


1. PREFACE

This renort grew out of a study of the nolicies and practices
related to equal opportunity in the merchandise group retail stores
of New York City. The study attempted to ascertain what progress hac
been made in the area of equal employment, and what the problems and
prospects are, as renorted by top retail executives during depth
interviews. In addition to the results of the interviews, the study
team had access to data on the ethnic distribution of the worl: forces
for most of the study sample. These two sources of information are
the bages for the findings and conclusions contained in the report.

Though Puerto Ricans are included in the discussion of the ethnic
distribution data, the focus of the report is on the status of Negroes
in retailing. The interviewers discovered early in the study that
executives tanded to talk primarily about Negro employees. Incicental
refercnces were made to Puerto Ricans during the interviews, but
adding them to the diccussion in a thorough manner would have taken
the study beyond the scope permitted by time and money. If both
become available the topic should be nursued.

The study was carried out by two sociologists employed for this
purvose by the City of New York Commission on Human Rights. Two
local laws empower the Commission to carry out such investigztions.
The study was conducted under the direction of Wayne State University
and made possible by a grant from the United States Equal Employment

Opportunity Commission.

July, 1966 Don 0. Watkins, Ph.D.
Study Director
David W. McKinney, Ph.D.
Assistant Dircctor



1-A, MAJOR CONCTUSION AND HYPOTHESIS

The study tesm did not bepin with a hypothesis to test.
It did end with one, plus a major conclusion, Both are set
forth here as an introduction to the full report.,

A, Conclusion,

Analysis of the interviews revesled that retail firms
mey be grouped according to a combination of their images
of Negroes as potential and actual employees, and their

rationales proposed to explein the occupationel position
of Negroes in their firms, In this study, four groups
emerged (see chapter 8), Statistical analysis of the
ethnic distribution of the work forces of fifty-three firms
demonstrated that there is no correlation between the’
Negro'!s occupational levels in the four groups of firms

and the differentisted images and rationales projected

by the retail executives in the respective groups.

B. Hypothesis.

The position of Negroes in & retail firm's work force
is inversely proportionel to the competitive position of
the firm in the labor market, Thst is, the general occupa-
tional level of Negroes is higher in firms having relatively
more difficulty competing in the labor market for scarce
labor.

We suggest that both the conclusion and the hypothesis
are valid not only with respect to retailing, but prohehly
with respect to business and industry generally in the
United States,

II1I
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3. DIGEST AND SUMMARY

A survey of the employment policies and practices in the general
merchandise group retail stores of New York City was carried out be-
tween December, 1965 and July, 1966. Sixty-two firms and six retail
unions participested. (See Appendix A and B.)

Bighty-five company and six union executives were interviewed at
length and in depth. The interviews were conducted and their content
analyzed by two socioclogists employed part-time as the Director and
Assistant Director of the study by the City Commission on Human Rights.
In addition to the interviews, statistical data on the ethnic distribution
of the work force were available for fifty-three firms. The statistics
were analyzed by the Director and Assistant Director. These two sources
of dnta are the basis for the major part of this report.

A digest of the conclusions is reported at this point. The re-
maining chapters contain a more detailed snalysis and discussion.

1, Lower level jobs in retailing have been available to Negroes for
most of this century. But the presence of even a few Negroes in
the upper level sales, merchandising and store operation jobs is
a recent (lsst ten to fifteen years) development. At this level
there are today relatively few Negroes, regardless of the stated
policy of the firms.

2. Negroes are concentrated in the sales support and lower sales
jobse Employers referred to lack of education, lack of skills,
lack of experience, poor family background, lack of "know how"
in meeting the public, and personal insecurity among Negroes to

explain the Negro's low status in retailing.



3.

5

6.

Te

8.

Fewer problems than executives had anticipated developed when
Negroes entered the white collar occupational levels. In nearly

every compeny Negroes are said to perform the "same as whites"

_ at every job level. This includes the top jobs held by Negroes.

Supervisors are said not to have problems related to the employ-
ment and placement of Negroes. Both of these factors-~the
recommendation of supervisors and job performance--are reported ‘
to be the major ones in determining promotions. However, Negroes.
are promoted less frequently and less quickly than other employees.
To the white interviewer, all but three employers referred to
"femily background" of Negroes as a negative factor in their em-
ployment posgsibilities. Not over three or four referred to this
in interviews with the Negro interviewer.

It was frequently stated that most Negroes are satisfied with
their present job level and generally do not look for ways to im-
prove the promotion chances.

A consistent theme of the executives was that Negroes seeking
employment today frequently have a "chip-on-the-shoulder” attitude.
This ié reported to be a barrier to employment and promotion.

It was repeatedly stated that Negroes do not know how to present
themselves well to an employer. This reduces their employability,
it was reported.

Not over ten percent of the employers have utilized private em-~
ployment egencies whiéh have been developed in New York City

specifically to assist Negroes. Those employers who have used
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10.
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such agencies reported that it has helped them get more quali-
fied Negroes for the higher paying job levels. Those who don't
use these agencies said that they have been unable to get quali-
fied Negroes for the better jobs through the sources they now
use. They pointed to this as one reason why Negroes are infre-
quently located in the upper level jobs. Private employment
agencies (only because they refer very few Negroes), anti-poverty
projects (with the exceptiorn of MDTA) and civil rights organiza-
tions are regarded as very inadequate sources of Negro employees.
Those employers who do have Negro employees relatively well dis-
tributed throughout the various job levels, from bottom to top,
have made an effort to do so. The effort seems to have devel-
oped primarily as the result of their lower competitive position
in the labor market relative to other retailers, or secondarily
in response to civil rights pressure.

Employers reported that unions have had little or no effect in
the retall employment picture genersally, including the employ-
ment of Negroes, with the exception of one union. Unions reported
the same thing. Both believe that retail unions can do little
to change the employment status of Negroes,.

Every employer said that civil rights legislation had not af-
fected their own policies. Yet nearly all employers said that
such legislation has been important in reducing discrimination
in business and industry.

Goverrment agencies in the field of human rights are generally



regarded as of little or no effect in the field of retailing.

13. Most employers were defensive about supplying data on the
ethnic distribution of their work forces. Very few were coop-

. eratives At least three were not fully honest with respect to
these date.

14. Are the retail fimms planning to change any of their employment
policies and practices in order to affect the position of Negroes
in retailing? In a word, "No."

Nearly all of the company executives reported that they are plenning
no such change for this purpose. A few do intend to alter their present
proce&urea, but not in order to affect Negroes. However, one firm is in
the process of becoming a participant in the national, voluntary Plans
for Progress.

The few changes projected for the future are of two types: 1. Some
firms are expanding the number of their stores. Thus,additional job open-
ings will become available. Executives interviewed assumed that Negroes
will fill many of these new positions. 2. A few firms plan to develop
more formal recruiting, hiring and promotion practices. The executives of
these firms said that they need to become somewhat more formal in order to
increase the efficiency of their total employment procedure. It is not
expected that this will improve the status of Negroes.

From the interviews with the executives cne can only conclude that
for now, and for nearly all of the firms surveyed, meking any procedural
changes in order to enhance the status of Negroes in the occupational

structure of retailing has a low priority, if any.



4. BACKGROUND OF RETAILING RELEVANT TO THIS STUDY

A study of employment patterns in retail firms in New York City
enabled the Commission to explore an important sector of the City's
economy that heretofore had been relatively untouched by Commission
activity. |

Over two hundred fifty thousand persons are employed in New
York City in the retail business types sampled in this study,
constituting one of the major employer groups in the City. These
general merchandise group storcs provide the largest annunl payroll of any
other category in the retail trade in New York City, with the exception
of food stores. The annual payroll for the nearly twenty thousand food
stores is only ten psrcent grenter than that for the two thousand stores
in the general merchandise group.

According to reports in the "Wall Strect Journal" and the "New
York Times", sales and profits of the general merchandise group firms
studied by the Commission showed steady gains during the first half of
1966. Many of the stores included in this study have demonstrated
similar gains regularly over the past five years. Several stores, chains
and federations of stores set sales and profit records during 1965 and/or
early 1966. (See "New York Times" business and financial sections for
3/3/66, 3/23/66, 3/24/66, 4/1/66, L/1/66, 5/11/66, 6/7/66, 6/22/66,
6/24/66 and 7/2/66). This reference to the sales and profits of the
general merchandise group retailers is made to indicate that the group of

retailers studied is economically healthy.



In spite of its large'annual payroll and economic health, the
general merchandise group stores have some of the lowest paid employees
in retailing. Lower level jobs in seles, stock, and housekeeping are
frequently rated at 81.25 to $1.50 per hour. However, at the buyer
level and above, annual earnings of $20,000 to $40,000 are not uncommon.
Thus, within this one type of business there is a wide range of occupa-
tional levels and income. Employment opportunities exist from menial
porter and housekeeping jobs to top level management and policy making.
By carefully sompling these general merchandise retail corporations in
New York City the City Commission was able to ascertain the relative
position of Negroes in a highly variegated occupational structure.

That is, it was possible to learn not only if Negroes are getting jobs
in the retail business, but also to what extent occupational mobility
exists for Negro employees.

Retailing, of the general merchandise group type, consists of three
general employment categories - sales, sales supnort, and store operation.
These categories are not always mutually exclusive. For example, some
corporations may consider cashiers as sales support, others consider
them as seles. In general, however, all personnel involved in direct
selling and/or in assisting customers with purchasing are considered
part of the szles force. These jobs mey range from stock-szles combinations
through buyers and merchandise managers. The latter supervises a group of
buyers. In sales subport are the stock, display, receiving and cashier

jobs. Store managers, clericals, customer service (credit interviewers,

adjustment service, etc.), custodial, personnel management, maintenance,



etc. are nearly always included in the store operation category. In
each generdl catégory there are supervisors and executives directly
responsible for the satisfactory functioning of employees. For example,
nearly every corporation in this study has a "head of stock" position.
This person supervises all of the stock jobs and is responsible to the
assistant store manager, or store manager.

Theoretically, in nearly every firm studied, historically it has
been possible to move from the lowest job levels to the top executive
levels. Many of those interviewed could point to present executives
vho had begun in stock or receiving. A few pointed to executives who
had started as porters. Also, it hes been nossible to move from one
general job category to another. Eg. from sales support to sales.

Though today it does not exist in fact for most employees in
general merchandise retailing, the lines of progression for nromotion
and transfer from one job category to another are somevwhat flexible.
This lack of rigidity is important to note if one is to understand the
presznt employment patterns for Negroes. For example, that Negroes |
have been in the past and .are today found frequently in stock and
receiving jobs (sales support), thus "not getting appropriate experience,"
is not a wholly adequate explanation for their relative absence at upper
level jobs in snles, merchandising and store operations. Yet some
executives intervieved referred to this as the explanation.

It should be added though that the flexibility of lines of
progression has been reduced over the past ten to fifteen years. This is

especilally true in the larger firms; that is, firms with two hundred to



three hundred employees or more. These firms increasingly recruit from
colleges or from other firms, either directly or through agencies, for

the managerial and executive level jobs. Thus, today employees in the

bottom sales-support job classifications are generally not regarded as

potential managers and executives in merchandising or store operations.
Since Negro males are now concentrated in bottom job classifications

they have 1ittle chance for promotion under present policy.



5. CHRONOLOGY OF STUDY

November, 1965:

Dr. Don 0. Watkins was employed aé Study Director on a three-
day pef week baéis as of November 8, 1965. The Commission began to
look for an Assistant Director who would work two deys per week.
During November, Commission personnel and Dr. Watkins participated in
briefings on the naturs of the Wayne State Study and previous Commis-
sion studies of a similar natufe. |

Dr. Watkins‘contacted some retail corporations‘to ascertain the
size of the labor force in these corporations, and to get sone idea
of the feasible number of corporations to include in the study. It
was decided to focus on the general merchandise group retailers and
food stores. |

The original employer interview provided by Vayne State was
pretested with the ﬁersonnel managers of two department stores and one
food market by the sfudy director. He participated in the orientation
confer-nce at Wéyne State during Thanksgiving weekend during which time

the interview schedule was revised.

December, 1965:

A study proposal was developed and submitted to Wayne State. It
was decided to drop food stores from the study and add a wider variety
of merchandise corporafions. Food stores have a smaller range of jobs
in any single outlet than general merchandise stores have. Usually

they have fewer employees in a single store. Thus in the limited time
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available it was desmed more efficient to eliminate food stores and add
more general merchandise firms.

Because the Mayoralty election brought in a Republican Mayor,
the commission Chairman, a Democrat, was uncertain about his future
status at the Commission. As a result, he was reluctant to make initial
contacts with retail corporations which corporation ofiices might
consider "lame duck" contacts. Furthermore, some corporaticn personnel
had indicated that during the Christmas season it would be impossible to
cooperate in any study. Thus, from Deéember 13 to December 23,

Dr. Vietkins was given a leave of absence, at his own request.

