TeWe I. OPERATING DIFFICULTIRS WITHIN WHMC ORGANIZATION

Over an uninterrupted poriod of nearly four years we have built up, and
specially trained, an organisation to contact war plant managements for one spe-
ocific purpose~~to get them to do their own training in their own plants, using
their own paople.

- We have a good record of performanes.

=~ We have the eonfidence of many industrial leaders and top exeou-

tives, as a different type of gmm organization.

- They want us to continue the same kind of activity just as it is.

We are egsentianlly differont from other training agencies in that there
is no course und no series of meetings, whioh, when asompleted, means the end of
ow training in industries engaged in war production. Owr only purpose is to keep
top manapements active to a point of continuing the specific applioation in their
plants as ~» mana-ement function, of our simple programs every day for as long as
the business opermtus.

This is not a new statement to mnyone, but it is different from the nor-
mal view of training &8s presentad by the established educstionel institutions.
What may be new iz thut gince the orgenization of the Bureau of Training began
to function in the fleld cur effectivences has shown a decided drop.

Taking fipuros from September 25 to Ootober 16 of last year, our weekly
éroduotion was 14,518 (ten-hour units) per week. From May 27 to June 17 of this
year, our weekly production was 10,666 per week. During the esame period last
yoar our forcoe in the fleld was 275 and during the same pariod this year our force
was 357,

Certainly ome factor, whioh we ean sucdoessfully demonstrste, that ocon-
tributes to this losz is the confusion end chsos caused by new and hastily-formed

area and state trairning directors' organizations, the chiefs of whiech feel

sssigned the full responsibility of operating T.W.I., completely restraining



any forward movement of our work.

They have tried to make T.W.Il. into something it never was, or ever was
contemplated to be. Thiz is understandable because what experisnce in training
that the training directors have had is of the fermal institutional kind. They
do not understand T.%:I. To understand, it takes several months of drilling unﬁer
an expsrienced T.¥W.l. leader, We are endeavoring to glve this appreciation, but
it tekes our time frum work in plants and often the W.M.(. director and trsining
chief have not the time to give or the inolination to really master the philosophy.

This may not bs the fault of these organigations because the setup ocer-
teainly does put full responsibility for all war production training on them. We
know perfeotly what conditions the W.M.C. faced when Kr. Appley took over. Per-
haps no othor setup would have done as well.

However, the not result so far as T.W.I. is concerned has been, and will
be, to slow it up, require many hours for weetings, conferences, discussions, etc.,
which take soc much time for productive work. Now that the budget must be allo-
ocated by regions, there is a question of how much, if any, control iiashington
Hoadquerters now has. iie insiat that we and we slone can set up the kind of pro-
grams and seleot the mon necesgary to do the jobe lie insist that we and we alone
oan Judge the quality of the programs and the quality of leadershlp necessary to
insure it. %e alone are best qualified to properly present the progrem to manage-
ment. If every area and every state and every regional starf are also going to
attempt the same thing, we may as well recopnise that a direet conflioct of author-
ity 1s being faced.

We oan not let go of our ocontrol and responsibllity and keep up the gua-
lity of job done. Someone must tell us, and quioxly, just where the authority
and responsibility does rest. Someone rmust say to what degroo we lose control when
budgetary sontrol is passed on to the rezions and states. We belleve Congress 1s

the only agency that has this suthority.



Training as pramoted by T.#W.I. is a very different thing from
the general conoception of training as put forward by the regular state
and local educationsl institutions. T.%W.I. Jobs oannot be compared
with regular training jobs except in the most general way. T.W.I. is
really not training in the ordinary sense but is more nearly comparable
%0 produstion engineering.

The T.%.I. program is not only exceedingly technical from
beginning to end, being the result of a great deal research and of
constant improvement through experience, but the very manner in whiech
it is presented %o employers follows a technique which requires con=~
stant study and drill in order to obtain satisfactory results.

Zven though the partioulars of J.1.T7., JM.T., JoReT., and P.D. T,
are lald out in manual form, the staff msmbers must make constant use
of the prorrams under varying cirommgtances whioch are reported to
Hashington, whero reviews anre made from time to time., ‘thile the staff
members do "not have the responsibility for plamning end orzenizing a
variety of courses of study for the particular needs of & plant and
the devisin: of warious teaching tachniques,” they do have %o got results
in accord with 1looal situations arnd record their experiencea looking to
improvements in pattern. They must he compstent to handle the individusl
problems brought in for discussion. These problems are different in
every group. The standardiszed technique is thus not stetio, but a grow-
ing thing geared to the needs of industry, not only in its technical
application, but in its psychological understanding and applieation.

There is no inherent technical reationship betwseen 7.¥.1. posi-
tions and other training positions in the War Manpower Commisaion; rather,
the ralationship is one of cooperation = of beins helpful and avoiding
interference.,



The line and sgtaff principle is sound, but a newly formed and untreined
line teking over an experienced erew with its precision tools ahould
require restraint and willingness to look to T.W.I. for results and
not preasure to conform to pattern.

T.%.1. has been apprehensive ever sinos the gpring of '43. We have
"gons along" at every turn--changing some distriot boundaries, changing
same distriot office locations-~sgubmitting to direction (supposed to
be limited to urgjency cases ss to when and where)--agraaing to meny
chenges in budgat and personnsl proocedures on the basis that the WG
direction would b resscnable once it understood the T.W.l. program,
but inste~2, the direotion is getting steadily more dictatorial,



