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N O T I C E :  T h i s  i s  a c o p y  of m a t e r i a l  p r e s e n t e d  to the  r e s i d e n t  
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Dr.  E l i  Ginzberg ,  P r o f e s s o r  of E c o n o m i c s ,  Gradua t e  School  o f  
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d i r e c t o r  of h o s p i t a l  d iv i s ion ,  Surgeon  G e n e r a l ' s  Off ice ,  1944; d i r e c t o r  
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S e c r e t a r y  of War ,  1946-48. He is  a l so  a m e m b e r  of the E c o n o m i e s  
Assoc ia t ion ;  A c a d e m y  of P o l i t i c a l  Science;  A m e r i c a n  F r i e n d s  of 
Hebrew U n i v e r s i t i e s  (d i r ec to r ) ;  and A. A. A.S.  He has  pub l i shed  
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C O L O N E L  M U R P H Y :  A d m i r a l  H a g u e ,  G e n e r a l  N i b l o ,  m e m b e r s  
of the  c l a s s ,  and g u e s t s :  In p r e p a r i n g  o u r  m a n p o w e r  l e c t u r e  p r o -  
g r a m  fo r  the  c l a s s  p r e c e d i n g  y o u r s ,  o u r  i n v i t a t i o n  to D r .  G i n z b e r g  
to s p e a k  r e a c h e d  h i m  in S w i t z e r l a n d ,  and he  a c c e p t e d .  He  w a s  r e s t -  
ing t h e r e  p r i o r  to h i s  r e t u r n  to the U n i t e d  S t a t e s  a f t e r  h a v i n g  c o m -  
p l e t e d  a m i s s i o n  to the  N e a r  E a s t  f o r  the  D e p a r t m e n t  of the  A r m y  and 
the  D e p a r t m e n t  o f  S t a t e .  I n c i d e n t a l l y ,  the  i n v i t a t i o n  w a s  f o r w a r d e d  to 
h i m  by  h i s  s e c r e t a r y  w i t h o u t  b e n e f i t  of a s c o p e .  L a t e r ,  a f t e r  h e  r e -  
t u r n e d  to h i s  o f f i c e  in N e w  Y o r k  and r e v i e w e d  the  i n f o r m a t i o n  c o n -  
t a i n e d  in the  s c o p e ,  D r .  G i n z b e r g  decided t ha t  the  a l t i t u d e  in  the  S w i s s  
m o u n t a i n  r e t r e a t  m u s t  h a v e  b e e n  r e s p o n s i b l e  f o r  h i s  h a s t y  a c c e p t a n c e  
w i t h o u t  k n o w l e d g e  of the  s c o p e .  

We h a v e  b e e n  e a s i e r  on o u r  f r i e n d ,  D r .  G i n z b e r g ,  t h i s  y e a r  by  
a c c e p t i n g  a t o p i c  of h i s  s u g g e s t i o n  w h i c h  r e a d s  a s  f o l l o w s  : " P r o b l e m  
A r e a s  of R e s e a r c h  and D e v e l o p m e n t  of H u m a n  R e s o u r c e s  f r o m  the  
V i e w p o i n t  of the N e e d s  of the  A r m e d  S e r v i c e s  in the F i e l d s  of T r a i n -  
ing, Classification, and Leadership. " 

G e n t l e m e n ,  o u r  s p e a k e r  has earned m a n y  t i t l e s  in h i s  f i e l d .  T o  
m e n t i o n  a few,  he  is  P r o f e s s o r  of E c o n o m i c s ,  D i r e c t o r  of the  C o n -  
s e r v a t i o n  of H u m a n  R e s o u r c e s  P r o j e c t  a t  C o l u m b i a  U n i v e r s i t y ,  and  
D i r e c t o r  of R e s e a r c h  fo r  the  N a t i o n a l  M a n p o w e r  C o u n c i l .  

M a n y  of you h a v e  had  an o p p o r t u n i t y  to r e v i e w  s o m e  o f  h i s  r e -  
p o r t s  f o r  the  N a t i o n a l  M a n p o w e r  C o u n c i l  and I a m  s u r e  t h o s e  w o r k i n g  
in A r e a  3 h a v e  u s e d  h i s  book  " T h e  U n e d u c a t e d "  d u r i n g  t h e i r  r e s e a r c h .  

I t  i s  m y  p l e a s u r e  to p r e s e n t  to you  D r .  G i n z b e r g .  

DR.  G I N Z B E R G :  A d m i r a l  H a g u e ,  G e n e r a l  N ib lo ,  l a d i e s ,  and  
g e n t l e m e n :  The  Good Book  s a y s  tha t  at  s o m e  t i m e s  one  s h o u l d  s p e a k  
and at  o t h e r s  he  s h o u l d  be  qu ie t .  A f t e r  t ha t  i n t r o d u c t i o n  I r e a l l y  
ought  to  be qu ie t ,  

W h e n  I r e c e i v e d  an  i n v i t a t i o n  to r e t u r n  and l e c t u r e  to t h i s  c l a s s  
a f t e r  m y  p e r f o r m a n c e  l a s t  y e a r ,  I t r i e d  to f i g u r e  out  the  r e a s o n .  



I d e c i d e d  t h a t  y o u r  i n s t i t u t e  r e s e m b l e s  a n  e v a n g e l i c a l  g r o u p  t h a t  h a s  
a h a r d  t i m e  f i n d i n g  c o n v e r t s .  H e n c e  i t  e n c o u r a g e s  t h e  s a m e  p e r s o n  
to  c o m e  b a c k  a n d  t e s t i f y  a g a i n  and  a g a i n .  A p p a r e n t l y ,  I b e l o n g  to  t h e  
r e l a t i v e l y  s m a l l  g r o u p  w h o  n o t  o n l y  t a l k  a b o u t  r e s e a r c h  b u t  d o e s  r e -  
s e a r c h .  I a m  t h e r e f o r e  in  a g o o d  p o s i t i o n  to  r e p e a t  m y  t e s t i m o n y .  

I g a t h e r  t h a t  y o u  w e r e  s u p p o s e d  to  l o o k  a t  t h e  l e c t u r e  t h a t  I g a v e  
l a s t  t i m e ,  b u t ,  u s i n g  t h e  e x p e r i e n c e  I h a v e  h a d  w i t h  m y  o w n  s t u d e n t s  
a t  C o l u m b i a ,  I w i l l  p r o c e e d  on  t h e  a s s u m p t i o n  t h a t  yotl  h a v e  n o t  l o o k e d  
a t  i t .  C o l o n e l  M u r p h y  s a i d  t h a t  y o u  a r e  n o t  l i k e  m y  s t u d e n t s - - t h a t  y o u  
r e a d  e x a c t l y  w h a t  y o u  a r e  t o l d  t o  r e a d .  I n  a n y  c a s e ,  I w i l l  r e m i n d  
t h o s e  o f  y o u  w h o  h a v e  n o t  r e a d  m y  p r e v i o u s  l e c t u r e  t h a t  l a s t  y e a r  I 
u n d e r t o o k  to  r e v i e w  t h e  r a n g e  of  r e s e a r c h  g o i n g  on  in  t h e  m a j o r  e d u -  
c a t i o n a l  i n s t i t u t i o n s  a n d  t r i e d  to  r e l a t e  t h a t  r e s e a r c h  to  p r o b l e m s  of  
d i r e c t  c o n c e r n  to  y o u  in  t h e  s e r v i c e s .  T h i s  y e a r  I p l a n  to  t u r n  t h e  
a p p r o a c h  a r o u n d  a n d  b e g i n  b y  d e l i n e a t i n g  t h o s e  m a j o r  a s p e c t s  o f  m i l i -  
t a r y  m a n p o w e r  t h a t  r e s e a r c h  m i g h t  i l l u m i n a t e .  

I p l a n  t o  do  t h r e e  t h i n g s .  F i r s t ,  I w i l l  g i v e  y o u  in  c a p s u l e d  f o r m  
a n  a s s e s s m e n t  o f  t h e  m a j o r  f a c t o r s  t h a t  a r e  d e t e r m i n i n g  t h e  n a t u r e  o f  
r e s e a r c h  in  h u m a n  r e s o u r c e s  b o t h  in  a n d  o u t  of  t h e  a r m e d  s e r v i c e s .  
T h i s ,  i n  c o n d e n s a t i o n ,  i s  t h e  m a j o r  t h e m e  t h a t  I d e a l t  w i t h  l a s t  y e a r .  
T h e n  I p l a n  t o  t a k e  up  f o u r  m a j o r  p r o b l e m  a r e a s :  s e l e c t i o n ,  t r a i n i n g ,  
p r o m o t i o n ,  a n d  p r e m a t u r e  s e p a r a t i o n s  o r  d i s c h a r g e s .  T h e  c h o i c e  
of  s p e c i f i c  p r o b l e m s  m a k e s  l i t t l e  d i f f e r e n c e .  T h e y  a r e  u s e d  o n l y  f o r  
i l l u s t r a t i v e  p u r p o s e s .  F i n a l l y ,  I w i l l  t r y  t o  d r a w  s o m e  c o n c l u s i o n s  
f r o m  t h e  c o n s i d e r a t i o n  of  t h e s e  f o u r  p r o b l e m  a r e a s  f o r  w h a t  m i g h t  be  
c a l l e d  t h e  p r i n c i p l e s  o f  a h u m a n  r e s o u r c e s  r e s e a r c h  p r o g r a m  in  t h e  
A r m e d  F o r c e s .  

Y o u  h a v e  a l r e a d y  h e a r d  m y  o f f i c i a l  t i t l e s  f r o m  t h e  i n t r o d u c t o r y  
c o m m e n t s  o f  t he  c h a i r m a n ,  b u t  t i t l e s  do  n o t  q u a l i f y  a m a n  a s  a c o m -  
p e t e n t  r e s e a r c h  p e r s o n .  Y o u  m a y  k n o w  c o n s i d e r a b l e  a b o u t  t h e  c h i e f  
e x e c u t i v e  o f  a l a r g e  c o r p o r a t i o n  w h e n  y o u  k n o w  t h a t  he  i s  t h e  p r e s i -  
d e n t ,  b u t  in  r e s e a r c h  t i t l e s  a n d  p o s i t i o n s  do  n o t  t e l l  m u c h .  H e n c e ,  I 
w i l l  c a l l  y o u r  a t t e n t i o n  to  t h r e e  o r  f o u r  o f  o u r  b o o k s  to  i n d i c a t e  t h e  
s c o p e  of  o u r  r e s e a r c h  w o r k  a t  C o l u m b i a .  

C o l o n e l  M u r p h y  m e n t i o n e d  o n e  of  t h e m ,  t h a t  w a s  t h e  s t u d y  t h a t  
D r .  B r a y  and  I d id  on  " T h e  U n e d u c a t e d , "  w h i c h  b e a r s  on  t h e  f i r s t  
p r o b l e m  a r e a - - s e l e c t i o n .  

