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productivity, together with demographigc, shifts and workers' changing
walues, have made it more important than ever to_develop more

effective opportunities for education and tra1n1\g and to. expand the

use’ of flexible work patterns. During the study, an examination was

made of recent attempts at adjusting working hours for educatjon and éﬁr
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exam1nat1on revealed positive, albeit tentative), connections between
flexible hours and employer—provided.learnin rograms. However; it
also suggests- that this linkage wild _affect women in low-status jobs
on a significant scale only if other conditions also prevail.
Therefore, more comprehensive research on the 1mpact of flexibility -
is needed. (MN) S -
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" Preface - . .

This study explores‘ feasibility of-research on

~how flexiblé work pattetns might extend education °

and. training opportynities. Although its findings are
relevant to a2 wider employee population, this -
preliminary |an|ry has concentrated on the combined
impact of flexible worktime and trammg pollc:les an:
women in Tow status jobs; ™

Y

The underlying problem is that, although women are
entering and remaining in the labor force in the U.S. at -
an unprecedented rate, 80 percent are still confinseq tg~
the low skilled jobs: m!‘clencal sales, operative, craft
and service occupations. Many, without acgess to
hgher eduoation ‘before entering employment, are .
still'unable to take ‘advantage of emptoyer-sponsored -

_learning activities. In contrast to managers and pro-

fessionals who part|C|pate in education and training
programs in disproportionately high nurmbers, these
workess are.often bdtred by'the more rigid schedullng

of their.work hours. .

A partial solutian to the ine'quity in access to learn-

"ing opportunities may lie in the'applicability of flexible

work patterns: flextlme the compressed workweek,
permanent part time, and job sharing.. Mlght these
women utilize new scheduling to better balance work

- and their prumar? home respopsibilities and, at the -

same time, to take greater advantage of education
and tralmr\g in order to renew themselves and to find -

" better jobs and new occupahqns’i —

The findings of t is report are based on'a re‘new 6f
related I|te,rature and, more specifically, an a series of
informal.interviews and preliminary data’collected at

;7 ~
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selected wdrk sites gu?ing 1981& 0 identify the potenv .°  °
tial gains of- the: relationship betwgen flexible \’Nor/k,,
patterns and learning opportunities as well ‘as the
_problems that must be overcome, the sample-ingfuded
companies with broad ‘participation in traipthg and
-~ education programs as’well as firms offering new
- wotk scheduMes. These discusgions havg'revealed the -
' nature and rangé of additional datathht weuld be re-
quired for more‘substantiv'e study. Equally importanf,’

‘they have made a start at raising management in-
_terest in linking two areas ofopersonnql policy whichg,
. < until now, have bedn quité separate., ~

Educat‘ion,\ training aﬁq retraining reéuirements
* pose an alarming national problem--not only because .
of the current high'" levels of recessipn-induced *
unemployment, but also for' reasons of structural
change. St'rucgp’ral transformatiq’nﬁs ‘in ‘the
economy—as old‘jobs obsolesce and new jobs occur
+ in the technical and service sectors—require a repat-
"y terning of labor force skills. Moreover, the changing
‘nature of job supply and diminished internal mobility
- will harshly affect womep  and other minorities,
especially , if enforcemeht of * affirmative actign »

guidelines weakens. ’ N -

LY

o

- Employer:sponsored learning, often termed “the
« shadow system of education,” its extent and equity of ™
~access, will be subjected to greater bressu(es as the
3 \) public s_ect/o,r;ole diminishes. Reduceq! federal expen-
dityres for’training, the new federaligm, -and vern-
ment overtures for an expanded privage sector ro 'IIX .
- strain employer-sponsored schemes’éﬂready in place. °
And although their long-range implications cannot yet
; be fully analyzed, the cuts in government aid to educa- .
4 tion will limit the development of the human capitalre-

. ) - . i ) )
) ‘ . Vi i . -
T . a . )
{ w '
- . . ‘.
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qulred for industry and business needs in the not- too-
dlstant future. -

Desplte its focus on employer-sponsored activities,
this: paper presuméas that occupatuonal orientation °
ang re-orientation are hut one part of. worker learning.
The other, reflectmg individual human * values,
dependson amore broadly based content that aims to
fulfill personal potential, off and on the job. The fusion
of practical and theoretical knowledge has become

.even more crifical as all Americans have been forced
T oto adjust to the often overwhelming pace of social and
political as well as economic change. Such Iearmng

can make “...a determlnatlve difference between a -~

reprieve of opportumty and d lifetime sentence to,
frustration, and oeolescence.”!

Learning is addictive. The line between education
.and training -may be blurred when the latter moves
beyond specific tasks to adaptable skills and prowdes
the basis for the new common me“racy drrTtanguage
-and Rumbers. -instruction Which takes place to
enhance work rather than. narrow job related skills
" may oftén encourage further learning. If new means_
can be found to promote the availability of broader
traiding, then the longerrange educational goal may
also be better served.

‘This report is intended to provide a basris for a.more
informed discussion of the policy questions, rather
than.to serve as a proposal for specmc 5ubsequent

research. To this end, Part’ | first “sets forth -the
“Perspectives:” the trends that may influence the.use
oft flexible patterns and the provision of educational -
and training opportunities. It then reviews the practice
of new work patterns -and of employer-sponsored
learning activities. Part Il discusses some examples

’
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of ““Recent Experience,” suggesting the types of data
‘needed for more complete examination, but focusing
on the necessary conditions to establish the relation-
-ship. Part Ill, ‘““Future Research: Some
Considerakions,” outline the principal reseéarch issues
which ha\g emerged during this exp|§ratory study.
The report concludes with a brief discuSsion of policy
for employers.

| am grateful to The Carnegie Corporatlon of New
York and to Barbara D. Finberg, vice-president for Pro-
gramiand Program Officer, for encouraging the initia-
tidn gf this study and for the financial assistance that
made it possible. |,am also indebted to the W. E. Up-

. john Institute and to the late E. Earl Wright, its direc-

tor, for additional support and for the opportumty to
pubhsh this paper.

In the preparatlon of thlS study, a large number of
individuals have generously share}dfthelr research and
helped with advice. | especially wish torthgnk Paul E.
Barton of the National Institute for Work and Learn-
ing, Nevser Stacy of the Natigqnal [nstitute of Educa-
tion and Janice N. Hedges, forMerly of the Bureau of
Labor Statustlcs Above all, I' am indebted to the
managers and other employees of the 24 companies

"who provided data and other technical information.
Although | havé benefitted' from these individuals in
offi®tal and unofficial capacities, | am, of course, sole-
ly responsible :gr the conclusions of this study and for
any errors of judgment or fact which it contains.

NOTE -

1. Willard Wirtz, “Foreword,” in Paul E. Barton, Worklife Transj-
tions (New York,’NY; McGraw-Hill Book Company, 1982), pp. vii.
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I. PERSPECTIVES

o

Changés Affegtingrworkp1aces and Worker Reeds

N Economic and social trends projected for the
coming decade are 1likely to focus continuing
attention on the need to. devefop the-skills. and

. maintain the morale of American workers. Concern
over declining productivity, together with
demographic shifts and workers' changing values,
all suggest the importance of- developing more
effective opportunities for education and training .

. *‘and for expanding the use of flexible work
. patterns: . ' ’
\ - Declining productivity is, already causing a
searth for ways to improve workers' performance.
Although few employers~look to flexible schedules
as part of the solution, many are discovering that
the introduction of new work patterns--with -its
resultant higher _employee morale and more
effective use.of time--often _gontributes to
increased -productivity. More important, “&ven
though conclusive empirical evidence of links to’
productivity 1is lacking, employers have been
investing increasingly Tlarggr sums in education
and tr;ining.f The pressure . for a more, rapid
applica®ion of new technology will now call for
expanded retraining of workers: those who will be
forced to switch occupations, others whose skill
requirements may be increased in low level jobs,
and still others whose new Jjobs will require
greater technological knowledge. -

.

b . Productivity concerns are also affecting
changes in. management styles, particularly in

\ medium and large sized firms. The development of
new horizontal as well as vertical relationships,
‘through "matrix" management, enhances  the
responsibility for«d%ganizationa] effectiz;ness of

- co- -
-




al]l supervisors and managers. It ' fhas strong
influenced the nature of corporate education and
training. 1/ It may, in the  future, also
contribute to further cons1derat1on of the need
for and the means to promote pérformance of all
employees. In some U.S. firms, although far less T
than in other industria]ized countries, added

" awareness ' of education and training deficiendﬁes
arises with moves td enhance worker participation
in organizational problemsolving and

~4ecisionmaking. Other efforts in job. redesign
requ1re re-examination of task .analysis and better .

- \ *worker preparation for these . redefined
responsbilities. They may often-call attention to
changing thé scheduling of work so that jobs may °
be more productive and more vsatisfying.

N management styles are emerging also to -
meet changing worker values. A more widespread
recognition of "quality-of-workljfe" issues has
come about in part because of the slow but steady
decline in job satisfaction. 2/ Because a .
workforce with generally h1gher than ever
education credentials is dissatisfied with
routinized Jjobs, it is seeking more varied jab
content. Some employees are asking, too, for
better contrdl over their worktime. Men as well ' _
as womén are looking to balance work with other X
aspects of their daily and lifetime family and -

- leisure needs. As many more adults participate in
informal * and formal - schooling, an Thcreasing
number are questioning the traditional life-cycle .
stages of education-work- ret1rement

AN

- Demographic changes wr11'further affect these ¥
\ issues as a more heterogeneous population’ is ‘

expected to include Tlarger numbers of men and
women with a ered Tikelihood of job mobility. ~
3/ The coming cmade will see a proportionately
\ Targer number of “older workers as the age of the

1i
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. working population rises with a decline of the
*  poSt-war "baby boom." This increase in the number
of prime age workers with a higher level of
educational attainment than\before sug
opportunities to advance in organizatjdns may) be
less than worker expectations. ducation ‘and
training w111 assume more importande as one of the
several means to achieve horizoftal as well as

~ vertical mobility. Furthermore, older people, who
'will become a large proportion of the population,.
are 1likely to be working Jlonger, a result of .
inf lationary pressures and of the extended
mandatory retirement agé (raised to 70 in the
private sector and eliminated in the public sector
-by the 1978 Age Discrimination Act Amendments).-
Many older S may be forced to prepare for
second and 1rd careers, often through jobs whlch‘
are more flexibly scheduled.

The expected rise in the numbers of poorly
skilled, non-English .speaking workers will also "
pose *a significant challenge to industry .and

" business. It will tend to exadcerbate the problem

. already disturbing. employers, as many high school
graduates now appear to lack basic “skills in math
and English. At.a time when -a minimum of college
education or other "credentialing" has become the.
prerequisite for a variety of blue-collar as well
as white-collar Jjobs in the expandiag.service.and
information sectors, the lack of skill deve]opment
in workers disadvantaged at an early age is likely
to become even more acute. (

0Of primary 1mportance, however, for the
purposes of this paper, will be the issues arising
from the "feminization of the labor market"--the
expected continued increase 1in the proportion of
workers who are women. 4/ About 52 million women,
. it is anticipated, will be in the labor force by--
, 1990, an increase of aboyt one million a year.

