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PREFACE

Over the next 5 years, some 75 military bases in the continental United
States will be closed. This is part of a larger picture of downsizing and defense
conversion efforts brought about as a consequence of the collapse of the Soviet
Union as a rival world power and of difficult budget realities closer to home.
Reductions in the numbers of military personnel, already well under way, will
bring the military to its lowest force levels since before the Korean War. Most of
these reductions will be achieved in the form of lower recruiting goals and
smaller numbers of accessions, although a significant number of career officers
and enlisted personnel will also be affected.

The civilian workforce of the U.S. Department of Defense does not, like the
uniformed one, depend on a base of constantly changing young people who serve
for a term or two. Downsizing it cannot be accomplished by the relatively
painless process of reducing the number of hires. Although the Department of
Defense is pursuing all downsizing options, including early retirements, special
leaves, and internal transfers, reductions must be accomplished largely by
eliminating the jobs of people who have spent their careers supporting the
military services. In addition, downsizing through base closings has a direct and
concentrated impact on the communities in which the bases are located. In many
communities, such as Charleston, South Carolina, the military is the dominant
employer. California presents the example of a state suffering not just multiple
base closures, but also severe cutbacks in the defense industry, a major source of
high-salaried, high-technology jobs. Military installa
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tions in small communities throughout the South have encouraged the growth of a
service infrastructure that, absent the military presence, the local economies may
not be able to support. In all of these cases, the reemployment picture for
civilians currently employed at the military bases is not strong; moreover, the
impact of base closings will be felt more or less severely by the local economy.

For many employees, help in finding new jobs or training opportunities to
make them more marketable is the key to mitigating the effects of base closings.
The Office of the Deputy Assistant Secretary of Defense for Civilian Personnel
Policy asked the National Academy of Sciences for assistance in understanding
the range of outplacement issues and options available to them based on what has
been learned in other settings, especially in the private sector.

In February 1996 the Commission on Behavioral and Social Sciences and
Education of the National Research Council held a workshop to present existing
research and best practices for employee outplacement. Participants included
Department of Defense officials involved in developing outplacement policies,
academics currently conducting related research, representatives from private
industry directly involved in outplacement, and consultants specializing in this
area. We gratefully acknowledge the support of Diane Disney, Deputy Assistant
Secretary of Defense for Civilian Personnel Policy, and her staff.

We wish to thank Renae F. Broderick for her work in planning the workshop
and drafting this proceedings. We are especially grateful to Carolyn Sax, staff of
the Commission on Behavioral and Social Sciences and Education, who took on
major responsibilities for organizing the workshop and preparing the manuscript.
Finally, we are indebted to the workshop presenters and participants for their
contributions to the success of the workshop.

JOHN A. SWETS, CHAIR

COMMISSION ON BEHAVIORAL AND SOCIAL SCIENCES AND
EDUCATION

ALEXANDRA K. WIGDOR, DIRECTOR

DIVISION ON EDUCATION, LABOR, AND HUMAN PERFORMANCE
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INTRODUCTION

Between September 1989 and September 1995, planned downsizing reduced
the civilian workforce of the U.S. Department of Defense from over I million to
just under 850,000. By the year 2001, this number will be reduced by another
119,000. As Deputy Assistant Secretary for Civilian Personnel Policy Diane
Disney noted in her opening remarks, "The Department of Defense is undergoing a
restructuring and downsizing that dwarfs what is going on in the private sector.
Reductions in military personnel are, for all practical purposes, over; the civilian
reduction is not. The good news is that we are two-thirds of the way through. The
bad news is that we still have one-third to go."

This workshop was organized to generate creative ideas about outplacement
for this "one-third to go." In particular, the Department of Defense wanted to
bring together a group of private-sector executives to discuss outplacement
practices that have been effective in helping their departing employees find new
jobs. To add to the discussion, several scholars and professionals with experience
in outplacement were asked to write research or practice summaries and
participate in the workshop. The workshop format comprised two sessions: the
first covered current research on outplacement, and the second covered industry
outplacement experiences.

One of the workshop participants, Anne Messenger of Lockheed Martin,
noted that there are many different names for the phenomenon of outplacement,
often used interchangeably: reengineering, firing, downsizing, right sizing,
unemployment, dislocation, layoffs, and outplace

INTRODUCTION 1

Ab
ou

t t
hi

s 
PD

F 
fil

e:
 T

hi
s 

ne
w

 d
ig

ita
l r

ep
re

se
nt

at
io

n 
of

 th
e 

or
ig

in
al

 w
or

k 
ha

s 
be

en
 re

co
m

po
se

d 
fro

m
 X

M
L 

fil
es

 c
re

at
ed

 fr
om

 th
e 

or
ig

in
al

 p
ap

er
 b

oo
k,

 n
ot

 fr
om

 th
e 

or
ig

in
al

ty
pe

se
tti

ng
 fi

le
s.

 P
ag

e 
br

ea
ks

 a
re

 tr
ue

 to
 th

e 
or

ig
in

al
; l

in
e 

le
ng

th
s,

 w
or

d 
br

ea
ks

, h
ea

di
ng

 s
ty

le
s,

 a
nd

 o
th

er
 ty

pe
se

tti
ng

-s
pe

ci
fic

 fo
rm

at
tin

g,
 h

ow
ev

er
, c

an
no

t b
e 

re
ta

in
ed

,
an

d 
so

m
e 

ty
po

gr
ap

hi
c 

er
ro

rs
 m

ay
 h

av
e 

be
en

 a
cc

id
en

ta
lly

 in
se

rte
d.

 P
le

as
e 

us
e 

th
e 

pr
in

t v
er

si
on

 o
f t

hi
s 

pu
bl

ic
at

io
n 

as
 th

e 
au

th
or

ita
tiv

e 
ve

rs
io

n 
fo

r a
ttr

ib
ut

io
n.

Copyright © National Academy of Sciences. All rights reserved.

Issues in Civilian Outplacement Strategies: Proceedings of a Workshop
http://www.nap.edu/catalog/5307.html

http://www.nap.edu/catalog/5307.html


ment. Ten years ago, no one associated specific activities or practices with the
word outplacement. Gerald Bush, author of one of the papers presented at the
workshop, noted that commercial outplacement activities were not reported in
U.S. industry before the early 1960s, and that the first outplacement companies
were not established until the second half of the 1960s. Despite its recent origins,
the field of outplacement has generated considerable commerce, interest, and
expertise over the last decade. The experts gathered for this workshop discussed a
wide variety of outplacement issues and practices, keeping in mind the question,
"What best practices can be identified to guide organizations (specifically, the
Department of Defense) in effectively managing outplacement?"

For the purpose of these proceedings, outplacement is distinguished from
reengineering, downsizing, layoffs, and the like. It is defined as the processes and
practices needed to manage the involuntary movement of employees out of their
jobs and the organization. This focus on involuntary moves distinguishes
outplacement from internal moves to other jobs in the organization and from
voluntary moves out of the organization. Downsizing or reengineering are terms
that can be used to encompass all such moves.

The workshop focus on outplacement is a narrow one within the context of
ideas and practices used to restructure organizations and develop jobs. For
example, employees can be refrained and redeployed within an organization;
joint community, government, and organizational efforts can be combined to
develop closing facilities as business incubators for jobs; reorganization may be
done to prevent the need for outplacement altogether. The Department of Defense
is aware of the breadth of reengineering and downsizing alternatives that can be
used in addition to involuntary outplacement, and it has considered and
implemented many of them since 1989. Despite ongoing efforts to locate and
develop internal employment for its civilian workforce, the Department of
Defense still faces the need to outplace. The goal of the one-day workshop was to
bring together some of the best people and ideas from research and practice in a
lively discussion with representatives of the Department of Defense.

WORKSHOP MODEL OF OUTPLACEMENT

The workshop focus was clearly on the results that organizations want from
investments in outplacement and the activities and practices most likely to
achieve them. It is clear from the papers and presentations that organizations
cannot manage outplacement without understanding the community in which
downsizing and outplacement will occur and the individuals that outplacement
will affect. Furthermore, there is no
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single best way to do outplacement. Each organization must take stock of its own
situation and identify the types and the mix of outplacement practices needed.

Figure 1 presents a model of outplacement as it evolved from the workshop
papers and presentations. The figure lists differences in the results, practices, and
major considerations faced by organizations, communities, and individuals
involved in outplacement. These workshop proceedings are based on this model.

Organizational Focus

The focus of the workshop was on organizational concerns in outplacement.
Although organizations may differ in their priorities, most want some
combination of the results shown in Figure 1. Organizations want to manage
outplacement so that their reputations as a good employer, a good place to work,
and an employer of choice are maintained. Most want to minimize potential
litigation, as well as control other costs associated with downsizing and
outplacement practices. And most want to maintain a workforce able and willing
to continue performing necessary work, either indefinitely or during the phased
downsizing typical of facility, base, and plant closures.

Certain outplacement practices are common to organizations concerned with
effective management:

•   Planning for downsizing and outplacement in ways that not only meet
the organization's strategic needs but also provide a solid and unbiased
foundation for answering questions about who remains and who goes;

•   Communicating in ways that cover a spectrum from the initial
downsizing announcement to the training of supervisors in the content
and form of exit interviews;

•   Providing resources for the transition of employees out of the
organization, ranging from retirement options, to extended leaves of
absence or other training opportunities, to fully equipped off-site career
centers staffed to assist employees in dealing with job loss and finding a
new job;

•   Customizing transition programs to meet the specific needs of the
organization and to accommodate workforce diversity; and

•   Monitoring all aspects of the transition: the numbers of employees using
different transition options, the rate and quality of reemployment
associated with career centers, the morale of the remaining or
''surviving'' workforce, and so forth. The results of monitoring inform the
organization's future decisions about the investment of resources and
customization for outplacement programs.
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However, organizations differ along many dimensions that influence their
choices about outplacement practices. For example, differences in organizational
size (and resources), differences in the centralization of management decision
makers, and the geographic location of major facilities will all affect
organizational planning and customization of outplacement practices. The
organization's business mission, the extent of downsizing anticipated, and the
nature of the organization's current workforce and the workforce to be downsized
(in terms of numbers, skills, tenure, age, gender, and so forth) will also influence
outplacement choices.

For example, consider two hypothetical organizations: Weber, Inc., and
Burns & Stalker Associates. Weber, Inc., is a Fortune 1,000 firm, employing
over 25,000 people, and its facilities, including headquarters, are centralized in
the Atlanta metropolitan area. Weber is in the process of downsizing about 10
percent of its workforce, mostly professional and managerial employees with 10
to 15 years tenure. The downsizing complements other company efforts to reduce
management hierarchies and streamline decision making in a highly competitive
and unpredictable business environment. The downsizing is a first for Weber and
is scheduled to occur over the next three years.

In contrast, Burns & Stalker Associates is a much smaller firm, employing
only about 5,000 people in facilities scattered across the United States, mostly in
rural labor markets. Burns & Stalker Associates plans to completely close one of
its facilities, letting go 750 employees over the next year. These employees are,
on average, young (under 35), with company tenure of under 10 years. They have
manufacturing assembly and craft skills. The Burns & Stalker facility has been
operating in this small rural community for generations, and, although there have
been frequent layoffs and recalls, no one ever thought closure a real possibility.

These two organizations are both planning, communicating, resourcing the
employment transition, and customizing and monitoring the process, but with
differences. Weber, Inc., is planning downsizing with an eye to future peaks and
valleys in its demand for labor. In addition to retirement options, Weber, Inc., has
planned a series of workforce "buffers" that will help maintain some contact with
employees (short of keeping them on the full-time payroll) in anticipation of
future periods of high labor demand. Examples of buffers include extended
leaves of absence and job banks in which selected employees can enroll for
contract jobs within the company.

Company communications with employees highlight this notion of a flexible
workforce, spelling out which employees will be eligible for buffering options
and which will be permanently outplaced. As part of the communications
process, supervisors are being trained to conduct out
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placement interviews and are given information on benefits, severance,
references, and last day of employment for each employee.

In addition to buffers such as retirement, leaves, and contract jobs, Weber,
Inc., has provided resources for an off-site career center in the Atlanta area. This
career center is customized to serve outplaced professionals and managers. Its
expert staff offers one-stop emotional and financial counseling, career guidance,
and training for job search skills. The center offers work space, phones,
computers, Internet access, and job postings. Finally, Weber, Inc., has developed
baseline measures to monitor costs, use, satisfaction levels, and the like for its
buffers, including its career center.

Outplacement planning at Burns & Stalker Associates has been allocated to
management at the facility to be closed. The planning focuses on the order in
which employees will be outplaced and when their outplacement will occur as
operations wind down. The company needs to maintain some personnel until
closure. Communications include an initial company-wide announcement of the
closing, followed by meetings with groups of employees. Letters are being sent to
individual employees and their families; these letters detail benefits, severance,
and other relevant news about the outplacement process and individual
employees' rights. Press releases are being provided to local media. Supervisors
are receiving short training sessions on how to handle outplacement interviews. A
counselor is available to assist with these interviews.

Burns & Stalker has involved the community in its planning process via a
community-wide task force. Task force members include: local and state
unemployment workers, social service workers (alcoholism, psychological
counseling, clinical social workers, welfare representatives, etc.), bank
representatives and financial/tax counselors, people from the surrounding training
institutions, other local employers, career counselors, and police and hospital
workers. This task force is helping to centralize and coordinate services to assist
employees in dealing with job loss, assessing skills, and searching for new jobs.
Burns & Stalker has rented space at a local community college to be used as a
career center during working hours several days each week. Local service
representatives spend regular hours at the center each week and set up
appointments for different types of counseling and career guidance. The people
from the local branch of the state unemployment service and instructors at the
community college provide job search workshops, including sessions on resume
writing, interviewing, and networking. Finally, Burns & Stalker is monitoring
how many employees retire, relocate, get jobs in the area, delay reemployment to
get additional training, and become self-employed.
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Individuals and Communities

Organizations cannot effectively manage outplacement without
understanding and accommodating the individuals and communities involved.
Figure 1 suggests that the outplacement results that individuals and communities
desire differ from those that organizations desire. Most individuals want to be
reemployed as quickly as possible, ideally in jobs that match their skills and offer
earnings similar to those of their former jobs. They want to minimize the stress
and disruption associated with job loss, job search, and adjustments to new jobs
for both themselves and their families and friends. Communities want to
minimize the stress outplacement imposes on social services, police, and local
businesses while continuing to provide all services as effectively as possible.
Most communities also want to cooperate with organizations in helping
individuals find reemployment in order to maintain the economic vitality of their
area.

Like organizations, both individuals and communities differ in terms of the
major considerations that influence their choices about the outplacement practices
that are best for them. Weber, Inc., has tried to accommodate the community and
the individuals who will be losing their jobs in its outplacement practices. For
example, its facilities are concentrated in the major metropolitan area of Atlanta.
The company has hired experts to staff its career centers, and they are expected to
coordinate with the many social and other services the community provides for
outplaced employees. Some dollars have been allocated to the local social
services to offset the anticipated increase in demand. Weber, Inc., has hired
recruitment experts to help identify and develop area job opportunities for
professionals and managers, and Weber's top managers have also talked to their
contemporaries in other organizations about job opportunities. The consultants
hired to run Weber's transition center have proprietary job banks that consist of
electronic databases listing national, regional, and local employers seeking
specific types of skills and experience. Transition center participants from Weber
assess their own skills and experience and match these with jobs found in the
database. Finally, Weber, Inc., has tailored the assistance at its career centers to
meet the needs of the professional and managerial employees who have been with
the organization for most of their careers. The counseling for grieving and for
assessing skills and planning for a new job, as well as the workshops for
marketing skills and building networks, are all geared to these particular
employees.

Burns & Stalker has also recognized community and individual needs in its
outplacement efforts. The company has directly involved all the community in
these efforts. The company/community task force is the
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touchstone for job development and community services. Although the company
has directed some dollars to the task force to offset increased demand for
community services, the task force has also been charged with using all potential
public sources of funding. The labor market surrounding the closing Burns &
Stalker plant is small and heavily dominated by manufacturing. As a result, the
company/community task force has become actively involved in job
development, including opportunities for self-employment. The company/
community task force has conducted surveys of displaced worker skills and of job
opportunities at regional employers and set up job fairs to help match workers
with opportunities. Finally, the counseling, planning, and training offered to
outplaced employees has been tailored to relatively young manufacturing and
craft workers. Counselors understand that, for many of these people, Burns &
Stalker has been like a part of the family for at least two generations.

The model of outplacement in Figure 1 and the two hypothetical companies
described serve to illustrate that organizational outplacement practices can be
viewed as a continuum of choices: from no planning to extensive planning (as in
the case of Weber, Inc.), from no communications to extensive communications,
from no customizing to highly specialized programs, and so forth. An
organization's choices about outplacement practices will be influenced by
considerations such as its size, the extent of the downsizing, its business mission,
and workforce demographics. In addition, the organization must understand the
needs of the employees being outplaced and the community that will be serving
their needs in order to manage outplacement effectively. In short, although there
may be generic "best practices" in outplacement, the development, mix, and
emphasis among practices is unique to each organization and the individuals and
communities involved.

The New Employment Contract

There was particular discussion at the workshop of one outplacement result:
the new employment contract. The fundamental difference between the new
employment contract and the one that has been characteristic of many
organizations is that, under the new contract, the organization makes no promises
about a long-term career. The key phrase used at the workshop and often heard in
organizations today is, "we offer employability, not employment." That is,
organizations now offer individuals paid opportunities to develop skills. These
skills will be employed by the organization contingent on its demand for them, or
individuals can use these skills to pursue other opportunities in the job market,
including self-employment and contracting.

INTRODUCTION 8

Ab
ou

t t
hi

s 
PD

F 
fil

e:
 T

hi
s 

ne
w

 d
ig

ita
l r

ep
re

se
nt

at
io

n 
of

 th
e 

or
ig

in
al

 w
or

k 
ha

s 
be

en
 re

co
m

po
se

d 
fro

m
 X

M
L 

fil
es

 c
re

at
ed

 fr
om

 th
e 

or
ig

in
al

 p
ap

er
 b

oo
k,

 n
ot

 fr
om

 th
e 

or
ig

in
al

ty
pe

se
tti

ng
 fi

le
s.

 P
ag

e 
br

ea
ks

 a
re

 tr
ue

 to
 th

e 
or

ig
in

al
; l

in
e 

le
ng

th
s,

 w
or

d 
br

ea
ks

, h
ea

di
ng

 s
ty

le
s,

 a
nd

 o
th

er
 ty

pe
se

tti
ng

-s
pe

ci
fic

 fo
rm

at
tin

g,
 h

ow
ev

er
, c

an
no

t b
e 

re
ta

in
ed

,
an

d 
so

m
e 

ty
po

gr
ap

hi
c 

er
ro

rs
 m

ay
 h

av
e 

be
en

 a
cc

id
en

ta
lly

 in
se

rte
d.

 P
le

as
e 

us
e 

th
e 

pr
in

t v
er

si
on

 o
f t

hi
s 

pu
bl

ic
at

io
n 

as
 th

e 
au

th
or

ita
tiv

e 
ve

rs
io

n 
fo

r a
ttr

ib
ut

io
n.

Copyright © National Academy of Sciences. All rights reserved.

Issues in Civilian Outplacement Strategies: Proceedings of a Workshop
http://www.nap.edu/catalog/5307.html

http://www.nap.edu/catalog/5307.html


The new employment contract has outplacement implications for
organizations, communities, and individuals. For organizations, the new
employment contract implies that downsizing may be a stable feature of internal
labor markets, so employees' job search skills should be kept current whether they
are directly in line for outplacement or not. In its planning, communications, and
training, the organization needs to recognize the new contract so that both
continuing employees and short-term and contract employees understand and are
prepared for it. Moreover, if organizations are to be involved in outplacement as
an ongoing activity, then more systematic evaluation of outplacement practices is
needed to determine what works and what doesn't. For individuals, the new
employment contract requires a mental framework encompassing ongoing
development of skills, marketing of skills, more flexibility about work
arrangements and environments, and continued networking to keep in touch with
work opportunities. Finally, for communities, the new employment contract
means that the demands made on social, training, and financial services by
outplacement will become a more permanent feature of community life.
Communities need to start planning, coordinating, and funding services to meet
such ongoing demands.

PLAN OF THE PROCEEDINGS

The workshop model of outplacement presented above is used throughout
the rest of these proceedings as an organizing principle. Part I begins with a
commentary on two of the three papers commissioned for the workshop. These
papers are included in Part I, and summarize the psychological and labor market
research on outplacement. Part I ends with a summary of remarks by Amiram
Vinokur, a social psychologist whose research examines programs to assist
people in job search.

Part II includes a brief overview, a paper by Gerald Bush summarizing
organizational outplacement experiences, and the remarks of five industry
participants whose organizations have ongoing outplacement programs or who
are actively engaged in outplacement as consultants.

Part III concludes the proceedings with a closer look at the civilian
outplacement task facing the Department of Defense. The implications of the
workshop model, the papers, and participants' remarks that are especially
relevant for the Department of Defense are highlighted.
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PART I

Outplacement Research and Expertise

Two papers prepared for the workshop provide an overview of the
psychological research related to the effects that outplacement practices can have
on employees and on reemployment, as well as the research on the effectiveness
of labor market programs designed to achieve reemployment. Paper authors
include: Connie Wanberg of Kansas State University and Leaetta Hough of the
Dunnette Group; and Duane Leigh of Washington State University. Amiram
Vinokur, a social psychologist and research scientist at the Institute for Social
Research at the University of Michigan, presented the results of his research on
the JOBS Project.

OVERVIEW

In "Unemployment and Outplacement: Evidence and Insights from an
Organizational Psychology Perspective," Connie R. Wanberg and Leaetta M.
Hough present evidence that outplacement and unemployment are stressful life
events that can have a negative impact on individual and family health. They note
that individuals vary in their abilities to cope with job loss, although there is
evidence that the way an organization handles outplacement can mitigate
individuals' negative emotions. Wanberg and Hough add that this applies to
individual employees who are staying with an organization (survivors), as well as
those who are leaving. As the workshop model suggests, a desired outplacement
result for individuals is the effective management of stress, and it appears that the
way the organization manages outplacement practices can help
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achieve this result. The authors also draw distinctions between outplacement
practices undertaken by the organization as part of the management process
(planning, communicating, resourcing the transition, etc.) and those undertaken
for departing individuals in finding jobs (emotional counseling, career assessing
and planning, training, etc.). They review some empirical studies of
outplacement practices, emphasizing that such evaluation is scarce. Also hard to
find is information on how to evaluate the effectiveness of outplacement services
offered by particular consultants. Finally, Wanberg and Hough review evidence
on how the effectiveness of outplacement practices may vary with individual
demographic differences (age, gender, race, etc.) and individual social
psychological differences (self-esteem, limited support networks, scarce financial
resources). The implication is that outplacement practices may require some
customization in order to have the desired results for different groups or
individuals.

