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IftiODJC'l'IOH 

Nowhere can a for•an better acquire the hald. t ot thinking 

lntellt.gentl.7 through a problem which require• a deeiaion. together 

with a euba•qu.ent carr,-ing out ot that deciaion through the making 

and execution ot a plan. than through the mediua of the foreman confer

ence. 

!he recopiUon of the Talue of the foreman conference aethod Gt 

inatru.etion 1• increasing. &e h the demand tor tn1ch .. rnce to 

1nd1Tidual groups. Because ot thia fact, there is an increaae in the 

deu.nd for 1nd1Tiduala who are trained in the 111d.ltul use ot thia 

aetbod of instruction.. 

Purpose 

An 1nduetrtal conference 1• 11ere11 the pooling of the experiences 

of men in industry and the selection of those experiences which are 

more applicable to the particular dnande of adTancement w1 thin ind.ustry. 

'l'hia Handbook for Conference Leader• te deaigned more especially 

for men in the petrole• 1nduat17 upon wb&• rests the responeibilit7 

of aecur1ng greater effic1enc7 froa "the man on the Job.• 'ft18 

-petroleum industry. with all its nrlation.s in procedure, need• more 

than 8Z1T other industry the quick. accurate deciaion of the foraan. 

Unlike the architect , the doctor or the • chanic, the petroleum industry 

ha• no eet rule 'b7 which the foreman JD8T calculate or eoln hie 

probleaa: 1natead, each operation is an 1nd1Tidual probln and 111W1t 

therefore require an indindual solution. The pWpOee of this thesi• 

1• to: 



l. let up a plan. for th., denlopment of latent leadership 
tn conference leaders. 

2. Sug-est HTeral procedu.Na tor conference lead.era. 

3. A.aa18' the conference lead.er in coordinating the previous 
experience• and traln1ng or the col'iterence group with a 
workable follow-up program tbro'U&h the conterence method. 

Scope ot Handbook 

!h.ia Handbook tor :roreman Con!e7ence Lea.dera is designed to 

1.nclu.d.8 pertinent intonation whi.eh 1 a vital and neceaear7 tor 

succeea:t'ul conference leading. lt is not all inclua1Te. howner 

great e'&N ha• been practl.ced in the eelection of neceau.r;r 

materials which should be included in eu.ch a handbook. 

Source ot lm'oraation 

!he in:forma.tion con~a111ed herein ha.a bMn gleaned from maz17 

source a , such a• eonf erenc.e report• held throughout the United 

States and some foreign eountr1ee, fr011 man,- bo-ola3 on tbe foreman 

conference, from United States go-..e1'1Ulent bulletin• and doC'Ullents 

and f'roa man, aagasine article• and newspapers. Much of the 

information baa been acctDDUla.ted trom report.a of conterencea con-

ducted by the writer. 

Poaeible Ueea or \'alut 

Value !!. l!!!. '9re11y. !he ab111t7 to conduct a conference 

intellli;entl7 baa a fourfold Talue to a foreman: (1) it will help 

him to acquire and maintain the confidence of his fellow workera; 

( 2) it will help him to analyze hi• problems. ae nll ae the prob-
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lns ot the group, in a constructive wq; ( 3) 1t will instil in him 

the 'rirtue of patience, consideration and regard for others: and (li) 

it will help the foreman to think constructively. 

Jalue tt Let4er1. !hie handbook 1 a designed to aid leaders b7 

suggesting methods and. tactic• in their work in con.ducting conferences. 

Through anal;ra1e, th• leader will be bette:r able to solve the proble11s 

et the group • 

!he Meaning of "Con! erenee. • 

The eo.ueat1onal procedure whereby 1nd1Tiduals are aa•isted in 

dquiring the habit of thinking intelllgentl7 through a problem which 

re:quire• a 4ee1aion, tog•tber with a subaeq_ueat carrying out of that 

decision through the aaldng and execution of a plan, has rece1Ted 

more and more at.tention ae an educational preced.ure or method during 

the -pa.at few 7eara. It baa been to.und parti-eul.arly eer'riceable b . 

connection with illproTing the work of encu.t1Tee ot all grades in 

orga.nlsa\ton ••re their duttea co111lst ••nnUall7 1n llaking dec1a1ona 

rather than in followin,; atandard proceduree, a.a Dr. I. C. frigh, 

(10. p . 2) states: 

!lits procedure has been found t& be of particular 
Yalu• 1n the de.-1,plNnt of certain t7Pea of' work &,1:igDed 
to taprow fonmaathlp 1n 1a4uatr,. .la appll.ed to the 
-problea of aaeis tlng operten.ced f<>.reJaen ta dceal1ng more 
ett1ctenU7 wt th the 41 scharge of the ffriou• dull•• an4 
rearpona1b111t1e• 1f1 th which the7 ha.,.. to: deal, througb. the 
cone14araUea and eftluation of the T..r1oua factor• attect
lng the; a1tu.atton, resulting 111 \he maktng of· a deeieion 
Yi ta reterenee lo that aUuat·lo-n. ha• become known as the 
eonf erenee aetho4 tor taproYing fernanahip. 
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!he 1ncreaeing recognition of the Talu of th1 • educational 

procedure ha• led to an inereaaing demand for the sel'Ticea of 

indi'riduala 1t'ho are trained in the skilful use of the conference 

method. 



TD PEN.ALTY 01 LEA.DEB.SHIP 

In e•ery field of b:aaan en.deaTOr. he that ie :firet auet 
perpetua.117 11n in the white ltgh, of publi.ctt7. Whether the 
leuerehip be veated in a man or in. a aanutactared product, 
eamla:Uon and 81l'f7 a.re ner at work. Ia art, in 11 \e;rature, 
ina.aS..e, in indut17, the re-ward and thepunieluaent are al,rqa 
the sa.e. !he reward 1 s widespread. reeogn1 ti.on; the punlehllen\, 
:f'lerce clen1al &d detraetion. lbe.n a 11an • • work beeom•• a 
standard ror ihe whole world , 1 t al ao become• a target for the 
abaft• of the envioua few. lf his wo:r'k be lllet"el1 aed1ocre, he 
will be left snerel;r alone - if he aehien a masterpiece , l t 
will ae\ a aill1on tongu.ee a-wa,rgb.ig. Jealouej' doe• not 
protrude it• forked tongue at ,he artiat who produces a eomaon
place pa1nUag. Whataoe•er- 7011 write, or paint. or plq, or 
siag. o__r build, no one will atrlT• to 11Ul'pa•• or to slander you., unl••• ,our work oe •t811p•d. wt.th the seal ot genius. Long, ionc 
after a great work or a good work hae been done, those who are 
d1sappoint•d or ennous continue to cq out that U can not be 
done. Spiteful 11.\Ue voices l:n the domain. ot art were raised 
again.al our own fhistler at a aountebank, long after the big 
world had acclaimed him Ut greateat artistic geniue. Milt1tuditt 
noelted to :Bayreuth to worship at the aeical ahrine ot Wagner, 
whlle the little groap of those whoa he had dethroned a.1'll 
dieplace4 argued ano'111' that he wa• no tmt.ician at all. !he 
little world continued to pToteat that Yu.lton could neTer build a 
deamboat, while the l>1g world tl.ocbd to the rlTer bank a to eee 
hie boat ateaa b7. lfba lea4•r it aasa11ecl because he 1• a 
leader, and thit effort to equal bi• ta me.rely added proof of th.at 
leadership. J'aiU.ng to equal or to e:xeel, the follower seek• to 
depreelate and to deets,y- but onl;y eontirmt once more the 
mperio.ri t7 of that whteh he etrt Tel \'O supplant. !here i • 
nothing n9" in thie. It is a• old ae the world and ae old a• 
the human paaaiena - en.,,., ted. greed. aabition, and the desire 
to SUl'paaa. And it all avail• no.lhiac. It the leader trul.7 
lead•, he Naa1na - tbe leader. Master-poet, maeter-patn.ter, 
aaater-worlanan, each in hie turn 1a aaea.iled, and ea.eh bolds hia 
laurel• thro1:1gh the age a. !hat whtoh 1 e good or great male•• 
1 tself lr::J»W1l, no matter how loud the clamor of dental. '?hat 
which desenea to 11'1'8 - liv•s. 

Reprinted. with penr1H1011 of' 
Oadilla.c Ko tor Car Coapan,-, b7 
the LQtkin Line, :r1rst Quarter, 1936, 
fol. ff. lfo. 1 . 

is: 



JOR'ffORD 

Indu•tl'7 in the past few ,.ears has gone through a rapid transition, 

llaD7 techn1logical changes haTe come in.to being which demand more 

and more Tersatilit7 from men in industry. 

Captains ot induet17 realize tod.q that there are onl7 three 

things that muat be reckoned with -- men. material and eq,ui1>aent. 

It 1 s olll.7 recenU7 that emphasis 1a being placed upon the denlop

ment or me:a to keep ar.ea•t with the rapid changes that are now in 

operation. 

So great is this need that there ia an increasing demand for 

for•anshi.p traiuing ln induatr;y. Yoremanship training. be1nc of a 

high17 specialized nature. comparati vel7 few men ha.Te been trained 

for thie t7Pe of work, and this thesis 18 an attempt to compile 

information eo that af'II' indiTidu.al who is eontronted with the problem 

of conduetbg fornanship conference• mq haY.e somewhat of a guide 

that will ai.4 hill in conducting this tne of conference. 

The writer bae bad experience in conference leadership work 

in the petroleum industry~ and with this experience plua additional 

infol'Jll&tion gathered, ha• constructed what he propose• to call a 

handbook for foreman co'Aference leaders. 

!here 11 a gret.t n.eed tor add1t1Gnal stuq and research 1n this 

field of adult education to aHiat 1ndustr;y in the development of 

men to aeet the enr chaD81ng industrial situation. 

L. X. CoTelle 
State SuperTiao.r 
!rad• and Industrial Education 
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CHAPTER 1 

!BE DIVEU>PBJR 01 '?Bl IORlCMAI COHIDEBCB HIS'l.'ORY 

!'he Taatn••• ot thia count17, together w1 th the treedoa tha, 

it• pe0ple ha•• •nJe794, has cauaed the A11eriean people to udergo 

a T&atl7 ditterent denlopaent f'roa other nationa. '!he mmdreda of 

1 

7ear11 of crorih in social and 1Adutr1al denlop•ent which other 

nationa haft had 1s laekbig in tu general m-.-up ot th-e United State a 

of .&aerica. (koy1,h in the la\ter couatr7 ha.a been relattvel7 quick 

and the ploaee·r splr1 t ha• pre•atle4. nie -,1r1 t of the pioneer haa 

been one ot exper1aentat1o!l. 

ETOlrlng troa tbeae year• of esperbaentation are the aaatera ot 

industry of .uer1ca. Yet tbi • aute17 1 s dependent upon th-e key men 

tn induatr,. Mr. Snn Stromgren (10, p. 2) f1nde that: 

It 88ft8 to he.Te ltffn. &\ ,be-- ttae Of .blerica• 8 
entranee lnto the World l'ar tbat for•an training began 
aertoual)' in the United State a. ,A,\ leaat t-t ie sa1d 
thal •&111' enterpr1••• etnee that tt..e han had to clo 
wttll auh tralnln«w and a few ban e'Nn clahled. to haTe 
worked 1u thia aphttre suee 1901-1910. Howeff!" \bl• 1181' 
lte. ft>r .. aa trainlnc 1.a Jaertca l• r•lat.1T•l1' JOtme, bat 
ye, older th.an like pracUc;ea in Iv.rope , which.. aceerd.lng 
to ,q kllowlea&e are ba.t a tew 7eare e.14. Those tn Oel'll8.ft1' a• well a• u S,reden follow the Aaerican. type in all 
.... nual details. 

While no de~intte infonation h aYaila lle regarding the beginning 

ot the conference •thod. of in•tn.ctlon, pro'ba'til.J the tire\ toretaan 

conference was conducted in YUalngto:n, Delaware, for the E. l. du. Pont 

de Beaoure and Co11paD1" in 191,. 1ollowing this conference another wa.e 

bald tn. Pbiladelphla, Pennql'Ye.Jl1a for the Harrison plant of the ••• 



COllpaDT· !heae conterencet had for their purpose: (1) to draw 

up aubJect mat\er content tor the course Pd ( 2) to work out the 

course wi\h a group of foreaen in. the plaa\. !he conference wa• 

carried on by the Honorable Charles R. Allen and Mr. Micha.el J. 

lane, repreee-nting the :Pedval Board tor lc,caUonal Education; 

R. J. Anderson and J. L. Semple, representing the Harrison Plant 

ot the E. I. duPont de Hemova and Comp&Jl¥. 

During the first ten yean in whieh the con.f erenee method 

was used, the federal Board eondue\ed tilty-seyen toremansh1p 

conferences in which approximately 1,050 foremen were actift 

participants. A stud7 ot thirty-six conferences, on flle in the 

office of the atate auperrisor of trade• and industrial education, 

Stillwater, Oklahoma, ltsta more than 1,200 tor•en who haTe 

participated in conf erenca•. These thirt7-six conferences were 

selected at random and do not show a fair picture of the Tast 

2 

nWBber of conferences actually conducted einee 191&. '.fables on '!)age 

four show conferences conducted in OklahoJ1.a for \he 79ara 1933 to 

1936. in which 1, 7~ men took part. 

Actual statistics haT•. not 'been. compiled to ahow the total 

number ot conf'ereneea held nor the n,Diber ot foremen reached through 

thi a medi ua. 

(:redi t is giTen to the Honorable Charle• R . .Ulen, former con

sul te.nt for t.he l'ederal Board. tor Vocational Education, for eonceiTing 

. the idea of tbe eonferenc.e me\hod of instruction. 
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CHAP'l'ER 11 . 

TBE llDD JOR AID USES OJ' !BE COUEREICE 

Soon. after lS7'. the 111:por'tance of tra1n1ng workers began to 

'be 1ncreaeingl7 recognized and aa a result. aerioua atte11pta to 1teet 

the dem,md haff 1,een made. there haa appeared a need for training 

for ••n who. by Tirtue of their position, are bound VJ' reaponelb1litiee 

to both the working force and e:ncuUTea and who are uaua.117 dee1g

nated as foremen. Mr. J.C. Wrtcht (7, p. 53) statea: 

!he7 fora a Tff7 laportant link in tae 1n.duatr1al 
cha.ill, which Bight 'be aaid to be made of (1) a ltnk 
of necuUft tancU.ona. (2) a link of operaUJJC or 
working tunc'1on1, and (3) the tore11&nehip link which 
CG11plete1 the chain. !ht.a •ictclle 11.nlc of toremanlllup 
1• one whi.ch u.til nr, recentl7 baa reee1ftd 11,tle or 
no attenUon tNa the atandpoint of train.be and at pNsent 
tons the weake•' point 1n our lnduatrlal cbaln. 

l .t u:, be said that fro• the atatldpolnt of training 
for induatri.al ettlcienq, the original. theor, waa that 
co11petent le-a4era, or aecving coapetent leader,, wa• all 
that waa nece1aa17 to ••cure 1ncm.atr1a1 ef:floienq. While 
thl• \heo17 largel7 obtain• lo the preaent U•, tor aoae 
U• for•alghted leader• ban BHD that eo11petenl leader• 
w1 th untratn•d Mn could not clefflop a tul.17 ettectl Te 

1nduatr1al organiz41.on. 

Since the Wo.rld 'far 1 t ha• becoae more and more 
apparent that no 9a\ter bow competent the lead.era or the 
••• the7 could not do a tllorough17 ef:tictent Jo\ without 
the aid ot ettect1Te toreaan1btp. 

!he 1aportaa4e and need of conference work, a• offered through 

TOCational training, la recognised 1n in.dutey t _odq, a• will be 

detected 1n a letter fro• llr. C. P. 1)1.•U, fice-prel14ent ot the 

Plt.11111)• Petrolw.a Collp&!lf'. 



"ln the Produing li>h1.91on., we coneider our per«nmel 
to be our greateet .... ,. and the eueeess of our busineaa 
1a abaol11tel7 dependent upou the •election ot outataadiDC 
J'OWtg an. who will grow and clfl'elop with our organization. 
Junher, we conside·r 1t taporiant to a•al&n theae •• to 
place, in the organ1za.t1on for whtch the7 are beat su1 tea •. 
It 1a alwqa ov dell.re to ttll po·aitlona. et reaponatb1lit7 
b7 promotioa froa wt \hi.a tile rank•.. loweTer. thll poliq 
can not u 11a1nta1ne4 ual••• the pealeat care le nercJaed 
1n the eel ecUon, pla.cl11g and \raiutnc ot aen ri thta o.
organ11aUoa. 17 N&Nll ot th••• .facta, we are con.T1Acecl that 
YocaUonal frainlnc la Teq helpf111 to our •• and, &d.dt\ton
ali7, •• f11l4 a deaand tlu'o11cho11t our organization for 
911plo7eet who ban lteaefS:'94 b7 ,be ••t.-techalcal tratnlnc 
oftere4 through the .. cour•••· 

( Siped) C .. P. Dbal\ 
Ytce-president.• 

.Again. the need. for trained couf'erence lead.erahip 1a nrltied 'by 

the calla for eonferencea receh·ed "by the department of trade and 

industrial education in Oklab.oma, a• endenced b7 the fellowhc ta'blea 

showing con.terencea held in Okla.hoaa during 1933-34 and 1934-35. 

'fable l 

CONJ'EREJ'CES CONNOTE» 1933-34 

17 'f. & I. SWf, A. and M. Oolleg-e 
Stlllwa\er, Oklaho•a 

LocaUon 

1. Sqinol• 
2. Bartle1Tille 
3. Healdton 
4. Ducan 

1. '?. 1. o. 
Empire Coapam.ea 
Magnolia Petr. Co. . . .. 

5. Drmlr 1&h t 11 • • 

6. Wewoka 1 11 1 

7. Oklahoaa Cit7 11rt hank11n Pe,r. Co. 
8. St. touia Mapolia Petr. Co. 
9. Oklahou. Cit7 Ph1111pa Petr. Co. 

10. Oknmlgee lllpire Companies 
11. Oklaho11a. Ci t7 1 • 

12. Seminole Phillipa PetJ"Oleua Co. 
13. Ardmore Police Department 
14. Muskogee Pure 011 CollpaD1' 

SabJec\ 

J'oremanabip 
• 
• • .. 
It 

• 
• 
• 
ff 

II 

N 

Police .Anal.7eia 
:foreaanship 

Conf'. 

15. Alva Police J)epar\ment Police .Anal.7ds Cont. 

Roll 

35 
10 
~ 
33 
30 
39 
22 
55 
30 
22 
12 
24 
4o 
20 
10 



lfi. AlY& 
17. Pon.ca City 
11. BartlesTille 
19. lfeileater 
20. llancua 
21.. llaslcogee 
22. Mangum 
23 • .Ardmore 
24. Tulsa 
25. Ponca. City 
26. Muskogee 
'zt. Borman 
28. · Chandler 
29. Stillwater 
30. St ill water 
31. Chandler 
32. Shawnee 
33. Chandler 
34. Horman 
35. Chandler 
36. 'l'ulsa 
37. Chandler 

1. lansaa C1t7 

J'ire Department 
• ti 

ti II 

If • 

ti It 

Pure 011 Company 
Police Department 
Fire Department 
Police Departsen\ 

JI " 

" . 
" . 

c. c. c. 
Fire lkrpa.rtment 
J'ire Departllent 
C. C. C. 
Police Department 
C. C. C., 
011 Service Conference 
C. C. C. 
Stanolind 0.11 & <lat Co. 
C. C. C. 

!alie 2 

J'iremansh1 p Anal7si s . " 
• ff 

It 

1oremansh1-o 
Pollett J.naiyei 's Cont. 
Jlire111an eh1 p Anal.yet s 
Police Analysis Cont. 

ll JI It 

• 
• 

K • 
• 

52 
67 
lfo 

~ 
20 
25 
6o 
44 
14 
27 
10 

l,.eaa.ership !ra1n1ng 75 
71remanehlp AJta.lys1 e 20 
1lre Chief Anal71ia 19 
Leadership 'fralnbg 20 
Pol1ce .A!lal711a Cont. 30 
teadershlp !raining 25 
tor 71ll1ng Sta. lgenta 15 
Lea4er•hip Training 20 
lore11anship 10 
Leaderlbip lraining 20 

CONJ'EDNC11S CONmeTJID 1934-35 

B7 '?. & I. Staff, J.. a11d K. College 
Sltllwater, ' Olclahoma 

Ro11 
l'ir• Departaent Ytremanshtp .A.nal.7a1s 18 

5 

2 • .A.bellne, Eana. ff " • • ConTention 
3. Miami 
4. Man,;aa 
5. Woodward 
6. Baton Ro1JCe, La. 
7. Ootfeyrllle. Ian. 
S. Sapulpa 
9. Three tlanda 

10. lleal.4ton 
u. Oklahoaa CU7 
12. Oklaho•a Ci \7 
13. Oklahoiu. G1t7 

11'. ··--15. !ulaa. 
16. Lep 
17. folco 
lS. Duncan 

ti .. 

" . 
• If 

" . 
" " Bartlett ... Collin, (GlaH) 

Shell Petroleum Co. 
• • If 

Phillip• Petr. Co. ·• . . 
• • 

• • • • 
Pe\r. Safet7 Ceu.mil 
Phillipa Pe\role'llll Co. 
Shell PetJ". Corp. 
Pe\rolfJUII ladu.st17 

" • a 
Pire Chief'' s Anal.7ds 9 

• • • 6 
• • • 28 
• If • 4e 

loremanlhip 36 
S.af:ty Conf :rence '6 
Foreaanship !raining 21 

• • 19 
• " 20 
• • 'Z1 

Sa.tet7 22 
Jorelldlptp !raining 43 

• " 12 
Teacher Training 8 



19. Drumright Petroleua Industry Teacher !raining 
20. Seminole " • • • 
21. Dallas. 'lexa.• • ff !opleal Comaittee 
22. Bartl esvllle • " • • 
2,. Stillwater Jm-e Depal',ment 11remanlh1p !raining 
2 • SUllw~ter ti It It " 
2~. Oklaboaa Cit7 • " teacher 'lraiihjng 
2 · . Dallas • Ten.a Petroleua laa.u.etr7 !apical CGJIJlliltee 
27. hlaa • ti Wet7 Conferenee 
2&. Bartlesville ~ire Comp&Jl1' •• " 

'fable 3 

SUMMARY 1933-34 COUERENCIS I N OIL.AROMA 

lndustr7 

Conference• with the PetroleUII Indutry 
Conference• w1 th the C. C. C. 
Conterencea with the Police Departaenta 
Conference• with the r1re Departmen.ta 

'l'aile 4 

lf\lllber 

16 
5 
g 
s 

431 
16o 
220 
359 

1~ 
12 
20 
20 

' 6 
11 
20 
11 
12 

haber lnroll•nt 

Conteren.cee wi.th the P·etrole:um Industry 
Conterencea wUh the Glau l1lduel17 
Confenace• with the 11.n Departaen.t1 

17 
l 

10 

!he follow1Dg a.a.ta ahowing the topic• mod commonl7 disouaaed were 

ooapiled from the study o.f some tort7 conference reports from the office 

of the 1tate npeni. sor ot trade and 1nd:uatr1al edw,a.Uon. A. and M. 

