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INTERNATIONAL TRADE AND jidf PEACE

Subject to be threshed out by discussion group

A week from Monday will commence a series of discussions coneerning
. international trade and peace, to which thoughtful men and women from

among Sheppard Field personnel are cordially invited. Corporal Morris
omd Lt Mavm Ga

Cohen will'leud:zho—aaainn. They propose to lead the discussion to
Mmediate,

constructive conclusions. The mediators emphasize that no student of the
group will be asked to accept any idea from them. Their purpose is-to
stimulate individual thought..

Free discussion will be encouraged, but the group is not intended as a
sounding board for ill-gonsidered opinions. The mediators want students
who will think.-;:; honest minds this series will prove a unique intellectual
experience.

The first meeting will be held on Monday night, February 5, at 1900.

'

For the sponsors' information, prospectivo students are asked to sign up

in Bldg.940, offive-eof the-Speeial Sesvices,
Vvhe Won In&».n.., Conten.

glw«»ftf be Moima‘m‘ et medjate
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2 cnool. Alldances will start "
plomptly at 9 p. m.
——Learn and Live—

Group Discussions
To Begin Feb. 5

A new series of group discus=
sions concerning international
trade and peace will begin Mon-
I day night, Feb. 5, in building 961.
L. Sneed, Mediators for the meetings will
; be 2d Lt. Mason Gaffney, AACS
communications officer, and CplL
Morris Cohen, both students of
international relations.

Gaffney and Cohen propose to
lead the discussions but empha-
size that their primary purpose
the |in conducting the sessions is to
area | stimulate individual thought. Free
offi- | discussion will be encouraged but
the group is not intended as a
sounding board for ill-considered
opinions. Anyone interested may
sign up at the War Information
Center, Bldg. 440.

——1Learn and Live—

it Off

——Learn and Live—-

Group Discussions
To Start Monday ion by the

A series of discussions concern- a mark-

mg “Peace and International 1
Trade” will begln this coming

Monday, Feb. 5 in room 12, build- post - wedp
ing 961 at 7 p. m. Sheppard Field
personnel are cordially invited to
enroll.

Moderators for the meeting will
| be Lt. Mason Godfrey and Cor-
| poral Morris Cohen. Their purpose
is to stimulate free discussion and
constructive individual thought.
Nothing will limit what members
may think; and only time what
they may say.

Enrollments are being taken in
Bldg. 440 which is the War In-

| formation Center.
—Learn and Live—

Group Discussions
To Start Monday
; A series of discussions concern-
ing “Peace and International
Trade” will begin this coming
Monday, Feb. 5 in room 12, build-
ing 961 at 7 p. m. Sheppard Field
personnel are cordially invited to
enroll.

Moderators for the meeting will
be Lt. Mason Godfrey and Ceor-
poral Morris Cohen. Their purpose
is to stimulate free discussion and
constructive individual thought.
Nothing will limit what members
may think; and only time what
they may say.

Enrollments are being taken in
Bldg. 440 which is the War In-
formation Center.

—Learn and Live—
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Point eut, . oy
just what'’s wrong with the 10:5’ ort
range firing and how it can be;g
best corrected, This is the very Saie )
latest phase of eombined, -co- CMOO.
%pelrdative training at Sheppard tena?)}to(
ield. e
Conserves Manpower efficient
Previously, Air Forces pilots | 8€TS on
took off behind the lines with | OT8anizat
Field Artillery non-coms as their

'3 5 ds, C. O.
Pfc. Woodrow Pirtle

By Pfc. Woodrow Pirtle

|

|

How about this new physwa
training program! Last_week we
had quite a bit of lgctun’ng. :
we took the exercises they werd
: given by the numbers and aih
[ slow cadence. Now, we know ;
| exercises and can expect to sg
much improvement in our cot?{tl
imation. Boy, I can stand a littlq
i ‘ovement.
lm%le welzeme T. Sgt. Ed. Maa]l
ers baeck frem his furloug};(. =
are all happy to see Ed baek,

e

How about this new physicall
training pProgram! Last week wel
had quite a bit of lecturing, Whe
we took the exercises they were
given by the numbers and at
slow cadence. Now, we know thg

Comm:
observers. This meant two men'form% I
were used in a plane to spot the | 0T, Maj i

enemy and direct the artillery | backgrou.
fire. Training the cream, and we | fession e
mean that, of officers in the Ar- |A veter’
titllery puts into the observer's‘ManZ w
seat the best possible type of liai- IOC.S’. M
son that the ground forces could | trainin;
Possibly have. |almost
Sheppard Fielq is the first Army( In t
base to be useq for this type of |the 2
training. Previously civilian con- | Park
traet schools handled liaison pilot | OkL
Ga

much improvement j
.| ination. Boy, I can stand a littid
improvement.

We welcome T, Sgt. Ed. Math
| ers back from his furlough. We

training, P
In organizing the 2618th Base

4 Unit, Maj. Howarq P. Olsen, the
E i ¢ommanding officer, is surround- |«

Male Call
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Protection keeps prices high at home,vandwéges cannot be high unless prices are high.
For example, we. even sell,gffg.cheaper.in Europe than we do at home, in many items. (Vﬁﬂda

"

This lowers foreign wages, raises ours.: ! nth e Lot i
This cut throat competition. Argentine ships waiting off the coast of Europe like ;
beasts of prey waiting for the worlt where is the best place to strike, /Terrible thing.

Big foreign traders are the very rich. They should be stopped.

German government cooperates with traders in every way, and that is why they were
successful. We should do likewise.