On December 22, Dr. David W. McKinney was employed as Assistant
Director of the study on a two-day per week basis.

On December 29, Mrs. Suzanne Kohn was employed as Associate to
the study on a two-day per week basis. Mrs. Kohn was responsible for
all of the office work.

It was agreed that r-gardless of the Commission Chairman's future
status a letter should be sent by him to the preéidents of retail
corporations that had been selected to be included in the study. A
copy of one of these letters is included in Appendix C. The first

group of letters was sent on December 27, 1965.

January, 1966:

On January 1, 1966 the transit st.ike began. Calls to the offices
of several corporations in early January convinced the Commission and
the director that interviewing could not begin until after the strike

was settled.
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During the strike Dr. McKinney and Dr. Watkins did have meetings
with executives of the largest retail union in New York City, District #65.
These meetings were designed to brief the study interviewers, McKinney
and Watkins, on the job structures in retailing and on some of the subtle
things to watch for during the interviews with employers. These
briefings proved to be very helpful and led immediately to a revised
_statistlcs form developed by the two study interviewers. A copy is
included in Appendix E.

Interviewing began during the last week of January.

February and March, 1966:

A new Commission Chairman took office in February.

The Commission was briefed regularly on the results of the
interviews and any problems encountered in carrying out the study.

The Commission decided to defer any follow-up designed to help
companies take affirmative action until after the‘study was completed.

Since the Commission met with several delays at the ocutset of the
stucy it was decided that February and March should be used almost
exclusively for interviewing as a means of "catching up." By April 1, 19066
forty-five corporations had been interviewed.

Some general analysis of the interviews was undertaken.

April, May and June, 1966:

Interviews with seventeen employers, six unions and two
employment agencies were completed. Attention was given to getting the

data on the ethnic distribution of the work force of the various
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companies. In contrast with the geﬁerally cooperative way in which the
retailers participated during the interview, fortyheight'compunies had

to be contacted in a variety of ways in order to get any data. Some of
these companies ignored Commission forms. However, twenty-four companies
did complete them. The Commission decided that it would accent conies

of the Federal Stendard Form EEO-1 as a substitute for.its owvn form
developed for the study. In conversations with the Commission Chairman
and/or the study director many executives did agree to supply copies

of these completed forms.

In an attempt to have data from companies refusing or reluctunt to
supply any, the study director wrote to EEOC officiels requesting conies
of the EEO-l from New York City retailers. Though it entailed extra work
for them they did supply some, many of which needed to be used.

The study director continued to attempt to get the store cxecutives
to suprly the loczl data for two reasons:

l. Once the Commission started action with a store it wanted to
follow through so that the store would not be led to believe
that it can ignore Commission requests made in carrying out
its responsibilities authorized by law.

2. The Commission needed data on the New York City stores. Maﬁy
of the firms had sent consclideted reports to Washington
(i.e. Some firms had data on the New York City stores
consolidated with data on their outlets outside of New York City).
Such reports would not be used unless no other reports were

available.
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Data for fifty-five firms were obtained. For thirty companies,
usable data was received between late May and early July. Analysis
of these data was greatly delayed by the general lack of cooperation
among the retailers, including many who verbalized a "sincere desire
to cooperate in all efforts to improve the situation for minorities."

From mid-May until July the study director needed to spend much
time in getting and tavulating data. The assistant director then
undertook the task of analyzing the data statistically. Both engaged
in the content analysis of the interviews and the statistical data.

During early June, briefing sessions dealing with the nature of
the final renort wers held at Wayne State University in Detroit. The
Director, Assistant Director, and the Deputy Director of the New York

City Commission participated in these sessions.



6. METHODOLOGY

A. Selection of Retail Firms, Unions and Employment Agencies. The retail
firms studied were selected in the following manner: A list of nearly
one hundred department, specialty, variety, clothing and shoe stores
with outlets in New York City was compiled. Using the following critsria
this number was reduced to eighty-three firms to be included in the
surveys
1, Some firms which have national or regional headquarters

in New York City were selected. This enabled the Commission
" to work with retail businesses that may possibly affect
employment practices beyond New York City.

2 Some storss relatively accessible to the population distri-
bution of Negroes and Puerto Ricans were selected. It‘was as-
sumed that this would enable the Commission to determine the
vertical occupational mobility opportunities for Negroes and
Puerto Ricans in areas where they presently live. Of these
firms some were neighborhood stores rather than affiliates of
national or regional chains.

2 Stores were selected in such a way that all five boroughs of
New York City were represented in the survey.

L. Stores were selected in such a way that the wide range of
size of work force would be represented. The smallest store
has twenty-seven employees, the largest firm over fifty thousand.

For various reasons only sixty-two of the eighty-three firms were

surveyed., Some stores were dropped becsuse they are small, family

14
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businesses. In a few cases interview ippointments were made ana can-
celled by the stére after the intorviewe; arrived. Por lack of time
these could not be rescheduled and completed. In one case the Commis-
sion‘wns informed that the exooutiierto bé interviewed had broken his
neck. In only one of the nineteen oohpanies not used did it seem that
the store was atteﬁpting to avoid thelintérview. Since this store was
not a major one relative to thobpurposes of the sfudy, the Commission
decided not to pursue the matter at this time. It may subpoena the
éxecutives at a iater date.

of the‘sixtyhtwo retail firms surveyed, six are shoe stores, five
are furniture stores, fourteen ars clothing stores and thirty-seven
are either full or specialty departmént stores or variety stores. In-
cluded are national chains, major local firms with national reputations
and in some casas with outlets in other cities, local stores tha® are
associates of naﬁional federations, high fashion stores, low price and
discount houses, and some firms with local outlets only.

A list of the names of the sixty-two firms which participated in
this survey is included in Appendix A.

It soon became clear that unions were generally considered by retail
management to be relatively unimportant factors in the presence or
absence of Negroes and Puerto Ricans in retailing. Only a few unions
were considered to be signifioaht in anybphase of retailiﬁg represented
by the liity-two stores in this study. 8Six unions were included in fhe

study and selected for the following reasons:



B.

1¢

1. They represent the variety of occupational categories found

in the retail trades. Eg. Warehouse, sales, tailors and
work_ro‘om_, etc.

2. TheyAemefged from the interviews with management as emong the

mostwsignificant retail trade unions.

A 1ist of the ﬁames of‘the six unions is found in Appendix B.

The unions were interviewod after the firms had been, and the focus
of these interviews ias on the practiceg of the firms in the area of equsal
employment. I; addition, union interviews were carrigd out to ascertair
union policies and practices with respect to those of the firms,

intervieis w@re held with a few employment agencies that direct
their attention primarily to opportunities fof the placement of Negroes.
These interviews were granted on the assumption that the names of the
agencies would not bebrevealed. Thus they are not listed herg. The
major purpose of these interviews was to-discovgr to what extent they
have been utilized by retailers and for what job levels. The fact is they
have been utilized by only a handful of companies, and by only one for
the middle and upper job levels.

Contact with the Retail Firms

A letter was sent from the Commission Chairman to the president of
sach corporation or to the regicnal manager, if é;rporate headquarters
are not located in Ngw York City. The letter indicated the genéral
nature of the study and requested the cooperation of the corporaticn. A
copy of the letter is included in Appendix C.

The letters were mailed out on a staggered basis, eight to fifteen
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at & time, This procedure was followed in ofder that the appointments
could be made and interviews carried out within a short time after the -
corporation had received the letter. In general this worked out well.
The person(s) interviewed had read the letter shortly before the inter-
view and usually did not need to be refreshed on the matter at the out-
set of the visit. |

Appointments with the person(s) to be interviewed were made by phone.
The Study Associate arranged the appointments, in most cases. She
briefed the interviewee or his/her secretary about the general areas to
be covered during the interview, and the minimum length of time it would
take to complete the interview (two hours). If the interviewee asked
for specific information, she talked very generally about the content of
the interview, emphesizing that we were lnterested in exploring employ-
ment opportunities. Discrimination and exclusion were not raised as
issues by the Study Associate and only infrequently did an interviewee
ask about it during the initial phone conversation.

Nearly every corporation approached cooperated in the interview
phase of this study. In only five or six cases was it necessary to make
any special effort to get the cooperation., In three of these the Com=
mission Chairman sent a terse second letter., (Copy included in Appendix
C.) This brought immediate cooperation.

Though many company executives were not enthusiastic about spend-
ing two hours in an interview, nearly all became sufficiently interested
and involved during the interview to spend more than two hours talking
about company policies and practices. One interview lasted five hours

without a break. Most were at lesst three.
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In some. of the interviews two to four company executives partici-
pated. At times this meant that ten to twelve hours of top executive
time was committed to the interview. Eighty-five executives were inter-
viewed., Two are presidents and one is a partner. Thirty vice-presidents,
twenty-nine personnel managers, eighteen general end/or operating
managers, seven controllers and/or corporation treasurers, two industrisl
and employee relatiors directors, two corporation secretaries, one
director of executive management trainees, and one public relations
director constituted the other executives who were intervieweds Ninety-
three positions are listed because some of the executives held more tham
one pdsition.

None of the retail corporations have had goverrment contracts. Thus
the pressure related to contract compliance is not a factor in the coop-
eration of the retailers. TFor most companies this was the first official
contact with the Commission, Thus, they had never experienced any pres-
sure from the Commission which would have led them to believe that there
would be any now. Both of these points are noted to point out that
ninety percent of the companies contracted were highly coaperative of
their own volition during the interview and tour phases of the study.

Both investigators tried to establish an easy informality at the
outset of the interview, They discovered that starting with an open-ended
discussion of both the job structure in the corporation and the existing
opportunities for Negroes and Puerto Ricans set the stage for useful probes
when the interview schedule was utilized. For example, during the initial
open-ended discussion, the interviewee frequently pointed proudly to

specific Negroes who "have moved up to supervisory positions.” This
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made it difficult later to maintein thet “we don't keep records of |
Negroes so we don't know what jobs they hold." Nb‘only needed to refer
back to that "very nice girl who is head of stock" to remind the in-
terviewee that he or she does know where some Negroes are in the job
structure.

At the conclusion of the interview the statistical forms were left
with the interviewse. He was asked to complete the forms and return them
to the study director in the stamped envelope addressed to the Commission.

In some cases a tour of the customer-contact areas was made imme-
diately following the interview. 1In others, a later unannounced tour was
made of the selling departments.

Adaptation of the Interview Schedule

During several sessions together the two interviewers analyzed the
interview schedule in depth. The basic format of the interview was not
changed. However, & number of probes were developed.

These probes were designed to get at the rationale for the ethnic
distribution of the store's work force. For example, during the initial
stage of the interview the executive was asked, "What would you say are
the opportunities for Negroes and Puerto Ricans in your store?" Nearly'
all said the opportunities were "good" to "excellent." Later the execu-
tive was asked how Negroes worked out on the jobs relative to white
employees. The snswer usually was "about the ssme” or "iery good, " o;
"the same at the same job level." During the part of the interview deal-
ing with promotions most executives indicated that Negroes generally

have not been and are not promoted at the same rate and in the same length
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of time as white employees. They were asked to relate these responses
about promotion to the previous responses about opportunities and the
relative job performance of white and Negfo employees.

Assigrment of the Companies to Fhe,Intqrviqwors

It should be noted that the interviewing team is biracial. Both
are sociologists teaching in the same collqge in New York City--one in

Since the p:ofossional backgrounds of the interviewers are gimi-
lar, it was copsidered‘desirgble to divide the companies in such a way
that each investigator would interview a representative sample of all
the stores included in the study. Thus, one interviewed Macy's the other
Gimbel's; one interviewed Bonwit Teller, the other Bergdorf Goodmean
(both high fashion specialty stores); etc.

By dividing the stores in this manner, it was assumed that if
thematic differences emerged_invthg patterns of responses from the two
sets of interviews, the ethnicity of the interviewer might be a factor.
One diffeerence did appear. To the white interviewer nearly every ex-
ecutive referred to "poor family backgrounds" of Negro applicants and
employees. Only two or three did so to the Negrc interviewer, and then
only in response to probes. |
Relation of Study to Commission Action

Discussions of the results of the interviews were held regularly with
the Deputy Executive Director of the Commission. Throughout the study
the Commission Chairman was briefed on all aspects of the study.

The Commission decided to develop possible follow-up techniques

after the study rather than during it.



7. FINDINGS

The‘interviews with‘the eighty-five executives explored many areas
of employment as practiced in retail firms. The interviews were usually
long and generally cordial. The‘exeoutives, in most cases, seemed to want
the interviewers to get a good picture of their firms. That is, they tried
to help us really understand how the firms actually proceed and why. There
were some notable exceptions to this, but it is generally true.

