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I was asked to talk to you today about MITRE's goals. 

That's either a very easy or a very difficult topic, 

[ft' . ., 

depending
1

how you look at it. I'll begin with the easy 

part. Some years ago I was having dinner with a friend. 

He asked me what my long-term goals for MITRE were; and 

without really thinking about it, I replied that some 

millions of years in the future when the sun is growing 

cold, the earth is turning into a desert, and there is 

only one organization left in the world, that organization 

will be MITRE. 

\I just sort of blurted it out, of course. But in 

think about it, it's not as nonsensical as it might seem. 

In the first place, I obviously didn't mean that 

survival per se is the important thing. A few million 

years from now the present value of that to me or to any 

of you is pretty small. What I really meant was that I 
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wanted MITRE t o  be an o r g a n i z a t i o n  t h a t  r e a l l y  had va lue ,  

t h a t  was recognized t o  have t h i s  va lue ,  and, a s  long  a s  

t h e r e  was c i v i l i z a t i o n  and people  needed t e c h n i c a l  

suppor t ,  MITRE was seen  as an e f f e c t i v e ,  e f f i c i e n t ,  

r e l i a b l e  way of t h e i r  g e t t i n g  it. I f  w e  were a b l e  t o  do 

t h a t ,  we would, i n  f a c t ,  l a s t  a  long t ime ,  because w e  

would deserve  t o  l a s t  a  long time. 

Now t h a t ' s  a ve ry  s imple  s ta tement ,  What does  it 

r e a l l y  mean? Well,  i t ' s  easy  i n  t a l k i n g  about  g o a l s  t o  

t a l k  about r e p u t a t i o n ,  o r  q u a l i t y  of people,  o r  q u a l i t y  of 

jobs ,  and so  on. But my persona l  opinion i s  t h a t  it 

d o e s n ' t  make much sense  t o  t a l k  about t h e s e  a s  s e p a r a t e  

t h i n g s ,  I th ink  they  a l l  go toge the r .  Organiza t ions  

don" s t and  s t i l l ,  They e i t h e r  g e t  b e t t e r  o r  they g e t  

worse. Good organizations--and by t h a t  I mean 

o r g a n i z a t i o n s  t h a t  a r e  capable  and a r e  recognized a s  being 

capablp--get o p p o r t u n i t i e s  t o  do good jobs.  By good jobs 

I mean important  jobs ,  jobs whose r e s u l t s  a r e  r e a l l y  

wanted by t h e i r  customers and s o  a r e  adequa te ly  supported.  

They g e t  enough money and enough p o l i t i c a l  suppor t  t o  g e t  

done. The good o r g a n i z a t i o n  g e t s  t h a t  kind of a  job, and 

i n  t u r n  t h a t  kind of a job a t t r a c t s  good people. With 

such good people,  t h e  good o r g a n i z a t i o n  is l i k e l y  t o  g e t  



t h e  job done s u c c e s s f u l l y .  I t  thereby  enhances i t s  

r epu ta t ion .  So it ends up wi th  a b e t t e r  r e p u t a t i o n ,  more 

exper ience ,  and b e t t e r  people. These mean more 

o p p o r t u n i t i e s  t o  do s t i l l  b e t t e r  jobs, and t h e  good 
-9 .,." 

o r g a n i z a t i o n  keeps g e t t i n g  b e t t e r .  

b I n  cont ra$ t# ,  a not-so-good o r g a n i z a t i o n  has  a 

problem, because t h e  good o r g a n i z a t i o n  g e t s  t h e  pick of 

t h e  work and t h e  not-so-good o r g a n i z a t i o n  has  t o  t a k e  

second bes t .  Second b e s t  means t h e  work i s  no t  as 

important  and s o  does  no t  a t t r a c t  a s  good people. I t ' s  

a l s o  no t  as we l l  supported.  For both of t h e s e  reasons ,  

t h e  job i s  l e s s  l i k e l y  t o  be s u c c e s s f u l  and t h e  

not-so-good o r g a n i z a t i o n  has  a very good chance t o  g e t  

poorer  wi th  time. So you can e i t h e r  g e t  b e t t e r  or  you can 

g e t  worse. And g e t t i n g  b e t t e r  i s  obviously  t h e  r i g h t  

t h i n g  t o  do. 

To me then  t h i s  is a l l  a c lo sed  c y c l e ,  a  kind of a 
A 

t r i $ l o g y .  Good o r g a n i z a t i o n s  g e t  good jobs ,  Good jobs 

a t t r a c t  good people.  Good people  make good o rgan iza t ions .  

