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EXECUTIVE DEVELOPMENT THE INLAND EXECUTIVE DEVELOPME NT PROGRA M

UNIVERSITY EXTENSION OFFICES
SOUTHERN AREA:
LOS ANGELES 24 (University of California Campus):

University Extension Building, 10851 LeConte Avenue.
Telephone: GRanite 3-0971; BRadshaw 2-6161; Ext. 721.
9 a.m. to 9 p.m. Monday (after 6 p.m. call
BRadshaw 2-5592 or GRanite 3-0981).

9 a.m. to 4:30 p.m., Tuesday through Friday.
9 a.m. to 12 noon Saturday.

LOS ANGELES 14:
813 South Hill Street; telephone: TUcker 6123.
11 a.m. to 9 p.m. Monday through Friday.

LONG BEACH:
11 a.m. to 9 p.m. Monday through Friday.
Telephone: ZEnith 6622.
Telephone OVerland 4-2210, Ext. 451.

RIVERSIDE (University of California Campus):
8:30 to 12 noon, I to 4:30 p.m. Monday through Friday.

SAN DIEGO 1:
1015 Seventh Avenue; telephone: BElmont 9-9221.
8 a.m. to 5 p.m. Monday through Friday.

CENTRAL COASTAL AREA:
SANTA BARBARA:

129 East Carrillo Street; telephone: WOodland 2-9118.
8 a.m. to 5 p~m. Monday through Friday.

NORTHERN AREA:
SAN FRANCISCO 2:

540 Powell Street; telephone: EXbrook 2-0824;
EXbrook 2-0825.

11 a.m. to 9:30 p.m. daily, except Saturday.
SAN FRANCISCO 4:

140 Montgomery Street; telephone: YUkon 6-2789.
11 a.m. to 9:30 p.m. daily, except Saturday.

SAN FRANCISCO 22:
Medical Extension, 3rd and Parnassus Avenues;

telephone: MOntrose 4-3600, Ext. 665.
8 a.m. to 5 p.m. Monday through Friday.

OAKLAND 12:
1730 Franklin Street; telephone: GLencourt 1-5150.
12 noon to 9:30 p.m. daily, except Saturday.

BERKELEY 4:
2441 Bancroft Way; telephone: AShberry 3-6000, local 8221.
9 a.m. to 6:30 p.m. daily; Saturday, 9 a.m. to 12 noon.

A UNIVERSITY EXTENSION PROGRAM SPONSORED BY

*Institute of Industrial Relations
'Graduate School of Business Administration

of the University of California, Los Angeles
IN COOPERATION WITH THE UNIVERSITY OF CALIFORNIA, RIVERSIDE

THE INLAND

participants
Applications are invited from execu-
tives of companies and government
agencies in the Riverside, San Bernar-
dino and Orange County areas. Regis-
tration will be limited to approximately
thirty participants.

time and place
Daily sessions will start at 8:00 a.m.
and end at 5:00 p.m.
During the first week, January 14-18,
1957, the registrants and faculty will
live at the Arrowhead Springs Hotel,
San Bernardino, California.
During the second and third weeks,
January 21 - February 1, 1957, all ses-
sions will convene on the Riverside
Campus of the University of Cali-
fornia; four special dinner and lunch-
eon meetings with outstanding guest
speakers will be added features for
this latter period.

accommodations
During the first week board and room

(two to a twin-bed room) will be pro-
vided at the Arrowhead Springs Hotel,
San Bernardino, California for all par-
ticipants and staff.
During the second and third weeks
registrants may choose to live either
at home or at one of the numerous
hotels or motels convenient to the
Riverside Campus. Requests for reser-
vations in Riverside may be included
with application letter.

purposePROGRAM To provide business and government
executives a general management
course that uniquely combines a lead-
ership laboratory in human relations
with instruction in the other major ad-
ministrative and technical aspects of
the managerial job.
It will help each executive to:
* plan and staff more effectively
* organize people toward the attain-
ment of objectives

. utilize scentific control measures for
improved operations

* be sensitive to the ways people relate
to each other

* learn how to listen and how to inter-
view

* learn how to motivate others - for
attaining personal and organizational
goals

*understand his position in modem
society

* obtain techniques for gaining maxi-
mum benefit from problem-solving
meetings

A faculty of approximately 30 from
universities, and from business and
government positions, has been assem-
bled for this Inland Executive Devel-
opment Program.

UNIVERSITY EXTENSION, RIVERSIDE

Presented by:
'Institute of Industrial Relations

'Graduate School of Business Administration
University of/California,Los Angeles

INSMTUTE OF INDUBTRIAl
-7, L3.7 '5I, S 1-I. "(> d; R
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DR. CYRIL J. O'DONNELL, Associate Professor of Business
Organization and Policy, University of California, Los
Angeles

DR. DWIGHT PALMER, Dwight Palmer and Associates, Man-
agement Consultants

MR. GEORGE W. ROBBINS, Associate Dean of the School of
Business Administration, and Professor of Marketing, Uni-
versity of California, Los Angeles

DR. JOHN R. VAN DE WATER, Head, Executive Program and
Associate Professor of Industrial Relations and Business
Law, University of California, Los Angeles
and
Members of the Program Administrative Staff

