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TRA~[ ~[G @~D[%-"£~.S FOR WAR ?RODUCT ION 

18 January 1949 

COLONEl GREER~ C~neral Vana..man~ gentlemen. Our speaker this morning 
is ~_~. Arth',n ~ C. Croft~ President of the National Foremen's Institute Inc. 
His subject is "Training '.'orkers for !:~ar Production." 

To l~. Croft, this is not just a orob!em of recailin~i the wartime 
experience of training~ although he has been throuch the problems of 
trainin<g in two World Uars. To him, it is a problem that he deals with 
eve~: day. He has ha£ thirty-six years' experience in suoervisory train- 
ins, His job as l%'esident of the Foremen's Institute t~-kes him to all 
parts of the United States~ to all indus tries ~ advising and assistinz 
both management and labor in their problems of trainin~ methods and 
techniques. 

It is a pleasttre to welcome ~,.~. Croft to our lectu~e nlatform this 
mornin~ d. }:k ~. Croft. 

~,~. CROFT: General Vanssmn~ General He!man, Colonel :~aishj Co!cnel 
Greer, and msmbers of the Class: I a~- not going to say that i am har, py 
to be here. As a matter of Sactj judging fror~, my conversation ~,~rith some 
of the members of the staff~ this is a ve~ tough, so.~histicated audience 
and I v,~!! probably have a very bad hour. But i am going to ask you to 
bear with me and not to become frightened by my notes. There are a nmmber 
of statistics involved in this discussion that i think ~ve should have. 

I would like to present the prob!er~: from three different ~iewpoints : 
First~ ~vhat is the situation~ the c!imate~ in which we vW_l! find oua~selves? 
Secondly, what is the training load "~'~ich we ~;;ill ,have to carry? Thirdly, 
what methods are we going to use when "~e face the prob)_em? 

! have been asked to touch o:~.ly briefly on the history of training 
programs used in i:~orld War II, main].y to evaluate their effectiveness~ 
and to give you some idea of o,~ situation today in comparison ,:~ith that 
".,$i~_ch existed at the beginning of !9£0. 

Past lessons are important. This is as true ~:ith resnect to trainin~ 
as it is v~th respect to anything else ~ But pas$ lessons are misleading 
if the~, are not evaluated in the iight of the problems one faces today~ 
or the problems one expects to face Ln the future. 

%~at we can leai~n from our training programs in the last war aepen~s, 
in rmrt, on the view one takes of what those problems ~dl] be in the next 
v~'ar--if there is to be ene. There is no question that things -;.~I~ be quite 
different :~th respect to manpower. There ~.~-il! be no large i~:ooI of unem- 
ployed availab!e~ as there was in early !940. Nor will there be several 
years in which to train that noel of manpov,'er. 
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The problems of the next ~.:rar ~.~<ilI involve the possibility o : f  our 
cotunt~'s being exnosed to considerable damage and destruction. T".~is 
is a fact ~~e -.¢ere able to leave entirely out of otto calcuJ.a-~ions in the 
last ~-¢ar. No one can for,~see the e-;~tent of such possible phl.~sical damage 
No one is able to say how the American temperament ~il! bear un ~mnder the 
imoact of this novel experience. Hovrever~ ever~rone in t~is room; ! be!ie~ 
~&!l agree ~,.:ith me that in the next v~r the demand on civilian morale and 
disci61ine r.~_!i be much higher than it tms in the last one. 

There is another nroblem to consider: 7_u the last v:ar -,-re had bhe 
advantage of the fac', that peop-,"_e and resources all over the ,.vo."!d~ 
particularly in Europe~ ~,;~-ere on our side. It is not difficult to imagine 
that things vri]_! be different next time. 

~" ~'- can that every So far as manpo:,er is concerned~ I t~m . . . .  we assume 
single person ~n our adult population will count for much more ,~ ....... ever 
before. 

~h~ oroblem of mora_.e and discioline oeco,.,es great--~f.:i.ch I ~'~ " 
it :;i].l--rre have to face the need for training manl; people~, as many as we 
can~ in leadershin qualifications. If the demands on manpo:.Ter are as gres 
as I anticipate they ~,%11 be~ ~:~e shall have to use that marJoo'.:er in as 
econoric an< l rational a ~,my as we possibly can devise. 

Ln connection ~.,lith this problem~ v~-e can learn a great deal from the 
last ~.mr. Let me give you a fer~ facts. While ! do not want to bore you 
7 ~ t ~ too m~n ~ details I would like to mention tile agencies that were used 
in the last war as a framev~ork for training. ~ ,,he ~ were the Office of 
Education~ Division of Vocational ~ducatior b ~.~..~..~I~ had close contact v&th 
state vocational-training acti~ities and had been ~.rorkin~ ,.~th the States 
under the ~ ~ - ~ " ~ ~ oo ~ ,, Sm~tn-.,,-mg.~es ana ,~o~-,,~rc, en ~ct~. 

in earl 7 io40~ there r~ere available I~053 public trade schools~ ~.:,dth 
22j000 teachers in those trade schools,~ of which.about 70percent had 
vrorked in the trades ~d~ich they v:ere teaching. ~3fe had a thousand state 
and local supervisors of trade and industrial education. 

This frame~-ork was exoanded so ~u_ckly that in six months ~ time these 
trade schools were taking on 75,000 ne:,-,." enrollees per month as ~a, alnso 
20,,000 prier to tbiis time. During the foua- succeedin S z,~ears (1940 to 
1944)~ the o~,_ginal n~.~ber of trade sc..oo...,~ ~, ~ and traininE centers was more 

• , ] 

than doubled° At the finish cf the v;ar ~-,~e na<~ something like 2~600 train- 
ing centers and trade schools. ~ .... ~,:~ this frame~;,-ork~that is~ through 
the Office of ~ucai,ion setup---v.~e trained 7.5 million v~orkers. That~ in 
a sense~ was the job-training load v~-e carried in the last ~:..'ar. It took 
about six months to develop a training pattern~ to set un cm~ricula 

laboratories to ge t under way ~'~th pre-empio~nent training. 

-'~ov~" let's see what ',-~'e did with those 7,5 million trainees. ~.venty- 
foua - percent of them vrent to aircraft plants and 20 percent of them to 
sbiipbuilding plants. That ",:as 44, nercent of the tobal,, Fifteen percent~ 
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or I.I million~ v:ere women. -~mons the trninees there -~.-ere 40}~000 
civilians assigned to the A~uy and ],]a<: 5 60~0.]0 Lnspectors to Or@~.nnce] 
i00~000 mechanic learners to the Air Corps. 

the supervisory smde of the nicture~ . " " . 98o~ 00~ people~foremen.~ 
leadermen; and suoervisors--~Tere given nre-er~D!o]~.~ent and co ..... r~n~ 
training through this vocational setun. 

I want to ask you to remember that in a training load the ratio 
of super~sors~ !eadermen~ and so on the ratio s aou.~a~ ,~" be about one -~o 
tTmnty. Through this vocational setup they trained e~a m~ ~o~<~ ~oremen. 
They were given pre-emplc~,~ent and conference training. 

In 1941 it became e\~dent that as the load of pre-emplo~.~ent train- 
ing dropped off~ ~re would need more on-the-job trainin[. It became 
e~dent that ~-:e would have to ha'¢e vestibule training. }'-nn.y instructors 
were transferred from vocational schools to in-nlant traininL-'. Industry 
exnanded its training~ developing training techniques~ settinc un train- 
ing quarters; and prey~ring visual aids. 

~,I~ of industry, r there came to Government at tl-mt time a group of 
practical training men whc set up a goverument department called the 
Training-v~thin-Tndustry group ~.::hich~ undoubtedly~ all of you l,a~o::.: about. 
This staff of exoerts immediately set about to develop a quick package 
training setup. They developed t,hree lO--hour programs~ which: I pres'~me~ 
many of you have un~rta .... n. Tn~y vrere Job Instructor ~ramn~..ig~ Jeb 
Relations Training~ and Job ~'~' " ~e~no~s Training. They nul, on am aggressive 
drive. They used modern sules techniques, plenty of persuasibn~ and~ in 
some cases~ compulsion te ~ ~ ~e~ manufacturers to use this packase on-the- 
job training ~ ~o~ their supervisor-.~ ~vorking ~o~e, ~ ~ 

They were very successful in brea~ng do~.'aq ~°+ .... ' res .... nc~ among the ol~- 
time 3 hard-shell man~acturersj the kind of people who used to tell me 
15 years ago~ "Croft~ the less training I do and the less my suner'¢isors 
".~no,.v about the details of this jdb~ the better I like it." 

These J!T, ~-~T~ and d~T programs were put on in Canada and in England~ 
as well as in the 5hited ota~es ~ ' . .... T'~re v:ere 886~000 supervisors in the 
United "'~ ~ ~ _ . o~o ~:ho received this packable training. Uhdoubtedl~i it dun!i- 
cated a great deal of the original training done by the vocational schools 
and there vTere brought into the T~VI group many men who were regl!y not 
leaders in the sense t~t the} ~ v,~ere in the local areas 

In addition to the govelmment acti~ties~ through the public trade 
schools~ the Apprenticeship Section of the Department of Labor~ end the 

~-nz ch TiTI, there were maw private trainin~ schools and crganizations ~ " 
trained large n~mbers of men in the o~-: ~ o " • i o_ ~:~,ansni,,. ] ' ,Iv o~- 
organization trained 90~000 foremen in the United States~ 7~C00 in Canada; 
and 3~000 in ~-~.gland. A conservative esti~ate ms tl%ut about 790~OuO 
foretoken and other workers were trained in skills "o~ nrivate scnoo_, .... 
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~.:os., of the ~eon!e in +-~{,,-;m~,~__:,=_o that i have. ~ valKea with tb~-ougltout the 
c o : ~ . t r s "  a r e  n r e t t v  v r e ! l  s a t i s f i e d  -,,%'+'~n +h~v~ ~ j o b  w e  d i d  d . t ~ ' i n g  . . . . . . .  o n ~  ,~ _ n e r i o d -  

_m think our production record speaks for ~_'~--~,,o~.,~ ~. 

