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TRATE THG WORKELS FOR WAR TRODUCTION

18 January 1949

COLONED GIEER: (eneral Vanaman, gentlemer: Our speaker this norning
is Mr, 4rthur C. Croft, President of the Mational Foremen's Insiitute Inc.
ris sunject is "L“a;nlqg forkers for War Producticn.m

To ir, Crofv, this is not just a wnrotlem of recaliling the wartine
experlence of training, although he has been throush the nroblerms of
training in twe World vars. To him, 1%t is a probler vhat he deals with
every day., e has hal thirty-six years' exmerience in supervisory train-
ing. His Jjob as President of the Foremen's Institube takes him to all
parts of the United States, to 2ll industries, advising and assisting
both management and laber in their preblems of trainine methoeds and
tecmiques.

Lt i1s a pisasure to welcome Mr. Croft to our lecturz nlatform this
morning, Mr, Croft

(. CR0FT:  General Vanaman, General Holman, Cclonel Daish, Colcenel
Creer, and mambers of the Cla:s: I am not going to say that I am ranpy
to be here, As a matter of fact, judging from my conversation with scme
of the members of the stail, bthis is a very tougn, sophisticated audience
and T will preobably have a very bad howr., But I ar going to ask yon to
bear with me and “ot to becone frightened by mv notes. Thare are a number
of statistics involved in this discussion that I think we should nave.

I would like to presant the problen from three different viewnoints:
First, what is the situatlon, the clinmate, in which we will find curselves?
Secondly, what is the tralnlﬂg load whlch we will have to carry? Thirdly,
what methois are we going to use when we face the wroblem?

I have been asked tc touch only briefly on the history of training
nregrams used in Jorld Wer 1T, mainly to evaluate their effectivens sg,
and to give wvou some idea of our situation today in comparison with that
which sxisted at the beginning of 1340,

Past lessons are ilrportant. This is as true with resrect to training
as it is with respect to anvthing else. Bul past lesscons are nisleading
if theyr ars not evaluated in the light of the problems one faces today,
or the problems cne expectis to face in the [uture,

What we can learn from our training nrograms in the last war depends,
in part, on the view one takes of whzt “those mroblems will ©te in the next
war——if there is to be cne., There is no question that things will be quite
different 7ith respmect to manpowsr, There will be no large nool of unem—
ploved available, as there was in early 1940. Yor will there be several
years in wnlch to %frain that »nool of mannower,
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The problems of the next var wlll involve the nossibilityr of our
countrir!'s being exnosed to consideragble damage and destructlion. This
is a Tact we were avle to leave enitirely out of our calcuvlatilcons in the
last war. Ho cng can foresee vhe extent ol such possible physical camaze
Ho ong is able to say how the American temnsramsznt 111l bear un under the
impact of this novel experience. Houever, everyrone in this rocm, I belies
vill agree with me thaet in the next war the demand on civillian morale and
discinline will be much higher than it as in the last one,

here is another vroblem to censider: In the last war we had the
advantzge of the faci that peonie and resources all over the world,
particularly in Zurone, were on cur side, It 1s not difficult to imagine
that things will be different next tire.
So far as manpover is concerned, I thinlk we can assume that every
rson in cur adult population will count fecr much more ihan ever

If the problem of morale and discivnline becomes great—iiich I believe
1l—vre have %o face the nesd for tr%iﬂing many peovie, s 28 many as we
, in leadershin cualifications, If the demands on manpover sre as gres
I anticipate they will be; we shall have to use that manpover in &as
onoric and raticnal a way as we »ossibly can devise.

In connecilen with this probiem, we can loarﬂ a great deal from the
last var, Let me give you & few faclts, While I do not want to bore you
with too manr details, I would like to menticn the azenciss that were usec
in the last war as a framcwori for training, They were the 0IXfice of
Bducatior, Division of Vocaticnal Zdueatiorr, which had clcse contact with
state vocatlional-training activities and hwd hoen working writh the States
wnder the Smith-rughes and Gecrge—Rarden Actz.

In early 1940, there were zvailable 1,053 »ublic trade schools, with
22,000 teachers in these trade schools, of which about 70 percent had
uorxed in the trades which taey were teaching., Ve had a thousand state

nd local supervisors ol trade and industrizal education,

This framework was expanded so guickly that in six months' time these
trade schools wers taking on 75,000 now enrollees per month as against
20,000 prior to this time. During the fowr succeeding ysars (1340 o
1944), the or lglnal nuwaser of brmde schools and training canvers was more
than doubled. A% the finich ¢f the war we had something like 2,600 train-
ing centers anua trade cchoo7s. Throuzh this frapevork—that is, taroush
Lthe O07fice of Educailion setup—we trainsd 7.5 millien workers. That, in
& sense, wWas the doc—trglnlnb load wo ¢orried in the last war. It took
about ‘six monvhs to develep a Erninlng rattern, to set up cuwrricula
labvoratories to get under way with pre- cmploymunt troining.

letfs see what we did with these 7.5 million trainees.  Twenty-
four percent of them went to aireraft plants and 20 rercent of them o
shipbulldlng vlants. Thot was 44 percent of the totel. Filteen parcent,
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or 1.l miliion, were women, Armong the ftroinees there were 403,000
civiliens assigned tc the Ay and Hawvrry 6C,0.0 inspsetvors to Ordnorce;
10,000 mechanic iearners to the Alr Corps.

On whe sunervisory side of the picture, 985,000 v\eon‘e——fozt‘emen.9
leadermen, and supervisors-—were Siven pre—embloyment and confarence

training through this vocational setup.

I want to ask you “c remenmbder that in 2 training load the ratio
off sunervlsors, l@”d“rlen and s8¢ ocn the ratio shouid be about one to
trrenty. Threough this v ablonal setup they trained §356,000 foremen.

They were given ore—emplcoyment and conference ira 1n1“g.

In 13841 it became evident that as the load of nre—elaplorment train—
ing drooped off, we would need merc on~the-job %training, It bocanme
_evicent that we would have to have vestibule training. GHany Instructors
were transferred from vocatloncl schecls to in-plant training, Incdustry
expanded 1ts training, developing training techniques, scitine up train-
ing quarters, and preparing visual alds.

Cut of industryr there came to Govermment at that time a group cof
practicel training men whe set up ¢ government denartmcnt called the
Training-within-Incustry groun which, unuoubtedlj, 11 of you know about,
This staff of experts immediately set about to develop a quick nackage
training setup. They devcloned three 10~hour programs, which, T prosune,
many oi you,navU uncertaken, Trey were Job Instructor Training, Job
Relatiens Training, and Job Hethods Training, They pul on an aggressive
drive. They used nodern sales techniques, olenty of persuasitn, and, in
some cases, compuision te get manufacturers to use this pacikage on—the-
Job training for their supervisory working force.