III. PRODUCTION MANAGEMENT AND MANAGERIAL CONTROLS
(20 HOURS)

These sessions will be devoted to tools of scientific manage-
ment available to the executive for more efficiently com-
bining the enterprise's people, capital, and plant to better
produce goods or services. Emphasis will be placed on pro-
duction and work simplification; cost, quality and production
control.
MR. JOSEPH D. CARRABINO, Lecturer in Production Manage-

ment, University of California, Los Angeles
DR. JAMES R. JACKSON, Assistant Professor of Business Ad-

ministration, University of California, Los Angeles
MR. ROBERT F. WILLIAMS, Lecturer in Business Adminis-

tration, University of California, Los Angeles; Partner,
Parsons & Williams

IV. THE MANAGERIAL FUNCTION IN SOCIAL AND CULTURAL
PERSPECTIVE (15 HOURS)

A series of ten lecture-discussion sessions designed to ex-
amine the role of the executive from the standpoint of the
social sciences and the humanities. The executive in business
and government will be viewed both as a member of a
formal organization and as a representative of that organi-
zation in the larger society. Each session will be devoted
to one of several significant aspects of the executive's
role: historical, economic, social, political, psychological and
philosophical.
DR. HUGH G. J. AITKEN, Assistant Professor of Economics,

University of California, Riverside
DR. FRANCIS M. CARNEY, Assistant Professor of Political Sci-

ence, University of California, Riverside
DR. JOHN S. CAYLOR, Assistant Professor of Psychology, Uni-

versity of California, Riverside
DR. OLIVER A. JOHNSON, Assistant Professor of Philosophy,

University of California, Riverside
DR. GEORGE A. KNOX, Assistant Professor of English, Uni-

versity of California, Riverside
DR. DAVID S. MCLELLAN, Assistant Professor of Political

Science, University of California, Riverside
DR. ROBERT A. NISBET, Professor of Sociology and Dean,

College of Letters and Sciences, University of California,
Riverside

DR. CARL G. UHm, Assistant Professor of Economics, Uni-
versity of California, Riverside

DR. CHARLES E. WOODHOUSE, Assistant Professor of Soci-
ology, University of California, Riverside

I

SUBJECTS AND SPEAKERS
The Program has five main subject areas. Descrip-
tions, together with teaching staffs and approximate
number of session hours, are shown below:

I. LEADERSHIP LABORATORY IN HUMAN RELATIONS AND SUPERVISORY
SKILLS (40 HOURS)

This laboratory activity will function to increase the mana-

ger's effectiveness, both as a leader and as a member of a

group, by developing his understanding of himself, of others
and of group processes. The intensive training experience
will bring newest theory and methods to bear on the human
relations problems confronting all managers. Emphasis will
be placed upon the development of interviewing and counsel-
ing skills and upon improving the clarity of communications.
The laboratory will be conducted alternately in small-group
seminars and in general theory sessions of the entire group.
To further increase the benefits to be derived from this
experience, the registrants and teaching staff will live at the
Arrowhead Springs Hotel for the first week.
MR. MICHAEL G. BLANSFIELD, Chief, Employee and Career

Development, San Bernardino Air Materiel Area
DR. GILBERT BRIGHOUSE, Professor of Psychology, Occidental

College
DI. CHARLES K. FERGUSON, Department of Conferences and

Special Activities, University Extension, University of
California

DR. RICHARD C. HOGAN, Clinical Psychologist, Private Prac-
tice, Downey, California; Professor of Psychology, George
Pepperdine College

DR. EVELYN HOOKER, Research Associate in Psychology,
University of California, Los Angeles

DR. GEORGE F. J. LEHNER, Professor of Psychology, Uni-
versity of California, Los Angeles

DR. ROBERT TANNENBAUM, Associate Professor of Personnel
Management and Industrial Relations, University of Cali-
fornia, Los Angeles

DR. IRVING R. WEsCHLER, Assistant Professor of Personnel
Management and Industrial Relations, University of Cali-
fornia, Los Angeles

lf. ADMINISTRATIVE PRINCIPLES AND PRACTICES, INCLUDING
MANAGEMENT CASE STUDIES (20 HOURS)

An examination of the managerial job in its functional ele-
ments: planning, organizing, staffing, directing, controlling.
This section will feature presentations by specialists in
management theory, policy and practice. Ample discussion
opportunity will permit registrants to exchange their ad-
ministrative experiences. Case studies will allow the group to
apply principles under consideration to real situations.
DR. THEODORE H. ANDERSON, Associate Professor of Business

Administration, University of California, Los Angeles
MR. LESTER GIAUQUE, Lecturer on Business Administra-

tion, University of California, Los Angeles; Management
Consultant

MR. JOHN M. LISHAN, Acting Assistant Professor of Business
Administration, University of California, Los Angeles

V. METHODS FOR IMPROVING PROBLEMSOLVING CONFERENCES
(10 HOURS)

The executive will learn and practice techniques for con-
ducting the problem-solving type of meeting, one of the
principal activities to which a manager's time is allocated.
Subsequent on-the-job applications of principles developed
in these sessions include the informal meeting with subordi-
nates as well as the more formally organized conference.
MR. JOHN ROHRBOUGH, Training Coordinator, 1lth Naval

District Civilian Personnel Office, San Diego

program advisory committee
DR. RALPH M. BARNES, Professor of Production Management

and Professor of Engineering, University
of California, Los Angeles

DR. GEORGE H. HELDEBRAND, Director, Institute of Industrial
Relations, and Professor of Economics,
University of California, Los Angeles

DR. NEIL H. JACOBY, Dean, Graduate School of Business
Administration, and Professor of Business
Economics and Policy, University of Cali-
fornia, Los Angeles

DR. ABBOTT KAPLAN, Assistant Director, University Exten-
sion, University of California; Associate
Professor of Education, University of Cali-
fornia, Los Angeles

DR. JACIC D. MEZIROW, Head, University Extension, and
Assistant Professor of Education, Univer-
sity of California, Riverside

MR. RICHARD W. POHL, Chief, Civilian Personnel Division,
San Bernardino Air Materiel Area, Nor-
ton Air Force Base, San Bernardino,
California

MR. GEORGE W. ROBBINS, Associate Dean, School of Business
Administration and Professor of Market-
ing, University of California, Los Angeles

DR. HERMAN T. SPIETH, Provost, University of California,
Riverside

DR. JOHN R. VAN DE WATER, Head, Executive Program an
Associate Professor of Industrial Relations -

and Business Law, University of Cali-
fornia, Los Angeles
and
Members of the Program
Administrative Staff

fee Tuition, books, supplies ............. $500.
Room and board during first week.... 50.