\ -




Nearly all of the projected additions will be aged

25-54, most will be married, and_the majority will

" have minor children. The growing prevalence of ’
two-earner married couples together with the”
anticipated high number of parents who are single

(even for some period of time) will undoubtedly

bring to the forefront the search for new means to, ¢
achieve family-well-being and expand the demand

for « jobs which permit a better balance between

home and work, Also strongly implied 1is a more
critical role for education and -~training as women

seek preparation to: 1) make transitions from home

to school, 2) advance to higher job levels within
trad1t1ona11y fem#le occupations and, 3) surmount

the barriers which now make difficult their émtry— — -
and . promotion in . the predominately male
professions. . : T

"The overriding question- raised by the .
increased labor force participation of women will
b€ whether greater vertical and occupational
_mobiTity can be achieved. Otherwise, the added —
numbers of women seeking.employment will serve

" .only to sharpen the competition for the same low

paying___jobs: in trad1t1ona11y female occupations
which the great majority of women workers-fmow
hold.  Indeed, becausé women are still entering
stereotyp1ca11y female, low 1level positions,
accord1ng to some observers, the rise to date of
women's participatioh cannof"Be considered a sign -
-of true progress. Instead, they contend, the
result has been a larger proportion than before of
women employed at or near entry level. 5/ N

4 s

A Conference Board report on the advances in
women's employment opportunities from 1970-1975
points out that change is underway, but cautions b
that the process is complex, particularly if oy
* male-intensive industrigs where resistance has
been great. 6/ It found that, even in
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white-collar work where . women hold more highly
paid jobs, major progress hds been made only in
those industries with trad1t1ona11y larger female
workforces~- -banking, insurance, retai]ing and
communications. = The real prablem again is that,
*  unless provision is made for upward mobility, when
. women do move into' nontraditional fields they tend
R « to remain at- entry level dnd continue to' be

T (/L/segregated '

- * “ - * . ‘ A )
¥.  .This ystudy. on "the feasibility of: new work )
patterns to inCrease participation jn education &
and training activities . 'does not presume
that the availability and » utilization

- of such opportunities, alone, will ~lead to..
greater upward and cross-occupational mobility.
Antidiscrimination laws and regulations are of
primary importance; even‘ though they best -,
redistribute employment opportunities when the .
total number of: jobs available is - growing.
Internal 'mobility is, of course, also affected by
~ . equitable promotion policies and .other procedures,
" such as  job-posting. Additionally, * career
counseling and -informal on-the-job training, which
includes the team skills traditionally-available —
to male employees, will make formal education and:
training programs more _effective opportunities:
Other supports, above a]] perhaps, the provision
+* . of child care, will faC111tate the career.mobility
of working women. ,But, although education .and
training have had- a 1ower return for women than
men, (d.e., women of similar educational"
attainment to ‘- "'men generally have had much lower
job  status), ‘these activities “still carry '
significant economic value, 7/ If .new jobs of the
future are to be sex-neutral, new initiatives in
~-training and education will be essential.

o In. sum, attehtioh to both'workeﬁ education and
¢ training and to filexible time schedules will be ;




he1ghtened during the coming decade. However it ‘
is of crucial impertance that future: cons1derat1on

also be directed to changing existing patterns in

each of these areas of personnel policy. In" order

for new schedules to ' offer more than a temporary
pglliative ‘as an accommodation to' some working

womer, they must also begin to better fulfill |
their more long-range potential tq expand new Jjob

levels and occupations for women as a group. 4
Otherwise, a real danger exists that flexible o
* 'hours ‘may, paradoxically, reinforce the same

narrow occupational stereotyping of women.

Moreover, *if continuous '1earning activities . .
are to be opened to the great majority of employed 4
women who are now outside the structure of . -
opportunity, participation must be encouraged by
supportive ‘policies, including the use of flexi
hours.  Although these two concerns__have, ;2???
l now, appeared to be quite separate, ®bolicymgkers
might now begin to consider whether affd by what
means they might be advantageously linked.

Invest1gat10n of each of these topics in the
last decade has y1e1ded substantial data through
numerdus  surveys and case studies. Despite the
fact that neither learning activities nor "new
worktime practice lends .itself to generalization
because' each 1is diverse and often informal in
nature, the brief/ overviéw which follows may
usefu]]y serve as background to some specific
current experience.qf, the1r 11nkage.

»e iy =
New Work Patterw& “Possibilities and Problems

Flextime 3
New work patterns--f]ext1me the _compressed
workweek and permanent part time--are in greater -
o use by American workers 'than is generally -
_ realized. About one-fifth of the workers in the
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{ U,S. arg not working a traditjonal 40-hour, 5-day
- schedule., Of these, 7.6 million  workers  or 12
percent’of those in full-time, non-farf, wage and

-4 salary -jobs\are-on flexible = schedules. - 8/ The

+ . unigue . nature of "this pattern has. been apfly
described as a transfer of some control over the
> timing “of work from supervisors “to individual
workers, even though it doés -not change totgl
hours. 9/ R o

)

-Flextime is part1cu1ar1y prom1s1ng because it
\ offers the kind df “free" time which might be used
(ea511y for education and tra1n1ng-~a reqular daily
oper time at the beginning and end ©of the working
_ day. Moreover, several types . of flextime are
, ,, possible: (1) those -within, the 8-hour day
“requiring starting and qu1tt1ng t1me either within
a specific or variable period, ‘and .(2) others"
where credit and debit hours.are allowed as long
. as the total hours worked fulfill weekly. or
~'month1y organizational requirements, or Where cofe re\\
time is requ1red only on certa1n days.

It is 1mportant however, to remember that the
degree of flexibility open to and chbsen by
workers  varies ‘considerably even within' an
organization, at the .same site or from one
location to another. According to a recent
estimate, about 20 percent of organizations used
flextime for at least some of their employees in
1980. 10/ ‘ '

Women. workers- are less Tjkely than menjto be
working in flextime schedules (as are young
workers and union members), “Datawon occupational
categories shows a widespread use by sales
personnel, - managers and administrators,
professionals and technicians. Practice in these
occupations .is generally 1long standing and
informal.. Although relatively lower, the use of

.




_time. They find flextime -helps to

QO

\

flextime by clerical and service “workers 1is
substantial (9.8 percent and 8.7 percent of the
total number on flexible schedules),- representing
a recent development in which eligibility and
schedule rules are more carefully prescribed.
Female-intensive industries are also high
usérs--finance and insurance (with real estate),
second only to th% federal government.

Both employers. and émployees <wave found
positive results from the introduction of
flextime. Workers—value easier commuting and-the
reduction of the pressure to be at Mprk at a fixed

] balance their
need for both frge time_and time for family
ragbonsibilities. "espite some problems of equity
in e}igibility and of ° initial  supervisor
resistancé, pemployers - generally cite -these
overriding benefits to employees as their
rationale for adopting flextime. Several studies
show economic results favorable to the
organization. As is true of other alternative
patterns, however, the ipitial decisions to
implement tend to be based on the need to solve
particular business problems '(tardiness,'
absenteeism) or to reflect the belief of senior
management that flextime 1is the "right thing to :
do," ‘rather than on careful economic analyses.

L4

L3

Compressed‘Sched01es

Current use of compressed schedules would seem
éo/offer & much* narrower but still possible .
linkage with education and training
opportunities. The actual hours of nonworktime
are usually more limited--from a half. -day to two

- full days weekly, depending oh whether the 3, 4 or’
4-1/2 day schgdule is wused. Furthermore, in

comparison with flextime, use of -compressed
schedules is low (2.7 million as of May 1980) and
numbers have- edged up only slightly since the
early 1970s. 11/ ) _

8§
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"Us» of this ‘times pattern. may remain %

comparatively restricted because- advantages and
disadvantages cannot be easily generalizéd;
compressed schedules are particularly firm- and
occupation-specific. . They have been primarily
used: (1) in manufactur1ng for shift work and for
24-hour,, 7-day week continuous-process industries
where start-ups and shut-downs are costly; (2)
where.capital equ1pment Thay be underutilized; and
(3) where work is Jocated at. a considerable
"~ distance  from workers' homes (as protective
service jobs). But such schadules can .also cause.
organizational problems because of the difficulty
of synchron121ng operations within and between
firms. Use of compressed schedules is also
-Hmited (as is ‘the flextime- credit and debit
scheme) by conflicting union contracts and
legislation on overtime premiums. Workers have
_Found that although the compressed week. gives a
longer ‘block of free time and redutes thé number
of commuting _ trips, it may also comp11cate social
and home 11fe, Jparticularly fér families ‘with

ung children. N
e :

It may be somewhat surprising‘ that, for
industry as a whole, recent data .reveal that,
.almost as many women g§s men are; working in
compressed schedules. In  terms ‘of .occupations,

clerical workers are less likely to wuse & . ..
shortened week than are employees in ' other °

occupations, but we might assume that many women

are included in the high use occupations of:
service and factory operatives., * Shortened’

workweeks are re]at1ve]y rare in female-intensive

industries (among the “lowest wusers are f1nance,

insurance and real -estate) compared with® local

paklic administration :(iincluding .police and fire

pers el). The smal} proportion of clerical

workers™ h are on such schedules may however, be

employed ¥n insurance and banking, 12/




Part Time: Its Several Variations

“Part-time dmployment would seem to offer a wm ’

natural Tlinkage with education and training.

¢ GeneralTy defined as work of less than 35 hours,a

week, part- -time jobs have tr 1t1ona1]y afforded a
means for  younger adul to support  their
continuéd Tlearning. Part-time work has grown
rapidly over- the past 20 years, from about.1 in 12
workers Lo 7 gnp now appears to remain
steady. Part t1mers employed in more than

one-half of all firms, although they account for -

usually only 2 to _7 percent of each firm's
workforce. 13/ Furthermore s many emplexers are
now regularizing the new status }4f these
employees, differentiating - amorly them by
categories which range in tle from
"supplementals" to "prime-time" worKers.  Some
companies offer *salaries,and fringe benefits
comparable to those accorded full-time workers in
similar jobs; only a few have™ expanded the
oceupaggnpa] rande. open to part-time employment or

"have extended promotion opportunities to part- -time

employees. Whether the pattern can now be used in
a broader fashion so as to ehcourage education and
Training for primé-age workers, particularly

women, depends in large measure pn the success of
current efforts to promote such changes ‘

These \init1atives to develop part-time
employment as- a longer term, career work ‘pattern
rather than a temporary, peripheral arrangement,
however, must first counter the long prevailing
practices and perceptions of part-time workers.
Women, and the you?%xqgghfld, who 'are considered
to have little sense of attachment, are those
who trad1t1ona11y work part time. Although not
all part timers are confined to the unskilled
labor market: most are concentrated in the trade

and service industries where uneven scheduling
demands make their employment most attractive to
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emp?oyers Because these jgbs often involve
discrete ~ tasks or workloads with predictable
€ycles, employers have been able to t special
operating problems by increasing shiffs. |Sales,
clerical and service workers "and Jaborers™ are

likely to work less than full time more often than

managers, supervisors or skilled craft workers who
ind . few part-timg~ positions because of
ofgan1zat1ona1 perceptions of high .skill
requlrements, continuous work flow and the neegd
“for communication.