They were very successful in breaking dovm resisiance amorg “he old-
time, hard-shell manufzcturers, the kind of pcople who used to tell ne
15 years ago, "Croft; the less training I do and the less my supervisors
know about the details of this job, the bevter I like it."

These JIT, JRT, and JMT programs were put on in Canada and in England
as well as in the Unl ed States. There were 886,000 supervisers in the
United Stotes who received this package training. Undoubt tedly it dupli-
cated a great deal of The original training done by the vocatlional schools
‘ang there vere brought inte the TWI group many men who vere re2lly not
leadsrs in the sense that they were in the local area

c+ "j'

In addition to vhe geveinment activities, throuzh the nublic trade
schools, the Apprenticeshin Socctlon of the Department of Labor, wnd the
TWI, therc were mary private t““iqi"ﬂ schools and crganizations which
tro lned large nunbers of nen the skills and in Corenans nip. L ovm
organization trained 90,000 foremen in the United States, 7,000 in Canada,
and 3,000 in Ingland. A . conservative estimato is that : bout 750,000
Toremen ond other werkers were trained in skills by private schools.
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ost of the people in training that I have talked with throughout the
ccuntry are ﬁr“utT well satisfied vith the Job we did during that period.
I thinig our nroduction record speaks for iiself

lere are some of the lessons that were learncd: There wns, of course,
a tremendous waste of rannower through the vestizule training because of
the lack of methoos of screening and selecticn for JObu. le were not

alwars trained accordirig %o their naturcl sbilities, 3Skills were nct
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alwayrs used to the best advantage., oSome of the third shifds weren!t nro-
ducing encugh to ravr Tor the power used in Xeeplng wlants lizhies during
the niciit, Skills were 41 S‘”atln” very raplcly throwsh ooor :;ﬁerv1szcn.

5 th:

We had preklens in handling winority grours, There were r30131 conflicis;
union pressure. In some cases 1t took longer <o assemble and train a
working force than 1t aid to bulld 31 entirely new piant and eq11p it.

[SRS e

to meet an emergency? e lmow that if we had & training load of 7.5 mil-
lior in the lnSt var, that that Joad was largely a nre-emnlowmment load,
fhere were 10 million wnemplozed, many of whorm had no skills; many of

whon svere 1)l1iterate.,

Fow what is the problem that we Tace today in iraining a working force

In tie next emergency we face, e Will vrobably have a fully emnloyed
orking force. Ve have about twe million ex~GI's in colleges and schools
L(} .

and who are raceiving on—the—*ob trajnin;, -@ can estima [ thinl, that
we will have about ./5 rnitlion wonen avallable for traLnlngo Ihis is the
group that would receive the nre-em-loitie 1t trﬂ*nln Let us say that the
nrerc“WTOV*ert groun as a whole will coasist of deV million tedar irnstead
lon last time. T balance of our**ork: n; force will nave tc

come out of lﬂuusur}, essenllal and nonessent;;;, many or whom i1l have

o be retrained leczuse of the rew materiel of war that wAll be used.

How are wie going tc solve this nroblem? There are probably, out of
our 60 millicn working force, 30 rmillion who are going to be affecied by
an emegrgency. In ail probability aalf of those, or 15 million, will have
e undergo some sort of ftraining. Let us say that 20 verceny of llicse
are administrative Jjobs invo*VWrg Daper :c”“, and Lc'not nead any Lrain-

ing, ior ave e going to face tQQL aroblen?

Well, I would sar that we can usg the Cffice of Zducation
and 1ts uetup of state and local trade schools for pre—emplovment train-—
ing. Ve can wse some of thelr instructors for on-the-jcb training zs well
Through the Office of HEducation e can set up the curricula laboratories
where we wiil develon quick tralring toclnicues, Ve will develop visual
aids, walch will now be used or a largers scale than aver before.

We know now that when Jebs are breken dovm, 65 vercent of thep can
te learned in 30 days. That is a ficurs to conjure,
The Department of Laber Enprentice Training Service and state anpren—
ice commitihees will contribute their sharce of apprenitices. lisht here
let me say that there are ncw in training about 253,000 or 302,000

v’.
I

T ST et peeemioe ey e mTiThenron
RRVEY I PV LT 0 [
By R R PP Y



RN SNYL N S

apprentices., About 24 percent of those apprentices ars in the woed
trades. What we need at this moment is at least a milliion apnrenticas
baecanse most of our journeymen in Lhe trades are verr old, 40 o 60

years cla.

We nave had no apprentice treining for 10 to 15 years. We had no
spprentice tralning dwring the depressicn. We had no apprentice lraining
during the war years because men of ihe apprentice age were us=2d in the
Lrmed Services.,

We need shest-metal workers, We necd Instrument makecrs. e reed
rmodel makers, We nzed machinists., e need eleciric tecknicizns, Our
collegee and universities can train the engineers, physicisis, and tech-
nical experts, Ve may nave ready by then a YNaticnal Sclence Tcunaation
Lo éssist In thls connection,

T ask wou Lo remember thaet for svery professional vwe are zoing o
need about five subprofessiornals, Cur supervisory and managewent grouns
should have pre-enploynent training from a specia 1 dewatmén cf Ghe
Office of Blucatio on, which will have close contact writh the industed
leadersy will have some knowledge of the atbvitudes and problenms thot
they 7All face ir dealing wvith thelr workers., On-—- *heuiob training
c* this sort can be handled inrsely by privates industry and by private

reining organlzations, too,

i

In thz next conflict, trained supervisors are
mendous importance. IT we are going to have pro
discipline, resulting ’ram aecvastaticn, we need
with thls situaticn. Ui nieed lzadsrs whe can in
minimize worker frichiion; reduce grievances.

I ask rou gentlemen to rerember that 78 percent of a supc»visor's
ﬂob involwves humon relations and mans gement probiems, Onlyr 27 nercent
£ his tire is spant on things sertaining tc technical skiis.

