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R E S E A R C H  AND D E V E I X ) P M E N T  IN H U M A N  R E S O U R C E S  

26 O c t o b e r  1955 

GENERAL CALHOUN: Gentlemen: Our aim this morning is to 
explore some of the efforts being made by the services and in private 
agencies in the field of research and development in human resources. 
It is important to know not only where the problems are, but how they 
can be most effectively handled in an emergency. 

D r .  E l i  G i n z b e r g ,  a s  y o u  h a v e  s e e n  f r o m  h i s  b i o g r a p h y ,  h a s  
e x e r c i s e d  h i s  r e m a r k a b l e  t a l e n t s  in  t h i s  f i e l d  o v e r  a v e r y  b r o a d  f r o n t .  
I n  a d d i t i o n  to h i s  r e g u l a r  d u t i e s  a s  P r o f e s s o r  o f  E c o n o m i c s  a t  t he  
G r a d u a t e  S c h o o l  of  B u s i n e s s ,  C o l u m b i a  U n i v e r s i t y ,  he  f i n d s  t i m e  
s o m e h o w  to a c t  a s  c o n s u l t a n t  to a l l  t he  s e r v i c e s  o n  p r o j e c t s  i n v o l v i n g  
h u m a n  r e s o u r c e s .  I n  a d d i t i o n  to t h e s e  a c t i v i t i e s ,  h e  d i r e c t s  the  
r e s e a r c h  a c t i v i t i e s  of  t he  N a t i o n a l  M a n p o w e r  C o u n c i l ,  s e t  up  b y  the  
P r e s i d e n t ;  a n d  f i n d s  t i m e  to c a r r y  o n  a l e c t u r e p r o g r a m ,  s u c h  a s  h e  
w i l l  do  h e r e  t h i s  m o r n i n g .  

It is a privilege to welcome back Dr. Ginzberg. 

D R .  G I N Z B E R G :  I w i l l  f i r s t  d e l i n e a t e  the  e n v i r o n m e n t  in  w h i c h  
t h e  A r m e d  F o r c e s '  m a n p o w e r  p o l i c i e s  h a v e  to b e  h a m m e r e d  o u t .  

As  I s e e  i t ,  a m a j o r  e r r o r  i n  t he  d e t e r m i n a t i o n  of  b o t h  m i l i t a r y  
a n d  c i v i l i a n  m a n p o w e r  p o l i c y  i s  t h a t  the  f o c u s  i s  too  n a r r o w ;  f r e q u e n t } y  
t he  s t r a t e g i c  f a c t o r s  t h a t  d e t e r m i n e  the  l i m i t s  of w h a t  y o u  c a n  do  a r e  
o m i t t e d .  So I w a n t  to  b e g i n  b y  s k e t c h i n g  the  m a j o r  a s p e c t s  o f  t he  
e n v i r o n m e n t  w h i c h  s e t  t he  f r a m e w o r k  fo r  p o l i c y  d e t e r m i n a t i o n .  

T h e n  I w i l l  s e l e c t  t h r e e  p r o b l e m  a r e a s  of  c e n t r a l  c o n c e r n  to  t h e  
A r m e d  F o r c e s - - t h e  p r o b l e m  of s e l e c t i o n ,  the  p r o b l e m  of  c a r e e r  
d e v e l o p m e n t ,  a n d  t h e  p r o b l e m  of  m a n p o w e r  c o n t r o l - - a n d  t r y  to b r i n g  
to  t he  s u r f a c e  w h a t  I t h i n k  y o u  a r e  d o i n g ,  a s  w e l l  a s  s o m e  of  the  
l i m i t a t i o n s  t h a t  I f i n d  in  y o u r  a p p r o a c h .  I w i l l  m a k e  s o m e  r e f e r e n c e s  
t o  the  c i v i l i a n  e x p e r i e n c e  a s  I k n o w  i t ,  to  i n d i c a t e  to y o u  t h a t  o t h e r s  
h a v e  s i m i l a r  t y p e s  o f  p r o b l e m s  a n d  t h a t  t h e y ,  t oo ,  h a v e  f o u n d  i t  
d i f f i c u l t  to w o r k  o u t  c o r r e c t  a n s w e r s .  

T h e n  in  p a s s i n g  I w a n t  to s u g g e s t  the  r o l e  of  r e s e a r c h  a s  a n  
, i n s t r u m e n t ,  t he  m a j o r  a n d  a l m o s t  t he  o n l y  i n s t r u m e n t ,  t h a t  c a n  g e t  
u s  o n  s o u n d e r  g r o u n d  w i t h  r e s p e c t  to t h e s e  p r o b l e m  a r e a s .  
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F i n a l l y ,  I w i l l  c o n c l u d e  with  s o m e  e m e r g i n g  p r i n c i p l e s .  L e t  us 
b e g i n  with  the e n v i r o n m e n t  in  w h i c h  the m a n p o w e r  p o l i c y  of  the  A r m e d  
F o r c e s  is  h a m m e r e d  ou t .  The  f i r s t  f a c t o r  i s  the pool  f r o m  w h i c h  you  
ge t  y o u r  m a n p o w e r .  L e t  us take  a look  at  the e x t e n t  to w h i c h  c e r t a i n  
v e r y  b r o a d  n a t i o n a l  c o n s i d e r a t i o n s  o p e r a t e  on that  pool  and  thus  s e t  
l i m i t s  on wha t  you  c a n  and c a n n o t  do.  

I a m  c o n s t a n t l y  i m p r e s s e d  with  the f a i l u r e  of those  r e s p o n s i b l e  
f o r  m a n p o w e r  p o l i c y  d e t e r m i n a t i o n  to c o n s i d e r  p r o p e r l y  o u r  n a t i o n a l  
d e m o c r a t i c  t r a d i t i c n s ,  i n c l u d i n g  p r o b l e m s  of e q u i t y .  T h e y  f a i l  to 
u n d e r s t a n d  wha t  a d e m o c r a c y  wi th  a t r a d i t i o n  Like o u r s  w i l l  and w i l l  
no t  t o l e r a t e  a t  v a r i o u s  po in t s  in i t s  h i s t o r y .  

We c a n n o t  have  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  s e r v i c e  ac t  and  
t hen  i g n o r e  wha t  the w o r d  " u n i v e r s a l " i m p l i e s  to the a v e r a g e  c i t i z e n .  
In  r e f e r e n c e  to this  le t  m e  i l l u s t r a t e  the s i g n i f i c a n c e  of wha t  I t h ink  
is  l o o m i n g  j u s t  b e y o n d  the h o r i z o n .  

We a r e  abou t  to e n t e r  upon a p e r i o d  of one  of the m o s t  r a p i d  
p o p u l a t i o n  i n c r e a s e s  in  the h i s t o r y  of the Un i t ed  S t a t e s ,  s u r e l y  in  
the m o d e r n  h i s t o r y  of the Un i t ed  S t a t e s .  Some  of you m a y  have  s e e n  
the B u r e a u  of C e n s u s '  e s t i m a t e  tha t  we m a y  e v e n t u a l l y  h a v e  330 
mi l l2on  p e o p l e  in  th i s  c o u n t r y .  I wan t  to po in t  out  that  we a r e  o n l y  
a y e a r  o r  two, t h r e e  y e a r s  at  the m o s t ,  a w a y  f r o m  a m a n p o w e r  poo l  
w h i c h  wi l l  be  v a s t l y  in  e x c e s s  of the p r e s e n t  r e q u i r e m e n t s  of the 
a r m e d  s e r v i c e s .  Th i s  w i l l  b r i n g  us  s q u a r e l y  f a c e  to f a c e  with  the  
c o n c e p t  of " p a r t i a l  c o m p u l s i o n .  " I s u b m i t  that  it  w i l l  be i m p o s s i b l e  
to o p e r a t e  a s e l e c t i v e  s e r v i c e  s y s t e m  in  wh ich  on ly  e v e r y  s e c o n d  
o r  t h i r d  m a n  is  t a k e n  into  s e r v i c e .  I t  i s  u n t h i n k a b l e  in t e r m s  of o u r  
A m e r i c a n  d e m o c r a c y .  

The  a r m e d  s e r v i c e s ,  t h e r e f o r e ,  m u s t  r e e x a m i n e  the  f u n d a m e n t a l  
p r i n c i p l e s  of how t h e y  ge t  t h e i r  m a n p o w e r .  T h i s  is a p r o b l e m  of the 
l i m i t s  of t o l e r a n c e  in  a d e m o c r a c y  f o r  s e l e c t i v e  m a n p o w e r  c a l l - u p s .  
I w i l l  t r y  to t ie th i s  down qui te  c o n c r e t e l y  and spec f f i caLiy  in t e r m s  
of the i s s u e s  that  loom jus t  a h e a d .  

To i l l u s t r a t e  the  e r r o r s  tha t  a r e  e a s y  to m a k e :  G e n e r a l  Van  F l e e t ,  
w h e n  he c a m e  b a c k  f r o m  K o r e a ,  qui te  c o r r e c t l y  t e s t i f i e d  tha t  i t  was  
v e r y  w a s t e f u l  to keep  r o t a t i n g  the t r o o p s  e v e r y  twe lve  m o n t h s  f r o m  
the  c o m b a t  a r e a ;  and he  r e c o m m e n d e d  l e n g t h e n i n g  t h e i r  p e r i o d  of 
s e r v i c e  in the l ine .  F r o m  the po in t  of v i e w  of h i s  m i s s i o n  a s  a c o m b a t  
c o m m a n d e r ,  I a m  s u r e  he  was  r i g h t .  Yet  I wou ld  c a l l  th is  a p p r o a c h  
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an  e r r o r ,  b e c a u s e  f r o m  the  v i e w p o i n t  of the Nat ion ,  o f  w h i c h  the 
A r m e d  F o r c e s  a r e  a p a r t ,  i t  was  i n c o n c e i v a b l e ,  at  a t i m e  w h e n  t h e  
A r m y  w a s  s u f f e r i n g  o v e r  90 p e r c e n t  of the t o t a l  c a s u a l t i e s  in K o r e a ,  
to l e n g t h e n  the t o u r s  of duty of t hose  in  the i n f a n t r y .  Such a c t i o n  
w o u l d  have  s t i l l  f u r t h e r  i n c r e a s e d  the d i f f e r e n c e s  b e t w e e n  the c o m b a t  
s o l d i e r  and  a l l  o t h e r s  in  the s e r v i c e s ,  as  w e l l  as  t hose  who w e r e  
p e r m i t t e d  to s t a y  a t  h o m e .  Such a c t i o n  was  a b s o l u t e l y  u n t h i n k a b l e .  
The  c o n c e p t  of equ i t y  tha t  i s  e m b e d d e d  in  o u r  type of d e m o c r a c y  h a s  
b e c o m e  the d e t e r m i n i n g  f a c t o r  i n  m i l i t a r y  m a n p o w e r  p o l i c y  d e t e r m i n a -  
t ion .  

Second ly ,  l e t  us  c o n s i d e r  the  f a s t - m o v i n g  t e c h n o l o g i c a l  and 
s c i e n t i f i c  p r o g r e s s  and wha t  that  m e a n s  f r o m  the po in t  of v i e w  of 
m a n p o w e r  p o l i c y .  In  c i v i l i a n  l i fe  we have  two v e r y  i m p o r t a n t  
b a l a n c i n g  a g e n t s  b e t w e e n  m e n  and m a c h i n e s .  The  f i r s t  is  the  c a p i t a l  
a v a i l a b l e  to a c o m p a n y  wi th  which  i t  c a n  i n t r o d u c e  n e w  and  r a d i c a l l y  
c h a n g e d  p r o c e s s e s  and m a c h i n e s .  And we have  i n c r e a s i n g l y  in  
m o d e r n  A m e r i c a  the t r a d e  union,  w h i c h  is  able  v e r y  s u c c e s s f u l l y  
to i n f l u e n c e  the r a t e  at wh ich  new m a c h i n e s  a r e  i n t r o d u c e d .  