The t h r e e  a r e  i n s e p a r a b l e  and you can1 t do one without  

doing t h e  o t h e r s .  So I t h i n k  t h e  r i g h t  goal  is t o  a i m  t o  
C ' 

gbet  b e t t e r  every year ;  t o  g e t  more capable;  t o  g e t  more 



respec ted ;  t o  g e t  more i n t e r e s t i n g  and important  work. I f  

we do t h i s  we w i l l  no t  only su rv ive ,  bu t  w e q l  s u r v i v e  
d 

with honor and wi th  excitement and s a t i s f a c t i o n .  I f ,  on k /1 
J 

t h e  o t h e r  hand, w e  f a i l  t o  g e t  b e t t e r  every yea r ,  w e l l 1  

s t a r t  t o  g e t  worse. And i n  t h a t  ca se ,  w e  won't  s u r v i v e  

f o r  long and I t h i n k  most of us wouldn ' t  want t o .  

Now t h i s  sounds s t r a i g h t £  orward enough. So why 

d o e s n ' t  every o rgan iza t ion  have t h i s  goa l  and a l l  t r y  t o  

g e t  b e t t e r  every yea r?  Or perhaps more po in t ed ly ,  why 
m 

d o e s n ' t  t h i s  one o r g a n i z a t i o n  which is b e s t  g e t  b e t t e r  and 

b e t t e r  and t a k e  over completely with a l l  o the r  /' d'~' 

o r g a n i z a t i o n s  e v e n t u a l l y  going ou t  of bus iness?  

The answer, of course ,  is t h a t  g e t t i n g  b e t t e r  every 

year  i s n l  t t h a t  easy.  Organiza t ions  of human beings  go 

through l i f e  c y c l e s  j u s t  l i k e  b i o l o g i c a l  o r g a n i z a t i o n s  do. 

Most o r g a n i z a t i o n s  s t a r t  smal l .  Very o f t e n ,  e s p e c i a l l y  i n  

a  bus ines s  l i k e  ours ,  they  a r e  set up t o  do a  p a r t i c u l a r  

job. I f  i t ' s  an important  job and they  do it w e l l ,  they 

s t a r t  on t h e  upward pa th  and g e t  b e t t e r  and b igger .  Af t e r  

awhile,  however, t hey  s t a r t  t o  have problems. The i r  

i n t e r n a l  communications g e t  more d i f f i c u l t .  Also, t h e  

people  i n  t h e  o rgan iza t ion  no longer  see it a s  a u n i f i e d  



2' $3 
e n t i t y .  f t  l o s e s  i t s  commonness of purpose. F i n a l l y ,  it A 
g e t s  " s t i f f  i n  t h e  joints," i ,e . ,  l a z y  and a r r o g a n t  and 

overconf iden t  and i n f l e x i b l e .  And it wakes up one day t o  

f i n d  t h a t  i ts  market has  changed and it h a s n ' t  fol lowed 

it. Or perhaps  more l i k e l y ,  some younger and hungr ie r  

compet i tor  has passed it by. The o r g a n i z a t i o n s  t hen  has  

s t a r t e d  on t h e  downward path.  

Jack Jacobs used t o  be an o f f i c e r  of MITRE, H e  

i n t e r e s t e d  me i n  a book by a  f e l l ow named Zipf.  This  book 

was about t h e  p r i n c i p l e  of l e a s e d d o r k .  -.- I n  i t ~  Z i ~ f  s a i d  
r " - -  

t h a t  t h e  reason t h a t  o r g a n i z a t i o n s  d i e  is t h a t  as they  g e t  

o l d e r  and o l d e r  it g e t s  harder  and harder  f o r  them t o  

change and adapt ;  and a f t e r  awhi le  i t ' s  t o o  much t r o u b l e  

t o  change. The o rgan iza t ion  then  d i e s .  And t h i s  a p p l i e s  

t o  human o r g a n i z a t i o n s  a s  we l l  a s  t o  b i o l o g i c a l  

o rgan iza t ions .  

It  seems t o  m e  t h a t  i n  l o t s  of cases o r g a n i z a t i o n s  

s t a r t  ou t  t o  do a job and t h e y ' r e  job-oriented.  The 

concept of accomplishment and s e r v i c e  and s o  on is 

uppermost i n  t h e i r  minds, and s o  they-e very e f f e c t i v e .  

Then they  g e t  t h e  job done and t h e  o r g a n i z a t i o n  and i t s  

people  a r e  s t i l l  around. So it looks  f o r  more work t o  do; 



and t h e  o rgan iza t ion  s t a r t s  t o  t ake  on a  l i f e  of i ts own. 

I f  it can g e t  t h e  r i g h t  kind of work, it cont inues  t o  be 

job-oriented.  But ' i f  it c a n ' t ,  it w i l l  g e t  some kind of 

work because .it wants t o  cont inue  t o  l i v e .  It t h u s  

becomes o rgan iza t ion -o r i en t ed  r a t h e r  than  job-or iented and 

.usua l ly  t r i e s  t o  become bigger  f o r  i t s  own sake.  Very 

o f t e n  it does, a s  t h e  second s t a g e  of i ts  development. But 

e v e n t u a l l y  with t h e s e  g o a l s  it l o s e s  i ts  i n t e r n a l  

cohes iveness  and s t a r t s  t o  seek s a f e t y .  I t  l o s e s  9 1 

w i l l i n g n e s s  t o  t a k e  r i s k s ,  ' I t  becomes a c o l l e c t i o n  of , 

people  who a r e  merely looking ou t  f o r  themselves,  an 

o rgan iza t ion  of s e p a r a t e  i n d i v i d u a l s ,  And t h a t P s  t h e  l a s t  

s t age .  