I thirk the Armed ¥orces have a +re endous staxe in winat one might

call shaping the atiitudes of the ran d—P¢le~ developing safe worx
nabits in complicnce with the rules; tolcran toward women "crkﬁ“s and
minority grours. We will have to maxe the %sst nossiole uss of =11 of

our working force,

train-—

Let ma tell veu a 1ittle story chout hnow imnoriant leacersihs
i I

ing can be in industry. In the last war, our orgznizztion was training
a group of forsmen for a textile nlant 1n Coventry, lngland, “he progran
was nohrl~r cormpleted when the Qermons Just about Biasted Coventry off ihe

I. Justh
mep. I cablzd this organ;zmnlon at that time to xnow whothsr e should
thom with 2dditional training sebups. 1 gobt a cable
+

continue supniying fad

back soying, "Yes; by 211 moons,”  In the letter that fellowad, they
sald that whtn that situation ¢ore 20out, Shey sent il of treir super-
visors out inito the ecity %o roorganisze ilitics and facilities. The
leadershis treaining that those men had had was a tremendous help in




putting things in order agzin, Ther were able to reorgonizme community

services and facilities Ther wrere able to handle neonle much better,
they zaid, in sonaz 033us, than the militavry vme abls So cone with the
situation,

- ; g ; con industry pley in the training and retroining of
this o 'owk;n Torcs? Prior to the last war, about 25 pe"“ent of the
plonts (exclusive of the needle trades) employing 250 or more peonlie
had training, educationel and persomnel demartments, Today, more ohan

S 1

5
50 percent ol these some »ninnis are cguioned with pevsonnsl stafys wwell
B 5
o

versed in training. In many czsss thsy have trained conderence lecders,
instrucsors, and teachers. Fost all of them arc sguinped. to use V“SUM1
~aids, sueh as slide films mind motion piciures. llore imporient, Llheoy have
confurance reoms ana classrooms at their disposal, T the 1ast vmir, one
of the tettlenscks in trairing wos this: - %We plrce bo assomble

pconle te troin thom, In California we uscd to fake thor out in whe yarc
and hold classes in tents,

Further than th”t, these personnel ond educaticnal departments are
exnerdenced now in tosting 55111 and aptitudes, and also in internreting
the result, They are sidlled in determining working abiltudcs and select
ing men for leadership. - ‘

30 that industry today, with the aid of private training organiza ulon
and part—time usc of school plant and cquimment, can de a graatb deal o
its on~the-Jeb training, In the last var, in manf CcASCS, We nover used
the plant focilitics and squipment of ouwr nublic—school systaom, which
nrovided arcas for on—th:~|ob training., Induction, orientation, and all
of those things could have bien ntrdl=4 sutside of the piant by the simpl
we of our nublic—schecl fa 0111t1 s, &4 zroat deal of timo would have bea
saved. fo,:T, I think, industry knows the volue of training, the imnor-
tance of sc lbc‘l cn, nd the importance of placc““nu rore thon ever boforg

During the last war, in conncetion with the TWI training program, as
I told you, it was necessary te use considsrable persuasion ovor comnul
sion, tc get many of cur contracters to nput 1ﬂuc «ffect THT alrlng nro-
grams, #any of the OduC”tiOﬁQl and troining denartments in indusury now
ar> a holdover from the last wmr, If we wore to ran inte a pcrlod of
recession, or dcpresswcn or whatever you chocse to call it, I grostly
feor thit mony of thuse tr ininy denartrents will go by the board.

Trerc is st thy on tihwe zort of manngemont to complelely
znd totally oxb mather of training, Im aireraft plants, which
took 24 percent of our traincses, and shipbuilding, which took 20 percent
of cur trainecs in the last war, there are sloleton forees of treined
personnel peonle, with cquipment, o expand very rapidly and hondle thelr
on—tho-job tfainces. ‘ ‘ -

111 sone
raca T

As I said to you carlicr, prior to the lost war ve ]luqlu, relativel
has Teon don; in training. e worc pnp““narod But no“'vltk a large por
of the 15 billion dollar defense budset boinz snent for military orders

&
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to keep Industry in prepsyation, Vs 2re bott
thon cver beflors in tie hdstory of owr countrg

How what can tho Armed Forces do at bils time in commoctilon witn the
nlacing of defonse orders to help icoop our btraining acilvitics in o sunte
of vremnroaness?

Firast, I think 1% can asic That procurcmant ajencics rsguirs contraciors
o ere febricating vier matericl to supniy a 1dst of sikdilils rouuired Lo
foabricotc a unlt, slong with the number of man~hours requlirsd of u““h st

111

so that whien we expond those orders we will have some Ldoa of the Lead,
by glkills, “hmrc are many ney nroducts being ma "1_cuu;ou——£uudc& 7185 1“”c
mnd othor things——vhich mnr- now call for mony now skills, Te nusd to kmowr

“hnt that load nnli bo so bnbt it can be culekliy nrojocted and thoe acotiv-
- o - [ % .

itlzs of our troining for thosc skills cdirectcd in the

N

Anocther thinz thei enn bo aslked 1s that v1suﬁl °1du o mrenared by
thosa Lon*“:cuors; visual aids wrhich assigt in teaching those sidills.,
Trose visunl aids thon conn bhe lodgoed tho tr"l ing curriculs labora—
torics.

The con“racters should alsc be asken Yo put into affsct an aprrentice-
tralning nrogran,  Thore sheuld be 2% loast Tive aprmrentless or cach
Journazman, That 1s a thing that has to be handled at the leocal lovel

by industry in ccopsration with the unions,

Szcond, the Office of duerition con bo instrumental in Shat

tradae scheols o nilet viork novw on thm troining of spocicl ohat
vl bo needed. T showid imow now what sows of thoso ullll ke.
training -nd curriculun should ba soh un so

ut mosh importont iz the prebicm of lendershin training, It must
7o cn nuow ducause considerable time is needed to d ievclop the might sord

~

cf lendership,

To give vou some idon of thye trond ~leng thot line, I should tell
wou Lhnt durint thoe sar yenrs we, who are tnu largest orivate training
organization for superviscrs, troined cboub 30,000 supervisors ana
ran a yeor. Thosoe wore not guick wraining prograns. Those wirs nrol
wharo we took the foreman's Job and broke it dom Into its vorious pr_
Then we had & serics of and an open—conieroncee ‘laxlas*on
that went on ovor o noriod of At or nins menths, at o fra

2bhout an hour ~nd a hours o woeoel trolning tine.
Now, romomber we woirs training around 30, DGu. Vo nre nor brnd lrg

60,000 uo 75,000 in the Unitoed Itates. Vie were training about 1,500 4
Ci de. 'l are now training zbout 6,000 in anmuﬁn YWe wiere training
nbout 1,5C0 to ? OOO *n anldnﬁ; bat Tltl no dollar shortare, we vrobably
vould b ir
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T estimate that industry will spend this wyear about 13 million
dollars in training foremen and suparviscrs. '

hat orocurerent agencies should insist upon leadershin
e art o? 11 way cortraotors. if we have 1ﬂavnﬂr‘ any-

and plant owners iﬂ Ub@ oH ~ava have been ohUulanbed bJ a
workers (so-called management), which is noth;ng more than a
group of workers with special prerosmatives ang specizl problems,

13 so—cailed management group and its leadership is being challenged
todsy to develop greater effectiveness and tc develon a working force of
men ano wemen who believe in privete centernrise; who have a ressect for
provertv both public and pr rivate; who are WLlLlﬂ" to give an honest dayls

work for the wabes ther demaﬂa; who believe dewm in their hearts in the
demccratic wey of life., One of the greatest problems we have todar is
that of werker atiitude. It is, indeed, a very rugged problem.