Now, wha t  i s  h a p p e n i n g  in  the a r m e d  s e r v i c e s i n  c o n t r a s t ?  
You have  on  the one  hand  a c o l o s s a l  r e s e a r c h  and d e v e l o p m e n t  
p r o g r a m ,  w h i c h  is  r a c i n g  a long  u n d e r  i t s  own m o m e n t u m ,  l i m i t e d  
on ly  by  the  funds  tha t  you can  get  f r o m  C o n g r e s s ,  and ,  in m y  
op in ion ,  s u b s t a n t i a l l y  u n c o r r e l a t e d  and u n i n t e g r a t e d  wi th  y o u r  m a n -  
p o w e r  a v a i l a b i l i t i e s .  T h i s  m e a n s ,  as  f a r  as  I c a n  s e e ,  tha t  t h e r e  
is  no e f f e c t i v e  b a l a n c e  at  the m o m e n t  b e t w e e n  the r a t e  at  w h i c h  n e w  
m a c h i n e s  a r e  c o m i n g  into  u s e  and o u r  a b i l i t y  to p r o c u r e  and  t r a i n  
and r e t a i n  the k inds  of p e r s o n n e l  tha t  cou ld  m a k e  the m o s t  e f f i c i e n t  
u s e  of the new m a c h i n e s .  You have  two s e p a r a t e  o r b i t s  and  v e r y  l i t t l e  
c o n t a c t  b e t w e e n  t h e m .  In  th is  c o n n e c t i o n ,  I w a s  i m p r e s s e d  a coup l e  
of y e a r s  ago to l e a r n  tha t  in K o r e a  the n e w  s i g n a l  e q u i p m e n t  w a s  no t  
u s e d  in  m a n y  i n s t a n c e s ,  b e c a u s e  the a v a i l a b l e  m a n p o w e r  c o u l d  cope  
m u c h  b e t t e r  wi th  the W o r l d  W a r  II  e q u i p m e n t ,  w h i c h  was  m u c h  e a s i e r  
to h a n d l e .  

An e x p e r i e n c e d  i n f a n t r y  o f f i c e r  r e c e n t l y  w r o t e  an e d i t o r i a l  in  
" A r m o r , "  w h i c h  s t a t e d  tha t  the A r m y  is  p r i c i n g  i t s e l f  out  of c o m b a t ,  
b e c a u s e  i t s  e q u i p m e n t  i s  b e c o m i n g  so  i n t r i c a t e  and  c o m p l e x  tha t  i t  
s i m p l y  c a n n o t  get  m a n p o w e r  r e s o u r c e s  in  b a l a n c e  wi th  i t .  T h a t  
i s  a v e r y  i m p o r t a n t  c o n s i d e r a t i o n  f r o m  the  po in t  of  v i e w  of b r o a d  
p l a n n i n g  in  the A r m e d  F o r c e s .  I t h ink  i t  h a s  b e e n  a m a j o r  a r e a  of 
n e g l e c t .  
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Le t  us t ake  the t h i r d  m a n p o w e r  p r o b l e m ,  wh ich  I th ink  you  ~riU 
c o n c e d e  has  c a u s e d  m u c h  g r i e f  and u n h a p p i n e s s  in  the pa s t  y e a r .  
Tha t  is  the p r o b l e m  of an e f f e c t i v e  r e s e r v e  s y s t e m .  

One  of the i m p o r t a n t  th ings  about  m a n p o w e r  p l a n n i n g  is  tha t  
i t  n e v e r  s t a r t s  f r o m  s c r a t c h .  Na t ions  have  a h i s t o r y .  The  a r m e d  
s e r v i c e s  have  t h e i r  h i s t o r y .  The c i v i l i a n  c o m m u n i t y  has  i t s  h i s t o r y .  
Wha t  is the h i s t o r y  of the R e s e r v e s  and the N a t i o n a l  G u a r d  in the 
Un i t ed  S t a t e s ?  It  i s  v e r y  s i m p l e .  A m e r i c a n s  by and  l a r g e  do not  
l ike  to p l ay  s o l d i e r s .  T h e y  do not  c o n s i d e r  i t  a f a v o r e d  a c t i v i t y .  

T h i s  m e a n s  that  the w h o l e  h i s t o r y  of the N a t i o n a l  G u a r d  and the 
R e s e r v e s  is c h a r a c t e r i z e d  b y  the f ac t  tha t  t hey  h a v e  not  b e e n  ab le  to 
e l i c i t  any  s u b s t a n t i a l  p a r t i c i p a t i o n  on the p a r t  of the  c i v i l i a n  c o m m u n i t y .  

Now, l e t  us c o n s i d e r  that  in  the l ife t i m e  of a m a n  the t w e n t i e s  
a r e  the p e r i o d  d u r i n g  w h i c h  he  is  a c q u i r i n g  h is  s k i l l s .  In m o r e  r e c e n t  
y e a r s  i t  ha s  a l so  b e e n  the p e r i o d  in  w h i c h  he  h a s  a c q u i r e d  a wi fe  and 
c h i l d r e n .  W o m e n  s e e m  to s u b s c r i b e  to the p h i l o s o p h y  o f , " L e t  us 
have  t h e m  and get  t h e m  o v e r  w i t h . "  Th i s  i s  a c o n f u s i n g  t r e n d ,  bu t  
I c a n  t e l l  you ,  as  a m a t t e r  of s t a t i s t i c a l  f ac t ,  tha t  we have  the l o w e s t  
age  of m a r r i a g e  in  the c i v i l i z e d  w o r l d ,  and i t  k e e p s  d r o p p i n g .  Ha l f  
the w o m e n  in  the Uni ted  S ta tes  a r e  m a r r i e d  b e f o r e  t h e y  a r e  t w e n t y - o n e .  
C h i l d r e n  a r e  b e i n g  b o r n  to v e r y  young  p a r e n t s .  

So d u r i n g  the t h n e  when  a young  m a n  is  a c q u i r i n g  h i s  s k i l l s  
and  is a e e p l y  c o n c e r n e d  about  h i s  f a m i l y  at that  t i m e  the R e s e r v e  
S y s t e m  w a n t s  to pu l l  th i s  m a n  a w a y  f r o m  h i s  h o m e  f o r  two n igh t s  
a w e e k  and f o r  a f o r t n i g h t ' s  t r a i n i n g  in the s u m m e r .  I s u b m i t  tha t  th i s  
w i l l  l e a d  the s e r v i c e s  to a f igh t  wi th  m o s t  of the  w o m e n  in the U n i t e d  
S t a t e s .  

I was  i n s p e c t i n g  N a v a l  R e s e r v e  un i t s  in  New Y o r k  l a s t  y e a r .  I 
th ink  we have  a r i g h t  to be  p r o u d  of New Y o r k  h a r b o r .  It i s  one  of 
the g r e a t  h a r b o r s  of the w o r l d .  But  the Navy  did not  have  a r o w b o a t  

at  i ts  d i s p o s a l  fo r  t h e s e  un i t s  in  one  of the l a r g e s t  h a r b o r s  of the 
w o r l d .  U n l e s s  a R e s e r v e  S y s t e m  is f l ex ib l e  and i m a g i n a t i v e ,  the 
a r m e d  s e r v i c e s  w i l l  have  lo ts  of t r o u b l e .  

E a r l i e r  this  y e a r  I had  the o p p o r t u n i t y  of p r e s e n t i n g  to the 
P r e s i d e n t  and the C a b i n e t  on b e h a l f  of the S e c r e t a r y  of L a b o r  an 
a n a l y s i s  of the w o r k  s k i l l s  of the Na t ion .  I had  s o m e  c h a r t s  tha t  
the D e p a r t m e n t  of D e f e n s e  p r e p a r e d  fo r  m e  on this  i s s u e  of, How 
do you  r e a l l y ,  in  fac t ,  not  in t h e o r y ,  r u n  a R e s e r v e  S y s t e m ?  I u s e d  
t h r e e  c a s e s  to i l l u s t r a t e  wha t  h a p p e n s  to m e n  who l e a v e  the A r m y  
and  e n t e r  the R e s e r v e .  

4 



J u s t  one  i l l u s t r a t i o n :  A y o u n g s t e r  e n t e r e d  the A r m y  f r o m  
M a s s a c h u s e t t s .  At  the t ime  of i n d u c t i o n h e  was  an auto m e c h a n i c .  
In the A r m y  he  was  a s s i g n e d  as an i n f a n t r y m a n .  A f t e r  d i s c h a r g e ,  
he  took a d v a n t a g e  of the G.  I .  B i l l  and b e c a m e  a c h e m i c a l  e n g i n e e r .  
How does  one h a n d l e  h i m  in a R e s e r v e  S y s t e m ?  It is  e a s i e r  to ge t  
a lot  of l e g i s l a t i o n  t h r o u g h  C o n g r e s s  than  it  is to d e v e l o p  an  e f f e c t i v e  
R e s e r v e  S y s t e m  b a s e d  upon c o m p u l s i o n .  P e r h a p s  i t  wou ld  be  b e t t e r  
if the R e s e r v e s  had  f e w e r  m e n  and o p e r a t e d  u n d e r  an i n c e n t i v e  s y s t e m .  
On ly  a s m a l l  p a r t  of  the c i v i l i a n  p o p u l a t i o n  is i n t e r e s t e d  in  the m i l i t a r y  
and  t h e s e  a r e  the m e n  who would  m a k e  the b e s t  r e s e r v i s t s .  O v e r -  
r e l i a n c e  on  c o m p u l s i o n  is a c o n s t a n t  e r r o r  in the a r m e d  s e r v i c e s '  
m a n p o w e r  p o l i c y .  

Next  we h a v e  the q u e s t i o n  of c a r e e r  s e r v i c e .  It is t r ue  tha t  in a 
f i e l d  w h e r e  the m o n e t a r y  i n c e n t i v e s  a r e  v e r y  l i m i t e d  t h e r e  is t r o u b l e  
f i r s t  in a t t r a c t i n g  and s e c o n d  in ho ld ing ,  good p e o p l e .  Tha t  is t r u e  
of the a r m e d  s e r v i c e s ,  the t e a c h i n g  p r o f e s s i o n ,  the n u r s i n g  p r o f e s s i o n ,  
and  m a n y  o t h e r  f i e l d s .  But  I would  s a y  that  the p r o b l e m  of an e f f e c t i v e  
c a r e e r  s e r v i c e  in  the m i l i t a r y  goes  way  beyond  r a i s i n g  the m o n e t a r y  
i n c e n t i v e s ,  i m p o r t a n t  as  they  a r e .  

I th ink  it is  f a i r  to s a y  that  t h e r e  has  b e e n  a g r o w i n g  t e n d e n c y  
to r e g a r d  a m i l i t a r y  c a r e e r  not  as  a. t r u e  p r o f e s s i o n  but  as  j u s t  a 
job in a b ig  o r g a n i z a t i o n .  I s u b m i t  that  if this  c o n t i n u e s ,  you w i l l  
r u n  into an  e v e n  m o r e  s e r i o u s  p r o b l e m  of a t t r a c t i n g  and h o l d i n g  
good p e o p l e .  A s e r i o u s  p r o f e s s i o n  wi l l  i n t e r e s t  m a n y  p e o p l e  b e c a u s e  
i t  h a s  m e a n i n g  and v a l u e  f o r  t h e m  wi th in  t h e i r  to ta l  s c h e m e  of v a l u e s .  
But  when  it  b e c o m e s  j u s t  a job, a m a n  t r i e s  to get  a l l  the m a j o r  
e m o l u m e n t s  that  he  c a n .  

A n o t h e r  d i f f i cu l t y  is  p r e s e n t e d  by the s m a l l  a m o u n t  of c o n t r o l  
you  have  of y o u r  c a r e e r s .  When  one of the m o s t  b r i l l i a n t  r e s e a r c h  
c a p t a i n s  in the Navy  was  p r o m o t e d  to A d m i r a l  on ly  t h r o u g h  the 
p e r s o n a l  i n t e r c e s s i o n  of the S e c r e t a r y  of the Navy,  it  is  a n  i n d i c a t i o n  
of the d i f f i cu l t y  of a s s u m i n g  that  c o m p e t e n c e  wi l l  b r i n g  i ts  a u t o m a t i c  
r e w a r d .  

The  next  p r o b l e m  that  I wan t  to d i s c u s s  in c o n n e c t i o n  wi th  the 
e n v i r o n m e n t  has  to do wi th  the l a c k  of fu l l  u n d e r s t a n d i n g  by  the 
s e r v i c e s  of the r o l e  of the h i g h l y  t r a i n e d  peop le  who a r e  now r e q u i r e d  
b y  v i r t u e  of the i n c r e a s i n g  p e n e t r a t i o n  of s c i e n c e  and the a d v a n c e s  
in t e c h n o l o g y  in the d e v e l o p i n g  a r t  of w a r f a r e .  H i s t o r i c a l l y  the 
s e r v i c e s  o p e r a t e d  u n d e r  the a s s u m p t i o n  tha t ,  s i n c e  they  had  a s m a l l  



o f f i c e r  g roup ,  an  o f f i c e r  had  to be an a l l - a r o u n d  m a n .  He was  kep t  
on a c o n s t a n t  m e r r y - g o - r o u n d  of a s s i g n m e n t s  in  the hope  tha t  f r o m  
e a c h  a s s i g n m e n t  he would  p i ck  up s o m e  new e x p e r i e n c e .  But  now 
he  c a n n o t  hope  to b e c o m e  g e n e r a l l y  c o m p e t e n t  in a l l  f i e l d s .  