The exceptions to the aboye statement were not confined to any one

type of store. Tﬁe executive of one "high fashion,” high status store
| was so evasive and/or dishongst that he may be subpoeneed for a hearing.
But this was also true, for a small, low status store.

The one area of the interview that seemed most to irritate the
spokesmen for at least fifty companies was that dealing with providing
data on the ethnic distribution of the work force. Some executives became
hostile. ’Many beceme defensive and evasive. Some refused "as a matter of
principle." That data did become available for fifty-five firms (two, ar-
rived too late for detailed analysis) is not due to the "cooperativeness"
of most of these companies. This may not be surprising, but should be
noted alongside the responses made to the interviewers' assurance that
the content of the interview would remain confidential to the extent that
no company would be identified with reaspect to aﬁy specific policy or
practice. Most exoputives, but not all, said that it didn't make any dif=-
ference. "We h#ve néthing to hide. It's all open here." And many added,
"Why should our cbmpany care? We're proud of our record in this field."

The attitude of some executives toward providing data on the ethnic

distribution was cleerly demonstrated by one man in a telephone conversation
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with the study director. This spdkesman for a "Fifth Avenue-type" gstore
told the director that his firm had not subtmitted a completed EEO-1 to
the EEOC in WQshingfon; He was réquest;d by fhe director to cﬁeck Jjust
to make sure. | - |

"I don't need to. I know. We reported only the total mumbers of
Negroes, Spanish and white. We didn'f break this down by occupations.
And we won't for you."

During the conversation the director was holding a completé copy of the
EE0-1 which this executive had signed and sent to the EEOC. |

When the statistical data are analyzed it becomes clear why scme firms
were not enthusiastic a bout making them available. These data are pre=-
sented and analyzed in chapter éight of this report. |

In this chapter the other areas of the interview are analyzed.
Negroes in Retailing: Past and Present

Most executives were unable to pin péint the exact year when Negroes
were first hired by the company. Yet usually they were able to state that
by a particular year Negroes had been employed. According to them at least
half of the firms had employed Negroes by 1940, and nearly one-third had
even by 1930. Of the firms established pfior to 1950, only three or’four
had not employed Negroes by that date. Only one of the sixty~two firms
does not have Négro employees today. |

Some jobs in retailing have been available to Negroes for most of
this century. These have been porter and maid level, warehouse, delivery,
receiving, stock and wrapping-——the lowest job classifications in retail-

ing. In a few firms Negroes initially were hired for sales and clerical
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jobs. But generally these are firms that did not hire Negroes until after
World Wer II.

Most of the companies began to employ Negroes in white collar jobs
between 1945 and 1960. Yet at least ten did not do so until later. Usu-
ally Negroes entered this classification through the lower level sales
and clerical jobs. However, a few entered as cashiers, and one exscutive
reported that the first Negro in a white collar job with his firm started
as an assistant buyer in 1947.

In retailing Negroes first entered white collar jobs in one of four
ways. The most frequent way was by answering newspaper ads. Second,
some simply walked in to the personnel office and filed an application.
Third, some stores first hired Negroes after agencies, employees, or
unions referred applicants to the personnel staff or the manager of a de-
partment or store. Fourth, about twenty-five percent of the firms pro-
moted Negroes from blue collar and unskilled jobs. Generally this was
from a non-sales job such as stock to the sales force.

Several stores used more than one method to recruit Negroes in-
itislly for white collar jobs. Yet very few stores used any methods dif-
ferent from those used to recruit white employees. - Indeed,nearly all
executives reported that Negroes have become white coller employees in
the same way any employee does so. They did indicate however, that very
few Negroes were referred from private agencies. Yet such agencies are
regarded as good sources for the middle and upper level white collar jobs.
In this respect, there is a difference in the way that Negro and white

employees have been recruited for these job levels, a difference that most
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executives readily acknowledged when it was called to their attention.

~ Those executives who could perscnelly recall when Negroes first
entered the white collar job levels reported that there had been little
or no complaint either from white employees or customers. Most indicated
that some trouble had been expected. But it did not materialize. As one
executive put it "...some white employees did threaten to quit. They
didn't, and we really have had no friction."

One union executive reported that there is considerable friction be-
tween white and Negro employees in the 1lower level jobs. He reported thet
management wants the union to handle any such complaints of friction
among employees. But he agreed with the picture projected by the company
executives—there was very little overt hostility when Negroes moved into
white collar jobs, and whatever there was has nearly vanishcd today.

Interracial friction and animosity among employess flares up
occasionally., Yet company executives are inclined to believe that these
are usually situations in which two or three people have personality
conflicts, and that race is only a secondary factor. Thus,moving Negroes
into white collar jobs has not produced significant personnel or customer
problems. In fact, nearly all of the executives indicated that having
Negro employees in the middle and upper jobs attracts Negro customers.
Though there are significant exceptions, primarily among the "high
fashion" stores, most of them stated that they want to attract the Negro
buying market.

Retailers are not only concerned with hcw employees get along.

They are primarily interested in how well they do their jobs. We probed
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the question, "How have Negroes worked out on white collar jobs?" in
order to get the executives to talk about the job performance of Negroes

relative to white employees. The typical response was that Negroes

"work out about the seme"” or "no different from white employees" on the
same job levels. One representative response was, "We get no more
complaints or praise from supervisors (about Negroes) than for any other
employee."

Over a fourth of the firms interviewed by the study director said
that Negroes work out "as well as white employees” because, "we are very
careful in the selection of them". These companies feel that they need
to be more selective in hiring Negroes in white collar areas, "to be sure
that he succeeds. We want to avoid any problems..." for the company and/
or the employee. This policy, if practiced, would tend to reinforce a
feeling which exists smong some members of civil rights organizations
that Negroes are expected to be more qualified than white applicants in
order to‘be hired for the middle and upper level jobs. This in tum
may deter some Negroes from applying for such jobs in retailing.

Frequently the interviewees equivocated about the relative per-
formence of Negroes. An executive would often follow-up his statement
that Negroes work out "about the same" with a remark such as, "Woll I
guess I'd say that the proportion that is qualified is not quite as
great as among white employees!". Or, "We have hed to bend over back-
wards with some of our Negro executive trainees..."

The executives of only four companies reported that Negroes do

less well than whites in the white collar jobs. One of these was quite
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direct: "It is the rare Negro applicant who can do simple things like
making change. Also they have a chip on their shoulder and this causes
friction..."

If Negroes are regarded as employses who work out as well as their
white counterparts and if Negroes have been in the white collar jobs for
ten to twenty years it is reasonable to assume that they would have
reached the upper level jobs by 1966, Except on a token basis, such
does not seem to be the case.

Nc fim in this survey has ever had a Negro become an officer of
the company. Though one large corporation did report that in 1966 a
Negro would be promoted to a vice-presidency. There are very few firms
with Negro buyers. None reported Negroes as merchandise managers. At
least twenty percent of the firms have no Negroes in any supervisory
capacity. None of the firms consisting of outlets only in New York City
have Negro store mansgers. A few, but not all, of the nationeal chain
stores do have. Some of the stores have no Negroes in the "high sales"
jobs (i.e. furniture, major epplisances, rugs, jewelry, etc.).

The ethnic distribution of the work force in the fifty-five
companies for which such data were available revesled Negro males
concentrated in the lowest job categories and white males concentrated
in the upper levels. Negro females are concentrated in the clerical cate-
gory and white females in sales.

Data from Federal Equal Employment Opportunities Commission
form EEO-1 were available for thirty-eight companies. In gixteen of
these, the job classification with the largest percentage of Negro

males in #9 (Service workers, such as attendants, guards, elevator
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operators, watchmen, etc.). In ten companies it is #8 (unskilled
laborers}. In twenty companies the largest percentage of white males
is in #1 V(Cffic'ills and managemeﬁt), o.pd in elsven companies it is in
#, (Sales personnel}. |

In twenty-two firms the Negro females are Qoncentrated in #5
(office and clerical workers); whilg in twenty-five companies the vwhite
females are goncéntrated in %H.;.

Retail executives explained this disparity in job level concentration
by referring to one or more of three cond;tions they say exists; Negroes
lack personal qualifications and background, experience and education.
One typical explanation was: ™Ve just haven't gotten that many Negroes
who ha‘ve the combination of éducation, ability, experience and judgment."

Not over‘five or six fims ind‘icated that the job concentrations of
Négro and white erpployees had deve:_loped as a result of company policy.

As ;:ne execﬁtive said, "This pattern is by accident... there is nothing
to keep them (Negroes) out.” Over and over the executives repeated
that, "the opportunity for. Negroes is open from bottom to 'top, as long

as they're qualified."



B. The Recruiting Process and Negroes

Most of the executives interviewed in this study said they would
hire more legroes for all job levels if more qualified Negroes were
available.

Several questions were asked which encouraged the executives to
discuss the employment of experienced Negroes. For example, they
were asked, "Has your company encountered any problems in getting
experienced Negroes to apply?" Also, t"Has your company experisnced
-difficulty in hiring Negroes for other than service and unskilled jobs?"

Only three companies answe_ed "no" to the first question. The
explanation was that experience is not needed in order to be hired
excent for the managerial and special skill jobs. A few executives
said that very few exnerienced Negroes do ap»nly, but they did not regard
this as a problem since they have enough experienced apnlicants to fill
the job openings.

Only two companies reported no difficulty in hiring Negroes for
other than service and unskilled jobs. Yet neither company has many
Negro employees in the white collar jobs. In fact,one of the companies
has no Negro males in s=les and other jobs above the clerical level.
Over ninety-one percent of their Negro male employees are in the scrvice
and unskilled job clagsification.

What these two companies report a«s thelr experience does not
correspond with the actual job classifications of the Negro cmployees
in retailing—both male and female. Though a few executives said that
they did not know what the situation is, most of‘themvreported that

their compenies have difficulty getting experienced Negro applicants,
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particglarly for the skilled and white collar jobs. Thus, nearly all
companies reﬁorted difficultj in hiring Negroes for the mi&dle and
upper level jobs, and in many cases for sales jobs as well.

As seen by the executives, the‘major Aifficulty is simply "ﬁe
cantt find them with qualifications" for these kinds of jobs. The
explanation for fhis was rarely related to company policies and
practices. Eight executives did say that in the past, Negroes had
not had full opportunity in retailing and therefore qualified Negroes
had been discouraged from seeking employment in this business. Bﬁt
generally, déficiencies in Negroes were pointed to as the reasons why
stores experience difficulty in hiring Negroes for the better jobs.
Lack of education, low ability, poor family backgrounds, 1ack of
direction, lack of initiative, lack of "extra dri#e and push," un-
willingness to accept responsibility, unwillingness to start at the
bottom and work up, low aspirations and personal insecurity were fre-
quently referfed to as the problems encountered by personnel executives
in plecing Negroes in better jobs.

Retailers believe that other companies‘in New York City experience
the same problems with respect to recruiting and hiring Negroes.

When asked how they go about handiing these problems, most of the
retail executives said they don't do anythingAabout it. Generally they.
felt that there is little the employer can do about it. "It's their
(Negroes!') prdblem'not ours. TWe're in businéss, not in soéial service."
Even some of the Plans for Progress firms indicated that they do

nothing about the problsm. One wonders why this is true, since essentially
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the Plans for Progress is a voluntary, private program-designed to
encourage business and labor to engage in equal employment activity
that will improve the employment status of minority groups. The
federal governmeﬁt ﬁnder an Executive Order provides some adminis-
trative support. Over three hundred firms in the United States
participate. | ,

About twenty percent of the companies report that they do try to
deal with the problem. Most of thess say that they "develop the
potential" of Negro employecs énd promote from within. Yet very few
of these companiés have demonstrated a substantial brealkthrough for
Negroes iﬁto the middle and upper level jobs.

Representative of the few companies in which Negross seem to heve
made gains at thg white cqllar level is one which reported its position
this way:

nEducation-wise, the white applicant seems better, but if you're
wiiling to train from their potential, then hiring Negroes for white
collar jobs is not a problem. I've found I can talke persons vho by
education and exﬁerience would be considered second or third rate and
train them. The girls at the switchboard, why on Fifth Avenue they
wouldn'tvbe able to get a job, or at ‘ 's either. Here they
can,'and they work out good. Take the girl that was in here for the
past hour. I hired her two weeks ago. I'm training her now. She is
out at the switchboard now. She is‘going to do 0.K. if I'm patient."

This executive reported that two out of three Negro white collar

employees work out well wlth his company.
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The vice-president of another firm declared that stores who say
they can't find Negroes for the management level jobs "just aren't
lodking for ﬁhem."

