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Side one
Wills:

. . . talking about training . . . training . . .

Brooks: Yeah, I want to talk a little bit about training
employees.

I did like lots of people, now, say J. c . [James

Cash) Penney.

Old man Penney I'm sure got him one store.

He

got it working and making money and doing well, and then he
scattered that there store everywhere.

Well, our friend in

Arkansas built all these stores now; I am sure he built him
one in Arkansas.
it.

He got it just right, and then he scattered

He's got them scattered all over this country now, and he

claims he is the richest man in the world, worth four and a
half billion dollars.

Of course,

he said that he doesn't

understand that because all he's got is a pick-up truck and
some papers, but . . . anyway [laughter], that's the way to do
it.

So naturally when I started in carrollton,

[Georgia], I

wanted to work out a pattern of what would do (about) this job
of

stopping

members.
the

job,

hunger,

and

increasing

productivity

of

our

So I set up ours, see, I worked it the way of doing
making

money

and

yet

greatly

increasing

the

productivity of our members, and running their income way up.
Then I scattered that all over this, just as fast as I could
scatter it all over this part of the world, that's what I was
trying to do,

was stop hunger and nakedness.

We were the

economic problem number one of the nation, right here in the
southeast, right where Gold Kist is operating.
economic problem number one.
it

was

successful,

everywhere.

and

So after I worked it out where

then

I

scattered

it

all

over

Now, of course, I had problems, naturally, but

one of my problems was training people.
simple--just

We were the

hire

people

and

put

You would think it is

them

something--but it doesn't work that way.

out

here

running

So I found out that

I had to take these employees, and for a year train them, and
put them through every operation that they were going to be
involved in.

They had to go in there, and see how somebody

who was successful, how they were doing it.
training for a year;

[I)

I put them in

wouldn't let them hit a

lick,

I

wouldn't let them handle a dollar because I knew that they
might mess it up.

Well now, consequently, when I opened these

things I trained these people, and put them in there, and they
did well.
To illustrate what I'm talking about, in the problems I
am talking about: when the war was over I had lots of people
wanting jobs, I mean, coming out of the army.
majors in one day.
three

fellows,

I hired three

Well, I got to thinking here, "Here are

majors

in the army,

way up

in the scale.

They're college graduates, and they're smart, and brilliant,
and maybe I can not put them in the training program.

Maybe

I can just put them as manager in one of these set-ups, see.
So I gave all three of them a set-up; I was building set-ups
then.

Well, at the end of the year, now, you talk about a
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mess; you ain't never seen such a mess as they did.

All three

of them just messed up the operation where I figured I never
would get them straightened out again hardly,

but it was

terrible.
So I

got all

three of these

fellows,

majors,

in my

office, and I said to them, " Now , it's not your fault.
my fault.
training.

I

should

not

have

put you

But you were majors, and I

It's

out there without

realized that it was

against your dignity to put you out here at the bottom, and
make you sweep floors,

and come all the way up through the

operation for a year before I let you do anything.

I thought

I could just short circuit that program and do it.
three of you just played the devil .

But all

You have just messed up

the operation to where I don't know whether I'll ever get it
straightened out again or not.

And I am sorry as I can be but

you've lost a year, and it's my problem, and it's my fault,
not yours.

There is nothing wrong with you all, you all are

smart, you are al l right, but I didn't train you.

Now I am as

sorry as I can be but you are going to have to start at the
bottom again.

You have to go out there, and I'm going to put

you in these operations, and you are going to have to start
[by] sweeping the floor, and come all the way up again .
are going to have to do that for a year.

You

Now , I know that's

terrible on the dignity of people who have been majors in the
army and college graduates and everything, but the only way I
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know to get it done is on-the-job training.

And so I

am

telling you you are going to have to start over."
Well,

one of the fellows,

Mr.

(G.

Allen]

Burson 1

who

finally became my top man in Gold Kist 1 Burson said, well 1
this is real bad 1 but if it took that, he was willing to do
it.

I said 1 "Okay."

Well, another fellow, Olin Thompson--and

he went right to the top finally in Gold Kist--he said, well,
if Burson could do it, he guessed he could do it.
third one said,

Well, the

"Well, to hell with this thing about going

back out sweeping floors."

He wasn't thinking about sweeping

no floors; he wasn't going to go back at all.
going to do it 1 and so he walked out.

He was not

Now I've never seen the

fellow since then; I don't know what ever happened to him.
But both of these fellows that I put back became top people in
Gold Kist in time.

They went to the bottom, they came all the

way, and walked the way up.