Total registration fee..........$550.
to make application:

Please make applications by letter to Mr.
Robert F. Smith, Director, Inland Executive
Development Program, Institute of Indus-
trial Relations, University of California, Los
Angeles 24.
Mr. Smith, or Mr. Gerald Deskin, the Assist-
ant Director, may be reached for information
at BRadshaw 2-6161, Extension 422 or 425.
Dr. Jack Mezirow, Head, University Ex-
tension, University of California, Riverside,
phone number OVerland 4-2210, Extension
451, also may be called for details.

In making application, please indicate
name, title and position description. A check
for fee may be submitted with application
letter, or sent later upon receiving confirma-
tion of registration from the Program Direc-
tor. Participants will receive in advance of the
program more detailed information regarding
time and place for registering on opening
day, directions to program location, daily
schedule and procedures.

program administrative staff
DIRECTOR
MR. ROBERT F. SMITH, Assistant Director, Management Programs, Institute of Industrial Relations, University of
California, Los Angeles
ASSISTANT DIRECTOR
MR. GERALD DESKIN, Research Assistant, Institute of Industrial Relations, University of California, Los Angeles
RESIDENT MANAGER
MR. MICHAEL G. BLANSFIELD, Chief, Employee and Career Development Branch, San Bernardino Air Materiel Area,
Norton Air Force Base

COORDINATOR, LEADERSHIP LABORATORY (at Arrowhead Springs Hotel)
DR. CHARLES K. FERGUSON, Department of Conferences and Special Activities, University Extension, University of
California

COORDINATOR, SESSIONS ON ADMINISTRATION AND MANAGEMENT
DR. MALCOLM HESLIP, Lecturer in Business Administration, University of California, Los Angeles; Coordinator,
Special Business Administration Activities, University Extension, University of California.

COORDINATOR, SESSIONS ON MANAGER'S SOCIAL PERSPECTIVE
DR. CHARLES E. WOODHOUSE, Assistant Professor of Sociology, University of California, Riverside

EXECUTIVE DEVELOPMENT PROGRAM UNIVERSITY EXTENSION, RIVERSIDETHE I NLAND
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Second Week
TrlAnd vSx*cecutrve v"elont Pr2oram

PROGRAM

Monday.Juar 21 1J957._

GREETING - Dr. Herman T. Spieth, Provost, University of
California, Riverside

ITNTRODUCTION TO THE SFRIES - Dro Robert A Nisbet,
Professor of Sociology and Dean, College of
Letters and Sciences, University of California,
Riverside

9:30 - 9:50

9:5;0 - lO1

lOtO0 - 10:50

10O50 - 1:t40

11:4o -1:30

1:30 - 2:20

2:20 ; 2:30

2:30 3:30

3:30 - 3:50

3:50 - 4:40

IJFORMAL DISCUSSION

GENERAL SESSION
"Implications of the Next Steps in the Inland Executive
Development Program" -

,'Ir Robert Smith, Director, Inland Executive
Development Program

BREAK

GENERAL SESSION
"The Staffing Problem: Four Essential Concepts" -

Dro Dwight Palmer, Dwight Palmer and Associates,
Management Consultants, Los Angeles

LIUCHFON

GENERAL SFYSION
"The Staffing Problem: Four Essential Concepts" -

(continued)
Dr. Dwight Palmer

BRFJAK

GjE',ERAL SFS ION
"Interesting Aspects of Planning in Large Enterprises"

Dr. Theodore Ho Anderson, Associate Profeseor
of Business Administration, University of
California, Los Angeles

PIFrRMALDISC.S'cSION

GFNERAL SFF^IUTON
"Interestine Aspects of Planning in Large Enterprieest'-
(continued)

ir, Theodore H. Anderson

8:O 9 .r



- 2 -,

8:00 - 9:30

9:30 - 9:50

9:50 -- 1o:0O

10:40 - 10:50

1050 - 1iliO0

11:40 - 1s30

"HISTORICAL DFVELOPMENT OF LARGE-SCALUI ORGANIZATION:
cultural and technological factors affecting the growth
of large-scale operations in govermaent and industry~
similarities and differences between these two types
of enterprise" -

Dr.Hugh Go JoAitlen, Assistant Professor of
Economics, University of California, Riverside

INFORMAL DISCUSSION

GTeNFRAL SESSION
"The Consultant Takes a Look at Problems in Organization"

Mr. Lester Giauque, Management Consultant; Lecturer
in Business Administration, University of
California, Los Aigeles

BRFAK

GEJFRAL SEScION
"The Consultant Takes a Look at Problems in Organization"

Mro Lester Giauque (continued)
LUNCHEON

Luncheon Program with Speaker - 12 O'clock

1t30 - 220

2:20 - 2:30

2:30 - 3 30

3:30 - 3:50

3:50 - h440

GENERAL SESCION
"The Information Needed for Effective Planning"

Mr. John M. Lishan, Acting Assistant Professor of
Business Administration, University of
California, Los Angeles

BRFAK

GENERAL SESSION
"The Information Needed for Effective Planning" (continuiti

Mro John M. Lishan

IMFCRMAL DICJUFSSION

GENFRAL SESfSIOF
"Methods for Improving Problem-Solving Conferences"
(Part 1)

Mr. John Rohrbough, Training Coordinator,
11th Naval District Civilian Personnel Office,
San Diego