The second paper, "Reemployment: Labor Market Barriers and Solutions,"
by Duane E. Leigh provides an overview of publicly funded labor market
programs designed to assist outplaced (or displaced) workers in getting
reemployed as quickly as possible in jobs that offer earnings potential similar to
the jobs lost. He summarizes these programs in four categories: programs to
speed up reemployment, programs to replenish earnings, programs to replenish
human capital (training), and programs for self-employment. Leigh reviews
considerable evidence showing that job search assistance programs designed to
speed up reemployment are effective and relatively low in cost. These programs
encompass many of the resources typical in organizational career transition
centers: career testing and guidance, workshops on job search skills, centers for
job posting and advertisements, and some counseling. Job search assistance
programs appear to be especially effective in speeding up reemployment if they
are used shortly after a worker becomes unemployed. Leigh reviews the mixed
evidence on the effectiveness of a number of other programs for reemployment,
income replenishment, and training. He notes common problems in drawing
conclusions about these programs. One is that unemployed people do not use the
programs frequently enough, as is the case for relocation and self-employment
programs. Another is that they do not use intervention programs early enough,
often waiting until their unemployment or severance benefits run out before
beginning job searches. A third problem is that employers do not use the
programs frequently enough, as is the case for assisted on-the-job training
programs. These are problems all organizations are likely to face in their efforts
to outplace employees. Leigh's summary suggests that organizations should
definitely fund transition centers and job search assistance for departing
employees and concentrate on getting employees to use
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these services as soon as their outplacement status is known. Finally, Leigh
reminds organizations of the public resources that can be found in their
communities.

Part I ends with a summary of Amiram Vinokur's presentation on the JOBS
Workshop and Project at the Institute for Social Research, University of
Michigan. This workshop has been very successful in assisting recently
unemployed people to find new, high-quality jobs and in energizing and
motivating people to continue looking for work in the face of many setbacks. The
importance of job search assistance has been echoed in all the papers, and the
experimental evidence presented by Vinokur reinforces its importance. Vinokur
outlines some of the unique features of the JOBS Workshop that its creators
believe to be responsible for its success.
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UNEMPLOYMENT AND
OUTPLACEMENT:AN

ORGANIZATIONAL PSYCHOLOGY
PERSPECTIVE

Connie R. Wanberg, Kansas State University, and Leaetta M. Hough, The
Dunnette Group, Ltd.

Unemployment rates have been on the decline in the United States, and the
number of layoffs has appeared to be on the decline as well. Then, in January
1996 AT&T announced that it was laying off 40,000 employees with 70 percent
of the layoffs scheduled during the coming year (Sloan, 1996). AT&T is not
alone in its intention. Apple Computer expects to lay off between 500 and 2,000
of its 13,000 employees in the next year (Manhattan Mercury, 1995). The
Department of Defense is also in the midst of laying off thousands of military and
civilian employees (Ricks, 1994). Indeed, the Army has reduced its active-duty
force from approximately 710,000 to 540,000 and expects to cut an additional
45,000 positions over the next three years (Harvey, 1995). Restructuring, with its
apparently inevitable downsizing, continues at a rapid pace as organizations in
both the public and private sectors struggle to respond to rapidly changing
political and economic conditions. In fact, the downsizing phenomenon has
become so pervasive that we may not always associate it with unemployment.
Unfortunately, we thereby underestimate the overall impact of downsizing.

The impact of losing one's job and the resulting unemployment is enormous.
For most, it represents a crisis. Although no two persons experience such loss in
exactly the same way, if it occurs, it is likely one of the most significant events in
an individual's life. In this paper, we review the psychological impact of
unemployment for the individual, the trend in this country for organizations to
utilize outplacement consultants, and the content and relative effectiveness of
outplacement services.

THE PSYCHOLOGICAL IMPACT OF UNEMPLOYMENT

There has been a great deal of research in the psychological literature
focused on the impact of unemployment. These studies, going back to the Great
Depression, have shown that unemployment tends to be a stressful life event,
having an impact on individuals' psychological and physical health and on family
relationships. It is common for individuals to experience feelings of anxiety,
depression, shock, uncertainty about the future, anger, bitterness, resentment,
shame, and loss of self-respect following job loss (e.g., Eales, 1989; Fineman,
1983; Hepworth, 1980; Swinburne, 1981). Individuals may suffer from increased
physical symptoms because of the strain of job loss or because of financial
deprivation and resulting poorer nutrition, housing, clothing, and heating (Kessler
et al., 1987; Warr
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and Jackson, 1984). O'Brien and Kabanoff (1979) reported that unemployed
participants in their study experienced a higher number of physical symptoms
including allergies, bronchitis, coughs, colds, and shortness of breath, than an
employed comparison group.

Despite the fact that unemployment tends to be a stressful life event, there
are wide individual differences in the ability to cope with job loss. Recent
research has investigated what factors influence individuals' reactions to
unemployment. Financial hardship (having difficulty making ends meet) and high
employment commitment (meaning work is very important to the individual)
have been associated with lower well-being during unemployment (see Jackson
et al., 1983; Turner et al., 1991). Social support, high self-esteem, perceived
control over the situation, and high time structure (the ability to keep busy and
productive during unemployment) have been associated with higher well-being
during unemployment (see Feather and Bond, 1983; Latack et al., 1995; Turner
et al., 1991). The procedures used to manage a layoff may also affect emotional
reactions to job loss. In a sample of recently laid-off individuals, Bunce et al.
(1996) found low levels of mental health among those who (1) felt there had been
bias in the layoff decision-making process, (2) had not been given an adequate
explanation about why the layoff was occurring, and (3) were not given the
opportunity to appeal their termination. In contrast, individuals who felt their
organization tried to be fair and just during the layoff process experienced higher
levels of well-being following job loss.

While a great deal of research has focused on the impact of unemployment
for individuals who have lost their jobs, fewer studies have assessed how
organizational layoffs may impact individuals who are retained by the
organization (layoff survivors). A recent series of studies has shown that
organizational layoffs may have a substantial impact on layoff survivors (see
Brockner, 1988). Productivity and job satisfaction may decrease among
survivors, due to excessive workloads, feelings of guilt over the layoffs of
coworkers, fear of future layoffs, and reduced commitment to the organization.
For example, a study conducted at West Point found a trend for officers not laid
off in the military's current downsizing efforts to show reduced commitment to
the service (Ricks, 1994). Organizations that hope to reduce the impact of layoffs
on both victims and survivors should strive to make unbiased, ethical, and
accurate layoff decisions, communicate information about the layoff and layoff
decisions clearly and respectfully, give employees advance notice of the layoff,
provide opportunities to correct errors, and provide adequate severance or
outplacement benefits (see Konovsky and Brockner, 1993).

In recent years, outplacement firms have begun to play an increasingly large
role in helping organizations to effectively plan and conduct
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their downsizing efforts and in assisting laid-off individuals in securing
employment. According to Pickman (1994), there are at least 300 outplacement
firms in the United States, and revenues within these firms have increased
dramatically in the past decade. A recent survey by the Association of
Outplacement Consulting Firms International showed that 96 percent of Fortune
1,000 companies use outplacement firms (Mike Corbin, personal
communication, November 11, 1995). Whereas in the past outplacement services
were provided solely to senior executives, outplacement today is a service
appropriate for individuals at all organizational levels (Sweet, 1989). The
remainder of this paper discusses outplacement practices, the effectiveness of
outplacement efforts, recommendations for choosing a reputable outplacement
firm, the role of individual differences in the provision of outplacement services,
and future research needs relevant to the provision of outplacement services.

OUTPLACEMENT PROGRAMS AND PRACTICES

Outplacement is both an organizational process and an individual process.
From an organizational perspective, outplacement includes (a) identifying
individuals whose employment is to be terminated, (b) training the people who
inform employees of their termination, (c) informing employees of their
termination and their severance/benefits package, (d) counseling survivors to
reduce the negative effect on morale, (e) communicating a message to the
community designed to preserve the company's image, and (f) planning the
strategy, policies, procedures, timing, and logistics of the entire organizational
process.

From the perspective of the individual whose employment is being
terminated, needed outplacement services include (a) emotional and social
support to cope with the situation and to stay motivated and committed to the job
search, (b) information and advice on making financial decisions and
adjustments, (c) guidance with examining and developing career goals, (d)
information, advice, training, and feedback on planning and conducting a job
campaign, and (e) administrative support.

Outplacement consultants typically refer to the organization as the client
because it is the organization that pays for both the organizational and individual
outplacement services. However, the organization and individual whose
employment is terminated have different and sometimes conflicting needs.

Services Available to the Organization

Outplacement consultants provide a variety of services for contracting
organizations. The client organization determines the comprehensiveness of
services desired.
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Planning the Process

The strategies, policies, procedures, and timing of outplacement activities
and events are very important. Considerable planning and coordination are
required. One decision is, of course, whether or not to have outside consultants or
internal staff provide the organizational and individual outplacement services.
Consultants are sometimes brought in early enough to help the organization plan
the entire outplacement process.

Deselection Decisions

The organization must decide on the criteria and processes it intends to use
to identify individuals whose employment is to be terminated. The organization
needs to decide how many and who to terminate and for what reason. (If an
employee is terminated for cause, i.e., termination is performance-based,
different procedures are typically needed.) The organization should think
strategically about the skills and abilities needed in its workforce to compete in
the future. The strategies used to decide who and how many people to terminate
should be procedurally fair, perceived as fair, and legally defensible. Some
outplacement consultants provide advice on performance appraisal procedures
and strategic planning that may help the organization develop and implement fair
and defensible outplacement strategies and policies.

Training the Person Who Conducts the Termination Interview

The person assigned to conduct a termination interview should receive
training. Such an assignment is very difficult and uncomfortable. It can be done
poorly and thereby increase the trauma for the person whose employment is being
terminated as well as increase the probability of lawsuits and negative reactions
from other employees and the community when word spreads about how it was
''mishandled.'' Many outplacement consultants provide training and advice on how
to conduct the termination interview.

Conducting the Termination Interview

The employee needs to be informed of his or her termination, the reasons for
it, and his or her severance package and benefits. Ideally, the person will also
have the opportunity to meet immediately with an outplacement counselor to
begin the process of adjusting to the new life circumstances and finding new
employment.

Counseling Survivors

Those persons who are not terminated need to be informed of what has or is
about to occur. If outplacement services are provided to persons who are
terminated, part of the communication can focus on the quality of the treatment
the individuals are receiving. The social conscience of the organization can be
legitimately emphasized. The organization also needs to develop a strategy for
helping the survivors
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adjust to the situation. Part of the adjustment may involve performing other or
more work, duties that were previously performed by the persons who were
terminated. Survivors may also need to adjust to what is perhaps a new reality—
the employment contract is no longer a guarantee of job security. Some
outplacement consultants provide advice on what and how to communicate with
the remaining staff, some provide advice on how to restructure and reassign work
to the remaining staff, and some provide counseling for those survivors that
remain with the company.

Communicating with the Community

An organization is typically concerned about its public image and correctly
perceives a layoff, especially one that will affect the community, as having a
likely negative effect. The outplacement consultant may provide advice about
procedures that aid the community in responding to the situation as well as help
draft the message that is released to the public.

Services Available to the Individual

Outplacement consultants provide a variety of services for the individual
whose employment has been or is being terminated. The services may be
provided to the individual in a one-on-one or group setting. Again, the client
organization typically determines the comprehensiveness and type of service
provided to individuals who are being laid off. The level of services usually
depends on the organization's budget, as well as the employee's organizational
level, length of service, and reason for termination (Davenport, 1984).

Emotional and Social Support

Reactions to involuntary job loss have been likened to the grieving process.
Schlossberg and Leibowitz (1980) identified five stages: disbelief, sense of
betrayal, confusion, anger, and resolution. Other people have identified other, but
similar, stages. Whatever labels are attached, the individual needs to cope with
the depression, anxiety, and loss of self-esteem that are well-documented
reactions to losing one's job. Outplacement counselors typically provide
emotional support important to an individual struggling to cope with his or her
emotions. Outplacement consultants advise the contracting organizations that, the
sooner this process begins, the more quickly the activities that focus on
reemployment can begin. Indeed, outplacement consultants are sometimes
available as soon as employees have been informed of their termination.

Empirical support has been shown for the need for outplacement services to
help individuals resolve some of their feelings about job loss. Spera et al. (1994),
for example, found that unemployed professionals
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who were asked to write about their thoughts and emotions regarding their job
loss for 20 minutes a day for 5 consecutive days were reemployed faster than two
comparison groups. Spera et al. noted that the writing generated by the
professionals was full of anger and hostility. They suggest that perhaps the
writing helped the individuals work through their negative feelings, and that
perhaps it helped the individuals to present a more positive outlook during job
interviews.

One's job or work is for many people an important element in shaping their
identity, self-worth, and status. Thus, one of the difficult events an individual
encounters is informing friends and family. Many outplacement consultants help
the individual through this stage and even provide counseling services to spouses
and significant others. Once family and friends are informed and are coping with
the news, they can become important contributors to a positive employment
outcome. Social support has been shown to be a very important factor in the
individual's self-esteem and motivation to seek and persist in seeking
employment (Caplan et al., 1989; Kahn and Antonucci, 1981; Vinokur and
Caplan, 1987; Wanberg et al., in press). As Caplan et al. (1989) demonstrated,
consultants, peers, friends, and spouses can provide social support that is critical
to the employment outcome.

Another variable that impacts mental health is the ability to keep busy and
structure one's time. Hepworth (1980), Feather and Bond (1983), Kilpatrick and
Trew (1985), and Wanberg et al. (1996) have all shown that activity and
structured and purposeful use of time are positively associated with mental
health. The outplacement consultant has an important role in encouraging and
supporting the individual in structuring his or her time effectively.

Financial Decisions and Adjustments

The individual often has a number of financial decisions to make regarding
his or her severance package and benefits. Outplacement consultants often
provide information about the implications of different choices or provide access
to others who can provide similar advice. The individual also needs to consider
the future financial impact of his or her unemployment. This typically involves
changing one's lifestyle to one that requires less income, at least temporarily.
Outplacement consultants often provide advice on how to assess the impact and
kinds of adjustments that may be required.

Career Planning

Outplacement consultants provide important assistance in working through
the many career planning issues that arise following job loss. An outplacement
consultant can help individuals examine their strengths and weaknesses, learn
about different jobs and careers, and match their needs, skills, and abilities with
the characteristics and
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requirements of different jobs and careers. The outplacement consultant may
provide the individual with (a) questions to think about and answer (when the
service is individualized, this is typically an interview), (b) tests and inventories
that measure interests, needs, personality characteristics, skills, and abilities, (c)
detailed descriptions and profiles of jobs and careers that include information
about required skills and abilities and satisfied interests and needs, (d) directories
of companies, and (e) data banks of vocational and job information. Ideally,
outplacement consultants are trained professionals in providing vocational and
career guidance. If effective, the outplacement experience can be an opportunity
for an intense, positive self-examination of life goals and how such goals can be
realized.

Planning and Conducting a Job Campaign

Once the target job or career is identified, the individual must develop a job
campaign plan designed to obtain job leads, market oneself, and negotiate
employment offers. Each one of these involves significant effort on the part of the
individual. Setbacks and rejections are difficult and can be demotivating. The
outplacement consultant provides support and inoculation to help the individual
remain focused and motivated even when encountering rejection (Caplan et al.,
1989). In addition, the consultant provides training and information needed to
plan a job campaign, market oneself, obtain job leads, and negotiate offers
effectively.

Planning the search, marketing oneself, and obtaining job leads includes
preparing a resume, networking, searching databases, reading newspaper
advertisements, and interviewing. A plan with completion dates is helpful for
focusing the individual on constructive activities throughout this phase. One of
the most basic of outplacement services is help in preparing a resume. A good
resume highlights the individual's special qualifications for the job. Another
important feature of outplacement services is a resource library that contains
reading materials and databases or access to databases on industries, companies,
and jobs. The individual utilizes these resources, along with networking, to
identify job leads. The outplacement consultant provides information and training
on how to network and use the resource library effectively. The majority of
unemployed managers and professionals find employment through networking.
Although networking is not as important for clerical and blue-collar individuals,
it is still an essential skill for individuals at all levels. Outplacement consultants
also provide training in effective interviewing skills, on negotiating the
particulars of a job offer, and how to evaluate job offers.
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Administrative Support

Throughout the outplacement process, administrative support may be
provided to the individual. The extent of support depends on the level of the
position the individual held with the client organization. Typically, the higher the
position in the organization, the more generous the administrative support
provided. At a minimum, administrative support includes word processing
capabilities to prepare resumes and letters. At higher levels of administrative
support, phone answering service, secretarial support, personal computers, fax
and copy machines, and individual office space are provided.

Summary

It seems evident that outplacement consulting has the potential to be
beneficial to both organizations and individuals. The contracting organization
receives professional advice on planning and communicating information about
their layoffs, and unemployed individuals receive emotional support and
assistance with financial, career, and job-seeking issues. Outplacement purports
to reduce the impact of unemployment on the individual, speed the process of
reemployment, and decrease the likelihood of lawsuits targeting the downsizing
organization. Yet the critical reader may wonder to what extent outplacement
services have been evaluated regarding their ability to adequately achieve such
outcomes. The next section focuses on measures that can be used to assess the
effectiveness of outplacement services, summarizing empirical research that has
focused on this issue.

EVALUATING THE EFFECTIVENESS OF OUTPLACEMENT
PROGRAMS

Empirical research assessing the effectiveness of outplacement programs and
services is important and necessary, although few evaluation studies have been
conducted (Leana and Ivancevich, 1987; Leana and Feldman, 1992; Kozlowski
et al., 1993). Organizations that purchase outplacement services want to know to
what extent they are effective and worth the money they cost. Unemployed
individuals do not want to waste their time and efforts participating in services
that do not benefit them.

The Institute of Social Research (ISR) at the University of Michigan has
conducted perhaps the largest and one of the few studies available on the
effectiveness of intervention programs for the unemployed (see Caplan et al.,
1989; Vinokur et al., 1991). The study focused specifically on evaluating the
effectiveness of an intervention project known as the JOBS Program. The goal of
the JOBS Program was to reduce the impact of
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unemployment on individual mental health, to prevent motivational problems
during job search, and to increase placement in high-quality positions. Although
the JOBS Program was not an outplacement program per se, the fundamental
goals and methods of the project were comparable to those of most outplacement
programs.

The 928 participants in this study were recruited from employment
compensation offices in Michigan. Individuals were randomly assigned to
participate in an experimental group (which involved attending eight 3-hour
JOBS Program training sessions) and a control group (which involved giving
individuals a brief job-seeking pamphlet). For further details regarding
participant recruitment, sample characteristics, and attrition rates, see Caplan et
al. (1989). The JOBS Project sessions for the experimental group occurred over a
2-week time period. These sessions included exercises and discussions aimed at
establishing trust between participants and the trainers, providing social support,
teaching and practicing job-seeking skills, and preparing and learning to cope
with setbacks that might be faced during the job search.

The JOBS Program was very successful. Analyses completed 1 and 4
months after the intervention demonstrated that individuals that had been in the
experimental group found jobs more quickly than individuals in the control
group, and the jobs that they had found were of higher quality in terms of job
satisfaction and pay. Individuals in the experimental group that had not found
jobs had higher levels of mental health and job-seeking motivation than the
unemployed individuals in the control group (Caplan et al., 1989). A long-term
follow-up of the study's participants (32 months after the intervention) showed
lasting effects for the benefits of the intervention for 81 percent of the
individuals. A cost-benefit analysis also demonstrated that, although the
intervention cost $286 per participant, the profits to the federal government and
state far exceeded these costs (e.g., due to increased taxes paid by the
experimental group) (Vinokur et al., 1991). Because of the success of the JOBS
Program, the four primary investigators associated with the project won the
National Mental Health Association's 1990 Lela Rowland Prevention Award.

The U.S. Army recently conducted a study to assess the effectiveness of its
outplacement services, provided by Resource Consultants, Inc. (RCI), a firm
located in Virginia (Harvey, 1995). RCI provided individuals with a 3-day
outplacement workshop. Interested persons could then meet individually with a
counselor and use the Army's Job Assistance Center resume software, employer
databases, and reference materials. Because careful records were kept regarding
use of the center's services, it was possible to compare a random sample of the
individuals who had only attended the workshop with individuals who attended
the workshop and participated in the additional outplacement services. The data
indicated
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that individuals that participated in both the workshop and the additional services
were significantly more likely to be employed (89.6 versus 80.9 percent) and
received higher starting salaries (almost 13 percent higher) than individuals who
only attended the workshop (Harvey, 1995; Hale et al., 1994). It should be noted,
however, that these results could be due to higher motivation on the part of the
individuals who voluntarily used the additional services. The Army Research
Institute (ARI) is currently in the midst of conducting a more detailed evaluation
of the outplacement services being provided to military personnel.

There are also some exemplary case studies of large-scale layoffs that
include evaluations of organizational outplacement practices and their effects on
individuals. Most notable here are the Leana and Feldman (1992) studies of the
layoffs after the Challenger disaster in Florida and among the steel mills of the
Monongahela Valley of Pennsylvania. In these studies, several organizational
outplacement practices were associated with positive outcomes, such as higher
reemployment and reemployment prospects (including possible relocation),
higher satisfaction with jobs found, and lower psychological stress for employees
who were laid off. These practices included ample advance notice of layoffs;
generous severance pay and extended medical or other benefits offered to all
levels of departing employees; retraining support either directly through funding
or indirectly through assistance in finding funding; and support for the
development of such job search skills as resume writing, interviewing, getting job
leads, career counseling, and direct job placement assistance.

