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APPLICATION — MANPOWER - 

RECRUITING, TRATNING & SUPTRVISION 

Dynamic Sales Management of necessity is essential in the dflelopient of a 

satisfactory sales organization and sales volume. 

What the customer receives for his dollar and the mmber of dollars he is re- 

quired to invest in the purchase of a product either expands or limits the po- 

tential sales of the business. 

Since tl}o selling price to the customer 1s based om cost of marmufacturs and 

deuv;gz,'vo should be vitally interested in holding these costs to a minimum. 
Holding Gosts to & minimm requires that management devote a proportionate 
emount of time in the analysis and perfecting of those pHases of the operation 
that result in these costs. 

As an example let us consider how costs are affected by the selection of BAD- 

pover for installation crews. The intelligent selection of men for the instal- 

lation crews must not be regarded as relatively unimportant. 

The procurement of crevw personnsl il s task that cannot be treated lightly and 

puiod over very quickly. Ve must 'not assune that because the person applying 
* can drive & pail and climb a ladder, presto! he is an insulation crewman. Coo- 

sider the effect this lack of judgment and such recruiting methods can cost in 

gross profits and coaplaints. 

Our ability to stay in business depends om the volume of sales and the profit 

made , both of which are influenced by the quality of work and the production 
iy 

. -~ 
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of the installation forcs. - "Productiom” 

Production and the resulting sales prices built the autamotive indfigt_ry to its 
present greatness, so can production build a greater hame insulation business. 

it is, thersfore, quite logical that serious thought should be given to the 
installation part of our business and accamplishing maximm productions. While 

thers are many factors which affect production, such as wool coverage, blowing 

equipment, installation methods, and tools, the proper selection of manpower is 

most important of all of thess. Ve must, thersfore, anmalyze our installation 

problem as it pertains to installation ;n.npmr requirements and develop a pat- 
tern to be used as a guide in the selection of men to be employed on our in- 

stallation crews. 

Caliber 

Pundamentally, one of the first requirements of a person applying for a job 

as installation mechanic would be his ability to handle the tools that are 

required for the applicaticn.of our material. Unless he can handle tools, 

his use to us h very limited and his chances for advancement are likc;rise 
bampered. Also let us not lose sight of the fact that we are hiring men 

to be trained” as insulation mechanics and to be developed into foreman 

material; ve must, thersfore, base the pattern on these requirements. 

Because it is necessary that the applicant be able nto bandle ondiinry 
simple tools, it is often thought that skilled mechanics, such as carpen- 

ters or trim men, roofers, tin smiths, etc., be -ployod and "trained" 

as insulation mechanics. PFrankly, this is not necessary, nor in most 

cases does it work atisftct.orily. . These men, having the ability to handle 
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tools md'eonsidered skilled mechanics, results in a demand for more 
Roney than the work required of them would Justify, although the amount 
demanded may be in line with what g akilled mechanic could get('n';': ;:ther © Jobs. Inaswuch as this Tale of pay 1s not justified or forthcoming, we 

, bhave a dissatisfied workman om ocur bands who loses all ambition to do a 
g€9od job and has no incentive for his work. Under such conditions, the morale of the Test of the crew may also become bad because of the a.gi‘fia- 
tion created by this skilled mechanic. 

Therefore, in this case let's not aét our gights beyond vur requirements vhen hiring men to be "trained” as insulation mechanics, ) 

Based on the combined opinions of the Johns-Manville Home Insulation or- 
ganiszation, the best men for training as home insulation mechanics have 
come fram the farms and Tural arees. Just plaip men, used to hard work, 
lmhcnrsinhutamicnld, @mulmmmmunymu hdolt day's work for o day's wages. n;o Tates of pay ws can afford to 
PaY are quits satisfactory to them because they are paid higher rates thap- they can goi for famm work, The fact that they can improve thenselves 
financially and otherwige by gaining experience and learning the business develops them into sarnest workers, satisfied with their Jobs, and loyal employees. Por those of us wvho cannot erploy the fmez: labor or rural 

mn, the same sort of pattern should hold good 1n selecting any man. Hig 

hinunmtor'mfl thntwomziviummopportmtymdtht he doesn't feel ho‘is lowering hingelf by working ag a mechanic on an insyu- laticn crew, Skilled mechanics are likely to feel that the work does not 
. 
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Fequirve their siill and they, therefors, do mot feel sstiafied in the job. 

‘_h‘ age dthomqphingiouforljobuumticnmégmic is 
. important and should be given consideration. The results of a survey in- 

dicated that, in the opinion of many of the operators, the average aée of 
insulation mechanics should be about 35 years. Same of the best men have 

been those in their thirties and who were married and have definite re- 

sponsibilities. The majority of the Johns-Manville Home Insulation or- 

ganization feels that a man ink bis thirties or clder is, as a general 
rule, more steady in his work, more Tesponsible and dependable. Ve tiz.zd 

this to be true, based on fifteen years of experience in this business. . 

