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Prelate

Thie study explores feasjbility of. research on
how flexible work patte ns might extend education
and, training opportrities. Although its findings are
relevant to , a wider employee population, this
preliminary inquiry has concentrated on thecombined
impact of flexible Worktime and training policies. on.
women in row status jobs1-_

The underlying problem is that, although %/Omen are
eritering and remaining in the labor force in the U.S. at
an unprecedented rate, 80 percent are still confineOr
the low skilled jobs. iniclerical, sales, operative, craft
and service o.ccupations.- Many, without acpess- to
hifgher eduoation before entering employment,, are
still'unable to take advantage of emptoyer-sponsored
learning activities. In contrast to managers and pro-
fessionals whp participate tn education and training
prograths in disproportionately high numbers, these
workeos lare.often biEred by-the more rigid schedultng
of their...work hours. a

4

[5artial solution to 'the' inequity in access to learn:
ing opportunities may lift in the.applicability of flexible
work patterns: flextime, 4-le compressed workweek,
permanent part time, and job sharing.. Might these
women utilize new scheduling to better balance work
and their primary home responsibilities and, at the,'
same time, to take greater advantage of education
and ttainirig in order to reneAk themselves and tO find
better jobs and new occupations?

The findings of tpis report'are based on' a rskiew
related literature and, more specifically, sn a series of
informal4 interviews and preliminaridata)collected at

V
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selected mirk sites during 1981.ito ider-hily.the poten-
tial gains of- the, relationship between flexible woric.,
patterns and learning opportunities as well 'as the
problems that must be overcome, the sampie-inpluded
companies with 6thad Participation in traihthg and

.. education programs as well as firms offel'ing new
wodc scriedulbs. "Nese diseussions hav ( revealed the .
nature and range, of additional data t t would be re-
quired for cnore-substantiv'e study. Equally importantr
'they have made a start at raising management in-
terest in linking two areas ofopersonnel policy whichv;

. until now, have bed° quite/separate.. ., .

Educaion,' training a6d retraining reluirerhents
e

pose an alarMing national Problemnot only because,

of the current high levels of rectssion-induced,

1"

unemployment, bq aleo for' reasons of: structural
change. Seructfiral transformation's "in 'the
economyas olsilobs obsolesce and new jobs occur
in the technical and service sectors,--reqüire a rept-

% terning of labor force skills. Moreover, the changing
-nSture of job supply and dimipished internal mobility

-,, will harshly affect women ' aid other minorities,
es.pecially , if eilforc.emeht of affirmative aptiqn r
guidelines weakens.

it Employersponsored le rning, often termed "the
.. shadow systqm of education," its extent and equity of

access, win be subjected to greater f)ressukes as the
--.. public sect9uole diminishes. Reduceg federal expen-

dittires for training, the hew federa0m, ,and \tern:
meet oyertures for an expanded privatO sector ro 'lli,)k
strain employer-epopsored schemes741ready in place.
And although their long-range implications cannot yet

0 . .be fully analyzed, the cuts in government aid to educa-
tion will limit the development of the human capitalTe-

tr;
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quired fot industry and business needs in the. not-too-i
distant future.

Deepite its focus on ernployer-sponSoTed activities,
this, paper presumet that occupational orientation
arxi re-orientation ere but one pah avorker learning.
The other, reflecting individual human ' values;
depends on a more broadly based content that aims to
Julfill personal potintial, of f and on the job. The fusion
of practical and theoretical knowledge has becdme
even more-critical as all Americans have been forced
to adjust to the often overwhelming pade of soc,ial and
political as well as economic change. Such learning
can make ".. . a determinative differenCe between a
reprieve of opportunity and 'a' lifetime sentence to,
frustration, and ollsolemence."

Learning is addictive. The line between education
,anid training may be blurred when the latter moves
beyond specific tasks to adaptable skills and pro4ides
the basis for the new common literacy -iirtanguage
and riurnbers. .InstructIon which takes place to
enhance work rather than, narrow jgb related skills
may often encoura6e further learning. If new meai)s
can be found to promote fhe availability of broader
trairling, then the longer-range eduCational goal may
also be better served.

This report is intended to provide a basis for &more
informed discussion of the policy questions, rather
than_ to serve as a proposal for SPecifid,e,ullenr
research. To this end, Parr'
"Perspectives:" the trends that may influence the-use
ofl flexible patterns and the provision of educational
and training opPortubities. It then reviews the practice
of new work patterns eand of employer-sponsored
learning activities. Part ll diScusses some examples

. 1
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of "Recent Experience," suggesting the types of data
needed for more complete examination, but focusing
on the necessary conditions to establish the relation-
sh i p. Part .111, "Future Research: Some
Considerakions," outline the principal research issues
which ,ha eri"ierged during this expl2ratory study.
The report concludes with a brief discukion of policy
for employers. .

I am grateful to The Carnegie Corporation of 'New
York and to Barbara D..Finberg, vice-president for Pro-

,1gram and Program Officer, for encobraging the initia-
tiem f this study and for the financial assistance that
made. it possible. 1,,am also indebted to the W. E. Up-
john Institute and to the late, E. Earl Wright, its direc-
tor, for additional support and for the opportunity to
publiSh this paper. .

,
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helped with, advice. I especially wish tci-thtnk Paul E. t
Barton of the National Institute fdr Work and Learn-
ing, Nevser Stacy of the NatiKial Institute of Educan
tion and Janice N. Hedges, forRierly of the Bureau of
Llbor Statistics. Above all, l' am indebted to the
managers and other employees of the 24 companies
who provided data and other technical information.

I. Although I have benefitted*from these individuals in
offidial and unoffiacial capacities, I am, of course, sole-
ly responsible f4r the conclusions of thisstudy and for
any errors of jutIgment or fact which it contains.

NOTE

% 1. Willard Wirtz, "Foreword," in Paul E. Barton, Worklife Transl-
tions (New York,'NY: McGraw-Hill Book Company, 1982), pp. vii.
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I. PERSPECTIVES

Changes Affecting Workplaces and Worker Needs

Economic and social trends projected for the
coming decade are likely to focus continuing
attention on the need to develop the-sJcills, and

maintain the mdrale of American workers. Concern
over declining productivity, together with
demographic shifts and workers' changing values,
all suggest the importance of developing more
effective opportunities for education and training
*and for expanding the use of flexible work
patterns;

Declining productivity is, already causing a
searth for ways to improve workers' performance.
61though few employersvlook to flexible scheddles
as part of the solution, many arp discovering that
the introduction of new work patterns--Wth its

resultant higher °employee morale and more
effective use .of time--often _oontributes to

increased productivity. More important, 4tven
though conclusive empirical evidence of links,to'
productivity is lacking, employers have been
investing i-ncreasingly largv sums in education
and trAining., The pressurd for a more, rapid
applicaAion of new technology will now call for
expanded retraining of workers: those who will be
forced to switCh occupations, others whose skill
requirements may be increased in low level jobs,
and still others whose new jobs will require
greater technological knowledge.

Productivity concerns are also 'affecting

cilanqes in. management _styles, particularly in

medium aridlarge sized firms. The development of
new horizontal asmell Ss vertical relationships,
'through "matrix" Management, enhances the

responsibility for4ganizationa1 effectiveness' of

IQ
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all supervisors and managers. It 'rias strong

influenced the nature of corporate education and
training. 1/ It may, in the future, also

contritiute To further consideration' :of the need

for and the Means to promote pdrformance of all

employees. In some U.S. firms, although far les

than in other industrialized countries, added

awareness of education and training deficienc
arises with -moves to enhance worker participation
in organizational problemwlving and

...olecisionmaking. Other effort§ in job, redesign
require re-examination Of task analysis and better

'worker preparation for these ,. redefined

responsbilities. They may often call attention to
changing the scheduling of Work so that jobs may
be more productive and more.satisfying.

Nek management styles are emerging also to

meet changing worker values. A. more widespread

recognition of "quality-of-worklife" issues has

come about in part because of the slow but steady
decline in job satisfaction. 2/ Because a

workforce with generally higher th"an ever

education credentials is dissatisfied with

routinized jobs,, it is seeking more varied job

content. Some employees are asking, too, for

better contrOl over their worktime. Men as well

as women are looking to balance work with other

aspects of their daily and lifetime famUy and
leisure needs. As many more achilfs participate in
informal and formal -schooling, 'an fncreasing

number are questioning the traditional life-cycle
stages' of education-work-retireMent.

Demographic changes wi,11 further affect these

issues as a more heterogeneous population' is

expected to include larger numbers of men and

wOmen with a likelihood of job mobility..

3/ The coming d de will see, a proportionately

\ larger number of older Workers as the age of the

-r



working population rises with a decline of the
p6§t-war "baby boom." This increase in the number
of prime age workers with a higher level of
educational attainment thanvbefore sug that
opPor.tuntties to advaoce in organizat ns may be
less than worker expectations. ducation and
training will assume more importa e as one of the
several means to achieve horiz tal as well as

vertical mobility. Furthermore, older people, who
'will become a large proportion of the population,
are likely to be working longer, a result of
inflationary prenures and of the extended
mandatory retirement age ,(raised to 70 in the
private sector and eliminated in the public sector
-by the 1978 Age Discrimination Act Amendments).-
Many older irkprs may be forced to prepare for
second and friird careers, often thrOugh jobs whick
are more flexibly scheduled..

The expected rise in the numbers of poorly
skilled, non-English speaking workers will also
pose 'a significant challenge to industry .and
business% It will tend to exdcerI3ate the problem

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

Of primary importance, however, for the
purposes of thiS paper, will be the issues arising
from the "feminization of the labor market"-=tlie
expected continued increase in the proportion of
workers who are women. 4/ About 52 million women,
it is anticipated, will be in'the labck force by-
1990, an increase of atiout one million a year.

.12



Nearly'all of the.projected additions will be aged
25-54, most will ,be married, and.the majority will

have minor children. The growing prevalence of,
two-earner married' couples together with tiler

anticipated high number of parents who are single

(even for some Period of time) will undoubtedly
bring to the forefront the search for new means to,
achieve fahily-well:being ahd exPand the demand

forLjobs which permit a better balarice between
home and work; Also strongly implied is a more

critical role for education and -training is'women
,seek preparation to: 1) make transitions from home
to school, 2) advance to higher job levels within

traditionally female occupations and, 3) surmount
the barriers which noW make difficult their ktry
and promotion in the predominately male

professions.