We want security. Britain and France are smart énough .to krow what they're aften
but we, like damn fools,bust into their private hunting grounds and make competiti’ .

} Tt used to be the other way aroupd, and England had no tariff while we had a Bigh
one. That's.why we are the greater,country today.

Europe had to send her surplus labor over here, because we had tariffs and therefore
ould employ them. WHAT IS SURPLUS LABOR?

History: Eng. did not subsidize her merchant’ marine, we'did.’'Look at the result.

Tariffs always help manufacturing as opposed to agriculture and that is good(Gy, Hung,
etc, with Agric. tariffs) : : € -3

Ve should be like Gy, and forswear free competition by individuals and go after trade
~ with stata_guidance.‘That is the efficient way b , -

We should be nationally united, like Gy., not petty money gru bers, and work for the
higher glory of the state rather than ourown mean individual wants.

A1l European countries, with their high wages, have tariffs, but the Orient has been
forced to accept free trade, therefore their wages are low.

France's advantage in paying the indemnity, and rebuilding the devastatec areas.

Subsidized French marine,

France-Belgium highly di ferent tariffs. Bring this out by the guestion "Must tariffs
always be equal? Is a country ruined by having lower tariffs? ' Or by the protectionist
argument "We will be ruined, or we can do theruinéng, with low, or high, tariffs."

Borderline cases, e.g. st. Croix H.

)(Southern Italv's big landowners and_surplus pop. coming to the us.
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GUIDE FOR DISCUSSION 1EADERS. War Dept. Education Manual EN-1,
GI roundtable '

American soldiers as civilians used to sign petitions, express
all sorts of ideas. The army realized this. Do not fear to give
free vent to all ideas.

Orderly discussion, when constructive, is considered to strengthen
morale. Hence it is encouraged, especially in preference to bitch-
ing sessions.

Warning: do not attempt to crystallize a group opinion. Encourage
individual study and thought.

Stimulating interest:

Off duty discussion groups in army camps have for a long time
been successful and persistent. They are desired.

Interest is equally great in war problems and domestic problems.

Yorale is strengthened by understanding of the war.

o "Remote academic subjects” do not go over. My problem then is to
meke the discussion seem particularly timely. But, on the other hand,
T must keep them from too much emphasis on the oresent. Else they
may fail to draw general conclusions. I don't think I can determine
in advance just how much they need to be pushed to get general, that
{s to get onto the proper level of abstraction, neither too general

.~nor not general enough. Both errors are possible.

Do some "spade work" before the class. That is, somethling more
than just an impersonal announcement . Tnterest questionairres.On the
bulletin board one might put stimulating questions, if you make sure
to change them often. A bulletin boerd that never changes might as well
not be there. Suggested heading: "Do you ever wonder......? Come
to .... and get the answers.” After a stimulating movie people are
peculiarly susceptible to suggestions that they study.Interesting
exhibits of books and pamphlets are possible.

: Organizing committees: this may help ptt the thing on a permanent
basis.let them have a voice in the groups purpose. Combine officers
and enlisted meh, this stimulates interest. 0f course you've got to
get the right men for the committee.

Choosing subjects:

The leader should not force the group to discuss what he thinks they
ought to.(?) He might liet the thing get started any old way and then
guide 1t his way. (According to this T'd better be careful, and have

__—the fellows sound off with their own ideas some time before I get the
thing going onto principles of international trade.)

Do not discuss something on which the es-ential facts cannot be
obtained, obviously.(and if such a subject comes up, point 1t out.
let there be no bickering.

Analyze the interest questionairres carefully.

let the men have a hand in planning the program. (That is, give
them specific assignments on which they may study and report to the
class)(In giving an assignment you might emphasize to the fellow,
get not only the facts, but think about them and see what conclusions
you reach)

Phrasing questions: 1) Make it a question. 2) Let the question
suggest one of the possible answers, instead of being a general

__question. That is, instead of "that should be. done", ask"Should we
do this®"(This is true, no doubt, at the beginning of the discussion.
Also, it affords an opportunity to push the dfiscussion your way. But
when interest is thoroughly aroused, and you want to test your man,
and see if he can get ideas without suggestions, then ask it in the

general way)

How to lead discussion:
The forug is a popular American method.(But it sure isn't much

good. large groups of people discourage thought)

The informal discussion group: the best way of associating, if
the leadership is good.We learn by doing. (This man, the author, must
have some concept of Dewey. He certainly has good 1deas. I'd like to



GUIDE FOR DISC SSION LEADERS, p. 2

find out just who he is) One might orgahize two or more groups.
T(It would probably even be best to do so, as there will undoubt-edly
be a wide spread of intelligence among the class members.)

Leader must consider the i1deas of others thoughtfully, and not
Jump in to refute with ideas of his own. (Here was Bishko's great
weakness, Cohen and I both realize that we may actually learn some

“thing from those whth whom we talk., But it can be carried too far,

as with John Monroe. Ferhaps his fault was not in carrying it too
far, but in doing it somewhat the wrong way.Because he never actually
did receive an idea from anyone in the class, and one realized

this if his verceptions ran in that direction and he was fairly
sensitive. One couid see that John Yonroe was almost falling asleep
and was being just terribly polite. There is really no substitute for
a genuine interest in the i1deas of your class members. I hope to

God they're not steréotyped, for then I can't possibly raise an in-
terest. But I'm sure they won't be., In fact, they should have a

great deal of facts, if not ideas, that are worth lLearning.)

