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On Hay 1943, the Chalrsan of the fouse Committes -
Hawel Affuire, pursusnt to ouse “esolution 30 of the leventy-
eighth Congrees, appointed a ipeelul “ubcommittee for the pume
poss of inguiring inte s muwber of naval sotivities, including
the Hawal Alr Treining Center st Corpus Chrieti, Tesms., The
Gonter wis inspected during June and July 1943, snd supplomen
tal inguiries were umde in the Havy legortment in sammet snd
Seytendar.

In the ocourse of ite laspestion of the Training Center,
‘ho Subsommdttee observed it fasilitles and equipment, studled
the various sepeete of its flight training progran nnd inter-
vieved o mubstantial mmber of nevel snd elvilies personnel
As o vrepult of this etudy, 1t can be gonerslly stated that the
Centar agpenre to be well operatod with the cxvestlon of the
Assenbly wnd fepelr Depsrtment For this recson, the repert
which fallowe derles rather extonsively with thst Departnant.



PART QER
RAVAL AIR TRAINING CENTER

1. istodlichment of the Ceanter
(a) Legation

The headquarters of the Nawal Alr Training Center is lo-
oated at the liaval Alr 9tat  appreximately twelve miles couth- /
east of the eity of Corpus Chrietl, Texss. The Center as such
hes been organised since Uctober 12, 19421 prior to this time the
Haval flight antivities were carried om st the Nawal Alr Statlioa
wvhieh wne comuliseioned oa Hareh 12, 19Ml. The repld exmpension of
flight feeilitios - the vieinity of Corpus Christi resulted in
the establishment of the Haval Alr Training Center for the purpose
of coordinating the work of the Naval Alr Statlen, six suxiliary
air stetions and the Nawal Adr Teckmicel Training Cemter, L/
The suxiliary sir stations and the satellite fields lie generally
south and soutiwest of Corpus Christi within a radius of thlrty-
five miles. The only execsption is Chase Field which is located



Corpas Chrieti ha» an estimsted population of 102 800 as of
T B, 1948, 2/ 0 Ue o tesdiag center for a preosperous ferm
and panching hinterland. Prior to the deglaning of Yorld Ver II,
Gorpus Chrieti hed 1ittle manufsoturing bdut recsatly oil refin-
eries snd a chemleal plant have been eonstrueted. It also
nany sttrecticas both e & summer and & winter resort and, con-
soquently the eity has sn wmeual masber of hotels snd tourist
houses for a elty of ite sive
(v)  Zesdlities

Eaech alr statiom hae in general, the fasilities deserided
below. Barreske, quarters, and messing facilities at the various
sir stations are shown ia Tadle 1. Hedical facilitiecs consist of
a hospital and a dispensery at the Havel Alr Station end snaller
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Table 2

Yaployument of Twaining Alremf’

Pamliis
5985
760

114

¥awml AMr Training Center

Gorpus Christi, Texns

Tagliaraant

Intermedinte basie and intemedia -~ netrument
tmining

Intermediate instrument and intewmediate
specia.ized carrier tmining

Intemediate speeinl zed observation squad-
ron treining

Infermedinte specinlized patrol Gember squadron
“raining

| temmedinte specinliged pa rol bember squadron

Prinmary ‘raining for foreign student officers
and for ‘maining ‘ns’motors

Intemedinte specinl red ohserwntion sguadrom
training and instruction in inverted spins =
intermediate specisl ged carrier training



2. Aduministration = the Training Center

W, (i et Qe Rawdieteg Wstias e g v St
W sdminietrative o ef U Unn smdtles Lo eeslod lavgely
through  Administrati - Hesdgmarters. = ool
" Treining Center hms general cogniszance - Neval Alr
Station, Ceorpme =~ the six  Auxiliary Alr Stations
o previeusly wnd the Naval Alr Technieal Training Ceater
. VWard sland, of these organizations - a peparate
Ee="

i et anEi weEl ¢ e eumlliery e iehiese (s
fetod primardly - o Newal o = that (. stations
Gesesios e omphasize . Bimllarly 0 of . ade
Sl e o the Haval Alr Techndeal Tralaing o o
performed =  Center proper. = .partments,
ey s (B s il Repedy Department, coilwivis e ome
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The head of eseh department, with the szecption of svistion Train-
ing Jepurtasnt, Commmmigations Jepartment and Taml Departnest, is
elso on the stafT of the Commandsat of the Nawel Alr Tralning
Center. Jvistion Treiming is represented By the Ground “choel
Officer. Thersfore, o Newal Alr G4stion Departaent head, = renson
of his ponition on the staff of the Commandsnt, hes gonersl eogmi-
sance over the opercticn of the related departuent st the sotel-
1ite stations. It is in this wey that the operation of the Cemter
is eo-ordinated.

The detall of the departasntal organizstion of the anxiliary
stations is substantially similer to that of the Nawal Adr Station
azeept for sime and sporopriste modificatione.

(%) Adulaistratize Cscecnanl.

Ae would De expected, the vast majority of administretive
officers are "oserve Officers The Commandant of the Center and
the Commending Officers of the lawal Alr Station end the mwxiliary
fielde cre reguler Naval Offloers who have had the usual tours of
Guty and shore assigmeents of a regalar Naval Aviator. Staff sotivi-
tles, such ae Supply Mublic Works, wnd the Nedical Depurtments,
are headed By offloers with lengthy novel experience (emerally
spesiting, the reserve officers who hesded minor departsents, euch
es Intelligence and Publie Relations, wers woll qualified in eivil-
fen status for the Hawy Jod.

s detalled evelustion of the sininlstrative sersannel of any
deportvents other then the Assembly and ‘epair Department and the
Iupply Pepurtnent wes uade by the Subcosmmittes sinoe we had received
£o serious complalnte regerding any depsriment exse,t Aseeudly and ‘epair.

i
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The Fublie Telmtlons Office is metive in premoting
geod relations with the elvilian population arcund the Tenter.
This office has a lsison Officer who was fomerly & sesboer of
the Jorpus Thrietl oity government and is femilisr with the prod-
leas of the comsunity and the views of 1ta people. Fe is netive
in advising with loesl government offieials on all prodlens
mutual to the elty and the Center and in this we oan fore-
stall d1ffieultles and sisunderstending Discuseions with
sunieclipal officisls imelwiing the Hayor the City Seeretary.
the Attomey ~nd the Chief of Folice revealed that these of-
fielale were pleased with the coopemtiion of the officinls of
the Sawal Mr Tmaining Center,

focperation with the police nuthorities is particalarly
good. Shore patrol hesdquarters are saintained in the Oity Hall
and to all jatrol ears is atiached one Shore Fatrol mesber who
apprehends service men for miseonduet, All eases inwvelving
sarviece men tsken into custody by munieipal police are tumed
over to the Shere Fatrol for delivery S0 ¥awal authorities.

The (hief of Tollee expressed satinfootion with the personnel
of the "hore Fatrel. stating that the mesbers had an nggregate
of over ten years previous eivilian poliece emperience per man.

~ ¥awal officials stand yeady at all times to reinforce loesl
police if digorders got beyond the contral of loeal authorities,
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Nost of the WAVE efficers are mow assigned to cemmunic~$ion
work  in supsrvisory cspucities over emlisted women, There are,
however, 25 unfilled billate for WAVE officers at the Center and
there srobably are other billets bealde those in personnel, truls-
tng, and supply cstegories thet eould de filled eqally well by
womon. It is comgeivadle thet women @en preperly be used in al-
post any Job at the Center other than the non~adniaistrative work
directly related to the Calet legiment and the training squedrons.
(o) Sallsked Jsxsanodl. .

ialisted sersonnel consisted of 14,206 men and FIl women,
ss of Jume 1, 1943, 4/ Most of this persomnel, with the ewsep-
tion of thone in t¥nining »t the Techniesl Training Ceater, ere
attaehed to the vorious training squadrens wherse they perform the
daties of a groun! force. A mamder of msle snllsted perscnnol is
usoed in all types of positions inm the administrative departments
and the Assembly smd Nopair shops. Vomen neuslly held eleriesl
mmmwﬁmummmm
It is the plen of the Puresn of ievonmuties to replace s many
mele enlisted persomnel as pessible in cortaln sireraft ratings
when WAVIS become availlable., Im the Aseembly oné Zepsir Department
of the Nawal Alr Gtotion, there sre some 1200 enlisted jersonncl
who sre perfomrming taske sizdler to the eivilians. The sssigmment

to

s She wonen
~ Proseat estimstes the complement of enlisted women ot
nearly 1300 by the end of 1943,
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i the elty. Fowvewer LI private Sreasportation is further
stricted additlonnl publie service equipment wi be required for
the area,
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AFALYS1S OF ACCIDENYS
HAVAL AIR TRAIRING QRNTAR
COFFUS CHEISTI. TEXAS

Posied  Bawo dwed. V808 Ohew . 1948,  Total Nusbe: of Heurs Mlown  ).435.510.7
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uum--q-n-s“cm“m«
~ beftwesn otudents and inmstractore of squadron

en accident ocours The sceldent is analyzed and disoussed, and
ways and means  prevent reocemrrence are mggested. In this way,
the student is impressed vith the eausos of mccidents and methods
to prevent them,
4) Eamdt of latermedlste Tralalne

“he Nawal slr Training Center began tredning sadets on lareh 20,
1961, but the firet class of 51 students 41d not reselve flight in-
struotion uatll lny 5, 1941, Hore tham 13,000 cadets have since
been received ot the Conter and, as of Ney 51, 1943, 7388 had been
gradnated, Cedets who hawve not finlehed the flight training ccures
G 00 aml vegresent o cumulative attrition of 8.7 per cent
of the total mumber inducted. The figures for the firet year of
operation show sn sbmormoally hich rete of attrition in comparieon
with the second yemr beosuee, in the earlicr peried, Primary Train-
ing was also givea st the Center end the "wash-outs” during this
stage are lneluded. At the present time, Primary Fight Training
is conducted at other Navel Alr Stetions end the Center receives o
highly seleet group., For several momthe the pereentage of attri-
tion hae not exmceeded ' per eont - has sveraged 3 per cent. At
one time, attrition amgunted to as high ss 30 per cent and averaged
more than 15 per ceat.
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(») Esallities

The Teehnicel Tralning Center ie approximately one yesr old
and is still ia the procses of expansion, Cuarters for the per-
sonnel ond buildings for the classrooms and lsborutories sppeared
to be adecuste for the cemplement of the sehool. Aa additionel
evioming pool for use in instrueting mon-swimsers smd in sbandon
ohip drlll wae dadly neoded when we were in Corpus Christdi I
1s understosd that thie pool is now ia ths srocese of construction.



PART THWER
T SR TR
1. Fole of the Supply Departaent
(o) Duetions

e Supply Secartment is respensidle for the prosurement,
reesipt, storage, sad femme of most of the materials snd suppliee
that are used by the Fawal Alr Treining CemSer. The Supply Offi-
cor of the Navel Alr Statison is aleo on the Steff of the Gosmend~
amnt of the Center and, therefore, aste in & supervisery cupeelty
over the auxllisry Sroining fieclde with respeet to Supply Sesart-
nent sotivities. Jjotually, the Techmiesl Tralning Center slone
hes & full time Sugply Officer. The setellite flelds have only a
Commissary Officer in oharge of the nesses.

Procurenent whethor by reculsition on the Avietion “upely
Office at Ihiladelphia or Wy Savy Jepartmeant or leesl contrast,
1s perfarmed by the Supply Depurtment snd the satellite setivities
dree from the Supply Jesartment werehouses, liowewver, o different
procedure is followed in the eane of fresh provisions which sre
delivered directly to the sotivity involved for obvious reasons,
slthough the contruet was let by the Supply Officer.

The major vork of the fupply Jepartment censiste of eupply-
ing the neods of the lavel Alr Statlion, vhers moot of the repeir
work of the Center is performed. Uupply setivitiss outside the
Sownl Adr Station are of o 1i%tle consequence in comparison to
those related to the Acoembly and Repalr Desartment that the



i

i oemPimed o W Mewil Ay SRedimns
%) Geeaieaiies

T, Sy Igscesesi L5 Sade Gy oF Ties grewpe, Via., laeeding
Posoe, Pusdioes, Sowies, Seigeiag Sevn, sk S, Nedh of
Wowe greeps te HMollded feie e v W0E Euisiees ey ceeifieme,
T i copmiaciion) chrmetess Lo dows s St 5 e w0
oo B Entedlof fumsiianell sy o ik EESTSR seviiens el
hawe ne cagations Atk remust o e onpdmtion of Bez, 18
Mmumhmmmwm
. MRiees Pl

Pl e IRE TR g 6 (e TS
e 36 EiTidiemnasl welias heads of 180 Seyly Beperieei WSTe
dhtuimel 1 wiley 40 emlgve B6 SRIELYEGE o W @PTieeE ges-
D o B SEles T 00 e il e ik of WS e
Muwwﬁmm'mm Bow: it
1¥ a5% swesEve HEFEeRe fn M gl of Ileubemst en belowe
Wl of U efFions G5 Wi Seels Sl hve badl Tess

W BORY TERED W e mmuhwmmd
| Gree ek e s odesstien. O Mo wPfieaws e et b
g, oLl W s el G v, eherstlag, o kine
Gk oukste., e oF Beve We ie & Lesyw sl e sthes s



T,

Pvisien

f
L

e

Jvision

o

e




—
:
r
| =

ST T e - = - Z . I .

s ek Eppesiaees M Mk ETisaRs Ln oeesesriaed s e
L= e Sl
Sokie ¥
P N
Smnrgis Bharbaiil, Beg

3
ﬁ& :
' %
ot
e

MMM

B s Freiaiin _ &

) ket be_Geskess, |
T pwiesiing STl o e hagwiy Saparissel Lo i iheet

oy BAAE Skl e Wk e Fusves w0 Mawile G AGessN
A A GL] GesNEw essesiay YR80, T peeReeile el
i pebned o Lo Vhm DE. v W6 emhes vP e beale
5980 geesiiess s dellewel. v gervecesy Feem B0 0o 06.000.08,
Lo ponsiomiiie. Nemes, supiicr ey % oWl iy ueeme o @ Hiles
e sl Latow paadizeel v o PePRel eshar



or a formal lnvitotion to Bi&,
All purehases exsesding 66 000 are covered By formal conmtirsct.