&k&&&~gk such an o rgan iza t ion  may l a s t  a  long t ime,  - - J - 
p a r t i c u l a r l y  i f  it can put  i t s e l f  i n t o  some s o r t  of 

monopol i s t i c  s i t u a t i o n  or  become p a r t  of t h e  government, 
14 r s  r p c s  r . /" 

\/" and hence i n s u l a t e  i t s e l f  from compet i t ion.  m~ 

it doesnl  t l a s t  i n  t h e  sense  t h a t  1 8 m  

t a l k i n g  about:  g e t t i n g  b e t t e r .  

So where does MITRE f i t  i d o a l l  t h i s ?  Well,  t o  

understand an o r g a n i z a t i o n  you have t o  look a t  i ts  

h i s t o r y .  NITRE comes, l i k e  a  g r e a t  many o r g a n i z a t i o n s  i J  



today,  from seeds  t h a t  were sown a t  MIT dur ing  World War 
r" ' 

I1 where some of us were working a t  t h e  Servomechawisms J 
Lab. That  was j u s t  s o r t  of a  beginning.  World War I1 had 

a profound e f f e c t  on people and on o rgan iza t ions .  I t  

provided an enormous amount of high p r i o r i t y  work wi th  

adequate support .  There was l o t s  of oppor tun i ty .  There 

was r e l a t i v e l y  l i t t l e  bureaucracy and i n t e r f e r e n c e ,  

because everybody was t o o  busy t o  do t h i n g s  l i k e  t h a t .  

People  expected succes s  and go it; and s o  they ended up 

con f iden t  t h a t  they  could g e t  t h i n g s  done@, Because t h e r e  J 
was such a tremendous need, a l o t  of t h e s e  people  were 

q u i t e  young. I n  t h o s e  days  people  c o n f i d e n t l y  ran  l a r g e  

o r g a n i z a t i o n s  t h a t  today we would say ,  "Gee, he or  she  is 

awful ly  young t o  do a  t h i n g  l i k e  that.'" t h i n k  of t h a t  

from t i m e  t o  t ime and wonder whether w e  a r e n ' t  missing 

something now. 

The Servomechanismls Lab, from our po in t  of view, 

t u rned  i n t o  t h e  D i g i t a l  Computer Laboratory)which had t h e  i l '  

good f o r t u n e  t o  g e t  s t a r t e d  i n  t h e  new a r e a  of computers. 

But it was r e a l l y  a  con t inua t ion  of our e a r l i e r  war 

e f f o r t .  Impor tan t ly ,  we s t i l l  had freedom t o  innova te ;  LA' 

because nobody hew anything about computers. And so  

nobody could t e l l  us what t o  do. Everything had t o  be 



done f o r  t h e  f i r s t  time. And it t u r n s  o u t  t h a t  t h a t 8 s  

r e a l l y  a  p r e t t y  good s i t u a t i o n  t o  be i n ,  because a l l  of 

t h e  compet i t ion is  doing eve ry th ing  f o r  t h e  f i r s t  t ime 
.J 

too.  The g r e a t  d i f f e r e n c e  between our exper ience i n  t h *  . . 

two l a b s ,  a s  I look back on it, is t h a t  t h e  c l i m a t e  we 

worked i n  dur ing  t h e  war, i n  which every th ing  we were 

working on had t o  be done and our job was t o  go do them 

wi thout  being bo thered ,  was rep laced  by sho r t ages  of money 

and s h o r t a g e s  of support .  The d i g i t a l  computer l a b  was - .-, - - 
r e g u l a r l y  a s s a u l t e d  by somebody who wanted t o  t u r n  us o f f  

and use t h e  money f o r  something e l s e ,  I n  f a c t ,  we used t o  

g e t  i n v e s t i g a t e d  about twice  a  year .  So t h a t  gave us a  

f e e l i n g  t h a t  you d idn l  t have t o  have everybody's  suppor t  

a s  long as you be l ieved  y o u r s e l f  i n  what you were doing,  

You could f i g h t  f o r  it and thereby  overcome oppos i t i on ,  a s  

long a s  you were a b l e  t o  recognize  t h a t  you weren" j u s t  

involved i n  t e c h n i c a l  problems. There were a l s o  p o l i t i c a l  

problems which had t o  be d e a l t  wi th  a s  we l l .  