(Do not Let severai &#deas run around together at once. That was
another of Bishko's weaknesses. When two or more relevant ideas are
brought up together, point it out to the class, and get them to
speak of only one at a time)

Leader must think quickly and express himself clearliy without
verbosity. (Here is Cohen's weakness. It would be mine, too, in
less degree, were 1t not for the fact that I've been thiniing about
these things for such a long time I do not really have to think
on my feet. T meet few brand new situations.)A bit of humor goes

welil,
Relation of the leader to the group: "He must himself be an

“Inquirer”. He wins confidence by h:s background and b y proposing

gteps/tp ways to the next sten., He does not take the next step and
exnect the others to foitow."
Open with a brief statement of the question, and the xnown facts.

Then start the discussion with a pointed question. (This would ruie out

my idea to tell the group about Tapan's wgr problem before starting.
My idea 1n that was to rouse interest. But 1% 1s probably too mush
reason for them to get thraugh their heads without discussion.I do not
want to discuss that point) If the discussion lags, xeep summarizing
what has aiready been accomplished. (Do this anyway5 and then bring
up a new topic, by asking a question. To ciose the meeting, summarize
what has been accompiished, but do not give it your own siant.You may
give to some group member this job.Ailso of opening the meeting.
Leader's preparation before the meeting is even more important
than nis raciiity .ao conducting it.

~ The normal procedure in answering questions is to let some

group member answer.

Instructor should talk informelly with the men when possible,
that is, outside the meeting, to break down formality.

Instructor should readily admit his lack of information.

He dpuld prepare a list of questions to guide the discussion.
But these must not straight jacket the discussion.

Limit the length of the meeting. (2 hours seems too long to me,

“but I hate to cuite after one. This is a problem whichthe class

could help solve. After an hour I might ask them how they felt about
another half hour.)let the meeting end while interest runs high. (This
will especially stimulate outside study, which is what we want.)
Classify types of personality, handle them skillfully. (Personal-
ity and i1deas are hardly distinguishable. The superficialities of
personality may possibly have less bearing on ideas than other
features a 11 tle harder to observe. But I think I can hit them)
The skillful leader will not even adk meny questions.His funct-
ions are to start the discussion, keep it on the track, and to
bring up new subjects when the time has come. Types: talkative,
silent, opinionated, anecdotel ,impatient. (My God, there must be some

good types, as well)
The time to summarige is when discussion either wanders or

~flags.(In the common mind of the evening, they are the individual-

i1ty and energy, you are the discipline and direction and purpose).




§But, evidently, the leader's chance to express an opinion will arise when
_no one else can answer the question) Even when the question can be answered
by some agreement previously reached by the group, let a group member, not
the leader, give the answer. (Especially in this situation, I should think.
If the group has not previously reached a deciBion, asking a groun member to
give the answer is inviting more discussion.) Leader may dispense with this
rule when necessaryto save time. When a member needs criticizing, it is best
to throw on the group the responsibility for correcting him.As when, for
example, he asks a question already settled, ask some group member to answer
it for him) The leader will find that his assurance is greatest when he
_Aearns to rely on the group, and when the members realize that the respon-
sibility for what happens is theirs.

Avoid rhetorical questions. But sometimes a positive statement may serve
as a question, if it points out another aspect of the question. Ask for
qualifications of truth. Ask why. Ask for judgement. Ask for authority. (Says
who) Look for common ground when differences are understood. Get the members
to ask questions of each other '

Everyone participate. But do not hound people. If they persist in silence,

| #d4¥/4 bring them into other people's arguments with "What do you say to that
" or "That doesn't quite jibe with your remark the other day", etec.. If
|

_general silence prevails, take a whow of hands on something, ask the silent
ones why they voted as they did.

Tt is good for the long talkiers to remain silent occasionally.

Toint out progress in discussion. Summarize progress when onpomtunity
arises. "hen doing this it should be easy to point to the next logical step.
Do not use this method to interrupt arguments, but to tie things together

__and move on.Croups not accustomed to discussion methods need more summaries
and hints for the next move than old timers.

Tet them follow their own interests. It may take two mdee tings to get
back where yvou thought you should have been in the next 5 minutes. (That's
not good, from my point of view)(Recall Zalles' class, what l1ittle you saw
of it, where his dominant personality no doubt carried the class. There see-
med to be l1ittle noise from the floor, except from some loquacious old
Scotchman. Thus this domineering personality must be avoided. FPerhaps you

_can direct their thought by bringing out bits of information which inev-
itably lead to the next subject. But it seems you've just got to let thex
talk, to convince them that their ideas will get neither a better nor a worse
reception than anyone elses)(Still, after this long in the army, they must
rnow that. But a guick mind, like Steinecke's, will develop the truth all

by itself, with only the slightest prodding on your part, and may come

up with a number of things good for you to know. And, in my session with

Steinecke, he certainly talked more, and boought out more factual informa-

tion, than I did. But then, he was an unus al person. Perhaps I will have

some like him in my class. I hope so.)

Problems of the individual members are the best starting points. (That
will be hard in my class, for I want to avoid discussing the immediate
future, and get ahead many years, I'm hoping the calibre of student will
__be high enough so I can do this.) It helps to get before the whole group

the personal concerns of each individuel. Thies leads to a sense of comrade-

ship, when all 'now that others' problems are the same as their own.

No program should be followed closely.(Which either shows that he is
wrong, or that discussion groups are not the best way to spread Georgism.

