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An experimental and denonstration project was

conducted over a five-year period in California to test the concept
of l&y=-off time training to enable vorkers to qualify for promotion

and increase their earnings.

The canning industry vas found to be a

suitable area for this type of training since it had annual lay-offs
follovwed by assured recalls to vork and vas feeling affirmative
action gressures. The project's final efforts (after tvo years of
discouraging experiences) in the canning 4industry were quite

- successful and included the following benefits:
in the knowledge and attitudes of workiny women toward

.and employment;

(1) extensive changes
advancenment

(2) the job status of women improved; (3) both the

, cospanies and the union learned aboit the operation of their labor

market; (4) the affirmative action process was accelerated:

(5) the:

industry developed internal training programs; and (6) the public
schools developed adult basic education for the cannéry workers.
Also, the project!s training program vas included in a U.S. Court

approved Equal Enplayment Opportunity aqreeient for the 1ndustry

(ELG)
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The Office of Research and Developmeﬁt af the Office of Pa]h:y, Evaluation
and Research, Employment and Training Administration, U.S. Department
6f Labor, was authorh: ed first under the Manpower Development and
Training Act (MDTA) of 1962, and:then urider. the Comprehensive Employ-
ment and Tralning Act (CETA) of 1973, to conduct research, experimentation,
and demonstration to solve social and economic problems relative to the
employment and training of unemployed .and underemployed workers.
-Research also includes national longitudinal surveys of age cohorts of

the population at critical transition stages in f@rklng life which examine

the labor market experience of these cohorts. Studies are conducted on
labor market structures and operations, obstagles to employment, mobility,
how individuals do job searches, and various préblems that pertain
particularly to disadvantaged persons. Expesimental or demonstration ‘
- projects may test a new technique of intervention, a different institutional
arrangement for delivery, or innovative ways to cofnbine resources.

h\

Analyses of the results of the most significant of these studles descriptions
of process, handbooks of procedures, or other products deslgﬁed .
specifically for planners, administrators, and operators in~the CETA

system are issued as monographs in a continuing series. Information
concerning all projects in process or completed during the previuus

3 years is contained in an annual catalug of activities, Research and
Develqpment Projects. .This publit:atmn and those in the mnnagraph
series may be obtalneci/upcn request, from:

Inquiries Unit ;
Employment and Training Administration
U.S. Department of Labor

A\ Room 10225 Patrick Henry Building
601 D Street, N.W. '
Washington, D.C. 20213
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‘This monograph is an account of one effort to convert an economic and J
. humsan waste--the nonproductive time of laid-off workers--into an ‘

individual and community asset. E

by the Employment and Training Administration. The project provided .
training and stipends for laid-off, low-skilled vorkers in the -
California canning industry vhich made trainees eligible for mromotion

to J&bsiaffering more pay per hour and more hours per year, and
substantially increasing earnings.

The effort began as an Experimental and Demonstration project funded

At the conclusien of 'the project, the empioyérs and the union agfeei
to continue the training program at‘the employers' expense, and
incorporated the training into the collective bargaining agreement.

,’Subsequently, a cldss action suit filed against the companies and the

union, asserting that minority employees had:been discriminated
against -by the institutional arrangements under which they worked, was
tried in the U.S. District Court.

, s (in terms of the suit) was preponderantly Spanish-
speaking women, some Spanish-speaking men, and some bldcks and Chinese-
Americans who earned moderste wages with limited weeks of employment

and little opportunity for advancement.

which alleged discriminatic
e .gsulted in large cash awards assessed

3 =]
paid to affected employees.

In this case, the U.5. District Court, in addition to awarding com-
pensatory payments, specifically upheld the training program as an
efficacious response to the problem of prior institutionalized
discrimipation. Thus, a new tool was added to those that can be used
to reduce diserimination in employment, that had its origin in the

Employment and Training Administration's Research and Development
program.
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In time, the industry training program concentrat
instruction, while local public schools were persuaded to provide
basic education and literacy training.

4 modified, is in use [in one industry,
ther through joint lahlor-management

Thus, an R&D mode!l was tested and
i o}
»f one or the other of %hese parties.

and 1s ready for Furt%gr use, e
effurts, or under the ausplices
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Director
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: K PREFACE
' The idea of training workers when thay are laid off so that
they might return to work soocner or at better paying jobs has
long been attractive., When thé unemploywant rats began to rise
ip, 1970, after its nearly decade long decline, the Office of
Ressarch and Development, Employment and Training Administration

-off time training (LOTT) project in Antioch-Pittsburg,
lifornia. The area has small residential communities, but a
large industrial base and is located about 45 miles from Oakland,
California. Antioch was the site of a prior project which had
successfully trained minority, disadvantaged youth to entedr the
area's industrial plants and the community seemed a logical
choice for the project. he industries were layin§ off workers,
including many of the fofmer trainees, and it seemed intuitively
clear that more training would allow the workers to return to
work in better paying jobs when employment began to improve.

.UEE- Department ©f Labox, funded an Experimsntal and Demonstration
. ipy
Cc

It developed that there were flaws in the logic, as well
as operational problems in the program, and the project was
not successful, But the original idea remained appealing and the
assessment report argued for a shift in the focus of the project
from training for the general labor market to training for a
specific industry., In particular, an industry such as the
canping industry, with a seasonal pattern of layoff seemed
appropriate, There had been it turned out, an earlier effort
by a cannery workers local union to participate in the first
LOTT program, The local leaders provided contacts that lead
to discussions with industry and union leaders. The parties
were receptive, in part because they were facing civil rights
litigation. Ultimately the companies and the union in the
Northern California canning industry agreed to participate_ and
a three. year program began., The canning industry project was
quite successful in meeting the project objectives and the
training program was eventually included in a court approved
Equal Employment Opportunity agreement.

M

This report presents the evaluation results from the
three yaars of experimentation together with a review of the
predecessor project., Depending on the reader's interest, the .
report can be read at any of three levels. The final chapter
(V) summarizes the entire experience, the conclusions, the
impacts, and the role of training in affirmative action and
presents the major policy implications. For somewhat more depth
the conclusion sections of each chapter can be reviewed. Those
interested in the rich body of the research findings may read
the chronological develdpment of the project as it is presented
in the main chapters.

(W)
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| TRAINING LAID OFF WORKERS IN
£V, - ANTIOCH AND PITTGBURS, CALIPORNIA

o .
The First LOTT Demonstration

In €h¥ Spring of 1970, employment inh California sharpl
declined, Aerospace companies reduced payrtlla in jrepponse
to national cuts in spending and other employers bégan laying-
off workers as national economic policies sought - '
the rapid inflation of the peak Vietnam War period. The
fntioch-Pittsburg industrial area, 30 minutes East of Oak)and,
shared in this economic¢ dowriturn, and the Industrial Manplwe
Center (IMC),.serving the employers in the axea Py training
disadvantaged young people, began to find its form
returning for visits after being laid off; Having been /among

rate since World war 1I, they vere, as the fo
Ameriganicitias-halds. the first fired. f

The layoffs posed both a problem ‘and an gpportunity. The
policy problem was to detarmine whether the period of layoff
could be used in a constructive way. ' Hopefully the workers
could either return to work earlier or at a zighar ldvel of

_employment or with better prospects of adv;%;nt. ‘The
i

existing training center offered an opportunity to use its
skills and good-will in a program designed to @xplore these
guestions. The industrial Manpower Centex was scheduled to be
¢losed down, in any case, because it was completing its second
year as a demonstration project under U,S. Department of Labor
(DOL) support, the usual limit on such prgjects. Converting
the center to a new concept seemed a logical action, especially
since, by the testimony of the local Empﬁgyera. it had beean
successful in its previous mission. DOL therefdre contracted
for a demonstration layoff time training, (LOTT) program, The
purpose was to exanmine the policy issues and if the idea of
training during layoff was found feasible, to study the
operational problems which would be encountered if the idea
were to be used more broadly. /

Although the return of former IMC students provided some
impetus for developing the LOTT program, the primary objective
of the program when funded was to™Serve another group Q%
workers. The image was that there was a group of workers who
had been attached for several years to a single industry and
perhaps to a single employer, but who were in deadended jobs
which subjected them to periodic layoffs., The assumption was
that during layoff thesé workers could be assisted in advancing
if they received remedial 'education (non-akills training) and
group counseling. It was also assumed that these workers would

) 1
¢
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reasgnsble asgurance of being :ecglled to work R? their
oL gmplaygri

Tﬁa program had a secondary ijectiv-: To ,sexrve laid
off workexrs who had\weak industry and employer ties and little
prospect of recall to work by their prior employers. This
group might.correspond more closedy to the former IMC trainees,
but since'they wera required to Have been laid off from work,
the project focus would shift from its prior emphasis on thcae
vho may never have we:kid to those who were already in the
labor market, .

%he’Antiachﬂ?ittaburg project had these essential elements:

- The workers had to have been laid off within the last
six months and be eligible for Unemployment Insurance
(UI) or a Manpower Development ahd Training Act (MDTA)
allowance,

-~ Adult basic education in reading and math through the
" high school level would be provided using programmed
texts developed by the contractor: A complete General
~» Education Development (GED) program would also be )
offered leading to a high school equivalaency certificate,

= The academic courses would be supplemented by trainer-
led group discussion and sgnsit;vlty sessions, often
igéclv;ng industxy and union representatives: These
ter sessions were known as Human Resources Develop=-
ment or HKD training and along with the basic education .
had been the core offering in the IMC program,

~ The plan was to supplement the core curriculum with
special training components, developed with the assis-
tance of employexs, to meet the special needs of-
workers who were subject to recall to work.

-

The training was Lnﬁended to be flexible, with maximum
participation ranging from 15 to 22 weeks.

<~ A training stipend was provided under the Manpower
Development and Training Act (MDTA) for those who were
not receiving Ul benefits and $20 per week wag paid
to UI claimants to cover meals and transportation
expenses,

~ The program intended to meet employer needs with a
special curriculum designed to train workers in specific
subjects identified as needed by the employers.

2
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" = The program also intended tn miiﬁjéammnnity nchs} It
. was assumed ,that employers, unions, and community
grﬁi s and institutions would respond favorably to the
: mmmgmldinlmQ:;tm
ﬂllti,” the needs af thq compuni ty. A “4

The First Year\ Results
The first Wear results were disappointing. Assessment by
;ndgpcndgnt ddntractor found that the program was pursuing
it; secondary objectives (serving laid off workers who did not
expect to be recslled) and that the program had not.attracted
the support it needed (for refexral of trainees) from employers -
> and the Unemployment Insurance Sérvice. The assessment also,
found that over 56 per cent of the workers drawing- Unemployniant
Insurance stayed in the program less than 30 days, 1/4 to 1/3
bf the intended training time, and these were the trainees who /
most nearly represented the primary target group.

Ed

Rather than attracting older workers who expected recall,
the program had attracted,predominantly younger workers, 1/3
, of whom had to be paid MDTA stipends because they had so little
\ work history as ‘to ng}neligibla for UI payments. Nearly half
of the trainees came of-—the basis of referrals from former
IMC graduates or from the early LOTT program enrollees.
Obviously, this meant that the program was operating within .
the basic dynamics of the fafmar praject and had many of the
sape kind-of trainegs.
The failure of the program to attract employer and State ~
Unermp loyment Insurance Service support ig dramatized by the
fact that only five per cent of the trainees had been referred
by employers and only twelve per cent by the state agency. _ A
These would have been the sources for the primary target
trainees, -

A special panel established by DOL found the heart of the
problem to be in the existing Agniority and related p:agtieas
common inh the area, Thus:l :

The industry in the Antinch—?itt;burg area ia rather
highly unionized and has the promotional patterns and
seniority systems that generally exist in unionized
plants, - This situation in itself seems to have led

both employers any many employees to be skeptical about
the pertinance of the project's mission: many employers
were hesitant to cooperate or to become directly involved
for fear that to do so would imply to trainees something -
of a commitment on their part to Yecall or promote them
outside the provisions of the collective bargaining

3
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agreement; laid off union mambers, on the ‘otherx hand, '
. .spemed to have perceived their :-niarity !l gh- cr;tic;;
.+ _ factor in their xecall or prospeqtive futw otlon
' " hence, maré often than not, ware unpersu
- spent in training would be rewarding. Finllly, here .as
illl!hl!!. the ecanomic downturn of the past two ynl:f
has softengd employer interest in innovative manpos
- programi, YMany employers have even long=term sk 11¢d
P employees on lay-off. This economic change made™it fore .
d difficult, or prolouged the peripd it tbok for partici-
. pants in the ‘program to gain pldcement in ne% or former
enployment, hence making the possible payoff from training
appear more remote to them.

Thé Saeand Yaiz Esiﬁiti‘

Raflacting these findings major madificatian- at‘ths start
of the second year wé¥e aimed at shifting the project focus
 towards the primary objective, These were:

) f%LLnit t:gin-is to those who qualifica for UI,

:'5‘Ana1y;§'amp;éyer problems in order to identify vay:
- in which the prima:y target group we:karj could be
Aattracted, P

- Search fa: an opportunity to move out to plant or
L ' *  dnion hlllglﬁﬂitiaﬂﬁ-
| s

= Provide a development and placement service so that
the Ul beneficiaries would remain longer in. the

N program) with more regular attendance.
s - Establish a vocational counseling service to assist .

those who needed to identify vocational goals.
The agcﬂnd year's rasults were as disappointing as the
first year's, although from the vantage point of studying the
original employwent and training policy issue, some important'
lessons Were learned. The first lesson is really an old one,
but one which is hard E? avoid having to relearn: There is an
inherent conflict betwaen the needs of those who must operate

lThg panel consisted of: Professor Sidney Ga:dnar, Graduate
School of Business, Stanford Univarﬁity; Mr, Arthur W, Kirsch,
~ Eo F. Shelly and Company, Inc.; Mr. Karl Kunze, Lockheed
California Company; and Professor Fred H, Schmidt, Instjtute
of Industrial Relations, Unlve;:ity of California at Los
Angles, panel chairman.




a program~and the needs of those who sponsor experimental and
‘demonstration projects. In the LOTT case, the issue was the
policy of only accepting Ul beneficiaries as trainees, The
local director of the training program saw fairly quickly that
too few enrollees were coming under the policy, and as with
most operators, he needed students, So, the policy was
. quietly rescinded, The action did demonstrate to DOL, as
sponsor of the project, that finding the primary target group
would continue to be difficult. But, of course, from an
exper;mental point-of-view the ideal would have been to leave
the policy in place even though inadequate numbers of trainees
came and to aggressively pursue an answer to the question why.

‘Fortunately, the project was presented with two very clear
cut opportunities to test the response to the program by
primary target group members. The first instance involved a
. glass container manufacturing company, which informed the

project that it would be shutting down its plant for four or
_ five weeks in order to rebuild the furnaces, All but 30 per
cent of the 350 production workers would be laid off, The
management agreed to co-sponsor a special LOTT program for
these workers. It provided curriculum recommendations and
strongly urged workers to participate through company bulletins
and posters and through‘notices included in each worker's
finaI paycheck. Project staff interviewed employees on the
plant's ptem;ses, prior to shutdown, to determine the level
of the workers' interest., Conditions seemed ideal, and 50
per cant of a sample of 65 workers expressed interest in
joining the program, But when the shutdown came, only four
persons enrolled. ' ’

When plant operations resumed a follow-up survey of 128
workers was conducted. SixXty=-six per cent of the workers inter-
viewed chose to use their time for vacations or relaxation,

15 per cent did household chores and 10 per cent either worked
or looked for work., Only 11 (8,6 per cent) were unaware that
the pragram had been available to them,

A aggand, almost identical opportunity arose ‘when the
Association of Western Pulp and Paper Workers agreed to sponsor
their own-LOTT program in their union hall for temporarily laid
off members. The conditions were very good. The union
publicized the program widely, gave it full support as being
its own program and helped project staff contact 55-members on
temporary layoff. No one respanded.

These two experiments were decisive. Clearly the primary
target group of workers were not interested in training for its
own sake while on layoff. Something more in the form of a
tangible return was required,

el
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For the present purpose, understanding the evaluation to
the final project, only the gpecial study of employer practices
made as a part of the project assessment is relevant,<

Four sectors (steel, chemicals, glass and paper) were
selected, reflecting the importance of manufacturing in the
area, Many of these companies had had contact with project
staff frequently. Therefore they were assumed to have a know-
ledge of LOTT and a sympathetic disposition toward the interview,

Eight companies were contacted and all cooperated. Each
employer was interviewed for one to two hours with much of the
"interview content ceniarming to the analysis contained in the
Doeringer-Piore study? so as to test their findings about
internal labor markets. Supplementary written materials such
as union contracts, training material and affirmative action
plans were collected for later study.

Simply stated, the interviews provided massive support of
the earlier findings., None of the companies could identify any
role for layoff time training within their operations, nor 7
. could they visualize such a program having much appeal to their
workers. When pressed, three companies could recall one or

two cases where an individual's job performance was hampered

by educational deficiencies and conceded the LOTT training
might be useful to them. But for most people who reached a
dead-end at some stage for reasons of competence, the decision
was normally a joint one on the part of the company, union and
worker, The numbers, aven 80, were surprisingly small.

In all cases the employers had clearly defined entry points
and promotion ladders. The great volume of new hires was at the
labor or helper level and consisted of an undifferentiated
‘'group. Movement out of these labor pools occurred as oppor-
tunities arose to bid on entering points of a ladder of progression.

2in Experiment in Ua;;grngﬁcff Time Constructively for Improving
Workers' Future Emplo gQ;;;g“fandedvancemant Patantial. Second
Year Report contract N

o, DL B82-34- Report MA 82-34-
70-31-2, United States R & D Carpératlan, 15 Columbus Circle,
New York, New York 10023,

3peter B. Doeringer and Michael J. Piore, Internal Labor Harketa
& Manpower Analysis (D.C. Heath and Company, Lexing®on, Masdh
1971.)




There was great variation in these progression systems, even
within a given multi-plant company.

One example may suffice. One company was in the process of
closing some operations permanently at one plant, Management
had chosen a p:cgress;@n system linked to a seguence of machines
whereas other companies put similar machine lines into a single
ladder. The union had chosen some years ago to abolish-.outside
hires for the more skilled jobs at or near the top of these
ladders. The conseqguence of all this was that the company as
it closed down the plant could transfer the machinery to another
plant within commuting distance, but not the workers, The
workers there, in the same union but a different local, claimed
the new jobs as their own under the umbrella of the prohibition -
against outside hiring.

-

None of the companies coulkd ident;fy any problems with
their existing systems for job training. All had some highly
skilled maintenance people and replacements were sought as
needed from a combination of outside hire and apprentice training.
Most training was of an understudy nature. The next person in
line by seniority for a given job normally had abundant oppor=-
tunity to learn the job by performing it when the regular holder
was absent for vacation or for other reasons.

Some companies recognized turnover as a problem, although
replacements were not Hard to find. It appears the labor pool
in some cases is a large fraction of the workforce and so turn-
over may be a function of limited promotional opportunity. No
one in these instances could find in training a basis for reducing
turnover and thereby recruitment and other costs. S .

As a part of the community leader interviews additional
employers familiar with the project were contacted, The
composite picture that emerged supported the view %that the
previous IMC project appaaled to employers as it met some real
needs. Many were trying to add minorities to the workfdrce.
IMC became a source that anﬁg%glayer newly engaged in minority.
hiring could trust, The can ates were already pre-screened,
given remedial training so that hiring expectations would be
met and, in a sense, certified as not too militant, Finally
IMC fit the realities of the internal labor market practices
since it focused only’'on the entry point at a time when employers
wanted to change the racial mix of their workforces, At the
-time of the field work, nearly three years after IMC's demise,
many employers recalled the earlier project with fondness and
expressed anger at its loss. None saw LOTT as anything but an
inexplicable replacemeant for the real thing.

1),
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All this was a reminuer that race nad been at the center
of manpower policy for a decade. Establishea ways of manpower
utilization have been nodified when an underlying racial cast
breught a manpower problem to the surface. What emerged fron
this study of employers was that layoff time training would
become viable in employers' eyes only if discrimination aspects
of current manpower utilization made it relevant, The need to
upgrade past the entry point might be the stimulus. Workers in
the system on layoff might emerge as a much soucht after ?raug.
Personal and employer _interests could then coincide.

CQﬂCluSlGn Frém the F;EEE Démcnstratlan

Th? conclusion for the project's major objective was clear:

Non-skills training (basic education, GED, and counseling)
will not be attractive to laid off workera who expect to
be recalled to work, and are in industries which have
E%ghly developed internal labor matkets, with Clear 1ines
progression, limited eﬂfiy points_and_ Eramgtian‘basea‘
prlmazlly on 5enlar;ty.

a. The workers will learn the specific skills and knowledge
to advance through informal on-the~-job training;

b. Changes and turnover in the workforce will be sufficiently
slow and predictable to permit training to occur as needed); »

¢, The jobs themselves will be relatively highly systematized
and controlled with relatively low levels of skill and expert;se
required,

d. The layoffs will probably be seen by the workers as
windfalls to be enjoyed as vacation or used for personal concerns,

But what about LOTT? Did the first demonstration write- the
final word on layoff time training? Several clues were present
in the Antioch-Pittsburg project suggesting that another form
of LOTT might be effective. The clues were:

= None of the plants involved had seasonal patterns of
layoff, but clearly there are highly /8easonal industries
. and they would probably have unique problems.

- According to the contractor, unions representing unskilled
workers were somewhat interested in LOTT, while their
counterparts for skilled workers were not.




= None of the plants had pressiné affirmative action or
other manpower problems, but other industries did.

- Several seasonal cannery workers had come to the Antioch=-
Pittsburg training and had told the staff about special
employment problems experienced by women and minority

men in the canneries. .

Drawing on these clues and knowledge which the assessment
subcontractor had about the canning industry, the project staff
interviewed cannery enployer and union représentatives and found
an immediate,.-enthusiastic response to the LOTT idea. Not
surprisingly, the canning industry and union were faced with
affirmative action litigation which might cost them several
million dollars unless they could advance women and minority
men more rapidly. Race  (and sex) was back in the picture as a
powerful motive force for manpower training.

The following chapter describes and analyzes the next step

in layoff time training experiments, an industry specific !
approach for the Northern California Caniling Industry. !



CHAPTRR II
TRAINING LAID OFF CANNERY WORKERS i
THE FIRST YEAR

The Flrst Year Trainin ng Prqg:am—ejgb Advancement Tralﬁi_g
13)

The canning industry mat all the criteria which the training
contractor had identified as a necessary basis for a successful
program,

l. In its internal processes of job selection, the
industry required workers to b® specificcally
qualified for each job in addition to having the
necessary seniority. On the better paying jobs,
workers must pass Jjob trials which tested their

qualifications.

2. The collective hargaining agreement, which struc-
tures the internal labor market, allowedyoutside =~
hiring in all jobs. If there were no gqualified =~ ~ ,
high seniority workers, then the needed people
were hired from outside or junior people were
selected, There were almost no training programs
to help Héygh seniority workers gain the skills to
advance,

appa:ently passad over for advancement because of
deficiencies which training in basic education,
literacy and work orientation could correct, The
many Mexican-American and Chihe;&-émerican workers
who did not speak English were of especial concern,
Additionally, in the industry-union on-the=-job
training program for mechanics and electricians,
over 50 per cent of the men who had applied had
faileﬂ ;he required written aptltude teﬁt. Same

for the tra;n;ng-

4. Large numbers of the workers who were not being
advanced experienced regular, extended layoffs,
from which they were assured of recall, and during
which they could participate in the LOTT program.

#

5. Employer and union representatives said they would
strongly support the program and encourage their
workers to participate., Their support was based
on a perception that they had a manpower problen
of mutual concern involving the passed over workers

11




(advancing women and minorities) and that the
problem might be solved by the LOTT training.

The objective for the first year of the new industry+-
spacific demonstration, then, was to demonstrate that non-skills
training (basic education, literacy training and work orienta-
tion) could be useful when focused on a specific industry
(canning) which met the criteria.