" ' + ~ . _ e  l e a r n e d :  T h e r e  w a s  o f  Here are some el the lessons tna~ ~°~ ~ course, 
a tremendous vmste of p.anpo~ver through the vestib'a!e training because of 
the lack of me%hods of screening mTd seleco_.on for jobs P.~op_~_e were riot 
a l w a y s  t r a i n e d - ~  , ~ ' , ' -  =oi .... L~s, Skills were not .. ..~ccor ....... . s  to their natural -~ -'7 ~.-~ 

al~vays used to the best advantage. Some of the third shifts weren't pro- 
ducing enough to na~, for the oower used in keenin~ nlants 7~ .-,~j-~,-~ ,~::"'n~, 
the nisht. Skills were dissipating very rapidly throu£h ooor supervision. 
}'/e had n~oblems, ..... in handling minority [touRs . There ~;'ere racial conflicts] 
u~nion nressure in so~::e cases it took ]on~or to assemble a~nd train a 
workin S force than it did to build an entirely new plant and ecuip it. 

Now what is the problem tlmt ~ve face today in trab.ing a working force 
to meet an emergency? "Je ].mm~r that if we haft a trainin G load of 7.5 mil- 
lion in the last war~ that that load vms largely a pre-emp!oN~ent load. 
There were !O million mnemployed~ many of whom had no skills~ many of 
whom were i].!iterate. 

=..,~ob . . . .  , h a v e  a __ . . En the next er.ergencv we face~ we ".,~l.\ ,~ ~-:~q-~ fuql-¢ ~mn±ovea 
wprking force• We have about two million ex-G!'s in colleges and schools 
and :.rho are recem~_n~ on-the-job training° Y'..re can ~o "~ ~ _ - " " ~ o t l . , , a , . . ~  m think~ that 
we will have about 1.75 million women available for trainin£o This is the 
group that w o u l d  receive the pre-emp!o}7.Lent training. Let us s a y  that the 
pre-emp!o)cnent group as a v.<oole will consist of four million -today instead 
ot 7.5 million last time. The balance oF our workins force will have to 
come out of industry~ essential and "~- ~_~7 no~.~,~en ....... ~ many of whom :rill have 
to be retrained %ecause of the new materiel of war that ,ill be used. 

How are we going to solve this oroblem? <m, ~ are ~ . ~ e ~  e probabiy~ out of 
our 60 million u~orking force~ 30 mi]_lioff who are coing to be affected by 
an emergencv.~ In all ~n~ohab~7_ . ...... "t ~ half o£ those, or 15 mil!ion~ r~ll have 
to undergo some sort of training. Let us say that 20 percent of those 
are administrati%e -" ~ ~ ~ _ a _ n -  uoo~ involvin C paper werk~ and do not need. any :-~" ~ 
ing, How are ue goin~ to face that problem? 

Yfeil~ I w O U l d  sa ~ that -,-re can~ "-'~ o~orej _ the ~ . . J . l c e  of Education 

and its setup of state and local trade schools .for pre-emp!oi.~ent train- 
ing. V.re can vse some of their instructors for on-the-job training as well 

~'-~'~ Education we can set up the curricula laboratories Through the 0 ..... e of 
~uere we ~.,d77 .... develon ~,~,.,~'~'- training_ techn'_oues. , We vri!i develon, visual 
aids~ ~;hich will nou,- oe used on a la,.~e.: scale -onan~ver before 

Vle know not: t.n~o r;hen jobs are broken dovmj 65 eercent of' them can 
be learned in 30 days. That is a firjure to conjure.. .,. 

The Department of Labor Apprentice -raining Service and state appren- 
tice committees v~_!.! contribute tnelr sn~r~ ~.~ annrentices Ri<ht here 
let me say that there are nm., in training about 250~ ~n~ , ~ u  . o r  3 0 C , ~ 0 0 0  



apprentices. About 24 percent of those apprentices are in the wood 
trades. ~fhat we need at t-uis moment is at least a ~" -~ ..,ml.L..on appren rices 
because most of our journe:amen in tke trades are ver 2" o-Ld~ 40 i;o 60 
years old. 

Y,~e have had no apprentice training for i0 to 15 years, i?e had no 
apprentice traiuin~ d~min Z the depression. ]~re had no aFprentice training 
during the ~':ar years because men of the apprentice age :,~ere used in the 
Armed Services. 

We need sheet-metal workers. Tge need instrument makers. U~e need 
model makers. Vfe need machinists. ~Te need electric technicians. Our 
col!o~ ~ and universities can train the engineers~ ,ohvsicists. ~ and tech- 
nical experts. T,~e may haw~ ready by then a ~ationai Science i;oundation 
to assist Jm this connection. 

I ask you %o remember that ~' ever~ ,~ , .~or nrofessional ~.~e are ~oin~ to 
need about five subprofessionals. Our super~sor~, ~ and management groups 
should have pre-emplo~,~..ent training from a special denartment of %he 
Office of ~]ucation~ v~-b_ich ~,~!i have close contact ~vitk, the industrial 
leaders; ~,.~II have some ~J~o~.~ledge of the attitudes and problems tb:t 
they <W_II face in dealing ~..'ith their ~:orkers. On-the.-job training 
of this sort can be handled iurze!y by orivate indust<]," and by private 
training organizations~ too. 

In the next conflict; trained supervisors are going to be of tre- 
mendous imoortance. If we are going to have problems in morale, and 
discipline~ ~o.~sal~n~ "-" ~ from devastaticn~ ~.~e need lots of !e~ders to cone 
v~'ith this ~ ~" ~ ~ .... s-~uat~on .,:e need l.--~:~s ;~ho can influence ~÷<+,~r],-~ 
m ~ n ~  . . . .  z e  ~ , v o r k e r  f r i c % i o n ~  r e d u c e  s . , ~ _ e  . . . .  ~ . n c ~ s .  

I asx you gentlemen to remember t:~,~.t percent of a sunc:rvisor ~s 
job involves .... ~ "~"-~- , ..... con, nmr..:~.,~ . . . .  . . . . . . . .  and manesement problems, C/nl,." 22 .... t 
of his time is s~oent on thints -~, -o" ; ," te . _ ~,ert~mn_n s tecbmlc~.! skill, 

I think the A~ed Forces have a tremendous stake in ~.~hat one might 
call shaping the ~ttitudes of the rank-and-file; developing safe v:ork 
habits in compliance with the rules; tolerance tov,.~ard :vo.men ',vcrkers and 
minority groul~s. ~Ye r;ill have to make the best possible usa cf all of 

our working force. 

~mnor~,c=nt !eadershi~f train- Let me tell you a little story about ho~r~- ~" ~- 
inG can be in industrzr, in the last ~rar~ o<Lr organization -~vas training 

a ~u g_~,r,d ,, ~ ne a group of' foremen for textile nlant in Coventry~ '~" 7.~ ~ . . . .  program 
was nearly completed ~;hen the n .... ~" ,~ _ ~TerL.~.,no juo~ about blasted Coventry off the 

me.To I cabled ~ ~- " " ~,~b~o,:..;r =:e sho~d .. ~},_o organmzaT, lon at that time to ':~o'~; ...... ~" 
t~o ........ a ...... n o setups. I got ~' cable c o n t i n u e  .... 7 • -. . ~- .. 

back sa}~ing~ "v~,s; by ~i! means " In the ie .... that fc.ilovred~ -'-' .... 
said that }vhen ths.t situation cam.:~ ~boutj they s~nt ;li~:. of [,heir suner- 
visors out into the city to ..... ~ ~ .~, .~or~n_z~ utilities and f~ci!ii;ies, The 

- ~ - '  . . . .  ~ - ~  had tremendous hel~ in t .... n~n~, that those men had ~;as a 
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putting things in order again. ~±~,,~ were able t.o r.~o~ ~ --~.n_~e~ comm'~nity 
~ ~ -~ o ~ , o  )_~ much bettcr~ services and facilities. They-~~ere able ~o n~ndl~, i ,~ ! ~ 

the~/ s a id~  i n  some. casos~  t h a n  t hv  - ~  . . . . . . . .  m~,.=~7: =.'as able to cope ;~il.h the 
s i tua ti on. 

K'ow what part can industry pla-~ in the traLning and rotrainin~ of 
this ~rorking force? l~ior be the last ".rar~ about 25 percent of the 
plants (exclusive of the needle trades) emploT~ng 250 or more people 
had traininc~ educational and nersonnel departments. Today~ more than 
50 percent of these samu nlanLs are equipped ~,',~ith oe~'sonne! staffs ~;el! 
versed in training, in many cases they have trained conference leaders~ 
instructors~ and te~i, chers. !,!ost all-of them are equipped, to use visual 
aids~ such as slid~ films -rod motion pict~u'es. Here important~ th<.r hav~ 
conference rooms ~nd classrooms at their disposal, i~ "~:~e ~,,st :mr~ one 
of the bottlenecks in training ur, s this: 'We had no place to assemble 
peoi~!e to train them. in California we used to take them out in bhe yar£ 
and hold classes in tents. 

