local office, 
would probably modify this requirement and accept them. Bat on 
the rest of the requirements, he will undoubtedly insist that 
the office refer only wrkers who can meet them. 

Now let's look at the application card of Hassan GCven who regis­
tered with our Ankara office two weeks ago. Take the qualifica­
tions we listed for the Iildiz job. Take the items one by one 
and see if you can find the information on Hassan's application 
which shows whether or not he posseses the qualifications to 
fill this order. 

(allow 15 minutes here) 

Qalification Required What item

(blackboard list p 3) match? 

s on 

(Liat) 

Otven's card 

1. 

2. 

3. 

4. 
5. 

6. 

7. 

8. 

9. 

Let's go around the group and write on the blackboard the 
qualifications O(ven posseses which mat.;h Yildiz' require­
ments that you have identified and written down. 
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Check your list and the one on the blackboard against the list 
printed on the reverse aide of this page. 

Uile Haasan GCuvn in almost too good to be trus, this example
illustrates the major classes of information needed about an 
applicant to match him and refer him to a job opening 

-- identifying data and personal character­
istics 

-- detailed Information about his signMf­
cant work experience (jobs he has held 

-- specific information regarding his educa­
tion and training. 

It also shows that the application card is so designed that,
when correctly filled out, it provides the various kinds of 
information needed. 

h. 	 Classification of Application Cards for Ease in Locating in 
FMe 

Some method is necessary to enable us to find the applica­
tion cards of applicants who are most likely to met the 
requirements of specific job orders. That method is called 
occupatioma classification. Occupational classification is 
a device by which we summarize and label the applicant's
qualifications for eployment. The files of application
cards are arranged and set up so as to bring together in one 
place in the file the cards of all persons having the sane 
occupation. 

Since this training course is concerned primarily with pro­
viding an understanding of the basic interviewing technique, we 
will not go into the details of occupational classification and 
coding system at this time. There will be a separate course on 
the now system and its use. (T be based on ILO's 
Internationl tandard Classification of Occupations. See main 
text of this handbook.) 

*pplication-Thking isA0 	 Not an ay Process 

There are several factors which make certain phases of applica­
tion-taking a very technical operation. For example: 

a. 	 The applicants will have experience in many different 
occupations. You will have to be able to obtLn n 
evaluate qualifications for these occupations. 

b. 	 Jobs in the am occupation with the same nae my vary
from indutry to industry and from employer to employer. 
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Item 

1. 	 He is male. 

2. 	 He is under 50 years of age. 

3. 	 He has at least 2 years recent
 
experience (outside school).
 

4i 	 He in able to do overhead welding
 
(Metcalf job).
 

5. 	 He is able to weld sheet metal (auto
 
fenders and bodies, gives evidence of
 
this); he can weld alloys (Molybdenum
 
and high-chrome steel on Metcalf job).
 
He can weld pipe (SocomV job).
 

6. 	 He can read blue-prints and lay out
 
work (his technical schooling gives
 
evidence of this, as well as his
 
Socory job and his own shop).
 

7. 	 While it is nowhere stated specifically, 
the kinds of jobs he has held clearly 
imply that he can estimate the man 
hours required for a given job. The 
job of foreman (Socony) usually requires 
this, and, since he priced his own work 
in his own shop, he would have to have 
estimated the man-hours which it would 
take. For absolute safety. the inter­
viewer would check this point with Civen 
when he called him for referral. 

8. 	 He does own a kit of tools (and since
 
he had his own welding machines for
 
6 years it can be assumed he knew how
 
to maintain and repair them).
 

9. 	 From his experience as foreman (Socony)
 
and his self-employment, it is clear
 
he is able to work alone and without
 
close supervision.
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e. 	yuz applicants will have difficulty describing their Jobs 
the 	neces­adequately, and it will be up to you to Ndraw out" 

sary information. 

d. 	 7be human element cannot be disregarded. Some applicants 
may have emotional reactions to the interview, to the experi­
ences they are describing, and even to you. 

e. 	 You will be expected to have the magic touch which can make 
is to take the place ofthe 	application *come alive' if'it 

the 	applicant in the office. 

7he 	training which follows is designed to show you how to meet 
all 	these problems by the use of the Basic Interviewing Technique. 

M. Application Card Standards 

1. 	 The Work History Sections 

For the applicant who has had work experience, the items 	or work 
applica­history constitute by far the most important part of the 

tion card. 

he work history serves three purposes: 

a. 	 It shows that the applicant possesses skills and abilities 
which are marketable to other employers. 

b. 	It provides the basis for the occupational classification
 
and 	codS which will be assigned. 

c. By providing a specific and detailed record of the jobs
 
held and the skills and abilities acquired, it enables the 
placement interviewer to make a sound and accurate selec­
tion (or match) against the requirements of employers' 
orders. 

2. 	 A Knowledge of Jobs and an Understanding of Job Structure is 
Necessar3y 

If every interviewer had first-hand, complete knowledge of all 
jobs in the econon7 we would have little difficulty in getting 
a work-history record on every application card which would 
perfectly reflect the things the worker can do. 

Unfortunately the personal and direct knowledge each of us pos­
sesses about different jobs is quite limited. In order to 
illustrate this, write on the back of this page a list of the 
occupations you really know well from first-hand experience (ones 
you 	feel you know well enough to give, if asked, all of the duties, 
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How W have listed more than 5? More than 10? Moe than 2O 

(The Instructor may wish tn have several mmbers of the class 
their lists on the blackboard for discussion. Ask how
write 


each cam by his knovledge.)
 

while no comprehensive listing of all of the occupations in 
has yet been made, a very conservative estimate would 
total at between 2500 and 4000 different occupations ora*T-


jobs.. 

about which the normal indivi-
You can readily see that the Jobs 
dual has direct personal knowledge falls far short of the number 

which we must deal with as interviewers, or technicians, or 

managers in the Employment Service. 

Nevertheless, we must be able to obtain from each applicant a 

description of al 'uportantelements in his jobs and record 
them on his application card.
 

It is perfectly possible to do this even though we may know 

n gabout a particular job. 7his is accomplished by 
Structure
securing a thorough understanding of Basic Job 

Ever Job in the World is Composed of One or More Tasksa. 
which esult in the Production of Goods or Services. 

b. A task is perforved 

(1) by means of equipment, method or material (How?)
 

(2) for a specific purpose, or for the purpose of the
 

job as a whole (Why?)
 

(3) and !a involve a measurable amount of speed, accuracy,
 

volume or frequency or conformance to a certain guide
 

or specification. (W1hat is involved?)
 

what we call Basic Job StructureThese two statements make up 
nobecause they suzomrize the content of every- W, matter how 

simple or complex.
 

Write this on the blackboard and leave it for rest
(Instructor --

of this training unit. If blackboard space inadequate have.it
 

big card and post it near the board.)
put on a 
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it is the objectivo of the Interviewing TbhnlMquo to iduntify 
eachasks tasl: of a fdven : obl to doteriatne the p ,roveor eachto detrmine how each task is performed asio erl­
nent, to deterjns is involved the w~y-of aaord­thl In 

(Also pose on the blackboard or card and lemve up&) 

In order to achieve this objective, the Basic Inteviewing
Technique involves aud.ing Four 1undo.vwntal Questions about 
each Job, and bocurini; AcuaeWsmstotae7u u 
liona. 

'Ihe First Question is: 

',hat does the worer do? (Me answer to this will ident' y
 
M'tauk or combinat.on of tauts which made up the job the
 

worker hold).
 

For each task so identified three ndctional questions are 
aske~t_ 

y does he do this tasi: (,hat purpose does tQ9 tauk serve
 
]Iiproducing the product or service, with which the job is
 
concerned?) 

How does he do the task? (What methods equipmnt or material 
Ms he uso in performing the task?) 

'1at is involved in o-'yhf the task? (This refers to any moas­
urabl- amount of speed9 accuracy, relstoe frequency or other 
stnmdarde under which the task is performne ) 

She Set of Fltir (.uestions is called the Job Analysis Formulas 
'The Basic Interviewing 'Ibchnique consists of po.lng and 
securing the answors to Eheao four questions in ..ntLervieving
applicants or securing information with regard to employor a 
requirements on job orders. 

In job analysis woVA and preparing job descriptions for the 
job dictionax-y answers to these same four questions obtaiedare 
by actual obscorvation of Wiho job-nte -place oz works and the 
analyst records the answers he obtains through -bservation. On 
the surface the Basic interviewLng Techniques built upon the 
job anal, sis formula of 

!..bat? 

and 
trhat is InVolved? 

seem quite Pirple and oasy, Unfortunately, it is not quite a. 
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easy as it looks as we will discover when we try to apply it. 
It takes a great deal of practice and time. But on the other 
hand it is not terribly difficult to learn to use successfully 
if one wilL concentrate on it and keep working at it until pro­
ficiency comes. Once acquired, it is undoubtedly the one most 
useful skill in the Employment Service. 

The best way of beginning our practice on this, I think, is to 
examine a statement describing a typical job: 

"Bricklayer: Lays brick for residence housing with hand trowel
 
an mortar, averaging 400 bricks per day. Checks vertical and 
horizontal alignment with a plumb bob and level to keep walls 
true. Finisies mortar between bricks with point of trowel to 
remove excess mortar and to smooth the joints.* 

What did the worker do? Name the first task in this job sumary. 

(Answer) Lays Brick 

W did he do it? 

(Answer) For residence housing 

How did he do it? 

(Answer) AIth hand trowel and mortar 

What was involved in performing this task? 

(Answer) Averaging 400 bricks per day 

What was the Second Task performed on this job? 

(Answer) Checks the vertical and horizontal alignment 

W w did he do it? 

(Apswer) To keep walls true 

How did he do it? 

(Answr) With plumb bob and level 

What was iuvolvedT (In this task there is no measurable amount 
of speed, accuracy, volume or frequency or 
other standard which has to be maintained 
or followed, so thib question does not apply.) 
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What was 	 the Tird Task performed on this Job? 

(Answer) 	 Finishes mortar between bricks 

Wtw did he do it? 

(Answer) 	 To remove excess mortar and smooth Joints 

How did he do it? 

(Answer) 	 With the point of the trowel 

What was involved? 

(Answer) 	 The question does not apply for the reasons stated 
above in connection with the Second Task. 

In this example of a Bricklayer Job we can get answers to what? !M? and 
how? for 	every task involved. 

In marn jobs, however, the 'M_?' of some of the tasks is so obvious that to 
state it in words would be superfluous. For example, a tree cutter or 
logger chops the trunk of a tree. The 8why is fairly obvious (i.e., to fell 
the tree). 

Occasionally a *how* statement is obvious or superfluous in making a record 
of the interview:-On many simple machine jobs a worker may "start the 
machine" but whether he does it by pushing a button or pulling a lever is 
inaterial for our purposes. Another example would be a hotel chambermaid 
who has among her tasks *making the beds.6 It would be unnecessary to re­
cord that 	she did this 'by using her hands and arranging the covers.* 

Nevertheless, the fact remains that each task ("what") does have a "why"
and a "how." Until you gain complete proficiency in the Basic Interviewing
Method I-is always best, in case of any doubt, to caref nter Zown e 
VE--and the 'how." 

You will remember that we could not answer the question "what is involved" 
for tasks 2 and 3 in the Bricklayer Job. This question cannot be applied to 
all tasks. It is applicable only when the work has been done according to 
some standard. Examples of standards are measurable degrees of accuracy,

speed, frequency and volume or conformance to some specification or guide

such as a blue-print or template. If the Job you are dealing with is com­
pletely unfamiliar to you it will be necessary -to question the applicant on 
this point, by asking, for example, our Bricklayer: '"In the case of your use 
of the plumb bob and level, did you have to use them on every meter of wall, 
or at regular periods and frequencies?' His answer would be: 'No, according 
to z own-Judgment, I used them to check the accuracy of Mr work.* However, 
if Bricklaying practice demanded (which it doesn't) that the level be applied
to each meter of wall as a new course of bricks were laid, or that the plumb
bob be used every 15 minutes, then we would record under 'what was involved" 
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under Task 2 Happlying the plumb bob device every 15 minutes and applying 
the level once for each meter per course of brick laid.' 

Job Variables 

In applying the four fundamental questions which form the basis of all 
employment interviewing technique; the interviewer must always be alert to 
the possibility of Job Variables. 

These job variables are differences that may exist in jobs which have the 
same name. For example, take our welder, Hassan dlven. You can easily see 
that there were certain important job variables in the three places he woric­
ed, even though he performed the job of *welder" in all three places., 

In the Metcalf job we see an important variable in the "how" element. In 
this job his welding was done by means of electric weldin-g-equipment. If 
this had been the only experience Hassan had, he would not have been quali­
fied for the Yildiz job, where the welder had to be expert in welding by 
gas (acetylene) equipment, as well as electric. 

Another important variable, illustrated in Guven's different jobs as a welder, 
is the variable materials he worked on. In the job of welder these are very
 
significant. In his Metcalf job he welded high chrome and Molybdenum steels 
(alloys). A welder who had worked only on mild carbon steels and iron would 
not be qualified to handle alloys without additional training--or a period of 
learning time on the job. 

In his Metcalf job he also had an important variable in method, in that he 
did welding in an overhead position which is much more difficult than 
horizontal welding. Te fact that he could weld pipe is also a variable. 
All welding jobs do not require it, and it is quite difficult. 

In our Bricklayer example, this particular job of Bricklayer has several 
variables. 

The job described involved only work on residence housing. A Bricklayer 
from the Karabuk Steel Mills who had, of course, laid brick, but only fire 
brick in the lining of furnaces, would not be suitable for the job described 
in our example until he had additional experience or training in residence 
work, which is a more finished and decorative operation. 

There are variations in measurements., or the degree of accuracy and preci­
sion required between different jobs which have the same name. For example., 
certain machinist jobs require an extremely high degree of precision in the 
measurements of the metal objects produced (die making, certain types of 
ordnance work, etc.). Some times the weight and size of the objects worked 
on are significant variables. A machinist who has woiked only in small shops 
on small sized work might be questionable to fill a machinist's job at Karabuk, 
or in the Railway Repair Shops where very large metal objects are machined. 
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There are even variables in the type or kind of employer for whom the job 
is performed. For example, the man who prepares food in a Lokanta upon the 
hill near the market place in Ankara, and the man who prepares the food at 
the Ankara Palas are both cooks. Because of the more elaborate class and 
style of cuisine at the Ankara Palas, the cook whose only jobs had been in 
lower class, cheap restaurants could not qualify for the job at the Palas, 
without iuch additional training and experience. 

Wdle this discussion of job variables may at first only seem to make this 
problem of interviewing method extra complicated, it isn't actually too 
hard in actual practice. 

Nany of these variables will be identified and secured by the interviewer 
as b - roducts of the four fundamental questions which he applies in order 
to develop the basic job structure. For example, the interviewer who asked 
Hassan Gien 'what' he did on his first task probably got this answer, 
which containe Infprmation on -several of the variables; 'Welded heavy steel 
beams, angle irons and rods forming large airplane hangars.' 

This provided information of value about one variable (materials). If 
Hassan failed to volunteer the information, the interviewer asked at this 
point; *What kind of welding apparatus did you do it with?' And got the 
information; 'lectric,' which is another variable in this job (equipment), 
or a whow' variable.
 

There is no hard and fast rule on this. The applicant will usually be able 
to tell the interviewer the major tasks he performed in ar Job, and in this 
process will provide unconsciously information on some of the variables. 
For the rest of the possible variables, the intervT er must draw on his own 
resources nd ingenuity. This is not too difficult and will come with prac­
tice. Fo"*owtample when the applicant mentions one material, as Hassan did 
(steel beams, etc.5 , the intelligent interviewer asks; 'What other kinds of 
things (materials) did you weld?' If the applicant describes a task whose 
material suggests that a machine, or tools or equipment might be required, 
but fails to mention any, the interviewer asks; "Did you do that with a 
machine? w or 'What tools did you have to use to do that?' 