W e  were very f o r t u n a t e  t h a t  t h e  D i g i t a l  Computer 

Laboratory even tua l ly  turned i n t o  t h e  SAGE system a c t i v i t y  
8' 

# 

a t  Lincoln  Laboratory.  I th ink  t h a t  t h e  t h i n g  t h a t  t 

added by our exper ience a t  Lincoln,  i n  a d d i t i o n  t o  t h e  
P 

se l f -conf idence ,  t h e  be l ie -  i n  innova t ion  and working i n  *H 



new a r e a s ,  and t h e  w i l l i n g n e s s  t o  con£ r o n t  oppos i t i on  t h a t  

we acqui red  a t  t h e  prev ious  two l a b o r a t o r i e s ,  was t h a t  we 

l e a r n e d  a l o t  about systems engineer ing ,  Once aga in  t h i s  

was something t h a t  a l though some people  had done it i n  

o t h e r  a r e a s ,  nobody had done it i n  our a r ea .  And s o  we 

had t o  l e a r n  it f o r  ourse lves .  So we ended up wi th  an 

o r g a n i z a t i o n  w i t h i n  t h e  Lincoln Laboratory t h a t  had a l l  

t h e s e  backgrounds and a l l  t h e s e  expe r i ences  and a l l  t h i s  

knowledge. We then  convinced t h e  Air  Force t h a t  a 

con t inu ing  a c t i v i t y  of t h a t  s o r t  w a s  necessary  i n  t h e  a i r  

defense  f i e l d .  Since MIT wasn ' t  w i l l i n g  t o  provide it, 

they s e t  up The MITRE Corporat ion t o  do it. But we 

recognized q u i t e  w e l l  t h a t  a i r  defense  was a dying 

b u s i n e s s  a t  t h a t  time. I t  was 1958. 

The i n t e r c o n t i n e n t a l  p a l l i s t i c  d i s s i l e  had been 

invented ,  Nobody knew how t o  dea l  wi th  it. I t  seemed 

c l e a r  t h a t  a i r  defense  w a s  no t  a b u s i n e s s  i n  which t h e  

o rgan iza t ion  could count on long-term support .  And s o  we 

tu rned  f a i r l y  r a p i d l y  t o  working on t h i n g s  t h a t  used t h e  

same kinds  of background but  served d i f f e r e n t  purposes,  

such a s  o t h e r  k inds  of m i l i t a r y  command and c o n t r o l  and 

a i r  t r a f f i c  c o n t r o l  systems. I n  f a c t ,  MITRE a c t u a l l y  was 

d i v e r s i f i e d  when it began. I t  was working on a i r  t r a f f i c  

c o n t r o l  a s  we l l  a s  on a i r  defense  when it was s t a r t e d .  



I n  any case ,  t h e  whole sequence of exper iences  from 
+t* 

t h e  Servomechanismls ~ a 6 t o  MITRE caused us t o  end up wi th  'e' 

a s e t  of f e e l i n g s  about fundamental technology & system J 
P 

.i+/ engineer ing  and approaches t o  t h i n g s  t h a t  gave t h e  company V' 
7 

t h e  c h a r a c t e r  it has  today.  Self-con£ idence,  too ,  I 

t h i n k ,  had a l o t  t o  do wi th  it. 

A s  I look a t  MITRE today it seems t o  me t h a t  it 

embodies r e a l l y  two s e p a r a t e  things--both of va lue ,  both  

of importance--but t h e  combination of which is e s p e c i a l l y  

s i g n i f i c a n t .  One of t h e s e  is t h a t  it i s  a sound, 

p r o f e s s i o n a l  o r g a n i z a t i o n  i n  a t e c h n i c a l  a r e a  wwhieh h a s  

grown enormously over t h e  l a s t  few decades and i s  

cont inu ing  t o  grow. T h a t ' s  very important  i n  i t s e l f .  I t  

means t h a t  t h e r e  a r e  many needs f o r  our help. Secondly, 

t h e  o rgan iza t ion  is con£ igured i n  way t h a t  makes it 

p o s s i b l e  t o  provide long-term suppor t  t o  government 

agenc ie s  wi thout  any o r g a n i z a t i o n a l  con£ l i c t - o f - i n t e r e s t .  

T h a t ' s  an important  t h i n g  a l s o .  The government has  a 

g r e a t  d e a l  of t r o u b l e  i n  g e t t i n g  q u a l i f i e d ,  long-term 

suppor t  of t h i s  type.  It" very  d i f f i c u l t  f o r  it t o  g e t  

it w i t h i n  t h e  government, because t h e  government has  t o  

have r u l e s  f o r  running i t s e l f  which apply t o  everybody. 



And when they  a t tempt  t o  apply them t o  p l a c e s  l i k e  system 

engineer ing  o rgan iza t ions ,  t hey  d o n ' t  f i t  very wel l .  

The Government two d i s t i n c t l y  d i f f e r e n t  kinds of 

needso and MITRE is one of a  smal l  c l a s s  of o r g a n i z a t i o n s  + 

which can s a t i s f y  t hese  needs, e s p e c i a l l y  when r equ i r ed  i n  

combination. A s  I say ,  MITRE had two t h i n g s .  I t  has  a 

broad base of competence and it h a s  a  p a r t i c u l a r  

o r g a n i z a t i o n a l  con£ igu ra t ion .  