Though interested the parties were unwilling to proceed
without continued Department of Labor financial support.
Details on this and a related research component were finally
agreed to in a conference of the parties attended by the
Department of Labor project officer. ‘f

With a favorable foundation for the training effprt, the
contractor began a planning effort with the employers and the
unions., Policy authority was vested in an employer-union Joint
.Committee for Cannery Training Program. Employer representatives
were sponsored by the employer organization, Califgrnia
Processors, Inc., which negotiates a collective bargaining
agreement every three years for 29 canning companies, together
operating 76 plants in Northern California. Union committee
members consisted of state officers and loécal union representa-
tives sponsored by the California State Council of Cannery and
Food Processing Unions (International Brotherhood of Teamsters,
chauffeurs, Warehousemen and Helpers). -

Because the need to understand the workings of the internal
the contractor visited many plants, talking to plant managers,
first line supervisors, personnel officers and a couple hundred
cannery workers. The process for job biddiny was examined as
were the structure and role of a large number of the cannery
jngi N

)

-

The field investigation was supplemented by a two-day
conference on the role of collective bargaining and industrial
unionism, Since the project was going to be a training inter-
vention into a single industry labor market, the DOL project
officer and the evaluation subcontractor advised that it was
essential that the training contractor and his staff understand
how the collective bargaining, grievance and arbitration
processes work. The critical issue was to determine how one
trains workers to use the processes for advancement without
infringing on the prerogatives of the local union or the
employers, a most difficult task,

After the planning period, the Joint Committee and DOL
agreed on a program with the following features:

1o
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-~ Training would be provided in three sites, Sacramento,
Modesto, and Oakland, These areas together employ 43
per cent of all the cannery workers in the state at the
peak of the canning season (34,000 of 78,200). They
have an even larger share of the total cannery employ-
ment in that they engage 54 per cent of the "regular”

. *cannery workers, those who work full-time or nearly

full=time (more than 1400 hours per year).

A fourth training site was added during the year in
Hayward, a community about 20 miles south of Oakland.
Because Antioch was approximately the mid-point between
the dispersed sites, the central training headquarters
was maintained there,

L

- The courses would consist of basic education in reading
and math, and English as a Second Language (ESL).
These courses would be supplemented with information
and group counseling to acquaint the workers with
employment opportunities and the processes of selection,
and to build their self-confidence, Although it was
expected that the baasic education course would use the
programmed texts from the earlier projects, thé plan
was to develop aaditional material focused on actual
plant work requirements and skills. The ESL course
would use a method known as Situational Reinforcement
(SR) which would allow all of the work tp focus on the
problems of communication in the plant enviconment.
The ESL and counseling would use role playing, video
taping and other techniques to aid the workers in
seeing and changing their attitudes and behavior

toward the processes of advancement.

- Two main actions were takem to build and maintain

. union and employer support and involvement in the
program. One was to use the local union halls for
the training so that both workers and union officials
would see the program as their own., Secondly,
"interpretation” of the collective bargaining contract
would be left in the jands of the union officials and
‘the plant personnel officers, If they had different
{nterpretations, the workers would have to work with
them about that, not the training staff.

- The program would be advertised extensively in the
plants during the 1972 canning season and training
would begin in late November,

- ﬁgtkers would be admitted to training on the basis of
seniority, the most senior first, The training would




be treated as a union benefit, meaning that workers
had a right to go to the training without making
prior commitments about whether they would bid for
highier paying jobs in the next season,

= The traineeg would be paid stipend payments of $2,50
to compensate them for travel, child care and other
expenses. The stipend payments would therefore not
interfere with the workers' receipt of Unemployment
Insurance payments during the off season,

In addition to the formal features of the program the
training contractor made an informal, but a quite real and
important commitment to treat the pEGjECt as an experiment,
The earlier 1LOTT project had, in fact, suffered because the
real focus tended to be on Qperatlnns. The research -component
was treated as an uncomfortable necessity and answer;ng public
policy questions seemed clearly secﬂndary to mainfaining a

full classroom,

For this 'demonstration the DOL project officer insisted
on a careful experimental evaluation design. The training
contractor met monthly, and in the planning period almost
weekly, with the research subcontractor to explore the implica-
.tions of possible operational changes for answering the broader
question of whether LOTT training was appropriate in a seasonal
industry.

The First fggr;ﬁg;u;ts

The basic operational results were as pleasing as the
earlier LOTT experiment had been disappeointing. This 1s not
to say that all was perfect or that the project impact was such
as to solve the industry's affirmative action problem., But tke
foundation objectives were mett Target group workers came to
training sessions, learning occurred as measured by pre and
post tests, there was widespread support and participation in
the program by union and employer representatives and at least
in the plants with larger numbers of trainees, there was a
noticeable increase in bidding for better paying jobs.

These results bear further examination.

Trainee Characterigtics

The program attracted 1,000 applications, although it was
only possible to serve 409 workers., All of the trainees said
they planned to return to work in the canneries the next season
and they had, on the average, 10 years of seasonal seniority in

1L

Yy



4

plant work. Clearly, the program attracted people with a strong
industyy and employer attaﬂpment. ;

The trainees maintained their strong industry ties even
though 47 per cent of the men and 24 per cent of the women found
other work in the off season. Naarly half of the men (43 per cent)
and a third of the women (29 per cent) looked for off season work,
but were unable to find it, Off season work experience varied a
good deal by races 36 per cent of the Anglos, 26 per cent of the
Blacks, 28 per cent of the Mexican-Americans and none of the
Chinese-Anericans found off season employment,

Table 1 presents the off season activities of trainees.
Table 1

OFF SEASON EXPERIENCE OF
FIRST YEAR CANNERY TRAINEES

Use of Lay=0ff Time Women Men Total
Pdr Per Per
cent cant cent

Field work 4% 32% 7%

Hospital Work 5% - 4%

Other Work ? 15% 15% 15%

Looking for Work

but Unguccessful 29% 43% 3ls

Housework 46% 13 41%

Attending School .. 1s ~ - 1%

Other Non=Work gséf

Activities | __1% _ 63 _ 1%

100% 100% 100§

Nearly half of the trainees were Mexlican-Americans (48 per
cent), but the proportion varied greatly between training sites,
Hayward had the high proportion, 8l per cent, and Oakland the
low, 19 per cent., Chinese-Americans made up 31 per cent of the
Sacramento trainees, -but there were no Chinese-Americans in

either the Oakland or Modesto programs. These Yacts point to <
&
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an important early finding in the project: there were great
differences in the training populations beétween the sites,

The differences between the training sites extended to age
and sex, and reflected basic differences in the area labor
markets. Modesto had @A significantly younger group, with. less
senidrity in the plants. Many more men came to the Modesto
training than elsewhere and there wag a majority of Mexican-
Americans, as well as a significant minority (22 per cent) who
were Anglo. Oaklanu had a predoninantly Black group (75 per
cent) and they were older and had more seniority than trainees
in other sites, Sacramento had a comparatively balanced group.

The follewing tables, 2, 3 and 4 present the race, sex and
age characteristics of the trainees:
Table 2
RACE OF FIRST
YEAR CANNERY TRAINEES

Training Mexican/ Chinese/
Site _ Anglo Black American ‘American *Other Total

- Hayward
Number 3 - - 25 2 4 |
Fer cent: - 81l% 6% 13% 1004

Modesto
Nufiber : 28 2 96 - 3 12
Per centi 22% 2% 74% = 2% 140%

Oakland
Number : 9 120 30 - 1 153
FPer centi 5% 75% o 19% = ls 100%

Sacramentq \ :
Number: 3 10 46 28 NS 89
Per cent: 3% lls 524 31% 2% 100%

Total : .

‘Number: 40 132 197 30 10 409
Per cent: 10% 32% 48% 7% 2% 100%
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Table 3

, | SBX OF FIRST
‘ YEAR CANNERY TRAINEES
, -

Men Women ~ Total
) Num~ Per Num- Per Num- per
. ber cent bar cent ber cent

Training Site

.

Hayward 5 164 26  84% | 31 100%
#  Modesto 31 248 98  76% '1129 100%
" akland S 't " 153 96% 160 100%
Sacramento ;Z _éi _gg 92% igé ;gg;

Total | 50 2% 359  88% 409 100%

Table 4

. E AGE OF FIRST
YEAR CANNERY TRAINEES

Traiﬂiﬂi 3dte Average Age
A Hayward 44 iz?,

Modesto 39

Oak land 3 49

Sacramento 45

Total . 45 a .

Mirroring the skewed pay bracket distributions in the planté.

the women trainees on the average were in pay Bracket VI and the
men in Bracket I1I. Bracket I is the highest pay bracket. Few
of the women held jobs in the top three brackets, but 54 per cent

of the men trainees were in one of thesw hrackets. Table 5 shows
the pay bracket distribution of the trainees.

17
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¢ Table §
N PAY BRACKETS OF
A FIRST YEAR CANNERY TRAINEES
5 f ‘ )
Pay 3
B:ncket Women Men
Yer Fer '
"cent - , cent
I _E_\ — - — - )
11 - 9%
I11 5% 45%
IV 25% 38% . sssz}rg
v 18% 6% 17%
! .
VI . ARV 11 2% 148
Vi1 : 7% - 6%
VIII o _29% == _25% -
= i
Total . 100% . 100% 100%

2

A final characteristic of interest was that half of the
trainees had received their basic education in foreign countries,
45 per cent in Mexico and 5 per cent in other countries, primarily

China. ‘a

- -

*

The Results of Training

The obvious differences in the trainee characteristics
carried with them some egually obvious differences in program
needs. For example, Chinese-Americans in Sacramento were all
s women and nearly all of them registered in ESL. Sacramento
therefore reguired ESL responsive to both Chinese-American and
Mexican-american cultures while Mexlcan-Americans were the sole
ESL target group in Modesto and little ESL was needed in Oakland.
But, registration also produced a puzzling result: registration
in Modesto lagged well behind the other sites, ,
I

The puzzle in Modesto turned out to have a c@ﬂntarpart eV
in Oakland. The initial basic education course in Oakland

~
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attracted 20, very senior, Black women. Within a few weeks
trainee interest flagged, attendence declined and many dropped
out., Obviously, the women did not feel the training would help
them enough in.the plants or their personal lives to make the
effort worthwhile, :
4
Along with the lack of interest in basic education, the

training staff also noticed a great deal of interest, and high
attendance, on the one day a week when the job, bidding system
and work rules information and group counseling were provided.
On the advice of the training contractor, the Joint Committee
decided that the basic education course was simply a fallure
in Oakland, but that a new, separate course was heeded devoted
exclusively to information and counseling related to employment
and advanggment. The new course was three weeks long and was
called Advancement Related Counseling (ARC). It was opened in
Modesto, as well as Oakland, and it seemed to meet a need in
both places among workers, primarily women, who did not need
basic education or ESL, s

The emergence of ARC helped clarify some of the differences
in needs felt by the various ethnic groups. Blacks and Anglos
responded strongly to ARC., In Oakland the attendance rate
averaged 90 per cent, contrasting sharply with the serious
attEndancquéﬂblema experienced previously in Oakland's basic
education. Che differences in the registration patterns is
presented in Table 6. o i,

Table 6 3

FIRST YEAR COURSE -

) 7 . Mexican/ Chinese/
Course  Anglo Black American American Qther~ Total

Advancement

Related

Counseling X
Number 24 102 33 0 1 160 °
Per- cent 60% 77% 17% 0% 10% 39%

ES5L/Basic
Education
Number le 30 164 30 9 249
Pgxr cent 40% 23% 83% 100¢% 90% 61%
Total
Number 40 132 197 30 10 409
Per cent 100% 100% 100% 100% 100% 100%
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hqglnlrgnncn of ARC had- anathﬁr effegt, it crystallized
Tealizationfhat one of the biggest barriers to the advanca—

- llnt of women Wwes their lack of knowledge about the jobs, and

RN

the rules and.processes for advancement, Por example, testing
indicated that only 13 per cent of the men ané 19 per cent of

- the women trainees knew about. the bidding's gm, the formal

prooess f@f 'applying for higher level positivps. And many of
those who ¥Wid know about bidding did not appear to understand

"g¢well how ity worked, or how it affected them. The following

story, nling a ficftional name, illustrates a common trainee,
situations

Bertha Smith has worked in an Oakland tomato ‘canning
plant for 25 years, averaging about 3 months work
per year, Her job has always been to sort tomatoes
as they go by on a conveyor belt, To get to and go
home from her job she has always entered and left by
the same door, near the belts, in the 4 acre plant,
Durihg work, she always stays at her station, except
to go to coffea and lunch in the cafeteria.

! One of the signs on the bulletin .board says
ROAMING IS PROHIBITEDrs0 she hasn't gone into other
areas of the huge plant and doesn't even know about
most of the machines or the jobs involved in the
rest of the canning process. And, bacause she doesn't
know about the other jobs, she has never paid any
attentiqn ta the annauneemants on the bulletin béard
might have bid., Her lang sen;arity ‘would aaﬁily
“place her at.the head of the list for a great many
jobs which she could have learned easily. The tour °
of the plant which she got as part of the training
program at the union hall was an eye opening
experience.

In addition to providing information, the ARC course also
sought to deal with the timidity many of the women felt about
applying for better jobs. They were clearly hampered by strong
social norms which said that some jobs were women's work and
others men's work, Officially, in fact, up until'1967: there
had been two such lists and many of the attitudes were still
deeply ingrained, in the women as well as the men. The
attitudes were not limited to plant life, but for many of the
workers were strong fe¥tures of their cultures outside the
plant. The story of another worker, again using a fictional
name, presents the problem in graphic terms.

4 ?'
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anem:ry Paters and her husband had Uﬂrked'fn
Sacramento canneries for about 18 yu » 8he has
‘only held seasonal jobs while her h ,and has a
year round electrician's job, making him part .0f the
'regular® work force.. The plant's personnel manager
pursuaded Rosemary to try the job of 'lift-tauck
driver which might give her nearly year round work.
She did well at the job for nearly a month, but
came into work one morning with a palid, exhausted
look_and said she wanted her old job back, Her
¢ request upset the personnel manager because she was
one of his affirmative action success stories and’
he asked her why. She explained that shée and her
husband had fought all night because he felt she
was vrong in taking a job which had always been.
man's job., In his view she was depriving a man
A wa:k, preventing him from supporting his fam;ly;
-« She was left with the choice, keep her lift-truck
' job and lose her marriaga, or ga back to women's
work.

All of the training was accampan;ed by pre=-training and
post-training tests to measure skill levels and the degree of
learning progress., In all courses, the trainees progressed
faster than wculd have been expected with _average public ncheal

texms of the atandardized academic measures. But, the test
scores pointed out paradoxes important to the program,

One paradox was that in basic education, the training
director found, "Although we taught and the students learned,
there was no direction®, The fundamental problem with basic
education he felt was that "we don't know where the instruction
is going"™ because it was the component where they were least
able to demonstrate a connection between training and future
chances of advancement. "There is no beginning and end to
the caurse; no standards for entry or exit." Although the
students p:agresaed about one half a grada level ( 48)

the training itself to answer whetha: this better equipped
them for work in the canneries or not,

The training director did note that in the few instances
where trainees had specific job goals, they were able to provide
effective training. For example, several trainees wanted to
work in the laboratories which test samples of the products
being canned, but they did not have the necessary mathematical
skills., The project staff obtained lab tests and product scales
from the plants and déVElQpéd a specific math curriculum for
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the jabi- Thi t:a;nin§ director recommended that the basic
education course only be. kept if it could be focused on such
specific job skills., - ‘ .

W
¥ ,
. ¥

Another paradox pointed out by the testing was the discovery
that the ESL trainees, who recefived no math instruction, never-
theless progressed by almost three quarters of a grade .level in
math., The training director thought that the result indicated
that the trainees were not remedial learmers in the txaditional
academic subjects which they would have studied in their native
country's schools. They began the training at secaond grade
speaking level (1.7), but’'at a fourth grade arithmetic level
(4.2)., Trainipg in the English language appears to have
increased their ability to use other skills. .

Third, th‘fiangi: training periods did not produce commen=
.surately greater increases in learning. For ESL, the training
director recommended the course be limited to ten weeks,

Finally, the staff came to recognize that the best available
language tests did not measure the speaking skills being taught
in the ESL course.. The research subcontractor's own educational
consultant reviewed the tests used in the project and noted that
the project’'was destined to encounter a frustration experienced
by all ESL instructors; thete are no good tests available fTor
their course's objectives. . ’

The proceeding discussions establish that the basic
operational objectives were achieved, That is, target group
trainees came to the classes, the classes wexe generally
responsive to trainee needs and learning occurred. It is very
important, of course, that the training program had to be very

//-flcxibl- and ‘respond to different needs in the various locations
which emerged during the program. Thus, basic edycation in
Oakland was dropped entirely, the new Advancement Related

/  Counseling was offered in Oakland and in Modesto, and, using
the staff resources made available by the changes in Oakland,

a new combined Basic Education-ESL course was opened in Hayward.
‘Finally, a follow~up ESL course using the project methods and
‘materials was established by the public achool's Adult Education
program in Sacramento.

In our opinion, these developments do not indicate a failure
of the program to achieve its objectives. Rather, they point
to the most important lesson of the first year of cannery training:
even within a seemingly homogeneous industry sector (the Northern
California Canning Industry), there are such diverse needs that
a training program must be sufficiently flexible in its design
and operation to adapt to quite different demands which are likely
to arise during the course of the program, The corollary lesson
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is: there must be good evaluation measures and processes which
will bring emergent needs and problems to attention, )

an

Biddin

- The next evaluative queation was to{determine: whether the

‘trainees took the necessiyy steps leading to advancement. The
 outcome expected was that the trainees would bid for higher
paying jobesém the next canning season. '

- Tr;!ijiéfﬁllawiup interviews found that about 59 per cent
of the trainees bid for a job in the 1973 season. This was a
substantial increase in bidding by the trainees over the 1972
season when only 19 per cent even knew about the bidding system
and fewer actually used it, '

: 3
We do not have a direct bidding rate for those who did not
get training, as a basis for comparison. However personnel
{ officers in the plants with the largest groups of trainees
' reported an observablé increase in bidding and they attributed
this increase largely to the effects of the training program,

The range of bidding between the trainee groups varied
markedly. Table 7 below presents the bidding rates for four
of these groups drawn from the follow=-up interviews. Altogether,
the four trainee groups surveyed represented 72 per cent of all
trainees, with the remaining trainees giatta:ed among a number
of small ethnic~-training course groups.

4por further information on the sample design, gquestionnaire
and survey results, see Trainee Interview Report dated June
25, 1974, Center for Applied Manpower Research, Berkeley,
CA 94707.
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' Table 7
BIDDING RATES FOR FIRST
YEAR ‘CANNERY TRAINEES

Bid on Job  Bid on Job
Did Not Did Not Réquiring Requiring

; Bid  Bid Job_ Tgial ~_Job Trial
- “Ter Per ' R
- cent cent
Chin-::—;nn:iean ESL 83% 17%
H:xiean!Amg:iean ESL 50% 50%
Mexican-American 7
Basic Education 53% 47%
Black Women ARC 24% 76% 40% 368

Weighted Average
Estimate for All
Trainees 41% 59% 29% 29%

The obvious differences are between the ethnic groups. The
17 per cent of Chinese-Americans who bid may represent an increase
over what would have been the case without the program, but not
a very substantial increase., Even this figure may be too high as
it appears some of the bids listed existing job and so were not
a bid farfg higher paying jobs. Hence the results appear to be
neglible fbr this group. .

Among all of the first year trainees, about half of those
who bid (29 per cent of all the trainees), bid for jobs below
Bracket IV which did not require job trials. The significance
of this is that the collective bargaining agreement signed at
the beginning of the 1973 canning season eliminated the three
lowest gaying brackets (VI, VII, and VIII), automatically moving
all of these. jobs into Pay Bracket V, As a result, half of the
trainees who bid, asked for jobs which would not provide pay
'~ increases over what they could expect without bidding at all.
This in turn reduced the prospect that overall data on advance-
ment and income would show gains for the first year trainess as
compared to those who did not get training.

The main factor explaining the bidding pattern is probably
that much of the bidding.occurred before the new collective
bargaining agreement was signed on July 26, 1973, and certainly
before its new provisions could be effectively communicated to
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the seasonal rank and file gggkars. A second factor is that
.8ome of the trainees simply decided that they wanted-to keep the
job they already held and so they listed it on their bid, even
though there wqp no need to bid for a job already held.

Advancement

Advancing to a better paying job was the primary objective ¢
of the training program, although, in the canneries, there is an
intermediate step for many jobs, and that is obtaining and
passing a job trial. Altogether, 25 per cent of the first year
trainees got job trials and 21 per cent were ultimately
successful in holding jobs which required such trials., Table §
preserits these results in more detail.

S

st Table 8
. JOB TRIAL RATES FOR
FIRST YEAR CANNERY TRAINEES A
. " |
Bid on Job Received Succesaful
Requiring Job in
Trainee Group ‘Job Trial Trial Job Trial
o - 7er cent er cent - Per cent
Chinese-American ESL 4% 4% -
Mexican-American ESL 17% 13% 13s%
3
Mexican-American !
Basic Ekducation I7s 37% 32%
. ¥
bBlack Women ARC 36% 28% 24%
: Y
Wweighted Average
kEstimate for All
Trainees 29% , 25% \ 21%

A

A useful indicator of program success is the praéa;tian of
trainees who actually got a job trial from among those who bid
for a gob requiring such a trial, The earlier flnding that only
half of the trainees who bid, bid for a job requiring a job
trial, makes this indicator especially important. Of those who
bid fcr a job requiring one 84 par cent received a job trial.
Of those who got a job trial, 86 per cent passed, Altogether,
73 per cent were successful in passing a job trial of those who
originally bid on a job requiring one.

f:
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The job trial data suggests three preliminary conclusions:
(1) The Chinese-Americans appear not to have advanced in the
plants at all, hance the training appears to have had no impact
on their work foroe status. (2) The per cent of trainees who
finally held jobs requiring job trials (21 per cent) is quite
lov and means there was probably a small overall impact of the
program, (3) That 86 per cent of those who got a job trial,
passed, indicates a gquite satisfactory success rats for those
who rggehid the job trial stagas,

‘These preliminary conclusions are confirmed by estimates
of advancement in pay brackets drawn from plant records on 69
per ocent of the trainees. Overall, 30 per cent of the trainees
advanced one pay bracket or more. This is a slightly more
favorable result than the indication that 21 per cent got and
passed job trials. The difference is probably due to the fact
that plants in practice don't always require a job trial or it
is handled in such a low key fashion that the worker feels that
he or she has simply been given the job without concern over
qualifications. There is also, undoubtadly, some sampling
error,

As expected from the job trial data, none of the Chinese-
Americans advanced in pay bracket. Thirty-three per cent of
the Maxican-Americans and 31 per cent of all the other trainees
advanced one or more brackets. Four per cent of all trainees
advanced two brackets and 2 per cent advanced three brackets.

Table 9 beldw presents the bracket movement data for, the
trainee segments., The most notable result is that 50 per cent
of the Mexican-Americans attending Advancement Related Counseling
(ARC) advanced one bracket. Almost that many in the "Other
Basic Education" category advanced one or more brackets,
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Table 9

BRACKET MOVEMENTS FOR
PIRST YEAR CANNERY TRAINEES

s . ‘ =x_\.:i. -
s . Decrease No Change - - Cumulative
/ in in One Two Three One or More
' nee Grow 7Erlekit Bracket Br, Brs, _brs, i:iﬁkiti :

cent cent ‘éiﬁt

Chinese-American ESL - 1008 - = = -
Mexican-American ESL 7 638 24% 4% 2% 30%
Total ESL an 748 178 3% 2% - 228
Chinese-American
Basic Education - 100% = - = -
Mexican-Amearican \
Basic Education 5% 66% 19% 10% - 29%
- Other Basic Education - 54% 38% 8% - 46%
Total Basic Ed, 4% 648 248 B8y - 32%
Maxican-American ARC 7% 43% 50% - - 50%
Other ARC 64 708 - 19% 1% 1Y 24% v
Total ARC 6% 66% 24% 1% 3% 28%
Weighted Average
Estimate for All :
Trainess 5% 658  24% 0N 2% 30%

From the priar results, the Chlnelashmaricanl are obviously
a group of special interest. Why didn't they advance at allz

In our follow-up interviews, we examined :avaral i;luii
which were thought to have a bearing on the Chinese-American
response to training. The first question ' is whether their goals
‘were consistent with those of the training program and the answer
is that they were not. One task for our follow-up interviewers
was to determine the job goals of the trainees. Because
assessing goals can be complicated, we instructed the inter-
viewers to ask the trainees directly about their goals, to
combine these answers with insights and information gained in

7 = Al
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th- :-:pcnlai ta rilat:d qunitians, and then to rate each trainn-

in terms of whether they wanted year-round work, an improved .
seasonal job or to remain in their current seasonal’ joi The
desire for year-round work or an improved seasonal job are—
consistent with the training program goals while remaining in
the current sesascnal job clearly is not. The results were

striking. Eighty-seven per cent of the Chinese~Americans wanted

to remain in their current seasonal jobs compared to 29 per cent

-é: all the other trainees interviewed. Table 10 presents the job

goals of the trainee study groups.

