
SOLUTIONS TO THE WORKER SHORTAGE 
Improving the American work-
force during the next 15 years is 
critical to economic growth. 

In fact, to the extent that eco-
nomic growth depends on an edu-
cated workforce, it is estimated 
that we must upgrade the skills of 
some 25 million American work-
ers by 40 percent by the end of the 
century if we are to maintain a 
growth rate of even three percent. 

As it is, there promises to be a 
shortage of skilled workers and 
high unemployment in many 
categories. White males will 
make up only 15 percent of the 
additions to the labor force be-
tween now and the year 2000. 
The rest will be women, minor-
ities and immigrants. 

The result could be a work-
force desperately in need of edu-
cation to meet the demands of 
higher skilled jobs and a signifi-
cant population of inadequately 
educated employees for even en-
try level jobs. 

A system 
U.S. Lawns Inc. franchises land-
scape maintenance companies. 
When the company began three 
years ago, the greatest concern of 
our franchises was in estimating 
and sales help. We provided 
heavy support in this area. As they 
matured and grew, we provided 
help with bookkeeping, cash flow, 
customer service and technical 
problems. Now, however, the ma-
jor concern for our franchisees 
(and the area in which we are try-
ing to provide the greatest level of 
assistance) is people. How to find 
people, how to select the right 
people and how to train people 
efficiently are all major issues 
with our franchises. We at U.S. 
Lawns try to solve these very dif-
ferent problems in three very dif-
ferent ways. 

Recruiting 
The first and most obvious prob-
lem is r e c r u i t m e n t . S o m e 
companies import workers from 
areas where there is a surplus, 
like Texas. Workers can also be 
imported from South America 
or M e x i c o under temporary 
work permits. 

Another source of help, espe-
cial ly in the summer, is the 
school system. Coaches and 
guidance counselors are very 
helpful in supplying names of 
interested students , part icu-

larly those coaches who wish to 
keep their players in shape over 
the summer. Landscape mainte-
nance is a wonderful way to 
keep athletes "fine-tuned" over 
a summer vacation. 

Work study programs are 
also appropr ia te , e s p e c i a l l y 
when hours are flexible. Our 
largest franchise is experiment-
ing with working at night on 
c o m m e r c i a l propert ies with 
high-powered lights. It is cooler; 
some individuals like to work 
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the evening or night shift; and— 
with the except ion of weed-
ing—activities can be carried on 
with high-powered lights. This 
is opening up a new possible 
market for employees. 

Many cities have youth pro-
grams which provide a source of 
potential employees. 

For many people in drug re-
habilitation and offender pro-
grams, work is a wonderful 
opportunity to deal with their 
problems in a positive way and 
develop job skills. 

Boys' and girls' clubs also 
provide a source of good poten-
tial workers who are interested 
in learning workable skills. 

Perhaps the most exci t ing 
and innovative approach so far 

has been our "High Potential 
Franchise Program" in which 
talented high school, college or 
vocational school graduates are 
assigned to work for an existing 
franchise for two years. Money 
is withheld from their salaries 
and placed in an account for 
them. U.S. Lawns matches the 
amount withheld; at the end of 
the two years, they purchase a 
franchise themselves. (If they 
withdraw from the program be-
fore the two years is up, their 
m o n e y is r e t u r n e d w i t h 
interest.) 

Obviously, there are many 
other ways to source a good 
workforce for the industry . 
Speaking at schools, participat-
ing in career days, getting in-
v o l v e d in c o m m u n i t y a c -
tivities—all open up potential 
sources of workers. 

Selecting 
After you find workers, the next 
step is selecting the ones who 
are likely to be successful. This 
is especially important at the 
foreman or supervisor level as 
these people signficantly influ-
ence the turnover rate. U.S. 
Lawns applies this same phi-
l o s o p h y w h e n s e l e c t i n g 
franchises. 

A good selection test to deter-
mine people most likely to be 
good supervisors will go a long 
way in decreasing turnover. We 
recommend to our franchisees 
that they check references, in-
terview applicants careful ly 
and use tests we supply them to 
help select good supervisors. 

Retaining 
Once you select a potentially 
good person, offer ongoing sup-
port to help him or her do the job 
better. What we recommend is 
ongoing supervisory training in 
how to coach and counsel em-
ployees, how to discipline em-
ployees and how to make sure 
employees' problems are dealt 
with fairly and quickly. 

When we are competing with 
fast food companies , service 
companies and so many others, 
the impor tance of reducing 
turnover is great. We try to 
c r e a t e a f ee l ing among our 
workers that they can move up 
in the organization and become 
supervisors themselves. 

If at all possible, profit-shar-
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ing or other types of incentive 
p lans he lp re ta in w o r k e r s . 
These plans make them feel as if 
they are contr ibuting to the 
overall success of the company 
and are being rewarded for it. 
The keys to retaining employ-
ees are good supervisors—and 
good supervisors come from se-
lecting people with good skills 
and training them as much as 
possible. 

A lesson of the '80s that will 
only grow in importance is that 

People, rather than 
machines or capital, 
are the critical 
factors in the service 
economy. 

people rather than machines or 
capital are the critical factors in 
fueling this needed growth in 
the service economy. It is also 
clear that education relates very 
strongly to individual oppor-
tunity. People who receive job 
training earn 25 percent more 
than individuals who do not. 

This is the message we must 
give to our employees. We will 
help teach them valuable skills, 
we will offer them career oppor-
tunities and perhaps, most im-
portantly, we will treat them in 
a way which makes them feel 
rewarded by what they do. 

So, what appeared to be a 
s imple and stra ight- forward 
problem is really not. It's not 
just a problem of finding people. 
It's a problem of selecting and 
developing good supervisors in 
order to cut down on turnover 
and therefore create less need to 
find new people. It's also a prob-
lem of what each organization 
must do to create feelings of ca-
reer opportunities among all 
employees—which will also cut 
down on turnover. 

No one part can totally solve 
the problem. 

There will be shortages of 
e m p l o y e e s . I n n o v a t i v e ap-
proaches will be necessary. But 
the successful organizations 
will be the ones that do the best 
job of keeping their people. 
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