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Mr.  F r e d e r i c k  R. Kappel,  C h a i r m a n  of the Board  of the 
A m e r i c a n  Telephone  and T e l e g r a p h  Company,  was b o r n  in A lbe r t  
Lea ,  Minneso ta ,  on 14 J a n u a r y  1902. He r e c e i v e d  a B .S .  deg ree  
in e n g i n e e r i n g  at the U n i v e r s i t y  of Minneso ta  in 1924. In the s a m e  
y e a r  he began  work  with the N o r t h w e s t e r n  Be l l  Te lephone  Company 
in Minnesota ,  where  his  f i r s t  job was to dig pole holes .  Va r ious  
a s s i g n m e n t s  fol lowed in e n g i n e e r i n g  and ope ra t i ons  unti l ,  at the 
age of 40, he b e c a m e  vice  p r e s i d e n t  in cha rge  of o p e r a t i o n s .  He 
joined the A m e r i c a n  Telephone  and T e l e g r a p h  Company  in 1949, 
where  he was v ice  p r e s i d e n t  in cha rge  of the Long L ines  D e p a r t m e n t  
and l a t e r  in c h a r g e  of ope ra t ions  and eng inee r ing .  In 1954 he was 
e l ec ted  p r e s i d e n t  of the W e s t e r n  E l e c t r i c  Company,  the m a n u f a c t u r -  
ing and supply  unit of the Bel l  Sys t em.  He b e c a m e  p r e s i d e n t  of 
A m e r i c a n  Te lephone  and T e l e g r a p h  Company two y e a r s  l a t e r ,  and 
in 1961 was e lec ted  to his  p r e s e n t  pos i t ion .  Mr.  Kappel  is  a d i r e c -  
to r  of s e v e r a l  compan ies  and also t akes  an ac t ive  p a r t  in many  
o the r  o rgan i za t i ons ,  inc luding the B u s i n e s s  Counci l  {of which he is  
c u r r e n t l y  cha i rman} ,  Tax Foundat ion,  Academy  of P o l i t i c a l  Science ,  
Salvat ion  A r m y ,  and the P r e s b y t e r i a n  Hospi ta l  in the Ci ty  of New 
York .  He has r e c e i v e d  h o n o r a r y  d e g r e e s  f r o m  s e v e r a l  u n i v e r s i t i e s ,  
and is  the ho lder  of the Outs tanding  Ach ievemen t  Award f r o m  his  
a l m a  m a t e r .  He is the author  of "Vi t a l i t y  In A B u s i n e s s  E n t e r p r i s e ,  " 
pub l i shed  in 1960. Th i s  is  his  f i r s t  l e c t u r e  at the Col lege .  
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P E R S O N N E L  M A N A G E M E N T  IN INDUSTRY 

7 J a n u a r y  1964 

A D M I R A L  ROSE:  Obv ious ly ,  if one  is the  c h a i r m a n  of the  
. ' o r p o r a t i o n  w h i c h  in the  w o r l d  has  the  b i g g e s t  c a p i t a l  i n v e s t m e n t  
md  the  m o s t  e m p l o y e e s ,  he wi l l  have  a good dea l  to do wi th  p e o p l e .  
:n o u r  s e r i e s  of t a l k s  h e r e  th i s  m o n t h  I t h i n k  we have  b e e n  e s p e c i a l l y  
' o r t u n a t e  in the  p e o p l e  we have  had to t a l k  to us on the  v a r i o u s  p a r t s  
)f m a n a g e m e n t  and  what  it  m e a n s .  

T o d a y  we have  M r .  F r e d e r i c k  R. Kappe l  who is C h a i r m a n  of  
he  B o a r d ,  as  you  a l l  know,  of A m e r i c a n  T e l e p h o n e  ~ T e l e g r a p h  
~ompany .  He is  go ing  to t a l k  to us on the  s u b j e c t  of " P e r s o n n e l  
¢ i a n a g e m e n t  in I n d u s t r y .  " 

One r e a s o n  tha t  we  have  s e l e c t e d  the  v a r i o u s  peop l e  who a r e  
,~oing to t a l k  to you  th i s  m o u t h  ou  the  v a r i o u s  p a r t s ,  is  b e c a u s e  of  a 
: u r v e y  tha t  w a s  m a d e ,  and w h i c h  I a m  s u r e  s o m e  of you  have  s e e n ,  
,y a p a n e l  w h i c h  w a s  w r i t t e n  up in " D u n ' s  R e v i e w ,  T, and s i n g l e d  out  
[ i f fe ren t  c o r p o r a t i o n s  f o r  d i f f e r e n t  s p e c i a l  p r a i s e .  AT&T was  
: ingled out  b e c a u s e  of the v i t a l i t y  of m a n a g e m e n t  and v i t a l i t y  of p e o -  
de .  We a r e  go ing  to h e a r  about  tha t  f r o m  M r .  Kappe l .  M r .  Kappe l .  

MR. K A P P E L :  T h a n k  you,  A d m i r a l  R o s e .  G e n t l e m e n :  I a m  
e r y  g lad  to b e  h e r a : f o r  a good m a n y  r e a s o n s .  I a m  s o r t  of g l ad  
hat the  s u b j e c t  m a t t e r  I have  to t a l k  abou t  i s  p e r s o n n e l  m a n a g e m e n t ,  
e s p i t e  the  f ac t  tha t  you  had one of m y  f e l l o w  a l u m n i  and M i n n e s o t a  
x p e r t s  y e s t e r d a y ,  on the  p r o g r a m - - C o n r a d  C o o p e r - - t a l k i n g  about  
L. I a m  s u r e  he cou ld  not  t a l k  about  what  he did wi thou t  g e t t i n g  
ato t h i s  s u b j e c t .  But I wou ld  l i k e  to s a y  tha t  I c o u l d  not fo l low a 
ao re  ab l e  good  f r i e n d  t han  he .  

T o d a y  I a m  go ing  to p r e s u m e - - a n d  I a m  s u r e  you  wi l l  a g r e e  
rith m e - - t h a t  t h e r e  i s  m u c h  c o m m o n  g r o u n d  b e t w e e n  y o u r  w o r k  and  
he w o r k  of a l a r g e  b u s i n e s s  i n s o f a r  as  p e o p l e  a r e  c o n c e r n e d .  I 
ope  tha t  not on ly  wha t  I s a y  h e r e  in the  b e g i n n i n g ,  but  what  we get  
ato a f t e r w a r d  wi l l  p r o v o k e  enough  d i s c u s s i o n  so tha t  m y  g u e s s  w i l l  
o m e  t r u e .  My g u e s s  is  tha t  I w i l l  l e a r n  a good d e a l  w h i l e  we  l e a r n  
~ g e t h e r  on th i s  s u b j e c t  t o d a y .  
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N e c e s s a r i l y ,  I have  a lot  of i n t e r e s t  in t h i s  s u b j e c t .  I cou ld  not  
do o t h e r w i s e  and r u n  a b u s i n e s s .  In fac t ,  if you  w e r e  to d r o p  t h i s  
r a t h e r  co ld  p h r a s e  p e r s o n n e l  m a n a g e m e n t  and s p e a k  i n s t e a d  abou t  
s e l e c t i n g  and  d e v e l o p i n g  peop le ,  and  then  pu t t ing  jobs  and p e o p l e  
t o g e t h e r  so tha t  the  b u s i n e s s  wi l l  t h r i v e  and at  the  s a m e  t i m e  the  
p e o p l e  in the  b u s i n e s s  w i l l  g r o w  both  in ab i l i t y  and in t h e i r  s a t i s f a c -  
t ion  wi th  wha t  t h e y  a r e  doing,  t hen  I b e l i e v e  you wi l l  u n d e r s t a n d  m y  
s a y i n g  tha t  th i s  is  a m a t t e r  of n e v e r - e n d i n g  and t r u l y  a b s o r b i n g  in-  
t e r e s t  i n s o f a r  as anyone  is  c o n c e r n e d  who r u n s  a b u s i n e s s  o r  an 
o r g a n i z a t i o n .  

Mos t  of a l l ,  it is  a b s o l u t e l y  v i t a l  in i ts  i m p o r t a n c e  to the  s u c -  
c e s s  of a b u s i n e s s  o r  an  o r g a n i z a t i o n .  Now, I have  n e v e r  h a p p e n e d  
to h a v e  the  w o r d  " p e r s o n n e l "  in any  t i t l e  tha t  I have  had d u r i n g  the  
n e a r l y  40 y e a r s  tha t  I have  b e e n  in the  t e l e p h o n e  b u s i n e s s .  But ,  
t h e r e  has  not  b e e n  a s i n g l e  one  of t h o s e  40 y e a r s  t ha t  ha s  not p r o v e n  
to m e  o v e r  and o v e r  a g a i n  tha t  the  v e r y  h e a r t  of the  b u s i n e s s  i s  in 
how peop l e  a r e  t r e a t e d ;  how t h e y  g r o w  up to t h e i r  r e s p o n s i b i l i t i e s ;  
and how t h e y  a r e  r e w a r d e d  fo r  good p e r f o r m a n c e ,  o r  d i s c i p l i n e d  for  
the  c o n t r a r y ;  and how they  th ink ,  f i na l l y ,  t o w a r d  the  e n t e r p r i s e  the:~ 
a r e  w o r k i n g  in and p e n d i n g  t h e i r  l i v e s  in .  