Table 10
4 ‘  JOB GOALS OF FIRST
/ YEAR ‘GANNERY TRAINEES
[ '
Chin~Am Mex=Am Mex~Am ‘Black
, 7 BSL  ESL BE - ARC
Job Goal in Cannery n=23) in=24) An¥l19) " (n=25)
Year-round Job - 17% 3N 40%
1
Battar Seasonal Job 13% _ .§D§ ) 42% 28%
Current Seasonal Job - S?i 33% -21% 32%

Why then did the Chinala—hmnrican workers attend training?

" The main answer seems to have been to collect the stipend pay-

ments, although they undoubtedly also enjoyed the association
with eheir fellow workers during the off-season, Many events
during the training served to convince the training staff and
the evaluation subcontractor that the stipend payments were a
critical factor in the decision of the Chinese-Americans to
attend the training, but the events involved in inaugurating a
public school ESL program in Sacramento seem the most persuasive.

The training contractor approached several communities

) regquesting that special ESL courses be established for cannery

workers using the project methods and materials. The Sacramento
Unified School District agreed and started their program on
January 14, 1974, Since the school district staff lacked
contact vith potcntial enrollees, they requested referral
assistance from the training center in Sacramento. The project
staff contacted about 15 workers who had expressed an interest
in enrolling in the ocenter's ESL component, On the first day
scheduled for classes, only one woman showed up for the public
BSL course, Classes were postponed until January 21, 1974, a
week later, During this week, the staff at the Sa:famanta

28
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‘Vp:ajcet e;ntgr ocontacted 60 laidoff cannery workers (38 Chinese-
Americans, 21 Mexican-Americans and one other non-English -
speaking worker). On January 21, eight individuals (7 Chinese-.
Americans and one Mexican-American) showed up, but they told the
instructor they might not continue since there was no stipend to
cover expenses incurred, such as, tr:n;?a:tatian and lunch costs.
On the second day of classes only three'individuals came and the
project training contractor convinced stipends were essential
requested permission from the Department of Labor for use of
stipends in the public ESL program,

Stip-ndi vere authakitcﬂ by Friday of the first week and
> 1baut the praqram and tald them thnt :tipind: wculd ‘noy paid-
On the following Monday, 44 people attended class, on sday
about 75 and on Wednesday about 110, By the end of th- ‘week
attendance was more than twice the number initially contacted, *
with no sign of a let-up in the com weeks. The vast
_majority of those attending the puEl + ESL courses were Chinese~
Americans; of the 110 enrollees, only 4 or 5 were from other
ethnic groups., A member of the Chinese-American community
' stated that the information about the stipends had been lpriad
among cannery workers by "the Chinese-~American grapevine.®” The
turnout exceeded the funnds available to provide stipends and so
nly the top 75 in terms of seniority in the canneries were
covered, As a consequence only 4bout six snrollees remained
in the progtam without stipends,/with 30 or more dropping out.
When stipends ware discontinyed”’altogether in April of 1974,
attendance dropped to approximately 20% of the original stipend-
" supported enrollment,

As a comparison, a similar public school ESL program in San
Jose, with mostly Mexican-American enrollees, offered no stipend,
yet was able to attract cannery workers and fatain them in the
progranp at acceptable attendance levels.

A number of cultural factors which we don't fully understand
were undoubtedly at work in shaping the Chinese-American response
to the training. One manifestation of this culture or at least
its economic practices appears to have had a special impact in
limiting the opportunities of the Chinese-Americans for advance-
mant in the canne:iaa. This limiting factor is the unu:ually

a fictianal nama i: illustrative.

S. U. Wu was born and educated in Canton, China, and
came to Sacramento, California, with her family after
first entering Canada, migrating to San Francisco,
and then going into the Central Valley. During the
canning season, she and four other Chinese-American
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‘womsn hire a young Chinese man to d:ivi th:n in a car (
a pool to a plant naar Davis, about 14 miles away. Mrs: .-
- ¢ Wu wanted to advance to the higher paying job of can
! o Iiglir ‘operator, but those jobs started and ended an
T ' hodr later than the sorting jobs she and her dar pool
) friends. held 80 she remainédd in the lower paying job
" since she would have to leave the car pool and
couldn't afford t::n:p@:t;t;an by herself,
Because the training staff and patlanngl officers in some
of the plants had brought the car pool phenomenon to our attention,
we coMected data on the mode of travel to work in our follow-up
interviews, The results as presented in Tables 11 and 12 below
show thc sharp differences between the Chinese-Ameri ns an
. ;. « Most striking is that all but one.s nese-
American®™used a car pool and half ef their car paﬂli invalvad
:ix or more pecple, .
- | . Table 31
MODE OF TRAVEL TO WORK
( FIRST YEAR CANNERY TRAINEES
Chin-aAm Mex-Am Mex-Am Black
ESL ESL BE ARC
Mode afigggg;partatian (n=23) (n=24) (n=19) (n=25)
Car Pool : t 96% 41% 21% 68%
Drives Self Only .- 294 58% 248 |
Family Member Drives 4% 13s 11% -
Bus ] - 43 5% 8% x¥%
Walks ' - 138 5% - o
30
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G .. emed L

ﬁUiBSR IN CAR Pcézs FPOR

. chin=Am Black
- ESL ARG
{n=23) {n=25)
- 32% '
81 - 328
) s “"
. Five - : 6w s -
§ix or More 1Y i 58 0200 -

Not in Car Pool “ 59% 79% . 328

The effact of the unique Chinese-American car pool patterns
re emphasized by an interview finding that 70 per cent of the
Rinese-Amaricans felt that if one of the car pool members got

a job which started and stopped an hour bafore or after their
fellow workers in the car pool then that wa:t-: would have to
drop out of the car pool.

Assessment )
The quastion of whether the program incresdsed the advance-
' ment rate of the trainees over the experience they would have-
had if there had been no program is the overall avaluation
criterion, If there was any measurable impact at all we wanted
to be able to answer two questions: (1) Was the impact suffi-
cient to provide a positive social return or benefit compared
to the cost? (2) Did the program make a significant eantributign
to the affirmative action objectives?
-

To get data for this analysis we took two lt:pli First, a )
control group was created matched to a stratified random sample
of the trainees, Second, the change in parnings of the trainees
and the control group were compared between the year prior to
' training (1972) and the year after training (1973). y

The trainee and contrcl groups were matched using the annual
seniority lists published by each canning plant, The lists
permitted us to match the trainees and the controls on four

3
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-nﬂ&m: " Plant location, lmiérity level,. -t.lmie g;'aup .
(divided into Chinese, Spanish, and "other" surname categories) -
and sex. After.the aarning; data were obtained we also con-
trolled for income itself, eliminating the few matched pairs
vhere annual income in the pre-training year differed by $1,000
or , more. Appendix A presents more detail on the iampla da:ign
as well as the ltatisti;gl analysis. _ :

[

£

)

Net Ir

act af the Trainin:'

s

It was important to begin by asking whether ‘there was any
impact at all from the program because it was the first year of
an experimental project. Some positive results, even though
modest, could be important in further experimentation with the
layoff time training concept. We begin then with a look at the
results of the earnings analysis. , ;

The net increase in earnings of the trainees compared ta
' the control group was $102, From a 1972 base for both groups
of §1,531 the trainees went to $1,899 and the control group to
$l.197. In terms of statistical sigﬁificanca the differential
gain for the trainees could have occurred by chance alone about
one out of five times,.
In most statistical analyses, one would conclude there is
no statistically significant difference between the earnings
- of the two groups. Hence it would be reasonable to agree the
" program probably did not have a measurable impact«”

However, a big "but" must be added, and that is; "but, the
$102 is important~in terms of cannery a;rningl.' Indeed it
represents a 5.7 per cent increase in pay over the controls.
Moreover, in terms important to the program, it aqunls the -
increase in earnings which would geccur if about 2/3's-of the
‘trqinees advanced one pay bracket,/beyond thceggntral group,

although remaining in the seasondal worker catmgory. We know,
of course, that only about 30 per cent of the trainees actually
advanced one or more pay brackets so that the $102 net increase
in earnings must be attributed to a combination of more than
one bracket increape and more hours worked by some of the
trainees in comparigon with the control group.

Our judgment is that the $102 increase in earnings is
significant in terms of the substance of the program, Notwith-
standing the statistical qualifications, we conclude that the
program had an-impact which, although small, was consistent
with its operational success and was sufficient to warrant the
continued development of the %Faject. .

g
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..+ - As with the bidding and advancement results, there were
markad differences among the aubgroups of trainees. Firat, the’
men who took training benefited more compared to their control
group than did the women: the net increase for men was $198
compared to $89 for the women. It should be noted that, women
in'both the trainee and control groups advanced at a hi%her
.rate than the men. . The ‘men in beth groups ccntinued to have
the control graups, “the women closed the eafning gap by $167.
This overall enhancement of the women, particularly in the -~
control group, may reflect the affirmative action efforts in
the plants to upgrade women, Table 13 compares the earnings
ggﬁgriénce for trainee and control group men and women.

]

Table 13

- OVERALL EARHINGS FOR FIRST YEAR

Total Total Earnings Net Change a Net

Earpings 1973 1972 to 1973 Difference
Study Groups _ 1972 T_éihees‘abntrals Traineas Canfoé '72 to ‘73
Total $1,531 $1,899 $1,797 $368 5266 $102
Women ' 1,450 1,825 1,736 375 286 ‘89
Men 2,110 2,427 2,229 317 119 198
pifference . .
between .
Women and Men 660 602 493 58 le?

The earnings analysis confirms our earlier findings about
the Chinese-Americans (see Table 1l4) except that the trainees
even appear to have lost grgund _compared to their control group.
The net difference in earnings between the two groups was =$47,

The Mexican-Americans faired the best with a net gain of
$156., The "other" category, consisting of 73 per cent Black
workers, had a net gain of $8l. As was the case withythe
analysis of gains of women vs, men, the “"other" group started
wall behind the Mexican and even the Chinese=“American workers
in pre-program earnings, but both the "other™ trainee and
control groups made greater gains. This result may be due to
the fact that 71 per cent of the "other" category cohsists of
workers from Oakland where the canning season 1s more specialized
and shorter than in the Central Valley, hence, one would expect
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the base incomes to be lower. Additionally, our plant personnel
officer and union business agent interviews, to be reported in

a ;qb:equent section, gave uB the imp:esalcn that there was
more active bidding by all workers in the Oakland plants tnhan
elsewhere. This may explain why both trainee and control groups
in the "other" category made relatively large gains, producing

a smaller overall net difference between the two, If our
auppasitlan iE ;c:rect that higher prepgrtians of Uarkers bid in
the tralning may be re;atlvely Ehart lived, aspecially the
counseling and information about bidding and jobs.r

One of the personnel officers in Oakland did tell us about
seeing some of the trainees helping other workers to put in bids,
These "spillover" effects may have been ‘picked up in our control
group matching procedure which involved picking the name of the
worker nearest on the seniority list who had not attended
training and who had the same surname category and sex.
Especially in Oakland, where about 60 per cent of the trainees
were between 46 and 55 years of age and had 21 years of seasonal
seniority or more, we undoubtedly selected many workers for
the control group who were old friends and working mates of
the trainees, with whom the trainees would gladly share their
new knowledge. Such a selection procedure undoubtedly permitted
contamination of the results, but in the rough and tumble of
applied experimentation this is simply an occupational hazard.
Marecvar, fram-, = :ner;es paiﬂt of view, tha;: purpose

sake Qf gathar;ng ‘research data, "but to see if they could find
some ways to enhance the job role of women and minorities.

Table }4 below, presents the earnings experienced by
ethnic groups.,

Table 14

EARNINGS OF ETHNIC GROUPS AMONG
FIRST YEAR CANNERY TRAINEES

Total Total Earnings Net Change Net
Earnings 1973 1972 to 1973 Difference
study Groups _ 1972  Trainees Controls Trailneea Contrc 172 tod:
Mexican-An, $1,689 $2,067 $1,911 { $378 $222 $1§§“2
Chinese=Am, 1,705 1,797 1,844 88 135 - 47
Other 1,253 1,700 1,619 447 dee 8l
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The differences between the program segments or components
are fairlysizable. However the predominant racial groups and
geographical locations inherent in the components probably
explain much of the differences. For example, the Chinese-
Americans were mostly in ESL and in that component they
experienced a 1l0ss compared to their controls-of $38., The
Mexican-Americans in ESL had a net gain of. $61, Even so, the
ESL results remain well below the net gains for ARC ($104) and
basic education ($224). The basic education result comes as a
surprise because, as reported earlier, it was the.campanant
least focused on employment objectives.

The most impressive gain came to the Mexican-Americans who
attended the ARC course. They experienced a net galn of $414
over their control group. The "others®” who attendéd ARC had a
net gain of only $53. Underlying this result is the fact that
84 per cent of these trainees came from Oakland where the
control group experienced the greatest gain between 1972 and
1973 of any of the control group.

The ARC results add further weight to our theory that there
may have been substantial spillover effects from the training in
Oakland. Eighty-four per cent of the "other" ARC trainees came
from Oakland and consisted of 107 trainees from 5 plants. By
eantralt, hglf Qf the Haxicanﬁﬁmariean ARC trainae; came frgm
about 12 Elant!, several of which are eempargtivaly large, and
most have far younger work forces, The chances are that there
was far less possibility of contamination among the Mexican-
American group by having the trainees share their knowledge
among associates in the control group. We therefore conclude
that the Mexican-American ARC results are more nearly an
accurate reflection of the net impact of that cémpanent than
is the result for the "other" category.

Table 15, on the next page, presents the earnings results
by training cémpcnent and ethnic graupa‘



Table 15

*EARNINGS WITHIN TRAINING COMPONENTS
FOR FIRST YEAR CANNERY TRAINEES

Total Total Earnings Net Change Net
Earnings 1973 1972 to 1973 Difference
Study Groups _ 1972  Trainees Controls Trainees Controls '72 to '73

ESL $1,729 $1,964 $1,936 $235 $207 $ 28

ESL Mex=Am 1,762 2,069 2,008 307 246 61

=

ESL Ch-Am 1,663 1,754 1,788 91 125 -38
Basic Educ, 1,657 2,084 1,888 427 231 224
BE Mex-Am 1,591 2,023 1,822 432 231 201
BE Ch»Am 2,122 2,180 2,316 58 194 =13 //f

BE Other 1,696 2,188 1,937 492 241 241
ARC 1,242 1,695 1,591 453 349 104

151 1,737 532 118 414

(]
-
[t

ARC Mex=Am :619

,179 1,619 1,566 440 387 53

-

ARC Other

Our general conclusion, already stated, is that the program
had a small but measurable impact overall. The secondary conclusions
are that the program had no impact at all on the Chinese-American
trainees in ways consistent with the goals of the project, Finally,

participated in the ARC program,

g;gtﬁgggef;t Agalygig

A standard measure of program effectiveness is the classic
cost-benefit ratio. This criterion approaches the problem from
the government's point of view and measures benefits in terms of
national economic accounting concepts., The primary benefit
measure is the net increase in earnings which is assumed to
measure the increase in productivity resulting from the program,
The underlying assumption is that those who would have gotten
the jobs which the trainees obtain soon find employment else=-
where at the same or a higher wage rate, Hence, there is
assumed to be no displacement or loss in net productivity. We
will present the cost-benefit data in the classic framework
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and then will examine the special qualifications about using it
in the cannery affirmative action context,

The benefits are calculated by adding the cumulative net
increases in income which the trainees are expected to receive
over the years from the continuing effects of the training AN
program, This "stream of benefits"™, as it is called, is
discounted to bring it to its current value so that it is
directly comparable to costs actually incurred,

In most manpower training cost-benefit studies, the period
over which benefits are expected to be received is assumed to be
a working life of 20 years, Our judgment, however, is that
conditions change so rapidly that the net effects are likely to
disappear more quickly, We think that this is especially likely
in the cannery situation. As a result, we have adopted a 5 year
benefit.period for ESL and basic education programs. For ARC
we have adopted a 2 year benefit period on the grounds that
these benefits are likely to be especially transitory as the
firms encourage all of the workers to use the bidding system,
Indeed, one of the principal industry officials told us that
he expected training and information about jobs and bidding
would reach the saturation point in three or four years.

The other major ingredient is the discount rate which is
variously set between 6 per cent and about 18 per cent, We
have adopted a conservative 10 per cent rate which is close
to the gcvernment interest rates experienced during the project.

Table 16, on the following page, presents program costs
and benefits. We have excluded the results for the Chinesa=-
Americans because it is already clear that there was a loss on
the traihing investment as measured by increased income.
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Table 16 e
COST=BENEFIT RESULTS FOR
FIRST YEAE CANNERY TRAINEES
7 Ratio of
Cost Per Benefit Discounted Benefits
Program . _Trainee Period Tﬁengfits To Costs
ESL Mexican=Am $983 5 yrs. § 254 «26
Basic Education 983 5 yrs, §34 «95
Mexican-Am 983 5 yrs. 838 «85
Other 983 5 yrs. 1,047 1,06
ARC “ 170 2 yrs. 199 1.17
Mexican-Am 170 2 yrs. 790 4.65
Other 170 2 yrs., 100 .59

The results appear to lead to these conclusions: (1) ESL
produced little benefit in relation to the cost. Even if more
liberal assumptions are used (6 per cent discount rate and 20
year benefit period) the benefit does not equal the cost. (2)
Basic education produced benefits approximately equal to the
costs. If any of the very conservative assumptions we made
are relaxed, basic education would produce a positive return
on the investment. For example, if we had used a 6 per cent
discount rate, the final basic education benefit/cost ratio
overall would have been 1.04. With a 6 per cent discount rate
and a 10 year benefit period, the benefit/cost ratio would have
been 1.8l. - (3) ARC produced a striking return for the Mexican-
American group and a positive return overall, even with the
very.testrictive 2 year benefit period. The results for the
*0the®™ group in ARC were not positive, but if we relaxed the
assumed benefit perf6d to 5 years, there would be a benefit/
cost ratio of 1.3. '

The general conclusions following the cost-benefit analysis
would be that further investment in ESL, unless marked improve-
ments could be made' would not be justified. Basic education
indicated promising results and the ARC seems likely, especially
in certain areas, to be immensely productive, partly because
of its low cost.
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Cost-benefit analysis in the cannery project needs to be
qualified in several respects., First of all, we would
re-emphasize that the cost-benefit framework as we have presented
it is primarily the government's criterion. Businesses, for
example, in their engineering and systems studies, measure
benefits as direct increases in production made possible by
the program incurring the cost. The government's concept of
benefit and business's concept do come together when the
government program relieves a direct production problem, such
as a critical skill shortage., But when workers enter an
industry.or advance within the industry without relieving any
direct production problem, then the industry is indifferent
since from their viewpoint, (and this is consistent with the
government's assumptions) they could have easily hired someone
else with the same skills at the same wage rate,

Even in the government's terms, the benefits measured as
increased income will be entirely offset by equal losses in
income by those who did not get the jobs when the advancement
occurs in a tightly closed internal labor market. As Doeringer
and Piore5 point out, advancement within an internal labor
market is a "zero-sum game,"”

In the canning industry, the internal labor. market was not
nearly as highly developed at the time of the first year of
training as in other industries such as those involved in the
LOTT project in the Antioch-Pittsburg area., 1In the canneries,
many workers are hired each season from the outside into jobs
at nearly all pay levels and at least some of the women and
minority men who advanced as a result of the training program
probably filled jobs which would have been filled by outside
workers. As a result, there were probably some productivity
gains as measured in national economic accounting, but they
were not large. It is important in the cannery case to note
that the problems of sex discrimination result precisely because
there is open entry which routinely permits men to enter at the
higher paid jobs.

The final point is that the goal of the program from the
industry and uniop point of view was not increased economic
efficiency, although this was clearly desired, but rather ;hgib
goal was to equalize employment opportunities for women and ™
minority men. The intended benefit in these terms is greater
_ equity in work opportunities and income distribution. Our use
‘of net increase in income as a benefit is therefore a reasonably
good approximation of the increase in equity achieved as a
result of the program, ’
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gffirmativg Actign Qg}ng

The final criterion which we will examine lies in the
question, did the program contribute to the industry and union
affirmative action objectives? Although the positive return
in portions of the training suggests that there were some gains
by women and minority men, they were obviously small, except
for Mexican-Americans in ARC. But the affirmative action
question really asks whether "sufficient"™ progress was made as
a result of the training to begin to alter the basic composition
of the work force, especially in the higher bracketed jobs.

There was no established measure of whether the program was
making a "sufficient" contribution, especially because the EEOC
deliberations which would eventually define adequate equal
employment progress had not progressed far, In the absence of
a clear guide, we decided that the propyrtion of women among new

"regular®” workers - that is those who wokk 1400 hours or more
per year - is a good indicator of affirmative action progress.
1f women are getting an adequate share of the regular positions,
then they are undoubtedly getting an adequate share of the
better paying seasonal jobs. And the reverse proposition
probably also holds true.

Our examination of the proportion of women among new regulars
in 22 of the largegt plants indicated that on the 1973 lists,
which covered the year before the program, women obtained 20 per
cent of the new regular jobs. This figure produces an estimate
that on the average 24 women made regular in these plants,
Although the decision is rather arbitrary, we decided- that an
increase of 5 per cent in the proportion of women who made
regular would constitute a beginning, although very modest,
contribution toward affirmative action goals.

For the 16 plants which participated in the first year
cannery training program, the 5 per cent increase in the propor-
tion of women among new regulars would require that about 16
woman trainees T}ié regular, or, on the average, one per plant,
We examined our ‘income analysis data, using a base income level
of 54,900 as an indication that a trainee had made regular,

None earned this amount of money, which was calculated by
multiplying the lowest wage times 1400 hours. Since we were
working with a sample of the trainees and a control group, it

is possible that there were a small number who made regular,

but who were not in the sample. Indeed, we know of one such
case. A8 a result, we conclude that not more than 2 or 3 of the
trainees made regular, and this is far below the 16 needed to
meet our affirmative action progress criteria,
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The overall conclusion about the impact of the first year
cannery training program in equalizing employment opportunities
for women is that it had little or no effact.

Employer ;gd,ﬂnién Vigﬁg

In the Winter of 1974 we interviewed 15 canning company
Industrial Relations Directors and plant Personnel Officers and
11 Teamster Cannery Council Secretary-Treasurers and Business
Agents to gain their perceptions of the program and its place
in the industry. The interviews were conducted well before
the client interview and earnings data were available. The
or participating in training activities and, for some of those
interviewed, also from being members of the program's joint
‘policy committee, Since the Joint Committee received regqular
briefings from the training contractor, the views of those on
the committee undoubtedly in some degree also reflected the

information provided in those briefings.

‘e
L Manpower Problems

The Center's experience in assessing training programs
has led us to expect that employers will assess a program in
terms of its impact‘en their operational manpower problems.

If the program addresses production problems stemming, for
example, from a skill shortage, then they are likely to have
favorable views. Conversely, if the program does not address
an operational manpower problem, they are more likely to have
negative or indifferent views of the program. We therefore
opened our interviews by asking about manpower problems as the
compafiy and union afficia;skfaw them.

*,

Two problems were cénsiééantly mentioned, neither of which
was the object of the first year layoff time training program,
The firat problem, one seen as gquite pressing in many plants,
was filling semi-skillegd equipment operator jobs such as lift
truck driver and can laleling machine operator. Both jobs, and
a few more, were subject to high turnover and required more
training than could be provided easily on-the-job by first line
supervisors during the hectic pace of the canning season.

Priof to the layoff time training experiment, there was
little 6érganized training in the industry, and plants were
having difficulty filling openings in the semi-skilled jobs.
With pressure being exerted on the industry and union to
advance women into higher paying jobs, including partidlilarly
the equipment operator jobs, the inadequacies of the customary
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informal on~the=job training during the season had become quite
apparent to those we interviewed,

The second manpower prdblem consistently mentioned was
difficulty in filling vacancies in skilled mechanical and
electrical jobs such as seamer mechanic. Part of the problem
stemmed from the restrictions imposed by the evolving
seniority system. The general rule adopted in the 1973 collec-
tive bargaining agreement was that a specialized worker, not
on the seniority list, could be hired during the canning season,
but that worker could not be kept on the payroll unless he
continued to work in his speciality, Because the work force
drops 60 to 80 per cent after the canning season is over and
the remaining workers often perform a variety of jobs outside
of their seasonal specialities, many specialists hired from
the outside were laid off like the other seasonal workers,

A related part of the problem of hiring skilled workers
during the season is that those who apply and are hired are
often poorly qualified; the better qualified workers go directly
to permanent jobs in other industries. Additionally, the noisy,
high pressure working conditions in the canneries, plus lower
wage levels than are paid for comparable skills in other
industries, especially in urban areas, contributed to recruiting
problems and high turnover in the skilled jobs., Although the
relative wages appear to have been rising, in 1970 the canning
industry paid wages which were only 70 per ent of the average
wage in~U,.S. industry.

