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NOTICE 
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a t  the  I n d u s t r i a l  C o l l e g e  of the  A r m e d  F o r c e s .  M e m b e r s  of the C o l l e g e  
m a y  quote  i t  only  in s t u d e n t  r e p o r t s  o r  p u b l i c a t i o n s  for  u s e  w i t h i n  the 
C o l l e g e .  O t h e r  p e r s o n s  m a y  not  quote  o r  e x t r a c t  for  p u b l i c a t i o n ,  r e -  
p r o d u c e ,  o r  o t h e r w i s e  copy  this m a t e r i a l  w i thou t  s p e c i f i c  p e r m i s s i o n  
f r o m  the a u t h o r  and f r o m  the  C o m m a n d a n t ,  I C A F ,  in  e a c h  c a s e .  

P u b l i c a t i o n  No. L 6 0 - 7 9  

INDUSTRIAL C O L L E G E  OF THE ARMED F O R C E S  

W a s h i n g t o n ,  D. C. 
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B u s i n e s s j  Co lumbia  U n i v e r s i t y ,  was b o r n  in New Y o r k  Ci ty .  He 
r e c e i v e d  his A . B .  d e g r e e  in 1931, A . M .  in 1932, and P h . D .  in 1933 
at  C o l u m b i a  U n i v e r s i t y  and was Cu t t ing  T r a v e l i n g  F e l l o w ,  C o l u m b i a ,  
1933-34; D i r e c t o r  of R e s e a r c h ,  E c o n o m i c s ,  and G r o u p  B e h a v i o r ,  1939- 
42; r e s e a r c h  on o c c u p a t i o n a l  cho ice ,  1948-49; and D i r e c t o r  of the  Con-  
s e r v a t i o n  of H u m a n  R e s o u r c e s ,  1950-to da te .  In 1941, he was D i r e c -  
to r  of R e s e a r c h ,  Uni ted  J e w i s h  Appea l ;  C o n s u l t a n t ,  E x e c u t i v e  Off ice  of 
the  P r e s i d e n t ,  1942; C o n s u l t a n t  on Group  A d v a n c e m e n t  of P s y c h i a + r y ,  
1946; D i r e c t o r ,  S ta te  H o s p i t a l  Study,  N. Y . ,  1948-49.  He was a m e m -  
be r  of the C o m m i t t e e  of W a r t i m e  R e q u i r e m e n t s  fo r  Sc i en t i f i c  and  Spe-  
c i a l i z e d  P e r s o n n e l  in 1942; m e d i c a l  c o n s u l t a n t ,  H o o v e r  C o m m i s s i o n ,  
1946-48; A d v i s e r ,  C o m m i t t e e  on C h r o n i c  I l l n e s s e s ,  1950-;  D i r e c t o r  of 
Staff S tud ie s ,  Na t iona l  M a n p o w e r  Counc i l  1951-; U . S .  d e l e g a t e  on r e p -  
a r a t i o n s  fo r  n o n r e p a t r i a b l e  r e f u g e e s ,  F i v e  P o w e r  C o n f e r e n c e ,  1946. 
D u r i n g  the y e a r s  1942-44,  he was s p e c i a l  a s s i s t a n t  to  the  ch i e f  s t a t i s t i -  
c ian ,  U . S .  War  D e p a r t m e n t ;  to the D i r e c t o r  of H o s p i t a l  D iv i s i on ,  S u r g e o n  
G e n e r a l ' s  Off ice,  1944; D i r e c t o r  of R e s o u r c e s  A n a l y s i s  D iv i s ion ,  1944- 
46; D e p a r t m e n t  C o n s u l t a n t ,  U . S .  A r m y ,  1946-; m e m b e r  of the  M e d i c a l  
A d v i s o r y  B o a r d ,  U .S .  S e c r e t a r y  of War ,  1946-48.  C o n s u l t a n t ,  D e p a r t -  
m e n t  of State ,  1953, 1956, and D e p a r t m e n t  of L a b o r ,  1953-t0  da te .  He 
is a l s o  a m e m b e r  of the  A m e r i c a n  E c o n o m i c  A s s o c i a t i o n ;  A c a d e m y  of 
P o l i t i c a l  Sc ience ;  A m e r i c a n  F r i e n d s  of H e b r e w  U n i v e r s i t i e s  (Di rec to r} ;  
and A m e r i c a n  A s s o c i a t i o n  fo r  the  A d v a n c e m e n t  of S c i e n c e  (Fel low}.  He 
has  p u b l i s h e d  m a n y  books  in the  f i e lds  of e c o n o m i c s  and h u m a n  r e s o u r c e s ,  
the m o s t  r e c e n t  of which is a t h r e e - v o l u m e  s t udy  en t i t l ed  " T h e  I n e f f e c t i v e  
So ld ie r :  L e s s o n s  fo r  M a n a g e m e n t  and the  N a t i o n . "  Th i s  is  h is  f i f th  l e c -  
t u r e  at  the  I n d u s t r i a l  C o l l e g e .  

ii 



4 2 5  

M A N P O W E R  U T I L I Z A T I O N  IN INDUSTRY 

23 N o v e m b e r  1959 

C O L O N E L  SMITH: When  he was  p r e s i d e n t  of C o l u m b i a ,  G e n e r a l  
E i s e n h o w e r  w r o t e  the fo l lowing  w o r d s :  "I t  s e e m s  to m e  tha t  the t i m e  
h a s  c o m e  when  the w a s t a g e  of A m e r i c a n  r e s o u r c e s  m u s t  be c o m b a t t e d  
a long  a l l  f r o n t s . "  

T h e s e  w o r d s  h e r a l d e d  the e s t a b l i s h m e n t  at  C o l u m b i a  of a p r o j e c t  
c a l l e d  " T h e  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 . "  L a s t  J u n e ,  P r e s i d e n t  
E i s e n h o w e r ,  w r i t i n g  of t h i s  p r o j e c t  and i ts  r e c e n t l y  p u b l i s h e d  m o n u -  
m e n t a l  t h r e e  v o l u m e  w o r k  c a l l e d  " T h e  I n e f f e c t i v e  S o l d i e r ,  L e s s o n s  fo r  
M a n a g e m e n t  and the Na t ion ,  " s a id  this :  

" F a r  and away  the g r e a t e s t  r e s o u r c e  ou r  Na t ion  p o s s e s s e s  is  i t s  
peop le .  T h e r e  is  no f i n e r  w o r k ,  no r  one m o r e  c o n d u c i v e  to our  c o n -  
t i nued  g r o w t h  in s t r e n g t h  and f r e e d o m ,  than  t h o s e  e f f o r t s  we devo te  
to h e l p i n g  peop le  l ive  m o r e  fu l ly  and m o r e  u s e f u l l y  in a s o c i e t y  which  
n e e d s  t h e m  a l l . "  

The  m a n  m o s t  c l o s e l y  a s s o c i a t e d  with  th i s  p r o j e c t ,  as  i t s  d i r e c t o r  
and m o s t  p r o l i f i c  w r i t e r ,  is  our  s p e a k e r  today .  B a s e d  on th i s  s t udy  of 
the  i n e f f e c t i v e  s o l d i e r ,  he wi l l  e x a m i n e  the s u b j e c t  " M a n p o w e r  U t i l i z a -  
t ion  in I n d u s t r y .  " I a m  p r o u d  to p r e s e n t  D r .  E l i  G i n z b e r g .  

DR.  GINZBERG:  G e n e r a l  Mundy,  G e n t l e m e n :  I a l w a y s  have  to 
t ake  a qu ick  look to m a k e  s u r e  I do not  have  to s a y  " l a d i e s . "  In m y  
H e i d e l b e r g  u n d e r g r a d u a t e  days  we u s e d  to be ab le  to t e l l  the  p o l i t i c a l  
p o s i t i o n  of a p r o f e s s o r  by h i s  s a l u t a t i o n  to the c l a s s .  The  c o n s e r v a -  
t i v e s  would  s a y  " g e n t l e m e n "  and i g n o r e  the l a d i e s .  The  l i b e r a l s  would  
s a y  " l a d i e s  and g e n t l e m e n . "  T h e  i m p o l i t e  p r o f e s s o r s  would  s a y  no th-  
ing.  

T h e r e  is  a log ic  in m y  c o m i n g  back  to d i s c u s s  th i s  s u b j e c t  wi th  
you today .  The  l a r g e - s c a l e  s tudy  which  I have  had  the p r i v i l e g e  to 
d i r e c t  o v e r  the l a s t  e igh t  y e a r s  was  p r e d i c a t e d  on the a s s u m p t i o n  tha t  
the  m i l i t a r y  had l e a r n e d  a l e s s o n  wh ich  it  cou ld  t e a c h  i n d u s t r y ;  tha t  
the  e x p e r i e n c e  of W o r l d  W a r  H p r e s e n t e d  a un ique  l a b o r a t o r y  fo r  s t u d y -  
ing the p e r f o r m a n c e  of m e n .  D u r i n g  tha t  w a r  a p p r o x i m a t e l y  18 m i l l i o n  
young  m e n  in the age g r o u p s  18 to 37 w e r e  s c r e e n e d  fo r  m i l i t a r y  s e r v -  
i ce .  The  m a x i m u m  s t r e n g t h  of the A r m y ,  Navy,  and M a r i n e  C o r p s  
was  a p p r o x i m a t e l y  11 .5  m i l l i o n ,  but d u r i n g  the c o u r s e  of the w a r  o v e r  
14 m i l l i o n  m e n  w e r e  i n d u c t e d .  
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We kept  r e c o r d s  on a l l  of t h e s e  peop l e .  S o m e  of the  r e c o r d s  w e r e  
p o o r ,  s o m e  w e r e  los t ,  but  n e v e r t h e l e s s ,  t h e y  r e p r e s e n t  the  l a r g e s t  
p e r s o n n e l  i n v e n t o r y  in the  h i s t o r y  of the  w o r l d .  It was  the  P r e s i d e n t ' s  
idea  tha t  s u c h  a r i c h  r e p o s i t o r y  of r e c o r d s  s h o u l d  be the  s u b j e c t  of 
s t u d y  wh ich  shou ld  be a b l e  to i l l u m i n a t e  i m p o r t a n t  l e s s o n s  on m a n p o w e r  
and  p e r s o n n e l  f o r  the  c o u n t r y  a t  l a r g e  and  f o r  b u s i n e s s  in p a r t i c u l a r .  
T h e  s t u d y  was  i n i t i a t e d  b e f o r e  the K o r e a n  W a r ,  and  ou r  g e n e r a l  c o n c e r n  
w a s ,  What  cou ld  Wor]:d W a r  II t e a c h  a s o c i e t y  a t  p e a c e ?  It was  hoped  
tha t  the  s t u d y  would  have  s o m e  va lue  and  m e a n i n g  f o r  the  a r m e d  s e r v -  
i c e s .  But the  f o c u s  was  v e r y  d e f i n i t e l y  on l e s s o n s  f o r  m a n a g e m e n t  and  
the  Na t ion ,  wh ich  is the  s u b t i t l e  of the  book.  

I f ind m y s e l f ,  t h e r e f o r e ,  in a kind of a c i r c u i t - - m i l i t a r y  m a t e r i a l s  
w e r e  the  o r i g i n a l  b a s e  f r o m  which  we e x t r a c t e d  g e n e r a l  l e s s o n s  f o r  m a n -  
a g e m e n t  and the  Nat ion;  and  t o d a y  I a m  h e r e  to t a l k  with you  not  on ly  
abou t  the  i m p l i c a t i o n s  of m a n p o w e r  u t i l i z a t i o n  in the  c i v i l i a n  s e c t o r  of 
i n d u s t r y ,  but  a l s o  abou t  s o m e  of the  p r o b l e m s  of m a n p o w e r  u t i l i z a t i o n  
wi th in  the  a r m e d  s e r v i c e s .  I wil l  m o v e  b a c k  and f o r t h  and t r y  to c o v e r  
enough  g r o u n d  qu i c k l y  to l e a v e  t i m e  f o r  q u e s t i o n s .  

Le t  m e  g ive  you  a few i m p o r t a n t  p i e c e s  of f a c t u a l  b a c k g r o u n d .  The  
m a g n i t u d e  of the  W o r l d  W a r  II m o b i l i z a t i o n  was t r u l y  i m p r e s s i v e ,  p a r -  
t i c u l a r l y  f r o m  the  m a n p o w e r  point  of v iew.  

B e t w e e n  J u n e  of 1940 and D e c e m b e r  of 1942 the  A r m y  w h i c h  i n c l u d e d  
the  A i r  C o r p s  a t  the  t i m e ,  i n c r e a s e d  by 2 ,000  p e r c e n t .  In c o n t r a s t ,  a s  
we poin t  out  in v o l u m e  I of " T h e  I n e f f e c t i v e  S o l d i e r ,  " a l a r g e - s c a l e  A m e r -  
i c a n  c o m p a n y ,  s u c h  as  G e n e r a l  E l e c t r i c ,  c an  s e l d o m  expand  at  10 p e r -  
c e n t  p e r  a n n u m .  A s e c o n d  f a c t  is tha t  the  R e g u l a r  O f f i c e r  C o r p s  of the  
A r m y  and  the  A i r  C o r p s  c o m b i n e d  at  the  b e g i n n i n g  of the  m o b i l i z a t i o n  in 
1940 n u m b e r e d  abou t  14, 000. T h e  t o t a l  O f f i c e r  C o r p s  by the  end of the  
w a r  was  877 ,000 .  T h o s e  two f i g u r e s  t e l l  m e  m o r e  than  a l m o s t  a n y  
o t h e r  f i g u r e s  of wha t  a p r o f e s s i o n a l  c a r e e r  s e r v i c e  m e a n s ,  and i t s  s t r a -  
t e g i c  i m p o r t a n c e  fo r  m o b i l i z a t i o n .  