Part-time work has generally yielded
significant ° economic returns to employers.
Xuperior job performance by part timer§ often
reduces Tabor costs, as does the lack of many or
all of the fringe benefits accorded to full-time
workers, Part timers are frequently paid less
than full-time .employeds, - .but ~ the wage
differentia ‘may be largely due to the fact that
part time is still confined to Jlower 1level jobs
for men as well as women. 14/

Giveh .these ' considerations, part-time
emp]byees and their employers have rarely invested
in educqt1on and training. Workers, both male and
female, on part-time schedules theoretically have
more nonwork time for training and education, but
realistically have far 1less incentive when the
availabidity of higher level jobs on a part-time
basis- 1is Tow.” Nor are they as ~Tikely as full
timers to be able to afford the cost of education
and training. Employers traditionally have been

reluctant to train even those women who work full-

time,  generally citidg higher turnover and
abdentee rates. According to some studies,

turffover and absenteeism. often show a greater
correlation to low job status, lack of advancement
and other factors than to gender alone. 15/

N
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The more recent development of career oriented

_or,.permanent  part-time employment — may well

encourage greater provision of opportunities and
more widespread participation in -education and
training activities. Beyond the regularity of
hours available for learning, incentive is
enhanced when such jobs, considered.pérmanent by
the organization, offer advancement possibilities
and-a range of fringe benefits camparable to those
accorded full-time employees. Although
occupational segregation Tlargely dominates, more
reqularized part-time employment has opened in
jobs at higher skill levels and also in technical,
professional and. even managerial fields where
continuous learningeis a more dcepted requirement
for Buccessful job performance. ~

In creating a greater number of permanent
part-time positions in the Tlast decade, employers
have responded to the demands of an increasing
number qf workers--particularly women who wish to

remain #k as well as enter or re-enter the labor

force. But, indugtry and business have also found
that_ adyantages frequently outweigh . the added.
financia\costs of 'social security and of fringe
benefits, especially when the  latter can be
prorated or offered in cafeteria style. 16/ Aside
from solving peak demand. problems, companies have
experienced reduced labor costs, including Tess
overtige, as a result of a better match’between
work 1load and labor input. Many employers _have
maintained, if not improved, productivity due to
improved emplpyee morale and lower absenteeism and
tardiness when employees are” better able tb
organize nonwork activities outside of paid
hours. Others report easier recruitment .and, even
more hidhly valued, a higher retention rate of

~skilled employees--those in mid-career or

pre-retirement periods who wish to reduce hours
for family, health and other reasons. In the case
of skilled employees and in others where training

. D 3

~ 4
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" invadvesffuture full-time workers, overall ~hiring
and trafning costs may actually be lowered.
. .

Job Sharing * : -

Job sharing, which emerged in the late 1970s,
combines some of. the adyantages of part-time with
those of full-time employment. “The job is a
regular ful}-time position but the jobholders work
part time and 'divide salary and fringe benefits.
This pattern may offer a unique potential for
education and training in two respects.  Sharing

/

. @ows a. regular block of nonwork time, as do',

other part-time arrangements, but because it
affords greater continuity, of coverage and, often,
a combination of diverse skills, the new pattern
may flurther expand the variety ofv occupations and
* levels of part-tipe jobs. Furthermore, this form
.of f]exibilitg;lmay encourage a new type _of
on-the-job training whereby a partner with more
highly déveloped skills may be teamed with a less
experienced worker. \ : .

Unlike other . new work patterns, no aggregate
data exist on the. extent of the usage of job
'sharing. Practice is sporadic dn the private and

in the public sector, -although it has been more

visibly wutilized in the'latter where educational -

ingtitutions and local state agencies have offered
job sharing ~along with other voluntary time
reductions.  Current use by private organizations

may well be greater than has been.reported. But, .

in-general, it may'be safely assumed that most of
these employers have (yet to expand job sharing
beyond a proportionaée]y few ad hoc.arrangements

in each-organization. Occupations are thought to
be diverse and job levels vary from professional
to unskilled workers. An informal national survey
in 1979 found that the largest percentage were
teachers (26 percent) and administrators,
coordinators/program developers (25 percent).. 17/
A more recent Conference Board survey found that
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banking and insurance were the most likely of the
industry users. 18/ .

Most Jjob sh%zers, who are married women and
are likely to have children at home, particularly

--value the ability to balance home and work. But,

beyond this, they have often beéen. able to find
employment with salary and fringe benefits . which
are not ggenera]]y available on a part-time, one

S1 In addition, some shaters f1nd
special, advanﬂage in supportive team collaborat’ion
and in the ability to trade time and tasks with a
partner: ’

*

Empldyérs have realized benefits from the use
of job sharing similar to those discussed earlier
of other part-time schedule®. But, additionally,
they report, unique advantages of /this pattern
which can alleviate or solve many of the
difficulties associated with part-time work.
Greater flexibility is made possible when one
employee ' covers for the other or when - both
partners adjust worktime to’ peak and  slow
periods.. Furthermore, job shar1ng in professional

* and supervisory positions has often been found to
" bring a--more productive performance than would a

single fyll-time emp]oyee. The pattern has been
especially’ successful 1n those. higher level

positions.. which require: (1) liaison within and
- outside the organieation, (2) field work in

different  geographic _locations and, (3) time
pressures over long or ‘short per1od§ 19/

The complications of instituting and managing
_ job sharing which employers usua]]y anticipate,
" have been handled successfully in" both the private

and public séctors: Carefu] brokering - to ensure
comp lementarity between partners and between
partners and the job, appropriate scheduling, and
commuiication between sharers, co-Workers and
managerss are- ‘'all  important conditions. And
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although this form of part-time - employment,
requires, too, that employers revise policies on

fringe benefits, many have instituted a system of
prorating. Finally, 1in some instances, the
inclusion of these and other provisions of parity — <
with full timers has mitigated the wunion
objections. to even\ this Jform = of part-time
employment. , : .

However, it must be pointed out that organized
labor generally continues to object to the
expansion of all part-time employment on the
grounds that it will+increase job competition,
worsen unemplayment and detract from the goals of
shorter worktime for all workers. National
leaders also contend that part-time jobs tend to .
downgrade occupational status, ajd those workers
less in need, and make -future  organizing

diffiqult. This clai nues, despite the fact
that at ) local levels, wunion officers,
nizing the need to respond to workers'

genuine desires for reduced hours, have negotiated
for part-time options.' They have acknowledged, in ~
e bargaining process, that 'some jobs are more ’
conducive to part=time hours and that the option
) of reducing worktime is often preferable as a
4 temporary a]ternat1ve to 1ay of s,

Employer-Sponsored Education and Training }

- Unlike new work patterns which -appear as a
mutually advant ageous accommodation with
s relatively few organizational costs or changes in
structure, industry-sponsared education ' and
training have become an expensive and comp licated
business necessity. 20/ It serves basically to
adapt previously acquired skills. and knowledge to
the  needs of the job. Increasingly, these
activities also’ <serve to compensate | for
deficiencies of general or  vocational knowledge.
They often an]uge general knowledge designed—te-
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enhance skills and to 'adapt" to new ,technology.

- This continuous Tlearning takes place in both

informal on-the-job training .by co-workers sor
suypervisors and through more formal instruction at

-the worksite qnd elsewhere.

Although industry activities are still largely
considered a pfiva%e' affair,- they have become of
greater public concern as billions of dollars are
spent and millions of Americans, involved, and as
the desipéd effects- on productivity and workgrs'
income and occupational mobility are questioned.
Yet, there are real difficulties in appraising
these diverse and oftén informal learni
activities. National surveys of
industry-sponsoved education have been infrequent
and ~ irregular. Mgre important, Twey cannot
measure the unrecorded on-the-job activities which
are the most “prevalent type of education and_
training. And, despite the fact that the training
itself »is becoming an industry, thef® has been
little examination of the total job to determine
the' optimum relationship between activities which
take place on and off the job. 21/

" - Available information on the scope and nature
of employer-sponsored programs underlines “the

.uneven access to training. A 1980 review of the

diverse surveys concluded that:

e A .
--Employers provide formal education
opportunities in fewer than half of al}y firms, but
by more than 4 out of 5 of the larger f\irms;
--Among ‘those larger firms, about 1 in 5 workers
takes part<~ in training programs during any one
year, whereas the proportion is much smaller for
all industry; .

--Management and white-collar workegs, far more
than manual workers, are likely to paﬁéicipate in

formal training; .

. f)~-
~

Q
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--Skill .training accounts for only a small part
- compared with .learning -ab company ° products,
orientation and safety; .
--Most companiés which oﬁfer Jfraining do so -on
company time. 22/ . %
"Occupation and industry also deterinine what
opportunities are available. The number and type
of  opportunities .. vany, s1gn1f1cant1y among
managerial employeés, sales, . supervisory
personnel, draft and operative workefs, clerical
workers, and professional -and technical workers.
The structure and“téchno]ogy of industries affects
(f the provision of.education< and training;. high
techﬂo]ogy employers, for example, find d1ff1cu]ty
in hiring already trained workers in most
. occupations, .depending on the location and
available labor supply. \ co

The most _ specific data on ‘the learning
opportun1t1es available to nonexempt workers is
found in a 1981 Conference Board report of small,
medium and large size establishments in bank1ng,
manufacturing, utilities and insurance. About 84.
percent of the .respondents provide on-site

- education and training ~for both office and
clerical workers and production operations
workers. Banking, utilities and  insurance,

particularly, provide programs for clerical and
office .workers. Utilities and manufacturing
industries (to 4 somewhat lesser extent) offer
these activities to ~ production and operations
workers. At the non-exempt level, training aims
largely at providing specific. job skills or safety
and industrial skills to newly hired employees, in,
cortrast to tra1w1ng for lower level exempt

employees which aims to improve performance and to
prepare emp]oyees for new duties. 23/ _,‘d,,——*“"’{

i
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Ut111zatpon of Tu1t1on Assistance o
The 3 availability of, tuitjon assistance"
programsfy it might be assumed, would provide
learning opportunities for Tlow .status workers.
These are programs by which companies offer,
‘financial assistance to some or all employees to
encourage, them -to study, generally at outside
educational institutions. But the problem arises
ot in provision by employers but in utilization
by workers.