Fereover, the Supply Jepsrtment is limited in the purchase of certain
itens such ae sutomobiles and buses, railvay relling stoeir, arme and
smrmition, mnd ailrplanes, alrplsne engines snd certain secossories
therefor. Ordinarily such itens are purchased by the buresus of the
Havy Department, but in emergencise anthority is grunted for local
purehase .
(o) Sonkrsgtval etioda

Contrect terms, lmeluding priee, sre ogreed wpon by negotistion
when this appears to be sdvantageous to the govermment. Advantages
in this method over competitive bidding are early delivery, redustion
of paper work, and dlstridution of orders $o plente or arese not al-
ready overlosded The chlef adventege ie, of course, the time element.
Competitive bidding ie the traditional proeedure for vrocuring supplies
for government ageneles and was the only method of nrecurement in the
shore establistmonts for some time after we beceme involved in war
Howevar, 1t proved %o be too cunbersome when materinls and suyplies
had to be obtained rapidly and afforded the government no partienlar
protection im purchasing seerce items and materinle produced emelu-
sively for war purposes. Hany items are still purehased by the Sup-
ply Depertment st the Haval Alr Station through formal eempetitive
bide vhen doing so serves a real purpose. Thus, more than 70 per
cent of sll contrsots let Quring the figeal year 1943 were on
competitive basle. Competitive bldding sccounted for about 68 per
eent of the dellar voluse of $8,236,018,



in reducing the time betwesn the request for mipplies and the plac-
ing of the contrzet, & teet cheok wor made on 100 nogotiated eon~
traets and 100 eempetitive contracts emecuted botween Jamuary 1,
1942, and Jume 30, 1943, A tabulation of the tine intervals be-

twesn the Llesmance of Fecuesto for catwriale sad finsl date of con~
troct Lo shown in Table 61



TTadle §

'TINE SCHERTLE POF SUNTEAOTS

VOONPETITIVE AND NXGOT ATHED
SWTLY DEFATIMENT - NAVAL ALP STATICN
' Corpus Chri ti, Texme

P of Detween Teeeipt oo Netween

Flapsed of Enterial Fequest and - Nate .1 Fequest and
Pime Sexmlesion of Jontrngt Advertisement of Contrmat
inya Jeanesitive Jegotisted Lompetitive
p 7\ '
2 20 (
3 & e
4 ¥
] ] (]
4 S 1
7 $ 1
@ ®
o 4

10 5

4] i

L2 @

'3 2 4

14 3

is 3 1w

12 3 i

L2 3

'8 ] 2

19 2 v

20 L}

s § ] 2

=3 L

24 )

28 R

26 il

27 &

28

29

30

33 2

-

' 4

e 2

o]

42 ®

43 #

ey i

a B

8

Y 2

60 2

: I : w _._’___ P S P



U e aggees et spmmesieely @ pee Sl o Mie assesiten
sumbimets roumined Tres 98 e @R Gege e ewegilebs, Teew ke 99
g camh Mok Dre 4 e G dag, G siviisg seskeas, sy
B e S, o W eSS TS S Ssg it ae e o
ﬁ“mﬂnnﬁ*%uﬂ.pﬂ
e et il & el el el T s saes WE
D R G . e, M e

e o Riv i SENAHE o Gl G We spRlliEe seee
traete seme o W ddbavei in s sEgGreed el M be s
jﬂ. Ee iRl o e U0 et saee el clipertissll Tew mewe
e § duge. Tn sesily 38 e ek of e ceses e Sy ves 1S
g @ e B e & LBEE, T Sl Glee weEv sweelivel
e e Pebie S s, e el Wbl ey oK,
L9AE, & lagee of 19 Gege. '

Tl A il S Rl ki 9
e gal st Ve roptseeehe = G geapesel el 48 e,
%mhﬁhﬁ“hﬂﬁﬁ
el e 6 ) SR g ey’ e i KR ol e s

G5 e wreineeie (e e lewsiily ol Wiy Segsetisesi, W8
Mg Gl Nhme s Slen N WG WS e @l Yo Gl off
Wi sl T ceateiy weew debel BB Gape Ehew S sl s 8
Gapn ey e ssiaeey T e aisl wes Fiswl seaciveld iy e
P S RS Al Gl e e @60 o opetiey o e



bid until the award wes made on o request from the Fublie ¥orks
Depertnont wes 24 deye. In most eases, hovever, the mward ¢
made the day after the bid is epened or the second doy following.
(e) lissotiated Loatxacts

The negetintion process eliminates or minimizes meny of theoe
delaye In the majority of the 100 test comtruots plssced by nagoti-
atien, the proposel was effected on the day of receiyt of the re-
quest for materisl or the dey thersafter The deley in competitive
contracta that resulte from gubstitutions is reduced meterially in
tho eneo of negotliated contracts becsuse the prospective contrastor
eon bagin nagotistione Lamediately instend of offering the substi~
tute on the date for the opeming of bide. Alse, the delay in-
herent in allowing sontreetors o ressonnblo time to submit competitive
tenders ie enbstomtially reduced or alimincted.

It ie highly desirable if not eesential, thot & negotiating
mrahasing agent bde 2 specisliet in particulsy produets and have &
thorough imowledge of memufsetursre, suwpyliers, and mariet con-
ditions i the maxlmm advanteges of the negotiating process are
to lmare  the benefit of the government. Although cuch talent is
not elveys avsiloble to supply departments, 1t ip clear that the
nejotisted contraet deviee has nade it possidle to expedite procure-
sent of necessary materisl mubstantially at Corpus Chrlesi,

4. Storage Faellitien and Practices
(a) Genaral Slorass
Supplies and naterials used by the Hawal Adr Station fall

generally into two elesees, generanl stores, including provisions,
and eviation material,



Ounersl stores are kept in the main Swpply Depsrtment bullding
and eonsiet of sueh items of genmeral use as stutiomary, general herd-
wars, lusber, hani tools ete ftorage space nppesrs sdequate for
this type of material.

There are wpoeelal bulldings for dry and refrigerated provisions.
Inventorise are mmsll and resmirs thet elose attention be given to
erdering vrocedures.

Specisl etorage faeilities are provided for mutomodile and
airplene tires Deemuse they deteriorute from exposure to alr and
light, For similer rensons, refrizerated storage is rovided for

Serep meterisls sre stored in o salvege yurd, Serep is worted,
elarsified, cleansd, and graded, and, Lf necesssry, jrocesced for
sale. Certain materisle, such ae rabber, burlap ond mendle, ave
stored under cover to yrotect thenm from further damage by the ale-
mende. Jalveged lunbor is segrogated scoording to dimenelon snd
grede. Other ealvege material, sueh se garbege, eocked grease,
bones and tin e ane, is dlsposed of by sale under contrect and ie
oollected direetly By the contractor.

Storage spacen at euxiliary flelds were reported to be ade-
quate. Tvo bulldings thet were suthorized Ywwe not been construeted
because there appears to be no need for them, ‘vwever, additions
to an evistion storehonse at the ifaval Alr Station e projected when
adlitional space for slrplanes awaltlag Pesair is needed,



(v)  Atorsce of sxiation lstarisl .

¥hen - inspected the Naval Atr Ststion, the methed of storing
airplane parte was doing changed. Fommerly, ngv parts, repaired
purts, and parts ewalting repair of the ssme type or clsss were stored
in the same bins. fowever, 8o tmeh meterisl awaiting repsir had aseu-
mlsted thot it Deesme necessary to segregate thie elass of meterial
Class 30B) in a separate building,

Table 9 is & talmlztion of major airplane parte aweiting repsir
in storage at the Nawval Alr Station, as of July 12, 1943, It sppeare
that the aecwmlation om thot date included 600 wings, 480 engines,
211 eartmretors, and Immirveds sf other eritiesl parte.

it is dAffienlt %o sos vhy this uantity of material was sllowed
to acowmlate in storage in an unrepairsd conditlon and to become n
urden on the stornge facilities of the Supply Depertnent during a
period vhen the Assembly and ‘epelr Department was not opernting at
full eapacity and stess were being taken tc seeure wort from othor
stations. Iif more work was wanted, 1t could essily have Leen found
aseross the street from the Assesdly mnd fopalr shops in the Swpuly
Degartnent warehcuses. It 1 true that Aesembly snd epeir had mll
the wiag and engine overhaml verk it could handle and that some -
fals and replasenent perts moy not have Deen available, Wt  1is
difficult to undoretand why work could not have been performed en
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domaged parts swalting repalr to the mmbder of sirplanes in eperstion,
An emmple of the high peresatage of demaged parts curried in

storage is found in the case of the 1385 5iJ end SV training alr-

planes in service at the Cemter. 'aginee for these sirplanes in

storage in Clase 268, in July, 1943, mwbered 229, or 17 per oent

of the total muder of siveraft. Again, when there were V8D WiJp

in serviee, 122 right winge and 100 left wings were in storage awmit-

fing repair. The need for devoting every emengy to Mmeping work cur~

rent on this olass of materlal is too apparent to Pequire further

corment .
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sirersft ovorheul end repeir. Nost of the civilian employees who
transfarred from Feasacola were plased Ia swpervisory positiens.

The task of setting up the Department vas complicated by the
foot that it was mot possible to oblein any great mumbder of em-
sloyess with previcus sireraft experience, lioreover, the majority
of the zen from Fensaccla were first-clase craftemen whe had no
supervisery experience; it was necessary, therefors, that they
orient themselves in their new supervisory poeitions These men,
ia conjunotion with the nawnl officers, became PFeaponsidle for
perfeoting overhasul procedures, planning ehop laysats, procuring
equizment oad suppliee, snd other related metters.

Substantial pregress was made by this group. Overhaml pro-
eedures wers drmm, shop loyonls wers cempleted, needed esuipment
and gpace vere secursd, and work wan boagun om the overhsul and
repsir of sireraft. Severtheless, 1t appesred thet insuffictent
progrese wee being made in the aotusl overheml and repalr of
planes. In July, 1942, soms fifteen monthe after ite establish-
went AL hod a ecomplenent of 3036 emuloyees Wut overhmled only
7 sirplenen and 430 engines snd repaired only 31 sirplanes ssd 20
Charges of favoritien were rife snd loafing and idlenses were common.
Foreuver, Doth mmynl of'ficers and civiliane were using goversment
materisl end time to sake srticles for thelr personal uee. In these



circunstances, it was no couse for surprise thet the lepartment
was theroughly recrganlsed st the direetion of the Surean of
Agronmatics in the late swwor of 1942, 4/

(o) jeoxcealzaiion of ihe Jsoariuant

The reorganisation of the Corpus Christl AA Departoent wes
entrugted to o group of officers, e¢lvilisns and enlisted men of
the A&R lesartment of the Naval Alr Station at Gan Dlege, Oalif-
ernis, These men, who vere experts in asssmbly and repair
worik, commonsed the reorganlsation of the lspartment ia August,
194%, and completed their study in September, 1342, The uyetem
proposed by them woe pat into affect lmmediately.

The system instclled ot Cerpus Chrietl might well have bean
labellod the "Sen Dlege System” Deosuse 1t closely parallsked
the systes of airersft overhaul snd repsir utilised ot 3an
Piege. A numal and besle orders were prepored whieh set forth



An orguaisation chart of the Corpas Christi lepartment as
reorgenived by the reorganisction growp in sttuched as xhiuit A
A study of this chart diveloses that the A4l Jgpartment is com
posed of three sections end nime divisiess “ech sestion end
diviglon is under the direction of o naval officer who serves as
soation chief or divieien suwperintendent. The officers in charge
of the Admimletrative, Fersonno) and imgimovring scetions cnd the
Plsuning Pivision are direetly resjonsible to the “xecutive Assist-
amt  Eight predustion divisioms (Overhsml Contrel, Structures,
Aceessorics, keehine snd ketzls, dogine Overhaul, Assembly and
Test, Flaat snd Interis Overhaul) are under the jurisdiction of
the Frodaotion Superintendent. All sectioms ond &ivisione are
under the general smpervision of the AR Officer who is primarily
resposatble for the efficlency of the entlre Jepartment.