A n o t h e r  l i t t l e  b o o k  r e l a t e d  to  s e l e c t i o n  i s  c a l l e d  " P s y c h i a t r y  a n d  
M i l i t a r y  M a n p o w e r  P o l i c y :  A R e a p p r a i s a l  of  t h e  E x p e r i e n c e  in  W o r l d  
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W a r  I I . "  T h a t  i s  p a r t  of a m u c h  l a r g e r  s t u d y  t ha t  G e n e r a l  E i s e n h o w e r  
w a s  p a r t i c u l a r l y  i n t e r e s t e d  in w h e n  he  w a s  P r e s i d e n t  of C o l u m b i a ,  and 
to w h i c h  w e  h a v e  d e v o t e d  f ive  y e a r s  of w o r k .  I t  i s  a s t u d y  o f  p e r s o n a l -  
i t y  and  p e r f o r m a n c e ,  b a s e d  on the  i n e f f e c t i v e  s o l d i e r .  I t  w i l l  s e e k  to 
e x p l a i n  the  c i r c u m s t a n c e s  t ha t  l ed  to the  r e j e c t i o n  f o r  m i l i t a r y  s e r v i c e  
of r o u g h l y  2 m i l l i o n  p e o p l e  in W o r l d  W a r  II b e c a u s e  t h e y  w e r e  c o n s i d e r -  
ed to be too  n e r v o u s  o r  i nep t ,  and the  a p p r o x i m a t e l y  t h r e e - q u a r t e r s  of 
a m i l l i o n  who had  to be  p r e m a t u r e l y  s e p a r a t e d  f r o m  the  s e r v i c e s  b e -  
c a u s e  t h e y  w e r e  s u f f e r i n g  f r o m  a p s y c h o n e u r o t i c  o r  a r e l a t e d  d i s a b i l -  
i ty .  T h a t  i s  o u r  m a j o r  r e s e a r c h  e f f o r t  in  the  f i e l d  of m i l i t a r y  m a n -  
p o w e r .  

The  N a t i o n a l  M a n p o w e r  C o u n c i l ' s  w o r k  on "A P o l i c y  f o r  S k i l l e d  
M a n p o w e r "  ( D e c e m b e r  1954), i n c l u d e s  a c h a p t e r  on s k i l l e d  m a n p o w e r  
in the  a r m e d  s e r v i c e s .  T h a t  h a s  a b e a r i n g  on w h a t  I hope  to t a l k  to 
you  abou t  in the  f i e l d  of t r a i n i n g  and s k i l l s .  

N e x t ,  a book  h a s  r e c e n t l y  b e e n  c o m p l e t e d  on the  t h e m e ,  " W h a t  
M a k e s  an  E x e c u t i v e  : R e p o r t  of a Round  T a b l e  on E x e c u t i v e  P o t e n t i a l  
and P e r f o r m a n c e "  ( A p r i l  1955). S o m e  of you  m a y  be  i n t e r e s t e d  to 
know tha t  one of the  m e m b e r s  of the  Round  T a b l e  w a s  the  f o r m e r  S e c -  
r e t a r y  of the  A r m y ,  F r a n k  P a c e ,  who is  now in b u s i n e s s  in N e w  Y o r k .  
T h e r e  i s  c o n s i d e r a b l e  d i s c u s s i o n  abou t  m i l i t a r y  l e a d e r s  in t h i s  v o l u m e .  

I a m  r e f e r r i n g  to t h e s e  b o o k s  in  an e f f o r t  to e s t a b l i s h  m y  a c q u a i n t -  
a n c e  wi th  the  s u b j e c t s  wi th  w h i c h  I p l a n  to  d e a l .  We h a v e  s t u d i e d  t h e s e  
s u b j e c t s .  W h e t h e r  we h a v e  l e a r n e d  m u c h  t ha t  is  s i g n i f i c a n t  i s  f o r  you  
to j u d g e .  

L e t  m e  m o v e  now to a b r i e f  d i s c u s s i o n  of the  m a j o r  b a c k g r o u n d  
f a c t o r s  in s o c i a l  s c i e n c e  r e s e a r c h  tha t  I h o p e  wi l l  he lp  to s e t  the  s t a g e  
f o r  l a t e r  q u e s t i o n s .  In d i s c u s s i n g  th i s  s u b j e c t ,  I w i l l  m a k e  s h a r p  and 
s o m e t i m e s  e x t r e m e  s t a t e m e n t s  in o r d e r  to s a v e  t i m e  and to s e t  the  
s t a g e  f o r  a s t i m u l a t i n g  d i s c u s s i o n .  I a l w a y s  look  f o r w a r d  to the  s e c o n d  
h o u r  of d i s c u s s i o n ,  to w h i c h  t h i s  f i r s t  h o u r  of f o r m a l  p r e s e n t a t i o n  is  
p r e l i m  i n a r y .  

Up to  W o r l d  W a r  II  the  a r m e d  s e r v i c e s  n e v e r  r e a l l y  c o n c e r n e d  
t h e m s e l v e s  s e r i o u s l y  abou t  m a n p o w e r .  T h e y  did not  c o n t e m p l a t e  
t ha t  t h e y  m i g h t  e n c o u n t e r  m a n p o w e r  s h o r t a g e s .  T h i s  i s  an  e x t r e m e  
s t a t e m e n t  b e c a u s e  in the  C i v i l  W a r  we h a d  boys  go ing  in to  the M a r i n e s  
at  the  age  of 11 and the  A r m y  q u a l i f i e d  a n y o n e  who was  t a l l  e n o u g h  and 
w e i g h e d  e n o u g h .  But  i t  i s  t r u e  to s a y  t ha t  the r e c o g n i t i o n  of m a n p o w e r  
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as a limiting factor in defense or war is an outgrowth, qualitatively 
and quantitatively, of the experience of World War II. Manpower was 
not even a major part of the planning for World War II; we had just 
come through a big depression with an excess of people for the jobs 
available. 

The second statement is that research as a handmaiden of military 
policy is still relatively new. All of the services are still attempting 
to learn how to use modern science in the solution of strategic and 
logistical problems. 

I served two years ago on the Secretary of the Army's review 
board of the Operations Research Office. It was clear to me then that 
the Army still had a long way to go in learning how to use most effec- 
tivelythis type of research organization. And the scientists still have 
some things to learn about the military. 

The third proposition is that in the human resources field there is 
a great tendency to generalize by analogy from what is going on in 
physical science and to assume that the social sciences will yield the 
same useful applications that can be derived when one moves from 
weapons engineering into weapons improvement. I think that is a gross 
error but it is widespread. 

The fourth pro0osition is that research is frequently confused with 
the accumulation of facts and figures. The essential reason for re- 
search is to get new understanding of old facts. There is no substitute 
for brains in research; calculating machines and clerks can never 
produce results. I wrote an essay not too long ago, published in the 
"Monthly Labor Review (August 1954), in which I argued that it is 
much easier to appropriate money and hire clerks to accumulate data 
than it is to find competent scientists to plan and carry out worthwhile 

research. 

The next point is that modern psychology which is the discipline 
most closely related to the field of behavior, promises much but un- 
fortunately, so far, has been unable to deliver nearly as much as it 
has promised. This is not a criticism of psychology for new knowledge 
comes slowly, but it is a criticism of psychologists who have oversold 
their discipline. 

There is one further point that I want to stress about research 

before proceeding with a discussion of selected problem areas, that 
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i s ,  the  u n i q u e n e s s  o f  the  a r m e d  s e r v i c e s  a s  a l a b o r a t o r y .  T h e y  a r e  
u n i q u e  in t h r e e  w a y s :  F i r s t ,  t h e y  r e p r e s e n t  an  o r g a n i z a t i o n a l  s t r u c -  
t u r e  tha t  p o s s e s s e s  a t r e m e n d o u s  n u m b e r  of r e c o r d s  abou t  h u m a n  
b e i n g s .  T h e r e  is  no o t h e r  p l a c e  in o u r  s o c i e t y - - t h e r e  m a y  be in a 
p o l i c e  s t a t e ,  but  no t  in ou r  t ype  of s o c i e t y - - i n  w h i c h  t h e r e  is  so  m u c h  
c a t a l o g e d  i n f o r m a t i o n  about  i n d i v i d u a l s .  T h e  r e c o g n i t i o n  of t h i s  f a c t  
l ed  G e n e r a l  E i s e n h o w e r  to t ake  an a c t i v e  i n t e r e s t  in e s t a b l i s h i n g  the  
r e s e a r c h  w h i c h  we h a v e  u n d e r  w a y  at  C o l u m b i a .  H i s  i d e a  w a s  to 
~ t i l i ze  the  r i c h  p e r s o n n e l  r e c o r d s  of W o r l d  W a r  II b e f o r e  t h e y  w e r e  
d e s t r o y e d .  

The  s e c o n d  r e a s o n  tha t  the  a r m e d  s e r v i c e s  a r e  u n i q u e  r e l a t e s  
to t h e i r  o p p o r t u n i t i e s  to s e t  up e x p e r i m e n t a l  s i t u a t i o n s  i n v o l v i n g  h u m a n  
b e i n g s  w i thou t  e x p l o i t i n g  t h e m .  You a r e  ab le  to c h a n g e  y o u r  m e t h o d s  
of s e l e c t i n g  p e o p l e ,  of t r a i n i n g  p e o p l e ,  of d i s c h a r g i n g  p e o p l e .  One 
w a y  to l e a r n  is  to e x p e r i m e n t .  H e r e  a r e  v e r y  l a r g e  o r g a n i z a t i o n s  tha t  
h a v e  o p p o r t u n i t i e s  to l e a r n  m u c h  t ha t  is  n e w  by  d e s i g n i n g  and e v a l u a t -  
ing  new w a y s  of do ing  t h i n g s .  T h e r e  is  no g r o u p  in a d e m o c r a t i c  
s o c i e t y  tha t  i s  ab le  to e x p e r i m e n t  a s  f r e e l y  as  the  a r m e d  s e r v i c e s .  

T h i r d l y ,  and p e r h a p s  the  m o s t  i m p o r t a n t ,  i s  the  f a c t  t ha t  the  
a r m e d  s e r v i c e s  a r e  ab le  to t ie  in r e s e a r c h  and e x p e r i m e n t a t i o n  wi th  
p o l i c y .  T h e s e  o r g a n i z a t i o n s  n e e d  not  l e t  the  r e s e a r c h  go off in to  l i m b o  
as  s o m e t i m e s  h a p p e n s  at  u n i v e r s i t i e s .  T h e y  a r e  a l w a y s  ab le  to m a k e  
t e s t s  to d e t e r m i n e  w h e t h e r  the  r e s e a r c h  i s  c o n t r i b u t i n g  s i g n i f i c a n t l y  
to the  s o l u t i o n  of t h e i r  k e y  p r o b l e m s .  I a m  not  a r g u i n g  tha t  a l l  r e -  
s e a r c h  shou ld  be  t ha t  c l o s e l y  a s s o c i a t e d  wi th  po l i cy ;  I a m  s u g g e s t i n g  
tha t  m u c h  of the  u n f o c u s e d  a c t i v i t y  tha t  is  p e r m i t t e d  under ,  the  n a m e  
of r e s e a r c h  g o e s  on b e c a u s e  it c a n n o t  be t e s t e d  in l i f e .  T h i s  op -  
p o r t u n i t y  f o r  r e a l i t y - t e s t i n g  g i v e s  the  m i l i t a r y  an  i m p o r t a n t  r e s e a r c h  
a d v a n t a g e .  