The Conference Board survey referred to above’
found that tuition assistance 1is provided to
full-time, white-collar workers, both exempt and
nonexempt, by 90 ‘percent of the companies

_ surveyed. For blue-collar, nonexempt workers,
g tuition was provided by 80 percent of the
companies. A 1977 study by the National Institute
. of Work and Learning estimated the number of
workers eligible through union-employer negotiated
plans as nearly 2 million. Participation,
however, in all plans in the'United States. is
generally considered - at between 4 and 6 percent.
Those most: likely to ‘utilize tuition aid are
~workers wgp]already have a greater number of "years
of schodling - and are in. higher paid -
jobs--essentia]]y white male workers. 24/

A study focusing on the utilization of tuition
assistance by women found that lower part1c1pat1on
relatedi basically., to woments position in
low-status jobs. Although women of all income,
education and ,skill levels took advantage of ‘
tuition assistance than did men at the same level,
within . either sex the _ status/hierarchy
distinctions held true. Among the program-related
barriers faced by women were the requirements that
courses be job-related and tuition be paid in
advance. Jomen were more likely than .men 'to
Qe11eve that*edﬂcat1on would not help on the job

Q ' ~"")’7
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and to cite their "fear of returning. to school." .
) They were also more .-inclined to feel that

"fatigue" and rigid work schedules barred their
participation. 25/

Research on programs where. tuition aid is
highly used by employees at all job levels has
found that organizations develop specific means to
encourage employee participation when they are
committed to broadly-based .education and training
programs. Where this kind of commitment exists,
opportunities for nonexempt workers and _women
e among them are made more effective. In order to

assess the-: relative value of new work patterns to -

. increase participation in education and training, >
this preliminary study will take into account the .
ways in which worktime is adjusted. ~in some of o
these organizations. '
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II. ADJUSTING WORK HOURS FOR EDUCATION A
“* AND TRAINING: . SOME RECENT EXPERIENCE

The following *review of recent experience .
relating flexible work patterns tao learning
opportunities is based primarily on interviews and
preliminary data collected in 1981 at selected
worksites. It indicates certain additional
information needed for more comprehensive
investigation. More important, it implies the
pre-conditionﬁ‘?for policy consideration of this
Tinkage.

Part Time: Prdgress and Problems

4

As dtready suggested, increasing participation
in ‘education® and training through part-time.
séhediles for low status womeyf poses a
contradiction. Obviously, some wfmen who work
part time are able to undertgke continuing
education, particularly with .the* growth' ‘of
community colleges and other institutions offering
low fees and convenient scheduling. But most
women who voluntarily work part tdime do.so in
order to stretch nonwork hburs to carg for home
and family. 'The majerity, those at ‘Mower job ‘
levels, rarely have financial means of their own
to return to school. Like many women working full
time, they must also overcome fears' of new ~
learning situations. They, especially, will need
the incentive of potential economi¢ return.

To what degree have the efforts to improve the
status, advancement opportunities, S$alary and
fringe benefits of part-time employment succeeded
_.s$0 that- reduced hours may serve as a bridge fo;//)
learning? Certainly, the current picture - cause
Tedd— optimism than that of other new work
patterns. : :

\ ~
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Opportunities for employer-sponsored training
for part timers are unusual. If 80 percent of
women working full time k£ are confined to
“traditional female occupations, despjte the
changes ... loutlined earlier, a still larger
proportion of, part-time workers remains even more
stereotyped.. Emp]oyers who are unlikely to invest X
in on-site training for such full-time workers are
even less concerned with part -timers. In fact,
the expansion of part-time. schedules is clearly
limited by -employers' g¢oncerns about training
costs; workers are on the job only half-time and
the numbers to be ‘trained are doub]ed Compan1es
who employ part timers, even on a permanent basis; 7
on the other hand, often find that costs _are
negligible, precisely because they hire workers:
‘. who aré either already trained or who need little
or no training to perform their tasks. Cor

Tuition.Aid Benefits
- Although an increasing number of employers are
offering’ fringe benefits to part timers, these
- bengfits usually ‘take the form 'of paid holidays
~aand vacations. A good deal of the reportedly
"new" part-time employment, which affects women in
predominantly female occupat1ons, is. often a
ce in "mother's hours," a genuine
accommoyation in time and place. These special
however, incllude financial
“support fgr con 1earning nor encouragement

- An example of 'this type of accoahqdatfaﬁ\l§
'found in the Control Data bindery plant, wtself an
innovative approach to job creation, in
“Minneseta. Estab11shed after the riots
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percent of the 56,000 employees have some control
over their work hoyrs. About 5,000 are part
timers, including many “in professional positions.)
At the bindery, skill requirements are low, and
mothers,” teenagers and other students work three
shifts as needed. Although in-the past ten years
ahout 175 empToyees have moved to higher-paying,
full-time jobs in the company and elsewhere,
management regards - this plant operation only
incidentally as a training mechanism. Moreover,
even if continued ‘education or formal tra1n1ng
were wished ' for by employers, company policy does
not ' include these part timers as "supplementals"
in eligibility for financial assistance. . '

. In general, “even where smployers provide
tuition aid programs, part tjmers are usually
ineligible for these benefits The Conference
Board survey cited,, earlier, ich found that a
large majority o&( the compan™s surveyed offered
tuition -aid to fufll-time workers, also found that
part-time production workers were eligible in

programs offered by only 6 percent of the firms
(compared with e11g1b111ty to their full-time .
counterparts by - 93 percent of these f firms).
Programs which included part-time clerical workers
were offered by 13 percent or survey respondents
(compared to 99 percent for their full-time
counterparts); most  were in  banking and °
insurance. 1/ : . ?

The companies investigated in this study which
employ .a substantial propqrt1on ‘of part-time
workers present a varied p1cture. Some limit
‘benefits to full timers only;, athers provide for
parg-time entitlement, and St5ﬂ1 others, even
where - career deve]opment progrmﬂ@ ‘exist, limit the
‘types of courses open. to késs than—fu]] time
workers. .

ot L 1.




Part Time and Tu1t1on Aid: An Experiment
in Data EE]]ect1on

In an effort to test the feas1b111tx of

"determining part1c1pat1on by part timers, We’

examined the tuition assistance records at Santa
Clara County, California, - of 367 emp Toyees
represented by Local 715 of the Service Employees

International” Union (SEIU}., ~This site . and

emp loyee popu]at1on are particularly relevant

because the union local, which represents about 58 ’
percent of the county s workforce, includes a high

proportion of workers in low, paying ‘jobs. The
local, an oft-cited example . T of positive union
1eadersh1p in_worktime f]ex1b111ty, had negotiated
for ~a minimum number of part-time positions
("split" codes), whereby two employees dividé the
respons1b111ty\of a full-time position and still

receive  full frirge gbenefits. It also

successfully -bargained for a program of Voluntary
Reduced Work Hours (VRWH) whereby employees may
choose- at six-month  intervals, reductions in
worktime. These range from.2.5 percent to 20
percent, with corresponding wage reductions but
with seniority and fringe beneffts Tlargely
unchanged. .

According to tuition aid records, those
employees who work either split codes or reduced

hours (in almost equal numbers) do,. “in fact,
participate in outside education in a much 1ghe
proportfon (18 percent] than might be expected. by
their rjepresentation 1n the Loca] 7715 population
(6-7 pércent).

This is especially noteworthy because of other
factors influencing the use of tuition aid funds:
(1) Employees do not usually need to use such-

.schedules to enrol] in the few courses made
* possible under the ‘relatively low reimbursement
sum  ($300 at that time). The county permits

% )

~
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workers, in those instances when a class is not

offered on - non-worktime, to make up only.half of
the time taken from work. (2) All employees are
using the funds 1less than tn previous years when

programs were better pablicized and fewer free -

programs were offered by local colleges. (3)°

Training is given a low priority at all levels of

_the organization. These activities might now be

considered more important because budget cuts have
resulted in Timited* staff . and changed

assignments.” Management regards the allocation of .

training funds, however, as a luxury in contrast
to direct service needs.’
”
Data Needs , )
A preliminary study of these records also made
clear, however, the many categories of additional
data required for valid®analysis of. thedeffect of
reduced- schédules on participation in outside
education. More comprehensive information would
disclose, for example: (1) fhe extent to which
participation may be affégted T)yithe ineligibiTity
of employees in certdin; departments and job
classifications to work 1less than full time; (2)
how the .20 percent wusage rate by female

participants on reduced schedules in lower Tlevel

jobs  {clerks, hospital, social and community
service workers) compares with their
representation in the population; and (3) whether
the largest (35 percent) group . of * t
participants, public health nurses, were al
using the additional time off for which they are
eligible ‘through a separate plan. N

Job-Sharing: Existing Limitations

Investigation . of "the effect of other examples
of job sharing as a means .to increase
participation in educational opportunities poses
particular complications in regard to women in low
status jobs. Knowledge is limited because the
practices, despite efforts of its .advocates,

T . 37
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coXtinue -as an accommodation to individual
emploweges, with only small numbers-in a grow1ng

«, diversity of worksites. Among "these experiences

are many - in which individuals have deliberately
.chosen’ to - use the option to pursued further
JJedrning. 2/ In others, Job sharing-arrangements
have allowed the pairing of employees with

'ﬁigﬁagt skill levels, with one partner training
e re -

But, in fﬁL‘vrare ‘instances involving larger
numbers —of employees (50 plus), job sharing- has
either 'béen directed only at high school students
in a cooperative program (Equitable Life

nsurance), or utilized the pattern as a temporary
Tternative to lay-dPfs (Untted Airlines).

In genera] both the more singular and larger
scale examples have demonstrated the difficulty of
“utilizing - job sharing as it i now most commonly
“practiced - as a means to slgn1f1cant1y increase
acckss to education and training opportunities.
Perception and practice top oftén resemble the
more traditional part-time arrangements. With few
‘exceptions, companies initiate Job sharing
experiments by allowing the option only to current
Full-time employees. Where new  hires are
permitted, employees are usually already trained.
And, although some higher level jobs are being
opened ta sharipng, employers still tend to
restructure jobs perceived ‘as easily divisible,
those likely tg _be at the lower salary levels and

lacking advancement possibi]ities. )

) These limitations are exemplified at the
Rolscreen Company in Pella, lowa, an unusual
instance of job sharing by production workers.
About 4 perc,nt of the warkforce (68 individuals),
predominantly women, arrange half-time schedules
with partners. Thqy choose to job share primarily
to make time for family care or more leisure or to

.
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ease the transition to retirement. Although a few
sharers are students- working a night shift,
normally part timers are not eligible for the 100
percent tuition reimbursement which is wused by
about 10" percent of all- workers at the plant.
Company - policy limits job  sharing to .those
previously employed full time and these only in
job classifications below the higher skill levels.

In order for job sharing to become a valid
means to continue learning, future practice must
first verify that the option can, in fact, fulfill
its promise to open positions in a wider variety
of occupations and- levels than has so far.been the
case. . At this time, job sharing at higher level
jobs has not caught hold in industry or business

s nor existed for a sufficient ‘period in the public .
sector to determine whether even this . form of
part-time employment can provide genuine career

. progression. :

Mlthough some sharers. have been promoted,
these aré likely to be cases in which one partner
moves to a full-time position; rarely are both

- promoted as sharers. In such instances, still
small scale, the'-shared4ob-has itself served as
training, But, given the complex nature of
divided responsibility in higher level positions,
it is still unknown whether and by what means such
positions will remain open to sharing beyond the
tenure of initial incumbents.

If, in the future, part-time employment,

N including job sharing, permits vertical and
occupational mobility, then these reduced hours
might more realistically provide both impetus and
meahs for continued learning. A Jonger tenure and -
a lower turnover through a more continuous shift
to and from full-time employment within the same
firm could also then be possible. Because this
kind of - life-lgng - employment would focus

-
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investment on the employee rather than on the job
er se, it ~would increase sthe incentive in
ucation and training for both the emp]oyer and
the employee.

40-Hour Flexible Schedules

Compressed Work ‘Schedules '

A few examples of the shortened workweek
indicate "a more immediately practical link to
education and training and suggest the particular
conditions which need- app]y, In all of these
organizations, management is committed to po]1C1es
of employee development and use of tuition aid is
high. In only two, however, have employees found
th¥s particular work pattern especially effective.

