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MANPOWER UTILIZATION IN INDUSTRY

16 November 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 intro-
duce to this Class of 1961 Dr, Eli Ginzberg, of Columbia University. Dr,
Ginsgberg,

DR. GINZBERG: I've been here many times before, but this is
the firgt 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-
posed to talk about manpower utilization in industry. I};::t 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 managemeniand for the nation,

Well, this year, since I can't repeat myself--1 get too bored and




fall asleep--you know that old story about the professor who. dreamt

that he wag lecturing while agleep, and discovered he was--this year we
have two other books pretty far under way. I have many titles and one of
them is Director of Staff Studies of the National Manpower Council, The
National Manpower Council has a big volume on "Government and Manpower"
just about ready to come out, which deals with the issue of manpower
utilization from the viewpoint of the employer, Then we are completing
another volume called "The Waste of Manpower, " which also deals with
the utilization problem, So I thought that this year, instead of dealing
with completed books and trying to extract their lessons for you, I wouid
g-ive' you a preview of some of our ideas that are not yet out,

I'm going to do four things this morning rapidly, And, since I have
the cooperation of theSteff here that the best part of the presentation is our
informal discussion--questions and answers--1 must be clear not to take
too much time in the formal presentation. I want to do four things, I want
to tell you a little bit of how I think one ought to think about manpower
utilization, The big problem in most fields is how to think about the prob-
lem. If you ever think straight, the answers are easy, But if you can't
really get an approach to a problem, then you can flounder for a very long
time.

The next facet qf the problem is, How can one approach the subject
of more effective manpower utilization from a managerial point of view?

The third facet of the presentation is, What are some of the broader fac-
tors in a situation that go beyond management ability to affect utilization
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patterns? Management cannot deal with the utilization problem solely

or alone.- There are other forces at work, as we will see. And all the

way through, and in conclusion, I want to put before you some of the spec-
ific implications of these considerrations about manpower utilization for

the Armed Services, which are a particular type of structure, with a par-
ticular type of manpower problems, O.K, That's my schedule for myself,

Now, let's start by saying how to think about it, The ;firét point
I want to make is that there is a contradiction betweenidemocratic society. ..
and the concept of a maximum utilization of manpbwer. The endsg of a

. democratic society are the greater fulfillment of the meaning and values
of individual lives; and the maximum utilization of manpower really con-
ceives of people as an instrument, And there is an inherent contradiction
there even, let us say, in .times of national emergency and war,

That is, if you think about the story that I remember General Collins,
former Chief of Staff, told me some years ago ébout that when the Russian
infantry advanced, and they had no mine detectors, it was possible for the
Russians to take a squad of soldiers and tell them to go through the field
and really to use human bodies to detonate the mines. Now, I ask you
whether it is conceivable to operate American armed forces, even British
armed forces, in that fashion, You will see that, even in terms of a
major emergency, there are inherent interplays between the value struc-
ture of a society and what it can or cannot do with people, Let me just

remind you that in the middle of a major war General Eisenhower almost
lost General Patton because all he did was t0 glap a soldier, That gives
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you an idea of the sensitiviiy between the value structure and what you
can do with people. That's the first point. Yoﬁ have to think-about this,

The second point about manpéwer utilization is that there are differ-
ent ways of viewing the utilization problem depending on whether you think
about it in terms of the individual, the employer, or the larger society.
And you don't come out with the same answers depending on your vantage
point,

Take the question of retirement at 65 or at any earlier period, which
is compulsory. From the viewpoint of the individual that may be good or
it may be bad, If you have noticed the advertisements in the Sunday Times
or in other papers, you will see the banks saying that this is an ideal to
strive ‘for—‘-to put enough money aside so you can retire early. On the
other hand, if ‘you are the kind of person in good health and otherwise int-
erested in work, forced retirement may be a bane rather than a desirable
action,

From the point of view of the employer, if he is really operating in
a situation in which he has more people than hé wants or needs, he's glad
to get rid of his older people. On the other hand_. if he's operating in a
tight market, e; System of compulsory retirement might really handicap
him, And this has happened, of course, in the case of certain corporations
that have compulsory retirement, in terms of their scientists and engin-
eers; and they have been caught on the horns of a real dilemma where

are

there/shortages of scarce personnel and still they have compulsory retire-

ment,




Then frOm the point of view of the society at lérge, whether compul-
sory retirement is or is not effective manpower utilization depends upon
the leveis of unemployment, or the absente of unemployment from the
point of view of the general society. You get two different readings, I
notice that the President-elect has indicated that he hopes to bring General
Taylor and, I think, certain other generals back to active service, I don‘t.
know whether to active service, but, anyhow; to governmental service,
This raises a rather nice point about manpower utilization.

From the viewpoint of an‘individual who hasg been in a system such
as you have been in, with earned retirement after twenty or thirty years
of service, the individual may maximize his position by leaving the system
and taking his pension and working elsewhere, But if you look at it from
the point of view of the society, during which he has acquired very spec-
ialized skills, like General Gavin or General Taylor, it doesn't follow
that from the society's point of view of the use of skills, it makes very
much sense to have let people like Taylor and Gavin get out of the Govern-
ment at a time when their skills may be reqyired,

So thét what I have tried to suggest to you is that there is no single

or unitary way of looking at this manpower utilization, It depends on how

you turn it,

Now let me show you that, even from the viewpoint of the individual
how

himself, or from the society, 'Athe question of manpower utilization relates

to the costs involved in using people, I have recently been party to an
international conference on the aging in San Francisco; and there were
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some Swedish research materials which indicated that a considerable
proportion of the older workers in Sweden are working although it is to
their physical harm, They are actualiy shortening their lives, as far as
the best medical opinion could discover, although they weren't aware of
the fact, That is, that the objective view of the physiciang who examined
these people is that a certain proporﬁon of the older people were really
paying a very high cost for continuing to be utilized.)

Then, if you think about it from the viewpoint of an organization,
the Standard Oil Company of New Jersey had a very rigid compulsory re-
tirement rule. In the middle of World War II a very important foreman,
with very specialized skillé, came up for retirement, It went all the way
to the board of directors as to whether the rule would be waived, and they
decided it would not be waived. They retired him even though they needed
his skills, And then they followed through what happened, And they dis-
covered that seven people were promotéd because this one man got out.