College. Stillwater. 

6 
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!able 5 

:ra.etore that Determine Morale 1 16 

Acclden.te 11 so Ord.er•. oral 12 16 
t 

Ca.releen••• 1 6o 11 16 

Cooperation 1, 75 11 23 

I 

Cooperation 11 17 9 

$on.!idenee l 10 -
D1 alo7al t7 1 9 ••sul.t1 of poor order• 5 17 

atficlenq l 12 Gomplete order• 1 10 

ffficten.q 1 45 Proaot1on ot· men. l 13 

J'irlng aen 1 ' Qu.s.U.t1ea of a good fore11a11 3 52 

Interest 14 61 Pr8"9ntlon of waete 52 

Interest ~ 32 Poor work l 22 

Laek of intereet 2 13 6 25 

Labor turno-•er 5 ~3 &espone1\111tlee 25 94 

Labor tunio•er 2 ' llanacerial 7 39 

Leadership lS 73 h.:perri eo r, 6 25 

Poor J,ea4:erehip i. !l Inatructt..onal 5 14 

• h tt 4k 0 
0 0.-4 
.r# 

J 
. p.. 

• tJ g. 
'°),, • !& I.: 



g 

!able 5 shows that "Accidents" a• a conference topic was listed 
{· 

in eighteen reports. A total o:t eighty sub-topics or causes of 

accidents were listed in the doht:, reports. 

"lieeponsibil 1 ties" as a topic was found in ,en•7-fi Te report a 

and d.1seuHed under ninety-foUl" sub-topioa. 

The torama.n conference program ha.a been used in greatly Taried 

types of indua'1-tes throughout the United Stat ea and JD8ll7 foreign 

countries.· It is the opinion of the writer that this t7Pe of 1n.atruct1on 

ie becoming more reeogn1zed a• capable leaders are prodaced. !he Jederal 

staff ha.a trained leaders throlJ8hout the COUJltry and has conducted 

conferences for 11UJHl'OU8 industries. llr. Prank Cushman (10, p. 4) lists 

the follewin« industries in which conference WGrk baa been done: 

Textile Mills 
Oil letinerie• 
Pulp and Paper Milla 
Cbe•ical Plants 
Machine Shops 
Cement Pl ants 
loodenware Factories 
Iron :factories 
Cigar Jacwrlee 
ta.undri•• 

Coal Minea 
B.a11road Repair Shope 
Metal Min.ea 
Smelter• 
,erttle Machinery 
LU!llber Milla 
Electric Rit.ilwaT• 
Printing ~atabl1ebmente 
Brase 'fo:rke 
.A.u\oaoUY.e Xlectric Equipment Ja.etoriea 

!he Board for Vocational Edueal1on sent out qaestlonnairea to !ind 

the spread ot the oonferenoea held throughout the atate1. !hirtr-<,ne 

replies were receiv-ed from men c&nnected •1th trade and industrial educ-

at1on and se'Yent:;r-four reporta ca111e trom induatrial representatives. 

In:t'ormation from which the abo·..e data were taken was compiled in 1928. 

More epeciflc uses of the conference method are: (1) to discuss 



prolll. ... of mutaal interest to the meabera of a homogeneou• group. 

(2) to draw out fU11ct1oning -tacts, ( 3) to eval:uate tp facts in 

the light of the &21)erieuce of the m•bera. (4) to draw conclus1ona. 

and (5) to. worlt out plans for ca1T71ng out eon.clus1on:a. 



CB.AP'l'ER III 

'rl'II OBJECTIVES OJ' THE OONJERENCE 

Proba'bl7 the first and most eHential part of a conference ia 

the preliminary' anal7ais of the general o'bJecUvea. There are 

certain specific obJectivea which the leader should haTe in mind 

at tb.e outset of a conference such a• are found in tbe following 

c1 tations. Jlo detini te obJeetiTea should be predetel'Jllined for 8.ffT 

10 

specific conference. because no two conferences a.re alike and there-

fore obJectiTes can onl.7 u discoyered after defil'lite need• of the 

group are found. .A. wide Tariation of obJectina has been cletermined 

fr011 conference report• of varioua 1ndUstr1es. 

In one report, the late llr. Briles, while director of vocational 

education and conference leader, made the following atud7 in a 

conference: "'fha.t Might be Expected from the Standpoint of lndustl'J' 

troa Course a 1n 1or emanmip Training Jollowed b7 !eclm.1eal Couraes." 

'?he following contributions were made 'b7 mnbera of the group: 

1. Better Clll&llt7 of production. 
2. Oreater eff1cienC7. 
3 .. Lower co sta. 
14- Increaud sales. 
5. Educating the public a• to the Talue ot tbs aervice of 

the aeat paek:1ng lnclue\17. 
&. lncreaaed production. 
7. :Beiter worki11g condltiona. 
S. htter cooperation between d.epartments. 
9. hremea better a'ble to aecun coo1>erat1on trom 

aeabera of group. 
10. Jetter co-.pensation for men. J.ncreand proti t tor 

•anaceaent. 
11. lle•elopaent of Jo l> pr.id•. 
12. h"Nlopment of aal•• confidence and init1at1-.e. 
13. Devel0pae11t ·Of improftd equ.1.paent a:a4 methods. 
11J. Beftlopment of appreciation of ihe foreman's instructional 

reeponB1~tl1t7. (22. p. 10.) 
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!he pr1llla17 obJeetive ot the foreman conference 1• to develop 

\he foreman'• thinlting and a more elastic state of aind b7 guidiisg 

h1JI in working 01-S epecific problems instead of 1ntrodueinc general 

information. Still other obJectivee eelecte4 at random are: 

1. '!o eecure a clear conception of the foreman•• Jo\ 
a• d1at1J1&1Sl•hed fro• the worJman•s Job. 

2. 'fo get ••• to tb.1.lllcing altout their Jobe as thq 
earry oa uier actual working C&aclttiona. 

3. Yo get a clear general concepU.ou of the nperTising 
and. -acing tides of the tornan'• jolt and \he 
Ufterent ltinde of reapone1lt1Ut1ea in:wol ffd. 'fider 
n.ewpo1nt a.lld ranee of eoope d tu Job. 

4. !o bring out the necees1 t, of knowing one' e whole 
Jo\ 'Defore 911• can know all of hit reaponttb111Uee 
and knowing the proper procedure to tollowi 1n d1echarg-
1ng all reeponslltilitiea. 

5. '1'o put o•er the idea of Job analr•1• a• a mean• of 
et-tlc1enq. 

!hie list of o'bcJectiYea 1• offered l,7 'featingbouH: (15, p. 5.) 

1. !o tu.rm. u C011Pa.DT emplo7ees with Wormat1on regardin« 
the compa.Dl'. 1 ts products, polleie• and management. 

2. !o train aen in the haltl, of ereat1ve thought 'b7 
afford.ing each llaJ1 the ettectlnn••• of aelt-expreuion 
on ..-aried tnibJecta, 1uch ae ldeale, polie1es, etc. 

3. h 8how the relation of inter-d.epend-ence (cooperation) 
of departm.en ta , such as: 

7oreaaa to aan.aceaent 
l'oreaan \o fore11en 
roreaen to •• 
Ken to superiors 
Ken to Mil 
Kaaac•ent to su\ord.lnatee 
J)epar,aent • to departmenh 

Ii. :Broaden lhe 1Jld.1.1rta.ual' • concept of the 1nautr7 a• a 
wh&le aa4 the c.omp&DI' a• a whole. 

5 .. !o cleftlep potential o.r latent leader-ship (qu.a.11f1caUona) 
11e•d.ed. ~ a conference leacter. 

leeUD&houH (15., p. 5) 88¥• of th.e conference leader: 



al•: 

I:le need net 'be a epec.iali at in the subJect to be 
discussed. He nst be fair, tactful, and ha'ff good Judgment 
and a sense of humor , and mu.st be resourceM in meeting 
aitu&tiona a• ther 1ll81' deTelop. 

Kr. Mallar7 (14, p. 3) euggeeta that toremanah1p conferences 

1. 

2. 

!o aaelst in de..-el0ping the latent lea4erahip 
qualltlea of the foreman. 
!o aid. the tor811141l in winning the confidence 
of the 11en under bh. 

12 

t 
5. 

6. 

!o pre.seat a picture of the forema.n'e reepona1b111Ues. 
To aid the foreman tn etuqing and analJ'dDC hie Job. 
'lo enaltle the foreman to aee the plant. at a whole and 
h1• own blsaediate place ln the picture. 

7. 

8. 

9. 
10. 

11. 

12. 

l'" l . 

ll" l . 

fo aaelst lwn, in a °N\.ter understandhg of mman 
relatlonudpe t.n indus\17. 
!o v.rge a greater appreciation ot the difficulties 
ot a ·~•en emplo,.ee.• 
lfo em:phaaize training ablllt7 and 1te value in 
dnelopln& the working torce. 
'1'o urge grea~er eare in. issuing and. handling orders. 
To proaote understanding of the pr1neiples o! Job 
organisation. 
!o p:raote cooperation with the local mehoola 1n a 
11lan t tratn.l.n.g progna. 
To decreaae induetr1al aceldente. 
!o work out departlllental po1ic1ee ot foremanahip. 
To pro.ote 1nterdepartaental coo-perat1on. 
!o t.rain the :toremaa in th1*1ng about h1a Jol>. 
h ual.a\ the tore11an 1n working out a better 
dietrilnltion o! his Ume. 

While trade and e:stenaioa train.iitg et aJl7 kind la one ot those 

lntancible thinga that can not be e.aluate4 in uact amo,mta ot dollar• 

and cente, the follewinc resul ta (20. p. 31) are expected to follow 

af1J7 suoc.eaatal conference or ••rl•• of contereneee: 

1. letter cooperation. -., ... n Jl8B&Cfte:nt am foreman, 
'betflen foremen ot eqaal rak, a!ld foremen and men. 



2. Jetter tmde-rstanding of one an.other's prc:>l>lema 
and plant policies. 

3 .. Increased •rale ot foremen. and writing force. 
4 Reduced labor turnoTer. 
,. 1.-eduoed. dCidenta. 
b. Lower procru..c-ti.on costs. 
7. Incr-eaaed effieiency. 
&. Inel:"eased Job prtae-. 
j. Increased sathfaction on the Jc'b. 

10 . .A. mean• ot discovering special talent and la.tent 
ability. 

The foreman llla.7 be ea.id to reeeiTe the following benefits: 

1. A clean-out conception of his Job. 
2 . .A.bil it;y to think anal;ytt cal l;r. 
3 .. .A.'b111t;y to diat:ri'b-ute superTieion prifitably. 
4 Realization of lmportance of his Job to a greater 

extent than before. 

13 

5. D1acon17 that :fellow foremen can &Hist in solTing 
diffieultiee .. 

6. Increased itltfJl"eat ln hie Job. 
7. AbilU7 to instruct new me11. 
8. tncrea••d loyal tr and, plant pride. 

!h1a entire program is laid out on the bads of promoting 

sat11faeticn on the Job and plant pride. It ha• the effect of making 

foremen feel that they are not qu.1 te eo blg a• their Jobs and must 

therefore continue to work toward more e.tf1c:1en.t method.a . 



11'-

CBA.PffR IV 

l)efini te ru1 es ancl. regulat 1one aight well be tal>ul.ateti tor tu 

plan of tb.e conference. t t is nee:eeeary to make certain. arraceaenta 

for a conference before the opening d.a.te. such aa the meeting place 

and aocOIIJIOdationa. A blaetr:board should be provided and seaUng 

arrangeaenta or the eonterence group be prete\el'Jl.lned, as naested 

by d1agrS1la in this chapter. .It is impera.Uw that co:lltenncea begin 

on. time and equall.7 illpertant that tbq elose on the. In emphaale 

ot this latter 8\atement. lt is TerJ diaconcerting to the group for a 

eontereaee lead.er to eon.tlne dtacussione after the closing the as 

original.17 a-creed upon. the following fR1«gestions are taken hi>• a 

foreman conference b.eld in St. Louie 111aaourl, (19, :p. 67): 

1. Begln and qui\ on U•e. 
2. Be calm and. do not epeak \oo fast. Some perune can 

ut tb.11\k rapidl7. Do no\ b.wTJ" the iroup• e thinking. 
3. Be prepared alwqa to haTe some organized plan to 

tall back upon if neceaaa.J7. 
~- :Be alert and taettul and t .17 not to offend. !feTer 

show impa\ien-ea. 
5. »on' t be flippan\ nor allow hiwl1t7. !hat dO•• 

not meaa that a good Joke OJ' ttory to 111ue'trate a 
po1n.t 18 out of order. 

,. B.espeo\ enry aan• a Tiewa. 
7. From the becinn.ing, 1n9pire confidence in \he men and 

get their to realize tbat 70ur sole purpose is to 
aesl st them. 

a. Be tispl e and clear. 
, . Be sure tbat all understand the Tarloua step a of your 

work, 70v cha.rte. etc. 
10. It is eo.se.Uaes naoe••&r'J' to energize the group. !h1e 

can oftea b,e done b7 a ga.od Joke or atoq. 
11. Write plainlJ' and speak clearl7. 
12. ht tlle group to want a written report and to aak !or 

one. 



13. Get the group to see the advantages to be gained 
bT le\t1nc the report go to the management and 
augest that such be done. 

14. Be the laat o.ne to lean th• rooa. Giff all who 
want to cliscuaa mattera an opportunity t& do ec,. 
Make apecial appointsenta it neoeaaa.r,. 

15 

15. fJet the me to inT1 te ,ou to Tt.•1 t tbn 011 their Jobs. 
tou then ha.Te a 'better opportunity to gain their 
eon!ldence and to learn thelr real probleaa. 

1&. Do not sllow ditcu.aa1on to la«. Silence. howeTer, doea 
not always mean that the men are not thinking,. bo.t 70u 
can. 'be more tra.re th9T are thinking if di•euation is 
takiJ.tg plae•. 

17. Deport Y")ureelf at all tbles with dignit,-. 
11. Be sure to ge\ all to participate in the discuasions. 

!be oha.racteristica o! the conferenc«J method., aa ilotecl tn a Oalif

ornia conference (14, p. 70) are: 

1. 'Pb.e aembera ot the conference gn12p are peraona faced. 
with common problems. 

2. !hey ha•• a co .. on deatr:e to sHk thetr solution. 
3. kcb. ••m'ber of the group hatJ had years of practical 

experieace. 
ll.. !h.e subJec-t under discuslion ls within their eroerience. 
5. !hq expect to aolYe the problem by pooling their esperteneea. 
6. !he problem le to be aolnd by thinking il through together. 
7. !hey meet to learn together -- not to be lnatructed. 
8. 'l'o confer together the7 «z"Ollp them1.el Tea lntormallt 

a mut a table. 
9. The bed group 1s 11111.ted to more than twelve and less 

than twenty--t1...e -persons. 

!he conference method differ, from other methods, according to Mr. 

Ralteetraw. (17, p. 2) in the following ways: 

!he group• an eomparaU Tel7 amall and are co11poaed of 
in:di Ti.dual• with co•on e:w:pertencea. Pi-o bl.na for diaeuaaion 
are drawn from the experiences of the p-oup anber• and the 
confer&nce leader, 1natead. of 111part1nc knowledge , aerel7 
direct• the M•cusa1oa H that tbe men wUl ma.tr. an anal,1'tl·cal 
stuq of thelJ' probl.eme and th1nt 11hrou«)l thea tor a solution. 
O'bdoual7 thle •ethod. can be uaed only when e&ch ••)er of the 
group ha• had conaiderable ezperienee in the field of dia
cua-sion, eaeh aemaer 'being gt:'f'en an oppo-rtunit7 to relate one 
or more pertinent u:perienees with which he le familiar. 



'!he following 11 a. diagram showing aeating arr~nt and 

equipaent de1trable in a conference: 
I .t,L,4Ct,(/l•,,.<J> 

the arrows show th.e direct.ion of queeUons,. a.nneTa. and dis-

cuaa1ons of members ot the conference group and the leader. (Each 

arrow-head indi.eatea a quest10,n or a11 answer. ) 

.Ano\her, and possibly better arrangement is shown 1n the 

fellowing diagram: 

0 

0 

0 

0 

0 

0 0 

D 

0 0 0 

0 

0 

0 

0 

0 

0 

0 

'fhe conference method of instruction. dittere in 111&n7 respects 

fl'n other t7Pe-a of inatruc-tion. Some difference• (9, p. 35) are • 
indicated by' the following talru.latlons a.ad comparisons: 

16 
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~able 6 

CIWUCURl ST1 CS 

Mental Problem 
.A.tt:l- Origin.-

'frea•· ... , ObJectiTea Think .. 
ing 
·done 
by 

Reaul\1 

tue at•• 

1. Conferenee -------

2. Series of lecture... l 

3. Disconnected lect
ure• followed b7 
group d.1 ecue-eion- l X 

. with 

X X 

X X 

t 

-

I 

I Q 
J • 

. '. • • 
" rn 

X J. · X X . X J J: X 

l ., X X X 

X J J X J f 

4. Addr••••s on papero 
by plant otfictale 

' or expert, -----·· • '1. XXXX JJ l X J X 

5. foroen• • clue• -- 1 : X ~ X X 

6. Outa14e letter •· 
aenice --------- ' 

7. Commtteial cour••·• 
Y. M. C. A, and th11 · 

like ------·--- l · X 

8. Regular meetings 
between muagnent 
and foremen on 
ourrent d1ff1cult-
1e• -------- J: J 

J X 

J X 

J 

X ] 

~ ·• . .. ' .. 

J l l 

l J 

J X J X X 

l X 

J 4 J X X 

X .. • ] X 
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!able 7 
Cll&IU.CTERISTICS (9, p. 32) o:, !HI !BRIE E:OOCA.'l'IOIUL PBOCJililJRES 

Characteriatica Procedure 

ObJectiTe Imparting information Inatra.cting Conducting conference • 
Purpoae 'fo put ind1'f1.dual in. !o aaaia-\ aa !o aaaiat a grovp of 

po•H••1on ot infora- ind.1 'rl 4ua1 to indi Ti dual• to do aore 
aUoa which he doea acq_uire a maa- efficient thinking on 
not poaHaa. ter:, of a B'lan- Joba calling for de-

dard procedure. ciai.ou. 

Job of peraon !o get Woraation To get in.d.iTi- To aaaiat the indi'T'id-
in charge into poaaeaaion ot Ticluala in ,he ual gro1:1p ••'bers to 

individual claaa ela•• eo thq clo more efficient 
m•bera. are able to thinking. 

do the Job. 
llelattonahip ot lleeognizea aa 'that of l:leeogni zea aa :Recogni zea as that of 
peraon in charge inatructor and learn- . that ot inetm- tprea141ng officer of 
to the group or era. ctor and the co.nf erence. 
claaa. learnera. 

Chief aaaet of Poaaeaaea infol'll- Can do the Can clo etticlent. 
per eon 1n charge. ation or know• where Job. atraight thinking him-

it can be aecured. aelf and preside 
efftcient17. 

Pa7choleg1cal Abaence of intora- Aisence of Job Poa.aeedon ef exper-
condition,. atioa oa part of abili \7 Oil p,&t 1eace, Job altilit7. d all 

claH ••lt•ra. ot claH mea- intonation bJ' group 
bera. ••ber,. 

Worlcin« Group can be taught Group caii l>e lducational reeulta 
condition,. aa a unit. taught ae a ourel7 1nd1 vi dual. 

11Jli t. 

Operating 'final or oral pre- J-ol':llal lesaon Step• in constructive 
aechanic•. aentation or uae of atepa. ~inkin&. 

•ource material. 

Source of Other \ban the grou:p Other than IPhe gro12p. 
coDtent. or claaa. gro11p or cla••· 

Content deter- '!'he inatructor . 'l'he lmitructor. Do. 
mined b7 

Standard pertora- Correct int'orma Uo:n Correct per:llnt- lntelligen\. etfi-
ance teat. po••••••d b7 learn- anc• of Job -, c,ien.t thinkin& b7 

er. learner. grO'Up. 

!eat of accoa- Learner can reproduce Learner can do Group aembera can han 
plielment. intoraaUon. Jo\ unaided. 41.e Bi tuat ion a better 

I I 



19 

fable S 

COMP.A.RIS:>li (20. pp. 33-35) 01 DIVXLOPMEJl'r LESOOX AND CONJERENCJI PBOGRAM 

PurpoN 

I>evelopaen ta1 Lesson 

'lo teach a man aometh1:ag which 
he clo•• not know. 

Cont'erence 

!o help a 1llall thinlc out a prob
lem dran from hie 9X?9rienee. 

Per•on in .A.11 instructor or teacher. 
charge. 

A leader of discusion, a 
t-eache.r who -ean do thi • special 
tJ"Pe ot teaobt Jt«. 

PrtJ.cedure !he recognized inetru.ctoral 
proce•• tallowing the etepa --
1. Preparation (getting reaq} 

'!he: conference proc.edure --
1. Aaeeabling tact• 

2. Presentation {putting o.er) 
3 . .A.ppl1caUon. ( trying out) 
4. !est {checking up) 

and sometimes 
5. feneral1sat1on 

a. firat han4 experience 
b. eeeond hand experience 

2. Seleot1oa of functioning 
facte 

3. -..iuation of tunctioniig 
tao ta 

1'.. llaklng a deeiaion 
5. llald.q a plaa M cur, out 

the decta-ioa 
6. C&tt7ing out \he plan 
7. Ren aion of plan baaed 

upon experience with it . 

Methods 1. Su.fge•t11'9 que•tion 
2. DemonstraUon 

Conternce de'ri.cea 8\1.ch a• -
1. Caae•, ""81'10ue t7Pee 

Results 

J .. lllustratioa 
~ :lxperiaen tal 

2. J.nal.7eta 
3 •• l>i.ecueeion 
4 .Rating table -- graphs 
5.· (lu.esUona, Tariou.s t7Pea 
~ KaJority opinion 

1. Member• of claae ban defia- l. 
itel.7 added to their know-

leabera of cen.terence group 
ha-re carried on constru.ct1Te 
thinldng with respect to 
probltllls and situations with 
which thq al"e alreaq 
familiar. 

ledge or tklll or both with 
respect to a Job requ.i ri:ag 
actift thlnkinc ia adv81'1.ce ot 
cat they- kn•w or cGl:ll. d do 
before. 

