ADMIVISTEDYY A TAROT MITYTARY TEVELOPIOTT SROTUOT

Turinz the »nast fifteon years I have addregsed the stulents of the
Poatreadusts Schoal at Asnanolis an a numder of oacasions. Ny talks hava
all ﬁaen confined to technioal natiters, and they have not reguirsd extene
sive praparation, becenss 1 was telking shout Matbers fomiliar %o me, and
vhich dsalt with things, with ensinesrins facts, which I could d'lacuss_ with
sone foeility and with objectivity. ’

But when one talka mbout how & job 43 dons, he nocessarily talks about
people, and not about things., He enters the realm of the subjective., His
thoushts and his setions stem from hig personality, from his owm exznarience,
from hia m view of thinzs. The tompintion s sirong to tallr in gonaralie
ties, %o dafina zcoomplishmert in termas of standards of organization; or %o
stress the ofte-repented mualities of .learisrshifa, such ag intelliwnca, wiedon,
honssty, virtus, tact, grace, ogressivenesa, humllity, courege, tenscity, rnd
80' on - in other words to deceribe not a man but who posseszes the a::j;riAbutes
of a fiod,

In ny youngzar days I was botherad by these criteria. Somehow, things
Just aldn't work out the way the books on adwinistration and on loaderchip
geid they szhould, and I early bocems asware that I could mover gqualify as a
leader, if 1t woere rezlly mecessary that I pogsess the twenty or so qualie -

tiac most books or articlesz on leadorship claimed to be necessary. Jo f&r.

- I havn found no one 4in the Navy or in industry who poessesseg more then a

foy of thees qualitise, snd co I have rezretfully coms to the conclusion

that 4ho only person who oever possesaed all of them died some 1500 yerrs ezo.
I nontion this bocause the guest for the famogaihle may so econdition

us a8 to prevent us from acoomplishing tha posaible.
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Jolitice has been dofned az the art of the possibla. In my oninien,
roliticlians sre those pen who more face up to the realities of the world
and of mankind, then any other zroun of citiéana. A politician must rat
t}:.inga fone, or ha loses nffic;.

I conmend %o you the nolitiesl appronch towards sccomolishing objectives.

Cne thinz that can be saléd for 1% 1s that 4% works, A very eminent Socrotary

of ths Navy, Nr. Forrastal, once salds ovornment withous polities is
like conzeption without gex.® And it will probably surprize you to know
that oven Georze Washingion practicsd polities in the anpointment and
promation of officers when he considersd 1t necegcary 0 do so for the

- public good. Ha once wrote:

But 1L officers will not see into the political motives by
which I am somatimes governsd in my appointments, snd which the
mood of the common gouse rendars 1nd;apenaa‘o1y necensaTy, it ia
~unfortunats; but 4% canot, becaugs 1t ought not, divert me fronm
the nructice of a2 duby, which I think promotes the interests ::;f
tha United States, and 4s consiatent with the view of that
power under which 1 act®,

<ha dovslopmont of naval nuclear propulsisn planis is a zood examplo

" of how one goes about getiing a Job done. It La a zood mubject to study

for rethods, becnruse 1% involves not only the accomplishment of a reocog-
nizod diffiewlt technical operation, in which expenditure of hundreds o2

nillions of dollars 14 mecossary, but also becanse 4t involves the intl.

| mate wori:ing tomether of tvo lnr;ge governmontal oronndwations, the Ueavy

on on the ons hand, mnd & civilian orzanization, 5_‘.'hn Atomie Enarpy
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Cnmﬁsaﬁon, on ths other, 14 hos involved the astablishment of nrocedures

 and wayn.of doirg zovernment business for whieh thers wes no precedent,

| ond which 1 believe will be necaessary in future for #A nilar large projed’cs.
The first atep toward accompliching snything 1s $o have a goal. Gonlg