There are other things which will be of help to interviewers in acquiring 
this skill. To begin with, they will probably know comething about some 
jobs. Then, in larger offices we use organization as a tool to help. 
That is, we make it possible for interviewers to s2ecialize in application 
taking and placement for certain occupations and industries. We may :et up 
a unit in the local office, for example, which specializes in handling appli­
cants and orders for metal working occupations and industries. hus,. these 
interviewers have to deal with fewer types of occupations, and in time 
become fully familiar with metal trades jobs including all of the possible 
variables. They become fully expert in handling thic particular group of 
jobs and orders. In small offices, where not mach organizational specializa­
tion is possible, the range of jobs encountered will naturally be fairly 
limited, too, since in smaller towns there is not as great a diversification 
of industries and jobs as exists in large cities. The interviewer in the 
smaller offices, with fewer kinds of jobs to worry about, can be expected 
to become expert in the relatively smaller number oZ jobs which does exist 
in their town.
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As the Central Office begins to furnish local office interviewers with job 
descriptions (The _ Occupational Dictionary) this whole process will 
also become much easier and faster for the interviewers. With the Diction­
ary at hand, the interviewer can quickly determine the major tasks which 
exist in the job which the applicant says he performed. The interviewer 
can then simply verify that the applicant did perform these major tasks of 
the occupation and devote the major portion of the time of the interview 
to identifying the variables in the job or jobs the applicant has held. 
Even the recording of the information on the application card can then be 
reduced to the Job Title only and a listing of the variables. 

Practice Exercises 

Unfortunately, the learning process is not an easy one. To discuss the 
Basic Interviewing Technique comfortably in our office is good to estab­
lish an understanding; but to tighten our grip on this technique we must 
actually try out and practice what we have discussed. We will not, to be 
sure, immediately become expert even with our few practice exercises, but 
it will give us a good start. 

We are going to do two kinds of practice exercises. First, we are going to
 
go out and observe some actual jobs. Each person will be assigned two occu­
pations and arrangements will be made with the employer for you to observe 
the job, talk to and question the worker and also his supervisor (or the 
employer himself). You will prepare a description for each of these jobs 
and we will discuss them individually when you have finished. 

Second, we will arrange with the ( ) Distaict Manager for each of you 
to take three applications on three different workers, who have performed 
jobs involving some degree of skill and training. We will review these 
cards in our discussion group when you are finished. (The practice appli­

can 	be done only if there is an existing office. Otherwisecation taking 
have them take applications on each other or upon service workers in the 
Minis try. ) 

In doing this practice exercise, bear in mind what we have learned: 

1. 	 Every job in the world is composed of one or more tasks which result 
in the production of goods or services. 

2. 	 Each task is performed 

a. 	 by means of equipment, method, or material (how?) 

b. 	 for a specific purpose, or for thepurpose of the job as a 

c. 	 and ma involve a measurable amount of speed, accuracy, volume or 
frequency or conformance to a certain guide or specification, such 
as in blueprints, templates, etc. (What is involved?) 

This is Basic Job Structure. 
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We can secure the information we need to describe !U specific lob by 
securing answers to the Four Fundamental Questions&listed below. The 
answers are obtained either by observation of the Job itself, or by 
questioning the worker who has held such a job (as in the case of an 
application interview), or by questioning the employer who has such a 
job he wants filled (as in the case of employer order taking). 

1. What does the worker do? (The answer to this will identify the 
task or series of tasks which make up
 
the job.) 

For each task so identified three additional questions must be answered. 

2. Why does he do this task? (What purpose does the task serve in 
producing the product or service with 
which the job is concerned?) 

3. How does he do this task? (What method, equipment or material 
does he use in performing this task?) 

4. 	 What is involved in doing this task? (This refers to any measur­
able amount of speed, ac­
curacy, volume, frequency, 
or other standards under 
which the task is per­
formed.) 

In the first of the two practice exercises--where you go out and actually 
observe the job you can secure the answers necessary to preparing your 
job description by both personally observing the work and also questioning 
the worker and his employer. You may not understand the purpose of a 
particular task on the job. Ask! It is also important to question the 
worker, because there may be tasks in the job uhich are not performed 
while you are watching it. For example, one of the worker's tasks may be 
to repair or adjust the machine he uses, but only finds this necessary
 
once a week, etc. 

In the second of the two practice exercises you will be furnished with a 
different kind of application form than the one now in use in the local 
office. This is because the form they now use does not provide suffi­
cient space for the information which is needed for effective selection 
and placement work. You will find certain spaces on this new card which 
we have not discussed in this training session. Most of these are rela­
tively simple and we will discuss them before you go to the local office. 
(Vary this paragraph according to whether an Employment Service already
 
exists or not.) 
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At this point assignments are given for the first of the two practice 
exercises, allowing as mach time as needed to observe, question, and 
prepare the job description. Each person is assigned a specific job 
and works by himself. 

Note to Instructor: Select primarily skilled manual jobs (see attached 
suggested list) since these will provide better 
practice. You will find that your students will 
generally begin this exercise with the feeling that 
all manual jobs are fairly simple and can be done by 
anyone. In the course of their in-plant job obser­
vation they will begin to appreciate the conplexit 
and skills involved. Drive this point home, as this 
appreciaton and understanding is imprtant. 

This is a time consuming exercise since, unless all 
the class is proficient in English (which is unlike­
ly) the description brought back must be translated 
so the instructor can evaluate and comment on them. 
He makes suggestions and points out ommissions 
using the ILO description of the job as a guide. 
The instructorA comments then of course must be 
translated into the host country language. The 
instructor gives individual discussion and also 
comments in writing for each student. The same 
process is followed on tEeipplication taking 
exercise. 
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POSSIBLE OCCUPATIONS FOR PRAC77CE EXERCIS

Trai ing Unit No. 1 

OCCUPATIONS ESTALISHMZNT 

Electric Meter Repairman Iaknicipal Electric & Gas Co. 

Otobus Mechanic (Repariman) Municipal Bus Co. 

Key Punch Operator, Clerical Central Statistical Bureau 
(for IBMtype tabulating machine) Department 

one of the 
of Agriculture or 
Government Itpartmnta 

Plumber (const.) Local Contractor 

Bulldozer Operator Local Contractor 

Painter (const.) Local Contractor 

Concrete Lxer Operator Local Contractor 

Switchman (RR Z ) Local Railroad Yards 

Blacksmith Local Railroad Shops 

Dry Cleaner Etilen Compar 

Presser, hachine Etilen Company 

Candy Maker Osman Nuri or Haci Bekiiz 

Buttermaker (Dairy Products) Orman Ciftligi Dairy 

Linotype Operator (printing and Ulus or Zafer Daily Newspapers 
publishing) 

or 
onotype Operator (depending on the Ulus or Zafer Daily Newspapers 

local equipment) 

Photoengraver (printing or publishing) Ulus or Zafer Daily Newspapers 

Weaver (machine loom operator textile) Ipekis T.A.S. Ankara Fabrikasi 
Silk Textile Manufacturing 

Loom Fixer (textile-machine loom) Ipekis T.A.S. Ankara Fabrikasi 
Silk Textile Manufacturing 

Ticket Agent (air) Devlet Havas Yolari (Government 
Airlines) 

Aircraft Engine Mechanic Devlet Havas Yolari (Government 
Airlines) 
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Instrument Repairman (aircraft) Devlet Havas rolari (Gornment 
Airlies) 

Bartender Karpic (top quality restaurant) 

Baker (bread) Local bakery 

Motion Picture Projector Operator " - Ulus - Yeni (e movie houses) 

Automobile Service Station Mobiloil - or other local benzine 
Attendant stations 
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Appendix No.5 

THE PL&CDT PROCSS (TINI NG UNIT NO. 2) 
(This document is used by the Instructor for con­
ducting discussion, making points on the blackboard 
and giving exercises. The class is furnished with 
copies of the preliminary Manual section on place­
ment - see part III, section-D-,3, c of the main 
text of this handbook.) 

I. Introduction 

The establishment of facilities through which employers and workers 
are brought together for the dual purpose of filling the employer's 
job openings with occupationally qualified workers and of locating 
for the workers employment which is suited to their skills and 
abilities is a major objective of the employment service program. 

a series of activitiesSuch a (placer.ant) service is accomplished by 

known collectively as the placement process.
 

The placement process is composed of tho following principal activi­

ties: 

A. Taking applications for employment 

B. Taking employer orders for workers 

C. Filling employer orders 

II. Taking Applications for Employment 

A. General 

1 dealt with the Basic Interviewing TechniqueTraining Unit No. 
which is fundamental to both application taking and order taking 

(A and B above). Since w-eused application taking for most of 
our examples and illustrations in Training Unit No. 1, we will 

not have to deal so extensively with application taking here. 

should discuss here withHowever, there are a few things which we 
regard to recording the information (obtained by the Basic Inter­

viewing Technique) on the application form. The application form 
as to provide adequate space and information foris so designed 

as the worker's occupationalrecording the essential facts to 
is that the interviewerqualifications. iPevertheless, it obvious 

must be selective in the information which he writes on the card. 
to 20.This is most important on the work history section, items 13 

Applicants are apt to be quite talkative. In addition, the inter­

viewer may find it necessary to ask mar questions in order to 

secure clear, definite information on the nature of the work the 

applicant has performed. In recording this information on the 
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application card, the interviewer must select only that part of the 
information which is occupationally significant (i.e., the vwhatP 
'why,' showN and 14hat is involvedu which were treated in Training 
Unit No. 1). In actual operating practice in application taking, 
it is possible to adopt short cuts in certain interviewing situa­
tions. These short cuts in no way eliminate any essential informa­
tion needed for the occupational classification of the application 
card nor do they eliminate any of the information essential to 
selection.
 

There are three general situations in which it will be possible to 
use these short cuts and reduce the excessive amount of writing in 
the work history section of the card which would otherwise be neces­
sary:
 

1. Laborers who have performed no tasks (in any of the jobs they
have held) which have involved any skill or training .or the use 
of any tools outside of showls, pickaxes or wheelbarrows, The 
interviewer mst through careful questioning, be absolutely 
sure that such an applicant has acquired no skills. In those 
cases where he has made certain that the applicant indeed is 
without skill or training, it is not necessary to write a detail­
ed description (around the 'what,' vwhy,* 'how# formula) for each 
job the applicant has held since he began to work. The interview­
er enters in item 13 the name, address, businessrate of pay of 
the last employer and in item 14 describes briefly the kind of 
labor work the man did - for example, 'Laborer, dug ditches and 
shoveled sand for concrete,m or *Track laborer, helped set rail­
road ties and cover them with ballast." 

In the remaining blank space of item 14 (and using extra space 
in item 16 if needed) the interviewer lists the names, dates 
and city location of any employers (and the nature of their 
business for whom the applicant worked for any significant

length of time - one year or more). For example:
 

ABC Company - Iron foundry - Ismir - Yard labor - 1948/1951 

XYZ Company - Construction - Adana - Carried brick ­
1946/1948 

lenigun Company - Wholesale grocer - Ankara - Warehouse labor 
1944/1946 

If the worker has had no relatively permanent jobs, but has fol­
lowed only casual emplnmunt in jobs of short durations - a month 
here and a week there,-the information on the last employer is 
entered in iteml3 and 14 as described above. "B remaining time 
in his work history may be sumarized under item 21, Sumary of 
Other Work Experience- in the following marmer - nVarrous or 
tm jobs as hanal, cotton picker, construction labor, Sivas, 
Konya, Adana 1938/1952.m 
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The 	 interviewer enters sufficient information in the situation 
indicated above to account for a reasonable portion of the 
applicant's total work history. The applicant's work history is
 
the 	period from the time he started to work (or left school) until
 
the 	present time. 

It must be stressed again that in his questions the interviewer 
must follow the Basic Interviewing Technique - until he is sure 
that the worker actually has no skill above that of laborer--7his 
caution is repeated because there is a tendency on the part of 
many educated people (such as employment service interviewers) to 
disregard or underestimate the skills and Abilities required in 
manual occupations. Too often. unless care is taken, there is a
 
real tendency to assume that an applicant in old work clothes is
 
an unskilled person or a "laborer." Very frequently this is not
 
the case and only the use of the Basic Interviewing Technique-wll
 
raveal information clearly indicating that.some degree of skill
 
and ability has been demonstrated by the applicant in the jobs he 
has held. Failure to apply the interviewing technique conscien­
tiously may result in applicants being improperly classified as 
laborvr, when in fact they possess experience or skill which would 
help the office find them a job (and which would meet the needs of 
employers for whom the office is trying to find the right workers). 

2. 	 Skilled or semi-skilled workers who have held several jobs having 
the same (or very similar) content irt more than one establishment 
in the same industry. In such cases item 13 is filled in for the 
establishment in which he held his last regular job and the nature 
and coiiplete description of the job is entered in item 14. Fol­
lowing the description information is entered regarding the name, 
business and location of the other firms in the same industry 
where the worker performed, together with the years included in 
the employment. For example, "Also performed the same job of 
cloth weaver, machine loom for Sumerbank plant cotton textile -
Adana 1948/1951; Colortex Company, cotton textiles, Istanbul1940/1948.n•
 

The interviewer must., by use of the Basic Interviewing Technique, 
be certain that the jobs performed in the different plants were 
in fact essentially the same before he uses this short cut method
 
oT Fir-rding the information on the application card. If any sig­
nificant differences are found, a separate description must be 
entered for each different job. For example., if in one plant the 
weaver also did loom fixing, this would call for a complete separate 
entry in itets 15 and 16. 

This short cut is particularly useful for craftsmen in the construc­
tion industry who perform essentially the same jobs in the same 
trades for a large number of different employers year after year. 
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3. For all occupations great assistance can be obtained through refer­
ring to the International Standard Classification of Occupations
(when it has been completely adapted to host country jo3s it will ­
as a national job dictionary - be a more precise and uaeful tool
for this purpose but it can be used in its international fbrm until 
then). 

It is possible through the use of this tool to shorten substan­
tially the description on the application fortm of any and all of
the significant jobs the applicant has held. Local -g the-'efini­
tion of the job or jobs the applicant claims to have performed, the 
interviewer uses the book definition as a gide in developing ques­
tions for the interview, with three objectves in mind: 

1. 	 To verify that the applicant had experience in the occupa­
tion(s) claimed. 

2. 	 To be sure that the right job title has been selected. 

3. 	 To draw out information from the applicant regarding the
 
job variables in the job described.
 

If the interviewer is satisfied on the first two points, it will be 
necessary to write in the work history section of the application

card 	0ny the job title given in the book (instead of the task-by­
task description we learned in Training Unit No. 1 when we were 
gaining an understanding of basic job structure). To the job title,
only the significant job variables (if any) need be added. 

B. Discussion of the Items on the Application Card other than the Work 
History Items
 

Most of our attention in Training Unit No. 1 and in this unit so far
has been directed to the Work History Section, items 13 - 21 inclusive. 
This section (together with the occupational title and code which is 
derived from it) is the most important , as well as the most difficult 
part of the application form. However, it is important to be sure that 
we all understand the other items on the card. At this point in the 
training session the class recesses for about 30 minutes to read the 
placement Manual sections (in whatever kind or version of manual the
consultant has prepared including adaptations of the ES Manual) covering
the items on the application card concerned with identifyinginformation,
possession of licenses, tools~education, training etc. Following the 
recess the instructor conducts a discussion on the items and answers 
questions, assuring that all"have an understanding of the Manual material 
and their use of the information on the card.
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DMscussion, Questions and Answers. Also explanation of importance 
of giving information to the applicant with regard to how the of­
fice operates and his responsibilities in keeping his card active 
and responding to call-in. 

III. Taking Employer Orders for Workers 

A. General 

The essential principle to remember about order taking is that we 
must obtain from the employer complete information about the job 
he wants filled and in sufficient detail so that this information 
can all be compared with the details of the jobs Fecorded on the 
application cards. In this way - and in this way only - is it 
possible to match the requirements of the job with the qualifica­
tions of the applicants and select the best qualified workers for
 
the employer. 