I had  the p l e a s u r e  of a s s i s t i n g  G e n e r a l  B l i s s  at  the t i m e  he  w a s  
S u r g e o n  G e n e r a l  of the A r m y  to b r e a k  t h rough  this  h i s t o r i c a l  p a t t e r n  
and  get  h igh  r a n k ,  up to and i n c l u d i n g  m a j o r  g e n e r a l ,  f o r  d o c t o r s  of 
d i s t i n c t i o n  in e i t h e r  p r o f e s s i o n a l  o r  a d m i n i s t r a t i v e  w o r k .  Up to tha t  
po in t  the A r m y  had  d e c i d e d  that  the on ly  way  a m a n  cou ld  p r o g r e s s  
f r o m  c o l o n e i  to g e n e r a l  in  the M e d i c a l  D e p a r t m e n t  was  by g iv ing  up 
his  p r o f e s s i o n a l  w o r k  in m e d i c i n e  and  b e c o m i n g  an a d m i n i s t r a t o r .  

And that  i s  not  the whole  of the s t o r y .  The  p r o b l e m  r e a l l y  goes  
v e r y  d e e p .  M r .  P a c e ,  t a lk ing  at  the S e s q u i c e n t e n n i a l  C e l e b r a t i o n  
a t  W e s t  Po in t ,  b r o u g h t  h o m e  the f a c t  that  a b a l a n c e  was  n e e d e d  b e t w e e n  
j u n i o r  o f f i c e r s  who r e c e i v e d  b r o a d  t r a i n i n g  and o l d e r  m e n  who had  to 
b e c o m e  s p e c i a l i s t s .  He put f o r w a r d  a p r o p o s i t i o n - - w h i c h  I thought  w a s  
r e a s o n a b l e - - t h a t  one  j u s t  had  to a c c e p t  the f ac t  tha t  by the t i m e  a m a n  
was  a m a j o r  he had  to s p e c i a l i z e  f r o m  that  po in t  on, and the p r o m o t i o n  
s y s t e m  had  to r e f l e c t  that  f a c t .  

H e r e  a r e  m y  c o n c l u s i o n s  about  the e n v i r o n m e n t  in w h i c h  m i l i t a r y  
m a n p o w e r  p o l i c y  is d e t e r m i n e d :  F i r s t ,  t h e r e  is  too l i t t l e  a w a r e n e s s  
of what  I would  c a l l  the  l i m i t s  of n a t i o n a l  m a n p o w e r  p o l i c y .  I t  is  
n e v e r  a p r o b l e m  s o l e l y  of m i l i t a r y  n e e d .  P o l i c y  m u s t  be  s e n s i t i v e  to 
the to ta l  p r o b l e m s  of the c o u n t r y .  As f a r  as  I c a n  s e e ,  too l i t t l e  c o n -  
s i d e r a t i o n  is  t aken  of the key  e l e m e n t s  e m b e d d e d  in o u r  c i v i l i a n  
t r a d i t i o n s .  

Second ,  t h e r e  h a s  b e e n  too l i t t l e  s e n s i t i z i n g  of the m i l i t a r y  
m a n p o w e r  p l a n n i n g  to the s e r i o u s  i m p a c t  of s c i e n c e  and t e c h n o l o g y  
on the A r m e d  F o r c e s  and  t h e r e f o r e  to new m a n p o w e r  r e q u i r e m e n t s ,  
p a r t i c u l a r l y  wi th  r e f e r e n c e  to qua l i ty  and s k i l l .  

A_ud, thirdly, there still must be an imaginative reestablishment 
on a soundbasis of a professional career in the armed services. 
Salaries must be adjusted. You ought to have better housing. But 

above all you must create a career for serious people who can be 

appealed to on the basis of serious work. 



So m u c h  f o r  p a r t  o n e - - t h e  e n v i r o n m e n t .  L e t  u s  l o o k  m o r e  
c l o s e l y  a t  t he  t h r e e  p r o b l e m  a r e a s  t h a t  I s a i d  I w o u l d  s e l e c t  f o r  
d e t a i l e d  c o n s i d e r a t i o n - - s e l e c t i o n ,  c a r e e r  d e v e l o p m e n t ,  a n d  m a n -  
p o w e r  c o n t r o l .  

A s  I s e e  i t ,  t h e  p r e v a i l i n g  d o c t r i n e  a m o n g  the  s e r v i c e s  w i t h  
r e s p e c t  to s e l e c t i o n  i s ,  H o w  c a n  we  g e t  t h e  b e s t  m e n ?  W h a t  a r e  t h e  
b e s t  w a y s  to t r a i n  t h e m ,  a n d  the  b e s t  w a y s  to u s e  t h e m ?  S o m e t i m e s  
s o m e b o d y  t h i n k s  a b o u t  w a y s  to r e t a i n  t h e m .  If  a n y b o d y  t h i n k s  t h e r e  
i s  a n y  o n e  b e s t  s o l u t i o n  to t h e s e  s e v e r a l  m a n p o w e r  p r o b l e m s ,  h e  
w i l l  s o o n  l e a r n  d i f f e r e n t l y .  T h e  b e s t  w a y  to t r a i n  m e n  m a y  n o t  b e  
t he  b e s t  w a y  to i n s u r e  t h a t  y o u  r e t a i n  t h e m .  T h e  A i r  F o r c e  h a s  b e g u n  
to d i s c o v e r  t h i s ,  a n d  I b e l i e v e  a l l  t h e  o t h e r  s e r v i c e s  a r e  a l s o  a w a r e  
o f  t h e s e  c o n t r a d i c t i o n s .  T h a t  i s  t he  s c r a m b l e  f o r  t h e  m o s t  i n t e l l i -  
g e n t  p e o p l e  i s  no  s o l u t i o n  to y o u r  l o n g - r u n  m a n p o w e r  p r o b l e m .  

L e t  m e  s t e p  b a c k  n o w  a n d  t r y  to c o n s i d e r  w h a t  the  p r o b l e m s  o f  
s e l e c t i o n  r e a l l y  a r e .  

T h e  f i r s t  i s  t h e  d e c i s i o n  to p l a n  f o r  the  s h o r t  r u n  o r  t h e  l o n g e r  
r u n ,  w h i c h  r e s t s  o n  a n  a n s w e r  to w h e t h e r  t he  a r m e d  s e r v i c e s  
s h o u l d  p l a c e  s t r e s s  i n  a p e r i o d  l i k e  t h e  p r e s e n t  o n  p r a c t i c e s  g e a r e d  
f o r  f u l l  m o b i l i z a t i o n .  If  y o u  o p e r a t e  w i t h  o n l y  s h o r t - r u n  e m p h a s i s ,  
t h e n  y o u  w i l l  f a i l  to t a k e  i n t o  t h e  s e r v i c e s  r e a s o n a b l e  n u m b e r s  o f  
p e o p l e  w i t h  m o d e s t  h a n d i c a p s  a n d  y o u  w i l l  ge t  no  p r a c t i c e  i n  d e a l i n g  
w i t h  l a r g e  s e g m e n t s  o f  o u r  n a t i o n a l  m a n p o w e r .  A n d  in  m y  o p i n i o n  t h a t  
m e a n s  a m a j o r  f a i l u r e  to g e t  p r o p e r  m o b i l i z a t i o n  e x p e r i e n c e .  

S e c o n d ,  i n  f a i l i n g  to t a k e  in  m a n y  m a r g i n a l  p e o p l e  a n d  f a i l i n g  to 
m a k e  a n  i n v e s t m e n t  in  t h e m ,  y o u  f a i l  to s t r e n g t h e n  t he  N a t i o n ' s  m a n -  
p o w e r  r e s o u r c e s  f o r  a t i m e  w h e n  y o u  w i l l  n e e d  t h e m .  

T h e  t h i r d  p o i n t  h a s  to do  w i t h  t he  f a c t  t h a t ,  a f t e r  a l l ,  t h e  t o t a l  
e f f e c t i v e  s t r e n g t h  o f  t he  U n i t e d  S t a t e s  in  a v e r y  r e a l  s e n s e  i s  a c o m -  
p o s i t e  o f  t h e  s t r e n g t h  o f  e a c h  i n d i v i d u a l  w i t h i n  the  c o u n t r y .  If  y o u  
f a i l  to m a k e  w h a t  c o u l d  b e  a s i g n i f i c a n t  c o n t r i b u t i o n  a c r o s s  t h e  b o a r d  
b y  r e a s o n  o f  n o t  i n d u c t i n g  c e r t a i n  p e o p l e ,  y o u  f a i l  to m a k e  t he  t y p e  of  
n a t i o n a l  c o n t r i b u t i o n  t h a t  y o u  c o u l d  m a k e .  

I w a s  g l a d  to  s e e  S e c r e t a r y  B u r g e s s  f i n a l l y  m o v e  to r e v i s e  t he  
r e g u l a t i o n s  w h i c h  s t i p u l a t e d  t h a t  ff a y o u n g s t e r  o n c e  b r o k e  a w i n d o w  
w i t h  a b a l l  a n d  s h o w e d  up  o n  a p o l i c e  b l o t t e r ,  h e  w a s  t h e r e b y  r e n d e r e d  
u n s u i t e d  f o r  t he  a r m e d  s e r v i c e s ,  Of  a l l  t h e  n o n s e n s i c a l  r u l e s  a b o u t  



j u v e n i l e  d e l i n q u e n c y ,  this  is the w o r s t .  And ye t  i t  is  a r u l e  tha t  
a l l  t h r e e  of the a r m e d  s e r v i c e s  have  f o l l o w e d  f o r  a long t i m e - -  
that  anybody  who had  c o m m i t t e d  any  kind of m i n o r  i n f r a c t i o n  
d u r i n g  a d o l e s c e n c e  that  b r o u g h t  h im into r e l a t i o n  with  the p o l i c e  
b e c a m e  n o n u s a b l e .  Not on ly  w a s  the a c t i o n  of the a r m e d  s e r v i c e s  
s e r i o u s  b e c a u s e  s u c h  m e n  w e r e  p r e c l u d e d  f r o m  p a r t i c i p a t i n g  
in m i l i t a r y  s e r v i c e ,  but  s t i g m a t i z i n g  t h e m  as n o n s u i t a b l e  f o r  
m i l i t a r y  s e r v i c e  m e a n t  c o m p o u n d i n g  the l i k e l i h o o d  of t u r n i n g  
t hem f r o m  j u v e n i l e  d e l i n q u e n t s  into adu l t  d e l i n q u e n t s  and a r e a l  
m e n a c e  to s o c i e t y .  

M i l i t a r y  s e r v i c e  is  not  on ly  a r e s p o n s i b i l i t y  but  a p r i v i l e g e .  
To d e n y  a m a n  that  p r i v i l e g e  on, o b v i o u s l y  u n s o u n d  g r o u n d s  is a 
m a j o r  c h a l l e n g e  to the s e r v i c e s .  So I am g lad  tha t  S e c r e t a r y  
B u r g e s s  has  c o r r e c t e d  tha t .  

The  next  p r o b l e m  a r e a  is m i l i t a r y  s e l e c t i o n .  L e t  m e  t r y  to show 
you  wha t  I th ink can  be l e a r n e d  f r o m  c i v i l i a n  l i f e .  

A l l  l a r g e  c o r p o r a t i o n s  that  I know have  a p r o g r a m  f o r  d e v e l o p -  
ing  e x e c u t i v e  p e r s o n n e l .  T h e y  t ry  to f ind  the r i g h t  p e o p l e .  Who a r e  
the r i g h t  p e o p l e ?  They  de f ine  the r i g h t  peop le  in t e r m s  of s p e c i f i c  
b a c k g r o u n d s  and q u a l i t i e s - - s o  m a n y  y e a r s  of c o l l e g e ,  and so f o r t h .  
T h e y  p i ck  t h e i r  p o t e n t i a l  e x e c u t i v e s  f r o m  a p r e f e r r e d  g r o u p .  V e r y  
soon  they  f ind  tha t  a lo t  of t h e s e  peop l e  who have  b e e n  t a k e n  on f o r  
d e v e l o p m e n t  do not w o r k  v e r y  h a r d .  