The industry had made one attempt prior to the experimental
project to provide an industry=-wide approach to training to
meet its skilled worker needs. Since 1970 the labor-management
contract provided for on-the=job training of mechanics, but the
training provisions had not met the overall industry needs, A
few companies used the training provisions to meet at least a
portion of their skilled worker needs, Other companies had no
success at all with on-the-)ob skill trainlng program, partly
because of the failure of their workers to pass the required
aptitude test. One of the hopes expressed by many was that the
experimental project would assist these workers to pass the
aptitude test,

ExggctediEegegits Qf ;hg ?;giﬂiﬂgﬁ?;@g:g@

participatlng in the pf@gram was to increase appartuﬂities for
women and minorities. Since 1971 pressure had increased for
the 1ndustry and union to rectify the imbalance of minority
men in the highest paying job brackets and for women in all

L2

e
H“



of the job brackets above the very lowest. Indeed it had only
been since 1970 that dual pay and job structures for men and
women were eliminated., The industry and union hoped that the
experimental training program would satisfy the recommendation
by the State Fair Employment Practices Commission in March
1972 to develop "innovative approaches that will obtain parity
for minority employees throughout the total job structure,®

The primary benefit expected from the program was that it
would help facilitate the advancement of women and minority
group members and thereby mitigate the eventual costs of a
conciliation agreement between the industry and union and the
Federal Equal Employment Qpportunities Commission (EEOC) in
response to several suits filed by minority groups.

While there was agreement among those interviewed that the
program was expected to help women and minorities, the fact that
it didn't deal directly with the skill training problems pro-
duced divided opinions about the merits of the program as it
operated in the first year. There were two main bodies of
thought about the program's value although the views of few
individuals fit entirely in one or another group.

One view was that equalizing opportunities for women, the
main affirmative *acti¢n problem in the industry, could help
the manpower problems'facing the industry. The view was that
the women with extensive seasonal seniority represented a stable,
trainable work force which could move into the semi-skilled and
eventually the skilled jobs and improve the overall quality of
the cannery work force., According to this view, getting the
women .to advance regquired an initial concentration on language
training, since many are Mexican-Americans with limited English
skills, and also training on the content of cannery jobs, the
work rules and the advancement procedures, The women were
viewed by mgny as lacking the self-confidence to use the know=
ledge which they possess and the training was therefore expected
to build their self-confidence and aesertiveness. The training
program with its ESL and ARC components was seen as dealing
with the prerequisites for advancement,

The second view was that training, especially if it was to
involve industry=-union negotiated funds, should concentrate
directly on the problems of filling vacancies in the semi=-skilled

bcalifornia, Department of Industrial Relations, Fair Employment
Practices Comnission, March, 1972, p. 3.
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and skllled jobs. While acknowledging that many women do lack
language skills and the knowledge to use the system of bidding
for advancement, the view was that LSL ought to be taught in
the public schools, not in the canneries, ‘and training for
advancement should be limited to providing the information
necessary for those who already have the desire and self-
confidence to move up.

Impact of the Experimental Program

We judge that some of the differences among inaustry and
union observers about the value of the program as it operated
in the first year stemmed from the difficulty of gauging the
impact of the program in the canneries during the 1973 canning
season, The program had served only about 400 workers from 15
canneries which had a total of between 12,000 and 15,000 workers
on seasonal seniority lists. In some plants ae few as five to
ten workers were trained out of peak seasonal work forces
averaging 1,200 to 1,500 and it was therefore difficult to
judge the program's impact.

Many people we interviewed could point to individuals they
knew who took training and might, for example, have spoken to
them in English for the first time, or who might have gotten or
failed to get a better job. But in only two plants, both in
Oakland, were the number of workers in the training program
large enough (50 to 60 per plant) so that the impact of the
training was noticeable in the life of the plant,

The personnel managers in the two plants with relatively
large numbers of trainees saw several positive effects of the
training,

l. The classroom training gave the personnel managers
an opportunity to discuss and explain company
policies to a degree which had never before been
possible. These personnel managers, like those
from other plants and union officials, participated
in the training sessions., The participation took
the form of discussing work and advancement rules,
guiding plants tours and playing roles in mock
registration and bidding procedures, The result
for the plants, in the view of the personnel
managers, was improved working relationships between
the workers and the personnel officers.

e

s
.



2. A second positive effect of the training in the
two plants was increased interest in the job
bidding process with the trainees using the
system more than other workers and encouraging
others to take advantage of the opportunities.
One of the personnel managers commented that
there were a sufficient number of trainees on
each of the three shifts to make a noticeable
difference in the level of interest in bidding
on every shift and also more general interest
in and awareness of other company policies,

Program Problems

they saw problems in the program, Those interviewed had
generally favorable views of the program, but did see problems.

féi; union and industry representatiyes were asked whether

Once concern, widely shared, was with the lack of service
for the most senior employees. Part of this problem was
inherent in the program in that it was designed only ‘to serve
seasonal employees on layoff and therefore could not serve some
of the very senior year-round “"regular" workers who had been
unable to advance, All of those we interviewed recognized these
limitations were built into the design of the LOTT experiment,
but many continued to hope that it would serve at least some of
‘these regular employees in the future,

A variation on this problem assessment was the view that
the program had taken a "shot-gun" approach, attracting low
seniority employees with little chance for promotion as well as
high seniority employees with good chances for promotion., Two
influential industry representatives felt that the second year
program should concentrate on recruiting high seniority workers,
Both said that they wanted the program to have a high success
rate (measured by advancement) serving a smaller number of
workers rather than a low success rate serving a large number
of workers, '

Another variation on this problem which concerned several
of those we interviewed was the difficulty of attracting senior
men who were eligible for the program., The Mexican-American men
ware of special conoerm. A number of those we dAnterviewed believed
too few had signed up and that too large a prgportion of these ‘
had dropped out. Many ideas wer?Ladvan:ed td explain low involve-
ment by Mexican-American men including the-idea of."Machismo®

which suggests the men were reluctamt to attend classes and
compete with women,
|
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Another hypothesis ‘to explain low invalvement by Mexican-
American men is that some of the men who needed basic education
and English language training were afraid to sign up because
that would be an admission to the companies and their fellow
workers that they really couldn't speak knglish adequately or
handle mathematical or reading problems. One personnel officer
said he knew Mexican-American men who felt lucky to have a job
and feared that they would be fired if the company knew about
their educational inadequacies.

The most troublesome problems for the program in the eyes:
of those we interviewed involved its position outside the formal
collective bargaining structure and the established grievance
i + In the design of the program, the training

actor as a neutral third party was responsible for teaching
workers how to use the job advancement procedures agreed to by !
the union and the industry through collective bargaining.,
Understandably this role is difficult to fulfill and most
certainly may not always be so perceived by all parties. For
example, in one area union officials became upset when the
trainer, in their view, became a grievance advocate., Others
on the union side worried over the possibility the training
would be viewed as a benefit given by the employer. There was
some fear too that trainers might erode the identity of the
workers and the union. On the company side there was the some-
times difficult discovery that interpretations of the contract
and practlce! as described by a company official in class were
different from those experienced by workers from other companies
or even different plants of the same company. Yet these various
strains of the :elaticnsh;p never became serious enaugh to
threaten the program's continuance, This was true, in part,
because many recognized bidding was a new concept that came with
the 1970 Contract. Workers on the whole were barely conscious of
the existence when training started. Training was therefore seen
as a vehicle for making a new and to most seasonals, strange new
system work.

Cenclus;cns from the F;rst Year Eanne:y LDTT Preg

The objective of the first year cannery layoff time training

' program was to demonstrate that non-skills training (basic

education, literacy training and work orientation) could be
useful when facused on a specific industry meeting the following
criteria:

- Specific skill qualifications were required for
advancement in addition to seniority.

= Hiring was permitted from outside the existing
work force at all wage levels.
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- Large numbers of senior workers were passed over for
adqvancement apparently because of problems which non-
8kills training could rectify.

- Passed over workers experienced extended periods of

" layoff, but were assured of recall to work and the
layoff could be used for training purposes,

- There was strong employer and union support for the
program,

Two conclusions are appropirate under the abjlctLVI. the

first being:

1. Theijraiectﬁdamqni;:atedr;hat afnansnkllls LDTT
- program oould be oparated In an Industry such as |
Bm—%f g which met the criteria. |

The basis for the conclusion is: f;f*

a, More target group workers than were needed
applied for training.

b, Target group workers were encouraged to ‘
participate by employers and tha union. iisffaz

c. Learning occurred at rates usually con-
sldered acceptable for such a program,

d. Bidding for higher level jobs increased
about 100 per cent beyond what would have
been expected in the absence of the training,

€. A high proportion of those who bid for jobs
requiring jobs trials received them (84 per
cent) and an equally high proportion of
those who received a job trial passed (86
per cent).

f. Thirty per cent of tha traineas advanced
one pay bracket or more.

g. The trainees income increased more than that

' of a matched control group, ($102 net incre
in income for the season equaling a 5,7 pe)
cent net gain.) Among trainee groups, tl
range extended from a small loss for Chiflese=~
Americans to a 24 per cent net increaseVfor
Mexican-Americans who participated in the
Advancement Related Counseling (ARC) course,

»
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The basis for this conclusion is:

4. Using conservative assumptions (5 year
'‘benefit period for ESL.and basic education N L
and 2 years for Advancément Related S
Counseling, a 10 per cent discount rate,
and benefits measured solely as increased
earnings) , ESL returned only about one
guarter of the cost (benefit to cost ratio
¢f .26), basic education approximately
broke even (benefit to cost ratio of ,95)
and Advancement Related Counseling produced
a small, but meaningful, net gain (benefit
‘cost ratio of 1,17). 1I1If one assumes, as
we do, that the increase in income is a
reasonable measure of gain in the equity on
behalf of women and minority men, then only
the Advancement Related Counseling produced
a positive return on the investment toward
affirmative action objectives,

b. - Using an alternative measure of progress toward
affirmative action objectives (five per cent
increase in the proportion of women who made \

"regular®" status), the project did not make a
mate¥ial contribution to the affirmative action
objectives.

Overall €the first year of cannery training demonstrated that

‘layoff time could be used for training. As increasingly specific

needs of the industry were idéntified courses were modified to
meet these needs, including addition of the separate Advancement
Related Counseling.

Important lessons learned in the first year were:



1. Even within a iingll induit;y there ¢ 111 be con- i
siderable differences in needs from area to area
and company to company., Many of these stem from
differences in the surrounding labor market. A
program design should allow flexibility so adjust-
ments to fit variatiens in néeds can be made, -

2, It was possible to develop and maintain a reason-
able experimental design s0 that effective evalua-
tion ocould be conducted. This was possible even
‘though the program underwent important changes

) during the year of operation. Conducting the

%~ °  experimental design evaluation was made possible

by continuing dialogue and consultation between

the training contractor and the avnluntian
contractor,

3. Information and counseling emerged as a critical
program element in this project just as-it had in
the prior Antioch-Pittsburg project, 1In spite of
many years of work in the canning industry, many
trainees had only a rudimentary knowledge of the
jobs, the bidding and advancement processes, and
the work rules, Moreover, it became clear that
the affirmative action problem required changes
in some basic social and cultural norms; the women,
as much as the men, had to learn to acoespt new work
roles, ‘

4. The project served as an effective catalyst for
development of training programs for cannery
workers in public school adult education programs.

5. A third party can provide training which involves
the work rules in the two party labor-management
environment. Some stress is probably unavoidable,
however. : _

Consensus for the Second Year Program

In terms of the dynamics of program development it is
important to remember the industry and the union began with the
DOL model. Many were dubious from the beginning as to the
merits of non-skill training but went along since DOL was paying
the costs. By the time planning for the second year was underway
there was more understanding of both the program design and the
specific needs of the parties.
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While there was nd uniform view about the value of the
pragr;m, tha:: vwas a consensus abaut the program elements for
1974, , "/ .

S Ba;ic education as taught in 1973 was not needed’
for most cannery "jobs and should, be eliminated
from the program, Some. form of basic education

might be needed in conjunction:with a skills

/ training program, but in that event a program <
tailored to the specific naad should be developed
at a later date. : g

2. A program which would train workers on Ialectgd

pleces of cannery equipment where high turnover
and high training costs are experienced should
be instituted., Such a program, called Job
Proficiency Training~(JPT), was developed for the
1974 program involving training in operagion of
lift €truck, can labeling lines, seamers and empty
can dapallgtizer:- :

3. A pragzam should be designed to replace the
existing on=-the-job training policy for mechanic
positions and provide some form of indugt:ysvide
skills training.

4, While English-as-a-Second Language would be a
part of the second year program, a concerted
effort should be made to encourage the public
schools to provide ESL for cannery workers.

5. Advancement Related Counseling should be con-
tinued as a major component of the 1974 program,

If LOTT is viewed as including non=skills training such
as basic education and ESL then it was not accepted by the
parties. The parties, particularly the industry, were too

'impati?@k for immediate results to wait for a poasible long
term payoff from non-skills training.  In fact to the extent
any of this continued it was only because the DOL remained as
a financial partner and its funds were used for this purpcsa.
The workers, for their part, continued to participate in ESL *
and thereby expressed a belief in its value,
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CHAPTER III
TRAINING LAID OFF CANNERY WORKERS 3
THE SECOND YEAR——

Theé affirmative Action Canpery Training Program -

The pressures on the canning industry and union to solve

. .theix atfirwative action problems increased in the Spring of

1973, The California Fair Employment Practices Commission (FEPC)
conducted its second review of the minority employment situation
and additional suits were filed by minority organizations. Even
though the first year results had not been dramatic, the training

program offered a hopeful strategy to resolve the affirmative
_action problems and minimize the potential costs to the union and

employers. To establish training as its primary equal emp loyment
opportunity response, the California Processors, Inc., (Cr1),
agreed in the 1973 Collective Bargaining Agreement to pay l¢ per
hour for what came to be called the Affirmative Action Cannery
Training Program, The agreement fufther stated that the employer
contribution would be increased- to[3¢ per hour if the Federal
Equal .Buployment Opportunities Commission (EEOC) would accept the’
training program as full settlement of all existing and related
class action suits and complaints.

Neither the EEOC, nor the complaining parties, agreed to a
settlement at that point so the second year of training was planned
with an industry contributed budget of $250,000-$300,000; or about
half the amount thought necessary to operate a minimally adequate
program., To'fimance the additional training, the Joint Committee
sought a matching grant from the Department of Labor, Office of
Research and Development, DOL agreed to provide the funds with
the understanding that it was making a one year contribution to
agsist in the "transition" from an experimental and demonstration
project to a permanent industry supported program, )

Wwe have already described the consensus which developed for

. the second year program, It is important to add that the consensus,

coupled with the nature of the affirmative action pressures,
produced important changes in the progran's cbjectives, Where
the first year objective had been to test whetherxr a non-skills

'LOTT program could be effectively operated, the second year

objective was unambiguous affirmative action: to improve the

employment status of women and minority men. It seemed Clear

that there was a strong congruence betweken meeting the affiymative

action objective and meeting the employment needs of the industry

in E@e semi-skilled and skilled jobs. As a result, the program ,
ed from non-skills training to an emphasis on skills tra;niﬁgﬁﬁ

, N , L, . .
Th§ thange in the overall objective implied changes in the
operatidnal objectives: the program shifted from a pllot project
to a larye scale operational program, The magnitude of the shift
0 .
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__M:jmm m £he tion Qf two cities (Stockton and San -
Jose) and an increase from 15 plants to 52, Also, where the pilot
project trained-409 wafkars. the second yeax program av&ntually
saxved 1,429, ,i

Tha haatt ‘of the second yahr program was a4 new component
called Job Proficiency Training (JPT) ‘designed for semi-skilled
.jJobs. The jobs vwere. selected after a plant by plant survey by
the training contractor to identify those jobs where substantial
turnover existed and the tasks were sufficiently complex to
warrant training. Implicit in the selection was tha criteria that
they should offer substantial promotional opportunities for women.
The jobs selected were operating the .casing machini. de-palletizer,
seamer, label machine and lift t:uﬁk.

JPT training was not expected to produce qualified workers. -
All trainees, consistent with contract conditions ‘and local plant
practices, would have to pass a job trial to fully qualify for
the jobs, There were no uniform policies within the industry .
about whethar,.or how, the training was to be considered by the
plants in the process of sel€ction faﬂ'jnb trials,’

To make the JPT training as relevant as possible, it was
offered in most cases in the workers' own plants.

. Finally JPT was constrained to those jobs which could be
performed during the off-season. The advantage of this is that
by definition<these jobs are the most likely to offer year around
work and cxeate a maximum opportunity fpr the women in gaining
*regular" worker status. Except for-.the seamer, which seals
lids on the cans, the jobs are all found in tha warehouses which
typically operate year around,

The disadvantage of training only for year around-jobs is
that the women would not be introduced to the many strictly
seasonal jobs in the higher paysbrackets. These seasopal jobs, :
in fact, posed a dilemma because as already pointed out in the
discuagion of the ;nduatry manpowar problems it is difficult to
train in the canneries during the rush and pressure of the

{ canning season, Moreover there is a clear preference by some
~ women for seasonal work. The effect of both factors, then, wvas
to reduce the prospects for parity.

Following are the other main elements of the second year
programs

- Each of the 52 canning plants in and around the cities
of Sacramento, Stockton, Modesto, San Jose, Hayward
and Oakland were offered a proportional share of the
training slots according to plant siza. ¢

. . ifgﬁ '




—*ﬂhk‘hi**AidPih-ﬁ’ Individual interviews providing - -
, information about t:lin;gg were held with many of
' the wore sehior cannery employees, ' Employees wers:
ik then permitted, and in some cases encouraged, to

AT apply for training and lubliquintlg to bid for

-

-. Pﬁhligit" -lliaf!ltid in the plants toward the eid . .

higher paying jobs,

' = In keeping with the evolving seniority system in
the canning industry, the most senior workers were
giv-n priority for thc training appartuniti;l.

—

;a%, - A ltipiné of $2,50 was ‘paid to cover training related
: expenses such as transportation and baby—:itting.

.= No criteria were iﬂa;-d to limit participation 1
except relative seniority. Hence workers could go
or not go to training for whatever reasons might
motivate them, They were not, for example, required
to bid in advance for tha jabi far which they were -
‘ta be trained. .

,haisaeané Year Results: Job Prafieiengx“'faining

Savaral considerations ;hnpad the evaluation research for,

‘-th: second year cannery program. The most important of these is
“‘the fact that the program shifted from being an experimental

project into being a large scale operational program,' Experimental
design evaluation which had been possible in the firkt year was

, not in the second. For example, the interviews by plant personnel

managers served to divide seasonal workers into two distinct
groups: those who decided they wanted the training and those
who decided they didn't want it. Comparing results between the
two is, of course, inappropriate,

Given the absence of an experimental design, the evaluation
research could only use performance -indicators and compare these
between the programs and between the trainee's experience before

and after training,

A second factor #ﬂicﬁ shaped the evaluation research was
a preliminary finding by the training contractor that only 53 per

. cant of the JPT participants bid for one of the jobs for which

.they ware trained. Because the employers and the union were
counting heavily on the training, especially the JPT program, to

. resolve their affirmative action problems, this preliminary finding
was distressing., They therefore asked for a shift in the research
from the planned second round of in-plant interviews and analysis
of data from plant records to a get of follow-up interviews with

/
LY 53 *

)iy



& s

“the trainees. Thiir ﬁajar qunitian ua:; "why a highnr prqpa:tian
did not bid for jobs for which they were trained?® .
With this as;ignmnnt from the Joint Committee, the Center _

for Applied Manpower Research (CAMR) developed two surveys. For 3\1
the JPT component, CAMR designed a follow-up personal interview .
!u:ﬁf with a sample of 400 trainees of the .approxinately 750
dparticipants. Since funds were limited, CAMR then designed a
simpl¥x plant record fglluw—ugifa: the ESL and ARC trainees. As
a conseqjuenca, we gained much more detailed data on the JPT

. program thdn on the other two,

We therefore believe it more effective to present the JPT
results first and then the ESL=ARC results in a separate section,

. Because the preliminary data suggested there was a great deal of
variation in bidding rates betwe¢n plants, we structured the
sample so that it would give a ggud representation both of’
plants where more bidding ocCurréd and where less bidding occurred.
We were able to complete interviews with 327 of the trainees,'

82 per cent of the sample, and 44 per cent of all who tht thraugh
JPT. -
The survey questionnaire was designed to accomplish several

things.

- We sought through it to clarify the bidding experience
B and understand what influenced bidding decisions. If
. trainees did not bid, why not? Was the company helpful
in the bidding process? Were the trainees discouraged
by anyone from bidding? a
L]

- Because job trials are the really critical test for
the trainees we asked thnem about the experience., What
were the attitudes of the foreman or supervisor and
fellow workere? Were they helpful, or did they hinder
the trainee in keeping the job? How helpful was the
‘training in passing the job trial?

In the following material from the survey all percentage
estimates are projected for the entire training group based upon .
the experience of the 44 per cent of the trainees we interviewed,
The material is organized into sections on bidding, job trials
‘and bracket movements. '
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. We have included ib bur analyses’of bidding only those cases
where the job being sought was a Bracket 1V or higher bracket job
for which a job trial is normally required, Those who said they
bid for a Bracket V job such as “the belt,"” which happened on a
few occasions, were not included. Also, we did not count insug-

' bents on the jobs they said they had bid on.

Altogether 83 per cent of the trainees bid for a.job which
normally requires a job trial, : In those plants whicéh have open
assignment on Bracket IV jobs, some of the trainees obtained
those jobs without having bid. The 83 per cent estimate is .
therefore a ressonable estimate, and is slightly on the conserva-
tive sidae. ‘ -

‘Also we identified those bids which were for jobs for which
the person had received training in JPT. Fifty-seven per cent of
the total trainees bid for at least one job for which ‘they had
.been trained., Twenty-six per cent of the trainees bid for jobs
which were outside their training experience.

Table 17 below, summarizes the overall bidding axpézienea;
Table 17
PERCENTAGE OF JPT TRAINEES

BIDDING AND NOT BIDDING
g

Yes, Did No, Did

Bid for a Bracket,Iﬁ or
higher bracket job

Bid for at least one job
for which the persorf was
trained in JPT

Bid for a Bracket 1V or
higher bracket job other
than a job for which the
person was trained in JPT

=5

Bid

Percent

26%

]
fig

NOT Bid

P;r;ggt

17%

43%

Total

\ :

\ 100

e e

“100%

g



These results were more encouraging than the preliminary
finding by the training contractor and the-roverall rate seems .
quite satisfactory. But in terms of effitiency, bidding on jobs
for which one is trained, Eh3'§7§pef cent rate is still low and
was viewed as such by industry’ and union representatives.

The preliminary data on bidding for JPT jobs indicated that
there was a great deal of variability from plant to plant,
Because such a high overall average bidding rate was found in
the survey (83 per cent), the plant rates are heavily weighted.
toward 80 to 100 per cent, although one plant had a bidding rate
of 51 per cent. Table 18, below, presents the percentage distri-
butign of bidding rates for the plants with the larger number of
éizggiipants.

_ Table 18
E 3
PERCENTAGE OF JPT TRAINEES
BIDDING FOR A JOB REQUIRING
A JOB TRIAL IN THE PLANTS
WITH THE MOST PARTICIPANTS*

Percent of JPT /
-Trainees Bidding “Number Jg 5. Per cent
for Job Requiring ' ~ of (. , 2y of

__a Job Trial ' Plants Plants

0 - 10% - o

0

1

-
'

20% '
21 - 30% i = 0
31 - 40% - Q
41 - 50% - 0

51 - 608 1 £.54%

L]
-
L]

70% 2 . 9.1%
71° = 80% 4. 18.2%
8L - 90% ' 8 36.4%

91 - 1004 a2 _31,8%

%]
L
it
=
(=]
-

L=
-

Total

—F
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Footnote R |
*FOor the purpose of this table and the ;ggfeguant plant
Ry plant analyses we restricted the cound to those
'gqnt; which had 10 or more JPT trainees, of whom we 4
interviewed at least 6. This restriction minimites . -
sampling exror by insuring)\that we had interviewed at
least half the trainees in 'the plants with the fewest
partieipants., — '
The most important result from asking why people.did not bid
for jobs for which they were trained was the finding that there
wqre more than 16 discretely different explanations. Table 19
on .the following page presents the responses. Only one SGEP@QCE
was offered by more than 10 per cent of the trainees, that‘'being
they just did not like the job (19 per cent). The jobs most .
fr:gunntly cited wexe in this order, forklift, label machine and
caser., The wide number of answers made it difficult to pinpoint
a simple solution to improving the program's efficiency in terms
of trainees bidding for the job for which they were trained.




