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MANPOWER UTILIZATION IN INDUSTRY 

16 N o v e m b e r  1960 

COL. DE CAMARA: You have all heard that old cliche, "Our 

speaker needs no introduction." Certainly that holds true this morning. 

All you have to do, if you want to find concrete evidence of his contribu- 

tions in the field of human resources is refer to the card catalog in our 

College Library. 

It's a distinct pleasure and a privilege for me this morning to £ntro- 

duce to th is  C l a s s  of 1961 Dr .  E l i  Ginzberg ,  

G insbe rg .  

DR. GINZBERG: 

of Co lumbia  U n i v e r s i t y .  Dr .  

I've been here many times before, but this is 

the first appearance in this auditorium. The improvement that you have 

made during the course of a year is extraordinary. It puts me in a kind 

of embarrassing position to try to improve equally, and I can't do that. 

I can tell you that ahead of time. But, hopefully, the improved environ- 

ment in which we are meeting will have some effect also on the quality 

of my presentation. 

Last year I really turned my presentation on its head, I was sup- 
had 

posed to talk about manpower utilization in industry. I/just completed, 

with my associates, a long-time study of the ineffective soldier; and what 

I had done then was to extract the lessons of this eight-year research 

project, based primarily on military materials, and try to indicate what 

the lessons were for management and for the nation. 

Well, this year, since I can't repeat myself--I get too bored and 



4 I r  

f a l l  a s l e e p - - y o u  know t h a t  o ld  s t o r y  abou t  the  p r o f e s s o r  who d r e a m t  

t h a t  he was  l e c t u r i n g  w h i l e  a s l e e p ,  and  d i s c o v e r e d  he w a s - - t h i s  y e a r  we 

h a v e  two o t h e r  books  p r e t t y  f a r  u n d e r  way .  I h a v e  m a n y  t i t l e s  a n d  one of 

t h e m  i s  D i r e c t o r  of S ta f f  S tud i e s  of the  N a t i o n a l  M a n p o w e r  C o u n c i l .  The  

N a t i o n a l  M a n p o w e r  C o u n c i l  h a s  a b ig  v o l u m e  on " G o v e r n m e n t  and  M a n p o w e r "  

j u s t  abou t  r e a d y  to c o m e  out,  w h i c h  d e a l s  w i th  the  i s s u e  of m a n p o w e r  

u t i l i z a t i o n  f r o m  the  v i e w p o i n t  of the  e m p l o y e r .  

a n o t h e r  v o l u m e  c a l l e d  " T h e  W a s t e  of M a n p o w e r ,  

T h e n  we a r e  c o m p l e t i n g  

" w h i c h  a l s o  d e a l s  w i th  

the  u t i l i z a t i o n  p r o b l e m .  So I t hough t  t h a t  t h i s  y e a r ,  i n s t e a d  of d e a l i n g  

w i t h  c o m p l e t e d  books  a n d  t r y i n g  to e x t r a c t  t h e i r  l e s s o n s  fo r  you,  I would  

g ive  you  a p r e v i e w  of s o m e  of o u r  i d e a s  t h a t  a r e  no t  y e t  out .  

I ' m  go ing  to do four  t h i n g s  t h i s  m o r n i n g  r a p i d l y .  And,  s i n c e  I h a v e  

the  c o o p e r a t i o n  of the  s t a f f  h e r e  t h a t  the  b e s t  p a r t  of the  p r e s e n t a t i o n  i s  ou r  

i n f o r m a l  d i s c u s s i o n - - q u e s t i o n s  a n d  a n s w e r s - - I  m u s t  be c l e a r  no t  to t ake  

too m u c h  t i m e  in  the  f o r m a l  p r e s e n t a t i o n .  I wan t  to do four  t h i n g s .  I wan t  

to t e l l  you  a l i t t l e  b i t  of how I t h i n k  one ought  to t h i n k  abou t  m a n p o w e r  

u t i l i z a t i o n .  The  b ig  p r o b l e m  in  m o s t  f i e l d s  i s  how to t h i n k  abou t  the  p r o b -  

l e m .  If  you  e v e r  t h i n k  s t r a i g h t ,  the  a n s w e r s  a r e  e a s y .  But  i f  you  c a n ' t  

r e a l l y  ge t  a n  a p p r o a c h  to a p r o b l e m ,  then  you can  f l o u n d e r  fo r  a v e r y  long  

t i m e .  

The  nex t  f a c e t  of the  p r o b l e m  i s ,  How c a n  one a p p r o a c h  the  s u b j e c t  

of m o r e  e f f e c t i v e  m a n p o w e r  u t i l i z a t i o n  f r o m  a m a n a g e r i a l  po in t  of v i e w ?  

The  t h i r d  f a c e t  of the  p r e s e n t a t i o n  i s ,  Wha t  a r e  s o m e  of the  b r o a d e r  f a c -  

t o r s  in  a s i t u a t i o n  t h a t  go b e y o n d  m a n a g e m e n t  a b i l i t y  to  a f f e c t  u t i l i z a t i o n  
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p a t t e r n s  ? M a n a g e m e n t  canno t  d e a l  w i th  the  u t i l i z a t i o n  p r o b l e m  s o l e l y  

o r  a l o n e .  T h e r e  a r e  o t h e r  f o r c e s  a t  w o r k ,  a s  we wi l l  s e e .  And  a l l  the  

way  t h r o u g h ,  and  in  c o n c l u s i o n ,  I wan t  to put  b e f o r e  you  s o m e  of  the  s p e c -  

i f ic  i m p l i c a t i o n s  of t h e s e  c o n s i d e r a 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  fo r  

the  A r m e d  S e r v i c e s ,  w h i c h  a r e  a p a r t i c u l a r  type  of s t r u c t u r e ,  w i th  a p a r -  

t i c u l a r  type  of  m a n p o w e r  p r o b l e m s .  O . K .  T h a t ' s  m y  s c h e d u l e  fo r  m y s e l f .  

Now, l e t ' s  s t a r t  by  s a y i n g  how to t h ink  abou t  i t .  The  ! f i r s t  po in t  

a 

I wan t  to m a k e  i s  tha t  t h e r e  i s  a c o n t r a d i c t i o n  b e t w e e n  d e m o c r a t i c  s o c i e t y  
A 

a n d  the  c o n c e p t  of a m a x i m u m  u t i l i z a t i o n  of m a n p o w e r .  The  e n d s  of  a 

• d e m o c r a t i c  s o c i e t y  a r e  the  g r e a t e r  f u l f i l l m e n t  of the  m e a n i n g  and  v a l u e s  

of i n d i v i d u a l  l i v e s ;  a n d  the  m a x i m u m  u t i l i z a t i o n  of m a n p o w e r  r e a l l y  c o n -  

c e i v e s  of p e o p l e  as  an  i n s t r u m e n t .  A n d  t h e r e  i s  an  i n h e r e n t  c o n t r a d i c t i o n  

t h e r e  even ,  l e t  us  say ,  in  t i m e e  of n a t i o n a l  e m e r g e n c y  and  w a r .  

Tha t  i s ,  i f  you  th ink  abou t  the  s t o r y  tha t  I r e m e m b e r  G e n e r a l  Co l l i n s ,  

f o r m e r  C h i e f  of  Staff,  t o ld  m e  s o m e  y e a r s  ago  abou t  tha t  w h e n  the  R u s s i a n  

i n f a n t r y  a d v a n c e d ,  and  t h e y  had  no m i n e  d e t e c t o r s ,  i t  was  p o s s i b l e  fo r  t he  

R u s s i a n s  to t ake  a s q u a d  of s o l d i e r s  and  t e l l  t h e m  to go t h r o u g h  the  f i e l d  

and  r e a l l y  to u s e  h u m a n  b o d i e s  to d e t o n a t e  the  m i n e s .  Now, I a s k  you 

w h e t h e r  i t  i s  c o n c e i v a b l e  to o p e r a t e  A m e r i c a n  a r m e d  f o r c e s ,  e v e n  B r i t i s h  

a r m e d  f o r c e s ,  in  tha t  f a s h i o n .  You w i l l  s e e  that ,  e v e n  in  t e r m s  of a 

m a j o r  e m e r g e n c y ,  t h e r e  a r e  i n h e r e n t  i n t e r p l a y s  b e t w e e n  the  v a l u e  s t r u c -  

t u r e  of  a s o c i e t y  and  wh~t  i t  can  o r  c a n n o t  do w i t h  p e o p l e .  L e t  m e  j u s t  

r e m i n d  you tha t  in  the  m i d d l e  of  a m a j o r  w a r  G e n e r a l  E i s e n h o w e r  a l m o s t  

l o s t  G e n e r a l  P a t t o n  b e c a u s e  a l l  he  d id  was  to ~lap a s o l d i e r .  Tha t  g i v e s  
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you an  i d e a  of the  s e n s i t i v i t y  b e t w e e n  the v a l u e  s t r u c t u r e  a n d  w h a t  you  

c a n  do w i t h  p e o p l e .  T h a t ' s  the  f i r s t  po in t .  You have  to t h i n k  abou t  t h i s .  

The  s e c o n d  po in t  abou t  m a n p o w e r  u t i l i z a t i o n  i s  t ha t  t h e r e  a r e  d i f f e r -  

en t  w a y s  of  v i e w i n g  the  u t i l i z a t i o n  p r o b l e m  d e p e n d i n g  on w h e t h e r  you  t h i n k  

abou t  i t  in  t e r m s  of the  i n d i v i d u a l ,  the  e m p l o y e r ,  • o r  the  l a r g e r  s o c i e t y .  

And  you  don ' t  c o m e  out  w i th  the  s a m e  a n s w e r s  d e p e n d i n g  on y o u r  v a n t a g e  

T a k e  the  q u e s t i o n  of r e t i r e m e n t  a t  6~ o r  a t  a n y  e a r l i e r  p e r i o d ,  w h i c h  

i s  c o m p u l s o r y .  F r o m  the  v i e w p o i n t  of the i n d i v i d u a l  t h a t  m a y  be  good o r  

i t  m a y  be  bad .  I f  you  have  n o t i c e d  the  a d v e r t i s e m e n t s  in  the  Sunda y  T i m e s  

o r  in  o t h e r  p a p e r s ,  you  w i l l  s e e  the  b a n k s  s a y i n g  t h a t  t h i s  i s  a n  i d e a l  to 

s t r i v e  f o r - - t o  put  e n o u g h  m o n e y  a s i d e  so  you  can  r e t i r e  e a r l y .  On the  

o t h e r  hand ,  i f  you  a r e  the  k i n d  of p e r s o n  in  good h e a l t h  and  o t h e r w i s e  i n t -  

e r e s t e d  in  w o r k ,  f o r c e d  r e t i r e m e n t  m a y  be  a b a n e  r a t h e r  t han  a d e s i r a b l e  

a c t i o n .  

F r o m  the  po in t  of v i e w  of the  e m p l o y e r ,  i f  he  i s  r e a l l y  o p e r a t i n g  in  

a s i t u a t i o n  in  w h i c h  he h a s  m o r e  p e o p l e  t h a n  he  w a n t s  o r  n e e d s ,  h e ' s  g l a d  

to ge t  r i d  of h i s  o l d e r  peop l e .  On the  o t h e r  hand ,  i f  h e ' s  o p e r a t i n g  in  a 

t i g h t  m a r k e t ,  a s y s t e m  of c o m p u l s o r y  r e t i r e m e n t  m i g h t  r e a l l y  h a n d i c a p  

h i m .  And  t h i s  h a s  happened ,  of  c o u r s e ,  in  the  c a s e  of c e r t a i n  c o r p o r a t i o n s  

t h a t  have  c o m p u l s o r y  r e t i r e m e n t ,  in  t e r m s  of t h e i r  s c i e n t i s t s  a n d  e n g i n -  

e e r s ;  a n d  t h e y  h a v e  b e e n  c a u g h t  on the h o r n s  of a r e a l  d i l e m m a  w h e r e  
a r e  

t h e r e / s h o r t a g e s  of s c a r c e  p e r s o n n e l  a n d  s t i l l  t h e y  have  c o m p u l s o r y  r e t i r e -  

m e n t .  
4 
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Then f r o m  the point  of v iew of the s o c i e t y  at  l a r g e ,  w h e t h e r  compu l -  

s o r y  r e t i r e m e n t  i s  or  i s  not  e f fec t ive  m a n p o w e r  u t i l i z a t i o n  depends  upon 

the l e v e l s  of u n e m p l o y m e n t ,  or  the a b s e n c e  of u n e m p l o y m e n t  f rom the 

point  of v iew of the g e n e r a l  s o c i e t y .  You get  two d i f f e r en t  r e a d i n g s .  I 

no t ice  tha t  the P r e s i d e n t - e l e c t  has  i n d i c a t e d  tha t  he hopes  to b r i n g  G e n e r a l  

T a y l o r  and, I think,  c e r t a i n  o the r  g e n e r a l s  back  to ac t ive  s e r v i c e .  I don ' t  

know whe the r  to ac t ive  s e r v i c e ,  but, anyhow, to g o v e r n m e n t a l  s e r v i c e .  

Th i s  r a i s e s  a r a t h e r  n ice  point  about  m a n p o w e r  u t i l i z a t i o n .  

F r o m  the v iewpoin t  of an ind iv idua l  who has  been  in  a s y s t e m  s u c h  

as  you ~have been  in, wi th  e a r n e d  r e t i r e m e n t  a f t e r  twen ty  o r  t h i r t y  y e a r s  

of s e r v i c e ,  the i nd iv idua l  m a y  m a x i m i z e  h i s  pos i t ion  by l eav ing  the s y s t e m  

and t ak ing  h i s  pens ion  and work ing  e l s e w h e r e .  But  i f  you look at  i t  f r o m  

the point  of v iew of the  soc i e ty ,  dur ing  which  he has  a c q u i r e d  v e r y  s p e c -  

i a l i z e d  s k i l l s ,  l ike  G e n e r a l  Gavin o r  G e n e r a l  T a y l o r ,  i t  d o e s n ' t  fol low 

R, a t  f r o m  the s o c i e t y ' s  point  of v iew of the us 

m u c h  s e n s e  to have le t  people  l ike  T a y l o r  an  

m e n t  a t  a t i m e  when t h e i r  s k i l l s  m a y  be requ 

So tha t  what  I have t r i e d  to s u g g e s t  to 

or  u n i t a r y  way  of looking at  t h i s  m a n p o w e r  

you t u r n  i t .  

e of s k i l l s ,  i t  m a k e s  v e r y  

Gavin  get  out of the G o v e r n -  

i r e d .  

,ou i s  tha t  t h e r e  i s  no s ing le  

i l i z a t i o n .  It depends  on how 

Now le t  m e  show you that ,  even f r o m  the v iewpoin t  of the ind iv idua l  
how 

h i m s e l f ,  o r  f rom the society, /~the ques t ion  of m a n p o w e r  u t i l i z a t i o n  r e l a t e s  

to the cos t s  invo lved  in u s ing  people .  I have r e c e n t l y  been  p a r t y  to an 

i n t e r n a t i o n a l  c o n f e r e n c e  on the ag ing  in  San F r a n c i s c o ;  and t h e r e  w e r e  

5 



s o m e  Swedish  r e s e a r c h  m a t e r i a l s  which  i n d i c a t e d  tha t  a c o n s i d e r a b l e  

p r o p o r t i o n  of the o lde r  w o r k e r s  in Sweden a r e  work ing  a l though  i t  i s  to 

t h e i r  p h y s i c a l  h a r m .  They  a r e  a c t u a l l y  s h o r t e n i n g  t h e i r  l i ve s ,  a s  f a r  a s  

the b e s t  m e d i c a l  opinion could d i s c o v e r ,  a l though  they  w e r e n ' t  a w a r e  of 

the fac t .  That  i s ,  tha t  the ob jec t ive  v iew of the p h y s i c i a n s  who e x a m i n e d  

these  people  i s  tha t  a c e r t a i n  p r o p o r t i o n  of the o lde r  people  w e r e  r e a l l y  

pay ing  a v e r y  h igh cos t  for  cont inuing  to be u t i l i z e d .  

Then,  i f  you th ink about  i t  f r om the v iewpoin t  of an o r ~ n i z a t i o n ,  

the S t anda rd  Oi l  Company  of New J e r s e y  had a v e r y  r i g i d  c o m p u l s o r y  r e -  

t i r e m e n t  r u l e .  In the midd le  of Wor ld  War  II a v e r y  i m p o r t a n t  f o r e m a n ,  

wi th  v e r y  s p e c i a l i z e d  s k i l l s ,  c ame  up for  r e t i r e m e n t .  It  went  a l l  the way  

to the b o a r d  of d i r e c t o r s  a s  to whe the r  the ru l e  would be waived,  and t h e y  

dec ided  i t  would not be waived .  They  r e t i r e d  h im even  though they  needed  

his  s k i l l s .  And then t hey  fo l lowed t h rough  what  happened .  And they  d i s -  

c o v e r e d  tha t  s e v e n  people  w e r e  p r o m o t e d  b e c a u s e  t h i s  one m a n  got out. 

