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ABSTRACT
A study vas conducted to determine the factors that
account for the sustained and unusuvally high rate of participatiosn ig -
tuition-assisted education by Polaroid employees. Information vas
gathered by interviews wvith Polaroid management officials in the
Human Resources Development Group: staff of the Education and Career
Planning Department: and emplcyees who have participated in the
program: review of internal policy: and library research. The stady
examines the structure, provisions, and admipistration of the coapany
plan; the experience and motivations of plan managers and plan
participants; and the corporate context in which the plan operates.
Findings show that the company has a systematic and comprehensiva: ,
series of courses and prograss for its hourly and salaried employees, .
incleding internal and external programs, organizational davelopaent,
and career and education counseling. The Tuition Assistance Plan is P
an integrated component of this overall enployee development program. .
It pays 100 percent (for full-time employees) of tuition in advance
for a broad range of company approved courses. Polaroid encourages
esployees to participate in the Plan by educational counseling,
publicity in house organs, and word of mouth. According t> Polars>ii
- figures, approximately 6,000 (50 percent) of the corporation's *
domestic employees participated in an average of one-and-one-half
internal or exteraal education and training activities during
1977-78. Ten percent of the eligible domestic workforce participated
~in the Tuition Assistance Plan, and of these, 40 percent were froa ‘
. the hourly ranks. Factors contributing to this high rate of |
- participation appear to he the paid tuition, supervisory i
encouragement of education and training, and an atmosphere that emphasizes
the rewards of education. (KC)
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This report is one of a series of case studies and policy research
papers produced during the second phase of "A study of the Use of
Education and Training Funds in the Private Sector.” The name
assigned the second phase of the study is the Worker Education and
Training Policies Project. The research reported herein was per-
formed pursuant to a contract from the National Institute of
Education, U.S. Department of Health, Education and Welfare (Project
Number 400-76-0125). - Contractors—undertaking--such-projects: under -
Government sponsorship are encouraged to express freely their pro-
fessionz1 judgement in the conduct of the project. Points of view
or opinions stated do not, therefore, necessarily represent offi-
cial National Institute of Education position or policy.
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Adult Americans have been participating in formal education and
training programs in record numbers in recent years. The trend is
generally viewed as a positive development.

There is a rub; it involves the low profile cast by working class
Americans in the ranks of participants in the adult learning boom. The
hourly assembly line worker, the skilled craftsperson, the salesperson,
the secretary ... those alternately called the blue and pink collar
workers ... by all available estimates are not participating at levels
even remotely proximate to their numbers in the population.

There is within this situation many a paradox. Estimates suggest
that somewhere between 40% and 70% of this population are "would-be-~
learners", that is people who say the, want to participate in education

and training programs. Yet the several studies of participation by

" working Americans in tuition assistance programs (in which financial
barriers to continuing education are largely overcome) have consistently
revealed overall use rates in the range of 4-5%.

That one of the single largest audiences and potential constituencies
for continuing education and training programs is currently not taking
advantage of existing opportunities presents a significant public policy
challenge. Especially is this so because of the importance of this large
segment of society to the future productivity of individual enterprises
and the broader economy. A question that emerges in various forms is:
Where does the "problem" 1ie? 1Is the "problem" in the available opportunity
or is it in the "would-be-learner" audience? Many observors would point
to that 4% use rate figure with resignation. The evidence presented in
this paper and in other case studies in this series suggests a need to
look more closely at how the opportunity--tuition assistance for education
and training -- is structured.

The programs described in these studies have attained rates of worker
participation far in excess of national norms. They offer examples of
promising programs and practices to those in industry, unions, education
institutions, and goverrment concerned with enhancing education and
training opportunities for workers.

. In the pages that follow, Kathleen Knox, Senior Associate at the
National Manpower Institute, describes and analyzes the Human Resources
Development Programs of the Polaroid Corporation with particular attention
to the corporation's tuition assistance plan. Of particular interest is
the developmental perspective which informs the planning and implementation
of Human Resource Development programming within the corporation, and the
degree to which Polaroid had integrated tuition assistance with its overall
education and training approach.
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The study itself is based on extensive interviews with Polarcid officials
and Human Resources Development staff and with Polaroid employees who have
participated in both internal education and training programs and external
education supported by Tuition Assistance. Library research and review of
Polaroid policy and pregram documents supplemented the interview data. The
questions asked were informed by many sources, princiral among them being
the members of NMI's National Advisory Committee and the findings from a
major survey research effort carried out by NMI in 1976 and 1977 which
sought to shed light on the extent of negotiated tuition assistance programs
and factors contributing to the low rates of worker utilization of tuition
assistance benefits. (The results of this effort are reported in summary form
in An Untapped Resource: Negotiated Tuition Aid in the Private Sector - Charner
et. al., 1978).
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This and its companion studies of highly utilized tu.tion assistance
programs -- the Educational Opportunities Plan of Kimberley-Clark Corporation
and The Education Fund Programs of AFSCME District Council 37 —- were begun
in earnest nearly a year ago. These are the first of a series of reports on
promising programs and practices and critical public policy issues in worker
education and traiming initiated under NMI's Project on Worker Education and
Training Policies which is financed (under contract) by the National Institute
of Education.

These case studies were importantly influenced in their content and
form by two considerations. The first concermed the slender body of
literature on tuition aid, in general, and promising programs and practices
in tuition aid, in partiecular. With phenomenal growth in the incidence of
tuition aid programs in private industry and the public sector, and the
consequent growth in the potential importance of tuition aid as a resource
to working Americans, employers, unions, and those education institutions
seeking to better reach the adult learning audience, enhanced knowledge
about this resource and how to make it work appeared to us to be an urgent
need. These case studies were designed to contribute to that knowledge base,
with a view to meeting the interests of a differentiated audience of employers,
unions, and education officials.

The second consideration involves the methods employed to develop these
case studv reports. Our purpose was to fathom how these programs are deasjgned,
how they function, and how well they meet the purposes of program users and
sponsors; and then to discuss those features in the contextual enviromment
and in the program's "operant mechanics" that seem to account for the high
worker use rates. Our purpose was not to test a theory, It is premature
for that, given the complex social situations and complex social organizations
involved. Because our interest was to enhance discovery and to provide
texture in the description, we relied heavily on a qualitative field research
approach using a blend of techniques; observation, informant interviewing,
document analysis, and small group discussions. The method is costly, rigorous,
and demanding on the time of researcher and respondent alike. It is our belief
that the results are enhanced by the method . We hope that the reader agrees.



A prerequisite in this kind of case study is access to people knowledgeable
about the program's administration, to users of the program, to people outside
the sponsoring organization with informed perspectives about the program, and
to documentary information. NMI was granted generous access to such people
and records by senior officials of Polaroid Corporation. We are indebted to

these officials and to the eteff members and participants of the programs
who shared their experiences, perceptions, and knowledge with us.

Gregery B. Smith

Worker Education
and Training Policies Project
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EXECUTIVE SUMMARY

POLAROID CDRPDRATIDN S TUITION ASSISTANCE PLAN
A CASE STUDY

Purpose affStudyranéfﬁgthOQQLQEl

This study was undertaken by the National Manpower Institute, with the
Polaroid Corporation's cooperation and assistance, to try to determine the
factors that account for the sustained and unusually high rate of partici-
pation in tuition-assisted education by Polaroid employees. It is based on
interviews with Polaroid management officials in the Human Resources Develop-
ment Group, and staff of the Education and Career Planning Department. In
addition, individual interviews were conducted with twelve Polaroid employees
who have in the pést Or are presently participating in educational programs
financed by the Tuition Assistance Plan. Review of internal pelicy and program
documents provided by Polaroid and librafy research supplemented the interview
data. Because of NMI's particular interest in educational opportunities for
hourly workers, the study focuses primarily on the relationship between the

Tuition Assistance Plan and Polaroid's overall educational programs for hourly

L]

workers. The study examines the s cture, provisions, and administration of
the Plan; the experience and motivations of Plan managers and Plan participants;
and the corporate context in which the Plan operates. It is hoped that its
findings will be useful for public and private policy-makers concerned with

education and training policy issues, particularly for working adults.