_Tuc-.-;;da;Zi Janu~arNT 22 1957
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8:00 - 9:30

9:30 9:50

9:50 - lo:4o

10:0 - 10:50

o1050 - 1s4o

1140 - 1:30

1:30 - 2:20

2:20 - 2:30

2:30 - 3:30

3:30 - 3:50

3:50 - 4lho

"INTERNAL RELATIONS: ec 7-.itc issues involved in the
relations of employer to employee; current trends in
unionization, collective bargaining, wage incentives,
and employee benefits" -

Dr. Carl 0. Uhr, Assistant Professor of
Economics, University of California, Riverside

ITFORmIAL DISCUSSION

GENERAL SESSION
"Scientific versus Intuitive Management" -

Mro Robert Fo Williams, Lecturer in Business
Administration, Univeraity of California, Los
Angeles; Partner, Parsons & Williams

BRFAK

GENERAL SESSION
"Internal Investment Theory Applied to Inventory
Control" -

Mr. Robert F. Williams

LUNCHEON

CAMPUS TOUR
University of California, Riverside,
Facilities and Program

BREAK

GEERAL SFION
"Methods for Improving Problem-Solving Conferenoee" -
(Part ?)

Mr. John Rohrbough
INFOCIML b tSCTSSION

GENERAL SFT-INON
"Methods for Iproving Problem-Solving Conferences" -
(Part 3)

Mr. John Rohrbough

Wednesday, JJanua!y 233, 957;



Thursda January 2h, 1957

8:00 - 9:30

9:30 - 9:50

905o- lOs4o

10:40 - 10:50

10:50 - 11:40

ll4O - 1x30

1:30 2:20

2:20 2:30

2:30 -3t30

"INTERNAL RILATIONS: group participation, leader-
ship, and employee morale, from the standpoint of
social psychology"

Dro John 3o Caylor, Assistant Profcssr cf
Psychology, University of California, Riverside

IN'ORMAL DISCUSSION

GE.NERAL SESSION
"Internal Investment Theory Applied to Production
Control"

Mr, Robert Fo Williams

BRFAK

GENERAL SESSION
"Internal Investment Theory Applied to Equipment
Replacement" -

Mr, Robert F, Wtlliams

LUNCHEON

INDIVIDUAL ASSIGNMENTS

BREAK

GENERAL SESSION
"Management's Controls on Quality" -

Mr. John G. Carlson, Lecturer in Production
Management, University of California,
Los Angeles

3:30 - 3:50

350 - 4:40

6:00

INFORMAL DISCUSSION

GENERAL SESSION
"Management's Controls on Quality" (continued)

l"r. John Go Carlson

DIITNER PROGRAM WITH SPEAKER
(Guests nviited)

-I4



Frida2yJanua5y2 719^7
80oo - 9 30

9:30 - 9<50

9:50 - iOLo

10:h0 lO150

10:50 - 1340

ll1:O - 1:30

1:30 - 2:20

2:20 2:30

2:30 - 3:30

"I'T1TERNALL RELATIONS: structural variations in the
pattern of formal and informal relations within
large-scale organizations" -

Dr. Charles E, Whocdlouse Assistanr Froi;e3c:
of Sociology, University of California,
Riverside

IFORTMAL DISCUSSION

GEN.EPAL SESSION
"Work Measurement Techniques and Applications" -

Mr, Robert Fo Williams

BREAK

GENRAL SFSC-ION
"Work Sajnpling"

Mr. Robert Fo Williams

LUNCHEON

GENERAL SESSION
"Linear Programming for Production Management -

Mr. John G. Carlson

BREAK

GENIERAL SESSION
"Linear Programming for Production Management"-

(continued)
Mr. John Go Carlson

3:30 - 3:50

3.50 -, 4O40

INFfORfAL nDIc 'ISSION

GOF,"RAL SESSION
"Mlethods for Improving Problem-Solving Conferences" --

(Part 4)
Mr. John Rohrbough



Third Week
Inland Executive Development Progra

PROGRAM

Mondy Januay 28, 1957
8:00 - 9:30

9:30 9:50

9:50 10:L0

10:O0 - 10:50

10:50 - 11:40

11:4O - 1:30

1:30 - 2:20

2:20 - 2:30

2:30 3:30

"EXTERNAL RELAT ONSB: The modern business executive
and his public" -

Dr. David S. HcLellan, Assistant Professor
of Political Science, University of
California, Riverside

INFORMAL DISCUSSION

GFNFRAL SESSION
"Progress in Appraisal of Managers" -

Dr. Dwight Palmer, Dwight Palmer and Associates,
Management Consultants, Los Angeles

BREAK

GENERAL SESSION
"Progress in Appraisal of Managers" (continued)

Dr, Dwight Palmer

LUTYCHEON

GENERAL SESSION
"Gaining Full Advantage from Administrative Accounting
and Financial Controls" -

Mr. Seward Butler, on Staff of Management Account-
ing Department, Lybrand, Ross Bros. and
Montgomery, C. P. A.'s.