So it is a question of how you look at the organization. I don't have
io really elaborate this point to the military, which is very cohscious of
this, But if I were dealing with a civilian audience, I would need more
emphasis on it, This is a question of which way you look at the utilization--
only with respect to the individual who is staying or leaving, or its impact
upon all the other individuals in the organization,

In our studies on the waste of manpower we recently ran across an
example in the State of California where the State is investing up to $200, 000

to rehabilitate a single individual to return him to work, Now, whatever
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justification that may have on a humane bagis, that is, we're a rich soc-
iety and whatever we want to do for human beings in their own right may -
make some sense, from the point of view of the economics of employment,
I would ‘raise with you some questions as to whether it makes much sense
to iﬁvest $200, 000 to bring back to work 2 man who may only have ten
years to go or fifteen years to go. I don't remember what it was,

I saw a fair amount of this difficulty of the costing of utilization dur-
ing World War II, when the Army and the Air Corps, I suppose it was then
called; got really blocked with limited-service men. It was quite true
that a lot of people could be used; but, after all, this was a big organiza-
tion and the question was, What . was the overhead cost of finding where
they could be used be? and what was the assignment and reassignment
potential that these pe.ople with handicaps had? And we found after a while
that we really got blocked with them. We had-so many of them, They
got in the way of a flow of personnel that you needed to get your basic
missions performed.

So this whole question of the cost of using people is an important one.

Now, let's take the question of whether you think about utilization
in terms of the total population or only in terms of the labor force. We
count unemployment in terms of the people who are actively looking for
work, But there are a large number of people in our type of society who
are outside of the labor force who may be interested in working but who

have given up looking for it,

Now, the question of how well a society is utilizing its resources,
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its manpower, depends really on the vantage point of whether you have

the narrow frame of just thinking about the people who are actively in the
labor force, or whether you think about the, I would suspect, millions of
women of middle age who would be glad to work under certain conditions;

but there are no jobs; sizeablé‘hundreds of thousands of the handicapped;

a considerable number of older people; and, believe it or not, not an incon-
siderable number of young pepple. We now have compulsory school
attendance laws which keep people in school in certain States up to seventeen
and eighteen unless you graduate from high school,

My vie'w is a little bit unusual in this matter. As an expert in human
resources you would think I would be in favor of more and more schooling,
I'm not necessarily in fa.voi' of more andmore schooling unless I see some
profit to it. In my opinion, there is a sizeable minority in schools who
1 don't think are profiting very much and, in fact, maybe are being harmed
5]{ being kept in school. They are in school because there is no other place
for them in society at the moment, That is, neither the employers nor
the trade unions or the society as a whole, the way we've been developing,
have much room for fifteen-year-olds, That may be the problem of the
society--to re-think whether the school is necessarily the answer to all
adolescents., I have my own doubts about this,

Now take the question of manpower utilization from the viewpoint
of the use of the alternative time when one is not working. In the U.S.S.R.
you have an expectation that most women, including women who have young

the time that
children, will work, We have a view that,women spend in thig country

A
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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 w;hat 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 againét
earlier days. 1 want to submit on the other side the question of whether
one takes into consideration this whole "Do it yourself' affair; and to what
extent this is simply a statistical mirage. That is, we don't 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-
tioh, let me call your attention to the whole argument that Mr, Galbraith
has precipitated for the American public and that is whether people are
usefully employed or not depends really on your valuations tha;t you attach
to the end product. Mr. Galbraith thinks that it's 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 there's a lot of redirection of resources
that would be desirable. If you deal with the teetotaler group, they would
consider all the people embloyed in the liquor industry as being wasted--
not only wasted; it's sinful. I mean, it's a negative kind of a view,

These are very difficult judgments to reach. Take the advertising

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

9




"Well, they're not 'creating' anything except a lot of words."

But if you
then ask a more sophisticated question about the dynamics of advertising
in terms of the production and distribution sysiem that we have in this
-country, you come out perhaps with not such an obvious answer,

So I hope by this first section that we have reviewed you are now
convinced that there's nothing very simple about thinking systematicaily
on the questions of manpower utilization, It is a very complicated subject,
which requires really multiple vantage points from which tﬁ approach it;
and the answers you get are embedded almost in the approach that you take.

With that as background, I want to now move to the second section,
which is, What can one say aboﬁt the opportunities for improved manpower
utilization open to management? What can management do to try to improve
the manpower utilization of the -people whom it employs?

Very roughly I want to make three distinctions, ax;d then I will explain

| them.

One way in which management can operate is to try to improve the
matching between the skills of the work force and the functions that there
are to be .performed. This is one kind of a matching., The closer it
can come to getting people of appropriate skills into the appropriate functions,
the better,

The second facet of the problem is, What is the relationship of the
human resource factor to thé other resource factors that management can

employ to get the end product produced, that is, in terms of labor versus
capital?
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Thirdly, What can management do about the organization and general
morale of the organization to eliéit higher orders of participation which
hopefully will be reflected in higher productivity of those people whom it
does employ?

These ére three axes that we can inspect briefly.

Let's look at this question of gkills and functions. In World War II
we had a Selective Service System which operated on the notion--for a

whole of the war, but the most of the
long time; not throughout the/war--that everybody who came into the armed
gservices had to be suitable for infantry assignment, In point of fact,
probably two out of three men who saw service in World War I never
heard a shot fired, never came anywhere near the combat area,

Now, obviously, if your requirements are artificially high, that is,
if you are looking for people to perform task A, but many of them never
have to pérform at that level, they only have to perform tasks B, C,
and D, this ig a fantagtic mal-utilization in the sense of creating all kinds
of troubles for srourself. This is a very im.portant point,

I recently had to interview girls for a new secretary. I had a girl
and she lasted eleven years, which is pretty good for New York, and theﬁ
went home to the West Coast and I had to find a new girl. It was quite
clear to me that one of the things that I had to look out for, since I had
an unusual office, was not to get anybody who had more skills than I needed,
because that was just playing for trouble, That is, there is such a thing
ag getting people who are over-skilled for the functions as well as under-

skilled, because if you get people who are over-skilled for the functions,
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you also create all kinds of troubles,

I think this is one of the issues that the Armed Services have, frank-
ly. Aé I recall, Captain Nimitz of the Navy some years ago, and a large
number of other semi-senior officers, took themselves out on the belief
that their skills were just not being intelligently employed. This is a
problem for every organization,

I am amused when the large corporations come around to the campus
and all they want is the honor students who have been three-legged men,
who ha..ve.' been ahead of all the student government and so on. I say: "What
do you want them for? To sell refrigerators for General Electric?