At some point, sooner or later,

orsond antions lend their nrmes $o0' a project, bub the concent and the initisal
- wor': 43 alvays started by an individual, 7This fa dfficult for military
weoole 4o comprehend, tecause they arc used to operating under a relatively
- migid frporsonal system. Official letters, for examnle, nre written in
e third parnoiz; the sopmearancg i thot o Durcau or an Office doss sone=
thing., It rhonld be obvious that Burenna cnd Offices are inanimate, and
- therefore caymot generate idens or do things.
Zarly inm 1945 the Honhattan District decided to duild an atomice poﬁer
S nile to qunstrnte ﬁeaceful application .of atomic enerzy. Indusiry, 23
well as the Amy, Nav§ and Atr Corps, were invited %o particinate in the
- tachnienal work at Oak Ridss, Several officera snd civilians were sent hy
the Hmr;r. I was the ganior one of the group. All of the nrval officors
.end the givilian angihaers wore gent g individuals %o ba essizned by the
Kanhatten Dietrict as tﬁey considered mecessary. At Oak Ridse the ¥avy
peoplg ware assigned %0 various digconnected activitles and no serious
thossht was glven to their education. i soon realized that unless thel
I HFy pecple were orgﬁni sed into 2 unmit and their training and educaiion
cystenatized wo would commlote our yoar's gtay at Ozk Ridge and st411 not
e »repered to commence work on an atomte propulsion plent, 3ince the

- Dureeu of Ships was in mo position formslly to request such organization,

-3 e




I established viersonn) relations with the military andi seientific peoyle
at Cak ridse, and soon all of the Yavy noople vers nseizned to me. I
arrengeﬁ. for their gemeral aducation in nuelear anttors, nnd..in addition,
‘asslgned anch one = specialiy 4in vhich he was to bscoue proficlent. The
result wag that by tha tine we left Our Ridge we had the nuclous of 2
tecknicsl orranization,
-The nxjeparation and the writing of reports is a tediona and wnwseleone
Job, whea one isz alrendy d.evotin;g' moat of hie time to atudy. 3But I knew
| that 1% woc importzat that the Chief of the Buresu understend whab we were
 doing. So 1 comiled a list of roports which were to be preparaé. during
- the yoar mnd essicned them to individunsls Yo nropare. The feeult wag, that
ouen every two weéks & report covering a spacific techniesl subject wasg
sent out. Thesze reports served two veluable purporesy they forced the
. stuienis %o learn the specialized subject, and at the somo time they served
to educate the leading poople in the Buresu of the actual staius of nuclear
POWIT,
the next step was o sclett a suitedlo naval vessel, and & suitable
ranctor to “be davolioped, After considerabtls discussion weo m;msd. that
" the submarine offsred the greatest pronise, sand that a thermal nautrqn.
vatar cooled raactor; the bent'propulaion plant,
Bagauss we wors closely organd zed and fairly wen trainqd in nuclear
technologzy in aécord;.nae w.th.what wag known ot the time, we were in a
. pasition to take advwantege of any opportunity which might arise. Such
a2 opportunity soon ecme.
| Becauge work on the power pile st Oak Ridge dif not pan out well,

- g -

41




ihe itomie Tnerzy Comaission, which hed replaced the Nanhattan District,
decidsd to cancel the oroject. Heonuse we ware on the spot, bocouse we
wers osrpanized as o srowpy and knew what we wonted, we were sble, withoud
_ the “ashinston autheritiss reslfizing it, %o divert tha people and the effort
at Oniz Ridge to the atu&fr of a gubmarine y)ila.
| thorily after this, we all returned to ?{aahina;ton.. The naval groun
';re.s brokea up and nasigned to different dutiem. lavertheless I continued
iz my effort to achieve nuclear propulsion for:a submrxine., Thers wes now
s vtoap of sclentistz and eﬁginsers studying the prohlem ai el 2idze, tab
no authorizetion for the werk, and no regquirement for a muclear subanrina
| by tha Tavy.. Obvionely it was only a matter of o short time boforo thp
work would be terminnted, unless the Novy iteelf decldad it wanted an atonic
gudacrine ond succeedod in couvineing the Atomie Ehere;y.commieaion thnf it
waz laportant, -
o 30 the nox-t"atap weg Yo obtain a Wunting licenge®, Thie is & plece
of pnger which suthorizes ona to do 2 certain thing. It is freaquently
_cn.lled. a dircctive, or some cuch descriptive tomm. One muat have guch &
place of paper as a "inhting License™ia deernment.- if he i3 to got any=
thing done, | ' | |
Contrary to whal moat naval 'ofﬁcere balieve, neriicularly those yho
heve not had duaty in ‘fashingtoq. policy lettera and other imporisnt locae
ments sigaed by ths Secrétary ot ‘Ehe h’s:;ry or ‘by the Chiel of Nawval
Opsrations are not prepered by them, dut by the particular individual who
wonte the jJob dons. I% 3o he who must fight the policy letter through
ths various layers snd lavels bofore it reachos the Chief of YNowval |
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Cneratlions or the Secretowy of the Nory.

ihis rt;quiras tennci ty and considerasble patiéme. hecouze the Nawy
Zepartnont ie like an eutonobile with siz Sndividual brakos: the cnr camot
stard vntll o}l six passengers agree to relesce their.brake.' Yany individunals
in » larpo orgenizetion have the powor to tay "Mo? = and many mrojects are
stonpod beecauss the pr:lf;inator neets drocourazement after discournzement end
fin~1ly says “what the hell", or glsa 1s trgnsferre& to other duty.