2. StudeJ'1t aecurea new 1nforma.t1oa ~ .Both1ng baa 'been added. What 
3. Student aecurea broad the7 know ha• be.en 'better 

Tiewpoint o~ sub.Ject ta.cht. organized.. 
4. Student a\-10rba ideal.a. 3. feta broader Tie,rpoint of Job. 
5. Student abeorba information 4. Promotes good feeliq. 

ln logtcal crcler. 5. Promot .. better \Ulderstanding 
betwffn 1nd1T1dual. md m.per1or. 

6. ConTineea 1nd1 Tidual. s tha. t 
tbq ha-n important pl.ace. 

7. Individual a'bsorba information 
1n pqchological order. 



Table S, cont. 

Point• 
of 
similarit7 

J>eyelopmental Lesaon 

1. Paat exper1enoe and kncn,
ledge or 1ldll alreadJ' 
poaaffaed is used as a 
ba•h on which .to build 
up a.deli tional knowle(%e 
and aklll and act1 n 
thlnk:1~. 

Pointe of 1. 
ea1ent1al. 
differences 2. 

Jne-tru.etor follows an 
organized plan. 
Ja•tructor aetiTel7 ,eaca.e• 
Ola•• reeo,ga1ze• re1at1on
Bh1p of 1netru.ctor and 
learner. 

Leader 
attitude 

Group 
attitude 

3. 

1. Prepares l•••on in detail 
and follon ae prepared. 

2. lnatruetor'• U,ea prffails. 
3 ·•· Usee certain metbo-4. 
4 .UB\1JH8 pupil doe• DO s 

]tft(').W subJec\. 
5. ll•la\i<Hl of inat:rue'°r 

and learner is apparent. 
6. Instructor ha1 aJ1thorit7 

to co111mand. attention and 
require werk to '.be due. 

1 . .lceep~a instructor•• atti
tu.e paasi nly. 

2. Pupil• COile with 11\Ue 
sense of re,apons1b111 '7 
for utilizing what the:, 
get. 

3. Pupils must obq 
author1t7. 

4. Pu.pile 11Ust eome with 
general obJecti~ onl.7. 

Conferences 

1. Pa•t experience 1e 11tll1zed. 
2. !his experience is anal:,z-ed 

and organize! in order that 
it ma:, be ot marl1llUJll utilit7 
1:n dealing with new problem•. 

1. Leader ha• general plan which 
is loo.' fi.ut1Qe and i• 
adapted to what.effr wq <U.s
cu&a1on may work ou\. 

2. Leader g11ides d1scuH1on. 
3. lielation not set up and not 

implied. 

l. Prepares general objectifl 
ana detail• with regard to 
auxll1a.J7 tntormation and u••• 
to fit th:e 1 .. euiate needs. 

2. CJrOUp idea pre•aile. 
3. J.anm•• each aember ot group 

lmon h11 reepons1b1l1t1ea 
better than leader ot conter
ence (pre-nppote e2:perience.) 

-.. Personal domination: of leader 
is largel7 eU.m1nat•4· 

5. Helps individuals inter-change 
and elae.81f7 knowledge. 

6. Use, eXperience or seminar 
method. 

1. Conference group doe.e not ac
cept opinion of conference 
leader as such; he mq o.tter 
oplnS.ona aa member of group. 
if ealled llp()D ,o do 90 • 

2. ·Gr&u:p comes w1 th etrong sense 
ot ID . .1'-e~oas1'bi11t;r. 

3. lndlvidual u,suall.7 &a8Ulle• 
d.oubWul aUi tude a• to Talu.e 
of work done in eonferenee until 
he 11 conTinced of Ue Talue. 
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lf.. Group eo ... a wUh tpec1:t1c obJecUvea. 
5. lmU.vidual• of group bring 

1rd'o1'11&\1on to conterence. 
6. Conclu•iou froa discuas,ona based 

upon lll&Jori\T opinion of group 
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Po••i'ble topic• for diacu.asion. together with '1.le order of their 

introduction in & conference a.re eff'ectiv•l7 1llustira\ed in "Jorema.nship" 

bJ' the latiollal Metal '?rad.ea AaaociaU011. (16 p. Yf-.) 

J'irst, 111hat 1• the parpose o·t tl:w coDterenc• on leater·uup?" 
Write· tht1 011 the ltla.ckDoard, then ha•• tbs group 11st the 
Tarloua plU'J)Gse•. ho• the pe1nta 111t•4, fonnlate & 

definition of ttJ.ea4ereh.tp. 11 W!>1te ,he 4efinit1ell on the 
'bo·ard. 

S•co114, he.Te the o,oup lhi thet 11 eharacter111tics• o~ a 
good I•a4•r; then 11st •how dff&loped. • 

fllird, 11.st (from CJ'Ollp &l1cu.191on) •yby foremen should 
etr1 'N to le leadere. • 

l'oJlt!e, 11st 11mie'8ltee whleh preTent them from "8eom1~ 
leaders,• and "hew oTercae." 

!be Leadel"llhip Confertmce lo. 15, eonduetad b7 the -.e ae•oo1ation 

a.• named a.boTe, ad4• other ncgeaUona t>elatiw to \Op1el to ba c»nsidered 

and the order rd \heir appearance. 

Purpose !t. lM. Coffe!'!P£e-: 
1 • '8 potn, ou~ what · couetitatea leader9h1p qua1ittea. 
2. f.!o diecu.aa how lead.ertth!p qualitiea 11rq be dff&loped 

b,r & foreman. 
3. !o consider reaaona wlq' ao•• foremen fall to beco• 

leaders. 
-· !o pro..,.. to the foreaen \hat good leadar•hlp on their 

part is a 4ee1si•e factor 1n me.den :plan.t operation. 

Inlrocduc£qq llgal)tu 
.Ul aa are no\ 19o~ natural leader• but leaderela1p 
qualtti.ee mq ee develqpe4 throu,cll pracUc.•. Fol"einea 
aho11ld etudT themaelww and the cmaracteriati-"• posse•••• 
1V' a good leader to ollta.1a idea• tor ae1t-deTelop11en1. 

Parther dtr~elopaent of the .conference, as e:qgeeted in tlle ••• 

Leadertalp Coaf ere:n.ce Bo • 15. are: 

Defip;iUO !t LnA,er,hip: JJ>Ui\7 to dlreet hb8Jl ettort 
ettecti'ffl7. 

Di•cume• EX•= 
1. laTe the group dlecuaa the important cJ!larao;t.er1st1cs 

of a good leader. 
2. Liat those •aesttou on the 'ltlaekboard. 



3. Lead the group in discueeioa o! some of the reason• 
that foremen ab.ould etriYe to ie lead.ere. 

lt.. Let the group deffte eoae time to a clieeuBSioa of 
•18takea often made b7 foremen. which present them 
tro• lHtoo•hg good. leaders. 

5. Oona1aer so• departmental aipa indicating 
lea4enll1p. 

sam::p1, !i811t1s11,ttr Pt!!Att191 
1. lha.t are sOlle reaaou tor911ea eho-utd all •tr1Te 

\f 'be led.u.,. 
2. What are 80Jle of the qu.alitieationa of a pot 

1ea4ff' ft7fl!an! 
3. 'lbat are tome th1aga ,1:aa, mq cause for•en to tail 

to beco• 1 eacl.ere, 
4. Wh.a.\ are eoae things a foreu m.q do w tieTelop 

aore per1onali~f 
5. What are tQ•e out•tanding renit, obtained ,ma 

there 1• good departmental leader11h1p? 

In a. report of a eonfe.rence on toremanahip eonmted at Borger, 

!nae (6. p. 7.) llr. 1)-lgnowi\7 9'illleeta some "obJe.ct1TU" of leader-

9Wt2llDI 
1. To &bow \be iJll)Ol"tance of .COod leadenhj;p. 

n. !o pnrre that good l '.ea4ereh1p will decrease labor 
t'IU'!IOnr and. .make \be for8Bl0•• Job eadff for hia. 

Ill. to disc.a.11 *h• quall11e• of a good l•a41tr. 
1. hod le.aterahip will reduce labor tu.moyer 07 

lceeplng aen on ti. Job. 
( a) Men will stq wt th af._d work tor the men whom 

they ltlte and adatre. 
2. Good ltateruip will increase prod\1Ct1on b7 keeping 

the t~alll8d an on ta. Job. 
(a) Green ha.n.dB ·can not put out the work = taat 

aa4 effln, n\lT aa experienced. men.. 
3. loot leatenhlp .01 reduce cost ot :prod.uoti011 and ilalt•• that foreman• a Job eader •ho know• how \o 

knp hi• 9911. 
( a) ~o tea.eh Cl'Hll hands "8.ke• time and the 

lA:etructtQJl 1• otl•• adatn1etered in a Ter, 
inetfiotent llalllaer. 

0>) Gree, hatld• will- often hold up :product ion because 
thq ea •• $!1d do not lmnow bow to cooperate 
with other wo:..rkaeJ,l. 

( e} fr-ND ... are da.nge:toU to o ther1 and will eaeil7 
lnJur• theuel•••• Ule aa:t, worker tmowa his Job. 
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(d) .A. i'o..-aan lladag a large la.)(lr tlU"ne>TeJ' will crrer-
- wol"k alas•lf 1natJ!'UOt1ng and 8\a:perY1aing too S&!lJ' 

CJ"tn ae• and will get 68"0U and grouchy Oil the job. 



Mr. C. E. Bake•traw. Regional Supervisor for the :Pecleral :Board. 

anal.7zed leadership ln one of hi.a eollteren.cea (19, p. 19) ae shown in 

t .he following table. 

A.. Personal 
Characterlstica 

1. Persona111rir 
2. Cl ear !h1nk-

1ng. 
3 • .A.'bi11t;r le 

expr••• tel.f' 
clearl7. 

4. howledge ot 
human nature. 

5. Courage 
6. hineH 
7. P-ersl•tenq 
g. Appearance 
9 . .A.bil 1 t7 to 

aak• 
deciaioa 

10. JJRb1 tio:a 
11 • .Aggre•dn-

n•••· 
12. Init1at1'Ye 

!alile 9 

1. lftecta or 
Good L•abr
ehip. 

1. Pro.otn 
ha.ri.oiq. 

2 .• ,.,. tae 
work don• 
oa U.. 
an.d nu. 

3. 11 i11.1Jaate1 
frictio• 

4. Prnen\c 
acc1den'• 

5. :leduee1 
lalto:r 
\ Ul"ll9Yer. 

tl. !low Character
. taUc:• Can l .e 

Oll\alnea. 

1. Con-tinuou 
•dtlc&Jio•. 

2. Coaeiaten11 
app11•at1on 

3. Sel.t
anal,.ale 

4. 'lak:• adTan tage 
of' ne-r,
oppor\un1t7. 

5. C'11. tt.'ftte 
eelt-eonfidence 

, . »o n.ot ao,-e 
J"99J)Olll11l>1 l 1 '7. 

D. JIG,r u Sho.,r 
teaclenhip. 

1. Don't 'be a •yee• .... 
2. ~()Operate with 

fellow workers. 
. 3. Secure 

coc;peraUon: 
4. Be ta.e.\tal 
5. 'Ian a personal 

uteres\ 1n. 
worker•· 

,. ~lOp ge&4 
ucleratuq. 

7, J>n•t• •afet,'. 
8. Set a goo4 

example. 

1'he poin\e to ,um.ate thinking• aceord.1:ng to Mr. nuef el te:r 

(11, p. 15) aN: 

1. Prelt.ai118%7 eta\eaent bT leader. 
2. Call fo-r caee bu incU"rldual l:a the group. 
3 .. I ta• au.ggeated b7 leader. 
4 °"1'head ques'tlone. 
5. JJ1reet question.a .\o 1ndh1.duals. 
6. Leader preftnted type situation to group. 
7. Somet1au lake up negatifl dde ftrat. 
S. Caee cited QT leade'J'. 
9 . Story- b7 leader. 

10. lleTelo1> chart w1 t:boltt naming topie. 
11. lleTelop col mm. trcom ease without placing a heading ul'lt11 afte-i

oollUl?l has been filled. 
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12. Drawing a sketch or cliagraa. 

The aetWll :measur•ent ot the ettect1't'enea• of the conference 

method 11 indicated b7 the aUalaUon of organt.zed th1!lk1ng which 

result• ia laett.er practices. 



CH.A.Pfl:R V 

ll'.lCTORS INBEREH I N A Stl'CCESSl'UL CONJ'ERENCE 

'fhe conference method of instruction, more than aDT other type 

of instruction, needs a more aecuratel7 def'1ne4 11st of f'actore tor 

it• su.cceS1. 1'hese fa-ctore must 'be adhered to nry closely and very 

rigidl.7 "because of the heterogeneous gro"Up that :make• up the conference 

membership. While the experiences of the 1ndirtduals in the group are 

or should be aea.rl7 the Balle, the •o\Ult of formal education of the 

ind1Tiduala Taries e:1:ceedingl7. lt ie becmse of this latter factor 

that a studied procedure ••t be used thro'U8hout the conference. 

A.n7 course (9, p. 3) designed for the traini.ng ot conference 

leadera must recognise the necessit7 of proTiding in some wq tor 

meeting the following cond1 tiona: 

1. !he selection of candidates on the 'basis of natural and 
mental qualtficationa and experience. 

2. '!'he u.t11isat1oa or timctioning content. 
:, •• !'he carrying of tihe group thrOQgh an informing 1lage. 
4 !he can,1.ng of the group thrOQCh an appre:el.aUoa stage. 
5. !he oarJ71ng of the gro11p through .a training period 

which w111 develop ac'\ual doing ability. 
6. !bl prorlaion for a follow-up or erlenelon eerT1ce which will 

aaa1at a .•ber, of the group to progreaa further in doing 
ab1li\7 after they haTe actually taken up the work of 
conference leading. 

7. !he proTiting o~ competent in-diTiduala to take charge ot 
the work ot trainlnc conterenee leaders. 

It 1• no, tapor~t at thi.s point to dhcun particular 
organ.1 sat ion• tor aeeting the a'boTe reqa.irementa. It 1a aui'fieient 
here to draw a'-te11,1oa to the ta.ct that in &U:Ch train.inc courses 
tor conference ieac!Mtra at haTe ieen tried. out up to the present 
time, the tentenq baa l>Hn to confase the 11lfom1ng an.d appre
ciatiou le:Tela w1 th the dot.nc len1 and hese to «reatl.7 under
Talu.e the total thae required to gin adequate training up to 
the doing l9'Nl. 

!he 1mpart1i,c of information 11 co11parat1Tel7 eaq and takea 
little time. ~e securing of appreciations 1e al.so eomparat1vel7 
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eaq and doea not require a great deal. of time. !he giving 
of the neceH.aJ7 :repetit1Te obserratiol'l and practice which 
is nece••&Z7 to aeeure nen the minimwn doing ability. how
eyer, nquirea nm.ch time, both on the part of the instructol" 
and the learner. A.med onl7 with information and appreciations. 
no ind.Md.Bal, no: 11at-ter how well he m;q be 1n\rins1cal1.T 
qualified, can ,mAertake succesa:t'ul.17 to CJA:rr7 on foreman 
conference work. t.Jn:t'ortunatel7 the tttnciency bas 'been, in a 
nt111ber of caaea, to believe that this is poasible. A nuaber 
ot training eoursea which haTe l:een conducted in the paat for 
conference leader• h&ft uaquestional>l7 renl ted in tU1'1'.ling 
out 1nd1Y1dUals with cona1dera'bl• im'ormatio-n, a h'igh degree 
of appreciaUcn1, and. macb &nthuaiasm, bat with ff'IJ' 11 ttle tf 
arq doing abilitJ' •on the Job,• owing to the attempt to do 
the work in too abort a period of time. 

With the •nen factors aa listed aioTe in aind, certain 
other cona.1 tio1u are n.ecess&r7 fO'l' the success &f a conference. 
!hey are: 

1. •ach •emlt.er of the group 111ut ae able to tom an 
o.p1Jtion (·Jlldpen.t)' baaed. en the nperieneet CH' 
fact• brovght out 1n the cUscu.asiori. 

2. ffhe aeml>er• llUSt ba:Ye a 'backO'oun~ or experience itt 
connection. nth the l)l'ebl• under d1scu.as1on.. 

3 .. !b.e pro bl• should b• of common 1ntere,at, or so made. 
If. !he top1e-a 11h1ch the lead.er or group follow gow out 

o-f" group or -.loJmen.t head1t. 

le find. another 11st ef faetor• for the atmceas of a conference 

g1Ten in a conf'&.ren.ee {~. p. 65) 1n llonolu:lu. T. H. It a44a: 

A. forMlaJl con:rerenc-e program is 11ke17 to. 'be 8'1cce••tul in 
proportion aa: 

1. !he gro,up 1• composed. of men. from the same le'f'.81 
ot au.thor1t7. · 

2. A quaU.f1ed lea«er is on the J·ob-. 
3 ·. fb.e gro,a.p nahen ~?'OJI' t,e11 to twent,'. 
4 Su,perinten.clenta and higher executiTel are kept sutf1cientlT 

informed as te the genel'al obJ.ectiff• of the progra 8Jld 
the prognea whl eh t• !'betng aa4e. 

5. SKai31l9 laat for approxlaately two: hours each. 
6. !he p.rograa is regariled bf' the managea-ent ae a busineu 

propo-.1\ioa and aeetin&e are he1.d on eo11p&n7 Ume. 
7. :Meeting• eecv at lea.et once a week for a peri.o;4 of 

-..en. 
I. lla!lag-w1ent delirea to lllpro'Te superTiei on on foreman. lenl. 
9. :raTOra~• compan,- policie• are in. effect. 

10. !he for9Jlla'A expreaees b!11 real optn-ton :tnst•ad of being 
a '78 a• aan. 



11. Suitable ,rorking con.d1tiona prn:ail. 
12. '?he 1t0rk ot tbe eoJlf erenc• 1• confined to the 

far•an*• Job and reapoaa1btl1tles. 
13. The toi-Dea are all drawn from the saae organization. 

conference method: 

1. The aen are atimlated tco self aethit7. !h.,- are forced. 
to thiak the quet10A through •d not be mere pa••iw 
liateura or-*• -quick coaeluaton•. 

2. !he ac,ua1 •••• ~hat ha."8 happened 1n their reSU,lar line 
of cbl\7 are ua-.d u a baels f'O'r llluatraUon and deTelop
aen:t ot the 'tfQft, making the re:eul t• apply' direct17 to 
their c.aae. 

3. !he poe1ing o-f 1d•a.• and experiences 1s made powaible. and 
b7 thl s method special ld.eaa-, talen:ta, and abill ties are 
traded 8l'llODg the _foremen.. 

4. It givee each a chance to know and tin!. o1* the :method.a 
tbat others S'e using .-a th.,. can wetga an4 eYaluate them 
for future use. !be;r can co11b1ae on&,- the beat 1.n practice. 
thu illpro'Yiu their own wo'tk. 

5. lnformat 1-o• can 'N gt 'ftll by other method• but the con:ferenc.e 
method gift• 1 t through tbe aetual e:t.perience route. and 1 t 
wUl be more foretbl.7 impr•••el upon those concerned.. 

6. Habit• of ana11nnc an.d \h.inlttng are clneloped that will 
oarr, through in tbe work after the conference bas closed. 
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!he coil.feJ'el'lCe leader at the out set of the eon.terence mic)lt well 

eucgeet certain re-.pon.sib111\t •• et! the conference gr011p for the succeH 

of the eonferenee. Suggest ions hem Tariaaa co'ld'erence reports are 

aa follon: 

Peraonnel of the Conference Gro-ap 

IIembera of the contere:noe gro'\1!) ahould: 

1. GiTe the O'Otlp the 'benetlt of their exper1&nee. 
2. :Be iapereonal. 
3. le tree ma preJad.lc•. 
4. Control deo~• t:o •a• a speeo}l. 
5. Con_trol d-ea-1re to be pointleaal7 witt7 . 
6. 1,1:,t-. alertl7 to the d.isc11aaiou. 
7. :Be patiell\ wh•n. reaw.t.:a are slow 1ft coming. 
S . .A.pprec1ate \htt othe-r t•llo.•' • point ot Tiew. 
9. Aw14 a;l'gwlea\.. 

10. ~alk oS'I tM problem at hand. 
11. .ueiat chairman in. ge,ttng resul ta recorded. 



12. Avoid tr.,ing to proft" something. 
13. ~. prompt at .-etinge. 
14 • .lttend •••ting• regularl7. 
15, Je a good eport when the dhCU11110n goes aga.inat them. 
16. Avoid monopoli~ing the d1ecueB1on. 

Still further respensibtlitie• of the groWp, ae lietei by the eame 

writer, are: 

1. !o atben.d recul.al'lJ'. 
2. ·ft, an-1.ge pJ'Olrptly &\ euh •••ion. 
3. 'lo exehanp e:xperleaces. 
4. !o pHsent pertillent caaes a.s eXUple·e or for anal.7eia. 
5. to con\ri'bu.te to tbe diacu11111io,n. 
6. ·lf'o ail the lead-er 1n keeping the d.tscuaaicn1 within 

lM,unda. 
7. 'fo or-fer o-nl.J' eonnn.c.li-T• cr!Ud.q. 
8. h lea'l'e pe,iso.n:a.J.1tie• out of t.m d.iseu.se1on. 
9. 'lo 'M tolerant. of the o ther tellow• • ldeae. 

10. !o at least •try out II the pre.c-tic.e,1 ad~ated b7 the 
group. 

Conference- lea4ers are not infalla.liLe and. there ar• certain definite 

:factor• whiell become taul\a if u.19d. lt is tile «Jp11t.1on of the writer 

that arr, potenttal conference leader will be aaal.ated greatly' by keepimg 

well in mind tae faults of t.he con!erence leader a• suggest.a. herein. 

These 111t1 of fault• ha"P iHn selecte4 f~• Tarlou conference report• 

held. 

Soae fault• of ·eoafer-encu, leaden are in.eluded 1n a St. Lou.is, 

lli.1110url repor, (13. p. 73) a• follows: 

1. Lea,cler talks too mu.eh. lfo chance fo.r manbetl'e to es:prea• 
GpUdO'U. 

2. Conference group does not ha'Te cc,mplete untleratanding of 
obJe-.ettflh 

3 .. Colterence l•i•r a.11:owa g:roap to 1-.ad. hta. 
4 Co1d .. l'enc• lealer clo,es llQt take a&rani"ege ·Of ca••• and 

1.4••• F•••l!li•i 01" the group. 
5. Conference leader haw e1 'th-er too IIUh 0:r no:t enough enthusiaam. 
6. Contere11«. lea4.er d.6ea not 11tate out• <4 picture at ~roper 

t11". 
7. Poor di.atributien e.f tUseuad.en. 
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8. l'ailure o! conferen<:.e leader to draw in the reserved 
man by direct questions. 