A t h i r d  f a c t  is tha t  of the  18 m i l l i o n  m e n  who w e r e  s c r e e n e d ,  a t o t a l  
of o v e r  5 m i l l i o n ,  o r  a l m o s t  30 p e r c e n t ,  w e r e  r e j e c t e d  f o r  m i l i t a r y  s e r v -  
i c e .  T w o - t h i r d s  of t h e s e  m e n  w e r e  r e j e c t e d  f o r  p h y s i c a l  and o n e - t h i r d  
f o r  e m o t i o n a l  o r  m e n t a l  d e f i c i e n c i e s .  The  P r e s i d e n t  and the  p r o j e c t  w e r e  
c o n c e r n e d  p r i m a r i l y  wi th  th is  l a s t .  What  does  it m e a n  when  the  r i c h e s t  
c o u n t r y  in the  w o r l d  had  to s c r e e n  and  r e j e c t  f o r  m i l i t a r y  s e r v i c e  s e v e r a l  
m i l l i o n  y o u n g  m e n  fo r  r e a s o n s  of e m o t i o n a l  and  m e n t a l  d e f i c i e n c y ?  Th i s  
was  t he  b a s i c  q u e s t i o n  wh ich  c o n c e r n e d  the  P r e s i d e n t .  
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But  th i s  was  on ly  p a r t  of the s t o r y .  D u r i n g  the  c o u r s e  of the  w a r ,  
p r i o r  to d e m o b i l i z a t i o n ,  a n o t h e r  t h r e e - q u a r t e r s  of a m i l l i o n  young  m e n  
w e r e  d i s c h a r g e d  f r o m  the s e r v i c e  on the g r o u n d  tha t  t hey  cou ld  not  p e r -  
f o r m  e f f e c t i v e l y  fo r  e m o t i o n a l  and m e n t a l  d e f e c t s .  T h e s e  w e r e  not  ba t -  
t le  c a s u a l t i e s  o r  i l l  m e n .  T h u s ,  we m u s t  add to the 1 .7  m i l l i o n  who 
w e r e  r e j e c t e d  on e m o t i o n a l  and m e n t a l  g r o u n d s  a n o t h e r  750 ,000  who 
f a i l e d  in  the  s e r v i c e .  Th i s  is 2 .5  m i l l i o n  out of the  18 m i l l i o n  who 
w e r e  s c r e e n e d .  Tha t  i s  one out of e v e r y  s e v e n  young  m e n  in the coun-  
t r y .  Th i s  is  a f i g u r e  of f a i l u r e ,  a w a r n i n g  s i gn  tha t  s h o c k s .  

H e r e  is  a n o t h e r  fact :  the u s u a l  a s s u m p t i o n  w a s  tha t  the  750 ,000  
m e n  who w e r e  i n d u c t e d  and t h e n  d i s c h a r g e d  w e r e  b r o k e n  by the w a r ,  
but  in point  of f ac t ,  only  40 p e r c e n t  of t h e m  e v e r  got  o v e r s e a s ,  and 
only  20 p e r c e n t  e v e r  got  in to  ba t t l e .  T h e r e f o r e ,  60 p e r c e n t  of t h e s e  
m e n  f a i l ed  b e c a u s e  of d i f f i c u l t i e s  t h e y  c o n f r o n t e d  in j u s t  be ing  m o b i -  
l i z e d .  T h e y  w e r e  not ,  by and l a r g e ,  the s h e l l s h o c k e d  c a s e s  in W o r l d  
W a r  I abou t  w h o m  G e n e r a l  P e r s h i n g  w r o t e .  

The  on ly  o t h e r  b a c k g r o u n d  f i g u r e  tha t  I sha l l  g ive  you is  tha t  in 
W o r l d  W a r  I we r e j e c t e d  14 out of e v e r y  1 ,000 young  m e n  who a p p e a r e d  
f o r  m i l i t a r y  s e r v i c e  on e m o t i o n a l  and m e n t a l  g r o u n d s .  We d i s c h a r g e d  
9 p e r  1 ,000  peop le  who w e r e  i n d u c t e d  and who f a i l ed  in the s e r v i c e .  
The  c o m p a r a b l e  f i g u r e s  fo r  W o r l d  War  II w e r e  tha t  94 p e r  1 ,000 w e r e  
r e j e c t e d  and 50 p e r  1 ,000  w e r e  s e p a r a t e d  on t h e s e  g r o u n d s .  I w i l l  t r y  
to e x p l a i n  t h e s e  f i g u r e s  l a t e r .  

L e t  m e  now sh i f t  f r o m  th i s  v e r y  s e l e c t i v e  b a c k g r o u n d  of s o m e  of 
the  m o r e  s t a r t l i n g  f a c t s  and f i n d i n g s  to the f r a m e w o r k  in w h i c h  we t r i e d  
to s tudy  the p r o b l e m  of m a n p o w e r  u t i l i z a t i o n .  Th i s  i s  a p s y c h o l o g i c a l  
g e n e r a t i o n ,  a l m o s t  a p s y c h o l o g i c a l  c e n t u r y .  We a r e  c o n s t a n t l y  t a l k i n g  
in  t e r m s  of the  e m o t i o n s .  You p i ck  up any  n e w s p a p e r  and you find c o l -  
u m n s  of a d v i c e  to p a r e n t s  on how to t ake  c a r e  of t h e i r  c h i l d r e n ,  to 
t e a c h e r s  on how to  t ake  c a r e  of j u v e n i l e  d e l i n q u e n t s ,  and so fo r t h .  

We a r e  p r e o c c u p i e d  wi th  the e m o t i o n s ;  and the  e m o t i o n s  a r e  un-  
d o u b t e d l y  v e r y  i m p o r t a n t .  But  we sh i f t ed  the f r a m e w o r k  of our  s t u d y  
f r o m  a c o n c e r n  wi th  how peop le  f ee l ,  o r  q u e s t i o n s  about  the  i n d i v i d u a l ' s  
e m o t i o n s ,  to q u e s t i o n s  abou t  p e r f o r m a n c e .  We took an o r g a n i z a t i o n a l  
v i e w p o i n t  and sa id ,  " W h a t  c a n  we s a y  about  the  p e r f o r m a n c e  of p e o p l e  
r a t h e r  t han  about  the  f e e l i n g s  of p e o p l e ? "  F r o m  the  point  of v i e w  of an  
o r g a n i z a t i o n  o r  a s o c i e t y ,  the  i m p o r t a n t  i s s u e  is  p e r f o r m a n c e  r a t h e r  
than  e m o t i o n .  
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We e s t a b l i s h e d  f o u r  v e r y  s i m p l e  c r i t e r i a .  W e  s a i d  t h a t  t o  l i v e  in  
a s o c i e t y  s u c h  a s  t h e  U n i t e d  S t a t e s  t h e r e  a r e  f o u r  m i n i m u m  c o n d i t i o n s  
o f  p e r f o r m a n c e  t h a t  a r e  i n c u m b e n t  on  e v e r y  i n d i v i d u a l .  O n e  i s  t h a t  a 
m a n  o u g h t  t o  be  a b l e  t o  s u p p o r t  h i m s e l f .  T h e  s e c o n d  i s  t h a t  i f  h e  a s -  
s u m e s  r e s p o n s i b i l i t y  f o r  a w i f e  and  c h i l d r e n ,  h e  s h o u l d  be  a b l e  t o  t a k e  
c a r e  of  h i s  d e p e n d e n t s .  T h e  t h i r d  i s  t h a t  h e  s h o u l d  s t a y  o u t  of  t r o u b l e  
w i t h  t h e  l a w .  A n d ,  t h e  f o u r t h  i s  t h a t  if  he  i s  p h y s i c a l l y  f i t  in  t i m e  of  
n a t i o n a l  e m e r g e n c y  a n d  of  t h e  p r o p e r  a g e ,  h e  s h o u l d  be  a b l e  to  s e r v e  
h i s  c o u n t r y  if  c a l l e d  to  s e r v i c e .  

T h e s e  a r e  v e r y  m i n i m u m  c r i t e r i a .  T h e y  do  n o t  s a y  a t  w h a t  l e v e l  
a m a n  m u s t  w o r k .  T h e y  do  n o t  s a y  i n  w h a t  k i n d  of  c i r c u m s t a n c e s  h e  
i s  s u p p o s e d  to  k e e p  h i s  f a m i l y .  T h e  i m p o r t a n t  p o i n t  a b o u t  t h e  f i g u r e s  
t h a t  I g a v e  y o u ,  t h e  one  f a i l u r e  o u t  of  s e v e n ,  i s  t h a t  t h e s e  p e o p l e  f a i l e d  
to  m e e t  t h e s e  m i n i m u m  c r i t e r i a .  

N o w ,  w h a t  d id  we l e a r n  a b o u t  p e r f o r m a n c e ?  We l e a r n e d  t h a t  t h e  
s t r e n g t h s  and  w e a k n e s s e s  of  i n d i v i d u a l s  a r e  i m p o r t a n t  b u t  b y  n o  m e a n s  
t h e  t o t a l  e x p l a n a t i o n  of  h o w  t h e y  p e r f o r m ;  we  l e a r n e d  t h a t  t h e r e  a r e  t w o  
o t h e r  m a j o r  s e t s  of  d e t e r m i n a n t s ,  o r g a n i z a t i o n a l  p o l i c y  a n d  l e a d e r s h i p ,  
a n d  t h e  p r e s s u r e s  a n d  s u p p o r t s  in  t h e  g e n e r a l  e n v i r o n m e n t .  I t  i s  o n l y  
b y  s e e i n g  t h e  i n d i v i d u a l  w i t h i n  t h e  o r g a n i z a t i o n ,  w i t h i n  t h e  l a r g e r  f r a m e -  
w o r k  of  w h a t  i s  d e m a n d e d  of  h i m ,  t h a t  we  c a n  g e t  a m e a n i n g f u l  u n d e r -  
s t a n d i n g  of  p e r f o r m a n c e .  

O n e  w a y  of  i l l u s t r a t i n g  t h i s  i s  to  t e l l  a s t o r y .  W h e n  we  w e r e  m i d -  
w a y  i n  t h e  s t u d y ,  t h e  P r e s i d e n t  a s k e d  m e ,  " H o w  a r e  y o u  g e t t i n g  on7  
W h a t  i s  t h e  e x p l a n a t i o n  of  t h i s  l a r g e  n u m b e r  o f  p s y c h o n e u r o t i c s ? "  
" W e l l , "  I s a i d ,  " I  d o n ' t  k n o w  t h e  a n s w e r  y e t ,  b u t  I h a v e  a c l u e ,  I d o n ' t  
t h i n k  i t  h a d  m u c h  to  do w i t h  t h e  m e n .  I t h i n k  m o s t  of t h e  e x p l a n a t i o n  
l i e s  i n  t h e  f a i l u r e s  of  t h e  G e n e r a l  S t a f f . "  

Y o u  c a n  i m a g i n e  t h a t  t h i s  w a s  n o t  a n  e a s y  s t a t e m e n t  f o r  t h e  P r e s -  
i d e n t  to  a b s o r b .  B u t  I w e n t  o n  to  e x p l a i n  t h a t  a s  p o l i c y  f l u c t u a t e d  a t  
t h e  G e n e r a l  S t a f f  l e v e l ,  I c o u l d  t r a c e  a n d  d id  t r a c e ,  t h e  c r e a t i o n  of  
f a i l u r e s .  We w e r e  a b l e  t o  d e t e r m i n e  t h a t  t o  a v e r y  l a r g e  e x t e n t  t h e  
i n s t a b i l i t y  o f  p o l i c y ,  t h e  f a i l u r e  of p o l i c y  to  be  g e a r e d  to  w h a t  i t  w a s  
t r y i n g  t o  a c c o m p l i s h ,  i t s e l f  c r e a t e d  m a n y  of  t h e s e  f a i l u r e s .  T h i s  w a s  
a n  e x a g g e r a t e d  f o r m u l a t i o n  b u t  I t r i e d  t o  m a k e  t h e  p o i n t  t h a t  y o u  c a n -  
n o t  t a k e  a r e a d i n g  of  t h e  m e n  t h e m s e l v e s  i n  t h e  a b s t r a c t  a n d  w i t h o u t  
r e f e r e n c e  to  t h e  o r g a n i z a t i o n  of  w h i c h  t h e y  a r e  a p a r t ,  a n d  t h e  e n v i r o n -  
m e n t a l  d e m a n d s  a n d  s u p p o r t s  t h a t  t h e y  e n c o u n t e r .  
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N o w ,  a s  we m o v e d  to  l o o k  a t  p e r f o r m a n c e  m o r e  s p e c i f i c a l l y ,  we 
f o u n d  t h a t  t he  m o s t  i m p o r t a n t  s i n g l e  p e r s o n a l  f a c t o r  f o r  e a c h  i n d i v i d u a l  
i n  p e r f o r m a n c e  w a s  t h e  l e v e l  o f  h i s  e d u c a t i o n a l  p r e p a r a t i o n .  T h e  r a t e  
of  f a i l u r e  a m o n g  t he  l e a s t  e d u c a t e d  w a s  f o u r  t i m e s  a s , g r e a t  a s  a m o n g  
t h e  b e t t e r  e d u c a t e d .  T h a t  i s ,  t h e  g r o u p  w i t h  l e s s  t h a n  g r a m m a r  s c h o o l  
g r a d u a t i o n  f a i l e d  a t  a r a t e  f o u r  t i m e s  a s  g r e a t  a s  d id  t h e  h i g h  s c h o o l  
g r a d u a t e s - - a n d  s i n c e  t h e s e  m e n  w e r e  e d u c a t e d  in  the  1 9 2 0 ' s  t h e r e  w e r e  
m a n y  m o r e  of  t h e m  with. l i m i t e d  s c h o o l i n g  t h a n  we  w o u l d  f i n d  t o d a y .  