In order to secure the information which we need on the order, we 
apply the same techniques in talking with the employer as we use 
in interviewing the applicant to determine his work qualifications. 
TILis is the same Basic Interviewing Technique we learned about in 
Training Unit No. .- This information is recorded on an order form 
(Form ).. You can see that this form has ample space oni 
record-t'he--Uescription of the job for which the employer wants a 
worker. It also has spaces for other necessary information muoh like 
those provided on the application card (Form 

While we apply the same Basic Interviewing Technique in obtaining 
from the employer a description of the job he wants filled, the 
order taking process is somewhat more difficult than application 
taking in many instances. This arises from the fact that the employer 
is likely to be more impatient than work-seeking applicants when sub­
jected to a number of questions regarding the nature of the job. He 
often feels that he is doing the office a favor in allowing it to 
handle his needs (which as a matter of fact he is). He occupies the 
role of a customer in relation to the office, and customers often tend 
to be a bit impatient or temperamental. It is important to understand 
this in dealing with him. 

However, unless the order is clearly for a very simple job (ioe., 
unskilled labor) or unless the interviewer taking the )rder is com­
pletely familiar with the occupation from past dealings with the same 
employer, a certain amount of quastioning is unavoidable. The 
employer's understanding and cooperation can readily be secured in 
most cases, if the interviewer will take the trouble to explain that 
the information requested is needed in order to make it passible to 
select the best possible workers for the job which the employer wants 
to fill. 
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B. Practice Exercise in Order Taking 

"Role-playing" exercises can be quite effective training devices,

both from the standpoint of getting the subject 
across, and ofarousing the interest and participation of the class. The onesuggested for use at this point is taken from BES Eployment "IficeTifaining Unit # 3 "Order-taking and Order-filling." A fact sheet

is used as the basis for the "eployer's, dialogue and is-given tothe interviewer playing his role. The instructor retains the "pony.,"or correct copy, of the order for his own use in checking the work 
of the class.
 

Prior to the training session, the instructor will have designatedtwo trainees to participate in the role-playing telephone interviewbetween an order-taking interviewer and an employer. At this point,explain to the class that one trainee will play the part of theemployer, Mr. John Smith, and the other trainee the part of an inter­viewer who is taking Mr. Smith's telephone order for the worker. Thefact sheet (below) may be used by the trainee playing the part of theemployer. 
Some data may be left out purposely and the "interviewer* may ask some questions of the employer, but for later discussion, some
pertinent information should be withheld. 

Each of you has a blank order form. You are to listen to the conver­sation between the employer and the interviewer, and record the infor­matidh as given. When the conversation is concluded we shall discuss
the order forms you have completed.
 

/---- Allow trainees sufficient time for completing the orderform and referring to occupational information materials 
as necessary. Review results by discussing the informa­
tion they recorded on the order form for:
 

Identifying information
 

Job content
 

Performance requirements
 

Hiring requirements 

Contract requirements 

Referral instructions 
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FACT 81T
 
for
 

Recording Information
 
on the
 

Order Card 

BLANK MANUFACTURING CO. 

This is John Smith, general foreman for the Blank Manufacturing 
Copazi. We operate a job shop. Mch of our work is repair 
and replacement of worn-out or broken machine parts, particular­
ly gears. We have an opening for an all-round machinist. The 
job requires at least 3 or 4 years of journeyman experience. 
Generally, he will work from blueprints or written specifica­
tions, but he may have to draw his mwn sketches and develop 
specifications from the worn-out or broken parts brought in for 
repair or replacement. Parts are manufactured primarily from 
bronze, steel, and cast iron, and much of the work is exacting 
to . 0 01 2 tolerance. While all shop machines are used, this 
position requires the regular use of the Brown and Sharpe Gear-
Cutting Machine. 7his special experience is preferable, but 
not required. There are occasions when he will have to assign 
some of his work to machine operators. In such instances, it 
is expected that he will give them any needed instruction in 
the production of the parts. Also, he will be expected to super­
vise the work of apprentices when they are assigned to him. Good 
promotional opportunity for man with foreman abilities-can work 
into sho! foreman. We pay the going rate of $2.25 per- hour. The 
regular work week is 40 hours, plus 4 hours overtime at time-and­
one-half. Our hours are 8 to 4:30 on week days, 8 to 12 on 
Saturday. Our shop is LA.M.-local 30. New men are allowed up 
to 30 days to join. 7he initiation fee is $10, and monthly dues 
are $3. Each machinist must furnish his own hand tools, and we 
require a physical examination. Applicants. should report to me 
at 210 Fourteenth Street any weekday, except Saturday, between 
the hours of 8 and 5. We can use him now. I can be reached by 
phone at the shop--Jackson 2040. 
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C. Details of the Order Taking Activity 

The class will adjourn for one hour for a reading assignment in the
Manual of Operations. After reading the following sections in part1I; we win reconwene to discuss these items. Make a careful note
of azW 	questions you may wish to ask at that time. 

Seztion Subject 

(Insert the appropriate Scope of Order Taking
Manual section numbers
for'te subjects listed) Definition of the Order Taking Interview 

General Method of Conducting the Order 
Taking 	Interview 

Summary of Information Obtained from the 
Employer 

Obtaining Identifying Data 

Obtaining Information about the Content 
of the 	Job 
Drawing Conclusions as to Performance 
Requirements
 

Obtaining Data on Hiring Requirements 

Obtaining Information about the Employ­
ment Contract 

Obtaining Referral Instructions 

Giving 	the Employer Information 
Summary of Information Provided 
the Employer 

Information on the Limitations in 
the Actions to be Taken 

Information Relative to Selection 
and Reference
 

Orders in Violation of Law 
Orders Predesignating the Applicants to 
be Referred 

Substandard Orders 

Occupational Classification Of Orders 
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Section Subject 

Instructions for Preparing Order Form 
(Form ) 

Use of Master Order and Closed Order Ille 
in. Order Taking 

IV. Filling Employer Orders 

A. General 

In discussing this activity we will deal with a number of procedures 
and different methods. These are all useful and necessary. The 
guiding principle behind these procedures and methods is very simple 
but extremely important; much more important in fact than azW indivi­
dual method or procedure which is involved. The principle is this. 
Once an order is obtained, It mst be filled and filled properly. 
Until the order is successfully filled, it represents the most urgent 
responsibility facing the local office staff. All of the energy, 
ingenuity and resources of the local staff will be committed to the 
extent necessary to the successful filling of each and every legiti­
mate order obtained. This activity will, when a choice is necessary, 
take precedence and priority over all other work in the office. 

The importance of this activity cannot be stressed too strongly. 
This is the pay-off. It is at this point that we fulfil the two 
basic obligations placed upon us by law; bringing the worker to pro­
per employment and bringing to the employer the most effective and 
qualified worker for his needs. 

If, through failure to realize the importance of this phase of the 
office's activity, the staff does not take strong, Intelligent and 
sustained action on the filling of the orders it gets, all the rest 
of the work of the office (application taking, soliciting employers 
for job openinge, etc.) will be wasted. 

Failure to fill an order not only means the loss of that one speci­
fic piece of business, but may also result in the loss of many other 
future orders. When an employer fails to receive good service gn an 
order which he gives to the office, the result is a loss of confi­
dence on his part in the ability of the employment service to meet 
his needs. In the future he will use other means for obtaining the 
workers he wants. Then, too, there is the good probability that in 
his conversations with other employers in the community he will men­
tion the bad service he received from the government employment serv­
ice. This will cause these other employers in turn to form a poor 
opinion of the office and to look to other channels when they need 
workers. Fortunately, this type of chain-reaction works both w . 
Efficient service in filling an order properly encourages-theruse 
of the office by the employer and the possibility of additional busi­
ness from other employers who hear from him about the good service 
he has obtained. The best possible propaganda for the local office 
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is a satisfied user. Satisfied employers recommend our office to 
other employers. Workers well placed tell their friends who in 
turn cown to the office for service, thus increasing the supply of 
labor of different kinds which the office can make available to 
employer users. 

There is another general consideration with regard to filling employer 
orders which merits some discussion at thin point. 

In placement practices a tendency often develops to regard the speed 
of filling the order as the main consideration in the transaction. 
Of course, speed, or promptness, is desirable in filling the employer's 
needs. Nevertheless, speed is of secondary importance to the over­
riding consideration of finding the best qualified applicant for the 
employer's job requiremnts. 

The normal employer wants the best worker he can get for his jnb and 
the money he is offering. Quite naturally he would like to have such 
a person within a few minutes after he places his order with the em­
ploymnt service. Quite often he had little understanding as to how 
the service operates, and he may even be under the impression that 
every unemployed man in town is sitting and waiting all day every day 
in the local office available for imnediate referral. Therefore, when 
an employer places an order whicli requires any degree of selectivity, 
it is essential that the interviewer inform him, briefly, on how the 
office operates and about how long it will take for the office to 
select, call-in and refer the best qualified applicants. Employers, 
on the whole, are reasonable businessmen. Once they understand that 
they will get a better qualified worker by allowing the office enough 
time to fill the order properly, they are usually more than willing 
to do so. 

it is most important to keep this in mind. Too often interviewers 
fail to handle the employer in a businesslike way and through nervous­
ness or timidity promise immediate referral on a job which requires 
careful file search or even outside recruitment. Having made this 
error, the interviewer has lost control of the transaction and is 
then compeled to try to find some applicant in the walk-in traffic 
(persons who just happen to ma-1a voluntary appearance at the office 
that day) who in some way resembles what is needed on the order. In­
stead of a fully --'ified applicant (who could be found by file 
search) the interviewer feels forced to refer the chance walk-in 
applicant. Unless he is phenomenally lucky, the result is that the 
applicant he refers in this manner will be only partially qualified, 
or even unqualified for the employer's job. The result is one lost 
customer and the loss of a chance for placement for the fulbrquali­
fied applicants represented by cards in the application file. 

There are some kinds of jobs where immediate referral is not only 
possible but necessary. These are easy to identify and are always 
jobs which require no skill or experience. Casual labor or dOii-tic 
daywork jobs of this kind often mst be filled indiately if they 
are to be filled at all, and immediate availability of an applicant 
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who is ready to go to work at once is the principal requirement of 
the order. On all other kinds of orders, however, care must be 
taken to allow enough time to select workers who have the qualifica­
tions needed. 

B. Details of the Order Filling Activity 

The class will adjourn for one and one-half hours for a reading as­
signment in the Manual of Operations. After reading the following 
sections in part Ii of the Manual, we will reconvene to discuss these 
items. Make a careful note )f any questions you may wish to ask at 
that time.
 

Manual Section Numbers Subject 

(Consultant: Insert below the Summary of Activities Involved in 
appropriate section numbers in Filling the Eployer Order 
the Placement Mamual you have 
prepared.) Keeping the Employer Informed when 

no Referrals are made 

Dafinition of Selection 

Planning Selection 

Sources of Applicant Selection 

Use of Application File - Selection 
from Occupational Classification 

Call-in of Applicants Represented in 

ApDlication File 

Use o2 Current Intake in Selection 

Choosing the Applicant for Referral 
Comparison of Requiremnts 
and Qualifications 

Use of Supplementary Informa­
tion as an Aid in Selection 

Consideration of Factors In­
fluencing Applicant Acceptance 
of Referral 

Comparison of Applicants 

7he Pre-referral Interview 
(Selection Interview)

Cooperation with the Employer during 
Selection 

Procedure for Cooperation 
Recruitment of Applicants 

Summary of Procedure 
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Manual Section Iumbers Subject 

Using Sources within the Comunilq 
Methods for Using Sources 

Organised Sources 

Unorganized Sources 

The Use of Advertising for Recruitmnt 

Trpes of Newspaper Advertising 

Radio Advertising 

Other Advertising
 

Use of Intensive Recruitment (for 
unusually large campaigns) 

Yethods for Conducting Intensive 
Recruitment 

Special Intensive Recruitment Procedures 

Referral
 
Definition of Referral 

Procedures for Referral 

Reviewing with the Employer the 
4pplicant's uaifications 

Preparing the applicant for 
Interview (with Employer) 

Providing an Introduction 

Instructions for Preparing the 
Introduction Card 

Recording Referral and Placement Infor­
nation 

Completing Local Office Referral 
and Placement Records (Sumary) 

Instructions for Completing Refer­
ral and Placement Record Section 
of the Apli cation Card 

Instructions for Completing Refer­
ral and Placement Record Section 
of Order Form 

Verificatio -

Definition of Verification 
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Mantal Section Numbere 	 bject 

Aptivities Involved in Verification 
Order Follow-up 

Scope of Order Follow-up 

Cancelled Orders which may be 
Reinstated 

Selected Orders Closed by Place­
ment 

Read also the Definitions contained in the following paragraphs - (V. 
Definitions page 25) of this Training Unit. 

C. Practice Exercise in the Selection of Applicants to Fill an Order 

This exercise is designed to sharpen the trainees understanding of 
this vitally important part of the placement process and to provide 
sos actual practice and familiarity with this phase prior to attempt­
ing it in the pilot office. This exercise is borrowed from BES' 
Employment Office Training Unit No. 3 NOrder Taking and Order Filling.0
The practice order and application cards have been skillfully construct­
ed to provide effective training selection. The job titles and codes 
have been converted to the International Standard Classification of 
Occupations arnd Codes. (ILO 1958). 

Discussion Material for Instructor 

Now let's go to the first source, our active file, to select appli­
cants to fill the order for a machinist for the Blank Manufacturing
 
Copamy.
 

(On the following pages the Instructor rill find data representing 
a typical active file of machinists, code No. 7-50.10. These should 
be reproduced locally and a set provided to each trainee.) 

7 	 From this active file, which applicant or applicants would 
you select and call in for consideration for referral to the 
Blank Manufacturing Compary? 

SWhile trainees are reviewing cards: 

-1. Who is the first to be considered? 

2. Who is one of the first?
 

3. Who is called in?
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Appendix No. 5 
-- iscuss here the reasons for selecting applicants NXN and.'LN

for call-in. Point out that this action represents the minter­
mediatem step in the selection process. Discussion should be
basbd upon the following: 

Applicant OB' 

While the card of applicant 'BO does not specifically indicate whether
he meets mary of the requirements of the. opening,' we can see from thedegree of accuracy to which he is accustomed to work that he does notmeet the tolerance requirement of the order. NB' would not be called 
in.
 

Applicant 'L' 

Applicant OLH has 15 years machinist experience, including operationof a gear cutter and work with a variety of metals. A review of hisexperience shows his entire work history is in shipyards and aircraft
plants which are normally production jobs with a considerable degreeof job breakdown. Also, we are unable to determine from his applica­tion the accuracy of work or his ability to make sketches and developspecifications. "L" should be called in to determine his ability todo the setting up cnd adjusting of machines required in the Blank
Company job shop, as wel an tolerances worked and ability to draw

sketches and develop specifications.
 

Aplicant IM"
 

The experience of applicant OH" prior to his last job appears to havebeen primarily as a machine operator rather than an all-round machin­ist. His experience as a machinist with the Naval Gun Factory has

not provided him the required experience in the working properties

of various metals.
 

By recording of call-in we mean making the required entries regarding
the call-in action. On the application card in the referral andplacement record section, you would enteF-e date and method of call­in, name of employer, and job title involved on job order. On theorder form, in the 'Action Summary" section, you would enter a brief
statementof the action taken to locate and call in applicants. 

At the time of the pre-referral interview, the applicant ic chosenwhose qualificatiom and interest match the employer's requirements
and who, therefore, merits the employer t s consideration. , Me inter­viewer makes a point-by-poiht comparison of similar elements in thework history and training of the applicant with the performance and
hiring requirements of the job opening to determine -hether or not
they match sufficientl to merit referral of the applicant to theemloyer. The critical point is that not only should there be i­
ri~vematching, but the interviewer's decision =st also reflectconsideration of theapplicant in terms of his availabilft=
preferences, and the suitabilit or the obfor him. 

hs 
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It is in this final stage of selection that the pre-referral interview 
occurs and the follow-up conferences with the employer may take place. 
Ih some instances it is possible to make the final selection from the 
information on the application card and to refer the worker by tele­
phone to the job openings. If it is necessary to call the applicant 
into the office, the interviewer reviews areas of information concern­
ing evidence of his qualifications as reflected on the application 
card and determines what information to add or expand. This permits 
him to direct the interview quickly and objectively toward obtaining 
the significant informaation upon which to base his decision. 