So i t  i s  a ques t ion  of how you look at  the  o r g a n i z a t i o n .  I don ' t  have 

to r e a l l y  e l a b o r a t e  th i s  point  to the m i l i t a r y ,  which  i s  v e r y  consc ious  of 

th i s .  But i f  I we re  dea l ing  wi th  a c i v i l i a n  aud ience ,  I would need  m o r e  

e m p h a s i s  on i t .  Th i s  i s  a ques t ion  of which  way  you look a t  the u t i l i z a t~on - -  

only wi th  r e s p e c t  to the i nd iv idua l  who i s  s t a y i n g  or  l eav ing ,  or  i t s  i m p a c t  

upon a l l  the o the r  i nd iv idua l s  in  the o r g a n i z a t i o n .  

In our  s t u d i e s  on the was t e  of m a n p o w e r  we r e c e n t l y  r a n  a c r o s s  an 

e x a m p l e  in the State  of C a l i f o r n i a  w h e r e  the State  i s  i n v e s t i n g  up to $200, 000 

to r e h a b i l i t a t e  a s ing le  ind iv idua l  to r e t u r n  h im to work .  Now, w h a t e v e r  
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j u s t i f i c a t i o n  t ha t  m a y  have  on a h u m a n e  b a s i s ,  t h a t  i s ,  w e ' r e  a r i c h  s o c -  

i e t y  a n d  w h a t e v e r  we wan t  to  do fo r  h u m s n  b e i n g s  in  t h e i r  own r i g h t  ma,y  ~ 

m a k e  s o m e  s e n s e ,  f r o m  the  po in t  of  v i e w  of the  e c o n o m i c s  of e m p l o y m e n t ,  

I would  r a i s e  w i t h  you  s o m e  q u e s t i o n s  a s  to w h e t h e r  i t  m a k e s  m u c h  s e n s e  

to i n v e s t  $ 2 0 0 , 0 0 0  to b r i n g  b a c k  to w o r k  a m a n  who m a y  on ly  have  t en  

y e a r s  to go or  f i f t e en  y e a r s  to go. I don ' t  r e m e m b e r  wha t  i t  w a s .  

I s a w  a f a i r  a m o u n t  of t h i s  d i f f i c u l t y  of  the  c o s t i n g  of u t i l i z a t i o n  d u r -  

i ng  W o r l d  W a r  II, w h e n  the  A r m y  and  the  A i r  C o r p s ,  I s u p p o s e  i t  w a s  t hen  

c a l l e d ,  got  r e a l l y  b l o c k e d  w i th  l i m i t e d - s e r v i c e  m e n .  I t  w a s  qu i te  t r u e  

t h a t  a lo t  of peop l e  cou ld  be u s e d ;  but ,  a f t e r  a l l ,  t h i s  w a s  a b ig  o r g a n i z a -  

t i o n  and  the  q u e s t i o n  w a s ,  W h a t  w a s  the  o v e r h e a d  c o s t  of f i nd ing  w h e r e  

t h e y  c o u l d  be  u s e d  be ? a n d  wha t  w a s  the a s s i g n m e n t  and  r e a s s i g n m e n t  

p o t e n t i a l  t ha t  t h e s e  peop le  w i th  h a n d i c a p s  h a d ?  And  we found a f t e r  a w h i l e  

t h a t  we r e a l l y  got  b l o c k e d  w i t h  t h e m .  We had  s o  m a n y  of  t h e m .  T h e y  

got  in  the  w a y  of a f low of p e r s o n n e l  t h a t  you  n e e d e d  to g e t  y o u r  b a s i c  

m i s s i o n s  p e r f o r m e d .  

So t h i s  whole  q u e s t i o n  of the  c o s t  of u s i n g  peop le  i s  an  i m p o r t a n t  one .  

Now, l e t ' s  t ake  the  q u e s t i o n  of w h e t h e r  you t h ink  abou t  u t i l i z a t i o n  

in  t e r m s  of the  t o t a l  p o p u l a t i o n  o r  on ly  in  t e r m s  of the  l a b o r  f o r c e .  We 

coun t  u n e m p l o y m e n t  in  t e r m s  of the  p e o p l e  who a r e  a c t i v e l y  l o o k i n g  fo r  

w o r k .  But  t h e r e  a r e  a l a r g e  n u m b e r  of p e o p l e  in  o u r  type  of s o c i e t y  who 

a r e  o u t s i d e  of the  l a b o r  f o r c e  who m a y  be i n t e r e s t e d  in  w o r k i n g  but  who 

h a v e  g i v e n  up l o o k i n g  fo r  i t .  

Now, the q u e s t i o n  of how w e l l  a s o c i e t y  i s  u t i l i z i n g  i t s  r e s o u r c e s ,  
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i t s  m a n p o w e r ,  d e p e n d s  r e a l l y  on the  v a n t a g e  po in t  of w h e t h e r  you  have  

the  n a r r o w  f r a m e  of j u s t  t h i n k i n g  abou t  the  peop le  who a r e  a c t i v e l y  in  the  

l a b o r  f o r c e ,  o r  w h e t h e r  you t h i n k  abou t  the ,  I would  s u s p e c t ,  m i l l i o n s  of 

w o m e n  of m i d d l e  age  who wou ld  be  g l a d  to w o r k  u n d e r  c e r t a i n  c o n d i t i o n s ;  

bu t  t h e r e  a r e  no jobs~ s i z e a b l ~ h u n d r e d s  of t h o u s a n d s  of the  h a n d i c a p p e d ;  

a c o n s i d e r a b l e  n u m b e r  of o l d e r  peop le ;  a n d ,  b e l i e v e  i t  o r  not ,  not  a n  i n c o n -  

s i d e r a b l e  n u m b e r  of y o u n g  p e o p l e .  We now have  c o m p u l s o r y  s c h o o l  

a t t e n d a n c e  l a w s  w h i c h  k e e p  peop l e  in  s c h o o l  in  c e r t a i n  S t a t e s  up to s e v e n t e e n  

and  e i g h t e e n  u n l e s s  you g r a d u a t e  f r o m  h i g h  s c h o o l .  

My  v i e w  i s  a l i t t l e  b i t  u n u s u a l  in  t h i s  m a t t e r .  A s  an  e x p e r t  in  h u m a n  

r e s o u r c e s  you would  t h ink  I would  be  in  f a v o r  of m o r e  and  m o r e  s c h o o l i n g .  

I Im not  n e c e s s a r i l y  in  f a v o r  of m o r e  a n d m o r e  s c h o o l i n g  u n l e s s  I s e e  s o m e  

p r o f i t  to i t .  In m y  op in ion ,  t h e r e  i s  a s i z e a b l e  m i n o r i t y  i n  s c h o o l s  who 

I don t t  t h i n k  a r e  p r o f i t i n g  v e r y  m u c h  and,  in  fac t ,  m a y b e  a r e  b e i n g  h a r m e d  

b y  b e i n g  kep t  i n  s c h o o l .  T h e y  a r e  in  s c h o o l  b e c a u s e  t h e r e  i s  no o t h e r  p l a c e  

for  t h e m  in  s o c i e t y  a t  the  m o m e n t .  T h a t  i s ,  n e i t h e r  the  e m p l o y e r s  n o r  

the  t r a d e  u n i o n s  o r  the  s o c i e t y  a s  a who le ,  the  w a y  we~ve b e e n  d e v e l o p i n g ,  

have  m u c h  r o o m  fo r  f i f t e e n - y e a r - o l d s .  T h a t  m a y  be the  p r o b l e m  of the  

s o c i e t y - - t o  r e - t h i n k  w h e t h e r  the  s c h o o l  i s  n e c e s s a r i l y  the  a n s w e r  to a l l  

a d o l e s c e n t s .  I have  m y  own doubts  abou t  t h i s .  

Now t a k e  the  q u e s t i o n  of m a n p o w e r  u t i l i z a t i o n  f r o m  the v i e w p o i n t  

of the  u s e  of  the  a l t e r n a t i v e  t i m e  w h e n  one i s  no t  w o r k i n g .  In the  U . S . S . R .  

you  have  an  e x p e c t a t i o n  t ha t  m o s t  w o m e n ,  i n c l u d i n g  w o m e n  who have  y o u n g  
the  t i m e  t h a t  

c h i l d r e n ,  w i l l  w o r k .  We h a v e  a v i e w  tha tAwomen s p e n d  in  t h i s  c o u n t r y  
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in the rearing of children and in the running of a household is productive 

activity even though they are not counted as members of the labor force. 

And this is an important question as to what kinds of value attach to the 

alternative use of time. 

There has been a great discussion in the United States about a reduc- 

tion in the work week, and the supposed lack of intensity that some people 

argue that workers now have with respect to their work as over against 

earlier days. I want to submit on the other side the question of whether 

one takes into consideration this whole 'WDo it yourself ~I affair; and to what 

extent this is simply a statistical mirage. That is, we dontt happen to 

count as part of productive work the painting of a house, the repairs, 

and the large number of other activities that people now do for themselves. 

Finally, from the viewpoint of how to think about manpower utiliza- 

tion, let me call your attention to the whole argument that Mr. Galbraith 

has pre~ipitated for the American public and that is whether people are 

usefully employed or not depends really on your valuations that you attach 

to the end product. Mr. Gall)raith thinks that itts not very useful to have 

big, fancy tail fins and it would be better to have other things produced in 

the society. So he concludes that therets a lot of redirection of resources 

that would be desirable. If you deal with the teetotaler group, they would 

consider all the people employed in the liquor industry as being wasted-- 

not only wasted; iris sinful. I mean, itts a negative kind of a view, 

These are very difficult judgments to reach. Take the adtzertising 

field. If you look at it narrowly, as a first approximation one could say: 

9 



" W e l l ,  t h e y t r e  no t  ~ c r e a t i n g  ~ a n y t h i n g  e x c e p t  a lot  of w o r d s . "  Bu t  i f  you  

t h e n  a s k  a m o r e  s o p h i s t i c a t e d  q u e s t i o n  abou t  the  d y n a m i c s  of a d v e r t i s i n g  

in  t e r m s  of the  p r o d u c t i o n  and  d i s t r i b u t i o n  s y s t e m  t h a t  we have  in  t h i s  

• c o u n t r y ,  you  c o m e  out  p e r h a p s  wi th  not  s u c h  an  obv ious  a n s w e r .  

So I hope b y  t h i s  f i r s t  s e c t i o n  t h a t  we have  r e v i e w e d  you  a r e  now 

c o n v i n c e d  t ha t  t h e r e ' s  n o t h i n g  v e r y  s i m p l e  abou t  t h i n k i n g  s y s t e m a t i c a l l y  

on the  q u e s 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 .  I t  i s  a v e r y  c o m p l i c a t e d  s u b j e c t ,  

w h i c h  r e q u i r e s  r e a l l y  m u l t i p l e  v a n t a g e  p o i n t s  f r o m  w h i c h  to a p p r o a c h  i t ;  

a n d  the  a n s w e r s  you  ge t  a r e  e m b e d d e d  a l m o s t  in  the  a p p r o a c h  t h a t  you  t a k e .  

Wi th  t h a t  a s  b a c k g r o u n d ,  I wan t  to n o w  m o v e  to the  s e c o n d  s e c t i o n ,  

wh ich  i s ,  W h a t  can  one s a y  abou t  the  o p p o r t u n i t i e s  fo r  i m p r o v e d  m a n p o w e r  

u t i l i z a t i o n  open  to  m a n a g e m e n t ?  W h a t  can  m a n a g e m e n t  do to t r y  to i m p r o v e  

the  m a n p o w e r  u t i l i z a t i o n  of the  peop l e  whom i t  e m p l o y s  ? 

V e r y  r o u g h l y  I wan t  to m a k e  t h r e e  d i s t i n c t i o n s ,  and  t h e n  I w i l l  e x p l a i n  

t h e m .  

One w a y  in  w h i c h  m a n a g e m e n t  c a n  o p e r a t e  i s  to t r y  to  i m p r o v e  the  

m a t c h i n g  b e t w e e n  the  s k i l l s  of the  w o r k  f o r c e  a n d  the  f u n c t i o n s  t h a t  t h e r e  

a r e  to  be . p e r f o r m e d °  T h i s  i s  one  k i n d  of  a m a t c h i n g °  The  c l o s e r  i t  

c a n  c o m e  to g e t t i n g  peop l e  of a p p r o p r i a t e  s k i l l s  in to  the  a p p r o p r i a t e  f u n c t i o n s ,  

the  b e t t e r .  

T h e  s e c o n d  f a c e t  of the  p r o b l e m  i s ,  Wha t  i s  the  r e l a t i o n s h i p  of the  

h u m a n  r e s o u r c e  f a c t o r  to the  o t h e r  r e s o u r c e  f a c t o r s  t h a t  m a n a g e m e n t  c a n  

e m p l o y  to ge t  the  end  p r o d u c t  p r o d u c e d ,  t h a t  i s ,  in  t e r m s  of l a b o r  v e r s u s  

c a p i t a l  ? 

10 



T h i r d l y ,  W h a t  c a n  m a n a g e m e n t  do abou t  the  o r g a n i z a t i o n  and  g e n e r a l  

m o r a l e  of the  o r g a n i z a t i o n  to e l i c i t  h i g h e r  o r d e r s  of p a r t i c i p a t i o n  w h i c h  

h o p e f u l l y  w i l l  be r e f l e c t e d  in  h i g h e r  p r o d u c t i v i t y  of t h o s e  p e o p l e  w h o m  i t  

does  e m p l o y ?  

T h e s e  a r e  t h r e e  a x e s  t ha t  we c a n  i n s p e c t  b r i e f l y .  

L e t ' s  look  a t  t h i s  q u e s t i o n  of s k i l l s  a n d  f u n c t i o n s .  In W o r l d  W a r  H 

we had  a S e l e c t i v e  S e r v i c e  S y s t e m  w h i c h  o p e r a t e d  on the  n o t i o n - - f o r  a 
whole  of the  w a r ,  bu t  the  m o s t  of the  

long  t i m e ;  no t  t h r o u g h o u t  t h e / w a r - - t h a t  e v e r y b o d y  who c a m e  in to  the  a r m e d  

s e r v i c e s  had  to be  s u i t a b l e  fo r  i n f a n t r y  a s s i g n m e n t .  In po in t  of f ac t ,  

p r o b a b l y  two out  of  t h r e e  m e n  who s a w  s e r v i c e  in  W o r l d  W a r  II n e v e r  

h e a r d  a s h o t  f i r e d ,  n e v e r  c a m e  a n y w h e r e  n e a r  the  c o m b a t  a r e a .  

Now, o b v i o u s l y ,  i f  y o u r  r e q u i r e m e n t s  a r e  a r t i f i c i a l l y  h igh ,  t h a t  i s ,  

i f  you  a r e  l ook ing  f o r  p e o p l e  to p e r f o r m  t a s k  A, but  m a n y  of t h e m  n e v e r  

have  to p e r f o r m  a t  t h a t  leve l~  t~hey on ly  have  to p e r f o r m  t a s k s  B, C, 

and  D ,  t h i s  i s  a f a n t a s t i c  r e a l - u t i l i z a t i o n  in  the  s e n s e  of c r e a t i n g  a l l  k i n d s  

of t r o u b l e s  for  y o u r s e l f .  T h i s  i s  a v e r y  i m p o r t a n t  po in t .  

I r e c e n t l y  h a d  to i n t e r v i e w  g i r l s  f o r  a new s e c r e t a r y .  I h a d  a g i r l  

and  s h e  l a s t e d  e l e v e n  y e a r s ,  w h i c h  i s  p r e t t y  good  fo r  New York ,  a n d  then  

w e n t  h o m e  to t he  W e s t  C o a s t  a n d  I had  to f ind  a n e w  g i r l .  I t  w a s  qui te  

c l e a r  to m e  t h a t  one of the  t h i n g s  t h a t  I h a d  to look  out  for ,  s i n c e  I had  

an  u n u s u a l  of f ice ,  w a s  not  to  ge t  a n y b o d y  who h a d  m o r e  s k i l l s  t h a n  I n e e d e d ,  

b e c a u s e  t h a t  w a s  j u s t  p l a y i n g  fo r  t r o u b l e .  T h a t  i s ,  t h e r e  i s  s u c h  a t h i n g  

a s  g e t t i n g  peop le  who a r e  o v e r - s k i l l e d  for  the  f u n c t i o n s  a s  w e l l  a s  u n d e r -  

s k i l l e d ,  b e c a u s e  i f  you  ge t  p e o p l e  who a r e  o v e r - s k i l l e d  fo r  the  f u n c t i o n s ,  

11 



you  a l s o  c r e a t e  a l l  k i n d s  of t r o u b l e s .  