What do you need thefn for?" If you get these kind of people, the& will
only get in your way, beéaﬁse they will be dissatisfied in terms of their
expectations and their qualifications,” You can't use them, or you can use
very few of them.

So that an improved understanding of the real requirements of an
organization, and an undérstanding of the distribution of the aptitude and
skill level of the work force, and a better matching of the two, is very
important,

I think actually the Armed Services have done a pretty good job on
the new AFQT operation, in which they have now tried at the margins to
make a determination as to whether they can take in a marginal person,
not only on the question of his intellectual aptitude, but whether he also
has certain skill aptitudes. That's a much more imaginative way to handle
this--instead of dealing with a gingle factor, to deal with two or three
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factors at the margin,

The next thing that you can do under the skills-to-functions relation-
ship hag to do with the economizing of the scarce personnel. And in every
organization there are people of certain skills that are scarce, and there
are different ways to economize,

I think you've done a pretty good job in the Armed Services, but
only pi‘etty good. That is, you suffer ' from the tremendous difficulty
of being a very rigid hierarchical structure; and each person up on the
rank level can or cannot do certain things by virtue of his rank without
relationship to his skills, And you have this very radicai split between the
enlisted man and the officer. That is, you have none of the flexibility,
let us say, of Dr, Lawrence, now dead, in his laboratory out in Califor-
nia, the Radiation Laboratory, where a Nobel Prize winner and a director
of the laboratory, like Lawrence, on certain projects would be a working
member with a young instructor as a chief, because that young instructor
knew more than Dr., Lawrence did on certain projects, On other one Dr.
Lawrence was in charge, and on still other ones someone else was in
charge. That is, there is a great necessity, in my opinion, for more
effective manpower utilization; and the more technical you get, the more
important this is.--to try to break this rank and gkill hierarchy, because
there are not the same; and it does not follow that the person higher up
is necessarily the more knowledgeable,

I've been dealing with DuPont on a series of research seminars,

and I point out to them that one of the great difficulties of a technical
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company like they are is that it takes twenty years, more or less, for a
man to become, let's say, one of the key vice presidents for resgearch,
But in twenty years he's likely not {o be at the forefront any more of the
scientific knowledge in the fieid. And the problem, therefore, of how to
balance out technical competence and organizational maturity in a rank
structure is a really tough one,

- The place where it works best is in a very loose organization, in
which you can see that a 34-year-old fellow out in California manages to
get a Nobel Prize, That is, the thing is so open that people can operate
at their own steam without relevance to their place in the hierarchy,
That's very unusual, ‘You can't imitate the university across the board,

I understand this,

You can make some improvement, however, You can break, and
at least have parallel lines toward the top. You don't have to have people
necessarily move over from their technical or scientific line into the
administrative line in order to go to the top.

After World War II I worked with the then Surgeon General of the
Army, General Bliss, t§ arrange a new system of promotion, which made
it possible fora man to stay in his technical specialty and to have as high
a rank as the Surgeon General of the Army. That is, the top surgeon or
the top medical man or the top psychiatrist could achieve within his spec-
ialization area as much rank as the senior administrator in the corps.

This becomes very important when you start to say that what you

really want to do with rank is to hand it out in terms of the contribution
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that a person makes to the organization, In the old days it was quite
true that the person who had final responsibility to the organization was
the person who ran the organization, That's why he had the highest rank,

The more technical an organization gets, the 'more you have to
re-structure it, to try to make some elbow room for what might be called
the more individual contributor, The largest defense manufacturer in
the United States --and it's no secret; it's General Dynamics--the pres-
ident of that compans:/uzzgl te be the Under Secretary of the Army, told me
a few months ago--Well, I'll tell you two parts of the story. Mr, Pace,
in a lecture at the Pentagon some months ago indicated that, in his opinion,
50 percent of the profitability of that company depended on two people,
He didn't identify them, but I'm sure th:;ri:: the scientific and not on the
general managerial level, f‘ifty percent of the pfoﬁt of the ébmpany,
the real productivity of that company, was the function of two people. And
the president told me a little while ago that he had taken one of his two
scientists and just decided to automatically double his salary, because
he thought it was silly to give him modestrraises, because the contribu-
tion was ou# of all proportion and it didn't seem to make any sense so
why give him a 10 percent raise? He gave him a 100 percent raise,
This is a real headache now as t;.»rganizations get to be more and more
technical,

The next point is that management has to think about the utilization

problem in terms of two time perspectives, And, obviously, the Industrial

College of the Armed Forces and the other schoolsk,re indicative of the
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fact that the Armed Services have always been somewhat aware of this
problem. Thatis, you pay a price for reducing current utilization in ordelr
to be sure that you have the skills that you need at some future date,

And this is a difficult problem if you are running a profit organization,

as to how much investment do you want to make to increase the skill level
50 that you can fulfill tomorrow or the day after tomorrow its function?

On the other hand, this can get to be perhaps really inverted in tixe
Armed Services. I remind you of the testimony before one of the congres-
sional committees in '52, which looked at the scientific laboratories of
the Armed Services and the proving grounds,in which it was quite clear
that the conventional military policy of the rotation of personnel was creat-
ing a very low level of effectiveness in the management of these organiza-
tions, because people were being turned over all the time as part of the
rotational policy, That is, no commander was long enough in his post to
really become competent to manage the post properly; and there was a
God-awful lack ofe.fﬁgienqyéll the way through the organization because
of the rapid turn-over. That's the other half of it,

So you have a very subtle problem of balance here between, How
do you make reasonable investment to insure effective utilization in the
future by building up skills? and, on the other hand, How do you make sure
that you aren't so future-or.iented that you make it impoasible for effective
work to be done currently?

My general view of fhe Pentagon has been over the years that it takes

a year for a man to come in and catch on to what's going on. He starts
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to work effectively in the second year, By the third year he is looking
for his next assignment, So that the pay-off is very, very limited. It's
a very serious problem.

I would argue that the Armed Services are in a certain sense so
future-oriented in a formal sense of the term that they are really not get-
ting the returns out of current utilization that they ought to be getting,

Now, another point with respect to skills and functionsis the necessity
for management to re-study its assumptions about the quality of the labor
force and the kinds of assignments that it has. We all are loaded, every
group of people is loaded, with impressions as to the kinds of work that
other people can do or not do. Let me give you an outstanding illustration.