(¢)  Dunetions of Jessstsants) Subdivisions

The reergmnization group defined the functiome of oseh see-

tion and divisglon, iriefly, these functions ere as follows'
(1) sdministrative bectlon Feceives, reeords,

/

(2) = This seetion is» charged
mn—amw
At
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synehronized. ilkewise, 1% is fasdexestal Shat persennel policies
of the Department chould be designed to premote high movale and to
encoursge all vorcers to exort their maximum efforts to the end
thet the lepartsent as a whole will eperate officlently and effect~
tvely These sad ralated matters merit eonsiderstion in evaluot-
in the rolo of AWK $n the pilat tralsing progren. |
2. Personnel

(o) Chaxneter of Fersamnal. LSAlAaed Ao A

The A4% Department is ssaned by commissioned snd enlisted
porsonnsl and by elvilien emsloyees. Key sdminletrative positions
are held by nawal officers, Fivielon and shop positicas are held
by warreat officers, ohdef petiy officers, and eivilians., The
sotusl produetion wor: in the shops is performed by enlisted per-
sonnel and eiviliens. Thus sdlitary wnd eiviliss pevecnsel work
side by side st the varying or«ft levels

The eivilisa employees of ASH are divided iate four eategories!
Groups IV, IVa, 111, and LI, Group IVh persommel ave smployed on
& per ammm basle and perform elerical, adainistretive, and fiseal
dutios. OUroupe IVa, IX1 and II are por diem omployeos snd perfomm
the techmieonl dutles coanceted with alrersft overhaml and repair.
Orouy IVa L0 the clsseifiostion accorded eivilian prodmetion super-
visors and ¢ comprised of the ratings of feremsn, quartermen,
lesdingman and snsppers. f/ Oroup II1 s composed of the vericus

A to Zavever,
mmmnm-nmmmm
m
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hes hed previcue tredning ia the airevaft isdustry. It has beem
necesenry, thersfore, teo provide for beth in-service snd voostionsl
training of perecnnel. 2/
(e) Locsannel. Soxclanent

 The persemnel of ASZ has been inereased steadily me its faell-
1tles exsonted and the work load bocame hesvier, This inoresce in
pereonnel fc shown em o monthly bmsis in the following tabdle’

26 4 2,986 2,914
July % 10 2,999 3,036
S, tenber : l:: 2,98 3,004
Getober b+ 620 8,000 3.60m
Lovenber 36 833 3,086 3,966
_eeecher W 964 3,228 4,28
Janmary 0 1018 Je3a4 4,398
Febraary i 1082 8,658 4,037
Herch 38 1348 3,0 4,928
spril 29 1362 4,043 5,254
g AL - S AL AR

The AAR Officer ststed that personnsl on bosrd as of fay M,
1043, was adocuste to handle the work schaduled for the summer
monthe, Is faot, in ad least one divielon, there was not enough
vork in July to tees the persommel fully occugied. The Departmens
recognized this fact, but 4t vae reluetant to lay off employess



it ts apperent from the foregoinme table that therw vers prad-
ticslly no enlisted mem assigned to ALK until Ootober, 1942, when
the reergualzation was eompletsd end 610 enlisted men were ordersd
to the lepartment. The sudden influx of enlisted mem &8 thnt time
cansed a grest desl of unrest smong civilien employees in the shope.
1t wae widely rumored that all eivilisa employees were to be replased
by enlisted personmel. The comment wes frequently heerd that *The
Rewy is teking over” there was little other conversation, Haturelly
such romors undermined eivilisn morale to the poist where o cerious
eituation wae ereated. Hovertheless, mawsl officers in A4A teak
50 dssisive meesures % stop thelr eireulation. Ho bulletine vere
posted to the effect that these enlisted men were not being ordered
to AMR far the yurpose of replasing civilisss. 3/ Mo consarted
effort wac asde te apprice the shope that the utilisstion of enlisted
mon was merely & part of the reorganimation and 414 sot entall the
replacenont of civiliens, mgsu-mmmﬁb
primery reasen for utilising enlisted pereomsel in 481 was to tradn
g-umm-nmr. in foct, sz late se July,
bﬂ.mmmmuuwm
that 1% was intended thut nswal persommel would eventually teite over

5/ (eont'd). Vhem 6 alrplane has been in the oir Uhe prosoribed

T 1 R —
musber of houra, it iz sent to a repalr shep for overhsml, which is

voferred to as & "high-time" overhanl as distimguished fyom an over-



AGR completsly through & gradual process sf infilteation. The com-
tinued existence of such rurors sesms to De inamcusedle. “he A&R
mn-mm:tmmunh;um*
plated that the Departuent would be staffed axelusively by nawel
persennel; this faet shouid de sade clear to eivilian esployees so
they will no longer be troudled by the feeling of imsecurity which
has developed from the circumstences and rumors which prewail.
() UsAldaadian of SAvilie sad daval erseanal

Civilian employees are aleo congerned that there will no
lenger be an opportunity im A&é for them to advanss to supervisery
positions, They feel genorally thet sll such positions will de
filled slmoet exelusively with neval personnel. In these eireun-
stances 1t is recdily understandsble that they would derive little
coneslation from aseurances that thay will not be replased by em-
w-mnt-m-mmmanm“m
ment is not closed to then. The following tables indieute the dle-
tridution of ponitions as betwesn military snd eivilian in ASR e
of Kay 351, 1940

.
v
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€. 8, ¥a¥alh ALR STATION, CORPUS CHRISYL. TERAS

Assesbly snd Bepair Departesnt

Hews)l Perszopael (chedule

Favesl Perconnel=N8ay 0L 1943
Tniletec Pereonnel
- M miie e | miieet Meeamed  niietad s |
i I Ry 6 T— e ¥
idainisirutive 3 - - - - - - - 3
Ferzonnel & 1 g - 1l < - 35
Eng invering 3 - - L - : - 13
Planming 3 - 3 - i3 5 22 - &5
Asoewbly spd Teak 4 - 0 - ie - b - a1
Struetures 3 - Fi - 9% - 7 - 138
Plemt 3 - 3 - 34 - ie - 58
Engine Overhanl 3 - 3 - ¥ - 32 - 105
Ovsrbaul Control 2 - 5 - & 27 - £l
Interim Overbeul 5 - 6 - 134 - [ - ik
Hachine and Hetals 4 - 7 - 133 - 46 - b-J £
Asgeseoriac - T | = I S = 51 = 22
10TaL i . 3 51 - 842 1 7] - ase
¥ - dale
¥ = Femelw
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eivilicne actually woerking on sireraft overhsal and wepadr. Also,
8l enlisted mon, out of o totel military complement of npproximately
1225, hold supervisory positions campershle %o those beld by Oroup
I¥a eivilien employwes. Thue, thore seems %o be mo dicoriminstion
is the wiilisstion of eivilian snd enlisted persomnel se wupervi-
sors, o 4,00 of the elvilisme and 4,28 of the enlisted personmel
hold supervisory peslitione.

¥hile thers 1s no maried dlsperity now between the utilisa~
tion of enlisted and eivilian persemnel in preduction swpervision,
the morsle problem ereated by the use of enllisted men is & matter
whish warrents the csreful considerstion of the ASR Departwent.
A mmber of oivilisn superviecors expressed the belief that there
was an inerecsing tendency to f1ll positions customarily held by
Group I¥a eivilisn smployoss with chief petly officers. The AAM
Offieer hus not explained to them the Departmeat's pelicy in this
respeet Une oan well appreciate the attitude of eivilisn em-
ployses who, not being apprieed of any dejortmental policy to the
contrary, feel that they have 1ttle or no chanve for advancesent
and that superviscry positions are %o de filled only by enlisted
perconnel, There is every evidence in AGE that civilian employces
are Alpgruntled, dlesaticfled, and disecuraged becmuse of this com-
ditiom,

- It womld appesr to be apyroprimte, in these circumstances,
for AGR to emmolate ite poliecy in regard to the sdvancement of
efvilisas to supervisory pesitions,



The Subcommittee realines th:t capadle supervisory perscmsel ie
preotionlly unobtzinable 2t the present time and that it ie necss~
sary o utilisze the Dest aveilable talent  Fevertheless, every
poeeible inducement should be hold cut to clviliam employees to
erulp theselves for mévancenent 1n omt to swpervieory positione
u“"ﬂﬂ#muﬁd%h*nnﬂm
tridution to the work of the Jepartment Civilisn esployoes
shwould be sssursd that productlion mpervisary positions will be
@iven oompetent civilisme, thet the deor to sdvinoesent is openm,
emd that thore will be mo discriminstion sgsinst civilisa empley-
ees in faver of eolisted percornsl. Improvement of morsle and
effiolent operstion of the Uspartment seems to demand such aetion,
() jelation Retwsen Givilisn sad Snllated Fersennel

The eivilian employoes and enlisted men work eide by eide in
the AAR shope ot the varying eraft levels. There has been & mini-
mm of friction Detween them, and sallors and elviliane appesar to
be working togetler in a very harsonious menner They borrow each
other's tools, exchange idens ss $0 how the Job at hend should be
done, sni othervise eollaborste in the work of the shops.

No distinotion is made with respect to the supervision of
eivilism esployees and enlisted men. Civilisne wori under the
immediste supervision of chief petty officers and enlisted men are
supervised by civilians, Clivilias suporvisors are sutherired to
report enlisted men for any iafrection of the rules of the Depart
ment and, similarly, ehief petty offigers may Peport eiviliane.



It is spparent thet the dissatiafaction among civilione im
AAR at the presemt time 1s not attributable So the faot that both
eivilisne and enllsted men are utilized ss workers but rather to
the policles established By the navel persenmnel im supervisery
poeitions, particulerly officers in key administrative positions,
(f) Sapereisery Parsannsl.-

(1) Zamiston of Susarvisorsy Persenngl. The impertance of
adequate supervision (o efficient operstion of ASM gannot be over-
enphesised, It i the supervisors, both naval and civilisn, who
are oharged with perfecting epercting preceduree, plaaning shey
leyoute, and hendling the myriad technical detnils of alreraft
overhanl snd wepalr dlthough the technlcal aspects of assendly
-nmmmwmm*mw#w
supervissrs, they slse Reve o mejor responsibility to conduet thelr
shops and divisions in & manmor which will pyromote the highest mo-
rele among workers nnd Gsuse them to exert thelr naxisum efforts
in the iaterest of production.

In some eases, technical and personnel responsidll tiee of
supervisors are so closely intervoven that they sro almost indis-
tingaishable, Mﬂm-mwhw
receives inagcarste or incorrect Sechnieal informstion from his
supervicer not only has no respect for the supervisor's techaniesd
abllity ut may becomwe dissatisfied with his job ond develope inte
an unenthueisetic, dlsinterssted worker. Similarly, a techaically
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wvhich time he received sn slectricsl engineering degree. The Ae~
senbly snd Test Superintendent has had 23 years' experience in
svistion, twelve of which were served s a chief aviation mschinist
mate. h&umnnﬂhtﬂ;“cn-‘&mm
interotic ixpeditions and as a trouble shooter amd test pilet for
lindited AMreraft Corporstion for the four years lmmediatsly preced-
ing bis return to the Navy. '

The ixecutive issistant, a reserve offlcer is second in con~
mand in ASR and hae been om astive duty einse 1535, He had formerly
Mq&.ﬂnum. In the Bavy, he has served as &
flight instructor and as a squadron engineer and for the past three
d“mh““h”ﬂmm

¥ineteen of the twenty-six reserve officere in ALR are superin-
tendente or assistants to superintendents in the nginsering Sec-
tlon. the Flasaing Pivieion, snd the production divisions. Three
of thi' growp of mineteon have serenmtical engimeering degrees; L/
one of them werked as o leafman major sireraft factory before
he var commissioned] snd, one officer worked for one year as a stoek
chagor for Pratt and ¥hitney 1he remaining fourteen recerve offi-
cors had no seronauticel treining or experience defore they wvere
assigned to AM% emoeyt that ap roximately one-half of them were
given o three-month navsl course. Nine of this group of fourteea
officers wont direetly from the college campus to aetive duty in
the Egyy. Thelir previous sxperience was limited entirely to summer
@plagment Lthough the eversge age of these nine officers 1 24.33

ot
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117 Twe of these engineers are in the




Yenars, two of them aiv &1 o on swwerintendent: anéd seven ave resiste
ARl %o divivion superintendente and, ai sueh, wupervise se many ac
590 employeos. Two of these nine fficers did mot reecel = o

colloge degree 12/i thise have degress in petroleus engineerings

= heve mechaniesl enginesring degree- and, two hold degrees =
chemieal engineering,

Of the reasining fue offisuse engnged in produstion supervie
sion, h!nnhﬁhmw“ experience or lecs nnd thico were 'n
Wﬁﬁummbﬂm entering the sy, All of these
offigess have college degrees; four of them hold engineering degrees
(mechanieal, chemieal, civil, snd industrial and ome 1 n Snchelor
of Arts i chemistry. Thelr exverieonee was wathe: wari | One
bl twe Jobe dealing with peti i testing and the preetionl s
perience of rnother wai almost eonfined to the 01 0 mgincering
Jobs sosdgned to him while studying engineering o= the eoevera’ =
eystem, he Flant Superintendent has hnd ten years' ex-erisnce in
v rious mechenier]l and elécirionl englueering fields. ‘he Ascessoriss
faperintendent werked for one i for si: years, during vhich time
e prineipal duties consisted of teating =nd develeping various
tyres of gas equipment and contrel he slee worked ms 2 natrument
asker at misht, Susdays, snd holldeys for a vefisd of thres nr four
month . The Frodaction Superintendent wen emnloyed by Genersl Tleetrie

——

w (cont'd.) Departaent feels thot his neronsuties] tminine eon
be used to gre~ter ndvan rcpe in the Teglinesring feedion

12/ "™he Structares Diviclem Superintendent lscks only three hours of
seadenie work for the degree of Sachelor of Ucience iln Veshenlesl "ngl-
neering. The other officer without a degree 1 a "washed-put® gadet,

who has spen’ 2 1/ ttle more tham twe yenrs stindyine mechrnleal engineering.
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Tomprny for five yenrs as an engineer and snlesmsn.
m.ﬁulﬂluanuNPu'_d!uﬂmm
of these serve ns the chief personnel sfficers for the De.~risent. L3/
Threa of floere, who hove had several years' experlonce in woontionsl
instrustion, are 1n chasge of AKR wesatienal Sraining pregrasi The

other offloer sarved me sscurity offleer for the Terartsent.