So, I wou ld  l ike  to t a l k  th i s  m o r n i n g  out of the  e x p e r i e n c e  withi l  
the  b u s i n e s s  t ha t  I a m  in,  and tha t ,  of c o u r s e ,  is the  B e l l  S y s t e m .  
J u s t  to get  s t a r t e d ,  a f ew w o r d s  about  the  n a t u r e  of t h i s  job m i g h t  
be  he lp fu l  to pa in t  t he  s c o p e  in w h i c h  o u r  peop l e  ge t  i n v o l v e d .  One  
d i s t i n g u i s h i n g  c h a r a c t e r i s t i c ,  I th ink ,  is  tha t  o u r  r e s p o n s i b i l i t y  goe: 
a l l  the  way  f r o m  r e s e a r c h  to the d e l i v e r y  of the  d a i l y  s e r v i c e  at  any 
g i v e n  n u m b e r  of t e l e p h o n e s .  And b e g i n n i n g  wi th  the  r e s e a r c h  tha t  
p r o d u c e s  the  new k n o w l e d g e  it r u n s  on t h r o u g h ,  then ,  the  t e c h n i c a l  
d e v e l o p m e n t ,  e n g i n e e r i n g ,  m a n u f a c t u r e ;  the  c o n s t r u c t i o n ,  the  in -  
s t a l l a t i o n ,  the  o p e r a t i o n ;  and t hen  f i n a l l y  the m a i n t e n a n c e  of t he  
p r o p e r t y .  

In a l l  of th i s  we r e l y  v e r y  l a r g e l y - - a l m o s t  e n t i r e l y ,  in f a c t - - o N  
o u r  own p e o p l e .  Now, I do not  m e a n  tha t  tha t  s a y s  we  i nven t  e v e r y  
t h ing  o r  do e v e r y t h i n g  o u r s e l v e s ,  no r  do we bu i ld  b u i l d i n g s  o r  m a n  
u f a c t u r e  the  a u t o m o b i l e s  o r  the  f u r n i t u r e  we use ,  o r  p r o d u c e  
m a n y  o t h e r  t h i n g s .  W h e r e v e r  t hey  can  be  m a d e  as  w e l l  o r  b e t t e r  
by  s o m e o n e  e l s e ,  tha t  i s  w h e r e  we go to get  t h e m .  So we have ,  
t hen ,  s o m e  40 -odd  t h o u s a n d  supp ly ing  c o n t r a c t o r s .  T h e y  a r e  m a n -  
u f a c t u r i n g  p a r t s ,  goods ,  and s u p p l i e s  fo r  the  B e l l  S y s t e m .  
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N e v e r t h e l e s s ,  a g r e a t  dea l  of what  we w o r k  wi th  in p r o v i d i n g  

t h i s  s e r v i c e  o r i g i n a t e s  w i t h i n  o u r  own f a m i l y  of c o m p a n i e s  and wi th  
o u r  own p e o p l e .  So we a r e  about  as  t o t a l l y  r e s p o n s i b l e  f o r  the  s e r v -  
i c e  tha t  we r e n d e r  a s  a l m o s t  any i n s t i t u t i o n  tha t  you  cou ld  n a m e .  
T h i s  m e a n s ,  t hen ,  tha t  any  i s s u e  about  a n y t h i n g w e  do, w h e t h e r  it  is  a 
c o m p l a i n t  o r  c o m p l i m e n t ,  c a n  be  t r a c e d  b a c k  to o u r  own p e o p l e  p e r -  
haps  m o r e  than  in a l m o s t  any  o t h e r  b u s i n e s s .  S o m e b o d y  in o u r  own 
shop  is  at the  roo t  o f  it; s o m e b o d y  in r e s e a r c h  and  d e v e l o p m e n t ,  
m a n u f a c t u r e ,  supp ly ,  in the  s ta f f  o r  in  o p e r a t i o n s  s o m e w h e r e .  

I would  l i ke  to c a l l  y o u r  a t t en t i on  to the fac t  tha t  I s a i d  " s o m e -  
body ,  " and not " s o m e t h i n g . "  B e c a u s e ,  d e s p i t e  th i s  l a r g e  i n v e s t -  
m e n t  tha t  we have  in p h y s i c a l  f a c i l i t i e s - - a r o u n d  $27 b i l l i o n  at  the  
m o m e n t - - w e  do not th ink  of o u r  b u s i n e s s  as  e m p l o y i n g  th ings  to get  
t h i s  job done;  we e m p l o y  on ly  p e o p l e .  E v e r y t h i n g  we do d e p e n d s  
upon the  j u d g m e n t ,  the  o b j e c t i v i t y ,  and the  s k i l l  of s o m e  p e r s o n  o r  
g r o u p  of p e r s o n s .  

I m i g h t  a l so  r e m a r k  tha t  we a r e  a v e r y  h igh  l a b o r  f a c t o r  b u s i -  
n e s s .  D e s p i t e  the  m e c h a n i z a t i o n ,  and you  w i l l  h e a r  f i g u r e s  tha t  we 
a r e  99 .5  p e r c e n t  d ia l ,  et  c e t e r a ,  we s t i l l  put a h i g h e r  s h a r e  of 
e a c h  e x p e n s e  d o l l a r  into p a y r o l l  than  a l m o s t  any  o t h e r  b u s i n e s s  
d o e s  t oday .  About  57 c e n t s  out  of e v e r y  e x p e n s e  d o l l a r  is  p a y r o l l .  
We a r e  s t i l l ,  as  we have  b e e n  in the  p a s t ,  a h igh ly  p e r s o n a l  s e r v i c e  
t y p e  of b u s i n e s s .  T h e r e  a r e  about  10 b i l l i o n  c o n t a c t s  a y e a r  b e t w e e n  
o u r  e m p l o y e e s  and  o u r  c u s t o m e r s  e i t h e r  in p e r s o n  o r  o v e r  the  t e l e -  
p h o n e ,  and m a n y ,  m a n y  of t h e m  on the  p r e m i s e s  of the  c u s t o m e r .  

T h e  j u d g m e n t s  o u r  c u s t o m e r s  m a k e  a r e  s t r o n g l y  i n f l u e n c e d  by  
how t h e y  o b s e r v e  o u r  p e o p l e  at work ;  w h e t h e r  t hey  a r e  w o r k i n g ;  
w h e t h e r  t h e y  a r e  f r i e n d l y ;  w h e t h e r  t h e y  a r e  e f f i c i en t ;  w h e t h e r  t h e y  
a r e  c l e a n ;  w h e t h e r  t h e y  a r e  c o n v e r s a t i o n a l  o r  c l a m m e d - u p ;  w h e t h e r  
t hey  have  a p l e a s i n g  p e r s o n a l i t y ;  e v e r y t h i n g  tha t  goes  o f f c o l o r  we  
h e a r  about  f r o m  s o m e  s o u r c e  o r  o t h e r  v e r y  p r o m p t l y .  I a m  s a y i n g  
t h e s e  t h i n g s  b e c a u s e  a l l  of t h e s e  t h ings  e m p h a s i z e  the  i m p o r t a n c e  of 
our  p e r s o n n e l  m a n a g e m e n t  job .  We a r e  a b u s i n e s s  of  p e o p l e .  T h e  
people  a r e  o u r  m o s t  i m p o r t a n t  r e s o u r c e .  /%sI  s e e  i t ,  e v e r y  b o s s  
3f p e o p l e  has  to be  h i s  own p e r s o n n e l  m a n .  I do not t h i n k  of 
p e r s o n n e l  m a n a g e m e n t  as  b e i n g  the  r e s p o n s i b i l i t y  of a d e p a r t m e n t  
~r s ta f f ,  o r  of a g r o u p  of e x p e r t s .  It is  e v e r y  b o s s '  job to be  r e -  
s p o n s i b l e  f o r  the  p e o p l e  who a r e  in h i s  un i t .  

P e r s o n n e l  m a n a g e m e n t ,  t h e n  is not somet l~ing you  t u r n  o v e r  to 
• p e r s o n n e l  d e p a r t m e n t  s ta f f .  T h e s e  s ta f f s  have  i m p o r t a n t  w o r k  to 
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d o ,  a n d  I w i l l  s a y  s o m e t h i n g  a b o u t  t h a t  l a t e r .  B u t  e s s e n t i a l l y ,  t h e  
h a n d l i n g  of  p e o p l e  i s  e v e r y  b o s s '  j o b .  T h e  b a s i c  p r i n c i p l e  i t  s e e m s  
t o  m e  i s  a l w a y s  to  t h i n k  of  t h e  m a n  o r  t h e  w o m a n  in  r e l a t i o n s h i p  to  
t h e  w o r k  a n d  v i c e  v e r s a .  In  m y  j u d g m e n t  y o u  s h o u l d  n o t  e v e r  s e p -  
a r a t e  t h e  t w o .  N e v e r  t h i n k  of  a m a n  e x c e p t  in  r e l a t i o n  to  h i s  w o r k  
a n d  h i s  v a l u e  to  t h e  e n t e r p r i s e .  N e v e r  t h i n k  of  t h e  w o r k  w i t h o u t  
r e s p e c t i n g  t h e  m a n  w h o  d o e s  i t  a s  a u n i q u e  h u m a n  b e i n g .  

T h i s  i s  t h e  h e a r t  o f  p e r s o n n e l  m a n a g e m e n t .  I t  c e r t a i n l y  i s  a n  
i n e x a c t  s c i e n c e  a n d  w e  a r e  n e v e r  r e a l l y  p e r f e c t  a t  i t .  In  t h e  s h o r t  
r u n  s o m e t i m e s  t h e  w o r k  i s  g o i n g  to  s u f f e r  a b i t  w h e n  a m a n  i s  s i c k ,  
u p s e t ,  h a s  a m i s u n d e r s t a n d i n g ,  o r  w h a t n o t ,  a n d  d o e s  n o t  k n o w  w h a t  
to  do .  B u t  if he  i s  a g o o d  m a n ,  if  he  i s  a n  e f f e c t i v e  m a n ,  y o u  k n o w  
i t .  Y o u  h a v e  s o m e t h i n g  i n v e s t e d  in  h i m ,  a n d  i f  t h e  w o r k  s u f f e r s  i n  
f a v o r  o f  t h e  m a n  u n d e r  t h o s e  c i r c u m s t a n c e s ,  y o u  s t i l l  w a n t  t o  i n v e s t  
s o m e t h i n g  in  h i m  a n d  g e t  h i m  b a c k  on  t h e  t r a c k .  

