DOCUMENT RESUME | ‘
"' CE 036 673’

ED 233 185 \ o
TITLE -A Study of Accommodations Provided to Handicapped
B Employees by Federal’Contractors. Final Report.
N Volume II: Ten Case Studies.

INSTITUTION Berkeley Planning AssociatesS, Calif.

SPONS AGENCY Employment Standards Administration (DOL), o, N
Washington, D.C. . - ,

PUB DATE 17 Jun 82 : .

CONTRACT J-9-E-1-0009 ' ' L .

NOTE - . 151p.; For a related document, see CE 036 672. N

PUB “TYPE Reports - Descriptive (141) . .

EDRS PRICE . MFO01/PC07 Plus Postage. S :

DESCRIPTORS *Accessibility (for Disabled): Administration;
Affirmative Action; Case Studies; *Disabflities;
Employer Employee’ Relationship; Employment ’
Interviews; *Employment Practices; Equal
Cpportunities (Jobs); Industrial Structure; Industry;
National Surveys; Personnel Management; Staff

‘ : Deveiopment; *Work Environment Lt
IDENTIFIERS *Fe@efhl Contractors; *Reasonable Accommodation
; (Handicapped) " - ; '
ABSTRACT

: A series of 10 case studies was conducted as part of
a 20-month nationwide study of the accommodations provided to
handicapped employees by federal contractors. During the course df'
the project, case study visits were made, to the foliowing firms: the
Dow Chemical Company; E. I. DuPont de Nemours and Conmpany; '

. Hewlett-Packard; IBM Corporation; Lockheed Missiles and Space
Company; Merck, Sharp, and‘'Dohme; the Raytheod Company; the Storage
Technology Corporation; Tektronix, Inc.; and the Union Carbide X
Corporation. The 'sjte visits, which lasted from 1 to 2 days, involved
interviews with various types of individuals, - including top
administrators, handicapped employees, managers of handicapped
employees, employment recruiters or interviewers, and individuals in
outside agencies who send referrals to the firm or who handle
accommodation issues. Because these conpanies are large, they all.
have at least one individual responsible for equal employment -
opportunity and affirmative action. In most cases, procedures for
handling accommodation appear to be informal and decisions concerning
accommodation are made on a flexible basis. Found to be especially
successful were accommodation practices involving technological
advancements- that open job wossibilities for some handicapped
workers, special procedures for finding and,interviewing qualified
handicapped applicants, and training company staff in the areas o ~
company .policy .and disability awareness. (MN) - ' a

\ M

*.*************:ﬁ'*****.****.***‘**'************************************1{*****
1Y - . . N . . . - . . .
* Reproductions supplied by EDRS are the best that can be made - %

- . N s . \ "
* from the original document. . T%
**************************************‘****************'*********_********




¢
ED233185

b ; A STUDY OF ACCOMMODATIONS
PROVIDED.TO HANDICAPPED EMPLéYEES
BY FEDERAL CONTRACTORS
. Final Report .
: <
VOLUME II: Ten Case’Studies

«

o " June 17, 1982

*-* - Contract No. J-9-E-1-G009

y o Prepared for:

IV)_ . " .~ -U.S. Department of Labor

]\ ' ' - Employment Standards Admir!ilstration
. ' ;:‘) .

Submitted by:

\9 US. DEPARTMENT OF EpucaTiON - Berkeley Plann'mg Associates
{\3 E;&:%’;:‘:LN:TITUTE OF EDUCATION 3200 Adeline Street
ESOURCES INFORMATION . :

4\ CENTER (£RIC) 0 Berkeley, California 94703
Q g l:'s_ :dx;:ment has been reproduced as (415) 652-0999

eivi rom th o . .

originating it. # ° person or O\rgamum" :
/ (] Minor clianges have bes d Lo
G} teproduction quality, " mads 12 improve

P - -
Points of view o opinions stated in this docu.
ment do not necessarit

- Y represent official NIE ' .
position or policy. -




Project.Staff: ' ' -
Berkeley Planning Associates: '

Frederick Collignon, Project Director
Mary Vencill, Project Mapager

s - ~Linda Toms Barker s
- Dena Belzer NI :
- - Shirleyv Langlois ¢ PR '

j Al
M

Jonathan Levine

Susan Stoddard 5

* Caleb Whitaker i '
Harold Russell Associates: Cy

Duncan Ballantyne, Deputy Project Manager

2 - .

- . \

This project was prepared under Contract Number J-9-F-]1-0000 frpm the_
Office of the Assistant Secretury for Implovment Standards. Poxnts'ot_
view ‘or opinions stated in this doLumcnt Jdo not nCCCSNJrll\ reflect the
official position of the Dcpartmcnt of Lahor.

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

ACKNOWLEDGEMENTS

“The a581stante and support ofnnumerouq ‘individuals and organlzatlons
haye been ‘invaluable in plannlng and conductrng the study which led to
this rzport. We’ esnec1e11v wish td thank Thomas Hodges and Cynthla Deuter?
mann of the U. S. Department of Labor for their encouragement and gu1dance
throughout the study. - A numbgér of knowledgeable representatives of the |
bus1ness and labor commun1t1es assisted us in the design of the study,
genercuslv offering their time and wisdom in order to make our dita gather-
ing plan more realistic. An even larger number of company representatlves
assisted us by providing detalled information about* accommodatlon experi-
ences within their coqgenles Several advocacy and’ consumer organizations
helped us encourage worker participation in the study. )
Those individuals who a551sted us by planning and .coordinating céise

study visits to their respective firms merit a speC1a1 thanks, namely |

'reEresentatlves from the following companles:'

e The Dow Chem1ca1 Company . o
e E. I. Du Pont de Nemours & Company o . .

® Hewlett Packard Company - e

’e ° IBM Corporation

e Lockheed Missiles and Space Company
¢ ' Merck, Sharpe, § Dohme
° Raytheon Company

e Storage Technoloagy Corporatlon

— . .
»

‘' Tektronix, Inc.

® Union Carbide Corporation

)

'Two of the above- referenced representatlves John Honeck and Walter Lee

were also valuable addlthns to a panel presentation of project flndlngs at
the 1982 Anaual Meetings'of the Prc51dent s Commlttee on pmplo,’ment of the
Handicapped. ’ .

' We would like to express our thanks to these and‘other persons we ¥
encountered during the study, whose efforts both on our behalf and in
improving employment opportunltJes for disabled and ‘handicapped 1nd1v1duals

have been noteworthv



CONTENTS °

INTRODUCTION TO CASE STUDIES . . . . . . . . e e e o

THE DOW CHEMICAL COMPANY . . ... . . : :

E. I. DU PONT DE NEMOURS & COMPANY . . . . . . . . . .
HEWLETT-PACKARD COMPANY. ' -

IBM CORPORATION. Ce e

LOCKHEED MISSILES AND SPACE COMPANY.

/MERCK, SHARPE, § DOHME .

RAYTHEON COMPANY . . . . . . . ... . . .. ... . . . . .

STORAGE' TECHNOLOGY CORPORATION (STC) . . . . - . . et

TEKTRONIX, INC.. coe Tl . ‘
UNION CARRIDE CORPORATION. . e e e e e e e e e e e e

%
- )
L
-
] ’
¢ 4
[ [}
Q
- +
v lad )
2
3
" S
S
. %
S
“~
.
)
’

U1

1017

111
125



O

ERIC

Aruitoxt provided by Eic:

—'

INTRODUCTION TO CASE STUDIES

Berkeley Rlanning Associates, w1th the a551stance of Harold
Russell Associates, has completed a nat10nw1de study documenting 1ndustry
practices‘in providing accommodation$ to handicapped workers. The 20-
month study kad four major components: : T .

e a survey of 2,000 federal contractors, documenting the extent,
naturey and costs of the accommodations provided, together with
the relationghip between firms' attitudes toward accommodatrons .\
and hanﬁicapped workers and the actions these firms had taEqp;

° telephone.intervi;Qs"with 85 firms which Qith_responses to the
mailed surveyaindicating thatat least one significant
accommodation had been prov1ded The goal of these interviews
was to explore lD some detail the circumstances’ surroundlng a
single accommodation: how and why it was undertaken -and with
what results; e .
¢ a survey of disabled workerg to learn their perceptions about

any accommodations that may have been made for them, and - °
e intensive case studies of ten firms’ 1dent1f1ed from their
’ survey and/or telephone\responses as hav1ng exemplary accommo-
dation practices} The goal of this study ¢omponenf‘was to .
_ learn in detail what those accommodafion practices xere, and

how they related to other employment practicés.

The findings presented in this Volume are from the fourth part -of the

. study: the intensive case studies. Staff from Berkeley Planning Associates

and Harold Russell Associates visited ten firms that had been,identified

through the mail and phone surveys as having exemplary practicés in accommo-

dating handicépped workers and job applicahts. These site visits were

done with the cooperation of the firm; appointments for interviews were,
for the most part, arranged by a "specdalist" in wprking Qith hahdicapped
empleyees and applicants or by the Affirmative Action/Equél Employment
Opportunity Office. Site visits varied from one to two days, and included

interviews with the following types of individuals:
. n

—

:
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¢ Top administrators (e.g,, Vict-President for Human Resouxces);

o Affirmative Action/Equal Employment Opportunity officers;

e Handicapped emplcyees; ‘ o -

e Managers of handi ¢apped employees; ‘ .
T - Fmployment recrulterb or 1nterv1ewers -~ - . .

e '"Qutside ReSOurces”;' 1nd1v1dua1: in aoenc1es sending referrals

to the firm or handllng accommodation 1ssues,
° Other individuals in the firm- with sp9c1al interest 1n the- accbm-

modatlons 155ue

' . . .
Site visits were conducted in the foilowing firms:
e The Dow Chemical Company (March 31, April 1); %
® DuPonttbompany (April 6-7){_' _ o -
® Hewlett Packard Company (Aprll 15);

‘o- IBM Corporation. {April 15- 16),

I3

~p

‘ Lockheed Missiles and Space Company, Inc. (April I’énd 8); ;

_Merck- Sharp and Dohme (Apr11 1-2); S
.. Ray;heon Gompany (April 12-13); ‘ C .
Storage Technology Corporation (April 13);

e Tektronix (Apri}.6-7); |

) Unioﬁ_Carbide Company (Maréh 31, April 1).

These firms tended to be amonq the largest in our mail survey sample.
They wére selected for in- depth study because their’ %esponses to the:
questlonnalres showed 51gn1f1cant accommodétlon activity, and they wers
thus viewed as a partlcularly good source of insight 1nto specific accom-

modation questlons, as well as prov1d1ng useful examplcs of accommodations
a4 .

-

"in action."
Because these companies Jare large, they all have at least one individual

whose specific responsibility is Equal Employmeht Oppertunity (EQO)'and'
~Affirmative Action<(AA).'AIn half the sites, one of fhgée EEO/AA officers
is specialized, and deais with disability issuas'exclusivefy or fbr the'
majority of the time. ) : ] ‘ . o O
The procedures for handling accommodation appear to be informal in . |
most cases. Few large firms have written guidelines for the processes to

be followed in accommodation, For the most part, decisions are made on

z » Ty f. o 7’ o b - .




% flexible basis. Practices va;y from divis;on to division within a broad

policy framewq;k: Practices thus develop 1nformall) fgr the most part,

a?d vary from. 1nd1v1dua1 to individual w1th1n ‘cach site. r '

One respondent 1nd1cated that the’ maJor job in accommodation is f )
psvbholog1ca1 not physlcal and.,has to do with educating managers and
othet employees about hlripg and Working with handrcapped individuals.

Many of the physical aCCe551b111ty requ1rements of accommodat1on have
been met through retroflttlng exxstlng bu11d1ngs or constructlng new
bu11d1ngs to meet federal standards .There are instances, in the fndi-
v1dua1case>presented here where a ramp’ or physical,plant modi fication
has been cr1t1ca1 in acc0mmodat1on, but most often, thﬁ changes cited as
illustrative’ accbmmodations are’ small fand often eostlcss or very low . 1n )

_cost -- %he use af a Quddv sys.tem for ‘a deaf worker who" cannot hear an
alarm bell, the adaptatlon of an ex1st1ng stand or equxpment to allow a
workeF to use a microscope with one hand, .installing lower ;eiephones and
light switches, and keeping aisles clear. K

Oftenk_it is not the disa?led individual But a coworkef‘who has.
identified the need for an aécommoda%ion. Many of these Lhanges oceur
seréndipipously, and often are hand }ed very informallv. In onc of the
cdmpanieé'visited the pccxallst we talked to .plaved an stlVC role in

identifying "the need for such dccommodatlons and for f}ndxng 1nnovat1vc.

-
Pl

simple solutlons to clxmlnate specific )ob related handicaps. In this

and other 51tes, tra;nlng departments, recru1tersd. mapagers, and coworkers

have all played role$ in identifving changes that could make a difference,

and in effecting -spch changes. Often, these are simple élinps such as

ra151ng a desk, installing a warning light, providing a dlgxtal opwatuh ’

or making an cxcegtion to a pOllCV or rule, ‘ )
A smdllep number of accommodatlons are more dramatiy. New‘tcchnblogicu}‘

advances have opened job pOhSIbllltiCS for -some workers’, particudar]y. the B

visually 1mpaxrcd In several lnstnnccs, devives such as the Optacon -

(which allows the user to.icad pr1 ed mdtcrxal in a tactile mode) have,

been optalned bv the firms or bv hc/workcr. with the costs sometimes

beirg shared with public agencics such ns_VqutlonJl Rchabilitation.

Other jinnovations that have allowdd for cxpansion’ of worker, capabilities
’

‘ v

- : ) - . '
. 8 . .
O
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includc a talking terminal for computer prourummcré'und’Vovducr {by Visual-

l"spec1al1st” for employment of the handicapped is sumnarlzed Each case

n

‘For deaf empIovees some companles have 1nstalled TTYs and TDDs

tex), a dO\lLC that magnifies written materials on a CRT}llke screen.

A number of company practice$ affect the degree, to wh1ch Affirmative’
Actlon in hiring and accommadation on the job take place : A numbér of the N
companies visited havc initiated special prpcedures'for f1nd1ng~quallf1ed
hahdicapped applicants and for intcrviewiﬁq Several companies'have Lo &
quant1f1ed Measurcs of Performance (WOPS) or “anagement by Ochctlve (MBO) ©
goals relatlng\to hiwing the handlcapped Other firms-use thls cr1ter1a
but on a subJect1Ve ba51s for performance reviews. Companles vary in ",
terms of agressiveness in seeking new emplovees with disabilities. Some
successful strategies have included attending gonsumer job fairs, working
'olosely with agencies for the handicapped, or contracting with private -
companies that train disabled individuals. e

. 4

Another important area isstraining of _company staff, particularly
8—-—L

-managers and superv1sors, 1n regulatlons, company pollcy, “and dlbablllty

awareness Video programs for tra1n1ng have been prepared 1n several_ .

companies, and training Sometimes 1nc1udeb such spec1f1c toplcs as how

to interview handlcapped apph;cants . N

In the pages_ that follow the f1nd1ngs from eaeh site visit" are . [N
summarized in 1nd1v1dual casc‘studxes Eaclr cdse <tud) is organleed SO
that the context of thc\\tudy -- thf industry in which the firm part1c1pates,
the hlstorv ofgthe flrm S development the size of the work force -- is

described. #Also, as an 1mportant contexgyal topic, the positioh of the

tstudy features several "casef" of accommodatign of individuals with dis-
ab111tv In these_ shortLproflleS’of specific accommodatiohs, fictitious
names have been used .oxpratett the individuals' prxvacv In most cases,
these people were interviewed -by. 'BPA or HRA staff, and shared ianrmation‘
on. their cxperlences and acéommodatlons In'a few cagcs the information
was oathered from a supervisor or manager.'.The case studies then continue
thh a summary of practlcoa followed by éach firm in the accommodation
proceSs, theso practlcea relate both tg the accommodation ef employees

/
who are- 1nJ3red or otherwise d;sahlcd durlng employment and to the inter-

.v1ew1ng of applxcnnte and the hlpxnu of new emplovees.- Factors that en-

\
courage accommodabxon or"eonstraln the company in accommodating are also
8 .

R

’/
;.'l{[ .

L .. X 9 o -
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case study has been revlewed, and approyed by the contact 'specialist"

o4

Eummarived Finally, each case concludes-with a summary of major findings

on site, and sometimes w1th policy suggestlons made by the firms. Each}

. . . . g .
and by others within the firm to ensure its accuracy. !

The case étudies illustrate how ten companies have :ésponded to -the
social responsibility of employing the'handicapped It is'apparent that /

in most instances accommodat1on is a very personal response to 1nd1v1dual/

need. In the most progre551ve industry environments, accommodatlon is |

L

seen as good bu51ness pradtice, not as an extra cost. Such practlces haw
not»emerged sclely as the result of recent federal regulations; but ofgpn

have been in place for 'years. The following excerpt from a 1962 employee

/

néwsletter expresses -thes spirit. of accommod tion wdlfl: :g 5 , /
. v 7, v N i ‘
WHAT MATTERS? ABILITY NOT DISABILITY

" When it hires, Tektronlx seeks not to discriminate elther
v agalnst any person or for” any ‘person. , The important thlng .
is that person s ability -- not his dlsablllty , S .
- S

Ne will-hake one concession: We-w111 take the necessary
.extra effort to make sure-he has a fair chanCe at the start. -
So it is that we 1nvest more in his placement than thatl
of the average job cand idate: 7 )

»

There are two good reasons why -- good‘reasons for Tektronix:
o < , . . .
First, we are tapping a reservoir of dedicated, capible . - '
» employees -- a reservoir it would be poor business _to :
_overlook. Y

Secondg a positive outlook towafd hiring disabled perbons
is heulthy for employee morale

I’7
~

1 ) . . . . ) . .
Tek Talk, Employees Publication’of Tektronix, Inc., July 1962.

'y v f "
., . \
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L, THE DOW CHEMICAL coppany
‘ -(\\\\\# o, @ Cogporate Headquarters . A
$ = ® 'Dow Chemical U,S.A. Headquarters

- ° -Michlgan va1slon

. .
1 - l_’ L)

'+ BACKGROUND . B

v

~ The' Dow Chemical Company is a large company»with offlces thrpughout
the United States and” ‘abroad. “The compary. was founded 1n 1898 in Mldland;
Mlchlgan,,hy Herbert—H. Dow, Todd, it is an international leader' in the
manufacture bf chemical products, -plastics, metals, pharmaceutlcals '
agricultural ins secticides. rand herblcldes, and such household products as :
Hand1\Mrap Sara wrap, and lelo bags The campany is comprlsed of
3ix Aréasi Dow Chemlcal'U.S.A; Canada; Pac1frc, Latin Amerlra, Brazll, and
Europe. of th'es.e,~ Dow. Chemical U.S.A. is the. largest Area with many - .
-locations throughout the United States. h1th§n each Aren are manufactur—
ine d1v1<10ns sales offlces,'and/research ﬂuc1lit1es Some 10gat10ns
aré hlwhlv Spec1a11 ed in tﬁelr operatlons produc1nq onl» one or a feu ~
products. At the- other extrcme are larqe,,Lnteqratcd complexes produ;xng
huadreds, of cheficals An sh. pload quantities. One of the Dow Chemicul

.S A d1v1$10ns 1s fhe Mlchlqan D1v1<1on also located in Midland,.

. H;chlgan : - - .
The Mlchlgan DleQign occupies the or1g1na1 site of The Dow Chemicalﬁ
Gompany It is one of thg{largést chemlcal manufacturing sites in the .
world with 1,600 acres conta1n1ng shops, production plants, labératories, -

and offices. Two plants in Bay City and one in Ludlngton are also 1nc1uded

.

in the Michigan Division, hhth cmplovs approximately 6, OOO peoplo
The site visit included both the Dow Center and the chhlqan Division’

of Dow. . ' < e
M P 4
i
\7 :
®) Tradematk of tye\bow Chemical Company -
* - ) R .‘
“ . L]
- i o q




Tﬁc'specialist who urranged the site visit isdthe Supervisor for EEO
programs in the U.S. “rea EEO officc.l_Thi§'office hgs a managen(fggper—
visor, and two other staff members. It is the EFO policymaking group for
Dow U.5.A. Each of Dow's locations has its own EEO/AA ‘responsibility,
and develops an Affirm¥tive Action Plan. The larger plants (Michigan,
Texas) have their own EEO officers; smaller locations have assigned this
reéponsibility to their personnel ot hiring staff. These site EEQ personnel
,report to their own local line managers; policy direction comes from the
U.S.A. EEO office. The corporate headquarters has an EEO manager as well.

. The U.S.A. EEC deparcment started in the early 1970s. Such function;f/

existed before, but were handled loc.. .. The cent?al office function

was created in part in response to legislative requirements. The current .
‘manager has been in the position for six meuths, the supervisor for three
months, and the other two staff memhers for three and four years respec-
tively. The Lentral office is not usually involvéd in 1nd1v1dua1 accom-
modation decisions, but in policy. and COordlﬁatlng EEO act1v1t1es with

all Dow U.S.A. location§ The office will occasijonally handle EEO com-
plalnts, but for the most. part such issues are resolved between employeet
or appl1;ant and local managers. * o

- The offlce has had some contact with outalde agencies such as yoca-
tional rchab111t3t1on but for the most part the company relies on‘its

own 1nterna1 offices and staffs for solut1ons to the rehab111tat10n prob-
lems of employees. There s a medlcal department on Site. ‘There apﬁearsq

to be a gcneral policy" of non- 1nvolvement with outside agenc1es, w1th an

emphasis on solv1ng individual precblems 1nterna11v .

Dow does: not have formally written accommodatlon procedures, but -
there dre‘numgrous examples of individual cases of cccommodation. Specific
data is available only on a subset of these, however. Statistics ava}l-

able within the company grossly undercount the numbers of accommodations; -
reporting s limited to those handicapped individuals who self~ideﬁtif}
‘or some othprs for whom accommodation is made: Few emﬂlovees at Dow

choose to be included in such statistics. This year, for instance, an

5. . 4 - . L coo s /
invitation to sclf”identify was included in Michigan Division's company
. | 12

ERIC

Aruitoxt provided by Eic:



‘ « -t A B
magazine, and the Dow Ce;tér's newsletter. These announcements éot little
response. e compa1y'maé‘s a conscious effort to inform ehﬁioyees of
their r1ghts with invitations to identify and EE04AA policy ctatements
posted in prominent places hear the entrances to corporate offices. Local
divisions use letters and publications to this ernd as well. A copy of this -
year's. headquarters unit invitation notice 'is attached.’

7

INDIVIDUAL CASES OF ACCOMMODATION

N

"—Accommodatlon at Dow is not formallzed in pollcy but happens on an

ind§v1dua1,ba51s. The case of one severely disabled worker i%ﬂustrateg

a variety of different small accommodations.that have~e11m1nated handi-
caps en the job. This is a young woman who is a programmer/analyst and
also the technical supervisor of a systrms group. She uses a hheelchiar
and has a progressive condltlon that is alsc affecting muscle control -in
her arms. She was handicapped when h1redéiy Dow after completlng her B.S.
fin chemistry. 1In her job search, other companies told her that’ their
medical departments wouldn't allow them &q hire her; only at Dow was she
offered a job. She has been with the company for about 15 years; hbwever,
when, flrvt employed she was hired on a cont actual basis, which eesehtially
means : stlf-vmployed or consultan*' E1ght years ago, she was’hfred_as a
permanent employée;”and has ‘since been promoted to technical supervisor.
‘The company has made a number of physical accommodations epecif}eally for
her and, in addition, she has benefitted from. new, mostly'barrier free, =
censtruction She has a spec1a1 parking plate near the bu11d1ng, thlS |
policy of Dow S predated legislative requirements, and mob111ty 1mpa1red V:
1nd1v1duals can have parking near the building entrances. Many of the-
general physvcal modifications have come since she has been at Dow. Ir

the early years, she had to wait for someone to help her up the sta1rs

and since .she was unablz to get in and out of bu11d1ngs alone she couldn t
work late.or easily. get from one building to another. Now, only one

building relevant to her job presents such a problem.

ModlflCa lons were made spec1f1cally in response to her own 51tuat1on
and needs when she began worklng in her current research area. The bath— -

room was modified, and she was consulted on other design features and

3
.t

-
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influenced the p051tlon1ng of light switches (so ‘she can reach tnem from
a cha1r) and carpeting (specifying -installation of low p11e carpet 50 )
that wheelchalr wheels don't meet\with too much re51stance) Her mailbox
. is lower and remains so‘when mailboxes are reassigned. In thede modifica-
tions, she has worked with her supervisor, who has been supportive and
helpful. The accommodation $pirit was characterized as "employee to
employee” with co-workers assisting in transferring her from cai to cha1r

and informally taklng responsibility for her safety in the event of an

rd .
evacuat ion. ‘

.

{ Retraining is ahother type of accommodation, and Dow has snbwh a
.willingneSS'to provide such training. “One of Dow Chemical IJ.S.A.'s em-
ployees became blind subsequent to hlS employment by Dow. The company.
supported him in a return to school to earn a doctorate degree.

This ‘employee is now a manager and travels throughout the United States
and around the world as part. of his Job Dow has proylded transportation
expenses for a travellng companion to assist 1n the travels or has arranged.
for other transportatlon assistance. '
In anether of Dow's locations, a blind woman was hired in 1951. She
1s presently a secretary and has been with the company for 31 years. She
is very active in her state chapter of Blind Secretaries and Transcribers.
In 1376, Dow obtalned an ‘Optacon for_her; this recently marketed device
allows her to read printed material in“Braille, thus expanding her
abilities on the' job. in addition to the equipment Dow sent her to a
tra1n1ng program in California for nine days in the use of this equlpment
Such purchases are apprq&ed and arranged for at the local level and do not
come to the attention of the national headquarters. Thls particular
employee was nominated for a corporate achievement award for producing a
videotape' for the company on handicapped people. The nomination brought .
&Lhe case to the attention of managers in the headquarters. Dow has ' .
sponsored her attendance as a delegate from. her state at the President's

Committee on the Employment of the Handicapped, in Washington, D.C.,
for the past three years.

\ »
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. Dow.is a company that focuses on taklng profes;lonal staff (chemlsts,
chemical %pglneers, ‘business admlnlstratlon) in at. "entry level" (usually
with four -year college degrees) and usually promotes from w1th1n the ‘ranks’.
This was. exp1a1ned as a policy of "growing our own. ". Conseqﬁently, it is
at the firse- 1eve1 professional job that recruiting focuses.  Dow holds ,
1nterv1ews at campuses throughout the .country and also recelves wrlte in
appllcatlons to f111 these '"entry-level" Jobs. Thereiis nothing explicit
in the recruiting procedures regardlng "dlfferent"’handling of handicapbeé
applicants. Recruiters are looklng for individuals qualified for spec1f;u
jobs; a d1sab111ty is not a- factor unless it is a d15ab111ty that makes .
the. performance of the job Tequirenents impossible. An example was given of
a man with a leg prosthesis who had applied a number of years ago to beg a .
starting-level cnglneer in a d1vxsxon that required extensive .ladder- cllmblng
and mobility skills. The company did suggest that perhaps another s1te
without.the ladder requirements would be preferable, byt thc applicant
demonstrated that he could negotiate the ladders and SeLUTQd the job he
was after. This employee has been with the company now for a number qf -
yearé and has evidenily required no speéific accommodation, This example
illustrates the point that was réiterated throughout the site visit: if
the requirements of the job (physical requirements, training redu;reménts)
can. be met; then thc company wfll accommodate to individual needs. However,
if the job.requiréments canrot be met, the company will not change the
requirements to fit the individuaﬁ._ ‘n the case of an on-the-job employee,
this may éall for‘tran§fer tc another job. ' In the case of an\ﬂpplicant,
the applicant must-apply for a job where the égb specificatidns can be met.

4

EEO-Tnfo}mation

wyd

Dow announces cmpidyvees' rights and EEO policy visibly; signs are

: : :
fosted prominently at main entrances, and lctters and news announcements
such informa-

N

have been sent to all emplioyvees pericdically. In addition,

tion is presented to new employecs when hired. .

ERIC
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Special Services

A Sinee'1958, the Michigan Division has had a program for temporarily
or permanently disabjed hourly employees who are not able to function on
'their regular jobé. This program, originally called the Handicapped Group,
is now called Special Services. An emplovee might be referred to this

= program if injured-on the job or outside,-or if someifunctﬁon became
impaired. - The Special Services program performs selected work for other
departments in the Divisioﬁ The group was deve loped tirough negotlatlon
between management and the union, and is open to-hourly employees The,
idea is to keep emplovees productlvelv empl yed in work they can perform
successfully ; .
B The Special Services group has its own building on the grounds of the
Michigan Division.. About 40 people at a time have worked in this group.
Currently, the group is smallerlsjnce a number of its memoers have elected
for early retirememt in response to a recent‘companywide early retirement
incentive. Since the program started, approximately 2,800 Dow employees
have been in the group. The idea:is not to place someone permanently
in a "sheltered" environment, but.to rehabilitate the individual and. re-
assign him or her either to the same job or to a different job where the
disability is not a handicap. Medical and psychological assistance are

~available from the Pow medical department. Many of the hourly jobs °

require a éreat deal of mobility (for climbing ladders, moving heawy
equipment, performing various other physically demanding operations).

If a worker becomes physically impaired, it is often the practice to

find another job that doesn't require the same physical specification.

For instanee, one worker was gnjured in an automobile accidegt and is now

an engineering draftsman, a job that does not require the mobility of his §
previous job as an operator in a'production plant. In many cases, a worker

_ in Special Services.will be assigned-to work in the department for which

the work is being undertaken. While the worker is formally the emplioyee
of Special Services, supervision is from tﬁe departmemt where the work is
being performed. The group has sever3zl members.assignéa to various depart-
ments, and has workers in the central group building as well.

The policy with respect to Special Serv1ces is changlng at this timg.

'The company 1s currently looking to department managers to find alternatlve

18
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JObS for their disabled workers w1th11 their own departments, rather than
referrlng them out to the Division Special Services program. This policy
encouraoes each department to accommodate the worker, rather than pass on
,the respoh51b111ty. Because of’the early ret*rements and this shift in

. policy, the group is becomlng‘spaller thah_1t has been in the.pagt.

DECISION FACTORS . .

v

The Economx_

An understanding of the recru1t1ng and hiring practices requ1res
con51derat¥on of the hiring picture in general at Dow. Michigan as a
" state has experlehced a severe unemployment situation, with an unemp loy -
ment rate of 17%. Consequently, the Michigan Division of Dow has not
"been '"in a hiring mods" for hourly employees:.- In fact, the Midland plant
has stopped taking ho:rly applications Decause, with very limited hiring,
applications become a paper process. A small number of technical/profes-

sional. people have been hired.

Individual Qualifications

The qualifications of an individual and the satisfaction of specific
job requ1rements are the most important factors in-hiring and accommodating.
The training of managers and recruiters is not specifically targeted toward
handicapped individuals but for fair treatment of-all people based on

-

!
qualifications. : ¥ [

Safety

Concern for employee safety is an overriding factor in hiring and
job appropriateness decisibns -In chemical plants, there are dangers of
fires and ot hazards, plus the requirements for climbing on ladders

four stortes high and handling heavy equipment. There is a wedi-

three
~cal department, which gives, each new employee a physical examination and

will judge on the meédical restriction: and job limitations of the employee '

forta job. Dow, as a matter of policy, does not: plage a handicapped per-

son in a position where injury is likely because of the impairment.

.*; - . 17 -




Costs

Accommodations made for employees are made at the local ievel, and
expenditure decisions are made w{thin department operating budgets. Man-
agers have discretion about these kinds of‘expenses, and the eutlay for
equipment or physical plant adjustments. In new buildings built since the
arehitectural barrier regulations have been in effect, abcommedations for
the handicapped are included in the_original building cosfs. For e;istiné
buildings or when remodeling is required, accommodations are made as needed.
An estimate of costs involved for modifications of existing bufldings for
the handicapped showed approximately $200,000 from 1975 to -1981, but this
is only an estimate since such costs are not recorded as separate expen-
ditures. . »

Dow provided estimates of other typicil individual costs:

e the Optacon for the blind secrétary cost $2,895 in ]976; in
addition, Dow paid for her trajning time and the other costs
associated with the nine-day training course in California;

e modification of the restrooms at the Dow Center (‘three Qpildings)
cgst $26,570; ' : .

@ a special electric cart, with modifications Qas purchased fof i'
an émployee with physical and visual impairments; this special
vehicle, which allows him to deliver mail from building to

building, cost approximately $5,000.

“

» 'Cost of anbeccommodation does not appear to.be the overriding factor
in an accommodatien decision. Safety appears to be much more the factor
.of concern.

There are no separate records on cost, and there are no records

(except the medical records, which,are not used for stati%tical'purposes)
of the numbers and types of existing conditions or the accommodatlons that .
have been made by individuals or by the company in response to particular .
needs. Only when an employee self-identifies or when an accommodation is
made is that employee counted in the statistics for employment of the

Dow has experiénced a very low rate of self-identification.

handicapped.