Are the New Yorkr retail businesses surveyed "looking for Negroesn?

Most companies have not developed elther policies or practices
designed to seek outkand encourégq’the employment of Negroes. These
companies believe that "since we don't discriminate" there is no need
to recruit Negroes. As one Vice-President for Personnel said:

"fe don't need to because we have always had equal
opportunity here for anyone, as long as they are
qualified.n"

Thirteen companies reported that they have informal policies and
practices designed to recruit Negroes. A few of these have held in-
formal discussions at the executive level about this matter. Some of
the executives believe that these discussions have encouraged department
managers to look especially for Negroes to promote. In two or three
firms the discussions have led to the circulation among management of
formal statements declaring an open hiring and promotion policy.

Although the executiﬁes of all thirteen of these companies
believe that their informal policies have improved the opportunities
for Negroes, none could point to specific situations in which Negrqes
have been hired or promoted as the result of such policies.

Bight companies belong to the federally supported, voluntary
Plans for Progresé. Only one of these companies considers this a

significant part of its fecruiting procedures. Five of these companies
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participate through the national offiée of their federation of stores.
Only one of thése five indicated enthusiasm for the program, and one was
openly hostile fo the éntire idea. Thé vice-president of thié»company
indicated that he participated only because it is federation policy.

As indicatéd, only one of the eight fiﬁms reported that it participates
in Plans for Progress in order to :ecruit more Negroes at all job levecls.
Among the other six which are not hostile to the program it is felt that
belonging to the plan is desirable in order publicly to affirm "whaot
hag always been our policy anyway."

It is significant to note that in slixv of the Plans for Progress
companies, Negro males are concentrated in the service and unskilled
job categqries. In the other two, the job classification with the
" largest percentage”of Negro male employees is clerical. Yet in six of
the eight firms the job classifciation with the largest percent of white
males is officials and managers. |

In these same companies, Negro females are concentrated in clerical
and sales, as are the vhite females. However, a somewhat larger percent
of the white females are in the white collar and skilled craftsman jobs
than are Negro females. Thus, the pattern of employment for Negro ahd
white personnel in the Plans fof Progress companies is no different
than in the other forty-seven companies fof which data was secured.

It is also interesting to note that though one of the Plans for
Progress companies, a national chain,wés very cobﬁerative from the
interview phase of the study to providing data on the ethnic
digtribution of 1ts work force, the other seven, at one or more stages
of the study, were among the least cooperative firms surveyed.

Though it may not be the case, the data on the ethnic distribution
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of the work force in the Plans for Progress companies coupled with the
statement of executives in six of the eight participating firms suggest
that Plans for Progress is used primarily for public relations purposes.
If the Plan is an effective way of recruiting Negro employees it is not
kmown to be among the New York City retail executives surveyed. Not over
five or six executives in the non-participating firms had ever heard of it.

Though two-thirds have had contact with anti-poverty programs and/or
civil rights group, only fifteen of the firms in the study reported that
they have initiated action to reach out into the Negro cémmunity to
recruit.applicants. For a few this has meant recruiting at Negro colleges
for management and other upper level jobs. Howard University was most |
frequently mentioned, but almost a dozen Negro colleges wers named. Most
of the executives who have included Negro colleges in their recruiting trips
indicated that they have not gotten many applicants this way.

Trade schools, high schools and integrated colleges are not used by
many retailers to recruit employees. Only eight use high schools.

Twelve use trade schools. Twenty-one use integrated colleges.  None are
used in order to recruit Negroes, though a few do alert colleges "to be
on the look-out for qualified Negroes."

About a fourth of the firms do go to the public schools to inform
teachers, counselors and students about retailing. But this is not
considered to be an integral part of the recruiting practices. And,
with rare exceﬁtion, these programs are not at all designed to inform
Negroes about positions open to qualified Negroes. Yet many of the
executives complained that young Negro applicants are unfamiliar with

retailing ==its nature and opportunities.
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One firm is beginning to focus on the high schools as a sburce

of employees. The spokesmun for this company said:

"e seek out high school gréduates who are not

going to college, but have a good potential. Ve

want to develop a pool of promotable people. We

work with counselors and teachers on this. I think

its going to pay-off for us."
Though thls program is not designed to recruit Negroes, the
interviewee believed that it will tend to open up better positions for
Negroes more rapidly than any other recruiting practices.

A few companies are active in the Distributive Education progrom
in cooperation with the City Board of Education. Again this is not
done specifically to inform or recruit Negroes. However, two
executives of one store did indicate that "this does bring in Negroes."
Another executive reported that "this will be a good source for
getting more Negroes as employees a2t all job levels.®

For lower level jobs some anti-poverty organizations have been
used in the search for Negro employees. JOIN, Mobilization for
Youth, HARYOU and MDTA were most frequently mentioned in this respect.
In addition as noted, the Distributive Education program was regafded
as a source of potential Negro employees. In most cases the retailers
have not contacted these programs. Represcntatives of the organization
have approached the business firms, and generally with little
enthusiasm the firms have agreed to cooperate by trying out scme
applicants. Only the MDTA and Distributive Education are felt to

be useful services. In fact, most execdtiﬁes felt that the other
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programs are useless and in some cases worse. AS one_vice—president
put it, "None of these programs are helpful and they take up our time.
They are all poor sources." Others used even stronger language.

Some of the fifteen firms that "reach into the Negro community"
have contacted the NAACP and Urban League.' A few have either gone
to Negro ministers or have been approached by them. Except for the
Urban League with a few stores, and an occasional minister, these
sources have not produced Negro applicants and employees. Some
executives had been disappointed to learn from the NAACP that it does
not operate as an employment agency. Several felt that if the civil
rights organizations pressure business to hire Negroes they ought te
send Negro applicants. That is, several of these executives felt that
the orginizations should recruit Negroes for the firms rather than the
firms going out to recruit in the market for Negroes.

Nearly all of the sixty-two retail firms surveyed use public and/or
private employment agencies, at least for some job levels. The public
agency most used, New York State Employment Service, is used almest
exclusively for the low level and unskilled jobs. There were mixed
reactions regarding this as a useful source of applicants. Most
executives felt that it is not generally a good socurce, though some
reported it to be a very good one for lower level jobs and on a par with
private agencies at this level. Executivesof firms who have used this
public agency estimated that six to nine out of ten applicants from it
are Negroes. And it is regarded by them primarily as a referral source
for Negroes.

A wide range of private employment agencles are used, especlally
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for the specialized skill jobs, such as typist, keypunch operators,
ete., and for management, and professional jobs.

Though few of the agencies reportedly inquire about company
practices with respect to hiring Negroes, one executive maintained
that a code is used by employment agencies. According to this execu-
tive, "If you question what the code means they will say: 'Oh don't
you knowwsomeone whose skin is dark!".

Vhether inquiry is made dr a code used is practically irrelevant.
Nearly all of the executivesreported that Negroes are rarely referred
by private agencies for the white collar jobs. The executives who
made an estimate reported that well over ninty percent of the
referrals are white,and some companies have never had Negroes referred
by private agencies. Thus, private agencies are seen as sources of white
employees. Forty-two companies reported that private agencies are one
of the major sources for employees at the executive and managerial level.
What this means for Negroes is obvious.

Though there are several private employment agencies in New York
City who handle Negro referrals almost exclusively, only five of the
retail firms reported ever using them. Only two firms use them for all
job levels. Executives in both of these companies felt that such
agencles are a good source for qualified applicants. Other than the
five firms who use them, not over five other executives interviewed
covld name any private employment agencies that are primarily Negro.
Two of thess agencies are nationally knovm. Yet only eight executives
said they had ever heard of them.

Wihen retailers recruit for the sales, service and unskilled job
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levels, agencies become relatively less important sources of applicants,
and newspaper ads and "walkins" more important. At the lowest job levels
these are the primary sources of applicants.
| A few of the firms use foreign language papers to advertise job

openings, especially for tailors and at times for carpenters. However,
most newspaper advertising for employment is done through the "New York
Times". In general, the executives maintained that nearly all other
newspaper advertising is useless. When asked, "Have you ever advertised
in "The Amsterdam News" (known as a "Negro weekly")?", the usucl responses
were "No, it never occured to us" or "No, it would not produce applicants."
Only three firms reported that they have used the "Amsterdom News".
Though they have never tried this paper, executives of the other companies
maintained that Negroes who are looking for jobs would use some other
paper as a source of information for openings.

Nearly all df the executives reported that when Negroes do apply
for jobs they are screened in the same way any other applicant is. The
personnel policies and procedures used in the firms surveyed are very
similar to those in other businesses of comparable size and job
classifications. In the smaller companies the store mznagers and
department managers do the screening and hiring. As the firms become
larger the process becomes more structured, wiﬁh the responsibility
resting with the personnel departments.

Except for informal arithmetic and clerical tests, testing was
reported to be infrequently used by the firms surveyed, and it was.

almost never discussed as a major facet of the employment process.
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In sixteen componies the Wonderlic, a cuick-scoring intelligence
,test; is given to the applicant for managerial and/or executive jbbs.
However, except for screening potential participants in the exeduti#e'
training programs this ic not felt to be a crucial factor in
employment. |

No executive questioned the validity of stendardized tests.
However, usually spokesmen for the firms who use such tezts reported
that job performance, not test perfofmance, is the deciding fector
for employment and promotion. Not more than five companies renorted
using tests at all for promotion purposes.

Some executives who use formal tests reported that Negroes have
more difficulty with ther than white applicants. A few indicatad
thet they are more likely to discount the results for Negroec than for
vhites. Yet they did not regard this as preferentizl trecatment. They
simply felt that the potential ability of Negroes does not show up so
well in formal test situations. But Negro or white, an apoplicant is
unlikely to be turned down on the basis of test results alone,
according to the company executives. |

Regardless of the size of the firm, the executive interviewed vas
certain that no qualified applicant was ever intentionally turned dbwn
unless there was no job opening at the time of applicatioh. Threé or
four executives indicated that it is human to err and thus probably at
times a qualified applicant had not gotten the job. All ascerted that
the race of the apnlicant would never be a factor if a qualified person |

were turned down.
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There is one way in which the Negro applicant usually confronts a
- different screening process than the white applicant. He will rarely
talk with another Negro during the entire screening process from
reception to employment. The executives with whom this situation was
discussed felt that the absence of Negroes in personnel departments and
the screening process has had no negative effect on Negro applicants.
Five or six were asked what they thought would be the effect on their
recruiting if all employees in personnel were Negro. All felt that it
would deter many qualified white people from applying with their firm.
One said, "Well we'd soon be a different store. Our image would change.
Tie'd be regarded as another (a store handling less expensive
merchandise, serving a large number of Negro customers) and not a Fifth
Avenue store."

During the discussion of the screening process two executives
did report that their firms are attempting to employ Negroes in the
personnel departments.

Vhen asked why there are no Negroes in their personnel departments
one or more of the following responses were made: 1. Negro college
gtudents don't stﬁdy personnel in college. They don't train for 1t.

2. Negroes never appiy for persoﬁnel work with us. 3. Negroes
don't have the background and experience for personnel work.

. In the light of the responses it is interesting to note that the
director of the ABC employment agency (one handling Negro applicants
almost exclusively) indicated that Negro college students who

matriculate in the business curriculum most often major in personnel




40

rather than businesg administration, accounting, merchandicing, etc.
He reported that he frequently counsels applicants to seel: other areas
because "personnel does not have as much opportunity for Negroes."

In contrast with the retail executives, he maintained that it is very
important to young Negro applicants to come in contact with Hegroes
someplace during the recruiting and screening process.

A few executives reported that they favor some form of preferential
treatment of Negroes in the recrulting and hiring process. Executives
in sixteen firms said that under certain conditions preference should
be given to Negroes. Usually it was stated in this way, "I wouldn'st
give outright preference, but if he has the potential, I'd probably
give the Hegro a break." Only four firms redorted that they actually
had ever given Negroes prefercntial treatment.

Most executives were adamantly opposed to any form of preferentiel
treatment for Negroes. To these executives this was regarded as
"discrimin:tion in reverse." A typical reaction was expressed by one
executive who said:

"e oppose it. All should be treated alike—based on ability
and qualification. It would defeat the purpose of equal
opportunity if you hire someone just because he's a Negro.
I'm on the board of the Anti-Defamation League and have been
very active in this field. But this whole business is being
overdone by government and civil rights groups. They've gone

too far. It is just as wrong to do this Tor Negroes as to do

it for whites. If the colored ars willing and anxious to move
ahead, we'll go all out to help, but we will not give nreference.
%ie'll push any employee who is anxious and willing to get ahead.
But preference would tend to hurt our business. It would drive
awvay customers and hurt the morale of our white employees. It

would be a grave injustice to Negroes to give them preference. It
will hurt them...."
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Other executives felt that it is not only unfair but unnecessary:

"No. It should not and cannot be done. OQur record--we're proud

of it——will show we wouldn't need to. There is no inequity to

correct at « We have...Negro buyers and...assistant
buyers. We have several department managers and some floor

managers who are Negro.. Anyone could have if they want to. But

you don't use preferential treatment. That's reverse discrimination—
and you don't have to do it. You can find Negroes among your ovm
employees who have ability to move up."