L e t  us  now look  at  the  f o u r  s e l e c t e d  p r o b l e m  a r e a s  a g a i n s t  t h i s  
g e n e r a l  b a c k g r o u n d .  I w i l l  c o n s i d e r  the  q u e s t i o n  of s e l e c t i o n  f i r s t .  
T h e  a r m e d  s e r v i c e s  a r e  i n t e r e s t e d  in a s e l e c t i o n  d e v i c e  w h i c h  wou ld  
g i v e  t h e m  the  b e s t  m a n p o w e r  a v a i l a b l e  w i t h i n  the  l i m i t s  of t h e i r  q u a n t i -  
t a t i v e . r e q u i r e m e n t s .  W h e n  t h e y  r e q u i r e  on ly  a f e w  h u n d r e d  t h o u s a n d  
m e n ,  t h e y  c a n  u s e  a d i f f e r e n t  cu to f f  po in t  t han  w h e n  t h e y  r e q u i r e  a 
m i l l i o n  o r  the  m a n y  m i l l i o n s  t h e y  n e e d  in t i m e s  of g e n e r a l  m o b i l i z a -  
t ion .  

L e t  m e  s u g g e s t  t h r e e  o r  f o u r  q u e s t i o n s  a r o u n d  w h i c h  e x p e r i m e n t a l  
i n q u i r i e s  shou ld  f o c u s .  In  o r d e r  to r e f i n e  the  s e l e c t i o n  p r o c e s s ,  i t  
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is essential to know much more than the armed services now know 
about the specific assignments that men are required to fill; they must 
know more about the specific qualifications which their men must have. 

I am rem~nded of the way in which R. H. Macy & Co. behaved in 
1932. Proceeding on the assumption that the more education, the bet- 
ter the person, Macy hired Ph.D. 's and put them behind counters to 
sell stockings. But by looking for educational achievement, the com- 
pany did not get the best people for sales jobs. It got, if not the worst, 
surely some of the worst, people for the particular job at hand. There 
is no known relation between higher education and selling ability--espe- 
cially ability to sell stockings at Macy's. 

The constant problem in the armed services is specifying the 
qualities they require. This is the point I argued with a former Chief 
of Staff, who like Macy's, believed that the more education a man had, 
the better soldier he would be. I took the Dosition that the better edu- 
cated men would shy away from the Infantry, which is the backbone of 
the Army. 

The second point to remember in selecting individuals in terms of 
specific background factors is that their suitability will depend in large 
measure on how you handle them after you accept them. This is a 
lesson that industry is learning and the armed services ought to learn-- 
and in part is learning. It is not enough to read a man's qualifications 
at the moment of induction or enlistment. They tell you something 
about him. But what you do with him, especially in the early period 
of his service, will largely determine his future contribution. 

In World War II the Army had to handle large numbers of illiter- 
ates. The Navy escaped from this problem, since it was able to rely 
on voluntary enlistments until the end of 1942, when it was forced to 
come under the Selective Service System, and even then it accepted 
only a few illiterates. The Army found that by providing special in- 
struction in special training units for illiterates, it could quickly en- 
able most of them to perfnrm at an acceptable level. The men in these 
units quickly learne~ to read and write at a minimum level and to handle 
their pay. It was quite different when no special training was pro- 
vided--most men failed to make the grade. 

This experience with illiterates points up the fact that a man's 
qualifications at the time of his induction will not foretell his military 
career. Much depends on what happens to him after he puts on his 
uniform. In the old days the toughest sergeants were put in charge of 
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the  r e c r u i t s ;  t h e y  w e r e  b ig  m e n ,  tough  m e n ,  and t h e i r  job  w a s  to 
s e p a r a t e  the  i n d u c t e e  f r o m  h i s  c i v i l i a n  h a b i t s  as  q u i c k l y  a s  p o s s i b l e .  

A n o t h e r  p o i n t  of s i g n i f i c a n c e  r e l a t e s  to t h e  i m p a c t  of s o c i a l  t r e n d s  
w h i c h  h e l p  to  d e t e r m i n e  the  b r o a d  o u t l i n e s  of a m i l i t a r y  m a n p o w e r  
p o l i c y  i n c l u d i n g  s e l e c t i o n .  T h e  a r m e d  s e r v i c e s  a r e  now o p e r a t i n g  
u n d e r  a U n i v e r s a l  M i l i t a r y  T r a i n i n g  and : S e r v i c e  Ac t .  The  k e y  w o r d  
i s  " u n i v e r s a l . "  If  the  a r m e d  s e r v i c e s  v i o l a t e  the  c o n c e p t  of " u n i v e r -  
s a l i t y , "  t h e y  wi l l  s u f f e r  c o n s e q u e n c e s .  At s o m e  l a t e r  po in t  in t i m e ,  
t h e y  m a y  be f o r c e d  to p a y  a v e r y  b ig  p r i c e .  No  s i n g l e  f a c e t  of m a n -  
p o w e r  p o l i c y  c a n  be  a p p r a i s e d  by  i t s e l f .  I t  m u s t  be c o n s i d e r e d  as  p a r t  
of a l a r g e r  f r a m e w o r k .  T h e  m e t h o d s  u s e d  to  s e l e c t  mer ,  f o r  s e r v i c e  
m u s t  be  c o n s i s t e n t  wi th  the  b a s i c  p h i l o s o p h y  of the  N a t i o n  o r  s o o n e r  o r  
l a t e r  t h e r e  w i l l  be  s e r i o u s  c o n f l i c t  b e t w e e n  the  m i l i t a r y  and  c i v i l i a n  
sectors. 

Withou t  f u r t h e r  e l a b o r a t i o n ,  I shou ld  l i k e  to  s u g g e s t  i t  wou ld  
be  d e s i r a b l e  f o r  the  a r m e d  s e r v i c e s  to s e t  up an  e x p e r i m e n t a l  s i t u a -  
t i on  w h i c h  wou ld  e n a b l e  t h e m  to s t u d y  in a s t a t i s t i c a l l y  m e a n i n g f u l  
f a s h i o n  the  c o n s e q u e n c e s  of u s i n g  d i f f e r e n t  s e l e c t i o n  c r i t e r i a .  It  s h o u l d  
be  c o m p a r a t i v e l y  e a s y  to  e s t a b l i s h  the  c o s t s  and  r e t u r n s  of s e t t i n g  d i f -  
f e r e n t  cu tof f  p o i n t s  f o r  i n d u c t i o n  o r  e n l i s t m e n t ,  m a i n t a i n i n g  the  b r o a d  
c o n c e p t  of u n i v e r s a l i t y .  The  t y p i c a l  l i n e  o f f i c e r  i s  no t  a t t uned  to t h i s  
t ype  of a p p r o a c h .  H e  t h i n k s  in t e r m s  of the  e x t r e m e  c a s e .  Wha t  I a m  
s u g g e s t i n g  i s  a s t u d y  in  p r o b a b i l i t y  w h i c h  shou ld  y i e l d  r e l i a b l e  m e a s -  
u r e s  w h i c h  cou ld  be u s e d  f o r  the  t o t a l  p o p u l a t i o n .  

L e t  u s  go on to the  n e x t  f i e l d - - t r a i n i n g .  C u r r e n t  m i l i t a r y  p o l i c y  is  
to  t r a i n  the a v a i l a b l e  m a n p o w e r  a s  r a p i d l y  a s  p o s s i b l e  f o r  the  a s s i g n -  
m e n t s  t ha t  a r e  a v a i l a b l e .  A m a j o r  r e s e a r c h  q u e s t i o n  t ha t  is  h i d d e n  
b e h i n d  t h i s  a p p a r e n t l y  s i m p l e  p o l i c y  i s  the  v a l u e  of a n y  s p e c i f i c  s y s t e m  
of t r a i n i n g  f o r  l a t e r  p e r f o r m a n c e .  It  would  e v e n  be  i n t e r e s t i n g  to t r y  
to e s t i m a t e  the  s p e c i f i c  i m p a c t  on y o u r  own f u t u r e  of t h i s  p a r t i c u l a r  
c o u r s e  of a 1 0 - m o n t h  d u r a t i o n .  A l t h o u g h  I h a v e  b e e n  t e a c h i n g  f o r  the  
l a s t  20 y e a r s ,  I a m  qu ick  t o  a d m i t  t h a t  I h a v e  no c l e a r  i d e a s  abou t  
the  r e l a t i o n  of m y  p e d a g o g i c a l  e f f o r t s  to the  l a t e r  c a r e e r  of m y  s t u d e n t s .  
We a r e  j u s t  b e g i n n i n g  to open  up t h e s e  q u e s t i o n s .  T h e  a r m e d  s e r v i c e s  
a r e  a w o n d e r f u l  l a b o r a t o r y  in w h i c h  to  s e e k  out  the  r e l a t i o n s h i p s  b e -  
t w e e n  p a r t i c u l a r  t r a i n i n g  e f f o r t s  and l a t e r  p e r f o r m a n c e .  

A second question of importance for the field of training derives 
from the variations in the capacities of men who report for duty. Every 
large organization tends to ignore these variations and proceed in 
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t e r m s  of an  " a v e r a g e "  t r a i n e e .  A m a j o r  ga in  in e f f i c i e n c y  would  
r e s u l t  f r o m  the  i n t r o d u c t i o n  of a f l e x i b l e  s y s t e m  w h i c h  w o u l d : e n a b l e  
i n d i v i d u a l s  to m o v e ,  no t  a t  a s t i p u l a t e d  s p e e d ,  but  at  t h e i r  own s p e e d .  
S i g n i f i c a n t  g a i n s  c a n  be s e c u r e d  u n d e r  s u c h  a s y s t e m .  The  a r m e d  
s e r v i c e s  h a v e  b e g u n  to r e c o g n i z e  the i m p o r t a n c e  of the  f a c t  t ha t  a 
m a n  who c o m e s  on a c t i v e  du ty  wi th  a b a c k g r o u n d  in m a t h e m a t i c s  and 
p h y s i c s  c a n  be t r a i n e d  a s  an e l e c t r o n i c s  t e c h n i c i a n  m u c h  m o r e  q u i c k l y  
than  s o m e o n e  who does  not  know how to add a n d  s u b t r a c t .  

H e r e  is  f u r t h e r  r o o m  fo r  e x p e r i m e n t a t i o n .  We know tha t  l e a r n -  
ing  d e p e n d s  on m o r e  t han  n a t i v e  i n t e l l i g e n c e .  M o t i v a t i o n  i s  not  a l -  
w a y s  p o s i t i v e l y  c o r r e l a t e d  wi th  i n t e l l i g e n c e .  P e o p l e  l e a r n ,  not  b e -  
c a u s e  t h e y  a r e  s m a r t ,  but  b e c a u s e  t h e y  wan t  to l e a r n .  The  m i l i t a r y  
c a n  o r d e r  p e o p l e  to do t h ings  but  t h e y  a r e  i m p o t e n t  w h e n  it  c o m e s  to 
f o r c i n g  p e o p l e  to l e a r n .  T h e y  m u s t  r e l y  on the  i n d i v i d u a l ' s  m o t i v a t i o n .  