Hoban (1987) notes that organizations can demonstrate that they have saved
money in the long run by providing outplacement services to their employees. He
cites the following figures based on a review of the literature and a survey
conducted in the greater Cleveland area (p.192):

Consider an executive earning $65,000 per year. A manager at this level
would typically be eligible for severance pay and benefits for up to one year….
If simply terminated without outplacement assistance, this individual's firing
would cost the corporation $65,000 plus the cost of a year's extended benefits.
Consider the alternative: outplacement with financial bridging and benefits for
the duration of the job search. The outplacement fee (using 15 percent as the
average) would amount to $9,750: Based on a job search of six months, which is
the mid-range of the estimate for high salaried employees, this individual would
receive severance pay amounting to $32,500 plus the cost of six months of
extended employee benefits. Not including the benefits cost, this amounts to
$42,250 when using outplacement assistance, or an estimated savings of $22,750
over the strict termination alternative.
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Many outplacement firms have relied on reports of client satisfaction to
support their firm's effectiveness. Grateful clients often give small gifts or letters
of appreciation to their outplacement counselors and refer others who need
outplacement services to the firm. Organizations interested in hiring an
outplacement firm can ask for references to contact (Lee, 1990). Organizations
may also develop an evaluation form for their employees to complete while using
the outplacement services. Counselors can be evaluated with regard to their
effectiveness, helpfulness, and level of expertise, and the quality of training
workshops and materials can be rated (Henrikson, 1982).

Overall, available evidence indicates that outplacement services and
programs for the unemployed can be beneficial to both the unemployed
individuals and their former employers. However, the number and variety of
outplacement services has proliferated in recent years, and their effectiveness may
depend on the individual firm or professional chosen (Branham, 1983; Guinn,
1988). In other words, research in general may show that outplacement helps
increase reemployment and improve the morale of unemployed individuals, but
there may be individual firms that are more or less effective in this regard.
Although there has been little or no empirical research comparing the
effectiveness of different outplacement firms and the various services they
provide, a few suggestions for organizations choosing an outplacement firm are
noted in the next section.

CHARACTERISTICS OF EFFECTIVE OUTPLACEMENT
SERVICES

Henrikson (1982) advises that organizations contract with outplacement
firms that are experienced or well established. He further advises that references
be obtained from the outplacement firm and its counselors. A representative from
the contracting organization may also ask if he or she may sit in on selected
portions of training programs or counseling sessions.

The diversity of expertise that is required to provide the many aspects of
outplacement services make it difficult for any single consultant to be equipped to
handle all aspects of outplacement. An outplacement consultant needs a
background in human resources, counseling, and employment law and must be
very familiar with the world of work and job-seeking methods. He or she must
also have respect for other individuals, even if their values differ from his or her
own (Pickman, 1994). An organizational representative should ask about the
diversity of expertise available on-staff at the consulting firm.

Branham (1983) suggests that it is important to inquire about how much
one-on-one assessment and counseling time is devoted to each un
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employed client. He suggests that at least 25 hours be spent on client self-
assessment, helping the client uncover his or her job-related strengths and
weaknesses. And the assessment must be interpreted or used, not just completed
as a meaningless exercise. Shah (1994), writing about his experience as an
outplacement client, makes this point. When he went through outplacement, he
completed a 50-page questionnaire with many pages of instructions attached, met
with an outplacement counselor to elaborate on many of his answers, and then
wrote a 14-page summary of his experience. Shah's experience was that, although
all of this assessment was completed, little to no interpretation was rendered, and
he did not feel that he learned from the process.

The cost of outplacement services is also an important issue. Fees are fixed,
by-the-hour, or based on a percentage of the employee's salary (Henrikson,
1982). According to Lubin (1994), U.S. companies spent an average of $2,000
per outplaced employee 10 years ago, but now spend less than $500 today.
Although this is partially due to the fact that employers are now offering
outplacement services to lower-level employees, it also reflects a cost-conscious
attitude on the part of organizations and price wars between outplacement firms.
Sweet (1989) urges employers to look at the quality of services provided and not
just their cost.

INDIVIDUAL DIFFERENCES AND OUTPLACEMENT

Although some general conclusions regarding what constitutes effective
outplacement practices, it is possible that individual differences may moderate the
effectiveness of outplacement practices that can be developed. For example, does
the effectiveness of outplacement services differ by gender, race, age, or
individual personality? Are there any types or groups of individuals that need
special attention? Because the workforce is becoming more diverse, it is
increasingly important that outplacement counselors have the ability to be
effective with many types of individuals (Pickman, 1994).

Although little empirical research has focused on the role of gender, race,
and age in outplacement, a few observations can be made. In terms of gender,
outplacement has typically been male-dominated—most individuals referred for
outplacement and most outplacement counselors tend to be male (Lee, 1990). A
woman in outplacement may be less likely than a man to feel that her counselor
understands her career situation. According to Lee (1990), networking may be
more difficult for women than for men. Despite changing times, there still exists
in many fields what is known as the "good old boy network," making it easier for
men to make job contacts than it is for women. Women may be more likely than
men to have child care or other family issues that limit their options or ability to
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relocate (Lee, 1990). Leana and Feldman (1991) found that unemployed women
tend to rely more on symptom-focused coping (such as seeking social support)
than men, and men tend to rely more on problem-focused activities such as job-
seeking. Phelps and Mason (1991) report that women tend to stay in
outplacement longer than men and may be more likely than men to start over as
entrepreneurs or consultants. Pickman (1994) suggests it is important for
outplacement counselors to work hard to empower women, be familiar with
entrepreneurial options, and consider offering special support groups for women.
He notes the danger, however, of targeting women for special treatment,
suggesting that this may isolate them further and add discrimination against men.

Lee (1990) mentions that nonwhite (minority) individuals in outplacement
may also have different needs. Similar to the situation with women in
outplacement, there are only small numbers of minority outplacement clients and
counselors. Minority individuals have typically received less mentoring in their
careers than whites, and a less-developed network exists to help them become
reemployed. It is common for African Americans to report that, in the workplace,
they feel as if they are under constant pressure to prove themselves (Pickman,
1994). Pickman (1994) suggests that outplacement counselors must have the
ability to be effective with ethnic groups that have different experiences, values,
beliefs, and behaviors from their own. This may prove important throughout the
outplacement process. As one example, when preparing individuals for job
interviews, counselors will find that some individuals have been socialized to
avoid eye contact and to avoid elaborating on their personal qualifications.

Some special attention may be necessary for unemployed individuals over
the age of 40. Research has shown a positive relationship between age and length
of unemployment (Latack et al., 1995). Individuals who have worked at the same
organization for many years may have a hard time coping with their job loss
(Kirk, 1994) and, since they have not been active on the job market, they may not
be familiar with current job-seeking methods. Older workers may also face age
discrimination and negative stereotyping. Employers may falsely believe that
older workers are expensive, inflexible, resistant to change, and less productive
and motivated than younger workers (Hakim, 1993). Wanberg et al. (in press)
found that self-reported frequent job-seeking behavior increased reemployment
for individuals under the age of 40 but did not increase reemployment for
individuals over the age of 40. One interpretation of this finding may be age
discrimination, but it is also possible that the older workers were less in tune with
current job-seeking methods.

Another study has suggested that the individuals that may benefit most from
outplacement services are those who lack a general confidence
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in themselves or their abilities. Eden and Aviram (1993), in a study of 66
unemployed individuals, demonstrated that individuals with low self-efficacy (a
lack of confidence in one's abilities or of being successful in a variety of
situations) were the most likely to benefit from an 8-day workshop that included
role-playing and other exercises aimed at increasing self-efficacy in the job search
context. The workshop increased reemployment among individuals with initially
low levels of self-efficacy but not among those with initially high levels of self-
efficacy. Individuals with high levels of self-efficacy were more likely to become
reemployed whether or not they had participated in the workshop. Individuals
who are concerned about financial resources, who have little social support from
friends or family, and who are especially upset about being unemployed may also
be ones who will benefit the most from outplacement services (Latack and
Dozier, 1986).

Finally, special attention may be necessary for workers being laid off from
federal employment. Individuals in these contexts often have a hard time
envisioning a life outside the military or the federal government, and employers
in the private sector often do not see the relevance of military service or federal
employment experience to their needs (Ricks, 1994; Philpott, 1995). Military
retirees have been turned down by interviewers who have said ''All you have is
military experience'' (Ricks, 1994:A1). Even a civilian employee working for the
government may face discrimination if employers feel they do not have an
understanding of the "real world of business." Networking may also be difficult
for military or government employees who have been forced to relocate
frequently, since they may not have developed ties or relationships with private-
sector employees in the various communities they have lived in (Philpott, 1995).

Several steps can be taken to increase the link between individuals in federal
positions and the private sector. Philpott (1995) recommends that military and
government workers frankly assess their skills and decide if there are appropriate
positions available for them in the private sector. It is often desirable for
individuals to consider a wide range of careers, instead of focusing on a job or
career directly parallel to the previous position held. If the market is not good for
the positions an individual is qualified for, he or she may need to acquire further
education or training. Alternatively, an individual could work in a series of
temporary positions as a means of learning about different employers and
positions, as well as a means of sharpening his or her skills.

Ancona (1995) urges military individuals to have civilian friends review
their resume to make sure that it is light on military jargon and that the skills that
are highlighted are important to employers in a civilian context. They should also
prepare for comments from employers that may suggest that they are not flexible
and ready to adapt to a less struc
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tured, profit-and-loss-based business environment (Philpott, 1995). Ricks (1994)
advocates that people network with ex-military or government employees in the
private sector, as a means of finding people who will understand their skills and
situation.

The federal employment agencies and the military can also take proactive
steps to increase their employees' placement in the private sector. The Army, for
example, has tried to develop a reputation in the private sector as an employer
that trains young and inexperienced people and sends them out as skilled and
productive employees (Harvey, 1995). The Army invites employers to enter their
Job Assistance Center database at no cost. The database lists the type of skills
that over 11,000 employers are recruiting for and identifies individuals with
matching profiles (Harvey, 1994). Outplacement services are also provided that
help individuals through the process of transferring their skills from federal
employment to the private sector.

In summary, the literature suggests that outplacement efforts often need to
be tailored to meet individual differences. Outplacement counselors have to be
careful that they respond to the needs of all of their clients, and outplacement
firms have to hire counselors who reflect the diversity of the workforce.

RESEARCH NEEDS

There is a need for continued research on the topic of outplacement
services. Most of the literature on outplacement is practitioner-based. Although
this literature provides valuable information based on consultant experience, there
is little information provided from empirical research. Guinn (1988) notes that
outplacement firms are often "full of recommendations that are not based on
sound scientific research" (p. 58).

Research is needed, for example, to assess the relative effectiveness of
various outplacement program components. No empirical work has focused on
what aspects of an outplacement program are most cost-efficient and useful, or
how much time outplacement counselors should focus on concrete job-seeking
skills versus career goals and emotional issues within the outplacement service.
Although it is likely that the exact balance is specific to each client (Branham,
1983), research on this issue would still be useful. Outplacement organizations
are typically evaluated by the terminating organization in terms of how fast they
are able to produce results (e.g., help find employment) for the laid-off
employees. Unfortunately, this may discourage outplacement consultants from
helping clients to set career goals, decide what type of position they would like to
look for, and resolve emotional issues lingering from the job loss. Instead,
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more focus may be put on concrete job-seeking skills and trying to get the
individual reemployed as fast as possible (Davenport, 1984; Bearak, 1982).

While available data seem to indicate that outplacement services are
beneficial and useful to both organizations and to unemployed individuals, more
evaluation research in this area is desirable. For example, it would be beneficial to
conduct further research to assess the extent to which individuals receiving
outplacement services are reemployed faster, receive salary increases, and are
more satisfied with the jobs they find when compared with individuals who do
not receive outplacement services. An optimal study on this issue would compare
one group that received outplacement program services with a control group that
did not on a number of variables, such as length of time to find employment,
placement in chosen career, salary increases, etc. These two groups would have to
be randomly assigned, and factors such as age, level of education, gender, and
years of experience would have to be taken into account. Ideally, the individuals
would be from the same company and laid off at the same point in time. Such a
situation is not a common occurrence, however, and is almost impossible to
arrange for research purposes (Lee, 1990).

Another issue of importance is how different outplacement programs
compare in terms of their effectiveness. According to Lee (1990), employers who
hire outplacement firms often want to know their placement rates, that is, how
many individuals who use the services become reemployed. Lee suggests that
this is not a good indicator of a firm's effectiveness, because virtually 100 percent
of all outplacement clients eventually become reemployed. It is possible,
however, to compare outplacement firms by contrasting the length of time it takes
individuals in the firms to find employment, or by assessing how the salaries in
clients' new positions compare with their previous salaries.

Research should also focus on the role of individual differences in
outplacement and on studying what factors predict job-seeking behavior and
reemployment in a general sense (e.g., see Wanberg et al:, in press). These and
several other topics of research relevant to outplacement services would help to
increase the ability of outplacement professionals to provide high-quality services
to unemployed individuals and their respective downsizing organizations.

CONCLUSION

Layoffs continue to occur on a large scale in the United States.
Organizations have increasingly turned to outplacement firms for advice and
guidance in their downsizing efforts. Current evidence seems to indicate that
outplacement firms are beneficial for both the organizations that are
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conducting layoffs and for the individuals experiencing the layoffs. Additional
empirical research would be useful to clarify the extent of the benefits provided
by outplacement services and what aspects of outplacement services are most
effective.
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REEMPLOYMENT:LABOR MARKET
BARRIERS AND SOLUTIONS

Duane E. Leigh, Washington State University
Displaced workers are typically characterized as unemployed individuals

with considerable work experience who have lost their jobs because of a mass
layoff or plant closing. Events occurring during the first few years of the 1990s
have dramatically heightened the attention paid by policy makers and the public
to the circumstances of the displaced. These events include:

•   Job losses in the defense sector associated with large-scale cutbacks in
the federal defense budget. Adversely affected are both federal civilian
and military personnel and private-sector defense industry workers.

•   Concern that the implementation of the North American Free Trade
Agreement (NAFTA) would cause U.S. producers to shift operations to
other countries, thereby eliminating domestic jobs.

•   The perception that corporate restructuring during the 1990–1991
recession and the years immediately following is, for the first time,
substantially increasing joblessness among white-collar workers outside
manufacturing as well as blue-collar workers in the manufacturing
sector.

Because their job losses follow from industrial restructuring or changes in
public policy, displaced workers face a low probability of being recalled to their
old jobs or even to similar jobs in their old industries. Thus, they face the
unattractive prospect of testing the labor market with job search skills likely to be
rusty from lack of use, with little current information about job opportunities
outside their immediate industry, and with firm-and industry-specific skills the
value of which may have to be written off as obsolete.

A large literature exists indicating that displaced workers suffer sizable
earnings losses associated with lengthy periods of postlayoff joblessness and
lower wages upon reemployment. A recent study by Jacobson et al., (1993a,
1993b) provides a comprehensive picture of the magnitude of these earnings
losses. Using longitudinal data covering the 1980–1986 period for high-tenure
workers in Pennsylvania, the authors find that earnings losses of displaced
workers average about $9,000, or 40 percent of prelayoff earnings in the year
following displacement. The size of these losses declines somewhat over time,
since almost all displaced workers find stable employment after six quarters of
unemployment. But even during the fifth year after job separation, lower-wage
reemployment jobs led to earnings losses that average approximately $6,500, or
25 percent of
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former earnings. Moreover, earnings losses associated with temporary layoffs and
wage reductions began even before workers were permanently separated from
their firms. Taking into account the prelayoff earnings dip, the period of
postdisplacement joblessness, and lower reemployment wages, Jacobson et al.
(1993a) calculate that the present value of earnings losses for a typical displaced
worker is on the order of $80,000. Earnings losses of this magnitude suggest the
desirability of public policy intervention to assist the reemployment of displaced
workers.1

It should also be emphasized that these earnings losses are not uniform. In
general, the literature suggests that earnings losses are especially large for
displaced workers with lengthy job tenure with their prelayoff employers, those
forced to change industry or occupation to find a new job, and residents of high-
unemployment areas. Neal's (1995) recent analysis of workers put out of work by
establishment closings indicates that displaced workers who find new jobs in
other than their predisplacement industry earn significantly lower returns to both
their predisplacement experience and their tenure than similar workers
reemployed in the same industry. These results suggest that senior workers
accumulate skills that are not only specific to the firm but also to the industry or
particular kind of work. The value of these skills is, of course, lost when
experienced workers are displaced from their jobs and obliged to switch
industries to find new employment.

This paper provides an overview of policies and programs currently under
consideration by policy makers that are designed to assist displaced workers in
overcoming labor market barriers to reemployment. It first briefly describes
major types of displaced worker programs. It then examines the empirical
evidence available from demonstration projects, experiments, and ongoing
programs that can be used to assess the labor market effectiveness of particular
policies. In the next section, the focus shifts to new reemployment initiatives
currently being tested but for which empirical evidence is not yet available. The
final section summarizes the findings and discusses their implications for public
policy.

MAJOR CATEGORIES OF DISPLACED WORKER
PROGRAMS

Table 1 outlines major types of displaced worker programs. These program
types may be broadly stratified into two categories: programs intended to speed
up the job search process and programs designed to replenish firm-specific and
possibly industry-specific human capital made obsolete because the displaced
worker will not be recalled to his or her old job and may not be able to find a new
job in the old industry. Each of these categories is considered in turn.
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TABLE 1 Major Types of Displaced Worker Programs

Program Type Description

Job search assistance Refers to a sequence of services designed to enhance
job search skills, thereby speeding up the
reemployment process. These services typically
include some combination of the following: outreach;
orientation; assessment and testing; job search
workshops, resource centers, and job clubs; follow-up
counseling; and job development and placement. Early
intervention with these services is often termed
profiling.

Classroom training Classroom courses designed to enhance earnings
potential by providing the job skills necessary for
displaced workers to qualify for vacant jobs in
expanding industries. Local postsecondary education
and training institutions usually serve as subcontractors
providing the actual skill training courses.

Relocation assistance Programs designed to speed up the reemployment
process by encouraging displaced workers to move
from depressed to expanding local labor markets.
Financial assistance is provided to allow workers to
travel to job interviews in geographically distant labor
markets and, if successful, to relocate their families to
the new location.

Reemployment bonus Directed at the problem that the reemployment of
displaced workers may be delayed, not by inadequate
job search skills, but by a lack of motivation to engage
in search while drawing unemployment insurance
benefits or by the natural reluctance to accept a new job
offering considerably lower wages and benefits than
the prelayoff job.

Self-employment programs Allows displaced workers to continue receiving
unemployment benefits while they acquire basic
business skills and attempt to establish their own small
businesses.

Wage subsidy programs Pays a wage subsidy to employers to encourage the
hiring of targeted workers. The objective of these
programs is that workers receive on-the-job training
that enhances their firm-and industry-specific job
skills.

Earnings subsidy programs Programs that pay the subsidy directly to eligible
workers. Their two-fold objective is to (1) target
assistance to those displaced workers who have
suffered the greatest losses in earnings and (2) increase
the incentive to return to work, even at substantially
lower wages, for those who under the present
unemployment insurance system have an especially
strong work disincentive.
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Programs to Speed Up Reemployment

Displaced workers are typically eligible for unemployment insurance
benefits to help them maintain family income during their spell of
unemployment. During this period, they are required to meet work search
requirements imposed by the system, and they are eligible for traditional labor
exchange services provided by the U.S. Employment Service. Labor exchange in
this context refers to matching unemployed workers who choose to sign up with
local Employment Service offices to vacant jobs voluntarily listed with them by
local employers. Job search assistance services are designed to go beyond the
traditional labor exchange function of public employment agencies in terms of
reaching out to the unemployed, improving their job search skills, and assisting
them to locate jobs that may not be listed or advertised by employers. A menu of
specific job search assistance services is listed in Table 1. Relocation assistance
complements these services by providing displaced workers with additional
financial resources to enable them to expand the geographic scope of their job
search and, if successful, to move their families to the new location.

More experimental programs also designed to speed up the reemployment
process are reemployment bonus and earnings subsidy schemes. The
reemployment bonus is intended to at least partially offset the incentive of
unemployment insurance recipients to delay active job search until the end of
their eligibility for benefits, since benefits cease once a new job has been found.
To offset this work disincentive, a lumpsum cash payment is made to those
claimants who become reemployed quickly. Earnings subsidy plans increase the
incentive to return to work, even at lower postdisplacement wages, by paying
displaced workers who find a new job a temporary subsidy, the amount of which
is proportional to the gap between pre-and postdisplacement earnings.

Programs to Replenish Human Capital

Displaced workers found to be in need of replenishing their marketable
skills are usually referred to either classroom training programs or, less
frequently, to firm-based training programs. In the case of classroom training, an
eligible worker is often assigned a slot in a curriculum already developed by an
institutional training provider subcontracting to the agency administering the
program. An alternative approach allowing more individual choice is to provide
the client with a voucher that he or she may redeem by selecting a curriculum
provided by any one of a number of approved training institutions.

Numerous studies estimating earnings functions for U.S. workers have
established that firm-based training has a higher return than other
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forms of postschool training (see, for example, Lynch 1992). This is presumably
because the training is linked more directly to skills needed in the workplace.
Recognizing the importance of on-the-job training, wage subsidy programs offer
employers a cash payment or tax credit for a fixed period to hire targeted workers
and provide them with sufficient skill training to ensure their continued
employment with the firm after the subsidy period ends.

Self-Employment Programs

Not fitting neatly under either of the above headings are self-employment
programs. Like the reemployment bonus, self-employment programs are an
innovative attempt to make unemployment insurance less of an income
maintenance system and more of a reemployment system. However, rather than
being designed to expedite reemployment, the basic idea of self-employment
plans is to develop the latent entrepreneurial talent possessed by some displaced
workers. In these plans, selected workers are exempted from the usual work
search requirements while they receive training in basic business skills and
assistance in converting a business idea into a formal business plan. Then, with
limited financial assistance, they are turned loose to develop their own small
businesses.

REVIEW OF THE EMPIRICAL EVIDENCE

Evidence on many of the program types summarized in Table 1 is available
from limited-duration demonstration projects and experiments and other program
evaluation studies. This section reviews the empirical evidence available from a
series of displaced worker demonstration projects funded by the federal
government, a recent evaluation of the Trade Adjustment Assistance (TAA)
program, and the unemployment insurance reform experiments.

