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INTERIM REPORT ON
TRAINING WITHIN INDUSTRY 1940~1945

I. THE ORGANIZATION OF "TRAINING WITHIN INDUSTRY®

The idea of utilizing what industry itself was doing to help itself
in its problems of training supervisors and workers for expansion and
conversion stemmed out of the Advisory Commission to the Council of
National Defense. The program was built around a volunteer staff of
industrial men, on loan for full or part time during a time of critical,
emergency need. The Training Within Industry organization was, accord-
ingly, set up in August 1940 to provide consulting, advisory, and
clearing=house service. This service was givén, and a number of good
principles of training, accepted by recognized industrial concerns, were
set down in form that could reach all contractors for defense production.
By May, 1941 rapid expansion had demonstrated the need for more specific
assistance, and the growing pressures for service brought out the need
for full-time, paid staff members,

The Establishment of Training Within Industry

In July, 1940 Owen D. Young of the Advisory Commission to the
Council of Rational Defense decided that industry was going to need aome
help in getting ready for greatly increased production of new war mate-
rials, As a result of the first meeting of the Advisory Commission to
the Council of National Defense, he and Sidney Hillman decided on an
immediate next step. 1/ In mid-August Mr. Hillman asked Socomy Vacuum

1/ Committee on Industrial Training, Council of National Defense,
"Minutes of Meeting," July 24, 1940 (see Exhibit 1 in Appendix).
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to lend the services of C. R. Pooley for a time, and Western Electric
to make Walter Dietz available,

Kr. Young, in his outline of the picture of defense labor supply,
said:

"The first reservoir will be men trained in industry itself, for

they have the qualifications next best to experience. As compart~

ments are potentially threatened in any area, the training faeili-
ties in industry in that area should be brought into play so that
they will be ready to supply the deficlencles, This will be the
responsibilities of Mr. Doolsy, your Director of Training in

Industry.” 2/

When Mr. Dooley and Mr. Dietz came to Washington in August of 1940
they looked on the assignment as one lasting six weeks or two months -
they would establish a way for industry to help itself. They planned to
organize a country-wide network of industrial training men who would have
two functions;

1, establish a local panel of industrial men to
serve as volunteer consultants on training
problems in that area

2. serve as a link in the national pattern in
order to make experience from one part of the
country available in another section,

They proceeded to set up a very informal, decentralized organization
of 22 districts. Each was headed by a prominent local production manager
or industrial personnsl man who directed his T.W,I. district on a dollar-
a~year basis, Since it was recognized that he was not going to give full
time to the job, he was given one paid assistant, and eventually a stenog-
rapher. But the bulk of the work was to be done by the panel - the group,
ranging in size from 10 to 60 members, who would serve when their help
was requested.

2/ Memorandum, Owen D. Young to Sidney Hillman, both of X.D.A.C.,
August 15, 1940.
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The lens Grinder Study

All of this was under way by the end of September, 1940, However,
lmthiné which had happened in August began to have an effect which even-
tually determined the outline of T.W,I.'s work, All through the summer
of 1940 there had been much discussion of shortages in particular lines of
8killed work., Ome of the most seriocus shortages was in lens grinders for
government, arsenals and navy yards,

On August 25, 1640 a conference on lens grinding and instrument mak-
ing was held in Washington. 3/ T.W.I., which at that time meant just
Mr. Doocley and Mr. Dietz, arranged to borrow N. J. Kane from American

Telsphone and Telegraph to make plant visita and write the materisl in train-

ing form., Late in September, T.¥.I. reported to Sidney Hillman, who was
directing N.D.A.C, activities in the manpowser fleld, that. Mr. Kane had
visited Bausch & Lomb, Eastman Kodak, and Spencer lens to gather material
on precision optical work. T.W.I. locked at the job as well in hand - the
lens grinding study would be issued as a report; and the specific train-
ing steps recammended in it would be written up in bulletin form for gen-
eral application. Mr. Diets wrote tc the T.W.l. districts as follows:

®*Cut of Mike Kane's work there ia evolving a very practical
approach which will be covered in another bulletin in the
serias on production training called, 'Helping the Experienced
Worker to Break In a Man on a New Job,! It is so simple
and so practical that our prophecy is that it 1s going to be
one of your best sellers. We are especially anxious to get
your eritlicism on it because if it does not click with the =en

3/ Training Within Industry, Labor Supply Division, Advisory Commission to
the Council of National Defense, "Lens and Precision Instrument Industry
Conference," Angust 28, 1940 (see Exhibit 2 in Appendix).

4/ Training Within Industry, Labor Division, Advisory Commission to the
Council of National Defense, "Helping the Experienced Worlker to 'Break
in' a ¥an on a New Job,® November 1940 (see Exhibit 7 in Appendix).
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out in the shop it will be no cood. let us know how it strikes
some of the production pecple out your way.® 5/

In the meantime, T.W.I. was working on a few other bullietins to get

~ the clearing-house function into operation before kr. Dooley and Xr. Diets
returned to their companies, In order %c speed the organizing job, they
falt wore help was ncaded. Accordingly William Conover wnas borrowed from
U. 5, Steel and James Kitchell was borrowed fron GCenerzl Somervell who at
that time headed cuo Works Projects Adminisiration in New York City.

Duriug the fall o 124C, concurrently with the lers-grinding werk,
T.W.1. people were in tcuch with nuntars of defense contractors. 9/ Two
factors seemad to be comuon: Jobs were poing to have to be engineered,
that is, broken down into small operations; and the men who already knew
those operations (supsrviscrs, skillad mechanics, and lead-men) were going
tc have to brezr in new xzer cn thess jobs.

Accordingly the lens-zrinding sindy, even before it was ready to re-
lease, was regarced as scwething which would be used rnot only for its
originzl purpose tut alsc tc set ¢ zattern for what any contractor could do
when fzced by o shortage of skilled workers '. For example, ir Chicago a con—-
tractor was faced with a large crder for precision coptical light bulbs which
are no larger than a graia cf wheat., The customery training time for this
work was three ysars. Engineering the job and the making of job breakdomns
cut training time to six weeks,

The original problsea in the lens-grinding field was to assist govern-~

ment arsenals and navy yards to get 350 properly qualified lens grinders,

5/ Walter Dietz, Letter to A1l T.%,I. Districts, December 6, 1940.

6/ Training Within Industry, Laber Supply Divieion, Advisory Commission to
the Counell of National Defense, "¥eeting of Baltimore Personnel Men and
Officers of Maryland State Employment Service,® September 4, 1940 (see

Exhibit 3 in Appendix).
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Upon studying this problem, it s found that 20 jobs are really included
in lens=grindinz, It had been assumed that a lens-grinder must be able to
perform all 20 jobs. In an emergency, the specific solution recommended
was to up~-grade workers now employed on precision optical work to the most
highly skilled jobs, and to break in new people on just ons of the simplest
jobs. This required production specifications and intensive training.

Experimsntal work was done with the Frankford Arsenal, the Rausch &
Lomb Optical Company, and the Easiman Kodak Company. One kind of work was
found to include 14 operations. Each of these 14/ operations was broken
down by an experienced worker into assirmments which could be made full-
time work if the volume of production warranted it, Each part of the job
was studied to find the important features or key points, In the aceount
of this experiment, "Precision Lens Grinding," which T.W,I. issued in
March, 1941, it was stated, "The main purpose in having the worker identify
these key points is to enable him to reesll them when he is breaking in new
people. His own familiarity with the work often csuses a competent worker
to overlook the difficulties he had during hi=s early stages and thus without
intention, he fails to mention these difficulties when breaking-in a new
man.” 7/ It was also found that the production order was not always the
best learning order.

T.W.I. thought that, by this demonstration, and Ly using the spscifiec
steps outlined in its instruction bulletin, a plant could break down its
own skilled jobs, By stressing the valus of key points, of taldng small
instruction steps at a time, and of cutlining a method of good instruetionm,
the plants wo.ld then be able to go cheacd on their own. Within a short

7/ Training Within Industry, Labor Division, Office of Production Management,
"Pracision Lens Grinding," X‘éa.rch 15, 1941 (see Exhibit 8 in Appendix).
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time after the bulletin on breaking-in new men was issued in November, 1940,
almost a half-million copies of this bulletin were circulated among indus-
trial men. Good instruction was outlined as involving seven steps:

1. Show how to do it.

2. Explain key points,

3. Let him watch you do it again,

4o Let him do the simple parts of the job.

5. belp him do the whole job.