9. Allows the t&lkat1 Te member too much tble. 
10. Con:terence lea.4.e:z, malt•• hl11eelt too conspieuou• by: 

1. Stand.in, 
2. 'foae of w .iee 
3. @eneral aei1ou 

11. Conterenc• leac1•r geta into the argument too much 
l. h-atr07• bd.ti&Uve 
2. IU.:nien proper d.iatrillu 11.on. 

12. Conference leader 1n terrup ta a aan' a th.D~at • 
13. !he conferene• leader fail• to put d&\a on lH>'&rd a• suggeated 

by \he group. !hl-. plaa.e• hi.a in att al"gw&entat.ive relaUon 
with the group or 1a41TidU.al. 

14. !he ccnterenoe lead.er tail• to r-.pea\ \he obJ•ction of a 
11e111ber tG sbow that be haa grasped the thoug}l.\. Thie will 
preTent l'epe\1t1oa &t oontributions bT \his member. 

15. I,eade.r f.alla to CI'J'atali~e a ainor pGint in a reasonable 
le,gth O:f tble. 

16. Lead.er doea n:,i follow a logical line of \nougat. BeadJus\
••n\. of the mind. aftecta int.ere•t. 

17. Contere11.ce lead.a- beCO•e• argwaentati'f'e. 
18. '!he leader ia not paUent to the point of degree of Ml 

control. 
19. Con,fer•nce lead.er allowe the group to d.1gre•s from the 

principal p:>1.nl. 
20. Leader doee not get the principal. obJee\tve• from. the group. 

Tlile eonf:erens• leader aq tall, too. 1n t.11• art et' conducting 

conferen.ces if he do•• not a"fO'id the following ·~denc1es imgge•ted 

bf' Kr. bellman (3, PP• 3-4)1 

1. He allowe h.iuelf to be cl.ran in.to an argaent. 
2. ie q:pliea eoaterence discuasiona to qaeetione of eetablished 

tact. 
3. lie allo•• conf er.ence to become tnvolTed 111 a di seuss1on 

of trrel••ant qaea.Uo:na. 
4. Be u.,.., wroJ!$ deTlce tor a particular con.f'er•nce 

dwa.\1on.. 
5. lie us.ea po:orl:, oraan1"4 anal.7tieal CWf'icea and charts. 
6. Be mak:.e• treqa.e•' d.ec1aiottcs for gro11p an4 do.e-a not 

•tbrula.t• a1aeuaton . 
7. He do&a p.oor plAlUliDB and often ha• wrong approach, 

uninteresting tO-pi:c•, and u•a.tiafa<Jtory working cend1 Uona. 
8. He laak:• acl.apta)U1t7 and et1Cke to preconceind plane 

and ~opies a.en ,rhen cbai,ge:a are adrt•a\lle. 
9. He deals in. gene:ral1t1ea only-. 

10. Be talb toe n.Ch. 
11. He laeka ponra ot obe-enation and tall• to recognise 

the 1J1'11Pteae ahowtng de'f'9lop1ng emergen07 eitiULtiona. 



12. 

13. 
14. 
15. 

16. 

lie allow• one or two indl-rid.ual• to dominate 
diecua.aion. 
lie lack• ab1lit7 to ban.ell• men. 
ie •tart• eonf•rencea ai&I' poo.r wcrrlda.g ooncU Uons. 
Be uses po:or Ju,apen.t 1n i.ntonaa.Uon carrl e4 to 
wanagaeat. 
Re igno-res the management. 

l'a.Uurea a.re not due entirel7 to the poor training et lead.era 

1n the detail• ot eo!lferen.ee method.a and dertcet·, wt al• to 

inherent aptitudes, t1xed attltlldea $,11.d the personal characteristics 

of the eonfe_renee 1 eader. 'fhe following •arningt are 'baaed upon. 

th.1.e tact: 

1. Don't ..ie,• a con:te.Nn.Ce l•a&tr who C&tl no\ C01lllllan4 
co.rs.denc. ot tlltt. grc,up. 

2. l)o:ntt choaa-. a maa who eo.n.tluualt, g1na nidenc• 
ot uaug poor jltclgaent. 

3 •• Jlewan ot man who like• to use. p~11·uea1 methods. 
4 J.•o14 dom1n:ett11'C tn,e. 
5. Do not nlecl nrr 1101.r thinker•. 
6. Be caretul. 1Jl selection o.t men of almormal perso-nal 

appeareace. 
7. Do not ••lect men. wbo are O'Yffl.J' Umid or who sr4f&r 

hom inf'erlonly' :COJJplRe•· 
g. lbn' t expect tbe 'be•\ t,:pe of forema:a eontereace 1 eanr• 

fro• an who ba.•e ha.a u r-eal uperleace a.a produettn 
workers. 

Mr. lrank Cushman, 1n hie .repo.rt (Sf "!he !rainlllg of :roroen 

Conference l.ead.•z•• (3. p, 6) giwa a pl&ll f-or the ••aluation o! a 

4emon atra\ten confeNnce. He aqa: 

Joth ezpertenced and b:a.e:xperieaced eonf erenc• 
l ·ea.cler• w1th1• and wtthou\ the ela•• bafl. dU't'loul\7 in 
tranalaU~ tlleo!7 of 40aferenc• practice into 0:peratin« 
-proc:ed..ure·. The foll"Owiig a• ·e::umples of pracUcea 
n.eeding corJ1eetio11: 

1. !heogri !he eoaf'erenee -procedure 1 • the right one 
only ,r}um the prol)lea 'b.e1n« eon.std11red 11ea in 
so• clet;rff wUhba the eXperienc• of a fair -pro
porttcm of ,he group aeakra. 
f:tld&.ct: fh• confennc• leader con.tinue• his 
a't\ac1c on the prool•• when 1t le evident that 



(1) tael• •ta.ted are gae••••• and ( 2) Taluea 
are artificial. 

2. !he,a,: fae cont"ereace ])l'OC:edure tlwuld. no.t 1M 
applied to tu problem et ee\abl1t:b.1ag Talus whe11 
such 't'al2a b.SN- alreaq bMll defini.tel7 f1xea. 
PU&*i,ge·t •• ,content..- lea4er allo•.a en.a 
arggaeP and di,acu.:n~an• wbeu 111f'anaaUo-n. as \o 
fact 1• alreaq aYaila'ld.e ~o the groap. 

3. fieog:-: !he problem eholll.d \te c:lear17 cletiud. 
b.efor• 4etinit• aaal.7•1• 1• attewrptea.. 
?tosatc1: Contera..- l•a.d.era do not ditterentiate 
betwft cle-ric•a for at.iimlatin& general ditcuaaion 
a11d 4e-..lee.a for t~anala.ttng experiences into 
efi'e1tHTe reaediet1. 

-.. "'9q:, lituation• arising in eonteren.ce aeetiiga 
aq ,aaif7 '\)).e u• o'l the 1.ntormiig pnc•p and 
of' .-l'pni1e4 1:n#iruO.tioa aa a meant of' g1T1ng 
eft,eet1ft progre•s t -o.wardt dealred ob4'ect-tTe. 
P.ns~&i!:! lll pneral the lea!ler usee onl.7 the confer
ence procednr• a.11cl the i'ftforming p.tto.s-•. 

lh• factor.a laTG-1 Ted in 1laki!IC the .conference & suecesa a.r·e sug

gested in. a reporl of a 40nfereue eondELoted 1a San Jrancisco, Calif

ornia (14. p. 4). !he7 include: 

A. ~aponsibilitie• o! the lieader: 

1. !o. uAel"•t.a:n.d and. be qmpa thetic to the foreman• • 
po tnt of '9'1.ew. 

2. !o keep ti. d1scuaa1o.n progn_aain,e to a co11cluaion. 
3 •• tto Im.ow ho,r tel ~tal't .a discuasion.. 
4 'fo ••• ·tJxlt tn.1h tn ,_ dlscneslon and aid in. 

aepara.Ung 1 t. fr~• \he cbatt. 
5. 'lo aau\&1n order 1n ~he dtacuaaien. 
6. 'lo preJett;\ oa the ~'beard the td.eae o~ t):lia group. 
7. !o ie llkiltul ~ 8tllllllari'li.ng the •-xpn••ion o! the 

gr01m:p. 
S. ?o .1nt•rJ.ect aa 11111• a• possible ot hlt own 

peraonallq- in\o the C.l>Atern.ee. 
9. 'lo a\arl ad •top the •••Un«• Q1ll tlae. 

10. 'to rne•»er that he is fil"'st end las\ the senaat 
o~ \he grn.p. 

ll. lleaponeildl1t1 •• of the .Members: 

1. '?o attend replaJ'lT· 
2. !o attifl promp\~ at each •••:ion. 
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3. 'fo exchaAge e.xper1enc••· 
4. 'lo presenl pet"\lnen\ oa.a•• as exampl••· ·· for aaaly•i•· 
5. 'to contrimt.e \O· \be di•euaeton. 
b. !o· a.14 ,1te 1-•a<ler 1a kM!>lJtg tie dhcu•aion w1 thia 'bounds. 
7. ~• offer only couatruetl't'8 crtti.o-1•. 
8. ~ l•a•• p.reo,nalltta 011,-t 0:t tie 4tacaas1on. 
9 .. i'o be toleran\ &f •• other -t:ellawts tdeae. 

10. 'l'o at 1ea•t •try out• the practice• adwcat·ed. by the 
gr011p. 
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!he conference leader ie not a1'l autbortv on. AffT subJect una.er 

diseuaaion and therefore shou14 make no dee1B1on.a pertinent to the 

Job. Bia Job h ltlce tha\ ot a metion pUllp -- to draw information 

froa the gro'Up b7 asking questions or c1Ung caee prebl••. wbose 

a.nawere bring out the desired 1nforu.Uon. 

The job o-t the conferene.e leader ha• been ettect1Tel7 anal.7zed 

1n. a Honolulu conference (4. p. 4-). It incl'Wlea: 

!he con.f'eren.ee leader ha• a Terr dift1eul t and a 
nrr high grade teaching Job. fllis 1• trae notw1 thatanding 
the fa~t that he 1• primari.17 ne1 \her an tmpar'\er of 
information nor a teacher in the ctrc11D&l7 Nnee. In dealing 
w1 th group a of 11ature men of" long exper1eaoe. ~e ncceea of 
a conference leader will depend Yer, largel7 upon \h• degree 
to which he can ta.nct1on u a teacher wi tho'llt having hi a 
group of for•eu leok upon hla aa one whoee Job it is to 
teach them something which theJ' do ot know about their Jobe. 
!hitl HUI \bat a l•&der n.st carefu.117 aTOld ordinar7 class 
roo• aethod• and the or41nar, relationeh1p of teach-er and. 
pupil aust be an.tded. J. conference lea.der suet secure 
the coaf1de11ce of hi• men. Be llll8t estallieh a r-elatlonah1p 
which brn,lne mutual underatanding and respect. !he member• 
ot the grev;p 111st be ent1rel7 at eaee. !h97 should be neither 
self-con•cioue nor under arr foraal or artificial re•traint. 
!hie is Jlece1aa.17 laecause it h important to pro•te a great 
deal ot actiTe th1nk1nc in a conference and 1 t 1a desirable 
tor each and eye17 group aealter to expreaa idea.I freeq and 
openl.7 w1 thoat .e\opping to think twice and wondering whether 
what he 1 • planning to eq 1• the correct thing. 

Jgain we find other qualifications set out in the Jtederal bulletin. 

! A I Serie• Be. 7 (7. p. SO) which atatea: 

file for81ld taatructor. no ••' ter bow well he knows h1 • 
nl>Ject, will ban 111UCh illfieul t7 1n •pu.\Ung 1t OTer• 1 f 
he fail• to u\Uize at least the sim"pler principle• all4 
methods of effectin teaching. !'he teacher 1nst.1'\Wtor. 
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withov.t 9%J)er1eneea 1n. thia particular line o! work. ia 
liable to uae ae\hoda that are not efficient 1n Tiew of the 
particular a1•• and ee>nd1Uou under which the work 11Ust be 
conducted. an4 1a tn ma!Q" ca••• liable to lnJect too mach 
"tcbool• atmosphere into \he work since he naturall7 !'ollon 
hi• unal cuatoaa. 

!he tollow1nc 1ntormat1on help• point out additional items needed 

in the qual.1f1eat1one of a leader (14, p. 61): 

!he be·•• dri Tea hia •n, the leader coach•• them. 
!he bo•• depend• upon author1t71 the leader on. good will. 
!he boas ia1Plr•• -t"ear; ~ l:eatler 1nap1n-a entlm.•laa. 
the boa• a-qa ·•·t;• the 1-.dn •a,•· •we.• 
!he bo1• aaa1ca• th• taaka, the 'leader set-• the pace. 
'!he boH QTS, "Oet here on Uae;• the leader geta there ahead 

ot Uae. 
!the bo •• -fix•• the bl•• for the breakdowa; the leader tixea 

the breakdown. 
!he b.oae knod how 1 i 1 a doe: the 1 eacler shows how. 
!he bo•• JRkM •rk a dra41*?7; the lea4-er •ak•• 1 t a ga11e. 
!he boa• aqa •Go;• the lead.er •81'• ~I.et• a go.• 

:lo\ nerr,u ba• the abili\7 to conduct a co-nference. !he fact 

that one has a poa1 ti?e perHnalit7 sbo"llld b7 no aeana be c.on•-trued to 

aean that he would llecom• a good conf'e:t•nce leader. !he q_v.estion "who 

ca.a lead* 1• of utmost taportance 1n cont.e:rence leading. !ho-we who haTe 

witneaaed the conference procedure generally think t)lat the job is as 

eaq and simple one. !he perplexity of the pn>blem can H appreciated 

onl.7 when. one conduct a a conter1mce. 

file gene-ral at\r1butea neoeeaar, for the col!lference leader are 

d1aen•ed in Jliscell.aneoua '.Bulletin Bo. 790 (S, p. 9) and are: 

1. Plg;a1C&l P!!'l!Pal itY: Bative atrength of boclT ia aa 
inYal:aa•l.• aaae·, _ /or • lead.er wb,o co•• ta direc, Mn.tact 
wUll. people •on-4, more \7 notional ethml.1 th.an rational 
con.•14erat1on.a. .X\ allO haa powerful intlueace with those 
aon4 ey 1JIW11ectual .-ppeal. 

2. M4,--ep: lead¥ spNch and ease in klndl.7 repartee a.re 
aaaeta tor ,ro;r leader. 



3· fttHDI] MArlr!~!t Sil CU\l!t\11: BatiTe •trength 
ot chan.cter and the exercis.e ot outstanding personal 
,qual.1t1ee eons·Utut• • leadership aaset. 4 complete 
liet of d•a1rable peraonal qa.al!Uee would be long. 
It would certainl7 include thon mentioned here.1th.: 

a. :i!,u tgJi!f· Irr1tabtlit7 an-d sour:uee loae lla!IT 
a ftllH. 4 ohelll"M, ..en temper eouplecl with 
power ot lilld'btlton and ael"f-diaeipline 1 e an 
bl]>ort311\ a•••t. 

b. OrtenaJ i\J ADA V4Uaiin. Un.iqa.n••• of c.haracter 
and. tho~ eaaltl•• olle to plaa an. appeal to o thei'• and 
to u• a_ethode ot e:zecuU.on. which attract attention. 
Originali t.7 1 a an aaaei bu\ 1 t n.n 'be teapere4 with 
good Judp-.t &nd 1neplr1\ltd with 1~itfat1Te. • 
original pereoa wi \bout souna ~e-nt · 1e a crank, and 
without 1n1tiat1Te 1• a areaaer. 

c. 1lex1;~uit1 l,Dj T•£U\A1tz. file art ot beiDC led is 
aJl pPOJ'tant it• 1• -.cc.e..-hl lea4wah1p. J. leader 
ahollld •• able to alte:t hu plan• and \aeU.c1 the •••11\ he .... the ol.d 11ethod• are ao, work1q-. le 
•d lie· ataaittfl to the Jlffd of ,ehange, 7ea4;T w 
leara.$ and rilling to adop\ aw me~4,a. lle11\al 
fienbll1t7 1• a eal"llal"k a'f w.oce-•atal lead.eship-. 
BT fo.rethmap;i, howeTer, be shollld aw14 the necea:ait,' 
tor undue cllangiJ'tg. 

d. f!IU 1t1 J»t'JP•· A. •tzo'ag ••u• o:t Ju&ttce ii a11 .uae\ 
t:a a lead.er o MT group. !hi• 1.e eep.:elal.l.J' ae 1:t 
wtthn.t con4•sc.1111on 1 t 1• llanif e•t•d with direct 
contact group• lq' wane-blooded permnal pr.aetice rather 
thaa 'b7 bl 1nd ac!berence to a~aet right.ouallua. 

e. l97MU'· ·Jew people al'• capable o.t O,'bJeett.t,i;Jlg their 
Jw)gaa\ to Uae ext••\ tbat th!l7 prefer a c.aa.ee ill ~ 
alt•trao.t to 1,1 COllor-•Ml appl1cat1ou to taeaael'fta . 
.A. mcc.esatul lea4er id.en.\ ifi•• hill:self p ersou.117 wi \h 
his tollc,wera. aake• \heir cause h1a, and keeps fat '1l 
natural.17 with th•. 

r. lmatp. J. lead•~ au.st haTe aptitwte fo? uderetanding 
hua.- •••4 ~!' appeal allll readtn••• ~ qmpatheti.c re9po11se 
to n. A conatUuenq ad.ir'atanda these pr1•a!7 aptitude• 
uen thq bo• 11 ttle ot the abat:r.act theo_Q" and pr.aetiee 
°'f 1Jla\l\ut1oa,a (aerh'aUn i .4eala). J. cold an4 
inte.llectuai -peraow1 t7 bu 1 ittle ,chac• of ncceHtul. 
leader,hip w1 th direct. contact groa,pa. 

g. Counc, Al!4 per•ieteace. Wi \h &?fl' group, courage of con
Tictiu, lU.ependeace of Judpent, am ,rillingneae te 
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take rim are d.ele1111n1ag a• .. t•. la \he face of 
c,ppoattioa. a ,reak· perullalf'7 lo••• ll:11 ae1'ft, 'become-• 
eoan.n~•cl Iha\ he 1 • fl!'Olt«, tll&\ at• am.•• 1• uwortb.7. 
and that tM chance• ot sue••• ari peer. !he 'falu 
ot peral9tenq 0a11 no, lie· Oftt n•t.ate4. 1'1 th aclYerse 
001141 \i(Ht• a leadv ••' bol.d cm at long at Ut.ere 1• a 
f atr cbaace ot IQ..Co"•· JLt, JIU\ not • • doeged and 
\DledpnMiaing _. not to p•cret'N a !due\ cau••. 
Bea'tlstzo:ag leactaa becoae )lgote. 

4. l.1qp.ir 1111 gcm:,ct \NP-' G!fifit lnael $lN:11¥~ 
In telclN:\nal. th11a.l-ac _,. p;uft:\&Wlr 111pp1. ... , 11at--.t 
a1Jt11 v la ieacten. "'6. ~tag ahnld ..-.. mtell tgen\ 
e\uq of' social in-aliw.t1ona, organ.tsat»na, aad teaclt'aciee, 
genei"al bowl•~ of l:lwan. n,a\we, act an -,..n,anding of 
c61lefllff· am. 1lllt•1c1ua1 llitha-do:t. Upoa all o'f \heu 1 tn• 
a chaaoe for 4taeo..sa1oa 8114 reasoning 11hoaltl be a:tford.•d. 

J.;a eduea\lon. J.a '1le priJlciplea. an.cl data of •oteitc•• .{ social 
eoieneu). \r,4Jd.a«: b1 Nepee\ tor pnft4 facts, an4 in 
tn·tellieeM eactal leaclen)).tp w·Ul ._. all sppreela-.1• 
oontr1-.,1oa i• Ill• Anelo,ual o~ lede-.ra. lt ·thOlll.4 be 
'bone ln a1a4, bowner .. -., ta-e .,_,__, adTM*-P there
fna will aaoru 1ll ·'1lat leader-1}> whla ,deal .a parUcularl.J" 
wt,h ln.41rec\ contact gr'OUp-.. 

5. 9Ue1.f!!I' .li!!i east!•• a)lllk~ :Inion.a. wtti.. th••• other 
natiff 4Ualffi•• d4 wcp,.1ppecl w11h a tru:aect 1nt•llec\, 
po\eati&l 1:..a-. al"• J.'i* ... ~ ... of nahral. organ1 slng and 
executive •:J.ll,7. !hb alttliv ta :retlecte4 1n th•tr 
clarU7 of tblllklng. 

,. IIP:tn.pe:, !be ........ or ~ueh a.at fta•ne•• ot ,ffhn1qu,are 
laditsp•naalll• t'or \be IIUCeeo of a cauu. and original capa.eit7 
for WJund. JWdgaen b •tnag\haned v npenaoe. 

~. ••• reference (I. p. 15) al•o adtla the t'ol1owtng neceaH,rr 

attr1ln1tea, 

l. :su,r\el[fl c 

a. lzperteu. 111 l•k•U'J", pr•f•ra'bl.7 a• a worker and a• a 
dlreetor of an. 

lt. lua•ehl baehiliC •xp•riau. Scltoola ~ ail in ercau
ts.bc a9d ffal11&l'fae \bi:• e.:pen•e• lid thq 0&1\ ., 
attel'd. • oppo·rlua1"7 ff acqllir• 1t to .aa dAtquate 4egree. 



a. Good ge1teral appearance, incl wl1ng e&n'1~ge, attitude, 
a.r.aa. ad. p,e·r1tu1al rtea••••· 

b. J. g00.4 TOl;Ce. bclwif.ng fltp, cpa11t;r. ea.••• an.4 
cl•arn.•••· 

a. hod heal \a 81t4 pod heal \h hall\•. 
d. lJt1t.taUn aad 1dep~4ence in. erlguatag an4 ftaffJiag 

011.i id•a,. !b.1* ••lf'-r•lt.aac-e 1;e 41f'i'1.calt to deTe1op 
i.n a 11atve lJtdinduAl. 1n1lt a well directed. effort caa 
illpl"OT. tide utlf'7. . 