“herofora, one must lnve a ssleadle 1tem which mppesls to a larze group

0f 1190016 - rpreferably %o those in resnonsible positions; Ag a yule, the

L

bizher paople are in an orgnizstion, the more receptive they are to new. |

iders, and the prodlem 15 how to got to these hizgh people, This recuiras

a thoroush knovledos of the orzanlzntion, of the mentsl attituds of i:hoae

wiis nishi aporove mnd of those whe nisht dlsepnrove. There are many who
will ddszpprove. They ars like onlookers.in a struzsls 11 vhich they have

not sersonal stake, They sre adant at the etiquoties of orsnni zations,

itk ithout experience in doing thinge. They must be by-passed.

In %hisz procesd of obinining éhe "Hun¥ing Jdcense®, as well 23 obtoine
ing noproval of amy other immoriant 1dea, the method of vresentation 1z
lonoerdent, IF you have a rpro;uos& with five points, for exnmple, Gon't
trry Lo se0ll 211 five at on9 time, Likewlse don't try to sell 5 points
£liaultsanecusly Yo a growp of 5 people. If one of the B ohjects to one of
the aroncsales, he wnij vote against your entire vacknge, . 12 three of
the & Qa.ch object to‘ ona of the pro;pnsa.la, then your whole nackaze is
lcat. 3ub 4f you only prozent one proposal st a time, you coan stend to
hove two. paople vote againat ypu.- and 9411l win out,
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It 18 aloo well to ressmber that nony important weople fzil to become

{7

rierested In various projects, not because they lack intersst, but becange

ey lack $ime. Thersfors, you must so plan thet your own projsct receives
the sttantion of theno neoyla,

Having obtained the "duniing License” you aust set about fmolementing
1+. "Huniing Licansesz" sare not too difficult to obtain., The posseaslion of
8 license i;‘: no ruarontee of suecess. There are generslly more huntirng
- scenpaen issuad than there azre deer $o be hunted. Cnly the mersisient hunter
sver gets 3 deer., First the huntsr must zet s zun; this i vulzarly kmown
in .jgovernmnt as "money” - end withoul money nothing dut good will can de
. obtained.

It tokes considerable thoucghd, work, and time to obisin the funds
rececsary to carry on & larpe nroject, Put since nothing can %e done withe
out noney, this negessarily iskes mriority over all other anatters, In the
Jefenna Euté‘blishment tﬁere ﬁre about 3 offices we must =0 throwh vafora
* tha ‘ensa is presented to the Duresu of the Pulget. And any one of ‘th.ese
-czm deny the funds or decresse the amount, |

In the AZ0 1t is much less difficult.' The cage is precented to the
five Commissloners, and, 1f they approve, 1t gosg directly to the Bursau
of the Rudret.

It 1s extremely fortunats ‘-_;ha‘c in the early yenrs of ¢ur nroject we
wvere finenced almogt ‘entively by the AYC. To have hed to go éhruugh the
Tavy procadure in thoss Asys, 2=d to convinc§ the nany peonle who po'saasse'd.
veto pover = might have resulted in considerable delay in zetting started.

In the bBeginning we obiained nenrly all of our funds from the ATC, _

-7

1




Cradunily the ¥avy pertian aa been incronsing, uniil now the L0 sunplins
sbout 757 of the resenrch snd O.avélo;mnt fm}aa, and the ¥=vy about :».‘!E“;‘_-’?.