6. Let him do whole job - but watch him,

7. Put him on his owmn.

In line with the idea that T.W.I. mld serve as a clearing-house on
industrial training, a number of "examples of successful training programs®
wore issued. One described the staffing and training of employees of the
Wright Aeronautical plant at Lockland, Chio, Another gave specific details
on training for electrical workers in a shipyard.

later T.W.I. and the Apprentice~Training Service agreed on a specific
division of work and T.%.I. withdrew from the field of techniques for train-
ing individual workers, and limited its activities to the skill needs of
supervisors and the skill need of the plant man who has functional respon-
sibility for training. 8/

Early in the defense program the Labor Division of the Office of Pro~
duction Management was delsgated the responsibility of getting the necessary
workers into the plants of defense industries. Since it was soon discovered
that such a program could not be exscuted from Washington, an organisation
8/ War Manpower Commission, "Statement of Relationship between Training

Within Industry Division, War Manpower Commission, and Apprentice-

Service, War Manpcwer Commission,® August 12, 1942 (see
Exhibit 30 in Appendix).
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of Regilonal iabor Supply Committecs was cstablished under the Labor Supply
Jivision, composed of re resentatives of the varicus training and labor
supply arencies, The Labor Supply ivision was not an operating unit but a

.

coordinating agency which assijnced dubies and res ongibilities to the appro=-

&)

priate agpencies and insured that the duties were carried out.

The Listrict Representatives of Training within Industry served on
these comidttees throughout the country., On occasion, the T.n.I. office in
a district actuall; performed the tasi of a branch labor suuply, labor rela-
tions or public relations office, until the appropriate agenc, was able to
®taxe over.,! After the establishment and strengthening of local offices of
the other ag:ncies to handle zanpower problems not directly related to
training, J...le. continued tc cooperate actively and constantly.

zach T.vele District functioned as an integral part of the fegional or
Arsa wavor Supply organization, n this relationship, T.«4.I. stall members
were frequently reguired to caxe or wssist in gpecial plant cr area surveys
on problems of manpower and training. Because of the participation of
Training «ithin ndustry's Jirector, assoclate uirector and uistrict Aepre-
sentatives in the Labor Supply voonitlee work, ln-p-unt training progrars
werc directly rolated to ianpower siortages and probiems as well as conten=
vlated ghilts in war production plans. The perlod of all this was from
about Juiy 1941 to April 1v4Z when the War lanpower Commissionvwas formed, §ﬁ/

while Socony Vacuum, weslern ilectric, American Telepnone and Telsegraph,
and U, 5, Steel often asked i:ow much longer their men were golng to be
needed in Jashington, it was always possible to arrange for Just a little
more time, General somervell, however, felt he could not agree to an indef-
inite loan and recalled Kr. Mitchell to go with him 4o the Army's Services

of Supply.

GA/ The various organization changes in which T.W.T, has been involved are
outlined on page 42.
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Background for T.¥W.1.

It is not possible to try to understand the World War IT ageney called
the "Training Within Industry Service® without looking at the backgrounds
of the four directors: C. R. Doolsy, Director; Walter Dietz, Associate
Director; ¥. J. Kane and William Conover, Assistant Directors. Each brought
with him to T.W.I. his own experience and philosophy.

Mr. Dooley has had three industrial commections - with Westinghouse
Electric and Manufacturing Company which he joined in 1902, with the
Standard 0i1 Company of New Jersey, and with the Socony Vacuum 0il Company
whose industrial relations managsr he was when he came to Washington in
1940. In all of these companies the plarming and direction of training
was part of his responsibilities,

Mr, Diets joined the Western Electric Campany in 1902 and has been con=-
tinuously associated with that campany except when he has been on loan to the
govermment for war-time assigmnments., He left the position of personnel
relations manager of the Manufacturing Department to come to Washington in
1940.

Mr, Kane had been with the Gensral Electric Company as a personnel
manager before the first World War, and after that war went to the American
Telephone and Telegraph Company where he handled training problems involwe
ing supervisors, instructors, and conference leaders. After spending four
years with T.w.I,, Mr. Kane left to become Director of Industrial Relations
for the Nationsl Association of Manufacturers.

Mr, Conover came to T.W.I., from the United St¢ates S'_;ael Corporation
where he was Assistant Director of Industrial Relations. His previous indus-
trial connections were with the Philadelphia (Gas Cempany, the Western
Electric Company, and Lycoming Manufacturing Company. In 1944 Mr. Conover
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spent part of his time with United States Steel and then was on loan to the
_Office of Contract Settlement before leavinz 7.¥W.I. L0 become a works mana-
ger for the General Cable Corpany.

Mr. Dooley, Mr. Dietz, and Xr, Kane had been borrowed by the govern—
nent in the first World swar. Iiow they were back again to head a group fac-
ing even more difficult problems. They brought with them their own previous
war experience and what had been happering in industrial training since
World War I. And they also brought the knowledge that the valuable experi-
ences of the first war had not taken root in many indusirial establishments.
This time, the work had to go deeper,

in 1940 there were, of course, many industrial pecple who gave varbal
scceptance to the training principles established during tha first World
War - but these principles were not being geserally used., That is, there
were few indications that industry was aclively following the principles
which "everyone agreed" wers right. These principles weres

1, Trainirg must be dome withln industry.

2, Instructors shculd be plant men, preferably supervisors.

3. These supervisors would nesed halp ir the method of instruction.
4. Break-in time is cut by training on the job.

5« The most effective size of group for training by one
ingtructor is fram 9 to 11.

6. Spelling-out the importance of work and giving of
personal attention develops worker loyalty.

7. Training is an invesiment ~ its costs ars paid by
eventual increased production.

8. . Ability to instruct is an important supervisory
qualification.

9. The four steps in good instruction (as outlined by
C. R. Allen, of the Emergency Fleet Corporation, in

his book, "The Instructor, the Man, and the Job"®,
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published in 1919) are:
Preparation
Presentation
Application
Inspection

10. Job analysis or the making of job breakdowns is an
important preliminary step before instruction,

Three of the four directors of T.W.Q. are people who were familiar with
these principles developed during the first World War and all four of them
had actually been using them in their own campanies. Their own convietion
came from experience, and they were still optomistic about getting defense
contractors to accept these principles and go ahead on their own, tc help
themselves,

The "Survey®" Stage

Mr. Dooley, Mr. Diets, Mr, Kane, and Mr. Conover stayed on feeling all
the time that the day of their return was just around the corner, that soon
contracting campanies would accept responsibility and no longer need help
from Washington except as they lesarned of new techniques through the T.W.I.
distriet clearing-houses. Mr. Kane and Mr. Conover, in particular, spent
most of their time in defense plants, making surveys and giving individual
counseling service. This could not go on forever, of course, and two men
could not cover the country very quickly, but it was felt that the members
of the various T.W.I. district panels would soon begin doing this same sort
of thing. The program would soon be self-cperating, so T.W.I. thought in
the winter of 1941.

In May, 1941 all the industrial men who were heading the T.%.I. districts
were brought into Washington where they reported their experience in making

surveys and in getting the principles of T.W.I.'s bulletin on instruction
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adopted. All the district men were asked to make at lesast one survey in
June.
New Jorsey Experience

filenn Gardiner of Forstmann Woolen, who headed the New Jersey district,
ronorted to T.W.I, Headquarters that "even after a survay is made and our
recommendations proposed, not one coupany out of twenty-five will be found
capable of carrying out the recommendations without eonsiderable fo. low~up
assistance and selling of successive steps. All of our contacts and surveys
lead us to the conclusion that there is one commen training need, which will
be found without exception in ewry company. This is the need for Job
Instructor Training., Mcre than 90 per cent of the necessary training will
have to be done on the job by the foremern, assistant forewmen and key-men who
have the lcncw—ilﬁw, and these imy—xren w8t be relied upon to pass that kmow~
how glong to workers, In “he licht of these conclusions, wost can be accom=
plished in the shortest period of time by providing a plan wherseby effective
assistance can he riwven to every war production company in the Tistrict in

training its foremen and their assistants as job instructors.” 9_/

2/ Training Within Industry, Labor Division, Office of Production Management,
®Conference of District Represcntatives,® iay 13-14, 1941 (see Exhibit 9
in Appendix).
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II. SUPERVISCRY TRAINING

Defense contractors needed help - thc, wers expanding and there were
many green workers, It would not be possible for a small organization to
reach all new workers -~ but aupervisors, the key men transmitting management
requirements to production workers, might be reached. The immediate need
for supervisors was for assistance in breaking~in men on new work. Accord-
ingly, the Job Instruction program was launched. T.W.I. provided "Institute
Conductors" - trained men who prepared, in groups of ten, "trainers" who
would conduct sessicna in "how to instruct® for supervisors in groups of ten.
This has often besn called the muliiplier technique. In the bsginning, many
of these "trainers® were vocational school instructors who were given
specific preparation by T.W.I. It was found that an outside trainer did not
satisfy continuing plant needs, and that the supervisor needed more than
ability to instruct.