The 	 discussion with the applicant should cover such pertinent items 
as:
 

1. 	 Job duties, stated in terms of the significant tasks and variables 
of the occupation involved. 

2. 	 Factors influencing applicant acceptance, such as (a) wages, (b) 
hours, and (c) working conditions. 

3. 	 Duration of employment. 

4. 	 Promotion possibilities. 

5. 	 General location of the place of employment. 

6. 	 Conditions of employment to be met, such as (a) possession of 
tools, (b) union membership, and (c) licenses. 

At this point, the final selection becomes a two-way responsibility, 
since applicant acceptance is a vital part of it. Man of the points 
of consideration which we have just mentioned can be determined only 
by the applicant. We shall have to assume at this point that the 
applicants who were called in reported, and additional information 
was 	 obtained. 

Prior to the actual referral of the applicant to the employer, the 
placement interviewer may verify that the job is still open and that 
the performance and hiring requirements used as a basis in selection 
represent the employer's current specifications. Simultaneously, 
the placement interviewer may prepare the employer for the interview 
with the applicant by identifying the applicant, giving a statement 
of his qualifications as they relate to the job, and explaining any 
special problem in such a way as to facilitate favorable considera­
tion of the applicant. 

V. 	 Definitions 

The following definitions relating to the major activities in the placement 

process are brought together here for ease of reference. They will be 

found also in the various sections ol . part II and part III (Reports ani 
Analysis) of the Manual of Operations. 
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A. 	 Definition of a Placement 

A placement is defined as an acceptance by an employer of a person 
for 	a job as a direct result of the completion by the employment 
service office of all of the following four steps: 

1. 	 The receipt of an employer order prior to the referral of an 
applicant; 

2. 	 The selection of the person to bi referred without designation 
by the employer of any particular individual or group of indivi­
duals; 

3. 	 The referral of the person selected; 

4. 	Verification from a reliable source, preferably the employer, 
that the person referred has been hired. 

B. 	 New Application 

A new application is an instance in which: 

1. 	 An applicant applies for work and 

2. 	 No previously prepared application card is in the "Active3 

or 5lnactiven files of the local office, and 

3. 	 Information sufficient to support a primary occupational clas­
sification and to serve the needs of selection is recorded on 
Application Form by a member of the local office staff in 
an interview with a applicant. 

0. 	 Employer Order 

An employer order is a single recorded request (on Order Form ) 
from an employer for the selection and referral of one or more appli­
cants to fill a specified number of job openings in a singe occupa­
tional classification; (when an employer needs workers te satsame 
time in several different occ°.patiors, a separate order is prepared 
for 	each occupation).
 

D. 	An Opening
 

An oparLng is a single job in an employer's establishment for which 
the local office has on file a request to select and refer one or
 
more applicants. An urder (see C above) may represent one opening
 
or a number of openings in a single occupational classifT-cation.
 

E. 	Selection or Call-in Notice
 

A selection notice is a message sent to an applicant requesting him 
to report to the local office for a selection interview and possible 
referral to a specific job opening, which is available in the local 
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office. A selection notice is sent only to an applicant vho has a 
previously prepared application card on file in the local office and 
whose card has been selected from the file for the purpose of filling 
a specific job opening held by the local office. The selection notice 
message may be either oral or written and may be transmitted by mail, 
telephone, messenger or other means. 

F. 	 A Selection Interview 

A selection interview is an interview in uhich: 

1. 	 The qualifications of the applicant are reviewed in relation to 
specific job openings which are available in the local office and 
for which there is reason to believe the applicant may be quali­
fied, and 

2. 	 The interviewer is conducted by the local office staff member who 
has the authority to decide whether t) sern tihc aPplicant to the 
job (to refer him) or to reject him a., rot having tne qualifica­
tions required by the job or jobs discussed. 

G. 	A Referral
 

A referral is the act of sending the selected applicant to the employer 
for whose job opening the interviewer has selected the applicant. Re­
ferral usually involves giving the applicant a card of introduction 
to the employer (Form ) and specific directions as to how to 
reach the employer's esishment as well as the time he should ar­
rive there. 

H. 	 A Short-time Placement (Nonagricultural) 

A short-time, nonagricultural placement is a placement in a job which 
the employer expects to involve work lasting seven days or less. 

I. 	 Group Agricultural Placements 

These are agricultural placements made through an intermediary who 
acts as leader and spokesman for a group of seasonal agricaltural 
workers. The transaction is governedy the same definition as 
other placements (see A above) except that the office's selection 
and 	referral dealings are with a single individual whose decision to 
accept referral is binding on a group of workers in addition to him­
self. If the referral is successful (i.e., the employer engages the 
group), agricultural placements, group type, are counted equal to the 
number of able workers in the group. 
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Visual Aid Material
 
for
 

Placement Process Training Unit
 

Served Used as Eamples)(Materials of Turkish Employment 



I. Hasan, an Unemployed Welder, 

contacts the E. S. Receptionist. 

MCRACAA .ARIN KABULU 

2. An E. S. Interviewer takes 
Hasan's Job Application. 

MORAC TNETICES'NDE YAPRLAN MWA 

MRACAAT KARTINA. 
ADOLUNAqiK MFSL TASNIF 

3. Hasan's Application Card is 

given an Occupational Class­

ification and Code. 
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I. 	Hasan's Card is Filed in
 

the Welder's Section of
 

the Application File.
 

MESLEKI TASNfFTE 
KARTLARIN TASNiFl . 

_5. 
 Order Taking interview-


Mr. YildIz, an Employer
 

Phones Order for a Welder.
 

MOLAKAT MEIURUNUN I.VEREN NEZDJNDE 
NETVCEYI TAHKiki (TAKP VE TEV51K) 

6. The Employer's Job Order Is
 
given an Occupational Class­
ification and Code.
 

I~i TALLPNAMEAIE KAYDOLUNACAK
 
MESLE0I TASNIF VE KOD.
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7. 	 The Selection Process: The Job 

Application is matched with the 

Job order.
 

KARTLARIN DENKLE, T'ILMESf 

S. Selection Notice is sent Hasan
 

by Messenger, Telephone or Mail.
 

i$CiNIN DAYETI -TELEONLA, 
MEKTUPLA \&EA ADAM GNDE ER 

9. 	 Pre-selection interview: Masan 

responds to Notice. Job is 

discussed. 

AN DAVEE CABET ENYO - ­
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I0. 	 The Employr t Interview at
 

the Plant. Hasan is Hired.
 

iSE LINMA ­

11. E. S. Interviewer verifles 
Placement by calling Employer.
 

(5(' TALEPNAME.SI" MtONASEBETYLE 
YAPILAN MOLAKAT 

ASN, 
ENW 

~ 12. 	 Transaction Reported
Z Statistically: Application 

1 31 sent to Inactive File and 
Order to Closed File. 

ISTAT'STIK 	 RAPORLARIN TAZIM 
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OUTLINE FOR THE SflJCIUIE 
OF A
 

MAAUAL GF OPERATIONS 

Preface 
General Table of Contents 
Index 
Glossary 
Introduction to the Manual 0001-0999 

Part I - Organization and Management 
Organization and Management of the Centra. Office 0001-3999 
Local Office Organization 4000-5999 
Local Office Management 6000-7999 
Local Office Premises and Layout 8000-8999 

Part II - Employment Service Programs and Procedures 
Objectives, Rules and Regulations, and Policies 0001-0999 
Placement Process 1000-1999 
Reception 2000-2999 
Structure and Maintenance of Files 3000-3999 
Labor Market Information 4ooo-4999 
Occupational Analysis and Industrial Services 5000-5999 
Employer Relations 6000-6999 
Special higratory Farm Labor Program 7000-7999 
Public Information (propaganda) Program 8000-8999 
Union Relations 9000-9999 
Occupational Testing 10000-10999 
Employment Counseling 11000-11999
 

Part III - Reports and Analysis (Labor Market Activity) 
and Operating Statistical Reports
 

Introduction 0001-0999 
Monthly Local Office Activity Report 1000-1999 
Monthly Placement Analysis Report 2000-2999 
Local Office Statistical Procedure 3000-3499 

Part IV - Personnel, Fiscal & Business Management 
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Example of Employer Service Sections
 
in a
 

Large Office
 

Showing 
The Specific Industries and Occupations
 

Assigned to Each Such Section
 

Lote: All occupations and all industries must be assigned. 
Each section is responsible for promoting business
 
and filling the orders from all firms in the assigned 
industries. The assignments are of course governed 
by the industrial composition of the area and are designed 
to fix responsibility for service to each industry. The 
occupational assignments make it possible to assign the 
majority of the occupations characteristic of the industry 
to the section having the industry. Some econorqy-wide oc­
cupations are handled on an accommodation basis between 
sections. For example, section 4. metal working industries 
orders for stenographers are filled by section No. 1. 

The Central Office in Istanbul for which this was designed, 
was budgeted for between 30 to 40 Employment Service staff. 

The occupational code groups shown are ILO's old system 
"International Classification of Occupations for higration
 
and Employment Placement" (1952). Since this appendix is 
intended only as an illustration (every office should be 
engineered on a custom basis) no effort was expended to 
convert these to the 1958 ILO "International Standard 
Classification of Occupations. r7 





TABLE II Appendix No. 8 

ASSIGNMENT OF INIJSThIES & MAJOR MARKET FIRMS 

To 

PROPOSED EMPLOER SERVICE SECTIONS 

OPHANE LOCAL OFFICE (Istanbul)
 

Emplo2ers 
Proposed Emloyer Service Section N.of Emloy­

and Assigned Industries Firms ment 

Professional and Commercial
 
Wholesale & Retail Trade 42 3,062
 
Banks 18 1,602
 
Insurance & Real Estate 9 875
 
Government Services - --


Total 5,539 

Service 
Recreation Services 6 329 
Restaurants & Hotels 16 989
 
Other Personal Services -- --


Conrmnity & Business Services 20 lt297
 

Total 42 2,615 

Textile, Footwear & Apparel 
Textile 68 4,828 
Footwear & Apparel 5 680 
Rubber 11 726 

Total 84 6,234 

Metal Working 
Basic Metals 4 168
 
Metal Products 14 780
 
Machinery (exc. Electric) 7 372
 
Electrical Machinery 1 27
 
Transportation Equipment 11 5926
 

Total 37 7,309 

-continued­
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TALE II 
-continued-


Major Market
Emloers 

Proposed IpoyrService Section No. or Emloy­
and Assigned Idtxies Firms ment 

Food, Be.,zerages, Tobacco & Other Mfg. 
46 3,375Food 


Beverages 3 778
 
Tobacco 8 3,775
 
Wood Products 2 77
 
Furniture & Fixtures 


Paper & Paper Products 1 946
 
Printing & Publishing 30 1,635
 
Leather Products 1 35
 

16 ,042
Chenicals 

"-" Petroleum & Coal 

3 128
Stone, Clay & Glass 


Miscellaneous Mfg. Ind. --


Total 110 11,791
 

Construction, Transport, & Utilities 
Mining & Quarrying .... 
Agriculture, Forestry & Fishing .... 

3 2,230Construction 
Electricity & Gas 3 3,744
 
Water & Sanitation Services 3 990
 

9 6,871Transport 
1 238
Commiunication 

19 14,073Total 


361 47,581
OFFIC TOTAL 
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TABLE 11 

ASIGWINT OF OCCUPATIONS
 
to the
 

PROPOSED 24PLOER SVICE SEC71CNS
 

No. Euloyer Service Section Occipations 

1. Professional & COmmerciai All in Major Groups 

All in Job Family (Elec-
tronic Equipment Operators) 

Air Traffic Controllers 
Air Traffic Despatchers 

2. Service Industries All in Major Group 

All in Job Family (Dry 
Cleaners & Launderers) 

3. Textile, Footwear & Apparel All in Minor Groups: 
Textile Making 
Textile Finishing 
Garment & Leather Products 
All in' Job Family 

(Rubber Products) 

. Metal Working Industries 	 All in Minor Groups:
 
Metal Making & 1reating

Metal Machining, fitting
 
and assembly 


All in Job Families: 
Welders & Related Workers 

Electroplaters & Hot Dip
 
Platers 


Electricians, Electrical
 
Assemblers 


Electronic Equipment Fitters 
Auto Sheet Metal Workers 
Aircraft Sheet Metal 
Workers 

Sheet Metal Working Opera­
tives 

Shipwrights, Metal 
Ship, Metal Beam & frame 
erectors & fitters 

Ship Platers 

Plate & Profile Benders, 
Steel 

Boilermakers 

Riveters, Structural Steel 
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1, 2, 3 

7.85 

8.70.10 
8.70.15 

9. 

8.71 

7.0 
7.1 
7.2 

8.72 

7.5 

7.6 

7.73
 

7.74
 

7.80
 
7.82
 

7.70.5o
 

7.70.60
 

7.70.90
 
7.72.30
 

7.72.35
 
7.72.36
 

7.72.40 
7.72.50
 
7.72.55 
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No. ftloyer Service Section Occupations 

14. Metal Working Inda-tries All in Job Families: 
(continued) (continued) 

Riveters, Structural Metal 7.72.60 
Riggers, Ship 8.14.40 
Riggers, Aircraft 8.114.60 
Steel Cable Squeezers & 
Spinners 8.14.70 

Steel Cable Splicers 8.14.80 

5. Food, Beverage, Tobacco All in Minor Groups: 
& Other Manufacturing Basketry, Broom & Brush­

making 7.3 
Woodworking, except -
Carpenters & Joiners 

7.4 
7.41 

Printing, Bookbinding & Paper 
Products 8.2 

Ceramic & Related Products 8.3 
Chemicals & Related Products 8.4 
Pelt &Hide Treating 8.5 
Food & Tobacco Processing 8.6 

All in Job Families: 
Plastic Products Makers d. 73 
Machine Setters, Misc. 8.74 
Furnace, Stove, Oven & Kiln 
Operators 8.75 

Photographic Darkroom Workers 8.76 
Miscellaneous Crafts 8.79 

6. Construction, Transport & All in Major Groups 4, 5, 6 
Utilities All in Minor Groups:

Metal Working, Misc. except 7.7 
those assigned to section 4 
Construction Workers (

( 
7.9 
8.0 

Stationary Engine & Construc­
tion Equipme~nt Operators - exc. 8.1 
those assigned to section 4 

All in Job Families: 
Carpenters & Joiners 
Electrical Power Station Oper. 

7.41 
7.81 

Telephone & Telegraph Fitters 7.83 
Lineman & Cable Splicers
Traffic Controllers, Misc., 

7.84 
exc. 

those assigned to section 1 8.70 

Workers classified in labor occupations related to the industries or 
occupations assigned to each employer service section are also the 
responsibility of that section. 
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Local Office Reporting Instructions 

A Simplified Manual Section 
Designed as an Aid to the Consultant
 

Aote: 	 This facsimile manual section essentially follows 
the American Reports and Analysis provisions for 
the two basic local office reports--the ES-209 and 
the ES-212 (converted to international coding sys­
tem). It contains, in addition, a simple explana­
tory chapter of the reasons for these reports and
 
a simple chapter on local office procedure for pre­
paring them. The two forms, themselves, as de­
scribed, are not reproduced, since the consultant
 
may wish to introduce variations to meet local con­
ditions. The forms as described here can, however,
 
be easily constructed by the consultant, if he 
wishes, simpl by following the column and line
 
instructionsj
 





Appendix No. 9 

NOW MENT SERVICE MLNUAL
 
REPORTS AND AN&LSIS
 

Part 	III 

0001-0999 	 Introduction 

0001 	 Scope of Part III of the Employment Service Manual 

Part III of the manual contains samples of all required statistical 
report forms and instructions for the preparation of each report. In 
addition, this part of the manual contains a brief explanation of the 
purpose and use of both industrial and occupational classification and 
coding. 