Yarrant officera snd chief petty offlecers alee serve an i~
pervisors, ae heretofore steted, In such onses, ‘he warrant of-
ficers sre genorelly utilived ng assletentes to division superine
tandents nad the chief petty offigers custemarily hald positions
sompamnbie to those held by elvilisn Oyoup 1Va pevseznel. These men
usunlly have Desit in the Ynwy for a nwmber of yesrs, hove had ex-
perience in the overhaul end repsir of pirernft. =nd hove suceesafully
conpleted the nawal courses “or ndwancement in wnting

(3) Slvilion Sunervisers “he Subeommittes was Tum!shed reeards
refleating the bmekeround and Sroinlg of four AGY foremen, the
Fenior Civilian Suverviser. snd the Hastey Mechrnie. Tventy-seven
civilian supervisors vers clse Lnterviewed

A numbsr of the elvilisa swvervisers, prrilealarly foremen and
quartersen, have had from Tive to fiftess yeurs® experience in the
sireraft ‘ndustry or in sirerft overhaul sud recniy, VAlle most
of thase suparvisore heve snly had a high schosl adue tion, they have
token speelel courses in slversft overhrul and vepeir ond in the

W Tee dlscussions of the ndministeation of rersonne), Seetion &l(a).
Aalzn,



supervision of sen  ilso, the suparvisor complement of the lepsrs-
nent was substentially improved by the tranefer of the fifty men
mmam-mamﬁma
sssembly and repalr work, GSeversl supervisors, particularly enap-
pers, had mot had a great deal of aireraft experisnse and, in
some instances, vere not familiar with the type of work they were
sssigned to supervise,

(¢) Bxalnation af Supsrvisery FPersonasl. 1t sppears fres
the foragoling that relatively few of the officers assigned to
AAR had previous serenmitioczl training or experience and that s
substuntial number of theve men novw play a major role in the
operation of the Depsrtment. It 13 obvious, of course, that the
expansion of the airewaft indusiry hue been so grest during this
wer that 1t would be surprising indeed if the Jepartment did
hsve adequate of ficer and civilisa persomsel treimed in thie in-
mr It should not be expecting too mach, however, to require
that officers assigned to superviscry duties of substantial respyon-
eibllity should be technically tralned in some englmeering fleld
end, in sdditien have some experience in superviesing nen mnd in-
dnstricl opercations. fdeverthelsss mnany of the officers supervis~
ing produotion work in AS2 hed 1ittle or mo industrial or supervis-
ory experience of any kind when they entered the llavy. Consequenmtly
several eivilisn supervisors complalined that their officer-suservisore,
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Forty-seven civilian employees were interviewed regarding
conditions im ASH snd informsl diecussions were held with an
sdditionsl G0 or 75 men in the shops. Yhe most consistent oom-
plaints that were made . that the naval officers did not take
eivilisns inte their confidense and that thers was no spirit of
mutesl undertaking among eivilians and naval officers in the e~
portssat. Vhen this situatlon wes relsted to am officer who
ssrves an a division superintendsat, he diemissed the matter by
saying ! 'hhhinmmmm-rm-
far za necestary * From cur observations im AAR, it ls apparent
ua&tﬂ.mmﬂmm_dmmm
sonnel toward pereonnel problems arising im the operution of the
setivity. Although it may well be that this type of supervision
iz sdequste aboord ship or in any silitery enterprise, we are con~
vinced that espleoyee relations will never be sstisfactory in an
infustrial offort of this sort unless the men have reason %o re-
spoot the monagement snd the mensgement, in turs, ressects them
Unfortunately, 1t cmanot be said that this hepoy condition pre-
vells at the present time.

in ineldent occurred during our vieit to the Staticn which
serves ss a graphlc demonstration of the value of competent super-
vislon by men vhe are experienced in desling with votkers. One
of the &ivisions of A was formerly headled by a werrent officer.
vho gove unexplained orders %o his subordinates and was othervise
matooratic in hie msmner toward them. lile employees guote him as
saying that he eared mothing about mornls. They were dissetisfled



snd dlscournged. »nd t eye was in fact Be mommle among thewm., This
warrant of fioe  wes vesliesd by =a of ficer vith recrs of experience
Ihmwﬁ--muuum-h-ﬂmmdq
wvith the men under his supervigion, The morsle of the men in thie
divisilon lmproved noticendly issedintely after the shange was
mnde ond elvilisn supervisors estimate that §% is mow 1004 hetter.

It vas nade eninsntly elesy Wy this ineldsnt that the veal
souree of frietisn with elvilions in AS7 15 to be found in the
nttitade and sxperience of individusl o7fieers nnd not in eny
inherent incompatiblliity detwesn ofiesrs and clvilisne A
seyeful snalysie of the gqualifieations snd swarvisory s5ility
of the mnwval ofigers assignad to ALY she 14 be wode and thoee
vihe do not possess eultabhle gun ifientions rnd sbility to serve
ns o divisien auwperintendent O;'l!llliim siperintendent should
be yaplneed. If officers with airemaft trodning sand saperience
are not avwailable, the repl-eements should, 1z any event, hrve
some indnstrial erperiense inwelving supervisien of = substantial
susber of eivilin esployess, As h-retofore ndlonted, sy of
the officers pressatly asslgned to AT hod mo prior experisnes
other than an condemic training, Tettor gquslified sem should de
unde amilable by the ¥owy Detnrtment.

It ia egunlly trus thet some clivilisn swpervisors in A&®
de not hewe apprepricte gualifientions Tor swpervisory posiilons
in that they elther lsck teshnienl adility or the knack of
hendling men, A sisiler snalysis should bs n-de of elvilian



euporviser assisnments L6 the end thst all divislome nnd ssetione
of the Department will have sdequate lesdership.

3. Forsonnel Training Progress.
(0) Giviliss Sxainine Frocruns. .

In view of the &ifficulties encountered inm ASR in securing
competent supervisors, it L partlcularly importent that emphasis
be pleced on supervisor snd other personnel training prograns.

It has slrondy been indicated that few spplicants for employment
in Add hed prier experience in alrversft iadustrics or repuir cheps
For this vesson, 1t was apperent st an sarly date that traiaing
gourses would have to be conducted The lesartment lnsugnrated ite
training progrea on Jume 18, 1941, three monthe after the Station
wvea cosmissioned It hos been rovised and sagmented te nest the
requiremente of the Jppartment amd ot the pressnt time is divided
ints four elnssificstions! (1) eupervisor emd instrustor trsining,
(2) on~the-job instriction, (3) supplementery shop training, and
(4) supolementsry relsted training. The firet two claseifications
are ooniueted exclueively dy the Voentional Training Seetion of
44%; the lest two ares now oonducted By the Veeational Trainimg
Geetdom of the Utate of Texss lepartment of idwsation.

(1) A%R Srocrama uperviser snd instruetor tralalag are con-
duoted by Adi in order %o traln supervisers for utilisation im pro-
dngtion sheps and to traim guelified mechanles ne imstructors for
trainess. The eourse for swpervisors is designed to asquaint them
with production policise and proetices and ta develop their super-
visory abilitiee Similarly the course for instructors has ns its



mojor objestive the training of qualified mechanies in tesshing
tochalon) ekills %o tralnses 1nce these courses were commenced,

169 persons have campleted the supervisory course sad J1 instrue-

tors have aiso been trained. .

Onethe-Job instruction for AAL employees is eondueted ¥y Vo~ ‘/
eationsl Training Seetion In seporate shops from the setusl pro-
duetion shope. The trainees work under the supervision of instructer
on the partisular type of jJob they will later be required to perfowm
in the produetion shope, ‘“hen the courso is completed, trainess are
\runaferred to the yroinction shops where they ususlly stert as
helpers to experienced mochanies. Iy serving in this capacity, they
graduslly decume experienced in the partieulsr ereft for which they
were trained, Sinoe the progrem was insugurated on Jume 18, 1941,
apyroximetely 1800 workers huve completed the course of instruetion.
Thie pregran has unquestionably boen of matarial Demefit to A4R amd
a well troined and experisnced corps of employees in gradually being
scemwmlated.

(2) imgpalsmentacy Iraiaing do Suside Acencles. A4% has aleo
avalled itself of the training facllities of outelde sgemoies. AS
one time, employees of ALR were instrusted in schoole opernted by
bath the Yocational Tralnlng Seoction of the State of Teane Jepart-
mont of “Auwontion and Yy the fiational Touth sdminietrstion. Hince
the reerganizotion of the Jepartment in late 1943,44H discoatimued
1ts utilisstion of KYA feeilitien and the Texns Separtsent of Zdu-
estion is mow tho only outside apency which trains A& employees L4/

the faeilities of UYA Yecouse 1t was decided thet s pumder of em-

ployeos losned to WYA to serve as instructors oould be Gotter
sdventage in Add, _———



The se=enlled sapplanenteary velated tysining spd supplesentary
shop itwmining ecurses nre reg-ried ns preliminary courses, Supple=-
mentary related tminming eonsiste largely of Sextaal instreetien.
ﬂlum“mmﬂwprtlwmm
with preetionl work en alrepaft overhinzl snd vepaly. /lthoush these
courses are eonducted by the Texas Tepartuent of “duaeation, ne
heretofore steted, ther are under the gezernl sapervision af A%
“rainees are mot paid for time spent in attending these elnsass
ne in the esee of the woentional tmining esurses ecndaeted di-
rectly by AAR.  Tewvertheless, there hove been ns w-ny ne 11556
troinees wnder instructlion sizul taneously
() Zrsining of “niisted “srsonnal

It has alresdy been indiented that one of the prineival veasons
for assignicg enlisted personnel %o ALY ia %o train them in alreraft
overhaul sad yepair so they will be awvallable for use in other se~
tivities vhere 1t i essentinl 10 wse sdlitery perssanel. Vhen an-
1isted personnel report $o ALY, they are divided for treining pur-
voses into two groupst (1) those who are al rendy euslified bessuse
of previcus twaining or axperience to perfors the required verk
without further instraction in fundsmentals and (2) those who have
hed inmdecuste tralnisg or axperience in aireraft overhaul or revair.

Tie Departaent Limedistely assiems men in the firet zvows %o
produetive werk for vhich they are qusli“led, Nem with higher rates
are usually assigned te vork stsilar to ¥ % parforsed by Journap
pan mechsnies., 'ower yates are utilized ne holpers Yo men with



higher roates or eivilian journeymen.

‘mlisted jersonnol in the secend group ere firet interviewed
Wy officers in the Vosational Training fectisn to determine thelr
proferonces and natural aptitudes., Om the basie of this intorview,
they are assigned to a training shop for a peried of six weeks At
the end of this peried, they are trensferred o a produstion shop
wiich dooe the sume Sype of work . In the produstion shop, the
training contimmes in mech the sane way an that of a eiviliam
helper. GSince Ootober 15, 1942, 2 total of 110 enlivted men have
completed the initlsl six weeks' course

Zoth of the groups are also given an oppoPtunity to attend
elsages to qualify them for advancenent in ratiag, Such classes
are esniucted by chied petty officers in the Vocotional Traiming
Section end esnviet of leotures, domonstrations, moving pletures,
and slide fllme. Thay sre condusted for two-hour-perieds om
five evenings per week for six weeks ﬁ-lqll;lndh
ecourse, an sxmmination for adwencement in sating is given, TFrom
Jenuary, 1043 to Hay 1943, inclusive, 1239 enlisted men completed
his eouree,

It thus aypesrs that ASR hes dovelaped o wellerounded progrem
for training ealisted persenmel. hmmu-ﬂ-h—.
umﬁmmmémmm Thay are
trained generzlly however $o become experienced snd competent
airoraft meehanice who are thorsughly comversant with the duties
of their individual ratinge.
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The transfor of ealisted nen who have lesrnad %o Bo competent
mechanies $0 other neval setivities is & fumotion of the Suresa of
Sawal Fersenmel . u-bm-t-nmu-num

ment follsws!