The Package Idea

The idea of 10 hours of instruction for a group of ten men, or what
has been called the Training Within Industry "package® idea, is Mr.
Gardiner's contribution, MKen had been instrucied in groups before in *"how
to instruct®” using the same basic steps as now appeared in the gob Instruc=-
tion program, but the sizes of groups varied, the lengths of the programs
varied, and the content usually was determined by the instructor's opinions
of the particular group.

Mr. Gardiner brought standardimation to this field, His contribution
can be compared to the introducuén of power-cutting machines in the garment
industry, for as long as every garment had to bs hand=cut, the volume was
small. Power-cutting machines and sewing machines have meant more clothes
for everybody. A standardized package of Job Instruction meant that an
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untold number of supervisors would get assistance which never bsfore could
have been available to them,

industry's Firat Nead - "Breaking in Oreen Ken"

The prime problem in defense days was expansion to handle new contracts.
This meant that millions of inexperisnced workers had to learn their jobs,
and learn this new work under supervisors who were new at ths Jjob of direct~
ing the work of others,

In the late spring of 1341 the New Jersey T.W.I. panel, working under
¥r. Gardiner's dlrection, developed the first specific program in Job
Instruction -~ 10 hours of basic instruction and practica for & group of 10
industrial supervisors, under the lcadership of 2 trainer prepared by T.W.I.
It was planned that the trainers would be drawn from vocatlenal insiructors
who would be free for the summer. This was definitel: rsparded 20 a service
to be rendered and [inanced by the federal govermmart,

The first telal grovp follewed o patilern wich now has been used for
1,000,000 sugerviscrs whe have becn [iven, by T,w,.T,, bacie irstructicn in

kow to break in workers -n new Jfobs, The worthlessness of “teliing" mlone,

which used the Allen steps. The fcur stepes were rut on 2 pocketegized card,
Te Pirst J.I, clogan, *If the lsarner hasn't learned, the teacher hasn't
taught,® gives the ricturs cf the progren. Each ronber of the group then
demcnsirated vse of the method,

¥Within a conth of the eiar? of the pregran, fow Jersey industries were
beginning to ask to heve their own men preperec oe troinerc - this neee for
helping supervisors to breck in green peoplc wmasn't going tc cnd with the
end of the summer of 194l. Whaet had been originally startea os scmething

that would be done during a period when vocationzl instructors had free timas,
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just could not stop when they went back to the schools.

T.W.1. Headquarters Adopts the Program
In August 1941, the T.W.I. district heads again met in Washington.

Mr. Gardiner described New Jersey's "O.,P.M. Trainer Plan,™ and stressed the
following four essentials for a training program for defense industry:
l. The training program should be one of utter simplicity.
2. It must be prepared fo‘r presentation by intensive andl
::rctfi:i]..y "blueprinted® procedurs, utilising a minimum

3. It must be built on the principle of demonstration and
practice of "lsarning by doing," rather than on theory.

4. The program should provide for "multipliers®™ to spread
the training by cocaching selected men as trainers, who,
after being qualified in Institutes, go into industry
and pass the program on to supervisors and their assist-
ants in a uniform manner, l(_)/”

The New Jersey plan provided for:
1, the making of contacts by panel men

2. the preparation of the trainer's schedule by the
State Vocational Education department

3. sessions put on by trainers who were compensated
from vocational education funds

4. quality checks by the panel members
T.W.I. decided that, on the basis of New Jersey experience with some
seventy plants, it would be practical for the national T.W.I. organisation
to promote one phase of training at a time, and that *"T.W.I. can be more
effective 1f some of the sideline activities are sheared off." 11/

10/ Training Within Industry, Labor Division, Office of Production Manage-
ment, "Conference of District Representatives," August 7-8, 1941
(ses Exhibit 12 in Appendix).

11/ ibid
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This meant that, while T.¥.I. still advocated upgrading, apprentice-
ship, etc., it had decided to focus its specific work in the field of
supervisory improvement.

It will be noticed that T,W.I., in this first program, had set a patiern
followed in all its later programs: T.W.I., programs were not available to
individuals but were only available to plant management, for the pecple whom
it designated as needing this assistance.

In September 1941, at the end of T.W.I.'s first year, the following
Suxmary was mades

The whole objective in the field has been to assist contractors
and sub-contractors to diagnose their training needs and to
formulate suitable training set~upe. During 1940 it was neces-
sary to deal with the reluctance of many employers to take

action in planning to meet their anticipated needs for employees
in various occupations. As an outgrowth of experience during the
depression period the feeling existed that there was a surplus of
unemployed skilled men available, and that requirements to meet
the specific needs of a plant could easily be met by making the
opportunities iknomn. During the early months, T.W.I. took the
attitude of availability for service upon call, if and when em-
ployers found that they were facing new problems in the expansion
of their personnel., Notwithstanding general publieity, corres-
pondence, and msetings with industrial groups spreading informa-
tion about this new service, there were relatively few apecific
requests for help,

It soon became evident that T.%W.7. must take the initiative, and
plans were worked out so that principal contractors were approached,
their existing training plans appraised, and, where possible, com-
plete surveys inside their plants carried on. In such in-plant
surveys, specific recommendations were meéde and followed up by our
training consultanta. Training material was furnished and embodied
in plant programs., Liscussion groups with representatives of
defense contractors took up verious current training and personnel
problems,

In the New Jersey district, intensive job instructor training was
launched on an experimental basis to help new supervisors, leadmen,
and experienced workers to become more competent in breaking in
new employees and in training present employees for new jobs. This
program, on account of its adaptability and practical approach and
the tested experience it embodies, prowed to be so helpful that it
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has now been similarly launched in several other districts and
will soon be extended on a nationwide basis. 12/

.T.W.I. headquarters at once began to work with L, S, Hawkins, the voca-
ticnal education hesd of the Offics of Education, in order that finaneing
arrangements like those made in New Jersey could be set up in every stats.

In November 1941, T.W.I. announced that the new program was actually
in operation on a national basis.

(n November 11 and 12, 1941, the district heads of T.W.I. again assem-
bled in Washington and reviewed the progress in Job Instruction. At this
time, it was agreed that there should be two other intenaive streamlined
supervisory programs, one to be in the field of Human Relations and one in
the fleld of Production Supervision., A possible progran for training
directors was also discussed at this time. Thus, the brosd outline of the
four T.W.I. programs was projected in 1941, 13/

By September 1942, when T.W,I. was two years old and when the Job
Instructor Training program had been in coperation on a nation-wide basis
for cne year, T.W,I. stated:

The greatest single accomplishment of T,W.I. has been to create

a tremendous acceptance in indusiry of the importance of train-

ing. This far-reaching acceptance by industry w@l undoubtedly

leave a lasting impression of the tremendous success of J,I.T.

and the voluntary demand for additional programs are evidence of

eager industrial participation . . ., In connection with the con-

tinuence of J.I,T., our main problem is quality control and
follow-through. This will require the development of additional

men to specialize in this phase of the work, The problem is the
extent to which J,I,T, should be made available to anyone who

12/ Training Within Industry, Labor Division, Office of Production Manage-
ment, *First Annual Progress Rsport," September 1941 (see Exhibit 13
in Appendix)

13/ Training Within Industry, Labor Division, Office of Production Manage-
ment, "Conference of District Representatives,® November 11-12, 1941
(see Exhibit 15 in Appendix).
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requests it on the basis that everything will be in the intercst
of the war effort in the future. 14/

Promoting the Program

In 1941 there were approximately 5,000,000 defense workers. Ulth the
actual bsginning of the war, employment in war industry expanded tremen-
dously. In the spring of 1942 the Government estimated that there would be
17,500,000 worksrs by the end of 1942 and 27,000,000 by the end of 1943.

In 1942, approximately 6,000 new workers were reporting for work every
day. Four hundred workers who had had no experience in directing the work
of other pecple were being appointed as supsrvisors every day., Soms were
experienced operators, but sone of those who were going to direct the work
of these new workars had nelther knowlaedge of the Jjob nor of how to bresak
in new pecple. This undoubtedly contributed ‘o ths spesd with which T.W.I.'s
progran was accepted.

The Job Instructor Training progranm was promoted at first in all dis-
tricta by part~time industrial men who ssrved as a volunteer panel. In no
other way except with vclunteer helj: could such a program :ave been so
quiekly launched., But gradually the districts realized that men with jobs
of their own could not posaibly fill all needs, Slowly, as sultable men
could pe located (largely on release from non-war i‘ndu.stry) the district
staffs grew.