“he o2bility fo draw on funds i‘rczjn two distinet agencies js & very valunble
qw‘. “hen the rules of one 46 not permit certaln worlks to be done, the rules
of the other scnerally do.

ha AT, by lav(. controls all atonie eneray wark: no ore, including the
¥mvy, con ennnne in this work unlass authordzed by the ANG. I¢ hecsna
sbvises to me from the first, that 4f we were to wlay an active and simifi.
cant role in developing navel atomic propulsion wlents, we had to boeame
estedlizhed 28 an intesrel part of the ASC. After about one yaar of »olitike
ins I was finally ordered to duby in the ARG nas Chdef of the Paval Aerctors
Bronch, At the sane tims I was nanigned additionnl duty ss Fead of the
Fuolaor Power Division of the 3uresu of Ships, Thus, one nerson, nne Zrous
of neonle, acted for both the ARC and the YNavy., By being =nrt of the AL va
sehioved 2 powarful position to assiglt irn formulatins nolicy and in obinining
monoy. Ye have offices in the ARG and in tha Yavy., lioma of sur officers
are acsisnad to the ALL, soze to the Novy., The some moolies to civilian
p-arsomel. Wo uso our officers, our onzlnsera, owr clerical hely, interw
chanzaably « jnst 23 we aix our money.
Ly fae ns I kuow this was the first instsnce in movornmend whore a

single groun of pedple acted in a line coanaclty for hosh & mtli_tar:; m;cncy.
_ a&d 4 oivilian agency. ,. In oﬁefn war tha nilitary eannot stand alone. “he
drmed Yorgos are but the cubiing edme of & sword; tho civilian eﬁ’or‘t,
ineluding indnstry, governveni and the astionnl institudlions and cultuve

" are thn heft of t&a sword which backs up the military.
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Loarefore 14 1s 1lkely that this type of organization will be followed
1a tie faturs., Our way of cloiﬁg business is Imown znd anproved by the
Bure;u of the Julzot and by the sontoprinte Consregeional Comattioas,

 ln consequence of our being o lderal pari of the Adl we heve been sble
to have the twe most couwatont AZC reactor laborntories, the Tetiis lab at
Plttavwrsh operated by lhe Westinghouss leatrie Corporation, snd the XAPL
Lab neer Schoneciady opsrated by OCenoral Xleciric, devoied slmost entirely
.%o naval atomle power plants. Vithout tha use of these labs and the nan:r
hundrads of experienced rezeior sclentiste and engineers it wou:!.d; not have
besn poasiﬁl«s %o moke the progress we have mada,

our single group, oparating for the fwo agencios ronders 1t pcésihle
0 make decliciong quickly snd with a minimum of red tspe, Ve desd rlirer;tly
with leboretories, wiih manuincturers and with shipbuilders. Jearly all
aé,tionsa rre tekeon by long &istance telephéne; we have spoeinl lensed wireg
for our projecs - and the decioione can bo confirmed later by letter,

. At examole of how we act repidly is the manner in which we incorporste
~inte the Neutilus such changes as have veen found to be necessary as the
resuit of operating experience on ihe subnarine protoiype .at Arco. Ve have
a Ghr-s HSoard consleting of thres meabers, one from my organizetion, ons
from Veetingrouse and one Irom Zlsetric Sont. The thres seople meet once |
evary Lv0 waeks, KO over rgcomman&.ed ch;rm;;as snd male final Gecisions 6#

the zact, zad that smse”tiay. . |

Lranla, Zwerything 4n this world is done by or through peopls, I
tha nreser meople are obtained thers is no other prodlem. It is o fallacy

{0 baliave thai the head of an orpanization can delaugnte thig responsibility

-9“




o nnosasloysend nenaser or 4o a persoanel menazer. Shis pay be sossible
in ths oose of elerieal haln, bud is ecerialnly not the cnss Tor officers

pud mngineors,

El

“he provlem thaon becomes one of recruliing poopls who are mere compoisnt,

or sotontislly move competent, thoan the head of the orsanixntion, This i
the pin=ie mest immortant rosponsibility of the administrator, =nd hs crhnot
delegnte 1%, The kmowedpe rocuired for nroper sslection of people im ;mo~a-
lodza of the deevest kind £nd which demnnds mont of uz.  Knowledze of ihings
~or of logieal propoeitione fs much eapier to aoquive ihon knowiedse of