A n o t h e r  m a j o r  q u e s t i o n  r e l a t e s  to the  d e s i r a b l e  a m o u n t  of t r a i n i n g .  
I s  it  b e t t e r  to t r a i n  a m a n  fo r  one  a s s i g n m e n t  o r  f o r  m a n y ?  In  a p e r i o d  
l i ke  the  p r e s e n t  the m i l i t a r y  is  f a c e d  wi th  r o t a t i o n a l  p r o b l e m s  and wi th  
the  r a p i d  t u r n o v e r  of m e n .  I n d u s t r y  h a s  the  s a m e  p r o b l e m ,  a l t h o u g h  
it  i s  no t  n e a r l y  so  s e v e r e .  Y o u r  goa l  is  to f ind the r i g h t  b a l a n c e  b e -  
t w e e n  t r a i n i n g  and o p t i m u m  u t i l i z a t i o n .  

The  m o r e  t r a i n i n g  a m a n  h a s  r e c e i v e d ,  the  e a s i e r  i t  i s  to a s s i g n  
h i m .  But  the a m o u n t  of t r a i n i n g  you c a n  a f f o r d  to p r o v i d e  a t  any  t i m e  
d e p e n d s  on w h e t h e r  the c o u n t r y  is  in  a p e r i o d  of w a r ,  p a r t i a l  m o b i l i z a -  
t ion ,  o r  p e a c e .  S tud i e s  of the  c o s t  of t r a i n i n g  and the  a d v a n t a g e s  of 
m o r e  f l e x i b l e  a s s i g n m e n t s  e m p h a s i z e  tha t  the  m i l i t a r y  c a n  m a k e  a 
g r e a t e r  i n v e s t m e n t  in  i t s  m a n p o w e r  in  t i m e s  o f  p e a c e .  

L e t  us  c o n s i d e r  the  q u e s t i o n  of p r o m o t i o n .  The  s e r v i c e s  m u s t  
m a k e  t h e i r  p r o m o t i o n s  p r i m a r i l y  on the  b a s i s  of s e n i o r i t y ;  s u c h  e l a s -  
t i c i t y  as  t h i s  s y s t e m  p e r m i t s  m u s t  be b a s e d  on w r i t t e n  o f f i c e r  e v a l u a -  
t ion  r e p o r t s .  One q u e s t i o n  tha t  is  o b s c u r e  to m e  a f t e r  12 y e a r s  a r o u n d  
the  P e n t a g o n  is  why  m o s t  s e n i o r  o f f i c e r s  f e e l  so d e e p l y  c o m m i t t e d  to 
the  s e n i o r i t y  s y s t e m .  I a g r e e  tha t  a p r o m o t i o n  s y s t e m  m u s t  be a c -  
c e p t a b l e  to m o s t  of the p e o p l e  in an o r g a n i z a t i o n .  T h e y  m u s t  at  l e a s t  
r e c o g n i z e  tha t  i t  is  a b a s i c a l l y  f a i r  and u n b i a s e d  s y s t e m .  I th ink  i t  
would  be  w o r t h w h i l e  to  a p p r a i s e  m u c h  m o r e  c a r e f u l l y  t han  h a s  y e t  
b e e n  done the a t t i t u d e s  of j u n i o r  and  s e n i o r  o f f i c e r s  t o w a r d  the  e x i s t -  
ing  p r o m o t i o n  s y s t e m .  A d m i t t e d l y ,  t h i s  would  be a d i f f i cu l t  i n v e s t i g a -  
t ion ,  but  by  no m e a n s  an  i m p o s s i b l e  one ,  and  the r e s u l t s  cou ld  p r o v e  
h i g h l y  c o n s t r u c t i v e .  
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On t h e  b a s i s  o f  the  r e s u l t s  of t h e  s t u d i e s  which  we have  b e e n  

m a k i n g  about  ~ eXecut ive  d e v e l o p m e n t ' i n  c i v i l i a n  l i f e ,  it  s e e m s  a p p r o -  
p r i a t e  to r e c o m m e n d  a s i m i l a r  a p p r o a c h  as  an  i m p o r t a n t  a r e a  of 
r e s e a r c h  w i th in  the  m i l i t a r y .  I r e f e r  t o  the  s y s t e m a t i c  s tudy  of  the  
c a r e e r s  of s u c c e s s f u l  o f f i c e r s - - t h e  p a t t e r n  of o p p o r t u n i t i e s  p r e s e n t e d  
by t h e i r  v a r y i n g  a s s i g n m e n t s .  T h e r e  can  be l i t t l e  q u e s t i o n  tha t  t h e r e  
i s  a c l o s e  r e l a t i o n s h i p  b e t w e e n  the  d e v e l o p m e n t  of p o t e n t i a l  and the  
p r e s e n c e  o f  o p p o r t u n i t y .  S ince  o f f i c e r  a s s i g n m e n t s  a r e  g e n e r a l l y  
s u b j e c t  to m o r e  c o n t r o l  t han  a r e  e x e c u t i v e  a s s i g n m e n t s  in i n d u s t r y ,  
i t  shou ld  be p o s s i b l e  to  d e l i n e a t e  s e v e r a l  d i f f e r e n t  c a r e e r  p a t t e r n s .  
T h e s e  could  then  be a s s e s s e d  in  t e r m s  of t h e i r  r e l a t i v e  c o n t r i b u t i o n s  
to the  d e v e l o p m e n t  of an o f f i c e r ' s  fu l l  p o t e n t i a l .  F o r  i n s t a n c e ,  one 
q u e s t i o n  tha t  cou ld  be a s k e d  i s  the  r e l a t i v e  a d v a n t a g e  of p r o v i d i n g  
j u n i o r  o f f i c e r s  wi th  a s s i g n m e n t s  c a r r y i n g  p r i m a r y  r e s p o n s i b i l i t y  f o r  
a s p e c i f i c  m i s s i o n  o v e r  g i v i n g  t h e m  the  s a m e  a m o u n t  of t i m e  in  s p e c i a l  
s c h o o l s .  

The  po in t  I want  to  s t r e s s  m o s t  in  c o n n e c t i o n  with p r o m o t i o n  i s  
the  d e s i r a b i l i t y  of s h i f t i n g  e m p h a s i s  f r o m  e v a l u a t i n g  the  i n d i v i d u a l  
o f f i c e r  in t e r m s  of h i s  t r a i t s  and q u a l i t i e s  in f a v o r  of a m o r e  d e t a i l e d  
e v a l u a t i o n  of the  p e r f o r m a n c e  of the  un i t  f o r  wh ich  he  ha s  r e s p o n s i b i l -  
i ty .  S ince  the  m i l i t a r y  h a s  a l a r g e  n u m b e r  of s i m i l a r  un i t s  p e r f o r m -  
ing  m o r e  o r  l e s s  s i m i l a r  m i s s i o n s ,  h e r e  i s  a r e a l  o p p o r t u n i t y  to 
d e v e l o p  o b j e c t i v e  c r i t e r i a .  The  l a r g e l y  a r i d  w o r k  in  the  s t u d y  of 
l e a d e r s h i p  tha t  h a s  b e e n  done  up to now m i g h t  w e l l  y i e l d  r e s u l t s  f o l -  
l o w i n g  such  a sh i f t  in e m p h a s i s .  

With respect to leadership, I think that much of advantage could 
,derive from affording individuals greater opportunities to volunteer 
f o r  i n t e r e s t i n g ,  if  d i f f i cu l t ,  a s s i g n m e n t s .  T h e r e  i s  v e r y  l i t t l e  s e l f -  
d e t e r m i n a t i o n  wi th  r e g a r d  to  a c a r e e r  Ief t  in i n d u s t r y ,  at  l e a s t  in the  
l a r g e  c o r p o r a t i o n ,  and t h e r e  is  a l s o  Very  l i t t l e  s e l f - d e t e r m i n a t i o n  in 
the  m i l i t a r y  s e r v i c e s .  A m a n ' s  s u p e r i o r  o r  the  p e r s o n n e l  o f f ice  
d e t e r m i n e s  w h e t h e r  h e  sha l l  be s e n t  to A f r i c a  o r  a t t end  an a d v a n c e d  
school ;  w h e t h e r  he  shou ld  be g i v e n  a s t a f f  or  an o p e r a t i n g  job .  Since  
m o s t  p e o p l e  p r e f e r  to c o a s t  a long  r a t h e r  t han  to  put  out  s p e c i a l  e f f o r t ,  
t h i s  a b s e n c e  of s e l f - d e t e r m i n a t i o n  m a k e s  it  v e r y  d i f f i cu l t  to  d i s t i n g u i s h  
b e t w e e n  t h o s e  who h a v e  e n e r g y  and d r i v e  .and t h o s e  who do not .  Ye t  to  
d i s t i n g u i s h  b e t w e e n  the  w o r k - o r i e n t e d  m i n o r i t y  who a r e  c o n c e r n e d  
wi th  a d v a n c i n g  t h e i r  c a r e e r s  and the  v a s t  m a j o r i t y  who a r e  w i l l i n g  to 
m o v e  a l o n g  when  t h e i r  t u r n  c o m e s  is  p e r h a p s  t he  m a j o r  c h a l l e n g e  
wi th  r e s p e c t  to  e x e c u t i v e  o r  o f f i c e r  p e r s o n n e l  tha t  e v e r y  l a r g e  o r g a n i -  
z a t i o n  f a c e s .  And one l e v e r  on th i s  s i t u a t i o n  would  be a s y s t e m  of 



v o l u n t e e r i n g .  T h e r e  i s  m u c h  m o r e  s c o p e  f o r  s u c h  a s y s t e m  t h a n  m o s t  
p e r s o n n e l  m a n a g e r s  i n  i n d u s t r y  a n d  t h e  m i l i t a r y  r e c o g n i z e .  

H o w e v e r ,  a s h i f t  i n  f a v o r  o f  a h i g h e r  d e g r e e  o f  s e l f - d e t e r m i n a t i o n  
c a r r i e s  w i t h  i t  n o t  o n l y  a p r o m i s e  b u t  a r i s k .  A n  o r g a n i z a t i o n  t h a t  
p e r m i t s  m e n  t o  v o l u n t e e r  f o r  t h e  m o r e  d i f f i c u l t  a s s i g n m e n t s  m u s t  
c o u n t e r  w i t h  t h e  p r o b a b i l i t y  t h a t  s o m e  of  t h e s e  m e n  w i l l  f a i l .  Of  
c o u r s e ,  s o m e  m e n  w i l l  f a i l  e v e n  i f  t h e y  a r e  s e l e c t e d  b y  t h e  m o s t  e x -  
p e r t  p e r s o n n e l  d e p a r t m e n t s .  A n  o r g a n i z a t i o n  t h a t  w i l l  n o t  r u n  r i s k s  

c a n n o t  d e v e l o p  l e a d e r s .  