In this company the job level with the largest percent of Negro
males is the service category. Thirty;eight‘percent are in this
classification—the lowest job category. In contrast, forty-five
percent of the white males are foﬁnd in fhe officials and managers
category——the job clascification with the largest group of white
males.

The executives interviewed for this study believed, with few
exceptions, that the doors to their firms are open from bottom
to top for Negro applicants. Few, if any, have discovered and used
effective means of recruiting more Negroes for the middle and upper
level jobs. Many expressed disappointment about this. They said
they are puzzled about what can be done. Generally they reported that
they have done nearly all that they can do. Nearly all say that the
rest is up to Negroes and the institutions of socicty——in particular,
education.

Though the executives believe that there is little more the
companies can do to recruit Negro emplnyees, the evidence from this
study is clear, in all but a few firms, recruiting Negroes has been
little more than a peripheral, incidental and coincidental activity

and generally umsucessful for the middle and upper level jobs.
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Unless more effective techniques are develoned to recruit
Negroes for middle and upper level jobs on a larger scale the
current practice of relying on the sources of white applicants
(ie, the private agencies presently used by retail fims) will
continute to reinforce the concentration of Negroes in the
bottom occupational arcas of retailing. This will have the
effect of excluding Negroes, in largq‘measure, from the middle
and upper levels regardless of the retail firms stated policies

of favoring "equal employment and promotion opportunities."
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C. Training, Upgrading and Promotion

The executives interviewed were asked whether their companies
had ever worked together with other companies "to establish and
subsidize training programs for minority group members to teach
them the skills needed in retailing." This opened up discussions
on the vhole area of training and promotions.

Not over two or three executives favored such a cooperative,
subsidized program. Most said that the skill requirements to enter
retailing are so low that it is unnecessary to establish training
programs. Iurther, many said that each store'!s operations are so
unique that it is more efficient to hire for potential and train on
the job, except for certain skills, such as typing. So, according
to the executives, if Negroes with potential apply for employment
they will be hired and trained on the job.

Very few retailers surveyed have formal training progrrms,
except for executive-level training in some of the medium-sice
and larger firms. Four companies do have a few apprentices in the
building trades——electricians and carpenters. But retailing
doesn't lend itself to apprentice programs generally. A few
companies are participating in Manpower Development and Training
Act (MDTA) programs. With one exception, the executives considered
this an excellent progrom, and one thet does secure more trained
Hegro employees for the company. One executive became so
enthusiastic about MDTA that he is encouraging government, business,

and labor officials to extend the program beyond its present scope.
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Most of the training programs below the executive level ere
small and informal. A stock boy may work vart time as a sales clerk,
Or, a wrapper may work closely with a cashier and learn this skill.

A sales clerl: may be tried out as an assistant deparment manager.

Or, a clerical may move into the accounting department. Occasionally
a scles clerk will move from slippers to a higher sales area in shoes
and be taught informally on the job.

A few companies supplement this informal, indivicdualiced, on-fhe-
job training program with classes for employees in retalling and
merchandising. Some of these classes are offered on the company's
time, some on the employee's time. Nearly all operate on a voluntary
basis.

The executives in firms with the informsl trrining progroms
renorted that Negro employees are included in them. No executive
could or woﬁld provide precise data on the ethnic distribution of the
work force participating in such programs. But the executives in most
of these companies felt that a relatively small percent and number of
Negroes are in the programs. In general they reported that Negro
employees tend "not to take advantage of the opportunities for
training." Several pointed to insiances in vhich Negroes had been
approached about moving into new jobs for a trial learning neriod
but who turned dovm the opportunity. The executives felt that
Negroes are more reluctant than white employees to assume increased
responsibilities, and that they prefer to remain in safe, low-level

jobs.
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There are very few Negroes in the executive and monegerial
‘training programs, which are usually formal. These programs are
generally filled with college graduates. Spokesmen for the firms in
this study maintained that they have been unable to find many Hegroes
whb are qualified and willing to enter their programs. Many executives
felt that Negro college graduates are in such great demand by business
and industry today that they join those companies which offer better
immediate opportunity and income than reteiling. If this is true,
since the retail executive program are filled almost entirely with white
college graduates, it would imply that white graduates are willing to
wvork for less money and where there is less opportunity than Negro
college graduates. The study team questions this as an adequate ex-
planation for why Negroes constitute such a small percent of the
trainees. In fact, the data on the W-M forms completed by twenty-four
companies revealed that Negroes are located, more frequently than white
employees, at the lower pay grades of each occupational area.

In most of the firms,promotion is based upon job performance and
recommendation of the immediate supervisor or depertment head. The
large compenies have formal job performance reviews at least once a
year and many carry them out more frequently. In the smaller firms
job verformance is reviewed informally and on a personal basis. But
whether formal or informal the reviews of performance are considered
to be one of the crucial factors in promotion by most retail companies.

Whén asked directly how the job performance of Negro employees

compares with that of white ones the executives said that on an
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overall bagis the performance is ébout the same at every job level.
There were a few executives who said that Negroes work out less Well.‘
And two or three saoid they are "terrible" or "verj poor". But,
generzlly the executives expressed satisfaction with the Job performance
of Negroes.

If the cxecutives are correct, we wondered then why Negrocs tend to
be promoted less frequently and less rapidiy than white eﬁployees. Many
executives reported that "lack of appropriate experience" is one answef.
Yet, according to the executives' statements, Negroes have been employed
in white collar salés, office, and stock jobs much longer than the
average length of time needed to move from thess jobs to the store
managenent level, for example. Then reminded of this many executives
introduced a new rationale for the relative slow and infrequent
promotion of Negroes and their absence in training programs.

Some executives pointed to personal characteristics that Negroes
are agsumed to havé, which are barriers fo training and promotion—epoor
personal appearance, lack of grooming and a lack of sophistication in
presenting themselves to the public and the employer. Many of these
executives referred to a "chip on the shoulder" attitude among legro
employees today. In addition, several of the employers reported that
Negroes lack self-confidence and initiative — "Théy won't do more tian
they!'re told. They won't do the little extra that's heeded to pet ahead.”

At the lower-level jobs Negroes are said to be less dependable than
white employeses. At the middle level they are reported to be less

willing to accept more responsibility. In some cases, executives
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reported that Negroes are reluctant to make a change or transfer to
another location —— whether this be a department in the same store, a
| store In the same city, or a store in another area. On this point
there was not agreement. A few executives sald that they have never
found Negroes reluctant to make changes if it is clear that such
changes are genuine improvements for them.

Another reason, though not stated as such, may be found in the
feeling, reported by many executives, that companies need tokbe more
careful in promoting Negro employees than white ones. The executives
said that they want to be certain that Negroes will succeed:before
promoting them because Negroes are more hurt by failure personally
and in the labor market, than white employees. Some also said that il
llegroes have to be removed from the new position they will frequently
charge the compan; with discrimination. And, as some of the executives
said, compani:s do not want to have this kind of trouble.

Vhatevar the reasons, the executives did agree that Negro employees
are not being trained and promoted as frequently or as rapidly as white
employees. All insisted that discrimination does not exist and there~
fore is not a factor in this situation.

The fer companies which indicated that they are making some
progress in trzining and promoting more Negroes reported that they are
doing more than just saying "the doors of opportunity arc open." They
are working on a personal and individual basis with supervisors and
employzes. Job performance review tends to be informal. Individual
Negroes "with potential" are picked out by supervisors and quietly

encouragal to try the new job. In a few cases the Negro employee is
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not given a chunce to sty no. He ic simply put into the job and then
given vhatever supoort is needed.

Employers vho toke Jdirect nction to plice more MNegroes in training
progrems and seek out Negroes for promotion seem to be more effective

in this area than those vhe simply "open the doors" cnd wait.
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D. Retail Unions and Equal Opnortunity

Over half of the companies surveyed have collective bargaining
agreensnts with one or more unicns. But the executives conveyed the
impression that the retail unions, with the possible exception of one,
have little or no effect on company policy and practice in the area of
employment. One company executive representative of those in firms
vith union-management contracts said, "We only see those boys (union
officials) at contract time, or if there's a grievance. Ther're not
around other times."

A1l except three or four executives refused our request for
coples of the union-management contrccts. They felt that "this is
an internal matter." Since unions secmed to be of sm2ll significonce
tc this study the request was not pursued further.

The consensus was that the union members, and leaders, are
concerned almost exclusively with pay, work conditions and benefits,
such as group insurznce. Thus the executives reported that the
unions have little effect on who gets recruited and hired. Almost
none of them could remember any time when this had been discussed
with nanagement by union officials. And certainly, they said, this
had never been an issue.

Company s»nokesmen said that the unions also have no significant
effect on who gets trained and/or promoted. Very few of the retail
unions have apprentice programs. Ana where they exist the numbers
involved are very few. Thus, a question ebout the numbers of Negroes

in such programs is nearly irrelevant.
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The executives ware asked wherether or not the contracts with the
unions include a non-discrimination clause. Not over four or five
could answer the questlon, quﬁ just simply didntt kmow. A few
fhought so. Some ﬁere nretty sure that there is none. A few were
certain that there is. Al. who discussed this said that such a clause
makes no difference. "We don't discriminate. The union knows that.
So why have a clause?" Union officials agreed.

The firms were unanimous in agreeing that retail unions don't
discriminate against Negrces, or anyone. A few szid that some other
unions may “o so, but not those in retailing. It is true, they said,
scme retail ﬁnions arc nearly all white, but not because of discrimina-
tion. Rather, they indicated, thisAis the situation because generally
Negroes "have not gone into these areas of retailing."

The executives were asked: "Ideally, what can unions do to
assist management in adapting and implementing an effective equal
ennloyment pélicy?" The usual response wac that unions can't really
Co much other than, "Don't resist the management on this, and accept
all equally.“ Then, the executives would frequently add, "and as I've
said, they already do this.

One union was singled out as being very active in this area of
enployment. Even some.executives in firms who had no contract with
this union pointed to it as one that has always been overtly concerned
with this issue. As one vice president said, "You know that
(an official of the uniqn in question) is going to come in and ask

why there aren't any Negroes in such and such a department."
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The interviews ﬁith union officials simply bore out whot the
-company executives reported. With the exception of one, unions do not
play an active role in the employment process, thefeby doing 1ittle to
change the ethnlc distribution patterns in retailing.

Just as the companies reported that retail unions don't discriminate,
so the unions said that the retail stores don't discriminate—at least
they haven't "for the last five years or more.® Thus, most union
officials saw nothing of concern in the pattérns of ethnic distribution
in retailing. |

An officiel in the union that is an active advocate of Negro and
Puerto Ricans felt that though retail compzanies have not kept these
minorities out, they have done little to bring them in, or to
upgrade them once they are employed. So unions need to act as = prod
. and an observer. He then added that unions also need to push its
Negro and Puerto Rican members to take adventage of the opportunities
to move up. He felt that frequently Negro and Puerto Rican employees
are reluctant to take the risk and responsibility of the higher job
levels. This official felt that Negroes especially, due to their
experiences with past discrimination, may prefér the security of a
fsafe job" at the lower level. He stated that companies and unions
need to understend this for what it is and work on it, rather than
label it "a lack of ambition and desire to get ahead." |

The active union reported that over sixty percent of the persons
promoted to the high selling areas in one firm during the past eighteen
months’ are Negro and Puerto Rican. He felt that this was the direct

result of union pressure. Most union officials felt that there is
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little a union con do cxcept "be open to all." However, oificials in
the active union belioved that the union can do three things—--two
clready mentioned, closely observe the stores" promotion practices,

and prod them into oponing the betteor jeb levels for Negroec and

[oN

Puerte Ricons. Third, they could provide oppnortunity within the

union for Negroes and Puerto Ricans to develop and demonstrate leader-
ship and other skills related to job succesc in merchandising and re-
tail mancgeoment. Needless to szy, he reported that his union is doing
so, and pointed out that Negroes and Puerto Ricuns constitute over half
£ the union stewards.

When asked why, in their opinon, Negroes are concentrated in the
bottom job levels, all of the union officials referred to liabilities
Negroes are assumed to bring with them into ths labor marlet—poor
educntional background, lack of confidence, low self-esteem, reluctance
to enter into competition (i.e. as salesmen), and poor family backgrounds.