The Regular Services before World War II operated in general with
a very low level of enlisted men, by and large, 'It got sweetened a little
bit during the 1930's, because it was a depression period. But on the whole
it was a marginal group of poorly educated, somewhat wild youngsters
who went into the Regular Service, |

Came World War II and the Armed Services got a cut of the entire
population of the United States, with high levels of education, ihc hding col-
| lege, And for a long time the senior officers weren't aware fully of the
major changes that should have been made to take account of the fact that
you had entirely different personnel now to deal with,

I'll give you another illustration.. I was impressed, during my World
War I days in the Pentagon, with the kinds of assumptions‘thét were being

made about, let us say, Negroes; and I sort of explored that a bit, and
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were
realized that many of the senior officers/ southerners who had grown up

in Georgia, Alabama, Mississippi, in 1905, 1210; and their image of what
a Negro could and could not do, his education and competence, was a
function reaily of their basic impreskionable years, when they were still
growing up. They didn't know anything about northern-trained, northern-
educated, industrialized Negroes, who were skilled people.

Now, this is a problem we all carr& within ourselves. You saw that
with the WACs, incidentally, That is, we carry within ourselves a series
of operating assumptions about the qualities of the labor force that may
or may not be right; and the odds are, if the population is changing rapidly,
that the odds are wrong, that the old assumptions don't hold,

So much for skills and functions., Let's look at this qﬁestion of labor
in relationship to other input factors,

There was recently reported in the New York Times very sizeable
reductions in force in the largest mercantile company in Great Britain,
called Marks and Spencer, by J, C, Penney, which came about by the
elimination of a colossal amount of inventory records and sales records
and stockroom records. What the management of this operation finally
discovered was that it was better to lose a little property and to make
the savings in personnel; ther‘e would be a certain number of additional
thefts, that there would be some loss of property, but nothing in compar-
ison to the gains on the personnel side; that is, that you would be able
to pay for this many times over.

Now, Irecall a story that my father told me about the Bibliotecque
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Nationale, which is the largest library in the world; that in his student
days in Paris at the end of the nineties they had no guards in the library
except in their most rare books, which was centralized. It was cheaper
to trust most people and to recognize that some people would steal books
from the library and to have a few fellows buy them back the next morning
on the Seire than it was to guard the whole place, You see, this was a
very shrewd kind of Gallic estimate of how you could apcomplish your
end, which was to keep your books, in the cheapest possible way; and it
was cheaper to do it that way,

I had a hard time during World War Il trying to convince the Surgeon

General

/ of the Army's hospitals to stop counting the laundry and everything; that
it cost much mare to count the darn stuff than it was worth; and that if
you would increase your losses, you would still be way ahead of the game
when your manpoﬁver was short, This was a constant problem of trying
to thimk this through.

We have the opposite problem at universities. Universities are
very backward places., Each professor is supposed to be his own typist.
You may not pay professors very much, but you pay them more than typ-
ists, but we still sit there and type out--most of them; I don't say everybody--~
but most of the professors type out their own letters and do all these kinds
of chores, because the universitiea have never gotten to a point where they

understand the nature of making use of some additional investment along
the line,
Another point has to do with the question of what management can do

to redesign the work process through new capital investment, You have
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heard a lot, I suppose--or maybe not §o much--about the movement of -
fhe cotton textile companies from New England down south, The usual
explanation is that you get cheaper wages down south and tax reﬁissions
and so on., I don't believe that's the answer at all, The bagic gain that
comegabout is that when you finally build yourself a new pla;nt, like this
one, you have a chance, that you don't have in the old place, to really make
a whole set of new assignments, You get a new personnel, a new group
of workers, and you sort of can free  yourself from the work rules, limi-
and the -
tations,/bad habits that have grown up over fifty or a hundred years.
That's the real gain that you can make.

That's why I think Mr, Roosevelt during the 1930's found it necessary,
when he wanted to get quick action in the governmental agencies, to build
up parallel organizations. He didn't see any possibility really of getting
some of the old line agencies to move. According to all management theor-
ies, that's very bad,--to build up parallel organizations; but it just depends
on how important it is to get something to happen, And his answer was
to simply build parallel organizations, It may be a price you have to pay
sometimes,

One of the big transformations that are going on now is the constant
sweetening of more staff personnel and the reduction in what might be called
manufacturing labor in large-scale industry. We now have in companies

almost

like Standard Oil of New Jersey and General Electricf\half of the work force

on salary, There has been a recognition of the fact that your total objective

in terms of your overall costs of getting the stuff produced is cheaper by
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iﬁcreasing the amount of skill and technical competence at the staff level,
s0 you do beiter planning and better control; and you can then reduce,
with the machine‘, your operating labor way down,

That is, just in passing, one of the reasons why most of the discus-
sions about labor productivity are so meaningless unless you take the
total labor costs of an organization, because if you just take the factory
labor, what you really have is a whole transformation of the way in which
things are produced.

Another agpect of this is how much money you are willing to put
into supervision, The great problem, obviously, in World War I, which
made it so difficult for the Armed Services to get effective manpower
utilization, was that you started, as I recall it, in the Army and the Air Corps
¢ombined you had about 18, 000 regular officers, including those on extended
a.ctiye duty)when the war began. You ended with 800, 000 officers, The
amazing thing is that the organizaﬁon worked at all, You bhad ninety-day
wonders around. And the problem was, you had very little time to really
indoctrinate the leadership to do the supervision, One of the problems
that any management has is how much money it is willing to devote to the
| supervisory level to really try to raise the quality of performance of the
people on the line,

Now, the third facet of this has to do with administrative changes
- that give you some chance for productivity increases, One of the big dev-
elopments in go-called American industry over the last decade has been
decentralization. I think more has been said about it on paper than actually
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is warranted in fact, But there is a problem that the larger the organ-
ization you have, the more important it is to try not to have too many
papers flow to the top and have to flow back again,

As I recall it, I made an estimate a couple of years ago that, in
order to get, let us say, another wing on an Army hogpital, that paper
had to flow through thirteen levels in the Pentagon and the Bureau of the
Budget before it got approved; that it was reviewed twelve times before
there was action, Well, obviously, without trying to outguess what the
new President is going to do, there is some necessity to collapse an organ-
ization so that at least you get only half of those many levels if you want
anything to happen, Thirteen levels is an awfully large number of levels
to review, |

One of the big problems, therefore, in manpower utilization is to try
t0o make sure that between the initiation of the work and the completion
of the work, the number of review levels are kept to a minimum, not ex-
tended to a maximum.