T h i s  b r i n g s  u s  t o  t h e  f o u r t h  a s p e c t  o f  p e r s o n n e l  p o l i c y  w i t h  w h i c h  
I p l a n  to  d e a l - - p r e m a t u r e  s e p a r a t i o n s  o r  d i s c h a r g e s .  T h e  b a s i c  d o c -  
t r i n e  w i t h  r e g a r d  to  t h i s  p r o b l e m  a p p e a r s  t o  b e  t h a t  i f  a s e r v i c e m a n  
i s  n o t  e f f e c t i v e ,  i t  i s  w a s t e f u l  t o  a t t e m p t  to  s t r u g g l e  w i t h  h i m ;  i t  i s  
b e s t  t o  d i s c h a r g e  h i m .  T h i s  i s  a n  a t t r a c t i v e  t h e o r y  f o r  an  o r g a n i z a t i o n  
t h a t  h a s  s u c h  a m a j o r  r e s p o n s i b i l i t y  a s  t h e  d e f e n s e  of  t h e  N a t i o n  o r  t h e  
w i n n i n g  of  a w a r .  Y e t  i t s  a t t r a c t i v e n e s s  i s  l e s s  o b v i o u s  in  v i e w  of  t h e  
a c t u a l  e x p e r i e n c e  o f  W o r l d  W a r  I I .  At  t h a t  t i m e  m i l i t a r y  e x p e r t s ,  o n  
t h e  a d v i c e  o f  t h e  p s y c h i a t r i c  p r o f e s s i o n ,  a g r e e d  to  a n  e m o t i o n a l  s c r e e n -  
i n g  p r o c e d u r e  o f  a p p r o x i m a t e l y  t h r e e  m i n u t e s  i n  d u r a t i o n .  T h i s  
m e c h a n i s m  r e s u l t e d  i n  t h e  r e j e c t i o n  f o r  m i l i t a r y  s e r v i c e  o f  a p p r o x i -  
m a t e l y  o n e  m i l l i o n  y o u n g  m e n  o n  t h e  g r o u n d  t h a t  t h e y  w e r e  " t o o  n e r v o u s  
to  s e r v e . "  A c r i t i c a l  r e v i e w  of  t h i s  e x p e r i e n c e  t e l l s  u s  m o r e  a b o u t  
m i l i t a r y  m a n p o w e r  p l a n n i n g  a n d  p s y c h i a t r i c  t h e o r y  t h a n  i t  d o e s  a b o u t  
t h e  e m o t i o n a l  h e a l t h  of  y o u n g  A m e r i c a n  m e n !  

S e p a r a t i o n  p r o b l e m s  c a n  n e v e r  b e  c o n s i d e r e d  i n d e p e n d e n t l y  o f  
s e l e c t i o n  p r o c e d u r e s .  B e c a u s e  of  a s e r i e s  of  e r r o r s  i n  e v a c u a t i o n  
p o l i c i e s  o f  s o l d i e r s  w h o  b r o k e  u n d e r  f i r e  i n  t h e  N o r t h  A f r i c a n  T h e a t e r  
i n  1943 ,  t h e  G e n e r a l  S t a f f  o f  t h e  A r m y  d e c r e e d  t h a t  a n y  m a n  w i t h  a 
p s y c h o n e u r o s i s  s h o u l d  b e  s e p a r a t e d  f r o m  t h e  s e r v i c e  f o r t h w i t h .  D u r i n g  
t h e  e a r l y  s u m m e r  of  1943 ,  w h e n  t h e  A r m y  w a s  t r y i n g  to  b u i l d  u p  i t s  
t o t a l  s t r e n g t h ,  i t  w a s  l e t t i n g  m e n  o u t  a t  a r a t e  o n l y  s l i g h t l y  l e s s  t h a n  i t  
w a s  t a k i n g  m e n  in .  At  t h i s  t i m e  G e n e r a l  H e r s h e y  p o i n t e d  o u t  t h a t  u n -  
l e s s  s e p a r a t i o n  p o l i c y  w e r e  t i g h t e n e d ,  h e  c o u l d  n e v e r  f i n d  t h e  m a n -  
p o w e r  t o  e x p a n d  t h e  A r m y  t o  i t s  r e q u i r e d  s t r e n g t h .  

A n o t h e r  i m p o r t a n t  l e s s o n  l e a r n e d  d u r i n g  W o r l d  W a r  II  w a s  t h a t  
e v e r y  m a n ,  n o  m a t t e r  h o w  s o u n d  a t  t h e  t i m e  o f  s e l e c t i o n ,  m a y  b r e a k  i f  
h e  i s  u n d e r  s u f f i c i e n t  p r e s s u r e .  I f  m e n  a r e  k e p t  in  i s o l a t e d  a r e a s  f o r  
y e a r s  o n  e n d ;  i f  t h e y  a r e  f o r c e d  to  f i g h t  u n t i l  t h e y  a r e  i n j h r e d ;  i f  m o s t  
o f  t h e  a w a r d s  a n d  h o n o r s  a r e  r e s e r v e d  f o r  t h o s e  b e h i n d  t h e  f r o n t - - i n  
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s h o r t ,  ff m e n  a r e  a s k e d  to e n d u r e  too m u c h  o r  a r e  t r e a t e d  u n j u s t l y ,  a 
l a r g e  n u m b e r  of t h e m  wi l l  i n e v i t a b l y  b r e a k .  T h u s  we s e e  tha t  the  k e y  
to o b v i a t i n g  p r e m a t u r e  s e p a r a t i o n s  i s  to i n c r e a s e  the e f f e c t i v e n e s s  of 
m i l i t a r y  m a n p o w e r  p o l i c i e s .  

I t  wou ld  be  an  e r r o r ,  h o w e v e r ,  to  a s s u m e  t h a t  the  m i l i t a r y  s e r v -  
i c e s  h a v e  t o t a l  r e s p o n s i b i l i t y  f o r  p o l i c i e s  a f f e c t i n g  the  m o r a l e  of 
t r o o p s .  T h e  a r m e d  s e r v i c e s  o p e r a t e w i t h i n  the  c o n t e x t  of a l a r g e r  
s o c i e t y ,  and the  s e r v i c e s  a r e  v e r y  m u c h  a f f e c t e d  by  c o n d i t i o n s  p r e -  
v a i l i n g  in c i v i l  l i f e .  M o s t  m e n  a r e  w i l l i n g  to  m a k e  s a c r i f i c e s  f o r  t h e i r  
c o u n t r y ,  but  t h e y  do no t  w a n t  the  c o u n t r y  to m a k e  m a r t y r s  of t h e m .  It  
i s  no t  e a s y  to e x p l a i n  to a s o l d i e r  o r  s a i l o r  w h y  h e  m u s t  s t a y  m o n t h  
a f t e r  m o n t h ,  y e a r  a f t e r  y e a r ,  on a h u m i d ,  d i s e a s e - r i d d e n  i s l a n d  in  
the  P a c i f i c  w i thou t  p r o p e r  food o r  o p p o r t u n i t i e s  f o r  r e c r e a t i o n ,  w h i l e  
a c l a s s m a t e  of h i s  who  h a s  p o o r  e y e s i g h t  o r  a p e r f o r a t e d  e a r d r u m  r e -  
m a i n s  a t  h o m e  e a r n i n g  $150 a w e e k  as  a m a c h i n e  o p e r a t o r .  T h e r e  is  
a c l e a r  and o b v i o u s  r e l a t i o n s h i p  b e t w e e n  m i l i t a r y  m o r a l e  and a s y s t e m  
of e q u i t a b l e  d i s t r i b u t i o n  of r i s k  and  r e w a r d s  a m o n g  the  t o t a l  p o p u l a -  
t i on .  T h e  r e a l l y  a m a z i n g  po in t  is  h o w  t o l e r a n t  w e r e  the  m e n  in u n i -  
f o r m ,  c o n s i d e r i n g  the  g r o s s  i n e q u i t i e s  t ha t  p e r m e a t e d  o u r  t o t a l  e f f o r t  
d u r i n g  W o r l d  W a r  II .  

T h i s  b r i n g s  u s  to  the  c o n c l u d i n g s e c t i o n  of t h i s  p r e s e n t a t i o n ,  
w h i c h  w i l l  f o c u s  on h u m a n  r e s o u r c e s  r e s e a r c h  in t h e  a r m e d  s e r v i c e s .  
By  w a y  of s e t t i n g  the  s t a g e ,  l e t  m e  p r e s e n t  you wi th  t h r e e  p i e c e s  of 
e v i d e n c e ,  a l l  out  of m y  r e c e n t  e x p e r i e n c e .  W i t h i n  the  p a s t  f o r t n i g h t  
I w a s  v i s i t e d  a t  C o l u m b i a  U n i v e r s i t y  by  a s e n i o r  A i r  F o r c e  o f f i c e r  
who w a s  in  c h a r g e  of i m p o r t a n t  r e s e a r c h  in  t he  a r e a  of m i l i t a r y  i n -  
e f f e c t i v e n e s s .  In  r e v i e w i n g h i s  p r o b l e m s  wi th  m e ,  he  m e n t i o n e d  t ha t  
d u r i n g  the  p a s t  s e v e r a l  y e a r s  h e  had  b u i l t  up no t  one  bu t  f o u r  r e s e a r c h  
t e a m s .  E a c h  t i m e  t h a t  he  s u c c e e d e d  in g e t t i n g  a b a l a n c e d  g r o u p  of 
s p e c i a l i s t s  t o g e t h e r ,  one  o r  a n o t h e r  p e r s o n  w a s  w i t h d r a w n ,  u s u a l l y  
b e c a u s e  of a m i l i t a r y  r e a s s i g n m e n t ;  s o m e t i m e s  b e c a u s e  of a t e m p o -  
r a r y  s h o r t a g e  of funds  to  p a y  f o r  c i v i l i a n  p e r s o n n e l .  T h e  l i k e l i h o o d  
now i s  t ha t  he  h i m s e l f  w i l l  be  m o v e d  to a n e w  a s s i g n m e n t ,  wi th  the  
r e s u l t  t ha t  s e v e r a l  m i l l i o n  d o l l a r s  of  r e s e a r c h  e f f o r t  m a y  be d i s s i -  
p a t e d .  

S o m e  t i m e  ago  a p r o f e s s o r  at  one  o f  o u r  l a r g e  u n i v e r s i t i e s  s u b -  
m i t t e d  a p r o p o s a l  to the  D e p a r t m e n t  of D e f e n s e  f o r  funds  to s t u d y  
w o m e n  e x e c u t i v e s .  I n  c o m m e n t i n g  on t h i s  p r o p o s a l ,  one  of the  s e n i o r  
w o m e n  o f f i c e r s  w r o t e  as  f o l l o w s  : T h i s  p r o j e c t  h a s  no  s p e c i f i c  v a l u e  
f o r  the  m i l i t a r y  b e c a u s e  i t  p l a n s  to  e x p i o r e ,  a m o n g  o t h e r  t h i n g s ,  the  
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p e r s o n a l  f a c t o r s  t ha t  d e t e r m i n e  the  p r o m o t i o n  of w o m e n  in c i v i l i a n  l i f e .  
In the  m i l i t a r y  s u c h  p e r s o n a l  f a c t o r s  do not  e x i s t !  R e s e a r c h  c a n  he lp  
on ly  t h o s e  who w a n t  to  l e a r n .  