B u t  to  s a y  t h a t  e d u c a t i o n  i s  t h e  s i n g l e  m o s t  i m p o r t a n t  d e t e r m i n a n t  
o f  p e r f o r m a n c e  d o e s  n o t  s a y  t h a t  t h e  m o r e  e d u c a t i o n  t h e  b e t t e r .  I t  
m e a n s  t h a t  one  m u s t  h a v e  e n o u g h  e d u c a t i o n  to  q u a l i f y .  H o w  m u c h  i s  
e n o u g h  m a y  v a r y ,  b u t  i t  d o e s  n o t  f o l l o w  t h a t  t h e  m o r e  t h e  b e t t e r .  T h e r e  
w a s  no  s i g n i f i c a n t  c h a n g e  in  t h e  f a i l u r e  r a t e  a m o n g  g r o u p s  w h o  h a d  m o r e  
t h a n  a h i g h  s c h o o l  e d u c a t i o n ,  a m o n g  g r o u p s  w i t h  c o l l e g e  o r  e v e n  P h .  D 
d e g r e e s .  M e n  w h o  h a d  g r a d u a t e d  f r o m  h i g h  s c h o o l  w e r e  a t  a b o u t  t h e  
t op  of  t h e  c u r v e .  B u t  a s  y o u  m o v e d  d o w n  t h e  e d u c a t i o n a l  s c a l e ,  t h e  
r a t e  of  i n e f f e c t i v e n e s s  i n c r e a s e d  r a p i d l y  w i t h  the  h i g h e s t  r a t e s  a t  t h e  
b o t t o m .  

I b e l i e v e  t h a t  t h e  a r m e d  s e r v i c e s  and  i n d u s t r y  b o t h  a r e  m a k i n g  a 
m i s t a k e  in  g e n e r a l i z i n g  t h i s  p r o p o s i t i o n ;  t h a t  b e c a u s e  t h e y  h a v e  to  h a v e  
m e n  w i t h  a b a s i c  o r  q u a l i f y i n g  e d u c a t i o n ,  t h e y  f e e l  t h a t  t h e  m o r e  e d u c a -  
t i o n  a m a n  h a s  t he  b e t t e r .  W h a t  y o u  n e e d  i s  a m a n  w i t h  e n o u g h  e d u c a -  
t i o n  to  do t h e  j ob ,  and  m a y b e  a l i t t l e  b i t  e x t r a  in  r e s e r v e .  

T h e  P r e s i d e n t  h a d  a s k e d  u s  t o  f i n d  ou t  w h e t h e r  t h e r e  w a s  a n y  d i f -  
f e r e n c e  b e t w e e n  t h e  p e r f o r m a n c e  of  f a r m  b o y s  and  c i t y  b o y s .  I r e g r e t  
to  t e l l  y o u  t h a t  t h e  f a r m  b o y s  w e r e  w o r s e  i n  e v e r y  r e s p e c t .  M o r e  w e r e  
r e j e c t e d ,  m o r e  f a i l e d  i n  t h e  a r m e d  s e r v i c e s ,  m o r e  f a i l e d  t o  p e r f o r m  
e f f e c t i v e l y  a f t e r  t h e  w a r .  I t  w a s  n o t  b e c a u s e  t h e y  w e r e  f a r m e r s .  I t  
w a s  b e c a u s e  t h e y  w e r e  l e s s  w e l l  e d u c a t e d .  B y  a n d  l a r g e ,  t h e  r u r a l  
a r e a s  of  t he  c o u n t r y ,  p a r t i c u l a r l y  t h e  s o u t h e a s t ,  w e r e  m o r e  p o v e r t y -  
r i d d e n ,  e s p e c i a l l y  i n  t h e  1 9 2 0 ' s  and  t h e  1 9 3 0 ' s ,  a n d  b o y s  f r o m  t h e s e  
a r e a s  s h o w e d  up a t  a m u c h  l o w e r  p e r f o r m a n c e  l e v e l .  

A n o t h e r  f a c t o r  we  c o n s i d e r e d  w a s  r a c i a l  O n  t h e  a v e r a g e ,  t h e  
N e g r o e s  w e r e  t w i c e  a s  i n e f f e c t i v e  i n  t h e  m i l i t a r y  a s  the  w h i t e s ;  t h a t  
i s ,  t h e i r  r a t e  of f a i l u r e  w a s  t w i c e  a s  g r e a t .  B u t  w h e n  we  c o n s i d e r e d  
N e g r o e s  and  w h i t e s  w i t h  e q u a l  e d u c a t i o n a l  b a c k g r o u n d ,  t h e r e  w a s  n o  
d i f f e r e n c e  a t  a l l .  T h i s  a g a i n  i s  s i m p l y  a h i d d e n  f a c t o r - - e d u c a t i o n .  



One  of  t h e  m o s t  i n t e r e s t i n g  and  i m p o r t a n t  f i n d i n g s  a b o u t  p e r f o r m -  
a n c e  i s  t h e  d a n g e r  of  a s s u m i n g  t h a t  t h e r e  i s  a s t a b i l i t y  of  p e r f o r m a n c e  
t h r o u g h o u t  a m a u ' s  l i f e .  One  w o r d  h e r e  a b o u t  t he  m e n  w h o m w e  s t u d i e d .  
T h e y  w e r e  a s p e c i a l  s a m p l e  in  t he  s e n s e  t h a t  t h e y  w e r e  m e n  w h o  h a d  t o  
be d i s c h a r g e d  p r e m a t u r e l y .  B u t  s o m e  of  t h e m  w e r e  n o t  i n e f f e c t i v e  e x -  
c e p t  in  a t e c h n i c a l  s e n s e  of t h e  t e r m .  We d e f i n e d  a s  i n e f f e c t i v e  a n y  
m a n  w h o  h a d  to  be  s e p a r a t e d  b e f o r e  d e m o b i l i z a t i o n  f o r  m e n t a l  o r  e m o -  
t i o n a l  d e f e c t s .  I n c l u d e d  in  t h i s  g r o u p  w e r e  a l a r g e  n u m b e r  o f  A i r  F o r c e  
m e n  w h o  h a d  f i n i s h e d  t h e i r  o v e r s e a s  t o u r  o f  d u t y  and  w h o  h a d  l o n g  and  
d i s t i n g u i s h e d  r e c o r d s .  M a n y  h a d  t h r e e  r o w s  of  m e d a l s .  On  t h e i r  r e -  
t u r n  to  t h i s  c o u n t r y  t h e y  b e c a m e  r e s t l e s s  in  t h e i r  n e w  a s s i g n m e n t s  and  
t h e  A i r  F o r c e  l e t  t h e m  ou t  a s  d i s t u r b e d .  T h e s e  w e r e  m e n  w i t h  l o t s  of  
m e t t l e  bu t  t h e y  f e l l  w i t h i n  o u r  s t u d y  b e c a u s e  t e c h n i c a l l y  t h e y  w e r e  s e p -  
a r a t e d  b e f o r e  d e m o b i l i z a t i o n .  In  o u r  s t u d y  a l s o ,  w e r e  A r m y  c o m b a t  
s o l d i e r s  w i t h  s i m i l a r  g o o d  r e c o r d s  bu t  s i m i l a r l y  d i s c h a r g e d  p r e m a t u r e l y .  
T o  r e t u r n  to  the  q u e s t i o n  of  the  s t a b i l i t y  of  p e r f o r m a n c e .  We s t u d i e d  
t h e  p r e m i l i t a r y  r e c o r d  of p e r f o r m a n c e  of  t h e s e  m e n  up to  t h e  p o i n t  of  
t h e i r  b r e a k d o w n  and  t h e i r  p o s t w a r  r e c o r d .  We f o u n d  t h a t  t h e r e  d o e s  
t e n d  to  be  a c o n s i d e r a b l e  o r d e r  of  s t a b i l i t y :  50 p e r c e n t  of  t he  m e n  
s e e m e d  to  be  p e r f o r m i n g  s a t i s f a c t o r i l y  t h r o u g h o u t  a l l  p e r i o d s .  T w e n t y  
p e r c e n t  of  t he  g r o u p  d id  w e l l  in  c i v i l i a n  l i f e  b e f o r e  t h e i r  m i l i t a r y  s e r v -  
i c e ,  f a i l e d  in  t h e  A r m y ,  and  t h e n  d id  q u i t e  w e l l  a g a i n  u p o n  t h e i r  r e t u r n  
to  c i v i l i a n  l i f e .  T h e s e  m e n  a p p a r e n t l y  j u s t  c o u l d  n o t  a d j u s t  to  m i l i t a r y  
l i f e ,  f o r  w h a t e v e r  r e a s o n .  

A n o t h e r  20 p e r c e n t  p r e s e n t e d  a p o o r  r e c o r d  of  p e r f o r m a n c e  t h r o u g h -  
ou t .  M o s t  of t h e m  s h o u l d  n o t  h a v e  b e e n  t a k e n  in  a t  a l l ;  t h e i r  p e r f o r m -  
a n c e  in  t h e  m i l i t a r y  w a s  p o o r ,  and  t h e y  f a i l e d  to  m a k e  a n  a d j u s t m e n t  t o  
c i v i l i a n  l i f e  a f t e r  t h e i r  d i s c h a r g e .  

T h e  s a d d e s t  s e c t o r  w e r e  t he  m e n  w h o  h a d  a g o o d  o r  a t  l e a s t  s a t i s -  
f a c t o r y  r e c o r d  b e f o r e  i n d u c t i o n  and  s a t i s f a c t o r y  p e r f o r m a n c e  up to  t h e  
p o i n t  of  b r e a k d o w n  in  t h e  A r m y  bu t  w h o  n e v e r  r e c o v e r e d  a f t e r  t h e i r  d i s -  
c h a r g e .  T h i s  g r o u p  a c c o u n t e d  f o r  a b o u t  10 p e r c e n t .  We do n o t  u n d e r -  
s t a n d  f u l l y  w h y  t h i s  g r o u p  d id  n o t  r e c o v e r .  S o m e  w e r e  u n d o u b t e d l y  
~ e v e r e l y  p s y c h o t i c .  Bu t  why  s o  m a n y  of  t h e  o t h e r s  w e r e  u n a b l e  t o  
a s s i m i l a t e  t h e i r  m i l i t a r y  e x p e r i e n c e  and  s u r m o u n t  i t  and  e n c a p s u l a t e  
i t  i s  no t  c l e a r ,  a l t h o u g h  we h a v e  s o m e  h u n c h e s  a b o u t  i t .  

So we h a v e  l e a r n e d  t h a t  in  c o n s i d e r i n g  a m a n ' s  p e r f o r m a n c e ,  one  
m u s t  h a v e  s o m e  o r d e r s  of m o d e s t y .  As  I r e c a l l  i~, t h e r e  w a s  a l i e u -  
t e n a n t  g e n e r a l  i n  W o r l d  W a r  II who  h a d  to  be  r e m o v e d  in  the  N o r t h  
A f r i c a n  c a m p a i g n  b e c a u s e ,  w h i l e  h i s  r e c o r d  h a d  b e e n  m o s t  d i s t i n g u i s h e d  
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up to tha t  po in t ,  a p p a r e n t l y  he  found it  too  d a n g e r o u s  and d i f f i cu l t  to  be 
n e a r  f i r e .  T h e r e  had  b e e n  no t e s t  in h i s  c a r e e r  up to tha t  poin t .  T h e r e -  
f o r e ,  w h i l e  a m a n l s  pa s t  p e r f o r m a n c e  m a y  be the  b e s t  c lue  to  h i s  f u t u r e  
p e r f o r m a n c e ,  s i n c e  ~,e  f u t u r e  m a y  be d i f f e r e n t  t h a n  the  p a s t  you  on ly  
h a v e  a p r e s u m p t i o n  and by  no m e a n s  a c e r t a i n t y .  