Employees with obvious handicapes wbo require no special accommodation

are not included in the count unless they respond to the request for self- f(
identification. - , | ‘

‘ 18 :
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Not all aecommcdations are recorded. Some employees do not want the
accommodation counted, and the company has_respec:ed these requests.
Further, some accdmmodations:(like~the lowering of the light switches
duting rewiring or the insédllation of one particular carpet) may never
be singled out as an accommodation as such, ‘but rathe*’as a preference in
specifications. Changing 11ght fixtures if the regular 11ghts bother
wearers of contact lenses is another example of physical accommodaticn
that would not be a "statist{c." Thus, the company is able to summarize

only a part of the actual effqrt of their accommodation.
| ~ 'd [N

CONCLUSTIONS

Dow Chemical U.S.A., in addition to hiring handicapped individuals,
has cvidenced a commitment to keep workers on the job after becoming handi-
capped and has had a program in place in its Michigan Division for doing
so for almost 25 years. 1Its poligies have been shifting as the times”have
changed; new laws and regulations have made workers and managers more
awafe of the handicapped and their needs. The reporting requirements

themselves do not contrlbute to the accommodations procedures and, in

" fact, cannot adequatelv reflect the .number of individual instances in

which someone with a handicap is helped through a phvs1ca1 accommodation
or an adjustment such as a change in schedule. The concern for employees
and keeping them on the job fits within Dow's overall emplovment p011L10>,
where people are hired at entry level and trained for careers within the
company. Such practices may be less feasible within companies with high

turnover and with higher degrees of lateral mobitity.

[y ’
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MiDLAND. MICHIGAN 48640

‘Te ALL Dow Headyuattexs lnit Employecs

INVITATION TO BE CCONSIDERZD UNDER SECTION 503 OF THE
REHABILITATION ACT OF 1973 AND SECTION 402, VIETNAM
ERA VETERANS READIUSTMENT ASSISTANCE ACT OF 1974,

1

T am sure 1nog mesZ oy you hnew that Dow has kad a Lorg and proud teccrd -
~ 0§ prevdding cazllfenging cmplopment copesiuidties te handicapryed employees
arnd Zz militany vetewans, Licluding vetesans o3 the Victnam Exa.

fwo Fedenal Acts - The Renabrli*atics Act ci 1673, Section 503, and
Scezion 402 nf zhe Vietnasn Erz Verctaas Rond Jusirent Assistance Act
¢f 1974, prevade guddelines 4cx the devdopment cf ajfitmative aceions
pians fe assute jull utilization and ecual emzfoument cprontundiies
§er these coverad by these Acts.
TS Letter of Invitation fex sedf cdentifdcation as a handicapred
Ardivadual ox vztean 45 vt the putpose. of ancluding those-wlio jeel
ey are ajfected by the adciementicned Acts ints ou Agidumative
Action Plars. ‘

The deganiiions as sztated in fhe ~equiations ate a5 solleiwes: A Lhandi~
capped Lndividual L8 ary petson who has a phusacal o mental Ampaiiient
widen Substarntially £imits cne ot mete e such nernson's maicn Lise
activiiies--ci ias a tecord ¢f such Ompaliment--ot L4 rtegarded @4 havdng
had such impaisment. 3

A Victram Exz veteran 45 a person wie setired cn active duly forn a pevicd

¢ moxe fian 150 days, iy pant cf wiviel cecnvied befween August 5, 1964
end May 7, 1975 and was dischatged with cther lan a dishencaabfe dischasge.
Please netidy your dupervlson ¢f yeut wisfics o be censidered undes edther
Act by Fridaw, Feoruasy 26, 19¢7. L ceurse it 48 a veluntaty oreceduse
and 2LL {nfowraticn recestany to el f eidg{bAL Lty will bz kept congi-
cendial. Any questicnd abcut s ¢k cit athet aveal of Dox Headguatie's

Il

Unit Affemmiive Action Plans way be dinscted to me. © -

Ediin L. Bowmant
tanagen

Headguartess Uanit FEC .
Janucky 1, 1982

® R0 -
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E. I. DU PONT DE NEMOURS & COMPANY o

- BACKGROUND _
. . o

E. I. du Pont de Nemours and Company is a-diversified international
company with major petroleum, coal, and other energy and raw material
resources. With headquarters in Wilmington, Delaware, the ¢ompanmy produces

and sells fuels and other energy products, and a bread range f high- '

T .

technology products based on the cheﬁical,.biological and physical sciences. -

Major.products and activities include: :

i

. e petroleum.exploration and production;

'petroleum refining, marketing and transportation; &
. . [3 .

ncoal and minerals;

agrlcultural and 1ndustr1a1 chemlcals,

()
°
* e polymer products,
e fibers;
. .

industrial and consumer products; - o I

;;" bhiomedical products.

w7

Durin, 1981, many Du Pont businesses posted significaﬁt éains
despite weaknesses -in tHe,U S and world economics. The year was marked
3 By the acquisition of Conoco, Inc. whrch provided diversification into
energy and chem1ca1 resources together with ownership of major oil,”
natLral gas, and coal reserves. Du Pont also acqu1red‘New_England Nuclear
fCorpg;atlon, a leading manufacturer of radiochemicals and radiopharmaceuti-

' . - . . N
*cals for medical diagnosis and research. .

» \

Pu Pont is proud of its long tradition of h1r1ng and accommodatlng T
" handicapped 1nd1v1duals. Their original survey of handicapped employees
in 1959, which-was updated in 1973, documents efforts of the company '
which predated the Rehabilitation Act of 1973. ,
‘ Du Pont has a strong loyalty to its employees. Du'Pont wants, employees .
to make a career with the eompany As a.resulf company officials are
motlvated to accommodate individuals whe become disabled. wh11e on the JOb

. 1nd1v1duals who are handlcapped when hired, or employees vwho. requlre

.
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. temporary light-~ duty asslgnments 1n'brder to recover from an unjury’ sus- -

tained while employed (whether on or.off the job). T . R
Du Pont has a willingriess to find out where the company stands with.
respect to h1r1ng and accommodatlng handlcapped individuals.’ In response
tg numerous requests for 1nformatlon about the 1973 Du Pontsurvey, the
Employee Relat1ons Department . proposed that a thlrd survey be conducted to
update earlier f1nd1ngs, and to’ pr6v1de d1rect1on for future hiring and

placement of handicgpped individuals, - Top management agreed and committed

s1gn1f1cant resources to the task. ‘This sutvey of ovesi 100 51*es was con-

»

ducted during 1981 and the resu1ts were publ1shed in a'report entitled
"Equal to the Task” ' Performanceigpmparlsbns of handicdpped and nom1mpalred
employees confirm the earlier f1nd1ngs that hand1capped employees rate
“slightly higher in safety," approx1mately equal in performance of job dutles
and sl1ghtly lower 1n attendance. The 1981 survey also provided detailed

1nformatlon about accommodatibns for handicapped employees.

v -

. v ot . "h. '
AFFFRMATIVE ACTION'FOR HANDICAPPED PERSONS;V

T

-
.

The Employee Relations Department (ERD) at Du PB%t’s Lcorporate head—
quarters is responslble for corporate policy and for g1v1ng support to otHer
corporate departments-as well as plants. The ERD 1ncludes an Affirmative,-

Action (AA) Seetlon which is staffed by a manager(and several consultants~

R

specializing in affirmative actlon and compllance

*  The next Layer of .AA is: at the Department level Each Department has
spec1al1sts who are responslblc for advising management concerning -
.act1v1t1es at a number ‘of plants. The spec1al1sts assist in problem cases,
clarify company pollcy, and review affirmative act1on programs. In additjon
to corporate and departmental personnel, each plant has AA representatlves -
who are responalble for’ asslstlng in 1mplement1ng Du. Pon*'s affirmative
action program. .Lﬁi - \ ’

. During 1981, the specialist in this case study was consultant in the

corporate Affirmative Action sectidn He was.responsible for overall

support of ¢ epartments and plapfs 1n matters_of~a££1rmat1ve actlonc~"g _J

Beca 1se of his background with handlcapped .employees as an area superv1sor

« s A N e
. ~
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and his dﬁverse experience in areas such as englneer1ng, manufacturing,

busmess analy51s, labor relations and finance, he‘_kw,as,_cho,s,en_oto.A,conduct...,,,_._..

[

the 1981 ‘survey. ' ' N
As a result:of his background, and the knowledge galned while conduct-
) 1ng the suryey, this spec1a115t has emerged as an expert on hiring and
accommodatlng handicapped 1nd1v1duals at Du Pont. He has become a maJor
soﬁrze\or 1nformat10n and guidance with Du Pont for matters relating to o .
handicapped 1nd1v1duals. Recently, he was a551gned broader responsibilities
so that he may use his knowledge and experlence to deal with complaints and

to help managers and supervisors in all phases of affirmative action.

INDIVIDUAL CASES OF ACCOMMODATION -

T

Barbara is mentally retarded. She applled two years ago for the ;ob
of. messenger in the corporate Employee Relatlons Depattment. She had
graduated from a special school in Massachusettsménddha§ﬁtwowyears_ex:”,"t,WJM
perience working in a retail store. She heard aBout the job opening from
her husband, himself mentally handicapped, who works as a messenger in
another office at Du Pont. ¥ (Her father-in-law is also’a Du Pont employee.)
She was motlvated to work at Du Pont becatse of its reputation as a good
p! ?ce to work.

Barbara's employment process was the same as for any Gther applicant.
She applied, took a standardized test and passed it on the second try, was
interviewed by ‘the sopervisor of the employment unit and then interviewed

”E{ the supervisor in charge of messengers. Both were convinced that Bar-
‘bara was qualified for the position; a check into her training and prior
experience had becn positive. While serving on a Covernor's Committee on
Employment of the Handicdpped, the employment éupervisor became aware of
the capab111t1es of hand;capped 1nd1viduals He was also aware of the

-00d job that her husband was doing in his messenger positiion.

In the past, the p051tlon had beén filled by high school co-cop students

or ‘ndividuals nho later moved on to higher -paying clerical jobs. As

i the few entry level ,obs 1n the Employee Relatiens Department it

one
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. had traditionally beep used. as a stepping-stone -for other - ‘jobs.inDu Pont.
Part of the supervisor's motlvatlon was -to fill the “job on a permanent
basis to reduce the tralnlng task. In addition, he had previous favorable

experlence with handicapped workers and " he trusted the ' Judgemen§ ‘of the

'superV1sor of the Employment Unit. ' -

| ‘He was encouraged to hire Barbara because the Vice President of
Employee Relatlons was "always asklng about cons;(erlng handicapped indi-
'v1duals" This top management support and Du Pont's long trad1t1on of .
hiring and acccmmodatlng handlcapped individuals created a supportlve envir-
orment. \ '

The job of messenger consists of openlng, scrt1ng and dlstrlbutlng ma11‘
for the Employee Relatlons Department. Job requ1rements include ab111ty to
read and the moblkgty needed for de11ver1ng messages to many locations.
The actual accommodatlons for Barbara were relatively minor, consisting

of: '

-

°. takingjndre than.the usual time to orient her to the job;
®  being patient and he&pful as she learned the .job;

e puttlng mesSages in writing, so.that Barbara is not required

to memorize them; °* ' . ‘ Te
® adhering to a precise job descr1pt10n and not asking her to
perform additional non-messenger duties. ~ ,

As-a result, the Employee Relations Department has a stable and productive
messenger. She now prides herself on a551st1ng in the tra1n1ng of new
messengers who work in the Employee Relations Department and has an
excellent attendance record. Her supervisor finds her to be peysonable
. and capable. Not content to have her remain as a messenger w1t§&uf mov1ng
upward thé supervisor has exposed her to other jobs such as mach1ne opera-
tor. To date, thlS has not proved fruitful, but he is still trying to
help her chart a course for upward mob111ty
According to the spec1allst p051tlve experience with Barbara has
encouraged managers to take a harder look at the jobs that can be done
by handxcapped employees,' It would have been relatiyely easy to fill the
messenger p051t10n with a non- handlcapped person who had a clear prOSpect
“of movAhg.on’to other JObS. Instead, Du Pont chose to hire a person who

. ¢
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- was qualified to do the job andingered the p0551b111ty of making: a 51gn1-
ficant commltment to being a skilled messenger. To datep the decision has
paid off.’ , : o '

Since developirg multlple ;Ller051s four years ago, M1ck a senior
research chemist, has had to make significant adjustments to his job. As
multlplé-;c1°r051s progressed, he became unable to walk for .extended periods
of time w1thout a)cane. Moxzeover he had difficulty wr1t1ng " Increasingly,
this began tq,afggct his job, which required the preparatlon @f fgpprts on
new processes connected with coal conversion. -

To allow Mick to contlnue to function effectlvely as a member of the
research staff, the following accommodations were made:

@ Mick developed a good working relationship with his techn1c1an.

{As a_ result, the technician does the '*hands on”‘%asks while the .
chemist de51gn> the research _program. Slnce\Ihehgob of~techn1c1an~“*

e N

is to assist the chenlst this assistance is-unusual only pecause

it extends to all manual tasks. _ . S S
® With company approval "Mick has designed m:§;\gxper1ments u51ng‘
a Tomputer. This results 1n faster acqulsltlon of information. '
F e "he .company provides spec1a1 parking. i » '
® fter Mick identified the bu11d1ngs that he needed to entér the
company .installed railings and ramps and made other changes to
rwmove architectural barrlers. ’ e
® Mict identified and tested a motorlzed wheelcnlar which was
ther boupht by the company to allow h1m to travel arcund the o -
building. ’ '
e The tompany gave him an office adJacent to his research area.
® To >vercome his d1ff1cu1ty with wrltlng, the company bought him

a t/pewriter.. -

These(accommodatlons were ‘originally requthed by the employee. -
His superv sor, personnel representatives, Central Research and Development
(CR&D) s:aff, and Equal Employment Opportunity representatives all c00per-
ated to plan and 1mp1ement the accommodations. .

Th - costs of the various. aCCommodatlons were borne by different
budgets depending on the type of eXpense\%nvolved Items such as the

typewriter were paid from the - ‘department budggt because they were conSIdered

5 o~ ]
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work-related. Items such as the mctorized whe 'chair, installation of hand-

‘rails, designation of special parking, and other architectural accommodations

wdre pa1d from by CR&D's fac111ty budget.

The result of Qhese accommodations is that Mick hab remained productlve
despite progressive ‘multiple sclerosis, which has serlously d1m1n15hed his’
phy51ca1 abilities. Mick had been promoted recently and cont’nues to make
a valuable contrlbutlon to the research staff.

Eziéﬁ was a deaf applleant for a draftsman positiqn in the E‘ertrlcal

and Instrument SectioR of a Du Pont Division. His supervisor had no

‘previous experience supervising disabled employees. Her overall attitude -~

"He doesn't have a problem, I have a problem" -- illustrates the level of
awareness anda open-mindedness which Du Pont's onéoing\affirmative action
policies have éreatcd Throughout the process of hiring, tralnlng, and :
superv151ng, the supervisor and Brlan effectively responded to the challenge

to communlcate. During the 1n1t1a1 1nterv1ew the superv1sor expressed no .

concerns about how deafness mlght 1nterfere w1th the job. Instead, using

paper and pencil, she concentrated on training and experience. After
learning that Brian had a two-year technical degree from the National Insti-
tue for the Deaf had one year prior related experience, and was a personable
individual who took respon$ibility for good communication, she was satisfied
that he was qualified for the position. '

Once on the job, Brian went about the task of preparlng electrlcal
schematics and d1d not request any Spec1a1 accommodat;ons;- Over time, a
number of accommodatlons evolved. They included: |

° the superv1sor took twice the usual amount- of time for 1n1t1a1

training. | Communication took place using paper and penc11
-(In retrospect, the supervisor observed that using an inter-
preter would have saved conszﬁerable time.)

e Since the de51gners of ‘electnical apparatus were 'ip the same

AN .

building, they agreed to stop by and prov1de Brian with more
informaticn in person rather than over tie phone.
© An interpreter was prov1ded during his perforinance reviewwdt

a cost of $30 (an overhead account was used for this expense).



: N
. Brian's superviso¥ checked with the personm€l~department and
learned that a signllanguagg course was available at a local
high school. The company paid .for the course 50.that she could .
overcom?r"her problem". X ‘ |
e Two cosworkers have also learned sign language.
. Dufing buildipg evacuation, another emplpyee is assignedqtp ‘
alert Brian and assist him out.of the building.
e The company is plannihg to provide an intefﬁretef for an
‘ —upconiing trainipg pProgram over an eight week period at a total
cost of $1,800 or more. (The training budgét will pay this
expense.) - . . £ | g |
The purchase of a "Superphone' is being éxplored; This device

P
o

would allow Brian to type a message using a device connected to
“his phone and the;message could be heard on the other end. A
reply, hewever, requires that the other‘individqal push the
buttons of a phone to spell out a messé;e. The Supgrphone costs
- approximately $500. (This would be considered aeéapitél expense

"and would be paid out of a capital budget.)
L. . i

‘ Brian assists in commynication by a comhipation of lipreading,'épeakingg
a few words, sign language, and using paper and pencil. His willingness to
use a Variéty of means of communiéatign has minimized the ﬁeed‘for accommo-
dations. Aside from adaptations during the communication process, Briun
‘performs the job of draftsman with no modification of job duties. The,

" supervisor reports that he now requires no more supervision than any other
Qorkertin the section; In eleven months on the job, he nas become an

effective member of the Electrical aﬁd Instrument Section.

PRACTICES . . ) L » /
Recruiting
. As noted above, Du Pont. is a highly desirable company to work for,
Its traditfon of concern for workers- and its excellent employee programs
. i !

produce an extremely large pool of applicants, which rosults in an adequate

' '. j ‘ L .
supply of qualified -handicapped applicants. Company officials gre not con-
tent, however, to draw solely from this pool.. ’ )

Q

~
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The com?any conducts an outreach and recruitment program, at. the
corporate, department and individual plant levels. Such recruitment is
best characterized as an effort to work closely with key agencies in the
local érea, e.g. Stape VR, rehabilitation agencies, consumer organi:ations,
universities, training- programs, etc. In addition, handicapped individuals
with technical and scientific backgrounds are recruited as part of the
overall collége recruiting program. The company prefers its own recruit-.
ment programs rather than major involvemént in government programs, such as
PWI or CETA. ' “

Du Pont has an ongoing commitment to worKing with oger sixfy community
agencies that provide work and training for handicapped individuals in the
community. Organizations:that are involved in this community partnership
are of two basic types: sheltered workshops that provide work for severely
Hﬁndicapped individuals who have uncertain potential for competiti&e employ-

ment; and vocational rehabilitation centers that train handicapped people
to enter or re-enter the work force. A number of handicapped employees at

_Du Pont have been trained in these rehabilitation centers.

Hiring

The 1973 Du Pont Survey documented the company's success in employing

qualified handicapped individuals even before thé Rehabilitation Act was

. passed. One importapt'finding of the study is that Du Pont has had increased
success over the-years in hiring severely handicapped persoﬁs, sucﬁ as blind,
deaf, and mentally retarded individuals. The 1981 study confirmed these
findings and enhanced awareness and receptivity to hiring handicapped per-
soés on the part of hiring managers by again making visible Du Pont's
commitment to affirmative action and the success which it has produced.

On occasion, the company has designated a job specifically for a
handicapped individual. The story of Barbara's placemént shows how success-
ful placement could encourage the messengefs 5upervidr to replace her with
another handicapped individual should she leave. The factor which prevents
Epigeon holeing'" handicapped individuals is a policy‘that jobs are not
exclusively reserved for handicapped people. While it may be a goal to’

place a handicapped ‘individual-in a jbb, such a goal would not preclude an
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able-bodied person from being hired., Data gathered during the 1981 survey

show clearly that handicapped individuals are not slotted as a rule.

Instead, they are distributed tnrcughouf the various levels and types of

'Jobs at Du Pont.

Accommodations

~

The 1981 survey inquired about accommodations of the fotlowing types:,

o modification of training program;
¢ modification of job duties, assignments or schedule,

e facilities or equipment accommodations; -

® other accommodations.

In all, over 3,000 accomm~dations were identified among' 2,745 handi-
;appéd-employees. Modification of job duties emerged as a significant
form of accommodation. Because of Du Pont's flexibility in work assignments
and work'rules, modifications could be'méde such as reassigning duties,
eliminating éome parts of a job, and not requiring handicapped gmployees
to rotate through all the asSignments within a particular job title.

In addition, 1nd1v1duals can be excused from worklng overtlme or are moved
from rotating shifts to day work when necessary to profect them from addi-
tirm~l stress. In some instances, Du Pont has been able to place a disabled
employee in a "light duty" job on a temporary basis to allow for réﬁablllta-
tion and eventual placement in a permanent position.

In addition to modification of. job duties or schedules, a wide variety
of training, facilit} and equipment accommodations-were discovered. Many of
these accommodations are 1isted?in the survey report. Althougﬁ no figures
were g1ven the cost of most accommodatlons was descrlbed as nominal.

Because Du Pont has engineering and technical expertlse, company
off1c1als prefer to use internal rather than external resources for making
accommcdations. The vast majority of accommodations are made and .paid for
at the plant level. Department-level and Corpbratd-leVel affirmative staff
provide considerable expert support and coordination where accommodation
1nv01ves d1ff1cu1t problem solv1ng

Du Pont's approach to paying for accommodations is a re'iance on
local facility budgefs. Cap1ta1 budgets, training budgets, .nd general



'//o;erhead budBets provide fhnds for most acccemmodations. There is no’
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general fund for accommodation at the Department or Corporate levels. Like-
wise, accommodation decisions are generally made at the plant level, unless
some consultation with Department or Corporate AA representatlves is

I . )

¢

required.

. . .. . /
Training and Communicating Policy . R

N

Since the 1981 survey confirmed Du Pont's solid accompllshments in
h1r1ng and" accommodatlng hand1capped 1nd1v1duals the specialist recommended
that the stuoy be a maJor component of an effort to incréase awareness of
how handlcapped employees cont11bute to Du Pont. When asked how one motivates
a supervisor to hire and accommodate ' handrcapped worker when the superv1<or
has no prev1ous experience upon which 'to draw, the specialist replied, "there
has got to be- some hook". By this, the soetlallst meant that the idea of
handicapped people as desirable employees must be promoted because personal
interest is one key to handicapped affirmative action success. He saw the
Surve}\as one such '"hook'". Properly distributed and: 1ncorporated into
Du Pont's awareness and training program, the survey could serve to heighten
people's awareness concerning handicapped 1nd1v1duals and produce a positive
¢ imate for futu ‘e hiring and accommodatlon‘ ) R '
The specialist is currently prepar1ng a v1deo -tape program that shows
handicapped people on the. job and discusses their experiences in greater

detail. This will serve to reinforte the message of the survey and provide

managers with a tool for use during EEO training. ,

-

~ DECISION FACTORS

The greatest motivator at Du Pont is the worker's job security. Du

‘Pont expects that employees will remain with the company throughout their

career. Accordingly,- -the company makes a major effort to retain the

emplovee by making an accemmodation to the present job, or to place the
individual on a job which minimizes the effect of the disability. It is
felt that accommedation is the "right‘thing to do'" and that the company
has an investment in the individual which should be pretected. Another

factor cited was the ‘accommodation's potential ‘benefit to other employees,

whether handicapped or not. E;[)

R



Factors which would probably not- act as a motivator include: the

cost of the individual remaining home on disability or worker's compensa-

tion or a higb turnover rate for a particular job category. Moreover,
government programs(sucﬂas Targeted Jobs Tax Credits) are not Vie;;d as -
motivators to hire or accommodate.

Most. of the time, cost is not regarded as a major factor in making an
accommodation. Thé Spgcialist noted, however, that the federal government
should cbnsider a policy of subsidiziﬁg the cost of an expensive accommoda-
tion, so that expense doesn't act as a deterrent to hiriné a handicapped

applicant. ‘

RECOMMENDATIONS/CONCLUSIONS

4

Recommendations for Pederal Policy Makers

When asked about recommendations for federal policy makers about hiring
and making accommodations for disabled persons, the specialist had these
observations: . . )

® The Departitent of Labor should continue to develop and
disseminate publications that make people aware of the peed to
hire,handicapped workers. Public;tions should show syccessful
examples of hiring and accommodation and should stress the

’ capabilities and contributions of handicapped werkers. Efforts

to encourage the employers to follow Du Pont's example by
studying the results of their own affirmative action efforts
ire also likely to increase overall awareness.

¢ Industry should be encouraged to support sheltered workshops hy
giflhg them subcontract work. The profit motive can be harnessed

successfully to berefit both industry and the workshops.

Lessons to be Learned

By conducting a survey of its handicapped cﬁployocs. and communicating
the results to all cmployees and the public, Du Pont has demonstrated its
concesn for hapdicapped individuals. rhe increased awareness resulting from
the survey will assist Du ant in all aspeets of igs affirmative action

program, from recruiting to accommodation ang upward mobijity.

’ 3 1
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HEWLEiT-PACKARD COMPANY

BACKGROUND

Hewfett—Packard'COmpahy (HP) was founded in 1939 in Dave Packard’s
garage, with a single product: an electronic instrument usSed to test
sound equ1pment. It has grown rapidly to its current size of more than
64,000 employees. Manufacturing divisions are located in 23 c1t1es in
the U.S. and nine overseas. Together they design and manufacture more
than 4,500 different types of prec151cn electronic equipment.

3ﬂanagement at HP is decentralized. Divisions are kept small
{2,000 employees or fewer); divisions are added as the company grows.
Each division operates almost .as-a separate small business. ¢Corporate
objectives, hbw;vef, are clearly articulated. Three of the seveh formally
stated quectiVes illustrate the company's long standing commitment to
meeting the needs of their employees and of the community: .
e to help HP people share in the company's success, which
they make possible; to provide job security based on their
performance; to recognizé their individual achievements;
*  and to help them gain a sense of satisfaction and accomplishment
from their work. »
® to foster initiative and creativity by allowing the indiv;aual
great freedom of action 1n attaining well-defined obJectlves.
e to honor our obligations to society by being an economic,
1nt¢11egtual and social asset to each nation and each '

community in which we operate.

Basically, goals of equal employment Opportuhity, together with efforts
to assist each employee to attain his or her maximum pdtenpial, are
integral to HP's ménagement_philosophy and are seen as beneficial to

the firm in that they encourage the best ‘efforts of each employee.




o
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, AFFIRMATIVE ACTION FOR HANDICAPPED PERSONS

One of the most important accommodations for disabled workers that P
has made is the creation of a position within the corpo;ate EEO office
.entitled "Manager of Atfirmative Action for Disabled Persons and
Handicapped Veterans'. This Person acts .as a resource to EE0 officials
in each Division, providing'information, helping them develop their own

v

autreach/programs, ensuring accessibility of the physical plant, and pro-

viding training. This position was created because an individual “saw
the need for it. Then working as an outside vendor; providing sign
language trainiﬁé to HP employees, she disqussed the need for this
position with the corporate EEé Manager, was hired in 1979, and developed
her own job description. In approximately two years'spent in that
positiq?{ her m6§t important accomplishments were:
e ' improved accessibility in a number of divisions;
® installation of a number of "'standard' accommodations such
as TTY'S? and Braille; _
¢ ecstablishing a program of summer cooperative education for
disabled high school students; |
® participation-in the ""Corporate Partnership" program of the
International Year of Disabled Persons; '

. '® a change in the process by which applircants could self-jidentify
in order to benefit from the Afi;rmativé Action Program. (The
process was-formerly part Qﬁ the "tear-off" portion of the
application used to gather other EEO statistics. This is, of
Eourse, separated froh the persdnnel file of the employee and kept
anonymous, and thps was not useful in identifying individual

employees;

1An interesting techniéuu she has used for encouraging divisions to
install TTY's, though there was no official mandate to do so, was to. '
- telephkone the division and ask .that a message be delivered to an }nd;vxdua}
deaf employee to contact the corporate office by TTY, and cxpressing surprise
when it turned out that there was no TTY at that division.
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® refinements of the kffirmative Action Plan for disabled
employees;

.. development of the half-day portion of the Affirmative Action

\ WCrkshop which relates to disabled workers;

. productlon of a film entitxed "Just Three People" which
deplcts the work situations of three Hp employees with
d1sabil1t1es. Thls film was 1n1t1ally designed as part of
internal tra1n1ng anJ is st1i1 used for that purpose. It has
also won a number of natlonwxde awards and has been nationally

tcl°v1sed

ThlS person has.now moved op to a position with broader affirmative action
responsibilities. She was replaced by an individual who is disabled and

who hag 2 strong background in commun1cat1ons

INDIVIDUAL CASES OF ACCOMMODATION!

V1c is an assembler whe, due to palio, uses a wheelchalr most of the
time. He has worked at HP for a number of years and ‘'got by'' even when the
facilities were not as completely accessible as they now are. As various
buxldlng improvements were made, Vic was Utlllced as a consultant -- e.g,,
to test the megasurements of the restroom stalls or to try out the automatlc.
door.. Most of the work benches in Vic's immsediate area are about 45 inches
in hexjﬂ » SO that empﬁoyees may work either standing or seated at stools;
Vic's Hench has been lowered to fit his particular chair and 50 that ne
may readily reach all 'the tools and equipment he needs. He has a reserved
parking space near the building; this is the one request he would make of
a new employer were he to change Jobs. Vic's work does not require him to
move about a great deal. The items he” must carry from one place to another
are small enough that they present no problems for h1m -- in addition, ¢»>-
workcrs are always willing to help out. Ajsies are w1de and usually un-

cluttered, so that he has no mobil1ty problens.

At e s

lThe names used here are fictitious. .
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‘There was nothing remarkable about the p}ocess by which Vic: was ‘hired.
_He had a two-year cullege background and experience working fer another firm.
He left the other firm because salary progress was not as rapidlas he had -
hoped it would be. Within two weeks, he had applied.ahd-been accepted for

a job at HP. He is pleased with his position there, and seems to be -
satisfied with his salary progress. He did not 1dent1fy any unmet needs,

nor did he th}hk-of accommodation issues as having to do with his own - work,

but rather in terms of general piant accessibility.
Pat is a computer programmer who began losing her sight about seven '

years- ago, ae a side effect of diabetes. At that time she was -finiishing
her teaching credential. After numerous unsucceSSful treatments, she
abahdoned her plans for a teaching career and eventually enrolled in a
computer progremming training course for disabled persons operated by

the Centzr for Independent Living in Berkeley, Califorria. Through that
prograu, she participated in a work experience "internship" at HP and then
was hired as aqegular staff. Thus, she had had no related work experience,
Vonly training, at the time she was hired. '

. Before she began working for _HP, Pat had obta1ned an Optacon through
the California. Department of Rehab111~at1on. However, reading with the
Optacon was slow, and soon after beginning at HP, she acquired a talking
terminal through a self-support plan, meaning that her monthly payments for
the terminal were deducted from her earnings in determinihg‘the.levef of
SSI benef1ts~ Thus, she bore.the ekpense'of theyterminal (about $6,000)
though she was partly reimbursed by SS1 bLenefits. Hewlett-Packard did not
contr1bute directly to the purchase of the terminal. They heve, however,
~helped her in the fellowing ways:

e allowing her a one-month leave of absence for guide deg ziaining;

e providing for her guide dog in the workplaee;

¢ translaeing Fraining mahua}s, inter-office communications, and

her own written performance evaludtion into computer-readabie
- form-so that. she can have direct access to them rather than . ... -
having to depead on a reader; and '

e providing a dictaphone for her use.
In addition, co-workers have been extremely' cooperative about reading for her.

o
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The talking terminal has.been very 1mportant in allowing Pat to work
more qu1ck‘y than she could have with the Optacon or Braille, and she feels
that: it has improved her career possibilities. The single remaining problem

- is. that this ;érminal does not read “block mode", a format that she
definitely nqe&s in order to perform her job effect;vély. - This would réquirg
a new termina&-éosting approximately $8,000. Pat has_requested‘%hat HP
purcnase this equipment for her. - She has not yet received an answer .to this
quuest. She has dlscussed her needs with the Manager of Aff1rmat1ve Action
:.for Disabled Persons, and has, been referred to the Personnel Department of
he; own d1v151on, (the &1v1519n_wh1ch would have to bear the cost). She
has beer told that if she encounters obstacles there, she should re-contact
’the "'specialist" for guidance in negotiating.the next steps in having her
request. considered. This process is time conéuming, givén that each division
makes its budget dec151on 3%11 én advance of actual expendltures. In the
meantime, Pat woiks with a co- worker whenever her job requires u51ng bleck
mode". Another pendlng Tequest is that HP pay for the maintenance contracts
for the existing termlnal axd for the Optacon (sllghtl/ less -than $800 per |

. year comblned). There is a.precedent for this type of accommodatlon in
other d;Visions. Pat fgels that sne is only learning to be ‘assertive in
making her needs known; and that assertiveness will help her in negotiating
solutions to.-hur few remaining work barriers. Because of the overall help~
fulness of her supervisor and co-workef%,.she has always had a gre%; deal
of assistance in hzr dailylwork, and has never before needed to make her
needs known. She states that the helpful attitudes of those around hef.navg
been very impogtant, but she is conscious tg;t she must be able to ”pull'

her weight' in order to maintain their willingness tomhelp -- another argu-
X

ment in favor‘of her request for additional accommodation. ’
Betty is a totally blind technicdian in a different Hp division. Her

: : . . “ o ! .
job is to pretest and inspect printed,circuit boards for microwave synthe-
¥ . '

-sizers. There are about four such types of‘ﬁoaras that, she currently tests.