The following comment is typical of those made by union officials
to exnl=in the low position of Negroes in the retail firms:

T think in my estimation it is his indifference to the

responsibility in assignments. That is the striling ,

thing in my estimation. I think this is understandable.

He has had to develop a shell around himself. Perhaps

his teachers were indifferent, perhops he comes from a

broken home—with rats. All of this causes his in-

differsnce. OSoclety, as it stands, has compelled him to

be indifferont. I think that this has been the thinking

of the employer.t

Though all union officials felt this way, only the one in the

active union could propose anything that unions and companies could :
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about the situation. He felt that this (a lack of qualifications

among Negroes) "can be overcome only in an intensified training

program" carried out by stores with the cooperation of unions. The

proéram would be open to all, but frankly give preferance to Negroes.
It may be that retail unions have been effective agents in bring-

ing about equal employment and promotion practices. But the interviews

with retail executives and union officials indicate that, with one ex-

ception, they hatte not been; nor have they attempted to be.
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2, civil Rirhts and Herre Employment

'Several quastimns‘in the interview explored the nature, axtent
and :ffécti#eness of civil vights éctivity as it is related to the
emyioyment of N:gr&&s in’rctailing.

llearly half of the companies surveyed have been approached by
civil rights érganizations. Somc hav= been picketed 2nd boycotted.
A féw éf thoge with outlets in the South, found it necessary to
close some stores temnorarily. And, though all of these firms main-
tnined that they had not discriminated against llegreces, ncarly all
reported that following the civil rights activity they had tried to
increase the numbar of Negrc employees. cr to employ some for the
Mipgt tine. Ono axccutive reperted that right now his corporation is
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storve. Ho store reported that it had been singled cut for nicieting.

] .

Bu% a fewr have becn nicieted as nart of a shopping center or business
area.

In nearly every firm the cxecutlves said that discuscions and
tours settled the issue. No follow-up action was taken either by the
civil rights organication or the store. Yet in three or four cases

when there was a threat to »iclet, stores did hire more Negroes or mace

scme attempt to do soe.
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It would appear that "talking over the situation" with eivil
rights organizations brought about no real change in the employment
nractices of retailers. Direct action, such as picketing and/or the
threat of it,’secms tc have led to some improvement in the employment

statu# cf Hegroes in a few firms.

If civil rishis organizations have affected emnloyment policies
“anﬁ practices of retailers only slightly, government agencies in this
field were reported to have had practically no affect.

Spokesmen for a fourth of the firms said that they had been
contécted at some £ime by a city or state agency. Occasionally the
contact had been made as part of a general survey. Most, however,
resulted from an applicant's or employee's complaint. The executives
reported that in every case the firm had been cleared or the charges
dropped. A typical response to the question dealing with tiis area
was made by one vice-president who said: "Yes, a girl made a complaint.
She said we had fired her because of her race. But there was no substance
tc her argument. We‘were‘cleared. In fact the chairman of the
Commission commended us and said he wished 211 places were as fair as

"(the firm in question).

About a‘third of the firms surveyed felt that the city and state
agenciss are effective in handling problems of discrimination. The rest
cither said they aren't effective or that they have no ideas about it.

Those who felt that the agencies are effective pointed to "the fair
way they treat the employer. They're hearing all sides fairly". 1In

addition, several referred to "the climate" established by the




educational function of tﬁe agencics. That is, they have helped some
employers became "aware of a need to reexamine their policies", and they
‘have "put a light on unequal trsatment.”

A few exccutives incisted that the agencies are ineffective. One
said, "they reclly don't (help). Not much, at least, That dq they do?"
Another added that the agencies really don't resolve a thing. "Employers
have hondled this situationvwithout the‘help of laws and you fellows,"

.

ha cal

0o,

dony interviewers indicatad that they could not estimate the

L5 . s

2l tiveness of Lhe asencies. Some said that théy had never heard of
n2 ity Commission prior to the contact for this study.r Most ol these
eﬁeeutivas hac no ides what such agencies do. Their general attitude was
summed un by one man vho said, "I haven't'thé slichtest ideu. I don'i pay
any attention to thig. "

When asked if the acency cculd help the employer in any vay,
2izhty percent said, "No." A few thought that the interﬁiewe: could not
‘be asking the question seriously. "Since we don't have any problem, what
could you do?" |

One who responded affirmatively said,"Yes, don't bofher'us." Many
of the sixty-two firms conveyed this same attitude without being quite
so direct.

Genefally those who reported that the agency could help pointed to
one or beth of two ﬁays: 1. Find and fefer qualified Negroes to the
retailers. 2. Educaﬁe Negroeb in the slills end personal characteristics

n2ecded Tor retailing.  epresentative of the exccutives who felt this Ay
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i1s the assistant to the presidemt who said:

"iell, maybe you could educaite the minority, the colored. They need
.tc learn how to apply for jobs and how to pressnt themselves to employers...
They ceculd help Negroes get more education end be better prepared for
employment.”

This widely held position—that it is not the retail firms who need
to change—~was also revealed in the executives' responses to questions
about civil rights legislation. Two questions were asked: "How effective
do you feel equal employment opportunity legislation has been in furthering
equal employment objective in your company? In incustry and business
zenerally in New York City and the state?"

The nearly unanimous opinion of the executives was that such
legislation has had "virtually nc effect" on their own firms. A few
revorted that laws may have had a small effect on them. They felt that
narhaps the company executives had been made more aware of the neec "to
de whatever we can."

In convrast with thelr viewe regarding laws' affect on their om
firms. ninety percent of the executives felt that such legislation had
beent 2ither "of some" or "great" importance in changing business and
industry in the city and state. These executives said:

It has opened doors. It hag forced some to quit

discriminating. It has given hope to Negroes. It

has established a climate that makes it easier to

be fair because the law supports you. It has made
business more aware of what needs to be done.




If they had not alrendy done so, during this stage of the interview
many-executivés pointed to their ovm personzl activities nnd that of their
colleagues as members :nd/or board directors of various loecal, state and
national organizatidns devoted to brealing the barriers of discrimination.
Ifany heliaved that this personal concemn is relflecthed in thelr firms!
5olicy'and practices. Though this was not analyzed in depth, a cursory
gxeninabion of the stlmic distribution of their worl Jorces does not
invieats that it has had much impact. relative to other retail companies,
el is, Hesross worlins in stores in which executives rcporﬁedly have
beon active in such orgonizations are ne more likely tec be employed
i the middle and upver levael Jobs than Negroes in the other firms.

In short, as repovte’ by the sxecutives interviewed in this study,
the civil vrights activity of the past ten to fifteen years has had

little direct impact on reteil firms.




8. CONCLUSIONS

This section is divided into three parts: A. Hypothesis.

B. Interpretation of the Data showing the etlinic distribution of the
work force in fity-three firms. C. Some Unanswered Questions.
A. Hypothesis

Once the interviews were completed and the content analyzed, it
was clear that fifty-eizht of the sixty-two firms could be grouped
according to the rationales their executives set forth to explain the
position of MNegroes in their work forces. Four explanations, or
thematic rationales, were given. Though the executives of some compa-
uiles zeferred to more than one explanatlion, each executivse tended to
clbress one as mere siznificant than the other thres. These thermes wers
not proposad by.the executivesin response to any specific question but
rather emerged out of the total Interview.

1. Thematic Rationale, Type A: The Deteriorated Negro.

The executives of sixteen companies reported that the low position
of legroes in retailing is best explained by family, personal and
character deficits. Furtuer, theyvlack the potentizl now. Maybe the
next generation will be differsnt. But this one "just doesn'ﬁ have it."
One executive, typical of this group said, "When it comes right down to
it, their families and Harlem are negative factors for liegroes."

Adult illiteracy, broken homes, parents drinking too much, lack of
ambition and failure to assume personal responsibility for getting

ahead were all stressed by these executives.
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"The main problem is the Negro's lack of qualification for
vrormotion. Ile laclks ambition and the agreccivenccs to gcot
akead. He docsn't have thas self-confidence and self
motivation. He doesn't want to male judgnamts ~nd decisions.

He needs more schoeling, He's lueliing in nectioss and

ampeareince.  His poor home background hasn't given him vhat

he needs for promotion."

Interestingly enough several executives in this category said
that Negroes ars too aggressive and want to get to the top too
ranidly. "Sometim~s I thinlz the Negroes arc trying to make haste too
quickly." TYet these same officials maintain that legroes don't
demonstrite enough ambition. As one vice-president put it,"...
Confidence, drive, ambition, 'moxie!, drive to compete, integrity —-
these are vhat we locl for, end these are largely lacking in legroes."

The executives in the Type A firms projectzd a sencral Teeling
of hepelessness and futility regarding the Negro population thati is
now in the labor force. Little can be done about this generation.
Hope lies with thelr children. "In about twenty years we'll sce the
chan;a,m

411 of these executives said that the vesponsibility for bring-
ing about the changes rests with "the Hegroes thensalves . "

2. Thematic Rationale, Type B: The Uneduca Led Unskilled Hegro.
learly 2ll executives ra=ferred to lack of education as a factor
in the low occupationzl status of Negroes. But in tuionty-one firms

this emerged as the primary rationale to explain the present position

of legroes in retailing:
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"The major reasons Negroes are so rare here is due to

the lack of education, training and experience for the

merchandise, and advertising and displ-y division. For

some reason, in the office, clerical and accounting area

Negroes seem to be bettor qualified...They can shout and

push to get their rights. But that doesn't qualify them

to work for us..."

Those are the words of one executive,‘but similar comments were
repeated often by spokesman for the other twenty firms in this
category. They cdded that Negroes are in the lower jobs because that
i5 the level of their education and skills. |

These executives said that there really ica't much that retailers
can do about this. "le're in business, not social service and ed-
ucation." However, they stressed that Negroes can do something about
it now-=—get educated and troined. Also, they felt that public in-

stitutions, such as the schools, could do = better job in this area.

3. Thematic Rationale Type C: The Negro with Qualifications or
Potential. ,

Six firms reported that there are qualified Negroes for all job
levels in retailing:

"You have to go out and get them. Anybody who says he

can't find them just isn't looking. The first day our

store was opened we had department managers. They're

available. But they're not going to come to you unless
they know you really mean it."

Some of these executives said that if qualified Negroes aren't
available for the jobs then it is desirable to hire them on the
basis of potential and develop them. They all reported that they

are doing so.



4. ‘thematic Rationnle, Type D: Negroes and Cononnies Huve
llutual Responcibility.

The executives in fifteen compunies held the pocition that
Negroes cnd retailers need to share the rospdnsibility for the
present low status of Negroes ond for taking action to chenge it.
Thege spokesman moaint:ined that’their firns hod never discriminated,
yet had not, until recently, teken action to correct a situaticn
which had developed oveor the years—namely, the concentration of
Negroes in the low-levcl jobs. Yet, they said, Negroes had not
done much either. Too often, according to them, lNegroes have telen
the bottom jobs and have seemed content to stay there, reluctant to
assumé the responsibilities that go along with the better jobs.

The quickest way to alter the situation is to look for the
Négro employees 1n the firm who show potentlal end upgrade them:

"Stores and business should take actlon to move

Negroes to upper level jJobs — rald other stores,

train on the job, overlook some formzl requirements,

such as test scores. These are wayc to do this. 3But

upgrading is the quickest and probably the best way."

In addition, they said, "It is not a problem of trainable
people. HNegroes are as educable as any group. But they need to
prepare for business Jobs, too."

Thus while rotailers need to take action, so do legroes.
Thoyvnegd to get as prepared as possible. Then they need to take
advantage of all oprortunities. According to these executives,

Negroes are increasingly doing so:
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"It's informal (the promotion policy). We observe if
there is potential in the employee. It's based on job
performance and an interest in going ahead in the
company. Then for sales we'll put them on part time
sales (ten hours), and thirty hours as stock. If they
work out at sales we promote them. Negroesc have really
hopped into this. They see we're intercsted. So they
see a way of helping themselves. Now they're reading
literature on retailing and going back to high school—
sometimes to Community College."
This optimism is shared by most of the sxecutives in the
Type D firms. Though many of these executives referred to personal
and family deficits among legroes, it was not stressed. Rather, what
both the stores and Negroes could do about the problem was.
Analyzing the ethnic distribution data and the content of the

interviews, and grouning the retail firms according to the four

thematic rationales led to a conclusion and a hypothesis.

CONCLUSION: The actual distribution of Negroes in the
occupational structure of the firms is not correlated with the
thematic rationales. That is, Negroes are not better off occupa-
tionally, in the Tyve C =nd D firﬁs than in the Type A and B firms.
For examnle, in the firm of the executive quoted as typical of
Type D, 10.5 percent of the mnles are Negro. And of these Negro
nales, 50.0 percent ars in occunational level #8, Unskilled labor.
In a representative Type A firm, 15.0 percent of the males are Negro.
Thirty-four percent of the Negro nmales are in #9, Service Workers.
In both firms, the white males are concentrated in the upper level jobs.