I t h i n k  t h i s  i s  one  of the  i s s u e s  t h a t  the  A r m e d  S e r v i c e s  have ,  f r a n k -  

ly .  A s  I r e c a l l ,  C a p t a i n  N i m i t z  of the  N a v y  s o m e  y e a r s  ago,  and  a l a r g e  

n u m b e r  of o t h e r  s e m i - s e n i o r  o f f i c e r s ,  took  t h e m s e l v e s  out on the  b e l i e f  

t ha t  t h e i r  s k i l l s  w e r e  j u s t  not  b e i n g  i n t e l l i g e n t l y  e m p l o y e d .  T h i s  i s  a 

p r o b l e m  fo r  e v e r y  o r g a n i z a t i o n .  

I a m  a m u s e d  when  the  l a r g e  c o r p o r a t i o n s  c o m e  a r o u n d  to the  c a m p u s  

and  a l l  t h e y  wan t  i s  the  h o n o r  s t u d e n t s  who have  b e e n  t h r e e - l e g g e d  m e n ,  

who have  b e e n  a h e a d  of a l l  t he  s t u d e n t  g o v e r n m e n t  a n d  s o  on.  I s a y :  " W h a t  

do you w a n t  t h e m  f o r ?  To  s e l l  r e f r i g e r a t o r s  fo r  G e n e r a l  E l e c t r i c ?  

W h a t  do you  n e e d  t h e m  f o r ? "  If  you  ge t  t h e s e  k i n d  of peop le ,  t h e y  w i l l  

o n l y  ge t  in  y o u r  way ,  b e c a u s e  t h e y  w i l l  be d i s s a t i s f i e d  in  t e r m s  of t h e i r  

e x p e c t a t i o n s  a n d  t h e i r  q u a l i f i c a t i o n s .  You c a n ' t  u s e  t h e m ,  o r  you  can  u s e  

v e r y  few of  t h e m .  

So t ha t  a n  i m p r o v e d  u n d e r s t a n d i n g  of the  r e a l  r e q u i r e m e n t s  of an  

o r g a n i z a t i o n ,  and  an  u n d e r s t a n d i n g  of the  d i s t r i b u t i o n  of the  a p t i t u d e  and  

s k i l l  l e v e l  of the  w o r k  f o r c e ,  and  a b e t t e r  m a t c h i n g  of the  two, i s  v e r y  

i m p o r t a n t .  

I t h ink  a c t u a l l y  the  A r m e d  S e r v i c e s  have  done a p r e t t y  good job on 

the  new A F Q T  o p e r a t i o n ,  in  w h i c h  t h e y  have  now t r i e d  a t  the  m a r g i n s  to  

m a k e  a d e t e r m i n a t i o n  a s  to w h e t h e r  t h e y  can  t ake  in a m a r g i n a l  p e r s o n ,  

no t  o n l y  on the q u e s t i o n  of h i s  i n t e l l e c t u a l  a p t i t u d e ,  bu t  w h e t h e r  he a l s o  

h a s  c e r t a i n  s k i l l  a p t i t u d e s .  T h a t ' s  a m u c h  m o r e  i m a g i n a t i v e  w a y  to h a n d l e  

t h i s - - i n s t e a d  of d e a l i n g  w i th  a s i n g l e  f a c t o r ,  to d e a l  w i t h  two o r  three 
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f a c t o r s  a t  the  m a r g i n .  

The  n e x t  t h i n g  tha t  you can  do u n d e r  the  sk£11s - t o - func t i ons  r e l a t i o n -  

sh ip  has  to do wi th  the  e c o n o m i z i n g  of the  s c a r c e  p e r s o n n e l .  A n d  in e v e r y  

o r g a n i z a t i o n  t h e r e  a r e  p e o p l e  of c e r t a i n  s k i l l s  t ha t  a r e  s c a r c e ,  and  t h e r e  

a r e  d i f f e r e n t  ways  to e c o n o m i z e .  

I t h ink  y o u ' v e  done a p r e t t y  good  job in  the  A r m e d  S e r v i c e s ,  but  

o n l y  p r e t t y  good.  Tha t  i s ,  you s u f f e r  f r o m  the  t r e m e n d o u s  d i f f i cu l ty  

of b e i n g  a v e r y  r i g i d  h i e r a r c h i c a l  s t r u c t u r e ;  and  e a c h  p e r s o n  up on the  

r a n k  l e v e l  can  o r  c anno t  do c e r t a i n  t h ings  by v i r t u e  of  h i s  r a n k  wi thou t  

r e l a t i o n s h i p  to h i s  s k i l l s .  And  you have  th i s  v e r y  r a d i c a l  s p l i t  b e t w e e n  the  

e n l i s t e d  m a n  and  the  o f f i c e r .  

l e t  us  say ,  of D r .  L a w r e n c e ,  

Tha t  i s ,  you  have  none  of the  f l ex ib i l i t y ,  

now dead ,  in  h i s  l a b o r a t o r y  out  in  C a l i f o r -  

n ia ,  the  R a d i a t i o n  L a b o r a t o r y ,  w h e r e  a N o b e l  P r i z e  w i n n e r  and  a d i r e c t o r  

of  the  l a b o r a t o r y ,  l i ke  L a w r e n c e ,  on c e r t a i n  p r o j e c t s  wou ld  be  a w o r k i n g  

m e m b e r  w i th  a young  i n s t r u c t o r  as  a ch ie f ,  b e c a u s e  tha t  young  i n s t r u c t o r  

k n e w  m o r e  than  Dr .  L a w r e n c e  d id  on c e r t a i n  p r o j e c t s .  On o t h e r  one  D r .  

L a w r e n c e  was  in  c h a r g e ,  and  on s t i l l  o t h e r  o n e s  s o m e o n e  e l s e  was  in  

c h a r g e .  Tha t  i s ,  t h e r e  i s  a g r e a t  n e c e s s i t y ,  in m y  op in ion ,  fo r  m o r e  

e f f e c t i v e  m a n p o w e r  u t i l i z a t i o n ;  and  the  m o r e  t e c h n i c a l  you ge t ,  the  m o r e  

i m p o r t a n t  t h i s  i s . - - t o  t r y  to b r e a k  th i s  r a n k  and  s k i l l  h i e r a r c h y ,  b e c a u s e  

t h e r e  a r e  n o t  the  s ame~  and  i t  d o e s  no t  fo l low tha t  the  p e r s o n  h i g h e r  up 

i s  n e c e s s a r i l y  the  m o r e  k n o w l e d g e a b l e .  

I ' v e  b e e n  d e a l i n g  wi th  D u P o n t  on a s e r i e s  of r e s e a r c h  s e m i n a r s ,  

a n d  I p o i n t  out  to t h e m  tha t  one of the  g r e a t  d i f f i c u l t i e s  of  a t e c h n i c a l  
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c o m p a n y  l ike  t h e y  a r e  i s  tha t  i t  t a k e s  t w e n t y  y e a r s ,  m o r e  o r  l e s s ,  fo r  a 

m a n  to b e c o m e ,  l e t ' s  say,  one  of the  k e y  v i c e  p r e s i d e n t s  f o r  r e s e a r c h .  

But  in  t w e n t y  y e a r s  h e ' s  l i k e l y  no t  to be a t  the  f o r e f r o n t  any  m o r e  of  the  

s c i e n t i f i c  k n o w l e d g e  in  the  f i e ld .  And  the  p r o b l e m ,  t h e r e f o r e ,  of  how to 

b a l a n c e  out  t e c h n i c a l  c o m p e t e n c e  and  o r g a n i z a t i o n a l  m a t u r i t y  in  a r a n k  

s t r u c t u r e  i s  a r e a l l y  tough  one .  

The  p l a c e  w h e r e  i t  w o r k s  b e s t  i s  in  a v e r y  l o o s e  o r g a n i z a t i o n ,  in  

w h i c h  you can  s e e  tha t  a 3 4 - y e a r - o l d  f e l l o w  out in  C a l i f o r n i a  m a n a g e s  to 

ge t  a Nobe l  P r i z e .  Tha t  i s ,  the  t h ing  i s  so  o p e n  tha t  p e o p l e  c a n  o p e r a t e  

a t  t h e i r  own s t e a m  wi thou t  r e l e v a n c e  to t h e i r  p l a c e  in  the  h i e r a r c h y .  

T h a t ' s  v e r y  u n u s u a l .  You c a n ' t  i m i t a t e  the  u n i v e r s i t y  a c r o s s  the  b o a r d .  

I u n d e r s t a n d  t h i s .  

You can  m a k e  s o m e  i m p r o v e m e n t ,  h o w e v e r .  You can  b r e a k ,  and  

at  l e a s t  h a v e  p a r a l l e l  l i n e s  t o w a r d  the  top .  You d o n ' t  have  to have  p e o p l e  

n e c e s s a r i l y  m o v e  o v e r  f r o m  t h e i r  t e c h n i c a l  o r  s c i e n t i f i c  l ine  in to  the  

a d m i n i s t r a t i v e  l ine  in  o r d e r  to  go to the  top .  

A f t e r  W o r l d  War  I I I  w o r k e d  wi th  the  t h e n  S u r g e o n  G e n e r a l  of  the  

A r m y ,  G e n e r a l  B l i s s ,  to a r r a n g e  a n e w  s y s t e m  of p r o m o t i o n ,  w h i c h  m a d e  

i t  p o s s i b l e  for~ a m a n  to s t a y  in  h i s  t e c h n i c a l  s p e c i a l t y  and  to have  a s  h igh  

a r a n k  as  the  S u r g e o n  G e n e r a l  of the  A r m y .  Tha t  i s ,  the  top s u r g e o n  o r  

the  top  m e d i c a l  m a n  o r  the  top p s y c h i a t r i s t  cou ld  a c h i e v e  w i th in  h i s  s p e c -  

i a l i z a t i o n  a r e a  a s  m u c h  r a n k  a s  the  s e n i o r  a d m i n i s t r a t o r  in  the  c o r p s .  

T h i s  b e c o m e s  v e r y  i m p o r t a n t  w h e n  you s t a r t  to  s a y  tha t  wha t  you 

r e a l l y  wan t  to do w i t h  r a n k  i s  to  h a n d  i t  out  in  t e r m s  of the  c o n t r i b u t i o n  

14 



t h a t  a p e r s o n  m a k e s  to the  o r g a n i z a t i o n .  In the  o ld  d a y s  i t  w a s  qu i te  

t r u e  t h a t  the  p e r s o n  who had  f i n a l  r e s p o n s i b i l i t y  to the  o r g a n i z a t i o n  w a s  

the p e r s o n  who r a n  the  o r g a n i z a t i o n .  T h a t ' s  why  he had  the  h i g h e s t  r a n k .  

The  m o r e  t e c h n i c a l  a n  o r g a n i z a t i o n  g e t s ,  the  m o r e  you  h a v e  to 

r e - s t r u c t u r e  i t ,  to t r y  to m a k e  s o m e  e lbow r o o m  fo r  wha t  m i g h t  be c a l l e d  

the  m o r e  i n d i v i d u a l  c o n t r i b u t o r .  The  l a r g e s t  d e f e n s e  m a n u f a c t u r e r  in  

the  Ur~ted S t a t e s  - - a n d  i t ' s  no s e c r e t ;  i t ' s  G e n e r a l  D y n a m i c s - - t h e  p r e s -  
, who 

i d e n t  of t h a t  c o m p a n y / u s e d  to be  the  U n d e r  S e c r e t a r y  of the  A r m y ,  t o ld  m e  

a few m o n t h s  a g o - - W e l l ,  I ' l l  t e l l  you  two p a r t s  of the  s t o r y .  M r .  P a c e ,  

in  a l e c t u r e  a t  the  P e n t a g o n  s o m e  m o n t h s  ago  i n d i c a t e d  tha t ,  i n  h i s  op in ion ,  

50 p e r c e n t  of the  p r o f i t a b i l i t y  of t h a t  c o m p a n y  d e p e n d e d  on two p e o p l e .  
w e r e  

He d i d n ' t  i d e n t i f y  t h e m ,  bu t  I ' m  s u r e  theyAin the  s c i e n t i f i c  and  no t  on the 

g e n e r a l  m a n a g e r i a l  l e v e l .  F i f t y  p e r c e n t  of  the  p r o f i t  of  the  c o m p a n y ,  

the  r e a l  p r o d u c t i v i t y  of t h a t  c o m p a n y ,  w a s  the  f u n c t i o n  of two peop le .  And  

the  p r e s i d e n t  t o ld  m e  a l i t t l e  wh i l e  ago tha t  he h a d  t a k e n  one  of  h i s  two 

s c i e n t i s t s  a n d  j u s t  d e c i d e d  to a u t o m a t i c a l l y  double  h i s  s a l a r y ,  b e c a u s e  

he t h ough t  i t  w a s  s i l l y  to g ive  h i m  m o d e s t  r a i s e s ,  b e c a u s e  the c o n t r i b u -  

t i on  w a s  out  of a l l  p r o p o r t i o n  a n d  i t  d i d n ' t  s e e m  to m a k e  a n y  s e n s ~  so  

w h y  g ive  h i m  a 10 p e r c e n t  r a i s e ?  He gave  h i m  a 100 p e r c e n t  r a i s e .  

T h i s  i s  a r e a l  h e a d a c h e  now as  o r g a n i z a t i o n s  ge t  to be m o r e  a n d  m o r e  

t e c h n i c a l .  

The  n e x t  po in t  i s  t ha t  m a n a g e m e n t  h a s  to  t h i n k  abou t  the  u t i l i z a t i o n  

p r o b l e m  in  t e r m s  of two t i m e  p e r s p e c t i v e s .  And,  o b v i o u s l y ,  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  and  the  o t h e r  s c h o o ~ r e  i n d i c a t i v e  of the  
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f ac t  tha t  the  A r m e d  S e r v i c e s  have  a l w a y s  b e e n  s o m e w h a t  a w a r e  of t h i s  

p r o b l e m .  Tha t  i s ,  you pay  a p r i c e  for  r e d u c i n g  c u r r e n t  u t i l i z a t i o n  in  o r d e r  

to be  s u r e  tha t  you have  the  s k i l l s  tha t  you  n e e d  at  s o m e  f u t u r e  da te .  

A n d  th i s  i s  a d i f f i cu l t  p r o b l e m  if  you  a r e  r u n n i n g  a p r o f i t  o r g a n i z a t i o n ,  

a s  to how m u c h  i n v e s t m e n t  do you wan t  to m a k e  to i n c r e a s e  the  s k i l l  l e v e l  

so  tha t  you  can  fu l f i l l  t o m o r r o w  o r  the  day  a f t e r  t o m o r r o w  i t s  func t ion~  

On the  o t h e r  hand,  th i s  can  ge t  to be  p e r h a p s  r e a l l y  i n v e r t e d  in  the  

A r m e d  S e r v i c e s .  I r e m i n d  you of the  t e s t i m o n y  b e f o r e  one of the  c o n g r e s -  

s i o n a l  c o m m i t t e e s  in  '52,  w h i c h  l o o k e d  a t  the  s c i e n t i f i c  l a b o r a t o r i e s  of 

the  A r m e d  S e r v i c e s  and  the  p r o v i n g  g r o u n d s ,  in  w h i c h  i t  was  qu i t e  c l e a r  

tha t  the  c o n v e n t i o n a l  m i l i t a r y  p o l i c y  of the  r o t a t i o n  of p e r s o n n e l  was  c r e a t -  

ing  a v e r y  low l e v e l  of e f f e c t i v e n e s s  in  the  m a n a g e m e n t  of t h e s e  o r g a n i z a -  

t ions ,  b e c a u s e  p e o p l e  w e r e  b e i n g  t u r n e d  o v e r  a l l  the  t i m e  a s  p a r t  of the  

r o t a t i o n a l  po l i cy .  T h a t  i s ,  no c o m m a n d e r  was  long  e n o u g h  in  h is  p o s t  to 

r e a l l y  b e c o m e  c o m p e t e n t  to m a n a g e  the  pos t  p r o p e r l y ;  and  t h e r e  was  a 

o fe f f ic iencYal l  
G o d - a w f u l  l a c k  : . . . . .  the  way  t h r o u g h  the  o r g a n i z a t i o n  b e c a u s e  

of the  r a p i d  t u r n - o v e r .  T h a t ' s  the  o t h e r  ha l f  of  i t .  