Table 19

-— " REBASONS JPT TRAINEES GAVE POR
NOT BIDDING ON JOBS" FOR WHICH

) THEY RECEIVED TRAINING
P L _ PGS cent
. " Reasons Giv-n for Nat _ ¢ Giwing the
- . Bidding on JPT Jobs- ’ - Reason_
1, Just did not like the job. For :xgmplB; - .
*  too scary, too messy, too much respon- )
sibility, or too heavy 19%
!2. Felt d4id not have enough seniority to bid : 9% -
3. Did not get or finish the training. For
. example, called back to plant, got sick, )
_ or lost interest and dropped out S 9
4. Not physically able to do the job due, for | ,
example, to illness, injury or o6verweight 9%
c s . — .
5. Job for which trained was in the same or
lower bracket as current job , 8%
6. Not enought training of expgrighea for the job 7%
7. Got other opportunity at Bracket III or . :
higher job E 5%
8., No bid is :equired for the job in my plant S . 5%
9. Job might lead to yaarﬁraund work, which I
don't want -. 4%
. 10. Felt the job was a man's job 48
11, Feared loss af‘aﬁp@rtuﬂitias in cur:entbjab
if took another job 5 ' 3t
12, No job opportunities were posted in tﬁaigdjabi{ 3%
13. Was afraid of the supervisor or foreman : k1Y
14, Did not feel secure, confident or capable of
doing the job k1 ]
15, Did not understand that I could or should bid
for the job 2%
l6é., Miscellaneous other responses, anluding no
response 7%




As part OX\ the effort to aerstand what ilpléggﬁgf.anyp _ X

plant practices Wight have on bifiding rates, we asked ithe trainees K
what the company did to help tham in bidding., Did the company S
provide information about the jabs, and if so,,what kind? Did a.
company person help the trainees dacide whether to bid and what to
bid on? Did they explain bidding procedures? pid they do other -
things to help? .Based upon the spontaneous responses by the -
trainees, the interviewers then helped the perfon to indicate-a .
personal feeling about the' company's attitude (toward bidding. LN
These company attitudes as seen by the trainee were marked in
one of the four -categories shown in-Table 20 on the following page,
The categories were designed as a graduated scale from an -attitude
which strongly encourage the person'to bid to a negative attitude

" which made it difficult to bid. .- |

.- As Table 20 shows, there were some distinctly different
groupings. Considering, the top two responsas as favorable, 66
per cent of the trainees felt that their plants were helpful in
the bidding process. Only 1l per cent gave the clearly negative
response, - :

The major theory we were testing was that the plant attitude
would determine whether people -would bid or nat,. The distributions
in the two columns covering those who did not bid and those who
did bid make clear that the cpmpany attitudes as seen by the .
.Eralnees_ had no significant effbcts on bidding. S

4 5 =

o
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. Table 20 ey b

TRAINEES' Psﬁcsprxon OF
THEIR COMPANY'S ATTITUDE
TOWARD BIDDING

: Per cent Who T
s o + Per cent . Bid on Job’: ' ' |
* Traineeb' Who Did Requiring A " Total
Perception ._Not Bid _Job Trial Trainees
They seemed to want me * |
to bid and were very
helpful in explaining* = FA
.. the.bidding pracesa and L . - TR
.. .the jobs, . R T T 35y 36%

They gave me information

about bidding and the v
joh@, but left it up to : : ,
‘me whaether to bid or not,

They didn't encaurage me - _
to bid. 26% 318 - BT 111

They let people bid, but
were not helpful in

explaining the h;dding or _ o -
tha jobs. 27% . 22% 23%

It was hard to bid and
they did not seem to care

whether I bid or not. ‘ 94 12% 11%
'\ : - . o LT _—
N | o 100% 100% 100%

" A second theory about bidding which we studied was whether

LT there were special sources of discouragement which kept workers
“*fgqg Ldding. ' We had been told that family members kept women

from Bidding, or that fellow workers tended to hold one anothes

- back, We therefore asked the trainees whether they were ‘discouraged
in any way be anyone about bidding. The results, as shown in

Table 21, are that 25 per cent of the trainees ran into someone
trying to discourage them from bidding, Fellow workers, and
these are mostly men, plus the personnel officerand foremen or
supervisors, were cited by the traineas as atfempting to dincaurage .

them. Family members were nct mentioned at all.

-
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Thc nalt inpartant point about the sourqes. of éilenur:g-n:nt,=
~ however, is that it had no significant effect on bidding, If the
. workfirs, aidg'; bid, it was for some of. thi other reasons cit;d

e inrliari
. | Table 21
** 'TRAINEES BIDDING BEHAVIOR -
t RELATED TO WHETHER ANYONE ,
' ATTEMPTED TO DISCOURAGE T 9
) . " ‘THEM FROM BIDDING' ;
ST A ‘ e -
o ' * per’ cen® who
Source of Any Per cent  .Bid on Job A
Discouragement , : Who Did , Requiring A-+ Total . .
‘About Bidding  _Not'Bid . _Job Trial  Trainees -
. Fellow workers . 8% 7% iy
Personnel Office : 3 8% ‘ 7%
Foreman or Supexvisor 108 R £ , ' Bqu‘
Family members 0 0 0o ,
Others - o .28 3 e 3s -
Not discouraged by anyone 17% 41§§ ~75%
1008~ " 1008

The majer evaluative guestion is whether tha JPT prcg:am };ﬂ o
produced an increase in bidding, Forty-threg per cent of .the r“if'”
trainees had bid in 1973 and, as reported earlier, 83 per ca,;xj"
the trainees bid in 1974, , & s L )

The finding that the proportion of JPT trainees who bid ,
nearly doubled from the season before training to the season after
training suggegts the program had a substantial impact. But sirnce
there was no ntrol group it does not entirely answer the question
about how mugzzgf the effect is due to the program, .Stated
differently, we don't know how many more of these people wculd have
bid in 1974 compared with 1973 if there were na program,

: To gain more perspectlve on the effects of the program
differences in bidding rates between those:who had JPT training
only and those who had also gone through the ARC course were ~°

studied, That there might be an interaction between the two

B
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to us that it helped the JPT tra;nlng if the w@rk’"s had f;:st
gone through ARC training. For those who had not gone through
ARC, the instructor found it sometimes necessary to use some

of the JPT training time to familiarize the person with the plant
operations, the role of the job they were to be trained for and
the bidding process. This ana other comnents lead us to test

the survey results to see whether those who had ARC training in
addition to JPT had different experiences,

There is a modest, but statistically significant, difference
betwean the experiences of one group who did not bid in 1973 and
then attended only JPT training and another group who also did
not bid in 1973, but then attendea both ARC and JPT, Overall,
seven per cent more of those with both ARC:and JPT bid in 1974
than did those who went only to JPT, Table 22 below summarizes
these differences. :

Table 22
BIDDING EXPERIENCE OF TRAINEES

’ WHO DID NOT BID IN 1973 AND THEN
ATTENDED JPT OR COMBINED JPT AND ARC

*
— Did NOT Bid in 1973 o

Training ' Did Bid — Did NOT ] )

Component in 1974 Bid in¥1974 Tot
Attended JPT
training only 76% 24% 100%
Attended both
JPT and ARC
training 83% 17% 100%

Table 23, on the following page, provides data for the

ntlra roup, It shows that the non-bidders in 1973 were more
ggi?f o*take both programs in 1974, This group exXperienced a
X e iﬂg{ease in the per cent bidding (52 per cent). Both
¥ ﬁﬂéndedf' Pﬁe same in the 1974 b;ddlng.
& %
£

Eé




Table 23

COMPARISON OF BIDDING BEHAVIOR
FOR JPT TRAINEES BETWEEN 1973
AND 1974 SEASONS

z .
Per cent  Per cent Per cent Increase
Training who Bia /' who Bid in Bidaing
Component ¢+ in 1973 in 1974 _ 1973 to 1974

JPT training

only 50% 81l% 31%
JPT training

and ARC train- &)

ing combined 33% 85% 52%

. gpggi?;ials

i

The most distressing finding of the survey was that only about
half (52 per cent) of those who bid for a job got a job trial,
The proportion of those bidding on a job for which they were
trained and then got a job trial is even lower (46 per cent),

These results were counterbalanced somehat by the finding
that 82 per cent of those who got job trials passed them., The
cumulative effect, however, was that only about a third (35 per
cent) of the total JPT trainee group succgssfully went through
the bidding and job trial processes., only about one fifth (21 per
cent) successfully went through the nidding and job trial processes
on the specific jobs for which they w~ere trained.

Table 24 summarizes the bidding «~7<d job trial results.



v Table 24 )

JPT TRAINEES JOB
TRIAL OUTCOMES

Per cent of T@Gﬁl,JP?fjgainggg

' Any Bracket Job for Which ...
IV or Higher Person was = .
Litcones Bracket Job __Trained =

Bid ‘ 83% 57%
Bid and got job trial 43% ; 26%

Passed job trial ~ 35% 21%
in terms~gfg;raigghg;&fficienci\thl 21 pe:s cent who finally
obtained jobs for whiich they were traingd is the most critical
finding. .The figute of 35 per cent who obtained some Bracket IV
or high€r jok may be a better indicator of overall program impact,

.but-it too. i rather low, The fact that 82 per cent of the
L trainees pdssed their job trials suggests that the main problem
"was' 'pet in the trainees® ability to do the jobs once they got a

chan¢e. The biggest problem obviously lay in the finding that

' ©hly abouk’half of those who bid were given a job trial. why .

was this mo?

We have two elements of data out of the survey which offer
some insight about the low job trial rates, A distribution of
the larger plants by the percentage of their trainees who got
job trials presented in Table 25, shows a wide spread with the
bottom four plants giving job trials to an average of onlywlé per
cent of those who bid. In contrast, the top four plants gave job
trials to 84 per cent of those who bid,

A |



Eér cant of Those
Who Bid Who Also

Table 25

PERCENTAGE OF JPT TRAINEES
WHO BID AND WHO ALSO
RECEIVED A JOB TRIAL®

Number
of
Plants

Per cent
of
_Plants

Received a Job Trial

0 - 20% 5 4 188 .

21 -~ 40% 5 2 93

41 - 60% . 5
™, 80% ' 6

81

fo
o
-

100%

[ ]
i

Total 100%
< ; *ff . EH
T - #e T

“For the purposes of this and comparable tables we
restricted the count to those plants which had 10 or
more JPT trainees, ©of whom we interviewed at least 6.
This restriction minimizes the sampling exror by —
insuring tf§pt we had interviewed at least half the o
traineeg iftsthe plants with the fewest participants.

Fcatnégex

It is clear from the distribution that plant conditiens or
characteristics were ma or factors in determining how many -
trainees got job trials. Some may be economic factors such as
the rate of growth in jobs and the rate of turnover in the work
force. Others may be the policies and attitudes related to the
affirmative action effort. For example, some plants encouraged -
and facilitated the advancement of wamggiand others did not.

The other element of ‘data from the survey ééié:& some further .
perspective about the possible impact of ecoponitr Ang organizational
factcrs. This element is the responses of gdhe trainees to the
question, "Why do you thipk that you did no¥™get the job you bid
on?" The answers obviously reflect an often subjective view from
the trainées' perspective and we do not have a counterbalancing
view from the plant decision-makers view. Viewed with that
qualification, the responses in Table 26 give some suggestive ideas.

65 h
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Table 26
TRAINEES' PEFEEPTIONS ABOUT
WHY THEY DID NOT GET THE
-3 JOBS FOR WHICH THEY BID
Per cent Making
Trainee Statements . the Statement
No openings .~ - 21%
Not enough seniority , 19%
/Diaériminaﬁién against them or favoritism

for a lower bracketed person 12%
‘/Dsn't know 12%

Preferred current job, refused job or

refused Yob tfial‘, 10%

Got or already had a higher bracketed job - 8%

Did not have enough experience - ' ;}l

Not physically able to do the job ' i;gi?

oh -!., .
Failed job trial ﬁ;‘_
¢ TR OT
Miscellaneous other reasons, including no v “iféine k
response ) M w«:;‘g_;'
' . ——— IE :;";zig

1008

' We see two important suggestions for explgining the varia-
tions in the job trial rate in the above' table.\ Ig one .looks at
the first two responsés together,-"no openings® and "not enough
seniority,” they account for 40 per cent of the trpimee ideas.
These two responses suggest to us that job growth #Md turnover
are probably significant factors.

The second possibility is the extent of discrimination or
favoritism prevalent in the plant., The interviews give the
impression that these factors may be more prevalent in some
plants than in others.

¢

After examining the ESL-ARC training results, we will present
a statistical study seeking to explain the variations in job trial,
rates between plants,



Job T:;a% Sgggesg

The rate of success on all of the job trials, 82 per cent,
seems to us to be quite high, although we have no norm by which
to make a firm judgment. In any casae, some individuals did fail
their job trials. We asked those in our sample who had falled
job trials why they thought that happened. There were a wide
range of responses among a small group of interviewees (22) so
presenting a table of their responses would not be meaningful.,
We can cite some of the responses, however, to give a sense of
«the range. "I guess I was too slow," "I don't kmow why, I
thought I did the job," "the supervisor wanted to give the job
to a relative,” "I wasn't physically able to do the jbb," amnd "I
was discouraged by the supervisor." S o,

We asked the trainees three other guestions about their
job trial experience which shed some light on the factors involved
in success and failure. One. gquestion asked of all those who got
job trials was, what was their foreman's. or supervisor's attitude
during the job trial? We have Ephquantly been told that foremen
and supervisors are important in determining who is successful
in the jobs. Moreover, other research on industry training
programs has indicated that the climate of acceptance created by
supervisors is probably the most important factor in determining
trainees' success. The responses of the trainees to the question
about supervisors' attitudes confirms the impression we had gotten
and the other research. ,Also Table 27 shows, a significantly
higher proportion (71 per cent)- of trainees who passed job trials
gave the most favoraple rating to their foreman's attitude and a
significantly high proportion (51 per cent) of trainees who
failed job trials gave their foreman the most negative rating.
Clearly since the interviews were after the Eigt this is not a
conclusive finding as it is possible the sucee;i or failure was
projected on the supervisor as the cause, |

!
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Table 27

5 SR i TRAINELS ' PERCEPTION OF :uUKLMAN'S

- ‘ ATTITUDE DURING THEIR JOB TRI1:L

ON JOBS FOR WHICH THB, INDIVIDUALS
HAD RECEIVED JPT TRAINING

Per cent Per cent

: Judgment Tudgment

' Foreman's of Trainees of Trainees
© _Attitude Who Passed who Failed Total

He seemed to want he

to get the job and was

helpful, encouraging .

and patient 71% 21% 64%.

He seaemed to want me
to get the job, but
didn't help very much 5% 10% 6%

He didn't seem to care
whether I got the job
and he was not helpful
¢ and patient while I
learned ® 15% - 18% 15%

1t _seemed he did not
want me to get the job
-'and was impatient and
digcouraging - 9% - 51% ~15%

100% 100% 100%

Related to the attitude of foremen in determining job trial
success is the attitudes Pf fellow workers. Very much the same
response was offered by the trainees about the attitudes of their
fellow workers during their job trials as about the' attitudes of
their foremen. Those who failed job trials gave a Eignifisantly

-+ worse rating to their fellow workers' attitudes in comparison
with those who passed the job trials. Table 28 presents these
results. o

) ) -
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Table 28
?
TRAINLLS' PERCEPTION OF THE
ATTITUDES OF THEIR FELLOW WORKERS
DURING THEIR JOB TRIALS ON JPT JOBS

Per cent Per cent

Judgment Judgment
Trainees' of Trainees of Trainees
Perceptions who Passed Who Failea

My fellow workers

were helpful ana

many were €ncouraging

in my job trial 77% 47% 73%

My fellow workers

were indifferent

or were not helpful

and were discouraging

in my job trial 23% 53% '27%

A —— S ———

100% 100% 1008

It is important ®o note, however, that high proportions of
boti¥® foremen (64 per cent) and fellow workers (73 per cent) were
perceived as quite helpful and encouraging to the trainees. There
were negative attitudes but the problens caused, if any, were
limited to 25-30 per cent of the work force.

The final issue we explored concerning job trial success was
the role of training. In general, we have avoided asking the
trainees whether they like the training program or found it useful,
We did this because our experience in the past is that trainees
have generally good feelings about training and will give optimistic
general responses which are not an especially good guide to
‘ evaluating a program. We therefore sought a more objective approach
to asking about trainee perceptions of the value of training. We
asked the trainees how well they felt the training prepared them
for their job trials. In gerfferal the groups who passed and those
who failed their job trials gave very much the same responses.

There are no significant differences in the responses by the two
groups as presented in Table 29. It is rather an oddity, /
even, that more of those who failed their job trials gave the
training program the highest rating than did those who passed the
job tpials. Moreover, the only completely negative responses came
from those who passed their job trials. .

*
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Lo Per cent Per cent
N Judgnment Judgment
Perception of Trainees of Trainees
of Training - Who Passed - Who Failed Total

I really knew h@é to do
the jaob b&cause it was
just like/the training 18% 32% 20%

L haq/ﬁg learn more :
about the job, but the
training helped a lot 71% 53% 68%

I had@o learn a-lot

because the job was much

different from the -

training B% 15% 9%

The training did not :
help at all 3% , 08 - 3%

- 100% 100% 100%

Advancement

The final indicator of program performance is the rate of
advancement from the 1973 pay bracket to higher pay brackets
during the 1974 canning season. Of the total JPT trainees, 47
per cent advanced at least one pay bracket, Fifty-one per cent
remained in their original pay bracket and 2 per cent declined,
Eighteen per cent of the trainees advanced two or more brackets.

The 47 per cent of trainees who advanced at least one bracket
exceeds the proportion who got a job trial (43 per cegt) and
substantially exceeds the proportion who passed jabéggials (35
per cent). We attribute this aifference to the variations in the
work rules from plant to plant. For example, the 5 per cent of '
those who did not bid for the jobs for which they were trained
because they got other opportunities at Bracket 1II or-higher
are certainly part of the group who agyanced without being shown
as bidding or in most cases even as having a job tria&;E The
personnel office or supervisor or foreman simply went them
and asked them to take a job.
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. Table 30, below, summarizes the results of bracket movement
for the JPT trainees.

M ‘o
“Table 30

PERCENTAGE MOVEMENTS
IN PAY BRACKETS
BY JPT TRAINEES

No '~ Increase in Pay Brackets

Decrease Change - S - Cumulative

Training in in One Two Three One or More
Component Bracket Bracket Bx- Bra. "Braé. - Brackets

JPT only 1% 49% 32% 14% 43 50%
JPT and ARC 2% 54% 26% led 2% 44%
Total JPT 2% S51% 29% 15% 33 47%

The;Secagériggg_Eggu;§s} ESL_and ARC

ESL training was part of the original course, along with
basic education, in 1972-73, The course was changed substantially
for the second year as an entire package of materials was developed
using the special vocabulary and problem situations characteristic
of canning plants. The same material was used by the training
contractor for the Joint Committee and by the public adult education
schools in San.Jose and Sacramento which provided ESL for cannery
workers.

The ARC program evolved during the year of tannery LOTT
training. For the second year of cannery training a ‘more
elaborate ARC program was developed using slide films and other
materials. ‘

ESL and ARC have the same general goal as JPT--to facilitate
the advancement of women and minority men within the cannery job
structure. The course goals are less specific in that they are
directed toward increasing the use of the bidding system, but are
not intended  to! assist workers to pass job trials for specific
cannery jobs. -~ ’

The data presentea for ESL and ARC is drawn entirely from
plant records. No explanatery and analytical information from
trainees is available. Hence we offer a much briefer discussion
of these two programs than was presented for JPT. There is some




¥

comparative information available about these courses from the

 first year of training in-the canneries,

*

Bidding

Sixty=-four per cent of the ARC-ESL trainees bid on a job
requiring a job trial, This is lower than the 83 per cent for
the .JPT trainees, but the ARC=ESL group includes many people
who are mono-lingual in Spanish or Chinese. Bidding, therefore,
would appear to compare favorably with the other program., It
certalnly is bett&r than the experience with the same programs
in 1973 when about 30 per cent of the trainees bid for jobs
requiring a job trial, Some of the increase is undoubtedly due
to improvements in the training, but another portion of the
increase is probably due to the generally increased awareness
of bidding and encouragement by the plant staff, Also, the
change in the pay bracket structure ha@ undoubtedly limited
the prior year bidding.

B;ddlng patterhs for these components did vary a great deal
from plant to plant, Table 31, below, presents the percentages
of the trainees who bid in 22 plants with the largest groups of
program participants.

Table 31
PERCENTAGE Of ESL=ARC
TRAINEES BILDDING FOR A

JOB REQUIRING A JOB TRIAL

Per cent of ESL=ARC Number Per cent
Trainees Bidding for a of of |
Job Requ;r;ng,a,q@biTrial P;an;s _Plants

0 - 20% 0 (iﬁ 0
21 = 40% 3 — 13%
41 -  60% ' 5 23%

]
61 - 80% N 7 ' 32%
8l - 100% 7 ! . 32%
S —— \ e —
Total 22 100%
70
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of special concern in
those in ESL~ARC

R 25 per cent }QE

Thg Chinese-Americans had.been a
the prior year .program. Few enteredg
increagsed their bidding 1 3 -
1974 compared ;gvjﬂfk""

Thirty-five.per cent of the ESL-ARC trainees received job
trials, which is 54 per cen% of those who bid. The proportion of
. those feceiving a job trial of those who bid is equivalent to
JPT (54 per cent compared to 52 per cent for JPT). The 35 per
cent of the 1974 ESL-ARC trainees gaining a job trial is a' 40
per cent improvemeht over the'25 per cent who got job trials in
the prior year program, But like the JPT program, the job trial
rate is mach lower than would ‘seem desirable given the relatively |
high bidding rate. '
Corresponding to their increased bidding rate, /11 per cent
of the Chinese-Americans got job trials compared to 4 per cent in°

As with the JPT program, there was a great deal of variation
between the larger plants in the rate of job trials, Table 32
gives the percentage distribution of job trials by plant.

‘ik Table 32

PERCENTAGE OF ESL=ARC TRAINEES '~
WHO BID AND WHO ALSO '
i RECEIVEL A JOB TRIAL . ~
Per cent of \ ' Number
Wno Bid Who AlsoY of
Received a Job Trial , Plants

0 - 20% 6

21 = 40% 7
41 - 60% 6 ' - 30%
€1 + 80% 1 5%

luut U -0

o
—
I

Lotal 20 - 100%
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Thirty-two per cent of the ESL-ARC trainees were sccessful
in completing the bidding and job trial processes. This nymber
‘compares quite favorably with the 35 per cent of the JPT trainees
who were similarly successful. THe average for the entire prior
year program had been 21 per cent. Nine per cent of the Chinese=
Americans ‘successfully went through the bidding and job trial
process compared to none in the first year program,

‘J *

-

Advgnéemant

Thirty-four per cent of the ESL-ARC trainees advanced at
lpast one pay bracket between the 1973 and 1974 seasons, The A4.
per cent who advanced at least one bracket is somewhat ahead ¢éf ’
the weighted average for 1373 which was 30 per cent, It is wqll
behind the 47 per cent figure for those in JPT who advanced at
least one bracket. Table 33 summarizes the bracket movement data
for ESL=ARC,.

Table 33

PERCENTAGE MOVEMENTS
IN PAY BRACKETS
BY ESL AND ARC TRAINEES

No Increase in Pay Brackets

f! Decrease Change o ' - Cumulative
Training in in One Two Three One or More
Component Bracket Bracket Br, Brs, Bra,  Brackets

ESL 3% . 69% 20% 4% 4% 28%
ARC 4% 60% 23% 9% 4% 36%
ESL=ARC 0 73% 9% 18y ° 0 27;
Total ESL-ARC 3% 63% 22% 8% 1% ~-34%

N ‘ _
@gg;ygiifgg?VQ;ia;;Qng Between Plag;:win:ggbfrrig;'ﬁates

-~ These findings weré presented to a joint industry-union
conference in May, 1975,

Our conclusion was 'that the bidding and job trial success
rates were satisfactory and only minor (5 per cent to 10 per cent)
increases might be expected in these rates. But the rate at
which job trials were given to those who ‘bid appeared too low, as
it did also in the ESL-ARC programs. And, not only was the

7h »
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overall rate low, but the rates for the 22 largest plants ranged -
from 14 per cent to 95 per cent. Largely as a consequence of

the low job trial rate, only 35 per cent of the trainees completed
job trials and only 21 per cent ultimately gained jobs for whieh
they had been trained. :

. Discussion focused on the reasons for the low job trial iﬁi
rates and rate variation between plantsi Most thought riations
between plants was probably caused by different number 6f job
openings. Simply stated, the plants with more openings posted

per worker were probably those with the higher job trial rates.
Others suggested some plants might be giving training to workers
too low in seniority to qualify for a trial.