Displaced Worker Studies

During the early 1980s, rising unemployment and an increasing number of
plant closures led the U.S. Department of Labor to fund a series of demonstration
projects intended to test the effectiveness of alternative reemployment services in
placing displaced workers in private-sector jobs. In chronological order, these
projects are (1) the Downriver, Michigan, program; (2) the Buffalo program of
the Dislocated Worker Demonstration Projects, carried out at six sites across the
nation; (3) the Texas Worker Adjustment Demonstration (WAD) projects; and
(4) the New Jersey Unemployment Insurance Reemployment Demonstration
Project. The
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first two of these programs are limited to male displaced auto and steel workers,
and their evaluation results are based on an evaluation design in which the
treatment and comparison groups of laid-off workers are drawn from different
plants. The Texas WAD and New Jersey studies, discussed below, offer the
advantages of including a broader spectrum of displaced workers and of
implementing a more reliable random-assignment evaluation design. More
information on all four projects is found in Leigh (1995:Ch. 3).

The Texas WAD Program

This program targeted reemployment services to eligible workers under Title
III of the Job Training Partnership Act of 1982. Title III specifically directs
services to displaced workers. In each of three program sites, eligible workers
were randomly assigned to either of two treatment groups or to a control group.
The first treatment group was offered job search assistance services only (referred
to as Tier I), and members of the second treatment group were offered the same
services followed, if necessary, by more expensive classroom training (the Tier
I/II sequence). Bloom (1990) reports net impact estimates showing that women
may have enjoyed a permanent gain from program participation measured in
terms of annual earnings.2 For men, however, although WAD participants were
reemployed sooner than otherwise would have been the case, their employment
opportunities ultimately were no better than those of the control group. This
result for men suggests that the job search assistance component of the Tier I/II
sequence is effective in speeding up reemployment, but that the classroom
training component has little impact in raising marketable skills.

The Houston WAD site allows the incremental effect of Tier I/II versus Tier I
services to be directly estimated for men. Despite the higher costs of Tier II
services, the evidence suggests that essentially no additional gains accrued from
adding classroom training to job search assistance. Bloom (1990:139) points out
that this disappointing result for Tier II services does not necessarily demonstrate
that supplementing job search assistance with skill training cannot be an effective
service strategy. Rather, he suggests that the blue-collar orientation of Tier II
training curriculums available from a local community college was not well
matched to the backgrounds and interests of the mostly white-collar participants
in the Houston project.

The New Jersey Unemployment Insurance Demonstration

Whereas the Texas WAD project served workers eligible for Title III
programs under the Job Training Partnership Act, the New Jersey demonstration
project was targeted to unemployment insurance claimants with characteristics
common to displaced workers, namely, claimants older than age
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25 who had at least three years of tenure with their prelayoff employer and who
could not provide a date at which they expected to be recalled. The project had
two primary objectives. The first was to assess the feasibility of an early
intervention strategy in which the unemployment insurance system is used to
identify early in the claim period unemployed workers who, in the absence of
intervention, are likely to face prolonged spells of unemployment and exhaust
their benefits. The second objective is to measure the labor market effectiveness
of three alternative reemployment strategies.

Unemployment insurance claimants who passed through a series of screens
intended to identify individuals who would benefit from early intervention were
randomly assigned to one of three treatment groups or to a control group. All
eligible claimants assigned to the treatment groups were offered a common set of
job search assistance services early in their claim period. The first of these was an
orientation session, followed sequentially by testing, a job search workshop, and
finally an individual counseling session. Following the counseling session,
claimants in the treatment group that received job search assistance services only
were free to begin their job search.

Claimants assigned to the job search assistance plus retraining treatment
were offered the opportunity to enroll in a classroom training or on-the-job
training program. Acceptable classroom training programs were subject to the
restriction that their expected duration not exceed six months. Employers who
provided on-the-job training slots to claimants received a wage subsidy of 50
percent. All participants assigned to this treatment, whether or not they chose to
participate in a classroom training or on-the-job training program, were informed
of the availability of relocation assistance. Consistent with the experience of
earlier demonstrations, very few Treatment 2 claimants opted to take advantage
of relocation assistance. Finally, claimants in the job search assistance plus
reemployment bonus group were told of the specifics of the bonus program and
turned loose to begin job search. The design of the New Jersey reemployment
bonus treatment and available empirical evidence are discussed later in this
section.

Corson et al. (1989) present net impact estimates of treatment effects for the
first year following the date of filing the initial unemployment insurance claim.
These estimates for the job search assistance-only and job search assistance plus
retraining treatments tell much the same story as the Texas WAD results.
Namely, the job search assistance-only treatment produces quarterly earnings
that are significantly higher in the first and second quarters after filing than the
earnings of the control group. By the fourth quarter, however, the earnings effect
of job search assistance had tailed off to essentially zero. This time pattern would
be expected for
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an intervention intended to speed up reemployment but not to enhance earnings
potential.

For job search assistance plus training, there is no evidence of either a
permanent increase in earnings or expedited reemployment. Skill training is
clearly not expected to speed up reemployment, but the absence of a positive
effect on postprogram earnings indicates that training failed to have the
anticipated impact on earnings potential. As with the Texas WAD projects, there
are extenuating circumstances that help to account for this disappointing result.
Corson et al. (1989:14) point to two factors that lead them to conclude that their
evidence should be viewed as inconclusive rather than negative. The first is that a
very low percentage of claimants (15 percent) assigned to this treatment received
training services. Thus, any positive effect of training for claimants who actually
enrolled in a training program would be substantially diluted. Second, the 1-year
observation period measured since the date of the initial unemployment insurance
claim is not long enough to accurately measure postprogram effects of retraining.

The follow-up study of the New Jersey program by Anderson et al. (1991) is
useful because of its longer observation period and more detailed look at the job
search assistance plus training treatment, including separate net impact estimates
for classroom and on-the-job training. Focusing only on claimants who actually
participated in a skill training program (as opposed to a random sample of all
claimants offered skill training), classroom training is seen in Table 2 to
significantly reduce earnings in the initial two quarters. This result is expected
since training is likely to be ongoing during these quarters. But thereafter,
classroom training increases earnings by as much as $582 per quarter relative to
the earnings of claimants receiving job search assistance-only. Much larger and
highly significant incremental earnings effects are observed for on-the-job
trainees. The authors explain that the primary reason for these very large
estimates is that, by the third quarter after the claim date, on-the-job trainees were
employed for almost 11 of 13 weeks in that quarter, compared with less than 7
weeks of employment for job search assistance-only claimants. It must also be
noted that only 45 individuals actually received services. On-the-job training was
utilized infrequently because available slots generally offered lower wages than
were thought appropriate for displaced workers.

The Trade Adjustment Assistance Study

The Trade Adjustment Assistance program was created in 1962 to provide
income support and, to a lesser extent, retraining to displaced workers who lost
their jobs as a consequence of trade agreement conces
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sions. Legislation passed in 1974 raised the level and duration of benefits and
removed the linkage between tariff reductions and job losses by making workers
eligible for adjustment assistance if expanding trade alone contributed to layoffs.
Trade-displaced workers could receive extended unemployment insurance
benefits (called Trade Readjustment Allowances or TRAs) for up to 26 weeks
beyond the usual six months, with workers enrolled in an approved training
program eligible for an additional 26 weeks of benefits. Subsequent legislation
implemented in 1981 and further in 1988 reined in the generosity of the program,
shifting its emphasis away from income maintenance and toward skill training.
The 1988 law requires participation in an approved training program unless a
waiver is received. The program has historically served blue-collar workers
displaced from jobs in the manufacturing sector.

TABLE 2 Estimated Incremental Effects of Classroom Training and On-the-Job
Training on the Quarterly Earnings of Training Recipients in the New Jersey
Unemployment Insurance Reemployment Demonstration

Quarter Classroom training On-the-Job Training

1 $-458** $1,469***

2 -635*** 2,347***

3 -314 2,632***

4 195 2,995***

5 384 3,174***

6 191 2,480***

7 323 2,652***

8 505*** 2,681***

9 409* 2,932***

10 582** 3,005***

NOTES: Estimates shown are relative to those for claimants who received job search assistance-only
services. ***, **, and * indicate significance at the 1 percent, 5 percent, and 10 percent levels,
respectively.
SOURCE: Anderson, Corson, and Decker (1991:Table III.4).

In the early 1990s, the Department of Labor initiated a major study to assess
the labor market impact of TRA benefits and Trade Adjustment Assistance
retraining services. In contrast to the short-duration training intended to enhance
existing skills offered in New Jersey, the program funds retraining aimed at
developing job skills that would allow the displaced to qualify for jobs in new
occupations. Much of the training supplied is long-term (longer than a year), and
local community colleges and vocational training centers are the major training
providers. Benefits recipients are also eligible for job placement services provided
by the U.S.
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Employment Service and for relocation assistance. As was the case in New
Jersey, interest was slight in relocation benefits because few TRA recipients were
willing to move.

Drawing cases from 10 states, the evaluation of the Trade Adjustment
Assistance described in Decker and Corson (1995) is based on interviews with
nearly 4,800 sample members broken down into three groups: (1) recipients of
TRA income maintenance benefits; (2) trainees, nearly all of whom were
receiving TRA benefits; and (3) a comparison sample of unemployment
insurance exhaustees whose previous job was in manufacturing. Further
disaggregation occurs for training received in 1987–1988 and 1988–1989. To
measure the labor market effects of retraining, the authors point out that the more
appropriate comparison group is TRA recipients because their characteristics are
more similar to those of Trade Adjustment Assistance trainees than those of
unemployment insurance exhaustees.

The time pattern of observed earnings differences between trainees and
other TRA recipients indicates, as expected, that trainees were foregoing short-
run earnings as part of their investment in skill training. However, earnings tend
to rise faster for trainees, resulting in their earnings overtaking those of other TRA
recipients by the eleventh quarter after the initial claim. For both the pre-1988 and
post-1988 samples, Table 3 presents estimates of the impact of training among
TRA recipients for the final quarter of the 12-quarter observation period. The
first row of the table shows that average earnings among trainees were $228
higher than among other TRA recipients in the pre-1988 sample, and $495 higher
in the post-1988 sample. Only the post-1988 difference is statistically significant.
Recognizing that differences in observable traits between trainees and other TRA
recipients might lead to an upward bias, the estimates appearing in the second row
adjust for a variety of personal and jobrelated characteristics, including age,
education, and prelayoff weekly wage. Now the training coefficient becomes
negative and statistically significant for the pre-1988 sample, and positive but
small and statistically insignificant for the post-1988 sample.

Decker and Corson (1995) also point out that, even as late as the end of the
eleventh quarter, some 5–10 percent of trainees were still enrolled in a training
program. The final two rows of the table show training effects estimated omitting
those trainees who were still in training at some point two or more years after
their initial unemployment insurance claim. The result, as would be expected, is a
larger (or less negative) estimated effect of training. Nevertheless, the final row
of the table indicates that skill training did not have a substantial positive effect
on the earnings of trainees, at least in the first three years after the initial
unemployment insurance claim. Decker and Corson (1995:773) conclude that
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training participation should be made voluntary rather than mandatory for TRA
recipients, with the training requirement replaced with a requirement to
participate in a job search program.

TABLE 3 Estimated Effects of Trade Adjustment Assistance Training on Earnings in
Quarter 12, TRA Recipients Only (standard errors in parentheses)

Sample and Inclusion of Control Variables Pre-1988 Sample Post-1988 Sample

All TRA recipients:

No control variables 228
(215)

495*

(239)

Control variables included -416*

(206)
152
(238)

TRA recipients excluding those still in training:

No control variables 490
(251)

777**

(268)

Control variables included -206
(235)

353
(250)

NOTE: * and ** indicate statistical significance at the 5 percent and 1 percent confidence levels,
respectively.
SOURCE: Decker and Corson (1995:Tables 3 and 4).

The Unemployment Insurance Reform Experiments

Supplementing the displaced worker demonstration projects is evidence
gathered from evaluations of proposed reforms of the unemployment insurance
system. All three proposed reforms were designed with the dual objectives of
speeding up the reemployment of unemployment insurance claimants and
reducing the budgetary costs of the system. A first set of reforms focuses on
enhanced services to improve claimants' job search skills and on stricter
enforcement of the work search rules that determine continuing eligibility for
benefits.3 The job search assistance treatment in the New Jersey unemployment
insurance demonstration is a test of this first set of reforms. Considered in more
detail here are the second and third sets of reforms involving reemployment
bonuses and self-employment programs.
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Reemployment Bonuses

Of the four random-assignment reemployment bonus experiments
implemented to date, the earliest is a state-funded program in Illinois conducted
between mid-1984 and mid-1985. New unemployment insurance claimants who
found a job within 11 weeks of the initial claim (the qualification period) and held
that job for at least 4 months (the reemployment period) were paid a cash bonus
of $500. As reported by Woodbury and Spiegelman (1987), the program's take-up
rate is very high (84 percent) for those eligible, and the treatment was found to
reduce unemployment benefits by $158 and unemployment duration by 1.15
weeks over the benefit year. These estimates were obtained for all workers
assigned to the treatment, whether or not they agreed to participate and whether
or not they actually received the bonus payment. The authors also calculate that
benefits were reduced by a striking $2.32 for every $1 paid out in bonuses to
claimants.

The very favorable Illinois results led to Department of Labor funding for
additional experiments in New Jersey, Pennsylvania, and Washington. These
experiments were designed to provide evidence on how to fine-tune the
reemployment bonus concept by introducing more variation in the amount and
timing of bonus payments. In the New Jersey Unemployment Insurance
Reemployment Demonstration, the maximum reemployment bonus was specified
to be one-half of the claimant's total entitlement, defined as a lump-sum payment
capturing the stream of benefit payments to be received over the remaining weeks
of unemployment eligibility. The maximum bonus could be collected by
accepting a job during the first two weeks after agreeing to participate in the
program at the counseling interview. After these two weeks, the size of the bonus
decreased by 10 percent per week, reaching zero at the end of the eleventh week
after counseling. To qualify for the bonus, the claimant's new job must be full
time with a new employer. The Pennsylvania and Washington experiments
offered two and three levels of bonus payments, respectively, expressed as
multiples of average weekly benefit amounts, combined with two levels of the
qualification period. The reemployment period was about 4 months in all three
post-Illinois experiments.

As described by Meyer (1995:96–112), the subsequent bonus experiments
were all found to have much smaller effects than in Illinois. In particular, bonuses
reduce receipt of unemployment benefits by about one-half of a week, or about 3
percent of the average duration of receipt. Estimates in this range are about the
same as those obtained for job search assistance programs, but at a much higher
cost due to the bonus payments. Following a flurry of excitement generated by
the Illinois experiment, the less favorable results reported for the subsequent
experiments dampened economists' enthusiasm for the reemployment bonus
concept. Nevertheless, a reemployment bonus was included among changes in the
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unemployment insurance system recommended by the Clinton administration in
the proposed Reemployment Act of 1994.

Self-Employment Programs

In the late 1980s, the Department of Labor initiated two demonstration
projects to test the effectiveness of self-employment as an alternative
reemployment strategy for unemployment insurance claimants. The Washington
project began in September 1989 and supplied program services through March
1991. The Massachusetts project began in May 1990 as a 3-year demonstration
project. Both projects are early intervention programs providing services that
include 20 hours of training in basic business skills, counseling, and financial
assistance in the form of biweekly unemployment benefits. Along with these
similarities, the projects differed in two important respects. First, the
Massachusetts project was targeted to unemployed workers judged likely to
exhaust their benefits. The Washington project did not impose this targeting
restriction. Second, the Washington project provided, in addition to regular
payments, a lump-sum payment equal to remaining unemployment benefits to
those who completed five project milestones, defined as completing a set of four
business training modules, developing an acceptable business plan, opening a
business bank account, satisfying all licensing requirements, and obtaining
adequate funding.

Both self-employment demonstrations were formally evaluated using a
random assignment methodology. As reported by Benus et al. (1994), the most
favorable of the net impact findings is that the programs sharply increased the
likelihood of self-employment and accelerated its start. These estimates were
obtained over follow-up periods averaging about 21 months in Washington and
19 months in Massachusetts. Other program net impact estimates for self-
employment earnings, wage and salary earnings, and employment of
nonparticipants tend to show smaller or no effect. Perhaps the most important
finding from the demonstrations is that interest in self-employment is not strong
among unemployment insurance claimants. Benus et al. (1994:ii) comment that
''while many profess an interest in self-employment, relatively few choose to
pursue self-employment when the opportunity arises.''

RECENT REEMPLOYMENT INITIATIVES

In addition to the reemployment services tested in the demonstration
projects and experiments discussed in the previous section, it is useful to briefly
consider several initiatives that have recently been implemented but for which
evaluation evidence is yet unavailable. These include state programs
implementing a worker profiling strategy, a training voucher program in New
Jersey, and a Canadian earnings subsidy program.
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Worker Profiling

The New Jersey Unemployment Insurance Reemployment Demonstration
provided the empirical basis for congressional action taken in 1993 to require
states to establish a system for profiling new unemployment insurance claimants.
The intent of profiling systems is two-fold: early identification of displaced
workers who are at risk of exhausting their unemployment insurance benefits and a
linking of these individuals with appropriate reemployment services in a timely
fashion. The 1993 legislation also requires claimants referred to reemployment
services to participate in these services as a condition of eligibility for
unemployment benefits.

The Department of Labor recently initiated a major 4-year study of state
profiling systems. Hawkins et al. (1995) presents interim findings from Phase I of
the study focusing on implementation of profiling systems in Delaware, Florida,
Kentucky, Maryland, New Jersey, and Oregon. (Phases II and III will present net
impact estimates.) The Phase I evaluation is based on the following sources of
information: site visits of the research team to each of the six states, information
collected from profiling proposals and administrative reports, and a customer
satisfaction survey of profiled and referred claimants in the six states. Drawing on
this information, the profiling systems of most states were found to provide a
sequence of services including a group orientation session; an assessment
interview, usually provided in a one-on-one setting; and the development of a
service plan. Four states, in addition, supplied claimants with a job search
workshop. Finally, all of the local sites included referrals to other services,
generally referrals for education and job skills training, but also for such
supportive services as child care.

The survey of customer satisfaction conducted during the summer of 1995
has the objective of providing states with early feedback on claimants' satisfaction
with profiling services. Keeping in mind that profiling systems are quite new,
Hawkins et al. (1995:E-9-E-10) report the following findings:

•   Older workers generally were more satisfied with services than younger
workers, perhaps because the program helped them address the added
challenge they face in finding appropriate reemployment. Overall
satisfaction seemed not to be related to claimants' previous wage level or
job tenure.

•   Among specific services, claimants rated development of an individual
service plan as one of the most helpful. Moreover, those who reported
receiving assistance in developing a plan were significantly more
satisfied with the program overall than other claimants.
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•   More important than the receipt of any particular service was the
intensity of services received. Claimants who received more types of
reemployment services and those who received more hours of services
were substantially more satisfied with their profiling program overall.

Training Vouchers

An important provision of the Reemployment Act of 1994 would have
encouraged displaced workers to enroll in longer-term education and training
programs by allowing eligible workers to qualify for up to one year of income
support beyond the usual six-month maximum for unemployment insurance
benefits.4 Although the act failed to achieve congressional approval, President
Clinton has continued to emphasize the importance of long-term skill training.
Specifically, he proposed in his 1995 State of the Union Address the elimination
of essentially all adult training programs, with the money saved to be shifted to
"skill grants" that eligible workers could use to pay for training programs of their
choice lasting up to two years.

In 1992 the New Jersey legislature authorized the Workforce Development
Partnership Program, an important component of which is a voucher-based
training program targeted to displaced and economically disadvantaged workers.
(The other two key components are additional unemployment benefits during
training and grants to employers for customized training services.) The maximum
training grant per person is $4,000, with an additional grant of up to $1,000 if the
participant requires remedial education prior to training. Training services must
be provided by an approved service provider, which in practice means a
proprietary school or 2-year community college.

Using the unemployment insurance system, newly displaced workers are
processed through a series of screens before they are admitted to the Individual
Training Grant Program. The complexity of the screening process can perhaps
best be visualized in the series of steps shown in Table 4 (for more detail see
Benus and Grover 1995: Exhibit 1).

A key element of the training program is the development of an
individualized job placement plan designed to help place participants in training-
related jobs. Following the completion of training, participants are also invited to
attend a postprogram job search seminar.

Descriptive statistics supplied by Benus and Grover (1995) in an initial
report of the evaluation study indicate that of over 900,000 new unemployment
insurance claimants during the July 1992 to October 1994 period, about 9 percent
attended a Workforce Development Partnership Program orientation meeting, and
about 14 percent of those oriented received an individual training grant. The
demographic characteristics of
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claimants oriented and grant recipients are quite similar. Compared with the
typical unemployment insurance claimant, however, the grant recipients are more
likely to be female, to be between the ages of 30 and 49, and to possess a
terminal high school diploma or equivalency certificate. Blacks are
overrepresented among grant recipients, and Hispanics are underrepresented.
Approximately half of all trainees planned to enroll in a short training program of
six months or less, and another one-quarter planned enrollment in programs
lasting more than one year. About twothirds of all grants ranged between $3,000
and $4,000. Net impact estimates for the individual training grant program will be
available in subsequent reports.

TABLE 4 Screening Process for the individual Training Grant Program

1. Benefits Rights Interview. Displaced workers file for unemployment insurance and
are informed about the Workforce Development Partnership Program and other
training options at their benefit rights interview.

2. Orientation. Those claimants who indicate an interest in training are invited to
attend an orientation meeting at a local Employment Service office at which a more
in-depth description of training options is provided. At the end of the meeting, a
questionnaire is completed by all individuals still interested in training.

3. Career Reemployment Seminar. Individuals who, based on their questionnaire
responses, meet targeting criteria are scheduled for a half-day career reemployment
seminar. A testing and assessment interview may be part of this seminar.

4. Meeting with Counselor. A final determination of eligibility for the program is made
at this meeting.

5. Agreement on an Employment Development Plan and a Training Contract . For
individuals judged to be eligible, the client and counselor work out an employment
development plan describing the client's training and employment goals. Then a
training contract is agreed to which details the type, length, cost, and dates of training.

6. Training Begins.

SOURCE: Adapted from Benus and Grover (1995:Exhibit 1).