AT EON G,

Ufficar Zalecsion, 7 Wa sslect botweon 4 and 6 officere sach year and
gepd i‘hem to HIY for a sreginl course of 1 year in nuqlear ensineerinz. e
have faund Ironm eonsideradlc az;;rarience thant wservice records are oniy
about 40 45 SO affective in Judzing en office? = bLecoase the rescrds,
as @ ruie, o not show motivetion, An officer mey have outsbonding fitness
:.‘aporﬁ, bul not necesesrily be Titted for s2ientific or technlern) '.‘:-:r!::. oy
have thn§ ovilook vhich ie eudential 4o aceomplish eiffienlt t=gks., Fitw
nees row0Tis are generally bazed on how well an officer does the nartiomlar
Job scsigned to him, But they do not ususlly inficate thai ke ie enrnont
iu nré-vzrﬁ.n.f: himsell for other more Alfficull or ctmnlex dufies == in shori
they ha has the nacassary hish degrae of motlvatlon for improvirg himzelf
prodzesionplly. And t’m gimple 'reason fltnose reports 4o not show this
is hacnuae .t'e.Q officers ars 5o notivatad,

tne prastice is to coleet She nost promising =spplieants, and have
thanm erme 4o Washineton $o ha intarviaved by 2 number of our weonle. ‘.:'-“or

exenala, we rocently selocled 6 officers of 17 vhe ceme ¢o Yashinzton,

SN .




The 17 had vhet apneared to be the bost reeords of wbout A0 who monlied,

et I look for in mn officor is o hish dogres of intellirones,
entlugiagn, willingness to am:eptdraspomlhnity, znd the ability to enrry
throwsh == to pgot things dono on his own, snd dessiie obetneles. Cur work
1s vo row, and 80 vast in 4t3 scope; 4% 4s inerenaing so rasidly, thnt we
must hive pednle whao are capnble of dedienting themselves to a osuse withe
out v¢ ard to the effort or ihe hours necessary.

Yo attempt Yo instill the ddea of total responsibility im each
1ndlv1igal == that he 45 personally recponsibdle, not only for his own
#nscf fig part of the Job, But for everyihing we do, A true sonsa of x;a-
gponsibility once dnstilled in tho individusle of an organisaiion will, in
a short tice, malke that orzanization stand out {rom 41ta compotitors te &n
extont Lupossidle o achleve by more techniecnl or professional superlority.

nis system has been in opsration for 7 yoars: during this Sime I have
never aceented an officer without an i{nterview. The bniting aversps baged
oi} poPfornence 1s sbout 80%. This is much greater than is usurlly found
in irdustry for similar important jJobs. 257 would be considered very gﬁod.
“re rounger the officer, the grazter the chonce he will make good. “he
oider officers are, as a rule, already %oo much set in their hebhits of

thou “hi, snd have besome indostrinated in routine ways of doing things,

', ’.Z:i-;:‘a:; ars more likely %o bs unable {o acoent new outlocks and new ways, °

B the man sver sa: brilliant, 4 his nrojullces have cast his thinxing

in ¢ asréain nold, go that he will not nccept obsorvations which are not

in lino with his restricted thinking, & chance mozget of an 1den will row
nzin 2v elay in his eight, ard he will never discover its true valua.
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e of the echernctaristica of anzineors which 1 hove fracunnily ohcerved,
and - a%sh moat be gusrded azninst 13 the coorch for excct ansuwers, and the
feslin: of Srosteation 4P the eznct engwor is not fortheoming. This nrodobly
sta rom the meny yesrs of kish schesl mnd eollsse {ralning viwre the.
ansvepy 4z aluays to be found in the boek of the hook, and the fosling of

| elzt’on which comes when, after trying several solutions, snd 106!—:1!1{’, Tar-
tiveiy at the angwer, the latest trial finally works.

tnforfunstely, in real 1ifae there zre no exact or finel snmvers. in a
Job whieh rust po ahead 2t & rapld pace we cénnot withhold Judgmant “un:til
211 the facts are 4nY, Rarely is sll the evidones at hand. Deecizions must
be mede, wnd actlon taken, bofore complote knowledse ecnn bo mocuired.

1 have for some time thoushi that-.a fou of our nmroseat 4oy 1lls stom
from this childish faith in the existence of p.arfact angwers. 1% rocuiros
a dogres of naturity o realize thet all solutions ere partinl onecs,

shen the researches of the Pythogorosas brought them face %o facs with
i}ratianal numbers, they vere overwhelmsd by thoe discovery. It contfﬁ&ictaa
the fundameontal tenet of their philosophy that owerything ie rationnal.