I kmow that wou gentlemen have heard many stories. I understand
vou have been in class slnce Sentember, 50 “; the time you leave here
you showld e & very good fund of stories. But a foreman told me &
r

story the other day rcou mar want %o hear., e was trylng to demonsirate
the atiitude of tae peo¢1p e was strageling with., I sald to hinm, "Well,

T guess vou're getting along pretty well,” "Neo, no," he said, "youlre
misinmpressed, You're misimoressed." I szid te hinm, "What do you mean
by that?" "Jell," he sald, "I've zct to tell you a 1itile stery. Yhis
is about a famil: that had btvo boys. These bowvs werc tuwins, But as
they grew up, they were quite opnosite., Crne fellow vas guite religious.
He went to Sundary School all the tine, The othor fellcw vas a kind of

devil, Apnaren ulf, he didn't amount tc wuch, That situation continued
all througa 1ife.

"Finally, the mother died. The boy who was rvretty much a man of
the world wept cut Lo malz his living. The relizious bov staved at
home with his father, Finally, there came the time when the father
died, early one merning, The religlous boy went dowm to the Western
Iion ef'fice to zend his brother z telegram, HMe didn't lnowv exactly
vwhat to say. He thouzht for a long time,; then sent this message, flesus
has taken father,! ‘

"Jell, he vaited.zll day to hear Irom his brother, MNe dicn't aear
from him that day., He got & bit worried on the second daw 5e“¢use he
didn't know what he 4as going to do, Along aboult nire o'fclock that
right he got a reply Trom his brother. It was e telegranm vhich read,
Who is Jesus and koo much did he take him for?!

Well, that is the sophisticated atbtitude tha’ we have in our work-
ing force todar, They ¥mow all the answers. I say to these supervisors--—
and we try to develop tﬁis thecry—"You have technlcal and rroductic
problems, but the answers te most all of your problers are found thin
FOUr OWn groun, Many times those answers can ke secured nuch gquicker
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out of the working areas than they cen from a drawing board or fron a
staff of engineering experts. If vou car get this groun to iiorik &s a
team, and 1 your human relations is such that you get zoncerted effort
and enthusiasm on the part of these workesrs, you will have ever-increasin
sroductivity .

Let us be spzecific about what I mear by "supervisory itrzininz.! Let
me relate it to our wrobler, We lnow that in the last war we had ab-
sentesismg we had tﬂ“dinessg “e had spoilarfe; we had turnover; we had
ev-rvthinb that yov could think of. 3ut most of those nroblens come

about throuch poor lcaaquklﬁ. if rou have & production cresr that is
set un to work as o groun eacn dayv and vou have absenteeisn, you bre
un your nroducticn crew. You hurt vour production for the dare The
workers all mow that, teco. You say, "VWhat are e going to de? o
are we gecing to get hin o come a2long? Are vwe goling to nenalize him?

o Y
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Touw can sar to & groun of foremen, "All rizht, :ou have 20 zevcent
absenteeism, or 10 nercent absenteeism, What nereentaze of the absen—
teeism do we have on the part of the foremen?" The answer is, "NWone,"
Lvery sumerviser knows that his superiniendent, his woric mantier, is
golng to be on the snot if he isn't there, so he makes it his Job to be
there. The superintendent has set un a hwren relations situation between
himself znd his supervisors that he can derend on, 3ub thot sunervisor
has not set up a relationshin betveen his workers and hinmsslf. He has
not impressed tham with the Importance of their being there on the Jjob
thet day. As & matter of fact, if a wrorker doesn't like the cut of the
foreman's halr, or scmething he moy hove said yesterdey, it is very casy
for him %o declde not to comn to work today.

rd-ro s or abscnbteelsn 1s a problem that rests entirelsy with the
uper1sors, tiorks spollage, poor qva]itv, toel darage, acci*entswﬁall
thoze thinpgs are under the control of the sunervisor, 350 he must be
trained how o cope with those nrobler c, howr to wweric writh his worﬁlng
force anc develop them to the »oint where ther do aczsume an zoiitude of
responsibility,

There arce some other things that cen be done to immrove the situation,
In the last wrer, most of the »nreduecticn from trade schools vma unusced by
war contr:cto*s. It was scrapped. It was not rnubt in the resular charmel
of preducticon. Hext tine, L Shink thoe unicns sheuld be broeugat into the
trade-~school nicturc sc that the trade schools which are teaching skills
can produce astual narts that can ke uwsed by the war conuractors, You
can do & wmuch bethber job iFf you are raxing a part to a tolerancc reguired
I 5% that trade schools; in 2 sense, e sub-

by the contractor. Sc I sug
contractors.

S

The next time we are geing te male more use of cur hondicapoed
vorkers. There is a greas d@,l of tralqlng soleg on among the handi-
capped vorkers. L think in wman: instances ther +ill b more dependable
woriars.,
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IT I may s&y 1%, I thini thait the public relaticns progranm of the
Armcd Forces in the last war was sort of lousy, if I npay use thz sord.
Yeke my own 1itiie btovm with about 2,000 people. ¥We had thers a glider
—iant in widich there were 3,“30 emploveos. I don't need to tell you if
you have a nlant in vhien therz are 2,000 emnloyees located in 2 town of
2,500 pecnle (and they get scue of *hose frow sore of the neighboring
villages), there are no secrets. A4AlL the great hush-hush busincss is of

/

no avail, ZYet the secrois were rithheld, rmore or lass, from the cormunity

leaders vho could have corntributad a ““arvlﬂous ano unT’tO ths success of
the transfer cf workﬂr~ {rom nenessential to egssential industrizs;
could have done a at deal to redtuce turnover if the Armed Torcos in
the smaller commurl lgs wondid have let them in on some of their secreots.

Inasmuch as we are geoing to disperse our manufacturing fneilities
betreen nov and the bims wa need them, o are going to find curscives
in a lot of smell toims cnd communitiss, TL we have o public-re!l
progranm that mekoes the cormunity leaders 2 port of our toam——in other
werds, 1T we could say, '"We want the uorkars to bz a part or our team;
vie wont the community leaders to be a mert of owr team; thoy could
know something of our problams and objectives; 17 ther couid !mow the
rumber of wWorkers i need--1t vould soften ths Impoet within that area,
2t lazsst, ef the transfer of woriers from nonessonticl to csserntial
industries. There was a Lot of sniping on thay nroblem in the last wnr,
It was dlfficult to gout people. You will, thrcough this public-relaotions
nrofgrem, scften the impnet of the tranuforo

~-
&
3

MNow there 1s one othor proulom that comos aloul in comneclion with
the expansion of a working force. I we arc golng to involve, say, 20

‘ﬂl_LlOﬂ vorkers in this nreogran (.1¢V1 could bo o ﬂoso¢a_l*’“), e will

H

ed o million suvu“v1o0’" or somovhere ncar thant numbsr.