Earnings Subsidies

Motivating the earnings subsidy as a policy intervention to assist displaced
workers is evidence such as that provided by Jacobson et al. (1993a, 1993b)
showing that displaced workers frequently suffer very large earnings losses.
Because the gap between earnings losses and current
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levels of public assistance is so large, the authors (1993b:160–69) suggest that
alternative policy measures should be investigated, and their preference is for an
earnings subsidy program.5

An earnings subsidy program works by paying reemployed displaced
workers some fraction of the gap between their pre-and postdisplacement
earnings. In this way, the greatest level of assistance flows to those suffering the
greatest earnings losses. In addition, the subsidy is restricted to those who find a
new job, so that displaced workers have an incentive to return to work quickly.
The unemployment insurance system also targets the greatest assistance to
workers who face the most difficult transition, since workers who are
unemployed longer tend to have both more difficult transitions and to receive the
most assistance. However, unemployment insurance has a built-in work
disincentive, since assistance ends at reemployment. This work disincentive is
especially strong for displaced workers who suffer large earnings losses because
the benefits are based, in part, on predisplacement earnings. Thus, regular
unemployment insurance benefits might be as much as 75 percent or even higher
of the wages that such workers could expect to earn in their postdisplacement
job.6

The Canadian government is currently conducting an experiment at five
sites to test the effectiveness of an earnings subsidy program for displaced
workers. As described by Bloom et al. (1995), the experiment is restricted to a
carefully selected subset of unemployed people who must be new unemployment
insurance claimants and have been employed continuously during the 3 previous
years. Claimants who meet these criteria are randomly assigned to treatment and
control groups. Those in the treatment group receive an explanation of the earning
subsidy plan. They then receive the subsidy if they become reemployed in a full-
time job with a new employer within 26 weeks of the date of the subsidy offer,
and the reemployment job pays less than the predisplacement job. The subsidy
offsets 75 percent of the claimant's weekly earnings loss up to a maximum of
$250 per week for a period not to exceed 24 months from the time of the subsidy
offer.

To consider an example offered by Bloom et al. (1995), suppose that a
member of the treatment group lost a job that paid $400 per week and then found a
new full-time job that paid $200 per week within six months after receiving the
subsidy offer. He or she would receive a weekly subsidy of $150 (three-quarters
of the earnings loss of $200), providing a total weekly compensation of $350 for
working full-time. In contrast, unemployment insurance benefits for this
individual would be $220 per week. A clear work incentive exists since the
earnings subsidy plan provides the claimant an earnings replacement rate of 87.5
percent for up to 24 months
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as opposed to a replacement rate of 55 percent offered by regular unemployment
insurance for up to 50 weeks.

Bloom et al. report that, as of fall 1995, the earnings subsidy program is up
and running in all project sites. Approximately 5,000 claimants are to be included
in both the treatment and control groups. Program net impact estimates will
eventually be obtained from a follow-up survey collecting information on
employment and earnings which will be administered to sample members at 15
months after they enter the study.

SUMMARY AND POLICY IMPLICATIONS

This paper provides an overview of major policy proposals put forward to
assist the reemployment of displaced workers, subject to the limitation that the
proposals discussed have been or are currently being evaluated. Broadly
speaking, these proposals fall into one of two categories: policies to speed up
reemployment and policies to replenish lost earnings potential. Self-employment
programs, which do not fit comfortably under either heading, are also considered,
but the available evidence suggests that relatively few displaced workers are
interested in pursuing such programs.

Expediting Reemployment

Among policies intended primarily to expedite reemployment, a great deal
of evidence is available on the effectiveness of job search assistance services; and
more evidence is forthcoming as net income estimates become available from
state profiling programs. This evidence consistently shows that these services are
effective in speeding up reemployment. Given their low cost, they are also
typically found to be cost-effective. Early intervention with job search assistance
is a basic level of services that should be made widely available to displaced
workers.

The existing evidence is less favorable for relocation assistance and
reemployment bonuses. A reluctance of displaced workers to relocate
geographically is found to limit the usefulness of relocation assistance. Early
evidence from a reemployment bonus program in Illinois indicated considerable
promise that bonuses effectively speed up reemployment by offsetting the
incentive of unemployment insurance claimants to delay serious job search until
the end of their eligibility. Three subsequent experiments suggest, however, that
reemployment bonus plans are no more effective than job search assistance
programs, but at much higher cost.

Earnings subsidies have also received recent attention as a policy option that
meets the dual objectives of encouraging an earlier return to
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employment and directing assistance to the displaced workers experiencing the
largest earnings losses. The Canadian government is currently implementing an
earnings subsidy experiment from which net impact estimates will soon be
available. This experiment should help to resolve uncertainties about the labor
market effectiveness and cost of earnings subsidy programs.

Replenishing Earnings Potential

Displaced workers found to be in need of skill upgrading in order to compete
effectively for jobs in growing industries are usually referred to either classroom
training or firm-based training programs. Since the employer shares in the costs,
firm-based programs offer the advantage of providing training that will actually
be utilized on the job. A large body of evidence using nonexperimental data
indicates that there is a substantial labor market payoff to company-provided
training. A similar result, but for a very small number of on-the-job training
recipients, is also reported for the wage subsidy implemented as part of the New
Jersey Unemployment Insurance Reemployment Demonstration.

The major problem with wage subsidy schemes is not that the on-the-job
training they encourage is ineffective, but that it is difficult to interest employers
in hiring targeted workers. For example, Bishop and Montgomery (1986) report
that employer participation rates are extremely low for four targeted wage subsidy
programs in operation in the United States through 1980. Rather than the carrot
of a wage subsidy, other nations, namely, France and Australia, have
experimented with a stick approach of requiring employers to make training
expenditures equal to a percentage of their payrolls or to be subject to a payroll
training tax (see Leigh, 1995). This approach has been discussed but not
implemented in this country.

Results from the displaced worker demonstrations are more mixed for
classroom skill training programs. Only the follow-up study of the New Jersey
unemployment insurance demonstration focusing specifically on individuals who
actually received classroom training services (as distinct from the random sample
of all eligible individuals offered it) yields evidence of a positive effect of
classroom training above that of job search assistance only. It is worth noting that
the short-term, low-cost training provided in New Jersey was designed to upgrade
workers' existing skills rather than to furnish training for a new occupation. In
contrast, participants in the Trade Adjustment Assistance program received
longer-term training intended to equip them to enter a new occupation or
industry. Evaluation results for the program are positive in the sense that the
longer-term investments in classroom training allowed the earnings of the train
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ees to reach the level of earnings of a comparison group of displaced workers,
most of whom may be presumed to be industry and occupation stayers.
(Displaced workers reemployed in the same occupation and industry typically
experience smaller earnings losses than occupation and industry switchers.)

On the basis of this evidence, it seems prudent to conclude that classroom
training should be limited to carefully selected workers who can be matched with
training curricula tailored to their backgrounds and the needs of local employers.
A training voucher program appears to be an appropriate policy for allowing
selected individuals to exercise freedom of choice in choosing a training
curriculum while effectively utilizing the nation's extensive system of
postsecondary educational institutions. Evaluation results will be available in the
near future for a voucher-based training program implemented in New Jersey.

NOTES

1. The usual argument for publicly funded assistance is that, whereas society as a whole
benefits from maintaining a dynamic, generally open domestic economy, the inevitable
adjustment costs are disproportionately borne by displaced workers. Hence, some form of
compensation is due the displaced because of "fairness" considerations and the necessity
of preempting political intervention that would restrict trade and the introduction of new
technology.

2. In principle, the labor market effectiveness of a program is measured by comparing,
say, the earnings of program participants with what their earnings would have been in the
absence of the program. Of course, the level of earnings that participants would have
earned in the program's absence is never observed, and thus it is termed the
counterfactual. There are two commonly used approaches to obtaining the counterfactual
estimate needed to obtain a net impact estimate. The nonexperimental approach uses an
externally selected comparison group of workers and adjusts statistically for inherent
differences between the treatment and comparison groups. In the alternative experimental
approach, random assignment of eligible workers to treatment and control groups means
that there are no inherent differences in the observable and unobservable characteristics of
the two groups.

3. Results obtained for the job search experiments are examined in detail in Meyer
(1995:112–121).

4. Providing empirical support for this provision is a widely cited study by Kane and
Rouse (1995) that shows that labor market returns per year of community college credits
are positive and essentially the same as the returns per year of credits at 4-year colleges
and universities. Community colleges are the major subcontractor to government agencies
charged with implementing retraining programs.

5. Baily et al. (1993:204) also recommend the adoption of an earnings subsidy program to
help cushion the heavy financial blow associated with displacement.

6. Relative to regular unemployment insurance, unemployment insurance reemployment
bonus schemes also increase the incentive to return to work. However, reemployment
bonuses do a less effective job in targeting assistance to workers most in need of help
because bonuses are either fixed in size or contingent on the claimant's unemployment
insurance entitlement, whereas earnings subsidy plans directly relate the subsidy to the
size of the earnings loss.
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REMARKS ON THE JOBS WORKSHOP
AND PROJECT

Amiram Vinokur
Institute for Social Research, University of Michigan
The JOBS Workshop is the focus of a project conducted at the Institute for

Social Research over the last 10 years. The project is funded by the National
Institute for Mental Health, and its mission is to create programs for job search
assistance that prevent the deterioration of mental health among unemployed
people, and all the negative consequences of poor mental health: child abuse,
spousal abuse, poor physical health, and so forth. The project is directed by
several research scientists, including myself, with backgrounds in social
psychology and organizational psychology. We designed the JOBS Workshop as
an early intervention to prevent deterioration of mental health among unemployed
people by speeding up the reemployment process. The research suggests that,
when people become reemployed, their mental health is restored to the same
level as when they were previously employed. In addition to speedy
reemployment, in this project we have also been interested in the quality of
reemployment both in terms of earnings and of people liking their new job.

The JOBS Project has been run as a scientific experiment with two very
large trials—one with 900 unemployed and the second with almost 2,000
unemployed people recruited from the lines at the Michigan Unemployment
Service Offices. People were approached while waiting in line and were told
about two programs being offered by the University of Michigan on how to seek
jobs. One was described as a self-guided booklet and the other as a 2-week series
of morning sessions. Those selected had been unemployed less than 4 months and
employed prior to that for at least 3 years. People 2 years short of retirement or
who expected to be recalled to their jobs were also screened out. The resulting
samples were demographically very similar to the unemployed population in the
United States.

The results of the JOBS Workshop have been dramatic. In the first 1 to 4
months after the workshop, those who participated in it had higher employment
rates and higher-quality employment than those who used the self-guided
booklet. The workshop participants without jobs had higher levels of self-esteem
and motivation for job search than those in the self-guided group without jobs.
Two years later, those who participated in the workshop were more likely to be
working full time and less likely to have switched jobs. They were also likely to
be earning more per month than the employed from the self-guided group. (We
have found that older workshop participants have more difficulty in finding high-
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quality jobs quickly than do younger participants.) Cost-benefit analyses of the
workshops indicate significant gains over cost for individual participants (and for
state and federal governments in terms of taxes collected).

We believe there are several unique features of the JOBS Workshop that
account for its success in terms of both speed and quality of reemployment. The
first of these is the extensive training provided to the trainers or facilitators who
run the workshop. The workshop is run by a male-female pair of trainers who
have received 300 hours of training before beginning the workshop. This training
is designed to help the trainers establish themselves as experts with their
workshop participants. Trainers are also taught to facilitate self-disclosure both
for themselves and the workshop participants. This helps to quickly establish an
atmosphere. The second unique feature of the JOBS Workshop is the use of
active learning. All participants learn how to do job search by actively engaging
in practice job search sessions. These sessions are designed to directly
demonstrate to each participant that he or she does have what it takes to get a job.
We focus on getting each participant to think like an employer. During these
sessions, participants are continually coached and their behaviors reinforced by
the trainers and the other participants. A third unique feature is that all workshop
sessions identify barriers that participants will encounter in searching for jobs and
help them prepare to ''inoculate themselves'' against the resulting negative
feelings. This feature is meant to help people maintain their motivation and
energy for the job search despite setbacks.

We have developed extensive documentation of the JOBS Workshop that
includes all the information used to train the trainers as well as all the materials
used in the workshops. Recently, we have been approached by the government of
Finland to implement this workshop for those who are currently employed but
may be laid off in 6 months to 1 year. One question we want to answer is, "Will
people who are not currently without a job actually use and benefit from the
workshop?" We will also be implementing the workshops for people who are
recently unemployed at selected sites in California.
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PART II

Industry Experience with Outplacement

The industry executives asked to participate in this workshop have all had
experience with major downsizing and outplacement efforts in their respective
organizations. This experience covers total shutdowns and phased reductions-in-
force, taking place in small, rural labor markets as well as major metropolitan
areas, for all levels of employees and all types of skills, and, in many cases, in
multiple sites throughout the United States. The range of outplacement
experience represented at the workshop is relevant to the outplacement still facing
the Department of Defense, particularly General Electric and Lockheed Martin,
which are both defense contractors with experience in the outplacement of
employees with skills similar to some of those who will be outplaced by the
Department of Defense. Right Associates has also had extensive experience with
outplacement for the military. The participants include: Jack Ryan of General
Electric Aircraft; Susan Diamond of Right Associates; Ellen Jackson of AT&T;
Anne Messenger of Lockheed Martin, and Anthony Papalia of SUNY Cortland
and Smith Corona. The presentations each participant made during the workshop
are summarized below.

OVERVIEW

Part II begins with an overview of outplacement experience in a paper by
Gerald R. Bush. "Lessons Learned from Outplacement Practice and Experience"
examines outplacement from the perspective of a manager and outplacement
consultant. Bush uses details and examples to
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flesh out the outplacement practices listed in the workshop model—planning,
communicating, and providing resources for the transition (assistance with job
loss and job search). He emphasizes planning that encompasses "the well-being
of employees who are leaving, and…those who are staying." Bush notes the
importance of communications about outplacement not only for employees, but
also for the surrounding community, the organization's customers and suppliers,
the media, and the employees' families. In particular, he highlights the importance
of the termination or exit interview with departing employees, noting that the
quality of this interview can have a significant impact on how all employees
perceive the organization. Supervisors need to be trained to get the fact of job
loss across to employees unequivocally, as well as deal with the employees'
reactions.

Bush briefly describes individual reactions to job loss and the effects that
these reactions can have on family and community. He notes that outplacement
programs need to consider individual reactions and the broader social aspects of
job loss in planning outplacement programs. Finally, he outlines a framework for
outplacement support of the job search that includes organizational structuring of
the job search process, training for technical and job search skills, education
about the new employment contract and evolving work forms such as self-
directed teams, and coordination and centralization of information about funding,
training, and job opportunities. The Bush paper provides good background for the
remarks of industry participants.

Jack Ryan of General Electric (GE) Aircraft noted that GE has developed a
model for outplacement that, although used to provide guidelines throughout the
company, can also be tailored to the needs of each GE business. He then
described an organizational process for outplacement that includes all the
practices shown in Figure 1 (see p. 4): planning, communicating, resources for
transition centers, monitoring, and customizing. Ryan reported that GE Aircraft
ran two transition (career) centers between 1992 and 1995, one tailored to the
needs of professionals and managers, the other tailored to hourly workers. Both
centers were fully resourced—that is, they were staffed by expert consultants, ran a
full complement of workshops for job search, provided counseling, and had all
the material resources required (workstations, telephones, job search databases
and other information on job opportunities) for finding jobs. Ryan allowed that,
with hindsight, GE Aircraft wishes it had done more up-front planning for
outplacement, more marketing and communicating with employees about the
importance of using the transition centers, and more monitoring of data on center
use. He highlighted the importance of community job development in helping
people to become successfully reemployed. He also noted that coordination with
community providers
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of services for training and social welfare has been an important part of GE
Aircraft's transition center services.

Susan Diamond of Right Associates offered an upbeat picture of
outplacement and reemployment. She stated that virtually all employees who
want to find new jobs will do so. She emphasized that outplacement should help
people not only to get new jobs, but also to find jobs that match their interests.
Right Associates is one of the largest outplacement consulting firms in the world,
with considerable experience with the military and defense contractors, and
Diamond shared some of this experience. In doing so, she provided a clear picture
of what organizations should look for in selecting outplacement consultants. At
the community level, Diamond emphasized the importance of expertise and
technology in developing networking opportunities and job leads. She also noted
that experts know when to go out into the community to find training resources
(for example, for literacy instruction) that they are not best suited to provide. At
the individual level, Diamond highlighted the need to have career center staff who
cannot only assess client problems and skills, but also help them use this
information to actively prepare for and pursue jobs. Finally, at the organization
level, she discussed the need for monitoring outplacement services, using
measures to gauge the quality of job development, workshops, career center use,
and so forth. She also pointed out the importance of finding experts who can work
with the organization from the onset of downsizing to help plan outplacement,
communicate with employees, and set the stage for employee acceptance of both
outplacement and the new employment contract.

Ellen Jackson of AT&T described its outplacement efforts as part of a much
broader planning scenario. Since 1991, AT&T has planned and implemented a
host of programs designed to buffer the ups and downs in its internal labor
market demands for different types of skills. Jackson noted that this planning has
been done to accommodate a more competitive and unpredictable business
environment, and also as a way to offer alternatives to a workforce that wants
more flexibility in balancing work and lifestyle demands. She described two
buffer programs in some detail: a special leave of absence program and a program
called Resource Link. This latter program selects AT&T employees who have
been given termination notification and keeps them in an internal pool of talent
that is contracted out to AT&T customers internally. Both these programs have
been very successful, and Jackson noted that employees view them as tangible
evidence that AT&T cares about them.

Anne Messenger of Lockheed Martin offered workshop participants the
benefits of her 11 years of outplacement experience by emphasizing some of the
more intangible "musts" that she considers essential in successful outplacement.
Many of these go to the heart of what it means to
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consider the individual in all the outplacement planning, job development,
monitoring, and so forth that goes on in most major organizational downsizing.
She noted, for example, that career centers must hire "intelligent, street smart,
people smart staff," and that she is firm about having staff with personal
experience of job loss. She also said that the career center should look good
physically, because this helps both clients and staff feel better about being there.
She closed by noting that she firmly believes you can teach people how to find
and secure jobs, but that it is more difficult to teach them how to understand the
new employment contract. The latter requires a mental shift that is hard to
accomplish.

Anthony Papalia of SUNY Cortland has worked in outplacement for 20
years and was closely involved with the shutdown of Smith Corona in the small,
rural community of Cortland, New York. Nearly 2,700 employees lost their jobs
in that shutdown. He described the task force and the steering committee that
were set up to involve company and community in outplacement efforts. He noted
that a high level of community involvement was necessary to find jobs, provide
training, deal with financial and health problems, and provide warning to local
businesses that their own balance sheets would be affected. He detailed some of
the training efforts required to bring long-term employees' skills up to standard so
that they could find new jobs. On a sober note, he warned about the need for
increased security measures when terminations are announced—not only at the
company but also at the homes of key executives. To balance this out, he closed
by saying that it is essential in all outplacement efforts to help employees who
have lost their jobs maintain a sense of balance in their lives. They need to be
reminded not to neglect families, friends, or themselves. (Dr. Papalia has
summarized his outplacement experience with Smith Corona in a small booklet:
An Inside Look at Outplacement Counseling.)
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LESSONS LEARNED FROM
OUTPLACEMENT PRACTICE AND

EXPERIENCE

Gerald Bush
Heller School, Brandeis University
Over the last 10 years the highly visible downsizing in many industries has

brought media attention to the professional outplacement industry. Claims for the
first commercial outplacement activity, however, occurred in the early 1960s. By
the second half of the 1960s the outplacement industry was clearly established
with the formation of companies such as Challenger, Gray and Christmas in
Chicago, Drake Beam and Associates and THInc, in New York City. THInc was
the first specialized senior executive outplacement firm, and Drake Beam and
Associates did the first group outplacement in 1969. The Association of
Outplacement Consulting Firms was established in 1979 (Meyer and Shadle,
1994). In the 1990s, many large private sector employers have developed (often
in conjunction with professional outplacement firms) their own models for the
outplacement process. Examples of these employers include AT&T, General
Electric, IBM, and Chemical Bank.

The purpose of this paper is to review the lessons of some 30 years of
outplacement experience. The paper follows the temporal course of outplacement
from planning and notification through termination and job search, focusing on
the techniques and processes used by employers to implement outplacement. In
following the outplacement process, the paper focuses on the techniques and
processes used by employers and discusses the needs of the employees who are
impacted by these processes, especially those who become candidates for job
search.

THE DECISIONS TO DOWNSIZE

Outplacement experience stresses three major objectives that need to be
considered when the organization first thinks about downsizing: the long-term,
sustainable success of the organization, the well-being of employees who are
leaving, and the well-being of employees who are staying.

One lesson learned from outplacement experience is foremost: downsizing
should be planned, be executed, and be over with. The worst thing that can
happen from the point of view of the organization, of those still employed, and of
those being terminated is an announcement of "final" layoffs, followed by the
news that there are more layoffs to come. Faced with such conflicting
information, all employees will believe, rightly or
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wrongly, that their jobs are in jeopardy. It is best for the organization and for all
its employees to do it [downsize], do it right, and do it quickly.

THE ELEMENTS OF A DOWNSIZING AND OUTPLACEMENT
PLAN

There are four major steps in planning an organizational downsizing or
closing (see box). The first and most critical step is: Determine the Future Desired
State—that is, anticipate what the organization will look like after the decision to
close or downsize has been implemented. If the situation is a total closing, this is
relatively simple. However, even in these cases, parts of the organization may be
relocated. Clarity and certainty regarding all aspects of the downsizing
(organization structure, function and personnel) are critical.

The second step is: Assess the Present State—to clarify all aspects of the
current situation. Planners must get up-to-date information on the numbers, age,
gender, years of service, work records, and skills of the current workforce, which
includes both active employees and employees on leave.

