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Executive Summary

Executive Summary
In the current era of increasingly tenuous employment security, American

workers are likely to hold a greater number of "permanent" jobs over their

lifetimes than ever before. These jobs will be interspersed with stints of

unemployment, but also with various kinds of contingent employment and

time out for retraining and preparation for new careers. Each day, millions

of Americans find themselves navigating through the "gray area" of the

labor market between permanent employment and absolute unemploy-

ment, where they experiment with different combinations of work and var-

ious public and private sector services that can help them acquire new job

skills, become job ready, and seek, and ultimately find, employment.

This study is about one specific institutional actor in this gray area—the

temporary help firm—whose traditional labor market role has been that of

short-term labor broker. Temporary help companies have become part of

the mix of private and public institutions that can speed transitions in the

labor market for some workers by facilitating job search, job shopping, and

job placement. Indeed, if the temporary help industry's claim that 30 per-

cent of its temporary employees get full-time jobs as a result of temporary

placements is even roughly accurate, then temporary work has become a

critical way-station to permanent work and a job search strategy of signifi-

cance in the American labor market. Moreover, the methods that some

temporary help firms have developed for assessing skills, providing train-

ing, and for finding jobs for their employees offer useful lessons to policy-

makers concerned with improving the transitional mechanisms by which

Americans find new employment.

This study combines an overall look at the temporary help industry with a

detailed examination of the practices of its largest and perhaps "best prac-

tice" firm, Manpower, Inc., currently the nation's biggest private employer.

The overview focuses on how the industry's roles and functions have

changed. The case study places particular emphasis on Manpower's

strategies and programs in the areas of skills assessment, job placement,

training, and relationships with its customers—the strategies that enable

Manpower to be successful in matching individuals with jobs.

The ultimate goal of this study is to highlight what public policymakers

might learn from the methods that firms in the temporary help industry

have developed for skills assessment, training, and job matching. We

explore the potential roles that temporary work and staffing firms might
play in a revitalized national employment system and suggest areas for pro-

ductive and creative collaborations between the private and public sectors.
At the same time, we emphasize the critical need for empirical research on

the labor market histories, transitions, and prospects of different groups of
temporary workers in order to guide policy development in this area.

The Temporary Help/Staffing Industry

Since its inception in the 1920s, the temporary help industry in the United
States has had a dynamic history, growing and adapting to the evolving
needs of American business and the requirements of ever-changing work-
place technologies. In recent years, the industry has been subject to
increasing scrutiny as its importance to the American economy has been
recognized and its economic impacts questioned.

2 A Jobs for the Future Executive Summary



While total employment in the temporary help industry represents only a

small segment of the total U.S. workforce (1.4 percent in 1993), the rates of

growth in this industry over the last two decades, measured by both

annual industry payroll and total employment, have been impressive.

Today, the staffing industry is one of the fastest growing segments of the

U.S. economy; and there is little indication that it is slowing down.

This study begins by providing perspective on the evolution of the tempo-

rary help industry through an historical overview of the industry's devel-

opment and growth and an examination of its current size and structure.

We also describe what is known about the demographic composition of

temporary employees, although the most complete composite of tempo-

rary workers in the United States is unfortunately nearly a decade old.

Current industry trends are described and analyzed in detail. The most

significant developments in the past decade have been in the assessment,

placement, and training of temporary employees and in the development

of new services to corporate clients.

Temporary help companies have taken on a complex and expanded job

placement role. Some of the largest and most aggressive staffing firms

have developed the ability to provide sophisticated skills assessment for

their temporary employees. They have also capitalized on the fast pace of

change in office automation and the changing skill requirements of a mod-

ern computer-literate workforce by developing specialized expertise as

computer trainers for the permanent employees of other firms as well as

for their own workforce.

As the industry has grown and matured over the past decade, the relation-

ship between temporary help companies and their customers has changed

dramatically. Temp firms are developing longer-term partnerships with

the companies that hire their workers. A growing share of staffing firms'

business comes not from episodic, "fill-in," or emergency services but

rather from an array of innovative human resource services such as vol-

ume arrangements and sole sourcing, on-site coordinators, outsourcing,

temp to full-time programs, payrolling, permanent staff training, and out-

placement services. These value-added staffing and human resource ser-

vices tend to be delivered in the context of an ongoing consulting

relationship in which the temporary services firm takes on some of the

functions of a firm's personnel department.

