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BY SAM GOLOB 
MVS Tools & Tricks

Positions and the Division
of Labor

T his month, I will discuss in detail a
general principle as well as some of its

ramifications. This idea revolves around the
general concept of dividing big jobs into
several little jobs; however, there is a lot
more to it.

If we all review these ideas and let them
“knock around inside our heads” for a
while, they will eventually cause an
improvement in our quality of life — both
as “MVS system doctors” and in other
ways. You know that MVS is a big operat-
ing system. Additionally, just about every-
one in a corporate organization — or who
has ever been a part of one — knows that
big corporations do a big job. And there is
one basic way that the big job gets done:
That is, it gets broken up into smaller
pieces. In turn, each piece is broken into
even smaller pieces, and finally, there are
bite-sized pieces that one person can han-
dle. When everyone covers his/her own
piece, the corporation functions well.
Otherwise, problems result.

Similarly, the MVS operating system
does a big job. And just like the big corpo-
ration, this big operating system is broken
into smaller components, which handle
smaller portions of the big job. In turn, all
of the components are broken into bite-
sized pieces — executable modules —
which form the individual units of execu-
tion in this huge MVS system. For the MVS
system to function well, each module (i.e.,
program) has to do its own job, and all of the
programs have to work together. If one pro-
gram is remiss in its duties, problems result.

Although this is very obvious to most
people in the modern world, why does the
world’s big business — and the MVS
operating system — work in this way? I
will give the obvious reason: It is due to
physical limitations.

This is easy to see. Let’s ask an appropri-
ate question: How high can a person jump
in one bound? The current world record is
held by Javier Sotomayor, who jumped
eight feet high in a single bound, perhaps
several times. Quite a few other people
have jumped over seven feet, but nine feet
— not one! Yet, people walk up flights of
stairs every day, and the total amount of
height they have scaled is much more than
nine feet. What is the difference? They
broke the big “jumping job” into bite-sized
pieces — each piece being the height of a
step on a staircase! And scaling each step is
a job that can be handled.

LEARNING TO GENERALIZE
THE PRINCIPLE

Let me digress and talk about the ramifi-
cations of the idea of dividing big jobs into
bite-size tasks. It is not the “division of
labor” that is the most important thing;
rather, it is the “division of the people who
do the labor.” In other words, the appropri-
ate people do the appropriate jobs and the
jobs get done!

Many people know the joke, “How do
you fit six elephants into a Volkswagen?”
The answer: “Three in the front, and three
in the back!” Why is this a joke? Because
everyone knows that this cannot be done
(unless you have miniature elephants). Just
saying what the job is does not get the job
done. Therefore, we see that dividing big
jobs into little jobs is not the main trick, but
rather finding the right people who can
actually accomplish each small job after the
task list has been determined.

Anyone who works for an organization
has (hopefully) learned the lesson of “team-
work.” Each person inside the organization
does a job, and all of the people — doing

their jobs at least reasonably well — allow
the corporation as a whole to function and
achieve its goals.

However, there is a lot more potential to
this principle. It also works in a direction
that has become very obvious in today’s
Internet-connected world. Cooperation and
position playing often cross organizational
boundaries!

OPEN SOURCE EFFORTS VS.
CORPORATIONS

Let’s look across organizational bound-
aries. For example, this principle is just
as true in an open source software devel-
opment effort. A goal is determined:
People want to develop a piece of soft-
ware that does a big job. In turn, the big
job is divided into smaller jobs, and
anyone who can perform one of the
smaller jobs takes a piece of the work.
Even though a person is not “hired” by an
open source effort, each person who
“takes a piece of the job” usually does the
piece that he/she is good at and is suited
for. When they all work together, the
result can be very positive.

Why is this the case? Each person has a
given a set of capabilities and abilities, dif-
ferent from everyone else’s. Additionally,
each person tends to gravitate toward the
things he/she likes the best and is good at
doing. At this point, you can notice a key
difference between commercial organiza-
tions and open source development efforts:

Within a commercial organization, the
abilities of the different people dovetail.
Each person is hired for a job that he/she
is good at. However, in commercial orga-
nizations, the Personnel Department
oversees the hiring of people for tasks.
The overall purpose of this department is
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to ensure that the appropriately skilled
people will cover each task.