In September 1942 when T.%.I. had campleted two years of operation, the
optéustic statemsnt was made that "The promotion stage is practically over,
and the organization is a going and growing concern. The problem now is
'production'." 15/ It wes true that *J.I,T." was almost a national institu-
tion, and the asise of the group who lmew samsthing of the program was greatly

14/ Training Within Industry, War Manpower Commission, “Progress Report,"
September, 1942 (see Exhibit 18 in Appendix).

15/ 1bid
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enlarged with the publication of an article as part of a three-part series
written by Stuart Chase for the Header's Digest in the fall of 1943. 16/

The fame of "Job Instructor Training,* which was later renamed "Job
Instruction,” decreased the launching pro‘blems of the iater superviaory
programs - Job Methods, September 1942, and Job Relations, February 1943.

Yhen T.¥,I1. reached the stage of its nrillionth supsrvisory certificate,
it was appropriate tha£ the celebration centered in New Jersey, J.I.'s
birthplace.

The New Jersey State Chamber of Coumerce took the initiative in arrang-
ing a publie celebration to sark the granting of the millicenth T,.W.I.
cortificate. This wae not the nillionth Job Insiruction certificate but
Job Instruction had accounted for over seven hundred thousand out of the
million. The National Assoclaticn of State Chambors of Cormerce chose this
occasion to create and present 2 new kind of recognition which was called
"Industry's Award.,” It has become quite usual for the Gevernnent to decorate
industry for doing a good job. This was the first recorded instance of
Government being decorated Ly private industry. In making the aeward,
Thamss Roy Joneas, President of the New Jersey State Chamber of Commerce,
said that T.W,I., in the eyes of industry, has measured up to the following
standardss

l. It is a service measurable ir practical results.

2, The service being rermdered is timely and shorn of
non~cssentials,

3. T™s service is =conomical in proportiorn to results
obtained.

16/} Stuart Chase, "Teaching Foremen thal Workers Are Fecple," Reader's
Digest, September, 1943; "Show-liows A Revoluticn in Ma.nagement,“
i%ﬁ;, 1943; "To Do It Easier and Better,” November, 1943 (see
Exhibit 44 in Appendix).



4. The personnsl of the agency consists of people who in=-
timately understand the paractical problems of industry,
and recognize the value of the established system of
free enterprise.

5., It is a service wilch does not widertake to do for
industry the things industry can do for itself.

6. It renders a service devoid of all other purposes
except that for which it is constituted. 17 '

Vocational Education and the Job Instruetion Program

On October 6, 1941, T.W.I. issued a general policy letter setting forth
a number of provigions about the operatlon of the Job Instruction orogram, 18/
It was required that districts first make arrangements wiih the State Voca~-
tional ©Pducaticon Tepartment as to financing the payuent to trainers and arrange
to have a scheduis svpervisor designated. It was emphasized that Siate Direc-
tors must understand that the progran was *Lo be presentod exactly as offered
by T.W.I. As 3 second step, the District S’;aff or a representative from
T.W.i. Headquarters would hold a promotional meeting  or menagement advisers,
labor advisers, panel members, mambors of the State Vocational Education
Department, and defense contractors.

It was empnasized that the plant men adnltted to Institutes must be
free to put on Aso\ssions wobh during and after working hours, For work on
their own time they woald be compensated by State Vocational Funds, Iumedi-
ate scheduling of sessions wae urged, "It is essentlal that the Trainers
put into practice iumediately what they have learned, becauss the greater the
lapse of tims hefore they go into action, the less effective their instruction
will be,.”

17/ New Jersey State Chamber of Commerce, Ihe First Million, Webruary 3, 1944
(see Zxhibit 45 in Appendix).

lB_/ C. R. Dooley to All T.W.I. Districts.
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On Qetober 26, 1941, T.%.I1. issucd a general policy letter transmitting
the first directive from the Office of iducation on the handling of J.I.
sessions. This first release specified that T,W.l. would make contacts with
defense industries, that T.W.I. would conduet the Inetitﬁtes in which
trainers were developed, that sessions held by these trainers either in their
own plants or by temporary assignment to other war plants on time not covered
by the trainers' regular salary could be compensaied for through defense
funds available in the state, that the contacts would be followed up and
arrangements completed by a State Vocational Education representative who
wowrd wor¥x in cooperation with T.W.I. %"This program is being successfully
staged in a number of states and seems to meet an urgent need of industry.

It should not be considered as complete instructor training or foremanship
training progrem, but should be regarded as supplying & most urgently needed
first step. It should be followed up with whatever training iz indicated by
the individual situation.* 19/

On February 24, 1942, T.W.I. sent to ita Field Representatives the first
official instructions, jointly approved by the United States Office of Educa-
tion and T.W.I., for the Administration of the J.I.T, Program. 20/ This
first statement gave as the objectivest

1, +the 10 hours of training for every first-line
supervisor in war incdustry

2. the use of this training by supervisors as much
higher than that as possible

Certification of “rainers was made a joint function of T.W.I. and of the
State Doard of Vocational Education. Institute Conductors were drawm from

T.W.I. The actual scheduling of sessions, the selling of additional groups,

19/ L. 8. Hawikins, Office of Education, to All State Directors of Vocational
Training for Defense Vorkers, Lisc. 3442 VE-ND.

20/ C. R. Dooley to All T.W.I. Districts.
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and the assipmment of tralners were State functicns, Quality Conirol wes
to be exercised b.y T.W.I, or by the State, bul the State man perforring this
work must be acceptable to T.W.I., Rates of pay for the trainers were detere
nined vy the respective J*-tes and voricd widely, U was wade possivle for
the supervisor to be paid for sessions 1in his owm plant, if they were corducted
outside his regular working hours., 7he current agreement is that issued
Jenvary 18, 1943. 21/

This instruction specified that T.W.I. would select prospective trainers
and furnish and iss.e certificetes for trelners. T.W.I. would ccnduct the
Institutes, make initie) sales ccorntects snd arrange for the scheduls super-
visors tc make plant calls in order *c srrange for groups end assign trainers,
T.W,I. would arrznze for uality control by coupetent uen. The 3Stats Boards
for Voeaticnal Dducation were nade responslible for lUse plant follow-up calls
in connection with scheduling by either being vresent al ihe Institutes or
delagating ?;o T.%¥.I. the reaponaidllii; for seelne whether the qualliy of
sessions merited compensation,

When the Job Instructicn progran was stsried 1 was thus tled in very
closely with the '.’ocatimml School get-up. This tils-un with Voeational
Education larpely determined alicibility for the programs. Actual payment
of treainers was from faderal funds disbursed by the states, Definite restric-
tions were necessary. These restrictions were, hwowever, lnierpreted differ-
ently by the various stotes. For example, in California, it was riled that
machine shop foremon and water transporiation foremen in the Colden State

Creamery were the ~ly ones who were ¢ligibla, The actual supervisors of the

21/ War Manpower Commission, Bureau of Iraining, *Administration of Job
Ingtruction Training, Job Methods Training, and Job Relations Training,®
January 138, 1943 (see Fxhibit 32 in Appendix).
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Dairy, which held prime contracts with both Army and Navy, could not get Job
Instruction. 3y early 1943, the War kanpower Commission arranged to get spe-
cific local approval on eligibility. 21A/

The Spread of the I'rogram

Hews of this specific new way to prepare a supervisor to break in new
people reached many groups other than the industrial customers for whom the pro-
graw was designed. kr, Conover conducted a J.,I. Institute in Lovember 1941 for
United States Govermment representatives in #ashington., The T.W.I. News Letter
for November £ reports "A great deal of interest was shiown and there is a possi-
bility that the training will be extended to various Government Departments.”

By February 1942 there were numercus requests from ineligible groups such as
industries not assocliated with war production, government agencies, and personnel
groups. 1t vas decided that, as long as no service to industry was delayed and
no additional expense to State Voeational Funds entailled, a rcpresentative of such
a group might be included in an Institute and that sawmple materials might be fur-
nishied. In other words, these grouys were put on tie basis of inclusion in case

here was a vacancy.