‘ Perhaps a discussion groun with a definite reading assignment to talk about
is not quite what he had in mfdind. We'll see) The group will taelk ail around
the subject, =sit should. But the author 1is for the analysis, rather than
solution, of problems. Perhaps this is because of the limitations of his
own mind, which can only analyze, not synthesize. T think we can swing the

bigger deal. We can try

>l

Tntervals between meetings: Discussion !s vain unless the members think
—, read, talk, try things out between meetings. (Hence the primary importance
of members leaving the meeting wanting more. Let this be my constant en-
deavor) The group might arrange some group project. (For example a field
trip thru Wichita Falls, for which research would be necessary, and, I
suprose, possible, tho difficult.) ;

Try to get personal interviews with rembers.If one has been sat on, a few
assuring words will help.(Maybe he needed sitting on, and should be forgott
en) Someone who does not understand the spirit of ddscussion may need
a few words, and they may help a great deal. ihen you see someone conflict-

ing with the group, look for causes. It the cause is superficial, you can
|

roint it out and pateh it up.



GUIDE FOR DISCUSSION LEADERS, p.3 , andHOW TO LEAD DISCUSSION, by
Le Roy E. Bowman. ’ \

Checking the results: Attendance, attitudes(tolerance, participation,
skill and kxnowledge, willingness to listen, avoiding personalities,
making friends with other group members, not wgnting to quit)
development of outside study habits, participating in themanagement
xeeping ¥ to the subject. :

Post-discussion questionairre sugeested. (Here is a good idea to
send them away thinking. If a little writing before the meeting
mekes the meeting, then writing before they leave should encourage
outside study)

War Dept. puts out"Bducational MMnuals", prepared b& Historical
Service Board of the American “istorical Association. "G.I. Round-
table is the reneral tit le. Materials published b y any private
agency must comply with the new Federal Voting Law, so that they .
are not political propaganda. We can hardly be suspect, since no
political partie's program contains LVT. Even if it did, we could
surely discuss it. But we could not use as a textbook material
advocating it. But we could use them for reference.

Suggested publications: American Council, Institute of Facific
Relations, 129 E. 52nd St., N.Y. publishes educational descriptive
pamphlets on pacific nations.

Commission to Study the orgainigation of peace, 8 W. 40th St.

Foriegn Policy Association, 22 E. 38th St, N.Y. Headline Books
and Foriegn Policfy Reports.

National Planning Association, 860 21st St., N.W., Wash.

Oxford U, Press, 114 5th Ave., NV

Public Affairs Committee, 30 Rockefeller Plaza, NY

20th Century Fund, 330 W. 42nd St., NY

HY Wilson, 950 University Ave, NY, The Keference Shelf

Discussion leadership bibliography: 1) Bowman

2) Discussion: *rinciples and types, Baird, McGraw-Hill.
7)Discussion methods for adult groups. Fansler. American Ass., for
Adult Education, 525 W, 120th St., NY _

4) Discussion methods; Garland and Phillips, Vol. 12, #2 of the “ef-
erence Shelf, H 7 Wilson, 950 University Ave., NY

Now here is: HOW TO LEAD DISCI'SSION, Le Roy E. Bowman,connected with
Teachers' College, Columbia University. New York, Woman's Press.YWCA.

Leader's preparation makes the meeting. Meeting is not the object in

itself.
1)Why use discussion methods? The act of talking is a great stimulus
to interest. Participation with others of one's own age and intellect
is a great stimulant(But if, as is possible, the spread of intelledt is
wide, one really should divide the class into two or more parts. A
certain difference, however, will prove stimulating. Difference of back-
ground, rather than of intellect, is realiy what is stimulating.) In a
lecture there is no assurance that the 1isteners know what is being said.
Tn a discussion they say it, and you cannot really go ahead until they
get the idea. (Thus too great speed 1is guarded against. But what prevents
too slow a speed? Only the spur of the moderator) All aspects, points of
view, are emphasized as no lecturer could. There 1s a sense of equality
~and ther-fore assurance among the members.
- Choose subjects which force the members to make a choice, to assure
interest. (But do not let this over emphasize the importance of the

smmediate present) (Point out to the class that the subjects we are
discussing are ones on which they must someday make choices)

(If a great deal more information is necessary before discussion can
be sensible, point the fact eaut and prevent bickering.)

Vanysubjects that are widely discussed are not understood, because
peorle do not even know what the words mean, (Tell the class not to fear
to admit ignorance of some word. The one who admits he doesn't know, and




thereby finds out, is wiser than the one who pretends he knows and doesn't.
Discussion brings out the real meanings of words.)
(Let this class be interested in ideas, not words.)
(Tdeas are much simpler than the large words, used to give a semblance of
wisdom, lead us to believe. Hence, if your thoughts are in simple ideas,
do not therefore underestimate what you know)
s Discussion makes people feel that they belong to the world in which they
ve.
People get a few big words on their tongues and no simple ideas in their
~minds---hence confusion. (My tactics: ask them to write for a couple of
minutes on "what is capitalism"”. Reading the answers aloud will indicate
that everyone has a different idea. Then I will excise the word from our
language. Also "democracy"” and "justice". Then ask the class for other
words which should not be used.)