However, in an open source development
effort, the difference is that there is no
“Personnel Department” to hire, fire, and
assign people to their tasks. It seems to hap-
pen “by itself,” but it happens nevertheless.

It is amazing how open source develop-
ment actually does work: People get the
idea that it would be beneficial to get a big
job done. They get together and try — each
one does a piece, the best he/she can. There
is a coordinator, who plans the tasks, and
then they start working. The initial develop-
ers create a prototype product. Other people
try to use the resulting “product.” If the
product needs improvement, the appropriate
people are notified through the “news
group” that serves as a unifier and “central
nervous system” for the effort. Subsequently,
the effort continues, with each contributor
adding his own personal pieces. New con-
tributors come on board, and the product
develops and grows, until (hopefully) it
becomes very good.

IMPLICATIONS FOR US AS THE
“MVS DOCTORS”

Now that I have spoken “in general,” I
would like to address some immediate impli-
cations as to how these concepts affect us.

Most of us occupy positions servicing the
MVS operating system (OS/390, z/OS or
whichever version). Therefore, every once
in a while, we should think about where our
position fits into the larger scheme of
things, and whether we can do more. Of
course, in doing our own job we perform
our required tasks and keep the system
running. However, in the process of doing
this — and most of us have been doing this
for many years — we are writing programs,
REXX execs, CLISTs, and whatever tools
we need to get the job done. We are accu-
mulating techniques and (some of us) write
them down. Hopefully, we save all this
information and keep it with us as we pro-
ceed in our careers. At this point, each of
us has developed a niche (the kind of jobs
we are skilled at doing) and also acquired
a personal collection of techniques, pro-
grams and tools.

However, each of us can become more
aware of our position in the general “systems
programmer picture.” One thing we can do is
to communicate more with the other MVS
(VTAM, CICS, TCP/IP, etc.) systems pro-

grammers of the world. An easy way to do
this is by using the Internet news groups.
There are now news groups that cover just
about every specialty. (See my April 1998
column on the IBM-Main LISTSERV-based
news group.) In addition, by participating in
a news group it is easier to get all your
(work) problems solved, and to get the enor-
mous satisfaction that comes with helping
others, too. This is actually a direct benefit
of the idea of looking at yourself as “part of
the big picture.”

Another benefit of “MVS global aware-
ness” comes from hooking into the large
free MVS software collections such as the
CBT MVS Tape collections, which are
available on the Internet (www.naspa.com
has a link to the CBT Tape Web site). Here
you can find numerous free MVS tools.
Additionally, by contacting the contributors
of the individual files personally, you can
develop a friendship with many of the other
MVS practitioners, asking them for help or
providing help to them.

Under many circumstances, there is a
tremendous advantage to using tools from
the CBT Tape collection when your shop
needs a job done. You can usually accom-
plish the task without the shop having to
buy anything. In addition, you will save
time because you do not have to write the
code yourself. Other people have already
invented the wheel! You will look very
good at work when you can come up with
a solution to a problem fast, especially if it
does not cost the shop money or much
coding time.

A new advantage from the CBT Tape col-
lection is the swapping of techniques. There
is a new file on the CBT Tape, File 570,
which contains people’s tips on “how to do
things.” The first contribution was a piece of
advice about where to look when your JES2
spool fills up. There have been numerous
other contributions, but in my opinion, that
file, while already very useful, should be
bigger. Please send me your collections of
pieces of “how to do it” advice (I am in
charge of updating that), and I will add them
to File 570.

Another related idea is that many of you
will be able to get enormous personal satis-
faction if you contribute your tools and tips
to some piece of public work, such as a
software development effort, or a public
software collection like the CBT Tape.
Helping other people is a good thing. I have
seen how much a person short changes

himself by being “selfish” and holding back
from giving.

The best way to have friends is to be a
friend, and to not hold back, but to give
something of yourself to another person
who needs it. Life has shown, over and over,
that the benefit of giving something will
eventually come back to you in spades! It is
an under-used principle in life. More people
should know it.

Sorry for the generalities this month.
However, I have been an MVS systems pro-
grammer for many years, and these ideas
have helped me over the years to do my
MVS job well.

Best of luck to you. See you next month.  
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sbgolob@attglobal.net. The Online CBT Tape
Web site can be accessed from the “Members
Only” section of the NaSPA Web site at
www.naspa.com.