'The overriding Ouestion raised by the

increased labor force participation of women will

bti whether greater vertical and occupational

mobiliTT-Ean be achieved. OtherVi-i-e, the added

numbers of ,women seeking,employment will serve

only to sharpen the competition-for the same low
paying jobs, in traditionally female occupations

which the great majority of women worksersmWhow

hold. indeed, because women are still entering

1
stereotypically female, low level positions,

according to some.observers, the rise to date of

women's participatiob cannorbe-cli-isidered a sign

.of true progress: Instead, they contend, the

result has been a larger proportion than before of
women employed at or near entry level. 5/ .r

A Conference Board report on the advances in

women's employment opportunities from- 1970-1975

points out that change is underway, but cautions

that the process is complex, particularly in

male-intensive industries where resistance has

been great. 6/ It found that, even in
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white-collar work where: women hold more tighly
paid ;jobs, major progress has been made only in
thoSe industries Nith traditionally larger female
workforces,banking, insurance, retailing and

communications. ,The real problem again is that,
unless Rrovisibn is made'fqr upward Mobility, whfn
woMen do mo,e into'nontraditiOnal fields they tend

.'fo remain at- entry level and continue to' be
Y.segre4at.ed.,

. .This \study'. on 'the feasibility ofnew work
patterns to increase participation in education
a'nd training activities does not presume
that _the availability and utili2ation
of such opportunities, alone, will -lead to,.

16 greater upward end cross-occupational mobility.
Antidiscrimination laws and regulations are of
primary importance; even' though they best
redistribute employment opportunities When the .

total number of: jobs available is growing. .

Internal-mobility is, of course, also affected by
equitable promotion policies and other procedures,
such as job-Oosting. Additionally, career
counseling and-informal on-the-job training, which
includes the team skills traditionally.available
to male employees, will make formal education ane,
training programs more _effective opportunities:
Other supports, above all, perhaps, the provigion

. of child care, will facilitate the career.mobility
of working women. ,But, althOugh.education,.and
training have had- a lower return for women than
men, (i.e., women of similar educationel-

. attainmq't to." men generally have had much lower
job status)., these activities still carry '

significant economic value, 7/ Ifilew jobs of the
future are to be sex-neutral, new initiatives in

-training and education will be essential.

In sum, attention to both'worker educatiOn and
training and to flexible ttme s'chedules will be

.
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heightened during the coming decade. However, it
is of.crucial im,e-rtance that future'consideration

also be directed to changing existing patterns in
each of these areas of personnel policy. In order
for new schedules to offer more than a temporary
plilliative 'as an aCcommoidation to some working
womea, they must also 'begin to 16411-IF fulfill

their more long-range potential to expa'nd new job

levels and occupations for women as a grgr:
Otherwise, a real danger eiiTE fElt flex' le
hours 'may, pa-r7a7Exically, -TeTiforce the same

narrow occupational stereotyping of women.
,

Moreover, 'if continuous
/
learning activities

are to be opened to the great majority of employed
women who are now outside the structure of

opportunity, participation must be encouraged by

supportive 'policies, including the use of flexi

hours. Although these two concerns._ have', urjti

/now, appeared to be quite separate, IkOlicym ers

might nOw begin to consider whether d by what

means they. might be advantageously linked.

Investigation of each of these topis in the
last decade has yielded substantial data through
numerous .sureys and, case studies. Despite tile

fact that neither learning activities nor -new

worktime practice lends .itself to generalization
because' each is diverse and often informal in

nature, the briefi overview which follows may

usefully serye as background to some specific

current experience..0,their' linkage.

New Work Patterk:',Possibilities and Problems

Flextime
New work patterns--flextime, the _compressed

workweek and permanent part-timeare in greater .

use by American workers 'than is generally
realized. About one-fifth of the workers in the

A
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U1S. aria not working a traditional 40-hour, 5-day
schedule. Of these, 7.6 million workers- or 12
pertent'of those in full-time, non-farth, wage and

-4 salary jobs re-on flexible schedules. 8/ The
unique.nature o this pattern has, , been aptly
described as a transfer of some control over the

"timing -of work from supervisors -to individual
workers, even though it does -not change totO
hours. 9/

P

.Flextime is particularly promising because it
offers the kind cif "free" time which might be used
easily fo t". education and traininga regular daily
oped time at the beginning and edd 'of the working
day. Moreover, several types of, flextime are

, possible: (1) tOose -within, the 8-hour day
-requiring starting and "quitting time either within
a specific or variable period, 'and ,(2) others'
wHpre credit and debit hours,are allowed as long -

. as the total hours worked fulfill weekly_ or,
-.monthly organizational requirements, or Where cof;\
time is required only on certain days.

It is important, however, ta remember that the
degree of flexibility open to and chbsen 'by

workers varies 'considerably even within. an

organization', at the same site or from one
location to another. According to a recent
estimate, about 20 percent oforganizations used
flextime for at least.some of their employees in
1980. 10/

.

Women workers- are less likely than men)to be
working in fleictime schedules (as are young
workers and union memb'ers). -Data+on occupational
categories shows a widespread use by sales
personnel, Managers and administrators,
professionals and technicians. Practice tn these
occupations .i5 generally long standing and

informal. Although relatively lower, the use of
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flextime by clerical and service 'workers is

substantial (9.8.percent and 8.7 percent of the
total number on flexible schedules),- representing
a recent development in which eligibility and

schedule rules are more carefully prescribed.
Female-intensive industries are also high
users--finance and insurance (with real estate),
second only to the( federal governMent.

Both employers, and employees -Oran found
positive results from the introduction of
flextime. Workersvalue easier commuting and-the
eeduction of the pi-essure to be at Irk at a fixed
time. They find flextime .helps td'balance their
need for both frqe time, and time for family
rOoonsibilities. 'Despite some problemis of equity

in ejigibility and of initial supervisor

resistance, employers generally cite -these

overriding benefits to employees as their
rationale for adopting flextime. Several studies'
show economic results favorable to the
organization. As is true of other alternative

patterns, however, the initial decisions to

implement tend to be based on the need,to solve
particular husines's problems -(tardiness,1

absenteeism) or to reflecet thb belief of senior
management that flextime is the "right thing to
do,"'rather than on careful economic analyses. .

Compressed Schedules
Current use of compressed schedules would seem

elb.' offer much narrower but still possible
linkage with education and training
opportunities. The actual hours of nonworktime
are usually more limited--from a half, -day to two
full days weekly, dependidg oh whether the 3, 4 or
4-1/2 day sch4dule is used. Furthermore, in

comparison with flextime; use of -compresSed
schedules is low (2.7 million as of May 1980) and
numbers have, edged up only slightly since the

early 1970s. 11/

4
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'Us- of this 'time* pattern, may remain
comparatively restricted because- advantages and
disadvantages cannot be easily generalized;
compressed schedules are particularly firm- and
occupation-specific. They have been primarily
used: (l)' in manufacturing for shift work and for
24-hour, 7-day week continuous-process industries.
where start-ups and shut-downs are costliq (2)
where.capital equipment "May be underutilized; and
"(3) 'where vork is jocated at, a considerable
distance from workers' homes (as 'protective
service jobs). But such schedules cana)sa cause.
organizational problems because of the difficulty
of synchronizing operations within and between
firms. Use of compressed ,schedules is also
-4-imAted (as is 'the flextime credit and debit
scheme), by cOnflicting union contracts and
legislation on overtime premiums. Workers have

jound that although the compressed week, gives a

longer block of free time and redutes,th4 number
of commuting_ trips, it may alsotcomplicate social
and home life, ,particularly for families 'with
oung children.

.

It may be somewhat surprising' that, for
industry as a whole, recent data Teveal that,
almost as' many women 9s men are, working in

compressed schedulesee In terms 'of ,occupations,
clerical workers are less likely' to use hs," .

shortened week than are employees in.' other
occupations, but we might assume that many women
are included in the high use occupations of.4

service anod ,,factOry operatives., Shortened
workweeks are relatiVe,ly rare ion female.-intensive
industries (among the lowestousers are finance,
insurance and real-estate) compare4 with, loCal
p lic administration -( including" police and fire
pers el). The small proportion of clerical
workers 'h are on such schedules may however, be
employed in insurance and banking, 12/ .



Part Time: Its eral Variations c

,Part-time mp oyment would seem to offer a

natural linkage with education and training.

.
(Generarry defined as work of Jess than 35 hoursa
week, part-time jobs have traitiona)ly afforded a

means for younger adu141, to support their

continudd learning. Part-time work has grown

rapidly over-the past 20 years, from about,1 in 12

workers iba 1 in 7, awl now appears to remain

steady. Part timerS aW6 employed in more than

one-half of all firms, although they account for

usual,ly only 2 to 7 percent of each firm's

workforce. 13/ Furthermore; ropy ernpøçers are

now regularizing the new status f these

employees, differentiating amort them by

categories which range in lftle from

"supplementals" to "prime-time" wor s. Some

companies offer 'salaries/tand fringe benefits

comparable to those accorded full-time workers in

similar jobs; only a few ha.ve4 expanded the

.oceupWoDal ranqe open to part-time employment or
have extended promotion opportunities to part-time
employees. Whether the pattern can now be used in

a broader fashion so as to eficourage education ir-ia

Tra.ig for prime-age workers, particularly .

women, depends in large measure pn the success of

current efforts to promote such dianges.

These \initfatives fo develop part-t-ime

employment as- a longer term, career work 'pattern

rather than a temporary, peripheral arrangement,

however, must first counter the long lirevailing

practices and perc tions of part-time workers.

Women, and the youn nd old, whoare con'sidered

to have little sense of attachment, are thoSe"

who traditionally, work part time. Although not

all part timers are confined to the unskilled

labor market; most are concentrated in the trade

and service industries where uneyen scheduling

demands make their employment most attractive to

1 9

.
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employers.. Because these jgbs often involve
discrete tasks or workloads with predictable
:Cycles, employers 6ave been able to oecial
operating problems by increasing shif . 1Sales,
clerical and service workers and laborers are
likely to work less than full time more often than
Managers, supervisors or skilled-craft workers who

4irganizational perceptions of high

nd few part-tiW positions because of/
skill

requirements, continuous work flow and the neld
'for Communication.