Further tl-an th~,t~ these personnel and educational departments are 
experienced n.ow in testin 6 sl~_l!s and aptitudes~ and also in interpretin~ 
the result. They are sl,cilled in determining working attitudes and se!ecl 
in S men for leadership:, 

So that industry todn~% with the aid of private training or j, anization 
. , . . . . .  nt and eouiom~nt~ can do a great deal of and hart-time use of school n~ . 

its on-the-job trainin~o in the last -,mr~ in many cases~ we never used 
the plant facilities and ~,~,j~,~'~m~" ~,~+, of our ,oublmc-scn°°~" • " systOm~ ~.,.b!c~ ~ ,~ 
. ] ~-° . nrovided areas for on-th-',.-job training. Indeed, men. orientation; and all 
of those thin~s could . . . . .  ' ~ -  ~;~v~ o~en handled outside o£ the nlant b]; the simpl 
~se of our nub!ic-schocl ~ " "" ...... ,o'~_.~ have bee: , _~=cml~tm~s, A ~r . . . . .  t deal of time-" ~ l  ~ 

" t,~n~ industry imovrs the value of training~ t: ~ impor- 
- ~ ,  . . . . . .  - '  than ever before tance of selection~ ano. the importance of pl ..... ~n~ more 

During the last vrar; in connection ,~ith the TUI traininc program~ as 
I told you~ it was necessary to use considerable persuasion; even compu!- 
sion~ to get many of our contractors to nut into effect T',7i training pro- 
grams~ ];b, ny of the educational and training degartments in industry now 
are a holdover from. the last ".mr. If we w~re to run into a neriod of 
recession~ or depr~ssion~ or ~hatever you chocse to ~ull it~ i gr~atly 
fear thnt many of these traininj departr.ents will go by the board. 

There is still some antipathy on b~:~ hart of manazement to corn in ~me'-~7~r~_~ 
and totally embrace this matt,,~r of ~" " - In ~_ ~mnln s. aircraft plants ~ which 

an':], shinbui!dingj u~hich took 20 oercent took 24 .oorcent of our traincos~ . 
of our trainees in the last ~ar~ ol~cr~ are skeleton forces of tramned 
nerson~.el peop!ej vrith equip~.'~ent~ to exr, and very rapidly and -~and!e thomr 
on-the-job t~ainees. 

As I said to you earlier~ prior to ~.,.~. last war Very little~ relativcl 

has ~ ' oocn done in training. %7e v,~ero unprepared. But nov:.v.ith a large par 
of o-~e 15 billion dollar defense bu~s~ being spent for military, orders 

6 



to keep., {~,4ustr ~" in ,o-~eorrntiom ,;re a r m  bcttor - , -  - . . . .  < . . . .  . . . . . .  r)_, ~ D  . . . . . .  ,~. i.7or ?,lq u,,.~±"~'" . . . . .  ~ P - C " - '  

thc.n ever t~forc in tke history of our comntry. 

Now what can the Az~.,~cd Forces do at tltis time in connec~-~on vith +~"o .... 
p!acin C of defense orders to help keep our train'.ns ~uctivities in .~. ste te 

of F " ' P  . . . . .  d . . . . .  s? 

First: I think i b  can a s k  t h a t  procurement asencits rs~%uir:.' contractors 
who are fabricatin G war t'mteriei to s~-~o~ ~ a iis+ of s~Llis .~o.m;. r.~d to 
. c ,  - r . . . .  u]._ L . , - .  ~bricate a unit~ alon< :~th :j~e number of man-hours ~'i "~ ,')f each ski!!~ 
so that when we expand thos,~ orders we ~~ ...... ~ have some idea of '-~'~:~.., ioad~ 
bv~ skills. ~:heru" ' : ' r e  many new :oroduets bein~ manufccturcd--zu:hdod missiles 
a n d  o t h e r  t h i n s . s - - - w h i c h  m~-. no',.'; ce~l.= f o r '  m a n y  n o w  s k i l l s o  We p,,ed... .. b e  knov ;  

w h a t  t h a t  l o r d  vS_L.], be  s o  t ' .eo.t i t  c a n  b c  q ~ o i c k l y  p r o j e c t e d  a n d  t h e  a c t i v -  

i t i e s  of our trs.inin~ for those skills directed in '-',,, . ~ r , . . .  riuht chrnnols. 

Another thin S that c,r:n b, u asked is that visual aids bc nreoarcd by 
, , _  - ^ "  - ~ , c . . , c n _ n  . . ~  skills. t h e s e  c o n t r : c t o r s -  ~ s u a !  ~" ds  ~,;L, mch ;'.~'2.1 a s s i s t  i n  ~ ,~ ~ - t~ , ,~-c  

m . . . .  - ~ - - ~  ~n<,' t r a i n i n g  c u r - ~ i c u ] . a  labora- :h .... visual aids th:,~n can bc ] ~'"',~,~ with ~ 

Series. 

The contractors should also be asked to put _into effect an apprentice. 

trainin S prosramo There skculd be at l:;.~'.st five <F.Frcnbic:=s for each 
journo.~c.mn. That is a thins that has to be handled at the local level 
b.7 industry in cooperation rith the unions. 

Second~ the Office of i:~ducation con be instrwaonta! in sc,.-~in: S =~"+ 
' -  . . . .  ~ : ! o  . " " ' the ~z,_~qo s c h o o - s  o i l e r  ,.,or~< n ovr on t r a i n i n g  o f  s p u c i a !  s k i l l s  t h ~ . t  
~m_ma b e  n e e d e d .  -'r.~ shou-_d  ~ . o w  h e ' ;  :~,,~% so 'ms o f  t h o s e  s k i l l s  v, i l l  b e .  

• '~ c e r h . a i n  a m o u n t  o f  ~" ~ ' t r a i n i n r j  r<nd c , p~-o.~ m~ricu.l,&m should b. s s<;b uo so 

that we ~YLIi be prepared. 

.out ~" ~ ~" r ~-, ' " • IS " ..,os~ -m,.;or o, .n% is th..~ probicm of !c~.d.,rship traLnzns, must 
So on now because consir~erab!c t'.m~ is nec,ied to dove lop the :ri,ght sort 
0 . 9  . . . . . . . .  ~ "  

lo give you so.m,~ idc:~ of +}r.:. trend c.lon{ that lino~ ! she,sAd tell 
you that during the war years v:c~ who ~.re the largest private trainin~ 
or[anization for suger~,~sors J treincd about 30~000 supcr'~<sors and fore- 
men a year. Thos,< were not eui_ck trainin~ progrars. Those wore pro.grams 
where we took the fcroman's job and b..rok.c it do~;m into its various parts. 
Then we h, ad a series of conferences and an onen-confercnco discussion 
that went on over e, oorio,:i of about .~izht o r  nine months~ at a frequcn%v 

o f  a b o u t  a n  h o ~  r . nd  a h a l f  t o  t w o  h o ~ r s  a w e o i :  t r a i n i n g  t i m e .  

Nowj remember we w.,~rc training around 30~000. ,,:.re are now br'~p._m_mng 
60~000 to 75j000 in the Unib~,d States° Vie wore troinin~ about I~500 in 
Canada. '!e aru now t_=_nmn= about 6~000 in Canada° !!~e -wore tr,,m~ln~ 
about i~500 to 2~000 'in Englcnd; but rith no dollar shorta'le; we probably 
wov~[d be tr~J.r.ln£ ..... n o ~ u < , ~  o r  1 0 ~ 0 0 0 .  

? 



4- ~ ~ A ~- I estimate ~ha~ _n~us ~rv ~'z!L scend_ this year about iC~ million 
do!!~-rs in ~,-,- ~ tr~....~n~ foremen and supervisors. 

I thank ~.~ procurement a6encies should insist uoon leadership 
trainin C on the oart of all war contractors, if ::~e have learned an}7- 
thinz from o~a~. ~ ind',,~striai-re!ations exoerience, of tiue _as-~] " I0 years~ 
it is that there is no substitute for close personal contact bet~,~reen 
leaders and, the - ~  ~ - ~  ~o_,,~rs~ and that emp].oyers~ as such~ are a dying race. 
~.~p!overs and olant ovmers in the ',~ o~,~ days have been suo~-~lanted by a 
group c.f" workers (so-called management)~ which is nothing more than a 
• group of workers ','dth special prerogatives and special problems. 

This so-called management group and its leadership is bein S challen{ed 
today to develop greater effectiveness and to develop a working force of 
menand :.omen who believe in private enterprise~ who ,have a res~ect for 
prope~ty~ both public and p-~ivate$ who are wi!iin~j to give an honest day's 
-~,'ork for the wages they demand] who believe do~?a~ in their hearts in the 
democratic ¥,ray of life. One of the greatest problems we imp, re to,'.la '~ is 
that of worker attitude. It is; indeed; a very ruzged problem. 

I ]nov, ~ that you gentlemen brave heard many stories. ! ~a_nderstand 
~,.~ou have been in class since September; so b ~,~ the time .you leave here 
you sho:C.d have ~ very~, good fund of stories, ou~ ~ a foreman told me a 
story the other day,. -'ou, ..._..~-~=- -..~rant to hear. _.~w~ -~:as tr~in~_ to demonstrate 
the at~mtu~e of the oeop!e he ~'as .... ~. ..... a ;,~_-~.,u l said to ' ~ "~e ~;, 
_V guess .you're getting along ~.~ett~r.~_ . ;;ell." "No~ no~" he said~ "3~ou're 
misimpressed, V.~o,, .... 're ..~m_,p_-'o'~ ~.~s~d ~ ." l ~_~ to ~him, "~.at. do ovou mean 
by t.hat?" "L,~ell~"he said, ';i~ve _'~ot to tell ~"°~ a ]_z~±.~ storvo,, '?his 

-~ " . . . .  ~ : ' ~ . , e  "~,n~s-.,'ere t~.:;ins But as is about a ~amm -,~ that h~c.~ tv~-o boys. "~ ~o 
they grew up~ they v.,'ere quite oppoL-~ite. Cne fellow'; v.ms q~ite religious. 
He went to S~unday School all the ti:::e. The other feiio,~ ~.,~as a kind of 
devi!~ Ap,parentlv ~ he didn't amoLmt to much. Tb~t situation continued 
all thrc.u~h life. 

"Finally~ the mother died. The boy vTno :,,'as pretty much a man of 
the ~:or!d ~-~ent out to ma](3 }uis living, The religious boy sta]red at 
home ~.',dth b~Ls father• Finallyj there came the time v,hen the father 
died; early one morning. The religious boj <~-ent do:',,m to the ],Testern 
Union office to send his brother a telegram. He didn't kno':,- exactly 
-,.,-hat to saZro He thought for a lon S time~ then sent this message; ~Jesus 
]ms taken father.' 