To test these theories we built profiles of each plant using

overall plant rates of job growth, turnover and comparative

' seniority. We developed 12 different measures using data from
the 1973, 1974 and 1975 seniority lists, We used step-wise
linear regression methods to examine the degree to which differ-
ences in the plant's scores on JPT job.trial rates, as well as on
five other performance measures, were explained by differentes in
the plant turnover and growth rates and relative seniority of
trainees. The results of the analysis are simple, even if some-
what surprising: Thefvariatiansmin Qvérall ilggt,?,rnqgg: and
growth rates and in relativ 1o ] 5la L 8ign
amount of the varYatlon from p.

The maximum co-elf ~ ) ’ : :
» 70 per cent of the variation unexplgineé For thpse who want to
examine the analysis in detail Appendix B contains the list of

variables used and the results of the statistical analysis.

Since thesg factcrs apparantly were :elatively unimpcrtant

rat gained regulgr status in the 1974 season. Our thegry was
\at the make up of these jobs and the proportion of women who
got them would be reasonable indications of the general experience
with bidding and job trials in the plants.

Several important results emerged from the analysais:

1. There were more new regulars than we expected.* Using
the 22 largest plants as the base we estimate there
were between 700 and 750 total new regulars .in the
whole group of 52 plants which participated in the
program. By comparison, there were about 750 JPT

~ trainees in 1974¢. Thus the new regular positions
therefore appear to be much more appropriate as a

*Regulars are those who work a minimum of 1400 hours
in a year.

-l
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“specific target of the training ‘iffa:tiﬁ‘ﬁhm had, .
been recognized up to th;t point. -
5 ’

2, Reflecting the historic hiring patterns thaie
nk;nt; vith the most openings at Bracket III ang
igher Nad the fewest women as new regulars,

: § ad:.ly' those plants with the most openings
-t * i& ‘Aower bracket lévels, had higher proportions
5ﬁ§, _ an ‘afong new regulars. Tabli 34 shows
B th pattarna by plants.

L " Table 34,

: ‘ . NEW REGULAR JOBS
e : BY PAY BRACKET*

F 4
o

. > :
> ) Plants With. Plantj With Plants With
‘ : Lowest Per cent Medium Perpcent Highest Per cent
of Women Among of Women Among of Womén Among
New Regulars ' New Requlars New Regulars

sPer cent of Jobs
in Bracket III

or Higher ' 863 664 564

° Pex cent of Jobs o,
. in Bracket IV AP 208 248
Pié é;ﬁi of Jobs ; : -
in Bracket Vv 108 _14% . _208
100% 1008 "100%

*Data is for the 22 largest plants in this and following.
p ) tables, . v

‘3. As expected from the prior point, the higher the
- brackat of the job, the more likely it was to be
filled by a man. Women were at the parity level
with man in Braciat IV, but received only 17 per
cent of the Bracket III and higher jobs. Table
35 presents the wage bracket distributian between
o meri and women. _ , -

oy
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Table 35. , o
Pzﬁnnc;s armﬁua JOBS S

HELDEYWMAND!EE

i*s? cent Men  Per cent Women W Total i
Bracket III 83 - 17% N 008 -
Bracket IV 508 . 50 " 1008
“ Bracket V., A -'.“fsjn_, 1008 %

4. New.regulars held more than 70 aifferent jgbl. ‘
- . But half of all the jobs (49 per cent) and
_almost 8‘74': { er cent) of the Bracket III
or hiqhif job occurred in just six job cate-
gories, ~Table 36 shows these jobs in tgkms of -
the number r-cgiv!d by men and women. %

~ Table 36 _
“ JOBS HELD BY NEW REGULARS , | ;{
. Wamgn , (
meﬂaz cent er ¥
Mechanic .7 93 1008 -
A e , ) ¢ ' 4 - A& .
Li¥t Truck and Do. \
) Related Jobs 65 85% 11 15% 76 1008 .' .
wh ) 3 " _ . "‘\ j .
Supervisor and ) N . . L
Sub-sWpervisor = 15 71% \\ 6 29% 21 . " 100% <
_ ' H - :
Label Michine 7 = 12 63% 19 1008
S, - _
Crew Leader - )2 14 78¢" 18 1008 ©
L . ) . ) * e
‘Electrician ’ 17 G 100% . 0 0% 17 1008
| PV ) 42 asy | 24( 1008
5. f‘Thna_mmbar of new regn;ar luctuates 8 gi:ea; deal
from plant to plant and from year to year in’each *:
indiVidual p,laat. gha 1975 average for the plants
wag 24 new regulafs but eight @lmt- of the 22 v
— [ L
) o
£ { ‘ _ , \
N . ) . & !ﬁ:‘;
- [ L J - -




2 L daw :-guh: pai:ltianj and 9 - T o
m 31 or more maw :-gulm ‘on the ;nhm.a R

6. Women did well in the new regular np-.ningi for -+
o ‘the JPT jobs on the seamer (83 per cent), caser . ' -
' ; (67 per cemt) ané¢ label machine (57 per.cent¥. .
But they only ‘got 15 per cent af th- 1ift ¢
_ truck, and :llnt-d jobs, :

1. Altogether, ‘:ﬁn got - aniy 17 per cele of the

', new regular jobs at Ppracket IIT and higher.
om0 I t.luy gotten the proporgion of 1ift truck
-~ é ) to their :hl::q;f the work force ,

g _ B vi ,'tfhrcc years ?niarity (56 per’ cent),

& g_hg; woliit'y 'per cent of the new regular jobs at'
U -6 o BrackgBAlEl ‘and above woiuld: inaereass to 26 per ._' T,
. il ‘ﬁnt;’*ﬂ he women's per cent of ne¥% regular L (‘
¥ . Bracket III.and higher jobs cannot increase : oot
much further, however, without their gaiping " ‘

L. .Openings L‘thi mchaﬁie and electric¢ian
::ia-.

What nswers do these reaults suggest for the questions abgut
the variations in job-trial ratds as well as’ h.bnut the future o
diﬂctian- for the. éraining program? T _ ‘ »

]

K

Thg ::s:t ghat the overadl plant rates of tuz‘mwt and growth _
in jobs“and relative seniority did not éxplaim a -ignifieant
portion of the variation tn job trial ﬁi leatis at @past two
possible answers. One,is that non-t ¢ factors such as the - .
digree to which an affirmative acti election palicy had
getnilly been implementeq at all levels of decision m ing in
¢ plants may be .very important in explaining -the *Vjr{ations in
r trial rates. In the 1ift truck .category for instance, in the

phants with the highest prapcgéaﬂ of :ﬁmn among new :agulg!sl
8,

wOmen gained 9 of 14 (64 per t) of.,the 1lift truck positi

¥ contrast, in the’plants wi ; st proportion atg women “
among new regulars, women did not gai {;y of the 10 ngw ragular

* lift truck positions, Ovekall, on 'f‘ per cent of thg trainees
who bid for 1ift truck got job trI%Y¥w even thcm h this was the
second JYargest category of new regular posit « Another 10 © .
per cent did get a job trial on some other Bracke§®III or higher .
job, but that.leaves 45 per cent without a job trfal at that

‘ ‘lgvelé "As prevjously noted, only 15 per r;mt of the hew ‘regular “

r & \m

lift uck positions went -to women, .

N Anather part of the answer may be that there “-wygr so many - g
iffarcﬂt jgb; and the mix of openings in these jobs varies so )
ch rom seas; tp season that selection is a very random or '
‘hltihci p eaz)- Unlike ?ore structured and highly davglqiﬁd

g \
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ts, there_are no 11:1:- cf prgg;nl;l.an far
g,mc:;n.‘ When a person takes training and
g 0f the season for up to three jobsg, there

1nt-=na1 labor =
.advanebment 14 thy

bids at the Eig ik

. are twe uncertaintdifs (1) who has the highest seniority among the
specific gré ila bid for that job, and (2) will there be

an opening-in Barticflar job? If either gamble is wrong, - -

. ythe person mlﬂ apt g;.i.n ‘a job trial- a:g thodgh there may be a SEa
. larxge number of, m; in ‘other job cd#tegories and the person ’

might have Aﬁll séniotity 'to qualify for many of them,

- '.l‘hil study of vuieﬂi in. turnover rates confirms. tha
ingt:y—unian Ppexcep of the need ¥or cantinuinq 14ft truck
tx ing: and ins ﬁsuting 4 mechanics. training program, But, the .
txaining also ne accompanied by changes in the selaction

. structure and process. Some of the possibilitids for the future '
discussed at) various time® by the. :l.ndu;try-unian rapre entatives

.md thl t:aining mtsactpr* t: ? "
e

]

‘:’ds ycrk-rl ﬁfﬁ an :I.n
v aﬁr ;n‘ extnndid

.- ‘ ‘1,; C:aaté a ji tvoir ag té’a—
* . 1ine to taki openings as
c . hﬂad, m ennting,a \

Z. Continue e.h‘ trahfﬂg e
' as gompetent md E’m:l

phangy . - .

3. Pnrp.it b:lddi;nq fo a e?u: pr of jcbl_i that, a _
- p!rlqnmi 1t ‘be. drawn_intc ome of se § j@b'i“'-‘**
*. * openings pur, in z&gct creating t B Df & A -
‘-\-pragrelliém: -~ T

srson 18 cartified o
ngng thé'jﬂb t:igl e
» &

-

4, Hequire biddifg as a praconditim: nt ‘Efaining apd / _ -
/ estimate openings so that approximately only the / ‘
naaded number of trained workers+is availablq. ’ -

Assessment . o N

*
Althaucih we do na?’mv‘! expét';mentgl design measures as we

* did fpr the'first year /cannery program, a reasonable assessment’
can be made using the first year résults as benchmarks on 1
the evaluative criterid: affirmative action, net impact an N 5

cost benefit., Fallpwing are diicuiliﬁns Qf each, y = ‘

b | | }5 o N o : \(( e
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- Imprgving the status of minarity men contiued to Be a stated.

- objective, but data from an_industryewide randon ' sdmple .survey v N

' ; + showed that minority men alrcudy ‘heXYd™jobs ‘in. all but thg highest . )

s  pay bfaekut , Approx mgtely equal to thelr proportion in. tffe m:rk .

- force, -Adv‘mcing \mmg therefore camei to be the. domindht concern, /
".Hence,. the main assesghent c:iterien facules Qn the chgnge in the
p:apartian of wombn amcmg nﬁv régular wa:ke;a. . . A

?" When we intreducad thel néng p o f ux" parity in examining

—mg thé 22 largest -
Bin women, Fosidthe giecgnd
The proportion of wor :
-Qn the senicrfty lists
iIxison with 21,Q per cent

the first year program, we gepor
phntl therxe wad, no meaningful in
year, there 83 a meaningful sncrey
among’ new rmgrl rose to 29,4 paf
. issued’ at ghe ngirming of 1375 :Lnf mp &y
ot the 197 #isgs and 20.2 pﬁ ot - 1373 list@, Adjusting
the incread® shown on the 19 1iit.§ fnr: he small (3,96 per cent)
B increase between the two pgﬁ: eu% an increase whi—ch ‘might be
.expected to eccur again without 'the ‘second year ppg:m changes,
the net increase fn .the proportion of women among new regulars
+is . estimated as 35 per cent., We think this increase can properly.
be attributed to the progrém,: -and its assoc ated actions in the - W
plant: such as the pre-training 1nt-§tiew-. Women became new - ,
regulare in 44 posjtions whigh- ivetg“ volved in the JPT program e
. these equal the 35 per cent indredge. Data on’the mix of v
jgbs for the’ prigrf?aars waild have to be ixa:nj_ped tn dacument . -
= the pcint hGWEVEr. . _ » ?ﬁ,ﬂ *h-

. ‘We atatﬂd the incfe-se wak maanipggul“ by which. we mean ?t
it showed the program. was hiviﬁg the kind of impact intendeqd
' ’'But was this impact great enough to meet the needs of the
inéuit.ry and the union gonsidering the affirmative” action: prassuras?
" The msuer i8 no, -Such an increase. \mpﬂ hive t be much larger.
Par ex*mple, if the affirmative &ttion. ta:g woman was set
IL‘awlz 30 per cent of &he: ragula: jabgjz target laval a;s;:u:-éd in
¢ early negqtiaticns with EEQ% it would taked five' years with
wpm-an\g nipg 55 to 60\per cent“of alkl new regglar positions to
. reach thie target. This éalculatiop is made der the assumptions
. that ;here is a 10 per cent turnav = 173 m;?é regulars, including

J/;h‘ women themselves who make Keg\ amd that they began by
o ) ‘i :

=,

lding about 10 per cent of all r positions, This 55 to

60 per cent share of the neWmgregulasge tions would requi for

.the 22 largest plants that 290 to 320 women make regular each

'year, Given that about 190, were Already making regular in-th

absence of | program, about 200rmpre would have .to be adde

a result. o pfbgram. “This ise abcut five timeg Jye impadi:

' !‘eqﬁtéﬁg ;Ln e B‘!ccnd y &, So whl le the co sion rena ns

that €the pr ﬂd paa; ve -ffec on par; ¥ women .,. :
mgnitudeiw f] !ti 1 ;.% low. ) D
- ) f\ 1 -
_f ; _ e
' 1 Jjg k L
‘5\ "
L; A ,b . - 5 - s:!:aq
b } " £ )FJ




' - - -5 g Net Impact of the Traiaing- ’; - &
) Other progr¥m dimensions are also important, especially in
Eligit*af thé obvious need tp increase the overall impact if the
program was to help resolve the affirmative action problems.
Table 37 summarizes- key results already repogted. It compares :
the second year program against the first year -and assumes, as we
stated in Chapter II, that‘the first year had a small but -
_ measurable net impact. Improvements over the first year are
: therefiore- assumed togpave produced greater n?ffictﬁ. Y

o o , Table -37 ; / \?’

o

” | ! SUMMARY OF TRAINING RESULTS P _
: COMPARING FIRST AND SECOND | @
P YEAR CANNERY PROGRAMS it
i BERE TN
= o '-1 #;

E

E‘erfga&nce

_ Measures Year . _Year Trained -

Bid for Bracket IV _ o ‘ , -/
) or Higher Job ‘ 29% 64% 83% . 573, i ‘/ '

ed Job Trial 438 2630 " o
!? ' w, v Eaa o
*JOb Trial .

]
354 S 2py A
1 ®ne or °

775’3:3;&&5“ 1., S 34‘& _@frn | i B

In¢creased T§Pp or _ o
. .More Pay Brackets - 6% ' 12% 18%

: Bidding rates, improved and nearly ;/egcheti; the gaturation
point for those who wertt fo JPT, if any Bracket IV or higher job
is considered. The bidding ftes for ESL=ARC and for JPT for
the specific jobs for which the petson trained whkre undoubtedly
tQowdow given the pressures on the industry and-uhiong In the
:§Qnd year, for both groups of programs, the critiel' problem

wd} the. discrepancy between the biddirg rates and rates at which
tadinees received job trials. Ovexyall dniy 30 per cent of those
-who bid received job t_r-iagn. Success is algoht =f aly deter-. e
mined by hqQw: many receivel job trials™since .ﬂ Ft;t of those - Y

rials passed themd - P

%
£
s




- and they would have worl zd at least 1400 hours. :Qﬁethe average .

- : T . : ’ N s

- . : haind ~ g ‘ Cea
The prapartia p £ t;a;naes Hha advanced two or- mgéz;;ay bsac-qq?

keté; prabably bes®® 1lustrates the increased impact-qQf the sarond
year program over the first year. Three ‘times as many advanced
two' or more . byagkets under JPT as did trainees in then first year.
But this still ‘calls attention to the limits of the program's
effectiveness. Many more trainees. than. 18 per cent would have to°
advance two gr more pay brackets for the program to produce a.
auf%}gi-neg?ginge in women share of ;?e higher p?ying jobs.,

Fl
-
[

ey . Cost-Bénefit Analysis ‘
. \ g M . i -
Although comparative earning.data is ‘not available, % ma;erﬁ{f
inerease in the benefitsji¥or the participants can be deduced fro
@.increase in. the progMtion of :§Z3n algong the new rejulars

Wh lle tr inees™{n the first %ear ¢ ery program averaged ¥
in éarned income and thosé in our sample remainéd in -
categp y, an advar ge to regular itltﬂl would produce
a very large inkrease in income. Given the profile of ;the new
women regulars their average wage would have been .88 per hnuf.

t;hey yould ?,avg earned e than $5,432, or-a net increase of -
than § 2 sbavé‘the 32,000, The approxima#tely 40 new -

ws regulars would then* aue aggregate net earnings of §IPi7, 280._

TEE\net income gain alone for thip gtoup in one year exceeds the

training cobts which were $145 pet JPT trainee, oxf $108,750 tetald

for JpPT training, Considering that JPT could be expected to hg ve

a 5 year benefit period, the accumulated benefits, using a 10

per cent discount rate, wauld produce a cost/benefit- ratic in

* @XCess af $5 in benefits to each $1 in seost.

[

¥ N € s '
Tﬁe imprcvement in° the per formance mgéa res for the ESL*ARC o
components probably jalso means that the retuxn on the training,
investient impfoved over the. firsti) g; We-do not have the
data, however, to estimate whether: ESL component by itself,
and particularly the é%neigimrlcan g‘réup Hithln it, impraved
encugh to produce a positive co t/bgnefit. - S
v ~ S -
'TwWO ¢ netq;‘are impertant abgut the écst-benefft analyjii
One is to reiterate the pqgint mage in the prior chapter that
income as a measure.of béﬁafitl is the government's apd the
indiwidual's primary benefit measure, but not that the
lndu;try or uynign. As an affirmative action progé;, in the &%
eyeg of the inddstry, the women who advance displace men who N
would otherwise halve taken the jobs. Unless the' advancemernt
of the wgmen has' helped solve the .industry manpower ptablems, -
thea the program appeprs as a cost to the emp;pgersk The . -
employers would not Jéok at the cost-benefit ratio as a perform- = |

‘ance iﬁdiéaiﬁr, bu, r er at*%he bidding and job trial

Ta
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,4and they would want all of them to be as close tor '
: t as possible.so as to minimize t.h-u costs and
mxiﬁin :fﬂmt;vc action pfagre:h -

'rh- second note {s tage @aut t:.hea,um.t of -arnad néama
as even & measureg of individua p;rt;cip;nt ’mgit&h A thaugh
unemployment insurance is normally dismissed\from ca:t—ba?’ﬂt e i
analysis because it is- ggtrgnlfe: payment as) ppposed to payment °
fag productive work, unemploymént insurance looms vaﬁarga i
' individual calcuXus of .seasonal cannery workers. f .khey 2’:3‘ . _‘
not working, they draw unemp)oymeést insurance (UI), which is not
subjéct to federal or state\jncome tax. An increase in incom N
#0f $3,432 is therefore offset by a decrease in UI. Considerin ’
all thc taxes on earned income,®eny of the seasonal cannery .
workers experience real tax rates of 60 to 80 per cent on earning
beyond the amount neesded to qualify for UIl. anmanti. Thile real.

. tax rate is th- combirfation of actual taxes charged against their—

.income arfid theglost UI payments which are likely to average about 4
865 per week. Yetcit shopd be noted the loss of UI payments did PR
not emerge in any of our mnn interviews ‘ag a reason for not {F ,

bid or far not acce tin ab trials. . ,
d&g pting 3 X .. ‘,
T

pd , QJE the :ect:nd year canpary pragr‘m -
t status of wcmghi . Thrge cgm:lu:ioﬁ .

.

.’F

He S&and Year Caﬂna’” " L

' . ag 1oy
, ve t;ha efip 1oy
rop:iar_% under the abjectiva.

o7

‘Fe .y=seven per ‘cint of the trainees advanced - 2
ohe ypay ‘bracket or mqre and!18 per cent
advanced tyo or mgre.pay bfackets., ¥ The com=- .

-, parable -figures’ for. t._.he prior year were .30 ' i

. per cgnt and 6 r cent, Using'a control
. group for comp? isgn, the first/ 'QAr program , e
/Cf! had- made’a small, butypeanipgfuly net increafe - L
“ in income so the greatidr adVancement .rate in - * /o
/  the second year ,can' b¢ judged te have produced /. C
i . a higher net efflect, / ~ PN
\ b. There was a net incrLase in the prpportion-of

*women among new regulars of 35 perirent thay .
gained 29,4 per cent of the .réw positions on [ -
the 1975 senlority lists compared to an ave:age § 7 ,

» Oof 20.6 per gﬁnt for . prior twr; yaar;‘) ’ _ \

, - " o
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The conclusion is ban on the” -itj.n;t: that th
gaot of the progri uld hive to dncshase to,
- ‘and, femain at, the level “here women received 55 -
i\ to 60°per cent of the ngw regular pa:itianl each - L

4 3.

, . T Many of bh- mravnﬁnti seen Al necessayry b}i ‘th
/ iy ’ industry and unjon répresentatifins were: .

Y a. Increasing the rate at. vhic:hfthgsa who were .
= trained for a job bid for- the job.

U
\_\ b, Greatly incgnaling,,ﬂm rate at which those ;
who*bid for -?ﬁgb gﬂt a ahance tc: pcrfarm it “ £ 2
ERE ‘(a job trial).,. q . \ -
M . W%t
* o c. Qp:nﬂl% up aﬁbﬁ:tunitiai through training and ‘e
perhaps other methods into the mechanic jobs :

and the cra.ft: jobs such as electricians. s ‘ y
£

wiy

. These changes hcm the basis for mgdi;‘icatiani in the
program for the third year The first step was to create a n
course in January’, 19 o 1lgd Machine Familiarization Ce -~
(MFC), . The course -,,,;, " 9 ed to all seaponal workers in
_seniority order who hagr wd up for JPT and it continued until
‘* " June wHen-the season st} Pd. The course provided two days of ' .
introductory work with the, mchina:y and one day of disc icn ,
of the workin cendi\ianl and “ :equi ar nt; involved with %he job, L
’ trainses at that point wq;‘a ir d to decide whethér t.hey

iould like to Have the job ang ive the full training., 1I1f £
hey were interested, they ra t.han required to bid for the job /
as a condition of continued training., °T was %n irr;pe:t;nt :
departure from the viswwthat the proggzam was a union n jotiated
-benefit which seniority amplbyge: caul?j:draw on as they wished.
The MFC portion was seen as a wiy to p serve some af the sense *
of tra;ning as an unqualified beﬁéf - » "
: 5‘ . ..
J r The ‘second step was ta ngin to Pget the planti‘tfq Qstim t!é‘
openings expected for the next year, ' These estima vould then
be used as p basis .for B.Eecifylng thd numbaer. of workers who - '
e would be trggped for each job, and the. hbpeggas that ob-
trial gte wodld greatly im:raase. .




g .
*.s N
N .
The third step was to begin serious planning fe:,.an industry-
vidn training program fok the mechanic job. o -
I g ' Looming ahead, however, were twa critical issues yet to be '
ﬁalwdx ' g
l. Could training be provided to a degree which would
fully qualify workers for the jobs so that they
would not have to pass subsaquent job trials? A
related question was, what would happen if a high oy
nniarity woman became qualified for a job? Would , -
= she be’ able to bump lower seniority men from the
« jobs? ') {
2, Would the traiding be\@cgﬁptid as part cf the EEOC
hgiliatian agreement?
3
. Y
.f‘
v &
« I |
. = a
h‘ & L
\;\ ) -
\ s -
3 t ' ( &
»
Noe s \
’ ‘ -
. ?




w - =% R

P .- . cumER IV{ | B # - ﬂﬂ

- THE FUTURE OF cannsnx TRAINING . -
- LY *': -! s . ’

The thirdsugr program. (1974—75) largely continued the

.. patiktern Oof the second year, but it operated almost entirely with

fund: set aside undér 873 collective bargaining agreement,.
i;,m-nt Rnlatq,“ Ir -rafigiﬁney Training

jov Machine Pamiliarizaticn Cougii(nrc). | .

i.‘ the machine _
en as an extension -

'n informally ad,the "shoppers
arization trainfng can appropris§

af tha-counseling and 3&b opportunitis info on.in ARC since . 3
~gllowed the workers to 'handle some of the pment to help
j dacide if they wished to pursue the job and the training,
Tt: ises were required to bid for the machine jab! before they f
ocontinue into JPT. e \
-

(

, In the Spring of 1975 training was extendeéd to canning' plants
" in the outlying communities of Northern California after the
majic centers were closed, Eleven plants and 312 additional
workers entered the program, To the surprise of the training
eontractor, 269 of the 354 applicants for training askeég for ARC.
The expectation. had been that they would congentrate on JRT. "
machine training. : - .