Parttime work has generally yielded
oignificant economic returns to employers.
Superior job performance by part timeri often
reduces labor costs, as does the lack of many or
all of the fringe benefits accorded to full-time
workers. Part timers are frequently paid less
than fultime employels, .but the wage
differentia 'may be largely due to the fact that
part time is still confined to lower level jobs
for men as well as women. 14/

4

Given .these considerations, part-time
employees and their employers have rarely invested
in educ:ation and training. Workers, both male and
female, on part-time schedules theoretically have
more nonwork timesfor training and education, 6ut
rea1is4tal1y liaVe far less incentive when the
availability 6T--ifigTei: level jobs on a 'art-CIW
basis, is low. Nor are tTE-37i--TiFily as fulT
timers to be able to afford the co'st of education
and'training. Employers traditionally have been
reluctant to train even those women who work full,
time, generally citing higher turnover and

. ablentee rate's. AccOrding to some studieS;
turtover and absenteeisM, often show a greater
correlation to low job status, lack of advancement
and other' factOrs than to gender alone. 15/
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The more recent development of career oriented

or,-permanent part-time employment may Well

encourage greater provision of opportunities and

more widespread participation in education and

training Activities. Beyond the regularity of

hours available for learning, incentive is

enhanced when such jobs, considered.permanent by

the organization, offer advancement possibilities

and-a range of fringe beneffts'comparable to those

accorded full-time employeesl Although

occupational segnegation largely dominates, more

regularized part-time employment has opened in

jobs at higher skill levels and also in technical;

professional and even managerial fields where

continuous learninggis a more tccepted requirement
forltuccessful job performanCe.

In creating a greater number of Permanent

part-time positions in the last decade, employers

have responded to the demands of an increasing

number qf workers--oarticularly women who wish to

remain M. as well as enter or re-enter the labor

force. But, indu#try and business have also,found

that advantages frequently outweigh . the, added

financiAcosts of 'social security and of fringe.

benefits, especially when the' latter can be

prorated or offered in cafeteria style. 16/ Aside

from solving peak dekand. problems, companies IlIve

experienced reduced labor costs, including less

overtice, as a result of a better match'between

work load and labor input. Many emploYers ,have

maintained, if not improved, productivity due to

imOroved emplbyee morale and loWer absenteeism and

tardiness when employees are' better able tb

organize nOnwork activities outside of paid

hours. Others repok easier recruitment.and, even

more H6hly valued, a higher retention rate of

skilled employees--those in mid-career or

pre-retirement periods who wish to reduce hours

for family, healtfi and other reasons. In the case

of skilled employees and in others where.training

9
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invoJves futdre full-time workers, overall -hiring
and tra ning costs may actually be lowered.

JOb Sharing`
\ 7613 sharing, which emerged in the late 1970s,

combines some of,the adyantages of part-time with 4P
thpse of full-time employment. The job is a

regular full-time position but the jobholders work(' ,

part time and divide salary and fringe benefits. ,
This pattern may offer a unique potential for
education and training in two respects. Sharing

. llows a: regular block of nonwork time, as do'...,
other part-time arnangements, but because it

affords greater continuity,of coverage and; often,
a combination of.diverse skills, the new pattern
may flurther expand the variety of:occupations and
levels of part-ti e jobs. Furthermore, this form

all
,of flexibility_ may encourage a new type ,of
on-the-job tr ing whereby a partner with more
highly developed skillS may be tearried with a less

,....' experiericed worker.
.

Unli.ke other new work patterns, no aggregate
data exist on the, extent of the usage of job
sharing. Pract.ice is sporadic 4n the private and
in the public sector, -although it has been more
visibly utilized in thelatterwhere educational
in$titutions and local state agencies have offered
job' sharing along with other voluntary time
reductions. Current use_by private organizations
may well be greater than has been.reported. But,
in.general, it may'be safely assumed that. most of
these employers have tyet to expand job sharing
beyond a proportionaely few ad hoc.arrangements
in eachorganization. Occupations are thought to
be diverse and job levels vary frOm professional
to unskilled workers. An informal national survey
in 1979 found that the largest percentage were
teachers (26 percent) and administrators,
coordinators/program developers (25 percent).. 17/
A more recent Conference Board survey found that
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banking and insurance-were the most likely of the
industry users. 18/

,

Most job shvers, who are matried women and

are likely to hhe children at home, particularly
value the ability to balanceliome and work. But,

beyond this,sthey have often been. able to f,ind

employment with salary and fringe,benefits which

are not oenerally available on a part-time, one

-person-- b6sis. In addition, some sharers find

special.Ovantiage in supportive team collaboratlion
and in the ability to trade time and tasks with a
partner: .,

Empl .6r-s have realized benefits from the use

of job s aring similar to those.discussed earlier

.)

orother part-time s'cheduleg% But, additionally,

. they ,report, unique advantages of this pattern

which can alleviate or solve many of the

diffidulties associated with part-time work.

Greater* flexibility is Made possible when one

employee 'covers for the other or when- both

partners adjust worktime to; peak and slow

periods., .Furthermore, job sharing in professional

' and supervisory positions has often been found to

bring a--more pr'oductive performance than would a
.,

si,ngle full-ttme employee. The pattern has been

especial-1Y successful in lhose. higher, level

positions.,whichl-equire: (1) liaison within and

outside the organttation, (2) field work in

Offerent geographic_ locations (3) time

pressures over lortg or'short period . 19/

The complications of instituting and managing

job sharing which employers usually anticipate.,

have been handled successfully in'both the private
and pilblic sectors: Careful brokering .to ensure

complementarity between partners and between

patners and the job, appropriate scheduling, and

commuificatton between sharers, co-workers and

manager% ,are, all important conditions. And

,

0
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althou-gh this form of part-time employment,
requires, too-, that employers revise policies on
fringe benefits, many have instituted a system of
prorating. Finally, in some instances, the
inclusion of these and other provisions of parity
with full timers has mitigged the union
objections, to evenk this \form, of part-time
employment. ,

However, it must be pointed out that organized
labOr generally continues to object to the
expansion of all part-time employment on the
grounds ,that it willtincrease job competition;
worsen unemployment and detract from the goals of
shorter worktime for all Workers. National
leaders also contend that part7time jobs tend to
downgrade occupational statue, aid those workers
less in need, and make -future ,organizing
difficult. This cla' nues, despite the fact
that at local levels, union officers,

nizing the need to respond to workers'
genuine desires for redUCed hours, have negotiated
for part-time options. They have acknowledged, in

e bargaining process, that tome jobs are more
conducive to parts4ime hours and that the option
of reducing worktime is Often preferable as a

temporary alternative to lay-oft-N.
"

Employer-Sponsored Educatton and Training

/

- Unlike new work patterns which 'appear as a

mutually advantageous accommodation With
relatively few organizational costs' or changes in
structure, industry-sponsored education ' ang

training .have beCome an expensive and coMplicated
business necessity. .20/ It serves basically to,
adapt previously acquired skills and knowledge to

the needs of the job. Increasingly, these
actimities also' s'erve to compensate for .%

deficiencies of general or vocational-knowledge.
They often intlude general knowledge designed--te-
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enhance skills and to adapt to new Xechnology.

This continuous learning takes place in both

informal on-the-job training .by co-workers tior

supervisors and through more formal instruction at
the worksite and elsewhere.

Although in,dustry activities are still largely

considered a pr'ivAe. affair, they have become of
greater publjc ooncern as billions of dollars- are

spent and millions of Americans, involved, and as

the desiOd effects- on productivity and wcirgkrs'

income and occupational mobility are questioned.
Yet, there are real difflculties in appraising

these diverse and oftqn informal lear

activities. National surveys of

industry-sponso.d ed cation have been infrequent

and irregular. Ibre important, Ney' cannot
measure the unrecorded on-the-job activities which
are the most 'prevalent type of education and.

training. And, despite the fact that tfie training
itselfyis becomin'g an industry, thetill has been

little examination of the total job to determine

the'optimum relationship between activities which

take place on and off the job. 21/

Available information on th-e scope and nature

of employer-sponsored programs underlines *the
uneven access to training. A 1980 review of the

diyerse surveys concluded that:
c/a

--EmOloyers provide formal education

opportunities in fewer than half of alyfirms, but
by more than 4 out of 5 of the larger POns;
--Among 'those 1.arger firms, about 1 in 5 workers

takes part in training programs during any one

year, whereas the proportion is much smaller for
all industry;

--Management and white-collar workeak, far more

than manual workers, are likely to paRlicipate in
formal training;
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.training accounts for only a small part
compared with learning .ab6",*kompahy* products,
orientation and safety;
--Most companies which offer ,training did so -on

company time. 22/
IL

'Occupation and industry also deterhOne what
opportunities are available. Thinumber and type
of opportunities . yang, significantly among
managerial employees, sales,, supervisory
personnel, draft and operative worket=s, clerical
workers, and professional and technical workers.
The structure and"technology of industries affects

('

the provision of.education and training; high
tecOology employers, for example, find difficulty
in hiring already trained workers in most

, occupations, '.depending ,on the location and
available labor supply.

, .

The most specific data on the learning
opportunities available, to nonexempt workers is
found in a 1981 Conference Board report of small,
medium and large size establishments in banking,
manufacturing, utilities and insurance. About 84,
percent of the respondents provide on-site
education and training -for both office and

clerical workers and production operations
workers. Banking, utilities and insurance,
particularly, 'provide programs for clerical and
office -Workers. Utilities and manufacturin4
industries (to 1 somewhat lesser extent) offer
these activities to production and operations
Workers. At the non-exempt level, training aims
largely at pral,d/ing specific.job skills or safety
and industrial skills to newly hired employees, in
coOtrast to training for lower level exempt
employees which aims to improve performance and to
prepare employees for new duties. 23/

(-)
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Utilizattion of Tuition Assistance .

Thei availability oi tuition assistance,

programA it might be assumed, would provide

learning opportunities for low _status workers.

These are programs by which companies offer .

financial assistance to some Or all employees to
encourage, them -to study, generally at outside

educational institutions. But the problem arises

'not in provision by employers but in utilization

by workers.

The Conference Board survey referred to above

found that tuition assistance is provided to

full-time, white-collar workers; both exempt and

nonexempt, by 90 'percent of the coMpanies

surveyed. For blue-collar, nonexempt workers,

tuitibn was provided by 80 percent of the

coMpanies. A 1977 study by the National Institute

. of Work aqd Learning estimated the number of

workers eligible through union-employer negotiated
plans as nearly 2 million. Participation,

however, in all plans in the.United States. is

generally considered: at between 4 and 6 percent.