•· Jlone1t;r, tncluilJIC ab1li\f' to uke accurate etaleaenta, 
NUil moral principle•, aoral ccmrage. ant fair aindecl-

••••· t. ·tact .. laclwllJW adrot'9.e•e ani q111clc appree1.at10ll of the 
p:-oper \laiag to ae. or 1q e.d-er PT gt,.,.n •et ot con-
41\tou .. 

g. CortialU;, ai -. .. la ••tt-.c people. 
b.. Jtol•, lno1u.tnc '11• a'b11UT \e> co11-trel an.d to c011eeal 

aotloa•. \Q proceed wt ta an apparen \ feeling ot power 
•d aaatuy la .-, t1lu.a\1aa. 

1. kJyal~, 1lMJl:u4bg Ml11t, te e00perate, to -.1ntdll an 
a\U tu• of u1ptul••• aid. u cl• hea1"'7 •pport to 
nperlor et1't.een. 

It ... , 'M r ... p.l.u-4 \Jla\. oeriata at •••• .charae1er.1stie• 
a.re natval ea4one.11l•, Jltq u 111\elllp.- la. bat cel'taln 
othe.-. are l~g.el.r ••\ten ot b'M.,, wht.ch U7 1ae tapn,wd 'tr 
training. pre-.Ud. \aa, are no• of ioo l•q •land1Jtg. 
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'lhetaer 11a'1a'al •r ••ired, \h• po••••1oa of tbese ab111t1ea ia •••,s,i.al and the Ja4111.ba1. .-bo do•• DO'\ pO•••• to. .. to a 
fatr a..u•• tbnll not lle aooep\•d for b'alalag ln thi• tteld. 

Sufflc1e.n\ ecbi.cat1oul prepaJ'attoa '6 e11a:t.le ldll to :pvne 
wl\h -pr,tit tb.e ual-nl111 0'1Ulu4 1, pnnppo.1.a.. Thia do•• 
no\ tap]7· a»r1 iel1iU,i• po.I.at reaolael lJl :t-oftlal edm at1oa. RCA 
as bacoalavea.'.le ~••• maa\1tl'' • i~r.•• or ciott-4r1 • cl:80°"· 

lt ia, ot qowu, eln'i.oua thal the :,n .. stioa of tu experieuea 
o~ the o.barul•r1•"-•• lhtea allcrn· dou no\ pan.atM the 
11eceaaar, au••• tor ~- succe•aflll pertoruam of the job. It 
1• 4(G.U• pO••l•l• thal an !nd1ddual might haw had all the 
esperl•••• &114. q» po••••• -1..1 the cha#.._ei;tetioa noted 
abeff dcl .T•I '-• •!IUl 1.!lecl d a :i'Qpel''fii10%'~ au. it 11 con
ceha1l1• 111a, ~ -.. a'll•-. of. 1t0• ·~ \h-,. n.p9r1•ne•• or 
cbaJ"&c.te.n•ti., M Jdc)l\ 4Q.altf7, nt n.cb. aper,te.nou ad 
cbaraetfft•ltc-• 40u\th.te a •UOag pn-..pU .. n in hie fa'ffr 
81'.d en ldeal ~d fu- ~th• \raialag. 



In tlle opt.ton of the wri tex-, leadership h dependent upon 

charaeteriet.1c trait, or personal qtiallti••· lf thlt be true, it ta 

obT1.ou• that. a good teac.t•r should po:•ae•• ha\l t.a tba t are conb1Te 

to good leaoratp. &. bo•• nollomtea departmein a• the A. and v . 

College at Stlllwate:r lau prepare4 a ltat of' vsit:s, sad the lllethod 

lead.er will aak• ti. neo:e•......, :Chang•• \o ft\ hl• n .. dtl or case. 

fnc1nr:t1 INU».t u PenJ:nll11F:eotl QaelJlfrtl Jee4ea, 

• • c,nt,nua """. 
1. h 4nelop \olerau..: 

a. let \bl otaer p•r•o• • • Y1.-po·tn, 
-. • l•ton 701Q' .. l.t 1be.tore Mfl4 .. 1n&. 
o. »tnlD&Q19b \....._ co•i•\lon. &114 ••l"'• pertonal opbion. 
a. haea .. er '-' ,then han a rte~, w '.bbth, and -th&t 7ou 

ban a r1c).t ·le GGU,a4 onl7 tor \lie foraer. 
d. lf e:oateniib _.. •• let lt a1..,.. N go•d na-tUNd. 

heat. ••• dltt-er~• ot. 01)."'loa as ,nnal •"•r• to 
" dl..t.••4 qu1.okl.7 fl"• \be •1•4· 

e. Sner allow row ••ll \o l)ecoa• ratnea. wi \h cbron~o 
fa'll t t1Jld.en, !ht. ia yov great.at chance to •chool 
J'O•••lf' 1J1 tol•l'dU. ' 

, . s,ua,, 70V O;ft 8'1,p8l"QJ'l•1'l"•llen &D&l ,n.4-ea'ftJ' to 
aonect r,wt r•a•Uo•• a\ werr naa poa\. 

2. !G cleffltp pOU6: 
a. f'ak• abaai.lo of' oppo1:twr.tU,ea ·to appear \11 pu.)lit. a• in 

-.he repon. ta cl-..,: lUding JOllJIC p ec,pl•' • •••ilJiP; 
~ pal a T. II. or t. r. P-:rocr••· eto~ 

"b. t.erco• tl.11141'7 w a\\:lbin&, how lo ••t pe~•• an.a. 
•that teat. 

c. ~ l,Alliu; doa•t pretend. 
, • .uotd dfffl&ttq,. 
•. ht •~r t:m '*:lra':7 comp.lez.• non•t atar\ until reaq. 

Je 4el~eht•· 
f. a. app•ub'c kt1Jre o\llen. look th•• 111 t ,he :race. 
g. R•ft-er l t t, u eaq to do thlc • 'before other• a• 

to c1o ,iu. ate•. 
h. hactiee lntroa.uctnc nw Wl)lft o'f e-&nTer-8a\1on with 

mall O'OII.P•. 
t. h IW'• p•••~ ~pearance ie rlgh1:, thd. forget 11. 
J. OTerco• ol)~t.to-."1• t1aDeria•. 
t. Yorgel 7ovtelf. "lhin1c ot 7cvr taak. 



3· !o deftlop self-control: 
a. Cal.UTa.te -.anlthhaeea. 
b. lake 7011.nel:f think through a \171ng sUuatton hone stl7 

and. aan•l7. 
c. Conceal uapleaaant :teelinga. 
a.. Cba.!t«e aet1T1t7. If you find yourself lo-a1ng 7GV aelt

control ., get aw,q. 
e. B.8Jlea.ber that eelt-eontrol is a habit. A. rule tn habit 

fo,raati-on ia to allo-w no ezceptton:e. .A.:-vo-icl losl ng 70ur 
aelf-eos.rol at all. 

t. lo aituatlon Juetittea hatred, or ••e.n 1arcaa. 
g. llaemlMr that a:nce.r ia a dee\ructin fo.rce. llo aituation 

Jut1f1•• gi'rl.ng wtq to it. 

4. 'fo clenlop adap \&)111 t7: 
e.. llea•'ber that 1wbat can• t )e cv.re.4 auat 'be ·endure d1 an.4 

tbat 7n.r part ia to be happ7 a1tou\ 1~. wbether 7011 like 
it or not. •It 7011 can't haft what 7ou lS.lce, learn to 
like what 7'°11 han. • 

b. lt 7ou ttn.d thing• uuat1daotory 1n 8117 a1 tvatioa. t17 
to impron th•; but de it in the ript wrq. lo to the 
proper penona with 70w !1U1i!9diou; l>ut it the7 can not 
help 7ou.. dO :not be 41aappo1nt•4 or cUacouraged. Iner 
Jlak• deaaada; ad newr pe4c1le grieTanctea. 

;. fe d.nelep pereonal app•araace: 
a. Do not follow e:dreme 8171• •· 
b. laep d.othbg cleaned. bruheci and 'PN•••d, and aho•• 

clean and polished. 
c. Dr••• to expre•• 7our pereonal.1Q'. 
a.. hdeawr to cleftlop erect, graceful carriage. 
e. Toug Hl'l ehould kup hair neatlT combed aJld face.a 

DOOthl7 9haTec1. 

6. !o AeYelop optomism: 
a. Be l>l1nd to oth«rs' faults, loolting alwqa tor their good 

IU,1.1ti,aa 1• tead. 
'b. See tlle lari«ht side. 
c. Bulah troubles qu1ck17. Jo not inflict them upo11 70¢ 

trienda. 
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d. R.eaember that wo~1ea aor:aa117 pas.a awa;r. ~ ehO"Gltl we let 
the• trouble ua at all! Ieep sa111JIC. 

7. !o ct.ewlop intereati':tr• t -eaohin,:: 
a. Stu41' teaching plfObl ... wUh fu.ture •ituationa 111 m1ad. 

~eep U ln atnd th.at a·a!.d probl••• wlll aoae dtq. be you own. 
b. Reaa'b-er tilat 1t is for 7011 to be a .82:i. teacher or not to . 

teach at all. &a 1.t beco•• excnd1ngl7 1n'\ereat1ng. 
c. !17 to aee 1he grea\ ·truth that tlle lb.aping of 11-.ea and 

cbarae*8n ot 7oung people 1• ou of the most uaetul wo.rks 
in the wllole world. he17 goc,d teacher doe a tbi •· 



8. 'lo &t.-elop en.thtteia•: 
a. Striw to a\\ata '1>.e broad••• poaail>l• Yi.aion ot 70v 

cbc,ae wort.. ••• \he .to.re.at ra\h.ez than tu veee. 
'b. Se\ up high 1deale; then deftte yova•lt to \heir 

a\\abaaent-. 
e. Kak• 1 t a bal>1 t to pu' you whole soul in.lo ew:ryth1:ng 

7011 do. 

9. !o dnelop .1u:4Pat: 
a. Aff14 tht CMIIOll fault o,f reaching .. decl.a1on in the 

alt••ae• 9t nffieiea-t lcrun,ledc•· 1-00, Jllpa.t requ.trea 
d• eoa_a,deioatS.011 o-f all nle•aat fa.eta ., or if nGt all, 
tMIII at J1aD7 aa can lie had. 

lt. l'.•ep rro;r· aind free troa nen a trace o~ preJudiee or 
bb.a; tor then a.re. after lgnoraaee ot tact a, the 110 at 
ooaon oau.an ·of 'ba4 ~"UP••t 1n the affair• of life • 
.OO• all. ~la hoa.eaU,. 

c. Waen ln doubt regardinig a Dciaion:, ntbhold it. 

10. 'lo devel0p fl'tencll.1n•••, 
a. Go ou._\ o.t 70v hiT to •••r up ta• boae•l tu4en,. 
b. .t..014 baup\7 at r:a. thq rep•l · 
c. 'lake for .~raateJ tlw f'r1endl1neaa of othel". Ion', wait 

f o.r thQ to t.P•ak f1rat. . 
d. lle tho'lgh.ttu.1 of the wish•• of other• 1• llttls things, 

... well .. tu lllg_. 
•· &neaber ,bat ha1Jlh'7 au• often coTer tm111n• and. 

\IJd.41'7. 
t. ladial• tl'i,endllnH•. 
& • Show TOQ1.' fr1•D411n.•• •• na\wallf towal"cl pei-soa• d tbe 

oppo•.l '• NJ: M -.a.rt. tho• ot 7ov oa; wward those td 
a l.owr o •11· ae tho• of & 1'1.c)ler 1tat1on in lite. 

h. Du\1np1-ali olearl.7 'betwea tr1..enal1ne•• and intbJaq. 

11. !o dnelop eour$eq and. cou1derat1on: 
a. BeYer Jmrt tbt t•l.tno of anot.ber per-son no aatter how 

1.1ii1e be 1a or bo• 11Ule J'OU 111te llim .• 
\t. ltv.q to do the lUU• '111n&• th&\ other• lllte, alllO the 

1tt1 ""1.nga; u4 ahow 7ou plean:re in do1.n.g thea. 

12. !o d.enlop ntknent; 
a. Make e:la•r• ettoi-t to cleT-elop apptecl.ation of good music, 

11\eratu.re. art, ew. 
\. liet 7G• tb.ol1g4'-• be ot thing• 1nTOl.S.:ng high ideal• .. 

WOl"'llJ' m,tw•. aB4 ao-1>1!_ purpo.ae_a. 
c. lle covteov.s aJd ~n•ldU'ah 1n U.t.Ue \hifll•· 
d. Cha.1\1...ate 11.- h&a{t of uaiq goo4. :Sng.lf,aa and atud;r how 

to car, oa taten.1'1~ C01tYeraaUo.:a•· 
e . .A.w1cl COIIIIO-a Tal.1&1'1\in Id eawaa.r.ppi,ng., gum chewing •• use 

o:t ~otisplek• • ai&JW, p.r&f ani '7, oflena.l 'ff or unplea.aant 
topic• o( co.a?ei-aat1o:a_. ete. 

t . .tT0:14 athcnat1011. !here ia n.& greater TUlgarit7 than. to 
pretend to be soJ1e\hing tha\ 7ov. are not. 



13. 1'o d.eftlop & spirit of eerviee: 
a. Watch tor eTer, cha.nee to do tawra UD&aked. 
b. Be ea,er to help all who need help, regardless ot whether 

AN'1et• rendered. will be rectprocated. 
c. ln publ le t\mct 1ona. be where the hard work 1 s being 

done wb.n 1 t 1 a being done. 
d. In all group ac'.tt-rl.Uea, endeavor to contribute more than 

you.•'· 
e. In )'Our da.11.T work, •• willl.ng alwqa to do •ore than )"OU 

are pald to..r. 
f. ifa.ke a regular pa.rt in actl"'f'1t1e• tor which no pq 1a 

recelft4. 

14. !o deftl·op finn.eee: 
a. lb no\ collfu• tlnmea• wtth olrllttJSaq or olt .. useneH. 

YlnM•• 7le14.t whe.n 1 t ••• t t ·aetr wo11«; and 1 t waetea 
*> enff'IJ tn oppoalng th;1nga that .a.,. n~, 11atter. 

b. h ttra whea pr·lJJCtple• or ideal e that 7ou feel t0 be 
rtgat are at •take; bu:~ 1a sun 8:tpd, endeaff!!' to giY• 
no off.nse. ti' othel'e take offense. your ef'f'orl 1• losti 
for the, wl!l ·m \ peld e't'en. though they are wo:ng an4 
:,ou ar-e rtght. 

15. !o de•lop IIJlllP«-.: 
a. b7 to keep 71:Jlfr feeling••tn tue• with \he feeling• of 

\hon a.road TO\l· Do·a"t allow 7ovr self to be an tntelleetual 
r&elu ... 11'¥11:lg a.pal'"\ tn ~oughta an4 tHlinga from those 
abOU\ 7011• 

b. lle•em'beii, 'lha\ ill \he qea ot 701mg peo-ple, 7ou do not. 
ltundara\and theJr# uleH 7011 aotu.117 •bar• in their 
notion• or fa.ting•; and unleas 7011 "uade.ratand tbn• 
u.i-. w1ll b• a lack ot response that will •a.lat 70\11" 

ef~orb aore o~ 1,e&a frui ti•••· 
c. S:tuq t.be b.oae elffiromnnt ancl )aek'grOuncl of experience 

of t.hoae w1t.h whom ,-ou are working. 

fbe blporlmee ot aelf-analy•t• can not be OT.er aphalized. !he 

oo-nterence l•·adeF should profit bJ' the to11e:nr1!lg suggestions if he ie 

to conci1lc1 s\lC'Mss:hl conference•. the aour,ce of thi • 11lformat1on ia 

anonJIIOu• and 1• reproduee4 a:er.e as f'oun.d in the filaa of the o"ffice 

of Jlr. L. x.. hTelle, elate 1uperrlsor of trad1t11 and industrial educ

ation.. A., and U. College. Stillwater. Oklahoma. 

~ lmp9J'U?ft sit .fe1f-wu:,s11u 

u 1• wldoa tlaa\ a. man chew h11uelf a voluta17. 
searching, ae1t:...ane,l7sh. Ke wa1\a un\11 tomeo•e in authorit7 
give• hi• an embarra.oing Jolt or at least until preasure from 



outside is brought to bear upon him. As foreman, you will 
find 1 t much e ,tter to be your own •Jolter. " 

lot onl.T now b\1.t froa tiJte to time 7ou should gi't'e 
yourself a thorough. exa111nat1oa and fi.nd what your strong 
pointa and. weak point• are. and wna.i 70v ca_p&.o1t1e.a and 
11•1 tation1 are. lie.Ting 1eanle4 the" thlJiM 7ou .should 
set a bod nrengtb.ezunc rour atronc or pe•1:itn qaa].1 t1ee 
a.nd rem~ql.ng. 7our Nak o~ n.eca,t1ve qu.alit1o. You ahould 
liken.a• attempt \.0 o-u~gl'01f your lildtat1eq aid increase 
7our capacUiea o-r ,c&pab111\1n; tor 1 t 11 hardl7 po•aible 
tba t 7011. .oa d.ff81op o-tber people be7ond your c,m capaci t7. 

1.,csa,1\N Iut, !tat. r2in.t,. lf 7011. in ~- handluag 
ot ,.ov Jo». c&-.plaoe11\l7 think J'Oll ·h&Ye ao nalt points, 1 t 
11 an ind1caUon that 7ou are in cure need of such an 
anal.7•1• and sbnld loae no tl.11• .in attend.11* t ,o the matter 
an«, also • should 'be all the hard.er on 7o~elt. l t 1• 
hopele•• tor 7011 eT-en to think of 8'00Ce1ta or promotion until 
you. ftra\ r•al1n the n:•4 of· 11elf'-bet~enent. file careen 
of succ••d'al aen in all. walb of' llf:• point to one thing 
which wd the main91>ring a~ their sw:sc••• • naael7, a hunger 
to increaae th•lr .tt1c1eney tn pertona-1:ng their dut1e1, 
whateTer the;r -..re. 

llethHI !f seit-MAlTU!· . ln aal.1dng ,oursel1', a.aawne 
th.a.\ 7ou are a higll-p:i-lced pqehologt.,t and that it h coatinc 
7ou. good mo1u,7 to· lla•e ,our •nlal capa.cit1ee m.d attribute• 
analfffi ana ~a-81f1e4 amt \ht..~ 70\1, wanl 'Go get 7ov aoney'• 
wort.,_ 1>7 11&1'1DC a \h&ro-h Job 40h.•. l!'e ae hard on 7ourself 
a• such aa :ezp&rt wn:14 be. babbel:' th&~ 1 t 1• po•siole to 
do sudl a Chd .Jo.b: !,n ualy,ai e, tt pt"&pel"ly follCJwed up w1 th 
eelt-c~rnctJo!l, ... to nrranl $he PaTUC of a 'tee to an Ollt

si der to a.o the uae Job. l'othing pq:a «,ueh good dirtdenda 
as an mffttmeut 111 ~lf-illf)roYeltent. 

!bal ·.~ !21£ ltrtM iDl !!a ?9\nt-1,t RoweTer, yo\l can 
do t)ut Jolt J'O'D:~elf. JJ&w: •\roag art 7Q. in to.rce.fu].:neaa, 
ta.et, Justi~, lci-7al,t7, tnttJe.t1•e, de,oiaiTenen, thore11gbaeea, 
in"8ntf.Teu,a, re•o.-cetaln•••, frtendlineea, foresight•dneea, 
919Patll7 .. :u11ael.tl•hne••• progre-•aivenesa,. opttn-~ndedne1s, 
dispoet.tf,on., responeibUlt7. o'bse.rn.tloa, opt1m1.-, and enthua-
1:a-eal !Jaese are q11.aU-U.e• 1tece••&rT .fOJ," 70U. to ha.Te. '!he 
po1se.-iciJ1 o! 1J011l,e ot the11. br~'C 7011 tc TOV present position. 
1:b.!cb qua.11\ie:• can 70u lmpl'O'ft upon so- ae '\o bett·er 7our 
fornanalupJ· 

li&Te 7ou. control of 70\U'eelff l)o yov. let anger and pride 
and preJucUC. ~.ntrol yom )e_harlor at ti.aes? Do 1'()\l hold spite? 
!be .. a.re qu..1ti-oa_• 701I. ~d. e.•k fQUl"Welt. Y011 can not expect 
to rule ot.h•i-• m,.\11 7ou firat n.J.• 7ov.•lt. Subduing such weak;n••••• "8ke.- ll,ae huc1e4t kind ot eelf-diseipline, but you. 
can nenr be a lealV tn ~ tl"tle eenee imt11 7ou practice this 



self-restraint. 

Do the aen respect y-ou; do they tru.at you; do they 
come to 7011 to.r ad~• and help; do ther h~ con'fid.ence 
in your &ldlity and ·1r:nowl,e4Cef It rlOt. a:, aoU lt the7 do 
u..,-,r de the•• t~ng.a. it sh.on that 7011 ha•• quite a mmber 
c,f weakne•••• \o ·correct. 

lbd do ;rou know -.out plarm1ng and eehed\llin& and cost 
eon.trol t llo 1ou know the tu.11 1ndustr1al aerrlee poll-1e• 
ot the e:om:p&JV'f lb JOU teach, or s1J1pl7" tal.:U l)o. 70U •ake 
a •erioua eft'orl t0: inspire? Do 7011 'bow the atff•race 
bemn. firmneaa and l"U,den•••; p .er•iat,enq and. obetinac7; 
Justice and en-e:rl ty; ~airne•a and partial l t7; ki11ane" and 
tamiliarlt7; tU.gni'7' md aloof'n.eeef It mt, then how can 
7ou expect to htmdle lleD to the adTan:tace o.f all when a close 
discr1minat1on between these qual.Uiea t• essential to web 
an eadf. 

O)her Pert&n•at '9,•t~on~· Are you really intere9\ed lll 
the work or are you ai,aplJ uing the Job to pro-.1.4,e a H.Tingt 
!hese queaUou eboul4 b-ri.ng tons.rd to you tvtb.er thouglata 
at to whether 7ou. are tl"711tg to lmpro,,.. 70w lehia.'Qi-eal knowledge 
of the work. er to beit.- the qua.11\7 of \he work and to 
1Jlpron the utb.od• of handli?Jg tbe WBrlt. lf the an•w•r• to 
thu•· qu•eUona ar·e fa~rable, ck>.e'a it onl7 mean tha't 7011 
are doing Ju.s·t .enough to bolcl doe the Job, or are ,ou. making 
an earne-at effort ·to prepare rouraelf fo-r p-ea.-ter reapo11-
a1 ld.11 Ue11t 

~•e are p•rtinent question 7011 ithould a.•k ln '8.lting 
1to,ek o.t ,.ou.r••l:t. !hq ar.e ftr/' pract:Hal tu they are meeq 
qu.esU.on• ot th.e ·fln.t oraer. ney do n()t gq: lleyond the outer 
margin of t:r. Job. b foreman ot \b.e future 1• got:ng to be 
aelt84 to answer ·qu_eat1ona ara.cb.. har4.er than these. 