_.A number of accommodations were needéd in order: for her to perform effectively

in 2 job that traditionally depends on visual skills. -For"each‘type of .
PC board that she inspects, Betty has an enlarged prototype:(or schematic)

that has beenm especially made for-her. Each element has been raised in

O
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Braillevfashion, and the technical specifications have been Brailled, and
attached to the schematiz using-a simple Dymo label machine. Each‘ff these
schematics costs .approximately $300 to manufacture. In zddition, Bétty has®
an Optacen and a special machine that translates the visual readout during
the testing process into audible form. Betty does not perform soldering
duties which are normally part of her job but cannot be readily adapted. to
be performed by a blind person. Provisions are made for her guide dog to
remain in hér work area. )

\ Betty came to HP about tWo years ago after completing a training program
w1fh Goodwill Industries. She was thed because her supervisor simply felt
she was a good candidate with relevant training and the requisite skills.

h T acconmodatlons have come about in a number of ways: some were initially
negotlated as part- of the hiring process with input from Goodwill, scme
equipment she already had some wa adapted on-3ite at HP, and some are seen
- almost as a part of normal operatlng pro;edure. The costs of accommodations
were initially presented by her immediate superviser to the department ‘head
as a special category within the overall operating budget for the depart-
ment They were approved at that levei and passed along to the plant manager
and then to successive levels of management until they reach ¢ crporate
level. At sonme ﬁblnt in this approval process (which is part of *he regular
_calculation of prOJected budgets for the division) the cost of the accommo—
dations becomes almost "invisible" as a separate line item. Therefore, the
key parts of the decision process are the support of the immediate superviscr
andshis next-in-line manager, each of whom may be required to justify
individual expendlteres. The question of whether or not to p;ov1de an accommo- *
'dat1on for Betty has never actually been considered; it was taken for granted
that the accommodation would be provided, and attention was focused instead
on how best (or most cost- -effectively) to go about it. Management time in
plannlrg or designing accommodations has never been considered as a cost
1ten although time has been spent by Betty, hé;}immediate supcrvisor, the
\bu11d1ng engineer, the EEO specialist, and other managers for that purpose.
. _H~Within'a“month-of”the"timE“Betty“Was"ﬁired{‘her supervisor knew that
the accommodations were going to be successful., However, a few more months

~

were needed to expand the scope of Betty s knowledge of dlffcrent PC pbeards
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so that she would have enough work.to do. She currently works independently
and is cpnsidered and evaluated as a regular employee.

PRACTICES o0 -

: . -
. -
o "

Hewlett~Packard was chosen for intengive case study of accommodation
practices becauss each of the facilities included 1n the original® sample of
employers responded with questlonnalres 1nd1catrng substant1a1 accomrodation
activity. Their exemplary record is the result of a strong and afflrmat1ve
commitment company-wide to hiring qua11f1ed dlsabled persons“ “Accommodation
follows as a matter of course in order to meet the mutual needs of employer
and employee as they arise and are made known. HP ha§1a number of practices
whlch generally encourage the hiring and accommodatlon of d1sab‘ed,workers.

/

Community Involvement and Outreach ?y )

Ongo1rg commurniity 1nvolvement with organxzat1ons of and for drsabled
persons, and a program of corporate giving tg such organzatlon; prov1des
A a goad source of appl1cants and of assistance with accommodation issues.
Participants in tralnlng programs for disabled persons are sometimes
ofﬁered an internship or on-the-job training epportunity at liP, New gradu-
ates of such programs are often hired. HP employees also serve on advisory
boards to such organizations. Other 11nks with Out51de resources 1nc1ude
the use of consultants from time to t1me to assist w1th accommodatlons or
related issues, or to provide special training. HP prefers to hire an'in-
dependent accommodation engineer rather than relying on a government agency,
because they expect’better service and more accountability. Similarly, HP
chooses not to claim tax credits because of the associated paperwork and

-

delays. .

Awareness of Needs

HP publishes a”quarreriy newsletter on Affirmative Actior issues.
The fact that the Manager of Affirmative Acfion for Disabled Perbons is
responsxble for ‘editing this newsletter ensures that 1:sues affecting
disabled workers figure importantly in each issue. The existence and w1de
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circulation of such a newsletter naturally increases awareness of and
sen51c1v1ty to issues regarding disabled workers throughou* HP. (See
Attach 'ment 5, a rece1t issue of the new%letter ) .

' Whenevcrlg handicapped person is hired, a discussion of any special
needs that person may have is held with all pefsons in his or her immediate
work environment. The disabled worker may choose to be present or not
during this discus;ion according to individuaL preference. In this way,
management makes known its commitment to meeting individual needs. At
the same tlme part of the message conveyed during this orientation is
that what is expected is not necessarily "special treatment", just an
equal chance to do a good job. This orientation is, of course, highly

individualized in each case.

Accommodation \>

g

The general orientation of each employee includes a training course
tau0ht durlng worklng hours entitled '"Working at HP". This class is regu-
larly taught in sign language. In addition, sign language classeé are
available to ell.emploYees. These are part of HP's after-hours training
nrograin which makes available free of charge to employees at all levels a
variety of courses aimed at .skill development and ¢ areer advancement.

A Zonscious "open-door" management policy means that both individual
woTkers and their direct supervisors have easy access to the Manager of
Afflrmatlve Actlon for Disabled Persons as a resource person, problem
solver, or advocate Managers at e}l levels are extremely accessible to
1nd1VLdual workers. As a general practice, they remain in close touch ]
with workers and assist them in solving small problems.before they become
large problems. o

* Begcause management is. decentraxlzed to fhc pcint that decisions and
budgets are made by persons who are knowledgeable about individual -employees!
needs, accommodations may occur without an impersonal decision process being
necessary. This same policy of decentralized dec1310n-mak1ng means that
accommodation does not occur automatically; rather, each disabled.employee
must make his or her own case. It must be proven not only that the -~
employee has a need, but that the accommodation will benefit both the

| 39
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_;__ﬂcompany and the individual. Thus, each time a ‘costly accommodation is-
requested or proposed, managers consciously evaluate the 11ke1y return on
the investment, since each manager must be prepared to substantiate reasons °
for major expenditures to his or her next-in-line manager. Accommodations
are often the result of cbmpromise; less expeﬁsive ways of accommodating

an employee are often settled upon than were originally propoéed. In some
cases the empioyee has borne part or all of ths cost of needed ¢Zulpment,

“

Accessibility

HP has made every effort to make all of their facilities accessibie
to mobility impaired persons. This includes not only new buildings, but
extensive remodeéling of older ones. - They have utilized existing disabled
'employees as "'consultants' on accessibility. General use areas, as well

as work areas, have been designed or modified with great care.

rd

Training

Hewlett-Packard conducts a regular Affirmative Action Werkshop for
managers, Aé specialists, and EEQ cobrdinators in all divisions. Of thie
three-day conference, one half day is devcted to issues regarding disabled
woTkers. Part1c1pants are given a list of resources, including the names of
national organlzatlons which will be able to prov1de information qpout
various disabilities. With respect to accommodations, participants are
told that they should-consult the individual disabled employee about what
is needed and- how best to go about providing accommodations.

Part of the workshop agenda is the traihing film, '"Just Three People".
This film depicts the working\life of three HP employees who are severely
disabled. The film is honest about presenting co-workers' initial hesi-
tations about havihg such a person in'their work group, or in the case of
one deaf individual, his manager's doubts‘about promoting him to a super-
vigory position. The film alsoashows cleaply how ‘the attitudes of managers
and co-workers have changed through eiperience, and how the individual

»  departmenté and HP as a whole have benefitted because these persons wera

given the opportunity to show what they can contribute. The title of this

- S
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film suggests the overall att1tude at HP toward handicapped individuals:

once accommodated, they should not be regarded as in any way special, but.

rather encouraged aiﬁlsted and evaluated as an able-bodied person would

bé- . . ,/ - ' i’ : ° . B

. DECISION FACTORS - S ,/ ’ .

TS
. <

lQualifications of theaIndiVidual o

t Hewlett- Packard the dec151on to hire an 1nd1v1dua1 is made solely
ou the basis of that person’'s tra1n1ng and relevant skills. No one is
hired because he or she is disabled." It is because of HP's strong relation-
ships with training programs. for dlsabled Fersons that they arecgﬁ}e to h1re
a number of qua11f1ed disabled persons.‘ HP officials have found that
persons refarred from government agencies ars often'not job ready; therefore,
they tend to cencentrate the1r outreach efforts.toward prlJate training ‘
programs, swutit as Goodwill and the Cvmputer Training Program at”the Center
for Independeont L1v1ng Because hiring- declslons .are deéentrallzed hiring
managers ‘have intimate knowleﬁge of the conditions and requirements of the‘
job. bach hiring decisior s expectéd to benafit the departmeht concretely
‘ang demonstrably. Similar re\jonlng is followed when maklng an accommodation
decision: the Slel and ''track record" of'the individ:il employee or
appiicant are taken-qntu consideration. Among the fuctorsiweighed'in assessiﬁg
the ”ualue" of the worker are training, education, and experience. Move

1nporvaﬂt, hoﬂever,lare Lntanglble qualities such as att 1tude, wilﬁingness

.17 work, dependablllty, and ability to,work~as part of a team.

.

- + {

Cost
mre——— . N . ‘

Another important decj%ion factor is cost. As mentioned above the
deczntralxzeo nature of decision-making and buogetlng means that each-mdna- "
ger is dlrectly accountable for decisions that involve expendltures. This

means that the process of obta1n1ng a costly piece of equipment, for 1nstance,
is likely to enceunter delays it must awa1t the next budget cycle, or per-

haps the time needed to accumulate "ev;dence" that the investment is likely
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to prove beneficial to the department. This process is inevitably affected
by economic conditions. In recessionary times, such as the present, indivi-

dual managers can be expected to weigh each decision carefully.

Corporate Commitment

f

Perhaps the most important decisicn faétor, however, is rather diffi-

to define: an overall corporate commitment to helping each employee

es by two committes znd very capable individuals who have held the
position of Affirmative action Manager for Disabled Persons. Their success .

“in communicating Affirma;ive Action objectives, in increasing handicép
awareness, in linking with outside organizations, and in working with indi-

vidual employses has been an important factor in making ‘equal opportunity

. .. - e e e e e

at HP a reality.

CONCLUSTONS

HP cfficials offered a -number of useful recommendations for other
employers in the area of improving practices aimed at hiring and accommo-
datirg handicapped workers: |

o  education is an important key to breaking down attitudinal

barriers. However, education must be actively pursued; i}
will not happen 'by osmosis". .
e It is important to be well prepared in order to educate others.
Be preparced to answer difficult questions. (A number of Bay Area
EEO specialists habitually gather for "brown bag lunches' ip order
to share information and educate.each other. Practices such as .
this are helpful.) . :
e Don't lower standards when it comes to hiring or working with a
disabled person. Hire quzlified pcople, and expect them to pertorm
in accordance with the skills and abilities that led you to hire
them. . ‘

® Accommodation cﬁn be quite simple and doesn't have to cost-a

fortune. Again, the key 'is awareness of nceds and knowledge

of the possibilities.
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Respondents were also asked what advice they would like to give to

federal policy makers. More than one HP official- stated that affirmative

action enrorcement is best undertaken in a "progressive" spirit, one of

helping firms to bring about change rather than'looking for areas of

deficiency. Enforcement officials could be a valuable resource to firms,

given the proper training. Such training would include an increased

.understanding of personnel functions ia private industry.

One official felt that there is‘untapped potential in the area of
incentives, such as tax credits. In order for such programs to act a¢
a catalyst to change, they need to be streamlined (less red tape) and made

more: attractive to use. When that 1s accomplished the programs should, B’\

w1de1y publicized.-
——
In the area of employment services and spec1f1c techn1C¢1 a551stance

“for ‘accommodation, one official doubted that government age1c1es could

compete with private rehabilitation providers and trainers. The adv1ce
was, then, to "1eave it aione,'" and let those entrepreneurs that can
withstand the test of the market provide the needed expertise.
The most important ‘lessons to be learned from examining Hewlett-
Packard's hiring and accommodation practices are the following:
® a strong profit motive and careful attentionfto costs does
not preclude exemplary practices with respect to handicapped
workers; . '
® cven in a supportive en&ironment, individual workers must
prove themselves; L : -
® an individual EEO specialist\in the right place at the right‘
time can-bring about significant changes; and
e 2 f1rm can gain (v1a worker loyalty, low turnover, and high
product1v1ty) by devoting attention and resources to helping
cach worker attain his or her potential -- accommodation 1s

a natural outgrowth of such a policy
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K IBM CORPORATION

BACKGROUND

One of the nation's largest employees, IBM has its corporatekhead—
quafters in Armonk, New York and numerous manufacturing and sales
facilities worldwide. This case study was conducted at the corporate
office and one major plant facility which deveiops_and manufactures medium-
sized computers, impact printers and circuit-packaging, and develops related
operating syséem programs. ’ ) _

Approximately 8,000 people are employed at this plant. CQCccupatior.
represented include ceramic éngineers, chemists and chemical engineers,
computer programmers, electrical, mechanical, and computer engineers,‘indus-
trial engineers, materiélé scientists, mathematicians, statisticians, metal-
lurgists, physicists, and a wide variety .of production, managerial, and
administrative bersonnel. There are very few assembly jobs at this plant.
For the most part, these jobs have‘peeniEIiminated, as such work is sub-
contracted out to other companies.or sheltered workshops. Since the majority -
of production jobs now involve monitoring processes, opportunities for Hiring
visually impaired persons in entry-level manufacturing jobs are. limited.

IBM has é long tradition of employing and accommodating handicapped
individuals. The company hired its first handicapped person in 1914, the
first year of its operation. The founder, Mr. Thomas J. Watson, Sr.,
brought an individual into IBM.in 1942 with the express purpose of attract-
inig more handicapped people into the company. This person left behind a
legacy of involﬁement with handicapped individuals, and hence IBM's involve-
ment with handicapped individuals has been strong ever since World War II.

Although a very large corporation, IBM has a bhasic respect for the
individual. This philosophy permeates everything that IBM does. Thus, -
managgrs have considerable flexibility in modifying jobs. . In addition,
because IBM prides itself in the application of technology to business
settings, many"of\the products developed have a direét benefit to handi-
capped individuals; ’Thg recent introduction of a 'talking terminal" has

opened up new career opﬁortuhities for blind_people'in both clerical and

' | ‘4;1



technical fields. Cost is rarely a significant issue\ip the decision pro-
cess. Because both ‘employees and IBM tvpically make a career commitment
in the employment decision, it is assumed that accommodation is a long term

investment 1in the productivity of the individuat.

AFFIRMATIVE ACTION FOR HANDICAPPED PERSONS

”

At the corporate level, the program manéger Affirmative Action
Programs in the Equal Opportunity and Affirmative Action Deparkment has come
to be regarded as IBM's corporate expert on arf1rmat1ve action for handlcapped
individuals. As such, he specializes in areds such as outreach and accommo-
dation. One example of his role was the decision whether ramps should be
installed in tempSrary buildings where no need fur sucﬂ access existed.

The decis‘on was that, due cc the temporary nature ofb‘he facility, managers
should valt until a mobility-impaired 1nd1v1dua1 required such an accommec-
dation. He also acts as a resource to managers LhroughouL IBM who have
Guestions and problems pertaining to the handicap program particularly with
Tespect to optreach/recruitment and accommodation. In this role, he is
supported by experts in specific disability or technical areas who are
located throughout the country.

» In addition to the above atreas, the specialist acts as a resource to
managers before any handicapped_appliéant’is rejeﬁted for employment to
ensure that all aspects of the situation have been considered before being
communicated to the individual. In summary, the épecialist_sees hims  -s
a catalyst in the development of affirmative actiorn program for hand

‘individuéis; Priér to assuming this role in 1679, the specialist
volved in a broad range of personnel activities with no spec1a1 i .t
with handlcapped 1nd1v1duals
At the plant level, the manager of Compliznce Programs and the Equal
Opporéunity Admiﬁistrator implement the Equal Opportunity and Affirmative
Action programs. The equal opportunity administrator coordinates the

handicapped affirmative action program for the location.

N
<

ERIC

Aruitoxt provided by Eic:



. 43
INDIVIDUAL CASES OF ACCOMMORATION .
| - . . . ' '
Mark® is blind. H. -aintains and develops computer programs for the

internal use of the faciiities engineering department. Prior to joining
IBM four years ago, he worked as a computer programmer for a small company.
fde left the job seekihg m::~ stability. ‘Mark applied for the job "just
like anybody else'. Dur: ..z Eherinterview, he mentioned the existence of
some, spécial eduipment which would facilitéte his doing the job. The
manager had also investigated pbssible equipment and offered some alterna-
tive ideas. As a comsequence, Both Mark and his supervisor heganshopping
for the equipment.
Accommodations for Mark included:
® an experimental voice synthesizer (a forerunner of the "talking
terminabuf This synthesizer was linked to a terminal which was
shared wigg\;?her employeés. When Mark needed the voice read-out
he would activate the synthesizer. '
® A braille printer was located near his work station. Computer
instructions could Se given to activate the printer and provide a
braille readout ot what was on the screen. The printer was
shared with other blind individuals. It was coingcidence that it
was located near his work area.
® A high school co-op student reads him any typewritten letters or
handwritten forms. If the student is not available, Mark will
wait or ask 5 co-worker to assist him. In return for their help,
sark often assists them with their programs.
e Before training sessions begin, Mark contacts the instructor and
obtains the written material. A volunteer then reads him the

material.. He also has access to recordings for the blind and

braille textbooks.
The only other device used here is the braille writer which Mark uses to

.take notes.

The decision factors which were involved in the accommcdarion

included:

1Names used hercin are fictitious. 48 '
O
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e the site's tradition of hiring blind individuals.

¢ The 'supervisor's previous experience with blind programmers.

e The available technoiogy. The experimental unit using a voice
synthesiier had been developed by IBii. Hark worked with IBM
representatives to test the equipment.

® Braille output was already available.

These accommodations did not require any specific justificgtion. They
required ornly that the right equipment be foynd and installed. Cost was
not a factor since the equipment was already available.

As a result of these accommodations, Mark has performed productively
as a computer programmer. His supervisor notes that he is very devoted to’
his job énd wishes that 'others were as good'.

Five years after starting his job with IBM, Phil developed multiple
sclerosis. As it became more progressive, it affectsd his vision. His
job at the time was maintenance technician which involved doing electronic
testing. After a iime, he was promoted to Department fechnician. There
were three areas in the Department and oné Departmént Technician was assigned
to each area. Each Departmeni Technician was responsible for teaching other
emplqyees and troubleshooting thevequipment. Because of his deteriorating
vision, and because the supervisor valued his role as teacher, Phil's
job was modified to include more consulting to those who needed his expertise
and to provide advice on troubleéhooting techniqués.

Presently, Phil is emplo}ed as an Education Coordinator. This job
maximizes administrative duties such as settiﬂg_up‘and coordinating employee
courses. for the purpose of job enhancement. Accommodations for his present
job consist of "IBM providingqan’Amigo cart for his use in moving about C(his
MS progressed to affect his mobility), assignment to an office near the
elevator and the understanding that he will not be asked to work overtime
unless he desires to do so.

The $1,200 cost of the Amigo cart was paid for out of his manager's
department budget. No special justification was required. According to
the EO Administrator the aécommodation "was not hard to sell". The only
real question which arose concerned Phil's safety and the safety of others

as he rounded corners. As a sgiution; Phil designe&}“bUilf and installed

¢
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a horn on the Amigo to alert other people that Phil was approaching The
result of this accommodatlon is that Phil is able td do his job without

any problems. The fact that he cannot work overtime has caused no diffi-
- . - A ~

r

culties. , ) R
After functioning succnssfully as a blind secretary for 28 yeérs at

this IBM Tlocation, Phyllls was, ,given an audic typing urnit WhICu was developed
by IEM. This consisted of a mng card typewriter l1n ted to 3 voice synthe-
sizer, (which she calls ""Mortimer”). _In order to procf what she has typed,
Phyllls activates the audio typing unit and hears what is being typed. In
addition tc this equipment, her phone was modified by‘addlng an extra set
of buttons. By pressing the test buttons, Phyllis can tell which line
is ringing and answer it. She also has access to the same braille printer
described earlier in the case of‘ac€ommodations for Mark. 1In order to
recéive material to be typed, Phyllis has a dictating machine which can be
activated by a telephone. Her manager can call any time and dictate a
letter over the phone. When Phyllis comes in, she can replay the machine
and type the letter. The manager notes that this accommodatién kas a side
benefit tu him of preserving the confidentiality of inforimation. B

$ ' The only other accommodation hmade for Phyllis is that another secre-
tary opens and reads her manager's mail. In turn,. Phyllis handles the
majority of the travel reservations for the area in which she works. Phyllis
has also médified'ceftain facets of her work envirofment to suit her. All
files have braille markings and she has note éards in brzille with key
telephone numbers and addresses.

In this case, the accommodation decision was rather straightforward.

The tecrnology was available; a company representatlve let her supervisor
know about the equipment. Phyllis was also a proven secretary who had
succeeded without the accommodation. The result of the accommodation was

4

an increase in her productivity.

PRACTICES ' ‘
—_— v

Recruiting/Outreach

IBM's approach to recruiting qualified handicapped individuals

is best chpracterized by a significant investment in the development of
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external job training for handicapped individuals and active participaticn
in programs to place handicapped individuals in competitive employment. - -

In additinon to developing contacts with lccal community agencies which

. tra{hkgnd plaze handfcapped people and systematic college recruiting, IBM

has initiated 20 programs LO traln and place éeverely handicapped indivi-

duals as entry-level ccmputer programmers. Working in-conjunction with
communify rehabiiitation agencies, IBM suppost_ixtends from feasibi¥ity

studies to assistance in student evaluation, cufriculum development and Y

-

placement. The aim is ‘for each participating agency to ultihat$ly assume
full responsibility for its training program. )

[ R L [
IBM's Work Experience Program for Deaf College Students is aimed at

assisting deaf. students in preparlng for careers in business and industry.

.Condacted primarily in conjunction- with the National Technical Institute

for the Dgaf ané Gallaudet College, the program placed a total of 72 stu-
dents in summer employment at IBM locations in 198i. It- is not 2 training
program; students are offered'a summer position at a salary appropriate
to temporary, pre-professional émplqyment; The main vaiue of the prbgram
is that it acquaints IBM's managers and employees with the abilities of the
students, who benefit from professional work experiénce in their chosen
fields of study. | o : |

. In additian to involvement in job training, twe IBM facilities in
California and Arizona are actively 1nvolved in the Flectronlcs Industries
Foundation Project with Industry (EIF/PWI). This project involves elec-
tronics and related companies in a proven Training/Placement Model which
brings rehabilitation.ageﬁcies and employers together to upgrade the
employment of handicapped 1ndividualsl IBM facilities work closély with
a local Area Office of EIF/PWT'which places handicapped individuals,
identifies critical employment neﬂds, and assists in the development of
training programs to meet identifi ed needs.

This active invelvement in placement networks and‘'the development of

tyraining programs for handicapped individuals sets IBM apart from many
companies which merely contact community agencies and inform -them of
available jobs. Such systematic outreach and recruitment is part of an

active process to find severely disabled individuals and assist them in

acquiting marketable skills.
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At the plant }v~ﬂ¥, the EO Department maircains close contact with
the local Offlce of the > stateiOffice of Vocaticnal Rahab1Litationjkworks—Wﬂm

with local ¢helter9d workshOps and sends job announcements to add1t10nal N
agencies which train and place handicapped 1nd1v1duals. In add1t1on close
contacts are maintained with the National Technical Institute for the Deaf
(NTID). The lccation also benefits from the corporate college recruiting
program whose representatlves seek out qualified handlcapped people on thef
college ‘campuses. While these sources produce a number of qualitied handi-
capped applicants, the specialist and EO administrator are working to seek

out additional sources of handlcapped applicants.

Hiring
Eéery line manager is a '‘personnel Manager' at IBM. Likewise, Equal
Opportunity is the function of: every line’manager. This observation is
supported by the fact that the persoﬁnel aspects of -each manager's job are .
an important consideration in his/her overall performance appraisal.
_ Given this emphasis on personmel, it is thé responsibility of every
manager to hire qualified handicapped individuals and assist in their
uﬁward mobility. 'The specialist feels th?t the computer industry lends
itsélf to hiring of handicapped 1nd1v1duals becausn many of the jobs are
less physical in nature. As a result, there 15 a major empbhasis on hiring
. individuals with physical disabilities. Hiring of individuals with '
emotiomal disabilities was discussed very little, but the specialist noted
that IBM has hired such individuéls‘as well. Mentally retarded individuals
present a challenge to hiring at IBM as the more simple assembly tasks tend -
to be subcontracted out.

With respect to entry level manufacturing jobs, the site looks for

individuals with tolérance for the job, -- i.e.v.those who can be trained

to do the job. . Emplo;menﬁ representétives have a general type qf assign-
ment in mind when individuals are hired. Concerning disabled individuals,
the emphasis is upon whether the person qualifies for the generic job
without regard 'to the disabilit&. As will be seen later, a qdmpany

physician specifies any pertinent medical restrictions.

~
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Typlcally, employees in the manufacturlng ‘area start on the second
or third shifts (evening and early morning). Because there are fewer
people on these Shlfts, flexibility of the employee with regard to handling
various work a551gnments is important. Thnis has obvicus implications for
hiring of handicapped individuals in the manufacturing area. While an _A”i
individual may be well- =a1ted to one station, there is no guarantee that
he/sho will remain there. The employee may 've required to handle a differ-
ent assignment where the disability may be a factor.

S8ecause of the nature of jobs at the plant, med1ca1 examinations play
an important part in the hiring and placement prpcess at this location.
As a result of a medical examlnatlon, the phy51c1an wmay place a medical-
restr1ct10n on an applicant which limits placement or may exclude hiring.
This restriction is rev1ewed by the Equal Opportunity Office, Legal

Offlce, and Personnel Office before any applicant is rejected for employ-

‘ment. Thls review serves to ensure -good sound hiring practices with regard

to the handlcapped The specialist noted that generally the company is able

to work j{ound any restriction in terms of accommodatlon.

Training and Communicating Policy

IBM requires that each manager receive 40 hours of management develop-
ment each year. One of the required modules during this 40 hours is Equal
Opportunity. A portion of that training is handicapped-related, often
including a discussion on accommodation. Managers are then required to
conduct annual department meetings with employees in which much of the
same material is discussed. Concerning thelbest wéy to seil the notion
of accommodation‘during‘supervisory training, the specialist stressed that
it was a business matter. YEqual Opportunltx is after all, a business '
issue." Thls statement was echoed at the plant 1eve1 by the observation
that, as the comp{ succeeds in attracting handlcapped applicants, it °
will create individydl problem-solving situations for maﬂagers. These
Qill be addressed in the same manner in which a manager Handles other
problems. By challening managers to solve business problems, the special-
ist hopes to deemphasize the separate ‘process for a handlcapped individual,

and emphasize mainstreaming.
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One example of IBM's emphasis concerning handicapped 1nd1V1duals was
an executive memorandum sent by J. R. Opel upon taking over as Chief
Execut;ve Officer of IBM. He called for IBM executlves/to strengthen the
program to employ handicapped individuals throughout the world. He
indicated that, "This will succeed only if you get involved personally and

”eneaﬁrage“YBQrmiine*ﬁéﬁiﬁé?E’fG‘ihEreasE”their“efforts to recruit;—employ;---
develop and advance the qualified haiidicapped." What is nctable about
this memo is that it was his first executive memo upon taking over as

CEO.

Concern for Upward Mobility

' At both thefeorporate and plant levele, this is seen as a key to the
success of affirmative action efforts. Some managers may think the job is
f1r15hed when a severely hand1capped person 14 placed and accommodated.
Later, the manager ‘may 1ncorrect1y assume that the enployee is well situated
and satisfied. To ensure that severely handlcapped employees are provided
opportunities for upward mob111ty, managers at the site visited are requ1red
to prepare a development plan, in con1unct10n with the individual every 12
months. The individual's aspirations are discussed and noted in the plan,
along with an indication of what is required to realize those aspirations.
The specialist notes that this process is not perfect,‘but managers are
actively working -on this issue. ) ‘

<

Links with Outside Agencies

At the plant visited, a strong recruiting link with the National Tech-
nical Institute for the beaf (NTID) in Rocnester, New York, has existed for
many Yyears. The plant has arranged for internships with the NTID and has
h1red some of the graduates of the Institute. This emphasis is also a
general reflection of the site's focus on hiring cf individuals with
severe disabilities. Other links do not have.recruiting as a'spec1f1c
goal. For instance, this plant supports many ‘sheltered workshops by
subcontracting with them. Subcontract work is recognized as having a
value for training anq rehab111tat10n, even if the 1nd1v1dua1 does not
move on to competitive employment. The EO admlnlstrator for the handix .

capped did note that although most clients will not work at IBM, they
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have been a source of employment for this locatlon This is probably due

to the long-standing relationship between IBM and the workshops.

Integratlng Handlcapped Fersons into the Workforce

Malnstreamlng is a key concept in employment of handlcapped individuals.
Wherever possible, IBM attemp s to treat handicapped employees in an inte-
grated fashion. One example of this is the commitment of corporate communi-
cations staff to caption their films and video tapes for hedrlng—lmpalred
employees.. IBM will spend the rnecessary money to adapt an existing film
rather than isolate ;he employee and deprive him/her of the opportunity to
benefit from the film, Iz:ﬁﬁBther instance, an entire managers manual was
put on 19.four:tfack Cassette tapes‘for use by blind individuals.

IBM has a high tolerdhce for reasonableness‘concerning accommodaticn.
According to the specialist, "IBM will go to great lengths to make the
~employee fully productive." This is backed by the observatlon that to ‘his
knowledge, ho accommodation hasIFver ‘been turned down on the ba51s of cost..

ACCOMMODATION DECISION FACTORS «

Like many other managers, the specialist found Lhat it is‘difficult
to separate accommodation from the hiring/process. In fact, he commented
on the sheer individuality of the entire handlcapped program.- Each
hiring and accommodathn is different and involves considerable judgement.

The real answer to the accommodation issue is "adjustability for all'.
The specialist conceives of this as tihe design of space, jobs and equip- .~

ment which can be adjusted to’fit, as far as possiblé, individual needs.
When that happen:, handicapped people will be just onec example of such
~adjustability. This is consistent with the earlier.themc of flexibility.
The  specialist noted that "the disabled want to make the adjustment to
you". This observation was borne out in cases of accommodation where

handicapped 1nd1v1duals suggested modifications of their jobs to minimize

the effect of a disability.

: N . . <
- In addition tp making individual accommodations, IBM has made a majot ‘;

commitment to accessikility of its facilities. The Corporation has . a

f1Ve year plan (ending in 1983) to make bu11d1ngs accessible. The plan

has been implemented in several phases:
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-® Aveas with high incidence of public access, e.g. central
employment,. education centers, corporate headquarters, and
wherever there is a concentration of handicapped employees.

® Areas with large bopulations, e.g. Division headquarters.

e All IBM-owned facilities and all leased facilities.

To accomﬁlish this, IBM prepared standards for accessibility which met or
exceeded applicable state and federal standards. At the plant level, ;

examples of significant accessibility modifications include: installing

an elevator in the employment office; and, installing an elevator in the

school for employees even though there were no emplcyees in wheelchairs
at the time.

Concerning the-factors to be weighed when making accomﬁbdation, the
specialist noted that few factors are coﬁ&ciously weighed. There is no o
distinction made as to the position in the organizatien of the employee being
accommodated, There is also no major difference in the mdtivation of the
compary to accommodate an employee who has been with the company fot many
years, a new emplovee, or an applicant. The specialist also noteld
that monetary provision for accommodations is part of the normal budget
process, and as such a significant accommodation can be made without special
justification. It was stated by both corporate and plant offi:ials that
thére is no dollar figure that has yet been found unreasonable.

Accommodations are wusually paid for out of local budgets. The -

most appropriate budget category is used (e.g. capital, training, personnel,

etc.). The specialist did confirm the existence of special funds available
at a higher organizational level which would serve to take over- if a

particular accommodation were unusually expensive and would.strain ‘local

budgets.
When asked what accommodations would be unreasonable tha specialist

cited duplicative personnel costs, -- i.e., paying two full-time people

to do the work of one such.as ip the case of a full-time personal
attendant. He noted tﬁétJin‘gaﬁE’caseslat IBM,'hn employee may provide
part-time assistance to another employee while doing his/her primary
job. This might involve having a secretary read the mail for a plind

manager for example, With respect to business travel, attendants.may

«
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be paid or a spouse's expenses paid if it is necessary for a severely
handicapped individual to be assisted during tiavel.
In summary, accommedation is part of a iarger concern for treating
each employee as an individual. Accownodations are made for applicants
and employees alike. While each is carefui{y considered, there has not
yet been a major problem on the basis of ccit. Accommodations are made
with the expectation that fhey will be long-term investments in an employee's

career with IBM.

RECOMMENDATIONS/CONCLUSIONS

The specialist feels that because.it is an individual act, reasonable
'gccommodation cannot be clarified or defined. Moreover, in IBM's experi-
ence, accommodation is rarely a point of contenticn.