BREAK

GENERAL SESSION
"Gaining Full Advantage from Administrative Accountig
and Financial Controls" - (continued)

Mr. Seward Butler

3:30 - 3:50

3:50 -t 4:40

INFORIAL DISCUSSION

GFT'TIRAL SESSION
"Methods for Improving Problem-Solving Conferences" -

(Part 5)
Mr. John Rohrbough



1- 2 -

Tuesday Januar29 1957

8:00 - 9:30

9:30 - 9:50

9:50 - o10:a

l0:40 - 10i50

T"EXTERNAL RELATION!E: The government official, his public
and his constituency; the relation of parties, pressure
groups, and politics to the problem of administration" -

Dr. Francis M. Carney, Assistant Professor of
Political Science, University of California,
Riverside

INFORMAL DISCUSSION

GEFtRAL SESSION
"Staffing and Directing as Elements of the Managerial
Job" -

Dr. Cyril JO O'Donnell, Associate Professor
of Business Organization and Policy,
University of California, Los Angeles

IRF4AK

GENERAL SESSION
"Staffing and Directing as Elements of
Job" - (continued)

Dro Cyril J. O'Donnell

the Managerial

11:40 - 1:30 LU}CHEON

Luncheon Program with Speaker
1:30 - 2:20

2:20 - 2:30

2:30 - 3:30

3:30 3:50

3:50 - Lt:L

GEn'ERAL SESSION
"Utilizing the Case Study Method" -

Dr. Cyril J, O'Donnell

BREAK

GFIFRAELSFIFnSION
"Methods for Improving Problem-Solving Conferences" -

(Part 6)
Mro John Rohrbough

INFORMAL DISCUSSION

GEnERAL SESSION
"Methods for Improving Problem-Solving Conferences"
(Part 7)

Mr. John Rohrbough

10:50 - 11-640



8:00 - 9:30

9:30 - 9:50

9:0- 10:O4

10:0 - 10:50

10:50 - 11:40

1:0 - 1:30

1:30 2:20

2:20 -2:30

2:30 ~ 3:30

"EXTERNAL RELRAIONS: Popular images of the top executive
as reflected in American literature, with emphasis on
how such images have changed through time" -

Dro George Ao Knox, Assistant Professor of
English, University of California, Riverside

INFORMAL DISCUSSION

GEtNERAL SFSSION
"Case Study in Staffing" -

Dro Cvril J. O'Donnell

BREAK

GEtNRAL SESSION
"Case Study in Staffing" - (continued)

Dr. Cyril J. O'Donnell

LUNCHEON

INDIVIDUAL CASI STUDY

BREAK

GENERAL SESSION
"Methods for Improving Problem-Solving Conferences" -

(Part 8)
Mro John Rohrbough

3:30- 3:50

3:50 4:40

INFORMAL DISCUSSION

GENERAL DISCUSSION
"Methods for Improving Problem-Solving Conferences" -
(Part 9)

Mr. John Rohrbough

Wedtnes Janua 57~



-. -

:000 - 9:30

9:30 - 9:50

9:50 - 10:40

lOs0 - 10:50

10:50 - 11 O4

11:4O - 1:30

1:30 - 2:20

2:20 - 2:30

2:30 - 3:30

"The role of the individual in large-scale organization
from the standpoint of philosophy: organizational
commitment and ethical autonomy" -

Dro Oliver Ao Johnson, Assistant Professor of
Philosophy, University of Call ornia,
Riverside

INFORMAL DISCUSSION

GENFRAL SESSION
"Direction of Subordinates" -

Dro Cyril Jo O'Donnell

BREAK

GENERAL SESSION
"Case Study in Direction of Subordinates" -

Dr. Cyril J. O'Donnell

LUNCHEON

GENERAnI SESSION
"Operations Research: An Approach to Decision-Making"-

Dro James Ro Jackson, Assistant Professor of
Business Administration, University of Calif-
ornia, Los Angeles

BRFAK

GENERAL SESSION
"Operations Research: An Approach to Decision-Making" -

(continued)
Dr. James Ro Jackson

3:30 - 3:50

3:50 - 4:40

6:00

INFORMAL. DTSCUSSION

GE'TERAL SFSSION
"Methods for Improving Problem-Solving Conferences" -
(conclusion)

Mr. John Rohrbough
DINNER PROGRAM WITH SPEAKER
(Guests invited)

Trhursda, Janual3ry 9575



Friday, Februay , 1957
e:oo - 9:30

9:30 -- 9:0

9:50 - 1040

10:I 0 ~ 10:50
10:50 - 11:0

12:00

TrVIF.! ATrD CONCLUSIONS: How the issues raised in this
series represent varying perspectives on the role of
the executive, and what such variation signifies about
the conditions under which large-scale organizations
operate in contemporary society.

PDr Charles F'o Woodhouse, Assistant Professor
of Sociology, University of California,
Riverside

INFORMAL DISCUSSION

GFEERAL STESSION
"Implementation of Management Theory" -

Dr. Cyril Jo O'Donnell

BERAK

GENPRAL SESSION
"Implementation of Management Theory" -

Dr. Cyril Jo O'Donnell

FINAL LUNrHON

through
balance of
afternoon

Followed by Clinic Summary, Evaluation,
and Closing Ceremonies.

Major General Eo WO Anderson,
Commander,
San Bernardino Air Materiel Area

and appropriate
Program Staff



CITY OF RIVERSIDE

Recreation Department
Edith L. D'Eliscu - Assoc. Supt.
Clair Kuss -Superintendent

Municipal Auditarium
3680 Lemon btrot,
Phones OV 1-2772

1, Golf:
Ao Public Oolf Courses

E1 Rivino Oolf Club - 19310 El Rivino Road - V 4-8905
Fairoaunt Prk Public Golf Coarse - Dexter Dr - OV 6-200
Springbrook Golf & Country Club - 1011 Orangee - 0Vl i60

B. Private
Victoria Golf Club

C. Practice Ra
Holiday Golf Range - 5350 Mission - OV 3-4499
i mxie wes of bridge on US 60 Blvd.

2. Riding Acadeaies
A. Fairacres Fare - 199 Main - OV 4-2943
B. Jams CO L. Tree - o006 Wa ce - OV 6-1285
C, Whispering Tre Ranch - Creetaore Aenue - OV 3-1268
D Riding Apparel