0002-0005 	 The Purpose and Uses of Industrial Classification and Coding and of 
Occupational Classification and Coding in the Employment Service 

1002 	 GLERAL 

Most 	 of the interest and work of the Employment Service is concerned 
with 	two main things: (1) Occupations (jobs); and (2) the places where jobs 
are performed. These places where Jobs are performed are usually called 
"employing establishments." The employing establishment is the individ­
ual factory, workshop, mine, farm, store, commercial office, or other 
such place 	where economic activity (the production of goods or services) 
is performed by people engaged in occupations, 

All people 	who perform the same kind of tasks in their work are said to 
be engaged 	in the same occupation. All employing establishments pro­
ducing the 	same general kind of product or service are said to be en­
gaged in the same industr. For example, all people who drive trucks 
for a living are engaged in the occupation known as Truck Driver. All 
employing establishments which manufacture cloth are engaged in the 
Textile Industry. 

In order to provide an organized and standard method for dealing with 
occupations (jobs) and for dealing with employing establishments, the 
Employment 	Service uses: 

(1) 	 An occupational classification and coding system, which rrovides 
a standard name (classification) and code number for eac.s different 
kind of job in the economy; and 

(2) 	 An industrial classification and coding system, which provideq a 
standard name (classification) and code number for each different 
kind of economic activity ("industry") in the economy. 
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0001-0999 Introduction 

0003 The Occupational Classificatibn and Coding System 

The National Eoployment Service has adapted the "International Standard 
Classification of Occupations" as the basis for its occupational clas­
sification and coding qystem. Thih system was devised by the Inter­
national Labor Office of the United Nations and forms the basis of the 
National Occupational Dictionary which is in the process of being built 
up from this I.L.O. structure. 

When the National Occupational Dictionary is completed!/ it will contain
 
a sunnary description of each different occupation of ary significance
 
in ( ). Each different description will be assigned a specific
 
job title (or classification) and code number. Each time an application
 
is taken in a local employment office the interviewer will obtain from
 
the worker a description of the tasks performed in his past job or jobs.
 
The interviewer will compare these tasks with the occupations described
 
in the Occupational Dictionary. He will then assign to the application
 
card the name of the job (classification) in the Dictionary which is
 
composed of the same tasks which the applicant has described. He will
 
also place on the application card the code number for that Job. The 
interviewer goes through this same process of classification each time 
he takes an oder from an employer, since he must secure a description 
of the job tiiemployer wants filled. 

In this manner it can be made certain that every interviewer in every
 
office'will be using the same names (and codes) for the same jobs at all
 
times and in all places. This is very important for placement work. It
 
would be easy to see the problems which would arise without this kind of
 
classification system. In the same office one interviewer might call a
 
machinist an "Iron Worker,* another interviewer might label him a Nlathe
 
man,* or Umechanic," or fmachine operator.' Machinists interviewed by
 
different people might, therefore, be given as many as four or six or
 
ten different job titles. Since employers also often use different
 
names for what are essentially the same jobs, the orders taken in such
 
an office (one without an occupational classification system) for a
 
machinist's job might also be given different job names by different
 
interviewers. Under these conditions, matching the right man with the
 
right Job becomes almost impossible. Under such conditions, clearance
 
(or transfer) placements between different offices are even more diffi­
cult to handle properly.
 

The occupational classification and coding system makes it possible to
 
establish an application file which is effective and useable for belec­
tion and placement purposes. With the use of a standard occupational
 
classification system, all the application cards of persons classified
 

In the meantime the Occupational Titles and Codes in the 1956 International 
Edition of I.L.O. 's "International Standard Classification of Occupations" may 
be used. 
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and coded in the same occupation are filed together in one place in the 
application file. (For example, all truck drivers are filed together.) 
When an employer's order is taken properly and classified according to 

the same system, the interviewer is then able to find, in one place in 

the file, all the application cards which bave the same occupational 

classification as the job called for on the order. Selection of the 

best qualified applicants for the job under these conditions can be done 

effectively and with precision. 

0004 The Industrial Classification and Coding System 

The National Employment Service has adopted the "International Standard 
as the basis ofIndustrial Classification of All Economic Activitie&" 

was de­its industrial classification and coding system. This system 
and is also usedvised by the Statistical Office of the 	United Nations 

of ( ) as the basis forby the Central Statistical Directorate 

its industrial classification work on the census and other projects.
 

The Industrial Classification and Coding System has been completed and
 

issued in a mimeographed booklet to all offices. It contains the name
 

of each different kind of economic activity (or industry) and a bri-f
 
There is an industrial code numberdescription or definition of each. 


for each specific individual industry and these individual industries
 

are arranged into broad groups on the basis of general relationships.
 

This is done in order to make it easier to use the system and quickly
 

lobate Ahe information needed. The occupational classification system
 

follows this same general principle.
 

The proper use of the industrial classification and coding system is 

important to the management and supervision of the work of the local 
and for the proper operation ofoffice, and is necessary for planning 


the Employer Relations Program (see Part II, 6000-6999).
 

Section of the Manual, the localAs indicated in the Employer Relations 
office should have a separate record folder for each employer (in the 

city in which the office is located) who employs ten or more workers 

plus any finns of 50 or more anywhere in the administrative territory 
on manoutside the city. It should have a simple card record as em­

ployers of under 10 workers as it is able to find out about. Fach of 

these records--ould contain a brief description of the nature of the 

employer's business .
 

Industrial Classification BookletWith the introduction of the National 
the local office should compare the information about the nature of the 

record with the informationbusiness which is contained on the employer 
in the booklet. Each employer record should then have entered upon it,
 

the appropriate Industry Name and Code from the industrial classifica­

tion booklet0 If there is no information, or insufficient information 
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on the employer record to permit the accurate assignment of the proper
industry classification and code, steps should be taken to secure the 
needed information. This is the permanent record in the office for 
either placement operations reference or statistical reference with re­
spect to the industry name and code assigned to each employer. 

The Employer Record File is to be established on the same basis as the 
industrial classification and coding system. In this way the employer 
record file is so arranged that the cards of all employers engaged in 
the same kind of business (industry) are all Ied together in the file. 
The total number of employers in each industry, and the total number of 
workers in the industry is always readily available, the industrial 
composition of the city is graphically apparent and the whole arrange­
ment is well adapted for management analysis and planning.
 

Each employer order taken (see definition, Part III, 1072 and descrip­
tion of order taking, Part II, 1000-1999) has entered on it, in the 
boxes provided for this purpose on the order form, the name of the in­
dustry and the code which has been assigned to that employer (from the 
employer record).
 

0005 Relationship of the New Classification and Coding Systems to Statistical 
Reporting
 

In addition to their most important operating uses in placement, employer 
relations, management and supervision, the introduction of standard sys­
tems for occupational classification and industrial classification and 
coding are essential for valid and meaningful statistical reporting and 
provide the basis for accurate labor market information. The need for 
these systems for statistical reporting will be particularly apparent in 
the preparation of the Monthly Placement Apalysis report. In addition, 
there are other statistical needs for standard terminology. The Employ­
ment Service will be exchanging occupational and industrial data and 
information with other Government agencies in ( ). It will also 
be exchanging the same type of data with other countries and with inter­
national organizations like 10 LoO and the UN. It will be called upon
to make special studies from time to time on labor conditions and employ­
ment for use in economic planning. For all of these things it is neces­
sary to have standard terminology and to have corresponding coding sys­
tems through which data can be treated statistically. 

This introduction section 0001-0005 was not intended to provide the ac­
tual training in the us. of either the occupational or industrial clas­
sification and coding systems. Separate and detailed training will be 
given to the staff concerned in the use of both of these systems as they 
are introduced into the local office. This section was designed only to 
give a brief description and understanding of both systems in order to 
assure a better grasp of the reporting instructions which follow in this
 
part (III) of the manual.
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0006-0007 	 Action to be Taken with Regard to dtatistical Reports 

0006 	 The Central Office will issue specific instructions with regard to the 
dates on which the use of the Occupational and Industrial Classifica­
tion Systems are to be put into effect in the local office. Ample time 
will be allowed for the conversion of records (application cards and 
employer records and active orders) to the new classification and coding 
systems. On the effective date, as announced by the Central Office, the 
two basic monthly reports (Monthly Local Office Activity Report, Form--: 
Part III, 1000-1999; and the Monthly Placement Analysis, Form--: Part 
III, 2000-2999) will be initiated. 
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MANUAL OF OPERATIONS
 
REPORTS AND ANALYSIS
 

Part III 
1000-7.999 	 Monthly Local Office Activity Report Form, 

1001 	 Purpose of the Report. Form is an individual local office report 
designed to provide information on the major activities of each local 
office. This information is necessary to the Central Office in order 
that it may have organized data with regard to the quantitative volume 
of work being done by each office, each month. The information is 
useful to both the Central and the local office for the review of past 
activities, planning of future operations, assignment of personnel, etc. 
In those cities where the local office participation in the hiring 
process is significant, the information on this report will provide
 
useful indications of labor market conditions and trends.
 

1002 	 Due Dates and Number of Copies
 

A. A report on Form is to be prepared at the close of each
 
calendar month by each local office to which personnel have been 
assigned permanently and which provides service each of the working
 
days of the week. Activities at itinerant points are to be in­
cluded in all totals in Sections A-B-C-D and E of the form. Selected 
information on itinerant activity is also repeated separately in 
Section G.
 

B. 	 All local offices will submit the original and copies of each 
report directly to the Central Office not latert-t the _ day 
following the last workday in the month to which the report relates. 

1003 	 Heading of the Form. The following information is to be entered in the
 
appropriate spaces at the top of the form: 

A. 	 Date Period Ended. Enter the ending date (day, month, year) of the 
period covered by the report (for example, 31 December, 1952). 

B. 	 Number of Work Days This Month. Enter the number of days during 
the month during which the office was officially open for business. 
(Count Saturday mornings or any other part-days as whole days.) 

C. Number 	 of Man-hours Worked This Month. Enter the total hours worked 
by staff assigned to the office during the month. This information 
can be obtained from the attendance report. Secure from this source 
the hours worked during the month by eoch local office employee. 
Add all of these together. This is the total man-hours worked. Do 
not 	include a time taken off for illness,'vacation, or other
 
reasons. 

D. 	 Office. &ter here the name of the city in which the local office 
is -located. 
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1000-1999 Monthly Local Office Activity Report Form,
 

1004 Explanation of Column Headings 

A. 	 Column I (Item). The word "Total" after an item listed in Column I 
indicates that the item is the total for the item designated and 
includes the figures shown for any sub items which follow it. For 
example, Item i (line 20) is the total of all placements made dur­
ing 	the month and includes the figures show--or the sub item 
1(a)(1) and 14(a)(2). 

B. 	 Column II (Line Number) is included to facilitate references made 
to material in the report and to facilitate adding machine proces­
sing in the Central Office. 

C. 	 Columns III, IV, and V 

Column III, Total, represents the total for each of the respective 
items (on the same line) listed in Column I. 

Column IV represents that part of the total reported in Column III 
which relates to males. 

Column V represents that part of the total reported in Column III 
which relates to females. 

D. 	 Column VI is provided for reporting any additional detail which 
may be specially requested occasionally by the Central Office. No 
entries are to be made in this column unless such a special request 
is made by the Central Office. 

010-1015 Section A. New Applications and Renewed Applications 

1010 Item 1. New Applications 

A. 	 Definition for the purpose of this report, a new application is an 
instance in which: 

1. 	 An individual applies for work, and 

2. 	 No previously prepared application record (card) is in Uhe 
"active" or "inactive" files of the local office, aid 

3. 	 Information sufficient to support a primary occupational classi­
fication and to serve the needs of selection is recorded on
 
Form by a member of the local office staff in an inter­
view with the applicant. 

B. 	 Enter in Item 1, Column III, the number of new applications which 
were taken during the month covered by the report. Entries are also 
required in Columns IV and V.
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lOn 	 Item 2. Renewed Applications 

A. 	 Definition. A renewed application is a previously prepared applica­
tion card which was in the "inactive" file at the beginning of the 
month, and which was moved to the "active" file as the result of the 
appearance of the applicant in the local office (or a letter or 
phone call) during the month (indicating that he is available for 
and seeking work). When this occurs the card is pulled from the 
inactive file, any additional information or address change is 
entered, the current date is entered on the card and it is placed 
in the *active" file. 

B. 	 Enter in Item 2, Column III, the total number of such transactions 
which occurred during the month. Entries are also required in 
Columns IV and V. 

.012 Item 3. Active Applications on File 

A. 	 Definition. For purposes of this report, an active application on 
file is a filed primary application card of a person who has indi­
cated to the local office his availability for work during the es­
tablished validity period (i.e., his application card will bear a 
date-entry within days prior to the last day of the month for 
which the report is prepared.
 

B. 	 Enter in Item 3, Column III, the total number of active applications 
on file at the end of the month covered by the report. Entries are 
required in Columns IV and V. Because of the work this involves in 
offices with large active files, entries for Item 3 (Cols. IV and V) 
may be estimated on the basis of a sample tally in any office having 
more than 2,000 active applications on file. Sample tallies should 
meet the following size criteria:
 

Size of File 	 Tally 

2,000 to 4,000 cards Every second card 
4,000 to 6,000 cards Every fourth card 
6,000 to 10,000 cards Every sixth card
 
10,000 and over Every eighth card
 

1020-1039 	Section B. Counseling and Testing
 

1020 	 This Section B is reserved for reporting counseling and testing activi­
ties. No entries are to be made in this section of the report until 
instructions are received from the Central Office. These instructions 
will be preceded by manual material on counseling and testing (part II 
of the Manual of Operations) and training of local office staff in these 
functions. 
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1040-1059 Section C. Selection Actions 

1040 Item 9. Selection Interviews, Total
 

A. 	 Definition. For the purposes of this report a selection interview 
is an interview in which: 

1. 	 The qualifications of an applicant are reviewed in relation to 
specific job openings which are available in the local office 
and for which there is some reason to believe the applicant may 
be qualified, ard 

2. 	 The interview is conducted by the local office staff member who 
has the authority to decide whether to send the applicant to the 
job (to refer him) or to reject him as not meeting the qualifi­
cations of the job or jobs discussed. 

An 	 interview with an individual selected from the file for possible 
referral to a specific job opening is always a selection interview.
 
A selection interview (which meets the criteria of the definition 
above) is counted for purposes of the report regardless of whether 
the interview results in sending the man to the job (referral) or 
not. An interview with a group leader or intermediary, for the pur­
pose of selecting a group of workers for referral should be con­
sidered as one selection interview. 

B. 	 For purposes of this report, selection interviews should be classi­
fied as nonagricultural (item 9(a)) if the opening discussed is non­
agricultural and agricultural (item 9(b)) if the opening discussed 
is agricultural. 

C. 	 Enter in item 9, Column III, the total selection interviews held 
during the month covered by the report. Entries are required in 
Columns IV and V. Enter in item 9(a) that portion of the total 
selection interviews which were nonagricultural and enter in item 
9(b) that portion which were agricultural, Entries are required in 
Columns IV and V for both item 9(a) and 9(b).
 

1044 Item 10. Selection (call-in) Notices Issued
 

A. 	Definition. A selection notice is a message sent to an applicant 
requesting him to report to the local office for a selection inter­
view and possible referral to a specific job opening which is avail­

able, in the local office. A selection notice is sent only to an 
applicant who has a previously prepared application card on file in 
the local office, and whose card was selected from the file for the 
purpose of filling a specific job opening held by the local office. 
The selection notice message may be either oral or written and may 
be transmitted by mail, telephone, messenger, or other means. 
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B. 	 Enter in item 10, Column III, the total number of selection notices 
issued during the month covered by the report. Entries are required 
in Columns IV and V. 

1045 Item U.. Number of Individuals Responding to Selection Notices 

A. 	Enter in item U1, Column III, the total number of individuals respond.
 
ing to selection notices. Entries are required in Columns IV and V. 
Any response by the applicant to a given selection notice is counted, 
regardless of whether the response is in the form of a visit to the
 
bffice by the applicant or a telephone call or a letter or an oral
 
message delivered to the office by a friend. When a response occurs,
 
it is counted in item Ui regardless of whether it leads to a selec­
tion interview or a referral or not. (For example, the applicant
 
may 	phone the office, after receiving a selection notice, to say
 
that he is now employed and not interested in the notice. This ac­
tion would be counted in item .. ) 

1060-1069 Section D. Referrals and Placements 

1060 Items 12 and 13. Referrals
 

A. 	Definition. For the purpose of the report a referral is the act of 
sending the selected applicant to the employer for whose job opening 
the interviewer selected the applicant. Referral usually includes 
giving the applicant a card of introduction to the employer (Form 

__v)and specific directions as to how to reach the employer's es­
tablishment and the time he is to arrive there for the interview with
 
the employer (which will result in his being hired or rejected for
 
the job in question).
 