2) The job of the leader. Not flashy.(But a 1little flash here and there
will do nof harm, provided individuals are not squelched.) Proposed the
next thing to do, and then let them do it. (This will be tough, and slow
going. Experience should tell me just how fast to push them. I can't let
them ramble on forever)You cannot start to do it yourself, and then expect
them to join you. (A possible difficulty with my "capitalism"” plan, outlined
above . T fear I am going to push a 1little harder than this fellow would
have me. He is used to women, which may maxe a difference.)(The George school
method of question sheets certainly served to straight jacket the discussion,
at least in my classes. In other people's*¢lasses I have heard the discussion
ramble pretty far, yet always return to the point. I guess I was a little
to domineering.®) Leader should know the members well, to guide them easier.
He should be able, restrained, confident, not overly aggressive. Sympathetic,
well-balanced. Need not be attractive.
—He starts, directs, summariges, but does not actuaily say the words.

, »Leader may express personal opinion when it fits in, but should talk no
more than anyone else. He should distinguish between his views as a person
and his summaries, as leader of the group.

He should delegate many tasks. Even summary meking.(I shall ask someone

“else to make the final summary.Volunteer only. Call on no one.) |

3) preparation for meetings.
Yore imnortant than leading ability. Those not familiar with discussion

methods may be dissappointed, not realizing what they have really gained
from the meeting.They may be used to lectures.The leader can get them into
the mood by personal contacts before the meeting, findi g out their special
interests. ¥"nowing them he can surely bring response. !any peovnle fear to
say certain things at meetings that they would say in private, because they
fear to display gross ignorance in public.(Often T have felt this way in a
groun who discussed something very cocksuredly, only to discover that they
really did not know what they were talking about. This is important. Get
peorle to that point where they will say,"I don't really see this point.”
It may discourage you to suddenly realize that they don't ,d when all the
time vou thought they did, but it is the road to knowledge.) Certain self-
assured persons will feel very keenly any rebuttal of their opinions. Try to
start it off genly.
6 to 15 persons a good size.Some groups may have good, some bad, discussién
habits. A new group will! probably have bad ones.
_  The more things the group can decide upon, the better they will feel.lLet
“them have a voice in meeting place, equipment, everything. A section of a
larger room is ok. Table desirable, so they can write and hide their feet.
(Wish I could hunt up a table. This feet hiding business may be important.)
~Let them sit in a circle, so they can see each other easily. (Hiding feet
gets rid of a large possible distraction. Cets one awaly from the ludicrous
and earthy side ofman, to the handsome and spiritual side. Charts, maps,
~—etc., will give something to talk about and make it an interesting place.
SHave plenty of them hanging around.Timid member will find it easier to speak
when there is something material up to point at.
4)The first meetings. Let it be as far as possible a continuation of the
thinking that has preceded(which in my case means the guestionairre.) Be inf-

_ ormal. Some will think nothing is being said because it is not being said

&

> formally. But keep the sénse of serious application. Put responsibility on
“the group wherever possible. Let others answer, not the leader, where possibl




}

The latter meetings: Unless more facts a propos are brought in, there

—will be a tendency to drift off the subject.(In short, meke the novelty of

the subject as compegling as the novelty of the unexplored subjects)
After a while it will be best to bring in great droves of f=cts on the

—~subject. Persons in the group with the proper training and background

may be asked to look things up and report. References to authoritative
books written for the average nerson are very good.(There's an idea. Don't

—just tell peonlie to 1pook up anything, but give concrete sug@estions. Even

if they don't get these particular ones, they will get something if they

go.)
Possible pnitfalls:

—Teader gets too eager to "get somewhere". Fe can criticize poor discussion
methods too much. "any leaders liack confidence, and to feel that the meeting

was a success they give out too much information, or follow a set form too
rigidly. Instead, put the burden 4f on the group, and pay more attention to

~the particular discussion instead of detailed plans. The fun of "catch as

catch can" discussion does away with lack of confidence.(Remember that
soldiers have had pienty of bull sessions, and may iong more for a iittle
order than pure accident progress.)

Usually someone talks too much. Fis excess energy should not be wasted
in repression, but he should be given speclal assignvents. (He may turn out
to be your best man) Those most reticent at first often prove most valuable
members of the group later on.

Difficult members:1)Fe who never changes his mind, and lengthily refutes

all wno disagree with him. 2)More numerous, the person who wants quick ans-

wers, is too iazy for analysis. (He, I judge, will object to discussion in

general, Be very easger toget somewhere, but not to take the steps necessary

to get there) wtbg
The group is usually too ambitioms. Good to start with discussions of

unimportant matters.(?) No group is as bad as it seems at first. It needs

—encourageing words about itself once in a while.

Regular attendance to be stressed as important.

Conflicts are to be welcomed, and freely spoken of,

Delciate subjects are not to be avoided.

A most pernicious habit, that of speaking as tho one knew more than he
does. Rather common. "hen asked to explain some pet phrase or word he does
not really understand, many a man gets mad. The attitude of delight must

be replaced. for it.

Some miscellarieous ideas.

At the end of each meeting, ask for a show of hands on "Did we ramble too much, not

. enough, too slow or oo fust?"

We are more interested in what should happen than in what probably will happen in the
immediate future.

Tell the class some of your problems, let them answer.

I can get the students a place in 961 for cuiet study.

Self education is as important as formal, if not more so.

Teachers will stick around after class, for bulling. : :

"6,000,000 people live in Texas. How many could shay here if Texas did not trade

with the U.S.?" A
Bldg. 939, Unit Personnel, bulletin board.