At the Connect1cut General Insurance Company,

a forerunner in developing employee programs aimed

at increasing satisfaction, a var1ety of tra1n4kg

and  education programs are open nonexemg

workers. Generally, although no. forma] flextime

programs exist, employees are allowed time off (or

compensatory time) for on-site or -off-site

programs. Producgion workers, however, such as

those employed at the Data Center, find this

"especially difficult. About 170 employees (15
‘percent. of Center employees) work a shift of three
12-hour days. Although no data are available on

their participation, the managers of training

programs and the data unit indicate that employees

do take advantage of training on their. free days:

Future .nvestigation would have to‘*take into

account not only the comparative use of tuition

aid, but- also the participation in internal

courses paid from the separate departmgnt budgets.

A different experience has taken place at the '
Wells Fargo Bank {San Francisco), an organization
also noted for its career development programs for

women. Here, worktime flexibility is encouraged
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in  arrangements by -individual departments,
although again no official flextime policy
exists. Several years ago, the'Trust Department
attempted to institute a four-day week. The

Department, . according to its manager, is more
« inclined than others to experiment, possibly as a

reaction to 'its pure dervice nature and its
relatively rigid work content. It also has a high
“education budget, of which tu1t10n assistance 1%
only one part. ‘ . P -t .

" The ~four-day sckedule proved unsuccessful
b:;;ysé//;f ‘problems of coordination within the

b and the - need to meet particular state
requirements for certainwemployge hours. But the
department also found that employees did not wish
to schedule courses on "free" time, particularly
when an estimated 10 to 15 pgrcent of time at work
is _ ordinarily - concerned with educatien and
training. Employees .in  Tlower level  jobs,
particularly, may feel less incentive to volunteer
for education, it was exp1a1ned because their
isolation from the rest of the organization and,
their highly specialized skills make mobility to
other departments unusual.

<

"\; ’
A more successful use of compressed schedules

kes ~ place at Physio- -Control, a medical.
instrumentation company in Redmond Washington.

The company had earlier operated four-day and
four-and-a-half-day shifts; it added a weekend.

shift of three~12-hour days because of Tlabor
shortages and a high use 6f overtime. - Because the -
work is technically oriented and highly skilled,
Phy51o-Contro1 was particularly anxious to attract
students .and others interested ,in continued
training. - At the same time, it encouraged the

. local commun1ty college to develop relevant

coupses, especially . in .electronics and in
accounting. /”’“‘\\\;\;J‘

S
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The percentage of weekend workers ("weekend .
warriors") using the 100 percent work-related
tuition reimbursemient has varied from 35 percent .

to 65 percent, considerably higher than the '

approximate = 15 percent participation py all -
employees. However, numbers are.small and only-a

“few of the 42 workers on this .shift (which

accounts for 15 percent of the total employee
population) are women.

3

- Flextime .
.. Although, we know too Tittle yet abaut which.
workers on f]extime schedules also use the option

in order to pursue educat1on and tra1n1ng, this
new, work  pattern.’ appears to. offer . the most
s1gn1f1cant potent1a1 for increasing part1c1pat1on

. by ponexempt " as- well as exempt workers. Two

surveys of government ‘workers have ¢ found' that
employees on flextime schedules realized the
greatest advantages in increasing personal time
for family . and recreat1on as wou]d be expected.

‘But, additionally, 1arge portion of the survey

groups (43 percent, 49 percent) also found that
the schedules afforded a’ greater amount of time
for educatYonal activities..3/

The results eg%/‘a N ar survey at the John
Hancock Insurance- ompany in Boston are of special
interest because they reveal -that, although 19
percent of the workers on flextime felt the new
pattern dincreased time for educational pursuits,
72 perceht of the survey group found that flextime
had tittle impact. 4/ No valid comparison can be
made with government surveys without additional:
data, but it might be pointed out that at John
Hancock, overall wuse of tuition ,assistance was
only about 1 percent (1980:81). Moreover, in
contrast to the experience described below where
flextime may extend training time, at John Hancock
it serves instead to limit the time -available for
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'in~hquao/ programs. In order not:to penalize

‘employees - on such time schedules, supervisors
confine training courses to core hours.

Hewlett-Packard: Possibi]itieé,and Data Needs
A, different approach, may emerge at
Hewlett-Packard (HP), the Ca]1forn1a electronics

firm, where anticipated growth and explicit

corporate.  philosophy are contributing to
consideration of revised employee development

‘policies. Technically,” all” employees may use
flextime schedules, although wuse is universal in
ménufacturing and unusual in sales. - Several
personne] and training managers at headquarters
and in at least one division where interviews were
conducted acknowledge that flexible hours may
significantly_ ‘increase part1c1pat1on in education
and tra1n1ng opportunities. L -

1 !
Flextime has "opened more op%ﬂons, though not
mecessarily more time," explained. a trainjing
manager. It may allow an employee to start work
two hours €arlier or to-stop work later and take
advantage of either education sponsored off-site
or company training on-site. The schedule also
enables the company to put classes on "the front
or tail end of.shifts and pick ap qpn]oyees on the
graveyard shift at the same -time."

I 1 1

‘.~» We would HEEdIH% ch more data, however, at each
d

divisional level to ‘determine whether and in what

ways this more flexible learning time affects the

Targe number of women empldyed ‘at

| Hewlett-Packard. Of the 47, OOO HP employees in
~the U.S., almost half are women'(41.5 U.S,, 43.5

Bdy Area). They are concentrated in the nonexempt
‘pupulation at "the secretarial and  semiskilled

,Jaks. Their mobility beyond the nonexempt level

this typically male- dom1nated “high-tech
arganization  has - genera]Ty been Timited to
management positions in persohne] and occasionally

’
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in marketing. Whether they (and the 4men in lower

*skilled categories) would take advantage of more

flexibly scheduled education and training depends

on the extent to which'the company may develop and
encourage these opportunities at each of its 43
divisions--where ¥uch 1nnovat1on generally takes s
place. b

- S ) e
Training activities, now directed at

management, may focus 1in-the near future on the.
development of production workers. "One of opur
biggest  issues," the directpr of personnel
maintaiped, "is the. need for- trained people, .
techn1c1ans as well as engineers." Employees will "y
have to be moved up 1nto the hard-to-fill higher
‘skilled . jobs.. "There's no reason," "he pointed
_out, "that we-can't get ‘entry level product1on
people moving up if they're interested and we make
it easy."

-,

Continued growth is stimulating changes in the
content of employee' development programs; the “\J//
existing courses aimed primarily at familiarizing -

* employees- with the organization may be
supplemented by others in more specific  job
content. The results of "Open Line," a 1979
employee attitude survey, were widely repdrted in

the house magazine. They are frequent]y referred &
“ to by personnel managers in discussions  of -
e education and training needs. This survey, which

, disclosed employee desire for skill training and
counseling, has’ also served to raise the

' expectations of nonexempt emp]oyees, in the
op1n1on of at least one manager.

ether changes ™fect the scheduling of *
o training. Until recently, all skill training has

had to take place. on workers' own £1me A greater .
number of courses are now being offered on company
time as well as in off-hours programs.  Off- hours
‘programs are taught by company 1nstructors on-site y




% e ) ' 37

and are generally considered to strictly benefit
the employee, although they may also include
.general skil1l training. Beyond the Sah Francisco
‘Bay area, at least three d{ visions are operating
joint programs - with zcomm§21ty ‘colleges whereby
. college vened4t*vcourses a taught by college

teachers on. company sites.
L J

Dgta Needs‘ '
In -orde to investigate participation in the
on-site, af¥Br-hours. training programs- and to

defermine  whether, flextime in -fact- increases
opportunities, futyre investigation should obtain
. datam from a sampling of selected divisions.. To
~ . consider which types of opportunities are actually
"~ ravailable, these data should also include .
- information on the varying employee populations at
.each locatian in comparison with the extent to
+  which the types of courses differ by entity and
locality. . - {

For example, accordingesto the data for the

North Bay Area in California (seven divisions),
J the participation rate in after-hours courses is
- Tow (3 percent of those eligible), compared with
other areas where it may ~be as high as 35
pércent. Two possible eyblinations were offered:
. (1) that the North™“Bay Area includes a higher
. percentage of clerical workers (who are presumably
less inclined -to pyrsue technical courses which
_are offered); and) (2) in this same geographic
-~ area, a higher pércentage of employees -may be
- participating if courses at community colleges
rather than in those conducted on-site.” At least
one area college ’has scheduled® special "Early
Bird" morning courses which may accommodate
employees either on flextime or-on regular,
schedutes. - , .

In order to determine how_the amount spent for
tuition aid ($2 million in fiscal 1980) was
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actually dispersed, it would be necessary to
g&xamine data beyand those available .at
headquarters. An dccounting of the dollar amounts
expended by each entzty does not accurately
reflect employee part1c1pat1on, since: (1) costs
for outside education vary by site, and (2)
budgets at each site are used in varying amounts
by individual employees. More detailed
information at selected sites would also provide a
basis to analyze the comparative use of a prorated
time reimbursement scheme by which HP refunds 100
percent of the expense (assumed to be the usual
use) if personal time- is used for classroom work,
50 percent if company time is used,.and 75 percent
if time is shared between the employee <and the
company.. ,

Informal Flexibility

A comprehensive study of the role of new work
patterns should also examine the more informal
flexibility in those workplaces where a large
proportion of lower status employees takes part in
-continuing learning. In  these ' companies,
schedules are adjusted either in an ad hoc fashion
or on a regylar basis ,through released time. 5/
Although such practice - defies precise
quantification, intensive on-site ih(ﬁ%tigation
woulq better determine the equity of access within
employee populations and the result on employee
.and employer of . this intent-specific time
flexibility. Policymakers might:  then more

“rationally assess the relative advantages ,of new
worktime patterns. It is important fo recdgnize,
however,. that this 1nforma1 flexibility is’ most
likely to be made availablé” to employees .in low
status . jobs when companies  have . {broad; .