Now, the o b v e r s e  i s  e q u a l l y  i m p o r t a n t .  One of the m o s t  s t r i k i n g  
f i n d i n g s  w a s  tha t  of the  peop le  who w e r e  v e r y  s e v e r e l y  d i s t u r b e d  e m o -  
t i o n a l l y ,  w h e n  t h e y  b r o k e  down,  25 p e r c e n t  of t h e m  r e c o v e r e d  v e r y  
q u i c k l y  w h e n  t h e y  r e t u r n e d  to c i v i l i a n  l i fe  and m a d e  a v e r y  good a d j u s t -  
m e n t  and a n o t h e r  25 p e r c e n t  r e c o v e r e d  a l i t t l e  m o r e  s l o w l y  but  e v e n t u -  
a l l y  p e r f o r m e d  p e r f e c t l y  w e l l .  I s a w  s o m e  of t h o s e  f e l l o w s  d u r i n g  the  
w a r ,  and if you  had  a s k e d  m e  to g u e s s ,  I would  have  sa id  tha t  t h e y  w e r e  
h o p e l e s s l y  i l l .  I s aw  t h e m  l i t e r a l l y  t e a r  down wings  of s m a l l e r  h o s p i t a l s  
in  a m a n i c  r a g e .  N e v e r t h e l e s s ,  a s  the  da ta  show,  50 p e r c e n t  of t h e m  
r e c o v e r e d  and  m a d e  a s a t i s f a c t o r y  a d j u s t m e n t  to c i v i l i a n  l i f e .  

So i t  i s  a n o t h e r  way  of s a y i n g  tha t  you  h a v e  got to be a l i t t l e  c a u -  
t i o u s  about  p r o g n o s t i c a t i n g  w h e n  you  c o m e  to p e o p l e .  

Now wha t  a r e  the  b ig  l e s s o n s  fo r  m a n a g e m e n t  wi th  r e g a r d  to the 
m a n p o w e r  u t i l i z a t i o n  tha t  c o m e  f r o m  th i s  s t udy ,  tha t  a r e ,  l e t  us  s ay ,  
p r e c i p i t a t a b l e  f r o m  th i s  s t u d y ?  

The  f i r s t  l e s s o n  i s  tha t  any  s c r e e n i n g  d e v i c e ,  s i n c e  it c o s t s  t i m e  
and m o n e y ,  ought  to be g r o s s  and not  r e f i n e d .  T h e r e  a r e  no i n s t r u -  
m e n t s  known  to  s c i e n c e  tha t  wi l l  j u s t i f y  a r e f i n e d  s c r e e n i n g ,  p a r t l y  
fo r  the  r e a s o n  we h a v e  ju s t  d i s c u s s e d - - t h a t  you canno t  c r e a t e  the  
c o n d i t i o n s  of the f u t u r e .  You c a n  do s o m e  g r o s s  s c r e e n i n g .  You c a n  
a s k  a m a n  about  h i s  e d u c a t i o n  and f ind out  w h e t h e r  he  h a s  b e e n  ab le  to  
ho ld  down a job.  You can  f ind out if he  h a s  b e e n  in  a lo t  of t r o u b l e  wi th  
t he  p o l i c e .  But  tha t  i s  about  a l l  you  can  do. With a d o l e s c e n t s  you  m u s t  
be doub ly  c a r e f u l ,  s i n c e  you canno t  p r o j e c t  a d o l e s c e n t  b e h a v i o r .  Some  
of the  b e s t  peop le  in  the w o r l d  w e r e  v e r y  wild  a d o l e s c e n t s .  

The  g r e a t  s c r e e n i n g  f a i l u r e  in  W o r l d  W a r  H was  tha t  the  p s y c h i a -  
t r i s t s  and the W a r  D e p a r t m e n t  f o r m e d  an a l l i a n c e  to the m u t u a l  d i s -  
a d v a n t a g e  of e a c h .  The  W a r  D e p a r t m e n t  w a n t e d  to  avo id  a r e p e t i t i o n  
of the W o r l d  W a r  I e x p e r i e n c e  of a lo t  of s h e l l s h o c k e d  m e n ,  and the 
p s y c h i a t r i s t s  who w e r e  a l i t t l e  o v e r a m b i t i o u s ,  s a i d ,  " W e I l l  p r e v e n t  
t h i s  f r o m  h a p p e n i n g . "  T o g e t h e r  t h e y  s c r e e n e d  out  a m i l l i o n  m e n  b e -  
c a u s e  s o m e  of t h e m  bi t  t h e i r  f i n g e r n a i l s  and o t h e r s  had  f l i g h t  t i c s .  In 
G r a n d  C e n t r a l  P a l a c e  in New Y o r k  t hey  s c r e e n e d  3 ,000  m e n  in a day .  
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T h e  p s y c h i a t r i c  e x a m i n a t i o n  took  t h r e e  m i n u t e s ,  s o m e t i m e s  one .  You 
c a n  i m a g i n e  the  q u a l i t y  of the e x a m i n a t i o n .  Bu t  the  i m p o r t a n t  po in t  i s  
tha t  i t  cou ld  not  have  b e e n  d o n e ,  no m a t t e r  how m a n y  p s y c h i a t r i s t s  t h e r e  
w e r e ,  no m a t t e r  how m a n y  h o u r s .  I t  i s  j u s t  not  f e a s i b l e .  

S ince  the m i l i t a r y  s c r e e n i n g  in  W o r l d  W a r  H w a s  f o r  c o m b a t ,  and 
s i n c e  not  m o r e  than  30 p e r c e n t  of a l l  the  m e n  who w e r e  t a k e n  in  e v e r  
had  a n y t h i n g  to do wi th  b u l l e t s  o r  f i gh t ing ,  the  s c r e e n i n g  o p e r a t i o n  w a s  
not  g e a r e d  to the  job.  U n l e s s  you c a n  s p e c i f y  the  a s s i g n m e n t  f o r  w h i c h  
you  a r e  s c r e e n i n g  you  c a n n o t  d e v e l o p  an e f f e c t i v e  s c r e e n .  I t  i s  e q u a l l y  
u n r e a l i s t i c  to s c r e e n  a l l  a p p l i c a n t s  fo r  the m o s t  d i f f i cu l t  job .  

P e r s o n n e l  o f f i c e r s  in  i n d u s t r y  s ay ,  t~We wan t  on ly  t he  young  m e n  
who c a n  r i s e  to be p r e s i d e n t . "  Tha t  i s  a s u r e  w a y  to  u p s e t  a n  o r g a n i z a -  
t i o n - - t o  h i r e  on ly  peop l e  c a p a b l e  of b e i n g  p r e s i d e n t .  T h e r e  a r e  a lo t  of 
s l o t s  s h o r t  of the p r e s i d e n t t s  wh ich  h a v e  to be f i l l e d .  T h e r e f o r e ,  an  e f -  
f e c t i v e  p e r s o n n e l  p r o c e d u r e  would  be to def ine  l e v e l s  of a s s i g n m e n t  and 
s c r e e n  a g a i n s t  the  r e q u i r e m e n t s  of t h o s e  a s s i g n m e n t s .  

The  t h i r d  l e s s o n  we l e a r n e d  abou t  s e l e c t i o n  i s  t ha t  i t  i s  v e r y  h a r d  
to e s t a b l i s h  s c r e e n i n g  c r i t e r i a  u n l e s s  you know the  c h a r a c t e r i s t i c s  of 
the  m a n p o w e r  pool .  At one  poin t  in W o r l d  W a r  II  G e n e r a l  H e r s h e y  had  
b e e n  t r y i n g  to t e l l  G e n e r a l  S o m e r v e l l ,  who w a s  the  p r o c u r e m e n t  o f f i c e r  
f o r  the  W a r  D e p a r t m e n t ,  tha t  we w e r e  d i s c h a r g i n g  m e n  of b e t t e r  q u a l i t y  
t han  t h o s e  who w e r e  l e f t  in  the  pool .  In one  m o n t h  in  1943 we took  in 
105 ,000  peop le  to m a k e  a 5 ,000  ne t  g a i n  in  s t r e n g t h .  We d i s c h a r g e d  
100 ,000  m e n  and took in 105 ,000  at  a t i m e  w h e n  we w e r e  t r y i n g  t o b u i l d  
up s t r e n g t h .  

The  r e a s o n  was  the  W a r  D e p a r t m e n t  n e v e r  u n d e r s t o o d  tha t  the  
p o p u l a t i o n  of the Un i t ed  S t a t e s  i s  m a d e  up of a lo t  of i m p e r f e c t  p e o p l e .  
Some  h a v e  i m p e r f e c t  e y e s i g h t ,  and o t h e r s  h a v e  i m p e r f e c t  f e e t  and  
o t h e r s  have  i m p e r f e c t  e d u c a t i o n .  D u r i n g  the  w a r  t h e y  w e r e  s c r e e n i n g  
a g a i n s t  40 f a c t o r s ;  and if a m a n  f a i l e d  on a n y  s i n g l e  f a c t o r  he  w a s  out .  
T h a t  did not  m a k e  any  s e n s e  in  a t i m e  of to t a l  m o b i l i z a t i o n .  

W h e n  p e r s o n n e l  o f f i c e r s  f r o m  i n d u s t r y  go a r o u n d  to  c o l l e g e s  and  
s a y  tha t  t h e y  want  on ly  the  m o s t  i n t e l l i g e n t ,  w e l l - r o u n d e d ,  s o c i a l l y  
a c c e p t a b l e  young  m e n ,  it  i s  an  u n r e a l i s t i c  a p p r o a c h  to the  m a n p o w e r  
pool .  W h e r e  a r e  a l l  the  p e r f e c t  s p e c i m e n s ?  And why  shou ld  s u c h  a 
y o u n g  m a n  go to w o r k  f o r  a l a r g e  soap  o r  c h e m i c a l ,  o r  any  o t h e r  m a m -  
m o t h  c o m p a n y  a n y h o w ?  The  b ig  t r i c k  i s  to l e a r n  how to m a k e  do a s  
we l l  a s  p o s s i b l e  wi th  t he  v e r y  i m p e r f e c t  m a n p o w e r  r e s o u r c e s  tha t  e x -  
i s t .  
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I have  a l r e a d y  ca l l ed  your  a t t e n t i o n  to the  q u e s t i o n  of e d u c a t i o n a l  
c r i t e r i a .  It i s  s e n s i b l e  to e s t a b l i s h  e d u c a t i o n a l  s t a n d a r d s ,  but the  e m -  
p h a s i s  ought  to be on the  m i n i m u m .  

With r e g a r d  to educa t i on ,  it i s  i m p o r t a n t  to r e c o g n i z e  i t s  r e g i o n a l  
d i f f e r e n c e s  i n  the Un i t ed  S ta t e s .  The  s c h o o l s  in the b a c k w o o d s  of G e o r -  
g ia  o r  T e n n e s s e e  a r e  v e r y  d i f f e r e n t  f r o m  t h o s e  in  the  s u b u r b s  of New 
Y o r k .  It i s  n e c e s s a r y  to m a k e  a l l o w a n c e  in  s c r e e n i n g  for  t h e s e  d i f f e r -  
e n c e s  in  e d u c a t i o n a l  oppor tun i ty .  The  boys  who g r a d u a t e  f r o m  s u p e r i o r  
h igh s c h o o l s ,  p r i v a t e  and publ ic ,  wi l l  have  m o r e  k n o w l e d g e  and a r e  b e t -  
t e r  e d u c a t e d  than  50 p e r c e n t  of the  co l l ege  g r a d u a t e s  in  the Un i t ed  S ta tes .  
We have  1 ,800  c o l l e g e s  and m a n y  of t h e m  a r e  i n f e r i o r .  T h e r e f o r e ,  any  
boy who g r a d u a t e s  f r o m  the  B r o n x  High School  of Sc i ence  in New Y o r k  
wi l l  have  m o r e  k n o w l e d g e ,  m o r e  c o n t r o l  o v e r  m a t h e m a t i c s ,  s c i e n c e ,  
E n g l i s h ,  h i s t o r y ,  than  ha l f  of the  c o l l e g e  g r a d u a t e s  in the  Uni ted  S ta t e s .  
We s e e ,  then ,  tha t  "h igh  s choo l  g r a d u a t e "  o r  " c o l l e g e  g r a d u a t e "  can  
m e a n  m a n y  d i f f e r e n t  t h ings .  

Our  nex t  c o n s i d e r a t i o n  is  of p s y c h i a t r i c  e v a l u a t i o n s .  P s y c h i a t r y ,  
in  m y  op in ion ,  is  a d i s c i p l i n e ,  a s p e c i a l t y  of m e d i c i n e ;  and,  l i ke  m a n y  
p a r t s  of m e d i c i n e ,  i t  h a s  shown up to today  m o r e  p r o m i s e  t h a n  fu l f i l l -  
m e n t .  J u s t  a s  we do not have  the  a n s w e r  to c a n c e r  ye t  we do not have  
the  a n s w e r  to the  s e r i o u s  m e n t a l  i l l n e s s e s .  