The Job Instruction program was introduced at :icatinny Arsenal in March 1942
and the reaction was so favorable that in April the Office of the Chief of
Urdnance in Washington began the introduction of Job Instruction into other Ser-
vices of Supply establishments which led up to General Somervell's directive of
August 1o, 1u42, specifying Job Instruction for all supervisors of civilian per-
sonnel in the S.0.8. 22/

21A/ Zligibility for T.W.I. programs has been on the same basis as for other
v.i.Ce training services and is coversd in the Dureau of Training narrative,

22/ Var Department, lieadquarters Services of Supply, Administrative Hemorandum
Yioe 24, J. A, Ulio, "Job Instructor Training Program for Services of Supply,"
and Circular No., 45, %. D, Styer, "Job Instructor Training for Services of
Supply," issued simultaneously by coumand of it. Gen. Brehon Somervell,
August 1Z, 1642 (see ixhibit 31 in Appendix).
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When the program was thus planned it was thought that there would be sixty
thousand supsrvisors to train and that the Job Instruction program could be
completed by December 1942. The rapid growth of the S.0,5. (which later be-
came the Army Service Forces) and turnover in supervisors has meant that
basic training in this program is still continuing. The Job Relations and
Job liethods programs were later made available to A.S.F. After 100,000
supervisors had been trained, arrangements were made for the handling of these
programs by A,S.F, itself, Other branchss of the armed services and many
' goverrment agencles have adopted the T.W.I, programs. 23/

With the growth and interest of applying Job Instruction to various
fields there has been a volume of requests for adaptations., At first T.W.I.
camplied with these and made special variations for offices, hospitals, hous-
ing projects, and agriculture. As requests from additional fields came in,
T.W.I. took another look at the idea and made & number of field inquiries
with the result that there are now only two adsptations for Job Instruction =
office®s and hospitals, These are brief reminders to the trainer that instead
of saying "bench" it is more reasonable to say "desk® in an office group, and
"table® in a hospital group. Examples are given of breakdowns and timetables
in office and hospital situations. It was found that this simple transposi-
tion is all the technical change that is neceasary.

32/ United States Civil Service Cammission, "A Program for Supervisors in the
Federal Service," 19443 United States Department of Agriculture, “Manage-
ment and Supervision,® 1944; Treasury Department, Procurement Division,
Director's Order No. 201, Supplement No. 1, *"Responsibility of Operating
Chiefs and Personnel Division for In-Service Training of Employees,”

July 24, 19443 Daninion of Canada, Department of Labour, Training Rxmansh,®
Foremanship Training,® 1944; Statement by Ermest Bevin, Minister of
Labour, Great Britain, Parliamentary Debate, November 15, 1944 (see
Exhibit 36 in Appendix).
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The Job Instruction program was introduced to Canada in 1942, All the
T.¥.I. supervisory programs are now avallabls in Canads through the Canadian
Departmsnt of Labour, and both English and French manuals are used.

In February 1944, the British Ministry of Labour sent a representative,
F. H. Perkins, to T.¥W.1. Headquarters to learn the T.W.I. programs wihich were
launched in England in the fall of 1944.

Job Instruction materisls hawe also been transmitted to representatives
of Australia, New Zealand, Norway, and the Union of South Africa, and current
arrangements are being made for the extension of the program to China.

In varicus other foreign countries thse Job Instruction program has been
used by branches of American corporations.,

Management Participation in Job Imstruction

When the program was started, T.W.I. recommended that trainers not put
on sessions in their own plants. The reasoning behind this, though now seen
to be mistaken, is clear - T,W.I, believed there had to be some device to
control the work of the trainer, and 1t looked as if he would be harder to
keep "on the beam® if he was putting on "just aﬁothnr company prograz." Of
course, if a campany would not accept the program on any other basis, use of
its om trainers was approved. It was speciﬁ.ad\ that such sessions should
be conducted in exactly ths same manner as those conducted by cutside trainers,
and that the program should not be mixed into other prograns which were going
on, and that the meetings should be open to T.W.I. Representatives for quality
control.

Then in early 1942 T.W.I. began to move away from the idea of requiring
trainers from outside the plant. It was agreed that a company could have
trainers of its own if T.W.I. maintained quality control, if they made these
trainers available for other campanies, if they kept the programs separate
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from other plant training activities, if they maintained the standards of
attendance and participation, and if they followed the manual exactly.

The whole T.W.I. position has represented quite a development. 1In the
firast place, the Job Instruction program is not now available just for the
asking. IPriorities in the war production program determine which of the
many eligible companies can be served. Lack of staff and limits on funds
make it impossible to service all, T.Ww.I., now starts no program until top
management thoroughly understands it, agrees not only to back it but to in-
sist on its continuing use, introduces it to the middle management groups,
and provides needed coaching assistance so that this can become a continuing
regular function of management,

State-paid trainers are now used only in small companies for whom T.%W.I1.

could not afford to prepare a trainer.

Results of Job Instruction

By the end of 1942, industrial companies which had made extensive use
of the Job Instruction program were beginning to make surveys of its effec-
tiveness., These first reports were not very specific and ran in a vein of
which the following is typicals

It was almost unanimously agreed by those interviewed that Jodb
Instructor Training has been very helpful in breaking in new and
inexperienced help. Nearly everyone reporting took less time to
bring a "green®™ man up to standard production and the gquality
and quantity of this work was improved. It was also reported
that the 4-step method of ap;roach created friendlier feelings
between the employee and his boss, resulting in better coopera-
tion and more interest in the work. It was realigzed that not
everyone who has received training is using it conscientiously,
but it is safe to say that he has at least given it a try. Even
the more skeptical admitted they benefited by the training and
considered the time well spent. Not only the content of the
course, but the way in which it was presented have been well-
liked.

This particular survey pointed out the populirity of the program with

supervisors who had previously received little help. This company also
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found that women could be made quite efficisnt on totally unfamiliar work
"if the right attitude ¢an be created toward their job and they are sure at
all times of what they are doing,.®

in May 1943, when the House Appropriations Committee began to ask for
figures to back up T.W.1.'5 claims of decreases i training time and increases
of production, T.%W,I. became mors critical of ithe results winlch were sent in
and early in 1944 a standard form was adopted. Each district was requirad to
subnit a minlnum of one tangible results resport a week. These reporis are
then tabulated, The latest suumary appears in the appandix. 24/

Ihe Evolution of the Job Instruction Progcram

Wide use of any training program provides experience and points to .weeds
for improvement which can be spotted in no othier way. uhe:n tie program was
used on a national basis, in tremendously large plants, in very new companiss
where the total of supervisory experisnce was small, and in remotle areas,
experience showed that certain refinements and safeguards were needed.

Mr. Kane's previous experience pointed to ihe value of making Jjob
breakdowns and stressing key points. lLens, insirument, and autcuobile com=
panies had long broken jobs down into simple operations., New Jersey had
followed the national patitern of cailing attention to the value of break-
downs, and optémistically trusted to plants and to supervisors to go shead.
But experience showed that breakdowns werec being neglected., It.was prop=
erly insisted that the valuve of breakdowns be stressed by including practice
in the 10-hour sessions,

lir, Uonover lilewise contributed to the "get ready” points by pointing
out the nced for specific work on the timetable, When he conducted an
24/ Training Within Industry Service, Bureau of Training, War Y¥anpower

Commission, Memorandum No. 184, "Tangible Results from Use of T.W.I.
Programs," April 19, 1945 (ses Exhibit 27 in Apvendix).
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Ingtitute in Szatils, Institute mexbars solnted oub thal sametlmes a whole
squad of new wen was dircped on the supervisor &t onee, or that osccasionally
the one an wio Xxusw 3 Job gquit and the supervisor was left in a bad spot.
These Insiltute mexbers decided that tho following atatement, properly filled
out, would, if included in Job Instruction sessions, fully meet the situations

¥ (Worker's Name) should e able to do (name of job) and do it (how well)
by (what dats),."

The "Time is Short" poster wa3 in every govermment building in that fail
of 1941, but up to then nownere in the Job lusiruction program wad the tims
factor emphasisged,

Putting it in was very simple = ir, (Gardiner suggested that it be called
a "timetable." Accordingly, in the January 1942, manual the directions wers
gi’bem "List the workers dowa the side of a page, list the jobs across the
top, chesck jobs alrzady known, sot dates for completion of training to fill
gaps."

sr, Kane's and Mr. Couover'!s field experience aiso poinited to tne need
for further sharpening=-up oi the four steps. It was observed that, in Step 3,
the supervisor simply had the worker do the Jjob and ocorrected his errors.
This, in wany cagses, was 1ol eaough., Too many operators copy moticns without
knowing why they are doing the various operations, Mr. Conover round, by
experiment, dhat it the insiructor gives "reasons way" in Step <2 and he
operator repeats them in "Step 3, the operation is understood and performance
inaenssly improved.

Although this concept of the relationship of S¢eps 2 and 3 was recognized
late in 1941, it was not until the fall of 1942 that an exact procedurs was
adopted for % trainer to use in checking a demonstration and this insistence

oii correct instruction in 3tep £, including reasons, and getting the reasons
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from the worker in Step 3 d4d not appear in the Job Instruetion manual un=-
til January 1943.