Remember, we are only setting a pntto:fi, and thers will undoubtedly be 
scme exceptions to the rule. You must, therefors, judge the individual 
applicant, using as a guide the pattern we have set thus far in our dis- 

cussion. However, we must bear in lind'tho effect of "increased® age on 
hourly crew productions. Again, drawing on the opinions of the operators, 

the average bhourly production of a crewman does not decrsase too zru.t:ly : 

until after the age of fifty is reached. Eovevir, at that point, hourly 
production of the mechanic above that age starts to decrsase rapidly as 

age increases. Again, thers are exceptions to the rule, but in general 

the formula holds true. ' ' é 

Healty | 
Same thought should be given to a man's health befors we hire him. Pre- . 

cautions should be taken to see that he has n§ respiratory illness, such 
as tuberculosis or other lung ailments, which dust u:d working conditions 

might aggravate. If he has ever suffered from silicosis or other res- 
- 
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piratory diseases, good jtfigmant on our part would be not to hire him, 
We should ascertain if he is affected by dizsy spells or vhethg_r a heart 

or blood pressurs condition is prevalemt, which genemlly c‘;geé these 

spells. Has he ever suffered from heat exhaustion? These f;cts we 
should determine for obvicus reasons. No cne wants men to be 1njuroci, 

erippled or killed becauss we falled to find ocut certain things about his 

bealth which would warn us of the dangsrs to the man or company alike, 

should he be hired and subsequently injured while working on the job. 

Aside tm the fact that the man may be injured, s peraon vho is suffer- 

ing from some such ailment does not do as good a Job as & healthy man and 

production is bound to be affected. 

Stature 

We should give carsful consideration also to the size of the man ve em- 

ploy. To hire a stout or'mtunny tall person would have sericus effects 
oa Mfion due to his inability to gain access to or work in certain 
areas, that the smeller man would be able to get 1:::to wvithout the Baking 
of additional openings. We should attsmpt to birs men of average height 

and weight, the average being about 155 1bs. and 5'8" 4n height. 

Mannerisms 

Ve nov come to scme of the finer points in the recruiting of manpover. 

What about his mamner? Is he a rough and tough individual? Boes he use 
profanity when talking to you? Does he use a modulated voice or is he a 

loud mouth that could be heard all over the neighborhood? These mannerisms 

T wlll bave a definite effect on our customer relations should such a man be 

hired. The boistimi man has no:phcc on our crews regardless of how good 
a vorkman Be may be. The good insulating job done by the crew will be 
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overlocked by the customer is he becomes irritated because of the crev's 

profanity. People are not accustamed to and don't want, nor expect such 

behavior arcund their hames from & workman., Ons such man can undermine 

% 211 the good will that has been created by others. = 

Appearance 

Thought should also be given to the applicant's appearance. .Bis appear- 
ance should indicate that he is neat and clean shaven. ¥hen he applies 

for a job did he take time to wvash his face and hands, comb his hair? 

This may sound slementary, but wouldn't a sloppy persomal appearance in- 

dicate that the man was careless and that his work may be the same? A 

faded blus shirt and a patched pair of pants can still be neat and thers 

is po premium on scap and water. The person applying for mt.nhould be 

capable of realising that he should put his best foot forvard to create 

a good impression. If he bsen't the ability to think that far for him- 

pelf, you will just get a workman who will give little thought to the 

customer and your business. | 

Mental Abili 

Is the person applying mentally alert and will he be able to grasp the 

instructions that will be given him in the course of his work with us? 
Vamtnlmlbonnfltorth-typootnnthttcmthinktorhmelf 

and think in an emergency. These are the men fram vhom your forsmen and 

superintendents must come. 

Attitude . 

‘l'oboa;oodcrmnsnn'nsttitxflomtboright._A;ood\nyto de- 

termine the attitude of applicants is to question thea about their former 
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L ’ employer. Is his pental attitude good toward his former employer? Or 
doouhoeqhinorum-mdmmtdr If be 1s fair in bis 
attitude tovard his former employer, in all probability you bave s good 
-ni.nrrcnt of you, provided, of course, thathomuphthe other 

~7 pequirsments. If he complains or shows dissatiafaction with his old job, 
especially if you knov¥ that he worked for a reputable campany, bewvars of 

him, mmnodmbtloeungatsmhflityinmfcudm;giutor 

and venomous perscn. 

Itisvmtotmdmunth;tgpplytorajobuthcystarboutby 

" toflinzymthatthecmthqhdhmwxfingforhnogood,didn't 
trut the men right, cheatsd the custamsr and so forth. 