L,cn l!. Jel:i~fl !! TqVJelf'. team to a:ppra1••· 70w sel.f 
at 7our tru Yala• an4 haft ceilf14"Ace in 7ou Talue. Belie•• 
in 7oweelf' an« olhera will 'b.elteve ln you.. 

NG !2. l!lJm 111 .blE Ju:l. Stud,' 7our J0cb continually 
and l ·ea:rn aU 70V. can. QOUt I.be ,rorlc wbi~ cioe•11' relate• to 
7cun. iead \rade ma.guinea and bdok• perteining to your work. 
Ba.Ye Ai! aa:bition ~ le llaUe~ in:tomed on your wont than &ff¥ 
other person. Bell4tYe in yo~ work a.!'14 1n the ergan1sa\1on ~or 
whice;h rou "'* . 

. LMQ .a IQ. .Iut en fhiU'iM· You J!l'tlSt learn to do your 
o,m tbinldag. !hi• -.q be a hard tallt l)ecautte the hal:>1 ta o~ 
year ,a aq -Te. infi\\e~-4 7ou. 1nto accepting w1 thm;it queatio11 
•aDT thinp whicl:l 7011 ba..e heard. or react. Pick your lnformation 



to pieeu. Pind <nit of what 1 t h composed when separ
ated into 1 te Tarious tac,tore. liearn to analTze the 
information_ and to Judg• whe\her or nO"t it ia tro.e and 
logical. Coneldecr from where the in.format ion came and 
whether or not it 1'U given out for "«Ome preJu'd1cial 
11ot1TB. '!ben. man a J•st 4e;c1don. Aleo, be a. th-ought
g1ver a.s well as a thought-getter. 

k!&t ®:Uu:U91 .R! ltu:g&;e. I:n the pa.st there ha.a 
been •~ WU"el'\ aud industrial friction., a.nd on the 
whole, there ha.a -..n v~ry 11 t ·\le attecnt 1on gi v:en to a 
real con•tructt'M progra1t. the future la going to .see a 
time when \here 1 • a clo seJ' 1ndua \rial uni tr allk'lng tho a• 
co:ncern.ed.. '!he construetty,e 'fflU'k nst COile from wUh1n 
ea.ch plant. aad not fro• withou.t, end tcb.e foreman will be 
helptu.1 il'J. brinpng this ·e.bou.\. 

!ne solutt0n to 110•t ot our troublH, real and 
imaginar,, lies ia a )e\te,:- appreciation by all of us in 
our ool1ga.Uon ot senie:e. fhe mr& in:t ellt.g:em ot ua at 
the •ta.rt mu.st •et an eam-gle v looking ta find WaJ"9 in 
which ,,. ea.n better aen• others. and tea.eh thell in turn 
\o paH alo1.1g a still further contri'bution of aeni.ce. 

re carq through. cuch a progrp, 7oa, as fo-r.eaaa, mut 
f'1rei liegin to O.'?en up the field )1 les.rning to go· beyond t.he 
presel£ confine-a of ;yov Jolt 1n ~icipation of the need.. 
Thi• 'Will require a larger ·clnelopaen:t in both you 
pb7sical. aacl mell,al capaci,t1et. Tou nro.at look to yov 
pl:JJ'dcal titneatt and to your 111ental alertness in Ol'd&r 
that you 11a7 gl-re tnll aert1ce. 

'fh.9 su.ce:ue:tul confarenee leader must know hW!an tra1ta. !he 

reaponse gifta 07 11.en is pro-,,ted 'by aome idea or thovcht which mq 

or m,q not reveal the ·feeli~ <>f the men. It 1a lmperatifl \~ 

the leader know the BO\\l'h of' ~e idea, 1n order that he mq provide 

the correct trend ot the>llg)l.t of the group for the con·ec, solution. 

o-f the problem. Mr . Welters , 1n hie "Applied Persennel Adll1n1atra

tion" ( 23, pp. 8-10) hae aet up 11$thou wureby hual1 trai\a mq be 

eTaluated. iney are a• follo1re: 

!hel'e ~;-e three 'fe'J7 3e-neral r .~qui:Nments that 
tedu>,1qi•• tor nal:u.a.i1q hllU.11 t?'a1\t should sa.Uaf'T. 
!he first 11 that the trait u1. ·t~~tel7 1aea.sured. shou1.d 



lie a eonchlct or l>ehaYiGl' trait and nc>t some :flxed ana
tond.cal ehar.acteristic. 'l'h..e ••eond requl:reaen.l 1• 
that the eonduot of lte-haYior •eawred. shall •• ligni
ftcant to~ the po,1ltion. or ...coatton 1n q:ieatt.en. '!'he 
third rule i a that th& meaS'\11°-ement o~ the eign1fieant 
conduct llha.11 bee sde(IQ,ate. 'lhe tent "''eonduet3 illelud&• 
conduct erystal1~•d in wo~lc done. ftrd.• nt\t.m, and 
tea.tu.res JB()14&d and shaped through :freqUent aetiTitJ° 
and use, if such be poe-sibl e. 

Harq in<U't'idu.ale boast o.f their ab1lit7 to Ju~ 
correct17 the t'1tnu1 of an applioaat for a. poaUJi:tn 
~on the first impree.eiou \hat be Jll&kea. his galt, 
hie maimer of spee-ch, the .qppearan,ee ot his elnth.ing, 
the warmth ot hi a hand-ehlllte , the ·w,q tn wllb,h he 1nee·h & 

rebatf, et·e . Al tho'l.1gh tbes, are .fonts of eo!Uluet, th• 
conduct observed is net .sign.1:tleant (with a few poasible 
exceptions) and the ea.surement of this eond.U't is not 
adequate. 

Wku,n !"1,rst i~reesionc are to 'be gained fro• a 
pbotM£&'PQ, the real conduet incU-.t.ora are almost, U' 
no\ entirel.J'. 1111aa1n& and ph7ei,eal ,~at.ta ~eke their 
place . Where pereenal appearance is a 'rltal :taetM" ill 
ncc,eea? 1 t nuq be detenrin•d te • een:ain de~ee f"roa 
a photogra:p}a.. kt nen such a trat\ as ne-atnese can be 
eat1m~ted onl7 with eona1derable eJ'l'Or. 

Te be eff e:cti ve. ,ae le,t:tg !!. mml~&caUon must 
eompl7 with the tare·e %"&quir--.t• whieh b.a,Ye b$e men
tioned. Its genenl use is to ellrdnate ·IJ:eposdble11 

applicants . If the wr1 tar 1s allo?Jed to clloese the 
gen.el"al cba:rac·ter and c.onteat or th• let.t•r, the conduct 
r ·•eorA submltted 1.a not likely to be either significant 
or a.dequate. Al so, errors of Yeraci.t7 and of 1elf
eetimaU.on are 1nt.rodueed. If the '\!Titer 1 s a.slce.d to 
anner spee1.fic questions u . to his experienee, mar$tal 
statu':8., aga, et-e .• algnifleant facts mut!t be gleaned 
from the no•-s1gn11'1eaat , e:o.d the ae must be w•lpd 
according to their- relatt. n, 1JIIQ')orJan.ce a• •111Ptoaa of 
neceas. .Al so • the per a> nal bia• of the Judge 11ue t be 
eliminated. When the.se eenciition!i are c.oT!;pH.ed with, 
ta:, letter of ap-pl1.·cation. 119.l" be of aome serT1ce. 

'?here 1• no wq ot ehecld.ng against the many errors 
or tp.1, 1!\;$e;r d. .~ecguea,a.U.ou except ~ know t.he char
acter of the wri titr anC,. lil .delland te•tblon1al e from ·a DW11ber 
at persons. Even wru,re a.etrw d.isheue.sty or cazele••n••• 
1.• no.t present, \!Mt f'a1111>.Uit7 o.'f· human Judg!lleat will plq 

·apart. Letter• of reccllllllen&ttion moal :rrequn.U7 deal 
w-Uh tae :Per•onal \rait• .o.f an in41v1dual and it 111 in Just 
meh ea&es that the e.rror o.f Jud.plat 1a greateet. 



'fhe mat widely used aethod Qf stuc3--71ng human nature 
1• !a!! int~roep. lt sl»ldd deal w1th. cond'l;lot au\ 
reeor4s of conduct,. lhather th1s e<>Jld.'\iet ia alptfie!Ult 
wst be .determined sp:ecl.fl,call.7 ttar each position or 
wcatien. Thia ta a problem 0ct Job anal711a.. Up tc> the 
present ti.me, tew attempt.a . hde be•n 11ade to lnTeetiga.te 
such ma.ttera. 

Ui,.fortuns tely. p&eude-•cientU'i.c methods of 
phremlogy and phJstognoa, are ,nplo,&4 1Jl per•omu,1 
work to an es:ten t that aaans the scl~t1ticall7 •lrule4 
student. lhile acme· of' the eo-e&.11ed •character anal:7.-i.ata" 
IIIQ' ~Bdb17 have a keen percept101l o.f mu.an traits. it ia 
yer7 deulttul 11 such perc.e-pt.ion wUl ever be reduced. to a 
acl•nt.e.. No g.ood JQ.dge ot character reall,- goe-• "by the 
._. Qf' the face; he gG9t! qr little l.ehavior stcnti which 
he 'iias not .analned out, and th8refore ean not explain to 
another person. 

'lhere is a presairJ& n,eed. therefore, for aclmtqae·s 
or e1"al\U\.t1~ human eharaeter1st1~• which will 'be 11R1eh 
aore re:11e.\lle, objectt.ve, md Tali.d \hall tb.e preee\ 
m.eiho.as. 



CB.AP'l'ER VI I 

COIJ'.EBBCE nem Ql)BS 

!he success ot a conference depend• largely upon the techniques 

used. The moat common techniquea used in condo.cting foremen confer

encea, a s illustrated in the f<">llowing report a are: ( l) Explaining 

the purpose and proeednre of the foreman cont'erence method to those 

present; ( 2) GeUing the men to anal7se their reapona1b111t1ea; (3) 

.lna.17zing cooperatiTel7 the meaning of each responsib111t;y; and 

(4) Setting Ul) type problem• facing the foremen, to be anal;rzed in 

the conference. B7 diseuedona the group exchange• ideas and b7 

virtue of the experience of the group ae a whole , bettar method.a of 

forema:nahip evolve. Specific techlliquea mu.st be used with specific 

topics. 

The making of etfectiTe and aaUsf7ing adJ'llstments between men 

and their work demand.a Judgment 'based on knowledge of the coadi Uona 

under which people work product1'nl7 and happily. Seientifie research 

alone will furnish this knowledge. Onl7 1n this wq ma;, we expect the 

de-.elopaent of fundamental teeb.niquee which will facilitate the 

solution of this problem. 

The essential '\echni1uee of the foreman oonterence are exemplified 

b7 the conference reports which follow in. this chapter. !he first 

report 1 a that of the DtTi •ion of Extension.. Uni Ters1 t7 of 'l'exae. 

conducted at >orger, 1927 ( 6, pp. 28-29. ) 

SubJect: llenoaa1b111 tie a 
ObJeet1na: 1. To bring hoae to the men the magnitude of 

their Job. 
2. !o get th• to think: ab0,ut their re sponsibil 1 ties 

troa a 11anaceri.al, su:perTiaorr. and instructional. 
point of new. 



Du.ring the preceding meetings, the leader had told 
the men that if th.e7 were not getting 8147 benefit fro• 
the conference. these conferences would be discontinued. 
a• he did not want to rob thea and the comp8J17 of Taluable 
time. !he sen expressed a desire to continue the work and 
were aeke4 to lt.s'\ all their responslbilities. Before aft7 
ot the reeponaib1li t 1ea were put on tbe board. the leader 
discussed: 

It waa poiated out that the fore11an was the most 
important factor in arrr induat17 due to hia poe1 Uon and 
the llaD7 respon•ibilitiea reat.il\g on hi• and his decisions. 
l!'he respo-as1btl1ties of each group follow in the order 
ginn b7 the men: 

ReaponB1l>11 t ti ea 
Grolll) 1 

1. 'fo tire men. 
2. 'fo work men. 
3. To be reepon:aible tor all 

machineZ7. 
4. 'l'o be responsible for all 

work done l>T aen. 
5. !ogive orders and see 

tha. t the;r are ,carried. eut. 
6. !o plan nrk. 
7 . 'l'o be reeponsibl,e for 

time ( mone7 due men. ) 
8. To be responsible fo·r pQ

ducUon (oil. ) 
9. !o be J"8aponsible for all 

material. 
10. Sa.fe.t7 o.f men. 
11. Comp8J21' cars. 
12. l'elfare of worker,,. 
13. Instruction of workers. 

14. Repair equipment. 
15. Cooperation. 
16. Superrlaion. 
17. Reporb. 
lS. PreTent waste. 
19. :llovemen. t rd materials. 
20. Create lo7alt7 ameng workers. 
21. 1.-p down ec,ce\. 
22. For appearame of propert7. 
23 R&9Pnstblllt7 for propert;r. 
24: Ordering new :material. 
25. Vatnbining disei"Pllne. 
26. Aroua.e interest of aen on Jo'b. 
27. ludg,e all1l1t7 of aen. 
28. Know the Jot. 

?f9 . See th&* the ••n h.a:ve proper 
too~e. 

30. Re1ponai'ble for the moral• 
of the men. 

Again in a report of foremanship improTeaent conducted b7 Mr. L. tc. 

Conll.,, 1tate aupern.sor of trade• and industrial education, at the 

Oklaho•a A.. ant M. College in 1933 (1. ])P· 4-5) we find the following: 

Ste;p l. 'l'he 1n&1.u11 sat ill!. foreun•, reapop.sib111t1e1: 
1. !iii a1,1iw1. of hi• aea. 
2. Condition. of propert7 uaaer his npenision. 
3. Cost of producUon. 
4. ~ire ba.zardt m d aoeidente. 
5. Seeing that work 1 s do1111t safely and economieall7. 
6. Efficient operattoa. 



7. Cooperation between 11.anageaent and men. 
S. Care of •ate.rials. 
9. Cond.1t1ona under which••• wark. 

10. Value oz property 1n. hia charge. 
11. Care ot e.qaipmem. 
12. Charactel" and colld.11et o.f •••· 
13. Selec\ion ancl placing of ••· 
14. Workiag condition of tools. 
15. Proper training of new men. 
lri. Properr training of old men for safe and economical 

o-oerat1on. 
17. !ra.1n1mc men tor peo•otien. 
18. BaTinC con1'1denee ln un. 
19. GeUing me11 to ban c;o.ntidenoe in him. 
20. Practtcing Gelcten Rule. 
21. DeTeloping and maintaining lo7al t7. 
22. PJ'OJ)er Charging o,t matertal•. 
23. Diatribution and. reporUttg at time of men. 

Step 2. Cla111t1cat1on !l. J!orehl' s Rtmen1\)Uit!e1: 

In orur that the reaponsiell1 tie• migh\ be ·ela11eified for 
plll'J)oaew of anal7sis, the fol lo.wing three cla•"• were n&11ed and. 
clefiaed: 

1. Manacer1al - making neee Seal7 plans to haTe work ea:-rted 
011.t •f~icien\ly-, econollic.al.17, and •atel7. 

2. Supen1.ao17- seeing that plan• are carried out efteet1Tel7, 
a&tel.J' • and 1Jl!Md1ate17. 

3. ln•tructional - training ae11 in his employ to ~ out 
plane 1n an efttci at ed. safe mama.er. 

!he t1r0,t7-tbr•e re-9panail>U1tie• we.re \hen cla•Bitied under 
tu aboTe beading• as follon: 

I 

1 . file a'lti tude et hi• 
ewplo79ea. 

2. Condition of pl'Op-Ut7. 
3. Oo st· ot p~ion. 
9. e~ndi U:on:a u:na.r which 

men wort. 
12. Chara.ct.er and co ncb>.ct 

ot men. 
13. Selection. and placaen\ 

of men. 
!J ... DevelQpiDg an4 main

taining lo7alt7. 

Supen'i. ao17 

I 

5. Seeing that work is 
done •8Sel7 and 
ecouomteally. 

Inatructional 

I 

~- Jttre ha•ard• and 
aecid.en.t•. 

7. Oooperat-ion between 
manage.meal ancl :men. 

15. 'l'ra1niig of new 
emplote••· 

16. '!raining of old a
-plo79e1 for safe and 
econollical operations. 

17. 'fr&i niq of 911plo,79ee 
for advan.ceaen.t. 
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Managerial In•tructhnal 

II II II 

5. Seeb:l.g taat work 1• 
done •&i"•lY and 
econ-011ieall7. 

... 7. Cooperation 'bet•en 
management and a .en. 

15. !ra1n1zc of new••
pl~T••·•· 

16. !raining of old •
plo7eee tor •ah an:4 
economlcal operation. 

2. lonUt1on of property. 1. 
S. Coat ot -,rod.:ac'\ioa. 
ll. ftre ha-saraa and aecl- 12. 

dents. 
.,,. 9. Con.41lion.• oa:er 

which men work. 21 . 
10. Valu o:f }U'Opert7 

1n hi• charge. 

!he att1 tu.de of 
h11 emplo7eea. 
Character &lld 
conduct of em
ployees. 
Deffloping a.n.4 
11atntal11:lng 
107&1 t7. 

17. Traininc 111rplor••• 
for promotion.. 

18. Ba'ring cott!idence 
1n ••n. 

19. Getting men to haTe 
confidence 1n hi.•. 

20. Practicing Golcla 
Rule. 

Ill 

11. e:an of eqaipent . 
1i.. 'fork1qg condition of 

\Gola. 
22. Charging of material.a. 
23. ltt stri but ion and report

ing of time of men. 

III 

7. Gooperatio!l between 
~en. t and. men. 

8. Care of aater1ala .. 

III 

5. S:eei,ng that work 
1• doae eafel7 
and econom1 cal 17. 

6 . .rticient oper
ation. 

Ste ]. L&atiy !t nmut-)111\1•• een.814•!•4 u.li hmorta.n, 
a lU. cont•ttAAI' •••n· 

'lo prodliee 41acu .. 1on, '°Pie:• \ha* were o.t mod inter-es\ 
to t-lle Mll, a 1"0te waa taken on the twent-y-\hr•• reaponail>111-
t1ea, naaea wi'\lt the tollowing four selected in order of 
importance: 

1. Co st of prodll4tion. 
2. E:tfieienq ill operat,1e_n. 
3. Working C011'd1\ion ot loola. 
It.. Praott.eing '1ae Golden bl•. 

It waa acreed \hat if ,1ae peftitted. each ot the aboTe 
named responaibilitie• would be disaueed. 

Ana.1711:ag such reepon.a1b111t1e•, the following item• 
reprete-nt the aaal.7•1• 'Ude in \b.l a -eentaN11ce. 
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Step 4. ~ 2! froduct1on . 

.Anal7si a of the cost o'! production rewal.e& the 
following deleraintng tac\ora: 

1. Selection and placement of men. 
2. Selection, 1nstalat1on ax,.d care of material.a 

and •<iUl,paeat • 
3 .. • • .lce1dent a. 
4 11:r.a. 
5. \Vasi•. 
b. Etf'tcien• in operation. 
7. E:tf'1.c1ent planning. 
8. fff1cieat $Up&'l'Via1on. 
9. Efficient training. 

10. Wages. 

Much 41soo.a•ion aro·1• ae to how to cllo.ese a. 11an. and 
the :following was reeorded as a fair guide in such choice: 

Dete:ratning Fe.ctora 

1. 'lxperien.oe 
2. J.U1We 
3 .• J:te&l th 
4 Character 
5. Age 
6. Intelllg-enee 
7. Pre"Yioua record 

l. lecorda 1. 
2 • .Ag1t.a\ion 2. 

:lmlw•1 t-all t7Pe 3 •• 
Pereon!ll appearance 4 

!raining 
hpemnon 
.&.tided: reqondbili U ea 
Beta. lil 1 ald:q 
contld•ce 3 •• E%81iinat1on 

'4 lleputaUcm 
5, •• 21 - 4; 

5. factflll cnt1c1a 
6. ld.ucattoa: 

6 How he talke; 
.lb111~7 to 
aell bl•Hlf; 
how he looka. 

7. tn•••t1gat1on
own, coirparq 
other companie.s 

7. 
8. 
9. 

10. 

Job \-rain.big 
:related. intermat1on 
ua1 tit ha bl ta 
aatet7 kJiowledge 

1'1.r•l ai.4 training 
Per-110Aal contac\ 
ln'ti11at-e a.cqiaa.1n'8.nce 
Obee.naUe:a 

'&.e wr1 ter' • report 011 ~lt1• conference ham oal7 carried. the 

anal7ais throup ila first steps to ahow the pa\'\ern. ••ed. Here, 

as in practlcall7 •••17 oa.e, the Yalu of the eonterence was the 

diseueeion. be 41.aeo.n1011a caa not ie ni tten mto the report, lnd 

the items naaed trill recall tbe Yarioua d1acuae1one to the membeH 

of the group. 
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'?he .Regional So.pern sor of the Jecleral Board for Vocational 

Ea.ucation tor the Southern region, in a conference in CbaUano.oga. 

'l'en.a•••ee in 1931 (18, pp. 8-1~) make• the foll~wing eo--ota on the 

reaponsiblli 11 •• of the foreman: 

~ Jorgan.' I ielPPll\)Uttz 12. !U Ken: 

1. !!e,-9.tk ia recoenized. aa om o.t the mo.et 
eaHnUal factor• tn etfi,ete nt pro.duetlon. 

2. Won:tu co:ndJ\Jonp, mch aa heal. light. 
'f'ea\llaueia. gn.eral plaat, cl~anlin"• an4 
aanl b.U.oa, all teac1 to speed up produ.cUon 
if p'roperi7 u.re4 for. 

3. Proper 1-utnct1011. <m.e 111.g reaeon wlJT a mu 
is · aelecte4 a• a foNll&n la llcauae he can 
giff proper tnatru.ctt·en aa to how Jobs aholll.d 
be dou. a, 

-.. !m ordere JU:"9R.•W· 'fh• an w.t uatld\etand 
clear17 aa4 det1111,e17 waa• la expected of 
thn· a.ad '1le berl H'der11 dO not need to be 
repeated. 

5. See~ the !A!: uder•kndf• Cheoldng on 
whlltil.• or4era are clearl7 UJl4el''atoo4 1• 
al.11'81'• ti• well epe~t 811d trequen\17 apea 
lOH. 