S o m e t i m e s ,  o n  t h e  o t h e r  h a n d ,  t h e  w o r k  b e c o m e s  s o  u r g e n t  t h a t  
t h e  m a n  m a y  s u f f e r .  He  m a y  h a v e  to  f o r e g o  s o m e  t h i n g s  t h a t  h e  
n e e d s  to  do  f o r  h i m s e l f ;  h i s  p e r s o n a l  l i f e  m a y  b e  t e m p o r a r i l y  n e g -  
l e c t e d  o r  s o m e  p e r s o n a l  n e e d  p u t  o f f  a l i t t l e  b i t .  

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

In  m y  j u d g m e n t ,  t h i s  i s  t h e  u l t i m a t e  t e s t  o f  p e r s o n n e l  m a n a g e -  
m e n t .  T h e  t w o  m u s t  b e  i n  b a l a n c e .  N e i t h e r  p a r t  c a n  b e  s e r v e d  f o r  
v e r y  l o n g  a t  t h e  e x p e n s e  o f  t h e  o t h e r .  

I a m  g o i n g  to  t h u m b n a i l  v e r y  q u i c k l y  s e v e r a l  a r e a s  o f  p e r s o n n e l  
m a n a g e m e n t  a s  we  s e e  t h e m  in  t h e  B e l l  S y s t e m .  T h i s  m a y  b e  a 
l i t t l e  d r y  f o r  a c o u p l e  o f  m i n u t e s  b u t  b e a r  w i t h  m e  b e c a u s e  I o n l y  
w a n t  t o  c l e a r  t h e  w a y  f o r  s o m e  m a i n  p o i n t s .  F i r s t  i s  t h e  a r e a  o f  
w a g e s  a n d  w o r k i n g  c o n d i t i o n s ;  p e n s i o n s  a n d  b e n e f i t s ;  h e a l t h  a n d  
s a f e t y ;  e t  c e t e r a ;  t h e  f a c t o r s  t h a t  e s t a b l i s h  t h e  g e n e r a l  e n v i r o n m e n t  
in  w h i c h  p e o p l e  w o r k .  L a w  and  b a r g a i n i n g  p l a y  a l a r g e  p a r t  h e r e ,  
b u t  g o o d  m a n a g e m e n t  c a n  c o n t r i b u t e  a g r e a t  d e a l  a l s o .  
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Our  b e n e f i t  and p e n s i o n  plan,  fo r  e x a m p l e ,  was  i n t r o d u c e d  

about  50 y e a r s  ago, in 1913 to be  exac t .  It is  a cons t an t  job of 
s t udy ing  and r e v i s i n g ,  to i n s u r e  it wi l l  con t inue  to s e r v e  th i s  p e r -  
s o n n e l  m a n a g e m e n t  p u r p o s e  we l l .  L i k e w i s e ,  the  on ly  way to a c h i e v e  
f i r s t - r a t e  h e a l t h  and sa fe ty  p e r f o r m a n c e  is by w o r k i n g  at it a l l  the  
t i m e ,  not jus t  by c o n f o r m i n g  to law.  

T h e n  t h e r e  is  a s e c o n d  a r e a  of p e r s o n n e l  m a n a g e m e n t  tha t  dea l s  
wi th  f ind ing ,  deve lop ing ,  and p l ac ing  peop l e .  

F i n d i n g ;  that  m e a n s  judging  a p e r s o n ' s  po t en t i a l .  Right  h e r e  
I a m  s u r e  is  one  of the  m o s t  c r i t i c a l  j u d g m e n t s  that  you have  to 
m a k e  in th i s  p e r s o n n e l  f i e ld .  

Next  is  the  deve lop ing ,  which  m e a n s ,  a m o n g  o t h e r  th ings ,  the  
t r a i n i n g ;  d i s c o v e r i n g  b e t t e r  ways  to get  the  t r a i n i n g  done so that  
you can  a c c o m p l i s h  m o r e  fo r  the  m o n e y  you spend .  

T h e n  c o m e s  p l a c e m e n t ;  put t ing  peop l e  into the  r i g h t  s l o t s - - i n t o  
the  r i g h t  jobs .  H e r e  I a m  s p e a k i n g  not only  of the  i n i t i a l  p l acemen t~  
but  of t r a n s f e r s ,  p r o m o t i o n s ,  and d e m o t i o n s .  Th i s  r e a l l y  t e s t s  the  
c h a r a c t e r  of m a n a g e m e n t  as  we l l  as  i t s  sk i l l .  You m a y  know what  
you ought  to do in th i s  a r e a ,  but  the  q u e s t i o n  i s ,  do you a lways  have  
the  guts  to do i t ?  It i s  e a s y  to p r o m o t e  s o m e b o d y ;  i t  t a k e s  r e a l  guts ,  
k n o w l e d g e ,  i n c e n t i v e ,  and r e a s o n i n g ,  to get  the  r e v e r s e  done .  Th i s  
is  a t r o u b l e s o m e  th ing .  

But ~!] t h e s e  th ings  I have  b e e n  e n u m e r a t i n g - - w a g e s ,  b e n e f i t s ,  
hea l th ,  s a fe ty ,  s e l e c t i o n ,  d e v e l o p m e n t ,  p l a c e m e n t ,  et c e t e r a ,  a r e  
a l l  c o n c e r n e d  wi th  ge t t ing  peop le  into a p o s i t i o n  to do t h e i r  w o r k  
and t h e n  s u s t a i n i n g  t h e m  t h e r e  e f f ec t i ve ly .  They  a r e  a l l  i m p o r t a n t  
and  t h e y  a r e  a l l  n e c e s s a r y .  But t hey  wi l l  not by  t h e m s e l v e s  get  
you w h e r e  you want  to go. F o r  that ,  I w i l l  s t r e s s  two o t h e r  th ings  
tha t  d e a l  wi th  the  w o r k  i t s e l f ,  and t h e s e  a r e  the  m a i n  po in t s  that  I 
s a i d  I was  c l e a r i n g  the  way f o r .  

F i r s t  i s  s t a n d a r d s  of p e r f o r m a n c e .  I b e l i e v e  that  peop le  m u s t  
be  c l e a r  as to what  is  e x p e c t e d  of t h e m  and how they  a r e  to be  
judged .  

Now, p e r s o n n e l  m a n a g e m e n t  as  such  does  not who l ly  d e t e r m i n e  
what  the  t a s k  is;  the  kind of b u s i n e s s ,  the  e n v i r o n m e n t ,  the  p l ace ,  
t he  s p e c i f i c  p r o b l e m s  c o n f r o n t i n g  the ind iv idua l  o r  the  d e p a r t m e n t ,  
a l l  h a v e t o  do wi th  what  h is  job is .  But p e r s o n n e l  m a n a g e m e n t  is  
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c o n c e r n e d  wi th  what  a m a n  is  a s k e d  to do and how you  get  h i m  to do 
it ,  and  how h is  c o n t r i b u t i o n  is to be  a p p r a i s e d .  I a m  s p e a k i n g  now 
a g a i n  of p e r s o n n e l  m a n a g e m e n t  w h e n e v e r  I m e n t i o n  it ,  w h i c h  is the  
job the  b o s s  o r  m a n a g e m e n t  has  to do, not the  p e r s o n n e l  d e p a r t m e n t  
o r  the  s ta f f .  

The  m o s t  d i s c o u r a g i n g  kind of w o r k  is w h e r e  the  a i m s  a r e  
f u z z y  o r  the  j u d g m e n t  about  the  job is  i n e x a c t .  A m a n  n e e d s  to know 
b e f o r e h a n d  what  he is  s u p p o s e d  to do, and a f t e r  the  fac t  he n e e d s  to 
know how w e l l  he is b e i n g  judged  to have  done i t .  T h i s  is the  b o s s '  
job .  R e a l l y ,  n o t h i n g  e l s e  in p e r s o n n e l  m a n a g e m e n t  coun t s  wi thou t  
th~s.  S t a n d a r d s  of p e r f o r m a n c e  m u s t  be  u n d e r s t o o d  and c o m m u n i c a -  
t i on  about  it m u s t  be c l e a r .  T h e n  the  c o m m u n i c a t i o n  m u s t  have  a 
f e e d b a c k .  It n e e d s  a v e r f i f i c a t i o n  tha t  what  is  4o be  done is not  on ly  
u n d e r s t o o d ,  but  u n d e r s t o o d  wi th  a s p i r i t  and a wi l l  to do it and do it 
w e l l .  

The  s e c o n d  m a i n  a s p e c t  of p e r s o n n e l  m a n a g e m e n t  t ha t  d e a l s  
w i th  the  w o r k  is  l e a d e r s h i p  and d i r e c t i o n .  An awful  lot  is  w r a p p e d  
up in t h o s e  two w o r d s .  Once  a b u s i n e s s  knows w h e r e  it is go ing  
and  what  p e o p l e  m u s t  do to get  t h e r e ,  the  l e a d e r s h i p  of m a n a g e m e n t  
at  a l l  l e v e l s  i s  what  t a k e s  it t h e r e .  You can  poin t  it s o m e p l a c e ,  but  
it t a k e s  l e a d e r s h i p  and m a n a g e m e n t  to get  it t h e r e .  