7. 8¢ NAVAL AIR STATION, CORPUS CHRIS™ , TEXAS
Asgembly and Repuir Departmen

Transfer ' Enlisted Personnel Schedule

1
1,035 1,079 1

‘a) Itﬂmmmwmhmhn“#mﬂhmmu

b Mmumthommmmuum

at the Ngval Alr Training Center
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It thus agpeare that only a very small musber of trained en~
listed men hove been tramsforred out of ASR, In this consection,
it was steted by the AN Officer thet he imows of no program for
the systemitic transfer of these men to the floet or advance bases
vhen thelr training is completed andd that such Srancfere are mede
only vhen the Burean of Naval Persennel deens that men ere needed
by the fleet. It sppears to us that the training of these men
ean logieally be completed only by utilising them from time to
time %o relieve men on active comdat duty, to staff new vessels,
~ to msn new advance bases.

4, Porsonnel Pelicies and Prollems
(s) Adminletrotion of Zarsoanel HMalters.

The ALR Persomnel Officer is generally charged with handling
personnel matters pertaining to civilian employees. Personnel
probleme sre also brought to - attention of the AR Officer and
sesistant superintendent, snd other supervisory emuloyee iandles
& muaber of such matters arising within his divieion or shop in
the ordinary course of tusiness. Iowever, the ASR Gfficer i the
final arbiter of all personnel problems and he devotes a great deal
of time to them,

Guestions iavolving persomnel usually arise, in the firest in-
staace, with the warker's immediate superviscrs and are jpassed
from them through o chain of authority to the division superinten-
dent or one of hie assistants, thence to the Perseancl Officer,



et itinntely to the Jxseutive ieristent mnt the A4% Offieer. In 4
some ingtencos, one or more of these steps 1o avelded Put, in others,
sdditional internediate supervisors are aleo oalled upom to pass
Judgment. 4e o resalt of this ewviwnrd and indireet procedure, the
indivitusl employee is zot infrecuently ecompletely confused and
bewlldered dDefore his problem  considered by anyone with author-
1ty % make & Getersinstion ia the matter.

The Persennel Ufficer received o degree of lsschalor of Saience
in Commeree in 1934 and tiwreafter served ms traffie mansger and
divislon of ficer of the Contheastern Salee Division of the American
Stove Company. In this position, he was respensible for persomnel
matters, Assmming thst he is qualified by tralaing and experience
for his preseat aseignmont, eirounstances and sroesdures prevailing
in AAR molee it Lmposcible for him now o do the jJob thet should be
done. Praotically ell of his time 1o consumed in handling papers
pension, deferment, efficloncy and time of persommel Usder suoh
cireumstances, 1t iz impoesidle for him to investignte and oonelder
major persennel problems rad to fommlste adecnste personnsl policies
Similarly, the AR Officer hes » maltitude of duties involved in the
supervision o7 the entire Department mmd csnnot devote the time to
parsonnel probleme thut they deserve, nor should he ba expected to
do s, The ‘meculive Assiwtent has three sestions and ome division
directly responsidle to him and is also prececupied with metters
other than personnel. lioreover, divislen superimteadente an? thelr



assietante mol anly Leve othey duties but slsa. in severml instances,
have had 1i0tle exverience of nny kind and no eonception of how to
hendle parsonnal relstions, Under wush efroumstancen, 1% seen: e
be falrly obviouws th't st len't one offieer should be designsted
um--ammr&mmmaaummm
no other duties wnd ghould nleo have experisnce in desling vith in-
duatrial personnel  Hig sntire time shou' d be devoted to the sare-
fal investigntion of personnel prodlems cnd tn the formulution of
rersonnel policies e might well bo 2 hop ‘ereonnel Asalstant e
dssignated in the divective of the tesistent Sceretayy of the Fowy
satting up Fergonnel Telations Teparteanta in yoris snd stations.
if 1% davelops thot he needs nsalstanos, competent help should de
assigned te hin. In addition the Versonnel Telotlone OFficer of
the Sintien should gconstantly veview policles of ALT and counsel
from time to tiae with euch assistant or assietents ad way be ae=
slaned te AT
(b) smplares ' reanlxsilongs

(1) fhes Compitiag A Shop Committos was fomsed in AAR for
the purpose »f representing elivilica empleyees before the uanage-
ment, It is composed of o7 aven senbars eleeted by the warlous
divigiona ned sections, 'lhml_tmmﬂalumum-
bers of the Ghop Committes for the eutlire Statior

The AAT Thop Committes appenrs %o be fusetioning well mnd 10
serving n very useful purpose, There 8 svery svidence thet 14 hee
been falr in LSs sotions mad thet 1t e exirencly anzious %o promote
hammony = ong the employees and mancgewen It has Byousht a ausbder
of versonne



oLl

problems to the sttention of AAR offieials snd hes endesvored to

cooperate with them  effecting am spprepriste solution. lore-

over the Shop Committee oould  of vuluable assigtance to the

ASR offieial 4in forsmlating policies and investigating personnel
problems bessuse employees usually eall their ildess and grievances
to ites attention.

' 2) Inlans. Three recognised employee unions have operating
locals at th Haval Alr Statiom: the International Asseocintion
of Machiniste{AF of L) the imerigen Federatiocn of GCovernment
mq-w-tu;nnmm‘maﬁ@b
represent their respective members before AAL offledale and -~ to
- maxious to cooperate with . ineresseing produo-
tion and in solving the problems focing ASR,

(3) pervisers Committes. There alse exists in ASR am o«
supervisors whieh = as  for the discussion of the
supervisors problems.,  formetion wus inspired by their belief
ians es supervisore  fevor  nawval personnel snd that they would
& better chance for advancement if they presented a united
front. lowever  results of thelr discussions are presented
%0 the management as those of the individuales who compose the com=
mittee rather than those  the cosmittee - a growp.

1 4is obvious, of course, that, = the —  industrial estab-
lishment, the supervisors who have formed this committee would con-
s sm Antegral part of the management and that  conditions




vhich stimuluted the form<tion of & defensive eligne of this charaster
nover exiet. Moreover, we find it dAfficult to wderstand why 1%

hae not besm possible for the nawel jerssanel in AMR not oaly to ao-

e=2ut snd respect the elvilier wupervisors as o compoment part of

the penngement bul aleo %o muke them feel thut thelr comtribution ie

and will bs Pecegnized. Although the contimued wxistesce of thie wne

offleial group vithin the orgaatsation 1e open to ¢mestion, the manage-
nent ghould certeinly exert overy effort to elininste the cirmumstences
which understemdably enough ougneionad its erestisn,

(4) Zalation hetesss Smalovess  (xcalastions. [t would be nor-
wal %o empest to fiad sowe Triction smong Yhe five different organi~
zatione which represent eiviliss employees wul ewpervisers, snd there
hes in fuot buen consilderable friction amon: Shem at varicue timee
in the paet fowever 2t the prosemt tisam, these organisailons
usunlly cooperate with sach other mnd there seams %0 be little petty
Pokering and strife besemse of the duplie-tion of effort necessarily
involved,

Yo ales foumd imdle: tions thot there used to be a luck of coordi~
nuted effart smong olvilima mupervisors im A4 hesmuse most of the
7ifsy aloyeos who tronsforred from Pemgacols and were asde sxervi~
sore develsped a olimue smong themeelvos o the smeluslon of the
6 spervisere. At the precent tlme, hovewer, it supears that these
tvo groups have reconciled thedr differences and thot all eiviliasm
mpervisars are a eo-ordinsted grous.
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(e} Complalntn snd Sriewanees.

This ‘ubcommittes initisted the ewrrent ineuiry largely bessuse
of mmserous and persistent eomplednte about Add to the ‘ouse Commdt-
tee on Navel Affairs. Accordiagly, the AdR Offiger was requested
to supuly the following informition, latar alli. Tegarding such com-
plainte:

1. leseridbe the existing machinery for han~
employees! or grisvances,

ony or which
arisen since I.Igw
otatanent as to the manner in which

amlieable
any tendencies for grievancee
or singe Juns 1, 1942,
in response, the A&l Offieer listed sutomobile parking, trane-
pertation, tire rationing, partial closing of & lunch counter,
demisl of fiftoen diys ammal lesve on resigmation, and the dle-
orepancy in wages Betwoen ner dlsm and jor ansum employeos as the
prineipel csuses of comploiate and grievances in the Department,
It was spparent %o us from our inspection of the lessrtment

:
;

!
;

2.

g
H

1
&
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3.
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eouzplalnts have been more frequent them sypansion peresnnel
seams to Justify snd attributes this inevense to the fret that
suployees enn eaglly abtain more lmﬂncphﬂnﬁn amnloy=
ment in other leenliites, Matiers vhich were enlled to our atten
tlan as being the gouree of considemmble dissstisfaction are d1
cusssd 1a the seetions which follew.

(4) exkime Nemlovess Out Of Their Satiass.

There hae bess a marked tendency irn WY to work employees in
rositions vhich enrry higher mtings then thelr pay=roll olnssifi-
entions, Naxiswm grade Sroup 11! emplayees are msde nating suap-
pers or laad ngmon, sneapvers nre =ade setiag lesdlingmen. lending-
pen are Bode scoting qunrternen .ad cunrSernen nre pade neting foree
men, ‘hey are chavged wvith the responsibdilitiec of the neting
sesignments, Yut are remunornted on the hasis of thelr lower pay-
mll eloasifieations. Simileorly. second and thirdealnss ommfte-
mnuml‘nfmﬁrmlﬂmwﬂmm“m
inelude firsi-elass eon oyea

Yo yeaords ave malitained vhieh reflect the extent to vhieh
erew chiefs supervise nen with higher retings for the stated
mason that such sselmoents are ofzen of ghort durntion, and the
mnintensnee of o record hae there”nre besn regsrded as having
1127 e wmlue, Our obserwmtions in shope persusde us, hovever,
thot the presetics is quite rrewnlent and thot employees fasl
they should st least he slewniod to the journeysnn mte of the
versons ander their surorvision ne erew shief.



in the superyvieory ostesnry =~ esohedule prepsred by A8 indle
ontes thnt there were 48 esplayess in reting Grouwp IV mesigmments,
aa of June 1. 1943, hﬁumm&-mdn@m'
that four ndditionsl versens vhe wers not imeluded on the sehedule,
held acting supervisery assigmsents at that Slme Of these 52 aet-
ing supervisers, 29 sre intermodinte or saximus grade orsficen
Mnm?numw_hm-mmulmu
I!anmmuﬂuunlann'.u:lmlnnnmmtuu
quartemmen; and 2 nye qusrterman acting as foreaen,

The ASY Department stxtes thet lower elsneified saployees cre
used ns ovew chiefs over ssnlor emplayeee in erder te utilise fully
the meast eapable nen, vregardiess of job elassifientions, and that
exployoes are given acling Troup Ve assipments %o detersine thel
suparviseyy ability. It waa seknowledged in our dlssussions with the

&

A% Gffiesr that the practice of plueing men 1B seting swervisery
resitions might enase sone dissntinfrction smong smployess but oo
snems 0 be remeyded ne unnveldable and attributadles to some besie
aifference in the ehrnrealoer of the eaployeas holding =eting sseign-
man. It Le sadd thet goune of them repsrd an acting sesignoent ne
at epportunisy te preve ihelr metile and to enrn an mdwncenent while
othars are soncemned priesrily with the faet that they ave perforning
datiee for vhich they are not being sdequately remunevated, ¥e arye
inalined $o the view, howaver, that thia 1o an over simplifioa
of the situction snd thet eny smployes would prodadly besose very
éiemntialied ns the pariod, darisg vhieh he 19 nol properly remun-
ernted for the job he perfomme, iz prelenged month after month,

1.



of the 2@ enployees seting ns sn-ppers, 1 was app -nted ia Septen=
ber, 19427 2 in Yovexber; ¥ in Docesber; 5 in Jemuswy, 1943 1 in
Tehruarys 11 in Mavehg 4 in Aprily snd 12 An Nay, The 8 meting

lendinguen werve appointed betwesn Jumunyy and ¥ay. 1943, Twe of
the 3 aeting quertarmen were sppointed in Cetcher, 1942 i one

af the seting foremen has been serving a thet eaprelly sinee Sep~
teader, 1942 U —

“onosding tant Ve noting’ sppelatacnte map=huss S
Gt 1t eannot be said that lndividus]l eases of {rritstion have
bean hasdlod in o senvey vhlch wna well esleulsted to restore harmeny
to the sheps, Tuberdinates of & leatisgeen vhe has neted ne n quATter-
san sinee Ostodey, 1942, rerpired a -otition to the fhop Comnittee
urging 5.9 ho be slewnted to the vay-roll elrseifiestion of quarter-
man, The Committes exlled the m-tter to the atiention of the AP
fficer, who, vo are sdvissd refused o anteriain the petition r %o
eonsidar for pronotion sny persoa vhe was the subjeet of a vetition,
Yhile petitions moy hove thelr anfortunate aspeets, the renstion of
the AR Gfficer does seen wuther harsh whan 1t in rvealized thet they
nay well have 5 good desl of merit and de the only mesns aveilsble to
employees for pressntetion of a eollective opinion %o & well insulsted
menagecsent, In thie vartieslar esee, the seling guarterssn apparently
wae unsware of the arxistenns of the petl’ an bat in singled out for
oblivion ne the resnlt of 1%, inother veSition to ralse an netisg
leadingman %o that pay-moll eless!fieation wet with a siailay fate,



It seems quite alesr to us thet the poliey of the Devartsent
with respset to working mem eut of thelr weting has h-d s bamfal
effect upon mornls of suployess. 1% is trus that, as of July 23,
1943, A% hed 1nitinted promotions for 30 of the euployses holding
mmwmummmu_ﬂmmﬁ
much delay in offeetins sn equitable diwposition of Viese eases,
#imay of the reting eupsrvisors steted SHhat they vere golng %o qul’
unless mises cnme through lLusediataly sed they weuld seem to be
Justified in sush setien 1f they metuslly have She oencelty for
thelrmssignuente. 4 should ba ohserved, in pessl. thet working
employses out of thelr vayeroll elasiifieatlons is & direst viola-
tlon of Givil Jerviee Tegulsations sad af s direetiic of the Assistesnt
Secretany of the ¥awy. A letter, dated Septesdher 16, 1942 of the
Assistant Teeretarr pointed out that Tvil Servige Teguletions were
lﬂnﬂdnﬁtu the pmeiiee, purticalnrly. with respect to
uechanies perfeming the duties of sanipers and leadiugmen, and
directed thet “smalificd euplorees sholl be ssslgied he She relings
! . AN o ! AR ¥ 0 ] - FRE 6% Liie el
sa sreditionsly a8 nogsidbie.® nmevertheless, falled to esmply
with this direetive aad he: persioted in svpeinting employees %o
seting assignuontia sinee this Al reeti’s wvee ssued, %o have ol-
served in our studies that there sseus o Be a dispesition In ssny
asval establiskaents %0 disvemrd polleles muanall g fros the ¥awy,
ané venture the opinion tint an employes vhe parsistently vielated
nn ALY order would bo dleelplined mecordingly Sinee the Subeon~
aittee hag ot been adviged that 106 plans te 4 soontinue wori-
ing sen out of thelr r-tings, 1% aprears to be aporveprinte that
the Aseistnnt Teeretryy take additional setion te insure Shat

42 fully eomplies with the ha_d’ his direotive.