B e c a u s e  of the  w o r k  w h i c h  we a r e  c a r r y i n g  on at  C o l u m b i a  U n i -  
v e r s i t y ,  we  a r e  on the  m a i l i n g  l i s t s  of the  a r m e d  s e r v i c e s  and r e c e i v e  
a p l e t h o r a  of s t u d i e s  tha t  h a v e  b e e n  c a r r i e d  on in the  f i e l d  of h u m a n  
r e s o u r c e s .  S o m e  of t h e s e  a r e  c l e a r l y  v a l u a b l e  and  s i g n i f i c a n t ,  but  
a d i s t u r b i n g l y  l a r g e  n u m b e r  a p p e a r  to us  to h a v e  l i t t I e  r e l e v a n c e  e i t h e r  
f o r  the  a r m e d  s e r v i c e s  o r  f o r  s o c i a l  s c i e n c e .  L e t  m e  p r o v i d e  you  
w i th  a f e w  t i t l e s :  " A  S t a t i s t i c a l  A n a l y s i s  of the  P a r a m e t e r s  of M o t o r  
L e a r n i n g ,  " " E v a l u a t i o n  of a S p e c i a l  L i v e - F i r i n g  T r i g g e r - S q u e e z e  E x -  
e r c i s e , "  " N e r v o u s  C o n t r o l  of S h i v e r i n g , "  " P e r f o r m a n c e  of an  E f f o r t -  
fu l  T a s k  wi th  V a r i a t i o n  in  D u r a t i o n  of P r i o r  P r a c t i c e  and A n t i c i p a t e d  
D u r a t i o n  of P r e s e n t  P r a c t i c e , "  " P r e r e q u i s i t e s  f o r  P a i r - S c o r e s  to be 
U s e d  f o r  A s s e m b l i n g  S m a l l  W o r k  G r o u p s , "  " T h e  Sov ie t  D o c t o r , "  
" S o m e  L a t e n t  F u n c t i o n s  of an  E x e c u t i v e  C o n t r o l  D e v i c e , "  " M e a s u r i n g  
F o l l o w e r s '  P e r c e p t i o n s  of L e a d e r s '  H u m a n  R e l a t i o n s - M i n d e d n e s s  in 
a M i l i t a r y  O r g a n i z a t i o n , "  " S o m e  P a t t e r n s  of B o m b  S q u a d r o n  C u l t u r e , "  
" A v o i d i n g  S p u r i o u s n e s s  in  B i S e r i a l  C o r r e l a t i o n s  U s e d  as  C o e f f i c i e n t s  
of I n t e r n a l  C o n s i s t e n c y . "  

It  i s  n o t  m y  i n t e n t i o n  to u s e  t h e s e  a d m i t t e d l y  b i a s e d  i l l u s t r a t i o n s  
a s  a b a s i s  f o r  m y  c o n c l u s i o n s  abou t  the  p r e s e n t  s t a t u s  and f u t u r e  p r o s -  
p e c t s  of h u m a n  r e s o u r c e s  r e s e a r c h  in  the  A r m e d  F o r c e s .  H o w e v e r ,  
t h e y  do h e l p  to p o i n t  up s o m e  of the i n h e r e n t  d i f f i c u l t i e s  of d e v e l o p i n g  
and  c a r r y i n g  f o r w a r d  a s o u n d  r e s e a r c h  p r o g r a m .  T h e  f o l l o w i n g  a r e  
t h e  m a j o r  c o n s i d e r a t i o n s  tha t  I would  l i ke  t o  l e a v e  wi th  you c o n c e r n i n g  
the  p r o g r e s s  t ha t  h a s  b e e n  m a d e  and  the  o b s t a c l e s  t ha t  m u s t  s t i l l  be 
o v e r c o m e .  

T h e  a r m e d  s e r v i c e s  a r e  to be c o m m e n d e d  f o r  h a v i n g  r e c o g n i z e d  
tha t  t h e r e  i s  a p l a c e  in  t h e i r  o p e r a t i o n s  f o r  h u m a n  r e s o u r c e s  r e s e a r c h  
and tha t  s u c h  r e s e a r c h  c a n  c o n t r i b u t e  t o  the  i m p r o v e m e n t  of t a c t i c s  
and s t r a t e g y .  T h i s  m a y  l ook  l i ke  an  u n i m p o r t a n t  ga in ,  bu t  in m y  
op in ion  i t  i s  the  s i n g l e  m o s t  i m p o r t a n t  e v i d e n c e  of  p r o g r e s s  d u r i n g  
the  p a s t  10 y e a r s .  

I a m  f u r t h e r  i m p r e s s e d  t h a t  the  a r m e d  s e r v i c e s  h a v e  c o m e  to 
r e c o g n i z e  t h a t  d e s p i t e  t h e i r  p r e f e r e n c e  to  do t h e i r  own w o r k  and c o n -  
t r o l  the  r e s o u r c e s  r e q u i r e d  fo r  the  p e r f o r m a n c e  of t h e i r  m i s s i o n s ,  
the  f i e l d  of h u m a n  r e s o u r c e s  r e s e a r c h  d e m a n d s  tha t  t h e y  e n g a g e  in 
c o o p e r a t i v e  u n d e r t a k i n g s  wi th  c i v i l i a n  s c i e n t i s t s .  The  a r m e d  s e r v i c e s  
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h a v e  sough t  and g a i n e d  ~ e  c o o p e r a t i o n  of p s y c h o l o g i s t s .  You wi l l  
r e c a l l  that  in m y  i n t r o d u c t o r y  r e m a r k s  I put  f o r t h  the  p r o p o s i t i o n  
tha t  p s y c h o l o g i s t s  h a v e  o v e r s o l d  t h e i r  d i s c i p l i n e .  T h e r e  can  be no  
q u e s t i o n  t h a t  p s y c h o l o g y  ha s  an i m p o r t a n t  c o n t r i b u t i o n  to  m a k e  to  
t h e  d e e p e r  u n d e r s t a n d i n g  of the  b e h a v i o r  of i n d i v i d u a l s  and g r o u p s  in  
the  m i l i t a r y  e n v i r o n m e n t .  In m y  op in ion ,  h o w e v e r ,  the  r e s e a r c h  w o r k  
tha t  i s  go ing  on u n d e r  m i l i t a r y  a u s p i c e s  i s  out  of b a l a n c e  l a r g e l y  ~ e -  
c a u s e  of the  p r e d o m i n a n c e  of p s y c h o l o g i s t s  w h o s e  t h e o r i e s  and t e c h -  
n i q u e s  a r e  not  b r o a d  enough to e n c o m p a s s  the  n e c e s s a r y  m a n a g e r i a l  
and l o g i s t i c a l : c o n s i d e r a t i o n s  in add i t i on  to the  p u r e l y  b e h a v i o r a l  f a c t o r s .  

The  e n t i n e  p r o g r a m  of h u m a n  r e s o u r c e s  r e s e a r c h  is  s t i l l  f a r  
f r o m  e n t r e n c h e d  wi th in  the  m i l i t a r y  p r o g r a m  f o r  the  s i m p l e  r e a s o n  
tha t  m o s t  of the  s e n i o r  o f f i c e r s  w e r e  not  t r a i n e d  to u n d e r s t a n d  the  
p o t e n t i a l i t i e s  of r e s e a r c h  d u r i n g  t h e i r  e a r l y  m i l i t a r y  c a r e e r s ,  wi th  
the  r e s u l t  tha t  t h e y  a r e  u s u a l l y  l u k e w a r m  and f r e q u e n t l y  h o s t i l e  to 
such  work .  I n  add i t i on ,  s i n c e  so  m u c h  of the  w o r k  i s  of dub ious  q u a l -  
i ty ,  i t  i s  not  e a s y  to ga in  s u p p o r t  f r o m  the  l i n e .  

As in e v e r y  o r g a n i z a t i o n ,  t h e r e  is  a l w a y s  a s h o r t a g e  in  the m i l l ,  
t a r y  of g o o d p e o p l e  fo r  i m p o r t a n t  a s s i g n m e n t s .  The  s h o r t a g e  i s  ~in- 
t e n s i f i e d  fo r  r e s e a r c h ,  s i n c e  one  can  b e c o m e  c o m p e t e n t  in r e s e a r c h  
on ly  if he  is  p e r m i t t e d  to w o r k  fo r  a long  t i m e  in the  s a m e  a r e a .  H o w -  
e v e r ,  t h i s  o p p o r t u n i t y  i s  f r e q u e n t l y  d e n i e d  the  m i l i t a r y  m a n .  U n f o r t u -  
n a t e l y ,  m o s t  s e n i o r  p e o p l e  r e s p o n s i b l e  fo r  the  a s s i g n i n g  and r e a s s i g n -  
ing  of p e r s o n n e l  do not  u n d e r s t a n d  tha t  e v e r y  r e s e a r c h  p r o g r a m  is  as 
s t r o n g  and no s t rOnge r  than the  p e o p l e  i n v o l v e d  "n it .  

Th i s  l e a d s  m e  to f ive  c o n c l u s i o n s :  

1. The  s u c c e s s  of r e s e a r c h  i n h u m a n  r e s o u r c e s  in the  m i l i t a r y  
wi l l  d e p e n d  upon  the  ab i l i t y  of the  a r m e d  s e r v i c e s  to a t t r a c t  and hold  
the  i n t e r e s t  of a l i m i t e d  n u m b e r  of i m a g i n a t i v e  r e s e a r c h  i n v e s t i g a t o r s  
fo r  a p r o l o n g e d  p e r i o d  of t i m e .  U n l e s s  such  a long  t i m e  r e l a t i o n s h i p  
can  be w o r k e d  out, no p r o g r a m  can  s u c c e e d .  

2. T h e r e  i s  a de f in i t e  n e e d  to de f ine  and d e l i n e a t e  the  m a j o r  
a r e a s  in  w h i c h  a c o n t i n u i n g  r e s e a r c h  p r o g r a m  shou ld  o p e r a t e .  E a r l i e r  
I c a l l e d  y o u r  a t t e n t i o n  to  fou r  m a j o r  p r o b l e m  a r e a s .  O b v i o u s l y ,  the  
l i s t  cou ld  h a v e  b e e n  e x t e n d e d  but ,  e q u a l l y  obv ious ly ,  i t  shou ld  n o t e n -  
c o m p a s s  a l l  the  m i n u t i a e  s u g g e s t e d  by the  t i t l e s  wh ich  I put  b e f o r e  you.  
What  is  n e e d e d  i s  a s t r a t e g y  fo r  r e s e a r c h  wh ich  i n s u r e s  tha t  the  m a j o r  
p r o b l e m s  wi l l  be a t t a c k e d  and tha t  t h e b y p a t h s  wi l l  n o t b e  f o l l o w e d .  
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3. T h o s e  r e s p o n s i b l e  f o r  the  p l a n n i n g  and o p e r a t i o n  of the  r e -  
s e a r c h  p r o g r a m  m u s t  be  w i l l i n g  to t a k e  r i s k s  and m u s t  c o n v i n c e  the  
C o n g r e s s  to t a k e r i s k s  in  s u p p o r t i n g  the  p r o g r a m .  I t  i s  n e c e s s a r y :  
tO e s c a p e  f r o m  the  a n n u a l  c o n t r a c t .  I t  i s  e v e n  m o r e  i m p o r t a n t  t ha t  
the  p l a n n i n g  p r e c l u d e  p r o j e c t s  w h i c h  a r e  no t  l i k e l y  to  y i e l d  r e s u l t s .  
Good r e s e a r c h  r e s u l t s ,  l i k e  h i g h p r o f i t s ,  c a n n o t  be  a c h i e v e d  w i t h o u t  
r i s k - t a k i n g .  