T h i s  is  not a t a l k  on l e a d e r s h i p  s p e c i f i c a l l y ,  but  I w i l l  s a y  th i s  
m u c h  about  it; tha t  l e a d e r s h i p  is  a job of e n t h u s i n g  and s t i r r i n g  p e o -  
p l e  up so tha t  t hey  a r e  m o v e d  f r o m  i n s i d e  t h e m s e l v e s  f o r  good,  
sound ,  p e r s o n a l ,  o b j e c t i v e ,  l o g i c a l  r e a s o n s ,  to do t h ings  w e l l  and  
do t h e m  b e t t e r  t o m o r r o w  than  t hey  did t h e m  today .  It is  s t a t i n g  
o b j e c t i v e s  o r  goa l s  tha t  a r e  s u f f i c i e n t l y  i n t e r e s t i n g ,  and  do ing  so 
in s u f f i c i e n t  d e t a i l  to e x c i t e  peop le  into a f r a m e  of m i n d  tha t  the  
w o r k  is w o r t h  do ing .  It is s e t t i n g  the  p e r s o n a l  e x a m p l e ,  pu t t ing  
e n t h u s i a s m  into the  o r g a n i z a t i o n ,  into the  o p e r a t i o n ,  and b e i n g  
w i l l i n g  to c o m m u n i c a t e  bo th  ways  wi th  w h a t e v e r  g r o u p  of p e o p l e  you  
e x p e c t  to get  the job done .  Th i s  m e a n s  l i s t e n i n g  as  w e l l  as  t a l k i n g .  

In m y  j u d g m e n t  I would  r a t h e r  have  a r e a s o n a b l y  i n t e l l i g e n t  
b o s s  who is w i l l i n g  to e x c h a n g e  and t a l k  out  l oud  about  t h i n g s ,  t han  
I wou ld  the  s m a r t e s t  f e l l o w  on two w h e e l s  who had a c l o s e d  m o u t h  
about  e v e r y t h i n g  he did .  I would  not c o n s i d e r  tha t  k ind  of a f e l l o w  
ab le  to do the  p e r s o n n e l  job tha t  I a m  t a l k i n g  about .  

L e a d e r s h i p  is  a l s o  r e w a r d i n g  m e r i t  and p e n a l i z i n g  d e m e r i t ,  
h o n e s t l y  and f a i r l y .  It is  the  r i g h t  c o m b i n a t i o n  of a l l  t h e s e  t h ings  
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f o r  the  s i t u a t i o n  (and the  s i t u a t i o n  c h a n g e s  a l l  the  t ime)  so tha t  p e o -  
p ie  w i l l  do the  w o r k  tha t  m a k e s  a b u s i n e s s  s u c c e s s f u l  b e c a u s e  t hey  
wan t  it to be  s u c c e s s f u l  and b e c a u s e  t h e y  want  to do it .  

So f a r  h e r e  I have  s i m p l y  l a id  out  the  m a i n  d i m e n s i o n s  of a 
p e r s o n n e l  m a n a g e m e n t  job as  I s e e  t h e m .  F i r s t ,  the  b a s i c  p r i n c i p l e  
t ha t  p e r s o n n e l  m a n a g e m e n t  i s  e v e r y  b o s s '  job .  Second ,  tha t  you 
a l w a y s  Iook  at  the  m a n  and h is  w o r k  t o g e t h e r  and  n e v e r  s e p a r a t e  the  
two .  T h i r d ,  the  v a r i o u s  c o n d i t i o n s  and  f a c t o r s  i n v o l v e d  in ge t t i ng  
p e o p l e  into p o s i t i o n  to w o r k  and then  s u s t a i n i n g  t h e m  t h e r e .  F o u r t h ,  
t he  n e c e s s i t y  fo r  c I e a r  s t a n d a r d s  of p e r f o r m a n c e .  F i f th ,  the  f u n c -  
t i o n s  of I e a d e r s h i p .  

But  aI1 of t h e s e  t h ings  m e r e I y  he lp  us to s e e  wha t  the  job i s .  
S e e i n g  it is  the  e a s i e s t  p a r t  of i t .  The  tough  q u e s t i o n  is ,  how do 
you  ge t  an o r g a n i z a t i o n  to do we l l  at  t h e s e  t h i n g s  ? Al l  the  way  f r o m  
the  t i m e  you  h i r e  a man ,  un t i l  he l e a v e s  by r e t i r e m e n t  o r  fo r  o t h e r  
r e a s o n s ,  is  the  s c o p e  of t h i s  job.  P a r t i c u l a r l y ,  how do you  get  a 
l a r g e  o r g a n i z a t i o n  wi th  s e v e r a l  l e v e l s  of m a n a g e m e n t  to do it w e l l ?  
T h i s  is w h e r e  y o u r  i n t e r e s t s  in a l a r g e  m i l i t a r y  e s t a b l i s h m e n t ,  and  
m i n e  in a l a r g e  b u s i n e s s  c o m e  t o g e t h e r .  

I w i l l  s t a r t  wi th  th i s  thought ;  a go ing  b u s i n e s s  l ike  the  one I a m  
in  has  i t s  way  of doing t h i n g s .  I ts  p o l i c i e s ,  i ts  g o a l s - - a n d  s o m e  of 
t h e m  a r e  long  e s t a b l i s h e d - - i t s  p r o g r a m s  and i t s  a s p i r a t i o n s  a r e  a l l  
c o - j o i n e d  in i t s  t r a d i t i o n s .  In i t s  t r a d i t i o n  s o m e  t h i n g s  a r e  t i m e -  
l e s s .  I a m  s u r e  you  wi l l  f ind  tha t  in a l l  the  s e r v i c e s .  In the  B e l l  
S y s t e m ,  f o r  e x a m p l e ,  we have  th i s  s o - c a l l e d  " s p i r i t  of s e r v i c e .  " 
Y o u  s e e  it c o m e  to the  f o r e f r o n t  if we have  a s t o r m  e m e r g e n c y  o r  
a n y t h i n g .  You  wi l l  f ind  tha t  f r o m  the  o p e r a t o r s  to the  m a n a g e m e n t  
p e o p l e  a r e  c h e c k i n g  in; go ing  to the  n e a r e s t  p l a c e  t h e y  can  w o r k .  
It is  a c h a l l e n g e .  We have  n e v e r  had an e m e r g e n c y  in the  B e l l  S y s -  
t e m ,  i n c l u d i n g  a s t r i k e ,  f r o m  w h i c h  we d idn ' t  get  s o m e  b e n e f i t s  in 
t he  s e n s e  of d e d i c a t i o n  to the  job,  by  s o m e b o d y .  

T h e s e  t r a d i t i o n s  a l so  e s t a b l i s h  the  s t a n d a r d s  of c h a r a c t e r  and 
m o r a l s  in o u r  d e a l i n g s  wi th in  the  b u s i n e s s  and o u t s i d e .  I b e l i e v e  
o u r  c o m m i t m e n t  to r e s e a r c h  and innova t ion ,  to e f f i c i e n c y  and con-  
s t an t  i m p r o v e m e n t  of s e r v i c e ,  is  a n o t h e r  a s p e c t  of o u r  t r a d i t i o n .  

Now, a11 t h e s e  t h i n g s  g r o w  out  of how p e o p l e  t h i n k  and how t h e y  
w o r k .  It is  the  d e a l i n g s  of  p e o p l e  wi th  e a c h  o t h e r  tha t  m a k e  the  
t r a d i t i o n .  So, the  f i r s t  need ,  it s e e m s  to m e ,  is tha t  a p e r s o n  in a 
p o s i t i o n  I ike  m i n e ,  who f e e l s  the  r e s p o n s i b i i i t y  f o r  good p e r s o n n e l  
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m a n a g e m e n t ,  m u s t  r e c o g n i z e  and accep t  the  ob l i ga t i on  to keep  the  
t r a d i t i o n  a l i ve  and g rowing ,  and as a v i t a l  th ing  in the  b u s i n e s s .  I 
m u s t  u n d e r s t a n d  it i n t e l l e c t u a l l y ,  but e v e n  m o r e  i m p o r t a n t  I m u s t  
f e e l  it so tha t  it i s  a lways  a pa r t  of my  in tu i t ive  r e s p o n s e  to m a t t e r s  
that  a f fec t  p e o p l e .  

I have  a l r e a d y  e m p h a s i z e d  that  p e r s o n n e l  m a n a g e m e n t  d e p e n d s  
m a i n l y  on how m a n a g e r s  and b o s s e s  at a l l  l e v e l s  m a k e  t h e i r  m a n y  
d e c i s i o n s  a f f ec t i ng  m e n  and w o m e n .  But the  poin t  I s t r e s s  h e r e  is  
s i m p l y  that  so m u c h  of th i s  b e g i n s  at the  top of the  o r g a n i z a t i o n .  
If t h e r e  is not a s t r o n g  i n t e r e s t  and a s t r o n g  i n f l uence  at t he  top, 
and if the  top th ink ing  is not  r igh t ,  t hen  it is  v e r y ,  v e r y  h a r d  fo r  the  
r e s t  of the o p e r a t i o n  to be r i gh t .  F o r  i n s t a n c e ,  if d e c i s i o n s  m a d e  
at the  top of the  o r g a n i z a t i o n  on the  s e l e c t i o n  and d e v e l o p m e n t  of 
p e o p l e  a r e  not good,  t hen  it is  m i g h t y  tough to get  good d e c i s i o n s  
a n y w h e r e  e l s e .  M o m e n t u m  m a y  c a r r y  the  b u s i n e s s  pas t  an o c c a -  
s i o n a l  m i s t a k e ,  but in the  longrun ,  if the top d i r e c t i o n  is  not  of a 
h igh  o r d e r ,  no th ing  e l s e  wi l l  be of a h igh o r d e r  e i t h e r .  F u r t h e r -  
m o r e ,  th i s  kind of w o r k  cannot  be  d e l e g a t e d  in the  way that  o t h e r  
a s s i g n m e n t s  a r e  d e l e g a t e d .  The  top peop le  p e r s o n a l l y  have  to m a k e  
the  d e c i s i o n s  tha t  l a r g e l y  shape  al l  p e r s o n n e l  m a n a g e m e n t  t h r o u g h -  
out the  c o m p a n y .  