More iﬁportaﬂt, we neoed aboui 2 million instructor teachers, T
expand & working force, the supcrvizer neods a Job insiructor because
hizh turnover is one of his grest rrobleows. A man carnot be teaching,
manuLa“tur*nQ, and selving his technicezl »robloms in a shop whare he
kos 25 or 40 meonle working. So he nust troin instructor tecachers.

They nroably will have to be upgraded out of tha working feorce, but
they will carry the on—the-ioh training load for whe supcrvisor. ILet
us say the supervisor is going To be the guarterback. Well, he must
have a center to pass the ball, 8o e are going to nesed these old job
instructors. They must be upgraded. | Thoy ore the ones who should also
novw be fanillarized with the needed skills we are going to reguire o
meet thls situation.

Thank vou vary ruch,
- -

COLONEL GREER: Mr, Croit is rezdy for your cuestions.

10
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QUESTIOH: i, Croft, I am going to air a 2ittle personal gradse

here that I have been ho 1&11" for s Zcng tize., AL a bender ass I was,

[ -

against my wiil, exposed to mumerous courses in musical apnreclation.
A% the age of 13, I srent 150 hours in s cowrse in which I learned how
to dissect an eartiworm. The local cargenier siion wasn't big 2nough
Lor all uhe boys to have manua® training

Do you helieve that this busic problem of a shortage of
worxers would be helped by greater concentration upon handicrafis cr
manual arts in our uprimary sciools and less concentraticn or tne cultural
education?

NR. CROPT: T believe——and rou are right——that there should be 2
better understanding on the part of our educationzl institutions of the
need for sxills in indusiry. I think industry is as much 2o blane for
that as our scholastic grour, Leb me give vou that preblem quickly.
stout 50 nercent of the tax money in a small community 1s snent lor
schoocls, About 50 percent of the tawparers are the indusiries. Dub
irdustry today doesn't do verr much about acguainting nrimary schcols,
even, wilh 1ts need Tor skills and +trades, T thiniz we can help this
;pn*ertlce nroblen tremendously by develooing more prelimirary sixills
21d hardicrafts in ths schocls,

I am tne airechtor of a feundr: ana I wact to tell youw rizili now it
is a nretty tough nronosition to get apprentices in cwr foundry. L
foundry is a pretiy dirty niace to work, 4 lot of kids don't like to
work with hot metels. Indusiry has tne Job of maldng these vrades
glamorous ana interesting to ths boys in these trades. I thizk one of
our problems there is that 1n our ccl eres we are making a lot of poor

alec+r1c0+ enginsers out ol fellowrs who might be rretty ;1n eleciricians.,
don't know whether that answers ynur preblem, or not. That is one of

the preblems. Along with that, e need to do greater screening at the
college level, We are rmaldng & lot of maybe surgsons oub of fellows
who should be carpenters, I den't know.

QUESTION: Sir, rou meniioned the probizm of working attitude.
Den't the labvor wilons reslly have more conirol over the working atti-
tude than any cther agency? If so, doesn't that make quite a problen
for the labor unicns to change tht attitude”?

R. CACrFT: It does, Let me ansver wieit this way. You must under-
stvand—and most peovle in industry den't yet understand it--thal a union
is a body politic. Every businsgse maragsr in the labor union is ruaning
for oifice every wvear. In so doing, he males his campaicn oHromlses not
from street corners or Irom rostrums, bub oy raking e:aggcraned claims
in the plants. Wifortunately, the worier's thinkirg abcub the union
leader's atiitude is scwewhat differen® from what it is Loards the
averags statenent of a political leader. iest everybedy kmows that
gither nolitical party kas a nlatform, but I thinik many oi the vobter
der 't exnceet them to stick too closely to their nlatform. Dut our

11
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preblem right now with the woricer is thai be believes every siztement
mace by this union leader., If the waion leader; for instance; says a
corpany i1s maxing tco much money, tne worker believes it religiousiy.
That is what he wants to believe,

Now T am tallking about the union leaders dowmn at the local level,
I an not talking abeout the naticnal leaders. I think the nationzl
; 85 a whole are cognlzant of the problem we have. DBul the
lsader does have a great deal to do with these atiitudes.

Fut, gentlemen, sre must remember this: We say that labor and manage-
rent is a fteam, Aetuvally, they aren’s a team. They have only one common
interest and that is o preserve the enternrise thev are in, But there
the inlerest stops. Therm have ovnosite interests in the division of the
doilar income. Labor vants all it can get, managerent wants all it can
get, and whe poor stockholder gets what is left. So how in the worid can
taeir interests be common? They are redlly oprosed. Labor always wants
more and more. in the shuffle, somsbody gets the feeling that maragement
gets all the rmorner =nd the unlons get nothing.

But there isn't yet an attitule or a spirit, That has to comey it
has Lo come very soon, Hith tnis clamoring for reduced pricss—and 1t
is beecoming very evident that everyone wants geods av less cost; labor
wants higher wajes——1it will be necessary to have greater productivity.
The union lsaders arsz going to face that probiem prett:r cuickly, ile
hnave to have team spirii. Ve must produce more,. Othervdise, the whole
thing is going to fz2li dovm on our cars.

ot
= CJ

Does thait ansver vour question?

QUESTICNZR: T was thinking particularly in time of mar or an emer—
cency whether the labor unions could imvrove the atiltude of the worksrs,

i, CROFT: Ta vime of the lavoer leaders can do a great deal,
IT the nrmed Forces have a siic—-relaticons program that will bring into
the picture the labor leQﬁor at whe local level, they can do a great
deal. It coesn’t do any good to go o Bill Creen, Phil furray, or sone-
hodv else Like that. But 17 the laber leaders at the leecal level can
te brought in ~ith yo¢r community ‘eaders——and vhen I say "community
leaders,” i mean laber leaders, doctors, lawyers, preazchers; and teachers-
te heln bulld up morale, and they knmeow that unless they do something
worth-while they will find themselves cn the community hot sent, you will

gen something out of ther.