So you have  a v e r y  s u b t l e  p r o b l e m  of b a l a n c e  h e r e  between~ How 

do you m a k e  r e a s o n a b l e  i n v e s t m e n t  to i n s u r e  e f f e c t i v e  u t i l i z a t i o n  in  the  

f u t u r e  by  b u i l d i n g  up s k i l l s  ? and,  on the  o t h e r  hand,  How do you m a k e  s u r e  

tha t  you a r e n ' t  so  f u t u r e - o r i e n t e d  tha t  you m a k e  i t  i m p o s s i b l e  for  e f f e c t i v e  

w o r k  to be done  c u r r e n t l y ?  

My g e n e r a l  v i e w  of the  P e n t a g o n  h a s  b e e n  o v e r  the  y e a r s  t ha t  i t  t a k e s  

a y e a r  fo r  a m a n  to c o m e  in and  c a t c h  on to w h a t ' s  go ing  on.  He s t a r t s  
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to work  e f f ec t i ve ly  in  the s econd  y e a r .  By the t h i r d  y e a r  he i s  looking 

for  h i s  next  a s s i g n m e n t .  So tha t  the p a y - o f f  i s  v e r y ,  v e r y  l i m i t e d .  I t ' s  

a v e r y  s e r i o u s  p r o b l e m .  

I would a rgue  tha t  the  A r m e d  S e r v i c e s  a r e  in  a c e r t a i n  s e n s e  so 

f u t u r e - o r i e n t e d  in a f o r m a l  s e n s e  of the t e r m  that  t h e y  a r e  r e a l l y  not ge t -  

t ing  the r e t u r n s  out of c u r r e n t  u t i l i z a t i o n  that  t h e y  ought to be ge t t ing .  

Now, a n o t h e r  point  wi th  r e s p e c t  to s k i l l s  and f u n c t i o ~ i s  the n e c e s s i t y  

for  m a n a g e m e n t  to r e - s t u d y  i t s  a s s u m p t i o n s  about  the qua l i t y  of the l abo r  

fo rce  and the k inds  of a s s i g n m e n t s  tha t  i t  ha s .  We a l l  a r e  loaded,  e v e r y  

g roup  of people  i s  loaded,  wi th  i m p r e s s i o n s  as  to the k inds  of work  tha t  

o the r  people  can  do or  not do. Le t  me  give you an ou t s t and ing  i l l u s t r a t i o n .  

The R e g u l a r  S e r v i c e s  be fo re  Wor ld  War  II o p e r a t e d  in g e n e r a l  wi th  

a v e r y  low l eve l  of e n l i s t e d  men ,  by  and l a r g e .  It got s w e e t e n e d  a l i t t l e  

b i t  du r ing  the 1930's, b e c a u s e  i t  was  a d e p r e s s i o n  pe r i od .  But  on the whole 

i t  was  a m a r g i n a l  group of p o o r l y  educated ,  s o m e w h a t  wi ld  y o u n g s t e r s  

who went  in to  the R e g u l a r  S e r v i c e .  

C a m e  Wor ld  War  II and the A r m e d  S e r v i c e s  got a cut of the e n t i r e  

popula t ion  of the Uni ted  S ta tes ,  wi th  high l e v e l s  of educa t ion ,  inc lud ing  col -  

l ege .  And for  a long t ime  the s e n i o r  o f f i c e r s  w e r e n ' t  a w a r e  fu l ly  of the 

m a j o r  changes  tha t  shou ld  have been  m a d e  to take  accoun t  of the fact  t ha t  

you had  e n t i r e l y  d i f f e ren t  p e r s o n n e l  now to dea l  with.  

I'll give you another illustration. ~ I was impressed, during my World 

War II days in the Pentagon, with the kinds of assumptions that were being 

made about, let us say, Negroes; and I sort of explored that a bit, and I 
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w e r e  
r e a l i z e d  tha t  m a n y  of the s e n i o r  o f f i ce r s1  s o u t h e r n e r s  who had g rown up 

in  Georg ia ,  A labama ,  M i s s i s s i p p i ,  in  1905, 1910; and t h e i r  i m a g e  of what  

a Negro  could and could not do,  h i s  educa t ion  and compe tence ,  was  a 

funct ion  r e a l l y  of t h e i r  b a s i c  i m p r e s s i o n a b l e  y e a r s ,  when they  w e r e  s t i l l  

g rowing  up. They  d idn ' t  know any th ing  about  n o r t h e r n - t r a i n e d ,  n o r t h e r n -  

educa ted ,  i n d u s t r i a l i z e d  N e g r o e s ,  who w e r e  s k i l l e d  people .  

Now, th i s  i s  a p r o b l e m  we a l l  c a r r y  wi th in  o u r s e l v e s .  You saw that  

wi th  the ~ C s ,  i n c i d e n t a l l y .  Tha t  is ,  we c a r r y  wi th in  o u r s e l v e s  a s e r i e s  

of o p e r a t i n g  a s s u m p t i o n s  about  the qua l i t i e s  of the l abo r  fo rce  tha t  m a y  

or  m a y  not be r igh t ;  and the odds a r e ,  i f  the popula t ion  i s  changing  r a p id ly ,  

tha t  the odds a r e  wrong,  tha t  the old a s s u m p t i o n s  don ' t  hold.  

So m u c h  for  s k i l l s  and func t ions .  L e t ' s  look at  th i s  ques t ion  of l abo r  

in r e l a t i o n s h i p  to o the r  input  f a c t o r s .  

T h e r e  was  r e c e n t l y  r e p o r t e d  in the New York  T i m e s  v e r y  s i z e a b l e  

r e d u c t i o n s  in fo rce  in  the l a r g e s t  m e r c a n t i l e  c o m p a n y  in G r e a t  B r i t a in ,  

c a l l ed  M a r k s  and Spencer ,  by J.  C. Penney ,  which  c a m e  about  by the 

e l i m i n a t i o n  of a c o l o s s a l  amoun t  of i n v e n t o r y  r e c o r d s  and s a l e s  r e c o r d s  

and s t o c k r o o m  r e c o r d s .  What  t h e  m a n a g e m e n t  of th i s  o p e r a t i o n  f i na l l y  

d i s c o v e r e d  was  tha t  i t  was  b e t t e r  to lose  a l i t t l e  p r o p e r t y  and to m a k e  

the s a v i n g s  in p e r s o n n e l ;  t h e r e  would be a c e r t a i n  n u m b e r  of add i t i ona l  

thef t s ,  tha t  t h e r e  would be s o m e  lo s s  of p r o p e r t y ,  bu t  no th ing  in c o m p a r -  

i son  to the ga ins  on the p e r s o n n e l  s ide ;  tha t  is ,  tha t  you would be able  

to pay  for  th i s  m a n y  t i m e s  over .  

Now, I r e c a l l  a s t o r y  tha t  m y  f a t h e r  to ld  me  about  the Bib l io tecque  
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N a t i o n a l e ,  w h i c h  i s  the  l a r g e s t  l i b r a r y  in  the  w o r l d ;  t h a t  in  h i s  s t u d e n t  

d a y s  in  P a r i s  a t  the  end  of the  n i n e t i e s  t h e y  had  no g u a r d s  in  the  L i b r a r y  

e x c e p t  in  t h e i r  m o s t  r a r e  books ,  w h i c h  w a s  c e n t r a l i z e d .  I t  w a s  c h e a p e r  

to t r u s t  m o s t  peop l e  and  to r e c o g n i z e  t h a t  s o m e  peop le  would  s t e a l  books  

f r o m  the  l i b r a r y  and  to have  a few f e l l o w s  b u y  t h e m  b a c k  the  nex t  m o r n i n g  

on the Se ine  t h a n  i t  w a s  to g u a r d  the  whole  p l a c e .  You s e e ,  t h i s  w a s  a 

v e r y  s h r e w d  k i n d  of G a l l i c  e s t i m a t e  of how you  cou ld  a ~ c o m p l i s h  y o u r  

end,  w h i c h  w a s  to k e e p  y o u r  books ,  in  the  c h e a p e s t  p o s s i b l e  way;  and  i t  

w a s  c h e a p e r  to do i t  t ha t  way .  

I had  a h a r d  t i m e  d u r i n g  W o r l d  W a r  II  t r y i n g  to c o n v i n c e  the  S u r g e o n  
G e n e r a l  
/ of  the  A r m y ' s  h o s p i t a l s  to s top  coun t i ng  the  l a u n d r y  and  e v e r y t h i n g ;  t h a t  

i t  c o s t  m u c h  m o r e  to coun t  the  d a r n  s t u f f  t h a n  i t  w a s  wor th ;  a n d  t h a t  i f  

you  wou ld  i n c r e a s e  y o u r  l o s s e s ,  you would  s t i l l  be w a y  a h e a d  of the  g a m e  

when  y o u r  m a n p o w e r  w a s  s h o r t .  T h i s  w a s  a c o n s t a n t  p r o b l e m  of t r y i n g  

to t h ink  t h i s  t h r o u g h .  

We have  the o p p o s i t e  p r o b l e m  at  u n i v e r s i t i e s .  U n i v e r s i t i e s  a r e  

v e r y  b a c k w a r d  p l a c e s .  E a c h  p r o f e s s o r  i s  s u p p o s e d  to be h i s  own t y p i s t .  

You m a y  not  p a y  p r o f e s s o r s  v e r y  m u c h ,  bu t  you  p a y  t h e m  m o r e  t h a n  t y p -  

i s t s ,  but  we s t i l l  s i t  t h e r e  a n d  t y p e  o u t = = m o s t  of t h e m ;  I d o n ' t  s a y  e v e r y b o d y = -  

bu t  m o s t  of the  p r o f e s s o r s  type  out  t h e i r  own l e t t e r s  and  do a l l  t h e s e  k i n d s  

of c h o r e s ,  b e c a u s e  the  u n i v e r s i t i e s  have  n e v e r  go t t en  to a po in t  w h e r e  t h e y  

u n d e r s t a n d  the  n a t u r e  of m a k i n g  u s e  of  s o m e  a d d i t i o n a l  i n v e s t m e n t  a l o n g  

the  l i ne .  

A n o t h e r  po in t  h a s  to do w i t h  the  q u e s t i o n  of wha t  m a n a g e m e n t  can  do 

to r e d e s i g n  the  w o r k  p r o c e s s  t h r o u g h  new c a p i t a l  i n v e s t m e n t .  You have  
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h e a r d  a lot, I s u p p o s e - - o r  m a y b e  not  so m u c h - - a b o u t  the m o v e m e n t  of 

the cot ton t ex t i l e  c o m p a n i e s  f rom New E n g l a n d  down south .  The u s u a l  

exp lana t ion  i s  tha t  you get  c h e a p e r  wages  down sou th  and tax  r e m i s s i o n s  

and so on. I don ' t  be l i eve  t h a t ' s  the a n s w e r  at  a l l .  The b a s i c  g a i n  tha t  

c o m ~ a b o u t  i s  tha t  when you f ina l ly  bui ld  y o u r s e l f  a new plant ,  l ike  this  

one, you have a chanc~  tha t  you don ' t  have in  the old p lace ,  to r e a l l y  m a k e  

a whole s e t  of new a s s i g n m e n t s .  You get  a new p e r s o n n e l ,  a new group 

of w o r k e r s ,  and you s o r t  of c a n  f~ree y o u r s e l f  f r o m  the work  r u l e s ,  l i m i -  
and the 

t a t i o n s , / b a d  hab i t s  tha t  have grown up ove r  f i f ty  o r  a hund red  y e a r s .  

T h a t ' s  the r e a l  ga in  tha t  you can m a k e .  

T h a t ' s  why I th ink  Mr .  R o o s e v e l t  du r ing  the 1930's found i t  n e c e s s a r y ,  

when he wanted  to ge t  quick ac t ion  in the g o v e r n m e n t a l  a g e n c i e s ,  to bui ld  

up p a r a l l e l  o r g a n i z a t i o n s .  He d idn ' t  s ee  any  p o s s i b i l i t y  r e a l l y  of  ge t t i ng  

some  of the old Line a g e n c i e s  to move .  A c c o r d i n g  to a l l  m a n a g e m e n t  t h e o r -  

i e s j  t h a t ' s  v e r y  b a d . - - t o  bui ld  up p a r a l l e l  o r g a n i z a t i o n s ;  but it  jus t  depends  

on how i m p o r t a n t  i t  i s  to ge t  s o m e t h i n g  to happen.  Aad h is  a n s w e r  was  

to s i m p l y  bui ld  p a r a l l e l  o r g a n i z a t i o n s .  It  m a y  be a p r i c e  you have to pay  

s o m e t i m e s .  

One of the big t r a n s f o r m a t i o n s  tha t  a r e  going on now i s  the cons t an t  

s w e e t e n i n g  of m o r e  s t a f f  p e r s o n n e l  and the r e d u c t i o n  in what m i g h t  be c a l l e d  

m a n u f a c t u r i n g  l abo r  in  l a r g e - s c a l e  i n d u s t r y .  We now have in c o m p a n i e s  
a l m o s t  

l ike  S t a n d a r d  Oi l  of New J e r s e y  and G e n e r a l  E l e c t r i c  ha l f  of the work  fo r ce  
A 

on s a l a r y .  T h e r e  has  been  a r e c o g n i t i o n  of the fac t  tha t  you r  to ta l  ob jec t ive  

in t e r m s  of you r  o v e r a l l  co s t s  of ge t t ing  the s tu f f  p roduced  i s  c h e a p e r  by  
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i n c r e a s i n g  the amoun t  of sk i l l  and t e c h n i c a l  compe t ence  at  the s t a f f  level ,  

so you do b e t t e r  p lann ing  and b e t t e r  con t ro l ;  and  you can then reduce ,  

wi th  the m a c h i n e ,  your  o p e r a t i n g  l abo r  way down. 

Tha t  i s ,  jus t  in  pas s ing ,  one of the r e a s o n s  why m o s t  of the d i s c u s -  

s ions  about  l abor  p roduc t i v i t y  a r e  so m e a n i n g l e s s  u n l e s s  you take the 

to t a l  l abo r  cos t s  of an o rgan i za t i on ,  because  i f  you jus t  take  the f a c t o r y  

l a b o r ,  what  you r e a l l y  have i s  a whole t r a n s f o r m a t i o n  of the way in  which  

things  a r e  p roduced .  

Ano the r  a s p e c t  of th is  i s  how m u c h  m o n e y  you a r e  wi l l ing  to put 

in to  s u p e r v i s i o n .  The g r e a t  p rob l em,  obvious ly ,  in  Wor ld  War  I I  which  

made  i t  so d i f f icu l t  for  the A r m e d  S e r v i c e s  to get e f fec t ive  m a n p o w e r  

u t i l i za t ion ,  was tha t  you s t a r t e d ,  as  I r e c a l l  it,  in  the A r m y  and the A i r  Corps  

~ o m b i n e d  you had about  18,000 r e g u l a r  o f f i c e r s ,  inc lud ing  those  on ex tended  

ac t ive  duty~when the war  began.  You ended with 800, 000 o f f i c e r s .  The 

a m a z i n g  th ing is  tha t  the o r g a n i z a t i o n  worked  a t  a l l .  You had n l n e t y - d a y  

wonde r s  a round .  And the p r o b l e m  was,  you had v e r y  l i t t l e  t ime  to r e a l l y  

i n d o c t r i n a t e  the l e a d e r s h i p  to do the s u p e r v i s i o n .  One of the p r o b l e m s  

tha t  any  m a n a g e m e n t  has  i s  how m u c h  m o n e y  i t  i s  wi l l ing  to devote to the 

s u p e r v i s o r y  l eve l  to r e a l l y  t r y  to r a i s e  the qua l i ty  of p e r f o r m a n c e  of the 

people  on the l ine .  

Now, the t h i r d  face t  of th i s  has  to do with a d m i n i s t r a t i v e  changes  

tha t  give you some  chance  fo r  p r o d u c t i v i t y  i n c r e a s e s .  One of the big dev-  

e l o p m e n t s  in s o - c a l l e d  A m e r i c a n  i n d u s t r y  o v e r  the l a s t  decade has  been  

d e c e n t r a l i z a t i o n .  I th ink m o r e  has  been  sa id  about  i t  on pape r  than  a c t u a l l y  
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i s  w a r r a n t e d  in  f ac t .  But  t h e r e  i s  a p r o b l e m  t h a t  the  l a r g e r  the  o r g a n -  

i z a t i o n  you  have ,  the  m o r e  i m p o r t a n t  i t  i s  to t r y  no t  to have  too m a n y  

p a p e r s  f low to the  top and  have  to f low b a c k  a g a i n .  