That means t h a t  when we have customers who d o n ' t  

recognize  t h e  need f o r  t h a t  kind of a con f igu ra t ion ,  o r  

perhaps don1 t need it, t h e  competence is t h e r e ,  Thusp we \ /' 

can be u s e f u l  and s e r v e  them. Conversely,  we can a l s o  

s e r v e  p a r t s  of t h e  government t h a t  d o n ' t  need our 

p a r t i c u l a r  s k i l l s  a s  t hey  e x i s t  bu t  want our p a r t i c u l a r  

form and a r e  w i l l i n g  t o  g i v e  us t h e  suppor t  t h a t ' s  

r equ i r ed  t o  b u i l d  a  competency i n  t h e i r  a r e a s  of 

r e s p o n s i b i l i t y .  I th ink  t h a t  t h i s  o r t h o g i n a l  combination 

of a b i l i t y  and form is very  important;  and i f  we handle it 

p rope r ly ,  it can cont inue t o  be ve ry  s i g n i f i c a n t  t o  us 

over t h e  long run. 



Now i n  t a l k i n g  about t h e s e  t h i n g s ,  I haven' t s a i d  

anyth ing  about growth, Very o f t e n  when you ask someone 

what h i s  p l a n s  a r e ,  o r  i f  you look a t  p l ans  t h a t  a r e  made 

i n  t h e  government o r  i n  i n d u s t r y  or  even a t  The MITRE 

Corporat ion,  t hey  t a l k  about growth i n  s i z e .  "How b i g  a r e  

we going t o  be next  yea r  or  f i v e  y e a r s  from now? How many 

people  a r e  we going t o  have doing t h a t ,  t h a t ,  o r  t h e  o the r  
; ,1 C2*t 8' 

th ing?"  a r e  t h e  q u e s t i o n s  being posed i n  t h i s  regard ,  I 
4 

b e l i e v e  t h a t  growth a s  such is  no t  a goal  f o r  MITRE. 

Hardly anyone b e l i e v e s  me when I s a y  t h i s  because we've 

grown s o  muih t h a t  they say you must have t h a t  a s  a  goal  

because you keep doing it. I t ' s  no t  t r u e ,  however. Our 

growth has been t h e  r e s u l t  of t h e  g o a l ,  not  t h e  goa l  h J/ 
i t s e l f .  

There a r e  va r ious  dimensions b e s i d e s  s i z e  i n  which an 

o rgan iza t ion  can grow, however, t o  which we - do subscr ibe .  

I t  can grow i n  a b i l i t y ,  i n  r e p u t a t i o n ,  and i n  performance, 

f o r  i n s t ance ,  wi thout  g e t t i n g  any l a r g e r .  There a r e n ' t  

very many examples of o r g a n i z a t i o n s  t h a t  have done t h a t ,  

bu t  it i s  poss ib l e .  And i f  a t  t h e  same t ime you g e t  

b e t t e r ,  you do have more o p p o r t u n i t i e s  -- and s e i z i n g  

t h o s e  o p p o r t u n i t i e s  imp1 i e s  growing, Growing a l s o  means 

o p p o r t u n i t i e s  f o r  people i n s i d e  t h e  o rgan iza t ion .  And 



l e t ' s  f a c e  it, growth is a measure of co rpo ra t e  success .  

One of t h e  problems of an o r g a n i z a t i o n  l i k e  MITRE is  t o  

f i n d  a  r i g h t  measure of success .  MITRE, a s  you know, is a  
2\ / 

no t - fo r -p ro f i t  co rpo ra t ion ,  I t ' s  no t - fo r -p ro f i t  $s one of 

t h e  c h a r a c t e r i s t i c s  t h a t  enab le s  us t o  e s t a b l i s h  long-term 

con£ l i c t - f r e e  r e l a t i o n s h i p s  wi th  our government sponsors.  

So w e  don" have t h e  usua l  bottom l i n e .  MITRE, as I say ,  

is not-for-prof it, but i t ' s  a l s o  n o t  f o r  l o s s ;  and s o  w e  

aim t o  have a  l i t t l e  l e f t  over every year ;  and s o  f a r ,  w e  

have been a b l e  t o  keep doing t h a t .  But t h a t "  s o t  t h e  

measure. I n  f a c t ,  i f  w e  s t a r t e d  making a  l o t  of money i n  

t h e  normal sense ,  our government customers would n o t i c e  it 

and t a k e  it away from u s  i n  one f a sh ion  o r  ano ther .  

I t  i s  t r u e  t h a t  i f  you a r e  doing something r i g h t ,  

people  w i l l  come and a s k  you t o  do more th ings .  I f  you 

grow then,  and grow over a  long pe r iod  of t i m e ,  it must be 

some measure of success .  There a r e  o t h e r  measure of 
-Fr- succes s  A a no t - fo r -p ro f i t  l i k e  us as wel l .  I f  you look J 

p' ' ** \ " L A  
J 
/' a t  MITRE'S Board of T rus t ee s ,  you + a s i m i l a r  problem. 