Now, I have  t a l k e d  about  t r a d i t i o n  and about the  p r i m e  r e s p o n -  
s i b i l i t y  tha t  r e s t s  on the  top m a n a g e m e n t .  But, of c o u r s e  by tha t  I 
do not m e a n  that  a l l  you have to do is fa l l  in l ine  with t r a d i t i o n ,  and 
n e i t h e r  do I m e a n  that  the  top peop le  can do the  whole  p e r s o n n e l  job 
by t h e m s e l v e s .  The  t r a d i t i o n  is  a lways  b e i n g  mod i f i ed ;  in fac t  it i s  
the quality of innovation that keeps these timeless things lively. 
And the line management at the top and at all levels needs and must 
have good staff help. 

I would  say  it n e e d s  s taf f  he lp  of a p a r t i c u l a r l y  h igh  qua l i t y  fo r  
th i s  p e r s o n n e l  job, b e c a u s e  it is h a r d e r  to know about p e o p l e ,  p e r -  
haps  than  any o t h e r  a s p e c t  of the b u s i n e s s .  It is  not i n f r e q u e n t l y  
h a r d  enough to know about  s o m e  of the  peop l e  you a r e  d i r e c t l y  
a s s o c i a t e d  with,  and it is  m u c h  h a r d e r  to know about l a r g e  n u m b e r s  
of fo lks  w h o m  you n e v e r  ge t  to s e e .  

In ou r  b u s i n e s s ,  the p e r s o n n e l  s ta f f  o r g a n i z a t i o n  has  a b r o a d  
r a n g e  of r e s p o n s i b i l i t i e s  in a d m i n i s t e r i n g  wage  p r a c t i c e s ,  p e n s i o n s ,  
b e n e f i t s ,  hea l t h  p r o g r a m s ,  et  c e t e r a .  T h e y  i n t e r p r e t  t h e m  to the  
f ie ld ;  they  s o l v e  s p e c i a l  p r o b l e m s  fo r  the  m a n a g e m e n t  as they  need  
it; and they  a r e  a l l  v e r y  i m p o r t a n t .  But in my m i n d  the  p e r s o n n e l  
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p e o p l e  have  a n o t h e r  key  r o l e  wh ich  could  be ,  
i n c r e a s i n g l y  i n f l u e n t i a l  in the  y e a r s  ahead .  

and I t h ink  ought  to be ,  

It s e e m s  to me  that  it shou ld  a lways  be  t h e i r  job to keep  look ing  
at a l l  of t h e s e  a s p e c t s  of p e r s o n n e l  m a n a g e m e n t  that  I have  b e e n  
s p e a k i n g  of, and to c o m e  up with sound,  thoughtful ,  and p r a c t i c a l  
i d e a s  fo r  do ing  t h e m  b e t t e r .  They  shou ld  be  look ing ,  they  shou ld  be  
aud i t ing ,  t hey  shou ld  be  s ee ing ,  they  shou ld  be  i n v e s t i g a t i n g .  T h e y  
shou ld  a lways  be w o r k i n g  at the  job of how a r e  we do ing  and how we 
migh t  do b e t t e r ,  and c o m i n g  up wi th  i d e a s .  T h e y  shou ld  be r e s e a r c h -  
e r s  and e d u c a t o r s .  T h e y  shou ld  be s c a n n i n g  the  h o r i z o n ,  l ook ing  
a h e a d ,  and doing the  kind of t h ink ing  tha t  a busy  o p e r a t i n g  m a n  does  
not  have  t i m e  to do. 

The  o p e r a t i n g  m a n a g e r  shou ld  n e v e r  have  to keep  n e e d l i n g  the  
p e r s o n n e l  s ta f f  p e o p l e  to l ook  at th i s  o r  tha t  p r o b l e m ,  or  to map  
out a good s o l u t i o n  o r  to get  the  n e c e s s a r y  knowledge  tha t  wi l l  l e a d  
to use fu l  ac t ion .  T h e y  shou ld  be  do ing  t h e s e  th ings  and be ab le  to 
p r o v e  that  the  t h ings  t hey  c o m e  up with ought  to be  done .  They  
shou ld  be so c o m p l e t e l y  c o m p e t e n t  at t h i s  that  they  wi l l  have  no 
p r o b l e m  c o m m a n d i n g  r e s p e c t  fo r  t h e i r  i d e a s .  The  s u m  of a l l  t h i s  
e f fo r t  ought  to m a k e  t h e i r s  the  w i s e s t  and m o s t  sought  a f t e r  c o u n s e l  
on p e r s o n n e l  m a t t e r s  in the  b u s i n e s s .  When they  have  a t t a i n e d  that ,  
t h e n  t h e y  a r e  a r e a l  p e r s o n n e l  s taff ,  in my  j u d g m e n t .  When  t h e y  
r e c o m m e n d  s o m e  ac t ion  t h e y  ought to know b e t t e r  than  anyone  e l s e  
jus t  what  it m a y  be  e x p e c t e d  to a c c o m p l i s h .  T h e n  if the ac t ion  is 
t a k e n  by  the  l i ne  m a n a g e m e n t  t hey  ought  to be ab le  to t e l l  t h e m  jus t  
what  in fac t  it did a c c o m p l i s h .  

I have  not s a id  any th ing  which  is not jus t  as  app l i cab l e  to any 
o t h e r  s taff  func t ion .  But I b e l i e v e  in the  p e r s o n n e l  m a n a g e m e n t  
f ie ld  th i s  is an e s p e c i a l l y  i n t ang ib l e  job and one that  t a k e s  r e a l l y  
s p e c i a l  t a l en t .  

I would  l i ke  to r e c a p i t u l a t e  aga in  v e r y  b r i e f l y .  F o r  a good job 
~f p e r s o n n e l  m a n a g e m e n t  the  f i r s t  n e e d  is  fo r  a ch i e f  e x e c u t i v e  and 

top m a n a g e m e n t  g roup  tha t  want  a good job and have  the  a b i l i t y t o  
get tha t  kind of a job s t a r t e d  by r e a s o n  of t h e i r  own in tu i t ive  u n d e r -  
~tanding and good p e r f o r m a n c e  in d e c i s i o n s  that  a f fec t  p e o p l e .  The 
~econd need  is  fo r  s taf f  he lp  that  is  d e m o n s t r a b l y  f i r s t - c l a s s ;  s t r ong ,  
i m a g i n a t i v e ,  p r a c t i c a l ,  and p e r s u a s i v e  peop l e  who a r e  devo t ed  to 
i m p r o v i n g  p e r f o r m a n c e ;  who lmow how to get  s p e c i a l  k n o w l e d g e - -  
] e c e s s a r y  knowledge  in th i s  f i e l d - - a n d  who a r e  ab le  to put t h e i r  
~ e c o m m e n d a t i o n s  a c r o s s .  
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I have  s p o k e n  about  ge t t i ng  k n o w l e d g e  as  one of t h e i r  p r i m e  

f u n c t i o n s .  Th i s  is  v e r y  e s s e n t i a l ,  b e c a u s e  wi thout  it you  s t a n d  s t i l l .  
To r a i s e  the  s t a n d a r d s  of p e r f o r m a n c e  on a n y t h i n g  you  have  to know 
what  p r e s e n t  p e r f o r m a n c e  is and what  is w r o n g  wi th  it, and  wha t  the  
p r a c t i c a l  p o s s i b i l i t i e s  a r e  of r a i s i n g  it to a h i g h e r  l e v e l .  In a d d i t i o n  
to tha t  you  have  to know enough  about  the  s u r r o u n d i n g  c i r c u m s t a n c e s  
so tha t  you  can  m a k e  the  e f fo r t  to i m p r o v e  wi th  h igh a s s u r a n c e  tha t  
it wi l l  pay  off.  The  p e r s o n n e l  a r e a  is  one  of t he  t o u g h e s t  in w h i c h  
to do th i s ,  b e c a u s e  as  I s a i d  a m o m e n t  ago it i s  h a r d  to know about  
p e o p l e .  But s t i l l ,  it  is  e s s e n t i a l  to know b e f o r e  p r o g r e s s  can  be  
m a d e  on any  p r o b l e m .  

I wou ld  l ike  to g ive  you  s o m e  i l l u s t r a t i o n s  in one  of the  g e n e r a l  
a r e a s  tha t  I spoke  about  e a r l i e r ;  the  h i r i n g ,  the  t r a i n i n g ,  and the 
p l a c e m e n t  of p e o p l e .  N o w ,  we have  done a good dea l  of w o r k  in 
r e c e n t  y e a r s  e x a m i n i n g  the p e r f o r m a n c e  of m a n a g e m e n t  p e o p l e  f r o m  
v a r i o u s  a n g l e s .  We have  done  a good dea l  of w o r k  in th i s  f i e l d .  