1. Ramussen's Western Wear - 3544 8th Street * V 3-3311
2. Gabriels Men's Wear - 3827 Main - OV 6-2911

3. Skating Rinks
A. Riverside Roller Rink - 6672 Brockton - OV 6-3e78

(nightly except Monday - 7:30 - 10:30)
4. Ski

Check with Riverside Ski .Shp, 3630
for ski conditions

8th Street - OV 3-9777,

5. Boating
Faimount Park

6. Bwlin
A.
B.

Riverside Bowling Acadey - 4075 Main - OV 6-23L3
Riverside Recreation (not Recreation Dept.) -

1135 Chicago - OV 3-3800



HOTELS

Phone Single'
Mission Inn 3649 Seventh Street
(Convention Headquarters) OV 6-1000 $8.00

Aurea Vista Hotel Eighth and Lemon St. OV 6-0880 $2.50-,

Casa De Anza Hotel Fifth and Market OV 3-3616 $4.00-

Plaza Hotel 3824 Eighth St. OV 4-5161 $4.00

Potter Hotel 3940 Market St. OV 3-1282 $3.50-

MOTELS
Box Springs Canyon * Box Springs Grade OV 3-7800 $5.00

El Camino 1616 Eighth St. OV 3-4151 $5.00-

Goodman's 9646 Magnolia Ave. OV 9-6741 $4.00

El Rio 5030 Mission Blvd. OV 3-7310 $4.00

Farmhouse * 1393 Eighth St. OV 3-3011 $5.00

La Casa Contenta 1435 Eighth St. OV 4-2311 $5.00

Iowa Motel * Eighth and Iowa St. OV 3-6180 $5.00

Mountain Crest * Box Springs Grade OV 4-5190 $5.00

Mountain View * 5887 Mission Blvd. OV 6-0404 $3.50-

Palm View Motel 6038 Mission Blvd. OV 6-6455 $4.50-

Riverside Travelodge * 1911 Eighth St. OV 6-0590 $5.50

Silver Lark Hy 60, Sunnymead Moreno 9-581 $6.00

Town and Country 1910 Eighth St. OV 4-2400 $5.50

* Some units with kitchens available.
Above rates subject to change without notice.

Prepared and Distributed by
RIVERSIDE CHAMBER OF COMMERCE

4261 Main Street
Riverside, California

s

4.00

4.50

4.50

7.00

up

up

up

up

up

up

4.50

7.00

up

Twins

$10.00-12.00

$6.00-8.00

$6.00

$6.00

$6.00

$6.00

$6. 00-8.00

$6.00

$6.00-7.00

$7.00

$7.00

$7.00

$7.00 up

$4.50

$7.00

$7.50

$8.00

None

PRICES



ar~~~'<> 0

u O~~~~~~~~~~~~~~~~~O
L~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~-L

c 0C~~~~

o9~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~w

~ii

.Q a 4~~~~~

'~~~~~~~~~~~~~~~~~~~~~~~~'t~~~~~~~~~~~~~~~~~~~~

aeQn2OffSNIJUVg~~~~~ I

!~~ ~ ~ ~~~d~~u :)