IBM_is a major corporation with vast resources, both technical znd
financial. The real key to acéommodation of handicapped'individuaks, how-
'evef, is the tradition of concern for the individual employee which
permeates every.level of management. It is significant that a corporation

~as large as IBM can dedicate itself to flexibility of jobs and focus on
the individual. In‘this case, handicapped cmployees are Simply regarded
as individuals who sometimes require certain flexibility and adjustabiiiiy
to perform effectively. Accommodation is viewed as part of the natural
process of fitting a job %o a worker, as 4 business process much like many

other problems to be solved.
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LOCKHEED MISSILES AND SPACE COMPANY

BACKGROUND | s

Lockheed Missiles and Space Company (LMSC) is one of ten companies
which consistute the Lockheed Corporation. LMSC not only develops and manu-
factures the products which its nazme suggests (Polaris, Posseidon, Trident
missile systems; heat-resistant tiles for the Columbia, etc.).,. but_is also
active in micrcelectronics, materials sciences, and developing‘solar and
thermal energy conversion systems.

IMSC has approximately 23,000 employees; located in Sunnyvale, Cali-
fornia, it resembles & small city, with its own medical facility, axtensive
recreational facilities, a full transportation department, and considerable
interest in the routing of public -transportation in the area. IMSC is very
conscious of its size and its visibility in the community, and is very care-
ful to maintain good community relationships. The company's annual revenues
are in excess of $2 billion, most'or all of which are from federal contracts.

There is a clear distinction between salaried (professional) worlers,
totalding about two-thirds of LMSG's workforce (these are largely engineers,
sceintists, and data processing specialists), and hourly workers, including
clerical staff, wno are, for the most part, union members. The employment
process is different for the two categories of workers. Hiring decgsions
for hourly employees are made by‘the employmeht department, while sdlaried
personnel are employed on a project-p?-project basis, with hiring and trans-
fer decisions made by individual project managers. LMSC's personnel practices
enable éxisting employees+ to bid for promotions before outside recruiting
takes place, sc that hourlv employees often transfer into salaried positions’.

LMSC has 1,300 employees with temporary or permanent restrictions
imposed by the medical department. Of these, a much smaller but unknown
riumber are self-identified handicapgéﬂ—individuals. No aggregated records

“are kept of the latter group; management estimates that less than ten per-
cent of the handicapped identified by the . irm's medical department have

self-identified.
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AFFIRMATIVE ACTION FOR HANDICAPPED PERSONS

A number of years ago, one of LMSC's top engineers was given a special
assignment to look at EEO issues. He never completed it. Instead, he saw
the need for an ongoing program in this area and created the Human Resources
Program, of which he remains the manager. Because of\his reporting level in
» -LMSC management, it was not possible to house the organization within the
Industxial Belations Department. Both thé company President and he felt that
the program needed to be independent, reporting directly to the President.
It was set up that way and has continued in that mode until the present time,
with the Human Resources Program Manager reporting now to his fourth president
and attending the weekly president's staff meetings. Because of his i fluence
within the company, he is able to work "from the top down' in addreseing any
problems that arise with implementing the affirmative action program. For
example, prior to the visit to LMSC of the BPA field research team, the Human
Resources Program Manager introduced the study at the president's staff'meeting,
assuring the division vice presidents that the visit was not to be a "witch
hunt," and expressing the hope that managers would cooperate in allowing indi-
vidual workers and supervisors to be interviewed. The teceptivity and candor
of individual respondents showed clearly how efficiently such cemmunications
are transmitted '"down through the system.'" The effectiveness of the affirm-
ative action.program as a whole is attributed by the Human Resources Program
Manager to the support of top management; it may also be attributed to the
Program Manager's and Specialist's ability to translate that support into
action. ‘

The Human Resources Program staff consists of representatives from a
number of protected groupe. The most senior Program Specialist has been
assigned specific responsibility for dealing with i;sucé related to handi-
capped workers. She devotes a‘éreat deal of her time to such iesues, though
- she has overall responsibility fon affirmative action statistics and
othe. _.neral program functions. She acts as an advocatc for individual
disabled employees, as a resource or facilitator when guestions cf accommo-
dation arise, as a link between LMSC and community organizations working for
and with Hisahlcd persons, and as a catalyst for increased hiring of disabled
applicants. She also spends a great deal of time counseling emplévees with
disabled family members.
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INDIVIDUAL CASES OF ACCOMMODATION1

Jim is legally blind as a result of z congenital coﬁdifion which,

about four years agb,‘became severe enough to‘requife'surgery. Shortly
thereafter, his vision deteriorated further . and he was faced with the
prospect of being unable to continue his work as a programmer/analyst.
He began to investigate a number of alternatives:
e a shift to another type of work-at Lockheed. This would

have meant a significant backward step in his career,™

given his 25 years' experience and specific expertise in -

programming.
o Disability/retirement. He was disappointed to find that he

had not been employed at Lockheed loﬁg-enough‘to be.eligible

for their disability/retirement plan.z The alternative, state

disability "insurance, would have been insufficient te support

his family. _ 4
o Possible types of'volunieer work that he could do, which he

saw as necessary to salvage his sonse of Qell-being and self-

esteem. However, the problem of income would not be resolved

in that way. o |
.Jim was referred to the Human Resources Program Specialist, who in tum
referred him fo a community organization (Sensory Aids) which was likei)'to
be helpful. At their urging he sought é second medical oﬁinion to confirm the
severity and irreversibility of his condition._ LMSC paid for that consulta-
tion. Also through the help of Sensory Aids, Jim discovered a possible solu-
tion that would allow him to'retain‘his current job: a machine which projects
an enlarged image of written material (betwéen 3x and 45x magnification)
and a high contrast positive/negative image on a 12" diagonal screen.

Jim was very pleased with his discovery,as was LMSC. The company had a

clear interest in helping him to continue in his job, because he possessed

-]

1
The names used herein are fictionai.

2After ten years at LMSC, an employee has the right to claim retirement bene-
fits upon reaching retirement age or being immediately eligible from the standpoint
of disability, Whether he or she would also receive disability benefits depends
on the medical department's assessment of the employee's ability to work. If
therc is disagreement between an. employee's own doctor and the LMyC doctor, a
third, independent doctor is normally asked to make the decision,
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valuable skills and project-specific knowledge. LMSC arranged for two -

different vepﬁors to come to the company and discuss their respective machines;
Jim was askea to choose the one that would best meet his needs. Cost was

never taken into consideration. The cost of recruiting a new person

(estimated at §6,000) would have far exceeded the $2,40C cost of puréhasing

the equipment, a Visualtex machine called a Voyager. His own.department paid for
the Voyager,

When the project was completed and Jim was being considered by a new
supervisor for another project position; that sppervisor was given excellent
references about Jim's ability and his work. He was also told that working .
with Jim would require a few minor adjustments:

e Jim cannot work from a CRT terminal, but only from '"hard copy';

e Jim's environment must be well-lighted;

e when Jim is away from his Voyager and must read something, a

coworker must write it out in very iarge and clear letters, or
take the time to carry it back to the Voyager; and

@ Jim takes longer than most people to perform a task which

requires looking for-a passage in a book or scanning numerous
pages of computer ocutput. ’ |

None of these has been a problem for Jim or for his co-workers o1 the new
project. He works as a group leader for testiﬁg programs. In the past, when

a2 presentation was to be made (e.g., to goveri-ent officials) if it required
reference to written materials, someone in the work gfoup other than Jim made
it. Recently, Jim has discovered a method of conducting his own presentations
by using an enlarged negative photograph of the material to be used. Jim

has made other adjustments to his disability that allow him to function al-

mos€ normally. He purchased a smaller version of the same machine for home .
use, and he uses special techniques while driving that allow him to be nearly

as safe as a person with normal ;ision.

"Margaret is a recent graduate with a mathematics degree and seme com-
puter knowledge. She was hired in 1981 through the campus interviewing
pruces;, which began in Arizopa. LMSC then flew her to Sunnyvale for an
on-site interview, paying her transportation, expenses, and one-half the

plane fare for her mother, who accompanied her to act as an attendant.

(largare? has been confined tc a wkeelchair since her childhood, when she

o ’ 5
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had viral'polio.) IMSC also hired a lift-equipped van to tra:._port Margaret

to and from interviews. After she :d accepted a job offer as an Asscciate

Engineer, LMSC transported her to Sunnyvale again for housing search, and

a third time when she began work. When asked why LMSC undertcok §uch a large
recruiting expense, her supervisor replied that they were searching simultan-
eously for a large number of persons with the same skills, and that they did
not consider her recruiting process particularly noteworthy.
Margaret has no work-related handicaps. She is seen as an excellent

employee. The only accommodatfons that were necessary for her were:
‘e installing a ramp to the raised computer lab; this cost very

little, since facilities maintenance staff performed the work.

IMSC officials were not certain th they had paid for the Tamp

since this was considered quite routine, but guessed that it

had been covered by the regular facilities budget;
e minor adjustments within the lab to make aisles wide enough

for Margaret to move about;
e occasionally taking care that bokés and equipment are not piled

in the hallways, which are otherwise quite wide; and
e installing a lowered public telephone; it was Margaret's co-

workers, not she herself, who noticed that she had to reach

up quite a distance to use it.

The decision to hire Margaret was made before any need for accommodation was
assessed or considered. The accommodations were seen as ‘inconsequerftial.

A more serious problem for Margaret is getting to and from work. She
relies on public transportation, and there is’ only ‘one accessible bus line.
If, for some reason, the lift-equipped bus is not in service, she must rely
on a friend to give her a ride. If that friend is not available, she calls
LMSC Eransportation and they send a van to pick her up. Either of the two
latter possibilities requires finding a third person-to help in lifting the
battery-powered chair, which is quite heavy. (It was noteworthy that, dur-
ing this interview, the Human Resources specialist made é note to herself
to inquire about having one of the IMSC vans equippéd with a lift. 1In addi-
tion, the. interview afforded the opportunity for the specialist to explain
EEO policy to Margaret, and toloffer her assistance should Margaret ever

encounter any problems on the jeob.)
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-Ray 1s an ambitious voung sheet metal assembly worker who is totally
deaf. He applied to IMSC in late 1980 at the suggestion of his father-in-1law,
who is also an LMSC emplovee. Ray's wife is also deaf and works in another
iMSC department. Ray was hired as a general factory helper, was pronoted to
his present position, and is likely to receive another promotion within the
near future. He is currenfly working in a new department,bés a result of a
lateral tn&nsfer. This transfer was made at Ray's request so that he can
remain at home to care for his children while his wife works. Hi's new super-
visor has never before worked with a disahled person and does not know sign
language. They communicate well through lipreading, nonverbal signé, and
written notes. (It did appear that the supervisor found the joint interview
and the presence of the interpreter useful as a way of making known to Ray
his willingness to help in any way he could, as well as izarning more about
Ray and his future goals.) Ray had no trouble finding his job, because his
skills are in demand. He chose IMS( over twb_other jbb offers because of.
the high salary and convenient location. He has taken advantage of numerous
internal training opportunities, and is anxious to continue his training.
IMSC makes special arrangements and hires through an outside agency an inter-
preter for him during such training. The quality of the interpreters is
varied, according to Ray; When he has difficulty understanding, he relies
-on_notes taken by a classmate. On the job, Ray does nnt require an inter-
preter. He usually works alone, and his coworkers and supervisors are con-
siderate about speaking slowly or writing notes.

Ray isca union member. He feels that the union has essentially left
him alone, has failed to inform him of chainges in the rules. and has criti-
cized him when he made mistakes or didn't know the rules. He believes that
they have not been active in assisting him to get promoted. Indeed, Ray's
supervisor believes that the union seniority rules may be holding Ray back
from getting jobs for which his ability qualifies him. 1In his new depart-
ment, however, he works closely with the union stewdrd, and there is some
hope that the relaticaship might improve.

Ray's supervisor does not consider him handicapped.  He has noticed that
Ray is extremely quick to learn how to operate a new machine and considers
him overqualified for his present position. Ray does make mistakes on the
job sometimes. When this happens, his supervisor is quick to correct him;

his philosophy is that a person who never makies mistakes isn't really working.

b1



O

ERIC

Aruitoxt provided by Eic:

wy
o]

PRACTiCES

Community Involvement and Cutreach

.LMSC officials serve on advisory boards te a number of organi:ations
that train and place disabled individuals, as well as community organi:a-
tions serving other disadvantaged groups. They officially represent LMSC
on such boards as part of their job duties. However, direct referrals from

such organizations or programs are hampered by LMSC's requirement that appli-

_cants have two years related work experience in order to be hired in most

entry-level jobs. Because of LMSC's highly attractive wages and fringe bene-
fits, individuals whs are told to g0 out and werk elsewhere for two vears
before applying for a job at LMSC very often return and ultimately become
LMSC employees. [IMSC's commitment to serving the communit:- is real, and it
benefits them from a public relations standpoint as well as in indirectly

obtaining  workers with needed skills.

Selection and Hiring

~

The Human Resources Program Specialist keeps in close touch with the
Cmployment Dcpértmenf and has a specigl liaison within that department to
work, with handicapped applicants. vThat person has set internal goals for
an annual number of disabled persons hired and last year sarpassed that goal.
A number of practices have proved effective in this regard. First, for
hourly workers, the Employment Department makes the hiring decisions. There-

fore, success has depended on making the persons responsible for: thOse derl—

.sions aware of the affirmative action commitment of the company .

Somewhat more difficult has been educating individual hiring managers
who make decisions regarding applicants for salaried positions. A useful
technique has been, whenever an applicant sclf—idcntifics’or has an obvious
handicap, a practice known as "green-striping." This refers to a green mark
on the outside of the folder whick contains that person's application form
and attachments, such as references or documents. This is a signal to follow
up on that application, to determine the outcome of interviews to which the
applicant is referred, and to act as an advocate for that person.

A third practice may be referred to as one of "focllowing successes.!

Inevitably, some managers are more willing than others to hire disabled
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persons; many have had positive expericnccé with disablcd workers. Know- -
ledge of which those managers ﬁrg, and referral of disabled applicants to
them, has made poésiblc increased hiring of disabled workers and increcased
evidence (that may Lie observed ny "less cnlightencd” managers) that affirm-
ative action works. "For example, Margaret's success on the job has bcen
noted by several managers. Because of her, employment department officials
feel that they are Iikély to encounter increased receptivity to recruiting
disabled professionals. Now, in fact, some managers are coming forward td
réquest referrals of disabled individuals, because they have become aware
of management's goal of hiring them, and because they have noted the suc-
cess of disabled workers in other departments.

Another practice that has contributed to this department's ability to
recruit and hire disabled workers has been that of communicating frequently
with community groups and training program representatives. »fhey have met
with such persons on numerous occasions and explained LMSC's hiring needs.
As a result, the quality of referrals has improved.

Special Programs

§ LMSC has severzal work environments in t- ¢t a number of similarly dis-
abled persons arc employed. Onc example is - .«<partment in which several
deaf persons work and in which sign language :. ccamoniy used. A .other
example is found within the janitorial workfor:--: One j¢:itorial super-

visor has, within his wdrk unit, quite a few m .lili ietui-ded individuals.
They range from very mildly retarded persons i .. hiat a'e not capable
of living independently. Over the years, this stsemvi:zor ha. developed
uscful wﬁys cf communicating with these workers, in-lvdng spuecial techniques
for training, discipline, and assigning them to wort “ress in i’ th their
disability poses no-problem. The costs of che exyra si;ervisicn required
for thesc workers is at least balanced by the reduced cust of turnover.
Whenever a new employvee is hired at LMSC, an extensive and éxpensive security
clearance is required; thus, it is cost-effective to hire janitors who are
not likely to leave LMSC or to bid for promotions. Other benefits to LMSC
of this bractice are: ‘

e thesc workers seem to perform as well once their 90-day proba-

tion period has passed as they did when they were under close
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observation. Unlike- some of theif non-disabled counterparts,
these janitors have not acquired techniques for '‘playing games''
with the company working rules; .
e the attendance records of these workers have been quite good;
and '
o IMSC is able to perform a service, enabling persons who might
not otherw%se be able to subport themselves to support not only

themselves but, in several cases, their aging parents as well.

LMSC's starting salary for a janitor is in excess of 39.00 pex hour, which

includes the cost of living adjustment, and there are several saléry grades

.

above that.

Accommodation

_Accommodations at IMSC are m%de as the need for them arises and as it -
becomes clear that the benefits of the accommodation will outweight the
costs. The vast majority of accommodations, perhaps as many as 90%, have
been for existing employees who have becbmé disabled. The primary motiva-
tion is to preserve the skills of a worker whose usefulness to a specific
project and to LMSC as a whole is already documented. - Another reason for
the relative infrequency of éccomﬁodation for new'y hired workers is that
IMSC has a very low turnover rate. Retirement is the most frequent reason
for leaving LMSC. As workers grow nidef, the need for accommodation arises
more frequentiy. -

One exzaple of .. sign’ ‘icant accommodation that is currently being
exarined relates to .. indi. .al whose health is deteriorating to the
point fhat he will soc.. be wiihle to come to work. L3 is considering
installing a remote cowduter “eiwmiral in %is home so tha: he may continue

his work there. Althoug': it s aiaticipated that he will someday be unable

to work even at hom2. ti re™’ - torminal | : seen as cosi-usfective rela-
tive to recruiting ar:’ tvain... s . vone w0 Ve his place.
Depending on the .at. e :7 . - ‘ticu,ir accommodation, i may. be paid

for in any of the follovii; «. v~:
® as a direct cost o & nz tidnler proiect,
® out of L:oject or depart.ueit . ~iiead,

e out of a general bulget catego.y, sucih as facilities maintenance,

Al
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® by a special affirmative action budget, which is controlled by
the Human®Resources Program Specialist and used for certain
items (e.g., interpreters) which do not fall neatly into another
budget category.
It is estimated that several times as many accommodations are made inform-
ally on the worksite as are made with the assistance of the Hﬁman Relaticns

Program apec1allst Jobs .are sometimes formally restructured, as long as

there are persons in the same job categor, on the same shift with whom duties

may be exchanged

Accessibility

Buildings at LMSC are not univefsally accessible, There are quite
few buildings, many of them built before accessibility standards existed.
Over the past ten years, LMSC has records of accessibility mcdifications
costing in excess of §75,000. There have been numerous others for which no
records have been kept. Modifications are made on an "as needed" basis.
There have been no instances in which architectural barriers to individual
employees have proved problematic, with one possible exception: in certain
jobs, assignments are rotated so that persons work in a number of different
buildings. Mobility-impaired persons in these jobs cannot work in all build-
ings, and so the jobs to whi¢h they are rotated must- be monitored with acces-
sibility in mind. This has created no problems, and the individuals involved
are porbably not even aware that some areas are inaccessible to them. Newer

buildings, and one large one currently under construction, are models of .

barrier-free design.

DECISION FACTORS

“Qualifications of the Worker

The most frequent and most important reason for providing accommodations

for an individual worker is that LMSC wishes to retain that worker, and that

the worker's skill and specific knowledge arc nzeded on a particular project.

\ . . .
The company is not likely to undertake an accommodation that will not benefit

the company, either directly or indirectly. (A number of activities, such as

extensive community involvement on the part of Human Resources Program staff,

o (;ii | .
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do not vield tangible benefits to the company, yet they "pay off'" in terms

of public relations.) However, it must be ﬁotcd that, in aéscssing the quali-
fications of the individual worker, a long-range view is taken. The potential
contribution of a worker (such as Ray, whose training may assist him more in
a future job than it does in his present capacity) is viewed as one of the

benefits of an accommodation.

Costs .
{
c

Costs are taken into consideration whe?jzgli

though there are no known limits to the cost~ an accommodation which might

commedation is proposed,

be considered reasonable. Orie important clement in discussing costs is that
only out-of-pocket costs are considered. The cost of time and effort is not
taken into account, whether it be planning or negotiating time or the time
taken to install a ramp. T "< is considered part of the managers' jobs, or
the jobs of the facilities .tenance workers involved. It is estimated
that the cost of time and effort, if it were calculated, would be two to

three times as great as the costs that have been documented.

CONCLUSIONS

LMSC officials offered a number of observations whic', may be useful to
other companies wishing to improve their affirmative action for handicapped
workers. )

¢ The commitment of tep management is essential. This commit-
ment neceds to be communicated to other high-level managers, as
well as made visible to the line supervisors who make hiring
and accommodation decisions; ‘

e There is no substitute for experience. Those managers who have
successfully hired and accommodated handicapped workers (or whos
have observed such success in other departments) are the most
likely to hire and accommodate handicapped workers in the future;

e It is best to try to influence line managers directly to hire a
handicapped worker and onlv if resistance is met, to excrt pres-
sure from above. Too much pressure too soon can cause resentment
on the part of the manager, which could result in a less-than-
ideal working situuation for the handicapped employvee;

66
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e Ir it is necessary for any reason to dismiss a handicapped
worker (or a member of ano{her protected group), it may be
useful to have in place a rcview process such as the follow-
ing: '

-- EEO officials discuss the situation thbroughly with
the manager to sce if there is any way of resolving
the situation; and '

-- if that is not possible, make sure that all the docu-
mentation related to. the reasons_ for dismissal is in
order;.

e There are a numbé} of conditions which make it easier for com-
panies to hire and accommodate large numbers of handicapped
workers. Some of these conditions are entirely outside the
scope and influence of an individual manaéer.' Others represent
areas of possible affirmative action activity. The following
were some of the{conditions favoring hiring and. accommodation:
-- large size: this-means numerous employees in?each job

category allowing for the possibility of trading duties;
in addition, 1afge size implies budget flexibility;

-- growth or turrover rates high enough that some hiring
is taking pla- :; ' ’

-- need for skilis that are in short supply in the labor
market, and tnerefore the need to recruit actively;

-- flexibility in job descriptions, work rules; and

-- frequent communicationSaﬁithAcommunity groups, tralning

. programs, and government-sponsoréd placement efforts.
e Managers are more receptive to accommodatingihandicapped employ-

ees when’ they realize that one accident or illness could create

. the need for they themselves to be acccmmodated.

In the arca of public policy recommendations, LMSC officialg expressed
a desire for increased efforts toward "voluntary compliance" and decreased
emphasis on enforcement. They fcel that it is essential to get the word out,
to educate employers not only to their responsibility to accommodate handi-
capped workers, but also to the advantages of doing so. One very effective

format for such education would be to hoid a series of regional seminars, in

Q ) \ . ! 6 7 - M
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which the principal speakers or lea s are other.businessmen -- persons who
"speak the same language' as the,participants,.vGovernment officials would
play a facilitating role and would strongiy;encourage attendance at thése;‘
seminars by high-level managers within all companies working on government

contracts.
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To: ALL LMSC APPLICANTS

Lockheed has had a policy of equal opportunity in the hiring, training,
transfer and promotion of employees for many years. We have organized

- what I believe is an effective Affirmative Action Program, designed to
insure equal opportunity for all employees. As a prospective employee
I am sure you will be interestes in knowing about this program.

CORPORATE POLICY

Under our Affirmative Action Program, we describe four major coporate
goals. _ '

w

1. To assure that all persannel policies and programs, such
as employment, premotion, transfer, layoff and return
from layoff, compensation, benefits, company sponsored
training and education, tuition refund, and social and
recreation programs will be administered without regard
to race, coior, religion, age, national origin, handicaps
not related to job performance, or sex except where sex
is a boria fide occupational qualification.

’ 2. To originate or participate in community and government
approved programs especially intended to encourage and
assist minorities, women, (e handicapped, and veterans of
the Vietnam war in becoming qualified for initial employment
or advancement. .

3. 7o develop and "implement specific results-oriented affir-
-mative action plans at‘?ach facility, updated at least
annually. : \ : oo
4. To work steadily toward a long range objective of having
a representative number of minorities and women in all
Jobs and at all levels *n the degree that they aspire to
them and become qualified, subject to openings and non-
discriminatory seiestion procedures.
\ To direct our company's Affirmz+ive Action Program, we have established
“the office of Special Assistant to the President for Equal Opportunity
Employment. This office is respunsible for assigning program objectives
and reguiarly measuring the results The stafi regularly monitors
employment; promotions, demotions, layoffs, merit and promotional
increases, wage and salary ratec and job classifications. Any areas
where we fall short of our planned objectives are quickly upcovered by

. 89 ‘
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<

these regular reviews and are reporte¢ to the responsible management.
The general manager of each major divicion is charged with the perscnal
responsibility to see that his personnel successfully implement the
Affirmative Action Program., The Spacial Assistant to the President is
Raymond I. Schneyer, Manager of our Human Resources Programs,

trployees are kept up to date on Affirmative Action Program plans and
pragress through the Lockheed S!ar, memos . and €ompany and Union bulletin
beards around the plant.

EMPLOYMENT 0B.::CTIVES 240 RECRUITING

Developing a fair representetiv: of wiiarity and female employees

throughout all Tevels of L¥5C r.tire: that our Employment Depariment
work closely with our Human Rescusces drganization. This department
distributes available job listr *- applicant sotirces -uth as:

Co ) )
Bay_Areg Urban League, Bericus Assistance (eiiter, Chineze fur Affirmative
Actior. tconomic & Social Upportunities, Inc., Japancse American Citizen

Leagu  Mexican-American Community Service Agency, Rzsource Center for
Women, .San Jose Indian Center, Veterars Outresch Program, «nd Lalifornia
. EmyToyment Development Department.

Employment recruiting at schools with heavy ethnic minnrity enroliments
helps to meet goals described in our Affirmative Action plan. In
addition, when advertising we include newspapers and periodicals with
heavy ethnic minority readerships.

] EDUCATION AND TRAINING

Improvement of employee skills is a major point in our Affirmative Action
plai.. LM3C's Training organization works to develop job openings for
minority and female employees and, where feasible, establish cn-the-3:"
training programs.. Tests which prospective employees take before they
join LMSC have been designed to measure only those skills necessary to
perform the job in question. '

Personal development training programs outline for each employee the path
for improving his or her skills to take advantage of new job openings-and
promotions. We particularly encourage minority .employees and women to
participate in advancement training courses. Our desire to provide equal
advancement opportunities for all employees is not limited to non-
management jobs. We include minority employees and women in supervisor/
manager training courses, such as the Lockheed Management Institute and

the LMSC Supervisor Institute.

The Training group provides both day and evening courses, developed with
and through the local schools and community calleges. Career counseling
is offered for hourly employees to assist them in >reparing for better
and higher paying jobs. We also give instructiun on the methods of jcb
counseling to supmervisors and group leaders. Seminars are conducted to
inform all managers of their responsibilities under our Affirmative

Action Program. o ;
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»

COMMUNITY RESPONSIBILITY

Because cormunity problzms and goals involve our employees, they involve
LMSC as well. We are active in comnunity programs aimed at improving
housing, educatior and Jjob opportunities for minority ethnic groups a-"

" for low incone persons, male ard female, of all races. I wish to mer ..on
~ these activities briefly, because althouch they are not a part of th=
goals portion of the Affirmative Action " ram, they nevertheless a:
LMSC activities working towards the end 1 __.it of equitable ¢reatment
for all persons.

As a company w2 contribute to the Lockheed Corporate Leadership Fund, -
whic.. annually mazkes substantial contributions to the United Negro
College Fund and awards scholarships and fellowships %o other specific
colleges and universities with preduminantly minority enrollment. We
perticipate in the Consortium for Graduate Study in Management-Fellow-"
snips for Minorities at the Universities of Indiana, Yorth Carelina,
fochester, Southern California, Washington, and Wisconsin. '

LMSC is providing a leading r¢le in the formation and operation of the
San Jose G. I. Forum Scholarship Foundation, a fourdation devoted to
establishing scholarships for minority students (with emphasis on
Spanish surname students) %o attend college, and is enterina into a
similar rola with the Society of Women Er izers to encouri;i more
womert to enter the fields of engineering d science. - !

In San Francisco and Sunnyvale, we have, in “he past, heensactive in a
consortium of companies operating job training centers which trained
over 1,500 men and women in entry level Jjob skills. Grass rocts '
comnunity organizations involved in training unskilled persons of
minority ethnic groups also receive LMSC financial and/or advisory
support. Such organizations include the Opportunity Industrialization
Centers, the Community Center fcr Career Development, and Project DARE.

We participate in the National Alliance of Businessmen, - the Management
Couricil for Bay Area Employment Opportunities, the Stanford Mid-Peninsula
Urban Coalition, and in Counterpart, a San Mateo non-profit corpcration
engaged in developing a shopping center and community building projects.
As @ member of the San Marcos Foundation, we belong-to a non-profit
corporation whose goal is the construction of quality housing for low-
middle income families in Sinta Clara, Santa Cruz, San Benito and
Monterey Counties.

AFFIRMATIVE ACTION INFORMATION

if you are interested in more inforn- “ion about our Affirmative Action
Prcgram or the community programs ! ..ave mertioned, feel free to discuss
them with Lockheed’s employment representative. P \
WA

tou

by e Willidam-Rieke
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MERCK, SHARPE, & DOHME

BACXGROUND

Merck § Company, Inc. is an international company which provides
sroducts and services for human, animal and environmental heslth throughout
the world. The Merck, Sharp & Dohme Division (MSD) located in West Point,
Pennsylvania, manufactures and markets some 150 prescription‘pharméceuti—
cals and biologicals. MSD has a tofal of 3,800 employees in mapn:facturing,
marketing, amd a:Imiwistration, including more than 800 professionai Tepre-
sentatives «n <5ili; contact with physicians, pharmacies and nospitals.

At present, ME3 has z .:table employment picture. Job opportunities
are variable depending on the type of job. While the company is always

looking for professionals, few entry level openings have occurred.since

Early 1980. Other positions fluctuate in hiring, with the major factor

oeing replacement. It is important to note that because the entry wage is
guire high in -~mparison with surrounding companies and because MSD offers
excellent benefitsu“ordinérily an abundance of generally qualified applicants

can be found for most jobs at MSD.

AFFIRMATIVE ACTION FOR HANDICAPPED PERSONS

rd

Insight into MSD's sppreoach to hiring and accommodating handicapped
individuals is best gzincd by understanding the role of several key
actors. The manager, £jua: Employment Affiars (the specialist in this
case) is a central figure in MSD's efforts to upgrade the employment of
handicapped individuals. He is responsible for the affirmative action
program for handicapped individuals at Merck, Sharp & Dohme Division
headquarters and facilities plus 27 branches and sales locations. He
administers the Equal Employment Opportunity program, reviews and monitors
Division and site affirmative action plans, administers the Division
problem resolution policy, and acts as En internal consultant on related
matters.

The specialist started with MSD as a messenger in 1966, progressed

through the market research and .ervice ranks, and became a quality control

7o
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inspector in 1973. After several further promotions, he became coerdinator
of Equal Employment Affai-s in 1977 and finally Eca manager when his
supervisor retired that Same year. .

Upor assuming the job of EEA manager, the specialist noted (in
agreement with the corporate EEA director) that desoite much discussion
about employment of handicapped individuals, the program needed a clear
demonstration -- visible to employees and to the public -- of MSD's
commitment “to working with handicapped persons. Though the Personnel
Office had been accessible to handicapped applicants for a number of years,
a first step was to make éhe entire site containing 15 major buildings
barrier free. As a result, the specialist worked with the Engineering group
and began a campaign in 1978 to make MSD a model of accessibility for handi-

individuals. The specialist noted, however, that very few wheelchair-

bound individuziz were enpinved at MSD to take advantage of such accessibility.

Few =zeverely disabied indivigonts with the necessary qualifications were -
applyi«: foT employment zt tre Y.sision.  In 1981, the opportunity to

partially correct this situation was taken when a severely disabled individual
applied for tr: musiting of ~uvironmental control technician. This placemert
has since been looked upon as a demonstration of how MSD feels about its
employees, and as a model for employment of additional handicapped indivi-
duals.

The speciali&t realizes that the success of an affirmative action
PTOgram cannot rest upon the hiring of one handicapped individual. However,
he believes that dramatic and visible accomplishments can bring attention to
the program and reflect positively on the Division. In many ways, he has
taken advantage of MSD's .perception of itself as a highly visible leader in
the health care field. This became a way of "marketing the affirmative
action program concerning kandicapped i1idividuals. The specialist has

worked with the Merck § Company EEA manager and MSD top r nagement to

institute a performance-bc. =d approach to hiring handicappr. irdividuals.

This approach is refiected in employment practices whichk est-“lish propor-
tional sampling of handicapped applicants from a seneral pool, as well ¢s
the adoption of goals for hiring handicapped individuals. 7T¢ is also seen
in manager and supervisor performance appraisals, which inclﬁde specific

references to Equal Employment Opportunity goals.

73



O

ERIC

Aruitoxt provided by Eic:

-

According to the specialist, MSD has "a way to go" in its handicapped
program. Future directions include attracting other severely handicapped

individuals through outreach and recruitment efforts. He also sees a need

for more specific traini~- of managers and supervisors concerning employment ~

and accommodation.

MSD's personnel relations director feels that the Division has a zmoral

responsibiiity to the community to hire handicapped individuals. In
additien, he notec that hiring and aééommodation of handicapped individuals
is a farsighted policy which affects the morale of current employees. By
hiring a handicapped individual or removing barriers to.accessibility, the
company demonstrates its intent to help those empioyees who become handi-
capped during employment. The director observed, however, that in the past
more attention has been given to age, sex, and race in.affirmative action
at Merck § Company. He also noted that few severely disabled individuals
apply for jobs. Given these factors, he felt that the way to emphasize
employmenf of hindicapped individuals was to ask personnel staff each month,

"How many'handicapped persons did you hire?" He noted that this is quite

different from inguiring about -how many contacts were made, or how many

applications were received.
With respect to accommodation, the director called the process, '"just

plain common sense'. He cited one instance where an individual in a wheel-

chair needed an electric wheelchair to move from building to building. :in

that case, the wheelchair was considered to be a work-related vehicle.