F o r  i n s t a n c e  one  s tudy  has  shown us tha t  a m o n g  s e v e r a l  t h o u -  
s a n d  m a n a g e r s  in the b u s i n e s s  a r e l a t i v e l y  high p r o p o r t i o n  of the 
m e n  who have  b e e n  ab le  to m o v e  up in r e s p o n s i b i l i t y  a r e  the  m e n  
who r a n k e d  w e l l  s c h o l a s t i c a l l y  wh i l e  t h e y  w e r e  in c o l l e g e .  

A n o t h e r  y e a r - b y - y e a r  s tudy  of s e v e r a l  h u n d r e d  y o u n g  m e n  in 
m a n a g e m e n t  has  g iven  us a s l o w - m o t i o n  p i c t u r e ,  you m i g h t  s ay ,  of 
e a c h  m a n  in th i s  g roup ;  h is  p e r s o n a l  a s s e t s ,  h is  l i a b i l i t i e s ,  c h a n g e s  
in h is  po in t  of v i e w  as his  e x p e r i e n c e  e x t e n d e d  i t s e l f ,  the  s t e p - b y -  
s t ep  i n f l u e n c e  of e x p e r i e n c e  on his  c h a r a c t e r ,  and on h is  c a p a b i l i t i e s .  

I n i t i a l l y  t h e s e  m e n  w e r e  c a r e f u l l y  e x a m i n e d ,  t e s t e d ,  i n t e r v i e w e d ,  
and  r a t e d ;  a t h o r o u g h  a s s e s s m e n t  was  c o n d u c t e d  by e x p e r i e n c e  
m a n a g e m e n t  p e o p l e  who had no th ing  to do wi th  t h e s e  p e o p l e  in the  
b u s i n e s s .  T h e y  w e r e  b r o u g h t  in f r o m  o t h e r  p l a c e s - - a n d  s o m e  p s y -  
c h o l o g i s t s  a l so  got i nvo lved  in t h i s .  E v e r y  y e a r  s i n c e  tha t  t i m e ,  
e a c h  of t h e s e  m e n  has  b e e n  t a l k e d  to in d e t a i l  by th i s  g roup ,  about  
h i s  e x p e r i e n c e ,  h is  p r o g r e s s ,  h is  s u c c e s s e s ,  his  f a i l u r e s ,  h is  
h o p e s ,  and his  g o a l s .  We l e a r n e d  a lot  about  how p e o p l e  r e a c t  to 
t h e i r  b o s s e s ,  how they  l i ke  the  job,  and we l e a r n e d  a lot  about  the  
b u s i n e s s .  

Specifically, though, what we get out of this sort of thing might 
be the first question that enters your mind. The immediate answer 
is that it has stimulated a great deal of change, and I believe, real 
improvement in the way we recruit college men and start them off 
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in  the  b u s i n e s s .  J u s t  fo r  e x a m p l e ,  we c o n c l u d e d  tha t  s c h o l a r s h i p  is 
a good i n d i c a t o r  of b u s i n e s s  s u c c e s s  and he had b e t t e r  look  fo r  the  
m e n  we want  m a i n l y  in the  u p p e r  half  of the  g r a d u a t i n g  c l a s s .  We 
a l s o  found tha t  to a g r e a t  m a n y  m e n  the  i n i t i a l  t r a i n i n g  p r o c e d u r e s  
tha t  we w e r e  pu t t ing  t h e m  t h r o u g h  w e r e  t e r r i b l y  t e d i o u s  and  b o r i n g  
f r o m  t h e i r  poin t  of v i ew .  

We u s e d  to give a young  c o l l e g e  g r a d u a t e  a y e a r  o r  two of t r a i n -  
ing in v a r i o u s  d e p a r t m e n t s  wi th  v a r i o u s  a s s i g n m e n t s  to get  h i m  
o r i e n t e d ,  s o r t  of a gu ided  t o u r  a r o u n d  the  b u s i n e s s  b e f o r e  we put 
h i m  to w o r k .  Now he ge t s  one  w e e k  of c o n c e n t r a t e d  o r i e n t a t i o n  and 
t h e n  we give  h i m  a r e a l  job.  

R igh t  away  t h i s  f e l low is  in a spot  w h e r e  he has  to l e a r n  and 
w h e r e  we wi l l  l e a r n  m o r e  about  h i m  a lot  f a s t e r  than  we did u n d e r  
t he  o t h e r  c i r c u m s t a n c e .  T h e  bos s  can  g ive  h i m  d i r e c t i o n ,  but  the  
b o s s  a l so  g i v e s  h i m  r e s p o n s i b i l i t y .  T h i s  r e s p o n s i b i l i t y  is s u c h  
tha t  t h i s  f e l l ow  has  a c h a n c e  at good a c h i e v e m e n t  o r  a c h a n c e  to 
f a i l .  We do not  want  any  of t h e s e  f e l l o w s  to fa i l ;  we want  e v e r y b o d y  
to s u c c e e d .  But  the ab i l i t y  to t ake  on r e s p o n s i b i l i t y  s u c c e s s f u l l y  
c a n  on ly  be l e a r n e d  ff t h e r e  is  a c h a n c e  fo r  f a i l u r e ,  and ff you  do 
not  have  a l l  y o u r  m a r b l e s  you  wi l l  f a i l .  

So, t h i s  kind of t r a i n i n g  by w o r k i n g ,  as  it  t u r n s  out ,  f i t s  r i g h t  
in wi th  o u r  e f f o r t s  to do a m o r e  e f f e c t i v e  job of r e c r u i t i n g  h igh 
q u a l i t y  c o l l e g e  m e n .  Our  e x p e r i e n c e  wi th  the  good m e n  we get ,  t h e  
ab le  o n e s  who r e a l l y  l ike  to w o r k ,  is  tha t  t hey  v e r y  qu i ck ly  have  
d e m o n s t r a t e d  two w a n t s .  

F i r s t ,  t h e y  want  to do w o r k  i m m e d i a t e l y  that  wi l l  t ake  a l l  the  
Lalents t h e y  have ;  t h e y  want  to g r o w  and to get  s o m e t h i n g  a c c o m -  
? l i s h e d .  Second ,  t hey  want  b o s s e s  who wi l l  l e t  t h e m  show what  it 
is t h e y  can  do. T h e y  a r e  not  i n t e r e s t e d  in w e t - n u r s i n g ,  p a t e r n a l -  
[s t ic ,  l e t - m e - s h o w - y o u  kind of b o s s e s .  We have  l e a r n e d  t h o s e  two 
:hings  p o s i t i v e l y .  When t h e s e  w a n t s  a r e  s a t i s f i e d  we have  found out  
:hat the  w o r d  ge t s  a r o u n d  qu i te  w e l l .  

T h e r e  is  qu i t e  a g r a p e v i n e  b e t w e e n  c o r p o r a t i o n s  and c o l l e g e s  
n th i s  f i e ld  I a s s u r e  you .  When  the  w o r d  s p r e a d s  tha t  you a r e  
a t e r e s t e d  on ly  in  the  qua l i t y  m e n  and the  k ind of o p p o r t u n i t i e s  t h e y  
~ant ,  t hen  m o r e  q u a l i t y  t e n d s  to look  in y o u r  d i r e c t i o n .  I w i l l  g ive 
Tou a f ew  f i g u r e s  on tha t .  N o w a d a y s  we get  1 c o l l e g e  g r a d u a t e  onto 
~ur p a y r o l l  out of about  e v e r y  12 o r  14 who a r e  i n t e r v i e w e d .  E i g h t y -  
!ive p e r c e n t  of t h e m  w e r e  in the  top ha l f  of the  c l a s s  s c h o l a s t i c a l l y .  
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This contrasts with about 1 in 22, and about 60 percent of the men 
coming from the top half, prior to these changes we made. 

N o w ,  h e r e  i s  a n o t h e r  e x a m p l e  of  g e t t i n g  k n o w l e d g e  a n d  u s i n g  i t  
to  p r o d u c e  p r o g r e s s .  I s p o k e  o f  a s s e s s m e n t  p r o c e d u r e s  u s e d  in  
r a t i n g  a t e s t  g r o u p  of  s e v e r a l  h u n d r e d  m a n a g e m e n t  m e n .  T h e  n e x t  
s t e p  w a s  to  u s e  a s i m i l a r  m e t h o d  to  f i n d  o u t  m o r e  a b o u t  e m p l o y e e s  
in  t h e  r a n k s  w h o  w e r e  b e i n g  c o n s i d e r e d  f o r  p r o m o t i o n  to  t h e  f i r s t  
l e v e l  o f  m a n a g e m e n t .  O r d i n a r i l y ,  t h e  f i r s t - l e v e l  m a n ,  t h e  f o r e m a n  
in  o u r  b u s i n e s s ,  w o u l d  r e c o m m e n d  m e n  f r o m  t h e  r a n k s  f o r  a p r o -  
motion, and that was our starting point. 

I am not going to describe the appraisal procedure. But among 
other things, the candidates have to work on several kinds of tough, 
real-life problems under observation. These are the folks who the 
foreman says could be promoted. The point here is that the results 
we got out of these episodes were very eye opening. A high propor- 
tion of these men who were being considered and recommended 
simply did not qualify for supervisory jobs. Today we have some 
40 assessment centers all over the country doing what I have just 
described to help these local managers make good decisions in 
promoting men and women from the ranks and avoiding, possibly, 
unfortunate mistakes in evaluating people. You do nothing worse 

to an individual than to promote him into something he is not capable 
of doing, in my judgment. 

Incidentally, we now have considerable data on the men in the 
original test group. The evidence is that the judgments made about 
them when they were assessed back in 1956 and 1957, which was 

the first time we did this, were good and are holding up very well. 
Then 5 years ago a group of non-college men who were then in the 

first level of management, were assessed in the same manner. One 
of the judgments made by the assessment staff at the time was 

whether or not these men would be able to reach the 3d level of 
management in i0 years. These individual predictions were kept 

confidential and were not made known. Ninety percent of the men on 

whom the judgment was "no" in this group are still right were they 

were. They have not been promoted. Only about 5 percent of those 

on whom the answer was favorable are still at the same level; or 
to put it a little differently about 95 percent of them have been pro- 
moted. 