4.  S p e c i a l  a d v a n t a g e  s h o u l d  be  t a k e n  of the  u n i q u e  o p p o r t u n i t i e s  
p r e s e n t e d  f o r  h u m a n  r e s o u r c e s  r e s e a r c h  w i t h i n  the  m i l i t a r y  e n v i r o n -  
m e n t ,  w h e r e  r e c o r d s  of i n d i v i d u a l s  and  t h e i r  p e r f o r m a n c e  a r e ,  o r  
s u r e l y  c a n  be ,  m o r e  c o m p l e t e  t h a n  in a n y  o t h e r  s e c t o r  of l i fe ;  w h e r e  
a s s i g n m e n t s :  c a n  be  d e t e r m i n e d  and  p e r f o r m a n c e  c r i t e r i a  e s t a b l i s h e d  
to y i e l d  the  a d v a n t a g e s  of a t r u e  l a b o r a t o r y  s i t u a t i o n .  

5~ F i n a l l y ,  t h e r e  i s  n e e d  to r e d e f i n e  the  g o a l s  of a h u m a n  r e -  
s~)urces  r e s e a r c h  p r o g r a m  in  t he  m i l i t a r y .  At the  p r e s e n t  t i m e  the  
o b j e c t i v e s  a r e  bo th  too  a m b i t i o u s  and too m o d e s t .  I t  w i l l  no t  be  
P o s s i b l e  t h r o u g h  r e s e a r c h  to i n c r e a s e  the  e f f e c t i v e  u t i l i z a t i o n  of 
m i l i t a r y  m a n p o w e r  a h u n d r e d f o l d  o r  two h u n d r e d f o l d .  But  r e s e a r c h .  
ff i t  ~is W e l l  p l a n n e d  and w e l l  i m p l e m e n t e d ,  c a n  m a k e  a s i g n i f i c a n t  a n d  
c o n t i n u i n g  c o n t r i b u t i o n  to the  m o r e  e f f e c t i v e  u t i l i z a t i o n  of m i l i t a r y  
m a n p o w e r .  

QUESTION~ You s a i d  t ha t  the  s t r o n g e s t  m a n  cou ld  be b r o k e n .  I s  
t ha t  r i g h t 7  

DR.  G I N Z B E R G :  Y e s .  

Q U E S T I O N :  I would  l i k e  to h e a r  y o u r  v i e w p o i n t s  of the  r e c e n t  
P O W  t r i a l s  as  r e g a r d s  the  s e n t e n c e s  h a n d e d  out .  

DR. G I N Z B E R G :  I do not  c o n s i d e r  m y s e l f  an  a u t h o r i t y  in  t h i s  
a r e a , ,  but  I w i l l  v e n t u r e  a r e p l y .  I h a v e  b e e n  i m p r e s s e d  wi th  t h e  f a c t  
t ha t  the  b a s i c  p o l i c i e s  of the  a r m e d  s e r v i c e s  wi th  r e s p e c t  to t h e  t r e a t -  
m e n t  of i t s  m a n p o w e r  h a v e  b e e n  w o r k e d  out  o v e r  150 o r  200 y e a r s .  
T h i s  m e a n s  t h a t  the  a r m e d  s e r v i c e s  s h o u l d  u s e  g r e a t  c a u t i o n  and 
c i r c u m s p e c t i o n  w h e n  t h e y  s t a r t  to d e v e l o p  n e w  p o l i c i e s .  In  p a r t i c u l a r ,  
t h e y  shou ld  s e e k  to avo id  r e s p o n d i n g  to  e x t e r n a l  p r e s s u r e s ,  p u b l i c  
e x c i t e m e n t ,  and  the  e m o t i o n s  tha t  r u n  r i o t  w h e n  we a r e  c o n f r o n t e d  
wi th  n e w  and  t e r r i f y i n g  c o n d i t i o n s .  

I t  s e e m s  to m e  tha t  we shou ld  s p e n d  m o r e  t i m e  i n v e s t i g a t i n g  h o w  
the  C o m m u n i s t s  s u c c e e d e d  in i n f l u e n c i n g  t h e s e  p e o p l e  t h a n  in  p u n i s h i n g  
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t h e m .  I would  not  l i ke  to s i t  in  j u d g m e n t  on an  a c t  the  n a t u r e  of w h i c h  
I do no t  c o m p r e h e n d .  

I h a v e  b e e n  v e r y  d i s t r e s s e d  by  the  way in w h i c h  the  a r m e d  s e r v i c e s  
b u c k l e d  u n d e r  to the  d e m a g o g u e r y  of M c C a r t h y  and a r e  h a n d i n g  out  
a d m i n i s t r a t i v e  d i s c h a r g e s  w h i c h  a r e  p u n i t i v e  f o r  a c t i o n s  u n c o n n e c t e d  
wi th  a m a n ' s  m i l i t a r y  s e r v i c e .  It s e e m s  to m e  tha t  t h i s  i s  a v i o l a t i o n  
of e v e r y  code  of c o m m o n  d e c e n c y ,  and c e r t a i n l y  of o u r  n a t i o n a l  t r a d i -  
t i o n s .  

Q U E S T I O N :  F r o m  y o u r  r e m a r k s  I g a t h e r e d  t ha t  you  a t  l e a s t  i m -  
p l i e d  tha t  w e  d o n ' t  wan t  a n a t i o n  of d o c t o r s  of p h i l o s o p h y  100 p e r c e n t  
n o r  a n a t i o n  of m o r o n s .  In  the  e v e n t  of m o b i l i z a t i o n ,  wha t  do you  
c o n s i d e r  r e a s o n a b l e  n a t i o n a l  g o a l s  as  to the  l e v e l  of e d u c a t i o n  we 
s h o u l d  h a v e 2  T h a t  i s ,  i s  it  1 p e r c e n t  wi th  d o c t o r s '  d e g r e e s ,  30 p e r -  
c e n t  wi th  d e g r e e s  of b a c h e l o r s ,  40 p e r c e n t  wi th  h igh  s c h o o l  d i p l o m a s ,  
and the r e m a i n d e r  f r o m  pub l i c  s c h o o l s ?  H a s  y o u r  r e s e a r c h  c o m e  up 
with  n a t i o n a l  g o a l s  t ha t  a r e  r e a s o n a b l e  to a t t a i n ?  

DR. GINZBERG: We h a v e  b e e n  p r o c e e d i n g  on the b a s i c  a s s u m p t i o n  
tha t  in  o u r  t ype  of d e m o c r a c y  e a c h  i n d i v i d u a l  ought  to h a v e  m a x i m u m  
o p p o r t u n i t y  to a c q u i r e  a s  m u c h  e d u c a t i o n  and t r a i n i n g  a s  he  w i l l  be  ab l e  
to p r o f i t  f r o m .  We a r e  no t  w o r r i e d  abou t  the  Un i t ed  S t a t e s  b e c o m i n g  
an  o v e r e d u c a t e d  c o u n t r y .  N o r  a r e w e  w o r r i e d  abou t  the  s i t u a t i o n  
w h i c h  c o n f r o n t e d  G e r m a n y  p r i o r  to H i t l e r  w h e n  t ha t  c o u n t r y  had  a v e r y  
l a r g e  n u m b e r  of u n e m p l o y e d  i n t e l l e c t u a l s  on i t s  h a n d s .  

We h a v e  f a i th  in the  p o t e n t i a l i t i e s  of the  A m e r i c a n  e c o n o m y  to 
c o n t i n u e  to expand  and to a b s o r b  a l a r g e r  n u m b e r  of p r o f e s s i o n a l  and  
w e l l - t r a i n e d  p e o p l e .  W h a t  we a r e  w o r r i e d  abou t  i s  no t  o v e r e d u c a t i o n  
but  u n d e r e d u c a t i o n .  If  ou r  e c o n o m i c  p r o g r e s s  and o u r  n a t i o n a l  s e c u -  
r i t y  d e p e n d  upon  the  fu l l  u s e  of ou r  b r a i n p o w e r ,  we a r e  d o i n g  a v e r y  
p o o r  job in th i s  c o u n t r y .  L e s s  t h a n  ha l f  of  the  p e o p l e  wi th  an  I . Q .  of 
120 o r  above  g r a d u a t e  f r o m  c o l l e g e .  S ince  the  Un i t ed  S t a t e s  won  the  
r a c e  to p r o d u c e  the a t o m i c  b o m b  f i r s t  b e c a u s e  H i t l e r  c h a s e d  s u c h  
great scientists as Einstein, Szilard, Meitner, and Bohr, out of 
Europe, we have no reason to feel conceited about our trained man- 
power. 

One of the  s e r i o u s  m i s t a k e s  t ha t  we m a k e  in th i s  c o u n t r y  i s  t o  
e q u a t e  e d u c a t i o n  wi th  the  n u m b e r  of y e a r s  a m a n  h a s  b e e n  e x p o s e d  to  
s c h o o l  and the n u m b e r  of d e g r e e s  he  h a s  a c c u m u l a t e d .  I a m  u n e a s y  
abou t  the  c o n s t a n t  e x t e n s i o n  in the  y e a r s  of f o r m a l  s c h o o l i n g .  I s e e  
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no r e a s o n  to  b e l i e v e  tha t  a f t e r  a c e r t a i n  po in t  the  ne t  i n c r e m e n t  i s  v e r y  
g r e a t .  In f ac t ,  i t  m a y  e v e n  t u r n  out to be  n e g a t i v e .  In t h i s  c o n n e c t i o n  
it  m a y  not  be  out  of p l a c e  fo r  m e  to r a i s e  a q u e s t i o n  about  the  e x -  
c e e d i n g l y  e l a b o r a t e  s t r u c t u r e  of s p e c i a l  s c h o o l i n g  w h i c h  the  a r m e d  

s e r v i c e s  h a v e  d e v e l o p e d .  

QUESTION:  Wi th  r e f e r e n c e  to  y o u r  r e m a r k s  about  d e e m p h a s i z i n g  
the  i m p o r t a n c e  of p s y c h o l o g i s t s  a s  m a j o r  d i r e c t o r s  of t h i s  r e s e a r c h - -  
wh ich  I a m  s u r e  m o s t  p e o p l e  in the m i l i t a r y  a g r e e  w i t h - - I  w o n d e r  
what  t y p e  of p r o f e s s i o n a l  m a n  you had  in  m i n d  fo r  the  o v e r a l l  d i r e c t i o n ,  
a p h i l o s o p h e r ,  a s o c i o l o g i s t ?  C e r t a i n l y  not  an e l e c t r i c a l  e n g i n e e r .  
J u s t  wha t  type  of p r o f e s s i o n a l  m a n  did you h a v e  in m i n d ?  