He remarked, '"If we can supply a smaintenance person with a cart, why not

supply an electric wheelchair for her?"

The persbnél relations. director indicated solid support for the
specialist in his =fforts to upgrade employment of handicapped individuals.
He also noted that his supefiors are committed to the program.

The vice president of operations stressed that ''we are, after all,

a leader in the health care field." Given this, he feels that MSD hus
the resources to be a leader in employment of handicapped people. He spoke

with pride about the movement to make all facilities at MSD accessible.

_He saw this as a logical extension of the spirit of the law. In/giscussing

his phiiosophy of employment and accommodation, he noted that MSD is a

performance-measured company. He reinforced the value of a performance

g
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based system of hiring, and confirmed that affirmative action is one
objective in everybody's job at MSD. _

The support of the corporate director, Equal Employment Affairs, has -
been extremely helpful to the specialist at MSD. The EEA director not only‘

endorsed, but encouraged the involvement of a consulting firm in planning

the placement of the environmental control technician. He felt that commit-
ment is evidenced in part by spend_ng money in hi~‘ng handicapped people.

It is important to note that as a result of the successful placement
experience the director has endorsed"a future budget allocatizp for addi-
tional management consulting services to assist with hiring and accommodation.
This is evidence of the company's commitment beyond normal outreach and
recruiting efforts. The specialist in this case.emerges as the central and
visible figure in the employment of disabled people. Upon talking with R
his superiors, however, it appears that their support and willingness to

back him with dollars and concre%2 action were esseriial to his success.

INDIVIDUAL CASES OF ACCOMMODATION

§Ellll was confined to a wheelchair due to ostio genisis imperfecta.
This childhood condition affected bone structure and growth, leaving her .
quite short in stature and unable to stand for long periods of time.
After graduating from college with a B.S. in biology, she searched for a
‘ol for a long time before applying for a position at MSD.

Because of her excellent qualifications.for the job, the specialist
saw the opportunity to demonstrate what could be done to hire severely
disabled individuals at MSD, given proper preparation and reasonable
accommodation. The specialist had previously been approached by u
management consulting firm that could provide expert assistance during
Sally'’s placement. Since he felt that the use of outside consultants
might give the effort added visibility, the 'specialist convinced top
Aaﬂagcment to r - 2in the firm at a cost of $10,000. What follnwgd was a
sequence of events which lasted more than four months and involved over

a dozen meetings ‘with Sally, several MSD managers, personnel staff,

1 . U
The names used here are ficitious.
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supervisors in environmental control, co-workers, union representatives and
the consulting firm which assistad in the placement.

In addition to attending mestings with MSD représentatives, the
consultant performed the step-by-step placement and accommodation process.
The steps included:

e 2 complete job analysis;

o the design of a job analysis plan;

e an evaluation of Sally's abilities;

o the design and procurement of special apparatus;

e the installation of apparatus and organization of the:work arei;

¢ counseling to Sally during initial employment; and

¢ information sessions with co-workers, supervisors, managers,

etc.

Saliy was empioyed by MSD as an environmental control technician
for five and one-half months before being laid off in early 1982 (she was
bumped by an employee with more seniority). Her jcb involved monitoring
and testing of pharmaceutical productioh areas to ensure that sterile
conditions were maintained. In contrast to the complex preparation of
Sally for the job and MSD employees for Sally, actual accommodations
were fairly straightforward and consisted prim:rily of modificaticn of

job duties. Specific accomniodations included.

e Initially, Sally was not required to travel to other buildings
and collect air and water samples. Her job duties were modified
to allow her to remain in the environmental control area and
perform tests.

e Sally was‘not required to perform one particular task: para-

- formaldehyde decontamination of various production areas usiné
a sprayer which is normally carried on the environmental control
technician's back.’

@ Sally was not redquired to éervice the laminar flow equipment
{(replace filters, clean plenums, check for leaks). - .

@ An extension rod was fabricated so that Sally could reach and

open a cold vault door from her wheelchair.
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® A tray to hold slides for washing and staining was made to
minimizé'éhy reach problems that Sally might have when using
the sink. The tray was later adopted for use by all techni-

clans.

Work surfaces were not lowered or modified in any way because Sally
was able to get out of Her wheelchair and sit on™a standard work stool
Additional equipment was purchased or adapted so that Sally could travel
from building to buildirg in order to gather air and water samples.
Equipment included: -

A ® a motorized wheelchair (cost $2,300);

® a manual wheelchair to remain in & sterile location ($500) ;

. ® clipe tc connect Sally's wheelchalr with a sampling equipment
cart {1250); and

. special order small gowns for use in a sterile production area

- (cost unknown).

Unfortunately, the above accommodations were never used, since Saily
was bumped from her technician position and laid off by MSD before
assuming the sample gathering duties. The specialist expects her to be
rehired in the near future, when another position opens up.

From her supervisor's point of view, Sally performed her a551gned
duties i.. an effective manner. She required mo special supervison. Co-
workers were skeptical at first, but the meeti..g before she was hired to
discuss their concerns was valuable in gaining their cooperation. Once
Sally joined them, co-workers accepted her readily and showed a willingness
toégelp her on the job. As questicns arose from other departmonts, these
co-workers were actually her public relations agents. ‘

Sally was pleased with the *¢t. She felt that she was treated fairly
by her supervisor, co-workers, maaagement and the union. Although a few
of the accommodations proved to be unnecessary, she acknowledged that she
was reluctant tb be too demandirg about accommodations and was likely to
try things the hard way before asking for help.

According to the plant chairman of the union that was involved in the
placement, Sally's placement was successful. . He remarked that more handi-

capped people should be given the opportunity to be employed at MSD.
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A~.} result of being involved in Saliy's placement he felt t:at the
division. its employees, and the umicn were anxious to do it again. This
rather compiex individual accommodation shows the v:»lue of careful prepara-
tion for placement, anticipation of asccommodations and early involvement of
all concerned partiei. .

In sharp contrast o the detailed accommodations described above for
Sally, the accommodations made for Fred as coordinator of audio visual

services are almost non-existent. His job calls for providing audio visual

. equipment and materials in support of interhal MSD training.‘ Job duties

consist of loaning films, bookkeeping, correspondence, billing, and other
administrative tasks. o

Prior to joining MSD 13 years ago, Fred developed polio. As a result
of the polio, he had a trgcheotomy. He now speaks by holding his finger
over an opening in hi; throat. This results in a hoarse tornie to his voice
and low volume. Fred performs his job with no noticeable accommodations,
except an extension for his phone so he can rest it on his shoulder. Most
people he deals with over the phone have become accustomed to his voice.
Vey pedple may need to ask him to repeat something, But that presents no
problem. A speaker phone was provided at one time, but Fred did not use
it long because the background noise in his office that wés picked up by
the'speaker.phone Was disruptive to lis. eners. In summary, Fred and those
around him have adapted well to his disability and he is able to perform
his job with little or no accommodations.

The job of tablet maker required George to operate three machines wnich
compressed powder into tablets at the,rate of 2,000 tablets per minute.
In adiition‘to ensuring a proper flow of granulation, fixing the machine
if it breaks, performing weight and. hardness tests, checking product ccdes
and doing related paperwork, the job required that George load 100 pound
containers of tablets called "blue cows' onto pallets. After each run of
a particular product, machines had to be moved to a set up room using a
hydraulic jack. There the machines were torn down, cleaned and retooled for

the next run.
After a back injury, George found that he could no longer lift thegi

"blue cows' onto the pallets. Since his co-workers generally did not

relish the /task of tear-down and retooling, they did not have any difficulty
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with George concentrating on that aspect of the job. After trying George
at the limited task of tcar-down and retooling, his supervisor found out
that George could.ucc0mplish the process more efficiently than had been
pogsihle in the past. This accommodation resulzed in the creation ofl

a new specialized position of tablet ma}cr technician, involving inspection
and maintenance in addition to tear-down and retooling. The result has
been an overali increase in productivity in this department. Union repre-
sentatives were satisfied with the new job description 50 long as George

did not take any overtime -<ork away from the tablet makers.

PRACTICES

Recruiting

Recruiting of handicapped individuals at MSD is done on an individual
basis. However, the specialist, the manager of professional employment,
and the manager of ron-uaimpt employment have also sought local sources of

qualificd handicapped applicants, educated them as to MSD's manpower needs,

-Pnd encouraged referrals.  The specialist has developed a list of recruit-

ing sources. Presently, it includes local-offices of the state Bureau of
Vocational'Rchubilifation; a2 local school fof the blind, Natioral Industries
for the Blind and severa: rehabiiitution centers and sheltered workshops
in the area. The manager of non-exempt empfoyment has found the zxtate
Bureau of Vocational Rehabilitation to be the most successful source of
handicapped applicants. By maintaining qdntact with local BVR offices, he
has recruited some disabled clients for non-exempt jobs.

The effectiveness of the sources in refering qualified applicants
to MSD however, has been somewhat inconsistent. One agency sent a
counselor to spend the greater part of a day meeting with the speciaiist,
lcarni;g of job openings a. their requirements, and becoming familiar
with MSD employmcn} practices. After returning to the.agency, he sent
the specialist a computer printout conraining all the clients served
by the agency who were looking for jobs. This was naturally not very
helpful to the specialist, who cxpected specitic referrals of individuals

73
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At the professional ievel, recruitment of héndicapped individuals is
accomplished, in part, during the course of corporate college recruiting.
College recruiters are aware of affirmative action requirements ‘and seek
out qualified technical and professional applicants with disabilities.
Recruitment of handicapped professionals at the local level is more dif-
ficult. According to the manager of professional employment, private state
agencies have not provided many referrals. Instead, he focuses on individual
recruitment of handicapped profe551onals through contacts made by current

employees and personal contacts.

Hiring

The hiring picture at MSD is presently affected by the fact that there
are few openings for hourly jobs, and there is a backlog of 4,000 ~ 6,000
3™ .. aticas on file. For the most part, applicants must be highly quali-
£ < lor available jobs. Given these conditions, MSD has modified its
hiring selection process to ensure that qulaified handicapped applicants are
represented the sample of candidates to be considered for jobs.

At present, as application; are made to the company, the forms are
placed in a file for women, minority, handicapped, and other applicants.
When a job becomes open, applicants are selected from each file on a random
basis in the proportion of 58% womeri, 15% minority and 5% handicapped.

The proportion of women and minorities is in %Fcordanée with a conq}liation
agreement developed in cooperation with the Office nf Federaerghtract
Compliance Programs, U.S. Deéartment of Labor. What is unique here is the
inclusion of S%'handicapped applicants in the sample. According to the
specialist, this was done as a vcluntary measure to ensure that handicapped
applicants were being given a fair opportunity to be hired. The 5% figure
was a general estimate based on prior experience.

In addition to a proportional sampling of handicapped individuals
from an applicant pool, the hiring process allows for individual handicapped
applicants to be considered for job openings without being.selected at .
random from the w_.plicant file. This selective recruitment and consideration
process heips to increase the chances of a personnel staff member reaching

his/her goal of 5% handicapped new hires. As discussed earlier, the hiring

Su
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process is best cha..cterized by a 'results orientation'. As the specialist
puts it, '"Merck.is an MBO (Managemenp;by Objectives) company and we are used

to setting goals'".
'

Accommodation

The most dramatic aspect of MSD's approach to accommodating hahdicapped
individq;ls is its commitment to accessibility of all faciliites. Shortly
after assuming the position of EEA manager in 1977, the specialist noted
that while the Personnel area was accessible to -handicapped apblicants{
other areas within the Human Resources Building were not. Entrance
accessibility was the primary need at office and production facilities.

He also noted that there was insufficient access to common facilities such
the cafeterfa, conference rooms, and training facilities. He concluded
that 3 piecemeal approach to acces3ibility (one of accommodating handicapped

individuals as they were hired, and as they needed ‘to gain access to a
particular building) would involve repeatéd justifications to management
and the Engineering Department. * ® ' |

Instead, the specialist prepared a plan to m:. the entrances of all
15 major MSD facilities accessible. Common areas ::id areas frequently used
by handicapped emplo;ees weTe targeted for more extensive modifications.
Accessibility was sold to top management as a policy that a company whose
motto is "Pride in Quality' would naturally adopt.

As a result of the Specialist's plan and complete support of top
management, accessibility of MSD's facilities became a source of pride
among employees and managefs. The Engineering Department estimated that
the total cost of accessibility was $72;UOO.' The effort to create an'
accessil:le environment has not ceased wi'*h these changes, however. 1In
1979 and IQSO, a sterile production facility and MSD administrative

offices were constructed, barrier free. Additional changes at existing

buildings are being mad% as the need a. ‘cs.

[

Training
Training concern .oyment .and accomnodation of handicapped
individuals is integra. .o ongoing EEO training. Manage-s and

-
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supe.visors are briefed concerning corporate and MSD pOIle and updated

on any recent developments. ~ Several outside organizations have made
presentations concerning disabilities, films. relating to handicapped -
individuals have been shown and personnel, “and EEO staff attend meetings
such as the Annual Meeting of the President's Committee on Employment of
the Handicapped and local training sessions.

In response to a need for more formalized training in the EEO area,
Merck § Company has developed a highly successful '"Phase III" training
program. Although this training program focusg; primarily on women and
minority individuals, consideration is being given to developing a com-

patible segment coiicerning handicapped individuals.

Communicating Policy ) ' . ' .

At MSD, the commitment of top management to hire and ~ccommodate
handigapped 1nd1v1dua1> is communicated in pollcy statements and in
recruitment an? application materials, 'and by inclusion of articles and
féatements in MSD publications. More .importantly, MSD policy is demon-
-trated by such visible practices as extensive accessibility modificationsﬁ
0.40ing efforts to ensure the_h;ndicapped people are actually hired, and ¢
no.ible instances of carefully prepared placements and accommodations of
sevu‘nly handlcapped 1nd1viduals. It 1s felt that these types of actlons
comm *icate HSD's p011c1es are perhaps more effectively than statements

of int nt.

Use-of C tside Resources

"With ~he notable ®xception of the provision of outside ts:hnical
assistance ‘n the placement of Sally as an environmental control techni;ian,
and the bud;-ting for additional consultants, MSD reiie§ on internal
resources Who- making accommodations for cmployees. The division has ample
cnOinéering e: Lrtxse and mdterlals to fabricate custom devices. Other

'

items are purci.ied as recded. ' o

’

T

) 69225’
ERIC

Aruitoxt provided by Eic:



DECISION FACTORS

Concern for Individuals

Each of the key actors described 2bove were asked about the factors
which were weighed . en making an accempodation. Whac omerged*Wﬁs an
inisrmal dé;ision—maning pfocess wkich revolved around MSD's huqanltarlan
concern for hand*rapped individuals and a strong feeling of responsibility
for current employees. Current employees are viewed as a member of the
Eamily. -

One in..cation of the Division's concern for 'family members' is its
rate retention progz:.m.. Under this program, an employee with 25 years of
service who becomﬂs disabled can be p%gced in'a lower rated;job classifica-
tion and vetain his/her former hourly base rates Employeeé with less than
25 years of zervice will retain their former hourly btase rate if the illness
Cr injury was occupational. This, coupled with-.a well established policy
of bumping to lower classifications introduces a number of options into the
accommodation process. If the individual cannot be accommodated at his/
her present job through modification of job duties or adaptations of the
work envirenment, he/she can be transferred to a lower rated job which
minimizes the effect of the disability.

Aside from the 25 -year requ;rement in the rate retention policy, on
employee's length of service does not affect the willingness of MSD to
make an accommodation ov the extent to which the Division will go. On
the other hand, the specialist did.acknowledge that the level of the
emplﬂ»ce uffects the extenm of the accommodation.

Wk.u asked about accommodatlon for handicapped patients, the

Corporate Director of EEA replied,- '""We make accommodations for everybody'.

'

‘There are no corporate guidelines for reasonzbleness. Every case is’

treated on an individual basis and.the implication is that very few, if
any, accommodations are turned down because of cost. Most accommodations

are made informally and fall into the category of normal business decisions.

83

Budgeting Factors

The Corporate ELQ director noted that mest accommodations are not

paid for out of”the operating budget of the department. If they involve
. ~ L2 S VY
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purcpase of equipment, such as a motorized wheelchair, this is treated as

a capital expenditure and is trmated the same way as the purcha.- of a
vehicle. ‘Non-equipment' icrms of accommodstion may be funded out of train-
ing budge:iz or pérsonnel Budgets. The manugement con<ulting fee to place
?aily came out ¢f a personnel line item {cr consultant., -rcording to the
corporate EEA difecfof, there is no sperific¢ budget for s.commodations at
the corporate level, ‘but there are certain discretionary funds which can

be tapped if an accommodation could not be paid for through local budgets.
Thus,”accommodation is not a separate process wit" ssparate budgets, but

the act of providing new and longstanding employees equipment, training,

" .and other support which they need to be productive.

Kork Rules -

The tlity of management to modify jobs 1is limited by work rules
which_aT cluded in union contracts. If modificatibn of job duties is
agreed  ,n . co-workers and does not result in the employsze performing
the work of’a lowe: n~y grade, then the accommodation ic likely to be’
successful. This ¢ best i1llustrate .n Sally's case.. She‘wés allowed
to restrict her work to processing the test samples rather.than gathering
of samples. The accommodation was success™ul because her supervisor,-co-
workers, and union representative: ‘agrcad thét it was reasonatle. -Antiqi—
pation of concerns and negotiastions with all involved parties seems to
be the key to modification of job duties -

There is, however, an overriding concern about precedent at MSD
when a formal change is made.’ In one notabie example of accommodation, a
lgé amputee was granied ''superseniority'" -- that is, he could not be
bumped from his position by a more senior persoh. Unfortunately, the
individual pro :d to be‘somewhat lax in his performance and all parties
felt that a poor precedent had been set. The possibility of supér-
seniority was raised in connection with Sally's élacement, but neither
she nor management requested that it be granted. ' .

The other major concern of union representétives is the possible
effect of accommodation on the distributionlof overtime. Since the
person with the lowest amocunt of overtime gets first option for additional

overtime, a concern arises about a handicapped individual's inability

84 L

O

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

a2

to do the overtia= work. Without any modification of the procadares, the
handicapped individual would always be given first option for wvertine.
In Sally's case, it was agreed that her inability to do overtime work would

t2 considered to be a refusal of overtim~. As : result, she would be

charged the time and not remain forever on the bottom of the overtime list.

CONCLUSIQNS

P .
This case discusses what zan be done to hire and accommodate handicapped

individuals given 2 committed specialist and the support cf top managemen
The specialist acted zs the focal point for company efforts and keeps the
issue of affirmative actidn for handicapped individuals on the min’s of
emp3oyees:(managers and union leadership.

It should be noted that dramatic events, such as making all faciliti:s
<ccessible and placing a severely disabled individual at significant cost
and comm’tTent of much persornel, are far easier to achieve in a company
which is pJofltable and has a quality image of itself. Th~ case also shows
that suck events can be considered as investr ts in ¢iployee morale and
community good wiil. These investment; hove returns in areds suaci. as
productivity and recruiting. As one manager put 1it:

'"We've heard from other- that the new emp'ovee, who is
aisabled is doing an excellent job...her sense of pride
about her work is great...she has a terrific personality
...we are open tc the 1dea of employing more handicapped
people...there szems to be more than a hidden benefit

to all other employees."”



RAYTHECGK TOMDANY

BACKGROU;: ¢™

Raytheon Company _s among the nation's 100 largest i~ iustrial
companies. Through acquisition and internal growth, s have doubled
in the past five years. About one-third of total 198} .. of $5.6 billion
was for U.S. government end-use. A diversified, inter .tion.l, technology-
basad company, Raytheon is engaged in five business areas: Electronics,
Aircraft Products, Energy Services, Major Appliinces, and Other Lines.

Headquartered in Lexington, Massachuse.ts, Laytheon has 11 divisions
and eight major operating subsidiaries with more than 80 plant: ard labora-
tor'es in 25 states in the United States. Major overseas subsidiaries and
affiliates are lecated in six countries, principally in Europe.

In 1963, Raythe-n was the recipient of the "Large Employer of the Year"
award by The President's Committee on Employment of the ilandicapped. For
many years, the conpany has demonstraied its commitment o the employment of
handicapped individuals by its own hiring practices and by becoming involved
in community efforts to train and ;- ace qualified handicapped individuals in
competitive employment.

"Through the perscnal commitment ~¢ several key managers, ine company
.5 peen a driving force in the estab.ishment of .. program which links 105
companies or hiring locations with over 145 rehsbiiitation resources in the
state. Recently, Raythéon has been in the forefront of the development of

a program ts train electronic assemb’ers and test technicians for jobs in

the e¢lectronic industry.

AFFIRMATIVE ACTION FOR HANDICAPPED PER:ONS

The Corporate Equu! Opportunity Office is staffed by a Corporate
Dircctor of EEO and Public Affairs, a Manager of Compliance Programs and
two Senior Specialists in Affirmative Action Programs. Working closely
as a'team, they are responsible for im;'ementing co.porate EEO policy, and

giving support and direction to Affirmative Action Programs Managers in



each of the 80 plant: and labcratories u:cross the country. Many of these
AA Program Managers have mult .ple responsibilities which may include employ-
.ment, compensation, and related functions.

Evern though Rax“heon's organizational structure is decentralized,
each of the AA Program Managers is supported by the Corpcr:te EEC Office
in matters related to EEO and affirmative action. Corporate EEQ staff-
provides technica! guidance and policy direction to all facilities as needed
to assist them in performing their EEO funczions.

Because Raytheon originated in Massachusetts :-= feels a sense of
resne..sibility as the state's largest private employer, the corporate EEQ
staff commirs considerable enargy and ‘esources within the state to benefit
handicapped individuals. Corporate staff share a desire to use their busi-

"ness skills .. create mode}s of cooperation between the private and‘publib
sectors. EEO office staff have become invsived with the state vocational

rehabilitation agency, private rehahilit -:»ux agencies, state task forces,

mental health agencies, and foundation:z Wi goal ¢f this involvement @5
to create models of ccoperation which can be rerplic:ted ir n~her states and
involving Raytheon plants and 1_ooratories. : .
The Mznager cf Compliance Programs in the Corporate EEQ Office has
made a major c.iuaitment to upgrading the cisployment of handicapped indivi-
duais in Massachusetts through ihproved training an! job pl%cement efforts.
Before coming to Corporate Headquarters in 1979, he was employed in various
indu~trial relations and iranagerial capacities for 24 years. He requested .
his present assignment because¢ of a long-standing i iterest in civil rights
and because the job Pffered the opportunity to make an impact in ..is area.
Since 1979, 'the Manager of Compliance Program: has become increasingly
involved in Projects with Inddstry.(PWI). He preseitly serves on the
project's Executive Advisory Board (EAB) which gives overall policy direction
and support to the program and works, to create a v:able network for infor-
mation and -placement of handicapped individuals. ‘he observation that high-
tech industricc Huo o a surﬁius of jobé but few qua ified handicapped indi-
viduals to £ii <them led to the formation of tae projeciis Executive
Committee on Training, which was charged with id ntifying employment needs.
The Executive Committee on Training, composed o- a small grcup of dedicated
indust;y and rehabilitation representatives wit: support from PWI staff,

S L : 87
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planned and designed a training curricuium for electronics assemblers and
test technicians. The committec selected-an agencv to hest the program,
found an instructor, raised money for equipment, and continues to monitor
the progress of the program. In its second year of operation, the prof:am
has graduated handicapped individuals into competitive employment as
electronics assemblers and test technicians.

» In addi%ion to his leadership role-in PWI, the Manager of Compliance
Programs serves as chairman of the Massachusetts Rchabilitation Commission's
Advisory Council. As such, he brings an industry perspective to the training
and rlacement of state YR clients. He also serves on a statewide Task Force
on Supported Work for the Retarded and is on the Board of Directors of a

center for emoticnally troubled aduits.

INDIVIDUAL CASES OF ACCOMMODATIOHIF

Martha is an-Associate Software Enzineer at Raytheon's Missile S tems
Divisy -dford, Massachusetts. As such, she is responsible far w-iting
v “er progvans and preparing relatcd documentation. The bulk of her work
involves use of a computer terminal at her work site.

After teaching mathematics for five -nd one-half years, Martha decided

to zpply her skills to the area of progre ..:i.° and started working at

Raytheon in 1978. One year later: her eyeilght began fo'deterioratc to:
the point where she was declared iegally'blind in 1980. Her vaisual impair-
mént.leaves her with no depth perceptjonf As a result, she cannot é}ive at
night. More recently, she had a part of one foot amputa*ed which caused her
to use crutches for several months. Now, she does not need to use crutches
and her eyesigﬁt is stable, although her condition could deterivrate further.
' The accommodations made for Martha include: _ '

e She 1s allowed to rearrange her hours so that she comes to work

and returns home during daylight hours.

1 '
The names used here are f17{;tlous. -
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® During bad weather, she méy remain home and do paperwork
if she is not required to use the terminal that day.

® She is not required to do lifting or carrying on the job.

o The cupervisor gave her his computer terminal.

e Co-workers volurteey to pick up her computer printouts at the
main com.uter when they pick up theirs.

o When she travels, her supervisor makes an attempt to pair
her with another employee.

e The copany purchased a small magnifying glass for her use.

Martha's e-cellsnt relationship with her supeziw:sor and co-workers seews
to be a major factor in her successful accmmodation. First, her supervisor
believes 'that handicapped people should be made to fec! that you are treating
them like zverybody else'. As a result, the superviscr did ot single her

out ¢. force any accommodation upon her. Instead. he ohserved her work and

offered flexibility in hours and job duti«- " +he same time, he did not
demand anything Izss in the way of jerfc: - a result of this relation-
ship, most accommodations were arranged . ily and by mutva. agreemeut.

-

They did no. involve significant cost or sp..iul docision-making.

Martha herself has been a major facter in her own accommodaticn. Most
of the time, she does not ccnsider herself to be handicapped. She says, "1
have dszicultiés, but lots of folks have difficulties'. Occasionally, when
hex eyes hémorrhage, she has difficulty seeing the screen on the terminal.
In those instances, she says you have "do the best you can".

Her co-workers were very suppofq}ve and offeréd assistance when
her, foot was ahpUL;ted and :henever h;r eyesight got terjorarily worse.
According to .her supervisor, the co-workers treat her a: a person and ignore
Aher handicap. Martha is a satisfied and productive Ray: ‘-on émployee. She
.has received her regular salary increases and requires @ -dditional

_-supervision. .
Carol works as a .senior clerk ir the communications department at

Raytheon's Missile Systems Division. The department is responsible for
maintaining and 1nsta111ng communlcatlons equipment in D1v1J10n facilities.

Her duties include b1111ng, f1‘1ng, assignment of exten51on numbers and

answering -the phone.

ERIC
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After graduating Joom s special seas2il Jivel tried for several yearsb
before she found a job wrtl Jluvtheon. Her disability, Marie Tooth Syndrome,
is a progressive neuromus.. ar disease. As a result, she uses a walke. for
short distances and a whe«l chair if longer travel within the building ias
required. Her disability affects the s:. ength and dexterity of her arms
and fingers. While she can answer the phaone, file and make notes, she
cannot type.

Accommodat ions for Carol consist of the following:

® Another clerk does any typing. Since she was the first person

to fill a newly-created job in 1979, there was no precédent for
typing in the job. According to her supervisor, haa she been able
to type, it would have been part of the job, but it causes no
problems for another person to do the typing.

¢ She has rearranged her workplace toc minimize reaching and other

Jnnecessiry movement. Thnis includes using folders and bins
to'give her easy access to often-used information.

e A nearby bathroom was modified and grab bars were added. This

came about *hen she requested the accommodation after falling
down several times without the grzh bars. The cost of the
bathroom modifications was between $1,500 - $2,000.

e Carol was assignui a special parking space.

e On some occasions, hervsupervisor meets her at tne entruncc .o

the building with her wheelchair so that she can travel more '
easily to her work site or to another part of the building.

o A small sektion of wen-skid carpet was installed at her desk.

Aside from the accommodations noted above, no other changes or other
adjustmerts were made. She was offered a speaker phone, but turned it
"down. According to her supervisor, she wants to be as close to normal as

her physical Handicap will allow her to be.

It is interesting to note that Carol tended not to ask f¢: accommodation.
She felt that she did not want ,to make demands and become a nuisance. In
several instances, {heﬂsuperviéor had to ask her what she needed, or observe
hervdifficﬁlty in doing something and offer an accommodation.

5ftef graduating from college and working for a year as a project

manager for a community action agehcy, Ralph decided to search for a job

Su
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in industry. #His job search was quite direct. He wrote to over 190
companies, told them he was blind, and inquired about ava.lable jobs
reiated to his background. He was met with rejection by every Eompan§
excupt Raytheon. At the Lowell Massachusetts plant, a manager reviewed
Ralph's application and was not deter;ed by his blindness. (Perhaps
because the manager's mother was blind. > During the inipial interview,
Ralph's blindness was not diScussed much. The manager“seemed to be
satisfied that Ralph had the necessary qualifications.

Ralph's first job with Raytheon involved follow-up work to ensure that
electrical components were delivered to the production site on time. This
required that -he have updated i:formation at this fingertips. To accomplish

this, Ralphvand\his wife spent severai hours per weel placing shipping and

buying information onto note cards in braille. By doing this additional

work at houws, Ralph was able to perform his job effectively.
Ralph's present job as an electrical buyer consists of purchasing
resistors and capacitaiors for mis:le systems a2t Lowell. These ccmponents

are then assembled onto circuit boa:ds. The jeb requires that he inform suppliers

" of requirements, negoviat: yrice, and vonfirm aelivery. A large portion of

the job involves telephone nr face teo fac. contact with suppliers and making
judgements about price or the abitity «~f ~he supplier .to perfom in a timel -
fashion. Paperwork is a relativ:ly minor part of the job. Each buyer has
a secretary whose responsibility is to type correspondehce, file, and
answer the phone. '
" In Ralph's cise, daccommodaticis includ.
o Because the previous sécretary left along with the former buyer,
‘ Ralph was permitted co hire hils new sccretiry on a tewporary trial
.basis. It was felt that since the servetary would ne.d to work
closely with him %« should be giver -an oprortunity to see i€ she
was th< .ight nersoa for the ;ob?
@ wdilph's s2Cretacy reads :~towration fium requisitios. forms to Wi
He then moies notes i braille avu attaches tusse nc ¢s 9 g
form . This conver:isa o€ inforr~_ion allouws L ~ to vetev b

the rrms.
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@ The secretary makes notations and adc¢: := -7¥r2tion to requisition
forms as needed. ¢ the secretary is¢ ::ux, Ralph waits until ste
return or asks a cu-worker for assistance.

~ 5

Before ocr~ ©~1 travel, Ralph must make detailed arrangements,

[1]

“such as ha #: % aebody meet him at his destination.

@ Ralph's wii- ©»1s material to him during training sessions.

What is remarkable is the absence of adaptive equipment at Ralph's:
work .ite. This is due in part to the f;ct that requisitions are still
made on written forms rather than displayed on a computer tesminal. Should
buying be computerized, Raipn would probably require a talking terminal
or other voice synthesizer. ’Ralph did try using an Optacon, but found it

" too slow for his needs. '

Ralph took a sighificgnt role in gccommodating himself. By convert-
.ing informatioh.to braille, he was able to minimize c:stly and unneceésary
modifications. Ralph's first supervisor was sensitive to the needs of blind
individuals. A Secratary was dilling and able to work closely wifh him te
'brocess‘paperwork. Management is‘suppor£ive of hiring~handicapped individuals
The theme of responsibility for the individual was mentioned ‘several times.

According to Ralph's supgrvisor, there is a beneficial side effect
to Ralph's presence and excellent-performance. The éupervisor remarked
that Ralph challenges othef workers to betcer use their taleats.

According to Ralph, "There is no reason why a capable blind pérsoﬁ
cannot buy in the business today'. He notes in addition that electrical
»uying is wel! suited to blind : ~nple because items are easiiy specified
and involve standard terminology. Mechanical buying, on the other hand,
requires looking at a blueprint to understand fully the nature of a product.

PRACTICES

Recruiting '

Raytheon's major efforts to recruit handicapped individuals jn Massa-
chusetts are focused on active participation in the Massachusetts Project
with industry, part'of a-ntaional network initiated by the Electronic

Iﬁdqstric Foundation (EIF) to facilitate the employment of disabled persons.

ERIC
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In Massachusetts, an EIF/PWI arez office director and .#pl-yment
specialist-are in contact witp 105 comranies and hii' . [oowT.uns represent-
ing predominantly electronics and ¢ther high technology companies. They
also work closely with over 145 agencic: 271 individuals who train and place
handicapped people. Job openings fror :sarvicipating companies are matched
with data sheets on disabled applicants veferred by rehabilitation resources.
The data sheets of qualified candidates are then forwarded to participating
companies. Office staff follow up eachk .aterview to monitor results. The
employment ;becia]ist may also circulate a data shec. among selected companies
to encourage ‘consideration of a specific :andidate should a jéb become
available in the future. In addition, area office personnel send job market
nrofiles to rehabilitation agencies to help them plan training related to
area emploment demands.