(o) Efliclenex Sakings

(1) Zzogeduze for sasisning Sffichmer jiazie. T™he ssoigment
of efficiensy meris in AMR has omised & greet desl of disestisfaction
among esployess ia Orowpe IVa, 111, snt 51, I/ Gemersd rules sppli-
eshle to thls matter were promsigated Yy Ve Seevetery of the Bwvy
in & ddrective Llssued on April 30, 1938, a copy of vhich is attached
‘wm Sriefly, this directive provides that the efficlency
Peting of an employee, which indlestes 'dis relotive valus to the
erganization in compsrison with other employese in the same growy
performing similar duties is to be hased on four fwetors: (1)
knovledge of trede or work, 2) guantity of work, (3) quelity of
work, and (4) adaptedility. It also requires that marks be distri-
buted by pay retes, e.g., iatermediste rates are maried welatively
smong themsolves and mot in coupetition with meximmm retes. The
locel newal setivity is given a grest deal of latitude in estabdlish-
ing pey=rate groupe for efflelency reting jurpeses wnd gemerally
soeles in one group wll men in the smme jay rate vho cume under the
goneral mpervision of the highest civilisin supervisor in the sstab-
liehment, For emsmple, all intermediste grode sheetemetel workers
under the supervision of n foremsn would eonstitute a single effi-
elency vating group. loreover, it is prescribed that the effieciency
rating sssigned to the sverage employse ehall be Betwesn B0 and 85

me
msbsr of Group IVY employoes whose ratings are assigned in secordanee

with Civil Gervice Commiseion ifficiency ZnSing Mamual, Yorm B823.
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or three nan In sy one of the shops may well be & smck better men
than the susber one map of amy of the other shope.

Pinally the division list in subuitted for review to the ASR =
OGffteer via the Persomnsl Officer end the Jixecutive sssistont The
funetion of Personnel Officer is to chesk the list to determine
whether there has been sn wmsusl change in the efficlency mark of
any emplaywe snd to insert percemtage retings sosording to the
vosle prescribed by the liawy Depertment Whenm thie operntion is
camploted the division list 1o revieved mnd aporrovel by the ‘uee~
utive Assistant and the AR Offiecer.

The eperstion of the effieimmey rating syetem has esused 2 grest
denl of dissatisfaction among employwes becsuse they fesl that there
ie something wrong with it oven when they are not sure of the exmot
basis of their complaint, The type of thing that irritates them i»
Llustrated in the following exemple. The masber eme men in & grouwp
of 10 veseives an efficiency mark of 90,2 under the sliding eeale
eotabliohed by the Neawy Department., If the same man is later trens-
ferred to u growp of five employess, vhere he becomes sn evan better
emplaoyee and eontimmes to b the mwber one man of his gromp, he
novertheless eannet regeive a merk higher than 86, The lowering of
hie efficlomcy mavi is entirely sttridutsdle to the utilisation of
an arditrary scsle and not to a dimimetion ia the guantity or gality
of his work or his velus Ve the srgaaismciion. Ooourremces of thie
sort are exceadingly disturding to employees beosuse they are inolined



to toke them se o reflection on thelr wowk, Hany of the men do not
anderstand that a reduetion in ruting, under these clreumstances, is
not oonsidered to be an indiestion of decressing efficlency.

in mwany instences, ssployess working clossly together reesive
ratings which wre messured in fractions and it is adeslutely incem~
prehennible $e them how sayosne could draw & line between them with
wuch finesse. Thus, tvo employess doin: similsr work mny recsive
nerks of 82.5 and 83 snd they just conmot undorstand 1. Aetumally,
of course, it is Just one arditrery sethod of reting the men and
thelr relative positions in the shops and divisions sre all that
really matter However they are not always aware of this fuet and,
consequently, muffer consideradle emotisnal mnewish. Under these
cirounstonces, it lo for from elesr that the efficlency rating device
as precticed in ANL pocomplishes the purpese for which it 1w designed,
In view of the understandadble confusion about the matter, it would
certainly seem appropriaste for ALR ts take nessures to eliminate
prevaleat misinformation conserning this rather bdewlldering subjest,

(2) Sosmlalate wiih resaset to Sffisleney jutings. A mwmber
of eivilian employees stated that ASR had wutilized efficiency ratings
&8 o meane of foreing employees, partioularly eivilisa supervisors,
o resign or transfer. It sppoars to be a foot that for the perled
ending ‘eoember 31, 1942, there weoe & marked lowering of the effi-
elengy retings of a substantial mwmber of eivilisn supervisors.
Hany of these mea had had years of experience in sireraft overhaml



and repadr, Thelr resords showed no similer drop ia ratinges and in-
digated that they were well qualified for jobe in sssembly =ad repair
shope., The resson usaally given such supervisors for the reduetion

ALS prd 1% zust be conceded thot ngme of them gawe uny clear resson
for the subetentinl lowering of the marks of so many supervisors
A mamber of employees have reelgned or trasferred ne o result
of reductions in thelr efficlosny ratings which thay regsrdef as
arbitrary and wnfslr In & rother extreme eawe, o civilian super-
vivor wae treneforred by 447 from the foremanship of the Agcewsoriss
Mvislion, vhere he was familicr vith the work, to the foresanship
of a dvision in vihieh he had had 1ittle or no previous experienge,
Hie efficlency was maturslly redueed in the nev positien beeause of
und & redwction was rocordod in a specisl efficiency
roting., A4/ "hen the employes was then reduced im reting from a
foremen %o 2 maximum grode oleatriclan, he reigned from AAR and,

|

two months after

:
|
!i

in ranic,
and

net
lover efficlency

lon wes
recgoning

|
l

f
£
3
z
i
l
;

i

i
!
¥
i
|
h

not
o these supervinors
almost entirely

f
¥
l
!l
:
:
s

I
:
i
it
gt

!
:
|
I
I
|

impliss, is one
period. The
to our attent

of reduelng

e
|
£ g%
i
i

i
s
s
f
:
i
:
|
E

:
i
r
|
:
i

:
|
£
!



L,

el though he was sovarently regerded sa wn undesivnle employee, he
wno denied fifice days’ sonual lesve on the grounds that he geve

mumummmnmﬁtu-wu-m
detrisental to the wnr offars,

It is svpurens, we thisk, that the system fior assigming effi-
eieney wetings is necensarily eubjeet S0 meny insccumeiss which
ean onuse » good deal of unvest and élamatisfrction. Por this
renson, 1% is fnperstive that AAY take grest esre to insure that
it is sdministered ne offliciently as possible 10 elizminate any ap-
peazanes of partial by or arbltmiiness, fatings shonld be earefully
prepared and somplaints of employees with res:eet te thes should de
apprepriately heard nnd hendled,

flame naiion should be talen so th ' the lmpreseion sseng
exployoe: that officiency w-rhe are 1o be used to forees resigus-
tions or tranafers will forever be dispelled,

(%) Ieviaw of Ifficisncy Ialingn. ‘hen the efficiency liste
af the verfous divisions are " owed By the erscnnel Offiesr. the
Txecutive Assistant. snd the MT Officer, as heretofers stoted,
these veviewing officers de pot ohnnge nuestionsd efficlency marke
but retum the 1iets te tho dAdvisions for veconsider-tion with
their comnente =nd rew- rvire,

Fhere efficianey n rks originally nesigned in the divistons
asre changed after review, enplayees frecuently find 1% sut beenuse



their wupsrvisors tell thes or Secnuse the Tinal efficiency
mting sldy shows that a Righer ook hos Beon emeed and = lover
sork inserted. In slther cnse the empleyee is inclined to feel
that his of flotenay 10 bDelng Judged by eoneona who ‘s in no po=
altlon %o scke o falr ostiznte of his =sBility aor value %o the
srgmalzstion. One empleyee ccuploinesd ebout mn erngure on his
slip vhieh indioated that a lower sark had deen substitated and
mmurﬂm:n“uﬂrhm“mtmm
in the firet instonee, Other ssployes: Inforued ua thet they had
endesvored to find out wio lowered their uayks nnd that sach elvile
ien saverviser and of Tiesr involved dented both nowledse of and
responsibllity for the reduction, While (nforming dmployess of the
sark initislly aesigned n the divielon sesms innppropriete. /%
seens that an exployes whe heas found out thet his moyk hae bsan
shanged should e sble %0 reesive a saticf=otory explamaticn from
the psraon who is responsible for the change, 1% Le¢ Inevitable
othorwise that he will Shink thet the change was made arbitmarily
or for an unjostifiable yoanon.

There in no sateblished procedure in AR for the sppenl of an
efficieney rting, An esployee may question sn efficlency rating
tefare Ris division superintendent the ZTxecutive iesistant or the
A4% Offieor, 18/ but there ‘s ne forwsl precedurs befere nn appeals

157 Lithough » mmall Gooklet miven Lo ensh new emnlopes in AAY
wentions that he may sppesl his efficiency rmiing to the divieien
suparintendents, the Txeoutive /ssletont, and the ALN Offieey, no
offiolnl order has been fssued personnel infovming them of this
limsited vight, =ad, in faet, esay of them do mot know sbout L%,



board ae - mast of the agameics of the Federal Governmemt It
seoms %o us that an appeals doard of this charaeter could do a
grest doal toward removing the widespread dissstisfmetion with
the efficiency rating syetem  AAR mpd would materially improve
morele in the Departuent end the Station
(f) Exesaiiona

Miffioulties have also arisen over the promotion policles of
AdR which seon to hewve besn revponeible for persemnel lesses and
unsatisfoetory morale. Until recently, little had been done to
define any poliecy with respect to granting promotions, llo stondards
of perfomance or porisds of serviee in grade wers presorided as
preremisites to eligibility for sfvencoment, and no pattern seems
to have besn followed. It has beem stated thad this has Deen the
resson for the resignstion of mubor of amployees, espeelally
luerative employment elsevhere, ,

On June 15, 1943, AGR fesued Order Mo, G243, a copy of which
is sttaghed as Jahibit ©, which goes far toward elimiaating this

souree of complaint ¢ = establishes the policy that pro-
notions will be bDased on efficiency marke and will be made from the
top of the individaal - aleo providee that efficlency merks

faor both permanent snd war serviee employees will be assisned every

throe monthe and that recommendations for promotiomns will usually

be made st the end of such threeementh poriods VYar service amployees

are reted every month during  probationary peried of one your and
of the poliey mekes it move

ever that the efficlency marks, on wvhich raises sre predicated, be allo-
eoted oarefully and Lmpurtially.
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(g) Lauvs

1) Asmusl Leawe, Ammusl lenve is granted to employeec in

accordance with divectives prosulpsted by the lawy  risent,
W the present Sime, it 1s the peliey of AAR te grat annual leave
for a ene~wask wsontion. LT allows on sdéitlomsl week during »
year for suergeneles, Anmual leave in exeess of two wneks must de
approved by the Comuanding Offieer of the “tation. The nrovisien
for snmusl 1eave seaus to be sdequate snd the vorkers in 44" seem
thoroughly reconeiled to the exigencies wvhiech require ihe curtail-
ment of lesws during the wn Yo employees wers encsuntered whe
thought that the Devartsest vermmitted insaffiefent len:

Hovever, consideyable irritation has besn eaused Yy the ap-
pliention of Civil JTervice Commission Cireular No. 404, which rer-
aite AR %o deny so mueh as fiftesn &oge’ sonual lenve vhers the
reslgmntion of an empleyes in snecompanied by fnenffisient notiee
and is deemed detrimental %0 the war effor . The Deparizent has
applied this regulation dreadly end, 'n one instesece, Whiich ve have
slready noted, 1t denied fiftecn days of sanunl leawe %9 an employee
whon 17 appevently regnrded as undesimble on the basis thet he gave



mmnmmmmmu
the war effort As the employee had beea transferred from one divie-
fon = smother snd reduced im roting from o foremen $0 o waxtlwmm
grede electrician, the denlsl of mnmuasl lesve on his resignation
would sesm to have been unwerrented. Comtrols of this mature are
entirely neovssary te combat an exveesive employee turnover but care
muﬁuummmwmum
uhfﬂ;mmumm

(2) Bdgk Jeaxs. S5ick lesve jresents s troubdleseme problem
lorgely beesuse it all teo frequantly is used as an excuse for what
iz in fast an unsuthorized abeesce. hl-nr-qt.n-ulyn-
sitted three consecutive days of sick leave without furnishing
talled during the war Deczuse wo omn no loager afford the loss of
man~-hours involved in the unmithorized absences. In times such as
these, It - not without reason that some cheek should be made on
the authentieity of siek Aiccordingly She spproval of an
442 mediesl officer le & prerequisite to the gramting of siek
leave lowever, hi  sxanineation iz mode after the employee hae
covered and hos rveturned to work, and, for this resson is of question-
able value |

in this connection, employess complain that the doctors are
brusque in their meanner, sonetimes moke  sefual exemination, and
mot infrequently deny the greating of sick leave when they have
sotuslly been siok. = & rother extreme case, it is sald that the
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rrovided over a rublie nddress aystem, IV has nleo fnetalled Coon=
Sala vending mechines at convenient loentions, 'hder the Nensfieial
heipful in earmying Torverd the work of the Departwent. 2L/

s foregoing meagurves are all scoepted morale-bullding yre-
nredares and they undsudtedly sre helpfal iz fostering mnthusinse
snd beletering the memals of empleyees 4t ls elear, however, that
worele eannot be nourished on movies ~nd musie alens ond that 1
denendg sieo for suetenance wpon the more fundasent~l cusstions of
poliey invelved in the operxtion of the shops, osters mye n
sanll consclation te an employee who has worked out of his mating

A spirld of matual endertaking 1 an esseatisl vrerequisite
of good mornle. Tat, in AR elvilisn esployess feel thet the nawml

Lamts
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thay polst out that seme employees who have cuevtionsd eueh policles
have baen foreed to resign or to transfer. “hay think thoy con make
construstive suggestions butl are extresely reluwctant 1o do e where
they run ecunler to estabdliehed nelicles, '

it seeme worthuwhile to mention, further, an imstance which per-
taaded us, if we thea hed eny domdts thet there was considerable reom
for isyrovement in the persommel policies of AN, The jresent inguiry
was stimalsted by the lotters of a mumbder of employees to the flouse Com-
Mnmmmmulmhﬂ The A
Offieer st:ted thet it wee his oplnlon thot the 42 employees whe wrote
thewe letters, instesd of smimitting thelr grievinoes \hrough nawal
MHMuh‘bthﬂmﬂ‘t
eharaeterizetion of these amployecs indiestes to ne & complete misundar-
stunding of very husan resctions end le hordly well enloulated to instild
elther entimeisen or conlidemse in the mansgement. Fary of these men are
in feet se Intemsely satriotic ar any men in the cervics and ars inenired
W no other desire than to imsrove prodactisn in the lsjartment. It wae
t2 thie end that they exereised the imelienable right of every jmsricen
to commudaste with their Congress.

‘me move emmnsle will euffies, perhaps, o Lllustrate whet we regard
an en unhealthy nodnt of wview, One of the eivilisn supervisors in ASH
wae interviswed by the imboomsdttee on o mmber of ocscsions et its
romest Pegarding shoy procedires s ornetices. o pesmed o

the quotation which we luwe sttriduted to him, X



e Mapereglly ssswversrat o th precedure of the entiis Department =i agpewsi—
o W B flmeordly Enberoetal dn logreviag 100 cpemmiien.  Mewsess, W AkE
@Suor advtond s 55 1o JRS0) of cuy el W B0 Sen wme dedeg um ame
sl fob, Tossthelons, Swe Wb poriel sding fme 8, TP, Mo ifictese
g e B8 pivte Lesey lhes Wi madieg for e perhiel ceilig Reessbey 4,
L, 08 pemmteaee o BE MReD B0 eRetian L Seiieg el b
el Frem Bo oo dlosy = o Mo et il & G-
oesionct Guemittee, JiB/ Bebfoving Vet Wc me Mo Pt elis 16 deb
ek bosses @ femdller patics, e SEiapee Fopeted el b geemied .
smafow 0 & pealtien 5 G Ss Siag M Ewesstent dese B9 1L Ne
lenger W5 & wgerlens. The Bet vl of W Smeseties is, 18 aPfesh,
Sud AR el $ho Rewy v Lost Mhe cspereiaesy Surviese of & mam whe 48
i 90 W emeiiladly swpetet ol 8 Mee s it UG W cessee el
fasapotenes e i oo yeordams.

A hesstafese Sailested, wo 1oFY W stetie with Whe Gefinite Sapmes-
e Weh Mo Lrwpeatems o SeRy W Ko sowl Il mekgned ¥ MR

es el % Bogsdnl @Tes® @R SeEls @ aiTllles SwleEene 0 aee e Gpess
atlen of e Bepsstmed, Whelher By nre feiiiiol e met, 10 Lo wpe
pemml thet e @plaes ewmsior augy of e Pl © be wPhmel sy

| detetoutal in ey sei without the ahIANY eF caperisass 9 B Gee
SRR o eitan O el dn WGl ilng Svmla, T4 ewmet o am
ek, WmlaR e Foesasesesd, kel e mesetion oF AAE R er L
el $0e seclees ALl etanay WOl cems SefiniGe meemEee aT debes @

o 4 e g :

A ‘.hll.

_ S N R —_—




If AA% is to mest the schedule whieh 1s antleipated for thie fall.
these prmetices wist be eormeeted, Offlcers in chrarge of dlvisions
should have experienge - sand aptitude for desling with induetrial
pereannel sad should otrive 1o promote good will, efficlency. and a
eosmon desire to get the jJob dene ne » esllective snterprise. Yer-
sonnel yollieles of the “evartsent should be well placned, enrefully
ehocked after thelr ineeption to determine thelr offeet, and admin-
ietered by » wallegualified officer. whe is fres of the welusinous
paper wark swhlch now ocouples much of thelr tine. We do not Bellewe
that this esn be accomplished without rether mdlesl shenges in the
nevml personnal of the “epartuent,
8. Absentesiam,

(s) Zxtsnd of ihsenteeisy

The AST Depertaent, in cosmon vith all war industry. is feced
with o serisus prodblex of absentweissn  JYixtmmordis:ry secgures to
eurd 1t were inatituted a' s enrly date beenuse of the lapnct of it
sn Whe work sehedules. All employoes who falled to supesr vithout
previous nuthorizatiion were mayied sbesnt vithout pomission, “hen
they retursed to verk. »n cheek was made o datevalne vhother the
ahsonces were Justifiabl  or excusable and charges were pnde accord-
fagly to slek or snaual leave, or to lesve witheus pay. If absences
were found %o Be neither Justifisadie nor ewousable, exploress vere
oarried as shsent witheut pemission and reeeived no poy Tor the day
or doye of abserce. In the latier svent, eoployess lost a day's
pay at the evertise wate heasuse they could enly be eredited with 40
hours of vork for vhiech no overtive wns paid,



The exteont of absentesism in AL2 is shown by the following tabled
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Ue 8. BAVAL ALR SEATION, CORFUS CHBISTI, THRAS
: iscembly =pd Fepalr Depurtosmt
l
b LR,
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1 Attributed 0/ hay 2, 7 o/ Total for Paried
i ;' s -
fick Leave 2,060 | w40 | 1,09 11,128 -rlu 6,192 | 1,045 8360 | 3,027 | 10,606 | 6,597 | s2,m6
ineual Leave 3,492 27,9% 3,170 25,0460 2,988 23,434 4el)7 32,936 4,230 33,840 | 17,937 | 143,496
. !-u;; Fithout 794 6,352 796 6,368 s5L 59208 ny 59736 | 496 3,968 | 3,454 | 27,682
| ¥ithout Permission 1943 15,544 1,691 13,528 24585 23,080 49216 33,728 2,843 22,834 | 13,588 | 108,704
f Surpensione I8 b4 25 - } - . 25 b1 2 —— it 237
TOTALE 7 7, s 224 i X 71 04
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' . of ¥ork Daye 30 24 F73 30 24 132
Nesbor of Employces _ ' (bt&nbl;
=t Homth-Fad 3344 3,538 3,740 45043 &03% 3,736 ( Aversge
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for Bach Peried 8.3% .48 B.i% S 428 8.5%

| T of
of Gausen Tmploysee for
L of shgsnge  |Intire Period
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It thme sppecre thot the Jepartment loet 41,813 monedoys or 334,804
nea=houre through sbsenteeism in the eouree of ajproximstely five
monthe  Thie represents 8,57 of the totel time that should have
boon vorked during this perlod, Translated into overheule these
Ioet men=houre would hawe overhmuled approxisately 1511 Pratt and
Whitasy Type S85 englnes Although this alone is = serious loss,
the ilmpeet of these abdsences ie sotually much more eritiesl thas ot
first appears bocause many key operctions resuire that men work in
groupe or teums and the abesace of o sliglo man necesserily reduces
the output of sll the men in the grewp.

(o) Lsuses ol Jasentesisn

| (1) Allnses -~ "™e talle refleste thet illness caused the lose
of 62,776 men~houre, or 15,787 of the total mem-hours lost in o
five~month peried, n“mMmt-*
sence, it has undoudtedly Been given as an emouse, in some in-
staaces, for inexsusable or unjustified absences. In order to
sinimize felgned illnees, ASR requires thet all employees, whe
elainm Lllness as the c=use of absence be exrmined by the nediosl
officer attsched to the Department wpom returan to work., Ilosccouresies
and dissstisfaction resulting from this cheek after the event are
discussed fully in the preceding sections of this report and it woumld
sorve no useful purpose $o repeat this discussion here. Suffice it
to say that the procedure would Ve substantislly fmproved if the
legitimaey of the absence were cheoked Defors the amployee returne
to work.,



(7) innuad leaye < A loss of 43,496 man-hours, or 42,99 of
the total mumber of man~hours lost in the five-month period, was

sharged 80 numel lemin. 5o fay nc AR has Bess able to sscertain,
these sbsesces represent excumnble absences, 41though they repre-
sent a loss of production, they are yvernrded ns necessary rnd ‘¢
12 not expeeted theat sny substantinl reduction con he effected.
‘s heretofore ndlented, the Tawy Dernrtuent has establisehd
a peliey of nllowing s short apnuel weontion., The one~week vnosa=
tien allowed by the AER Departzent seens recsonable, Annusl
leave is aleo nllowed in serious emergencies, If nn employee hns
acountl ~ted fnsuTiclent smnusl lesve to cove. eaerpescies, leave
without pey may be sutherized for thi. purpo
(3) B G = The 1 704 man-hours (32,81 of ~/

the total) wviisch were lost by remson of andbesnces without permission
fo' insyeusnble yeamona sre those v oh constitute a resl extmve=
ganes =nd must be olimin ted so feor ne possidla. In order o accomplieh
this oblective, the Ttution p  guted an order on June 3N, 1943,
vhieh sets forth a new 11t of penslties for inexeusabdle adsence snd
tnrdinese, Yith respect to shsentesi . this order provides:

 Absenee without peyelsaien, vhen explonsiion

for absence 1 wnentiafsetory —— besisning

' agehog®o rier. as follove:

Pirst offenss ~ () Suspension and loss of

poy for time absent plus (2) sn sddlitional

smount egual te time steent, (2 oay be im-
posed st dlsevetion of devartuent hooad.)

148
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Both the Commanding

The A& Department stetes that there are a mumber of prineipal

Offleer end the AAL Department recognize that additional astion
cuuses for unsuthorised abesencee and that some of thess are!

sust be talten to ramove the gsuses for them,
sguate housing facilities; the dlstonce of the Station from Corpus

Both the Commanding Cfficer end the A&R Officer consider that these
penalties are necesssry and will be effective in reducing unsuthor-
ired absences. 22/ It is odvious, we think, that suspensions alone
will snot entirely cure unmthorived abmemces.

Christl and overtaxed Sransportstion facllities; Z1/ shopping end
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The Departaent suggests several measures which it thinke
be helpful in curtailing sbsentesic=. One of these is that banks
in Corpus Cloisti remain open at least one night & week, preferably
pay day so that employess - care of tieir banking business
in the evening, or that a breceh bank be established on the Station
to serve as  collection agency for various basks in Corpus wistd,
It was also suggested tlat day nwreeriss and child centers b organ-
ised to care for the children of AGR women These suggestions appear
to be sound and should = put into effect &s soon as possible, In-
deed, thay are purely ~ matters that ean be worked out in Corpus
need for thes became appare:t.