Thig ean be summed up by saying that regularity 45 abnormsl, and tiaat
the irremular iz slways nore common than the regular,

In selooting civillian enginsora 1 have comae %o the conclusion, aftier
many years of experlence, thal I con do better by emsloying youny men just
out of eollezs, and training thom myself, than by hiring cowcellod exser=
1enced engineers who slready know all Yho answers, Jecause of the Intereat
In ntcienr nower I on ahla to emnloy the oubstonding grodustes of techniexl

collosee. A pumber of us spand on tho averase a toial of about 1C0 hours
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of intorvicuwing for each youns sradunte finally selected. Ve conslder this
tha single most Ymportant duby we hava.

e gelost adent 5 younz penduatses ensh yoor end send them o the ok
Bidze Schosl of Tenetor Technolosy for ons year. | 'U_pun thei‘r roturn to ug
ihey are g:;ive:i Jﬁst-as much ranponglbllily 'aﬁ thoy are ehle to handle, Uhere
fz no 1zit to vhat thoy ave sllowsd to o — a5 long as they do it well,
1% im satirely uap %o them., “ho job 42 86 vast technieally, and there nXe 30
‘mony wneolved problens, that 4t is like a bottomless pit.

"he traininz of our oveonle foes on forever. ruch of my time =nd ;‘.}i:*.t
of my leading people is spen’ in personally vointing out errors. One thing
that kog imorvessed me about owr Navel Service is the infrecuency with which
officors T worled for took %ime personslly to explain my mistalos to me. 1
heve always congidered thia a orimary pard of ny duly == because it i ;hr-.*

' bost way of transaliting whe' we lnow Lo those who follow us &nd who will
have to agsune our responeibilitiesn.

| ihig dayetoeday nersonal alttention is the sssence pf traininz, It i3
gonerslly vnpleasant, at the time, to the one who %s being tausht, because
few peaple are eble to accept criticism impsrsonally. And yet it is
sgacbial that the one who X baiﬁ{; tanzht recoznd ze that eritieism is
irmeraonnl == that the eriticisn i of the met, or of a thing, =2nd not of
they erson. Yhis is a_pevar-ani_ing Job, but it more then pays off. Unless
one continnally does this, maleas he consiantly trains others to do his
wor's, he docones completely limited and circumseridved.

e sama mistolks may have to be pointed out to the same individual

10 o 11 timss, but if the loeson is lesrmed the 11th time == that oroa of
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wart oxn b2 relinguished forever - ond ong Is frea Lo oo on 3o other thinzs.
In n orzand zatlon whare ihe work ig exasnding ranidly this wrecedare s
gssoniinl. If an individual shows be cunnot lonrn -= 1T ho connot grasp
naw idsne, it 4s Bast Yo lenve h'fﬂ go uilthont tan aush dalay, T8 Lo & trules
tant raang ren do not shoew rrealer pronlee as thay_ zZrow 0lder; therafore one
wi) 1 by Manpplinted 1, afier a short time of trial, ho exnoota radiesl
foan rotinient, |

v AN, "éy worling 24 hours a day, could muliiply himself 3 times, -'51‘0
maz tinly himself more thnn & tives the ornly recourss i to {raln others to
tal:: over somg of his work,

Lome of the ideas I try 3o got across o the people who worlt with mo

gre o followingmi

T Fore thon mebition, more them ability, it is ruleg thot 1imid
contribvution; rudes are ths lawest common denominutor of human

~ behsvior, They ave a snbstitute for rationsl thouhte

7. 513 down before fact with an open mind, Y& prenared to glve wy
evary vrecenceived notion. Follow hunbly whorever snd io whatever
shyss Yaturs lesds, or you loarn mothing. Don't sush out Figuras
vhan the factn ave soinz in the omnozite direation,

%, VYrse igousslon Tecuires on ainoushore anembarrnssed by fny
sumestion of authority or cvon raspoﬁf.. I£ » auhordinate mlways
eoress with His superior i:e is 2 uselozs noart of the orsonizasion.
In this connection ihere 1g the ator:s; of Adniral Gims when ho was
on duty in london during World War I, He called a conscientlons

bhardeworking officar 4in to hin o e'xplm why ho was dissatiafied

w ld e




wiskh the offlgerts work, ~The officer dlushed and strarored whom
Sinms polnted oud thet im all tho tins t!:éay had basa tomther the
38feer had never cnes &{snxreed with Sims.

i, &1l men are by nature comssrvalive bub conservasisn in the military
crolession 1s a gource of Jonser Yo the commtry. "‘z:e must be realy
4o change his line charsly and cuddenly, with no concern for the
projulices and nenorics of whal vos ynntér&a . %o rest upon &
formule is o clumber thai, prolongsd, means desth,

5. Ouccess teaches us nothingg enly frilure teaches.

£, o not resard loyaliy as a persconal maetier. A grealer loyalty is
vue to the Kavy or to the Comntry. Uhon you know you ore sbsolulely
right. an&-when you are unnble to ﬁo anything about 1%,_camplﬁte
military subordinatien to rules hecomes a form of couwardice.