7. W.I. Headquarters felt that there was need for a naticnal JQuality
Control meeling, and summoned one man from the paid field staff of each
district to Washincton in Januarv 1042. Following this meeting, additional
instructions were sent out to all trainers. In the fall of 1942, in order
to improve stsnderd operation of Job Instruction, three Headquarters Repre-
sentat@vas ~—= John Yollers, ¥, E. Carlson, end John Calhoon — were appointed.

The »rogram wag graduslly *‘mproved throughout 1942 and the first of 1943
brought a new cutline for the 10-hour sessions. Azain in early 1944 improve-
ments wsre incorporated in a new edition. All of thess changes have repre-
sented no change from the fundarentzls, but are details which hawve improved
understanding and use,

In the beginning the 12~hour J.I, Institute (the means used to prepare
trainers) consisted of putting on the five 2~hour sessions, a question and
answer period, and practice on how to open Session I. Gradual changes in
the Institute took place untlil the summer of 1944 when a radically different
form was adopted. The Institute now requires 40 hours a2nd has two parts.

In thz first part, which takes a day and a half, the Institute Conductor

drille the members on the three fundamentals of Job Instruetion = the timeotable,
the job breakdown, and instruction according to the four steps. FWhen the
Tnstitule is set up properly, all members have had the 10 hours bafore coming
to the Institute, Accordingly for them thnils is a review and further drill,

By the end of tiils first part of the Instituts the Instituite Conductor kncws
whether ezci: man has himself mastered the fundamentals well encugh to be con=
sidered zuod trainer material. Sowe rmen may Lo dropped at this siage. The
seoond part of the insiitute, or t'wee amxd one-half days, 1s made up of drill

in handling the outlines for the Iive z-hour sessions.



- 29 -
ITII. SUPERVISORY NEEDS

The first impact of expanding produetion for defense was in the field
of breaking-in the millions of new men and women who had to learn new work,
or who had never been in manufacturing at all~-and many who had never worked
at all., But early recognition was given to other important supervisory probe
lems and, as soon as the Job Instruction Program was launched T.W.I, began
to give attention to other ways to improve supervisory ability. The Job
Methods and Job Relations Programs for supervisors and Program Development
(for plant men with functional responsibility for training) were developed
and launched., These additions necessitated the growth of the field staff
and the addition of more men to the hsadquartsrs staff in order to have
speclaligzed supervision of the programs. Although the new programs filled
the gaps in the picture of the universal supervisory needs, the end result
of this stage of T.W.I. effort was the conviction that no lasting results

would occur unless plants themselves took more responsibility.

The Next Need - Skill of Working with People

In January, 1941 Sidney Hillman asked the National Academy of Sciences
for its guidance on the most useful service T,W.I. might perform.: The reply
was that new supervisors were going to need a great deal of help "in the
human relations problems of handling men.,® This assignment was turned over
t;o Walter Dietz and the resulting program, Job Relations, was developed under
his leadership (the technical details of the development of this program are
given in the history of the Job Relations Program which is included in the
exhibits.) 25/

25/ Training Within Industry Service, Bureau of Training, War Manpower
Commission, ®"The Job Relations Training Program," October 1, 1943
(see Exhibit 20 in Appendix).
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Through the spring and summer of 1941 industrial suggestions and help
were solicited, both from management and from supervisors., All the sugges~
tions were in the vein of the traditional conference on accepted principles =
none proposed a method, considered a skill, or involved any practice. Accord-
ingly the dewvelopment group = made up of ¥r, Diets, Mr, Kane, Mr. Conover,
and Frances Kirkpatrick of T.W.I. Headquarters, and F, J. Roethlisberger amd
John B. Fox of the Harvard Graduate School's Department of Industrial
Research - began to search for something specific, but broad and fundamental.

It was learned during this time that some of the general rules to which
personnel directors clung so tenaciously were valuable - a few were truly
foundations of good relations, While those rules would not solve problenms,
‘they would often prevent many problems, Four had such universal value that
they were named the "Foundations for Good Relations";

Let each worker know how he is gettiing along.
Give credit when dus.
Tell people in advance about changes that will affect them,
Make best use of esach person's ability.
In a 8lightly different vein the following general warning was adopted:
Pecple Must Be Treated As Individuals.

The 4-step Job Relations method of handling a human relations problem
is not new - it had long existed as "the scientific method"™ or "the engineer-
ing method". It is followed in legal and military practice, but its applica-
tion to the personnel field was unique. The steps seem 8o reascnable and its
intuitive use by successful leaders so evident that it is hard to understand
why it had never been formulated in the personnel field before this time,

The method, in Job Relations terms is, following the determination of
the supervisor's objective, in terms of what he is trying to accomplish:

l., Get the facts.



-3l -
2., Weigh and d§c:hde.
3. 'Ibka.action.
4o Check results.

Experience with the Job Instruction program was very valuable to the
Job Relations development group. For example, the "pattern® of five, 2-hour
sessions for 10 supervisors led by a Trainer who had been prepared by T.W.I.
in an Institute was followed. A demonstration of the results of poor hand-
ling of a problem was used to convince the supervisors on the neceasity of
developing skill in working with people. The 4~step method was then presented
to the group.

In the remaining sessions each Supervisor handled a probiem of his omn,
using the Job Relations 4-step method. The trainer gave emphasis to special
points by presenting three more problems.

The development of the Job Relations program was a long, slow job,

There wore no precedents, and there were many prejudices based on current
personnel practice. Personnel experts had rules to use in situations -

they were not accustomed W using a sxill metliod of solving a problem. The
first trial group was run during the wesk of Decembar 8, 1941 = the program
was not released nationally until February, 1943. Joun Convery, %. S. Cooper,
and Herbert Kessel were appointed as Headquarters Representatiives to guide

the launching and quality control of the program.

Helping Industry to lelp Itself

Although by the begimnning of 1542 T.#W.I, had already provided industry
with one tool - the Job Instruction Program - and work had been started on
Job Relations -~ there had been no lessening of the conviction that industry

should help itself, that it must accept its responsibility for the use of

training as an everyday operating tool. But it was svident that some additional

steps would have to be taken before indusiry could accept this responsibility.
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The Petroit T.W.1. district had successfully been holding discussions
for war contractors during the winter of 1940=41 at which various training
rneeds and solutions were considered. These meetings had been instigated and
organized by Major Albert Scobey of the Ceneral lﬁd’oors Ins titute, a member of
the Ligtroit district panel.

In February, 1942 T.W.l. and G.YM.I. jointly put on & one-week session
for 15 industrial men at the Institute in Flint, Michigan. In addition to the
consideration of training needs and solutions, each training director who
attended was required to dewvelop & iraining plan for his own plant. iartin
Firth, of G...I., assisted valter Uietz in conduciing this meeting.

For the next year meetings, ranging from those more nearly like the
original Detrolt groups to work sessions like the lint experience, were held
across the country and much interest generated. By early 1343 it was felt
that there was a skill need in this field of designing training plans and
programs to meet specific plant needs. A 4(-step method was applied, and the
name "Program Development! adopted in April, 1943.

In 1944, the need for further revisions were found, and revisions were
made to glve the members more practice in uss of the method. At this time
the emphasis was placed very strongly on "How to Meet a Production Problem
through"rraining." The four steps were established as:

l. Spot a production problem.
2. Develop a specific plan.
3. Get plan into action.

4. Check results,

It will be noted that these four steps are simply a re-statement of the
"engineering” method = this time in training terms as contrasted to the per-
sonnel emphasis of Job Relations. P.D. training follows the "J" pattern =

demonstration of a 4{~step method followed by individual practice of the
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4=step method on the member's own problem, (The specific details of the
technical evolution are outlined in the history of Program Developnent which
is included in the exhibits.) 26/

Although Program Levelopment has not had Headquarters Representatives to
speclalize in launching and control, walter Dietz has had working with him a
development group made up of W. S. Cooper, V. K. Howland, Frances Kirkpateick,
Re Se Driver, J. H. Kohlerman, and Gllbert Cooper.

The /ive Heeds Concept

vhile the Job Relaticns program was being developed, Walter Dietz dis-
covered a way of talking about supervisory needs that proved very useful in
outlining what f.W.l. was prepared to do and ruliang out the fields in which
the plant had to start on its own., The statement, which has become a standard
part of T.,W.I, thinking and publications, is;

LVERY SUPERVISOR HAS FIVe NEELS:

1. IXnowledge of the fiork - materials, tools, processes, operations,
products and how tiey are made and used.

2. Knowledge oi Hesponsibiliities - policies, agroements, rules, regu~
lations, achedules, epartmental relationships.

These two knmowledpge needs must be met currently and locally
by each plant or coupeany.

Such knowledge must be provided if each supervisor is to
know his job and is to have a clear understanding of his
autnority and responsibilities as a part of managemsat.