So, I think you can see why, from this result, we have some 
confidence in these assessment centers and procedures to help 
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s e l e c t  p e o p l e  fo r  p r o m o t i o n .  But I would  a l so  l ike  to e m p h a s i z e  
tha t  w o r d  " h e l p .  " B e c a u s e  a l l  of t h e s e  p r o c e d u r e s  a r e  on ly  a ids  to 
j u d g m e n t  and t h e y  a r e  not s u b s t i t u t e s .  T h e y  a r e  on ly  too l s  to a s s i s t  
us in i m p r o v i n g  o u r  a b i l i t y  to m a k e  good c h o i c e s .  The  c h o i c e s  
t h e m s e l v e s  wi l l  a l w a y s  be  m a t t e r s  fo r  e x e c u t i v e  j u d g m e n t .  In p a r -  
t i c u l a r ,  the  u l t i m a t e  s e l e c t i o n  of o n - c o m i n g  l e a d e r s h i p  is a v i t a l  
job tha t  top m a n a g e m e n t  m u s t  do i t s e l f .  

3ol 

A n o t h e r  i l l u s t r a t i o n  of how you m a k e  p r o g r e s s  by f i r s t  ge t t i ng  
k n o w l e d g e  c o m e s  f r o m  the  t r a i n i n g  a r e a .  Our  t o t a l  t r a i n i n g  c o s t s  

the  B e l l  S y s t e m  a r e  now e s t i m a t e d  to be  about  $200 m i l l i o n  a 
a r .  T h i s  i n c l u d e s  the  t r a i n i n g  of new peop l e ;  a d d i t i o n a l  t r a i n i n g  

fo r  e x p e r i e n c e d  e m p l o y e e s  and m a n a g e r s ;  c o l l e g e  tu i t i on  g r a n t s - -  
we have  about  3, 000 p e o p l e  c o n s t a n t l y  e n r o l l e d  in c o l l e g e s  fo r  
r e f r e s h e r  w o r k - - a n d  a l l  tha t  s o r t  of t h ing .  

Even a small increase in efficiency in our business is like in 
yours; it means a lot of money; the multipliers are terrific. In the 
last few years we have been trying to develop the same systematic 
approach to improving our training and reducing these costs, that 
has proved so effective in our development of communications equip- 
ment. At Bell Laboratories we have a small group of scientists 
who keep constantly working at the job of developing basic knowledge 
in the areas of perception and learning. In the AT~T Company, on 
our staff we have a number of people who are working to apply the 
best available knowledge to training problems. 

Now, I do not know jus t  how f a r  t h i s  m a y  t ake  us ,  but  I get  a 
lot  of e n c o u r a g e m e n *  out  of the  f i r s t  e x p e r i e n c e  tha t  we have  b e e n  
ab le  to get  an a c c u r ~ e  m e a s u r e  on.  T h i s  is  the  use  of p r o g r a m e d  
i n s t r u c t i o n  in t r a i n i n g  l o n g - d i s t a n c e  t e l e p h o n e  o p e r a t o r s .  T h i s  is  
one  of the  r e a l l y  b ig  t r a i n i n g  jobs  we have  in the  b u s i n e s s .  

U n d e r  th i s  new m e t h o d  the  e m p l o y e e  w o r k s  on h e r  own for  
about  ha l f  the  t r a i n i n g  t i m e ,  us ing  a p r o g r a m e d  t e x t b o o k  tha t  t a k e s  
h e r  a l o n g  s t ep  by s t e p .  T h e  o t h e r  half  of the  t r a i n i n g  is  done by 
audio  t a p e s ,  c o n t r o l  p r a c t i c e ,  r e v i e w s ,  and a c t u a l  o n - t h e -  
s w i t c h b o a r d  p r a c t i c e .  The  r e s u l t s  of a l l  th i s  a p p e a r  v e r y  good.  
F o r  e x a m p l e ,  the  a v e r a g e  s tuden t  t r a i n i n g  t i m e  has  b e e n  r e d u c e d  
27 p e r c e n t  c o m p a r e d  wi th  the  c o n v e n t i o n a l  m e t h o d .  I n s t r u c t o r  
t i m e  has  b e e n  r e d u c e d  40 p e r c e n t .  The  cos t  p e r  s t uden t  is  n e a r l y  
30 p e r c e n t  l e s s .  As f a r  as  we  can  f ind out  we have  a m u c h  b e t t e r -  
t augh t  o p e r a t o r  when  th i s  p r o c e s s  is c o m p l e t e d .  
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A n o t h e r  c o u r s e  has  b e e n  p r e p a r e d  in t he  s a m e  way  to t e a c h  

b a s i c  e l e c t r i c i t y  to  o u r  p l a n t  c r a f t s m e n .  S t u d e n t s  h e r e  s h o w  g r e a t e r  
p r o f i c i e n c y  t h a n  w h e n  t h e y  w e r e  t a u g h t  in t he  c o n v e n t i o n a l  m a n n e r .  
We a r e  a l s o  m o v i n g  in wi th  t h i s  t y p e  of t r a i n i n g  in  s a l e s  w o r k .  We 
h a v e  found  too t h a t  p r o g r a m e d  t e x t b o o k s  as  s u c h  a r e  j u s t  a s  e f f e c -  
t i v e  a s  t he  s o - c a l l e d  " t e a c h i n g  m a c h i n e s "  t ha t  you  h a v e  a l l  h e a r d  
a b o u t .  T h i s  in i t s e l f  is  an  i m p o r t a n t  t h i n g  to l e a r n .  

F u r t h e r m o r e ,  w h e n  t h i s  m e t h o d  of  i n s t r u c t i o n  ha s  b e e n  i n t r o -  
d u c e d  it  h a s  b e e n  p o s s i b l e  to  do away  wi th  f o r m a l  c l a s s e s .  T h e  
s t u d e n t  e n t e r s  a c o u r s e  w h e n  he is  i n d i v i d u a l l y  a v a i l a b l e  f o r  t r a i n -  
ing;  you  d o n ' t  h a v e  to g a t h e r  t h e m  up in g r o u p s  of 15 and  w a i t  f o r  a 
new  s e s s i o n  to s t a r t .  T h e y  l e a v e  w h e n  t h e y  have  c o m p l e t e d  i t .  
T h e y  s t a r t  i n d i v i d u a l l y ;  t h e y  l e a v e  i n d i v i d u a l l y .  T h e y  c a n  be  one  o r  
a d o z e n ,  bu t  e a c h  is  d o i n g  it on h i s  own  t i m e  and  at h i s  own s p e e d ,  
a n d  t h i s  i s  a v e r y  i m p o r t a n t  f a c t o r  in g e t t i n g  t he  job d o n e  at  l e s s  
c o s t .  

I h a v e  g i v e n  a f ew  e x a m p l e s  to s u g g e s t  how a s y s t e m a t i c  
a p p r o a c h  to  c e r t a i n  p e r s o n n e l  m a n a g e m e n t  p r o b l e m s ,  u s i n g  p r o f e s -  
s i o n a l  s k i l l s  to  d e v e l o p  and a p p l y  k n o w l e d g e ,  c an  m o v e  t h e  job a l o n g  
and  c o n t r i b u t e  to  t he  o p e r a t i o n s  of  t he  b u s i n e s s .  Bu t  now,  and  in  
c o n c l u s i o n ,  I wou ld  l i k e  to  t u r n  away  f r o m  t h e s e  t h i n g s  and  ge t  on to  
a few c o m m e n t s  of a b r o a d e r  n a t u r e .  

Go ing  b a c k  to  w h a t  I s a i d  e a r l i e r  in  t h e s e  r e m a r k s ,  I t r i e d  to 
e x p r e s s  p a r t i c u l a r l y  t he  a i m s  of  s e t t i n g  c l e a r  s t a n d a r d s  of p e r f o r m -  
a n c e ,  t h e n  p r o v i d i n g  l e a d e r s h i p  and  d i r e c t i o n  so  t ha t  i n d i v i d u a l  
p e o p l e  c a n  c o n t r i b u t e  t he  m o s t  to  the  w o r k ,  and  t he  w o r k  in t u r n  
c a n  c o n t r i b u t e  the  m o s t  to t h e i r  i n d i v i d u a l  d e v e l o p m e n t  and  g r o w t h ,  
a s  we l l  as  c o n t r i b u t e  as  m u c h  as  p o s s i b l e  to t he  b u s i n e s s  i t s e l f .  

O p e r a t i n g  in the  o p p o s i t e  d i r e c t i o n  i s  t h e  s e e m i n g l y  i n e v i t a b l e  
t e n d e n c y  t o w a r d  b u r e a u c r a c y  t h a t  you  f i nd  in  e v e r y  l a r g e  o r g a n i z a -  
t i o n .  I a m  u s i n g  t h i s  w o r d  " b u r e a u c r a c y "  now in the  w a y  W e b s t e r  
d e f i n e s  it ,  w h i c h  is  t h i s :  "A s y s t e m  t h a t  ha s  b e c o m e  n a r r o w ,  
r i g i d ,  and  f o r m a l ,  d e p e n d s  on p r e c e d e n t ,  and  l a c k s  i n i t i a t i v e  and  
r e s o u r c e f u l n e s s .  " T h a t  is  a p r e t t y  b a d  t h i n g  to s a y  abou t  any  h u m a n  
o r g a n i z a t i o n .  Bu t  we do know tha t  t h i s  d i s e a s e  e x i s t s  and  t h a t  it  is  
g o i n g  to k i l l  any  b u s i n e s s  if it is  a l l o w e d  to go v e r y  f a r .  