" well deve]oped programs in education and: tra1n1ng

,a]ready in.place. .
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‘BPolaro\d Opportunities and Participation

4 At the Polaroid Corporation. in Cambridge,
Massachusetts, women work1ng at hod_Ty jobs take
part in large numbers in innovative internal and
external "education and training programs. 6/
Part1c1pat1on on company and employee time is high
in this atmosphere where ‘“education 1is in .the .
air,"

g

The success of the .overall program has
depended on several factors; (1) the company's
financial success and corresponding growth from
200 employees in 1957 to 13,000 (1981), *ith many
employees in jobs requiring both technical skills

‘ and good general education; (2) the initial
‘X commitment to education and trainin§g of its
. founder, Edwin;.Land, in'his desire to create a

mode | bus1ness enterprise; (3) policies of

Jnternal ~ promotion and job. posting; . (4)° a

commun1ty in which many educational facilities are CoL
available; and (5) careful staff planning and -
" execution of programs. T

At the time of 'this study, about.half of all
Po]aro1d employees were involved in one or more of .
‘the “internal and external education ' programs
provided and paid for by the compgzx,,Nlﬂ)externaT
courses alone, about 10 perce of employees

* . participated, well over the national average in
“tuition assistance programs. This  has been
attributed to .program structure, content  and

support. Full costs are paid in, _advance (rather
than the more usual reimbursement procedure) and
hourly and salaried employees are entitled to the
same benefits. The program is well publicized and
includes staff support to assist and advise Co
employees., Content 1is broadly based so®as to .

include not only skill improsigga but also6 basic
courses in read1ng and math¥as well as others
leading to associate, bachelor, and .advanced’
degrees. ’ o \ :




bachelor of science degree.
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Tuition aid finances company-initidted
training programs requiring education outside as
well as courses undertaken by employees in
external  programs. Several special career

.mobility programs combine both in-house and

external courses. Some involve women workers: the

nine-month secretarial internsfip Pprogram, and, to.

a lesser degree, the more unusual two-year
internal technical cooperative progran whereby a
small number of employees receive tw;§§hirds pay
and alternate periods of work and study’ toward.a

’

Data Needs

Data available during this writing suggest
that further investigation might yield useful
information to examine the-relationship of time
scheduley to education and training for women .in
Tow, statds jobs. According to Polaroid managers,
use of .tuition aid by nonexempt workers. in
mid-1981 was approximately 40 percent. But ‘we
would need to know more precisely the number of
women participating, the jobs they occupy, the
types of courses théy pursue, and the results on

mobility and well-being.

In internal programs, women have been well
represented: approximately 20 percent of the total
population of nonexémpt women engaged in internal
courses at this time were women in hourly jobs
(compared to .their repreésentation in the company

population of about 25 percent).. According to

training managers, most hourly workers  take
courses in technical math and manufacturing

- skills, English as a second language and in

secretarial techniques. ~ More specific data would’
be required to determine the types and numbers of
courses which each' employee . undertakes as well as
the number of employees who apply and/or who do
not complete courses. .

gy

»
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. More important, policymakers must have more
complete data on the effects 'of participation in
these programs. A report by the National
Commission on Working Women has questioned
whether, in ~ fact,  the availability of
opportunities has had as significant results on
the mobility of women .in lower-level jobs at
Polaroid as in other organizations. 7/

Tektronix: A'Singular Success Story?
The innovative education and training programs -
oge to all emp]oyees at Tektronix (Tek), an
tronics company in Beaverton, Oregon, have H_H
significant ~ effect on moving~ lower  status
employees to new-: Jjobs and job leveTs, 8/ "My
goal, " q;91a1ned the  manager® in charge of these

. programs$’ "is to help’. people get involved in
“education that will hélpéihem to help themselves,
t

to ‘understand more about{the company's] products,
their jobs and the jobs bhey would " like to have."
Many of the men who haye ‘become vice presidents
started at benchwork. = Women, who account for
almost half of all' employees, have often been
first employed as' production, assembly Tline,
secretarial and c¢lerical workers. From 1975 to
1980, when the number of employees more than
doub]ed the number of women who moved to
profess1ona1 jobs more than. tripled. In 1980,
almost 30 percent of managers’ were women, compared
with 8?percent in 1975.

F]ex1bi]1ty is an integral part” of the Tek
atmosphere. Although ‘many courses take place
after work (except for immediate skill training),
employees may a]so'occas1ona1}y use worktime for
learning. In this“ipformal, largely democratic
workplace, an -honor: system allows employees to
keep their own time records. Employees may change
to . part-time schedules, though 'their numbers
appear low; fewer than 10 pefcent use flextime, .
which, as a manager commented, "happens anyway."
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These informal adjustments, however, are only *
one of the several factors which have made Tek

. éducation and training programs so. effective.

Other factors include: (1) a policy of internal
promotion which encourages the linking of learning
to career paths; (2) an active staff in the
education and training department to counsel and

 assist employees; (3) low Gost of internal on-site

courses; and (4) the provision of child care.

Because of its location in a relatively remote
area, initial labor shortages virtually assured
that the company had to ,‘develop its own." -Tek
founders Howard Vollum and Jack Murdock, who
organized the company in 1946 as a profit sharing
venture, believed that the Tong term success of
the company - depended in  large measure on
encouraging employees to  develop. their career -

- potential. This philosophy has continued to

underlie company policy, ‘even though the more
recent presence of other electropics companies and
of community colleges has somewhat lessened
earlier needs. i a

An- 1ncyea51ng number of women participate in
the Tek Education Program (TEP), in noncredit
courses aimed at providing the skills for higher
job levels. Although most classes take place
on-site after-hours, a few are held during the
workday to_ allow -second shift employees to take
part.  The ‘company pays half of the Tlow ($20)
fee. Child care is available and employee family
members may also part1c1pate.

‘The tuition aid program, which allows' both
work and nonwork- re]ated education, has been well
used. Overall part1c1pat1on in. 1980 was about 13
,percent, somewhat higher in the field offdces than
. in the main- facility in Beaverton where TEP and
other on-site classes. are held. Women employees
" use about half of the aid, it is estimated.
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Courses are scheduled in regular classes at

comnun1ty co]]eges but with registration at Tek or
in the cooperative education programs sponsored
jointly with local institutions. Most employees
(70  percent) use - the full 100 percent
reimbursement for job-related courses rather than
the 50 percent offered for nonwork-related
courses. . J C 5
These internal and external programs (together
with special workshops for upward and occupational
change) are made effective because: 'of’ ‘the
company's linkage of education and training to
career’ paths. The catalogue which ~summarizes
courses and_reimbursement procedures for tuition

assistance also outlines.possible job. and career

opportunities. It e;p]a}ns how courses may be
used to attain a new .job, caut1on1ng that
"although no ¢lass or education course guarantees
a job, most are helpfu1.“ The handbook describes
positions, indicates what types of opportupities
are available to enter ‘this field, lists potential

earnings or pay*“raises and spec1fies courses in.

the TEP program while also suggesting that:many
courses are available at local community colieges.

A system .of job posting and career counseling
also supports education and training “programs.
Despite some recent tightening of regulations, the
Job Opportunity transfer system, which .is widely
distributed through . the company newsletter, has
facilitated lateral as'well as upward moves by all
employees, including women in Yower level jobs.
The career change process has beerm fluid.  Tek
encourages informal discussions with managers,
respecially because managers have often changed
careers ddring their employment at Tek and are
likely to be ° receptive to employee needs. The
company has also periodically added more formal
career counseling and spec1a1 career related
workshops and programs to meet specific needs.
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_ The experiences at Tektronix and at Polaroid
extend the possible’ scope of future consideration
of workplace flexibility -and  ‘learning--
partichlarly for Tlowen status workers. These

adjustme in worktime may /be, under such
circumstances, are the part1cu|a :

TTexible patterns. The additional . data noted
would provide a better basis for examining, the
equity of opportunity and indicate " its effects.

But, however broadly it .defines flexibility,
subsequent study will also need to assess the o

implications: of some of the fundamental
organ1zatlona1 jssues which have emerged dur1ng
this review of current’ experience.

~
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) 5. In two of the surveys on tuition aid usage,
“adjusted time".is listed as a separate category
from paid or nonpaid time. A 1979 durvéy of 141
plans found that about 8 percent of those
companies which allow workers to take time off for
courses pay employees for time lost; 10 percent
grant employees time off without pay; 14 percent ?
adjust work schedules and 8 percent use flexible
schedules.. Allen E.- LeBel, A Study of Negotiated
©  ‘Tuition Aid in Industry, Exhibit V (Washington,
DC: National Manpower Institute, January 1978)
unpublished. A more consistent survey. (adjusted
for nonresponse) found that, of the 274 companies
with tuition aid programs, 12 percent of the
respondent  companies _"adjusted schedules" " for
" office and clerical workers, 11 percent for
* production workers. (See note #I1-23.) :

” -
“

“ 6. For a detailed description see Kathleen Knox,

.~ Polaroid Corporation's Tuition Assistance Plan: A
Case Study, Worker Education and Training Policies -

Project, National Institute of Work and Learning
(Washington, 0C, 1979). ,

7. See Appendix, Mobility in the "Marketplace.

Case studies  of Programs, Policies and Practices

that Provide Working Womep with Career Mobility,

' Draft | Manuscript  (Washington, DC: National
- Commission on Working Women, 1981).

8. Useful background material on Tektronix is

found in Paul Ferrini and L. Allen Parker, Career
% Change  (Cambridge, - MA: . Technical . Education

‘Research Centers, 1978), and Mobility in" the -

Marketplace, note 7.
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III. FUTURE RESEARCH: A
SOME, CONSIDERATIONS ¢ -_

~
.
s
.

This .preliminary study has found positive,

47

albeit tentative, connections between flexible -

hours and employer-sponsored learniflg programs.
It has also-'suggested, however, that this linkage

will affect women in low status Jjobs on a-

significant scale only it other conditions also
prevail. .o

In - the immediate futurel patterns within the
40-hour  workweek--the compressed “week and

" flextime--appear, the more practicable. Even the

potent1a1 advantages of flextime, -the most
promising work schedule, however, are likely to be
best realized when companyW1de, well-developed

education and ‘training programs ' are already- in

place. Part-time arrangements, in contrast, must

programs comparable to their full-time
counterparts. Considering the current etonomic
scene, the requisite expansion of part-time. jobs
which would encourage more contiriuous emp loyment,
i.e., a more~regu1ar1zed transition to and from
full-time employment, now _, remains far more
doubtful. . ‘

To be of value to policymakers, any subsequent

research should, bé broader. in scope than was

originally concewved by this 'paper. It must.take
into account: (1) the worktime-learning connection
for employees at all job tevels, men as well as

" women; (2) the practice of 1nforma1 flexibility as

well as the use of the particular schedules; (3)
the shorter and longer range effects on well-being

and mobility as perceived by employees as-well,as

_ .employers; and (4) the contributory role of other

organizational strategies to encourage mobility,
including ongoing support systems. :

~

“first - accord = these employees eligibility - to -
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A more comprehensive investigation might also
be narrower in focus. Education and training of
nonmanagement personnel, a comparatively recent
concern, is translated into consistent practice by
relatively few organizations. The degree to which
such enterprises may also utilize time flexibility
to enhance participation depends in 1arge part on
the. stage of its commitment to - employee - .
development. In order to determine the value of .
f]exibi]ity as one variable, subsequent . study
would ‘best confine 1tsel£—+te——a——selee%ed——fewf————-—7——
. organizations which have reached a more advanced
. " stage. Management at these werksites has a more’

impelling rationale to examine education and

training programs and to' make available the

necessary data.
. =~ -y .

Contained, in-depth studies at selected
preliminary sites wou ld determine . more
conclusively the feasibility of such schedules t

+ enhance, opportun1t1es for low status as.well a

other workers. The County of Santa Cldra, for
example, offers varjous time schedules, a diverse
“employee population = and an active union - .
‘leadership. " Its exper1ence might provide--a *
. replicable examp]e for private as well as public

- .organizations, particu¥arly as training funds are

¢ affected: by  cost reductions. Further . . -+
investigation elsewhere, 7 such .as at .
Hewlett-Rackard and Tektronix, would yield data |
for ‘a more valid analysis,of the capability of - |
differgnt  approaches = to promote” employee
developmént* in  the: -high-technb]ogy growth T
industry . g & = e

-

But beyond"Edd1t16hal\data and specff ¢ site
selection, consideration of the feasibility of new
patterns to increase 1ea|’1ng and - of future &
research toward this. end ‘might also take into '
account  some broader ‘implications , of this

\ preparatory study the effects of organ1zat1ona1

S _ : [
. ) = . <
e 0 e

¢
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complexity, industry-educatio cooperatlon,
differences between during- 'and after-hours
scheduling, and chang1ng organizational policies.