Another problem is to what extent are the existing personnel policies
and procedures appropriate to the new kinds of organization that you may
have, Let me show you what I mean,

If you ran a factory, yoﬁr safety erartment and yout? insurance
deparfment may say that you had better get everybody ou:;\ there on Friday
at five o'clock and keep it closed Saturday and Sunday, especially if you
are dealing with materials that can explode. And from a line point of view,

that's a sensible way to operate, But what happens if the future of the
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organization depends upon regearch and development in part and you lock
the laboratory so the scientists can't get in?

The whole appropriateness of your pefsonnel policies and proced-
ures for the kind of people that you have and the kinds of functions that
you have to perform has to be constantly re-studied, And if you don't make
the adjustment, you are guaranteeing poor utilization,

Then another facet of this problem is illustrated, I would say, by
the steel strike and the General Electric settlement. If you have a manage-
ment that is really insensitive to the important elements that are of con-
cern to the people who work for it, then you are going to have trouble.

And that's what happened in steel. They started to disburb the work .
rules without really knowing fully what they were disturbing,

That didn't mean that the steel union would not have been willing to
negotiate under certain terms some changes in the work rules, but they
would have insigted on negotiation, because the work rules that get estab-
lished are part of a man's total returns on a job. They are as important
as his wage, because they affect his seniority and everything elge.

So I would say it was a major ertor of management, based upon ingen-
sitivity of what really was important to the péople with whom it had to
déal, and that's why the strike got way off into left field,

On the other hand, on the recent GE settlement, the management, I
think, had a much shrewder estimate of the degrees of priority that its
work foi'ce had, And it was able on a reagonable kind of an offer, to realiy

beat the union at its own game,
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This is just a way of saying that the smartness of 2 management--
I'm not "advocating” that one operates labor relations in the United States
fﬁe way General Electric does, That's its own buéiness. I'm just indi-
cating that you can be smarter or dumber from a management point of
view with respect to being aware of the éticky points with respect to the
people that you are trying to get to be productive,

I am going to move very quickly now to top. 3, which is simply to
call your attention to some of the other kinds of factors that spin around
and spill around that affect manpower utilization; and then I'm going to
draw in fhe very concluding minutes some of the morals for the Armed
Services.

The most important factor that affects manpower utilization in the
society at large is the level of your econo:n&. If the economy is operating
at a very high level, it means that more and mdi‘e people who want to work
and are capable of working will have a chance to work. This is obvious.
The people who are in the economy will have a chance to move and acquire
more skills, Workers who will ordinarily be following restrictive prac-
tices will be more relaxed about it, because there are plenty of jobs
and they don't have to worry. And in general, if you want to have better
manpower utilization, the real nub of it is high employment.

Now, there is a negative aspect to it, and that is that with very high
employment you will get some logs--some loss but it's a small loss, 1
think~--in the discipline, and to some extent perhaps in the efficiency, of

a work force, because it simply realizes that it can move and get another
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job elsewhere, But it's a minor loss compared to the gain,

Another kind of factor that affects manpower utilization tremendously
is the question of your technology. For all practical purposes, the Armed
Services are slowly finding it more and more difficult 'to use péople with
very limited education. So then you get other kinds of funny things hap-
pening, Rene Dubault, the fambus research biologist at Rockfeller
Institute, pointed out that in World War II acute eyesight was sometimes
a matter of life and death for a fighter pilot, Today, with the new elec-
tronics paneis, there is some advantage to being near-sighted, That is a
dramatic indication of the extent of adaptibility depending on the technology.
One of the cénspicuous things about technology, of course, has been that
it was due to technology that you could use women, As loﬁg as you had
great, big, heavy work, the effectiveness of using women in the economy
was much more reduced.

Another kind of important factor is the political-cultural milieu,
There is a distinguished professor at Vanderbilt, by the name of Nichols,
who hag just written a book on the South, What he really says is that the
South is a part of the United States which has not been primarily interested
in industrialization~- he's a southernér--and has paid a very high price
in its industrial progress because it values other things more,

You know, the South insures the out-migration of, let us say, skilled

Negroes. It has 2 system of segregation which just makes it that much
eagier,
If you think about the desegregation in the Armed Services, it took
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a particulaf situation, nainely, Ridgeway's lack of replacements in Korea,
and the fact that he got a shipment which didn't have any notations on it

as to what the color of the replacement was, ' He suddenly founa him-
self  with a lot of Negro troops, and he used them., This is one of the
ways in which you change utilization patterns, I don't know whether you
know that, but that is a true story.

Next is that there are cultural determinations as to the prevailing
attitudes toward work, We used to have a society as late as 1924 in which
the steel workers on the swing shift worked 84 hours a week, We are
moving to a society which is going to work 32 hours a lweek.

Just in passing, one of the reasons you can't get more schooling
out of the youngsters is that, as I pointed out, you 'can't run schools on
Saturday, because if the parents are going to work four days a week,
you can't .get the kids to work six days a week., But that's just in passing,

Among the other kinds of factors that are involved here are the
workers' attitudes towards what they will or will not accept. If you take
professional groups, like the doctérs, you can't get any rational devel-
opment of utilization patterns in medical personnel, because ihe people
who are directly involved are doctors and they have their own ideas. They
are not interested in "abstract concepts, ©f ‘maximum utilization of medical
personnel,” They are interested in maximum "professional good life, **
as they define it, That's a conflict,

Obviously, you can be much more rational about the use of doctors

in the Armed Services than you can be on the outside, where the people themselves
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determine it,

Another kind of problem is an interesting one having to do with
the way in which the labor market institutioﬁs themselves operate. We
had a situation until re.cently in New York State where a fellow could
not get retrained if he lost his job, because he would lose ﬁis unepaploy-
ment insurance. So you had a disincentive system working, to make
it impossible for a guy to get reemployed in a certain sense. We finally
changed that,

And, finally, the whole question of advances in knowledge itself
is a major way of improving utilization, As you get more understanding
of the nature of the people and the nature of the work, you've got a chance
fo improve utiliza;tion.

Well, what does all this mean to the Armed Services? I've got
tén points and I'll take twenty .8econds a poi;pt. |

One is, I think you've got to know much more than yOu now know
about the manpower pool, both in the short run, when you have limited
Armed Services, and for mobilization, One of the great difficulties

manpower

in military/planning is a lack of knowledge of the characteristics of the
pool. And that's not easy to improve; and I've been trying to testify
before a new committee of the Senate about the importance of research
in this area. The Government is not doing enough research in the univer-
gities on it,

The next thing is to get to really know your requirements much

better than you do, because until you get to know your requirements . better,

27




you are going to be making all kinds of unnecessary and expensive util-
ization of manpower,

The next point is to really take a look at this men-machines préb-
lem, not only from the point of view of what kind of people do you need
to operate some of your new equipment; but you've got to broaden your
perspective to say, what about the maintenance and the replacement of
these people?