The third step is: Compare the Future and Present State—which requires
analyzing what achieving the future desired state will do for the overall
organization. This is the detailed answer to the question, "Why are we taking this
trip?" Answers are usually expressed first in terms of strategic mission and goals
and then in terms of more quantitative objectives such as cost savings, increases
in productivity, adjustments to environmental changes, and the like. In addition,
comparisons of current work processes and how they will be affected by
downsizing are extremely important. These comparisons are necessary to detail
which activities and people will stay, and which will be transferred or terminated.
Organizations that neglect this step of planning run the risk of announcing
terminations and then being forced to recall people because essential work must
be done. This is, at best, bad management and, at worst, inhumane treatment. It is
also important for the organization to consider how good (unbiased) its
performance evaluation systems are and to make decisions about the role that
performance evaluation ratings will play in deciding which people will be asked
to leave. An organization that does not deal with the role of performance
evaluations in downsizing will be vulnerable to lawsuits from disgruntled
displaced workers and may suffer from the lowered morale of employees still on
board.

The fourth step is to determine the "How?" and "When?" of the process and
involves planning the implementation of the downsizing or closing. Answers to
these questions may seem among the most straightforward in the planning
process. However, like many things in life, success
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in planning and implementing a downsizing is in the details, which include:

STEPS IN PLANNING DOWNSIZING

1.  Determine the Future Desired State
2.  Assess the Present State
3.  Compare the Future and Present State by Answering the Question:

"What Will Achieving the Future Desired State Do for the
Organization?"

4.  Answer the Questions: How? When?

•   designing new work processes and being ready to implement them at the
time of downsizing;

•   designing new reporting relationships and being ready to implement them
immediately;

•   deciding, in advance, on promotions or demotions that will occur in the
newly configured organization;

•   assigning relatively easy work to remaining employees the first few
weeks following layoffs and then providing challenging assignments;

•   talking with suppliers and customers within the first few hours or days
of downsizing to reduce apprehension and ensure that quality
relationships are maintained;

•   developing contingency plans in the event of a work stoppage;
•   developing contingency plans in the event of violence or threats of

violence;
•   scheduling sessions with employees who are staying to explain the need

for the closing, downsizing, or realignment and related terminations;
discuss their reactions and future career prospects with them; discuss
ways in which they can relate to and support friends who are leaving;

•   making certain that there are adequate financial and human resources to
maintain the downsizing work and its accompanying psychological,
physical, and administrative burdens;

•   having the layoff plan reviewed by knowledgeable outsiders to make
certain that the plan represents best practice and conforms to all relevant
state or federal laws;

•   having all public announcements and plans for public relations,
especially those released to the local community, prepared and managed
by knowledgeable staff;
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•   providing training to people who will be doing the exit interviews; and
•   providing support systems to employees who will be staying and those

who will be leaving.

Organizational downsizing or closing needs to be managed by a team of
people qualified to deal with the multitude of issues that arise throughout the
process. A task force of competent persons should be created as early in the
process as possible. For sizable closing or downsizing efforts, such a task force or
team should include benefits experts, career development and training specialists,
financial analysts, real estate experts, operations management experts, and
operating management.

IMPLEMENTING DOWNSIZING

Once the major steps in planning downsizing are completed, implementation
of these plans begins. The first step in implementation is the announcement of
downsizing and terminations. Typically there is a general announcement about
downsizing and terminations made to the organization's entire workforce,
followed by announcements to the press. Group meetings may be held with the
employees to be terminated to provide some additional details about the reasons
for downsizing and the conditions of termination. At this stage of the termination
process, the employees will be in shock, and the employer should not expect any
significant recall of the details of the meetings. These meetings should be
augmented by exit interviews with each terminating employee.

Termination Announcements and Timing

The timing of termination announcements is also important. Many
organizations are legally compelled to provide 60 to 90 days notification of
impending terminations. This advance notification, although resisted by many
organization, leads to employees perceiving the termination process as being
fairer and also helps employees prepare themselves for their job search. Some
organizations have provided as much as 18 to 24 months notification without
suffering negative consequences, such as lower morale, decreased productivity,
and workplace conflict. There is no good rule of thumb about the optimal length
of advance notice, but longer periods are apparently not so risky as many
employers have believed them to be.
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The Termination Interview

The primary objective of a termination interview is to make certain the
employee realizes that his or her dismissal is a business decision that is final and
irrevocable. In a word, the employment contract is broken and reemployment
will not occur in the foreseeable future. (Although reemployment is possible,
reemployment rights and conditions should be clearly spelled out.)

A major conclusion gleaned from outplacement industry experience is that
people conducting the termination or exit interviews must be trained to do them.
The organization cannot assume that the average supervisor has the required
interview skills. Indeed, outplacement professionals routinely share horror stories
of employees leaving termination interviews thinking that they were just
promoted, that they have another year or more on the job, or that their supervisors
loved firing them. There are even reports of supervisors who tell their secretaries
to "do the deed." A second step in implementing terminations is thus training the
supervisors who will be handling exit interviews.

The training for exit or termination interviews should prepare supervisors to
give employees the business-related reason(s) for their dismissal. The reasons for
the downsizing should be presented in outline form and in a concise manner (no
more than three minutes) and made as specific as possible to the particular
employee's job.

Supervisors should also be prepared to give employees any necessary
severance data. These should include details on salary continuation (if any), the
status of health and dental insurance, payments for vacation and/or sick days not
used, the continuation and/or conversion of life insurance, unemployment
insurance entitlement and starting dates, pension entitlement and elections, if
any, and all other benefits information. If relevant, reemployment rights should
also be spelled out. Supervisors must also cover the details on how and when the
employee is to exit the organization. This involves vacating office space,
returning vehicles, turning in identification badges and keys, credit cards, and the
like. The last day the person is expected to report for work should be specified.
Information on severance and check-out details is best communicated when it is
prepared in writing individually for each employee. A written document enables
the employee to review termination benefits and last day of work details
privately, with time to plan.

Outplacement experts suggest that exit or termination interviews take place
on a Tuesday or Wednesday morning. A Friday afternoon interview can result in a
weekend of potential pain, brooding, disorientation,
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contemplation of lawsuits, and other possibly destructive thoughts and behaviors.
The midweek timing allows for an orderly exit during the regular business week.
It can also encourage employees to use some time during that week to start
thinking about the preliminaries of a job search.

Finally, supervisors should be trained to use the termination interview to
express organizational regrets about the need to downsize and concern about the
departing employee. Conveying this message is key to helping employees
preserve positive attitudes and is essential for maintaining their self-esteem. One
concrete means of expressing the organization's concern is the offer of a letter of
reference. If the termination is ''no-fault,'' there should be no problem in preparing a
"To Whom It May Concern" letter that includes: dates of employment, job titles
held, duties performed, merit recognitions given, a sentence covering reasons for
termination, and the name and address of a person who could be contacted for
elaboration. A copy of the letter could be given to the person during the
termination interview. (Note: the employer should make all decisions regarding
reference policy before the terminations are announced. The person doing the
exit interview must know and communicate the policy clearly and accurately.)
Obviously, the severance package is the most powerful tool the employer has to
demonstrate willingness to help a departing employee. The second most powerful
tool is the level of concern conveyed by the supervisor conducting the exit
interview.

The message of concern is also important because of its impact on
employees left behind. If survivors feel that dismissals were handled fairly and
justly, it will show in their attitude and work. If the opposite is true, it will also
show.

Supporting Job Loss

Employers must understand that in addition to being a financial event, the
loss of a job is a complex psychological, physiological, and social event for
individuals. Experience shows that people often respond mentally to job loss with
increased anxiety or depression, lowered self-esteem, more abuse of drugs or
alcohol, and even suicidal thoughts. Increases in psychosomatic illnesses have
been documented with job loss: headaches, sleep and eating problems, and
fatigue. An increase in more serious health problems is not uncommon: more high
blood pressure, heart, and gastrointestinal problems.

From a social viewpoint, job loss can affect family and friends negatively.
Spouses may experience many of the same mental and physical health problems
that the laid-off worker does. Family discord and conflict or abuse can increase. A
displaced worker can also lose contact or common interests with many of his or
her friends as a result of job loss.
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The result is social isolation and increased difficulty in pursuing the
interactions with people that can help find a new job. A worker's social circle
tends to grow smaller the longer unemployment persists.

The social costs of job loss for the larger community are well documented.
In addition to the lowered morale of surviving coworkers, there is typically some
downturn in demand for many business products and services in the community.
In the case of major downsizing, this may lead to lowered economic vitality for
the entire community. Given the increase in family conflicts and mental and
physical health problems, there will also be an increased demand for community
social and security services—demands that these services may not be adequately
prepared to meet. At minimum, advance warning of a downsizing or closing and
perhaps some financial resources should be given to local human service
agencies. Employers should also actively inform potential job sources about the
scope of their downsizing plans. Notice should be given to local employment
assistance agencies—public and private. Efforts should be made to contact other
employers, formal and informal support groups, the state employment service,
and other possible employment sources. The employer's purpose in informing
employment sources is to "weave a web of supports and community involvement
(AOCFI, 1994)." In fact, an attempt should be made to create partnerships with
all possible sources of social and employment support in the community.

Employers also need to understand that individual reactions to job loss vary.
For example, some people tend to view themselves as having more control over
their lives and will have more resilience and energy than others in dealing with
setbacks such as job loss. Individuals will also differ in their financial resources,
in their interests in alternative careers or retraining, and in their other life goals
(such as early retirement) at the time of job loss. Demographic factors are
relevant, too, such as level of education, age, gender, race/ethnicity, and marital
status. For example, single mothers with little education and limited financial
resources may find job loss more traumatic than highly educated, married women
whose spouses have well-paid jobs.

Finally, situational factors can influence the stress individuals experience
with job loss. The economic environment is important. If unemployment in the
area is generally high, this tends to make workers feel more discouraged about
the area labor market and getting another good job. This feeling will be even
stronger when the general economic conditions in the country are viewed as
negative. In addition, the nature of the worker's attachment to the organization
and the type of layoff or downsizing situation occurring will affect reactions to
job loss. Reactions to job loss may be more intense for employees who believe
they have secure,
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career-long "psychological contracts" with their employers and who are faced
with the permanent loss of their jobs.

Many government employers, for example, have offered such long-term
psychological contracts to employees. People who sought government
employment have often been willing to accept lower pay, a more bureaucratic
work life, and the possibility of transfers in exchange for work that has national
importance (or at least serves the public interest), and for career progress and
overall job security that are protected by government personnel systems. Most
government employees believed that if they worked diligently their employment
contract was secure. In many government jobs, job security has been the rule for
so long, that when employees are faced with involuntary termination they react
with greater feelings of shock, disbelief, betrayal, and even violation than
employees with less secure 'psychological' employment contracts might.

Understanding individual reactions to job loss helps employers understand
the need to expand outplacement programs and practices beyond a focus on
getting a job. The fact that job loss is stressful and can result in financial,
psychological, physical, and social problems means that employers should
consider programs that provide some support in each of these areas. Financial
support can come through severance pay, medical benefit extensions, financial
counseling, and assistance in finding community sources of funds for welfare,
retraining, and relocation. Emotional, physical, and social support can come
through the provision of counseling and health services, as well as through the
structure of support groups and formal centers where people can gather for
workshops and conduct their job searches. The fact that individuals vary in their
reactions to job loss depending on personality and demographic and situational
factors means that employers need to consider a full range of outplacement
options—retraining, career counseling, retirement counseling, relocation,
geographically wide-ranging job leads, self-employment, etc., and allow
individuals some discretion in the time it takes to find a new job or another
alternative.

Supporting the Job Search

Outplacement experience suggests that employers can support individuals in
their search for new jobs by:

•   providing some formal structure for the search—a support group, a
central location for information, or a formal outplacement center, and an
outplacement process to follow;

•   offering some support in assessing current skills and identifying skill
gaps that, if filled, may increase employment opportunities.
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•   offering training and education that covers cultural and technical aspects
of potential new jobs, as well as specific workshops on job search skills;
and

•   coordinating information on jobs, training, and other funds from
community agencies, businesses, and placement sources.

In providing a formal structure for job search, the employer recognizes that
most employees have lost the formal structure that work demands place on their
time. Ideally, a center devoted to job search can be set up somewhere off the work
site. This center is a place where outplaced employees can regularly report, see
others, and maintain a sense of purpose in pursuing their job searches. If such a
center is not possible, then the employer can be instrumental in setting up support
groups or job clubs, providing employees with ideas about how to set up their
own job search "command central" at home, or setting up an organizational help
line to support individuals in getting appointments with community training,
mental health, and employment counselors.

A sense of purpose and process in outplacement is also important for
employers to establish. Employees entering outplacement need to understand that
it is a process that starts with grieving the job loss, getting support, assessing
career goals and interests, defining job goals, writing a resume, searching,
interviewing, and so forth. Finding a job is hard work and individuals must work
at it as hard as they would at a regular job.

Employers should use their resources to identify likely sources of
employment locally, regionally, and nationally for people with the skills they are
outplacing. This may require conducting surveys or analyzing existing ones,
hiring experts to develop this information, buying access rights to major
electronic job databases, and other forms of networking with industry and social
contacts. Although such information is often difficult for employers to obtain, it
is nearly impossible for individuals to get otherwise. At the same time, this
information is crucial to outplaced employees' decisions on which skills to
upgrade or acquire and how much time to invest in this process.

Effective outplacement includes opportunities for several different kinds of
training and education. Technical training to develop or upgrade specific job
skills is one type. Outplacement programs can direct employees to the best
sources for such training and help them find funding. Education about cultural
changes related to the new employment contract and the transformed workplace
is another type of training that needs to be part of outplacement offerings.
Employees need to understand work options such as contract or project work,
self-employment, placement internships, and so forth. Many individuals want to
find another "permanent" job, but changes in the workplace may make this un
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likely. Even "permanent" jobs may include flexible work assignments and self-
directed teams that individuals may not know from their previous jobs.

Employers need to include a variety of experiential workshops designed to
develop job search skills, including resume writing, interviewing, how to develop
job leads (networking and informational interviewing), and how to handle
rejection. Workshops should emphasize that job candidates must market
themselves according to employers' needs.

Finally, the organization's outplacement efforts should include coordination
and centralization of information from a variety of sources helpful to job search.
These include community educational providers, sources of government funding
for training and living expenses, job opportunities from local, regional, and
national sources, unemployment benefits services, etc. Ideally, the success or
failure of different ways to develop job leads, different sources of job
information, the usefulness of local workshops and programs, and feedback from
employers using the outplacement service would also be part of the information
shared for the benefit of people searching for jobs and the organization funding
outplacement.

CONCLUSION

Among the foremost lessons learned during 30 years of outplacement
experience is that effective outplacement requires planning when downsizing is
still only a glimmer in the top management team's vision. Organizations must be
able to articulate what downsizing will mean to the workforce—why downsizing
is necessary, who will be affected, and how they will be affected. The ability to
be so articulate about downsizing often requires the appointment of a downsizing
team that represents all the line and staff interests and expertise that will be
involved throughout the process. Planning and communications about downsizing
will affect both employees who stay and those who leave. In particular, the
people conducting termination and exit interviews for employees being outplaced
must be trained in what information to provide and in how to provide it.

Outplacement experience also suggests that departing employees need
assistance in coping with job loss. Counseling, either in-house or by referral to
the community, is needed to help employees work through the negative feelings
and actions that often accompany job loss. The fact that individuals will vary in
their reactions to job loss and in their interest in finding alternatives requires that
outplacement efforts include a variety of options—training, self-employment,
retirement, relocation, and career planning. Negative reactions to job loss also
mean that the organization
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has a responsibility to coordinate downsizing with community businesses and a
range of other service providers.

Finally, experience shows that outplacement efforts focused on helping
individuals find jobs should provide structure (both in terms of place and
process) for the job search; technical and cultural training relevant to the needs of
today's workplace; and workshops on resume writing, interviewing, developing
jobs, and handling rejections. These workshops are most effective when they
allow employees to role play, practice, and get direct feedback on their job search
skills. Employers should coordinate information on sources of jobs, funding, and
other information relevant to job search and make it available to outplaced
employees. Details on what is working or not working will both help job
searchers and improve employer outplacement efforts.
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REMARKS

JACK RYAN

Manager of Recruitment, Placement, and Employment Practices General
Electric Aircraft

General Electric (GE) is a diversified, global manufacturing and service
company in 12 businesses. We are number one or two in our respective
industries—or, following Jack Welch's vision, we fix, close, or sell the business.
Organizationally, we are committed to customer satisfaction via speed and quality
production and service. This commitment has meant that we drive decision
making and accountability to the lowest levels possible; we have reduced layers
of management and downsized considerably over the last five years. GE has
developed a general model for outplacement that is tailored to the business using
it. I will be focusing on outplacement that has occurred at GE Aircraft in
Cincinnati, Ohio. One "best practice warning": the data I will share with you has
worked at GE Aircraft but, as Peter Senge said in The Fifth Discipline, if we rely
totally on best practices, the Wright Brothers would have never flown.

Between 1992 and 1995, GE Aircraft ran two transition centers, one for
professional and one for hourly employees. In 1995, as the volume of
outplacement declined, these two centers were combined. The centers are both
off-site and at the peak of outplacement served 300 or more transitioning
employees daily. We hired expert center managers, roughly one for each 25–30
participants. The centers were fully resourced, that is, there were ample private
workstations, long distance telephone services, on-line job search services,
national newspapers, information on job fairs, labor market job postings, and kid
play areas. We believe that full resourcing of the transition centers makes a
statement to employees about how much you care about them. One-stop shopping
is a center feature. All services that participants might need—all types of
counseling, federal program assistance, etc.—are in one location. Our centers
have served about 4,000 people, or 65 percent of the total number of GE Aircraft
employees downsized over the last four years.

The GE outplacement model suggests that each business define a mission,
values, and general operating principles for its outplacement practices. At GE
Aircraft this suggestion was translated as: offering world-class transition
assistance that achieves reemployability for participants and treats them with
dignity and fairness. Center operations were planned prior to downsizing, and
communications about downsizing were provided to all parties concerned—
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workers, managements, families, and labor representatives. The centers were
staffed by experts, and programs were designed to be flexible enough to meet the
different and changing needs of participants.

The transition process at GE Aircraft involved 60 days notice of job loss.
Upon notification, employees were encouraged to think that their new job was
finding a job. On-site orientation sessions were held for groups of employees
shortly after notification to inform them about counseling services, their
outplacement benefits packages, and the range of services offered at the transition
centers. Families were encouraged to tour the centers. Following on-site
orientation, employees could sign up for transition center services: two 4-hour job
search workshops covering counseling, testing and career guidance, and
information on how to prepare resumes, organize for a job search, interview, etc.
Each participant could also get 3 hours of individual counseling and coaching
related to job searches (mock interviews, videos of interview style, resume
finalization, and how to negotiate for a job). Employees could use the center up to 2
years after their notification.

We have learned some key lessons in 4-plus years of outplacement at GE
Aircraft. Probably the most critical lesson is that job development is essential to
effective reemployment of outplaced employees. We hired experts to go out and
canvass local, regional, and national work opportunities for employees with
different skills and then bring information on these openings back to the transition
centers. These experts identified the top 10 hiring companies in our region, found
out what kind of people they were hiring, and used this information to drive
workshops and direct center participants to training. We estimate that this
approach to job development secured one-third of the jobs found by our salaried
center participants. It is interesting to note that the hourly employees who
participated at the hourly transition center had less difficulty in finding jobs than
our professional and managerial employees. This is probably due to the nature of
the local labor market and the relatively strong demand for hourly workers. Our
local unions were also active in scouting jobs.

A second lesson learned is that training managers in how to do exit
interviews is critical. When you sit facing an employee who has given heart and
soul to the company for 15 or more years, who has three kids in college, and you
have to explain to them some rationale for eliminating his or her job—it's a
momentous task. Managers need tools and coaching to do it, including where to
do the interview, what to say first, the exact content of the message, what
different reactions to expect, and how to handle them. No matter what other
communications have been directed to departing employees, the exit interview is
where the shoe drops. You've got to be sure employees understand that this is
final.

Another lesson learned is the importance of helping survivors, the
employees who are not leaving. You know, my friend of 15 years has
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been laid off; he lives next door to me; I'm the godfather of his kids. How do I
handle this? Is my job next? We ask that survivors use our employee assistance
program for counseling about these feelings.

A fourth lesson learned involves the importance of up-front planning.
Outplacement planning should coincide with planning for downsizing. We got
experts involved early on in the process; we worked with a joint management and
labor committee early on in the process. Both efforts paid off. On the downside,
and in hindsight, we believe we should have marketed employee participation in
the transition centers more heavily from the outset of downsizing. For example,
we could have done benchmarking of other centers within GE and advertised the
fact that people who use the centers are X percent more likely to find jobs than
people who don't. We could have worked with the state unemployment services
earlier on to say that employees must use either the transition centers or the state's
workshops if they want to collect their unemployment benefits. We should have
had fully operational transition centers ready when outplacing started, but the
start-up date was delayed. All these things meant lower center participation than
we would have liked.

Finally, we learned that we should have tracked participant demographics
and center use and reemployment data better. This would have made it much
easier to say which activities were resulting in jobs for which participants. We
started doing some tracking of data for our professional and managerial center
participants and found that, of about 1,700 employees, 80 percent found new
jobs, 10 percent moved or couldn't be contacted, 5 percent went back to school, 1
percent retired, 3 percent started their own businesses, and 1 percent chose to stay
home. Of the participants who found jobs, 88 percent found jobs locally. We need
to manage outplacement to deal with all these choices. We also need data to know
when and if to wind down outplacement operations.

SUSAN DIAMOND

Senior Career Management Professional, Right Associates,and Director,
Mobil Research and Development Career Center

Right Associates is the largest and fastest-growing firm of its kind,
specializing in human resources consulting and outplacement services. We have
131 offices worldwide and our clients include 400 of the Fortune 500. Right
Associates has considerable experience in providing workshops on retirement,
career planning, and outplacement to military and civilian personnel at over 50
Army bases and a few other sites, including ships at sea.

To give you a snapshot of reemployment in the private sector, I'd like to
share with you results from a sample of over 14,000 individuals in
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Right Associates full-service programs over the past 10 years. Full service is
defined as one-on-one career counseling, office space, and administrative support
for 6 to 12 months. The most significant result from this sample is that virtually
all people from all skill backgrounds were reemployed within their severance
periods: 81 percent were employed in new jobs; 19 percent were self-employed.
(Our full-service programs include assistance to those who want self-
employment; we work with them to develop a viable business plan.) Of this
sample, 60 percent earned plus or minus 10 percent of what they were previously
earning. However, some wanted to change their lifestyles and pursue a new
career. Right Associates believes it is important to not only help people find jobs,
but also to help them achieve career satisfaction as they define it. For example,
just last week, a client who, at the initial stages of the outplacement process, was
one of the most angry and bitter I had ever encountered, came by to thank us
because we helped him transform what he once regarded as a fantasy—work that
indulged his love of roller coasters—into a realistic job objective. Though he was
skeptical about our process, we pushed him into networking with roller coaster
organizations—yes, they do exist. As a result, he has been hired as a design
engineer for a theme park in Florida. Such results, much more so than placement
in a high-paying job, define career satisfaction for me.