Those most, likely to utilize tuition aid are

workers whplalready have a greater number of'years
of Schoieling and are in. higher paid

jobs--essentially white male workers. 24/

A study focusing on the utilization of tuition
assistance by women found that lower participation
relatedt basically, to woments. position in

low-status jobs. Although women of all income,

education and skill level§ took advantage of

tuition aSsistance tnan did men at the same level,

within either sex the statuS/hierarchy
distinctions held true. Among the program-related
barriers faced by women were the requirements that

courses bejob,related and tuition be paid ,in

advance. Momen were more likely than. .men to

4elieve didt-education would not help on the job
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and to cite thei,r "fear of returning, to school."
They were also more Anclined to feel that
"fatigue" and rigid work schedules barred their
participation. 25/

Research on programs where. tuition aid is
highly used by employees at all job levels has

found that organizations develop specific means to
encourage employee participation when they are
committed to broadly-based .education and training
programs. Where this kind of commitment exists,
opportunities for nonexempt workers and _women
amolig themare made more effective. In order to
assess the relative value of new work patterns to -

, increase participation ih education and training, -IP

this preliminary study willAake into account the
ways in which worktime is adjusted. -in soilie of c
these organizations.
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II. ADJUSTING WORK HOURS FOR EDUCATION
AND TRAINING: SOME RECENT EXPERIENCE.

The following 'review of recent experience .

relating flexible work patterns to learning
opportunities is based'primarily on interviews and
preliminary data,collected in 1981 at selected
worksttes. It indicates certain additional
ipformation needed for more comprehensive
investigation. More important, it implies the

, pre-conditionLfor policy consideration of this
linkage.

Part Time: Progress and Problems

As alre.ady sug§ested, increasing participation
in education* and training through part-time
sdhedóles for low status wome poses a

contradiction. Obviously, some w men who work
part time are able to undert e continuing
education, particularly with the growth ' 'of

community colleges and other institutions offering
low fees and convenient scheduling. But most
women who voluntarily work part time do , so in

order to stretch nonwork hburs to carA, for home

and family. 'The majority, those at "lower job
levels, rarely have financial means of their own
to return to school. Like many women working full
time, they must also overcome fears of new

learning situations. They, especially, will need
the incentive of potential economid return.

To wkat degree have the efforts bo improve the
status, advancement opportunities, talary and

fringe benefits of 'part-time employment succeeded
.5o that- reduced hours may serve as a bridge for
learning? Certainly, the current picture cause
1Th....optimism than that of other new work
patterns.

33
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Opportunities for employer-sponsored training
for part timers are unusual. If 80 percent of
women Working full time, are confined to
'traditional female occupbtions, despite the
changes ,,,outlined earlier, a still larger
proportion of,part-time workers remains even more
stereotyped.. Employers who are unlikely to inNest
in on-site training for such full-time workers are
even less concerned with part timers. In fact;
the expansion of part-time. schedules is clearly
limited by employers' concerns about training
costs; workers are on the job only half-time and,
.the numbers to be'trained are doubled. Companies
Who employ part timers, even on a p'ermanent basis;')
on the other hand; often fincithat costs ,are
negligible, Rrecisely because they hire workers
who are either already trained or who need little
or no training to perform their tasks.

Tuition.Aid Benefits
Altnough an increasing number of employers are

offering fringe benefits to part timers, these
,bengfrits usually take the formCof paid holidays

good deal of the reportedly
"new" part-time employment, which affects women in
predominantly female ocCupations, is often a

conveni
accommo
arrange
support f
for upward

ce in "mother's hours," a genuine
ation in time and place. These special

ts rarely, however, include financial
r con .-0 learning nor encouragement

lity.II III

. An example of this type of accom datfRZ
'found in the Control Data bindery plan:, tse f an
innovative approach to job creation, in Selby,

'Minnesota. Istablished after the riots f the
60s, the plant was designed to prbvide emplo ment
in the inner-city area. In mid-1981, -the 280
employees, largely minority and female, all wor d

,part tiMe although their managers "Forked fu I

time. (In the organization a, a whole, about 6

3 4
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711,

percent of the 56,000 employees have some control
over their work hours. About 5,000 are part
timers, including mahy'in professional positions.)
At the bindery, skill requirements are low, and
mothers,/ teenagers and other students work three
shifts as needed. Although in:the past ten years
about 175 employees have moved to higher-paying,
full-time jobs in the company and elsewhere,
management regards% this plant operation only
incidentally as a training mechanism. Moreover,
even if continued education or formal training
were wished for by employers, company policy does
not include these part timers as "supplementals"
in eligibility for financial assistance.

In general, even where mployers provide
tuition aid programs, part t ers are usually
ineligible for these benefits The Conference
Board survey cited earlier, ich 'found that a
large majority of the compan s surveyed offered
tuition .aid to f 1-time workers, also found that
part-time production workers yere eligible in

programs offered .by only 6 percent of the firms
(compared with eligibility to their full-time ,

counterparts by- 93 percent of these / firms).

Programs which included part-time clerical workers
were offered by 13 percent or survey respondents
(compared to 99 percent for their- full-time
counterparts); most were in banking and
inSurance. 1/

The companies investigated in this study which
epiploy .a substantial prop9rtionx'of part-time
workers present a varied picture. Some limit
'benefits to full timers only;,others provide for
paq-time entitlement, and StM1 others, even
where career development progranexjst, limdt the
types of Courses open, to 1*s-than-full-time
workers. ,

,

3 5
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Part Time and Tuition Aid: An Experiment

in EiraClection

In an effort to test the feasibility of

determining participation la part timers, we

examined the tuition assistance recORTa Santa
Clara County, California, of 367 employees

represented 121 Local 715 of the Service Employees

International Union (SEIUT7 This site . and

employee population are particularly relevant

because the union\local, whith represents about 58
percent of the cOunty's workforce, includes a high'
pPoriortion of workers in loA. paying 'Sobs. The

local, an oft-cited example , of- positive union

leadership ln,worktime flexibility, had negotiated

for a minimum number' of- part-time positions

("split" codes), whereby two employees divide the
responsibility\Of a full-time position, and still

receive full fridge 0,benefits. It also,

successfully ,bargained for a program of Voluntary

Reduced Work Hours (VRWH) whereby employees may

choose- at six-month intervals, reductions in

worktime. These range from .2.5 percent tO 20

percent, with correspondipg wage reductions but

with seniority and fringe benefits largely

unchanged.

According to tuition aid records, .those

em lo ees who work either split codes or reduced

ours jialliost eqi.-0---rrumberS)--ToTin fact,

participate in outside education in a much higher

pnoport' n 178 percent) than might, be expected, la

their epresentation in- the Loca 71.5 population

S6-7 p rcent).

This is especially noteworthy because of other

faCtors influencing the use of tuition aid funds.:

(1) Employees do not usually need to use such,

sschedules to enroll, in the few courses made

possible under the relatively low reimbursement

Sum (300 at that time). The county permits

)

-
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workers, in. thoe instances when a class is not
offered on - non-worktime, to make up only.half of
the time taken from work. (2) All employees are
using the funds less tlhan tn prevfous years when
programs were better pdblicIzed and fewer free -

programs were offered by local colleges. (3)

TraVing is given a low priority at all levels of
the organization. These activities might now be
considered more important because budget cuts have
resulted in limited' staff and changed
assignments. Management regards the allocation of.
training funds, however, as a luxury in contrast
to direct service needs.'

Data Needs

A peeliminary study of these records also made
clea'r, however, the many categories of additional
data required for valie%nalysis ofthe)effect of
reduced' schgdules on participation in outside
education. More comprehensive information, would
disclose, for example: (l).elie extent to which
participation may be affdAtedloy\the ineligibility
of employees in certalk departments and job
classifications to work less thri full time;, (2)
how the .20 percent usage rate by female
participants on reduced schedules in lower level
jobs (clerks, hospital, social and community
service workers) compares with their
representation in the population; and (3) whether
the largest (35 percent) group . of' the

participants, public health nurses, were alst
using the additional time off for which they are
el'igible through a separate plan. \

Job-Sharing: Existtng Limitations
Investigation. of.the effect of other examples

of job sharing as a means ...to increase
participation in educational oppOrtunities poses
particular complications in regard to women in low
status jobs. Knowled4e is limited' because the
practices, despite efforts of its advocates,
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co inue -as an accomModation to individual

em0 es, with only small numbers'in a growing
diversi of worksites. Among these experiences

are many-in which individuals have deliberately

chosen to° use the option to pursuek further
learning. 2/ In others, job-sharing.arrangements
have allOWed the pairing of employees with

t skill levels, with one partner training
r.

But, in Arare instances involving larger
,

numbers of employees (50 plus), job sharing has

either 'been Clirected only at high school students
in a cooplerative program (Equitable Life

Osurance), or utilized the pattern as a temporary
41ternative to 1ay-6T7s (United Airlines).

In general, both the more singular and larger
scale examPles have demonstrated the difflculty of
utilizing 'job sharing as it it now most commonly
practiced . as a means to MgnifTE-intly increase

acc6ss to education and training opportunities.

Perception and practice tdo often resemble the

more tradifijiial part-time arrangements. With few

'exceptions, companies initiate job sharing

experiments by allowing the option only to current
full-:time employees. Where new hires are

permitted, employees are usually already trained.

And, although some higher level jobs are being

opened to sharing, employers still tend to

restructure jobs perceived 'as easily divisible,

those likely tkbe at the lower salary levels and
lacking advancement possibilities.

These limitations are exemplified at the

Rolscreen Company in PIT1a, Iowa, an unuiTiT

instance of job sharing Ia, r-aalion workers.

About 4 percent of the workforce 68 individuarS),

predominantly women, arrange half-time schedules

with partners. They choose to job share primarily
to make time for family care or more leisure-br to

3s
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ease the transition to retirement. Although a few
sharers are students- working a night shift,

normally part timers are not eligible for the 100
percent .tuition reimbursement which is used by

about 10 percent of all workers at the plant.
CompaRy_ poljey limits ,job sharing to ,those
previously empldyed full time and these only in
job classifications below the higher skill levels.

In order for job sharing to become a valid

means to continue learning, future practice must

first verify that the option can, in fact, fulfill
its promise to open positions in a wider variety
of occupations and levels than has So far,been the
case. . At this'time, job sharing at higher level

jobs has not caught hold in industry or business
nor existed for a sufficient'period in the public

sector to determine whether even this ,form of

part-time employment can provide genuine.career
, progression.

sAjthough some sharers, have been promoted,

these are' likely to be cases in which 9ne partner

moves to a full-time position; rarely are both

- promoted as sharers. In such instances,' still

small scale, the..shared.job-has itself served as

training. But, given, the complex nature of

divided responsibility in higher level positions,

it is still unknown whether and by what means such
positions will remain open to sharing beyond the
tenure of initial incumbents.

If, in the future, part-time ,employment,

including job sharing, permits vertical and

occupational mobility, then these reduced hours

might more realistically provide both impetus and

meahs for continued learning. A longer tenure and

a loWer turnover through a more continuous shift

to and from full-time employment within the same

firm could als'o then be possible. Because this
kind of life-lcipb employment would focus

39 .
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investment on the employee rather than on the job
lir se, it would increase *the incentive in

e ucation and training for both the employer and
the employee.

