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30 November 1984.
MEMORANDUNR for Chairman, Personnel Control Committee,

Subject:s Personnel Control.

1. All personnel control directives seem to boil dovn
to doing the "wostest"with the fevest™, therefore, any method
vhich vill produce that result is within the provinee of the
conmittee,

2. Bome of these methods are as follows)

&, Iabor-saving devices.
b, ¥Work simplification.
' 8., Gefiing people to vork harder.

3+ labor-Saving Devices--I 40 not think we bave to vormy
too much about the firat item in regard to oryptanalytic and
oryptographic activities. We have a branch (F) vhich vas
oreated for that specific purpose. It wvould be interesting o
complle & study of the amount of man-hours saved by the various
rroducts of this Branch. With regard to strictly commercial
labor-saving equipment, there 1s a possibility that some of
theae are not employed wither because they are considered
impracticable, or sre not known 1;0 axist. The latter condition
could easily be brought about if the pex;nonnel Izmedistely
sonnected with & partioular job (the actual operators plus
supervisory personnel at esach level on up) had no prior experi-
enge in collateral procedures. Bteps must be taken then to
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tnsure that the personnel conaerned or the gommittee can view
uueim collateral proi;edurba vith & viev toward adopting such
devices as are not now mlorcd. Sometimes these devicea are
"home-made® and not to be found in the sommercisl merket.

%, Work 8implification,~--The vork earried on at Arlingtm
Hall may be roughly divided into laboratory and routine
teshnigues., Laboratory techniquez include all omtuﬁslytio
research and production (book breakers, additive strippers,
ets,). Any vork measurement standards and vork simplificatieon
in the usual sense cannot apply here. Only certain over-sll
estimates cap be made _buéd_m past expérience vhich may help
to determine future needs in personnel and equipment. On the
other band, routine methods which comprise a very large part
of operations can be evaluated apd should result in definite
detormination as to sfficiency of present methods and need for
change. Among these routine techniques are those relating to
checking, logging, sorting, filing, indexing, extracting, row-
ing, Autributing, eto., inoluding all production line methods,
The first thing to do here is %o divide all operations into these
tvo eategories and go %o vork on the routine methods at once,

%, Getting Pecple to Work Hardcr.~-0r ve n:!.ght ohange thi.l
to read getting noro \rork out. of the mo pooplo by malkeing
them contsnted and by taking more mterut in their ovn vork®.
This of course byings into primry ixporta.ncc tb;t nuch over-
vorked word *morale®, Ad dairr of national pron:lnenee has for
1ts slogan approximately, "More and better milk from gontented

aovs™, MNorale, of courss, does not materialise one way ar
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another overnight, but sertain steps can be initiated that
sould improve it. Some of these steps are as followvs:

a, 8See to it that each person knows fully and
intereatingly vhy he is doing his particular job., Nothing
is more deadening than to think one's vork does not matter,

b, ZEstablishment of better relations betveen various
work levels, MNutual sonfidence and respect brought sbout by
open diseussion of problems can help along this line. Frank
adnission of ignorance rather than th;%r concealment will work
wondenrs.,

e, Concentration on the job rather than the person
should bs stressed. There should be no diserimination betveen
officer, civilian, and enlisted men or women yhile on the job,
Nany inexperienced officers have caused widespread dissatis-
faction, hate, and resignations among civilians merely because
they thought that their bars of rank contained a magieal con-
centration of brains vith their acguisition.

d. CGiving oredit where oredit is due.

¢, Starting people right Iin the training school.

6. A}l these and other such items should be studied and
steps taken to put them in effect. These steps have to start
at the top and work downvard. A good dose from Dale Carnegiets
famous book will vork at Arlington Hall as well as any other
place, military or non-militery.

T. All these morsle facotors can also prevent much of the
turnover in personnel and gountless man-howrs would be saved

vhich are nov vasted on breaking in nev people, processing

them in and out; recruiting, eto,
' I
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8., I think it i{s & fair statement to say that most
attempts tried to date to orack the morale problem have
been aimed at the effect rather than the cause,

¥ark Rhoads,
Assistant Direcgtor of
Jommunications Research,
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