T h e r e  is  a c o l o s s a l  gap b e t w e e n  p s y c h i a t r i c  t h e o r y  and p e r s o n n e l  
m a n a g e m e n t  and the  two should  not  be c o n f u s e d .  Some peop le  p e r i o d i -  
c a l l y  n e e d  p s y c h i a t r i c  he lp .  Some  peop le  get  s e r i o u s l y  i l l  e m o t i o n a l l y  
and n e e d  a lot  of he lp .  T h e r e  is  v e r y  l i t t l e  t r a n s l a t a b i l i t y  f r o m  p s y c h i -  
a t r y  as  a m e d i c a l  d i s c i p l i n e  in to  p e r s o n n e l  m a n a g e m e n t .  When  l a r g e  
c o m p a n i e s  wi l l  not  p r o m o t e  a m a n  in to  a top p o s i t i o n  unt i l  he t a k e s  a 
R o r s c h a c h  t e s t  or  a T. A . T .  t h e y  a r e  fo l lowing  a foo l i sh  po l icy .  The  
use  of c l i n i c a l  c a t e g o r i e s  wi th in  the r e a l m  of d a y - t o - d a y  p e r f o r m a n c e  
i s  u n r e a l i s t i c .  C l i n i c a l  c a t e g o r i e s  cannot  he lp  one to m a k e  j u d g m e n t s  
about  p e r f o r m a n c e .  

The  m o s t  e x t r e m e  f o r m u l a t i o n  is  a lways  to  say  as  F r e u d  sa id ,  tha t  
e v e r y b o d y  i s  n e u r o t i c ,  or  to say  as  peop le  have  known for  t h o u s a n d s  of 
y e a r s ,  that  t h e r e  i s  a v e r y  n a r r o w  l ine  b e t w e e n  g e n i u s  and i n s a n i t y  
which  m e a n s  tha t  the b e s t  p e r f o r m e r s  in  the w o r l d  a r e  l i k e l y  to h a v e  
" v e r y  p e c u l i a r  p e r s o n a l i t y  s t r u c t u r e s . "  Of c o u r s e  t h e y  wi l l .  But  f r o m  
the  point  of v i ew  of a s o c i e t y  o r  an o r g a n i z a t i o n  you want  to know w h e t h -  
e r  t hey  can  p e r f o r m .  
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So the  i m p o r t a n t  g e n e r a l  l e s s o n  to be l e a r n e d  out of t h i s  i s  to m o v e  
wi th  g r e a t  c a r e .  

T h e  next  l e s s o n  e s p e c i a l l y  fo r  a f a s t  e x p a n d i n g  o r g a n i z a t i o n  is  the  
n e c e s s i t y  to spend  a lo t  of t i m e  and e f f o r t  on i n d o c t r i n a t i n g  the  l e a d e r -  
sh ip .  A good p a r t  of the  f a i l u r e s  of W o r l d  W a r  II  w e r e  b e c a u s e  of the  
o f f i c e r s ;  14, 000 r e g u l a r s ,  877 ,000  to t a l  o f f i c e r s .  A lot  of y o u n g s t e r s ,  
the  s o - c a l l e d  9 0 - d a y  w o n d e r s ,  w e r e  put in  c o m m a n d  of un i t s  of o l d e r  
m e n ,  w i s e r  m e n ,  m o r e  m a t u r e  m e n .  I a m  on ly  s u r p r i s e d  tha t  the  r a t e  
of f a i l u r e  w a s  not t w i c e  o r  t h r e e  t i m e s  as  l a r g e  as  i t  w a s .  

T h e  r e m a r k a b l e  fac t  about  the m e n  in the  w a r  w a s  t h e i r  r e s i l i e n c e  
and t h e i r  i nna t e  c o m p e t e n c e  and the c o m m o n s e n s e  wh ich  h e l p e d  t h e m  
to  s u r v i v e  th i s  type  of o r g a n i z a t i o n .  O u r  S e l e c t i v e  S e r v i c e  w a s  f o r c e d  
to fo l low a foo l i sh  p o l i c y  in W o r l d  W a r  H.  Anybody  who had  a n y  b a s i s  
fo r  b e i n g  d e f e r r e d  in 1940 and 1941 was  d e f e r r e d .  It w a s t h e y o u n g s t e r s ,  
the  u n e m p l o y e d  m e n ,  and a f ew p e o p l e  who w e r e  i n t e r e s t e d  in  the m i l i -  
t a r y  who had  r e s e r v e  s t a t u s  who c a m e  in.  The  m o s t  m a t u r e  p e o p l e ,  the  
b e t t e r  e d u c a t e d  peop l e ,  the  peop le  who had  r e s p o n s i b i l i t i e s ,  w e r e  a l l  
d e f e r r e d .  So the b a b i e s  b e c a m e  the o f f i c e r s ;  and t hen  in 1942 and 1943, 
when  the  m o r e  m a t u r e  peop le  c a m e  in ,  t h e y  b e c a m e  the p r i v a t e s .  

A n o t h e r  u n f o r t u n a t e  p o l i c y  f a i l u r e  w a s  tha t  the  a r m e d  s e r v i c e s ,  
p a r t l y  f o r  r e a s o n s  of t i m e  did not  m a k e  ful l  use  of the  r a n g e  of job op-  
p o r t u n i t i e s  in  a s s i g n i n g  p e o p l e  m o r e  e f f e c t i v e l y .  We found tha t  of the 
peop l e  who f a i l e d  in  t h e i r  f i r s t  y e a r  of s e r v i c e ,  on ly  1 out of 25 e v e r  
had  a c h a n c e  at a s e c o n d  job .  F o r  e x a m p l e ,  a 3 7 - y e a r - o l d  m a n  w h o w a s  
a s s i g n e d  to the  c o m b a t  e n g i n e e r s  cou ld  not  keep  the p a c e  and f a i l e d .  If 
p e r s o n n e l  had looked  at  h i s  r e c o r d  and s e e n  tha t  he  was  an  a c c o u n t a n t ,  
he  cou ld  have  b e e n  a s s i g n e d  to the S igna l  C o r p s .  The  nex t  day  a 20-  
y e a r - o l d  big ,  h u s k y  f e l l ow ,  who had  n e v e r  go t t en  beyond  the f o u r t h  g r a d e  
in  s c h o o l ,  m i g h t  be sen t  to the  S igna l  C o r p s .  The  wide  r a n g e  of jobs  
i s  an i m p o r t a n t  a s s e t  of l a r g e  o r g a n i z a t i o n s  but  to u se  i t  the  p e r s o n n e l  
s y s t e m  m u s t  i nvo lve  f o r w a r d  p l ann ing .  

The  next  po in t  tha t  I wan t  to m a k e  i s  the  i m p o r t a n c e  of s u p p o r t i n g  
s e r v i c e s .  I told you tha t  I t hough t  p s y c h i a t r y  cou ld  m a k e  a c o n t i b u t i o n  
to  s u p p o r t i n g  m e n  in t i m e s  of s t r e s s ,  but so  cou ld  o t h e r  m e m b e r s  of a 
l e a d e r s h i p  g r o u p .  The  c h a p l a i n  could;  the  j u n i o r  o f f i c e r  o r  the  s e n i o r  
o f f i c e r  cou ld  m a k e  it .  When  peop le  ge t  pu l l ed  out of the  p a t t e r n  of l i v e s  
such  as  t hey  had been  l e a d i n g  p r i o r  to W o r l d  W a r  II and put in the a r m e d  
s e r v i c e s - - m a n y  of the y o u n g s t e r s  had  n e v e r  b e e n  away  f r o m  h o m e  fo r  
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a s i n g l e  n i g h t - - t h e y  cou ld  and did ge t  r e s t i v e  o r  d i s t u r b e d ,  and m a n y  
of t h e m  w e r e  m e n t a l l y  dul l .  If t h e y  r e c e i v e d  a l i t t l e  s u p p o r t  o v e r  the  
f i r s t  f ew w e e k s ,  m a n y  of t h e m  did a l l  r i g h t .  

The  B r i t i s h  have  a l w a y s  used  a s y s t e m  of s p e c i a l  s e r g e a n t s ,  a 
s p e c i a l  c a d r e ,  f o r  the  r e c e p t i o n  of n e w c o m e r s .  Th i s  m a k e s  v e r y  good 
s e n s e ,  b e c a u s e  ff you  can  spot  the m e n  who a r e  h a v i n g  t r a n s i t i o n a l p r o b -  
l e m s  and be a l i t t l e  he lp  at  the  c r u c i a l  po in t  in t i m e ,  you  can  avoid  a lo t  
of f a i l u r e s .  

T h e  nex t  poin t  tha t  c a m e  qui te  c l e a r ,  and the f ina l  one I wan t  to 
m e n t i o n  b e f o r e  I beg in  to g e n e r a l i z e  s o m e  of t h i s ,  is  the  i m p o r t a n c e  
of e q u i t y  in an o r g a n i z a t i o n .  In a s m a l l  o r g a n i z a t i o n  the  i n d i v i d u a l  
f e e l s  tha t  the  b o s s  i s  d i r e c t l y  r e s p o n s i b l e  fo r  h i m .  He k n o w s  the  
b o s s  and  t a l k s  wi th  h i m  and he  h a s  s o m e  a s s u r a n c e  of g e t t i n g  a f a i r  
dea l  f r o m  h i m .  In a l a r g e  o r g a n i z a t i o n  a m a n  is o f ten  ju s t  a n u m b e r  
on s o m e b o d y ' s  r o l l s .  T h e r e f o r e  the q u e s t i o n  of f a i r n e s s  of p o l i c y i n  
d e a l i n g  wi th  peop le  is  t r e m e n d o u s l y  i m p o r t a n t  b e c a u s e  if the  i n d i v i d u a l  
f e e l s  t ha t  t h e r e  is  no th ing  tha t  he  can  r e l y  upon ,  and tha t  he  c a n n o t  
r e l y  upon  h i s  i m m e d i a t e  s u p e r i o r ,  he  is  qui te  r e a s o n a b l y  i n s e c u r e .  
H i s  on ly  s e n s e  of s e c u r i t y ,  h i s  on ly  s e n s e  of a s s u r a n c e  of a r e a s o n a -  
ble  d e a l  m u s t  c o m e  f r o m  e q u i t a b l e  p o l i c i e s .  

I t h ink  one of the  m o s t  b r i l l i a n t  a c h i e v e m e n t s  of W o r l d  W a r  H was  
the  p o i n t - s c o r e  s y s t e m  of d e m o b i l i z a t i o n .  The  s y s t e m  was  d e v e l o p e d  
on the  b a s i s  of a c a r e f u l  e v a l u a t i o n  of what  the  m e n  w a n t e d .  And,  wh i l e  
i t  was  not  c a r r i e d  t h r o u g h  wi th  100 p e r c e n t  e f f e c t i v e n e s s ,  it  n e v e r t h e -  
l e s s ,  in  c o n c e p t i o n  and e x e c u t i o n ,  w a s  an  o u t s t a n d i n g  a c c o m p l i s h m e n t .  
Th i s  w a s  b e c a u s e  the  q u e s t i o n  of e q u i t y  w a s  the  d e t e r m i n i n g  f a c t o r .  

What  a r e  s o m e  of the m o r e  g e n e r a l  p r o p o s i t i o n s  about  m a n p o w e r  
u t i l i z a t i o n  tha t  d e r i v e  f r o m  th i s  s t u d y ?  I would  s a y  t h e r e  a r e  t h r e e :  
f i r s t ,  the  n e c e s s i t y  to plan; s e c o n d l y ,  the  i m p o r t a n c e  of b a s i c  s t a b i l i t y  
of po l icy ;  and t h i r d l y ,  a m o r e  c r i t i c a l  v i e w  of c e r t a i n  s p e c i f i c  c r i t e r i a .  
I wan t  to t a lk  to you v e r y  b r i e f l y  in  the  r e m a i n i n g  few m i n u t e s  abou t  
e a c h  of t h e s e .  

You n e e d  to p lan .  If you  do not  p lan  you have  to i m p r o v i s e .  If you  
have  to i m p r o v i s e  you  wi l l  u n d o u b t e d l y  have  to go too m u c h  in one d i r e c -  
t i on  t hen  pul l  b a c k  and go too m u c h  in  the o t h e r  d i r e c t i o n .  Much  of the  
t r o u b l e  of W o r l d  W a r  II w a s  j u s t  t h a t - - o v e r s h o o t i n g  and u n d e r s h o o t i n g  
the  m a r k  in an  a t t e m p t  to f ind the  r i g h t  po l i cy .  
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One of the g r e a t  w e a k n e s s e s  in  A m e r i c a n  i n d u s t r y  t oday  i s  j u s t  th is :  
a f a i l u r e  to do any k ind  of l o n g - t e r m  p lann ing .  S t anda rd  Oil  of New 
J e r s e y  m o v e d  f r o m  5 e n g i n e e r s  in 1950 to 125 e n g i n e e r s ,  new r e c r u i t s ,  
in  1951. T h i s  was  not a pol icy;  t hey  jus t  f o l l owed  the m a r k e t ,  Sudden ly  
c o m p a n i e s  s t a r t e d  to r e c r u i t  e n g i n e e r s  and S t anda rd  Oil  s t a r t e d  to r e -  
c r u i t .  I u se  th i s  e x a m p l e  b e c a u s e  th i s  o r g a n i z a t i o n  d o e s  m o r e  f o r w a r d  
p l ann ing  than  m o s t .  

The  next. po in t  about  the p lann ing  is  that  any  l a r g e  o r g a n i z a t i o n - -  
and the a r m e d  s e r v i c e s  a r e  v e r y  l a r g e - - c a n n o t  e x p e c t  to f ind in  the  
m a r k e t  a l l  of the  r a n g e  of s k i l l s  and q u a l i t i e s  tha t  it n e e d s .  It m u s t  
p r e p a r e  ahead  of t i m e  to do a lo t  of t r a i n i n g .  