We have already learned a lot from our morning panelists (the commissioned
paper authors and Amiram Vinokur) and from Jack Ryan of GE, about career
centers or transition centers, the principles on which they operate, and the types
of services they offer. I would like to reinforce some of the information they have
provided and also highlight some of our experiences that are particularly
important. I am also recommending two books that should probably be
collectively subtitled "everything you ever wanted to know about termination but
were afraid to ask." The first is Essential Facts: Termination of Employment by
Richard Chagnon; the second is Lessons Learned: Dispelling the Myths of
Downsizing by Right Associates.

As to our experience. First, I'd like to reinforce Amiram Vinokur's remarks
about the importance of active learning in job search workshops. Our consultants
view themselves as facilitators who draw out what a person already knows and
provide positive feedback to increase motivation and self-esteem. Second, should
career services be customized to different skills levels or types of employees?
Yes and no. Yes, democracy rules when it comes to access to physical resources
and community services such as state unemployment services and federal program
counselors. No, when it comes to counseling, workshops, training, career
guidance, networking teams, etc. Content, job examples, pacing, and even
vocabulary need to be tailored to the skill group and level of the clients.
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Common sense alone dictates that counseling for a chief executive officer
will differ from counseling for an information science professional. Ideally you
separate and serve different groups, but sometimes you must deal with mixed
groups. In the latter case, you have to make sure that junior-level people are not
intimidated by the senior levels.

Third, our experience dictates that at our centers we must focus on training
for which we are particularly qualified. For example, we do not teach people to
read, although we will diagnose their need for such training. Instead, we send
them to vocational programs in the area, and professionals in literacy provide
instruction. We do, however, teach people how to use the Internet to find job
opportunities: posting resumes, accessing relevant job listings, and so forth.
Right Associates has developed software that enables people to identify their
skills and match them with Dictionary of Occupational Titles equivalents. This
same software can help them find data on additional educational requirements for
these equivalents, where to go for more training, expected earnings, and
employment prospects, etc. A warning on Internet use: we emphasize that the
Internet is only one way to find jobs and not more likely than other ways to
secure jobs. We ask our clients to spend no more than 10 to 12 percent of their
search time on Internet. People can get addicted to using it.

Our clients can also use Right Associates software to highlight the names of
employers in their geographic area who have indicated an interest in hiring
people with their skills. These are employers that Right Associates has identified
through job development activities. The Right Associates proprietary system, Job
Bank, contains about 7,000 job listings at any point in time. In addition, we use
telemarketers to actively market job candidates. These types of activities help
develop networks if not actual job prospects.

Reinforcing remarks Leaetta Hough (commissioned paper author) made this
morning, Right Associates uses a lot of self-assessment materials to measure
interests, skills, communications styles, personality type, and so forth. Also, as
she suggested, we make sure that each person knows how to use this information
to help define career goals and job objectives. We emphasize that no matter who
your former employer was (for example, the military), you need to market
yourself in ways that prospective employers can understand and fit into their
organizations. Do not describe yourself as a bureaucrat with lots of furlough
experience, but rather as someone who has specific administrative, systems, or
decision-making skills that can be used in most organizations.

Finally, we focus on communications with employees in as many ways and
formats as possible. One message we particularly emphasize is that we are
teaching people to learn how to pursue lifetime employability, not lifetime
employment.
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I'd like to close with some brief remarks about selecting outplacement
consultants and the type of relationship we at Right Associates believe it is
important to develop with our clients. In selecting consultants, it is important to
find people who have considerable training and experience in developing jobs, in
tailoring programs to client needs, who offer technological support, who establish
performance criteria against which outplacement services can be judged, and who
have the ability to work with your organization to do outplacement. I have
already talked about Right Associates' abilities to do job development and its
practice of tailoring programs to clients. We also set baseline metrics against
which we can evaluate our programs for each organizational client. For example,
we measure job development—how many leads come in and how many people
get interviewed as a result. We also set measures for the performance of our
center facilitators, workshop use and usefulness, relevance of workshop content,
daily center usage, and so forth. We can add to these measures to meet the
specific needs of an organization. Right Associates also has the organizational
consulting expertise to work with our clients from the beginning of a restructuring
or downsizing. For example, we can begin assisting with internal
communications before the rumor mills get started. We can start the
outplacement orientation process and work with survivors early on. We can help
people begin the mental reframing and getting over the emotional hurdles that go
along with the new employment contract. The military, believe me, does not have
monopoly on a workforce that believes their jobs are an entitlement.

Finishing up, a very wise career development professor I had in graduate
school said that he always gave open-book tests because life is an open-book test. I
do not know all the answers, but I do subscribe to the open-book theory. I can put
you in touch with people who do have answers or know where they can be found.

ELLEN R. JACKSON

Resource Link Director, Corporate Human ResourcesOrganization, AT&T
Right now AT&T is making headlines daily for its restructuring efforts.

Today I'd like to tell you the rest of the story. I support an organization within
AT&T called Resource Link, and I'd like to focus on this organization in my
remarks this afternoon. Until very recently, I have supported AT&T's
outplacement centers. We have seven of these nationwide, and over the past 4
years they have serviced about 25,000 people. Quite frankly, any comments I
would make regarding these centers would just be echoing what we've already
heard.

I need to give you some background on AT&T in order for you to
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understand the role Resource Link plays in the company. Currently AT&T is
going through what we call a trivestiture. We are spinning off major pieces of our
business, and this requires dramatic restructuring. Our mission, however, remains
the same: to be the best at bringing the world's people together and give them
access to one another anytime, anywhere. Our environment has changed
dramatically with technological advances and changes in market regulation. Just
two weeks ago, President Clinton signed the Telecommunications Act, which we
anticipate will open up competition for us that we cannot right now really
fathom.

Nevertheless, many of the downsizing and outplacement practices we put in
place in 1991 when we acquired NCR and began restructuring are still in place
and have paid off. At that time, we anticipated not only major redundancies in
our workforce, but also a need for more flexible employment arrangements that
would help our workforce balance work and lifestyle needs and better
accommodate cycles in labor demand.

Downsizing and outplacement planning went hand in hand with our thinking
about restructuring. With regard to our internal labor markets, we have
implemented a host of practices, including selected hiring freezes and reskilling
efforts (managed jointly with the Communication Workers and the International
Brotherhood of Electrical Workers) and opened seven freestanding career centers
with satellite locations. These centers and their satellites open and close in
response to outplacement needs. Center services are available for all departing
employees, from executives to mailroom clerks.

We also established a number of programs that were designed to ''buffer''
demand cycles in our internal labor markets. For example, one of these programs
is what we call a Special Leave of Absence Program (SELOA). The reasoning
behind this programs is, "we do not need these folks today, but we may need them
in a year or two." The SELOA program allows employees to volunteer to take up
to 2 years leave of absence (in 6-month increments). AT&T will pay benefits
during this absence and will reimburse tuition, following the same
reimbursement rules that apply for all employees. You are guaranteed a job back
at the end of the SELOA. We bridge accruals of pensions and seniority if
employees come back, but not if they don't. The only restriction on employees
who do not return is that they cannot go to work directly for one of our
competitors. Thus far, nearly 5,000 people have taken advantage of this program.
We lose about 40 percent of the employees who go on SELOA, but the others
return refreshed and revitalized. We view the program as paying off in reduced
severance pay, as a buffer, and as a means of showing employees that we care.
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Resource Link, the organization that I direct, was conceived as another way
to buffer the volatility of internal labor market demand. It allows us to maintain
access to talent in which we have previously invested. We looked around and saw
that we were already contracting services at the cost of more like $1 billion than
$1 million. We also saw that there were definite matches between internal labor
surpluses and the skills being contracted. Resource Link was designed to offer
surplus employees a chance to offer their skills on a contract basis within AT&T.
It is a business within a business. Resource Link runs as a P&L center with
profit, customer satisfaction, and growth objectives. We have to be competitive
because there is no requirement that AT&T customers choose us. Our profits are
paid back to our clients as rebates.

Entry into Resource Link works like this: surplus employees can volunteer
for Resource Link, but we also have to select them. We don't take all surplus
employees, nor do all surplus employees volunteer. The point of entry into
Resource Link is one of the career centers. So you have to have been given a 90-
day notification and be enrolled in a career center in order to volunteer for
Resource Link. We select about 10 to 15 percent of those who apply. People in
Resource Link retain their AT&T pay once they have shown that they can get
contract work within the company. There are two organizations within Resource
Link—one for professional and managerial skills and the other (called Skills
Match) for clerical and blue-collar skills. The personnel practices differ
somewhat between the two. For example, Skills Match rules were negotiated with
labor unions. Anyone at risk of being outplaced in clerical or blue-collar jobs is
automatically enrolled in Skills Match and paid market rates for comparable
contract workers.

Resource Link has been very successful. Last year we made $4 million
profit and had an 85 percent contract renewal rate from our AT&T customers. We
currently have 850 to 900 people or associates in our Resource Link talent pool.
Just as important as our profit figures is that we believe our employees see
Resource Link as highly visible evidence of our commitment to them. We are
leaving no stone unturned in trying to find employment opportunities. At the
same time, Resource Link makes more tangible the notion of the new
employment contract. It is one way of reframing our psychological contract with
our employees and responding to their requests to balance work and lifestyle
demands with more flexibility.
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ANNE L. MESSENGER

Director, Employment Transition Center, LockheedMartin
I plan to focus on my experience on best practices in outplacement. But I'll

begin by recommending, no insisting, that you read two books. I am a reader; my
office bookshelves are filled with books on outplacement how-tos and change
management. The two books I am recommending have had the most powerful
impact on me out of all those I have read. One is David Noer's book, Healing the
Wounds. He begins the book with a powerful analogy for downsizing
organizations. He describes a loving family (a mother, a father, and four children)
who gather every morning for breakfast to discuss their lives. One morning the
father and mother come to the table looking anxious and announce that they are
suffering some financial difficulties and two of the children will have to go. The
next morning the family meets for breakfast and two of the children are gone.
There is no discussion of their absence; instead the parents talk about the picnic
planned for Saturday and the need to do homework on time, and so forth. The
relevance of this story for organizational survivors of downsizing is obvious; I
don't need to elaborate.

The second book I recommend is William Bridges' Job Shift. I believe this
book crystallized for me over a decade's worth of experience. The premise of the
book is that work will always be with us. It is not going away. What is going
away is the job, with its finite edges—9 to 5, five days a week, at your office,
factory floor, or desk. There are lots of ways to make money if each of us can
figure out how to do this, do it well, and, hopefully, do it happily.

Now to my experience. I have been doing outplacement for 11 years. Ten
years ago there was no such word as outplacement—we had words like
dislocation, layoffs, firing, termination. Now we have in addition to these,
downsizing, rightsizing, reengineering, and outplacement. Outplacement is now a
billion dollar industry. People have always been let go from their jobs in good
ways and in bad ways. However, today the repeated media coverage makes even
good layoffs sound bad. This is bad for the people being laid off and for the
people who stay.

I have become a reluctant expert in the field of outplacement. When I
began, there were no rules or guidelines. I was executive director of the Syracuse
Onandaga County Private Industry Council. These councils oversee federally
funded job training programs. Major layoffs in our small community hit hard, and
our council was able to pull together and do a wonderful job of outplacement. We
solicited and got federal funds for a worker reemployment center for the area,
which was very successful in helping laid-off workers find new jobs. Today, I
work with a major defense corporation that has gone through tremendous changes
and ac
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quisitions over the last 4 years. The contrast between doing outplacement with the
private industry council and this relatively rich corporation is startling. I feel now
as though I have comparatively unlimited support for the outplacement programs I
want to offer.

Now, my views on outplacement. In my mind there are three major
outplacement "musts." In outlining these, I am assuming that you have support
from your top management to do outplacement—that is the first and foremost
must. I am also assuming that you want to do a good job of outplacement, that
interest in outplacement is not just lip service.

The first outplacement must: you must have crackerjack people involved in
your outplacement efforts—intelligent, street smart, people smart, energetic,
sensitive, gentle, but also tough enough to tell people what they need to do to get a
job. You need people who can tell an engineer or a high-level manager to stop
working on a resume for eight hours a day and get out on the streets to network
and deliver the resume. I am firm about hiring outplacement center staff with a
sense of humor and personal experience with layoffs. In addition to an excellent
staff, you need quick access to people such as employee assistance program
counselors, security people for protection, and charity people for social and
welfare services. This is all to say that people have a lot more going on in their
lives than the layoff. You may have people going through a divorce, or someone
whose wife just found out she has cancer, or another who is suicidal or who
decides to get a gun and start driving. You have to have resources waiting in the
wings to help deal with such experiences.

The second outplacement must is connectedness—with your community,
among your center staff, with your immediate clients at the center, and with the
organization paying for the center services. There are several things that
contribute to connectedness. One is that the center staff be trained, preferably at
the center where they will work and with the people they will be working with. It
is important that staff like one another, interact well together, and have a sense of
humor about what the day brings. You do not want your center to have the
atmosphere of a morgue. The center should also look good physically. This helps
both staff and clients feel good about using it; it makes them feel important.

Another way to achieve connectedness is to continually market your center
and maintain good relations with people in the community. This includes not only
agencies like the United Way and Job Training Partnership Act offices, but also
all the potential employers and training institutions. At my center we have a
steady influx of community people coming in to do workshops, seminars, and so
forth.

Finally, to achieve connectedness with clients, it is important to maintain
communications. For example, we send newsletters to the center client's families.
If the staff doesn't see someone at the center for several
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days, we'll give them a call. We use former clients and current clients in center
activities whenever possible. We are in the middle of a move right now—
transferring center services to another location—and I am using several client
drafters without current jobs to help with the logistics and facilities planning. We
have parties and ask former clients to come. Clients need this contact in order to
stay motivated through the inevitable rejections they'll get in any job search.

My third and last outplacement must: you need to have good services and
resources at the center. In my view, even more important than material resources
is establishing a sense of place. The folks using your center have just lost their
jobs. They need a place to socialize, a place to come, a place to work. We work
hard to make people feel that the center is their new workplace where their job is
to find a job. We are firm about sending the message that we are not going to do
this job for them, and we expect them to do it full time, but when they leave the
center they should get on with their lives. Go bowling, play with your kids. Then
come back next day and do your job again fresh.

Workshops are an important service. They not only convey information but
also provide a structure for the job search. We have an introductory workshop,
and then a host of different workshops that people can select. We also insist that
everyone go through counseling for at least one hour. The most important
workshop in my view, after the initial introduction and counseling, is the one
devoted to preparing a resume. Somehow, this helps people put all their jumble
of ideas in some order and enhances self-esteem. Self-assessment is next,
especially assessment designed to describe skills in language that prospective
employers can understand. I guarantee you that everyone has transferrable skills.
Links to training institutions or agencies such as the Job Training Partnership Act
program are important resources for any center. Other important resources are
word processing, clerical support, message services, and so forth.

To sum up, I told you I was going to share what I've learned in my 11 years
of outplacement experience. I guess one of the most important things is that you
can teach someone how to search for a job. I really think that is kind of
mechanical. Teaching people to change their mental set is much more difficult.
You can tell people about the new employment contract and the job shift. You
can tell them what this means in terms of marketing themselves, upgrading skills,
dealing with more financial unpredictability. But getting to this new mental set is
hard. Three and one-half years ago I became a contractor. I went from a regular
paycheck to a paycheck that I thought was enormous until I paid my first
quarterly estimated tax. People need to hear about the new employment contract
often and as early on as possible.
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ANTHONY S. PAPALIA

Director, Student Development and Counseling,State University of New
York, Cortland, and Outplacement Specialist,Smith Corona Corporation

I want to share some general principles about outplacement that I have
learned in 20 years of workplace experience. I will focus on strategies that have
not been emphasized by earlier presenters. For example, organizations must put in
place an increased security system during major downsizing. Increased security
should not only be placed at the main work facilities but also extended to the
homes of key executives. This is not being an alarmist. There is a wide range of
reaction to terminations, including violence.

The manner in which the initial announcement of termination is handled is
important. Adequate support and security should be on location in advance of the
termination announcement. Arrangement should be made to notify people who
are absent from work about termination at the same time everyone else hears
about it. Individuals in the workplace may become ill or disoriented at the news
of termination and may require medical attention or transportation home.

Employees should not be told individually by their supervisor of their
termination. Most supervisors are not equipped to deal with the diverse reactions
that are likely to occur. Impacted workers should be gathered into manageable
groups in which a brief prepared statement is read. The statement should be
prepared and rehearsed well in advance of the presentation. At the conclusion of
the statement, direction and information on outplacement services should be
provided orally and in writing. Ideally employees should be paid for their initial
outplacement attendance, generally a 2-or 3-day period.

If employees are entitled to a 60-day notice under the Worker Adjustment
and Notification Act (WARN), human resource benefits specialists should meet
with workers individually or in small groups to elaborate verbally and in writing
on all worker rights and benefits, including health benefits, retirement options,
severance packages, and financial planning.

It is important to recognize that people will be numb after they are told
about the loss of their jobs. They are likely to forget most of what they were told
in the termination announcement, thus the need to present the information in a
variety of formats.

If education or retraining benefits are available to the dislocated workers,
planning and counseling should begin as early as possible. Some education
programs, such as nursing, offer entry into the program only once a year. Most
higher education programs lack flexibility in program start up. Entry is usually
limited to the beginning of an academic semes
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ter. The use of education fairs to inform workers on programs, options, and
deadlines has proved very useful.

Individuals enrolled in short-term retraining programs were less successful
in sustaining themselves in the workplace than those individuals enrolled in
education programs of a year or two in duration. Training becomes obsolete,
whereas education gives flexibility and stability.

Long-established firms engaged in downsizing or closure will surface large
numbers of employees without high school diplomas. This became apparent in
the Smith-Corona relocation to Mexico. Many dislocated employees felt they had
a job for life and saw no need to complete a high school diploma. General
Education Development classes were conducted for a 2-year period to provide
dislocated workers the opportunity to earn a high school diploma and to qualify
for retraining or further education programs.

In rural settings, the community needs to be involved in outplacement.
Community involvement around the Smith Corona shutdown was intense. After
community rallies aimed at preventing plant closure were unsuccessful, a meeting
of over 25 community resource people was convened at the Smith Corona plant to
form an outplacement steering committee. It included bankers, debt counselors,
college personnel, mental health specialists, hospital representatives, public utility
representatives, Chamber of Commerce executives, local employers, state
Department of Labor specialists, area private industry councils, and area
educational and social service members. This committee mobilized community
resources to assist the dislocated workers in a variety of ways. Financial and debt
counseling services were particularly critical in helping employees deal with
large severance payments, mortgage refinancing, utility payments, and retirement
planning. Alternative medical coverages were of great concern along with their
affordability. Families with children in college needed special assistance to deal
with college costs and the adjustment of financial aid programs in progress.

The outplacement steering committee coordinated with government agencies
to get all the dislocation and training assistance possible for workers leaving
Smith Corona. The committee conducted surveys of both departing workers and
local employers to identify job opportunities and match them with worker skills.
Both training and job fairs were sponsored as a part of committee efforts to
introduce workers to local resources for information on jobs and training. Smith
Corona also worked closely with the state unemployment service. Their network
of job opportunities helped direct the dislocated workers in their job search
outside of the community. This was especially important in finding jobs for
hourly workers who generally had less experience in searching for jobs, less
interest in relocating, and more need for skill upgrading than many pro
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fessional and managerial workers. The expertise of Job Service Trade
Adjustment Assistance and TRA specialists enabled workers to receive over $1.5
million in education and retraining benefits that resulted in a better trained
workforce to attract new industries.

Dislocated workers with high skill levels had interest in starting small
business operations. Assistance was rendered by the Small Business
Administration and the Senior Corps of Retired Executives. The Senior Corps of
Retired Executives offered information and consultation at no cost to individuals
seeking to start their own businesses.

In closing I would stress it is essential to help dislocated workers establish
and maintain a sense of balance in their lives. Critical incident stress debriefing
sessions proved to be effective in helping workers establish balance in their life
while working through the grief of job loss.
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PART III

The Department of Defense Outplacement
Task

The task now facing the Department of Defense, the "one-third to go,"
mentioned at the outset of these proceedings, will necessarily involve more
involuntary terminations. It is an outplacement task of unprecedented scope and
certainly a highly visible one. Of course the department has made plans and
begun programs for outplacement. For example, the Departments of Defense and
Labor have coordinated outplacement efforts by conducting joint, informational
site visits to closing bases. These visits were designed to provide information and
technical assistance to workers and community members relevant to the range of
services and assistance available through federal and local Job Training
Partnership Act (JTPA) programs. The site visits have been instrumental in
getting JTPA and related funds for many base communities. The workshop
papers, panel remarks, and discussions have generated a wealth of information
that can be used by the Office of Civilian Personnel Policy. Some of it offers
reassurance that the office's current thinking and practices are on the right track;
some of it offers new ideas for fine-tuning current practices or initiating new
ones.

A clearer picture of the outplacement task still facing the Department of
Defense provides a better context for understanding the workshop ideas most
relevant for its outplacement efforts. What are the demographics for those
119,000 civilian employees yet to be downsized?

As of September 1995, the total civilian population of the Department of
Defense numbered 850,000. Three-fourths of this workforce is in white-collar
occupations (professional, administrative, technical, and clerical),
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and the other fourth in blue-collar occupations. Nearly 40 percent of the
workforce has between 11 and 20 years of service; another 22 percent has
between 21 and 30 years of service. The majority of separations that have
occurred to date have been among people with less than 10 years of service.
Retirement and other separation incentives have had some impact on the number
of retirements since downsizing began, but not enough to offset the bulge of
people with more than 10 years of service who remain. Future outplacement
efforts must target this high service group.