6. Pr9.it£ e9ipJ1Q;t:1 toola. and ma.ter1ala. !lo 
workaaa o.an lie e,:pectd to wori: at llaflaa 
eff'tclencs7 uiue•• h• has proper equ.lpaeat 
aa4 tool• bes, auttecl to \he specific Ju\ 
being done. A competent wori:laan •&T do poor 
work while usinc th.e wrong toola, daaaged or 
defeeti"ff tools aad 11ae:b.ine1. It 1& tbe fore
aani • Jo la ,o ••• that the se it••• are taken 
ca;re or. 

7. Pm•r ~ and !MAl1M 91.. tot11 m •quipment. 
fhe best of tool• and equlpJ181lt. a .a, be properlJ' 
hailcll e4 and the aen sho\ll.d be preTell tecJ. fro• 
decreasing tjiei:r own eff1•1en.q b7 laproper 
care or handlJJt&. 

8 · lppig aachiM.• ADi eqg.1:paeu ll Sr!:!41 t1qn · 
llift·e.-en~ aen JU1' handle or te required to use 
the ••• 11aehin• and ,equipMnt., and in tairn••• 
t.o all, theJ' should 'be kept in goo.d condition 
bOth while in ••• and while not in use or while 
in a\o~. 

9. J,t[ff.Nf lf1 la!, UI. W&I agreecl llpOD &8 OU of the 
aoat blportan.t duU•• et a foraan, a• laolt of 
faim••• or :partial.1 t7 an4 faTor1 tin collld 
cauee a greai deal of trouDle in a working force. 



10. hf!. )IOFk1rt& cong.i.Uons, a• tar aa U ia po,asi'ble 
fo!' the fo::r.emaa to ,;4Tern nch t.1\1.ag.•, aho.ld 
al wqt be pr-ovldd. sad the iap:ro:nment of tu.ch 
coruUUon.s as t& se.tei:, ahould. alwqe lie apt 
1n a1a4.. 

11. :BreaJsing .iA E:!m mes a!!!. Job.. Even a exper
ienced worker in amthiu· ple;rxt. 11q f'lnd great 
Mf'fioul t7 in adJ1n·Ung hi•elt to certatn new 
eo:ndi ttons, pra.ct,ieece of doug work, location of 
Yariou .tte11• Wied in. the work, e\c. , -~ the 
f'-orematt ~d ettur gtw thi.a in:tol'll&Uon to the 
lllalS hi.J:l11el1 or be mre that th1• re~0Uiltllit7 1e 
detega~ed to a eompetent and experienced fellow
'WOrb~. 

12. h9a91:, ilte111 ~ J;oj:s. The total et1'1cienq of 
a ga,nc !e:pen41 Iara.17 up0a whe-th•r ea,;a aaa 1• 
doinc .. \ht.ag for wh!iol!t. ne 1.a "Mat titted, either 
bT natur:e, physlqu•. ·expel;"ience, ·•ilc. , and. the good. 
foreman will 1teeuJ:"• graatest e1'fic1enoy bT proper 
ple. ... n-\. 

13. 1'1~ !!!l r-oE 1:>l"9Nlto;g. !he 'JllaJJ; lfbo 1• alerl. 
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_aalJUtoli•. and tni:utrlou ha• a ~1.ghl- t;o •xp•t. 
tbat he fill b.e tiven an opp-ortul\J' t~ tit hbuself 
to:r promoti-o:n to a hjg))•r grade of work, and a goo.d 
foreaaa la tb.e interest• of hi• eoapa.n;J" w111 keep 
\hi• 111 .tlld whea opp•t\unttte.a ooewr. 

14. l!IY Ga 11,w .and. offer1:rc 'GUDMl wheneyev 
JO•!I.~•~ fa..• .foNl'.D.all should be open mi.Jl.4-4 a.ad 
:realtu tbat m~nU:)' a 1'0-l'ba.n aay aate a YalU.ble 
augee:\lan whlch ·ldgh-t laprOft tJMt utbod• of d.o1ng 
,ome partloula:r Job. In a44!.Uon, tb.e t-orfJllall who 
1• approaobaltle O:ftenti.ea kff•- a-. :to the eom~ 
pa,nr or ncv•• bel1er· •ttlctinq troa hta. b7 11 sten
tnc to bl• \Hula• an4 b7 ottell'i:ng' comuu,l and. ad.Tice 
whicb 'rill aelp Jba1ght•¥l ou, a 81 tuation o:r which 
rill ball4 Up the JIIIA.t• m,;,rale.. 

15. 191:i (t:l,l,oa)d.-v, Prt•"-1119Xa.lt· Jt was a&rt!!ed that 
· the ftt-reaaa could ••CJU'• 118\i:er re.mt• from a g&l\C 
1• ,~ •a.torli7 of 1adaacea v being p1•ae8,!lt and 
apeeable rather ,~ app -.rtn& grouolq, tw t
flncliq, etc. lt was .acreecl taa\ the dq of the 
•Clltstag• foreman •• •a• no,WJt aa a d:rtnr 1• about 
pa\. A .cug rd.- worktn& 1n a chHri'ul fra:m_e of 
•tlMl c,m tv.ra out 110ff promcUoa and a1 a nl• will 
do bett.er "* C.ll tbe toraan' • baa 1• tl:u:'lsed or 
wh.en he 1a oil another pUt tf the Job. 

1&. !IN!AU: 0094"\@t l"f sanitQ'J" ~mtlUona are 
aa111,aiti•4 arcnaa ~he plan\. tt. not on11' _... it 
•re 11rola.ble \bat· the •• nl'l no\ loee time 
thro'.QCA 1ll1i•••, 'but ihe7 w:111 aiso be in: a better 
b'alM oJ atnd, llaff atg)l;er morale. ad be len l1kel7 
to wan\ \o ~ to aJIO-ther J.ob. 



17. 71raneH. 'forker• really appre-.ciale a 11a11 who 
know• what he want• and 1aw1•t• that work be 
done correctly. and it ta unfair to wtll 1q 
aeml>ere of a crew to penai \ eOlle worker• in the 
ease gaq to loaf or al».lrk. 

18. .\c;tualq\ .ga n.Q cqpw -gcU.olet. 'fhe foreman 
owes ii to the men at well a• '° t1' e co11p&n7 to 
explain the nac:essU7 f'er 1'1ile1 and. replaUon•. 
plant eondi Uons, an4 COllpa.1'1' poltcie1 ln general. 
Ria attitude- toward anything eoai11g fro• ~. 
•anapam 11 qu.ickl.y sensed b7 the aen., and a 
wroJJg attitude on hie pert 1e quickl7 \ab11. up 
'b7 the aen. 

19. h p&ttpt. lrequentl7 aen make en-ors enn 
whell tryi.bg to do a Job co.rrect11, and pat.Se nee 18 
a T1ri'a8 wht.eh 1s well wonh cult1Tat1ng. eYen 
though 'BOJl81:hte• dltficul t to achine. 

20. ReJ.nt,111 tis'.c.1pllne. ln '!a1mees • all aen in 
the ga'ftg, the fc,reman: sboald be the l:D•• and , .. 
tha\ ao-ne llw••• o• other• in. ti. 1t'O'rk1~ force 
Gr go CO'llttarJ" "' co111paq regulaUone witho:a., 
stiff ering the censequ•nce•. 

!be Jorgan', l!fR011s1»1iu•• !! m h!Pavi 

1 . . J•epigg . .sl!D }M!r. iiH!:9:t!l· ill apee-a Q.a\ 1 t was 
a-n expene1Te propoai tion. to tbt C01lp&JJT to Mn a new 
aaa e..-en 1ih.o,gla he m1gh$ bit ilU1 t.e eompe\ent in ht• 
Jo'.b. laile th1s 1ta ot labor h.rnoT:er wa.1 m\ a 
preeslng one at the pre.sent ttae due to pneral con
d1tione, 1\: wa• reeoptzed that in. n.ol"lllal tiaea 1t 
wa1 a real r:e,9P01leibl.llt7. 

2. lQ;nlk A !i.!. egpw was reco¢sed a• a eardlnal 
..-1r,1111 &!Id wbl.ch wo11.ld inYOlu trying to proteet the 
1zateresta ot \be c.ompa.19.' 1n. 8Te:J:7 fl&7, llQ\ lmoek1D« 
pollct•• er ,rorlrlng oondltione eUhar with eaplo7He 
or with perao.ns out-.lde the plaat. 

3. ht .DI. Ue<\JLC\~qa. 1• of courH \be great dut,' and 
reepo11rihlli*7 of the .foreaan, bat the grou-p agreed 
tbat pal.iv shoul,d co• firs\ and then quaalit7. 
!lHV lJell•..-ed \ha.l there is soaetb.bg in the adage 
'11&\. baste ll&k•• watte. 

4. 'l.u,a. iU,a yc1,den.9 to •• 8Jld equ.ipent. Pa.1lure to 
take proper preq,,a.Uona lo safeguard •• in the ertort 
lo get nt a rueh order, or da:llagillg equipaeat thro'Ugh 
ba••• ..,. recopise4 aa '"-1'7 poor eco110117. 

5 . . !U!?,· 3m sJ.•p11n•t!· lffplflC the shop oz ,a.rd a• 
e!eaa ~4 •at a• poa•l'ble waa r•cognized a• an asset •~o t.h• COllpaftl' in !l'U118rGue wq111. 

6. :llJ.IIM~ 111te. S.tepln.g &,..m.· the J1aD7 and Tari•d 
QD.Na o · waste &rOltM. a plan\ thq recognlsea a• a 
'big J•la and o.n.e in, wh1.ch. tllere waa alwav• an oppor
tU11l'7 to 11elt• fur\her 111prov81leu\. It waa a.creed 



that there sight be waate of time. mate.rials, 
eqvj.paent and tool•, ete. 

7. :las dow:a lag>r .22.!.!,. JJot ueing more men than aba.o
lutel7 aeceHaJ7 to do any Job was recognized a1 a 
dir•c:t re epoaa1 b111 t;y , al thcn1.gb th.ere i • f requ;entl7 
temptatloa tor iae f o:r911a.n to al wqa be on the aate 
side and haw plenv of help. 

8 • CfflenUon !! !!!! .15 §.4tpttt1en t1.. It waa tel t 
that where var.ious depa.rtment'B .came in contd'\ in 
the Jo-b Gt g•\ting out \he ftnlehei produi, that 
cooperation of the highest t7Pe waa n.ece•aar7 h the 
best interen o.~ th& eompan,-. One foreman abcwlcl 
not ta.11 ~.o do his part a.ltd thus make 1 t more 
difficult f'or another foreman to car-q on. 

9. Gettt:gg Jobf en:i.t 2!1. time. J.t a ma bai p:rOl\1eed a 
Jo.b at a certain tbae. h:e owes 1 t to the cOap&JV' to 
come thl'Ough 1t nnanl7 poadlale. 
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10. Prgtz plgm,\nc !! !N'-= will b.nre greater pro'bab1lit7 
of getting Jc,.ba out on. ti•e. prenn\t.ng waate, and. 
securing ~1 t7 product. 

11. I11mrortM t¥111f and t,.n.c-rea.11¥ productle. !he 
to reap thoul d ·' ft7• tookt.ng t.oward. . , ideal 
a1t'1al1o-n o'f llartng all work !ire:, qaal1'7 and a\ 
t .he aante Uae getting ou\ the largeat quanti\7 which 
1• .oon.•l • ·•t. 

12. See tMI eo19g :pol1:eies ~ 9!:!!iecl out. !hit, of 
co~•·· is a ue.c•a:aa.17 b7""ProdtJCI ot real loyal '1'· 

13. Voril•, f:rien,dl.Jr feeltng \owar4 coapa217. .L&okl.nc 
af't'e-r \:be COllp&D1' lntfl'ewt1. is t:U '9,«H aa the fOl"·&llan 
looking alter hie on 1ntffesta, a.ncl ce\a11llr a tore
maa can not do hi• beet unl••• he hu a h'le11dl7 feeling 
toward the UD.apaent. 

14. lmproTpen't $l! 9ethod• !tt, R~A!:ct\1011. l.rq' improffmeJl\ 
wMch can 1le mggeeted which will help the compaJ'17 earn 
aore •oUT or to flu•niah product at a lower co1t will 
••an aore bu-she•• tor the comp&IJT od better working 
c•ndition1 for all. 

15. lt!Pia&: t!99l4t !d. w1tet1al .aa\ .ll.U ff!Qt:rt,. Aoeuraq 
in reeo-rda and repoft• 1• alrsoiutelT • -•••nt1al 111 
fiprtag co-ate and enabltft« compa-., to clo. buaiqea 
pot'i h;'bly. 

16. frfd.aiK of new .. ll is a ••t ••••nUal duty in order to 
keep do11'll co•'b t.rom waste throu«J,. tgJ;Jorance and alM 
acct.cleat• due to 1.llproper in11t:nmtton or lack o!' tn
•tructioll, 

17. Propa 911QiM and 1t~r.lP !!. t·ool• Mi •ffl!1p•ent can 
ef!'ec, eoneldera'b:l• earing in Cell•ffTinc e,qaipa'ent, 
sartng repla.ceaea.t co1t\e-, and preffnting waate of till• 
1a tlaktnc •ergenq repair• or su'b•t1 \utlon.a. 

18. MtiliGU:91 91. ~eol1 a tu,i;ppn~. !'he proper oiling, 
grea•lllg, nportillg ot n.eeo !or r ·epaira when th.la need 
1• tirn noted, and frequent cheeld.ng or the conditi.oll 
of tools and equipment a.re all 1.aportan.t. 



19. Proper ordering .2! tool•, material!, AJl!i fquipaent 
i11TOl Te• not onl7 specU'7ihg the exact 1 tem wanted, 
but al•o the proper amount. not too much or too 
little, and in addi \ion 1nfll Tea the placing of order• 
a• soon a• need arieea or, 11' poaei'ble, in anticipation. 
of mown need,. 

20. laltM! g,t tool• .IU eqp.i;p•n.t. All tool, and equipment 
th&t •a, be salTaged by the replacing of pa.rte, regrind
ing, welding, etc. ebould be careful.17 attended to, 
and the workaen ahould not 'be pel'llitted to discard 
aDTthing which mt«ht be pu to some other use 11' 
repaired or reworked. 

!he following outline (20, pp. 12-1g) is giTen as illustrating the 

work of a conference group in analy-zing the subJect, '1?he Cost of 

Poor Cooperation:tt 

Caulf 2.t fli.r. Coopera\ion 

1. Misunderetandi:ng 

2. ln4iff erence 

3. Jealoue7 

4. Dislo;ralt7 

5. Kot willing to take 
blame for his own 
aietakee. 

6. Barrow-minded.nee• 

~ !llpeng 

1. Lo aa of t 1me and ma ter1&1 
2. Loe• of serT1ce 
3 LGH of life 
4: Personal inJuries 
5. Labor turnoftr 

1. lioes of interest 
2. Poor aernce 
3.. Decreased Job pride 
4 J.ccidents 
5. Poor repu\ation for eompany-
6. Decreaaed production 

1. Strife among men 
2. Lose of production 

1. Loea of confidence 
2. Increaeed labor turnonr 
3.· llecreaeed production 
4 Lo•• of ••nice 

1. LoH of respect 
2. R:ree4e disaatisf action 
3. Increases labor turnoTer 

1. Cause, accidents 
2. Discourage• helptul. euggeetions 
3. Retard• progreas 
4. D11satiefied help 



Cauaeg .!! Poor Cooperation. 

7. In.grat1tu4" 

9. frong poliq 

10. Ladnesa 

11. Self-conceit 

12. Under-paid 

13. Domineering 

14. Ignorance 

15. Dissipation 

16. Undue criticin 

17. Unapproachable 
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Coat .Elements 

1. l>ecrea11ea Job pride 
2. Decreaeea aabition 
3 ... Indifference 
4 Dieeo'UJ'ages helpto.l aggesUons 

1. PoQr aerTtce 
2. :Bad reputation for comp&Jl7 
3. .lncU.tf-eren1:e 
4. Di.a.courages suggeetiona 
5. LGea of respect 
6. Inereaaes le.b'Or turn.oTer 

1. Bad reputation. for COIIJ>&JJ1' 
2. 'O'nstab1lisea the organization 
3 ·. Decrease a production 
4 Yailure 

1. Lon of time 
2 • .leciden.\.a 
3.. Increase labor turnoTer 
~ Loas ot. ••rvice 

l. lioH of respect 
2. l3l'eede dieeatia:taction 
3 •• 1:111.a iniUath•e in men 
4 Diaeouragea auegeationa 

1. Increase• lal>or turnoTer 
2. Laolc of 1:n.te~eat 
3 .. Diaaat1•faet1on 
4 'fa•te of Uae a,.4 material 
5. Decreaae, product ton 

1. Loae of interest 
2. Lon of respect 
3 •• In;,urioua to good leaderah1p 
4 Decrea••• produc\ioii 

1. Causes accidents 
2. Lo aa of \bae and material 
3. '1111 not know how to co0perate 
4. DiasaU sfaction ame>ng men 

1. Loe.a ot enera 

1. Cause• friction 
2. X111a lo7al \J' 
3. 1 rereaeea labor turnover 

1. Discourages helpful 1u&gesU011s 

2. Lo•• of ree-pec\ 
3 . Seta poor example 
4. Creates bad impression 



Cause 2!. Poor C9operat1on. 

18. Lack of eonf1denee 

19. GrouchT disposition 

20. Disrespect 

21. Poor working condi tione 

22. Agitation 

23. Olf>acene language 

24. J'alae pride 

25. Lack of appreciation of 
sugceationa 

26. T1m1dit7 1n offering 
suggestions 

27. Jailure ,o give credit 
where me 

Q2.!1 llements 

1. Losa of production 
2. PreTent• initiatiTe 
3. ltilla interest in eonrp&n7 

welfare 
4. Jailure 

1. Di acou.ragea sugge I ti one 
2. LoH of respect 
3 .. weses lad 1mpreaaion 
4 li&a• o-t f'rienclship 

1. LoH ot f'riendehip 
2. Loee of loyalt,-
3.. Decreased production 
4 lncreaaed labor turnoTer. 

1. Loaa o-f -prodnctton 
2. Dissatisfaction 
3 •. Labor tu.rnoTer 
4 Poor heal th 
5. Accidents 
6. Losa of .ab.op ~ride 

1. Dii,eontent 
2. J,,a,bor tu.rnoTer 
3 •• Loaa ot time and material 
4 Xilla intereet in eomp&n7 

welfare. 

1. Loss of interest 

1. Losa of good leadership 
2. Losa o-t l"espect 
3. Discoura.gea helptul suggestions 

1. Discou~ea euggeationa 
2. K11la interest 

1. Losa of time and. material 
2. Liable to cauae accidents 
3 •• Loss of self-confidence 
4 Loss of sllop pride 

1. D1ecouragea initiatiTe 
2. Xills .-mbition 
3 •. lioas o,f self-confidence 
4 Decrease• production 
5. Kille lo,7al t7 among men 



28. Ina"DtliV to pla.ce 
re9ponaibillt7 correctl7 

29. !oo ••••itin 

31. Lack ot well defined 
cm.Uh 

3~. PreJu.d1,ce 

33. Distrust and suspicion 

34. Coatrarineaa 

35. PartialitT 

36. Slra1ttet1 peraonal 
relations 

37. Ladt of 1Jl!ormat1on 
about other departmen ta 

38. Poor Judee o'f lmman 
nature 
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1. D-1Hatisf&et1on ameng men 
2. lncreaeed la.l)or t-urnoTer 
3. »eerea••d product ion 

1. l>ecreaaea producUon 
2. ll1aaatiafact.1on among un 
3. D111oouragee helpful eu.ggeetions 

l. Decreaa.e1 production 
2. lioH 0:t respect 
3. tllffea••• lal,or turMYer 
4. Di HaUs:tacUoa amo11g men 

1. Lo•• of time and 11& terial 
2. ea.uae1. aeeicient• 
3. Joae of eerTi.ce 

1. XUl• loyal V 
2. lncreaaea production eo1ta 
J. Loae at ••rrice 

1. Lo H ot contld.ence 
2. Jills lo7al Q" 
3 D'1waattafaei1 ,ea among men tt: J'rietion. 

1. Decre&Pa production 
2. maaattsfaction aJROig •en 
3 .. laerease11 labo.r turmTer 
4 Dela;,• progreaa 

l. JM.saa.tlsfac\1on e.moig men 
2. laoaa of confidence 
3. Lo:as of loyal t1 

1. Lo.ea ot time and •t erial 
2. Lees o't respect among •en 
3·. Lo.as o.f aenia:• 
4 IB!erior ,,erk 

1. Loea of time and matert al 
2. J,o99 of interest 
3.· lr1etioi,. 
4 Poor •errt ce 

1. • ••aU tractloa 
2. lnef't:lc1ftt organ! sation 
3 •• Lo•• ot tiae and material 
4 l ncreaaea labor turnonr 



'!'he followi~ cases were given out to the group to stimula te 

a discuaaion on •cooperation.• 

1. .A. toremal'l of a manufacturing department has two repair 
jobs, both of which are equall7 blpo:r-tant and. urgent. 
!b.• proper o.r4er:a ha"f'e been iaeued through the lll&tteJ' 
mechanic to tbe repair department tor•an. !be repair 
depart-.ent lor•an sen.de two men into ,he prod\lctitHl. 
department to start lo'b llo. 1 and anangea for two other 
men to get. out material for Job J'o. 2 in .the shop. 'fhe 
foreman of the mam.facturing department, knowing nothing 
ot tl\e repair department foreman• 1 plan.a, •••• two ••n 
working on oa• Job ancl laCS11se of hi• deatre to ha"f'e both 
Jobe •tarted, directs one of \he.a• an to start on Job 
lo. 2. !he reaa,l.t of this action on the part of the 
departmental foreman 1s slowing don of Job lo. 1 ancl a 
duplication of effort and waste fJf material on Job lto. 2. 
!he result ia a linl7 argwaent betw•n the repair depart
ment tor-.:n alld the departmental fonman and a dela;r on. 
both Jobe. 

2. !h.e auperintendent or a certain plant aaked. the foreman 
of the pain.\ department to paint H'f'eral aigna bearing 
the at•temeat: •Jro adll1 ttance. • ·file foreman requested 
tha \ the order 'be put 1 n wr1 ting . .A. typ eu1 t ten order 
CaJBe through which read: "Bo adlli1a1on. • 'lb.en the fore
man called the superintendent 1 a attention to the cbaDce4 
wordiug, the superintendent ordered him to follow the 
typewritten order. He did •, \he aigaa were made and 
po,gted, and ae•eral dq"s later thq were repalnt•d with 
the original phrase: •Mo adm1 \\anee. 1 l'aa there a failure 
to eeo:;,erat.e l 

3. In a .nour mill operating th!'ee shifts. each crew in the 
packiig no• lea"f'e.a tull bin.a for the ne:xt crew. Ia thia 
co1>perat1on and it so, wlQ'? 