Organizational Complexity ) A
It is especially important that subsequent
study consider policy and process within the
entire organization, rather than at corporate
headquarters alone. Companies offgring education
’ and training tend to be largé\\ with complex '
——————————s%rueture—~at——headquarte*s —and “several separate —
t worksites. Continuing decentralization will
- further diversify personnel practices as rising
costs to é&mployers. and employees discourage
geographic mobility. Education and tra1n1ng and
. flexible worktime opportunities now vary w1de]y
within the same company, a result of (1) the size
and function of, each entity and its units, QZ)
occupational and job categories and levels, (3)
the proximity of outside education facilities and,
- ngt least, (4) the inclinations of individual
managers and supervisors. .

-

. »& The initiation of innovative training -
opportunities and of worktime flexibility may. more *
likely .occur at lqcal ]eve]s. An in- depth study
of Hewlett-Packard, for example, would examine how
pervasive is the type of program in progress at

.one of its 43 divisions and what might be
necessary conditions. The Computer Systems
Division in Cupertino was (at the time of this
study) directed by a personnel manager especially
conggrned ., with ‘increasing opportunities for .
nonexempt workers. He had developed, 1in addition

- to the more wusual apprenticeships, a special e

-program to train-these employees to move to entry &
.1evel  engineering positions. Half of the
participating ' employees were women, former
secretaries and production workers who worked half
time at regular pay and returned t6 - school full

time for a two-year period.
# »

|
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Elsewhere,- in female-intensive industries

- (even in companies with act1ve career development
programs), eligibility for in-house and external
. education and training may vary substantially

— -~ among —employee groups. At Johm Hancock, agency
- field employees (about half of “the total 20,000
U.S. employees) are unable to participate in
courses reimbursed by tuition aid. Regulations
confine eligibility only to those employees on the
L _home- -office -payroll.—- --{The--company- has bean -
considering extending eligibility to at least the
clerical workers in:field offices, particularly
because they also lack opportunities in the career
development program available to their
counterparts employed at headquarters.) ‘

In banking especially, the types of training
opportunities are affected, by* geograph1c spread as
well as by the traditional separation of functions
at the branch levels. The Bank of America, the
largest U.S. bank (highly rated for its employment
of women as managers and officials), relies on, job -
posting rather than on formal upgrading programs

. for office and clerical workers. Nor is .it
possible for corporate staff to oversee the way
its training programs are used at branch levels.
At Wells Fargo (noted earlier as a reportedly

lary model of moBNlity for women) the
in-hpuse career development programg  or
“catalogue" courses, have been used primarily by
employées - atgheadquarters. Occasionally, branch
employees on the "platform" or credit side, rather
than those, who are "“operational" (tellers) may .
take part. The staff development guide, designed

employees by managers, émphasizes that "intereést
in employees' <career goals will pay s1gn1f1cant
dividends in staff morale and performance."
However, here,. as in all highly "decentralized
organizations, branch managers have substantial

R
(O

o

o to. encourage ~ training of these -other branch -
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f]exibi]ity in  the amount of training they-

develop.

-

This 'same complexity also complicates company
efforts to systematize dat4 on training, tuition

a551stance and on the use of flexible hours. At
Wells Fargo, for examp]e, somé maragers maintain
that the thousand account1ng units.with separate
budgets would® require, a: "Cadillac system of

actounting" to track how much is spent and for
which——employee in outside seminars, ~internal”
programs -and tuition assistance. - 2/E\gesewhe're,:

organizations have only started tqg  establish
computerized personne] records. Some, like John
Hancock, are prompted by the need for performance
appra1sa]s. In others, where employee development
plans are less defined, managers are only now
establishing method$™to organize training data in

order to stimulate supervisor interest 1in new.

training programs.

Industry-Educat ion Cooperation -
Subsequent "investigation .might also take
account of' the effects of the changing
relationship between emp]oyers and educational
institutions. ' Although in- house learning- :programs
remain their highest 1nvestment many companies
~are. also turning to educat10na1 institutions to
fulfi1l some of their training needs. Community
colleges, especially, are seek1ng older students,
including a large part..of the working -population,

as the golden years of the 1970s turn to the’

declining enrollment of ‘the 1980s, This new
relationship is requiring added efforts by each
sector to increase flexibility. L

It is important to rea]iZe,' of course, that
only 'some of these programs involve nonexempt
workers. The largest- part of employee-sponsored
degree programs and short courses affect managers
and professionals and are therefore not relevant

IR S
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to this study. Peripheral, but of interest for
future research as they may be applicable to a
greater " range of employees, are the flexible but

community  responsibility and also attract
graduates 'to hard-to-find jobs.

\ . ¥
’j) . ) The availability of low cost courses,at local

development of internal training programs for
nonexempt workers in several respects. It may
serve to explain a certain lack of management
interest in such Rrograms, as appears the case at
Hewlett-Packard. At  Polaroid, however, the

to the internal courses which serve to prepare

more recent establishment of local colleges has

changed the ’content of internal education.

L General education and cultural classes, which were
. introduced when internal programs _were first

college courses became more available. The

* internal program, which® then became more
occupationally oriented, may in"the future be
expanded if, as anticipated, local outside sources
are forced by budget cuts to reduce offerings.

Industry educat1on cooperation also bears on
flexibility in both p]ace and time. Probably only
a relatively few companies assist employees with
registration for courses taken off-site, but many
more appear’ to be using the worksite for the

—jointly sponsored after<hours—courses. - Although
instructors are usually.company employees, credit

courses are offered immediately after worktime,
may be as helpful to workers as are the flexibly

(O

i limited term work-study schemes for high school-
,’;; students:  In these, firms may fulfiltl—a sense-of -

. — — —dducational - institutions. — -may-- -affect the

presence of such institutions gives added impetus-

employees for outside programs. At Tektronix, the’

initiated, were later eliminated as community

-us often offered when courses- are taught by.
college faculty whose sa]ary is also paid by the.
college. This convenience, ‘especially  when'
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scheduled classes taXing place outside the
workplace. In. areas where no such scheduling
exists, flextime will make little difference. But
elsewhere (as the "Early Bird" classes mentioned
before), class times are more likely to coincide
with the vanying schedules. Employees may start
work earTier or later or organizations may include
these hours as worktime to be used far on-site

training. “ -

Employers sponsor both general and
job-specific courses at community colleges. The
number of companies that reimburse employees -for
nonjob-related courses is probably low and it
appears that employees are less prone to choose
general education classes even when costs are
cavered (generally at the rate of 50 percent).
Usually, -companies reimburse the fees of specific
job-related courses - such as those which

familiarize nonexempt workers with technical

K fields, i.e., as data processing, computer

programming. ~But, they are also increasingly
concerned with sharpening basic skills . and
technical writing, speed reading and math.
"English as a Second Language" (ESL) courses tend .
to be offered in greas where employee populations
include a number of recent immigrants.

Among the many 1ssues which will be explored
as organ1zat1ons and edicational institutions seek
to insure that this.cooperation brings mutual
advantage is whether or . not” “the traditional
responsibility of these colleges can. be
maintained. On the one.hand, industry-sponsored
courses gre needed to-sustain_enrollment. Opg the

. other, contracting with employers may also

restrict the access of other adults includipg
those -who are not employees of the sponsoring
firms. The potential danger also exists that the
emphasis -on vocational- curriculum will further
reduce the institutional resources which have been

60
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devoted to broader general gducation. Because
- many low ' status. workers have had few past
- . opportunities for such learning, the result would
' be to narrow even further their range of choice.

Worktime “and NonWorktime Scheduling :
.The feasibility of new work .patterns to

increase part1§%pat1on in learning actiyities will

also be affecte by po]1cy var1at1ons'won the use,

: ay increase’

. opportun1t1es in both.time arrangements, but its

*value to employees will also ,depend on whether
employee or company time is invplved.

In regard ‘to nonexempt wdrkers, there are
indications that the content of tF*aining may be
changing, causing a wider range-of activities to
take place on worktime. This 1is not to say, even
as at. the management levels, that training extends
beyond immediate task or1entat1on toward long term

) ctual and human. deve]opment Rather, its
vopational orientation may also encompass
g-range career development, Elsewhere and more
gfnerally, employer-sponsored learning may include
e remedial basic. education courses mentioned

{As we have seen, companies vary widely in the
degree” of responsibility they assume for this
enlarged content. At Hewlett-Packard, where eve
skill training “on company- time is of recent

.. « origin, reimbursement for outside ‘learning is

"\ . limited to more narrow job-related subjects. In
contrast, at McGraw-Hill where a more broadly

_“__""__édUtatEd‘*Workforce*”*Ts*“ﬁdeemed*-deSTrabTe— the

...Company maintains an active program of continuing
“edlication--some 67 courses, many carrying college
credit. Here, too, these courses . arg, scheduled
after work, in confrast to ‘the worktime classes
which are described in the catalogue as "designed
- for immediate application .on the, ‘job or

. » [N
6L
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preparation for a job the employees' department
head hopes the employee can assume."

Courses on’ company time of a broadeg nature
are apparently more available to nonexempt worker's

.at those sites in female-intensive -industries

where career development programs have’ been
instituted. At Wells Fargo, at least one-third of
the internal™ courses are open to ‘“staff." At
Connecticut General, worktime courses affecting.
nonexempt employees include those in "individual
development" (career management, etc.), others ink
"communication" (writing skills and ESL), as well
as 1in "continuing education" (typing,. math, and

[EYPRFR

The scheduling of courses listed in Polaroid's -
"Human Resource Program for 1981" shows more
diverse distinctions. Management courses all take-
place “on company time as do the- technical skill
classes for nonexempt workers. The classes. in
word processing and secretarial skills wvary so
that seven take place .on worktime, three on .
employee time, and two on shared hours. Of the
ESL classes, ony one uses worktime, with 'two on
employee time and three on shared time. Moreover,

all  those in "fundamental skills" (reading,

writing, math, academic equivalency programs and

“tutor training) are on shared time. Company time
s taken only- ‘in part, reportedly because

supervisors do not regard these skills _as
immediately relevant. Even though managers may:
recognize that the 1lack presents problems, the .
acquisition of skills is not considered a company
fesponsibility. -

\

_Future investigation might -well examine the
effect on  participation of these varying
schedules, particularly the use of shared time. -
The combined hours may be especially effective in
dncreasing  participation "‘for -upward mobility
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b programs. At the State of Connecticut, which has
@ developed pragrams involvings clerical workers,
this scheduling is considered appropriate because

the employer "gives some incentive and yet.

employees have to make some sacrifice."