%~~~~~
'q~~g

~'~~~~~~~~~~~~~~u ziduidIo,.~~~~~~~~~~~~~~~~~~~~~~d

oolu~~ ~~~~~~~~~~~~~~~~ ,,,, d
~~~~zor OA..v~I



SAN BERNARDINO
COLTON

O0C
z mm

m 5
m

m

*0>

0

<

-
m

Ab~r
4&g

Mo.



..., .r'

i,...... ' i I .-.. - ". .. I. , J.,

-US-,.: -:.'!'"'.CF " . .:,F' LIIj, IAL, . .;!..i7' .

·g, R; ,. C -^,i I: tERi L.5 .: i, QS""?O'J....:..

. R .'' , ''' i_" 0 1 " .

erke'lo j I;o XA lss 2l,, CCil ;.-S

C, ^ii E,

: l o.:sedr "..b.-t . :idi.cated bO oy l bill i.ene accor<Jnfly.,

r ito:__ ,:, .

5.
o

Adcdre;z£

';ti. L, Pric quoted do not_racl :,-es..es tax and postage,

IL LrAR PAsPITII;E'S

to 9 co i.es--^
10 to 99 " .. -20
?COo' rC iore " -b1%
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Co-llctiveGV Ba:n air^:, bdyEdg.ar L. ".arren rad Irving Beiznstein
;Fkinr; Grievance Procdczes tork, by Abbott Kaplan

:;e oying the Jeri ously,ipa red, )y Robert D. 'kl'cher
Oâs: A.n Irtrouc t on, by l i. !a.Douty

Ul'ni;.n ;)ec'.:rity by Orc f7J. Phlelps
'^Xe tructures anr,,i A.di tstration, by Ii. I, Dotty
,,?nrn~ uns under Collective Bcaraining, by '.iL;aC3oldnar
Strikes, by'Jillia.n fobld:er
i{ours ofI1ork,, by: illiam 5oldner
Productivity, by Peter 0. Steiner and 'illiamn Goldner
GlAzuanteed :aces, by J. '!. 3arbarino
lhef3usiness Aent and His Jnion> by KIR. Krauss and V. D. Ker:nedy
La1Cl m.ployers" Associations, by 'Ailliam H. Smith
.....J.t;, Insurance: Group Coverage in Industry, by Richard Baisden

ai''. John H'aitchirnson

BtOiK;CS Please o'der from University Press., University oa CalLfCrnia,
Berirkeley 1. Ca.al fornia

Trade LUnrion .:ai .olicy: , by rrthur ,'. kos (..9d8) $3,J00 (paper :. tiYJ
a':e r;ir aliforna-. 'Tar'- arid Postwar 'hanes, by Ncdr Blartlett BeUelo

;,-'3i) (paner,-boun. ;1. (O)
=-'e "n";a1i foniVa"' l>Prn)pleaent, by '.Jl. ian :2)ldner 19:0)
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Cortj{X..llei. .B¢in in the bJsion Picture Industry, by I'1--,h Lovell
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E~:perience b' Crrdon " Bertram and ... I·sel (19·"If
Lanbor Pgelabions in Agricultuire,by Varden Aiilem(L 9)
Cu:lec'nive ga ining the Nonferrous I..~tals Industry by Ver-c-n H. Jen?..e-.i
No'ifact.o,.'r TnioniaT. adl(: labor Relations~ oy Van L/.sen Kennedy (1.955).Tcl:.lecti've :r.-ain,-,..iin the Paciic Northwest Lmbe r Indust, it,

by M.argarlet -. Gloc' (195)

i-duustria Relations in the Ca:liforrnia Aircraft I d--st-, 'y Arthur ilien
and B1ctty v,. :I. Sc}.meider (19$6)

lndAistrial Relationsx-in the Pacific Co&at Longshore Industryv.
by Betty V. H. 'chneider ani Abraliam iegel (1916)

(single copies available at $0 ,per copy)
_Industrial Relations 'Theses and Dissertations Accepted at Te^nty-Six Univermiti.

Edited by Gwendolyn Lloyd and Robert E, Themason
Univerc;sity of California, July 1, 1949-1950

190o-1951
1951-1952
1952-1953
1953-1954
195-11955 (Edited by Gwendolyn Lloyd

and Paul TI' lMiles)
(available at 50~ ,er co3y)
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1in.JnAttriai Lu~a- iRtela'.ons: A Se-ctted :i.iogroapyh'
Lth Revi:ion, umner, 1956, prepared by Irving Weschler arnd
Rtobrt, Tannenbau., (Iavailable at 351 per copy)

"iFEP -I1TS OF ARTICIES

(One copy of each avai3.able free of charge. Additional copies 20~ each,
Omitted nm-3ers are out of print. )

No, of
copies LOS ANGTIES Series: OPER FROI LOS AiJ(.LES IHSTITUIE.

iio. 6. Statutory Re,-alat>an of Internal Union Affairs-I,
by Benjamin Aaron and A.chael I. Eomaroff (1949)

7. Prospects for Industry-Wide Bargaining, by Frank C. Pierson (1949)
8. The Manager Concept: A Rational Synthesis, by Robert Tannenbaum (1950)
9. Mlanagerial :)ecision-Making, by Robert Tannenbaum (1950)

10, Statutory Regulation of Internal Union Affairs--II,
by Benjamin Aaron and I.chael I. Komaroff (1950)

14I Participation by Subordinates in the Managerial Decision-Making Process,
by Robert Tannenbaum and /.red Massarik (1950)

15. The Arbitration Process, by Edgar L. Warren and Irving Bernstein (1950)
16. 1he Employnent lrultiplier in an Epqanding Industrial Market: Los l.pgeles

County, 1940-1947, by George HI. Hildebrand and Arthur Wce, Jro (1950)
1i. A Profile of Labor Arbitration, by Edgar L. Warren and Irving Bernstein k19
190 Labor Injunctions in Action: A 2ive-Year 'mrvey in Los Angeles County

by Benjamin Aaron and Tjilliam Levin (1951)
22. Thirty-Six Years of "National Energency" Strikes, by Edgar L. Warren (1951)

-- ' 25 A New N-anaCenent ToIbol: The .ulti-Relational Sociometric Survey,
by Irvin '.teschler, Robert Tannenbaum, and Eugene Talbot (1952)

26. Ex'srimenting witi Federal Efficiency Ratings: A Case Study,
by Irving eschler, Fred f:assarik, and Robert Tanncnbaun (1952)

27. American Unionism, Social Stratification, and Power,
by Georg[e H. IIildebrand (1953)

28. Statutory Regulation of Internal Union Affairs: The Control of Comnianism,
by Benjamin Aaron (1953)

29, The Role of Public Opinion in Pelation to the .Iediator,
by Edcar L. '..arren (1953)

30. Are Coal Strikes National E.ercencies? by Irving Bernstein
and Hush G. Lovell (1953)

31. Governmental Restraints on Featherbedding, by Benjamin Aaron (1953)
32. Public Opinion and the Union Shop, by Benjamin Aaron (1953)

___---- 35. Training Managers for Leadership, by Robert Tannenbaum, Vern Kallejian,
and Irving '.eschler (1953)

36. Bureaucracy in a 1overnment Laoratory, by Paula Brown (1954)



4
REPRINTS (continued) LOS ANGTLES SERIES

No, of
copies

No,, 37c Changing Legal Concepts and Industrial Conflict, by Benjamin Aaron (1J45)
38, Arbitration, by Irving Bernstein (1954)