The Degrtaent made two additional suggestions which it eminot
put into effec* Thus, it = suggested that the Havy Department o
incenti - prises such as War Savings Stamps or Bonds, Lo employses who
maintain . perfect attendance record for specifled periods, Some
plan ~  have merit and - the considerstion of the Havy
Department,

The second suggestion is to the affect that employees be given
ol or bonds for sccuslated annual leave in exvess of a specified
amount o an inducement not to take < of their anmual leave, Under
the present system - employee who hae accwmlated 60 days annual
~leave can accumulste  maximum of fifteen days each year thereafter
ustil © oo of ninety days ls accumilated. A number of amployees

-107-



aow have forty, fifty, or more days of anmual lesve ssowmlated

and the A&R Officer Dolioves thnt they are inciined to take ae mmch
lesve as thay possibly cen begause they are not allewed to seowmlste
the eantire twventy-six days which they earn and fesr that acowmlsated
leave may be cancelled st some future time This suggeotion alee
warrants serions considerstion.

6, Oivilisn Lador Turnover

‘&) Exkend. of Jaber Jurno¥er.

The major prodlem of AAR in procuring pervennsl grows out of
the laek of previous alveraft experience on the part of agplicante,
but there is evidence that the lador mariet is rapidly beconing
depleted, 4s this tendenoy inersices ASH will be reculred to adopt
additlonsl messurss desicned to retain ite employees becsumse it
ean 111 afford to lose the services of journeymen mechanies end
other empleyoes who have received practieally anll their treining
in the Degertment, The serlousness of the laber turnover problems
in ASH is indiosted in the following tsble?



Civiliin Laber Turnover Schedule

U, B. BAVAL AIR BYATION, CCAFOR CERISTI, TEXAS
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Thus, from June 1. 1942 to My W1, 1043 twe out of every Shree
persons hired b ALY were replaperente. This is xn exosssive rate
nmmnmmumu@umhm
In Septemder Ostober, snd Yoveaher 1942 gevimations exceeded the
number of now smployecs. Thie is explaised, in cart, bW the faet
thrt the Department wne bdedng reorganived daring thie veried sad
there wae Bo in  slve yeeruiting of eivilieos decnuse enlisted
perssunel was broasht in froe alsevheare Tovertheless ‘ovoughout
the period. only oneethird of nll now ewnloyees wers swallable for
nev positions, Cersover, 28 highly skilled Joumneyman sechenies
ware sepayated from AE% during the first elx months of this year.
Sepnyations on this senle will wiquestionably hewe & seriouns ef-
feet on the opewntion of the Uepartsent 1f allowed o continue,
(%) Sauses of laker Jumover

Seme indiention of the ressons for the labor tumever in AdR
aprear Fron the exit intervieows condusted Ly the “ergonnel Officer
and the Senior Hewber of the Lador Board, Aesonrding %o the AGR
Officer, enployees laenve AAT to ebtain move remunsrative exploymest
in other war indusiries, to move %o a more desirdle clinnte, o %o
nonoupany husbends on thetr Sransfer to osther aswvel setivitics.
ie in the emse of ussuthovized shsenees, imsdequste housing snd ine
sufficlent transportation frellities love alps besa responeible ay
the depnrtare of swnerous sen, In addition, a wary substantisl
sunber of en loyees have gone inte the amed services

il



It wan our obsarvation at the Statien that dissatisfuetion
with genercl psrsommsl poliecles of the Jepartment were alee a primsry
footor in the high labor turmover in A82. lisny employees sbvisusly
© not like the stmosphere there and woul( prefer te vork seme ploce
else, Ascording to sevepral civilisa supervisors, this is the prinei-
pal reason why 80 many of the better journeymen mechanies leave ASH,
(o) Effozta to Swrk Jabar Turnover

The Jepsrtment has ndopted some menwures o combut lador turm-
over It sometimes aseigns emplayees to & different type of work
vhen thay become dissatisfied. It is stated that some effort 1
nade %o use promotions 28 & means of retaining perssnnel. In some
inestanges, the izecutive Assistant and the Asit Officer attempt to
persusie employees to ramain on the Jeb. fuch measures are
doubtedly helpful, But & wellerounded jersomnel progras snd &
change in atmosphere  the Depertuent would do more than anything
else to lmprove conditlons in the Departwent. A sstisfied employee
is mot prons to leave his employment. As we have previcusly stated,
‘% is our opinion that the persomnel policles of 44 arve in real need
of & thorough-goling revitelizetion mmé we fosl confident that a
duetion in the laber turnover will follow ms & natural consecusnse.

7. Protuetion Folicles and Practises.
(=) Sohesuline of ‘ork

The stesdy flov of work in ASR depends primsrily upen the sidll

with vhich work is schedulsd 4t the present time, the Sehedule



Seetion, on the basie of dota Nunlshed by the Plamaing Mivision,
prepures 2 schedule for the sweeeeding menth. Thie sohedule
establishes the dstss for delivery of siversft %o the shops for
Bgh tme overhouls, Pimally, §% ia chesked vith the epernticnsl
setivity to deteruine Whether the airersft are wailedle for over-
heul om the speoified dates and provieion i mede for slternste
overhanl of different types of asireraft so that & constent work
flow ¢an Yo maintained, The veluwe of work due to ersshes and .
other types of sscidemts cuanct Do estimsted or schednled with anmy
groct amount of eceursay, but snitadle allowences ure made on the
basie of provious exporiencs.

The lepartsent also prepares a schedule of dates for -
pletion of the overhaml of all perts sad sseesblios of epeeifie
airplonce on the dasls of puet performense :nd estimetes of preseat
eapaeity. fush informstion with respect to esch sirplane ie for-
warded to the appropriate divislons ond shops about & wveek in ade

{

VARSS.  Ijsevepancies vhieh sppesr - sotusl emeinetion of the
sirplane snd the mature of the job %o bo performed in ench of the
shope and divislome ore later indlested & final supplemental
sohodule.

The Depsrtment ia currently foremloting a new methed of present-
ing soheduling information to the shops, The contemplated change
does not nlter the present methed of prepuring the initisl foresast
of the work losd of the Depsrtment It doos elimimate, however,
the detailed vork schedule for sach speeific simplame. The Schedule
Seetion will prepare & master schedule for esch type of airersft
inetead of the presest detsiled schodules for saeh lndividual plane.

f



Thie master schadule 1a Yelng prepared with the help of other in-
terested divisions on the basle of & careful check of Job cards
vhich refleet the time 1% takes to complete eash type of overhmul
sl repelr operstion. Under the revieed system, 1% is empected
that the Sehedule Section will enly be required %o identify the
individual sirersft and indloste the date of its entrance for
overhsul and the sequence of eperation detsuse the time factors
will have bDoen pre-galeulsted on the besis of past experionce in
‘the master schedule. The lepsrtment contemplstes that the new
systen will be ploced in operstion gradually and will be in fwll
effect by Doeember, 1943.
(v) Zoutine sdralans Shrough Shaae

When en alrplome arrives in AGR for overhaml, 1% is delivered
to the Overhsul Comtrel Division where it 1s disassembdled, and all
perts tht sre removed sre Wrrel 20/ clesned, sl fnspested ¢
determine which onee ¢an be repelred wnd which must de replsced
with parts seoured frem Supply or mamufactured by Machine and
lotals Orders ere initisted acoordingly for sueh replacement parte.

In the process of dissssembling and lnepecting the aiveraft,
Overhsul Comtrol liste all ports on simeographed forms which indieate
where such parts are %o de repaired snd reassembled, These forme _
are then distriduted to the appreprinte repsir divisions, mnu.-;.
mm—-ummﬂmammm

A is & smsll metal i= to part for \"
sarpsses.



is ment intect to Ungime Overhoul vhere it fe disssesmbdled, inspeoted,
overhmaled, sessnbled, and tested. Ae previously indlocted, Kachine
end Ketals memufactures parte that eannot de secursd fram the Supply
iepartoent. lach of these divielene is cemposed of several shops
whieh perform certain specific etages of the over-sll speration nssigned
to the division. 20/

“hes the neceessry repairs ars ceampleted in the sbove-mentlioned
divislons, parts are forwarded by thes to the Aseembly snd Test Divi-
sion whieh prepares enbassemblies and, finelly, sssembles the entire
sireraft, mmuw&mmﬁum &
Parts Undt, o Floor Unit, and & Mlight Test Unit, The Parte Unit veo-
palre certain parte and asecmbles them with others received frea the
other divialons into the largest sudbassembly thut com be ineorjorated
as such inte the alrplone, hmmwn-m
1ine bueis and actuslly smekee the finel sssembly by incorporsting
subsnseublios, engines, ete,, into the alroveft, The Flisht Test
init then tokes over ond tests the overhemled alrernft.

(e) duneleeanlsationof Shaas ————

IS 30 essential, of ocurss, thet sesh divisten which overhesls
and repairs any part of a plane complete ite operstion promptly in
sosordanne with the speeific schedunle, Othervise work on the sesenbly
line in the Assesbly and Test Division will De held wp and the yvo-
duotion of the eatire Depertment will bo throwm out of gear. Eymehro-
uﬂ-dmmuﬁ-mﬁnmmu

a :m-hr-ﬂmm:m:m:



of the most important ané fundementsl prerequisites bo efflotent
profuction.

It agpeare o us that the mechanieal eontrols est:diished to
affoot eoordinstion of the vork of the Department sre mot belng
fully utilised to thds end, OSuch contrels arel checkeoff sheets,
prepared by Overhm) Control, shoving the oporctions to be perforned
on the alreraft; a schedule, prepared in the Sehedule Sestiem, for
the overhaul of sseh alrplane; sheckmoff sheete, preparsd in the
Parte Unit of Aseesbly snd Test; ssd & comtrol board maiatained
in the Parts Unit to show the stotus of part repsirs. Yhen these
controls indieate that parts will not de on hand in Assendly snd
Test on sohedule, = delay Teport is submitted to the Senier Clvilian
Swpervisor, s Aetermines the reseon for deliy :nd expediten
delivery of the aecessary purts to Assembly end Test

Both the ‘xecutive Aselstent and the sssembly end Test Super-
intendent readily sduit that the work of the verions sheps is mot os
closely integrated ss 4t should e, This eondition o sttriduted
to the faot that the Sentor Civilien Gugervisor has & mltituie of
duties, Sneiuding much pager work, which make 1t lmpoesidle for him
to devote adecuate sttention to symehronisation of the shops, iho
ienembly and “est Superintendent lacke w:thority to eheck on the
other divisions ta determine whother they are perfomming the most
‘urgent work end to suggest memsures that would emable the divisions
to meot schodules, He states that he has ocsasionally done ®o, but
was seriously handlespped beowuse of his lack of Jurisdiction.



It is our opinion that the importsnce of synshronization of
the shope I8 s0 grest that it is very necessary that a shep co-ordi-
nator bo selocted who can dovete his sutire time to this vital fume-
tion. Yhe “gmecutive ‘selstent and the Assesbly and Test Superintend-
ent heartily coneur ia the epinion that such sotion le advisadle,
snd wo belleve that it will prove halpful to AR in overheuling the
incressed munber of alreraft thet are scheduled for overhsuls this
fall. It is lmportant too that this go-ordinator %e selected with
enre to imsure that he has adequate kmowledge of alreraft overhmml
and repeir procedurss and abllity to werk with others. Noreover
he should Be given sathority commensurste with the responsidilitice
of his position,

(4) Ezssedure for Intexin Overhaals

 Overhaul and repsir of FBY ving floate power plint cowling,
and structursl acsemblies, ©.7.. pllots' seats, leckers, attach-
ing braeiets, ete., are accomplisbed in & division which is known
ae "Interis Overhsul." ALl other items of these aiveraft are
overhanled and repaired in ether divisions of Ad:,

The procedurs provide for three dayes' notiecs to the squadron
that o PHY would be taken by AMR for overhaul, Heemshile, the
sguadron has the opportuaity to list say unumal damage and prepare
the so-called change and Bulletin record of the sirplene. 26/ The
Interim Overhenl Superintendeat them ismues o work order to the
shopa which identifies the alreraft by Juresu of jervenmmtics mmber,



When the alrersft enters Interim Overhmul, it is inventoried, die-
assenblod, snd inepected and a specific work liet is prepared,
A1l parte, exeopt wing floste, power jlint sowling, and struoturel
aspemblies, are distributed to other divisions of AAR where they
are repalred in the same way as other types of nirplanes and returned
to Interim Overhaul on sompletion for flnal aseesbly into the FBEY

Hxhibit 0, attached, shows the jresent floor layout of Interin
Overhaul The progrees of vork under this layout has been somewhat
disorganized in that there has desn a noticeable lsek of routine
in the disasssnbly of wings awé the large work stende used by ems
ployess while working on the wings elutier the hangar floor and
have wasted a great desl of needed spase. Moreover, handling the
hulle was an ewiward process becomse tho entire wing wes not removed.
In short, nelther the sirplome nor ite component parts moved through
the shops in a progressive, routine fushion, and equipment was
seattorad haphazardly over the entire hangar area.

The A& Officer stated that he had given coneiderstion to the
advisability of changing the procodure for interim overhauls end,
to this end started a servey in May, 1943, which demonsirated thet
the antioipated lond of PEY overhsuls would be more tham present
procedures would accomaodate. For thie ressen, ssong others, a

30/ leont'd) made by ASH. but perwiasive hanges of Changes Suggosted
in bulletine are effected only on the specific reuest of the squsdron.