11,. A llla1l spend.a time in helping otht,rs to the detriment ot 
hi.a own· wo.rlc. la this cooperation? 

5. If aeTeral torfllea &ak the aaliatanee of another foreman 
at about the aam,e tia in doing epeeial work tor their 
d.epartme11 ta when he can onl7 fin.cl time for one of tlle 
job•, what 1a the solut1on't 

6. Something goe• wrong in one of the department.a. !he 
mana.geaent eelld1 out a notice to each d.epar'bent atatin.g 
wha:t has happen.44, without naa1nc tbe department. fhT 
wa.a this done? l'aa this good cooperation? 

6o 



7. lhat will a foreman do with the fellow who asks the same 
question a :zmnrber of time·s't 

8 • .l workman notice, his blue print ii out of date. Instead 
of making up the pal'ta and getting the pi.eee rate 'When he 
knon 1! he does be wlll haff a chanee to !lake them o•er 
a'\ the same rate, he reporla the error to the foreman. 
1 e this dea1rable eooperation? 

9. If the foreman lea••• his asaiatant in charge ant upon 
returning .... a workman doing a Job ln the wrong wq, 
should he 11,bawl" the man out, call the aaa1atant to the 
Jo\ and demand a explanation, or go to the aas1atant in. 
private, eall the matter to his attention and han him 
atraightea 1 t out? 

10. .l general S'Dperintendeni at a foremen• a ~t expre.esed 
hi a appreciatien of the D1a1111er in which all the ·foremen 
ha11e, cooperated tn catting coats and keep111g 11p production 
during the aoa t tl'71ng part of a depreaa1on. In comm.en ting 
on this go-od work, be ineid.ental.17 mentioned the good work 
of tour or fl Ye fornen. a• laing typical of the wrk done 
bT all. One of' the foremen, who wa..w no\ ment1oud, after
wsrd remarked that the 8llper1ntencleut purposely oaittecl 
menUoni~ hi• name and that he was Urea of working hard 

61 

and ha.Ying some lncfT. elae get the eredit. Wa• this cooperation? 
fbat waa tbe trouble? 

11. 

12. 

13. 

A wor1ma supplied w1 th ru\'ber l>oote bT the comp&nl' stepped 
on a hot iron an.d 'bun.ed the boots. rftariclng when h1e 
attention was called to the mm b7 another emJ1l07ee, •1 
don't care, I don't haTe tu bo;y them. u ts this cooperation? 

In a certabl plant whose clepartaenta were each atr1ving to 
attain the highest percentage of production, the f'C)reman ot 
\he leading d.eparbent Jok1ngl7 roarked to a. workmaJ1 in 
the next highest department that the reasol'l 1t'b1' the7 b.ad 
gotten up •o !'a:r waa because the7 ha.d mt kept their record, 
straight. '?he rellal'k c11'eulated. aro1111d and waa added to until 
b7 tbe time it reached the f'oreaan of tbit next higbes\ 
department 1 t reflected on his honest,. Re )lew Up and a 
11fll.J' '1•• en.ue4 mtween the two foremen until tbe matter 
Wall !inall.7 l'tPl d.Own. Waa there a failure to cooperate 
beret On. whose pa- U 

A f~reman tr@.cd'ta a 1>rder troa the .operintenden.t to one 
of h1a au. !he order looks tooli•h to the foreman. Jie 
sa-1'• to the man. "'fte mperinten4ent wants tbta done.• Is 
\his 00Gperat1011l 



14. t-:n. a certain plant where the material in process 
-paHed tbrn«h all the departments. the nperintendent 
eal.l•d. the f'or.-ea together to see wbJ' the prodact 
wa1 not running Up to, atandard. Every foreman had 
aa allli readT te prove that h-en~ ,not . to blame. 
lf&a th1 • eoopera t1 ell? -

15 . .A forema. d.eaan.decl or- a wo-rkllan whT he earr-1ei out 
an order di.tferentl7 f'roa ·the wq 1t w&a uauel.17 
do:ne. !be 1Wl ,tarted to explatn by eq1ag, •fell, 
I thought that wa• the 1*st wq • • 11 !be f o.remaa 
remarked, unc, e't'er told 7011 to thiut I ctG the 
thinking .,.ro'W'ld this Joint." We., this cooperation? 

16. J. uian· went \o a 1'oreman wUh a .au.ggestion regarding 
a wq to &a'f'e tble ln bandl~ material. !be tureman 
said. to tbe maa. 11·Sa,', wbo • • rimntng th 1a plaeet 11 

\faa thi• cooperation? 



CHAPTER VII I 

COJD'EllDCI DEVI ffl 

'l'b.ere are JUll1' and ftried deTicea which the conference lead.er 

mq use in conducting :toreaen conf erencea. Jach leader wlll aelect 

a specific deTice for each conterence topic. Skill is r ,equired in 

the selection. of these deTieee. !he sl'ICceas ot \he conference will 

depend largel7 upo• tile lkill of the leader ui the selection of the 

proper deTice to uae. !he following are de'ficee selected from a 

conference report 'b7 Mr. TraTis (20, p. 5): 

1. Ca••• by' the leader 
a. Bn,othet1cal 
'b. Real 

2. Ca••• 'b7 group member• 
3 •• Direc\ atat•ezata l:v leader 
4. Sugeat1Te questions b7 conte'rence leader 
5. Direct statements b7 group ••bers 
6. D1scua1on 
7 • Anal7ai a -- Ta?'iOUJI type. 
S. Built up list.a of f,mctioning fa.eta 
9. Illu\rat1o1l l1T leader 

10. Pro ancl con analysis , adTSJ1tagea sad MsadTantagea 
11. Bating table 
12. 'lua,11 tative graph 
13. Suggestions from group 
14.. Ma.,1ortt7 opinion 
15. SU11U1al'7 o~ discussion 
16. Direet qo.••tions 
17. Overhead qp.e1tions 
18. Poiats for d1scusa1on 

Mr. C. E. Rakestraw, in a St. touia report (19, p. 6) suggests 

the following •deTicea ueed by' conference leader•: 11 

1. Direct atat•en.t -- deliberate or proweatiTe statement, 
ei\her true or false. 

2. Pro and con ata,ement. 
3.· mrect ttU•t1on. 
~ SucgeetiTe question -- thought proTok1ng. 

5 .. Ca••• 
6 Cna:r• 
7. Atw.7•1• 



8. Ra.ting table 
9. Grapha 

10. lllu.1trationa 
11. 'faming qv.eat1ens back on the group 
12. !ald.ng up the negat1Te side first 
13. Sat.ge1t1ona 
14. Yonrulating 14ea in good langua«e 
15. J.alcing maJorit7 opinion 
lo. Sto:rie1 
17. Coaching one aeaber to take a certain attitude 
lS. Thinking f .onulaa - char\ beading or column headil\g 
19. Leader a1U1ng dOW!l and getting up 
20. lon1 and blanks 
21. Swlaar7 b,- leader 
22. Ind.1.rect 111eat1ona 
23. Points tor d11cuasion 
24. Black1-ard work 
25 • .A. comparative question 

!he conference conducted in Oakland. California (20. p. 33) 

list, the following conference 4eT1cea: 

1 . .A.etual ca••·• (from outaide) b7 lea4er 
2. A.etual caH1 (troli ouhide) b7 gr011p JHmbers 
3 •• .A.ctllal ca••• (froa tn11de) b7 g:ro'U.p aembera 
4 Hypothetical ca••• ly leader 
5. B;,potaetieal caeea bJ' group •emltera 
6. JS.net ata.t•enta bJ' leader 
7. Jirect atate•·•t• 'bJr grollp aemaera 
8. Sugge8'•4nquHt1ona b7 leader 
9. Di ••••ion. 

10. Bulldlng r;i. a 11st of tunctionlnc facta 
11. Xllut·raU.on lr leader 
12. ho an.cl COil a.nal7aia 
13. ll&'111g table 
14. Qaal i taU Te craph 
15. Suaestiona fr01a group 
16. l(aJorlt7 opinion 
17. .lnal.711• 

a. Organisation 
b. Respon.e11>11U7 
c. Job respons1bil1i7 
d. Pr,ocmcUon ditficul t7 
e • .A.ccident 
t. Car-eleasnea• 

11. Report back to group 
19 • 1Ulllal'7 

!he experieuc• of the wr1 ter haa been that topi ca for diacuaeion 

are not alwqa a\ hand tor co.nferencea. It ia iJlperatin that tlw 



leader of the conteren.ee have at hand •&DT topics. one or more o! 

which 11&7 be uaed. for gr.cup diacu81on. Mr. hank Cushman. o:t 

the :rederal Board !or Vocational Xduca.tion, ha• listed (3, pp. 5-10) 

1DaJl1" topics. Other r4J!'Orts 11at lt&JlT lm.t all are 1ncluded 1n 

Cushman'• report, a.a followa: 

1. Cooperation 
2. Satev 
3. .Accident preyentloa 
ll. Instructing men 
5. Joremen• a Jo,\ 
6. Orders 
7. Sagge•tlona 
S. In\e:reet factor 
9 . Leaclerahi p 

10. Job anal7aia 
11. Departaent aaal7a11 
12. Labor turnner 
13. Careleaaaeaa 
14. Moral• 
15. .Diacipl tu. 
16. Handling aate.rial 
17. Prod\'ICtion dlfficul ti•• 
18. Su:peniaion 
19. Repor\a 
20. Record• 
21. Care of • ~ne17 
22. Kiring nn 
23. JliriJlg •• 
24. 'faate material 
25. Oare o! tool.a 
26. Promptneea 
27. Santtatton 
28. Qual.1 'T o.! production 
29. Planntng ot wo~ 
30. llelatlon ~ fo,reen to an 
31. Lo7al'7 
32. AclJusUng dlffi-C\lltl•-• 

between •a 
33. Xeeping •en co-nten.ted. 
34. Ut'iet-em u.• ot 

toreaen•a ti•• 
35. 3tf1cient' lJ;N of a.en' • U•• 
36. Bow to get along with boas 
37. J'lre prennU.oa 
38. Self msn...-en., 
39. Beal.th o:f ••• 
1'o. Personal appearanc-

~1. Charaeter 
-.2. llep;..tauon 
~3. B.el igion 
14-4. PolUica 
1+5. Speo1:f1.catione 
~6. Lancua«• 
47. Plan\ pride 
~s. tnepect1on 
49. loe1&1 at:f aira 
50. llanaprial reaponai-

\Uitiea 
51. l'eltare 
52. Sel~tion o! men 
53. PrOllOtion 
54. l<JD.catton 
55. Sale•anlhip 
50. l>1eeaUsf1ed cuto•era 
57. Piece work rate 
58_. 1:a.it ia \1 Te 
59. Delegating respc,n•1-

b111Uea 
6o. Co,ie (.tud)r) 
61. ltteeta o'L poor work 

01:t, one d.epartment to 
anothe%' 

62. Be open :for 9\lCCestioa 
63. PaUen9 
61!. Bo:riu.a•• 
'5. .l.-awance 
6&. eour, • ., 
67. Pla,tng :fawr1'tea 
6&. Jlaint en.anc• ot equ1p11en.:t 
69. Sett control 
70. 'fe.n:1,g condi.t 1ona 
71. Z:Mping foreman up to a.ate 
72. Han~1ng cuato.era 
13. Public relations 
.,_. D1~ .. able work 
75. Peraom.11\7 
76. Pe.r·aonal cond'aet 
77. Bow do wi••• im er:fere 

wlth husbands' promt1o.na? 



7&. CompanJ' policies 
79, Organisation 
80. lagee 
81. Bandl ing 1D1911plo711ent 
82. :Breaking la new ••n. 
S3. Handling handicapped men 
84. Ctit1e1• 
g5, Labor l •• 
S6. Co11pet1tioa 
87. Jealouq 
II. Sta:adi_!lg back of' orclere 
S9. Holdover Joba 
90. Tacationa 
91. PenBiona 
92. Peak loau 
93. B.outt:ng prodw:tion 
91J. Lack of' tecmdcal kno.-

le~ 
95. 'l'.empora:q emplotment 
96. Eco.no-, 
97. Self eat hf action 
9s. Handling periocia of 

uaraat (l"Ullora) 
99. !raining eo•ta 

100. 0Wr-prod1JOUon 
101. 11rst aid 
102. lloldi~ :men•• confidence 
103. Co•for\ period.a 
1<>4. Handling tatig,;le 
105. temporary shut-clowne 
106. Material S\l'PJ>l7 
107. 'lille •chedulee 
101. Jews bu.lle\tu 
109·. lleelaim1ng •ater1al• 
110. 'J'JJar 

115 • .lllbition 
116. !rou.\le malcer 
117. Union la~or 
111. Debt• 
11,. Visitors 
120. Publici'7 
121. Sollcl~ 
122. O•ert 1••- · 
123. Pra1111 
124. Belath·e• and friend• 
125. Senorlv of aentee 
126. Becognit1011 of a.tnice 
127. Tkef\ aid loae 
121. Di.atatbff.ecl worker 
129 . Jlotat lo A of •l'kere 
130. Man ·probleiu 
131. Lookinc for lo•••e 
132. Ju4Cing •• (rating) 
133. Settling cl1aputea 
134. Qualificattona ot foreman 
135. 'fact 
136. Courage 
137. lliploaaq 
138 . .Borderline reaponaibi1it1 •• 
1!· f. ~••l•eneH 
l ·. Protecting ke7 poe1 tion 
1 1. .&ppren·U.eet 
142. You'Utt111 worker• 
143. the. . .bardbo·Ued foreman 
1!44. D1gnU7 
11'5. Dead-end Jc)a 
146. Satev records 
147. Sal•age 
llt.S. Salee to empl07eea 
1~. l.nereaelng production 
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111. Rid.1~• 150. M1trillution of foreman's ti•• 
112. Appreciation 
113. 11.oatera 
114. Man power 

151. Plan• 
152. J>i:fference 'between for8118Jl 

and worker 

!op1ca which could be considered dangerous. which eoul d poasi blT 

resw. t in 111 feeling pong •embers ot the group and would mt co:n.tr1-

bute materiallT to the efticien.07 of the conference or be of a-q 

practical Talue to the aembers of the group should be aToided. Mr. 

Cushman. ( 3 • p. 11) .... i.: 



1. Charachr 
2. i.8plltaUO!l 
3 .. a.11c1on 
4 Politte• 
5. Social atf aire 
~. Vnion lal,or 
7. Oo11p&n7 po11e1ea 
S. Jlelatiff• and :trienda 

In the sa:ae report, page 12, adclltional poten\ial.lT dangerous 

topic• a• St1ggeste4 bT Mr. L. Parker were: 

1. •Panning• the manac-ent. 
2. "'PaJtntzg• coirpan, pol1.c1••· 
3 •• llaking c•paritona cUacredUable \o the organ1 sa.Uon. 
4 !he uncovering of actual 'bad. e1 \uatione or processes. 
5. !he 11atter 0-f the •closed.• Terms the •opentt shop. 
6. Personalities between group nte:11ibera. 
7. Personal cr1tic1• directed at the •}11.gher ups.• 
g . .A.ntagon1.at1c gro'Ops within the organisation. 
9. PreJ.udlce to certain claasea &f workers. 

10. lnauguraltn« n.ew pract1cea. 
11 . .tn.tagonht1c- indlrtdual• utilizing the conference to 

•dtgl' at each other. 
12. A. e011parison ot tlm Yalv.e et d.if:teren..t 1nd1T14uals 

in the organisation to Ule orgenisa'1oa. 
13. Compa.ri:ag the Talue of a :apeclal department. 
14. Si tu.ationa where one umber of the group 1• trying to 

•:true• another meaber. 
15. Where one aemoer of \he group 1 a nrr lll'lpopular with 

\he other anber·• of tbe group aa.ct \he other aembers 
ot the group •ha.Te 1 t in. for him• a.nd "take a crack 
a.t h111• wlleneffr th•T can. 
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CHAPTER IX 

.A. SOGGESTD :JOLLOW UP IDUC.A!ION.A.L PROGR.Alf iOR COIPEREJrCE LIAJJERS 

!he close ot the conference period 1a b7 M mean.a the end of the 

training p eriod. ot the tornan. !he conference shoal.d aene a• a 

atinmlua to further improvement on the pa:r-, of ~e men. 

The writer su,geata the following procedures as required in a 

succeasf'al follow u:p program for foremen. 

1. Someone in the organisa tion should be made reaponalble tor the 

follow up prograa. It should not be •aiqboq's Jo'b. 1 

2. A qualified conference leader is the most important factor in 

the prograa, hence one should be aelected very carefully. 

3. J'oremanship conference a mould not be contuaed w1 th bueinesa 

Meting• or Gffic1al conference• on production probl8111a. 

4. A progra11 llhrud be set up, a.a tor example, monthl.7 or bi

weekl.7 conferencea during the working or other con'ffnient time of the 

men. 'l'he•• meetings should be a:pprorlaa tel7 two houra in length. 

5. Sui table working cendition• lhou.ld be provided. Thia refere 

to su.ch item• as: 

a. A conference room with suitable furniture; 

b. Jleetinge called at tillea conYen1ent for the men and tor 

the plant. 

6. A. planned educational pragraa ebo'Q].d be put in.to effect, 

following a aequenee, and made flexible to mit the needs of each indiT

idual. 

:BenJaain. E. Mallar,, su.pervieor of trade• and industrial education 

in California (14, pp. 67-69) suggests the following plane of follow up: 



A.. J'oreman' • Club. 
1. J.d"f'antagea of l'oreaan'• Club: 

a. In •&Ill' casea there ia already such an. 
organisation. 

b. Eaa7 to organise 11' there is nene. 
c. Promo\ion of 11Utual acquaintance. 
d. Soc1allil1 '1' 

2. Diaad"f'&Btagea ot 7oreaan'• Club: 
a. Priaaril7 1nt-•reate4 in technical questions. 
b. !enclenc;r to ha'f'e aet program•, papera, etc. inatead 

ot di BCUBl101l:8. 
c. Organi 1a.Uo11 aq be too large for conference d.hcussiona. 
d.. lfo one a.peeifica.117 reapon.eible tor mainta1n1nc 

conference program. 
•. Pro "bllbl7 handled. b7 disconnected diseussiona of 

tmr•lated \o-olca. 
3. J'aetora entering into sueh a plan: 

a. Intelligent lead.erBh1p. 
b. l:legree to which tree di•cuHiona ot all phaaea of the 

for•an' 1 Jo'b can be realized. 
c. lntereet of the foreaan in the clu. 

B. Pl811 t pr&gram carried on by aeber of the organization 
1 • .A.d"f'an~• et the pla11.: 

a.. Co.nfere,nee leader has be.en through the f'ir:et aerie• 
am. ha• so• knowleclge ot how a conference should. work. 

'It. C.on.!e7enee lead.er from organi zati&n will know eo11p8JJI' 
pol ioi•• and organisation. 

c. Conf•rence leacle-r partly trained aa by-product ot 
first ae.r1ea. 

2. D1aa4T&R.tagee of the plan: 
a. Man fro• orga.ni zatio:n will have 1:adde inforaatio:n 

and mq ha.Te dif:!icult7 in securing l11pe.rtial discussion 
ot plan, ca•••· 

b. Jlo,t neeeaaari17 anr tie-up with public educa tional 
eyatea. 

e. Conteren.e• leaders 1118,J' nm out of ideas if there ie 
no fellow -op for hi• ( &a conference 1 eader) . 

3. :factor• en'4tring into 8llCll a plaa: 
a. Degree to which conference leader ha• the confidence 

of' the fo.reaen. 
b. Ability of conference leader to grasp the principle• 

worked out in the fir at aeriea and appl7 them htaself. 
c. Ab1l1'7 ot cof&feren.ce leader to ct1acn1S1 problems w1 th 

the f'oraen. o:n a. aan-t.o-man "iasia. 

C. .A.n indi Yi.dual ple.n.t to hire 1 ta o,m educat tonal director. 
1. il"f'8Jl\ag•• of the plan: 

a. Expert aerTice b7 llaJl tied. up with the organization. 
'b. A well ltalanced plant prograa. 



2. Diaadvantac•• ot the plan! 
a. B1gh cos\ ot •uch eerTice. 
b. ScarcU7 of qua'.Utied •n. 
c. Outelder co.lng 1n.\o organization 11&7 arouH 

antacc,ai••· 
d. :lduaatlonal program mq not be tied u;p with 

public school program. 
3. 1actora entering into euceeee of the plan: 

a. Bichl7 1111&1.ifle-d educaUonal director. 
b. Degree to which educational director HCUNI the 

confidence et the •en and tlut aanageaent. 

D. Public 11ehoel to turni.ell -..ri ••rnce to plant. (!hia ia 
a real Job f•r eoor41na.\oJ' of part-Uae trade e:d1n111ion WGrk.) 
1. .ld'Yan'-ces of the plaa: 

a. Cloae corela\ion between plu t prograil and public 
acbool prograa. · 

b. lxpert aernee aTailable without direct expen•• ~ 
plant. 

c. Po1e1all1t7 of cU.s011aeinc all queatione in a etrietl7 
ispartlal 11a1111er. 

2. JieadTaatac•• of the plan: 
a. P0Hiltilit7 ot ha.Tine a peorl.7 qualified man on the 

Job at low pa:, . 
. 3. Jlactor• 91lter1nc in.to eucceH of the plan: 

a . .lbilit7 ot conteren.ce leader to sell hie ideas .to 
in.d.uat17. 

b. Coopera\lon. between school a and incluatey. 
c. .l\t1 tude of the cU7 aperintendent and 'board of 

education toward this tn,e of act1T1'7. 

ll&nT other follow up prograaa are s11ggeated in variou.a conference 

report a, and in the opinion of the vi ter, the follow up part of the 

training program in. arq 1nduatry ie 0f more importance than the confer-

ence 1 taelt. 

!here 1• a definite lack of follow up programs in ninety-two per 

cent of the reports reviewed and Wlllll&rized in thie thesi1. 

!he renlta to )e .. cu.red fro• an efficien.tl7 organi ze-d forell8Jl 

conference and i ta fellow up program should etinl.ate tbs foremen to 

t\lrther peraonal advencaen.t and eventual wccesatul &ehie-...ent of 

their obJectiTe - •greater leadership through better !oraanahip .• 



if the program. is to warrant serious consideration by industrial

ists and :toreaen alike. 
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