7. "o doudt one's own firat principles Lz ths mark of a civilizoed men,
Don't defend past astionsy whnt is right today may b3 wrong |
tomorrow, oJon't bo esonsistenty consisiency i the refuse ofefools.

£, “hoashts arising fron %practical® experience may be a bridle or a
BT

. Optimisn and stupidity zre nsurly synonymcus.

1. Aveld overmcoordination. %o have all ohserved pontho.long dolny
crussd by an effort o bring all aetivities into complisle aafee-
mant with a proposed nolicy or procedwre., ¥hile the goordineilng
_nachinery 1s clowly srlrding sway, the original yuarpoze 1s ofﬁen
1o0%, the eocencs ¢f the propasal is Boing worn down, as the

SATBONS 1o3d concefned immationtly swalt the doeislon. “hig’
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rpones has boon Antly enlled Mesordimnting to Qecth.
) A swsien wnder which 1% tekes three men %o check whnt ons is doing is

not eonirol; it is systeaniie shrangalntion.

Toshinignl Comantemog e In 1915, aftor thp dafeont of Tormany we sent tochnle
2l missions to ?;urop.a to learn whnd wo conld of the eneny war affort? Col,
raslie SAmion who was ot $he Y. S. Army dbowdsen Proving Avaunis during the
wWar YWng ono of those sont to ziuly the Corman tcehnolozten) efffort, T

Cveparsed thod the Cernnn Air Force hod boen for sunerior to the Corman Amy
and Ynwy in science snd 1 technolory dbeesuse the Cormon Alr Force hind

availodle st their hesdguarters' orinnizstions poople who ware ocanlly

compniont asp thone 4n industry with whon they hald %o desl. 45 e reasnlid,

1t 15 sale Yo say thai, conniderins thsr effort roenived and the 1intisiion

of men anl natorisls, the sormen Air Force perforasd the outstonding devew

loymont job in airerafi. The Covman Army and Yavy on the other hrmi relied

almest antirsly on industry 1tgel? to do the JOb e ond tha recstldi was o

i

suck pooror periormance.

'350 lesson from this is that o militory soendy which asyires o don
lerps developnent Job, and ranidly, must have at ite hendeunricrs ssientisis
sl engineers Just ss cospotent as thope vho are’doing ithe work in the
flald, JOdtherwise, the hesdmusriars 1o et the morey of the field mnd Ye-
cosey essentinlly an anmgney for nersly supnlyins the necossary funds ond
rubbor stomning the fechniesl decisions. N

(izample of “egtinghouse, 3. Phila, «= jet snrines)
Technicel decisions in tho nuclear nower gams are mads Jointly ;by tha

gaabars of ny orgamization znd by those in the field. Thers hen nover yotb

ulac
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Baan an insboncs whers we hove hod i order anything $0 e donz. Yo 2rzus
ihimr:e oat, and Tinslly a conman docision 1s reached.

‘he yalntieas we malndain with the laboratories snd the mony indunirisl
orgeni sations with whom wo work 4g one of somplele tnfornnlity. In dealing
with fndasipy one must alweys bear in aind that gobtiing alons woll i a jgive
and ke wroepsition. One cnnnod constantly c chidn = contrastor in a:r.nll
mettaes, rni then expect hlao o meel gutden larme denands with mthust 15
The contrector must de siven the fecling he ‘#helonns®, that he fs on equal
nemver of & tenm, ond he will e trasted €alrly. 4c for a2z I sorsonolly am
_econserned, I conslder thnt I am just as recponsible for tho wolfore and

fraininz o7 the men and women of tho or send wntions which o wori for s as

I am for thome in my twn orzsnization. .