B. 	Enter in item 12, Column III, the total number of referrals made to 
nonagricultural job openings during tie month covered by the report. 
Entries are required in Columns IV and V. 

Enter in item 12(a) that portion of the total in item 12 which rep­
resents local referrals (i.e., the referral of any applicant resid­
ing in the administrative territory covered by the local office to 
any 	employer located within the same territory).
 

Enter in item 12(b) that portion of the total in item 12 which rep­
resents clearance referrals--(local applicants referred to another
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from outside its own territory). 

C. 	 Enter in item 13, Column III, the total number of referrals made to 
agricultural job openings during the month covered by the report. 
Entries are required in Columns IV and V. 
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1. 	 Enter in item 13(a) that portion of the total in item 13 which 
represents local agricultural referrals.
 

2. 	 Enter in item 13(b) that portion of the total in item 13 which 

represents clearance referrals of agricultural workers.
 

1065 Item 14. Placements, Total
 

A. 	Definition. For purposes of this report, a placement is an employer's
 
acceptance of a person for a job involving each of the following
 
local office activities.
 

1. 	 Receipt of an order to fill a job opening prior to referral, and
 

2. 	Selection of the person to be referred, without designation by
 
the employer of any particular individual or group of individuals,
 
and
 

3. 	 Referral, and 

4. 	Verification that the person has been hired by the employer,
 

Placements "on a group basis" normally occur only in agriculture
 
during the migratory labor p6ak seasons. These are agricultural
 
placements which are made through an intermediary. In these situa­
tions the office deals with one person (the intermediary) who speaks 
for 	a group of workers. While only one selection interview is re­
ported in such transactions, (the one which took place with the
 
intermediary) a referral and a placement are recorded for each worker
 
in the group represented by the intermediary. The information on the
 
number and sex of the workers in the group can be secured at the time 
of interview from the intermediary and it is not normally necessary 
to take each individual's application card or to issue individual 
referral (introduction) cards for each worker in the group. When
 
the 	office has verified that the intermediary and his group have 
been hired, placements are recorded and reported for the total num­
bei 	 of workers in the group. 

B. 	 Enter in item 14, Column III, the total number of placements made 
during the month covered by the report. 

C. 	Enter in item 14(a) that portion of the total in item 14 which rep­
resents placements in nonagricultural jobs. Entries are required in 
Columns IV and V. 

1. 	Enter in item 14(a)(1) that portion of the item in 14(a) which
 
represents local placements0
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2. 	 Enter in item 14(a)(2) that portion of the item in 14(a) which 
represents clearance placoments made as the order-holding office 
(i.e., where the clearance order was for an employer located in
 
the 	administrative territory served by the office and where the
 
applicants hired were supplied by other offices in response to
 
the clearance order).
 

D. 
Enter in item 14(b) that portion of the total in item 14 which rep­
resents placements in agricultural jobs. Entries are required in 
Columns IV and V. 

1. 	Enter in item 14(b)(1) that portion of the total in item 14(b)

which represents local agricultural placements. 

2. 	 Enter in item 14(b)(2) that portion of the total in item 14(b)
which represents agricultural clearance placements made as an 
order-holding office.
 

3. 	Enter in item 14(b)(3) that portion of the total in item 14(b)

which represents agricultural placements made on a group basis.
 

(Note: 
The sum of items under 14(b) when added will normally be
 
larger than the figure for 14(b). The reason for this is that
 
all 	agricultural placements are first counted as either local,

14(b)(1), or clearance, (14(b)(2). 
After that the statistical
 
clerk goes through both the local and clearance placements and
 
secures a separate count on how many of these were made on a 
group basis. 
The 	result of this count is entered in item 14(b)(3).)
 

Section E. Employer Visits and Employer Orders
 

Columns VII and VIII represent a classification by nonagricultural and
 
agricultural, respectively, for each of the items in Column Io Entries 
are 	required in Column VII for each item in this section except item
 
16 (a). The following instructions will indicate the required entries. 

Item.16. Employer Visits
 

A. 	Definition. 
For 	the purpose of this report, an employer visit is a

planned visit to an employer's establishment or site of operation:
 

1. Made for the purpose of explaining or emphasizing the services
 
available to the employer through the Employment Service; dis­
cussing existing orders; soliciting orders; verifying referrals 
when verification by telephone or mail has failed; securing in­
formation with regard to employment levels, accessions and other 
hiring and occupational information as needed to serve the em­
ployer effectively; providing assistance to the employer in the 
solution of his employment problems, and 

- 154 ­



Part III Reports and Analysis 
1000-1999 Monthly Local Office Activity Report, Form 

2. 	 During which visit contact is made with the employer himself or 
a responsible representative of the employer who has the author­
ity to act in terms of the specific purpose of the visit, and 

3. 	 Concerning which visit a record is made on the appropriate em­
ployer relations record form.
 

The 	following activities are not counted as employer visits for pur­
poses of this report: (1) Calls made by the employer at the local
 
office, (2) telephone conversations with employers, (3) social ccn­
tacts with the employer in clubs, restaurants, or other places away
 
from his place of business.
 

B. 	Nonagricultural employer visits include those to food processing 
plants which may hire and interchange farm and processing plant 
workers. 

C. 	Agricultural employer visits include only those visits to employers
 
engaged primarily in activities classified in the 021 to 018 industry
 
codes.
 

D. 	 Enter in item 16 the total number of employer visits made during the 
month covered by the report. Entries are required in Columns VII 
and VIII. 

E. 	 No entries should be made in item 16(a) until further instructions 
are received by the local office, together with the release of the 
manual of operations section dealing with the employer relations 
program (part II of the Manual - 6000-6999). After the Central 
Office instructions are received, enter for item1(a), Column VII, 
that part of the total shown in item 16 which relates to visits to 
major market establishments. No entry will be made in Column VIII. 

1072 Item 17. Number of Orders Received 

A. 	 Definition. For purposes of this report, an order received is a 
single recorded request (on form ) from an employer for the
 
selection and referral of one or more applicants to fill a specified
 
number of job openings in a single occupational classification.
 

B. 	 Enter in item 17 the number of orders received during the reported 
period. An entry is required in Column VII only. 

1073 Item 18. Number of Openings Received 

A. 	Definition. For purposes of this report, an opening is a single job
 
in an employer's establishment for which the local office has on file
 
a request to select and refer one or more applicants. An order (see 
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1072 above) may represent one opening or a number of openings in a 
single occupational classification. Therefore the entry in item 18 
is the total of all openings shown on all orders received during the 
month covered by the report. 

B. 	 Enter in item 18 the number of openings represented by local employer 
orders received during the month covered by the report. Entry is 
required in Column VII only. 

1074 Item 3.9. Number of Qpenigs Unfilled 

A. 	 Enter in item 19 the number of unfilled openings (as defined in 1073 
above) represented by local employer orders on file at the end of 
the month covered by the report. An entry is required in Column VII 
only.
 

1075-1079 Section G. Activity at Itinerant Points
 

.L075 Item 20. Name of Itinerant Points Visited 

A. Definition. For purposes of this report an itinerant point is a 
community within the administrative territory assigned to the office 
(but outside the city in which the local office is located) to which 
community part-time service is provided by staff of the local office. 
Such service is normally provided on a regular schedule (a day or 
part of a day at regular intervals, such as every two weeks or every 
month or every 60 days)o Staff from the local office travel to the 
itinerant point and normally conduct their activities in space pro­
vided by the municipality. Selection of itinerant points and the 
schedule is subject to approval by the Central Office. 

B. 	 Enter in item 20 the names of the itinerant points visited during 
the month covered by the report and enter the total number of hours 
the point was open for transacting business during the month. 

1076 Item 21. New Applications Taken 

Enter in item 21, for each itinerant point listed for the month the num­
ber of new applications taken. These new applications are also included
 
in the total in Section A, item 1.
 

1077 Item 22. Placements
 

Enter in item 22 for each itinerant point listed for the month the num­
ber 	of nonagricultural and agricultural placements made at the itinerant 
point during the month. These placements are also includod in the totals 
in Section D, item 14. 
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1078 Item 23. Remarks 

Enter in item 23 any occurrence or development of interest or importance 
in regard to the points visited during the month (clearance orders taken, 
applicants placed on clearance orders, any anticipated sharp increases 
in employment or decreases which might affect the schedule or the work 
at the itinerant points). 

1080-1085 Section G. Comments 

1080 The form is self-explanatory on this section. 
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2001 	 Purpose of the Repo.. . This report arranges information on placements 
of job applicants According to the industry in which each placement was 
made and according to occupational groups within each industry. It pro­
vides pertinent information with regard to the permanent or temporary 
nature of the Jobs filled in each industry, and also the sex of the 
workers placed in each. The report also provides a special analysis of 
placements in the agricultural industry indicating the placements made 
both by type of crop and by type of placement transaction (i.e., normal 
placements and the kind made through intermediaries). 

The 	 information contained in this report will be used in analyzing work­
load and in evaluating placement performance both by the central office 
and by the 	local office manager himself. It will be used also to keep 
the public 	 informed as to the nature of placement activities and to ful­
fill the requests of other government agencies, international agencies, 
trade associations, etc. 

2OQ2 	 Due Date and Number of Copies. Each office which prepares a Monthly 
Local Office Activity Report, Form _, will prepare a Monthly Place­
ment Analysis Report, Form , in the same number of copies, covering 
exactly the same period and wI submit the report on the same due date. 
The data shown on the Monthly Placement Analysis Report will include the 
placement activities performed at any itinerant points operated by the
 
local office.
 

2003 	 Definitions
 

A. 	Placements. The definition is the same as that given in the instruc­
tions for the Monthly Local Office Activity Report, Part III, Section 
1065. It is repeated here for convenience in reference and for 
emphasis. 

For the purposes of this report, a placement is wa acceptance of a 
person for a job as a direct result of all four of the following 
local oifice activities: 

1. 	Receipt of an order prior to referral; 

2. 	 Selection of the person to be referred, without designation by 
the employer of any particular individual or group of individuals; 

3. 	Referral;
 

4. 	Verification that the person has been hired. 

B. 	 Individual Agricultural Placements (Section A). These are simply 
normal placement transactions involving the placement of'an individ­
ual in a job with an agricultural employer in accordance with the 
definition 	in the preceding paragraph.
 

- 158 ­



Part III Reports and Analysis 

2000-2999 Monthly Placement Analysis Report, Form 

C. 	Group Agricultural Placements. These are agricultural placements
 

made through an intermediary who acts as the leader and spokesman
 

for a gEp of seasonal agricultural workers. The transaction is
 

governed by the preceding definition for a placement except that the
 

office's dealings in this case are with an individual whose decision
 

to accept referral is binding on a group of workers. When it has
 

been verified that the intermediary and his group have made contact
 

with the employer after referral and have been hired, agricultural
 

placements are counted equal to the total number of workers in the
 

group. The interviewer who handles thi transaction enters the word
 
order card marked "Duration."
"group" in the space on the face of the 


On the reverse of the order he enters the intermediary's name and
 
The inter­permanent address, and his temporary address, if any. 


viewer also enters the total number of able workers in the group
 

represented by the intermediary, and what number of these is male
 

The office does not take application
and 	what number is female. 

cards on the individual workers in the group and issues only one
 

given to the intermediary.introduction (or re.'arral) card, which is 

A short-time nonagricultural
D. 	Short-time Nonagricultural Placements. 

a job which the employer expects to in­placement is a placement in 

volve work lasting seven days or less. Placements in jobs expected
 

to last eight days or more should not be reported as short-time
 

placements.
 

Industry. Placements should be classi­2004 Classification of Placements by 
fied by industry according to the National Industrial Classification and 

Coding System Manual. It is the responsibility of the interviewer who
 

takes the order to enter on the order the correct industrial code. 
The
 

statistical clerk is responsible for checking the accuracy of the 
code
 

in case of doubt. An Agricultural Placement is a placement in an estab­

lishment primarily engaged in farming (major industry group 01). A Non­

agricultural Placement is a placement in an establishment primarily 
en­

gaged in activities classifiable in one of the major industry groups 
02
 

through 84. A placement with an establishment which engaged in both
 

agricultural and nonagricultural activities (for example, a sugar fac­

tory may also own and operate the farms on which the sugar beets are 

grown) should be classified according to the principal activity in which 

the worker is to be employed. 

A. 	Agricultural Placements should be further classified by individual
 
Agricultural placements
farm activity within the major group 01. 


which cannot be allocated readily to a specific type of farm activity
 

(codeu Ol1 through 018) should be classified under Industry Code 019,
 

"General Farms." 

B. 	Nonagricultural Placements should be further classified (in this 
re­

port) by major industrial group as indicated on line 2 through line
 

These classifications should be
 32 in Column V of the Form 
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made according to the principal industrial activity of the employer
at the place of business, or establishment in which the placement ismade. (In operating practice the interviewer who takes the orderrefers to the Employer Record file in most cases, where the officialindustrial classification and code for office use will be found onthe record of the employer who placed the order. If there is noemployer record the interviewer consults the National IndustrialCladsification and Code Manual and assigns the correct code and clas­sification. The classification and code which is placed on the orderform is the "group" classification which is the finer, three-digitclassification and code found under the two-diiit "majo p" in
the Industrial Classification and Code Manual.) 

Placements in governmental establishments are classified accordingto the industrial nature of the establishment. For example,government-owned banks under code 621; schools, 821; sugar factories,
207; cotton etc. 81
services) is used only for the administrative activities of govern­ment at all levels. Placements 

cloth weaving, 231; Major group (government 

should be coded under major industrygroup 81 only when the establishment whichin the placement is madeis peculiarly governmentdl in character and which, therefore, cannotbe classified in one of the other industries, as for example, the 
mayor's office. 

2005 Classification of Nonagricultural Placements by Board Occupational Groups.For the purpose of recording the nonagricultural placements on this reportin the broad groupings represented by Columns VI through XI (Section B)the following guide is provided for the Statistical Clerk. (It should
be remembered that in classifying the placements for this report it isthe occupational title and code orderon the form which is to be recorded,and not titles and codes on the application cards of the persons placed.) 

Column VI Occupational Codes Included in Each 
Pro onal,
Technical, (The appropriate codes from I.L.O.'s 1958 Inter­

nationalManagerial, & Standard Classificatibn of OccupationsExecutive should be entered here by the consultant.) 

Column VII 
Clerical and Sales
 

Column VIII
 
Service
 

ColumnIX
 
Skilled
 

Column X 
"Semiskilled (Operatives)
 

ColumnXI
 
Unscl Led
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2010-2014 Section A. Agricultural Placements 

2010 Column I, Total 

line Z of Column I the total number of agricultural place-A. 	 Enter on 
ments made during the month (including both local placements and 

clearance placements made as the order-holding office).
 

line Y of Column I that portion of the total number of
B. 	 Enter on 

which were made on a group basis 
agricultural placements (line Z) 

definition of group agricultural place­
(see art III, 2002, C ­

of ag­
line X of Column I that portion of the total number

C. 	 Enter on 
that were made on an individual basis (see

ricultural placements 

part III, 2002, B).
 

Columns II to XIII Inclusive
ll 


of the columns II to XIII, that portion ofeachEnter on lne Z inA. 	
Column I, which is classified by the type of 

the 	total on line Z, 
column headings.

farm activity designated in the respective 

II to XIII, that portion ofcolumrsB. 	 Enter on line Y in each of the 

the total on line Y, Column I, which is classified by the type of 

farm activity designated in the respective column 
headings. 

Enter on line X in each of the columns II to 
XIII, that portion of
 

C. 

the total on line X, Column I, which is classified 

by the type of 

farm activity designated in the respective column headings. 