S F

yaar. Oni ‘was that preliminafy plan; vere develcpad for an off=
ason pre-apprenticeship course for mechanics, Not gnly did the :
Industry need thé capability to train women as mechagics for - - *
affirmative action purpoaes,. g )
problems with mechanic posit
. an—thi—jab training prﬁg*am .

E:Ebnd, §§: campany and %4
1l

;ginerg ‘of their own rather jthan v

individual plahts should have
eqpninuing,;a ly anti:aly on the external training contractor. 3
concept was that the contractor would help select and train

t’ frainers and would monitor the overall program, There
d xed feelings about shifting to plant staff for training,
as Zlly amopg some of the union leaders who, felt the prineciple .. -~
of training as a negotiated benefit would disappear entirely unless -
the union could maintain some indﬁstry-wide policy direction over ~ ¥
the program. The training contractor was therefore cast, at e o B
least in part, in a surveillance role h# Fﬁ.}‘g union maintain

some policy direction.

The Labor Department did not have a direct—investment in’ the
third year of cannery training and tje program data was not

o
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gnm:th as it iﬁ bam ‘for «the . first tye.yearf) We the ;
. ot report an::h;dding. job. Iyial ang’advangement results for
1o that’yaa:. : : Ty
.kl‘}‘ ’:$‘_‘ 1 5 N R
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her- tga “pn—apprent” ship n&r he plm trainer programs

¢ preliminary pla i.nt; agés until /tHe Spring of. :
f ndced, all training halted een July, 1975, and U
. mber,-1976, as protracted négetiat.i.mu céntinued between the‘ AT
;gﬁning companies and union, and” the Equal Employment-Opportunity .
-Commissiog (EEOC), One issue which held up a- eancililt;an agree-
ment was Whether all of the partfes who, had filed discrimination
suits or who might file such suits would agree to a. finalW&ettle-
ment. The other issue, arnd one which made further training at
company expense seem unprofitable, was whether the training ™
program would be accepted within the agreement .u an lpprapgi.ata

Hesponse to the affirmative action pr@blgm. i

N 1

« , Some additiopal ground work fox i@lemanti’ g the eventual ’

agreement was accomplished in the interim, especially as.the form ot

. of the agyn-nt became clearer, These activik ies inaludedi
i

* 1, teria were davalafad for. lglncting plant t:a.tngrs :
and prospective can{d!tes were assessed in ter@p
of the criteria,

FiE

2. Datailed minimm competency stapdigrds 91‘.‘ criteria
. were developed for three high bnd et jobs which ‘
had high turnover and appeared,te be it:atcgic ’
entry ,paénts into the highe!t— Y ,
. supervigdr and ctaft jobs. TheTWyicn
- truck driver, oilger=greaser and
- : operator., The intention was thaC¥yiiea s
' ;“f\ jccepted as part. of the final conciiMtion,
F; ( ment, the training objective would be te bring the -
- ' ﬁ“‘) trainees to a level of competence required for the j
L x Those who fajiled could not ﬁualify for the

]
; '\; 3. A sy:tem tﬁ develgped to sel ct and ’tra;n plant , :;‘
- ti s~either wbmen or minorjty.group men, who  , . °
ot » d serve as 'lidson staff péfwekn the affirmative
. ‘..actiln directer and the “affected|class members® in
! i:hﬁ planits. M B : \ y
[ o - g'x T .
4o The de\blgn for the p '*appren\!\iceship mechani &
T o ’trainiﬁg program pas completed. -~ - ’
, e ’
AN ~: . ‘ 88 *
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‘The Conciliation Agre

A basic conciliation agregmiet
and the cannery companies and uniew’ in Februdry,:1975, as afjihe
resolution of a private class actioh discrimigation suit filed
in December, 1973, When the agreement was placed before the / .
U.S. Diktrict Court in San Francisco to determine its adequaly,
motions were filed to intervene in the suit by groups contgfiting

» various aspects/Jf the agreement and .challenging fts overj
adequacy. The court held extensive hearings during 'which charnges
in the agreement were negotiated and then the coyrt approved the
agreement in May, 1976. A second objection was raised against
the agreement and a final consent decree validating the agreement
was issued by the court in September, 1976. '

& ‘ ' g !i-.; ) ’
t was nggatiggﬁﬁgbetween 3 2

One of tha\ﬁajei‘Egmglaints against the conciliation agyreement
was that it placed  an exééssivt emphasis on off=-geason training as .
a remedial strategy. Those, opposed preferred back pay to training \
and argued that only the meéhanic job, required anything more than’
minimal on-the-job training. Moreover, since the industry somehow
trained white males in “the past it was argued no elaborate -
machinery was required for womfn and minorities, . .
: \

Indeed, it is these off-season training provisions which .
distinguish the agreement from most other agreements which have
béen developed under Title VII of the Civil Rights Act. It v
Lappears that many industries have argtied that training programs :
‘'will have to be created to accomplish the affirmative gction 'goals,
but EEOC has generally shied away from trainihg -solutions in ‘favor ’
of direct punitive payments to those whcﬁﬁéﬁe'suffered from _
discrimination, accompanied by changes ili “seniority provisions .
and advancement or entry routes. Jn this case the court approved '
the training provisiofs saying thag. thefe was *no credible evidence”
in support of_the claims that training Wds not needed. The “judge
said fursher:' - ~« C j : ’ 5 )

\v..v ) . i

& ’ ..
The Proponents have hot argued that extensive off-. . P
season training is needed for all high-bracket j§bg, = s
but only for certain jobs whicH can lead to regular:, |

- status. There is ample evidence showing the need = -
for off-season trainkng in these particular high- A
bracket jobs.,: With regard to mechanic fraining,
the evidence is clear that the hectic pace in the ‘ ‘
) plant during the processing season prevents effective ' po

on-the=-job training at least for the initial stages )
of such training. Moreover, the off-seasén paid . S

N gi

B ™ - &
'f f ‘ - . = = L ,B; E 3 ¥ ﬁ‘
~ Topinion datef May 4, 1976, No. C-73-2153, by U.S. District Judge .:g .

William H., Orrick, Nbrthern District of Califernia, in. the case § KQL‘
of Maria Alaniz, et al., vs. California Processors, Inc., et al, .

> ] ' e




'Ehi main prgvinani'af t.h-

1.

. bumped out; af thg job. ° .- s

'th- highest. L S e

onciliation Lgrgni-nt ares

It nt goals ia: mlaymﬂt of women over the five

year life . of ¢ aAgreement at 30 p-r cent-of the - ) -
positions in - '_ihiﬁh-h:lek-t“ jpbs (Bxpckets IIX L
and above), skggpt. for mechanic’ which "to be 20 C .
per cent, grity group. members aré ﬁﬂ achieve o

‘parity in quléymt measured Z the proportion =
.of the mipority group members in the count ula~
tion. - Minority group’ men have already achieved
parity in many plants ih all pay brneknt.l except

on--far-bn- plnmnt of quglifind women and
minorities is required until thé goals are ach ,“d
and maintainad, that is, for every Anglo male h nd,
one woman or nj.pﬂty male mu:t be .hir-d; ‘ ; a*
ihﬁ informal iitenmgppcy rul.- wn’ -Liminlt-d 80 t.hu;
11 workers with approp: rjate seniority m
qualifieaﬂgnl cap dirgdyly claim a jab at. the
beginning of a season even if an incumbent is thnri.by

e

T i

bt

.The concept af-’ lant uﬂia;ity s gﬂmi > Thi; I C?
means seniority is measured from the earliest

seasonal .or regular seniority date af*hire. _This .
pfaviiicf’affictively eliminated the dual s ority’

lists, 'for regular and seasonal, which stood as a |

primary barrier to the advancemsnt of \uh:mn. - ‘

To facilitate advancement of women aﬁ}minaritm*

f-season traf iny is to be provided - for high~ - _,1" ,
acket positions based on » nuinber af anticipated s
‘vacancies. The ﬁraining will:be up to three-weeks ~

in duratiop ahd may involve up to thr-a jobs,

Employees receive their regular rate of pay during

the training, Xather than tha $2.50 daily stipend 3
which hgd be', paid. , .

=

Emplayna: W aﬂmplﬂti the highsbfackat job gaining
. will be tongidered qualified and thus can use their
* plant senjority to cla;m a job for whikh t;hay trainad. .
‘,.f Q . o .
4 * .
L SV y‘ % v n
r~ 1:,



- o
7. A machanié off-season ég:—apgrcngigcnhiﬁ program :
4:.° J whieh ocould ig%Eiup-EQ one year is slsq requirSd,
"' " °. At the end of the trxaining the women 6 mfhorities .
Y will be considéred galified 'Bracket III Machanics

v (this 14 the apprentice classificagion) and they.,
' .can use Ehi%; plant seniority to claim the jobs. .

o E
+

o W

[}

8. Ansadvanced craft skill training progrem is = 3

' required for positions such as machinist, elqctri-
cian, pipe fitter and instrument mechanic. The . '
training is available only to women and minorities .
and will be conducted through qualified trade . :
schools, high schools, junior colleges and other
training institutions. The program will involve a
stipend payment and tuition refunds, N N

9. Promotion incentive bonuses will be offered to
women and minority group mymbers in the-amount of
$150 for the first 500 houry worked in
bracket job and $150 for the\second 500 h

10. An affirmative action fund was\\created with contri-

' butions of 3¢ per hour worked over the five year ~
period. This contribution was estimated-to produge
a fund of $5,000,000, Consistent with the gederal
EEOC perspective, the priorities for use of the
money are first punitive damages for prior discrime
ination, second, incentive bonuses up to $1,000,000,
and third, all training costs. T e

’!

Implementing the Agreement

With the groundwork already laid, active implementation of
the conciliation agreement began after the 1976 canning season.
The traiping contractor initiated the.plant trainers'’ program in
October and finished for all plants by January, 1977. The

training took two weeks and sought to teach use of a compétency=__

based curriculum, called Criterion Referenced Instruction (CRI).
The emphasis, of course, was placed on the compdtency-based .
_instruction because all of the graduates would be officially
qualified for the jobs they had studied, The trainer training
was intended to provide an understanding of .affirmative actipn,
and specific skills in communication, instruction, planning,
negotiating and problem solving. Overall, the program was
expected to prepare the plant trainers so they could organize
and manage in-plant job training programs under the general
supervision of the training cohtractor, ‘ '
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N skill training for h;gn brack?t jabn began in’ Janu:ry. 1977, N
" ° with-a'plan to train 85d workers to become gualified 1lifg truck .
- driveéis, label machine operators and-oiler-greasers. Additianaily.
‘ the target in the Bpeing of 1977 was to train ‘150 B-rapkitrrn .
-apprentice m;;hanic:. all af*wham wéul& .be women or minor ty ;

g:nup mnn R . . . , o oL

e p . : = A . i-

‘ﬁ' It is impartant to note that biddtng was not raqyirad as g

i pre-:anditieﬁ to éentering training. ' The conformance committee . .

et up by the conciliation agreement concluded the bidding raquira-l
éﬂg wauld undu.ly rastri:t en?'y into the tfaining p%qm * .

¥

A =

¥F! -
o Alga miss;ng fram tha ;977 training pragram were the ARC' i&

ESL courses, . The general Judgment.;s that the ARC course had -
-gerVed its purpase by establishing an awareéness on the part. of -«
the seasonal Wworkers of. ;he’biddlng process and the JdbqgaVailable '
in the ‘plants.. Moreovet, the conciliation agreement rfade the
function of- pEQVid ng workers with information ang coupseling a -
direct responsibility:of the union., This element of the 'agreement

', accdords with a long dtanding view held by many in the union and
the companies that the function of infargatien and cougseling
about advancement oppertunities should be a union resp na;bllity.

The high bracket skill training was limited during the year
to the three jobs, but as new needs are identified, additional
courses will be developed. .

, The pre-apprenticeship program faiﬁhechan;cs consists of two
to three weeks of classroom instruction with on-the-job training
following in the plants.

ﬁ

Ceﬁclusidha About thngu;uré;;@TT*Canpgry Programs

The original LOTT objegtives can be broken down into two
statements: One objective Was to determine whether the lay-off
period could be used :énst:uctlvely to help dead-ended workers
advance. The second objective was to determine if non-skills
training is the appropriate training,

The conclusions relative to these two statements are as
follows:

1, The 1a;ﬁaff

17faund ta beiuseful

ier;@d was not anl’

iAs of April, 1977, the Conformance Committee has accepted bidding
as a prerequisite, but only so long. as it is presented to trainees
as an expression of serious intent and not an irrevocable commitment,

-

O
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: . There: are those in the union who believe that English-as-a-
second lggéuagn and other basic education training ought to be
- -available to the workers as a negotiated benefit, but given the
insistance! by EEOC and the canning companies on achieving the
- . highest rate of advancemént possible for the'level of training
llinvgstn:nt the non-skills training did not remain a part of the

. It is intiﬁilygpbssiblg that basic gducati§n may yet be
required to implempent the mechanics and crafts traihing provisions
of the conciliation agreement. Even thouygh there have been two
years of planning, the.hechanics training program, when it is
developed, will be untested and will almost certainly go through
a period of learning and devlopment thfough trial and error.
Especially if the mechanics training and the craft training seek
tosdraw any of the older women or the Spanish speaking, basic
education of some kind may become essential. . -

Without non-skills training, an interesting paradox could
emerge, The older women and the Spanish speaking--the primary
‘victims of prior discrimination--may be éffectively excluded from
participation. The younger women and the younger English speaking
minority people may be the primary beneficiaries of the cannery
affirmative action program even thouglr it was their older asso-
ciates who suffered discrimination.

/. ' Y




CHAPTER V
SUMMARY, CONCLUSIONS,

AND POLICY ANALYSIS

This ' report has presented the experience and conclusions
from an Experimental and Demonstration project testing the-
concept of lay-off time training in. a single industry, the
Northern California Canning Industry. The prpject was supported
over a five year period by the Office of Research and Development
of the Employment and Training Administration of the U.S&.
Department of Labor. Rather than being a static test of a
precise concept, the project is best seen as an excellent action
research effort in which ideas are tested, evaluated and modified
again. After a very discouraging initial experience, tha final

results of the effort were quite positive,

‘In the first effort the target group were workers on short-
term lay-off from the industrial plants in the Antioch-Pittsburg
area of California. The program consisted of adult basic
education in reading and mathematics and group counseling and
sensitivity sessions, The major finding of the first year was
that the primary target group of workers did 7@t come to the
program in satisfactory numbexs. '

pregtams in a glass container firm and in the paPar praductl
industry. The employers and the unions supported the projects
and encouraged the workers tﬁ participate, but it was unsuccess-
ful since few workers sought t:gining:

-The primary conclusion after two ygarl”wa: that non=-gkills
training will not be attractive to workers on temporary lay-off
in industries which have highly developed internal labor markets, .
with clear lines of progression, limited entry points and
promotion based on seniority.

The idea that lay-off time could be used constrictively
nevertheless persisted. Some clues from the initial experience
led to identifying the canning industry as an industry which
"might benefit from lay-off time trainirg because of its. special
charaetaristics. Qne cbviaus characteri:tis i: that 1ang—term

of recall to work, Addit;ona;ly the canning industry was caming
under increasing affirmative action pressures. Interviews with
company and unign IBPIESEntEt;VEE faund favorgble responses tc

expariment in the Northern Califnrnia canning industry. Soon
95
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thgrnafter the industry and the unian jainad together to laek

The first year of the cannery training program consisted of
basic education and English-as-a-second language. Information
and counseling about jobs and the bidding and advancement
processes was interspersed within the courses. Training was
offered in four sites--Sacramentc, Modesto, Oakland and Hayward--
each of which had a somewhat different work force,

\ . X
'The first year results were quite positive. Large numbers
of the primary target group of workers participated in, and
learned from, the courses. Overall, they increased their bidding
ratés and received a small but, meaningful gain in income of $102,
On the average this equaled a net gain of 5.7 per cent in total
cannery income for the trainee group in comparison with a matched
control group, Although that income gain can be considered an

crease in equity through income distribution, the impact of
6 program was not sufficient to improve matarial;y tha employment
opportunities for women and minorities,

Although the basic operational results were probably the
most important findings, some specific lessons ‘and insights were
of almost equal importance., One insight was that worker charac-
teristics varied sufficiently between communities that the
program had to have the flexibility to adapt even during the
project year to these differences as they emerged., One community,
for example, had predominantly older, Black workers, while another
had a very high proportion of Mexican-Americans and a third a
high proportion of Chinese-Americans, In the latter two communi-
ties basic education and English-as-a-second language were
obviously important courses, but it was found during the year
that the Black workers did not need the bagic education,

‘;!

A related insight which led to the development of a new
course was that the Black workers, and indeed all of the others,
had a great need to learn about the jobs, the bidding procedures
and the other aspects of the cannery internal labor market
operations. Just as in the Antioch-Pittsburg project, under-
standing the details of the specific internal labor markets
became a critical first requirement for any other training to be
useful. To provide this instruction a new course called Advancement
Related Counseling (ARC) was developed and in the middle of the
first year was placed in operation in two of t£§ cities.

resistant cultu:al graup to advancing as a result of the training.
They appear to have been drawn heavily to the trathing by the
$2.50 per day expense stipend. They had close group ties which
tended to prevent individual members from advaneing and had a

96 a
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'uniqﬁi pattern of using cajpools to travel to and from work which
'served—-as an inhibition to,advancemejpt because a change in job
often required a change in work schedule. ‘

f _Although it produced {fairly streng results in the cost-
benefit study, basic educakion came to be seen as a course which

could not be related to many 4éf the canneries' jobs and a decision

whs made not to continue it for the second year.

A fina] lesson was that even in: this program which was under-
going such an active learning and adfystment process, it was
possible to develop 'and maintain a reasonable and useful experi-
mental design evaluation procedumey Maintenance of the design was
made possible by continuing coordination and. ‘consultation between
the training contractor and the evaldation contractor.

~ The most important ggvalapmant in the second year of the
cannery training program was that the companies and the union
became the main sources of support. One cent per hour worked by
workers in all the canning plants was set aside under the 1973
Collective Bargaining Agreement for the Affirmative Action
Cannery Training Program. The Department of Labor did agree to
provide about one-half of the cosat of supporting the second year
of training as a transitional contribution to full industry
support.

The second year program made very extensive use of the ARC
component. That component was seen, however, as an effort which
would reach a saturation point in two or three years as all the
workers came to participate heavily in the bidding processes and
to understand the jobs which were available. The basic education
component was dropped entirely, but English-as-a=-second language
was continued, although on a reduced scale, Efforts were begun
to shift the ESL training to the adult basic education programs
in the local school districts. Eventually three districts did
develop 'special programs for cannery workers using the materials
developed by the training contractor based on the cannipg industry
language requirements. ' :

Another new course was developed in the second year called
Job Proficiency Training., It was developed on the premise that
advancement of women would require skill training focused on the
highest turnover equipment operator jobs.

A final task in the second year was to begin developing a

mechanic training program. )
The results of the second year program were more substantial
than in the first year. Bidding rates rose even higher and the
program had a meaningful impact in helping women advance to higher
97
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paying jobs. Forty-seven per cent of the trainees advanced one,
pay bracket or more compared to 30 per cent in the first year of
the program and 18 per cent of the trainees advanced two or more
pay brackets compared to 6 per cent in the first year's program,

Despite the positive results, the efficiency of the Job
Proficiency Training program remained too low, The companies
and the union, saw the skill training program as the core of their
affirmative action efforts and desired very high result indicators
from that program, The results for that year were that only 57
per cent of the trainees bid for jobs for which they had been
trained and only 21 per cent of them gained of these jobs.

The key lesson of the second year was that further improve-
ments were necessary if substantial progress was to be made on
achieving the affirmative action goals. One gtep taken for the
third year program was to institute another new course called
Machine Familiarization Course. It was developed to introduce
‘thoroughly workers to equipment operator jobs, and to help them
make an informed decision about whether to proceed in training,
After the three day course the workers were required to bid for
the job before they were permitted to continue on with the longer
Job Proficiency Training course,

Also in the third year, plans were made to shift from sole
reliance on an outside training contractor to primary reliance
on individual in=-plant trainers drawn from the regular work
force. '

Over the three year period the training experience demon-
strated that lay-off time could be used to help advance women
and minority group members., This overall finding led to a
decision to make lay-off time training an integral part of the
conciliation agreement eventually negotiated between the canning
companies, the union and the Equal Employment Opportunity
Commission. The conciliation agreement after a period of pro-
tracted neyotiation and extensive court hearings was finally accepted
by the court in June of 1976. For a five year period thereafter
there will be a three part lay-off time training program in the
canning plants as a way to reach their affirmative action goals
for women and minority group members.,

There will be equipment operator training, much like the Job
Proficieéncy Training course, directed toward three key high bracket
jobe=-1lift truck operator, -label machine operator and oiler~greaser,
These jobs were identified as high turnover positions which would
offer substantial advancement opportunities and alsoc as key entry
points into the higher bracket positions of supervisor, mechanic
and equipment operator, Unlike Job Proficiency Training, the new
course would qualify fully}thése who complete the course,
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The second component of the long term affirmative action
training will be a mechanic training program modeled on the
traditional apprgntivesehip program. The initial portion of the |\ <. -
mechanics training, pre-apprenticeship training, will occur in
the 1ﬁy-aff period and will qualify women and minority group men \\
as Bracket III level apprentice mechanics. :

. The final component of the lay-off time training will be a -Jj
special craft training program which will ‘wake use of local )
educational institutions. ‘ :

The training elements in the conciliation agreement will
serve to support and facilitate the affirmative action adjustments
which are made possible by a revision of the industry seniority
.plan in the collective bargaining agreement and a requirement
that one woman or minority group man be placed in high bracket and
mechanic jobs for each Anglo Man who is hired.

onclusion

¥ be essential, in industries such as®*canning which
experience extensive seasonal lay-offs., Its
applicability to other kinds of lay-offs such as -~
cyclical remains to be tested.

1. Lay=off time training can be u:efulg and may ngnéf/

2. Non=skills training will generally lack support
by employers in industrial settings because the
impact of the training is hard to measure; the

A benefits accrue to the society as a-whole and to
the individual participants, and there is no gain
to the specific industries, ‘

3. Any training program in an industry needs to be
constructed on the basis of a very detailed and
precise understanding of the requirements of the
individual industry labor market which is the
target of the training.

4, Skills training should be built on the basis of
very specific employment goals based on a clear
understanding of the industry labor market structure
and processes. ARC and MFC were examples of pre-
skills training courses needed in the cannery
industry for this purpose.
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- Seven major impacts can Ee identified from the chnnery
training program as it evolved from the first year, pilot project.

=

1.

uced nsive changes in the know-

Advanceament and working., When the program
» only 19 per cent of the trainees even knew .
about the bidding process as a way of advancing., By
the end of the third year, when the Advancement
‘Related Counseling course was discontinued; the job
structure and thé bidding processes had come to be
common knowledge and there was widegpread bidding.
To be sure, many of the women, especially some of
the mpre senior ones, continue to hold their low
bracket jobs and prefer not to advance, Some of
this is due to a reluctance to work year round.:

For perspective, it' is important ée realize that the
increased bidding is not a function of the courses
dlong, Personnel staff in the plants interviewed the
women and encouraged them to bid and advance, Many
of the plants also altered a variety of their per-
sonnel practices to facilitate the advancement of
women , /

the second year of training women received a 35 per/
cent net increase in their proportion of new regula
positions, “"Regular" status means that the person
worked more than 1400 hours during the year, and e
‘status accords such people enhanced fringe benefits.
Since the second year it appears that women are well
on the way to achieving the affirmative action targets
in many of the high bracket jobs. ’

The research also found, however, that there were sub-
stantial varjiations among the plants in terms of
bidding and job trial rates at the end of the second
year, We expect from that finding that the long term
affirmative action adjustment process will progress
much more slowly in some plants than in others.*

A special linear regression study was conducted to try to deter-
mine whether economic variables such as turnover rates and job

growth rates explained a large amount of the variation in t

results from plant to plant. The results were not statistically
significant. They are reported in Appendix B.
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leaders said: o T e

The' entry of the DQL‘fundilﬁad a catalytic effect.
The industry, learned a lot’about the. problem and

" what to do about it. We experimented with various ' _

approaches and fourid those that were most cost =
effective.  The Advancement Related Counseling in
particular isolated and clarified problems in the
bidding and advancement system,

Another industry official commented:

y
The pilot projett was a good initial learning
process to see how to deal with the ?Egblam: of
advancement and upgrading, 7
In :etréspect, this same official said that he

would have preferred a better initial analysis of
the advancement potential and a plan for training .

within that potential.,

A union official commented: - i

The industry and thagemplayees had an exposure to
training, and what it entailed, and what it offered.
The industry realized it could use employees better.
The pilot program demonstrated that the need for

‘training which the unions had advocated for many

years was there,

hat It produced a clearer anc
stantial role for training in the adjustment
5. one of the industry officials sald that

The program changed the affirmative action concilia-
RXO S Ada
&

;faininé was a workable approach and without it they
"probably would not have known what could be-accom-
Another official said:
The pilot project established to the industry's
satisfaction that it would be possible to apply the
results of off~-season training during the season. .
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‘even if there had not been .a pilot project, but he

- into the, aecree.

i.' . ,i N i N » J . .