Company Context

Polaroid's Tuition Assistance Plan cannot be understood without taking

L 12




into account the origins and history of this unusual American corporation.

The company was founded (in fact, if not in name) in 1932 when Edwin Land

left Harvard University as a sophomore to establish the basement laboratory

in Cambridge, Massachusetts that in 1937 became the Polaroid Corporatien.
Land's motivations in setting up his new enterprise were not primarily

economic; rather, Land wanted two things: to create a setting in which he

could see his inventions through from inspiration to production and to create

a model business enterprise -- one that provided "a worthwhile and dignified

work experience for all his employees'! 1These intentions have significantly

shaped the Polaroid Corporatifon throughout its half century of growth and chsngei

Polaroid has remained an economic enterprise in which "other motivations (than

profit) are of compelling importance'?

_._For over 30 years, the corporation has been in the forefront of development..
efforts in the photographic firld and more rr in the manufacture of new
cameras and other instant photographic pr

# Since the invention of the Land Instant Camera in 1948, the company has
enjoyed steady and sustained grawth:

Since that landmark year, the company's workforce has grown

at an astounding rate. For every employee who worked at

Polaroid in 19¢.:8, there are 45 employees today, a total of ,;
close to 16,000, One and a half million dollars in 1948 L
sales has soared to more than a billion dollars in annual .
sales today. Earnings -- a negative figure in 1948 -- were

more than 92 million last year, and international sales, not
dreamed of in 1948, were more than $400 million last year.

Polaroid has expanded (from 750 Main Street in Cambridge) to . ...
more than 50 locations in Massachusetts, a network of eight BT

distribution and service centers across the country and a 3
number of manufacturing and distribution subsidiatries overseas;

At the present time, Polaroid is the third largest employer in Cambridge,

Massachusetts, behind Harvard ﬁniVETSity and the Massachusetts Institute of




Technology. The company's new manufacturing plants are dotted along Route 128,
the beltway that circles Boston, and many of the employees in these facilities
are drawn from nearby suburbs (Watertown, Needham, Waltham) as well as from
the center city of Boston. Over the past five years, these new plants have
been filled with thousands of new employees recruited to meet Polaroid's -
production needs. At the present time, these hourly workers constitute 70%

of the Polaroid workforce.

As a highly technical and innovative company, Polaroid needs employees
who understand what they are doing, who can see how their tasks fit together
to form a whole, who can work with management to improve the product, and who
have the theoretical and conceptual skills to grow with their jobs and within
the garparatignié To train this kind éfVWkafoEE, Polaroid has developed
ovar the years a systematic and comprehensive series of courses and programs
for its hourly and salaried empléyeesg These prggfams and courses include,
among others:

e Internal education and skills training programs for both hourly
and salaried employees; ,

e Management development programs and workshops for supervisors and

managerial personnel;

Technology-based programs and seminars for technical and nontechnical
personnel;

Organizational development courses and programs for managerial persom-

nel and team leaders; and

® Career counseling workshops to assist Polaroid employees and supervisors
in determining career goals and methods for achieving them. o
The Tuition Assistance Plan is an integrated égmpanent of this overall
employee development program. The Plan exists to finance external education

programs independently undertaken by Polaroid employees as well as company=initi~

ated training programs which require external education at area colleges, univer-




Pr: gisinns and Aﬂministratian of the Plan

The Palafaid Tuition Assistance Plan prepays 100% of the costs of approved
educational programs successfully completed by Polaroid employees. All half
and full-time employees are eligible to participate in the plan, and the amount

of assistance avail;Ele is prorated based on employees' scheduled hours of

work (40 hours gvfullg 30 = 3/4 payment, etc.). Those working less then 20
hours per week are not eligible.
The guidelinés for participation are as follows:

1. A}‘c;eptable Schools

- Schools are selected on the bagis of tuition costs and/or re-~
levance of programs to Polaroid's needs

2, Acceptable Courses and Programs

- Any basic course in reading, writing, and arithmetic

~ Courses or programs which will improve the employee's skill .
on his/her present job as defined in an appraved job descrip-
tion ,

- Courses or programs which relate ta the next jab in the
- employee's job family as described in the Polaroid clas-
sification booklet and/or as defined iu an apprcved job

descrip’.ion

- Courses ar'prag:ams required or relevant to a trade or
craft licensing or certification program appropriate to

" 'the 1ndividual's careér and” specific to Palaraid's need 7
for the trade or graft

- Specifie degree programs (Assaciate and Bachélnr B degreea
and graduate degrees). All engineering, science, mathémstics,'

..accounting,- financé, and .secretarial programs. - All general .
business- managi¢ént marketing,tfanspartatian, ecunnmigs,'“
jnufnsliam, nursing, and criminal justice programs if o
currentl? job: related. ‘Courses in the College of Education e
or Public Administratigﬁ curriculum are not permitted under
the graduate degree program.

The Plan is administered &s one of unit of Polaroid's Human Resource

15
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Development Group. Its budget of approximately $450,000 per year is submitted
as part of the total HRD budget; the Plan is corporately financed, as are all
HRD activities,

Special Features

Educational Counseling

All emplryees entering new tuition-assisted programs are required to
receive educational counseling before they may receive assistance under the
Plan. The purpose of the counseling is to ensure that the employee's educa-
tional plans are within the guidelines of the Tuition Assistance Plan, to
suggest alternatives 1f they are not, and "o help the employee select a school
that is appropriate to his/her interests and convenient to his/her home or
warkpia&e. Polaroid's policy is to make the counseling and gpplicstiﬁn process
as convenient for the employees as possible. Counseling is dome at the em~
ployee's work site during or immediately following his/her work day.

Publicity -

The Tuition Assistance Plan is widely publicized ﬁhraugh formal brochures,
personnel policy handbooks, and Polaroid in-house media, e.g., The Polaroid News-
1é£ter and various division and committee publications. Supefviggrs are ex-
pected to assist their workers to formulate career and educational plans and

~-determine-ways t§~impién3ﬁt“them.‘*Infafmal“pﬁﬁiicity*isﬁaisuﬁﬁidespreadf“w"“wﬂfWWéaﬂ%
Approximately 50% of Pnlafaid‘s damgstic workforce is engaged in at léast‘ane
education or training activity &u:ing a given year, and word of the Plan

>“spzéadsitﬁfaﬁgﬁ conversation ﬁn the jéb-énd dﬁringrﬁreéksg’lﬂﬁé employee in-
_ﬁer?iewed during the study said, “Eﬂugatién is just in the air aﬁ Polaroid.”

Plan Effectiveness

Polaroid's education programs are based on the premise that the husbanding




and developing of the Polaroid workforce is as important for corporate success
as control and development of machines and materialsis

Polaroid’s employee participation in both internmal and external educa—

tion and training programs is astoundingly high. According to Polaroid figurés;
approximately 6,000 (50%) of the corporation's domestic employees participated {é
in an average of one and one-half internal or external e P

activities during 1977-78. (These activities include:

‘m‘
‘u
El

participated in the Tuition Assistance Plan, and of these, 402 we the

hourly ranks.

What is particularly interesting about Polaroid is the fact that a rel-
atively high rate of partieipatian is sustained in the presence of exténsive ’

opportunities for internal educatiunal activity. The findings of this stu&y

participation rates tuv two majar‘Plan provisions:

1. 100% payment; and :
2. prepayment of tuition costs.

The provision of career and educational counseling services énd the
Encnuragemént of education and tfaining alsoe appear

emphasis on supervisory

to have an important effect on émpluyee partieipatian in the Tuition Assist

Plan. This canfirms the findings of recent studies that laek uf infurmatinn

abauﬁ jub thiuns and educational appcrtunitiés is an impartant factor inhibiti
‘wurker participation in educatdion.