"Let 'em sleep".

|
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STRATEGIES

AT WILSON,

IT’S A WHOLE NEW BALL GAME

Back on its own, the sporting-goods maker is thriving again

y last fall, 1987 had already been
a long, hard year for Richard E.
Wenz. As chief financial officer
of Wilson Sporting Goods Co., he had
restructured the hefty debt load taken

on when Wilson management bought
the company in 1985 and had helped re-

son made cutrate deals with discount-
ers, such as K mart Corp., for its sports
gear. That rankled the lower-volume ten-
nis and golf pro shops, which couldn’t
offer the same prices, and Wilson lost a
big chunk of its most lucrative business.
Wilson also lost its edge in product de-

gest brand names in tennis and golf.
Murray, 60, who retired as chairman of
Prince in 1983, has traveled the country
patching up relationships with golf and
tennis pros. Pro-shop volume has in-
creased to 53% of sales. Rupp, 43, who
ran Wilson’s international division under
Pepsi, has focused on cutting costs and
spurring product development.

The two executives shaved $5 million
off the payroll immediately and pruned
product lines. In 1986 they scrapped a
season’s supply of pro golf clubs be-
cause of shoddy workmanship. Rupp de-
stroyed some of the clubs in the plant’s
parking lot as an in-house publicity
stunt. The move “set the tone for the
new Wilson,” Rupp says.

Most important, the product-develop-

solve a nasty dispute with for-
mer parent PepsiCo Inc. over
the purchase price. Then came
Oct. 19. Just as he was put-
ting the final touches on a $42
million stock offering, Wenz
watched Bloody Monday plun-
der six months of work. “It
was surreal,” he says. “The
whole process stopped.” In-
stead, Wenz was forced to
raise some cash in a private
debt placement.

RAPID GROWTH. Wilson faces
a bittersweet dilemma: Its
rapid growth is outpacing the
cash that it brings in. That
certainly wasn’t the case un-
der Pepsi. After joining forces
with former Treasury Secre-
tary William E. Simon’s Wes-
ray Capital Corp., the new
owners reversed Wilson’s
slide. Sales jumped to $342.2
million in 1987 from a trough
of $247.6 million in 1984. By
the end of last year, operating

CEO RUPP: ONCE AGAIN, NEW PRODUCTS ARE DRAWING CROWDS

ment and sales-and-marketing
staffs began to talk to one
another. The result: New
products are tied more closely
to customer needs. Most im-
pressive is the new Profile—a
thick-necked, high-perfor-
mance tennis racket intro-
duced in January. Wilson
hasn’t been able to keep up
with the demand for it. Says
Robin Deutsch, editor of Ten-
nis Buyer’s Guide: “It’s the
biggest invention since the
Prince Classic.” Also selling
briskly are Wilson’s new
Staff Gooseneck golf club, a
modernized version of an old
classic, and its long-flying Ul-
tra golf ball.

HEAVY DEBT. Wilson is far
from home free. After 18
months of haggling, Wenz did
settle the dispute with Pepsi.
Wesray ended up paying
Pepsi $15 million for some
Wilson preferred stock with a
face value of $42 million. That

profit had rebounded to $26
million from a 1984 loss of $17.3 million.
But that didn’t take the pressure off
Wenz. Because of heavy interest ex-
penses, Wilson eked out just $2 million
in net income last year. As for 1988, a
25% increase in net income looks likely.
What’s more, the company is beginning
to regain some of the respect and mar-
ket share it lost in all its markets under
Pepsi’s reign. The soft-drink giant,
which took control of Wilson in 1973,
had used the sporting-goods manufac-
turer as a proving ground for its manag-
ers. The suburban Chicago unit had sev-
en presidents in 12 years, while brand
managers spun through a revolving door
to Pepsi soft-drink or food units.
Trouble was, pushing sporting goods
bears little resemblance to selling soda.
For instance, just as Pepsi makes special
deals with big supermarket chains, Wil-

velopment. While many top tennis pros
had wielded Wilson rackets in the late
1970s, Prince Manufacturing Inc.’s big-
headed racket leads the innovations that
have dominated the 1980s. Admits a
Pepsi spokesman: “We didn’t bring
much to the party.”

Led by Chairman John P. Murray Jr.
and Chief Executive Glenn N. Rupp,
Wilson is working hard with Wesray to
revive what was once one of the stron-

In 1986, Wilson scrapped
an entire season’s supply
of pro golf clubs
because of poor workmanship

made the total cost of the LBO $132 mil-
lion. But Wilson still faces a formidable
debt load. At the end of 1987, total debt
was $160.3 million while equity stood at
a scant $26.5 million. That has led to
caution in inventory planning, which has
crimped supply. Says Murray: “Right
now we'’re back-ordered in everything at
the height of the season.”

The failed stock offering was de-
signed to fuel growth. Wenz got a $10
million cushion by issuing to a British
company notes that bear a 5% interest
rate and can be converted into 9% of
Wilson stock. And he hopes to revive the
public offering if the new-issues market
ever snaps back. Otherwise, with sales
growing at almost three times the indus-
try’s 7% average, Wilson might have to
rein in growth for lack of cash.

By Michael Oneal in Chicago
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cedes Jerry Leonard, general manager
for portable products: “There’s a lot of
work to be done yet.”

For now, the strong yen and booming
U.S. computer market are helping to
buoy Motorola’s efforts. Last year prof-
its soared 62%, to $308 million, on a 12%
sales increase, to $6.7 billion. This year’s
profits are expected to reach $493 mil-
lion on $9.3 billion in sales. But Motorola
believes that only a revamped work
force can help the company sustain such
momentum over the long term.