40-Hour Flexible Schedules

Compressed Work.Schedules
A few examiiTi--67 the _shortened workweek

indicate 'a more immediately practical link to-

education and-training and suggest the particular
conditions which need-apply, In all of these
organizations, management is committed to policies
of employee development and use of tuition aid is
high. In only two, however, have employees found
thi/s particular work pattern especiAlly effective.

At the Connecticut General Insurance Compativ,
a forerunner in developf5Te55Toyee programs aimed
at increasing satisfaction, a variety of training
and education programs are open to nonexempt
worker-S. General y, although no.formal flextime
pragrams exist, employees are allowed time off (or
compensatory time) for on-site or -off-site
programs. Productlion workers, however, such as
those employed at the Data Center, find this
especially difficult. About 170 employees (1'5

1Dercent of Center employees) work a shift of three
12-hour days. Although no data are available on
their participation, the managers of training
programs and the data unit indicate that employees
do take advantage of.training on their, free days:
Future .investigation would have to ..take into
account not only the comparative, use of tuition

aid, but also the participation in internal
courses paid from the separate department budgets.

A different ex erience has taken place at the
Wells Fargo Bank San Francisco), an organization
Tri-5noted for its career development programs,for
women. Here, worktime flexibility is encouraTIR

4 0
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in arrangements by individual departments, .

although again no official flextime policy

exists. Several years ago, the'Trust Department

attempted to institute a fogr-day week. The

Department, according to its manager, is more- er

inclined,than_others to experiment, possibly as a

reaction to 'its pure Service nature and its

relatively rigid work content. It also has a high

'education budget, of which tuitioh assistance is

only one part. s

The four-day schedule proved unsucceSsful

beca of problems of coordination within the

and the- need to meet particular state

requirements for certairmemplow hours. But the

department also found that employees did not wish

to schedule courses on "free" time, particularly
when an estimated 10 to 15 twceot of time at work

is Ordinarily.concerned with educati-on and

training. Employees .in lower level jobs,

particularly, may feel less incentive to volunteer
for education, it was expl4ined, because their

isolation from the rest of the organization and

their highly specialized skills mike mobility to

other departments unusual.

A more successful use of compressed schedules

-tikes Trace at Physio-Control, a medical.

instrumentation company in Redmond, 'Washington.

The company had earlier operated four-day and.

four-and-a-half-slay shifts; it added a. weekend,

shift of three-- 12-hour days because of labor

shortages and a high use Of overtime. Because the

work.is technically oriented and highly skilled, ,

Physio-Control was particularly anxious to attract

students .and others interested.,in continued

training. At the same time, it encouraged the

local ,community college to develoy relevant

couNses, especially . in 4electronics and in

accounting, a.

414.
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:The percentage of weekend workers ("weekend .

warriors") using the 100 percent work-related
tuition reimbursement hasyaried from 35 percent ,
to 65. percent, considerably higher than the
approximate 15 percent participation by all .

employees. However, numbers.are,small and on1y-a4
'few of the 42 workers on this ,shift (which
accounts for 15 percent of the total employee '

popUiation) are women.

Flextime
A though. we know too little yet about which,

workers on flextime schedules also use the option
in order to pursue education and training, this
new, work ptterriz'-appears -to offer the most
significant potential for increasing participation

pOnexempt as well as exempt workers. Two
surveys of .gokreFnment workers hav0;found that

employees on flextime schedules realized the
greatest advantages in increasing personal time
for famify ,and recreation, as would be expected.
'But,' additionally, a 'large portionlpf the survey
groups (43 percent, 49 percent) also found that
the schedules afforded a greater amount of time
for eficatTonal activities..3/

The results of,-..t ar survey at the John
Hancock InSurancetompany in oston are of special
interest because they reveal that, although 19

percent of the workers on flextime felt the new
pattern increased time for educational pursuits,
72 perceht of the survey g'roup found that flextime
had little impact. 4/ No valid _comparison can be
made with government surveys without additional
data, bUt it might be pointed out that at John

Hancock, overall use of tuition ,assistance was
only abOut 1 percent (1980181). Moreover, in

contrast to the experience described below where
flextime may eXtend training time, at John Hancotk
it serves instead to limit the time ,available for
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'in-hgmliml programs. In order not-to penalize
.emploS/ees- on such time schedules, superviSors
scinfine training courses to core hours.

Hewlett-Packard: Possibilities and Data Needs
A, different approach, may, emerge at

Hewlett-Packard (HP), the California electratics
firm, where anticipated growth and explicit
cor orate, philosophy are contTiFirting to

nsi eration of revised em lo ee developmea"
-policies. TeC1iFic-57)7T-all emp oyees may use
flextime schedules, although use is universal in
manufacturing and unusual in sales. - Several
personnel and training managers at headquarters
and in at least one division where interviews were
conducted acknowledge that flexible hours may /*

4/ significanily,increase participat.ion-in education
and traihing opOortunities.
g.

Flextime has "opened more options, though not
Tnecessarily Tore time," explained, a train,ing

Manager. It may allow an employee to stdrt mirk
two hours earlier or to-stop wor,k later and .t.ake

advantage of either education Oonsored off-site
or company training on;site. The schedule also
enables the company to put classes on "the front
or tail end of.shifts and Oick op eimlOyees on the
graveyard shift at the same.time."

We would need mitch more data; however, at each
divisional level,to'determine whether and in what
ways this more flexiOe'learning time affects the
1:arge number of women employed 'at

,i4ewlett-Packard. Of the 47,000 HP employees in
',the U.S., almost half are women'(41.5 U.S 43.5
40'y Area); They are concentrated in the'nonexempt
(Population at 'the secretarial ang
.jgs. Their mobility beyonO the 'nonexempt level

this typically male-qominated; .high-tech
iirganization has generall.Y, been limited to

management positions in personnel and occasionally

13
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in marketing. Whether they (and the 'men in lower

'skilled categories) would take advantage of more
flexibly scheduled education and training depends
on the extent to which"the company may develop and
encourage these opportunities at each of its 43

divisions--where tuch innovation genera4ly takes
place.

f

Training activities, now directed at

management, may focus in the near future on the
developeent of production workers. "One of pur
biggest issues," the director of personnel
maintained, ,flis the. need for trained people,
technicians as well as engineers." Employees will
have to be moved up into the hard-to-fill higher
skilled jobs.' "There's no reasdn," 'he pointed
.out, "that we:can't get 'entry level production
people moving up if they're interested and We make
it easy."

Continued growth is stimulating changes in the
content of employee' development programs; the

existing courses aimed primarily at familiarizing
employees, with the organization may 'be

supplemented by others in more specific job

content. The results of "Open Line," a 1979

employee attitude survey, were widely reported in

the house,magazine. They are frequently referred

'..to by personnel managers' in discussions of

education and training needs. This survey, which

disclosed employee desire for skill training 'and

counseling, has' also served to raise the

expectations of nonexempt employees, in the

opinton of at least one manager.

Other changes loffect the scheduling of

training. Until,recently, al4 stcill training has
had to take place.on workers' own time. A greater
number of courses are now being offered on company
time 'as well as in off-hours programs, Off-hours

,pr6grams are taught by company instructors on-site

_ V
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and are generally considered to strictly benefit
the eMployee, although they may, also include
.general skill training. Beyond the Sah Francisco
Bay area, at least three Cvisions are operating
joint programs- with-icomm ity colleges whereby

, college --,..ited-it.,--courses a taught by college
teachers,on.Company sites.

Dap Needs'
. Jn .orde Ao investigate participation in the
on-site, a t-hours training progtams- and to
determine whether, flextime in .fact increases
opportunities, future investigation should obtain
dati.,from a sampling of selected divisions. . To
consider which types of opportunities are actually
'available, these data sfiould also include ,

information on the varying emOloyee poPulations at
.each location in comparison with the extent to
which the types of Courses sliffer by enly and A
locality.

For example, accordin904.to the data for the
North Bay Area in California (seven division's),

. / the participation rate in after-hours courses is
-/ low (3 percent of those eligible), compared with

other areas where it may 'be as high as 35

percent. Two possible,e/0.4nations were offered:
(1) that the NorthBay Area includes a higher
percentage of clerical workers (who are presumably
less inclined- topirsue technical course.s which

__are offered); (2) in this same geographic
area, a higher centage of employees may be
participating in courses at community colleges
rather than in thase conducted on-site,' At least
one area college haS scheduled, special "Early
Bird" morning Courseswhich may accommodate
employees either on flextime or on regular.
schedules.

In order to determine helithe amount spent for
tuition aid ($2 million in fiscal 1980) was

,15
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actually dispersed, it would be necessary to

xamine data beyond those available at

headquarters. An abcounting of the dollar amountS
expended by each entity does not accurately
reflect employee participation, since: (1) costs
for outside education vary by site, and (2)

budgets at each site are used in varying amounts
by individual employees. More detailed
information at selected sites would also proVide a
basis to analyze the-comparative use bf a prorated
time reimbursement scheme by which HP refunds 100
percent of the expense (assumed to be the usual
use) if personal time- is used for classroom work,
50' percent if company time is used,.and 75 percent
if time is shaYed between the employee and the

company..

Informal Flexibility

. .

A comPrehensive study of the role of new work
patterns should also examine the more infOrmal
flexibility in those workplaces where a large

proportion of lower status employees takes part in
continuing learning. In these companies,
sdhedules are adjusted either in an ad hoc fashion
or on a regular basis ,through releas"Jatime:. 5/
Although such practice defies precile
quantification, intensive orl-site fnestigation
would better determine the equity of access within
employee populations and the result on employee
.and employer of ,this intent-specific time

flexibility. Policymakers might. ,then more
rationally assess the rela.tive advntageskof new
worktime patter-Qs-. It is important to reeOgnize,
however, that this informal flexibility is most

likely to be made available' to employees kin low

status, jobs when companies have ,ebroad;

well-developed programs in education and ti-aining
already in place. ,

*
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Polaro: Opportunities and Participation
At the Polaroid Corporation, in Cambridge, .

Massachusetts, women worki5at- houTTy jobs take
part in lar e numbers in innovative internal and
external e ucation and tfaining programs. 6/ -

Participatibn on company'and employee time i§ high
in this atmosphere where "education is in .the
air."

The success of the overaT1 program has
depended on several factors: (1) the company's
financial success and corresponding growth from
200 employees in 1957 to 13,000 (l981),4With many
employees in jobs requiring both technical skills
and good general education; (2) the initial
commitment to education and tra.ining of its
founder, Edwin.Land, in ,his desire to create a
model business enterprisei f(3) policies o

:internal prdmotion and job.,posting;,., (4).' a

community in which many.educational facilities are
available; and (5) careful staff planning and
execution of programs.