High level management commitment to human resource development and te the
provision of promotion opportunities for hourly workers are not conditions

specific to the Polaroid Corporation or to its Tuition Assistance Plan.




They do, however, appear to play a large role as incerntives to employee
participation in education. Both factors appear to be crucial iﬁ the for-
mation of a working environment that both encourages and rewards employee
investment in education and training. This tinal point may bear some emphasis:
Polaroid is an unusual organization, with a chariematic founder and a history
that has the makings of an American legend, Its growth as a corporation has
been steady and sustained for over 20 years, and it is a high-wage, technologi-
cally sophisticated company, dependent for its continuing success on the
creativity, innovativeness, and technical skills of its employees. While these
factors do not reduce the significance of Plan provisions and administration
in accounting for the success of Polaroid's Tuition Assistance Plan, they do
have an important begfing on the high level of employee partigipétiﬂn in

educational activity,

xvi
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INTRODUCTION

In December 1957, at the annual meeting of employees, Dr. Edwin

and, Founder, Chairman of the Board, and President of the Polaroid

Carparatinn, announced the formation of an "Office of Career Growth".
Its purpose was to assist Polaroid émplﬁyéés to idéntify‘apprgpriate
career goals and to provide financial assistance for educational programs
undertaken to achieve these goals.

The original provisions of what is now called the Tuition Assistance
Plan allowed for the reimbursement of up to $200 per semester to any
employee successfully completing an educational course or program approved
by the tuition assistance office. All Polaroid éﬂ%lﬂyégs were eligible
to participate in this plan. Twenty feats 1ater,Ain'19?9; tggkplan pro-
vides for the prepayment of iDDz of tuitiﬂﬁ costs for éach successfully
completed course or program. As these figures indicaté,fthg Tuition
Assistance Plaﬁ*has unﬂétggné numérgus tfaﬂsférmatigﬁéﬁsinee its inceptinn
in 1957. The pravisians and administratinn of the plaﬁ have zhanged ‘as

Palafaid itself has grawn fram a small reseateh—nriented enmpany to a

1afgé‘manufacturing enterprisé. What has remained ﬁﬂnstaﬂt over the yearsﬂ

is the high rate of anplayee partigipazicn in Polar aid'sfplang Accaréing
to company reco rds between '8 percent and 10 pgrcent of P afﬂid's eliz

 gible wnfkfurce has cnnsistently patti ip; g§ ;$ Edu2atign‘and ;rainiﬁg; .
supported by the plan each_yegr,, beeaver? althaugh,the_partiéigstiﬂnl

rate has remained stable, the actual numbers af'aﬁplnyees ééfved have
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grown significantly over the years as Polaroid has increased its work-
force from approximately 2,000 in 1957 to 16,000 in 1978.

This study was undertzien by the National Manpower Institute, with
. the Polarold Corporation's cooperation and assistance, to try to determine
the factors that account for the sustained and unusually high rate of partici-
pation in tuition assisted education by Polaroid employees. It is based on
interviews with Polaroid management officials in the Human Resources Develop~-
ment Group, and staff of the Education and Career Planning Department. In
addition, individual interviews were conducted with twelve Polaroid employees
who have in the past or are presently participating in educational programs

financed by the Tuition Assistance Plan. Librafy research and review of

internal policy and program documents provided by Polaroid supplemented the

interview data. Because of NMI's particular interest in educational appgrtunitiéé

for hourly workers, the study focuses primarily on the relationship between the
Tuition Assistance Plan and Polaroid's overall educational pragrsms for haurly’
workers. The study examines the structure, provisions, and administration af :
the plan, the experience and motivations of plan managers and plan participants,:
and the corporate context in which the pian operates. It is hapéd that findingé

in the study will be useful for public and private policy-makers concerned with

education and training issues - particularly for working adults,




II. THE CORPORATE CONTEXT

Polaroid's Tuition Assistance Plan cannot be understood without

taking into account the origins and history of this unusual Amsfissn
corporation. The company was founded (in fact, 1if nst in name) in 1932

when Edwin Land left Ess?ssd University as a sophomore to establish the

basement laboratory in Cambridge, Massachusetts that in 1937 Esssms ths

" Polaroid Corporation. Land left Harvard to santinus his fssssrch on light
polarization and to develop an enterprise thss would market the new sub—

stsnss he had invented and named "psls:nid." Land knew thst this new sub-

stsnss csuld be ussd in myriad ways (from sunglasses to sussmabils hssd—
1ights) snd hs wsntsd to create an environment to. support his research |
and dsvslspmsnt»intsfssss. Esnssqusntly, his mstivstisns in sstting up 1 g~f
his new sntsrptiss were not primsr{ly sssnamic.r Rather Lsﬁd wsntsd tws |
things- to srssts a sstting in whish ‘he. suuld see his invsntisns shrsugh

v frsm inspirstisn to prsdustiss and ts crssts a madsl businsss sntsrpriss =
‘one that provided "s wsrshwhils snd dignifisd wsfk sxpsrisnss fsr sll hisfj
smplsysss."l These intentions hs?s‘signifissntly shspsd ths Pslsrsid Csrpsrs—:~*
tion thrnughsut its half century of grswth snd shsnge. Pslsroid hss rsmsinsd
. an economic snssrp;iss in which "other mstivstinns (thsn prafit} are’ sf com- ”A;;
pelling importance." 2 ’ N
As- an organization, however, the company has shssgsd'sssfﬁsssly since

its incorporation 52 years ago. It has been in the fsrsfrsnt of dsvelap=

ment efforts in the photographic fisid and recently in the msnufssturs of

new cameras and other instant phstsgssphis products. The most recent
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inventions to reach the market includ€ the SX-70 camera and the instant
novie camera system (Polavision). Polaroid corporate sales in 1978
topped $1.3 billion. The 1978 Annual Report reaffirms Polaroid's commit-
ment to "the expansion of instant photography through the preparation of
products and systems that will help maintain (our) leadership in the field."
Edwin Land's invention and marketing of the Land camera in 1948 was

the major turning point in Polaroid's history. This first "instant"
camera broke all sales records and catapulted Polaroid into the ranks of
the "major consumer product praducers-“g ;

Since that landmark year, the Company's workforce has grown

at an astounding rate. For every employee who worked at

Polaroid in.1948, there are 45 employees today, a total of

close to 16,000. One and a half million dollars in 1948

sales has sodréd to more than a billion dollars in annual

sales today. Earnings -- a negative figure in 1948 --

were more than 92 million last year, and international

sales, not dreamed of in 1948, were more ‘than $400 million

last year. .

Polaroid has expanded (from 750 Main Street in Cambridge)

to more than 50 locations in Massachusetts, a network of

eight distribution and service centers across the country

and a number of manufacturing and distribution subsidiaries

overseas.4

At the present time, Polaroid is the third largest emplcyér in Cam-~

bridge, Massachusetts - behind Harvard University and the Massachusetts
Institute of Technology. The Polaroid headquarters, imposingly set along
one side of Technology Square in Cambridge, are near neighbors to MIT, and
both the location and the address emphasize the corporation's ties with
the Boston scientific community. Polaroid's new manufacturing plants are

dotted along Route 128, the beltway that circles Boston, and many of the

employees in these facilities are drawn from nearby suburbs (Watertcwﬁ,




Needham, Waltham) as well as from the center city of Boston. Over the

past five years these new manufacturing plants have been filled with thou-

ands of new employees recruited to meet Polaroid's production needs. At
the present time, these hourly workers constitute 70% of the Polaroid
workforce.