_ ulumlthouchtawnhjoct,mumuhmldbogimtothe 
' securing of charactsr nportlthrmghanlhhh investigating agency. 

This, tmfii'or with your perscoal investigation, will enable you to make 
a better character amalysis of the applicant. 

morm.put-mtmmumnmmummorm- p 

mmprohblyobvimtomotu,wtmmuymrlookod.. 
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e

 o
y
 

These requirements are essential to your operation and to achieving and 
maintaining s high production. 

icmnammamgddmumwuvm:nmfmtlmm 

the production chain, and that link is ®"suitable manpover® for our instal- 

ation cIrevs. 

Recruiting ) 

€_ - A Nevspaper advertising 1is probably ane of the most matisfactory sources to 
use in recruiting fimlntim crev manpower. This iype of advertising 
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usually brings in a great mmber of Atpplicants, thereby giving you a large 
group to choose from. As a suggestion, a newspaper advertisementimay read: 

Johns-Manville will hire and train men who are handy 
with tools, as Home Insulation mechanics. Pleasant 
outside work, steady employment, vacation with pay, 
time and one-half overtime, good starting rate. 

Another recruiting source is through your'prosent crewmen. Let it be 

known that‘ldditiml men are wanted and ask your crewmen to reccumend 
anyone they think would fit. Crewmen recruited through this scurce are 

usually friends or acquaintances of your present crewmen and the appli- 

cants generally have a good idea what is expected from them since your 

present employee has gquite likely told them of his sxperience in the 

business. Applicants hired from this source are usually good men. 

Crev Irsining 

After the proper selection of the man, the next and probably the most 

important step towvard maxigum yroduefion,. is the proper and sgystematic 

training ot him, It is probably safe to say that this particular and 

important function does not receive enough serious thought and too often 

the man is hired and without any preliminary training is put on a crew 

to learn vhat he can, with the help of the foreman and other crewmen. 

If there is no standard training to acquaint him with our methods and 

standard practice, how can we -expect him to do a job? Can we expect 

offective work and production if this imowledge must be acquired om a hit 

and miss basis as he goes alorg? 

In order to gst a crewman started off i.n his new job properly, bhe should 

be trained sufficiently befors he is ever put in a crew. He should under- 
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stand the use of the toocls required and the method of using them. He 

) should be taught all the fundamentals of the equipment that is ug_ed and 
% bov it functions. Dus to the caraless bandling and training &i-the time 

of his uplofient and because he does not knmow, does not ynderstand anc 
- is left to himself without proper advice or supervision, many good men 

became confused and discouraged, which results in the loss of a good man, 

many coamplaints and increased costs. 

Crew training should logically be done by the crew superintendent or 

general foreman, and it should be done in the warshouse and not on the 

Job site. Having the foreman train a man on the job will undoubtedly 

cause a decrease in the production per crwun hour. The fact that the 

pev man is taking up the foreman's time cuts the production of the entire 

erevw, In addition to decresased production, job training of a nev man 

' vould be at best a hit or miss affair, resulting im poor training over a 
longer period and decrsased production and increased cost om many jobs. 

Vhat about the customer's reaction to & man or men being "trained" on his 

Job? After being "gold" by the salesman om experienced crews, etc., you 

can well imagine vhat his thought would be if he sav the forsman explaining 
to one of the nev men how to do this and how to do that. U'aifldn't it 
cast a doubt in his mind about how well his job was being done? Once 

the doubt is established in a custcmer's mind, he then begins to lock for 

trouble and he generally can find enough wrong in his owvn mind to require 

another trip back for an inspection vhich increases cost. 

Zraining Equimment 

B In training at the warshouse there is certain equipment that will help 
with the man's training. PFirst, we must have a complete set of tools 
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laid ocut for him to see. Bveutrpoof_toolthutbomldboozpoctodto 

use should be thers. He should then be acquainted with each Lnd;\ridua.l 

toal by name and told of its use in our work. He should be l{gfithe 
£ferent tools mecessary for sach type of job until he is familiar with 

all of them. Next, he should _'bo nhoun the blowing equipment and be made 

familiar with its operation. He should be shown the various parts and 

their functions and should understand the underlying principles of the 

operation of the engine, hopper, blower, stc. 

We should also construct training panels which would simulate the con- 

struction of parts of the house. (See plans tnd Lnlfiructiona for 
building such panels.) On one large panel could be shown various types 

of wvall surface coverings, such as clapboard, shingles, asbestos shingles, 

etc. We should also bave a panel showing various types of roof surfaces 

such as slate, wood lhin(lo, asbestos and asphalt shingle, etc. These 
panels, vhich would be built of regulation lusber, 2% x 4" etc., with 
shingles, sheathing and paper, would then be used for the further school- 

ing of the crewmen. 