Next ,  and v e r y  i m p o r t a n t ,  i s  the n e c e s s i t y  to h a v e  good peop le  
w o r k  at the  p l ann ing .  The  a r m e d  s e r v i c e s  h a v e  a lways  t e n d e d  to  put 
t h e i r  w e a k e s t  o f f i c e r s  into p e r s o n n e l .  The  s t r o n g e s t  o f f i c e r s  a r e  a s -  
s i gned  to o p e r a t i o n ,  the  next  s t r o n g e s t  to  supp ly ,  the  nex t  s t r o n g e s t t o  
i n t e l l i g e n c e ,  and the  w e a k e s t  to p e r s o n n e l .  Tha t  is  i n e f f i c i e n t  b e c a u s e  
ff the  p e r s o n n e l  o p e r a t i o n  i s  p r o p e r l y  s ta f fed  a l l  the  o t h e r s  ought  t o f a l l  
in l ine .  So the  qua l i ty  of the  p l a n n e r s  t h e m s e l v e s  i s  an i m p o r t a n t  p a r t  
of the p lann ing .  

Now what  about  s t a b i l i t y  of po l i cy?  I have  a l r e a d y  t r i e d  to m a k e  
the  poin t  tha t  a l a r g e  o r g a n i z a t i o n  canno t  r e l y  on p e r s o n n e l  s u p e r v i s i o n .  
It can  have  as m u c h  s u p e r v i s i o n  as  p o s s i b l e  t h rough  the l i n e s  of c o m -  
m a n d ,  but f i na l l y  it  m u s t  r e l y  on po l icy .  Tha t  is  the  only  way  to k e e p  
s o m e  a r t i c u l a t i o n  of the p a r t s .  

Tha t  m e a n s  tha t  you a r e  c o n s t a n t l y  dea l i ng  wi th  m e n ' s  e x p e c t a t i o n s  
and t h e i r  m o t i v a t i o n s .  One of the  t h ings  that  i s  v e r y  d i s t u r b i n g  to m e n  
in the a r m e d  s e r v i c e s  is  that  t h e y  a r e  f r e q u e n t l y  m a d e  p r o m i s e s  which  
a r e  not fu l f i l l ed .  I would ,  t h e r e f o r e ,  r e c o m m e n d  a lways  u n d e r p r o m i s -  
ing.  A m a n  is  i n e v i t a b l y  unhappy in an o r g a n i z a t i o n  which  m a k e s  p r o m -  
i s e s  which  it  canno t  fu l f i l l .  

Now I know that  the a r m e d  s e r v i c e s  a r e  c o n s t a n t l y  buf fe ted  by a lot  
of e x t e r n a l s - - b u d g e t  and s i z e  and s lo t s  and so on. But  jus t  b e c a u s e  i t  
i s  so buf fe ted ,  i t  ought  to l e a n  o v e r  b a c k w a r d  to be c a r e f u l  about  what  
it p r o m i s e s ,  b e c a u s e  it  r e a l l y  canno t  a f fo rd  the  c o n s t a n t  c h a n g e s  in  
po l icy .  

I have  a wonde r fu l  i l l u s t r a t i o n  of th i s  that  I saw with m y  own e y e s  
in  Wor ld  War  II. One day e a r l y  in  1944 I wen t  down to Camp L e e  on 
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i n s p e c t i o n .  The c o m m a n d i n g  g e n e r a l  pu l led  out  a c o m p a n y  of m e n  the  
l i k e  of which  I have  n e v e r  s e e n - - u n s h a v e n ,  wi th  i l l - f i t t i n g  u n i f o r m s ,  in  
g r o t e s q u e  p o s t u r e .  If you  s a w  i t  in  the  m o v i e s  you would l augh  and s a y ,  
" T h a t l s  H o l l y w o o d , "  but  t h i s  was  fac t .  I s a id  " W h a t  a r e  t h e s e  f e l l o w s  
do ing  in  the A r m y ? "  " W e l l , "  he  s a i d ,  " W e  got a d i r e c t i v e  f r o m  G e n -  
e r a l  M a r s h a l l  wh ich  sa id  t ha t  we w e r e  s u p p o s e d  to u t i l i z e  m a n p o w e r  
e f f e c t i v e l y  and nobody  was  to  be l e t  out of the  A r m y  who could  do a d a y ' s  
w o r k . "  And t h a t  pos t  i n t e r p r e t e d  t h i s  to m e a n  one d a y ' s  w o r k  a m o n t h !  

T h i s  i s  the  t r oub l e  with  p o l i c y  s h i f t i n g .  When the  A r m y  t u r n e d  
f r o m  an  e a s y  d i s c h a r g e  p o l i c y  to a t igh t  one the  i n t e r p r e t a t i o n s  wh ich  
fo l lowed  w e r e  r i d i c u l o u s .  Wi thou t  s t a b i l i t y  in  po l i cy  you  canno t  e s t i -  
m a t e  the  r e p e r c u s s i o n s  in  a l a r g e  o r g a n i z a t i o n .  

Now ju s t  a few w o r d s  about  the s p e c i f i c s  of p e r s o n n e l  m a n a g e m e n t  
and u t i l i z a t i o n .  I h a v e  a l r e a d y  c a l l e d  y o u r  a t t e n t i o n  to  the  d a n g e r  of 
u n n e c e s s a r i l y  h igh  s e l e c t i o n  s t a n d a r d s ,  b e c a u s e  t h e y  j u s t  cut  off p a r t  
of the  m a r k e t .  

It i s  a l s o  o b v i o u s l y  w a s t e f u l  to  have  a r b i t r a r y  s t a n d a r d s  ff t h e y  
a r e  not  n e c e s s a r y .  I t a l k  to m e n  in a f a i r  n u m b e r  of e x e c u t i v e  d e v e l o p -  
m e n t  p r o g r a m s  in  i n d u s t r y  and I po in t  out t ha t  I a m  a l w a y s  s t a r t l e d  by 
the  n u m b e r  of w o m e n  in  the  a u d i e n c e ,  which  i s  u s u a l l y  z e r o ,  s i n c e  o n e -  
t h i r d  of the  l a b o r  f o r c e  in  the  Un i t ed  S t a t e s  a r e  w o m e n .  But  t h e r e  i s  
enough  d i s c r i m i n a t i o n  s t i l l  u n d e r  way  tha t  w o m e n  a r e  v e r y  s e l d o m  in  
e x e c u t i v e  p o s i t i o n s .  

A n o t h e r  u n r e a l i s t i c  s e a r c h  i s  to look  fo r  people  who a r e  f r e e  of 
d i s a b i l i t i e s .  The  i m p o r t a n t  point  i s  to  def ine  the jobs  t ha t  need  doing 
and to r e j e c t  on ly  t h o s e  peop le  who do not  have  the " q u a l i f y i n g  c h a r -  
a c t e r i s t i c s  fo r  the  j o b s . "  A d m i t t e d l y .  m a n y  o r g a n i z a t i o n s  have  a 
s e r i e s  of jobs  t ha t  t h e y  hope  a m a n  i s  go ing  to be able  to fu l f i l l .  Bu t  
you canno t  s c r e e n  e v e r y b o d y  fo r  the  m o s t  d i f f i cu l t  j o b s ,  s u c h  as  c o m -  
ba t ,  b e c a u s e  t h e r e  j u s t  a r e  not  enough  fu l l y  qua l i f i ed  peop le  to go a r o u n d .  

The  nex t  p o i n t - - a n d  I th ink  i t  i s  v e r y  i m p o r t a n t  to s a y  i t  to t h i s  
c l a s s - - i s  t ha t  t r a i n i n g  m e a n s  v e r y  m u c h  m o r e  than  f o r m a l ,  c l a s s r o o m  
t r a i n i n g .  I n d u s t r y  h a s  t a k e n  a l e ad  f r o m  the  a r m e d  s e r v i c e s  and in  
p a r t  i t  m a y  be sound .  I t  h a s  gone v e r y  h e a v i l y  in to  f o r m a l  t r a i n i n g .  
But  the m o s t  i m p o r t a n t  t r a i n i n g  i s  to g ive  a m a n  a job.  I n d u s t r y  f o r -  
got  t h a t  t h i s  w a s  a l w a y s  an  i n t e g r a l  p a r t  of m i l i t a r y  t r a i n i n g - - a s s i g n -  
m e n t  and r e a s s i g n m e n t s  a f t e r  the  m a n  l e a r n e d  the job.  The  h e a r t  of 
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t h e A r m e d  F o r c e s  t r a i n i n g  was  to  g ive  a m a n  a s s i g n m e n t ,  g ive  h i m  r e -  
s p o n s i b i l i t y ,  s e e  wha t  he  cou ld  do,  and  m o v e  h i m  on.  

I b e l i e v e  t ha t  in  the  s o - c a l l e d  s c i e n t i f i c  m a n a g e m e n t  of 1959 and 
1960 the  a r m e d  s e r v i c e s  h a v e  g o t t e n  in  t h e i r  own way  by m o v i n g  p o w e r  
t o w a r d  the  top .  T h e  y o u n g  m a n  wi th  an  a s s i g n m e n t  r e a l l y  d o e s  n o t h a v e  
e n o u g h  r e s p o n s i b i l i t y  so  he  can  show wha t  he  can  do,  and  be e v a l u a t e d  
on h i s  p e r f o r m a n c e .  If you  c a n n o t  t e s t  y o u r  p e o p l e  whi l e  t h e y  a r e  w o r k -  
ing ,  no c l a s s r o o m  t r a i n i n g  c a n  p o s s i b i l y  do the  job f o r  you .  H i s t o r i c a l l y  
the  a r m e d  s e r v i c e s  did a v e r y  good  job in t r y i n g  to  g ive  y o u n g  p e o p l e  
r e s p o n s i b i l i t y  and w a t c h i n g  t h e m .  But  I a m  a f r a i d  t h a t  r e c e n t l y  t h e y  
h a v e  gone  b a c k w a r d .  

I b e l o n g  to the  s c h o o l  wh ich  b e l i e v e s  t ha t  an  i n d i v i d u a l  i s  l i k e l y  to  
know m o r e  abou t  wha t  i s  good f o r  h i m  t h a n  a p e r s o n n e l  d e p a r t m e n t .  If 
w i th in  c e r t a i n  l i m i t s  p e o p l e  a r e  p e r m i t t e d  to  bid fo r  the  a l t e r n a t i v e  o p e n -  
i ngs  t ha t  a r e  a v a i l a b l e ,  t h e y  wi l l  s h o w  who w a n t s  to  w o r k  and who w a n t s  
to  w o r k  h a r d  and who d o e s  no t  wan t  to w o r k  h a r d  at  al l  m o r e  t h a n  any  
p e r s o n n e l  s y s t e m  wi l l  e v e r  d i s c o v e r .  Of c o u r s e  you  h a v e  to c o n s i d e r  
a b i l i t y  but  f r o m  the  po in t  of v i e w  of a l a r g e  o r g a n i z a t i o n  t h i s  i s  one  of 
the  m o s t  i m p o r t a n t  f a c t s  to d e t e r m i n e :  who a r e  the  p a r t l y  i n t e r e s t e d  
o n e s ,  who a r e  the  l a z y  o n e s ,  who the  r e a l  g o - g e t t e r s .  

The  b ig  l e s s o n ,  t h e r e f o r e ,  i s  not  to  m a n a g e  p e o p l e  so  t i g h t l y  t h a t  
you  n e v e r  s ee  t h i s  r e v e a l e d .  And I would  a r g u e  tha t  t h e r e  is  m u c h m o r e  
r o o m  t h a n  a n y b o d y  b e l i e v e s  f o r  l e t t i n g  p e o p l e  v o l u n t e e r ,  w i t h i n  c e r t a i n  
l i m i t s ,  f o r  the  a l t e r n a t i v e  o p e n i n g s  tha t  a r e  a v a i l a b l e .  I s e e  no a d v a n -  
t a g e  in  h a v i n g  the  p e r s o n n e l  d i v i s i o n  s end  p e o p l e  who want  to go to 
F r a n c e  to  J a p a n ,  o r  p e o p l e  who want  to  go to J a p a n  to F r a n c e .  T h i s  
d o e s  no t  s e e m  to add to the  m o r a l e  of a n y b o d y  or  the  e f f e c t i v e n e s s  of 
a n y b o d y .  But  it g o e s  on a l l  the t i m e .  