I s a i d  to a v i ce  p r e s i d e n t  in c h a r g e  of p e r s o n n e l  of a l a r g e  
c o r p o r a t i o n  who was  p i c k i n g  m e n  s o l e l y  f r o m  the Ivy L e a g u e  c o l l e g e s ;  
" W h a t  can  you  e x p e c t  f r o m  t h e s e  y o u n g s t e r s  who w e r e  b r o u g h t  up 
in w e l l - o f f  h o m e s ?  T h e y  go a r o u n d  wi th  young  l a d i e s  who w e r e  
b r o u g h t  up in e q u a l l y  w e l l - o f f  h o m e s ,  who b e l i e v e  that  the w e e k e n d  
s t a r t s  on F r i d a y  a f t e r n o o n  and s o m e t i m e s  ends  at  M o n d a y  noon .  
How do you  e x p e c t  t h e s e  y o u n g s t e r  to take  t h e i r  w o r k  s e r i o u s l y ? "  

You r e a d  in the n e w s p a p e r s  about  the s o - c a l l e d - - a n d  I m e a n  
s o - c a l l e d - - g r e a t  s h o r t a g e  of e n g i n e e r s .  I a m  r e m i n d e d  of wha t  
h a p p e n e d  w h e n  I looked  a t  an  A r m y  r e q u i s i t i o n  in 1951 wh ich  s a i d  
the A r m y  n e e d e d  an a d d i t i o n a l  800 e n g i n e e r s .  We wen t  o v e r  that  
r e q u i s i t i o n .  It t u r n e d  out  tha t  of tha t  800, a l l  tha t  w e r e  n e e d e d  w e r e  
792 t e c h n i c i a n s  and about  e igh t  e n g i n e e r s .  Th i s  is wha t  goes  on  in  
c i v i l i a n  i n d u s t r y  too.  If C o m p a n y  A is t r y i n g  to c a p t u r e  as  m a n y  
e n g i n e e r s  as  p o s s i b l e ,  C o m p a n y  B wi l l  not  be le f t  b e h i n d .  It is  
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going  a f t e r  e n g i n e e r s  too.  In that way you get  a f an t a s t i c  s w e l l i n g  
of r e q u i r e m e n t s .  

Now, what  is b e c o m i n g  of this  kind of p e r s o n n e l ?  Many young  
e n g i n e e r s  work  at e n g i n e e r i n g  for  a r e l a t i v e l y  few y e a r s .  So what  
i n d u s t r y  is  r e a l l y  s ay ing  is ,  "We expec t  to get  our  bes t  m a n a g e m e n t  
out of e n g i n e e r i n g - t r a i n e d  people .  " Many who g radua t e  f r o m  e n g i n e e r -  
ing s choo l s  do not s t ay  in e n g i n e e r i n g  v e r y  long, b e c a u s e  the c o n d i t i o n s  
of work  a r e  not s a t i s f a c t o r y .  Yet  i n d u s t r y  has  go t ten  the b r i g h t  i d e a  
that it would l ike m o r e  and m o r e  good e n g i n e e r s .  The s a m e  ho lds  t rue  
fo r  the s e r v i c e s .  I r e m e m b e r  a d i s c u s s i o n  with a s e n i o r  o f f i c e r  w h o m  
I c h a l l e n g e d  about  expand ing  R e s e r v e  uni ts  at e n g i n e e r i n g  and t e c h n i c a l  
s c h o o l s .  I w a r n e d  that the s e r v i c e s  would f ind it h a r d  to get  t h e s e  
g r a d u a t e s  b e c a u s e  of the i n t e r e s t  of c i v i l i a n  i n d u s t r y  in t h e m .  His  
a n s w e r  was,  "If t hese  m e n  a re  good fo r  c i v i l i a n  i ndus t ry ,  they a r e  good 
for us. " 

A f u r t h e r  i l l u s t r a t i o n  of what  m i g h t  be ca l l ed  the n e e d  fo r  s e l f -  
c r i t i c a l  and e n l i g h t e n e d  p o l i c i e s  can  be found in the South.  By s e e k -  
ing to m a i n t a i n  the s e g r e g a t e d  e m p l o y m e n t  p a t t e r n  and c o n s i s t e n t l y  
r e f u s i n g  to dea l  wi th  the fac t  that w e l l - t r a i n e d  N e g r o e s  a r e  l e a v i n g  the 
S o u t h ,  the South is  s u f f e r i n g  f r o m  a s e r i o u s  s k i l l e d  m a n p o w e r  s h o r t a g e .  
If i t  c o n t i n u e s  i ts  d i s c r i m i n a t o r y  p r a c t i c e s ,  it wi l l  i n s u r e  con t i nued  
d i f f i cu l t i e s  f o r  i t s e l f .  

I could  con t inue  and give m a n y  o t h e r  i l l u s t r a t i o n s  of the b a s i c  
p r o b l e m s  in the a r e a  of s e l e c t i o n .  We need  s e r i o u s l y  to b e g i n  to 
s tudy  the l o g i s t i c s  of m a n p o w e r ;  What  a r e  the y i e ld s  in t e r m s  of the 
p e r f o r m a n c e - - n o t  p r e s u m e d  p e r f o r m a n c e ,  but ac tua l  p e r f o r m a n c e - -  
of d i f f e r e n t  c l a s s e s  of m a n p o w e r ,  r e c o g n i z i n g  that  you n e v e r  have  enough  
of any p r e f e r r e d  type of m a n p o w e r .  In this way we can  d i s c o v e r  the 
p r o p e r  cutoff  po in t s .  

T h e r e  is a poin t  in the s c a l e  be low which  you do not want  to a c c e p t  
p e o p l e ,  b e c a u s e  you wi l l  l o s e .  The cos t  of u s ing  t h e m  wi l l  be g r e a t e r  
than the r e t u r n s  you wi l l  u l t i m a t e l y  get .  But  this  is a p r o b l e m  that  
n e i t h e r  the a r m e d  s e r v i c e s  nor  c i v i l i a n  i n d u s t r y  r e a l l y  fu l ly  u n d e r -  
s t a n d s .  We r e a l l y  do not  know m u c h  about  the r e l a t i o n s h i p  of m e n  
wi th  m e n t a l  a b i l i t i e s  b e l o w  a v e r a g e  f r o m  the v i ewpo in t  of w h e t h e r  
they  a r e  on b a l a n c e  a ne t  a s s e t .  It is not  a q u e s t i o n  of w h e t h e r  you have  
a f ew m o r e  p e r c e n t  of Group I V ' s .  It is a q u e s t i o n  ac tua l l y  of s t u d y i n g  
the d i s t r i b u t i o n  in t e r m s  of an a c c o u n t i n g  s y s t e m - - w i t h  r e g a r d  to the 
inf low, the cos t ,  and the r e t u r n s .  



Now, you c a n  a l w a y s  j u s t i fy  y o u r  p r e j u d i c e s  about  s e l e c t i o n  if 
you pay no a t t e n t i o n  to u t i l i z a t i o n .  The  m a j o r  m a n p o w e r  s tudy  
that  we a r e  c a r r y i n g  on at  C o l u m b i a  has  to do wi th  the i n e f f e c t i v e  
s o l d i e r  in W o r l d  W a r  II .  We have  s e e n  that  when  a g roup  of boys  f r o m  
b a c k w o o d s  f a r m s  who had  n e v e r  b e e n  e v e n  in a m a r k e t  town w e r e  d r a f t e d ,  
then  t e s t e d  and e v a l u a t e d  and r u n  a r o u n d  f o r  the f i r s t  two w e e k s  wi th  no 
c u s h i o n  at  a l l  in the c o m p l e x  e n v i r o n m e n t  of the A r m y ,  then  s e n t  to a 
un i t  ge t t ing  r e a d y  f o r  e a r l y  s h i p m e n t ,  t h e y  w e r e  o v e r w h e l m e d .  N a t u r a l l y  
m a n y  f a i l e d .  T h e y  d id .  Mos t  peop le  would  f a i l  u n d e r  tha t  k ind  of 

s i t u a t i o n .  

Bu t  the b r o t h e r s  and c o u s i n s  of t h e s e  s a m e  boys  in a d i f f e r e n t  
kind of s i t u a t i o n - - e i t h e r  at  a r e p l a c e m e n t  t r a i n i n g  c e n t e r  o r  a q u a r t e r -  
m a s t e r  t r a i n i n g  c e n t e r ,  w h e r e  the y o u n g s t e r s  had  an o p p o r t u n i t y  to 
c a t c h  t h e i r  b r e a t h - - w e r e  able  to get  o v e r  the i n i t i a l  h u r d l e s  and b e g i n  
to p e r f o r m  s a t i s f a c t o r i l y .  Th i s  is a n o t h e r  way of s a y i n g  tha t  you c a n  
p r o v e  any  s e l e c t i o n  p r i n c i p l e  if you c o n s i d e r  on ly  s e l e c t i o n  and  no th ing  
m o r e .  A c t u a l l y ,  s e l e c t i o n  and u t i l i z a t i o n  m u s t  a l w a y s  be c o n s i d e r e d  
t o g e t h e r .  It s e e m s  to m e  that  the a r m e d  s e r v i c e s  h a v e  gone too f a r  in  
s t r e s s i n g  the i m p o r t a n c e  of s e l e c t i n g  only  peop le  who s c o r e  w e l l  on  
m e n t a l  t e s t s .  You do n e e d  able  peop le  fol  ~ m a n y  j o b s .  T h e r e  is  a 
s h o r t a g e  of b r a i n p o w e r .  But  a v e r y  l a r g e  n u m b e r  of jobs  r e q u i r e  on ly  
a b a s i c  i n t e l l e c t u a l  c a p a c i t y .  The  r e a l  p r o b l e m  has  to do wi th  m o t i v a -  
t ion  and m a n a g e m e n t .  The two key  po in t s  a r e  w h e t h e r  you  know how 
to dea l  wi th  a p e r s o n  so tha t  you c a n  d e t e r m i n e  h i s  c a p a c i t i e s  and then  

he lp  h i m  u t i l i z e  t h e m  f u l l y .  

So the whole  e m p h a s i s  on s e l e c t i o n ,  in m y  op in ion ,  i s  an e v a s i o n .  
It is  a l a z y  m a n ' s  b e l i e f  that  m a n p o w e r  p r o b l e m s  c a n  be  s o l v e d  by  
s e l e c t i o n .  T h e r e  is no such  p o s s i b i l i t y .  At  b e s t  it is  a m i n o r  p a r t ,  
n e v e r  a m a j o r  p a r t ,  of the m a n p o w e r  s t o r y .  

L e t  us take a look at  c a r e e r  d e v e l o p m e n t .  At  the end of the w a r  
the a r m e d  s e r v i c e s  i n i t i a t e d  a p r o g r a m  by  w h i c h  a m a n  would  m o v e  
a h e a d  c o n s t a n t l y  and deve lop  h i s  po t en t i a l ,  so that  f i n a l l y  the s e r v i c e s  
wou ld  have  only  fu l ly  t r a i n e d  o f f i c e r s .  T h a t  wou ld  be n ice  if we l i ved  
in  an i d e a l  w o r l d .  But ,  as  I s e e  it, at  e a c h  s t a g e  w h e n  a m a n  is r e a d y  
f o r  r e a s s i g n m e n t ,  the r e a l  f a c t o r s  wh ich  w i l l  d e t e r m i n e  wha t  h a p p e n s  
to h im wi l l  be the a v a i l a b i l i t y  of p o s i t i o n s  open  a t  h i s  g r a d e  in the 
p r o p e r  l o c a t i o n .  T h o s e  a r e  the r e a l i t i e s  of the s y s t e m .  T h e r e  is  a 
f u n d a m e n t a l  c o n f l i c t  b e t w e e n  the i d e a l s  and the r e a l i t i e s  of the p l a n .  
An o f f i c e r  ha s  had  a tour  of du ty .  He has  a c e r t a i n  g r a d e .  I-Ie is  due 
to c o m e  h o m e ,  so the key  q u e s t i o n  is what  jobs  a r e  open  at  h o m e .  
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It  s e e m s ,  t h e r e f o r e ,  that  t h e r e  has  b e e n  o v e r p l a n n i n g  in the c a r e e r  
d e v e l o p m e n t  s y s t e m .  

But  I want  to r a i s e  e v e n  m o r e  f u n d a m e n t a l  q u e s t i o n s  about  i t .  
Does  it m a k e  s e n s e  to p l an  for  e v e r y b o d y  in the s a m e  g e n e r a l  m a n n e r ?  
I q u e s t i o n  i t .  Do a l l  peop le  have  to fo l low the s a m e  pa th?  I q u e s t i o n  
i t .  