It was Galvin, whose dad founded Mo-
torola in 1928, who decided that educa-
tion was the catalyst of change. “The
need to find a way to improve manufac-
turing systems was generally recog-
nized,” he recalls. “Schooling as the
means was not as readily appreciated.”
In 1982, Galvin mandated that at least
1.5% of each manager’s payroll be devot-
ed to training. Previously managers
could budget little or nothing.
REQUIRED COURSES. Since 1984, manag-
ers have clocked more than 3.2 million
man-hours in classes that last from half
a day to eight weeks. Motorola also in-
sists that its suppliers enroll in courses
on quality. In a typical class, 40 manag-
ers sit at round tables for lectures, then
break into smaller groups to solve prob-
lems. They study such technical subjects
as design-for-assembly or just-in-time in-
ventory as well as such fuzzy issues as
risk-taking and managing change.

In the plants, Motorola has gone back
to the basics. Workers who fail reading
and math tests are given remedial les-
sons before tackling such topics as sta-
tistical process control. They explore
such cultural issues as idea-sharing and
teamwork—the latter reinforced by vol-
leyball games at headquarters in
Schaumburg, I1l. Says Darrell T. Piersol,
a Southwest Texas State University
management professor: “They’re trying
to get people to realize that in this com-
petitive environment they need every-
one’s ideas and cooperation.”

The early results are evident in a non-
descript, one-story building several miles
north of Motorola headquarters. There,
flexible manufacturing cells have re-
placed traditional assembly lines. Mak-
ing cellular phones with 70% fewer com-
ponents than earlier models, the workers
build one phone in four hours—down
from 40 hours three years ago. Defects
have dropped by 400%. Says Mpyriem
Nelson, a machine operator with 15
years at Motorola: “Quality is the No. 1
concern of everyone.” It’s a heavily pro-
moted notion in the classes that Nelson
and other employees attend.

Even so, Motorola is finding that edu-
cation alone won’t precipitate reform
without reworking incentives and hiring
practices. So in exchange for meeting
tough goals, such as cutting product-

design time, Motorola now hands out in-
centive bonuses. Still, there is grumbling
that its accounting system discourages
cooperation among business units. One
reason: Such programs often produce
costs that show up on a manager’s prof-
it-loss statement—but their contribution
to profits can be harder to pinpoint.
OPEN SYSTEM. Yet by throwing together
marketing, quality control, and engineer-
ing employees in classes, Motorola is
breaking down walls. In the past, lack of
communication often led to costly prod-
uct redesigns and other snafus. “We
were actually beating the Japanese in
manufacturing quality and manufactur-
ing time, but our design time took twice
as long,” recalls Edward W. Bales, who
helps run the training center. That’s
starting to change: The time to design a
new land mobile radio has been cut in
half, to 18 months.

The lessons are sparking other suc-

cesses, t0o. In Scotland, the East Kil-
bride chip plant has halved its raw-mate-
rial stock. Last November the electronic
materials operation became the first
semiconductor unit to reach 95% on-time
delivery. Motorola is aiming to lower the
defects to 3.4 per million companywide
by 1991 vs. 200 per million now, the low-
est rate in any of its divisions.
Motorola may never again be No. 1 in
chips, but other key products, including
cellular phones, two-way mobile radios,
pagers, and modems, remain leaders and
are gaining unit share in markets world-
wide. The company is chalking up some
notable victories in quality, cost-cutting,
and customer relations. But so are ri-
vals, a fact that hasn’t escaped Fisher.
“Now we have to improve faster than
the competition,” he says. On that score,
at least, Motorola seems to be learning
its lesson well.
By Lois Therrien in Schaumburg, Il

THE ‘EDUCATION FANATIC’
LEADING MOTOROLA'’S LEARNERS

up,” says George M. C. Fisher. As

Motorola Inc.’s new chief execu-
tive, he’ll have little chance to sleep.
While Chairman Robert W. Galvin initi-
ated a long-term plan to “renew” the
company by reeducating its employees,
it will be up to Fisher to lead the cul-

‘Ilike change because it wakes you

ny lifer: Fisher’s predecessor, Vice-
Chairman William J. Weisz, is a 39-
vear veteran. But Fisher obviously
outshone the competition. Under his
leadership, Motorola’s paging business
flourished. And when Japanese compa-
nies dumped pagers into the U.S., he
brought charges before the Interna-

tural revolution.
The 47-year-old
Fisher is no stranger
to change. He grew
up wanting to play
major league base-
ball, but a knee inju-
ry at the University
of Illinois put an end
to that dream. So af-
ter earning his BA in
civil engineering, he
got a PhD in applied
mathematics from
Brown University.
Fisher joined AT&T
Bell Laboratories in
1965. Some 11 years

CEO FISHER: HE LOVES CHANGE

tional Trade Com-
mission in 1983. Fish-
er persuaded the ITC
to levy 100% duties
on the Japanese
pagers.

A short, compact
man who looks more
like a high school
math teacher than a
CEO, his interest in
learning is keen.
“I’'m an education fa-
natic,”” he laughs.
“I'd probably still be
in school if I didn’t
have to earn a liv-
ing.” He doesn’t sit
in business board-

later he opted for a
job as director of quality and informa-
tion systems at Motorola’s communica-
tions division.

He moved up quickly, first as assis-
tant general manager of a mobile-radio
plant, then becoming head of paging
operations. By 1984 he was No. 2 at the
communications division. In 1986, Gal-
vin named Fisher president and an-
nounced plans to make him chief exec-
utive officer in 18 months.

Galvin was expected to pick a compa-

rooms but in those of Brown, the Uni-
versity of Illinois Foundation, and Na-
tional Merit Scholarship Corp.