"V.fe!l~ he ~;aited.al! day to hear from his brother° LTe didn't hear 
from him that as ,~ ~ He got ~ ~ bit v.rorried on the second day because he 
didn't know ~;~hat he ~;as going to doo Along about nine o'clock t}~t 
night he got a reply from his brother, it ~.:las a telegram ~.~hich read, 
'V~o is Jesus and ho~: much did he take him for?" 

.L oh~ ~ ¥~-e have in .our work- :,fel!~ ~hao is the sophisticated attitude ~ -~ 
:Llqo ..~ ing force today. They ' -" all the a'nswers. I say to these supervisors-- 

and we try to deve_l.op this theory~"You have technical and production 
problems~ but the ansv,'ers to most all of ,your problems are found ~W_thin 
your ovm croup• }..'fan:/ times those ans~.'~ers can be secured much quicker 
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out of the working areas than "~ -" ~nzej con ~ ~ ~ ~,~o,,. a drav.~ng board or from a 
staff of engineering~ experts, if you can get this croup to work as a 
team~ and if ,your h~aan relations is such that you get concerted effort 
and enthusiasm on the part of these ,rorkers~ you :',~I]_ have ever-increasing 
productivity." 

' ~ ~ra±n.~n:~. Let, Let us be specific about .'m.at i mean b,, "supervisory ~ ~" ~ ~ :: 
me relate it to our ~oroblem. V~re know that in the last war we ihad ab- 
senteeism5 we had tardiness; rre had spoilace~ we had turnover9 we had 
every, thin S that ~,o~ cotdd ~'~' . . . .  . . . . .  ,- .... o f .  But most of t h o s e  p r o b l e r , : s  cc, m~ 
a b o u t  t h r o u g h  p o o r  l e a d e r s h i p ,  i f  ,j'ott h a v e  a p r o d u c t i o n  cre . ' r  t h a t  i s  
s e t  un t o  ". .ork a s  a L~om)_ e a c h  ~a 2 '  - an d  y o u  h a v e  a b s e n t e e i s m ~  .,'o-... b r e a k  
up y o u r  p r o d u c t i o n  c r e w .  You h u r t  y o u r  n r o d u c t i o n  f o r  t h e  d a y .  The  
workers ]" a ~ -  kno,,c t h a t ~  t oo , ,  You sa2% " Y n a t  a r e  we g o i n g  t o  d e ?  }{o.: 
are "..-:e ~,cing to get him %0 come along? Are v;e z o i n E  to n e n a ! i z e  him?" 

You can say to a sroun of ~ " "All " " ,, ~ . ±oremen~ rmsnt~ ,:ou have 2C ..... c~nt 
absenteeism~ or !0 percent absenteeism. %%at percentage of the alosen- 
teeism do we have on the .-,-~ of '-'~ .... ~ ~ ~'.~ 
Every supervisor hqows that his superin-':endent~ his ..... ~'o .ro~ ,~,~ man,:'.!£er . is 
zoin Z to be on the spot if he isn't there~ so he makes it his job %o be 

there. The superintendent has set u.m a h'~,tan relations si-buation between 
~hims e if . . . .  ~mc his suoervisors that he can ,v.epenc. on. ~ .... . . , . ~ , ,  that supe~_sor 
ha s  n o t  s e t  u e  a r e l a t i o n s h i p  b e t w e e n  h i s  ~..:orkers a n d  ~~ . . . .  .~ . . . . . .  1 ~ .  He h a s  
n o t  i m p r e s s e d  t h e m  t : . i t h  t h e  i m p o r t a n c e  o f  t h e i r  b e i n g  t h e r e  on  t h e  j o b  
t h a t  d a y .  As a m a t t e r  o f  f a c t ~  if" a v r o r k e r  d o e s n ' t  l i k e  t h e  c u t  o f  t h e  
f o r e m a n  rs h a i r ~  o r  s c m e t h i n  S he may lm~ve s a i d  y e s t e r d a y ~  i t  i s  vetoer e a s y  
for him to decide not to come to v :o rk  today. 

Tard'.ness or absenteeism is a proble'~, that rests entirely v.~th the 
suoervisors, Uorks spoilage~ poor q',:.ality~ tool dar..age~ accidents~all 
those things are imder the control of %he supervisor. So he :~mst be 
trained he,, to cope :;,ith those prob!emsj how to wcrk ~,_ith his working 
force and develop them to the *~oint ~.'fnere they do assume an a~titude of 
responsibility. 

There are some other things that can be done to improve the situation. 
In the last war~ most of the prcduction from trade schools was mnused by 
-.-,~ar contractors, it ",.;as scraoged, it was not put in the regular char~e!s 

o f  . . . . .  . _ "'~ be orc<tucDlon Next time; T think ',~ho unions s l - o u ~  brought into the 
trade-sc?-ool pictm~e so that the trade schools ::;hich are teachin S skills 
can groduce actual ~2~,~t~ o that can he use,:l by ~ ' o n e  w a r  contractors. You 
can do a much better job if you are Ira!:,in~ a part to a tolerance required 
by the contractor. So ! s';.gs~'st that trade schoo!s~ in a sense~ be sub- 
contractors. 

The next time we are ~ ,-" i~ " ~--~ ~' ge~n~ to make more use Of our .~mdmc:,=,.p,=c 
workers. There is "~ ~reat deal of training 5oing on among the handi- 
capped ~,:,orkers. I t~hink in ~-am~,,,. . instances they-~-~7~ ...... be more dencndable 
"¢.~orko r s. 
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~, ,  t..e nub!ic relations program of ~he If I may s~o it; I think that '- 
Armed F o r c e s  i n  t ~ . :  . . . . . . .  l a s t  ~ . . . . .  w a s  s o r t  o f  ~ous,;~- ; i f  _, ~ m a y  u s e  -%h:-.' ~ : o r d .  

T a k e  my o-~m l i t t l e  t e r m  w i t h  a b o u t  2 ~ 0 0 0  p e o p t . e .  We h a d  t h e r e  a g l i d e r  

~ ~ ~ o u  if plant in which there were 3~C00 employees. I don '~ n,:ed to t~_.~ 
you have a plant in which there are 3~000 employees located in ,.u to~.m of 
2~500 peoo!e (and. they get some of those from some of the neighboring 
villagos,'~ there are no secrets• All ~" ~ ~i,~, great hush-hush business is of 
no avail. Yet the secrets =,:ere .~ithheid~ more or less~ from the eor.m:unit,j 
leaders who could have con ..... ,ut~,d a ~remeuc.ous amo~mt to the success of 
the transfer ef workers from nonessential to essential industriss~ who 
co~zld have done a great dee! to reduce turnov~r if the -\rmed Forces in 
the smaller communities ",;o~.£d have let them in on some of their secrets. 

Inasmuch as we are coin~ to disperse our .... ,n~m,~ct._in s flcilities 
" ~ ...... and time ~.,~m~ wc arc going to :find ourse£vcs o r e s , c o n  n o w  t h e  we n , J e d  *,~o, 

i n  a l o t  o f  s m a l l  to<<~s a n d  c o m m u n i t i e s .  1£ we h a v e  a p u b l i c - r e l a t i o n s  
" ~ - t.m,, makes the community loaders a pert of our .... ~ oth,~ prosr..,m '~" ' " u.~:,m--_n .... 

wcrds~ if we could say~ ":Vo }:ant the ........ be a ~ • ~,o~:,~,-,rs to mart of our team 
we . , ~ . n t  %he c o m m u n i t y  l e a d e r s  t o  b e  a p a r t  of_ o ~ r  t e a m : ' ~  i f  %hey c o u l d  
know ~ -1 -'. ~ ,- " '~ ~;qOt:; s o m ~ t n . ~ n  s o f  o u r  .nrob].emS_ . and.  o b j e c t i v e s -  7.- %hev. cou]_~ ' " t h e  

n ~ m b o r  o f  w o r k e r s  ~:e n e e d - - i t  v . ' o t d . : : !  s o f t e n  t h e  i m p a c t  : r i b b i n  t h ' : t t  n r e a ~  

~..u least~ of the transf~r o_f ~.orxers from nonessential to-essentmal 
industries° There was a .lot of sniping on that nroblem in the last ',~mr. 
It -,-,',us difficult to got ,oe°i)le. . You ..... ,,,~i~ through, this nublic-relations. 

~+'~ the ,~ ._ ,_ .n , .~ . , .~  o prosr~am~ s . . . . . .  i m p ? . c t  o f  t h e  ~ ~  ~ - , ~  

Now there is one other nrobi,<:m '~.,.,,~ com~s" ~ ~ about in comnection :~th 
the ex~,ansion of a -;;orleans force, if we are goins to invo!ve~ say~ 20 
million workers in this :n'~o~r'_ o---- (which cotfLd l~ .... ,, nossibilitv)~. ~ -,to will 
need .?. million supcr\dsOrs; or somcvrhore near th:',t nmmb~r. 

}lore iT:Tortant ~ we need about a million instructor teachers, To 
expand a working force, the sunorvisor needs a job instructor because 
hi{jh t'~movor is one of his great problc'.<s. A man cannot b-c teaching~ 
manufacturing~ and ~:~Iv~.-~___.~ his tcchnic:~.! .:0rob]-cms in a shoo vrhe, re he 
has 25 or 40 people worlcing. So he p.ust train instructor teachers. 

They nroablv '.,,ill have to bo upgraded out of the working force, but 
t h e y  " ~ 1 1  c a r ~ r  t h e  ~' • . . . . . . . .  ..... ~ on-~me-oO~, training load for un,: sunorwisor. Let 

us say the supervisor is goini] to be the quarterback° V[ell~ he must- 
have a center to ~uss the ball. So we are soing to need these old job 
instructors. They must bc upgraded Th,,," are .... • .~,. ~:~c ones who should also 
now be ~am=izar.,.zed" : ~,ith ~one needed skills v;e are so_no ~ ~ ~ to recvire_ to 
meet this situation. 