-

Grole]
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TESTIJNER s Getting dovm to 2 specilic point, take the matte

a - 4

absenteelsm, which you mentioned: Could wou bring that do

level znd maike it vhe reenﬂnsloﬂthy of tnz labur union %o sec that the
n

people don'U have a ngh degree ol absentseism? The labor unicn, which
is representative of the people working in the vlant, is responsible for
verfo “ming the right ¥ind of jeb, isn't it?
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M. CROST:

To some extent. I don't believe it can Iinfluence albsen-—
teeisn., I don' think iv wants to get dovm that for into the proolem.

fhere are many things that indusiry can de to influence t1e gituation.
I think e are learning some tTicks now, Lot me tell you zbout one. Te
ave a covvon nill dowm south. A cotion mill is a provty dirty olace in
which o work. Absenteeisi: is hich., So we devised the schere of giving
the workers in that cotton mill free nealth insurance (Blue Cross). The
way they worit it 1s this: If a worker has no nore btharn ene unexcused
absence in the month of Jamu ry, vhe coupany pays his insurance Jor
Feorunry. and so it goes all through the yesr., He earns 1t b being
there on the Job.

a

and the doevor,

An excused cbsence is one in whiceh the man is sicic
absence without an

or soreone, gives him an excuse., He is allogred one
CRCUSE,

T think you are thinking we might exert compulsion or pressure;
I don't think so. I think this is 2ll a pro oblem of s»if-interest. It
part of the leader's problem, enlisting the voluntary zid of the
bo“ wrlons and ultAnﬁ a iittls pressure on the ncorle to take the

resoensibility. I think the lobor leader's greatest influsnce is in
convinecing ths workcrs et they can earr nore for doing less, if 1
may say 1t., Any way, thoet is the thing the workesr would like to believe.

QUESTICH; I heve twe questions, sir: in your system cf <rzining,
can you, 1ignin certain limitations, train aznyone to bs a supervisor,
or musi theyr first possess cortain definites lsadershin qualitias?

The other quastion is,
Inbor—anazomcnt Commities?

vour atbituwds tovards the so-called

MR, CEOFT: Your first gquestion is, Are leaders born or are ithey made?

¥Wiell, I think swe have tests for leadersnip. They rust, of course,
have cbrum*q inherent qualltlc@. Yor instance, a pirqlst ir ordzr te
be o successiul pianist, must have the right hands. To be a successiud
surzeon vou wust hove bthe right honds,

I think that 1f they cen pass certain tests for leadership, which

ars verv simnle ones

» We can do something ith +ner. ‘The rost mslc
test for leadershis 1z, Do rou like nsonle? You would be amnzed how
rany leaders therc are whc don't likes neonle. That 1s tho rogh besic
thing, If a man doesn't like peonle, if he isn't interested in peonle,
he never will te a- gocd leader.

Then, you se@, the situation in foremanship and leadership
Tndustry has followed a nretiy general vproctice for yoars.
daporbment here. llaybs 1t is a3 rolling will, eor maybe they

cating oDﬂEuthgg Toreran dio or he moves to Califomm
thing else happons, hgy go down 1nto the department and look




fellows over, They say, "Therc's Joe. FHe's one of the best wror
hove. He xnows how to de this job. e gels aleng protiy well
bovs, e'll make Joe the foreman,?

H
7} [

So Joeg goes hoeme thot nizht and D 1 Iz has b
a vorker for years and v Tomorrow n

he puts on The same cc b worker no is a

He has hod no leaders: fiw has tne worker's aitititude
boseszs, wrich he has t de is our greatzsst problerm in
leadarshis group becut us a year vefore we change hi 17
beflore e get him to sce the nenagoment side of the o ctufe; bc“orc Vi
cail begin to make what Loa good leader out of him.

But we can train him on ccrtzin basie isgadershin guelificavizns,
There are leadership skills that yeu learn Just the same as you leamrn
an other skill. You lsarn tham Jith varyins, degrees ¢f sucesss You
lsarn certzin .Qsic qualities. There arc six or seven of thom, ;ou

must beg honest, You must be fair. You wusit be courteous. Ivory one

ol these thingzs are the very simnle, cbvious things that Dalc Carncgle

anc other psople have gone all over the counbry for 20 years talking
about. In fach, theyr are so simple nobody wants to bother about learning
them, uut‘*hosc are the hosic guolities and the mest imnertant cones.

Feorle like te be complimented on the things they do. eonle like
to know veu have interest projected beyond their immediste morh—shop
problems, You sce, rest of thz lsaders den't rcallze the workors have
problemns,., 4 worker is doing =z prﬁtit’ve Job. He is sitting there at
the drill press or lavhe and o; srating that same fool every day. le has
ar zful lot of tims to think cbout what tho leader said o him yoeste

de keeps turning it over in }is mindg.

Gertlemen, it is tne little things that are important. T con't hav
to tell you how important the little things are ir londership, Those o
you who are marriod kow wou can do almest ?“Vtﬂ;nb in tihe crorld.  You
cnn flirt with another woman, or de anything elsej; buh forget your wifo's
anivorsary and you will oo dn tL@ dovnouse. '

&)
Fa)
L

Hovr we had a problem in conncetion with the Labor
Tt 211 stows from this proulom of mion azitation, 4
the workers had of the Lobor-ilorazoment Compmittec was tha a
to manage <hoe business; coing he nut in a grous of ﬁco e ang

they were golng to nardticinate in the nantgoment of dhe business.

Well, 1t took 2 little bit of figuwrirg and scme manipulation to

113

restrkct the activitics to vithin certain arsas. "Workers! sress’ werc
sch up whick helned considerablr. It gave the workor the fecling thnt

he has a participation in this whele Jou. It previded z further griev—
Cencrally, I would say that they 4id a very great deal of

X% time Hu” will do o 1ot of goocg, too, provid bd rhgn ¥ou
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QUEETIOI: ¥hat do wou thinle will be the effect of urdionizatiorn of
foremen and supervisors on their Cﬂpubl;iules to do the job ag yo; have
cutlined it here?

S, C20FT: T den' think you will ever unionize foremen and super-—
visors on a large scale, I am talking now about the vroduction jobs.

The Zoreman's Asscciation of Americs was organized early in the war by

g group of foremen from the Ford llotor Company, “hen thev firsit got the
idea, tiaey went tc the CIO witn it, The CI0 looked it over ard, for some
reaser not known to me, decided they wouldn't have anything to do vith it,

o

I thirk at the peak of their activiiles they had zbout 40,000 members.

ilost of those members were in the production plants--—Ford, Pachru, and
vliaces where the foremen for years had had very little GJruicinapion in
managenent activities. There were some other nlants that had a lorm;n's

-

Union. T cnee went to such a group of foreren, and after a cou“l—
beers together, I said;, "Tell me why you joined the Forerants dp¢o”.

Mgl " they said, "°ince we have besn getting bonuses on a tonnazge
bas+s, we never cowld find enyone arouwnd here who could tell us how
they computed the thing, ¥e didn't know whether we were getiing a

square deal or nct. So we thought we would Join the nion,!