As Polaroid has changed and grown, so has the composition of thé
workforce and the education and training needs of the company. The shape,
structure and provisions of Polaroid's Tuition Assistance Plan have been
modified over the years in response to these larger transformations in the
-corporation. But throughout Polaroid's 50-year history, Edwin Land has
continued to be a powerful and pervasive force in the life of the company
he founded. Until recently, he was not only Chairman of the Board and
President, but also Director of Research. Not until 1975 did h= relinquish
the presidency to his long-time associate, William McCune, Jr. Land's
commitment to lifelong learning and to employee development and growth has
been a crucial factor in the initiation and continuation of Polaroid's

human resource development program.
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111, HUMAN RESOURCE DEVELOPMENT AT POLAROID

Goals and Dbjectives

The Polaroid Cnfpnfatiun is a highly technical and innavstive

company. Continued success requires that it stay in the forefront of

research and develapment in the field of instant photography and that
its products attain high standards of quality. For these reasons,
Polaroid wants employees

who understand what they are doing; who can see how their
tasks fit together to form a whole; who can work with
management to improve the product; and who have the the-
oretical and conceptual skills to graw with their jobs
and with the cnrpnratien.5

- To train this kind af»warkfufce, PularaidAhag develéped over the years
a systematic and comprehensive geries of courses and ﬁfﬁgraﬁs for its
hourly and salaried gﬂplayeesg These pragrams and courses include,

‘among others:
e Internal education and skille training programs for “both
hourly and salaried employees; .

® Management develppmeat programs and workshops for supervisprs
and managerial personnel;

@ Technology based programs and seminars for .technical and non-
technical persnnnel;

» Organizaticnal development courses and programs for managerial
personnel and team leaders, and

e Career caunseling workshops to assist Polaroid emplovees and
supervisors in determining career goals and methods for
achieving them.

The Tuition Asgistan;e Plan 1s an integrated component of thisAaver—

~all EEPIGYEE develagméﬂt”prcgfam.' The plan exists to finance external

education programs indepen&ently undertaken by Polaroid employees as well

Q v L e =6~ "7 e




Education & Skills Management Organization || Tuition
Career Planning

as company-initiated training programs which require éxﬁernal education
at area colleges, universities or technical schools.

All of the programs outlined above, including the Tuition Assistance
Plan, are developed and administered by Eal&rqiﬂ's Human Resources Develop-
ment group. As the chart below indicates, the Human Resources Group is
made up of six separate departments, each responsible for one aspect of

Polaroid's employee development program. The managers of each depart-

ment report to the Director of Human Resources Development, who in turn

reports directly to the Vice President for Corporate Personnel.

[ Vice President
_Personnel
= ersonnel

- Director =
Human Resources

Training || Development| | Development Assistagce

Although the Tuition Assistance Plan is administered by a separate
unit within the Human Resources Develgpment'Graup, it is*fugctiaﬁallyAanié;;
programmatically interrelated with the Education and Career Planning De-

partment. This department is responsible for Polaroid's career planning -

gaurSés and ﬁnrksh@ps and for designing and impiementing educational pgcQ:

grams for hourly workers.

The broad goal of the Human Resources Group is "to balance the

growth of the individual with thébchanging needs of the campany;"ﬁ More

speéifically; Polaroid seeks to engage employees in a antiﬁUing'éﬂucatiéﬁé
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process which will help ensure their produ--ivity and growth as
Polaroid employees. Listed below are the published goals of Polaroid's
Education and Career Planning Department. They indicate the ambitious
and comprehensive nature of Polaroid's employee development effort:

® To re-involve adults in education

® To assist individuals with the educational. portion
of their career plans through education and career
counseling

e To prepare employees for more advanced education in
local schools and colleges and cover costs through the
Tuition Payment Plan

¢ To provide relevant programs and courses within the company
to meet specialized educational needs of individuals and
departments

e To continue a better return on educational expenditure
through the active involvement and experience of employees
at all levels of the company in the educational process

e To link literacy, skills training and other forms of internal
education for employees with brief educational experiences
to improve their functioning in the workforce

® To make all in-house education for hourly and salaried
employees relevant in content, more active in method and
more functional in results.?7

The following section will examine the programs of the Education
and Career Planning Department to illustrate how Polaroid uses the
Tuition Assistance Plan to achieve these employee development goals,

particularly as they pertain to hourly workers.

Development Programs for Hourly Workers

The educational programs developed by the Education and Career Plan-
ning Department and the Skills Training Department are designed to enable
hourly employees who so desire to move from in-house education and training

programs to external education rrograms (supported by Tuition Assistance)




if the programs they select are eligible under the provisions of the

Tuition Assistance Plan. To achieve this goal the Education Department

(]

has designed a comprehensive series of courses that begin with basic
concepts (and basic skills in literacy and mathematics) and extend to
advanced levels of course work. The Math Skills Series, for example,
includes these courses: Beginning Arithmetic, Intermediate Arithmetic,
Advanced Arithmetic, GED (high school equivalency) Mathematics and
Transitional Math. As the course titles indicate, the series begins
"at the beginning" and takes the student to the level of math skills ex-
pected of a high school graduate. Supplementing these graduated series
of courses are workshops designed to help employees develop study skills
needed for college-level work; GED courses to prepare employees for the
GED examinations; and workshops to prepare employees to take the CLEP
examinations. Career and educational counseling services are also avail-
able for all employees who request help.

The graphic below illustrates the steps in Polaroid's education

and career development process:




It is anticipated that employees who have completed this process will be

owm career growth and further

L]

prepared to take responsibility for thei
education. For those who choose to go on to college-level work, the
Tuition Assistance Plan is available to support programs eligible under
the plan.

The Human Resources Development Group is also responsible for
designing in-house training programs to meet the manpower needs of the
company. These training programs are vehicles for upgrading the skills
of hourly workers, filling the manpower needs of the company from inside,
and providing promotion opportunities to hourly workers. At the present
time;-Ealaraid is running three internal programs for hourly workers
which require external education. Designed to fill manpower needs for
skilled tradespeople, supervisors, and technical personnel, each program
employs the Tuition Assistance Plan to support the required external
education or training. Each program, briefly described below, prepares
successful participants to take new jobs in skill areas where Polaroid
has identified manpower shortages:

1. Polaroid Trades Apprentice Program

This is a three-year program requiring on-the-job training at
various sites and shifts, up to 300 hours of internal skills training
courses and 700 to 900 additional hours of technical training at a Polaroid
approved educational institution under the Tuition Assistance Plan. All
employees with one year's seniﬂfit§ at Polaroid are eligible to apply for

this program. Those who successfully complete the program are guaranteed
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jobs in the skilled trades at Polaroid. Competition for these slots is
stiff with an average of 40 people accepted from an applicant pool of
approximately 300.

2. Polaroid Supervisor Training and Education Program (STEP)

The objective of this program for hourly workers is "to provide a
transition from doing to leading by acquisition of college level education
in science, business, and the humanities; skill development in Polaroid
technology, humanv;élatiﬂns, and administration; and job experieneei"g
in internal training programs, and 120 hours per year in an external edu-
cation program at Boston University, the latter supported by tuition
assistance. Upon successful completion of this ptagram,‘pafticipants are
eligible to enter their junior year at Boston University. In the second
year of the program, trainees are given supervisory responsibilities; up~
on graduation they are guaranteed permanent supervisory positions. This
program is the primary means for hourly employees to achieve supervisory
rank. As is the Trades Program, STEP is highly competitive and selective,

with 30 participants selected from approximately 300 applicants.