I q u e s t i o n  a l so  the t r e m e n d o u s  e m p h a s i s  that  has  b e e n  put on 
e x t e n d e d  f o r m a l  s c h o o l i n g .  I b e l i e v e - - a n d  h e r e  I have  s o m e  c o n f i r m a -  

• t ion  in that  the P r e s i d e n t  has  e m p h a s i z e d  the s a m e  p o i n t - - t h a t  the 
A r m e d  F o r c e s  have  gone s o m e w h a t  o v e r b o a r d  on f o r m a l  s c h o o l i n g .  
T h e r e  is  a t ime  and a p l ace  fo r  pu l l ing  people  out of t l le i r  a s s i g n m e n t s  
and  r e s t i m u l a t i n g  t hem th rough  f o r m a l  s c h o o l i n g .  But if peop le  r e a d  
s o l i d  f a r e  r e g u l a r l y - - n o t  jus t  " T i m e ,  " "L i f e ,  " and " H a r p e r ' s "  and the 
d a i l y  n e w s p a p e r s - - w e  would  have  l e s s  need  fo r  f o r m a l  s c h o o l i n g  f o r  
a d u l t s .  A m a n  would  con t inue  to g r o w  u n d e r  h i s  own m o m e n t u m .  

T h i r d l y ,  and v e r y  i m p o r t a n t  as  f a r  as  I a m  c o n c e r n e d ,  a r e  the 
t r e m e n d o u s  l o s s e s  that  c o m e  about  as  the r e s u l t  of a s y s t e m  that  
p u s h e s  p e o p l e  a r o u n d .  The  b ig  p r o b l e m  of m a n p o w e r  in a d e m o c r a c y  
h a s  to do wi th  s e l f - s e l e c t i o n .  Some peop le  l ike  to go to s choo l ;  s o m e  
do not  l ike  to go to s c h o o l .  Some peop le  want  to go to A la ska ;  s o m e  do 
not  wan t  to go to A l a s k a .  Now, if you  have  a s y s t e m  which  does  not  
g ive  r e a s o n a b l e  c o n s i d e r a t i o n  to the d e s i r e s  of the ind iv idua l ,  you  only  
c o m p o u n d  y o u r  d i f f i c u l t i e s .  The  m a n  who wants  to go to c o l l e g e  is 
s e n t  to A l a s k a ,  and the m a n  who w a n t s  to go to A l a s k a  is s e n t  to 
c o l l e g e .  You h a v e  c o m p o u n d e d  y o u r  d i f f i c u l t i e s ,  and you c e r t a i n l y  
a r e  not  going to ge t  the b e s t  ou t  of y o u r  p e o p l e .  

The  who le  th ing  has  b e e n  o v e r s t r u c t u r e d ,  in  m y  op in ion .  I w r o t e  
a book,  b a s e d  on a r o u n d  tab le ,  that  was  r e c e n t l y  p u b l i s h e d .  The  book  
is  c a l l e d  " W h a t  M a k e s  an E x e c u t i v e . "  An a r t i c l e  b a s e d  on it  a p p e a r e d  
in  " N a t i o n ' s  B u s i n e s s "  f o r  the m o n t h  of June ,  and is  v e r y  w e l l  d o n e .  
The  f o r m e r  S e c r e t a r y  of the A r m y  was  a m e m b e r  of  the r o u n d  tab le  
that  p a r t i c i p a t e d  in w r i t i n g  the book .  It was  c o m p o s e d  p r i m a r i l y  of 
i m p o r t a n t  c a p t a i n s  of i n d u s t r y .  In c o n s i d e r i n g  the e x e c u t i v e  d e v e l o p -  
m e n t  p r o b l e m s  in  t h e i r  c o m p a n i e s  they  f e l t  that  they  h a d  p l a c e d  too 
m u c h  e m p h a s i s  on f o r m a l  i n s t r u c t i o n .  T h e y  a l so  b e l i e v e d  that  t h e r e  
w a s  too l i t t l e  e v a l u a t i o n  and s e l f - s e l e c t i o n  going  on.  Many  of the 
p r o b l e m s  that  I have  i d e n t i f i e d  wi th in  the a r m e d  s e r v i c e s  they  
i d e n t i f i e d  wi th in  i n d u s t r y .  
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With r e g a r d  to r e s e a r c h  I would s a y  that  we  ought  to l e a r n  how 
peop l e  d e v e l o p  th rough  t h e i r  job a s s i g n m e n t s .  We do not  know enough  
about  tha t .  M r .  Mi l ton ,  the A s s i s t a n t  S e c r e t a r y  of the A r m y ,  has  
i n i t i a t e d  s o m e  e x p l o r a t i o n s  f r o m  an a n a l y s i s  of t h e i r  a s s i g n m e n t s  of 
how peop le  m o v e  to the top. I th ink it is v e r y  i m p o r t a n t .  

r .  

T h i r d l y ,  we a r e  only  b e g i n n i n g  to l e a r n  how to i m p r o v e  o u r  
d i a g n o s t i c  s k i l l s - - t o  t r y  to f ind out  how h igh  peop l e  a r e  both c a p a b l e  
of and i n t e r e s t e d  in going.  I was  at  du P o n t  l a s t  w e e k .  T h e y  had  
g a i n e d  the s a m e  i m p r e s s i o n  as m a n y  o t h e r  peop le  I have  t a lked  w i t h - -  
that  t h e r e  a r e  a l a r g e  n u m b e r  of s e n i o r  e x e c u t i v e s  who do not  wan t  to 
m o v e  a l l  the way  to the top. It is  a v e r y  i n t e r e s t i n g  p h e n o m e n o n .  It  
is  by no m e a n s  e a s y  to u n d e r s t a n d .  It a p p a r e n t l y  has  to do wi th  the 
n a t u r e  of the w o r k ,  not wi th  the n a t u r e  of the r e w a r d s .  

Now, the l a s t  po in t  is  abou t  m a n p o w e r  c o n t r o l s .  I a m  i m p r e s s e d  
with  the f ac t  tha t  t h e r e  has  b e e n  a t r e m e n d o u s  e l a b o r a t i o n  of i n s t r u -  
m e n t s  of c o n t r o l  in the a r m e d  s e r v i c e s .  In m o d e s t y  I w i l l  s a y  tha t  
I had  s o m e t h i n g  to do with  d e v e l o p i n g  the f i r s t  m e a s u r i n g  i n s t r u m e n t  
d u r i n g  W o r l d  W a r  II, wh ich  was  known as a w o r k l o a d  s t u d y .  By now 
we h a v e  i n s t r u m e n t s  w h o s e  n a t u r e  we do not  e v e n  fu l ly  u n d e r s t a n d .  

The  f i r s t  f u n d a m e n t a l  p r o b l e m  that  m u s t  be m e t  f r o m  the po in t  
of v i ew  of m a n p o w e r  c o n f r o l  is  that  in o r d e r  to p l an  the c o n t r o l  of 
m a n p o w e r  you  m u s t  f i r s t  know the v a r i o u s  types  of p e r s o n n e l  tha t  
you  have  a v a i l a b l e .  T h e r e  is  the m i l i t a r y ,  m a l e  and f e m a l e .  T h e r e  
a r e  the c i v i l i a n s .  T h e r e  is  i n d i g e n o u s  p e r s o n n e l .  T h e r e  a r e  c o n s u l t a n t s .  
T h e r e  a r e  a l l  k inds  of p e o p l e .  It is  v e r y  d i f f i cu l t  to d e a l  e f f e c t i v e l y  
wi th ,  e v e n  to p l an  fo r ,  the m a n y  o r d e r s  of p e r s o n n e l  that  a r e  a v a i l a b l e .  

Next ,  t h e r e  is  no m a n n e r  of c h e c k i n g  p r o p e r l y  on the e f f i c i e n c y  
wi th  w h i c h  the p e r s o n n e l  job is done,  wh ich  m e a n s  tha t  t h e r e  is no 
r e a l  i n c e n t i v e  f o r  a n y b o d y  in the f i e l d  to do the b e s t  job p o s s i b l e .  
Why shou ld  h e ?  He knows that  ff he  d e v e l o p s  s o m e  good p e r s o n n e l ,  he  
is going  to have  t h e m  taken  a w a y  f r o m  h i m .  Tha t  m e a n s  he wi l l  have  
a t e n d e n c y  to p r o t e c t  h i m s e l f  by o v e r s t a f f i n g .  A f t e r  a l l ,  t h e r e  a r e  
s e n s i b l e  p e o p l e  out  in the f i e l d .  T h e y  have  l ived  t h r o u g h  one ,  two, 
t h r e e  p e r i o d s  when  as  a r e w a r d  fo r  hav ing  done a good job in e c o n o -  
m i z i n g  on p e r s o n n e l ,  i n s t e a d  of b e i n g  r e w a r d e d ,  they  got h u r t .  Now, 
I know that  M r .  P a c e ,  when  he was  S e c r e t a r y  of the A r m y ,  t r i e d  to 
get  s o m e  e v a l u a t i o n  of how an o f f i c e r  h a n d l e d  his  peop le  r e f l e c t e d  
on the e f f i c i e n c y  r e p o r t .  Th i s  h a s  s t i l l  not  b e e n  e f f e c t i v e l y  d o n e .  
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T h i r d l y ,  I do not  think you c a n  do an e f f i c i e n t  p e r s o n n e l  job in 
the f i e l d  wi thou t  an  e n t i r e l y  d i f f e r e n t  a l l o c a t i o n  of r e s p o n s i b i l i t i e s  
than  now e x i s t s .  As long as the f i e l d  is he ld  with  such  t ight  r e i n s  
as  now, t h e r e  is no p o s s i b i l i t y  fo r  i m a g i n a t i v e  e x p e r i m e n t a t i o n  on 
u t i l i z a t i o n .  Why shou ld  a p e r s o n  in the f i e ld  not fo l low the book?  Why  
do a n y t h i n g  e l s e ?  T h e r e  h a s  to be a f u n d a m e n t a l  r e s t u d y  and r e -  
a p p r a i s a l  of the r e l a t i o n s h i p  b e t w e e n  h e a d q u a r t e r s  and the f i e l d .  

Now, i n t e r e s t i n g l y  enough,  the c i v i l i a n  p i c t u r e  is bad  too .  I 
l e c t u r e d  r e c e n t l y  at  P r i n c e t o n ,  w h e r e  I a d d r e s s e d  p e r s o n n e l  
o f f i c i a l s  f r o m  f i f ty  l a r g e  c o r p o r a t i o n s .  T h e y  did not  know e i t h e r  
as  m u c h  as  they  shou ld  have  about  th is  q u e s t i o n o f  t h e i r  m a n p o w e r  
r e s o u r c e s .  T a k e  w o m e n  and N e g r o e s .  The  l a r g e  c o r p o r a t i o n s  do 
not  know at  th is  s t a g e  how to hand l e  s u c h  r e s o u r c e s  e f f i c i e n t l y .  
A l though  t h e r e  a r e  twenty  m i l l i o n  w o m e n  w o r k i n g  out  of the s i x t y - s i x  
m i l l i o n  in  the l a b o r  f o r c e ,  i n d u s t r y  h a s  not  l e a r n e d  to u t i l i z e  w o m a n -  
p o w e r  e f f e c t i v e l y .  D u r i n g  a l l  t h e s e  y e a r s  when  a r g u m e n t s  have  b e e n  
go ing  on about  e n g i n e e r  s h o r t a g e s ,  t h e r e  have  b e e n  i n s u f f i c i e n t  a t t e m p t s  
m a d e  to r e a l l o c a t e  w o r k  b e t w e e n  e n g i n e e r s  and t e c h n i c i a n s  and o t h e r s .  
It ha s  b e e n  m y  o b s e r v a t i o n  that  t h e r e  has  b e e n  m u c h  m o r e  ta lk  abou t  
s h o r t a g e s  than  i m a g i n a t i o n  e x p e n d e d  in i m p r o v i n g  on how w o r k  c o u l d  
be b e t t e r  p e r f o r m e d .  

So I would  s a y  that  r e s e a r c h  s h o u l d  he lp  us to a d v a n c e  t o w a r d  
a b e t t e r  u se  of c o n t i n u i n g  v a r y i n g  types  and qua l i t i e s  of p e r s o n n e l .  
T h e r e  is a t r e m e n d o u s  need  to e s t a b l i s h  r e a l l y  e f f e c t i v e  b u d g e t i n g  
of p e r s o n n e l ,  wi th  p r o p e r  c o n t r o l s  so that  a m a n  wi l l  know that  w h e n  
he  does  a good job,  he ge t s  r e w a r d e d ,  and when  he does  a bad  job,  
he  ge t s  p e n a l i z e d  f o r  i t .  