As  I r e c a l l  i t ,  I m a d e  an  e s t i m a t e  a coup le  of y e a r s  ago  tha t ,  in  

o r d e r  to ge t ,  l e t  u s  s a y ,  a n o t h e r  wing  on an  A r m y  h o s p i t a l ,  t h a t  p a p e r  

h a d  to f low t h r o u g h  t h i r t e e n  l e v e l s  in  the  P e n t a g o n  a n d  the  B u r e a u  of the  

Budge t  b e f o r e  i t  got  a p p r o v e d ;  t h a t  i t  w a s  r e v i e w e d  t w e l v e  t i m e s  b e f o r e  

t h e r e  w a s  a c t i o n .  We l l ,  o b v i o u s l y ,  w i thou t  t r y i n g  to o u t g u e s s  What the  

new P r e s i d e n t  i s  go ing  to do, t h e r e  i s  s o m e  n e c e s s i t y  to c o l l a p s e  an  o r g a n -  

i z a t i o n  so  t ha t  a t  l e a s t  you  ge t  on ly  h a l f  of t h o s e  m a n y  l e v e l s  i f  you w a n t  

a n y t h i n g  to h a p p e n .  T h i r t e e n  l e v e l s  i s  an  a w f u l l y  l a r g e  n u m b e r  of l e v e l s  

to r e v i e w .  

One of  the  b ig  p r o b l e m s ,  t h e r e f o r e ,  in  m a n p o w e r  u t i l i z a t i o n  i s  to t r y  

to m a k e  s u r e  tha t  b e t w e e n  the  i n i t i a t i o n  of the  w o r k  a n d  the c o m p l e t i o n  

of  the  work ,  the  n u m b e r  of r e v i e w  l e v e l s  a r e  k e p t  to a m i n i m u m ,  not  e x -  

t e n d e d  to a m a x i m u m .  

A n o t h e r  p r o b l e m  i s  to wha t  e x t e n t  a r e  the  e x i s t i n g  p e r s o n n e l  p o l i c i e s  

a n d  p r o c e d u r e s  a p p r o p r i a t e  to the  new k i n d s  of o r g a n i z a t i o n  t h a t  you m a y  

h a v e .  L e t  m e  s h o w  you wha t  I m e a n .  

I f  you r a n  a f a c t o r y ,  y o u r  s a f e t y  d e p a r t m e n t  a n d  y o u r  i n s u r a n c e  
of 

d e p a r t m e n t  m a y  s a y  t h a t  you  had  b e t t e r  ge t  e v e r y b o d y  out  t h e r e  on F r i d a y  
A 

a t  f ive  o ' c l o c k  and  k e e p  i t  c l o s e d  S a t u r d a y  and  Sunday ,  e s p e c i a l l y  i f  you  

a r e  d e a l i n g  w i t h  m a t e r i a l s  t h a t  can  e x p l o d e .  And  f r o m  a l ine  po in t  of v iew,  

t h a t ' s  a s e n s i b l e  w a y  to o p e r a t e .  But  wha t  h a p p e n s  i f  the  f u t u r e  of the  
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o r g a n i z a t i o n  depends  upon r e s e a r c h  and deve lopmen t  in  p a r t  and you lock  

the l a b o r a t o r y  so the s c i e n t i s t s  canWt get  i n ?  

The whole a p p r o p r i a t e n e s s  of you r  p e r s o n n e l  p o l i c i e s  and p r o c e d -  

u r e s  for  the k ind of people  tha t  you have and  the k inds  of func t ions  tha t  

you have to p e r f o r m  has  to be c o n s t a n t l y  r e - s t u d i e d .  And i f  you don~t m a k e  

the a d j u s t m e n t ,  you a r e  g u a r a n t e e i n g  poor  u t i l i z a t i o n .  

Then  a n o t h e r  f ace t  of th i s  p r o b l e m  is  i l l u s t r a t e d ,  I would say ,  by  

the s t e e l  s t r i k e  and the G e n e r a l  E l e c t r i c  s e t t l e m e n t .  If you have a m a n a g e -  

m e n t  tha t  i s  r e a l l y  i n s e n s i t i v e  to the i m p o r t a n t  e l e m e n t s  tha t  a r e  of con-  

c e r n  to the people  who work  for  it ,  

And t h a t ' s  what  happened  in  s t e e l .  

then you a r e  going to have t r oub l e .  

They  s t a r t e d  to d i sbu rb  the work  

r u l e s  without  r e a l l y  knowing fu l ly  what  t h e y  were  d i s t u r b i n g .  

Tha t  d idn ' t  m e a n  tha t  the s t e e l  union would not  have  been  wi l l i ng  to 

nego t i a t e  u n d e r  c e r t a i n  t e r m s  some  changes  in  the work  r u l e s ,  but t hey  

would have i n s i s t e d  on negot ia t ion~ b e c a u s e  the work  r u l e s  tha t  get  e s t a b -  

l i s h e d  a r e  p a r t  of a man~s to ta l  r e t u r n s  on a job. T h e y  a r e  as  i m p o r t a n t  

as  h i s  wage,  b e c a u s e  they  a f fec t  h i s  s e n i o r i t y  and e v e r y t h i n g  e l s e .  

So I would s a y  i t  was  a m a j o r  e r r o r  of m a n a g e m e n t ,  b a s e d  upon i n s e n -  

s i t i v i t y  of what  r e a l l y  was  i m p o r t a n t  to the people  wi th  whom i t  had  to 

deal ,  and t h a t ' s  why the s t r i k e  got way  off into le f t  f ie ld .  

On the o the r  hand, on the r e c e n t  GE s e t t l e m e n t ,  the m a n a g e m e n t ,  I 

think,  had a m u c h  s h r e w d e r  e s t i m a t e  of the d e g r e e s  of p r i o r i t y  tha t  i t s  

work  fo rce  had.  And i t  was  able  

bea t  the union at  i t s  own g a m e .  

on a r e a s o n a b l e  k ind  of an  offer ,  to r e a l l y  
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T h i s  i s  j u s t  a w a y  of s a y i n g  t h a t  the  s m a r t n e s s  of a m a n a g e m e n t - -  

I , m  not  " a d v o c a t i n g "  t h a t  one o p e r a t e s  l a b o r  r e l a t i o n s  in  the  U n i t e d  S t a t e s  

the  w a y  G e n e r a l  E l e c t r i c  does .  T h a t ' s  i t s  own b u s i n e s s .  I ' m  j u s t  i n d i -  

c a t i n g  t h a t  you  c a n  be  s m a r t e r  o r  d u m b e r  f r o m  a m a n a g e m e n t  po in t  of 

v i ew  w i t h  r e s p e c t  to b e i n g  a w a r e  of the  s t i c k y  p o i n t s  w i t h  r e s p e c t  to  the  

peop l e  t ha t  you  a r e  t r y i n g  to ge t  to be  p r o d u c t i v e .  

I a m  go ing  to m o v e  v e r y  q u i c k l y  now to top .  3. w h i c h  i s  s i m p l y  to 

c a l l  y o u r  a t t e n t i o n  to s o m e  of the  o t h e r  k i n d s  of  f a c t o r s  t h a t  s p i n  a r o u n d  

and  s p i l l  a r o u n d  t h a t  a f f e c t  m a n p o w e r  u t i l i z a t i o n ;  and  then  I ' m  go ing  to 

d r a w  in  the v e r y  c o n c l u d i n g  m i n u t e s  s o m e  of the  m o r a l s  fo r  the  A r m e d  

S e r v i c e s .  

The  m o s t  i m p o r t a n t  f a c t o r  t ha t  a f f e c t s  m a n p o w e r  u t i l i z a t i o n  in  the  

s o c i e t y  a t  l a r g e  i s  the  l e v e l  of y o u r  e c o n o m y .  If  the  e c o n o m y  i s  o p e r a t i n g  

a t  a v e r y  h igh  l e v e l ,  i t  m e a n s  t h a t  m o r e  a n d  m o r e  p e o p l e  who w a n t  to  w o r k  

a n d  a r e  c a p a b l e  of  w o r k i n g  w i l l  have  a c h a n c e  to  w o r k .  T h i s  i s  o b v i o u s .  

The  p e o p l e  who a r e  in  the  e c o n o m y  w i l l  have  a c h a n c e  to m o v e  a n d  a c q u i r e  

m o r e  s k i l l s .  W o r k e r s  who w i l l  o r d i n a r i l y  be  f o l l o w i n g  r e s t r i c t i v e  p r a c -  

t i c e s  w i l l  be m o r e  r e l a x e d  abou t  i t ,  b e c a u s e  t h e r e  a r e  p l e n t y  of j obs  

a n d  t h e y  d o n ' t  have  to w o r r y .  A n d  in  g e n e r a l ,  i f  you  w a n t  to have  b e t t e r  

m a n p o w e r  u t i l i z a t i o n ,  the  r e a l  hub of i t  i s  h i g h  e m p l o y m e n t .  

Now, t h e r e  i s  a n e g a t i v e  a s p e c t  to i t ,  a n d  t h a t  i s  t h a t  w i t h  v e r y  h i g h  

e m p l o y m e n t  you  w i l l  ge t  s o m e  l o s s - - s o m e  l o s s  bu t  i t ' s  a s m a l l  l o s s ,  I 

t h i n k - - i n  the  d i s c i p l i n e ,  a n d  to s o m e  e x t e n t  p e r h a p s  in  the  e f f i c i e n c y ,  of 

a w o r k  f o r c e ,  b e c a u s e  i t  s i m p l y  r e a l i z e s  t ha t  i t  can  m o v e  a n d  ge t  a n o t h e r  
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job e l s e w h e r e .  But i t ' s  a m i n o r  loss  c o m p a r e d  to the gain.  

Ano the r  k ind of f a c t o r  tha t  a f fec t s  m a n p o w e r  u t i l i z a t i o n  t r e m e n d o u s l y  

is  the ques t ion  of your  t echnology .  F o r  a l l  p r a c t i c a l  p u r p o s e s ,  the A r m e d  

S e r v i c e s  a r e  s lowly  f inding i t  m o r e  and m o r e  d i f f icu l t  to use  people  with 

v e r y  l i m i t e d  educa t ion .  So then you get  o the r  k inds  of funny th ings  hap-  

pening .  Rene Dubault ,  the famous  r e s e a r c h  b io log i s t  a t  R o c k f e l l e r  

Ins t i tu te ,  po in ted  out that  in  Wor ld  War  II acu te  e y e s i g h t  was s o m e t i m e s  

a m a t t e r  of l i f e  and  death  for  a f igh te r  p i lo t .  Today,  wi th  the new e l e c -  

t r o n i c s  pane l s ,  t he r e  i s  s o m e  advantage  to be ing  n e a r - s i g h t e d .  Tha t  i s  a 

d r a m a t i c  i nd i ca t ion  of the ex ten t  of adap t ib i l i t y  depending on the t echno logy .  

One of the consp icuous  th ings  about  technology ,  of cou r se ,  has  been  tha t  

i t  was due to t echno logy  that  you could  use  women.  As long as  you had 

g rea t ,  big, heavy  work,  the e f f e c t i v e n e s s  of us ing  women  in the e c o n o m y  

was m u c h  m o r e  r educed .  

Ano the r  k ind of i m p o r t a n t  f a c to r  i s  the p o l i t i c a l - c u l t u r a l  m i l i e u .  

T h e r e  is  a d i s t i ngu i shed  p r o f e s s o r  a t  Vanderb i l t ,  by the name  of Nichols ,  

who has  jus t  w r i t t e n  a book on the South. What he r e a l l y  s ays  is  that  the 

South i s  a p a r t  of the Uni ted Sta tes  which has not  been  p r i m a r i l y  i n t e r e s t e d  

in i n d u s t r i a l i z a t i o n - - J i e ' s  a s o u t h e r n e r - - a n d  h a s  pa id  a v e r y  high p r i c e  

in i t s  i n d u s t r i a l  p r o g r e s s  because  i t  va lues  o the r  th ings  m o r e .  

You know, the South i n s u r e s  the o u t - m i g r a t i o n  of, l e t  us say,  s k i l l e d  

N e g r o e s .  I t  has  a s y s t e m  of s e g r e g a t i o n  which  jus t  m a k e s  i t  tha t  m u c h  

easier. 

If you think about the desegregation in the Armed Services, it t~ook 
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a p a r t i c u l a r  s i t u a t i o n ,  n a m e l y ,  R i d g e w a y t s  l a c k  of r e p l a c e m e n t s  in K o r e a ,  

a n d  the  fac t  t ha t  he  got  a s h i p m e n t  w h i c h  didnVt have  any  n o t a t i o n s  on i t  

as  to what  t he  c o l o r  of the  r e p l a c e m e n t  w a s .  : He s u d d e n l y  founa  i h!~'m- 

s e l f  w i th  a lot  of N e g r o  t r o o p s ,  and  he u s e d  t h e m .  Th i s  i s  one of the 

ways  in w h i c h  you c h a n g e  u t i l i z a t i o n  p a t t e r n s .  I dont t  know w h e t h e r  you 

know that ,  bu t  tha t  i s  a t r u e  s t o r y .  

Nex t  i s  tha t  t h e r e  a r e  c u l t u r a l  d e t e r m i n a t i o n s  as  to the  p r e v a i l i n g  

a t t i t u d e s  t o w a r d  w o r k .  We u s e d  to have  a s o c i e t y  as  l a t e  a s  1924 in  w h i c h  

the  s t e e l  w o r k e r s  on the  s w i n g  sh i f t  w o r k e d  84 h o u r s  a w e e k .  We a r e  

m o v i n g  to a s o c i e t y  w h i c h  i s  go ing  to w o r k  32 h o u r s  a w e e k .  

J u s t  in  p a s s i n g ,  one  of  the  r e a s o n s  you can t t  ge t  m o r e  s c h o o l i n g  

out of the y o u n g s t e r s  i s  tha t ,  as  I p o i n t e d  out, you canVt r u n  s c h o o l s  on 

S a t u r d a y ,  b e c a u s e  i f  the  p a r e n t s  a r e  g o i n g  to w o r k  four  days  a week ,  

you canVt ~ g e t  the  k i d s  to w o r k  s ix  days  a w e e k .  But  t ha t t s  j u s t  in  p a s s i n g .  

A m o n g  the  o t h e r  k i n d s  of f a c t o r s  tha t  a r e  i n v o l v e d  h e r e  a r e  the  

w o r k e r s  t a t t i t u d e s  t o w a r d s  wha t  t h e y  w i l l  o r  w i l l  no t  a c c e p t .  If  you  t ake  

p r o f e s s i o n a l  g r o u p s ,  l ike  the  d o c t o r s ,  you canWt ge t  any  r a t i o n a l l  d e v e l -  

o p m e n t  of  u t i l i z a t i o n  p a t t e r n s  in  m e d i c a l  p e r s o n n e l ~  b e c a u s e  the  p e o p l e  

who  a r e  d i r e c t l y  i n v o l v e d  a r e  d o c t o r s  and  t h e y  have  t h e i r  own i d e a s .  T h e y  

a r e  no t  i n t e r e s t e d  in  " a b s t r a c t  c o n c e p t s ,  of ; m a x i m u r n  u t i l i z a t i o n  of m e d i c a l  

p e r s o n n e l . "  T h e y  a r e  i n t e r e s t e d  in  m a x i m u m  " p r o f e s s i o n a l  good  l i fe ,  " 

as  t h e y  de f ine  i t .  T h a t ' s  a c o n f l i c t .  

O b v i o u s l y ,  you can  be  m u c h  m o r e  r a t i o n a l  abou t  the  u s e  of  d o c t o r s  

in  the  A r m e d  S e r v i c e s  than  you can  be on the  o u t s i d e ,  w h e r e  the  p e o p l e  t h e m s e l v e s  
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d e t e r m i n e  i t .  

A n o t h e r  kind of p r o b l e m  i s  an i n t e r e s t i n g  one hav ing  to do wi th  

the way  in which  the l abor  m a r k e t  i n s t i t u t i o n s  t h e m s e l v e s  o p e r a t e .  We 

had a s i t ua t ion  un t i l  r e c e n t l y  in  New York  State whe re  a fe l low could 

not  get  r e t r a i n e d  i f  he los t  his  job, b e c a u s e  he would lose  his  u n e m p l o y -  

m e n t  i n s u r a n c e .  So you had a ~dl~incentive s y s t e m  working ,  to m a k e  

i t  i m p o s s i b l e  for  a guy to get  r e e m p l o y e d  in  a c e r t a i n  s e n s e .  We f i n a l l y  

change d tha t .  