At the time of this study, abouthalf of.all
Polaroid employees were involved in one or more of
the 'internal' and ekternal education .programs
provided and paid for by the company. n external
courses alone, about 10 perce of employees
participated, well over the national average in

.tuition assistance programs. This has been,
,attributed to .program structure, content and
support. Full costs are paid inadvance (rather
than the more usual reimbursement procedure) and
hourly and salaried employees are entitled to the
same benefits. The program is TAM publicized and
ITETudes staff support to assist and advi-se

employees. Content is broadly based so '. as to
include not:only skill impromapt but also basic
courses in reading' and math4n-S well as others
leading to asbciate, bachelor, and ,advanced.
degrees.

/17
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Tuition aid finances company-initiSted
training programs requiring education outside as

' well as courses undertaken by employees in

external programs. Several special career

mobility programs combine both in-house and

external courses. Some involve_gomen workers: the
nine-month secretarial internsW1rogram, and, to,
a lesser degree, the more unusual two-year

nternal technical cooperative progra whereby a

small number of employees receive two hirds pa'y

and alternate periods of Work and studj toward
bachelor of science degree.

Data Needs .

Data available during this writing suggest

that further investigation might yield useful

information to examine the-relationship of time
scheduleyto education and training for women in

low,stattls jobs. According to Polaroid managers,

use of Auition kid by nonexempt workers, in

mid-1981 ,was approximately 40 percent. But 'we

would need to know more precisely the number of

women participating, the jobs they occupy, the

types of courses the pursue, and the results on
mobility and well-being.

In internal programs, women have been well

represented: approximately 20 percent of the total
population of nonexempt women engaged in internal

courses at this time were women in hourly jobs

(compared to their representation in the company

.population of, about 25 percent)., According to

training managers, most hourly workers take

courses in technical math and manufacturing

skills, English as a .second language and in

secretarial techniques. More specific data would'

be required to determine the types and number.* of

courses which each.employee Arndertakes* as well as

the number of employees who apply and/or who do

not complete courses.
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, More important, policymakers must have more
complete,data on the effects Of particiPation in
these 'programs. A report by the. National
Commission on Working Women has questioned
whether, in fatt,, the availability of
opportunities has had as significant results on
the mobility of' women .in lower-level jobs at

Polaroid as in other ,organizations. 7/_
.

Tektronix:.A'Singular Success Story?
The innovative education and training programs

open to all em lo ees at Tearonix (Te , an
electronics company in Beaverton, Oregon, have to
significant effect on moving, lower status
employees to new: jobs and job 1eVF1T-- 8/ "My
geml,t' dix0ained the.. manager in charge of these
programstri "is to helps. people get involved in

education that will hé,10b't dm to help themselves,
to understand more about!, the company'5] products,
their jobs-and'the jobsl,ey would like to have."
Many of the men who have'..become vice presidents
started at benchwork. Women, who account for
almoSt half of all employees, have often been
first employed as' production, assembly line,
secretarial and Clerical workers. From 1975 to
1980, .when the nuMber of employees more than
doubled, the *fiber, of women who moved to
profdssional jobs more than. tripled. In 1980,
almost 30 percent of managers'were women, compared
with 8,percent in 1975.

Flekibility is an integral part" of the Tek
atmosphere. Although -Many courses take place
after Work (exceptjor immediate skill training),
emploYees may alsoyaccasionally use worktime for
learning. .In thissinformal; largely democratic
workplace, an .honor system allows employees to
keep their own time records. Employees may change
to .part-time schedules,' though 'their numbers
appear low; fewer than.10 pecent use flextime', .

which, as a manager comMented, "happens anyway."

1
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These informal adjustments, however, ere only
one of the several factors which have made. Tek

education and training programs so_ effective.
Other factors include: -(1) a policy of internal

promotion which encourages the linking of learning
to career paths; (2) an active staff in the

education and training dePartment to counsel and

assist employees; (3) low cost of internal on-slte
courses; and (4) the proVision of child care.

Because of its location in a relatively remote
area, initial labor shortages vi,rtually assured

that the company had to "develop its own." .Tek

founders Howard Vollum and Jack Murdock, who

organized the company in 1946 as a profit sharing
venture, believed that the Tong term success of

the company depended in large measure on

encouraging employees to", develop, their career

potential. This philosophy has continued to

underlie cOmpany policy, 'even though the more

recent presence of other electronics companies and
of community colleges has somewhat lessened

earlier needs.

An increasing number of women participate in

the Tek Education Program (TEP), in noncredit

courses aimed at providing the skills for higher

job levels. Although most classes take place

on-site after-hours, a few are held.during the

workday to,allow second shift employees to take

part. The'company pays half of the low ($20)

fee. Child care is available and employee family
members may also participate.

The tuition 'aid program, which allows both

work and nonWork7related, education, has been well,

used. Over611-participatiop in,1980 was about 13
pecent, somewhet.higher in the field offAces than

in the main- facility in Beaverton where TEP and

other on-Site classes are hOd. Women employees

ute about half of the aid, it is estimated.

50
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Courses are scheduled in regular classes at

community colleges but with registration at Tek or
in the cooperative education programs sponsored
jointly with local institutions. Mcist employees
(70 percent) use ' the full 100 percent
reimbursement for job-related courses rather than
the 50 percent offered for nonwork=related
courses.

These internal and external programs (together
with special workshops for upward and occupational
change) are made effective because' .of' 'the
company's linkage of education and training to
career path's. The catalogue which summarizes
courses and,reimbursement procedures for' tuition

assistance also outlines.possible job. and career ,
opportunities. It explains how courses may be
used to attain a new ,job, cautioning that
"although no class or education course guarantees
a job, most are helpful." The handbook describes
positions, indicates what types of opportmpities
are available to enter'this field, lists potential
earnings or pay4raises and specifies courses in
the.TEP,Orogram while also suggesting that%many
courses.are available.at local community colleges'.

A system ,of job posting and career counseling
also supports education and trifFirTi programs.
Despite some recent tightening of regulations, the
Job Opportunity transfer system, which is widely
distributed through .the company newsletter, has
facilAtated lateral as'w411 as upward moves by all
employees, including women in lower level jobs.
The career change process has been- fluid. Tek
encourages informal discussiOns with managers,
especially because managers have often changed
careers during their employment at Tek anCare
likely to be 'receptive to employee needs. The
cOmpany has also periodically added more formal
career counseling and speciai career related
workshops and prOgrams to meet specific heedS.
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The experiences at Tektronix and at PolarOid

extend the possible scope of future consideration

of workplace flexibility -and learning--

partic larly for lowen status workers. These

adjustme in worktime 75,,,be, under such

circumstances, s valuahle are the parti6UTTr

flexible patterns. The additional . data noted

would provide a better basi,s for examining, the

equity of opportunity and indicate its effects.

But, howeVer broadly it .defines flexibility,

subsequent study will also need to assess the

implications' of some of the fundamental

organizational issues which have emerged during

this review of current'experience.
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5. In two of the surveys on, tuition aid usage,
"adjusted time",is listed as a separate category
from paid or nonpaid time. A 1979 Survey of 141
plans found that about 8 percent of those
companies which allow workers to take time off for
courses pay employees for tithe lost; 10 percent
grant ethplOyees time off without pay; 14 percent
adjust work schedules and 8 percent use flexible
schedules., Allen E.- LeBel, A Study of Negotiated
Tuition Aid in Industry, Exhibit FTWashington,
DC: National Manpower Institute, January 1978)
unpublished. A more consistent survey, (adjusted
-for nonresponse) found that, of the 274 companies
with tuition aid programs, 1,2 percent of the
respondent companies ."adjusted schedules" 'for
office and clerical, workers, 11 percent for
production workers. (See note #I-23.)

6. For a detailed description see Kathleen Knox,
Polaroid Corporatiob's Tuition Assistance Plan: A
Case Ikudy, Worker EducaMiiFidTFYTITTFTV6TTEies
Project, National Institute of Work and Learning
(Washington,'DC, 4979). /

7. See Appendix, Mobility in the Marketplace.
Case ,studies ,of Programs, PFTicies and Practices
that Provide Working Women with Career Mobility,
Draft, Manuscript (Washington, DC: National
Commission on Working Women, 1981).

8. Useful background material on Tektronix is
found in Paul Ferrini and L. Allen Parker, Career
Change (Cambridge, MA: Technical Education
'Research Centers, 1978), and Mobility in- .the,

Marketplace, note 7.
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III. FUTURE RESEARCH:
SOME, CONSIDERATIONS

This preliminary study has found positive,

albeit tentative, connectioRs between flexible

hours and employer-sponsored learniMg programs.

It has also.suggested, howe'ver, that this linkage

will affect women in low status jobs on a

significant scale 65-Ty -IT other conditions also

prevail.

In -the immediate future, patterns within the

40-hour workweek--the compressed 'week and

flextime--appear, the more practicable. Even the

potential advantages of flextime, -the most

proMising work schedule, however, are likely to be

best realized when companywide, well-developed

'education and 'training programs 'are already-in

place. Part-time arrangements, in contrast, Must

'first acCord these employees eligibility to

programs comparable to their full-time

counterparts. Considering the current etonomic

scene, the requisite expansion of part-time, jobs

which would encourage more continuous emPloyment,

i.e., a More,regu'larized transition to and from

full-time emploYment, nOw remains far more
doubtful.

TO'be of value to policymakers, any subsequent

research should, bd broader. in scope ihan was

originally conceived bY this paper. It must take

into account: (1) the wprktime-learning connection
for employees at all job tevels, men as well as

women;. (2) the practice of informal flexibility as

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

and mobility as perceived by em lo ees a&-well,as
/enployers; and (4) the contributory ro e of other

organizational strategies to encourage mobility,

including ongoing support systems.

2,
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A more comprehensive' investigation might also
be narrower in focus: Education and training of
nonmanagement personnel, a comparatively recent
concern, is translated into consistent practice by
relatively few organizations.. The degree to which
such enterprises may also utilize time flexfbility
to enhance participaa&depends in large part On
the stage of its commitment to, employee
development. In order to deterMine the value of
flexibility as one variable, subsequent. study
would 'best confime itself 'to a selccte
organizations which have reached a more advanced
stage. Management at these worksites has a more
impelling rationale to examine education and
training 'programs and to' make available the
necessary data.