Yet he’s not the ivory-tower type. At
the office, he routinely takes telephone
calls from irate customers. And he’s
almost apologetic about conveying his
enthusiasm for such buzzwords as “to-
tal customer satisfaction.” Says Fisher:
“I know that it sounds trite and shal-
low at first, but it's not only sincere,
it’s powerful, absolutely powerful.”

THE CORPORATION
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Bush Won Middle Class With Ideology; Poll Finds

By DAVID G.SAVAGE, Times Staff Writer

WASHINGTON-—George Bush
won the presidential election by
stressing ideology, not competence,
and convincing disaffected middle-
class voters that he was on their
side with tough stands on_crime,
drugs and nati accord-
ng to a Jimes Mirror Eol_l_x;eleased
Tuesday.

The poll, the final Times Mirror
survey on the 1988 race, indicated
that while Democratic nominee
Michael S. Dukakis dwelt on the
financial “squeeze”’ hurting the
middle class, Bush got better reé-
sults by stressing the differences
pbetween his conservative philoso-
phy and Dukakis’ more liberal one
on a range of issues.

Controlled Agenda

By the end of the campaign, the
issue of crime had _vau

voters’_concerns,
demonstrating how Bush had con-
trolled the agenda.

The poll, conducted for Times
Mirror by the Gallup Organization,

involved contacts with 022 voters
on Nov. 9 and 10. The margin of

error was plus or minus 3 percent-
age points.

In May, the voting ploc described
as “disaffecteds” by the Gallup
Organization was evenly split be-
tween Dukakis and Bush. But by
Election Day, 68% of these pessi-
mistic, financially pinched voters
cast their ballots for Bush, the poll
found.

Issues ‘Neutralized’

Andrew Kohut, president of Gal-
lup, said that Bush’s campaign
managed to “neutralize” many of
the Democrats’ best issues, such as
expanded child care and universal
health insurance and instead, focus
the voters’ concern on crime and
defense, where Dukakis was seen
as weak.

The survey also found:

— That Bush’s winning coalition
was largely in place by the second
week of September. Voters decid-
ing in the final days voted for
Dukakis by a 60%-40% margin,
pbut by then Bush had an insur-
mountable lead.

—That Sen. Dan Quayle, the

GOP vice presidential nominee,
cost Bush about 49, of the vote.
—That Bush voters cast their
ballots with more enthusiasm than
Dukakis voters. Bush voters were
more inclined to say they were
voting “for” Bush and his stand on
, while Dukakis voters
were more likely to say they were
dissatisfied with the race and were
voting mostly out of party loyalty.
—That fewer registered Demo-
crats defected to Bush this year
than to Reagan in 1984. Some
indicated that they were alienated
by Bush campaign tactics and his
choice of Quayleasa running mate.

_That 30% of the voters said
that they had “no confidence” in
either candidate. In 1980, 39% said
the same about nominees Jimmy
Carter and Ronald Reagan.

—That voters pelieve the top
priority for the Bush Administra-
tion should be reducing the federal
deficit. About 449 cited this re-
sponse, while protecting American
jobs from foreign competition was
second with 20%.
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BUSH: Brady to Remain Treasury Chief

Continued from Page 1

vice president has not indicated to
any of us that he has made a
decision,” she said.

Sununu is a glib and personable
state chief executive who told the
vice president in the bleak days of
last winter that the way to salvage
his presidential campaign was to
drop the trappings of high office
and plunge into a one-on-one style
of politicking. Many, including
Bush himself, credited this decision
with his come-from-behind victo-
ry in the New Hampshire primary.

Virtually no one in Washington
was surprised at the decision to
reappoint Brady, which was preor-
dained last summer when Presi-
dent Reagan asked the Wall Street
investment banker to become sec-
retary of the Treasury and smooth
the way for a transition, should
Bush win the election.

Bush announced the Brady ap-
pointment after he and Vice Presi-
dent-elect Dan Quayle met with
German Chancellor Helmut Kohl,
the first of a string of sessions Bush
has scheduled with foreign leaders.
He will meet today with British
Prime Minister Margaret Thatcher.

In making the Treasury an-
nouncement, Bush said that his
long-time friend Brady, having
served eight months as a US.
senator from New Jersey, also
“brings with him the valuable
ability to work effectively with
Congress as we work out and
develop a budget deficit reduction
plan.”

‘No Time Pressure’

On the chief of staff appointment,
Bush told an afternoon gathering of
reporters: “I feel no time pressure
on that.” Buad "dded, appar-

his White House senior staff while
he explored the possibility of split-
ting responsibilities among Sunu-
nu, Fuller and perhaps Teeter. But
a source said that Bush was “put
off” by that idea, as were the
individuals involved.

“It is clear Bush felt strongly he
ought to have a No. 1, who was
indeed the chief of staff,” said this
source.

On. his arrival in Washington,
Sununu was asked if he had been
offered the job to oversee the
White House staff and replied only:
“I’ll do whatever he needs.”

Fuller, for his part, has been

quoted as saying that there is
considerable “jockeying” going on.
And a source close to him con-
firmed ‘“antagonism’” between
Fuller and Sununu.

“You keep reading stories sug-
gesting that you are arguing, and
eventually you are,” this source
said. g

Meanwhile, the capital .also was
alive with rumors about potential
appointees. For instance, U.S. Am-
bassador to Korea James R. Lilley,
an old friend and CIA station chief
in Beijing when Bush headed the
U.S. Mission to China, was said to
be in Washington, lobbying to be
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