'd 
What is a  Board of Trus tees .  I n  a  p ro f i t - s eek ing  concern,  ;d 

a Board r e p r e s e n t s  t h e  owners, t h e  s tockho lde r s ,  t h e  

people  who put up t h e  money. But nobody pu t  up any money 

f o r  MITRE, a s  l e a s t  no i n d i v i d u a l s  d id .  The b e s t  way I 



I t cr)^. $*':I 8, 
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have of t h i n k i n g  about it is t o  t h a t  t r u s t e e s  a r e  

people  who have inves t ed  t h e i r  r epu ta t ions .  They a r e  

people  wi th  high r epu ta t ions .  They i n v e s t  t h e s e  reputa-  
/ t i o n s  h e r e  and t h e r e  where it pays o f f .  I t ' s  t h e r e f o r e  & 

t h e i r  i n t e r e s t  t o  s ee  t h a t  t h e  r e p u t a t i o n  of MITRE grows 

and t h a t  they,  a s  a  r e s u l t ,  g e t  a prof it from i n v e s t i n g  

t h e i r  r e p u t a t i o n  i n  MITRE. I f  MITRE s t a r t s  doing t h i n g s  

wrong and g e t s  on a  downhi l l  pa th ,  I imagine t h a t  t h a t ' s  
! 

going t o  h u r t  t h e i r  r e p u t a t i o n s : ~ ~  so ,  presumably, t h e y f l l  

pay a t t e n t i o n  and do something t o  prevent  t h i s  l o s s .  So 

r e p u t a t i o n  is an a p p r o p r i a t e  measure. I t ' s  j u s t  t h a t  

nobody q u i t e  knows how t o  measure it. 

We measure it by such th ings  a s  what people  say about 

us and by our a b i l i t y  t o  g e t  work. Our t r u s t e e s ,  f o r  

example, r e g u l a r l y  t a l k  t o  s en io r  people  i n  t h e  

government, ask ing  them whether MITRE is doing a  good job 

o r  not .  We measure our r e p u t a t i o n  i n  a l l  t h e  ways we can, 

i n  f a c t .  Unfor tunate ly ,  t h e r e  is no f i n a n c i a l  account ing 

s t anda rds  board f o r  r epu ta t ion .  There is no Coopers & 

Lybrand f o r  r epu ta t ion ;  s o  i t ' s  a l i t t l e  hard t o  do, A s  I 

used t o  say,  suppose t h e r e  weren ' t  any books, account ing 

system, or accountan ts  a t  a p ro f i t - s eek ing  f i rm ,  So i t ' s  

Board g e t s  t o g e t h e r  and t h e  p r e s i d e n t  says:  " W e  had a  



wonderful year ;  w e  made money hand over f i s t .  " The Board 

r e p l i e s ,  "Great!" They then  go away and t h e  chairman is  

s i t t i n g  nex t  t o  a f r i e n d  of h i s  i n  a c lub  t h e  next  day and 

t h e  f r i e n d  says ,  ' I 1  hear  t h a t  t h a t  company of yours  is 

about t o  go bus t . "  And i t ' s  bound t o  worry him, because 

he h a s n ' t  go t  any measure t o  r e f u t e  t h e  charge.  And 

t h a t ' s  t h e  problem with  us)( too.  J 

Now what s i z e  is r i g h t  is  a complicated ques t ion .  To 

m e ,  t h e  r i g h t  s i z e  is one b i g  enough t o  do t h e  job. And 

so ,  i f  you can ag ree  on t h e  job, you can ag ree  on t h e  

s i z e ,  I d o n ' t  t h ink  you ag ree  on t h e  s i z e  and then  

determine t h e  job from it. There a r e  p e n a l t i e s  from s i z e  

as we l l  a s  p o s s i b l e  l o s s e s  i n  e f f i c i e n c y ,  W e  a t  MITRE 

d o n ' t  have t o  grow bigger  j u s t  t o  g e t  a s a t i s f a c t o r y  

bread th  of s k i l l s  and jobs. We've had t h a t  f o r  a long 

t i m e .  Conversely,  I d o n ' t  b e l i e v e  t h a t  t h e  MITRE growth 

i n  r ecen t  y e a r s  has  c r e a t e d  any s p e c i a l  new problems f o r  

us. I suppose t h a t  t h e r e  is some s i z e  of t h e  o rgan iza t ion  

t h a t  would c r e a t e  new problems. There may be a s i z e  which 

would c r e a t e  problems t h a t  .wpuld fundamental ly  change t h e  
, . \  . I t S  
3 .  

a , .  

c h a r a c t e r  of t h e  company?/: But I d o n ' t  know what those  / 
a r e .  And, a s  f a r  a s  I can see ,  f o r  any reasonable  s i z e  we 

could expect  t o  go t o ,  I th ink  t h a t  whatever problems 

a r o s e  would be so lvab le .  