F i n a l l y ,  t h e r e  is a t r e m e n d o u s  n e e d  fo r  e x p e r i m e n t a t i o n  on 
u t i l i z a t i o n .  

I r e f e r r e d  to s o m e  i m p o r t a n t  new e m e r g i n g  p r i n c i p l e s .  C o l o n e l  
L i n c o l n ,  in  h i s  book  " E c o n o m i e s  of N a t i o n a l  S e c u r i t y , "  po in t ed  ou t  
tha t  in the p e r s o n n e l  p l a n n i n g  f o r  W o r l d  W a r  II nobody  gave a though t  
to the m a n p o w e r  p r o b l e m .  We had  j u s t  gone t h r o u g h  a b ig  d e p r e s s i o n ;  
so the p r o b l e m  then  was  not  one of the supp ly  of m a n p o w e r .  T i g h t n e s s  
of supp ly  is  a new p r o b l e m ,  bo th  in m i l i t a r y  and c i v i l i a n  l i fe ,  and we 
a r e  not  going to ge t  a l l  of the a n s w e r s  v e r y  qu ick ly .  M o r e o v e r  I 
b e l i e v e  tha t  the c r u c i a l  p r o b l e m s  a r e  of a qua l i t a t i ve  n a t u r e ,  r e s u l t i n g  
f r o m  the a c c e l e r a t i o n  of t e c h n o l o g y ,  with i ts  h i g h e r  and h i g h e r  d e m a n d  
fo r  peop le  of s k i l l  and t a l en t .  
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Now, I would  s a y  t h e r e  a r e  f ive  e m e r g i n g  p r i n c i p l e s :  

One ,  we shou ld  m o v e  away f r o m  ou r  b e l i e f  that  gadge t s ,  in  the 
f o r m  of t e s t s ,  i m p r o v e d  c o m m u n i c a t i o n ,  and so on, a r e  the c r u x  
of the m a n p o w e r  p r o b l e m .  Gadge t s  m a y  have  m e a n i n g ,  but  on ly  
a f t e r  the s u b s t a n t i v e  a s p e c t s  of the p r o b l e m  have  b e e n  a n a l y z e d ,  
a p p r a i s e d  and b r o u g h t  u n d e r  c o n t r o l .  

Next,  it is i m p o r t a n t  to r e m e m b e r  that  peop l e  canno t  be s t u d i e d  
in  the a b s t r a c t .  T h e y  w o r k  and l ive  on ly  in  s t r u c t u r e d  o r g a n i z a t i o n s .  
So the p r o p e r  a p p r o a c h  to m a n p o w e r  m u s t  i nc lude  a s i m u l t a n e o u s  
e x a m i n a t i o n  of the o r g a n i z a t i o n ' s  s t r u c t u r e .  Tha t  m e a n s  t h a t  the w o r k  
a s s i g n m e n t  in  a s t r u c t u r e  with d e c e n t r a l i z e d  r e s p o n s i b i l i t y  is  c r u c i a l .  

T h i r d l y ,  the d e v e l o p m e n t  of m a n p o w e r  is  a r i s k - t a k i n g  p r o c e s s .  
If you do not  m a k e  an i n v e s t m e n t ,  if you do not take  r i s k s ,  you a r e  not  
go ing  to deve lop  anybody,  b e c a u s e  peop le  g r o w  only  by  h a v i n g  r e s p o n -  
s i b i l i t y ,  on ly  by  f a i l i n g  as w e l l  as  s u c c e e d i n g .  T h a t  m e a n s  that  as long  
as  the o r g a n i z a t i o n - - a n d  th is  has  p a r t i c u l a r  r e f e r e n c e  to the a r m e d  
s e r v i c e s - - r e s t r i c t s  r e s p o n s i b i l i t y  of m e n  down the l ine ,  they  canno t  
g row up. So you have  to d e c i d e  how m u c h  you a r e  w i l l i ng  to budge t  in 
th is  s e n s e  f o r  m a n p o w e r  d e v e l o p m e n t .  

F o u r t h ,  the i n t e g r i t y  of the l e a d e r s h i p  wi th  r e s p e c t  to the d a y - b y - d a y  
p r a c t i c e s  is what  r e a l l y  coun t s .  Tha t  m e a n s  that,  when  you r u n  into 
i s s u e s  the way they  a r e  d e a l t  wi th  wi l l  ge t  r e f l e c t e d  to the p e o p l e  t h r o u g h -  
out  the o r g a n i z a t i o n .  In this  c o n n e c t i o n  I have  b e e n  v e r y  m u c h  u p s e t  
by  the D e p a r t m e n t  of D e f e n s e  po l i cy  of hand ing  out d i s c h a r g e s  to m e n  
b e c a u s e  of b e h a v i o r  that  they w e r e  invo lved  in p r i o r  to b e i n g  t aken  into 
the s e r v i c e .  Th i s  v i o l a t e s  a h u n d r e d  and f i f ty  y e a r s  of a r m e d  s e r v i c e  
t r a d i t i o n .  

I 

L a c k  of c o n v i c t i o n  a l so  is  i nvo lved  in  the l e a d e r s h i p  p r o b l e m .  
I r e m e m b e r  O w e n  D. Young s a y i n g  that  one of o u r  w o r s t  t r o u b l e s  in 
l a r g e  o r g a n i z a t i o n s  was f a i l i ng  to get  r i d  of peop le  a f t e r  ten  y e a r s  w h e n  
m a n a g e m e n t  kn~w that  they  w e r e  not  going  to m a k e  the g r a d e .  C o m -  
p a n i e s  h e s i t a t e d  to do it, out  of f e a r  of h u r t i n g  the p e r s o n .  T h e y  t h e r e -  
f o r e  h u r t  both  the p e r s o n  and the o r g a n i z a t i o n .  So you have  the whole  
q u e s t i o n  of i n t e g r i t y  of l e a d e r s h i p  up and down the l i ne .  

F i n a l l y ,  I would  m a k e  a p lea  for  r e s e a r c h ,  wh ich  is  s i m p l y  a n o t h e r  
way of s a y i n g  that  u n l e s s  l e a d e r s h i p  is  m o d e s t  about  what  it knows  
about  peop le ,  u n l e s s  i t  is w i l l i ng  to a d m i t  that  i t  c an  l e a r n  s o m e t h i n g ,  
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and u n l e s s  it has  a w i l l i n g n e s s  to use  what  i t  l e a r n s ,  o b v i o u s l y  it 
w i l l  be  f o r c e d  to con t inue  to l ive  wi th  i ts  s e l f - a s s u r a n c e s ,  i t s  p r e j -  
u d i c e s ,  and  i ts  b i a s e s .  

I n t e r e s t i n g l y  enough,  e v e r y b o d y  who has  go t ten  to the top in an 
o r g a n i z a t i o n  th inks  t h e r e  is or/e th ing he knows wel l ,  and that  is a l l  
about p e o p l e .  Th is  i s  e s s e n t i a l l y  the c o r e  of why he has  go t t en  t h e r e .  
I would say  t h e r e f o r e  that  it is v e r y  d i f f i cu l t  f o r  you to m a k e  p l ace  
f o r  r e s e a r c h  in the m a n p o w e r  f i e ld ,  fo r ,  if e v e r y  b o s s  is in h i s  own 
m i n d  a g e n i u s  on th is  sub jec t ,  why b o t h e r  about  r e s e a r c h ?  

Now, I wi l l  end  the way I ended  at W e s t  Po in t ,  by s a y i n g  that  
the p r o b l e m  is  r e a l l y  not so m u c h  what  one s a y s  as how one a c t s .  

COLONEL B A R R E T T :  G e n t l e m e n ,  D r .  G i n z b e r g  is  r e a d y  f o r  
y o u r  q u e s t i o n s .  

QUESTION: Sir ,  by what  m e a n s  would  you p r o p o s e  to m a k e  
the R e s e r v e  S y s t e m  a t t r a c t i v e  ? C e r t a i n l y  not by m o n e y  a lone  ? 

DR. GINZBERG" I would  b e g i n  by t r y i n g  to i den t i fy  what  
a p p r o a c h e s  I thought  would  s u r e l y  fa i l .  The p r e s e n t  a p p r o a c h ,  of 
t r y i n g  to do too m u c h ,  looks  to m e  to b e  in fo r  s e r i o u s  t r o u b l e .  I 
would  l i ke  to w o r k  with that  p a r t  of the popu la t ion  that  would  be 
i n t e r e s t e d  in  b e i n g  in the R e s e r v e .  T h e r e  is a p a r t  of the p o p u l a t i o n  
that  is  i n t e r e s t e d  in  k e e p i n g  in  ac t ive  con tac t  wi th  the m i l i t a r y .  I 
would  c o n c e n t r a t e  on t h e m .  

One  of the g r e a t e s t  w e a k n e s s e s  at the p r e s e n t  t i m e  is that  w h e n  
you f i na l l y  get  peop l e  in, in m a n y  i n s t a n c e s  you r e a l l y  do not  have  
an e f f e c t i v e  t r a i n i n g  p r o g r a m  f o r  t h e m .  On the t r a i n i n g  f r o n t  I would  
e x p l o r e  a d d i t i o n a l  a d v a n t a g e s  h a v i n g  to do with s h o r t  t ou r s  of duty 
on  s h i p b o a r d  o r  e v e n  o v e r s e a s .  T h e r e  a r e  s o m e  young  m e n  who 
would  be  a t t r a c t e d  by that .  It s i m p l y  m e a n s  that  the g e n e r a l  p r i n c i p l e  
h o l d s .  I would  t r y  to f i g u r e  out  who is  i n t e r e s t e d  in what ,  and  
e n c o u r a g e  the s e r v i c e s  to c o n c e n t r a t e  on s o l i d i f y i n g  g roups  that  
would  give t h e m  the g r e a t e s t  s t r e n g t h .  I would  t ry  to do e v e r y t h i n g  
p o s s i b l e  to h a n d l e  the r e s t  on a p a p e r  a s s i g n m e n t  b a s i s .  I th ink  
you m u t t  m o v e  toward  the m o s t  s k e l e t o n i z e d  R e s e r v e  s t r u c t u r e  tha t  
is  p r a c t i c a b l e .  

QUESTION: You spoke  about  t h e r e  b e i n g  ~oo m u c h  e m p h a s i s  on 
f o r m a l i z e d  t r a i n i n g .  I had  qui te  a d i f f e r e n t  i dea .  I thought  they  
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shou ld  get  m o r e  t r a i n i n g  than they a r e  now ge t t i ng .  I w o n d e r  ff you 
c a r e  to e l a b o r a t e  s o m e w h a t  on p r e c i s e l y  what  you m e a n .  

DR.  GINZBERG:  I was  r e f e r r i n g  to f o r m a l i z e d  c l a s s r o o m  
i n s t r u c t i o n  as the m a i n  i n s t r u m e n t  of t r a i n i n g .  I b e l i e v e  the b e s t  
t r a i n i n g  that  e x i s t s  is  t r a i n i n g  that  c o m e s  as p a r t  of a m a n ' s  a s s i g n -  
m e n t .  A m a n  g rows  up by b e i n g  g iven  a job to do, by g iv ing  h i m  an 
o p p o r t u n i t y  to do it, by be ing  he ld  to accoun t  fo r  do ing  it, and by b e i n g  
g iven  s o m e  he lp  by h i s  s u p e r i o r s  when  he n e e d s  it ,  but not  by b e i n g  
o v e r l y  s u p p o r t e d  by t h e m .  That  i s ,  a l l  o t h e r  d e v i c e s  f o r  g rowth  a r e  
s e c o n d a r y  to the b a s i c  one of c h a l l e n g i n g  a s s i g n m e n t s .  I b e l i e v e  we 
have  f a i l ed  both  in  i n d u s t r y  and the a r m e d  s e r v i c e s  to r e a l i z e  the i m -  
p o r t a n c e  of the a s s i g n m e n t  s y s t e m  for  g rowth .  We have  gone b a c k  
and have  r e d e f i n e d  t r a i n i n g  in too f o r m a l  a s e n s e .  