Current downsizing projections mean that at least 15 percent of this
population of 850,000 will have to be outplaced. The civilian employment
population at the 52 bases now designated for closure offers the clearest picture
of the outplacement task over the next few years. There are approximately 85,000
civilian employees at these bases: 60 percent are in white-collar and 40 percent in
blue-collar occupations. Only 20 percent are currently eligible for retirement.
One-third of this workforce is female; 18 percent, black; 11 percent, Hispanic;
and 7 percent, other (mostly Asian). The geographic distribution of the bases is
heavily concentrated in just four states: California (26 percent of the workforce,
13 bases), Pennsylvania (12 percent of the workforce, 4 bases), Texas (10 percent
of the workforce, 5 bases), and Tennessee (10 percent of the workforce, 1 base).
The other 29 bases are scattered across 21 states.

Three bases account for nearly one-third of the civilian head count: the
Defense Distribution Depot in Tennessee; Kelly Air Force Base in Texas; and
McClelland Air Force Base in California. There is a high proportion of clerical
and blue-collar workers and nearly 21 percent of all civilian black employees at
the Defense Distribution Depot. Kelly Air Force Base has a high proportion of
administrative workers and nearly 60 percent of the Hispanics found among all
the dosing bases. McClelland has many technical workers and a high
representation of Asians.

These base profiles suggest several issues that the Department of Defense
must consider in its outplacement efforts. The first is how to successfully
outplace employees who have high service tenure but are not yet eligible for
retirement. Related but not identical to this concern are the potential pipeline
problems that may occur for the department as a whole if the low service tenure
categories continue to dwindle. The second is whether or not to customize
programs for specific occupational groups at different bases (for example,
technical employees at McClelland). A third is the probable volume of
outplacements at specific bases or specific states. There is also the issue of
outplacement in rural versus urban labor markets, not clearly evident from base
demographics, but certainly suggested by the location of many of the 52 bases on
the closing list. Finally, the timing of base closures is unclear, but it could
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vary from a few months to five or more years. This is certainly not a
comprehensive list of outplacement issues, but it shows the scope of the task
facing the department: high-volume, multiple-site closings, over a 5-year period,
across occupations, for employees with high service tenure, in rural and urban
labor markets.

The workshop model of outplacement presented in Figure 1 at the beginning
of this report serves as a guide for this discussion.

ORGANIZATIONAL OUTPLACEMENT

As an organization, the Department of Defense certainly wants results from
its outplacement practices like those shown in the figure. Protecting the
department's reputation as an employer who cares about its people, controlling
the costs of downsizing, and maintaining a capable workforce are all concerns
voiced at the workshop. The Department of Defense has under its control (at
least partially) many of the outplacement practices recommended to achieve these
results: planning, communicating, resources for the transition, customizing, and
monitoring.

OUTPLACEMENT PLANNING

In his paper, Bush notes, ''the foremost downsizing lesson learned from
outplacement experience is: downsizing should be planned, be executed, and be
over with.'' This is the ideal, but the Department of Defense, like many
organizations, is faced with downsizing that is incremental and drawn out over
years. Nonetheless, the advice still applies. To the extent possible, careful
planning will allow the department to plan, execute, and be done with it, in
phases. Such phased planning must be based on strategic goals and the resulting
labor demands. These strategic considerations and related organizational
performance goals (cost reductions, increased productivity, technological
upgrades, etc.) should be the overriding criteria for decisions about which
employees will be outplaced and which will remain. Planners should use caution
in using more subjective individual performance ratings in selection decisions. If
the majority of employees view these ratings as heavily biased and unfair, they
will view the outplacement decisions tied to them as unfair.

Planning will also allow the department to provide the employees who are to
be outplaced with advance notice of 60 days or more. Advance notice increases
the likelihood that employees will view the outplacement process as fair.
However, it is also important that, once notice is given, the department begins
encouraging outplacement orientation and encourages employees to enter job
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search training. According to Leigh, Vinokur, and other participants, early
intervention of this sort has been shown to increase the speed of reemployment
and the quality of the jobs secured.

Employees who are to stay for the immediate future can be counseled as
survivors. If the Department of Defense wants to experiment, one possibility is to
implement some form of job search training coupled with workshops on the new
employment contract with survivors. This type of outplacement intervention prior
to actual downsizing has not been used often or evaluated, but the remarks made
by several participants (especially Vinokur and Diamond) suggest its potential
value. Moreover, it is consistent with the notion of helping all employees better
understand the implications of the new employment contract.

A second aspect of planning discussed during the workshop involves
planning buffers for employees who might otherwise be outplaced. The
Department of Defense has already implemented some of these buffers (for
example, hiring freezes, retirement and separation incentives), but several others
could be considered. These include the special leave of absence programs and the
idea of an internal, contract talent bank. Examples of both were described by
Jackson at AT&T. The contract talent bank (called Resource Link) at AT&T is
used to maintain a source of talented people in which the company has already
invested. The Department of Defense might consider such programs as part of
phased downsizing at closing bases. The contract talent bank concept might also
be considered as a way to get new skills into the organizational pipeline despite
freezes on permanent hiring.

OUTPLACEMENT COMMUNICATIONS

All the workshop participants from industry deplored the media coverage of
outplacement and downsizing. As Messenger remarked, the media can make the
best, most carefully constructed outplacement effort look bad. However,
everyone also acknowledged the inevitability of media coverage and suggested
that the organization must do damage control via well-conceived press releases,
conferences, and other public relations efforts. The visibility of the Department
of Defense outplacements will certainly require a proactive approach to damage
control. Perhaps the most effective means of damage control is communication of
accurate information on job prospects and the successes of outplacement
programs in helping employees to find good jobs and retrain for new careers.
Although this information is important for public consumption, it is also
important in helping departing employees maintain their energies for the job
search.

Another aspect of outplacement communications emphasized at the
workshop was the importance of repeated and multimedia communica
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tions concerning termination. For example, the initial downsizing announcement
might be followed by group meetings, and then one-on-one interviews with
departing employees. The verbal information presented in these meetings needs to
be supplemented by written notices in newsletters, e-mail communications,
posters, video tapes, and so forth.

A third aspect of outplacement communications involves decisions on how
to handle the time between the announcement of impending terminations and the
actual date of termination. Several industry participants noted that their
organizations encouraged people to think that their job is getting a job during this
period. This means encouraging people to use career centers and begin the
process of financial planning, emotional counseling, and career counseling and
training. In some cases, for example at AT&T, people who qualified were invited
to find temporary jobs within the organization. Diamond (Right Associates)
emphasized that this period is part of the overall process of organizational change
and downsizing. Managing downsizing must be part of a broader effort to
communicate and educate about the changing employment contract; all
individuals must think about their employability as well as their employment.

The most critical aspect of outplacement communications is the termination
interview. All the speakers emphasized the importance of training the managers
responsible for such interviews and providing trained counselors as backup in
case an interview goes badly. Managers need to be given the tools and the
coaching to conduct what, at its very best, is a difficult interview. Communicating
with the survivors is also important, if only to let them know that counseling is
available to them through an employee assistance program. The ways in which
downsizing and outplacement are communicated to employees have a significant
effect on employee perceptions about organizational fairness. These perceptions
can influence the motivation and self-esteem of survivors and departing
employees.

RESOURCING THE TRANSITION CENTER

Although resources must obviously be allocated to all outplacement
practices, the workshop discussions focused on the resources needed for transition
centers. The basic idea of a transition center is that of a facility, preferably located
outside the organization, which offers orientation, counseling, training, and other
services that people need to pursue their next move—more training, another job
in their field, a new career, self-employment, or retirement. The workshop
participants discussed two types of transition centers. The first, described by
Ryan, Diamond, Jackson, and Messenger, is a free-standing, off-site facility,
rented or owned
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by the organization. This facility was staffed by experts, either from the company
or from a consulting firm, who managed traffic through the center, provided
testing and assessment, ran workshops to develop job search skills, and conducted
career counseling. These centers were physically well equipped with private
workstations, long distance phone services, message services, access to job search
databases, and a library of relevant newspapers and books.

The second model for a transition center was described by Papalia and
Messenger. In this model, facilities either at local community colleges or
somewhere within the organization were rented or allocated as a central location
for people to find job leads or get other outplacement information. From this
location, people can be directed to counseling, workshops, and testing and
assessment sessions in the surrounding community. This model requires more
hands-on involvement of the organization in coordinating services and monitoring
use of the transition center.

Both types of centers can work. The first requires a higher dollar
commitment and is probably more appropriate when there is a high volume of
outplacement. The second requires more organizational time but may be more
appropriate when outplacement volume is low or occurs in isolated areas in which
access to expert consultants is either difficult or very expensive. The second
model also features more direct involvement of community members in the
outplacement process. This may work to the advantage of both the organization
(enhancing its reputation) and the community (providing work for some of its
members) in more geographically isolated areas. The Department of Defense
must outplace people at bases in both rural and urban areas, with both high and
low volume head counts. Thus both models as well as variations on each are
appropriate for consideration.

CUSTOMIZING OUTPLACEMENT

Research and experience dictate that, whenever feasible, counseling, career
guidance, training for job search skills, and pursuing networks and job leads
should be customized to people's occupational skills and level. Several of the
speakers from industry noted that their organizations set up separate transition or
career centers for professionals and managers as well as for hourly workers. At a
minimum, counseling and job search workshops were tailored to each of these
groups. Such customization reflects the differences in occupational skills and
associated labor markets, of course, but also differences in financial resources and
personal networks and job search skills.

The issue of special outplacement services for those over age 40 or for
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those with long service was discussed, and reactions to customization for this
group were mixed. All the research for this demographic group shows that
reemployment is slower and earnings in new jobs do drop from their previous
levels. However, Vinokur noted that, in the JOBS workshops, there is some
evidence that a mix of younger and older workers tends to keep older workers
energized and motivated to continue searching. The Department of Defense will
need to pay attention to motivating longer service and older employees to actively
engage in outplacement activities and in job search and should expect that this
group may require more time than younger, low-service groups to find work
alternatives.

The transferability of skills from government service to private industry is
another area in which customizing of outplacement efforts will be needed. The
combined expertise of the workshop participants emphasized that it is quite
feasible; however, they suggested that up-front preparation of trainers and
training materials would pay off. Such preparation would focus on translating
government descriptions for jobs and skills into the language used by private-
sector employers. This language may vary somewhat by location or occupation,
and these variations also need to be considered.

Finally, it is important to note that departing employees will differ in the
paths they want to pursue. Some may want to retire, some may want to just stop
working, some may want to relocate, others to find new careers, and still others to
pursue special training or self-employment opportunities. This is true for even a
relatively narrow portion of the workforce such as the older, long-service
employees. The organization must keep this broader picture in mind and provide
some avenues for employees to consider all these options in its outplacement
orientations, workshops, and counseling. Ideally, outplacement services should
support individuals in finding the right career for themselves for the long term,
not just a quick fix job.

OUTPLACEMENT MONITORING

How effective are outplacement practices in achieving the results the
organizations want? The evidence reported by Leigh from policy evaluation
studies of publicly funded reemployment programs suggests that job search
assistance is a very effective way to help employees get jobs, but the research
results on many other types of programs are mixed. The consensus at the
workshop was that most organizations do not do a good job of monitoring
outplacement activities, making it difficult to assess the effectiveness of
outplacement practices. Ryan noted that, in hindsight, GE Aircraft believes more
planning about how to measure outplacement
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would have improved the company's ability to decide what was working and
what wasn't. GE Aircraft has started to monitor activities at its transition center to
determine the level of use, which approaches are best in securing jobs, and so
forth. Diamond reported that some consultants do develop baseline measures of
outplacement activities, but, in general, industry benchmarks and other surveys on
outplacement activities are scarce. Given their breadth and scope, the Department
of Defense outplacement efforts look like a natural laboratory for monitoring and
evaluation research.

Community and Individual Outplacement

The workshop outplacement model suggests that organizations must keep in
mind the results that communities and individuals seek from outplacement and
the pressures they face during downsizing. Communities want to maintain area
economic vitality, and job development is one way to achieve this. There was a
clear consensus in workshop discussions that the organization must work
aggressively with the community on job development. For example, Papalia
remarked that Smith Corona worked hand-in-hand with the state unemployment
services and with a community task force to identify area jobs and help match
these with the skills of departing employees. Ryan noted that job development
was crucial in getting jobs for GE Aircraft's salaried employees. GE Aircraft hired
professional recruiters to do job development. These experts targeted the top 10
hiring companies in the region and aggressively marketed outplaced workers to
them. The Department of Defense could pursue similar tactics, including asking
high-level department officials to talk to the top executives of the companies
surrounding closing bases.

Diamond described the proprietary Right Associates Job Bank, an electronic
database incorporating employment opportunities by specific geographic regions,
skills, and experiences against which job seekers can match their own skills and
geographic preferences. Other outplacement consultants and recruiters often have
access to proprietary electronic databases or can teach individuals to use Web site
networks for effective job searches. Employer databases and matching programs
have been developed by consortia of public sector agencies, universities, and
governments. For example, in conjunction with the Department of Labor and the
Department of Defense, researchers at the University of Pennsylvania have
developed a database that brings together information concerning individual
worker histories with information on job openings and their requirements. (This
database was designed for use at the closing of the Philadelphia Naval Shipyard
and Base; its development and usefulness are described in Vance and Day, 1995.)
The Department of Defense could
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pursue any of these job development tactics, including asking high level
Department officials to talk to CEOs of the companies surrounding closing bases.

Communities are also interested in maintaining effective social services for
everyone in the area. Downsizing, particularly high-volume downsizing, places
heavy demands on already strained social services. Organizations need to
coordinate with social service agencies to ease this burden and to ensure that
outplaced employees have access. For example, Papalia reported that Smith
Corona put together a company-community steering committee to prepare for
increased demand. Several participants talked about one-stop shopping at their
companies' transition centers. In order to accomplish this, companies have to
coordinate with community service representatives, making arrangements
(possibly including funding) for them to keep regular hours at the transition
centers. Efforts to ease the burdens of outplacement can work both ways. For
example, Ryan remarked that GE Aircraft worked with the local unemployment
service to make sure that its outplaced workers were either going through the GE
job search workshops or the employment service workshops, if they wanted to
collect unemployment benefits.

Although not discussed in detail at the workshop, there are a number of
examples of coordination among community service providers in order to create
jobs and leverage funding and services, many of which have been partially funded
by the federal government, especially the Department of Labor. One example is
the Center for Commercial Competitiveness in southern New York (now called
Workers Enterprise Development). This center was established by the state and
the federal Department of Labor in 1992 to create jobs and promote
entrepreneurship in areas hard hit by defense cutbacks, corporate downsizing, and
economic shifts away from traditional manufacturing. Center programs offer
selected unemployed workers training in team building, business development,
new manufacturing systems, and product marketing to prepare them for new
manufacturing environments. In conjunction with this training, program officials
recruited area employers to support internships, specific projects, and
entrepreneurial joint ventures offering workers-in-training opportunities for paid
learning experiences. The program encountered many of the barriers to
reemployment and job creation documented in the paper by Leigh but may
provide some insights to the Department of Defense in coordinating community
action in areas such as New York's southern tier. (This program is described in
Last et al., 1995.) One common finding in all case studies and descriptions of
coordinated community efforts to develop jobs and speed up reemployment is the
need to coordinate the rules about eligibility and dispersals made by agencies
funding training, unemployment assistance, and other forms of
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social support in order to provide meaningful (and more dignified) assistance to
displaced workers.

Most outplaced individuals want to find new jobs or at least get some
guidance about where to go next. They also want to minimize the stress and
disruption that accompanies job loss. As Bush and Wanberg and Hough report,
there is considerable evidence that job loss can exacerbate existing physical
ailments or increase the incidence of others. There is also evidence that violent
behaviors such as suicide, spousal and child abuse, and workplace violence can
increase. Papalia and Messenger emphasize the need to be prepared for illness or
violence by having ongoing hospital, mental health, and security support
available to the workplace and to career centers during downsizing.

In addition, Messenger notes how important it is that outplacement centers
be places where people can go to get on with the job of finding a job. That is,
these centers must provide a sense of safety, of structure, of humor and positive
social interaction. At the same time, the center staff must insist that people
actively search for jobs, emphasizing that everyone can do it and that rejections
are part of the process. In addition, center staff need to promote a sense of
balance—people have other things going on in their lives and this whole fabric
cannot be completely torn apart during a job search. Losing a job is difficult, but
it is not fatal. If, to some degree, these messages can be conveyed in all of an
organization's outplacement practices, everyone will be, at minimum, a survivor.
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Appendix

Workshop Agenda and Participants

WORKSHOP AGENDA
February 20–21, 1996

9:00 a.m. Welcome: Diane Disney, Department of Defense
Alexandra Wigdor, National Research Council

9:15 – 10:30 a.m. Panel Presentations: Current Research on Outplacement

Duane Leigh, Department of Economics, Washington State
University Leaetta Hough, Dunnette Group, St. Paul,
Minnesota Gerald Bush, Heller School of Management,
Brandeis University Amiram Vinokur, Institute for Social
Research, University of Michigan Renae Broderick,
Project Manager, National Research Council

10:30 a.m. – 10:45 a.m. Break
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10:45 a.m. – 12:00 p.m. Panel Presentations continue

12:00 p.m. – 1:00 p.m. Lunch

1:00 p.m. – 2:30 p.m. Panel Discussion: "Best Practices" in Outplacement

Susan Diamond, Director, Mobil Career Center (Research
and Development), Right Associates
Ellen Jackson, Director, AT&T Resource Link, AT&T
Anne Messenger, Director, Lockheed Martin Employment
Transition Center
Anthony Papalia, Director of Counseling and Student
Development, SUNY Cortland
Jack Ryan, Manager of Recruitment and Placement,
General Electric Aircraft

2:30 p.m. – 2:45 p.m. Break

2:45 p.m. – 3:45 p.m. Panel Discussion continues

3:45 p.m. – 4:00 p.m. Workshop wrap-up
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WORKSHOP PARTICIPANTS

OFFICE OF THE DEPUTY ASSISTANT SECRETARY OF
DEFENSE(CIVILIAN PERSONNEL POLICY)

Diane Disney, Deputy Assistant Secretary of Defense (Civilian PersonnelPolicy)

Melinda Darby, Director for Staffing and Career Development

David Hyde, Director, Congressional and External Relations

Larry Lacy, Chief, Civilian Personnel Policy/Civilian Personnel
ManagementService Research Office

Lisa Oakley, Labor Economist, Civilian Personnel Policy/CivilianPersonnel
Management Service Research Office

Sharon Stewart, Civilian Assistance and Re-Employment Division

Ellen Tunstall, Chief, Civilian Assistance and Re-Employment Division

OTHER GOVERNMENT REPRESENTATIVES

Carolyn Becraft, Deputy Assistant Secretary of Defense (PersonnelSupport,
Families and Education)

Charlene Bradley, Assistant Deputy for Civilian Personnel, Officeof the Deputy
Assistant Secretary of the Air Force (Force Managementand Personnel)

Maureen Cronin, Office of Workbased Learning, Department of Labor

Sherry Holliman, Project Manager, Office of Economic Adjustment,Office of
Deputy Under Secretary of Defense (Industrial Affairs andInstallations)

Grace Kilbane, Administrator, Office of Workbased Learning, Departmentof
Labor

Dorothy Meletzke, Deputy Assistant Secretary of the Navy (CivilianPersonnel
Policy and Equal Employment Opportunity)

A.L. Papenfus, Director for Personnel and Security, Washington
HeadquartersServices, Office of the Secretary of Defense

PRIVATE SECTOR AND UNIVERSITY GUESTS

Marc Bendick, Jr., Bendick and Eagen Economic Consultants

Kerry Bunker, Center for Creative Leadership

Gerald Bush, Heller School of Management, Brandeis University

Susan Diamond, Mobil Career Center (Research and Development),
RightAssociates

Leaetta Hough, Dunnette Group

Ellen Jackson, AT&T Resource Link, AT&T
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Duane Leigh, Department of Economics, Washington State University

Stephen Mangum, Department of Management and Human Resources, Ohio
State University

Anne Messenger, Lockheed Martin Employment Transition Center

Anthony Papalia, Counseling and Student Development, SUNY Cortland

Jack Ryan, Recruitment and Placement, General Electric Aircraft

Amiram Vinokur, Institute for Social Research, University of Michigan

NATIONAL RESEARCH COUNCIL STAFF

Renae Broderick, Project Manager, Workshop on Issues in Civilian
Outplacement Issues

Alexandra Wigdor, Division on Education, Labor, and Human Performance

Carolyn Sax, Division on Education, Labor, and Human Performance

APPENDIX 100

Ab
ou

t t
hi

s 
PD

F 
fil

e:
 T

hi
s 

ne
w

 d
ig

ita
l r

ep
re

se
nt

at
io

n 
of

 th
e 

or
ig

in
al

 w
or

k 
ha

s 
be

en
 re

co
m

po
se

d 
fro

m
 X

M
L 

fil
es

 c
re

at
ed

 fr
om

 th
e 

or
ig

in
al

 p
ap

er
 b

oo
k,

 n
ot

 fr
om

 th
e 

or
ig

in
al

ty
pe

se
tti

ng
 fi

le
s.

 P
ag

e 
br

ea
ks

 a
re

 tr
ue

 to
 th

e 
or

ig
in

al
; l

in
e 

le
ng

th
s,

 w
or

d 
br

ea
ks

, h
ea

di
ng

 s
ty

le
s,

 a
nd

 o
th

er
 ty

pe
se

tti
ng

-s
pe

ci
fic

 fo
rm

at
tin

g,
 h

ow
ev

er
, c

an
no

t b
e 

re
ta

in
ed

,
an

d 
so

m
e 

ty
po

gr
ap

hi
c 

er
ro

rs
 m

ay
 h

av
e 

be
en

 a
cc

id
en

ta
lly

 in
se

rte
d.

 P
le

as
e 

us
e 

th
e 

pr
in

t v
er

si
on

 o
f t

hi
s 

pu
bl

ic
at

io
n 

as
 th

e 
au

th
or

ita
tiv

e 
ve

rs
io

n 
fo

r a
ttr

ib
ut

io
n.

Copyright © National Academy of Sciences. All rights reserved.

Issues in Civilian Outplacement Strategies: Proceedings of a Workshop
http://www.nap.edu/catalog/5307.html

http://www.nap.edu/catalog/5307.html