So I am saying that this thing of

running something is not as simple as you might think.

They

desperately all need training, and so I put everybody in this
training program, and I think that was one of the reasons of
success: that when I put a fellow out there he knew what he
was doing,

he wasn't out there blind.

don't care how smart they are.

I

found out that I

If you don't put them in the

training program, they are not going to make it.
work.

It won 1 t

So consequently my training program, I think, was very

helpful in Gold Kist and in building it.

It gave everybody
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lots of training before I

put them in charge of anything .

Now, I realize that that was a hard job.
In addition to that, to show you the extremes that I went
because I was running a very tight operation,
operation

that

I

had

every

month,

operation, and I wrote a letter.

and

I

I took every
analyzed

that

So we had, see, local--we

set up local boards of directors for every operation, every
point that we went in, and we, of course, had managers, maybe
assistant managers.

But I

analyzed that statement,

wrote it every,

see,

and since I

every month I

had started and

built it I could look at it, and tell exactly what was right
and what was wrong,

see.

I

analyzed that statement every

month, and I'd write to the directors and this manager saying
that, "You're good here and you're bad here, now straighten
this out.
people.

The expenses were too high, say you hired too many
You have got one or two too many people because your

expenses are running too high.
Well in that way I

Now straighten that out."

never had a loss.

I operated all these

years, forty, forty-five years, and never had a loss.

But I

was counting the money it looked like nearly every hour.

I

mean I was just standing there on top of it very tight, very
tough operation.
so I found out young in life it is about ten times as
easy to lose money as it is to make it.

So if you're going to

make it, you'd better stay on top of it or it's going out the
drain.

Furthermore,

you'd better know what you're doing.
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You'd better set up your bookkeeping and accounting to where
you know every month .

Lots of the people that I saw

broke didn't know they were broke until they got audited or
their accounts paid; they thought they were doing all right.
It was because they had not kept up with the business, just
been running it during the year, and finally at the end of the
year they had an audit or somebody checked them out, and found
out they

were

surprised.
easily.

broke.

Well,

they

were

just

shocked and

So I am saying that it doesn't run itself that

If a business is going to be successful it's got to

know what it's doing; it's got to know it every month.

The

manager has got to know what's going on, and he's got to sit
there

and

count

that

money

every

month

and

operation, otherwise he's going to go broke.

analyze

his

You see, nine

out of ten of every businesses that start goes broke, so your
chances are when you start one you just have one chance in ten
to win anyway. (Laughter]
Wills:

So it's a hard job.

Is there anyone that you've, in other businesses,

that you've worked with, that you particularly admire their
style of what they do?

I know you've worked with [Robert W. ]

Woodruff in Coca-Cola, and people like that .
that stands out as being.

Is there someone

?

Brooks: Well, one of the companies that I thought did an
excellent job was DuPont.
great success,
Motors.

You see, DuPont not only made a

but DuPont in the early days owned General

So, and they put the same system in General Motors.
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Now, they put in a system whereby they put in . . . a system
really of checks and balances where they put in executive
committees,

and they were then chairmen.

But then,

this

executive committee, and that applies to large businesses not
small businesses, large business(es) where you have got things
scattered all over the world in large businesses, they had to
have somebody sitting on top of everything.
was

set up executive committees,

in a

So what they did

real

large company

maybe eight or ten members were the executive committee, in a
small company four or five.

But they would meet constantly,

maybe weekly, looking at their operations, see.

They'd have--

the executive committee would meet, and all of the information
that the accounting division had developed would go up on the
screen where that all of them could look at that, see.

If one

segment of that business was weak, or getting troubled, then
the others would try to help, see, so that that system looked
quite good to me because certainly DuPont's been one of the
most successful, and then General Motors.
Well,

I happened to have some friends who were the top

people in DuPont, so they were kind enough to let me come up
there, and go through their operations, meet with the boards
and everything else, go through their operations.

Then their

senior vice-president came down here, and worked with us to
help us set up the system.
Brooks:
which I

So I

(Cut off )

got them to work with me on our system,

think was helpful,

but it was not completely [sic)
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apply to us because they were so much larger than Gold Kist,
see.

But in a way it played a--where they would have eight or

ten we would have three,

see.

So consequently ,

think, helpful to stay on top of it.

it was ,

I

If a business is going

to grow and get large, I think you need to set up an executive
committee and somebody sitting on top of every operation .
Then the whole group looks every week to see how it is doing,
so you just don't let it run itself.

What I'm trying to say

is the way you control business is stay on top of it.
End of Side One
END OF INTERVIEW
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