Profile of Manpower, Inc.

While the rapid growth of the temporary help industry is well-docu-

mented, less is known about how the industry's leading firms actually

conduct their business and serve both their customer firms and their tem-
porary employees. This study begins to fill this gap by providing a

detailed look at the job-matching strategies and activities of Manpower,
Inc., the largest firm in the staffing industry and a firm that has invested
heavily in the development of sophisticated proprietary assessment and
training programs.

Employment and training policymakers can learn a lot from Manpower's
technology for making successful matches between temporary employees
and jobs that clients need done—a process that involves comprehensive,
ongoing assessment and evaluation of the worker, the customer firm, and
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the specific job. The components of Manpower's job-matching process are

described in detail, including the assessment of customers' work environ-

ments and needs, intake and assessment for industrial and office work

temporaries, computer-based training for office work, job matching and

placement, and performance evaluation.

Our review of Manpower's practices suggest four key features of the com-

pany's approach that are instructive as federal and state policymakers con-

sider ways to improve public sector assessment, training, and job search

and referral systems. These are:

1. The sheer volume of detailed information generated and used to make

the job match: Information about the temporary employees, the jobs

available, the local labor market and economy, and the business needs

of Manpower's customers.

2. The company's "reverse funnel" approach to skills assessment. The job-

matching process for most permanent positions involves screening a

group of people with different talents and expertise in order to select the

best candidate for a specific job. The reverse funnel idea is that each

individual enters his or her own unique, inverted funnel where careful

assessment of skills and interests drive the identification of multiple

jobs that he or she wants to do and for which he or she is qualified. The

reverse funnel metaphor emphasizes screening individuals into jobs

while the conventional paradigm screens people out of jobs by selecting

one from the many.

Traditional Hiring Process
Manpower's

"Reverse Funnel"

Potential Hires Temporary Employee

Assessment of

Skills, Aptitudes '

and Interests

111
3. The design of Manpower's computer-training programs for office workers.

These self-paced tutorial programs use everyday language and are
designed to be time-efficient and directly related to job requirements.
They presume that computer-based skill training for lower-skill and
entry-level positions is important. They can be readily customized to
the specific needs of client companies and they can be quickly updated
and adapted to new releases. In theory, they permit both skill upgrading
toward somewhat higher paying jobs and cross training for lateral
mobility in the job market.
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4. The ability of local Manpower offices to access temporary employment

opportunities. Manpower's job access depends on three key factors:

1) the company's information base on its temporary employees, its

customer firms and their jobs, and the local labor market and economy;

2) the ability of the local Manpower office to quickly identify the appro-

priate temporary employees for the customer's job order; and 3) the

fact that employers want to hire workers who have been pre-screened,

prepared, and trained by Manpower.

Implications for Public Policy and Further Research

Heightened job insecurity and greater reliance on contingent work in place

of permanent jobs have changed the dynamics of seeking and securing

employment for many Americans. In this new economic reality, there is a

greater need for creative and effective policy instruments and institutions

to help American workers make faster, smoother, and more successful

labor market transitions. Public policy faces a challenge: to move away

from a traditional, static concept of "unemployment" toward a dynamic

and comprehensive national program of "re-employment" designed to

prepare and place all workers in need of transitional services and new

jobs. President Clinton's emphasis on "economic security" and the U.S.

Department of Labor's efforts to make re-employment for dislocated

workers a central labor policy theme are clear steps in this direction.

The question explored in the last section of this study derives from this

challenge: What role can and should temporary work and temporary help

firms play in a new employment policy system?

Temporary work in general has developed a bad name because, as it is cur-

rently structured, it often undercuts economic security: wages are lower,

benefits less generous, and investments in worker skills more limited rela-

tive to permanent work. Moreover, a significant segment of the temporary

workforce would rather be permanently employed. Yet, these problems are

not inherent in the nature of temporary work. Rather, they are a function of

the institutional and social contexts within which temporary work is orga-

nized in this country. Moreover, there are aspects of temporary work and of

the activities of staffing firms that might be creatively combined with other

labor market and social policies to help a broad range of Americans have

greater success—and, ultimately, security—in an increasingly unstable and

competitive labor market.