Rate of growth i s  a more important  ques t ion .  The 

f a s t e r  one grows, t h e  more of everybody's  t ime and energy 

has t o  go i n t o  growing. You have t o  a t t r a c t  people,  g e t  

them i n  t h e  r i g h t  p lace  i n  t h e  o rgan iza t ion ,  and t r a i n  

them. You have t o  r a i s e  money and b u i l d  b u i l d i n g s ,  and do 

a l l  k inds  of t h ings .  A l l  t h e s e  use  up t h e  t i m e  and energy 

of t h e  people. And s o  something has  t o  give .  I f  you make 

t h e  mis take of doing a poorer or  a lower q u a l i t y  job i n  

o rder  t o  grow, then  t h e  whole t h i n g  is  s e l f - c o r r e c t i n g  

because,  a f t e r  a whi le ,  people  f i n d  o u t  about it and 

t h e y 1  11 s t o p  g iv ing  you new work. And you' 11 s t o p  growing 

and every th ing  w i l l  be a l l  r i g h t ,  except  t h a t  now y o u ' l l  

be going downhi l l  r a t h e r  than  u p h i l l .  

A b e t t e r  way is t o  reduce t h e  e f f i c i e n c y  by t h e  

o r g a n i z a t i o n  and, hence, i nc rease  i ts  c o s t s .  There is a 

c o s t  t o  growing and you can l a y  t h a t  c o s t  on t h e  people 

who want you t o  do th ings .  Af t e r  a l l ,  r a i s i n g  p r i c e s  i s  

a n  a p p r o p r i a t e  response t o  i nc reased  demand, we a l l  more 

o r  less l ea rned  i n  Economics I. My o l d  boss ,  Jay 

F o r r e s t e r ,  l i k e n s  it a s  fol lows:  T h e r e ' s  no problem of 

g e t t i n g  a l l  t h e  work you want. A l l  you have t o  do is 

provide a s u p e r i o r  product  wi th  immediate d e l i v e r y ,  



f i r s t - c l a s s  s e r v i c e ,  and ve ry  low p r i c e s ;  and you1 r e  

looking  a t  a l l  t h e  bus ines s  you want, I n  f a c t ,  y o u ' l l  g e t  

more t h a n  enough and your problem w i l l  be how t o  c u t  down 

t h e  bus ines s  t o  what you can handle ,  H e  s a y s  people  have 

a l l  k inds  of techniques .  Some d e l i v e r  a lousy product ,  

o t h e r s  de l ay  t h i n g s ,  o t h e r s  won't  g i v e  you any s e r v i c e ,  

The number of people  who merely r a i s e  t h e  p r i c e  i s n l  t very 

g r e a t .  I t h i n k  we tend  t o  f a l l  i n t o  t h a t  group. I t ' s  

important  t o  MITRE t o  keep i ts  c o s t s  i n  l i n e .  But a t  t h e  

same t i m e ,  i f  it comes t o  a choice  of doing poorer  work o r  

c o s t i n g  more money, i t ' s  important  t o  spend t h e  money. 

Now converse ly ,  sh r ink ing  t a k e s  a l o t  of t ime and 

energy and i t ' s  a l o t  l e s s  fun. Standing s t i l l  by t r y i n g  

t o  remain a cons t an t  s i z e  is r e a l l y  a very poor ly  

understood process .  I f  you sh r ink ,  i t ' s  a problem. I f  

you grow t o o  f a s t ,  i t ' s  a problem. So t h e r e ' s  some 

optimum. I t h i n k  t h a t  t h e  optimum f o r  an o u t f i t  l i k e  ou r s  

is a few pe rcen t  a year .  This  r e a l l y  t a k e s  t h e  &st of 
P 

everybody's  t ime and everybody can then  spend t h e i r  t ime 

on t h e  t r i l o g y  I mentioned, which is worth t h e  t ime and 

energy,  I f  you can main ta in  such a r a t e  of growth--and 

it% i n t e r e s t i n g  t h a t  MITRE d i d  main ta in  such a r a t e  f o r  

many y e a r s  i n  t h e  mid-70 %--you double  i n  1 5  o r  20 years .  



T h i s  is slow enough so  t h a t  you've g o t  p l e n t y  of t i m e  t o  

understand what you ' r e  doing and t o  recognize  problems 

when they  come along and s o l v e  them. 

So about growth, I b e l i e v e  t h e  proper a t t i t u d e  is  t o  

keep our eye on t h e  important  t h i n g s ,  t h e  t r i l o g y  I 

mentioned, t h e  q u a l i t y  of our work, t h e  q u a l i t y  of our 

p roduc t ,  and t h e  q u a l i t y  of our people  and our  r epu ta t ion .  