And, f ina l ly ,  the whole ques t ion  of advances  in knowledge i t s e l f  

i s  a m a j o r  way of i m p r o v i n g  u t i l i z a t i on .  As you get  m o r e  u n d e r s t a n d i n g  

of the n a t u r e  of the people  and  the n a t u r e  of the work,  y o u ' v e  got a chance  

to i roprove  u t i l i z a t i o n .  

Well ,  what  does  a l l  th i s  m e a n  to the A r m e d  S e r v i c e s ?  I ' ve  got 

t en  po in t s  and I ' l l  take twen ty  ~ e c o n d s  a poi~pt. 

One i s ,  I th ink  you 've  got to know m u c h  m o r e  than you now know 

about  the m a n p o w e r  pool, both  in  the s h o r t  run ,  when you have l i m i t e d  

A r m e d  S e r v i c e s ,  and for  m o b i l i z a t i o n .  One of the g r e a t  d i f f i cu l t i e s  
m a n p o w e r  

in  m i l i t a r y ~ p l a n n i n g  i s  a l ack  of knowledge  of the c h a r a c t e r i s t i c s  of the 

pool.  And t h a t ' s  not e a s y  to i m p r o v e ;  and I 've  been  t r y i n g  to t e s t i f y  

be fo r e  a new c o m m i t t e e  of the Seaa te  about  the i m p o r t a n c e  of r e s e a r c h  

in th i s  a r e a .  The G o v e r n m e n t  i s  not doing enough r e s e a r c h  in  the u n i v e r -  

s i t i e s  on i t .  

The  next  th ing  i s  to ge t  to r e a l l y  know your  r e q u i r e m e n t s  m u c h  

b e t t e r  than you do, b e c a u s e  un t i l  you get  to know your  r e q u i r e m e n t s  be t t e r ,  
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you a r e  going to be m a k i n g  a l l  k inds  of u n n e c e s s a r y  and  expens ive  u t i l -  

i z a t i o n  of m a n p o w e r .  

The next  point  i s  to r e a l l y  take  a look at  th i s  m e n - m a c h i n e s  p r o b -  

lem,  not only f rom the point  of v iew of what  kind of people  do you need  

to ope ra t e  s o m e  of you r  new equipment ;  but  you 've  got to b r o a d e n  your  

p e r s p e c t i v e  to say ,  what  about  the m a i n t e n a n c e  and the r e p l a c e m e n t  of 

t h e s e  people  ? 

I was  i m p r e s s e d  dur ing  the Korean  War  wi th  the  fac t  tha t  you ha~t  

such  f ancy  s i g n a l  equ ipmen t  in  Korea  tha t  i t  w a s n ' t  used ,  b e c a u s e  you 

d idn ' t  have the people  who could use  i t .  T h e y  went  and u s e c o I d  Wor ld  
r e a l l y  

War  H stuff .  I s ubmi t  tha t  in  m a n y  a r e a s  we have p r o b a b l y / o v e r - d e v e l -  

oped on the t e c h n i c a l  s ide ,  b e c a u s e  we h a v e n ' t  kept  the p r o p e r  b a l a n c e  

in the human  r e s o u r c e  fac tor ;  and i f  i t  c o s t s  you a f a n t a s t i c  amoun t  to 

t r a i n  not only  the o p e r a t o r s  but the m a i n t e n a n c e  people ,  and  to m a i n t a i n  

a r e p l a c e m e n t  group of people,  you 've  got to r e - t h i n k  e a r l y  what  the ne t  

ga ins  a r e  on the t e c h n o l o g i c a l  i m p r o v e m e n t .  I t ' s  an  i m p o r t a n t  point .  

You ought to do m o r e  than  you a r e  ye t  doing, a l though  you 've  m a d e  

s i z e a b l e  i m p r o v e m e n t ,  on e c o n o m i z i n g  on the use  of s c a r c e  p e r s o n n e l .  

Th i s  i s  a cons t an t  i nv i t a t i on  for  i m p r o v e m e n t s  of m a n p o w e r .  

The next  one i s  to keep  on r e - s t u d y i n g  the p o l i c i e s  and p r o c e d u r e s  

so that  you i n t roduce  m o r e  f l e x i b i l i t y  than you now have.  One of the 

g r e a t  d i l e m m a s  of a l a r g e  o r g a n i z a t i o n  i s  tha t  i t  n eeds  a few s imple  pol-  

i c i e s ,  and a c e r t a i n  n u m b e r  of p r o c e d u r e s .  You c a n ' t  r e a l l y  have a r e t a i l  

s y s t e m  in a l a r g e  o r g a n i z a t i o n .  But I a r g u e  tha t  i t  d o e s n ' t  have to be 
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as rigid as it has been. That's frequently an excuse for really lack of 

competence at the staff level, and a kind of foolish rigidity that really 

isn't justified. 

The next point is that you ought to re-study the total cost and to 

see whether there are some new combinations of manpower and other 

resources that will give you better answers than they now will. I think 

the Air Force has been most imaginative about that in recent years. 

They have moved to ways of contracting that I think impress me as having 

tried to escape from some of these dilemmas better than the other two 

services. This may be just an outsider's impression. But the whole 
is 

question/of seeing this as a costing problem, in which one of your real 

troubles is the manpower. 

The next one is really to remember that what the Armed Services 

can do with respect to attracting and retaining personnel is very much a 

function of the larger societ¥~:~. And the fact that you have compulsion 

on the books doesn't really mean that this answers all your questions. 

I remember discussions with General Maddex, who used to be up 

in the Department of Defense. He was more aware than the other people 

around there about the hidden cost~ of compulsion. You may not be able 

to escape from it at the moment, but I'm not sure that you have really 

put into the scales all of the prices that you are paying in this kind of a 

society. 

Next, I think you've got to re-think the amount of effort that you are 

willing to make at the supervisory level. 
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Next,  and v e r y  i m p o r t a n t ,  i s  the ques t ion  of e x p e r i m e n t a l  p r o g r a m s ,  

e s p e c i a l l y  for  an o r g a n i z a t i o n  tha t  has  to w o r r y  about  m o b i l i z a t i o n .  If 

you c o n c e n t r a t e  on ly  on e f fec t ive  m a n p o w e r  u t i l i z a t i o n  in  t e r m s  of you r  

p r e s e n t  s i tua t ion ,  you a r e  j u s t  waJ:king out of a m a j o r  p a r t  of you r  c h a l -  

lenge and you r  d i r e c t i v e .  And I th ink  tha t  t h e r e ' s  a g r e a t  confus ion  on 

the p a r t  of the C o n g r e s s ,  and a g r e a t  confus ion  on your  own p a r t  tha t  

you 've  been  p a r t y  to, tha t  in t r y i n g  to m a k e  your  m o n e y  go f u r t h e r  now 

than i t  would o t h e r w i s e  go, you do not have the s k i l l s  and  the l e a d e r s h i p  

and the p r a c t i c e  tha t  you need  on how to dea l  wi th  a c r o s s  cut  of the popu-  

la t ion ,  which  you wi l l  have to dea l  wi th  i f  you get  into a m a j o r  t r o ub l e .  

And, f ina l ly ,  I have a m a j o r  v iew about  th i s ,  and tha t  i s  that ,  

s i n c e  I am not the w o r l d ' s  g r e a t e s t  b e l i e v e r  in  r e o r g a n i z a t i o n  in  t e r m s  

pf d rawing  new c h a r t s ,  the only r e o r g a n i z a t i o n  tha t  I know tha t  f i na l l y  

w o r k s  i s  to t h i n  out h e a d q u a r t e r s .  And the b i g g e s t  con t r ibu t ion  tha t  

I be l i eve  can be m a d e  to e f fec t ive  m a n p o w e r  u t i l i z a t i o n  i s  to keep the 

h e a d q u a r t e r s  so th in  tha t  t hey  c a n ' t  ge t  in the way  of the people  tha t  have 

got to do the work .  

Thank  you.  

COL.  DE CAMARA: 

ques t i ons .  

QUESTION: Dr .  G inzbe rg ,  

lot about  m a n p o w e r  u t i l i z a t ion ,  

p e r s o n n e l ,  and e v e r y t h i n g  e l se ,  

w o r k  week.  

Gentlemen, Dr. Ginzberg is ready for your 

we have been  r e a d i n g  h e r e  an awful  

g r e a t e r  e f f i c i e n c y  in  the e m p l o y m e n t  of 

and today  we a r e  t a lk ing  about  a 32-hour  

T h e s e  two s o r t  of j a r  m e  as  be ing  in  conf l i c t  wi th  each  o t h e r .  
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W o u l d  you e l a b o r a t e  on t h a t ?  

DR.  GINZBERG: I t r i e d - - a n d  th i s  j u s t  s h o w s  wha t  one c a n ' t  do 

in  an h o u r - - t o  s a y  tha t  the  c o n c e p t  of  m a n p o w e r  u t i l i z a t i o n  a l w a y s  ha s  

to be  though t  of  in  t e r m s  of  the  l a r g e s t  f n a m e  of va lue ,  w h i c h  m e a n s  tha t  

i f  a s o c i e t y  f i na l l y  g e t s  to th ink  tha t  a l l  i t  w a n t s  to do i s  w o r k  40 h o u r s ,  

30 h o u r s - - I  m e n t i o n e d  the  84  h o u r s  tha t  we u s e d  to be  w i l l i n g  to w o r k  

e a r l i e r - - w i t h i n  w h a t e v e r  h o u r s  i t  i s  w i l l i n g  to work ,  you can  s t i l l  be  m o r e  

o r  l e s s  e f f i c i e n t .  

The  po in t  i s  t ha t  o u r s  i s  a s o c i e t y  w h i c h  has  no t  found i t  n e c e s s a r y ,  

obv ious ly ,  to w o r k  v e r y  m u c h  m o r e  than  we a r e  w o r k i n g .  We s e e m  to 

be  g r o w i n g  at  a not  b a d  r a t e ,  a l t h o u g h  t h e r e  a r e  a lot  of  a r g u m e n t s ,  a n d  

I ' m  no t  m u c h  i m p r e s s e d  wi th  t h e m ,  about  o u r  r a t e  of  g r o w t h .  So tha t  one 

of the  t h ings  t ha t  we have  done  wi th  ou r  i n c r e a s i n g  p r o d u c t i v i t y  i s  to t ake  

out  p a r t  of the  g a i n  t h r o u g h  l e i s u r e .  And  we have  g e n e r a l l y  had  a po in t  

of  v i e w  tha t  i t  was  d e s i r a b l e  to h a v e  m o r e  l e i s u r e .  A n d  we s t i l l  got  a 

l a r g e  n u m b e r  of  a d d i t i o n a l  goods  and  s e r v i c e s  p r o d u c e d .  Tha t  i s  one  of  
p 

the  op t ions  t ha t  a s o c i e t y  h a s - - i s  to w o r k  m o r e  o r  to ge t  m o r e  goods ;  

and,  a s  f a r  a s  I can  s e e ,  the  s o c i e t y  d e c i d e s  tha t .  But  w i t h i n  w h a t e v e r  

f r a m e  i t  m a k e s  the  d e c i s i o n ,  you can  s t i l l  u s e  p e o p l e  b e t t e r  o r  w o r s e .  

My own v i e w  i s - - a n d  I ' l l  t e l l  you  wha t  I t h i n k .  I have  found tha t  

w h e n  I got  m y  new  s e c r e t a r y ,  I d e c i d e d  tha t ,  wha t  d id  I have  to o f f e r  a t  

the  u n i v e r s i t y ?  One of  the  t h i n g s  I had  to o f f e r  was  f l e x i b l e  h o u r s .  

P e o p l e  d o n ' t  l ike  to w o r k  up town in  New Y o r k .  T h e y  p r e f e r  to w o r k  down-  

town.  So I s a id :  "O.  K. You can  c o m e  in a t  n i n e  t h i r t y  and  l e a v e  e a r l i e r  
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than  the n o r m a l  h o u r s - - f o u r  o tc lock  if  you l ike .  *' I f ind out tha t  she  

does a l l  the work  in tha t  p e r i o d  of t ime  tha t  m y  " v e r y  e f f i c i en t  s e c r e t a r i e s "  

did in t h e i r  r e g u l a r  work  day e a r l i e r .  

Tha t  is ,  t h e r e ' s  a t r e m e n d o u s  e l a s t i c i t y  in  p e o p l e ' s  a b i l i t y  to 

put out work .  As I r e c a l l  it ,  the A r m y  in  the old days ,  and the A i r  Corps ,  

in the w a r m e s t  w e a t h e r  in Honolulu  u s e d  to ge t  up at  s e v e n  or  s e v e n  

t h i r t y  and go home a t  twelve ,  and tha t  was  a l l .  That  was  a work  day.  

And I ' m  s u r e  a l l  the work  got done in those  h o u r s .  

QUESTION: I1m s u r e  tha t  you r  a t t e m p t  to th in  out h e a d q u a r t e r s  

couldnVt fa l l  on m o r e  s y m p a t h e t i c  e a r s .  But  I don ' t  s ee  i t  happen ing  

h e r e .  What  con t r ibu t ion  can you m a k e  t o w a r d  e l i m i n a t i n g  some  of the 

e x t r a  l a y e r s  ? 

DR. GINZBERG: Well ,  I ' m  not  quot ing any  s e c r e t s  a t  the m o m e n t  

beyond  what  I r e a d  in  the New York  T i m e s ,  which  i s  a p r e t t y  good s o u r c e .  

I nc iden t a l l y ,  j u s t  in pa s s ing ,  one of the  f o o i i s h  th ings  tha t  I th ink  r e a l l y  

i n t e r f e r e  wi th  m a n p o w e r  u t i l i z a t i o n  a r e  s e c u r i t y  r e g u l a t i o n s .  My e x p e r -  

i ence  i s  tha t  when you m a k e  i t  v e r y  d i f f icu l t  for  people  to handle  s o - c a l l e d  

conf iden t i a l  and  s e c r e t  and top s e c r e t  p a p e r s ,  you m a k e  s o m e  ga ins ;  

but I th ink  you have t r e m e n d o u s  h idden cos t s ,  b e c a u s e  the people  who 

ought to know th ings  don ' t  know and y o u ' r e  jus t ,  you know, t r i p p i n g  y o u r -  

s e l f .  Since the R u s s i a n s  p r o b a b l y  know e v e r y t h i n g  they  have to know 

about  that ,  i t  looks to me  to be a l i t t l e  foo l i sh .  

In t a lk ing  about  not be ing  p r i v y  to p lans ,  
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no t ion  tha t  what  would m a k e  the s e r v i c e  S e c r e t a r i e s  p e r h a p s  Unde r  

S e c r e t a r i e s  of Defense  and t h e r e b y  have  a c o l l a p s e  of PS ones  into one, 

that  i s ,  the A s s i s t a n t  S e c r e t a r y  l eve l  of De fense ,  the S e c r e t a r y ' s  own 

off ice at  the s e r v i c e  level ,  and t h e n  t h e  A s s i s t a n t  S e c r e t a r y - t h i s  i s  one 

way in which  one could beg in  to move .  I don ' t  th ink  i t ' s  the on ly  way, 

but i t ' s  one way.  

Ano the r  way  would be to r e m i n d  Defense  tha t  i t ' s  supposed  to be 

po l i cy  and  not t o  be invo lved  in a l l  k inds  of p i cayune  o p e r a t i o n s .  Th i s  

i s  a cons t an t  p r o b l e m .  It  i s  v e r y  h a r d  for  people  at  the top, and  e s p e c -  

i a l l y  in  G o v e r n m e n t - - I ' m  v e r y  s y m p a t h e t i c - - t o  r e a l l y  s t a y  wi th  the job 

t h e y ' r e  supposed  to s t a y  with.  Somehow or  o ther ,  the  d e t a i l s  of the 

job s w a m p  them.  

Th is  has  to do p a r t l y  b e c a u s e  the C o n g r e s s  i s  on t h e i r  n e c k s .  The 

p r e s s  i s  on t h e i r  n e c k s .  And t h e r e  a r e  v e r y  few c iv i l  s e r v a n t s  a n d / o r  

o the r  people  in Wash ing ton  who can s a y :  " I  don ' t  know and I ' m  not 

supposed  to know. I ' l l  f ind o u t . "  I th ink  tha t  i f  you could get  a league  

of the Cab ine t  and the s u b - c a b i n e t  who would beg in  to a n s w e r  both the 

C o n g r e s s  and the p r e s s  tha t  w a y - - " I  don ' t  know. I ' m  not supposed  to 

know. But I ' l l  f ind o u t " - - m a y b e  they  would s t a r t  to do the  work  t hey  

ought  to do. 