Raytheon pladts located in the project's geogr: .hic area. (Eastern

"Massachusetts) participate in the PWI.network. The Corporate EEO Office

has played a major role in introducing the project to plant fepresentatives.

Jobs of handicapped individuals placed at Raytheon include: electroric

. technician, electromechanical assembler, and clerical support.

<EIF/PWI'S plaéem:nt network is viewed by Raytheon's compliance manager
as the bust way in wnich the company can have an impact on meloyment of
handi-apped individuals. This successfu: model of private and public sector
cooperation is seer as important in\helping other compani:s understand what
private initiatives are possible. .
In order to assist Raytheon plants and laboratories in other states
develoé targeted recruitment strategies, the Corporgte EEO Office also

works with plant EEO and personnel representatives to identify local agencies

‘which train 2nd place handicapped individuals. They provide ongoing support

and training as needed to EEO representativeé in all Raytheon plints.

~Hiring

Raytheon's Corporate employment policy Tequires a hiring:plant to

inform both the Corporate Medical Director and the Corporate EEO Director

)
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before a decision is made to reject an applicant for medical reasons.

This allows a review of the medical examination findings and a determination
that reasongble accommodation has been explored. At the same time, corporate
reépresentatives can inquire whether other job openings have been explored
with the applicant. The Manager noted that the infrequent rejection recom-
mendations are based on a dexermination that the applicant would iﬁcur a
nealth risk, or that the placément would be unsafe to the applicaﬁt or other ‘
workers.. In most of these cases, - more suitable job within Raytheon is

found for the applicant.

The Role of an EEO Committee

- According Fo the Managser, =+ EEO Committee ih a plant éan be aﬁ
effective way to focus attentic~ on employment of handicapped individuzls.
Within ore Raytheon plant, the ¥EO Committee is headed by a disabled
software engineer. There is 2150 a subcommittee on the handicapped which

helps heighten the awareness af managers and employees. The Committee and

1ts subcommittee serve tdh§§§%0
. make recommendations @oncerning accessibility and accommodations;
comment on the entire EZ0 program; . :

prepare an annual report on EFQ activities;

a © e

" place articles in the plant newsletter; and

e assist in the process of inviting handicapped individuals to
identify themselves and benefit from Raytheon's affirmative action
program. (On severzl occasions, handicapped employees contacted

members »f the EEO committee and discussed identifying themselves.)

The .Compliance Manager feels that an EEO Committee can make a valuable
contribution. He also recognizes that, due to loc-1l personalities and

different ways in which EEO has evolved, the success of an EEO Committce

may vary from plant to plant.

" "Accommodation of Alcoholic Employges

The Compliance Manager considers Raytheon to have an effective policy
with respect to problem drinkers. As detailed in Attachment 1, Raytheon

regards alcoholi.m as an illness anrd as such not itself, a cause for
- 1 -
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discipling. Professional assistance is offered to each employee who is a
problem drinker provided that he or she demonstratec a sincere effort to
overcome the illness, observes company rules and regulations, and performs
work in a satisfactory manser Training is provided for all first line
managers concernin; »"cohoiiu» und drug abuse ané the availability of the

alcohclism rehabi. -~ .on program.

Training/Communicating Policy

Every plant's EEO representative is responsible for intern~l dissemina-
tion of Raytheon's affirmative action palicy. Torma! LEOQ training, including
training or the handicapped affirmatiQe action -program occurs at the plant
level. EEO representatives are encouraged to deve . locally effective
programs, Corporate EEQ staff provide technical i.sisfance to these repre-
sentatives and plan special programs such as the following:

o the corporate EEO director addresses managers during Advanced

Manégement Development;
® répresentativeu “rom the Mational Technical Instit. e for the Deaf

were invited to sp=ak to all employment managers from Raytheon

plants in New England;
e representatives from the Massachusetts Project with Industrv have

addressed EEO wanagers and employment representatives about the

program; ' R
. @ the corporate EEC cffice disser . wrials on employmeﬁt and

asrommodation prepared by Harcia - o7ss’  sssociates, Inc. acting

s copsultants to -he companj.

DECISION FACTORS

According to the (ompliance Minager, accommodation of handicepped
cmployees is generally an informal procgss which takes place at the piant
level. The Corporate EEO office becomes involved if there is a problem
or if information or technical azsistance is required. According tc the
Manager, accommodations aie usualiy arranged at the plant level without .

special decision-making, and are rarely refused.

95
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Accocmmodations are paid out of appropriate plant accounts (e.g.,
capital, training, personnel, et:.}. The Manager feels that, as programs
such as PWI are successful in trsainirg and placing gi2ater numbers of
severely handicapped individ.:als, the need for accom@odation vill-become
greater. During an investigation of an individual cése, it was noted that
budgets connected with manufacturing activities are closely controiled
and tied to profitability. Aécordingly, managers connected with manufactur-
ing would berefit fiom some mechanism allowfng relief from the cost qf
accommodavion ihvolvéng expensive equipmentf:‘The Compliance;Manaéer pro-
posed a specific federal policy.{outlined below) which addresses this need.
CONCLUSIONS |

'
When asked about recommendations for federal policy-makers concerning

hiring and making accommodations»for disabled persons, the Compliénce

Manager offered tﬁé foliowing personal:. suggestions: ' '

1. The federal government should inclide a line-item covering accommo-
dation in propoesal forms and instructions for large procurement
contracts. Proposal instru;;ioné wculd fequire that a small, fixed
percentage of the ‘total cost of a contraét would be set aside to

- fund accpmmodations involving the purchast of capital equipment in
excess of $500. Equipment thus purcha§ed.would be theapiOperty of

the federal government. when therconpgact'was ccpleted, thg/contractdr
would either buy the equipment or turn it back to the federal government..
The ébvernment could then turn the equipment over to the sta:s Vocational
Rehabilitatioﬁ Agency for use by its clients.- This lihe:item would be -
reserved for accommodations classified as ‘a capital expense and' v -t

benefitting a haadicapped per%on directly assigned to work on thé

contract. rBy using a fixed percentage pf the proposed coﬁ;ract”price,
all bidders would be on an equal competitive basis. . Most impogtantly,
this would remove any disincéntive on the part of,a manager to make

N

an expensive equipment accommodation. -
. . - v

~
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2. The Office of Fééeral Contract Compllanée ﬁrograms tOFéCP) shoﬁld
consider develonlng a set of guidelines to be used by Employment
Opportunity Spec4a114ts (EOSs’} and contractors in assessing an '
accommodation. A series of questions would be posed during consider-
ation Qf'ap accommodation. These queétions on factors would serve -
to guide>a11 parties throﬁgh a logical process of consfﬁe:ation of
all alternatives. Questions that might ,be included in the guidelines
include: . I _ .‘ T
1) Will the accommodation allow the Handicapped individual to attain
acceptablé levels of productivity? o
2) Can it be démonstrated‘that the accommodatioh-ﬁas an adversel
) effect on business* .(undue hardsﬁip due to effect on productivity) .
3) Can it be demonstrated that the business cannot afford the
uccommodatlonV (undue hardshlp due to financial cost and expenses)
4)° Does‘the\accommodatlon confllc* w1th a valid federal or state law,
<regu1at10n or standard impinging on Job qequ;rgments, e.g. "OSHA
- or architectural standard? S ,

5)" Does the accommodation conflict with a valid ﬂollectlve bargaining

L

" agreement? . - . .
6) 1Is the accommodatlon a reasonable 1nvestment in the employee glven:°
. a) " the value of the employee to the organization (monetary or
T otherWISP)7 - i ‘
b) the likely time rhe~1nd1v1dual will -spend in the Job and
future jobs requ1r1ng the same accommodation?
7) " Will the accommodation enhance the ability of ghe ofganizatidn
to recruit individuals with similar handicapping conditions?
8) 1Is the accommbdafion likély to jeopardize the safety of other
~ employees? wl )
9) Is the accommodation usable in the event the haﬁdlcapped employee
is promoted or transferred to another Job/wo;ks;te?
10) Are there any zlternatives to the accommodation?
.. . 2’
‘ ﬁaython illustrates how a major corporation made a major-tommitment'
to the establishment of a system for (gcru1t1ng %pd training handicapped

individuals. By becomlng involved in a network of emp10)ers and

LY
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'rehabilitation agencies, Raytheon was able to 1mp1ement cffectlvely 1ts

affirmative action program for handlcapped individual's. The company s
commitment stems from a long tradition of involvement with handlcapped
individuals, a dedication to stimulat{ng prlvate public cooperaglon, and

the willingness to devote considerable resources, both time and money, to

help make-it- happen~—— .

Raytheon officials feel fhat more effective recruiting and hiring
practlces will bring 1ncreased numbers of severely handicapped individuals
“into t@e work force. ‘As this happens accommodation will Jbecome more

important, and federal a551stance in fac111tat1ng accommodation will be

I

needed.

A
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; , INDUSTRIAL  RELATIONS " e 37 1001 510
<R“""E°:" ~ POLICIES AND_ PROCEDURES - |leremcrmwess—ormmesms
. ’ April 18, 1962 | April 16, 1965
JUBJECT: PROBLEM DRINKERS : P O o
: <7l V. P. - Industrial Relations
, — — - - - e ' " Distribution: All U. S. [A;catior—» -
1. poucy ' : - | - -

The Company regards alcoholism as an xllness and as such it is not in 1tscl’1

7
a cause for discipline: Therefore,.it is the pohcy of the Company to ‘offer
: professional assistance to each employee who is a preblem drinker, and to
grant him retention in employment provided he faithfully demonstrates sincere
effort to overcome the iilness, observes Company rules and rcgulanons. and
performs his work in a satisfactory manner
\
2. APPLICATION . -
- i
2.1 Detection and Referral . - A . . S
i Whenever an employee's work, attendance, or relationship with his co-
workers and Supervisor falls below acceptable standards and the use of . . ,
alcohol is known or suspected. the Supervispr 'shall immediately notify -
the local Industrial Relations Manager of his suspicion. The employee
will subsequently be referred to the Plant Doctor for determination of
the nature and severity of his problem.
2.2 Determina:ﬁon of Apprnpriate Action »

Followxng ‘diagnosis, the Plant Doctor and the local lndustnal Relations
Manager will confer with the Supervisor to discuss the prohability of
‘success with r-habx':tatxon, and wxll outline their recormnmendations.

-

~ 2,21 Retention in Employment : =

Retention in employment while the employee is not performing his
job in accord with acceptgble slandards wxll be at the discretion of
his immediate Super\nsor. » It wi be conditional upon

‘x

a. The Plant Doctor's assuring the Supervisor that improvement
, in attendance ahd/or job performance can reasonably be
. . N expected * _ SN N
- o b. The employee's agreement to pursue one of the courses of

treatment advis¢d by the Plant Doctor.

c. The employce's faithful demonstration of improved attendance
: and/or job performance, .

5 . -
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INDUSTRIAL RELATIONS POLICIES AND PROCEDURES A .
(274 37 1001 510°
LIS X YN Y71 § nu"lu 1171t Veet DALY

April 18. 1962 | April 16. 1

o

PROBLEM DRINKERS

2.3 Follow-up' 9 > b A Y

- Penodxcaﬂy du;mg treatmeant the local Industrial Relations Manager
'and the Plant Doctor will confer with the Supe rvisor and will keep him
informed as to the progress the ermployee is makmg m h1ﬁ rehabilita-~
L " tion. The Supervisor in turn will noufy the local: Indu«tna "elations

'Manager of any change he notes in the employee's work performance

g Y g p
and attendance. Adverse changes will be reported 1mmed1ately
. i ‘
3. RELATED INFORMATION Lo .

“3.1, Conduct During Rehabilitation :

" While 1prob1em drinking is not in itself to be considered a cause for
_ .discipline, neither is it to be considered as justification for misconducty
f The Supervisor will' in a1l cases apply the usual.'discipli'n'ary procedures
if the employee violates any Company rules and regulations which - , A
o normally require that disciplinary action be taken.

. -

] A 3.2 Maintenance of thﬁdential Information
It is expected that all parlies concerned in a specific problem dnnkmg
‘ . - case will rrlamtaxn all in ormatmn relative to it in strict confidence.

. 3.3 . Re,cognition of Problem Drinker E -
‘While it is :umpossible to provide any speci;ic data that will guarantee
the ability of the Supervisor to differentiate between the social! drinker
and the problem drinker, the followmg lists a few signs which are

) 1nd1cat1ve\ .
3.3.1.. Consistent absence or'tardiness on Monday mornmg, or on the
. da.y after payday. . . . :

3.3.2 Frequent occurrences of leaving early on Friday afte rnoon.
3.3.3 Unexplained disa'ppeax:ance from an assigned post d;xring the work

. day. : 3 - N .
- < 3

3. 3.4._ Recurring excuses for absences due to minor Lllness, and frequent
off duty "accidents''. .

ne

3.3.5 Personality changee in previously good worker, marked variation
in'mood and disinterest in work.

10y
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INDUSTRIAL RELATIONS POLICIES AND PROCEDURES “ N Mt

718 coot

‘ 3° 4 37 1001 510
PRQBLEI“ DRINKERS - ' ‘ REVISLS 1830E DaTgO €rrecTive DATE |
X ‘ - | April 18, 1962 | April 16,-1¢

A,

- ~ - . ¢

Note Al of t.he foregoing language is also contained in the
General Manual under the policy bearing this same title, .
The: follo-v:.ng mformation is provided for t.he I. R. Adminis-

imple: mentmg this pol1cy

:

4. SUPPLEMENTAL ADMINISTRATIVE INSTRUCTION
e ¢ ’ ’
None. '

5. ADMINISTRATIVE RESPONSIBILITIES' ' .

5.1 Local Industrial Relations 'Manager £

5 1.1 Insure that Supervisors are informed of their respons1b111nes under this
pohcy, and are. p-ovxded such mforrnanon and assistance as is avaxlable

to assist them in detecting the problem drinker.

&%

coasamltation and examinatign.

~

5. f 3 Provxde guid .nce and assxstanCe to the Supervisor in determining the /

appropnate initial course of action.

»

Ol

- .

remedial action.
A ,

5.2 Loca Plant Doctor

t

¢

.1.4 Perxodxcally follow up on each case to determine the need for further

5.1.2 When notified of a suspected prob'lem drinker, arrange for medical

>

™, .

hY

\

5.2.1 Determine whether the employee has a drinking problem or other lilness

which is effecting his job performanCe C

5.2.2Inform the empleyee of, and refer him to, an approved professional

i3

-source of assistante. .,ﬁ v
. il

Ol

medical aspects of the snuatxon, mcludmg R

a. The diagnosis of the problem e

A
b. The likelihood that rhe employee— will respond to treatment.

) undert’aking and responding to treatment as anticipated.
» J N . .

.
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.2, SInform the Su&ervxsor and the local Industrxal Relauons Manage® of the

5.2.4 Maintain sufficient contact with the employee to determine whether he is
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5 5.2.5 Keep the Superv:sor and the-local Industnal Relaticons M‘anager mforrnéd
N as to progrgs béing made in controlhngdhe illne'ss, and recommendauons

P - -

5.3 Corporate Medical Director N

5.3.1 Evaluate available sources of professional assxstance\and inform the
local Plant Doctors and/or Industrial Relations Managers of those that
S~ -, are approved for local use, - [
5.3.2 Provide -technical assistance to :he local Plant Doctors and Industnal
Relations Manager on request. | - -

1 .

5.3.3 When notified of a suspected probiem drinket in a plant locauon in which
a Plant chtor is not available, locate and arrange for medical consul-
“tation and examination,

5.3.4 Insure uniform épplication of this policy throughout the Company.
s »
i - . b

AN
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STORAGE TECHNOLOGY .CORPORATION (STC) " ’

- + ‘ .
z . ~ . -
B , ’

_ BACKGROUND | |
. : : ) ¢

Storage chhnology Corporatlon (STC)#is a major $upp11er of data stor-

age subsystems for computers The company was founded August 1, 1969, and -

has grown rapld’y to become a- "Fortuné 500" company emploving about 16,000

neoole )
STC has a Human Resources division headed by a V1ce Pre51dent for Human

Resources. This d1v151on 1nc1udes Emplovment; Equal Fmployment 0pportun1tv ,

and Affarmatlve Action (F"O/AA), Corporate Training. and Development Benefits;
Compensatlon Services (e g, food); Adm1n1strat1ve Services; Med1c1ne and

e
. Human Resources (these: are human resource generalists who work throughout the

. varrous businesses in the company). i ’ .
4 ..

~ :
~

r

AFFIRMATIVE ACTION FOR HANDICN$PED PERSONS

v
.

‘The spec1a115t who arranoed the 51§e v151t is the manager of the EEO/AA

oFF1Ce The oFf1ce has Formally defined its n1551on as follows:

; \

~ ‘Affirmative Act1on can be descrlbedﬁas systematlc, compre-

" hensive, and reviewable efforts to dismantle discretionary
processes ‘These efforts help to break down the structural,
organizatjonal, and personal barriers Which perpetuate in-
justice.’ In industry, these barriers and injustices decrease .
productivity, limit manager1a1 effectiveness, and inhibit ) .
personal and professional ‘growth. IMshort, Equal Employment o
Opportunity and Aff1rmat1ve Action ar sound management pract- -,
ices, enabllng\galr and-equitable treatment for all employees,
while maximizing corpo:ate\effectlveneqs

———

.t

A . LI
The departmental mission translates to reality by way of five major areas

of emphasis: .
e Training and Development - policies, practices and philoéoJ
phies-of EEO/AA for STC managemePt, s :
e Statistical Rgport1ng - Goal Setting - DemograEhlcs,

e Counseling - for HR, Management, and any group or -individual
employee;

#» Policy Mon1tor1ng - Charge Invest1gat10n, : 103
. v N ,

¢
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° Recrultment - of female, minority, handlcawned and veteran

/ ' appllcants . .
. , ~ w

Tn the lascayear STC has 1n1t1ated a ;;eclal emphasis on the hiring
and accommodatron of handicapped workers. An,amportant catalyst in this
emphasis'was a conference held in Colorado in 1981 by .the Colorado Coalition
for Persons with D;sabilities' held in conjunction with the International
Year ofDisabied Perions. ‘Because of] the. volume cx interest shown, the
conference’is*conrinuing on an annual,basrs. There w111 be a Job- Seeklng
Skills Conference in August of 1982, and a Job Fa1r in October. 1982. Last .
year' s conference was attended by STC's EEO/AA manager (A copy of the
conference information sheet 'is attached,. Thls_sheet Tists the'Zi Colorado .
Companles attendlng the "conference. ) v . o . {f%

" The conference not only prov1ded 1nformatlon to %ompanles on hom toé
1nterv1ew h1re, and aceommodate people with d15ab111t1es, 1t also grov1ded
a stimulus for job appllcatlon. As result Colorado compan1es have rq»
ceived more appllcatlpns from handlcapped workers STC hired 84 handlcapped

‘people last year, 1ncIud1ng 1nd1v1duals with severe hand1caps.

.1 T ' M ° ..
“a
1

IXDIVIDUAL CASES OF ACCOMMODATION

~
The site v1sit included deta11ed 1nformatlon on two hand1capped em-

< .

.
p: oyees for whom accommodatlons have been arranged.

Joe " is a quallty 1ndpector in a unit responsible for the checking of
materials pfoduced by another’unit. He has 11m1ted moblllty in his r1ght'
arm and right leg due to shortened tendons His manager has been 1in charge

< of the unit for the past two years. Joe was referred to the manager by .
"the recruiting office as a handicapped individual with past inspection
experience who was Seeking the position to advance his'career._ The re-.
cruiting office ercouraged the managertro consider hiring -Joe. The manager
tested him with the‘equipment he was to use, and hired him. The only accom-

modation.which was required was a special stand for the microscope used

in the job. Usually the‘scope is worked with two hands; the_ﬁtdn&'allows

Joe to use the scope with one hand. The accommodation was planned and

v \\ -
2 . ' -
1The names used in these cases are fictitious. )
I v

| g .
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accomp11 sked durlpq job training; the training department had the stand f
: and made 1t available for Joe's use. . “>

i ' After Joe was/hired, someone in anothér unit raised a question as to ; '
his ability to perform his job. His manager 3551qncd an engxneer o 1nspect

Joe's work, and found no problem with his ab111ty to carry gut his- a551gned’

-

B . tasks. He rnmalncd on the line.
The manager did attempt to make accommodation for Joe:to allow‘hlm to
work in the '"Clean Room," 2 special environment wh1ch1has stringent clean-

liness and set procedures. Work in this "Clean Room" is rewarded with’

~

extra incentives, and as it was part of the operation in his unit,.Joe .

was interested in working.there. A special uniform was made for him, as

A " . . . .
the existing uniforms were too small.  However, after a .trial period; both

Joe and the manager agreed that he was unable to get into the uniform ard®
. into the Clean Room with the other employees without gausing problems in.’

_the_tight schedule. So he has remained in the inspection job for ‘which he

-

was hired. . ‘ . .

Frank works as ‘a programmer in the Nanagement Division. He is handi-

. 3
capped, ‘and uses a wheelchair. He is not actually an STC emplovne but -an
employee of an organization called Lift, Incorporatcd of \orthbrook Illinois.

"Lift trains phy51caH1y disabled individuals and places them 1n work situations

\

w1th cooperatlng companles Lift has representatlves in Chlcago Denver,

and New York." Frank's- Lift tra1n1ng has been in Bgmputcr programming. For

six months he had a terlnal v1deo recorder and TV at home, and_went in_ s

to STC conce a week to maet with an analyst dSSlgned by STC to be responsible "
for reviewing his work and answerlng questlons During this six-month period,
,Frahk wasﬂat STC for th1ee to six hours a week. Subsequently, STC hired him "~

i

. 'Qﬁ'contraet ,one-year. .STC pays Lift. Lift pays Frank, and’in\addition

provides health and life insurance. ’ )
MThe‘only'physicaI accommodation required for his programming job is

a raised _desk; his analyst helped designsand arrange the accommodation.

The kevboard he uses at the term1na‘> can be used at his lap, so that all’

the table heights for the termlnalb did not have to be altered. Most of

the bulldlngs are physically accessible, although some elevators and huth-

room arrangements could he improved in terms of safety or convenience.

[ .. . L\
None of these present barriers to job pertformance, however. -~ .

\)‘ . . 5~ ) ' .
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A number of. other small phys1ca1 accommodat1ons were noted during the

ite visit. In most instances, these accommodations are low cost, and are
achieved w1th1n the operating. un1t by the worker and his or her manager.

In one-case blind ‘workers on an electronics assembly line were provided
with double- taped markers along the pathways through the plant to assist
in mob1l1ty The .tape is double to facititate detection w1th a cane. A
m1dget in the same unit was prov1ded w1th a h1gher stool, and is assisted
by someone else 1n reaching food in the cafeteria. Many of STC's accommo-
'dat1on pract1ces are not phys1caﬁ modifications, however, but special

pract1ces for h1r1ng and work1ng.w1*h 1nd1v1duals with d1s§p1l1ty

. ' N g ‘. " \'\ L : . )
PRACTICES: © - L
PR e .‘ . .. ) 2

Recruiting and Interviewing

; ' ‘x':. )

-

. - o

The manager of corporate employment oversees a department with recru1ters

for exempt (profess1onal) and nonexempt staft. The company receives hundreds

N
of appllcat1ons monthly, .and has 1nstalled an putomated application track1ng

system to assist in the process1ng of applications. In this process, there

is spec1al ‘handling of EEO/AA dgehcy referrals.. EEO/AA has 'a list of agen-
‘cies for affirmative actlon referrals; this l1st 1ncludes anencies for .

minorities ‘and women; Vietnam Veterans, 'and the handicappeo. Each STC -

" recruiter is assignedasome ofiithese agencies, afd individual recruiters

\

are des1gnated as a liaison to part1cular agernicies. kﬁf

*STC is actively involved with spec1al agencies for the hand1capped such

as local rehab1l1tat1on agencies and‘faC1l1t1es.- Recruiters are in touch

with the local Vocational Rehabilitation (VR) offices, and with a local

vocat1onal technical school which trains phys1cally and mentally hanH1capped

workers in product1on skills in a machine shop In additian, they are in
touch with pr1vate rehabilitation organ1zat1ons.

STC currently has,several hun&fed referrals from agenc1es The EEO/AA

off1ce facilitates such appl1cations, and effectively ensures that affirmative

' action refe{rals “are granted an 1nterV1ew rather than being filed. This

policy appl1es to women, m1nor1t1es Vietnam veterans, and the handlcapped

and creates a spec1a1 avenue tQ entrance into thp‘recru1t1ng process. The

-~ tie to recru.t1ng is especially strong, . since the EEO/AA manager was pre-

l
viously an STC recruiter and knows the recruijing system well, ‘
. ' e - S PYI © ATN 'Y

-~
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.Job Searches

The STC recruiters/have made special effortq togfind joos for handi-
Capped appticants. For imsiance, to find a’summer'job for a severely
disabled high scHool student recrufter hunteo in various diyisions
until locat: ng aJJob which could be mod1f1ed to be performed by’ someone
with very ‘limited mobili:y. Another student, us1ng‘crutches, was eas1er'

to place. . = : @ )
The recruiters see- part of the job as "educatrn" the managers” in -

afflrmat1ve actlon h1ring. Some managers are more wil Vlng to h1re affirma-

<%

”~

.t1vely than others. Tne_recru1t1ng off1ce works closely withithe EEQ office, -

which puts out the h1r1ng and working statistics. The recruiters‘interviewed

felt that rn STC there 1s a more heightened awareness than, in ogher compan1es R

in hiring the hand1capped There is an empha51s on h1r1ng the‘hand1capped

and the EEO/AA office keeps people aware of the goals. St1ll the recru1ters

find that some ‘areas of the. company’ do more than others in 1nterv1ew1ng,and

hiring the hand1capped B . T s
") . . . . '. .

. . oL - . . . - ) -

Repbrtin . R L a . .

Like other employérs 'the company does not. have formal. records on all

the handicapped 1nd1v1duals working ‘there. In fact, id=ntification or

a

visible handicap accouﬂf; for only a small percentage of the d1sabllItves
that would be predicted using nat1onal prevalence stat1st1cs. The EEO/AA

off1ce thus is only‘ab]e to report some percentage of the actual stat1st1cs

although the office is sure that.hundreds of accommodations have b&en made«

. [ " . I4

. ‘. ) ) ' FoL
MBO Goals - .

_ Afflrmat1ve action goals are 1ncluded in the Management by 0bJect1ve
(MBO) targets of individual recru1ters.' An example in one Tecruiter's
current targets is to "1ncrease hand1capped hlréa by 8% . Of course it

is difficult to méasure such an 1ncrease because the def1n1t1on is 11m1ted

to those wiio selr -identify and/or those with "1512;e handicaps. But even

if there is a measurement problem, the gcal is explicit in individual work

. a
-

plans. ‘

i ‘ . B 1U}7h‘i - o

/

ofr employment ‘of the handlcapped Accommodations are Tarely recordedlformally

L

N

"



Training ;
f__—_‘ L ,
. As part of-the training program of managers the company includes n-

formaflon on how to 1ntgrv1ow and hire handlcapped people, and {how to make

* speeial acccmmodatlons on the JOb In the case of interviewing, eople'ate A
zaught that a successful 1nLerV1ew should 1nc1udé a dlscus51on s} ' handgi
capped and accommoaatJou heeds ;- thls practlce was ‘recommended by the consumer
.conference attended by STC In the case of accommodation on the job, ‘managers
are taught how to con51der the spec1a1 1ssue> that might arise in the case of
hand1capped employees For . 1nstance the po11c1es of the company state that

- *any emplovee absent for three days w1thout reportlng is automatically termi-
nated. In the case of a deaf person whe 1s home ill and cannot ''call in,
the manager eonfronts ‘two issues: flrst how to deal with th1s particular

- c1rcumstance in tetms of making exceptions to policies, and second, when an

deptlon is made, how to rationalize. 1ncon51stenty in, pol1cy so that other

wo kers .do not perceive inequities. Flexibility in dealing with situations

is stressed as -crucial in this type of accommodation.

" L}

“DECTISTON FACTORS. B : : .

Cost

In. general STC has found that accommodatlon of the handicapped is not
cdstly. Tlie EEO/AAcofflce p01nts out that much of accommodation is psycho-’
logical, not physical, and has .to do v1th educat1ng managers and other

workers Where ‘the needs 1nc1ude phy51ca1 mod1f1cat1nns as well, what has

been 1nvolVed has usually been minor phys1ca1 changes (tape on the floor,

raising desks)' rather than purchare of expen51ve special equipment.

¥ It is hard for STC to quantify ‘the . cost% and’ payoffs of accommodation.
* If’an accommodat1on is requ1red which will require some expenditure, funds
the

.Mlll be found in the budget; of 1nd1v1daal managers. In most cases,

Juch costs, and the raccommodation' will not be treated’

managers plck up all
n some cases, the FEO budget will be used .in combi-

as a separate expensc.

-

nation with the manager’ 's budget..

. 1ug
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Flexibility

Flexibility in interpret‘ng job requirements and in working with dif-
ferent types of people is a key factor in STC's success in hiring the handi-
“capped. This flex1b11£;§ is umportant at all levels: the 1ndiyidual}workers,
the managers, and the overa’l company -administrative Structure. For instance,
the recruiters indicated that placement is influenged. by the flexibility of
individual managers, and-their willingness to hire handicapped individuals

Good communications skilis on the part of the manager and the new employee

are essentlal for successful placement Py
Transportation - - :
.- There is no public transrortation to the STC plant, and the lack of .

N
transportation is listed as a problem in hiring the handicapped. The only
easy way to get to the buildings is by private car or company sponsored
vanpool service. The company does;maintain a car pool service, but if

irdividuals have speoial transportation. needs, access to th9751te is dlf-

o Fleult e S

CONCLUSTONS

STC is a youné’company which has experienced very ogpid growth. As
a'coﬁpany, STC has grown dufing a period of heightened awareness about the
rights and abilities oﬁvhandigapped~people, and its physical plant has been
constructed for the most part after existing architectural regulations were
in piace. The employees are young (average age is 33) and thus many of: the
phy51cal barriers ex1st1ng in older more conservative companies are absent
here. This is not to imply that the job of afflrmatlve action for the handl-
capped is easy. Accommedation ‘involves the training and encouraging of
individual managers, and special 1nterv1ew procedures to ensure that handi-
capped appllcants rece1ve job opportunltles Most of the accommodation
problems seem to be psychologlcal, rather -than physical, in nature. There
are issues of attitude, work expectations, and experience that must be over-
tome_Ehrough training ard through "the raising of consciousness. The EEQ/AA

office has been quite active in such training, and in training handicapped

applicants in the system,

ERIC - - B ) ’
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Outside organizationsprovide referrals, but sincé the various agency
referral systems are unoranized:'the company finds them less helfpul than
might be hoped. Mpre'%ySteﬁapic and relevant referrals would @ssist the
company and the cljent-applicants, in STC's view.

The affirmagive action for the handicapped has been strengthened

‘through tRe company s part1c1pat1on in job conferences sponsored by the B .
hand1capped ouch conferenues appear to be very useful in prOV1d1ng both
.awareness and suggested practlces . coL )

~ STC's-affiimative action pollcrES are evidenced in 84 niew (self- 1dent1f1ed
or v151b1e) handlcapped emplovees in the past vear. The EEO/AA. manager -~
uould like to’ see 1ncreased emph451s on (and resources allocated to) voluntary
affirmative action efforts both within STC and nationwide. ‘He feels that

"much of the time uurrentlx deyotcd by EEO/AA officials to statistics and

feporting might ‘be better used to find and recruit qua11f1ed handlcapped

M )

applicants.

r
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. * ianNDicaP [ONFERENCE
\ \\‘/ d’ ~
N lFALL 1901
3 . ) . ] i \
Javes CumPerT  MounTaln PELL QET UP CONFEREMCE LAST YEAR, CURRENTLY

M7, BELL-AFFIRMATIVE ACTION, SPECIALIZING .
. IN THE PLACEMENT OF HANDICAPPED INDIVIDUALS
2 > 'AND VETERANS, S

THE CONFERENCE HELD’LAST YEAR AT THE HOLIDAY INN AT 120TH AND THE VALLEY Hiway .

”

JAS A COMBINATION OF WORKSHOPS AND JoB'FAIR, WITH 3 HOURS ALLOTED FOR THE
Jop FAIR, 21 COMPANIES PARTICIPATED IN THE JOB FAIR THEY ARE AS FOLLOWS:
\ Loors - ' - R
MoUNTAT BELL : .
© AMoCO ‘ -
PEPSI |
DepT, OF HEALTH AND Huvan ServiICEs - FEDERAL
OFFICE OF PERSONNEL MANAGEMENT
CoMPUTER SHARIMG SERVICES
WeSTERN ELECTRIC -
MoBILE (1L
AwgRINAN NATIONAL EANK
PLL 3TATE [NSURANCE
BALL AEROSPACE
STC
CHEVRCN
"McDoNALDS
TOPS TEMPORARY
T e 1
DicrTaL Core, ‘ ‘
HewLeTTE-PACKARD 4
FirsT NATIONAL‘BA§E’OF DENVER

97681

<]

i

" THE WHOLE THNING WAS "PUT ON/BY THE (oLoRADO COALITION FOR PERSONS WITH -
DISABILITIES, ORIGINALLY IT WAS IN CONJUNCTION WITH THE INTERNATIONAL YEAR
OF THE HANDICAPSED,. HOWEVER, IT (THE COALITION) IS STILL IN EXISTENCE BE-
CAUSE OF THE VOLUME OF [NTEREST SHOWN. |

»

115 e
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Hanprcap ConFERENCE ‘

Pl 1981 . <

PaGe 2 . '

-

POSSIBLE CONTACTS IN THE DENVER AREA:

- KAREN YaUK Lawry AFR 7 i
CHEVRON _Parsy Love
Mr. BeLL ~ CaroL Wiiams
. . Coors GERT ]MICHEALS - .
- Awoco “MARSHA WILL1AMS
= Y Pepsy : "JIM P1CHARDSON

PaLL AerospacE . Wrima PeLiay

THIS YEARS CONFERENCE.