Further study, then, might explore the degree
to which employees agree with some management
L perceptions of the limited potential of shared

time at a program at the United California Bank
made for certain difficulties. A pilot program
for secretaries at Wells Fargo was unsuccessful,
reportedly because the women needed.early evening
hours for family responsibilities. At John
Hancock, it was explained that trainin on
worktime is difficult for production ?i.e.,

1

and, after-hours schedules proved unsuccessful,
The 'problem was caused by the peed for carpools
for the longer commute beyond the immediate Boston
area, and possibly a]so by the need for second_.
jobs. " At least one’ company also felt that the
-employees in operating areas, who have set work

the workplace."

- Changing Oggan1zat1ona] Policies
Workers' experiences are affected -by their-:
place in the organizational system and also by
where the system happens to be at that moment.
Subsequent study of flexible work and learning
might also be aware that, although only some firms
are at an advanced stage of employee development,

LIS _—training time.___ The "infringement" of employees'

clerical workers) and experiments with both shared-

quotas, often consider training as an "escape from,

\

o Others—-appear-to-be-in-the-process- of -change-

Of - the organmizations. offering significaﬁt
learning opportunities and/or alternative work
patterns to lowd status workers, few deliberatel

use. ‘flexibility formally in order to JIncrease
. learning. But one of the unexpected findings of
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this preliminary’ study 1is that more firms than
might be anticipated are recognizing the need for
more broadly-based employee development. Some are
considering new means to achieve this objective.
~—If this-process—were—-to—continue—in even a few.
. firms, changes which appear minor in the context
of the total labor market may still be significant

at the specific enterprise level.

Some_ few _companies have progressed beyond the

x_uﬂ

learning opportunities as we have defined them to
alter ~“work itself-so that it becomes -a learning
experience. Although their examples may be
d1st1nct1ve, they provide a frame of reference for
subsequent study. In. these organizations, the
introduction of socio-technic systems and job -
rotation has redesigned ‘work so as to incréase

- worker participation, 1learning opportunities and
worktime flexibility. -

The most highly publicized of these
experiments has taken place at the Harmon
Automotive Division Plant-in Bolivar, Tennessee.:
Learning is -both part-of the jobp and more formal
in classes at the-Harmon School. Job redesign -has
ingreased participation in dec1s1onmak1ng and in
self-management for hany workers who have had only
a few years of formal schooling. As employees
share 1in productivity increases, they have been
able to e free time. Many of these free hours
have beenh used by employees. to take “part in
classes. Since 1974 when the program started,
enroliments have been high in courses of basic
edycation, work-related or special , interest

-

7

*——courses—and-health--and-safety. 1/ - - _

This type -of continuous Tlearning, however,
remains unusual in the -U.S., where training is
aimed for the next job rather than at the whole
person (as is moré -l1ikely in Japan). Only a small
number of - large companies  have developed

54 £ )
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sophisticated training. Many more, especially
those in the high.technology growth industries,
are in what may become the beginning stages of
deve10p1ng training programs.

In most companles,‘1t is contended, management
development is but the first step in the process.
As managers at all levels become more skilled in
"human relations," they tend to become aware of
training needs and to gain the skills to put new

"~ training ideas into practice. At the Weyerhaeuser
Company inh Tacoma, Washington, for example, this
has also taken the form of a new kind of training
for first line supervisors. A program involving
350 employees. which includes many nonexempt
workers  (those supervising a few others) is
expected to spread. to several thousand employees

at headquarters and other locations. '

. Much of the attention to employee deyvelopment
needs, as we have discussed, has resulted from the
existence of - equal opportunity laws and
regulations. Although the current political °
climate may substantially reduce implementation of
earlier affirmative action ‘guidelines, certain
change processes have been started. In the recent
past, only a part of this change has involved .
education and training directly. Many companies
have improved formal training whereby some
in-house training is avai}able to all interested
employees and extended e11g1b111ty under tuition
assistance to include work-related rather than
only job-related courses. -

-

Of more importance, equal opportunity issues

~ have often had to be dealt with in the Targer

_ context of overall personnel policies “-and
practices. 2/ These concerns have also been
addressed as a matter for the whol@organization
rather than the _personnel départment. alone,
particularty because the response to affirmative

4 -
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actiion 'has come through regular job openings
rather than through special programming. All
levels of management have had to be involved to
some\ extent 1in planning and implementation. As
an additional result, certain interpersonal
barrigrs have been lowered in some .instances.
Women have gained not only the opportunity to
learn new technical skills, but also greater
familiaxity with what one manager has descr1bed as
"corporate street sense."

“The 'ntroduction by firms of new means of
"communication,"” especially quality circles, may
also  hav long-range effects on expanding
management \awareness of the concerns df low status
employees. \ When employees meet together to solve
the problems\of the workplace, they are encouraged
to open. broader dlalogue. Experiments with
quality circles, as a senior vice president of the
Bank of Amerijca commented, may also provide an
added type .development skill for low status
employees, a more effective exposure. Managers,
especially at- he eorporate level, "may begin to
look at employeey differently and change their

.sense of lower expectation."

@]

»

A1l .the requisite conditions which will, in
thé future, determine the applicability of new
work patterns to broaden participation in
education and training . opportunities may be
subsumed in this--management's changing perception
of workers, both as employees and as individuals.
As the vice president of a growing electronics
firm commented, "Let's distinguish between what
we'd like to do and the way we'd 1like .to be and.

wheme —we are now.'" —Astheirexpectations are
raised, mariagers are_more likely to develop
policies for worker -learning and for worktime
flexibility. Only then may the potential gains of
th1s linkage be realized.:




60.

NOTES

1. The Bolivar Project Progress Report February
1978. Pﬁgiired by the Harvard University Project
»

———

on Technology, Work and Character (mimeo), pp.
24-25.

~

2. See note #I-6,ﬁpp. 20, 27.
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IV. ISSUES FOR FUTURE POLICY

v Designed to test the feasibility of further
study, this\ investigation has, nonetheless, raised
several broad policy questions. Employers
considering procedures to improve employee

productivity and to enhance career opportunities
might examine these implications.

. Fundamental to these issues is the question of
how management will resolve increasing pressure to
contain  business ~costs,  Will traiming—and
education. investments be among the first budget
| items to be severely reduced or eliminated, as is
~often the case? Might they, instead, be jmore
closely scrutinized for most effective uh%i?ty?
Cons1der1ng the informality, d1vers1ty and private
character of .employer-sponsored [programs, it is
not surprising that so little aggregate data exist
on the effects  of . these fJactivities. More
- unexpected is the frequent lackfof consistent data
within  individual enterprides. If, however, '
employers are .now to make more rational ’
determination of optimum levels and allotations
for these investments, .they may be prompted to
systematize the necessary information.

Such an assessment of the efficacy of training .
and education would bring into judgment a range of
questions now. largely ignored. HWhat is or might
be the pr1or1ty of training expenditures when
calculated in relation to . total 1labor costs,
including, for example, recruitment, turnover and .

“ relocation? In temms of total job requirements,
might managers wish to determine ‘more exactly the
___optimum relationship between learning that takes

-place on and off the job? Beyond equity values,
might they also consider whether the concentration
at the nonexempt level of training for specific
job skills rather than for improvement and
enhancement  for future duties s, in all
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iﬁstances, the most appropriate .for perceived .

lohger range -organjzational needs. In regard to

‘tuition aid benefits, might policymakers then

eaexam1ne the Tlimitation 9f reimbursement to
¢ourses which are tmmediately job-related? Might

*some of this a$sistance be broadened to include a

greater range of educational offerings so as to
‘benefft employer as well as employee (as was
presumed by the 1978 legislation amending the
Internal Revenue Act to cover wider tax
deductibility)? . , :

- Po]1cymakers may’ also.be moved to question--the.
ways. in -which better connections with Tlocal
educational and techn1ca1 institutions - might
affect costs, course content and enhanced emp]oyee
participation in learning, Because,some companies
already assume a degree of respogsibility for

other types of personal counseling, might these.
and Other organizations- consider the value of a )
'correspond1ng. role for educat1ona1 advising? .

Finally, in this review process, might management
also become better aware of the degree to which
employee participation in nonmandatory education

“and . training  may be motivated by

organ1zat1ona1 po]1c1es—-not only those affecting
interna] mobility, but ~ the- less complicated
introduction of f]ex1b]e workhours? ', |
Consideration of new work schedules poses a
related set of issues. In evaluating which

~schedule or combination of schedules will best

succeed, management will want to make  judgments
dependent  on . the technolpgies and social
characteristics at each enterpr1se and location.
Decisionmakers must take into accounE the specific
problems new time patterns might ve or

alleviate, . the emp]oyee preferences they could
meet, and 'the constraints that need to be
overcpme--regu]at1ons and legislation, and
adJustments in supervisory attitudes. They would

o
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.

be better able then to address the additional
questions that-must be.answered so that these new
schedd1es, in addition to' other mutlial advantages, .
might also significantly . expana participation in
education and training. -

Despite the fact that the effectiveness of
time flexibility in widening employee involvement
relies. for greatest efficacy on overall" -~
organizational policies and local conditions,
these patterns can, in fact, offer choices for
learning to nonexempt workers ‘hitherto general]y
-available ogJy to management. Whereas the shorter
workweek is more narrowly restr1cted'to particular
technologies, flextime 1is broadly applicable to a
variety of c#mpanies. It is also well-suited to
expand both worktime and nonworktime for edutation
and  training. In considering- this pattern,
_however, employers will need to evaluate which’
procedures will best ensure, for~example, that\

[y

- ~~ho&rs~are~open4for on- sate~ae%1vatres,_rather~thane4————

1te5 to core hours.

The issues arising from utilizing. reduced
workhours ' for 1learning are more complex because
they involve intrinsic changes . in the perception
of part-time employment. Nonetheless, management
might usefully examine ‘the now singular examples
in their several enterprises to determine whether

a wider range of employees, job categoriés and . /. "

" levels™ might prove amenable to part-time
schedules. Part-time emp]oyees would thus be more
encouraged to take part in and be better able to ’
afford education and training at -their own
expense. Tuition did. benefits -to "bart-time
employees might also then. be more-practicably
extended on a wider scale than is now the case.

In this connection, policymakers might find
replicable experience in the long-standing
work-study schemes involving younger adults. Andy
looking to the future, leaders in business,
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'

education and government might together examine
the implications of a new form of tempordry
worksharing--a combination of part-time work with
education and training. -

A Yinal, quest1on asks whether: employers ought

-to lookK to special programs that .concentrate on
making the time-learning connection for women at..

lower job levels. Doubtdess, the 80 percent of
women still confined to low skilled-jobs would
benefit.  However, given the danger of “further
occupational segregation, such programs might more
profitably be integrated in overall personnel
policies. ; ;

Women, as well as men, in lower status jobs.
will gain when these policies reflect a broader
vision which would recognize that work. and
learning can proceed together; that education
cannott be Tlimited to early years, tinuing
educat jorf -to employees already m0re‘“cre entialed”
or to the acquisition of narrow skills Tlikely to
obsolesce within the next decade. It would
acknowledge, too, that rigid work schedules--which
restrain continued learning--are not -necessarily

equated with efficient job performance. \

Might . not the price/ of realized
opportunities 1in individual and organtzational
growth prove more costly than those incyrred by
the" introduction of such related quality-of-
~worklife measures? .

.