3. Skill in Instruc - increasing production by helping supervisors
to develop a well trained work force which will get into production
quicker; have leas scrap, rework and rejects, fewer accidents, and
less tool and equipment damage,

26/ Training %ithin Industry Service, Bureau of Training, #ar Manpower
Commission, "The Tevelopment of the Trainlng Within Industry Prozram
Development Institute,® December 15, 1944 (see Exhibit 24 in Appendix).
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4o Skill in Improving Metliods - utilizing materials, machines, and
manpower more effectively by having supervisors study each operation
in order to eliminatc, combine, rearrange, and simplify details of
the job.

5. Skill in leading - increasing production by helping supervisors to
improve their understanding of individuals, their ability to size -
up situations, and their ways of working with people,

These three skills must be acquired individually. Fractice
and experience in usin; them enable both new and experienced
supervisors to recognize and solve daily problems promptly.

Training Within Industry Service assists companies in giving
their supervisors a2 start in acquiring these skills through
three 10-hour programs: Job Instruction Training, Job ¥ethods
Training, Job Relations Training.

These skills, acquired through this training, rmust become a part of day-
to~day OFERATICNS. In no other way can production be so quickly influ-
enced and manpower conserved.

Confidence and resourcefulness in how to proceed, not standardized
solutions and rules, are developed. These enable supervisors to get
good teamwork, to give better service, and to get out more production.

The Need for Improvements

In the fall of 1941 the T.w.l. district heads had decided that something
was needed in "production supervision.® _2/ From this rather vague state~
ment stemred the Job Kethods rrogran, again growing out of work by Mr,
Gardiner in New Jersey, assisted by C. il, Cox. Established principles of
work simplification were cleared of engineering terms, and techniques were
clarified so that they could be applied by average supervisors. This program
was presented to the T.&.1., dlstrict heads and approved by them in May, 1942
and was launched natiocnaily in September, 1942. It followed the "package"
principle - 10 hours, 10 men, a 4-step method, demonstration, and individual
practice. During the next three months a number of people from T.W.I. llead-
quarters were concerned with the development of Job Methods as a standard
22/ Training Within Industry, Labor Division, Office of Iroduction Hanagement,

"Conference of District Hepresentatives,® hovember 11-12, 1941 (see
Exhibit 15 in Appendix).
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national prograﬁ. This group was made up o'f William Conover, ¥. J. Kane,
and Leonard Gappa from T.W.l. Headquarters and the two men who were chosen
along with Mr, Cox to serve as Headquarters Representatives and launch the
Job Methods program - A. G. Blake and Glenn MoNeilly.

The program at this time was designed to develop in supervisors a con-
structively critical attitude toward their work., Although this has now growm
into drill in a specific method of making improvements, there has been no
change in the objective: to help the supervisor produce greater quantities
of quality products in less time, by making the best use of the manpower,
machines, and materials now availadble, The four steps of Job Methods, which
have remained unchanged, are:

1, Break down the Jjob.

2. Question every detail,
3. Develop the new method.
4. Apply the new method,

In both the Job Imstruction program, which had been under way for a
year when Job Kethods was launched, and in Job Relaticns, which was released
shortly after Job Methods, experience through national use or try-outs had
shown that an individual supervisor could use these new skills if he wished
to do so. A different problem was faced in Job Methods, Improvements are
changes, and moat changes extend outside the supervisor's immediate depart-
ment or authority. Also, labor relations were involved in changed work pro-
cedures,

Accordingly, very specific launching procedures were worksd out, and
arrangenents made for informing both management }and labor of the specific
detalls of the program before it was launched in a plant., It had been feared
that proposals would get "lost" - accordingly T.W.I. recommended to plants a
spscific way to keep proposals moving through the approval machinery.



- 36 -

It was realised that two changes were needed:

1., Management must be shown that Job Methods was not an
attempt to make professional engineers ocut of their
supervisors. Job Methods will help supervisors to
make many small improvements on the jobs they are
closeat to. T.W.I. needed to stress this point to
nanagement, and itrainers needed to steer supervisors
toward the improvements that were closest to them,
witicl could be made without wholesale re-design of
machines or tools.

2, Mansgement was going tc have to show supervisora that
they were interested in. the making of improvements.
This would have to be done by first encouraging super-
visars to make improvements, and then improving the

handling of proposals that were made,

T.W.1. made these changes in its approach tc management, and also stressed
the by-products of Job Mgthods - the development of thinking among supervisors,
the identification of supervisors who were thinking, and the increased atten-
tion given to safety as a result of the development of better methods.

Recommendations made to management at this time included the appointment
of a line executive to clear and expedite proposals for improvements.

Results of the T.W.I. Programs

As soon as the Job Instruction Program was launched plants began to say
“this does reduce break-in time® and "we are having lesss scrap." Some such
statements were concrets, others were a matter of lupression.

Wwhen the Job lilethods program came along it was scmething entirely differ-

ent. The results were not a matter of impression - they wers very concrets.
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Either supervisors made improvements or they didn't. If they made improve-
~ ments, results were not only obtainable but apparent.

This difference - the fact that it is very easy to tell whether the Job
Methods program is being used - was a major factor in a drive for known use
and results of Job Instruction and Job Relations in order that results could

move fram the impression stage to what could be conoretely meaaured,
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IV. SUPERVISORY SKILLS

Just as industry had often let pecple learn the hard way - by making
mistakes - 80 T.W.I. learned by experisnce that training was only ths be-
ginning. Proven training techniques had been supplied by T.W.I., trainers
had been carefully prepared so that they put on effective training sessions,
they were quality controlled in order to maintain standards - it still was
not enocugh. They needed a stimulus, even pressure, from their own bosses 3o
that they used what they had learned and really developed the skills of auper-
vision, With Job Instruction and Job Relations it had largely been assumed
that use was being made, but in Job Methods, it was very easy to tell whether
a program was or was not being used. From stating that management must accept
its responsibility for training, T.W.I. moved to insistence that service be
given only to those plants where management agreed to use training as an
everyday operating tool and demand results from it. This required the train-
ing of the T.W,I. staff in a new way of working with plant management, as well
as the development of specific techniques for management contact work and for
line organisation coaching to continus the results of supervisory improvement.

Continuing Use of Job Instruction

By the summer of 1942, it had been realized that T.W.I. help on 10 hours
of instruction alone was not enough and work on Follow-Through began. The
first work in this field was set up in the pattern of an Institute. Four
industrial men, each one accompanied by a supervisor from his plant, came to
a T.W.I, district office for a onewday session called a Follow-Through Insti-
tute, They practiced on their own supervisors in drilling on the fundamsntals
of Job Instructionm,

A number of districts reported that this kind of drill was more effective
in the plant, that its scheduling as a formal Institute made it seem like an
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additional program, and that they were having more success coaching the
trainer in his own plant., Through the winter and apring of 1944 there was
extensive experimentation not only with the Follow-Through of Job Instrue-
tion, but of all the *J* programs, In brief, the result was that T.W.I,
determined that no ripid procedure was necsssary but that each plant must, at
the tims it made the original commitment, egree to embody these procedures;

Asaignment of responsibility for results

Adequate coverage

Provision for c¢oaching

Reporting of results and

Credit for results
No specific procedures were recommended - management was urged to follow its
usual practice in keeping any other production measure active, but (again
largely as a result of Job Methods experience) to make it a line organisation
responsibility,

In order to assist plants with the coaching, T.W.I. now provides a guide
for each of the "J" programs, The same fiwve points appear in each one of
thess guides.

1., QGive reasons and advantages

2, 0ot understanding of the prineiples

3. Selsct a problem and work on it together

4. Ask him to work another problem alone

5« Give credit for good results and good affort.

Coaching 18 not a purely technical job - in fact, the importance of
"influencing® a supervisor to want to give good instruction, to search for
improved methods, {o strive to improve his ways of working with pecple, is

increasingly apparent.
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The Xanagoment Conbact Concet

T™he backpround of T.W.1l. (2018 in 'onas way put up 8 handicay which was
not recogniged for a long time - it was too casy to get into plants and get
a "yoa®, Eamgamnt{ did not take the troubles to find out the dotalils of
what T.W.I., weuid do for production and accepted the word of their old indus-
¢rial friends that "this is good stuff" and did not demand production results.
%hen results are not demanded, they dwindle after the first enthusiasm gener-
ated in besic training cools. T.%.Il. people were presenting the progroms
according to many different methods, based on their own backgrounds. They
tended to make their approach cn the basias of what a program was, not what
it would accomplish. Often they approached the wrong people in the plant.

feports of Job lsthods improveuents were logloally presonted in tarms
of hours or money saved. This led to more conerete measurcment of the results
of Job Ingtruction and Job Relations, Thus, the expectation of getting
measurcable results became a ver::,r cancrete part of the a, proach to canagement.