3. Polaroid Internal Technical Co-op Program (PITCP)
This program is the newest of the three "tuition-assisted" pro-

grams. Its first class was inducted January 1978 into an experimental

a. To provide an opportunity for a limited number of regular
employees to earn a B.S. degree from Northeastern Univer-
sity in one of several technical disciplines while main-
most of their base income and




b. To provide the corporation with a vehicle to fill

a portion of its growing demand for technical super-

visors, scientists, computer science specialists, and

engineers with people who have experience working

at Polaroid.
Graduates are expected to be competitive with the men and women recruited
from outside to fill entry-level salaried positions, and participants in
the program are required to remain in the top one-third of their class.
Program design calls for the combining of full-time Polaroid work assign-
ments with full-time college study periods over a specific period of
time on an alternating basis. Participants will maintain three=quarters
of their base pay during this period and upon successful completion of
PITCP have in hand a B.S. degree (entirely financed by ;uitiaﬂ assistance)
from Northeastern University and a guaranteed salaried position at
Polaroid as a technical supervisor, supervisor, assistant scientist, engi-
neer or programmer/programmer analyst,

As tﬁe previous discussion makes evident, Polaroid is committed

to employee development and to a policy of internal promotion. Implement~
- ing this policy requires provision of education and training opportunities

and

for hourly employees so that they are prepared to undertake new job
greater responsibilities. The Tuition Assistance Plan is one means used
by the corporation to achieve this end. The next section reviews the

provisions of the Tuitian Assistance Plan and describes its administra-

tion.



IV. THE TUITION ASSISTANCE PLAN

Provisions

The Polaroid Tuition Assistance Plan prepays 100% of the costs of
approved educational programs successfully completed by Polaroid employees.
All half - and full-time employees are eligible to participate in the plan,
and the amount of assistance available is pro-rated based on employee's
scheduled hours of work (40 hours = full; 30 = 3/4 payment etc.). Those
~sorking less than 20 hours per week are not eligible.

The guidelines for participation are as follows:

1. Acceptable Schools

- Schools are selected on the basis of tuition costs and/or
relevance of programs to Polaroid needs.

2. Acceptable Courses and Programs

= Any basic course in reading, writing, and arithmetic.

~ Courses or programs which will improve the employee's
skill on his/her present job as defined in an approved
Job descriptien.

- Courses or programs which relate to the next job in the
employee's jcb family as described in the Polareid
classification booklet and/or as defined in an approved
job descriptien.

~ Courses or programs required or relevant to a trade or
craft licensing or certification program appfapriate to
the individual's career and specific to Paisraid 's need
for the trade or craft :

- Specific degree programs ~ Associate and Bachelor's degrees
and gréduate'degrees.. All. engineeting, science,: mathematics,
accounting, finance and seeretarial programs. ~All .general

'~ business management, marketing, ‘transportation, économics,
-juu*"lism,-nufaing, -and’ :riminal justice programs if cu:rently
job -related. - Courses in the Cnllege of Education or Public‘

=S g

‘Adminigtratinn curricuium are ‘not permitted under the gradu
"degree pfﬁgram.., Lo o ,




Tuition assistance covers 100% of the tuition fee; it does not
: . . * . , - ) *
cover registration or late fees , certification or licensing fees s cost

_ .k . ) R o
of books , drafting or laboratory supplies , child care or transportation.

assistance. Several grades of "D" will cause the Tuition Assistance
Administrator to request a review and schedule a counseling session w.th
the employee/student. If the student fails or drops out of the course,

he/she must return the tuition advance to the corporation.

Educational Counseling

All employees entering new tuition assisted programs are required
first to receive educational counseling. The purpose of the counseling
is to ensure that the employee's educational plans are within the guide-
lines of the Tuition Assistance Plan and to suggest alternatives if they
are not, and to help the employee select a school that is appropriate to
his interests and convenient to his home or workplace. The counseling
is done by the Tuition Assistance Administrator and by a Senior Education/
Training Specialist in Polaroid's Skills Training Department. Approxi-
mately 300 prospective students were counseled in 1977-78. Polaroid's
policy is to make the counseling and application process as convenient
for the employee as possible. Counseling is done at the work site during

or immediately following the employee's work day.

The Application Process

Once the employee has received educational counseling, decided upon

a course of study, and chosen a school, he or she requests a Tuition

* Expenses for theée items are covered for participants in the
PITCP program.



Assistance Request Form from the unit secretary in his or her department
or division. The employee indicates the title of the course(s) and the
school to be attended; number of credit hours; degree credit hours;
degree credit, if applicable; cost of the course(s); and start and
finish dates. The employee's supervisor than reviews the application
and indicates in what "educational" category the proposed program belongs;
e.g., "present job related"; "future job related", etc. The supervisor's
manager must then review and sign the form and return it to the unit
secretary, who forwards the completed form to the Tuition Assistance
Administrator.

Although the Tuition Assistance Request Form indicates that the
manager must "approve" the request, in fact, all requests are forwarded

o the Tuition Assistance Administrator. Only the Administrator, with

[y

the exception of the Director of the Human Resources Group, has the
authority to approve or deny tuition assistance requests. If supervisory
approval is withheld, or if the request does not meet program guidelines,
the Administrator will meet with the prospective student and his or her
supervisor or manager to try to arrange an alternative course of study
that will meet the needs and interests of both the corporation and the
employee. Employees denied assistance have the option of appealing

to the Director of the Human Resources Development Group. According to
the TA Administrator, however, appeals are rare. The counseling pro-
cess helps ensure that the requests will be met, and the Tuition Office
seeks to discover satisfactory alternatives where the initial request

is denied.



Once the request has been approved, it is forwarded to the payroll
department where a check is issued to the employee to cover tuition. The
employee must submit grades and proof of payment to the education depart-
ment within six weeks of the end of the course. If this information is
not provided or if the student fails the course and does not voluntarily
return the advance, the Tuition Assistance Administrator authorizes the
tuition advance to be deducted from the employee's paycheck. Polaroid
loses a small amount of money each year from employee abuse of the Plan.
However, the loss is considered negligible in light of the major benefit

pre-payment affords employees engaged in external education.

_Plan Administration and Financing

The Polaroid Tuition Assistance Office is located in an old farm—
house on the outskirts of Waltham, Massachusetts, adjacent to Polaroid's
recently built film manufacturing plant. The plan is administered by
Toni Gallagher, who twenty-five years ago came to work at Polaroid as
an assembler in the camera manufacturing division. With one clerk
assistant, she administers the $450,000 tuition assistance budget under
the direct supervision of Donald Fronzaglia, Director of the Human
Resources Development Group. She is responsible for authorizing payment
of assistance to qualifying participants; assisting employees in_choosing
appropriate courses, programs and educational institutions; establishing
and maintaining contact with teachers and professional staff frém schools,
colleges, and universities in the greater Boston area; consulting on
problems and answering educational program inquiries; and reporting to

each Division quarterly on employee participation in the plan.
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As the administrator of one unit in Polaroid's Human Resource Develop-
ment Group, she meets regularly with the managers of the four other
departments and with Donald Fronzaglia, the Director of the Group, to

evaluate program progress, discuss problems, and design new programs.

Resources Developme.i Group. According to the Tuition Assistance Admini-
strator, approximately $450,000 has been budgeted for the plan each year

for the past several years.

Publicity and Outreach

The Tuition Assistance Plarn is formally publicized in Education De-

k ]

partment brochures provided to all new employees during orientation
sessions. Thé‘fﬂlléﬁiﬂg excerpt from the Education Department's "Programs

and Courses" brochure is characteristic:

Employees who wish to enter external degree programs in
local universities or colleges, or take a job-related,
tuition-sponsored course, need to talk to the Tuition
Administrator, Toni Gallagher, Farmhouse, Waltham
Extension 2306, for resource information. Students
entering new tuition-assisted programs in Education re-
ceive educational counseling. Referrals to education
counselors come from the Tuition Administrator, from
supervisors, and by word-of-mouth from other employee-
students. Prospective and current students are able to
discuss the viability of a variety of programs within
the several dozen institutions approved im Massachusetts
and other states. Some of those counseled are directed
to in-house courses or programs in the Education Depart-
ment, as these may better meet their needs than those in
outside institutions.
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A more elaborate Education Department publication (which includes
detailed descriptions of all department programs, courses, and services)
details the procedures for plan appiication and approval, explains the
purposes of the required "education consultation", and includes photo-
graphs of the Tuition Assistance Administrator and of Ed Dubois, tha
Educational Counselor.