D R .  G I N Z B E R G :  I would  no t  l i ke  to  a n s w e r  in  t e r m s  of a p a r t i c u -  
l a r  d i s c i p l i n e  b e c a u s e  I cou ld  e v e n  c o n c e i v e  of a s m a r t  e n g i n e e r  who 
could  f i l l  t h e  job we l l .  On m y  own s t a f f  at  C o l u m b i a  I h a v e  an e c o n o -  
m i d  h i s t o r i a n ,  a p s y c h i a t r i s t ,  two p s y c h o l o g i s t s ,  a s t a t i s t i c i a n .  The  
d i r e c t o r  of a r e s e a r c h  p r o g r a m  shou ld  be an i n d i v i d u a l  who i s  n o t  
d o g m a t i c a l l y  h r i e n t e d  t o w a r d  any p a r t i c u l a r  d i s c i p l i n e ,  but  who h a s  
a h i g h  d e g r e e  of t o l e r a n c e  and u n d e r s t a n d i n g  and r e s p e c t  f o r  wha t  i n -  
d i v i d u a l s  wi th  d i f f e r i n g  b a c k g r o u n d s  m i g h t  c o n t r i b u t e .  I cou ld  c o n -  
c e i v e  tha t  a p h i l o s o p h e r ,  a m a t h e m a t i c i a n ,  or  e v e n  a p s y c h o l o g i s t  
cou ld  s e t  up the  p r o g r a m - - b u t  I would  l i k e  to s e l e c t  h i m .  

QUESTION:  A n  i n d u s t r i a l  r e l a t i o n s  l e c t u r e r  r e c e n t l y  i n d i c a t e d  
tha t  a s u r v e y  he  had  m a d e  of i n d u s t r y  s h o w e d  about  t h r e e - f o u r t h s  of  
the  c o m p a n i e s  r e p o r t e d  as  h a v i n g  r e s e a r c h  p r o g r a m s  in  i n d u s t r i a l  
r e l a t i o n s  a t t h e  r a t e  of $ 1 . 1 9  p e r  e m p l o y e e .  If at  a l l  r e p r e s e n t a t i v e  
of i n d u s t r y ,  t h i s  would  i n d i c a t e  tha t  t h e  a m o u n t  of 30 to  40 m i l l i o n  
d o l l a r s  i s  s p e n t  on t h i s  type  of r e s e a r c h  in  i n d u s t r y .  What  i s  i n d u s t r y  

g e t t i n g  out of t h a t ?  

DR. G I N Z B E R G :  F r a n k l y ,  I q u e s t i o n  the  f i g u r e  wh ich  you h a v e  
p r e s e n t e d ,  f o r  I t h ink  tha t  i t  c o v e r s  not  only  r e s e a r c h  e x p e n d i t u r e s  
but  o t h e r  t y p e s  of e x p e n d i t u r e s .  On the  who le  I h a v e  not  b e e n  i m -  
p r e s s e d  wi th  the  r e s u l t s  tha t  h a v e  b e e n  p u b l i s h e d  of h u m a n  r e s o u r c e s  
r e s e a r c h  u n d e r t a k e n  by b u s i n e s s ,  and I q u e s t i o n  w h e t h e r  v e r y  i m p o r -  
t an t  r e s e a r c h  ha s  b e e n  c o m p l e t e d  w h i c h  h a s  not  b e e n  p u b l i s h e d .  

QUESTION:  The  f ac t  h a s  b e e n  p r e s e n t e d  tha t  24 out  of 25 p e o p l e  
capab le  of a c q u i r i n g  a P h . D .  do not  do so.  What  do you th ink  about  

t h i s  m a n p o w e r  w a s t e ?  
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DR. GINZBERG: First, I would like to suggest that it would not 

be an advantageous situation if all who were capable of it acquired 
a Ph.D. degree. After all, the degree has value only in relationship 
to specific work careers. However, I would like to add a few words 
about our national attitudes toward education. As I see it, we are 
schizophrenics. On the one hand we are deeply committed to the 
doctrine of free education for all. On the other hand we really are 
suspicious of the educated man. We don't like "eggheads"; we don't 
like "longhairs." I recall my first days in the War Department when 
the general I worked for wrote on the margins of my first report such 

terms as "crazy professor." 

We fail to realize that the educational process cannot be under- 
stood without considering those who teach and those who are taught. 
Some of our high schools look to me like modified detention camps. 
We do not know what to do with our youth and we therefore force them 
to stay in school. Merely sitting at a desk for five hours a day is 

not education. 

QUESTION: Should the military take a percentage or slice of the 
average manpower of the country in order to gain experience in work- 
ing with all sorts of people, so as to be more competent in the event 

of f u l l  m o b i l i z a t i o n ?  

DR.  G I N Z B E R G :  I s t r e s s e d  r e p e a t e d l y  wi th  bo th  M r s .  R o s e n b e r g  
and h e r  s u c c e s s o r ,  D r .  H a n n a h ,  t h a t  in  m y  op in ion  a p e r i o d  of p a r t i a l  
m o b i l i z a t i o n  shou ld  be u s e d  p r i m a r i l y  fo r  g a i n i n g  e x p e r i e n c e  of v a l u e  
in  the  e v e n t  of f u l l  m o b i l i z a t i o n .  I was  t r y i n g  to c o n v i n c e  the  D e p a r t -  
m e n t  of D e f e n s e  to  be  t e s s  s e l e c t i v e  in  i t s  i n t ake  of peop l e  in  o r d e r  
t h a t  i t  m i g h t  ga in  e x p e r i e n c e  w i th  the  u n e d u c a t e d  and the  l e s s  s t a b l e .  
H o w e v e r ,  the  a r m e d  s e r v i c e s  h a v e  done wha t  e v e r y  o r g a n i z a t i o n  t e n d s  
to d o - - t h e y  h a v e  s ough t  to d e c r e a s e  r a t h e r  t h a n  i n c r e a s e  the  p r o b l e m s  
wi th  wh ich  t h e y  c u r r e n t l y  h a v e  to cope ,  and a r e  h o p i n g  t h a t  the  f u t u r e  

w i l l  t ake  c a r e  of i t s e l f .  

Q U E S T I O N :  Wi th  the p r o b l e m  of r o t a t i o n  of a s s i g n m e n t s  t h a t  our  
m i l i t a r y  f o r c e s  f a c e  and wi th  y o u r  e x p r e s s i o n  of c o n c e r n  of wha t  the  
c o m p o s i t i o n  of p e o p l e  go ing  in to  h u m a n  r e l a t i o n s  r e s e a r c h  in  the  m i l i -  
t a r y  shou ld  be ,  would  you c o m m e n t  on w h e t h e r  you  f e e l  the  m i l i t a r y  
e s t a b l i s h m e n t  i s  c a p a b l e  w i th in  i t s e l f  of g e n e r a t i n g  and c o n d u c t i n g  
a d e q u a t e  r e s e a r c h  or  how do you  f e e l  i t  shou ld  be c o n d u c t e d .  

DR.  G I N Z B E R G :  As I see  i t ,  t h i s  i s  the  k e y  po in t .  I h a v e  had  
c o n t i n u o u s  e x p o s u r e  in  the  P e n t a g o n  d u r i n g  the  l a s t  12 y e a r s .  D e s p i t e  
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t h i s  e x p e r i e n c e  I do not  know anyone  wi th in  the m i l i t a r y  who by t r a i n -  
ing,  inclir~ati0n, and ab i l i t y  is  c apab l e  of h e a d i n g  up the  h u m a n  r e -  
s o u r c e s  r e s e a r c h  p r o g r a m .  If the Ch ie f  of Staff w e r e  to ask  m e  fo r  
a d v i c e ,  I would  r e c o m m e n d  that  he  s e e k  to f ind a s o c i a l  s c i e n t i s t  of 
s u f f i c i e n t  s t a t u r e ,  with s u f f i c i e n t  k n o w l e d g e  of the m i l i t a r y ,  and with 
a s u f f i c i e n t  i n t e r e s t  in the m i l i t a r y  to take  c o n t r o l  of the  p r o g r a m  and 
to a g r e e  to s t a y  with it o v e r  a p e r i o d  of y e a r s .  Obv ious ly ,  the  Ch ie f  
of Staff would have  to m a k e  c o m m i t m e n t s  to such  an i nd iv idua l  in 
o r d e r  to i n t e r e s t  h i m  in the  a s s i g n m e n t .  T h e r e  a r e  obv ious  ad -  
v a n t a g e s  in h a v i n g  a c i v i l i a n  as t e c h n i c a l  d i r e c t o r  of the  p r o g r a m .  
Each  of t h e s e r v i c e s  would n e e d  only  one d i r e c t o r .  If  t h e y  f ind the 
r i g h t  one,  he  wi l l  do the  r e s t  of the  lob fo r  t h e m .  

QUESTION:  We h a v e  a s i t u a t i o n  in the  A r m y  t o d a y  w h e r e ,  by 
r e a s o n  of th i s  p r o m o t i o n  by  s e n i o r i t y  tha t  you m e n t i o n e d ,  we h a v e  
j u n i o r  o f f i c e r s  who h a v e  p e r f o r m e d  we l l  in t h e i r  c a p a c i t y  as  t r oop  
l e a d e r s  but who a r e  ge t t i ng  way p a s t  t h e i r  depth  when  t h e y  ge t  to the 
f ie l~  g r a d e .  I don ' t  know w h e t h e r  th i s  r e l a t e s  to the  OCS, i nduc t i on ,  
or  what ,  but  would  you c a r e  to c o m m e n t  on t ha t ?  

DR. GINZBERG: I b e l i e v e  tha t  the  h e a r t  of th i s  d i f f i cu l ty  can  be 
t r a c e d  back  to the  e r r o r s  of i n t e g r a t i o n  m a d e  at the end of Wor ld  War  
II. At tha t  t i m e  the  s e l e c t i o n  b o a r d s ,  h e a v i l y  w e i g h t e d  wi th  l i ne  off i -  
c e r s ,  gave  g r e a t  e m p h a s i s  to a m a n ' s  p e r f o r m a n c e  in c o m b a t  and did 
not  c o n s i d e r  the m i s s i o n s  tha t  would  c o n f r o n t  the a r m e d  s e r v i c e s  in 
p e a c e t i m e  or  in p a r t i a l  m o b i l i z a t i o n .  The  on ly  c o n s t r u c t i v e  a p p r o a c h  
tha t  I s e e  would  be to d iv ide  the  g roup ,  in to  t h r e e  : To s ay  to one,  we 
wi l l  keep  you on but we wi l l  be unab l e  to p r o m o t e  you r a p i d l y .  H o w -  
e v e r ,  you  can s t a y  if  you con t inue  to p e r f o r m  e f f e c t i v e l y .  T h o s e  who 
h a v e  h igh  p o t e n t i a l  but  p o o r  e d u c a t i o n a l  b a c k g r o u n d  would be wor th  
s p e c i a l  i n v e s t m e n t .  To  the  b e s t  of m y  k n o w l e d g e ,  th i s  is  j u s t  what  
the  Ai r  F o r c e  has  done .  A t h i r d  g roup  I would  t r y  to s e p a r a t e ,  m a k i n g  
s u r e  to e a s e  t h e i r  r e a d j u s t m e n t  to c i v i l i a n  l i fe  by s o m e  s p e c i a l  f i n a n -  
c i a l  a l l o w a n c e .  

C O L O N E L  M U R P H Y :  Dr. G i n z b e r g ,  aga in  you have  m a d e  a m a j o r  
c o n t r i b u t i o n  to our  M a n p o w e r  Unit .  On beha l f  of the  C o m m a n d a n t  and 
the  s t u d e n t s ,  I ex t end  m y  c o n g r a t u l a t i o n s  fo r  a v e r y  f ine  ta lk  and 
q u e s t i o n  p e r i o d .  Thank  you v e r y  m u c h .  

(17 May 1 9 5 5 - - 4 0 0 ) S / i b c  
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