Thank you very much° 

COLONEL C~RE~: ~o Croft is ready for your ouestions. 

!0 



- f  " ~ Z  ''~ 

QL'ESTIO[,,:,,': K r .  Croft~ I am going to air a little personal Zu~udse 
here that i have been hcldin[ for a long time. At a tender ass I was~ 
azainst my v,~-!~ exposed to n-tumorous courses in musical appreciation. 
At the age of 13~ i spent 150 hom~s in a co~,~se in which ! learned how 
to dissect an earthworm. The local caroenter since r~,sn't big enough 
for all the boys be have manual training. 

Do you believe that this basic ~_crob]__~m.. or_ a shortage of tecimical 
workers would be helped by greater concentration upon handicrafts or 
manual arts in our primary schools and less concentration on the cu/tural 
education? 

HR. CROFT: i believe--and you are right--that there should be a 
.L ~ ~ " better understanding on the par~ of our eaucatmona! institutions of the 

need for skills in industry, i think industry is as much to blame for 
that as our scholastic croup. Let me 8%ve you that problem quickly. 
About 50 percent of the tax money in a small commmnity is s,~ent for 
schools. About 50 percent of the ta~pa?-ers are the industries. Put 
industry today doesn't do v e r - :  much ' * . a oou ~ acquainting primary s cnc ols 
even~ with its need for ~'".~" ~- and trades ~ "" "~'" o~ . . . . . .  ~.o . _~ ~n~=,:~ we can he] .~  this 

apprentice p r o b l e m  tremendously b~r deve!o-pin~ more p~,'eliminary skills 
and handicrafts in the schools. 

I am the director o!7 a foundry and i ",rant to -bell you ris]:.t novr it 
is a pretty touzh proposition to get apprentices in ou~' fo<~ndry. A 
foundry is a pretty- dirty place to vrork. A lot of kids don't _like to 
work with hot metals. Industry has the job of ma!dng these trades 
glamorous and interesting to the boys iu these trades. I think one of 
our problems there is that in our co!ieses we are making a lot of ~)oor 
electrical ensineers out o::? fe!iOVrS who might be pretty fine electricians. 
i don~t l~no-,:r Wether that answers your problem~ or not,. That is one of 
the problems. Along with t,,a~ we need to do greater screenirtgf at the 
college level. We are making a lot of maybe surgeons out of fel!m, rs 
who should be carpenters, i don't k'mow, 

Q~oTIO~: Sirj ~ou mentioned the orobier, of ,'~or v~ attitude. 
Don't ~ ~ .,,o .... .l.n~ atti- ~,.u~ labor ~-ions really have more control over the -" ~-" ~" 
tude than any other asency? !f so~ doesn't -,~hat make quite a problem 
for the labor tuuions to change that attitude? 

[,~o CROFT" it does o Let me answer th,'_~t this way. You must ~mder- 
stand--and most people in industry don't yet ~mderstm~.d it--that a tmion 
is a body politic,, Every business mana,zer in the labor union is rm~ning 
for office eve~ year. Ln so doins: he makes his campaign premises not 
from street corners or from rostr~ms~ ;~-t by making e~<~e~a~,,d claims 
in the plants. Unfortunately~ the rrorker's thinking about the union 
!eaderTs attitude is somewhat different from what it is to'.rar,.ffs the 
average statement of a molitica! leader° LIost everybody ;mows tLat 
either oo!itica! party has a F,!atform~ but I think many of the voters 
don tt e}~ect them to stick too closely to their ~latform. But our 

i! 
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problem right now ~ith the worker is that be believes every statement 
made by this mnion leader, if the m~ion leader~ for instance~ says a 
comr~n~ is m ~ " ~" ~ ~ "' "~" " ..,~.~o_n b too much . : ~ o n e ~  the .~'orker b~l ~ eves z~ relmsmo~as±~ .~. 
That is :~hat he wants to believe. 

Now I am talking about the "~nion leaders dov~ at the local level. 
i am not talking about the national leaders, i think the national 
leaders~ as a ~::ho!e are cognizant of the problem :¢e have. But the 
local leader does have a great deal to de ~,~th these attitudes. 

But, gentlemen~ we must rerember this: ~'re~, saz," that labor ~:'-~ ;ranage- 
ment is a team° Actually,, t'n~v..~ aren's a team. Thez ~ "nave onl',,'~ one co~mr~on 
interest and that is to preserve the enterprise they are in. But there 
t]n~ . . . .  interest stoos. Th ~-~ have opnosite, interests Ln the di.vision of the 
dollar income. Labor ~:ants ~ ~ -: ~ a ....... can get; management ":ants all it can 
get~ and the noor o ~ockno_~,~.~r gets ~;hat is left. So how in the ~orld can 
their interests be common? They are really opposed. Labor a!wa]rs vcants 
more and mo;'e, i~ the sh,mffle~ somebody gets the ~' " "~- ±ee±i~..~ that management 
gets all the money and the unions get nothing. 

But there isn't yet an attitude or a spirit. Tna~ has to come~ it 
has to come very soon ~:ith "'" . t:,zs clamorin~ for reduced ~rices~and it 
-~- becor~in~ very evident ~ "+ ~ ~ ~-~ ~ everyone "'ants goods at less cos ~ labor 
~ants higher wades--it ~,~II be necessary to have greater productivity. 
The ~nion leaders are going to face that problem pretty q~ick!y, i~re 
have to have team spirib~ V.re must produce rore o Other~.~se~ the v~o!e 
th~ug is going to fall dovm on om o ears. 

Does that ans~er your question? 

QUESTZO~[~: i was thinking particularly in time of t~mr or an emer- 
gency whether the labor unions co~!d improve +'o~..~ attitude of the workers. 

~dl£. CPoOFT: In time of ~',mr the labor leaders can ~o a great deal. 
If the ,Lrmed Forces have a public-relations program that ~_i! bring into 
the oicture the labor leaders at the local level~ they can do a great 
deal. !% doesn't do any good to go to Bill Green~ Phil i'[urras~ er some- 
bod~r else like that. But i ff the labor leaders at the local level can 
be brought in t:ith yo,~ commmuity leaders--and when ! say "community 
leaders~" i mean labor leaders~ doctors~ la~.,,Ters ~ preachers; and teachers- 
to hel~ build up morale~ and they kno~r ~hat mn!ess they do something 
~,~rorth-whi!e they will find themselves on the cemm~.ity hot seat~ you ~.~_I! 
g e t  ~o...~~-"~,'~.~_~,~ o u t  o f  - 'hem. 

Q~oilO~,~R" ~ettzn C c, ov:~ -~o ~, specmilc ,~omnt~ tak~ ~h~ matter of 
" ~ r n  ~ r .  ~ , "  "n ~ ~ ~ - ' - "  r .  ~ o ~ " ~ r  , 4 ~ - ~  ~, ~ ~" "' l abs~r, . tee~. . .~t  , ,~ lc ._  ~o'.a ,,~n~.L~ne~,. C o ~ l a  ~.o.,~. b r i n g  ~ h ~  c.o,m ~o she _oca_ 

lev~l ~,nd m~ke mt ~h~ res~,~n . . . .  c._~i% o~ ~ L,b~_ union ,,o ~ee tn~,t ~he 
_ ,~eop_e  d o n  N h a v ~  a ~_mgh ~ . . . . .  ] . . . .  b o ~ n t ~ e _ s m .  ~.n~ l ~ b o r  u n ~ e n ~  .... ~ c h  

is representative of t~ peoole v:orking in the n]_ant~ is resnonsib!e for 
performing the right kind of job~ isn't it? 
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~'.,.,. C~O;'T "~. ~ . To some e,,t,e~,~. I don't believe it can influence absen- 
t~mom.~" ~ ~ don't think it u,ants to get dm.,nu that far into the problem. 

There are man F thincs that industry can do to influence the situation. 
I think we are learning some tricks nm~, Let me tel! you about one. Ze 
]-.,ave a cotton mill doum south. A cotton mill is a pretty dirty place in 
~:.'hich to ~-rork. Absenteeism is high. So we devised the scheme of giving 
the workers in that cotton mill .free health insurance (Blue Cross), The 
~,,m~/ they work it is this: If a worker b~.s no r;ore than one unexcused 
absence in the month of January~ the co]::i~uny pays ,his insurance :~or 
February. And so it goes all through the year. He e a r n s  it h,y bein C 
there on the job. 

An excused absence is one in rfnich t h e  man is sic!: and t h e  doctor, 
or soreone~ gives him an excuse. He is allowed one absence without an 
excuse, 

I think you are tbinl<ing w e  m.ight exert comp~Ision or pressure j 
I don't think so. ! think this is all a problem of self-interest. It 
is a part of "~n~ leader's prob!em~ en!istinz the vo!,mntarv_ aid of the 
labor ~nions and <u%ting a mm,~..~ nressure on the people to talce the 
responsibility, i think +,he labor leader's greatest influence, ~ is in 
convincing_ the workers t i ~ , t  +.'~:,~'~,,,,~ can earn more for doing less., if I 

. . . . . . . . . .  cori<~ we,told like to oe±~eve. may say it Any ~,:rny~ that is blue t,~-~n, l the ..... ~ ~" 

Q TT~'T'T,~;T. h.'.~ro , ~I your system of training~ • ~ . . . . . . .  . ~ , ~  i . . . . . . .  two ouestions~ sir: 
can Vouj within certain limitations= train anyone to be a supervisor~ 
or must they first possess certaln au_.._n~t= leadership qualitias- 

The other ques~mon ms~ TFnat ms your attitude towar~s t.~e so-called 
r , : m l t  v e e .  L a b o r - ; ; a n a s e m e n t  ~ o  o " ~ 

},~. CROFT: Your first question is; Are leaders born or are they made? 