The Plan is also publicized in yearly "Plans and Progress'" meetings
which are the moderu descendents of Dr. Land's original yearly meetings
with employees at which the Tuition Aid Plan was first announced. At
these gatherings, "plans and progress" in human resource as well as
product development are announced, and new and continuing education
programs are described and promoted.

The Polaroid Newsletter is yet another vehicle used to publicize

Education Department programs, including the Tuition Assistance Plan.
The January 10, 1979 issue of the Newsletter featured two articles on
the Tuition Assistance Plan. The first, "Tuition-Aid Ruled Tax-Free in
1979," described the provisions of the new tax law that exempts tuition
assistance payments from an employee's taxable income, and cited the
1 4

Tuition Assistance Office's efforts on behalf of the legislation:

Polaroid's Human Resource Group supported the Senate bill

by communicating directly with Senators Kennedy and .

Brooke and Speaker of the House Thomas 0'Neil. In addi-

tion, the Tuition Assistance Office mailed over 1,000

letters to employees explaining the bill and providing

them with form letters to be sent to their congressman.

The second, "Tuition Assistance Helps Employees Earn éallégé

Degrees" lists all graduating employees, indicates the degrees received,



and conveys Polarcid's congratulations:

"We extend our heartiest congratulations to all of Polaroid's
19 graduates," said Tuition Administrator Tonl Gallagher.
"It's sometimes difficult to maintain good grades with a full-
time job, but these graduates would probably agree that it's
been worth the effort."
The January Newsletter also announces, "Education Week begins
January 16 Company-wide;" the ensuilng article describes yet another

method by which Polaroid's Education Department publicizes its programs

and services:

Members of Polaroid's Education Department will tour the
company this month to familiarize employees with the
entire range of internal programs and services.
Department staff members will visit various company sites
January 16, 17, and 18 to explain courses being offered.
They will be available in cafeterias at 750 M, 640 MD, NB,
N,or 1 Main Street, Waltham and R3.

The Polaroid Newsletter is the major but not the only '"news" medium

on education issues or programs. For example, Resource is the house
organ for three of Polaroid's voluntary Affirmative Action Committees.
 Emphasizing the achievements and needs of minority and female employees,

Resource highlights education and training opportunities and activities.

"Some 42 Employee Segin Tréde Careers" (A description of the
Trade Apprentice Program).

"STEP spells Advancement for Hourly Employees" (profiles
minority and female members accepted into the Supervisor
Training and Education Program). -

"New WAAC‘subéﬁmﬁittée presses advancement -for héﬁfly_warkets"
(announces subcommittee’s intention "to help hourly.workers =
learn about the experience and ‘education necessary for each

job family in the Company).




Education Department publications and Polaroid news media are the pri-
mary channels for publiecizing both internal education programs and tuition
assistance. However, they do not begin to exhaust the resources devoted to
this purpose. Other ways in which Polaroid employees can learn about

the plan include:

1. The Polaroid Career Development Series

This program, open to all employees, aids individuals in
assessing where they are in terms of their values, interests, and skills.
It helps them determine tee career directions best matched to their own
characteristics and aids each participant to develop individualized goals

and workable action plans to successfully attain them.

2. Career Counseling Training for Supervisors

The purpose of this ten~hour course is to train supervisory
personnel in career eeuneeling skills so that they can better aid their

employees in exploring career directions.

3. Personnel _Policy and Wage Administration Seminars, and

Pereennei Peliey Seminefe for Secretaries

Both seminars, the first for supervisory personnel and the second
for secretarial staff, are emeng the most popular of Polaroid's internal
courses. They familiarize employees with Polaroid personnel policies and
related programs. Education/training policies and programs are covered
here. One of Toni ;ellegher’e eeepeneibilitiee is to conduct a one-half

hour seasion on the Tuition Assistance Plen during the PPS for secretaries.

Informal Publicity

Informal information channels also appear to play a significant role

in the high visibility of Polaroid's Education Program and Tuition Assis-~
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tance Plan. As one employee put it, "Education is just in the air at
Polaroid" and many employees learn of the Tuition Assistance Plan in
conversation with fellow workers. "A multiplier effect is at work,"

stated one Plan participant. '"There are so many people t _ng courses

and talking to each other about them, that others are encouraged to do

it (take courses), too." Several employees described how fellow workers
and supervisors had helped them with homework assignments and provided
emotional support and encouragement. And without eéxception, employees
interviewed in the course of the study mentioned the importance of super-
visory encouragement and advice in their decision to take external courses,
Conversely, the supervisory personnel interviewed all indicated that
support for employees' educational development was a crucial aspect of
their responsibilities. One supervisor, herself a 45-year-old returnee

to college under the Tuition Assistance Plan, "talked to each of her
employees individually in the past year about their work and career goals."
Although it appears that technically-oriented employees fare better then
clerical workers, for example, in garnering supervisory interest and support,
it was evident that educational activity is highly valued and strongly

encouraged at all levels of the Corporation.

Polaroid Relationships with Area Educational Institutions

Polaroid officials appear not overly eager to establish extensive
relationships with any single educational institution in the Boston area.
Citing the "rapacious nature" of certain post-secondary schools, "especially
when they find nut that students are Polaroid employees," several Education

Department staff emphasized the importance of keeping up with area educational
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Palar,id‘é'intéiﬁai édﬁéatiénrpragfém. For example, iﬁdividual tutarials

in Basic Skills currenzly are being ‘taught by part-time nutside instfu:tars,
‘and_gpegial programs have been arranged through Babson College in economics
and computers |

In general? however, Polaroid prefers to rely on internal talent
and on inte:nal design and implénentaﬁién'af courses. Since 1970, the
HRD Group has been ttaining Polaroid emplﬁyees to tea:h their fellaw
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: 3jeh grewth end eereer mebility fer the emplnyee._ The evidenee ie impreee’

e eive thet thie is. heppening.;uv;

’:w pregr»we__uring 1977*78.v (Ihese‘eetivi

primery reesene fer empleyee pertieipetien in tﬁe Tuieien Aeeieteﬂee
ﬁ'Plen, ineefef ee theee can be generalized frem interviewe with plen pertiei—g-l7

‘»peﬂte, ere et:eightferwerdly eeenemie. Empleyeee ere eeeking edveneement Ee_ff

r rreepeneible.end better peying jebe., For meny, the geel ie "te breek

g fﬁithe Pelereid term fer mnving frgm heurly Eﬁ ee;erige e:a:ug_'Jf"”'




The impgrtance of education for advancement within Polaroid appears
to be widely understood among employees. According t@ one general super-
visor, "Everyone knows that you're limited at Polaroid without a degree.
A degree is neeessary to move from supgrvisar to general augervisar, and
it's even hard these days to make supéivisér'withaut a college degree."
Plan pafticipantsaintervieﬁed in the course of the study consistently
emphasized -his point. ''You can't get anjwhere at Polaroid wiéhaut edu-
cation," was the refrain constantly repeated as was the accompanying chnrus,

"You can see the pay-off. People who have gotten education and assert

themselves move up." Said one hourly plan participant:

Df the nineteen people in my original training program,
only six are still at Machinist Level A; the others
have moved up into technical areas at’ higher grade
levels or have moved into supervisnry or. persunnel
positions.

Hanagement~sp§kesﬁén relay the‘same’ﬁesaage'gbaut the necessity of edu-
cation for advancement. According to Ehe‘ﬁanager of the_Edu;étianvaﬁd e
Céree: Planning Department, "There is a-law'cbfreiatiaﬂ betweéh-eﬁmiﬁg

into ?alaraid with a high school diéiama and'suzcésﬁ laraid- tﬁefe is 
hﬁwever, a very high carrelatiun between further educgtian and Egcgesa |

withiﬂ the company."