COL.  DE CAMARA: Dr .  G inzbe rg ,  you know tha t  c o m m e n t  about  

the S e r v i c e  S e c r e t a r i e s  i s  Sena to r  S y m i n g t o n ' s  r e c o m m e n d a t i o n  to the  

P r e s i d e n t - e l e c t .  

DR.  GINZBERG: T h a t ' s  what  I r e f e r  to. 
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QUESTION: In a r e c e n t  book, " D i s c r i m i n a t i o n ,  U . S . A . , "  the 

s t a t e m e n t  i s  made  that :  " D i s c r i m i n a t i o n ,  i t s  p r a c t i c e s  and e f fec t s ,  

cos t  us  about  30 b i l l ion  d o l l a r s  of our  g r o s s  na t i ona l  p r o d u c t . "  Would 

you c o m m e n t  on th i s  s t a t e m e n t ?  

DR. GINZBERG: I dontt  l ike  to put m o n e y  v a l u e s  on th ings  which  

I th ink  a r e  r e a l l y  not  s u b j e c t  to s u c h  e v a l u a t i o n s .  I would s a y  tha t  i f  

we a r e  in  v io la t ion  of our  b a s i c  t r ad i t i on ,  our  c o n s t i t u t i o n a l  c o m m i t m e n t s ,  

and our  p r o b l e m s  of human  digni ty ,  I would s a y  i t t s  m u c h  m o r e  than  

30 b i l l i on  dol lars~ to beg in  wi th .  

I would say ,  f u r t h e r ,  that  s i nce  I be l i eve  tha t  our  d i s c r i m i n a t o r y  

p r a c t i c e s  cos t  us  v e r y  d e a r l y  o v e r s e a s ~  and e s p e c i a l l y  in  the m a j o r  con-  

t i nen t  of A s i a  and s e c o n d a r i l y  in A f r i c a  and  South A m e r i c a ,  I wouldntt  

know how to p r i c e  that ,  s i nce  the m e a s u r e  of the U. S. in  t e r m s  of people  

o v e r s e a s  wi l l  a lways  be in  t e r m s  not of what  we s a y  but what  we do. 

And we a r e  p a r t i c u l a r l y  v u l n e r a b l e ,  t h e r e f o r e ,  to th i s  k ind  of m i s b e -  

h a v i o r  on our  p a r t .  And the C o m m i e s  a r e  v e r y  c l e v e r  about  t h i s .  So 

I would s a y  i t t s  v e r y  high.  

I a s s u m e  tha t  the 30 b i l l i on  do l l a r  f igu re  m e a n s  m o r e  t e c h n i c a l l y  

th i s :  You have  to have a lot  of dupl ica te  f a c i l i t i e s  in  the  South. You have 

to have dupl ica te  s c h o o l s .  You have to have r e a l - u t i l i z a t i o n  in the  ways  

you a s s i g n  N e g r o e s  and wh i t e s .  You fa i l  to r e a l l y  put t r a i n i n g  into s o m e  

of the m i n o r i t y  g roups  when you should,  and so on. You could bui ld  up 

th i s  k ind of a f igure  v e r y  e a s i l y ,  I would s ay .  

QUESTION: Do you th ink  tha t  t h e r e  i s  a d i r e c t  r e l a t i o n s h i p  
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be tween  the e f fec t ive  u t i l i z a t i o n  and the p r e s e n t  u n e m p l o y m e n t  p r o b l e m ?  

The g r e a t e r  the u t i l i z a t i on ,  i t  s e e m s  to me ,  the  g r e a t e r  the u n e m p l o y m e n t .  

DR.  GINZBERG: Well ,  thatVs a n ice  p r o b l e m .  My view i s  tha t  

u n e m p l o y m e n t  i s  a key  c h a r g e  tha t  a s o c i e t y  i s  not  be ing  e f fec t ive  in i t s  

u t i l i z a t i o n  i f  you have people  able  and  wi l l ing  to work  who canVt work .  

So tha t  unde r  the E m p l o y m e n t  Act  of  1946 we have a c h a r g e  on the Fed= 

e r a l  G o v e r n m e n t  to c o n s t a n t l y  develop p o l i c i e s  which  wi l l  i n s u r e  the 

m a x i m u m  n u m b e r  of jobs for  people  who a r e  i n t e r e s t e d  and able  and 

wi l l ing  to work .  

f i r s t  v iew of th i s  i s  tha t  if  people  a r e  n o ~ o r k i n g ,  So tha t  the w e  

had b e t t e r  f igure  out how we can get  t h e m  to work .  I would s a y  tha t  

we have not done a good job in  the l a s t  @ew y e a r s  of pub l i c l y  b e c o m i n g  

m o r e  c o n c e r n e d  about  two k inds  of e m p l o y m e n t  and unde r  e m p l o y m e n t .  

In m y  opinion,  our  f a r m  p r o b l e m  i s  not  p r i m a r i l y  a c o m m o d i t y  

p r o b l e m  or  p r i c i n g  p r o b l e m .  ZtVs p r i ' r na r i l y  a human  r e s o u r c e  p r o b l e m .  

We have t °q  m a n y  m i l l i o n s  of people  on ~arms who canVt e a r n  a decen t  

l ive l ihood;  and the r e a l  cha l l enge  to the c o u n t r y  i s  to develop a po l i cy  

for  t a k i n g - - y o u  can t t  take  the o lde r  people  off the f a r m s .  T h e y  have to 

l ive  out t h e i r  l i ve s  t h e r e - - b u t  one of the big p r o b l e m s  i s  how to t r a i n  

and f a c i l i t a t e  the  i n d u s t r i a l  a b s o r p t i o n  of the s u r p l u s  f a r m  popula t ion  

among  the y o u n g e r  age  g roups .  Th i s  i s  m y  def in i t ion  of the  f a r m  p rob -  

l em.  We have  done poor ly ,  in m y  opinion,  b e c a u s e  we have done so 

l i t t le ,  i n  coming  to g r i p s  wi th  the d e p r e s s e d  a r e a  p r o b l e m s  in d i f f e r e n t  

p a r t s  of the coun t ry .  T h i s  i s  ev idence  of m a l - u t i l i z a t i o n .  
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Now, what you're saying is that if you are going to constantly 

0 

improve the manner in which you use your people, you will be able to 

ge t  on wi th  f e w e r  p e o p l e - - t h e  way  I s u g g e s t e d  of t h i n n i n g  out  the  P e n t a g o n .  

I wou ld  s a y  tha t  the  c o r r e l a t i v e  of  tha t  i s ,  How i m a g i n a t i v e  a r e  we in  

c r e a t i n g  the  c o n d i t i o n s  fo r  g r o w t h  in  o t h e r  w a y s  ? We n e e d  m o r e  p e o p l e  

in  m e d i c a l  s e r v i c e .  We s u p p o s e d l y  n e e d  m o r e  p e o p l e  a t  t he  s c h o o l s .  

We n e e d  m o r e  p e o p l e  to d e v e l o p  s e r v i c e s  fo r  o l d e r  p e o p l e .  So tha t  the  

b ig  t r i c k  i s  r e a l l y  how to k e e p  a d y n a m i c  e c o n o m y  d e v e l o p i n g  a new  k i n d  

of w o r k  o p p o r t u n i t i e s  w h i c h  the  e c o n o m y  wan t s  b e c a u s e  i t  n e e d s  the  

s e r v i c e s ,  and  t h e r e b y  b e i n g  as  e f f i c i e n t  a s  p o s s i b l e  in  o t h e r  a r e a s .  And  

the  b ig  t r i c k  i s  to b u i l d  the  b r i d g e s  b e t w e e n  the two.  And  I th ink ,  i f  you 

look  a t  i t  h i s t o r i c a l l y ,  we have  done  r e a s o n a b l y  w e l l  o v e r  a h u n d r e d  y e a r s  o r  

• f i f ty  y e a r s ,  but  w e ' r e  not  do ing  as  w e l l  a s  we ough t  to be do ing .  

QUESTION:  D o c t o r ,  w e ' v e  r e a d  a lot  and  h e a r d  a lot  abou t  h u m a n  

r e s o u r c e s .  I wou ld  be v e r y  i n t e r e s t e d  i n  y o u r  d e f i n i t i o n  of t h i s  t e r m .  

DR.  GINZBERG:  I ' l l  t e l l  you a funny s t o r y .  When  we s t a r t e d  

the  c o n s e r v a t i o n  of h u m a n  r e s o u r c e s  p r o j e c t  a t  C o l u m b i a - - G e n e r a l  

E i s e n h o w e r  did  i t  w h e n  he was  p r e s i d e n t - - m y  s e c r e t a r y  u s e d  to a n s w e r  

the  phone  and  s a y  " H u m a n  R e s o u r c e s "  and  s h e  got  the  i d e a  of  a h u m a n  

a b a t t o i r - - e y e s ,  n o s e s ,  a r m s ,  l e g s ,  and  so  on.  I t ' s  a v e r y  t r i c k y  c o n -  

cept ,  r e a l l y .  

I wou ld  s a y  tha t  t he  c o n c e p t  of h u m a n  r e s o u r c e s  i s  tha t  h u m a n  b e i n g s ,  

f r o m  the  po in t  of  v i e w  of  the  e c o n o m y ,  r e p r e s e n t l  ~ a p o t e n t i a l  o r  a c t u a l  

m a n p o w e r  r e s o u r c e .  The  d i s t i n c t i o n  b e t w e e n  a h u m a n  r e s o u r c e  and  a 
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m a n p o w e r  r e s o u r c e ,  w h i c h  I t h i n k  i s  a he lp fu l  d i s t i n c t i o n ,  i s  t ha t  a 

m a n p o w e r  r e s o u r c e  i s  a d e v e l o p e d  h u m a n  r e s o u r c e  w h i c h  has  v a l u e  for  

the  o p e r a t i o n s  of a go ing  e c o n o m i c  s y s t e m .  It i s  a r e s o u r c e  tha t  you n e e d  

in  o r d e r  to p r o d u c e  g o o d s  and  s e r v i c e s .  A h u m a n  r e s o u r c e  i s  a p o t e n t i a l  

m a n p o w e r  r e s o u r c e .  Tha t  i s ,  c h i l d r e n  a r e  a p o t e n t i a l  m a n p o w e r  r e s o u r c e .  

And  the  q u e s t i o n  as  to the  qua l i t y  of the  m a n p o w e r  r e s o u r c e s  of the  c o u n t r y  

d e p e n d s  on how w e l l  you d e v e l o p  y o u r  h u m a n  r e s o u r c e s ,  b e c a u s e  the  e d u c a t i o n ,  

the  t r a i n i n g ,  the  hea l th ,  and  so  on w i l l  a l l  d e t e r m i n e  the  f u t u r e  of  the  m a n -  

p o w e r  r e s o u r c e .  So y o u r  h u m a n  r e s o u r c e s  a r e  the  ~concept of  t h i n k i n g  abou t  

a p o p u l a t i o n  in  t e r m s  of i t s  a c t u a l  o r  p o t e n t i a l  va lue  fo r  e c o n o m i c  output .  

I t ' s  no t  c o e x t e n s i v e  w i t h  h u m a n  b e i n g s .  T h e r e  a r e  o t h e r  f a c t o r s .  

QUESTION:  You t a l k e d  abou t  c o m p u l s i o n  b e i n g  a d r a w b a c k .  How 

do you p r o p o s e  tha t  we r e p l a c e  c o m p u l s i o n  wi th  v o l u n t e e r s  ? 

DR. GINZBERG: Well ,  I h a v e  b e e n  a l i t t l e  l e s s  a c t i v e  in  the  P e n t a -  

gon in r e c e n t  y e a r s .  I ' m  not  up to da te  on a l l  of the  l o g i s t i c s  of the  q u e s -  

t ion .  The  a r g u m e n t  was  in  the  o l d d a y s ,  w h e n  I h e a r d  i t ,  t ha t  you cou ld  

look  f o r w a r d  to s o m e t h i n g  l ike  a m i l l i o n  and  a ha l f  to a m i l l i o n  and  t h r e e -  

q u a r t e r s  v o l u n t e e r s  in the  a b s e n c e  of S e l e c t i v e  S e r v i c e ;  and  o s t e n s i b l y  

you n e e d e d  two and  a ha l f  m i l l i o n .  So t h e r e  was  a gap of s o m e t h i n g  

l ike  a m i l l i o n .  

My own v i e w  is ,  f r o m  e x p e r i e n c e ,  t h a t  t h e r e  a r e  s e v e r a l  p o s s i -  

b i l i t i e s  of  h e l p i n g  y o u r s e l v e s ,  a s  I s u g g e s t e d  the  A i r  F o r c e s  had  in  p a r t .  

T h e r e  w e r e  X n u m b e r  of f u n c t i o n s  w h i c h  c o u l d  be p e r f o r m e d  e f f e c t i v e l y  J 

u n d e r  c o n t r a c t ,  and  I have  no b e l i e f  t ha t  the  A r m e d  S e r v i c e s  gave  gone  
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to  a m a x i m u m  d e g r e e  in  tha t  d i r e c t i o n .  T h a t t s  n u m b e r  one .  

N u m b e r  two w a s  t h a t  t h e r e  w a s  m o r e  s c o p e ,  I t hough t ,  w i t h  r e s p e c t  

• to  the  u s e  of  s o m e  of o u r  i n d i g e n o u s  p e r s o n n e l  in  the  a r e a s  w h e r e  we  

w e r e  b a s e d  o v e r s e a s .  We h a v e  done a f a i r  a m o u n t  of  tha t ,  a n d  I know 

t h e r e  a r e  good  m i l i t a r y  r e a s o n s  why  you  d o n ' t  w a n t  to go too f a r .  N e v e r -  

t h e l e s s ,  I t h o u g h t  t h e r e  w e r e  m a r g i n s .  

And,  f i na l l y ,  I w a s  by  no  m e a n s  s u r e  t ha t  the  f i g u r e  of a m i l l i o n  

a n d  a h a l f  o r  a m i l l i o n  a n d  t h r e e - q u a r t e r s  w a s  n e c e s s a r i l y  a n y t h i n g  m o r e  

t h a n  a p e s s i m i s t i c  e s t i m a t e .  A n d  w h i l e  I w o u l d  no t  h a v e  t a k e n  s u c h  a 

r a d i c a l  p o s i t i o n  to s a y  to  t he  A r m e d  S e r v i c e s  t h a t  t h e y  s h o u l d  " a b a n d o n "  
l i k e d  

c o m p u l s i o n .  I w o u l d  h a v e ~  to h a v e  s e e n  m o r e  e f f o r t  m a d e  o v e r  a p e r i o d  

of  y e a r s  to  s e e  w h e t h e r  the  w h o l e  of  the  s e r v i c e s  c o u l d  h a v e  m o v e d  to 

a m o r e  v o l u n t a r y  b a s i s ,  b e c a u s e  I b e l i e v e  tha t ,  w h e n  you  have  a s o c i e y  

Like ours, which is basically as negatively inclined toward things mili- 

tary and as negatively inclined towards compulsion, and where there is 

such great inequity in the way in which the draft operates--I think it's 

a public scandal, and have so said in congressional testirr~ony--that is, 

you can't have a universal military training and service act which in my 

estimate--I know the Department of Defense doesn't agree--wiU only 

involve about 33 percent of the new age groups--I think this is just out- 

rageous. You can't have it. You can do that on a lottery basis. 

So I think we're just playing for trouble, and I would like to see more 

exper~mentatlon to get away from it, because I think you get very low 

utilization out of the people whom you force in. 
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Q U E S T I O N :  D r .  Ginzberg0  I ' m  s u r e  a l l  of  u s  in  t h i s  r o o m  have  

o u r  own op in ions  abou t  t h i s  p a r t i c u l a r  t h i n g  t ha t  I ' m  abou t  to a s k  you .  