Contained, in-depth studies at selected
.

preliminary sites would determine , more
conclusively the feasibility of such schedOles ,t9

.

ehhance,opportunitids for low status aS,well aS'
other woekers. 'The 'County of Santa Clara, for
example, bffers various time schedules, a diverse
employee population And an active union:
'leadership. ',Its experience might provide- a
replicable example forxivate as well as public
,organizations, particaTarly as training funds are
affected by cost reductions. Further
investigAion elsewhere, f- such as at

Hewlett-Rackard and Tektronix, would yield data
for a more valid analysis,of-the capability of -

different approaches to promote- emploS/ee

developme-nt' in the ligh-technblogy growth
industry.

.
, 4

,

But beyond--.addirfonal\data and specif4 site
selection, consideration of the feasibilftiff new
patterns to increase leaping anti- of future
research toward this end might -also take intO
account some broader implications of this .,

preparatory study: the effects of organizational

0
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complexity, industry-educatio cooperation,.
differences between ,during- and after-hours
scheduling', and changing organizational policies.

Organizational Complexity
It is especially important that subsequent

study consider policy and process within the
entire organization, rather than at corporate
headquarters alone. Companies offering education
and training tend to be large;\ with complex

etureatheadquarters and severalseparate
worksites. Continuing decentralization will
fprther diversify personnel practices as rising
costs to employers. and employees dl,scourage

geographic mobility. Education and training and ,

flexible worktime opportunities now vary widely
within the same company, a result of (l) the size.
and,function of, each entity and its units., (2)
occupational and job categOries afid levels, (3)
the proximity of outside education facilities and,
not least, (4) the inclinations of individual
managers and supervisors.

14 The initiation of innovative training
opportunities and of vorktime flexibility may. more
likely ,occur at local levels. An in-depth study k
Of Hewlett-Packard, rot' example, would examine how
pervasive is the type of program in progress at
.one of its 43 divisions and what might be
necessary conditions. The Computer Systems
Division in Cupertino was (at the time of this
study) directed by a personnel manager especially
concerned , with increasing opportunities for .

nonexempt workers. He had developed, in addition
to the more usual apprenticeships, a special
program to train these eMployees to move to entry
,level engineering positions. Half of the
participating employees were women, former
secretaries and production workers who worked half
time at regular pay and returned 10 .school full
time for a two-year period.
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Elsewhere, in female=intensive industries

(even in cobpanies with active career development
programs), eligibility for in-house and external

education and training may vary substantially '

dmong--emptqyee gruus At-John--Hancock-,---agency

field employees (about half of the total 20,000
U.S. employees) are unable to participate in

courses reimbursed by tuition aid. Regulations
confine eligibility only to those employees on the
home office payroll. (-The company has been

considering extending eligibility to at least the
clerical workers infield offices, particularly
because they also lack opportunities in the career
development program available to their
counterparts employed at headquarters.)

In banking especially, the types of training
opportunities are affected,by4geographic spread as,
well as by the traditional separation of_functions
at the branch levels. The Bank of America, the

largest U.S. bank (highly rated for its employment
of women as managers and officials),, relies onjob,.

posting rather than on formal upgrading programs
for office and clerical workers. Nor is Ot
possible for corporate staff to oversee the way

its training pro'grams are used at branch levels.

At Wells Fargo (noted earlier as a reportedly

`"4---4ep1ary model of moNlity for women) :the

in-h19use career development program4 .or

"catalogue" courses, ?lave been used primarily by

employees. atciheadquarters. Occasionally, branch

employees on the "platform" or credit side, rather
than those, who are "operational" (tellers) may
take part. The staff develdpment guide, designed

to. encourage training- of these .other branch

employees by managers, emphasizes that "intereSe
in employees' career goals will pay significant
dividends in staff morale and performance."

However, here, as in all highly 'decentralized
organizations, branch managers have substantial

5 7
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training they:

This 'same complexity also complicates comPany
efforts to systematize data on training, tuition
assistance and ori..the use of flexible hours. At

Wells 'Fargo, for example, some.marragers maintain
ttiat the thousand accOunting Units.with separate
budgets would require. a: "Cadillac system of

, accounting to track how much is spent and for
which emp-loyee fn outside seminars, ihternal
programs nd tuition assistance.. lsewhere,:

organilations' have only started t stablish
computerized,personnel records. Som , like John
Hancock, are prompted by the need for,performance
appraisals. In others, where employee development
plans are less defined, managers are only now
establishing methodP-to organize training data in
order to stimulate supervisor interest in new
training programs.

,Industri-Education,Cooperation
Subsequent 'investigation .might als6 .take

account of' the effects of the changing
relationship between employers end educational
institutions. .Although in-house learning,programs
remain their highest inveStment, many companies

Amare. alSo turning,to-educational institutions to

, fulftll some of their training ,needs. CommunitY
colleges, especially, are seeking older students,
including a large part,of the working -population;
as the golden years of.the 1970s turn to the
declining enrollment of the 1980s, This new
relationship is,requiring added efforts by each
sector to increase flexibility.

It is important to realize, of course, that
only 'some of these programs involve nonexempt

workers. The' largest, part of employee-sponsored
degree programs and short courses affect managers
and Professionals and are therefore not relevant

56,,
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to this study. Peripheral, but of interest for

future research as they may be applicable to a
greater -range of employees, are the flexible but

'IL, limited term work-study schemes fb? high-school-

off students.- In these, firms may fulfill-a sense-of

community responsibility and also attract

graduates to hard-to-find jobs.

The availability of low cost courses,at local

- institutions - -may-- -affect the

development of internal training programs for

nonexempt workers in several respects. _It may

serve to explain a certain lack of- management
interest in such Rrograms, as appears the case at

Hewlett-Packard. At Polaroid, however, the

presence of such institutions gives added impetus-

to the internal courses which serve to prepare

emplOyees for outside programs. At Tektronix, the'

more recent establishment of local colleges has

changed the 'content of internal eduCation.

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

initiated, were later eliminated as community

college courses became more available. The

internal program, which' then became more

occupationally oriented, may in-the future be

expanded if, as anticipated, local outside sources
are forced by budget cuts to reduce offerings.

Industry-education cooperation also bears on

flexibility in both place and fime. Probably only

a relatively few companies assist employees with
registration for courses taken off-site, but many

more appear' to be using the worksite for the

--jointly sponsored after-hourscourses; Mthough
ptructors are usually.company employees, credit

.wti-s often offered when courses are taught by,

college faculty whose salary i also paid by the,

college. This convenience; especially when',

courses are offered immediately after worktime,

may be as helpfu to workers as are the flexibly
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scheduled Classes aking place outside the

workplace. In areas where no such scheduling
exists, flextime will make little difference. But

elsewhere (as the "Early Bird." classes mentioned
before), class times are more likely to4oincide
with the varying schedules. Employees may start
work eariter or later or organizations may include
these hours as worktime to be used for on-site
training.

Employers sponsor both general and

job=specific courses at community colleges. The
number of companies that reimburse employees.for
nonjob-related courses is probably low and it

appears that employees are less prone to choose
general education classes even when costs are

covered (generally at the rate of 50 percent).

Usually, 'companies reimburse the fees of specific
job-related courses such as those which
lamiliarize nonexempt workers with technical

fields, as data processing, computer
programming. 'But, they are also .increasingly
concerned with sharpening basic skills . and

technical writing, speed reading And math.

"English as a Second Language" (ESL). courses tend

to be offered in areas where employee populationS
include a number of recent immigrants.

Among the many issues which will be explored
as organizations and edUcational institutions seek
to insure that this.cooperation brings mutual

advantage is whether or not-7the traditional
responsibility of th'ese colleges can be

maintained. On the oneT.hand, industry-sponsored
coursesare_needed to_sustain enrolimentOftl_the

. other, contracting with employers may also
restrict the access of other adults including
those -who are not employees of the sponsoring
firms. The potential danger also exists that the
emphasis .on vocational, curriculum will further
reduce the institutional resources which have seen

Go
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devoted to broader general gducation. Because

many low 'status workers have had few past

opportunities for such learning, the result would
be to narrow even further their range of choice.

ttki.

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

increase partilipation in learning actiyities will

also be affect-0 by policy variationv-on the use.

=-----of---mork-t-imeo-rnonwarktime.___Elext_ime_may increase
opportunities in both.time arrangements, but its

'value to employees Will also end on whether

employee or company time is inv lved.

14 regard to nonexempt w kers, there are

indications that the cOntent of aining may be

changing, causing a wider range.of activities to

take place on worktime. This is not to sayoeven
as at.the management levels, :that training extends
beyond immediate task orientation toward long term
in ctual and human,development. Rather, its

vo ational orientation may also encompass

1 g-ran§e career development. Elsewhere and more

g nerally, employer-sponsored learning may include

e remedial basic. education courses mentioned

rlier.

As we have seen, companies vary widely in the

degree- of responsibility they assume for this

enlaeged content. 'At Hewlett-Packard, where eve

skill training "on cdmpany time is of recent

origin, reimbursement for outside 'learning is

limited to more narrow job-related subjects. In

contrast, at McGraw-Hill where a more broadly
.educated workforce-- is ,Aeemed--desirable, the

comp.any maintains an active program of continuing
^AUCation--some 67 courses, many carrying college

credit. Here, too, these courses -are scheduled

after work, in contrast to .the worktime classes
which are described in the catalogue as "designed
for immediate application .on the 'job or
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preparation for a job the employees' department
head hopes the employee can assume."

Courses on tompany time of a broad's nature
are apparently more available to nonexempt worker's
at those sites in female-intensive -industries
where career development programs have' been
instituted. At Wells Fargo, at last ()tie-third of

t the internal- courses are open io "staff." At
Connecticut General, worktime courses affecting.
nonexempt employees include those in "individual
development" (tareer management, etc.), others ir
"communication" (writing' skills and ESL), as well
as fn "continuing education" (typing, .. math, and

. 'degree programs).

The scheduling of courses listed in Polaroid's

"Human Resource Program for 1981" shows more
diverse distinctions. Management courses all take-
place 'on company time as do the technical skill

classes for nonexempt workers. The classes_ in

word processing and secretarial skills vany so

that seven take place .on worktime, three on

employee time, and two on shared hours. Of the
ESL classes, ony one uses worktime, witivtwo on
emplbyee time and three on shared time. Moreover,
all those in "fundamental skills" (readAng,
writing, math, academic equivalency programs and

'tutor training) are on shared time. Company time
taken only in part, reportedly because

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

Future investigation might .well examine the
*I' effect on .participation of these varying

schedules, particularly the use of shared time.
The'combined hours may be especially effective in
.increasing participation for 'upward mobility

62
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programs. At the State of Connecticut, which has
developed pragrams involving. cleriCal workers,
this scheduling is considered appropriate because
the employer "gives some incentive and yet.

employees have to make some sacrifice."