Ihat education carrelates with success was. strikingly ggnfirmed hy ]

' Polaroid anplﬂyées who- had been or are presently pa:ticipants in internal

 prﬂgfama or in external educatiﬁn suppnrteé by the Tuitian Assietsnce Plaﬂ.

Eleven of Ehe 12 Emplayees had starteﬁ their careers at Paiarnid as'ha rly

warkers. "Eight of the 12 had "broken rank“ 1nto salaried pﬂsitinns, the mast

difficult leap to negotiate in any industrial egterprige. F”,; of ;hese eigh
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were Supervisors or General Supervisors; three were, fespegtively,;“Sgniar

| Engineer, "Personnel Associate" and "Director of Communications." Three

“others were technical hourly workers at the top of their gr;deg, ‘who antic-
ipated "breaking rank" as soon as they ha&‘campieted Eﬁeiriédiiegé ﬂegfeég{
The twelfth emplayee iﬂtet?iéﬂed a. msnager, has glwaya held salaried rank
at Ealarﬁid but he too had pgrticipated in the Tuition Assistsnge Plan
to enhance hig career. A chemieal eﬂginaer when ha came to Polaroid, this
'Emplayee Eafned his M, .A- under the Tutition Assistance Plani All gf these
employees firmly believe Ehat the educatiau they had undertakEE ag Pala:aid
had enhanged their appnrtunitieg for grawth and mobility. Analysis of their
'aeareer and education paths“ sugpnrts thé in;grviaw data. Below are four

'§2pfgsentative careers, developed from intefﬁieﬁé ﬁithfggplﬁyges=~

1. Employee A: Present position - Diamond Toni'HEker
' . 'AEntry P@sitign Hachina Dperatnr

Educatien at,fﬂlaraid" internal cautses in machiﬂé
tool operator. training; ‘externdl courses in’ drsfting
- blueprinting,’ metallurgy C1965ﬁ1971) “Presently. .
enrolled in B.S. program in vocational ‘education.
Career Goal: to becnme : gkills t:ain;ng specialist

at Polaroid. ' o S T ;;u

| 2, Employee B: Present Position = Technicai Aid #7 (highest

divigian)
Entry Pasitian - GEﬁeral Dperatar #5

Education at. Palaruiﬂ. AA in Accnunting, presently
enrolled in B.S. program in computer systems. <
Career Goal: Promotion to Computer Systems Specialist '
upon campletinn of” degrea._ .

45




fiﬁegé:ﬁaféer‘higtarigs'inéggg

;;f-géplgygé.Sﬁdjthg‘

ERIC

Aruitoxt provided by Eic:



In our laboratories we have again and again deliberately
taken people without scientific training, taken people

from the production line, put them into research situations
in association with competent research peaple, and just

let them.be apprentices. What we find is an amazing thing....
It's like taking the tulip bulhs which have been in the :
cellar all winter and putting them in spring soil, - quite
suddenly and amazingly they flower and they flaurish In
about two years we find that these people, unless they are
sick or somehow unhealthy, have become an almost pygmalion
problem; they have become creative. 13

The employees interviewed in the course of this astudy exhibited a great

deal of "flowering and flourishing.”" All those currently in school under

the Tuition Assistance Plan said that enjoyr
portant motivation and a reward for cantinﬁing their education. "A curious

thing has happened to me," said ome éﬁplayee who had until :egentlf pursued
only technical training:

Everything I'm studying now is academic rather than
technically oriented and practical. But I love it, .
particularly psychology, which Ilve just discovered
~ _..recently: " I've | that I really want to do the work,
o and my grade point average is at least one grade puint
higher than it was in high school.

Another employee mentioned the "synéfgy“ that results when work and
school are combined:
I would have moved up faster if I had taken all my edu-
cation at one sitting. But the gynergy between working

and going to scheol is tremendous and personally very
rewarding.

Other employees cited the gratification they received from academic
achievement. Patticulariy for older students and for those who had not
been acsdemié stars in high school, doing well in college was a maivelcus
.EKFEfiéﬂQE; contributing significantly to their self-esteem and self-confi-

dence. Others described enthusiastically the pleasure they experienced in

ent in learning was both an im- -




diécaveriﬂg the disciplines that were "right" fér them. Moreover, school
is helping these gnplﬂyees ascertain the "right" career paths and jobs for
them within Polaroid. Interest, excitement, pride —- a_diseavery of the E
pleasures of 12&:3;951—— all came thiﬁﬁéh strongly iﬁ interviews with Tuiticn';
Assistance Plan participants.

rﬁémily life was iﬁpravé& as well, according ta.emplayeea with families.
They described the nightly ritual of "doing homework together with‘the_kiés"*
which igcreases rapport with their ehi;dren_and_eﬁhaﬁ@éé the children's
own motivation to learn, An éldef ‘woman, eurréntly studying for. her B.S.

in business administraticn, said that she "felt that guing ta schgul helped

her relate better to her callege age son." She smilingly caﬂfided that Ehé.ﬂfﬁ

ia- 1aaking forward to inviting all her zhildfen and grandehildfaﬂ ta her'erl

graduatiun ceremony. These EﬁPlDYEEE :ancedéﬂ ‘that cqmbining sch@al wark,
and famiiy 11fe was a diffizult juggling act, but they indicated thaﬁ,

Qﬂ balanee, the ecunnmic, intellegtual, and ematiansl benefits far gutwai'

rthe,gosts. . . . ;w@g;;;;@“ﬁ“¢:;wmm%,







1gaféiéﬁtiéléditslthé-saie'tuifiéﬁ aséiéééﬂéé’beﬁefifél Althnugh it is
difficult to determine the weight of the equity prgvisien in asseasing the

" success of the plan, both managemenﬁ officials and plan participants '
mentioned this provision frequently as a fgztar‘eantributingfta the high

rate of participation by hﬁufly wétkergi It gppea:sIthat_;his'pravigianj

has cnnsiderable psychological impact in that i; signals management Euppérﬁ ;
and eneautagqn5ﬂt far hourly employees to engage in’ edu:atian. Haurly -
employees interviewed in the course of cha atudy gleafiy felt that the Iqitiééf
Assistance Plan was there for them.ta‘usé; they did not indicate in any wéy,tig
that gdueatian "was not for them," Dﬁercan speculate that the équi;y'p:ﬁvié;"i

sion, Elus Polaroid's internal pfﬁmétiaﬂ policy, glus the eampanj's esteﬁsivé"

‘hourly emplayees in educatiaﬁal activities.
Sever&l other factars appear tg ‘have 1353 significant but still

noticeable impa:t on the level af emplgyeg fpar;igipa:iag_iﬂ_;he Plaa.

Appli:atiﬁn Prncedures -

Applying fﬁf tuition asgistaace at Pniarﬁid is a relatively simple

matser_ Dnly one farm is needed anﬂ nn:e thE emplayee fills uut his or. {




?5studies weets the guideiines of the plan.g It‘éléé)éﬁaﬁlg

,kngwledgeabie heip‘in degiding which slterﬂafive wil; best advance wnrk

.::Qt eareer gﬂala at Palarnid.

-supervisars had helped ;han Ehe mast in deciding on, caurses and pragrsms,'”

.f1 vthey alaa statéd that educatiﬁﬂal cnunseling had re—affirmed theit decisians' -




‘Plan. However, several factors were continually cited by management
officials anﬂlemployees as cruclal to employee pgrtieipétign in both
internal and external educatiﬁn programs.