QUESTION: To fo l low a long  that  l ine  of r e a s o n i n g  on th is ,  and  to 
b r i n g  out  the o t h e r  ha l f  of the c a r e e r  d e v e l o p m e n t  p i c t u r e ,  l e t  m e  a sk  
you th is :  I was  u n d e r  the i m p r e s s i o n  that  you w e r e  l e s s  than w e l l  i m -  
p r e s s e d  with fl~e p r e s e n t  c a r e e r  d e v e l o p m e n t  p r o g r a m .  I am w o n d e r i n g  
what  you would  r e c o m m e n d  in c h a n g i n g  that  p r o g r a m  o r  those  p r o g r a m s .  

DR.  GINZBERG:  You have  e v e r y  r i g h t  to t ry  to f o r c e  m e  to ge t  
down to c o n c r e t e  and s p e c i f i c  i n s t a n c e s .  By way of p r e l u d e  I ought  to 
s a y  that  I a m  not  as c l o s e  to the d e t a i l s  as I shou ld  l ike  to be .  

The  f i r s t  o b j e c t i o n  I have  to the c a r e e r  d e v e l o p m e n t  p r o g r a m  as  
I have  s e e n  it is that  t h e r e  is  too b ig  a gap b e t w e e n  the a m b i g u o u s n e s s  
of the p l a n n i n g  and i t s  e f f ec t ive  c a r r y - t h r o u g h .  Tha t  i s ,  I th ink i t  is 
a lways  b e t t e r  to get  a c l o s e r  m a t c h  b e t w e e n  what  is d e s i r e d  and what  
can  be a c c o m p l i s h e d ,  b e c a u s e  you only  c r e a t e  f r u s t r a t i o n  and unhapp i -  
n e s s  when  you p r o m i s e  m o r e  than you can  d e l i v e r .  So m y  f i r s t  p r o p -  
o s i t i o n  is that  I th ink  you t r y  to d e l i v e r  too m u c h  on p a p e r .  

My second proposition is that I think you are going on the assump- 
tion that everybody ought to be developed, and that major effort should 
be  m a d e  to deve lop  e v e r y b o d y  c l o s e  to a t h e o r e t i c a l  m a x i m u m .  This  p r e -  
s u p p o s e s  that the o r g a n i z a t i o n  or the a r m e d  s e r v i c e s  can  do a d e v e l o p -  
m e n t  job by s i m p l y  d e t e r m i n i n g  that  t hey  want  to do it.  Th i s  is  a m i s -  
c o n ce p t i on ,  in  m y  op in ion ,  b e c a u s e  the key  to d e v e l o p m e n t  i s  the i n d i -  
v idua l .  A lot  of peop le  do not  want  to be d e v e l o p e d .  That  is t rue  of the 
a r m e d  s e r v i c e s ,  it is t rue  of du Pon t ,  and  it  is t rue  of C o l u m b i a  
U n i v e r s i t y .  That  is ,  we can  e x a g g e r a t e  the n u m b e r s  of p e o p l e  who are  
w i l l i n g  to put f o r t h  s e r i o u s  e f fo r t  and who wi l l  have  the e n e r g y  l e v e l ,  
the goa ls ,  and the d e s i r e  to d e v e l o p  t h e m s e l v e s  to a m a x i m u m .  
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So I would  t r y  to get  s o m e w h a t  m o r e  s e l e c t i v e  in the s e n s e  of 
o f f e r i n g  o p p o r t u n i t i e s  to p e o p l e - - a n d  this  is  i m p o r t a n t - - p e r m i t t i n g  
them to do s o m e  s e l f - s e l e c t i o n .  To be p i cked  up and s e n t  to s c h o o l  
fo r  ten  m o n t h s  o r  a y e a r  u n d e r  o r d e r s  f r o m  s o m e b o d y  who is w o r k i n g  
in the B u r e a u  of P e r s o n n e l  does  not  m a k e  m u c h  s e n s e  to m e  f r o m  a 
d e v e l o p m e n t  poin t  of v i e w .  

I would  l ike  to s e e  the s i t u a t i o n  w h e r e  you put a no t i c e  on the 
b u l l e t i n  b o a r d  s ay ing :  "We have  a p l ace  open  in A l a s k a .  O n l y  t hose  
wi th  the g r a d e  of c a p t a i n  can  qua l i fy .  The m a n  s e l e c t e d  wi l l  be  in 
fu l l  c h a r g e  of the b a s e .  Who wan t s  to g o ? "  

Next ,  I would  t r y  to put t o g e t h e r  d i f f i cu l t  a s s i g n m e n t s  and b ig  
r e s p o n s i b i l i t i e s ,  and  s a y ,  "Who wan t s  to take this  o n ? "  I a m  a b ig  
b e l i e v e r  in s e l f - s e l e c t i o n .  T h e s e  a r e  s o m e  of tae l i ne s  a long  w h i c h  
I would  l ike  to m o v e .  I b e l i e v e  we shou ld  m a k e  a m u c h  m o r e  c r i t i c a l  
a p p r a i s a l  of the i n s t r u m e n t s  now u s e d  to deve lop  peop le ,  i n c l u d i n g  
f o r m a l  s c h o o l i n g .  

QUESTION:  You m e n t i o n e d  that  the inf low of i n f o r m a t i o n  on the 
p e r f o r m a n c e  of peop l e  in t h e i r  a s s i g n m e n t s  would r e v e a l  a lot  of 
th ings  that  peop l e  do not  know about  the use  of m a n p o w e r .  Would  you  
e x p l a i n  wha t  you m e a n ?  

DR.  G I N Z B E R G :  L e t  m e  s a y  that  I think the b a s i c  p r o b l e m ,  the 
l a r g e - s c a l e  m a n p o w e r  p r o b l e m ,  in the a r m e d  s e r v i c e s  is c o n c e r n e d  
wi th  t ak ing  h u n d r e d s  and t h o u s a n d s  of peop le  and u s i n g  t hem p r o f i t a b l y  
f r o m  a b r o a d  a c c o u n t i n g  poin t  of v i e w .  It is not  too m u c h  of a p r o b l e m  
of e s t i m a t i n g  wha t  the i n d i v i d u a l  r e q u i r e s ,  as it is  to t r y  to e v a l u a t e  
how the s e r v i c e s  s h o u l d  ac t .  T a k e  peop le  wi th  a m e n t a l  g r a d e  IV.  If 
you  v a r y  the t r a i n i n g  p e r i o d  by two w e e k s ,  g iv  e t h e m  two w e e k s  a d d i -  
t iona l ,  and then  a s s i g n  them,  and fo l low th rough ,  you m a y  f i n d  that  
the a d d i t i o n a l  c o s t  pa id  off.  It  i s  on ly  a n a l y s i s  in  t e r m s  of s o m e  
of t h e s e  l a r g e - s c a l e  a c c o u n t i n g  a p p r o a c h e s  that  w i l l  b e g i n  to t e l l  you  
s o m e t h i n g  about  the cutof f  po in t  on c o s t .  T h a t  is  a type of s t u d y  that  
is  a l m o s t  unknown .  

QUESTION:  D r .  G i n z b e r g ,  I a m  i n t e r e s t e d  in  y o u r  t h e s i s  tha t  
s o m e  peop le  wan t  to p l ay  s o l d i e r ,  s o m e  want  to p l ay  a v i a t o r ,  and 
w h a t - n o t .  What  p l a c e  would  you s t a r t  s e l e c t i n g  p e o p l e ?  J u s t  as  they  
e n t e r  h igh  s c h o o l ,  o r  in c o l l e g e  ? 

DR.  G I N Z B E R G :  I wi l l  t r y  to take  that  in two s t a b s .  I th ink p a r t  
of the t r o u b l e  wi th  the a r m e d  s e r v i c e s  and l a r g e - s c a l e  i n d u s t r y  is  
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tha t  they  f o r g e t  that  this  is  an  open  s o c i e t y ,  and that  an e s s e n t i a l  
i n g r e d i e n t  is  the i n d i v i d u a l ' s  f r e e d o m  of c h o i c e  about  w o r k .  

I had  a s e s s i o n  wi th  S e c r e t a r y  B u r g e s s  and h i s  s e n i o r  s ta f f  
s o m e  w e e k s  ago in  w h i c h  the p r o p o s i t i o n  c a m e  up tha t  the a r m e d  
s e r v i c e s  a r e  s u f f e r i n g  f r o m  a l a c k  of c o m m u n i c a t i o n ,  f r o m  not  
ge t t i ng  t h e i r  s t o r y  a c r o s s .  My v e r y  b r i e f  c o m m e n t  w a s :  
" I m p o s s i b l e .  You h a v e  in the a r m e d  s e r v i c e s  the m o s t  e f f i c i e n t  
c o m m u n i c a t i o n  s y s t e m  in the w o r l d ,  b e c a u s e  you have  m e n  l i v i n g  
wi th  you f o r  abou t  t h r e e  o r  f o u r  y e a r s .  What  you m e a n  is that  wha t  
they  c o m m u n i c a t e  w h e n  they  a r e  in,  and  e s p e c i a l l y  w h e n  they  ge t  
out ,  i s  not  wha t  you would  want  t h e m  to c o m m u n i c a t e . "  

Now, I u se  that  by w a y  of i n t r o d u c t i o n ,  to s a y  that  y o u r  b ig  
p r o b l e m  is  wha t  you do d u r i n g  the i n i t i a l  e x p o s u r e  of a r e c r u i t .  
I would  a l w a y s  t r y  to ge t  a m a n  to take  the f i r s t  s t ep  abou t  h i s  c a r e e r ,  
b e c a u s e  when  you ge t  a p e r s o n  to c o m m i t  h i m s e l f ,  you  a r e  b e t t e r  off .  
If he  goes  into s o m e t h i n g  on his  own vo l i t i on ,  he is  m o r e  l i k e l y  to s t a y  
t h e r e  than  if he  is p u s h e d  in .  It is a g r e a t  a d v a n t a g e .  T h a t  is  why  we do 
not  have  e v e n  m o r e  d i v o r c e s  than at  p r e s e n t .  J u s t  th ink if o u r  p a r e n t s  
told us w h o m  to m a r r y .  As s o o n  as you have  c o m m i t t e d  y o u r s e l f  to 
s o m e t h i n g ,  i t  o p e r a t e s  as  a r e s t r a i n t  a g a i n s t  b a c k i n g  out  of i t .  

Now, that  m e a n s  that  you ought  to t r y  to w a t c h  d u r i n g  a m a n ' s  
i n i t i a l  p e r i o d  of e x p o s u r e  w h e t h e r  he s h o w s  s o m e  E k i n g  and u n d e r -  
s t a n d i n g  f o r  wha t  you  a r e  do ing .  You ought  to pay  s o m e  s p e c i a l  
a t t e n t i o n  to s u c h  m e n .  

I would  s a y  the p r o b l e m  is to d i s c r i m i n a t e  m o r e  s h a r p l y  than  you  
h a v e  b e t w e e n  m e n  who a r e  a n t a g o n i s t i c ,  who a r e  not  go ing  to be i n t e r e s t e d  

q 

in  a m i l i t a r y  c a r e e r  one  h o u r  l o n g e r  than they  have  to; a s e c o n d  g roup  
w h o s e  b e h a v i o r  w i l l  d e p e n d  on a lot  of th ings ,  i n c l u d i n g  the s t a t e  of the 
l a b o r  m a r k e t ;  and a t h i r d  g roup ,  that  we w e r e  j u s t  d i s c u s s i n g ,  who a r e  
i n t e r e s t e d  in, who l ike ,  m i l i t a r y  l i f e .  

I wou ld  s a y  the b ig  c h a l l e n g e  is to d i s t i n g u i s h  a m o n g  t h e s e  t h r e e ,  
and then  t r y  to f ind  out  wha t  you c a n  do to e n c o u r a g e  f u r t h e r  those  who 
a r e  i n i t a l l y  s o m e w h a t  a t t r a c t e d  to the s e r v i c e .  T h a t  is  the w a y  I wou ld  
m o v e  on th is  p r o b l e m .  