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

v-.
, The "infningement" of employees'

time at a program 'at the United California Bank

made for certain difficulties. A pilot program
for Secretaries at Wells Fargo was unsuccessful,
reportedly because the women needed.early evening
Wours for family responsibilities. At John

Hancodk, it was explained that training on

worktime is difficult for production (i.e.,

clericsl workers) and experiments with both shared
and, after-hours schedules proved unsuccessful.
The 'problem was caused by the need for carpools
for the longer commute beyond the immediate Boston
area, and possibly also by the need for second__
jobs. At least one company also felt that the

.employees in operating areas, who have set work
quotas, often consider training as an "escape from,
the workplace."

Changing Organizational Polidies
Workers' experiences are affected :by their':

place in the organizationAl system and also by

where the system happens to be at that moment.
Subsequent study of flexible work and learning
Might also be aware that, although only some firms
are at an advanced stage of.employee development,
others -appear to be in the process of change,-

Of. the organizations offering significant
learning oppor4nities and/or altirnative work

patterns to lowep,status workers, few deliberately
use flexibility formally in order to jncrease
learnIng. But one of the unexpected findings of

Aj
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this preliminany study is that more firms than
might be anticipated are recognizing the need for
more broadly-based employee development. Some are
considering new means to achieve this objective. imr
If th4s-proces-s were tocontinue in-even-a-few_'..,\

,firms, changes which appear minor in the context
of the total labor market may still be significant
at the specific enterprise level.

Some few companies have progressed beyond the
learning opportunities as we have defined them to
alter-work itself'so that it becomes learning
experience. ---TiThough their examples may be

distinCtive, they provide a frame of reference for
subsequent study. In these organizations, the
introduction of socio-technic systems and job

rotation has redesigned 'Work so as to -1'kt-ease

worker participation, learning opportunities and
worktime flexibility.

The most highly publicized of these

experiments has taken plade at the Harmon

Automotive Division Plant-in Bolivar,' fennesseee-;
Learning is both part-of the job and more formal
in classes at theeHarmon. School. Job redesign has

increased Aarticipation in decisionmaking and in
self-managerdent for itany workers Who have had only

a few years of formal schooling. As employees
share in productivity increases, they have been
able to earn\free time. Many of these free hours

have beeh used by employees, to take Tart in

classes. Since 1974 when the program started,
enrollments have been high in courses of basic
education, work-related or special , interest

'coCirses-and-health-and safety. 1/

This type -of continuous learning, however,

remains unusual in the .U.S., where training iS
aimed for the next job rather than at the whole
person (as is more likely in Japan). Only a small
number of large companies have developed
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sophisticated training. Many more, especially
those in the high.technology growth industries,
are in what may become the beginning stages of
developing.training programs.

In most companies,'it is contended, management
development is but the first step in the process.
As managers at all levels become'more skilled in,

"human relations," they tend to become aware of

training needs and to gain the skills to put new
training ideas into 'practice. At the Weyerhaeus-er
Company in Tacoma, Washington, for example, this
has also taken the form. of a new kind of training
for first line supervisors. A program involving
350 employees which includes many nonexempt
workers (those supervising a few others) is

expected to spread. to several thousand employees
at headquarters and other locations.

Much of the attentioa to employee development
needs, as we have discussed, has resulted from the
existence of equal opportunity laws and

regulations. Although the current political
climate may substantially redu6e implementation of
earlier affirmative action 'guidelines, certain
change processes have been started. In the recent
past, only a part of this change has involved .

education and training directly. Many companiet
have improved formal training whereby some
in-house training is avaijable to all interested
employees and extended eligibility under tuition
assistance to fnclude work-related rather than
only job-related courses.

Of more importance, equal opportunity issues
have often had to be dealt iii-th-lh7the larger
context of overall ,personnel policies "-and

practices. ,.2./ These concerns have also been
addressed as a matter for the wholrorganization
rather than the .personnel department alone,

particularly because the reSponse to affirmative

P J
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action has come through regular job openings
rat er than through special programming. All

levels of management have had to be involved to
some extent in planniq and implementation. As

an dditional result, ceitain interpersonal
barri rs have been lowered in some .instances.
Women eve gained not only the opportunity to
learn ew technical skills, but also greater
familia ity with.what one manager has described as
"corporate street sense."

The 'ntroduction by firms of new means of
"communic.tion.," especially quality circles, may

also have long-range effects on expanding
management wareness of the concerns df low status
employees. When employees meet together to solve
the problems of the workplace, they are encouraged
to open_ bro der dialogue. Experiments with
quality circl s, as a senior vice president of the
Bank of Amer'ca commented, may also provide an

added type o .development skill for loW status
employees, a ore effective exposure. Managers,

especially ate he eorporate level, "may begin to
look at employee differently and change their
sense of lower exp ctation."

All.the requisite conditions which will, in
the future, determine the applicability of new
work patterns to broaden participation in

education and training opportunities may be

subsumed in this--management's changing perception
of.workers, both as employees and as individuals.
As thR vice president of a growing electronics
firm commented; "Let's distinguish between what
we'd like to do and the way we'd like ,to be and.
whem--me We now"---As-thetr-expectations are

raised, mariagers are_ more likely to develop
policies for worker .learning and for worktime
flexibility. Only then may the potential gains of
this linkage be realized.,
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NOTES

1. The No1ivar Pro'ect Pro ress Report February
1978. P pare y t e }tarvard University Project
on Techn.logy, Work and Character (mimeo), pp.

24725.

2. See note #I-6:pp. 20, 27.



IV. ISSUES FOR FUTURE POLrCY
.
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Designed to test the feasibility of further
study, this\investigation has, nonetheless, raised
several broad policy questions. Employers
considering procedures to improme employee
productivity and to enhance career opportwOties
might examine the$e implications.

:Fundamental to these issues is the question of
how management will resolve increasing pressure to
contain business costs, Will tratntmv--anid
education_ investments be among the first budget
items to be severely reduced or eliminated, as is
often the case? Might they, instead, be iiore

closely scrutinized for most effective u -ity?

Considering the informality,.diversity, and p lvate
Programs, it is,

regate data exist
activities. More
of consistent data

character of amployer-sponsored
snot surprising that so little a
on the effects of these
unexpected is the frequent lack
within individual enterpri es. If, however,

employers are . now to make more rational
determination of optimum levels and allocations
for these investments*, they ma9 be prompted to
systematize the necessary information.

Such an assessment of the efficacy of training
and education would bring into judgment a range of
questions now, largely ignored. What is or might
be the priority of trainim eXpenditures when
calculated in relation to .total labor costs,
including, for example, recruitment, turnover and
relocation? In terms of total job requirements,
might, managers wish to determine 'more exactly the
optimum relationship between learning that takes
.place on and off the job? Beyond equity values,
Might they also consider whether the condentration
at the nonexempt level of training for specific

job skills rather than for improvement and

ehhancement for future duties is, in all

'3 8
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instances, the most appropriate for- perceived
onger range drganjzational.needs. In regard to

'tuition aid benefits, might policymakers then
re=examine the limitation .4of reimbursement to
dourses which are immediately job-related?. Might
'some of this a'Ssistance be broadened to include a
greater range of educational offerings so as to
tenefft employer as well as employee (as was
presumed by the 1978 legislation' amending the
Internal Revenue Act to cover wider tax
deductibility)?

tft

Policymakers may.also.be moved to question-the.
ways, in .which better 'connections with local

educational and .technical institutibns Might

affect costs, course content and enhanced employee
participation in learning. Because\some companies
already assume a degree of respboibility for
other types of personal counseling,migpt these.
and Other organizations,consider the value of a

.

torresposding. role for _educational advising?
Finally, tn this review process, might management
also become better aware of the degree to which

employee participation in nonmandatory education
and training may be motivad by

organizational-policies--not only hose affecting
- interne) mobility, but the- less complicated

introduction of flexible workhours?',

Consideration of neW work schedules poses a
related set of iSsues. In evaluating which

/schedule or coMbination of 'sthedules will best

succeed, management will want to make' judgments
dependent on . the technolpgies and social

characteristics at each enterprise and lOcation.
Décisionmakers must take into account the specific

- problems new tiMe patterns mil* lolve or

alleviate, _the emplbyeg preferences Oby could
meet, and, :die constraints that need to be
overcomeregulations nd legcslation, and

adjustmerits in supervisory attitudes. They would

C9
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be better able then to address the additional
questions that must be.answered so that these hew
scheddles, in addition td,other mutbal advantages,
might also significantly .expaft4 participation in
education and training.

Despite the fact that the effectiveness of

time flexibility in widening employee invonement
relies, for greatest efficacy on overall-
organizational policies and ltical conditions,
these patterns can, in fact, offer choices for,
learning to nonexempt workers hitherto gegerally
available oaly to management. Wher,eas the shorter,
workweek iS more narrowly restricted,to particular
technologies, flextime is broadly applicable to a
varietY of cfhpanies. It is alsO well-suited to

expand both worktime and nonworktime for edutation
and training. In considering- this pattern,

Mowever, employers will need to evaluate which'
procedures will-best ensure, forl-example, that

hours-are-open for on-site 4--ather-than-'

to tore hours.

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

a wider range of employees,' job categories and
:levels- might prove amenable to part-time
schedules Part-time ethployees would thus be more

...

encouraged to take part in and be better able to

afford education and training at -their own

expense. Tuition aid, benefits to 'part-time

employees might also them be more-practicably'
extended on a wider scale than is now the case.

in this connection, policymakers might find

replicable experience in the long-standing
work-study schemes involving younger adults. And;
looking to the future, leaders in business,

70
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education and government might together examine
the implications of a new form of temporary
worksharing--a combination of part-time work with
education and trafning.

A Kinal. question asks whether.employers ought
.to look' to special'programs that .concentrate on
making the time-learning connection for women at
lower job levels. Doubt.less, the 80 percent of
women still confined to low,skilled.jobs would
benefit. However, given the danger of 'ffurther

sokoccupational segregation, such programs might more.
profitably be integrated in overall personnel
policies.

Women, as well as men, in lower status jobs-

will gain when these policies reflect a broader
Vision which would recognize, that work and

learning can proceed together; that education
cannot be limited to early years, clintinuing

education-to employees already more-"credentialed1t
or to the acquisition of narrow skills likely.to
obsolesce within the next decade. It would

acknowledge, too, that rigid work schedules--which
restrain.continued learning--are not .necessarily

equated with-efficient job performance.

Might not the price/ of arealized
opportunities in individual and orgaRIZational
growth prove more costly than those incyrred by.

the introduction of such related quality-ofr
workiife measures?
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