‘A major behafit was that ibkggtgbli!hda aff--aalén

training as a viable system and the training

‘program became a fundamental objective of the

in negotiating the conciliation agreement,
I1f the indu-t:y had not had a good experience with’
the training, it would not have been an’ indu-trvﬁ\\
negotiating objective, _

The ineluiién of the training program gave the
agreement a more futuristic quality in that it was:

’diracted toward ameliorating the problem, .It is

lgss pynitive in nature. Most of the money will
be paid through training rather than as compensa-:
tion. Most settlements are punitive in nature and
do not have a remedial program to accomplish the
objective of advancing women and minérity groups.

Bed m was®a substantial itimulus ta
getting‘tha in ustry started in solving the o/
problem.”” Another industry official felt that the S
conciliation agreement would have included training . /

noted that the pilot project allowed the industr
to "jump the gun in implementing training, We in
effect tried the program before it was ever p it

hode mp P Pr -
external tr;inin§ ébntractar wauld be dsec the
end of the second- year the industry ahd union agreed
that the plants should develop an ipternal capability,
The external training contractor wds then used to
select, train and manitd‘ithe work of the individual
plant trainers. ./
;/,!' . N
The role of the external traiping rcontractor has
always been fraught with tension. The Department of
Labor knew from the very beginning that a third rty
intervention into the industrial collective bargain-
ing arena would.be a very sensitive matter. There-
fore an orientation session was required at the-
beginning of the pilot project to acquaint the con-
tractor and its staff with the in;ricacial of the
industrial coliective bargaining process, "

(. _

Y ¥
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. In spite of a good deal of sensitivity and care--
ful limiting of the contractor's role, there yet.
. zemains a sharp division of opinion in both '
industry and union ranks about whether thers
ought to be an external. contractor. The follqwing
are some 0f the contradictory issups surrounding
the training contractor.

_the role, of '

e

§!m~i§‘iiiwidg;y believed among both union and
. industry officials that the Advancement .
7 Related Counseling was a Sggsgien which the
: union should have been performing long ago. .
= : i The union had not .done so, of course, but
- nevertheless for the contractor to provide
this service meant that it was standing at . .-
all times squarely on union turf. No amount .
of care not to interpret the collective
bargaining agreement, not to advocate' for
the trainees and not to interfere.in grievance
progedures could eliminate the fundamental
¢ structural bind produced by informing workers
about the jobs, the pay structure, the working
conditions, the bidding processes and the
advancement potentials. These are all itens
defined in the collective bargaining agreement
and they are class union "bread and butter
issues.® The wonder is that the contractor
didn't get into a lot mns? trouble. .

) b. The union position for many years has » that
the. companies ought to provide general upgrading
tralning as a matter of employee right under the
collective bargaining agreement. The union

‘ knows the employers have little interest in any-
~ , thing but the most cost-effective training, They
also know that preserving the seniority principle
requires that the most senior womey and minority
group men receive basi¢ education and English-as-

a-secend language training. Both groups also

need a good deal of counseling and encouragement . °
* in order to take advantage of the advancement

opportunities. Many in the union saw the training

contractor as a' neutral party whose behavior they g

could share in controlling and thereby be more /

v . assured that the principles of seniority and

- training as a negotiated benefit would be pro=

tectad from the companies' drive for cost-
effectiveness and their indifference to the
seniority principle. The contractor therefore
‘ had the diffigcult role of monitor and almost
’ mediator between the #wo powerful parties.

A
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| - v
An interesting related point is that one of
the union officials in the final interviews
said that the evaluation requirements attached
to the Department.of Labor funds were impor=-
tant benefits of participation in the pilot
project since evaluation tended to "keep
everyone honest.”

The canning industry had almost no hiitery of

.organized training before the pilot proj

and it is the opinion of many that the ti ining
could not have been developed on a uniform
indultry—wida basis without an outside training
contractor, But there are those who disagree,
including one of ithe company officials inter=-
viewed in the last round. He thought that the
training could have been done all along by the
plants themselves under lcma uniform guide-
lines, _ N

“In part, the sharp differences of apinian about

the need for an outside contractor stem from
the fact that the industry is not uniform in
its strdcture. There are five large companies,
some multi-national and a large number of small
companies, many of which are local in nature.
The variation among the companies in size and
composition tends to produce quite different
industrial relations and personnel practices,
For example, one of the large companies almost
immediately recruited the training contractor
to help develop supervisory training using the
company's own funds. That company also quickly
began to develop its own internal training
capability because it wanted to do more Job
Proficiency Training than could be supported out
of its share of the joint project. Few other
companies followed these leads,

The complexity from the industry side is matched
from the union side; there are 13 union locals
among the 76 Northern California canning plants,
Each local has somewhat unique organizational
and political characteristics, thereby posing
varied problems of diplomacy for the contractor
from cammunity to community.

i,



companies and the union agreed that the main ESL
effort should be shifted to the public schools,
In response to this decisiop the contractor made
'~ its special cannery related ESL text available to
the public schools, The contractor also ran
workshops. for approximately 50 teachers from three
different school systems to train them to use the
industrial language skill téaching method. Three
digtricts instituted ESL training for cannery
workers,

Analysis: The Role of Trainihg in Affirmative Action Adjustments

The cannery training program successfully demonstrated that
seasonal lay-off time could be used effectively for training, It
also had substantial impact on the final conciliation agreement
between EEOC and the canning companies and union. But a nagging
question remainsy What rola in the affirmative action adjustment
process does training play in relationship to other variables?
Stated differently, if one wants to improve employment opportuni- .
ties for women and minority group men in an internal labor market
setting, what are the range of things which need to be done and
to what degree can one rely on training as a solution? The
cannery project doesn't clearly answer thege questions, but it
does offer a basis for some useful, informed speculation. The
first step is to identify the constraining factors encountered
in the project which limit the rate of advancement. These were:

1. Constraints in the collective bargaining agreement;

2, Informal hiring and advancement practices by
supervisors and negative supervisory attitudes and
~expectations; :

3, Lack of information about the collective bargaining
agreement and the hiring and advancement procedures;

4, Cultural norms and attitudes against the advance-
ment of women held by the women themselves;

5. Financial disincentives to advancement posed by the
loss of Unemployment Insurance benefits;

6. Economic limitations on job opportunities such as a
low rate of grgwth in jobs or low turnover rates; and

7. Lack of required job skills by the women and minority
mern. )
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The Collective Bargaining hgreenant constraints //

The collective bargaining agreement can be an absolute barrier
to adjustment, When the canning lndust:y had two Entlrely separate
clusters of jobs, one labeled men's and the other women's, no
adjustment on behalf of women was possible at all, Adjustment
became possible when the job categories were integrated, but four
other aspects of the collective bargaining agreement stood as
substantial barriers to the advancement of woment:

l. The classification of workers into "regulars" and
"seasonals” with regular status attaching perma-
nently after one first worked 1400 hours in a
glven year;

[N
-

Tha ingumbency rule which, although not tech-
nically part of the agreement, gave all workers
return rights to theixfpriar seasons' jobs regard-
less of their relative seniority;

3. Open entry into any of the high bracket jobs; and

4. The requirement that workers be qualified for the
jobs.

\Hrn

In formal_ Hiri_g Practices

For most of the history of the canneries, hiring and advance-
ment were informal processes decided by line supervisors. The
bidding system first was instituted in 1970 but many informal
practices persisted thereafter, Many supervisors did not want
women workers and the existence of informal hiring channels gave
them an opportunity to limit hiring and advancement.

Lack of Infa:maticn

The trainees had an intense desire to learn many basic facts
about plant jobs and governing rules.” The lack of information was
clearly a major impediment. ‘

Restrictive Cultural Norms

There were strongly held judgments about the limited role of
women especially among the Mexican-American and Chinese-American
women., These attitudes were strongly held, and for many of the
older women, very resistant to change,
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N Fi&iﬂc;a} Disingﬁggtive’;

The Unemployment Insurance system was a great attraction to
many of the women encouraging them not to seek year round work.
Moving to a slightly better job carried with it a substantial
tax cost in the form of lost Unemployment Insurance. .

Economic Conditions

In the section of Chapter III called Analysis of Variations
Between Plants in Job Trial Rates we reported that an analysis
of economic factors, such as turnover rates and the growth in
jobs, did not explain a significant proportion of the variation
in bidding or job trial rates, Although not statistically
significant because of the small sample size, the suggestion was
that these’ factbrs accounted for about 30 per cent of' the varia=
‘tion in job trial rates. It is useful to assume that this is
a reasonable estimate as it suggests that the economic conditions
are important, but they leave a great portion (70 per cent) of the
variation unexplained.

4

we list this factor last because initially it was not the
major issue--lack of -information and restrictive attitudes were
much more important at the beginning. Skill training gradually
emerged as a key issue as the other factors were eliminated and
it will become a major obstacle as women approach the high
bracket and mechanic jobs.

what role then does training play in solving the problem? 1In
our judgment there are three categories of aggfion which can be
taken and we rank them in the following order 'of importance in
making the affirmative action adjustment,

1. Change the collective bargaining agreement;

2. Implement an affirmative policy down to the liie
supervisor level; and

3. Provide training directed to information,
attitudes and job skills. '

lo7
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The Collective Bargaining Agreement

The 1973 Collective Bargaining Agreement made a step forward
in opening opportunities when it merged the regular and seasonal
seniority lists, although it had a grandfather clause protecting
those who had already made regular, no matter how little total
seniority they had. The 1973 agreement ‘also began to limit the
entry possibilities 1nto high bracket jobs from ocutside the work
force. ‘

The conciliation ayreement struck at the heart of the collec--
tive bargaining agreement by instituting the concept of "plant
seniority ," thus eliminating the grandfather clause. It also
expressly forbade use of the incumbency rule if there was a
qualified person with higher seniority available in the work force,
It established a Tour step search process which must be followed
before a person, other than a woman or minority, can be hired
from the outside for a high bracket or mechanic job. Finally, it
established that women and minority group men who complete the
tra;n;ng a:e fully qualitled and can difectly claim a jab far

there is a vacancy in the pQEitLDﬂ. AB a general gule, the
conciliation agreement has prior status in all matters over the
collective bargaining agreement,

ff;rmatlve Action Pclxcy

With any flexibility in the collective bargaining agreement,
much can be done if a plant or company desires to do it, Folk
wisdom states the proposition as, "If there's a will, there's a

way."

We were reminded when considering the policy variable of
the response we got in one of the early plant personnel officer
interviews. We started the interview by asking about manpower
and affirmative action problems. The personnel officer said that
he did not feel that his plant had very serious problems and he
pulled out a set of pictures of women performing most of the jobs
-currently getting attention under the conciliation agreement,

He said a year or more earlier all of the plant supervisors
had been called in and told by the plant manager that it was now
part of their jobs to find and train women for all of the jobs.
There was a mild protest from the all male nupgrviaars in the form
of a red light being stuck over the personnel officer's door, with
the sign "Frank's Cat House,® but he and the plant manager made
the policy stick and the affirmative action adjustment was pro-
ceeding apace. when we asked him about the training program, he
said that it was "just fine," and he encouraged all of the plant's



workers to participate, but he wasn't going to wait for it to
solve his problem.

)g; companies which pursued supervisory training have also
tended to expedite implementation. An item in the training con=
tractor's 1976=77 planning decument illustrated a small set of
other actions which serve to differentiate between companies
which are actively pursuing an affirmative action policy compared
with those which are not. It was noted that in 1974 scme plants
suspended the incumbency rule for all Bracket IV jobs, while
others didn't., Some plants allowed a person to take a job trial
for a higher paying job with the guarantee that they could return
to their old job and work shift while cthers didn't. Some plants
arranged their own plant tours while others didn't,

In summary, our judgment is that the policy variable i8 very
powerful in determining the rate of affirmative action, It
translates into a series of actions which are feasible within the
constraints provided by the collective bargaining agreement. Our
judgment is that a great deal of the variation in bidding and -
job trial rates repaorted in Chapter III can be found in the differ-
erices between the plants in the degree to which each implemented
a clear affirmative action policy.

Training

Judge Orrick in his opinion approving the conciliation agree-
ment said the training would be used to "facilitate women and
minority advancement in high bracket jobs.® Our sense is that
the statement places training in reasgnable perspective. If the
ather conditions are favorable, then training can have a powerful
impact on advancement. It may turn out that for some jobs, and
especially for the more senior women, training may be an essential
activity. One of the industry officials we interviewed said that
several other industries were having difficulty implementing
affirmative action goals in the mechanic jobs. That may wgll'
become the occupation where training and its limits will be given
the greatest test. .

Policy Z@E};gggicns

The most obvious gquestion raised by the project is: Should
it be public policy to support the development of training programs
in affirmative action settlements? The subsidiary questions are:
To what degree and under what conditions should EEOC accept
training programs as important, integral parts of affirmative
action settlements? To what degree and under what conditions
should the federal government provide seed money to help firms
start the process of implementing affirmative action plans which
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require training, or which would be materially improved if training
, were available?
-

J! R The cannery lay-off time training program demonstrated that
the federal government could serve as a catalyst to develop a
training capability. It also demonstrated that much had to be
learned about the operation of the cannery internal labor market
before the right interventions by the industry itself could
achieve the affirmative action goals,

Answering the policy questions requires that we conside® what
would have happened in the ultimate affirmative action adjustment
if there had been no intervention by the Department of Labor in
the form of the offer of pilot project funds, We think that the
EEOC settlement and its implementation would have unfolded about
as follows:

l. There probably would have been some form of organized
training for mechanics, although there was much
opposition to training of almost any kind., The
industry and union would have argued that their

- prior on-the-job training program 'in the collective
bargaining agreement had not been satigfactory even
without cemplicating the problem by injecting the

‘' requirement that women be advanced to 20 per cent
of these positions,

2. The industry and union would have believed that
some form of training was needed to help women ad-
vance to the high bracket jobs, but they would have
been greatly handicapped in making a coherent
argument, There would probably not have been
training provisions in the conciliation agreement
for high bracket equipment operator jobs in light
of the intervenors objections. Each company and
plant would have had to take its own steps to
implement the affirmative action goals,

3. No provision would have been made for a training
program like the Advancement Related Counseling,
although there would be requirements that informa-
tion and counseling be provided to help the women
take advantage of the advancement opportunities.
Many people would have realized that the affirmative
action changes implied great change in the attitudes
the women have about their work roles and the know-
ledge they have about the industry labor market,

- but these realizations would have been based on
vague . awarenesses., Unless there was data available
from other industries' experiences, it would have
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been hard to articulate and specify the need.
The information and counseling would have been
implemented on a plant by plant basis without

a uniform industry-wide program and in an uneven
and confused way

The predictable consequences would have been that the
industry as a whole would have proceeded to implement a mechanic
skills training program, possibly retaining a training consultant

] o tr rogram-design. There would be two or three years

to help 1in e Drogran 3
of tri (learning, much as there is liable to be in

hbven now, Each plant or company would

acted on its owntd train for high bracket jobs and they

~uld also have sought individually to cope with the women's

eneral lack of knowledge about the cannery labor market and
ir inhibitions about advancing.

The experience with the cannery training project suggests
the following hypotheses about the final affirmative action
results: ‘ :

1. Results would have been,gained much more slowly.
The plamts and the companies, largely on an
individual basis, would have run into the barriers
posed by the women's prior limited experience.

They would have had to sort through these problems,
developing small courses or presentations, and
activities of their own to compensate for these

problems.
2. There would have been wider disparities in the \

rate of progress from plant to plant and company
to company. Even with an industry-wide training
program there were substantial variations from
plant to plant and these would likely be even more
exaggerated.

3., The total affirmative action impact would be lower,
This total effect would derive from the first two
results,

The public policy questions then end up asking: Will the
total benefit to society as a whole and to minorities and women,
or to other discriminated parties, be sufficiently greater to
justify the cost for the government to play on a broader scale
the catalyst role it played in the canning industry. Would it
pay for the government to provide seed money to industries to
help them develop a precise understanding of the adj stment
problems and strategies needed in tlieir labor markets, and to
stimulate development of training where it appears to be an
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appropriate strateqy? The cannery experience was one clear case

of government action in thig catalyst role producing guite
substantial additional neneg%ts. Quite possibly many more such
opportunities could be found if EEOC as a matter of practice
investigated training as a possible tool to use with others in

an approach designed to stop discrimination and get a rapid
reversal in its past effects on the job status of present employees.
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APPENDIX A
METHODOLOGY FOR INCOME ANALYSIS
OF FIRST YEAR TRALQFES

1. S,ggling Prgcedu:é ,/

i

A sampling procedure was designed that selected 200 individuals
from the 292 trainees who completed the JAT III program, Those
dropping out of the progranm prior to completion, numbering l1se,
ware excluded from this analysis. :

‘The sample was designed to be proportionate to the percentage

distribution of the total training populatior/, that completed
 training, among the three LOTT components--English-as-a-Second
Language (ESL), Basic Education (BE), and Advancement Related
Counseling (ARC). This percentage distribution was as follows:-
33% in ESL, 22% in BE and 45% in ARC, The sample, therefore, was
comprised of 66 trainees from ESL, 44 from BE and 90 from ARG, 7/
In selecting this sample, the sex and race of participants in the
program was taken into account for each training component.
Following is a table showing the actual distribution for the
total training population and the corresponding one for the sample.
i
2. Selection of control' Group for Income Analysis

During September, candidates for the control group were
selected using plant seniority lists to match each member of the
experimental group with a cannery worker who had not enrolled in
the program, The selection criteria consisted of matching by sex,
ethnicity, cannery plant employer, and seniority level, and for
Spanish or Chinese surnamed control group candidates, facility v
with the English language. Faced with a short deadline for
obtaining the pre-training earnings data from the California
Unemployment Compensation records we did not attempt to screen
the Chinese or Spanish surnamed for English fluency, but rather
selected three possible control members for each experimental
group member with a Spanish or Chinese surname. This afforded
the Center with income data on all possible matches and also
allowed for later identification of English facility through
telephone interviews,

3. Collectiop of Income Data on EX roups

perimental and Contral G

- Income for the four quarters of 1972 was obtained for all
members of the experimental and control groups, Earnings by employer
are annotated on the wage and claim abstract which permitted sepa-
rating cannery income from all other sources of income. The income
data was gbtained from the Employment Data and Research division of
the CalifbOrnia State Employment Development Department via completion
of an information vequest card for each member of the experimental

and control groups. \ 4
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Trainee Group Sample for Income Analysis*

7 Percentage
JAT Population JAT Sample Distribution

- Male Female Total Male Female Total Male Female Total
ESL Mex Am 13 56 69 9 39 48 138 58% 718
Chin Am 26 26 18 }8 27% 27%

Other 2 2 0 0 2% 2%

Total 13 84 97 9 57 66 '193‘ 87% . 100%

BE Mex Am 3 33 36 2 23 25 5% 528  57%

\ Chin Am 0 5 5 0 4 4 8% 8%
Other 4 18 22 2 13 15 6%  29% 358

Total 7 56 63 4 40 44  _11%  89%  100%

ARC Mex Am 22 22 15 15 178178
Other 3 107 110 2 73 75 2% Bl% 83%

. Total 3 129 132 2 88 90 28 98%  100%
TOTAL Mex Am 16 © 111 127 11 77 88 5% 38%  43%
Chin Am 0 32 32 0 22 22 lcs 11%

Other 7 126 133 4 86 90 3 43 46%

Total 23 269 292 15 185 200 8% 92% i%o&

wa d

sadditional candidates for the sample categories (training components by

sex and race) were drawn to accormodate any future contingencies arising
from departure from industry and therefore no cannery income during the

evaluation period. .




APFENDIX B

TECHNICAL SPECIFICATIONS FOR THE ANALYSIS OF
VARIATIONS IN BIDDING AND JOB TRIAL RATES

Definitions of Variables

-

Dependent Variables

1. & JPT Trainees Who Bid and Got =
Job Trial f

2. ¢ ESL=ARC Trainees Who Bid and =
Got Job Trial

3. & Total Trainees (ESL=ARC-JPT) -
who Bid and Got Joh Trial-

4.  JPT Who-Passed Job Trial -

5. & ESL=ARC Trainees wWho Passed -
Job Trial 7

6. & Total Trainees Who Passed =
Job Trial

Independent Variables

1. Turnover Between '74='75 Among =
Top 25% of Seniority List (%)

&

2. Same as (1) above for Top 50% of

3, Same as (1) above for Top 75% of

4. Net Growth or Decline in the =
Work Force (%) .

5. Turnover Between '74='75 -
Among Regulars (%)

6. Net Growth or Decline in -

Regulars (%)

&

Place of last person in top 25%
on 1974 seniority list minus
’laceiaf same person on l975 list
0. :

Seniority List.

Séniority List.

NQ: iD lQ?SQHQ-
Ro. In 1970

No., of '74 Regulars-
(No. of '75 Regulars-New Regulara)‘
No, o egulars

in 1974

No, of '75 Regulars-
No, of '74 Regulars




8.

10,

11,

Y

1

Turnover Between '74=75
Among Seasonals in First

, PQ; Seniority Positions Last
Person in Quartile Advanced

Quartile of Seniority List (%) Between '74-'75

No. of Seasonals in Tap 25%
in 1974

Same as (7) above for Seasonals in Second Quartile of Seniority List,

Same as (7) above for seasonals in Third Quartile.

Relative Seniority of JPT
Trainees

Same Calculation of Relative Seniority as €10) above

Trainees.

" Same Calculation of Relative Seniority as (10) above for Taﬁal

Trainees.

Proportion of New Regulars Who

Are Male (%)

Perceived Company Attitude
Toward Bidding

J
f

= &

]

New: Male Regulars
Néwlﬁégulfrs B

Ava;age of Scala: Measures. from
* 1 (high) to 4 (low) assigned by
JPT trainees during interview

1]



Dependent
Variable

l. 8 JPT
Bid and
Job Trial

ARC Bid
Aand Job
Trial

3., § Total
Bid and
Job Trial

4, % JPT Who
Passed Job
Tirial

5. % ESL=ARC
Trainees Who
Passed Job
Trial

6., & Total
Trainees Who
Passed Job
Trial

|

Mean of
Dependent

. it

Table Jf Regression Results

Maximum

Multiple
Correlation
Coefficient®

“Maximum
Coefficient of
Determination

F Value
(ndne signi-
ficant at
J10)

Standard
Error of
El?éﬂéﬁi?

Variable

49.7%

52,.2%
53.7%

© 35,0%
30.1%

34.7%

*Adjusted for degrees of

r fz

. 485 .235

«555 308

.268 .072

. 306

2260

«210

freedom.

1,002

2,402

25,3

29.2

1852§3§

22,1

19.1

15.6
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) sa.sAe Get Mers Information -

For moré ‘information_on this and other ‘programs of research and dgilopment funded by the Employ-
ment and Training Administration, contact the Employment and Trihg Administration, US. Depart-

ment of Labor, Washington, D.C. 20213, or any of the Regional Administrators for Employment and Train-
inggiftose pddresses are listed below. : : -

Lni-it!,i_g _

John F. Kennedy Bldg

%mn. Mass, 02203

1515 Broadway
New York, N.Y. 10036

P.0. Box 8796
Philadelphia, Pa, 19101

1371 Peachtree Street, NE.
.Atlanta, Ga. 30309

230 South Dearborn Street
Chicago, Ill. 60604

‘ B
911 Walnut Street

Kansas City, Mu. 64106

Griffin Square Bldg.
Dallas, Tex. 73202

1961 Stout Street
Denver. Colo RO94

. 450 Golden Gate Avenue

San Francisco, Calit 934102

9049 Fist Avenue
Seattle, Wash. 9K174
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/
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Canal Zone

\',
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Maryland
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Louisiana
New Mexico

Colorado
Montana
North Dakota

Arizona
California
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Nevada

Alaska
Idaho
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New Hampshire
Rhode Island .
Verment. ¢

Puerto Rico
Virgin Islands

Virginia

West Virginia
District of Columbia

Mississippi
North Carolina
South Carolina
Tennessee -

Minnesota
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Wisconsin

Missoun
MNebraska

Oklah oma
Texas

South Dakota
Utah
Wy oming

American Samoa,
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