Nex t  we w e r e  i m p r e s s e d  wi th  a f a i l u r e  to  w a t c h  d i s c i p l i n e  and 
p r o m o t i o n  p r o p e r l y .  T h a t  i s  a l w a y s  h a r d  in  a l a r g e  o r g a n i z a t i o n  but  
I t h ink  tha t  the  whole  of the  s o c i e t y  h a s  found  it  d i f f i cu l t  to  e s t a b l i s h  
and  s t a y  wi th  s t a n d a r d s .  In y e s t e r d a y ' s  " N e w  Y o r k  T i m e s "  m a g a z i n e  
s e c t i o n ,  H a n s  M o r g a n t h a u  of the  U n i v e r s i t y  of C h i c a g o  w r o t e  a p i e c e  
on m y  e x - c o l l e a g u e  Van  D o r e n .  He s a id  t ha t  the  m o s t  u p s e t t i n g  th ing  
abou t  t ha t  e p i s o d e  was  t ha t  wi th  the  e x c e p t i o n  of one C o n g r e s s m a n ,  
p r a c t i c a l l y  n o b o d y  had  po in t ed  out  t ha t  wha t  Van  D o r e n  had  done  was  
a f u n d a m e n t a l  v i o l a t i o n  of a l l  of the  b a s i c  p r i n c i p l e s  of t e a c h i n g ;  t h a t  
the  e s s e n c e  of t e a c h i n g  i s  d e a l i n g  wi th  the  t r u t h  h o n e s t l y ;  and t h a t t h i s  
wa s  the  v i o l a t i o n ,  above  a l l  o t h e r s ,  t ha t  cou ld  not  be t o l e r a t e d  a c a d e m -  
i c a l l y .  He w r o t e  abou t  the  g e n e r a l  c o r r u p t i b i l i t y  of a s o c i e t y .  I w o u l d  
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s a y  tha t  p a r t  of t h i s  i n s e n s i t i v i t y  c o m e s  f r o m  ou r  f a i l u r e  to ho ld  peop le  
to a c c o u n t  p r o p e r l y .  

I wan t  to end  by m a k i n g  t h e s e  points :  We spend  about  $10 b i l l i o n  a 
y e a r  on r e s e a r c h  and d e v e l o p m e n t ,  a l m o s t  a l l  of wh ich  h a s  to  do wi th  
the  p h y s i c a l  u n i v e r s e  and the i m p r o v e m e n t  of w e a p o n  s y s t e m s  and so  
on. We know v e r y  l i t t l e  abou t  the h u m a n  b e i n g  who e i t h e r  h a s  to m a k e  
the  d i s c o v e r i e s  o r  use  the d i s c o v e r i e s .  I do not  b e l i e v e  tha t  s p e n d i n g  
m o n e y  n e c e s s a r i l y  g i v e s  you  new k n o w l e d g e ,  but I would  a r g u e  o u r  r e -  
s e a r c h  and d e v e l o p m e n t  i s  in a g r o s s  i m b a l a n c e  as  b e t w e e n  h a r d w a r e  
and  people. 

Next ,  the m o n e y  is  only  a s ine  qua  non.  We r e a l l y  n e e d  m a j o r  r e -  
s e a r c h  t e a m s  tha t  c o n t i n u e  to w o r k  t o g e t h e r  o v e r t i m e .  

I now si t  on a U . S .  P u b l i c  H e a l t h  N a t i o n a l  I n s t i t u t e  s of H e a l t h  b o a r d .  
We h a v e  $70 m i l l i o n  to g ive  a w a y  a y e a r  fo r  r e s e a r c h  and t r a i n i n g .  I 
a m  a n e w  m e m b e r  of the  boa rd ;  so I s h a l l  ho ld  m y  f i r e  fo r  a l i t t l e  bi t  
l o n g e r .  But  on m y  f i r s t  r e a d i n g  I h a v e  b e e n  i m p r e s s e d  w i t h t h e  a b s e n c e  
of wha t  I would  ca l l  a d e q u a t e  r e s e a r c h  c a p i t a l .  We h a v e  to bu i ld  up the  
r e s e a r c h  c a p i t a l  b e f o r e  we can  look f o r w a r d  to s i g n i f i c a n t  r e s u l t s .  

I would  a r g u e ,  next ,  tha t  no one h u m a n  be ing ,  no m a t t e r  how s m a r t  
he  i s ,  can  cope  with  the g r e a t  c o m p l e x i t i e s  of s t u d y i n g  i n d i v i d u a l s  in 
l a r g e  o r g a n i z a t i o n s  wi th in  the  l a r g e r  s o c i a l  e n v i r o n m e n t .  T h a t  i n v o l v e s  
p s y c h o l o g y ,  s o c i o l o g y ,  e c o n o m i c s ,  m a n a g e m e n t  t h e o r y .  T h i s  i s  a v e r y  
c o m p l e x  a r e a ,  wh ich  m a k e s  i t  a l l  the  m o r e  i m p o r t a n t  to d e v e l o p  p r o p e r  
i n t e r d i s c i p l i n a r y  t e a m s .  And,  to m a k e  the s t o r y  e v e n  m o r e  c o m p l i c a t -  
ed ,  i n d i v i d u a l s  c h a n g e  o v e r  t i m e ,  o r g a n i z a t i o n s  change  o v e r  t i m e ,  and 
the  s o c i e t y  c h a n g e s  o v e r  t ime ;  so  wha t  we l e a r n  in any  one p e r i o d  is  
on ly  u s a b l e  in p a r t  in  any  o t h e r  p e r i o d .  

So, I s h a l l  end  by s a y i n g  tha t  the m o s t  i m p o r t a n t  th ing  to do about  
m a n p o w e r  u t i l i z a t i o n  is  to d e v e l o p  a po in t  of v i e w  tha t  it  is  so i m p o r -  
t an t  a s u b j e c t  tha t  we  m u s t  be c o n c e r n e d  about  it  a t  a l l  t i m e s .  

QUESTION: When  you w e r e  t a l k ing  about  one of t hose  W o r l d  W a r  
II w a r  b a b i e s ,  m y  s h o e s  w e r e  a l i t t l e  u n c o m f o r t a b l e .  I w o n d e r  if you  
would  t ake  a d v a n t a g e  of the  o p p o r t u n i t y  to c o m p l e t e  m y  d e m o r a l i z a t i o n  
by  c o m m e n t i n g  about  w h e t h e r  y o u r  s t u d i e s  of W o r l d  W a r  H s h o w e d  a n y -  
th ing  r e g a r d i n g  the o f f i c e r s  f r o m  W o r l d  W a r  I who cou ld  not  qui te  m a k e  
it  d u r i n g  W o r l d  W a r  II.  
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DR. G I N Z B E R G :  We did not  h a v e  v e r y  m u c h  m a t e r i a l  on tha t ,  but  
i t  was  we l l  known tha t  the f a i l u r e  to have  a d e c e n t  r e s e r v e ,  and the  p r o b -  
l e m s  in the N a t i o n a l  G u a r d  s t r u c t u r e  in p a r t i c u l a r ,  r e s u l t e d  in  a s e t -  
back  in m o b i l i z a t i o n  of m a n y  m o n t h s .  T h e  W a r  D e p a r t m e n t  had  to  c l e a n  
out  a t r e m e n d o u s  n u m b e r  of peop le  who had  s t a y e d  wi th  the  N a t i o n a l  
G u a r d  u n i t s  b e t w e e n  W o r l d  W a r  I and W o r l d  W a r  II  but  who j u s t  cou ld  
not  m a k e  it  a t  a l l .  In  any  l a r g e  g r o u p ,  o b v i o u s l y ,  t h e r e  i s  a s p r e a d .  
Some  of t h e m  w e r e  o u t s t a n d i n g  people ;  but on the who le ,  t h e y  le f t  s o m e -  
th ing  to be d e s i r e d .  

QUESTION:  R e c e n t l y  a d i s t i n g u i s h e d  s p e a k e r  f r o m  th i s  p l a t f o r m  
s t a t e d  tha t  the c h a n g e  in c r i t e r i a  fo r  S e l e c t i v e  S e r v i c e  in w h i c h  t h e y  
a r e  a l l o w e d  not  to e x e m p t  c a t e g o r y  4 p e r s o n n e l  w a s  i n s t r u m e n t a l  i n  
r e d u c i n g  the  popu l a t i on  in  ou r  d i s c i p l i n a r y  b a r r a c k s ,  o r  a t  l e a s t  the  
n u m b e r  of d i s c i p l i n a r y  b a r r a c k s  f r o m  fou r  to one .  Would  you  c o m -  
m e n t  upon the e f f e c t i v e n e s s  of th i s  c h a n g e  ? 

DR.  G I N Z B E R G :  I th ink  it  i s  t r u e - - a n d  tha t  i s  wha t  m y  l a s t  c o m -  
m e n t  w a s  a b o u t - - t h a t  the l e s s o n s  you l e a r n  at  any  one p e r i o d  of t i m e  
m u s t  n e v e r  be p r o j e c t e d  i n d i s c r i m i n a t e l y  to  a n o t h e r  p e r i o d .  I t h i n k i t  
i s  t r u e  tha t  a s  of the p r e s e n t  t i m e ,  when  the a r m e d  s e r v i c e s  a r e  t a k i n g  
in  r e l a t i v e l y  s m a l l  n u m b e r s  a r a i s e  in  the cu tof f  poin t  fo r  e d u c a t i o n  
ought  to give you a s h o r t - r u n  a d v a n t a g e .  

The  q u e s t i o n  tha t  I wan t  to r e t u r n  to is  th is :  S ince  the a r m e d  s e r v -  
i c e s  h a v e  a double  func t i on ,  a m a i n t e n a n c e  of a c t i v e  f o r c e s  in  s t r e n g t h ,  
and a l s o  the  p r e p a r a t i o n  of a m o b i l i z a t i o n  b a s e ,  and s i n c e  it w i l l  be  
i m p o s s i b l e  to e v e r  m o b i l i z e  with  such  h igh  cutof f  po in t s ,  wha t  p r i c e  
a r e  you  pay ing  fo r  h a v i n g  no e x p e r i e n c e  wi th  the l o w e r  cu t s  in the  pop-  
u l a t i o n ?  

QUESTION: D u r i n g  W o r l d  W a r  II a c o m p a n y  c o m m a n d e r - - o f  a 
c o m p a n y  of 200 m e n - - h a d  a g r e a t  dea l  of a u t h o r i t y  in p r o m o t i o n ,  d i s -  
c i p l i n e ,  and so f o r t h .  He  could  t e l l  a s e r g e a n t ,  " Y o u l r e  no l o n g e r  a 
s e r g e a n t , "  o r  t e l l  a p r i v a t e ,  " Y o u ' r e  no l o n g e r  a p r i v a t e ;  y o u ' r e  a 
s e r g e a n t . "  T o d a y  th i s  is  r e s e r v e d  to the P e n t a g o n  l a r g e l y .  He  h a s  
l o s t  tha t  a u t h o r i t y .  You spoke  once  as  though  you  b e l i e v e d  tha t  w a s  
a bad th ing ,  tha t  m a y b e  we shou ld  r e t u r n  to  the f o r m e r  s i t u a t i o n .  On 
the  o t h e r  h a n d ,  you spoke  of the d e s i r a b i l i t y  of s t a b i l i t y  and  c o n s i s t -  
e n c y ,  w h i c h  is  the  v e r y  b a s i s  of m o v i n g  t h i s  a u t h o r i t y  f r o m  the  c o m -  
pany  c o m m a n d e r  to the P e n t a g o n .  W h e r e  is  the  b a l a n c e ?  
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DR, GINZBERG: I do not know whether I have to sing for my lunch, 
but I am going to have to work for it. This is a tough one. I will make 
two statements: leaving the question now of promotion and demotion for 
the moment, in general I think the Pentagon has moved to delimit and 
restrict the job of the junior officer too far. There are so many poli- 
cies in effect that, while each of the policies of and by itself may be 
justified in order to conserve this resource or to maintain stability, 
eventually there will be no opportunity for a junior commander to 
learn anything about command. Since you are dependent upon train- 
ing people, and since they must have the opportunity to learn how to 
command, I think this has gone too far. This is the first statement. 

With respect to promotions and demotions, I think that it does 
make sense to establish certain Army-wide criteria for changes in 
rank; moreover, I do think it is wrong to leave sole determination to 
any one person. 

It does not make much sense to me for a captain to have the power 
to make or break a sergeant. A narrow balance must be struck between 
complete determination by the Pentagon on formal examination and rea- 
sonable decentralization to the field; perhaps there can be two levels of 
personnel in the field to deal with promotions and demotions. 

QUESTION: Doc to r ,  in the  Navy  at the  b e g i n n i n g  of W o r l d  W a r  II 
a l l  of our  top c o m m a n d e r s  who had  w r i t t e n  the books  and the d o c t r i n e  
and so  on w e r e  i m m e d i a t e l y  r e p l a c e d b y  d i f f e r e n t  peop le .  We did not  
have  one of t h e m  lef t  in r e s p o n s i b l e  jobs .  Now, to m e  tha t  i n d i c a t e s  
tha t  we a r e  t r a i n i n g  a d i f f e r e n t  type of peop l e  fo r  p e a c e t i m e  than  we 
would  want  in w a r t i m e .  Could  you say  w h e t h e r  o r  not  we have  two 
d i f f e r e n t  s t a n d a r d s  fo r  peop le  tha t  we want  in  p e a c e t i m e  and w a r t i m e ?  