B. 	Nonagricultural Placements
2015-2020 Section 


the total number of nonagricti-tural

)15 Column I, Line 1,Total. Enter 	

local place­
the 	month, including nonagricultural

Dlacements made during 	 of 
ments and clearance placements made as order-holding 

office. Line 1 

Column I should equal the sum of line 1, Columns 
VI through XI, and
 

should also equal the number entered in item 
14(a), Column III, of the
 

Monthly Local Office Activity Report for 
the same month.
 

Enter the number of those placements re-
Column II,Line 1,Short-time.
2016 	
same line in Column I which were short-time.
 ported on ti-e 

Enter the number of those placements reported1,Women.
2017 Column III, Line 	 Line 1
 
on the same line in Column I which represent 

placements of women. 


of Column III will equal item 12(a), Column 
V, of the Monthly Local Office
 

Activity Report for the same month.
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2018 	 Columns VI - 1I, Line 1, Broad Occupational Groups. Rater on line 1 of 
each of the coluaui 1: through XI the number of those placements reported 
on the same line in Column I which represent placements in the broad oc­

cupational group designated in the heading of each column (see part III,
 

section 2005, for specific guide provided).
 

On lines 2 	tc 32 of each
2019 	 Columns I to III and VI to XI, Lines 2 to 32. 
of columns I-III and VI-XI distribute the totals shown on line 1 of each 
of these columns according to the industry classification shown on the 
same lines in Column V. 

, 	 Lines 33-35, Selected Worker Groups. No entries are to be made on these 

lines unless specific instructions to do so are received from the Central 
lines will 	be used from time to time, as directed by the
Otfice. These 

Central Office, for special information and studies with respect to
 

selected categories of workers.
 

- 162­



Part III 
3OOO-3499 

3000-3040 

3000 

'JlO 

Reports and Analysis 
Local orrice Statistical Procedure 

Procedure in the Local Office for Comiling the Two Monthly Reports 
AtivitY Report; 2-Monthly Placement Analysis(1-Monthly Local Office 

Report). 

Assignment of Responsibility 

local office will assign responsibility to one spe-The manager of each 
cific individual for the preparation of the required statistical reports. 

In small offices this will not be a full-time job and the person desig­

nated by the manager will also have other tasks. In the larger offices 

(25 or more staff) this assignment may require the full time of a statis­

tical clerk. 

Wile the person so designated by the manager is responsible for the com­
the manager's responsibilitypilation of the statistica.1 reports, it is 

to see to it that all the other staff members of the office post their 
to the statistical clerk.records properly and 	route them promptly 

General 

officeWth only a few exceptions, the basic operating records of the 

cards, order forms, etc.) when properly filled out and(application 
sections 1000-1999posted in accordance with instructions (see part If, 

the necessary information to the
and sections 6000-6999) will pro'vide 


the purpose of preparing these two monthly reports
statistical clerk for 
accurately.
 

routed to the statistical clerk's desk each
These operating forms are 
day by the other staff of the office (interviewers, receptionist, etc.). 

two work-sheets, one for each of the two
he statistical clerk 	maintains 

of nctivity to bemonthly reports. In small offices, where the volume 
the blank printed forms (# and #__)

recorded is relatively small, 
of the two reports can be used for 	the work-sheets. In largc offices 

necessary to devise larger work-sheetsthe statistical clerk will find it 


which will provide sufficient space for daily tallies of the various
 

activities throughout the month.
 

Br keeping a running 	 t2lly record day-by-day, the preparation of the
 

the month becomes relatively simple. Totals are
 
report at the end of 

on the official report from the work-sheets. This
obtained and entered 


also makes it easy for the statistical clerk to take off weekly

method 

use of the local manager.subtotals of activity for the 

under this procedure, the statistical
It should be emphasized that, 

clerk does not retain the records routed to him any longer than is neces­

on the 
sary to enter the activity (which is represented by the records) 


work-sheets.
 

n the Monthly Local Office Activity Report Form - (See part III 
Cong1OOO-3-99,
 

(Detailed Explanation of the rperating Records From Which Each item on 

the Report is Secured by the Statistical Clerk; the Point of Origin 
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Idthin the Office, and the Disposition of the Records After the Activi­
ty Has Been Posted to the Work-Sheet.) 

A. Section A - New Applications and Renewed Applications 

Item 1. New Applications 

The completed new applications are received from the staff members 
who prepared them. 

7he cards are counted and tallied by the statistical clerk and then 
are filed in the active file. 

Item 2. Renewed Applications 

These are mostly received from the receptionist, who does most of 
the renewal work; however, they may be sent to the statistical 
clerk by other staff members. For example, the renewed application 
may be sent to the statistical clerk by a placement interviewer, 
who referred the applicant within a few minutes after the card had 
been renewed. The statistical clerk identifies renewed applications 
in the following manner: 

When an application card enters the inactive file, a 
horizontal line is drawn in the "Dates" column under 
the last recorded date. When the applicant reappears 
at the office at some subsequent time, his card is 
pulled from the inactive file 	and the current day's 
date is entered right under the horizontal line in 
the date column. When this renewed card reaches the 
statistical clerk, he makes a 	check mark after the 
current date to indicate that 	the card has been counted 
as a renewed application.
 

Aniy card reaching the statistical clerk, therefore, on which the 
first date entry under the horizontal line has not been checked 
(marked like this'7TTs to be recorde(, as a renewed application. 
As an illustration the "Dates" columns on several application 
cards are pictured below:
 

Inactive Renewed A plication Renewed Application 
kpT=caton (Not yet counted by (After Statistical

Statistical Clerk) 	 Clerk has counted 
it for his record) 

!3/12/i 	 13/12/51 '3/12/51 1!2/1/52 ,21/152 ,,2/l/52,
 
!8/2/52 , ' 2 ''52 8/2/52'
 

_145 	 5/-/5 
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After the renewed application is 

in the active application file. 

counted for the reprt it is filed 

Item 3. Active Applications on Fil 

This is simply a hand count of the cards in the active a
file, which is made on the last work day of the month. 
made by the statistical clerk, or any other staff member 
help him in this task. 

pplica
The 
assigned 

tion 
count is 

to 

B. Section B - Counseling and Testing 

No entries will be made in this 
issued by the Central Office. 

section until further instructions are 

C. Sections C and D - Selection Actions and Referrals and Placement 

As a general rule, the reporting procedure for these items will be fair­
ly simple, if the interviewer who performs these activities will hold 
each order in his own desk file until it is completely closed. At that 
time, he forwards to the statistical clerk the order (with the results 
posted on the reverse side), together with the application cards of all 
workers who were called in and all workers who were referred on that 
order (all cards are clipped to the order). The statistical clerk will 
record one selection interview and one referral for each applicant listed 
on the back of the order. Each such referral will show an entry in the 
"Result" column. The statistical clerk makes a check mark ( v/) after 
each result entry to indicate that a selection interview and a referral 
wezm counted for the report. The statistical clerk counts each symbol "KN 

entered in the "Results" column as a Placement. The information on the 
face of the order will indicate how the placements and referrals, etc., 
should be counted in the report. For example, the entries on the face 
of the order will indicate whether the placement is agricultural or 
nonagricultural, local or clearance or "group basis," permanent or short­
time, etc., etc. 

The statistical clerk secures the count for "Selection Notices Issued" 

(Iten 10) by examining the application cards attached to the closed 
order. If there is an entry in the "callerf in" column of the Job Refer­
ral Section of the application card, it is counted as a "Selection Notice 

Issued." This count for "Individuals Responding to Selection Notices* 
(Item 11) is obtained by examining the "Referred" column of the "Job 
Referral Sectionof the application card, or the "Remarks" column. If 
there is an entry in the "Referred" column on the card of an applicant 
who has been called in, it is counted as "Individual Responding to 
Selection Notice." If the individual responded but was not referred, the 
interviewer must indicate the reason in the "Remarks" column on the appli­
cation card. The statistical clerk also counts these in Item 11. If 
neither a referral date or an entry in the remarks column is shown, it 

means the applicant did not respond and no count is made by the statisti­
cal clerk for item 11.
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The statistical clerk disposes of the above mentioned records as follows: 

The order is then sent first to the section in the front ofthe closed order file labled *Closed This Month." At theend of the month the contents of this section are cleaned 
out and filed in the regular sections of the closed orderfile. The application cards of the workers placed on regularjobs and those who failed to respond to selection notice aresent to the inactive application file (after a horizontal lineis drawn under the most recent date in the *Dates* column ofthe application card). The application cards of those workerswho were not hired as the result of referral are sent to theactive application file, as also are those who were placed on 
'short-timem or temporary jobs. 

There is qne type of selection transaction that is not covered by thereporting procedures aescribed above. 
Frequently a previously regis­tered applicant may visit the office without being sent a selection
notice. 
On the occasion of such a visit, the receptionist may route
him to a placement interviewer, because it is believed the applicant
may be qualified for a job which happens to be open. With the worker'sapplication card before him, the placement interviewer conducts a
selection interview with the applicant regarding a specific job order
on hand. 
If the selection interview results in referral, tho appro­priate entries are made on his application card and' on the order form,and when the order is closed the application card, clipped to theorder, will be sent to the statistical clerk for his count, as describedin'the first paragraph (section C) above.
 

If, however, the applicant is not referred as a result of the selectioninterview, the placement interM-wer enters the current day's date inthe *Dates" column of the application card and the letters S.I. following
the date (e.g., 5/5/52 S.I.). The applicat o-n card is routed that same
day to the statistical clerk who records one selection interview, makes
a circle around the letters (S.I.) to indicate the count has been made,
and sends the card to the active application file.
 

D. Section E - EmploLerVisits and Employer Orders 

Item 16. EmployerVisits 

Any staff member (including the manager) who makes an employer visit,in terms of the definition stated in part I1, 1071, will prepare abriefly written report containing the following minimum information: 

The nme and address of the establishment visited.The name and title of the company official with whom the contact 
was made. 

Thc purpose of the visit. 
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What business was transacted or what was accomplished during 
the visit. 

This report is signed by the person who made the visit, and this 
report (after review by the individual's s'perior) is routed to the 
statistical clerk, who enters a tally for a field visit for the 
monthly report. The statistical clerk wili count no acti y of 
this kind without seeing the signed report. -e-oir5t after the 
count is made, is routed to the Employer Record File. 

Item 16a. 

No entry will be made here until further instructions are issued by 
the Central Office. 

Item 17 and Item 18. Number of Orders Received and Number of
 
Openings Received
 

As indicated under paragraph C, above, orders are held by the inter­
viewer until they are closed or completed. They are then routed 
together with the cards of all referred applicants to the statisti­
cal clerk to be counted for this report. In order to obtain the 
"number of orders received,'m the statistical clerk simply counts the 
different order forms which are routed to him. In order to obtain 
the Nnumber of openings received," the statistical clerk adds up the 
figures shown in the *number of openings" space on the face of each 
different order. 

Item 19.- Number of Openings Unfilled (at the end of the month) 

The statistical clerk examiries the desk file of each placement inter­
viewer on the last day of the. month. The total number of openings 
represented by all of the orders still in the interviewerb desk file 
represents the count of unfilled openings. If the r:uilager chooses, 
the interviewers may be required to make their own count and forward 
the results in writing to the statistical clerk. 

E. Section G - Activity at Itinerant Points 

Item 20. Name of Itinerant Points Visited 

The individual who performed the itinerant travel tells the statisti­
cal clerk, after each trip, the name of the town or towns visited and 
the number of hcurs each point was open for transacting business. 

Items 21 and 22 

Application and order forms are routed to the statistical clerk by the 
itinerant interviewer in the same manner (as described under paragraph 
C above) as the other local office interviewers. While the statisti­
cal clerk keeps a separate tally of itinerant activity for Section G, 
the count from itinerant activity is included in the appropriate office­
wide totals represented by the previous sections of the report. 
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Section F - Comnts 

on the type of information required.The form is self-explanatory 
with the assistance, when necessary, of theHowever, the manager, 

other staff, must take the primary responsibility for providing 
these reasons and explanations to the statistical clerk. 

3030-3040 Compiling the Monthly Placement Analysis Report 

detailed analysis of the placement activityThis report is simply a more 
which was reported in Section D, Item 14 of the Monthly Local Office 

Activity Report, Form _ The material for the report is taken from 

the closed orders routed to the statistical clerk as described in section 

3020. In making this count, the statistical clerk sorts out the orders 

first into two groups, agricultural and nonagricultural. Then each such 

group is again sorted, more finely, for counting. The fine sort is made 
the face of each order form. on the basis of the Industrial Code shown on 

industrial group, the informationFrom the orders sorted out for eac 
called for in columns I, 31, III, V, VII, VIII, IX, I and XI may be 

I to XIV inreadily obtained and recorded for Section B and for columns 
Section A. (See Part III 2000-2999 for a description of the categories 

contained in the report.)
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Appendix No. 10 

Outline For Study 
Useful In
 

Planning 	For Agricultural Labor Service 

1. 	 Explore the organization of both the Ministry of Agriculture 
and the Central Statistics Bureau (or Census or other logical 

the 	available facilities and sources of informationsources) and 
which exist there, including prospects of continuing information 
from any field office or extension center. 

2. 	 Wth the help of the appropriate sections of the Ministry of 
Agriculture, identify all of the major crops in the Country. 
Obtain or prepare maps which will show, as accurately as posmi­
ble, where these crops are located and the total acreage of each 
crop (based on latest crop).
 

Draw up tables for each major crop showing its principal phases3, 
and 	the normal beginning and ending dates of each phase (for 

example - planting, cultivating, spraying, picking). 

Determine which of these crops and at which phases importation
4. 	
of labor is required from outside localities. Establish the best 

such cropestimate 	possible of the total need for labor for each 
at the peak of its labor-using phase. Agricultural experts Way 

have established some approximation of the amount of labor per 
hectare required to harvest various types of crops. 

field studies in these major crop areas, determine the portion
By 
total need for labor at peak season which is ordinarily
of the 

met 	by local resident labor and how much then remains which has 
the 	extent possible,to be imported from outside of the area. To 

during the field studies, determine the points of origin of the 
come in, in the past. To the extentoutside labor which has 

possible, also establish what proportion of the total imported 
labor was handled by intermediaries and what proportion made 
their own hiring engagements personally with employers. 

5. 	 prepare from the information secured, crop and migratory pattern 

maps indicating the areas covered by the major crops. Trace the 
to the extent possible together with an indi­migratory patterns 

at peak.cation of estimated volume of the migratory flow 

6. 	 Based on the facts obtained, develop reco.mendations for the
 

effective ways and means by which the Employment Service
most 
can contribute most substantially to improving the operation 
of the agricultural labor market. 

- 169 ­



Appendix No. 31 

Manual Section 
on 

Field Supervision 

Adapted for
 
Host-Country Use 



Appendix No. 11 

Introduction and Policy 

Puvose and ,Scoe. This manual chapter sets forth the policy governing 
• development of a strong field supervisory program, describes the 

organization for supervision of local offices and establishes a plan 
for insuring that supervision is consistent, realistic, and construc­
tive. 

Definition of Field Supervision. For the purposes of this manual sub­
chapter, the term "Field Supervision" means the inspection, control, 
and direction of all local office operations. These functions are ac­
complished through "field supervisors," each of whom has line authority. 
over a group of local offices. These individuals have the power to 
direct and instruct the local offices under their supervision to take 
action on operating matters within the scope of established policies, 
They provide the connecting link in the chain of command from the 
Director General to the local office managers. 

Policy Statement. It is the policy of the Employment Service that: 

A. 	 A program of field supervision shall be established to insure that 
the broad objectives of a uniform and effective field operation 
shall i;4 accomplished. 

B. 	 The scope of responsibility of the field supervisor shall embrace 
all of the program responsibilities of the local office manager whom 
he supervises. (Watever responsibility the local office manager 
has should flow back to the ultimate source of authority in the 
organization, i.e., tho Director General, through only one super­
visory line. This single line of authority prevents conflicting 
orders and serves as a channel through which direction is given, in­
formation is disseminated, and suggestions are received.) 