So, in a v e r y  r e a l  s e n s e  I t h i n k  of  good  p e r s o n n e l  m a n a g e m e n t  
a s  a w a r  a g a i n s t  b u r e a u c r a c y .  One of the  t e s t s  t h a t  I c o n s t a n t l y  
m a k e  in m y  own  m i n d  abou t  the  e f f e c t i v e n e s s  of t he  p e r s o n n e l  job 
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is  w h e t h e r  o r  not it is b e i n g  done in a way  tha t  m a k e s  us m o r e  
b u r e a u c r a t i c  o r  l e s s  so .  I know an o r g a n i z a t i o n  canno t  r u n  wi thou t  
r u l e s ,  e d i c t s ,  and  a l l  the  o t h e r  t h ings  tha t  you  c a n  apply  to it ,  but  
we  s i m p l y  have  to keep  f igh t ing ,  in my  j u d g m e n t ,  the  t e n d e n c y  on 
the  p a r t  of m a n y ,  m a n y  m a n a g e m e n t  p e o p l e  to depend  on p r e c e d e n t ,  
to be r i g i d  in t h e i r  th ink ing ,  to fo l low the  book  t h e m s e l v e s ,  and  
t hen  r a i s e  he l l  wi th  anybody  u n d e r  t h e m  who does  not fo l low the  
book .  I t h ink  t h e r e  is no th ing  m o r e  d a m p e n i n g ,  and m o r e  d e t e r r i n g  
to r e a l  v i t a l  o r g a n i z a t i o n  a c c o m p l i s h m e n t ,  than  to have  s o m e o n e  
r e a d  m e  a b o o k  a l l  the  t i m e .  My j u d g m e n t  is  tha t  if l og i c  and good 
j u d g m e n t  do not m a k e  the  book  r i g h t  t h r o w  the  book  away .  

30;2 

I would  l i ke  to s a y  you need  a l m o s t  as  m a n y  peop le  ge t t ing  r i d  
of r u l e s  as you do w r i t i n g  new o n e s .  Th i s  is not j u s t  a m a t t e r  of 
t he  p e t t y  r e d t a p e  tha t  s l o w s  the w o r k  down to m a k e  it m o r e  e x p e n -  
s i v e  and l e s s  e f f ec t i ve ;  it is  a lot  m o r e  than  that ;  it is  the  n e g a t i v e  
hab i t  of m i n d  tha t  is  d e a d l y .  You a l l  know, f e l l o w s ,  tha t  s o m e t i m e s  
w h e n  you get  w o r k i n g  wi th  s o m e b o d y ,  the  f i r s t  th ing  t h e y  s t a r t  to do 
is  g ive  you a l l  the  r e a s o n s  on e a r t h  why you c a n ' t  do th i s  th ing .  
W h e r e a s  the  r e a l  job is f i r s t  to i nden t i fy  the  t h i n g s  tha t  ought  to be  
done  tha t  a r e  good fo r  the  b u s i n e s s ,  good f o r  the  peop le ,  and m u t u -  
a l l y  a d v a n t a g e o u s .  We ought  to be s m a r t  enough  to f ind out how to 
ge t  t h e m  done .  B e c a u s e  tha t  is  what  the  p r o b l e m  i s .  

I spoke  e a r l i e r  of t r a d i t i o n  and I s e t  g r e a t  s t o r e  by t r a d i t i o n .  
But  t r a d i t i o n  has  to be  d y n a m i c ;  it canno t  be  s t a t i c .  It has  to be 
c o n t i n u o u s l y  m o d i f i e d  and r e v i s e d ,  o t h e r  w i s e  it b e c o m e s  the f i r s t  
o r d e r  of b u s i n e s s  f o r  e v e r y  n e g a t i v e - m i n d e d  guy to use  t r a d i t i o n  to 
s top  e v e r y t h i n g .  In fac t ,  it s e e m s  to m e  r e a s o n a b l e  to t h i n k  of a l l  
s t a f f  w o r k  as  a c o n t i n u o u s  e f fo r t  to r e v i s e  t r a d i t i o n  and keep  p u m p -  
ing  new l i fe  into i t .  P e r h a p s  th i s  i s  m o r e  t r u e  of p e r s o n n e l  m a n a g e -  
m e n t  t han  a n y t h i n g  e l s e ,  b e c a u s e  you  a r e  d e a l i n g  wi th  the  h u m a n  
and  p e r s o n a l  f a c t o r s  tha t  r e a l l y  c r e a t e  t r a d i t i o n .  

P a r e n t h e t i c a l l y ,  I s o m e t i m e s  w o n d e r  how m u c h  of the  g e n e r a l  
p r o b l e m  that  b u s i n e s s  f a c e s  wi th  r e s p e c t  to the  e m p l o y m e n t  of 
N e g r o e s ,  f o r  e x a m p l e ,  m i g h t  be  a s c r i b e d  to th i s  b u r e a u c r a t i c  
i n e r t i a .  T h e r e  a r e  m a n y  a s p e c t s  to th i s ,  and I a m  not go ing  to get  
in to  t h e m .  But m a y b e  one  of t h e m  is tha t  f o r  a long  t i m e  it has  
b e e n  e a s i e r  not  to m o v e  than  to m o v e .  F o r  tha t  is  the  b u r e a u c r a t i c  
w a y  of ge t t i ng  th ings  done .  

A n o t h e r  c o n s e q u e n c e  of b u r e a u c r a c y  is tha t  a l m o s t  by de f in i t i on  
it t e n d s  to p r e v e n t  c o m m u n i c a t i o n  and s top the  f r e e  g i v e - a n d - t a k e  of 
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i d e a s .  S u r e  t h e r e  c a n  b e  l o t s  o f  p i e c e s  o f  p a p e r  w i t h  w r i t i n g  o n  
t h e m .  B u t  t h e y  a n d  t h e  t a l k i n g  a l l  f l o w  in  o n e  d i r e c t i o n .  B e c a u s e  
t h e  e a s y  w a y ,  t h e  b u r e a u c r a t i c  w a y ,  i s  j u s t  to  p a s s  o u t  t h e  w o r k  w i t h  
a f e w  y a r d s  o f  a d v i c e  a l o n g  w i t h  i t .  T h e  h a r d  w a y ,  a p p a r e n t l y ,  i s  
to  l i s t e n  a n d  d i s c u s s  w i t h  t h e  p e o p l e  who  a r e  g o i n g  to do  t h e  w o r k .  

W h a t  I a m  t r y i n g  to  s a y  h e r e  i s  t h a t  w i t h o u t  l i s t e n i n g ,  w i t h o u t  
d i s c u s s i o n  of  t h e  i s s u e s  in  t h e  w o r k  a n d  in  t h e  b u s i n e s s ,  p r e t t y  
s o o n  y o u  a r e  g o i n g  to  l o s e  t h e  c e m e n t  o f  u n d e r s t a n d i n g  b e t w e e n  t h e  
l e v e l s  o f  t h e  b u s i n e s s  up a n d  d o w n  t h a t  i s  a b s o l u t e l y  n e c e s s a r y  to  
g e t  a g o o d  job  d o n e .  H u m a n  b e i n g s  s i m p l y  do no t  f u n c t i o n  w e l l  i f  
a l l  t h e  c o m m u n i c a t i o n  i s  t e l l i n g .  H o w  to  c h e c k  t h i s  t e n d e n c y  a n d  
g e t  r e a l  c o m m u n i c a t i o n  in  a b i g  o r g a n i z a t i o n  t h a t  i s  b u s y  a s  a b e e -  
h i v e  w i t h  a lo t  o f  t h i n g s  to  do ,  i s  o n e  o f  t h e  r e a l l y  t o u g h  p r o b l e m s  
in  t h i s  p e r s o n n e l  m a h a g e m e n t .  Bu t  i t  h a s  to  b e  d o n e  a n d  i t  h a s  to  
b e  d o n e  w e l l .  W h i l e  t h e  c o s t  in  t i m e  a n d  d o l l a r s  m a y  b e  h i g h ,  t h e y  
h a v e  go t  to  b e  s p e n t  i f  y o u  a r e  g o i n g  to  g e t  t h e  job  d o n e .  So f a r  a s  
I a m  c o n c e r n e d  t h i s  i s  a b a s i c  n e e d e d  c o s t  o f  d o i n g  b u s i n e s s .  

Now, at this stage of the game, if you have gained anything 
from these remarks it may be to reflect that a good personnel job 
is easier to talk about than it is to do. There is nothing about it 
that is easy to do. But what we are after, essentially, is to find, 
bring out, and bring up the best that is in individual people; to get 
work done as well as we possibly can; and to get it done in ways 
that bring genuine satisfaction to the individual doing it. This is a 
tall order. It cannot be done well unless, as I said at the beginning, 
every line manager at every level, from mine right on down to the 
first level understands that he has a continuous, personal, person- 
nel management assignment, and works diligently at it and discharge., 
it well. This is one of the things he ought to be judged on as to 
whether he is going to get along in the business. 

But I hope I have also encouraged you to think that real high- 
quality staff work can accomplish a lot and is very essential. We 

have to have some people constantly exploring and searching for 
new ways to get the job done, to lift the level of performance. We 
have to keep moving the standards up, and producing persuasive 

leadership that will get them accepted and acted on. 

T h a n k  you. 

(4 M a r c h  1 9 6 4 - - 7 , 6 0 0 ) H / p d : d c  *U.s. GO~NM~T~,~,G~,~:,~, o--726-,9, 