We have  gone t h r o u g h  s e v e r a l  r e g i m e s  in  the  conduc t  of o u r  m i l i t a r y  s e r -  

v i c e s .  I a m  t a l k i n g  now abou t  the  t r e n d  f r o m  t r u e  d i s c i p l i n e  to the  

d e m o c r a t i c  t ype  of an  o r g a n i z a t i o n  t h a t  we have  now.  T a k e  the  s y s t e m  of 

s a n i t i z a t i o n ,  t ake  the  s y s t e m  of m e c h a n i z a t i o n ,  a n d  a l l  of  t he  t y p e s  of 

m a n a g e m e n t  r e p o r t ,  the  p e r s o n n e l  c o u n s e l i n g ,  the  p l a y i n g  to the  w h i m s  

of the  i n d i v i d u a l ,  and  I ' m  s u r e r - a n d ,  a s  I s a y ,  I have  m y  own v i e w s  a s  

to  how e f f e c t i v e  we a r e .  W h a t  do you  t h ink  in  t h i s  t r e n d  of w h e r e  we 

have  c o m p l e t e l y  r e v e r s e d  ou r  p o s i t i o n  in  the  o p e r a t i o n  of o u r  A r m e d  

F o r c e s - - h a v e  we r e a l l y  m a d e  a n y  m o n e y ,  do you  t h i n k ?  Do you  t h i n k  

t h a t ' s  a good p a t t e r n  to f o l l o w  ? 

DR. GINZBERG: I have  a double  v i e w  on t h a t .  My  i m p r e s s i o n  

i s  t ha t  d u r i n g  W o r l d  W a r  II  the  whole  f a n c y  e m p h a s i s  on m o r a l e  a n d  on 

the  p e n e t r a t i o n  of p s y c h i a t r y  in  the  m i l i t a r y  w a s  u n b a l a n c e d ,  w a y  out  of  

hand;  j u s t  wen t  h a y w i r e .  

I u n d e r s t a n d  why  i t  h a p p e n e d ,  but  I t h i n k  t h a t  i t  f oo l ed  u s .  I d o n ' t  

b e l i e v e  tha t  m o r a l e  i s  t h a t  i m p o r t a n t .  I f  the  c o m m a n d e r  c a n ' t  c o n t r o l  

m o r a l e ,  y o u ' d  b e t t e r  r e m o v e  the  c o m m a n d e r .  So I w a s  v e r y  r e s t i v e  

abou t  t h a t .  

On the  o t h e r  hand ,  you  have  to r e a l i z e  t h a t  w h a t  the  A r m e d  S e r v i c e s  

can  do in  the  m a n a g e m e n t  of t h e i r  p e r s o n n e l  i s  v e r y  m u c h  c o n d i t i o n e d  

by  by  the  a t t i t u d e s  and  v a l u e s  a n d  e x p e c t a t i o n s  of the  c i t i z e n r y  a t  l a r g e .  

Y o u ' r e  no t  an  i n d e p e n d e n t  body  w i thou t  the  e l e m e n t s  of t h i s  l a r g e r  u n i v e r s e .  
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I am just now finishing a book called "Managementhkuthorlty in 

a Free Society, " indicating how industrial management--this comes out 

of my military study--has had its power to manage constantly reduced 

by virtue of the way in which the democratic society has evolved. And 

therefore the big trick is to be sensitive to what is going on in the larger 
my 

society, but not being pushed off base. And in "Ineffective Soldier" 

I have a considerable number of .ceseswhere I think that the military 

went way too far on its own discipline. 

So that this is never a thing that you can answer "either or." 

It's a question of being sensitive to the kinds of values which you cannot 

ignore except at your peril; and, on the other hand, not to fall victim 

to a lot of foolish gadgeteering. It's in between. 

That's an evasive answer, but it doesn't mean to be evasive. You've 

got  to. f ind  a way  in  b e t w e e n  t h e m .  

QUESTION:  Dr .  G i n z b e r g ,  
of  

in  s o m e / o u r  e a r L i e r  d i s c u s s i o n s  of  

m a n p o w e r  tha t  we have  had  h e r e  t h e r e  has  b e e n  the  f e e l i n g  tha t  we s h o u l d  

not  i n t e r f e r e  w i th  th i s ,  you m i g h t  say ,  u n e m p l o y m e n t  i n s u r a n c e ,  o r  t h ink  

in  t e r m s  of hav ing  s o m e  s o r t  of p r o d u c t  f r o m  the  w o r k e r ,  s o m e  k i n d  of 

p r o d u c t i v e  u t i l i z a t i o n  as  long  as  t h e y  a r e  r e c e i v i n g  u n e m p l o y m e n t  i n s u r -  

a n c e .  T h i s  a t t i t u d e  i s  a l i t t l e  b i t  h a r d  to u n d e r s t a n d  in t e r m s  of s o m e  

of t h e s e  o t h e r  f a c t o r s .  Can you c o m m e n t  on t h a t ?  

DR.  GINZBERG: S o m e  of m y  e a r l i e r  s t u d i e s  in h u m a n  r e s o u r c e s  

d e a l t  w i th  the  p r o b l e m  of the  u n e m p l o y e d  b a c k  in  the  l a te  t h i r t i e s .  I wou ld  

s a y  one  has  to m a k e  a d i s t i n c t i o n  b e t w e e n  the  s h o r t - r u n  o r  i n t e r m e d i a t e  
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type of unemployment and really chronic conditions. 

I think that Mr. Roosevelt was Correct basically when he turned 

his back on the British dole and moved toward a WPA or PWA system 

in the m i d  t h i r t i e s ,  t o  s a y  tha t  i t  w a s  i n j u r i o u s  to the ind iv idua l ,  bad for 

soc i e ty ,  to keep people  at  b a r e  m i n i m u m  l eve l s  of i ncome  and not  p e r m i t  

t hem to work .  And I would u n q u e s t i o n a b l y  be l i eve  tha t  was  r i gh t .  
in  

On the o the r  hand, runningAan e c o n o m y  of 70 m i l l i o n  people ,  wi th  

d i f f e r en t  r a t e s  of t e c h n o l o g i c a l  change in d i f f e r e n t  r e g i o n s  of the count ry ,  a 

d i f f e r en t  m o v e m e n t ,  I don ' t  th ink  we ought to ge t  in our  own way.  I t ' s  

h a r d  enough to keep that  e c o n o m y  runn ing .  And I th ink  one way to keep 

i t  r u n n i n g  i s  to bui ld  in  c e r t a i n  s u p p o r t s  for  people  who get  a f fec ted  

by the change p r o b l e m .  And I would say ,  t h e r e f o r e ,  that  for  what  i s  

now thought  to be s o m e t h i n g  l ike 26 weeks ,  h a l f a  y e a r ,  I would p r e f e r  

to th ink about  tha t  in  t e r m s  o f  u n e m p l o y m e n t  i n s u r a n c e ,  and  not move  to 

any  k ind  of u n e m p l o y m e n t  r e l i e f  tha t  has  work  t i ed  in .  I would make  a 

d i s t inc t ion ,  t h e r e f o r e ,  be tween  t r y i n g  to ~ o v e  wi th  p r o g r a m s  to c r e a t e  

e m p l o y m e n t  in ch ron ic  a r e a s  and cont inue  to use  g e n e r a l  p r o g r a m s  to 
f r o m  Wash ing ton  

keep the e c o n o m y  at  a h igh l e v e l ~  and use  u n e m p l o y m e n t  i n s u r a n c e  in the 

i n t e r m e d i a t e  group.  T h a t ' s  the d i s t i n c t i o n  tha t  I would m a k e .  

QUESTION: Doctor ,  we have h e a r d  a lot about  the p r e o c c u p a t i o n  

of the ind iv idua l s  in th i s  c o u n t r y  with  s e c u r i t y  p r o b l e m s - - n o t  na t iona l  

s e c u r i t y ,  but t h e i r  p e r s o n a l  s e c u r i t y .  Th i s  s e e m s  to be a f fec t ing  m o s t  

of the younge r  people  too. How does  th i s  a f fec t  our  g e n e r a l  l abor  fo rce ,  

and  s p e c i f i c a l l y  the younge r  people  who a r e  coming  into  the fo rce  ? 
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DR. GIN~3ERG: Well,  no; I have some  r e a l  ques t i ons  about  the 

v a l i d i t y  of a l l  of t h i s .  I th ink t h e r e  a r e  m a j o r  t r a n s f o r m a t i o n s  going on 

a l l  the t ime  in a s o c i e t y .  ThereVs a c h a p t e r  tha t  I wrote  in a l i t t l e  human  

r e s o u r c e s  book c a l l e d  " T h e  New Wor ld  to W o r k , "  in  which  I t r i e d  to 

m a k e  exp l i c i t  the changes  tha t  I thought  w e r e  going on. 

I tm not s u r e  about  th i s  " g r e a t  i n t e r e s t  in  s e c u r i t y . "  What  has  hap-  

pened  i s  tha t  people  h a v e .  n e w  opt ions  now that  t hey  didnt t  have in the 

e a r l i e r  days ;  and I would s a y  they  would be v e r y  u n i n t e l l i g e n t  i f  t hey  didnt t  

th ink  about  those  opt ions ,  b e c a u s e  one s ign  of i n t e l l i g e n c e  i s  to t r y  to 

" m a x i m i z e  w h a t e v e r  you t r e  i n t e r e s t e d  in .  !1 And t h e r e  i s  a new s i t ua t ion  

h e r e .  

I th ink  tha t  one of the p r o b l e m s  on the s e c u r i t y  s ide  i s  tha t  people  
e a r l i e r ,  

m a r r y  ~earlier~ and have~ yo~ags te rs .  / - ,  and t h e r e f o r e  f a m i l y  ob l iga t ions  

move  quite d i f f e r e n t l y  now than  p r e v i o u s l y .  What  a young m a n  can do 

for  h i m s e l f  in t e r m s  of t ak ing  chances  and r i s k s  i s  quite  d i f f e r en t  f r o m  

what  a f a t he r  of a f a m i l y  of t h r e e  can do. And I th ink  we have r e s h a p e d  

whe re  we a r e  looking for  m a n y  of our  s a t i s f a c t i o n s  in th i s  world;  and 

the job a r e a  i s  on ly  one of the two a r e a s .  I th ink we have bui l t  up " the  

home'  a ~  b r i n g i n g u p  of k ids  and c o m m u n i t y  a c t i v i t i e s "  a s  a m a j o r  a r e a .  

Who am I to s a y  tha t  thatVs bad.  I th ink  tha t  th i s  s e c u r i t y  th ing i s  a bi t  

m i s u n d e r s t o o d  in  tha t  connec t ion .  

I t  so happens  tha t  m y  c u r r e n t  r e s e a r c h  dea l s  wi th  t a len t ,  s u p e r i o r  

p e r f o r m a n c e .  I a m  w o r r i e d  about  e a r l y  m a r r i a g e  and e a r l y  ch i ld  f o r m a -  
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t ion  wi th  r e s p e c t  to the v e r y  c r e a t i v e  people ,  b e c a u s e  I th ink they  need  

some  o r d e r s  of f r e e d o m .  B u t  t h a t ' s  a d i f f e r en t  m a t t e r .  Tha t  has  noth ing  

to do with  the g e n e s i s .  But I don ' t  a ccep t  the b a s i c  p r e m i s e ~ e x c e p t  as  you 
r e - i n t e r p r e t  i t  m u c h  m o r e  b road ly ,  in  i t s  l a r g e r  f r a m e .  

QUESTION: You out l ined  some  of the p r o b l e m s  in m a n p o w e r  u t i l -  

i z a t i on .  You have ou t l ined  s o m e  of the th ings  tha t  need  some  doing.  

My ques t ion  i s ,  O r g a n i z a t i o n a l l y ,  s t r u c t u r a l l y ,  or  in t e r m s  of how we 

a r e  a p p r o a c h i n g  t h i s  p r o b l e m  in G o v e r n m e n t ,  a r e  we on the r i g h t  t r a c k ?  

Or  what  a r e  the th ings  tha t  you t r y  to do? How do we go about  t h i s  job?  

DR. GINZBERG: As I m e n t i o n e d  in pa s s ing ,  the Na t iona l  Man-  

power  Counc i l  i s  c o m i n g  out wi th  a t h r e e -  to f o u r - h u n d r e d - p a g e  book 

ca l l ed  " G o v e r n m e n t  and Manpower ,  " in  which  we have t r i e d  to make  over  

a p e r i o d  of s e v e r a l  y e a r s ,  inc lud ing  c h a p t e r s  on m i l i t a r y  m a n p o w e r ,  

t r i e d  to ge t  some  o v e r a l l  j u d g m e n t s .  

In g e n e r a l ,  i n t e r e s t i n g l y  enough, we fee l  tha t  the G o v e r n m e n t  has  

been  f a l s e l y  a c c u s e d  of be ing  m u c h  m o r e  i n e f f i c i e n t  than  we have r e a l l y  

found i t  to be in g e n e r a l .  We a r e  not a t  a l l  convinced ,  and in a l l  of m y  
see  

l e c t u r i n g  to the  l a r g e  c o r p o r a t i o n s  I d o n ' ~ s o  m u c h  d~f fe rence  between,  
a 

l e t  us  s a y , / l a r g e  company  l ike G e n e r a l  E l e c t r i c  and the way  the P e n t a g o n  

o p e r a t e s .  F o r  m y  m o n e y  t h e r e  i s  a g r e a t  p a r a l l e l .  The p r o b l e m s  a r e  

embedded  in  s i z e ,  in  s p e c i a l i z a t i o n  of func t ions ,  and in the deg r e e  of 

s o p h i s t i c a t i o n  tha t  e x i s t s  in  the h i g h e r  m a n a g e m e n t  ~bout  how to deal  

wi th  the  human r e s o u r c e  f ac to r .  

So I would s a y  tha t  one th ing tha t  I would be in favor  of  in  t e r m s  of 

G o v e r n m e n t  i s  to t r y  to l e a r n  m o r e  about  the people  whom you h i r e ,  
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p r o m o t e ,  lose ,  r e t a i n ,  and  so on. The r e s e a r c h  i s  an i m p o r t a n t  i n s t r u -  

m e n t  of i m p r o v i n g  u t i l i z a t i o n .  

The second  th ing  i s  to t r y  to get  people  into  s e n i o r  p o s i t i o n s  who 

have s o m e  a w a r e n e s s  and a l e r t n e s s  of th i s ;  and I don ' t  know how you do 

that ,  f r a n k l y .  I th ink  tha t  p r o b a b l y  th i s  i s  a g e n e r a i i o n a l  m a t t e r .  

It i s  p r o b a b l y  t rue  that  the younge r  age g r o u p s - - n o t  n e c e s s a r i l y  ~true 

but  p r o b a b l y  t r u e - - t h a t  if  the gap be tween  the l e a d e r s h i p  and the people  

tha t  a r e  e m p l o y e d  in  age i s  n a r r o w e r ,  you m a y  get  s o m e  h i g h e r  s e n s i -  

t i v i t y  for  what  some  of t hese  i s s u e s  a r e .  Tha t  i s ,  l e t  me  be v e r y  exp l i c i t .  

I would th ink  tha t  a young o f f i ce r  coming  t h rough  the s e r v i c e  a c a d -  

e m i e s  now would have m u c h  m o r e  t r a i n i n g  in the s e r v i c e  a c a d e m i e s  

about the  n a t u r e  of t echno logy  and m o d e r n  s c i e n c e  in  r e l a t i o n s h i p  to 

w e a p o n r y  than some  g e n e r a l  or  a d m i r a l  who went  t h rough  t h i r t y  y e a r s  ago.  

And in tu rn  tha t  would r e f l e c t  i t s e l f  in  t e r m s  of h i s  s e n s i t i v i t y  and a w a r e -  

n e s s  of how to dea l  wi th  t e c h n i c a l  p e r s o n n e l .  I would hope so,  a t  l e a s t .  

So p a r t l y  th i s  i s  a g e n e r a t i o n a l  p r o b l e m ,  

P a r t l y  I th ink  the ques t ion  of i n - s e r v i c e  t r a i n i n g  i s  an i m p o r t a n t  

s t o r y .  T h e r e  a r e  no e a s y  a n s w e r s .  I am v e r y ,  v e r y  nega t ive  about  the  

g rowth  s t a t i s t i c a l  con t ro l  m e a s u r e s  that ,  le t  us  say ,  R e p r e s e n t a t i v e  

D a v i s '  c o m m i t t e e  and  so on would u se .  I don ' t  l ike  tha t  a t  a l l .  Th i s  i s  

r e a l l y  a g e n e r a l  t e s t  of m a n a g e m e n t  s k i l l s ;  and the b e s t  a n s w e r  I have  

i s  v e r y  u n s a t i s f a c t o r y - - t o  t r y  to p ick  good people .  

COL.  DE CAMARA: D r .  Ginzberg~ I know you have s t i m u l a t e d  
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enough thought so that we'll be turning this around in our minds for 

some time to come. On behalf of General Mundy and the faculty and 

the students, thank you very much, 
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