Noewr there 18 & nreoblern which so many of our neorle doatt realize
exists, and that is that leaders have grievances. There was no grievance
outiet, I think the Foreman's Union hzs been an expression of the lfact
that there is no grievance ocutlet for leaders., I think foremen in alnost
&ll cases feel they are definitely mart of management vien ther decide to
take thnelr Job and muke up thelr minds therr have moved out of the woridng
level,

I don’t think ve need Lo fear, ever, about the morale of cur foremen
groun.

QUESTICN: I have a very . simnle ouestion; My, Croft, There are we

to get the trainees ana who is going to pay for thelr training? For
example, the aireraflt indusiry, which employs very nearly qu(e miilion
men, Is “dovm to under a half millio“ The workers in these indusurial

centers are migratory, or brought ir from cther places. Now the state
or lecality is certainly nct goirg te nay for the training of citizens
from other states, You do not have in the ‘indusitrial arecas a sufficient
reserve to train, Ve must train neopls Irom other lecalitics, So who is
goirg to pay for 14? And howr are you going 4o get therm o come in when
there are no Jjobs fcr them?

R, CROFT: First of all, T think I should tel} wou that we snent
gbout 376 million dollars in training workers in the last war. Il cosis
between (45 and 555 for each trainee.

thirk that in the next war, or the rexi erergzency, the Govermnment,
through the Office of Hducaticn, will have to train the migra-ory worker
where they are and then Jransrort them. 3But I “hink, zlsc, tnat contracts

‘. |1 \1




that are let in tims of emergency snould carry with thenm o certain
appropriztion for wraining in she skills.

3

As I said to you earlizr, if vwe zre going to expand thdls vhing, e
reecri to have a bill of particwlars insclar as 1t relates tc skills. e
need to have an anpropriaticon te do that training. Industry has to consid
thzt as a separave nare of its Tunciion.

Row & do think this" To assist ‘n the wransition Irom nones 1
to essentials, meybe in the next emergency we will make so-cailed ’“”Lr“FU
conbruchs vith bhe nonessentizl indusirles to reirzin the persconnel
the are going te be separated frorm in the skills they are going te bLe
reciiirad Lo possess vhers they go. Qrt I dontt think thers 1s an an
to this particular problem excent @ Pedernl appropristion e the 3tates
based en on estimate of those zvullable,

Revomber thot ve Mave o 41F

Wifferent probler, e dconot nnve 10 million
wenciovad, mAd 51 arz not going to have tnzt many.

This shift ig goi yithin industry. e are not peing out
B L J o [&]

te get a2 grous of korﬁar: vne zre on some mike-woork Jjob.,  We oarsz gol 0

toke al of thsse peonle out of 3nuusfry5 cut of /distribution ard uorket-

inx, vy o thar have skills which we need and they will require very

;oth'rofresher training.

'[.uh.x_l".. i the

i to that =roblem is vo seb up training centors
nlen we train 7

~nid tlhoen gskift therm.

in ir

It is wvery interesting to noto, however, that as o result of the
tremendous number of Horkers =rz brought, Tor instance, to the Foell
Coast arsa, large mumbers of them ars meving thzre ranidiy. 1L thoere
is 2 weriod of uwnoemploymont,. vou ~vill have large nunbers Lo draw from
there and in the fiddle Jestern Stetes, or in ihe staies west of the
pi Riwver where, in the air Porce, you will prcbably carry on
nore of your nreductive activity.

o

It deesnl't ansrﬂr vour question, I imow, but it Is 28 near to it
c co .

QUESTICWSR: The answer, L gather, so £
concerned, 1s that it will hnve to come Irom

MR, CROXT:  Thatts right.

QUESTIONFR: Bub I s%i21 don't know where you are going to got the
‘peopls to traim, excey vt that vou will mave to carry on a training rrogram
after the emergency ocours, Tharo will Te no nretralining preogron,

T T: Therz ecantt bo beccuse you are going to tale “aea out
of the qonessanul"T industries in arezs where thore are o grect number

of thosc industries. You arc going to tale then out of iradss, services,
and distrivution, too.
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QUESTION: T would like to kmow, iir. Croft, have thor developsd
antitude te v 1t can bo dotermined - qct“ﬁw a mar. snouls bs
trained at all; t degree he night e tralned; whether as 2 jovrney—
ran, a leaderman, or, say, &n entineer, anc on into scleniific training;
ancd wiether ther coukd be used in mass application.
C?OFT: n the last war we used in scme of the aircraft plants
101001b_l tests z2s the Hume-Wadswerth tzst., Then e used many
to skills, There, of course, e thousands of tesis, Some of
not ver: valic, “wt T do thinik 211 of our xpc rience in tosi-
doveloncd a pattern that will make us at lsast 20 pearesnt rore
in selection and nlacenent than we waere ucfore.
fow we should a»ply mass testing. There is no guestion about it,
I thini that the frmed Services are also cognizent of that fact bacause
thoy are beginning te realize that their plocerment rzrograms woere & 1ittle
bit off and that ther wasted 2 zroeat many skilis. lqev
developing for the erlisted t personnel 2 better plan of
seleoction, ’

tests thot will atb
What his sueccess wilil
of traininz he recelves.

that thore arc
for a sidll,
or. the gort

to b

sorv of

necessary tc nut on some

» national thinking 2Zn order to got oeosie te anter
¢ skilled trades instsed of trding to got whit
e will have to raisge the age limit for upp;gnu1ce-
ou talk aboub this amnrenticeshin, it 13 a thing
to some exuent but not very close to beenuse I am
savership. 3ut I have investigated 11 at sove
2 nroblen thot comes hack to leadership.
& vinlte—collar Jobe. As I just montlonod to wou,
proolem in vhs foundry tedoy, - Mo one wants to do

crnftsrornship that cemes fron
thrt dowm litxLle bhit

gov to glamorize tha

3
that we did thrt beors s} 5

vas 1a tho last emurgonc? e broke the cixlllis dovn so much thiot hals the
oeosle who worked on 2 piccu never qney what the compleucd nmard lookced
RN N
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to

We will hove
Ca
tios there ar

L8]

fellows v
may cearn just as rnuch

g3 and vniversi-~
and mechanics, who
journoyman as

n our coileg
Journoymen
a skillad

skills,
abls
AESKS

e t].‘.\.
should be
in tholr foture

glarorise
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[ (Y
very peoor cnginesr, I othing vwe wlll hove to glemordze the trode. We moy
have ©o change the: age liwits. We will have to soften the unionls think-
ing about thc D‘PCOﬂt”“ﬁ of anprenticos we sheuld have,
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But I think thovs is ong thing vou forzst aboud in all
in prior yenrs inmigration supslied 2 tremcndous nu
sidlled, very fine craftemer They nove boen shut of: L Larrc H
thus we have depended upon our nmodern machines nnd our mechonism %o per—
Torm wmany ol the so—called "han Jous Wt Bub you ear help this sitwation
nﬂouSJ“ v reguiring the contractors do nrrense ot a loesl love!
Tor apnrentlces, ’

=
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QUZSTTION: TIn connoecilon with of supsrvisers, boith the
Anr and the Adr Foree run RALR GU r St oir thc nrocsss of nre-
motion; bther hav: to stay in vhoe same jJob for a long tima, “hat crn wu
de, M_t>r weorun bhese coursas in training suporvisors znd got then up
thom satlisfied in their Jfob before they zo us to tha

2
2 naoxt Lavel

'y that much crpsnsien in pea i, rrohaply in wveur nlont you
¥ r 15 or 20 yanrs, Moo con Trou

iah o

forcnen vho have boen Doren
trainces satislicd until thers is an opininz?