I was iﬁpressed during the Korean War with the fact that you had.
such fancy signal equipment in Korea that it wasn't used, because you
didn't have the people who could use it. They went and useaold World

' reaily
War I stuff, I submit that in many areas we have probably/over-devel-
oped on the technical side, because we haven't kept the proper balance
in the human resource factor; and if it costs ydu a fantastic amount to
train not only the operators but the maintenancé people, and to maintain
a replacement group of people, ybu've got to re-think early what the net
gains are on the i:echnological improvement. It's an important point,

You ought to do more than you are yet doing, although you've made
sizeable improvement, on eCOAOmizing on the use of scarce personnel,
This is a constant invitation for improvements of manpower,

The next one is to keep on re-studying the policies and procedures
80 that you introduce more ﬂéxibility than you now have. One of the
great dilemmas of a large organization is that it needs a few simple pol-
icies, and a certain number of procedures. You can't really have a retail
system in a large organization, But I argue that it doesn'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 irriaginative 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
cp.lest:ion/1 21’ seeing this a;.s a costing problem, in which one of your real
troubles is the m‘anpower.

The next one is f-eally to remember that what the Armed Services
can do with respect to attracting and retaiﬁiﬁg personnel is very much a
function of the larger societys: . 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 Maddox, who used to be up
in the Department of Defense, He was more aware than the other people
around there ai)out 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 very important, is the question of experimental programs,
especially for an organization that has to ﬁmfry about mobilization, If
you concentrate only on effective manpower utilization in terms of your
present situation, you are just wakking out of 2 major part of yéur chal-
lenge and your directive. And I think that there's a. great confusion on
the part of the Congress, and a‘ great confusion en your own part that
you've been party to, that in trying to make your money go further now
than it would otherwise go, you do not have fhe skills and the leadership
and the practice that ‘you need on how to deal with a cross cut of Jthe popu-
lation, which you will have to deal with if you get into a major trouble,

And, finally, I have a major view about this, and that is that,
since I am not the world's greatest believer in‘reorganization in terms
of drawing new charts, the only reorganization that I know that finally '
works is to thin out headquarters, And the biggesfl contribution that
I believe can be made to effective manpower utilization is to keep the

headquarters so thin that they can't get in the way of the people that have

got to do the work,

Thank you.

COL, DE CAMARA: Gentlemen, Dr, Ginzberg is ready for your
questions.

QUESTION: Dr. Ginzberg, we have ‘bee'n reading here an awful
lot about manpower utilization, greater efficiency in the employment of
personnel, and everything else, and today we are talking about a 32-hour

work week, These two sort of jar me as being in conflict with each other,
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Would you elaborate on that? |

DR. GINZBERG: 1 triéd--and this just shows what one can't do
in an hour--fo say that the concept of manpower utilization always has
to be thought of in terms of the largest ftame of value, which means that
if a society finally gets to think that all it wants to do is work 40 hours,

30 hours--1 mentioned the 84 hours that we used io be willing to fvork
earlier--within whatever hours it is willing to work, you can still be more
or less efficient.

The point is that ours is a society which has not found it necessary,
obviously, té work very much more than we are working. We seem to
be growing at a not bad rate, although there are a lot of arguments, and
I'm not much impreséed with them, about our rate of growth, So that one
of the things that we have dqne with our increasing productivity is to take
out part of the gain through leisure. And we have generally had a point
of view that it was desirable to have more leisure. And we stiil got a
large number of additional goods and services produced. That is one of
the options that a society has--is to work more or to get mor;-: goods;
and, as far as I can see, the society decides that. But within whatever
frame it makes the decision, you can still use people better or worse,

My own view is~--and I'll tell you what I think, I have found that
when I got my new secretary, I decided that, what did I havé to offer at
the universgity? One of the things I had to offer was flexible hours.
People don't li-ke to work uptown in New York, They prefer to work down-
town, SoIsaid: "O,K. You can come in at nine thirty and leave earlier

31




than the normal hours--four o'clock if you like,” I find out that she
does all the work in that period of time that my "very efficient secretaries"
“did in their regular work day earlier. |
That is, there's a tremendous elaétibity in people's ability to
put out work., As I recall it, the Army in the old days, and the Air Corps,
in the warmest weather in Honolulu used to get up at seven or seven
thirty and go home at twelve, and that was all. That was a work day.
And I'm sure all the work. got done in those hours.
QUESTION: I'm sure that your attempt 'fO thi'n out headquarters
‘c.ouldﬁl't--t‘all on moré sji:npafl;efié ears, . Butr 'I don't see it happening
here, What contribution can you make toward eliminating some of the

extra layers?

DR. GINZBERG: Well, I'm not quoting any secrets at the moment
beyond what I read in the New York Times, which is a pretty good source.
Incidentally, just in passing, one of the foolish things that I think really
interfere with manpower utilization are security regdlations. My exper-
ience is that when you make it very difficult for people to handle so-called
confidential and secret and top secret papers, you make some gains;
but I think you have tremendous hidden costs, because the pecople who
ougﬁt to know things don't know and you're just, you know, tripping your-
self, Since the Russians probably know everything they have to know
about that, it looks te me to be a little foolish. That's just in passing.

In talking about not being privy to plans, I think that the present
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notion that what would make the service Secretaries perhaps Under
Secretaries of Defense and thereby have a collapse of PS onesg into one,
that is, the Assistant Secretary level of Defense, the Secretary's own
office at the service level, and then the Assistant Secretary-this is one
way in which one could begin to move, I don't think it's the only way,
but it's one way.

Another way wouid be to remind Defense that it's supposed to be
policy and not to be involved in all kinds of picayune operationg, This
is a constant problem. It is very hard for people at the top, and espec-
ially in Government~--I'm very sympathetic--to really stay with the job
they're supposed to sté.y with. Somehow or other, the details of the
job swamp them,

This has to do partly because the Congress is on their necks. The
press is on their necks. And there are very few civil servants and/or
other people in Washington who can say: "y don't know and I'm not
supposed to know. I'll find out,” I think that if you could get a league
of the Cabinet and the sub-cabinet who would begin to answer both the
Congress and the press that way--"I don't know, I'm not supposed to
know. But I'll find out”--maybe they would start to do the work they
ought to do,

COL. DE CAMARA: Dr., Ginzberg, you know that comment about
the Service Secretaries is Senator Symington's recommendation to the

President-elect.