The new man would then be shown the proper use of the tools for remov- 

ing clapboard, shingles, etc. He would also be shown the standard 

method to be followed in opening and closing a clapboard or shingle 

u-.n,‘ ote. 

The vuno procedurs would be followed with the roof and other panels 
and he would be shown how to use the special tools for each type of 

Job, and how to make openings and closings in tccor:!a.neo with standard 

practice. Again he vo@xld be handed the tools and would make the 
opening and closing \'ui'lor the eyes of the superintendent. He would 
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[ allo bo lhm md tmght hcv to bandle tho blowing hose and would actually 

i } blov variocus arsas in the varshouse, so as to be tuilur with this par- 
. ticular phase. This tnininz poriod vhen lund.u'dind and c!ple.ted 

‘*’_ chouldukobntamrttiuandatthondotthotnuingpmodthe 
_; " superintendent should know what the man can do and should be able to 

determine whether he has made the grade or vhether he should be let 

go. The training of men by this method would eliminate a lot of dead 

wood frem crevs that otherwise may be carried on the crews and would 

étoct production adversely., VWith a standard crew training program, 
production per crevman hour will be at higher levels and with fewer 

complaints. 

Forsman Ireining 

’ Ve come now, to that part of our program where the tralning involves 
the key men of our installation personnel "the foreaen". The out- 

come of jobs is dependent on the ability of the foreman in charge of 

-
 

that job. He can either make you or break you. It, therefore, be- 

hmuultabomthnwohnntho right man in the foreman's job .° 

and tut he has the ability to carry the responsibility that a 

) romn'a job requires. Ve must bo sure that he is adequately trained 

and capatle of analysing the jobs properly, distributing his men so as 

to get the blower in operation as soon as possible, and keep it blow- 

ing during the day in keeping with the capacity of the machine. 
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The proper distribution of manpower cu A job is vitally essential 

f; podproduction. The forsman must be taught and must acquire the 
’ ' | ability to distribute bis men so that there is no lost motion tru 

" the time the blower starts until the job is fimished. 
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Ve should give all foremen a thorough training in the use and maintenance 

of all the equipment, such training would enable them ;o find_‘r:l'fg trouble 
vhen the equipment breaks dm and make minor rcpaix?a on the jgb with a 
minimm of lost time. Many man bours can be lost because of breakdowns 

of equipment that could have been prevenied bhad the foreman been able to 
spot the trouble and repair it. 

FPoremen should be taught their responsibility as to keeping records and 

other clerical duties. They should have a clear understanding of oper- 

ation pelicy and regulations. They must be made to appreciate the nec- 

essity for accurate reports and made to realisze that an error on their 

part oo these reports will cause difficulty all along the line. No one 

likes to keep records, especially when you have no idea vhat they are for. 

An explanation generally goes a long vay in getting the proper cooperation 

in matters of this kind. ‘!’or-nn should be familiar with the Wage and 
Hour Regulations, so as to conform to them and operate accord:l:ngly. 

So much for the fundamentals of Forsman Training, we should mot stop at 

this point, however; it should be a continmuous process. The training 

should be carried on by means of foreman's meetings at which should be 

discussed production methods and results and review operation policy and 

regulations. Ve should also analyze the complaints that we have received 

from custcmers and determine their cause and how to avoid them. Analyze 

each foreman's work and try to f£ind the cause of jobs that show poor ex- 

ecution. Study safety rules and regulations and if possible try and equip 

each foreman with "First Aid" knowledge 8o that he can act in an emergency 

should someone be hurt. As a matter of fact, your local Red Cross Chapter 

will be glad to lta':"t' ® ci;as in "First Aid" provided you bave a group of 
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at least six or seven pecple. The "First Aid" Course is well worth while. 

Consult with your local chapter. 

There is a saying, "That first impressions are the best”, l.n::ff.luch is 
the case it 1; doubly important that time be spent with our foreman, 

> training him in proper "Customer Relaticms". The customer's impression 
of us as a company must come to him through the actions and manner of, 
first, the salesman and,A next, the crewmen. Obviously, his first im- 
pression of us must have been good or we would not have received his order. 

It is, therefore, necessary that he be kept in this frame of mind when 

the time comes to install the work. The foreman should, thersfore, be 

taught how to creates goodwill for the company in his contact with the 

customer. He would be taught to be courtecus and considerate of the 

customer and his property, and should by his mammer and work mtiil con- 

fidence in the customer in his methods and workmanship. 

Crew Manpower Supervision 

The supervision of crev mampower is logically the responsibility of the- 

Superintendent or General Foreman. He is the master key of the entire 

control system of the installation end of your business. He represents 

tho' management as it pertains to his specific duties and responsibilities, 
and it is through him that your policies and regulations are carried out. 

Following are 1isted the duties and responsidilities of the Crew Super- 

intendent or General Porsman. 
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