%%11= i think we have tests for leadership. They ~ust~ of course~ 
have certain inherent qualities, For instance~ a pianist~ it- order to 
be a successful Loianist~ must have the right hands, To be a successfv& 
surgeon you must have the right hands. 

I t~k that if they can pass certain tests for leadership; wkich 
are very simple ones~ we can do something ~,~th them. Tb.e nest "m',sic 
test for ieadershi> is~ Do you like people? You woul6 be amazed how 
many leaders there are whc don:t like people. That is the most basic 
thing, if a man doesn't like people J if he isn't interested in peoplej 
he never will %e a good leader. 

Then~ you seej the sit~,tion in foremanship and leadership is bb~s: 
Lady,try has followed a pretty general practice for years. -fou have a 
department here. ~ .:']aybe it is a roilin~ mill, or maybe they ~.re fabri- 
c~'~mn~" something. The foreman diesj or he moves to Califo~ma:La: or some- 
thing else happens. The?/ go dm,m into the department and look the 
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fellows over Ine. sa,j~ "The:~e's Joe me's one of the best u~or:srs re 
have° He knows how to do this job. He sets alon{ pretty well with the 
boys. ,?e'!! make Joe the foreman." 

So Joe goes home ~ -~ n=g~!o and hangs uo his coat• I_e has boon just 
a worker for years and he has the" worker's attitude. Tomorrou ~ morning 

. .  OU~L  he puts on the same coat~ "'' insbead of be:ng a worker he zs o, boss. 
, n . . . . .  l -~ q e  ' - ' - "  "~ He has  h a £  no  _,e~d . . . . .  ~ p  t r a i n i n g °  . has  ~n~ w o r k e r ' s  a t t i t u d e  t o r m r d  

oossss~  w h i c h  he has  t o  o v e r c o m e  We i s  o u r  s r  . . . .  . ~o t  p r o b l e r :  i n  ~he 
I ..... c .... h_~ group beca~s,,, ~ it takes us a year before ~",~ chs, nc, e his .... "~-~ 
before w e  get him to see . . . . .  _ . .  ~ .  m a n a g e m e n t  s i d e  o f  t h e  n i c t u i ~ e  • b ~ f o r e  w e  

can be~(in to make "<hat i would ca]_± a good iJ..a~.~ out of -" " 

But we can train him on certain basic leadership qualifications. 
Th~-~-~ ~ are leadershi~ ~-" ~ ~o s_~ that you learn just the same as ~'ou icar~. 
am, other skill. You learn them ...... v . . . .  wm~:~ var2~ng degrees of success• =ou 

~- -'- .her~ are six or sev.sn of o,:~m,o You learn ce_t~m,, basic quaim,~mes. ~ .... 
must be honest You must bc fair° "'ou.L must ~'-.~o, courteous :'v.~-~v one 
of these things are the very sir.ple, eb'~_ous things that D~,lo Carnegie 

and other people have gone all over the country for 20 years talking 
about° ~ f- * so ootnc_ about learnin¢ ~_c~ they are simple nobod,j wants to .... ,-~ 
them. But +J-,_ose are the h~sic qual=o_es ant< the most important ones. 

People like to be complimented on the things they do. People like 
to know you have interest projected beyond their imr~.ediate work-shoo 
~rob_e,::s• You see~ r.-~ost of ti~c, lea:!ers don't realize the wor:<ers -~,?.ve 
problems• A worker is doing a repetitive job. I b is sitting there at 
the drill press or lathe and operating that same tool every d~-~y. Fe has 
an a:,'f~ lot of time to think about rluat the leader said to ~him yesterday. 
_:ie kceos, turning it over in }-_,is ~.~bno". 

Gent!emenj it is the little things that are important. I don't have 
to tell .you how important the little things are in loaders]nip. Those of 
you -,;he are married ]mow you c~,n do almost ~:,nyt!~ing in the world° You 
can flirt ~.ith another womanj or do anythin C else; but forget your vfLfe's 
n.nnivorsary and "jou v,i!i be in the doghouse. 

Now we had a problem in connection ...... ~n~ -~" ~ .-,T ........ , 
it al±" stems from this ,orobiem of ~mnic.n a-<itation._ m,.~n.~ ~ :first imoression 

the workers ~ ~ ~ "" ........ ~ ..... ,~aa of the L~oor-."~-~=dboment Co..~:~ittee was tb~t they ,v ,~'~ going 
to manage :~ne" ~,~-~=~o~ thev . . . . . .  "<r.sre going to 'out in a :rous o£ ..oeo~0!e and 
they were goin 6 to participate Ln the nan:gemont of the bus~ess. 

:?ellj it tool( a little bit of ~'-'-" ~z..,~u~mn~ and sor'.e mnnint~ation to 
restrict the acti~d_ties to -.?.£thin certain areas, m Vorkersl ere,?.s" were 
set up which helped considorabliro .it gave the worker the fce.!in~ th:tt 
he hmi a participation in this whole job° It provided ~., further griev- 
ance outlet. ,2enerallv~ I wo~,zld ~,<~,,~ that they, did., a ver) ~ ~_~.~-o+~, ~ deal of 

• % .qon !ro'l m~.,_± do a lot of Food~ too~ orov~Aca r' good. Next f-me they "-'~- 
. .  • n 

oo~t to form these committcesj you set up the are.us in ,n_cn they ,~L±I 
ftmction. 
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tn-n-[ be the effect of " " " -~" of 
foremen and supervisors on ti~eir cap~;bm.~m~m~s to do the job as you have 
outline4 it here? 

..~. CROFT: ! don't think you will ever unionize foremen and s\oer- 
visors on a large scale, i am tal~ng now about the production jobs. 
The Foreman's Association of America v:as organized early in the ~,ar by 
a croup of foremen from the •Ford ibtor Company. 2-.,en they first got t!:e 
idea~ they went to the CiO v:ith it. The CIO looked it over and; for some 
reason not knovm to me~ decided they vfo~dn~t have anything to do -,d.th it. 

! think a t  the peak of their activities they had shout 40:.000 members. 
i:bst of those members ~';ere in the production plants--Ford~ Packard~ and 
places where the foremen for years :cad had very little participation in 
manage'uent activities. There were some other plants that had a FozP.an's 
Union. i once went to such a croup of foremen, and after a couple of 
beers together, I said~ "Tell me v~°hy you joined the Foreman's ~ion." 
"!~Ie!'_..;" they said; "since v~:e have bean getting bonuses on a to~r:a~:~e 
basis, we never could find anyone around here who cou!6 tell us how 
they computed the tbJ.ngo ,".re dichn't kno-,: whether we ~:~ere ,getting a 
square deal or net. So we thought v~-e would join the l~ion." 

Now there is a orob!em which so many of our people don't realize 
exists~ and that is that leaders have grievances° There ".-,.-as no ~rievance 
outlet, i think the Foreman's Union has been an expression of the fact 
that there is no grievance outlet for leaders. ! think foremen in a]znost 
all cases feel they are definitely part of manasement -,:hen they decide to 
take tFeir job and m~.ke up their ~uds they have moved out of the ~,;or'cing 
level. 

l don~t think ~,re need be fearj ever.~ about the morale of c~om foremen 
group 

Qb~STiON: I have a very.simple question~ ~{r. Croft. '.::~:ere are v~-e 
to get the trainees and -~vho is going to pay for their training? Fer 
example~ the aircraft industryj which emnloys, very nearly three m_m±_~on"~ 
men~ is do~,:,n to under a half .... ~ -" ml~±mo~. ±ne ~:;orkers in these -industrial 

+ ~en~ers are migratory~ or bro'~ght in from other places, hbrr the state 
or locality~ is certainly not going to ..~: for the training of c~_tizens 
from other states. You do not have in the industrial areas a sufficient 
reserve to train. 17e mus~ train peop__~ ~rom oLher ~oc~.l_t~o, So v:ho is 
goin~ to pay for it? And how are you going to get them to come in ~rhen 
there are no jobs for them? 

el- y o u  spent >~. CROFT: First of all: I think I should ~ ~ ~ thai :,<e 
about 376 million dollars in training v:orkers in the last ~:rar,, It costs 
betv, reen (>45 and ~55 for each trainee. 

I think that in the next war~ or the next emergency: the ~Jove_nmen% 
through the Office of Educaticn~ "~,dli have to train the migra-~ory ".';orkers 
~:fhere they are and then transport them° But I think, als% that contracts 
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that are le.~ in time of emergency should c?.rry "+~ the,- -'- : ' .e ~,:" . . . . .  :.. c e r - b a i n  

appropriation for training in the skills. 

As I said to you ear!ie:.'; if we are ~joing to expand this t:~inz~ ~:e 
need to have a bill of partic~S_ars insofar as i;~ relates to skills° ,[e 
need to have an appr6pr[ation to ~o t~mt +mainin ~. Industr2r has to consid 
that as a se!'mrabe o.urt of its fmuction. 

Now i do think this: To assist in the transition .from nonessentials 
to essentials~ ma2rbe in the next emergenc~ ~ we will make so-ca3£.ed tra:b:in~ 
c o n t r : ' . c t s  : . : i t h  t h e  n o n e s s e n t i a l  " "" ~ ~ ' " ~ -  .~ z n ~ u s  ~ ~ ..... t o  r e t r a i n  t b  "~ p e r s o n n e l  ~ . : h ' . c h  

the:" are 8oin~ -to be separated from in the skills they are ~oing to be 
req:.@red to possess where they go. P, ut i don't think there is an answer 
to this oarticu!ar problem except a Feder,'£ appropriation to the States 
based on an estimate of those available. 