DR. GINZBERG:  I th ink  tha t  p a r t  of the p r o b l e m  is  j u s t  an age  
p r o b l e m .  Tha t  i s  i t  i s  i n e v i t a b l e  that  the  o l d e r  peop le  m o v e  t o w a r d  
the  top of an  o r g a n i z a t i o n ,  e s p e c i a l l y  in p e a c e t i m e .  When  an o r g a n i -  
z a t i o n  i s  not  be ing  p r e s s e d  by e x t e r n a l  e v e n t s  too m u c h ,  the t e n d e n c y  
i s  to g ive  v e r y  h e a v y  we igh t  to s e n i o r i t y .  Tha t  i s  j u s t  n o r m a l .  T h e n  
when  you ge t  v e r y  h e a v i l y  p r e s s e d  t h e r e  is  a q u e s t i o n  of ac tua l  p h y s i c a l  
and e m o t i o n a l  endurance. 

Look at what happened on the supply part of the War Department. 
For the G-4 structure they tried four people before they found Somer- 
vell. Now what was Somervell's advantage in addition to being very 
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i n t e l l i g e n t  and  tough as  n a i l s  ? He  had  had  the job of r u n n i n g  W P A  in 
New Y o r k .  Tha t  w a s  a un ique  e x p e r i e n c e .  He  had  had  m o r e  t r a i n i n g  
by v i r t u e  of tha t  e x p e r i e n c e  t han  m o s t  p e o p l e .  

It i s  not  tha t  the peop l e  who do we l l  in p e a c e t i m e  a r e  not  c o m p e t e n t .  
It  i s  tha t  w h e n  you get  a qu i te  r a d i c a l l y  s t e p p e d - u p  s e t  of d e m a n d s ,  you  
f r e q u e n t l y  n e e d  s i m p l y  a y o u n g e r  age  g r o u p .  What  i m p r e s s e d  m e  w a s  
the  age  d i s t r i b u t i o n  of the peop le  who m o v e d  to the  top in  W o r l d  W a r  II .  
I th ink  on the  who le  it  had to do wi th  a p h y s i c a l  and e m o t i o n a l  r e s i l i e n c e ,  
w h i c h  v e r y  f ew  of the  o l d e r  peop le  had .  

QUESTION:  I a p p r e c i a t e  y o u r  l e c t u r e s  on the  u t i l i z a t i o n  of t h i s  
m a n p o w e r  pool .  My q u e s t i o n  h a s  to do wi th  the  pool  i t s e l f .  H a v e  you  
d e t e c t e d  in  y o u r  s t u d i e s  any  r e a s o n  to b e l i e v e  tha t  the  pool  i t s e l f  h a s  
d e t e r i o r a t e d  b e t w e e n  the  two w a r s  on the  b a s i s  of p e r h a p s  the  p r e d i s -  
p o s i t i o n  to e l i m i n a t e  the  s u r v i v a l  of the f i t t e s t  type  of p r e s s u r e s  on 
peop l e  ? 

DR.  G I N Z B E R G :  No,  I would  s a y  j u s t  the o p p o s i t e .  The  on ly  p o s -  
s i b l e  r e a d i n g  of the e d u c a t i o n  and  the  s k i l l s  of the  peop le  i n t h e  pool  w a s  
an  i m p r o v e m e n t .  T h e r e  was  a big i n c r e a s e  in the  e d u c a t i o n a l  b a c k :  
g r o u n d  of the A m e r i c a n  pub l i c .  I a m  g u e s s i n g  now, but  I would  s a y  
t h e r e  w a s  an  i n c r e a s e  of about  t h r e e  y e a r s  in the a v e r a g e  l e v e l  of e d -  
u c a t i o n a l  a c h i e v e m e n t  of s o l d i e r s  b e t w e e n  W o r l d  W a r s  I and II.  

H o w e v e r ,  tha t  is  only  p a r t  of the s t o r y .  T h e  o t h e r  p a r  t i s ,  W h a t ' s  
the  n a t u r e  of the  c h a n g e  in d e m a n d :  tha t  i s ,  the  d e m a n d s  tha t  a r e  m a d e  
on p e o p l e 7  T h e r e f o r e ,  you  m i g h t  s a y  tha t  wh i l e  the  e d u c a t i o n a l  s y s t e m  
and the  q u a l i t y  of the pool  had  i m p r o v e d ,  i t  had  not  i m p r o v e d  enough  to  
keep  p a c e  wi th  the  d e m a n d s .  

Now I do th ink  tha t  t h e r e  w e r e  o t h e r  q u e s t i o n s  t han  e d u c a t i o n  i n -  
vo lve d .  In  the 1920 ' s  and 1930 ' s  we w e r e  a s u b s t a n t i a l l y  p a c i f i s t i c  
c o u n t r y .  Tha t  w a s  a t i m e  when  we did not  want  to h a v e  a n y t h i n g  m o r e  
to do wi th  w a r .  T h e  c o l l e g e  you th  w e r e  d e f i n i t e l y  c o n v i n c e d  tha t  w a r  
m a d e  no s e n s e  and was  j u s t  a k ind of e x p l o i t a t i o n  of the  m u n i t i o n s  m a k -  
e r s .  The  r e m a r k a b l e  th ing  to m e ,  f r a n k l y ,  i s  t ha t  wi th  tha t  b a c k g r o u n d  
we did a s  w e l l  as  we did do in W o r l d  W a r  II .  T h e r e  was  a p p a r e n t l y  a 
k ind of c o m m o n s e n s e ,  a s t a b i l i t y ,  of the  A m e r i c a n  peop le  tha t ,  w h e n  
t h e y  got  a new r e a d i n g  of the n a t u r e  of the w o r l d ,  t h e y  did p r e t t y  w e l l ,  
e v e r y t h i n g  c o n s i d e r e d .  

18 



443 

I t h ink  one of the  t r o u b l e s  had  to do wi th  the p s y c h o l o g i c a l  a p p r o a c h .  
I t h ink  we de f ined  s h o r t c o m i n g s  in c h a r a c t e r  a s  m e n t a l  i l l n e s s - - t h a t  
wen t  too f a r  in m y  op in ion .  I would  s a y  tha t  one of the  c o n s e q u e n c e s  of 
t h i s  h e a v y  p s y c h i a t r i c  o r i e n t a t i o n  in the a d v a n c e d  c i r c l e s  was  tha t  we 
w e r e  u n a b l e  to b e l i e v e  tha t  q u e s t i o n s  of m o t i v a t i o n  and c h a r a c t e r  s t i l l  
p l a y e d  a r o l e  in  p e r f o r m a n c e .  

My g e n e r a l  s e n s e  is  tha t  t h e y  do; tha t  a l l  bad b e h a v i o r  i s  not  i l l -  
n e s s ;  and  f r o m  tha t  point  of v i e w  I th ink  the a r m e d  s e r v i c e s  got  c augh t  
in s o m e  t r o u b l e s ,  t r o u b l e s  tha t  w e r e  r e f l e c t i o n s  of the c o u n t r y  a t l a r g e .  
But  in g e n e r a l  I a m  p r e t t y  we l l  i m p r e s s e d  wi th  the f ac t  tha t  c o n s i d e r i n g  
the  kind of a w o r l d  we l i v e d  in  d u r i n g  the  t w e n t i e s  and the  t h i r t i e s ,  we 
did qu i te  w e l l .  J u s t  th ink  about  the i n a b i l i t y  of so  m a n y  y o u t h s  in the  
t h i r t i e s  to ge t  j obs ,  to ga in  any  e x p e r i e n c e  of d i s c i p l i n e  at  w o r k .  T h a t  
w a s  a p e r i o d  of u n e m p l o y m e n t ,  v e r y  h e a v y  u n e m p l o y m e n t  a m o n g  the 
young  p e o p l e .  So tha t ,  e v e r y t h i n g  c o n s i d e r e d ,  I th ink  tha t  we c a m e  
out  in p r e t t y  good shape .  

QUESTION:  D o c t o r ,  we have  h e a r d  a lot  about  I Q ' s  and to the  e f -  
f e c t  tha t  t h i s  d o e s n ' t  change  o r  m a y b e  j u s t  s l i gh t l y .  Could  you  c o r r e -  
l a t e  the I Q ' s  wi th  the end r e s u l t s ?  

DR.  G I N Z B E R G :  L e t  us put  i t  t h i s  way:  T h e r e  was  a h e a v y  i n t e r -  
r e l a t i o n  b e t w e e n  IQ and l e v e l s  of g r a d e  c o m p l e t e d .  The  o v e r l a p  i s  a l s o  
c o n s i d e r a b l e .  T h a t  i s ,  t h e r e  w e r e ,  as  I r e c a l l  i t ,  at l e a s t  5 ,000  peop l e  
out  of the  18 m i l l i o n  who w e r e  s c r e e n e d  who had n e v e r  g r a d u a t e d  f r o m  
e l e m e n t a r y  s c h o o l ,  who w e r e  in the  u p p e r  1 p e r c e n t  on an IQ b a s i s .  
T h i s  i s  the m o s t  e x t r e m e .  When  you m o v e d  to ,  l e t  us  s ay ,  the  u p p e r  
10 p e r c e n t ,  you  had  a t r e m e n d o u s  n u m b e r  of p o o r l y  e d u c a t e d  p e o p l e .  

So whi l e  i t  i s  t r u e  tha t  in g e n e r a l  t h e r e  is a s u b s t a n t i a l  i n t e r c o r r e -  
l a t i o n  b e t w e e n  IQ and e d u c a t i o n a l  b a c k g r o u n d ,  t h e r e  i s  enough  d i v e r -  
g e n c e  to m a k e  i t  v e r y  i m p o r t a n t  not  to j u m p  to a n y  c o n c l u s i o n s  w h e n  
a m a n  s a y s  h e ' s  a c o l l e g e  g r a d u a t e  o r  a h igh  s c h o o l  g r a d u a t e ,  and not  
to  j ump  to a n y  c o n c l u s i o n s  w h e n  he  s a y s  h e ' s  not ,  b e c a u s e  you a l w a y s  
want  to t ake  at  l e a s t  a n o t h e r  r e a d i n g .  As of the  p r e s e n t  m o m e n t  we 
have  a t r e m e n d o u s  n u m b e r  of low IQ p e o p l e  in c o l l e g e - - a  t r e m e n d o u s  
n u m b e r - - a t  l e a s t  30 to 40 p e r c e n t  who in m y  op in ion  do not  be long  t h e r e .  

QUESTION:  Do you  th ink  you shou ld  s c r e e n  t h o s e  I Q ' s ?  I know in  
the  Sta te  of Ohio a k id  wi th  an IQ b e l o w  50 c a n l t  go to pub l i c  s c h o o l .  
T h e y  s c r e e n  h i m  out.  What  e d u c a t i o n  t h e y  ge t ,  t h e y  have  to ge t  on t h e i r  
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own s o m e w h e r e .  T h e i r  p a r e n t s  have  to ge t  it f o r  t h e m .  I s  t h e r e  s o m e  
poin t  w h e r e  you  th ink  you shou ld  s c r e e n  t h e m  out?  

DR.  G I N Z B E R G :  No, I would  s a y  tha t  a s  you  ge t  down t o w a r d  the  
m a r g i n s ,  y o u r  p r o b l e m s  a r e  a l w a y s  m o r e  c o m p l i c a t e d ,  b e c a u s e  the  
t e s t s  b e c o m e  l e s s  and l e s s  r e l e v a n t .  You have  m e n t a l  r e t a r d a t i o n  and 
e m o t i o n a l  i n s t a b i l i t y  and s o m e t i m e s  p h y s i c a l  w e a k n e s s e s  a l l  m i x e d  up 
t o g e t h e r .  And the  b ig  job tha t  a s o c i e t y  h a s  is  not  how to s c r e e n  t h e m  
out ,  but  how to s c r e e n  t h e m  in.  The  q u e s t i o n  i s  how to ge t  s o m e  sup -  
po r t  f o r  peop le  at  the m a r g i n  so  tha t  t h e y  don ' t  b e c o m e  h o p e l e s s l y  d e -  
p e n d e n t  t h r o u g h o u t  t h e i r  who le  l i v e s .  F r o m  5 to 70 i s  a long  t i m e ,  and 
the b ig  t r i c k  is  to m a k e  an  i n v e s t m e n t  f r o m  5 to 15 so tha t  t h e y  c a n  at  
l e a s t  do s o m e  m o d e s t  jobs  t h r o u g h o u t  the  r e s t  of t h e i r  l i v e s .  

S c r e e n i n g  out  i s  no t r i c k .  T h e r e  is  no u s e  t ak ing  a l l  the  f e l l o w s  
who a r e  d i f f i cu l t  s t u d e n t s  in the  New Y o r k  pub l i c  s c h o o l  s y s t e m  and  
t h r o w i n g  t h e m  on the s t r e e t s  at  14. Tha t  is  no a n s w e r  to any th ing .  

C O L O N E L  SMITH: D o c t o r ,  i t  is  not  tha t  we do not  h a v e  a n y  m o r e  
q u e s t i o n s - - w e  have  lo t s  of t h e m - - b u t  we have  r u n  out  of t i m e .  I do 
r e a l i z e  tha t  y o u ' v e  s t i r r e d  up a v e r i t a b l e  h o r n e t ' s  n e s t  of q u e s t i o n s ,  
but  I th ink  we s h a l l  h a v e  to s a t i s f y  t h e m  on o u r  own. You h a v e  h e l p e d  
to s t i m u l a t e  t h e m .  T h a n k  you  v e r y  m u c h .  

(6 J u l y  1 9 6 0 - - 4 , 6 0 0 ) B / p c : d e  
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