Earparate expansian appears tg be a majar factnr in qnplnyee parti— -

cipatian in edugatian. Except fnr a brief slump iﬁ 1974a75, the POlSIﬁiﬂ

Cﬂrparatian has been gradually e;panding its aperatiang and iEa wcrkfurce
since 1948 when the marketing of the Laﬂd camera catapulated the company
into the ranks of the major American carp@rétiaﬂsg The last ten-years
have been a period of parti:ulafly:fapid growth marked by the épening éf

a number of new manufacturing plants in the ‘Boston area. Ihis Eind»@f‘
growth means opportunity and,mﬁbility for.Polaroid's employees, if they_v.
can acquire the gdugatiandand'tfainiﬁg neeessary ta fiil'thé new jébs

that are opening up. Dppartuniﬁy for emplayee gruwth is especiaily braad;:
in the'téchnieal fields. Skilled technicaﬂs, tradespégplg, camputér
specialiats, scienﬁists and enginegrs are needed ;at Pglaraid and in
fact, the corporation . is increaaingly nrienting its. edueatian and training

programs in ghése di:eeeiang. Inte:views with gnpl gees ;ufrent1y studyﬁ3'

1ng for callege degreeg uadet the Tuitian AEEiEtEﬂEE Plan reveale& that chey

* are very aware of the- areas of appartunity and - of- the impg;tance far pra:

motion of chncsing relevant educatianai;iragrams and degrees__ Sinze L

l;emplayeea indiggte that their primary reasans fﬁr undertaking educatiﬁn or ;




aceeésible? and highly promoted. - Managers and sﬁpg:visars are egpééted
to actjvely support and enEﬂuragé the develameﬂE of their iiglayees
and ta bring to their attentiun appn:tunities for eﬂueati@n and training;
The emplayees 1nterviewed expect support and assistan:é from their’ aupervisats
andithey heve, in most cases, received it. Hareuver, because Pﬂlgraid is
convinced that continuing education and training for employees is a business
necessity and not an expendable fringe benefit, the corporation has devéléped
a wide range of educational services for its employees. As described in |
previous pages, these include among others:

° Ca;eer‘cnunséling bekshﬂps

e S5tudy Skills Workshops

® GED and CLEP Preparation Workshops and Testing

e Diagnostic Testing for Skill Levels in a Variety -

of Disciplinea
® Supervisary Training in Career Develapmént Cnunseling
These services prcvide numerous appg:tunities for contact betwaen

employees and supervisors, eaunselara; trainers, teaghers, and managers,
during which management and employee goals can be synchronized. The ’
services not only help employees make bettéf decisions about career
géaig‘énd the utility of further education and training, they assure
corporate management some degree of comtrol nvé: tﬁé financial and human

resources devoted to the éﬁpl@jé&'devélépmenf effort.

The general corporate climate at Polaroid appears to be highly con-

ducive to _awareness of and participation in Educatiansl

Pﬂlaraid'impresses an outside observer as a livglj, complex and vital
organization. Morale seems high, and the employees (at least those inter-~
viewed) were committed to their work, confident of their skills and

hopeful of continuing growth and development. Many employees appear to
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iﬂentify_sﬁrgngly‘with Dr. Land, the maverick invgptarsgenius who founded -
the corporation aﬁﬂ who exercises considerable influence as Chairman of
the Bgard and Director of Rgsearch,_-Lsndjs commitment to Ehe.iﬁpértgnce
'af lifelong learning for individual gfawth and carpé:étg-vitaiity still
sha?eé Péla:aid‘sapﬁlicy. Agcnrding ta Education Deparﬁment staff ,,,,,
ideas continue to influence many aspects of the human resource development
program at Polaroid.

Approximately one-half of the workforce is enéégéd in some kind of
educational activity duiiﬂg each year. vcanseqaently; education and training
gets talked about at lungh,.duriﬂg breaks,. and in'the iabs- Experiences

are shared, eneauragement is given, graduatiana are nazed This kind ﬁf

atmasphere makes a differencei “Edueatia n ig“jus st.in the air at Polaroid."’

Eggi:anmentallfaztérs

The most genernus tuition assistance plan zauld nat :ﬁmmandvhigh /a'_

EiEiPSEiéﬂtii Ehere ‘were féw accessihle szhnala and calleges f'r iﬂplay'

to aﬁténd. Pnlaruid is 1acated in an area af the cauntry that is satu
"with culleges and universities - including two af thé natian s mnst
preatiginus aeademic institutinﬁs, Harvard Unive:sity and the Massg;

: Tﬁg;ituze af Technal@gy. As a majnr acsdemic genter, the antnn a

1, pravides many appnrtunities far higher educatian ta its residents ‘_f;'1

vi»finsnzial :Each gf anyiempluyee wha qualifies faf admissiun., Quality



5 and interests can be met, and that a school convenient to an employee's
or workplace can be found in most instances. Such a wide range of
‘tunities would appear to contribute significantly to continued

levels of employee participation in postsecondary education.




VII. CONCLUSION

This study has examined a tuition assistance plan initiated 20
years ago as part of a deliberate effort to stimula employee partici-
pation in education and training activities. The plan has had high-level
management support throughout its 1life, and its previeiens and admini-
stration have been modified over the years to meet the changing needs of
the Polaroid Corporation and its workforce.

The findingevef this study (and The Tuition Assistance Plan's long
record of sustained and high employee participation) make a strong case

for the effectiveness of tuition assistance as a tool for human resource.

and equitable employee development program.

However, any assessment of the success of Polaroid's Tuition Assis-
tance Plan must take into account the extensive 1ﬁternelledueetien and
training program which is offered to employees simultaneously with Tuition
Assistance Benefits. While 10 percent of Polaroid's eligible domestic
workforce perticipeted in the Tuition Aeeietenee Plan in 1978, eepreximetely
50 percent of Polaroid's U.S. employees participated in at least one inter-
nal or external educational activity sponsored by Polaroid during ehie
period. One can speculate, on the basis of this information, thet\theélﬂ
percent rate fer Tuition Assistance beere some relationship Ee the extent

of internal education available to empleyeee and to menegemeﬂt deeieiene

regarding allocation of resources to. the 1n2erﬁel end externerzpregreme.

What ie perti:ulerly interesting ebeut Pele:eid ie thet -8 reletively ;_5‘

;  high rete ef pertieipetien ie sustained in the preeenee ef exteneive «;-fin




indicate that both management officials and plan participante attribute
high participation rates to two major plan provisions: sil

1. 100 percent payment and
2. prepayment of tuition coats,

These findings are consistent with previous research findings (NMI, 1978,
Botsman, 1975) that cost of tuition is a major barrier to participation
in education, particularly for hourly workers. Both of these provisions
can be instituted in other tuition aid programs either unilaterally by
management or through negotiated contracts. This study would suggest
that the investment yields significant returns for both the company and
the employee, particularly in growing and highly technical industries.

- The provision of career and educational ccunselinglservices and the
emphasis on supervisory encouragement of education and training also
appear to have an important effect on employee participation in the
Tuition Assistance Plan. Again, this confirms the findinge of recent
studies (NMI, 1978, Fredrickson, et al 1978) that lack of information
about job options and educaticnﬁl opportunities is an important factor
inhibiting worker participation in education. Services, as the payment
provisions of the Plam, could be initiated with relative easé by companies
or unions to increase worker involvement in education and training.

High-level managemeﬁt commitment to human resource development and to
promotion opportunities for hourly workers are not conditions specific to
the Polaroid Corporation or to its Tuition Assistance Plan, They do,
haﬁév§;, appear to play a large role as incentives to employee partigipgtian -
in'edﬁca;ian.'iBﬂth factors appear crucial to the fgfmatiaﬁ'af arwafkigg

enviromment that both encourages and ;gwafés;émplgyee iﬂvegtgent in =

o gdﬁéétiéﬁf;ﬁd.training;"This final point may bear some emphasis: Polaroi



is an unusual organization, with a charismatic founder and a history

that has the makings of an American legend. Its growth as a corporation
has been steady and sustained for over 20 years, and it is a high wage,
technologically sophisticated company, dependent for its continuing
success on the creativity, innovativeness and technical skills of its
employees. While these factors do not reduce the significance of plan
provisiors and administration in accounting for the success of Polaroid's
Tuition Assistance Plan, they do have an important bearing on the high

level of employee participation in educational activity.
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