Remember that ,::e have a different problem° 7e do, not have IO million 
a o c d ] , , ~  a,?@ not ~ " ~ ~qemplo?;,ed~ 2~,d . . . . . .  "t is so.fe to ~,~ we - so_n~ to na,,e tha~ manvo 

This shift is 6oing to take olace within industry. %:re are not [3sins out 
to ~et a group of workers vfno are On some make~:ork job. '.;s are goins to 
tr, ke all of tl~ese people out o f  indus+,ry~ out of :]istribution and market- 
in S . ~:p.ny of them l~ave skills :.hich we need and they will require very 

little refresher trainings. 

think the .... ~ ans:;er to -that problem ms %0 set up t~a._**_n= c3ntors 
in <d~ich we tra-zm. ]7or ski!.!s o.nr~ then shift thor.:, 

It is very interesting to note~ howewsr~ that as a resuAt cf the 
trc::endeus n~mber of workers :.re brou.ght~ for instance~ to t.he Pacific 
Coast area~ larze numbers of the~" are movin6 there rapidly. If there 
ms_ bc..~moo, of uncmplo:.~nont~, you wi.ll have i~.~ ~ n~mr]bers t o  d:,3aw from 
there and in the Nidd!e %'~%stern States~ or in. the states west o:f the 
}.:ississippi River where~ in the Air }'orcc; you will prcbab!y caz'ry on 
a great sha~ of y e u ~  prcdactive activity. 

it doesn't answer y o u r  question~ ! k n o w ~  but it is as near to it 
a s  i c:-,n c o m e .  

. t .  " . OT~I~TTP,7,,~:£rP. Th:<, ~ answG3?~ [[ ~,.~h~±~ so 2P, rys ~'-~, an~:l.e ~ u £ 2 ~ - - - ~ .  : . . . . .  ~ , o  • m - ~ : ' . , ~  N l o F i e ]  f f  ; ~ - .  1 S  

...... c):..e from 2cc.eral f'&nds. concorned~ ms t..au it ":~ 3~. have to { "', 

-~%. ~-~o:'~"r ...... l : Th.a  t ' s r i g h t .  

~ . , ~ j : _ , _ ~ . . J ~ -  B u t  T_ s t i l l  d o n r t  ] .~ov f  , : . -here y o u  a ~ e  go3_ng t o  g o t  t h e  

c e o ~ . i e  t o  t r a i n ~  e x c e o t  ~ . . . .  . . . .  ~..a ~ y o u  :,.".13_ .'m.A, t o  c a r r y  o n  a - r a i n i n g  p r o g r a m  

~ft~r tPo emergency occurs There vrinl %0 no .... ~r~_nln~ 

:F£. CROFT: There can't be becsusc you are going to take them out 
of t.he nonessential industries in areas ~::here there are .a ~ ..... ~ n:~nber 

o f  t h o s e . - "  ~ " ~ " ~ .  ' " • . . . . .  ~no.~s~m.~o ~/ou arc going to~axe t ~ out of trr..des~ servioes~ 

and distribution~ too° 

n_O 
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QI~STiON: I -vo~_d like to l-mow~ ].b. Croft~ have t t - e y  developed 
aotitude tests :,.hereby it can be determined ..,.'hether a man shou].d be 
trained at a!!] to -,.-.hat degree he mi~ht be trained~ T.hethcr as .a journoy- 

rr.an; a leade~.~mn~ or~ say~ ~:n .... ~n~.n~er~{ -, and. on into scientific training] 
and whether they could be "~sed in mass application. 

:.~ CIOFT~ -m the last ~;lr we used in some of ~~ . . . . . .  n,, aircraft olants 
m ~ m . - , ~ a d s : r o r t h  t~st. : " : . e n  -,.'re u s e &  . ; . , . , n ,  s u c h  p s y c h o i o g i c a l  t e s t s  a s  t h e  -" . "  '~  "-" " ~"~ y 

~o,s as to skml!s. There~ of ceurse~ "~~ thousands of ~ .... ~ " 
ther.~ are not ver~. - valid. But 7[ do think all of o'~ exocrience in test- 

_. . ~r~.t ~Ji].]. make us at least 20 ~ercent more -uS has develo,oed a pattern ~ " ~  

efficient in selection and .o]..~<csr:-ent than we rcere ~foreo 

Now we should apply mass testing. There is no question about it. 
I think that the Armed ServiCes are also cognizant of that fact bec:~use 

tbe]~ are be6inning to realize that their placement progre,.ms :,ln:'e a little 
bib off and that they wasted a great many skills. They themselves are 
deve!opir'g for the enlisted r~ersor~ael a better p].an of plo.cemer:t an,'.i 
selection. 

But ! would say that there are tests that will at 2east d..~te~,r..ine 
a trainee's aptitude for a s-.til].o ~.'lhat .his success "mill be in tu,_u skill 
denends a 8~ ~<~ deal on the sort of t.~'~',_._n].n8~ he receives. 

QL~TION: isn't it going to be necessary to nut on sons ~'.)o.~~ cf 
campai[n to change the national thinking in order to get ,oeo<P'.. ~ to .~ntcr 
apprenticeships in the skilled trades inst.ord of -tr~rin6 to get white- 
collar jobs? Perhaps we T,i]_! h0.ve to raise the a~o limit for 2pprentice- 
ship training. 

}.~. CROFT: ]Fnen ]rou talk about this appren-ticeship; it is a thing 
! am in contact v.~th to some extent but not very close to because i am 
more concerned vrit!,, load,srshin. But 7 " ~-~_ n~ investigate.! it ,~-'- some 

Icngt-~ because it is a -oroblen thc.~ comes o~:-. to leadership. 

Everybody vzants a whit,s-collar job. As I " ~ 3aot mentioned be yeuj 
that is a tremendous oroblcm in the fo~.,drv tcd.?y. No one :.rants to do 
dirt 7- .vor!-:. ,;e ,~..,< got to glamorize t ~.~ - -~ from .... craftsr.anship th.~:~ comes 

. , ~,ll~,v ...... did that + ....... th.Tt dmm ~ little bit a j o u r n e ~ , ~ . a n  T h e  th in~ : : "  ~ ~ -  , . . . . . . . . . . .  

w a s  i n  t b c  l a s t  e m e r g e n c , 7 . ~  w e  b r o k e  t h e  s k i l l s  d o ? : n  s o  : P u c h  t h , l t  h : : . i f  t h e  

e e o o l e ,  , w h o  w o r k e d  o n  a ,omec,," n e v e r  !.:ner~ . , i z a t  t h e  ~ o m p ± U  ~ " .... o e ~  p a r t  l o o k e d  

l i k e .  

:fle v,ill have to [lamoriz s th~ skills, in our coil.egos s.r.d tuniversi- 
ties there are fellows TrhO should be ab!,s journ<~.en end mcchanics~ veho 

~.!ly O.[!!"n j;~st &8 Tluoh ~l t!-.oir i ...... 2x¢ life as a om=:l~d jo~.mrm:..2.~an as a 
very- poor engin..;or} i think we 2,iI! have to glamorize th,~ trade. We may 
have %o change th~ ago limits. 1<o T,:ill have to soften the u_~.ionts think- 
inz about the percentage of apprentices ',¢c should have,, 

1 7  

"~ ~ 'i i-~ ~ ({"::!'2 ~"U -~ T t~ '. "~"~;,. ~- .- -71, -,. : T["...'. ~ 



- ;  , , . ' ,  " < _ -  • t _ . 

j ~,.~. ~' ~;~ .i~ 

But I think there is bne tb.in~ yOU forget about in a!l this] that. 

is~ _.."-~ prior .v ~:-"....,_ s i:.~migration suoolied....,~ tre::-cndous number o±~ Old '~.fo','Id 
sl-:i].led~ vcrv~ fine craftsmen. They. h':'.ve been shut off~ to ~.~. ~ ........ ~e ~.~.,~,:t+~'~ 
thus ~ .... h a v e  depended upon our modez~ -- ~-- ~,~ho~.-" ~m . • - :.:,.c,,znes and our ............ ,_~:,. to per- 
foe:: :mTnv o.f the so-ca!led ':han:i jobs :' But ~:ou can help ~'~ -'~- . • ~:]-S S_ buat'.oYl 

t r e r . : e n d o u s ] . v  b' .  . . . .  c l " ~-" ' j  +}~,~ _ _  ~ =~ .uz._ ~,~ -bhnt ..... contractors do arrange at a loc.'.',.l Icve[ 
for :,.pprentices. 

QT -I'.e'~T.U._,o~_ON : In connuction v,dth the training of s~-me:~risors~ . . . . . . . .  ooon ~.qc 
Am<, ~ a n d  tn .u  A i r  F o r c e  r t t n  ..:,~,.n~.~,_,,~.~",'n~'- c o ~ r s e s .  3~.{t  i n  ÷~"~,.:~ . o r ° c o g s  o f  p r c -  
"no ti o n  ~ . . . .  . i  ~ ~ .~  " ' " . u n u .  h a y :  ~,. t o  s t a = r  i n  ~oi'-,e sar~.~ j o b  f o r  a ± o n g  -omme - ; . ~ a t  c a n  :~'c 

dc~ ""ft.:)r .re run uhuoe cova's~,s i'm trainin6 supervisors ant ,~ un~,:: up; 

to ].:.ee; 2 t}~sm sat-.sfied in their job before they So uf to the ne:.:t level? 
.... • "~°e 'sn that much .--- '- -;n ..... ~.,m..ms=~n in ~)eacet{r:e Probably in votlr ~Ia'nt you 

mc C - .  h a v e  f o r e m e n  *,::he h a r t :  b , . , ,en f o r e m e n  ~.o_ ~ *" lp~ o r  2 0  ~r ,~- :~s  i--o-. ~ c a n  = ' o u  

k e e o  ~-'~- " ,~ "o.r~.,,~ o:~e~e i s  a n  o p e n i n g ?  ~:,<~ t r a z n e e s  s~_tz . . . . . . . .  m ~ t i !  . . . . . . . .  