Thus, the relative position of Negrocs is tlie same in both firms.
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HYPOTHESIS: The position of Negroes in & retail firm's work
force is inversely proportional to the competitive position of the
firm in‘the labor market. That is, the general occupational level
of Negroes is higher in the firms having rclatively more difficulty

competing in the labor market for scare labor.




B. Interpretation of the Data
1, Introductory Statement

It has been noted that employers gzenerally have been unwilling
to supply the statistical data requeéted in the revised statistics form
which were developed specifically for the study by the study interview-
ers. As a result of the steps taken by the Commission to obtain the
retufn of completod statistics fonms‘twenty-four firms complied. Due to
“the character of the errors contained in three forms, it was necessary
to exclude from the statisti§a1 analysis the data supplied by three firms.
As such, the enalysis of dsta provided in the revised statistics form

v.(hereafter referred to as the W-M statistics data) is based on 21 firms.

In enticipation that some firms in the sample would refuse to return
the 7-M statisties form the Commission authorized the study interviewers
to request from reluctant firms their EEO-1 data in lieu of the W-M form.
In the meantime the study director requested from fhe EEOC those EEO-1
forms of all firms contained in the study sample. From these sources,
EEO-1 forms were obtained for thirty-eight firmms in the study sample.

One arrived in July, therefore the statistical analysis in this section
is based on EEO-1 forms for thirty-seven firms (hereafter referred to as
the EEO-1 data).

Accordingly, the analysis to follow is based on two sets of data cole
lected by meens of two different statistics forms. Since both forms were
were acquired for each of five firms included in the statistical analysis,
the fwenty-one W-M forms and thirty-seven EEO-1 forms represent a combined

totsl of fifty-three firms included ir the separate statistical analysis



of the two sets of data. It should be recalled that sixty-two firms
comprise the 6ompleto study semple.
2. Additional Sample Considerations
In New York City there are two thousand stores in the general mer

chandise group from which the study sample of stores were drawn, These
two thousand stores employ over two hundred fifty thousand persons. The
combined total of fifty-three firms included in the separate statistical
anaylsis of the two sets of data constitute 3.0 percent of the store popu-
lation. The twenty-one firms for which there is W-M statistical data
employ 10,570 persons. These twenty-one firms represent l.1 percent of
the store population, employing upproximatoiy Le2 perocent of the total nume
ber of employees in the retail businesses sampled. The thirty-seven
firms (inoluding five that returned the W-M form) on which the analysis
of EEO-1 data is based constitute 1.9 percent of the store population.
These thirty-seven firms employ 123,29l persons, an indeterminate mmber
of which are omployed outside New York City. If it is assumed, on the
basis of a comparative analysis of the reported total number of employees
by each of the five firms for which there are W-M and EEO-1 forms, that
at least 50 percent of the combined total number of employees reported on
the thirty-seven EEO-1 forms are employed in New York City, then it may
be estimated that at least 25 to 30 percent of the 250,000 employees in
the retail businesses sarpled are involved in the statistical analysis.
3. Distribution of Firms in Terms of Size of Work Force and the Thematic

Rationale Offered for the Disadvantaged Position Occupied by Negro

Employees
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When the respective firms, for which W-M and EEO-1 data were
.obtained, are exsmined in terms of size of work force the following

breakdown is revealed:

TABLE 1

DISTRIBUTION OF FIRMS (SURMITTING W-M DATA) IN TERMS
OF WORK FORCE SIZE

Size of Tork

Force Interval Frequenocy
100 or less employees 7
101 - 500 8
51 - 1,000 L
1,001 and above 2

N=21

TABLE 2

DISTRIBUTION OF FIRMS ( SUBMITTING EEO-1 DATA) IN TERMS
OF WORK FORCE SIZE ‘

Size of Work

Force Interval Frequency
200 or less employees 6
301 - 1,500 : 14
‘ 1,501 - 3,500 7
‘3,501 - 10,000 7
10,001 and{above 3
N = 37»

* Includes five firms that Submitted the W-M Statistics Form.
~ When these same fims, submitting respectively the W-M and
EEO-1 data, were exsmined in terms of the rationale given for the inferior

position of Negro employees the following distribution emerged:
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TABLE 3

DISTRIBUTION OF FIRMS (SUBMITTING W-M DATA) IN TERMS
OF THE TYPE OF THEMATIC RATIONALE=*

Type of
Thematic Rationale Frequency
A | . o 6
B 6
c
D L
N =18 |

TABLE L

DISTRIBUTION OF FIRMS (SUBMITTING EEO-1 DATA) IN
TERMS OF THE TYPE OF THEMATIC RATIONALE

Type of
Thematic Rationale Frequency
A 2 8
B .15
c : 3
D 9
N= 35

® For an explanation of each rationale see Section A of this chapter.
Li. Comparative Considerations of the W-M and EEO-1 Statistic Forms

In view of the fact that the following statistical analysis is
based respectively on the W-M and EEO-1 data a brief consideration of
the two statistics forms is necessary. The least in importance is the
observable difference in the minority categvory breakdown. Whereas the
W-M form employs only three differentiasted categdries of minority

(Negro, Puerto Rican and other),‘ the EEO-1 form uses four of them



(Negro, Oriental, American Indien, and Spanish American). However, aside
from the Spénish American category being inclusive of the Puerto Ricean
category this difference in minority breakdown poses no difficulty in the
comparative enalysis of the two sets of dsta.

.Uhfortunetely the same may not be sﬁid for the differences in occu-
pational breakd;wn on the two forms. Aithough the categories of Managerial
and Exocutive, Professionals, Sales, and Apprentices are identical on the
two forms, the remaining five categories on the W-M form and the six
categories on the EEO-1 from overlap considersbly. Mofoover, since the
- exact extent and position of the overlapping is unclear the speculation :
.in this regerd would at best be questionable, an attempt at clarificetion
will be omitted. This being the case it must be assumed that the number
and percent of each racial group repregentaticn in the respectiye occu-
pational areas will vary somewhat between the two sets of data.

Despite this lackiof comparability in regard to the occupational
cafegories in question, it is noteworthy that when the percentage distri-
bution by rank of the respective minorities are exsmined in the two sets
cf data it is cloarly‘noticeable thét both sets of data revesl the greatest
’propdrtion of minorities to be employed in the low-paying, low-status
occupational areas and the lowest proportion to be employed ir the high-
paying, high-status areas (Appendix D, Fig's. 3A, 3B).

The most marked and perhaps significant contrast between the W-M
and EEO-1 froms consists in the inclusion on the W-M form of job~occupe-
tional breakdowns for each of the eight occupational areas and the respec~

tive paygrades for each of the job-occupations. For the task of ascertair-
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ing the patterns of ;xclusion and ;mployﬁent opportunities as they pertsin
fo spécific minority members it i$ clearly apparent that the absence of
such differentiationa on the EEO-1 form would meke it inferior to the W-V
form. The absencs of such job=occupational breakdowns and £heir corre-
sponding paygradé differeﬁtiations on the EEO-1 form does not allow for

en assessment gf how well specific minority employees stand in relation

to white smplbyugé within specific occupational areas. As such, even if
there is accurata reporting, the EEO-1 fdnn, while revealing a certain
percentagé of ﬁegro cﬁployaes in the selling area, will not reveal that
they are confihod primarily ﬁo low-status, low-paying se}ling jobs.
Evidence in support of this viGW'mgy be cited as indicated. Without job-
ocoupational and vaygrade differentiations on the EEO-1 form the por=
trayal 6f the Negro's position in a firmm or industry tends to be inflated,
This may be readily obseried by compﬁring the percentages of Negro males
repbrtéd by the seame firm on the two different fbrms for the same occupa-
tional categofy. As one example, on the EEO-lvform one firm reported a
 total of thirty;three males in the Officials and Managers category.
Twenty-eight of the fhirtyhthree are ideptified as white-—representirg 8.8
percent; three are idenfified as Negro-—representing 9.1 percent; and two
are identified asvSPanish American—representing 6.1 percent.

This seame firm, in reporting on the WhM’form,»listed»a total of
twentyufhreelm#lgs in the Manageriai and Executive category. In the break-
dowﬁ of fhé total, twenty were idontified as white-rep:esgnting 87.0
percent; two were identified as Negro—representing 8.7 percent; and one

was identified as Puerto Rican representing L.3 percent.
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As such, the EEO-1 form reveals that 9.1 percent of the males in
the occupational category in question are Negro. The W-=M form reveals
that 8.7 percent of the males in that 6ategory are Negro. In addition,
the W-M form discloses that nine of the twenty-fhree are in the $200.00
or more paygrade, and all are white; seven of twenty-three are in the
$150.00-4199.00 paygrade, three being white and one Negro; three are in
the 875.00-899.00 paygrade, one being white, cne Negro, and one Puerto
Rican. Accordingly, 80.0 percent of the whites are in paygrades of
$150,00 or more, while 100 percent of the Negroes are in paygrades of
$149.00 or less.
5. Problems Identified

An exsmination of the ERO-1 deta reveals that the greatest rercentage
of Negro employees are found in the Service Worker occupations (Appendix
D, Fig's. 1A, 1B)s Of the 9,097 male employees in this occupational area,
28.1 percent are Negro. Of the 5,830 female employees in the same occupa-
tional area, 19.6 percent are Negro. The only other occupational areas
in which Negro employees approach a comparable level of concentration are
Leborers (unskilled) —21.8 percent of the males, and 16.6 percent of the
females; Office and Clerical-=17.1 percert are Negro males and 17.0 are
Negro females; and Operatives (semi-skilled)=11.2 are Negro males and 16.9
are Negro females. In the remaining five occupational areas (0fficials
ard Managers, Professiorals, Technicians, Sales, and Craftsmen) the Negroes
as a percentage of the employees is below 7.& percent for each of the re-
spective areas and below 4.1 percent for three of them (0fficials and

Managers, Professionals, and Technicians).
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Despite the overlapping of occupational categories on the two
statistics forms, the pattern of Negro émployee concentration in the
low-status jobs is also revealed in the W-M data. In examining the W-M
data (Appendix D, Fig's. 24, 2B) it is found that the Negro proportion
of the employses in an occupational level is greatest in Warehouse jobs--
28.1 percent of the males are Negro, and 80.1 percent of the females are
Negro. Following in rank order for Negro males are: Stock, Custodial
and Maintandnce--2h.7 percent of the males and 20.3 percent of the females
are Negro; Food service--21.8 percent of the males and 10.5 pércent of the
females are Negro; Customer Relations (excluding information desk joﬁs)-—
20.2 percent of the males and 27.1 of the femalesare Negro; Clerical,
Machine Operators and Other Office jobs--18.1 percent of the males and
16.1 percent of the females are Negro. These data reveal that Negroes
constitute the smalles proportion of the occupational levels in the
Professional; Menagerial and Execuctive; and Sales Jobg--in that order.

With the exception of Office-~-Clerical and'Sales-represéntatives;
when the two curves intersect in those occupational areas where the great-
est percentage of white employees is found, the lowest percentage of Negro
employees is found and vice versa. Hence, when the respective percentage
distribution by renk of white and Negro employees in each occupational
area is plotted in a line graph (Appendix D, Fig's. 34, 3B} the relation-
ship just discussed becomes clearly apparent,

For Negro and white males essentially the same relationship obtains
for the pay grades corresponding to the respective job occupations. ¥When

the percentage of Negro employees in each pay grade is inspected, it is
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found that the greatest concentration of Negro males and females is in
the $99.00 or less per week pay category, with a negligible percentage
receiving more than $125.00 per week (Appendix D, Fig's. LA, LB). While
it may be observed that the $39.00 or less pay category represents the
highest percentage category for male and female whites, white males are
found in comparably high percertages in each of the pay grades above
$99.00 (1C0~149, 150-159, 200 or more).

The hypothesis has been previously advanced that while civil rights
has led to, or increased slightly, a token representation of Negro employess
in high-status, high-paying job classifications, only the short supply of
lator for such job categories has brought about in a particular instance,
a meaningful increase in employment opportunities for Negroes. This
hypothesis negates the idea that employment opportunities for Negroes will
very in accordance with the image of Negroes held by company executives
as reflected in the rationale offered for the inferior position of Negro
employees.

In an effort to check the plausibility of the preceeding hypothesis,
fims were grouped ir terms of work force size on the assumption that in
the present market of & short labor supply of the middle and upper level
workers, as reported by the retail executives interviewed, the small, non-
prestige type retail fimm would be hardest pressed for such workers. As
such, it would be enticipated that the pattern of percentage distribution
by rank of Negro employees, in the respective occupational areas, would be
somewrat different in the small work-force type firmms than in the larger

ones. Moreover, it would be further anticipated thet in the lattsr t.me
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firm the pgttern of percentage distribution by rank would be uniform.