-

'

PRE-CONEERENCE K1ck-oFF: EREAKFAST OF CHAMPIONS

s - VRITERS Maor- Detwver
May 27, 1882
7:30 A, _ ,
©+ THIS FUNCTION Is FOR AA/EEC oFFiErRs AND CHIEF EXECUTIVES (UPPER MGMT,)
| AT THIS MEETING YOU WILL BE INFORMED ABOUT THE UP

10

COMMING COMFERENCES IM Auc, ‘82 anp Qct. ‘82,

/

Auc. 'S2 JoB SEEKING SKILLS CONFERENCE
fety '82 JoB FAIR '

¢

THIS YEARS JOB FAIR WILL PROBABLY BE HELD AT THE HoLipay Inn - 1207H AcAln,

.
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TEKTRONIX, INC. !

BACKGROUND

Ve !

WHAT MATTERS? ABILFTY NOT DISABILfTY

when it hires, Tektronix seeks not to disgrimi-
nate either against any person or for any pleon.
The iImportant thing is that person's abi}it
not his disability. 4 .

We will make one concession: We will take the
neceﬁsary extra effort to make sure he has a fair .
. chance at the start. So it is that we invest more

in his placement than that of the average job

i Znd

’

candidate.

There are two good reasons wﬁy -- good reasons
'for Tektronix: ' _

FArst, we are tapping a reservoir of dedlcated,
.capable employees -- a reservoir it would be poor
bueiness to overlook. )

Secehd, a positive outlock toward hiring
disabled persons is healthy for employee morale.

1
L

~ Tek Talk
Employees Publication of .Tektronix, Inc.

July, 1962 .

As cvidence by the above, hiring and accommodating disabled
employeces is not a recentphenomenon at. Tektronix. .For over 20 years,
Tektronix has made concerted efforts towards integrating disabled indi-

vidials into their k ‘Force. That Tektronix has been so successful

ing disabled employees is in part due to their iong history

in accommod

ERIC
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of e:rorts in this area. 'Over the years Tektronix has learned and
“developed effective methods of making job modifications. They have also
maintained .a commitment to accommodating employees. This commitment is
pervasive and is the key to their success.

Tektronix is a Fortune 500 Company of approximately 24,000 employees
with $1 billion in sales. It designs manufactures and sells computlng
systems, mic rocompdter devclopment systems, test and measurement instrumen-
tation and other highly spec1allred electronics products to more than

* 50,000 customers worldwide. Tektronix is. the world' largest manufacturer
of oscilloscopes and is the technologlcal leader in low cost computer .

graphics. Tektronix was established in 1946 in Beaverton, Oregon where
. , ,

17,000 of its employees are currently located.

AFFIRMATIVE ACTION FOR HANDICAPPED PERSONS

The first staff position for overseeing the ﬁiring and accommodating
of handicapped workers was developed in the early 1960s. At that time a
disabled employee in the Personncl Office was asked to teke this on as a
. special project. Tektronix saw disabled individuals as a potential suppﬂs .

of valuable cmpioyees and wanted to encourage them to apply and to accom-
modate them affer hiring. The person who took on this project pursued
it vigorousfy and was very successful. Since that time Tektronix has
actively.pursued the hiring and accommodating of disabled workers.

- The current specialist differs from that first specialist in that he
is located within the Corporate EEO Department rather than personnel. His

title 1shﬂSpec1allrcd ‘Resource .Coordinator"....Unlike--the- first specialist;r“—r-f
+ he' is not involved d:rcctly in the 1nterv1ew1ng or hiring of dlsabled workers ;
rather, he focuses on accommodations. N
Although Tektronix does have a specialist in this area, their .
~approach towards accommodations is very decentralized. wThemspecialist‘is
responsible for overseeing accommodations, however he is by no means
‘ : v

involved, nor even aware of, every accommodation.

.l_l‘i o
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Most accommodations at Tektronix are made by individual managers.
Many accommodations are very simple and virtually cost-free {e.g., the
raising of a desk). In these ithEnces the accommodation is made by
the manager in conjunction with the disabled ehployee. For these types
“ of accommodations, which are quite common, it is not necessary fcri\the
EEO specialist to be involved. ‘ .
‘The EEO Specialist at Tektronix basically‘serveé as an in-house
consultant to managers and disable&.employees. The speéia&ist is involved
in a wide'range of accommodation issues, including the folioying: *
e if an employee or manager needs assistance in determining
what type of accommodation is appropriate;
e if an employee or manager needs assistance in developino an
idea for an-accommodation;
e if an employee feels he/she needs an ac;ommodat/9n’“
hasn't yet received one;.. . .. ...
e if an accommodation is . not successful;
e if an employee needs, to have thelr Job restructured or

‘heeds to move to a different JOb

A great deal of whatﬂthe_specialist does is creative problem solving..
If a manager enﬁ disabled employee are atreqloss'as to how:' the employee
can be accommodatea the sﬁecialist is‘called in for ideas and edvice.‘
The following case is a oood example of the specialist's creative

approach: . o . e

1
. David * works as a machine operator. He is
dyslexic and cannot read or write. His supervisor
was very disturbed by this and felt that because of T S
o ~ T this limitation, he could not function effectively on s
the job. The EEO specialist was talled in to see if

an accommodati~~ ~~uld be made. He found the following

BWwo job relatec lems associated with David's disa-
bility: 1) bec David cannot write he could not
record reasons ; ~chine failure on the reporting
form; and 2) bec: ‘avid cannot read he can't tell
time to figure out long he spends on each_job.

Dav1d is a fictitious name. All names in this report are Etc—

titious in order to protect the confidentiality of the individuals.
K
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For the first issue, the specialist reviewed the

. past machine failure reports and.discovered.that there are-

. fewer than 10 different reasons for machine failure so the
reasons were listed.and numbers were assigned to them. Once
this was explained, David could record the number of the
reason for a machine faiTure. With the second issue, the
accommodating device was a pocket calculator with a built-in
,digital clock and stop watch. Now when David starts a job
“he can copy the time and start the stop watch. When he

* finishes the job he can copy the time and elapsed time, thus
properly completing the time reporting form.
/ . . : ) -

The use of two simple accommodating devices, a list and a digital

clock, enabled David to become fully oroductive on his job. David's

limitations which appeared severe to his supervisor, were easily accommo-
dated by some creative thinking on the part of the specialist.

In many ways, Tektronix.would preler not to have a specialist for
accommodations.” Ideally, accommodations would be totally integrated into
: . Ty st
the company's operating procedures. Although this has happened to a_great
extent, Tektronix has found that a specialist is extremely valuable in

ensurlng that all possible t)pes of accommodatlons are con51dered and that

nothlng is overlooked

INDIVIDUAL CASES OF ACCOMMODATION

B

Luring the site visit to Tektronix, three specific cases of

accommodations were .examined in detail. These three cases are presented

" below. Although they illustrate three different types of accommedatiof,
they are not representative of the entire range of accommodations found

at Tektronix. Far more than three examples would be necessary to accomplish

that.

Gary, who is deaf, began working at Tektronix 14} years ago.. ~
Although initially hired as an assembler, he nrw does mechanical drafting
in the T.V. product division. Afrer Gary began working in the T.V. pro-
ducts division, his immediate ‘supervisor, Jim, discovered there was a
problem locating Gary if he Qas‘away from his drafting table. If Gary’

was needed for an unscheduled meeting or if he received important phone
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~cails from home, Jim had no way of locating him if he was away from his
work station. Jim found th¥s problem to be most annoying. He decided
that what Gary needed was ‘some type of paging device, which instead of
"beeping', did somethlng for the hearlng 1mpa1red —glm contacted the

, purch351ng department and asked them to look 1nto this matter. They, in
turn, contacted their supplier of conventional paging devices. They
discovered that a new paging device had recently been developed&wﬁich
vibrates instead of beeping. It was purchased for Gary, and Jim no
longer nas a problem Iecating~him. After Gary is contacted, he will -
phone Jim on a portable TTD to find out why he .is needed.

The vibrating pager has been most useful for.both Gary aad Jim. It
has saved temendous amounts.of time which otherwise would have been spent
trying to locate Gary The cost of "the vibrating pager was slightly hore
than a conventlonal pager and has proved to be cost effective. Based on
its success with Gary, Tektronix has purchased six additional vibrating
:pagers for other deaf employees. ' '
Additional accommodations whith have been p;ovided te Gary ate:

e A Light Above Phone: A light has recently been installed over

Gary's phone. When the phone rings, the light turns on, Pre-
viously, it was very d1ff1cu1t for employers who work near Gam(
to tell when “his phone rang. Although they could hear it, it was
almost impossible to distinguish.Gary's phone from his co-workers
phones. The'presence of ‘the light-makes it very easy for Gary,
as well as his co-workers to kpo; when his phone is ringing.

s Interpreters and Note Takers: Although Gary can lip read quite
well he had’difficulty understanding speakers at meetings and

\1n classes ' {This is not a problem with Gary's co-workers, as

they‘have learned to speak slowly‘)ith him, and to.repeat them-

Selves as necessary.) About ten years ago, Tektronix began -

proVid{ng interpreters and note takers for Gary and other deaf
employees at meetings and classes. Since Tektronix has many
~hearing-impaired employees, the cost of thlS serv1ce is not

'cpn51dered major. L .
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e TTD: Gary“has regular access to a portable TTD. Tektronix
currently maintains 27~portable TTDs for its hearing impaired

employees. At least one TTD is located in each building where

<7

% a deaf employee works. . .

“Norm has. been employed by Tektronix since 1976. He is a computer

programmer and is blind,. When Norm\yas hired, immediately.after completion

- of his undergraduate studies, it was clear that some type of accommodat1on

would be necessary.» With the assistance of the Oregon Comnlss1on for thé
Blind, a braille term1nal was purchased for Nnrm. This-terminal produces
hardcopy b\gille output, rather than a visual display of output. With
this terminal Norm is able to efficiently perform his programming tasks. =
The braille term1nal cost approximately $12,000. The Oregon Commis-
sion ‘of .the 'Blind, who ass1sted Norm in his undergraduate studies, paid
approximately half of th1s-cost." Tektronix did not v ew this cost as

excessive. All programmers are provided with terminals, hence the cost of

the accommodatlon was really just the d1fﬁerence between the price of the

braille terminal and that of*a conventional term1nal This marginal cost was

deemed most cost effett1ve g1ven that it resulted in a productive employee.
Fortunately for Norm, all of the employees in the computer center

use electron1c mail extens1ve1y Hence, he has no problem reading 1nter—

office memos and messages. " Norm does currently have a problem ga1n1ng

access to computer manuals»and documentatlon. Varlous manuals have been put

on tape for Norm and this _has somewhat eased the problem The manuals

which are on’ tape, however become outdated .very quickly, and this has been

““Tproblematic.” Tektronlx w1ll soon be 1mplement1ng‘a neu’operating system,

which has very good on-Iine documentation that is updated regularly, hence
thls problem should be greatly a11ev1ated

Although Norm has been very happy w1 h his braille terminal, he has
identified.ways in which it could be improved. He has maintained contact
with the manufaoturer and has g1ven them many suggestions. Norm is 'also

very active in an organization of bl1nd computer programmers He has

[l
\
~

given advice to visually impaired programmtrs and other .corporations on
the types”of accommodatlons that ave needed and how they can best be
1mplemcnted Although th1s act1v1tv is not within his "job description,':

Tektronlx both encourages and supports Norm in. these eFforts.'

118
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Richard lost part of one leg and is in a wheelchair as a result of  ‘
an automobile 'accident. He started working for Tektronix-in 1977 as a
computer programmer trainee. Since working at Tektronix, Richard has
receivea several promotions ahd is now the Payroil lanager. He is res-
ponsibfe Eor overseeing the bi-@éekly payroll for 24,0b0 employees.

‘ Since most’ of Tektronix' facilities were already wheelchair acce’ssi-
ble, he needed very few accommodations. Initially his desk was raised
'and some of his co-workers desks had to be moved siightly to widen the
passageways. He also has a reserved parking space. Although these
accommodations are quité minor, they were absolutely neceséarf.for.him to
perform h;s job.’ _: ' " . _

After working at Tektronix for a few years, Richard developed a
problém with body sores. He had to be hospitalized for six months. During
this time his job was preserved and he was supported by %ektronix' short
term disability policy. Upon returning to work he needed to lie down for
an hour in the middle of each day. Tektronix proviéed him with a cot and
since they are on flex-timeg siéeduling wdsn't a problem.

Richard has been active inlmahy comnunity organizations regarding
the disabled (e.g., The Oregon Architectural Barriers Council, The

. Paralyzed Veterans, The Spinal Chord Injury Foundation). 'Tekgronix has
suppbrted ard encouraged this community involvemeat. Their support is
evidenced by such things. as allowing Richard to maintain organization
mailing lists on the companyis cbmputer.’ ) ‘ P

The accommodations made for Richard are tkpical of many of the
accommodétions'made by Tekfronix. The accommodations themselves are
very minor and are virtually cost-free. Yet it is these small modifiza-
tions which allow Tektronix to employ valuable and produétive individuals
such as Richard: * . . )

<
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PRACTICES ° "
Recrwiting apd Hiring of Disabled Emplovees - . (

Recrditing of disabled employees is basically the same as_with
other employees. All of the recruiters: and personhel staff have been
‘trained to recruit the most qualified applicants regardless.of any handl—
capping-conditions. Tektronix has a reputation for hiring disabled em-
ployees, hence they have many disabled applicants. ’
Disabled applicants are interviewed and 'treated in the same manner
v as all other applicants. Although the EEQO specialist is always avallable i
as a consultant, there are np personnel employees who work spec1f1ca11y
’ with the disabled: On the appllcatlon form, all prospective employees
. are asked if they have a handicapping ;oqditioﬁ_that reQuirés’séme type

‘of accommodation. If an accommedation is needed, it is discussed with

-7 Nt
. 4

the applicant. - : . L.

. Ali'hiring decisions are made by specific méhagers. When personnel
refers qualified” applicants to managers, they will discuss any needed
accommodations. If necessary, they will ensure that the manager is aware
of Tektronix policy of making accommodations. .

‘ Altﬁéugh Tektronixk workS'with seV%fal referral agencies they have \.
developed an especially close relatlonshlp witl the Oregon Voqatlonal
RehabilitatZon Division. Slnce‘Tektronlx is known for hiring disabled
workers and since it is the largest emp%byer in the state, VR refers
many c11ents to them. In the past, the 30b placement specialists within
VR were not famllLar with the spec1f1c positicns avallable at Tektronlx,
,and hence were referrlng clients 1nappropr13te1y To combat thlS problem,
4apektronix arranged for one VR staff member to spend a few monﬁhs at their
~—.facilities. Duringwthis~timemthatvind{vidgal became ;éfy familiar with.‘
“all of thé‘types ‘of jobs available at Tektronix and the specific trainingS\
“needed for each of the job categorieS. Now all VR referrals are funnqlied
through this individual. He eﬁSure§ that’' VR clients are applying for jobs
for yhich they have pbe necessary skills. This ayrangement with VR has
rdrqstically reduced the numbef ot inappropriate referrals.. It his also
assisted VR in developing better training programs for its clients.

P

.

o . .
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Review of Disabled Employees | \\\ o

- Disabled employeg¢s are expected ta perform.at the same level-as - |

AN

theirtco~workers. Tektronlx applies the same productlon standards
to all employees.-» Great efforts are made to aceommo&ate workers ,
howevef after accommodatlons are made, the emplcyee.is treated no'
dlfferently In the event that a dlsabled employee is performlng poorly
and hls/her’ﬁghager feels that term1nat1;5 is necessary, the EEO spec1a115t
may be asked to tev1ew the case. He ensures that the reason for poor
performénce is not due to the accommodation. .If -he discovers that
additional cr different agcommodations may prove successful, tpey aye
tried prior to termination. If it is determined that a particular em-
ployee cgnnot perform 2 particular job due to his/her limitations, the .
EEO specialist will determine if the employee could pefform in a dif-
ferent job within Tektronix and, if appropriate, will arrgnge fet-a_
reasonable accommodation. '

o~ . * ., ‘, . ™ j . . &.—‘(

Accommodation Procedures

{‘c

1} .
the decision to make an accohmo&atlon is done at the time the need
is-identified. This may be at tﬁe time of hire or %fter an emplovee has
worked at Tektronix for several years. There are no written guidelines .
or procedures for determlnlng when an 3ccommodat1on i. appropriate. The
basic dec1£ion rule is to first make all accommodat10n5 necessary to

enable an ipdividual to perform in his or her job, ‘and second to make -

. accommodations that will increase an individual's performance. The

seniority and skill level of a particular employee does' not effect whether

.or- not an accommodation will be made. Accommodations are made for new

N e . . : . 8
entry level employces as well as the most senior technical staff and managers.

Vlrtually all accommodation decisions are made on an-individual
basis, the exception belng accommodatlons which apply to many employees.
Examples of such accommodations made by Tektronix ‘include:

e Tremoval of architectural barriers; ’ .

e interpreters and TTDs for the hearing impaired;

‘e wvans with 1ifts to transport individuals in wheelchairs

~

between buildings;
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 braille and raised~mafkings; and ’

_e special parking ¥or the disabled.

”

Accommodations tor specific ;ndividuals are always decided on an
individual basis and usually by the disabled employee's manager. The

manager will imﬁlement and evaluate tne effectiveness of accommodation.

\

The EEQ specialist Jsually becomes involved when a mamager i§ naving dif-

ficulty. This basic procedure is simple and non-bureaucratici It is

'ak§o effective. It works because managers know of Tektronix's commitment

to making accommodations z2nd of the company's expectation that they will
- ~ . : Y . ‘ N .
+ strive to be successful. A ‘

{

Training-of Managers . - .

There are two central forums where Tektronix' philosophy is articu-

lated to managers. These are: 1) Selecting for Excellence, a seminar on

1nterv1ew1n2 and h1r1ng prospectlve emnloyees, and 2) EEQ in .Action, a

seminar on the corporqte EEO program These s%mlnars are attended by

all new managers. - - Theyv. f1rst cover th \federal and state regulatlons

and legal aspects of hiring and‘accommodatlng disabled employees, as well
-as other aspects of EEO and Affirmative Actlon at Tektron1x They also
emphasize "that Tektronix is committed not only to the letter of the law
but also the ;p1r1t of the law, and‘that Tektronix has been‘operatlng in
accordance with the principles of .the laws much longer than the laws have
existed. All types of .accommodations.are discussed in these sem1nars and -
it is emnha<1’¢d that accommodaslons are usually easily devcloped ea511y
implemented, and not aerv costl> Finally, all new managers are encouraged
to contact the EEO specialist about any accommodations issUes\theyﬁhight

—

. face.
\

In addition, the EEO specialist meets with individuai managers and )
staff or an has-needed basis. This may be formal or informal. He has
several audio-visgal presentgxions that he uses to address certain issues.
For cxample, a manager may bhe conéerned\about the safety of an employee

who has epilepsy. Usually the managers fears are due to a lack “of knowlodgc.
about epilepsy and a reluctance to discuss it with the'indivi@ual. In

this situation, the EEO specialist will show a film about epidepsy to the

(€] . ' . ) -1 ,
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manager and tofthe employee's co-workers. Afterwards he will initiate

-

and moderate a discussion on epilepsy in general and on ‘this specific

-

employee's condition. Thls usually alleviates the fears and safety -
concerns of the group. ¢

- . - : ' . ‘

DECISTON FACTORS ) \
The Importance of Costs / L : _ /
" In generaI cost is not a major factor in maklng accommodatlons at

- Tektronix. They feel that most accommodations’ requ1re more creative
1g a ''creative problem solving" approach

&

probiem solving thanhhoney.' By taki

‘towards accommodations, high costs are often avoided. Whenever possible they

@

= _ .
will try to find alternaiives to nsive capital investments; or, as

% o . A
-is illustrated in the followin§ example, they will make a dual purpose

< . '
. N "

expenditure.

Betty is a blind employee -and works in parts manu-
facturing. For quite a.while .she operated a particular
machine and was a top producer. ,Then, the machine “she
operated became automated and an operator was no longer
needed. Her manager, Ken, did not want to lose her, but
there was no other equ1pment in his department wh1ch
could be operated by a blind person. Modifying any of the
‘equipment just for Betty would be very expensive and Ken

" did not think he could justify it for a single employee.
he asked the EEO spec1a115t for advice. The specialist
.asked, Ken if there were any" parts that were being manu- '

factured that had a high reject rate. It turned out )
- that a particular type of knob they made had an excep-
tionally high reject rate. Recently, over half of the
knobs- had been defective. It was agreed that the
machine that made the knob could be redesigned to
reduce the number of defective knobs. Since
the machine was going to be redesigned to increase its
productivity, it was virtually costless to modify it
‘ so that it could be operated by a blind person. Betty
now operates this .machine. Ken is -very pleased that
Betty still works with him and that his problem with
defective knobs 1s eliminated.

'

In this example, the need for an accommodation triggered the
redesign of a machine. The redesign of the machine saved tremendous

amounts of money by reducing defect1ve parts. Hence, -an accommodation

Qo . . ! ‘ . .l£3¢;




'jwhich at first appeared to be unreésonably costly, turned out to res ﬁt

‘in a cost savings. ; . la\
There are, of course, certain accommodations which are cosET;T\'In

deciding whether or not the cost is reasonable, Tektronix examines ven}
cazefully what the poteftial pay-off will be. Although a strict cost-
benefit analysis is rarely possible, they attempt to weigh the costs
against, the potential benefits: Since_the company has ?%d good experiences
with accopmodations, they are likely to make the findncial expenditure in

those cases where the pay-off seems possible but not necessarily certain.

General Employment Policies -

Tektroni{‘ general employment policies serve to encourage the
accommodation of. disabled employees. Tektronix makes a concerted effort
to retain employees. Since they arg;committed to trying to keep employees,
they are very willing to make accommodations. For example, they recently
had to reduce their work force in several areas. While 200 people were .
iaid off, 1,200 were reassigned.and'retrained for other positions. Tek-
tronix always attempts to reassign an employee rather than lay him or her

_off.

CONCLUSIONS.

Job accommodations happen regularly at Tektronix. ' They are rarely
problematic or difficulé, but are an integral part of company management.
Tektronix' history has contributed greatly to their success in thislarea. ‘By
. having actively been committed to hiring and accommodating disabled workers

for so long, it is now part of their nsystem'. They know how to do it.
Their success, however, cannot be attributed solely to their vast ex-

The various staff interviewed agreed that following were

4

perience.
critical to their success:
@ the general "'people’ or vemployee'y, orientation of the company;

e the commitment on the part of top managemert;
e the creative problem-solving approach {and having an individdnl
who specializes in this); and )

e the.willingness to take a risk and make it work.

Q | ‘ _I .
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This last factor was viewed as the most critical. The Tektronix staff
felt that if accofmmodations are considered difficult and problematic, they
would almost certainly fail, but by haVing'a positive attitude, it is easy

. to succeed.

-
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\ UNION CARBIDE CORPORATION

'BACKGROUND

'Uniop Carbide Corporation, Nuciear Digision (UCC—ND)~operates four
major energy-related production and researc facilities for the Depart-
ment of Energy (DOE). These include:

e gaseous diffusicn plants in Oak Ridge, Tennessee aﬁd Padhcah,
Kentucky, which produce enriched uranium fuel for nugleal.
power plants; ’
4 the Dak Ridge Y-12 Plart, a sophisticated manufacturing and
‘engineering organization engaged primarily in national
defense programs but also in nuclear and other energy
programs and in the national space effort;
o the Oak Ridge National Léboratory, one of the world's
largest and most diverse ;esearch and demonstration centers
with programs in a variety of sc1ent1f1c fields and a central
.mission of attaining -abundant, econcmic and env1r0nmenta11y
acceptable sources of energy. - ' »
This case study will explore the policies a1d experiences' of UCC-ND
in general and the Oak Ridge National Lab (ORNL) in particular. ORNL-
" was selected out of the four facilities because security regulations limit
visitation at the other three sites. R e

UC&-ND empioys approximately 18,500 employees, about 17,000 in the
three Oak Ridge facilities, with about 5,000 at ORNL. The Nudlear Division
is by far the largest Division of Unien Carbide. The Division is owned by
DOE and operated by Union Carbide (GOCO-government owned, contractor
operated). This means that 1009 of the Division's work is through govern-
ment contract, but the pelsonnel are employees of Union Carbide. They
receive corporate salaries and fringe benefits and operate under corporate

»

.policies and directives.
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*AFFIRMATIVE ACTION FOR HANDICAPPED PERSONS : —

Union Carbide has been active in affirmative action for minorities
and women for manx_ygdrs. ?he Nuclear Division's formal Affirmative Action
Program dates back to 1968 with the appointment of the first Equal Oppor-
tunity Coordinator to assist top management in implementing its commitment
to affirmative action for minorities. The prcgram was expanded to include
women in 1972. The Nuclear Divisjon Equal Opportunity Coordinator is
respon51Q}e for the design and 1mp1emen;at10n of UCC-ND's AA Program. She
maintains close ties with the Nuclear Division's officers and others at top
managément levels in the Division and in its installations to ensure that
‘the direction and progfess'of the AA Program are cdnsisteet'ﬁith UCC-ND's
commitment’ to equal opportunity and with corporate and governmental regu-
lations. She works closely with the AA Coordinators at the four instal-
lations and meets w1th ‘them collectlvely at least once each quarter. The

AA Coordlnators in turn work closely with the installation heads and

. division heads to assist them in achieving their afflrmatlve ao;Don goals.

/—~¢\re2 years ago,. these efforts were further strengthened ¢by the forma--
tion of an Affirmative Action Organization (or committee} at each installa-
tion consisting of AA repfeseﬁtatives appointed by each inision manager.
At ORNL, for exampie, the 27 divisions have a totél of 40 AA representatives.
Each of these AA reps holds a regular position wi}hin the division and takes
on as -part of his/her-job responsibilities AA duties that include:
¢ becomiﬁg knowledgeable abcut relevant laws and regulations
and familiar with the AA Plan; _
‘® preparing.quarterly reports on hiring, prom?tion, termination,
and transfer activities, including minorities, women, handi-
capped employeés and covered veterans; and

@ handling complaints of discrimination from division employees.

In 1978, the impetus to increase handicapped hires was provided through
an Action Plan for the Handicapped. Prior to that time, there were no

specially targeted recruitment activities, no physical modifications to

-old buildings, and medical and safety directors were reluctant to recommend

handicapped éppficants +o be hired. Affirmative Action Coordinators were
"trying to get people to do things they hadn't been told to do." The 1978

Action Plan embraced three areas:

127
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e strengthening: the commitment of management to incr

number of handicapped hires;
® modifying selected facilities to accommodate handicappe
employees and applicants; and . ;
® actively recruiting at authorized aéencies for \training And

\

placing the handicapped. ~

- The Action Plan with its étrengtﬁencd management commitment marked a
turning point in the AA program for the handicapped. The key to its success
was in having those responsible for its implemeﬁtation take '"ownership"
of the problem. This began with the plan itself, which was sent by the
Nuclear Division's president to top managers. for their review. Thus, it
became ''their plan, not EEO's." The role of medical directors was limited
to identifying work restrictions and limitationg rather than recommending

"whethcr or not;zn individUél should be hired. At the Oak Ridge Gaseous
Diffusion Piant they were given ownership.of the plan by being asked to
present to a managers' meeting a discussion of not only the problems they

"had identified in hiring ghe handicapped, but also recommended solutions.

During 1981, UCC-NL's commitment to affirmative action for the handi-
capped was -even further strengthenéq by ‘tn. appointment of a Coordinator
for Employment of the Handicapped. This one-year posipjon was responsible
'Tor developing and implementing various procedures anﬂ~programs that
would later become absorbed intc regular emﬁloYment functions. The major
activities of the Coordinator included:-

# establishing a uniform recordkeeping system across all four

installations and the Central Employment. Office;

® devéloping a system for special handling and tracking of

handicapped avplicants through the application process; g
@ providing training to Eﬁployment Department staff members
and AA Representatives about the regulations and handiing
of compluints;l ' ‘ . .
s developing a Summer Program for hiring handicapped appli-

cants; and

ERIC '
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e increasing disability awdreness through participation in
National Handicapped Awareness wWeek and Deaf Awareness
Week,co-producing a film about myths, likes, needs, etc.

of handicapped persod. -

Perhaps the strongest evidence of UCC-ND's commitment to affirmative
action for the handicapped is that since 1579 the Division has
spent over $400,000 on physical accommodations to their:facilities.t These
have included removing barriers to employment offices, the cafeteria, and
buildings where wheelchair-users work,-as well as remodeling bBathrooms ‘
and providing special parking. UCC-ND currently employs 15 totally deaf,
about eight wheelchair-users, a few legally blind, and sevéral learning
disabled. Ingluding those with medical restrictions and less severe dis-°
5bilities, UCC-ND currently empleys. 750 individuals with handicaps or
physical limitations. )

In the next section, three handicapped employees and their employment
eXperienges #ill be described. The later sections will discuss UCC-ND's
AA practices in more detail. '

INDIVIDUAL CASES OF :‘\CCO-\NODATION1

Joe has been a laborer in the Plant and Eéuipment division (P & E)
-ORNL for almost four years. This division is responsible for all mainten-
ance of the'buiIQings, grounds, roads, electrical sys%ems and so on, and
.also provides craft and ﬁechnical support for the research conducted in
the lab. ‘ ' .

 Joe first came to UCC through the Youth Opportunity summer employA;nt~ .
program where he worked in grounds maintenance at UCC's recreational park.
Joe has a iearming dlsablllty and was referred to UCC for the summer ’
program by a counselor at his high school who was aware that he would need
careful supervision. His experience in the summer program was so success-
ful. that he was hired by a manaéér in P & E for a permanent posjtion.

.The.accommodations Joc needed were minor. Supervisors were told
about his learning disability and to instruct him very carefully, watch

him closely and keep his disability in 'aind when assigning him tasks.

>

e
1 . : L{
The names used in these cases are fictlitious.




O

ERIC

Aruitoxt provided by Eic:

[
Though he startzd out as. a "floater' available for whatever jobs were
required,\as Qoulg any other general laborer, it was recognized ;hat he
might\do better if given 2 regular assignment for most of his workday.
Joe is now responsible for cleaning ;ertéin labs on a.regular basis and
for a regular package deiivéryiroute. While he is occasionally called in
for other jobs ag,ngédedy‘P &,Efgzggf are careful not to assign him to

equipment or tasks that might involve a safety hazard to him or his co-

’

- workers (e.g., using 2 chain saw). .Whenever he is given a new task, his

supervisor is careful to give him detailed instructions and &dditional

supervision as needed.
-~
Joe has proven to be a good worker and an asset to his division.

On;e he has %earned a task.he does it well and takes responsibility for
seeing that his routine work is done.k He receives union wages, for which
he works as hard as, and perhaps more consistently’than, other workers.
UCC-ND incurred no direct costs in accommodating him and the additional
supervisory time requirved is not substanti~l. Joe likes his jbb and feels

good about working for ORNL. But more importantly, he appreciates the
oppbrtgni;y to be self-supporting. Six months 3go he moved aut of his
parents' home and into his own apartment. ile-is proud of his indepen-
dence. ‘ ’ ” ‘ ) ' -

For the/last five or six.months, Cathy has been workiag as a typist in
the Employment.Department of the Employee Relations Division at ORNL.
Cathy’s aprlication was 1nitialiy brought to the supervisor's attention
by the Coordinator for Employment of the Handicapped. She passed the
typing test and was qualified, and he was impressed with her attitude. She
seemed to be a person who would get along well witb a v;riety of different
people, so he hired’her to work in the ”assignment'pool",which provides
temporary clerical workers o various offices as needed.~ The assignments
vary from a couple of days to one or two:Qeeks and can last up to eight
hours per day. Because assignments are temporafy, the position is part-time.

This is Cathy's first job since she became disabled, and though part-
time work .is giving her a chance to re-enter the work fo;ce, she is eager
to apply\for a full-time secretarialgposition as soon as an opening becomes

available. Before her disability, Cathy had'aécumulated a wide variety of

- 1,’ . » 13U



office experience rdnging from secretary and office man;ger to bank teller
and bookkeeper. Then about'fiye years.ago she began having préglemséwith
her knees which resulted in a;series of operations and the need for a
Qheelchair. €athy has been using the wheelchair for about a year and a
half and hopes to gradudte to crutches evehtually. Meanwhile the adjﬁst—
ment to using the wheeichair and the physical stress of frequent surgery
“had made it difficult to consider going back to work until a friend
encohragﬁd her to give it a try. She found her biggest problem was lack
of self-confidence, a problem that her current position has helped her
overcome. . o . B

Cathy has required little in tetms of job accommndations. She is
comfortable working at desks and typewritets from her wheelcﬁatr without
height adjustments. She has had no problems with reaching tﬁings on
desks or in file cabinets. Her big problem has been with access to some
of the older buildings at the Lab.- (For an employee with a permanent position
the necessary physical rodifications would have been made; hdwever Cathy's
jobh involves temporary assignments at various locations). Tﬁis problem'has
been handled in two different Mays. First, by careful selectioh of assign-
ments, Cathy can be aS51gned to jobs in bu11d1ngs that are ac7e551b1e.
Seconrd, in some cases work can be brought to her if the job %s nearby.