DR. CINZBERG: That's what I refer to.
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QUESTION: In a recent book, "Discrimination, U.S.A.," the
statement is made that: "Discrimination, its practices and effects,
cost us about 30 billion dollars of our gross national product.” Would
you comment on this statement?

DR. GINZBERG: 1 don'tllike to put money values on things which
I think are réally not subject to such evaluations. I would say that if
we are in violation of our basic tradition, our constitutional commitments,
and our problems of human dignity, I would say it's much more than
30 billion dollars, to begin with,

I would say, further, fhat since I believe that our discriminatory
practices cost us very dearly overseasy and especially in the major‘con—
tinent of Asia and secondarily in Africa and South America, I wouldn't
know how to price that, since the measure of the U, S. infter:.ns of people
overseas will always be in terms not of what we say but what we do,

And we are particularly vulnerable, therefore, o this kind of misbe-
havior on our part. And the Commies are very clever about this, So
I would say it's very high,

I assume that the 30 billion dollar figure means more technically
this: You have to have a lot of dupligate facilities in the South. You have
to have duplicate schools, You have to have mal-utilization in the ways
you assign Negroes and whites, You fail to really put training into some
of the minority groups when you should, and so on, You could build up
this kind of a figure very easily, I would say.

QUESTION: Do you think that there is a direct relationship
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between the effective utilization and the present unemployment problem?
The greater the utilization, it seems to me, the greater the unemploymént.

DR. GINZBERG: Weil, that's a nice -problem. My view ig that
unemployment is a key charge that a society is not being effective in its
utilization if you have people able and willing to work who can't work.
So that under the Employment Act of 1946 we have a charge on. the Fed-
eral Government to constantly develop policies which will insure the
maximum number of jobs for people who are interested and able and
willing to work,

So that the first view of this is that if people are not{working, we
had better figure out how we can get them to work. 1 would say that
we have not done a good job in the last few years of publicly becoming
more concerned about two kinds of employment and under employment.

In my opinion, our farm problem is not primarily a commodity
problem or pricing problem, It's primarily a human resource problem.
We havet‘?c? many millions of people on farms who can't earn a decent
livelihood; and the real chalienge to the country is to develop a policy
for taking--you can't take the older people off the farms. They have to
live out their lives there--but one of the big problems is how to train
and facilitate the industrial absorption of the surplus farm population
among the younger age groups. This is my definition of the farm prob-
lem, We have done poorly, in my opinion, because we have done so
little, in cbming to grips with the depressed area problems in different

parts of the country, This is evidence of mal-utilization,
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Now, what you're saying is that if you are going to constantly
improve the manner in which you use your people, you will be able to
get on with fewer people--the way I suggested of thinning out the Pentagon,
I would say that the correlative of that is, How imaginative are we in
creating the conditions for growth in other ways? We need more people
in medical service, We suppoéedly need more péople at the schools.
We need more people to develop services for older people, So that the
big trick is really how to keep a dynamic ‘economy developing a new kind
of work opportunities which the economy wants because it needs the
services, and thereby being as efficient as possible in other areas. And
the big trick is'to build the bridges between the two. And I think, if you
look at it historically, we have done reasonably well over a hundred years or
- fifty years, but we're not doing as well as we ought to be doing,
QUESTION: Doctor, we've read a lot and heard a lot about human
resources, I would be very interested in your definition of this term.
DR. GINZBERG: I'l tell you a funny story, When we started
the conservation of human resources project at Columbia--General
Eisenhower did it when he was president--my secretary used to answer
the phone and say "Human Resources" and she got the idea of a human
abat toir--eyes, noses, arms, legs, and so on, It's a very tricky con-
cept, really.
1 would say that the concept of human resources is that human beiﬁgs,
from the point of view of the economy, represent : a potential or actual
manpower resource. The distinction between a human resource and a
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manpower resource, which I think is a helpful distinction, is that a
rhanpower resource is a developed human resource which has value for
the operations of a going economic system. It is a resource that you need
in order to produce goods and services, A hv;nnan regource is a potential
manpower resource, That is, ‘children are a potential manpower resource.
And the question as to the ciuality of the manpower resources of the country
depends on how well you develop your human resources, because the education,
the training, the health, at;d so0 on will all determine the future of the man-
power resource, So your human resources are the .concept of thinking about
a population in terms of its actual or poténtial value for economic output.
It's not coextensive with human beings., There are other factors.

QUESTION: You talked about coinpulsion being a drawback, How
do you propose that we replace compulsion with volunteers?

bR. GINZBERG: Well, 1 have been a little less activ.e in the Penta-
gon in recent years. I'm not up to date on all of the logistics of the ques-
tion, The argument was in the old days, when I heard it, that you could
look forward to something like a million and a half to a million and three-
quarters volunteers in the absence of Selective Service; and ostensibly
you needed two and a half million, So there was a gap of something
like a miliion,

My own view is, from experience, that there are several possi-
bilities of helping yburselves, as I suggested the Air Forces had in part,

There were X number of functions which could be performed effectively

under contract, and I have no belief that the Armed Services gave gone
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to a maximum ‘degree in that direction. That's number one.
Number two was that there was more scope, I thought, with respect
“to the use of some of our indigenous personnel in the areas where we
wére based overseas, We have done a fair amount of that, and I know
there are good military reasons why you don't want to go too far, Never-
theless, I thought there were margins,

And, finally, 1 was by no means sure that the figure of a million
and a half or a million and three-quarters was necessarily anything more
than a pessimistic estimate. And while I would not have taken such a
radical position to say to the Armed Services that they should "abandon"
compulsion, I would havlelyl:ii have seen more effort made over a period
of years to see whether the whole of the services could have moved to
a more voluntary basis, because I believe that, when you have a sociey
like ours, which is basically as négatively 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--1 think it's
a public scandal, and have so said in congressional testimony--that is,
y;)u can't have a universal military training and service act which in my
estimate--I know the Department of Defense doesn't agree--will 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
experimentation 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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QUESTION: Dr. Ginzberg; I'm sure all of us in this room have
our own opini.ons about this particulér thing that I'm about to ask you,

We have gone through several regimes in the conduct of our military ser-
vices. I am talking now about the trend from true discibline to the
democratic type of an organizatioﬁ that we have now. Take the system of
sanitization, take the system of mechanization; and all of the types of
management report, the peréonnel counseling, the playing to the whims
of the individual, and I'm sure;-and, as I say, I have my own views as

to how effective we aré. What do you think in this trend of where we
have completely reversed our position in the operation of our Armed
Forces--have we really made any money, do you think? Do you think
that's a good pattern to follow? |

DR. GINZBERG: I have .a double view on that, My impression
1s that during World War II the whole fancy emphasis on morale and on
the penetration of psychiatry in the military was unbalanced, way out of
hand; just went haywire.