C. 	 The field supervisor shall be trained in and have a working knowl­
edge of all programs in the local offices so that he will be able 
to recognize need for technical assistance by staff services and 
request such services when needed. (This is a necessary condition 
to complement the line authority and the functions of the position. 
It should prevent duplication of effort and overlapping responsi­
bilities with staff positions in the Central Office.) 

Organization of the Field Supervision Function 

Basic Organization. The Director General is the ultimate source of 
authority and responsibility in the Enployment Service. He exercises 
his responsibility for direction of the agency's activities in the field 
through individuals designated by him as having immediate authority over 
all local ofgice operations. These individuals are the field supervisors. 

- 171 ­



APPfndmz No. 11 

Rlationahips to Staff Services 

A. 	 The essential characteristic of the field supervisor'. job is that 
it is a line position, i.e., he exercises his responibililq by tak­
ing direct action. Under the premise that there will be only on 
line to the field (Director General - field supervisor - local ofe 
manager), the Central Office division chiefs and technical staff 
will contact the field through this established single line of 
authority. (For exceptions relating to communications and certain 
routine operations, see section 725 F 2.) However, It should be 
unde.stood that the Central Office staff and the field supervisors 
nevertheless are jointly responsible for performance in the field.
 
The principal distinction is that the staff discharges its respon­
sibility by furnishing information and advice to the line. Broadly, 
the staff services will: 

1. 	 Assist in the development and review of policies, program, and 
procedures. 

2. 	 Develop technical, informational, and other materials for the 
guidance of the field. 

3. 	 Upon their own initiative or upon request, cooperate with the 
field supervisors in exhaustive studies of local office opera­
tions and submit appropriate recommendations. 

B. 	 The field supervisor, in order to achieve maximum utilization of the 
services available through the staff specialists, will request 
through the.Iirector-.eneral the staff to: 

1. 	 Study and advise on special operating problems arising in the 
course of field supervision. 

2. 	 Develop training material when needed an4 if appropriate, par­
ticipate in the conduct of training. 

3. 	 Develop special methods or techniques to meet new situations 
in the local offices. 

C. 	 Finally, the line will discharge its obligation of keeping the staff 
informed of developmnt. and will advise the staff in the review and 
development of policies, programs, and procedures. 

Official Station of the Field Supervisor. The field supervisor is an 
integral part of the Central Office staff and will have his head­
quarters at the Central Administrative Office. This will result in 
uniform and proper interpretation of policies and programs, greater 
assistance in planning and developmental work, and better coordination 
of line and staff activities. 
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Span of Supervision. The field supervisor will be assigned, on as per­
nt a basis an possible,, to a group of local Offices whose territorial 

coverage is as nearly contiguous an possible. Although changes in ter­
ritorial assignments may be necessary at times, such steps will not be 
taken without due consideration of all factors bearing on continuity of 
relationships and the effect on the individual. The namber of local of­
fces to be assigned a field uupervisor will depend on the size of thoseoffices, geographical distances bet.en them, and the scope of the pro­
gram carried out in each office.
 

Suumar Statement of Functions 

Functions of the Field Supervisor. Th; field supervisor has certain 
definite responsibilities both to the Central Office and to the local 
offices in his jurisdiction. In respect to the Central Office, he is 
responsible for: 

A. 	 Advising the Director General and through him the staff services of 
findings of evluation surveys of local office operations, action 
taken, unresolved problems, and making recomendations relative to 
the solution of such problems and the improvement of operations. 

B. 	 Reporting to the Director General and through him to the staff serv­
ices the significant developments, conditions, and needs in the local
 
offices. 

C. 	 Advising and recommending with respect to local office organizition, 
personnel actions, budgets, leases, equipment, and other physical 
needs of local offices.
 

D. 	 Participating in the evaluation of program needs, and assisting in 
the developing and evaluation of proposed policies, programs, and 
methods affecting local offices.
 

In respect to the local offices in his jurisdiction the field supervisor 
is responsible for:
 

E. 	 Asistng in the planning, imnstallation, and revision of local office 
programs of service to the commnity. This includes new procedures, 
methods, and programs developed by Central Office staff services. 

F. 	 Providing for uniform interpretation of policies. programs, and pro­
cedures in local offices. 

G. 	 Evaluating operations and accomplishments of local offices and 
directing the manager to take appropriate action. 

H. 	 Recognizing deficiencies in local office operations which require 
technical assistance from the Central Office staff services and ar­
ranging such assistance. 
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1. 	 Recognising the training needs of local Offices and conducin or
 
for nces87 training program.
 

Aftinistrative Nethods Used in the Directdon 
of the Field VpOrviason Prow -. 

%heDirector amoral has the ultinate responsibility and authorit~y wthin 
the emplonsnt service for decisions on operating problem and for the 
direction of the Central and local office staffs. Within the present 
organisation structure he is responsible for achieving coordination be­
twer field supervisors and staff speCiallst.. The following sections, 
therefore, deal with the principal mthods used by the Director General 
in meting his broad objectives of administration. 

Direction and Control. The Director General utilizes principally the 
foloing methois MaL teohniques in providlng direction to and control 
over field supervisors. 

A. 	 Assigns areas to be served by field supervisors by considering: 

1. 	 7he geographic, Lndustrial, and other characteratics. 

2. The mmber and siso of ie local offices, the distances between 
thm, and the scope of their progms. 

B. 	Prepares and offectuates periodically (quarterly or smiannully) a 
plan of field supervisiou which: 

1. 	 Is related to any over-all plan or objectives of the Bkloymmt 
Servicel 

2. 	 Is based on current and anticipated operating needs in th field; 

3. 	 Indicates speific phases of the program to beoemphasisi during 
field supervisor's vicits to local offices; 

4. Indi.te. 	 specific item to be completd during the period. 

C. 	 Maintals controls over local off1ce portnance and supervig ion by
anlysifg and taking neessax7 action on, 

1. 	 Field supervisor's reports of local office evaluation reviews; 

2. 	 Statlstiea. reports on local office operaticns, showing data by
offices vA 4upervisery areas. 

D. 	 Qbtaims firstaind infomWtiNt roh pe-oml o.bsetrtion and oval­
uaton of operatic". In local offices and by e .LoI.I aco any­
*t the field-super~isor on his regular. or special isit to loca 
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I. 	 Conducts regularly schedoled staff meetings with field supkoisors, 
for the purpose of$ 

1. 	 Giving then directions as to new progras, policies, or proce­
dures which have been established; 

2. 	Training them with the assistance of appropriate staff services
 
to 	introduce and interpret properly to local offices, programs, 
polioies, or procedures;
 

3. Obtaining verbal reports froma the field supervisors as to cur­
rent conditions and needs in the local offices; 

4. 	Assuring uniform interpretation by the field supervisors of new 

proerams, policies, and procedures. 

P. 	 Controls coniations to and from the local officse, by: 

1. Authorising the release of all formlised Instructions or other 
non-routine coicunatione to be sent to local offices; 

2. 	 Ass 4 -ing- for reply by appropri!Lte Central Office units all 
comunicai from th3 local offices, except in those cases 
here permission has been &.anted to have correspondence sent 

directly to some other section In the Central Office (exceptions 
my include routine correspondence concerning individual appli­
cations or applicants; routine clearance, farm placement opera­
tion, gsubmittal of 'required statistical or fiscal reports, etc.). 

Coordination with Staff Services. the Director General uses the follow­
ing methods and techniques insecuring coordination between field saiver­
visors and staff services:
 

A. 	 O.cts staff eetig.a consisting of both line supervisors andStatf specilists to Eiscuss and formulate action on new or revised 
programs, pollcies, or proceures; 

B. 	 Revi ws material vrepared by staff services relating to loca office 
operations before release to the field; 

o 	As a regular practice, mkes available to staff services copies of 
findis and reoienltions made by flo supervisors which relate 
to the qualit of'operations inthe local offices; 

.	 Inftrso staff services of areas of operations in which standards of 
perfease, policy sutaements and prosanes are needed and sets 
deadliuie for comletion. of staft wrk. Isa Inclldes also assign­
merts to staff services of the following natures 
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1. 	 Conducting evaluation studies of selected phases of a local 
office's operations; 

2e 	Assisting the office to resolve specified deficiencies in its 
operations as revealed by earlier studies or field supervisore' 
reviews; 

3. 	Conducting detailed training on selected aspects of a local 
office' a operations which cannot be adequately led by the waager 
or field supervisor. 

Directs staff services to develop tools and techniques lor uea of 
field supervisors in supervising or evaluating local offices, and 
for this purpose: 

1. 	 Makes available suggestions received 'from field supervisors or 
local offices for development of such tools or techniques;
 

2. Points out whernin existing methods (e.g., outlines or guides)
 
are inadequate or difficult to use, and proposes remedies.
 

Methods Used by Field Suervisor 

Assistance in Local Office Plannin Organization, and Management. The
 
methods and techniques outlined below are used by the field supervisor in
 
carrying out his responsibilities to the Central Office and to the local
 
offices in his area. These actions may occur after an evaluation of a
 
local office (this is a method of supervision and will be treated sepa­
rately) or concurrently with such an evaluation, or they may precede such 
a study and be based on decisions made in the Central Office on prior
 
knowledge of local office operations.
 

A. 	He assists the local office manager in planning the activities of
 
the office in relation to the needs of the community for such serv­
ice. This is done by taking such steps as reviewing placement 
achievement occupationally and industrially in relatiun to potential 
for such activity, determining'needs for improving quality of appli­
cation taking, order taking, and employer records, and examining 
workload experience in relation to other offices of simila sise and 
in relation to capacities of present staff to determine whether or
 
not better utilization of staff can be achieved. He brings to the 
office manager additional facts which may not be available at the 
local level such as advice of Central Office staff technicians, ad­
ministrative statistics, and Central Office plans for new or changes
in existing programs. He assists the manager in developing suitable 
controls to measure progress in achieving goals set during a plan­
ning conference. 
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B. He assists the local office manager in organizing the local office 
bys 

1. 	 Assuring that the organization chart and duty statements camply 
with Central Office standards and are up to date; 

2. 	 Assuring that definite responsibility isassigned for every local 
office functionj 

3. Steing that flexibility is maintained inorganization and asisign­
ments so as to meet changing conditions and workloada 

4. 	Insuring that the organization meets local conditions and needs;
 

.	 Determining that office operates according to organization and
 
assignments;
 

6. Reviewing organization at regular intervals and recommending re­
visions where necessary. 

C. He assures that local office layout isadequate to meet current 
operating needs by: 

1. 	 Determining, through observation, that the functions are properly 
located; 

2. Determining, through observation, that the equipment is properly
 
located.
 

D. He recomends to the Central Office promotions, transfers, and other 
personnel actions affecting local office staff, following consulta­
tion with the local office manager. He also supports and presents 
requests from his local office managers for additional personnel
 
when such requests are well founded, and substantiated with workload
 
experience or realistic planning.
 

2. 	 He makes periodic appraisals of the effectiveness of local office 
managers in performing their duties and revims the manager's emlu­
ation of his imediate subordinates. 

F. 	 He trains and develops local office managere and assists them in 
trainin their staffs by: 

1. 	 Giving Individual training to loal office managers; 

2. 	Assisting the manager inproviding:
 

a. 	Induction training to new personnel;
 

b. 	 Individual and group training as needed; 

a. 	Effective and well planned regular staff neetings. 
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0. 	 fe recognises and reports to the Diroctor )eneral the need for 
training assistance from Central Office staff services. 

EValuation of Local Office Operatins. It is of fundamental importance
to the field supervision program that the field supervisors obtain de­
tailed first-hand knowledge of local office operations. This factual 
information is necessary in order to evaluate program accomplishments
and seek improvements; to compare local offices on an objective basis 
and 	to advise the Central Office on conditions in the field. 

In reviewing local office operations, all segments will be evaluated 
during one visit so that a complete and balanced picture of current 
conditions within the office can be obtained and consideration can be
given to the impact of weaknesses in one operating phase or program, on 
the others to which it is related. Following this, recomnmmndation can 
be formulated and plans made for the corrective action to be taken. 

A. 	 A complete ovaluation of each local office will be made by the desig­
nated field supervisor once each 6 months, or twice a calendar year. 

B. 	 To facilitate a uniform approach vo the review of local office opera­
tions, an evaluation guide haq been developed and is contaihed in 
part I, sections 750 to 799.17 The guide is designed to assist the
feld supervisor in making a complete review, and it constitutes a 
tool of reference to be usrd in achieving that end. It is not neces­
sarily a report outline as the report should contain the considered 
judgment of the field supervisor supported by pertinent facts de­
veloped during the review. -

The evaluation guide reflects the inclusion of the following methods 
and techniques: 

1. 	 Careful review of management controls and the use made of them. 
T"many offices, these may conpist of the work sheets used for 
compiling forms SO./and l,5but these records constitute a 
daily recording of activities and hence contain many clues for 
management in day-to-day planning of action. In other offices,
other controls will be found, including those reflecting achieve­
ment with the major firms in the area (Form 9)'. 

J( The Mrstveloped for this particular country is included innot 
this appendix, as it is based on Forms and Controls (iocal office 
management program) tailor made to this country-situation. Part III,
A, 3 of the this Handbook provides adviice howtext of 	 on to develop
such a guide. It can then easily be tied in to the Field Supervision 
Manual section. 

Equinlents of BM Form 1-209 and W-212. 

!/J Vuivalent of US Form 25-608, ajor arket Control. 
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snlof qualty of work products. 

411be used for each function. An adequate sample will te 
selected for study and determination of adequacy and adherence 
to standards specified in the Manual of Operations, part II. 

2. 	 Formal is Analysis frini 

3. 	Other tehn ues. In addition to inspection of controls and 
ais o-reof quality of work products., it will be necessary to 
utilize other analysis techniques such as those listed below 
to obtain facts on operations: 

a. 	Discussion with manager and staff members.
 

b. 	Observation of processes, particularly where completed
 
documents cannot show whole picture, e.g., reception and
 
screening. 

Prellminar Planning of Field Viits. In preparation for each local 
office visit, the field supervisor should: 

A. 	Review pertinent information such as statistical reports, corres­
pondence on problem, or errors in local office operations.
 

B. 	Review previous appraisals of local office, noting recommended
 
action to be taken by local office.
 

C. 	Make necessary preparation for conducting special studies or assign­
ments for the Director General.
 

Schedu % of Visit. The field supervisor should visit each local
 
fice In Ilia area on a scheduled basis. Sufficient time should be 

spent in the local office to permit a valid judgment of performance. 
The frequency of visits to the local office will vary with the number 
of offices supervised, their. geographical spread, and other considera­
tions. The schedule should prvvide for a definite allocation of time 
to the Central Office and to the field.
 

. Following each visit to a local office, 
Sreparwritten report to the Director 

Oeeral covering the following subjects: 

A. 	 Purpose of visit; 

B. 	 A statement of the action taken by the loa office on reomanda­
tions and plans made at the time of the previous visit; 

C, A statent of activities performed on this visit. (2his should 
include a summry of the findings of any evaluation made, the in­
structions or recommendations given to the local office mnager, 
and a suma7ry of technical assistance and training provided during 
the visit. If the purpose of the visit was to make a complete 
evaluation of operations, the detailed analsis should be attached.)j 
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of the over-all progress of the local office in carryingD. 	 A etatenmnt 
out its plan; 

Z. 	 A statement of any actions requ_-d by the Central Office for the 
solution of local office problems. 

Assistance by Technical Staff. The field supervisor will supplement his 
evaluation activities, where his findings warrant, by calling upon the 
Central Office to provide assistance in specified local office operations. 
The field supervisor: 

A. 	 Determines when assistance 3 indicated and arranges for assistance 
by Central Office staff; 

B. 	 Participates with Central Office staff to the extent necessary in 
rendering such assistance; 

C. 	 Reviews and implements recommendations agreed upon. 

Participation in Central Ofice Planni.ng. The field supervisor discharges 
this responsibility by advising and conferring wit-i the Director General 
and Central Office staff on problems tnat require Central Office con­
sideration. Through such consultation he supplies information on operat­
ing needs and assists in development of proposed policy, program, and 
procedures, as necessary.
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Conoe!ts of Workload and Time
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