Cathy seems to be working out well, so far, though she does receive
fewer assign%ents than she otherwise.would. She likes workiﬁg at ORNL.
Her co-workers have been extremely helpful, willing to help ﬂer out as

v [
needed. Apart from small cthings like opening a door or an Jcca510na1

errand, Cathy has been able to manage on her own very well.
‘be working agalﬁ and appreciates ORNL g1v1ng her this opportu11t§

Saliy is a comp051tor a techn1ca1 typesetter, in the Techn1ca1
Publications Department of the Information Division at ORNL the department
responsible for production of reports at the Lab. Her Job/lnvolve< working
with a text editor, using typesctting commands, good typing skiils and a
high degree of accuracy. She is one of six typesetters.wikh interchangeable
skills who work as a team. Sally is ‘deaf and at her firstc'nterview two
and a half years ago her supervisor was called in to 1nterp1 et when ‘the

' scheduled interpreter failed to show. Her supervisor hab goeod sign

ERIC
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language SK‘llb any has worked with the deaf before $2 cqmmunacation
thw°c ‘them has been no problem. The interview f0cusedlon her ahitities
and qual;flcntlons-ror the job,and her deafness wasn't really raised as
‘~an issue. She had some college including a Lomputer prog*amnlng course
“ard ten years experlgnce as a typist before comlng to CRNL. She is a good
worker has perforwed weil and nas been promoted from a typist to a
Prlntlng De51gn Clerk in the time she's workeqfihere .
o Hor supervisor's deor concern when she first began work was one of
safety, since she_cqn t hear emergency alarms. ‘In‘her‘case, since she
warks with other pecple, it was decided that the simplest solution was for
'hor to alwavs Jet someone know where she is in .case of emergency. {In
cther Dﬂ'Tb of ucce- \D, vasible alarms have been used and in onec case a deaf
enployee who wotks on his own a great gcal darries a light signal on his
belt (like a beeper) so that ‘he knows when somcone is tfy?hg to rgach

him.] The first few weeks were hard,but after a month communication with
co-workers improved as everyone adjusted and some co-workers began to

learn sign language. She found her co-wgrké}s'to be supportive and

willing to help with things like personal phong calls. Now she has
‘access to a fTY donated by the Diwision of Vocatianal Rehabilitation.

. Sally hasbrcquired little-individuag accommodation.” She dofs have

a light on her keyboard instead of a bell to indicate when the text is
anprbachinv the end of a line, which was instalied after she asked co- .
workers how they knew when they were reaching the end of a line. The cost
was nogllglble and the light was installed by the P§E D1v1510n

For Sally the most important factor in her success at UCCND has been

the acgcptance-and attitudes of her co;workers,' éhe has seen 4an increasc
in the number of deat employees and increased awarenéss of the deaf as
individuals in the time she's been there. She and her supervisor started

a brown-bag sign languuae course which has since been developcd into a
formal course in the regular UCC-ND cmployce trnlqlng progrqm. As hey
co-workers have developed a greater sensitivity to her, such as learning

to include her in their conversations and kecping her informed about what's
going on, nﬁd as more employees .begin ‘to learn §igpﬂlanguage: Sally's deaf-

ness has essentidlly ceased te be a handicap.

Q j : | _1 . ‘ : s
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III. HIRING AND ACCOMMODATION PRACTICES - 3

Through UCC ND's Affirmative Action Program for the Ha1dicapppd and
through che cne year appointment of a COOYdlnatOT for Employment of the
Hanﬂicapned UCC-ND has established a number of pract1ces that have become
incorporated into the employment process to facilitate the hiring and
appropriate placehent of disabled workers. The provision of job accommo-
dations is ﬁandled in a much less formal way and follows }he decision to
hire as a secondary activity to support the hiring decision. This section

describes the various relevant practices in more detail.

~ Recruiting
UCC-ND recently developed an active search and recruitment program to

bring more qualified disabled applicants to the firm. -This bas included
AA staff and/or other recruiters visiting Gallaudet College and Southern
‘I1lirois University. Recruitment plans were made tc visit Rochester
Institute for the Deaf as well but were cancelled because of limited open-
-ings. However,” when h1r1ng\opportun1t1es.1ncrease .the UCC-ND will recruit
at Rocheste In=t1zate for the Deaf. Though h1r1ng has currently slowed
.tc a trickle ad\three of the four installations, recruitment at Gallaudet

College has been retained. S.I.U. proved less successful however, since
few, if any, of(the disabled students at the time of the visit to the
school in 1981, were studying fislds relevant to the kind of work performed
at UCC-ND. ~ | .

, Of special ‘interest among UCC-ND's recruitment activities is the
relationship the Central Employment and.Equal Opportunity offices has
developed with the Tennessee Division -of Voéational Rehabilitation. Follow-
ing a meeting with half a dozen:seleCted counselors to discuss the kinds of
joﬁ opportunities available at UCC-ND, a liaison was chosen to review

‘potential referrals and select possible appiicants to UCC-ND. - Over two
years, UCC-ND hired about 13% of the applicants referred by VR,.a substan-
tial improvement over the past, but indicating that still too many inappro-
priate referrais were being received. ObViously VR needed further training, so

a "bigger, better meeting" was set up to include various employment staff
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as well as AA staff .and a larger number of VR counselors. In .this
meeting much of the focus was on explaining why individuals had not Been
hired. The counselors were given‘examples and labels for inappropriate .
types of clients to lLielp them remémber whom not to refer.. (Eer‘example
a '"willy nilly'" is someone who is undependable, a 'once in a blue mooner"
is someone UCC-ND has only occasional oﬁeninés fot such aé a thyer)« An
important part of the agenda was a view graph- presentatlon of the currerit
-job openings 1n the UCC-ND, with the kinds of skills nPeded to fill such
openings. The company's concern was to have VR distinguish between referred
and recommended clients, and to provide information about how long the VR
had worked with the client, the kinds of services thaf had been.prov1ded
and suggestions for accommodating the client. Regular ‘meetings with a VR
liaison have been held tc discuss individual potcntial appl-cants. Whilé
it is too soon to know the results, especially since UCC- ND is doing little
hiring, the referrals do seem to be improvinz. ) ‘- C s
Another source of appllcants that show: ome promise is the Training
and Technolghy Program (TAT) which is operated by UCC-ND and Oak Ridge
' Associated Universities, with support from the Department of Energy. This-
program has been established to train disadvantaged and hard-to-place
individuajs in machining,welding; pipefitting, physical testing, and
drafting. A strong emphasis ik also placed on tne development of good
work habits. The program has been 1nvolved in training the nandlcapped for
several years and has become a source of job-ready, disabled appli€ants.
There are two major barriers that face the recruitment program. One
is that due to fede;él cutbacks, UCC-ND is doing very little hiring at
three of its four imstallations at the present. Active recruitment for
positions that don't exist .doesn’t make sénse. The other barrier is the
apparent lack of qualified handicapped applicants in the area. This is
especially true for degreed applicants. Even at the universities where
one might expect that one could recruit for M.S./B.S. or Ph D. positions,
‘most of the disabled, students seem to be maJorlng in humanltles and social
sciences. ' ;
In response to the reduction in hiring activity, the main thrust in

AA at UCC-ND is the upward mqbility of its existing gmployées. In
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response to the lack of'qualified apﬁlicants, UCC-ND contirnues to work
with the state VR agency to encourage the training of more marketable
skills, and continues to look for néw sources of applicants that qualify

for M.5./B.S. and Ph.D. positions. o , .

Hiring

cFor the past year, ‘when a'handicaﬁped individual has ‘submitted an
applicatiéh at UCC-ND for employment,either by self-identifying on the

application; poss2ssing an obvious handicap,.or by applying through a

‘specific recruitment source, his/her application has received special

handling. The Coordinator for Employment of the Handicapped has reviewed
the application, has intefviewed the applicant, and if the applicant has
shown any reasonable possibility of qualifying for available positions,

has compiled references and transcripts. This packet has then peen for-
warded to the appropriate division at the installation where the job
opening(s) are available. The packet is accompanied by a form that
requires the department staff to provide justification if the applicant was

net interviewed or if'interviewed_and not hired,‘to justify why another

..applicant was selected (see Attachment 1). =~ __

" In addition, a "TLC" card with basic information about the applicant
is sent to the AA Rep in that division who follows up to see what the out-
come has been. To give handicapped applicants further visibility, a one-
page publication,- "Handicap Highlights,? listing choice handicapped. applicants
and their qualifications is circulated to all four installations.

This system of speciai handling has evolved as a method to increase

the likelihood ihat individual applicants will be¥interviewed and seriously
considered for as many positions as appropriate. The Coordinator fouud
that jif she could get prescreened applicants as far as an interview,
about 50% of them would actuzlly get hired. The system also avoids the
problem of an individual just heing>interviewed once and, if not selected,
simply forgotten. By keeping track of applicant flow, it became possible
to re-route an applicant to another available opening.

" 1Two factors in particular contributed to the Coordinator's success.
First, with her background in employment, slte was familiar with the require-

ments of the various openings, and with additional special training in
;
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"Occupational Development for Handicapped Persons' (as preparation for
this one-year ass1gnment), she was ahle to effect1ve1y screen applicants
for those qualified for UCC-ND job openings. Secondly, she developed per-
~ suasive '"marketing" skills to "sell" managers and supéfviso:s the idea of .
~«interviewing prescreened applicants (with references abd transcripts
already compiled}. She found that those managers who,hired handicapped
workers needed little selling the next time. " .
Each installation also has a Selective Placement Comm1ttee set up
specifically to advise supervisors and managers in the analy51s of jobs,
to identify appropriate job and task assignments for handicapped applicants,
and to assist in determining accommodations to a specific individual's
handicapping condition. Each committee consists of the%installation's
safety director and medical director, as well as staff from the labor re- N
lations and employwert departments (seé Attachment 2). The commiztees
-are to be used as resources when questions of 1nd1v1duals' abilities,
needs for acrommodatxon, or issues of safety arise (note the reference
to the committee on Attachment 1}. The committee member§ are svailable
individually, each offering a different area of expertisé as needed, as
well as fimctioning collectively as a comm1ttee to dxscuss issues of gen-

eral concern. ‘

Accomﬁodations. /

At UCC-ND, when one mentions accommodation of handicapped workers,
most people think of the removal of architectural barriers. Since many
of the buildings are old and were not built with accessibility in mind,
this is no small task. At'pRNL, for example, many of thé buildings are
over 40 years old. Installation of elevators in buildings not designed
for them is expensi?e-and the stairways are so narrow that use of them for
evacuation of a wheelchair-user during ar emergency is potentially dangerous.
Sinc€e there are so many buildings, evej the building of ramps to give
access to the first floor of every building would be very expensive.
However, UCC-ND is committed to providing the access that is needed.
Having created acceSs to empioyment,and‘personnel offices as well as
commbn;use areas, they have also begun méking other buildings accessible

;
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as more whéelchair-users are hired. This” proces's will prooably be
gradual since in UCC-ND's experience only a small proportion of
disabled job seekers require the removal of architectural barriers.-
UCC-ND's experience hes been that most disabled workers need little
job aocommodat1on. Minor changes in Job procedures or, workszte occur
naturally and informally and co-workers are generally-w1111ng to prov1de
help with small ‘tasks. " Individual hccommodations are provided‘as a
matter of course and are not{the focus of-a log of attention. The need

for accommodat1on is rarely d1scussed during the-hiring interview.

Rather, interviews focus on the individual's qual1f1cat1ons for the job.
Once the hiring decision has been made, attention is turned to any-
specxal needs the individual may have. 1If accommodations are - needed they

are discussed when the job offer is made. . - o .
 The area of accommodatlons that'seems the most advanced and

»

is becoming formal1zed is- the accommodat1on of deaf employees. ‘This

-

includes: .
e the use of professional 1nterpreters “for which wrltten ' .
gu1de11nes have been developed (see Attachment 3); A '
 © the purchase of TTYs to allow deaf employees to receive
and mak# phone calls, .
<® the provision of s1gn:language instruction including
the‘production of .eleven 20-minute video tapes.to accompany
the text; ; . . T
o installation of warning lights in the cafeteria and in -
| facilities where deaf employees work; - |
® we1ght1ng of the clerical test to take 1nto account prob- .
lems in grammar- (forAthose positions where Engl1sh skills
aren't'essential); and : ;
) extcns1on of the Career Planning Prcgram to 1nclude deaf
employees (1nvolv1ng adapting language of mater1als to

~be usable by deaf persons).

£l

Both deaf employees and the1r superv1sors seem pleased with the results,

and as more co-workers learn to use basic sign languagé, the- commun1cat1on

«
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barriers are minimized. UCC-ND hopes to continue hiring larger numbers

‘s
é

of deaf employees.

Upward Mobility

)

As mentioned previously, UCC-ND is fac¢ing cutbaéks in funding at

three of its four installations which have severely curtailed hiring

. activities at these three sites. Thus, the main thrust of the Affirmative
Action Programs has been directed toward the upward moQility of existang
employees, which for some years has shared the limelight with AA recruit-
ment gnd employment. For FY82i the identification of individuals. capable
of promoting into manageriai or upper—level professional jobs and the
development of specific plans for enhanc1ng the1r capabilities have been
1nc1uded as affirmative action performance standards for division directors.
In turn, department heads and supervisors are asked to provide lists of
outstanding employees. Whiie it is too soon to tell how effeétive this
thrust will be, the visibility given to management's commitment to
affirmative action for the handicapped through extensive physical modifi-
cations, staff training programs, and a variety of other media will surely

contribute to the program's success.

Turning Policy Into Action

As mentioned eariier, top management at Union Carbide has a stro1g
commitment to affirmative action for the handicapped. However, w1thout
full participation and commitment of those who are responsible- for imple-
mentation, the policy would be meaningless. Each division may implemént
the policy somewhat differently, and even each installation, division,
department, and supervisur may differ éomewhat, but the message from the
top is clear: Union Carbide will take affirmative action to Hirelthe

handicapped.

Measures of Performance

One of the mechanisms for communicating this policy to all levels is

by including AA in Measures of Performance (MOPs). By making use of an
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already existing and effective structuré for communicating policy, it is

" possible for the commitment to cascade down very quickly to managers and
supervisors. MOPs for a div¥sion president'become MOPs for a division
director, and get translated into’ MOPs for department heads and $0 on down
the line. While the MOPéﬁéarry no sanction for failure, they do carry
rewards for achievrment and serve to bring focus to policy by providing
traceability and a reiniurced chain of communication (the MOPs are dis-

cussed regularly).

/

-
'Training
- 2N

. _Another important aspect of implementing the AA program has been to
traln :taff in the regulat1ons, company policy, and disability awareness.
A one- hour video presentation entitled "They've Traveled Far to Reach Our
Door -- Can We ﬁb Less Than Open It?" was produced for in-house use to
educate.employees and supervisors about various handicaps. The film de-
‘picts five Nuclear Division disabled workers and their supervisors and
deals with safety concerns, performance oﬂ\handlcapppd employees, and
attitudinal barriers. The film shows how fear of what to expect of handi-
capped gppllcants and initial reluctance to hire them vanish in the light
.of experience. The film could well have been titled "From Adversary to
Advocate” , ’

The videotape “Affirmative Action and You at ORNL" also 1nc1udes dis-
cussiop of AA for the handicapped and is shown to all new hires at orienta-
tidh\and used for supervisor training. Supervisor awareness training also
includes a discussion of discriminatory practices and how to handle AA v

v
-4

complaints.
An area of need that has recently been identified is tralnlng super—

visors in how to orient new handicapped employees to their worksite and
their co-workers. The biggest barrier to acceptance seems to be when people
don't know what to expect. Orientation has been handled on a case-by-case
basis with assistance from employment staff, but the need to train super-
visors in this area has become more appérent as the number of handicapped

employees increases.



139

Monitoring

UCC-ND has an extensive monitoring arnd recordkeeping system to Support
the AA program for the handicapped. In addition to tracking applicant
flow a€ mentioned earlier, UCC-ND keeps recozds of *the number of self-
identified, known and medically handicapped employees by instbllation,
division, and department, and includes keeping records of promotions,

This monitoring activity further increases the visibility of the pro- . .

gram.

Publicity

Publicity within the company of accomplishmenits, activities, and goals
relating te the handicapped is accomplished through company newsletters,
posters and participation in events such as National Handlcapped Aware-
ness Week and Deaf Awareness Week These serve to communicate managefient's
commitment throughout the company and remind employees of their responsi-
bility in fulfilling that commitment. It w- ressea, nowever, that while
these methods are valuable, they sre n.. effective without a mechanism
like the MOPs to help the program become a regular, routine part of company

operations.

" Internal Complaint Procedure

The procedure established to resolve AA complaints is one that focuses
on resolv1ng the problem at the lowest level poss1bre (see Attachment 4).
In addltlon to providing handicapped employees with due process, it is seen

as further reinforcing AA policies and management's commitment.

DECISION FACTORS

There are a number of different factors influencing both the imple-
mentation of company policy and individual hiring or accommodation decisions.

Some of these are external to\UCC-ND and others are influences from within.

&
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Safety

UCC-ND has a remarkable safety record with over 25 million work hours
without a work-related incident between Septembef 1980 and June 1981.

This has been accomplished through an extensive safety program which includes
training in extinguishing fires, safe use of equ1pment and emergency
evacuation procedures, Handicapped individuals -and their co-workers "go
ihrcugh practice runs of evacuation proceduréﬁ until a method is worked out
that will vork effectively in a real emeréency.

The focus on safety which has evolved from the nature of the work‘@one
at UCC-ND has had a significant-influence on hiring attitudes. Histbricdlly
there has been strong resistance to hire the handicapped because of fear
of increased safety risk, not just cn the job, but during evacuation also..
Experience with disgbled workers has shown them to be rio less safe than
their non-disabled co-workers, and through individual experieace and exposure
‘thraugh the videotape, more and Jwore managers and superv1sors are changing

their attitudes about hiring the handicapped.

The Economy

The shift in the economy away from federal spending has placed UCC-ND
in a state of reduction in forcpnwhiéh has brought hiring to a near stand-
still at three of the four installations. The one installation that does

huve hiring opportuniti-  €ills as many job openings as possible with

candidates for reducti rce at the other three installations. Thus,
hiring the handicapp- :pport activites such as recruitment, special
handling of applicec. ¢c. are more or less at a standstill also.

The status of the onomy is also reflected in rising costs and sal-
aries. 5s'budgefs get tight, it becomes more difficult to cover the cost
of expensive modifications. While cost has not been a major issue thus
far, if an individual were to need an-expénsive modification, it would be

<

less likely or take longer in times of tight budgets.

Low’ Turnover -

Oak Ridge is an attractive place to work and live. Union Carbide has

an attractive fringe benef1t package and a var1ety of in-service training
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programs that contribute to career advancemeﬁt. Many of UCC-ND's employees
have served 20-30 years or more. Thus, availablz openings are somewhat
limited compared teo other industries. '

Because of the low turncver rate, the average age of the work force
ospecially the Haurly (union) employees working in the more physically
demanding jobs; is ciler than in other industries. Almost 20% of the hourly
workforce at ORNL, for example, has some kind of medical restrictions or
- work limitatiuns, most of which are- 51mp1) related to getting .older. These
restrictions are accommodated by ‘selective task assignments and efforts are
. mads to keer medically handicapped employees as long as p0551b1e, as long
as sufficient work tasks are available for full-time work. The strong
concern for safety p{gces‘an emphasis on strict adherence to medical re-
strictions, and the i&Eﬁtification of work limitations is made possible by

mandatory periodic physical exams conducted by in-house physicians.

- Support Services .

Tennessee does not have the extensive network ot independent living
and other support services in the community that are available in some of
the other states such as California. Employers‘have limited resources
for referring handicapped workers who may need extra help in developing
independent living or work adjusfment skiils. Thus, it is importan' that
all employces have not only the qualifications necessary to do thei; job,
but also are job-ready, with good work habits.

UCC-ND has responded to this need by recently expanding their clerical

vestibule (training) program to include the handicapped.

‘Qualifications of the Individual

'As with the hiring of any employee, the focus on hiring the handi-
capped is Bn their qualifications to do the job. 1If an individual is
qualifzed ‘the necessary accommodations will follow. The individual'
personality and attitude towards his/her. handicap can be an 1mportant
factor in hir;pg.Justas the personality and attitudes of any applicant
can affect| his/her chances of beihg employed. Disabled workers must meet

. |
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the same performance expectations as anyone else, so qual1f1cat1ons and

ability to' do the Job are the prxmary focus.

!

Respondents were asked tu give their recommendations to other employers
and federal policy makers about hiring and accommodating handicapped
workers. _ These, along with the information provided about their policies,

pract1ces, and experiences, provide a variety of lessons to be learned.

. Recommendations for Other Employers

It was stressed many times that AA staff can do little to bring ébdut
change-without 4 strong, visible commitment from top management. This is
considered a key element of cuccess-and should be translated into regular,
ongoing procedures. Periodic attention drawn to the issue without a
mechanism'for implem=atation isn’t enough.

Negative attitudes fostered by a lack of understanding, knowledge,
or experience were felt to be the biggest barriers to eﬁployment of 'the
handicapped. Employers need to lcok beyond the handicap and look at
the person underneath. "If they're qualified, give them a chance.' Energy
and resources spent On increasing awareness GY managers, supervisors, and
co-workers are Qell sperit. Like aﬁythjng new, you have to sell it.

Many employers seem concerned that the performance of handicapped
workers will be below standard, yet experience shows that disabled workers

are good performers. Often feeling the need to prove themselves, they tend

.to be better employees than their non-disabled co-workers.

Most disabled workers need little in terms of special accommndations.
For even those that do require some type of accommodations, usually the
cost is low. Affirmative action benef1ts everyone by creat1ng an environ-
ment where all empioyees are aware that they are valued for what they con-
tribute regardless of other characteristics. AA for the handicapped
reassures other workers that if they become physically limited in some

way, they will still be valued employees.
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It takes & lot of energy to effect a major positive change. Re-,
cruiters should find the best gualifieq applicants possible. Trying to

- push the wrong person can do the AA"program more harm than good.

Set up a system for monltorlng progress. This reinforces pollcy,
provides v151b11\ty and provides a feedback loop essential to bringing

about change.

Recommendations for Federal Policy Makers - . .

0
A} 3T

Government shouid take a'positive approach to implementing AA for the
handicapped; incentive rather than punishment. The focus should/be on
bringing about improvements rather than looking for things wrongz. These

changes will take time and whiie employers are in the process of bringing

"about change, some areas are bound to be weaker than others. Government

should try to provide incentives for improved performance. Ip order for tax
credit programs to act as incentives, however, paperwork must be reduced.
Government agencies inwolved in training and educating the handicapped
need to focus more on provi&ing marketable skills., They need to become |
more. familiar with the hiring needs of employers and direct their energy
to increasing‘the pool of qualified disabled applicants in fields where ;
job openings exist. ) ‘ f
, . ;

|
Lessons to be Learned /

' . . . /
The recommendations listed above serve well to summarize the 1e559ns

to be learned from the experiences of UCC-ND. A strong management cogﬁit-

" ment backed by capital investment to improve physical access, management

techniques to turn policy into action, and training to improve attit:ﬁes
can go a long way towards ensuring equal employment opportunities for the

handicapped. As attitudes gradually begin to change and employees become
more open to accepting handicapped workers, the 11m1t1ng factor cea;es to

be one of attitudes but rather the availability of qualified appllcants.

144 /



y 144
- ' . Atczchment 1

FORM 2

SUPPLEMENT TO QUALIFICATION RZCORD OF HANDICAPPED APPLICAMNTS

Aftentien Division

Name of appiicant

Vietnam Veteran ___ Disabled Veteran Haudiczpped __ (Description of handicap

)

~

The attached application form is for a handicapped individual who is being considered
under ORNL's Affirmative Action Program for the handibaveed. , ‘

If applicanc is invited, retain form and complete section B after selection ‘has been
made.

If applicant is NOT invited complete section A and return to the appropriate Employ-
ment Department.

Invited Not invited

Date interviewed

A. 1. Why was the applicant not invited for an'inte;yieu?

-
S

2. Were others invited for an interview? . If sc, what were their qualifications?

3. How did this applicant's qualifications compare with the standards set for
the job?

4. Describe the accommodations which were considered for this applicant.

©5. Were the services of the Selective Placement Committee used in answering
question 4? (Contact person for the Selective Placement Committee.
"Barbara Ashdown, 6-2432)

6. Who reviewed this application?

Rk de g R R Rk ke hh kA kde ARk Rk Kk ik kA kA Kk s e d ok AANRAERRR AR RARRKRRAKAR ke kixikAthkdhhkioktkikkk

-

B. 1. Name of successtul appiicant

2. How did this applicant's qualifications compare with the handicapped appli-
cants' qualifications?

r
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Attachment 2
| ROLE OF SELECTIVE PLACEMENT COMMITTEE .~ '«

1
- - Y

W

To adv1se supervisors and managers in the analysis of jobs w1th the
potential of being filled by a handlcapped individual.

To assist in determining accommodations to a speC1f1c individuals’
handicapping condition.
SAFETY DIRECTOR

By special qualification and training and a practicad eye for
identifying hazards, can most readily perceive whether adaptions
in work environment would be necessary.

- MEDICAL DIRECTOR
Identification of individuals as having bona fide handicapping
conditions. Notes any restrictions. What the applicant can deo
as well as what he/she cannot. ‘

LABOR RELATIONS

Where Union Contracts are involved to make sure that there are
no violations of the contractual agreement and to be sure that

‘the bargaining agreements do not preclude the placement of

handicapped persons in hourly positions that may be compatible

with a physical or mental limitation.

EMPLOYMENT DEPARTMENT -
To ensurc that job sﬁecificatidns actually arc job-reiated and
job descriptions. Also that necessary record-. 2eping on applicant
flow is consistently maintained. .

PUBLICITY

Pistribution to Division Directors and Program/PrOJect Managers
of the announcement cf the formation of the SPC.

Announcement in the May 1979'i§sue of the Lab News.

1 ; 1‘463“‘
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Attachment 3 .

ORNL GUIDELINES FOR USING PROFESSIONAL INTERPRETERS

To assure equitability fn‘div€siona1 use'of‘profeséional interprefers, we
have established the following guidelines. : :

Divisional -uses of professional interpreters is recommended for the following:
1. Performance Review Conferences. Because these sessions have an impact on

the career development and mobility of employees, hiring a professional
interpreter is important.

2. Job and career training. Trdining affects the mobility potential of
Individuals. Good communication in this area would warrant professional
interpreting. ’

4

3. Complaint sessions within the divisior, disciplinary conferences, and -
major conferénces betwesn employee and supervisor where confidentiality
and good communication are needed for successful outcome. Judgement in
these matters will be based on a case-by-case basis.

The Safety Director in cooperation with the,Affirmétive_Action Office, will
provide interpreting services for the following:

1. Safety Meetings® Attendance at four meetings per year is mandatory for
‘ all Laboratory empioyees. To avcid eath division bearing the cost for
all safety meetings, the Affirmative Action Office wili be responsible
for scheduling the required meetings for deaf employees. All deaf
employees will attend a safety meeting together. "An interpreter will
be available at that session. Cost of interpreting services will be
covered by.the Laboratory Safety Director.

The Affirmative Action Cffice will check with.divisinns'employing the
deaf for their schedule of dates and topics. - Attendance of deaf employees
will be rotated among divisional meetings and between X-10 and Y-12 to
assure equitability in moving employees around.

Because safety meetings are vital aspects of our work environment, we
need to accommodate our handicapped employees to receive this information.

Divisions will be asked for brief agendas and synopses of these meetings
to better prepare the deaf employees before the meeting.

Deaf employees who cannot attend these scheduled meetings will have to
attend without an interpreter. Employees will be given at least 2 weeks

advance notice of the meeting.
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Attachment 3 (continued)

2. Safety-related training. Safety training recommended for all employees will
be sponsored by the Safety Director’'s Office. Training of this type includes
defensive driving, fire training, etc.

The Laboratory will provide professional interpreters for the following:

‘1. Laboratory-wide personnel meetings. An interpreter will be provided at
one or more sessions of the Laboratory meetings on topics such as benefits,
performance reviews, new programs, etc.

2.  AA Complaint Counseling. If an employee seeks counseling from the Laboratory
Coordinator, the Laboratory will be responsible for the necessary interpreting.

3. Salaried Employee Grievance Program. If an empioyee takes a complaint to a
counselor. the Laboratory will arrange interpreting.

4.  Confidential conferences on personnel or complaint matters. If an employee
needs strictly confidentidl personnel information from any of the Empioyee
Relations Departments that cannot be handled in writing, the Laboratory
will be responsible for interpreting services. This include. cpen door
conferences outside the employee's division with Sommerfeld, Postma, or
other managers.. )

Use of interpreters for other types of communication will be considered on a
case-by-case basis. Overall guidelines for these include:

1. General office communication. Employee's peers are encouraged to learn
basic sign Tanguage for everyday communication. (Videotaped sessions are
available for group practice and an in-hours course is now being offered,
contact Personnel Development, 4-4444).

2. Staff Meetings. Regular weekiy or monthly functions can probably be
handied with assistance from signing employees in this group. Supervisors
should give their deaf employees written agendas and brief synopses of the
meeting. A written summary of the meeting can also be given to the employee.

3. Communication _of general procedures and practices. Communication of policies
and procedures can be done in writing and with peer assistance. Remember
that deaf employee: do not have access to office “grapevine" communication
and often do not get the proper meaning of a policy that might be generally:
“understood" by hearing employees.

tmergency communication. Getting a professional interpreter would probably
take too long for an emergency. The AA office maintains a list of people
who can sign well ercugh to be heipful during an emergency. Please contact
the AA office if you need intervention. Otherwise you might prepare the
deaf employeze's peers to be able to sign well enough fo help.
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Attachment 3 (continued)

TTY's available at'%-10 and Y-12 sites for business and emergency
purposes. Deaf employées can use the teletypewriter devices locat:d
in the shift supervisors offices at X-10 and Y-12. The X-10 TTY i3
located at the East Portal and the-Y-12 TTY is iocated in 9706-2.

o —X-10-empioyees-at-Y-12-can -usg-the-¥-12-device.. Supervisors of d:af
employees are encouraged to familiarize themselves with these duices
and to allow their employees td become familiar with them.

Further guestions on accommodating the deaf can be referred tr the
Affirmative Action Office, 6-2432.°
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COMPLAINT

- Attachment 4

Internal Complaint Procedure

R

EMPLOYEE 4/EROBLEM COES T0 IMMEDIATE SUPERVISOR |
1

(U AVTSOR & EMRLOVEE TALK |

o ) |
L_PROBLEN IS RESOLVED | ; LLIROBLEN 1 WOt RESOUYED) _
 EMPLOYEE W/PROBLEM GOES 70 AA REPRESENTATIVE |
1
| AL REPRESENTATIVE LISTENS] -
' ) £
In . 1
LEROBIEM IS HANDICAP RELATED] PROBLEM IS NOT KANDICAP RELATED)
TNFORMG EMPLOYEE
RELATIONS SUPERTWTENOERT| [AA REP SENDS mqms 70 AA COORDINATOR] FOLUN THE BROCEDURE LESCRIBED:
l - - IN THE NINORITY/NOMEN
LA LR LSTE | ARFIRMATIVE ACTLON PROGRAN
EMPLOYEE 1S ADVISED 10 G0 BACK 10 svmvrsoﬂ
& 1S T0LD THAT AA COORDTNATOR WILL TELL THE |
ENPLOYEES STORY 10 SUPERVISOR BEFORE TALX |
" - |
s [ ENPLOYEE HAS TRIED TUIS ALSEADY
N OR WON'T TALX 0 SUPERVISOR
|
i [ Ak COORDINATOR OFFERS 70 (0
{ 10 SUPERVISOR W/EMPLOYEE
[ .
§ 0 o0} (E¥PLOTEE STLLL WOR'T G0
T
\ — ! A COORDIHATOR OFFERS
f 10 IVOLVE DIVISIOH NAHACTMENT
2
. PMPLOYEE AGREES { EMPLOVEE %ﬁ;ﬂs oreeal
WMWM—J DIVISTON MOUACEIENT & Ab COGROIMATOR|  [DLVISION MCAGDIENT SEXS
., | INVOLVE EMPLOYES RELATIONS DIVISION ADVICE FROM LECAL &/0R
AA COCRDINATOR & PIANT MANAGEMENT MEDICAL DEPARTMENTS
VARIOUS MENJERS OF THE
GENERAL STAFF ARE
\ KOTIFIED
BECISTON MADE & ACTION TAXEN CONSISTRNT W/
_ (0, POLICY, PRACTICE, THE ERINCTPLES OF
I;M {__EFFECTIVE A & HANDICAP RULES & B3 ) 1
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