In Fig's. 19D of Appendix D, the occupational areas I-IX, em-
ployed in the EEO-1 form, are classified into three groupings. These are:
(a) I. Officials and Managers, II. Professionals, III. Technicians, and
VI. Craftsmen (skilled); (b)IV. Sales Workers; and (¢} V. Office and
Clerical, VII. Operatives (Semi-skilled), VIII. Laborers (unskilled),

IX. Service Workers. When the percentage distribution by rank of Negro.
employees in each respective occupational grouping is compared for firms
with varying work;force size the following 1is ﬁoted: In firms with 300 or
less employees the largest percentage of Negro males occur in the occupa-
tional grouping comprising areas I, II, III and VI. His second percéntage
distribution renk is in occupational group IV (Sales), and his third per-
centage distribution rank is in the occupational grouping comprising areas
V, VII, VIIT end IX. In firms with 301 or more employees the Negro's per-
centage distributiom rank is uniform, as anticipated: it ranks first in areas
V, VII, VIII, and IX; sscond in areas I, II, III, and VI; and third in
area IV.

Additional support for the hypothesis is provided in the pattern
which occurs for the Negro femsle's percentage distribution rank. Al-
though the Negro female's rank-pattern remains uniform for firms with vary-
ing work-force size, in firms with 300 or less employees the rank-pattern
is undifferentiated for white, Negro, and Spanish American females. In
this instance the percentage distributisn by rank is first in the occupe-
tional grouping comprising areas V, VII, VIII and IX; second in IV; sand

third in I, II, 1I1, and VI. In firmms with 301 or more employees the white
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female's percentage distribution rank changes to a uniform pattern that

" is first in IV; second in V, VII, VIII and IX; and third in I, II, III

and VI.

Correspondingly, an examination of the firms classified in terms
of thematic rétionale‘also reveal an anticipated pattern. It will be
recalled that the hypothesis negates the idea that employment opportu-
nities for Negroes will vary in accordance with the image of the.Negro as
reflected in the rationale offered for the inferior position of Negro em-
ployees. With the exception of type firm C* (Appendix D, Fig's. 6C-13C),

it will be noted that the Negro male's distribution rank-pattern is uni-

forme It is first rank in V, VII, VIII and IX; second in I, II, III and

VI; and, third in IV (Sales).

The exception to the forgoing Negro male rank-pattern in type
firm C is also revealing. It so happens that the C-type firm complained
most about the labor shortage. Also, the thematic rationale character-
izing such firms reflected the short labor supply of which they complained.
Hence, the themes ("You have got to go out and find them (Negroes)",
"you can't hire them (Negroes) on the basis of the criteria the jobs re-~
quire--you have to hire them on the basis of potential and train them™),
depicting this type firm, constitute in one sense a justification for their
action—on which they capitalized in moral terms. In this connection it
should also be noted that it is only in the C-type firm that the renk-

pattern for white, Nezro and Spanish. American employees is undifferentiated.

* For an explanation and discussion of type firms A, B, C, and D see
Section A of this chapter.
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Moreover, the rank-pattern is exactly the sasme as it is for firms with
three hundred or less employees.

Attention should also be directed to the observation that it is
only in C-type firms that the percentage of Negro males in Sales is com-
parable to the Negro female's percentage in Sales. Furthermore, their
respective percentages in Sales are comparable to their percenteges in the
occupational grouping comprising areas V, VII, VIII and IX. This observa-
tion appears Lo be particularly revealing in light of the fact that the
percentage distribution of Negro males tends to be highest in those occ-
cupational areas comprising the greatest proportion of females~with, of
course, the exception of Sales. (Appendix D. Fig's. 5, 1L46-19C, 6C-13C,
and 20D-29D) .

Though the proposed hypothesis may not have been substantiated
here teyond all question, sufficient evidence has been presented to estabe
lish the high probability of its validity.
C. Some Unanswered Questions

l. No retail firm seems to have developsd a pattern of ethnic
distribution that can be pointed to as a useful model for others. One store
located in the center of a population that is largely Negro, does have an
ethnic distribution better thaﬁ moste Yet, even here the white males are
concentrated in the highest occupational levels and the Negro males in sales.
Ninety-four percent of the females are Negro, and they are ccncentrated in
sales. The white females are located in sales and menagerial jobs. As noted
the pattern is better than most firms. But it is no solution to tell
retailers to move all of their business to Harlem or Bedford Stuyvesant.

The question is, why are some retailers able to find Negroes for the
better sales, supervisory and upper level jobs when they are pressed by

the conditions of the labor market or civil rights action to do so, and

those who feel no pres-ure "can't find Negroes"?
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2. The retzil firms maintcined that they promote from within
whenever possible. Negroes have worked in retail firms generally for
the last twenty to thirty years. They are reported to do as well as
vhite employees at every job level. Yet, they have not been upgraded
and promoted as frequently or as rapidly as white emnloyeec. Why?

3. The overvhelming majority of reteil executives said that the
educational requirements for the botiom through fhe sales jobs are
low—--in practice, below high school graduation for some employees.

In addition, most of the companies reportedly przfer "to trzin our
ot due %o our own unique methods of opervating." Yet, Negroes are
said to lacl "the education and experience" needed for employment.

Even if this evaluation of Negroes ic corrvect, why would it be
of meojor sigmificonce, if in practice lit*tle education or experience
is required?

L. The executivec reported that the public employment agencies
generally refer Negroes to the retail firms, and primarily for low-
level jobs. They also said that the private employment agencies vhich
they use refer vhite employees almost exclusively, esnecielly for the
middle and upper job levels. Vhy do the retail firms recruit from
agencies that are sources of Negro labor for the low paying jobs,
but do not recruit from agencies that specialize in Negro refarrals
for higher-status, higher-paying jobs?

5. Is it correct that Negroes are not attracted to retailing due
to low pzy and irresulzr hours which preveil in this business? This

is one reason frequently given to explain the relative abssznce of
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Negroes. Yet, it is precisely in the areas of low puy and irrcgular
hours that Negroes are concentrated.

6. Why are the anti-poverty progrums apparently of little help
to retailers as sources of Negro employees——or white ones?

7. Is it myth or renlity that the high fashion, high status
firms would experience reduced image and status if they were to
employ Negroes in greater proportion at the middle and upper level
jobs? One executive reported that no "Fifth Avenue-type" store does
or would employ Negroes in such jobs, except on a token bagis, re-~
gardless of its public policy statements.

8. ©Since very few retail firms audit their practices with re-
spect to equal employment, how can they be certoin thoi they have
no built-in practices.that tend to reinforce the concentr tion cf
legroes in the low level jobs, and neorly exclude them {rom the upper
Levels?

9. Why are rsteil executives generally cuite sznsitive about
oroviding precise data on the ethnic distribution of their worl:
forces?

10. Why do most retail executives believe that they ors making
more progross in the area of equal employment than is indicated by
the data on their work forces?

11. If Hegro employees are reluctant to take advontage of op-
portunities for upgrading and promotion, are there measures that
reteilers can employ to change this now?

12. Is it possible for Negroes to make e mascive breakthroush

into the midile and upper levels of retailing now?




9. RECOMMENDATIONS

A, Stﬁdy Procedures

In general, the procedures used to carry out this study worked
well enougﬂ to achieve the original purposes. However, three pro-
cedural recommendations ars made here that might produce more effective
results for future survey teams:

1. Do not be overly concerned about establishing rapport with the
interviewees. There is no evidence from this study that more depth and
accuracy was achieved during those interviews in which more rapnort had
. been established than in any of the others.

2. Include fewer firms, and concentrate more on the relationships
betwean the content of the interviews gnd actual practices. Insist on
6bserving various departments and discussing practices with heads of
departmehts and, 2t least, some minority-group personnel. If possible,
this should be done on an unannounced basis. The discussions should be
carried out privately.

3. Trom the outset, insist that ethnic distribution data be
provided. Take all steps authorized by the law to obtain them.

B. Commission Action

At the present time the City Commission on Human Rights is
reconsidering the content and scope of its total program. The
direction of its activity has not been determined. Thus, how this
study of retailing will be followed-up is now under consideration.
Three lines of action seem pogsible:

1. For those firms that refused to cooperate in one or more

79
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phase of the study a subpoena may be issued to compel attendance
of personnel executives at hearings on thelr employment policies
and practices. |

This is not likely to have much effect on the status of Negroes
in retailing. |

2. Recently at least two retail firms have had complaints
registered against them by job applicants. Thes~ should be in-
vestigated in the light of the information about the firms gathered
for this study.

For examnle, one firm has been charged with using the results
of a test to deny jobs to two young men. One of them was reportedly
told that he was turned down not because he wacg unqua;ified to do the
job for which he had applied, but because his test score indicated that
he is not promotable. Yet, during the study interviews, a vice-
president of this firm told the study director that the test was never
used in this manner.

In this firm, seventeen percent of the males and fourteen nercent
of the females are Negro. Seventy-two percent of the Negro males, but
only twenty-four percent of the white males are concentrzted in the
lowest occupational level in the store. In contrast, sixteen percent
of the white males and only to percent of the Negro males are in the
top job levels — Managers and Executives.

The vice-president for personnel of thisg store declared that his
company has developed equal employment practices and has done all that
it can to upgrade Negroes. Is he serious? Or, is he unaware of the

actual situation in his firm?



81

3. The Commission may be able to carry out an educational
function with a few firms that indicated an interest in changing
some of their practices in ways that would improve the stafus of
Negro employees.

Since retail executives belleve that they don't discriminate,
focusing on discrimination. will not "get through®" to them. However,
if the Comnission approaches some firms with suggestions based upon
some practices of a few retailers, it may be able to improve the '
position of Negroes in a few firms.

C. Some Affirmative Action by Retailers

With few exceptions, the retail executives repmorted that their
doors are open at all levels without regard to race. For whatever
reasons, Negroes are infrequently found in the middle and upper level
jobs. Vhat can be done about it by retail firms? The following
suggestions are not regarded by the study team as either profound or
panaceas for the problems of equal employment opportunity. Indeed,
most of tﬁe suggestions have been made before.

1. Recruiting

The personal grooming of many Negro applicants was repofted to
be a barrier to their employment. Would it be possible for retailers
to reconsider this? That is, is it possible for the firms simply to
point out to applicants what grooming standards must be maintained as
employees, and not reject them on the basis of the appearance at the
time of application.

Retailers may be able onenly to recruit more aggressively among

Negroes for the supervisory, management and executive jobs. Companie
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that have Negroes at these levels have looked for them.

According to W. Willard Wirtz, U.S. Secrotory of Lobor, two-
thirds of all Negro college students are preparing to teach. Perhaps
this nattsrn could be changed, if executives sought out Negroes during
their college sophomore years. Some of the mofé“aff}uent reteilers
might offer scholarshipé to some promising college sopﬁomores willing
to commit themselves to join the firms upon graduation.

Rééruiting high school traduates with an agreement to subsidize
further education may be in order for some firms.

If using some of the services of the private agencies that
snecialize in'referring Negroes for better jobs is too expensive,
as one executive felt, perhans two or three firms could explore the
possibility of an agreement with one or more agsncy, cuch as Richax
Clarke Associates. These firms would pay for the servicé on 2
coonerative basis and have one nersonnel department screen avnlicants
for all three iirms.

liore firms might arrange through schoecls and organizations for
minority group youths to tour store locations and to éxplain to them
the opportﬁnities that exist in retailing.

2. Upgrzding and Promotions

Retailers mey be able to review the gqualificaticns of all
miﬁority group employees in the lower and middle job lavels for the
purnose of more rapidly upgrading them.

A few retailers have taken employees in lower job levels and

tried them part-time at higher jobs. For example, en employee may
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work thirty hours in stock and ten hours in sales until he learns,
and then move full-time into sales. They report that it works.
Perhaps many more could try this, particularly with minority group
_employees.

Perhaps rethinking the lines of progression may lead to new
openings for Negroes. For example, one large company does not con-
sider its snles personnel for store manager positions. With respect
to its minority group employees, it may be well to reconsider thié
policy.

D. Goals

1. It is not unreasonable to exp=ct that retail firms will
examine their ethnic distribution data, and enter into serious
discussions at all executive and supervisory levels in order to take
immediate action designed to improve the occupational status of
minority group members.

2. The major goal remains, to bring about an equality of
achisvement that is demonstrated by an adequate representation of
minority group employees throughout the occupational structure
rather than a concentration in the lower levels. This can be
achieved by retail firms, if the will to act with urgency and

imagination is present.
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