QUESTION:  In c o n n e c t i o n  wi th  y o u r  p e s s i m i s m  in r e g a r d  to g e t t i n g  
p e r s o n n e l  fo r  the R e s e r v e s  in the A r m e d  F o r c e s , I  w o n d e r  if you cou ld  
g ive  m e  y o u r  p e r s p e c t i v e  wi th  w h i c h  you v i ew  this  in this  c o m p l e x  
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m o n e t a r y  w o r l d .  I th ink  b a c k  on the w a y  in w h i c h  this  ha s  b e e n  
h a n d l e d  d u r i n g  the  W a r  of 1812 in  the Navy .  I th ink  of L i n c o l n ' s  
p r o b l e m s  in  s e l e c t i n g  o f f i c e r s  fo r  the A r m y  of the P o t o m a c ,  o r  
any  of the h i s t o r i c a l  m a n p o w e r  p r o b l e m s  in the R e s e r v e s  in the 
t h i r t i e s  as  c o m p a r e d  wi th  the w a y  we a r e  do ing  it  t oday .  I 
th ink  we a r e  do ing  it b e t t e r .  So I a s k  you  th i s :  If we a r e  not  
do ing  so we l l ,  w h e r e  in the h i s t o r y  of the w o r l d  and in wha t  c o u n t r y  
h a s  m i l i t a r y  m a n p o w e r  b e e n  h a n d l e d  b e s t ?  

DR.  G I N Z B E R G :  I a m  not as  p e s s i m i s t i c  as  I s o u n d e d .  I t a l k e d  
tha t  w a y  b e c a u s e  I f e l t  t ha t  m y  job was  to c o m e  down h e r e  and  m a k e  
s u r e  you  did  not  ge t  too c o m p l a c e n t .  My own r e f l e c t i o n s  on W o r l d  
W a r  II  w e r e  tha t  we  won  not  n e c e s s a r i l y  b e c a u s e  we w e r e  m o r e  
e f f i c i e n t  than  o u r  e n e m i e s  bu t  b e c a u s e  we had  c e r t a i n  t r e m e n d o u s  
a s s e t s  h a v i n g  to do wi th  the s t r e n g t h  of o u r  e c o n o m y .  H a v i n g  a l m o s t  
an  u n l i m i t e d  a m o u n t  of m a t e r i e l ,  we cou ld  do a lo t  of o t h e r  th ings  
w e l l  o r  p o o r l y - - i t  h a r d l y  m a t t e r e d .  

I r e a l l y  do not  know the a n s w e r  as  to the r e l a t i v e  e f f i c i e n c y  o r  
l a c k  of e f f i c i e n c y  that  d i f f e r e n t  na t i ons  have  s h o w n  in d e a l i n g  wi th  
m i l i t a r y  m a n p o w e r .  My i m p r e s s i o n  is  that  if you  r e a d  R o m m e l ' s  
c a m p a i g n  in N o r t h  A f r i c a ,  the w a y  he  u sed  G e r m a n  t r o o p s ,  he d id  
v e r y  w e l l .  My  s t u d i e s  of the B r i t i s h  led  m e  to b e l i e v e  tha t  t hey  
w e r e  v e r y  m u c h  m o r e  e c o n o m i c a l a n d  wi se  in the use  of m a n p o w e r  
r e s o u r c e s  than  we w e r e ;  and tha t  on the whole  we have  a l w a y s  c o m -  
p e n s a t e d  f o r  l o o s e  a d m i n i s t r a t i o n  t h r o u g h  ou r  f a n t a s t i c  i n d u s t r i a l  
s t r e n g t h .  

I a m  not  one  to a r g u e  that  as  of th is  m o m e n t  we a r e  f i r s t ,  s e c o n d ,  
t h i rd ,  o r  f o u r t h  in  r e l a t i v e  e f f i c i e n c y  in h a n d l i n g  m i l i t a r y  m a n p o w e r .  
Bu t  I a m  s u r e  we c a n  do m u c h  b e t t e r .  

QUESTION:  F r a n k l y ,  you  l o s t  m e  in y o u r  c o m m e n t s  abou t  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 .  I a m  not  s u r e  if y o u a r e  fo r  it o r  a g a i n s t  i t .  Would  
you  s e t  m e  s t r a i g h t ?  

DR.  G I N Z B E R G :  T h a t  is  a l l  r i g h t .  I w i l l  r e p e a t  wha t  I s a i d  
abou t  the p r o b l e m .  

At the p r e s e n t  t i m e  abou t  30 p e r c e n t  of the poo l  w i l l  not  be c a l l e d  
o n  to s e r v e - - a n d  the to ta l  n u m b e r  e l i g i b l e  to s e r v e  w i l l  go up v e r y  
r a p i d l y  s h o r t l y .  Q u e r y :  Up to wha t  po in t  c a n  we s t i l l  t a lk  abou t  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  s y s t e m  w h e n  40 o r  45, 50, o r  55 p e r c e n t  
of the e l i g i b l e  age  g roup  does  not  s e e  s e r v i c e ?  
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I say,  th is  is  go ing  to b r e a k  f o r  s u r e .  It is go ing  to b r e a k  when  
s o m e  C o n g r e s s m a n  po in t s  out:  "Why did you p i ck  T o m m y  J o n e s  ? 
Why d i d n ' t  you p i ck  R o g e r  B a c o n ? "  Tha t  is  wha t  I a m  t a lk ing  about .  
A s y s t e m  of c o m p u l s i o n  in  a d e m o c r a c y  m u s t  be s u b s t a n t i a l l y  e q u i t -  
ab le  with r e s p e c t  to a l l  e l i g i b l e  c i t i z e n s .  I would  say  that  30 p e r c e n t  
r e j e c t i o n s  and d e f e r m e n t s  is  a d a n g e r o u s l y  v u l n e r a b l e  poin t  wi th  
r e s p e c t  to u n i v e r s a l i t y ;  and we a r e  m o v i n g  f a r  beyond  that .  It has  
no th ing  to do with w h e t h e r  I l ike  i t  o r  not .  

QUESTION: I e n j o y e d  y o u r  ta lk  so f a r ,  but  you did not  s a y  
a n y t h i n g  about  the A r m e d  F o r c e s '  e v a l u a t i o n  o r  r a t i n g  s y s t e m .  
w o n d e r  ff you did that  i n t e n t i o n a l l y .  

DR.  GINZBERG:  I have  l e c t u r e d  to the A i r  F o r c e  in  t h e i r  
m a n a g e m e n t  c o u r s e s .  The  l a s t  t i m e  I s a i d  s o m e t h i n g  about  the 
r a t i n g  s y s t e m ,  the q u e s t i o n e r  i n d i c a t e d  that  I d id  not  know how m u c h  
the s e r v i c e s  had  i m p r o v e d  the s y s t e m  f r o m  the t i m e  when  I was  
a c q u a i n t e d  wi th  i t .  

L e t  m e  go b a c k  a l i t t l e  and look at  this  t e r r i b l y  d i f f i cu l t  p r o b l e m  
a s  i t  e x i s t s  in  any l a r g e  d e c e n t r a l i z e d  o r g a n i z a t i o n .  Al l  e f f o r t s  to 
da te  s e e m  to i n d i c a t e  that  i t  i s  v e r y  d i f f i cu l t  to get  p e o p l e  to r a t e  
c a r e f u l l y .  It is v e r y  h a r d  to get  t h e m  to c o n t r o l  t h e i r  p e r s o n a l  b i a s e s .  

Now, the b e t t e r  a m a n  is ,  the m o r e  l i k e l y  he  is  to get  in  du tch  
wi th  s o m e b o d y ; a n d  this  wi l l  show up on  h is  r e c o r d .  G e n e r a l  
E i s e n h o w e r ,  when  he  was  at D e n v e r ,  h e a r d  of s o m e b o d y  at L o w r y  
F i e l d  who had  go t t en  into t roub le ;  and  he p a s s e d  the c o m m e n t  that  
a good o f f i c e r  c a n ' t  he lp  ge t t i ng  in t roub le  at  s o m e  t i m e  d u r i n g  h i s  
c a r e e r .  The  P r e s i d e n t  knows  that,  but  I a m  not s u r e  the p r o m o t i o n  
b o a r d s  a lways  know that  when  they look at  an a v e r a g e  s c o r e .  

I n d q s t r y  has  an a d v a n t a g e  on  you on ly  b e c a u s e  it i s  l e s s  big,  
on ly  b e c a u s e  it is l e s s  d i v e r s i f i e d .  No one knows  the a n s w e r  of 
how to d e v e l o p  a good r a t i n g  s y s t e m .  I th ink i t  w i l l  t ake  a long  t i m e  
and m u c h  t a l en t  b e f o r e  we l i ck  i t .  

If I w e r e  to p ick  the m a j o r  p r o b l e m s  of h u m a n  r e s o u r c e s  in hhe 
a r m e d  s e r v i c e s ,  I would  take the r a t i n g  p r o b l e m ;  I would  take s e l e c t i o n  
as  a n o t h e r  one;  I would  take the e v a l u a t i o n  of t r a i n i n g  as  the th i rd ;  
and I would  take the d e v e l o p m e n t  of p e r f o r m a n c e  t e s t s  as the f o u r t h .  

20 



0; '$95 

T h e s e  m a j o r  p r o b l e m s  w i l l  not  be  s o l v e d  qu ick ly .  Good a n s w e r s  
w i l l  be h a r d  to c o m e  by .  If you want  qu ick  r e s u l t s ,  you a r e  j u s t  k i d -  
d ing  y o u r s e l v e s  and w a s t i n g  your  m o n e y .  

QUESTION: This  goes  b a c k  to the s u b j e c t  of equ i ty .  I a s s u m e  
now that  you a r e  a p r o p o n e n t  of 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 .  I a m  
w o n d e r i n g  how you r e c o n c i l e  your  thoughts  on equi ty  in c o n n e c t i o n  
wi th  four  o r  s ix  m o n t h s  of m i l i t a r y  t r a i n i n g  on the one  hand  f o r  the 
u n i v e r s a l  m i l i t a r y  t r a i n e e s ,  with two y e a r s  fo r  the d r a f t e e s  on  the 
o t h e r  hand ,  when  at the s a m e  t i m e  we a r e  e n c o u r a g i n g  s o m e  p e o p l e  
to take  t h r e e  y e a r s ,  o r  four ,  o r  l o n g e r  p e r i o d s  of t ime ,  so that  you 
c a n  ge t  an e f f e c t i v e  f o r c e  out of t h e m .  How do you e x p e c t  to ge t  
equ i ty  in the m i l i t a r y  s e r v i c e  wi th  d i f f e r e n t  ob l i ga t i ons  on p e o p l e  ? 
Ac tua l ly ,  we do not have  equ i ty  today,  s i n c e  a c o n s i d e r a b l e  n u m b e r  
of o u r  young m e n  a r e  e n t e r i n g  the pool  of 18 y e a r s  and o l d e r  who 
p r o b a b l y  wi l l  n e v e r  p e r f o r m  any m i l i t a r y  s e r v i c e .  

DR.  GINZBERG:  I a m  with  you on  a l l  you sa id  e x c e p t  the 
a s s u m p t i o n  that  I a m  in  f a v o r  of 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 .  I s e e  
the s i t u a t i o n  such  that ,  ff the r e q u i r e m e n t s  of the a r m e d  s e r v i c e s  
r e m a i n  what  they  a r e - - a n d  u n d e r  one  r e c e n t  a s s u m p t i o n  they  w i l l  
go d o w n - - I  do not th ink that  the m a i n t e n a n c e  of the p r e s e n t  s y s t e m  
of c o m p u l s i o n  wi l l  long be f e a s i b l e .  

So I would  s a y  that  in  the nex t  two y e a r s ,  if I had the r e s p o n s i -  
b i l i t y  f o r  m i l i t a r y  m a n p o w e r  p lann ing ,  I would  t ry  to f i g u r e  out  how 
one  ge t s  the s e r v i c e s  t u r n e d  a r o u n d  to l i v ing  wi thou t  c o m p u l s i o n ,  
b e c a u s e  I th ink  they  m a y  be f o r c e d  to get  on  wi thou t  a c o m p u l s o r y  
s y s t e m ,  at l e a s t  s u c h  as  we now h a v e .  If r e q u i r e m e n t s  k e e p  s l i d i n g  
off ,  w h i c h  i s  one  r e a s o n a b l e  a s s u m p t i o n ,  i t  m a y  be  i m p o s s i b l e  to 
c o n t i n u e  to u s e  the p r e s e n t  c o m p u l s o r y  s y s t e m .  A m a j o r  e f f o r t  m u s t  
b e  m a d e  by  the s e r v i c e s  to s e e  w h e t h e r  t h e y  c a n  m e e t  t h e i r  m i n i m u m  
m a n p o w e r  n e e d s  in any  o t h e r  m a n n e r .  

. . - ,  

C O L O N E L  B A R R E T T :  D r .  G i n z b e r g ,  on b e h a l f  of the C o m m a n d a n t  
and the facu l ty ,  thank  you fo r  a m o s t  s t i m u l a t i n g  l e c t u r e .  

(12 Apr  I 9 5 5 - - 2 5 0 ) B / m m g  
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