Two aspects of the staffing industry's experience stand out as particularly

relevant for national policy development. These are:

1. short-duration employment that enables workers to rotate through different

workplaces and jobs, giving them greater perspective on their options and a

greater network of connections with people who have jobs to offer; and

2. skills assessment, training and placement expertise, housed in the indus-

try's firms, that can help improve the job-matching process in both the

private and public sectors.

We argue that, if it is integrated into a structured package of services and

opportunities, temporary employment could be a useful work model for

some populations targeted for employment assistance. Such a package

could include income support, skills assessment, training, job placement
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assistance, and case management services. Our study proposes a number of

areas for possible public/private collaboration and partnership, organized

around three difficult labor market transitions: work-to-work; welfare-to-

work; and school-to-work. A common theme in each is the potential power

of temporary employment as a transitional strategy for certain populations

when combined with education, training, and other services.

In addition, the study proposes a second set of collaborations that could

capitalize on staffing firms' experience with assessment, screening, and

placement. In general, increased communication and exchange between

the industry and the federal government that enables federal officials to

learn from the experience of the industry's leaders in product develop-

ment, cost efficiencies, and market strategies would be useful. Such inter-

action could also lead to more intensive relationships between the private

and public sectors, either as contractors or as partners in innovative ser-

vice delivery. Private firms could become vendors to the public sector for

products and services. They could also develop joint ventures with the

government to deliver services to particular target populations. Examples

include the development and dissemination of skills assessment tools and

methodologies and/or training packages for workers enrolled in publicly-

sponsored training programs, and staff development for U.S. Employment

Service or other publicly-funded job referral providers.

However, to be able to determine the breadth of transferability of some of

the lessons from the successful products and activities of the staffing

industry, or to argue with full confidence for a dramatically increased
reliance on temporary work as a part of a re-employment system, we need
to know more about who benefits and does not benefit from temporary
work and why. Rigorous research must be conducted on two broad ques-
tions: 1) how well does the industry serve its existing workers in terms of
mobility, advancement, and opportunity?; and 2) how transferable is the
industry's success with certain populations and occupational niches to a
more general public and other kinds of job opportunities? The study pre-
sents a detailed research agenda for each of these questions.

In addition, we suggest that a series of demonstration projects be under-
taken that encourage the use of temporary work and staffing firms as part-
ners in government efforts to improve the transitions between jobs, and
from school to work and welfare to work. Such an initiative could create
the basis for collaboration and solving the various design, implementation,
and policy challenges involved. It could be of limited duration, open to
public comment and scrutiny, and subject to documentation and analysis.
Done right, it could constitute a significant step toward exploring strate-
gies for integrating temporary work and the temporary help industry into
federal employment and re-employment policy. And it could also break
through the ideological posturing that has characterized existing debates
on temporary work in the United States. 0

Copies of this report in its entirety are available for $10.00 from Jobs
for the Future, One Bowdoin Square, Boston, MA 02114. Any or all
portions of this summary may be freely reproduced and circulated with-
out prior permission, provided the source is cited as Done Seavey and
Richard Kazis, Skills Assessment, Job Placement, and Training: What Can Be
Learned from the Temporary Help/Staffing Industry? Jobs for the Future,
Boston, MA.
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SCHOOL-TO-WORK ) • F • F

O School-to-Work Toolkit: Building a Local Program

(1994) $149.00 each; 5-24 copies $130.00 each;

25-49 $115.00 each; 50 or more $100.00 each

O Newsletter: Student Apprenticeship News

(4 issues per year) $60.00

O Learning That Works: A School-to-Work Briefing Book

(1993) $35.00, multiple copies: $20.00

El Learning Through Work: Designing and Implementing

Quality Worksite Learning for High School Students

(1994) $12.00

O Improving the Transition from School to Work in the

United States (1993) $5.00

O Steps to Creating a School-to-Work Program:

A General Guide for Program Design and Implementation

(1993) $10.00

O From High School to High-Skilled Health Careers:

New Models of Work-and-Learning in Health Care

(1992) $10.00

o Building A National System For School-to-Work
Transition: Lessons From Britain and Australia

(1991) $10.00

111 Youth Apprenticeship, American Style: A Strategy

for Expanding School and Career Opportunities

(1991) $10.00

O School-to-Work Transition: Reaching for Scale in

Big Cities (1993) $10.00

El Union Perspectives on New Work-based Youth

Apprenticeship Initiatives (1992) $10.00

O Effective Professional Development: A Guide for

Youth Apprenticeship and Work-based Learning

Programs (1992) $5.00

O Improving the School-to-Work Transition:

A Chicago Perspective (1993) $10.00

O Wisconsin Focuses on Career Guidance: Focus Group

Discussions on School-to-Work and Career Counseling

(1993) $5.00

O Voices from School and Home: Wisconsin Parents and

Students Focus on Youth Apprenticeship (1992) $5.00

O Pennsylvania Youth Apprenticeship Program: A

Historical Account From its Origins to September 1991

(1991) $5.00

O Voices from School and Home: Pennsylvania Students

and Parents Talk About Preparing for the World of

Work and a Youth Apprenticeship Program (1990) $5.00

O A Feasibility Study of Youth Apprenticeship in

Arkansas (1991) $5.00

O Voices from School and Home: Arkansas Parents and

Students Talk about Preparing for the World of Work

and the Potential for Youth Apprenticeship (1991) $5.00

ECONOMIC & WORKFORCE DEVELOPMENT

O Toward a Seamless System for Youth Development:

A New Strategy for Integrating Resources, Programs,

and Institutions (1994) $10.00

O Skills Assessment, Job Placement, and Training:

What Can Be Learned From the Temporary

Help/Staffing Industry (1994) $10.00

O Skill Standards and Skill Formation: Cross-National

Perspectives on Alternative Training Strategies (1994)

$10.00

O Strategies for High Performance Work and Learning

In Small- and Medium-sized Firms (1993) $10.00

O Work Organization, High Skills, and Public Policy:

Report of a Conference (1993) $10.00

O Economic Change and the American Workforce:

A Report for the U.S. Department of Labor

(1992) $5.00

O New Training Strategies for a High Performance

Metalworking Industry (1991) $10.00

O Raising Workforce Issues on the Public Agenda:

An Issues Brief (1994) $5.00

O Pioneers of Progress: Policy Entrepreneurs and

Community Development, Volume 1(1991) $10.00

El Pioneers of Progress: The Network of Pioneer

Organizations, Volume 11 (1991) $10.00

El Closing the Gap: Meeting The Small Business

Training Challenge in Connecticut (1989) $10.00

O The Bridgeport Initiative: The Lessons of One

Community's Pioneering Attempt to Move the Poor
from Welfare to Work (1991) $10.00

O Voices From Across America: A Series of Focus

Groups on the Economy From Colorado, Indiana,

Missouri & Mississippi (1989-1990) $10.00

Arkansas:

O Jobs for Arkansas' Future (1986) $5.00

Colorado:

O A Call to Action (1990) $10.00

O Education & Training in the Colorado Economy

(1990) $5.00

El Developing a Competitive Workforce in Colorado:

A Community Workbook (1990) $10.00

Connecticut:

O Jobs for Connecticut's Future (1986) $5.00

Indiana:

O Executive Report of the Jobs for Indiana's Future

Program (1989) $10.00

O Education & Training in the Indiana Economy

(1989) $5.00

Mississippi:

O Seizing the Future: A Commitment to Competitiveness

(final report of the Mississippi Special Task Force on

Economic Development Planning, 1989) $10.00

O Globally Competitive People (report to the Human

Resource Committee, Mississippi SpecialTask Force on

Economic Development Planning, 1989) $5.00

El Report on the Mississippi Employer Survey (1989) $5.00

Missouri:

O The Missouri Challenge (1991) $10.00

El Education & Training in the Missouri Economy
(1991) $5.00
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