I f  we do, t h e r e  is going t o  be p l e n t y  of work. I f  you 

s t a r t  g e t t i n g  t o o  much of it, you ought t o  t r y  t o  cap tu re  
I 

t h e  b e s t  work a v a i l a b l e  and fend of.kome of t h e  less good, ,4"+' 

even i f  t h e  l e s s  good is a t t r a c t i v e .  Try t o  hold t h e  

growth r a t e  t o  a few pe rcen t  and b u i l d  q u a l i t y .  Now it 

i s n ' t  always p o s s i b l e  t o  do t h i s ,  p a r t i c u l a r l y  i f  t h e r e ' s  

a drop  i n  demand f o r  a p a r t i c u l a r  group, and t h a t  happens 

and you a l l  know it. So when it happens and t h e  amount of 

bus ines s  f o r  t h e  group goes down, what do you do? Well, 

we have t o  t r y  t o  r e j e c t  t h e  t empta t ion  t o  t a k e  any work -- 1/" 

t h a t  comes a long,  even i f  it i s n ' t  ve ry  good work, j u s t  t o  

f i l l  t h e  hole .  T h a t ' s  a shor t - term s o l u t i o n ;  and i f  

you've go t  a shor t - term problem i t ' s  a l l  r i g h t ,  bu t  i t ' s  

r e a l l y  a long-term mistake,  Not t h a t  w e  haven ' t  done it 

from time t o  t ime and probably w i l l  do it aga in ,  But w e  

should t r y  t o  keep up our q u a l i t y  and t a k e  our lumps. One 



reason why we have gone t o  s e v e r a l  l e n g t h s  t o  have a  

reasonable  d i v e r s i t y  of sponsorsh ip  f o r  t h e  company is t o  
2 <;* ,) LC'< a /' 

a s s u r e  t h a t  cut-backs by any one sponsor won't  t 

t o o  b i g  a lump a t  any one t i m e .  I f  we have a  reasonable  

commonality of s k i l l s  s o  t h a t  people  can do va r ious  t h i n g s  

w i t h i n  t h e  o rgan iza t ion ,  and we have enough i n t e r n a l  

f l e x i b i l i t y ,  w e  can accep t  cut-backs i n  i n d i v i d u a l  a r e a s  

when we need t o .  I f  w e  main ta in  t h e s e  t h i n g s ,  I th ink  w e  

can handle  our shor t - term demand problems and come out  t h e  

b e t t e r  f o r  it i n  t h e  long run. 

W e l l  now, how do I see MITRE? I s e e  MITRE a t  t h e  

moment a s  a  mix of a  job-or iented and an  orgn iza t ion-  

o r i e n t e d  company. Our g o a l s  is t o  g e t  b e t t e r  and s t r o n g e r  

every year  and we do t h i s  f i r s t  by mainta ining a  broad and 

h igh ly  capable  base of knowledge and exper ience  i n  a  

number of a r e a s  t h a t  a r e  widely a p p l i c a b l e .  They're not  

only  widely a p p l i c a b l e  now, but  t h e y  ought t o  +t# con t inue4  

t o  be important  f o r  a  long time. Then we do it by 

t a i l o r i n g  o u r s e l v e s  a s  an o r g a n i z a t i o n  t h a t  is designed t o  

provide t e c h n i c a l  suppor t  t o  t h e  government i n  an even 

wider range of a r e a s  t h a n  those  i n  which we1 r e  p r e s e n t l y  

working. 



I n t e r n a l l y ,  I t h ink  i t ' s  important  t o  s t a y  f l e x i b l e  

and t a k e  s e n s i b l e  r i s k s  and c o n t i n u a l l y  exp lo re  new a reas .  i 
Most important ,  we have t o  pay c o n t i n u a l  a t t e n t i o n  t o  t h e  ' , * '  

t r i l o g y  I mentioned above. We have t o  o b t a i n  good jobs 

and d i scourage  poor ones, mainta in  t h e  q u a l i t y  of our 

ou tpu t ,  and make MITRE a  good p l a c e  t o  work. By t h a t  I 

mean a  p lace  no t  only wi th  a  good environment and a  f a i r  

and honest  and p r o f e s s i o n a l  way of looking  a t  t h ings ,  bu t  

a  p l ace  of cha l l enge  and oppor tun i ty  . 

NOW when I say  I1wev1 I mean a l l  of us,  e s p e c i a l l y  you 

f o l k s .  MITRE has  reached a  s ize - - in  f a c t  it reached a  

s i z e  a  long t i m e  ago--where I p e r s o n a l l y  c a n ' t  pos s ib ly  

know what ' s  going on i n  most of it. I d o n ' t  know t h e  

d e t a i l s  of most of what ' s  going on, i n  f a c t .  But I do 

know how people  a r e  t h i n k i n g  about it. And how people a r e  

t h i n k i n g  about it is almost  more important .  I can t e l l  

you, t oo ,  what I b e l i e v e  is o r  should be going on, and 

I ' v e  t r i e d  t o  do t h a t .  I look forward i n  t h e  next  couple  

of days t o  hea r ing  more about what vou b e l i e v e  and what 

t h ink  ought t o  be done, s o  t h a t  we can come c l o s e r  

t oge the r  on t h i s  important  s u b j e c t .  Thank you. 