Zeanoneibility == Ono of the major difficalsies in cetting things done

in @ large orgenizaticn s the faet thet if. is proetieally imossidle to
-pi!w’aoint resoonsibility. A Purerw or en 0fflce cmnti be uode remjmnsiﬁle
.‘b sepusa, 23 1 oonid 'ba"ora. they are inenimate and thersfora oTe *nragudlc
of pergeption or of fenling. Limited tours of duty of wwo oOr three genrs in
pruitions of remomzihi?it,,r accentunde Yhia situatlon,

1 hove atterpted to solve thle problea 6f responsidility by sssiming
to oueh project en officer vhon 1 hold nersonally responsidle %o me for the
entire projsct, It lawp b0 Wim to ues whatover means he has 9 In order te
gt 4% done. Tor ex:in*-.gla, thefe tg o projeet officer for tho Naatilus, ong
for the Los Volf, ome for the fentral Htmiion Huelear Powar Plant, :—msl- L0 Ofe
theps ofPiesrs ore keud on duty fnr 5, &, or 7 yorrs = 0s 1nn;~ ag necossary.

In this way 1 rchieve permanence and resmoneidbility, It 1a futlle tn inaming
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thnt s dniyidanl c'an Latwe sharze of o hihly Yechnicel projccé; siay Lwo

or thrae yoors and then leaws, rmd reslly contribute snyihing. If this

wers Loue then the systom nsed by iuericmm industry ie wronze Vith the 0w
pmotricnl advainee in scionce =nd in eazineering it behoovas ué, {ho military,
Yo rogogndze thet en officer cen 1o lonzer Ye maclter of nany skills, zni that
o coacidoroble neriod of learning end of iraining is cusentizl &1 onz is to
Be pors thoen a pure sdministrotor. And ! submit there s nmo guch thing as

p mure 2fminisiretor. A men must have tochnicul compeiense in whal he ig
pdnindatering: this 1s the ouly way ho can assuns t){*ue lecdexrship and mndo
rasl conteibuiions,

Limdes ndention e Che aiministratlion of o complox dovelopmont prosram

eanxot Toliow any rule book, The fact that 1‘3 iy develonaend ol once :dei‘i;ms
i% 25 » genrch or & proping fer knowledsme which i3 beyend our horlzong. I?
tmo:s1 rules or Imown Sochnolasy wondd serve $6. solve thoe problon == it would
ns iomser, by definition, be fevelopmentel,
' Therefore, the true test of ~n administrater for developmenial or nw'
warl: 1o his ability to .concfsrt and relosse the energies of thow who work
with him. Tollawed faithfully, the strict organizational sppronch, with
$%g foith in channelsn, job dessriptions and orgenizational charts, chokes
vitnlity, ciifles imagination ond dendens ecreativity. 1% plays safe with
sinimintration and, while it ho doudbt ingures agalnst abysval failure,: i
£lso insures atednst 'b;illinnt slzzcass.

“he Yechnigus we use mizht be called "indefinite ;jurisd.iction“‘. bat 1t
ofisn wrevides & testing of initiative, compeience, snd imegination which

preiicee far better results than playing sefo by the book,
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couli 770 on ab lonsti on a zubjeed of this kind, By this time all
of wou zhould haws reecormlzed that T am talking from tho viewsoint of one
who 1s enthasiagtic aboul his own work, ‘

A fitting closs to this talk 25 the following extreet fron a letlor 1

reeonily vessived from nn avecuiive of ono of our lorse indusirial

"‘:."nz.‘z.‘r. Tind most axéiting 1s thot your jJob esiablishes o naw concani
in industrisl operatlons, £ concept of an operation which is neither streisht
tochrnlomy aor selentific research, bubl & coobinalion of both, It sermis 10
no hle corgepd io going Yo oot tho pa tiern of the things to come, s:inca
the day ol the seientist in hin ivory tower on the one hend, end on

[AEY

indusirial owerntlon exmloliing "praciical® inventlons on the other hand,
e o,
Goth technology and sclence nre rasidly beeoming so cowalm: that no
ons oo wedied what w11l be "practical®, and one selentific discovery
.Z'ec Ares mony others befors it can Yo made to serve humanity.
Conpopuzntly & sucesssfud industriz)l exeeudive of tomorrsy will be one
who can snke selentists and anyinsors work cids by sids, in hormony, =28
one Lot -e one who will heve the practieal Judgment and the oroenl zi'.—'.v;

w2ty to inborpret and bundle sreative tawmorassnts,
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