!.i',{. C]£OFT : i(ou arc -'-,~7o~_~._..~!,-inr... a b o u t  trainees for t ~--,..~ foreran's job; or 

* " "  job. :d'o have been trained .for !eadorshi~ and arc on ~.,~ 

. . . . . . . . . . . . .  , , ~ :  T r a z n z n 5  them f o r  t h u  nc'=b . . . .  l e v e l  o f  7 ..... ~ . . . . . . .  d-,-s~,-i,n: o r  s u p e r -  
-T.]_sorv ~ z- - i  ~OS~ ~_O~. • 

• [JS4. CI~OFT: ",;~c arL-., doing now ve.ry little prctrainin~ of foremen and 
super-~%sors, i~ost of th- training 7~.c at,- doing now is for foremen and 
supervisors '.the are on t}:c job~ FTctr~.inin S of foremen and s.~r'er-~_sors 

f o r  t h o s e  j o b s  shot~i .d  r,~.. ' , . i ly b.s u ~ d e r ~ a k . s - n  o n l y  a~.~Ton~ t h e s e  f e i l o . ; s  v;ho 
Ltre now actin~ as  ~.ssistunt f o r c . t t ~ n ]  men  r ,ho  hart: :t reasonable sense of 
promotion. 

I think many people think lcad<.~rshi~o training is a sort of v£gue 
thing~ like ~';o had ",.~ith Tkrl~ in which you give three !0-ho~ar programs 
and then a man is always a leader• It isn't true. Leadershio %rainin[ 
is a constant process because of tec'mica]_ advances; sociolocical changes ~ 
Federal labor restrictions and labor !av:s. You have to ke,'-<~ on r.,-'._th tb#s 
trainin S continuously. 

~ -~ ~ love 7 vl~u oos~ibilitv It is s-lj.d that ~..q'~en you g~t to on.- ~o~.~m~n ~ _ 

of far-bh.sr advancement is limited, sut that is not true ~h~ ~'~~,~,~+. 
n e e d  ~.~re n a v e  bos~.sy i s  :Co:.:" ~,.~z .... . ,d  p e o p l e  i n  the h i g h e r  e c h e l o n s  o f  

~" call ~ . , c , . " ] _ < , ~ . . . . , r : : ~ , . . . l i l t  ' "~ . . . . . .  - ~ 7 ~  : ~ r , ' ~ r , ' :  , 7 , , ~ - "  - -- -'- ~ ±~ . . . .  '.~ ~ . . . . .  0.~ o . . . . . .  ~ , , . . . , l o n ~  -,oo.~,=," o h , ?  ~ ,?.~',~ -:r]m~ + ~ ' fo  " ~ D o r s  o r l -  

' :  ~ -un l~ouz , l ' "  ~- . i , -  ' b  oo ' . , - . -b3 lq : [_os  ,q 'P . ,  s ] > o n d ' L r ~  ~ -  I n L l c h  f . s  " ~ ' ~  nel _finders ; . . . . . . . . . . . . . .  5~O~ to 
find a man to rill ,~ :'],li~COO jo b ~'"~'- ..... ~ ,~ ..... :~ bcc,t".usc they a r e  ~,5_thout any 
available trainees. 

The. supervisory love! is the l~vc! out of ~.:hich ],:!anagement must now 
take its. top group. Th~r,:- arc -,)luntL.- of oppertuniti.;s beco.use th:..re are 
no men to fill the too jobs,, It so, eros ridicul.ous to stand here and say 
there is ~. shortage of mJn ' . ' ;be c~n fill jobs with salariesof ~,I0~O00~ 

or 'i).lljO00~ or ,ii,35~OO0~ but that is true. Thcr~, is a serious shortage 
b e c a u s e  t h e r e  h a s  b ' : ;en  n o t  e n o u i h  . . . . . . . .  ~ ~ . . . . . .  ~.,~ .... ~,~n~ of the m~:na~cmen~ group~ 



i i ~  : * .  : : : i , Z ~' , :  

• . ._. 

You have an hourglass . o i c t u r e  _.~.<, .~nat your. bottleneck is not _zf~l~r~ o uo~r-, 
~dsorv group; vhich is a comparatively large zroup (i to 25 ":,'ork~rs',~ but 

oo-6~__enecx is your works lu.al]ager or ~ - o u r  superintendent 

T dcn't tixink~ as a rule s that that "s a serious orob!em. I think the 
su?e~wlsor~ when he sets to 4-~-~ .... ~ point~ realizes the multiplicft7 of prob- 
lems and; likevrise cppor~unities. 

That ms not a very ~ooa answer, but m~ is the oest one ! can give you. 
~) ~ ~ " ~ ' ~  . . . . . .  ' I i b ~ r ~  i told you ! don't ~ o ~ : r  a~-..~" 

q ' m x o , - ~ . . - , - ~  ,'~._~.~, your Institute ~s definition c.f "forer:,an"? 
#~en a supervisor becomes a foreman that causes a ~_ea~ deal of d.mscussien 
in lots of o!ants. 

i~. o~Or~: A foreman is the manager of a job -:;i%hin ;~ "" .... ~ ~ 
He takes a certain amount of raw material~ a certain amotLnt of equipment# 
and a certain amount of oersonnel and fabricates a nroduct, i-e is the 
one who z~qkes all the profit for industry~ The brass hazs don't make a 
dine; neither does the sales department. If they Zo out and sell a motor 
to onerate the flans on an airpi~'te for five htmdred dollars~ assumin d 
t~hat profit is the motive of o:3:' sysiem of enterprise--it is~ not one 

cent is made ur~ti! that foreman can fabricate that motor in his dermrt- 
ment for maybe (ii950. i-[e must mani..2~Zmte his men, materials~ and equip- 
ment to ~et a maximm~ amo~mnt on quality-acceptable merchandise~ 

In the orocess of' " " "  - ' - - - - "  - _ " ~n,xus~_~a- orzanization: most of the s,oec~_a]_ 
ensineerin'j and other functions Yl:ich .:.ere orisina].!y handled by %h.e 
foreman are now handled by specialists. So the foreman becomes a sort 

" 4- ~ ' of tp.ani~%u!ator. R'e schedules~ p±ans~ and develops ~h= spirit of oeam- 
vrorko lie is a q eader of that - ~  " +~ _ ...-~o-e group~ and out of ~ n ~ t  coraes ~:~e 
f~qished nart. 

Nov; "" -'" " " " ~ " -~" ~: o " ' ~{h~o are some of nzs qua.,_l:lcau-,ons. He neec~s to nave pretty 
good knowledge of the job to be performed° Dut~ rememcer~ i said that 

. . . .  ercen,~ of his job is -: ~ that ~ s onl~ ~ 22 percent of his job, About 78 ~ jllo u 

• ~ ,  " ' "  ~ _ _ o o ' . T h ~  ~ o r  m , : t a n  r e ! a t _ . o n s  1,rctl~ h i s  , ~ e o : : & e - - d . a v - t o - d c , , ,  c o n t a c c s  . ~  b a ; _ ~ n e e  i t  

. . " ~,_~n~ sort of s .... : . n , ,  c a s e s :  . . . . .  . i s  n l a ~ i n g .  I n  ~ . . . .  g i v e n  t h e  ~" '"' ~ e t u p ~  ~,H~h v e r y  

lm'--~7o u_e  t e c h n i c a l  e : < o e r i e n c e  h e  c a n  b e  a v.~,~~,,., s u e c e s s S u l  m a n a g e r  o i '  a 

d e ~ a r t r , ' e n t  because --~ ~~-~ ,, a r e  -- "I' ~ ~=,_n his £.epart,ment; as I told ~,~eu before: 
" I al-,rai,:s those v:ho kT.ow the ansv:ers to most of his tec-~mm;;a._ nrool<-',-us:. 

-~ , , r n _ c n  t o  fall b a c k  . . . .  i s  if no~ he has an engineering denartment on ~'~ ~ Ve 

one one vrho has to maintain a satisfied , .... I-~ ..... , ...... g force. He "ms to .fit 
them into the..ir jobs~ the jobs for v~ici~ the N are best suited, He also 
m..~.o ~ cet Good :rorkm:anship at a low cost 

" , ~ m  ,~ ,T 11 Q~o_.Id,: Is a gu--r.~:s?,e~" considered .~ foreman? 

P R .  C R O F T :  ":r~..~ h a v e  r:~anv, t,o~ . . . .  e ~ = ~ o ;  , ' .ms o f  s u p e r v i s i o n  i n  _ o l a : a t s ,  

In some -oroduction lines " r e  have what you call "pushers " ~hat~ however~ 
is not very conf..on in the ~n_o.,.e~Z r ski_:'..Is 
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The general setuo in a production plant is that -,re have a foreman and 
then we have an assistant foremanj or job setter. The assistant foreman i, 
the on-the-job teacher. He sets up the job. ~.'Ta?rbe he makes ~h~ first oie 
He trains the ne-~, workers on the job s or he trains an old ','orker on a new 
job. He ".,-orks ~.%th the foreman in organizin~ for the net-: job. He is an 

.~7 ~ .~ * o t he ~.r d o-- assistant in the department., You might call him--in some ~,~o 
a "pusher." But that is generally the setup in most plants. ~$e take him 
for trainin~ the same as we do the foreman. ',".~,en ~.'e talk about leadership 
trainingj ,'e take in the assistant foreman s the general foreman s the assis 

_ o ~ ~ ' n  ~ ~"  * a n d ~  "..-.'e h o p e  s ~ " ~  c a n  j e t  t h e  , fork , '  ant s uoerintendent j the s ~ el : k .  -en:l~n ~s ~ ,, 

m~n~,oe, " ~ ~ and the general manager because they need it ~,,~orse than the foreme~ 

r~ ~ TT~ m uuLOF.,',~ GREER: I am afraid ,re won't have time for any Su_-ther oues~i( 

Mr, urof,~ on behalf of the Commandant s the faculty anu staff~ and 
the * ~ ' ~  ~ ~ s .... e,loo s I ".,,~nt to ~hank you for a vsrz~ interestin~ lecture and par- 
ticu!.arT.~r the discussion period~ which has proved most helDfulo 

~ .  , . , i~ ,U~,_  : T h a n k  y o u .  

(25 Yebruary 1949--450)8. 
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