In 1840 A. O, Blake and, Joln Moliers of ¢he T...1. stalf, and C, L.
Bowaan, a gpecial consulient made a prelicinary study. As a result, Hr. Blake
was ap,ointed ihe head of a natlonal Hanagement Contact program, and in 1944
TetisIe put into action what had been discussed for some time. Since early
1944, T.¥.J. work has procesded on a more realistic besis. The far-reaching
results of this new apgproach show that this is one of the most imsortant
staps T."eI, has taken, o T.%.l. service 1s given wpless top managemont
roally understands what is involved, realises what it must do to make the
programs produce dividends for the investment the plant will make, and accepts
the program on the basis of making it pay in the esolution of individually
identifled production problems such as scrap losses, broken tools, and turnover.
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The basis for service now 1s:
1. &agreement by top executives to sponsor the program

2. agfemnt by top executive to coordinate the program (or
designate responsibility for that funetion)

3. agreement by top exscutive to approve plan developed by
coordinator, covering basic training and contimuing use

4. agreement by top exscutive to check results,

It was necessary for T.%W.1. to develop a specific Management Contact
approach and to add to its district staffing putterns the position of head of
Yanagemant Contact., This district man had to be trained In how to get complete
management support and in helping a company to draw up an cperating plan,
lir. Blake held four Management Contact conferences and completed the training
of a Management Contact head in each district in {wo months., The district

head, in turn, trained other district staff rembers to follow these principles,
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control throuch cxacting national standards. Decentralized technical work was
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28/ OIfice of :roduction lanagoment, Hegulation Fo. 5, "Sstablishing a labor
Uivision in the Office of iroduction kanagement and rrescribing Ilts Duties
and Functions,® arch 17, 1941; Var rroductiom Board, General Administra-
tive Order lLio. 2, "Organization of the RFar rroduction Board," January 26,
19424 War Manpower Comruission, zxecutive Order Mo, ¢139, "istablishing the
War Lanpower Commission in the oxcecutive Office of the Fresident and Trans-
ferring and Coordinating Certzin Functions Lo Facllitate the liobiiization
and Utilization of lanpower," Lpril 1., 1942; War Hanpower Commission,
Sxecutive Order lo. 9247, "Transferring Certain Imployment Service and
Training Functions to the Var lanpower Commission,% September 17, 194<;
Viar lianpower Commlssion General Uruer Lo, 1, Decomber 10, 1942 (sce
sxbdbit 29 in Appendix;. .
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nevsr permitted - when it happened, it was treatsd as a deviation and the
work brought in line with national standards,

When the position of training chief was established, there was much mis-
unders tanding as to the scope of his activity. Eventually it was determined
that "when" and "where" training service should be given are proper parts of
overall manpower planning, but that the "how® is technical and therefore
properly a matter for T.W.I. control. Actually, as P, S, Van Wyek, Director
of the Bureau of Training pute it, T.W.I. never has waited to be pulled
someplace - there has always been a pusher locomotive., The arguments over
receiving direction from W.M.C. were largely theoretical. In 1945, a year
after priority referral began, the *when" and "where® directions are impor-
tant but the volume is relatively not large. It is increasing in importance
because of urgency of specific war products., Such referrals are given prior-
ity, but in general 7.W.I. plans its omn work in accordance with Production
Urgency.

Throughout the times when W.M.C, was getting its organization and pro-
grams set up, T.W.I, maintained its pattern, T.W.I. was organised as a
decentralised service in administrative matters. However, on technical
matters, T.W.I. Headquarters successfully defended its opposition to decen-
tralised responsibility. From the very beginning T.W.,I. has had a large
number of people, full or part time, who remain on industrial payrolls - they
serve the goverrment without compensation on the basis that they will make
highest use of their skills. It is a matter of pride to T.W.I. that faith
has been kept with the managements who lend them,

While T.¥.I. started out as a dollaﬁa-yur organigation, paid steff
members have been added until there are in 1945 nearly 400 in headquarters,
the 21 United States districts, and in Hawaii. The staff has been recruited
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from industry and business. Hany of them, while on the government payroll,
are actually on loan from their companies, which are giving up their services
for the war and planring to make full use of their new lnowledge and skills
when they return.

The T.w.I. staff has grown in accordance with the addition of specific

programs and growing pressure for war productions

Oct. 1640 13 Jan. 142 - 108 Apr. 1943 - 255 July 1944 =~ 415
Jan. 1941 = 20 Apr. 1942 - 141 July 1943 - 343  Cct. 1944 - 382
Apr. 1541 - 32 July 1942 = 1{3  Oct. 1943 - 324 Jan. 1945 - 378
July 1941 - 53 Oct. 1842 - 177 Jan. 1944 - 319 Apr. 1945 - 378
Oct. 1941 - 84 Jan. 1943 - 22 Apr. 1944 - 384

The standard organigation of a T.W.I. district involves operation of a
complete unit made up of the District Representative and five technical
specialists - one for each of the supervisory programs, Job Instruction, Job
Uethods, and Job Relations; one for Program Development, the service offered

to plant men with functional responsibility lor training; and one to head

Yanapement Contacts.,
Depending upon the volume of war contracts any or all of these men may
have one or more agsistants. In more than fifty industrial areas outside
the city where the T.W.I. district offices are located, 7T.%.I. hias a resi-
dent representative who is res.onsible for spearheading the T.%.I. program
in that area. Le calls on the district staff for technical assistance,
Although T.4.I. staff members all brought something to T.W.Il., still
they all had to be trained., At first, in order toc get into production quiekly,
T W1, ¢id what it recommended to industiry - developed speciaslists, lLater, in
ordsr to have a flexible organization to meet imperative rush needs and to
serve contractors in isolated locations, individual staff{ members were Yrounded

out." T.i.T. accepted its own decislon that training isn't all technical, that

it involves a lot of influencing. Accordingly, T.W.I. men sell manugements,
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train plant representatives to put on the basic programs, anc do a service
engineering job in their continuing contacts with the plant,

Tcnl{cIo Zlnd u’,lbOI'

TewsIle has worrked with representalives of organized labor from the begin-
ning. Therec has at all times been on the pald headquarters staff at least
one man choesen because of his background in organized labor, T.W.Il. has
always had labor advisers as well as management advisers and tecinical con-
sultants,

#hen a Job Instruction or Job Methods program is started in a plant, the
union which 7as a contract in the plant is informed in order to avcid any
misunderstanding. Before the Job hkethiods prograr was released for national
use, it was discussed and previewed by national union leaders in order to
prevent any feeling that it was "efficiency engineering® or a "speed-up."

The Job Relations program wag approved for union stewarcs in 1944 and
is offered to the union in the plant whenever any work begins with plant

supervision. In 1945, a special Union Job Relations manuai using union lang-

1

uage and problems was developed., Leonard Gappa who was T.wel.'s {irst

AF. of L, consultant, and orling iarsen, C.I.C. consultant, assisted the

usual T.¥.I. development group in adapbing the program for union groups.
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VI, THE CURRENT PICTURE

T.W,I,'s four programs are now established and its staff trained. How-
ever, needs are increasing, there is turnover in the staff., The present
organisation and personnel are shown in the chart included in the exhibits, Q/
There are new demands for special services - the application of the Job Rela~-
tions technique to problems connected with returning veterans, and use of Job
Instruction on safety proolems for example.

To date, T.W.1., has said what it has said to industry so many times
before - "You have the tools, go ahead and use them.* It may be necessary,
again, to show them how, Again and again, T.W.I. has had to translate the
application of its programs to new points of emphasis.

In loqking at the simplicity of T.W.I, programs it would seem that, since
they only represent coumon sense, their development should have been possible
without too much trouble. But it must be remembered that a lot of non-
essentials had to be sheared away. One real job was streamlining and intensi-
fication, Another problem was standardisation -~ it was felt that the T.W.I.
tools must be uniform. Therefore they had to be tried out in a variety of
sitvations - in plants new and old, well-run and poorly run; with supervisors
who were old-hands and those who were green; by trainers who were already
experts and those who were scarcely competent to handle a group.

The T.W.I. programs have been developed under opportunities never berqro
available - the nation's war plants have been ths laboratory, the experimental
shop, and the proving ground. They will continue to be as long a& T.W.I.
exists - no program is ever perfect, and no program is any good unless it meets
needs,

29/ Training within Industry Service, Bureau of Training, War Manpower Commis-

sion, Office Letter No. 5, "T.W.I. Headquarters Organisation,® February 28,
1945 (see Exhibit 26 in Appendix).



For the calendar year 1945, T.W.I. has re-stated its objectives and

outlined its program as follows,