CROTT:  You ars taliing about trainees Zor tho foremnnts job, or
o have beon trained for locdersn '

SIESTIONER:  Trziriaz thom for the noxt level of leadorshin or super-
visory wosition,

iR, CROFT:  We arc deing now wvory 1itd
supervisors, Iost of *he training wz are 3
supcrvigors ic are on tho ch, tind

nretraining of Jorumon and
ng now is ZJor forumen nd
of Toromen sng supervisors
N

Tor tnose Jobs shouwid ronils ho ¥ mweng these foilovs who
cre now acting as assistant {orennn: men whin have o reas sonacle sense of

nrormot tion.

1ot oY

think many neonle think leadershin trainins a aort of vague
likz vwo had wion TWI, in vihich you glva L0=hour progrons

@ oa uan is clweys a leader, I% dsntt truc, Leadershin iraining
onstant process becotuse of tochnleal advancses, soclological changes,
rol labor rostricticns and lobor laws You havas o koeon on with thls
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t?ﬁlnln; continuously.

thoe foraman level the possiblility
; Sut that is nev truv The ﬁrwqtust
wlllad weonio in the hisher echolons ol

: ions today that ars ~rha ﬁ v e2ll Tperson-—
are sponding os much 2s 5,000 to
bicouse they are wiithout on

The supervisory lovel is the Lovel cub of vhich Monrgement nust now
take 1ts ton group. Thore are nlontr of onoperiuniiios uuc°u thure are

c
iy

no wmen to £ill the top jobks, It scoms ridiculous te stond herc and say
there is » shortage of mon who ean [ill Jobs with salaorics of ﬂl?,OOO:
11,000, or 35,000, but thot is true. There is o serlous shortogs
3
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bocause there has boson not onough upgrading of the management group.
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You have an howrglass victure in that vour botileneck is not wour suner—
visory groun, vhich 1s a comparatively large group (1 to 25 workars), but
your vetilenecik is your works manager or your superintendent,

LI don't think, as a ruie, %
supervlisor, ihen he zehts to that
lems and, likewise cprortunities,

at thai is a serious nroblen, I thinl the
point, realizes the nultiplicitr of orob-

not & wvery good answer, but 1% 1s the best cne T can glve you.
told you T dontt know a2ll.

GUESTIO: I, Croft, what is your Institufels definition cf "foreran"?
uen a supervisor becomes a Torerman that causes a great deal of digcussicn
in lous of =wlants,

R. CR0FT: A foreman is the wanager of a Job vrithin 2 business

Fe tzkes a certain ameunt of raw material, a certain znownt of eqiinrent,
and a certain arount of perscnunel and Lazv‘ ates a nrcoduct. e i3 the

one who malkes all the profit for industry, m‘e brass hats don't wake a
dime; neither doess the sales depariment, I ther go out and sell a motor
to onerate the flans on an aiqplanz for five hundred deollars, assuming
that profit is the motive of cwr system of enternrise—it is, not one
cent is macde wuntil that Torsman can fatriczle that moter in his depart-
rent for rmaybe $350. ?n rmust wmanisulate his men, mqterlals, and equip-
ment Lo get a maximum amount con qualit- acccanLle merchandise,

In the process of Industrial organization, mest of the snecial
enZinesrin” and other Tuactions which wers originally handled by the
foremzn are novr haqdlcd by spaclalisis. So the foreman becomss a sort

rema

of maninulator, Te schedules, nl“ﬂﬂ, ant cdevelcps the spirit of team-

worle, iz is a leader of that wholsz group, and out of that comes ihe

Nowr what are some of his gualifications? Me needs te have nretiy

good knowledge of the Job to bz perzorreae Rut, rememcer, I sald that
that is only 22 wvercent of nhis Job, Aboub 78 ﬂeLceﬂt o” his Job is Just
The balance of it

nran relations with his people——day~to~d"v contacts, T
is »laming. In rany cases, given the right sort ol setan wibh very
livtle technical cxperience he can bz a very successiiu
denartnent hecause = his department, as I told rou meiore, ar

alwavs those vwho know ths answers to most ol his technical provlons:

if net, he hnas an qn"‘*’lee“ing devartment on which to fail back. ks is
the one who has to maintain a satisfied worlking force. Is lias to it
them inte thelr jobs, the jobs for which ther are hest culted. ile 2lso

rust set good wrorkmanshin at & low cost.
QUZSTICH: Ts a "gur—rusher" consldered o foreman?

TR. CRCFT: Vi have rany breakdorms ol supervision in plants,
Tn some vroduction lines e have vhat you cell "pushers.® Thai, however,
is not very common in the hizher skills.
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The gernerzl setup in a Urodactﬁon 37 ant is that re have a forenan and
then w2 have an assistant forenan, b setter. The assistant foremon 1
ob.

tlhe on—-tha-job teacher., He sets\up the HMayoe he makes the first pie
He trains the new werkers on the Job, or he trains an old orker on a new
Job. He vorxs whdth the foreman in crganizing for the newr jeb. He Is an
assistant in the deoartment You might call him—-in some plants ther do—-
a "pusher," But that is generally the setup in mest plants, "¢ take him
for training the same as we do thz foreman. Vhen we talk about leadershi;
training, e take in the assistant fereman, the general foreman, the ¢ 5
ant sups rlntcnaent the s .perintendents, and, “re hche, we can et the rork
manager and the general manager because +kev need it worse than the forena
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CCLONEL GREER: I am afrzid re won't hove time for any further guestis

Mr, Croft, on behzll of the Commandant, the faculty and stall, ~nd
he s‘uaonts, I want to thank veu for a very interssting lscture and por-

ticwlarly tne discussion veriod, which has proved most helpful,

o, CHECFT:  Thank you.
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