I understand why it happened, but I think that it fooled us, I don't
believe that morale is that important, If the commander can't control
morale, you'd better remove the commander. So I was very restive
about that, |

On the other hand, you have to realize that what the Armed Serﬁces
can do in the management of their personnel is very much conditioned
by by the attitudes and values and expectations of the citizenry at large,
You're not an independent boéy without the elements of this larger universe.
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I am just now finishing a book called "Management;Authority 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
society, but not being pushed off base, And 1:11:\ e:In'e_-fff.acti-v.fe Soldier"™

I have a considerable number of caseswhere 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 find a way in betwéen them.

QUESTION: Dr, Ginzberg, in som:;our earlier discussions of
manpower thét we have had here there has been the feeling that we should
not interfere with this, you might say, unemployment insurance or think
in terms of having some sort of product from the worker, some kind of
productive utilization as long as they are receiving unemployment insur-
ance. This attitude is a little bit hard to understand in terms of some
~of these other factors. Can you comment on that?

DR. GINZBERG: Some of my earlier studies in human resources

dealt with the problem of the unemployed back in the late thirties. I would

say one has to make a distinction between the short-run or intermediate
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type of unempioyment and really chronic conditions.

I think tlhat Mr. Roosevelt was correct bagically when he turned
his back on the British dole and moved toward a WPA or PWA system
in the mid thirties, to say that it was. injurious to the individual, bad for
society, to keep people at bare minimum levels of income and not permit
them to work. And 1l would unqufestionably believe that was right,

On the other hénd, runningl:\;n econoxpy of 70 million people, with
different rates of technological change in different regions of the country, a
different movement, I don't think we ought to get in our own way, It's
hard enough to keep that economy running, And I think one way to keep
it running is to build ip certain supporits for peop.le' who get affected
by the change problem. And I would say, therefore, that for what is
now thought to be something like 26 weeks, half a year, I would prefer
to think about that in terms of unemployment insurance, and not move to
any kind of unemployment relief that has work tied in, I would make a
distinction, therefore, between trying to move with programs to create
employment in chronic areas and continue to use general programs to

from Washington
keep the economy at a high level, and use unemployment insurance in the
intermediate group. That's the distinction that I would make,

QUESTION: Doctor, we have heard a lot about the preoccupation
of the individuals in this couniry with security problems--not national
| gecurity, but their personal security. This seems to be affecting most

of the younger people too. How does this affect our general labor force,

and specifically the younger people who are coming into the force?
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DR, GINZ3ERG: Well, no; I have some real questions about the
validity of all of this, I think there are major transformations going on
all the time in a societf. There's a chapter that I wrote in a little human
resources book called " The New World to ‘Work, ™ in which I tried to
make explicit the changes that I thought were going on.

I'm not sure about this "great interest in security,” What has hap-
pened is that people have D€W. options now that they didn't have in the
earlier days; and I would say they would be very unintelligent if they didn't
think about those options, because one sign of intelligence is to try to
"maximize whatever you're interested in." And there is a new situation
here,

I think that one of the problems on the security side is that people

earlier,
marry earlier and have youngsters / and therefore family obligations
move quite differently now than previcusly, What a young man can do
for himself in terms of taking chances and risks is quite different from
what a father of a family of three can do, And I think we have reshaped
where we are looking for many of our satisfactions in this world; and
the job area is only one of the two areas, I think we have buiit up "the
home' and bringingup of kids and community activities” as a major area,
Who am I to say that that's bad. I think that this security thing is a bit
misuﬁdersi:ood in that connection,

It s0 ﬁappens that my current research deals with talent, superior
perforinance. I am worried about early marriage and early child forma-
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tion with respect to the very creative people, because I think they need
some orders of freedom. But that's a different matter, That has nothing
to do with the genesis. But I don't accept the basic premise,except as you
re-interpret it much more broadly, in its larger frame.

QUESTION: You outlined some of the problems in manpower util-
ization. You have outlined some of the things that need some doing.
My question is, Organizationally, structurally, or in terms of how we
are approaching this problem in Government, are we on the right track?
Or what are the things that you try to do? How do we go about this job?

DR. GINZEERG: As I mentioned il;t passing, the National Man- |
power Council is coming  out with & three- to four-hundred-page book
called "Government and Manpower, "' in which we have tried to make over
a period of several years, ipcluding‘ chapters on _military manpower,
trie& to get some overall judgments,

In general, interéstingly enough, we feel that the Government has
been falgely accused of being much more inefficient than we have really

found it to be in general, We are not at all convinced, and in all of my

see
lecturing to the large corporations I don‘tf'\so much di-fference between,
a

let us say,/large company like General Electric and the way the Pentagon
operates. For my money there is a great parallei, The problems are
embedded in gize, .in" specialization of functions, and in the degree of -
sophistication that exists in the higher management &bout how to deal
with the human resource factor,

So I would say that one thing that I would be in favor of in terms of

Government is to try to learn more about the people whom you hire,
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promote, loge, retain, and s0 on, The research is an important instru-
ment of improving utilization.

The second thing is to try to get people into senior positions who
have some awareness and alertness of this; and I don't know how you do
that, frankly. I think that probably this is a generational matter.

It is probably true that the younger age groups--not necessarily true
but probably true--that if the gap between the leadership and the people
that are employed in age is narrower, you may get some higher sensi-
tivity for what some of these issues are, That is, let me be very explicit,

1 would think that a young officer coming through the service acad-
emies now would have much more training in the service academies
about the nature of technology and modem science in relationship to

weaponrj than some general or admiral who went through thirty years ago.
And in turn that would reflect itself in terms of his sensitivity and aware~
ness of how to deal with technical personnel, I would hope so, at least,
So partly this is a generational problem.

Partly I think the question of in-service training is an important
story. Theré are no eagy answers, I am very, very megative about the
growth statistical control measures that, let us say, Representative
Davis' committee aﬁd so0 on would use, I don't like that at all, This is
really a general test of management skills; and the best answer I have
is very unsatiafactory--to try to pick good people.

COL. DE CAMARA: Dr, Ginzberg; "I know you have stimulated
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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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