........... 39. The Role of :apervicion, by Melville Dalton (1954)
-40. Mediation and Fact-Finding, br Edgar L. 'Iarren (1954)

1 1. Social Research Faces Industry, by Fred Massarik and Paula Brovm (195),
142. Union Procedures for Settlin, Jurisdictional Disputes,

by Benjamin Aaron (12514)
43., The California Jurisdictional Strike Act, by Benjamin Aaron (19514)..._ .14. The Growth of American Unions, by Irving Bernstein (1954)
-45. Industrial Controls and Personal Relations, by Ifclville Da.lton (1955)

--____ 146. Union Growth and 3tructural Cycles, by Irving Bernstein (1955)
147. Managers in Transition, by Verne Kallejian, Irving R. ;eschler, and

Robert Tannenbaum (1955)
48. A Now Fbcus in Executive Training, by Irving R. !.eschler,

Marvin A. Klemes, and Clovis Shepherd (1955)
19 Thle Relation between Three Interpersonal Variables and Comnunicatio:.c

ffectiveness: A Pilot Study, by Clovis Shepherd, and
Irving R. 'ieschler (1955)

50, The Uses of the Past in Arbitration, by Benjamin Aaron (175'j)
51. The Postwar Italian Economy: Achievements, Problems, and roeoect.

-y George H..Hildeorarnd (l;'5)
52, Te'.Italian FarliamnritryS3urvey of Unemployment,

53, Un:i onism and the ..'ae Structure in the U. S. Pulp and Paper Lndu:lttrvy'
by Robert Macdonald (1956)

54, An Economic Definition of the National Emergency Dispute,
by George H. Hildebrand (1956)

v>. Tle bconcilic Irapact of Strikes in Key Industries, by Irvinr Bern ;
56, The- Buiaboo of Sovereignty and National Emergency Disput-,.

,
.a

3enjutin Xaront9h )

.7. An-Eralti^a1 T1oth!'t lat-na.a t rergecna Provif-:i.ns,
j^:.Co, Rehabh it'tim.,der '.JorlienIa Conpensati;n in California,

byv Lee ),aberger ^:,5 ,;
.':,.9.Katnlng-nc,the 'ana-er-;,l-y.:.ivl1e Dalton (19"6'

.;'0c,?.ctA .r,:v a'-A.i Or; j: iizat:.:rial.ha,.ge in a ,leLear.Lj.,re)ty._t.s--b -i1L: 3 T3I.);v!' 3; 1.)5vis >iApherd (1i56)
)L. :State 1Publ ic Utt, ' lanwi- d j'lediati4.on, by IrvinG 3ernms-.;.:; ({ .'

_ _ ' ;2,~ J. ?'h ; .diati.n od Ju. :s.-Jct.Jn.3-is.;lte., by Be.Jnjiinlau':. ' (t-gn

.':.t..)r,-i, 2 ':;;r;rits: (>" co..>(y o".' .7:-.L va'jable :xee. Addi o ..'<. ..` o;

'P,<ec. ^tho;.. Att tude tab^;i ,tty irvirin,- . Weschler Jtt .:;
[i/r Jt) s'A:W5 ;,to,r a Oh.-rCe, t io16.>?crt 'aIuLnhaaunt(l i6)
.t*;.Ji'':.ft.r ; t"' te-I ::ter": A. "ara".'erzaition, by Melville £i.lto. (>.S'



No. of
copies BERKELEY Series: Order from BERKELEY Institute direct.

No, 1. Collective Bargaining on the Pacific Coast, by Clark Kerr (1947)
3. Economic Analysis and the Study of Industrial Relations, by Clark Kerr (15
6. Factors in Achieving Industrial Harmony, by Clark Kerr (1948)
7. Multiple-Employer Bargaining: The San Francisco Experience,

by Clark Kerr and Lloyd H. Fisher (1948)
9. Causes of Industrial Peace under Collective Bargaining: A Study of

Crown Zellerbach and the Pacific Coast Pulp and Paper Industry,
by Clark Kerr and Roger Randall (1948)

10. The Price of Union Responsibility, by Lloyd H. Fisher (1948)
11. Employer Policies in Industrial Relations, 1945-1947, by Clark Kerr (1949,

~___12. MIltiple-Euployer Bargaining in the Pacific Coast Puap and Paper Industrv-
an Instrument of Industrial Peace, by Clark Kerr and Roger Randall (194t

13. The Overtime Issue, by F. Theodore Malm (1948)-14. The General Motors Tage Agreement of 1948, by Arthur H. Rosa (1949)
15. Conflict on the Waterfront, by Clark Kerr and Lloyd H. Fisher (1949)
17, The Perspectives of Eltoa Mayo, by Reinhard Bendix and Lloyd H. Fisher (15
18. The Short-.Run Behavior of Physical Productivity and Average Hourly

barnincs, by Clari 1Ierr (i4yO)
15o Causes of Industrial Peace under Collective Bargaining: A Study of

Lockhead Aircraft Corporation and International Association of
Machinists. by Clark Kerr and George Halverson (1950)

_21. Effect of Environment and Administration on Job Evaluation,
by Clark Kerr and Lloyd 1I. Fisher (1950)

_22. Forces Affectinc the Interindustry Wage Structure, by Arthur H. Ross
and GWilliamoldner (1950)

25. Labor IMarkets: Their Character and Consequences, by Clark Kerr (1950)
__26. A Theory of interindustry U'age Structure Variation, by Joseph W.

Garbarino (1950)
27,, Labor- brce Participation and Employment Opportunities for Women,

by Nedra Btrtlett Belloc (1950)
280 The Productivity Ratio: Some Analytical Limitations on Its Use,

by Peter 0. Steiner (1951)
29, Labor and Commercial Arbitration under the California Arbitration

Statute, by Sam Kagel (1951)
30 . Perceptual Defenses: Processes Protecting an Organized Perception

of another Personality, by Mason Haire and Villa Freeman Grunes (19ii)
31J. The General Level of Money Jages, by Melvin /., Reder, with a Note on

Unionism and the General '.age Level, by Joseph W. Garbarino (1951)
36. Trade Union Structure and Private Pension Plans, by william Goldner (195
37. Wage Differentials in Pacific Coast LongshorLng, by F. Theodore Malm (195:
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Arnold S. Judson

According to legend, the an-
cient Greek Cynic philosopher,
Diogenes, went about at midday
with a lantern hunting for an
honest man. Arnold S. Judson
compares management today with
Diogenes because it has been no
less eccentric, he thinks, in its
hunt for techniques of executive
selection. Instead of hunting in
a common-sense way, it has got
bogged down in tests, gimmicks,
and psychological subtleties.

In his article, New Approach
to Executive Selection, Mr. Jud-
son shows how an executive can
get the vital information he wants
about a candidate's personality
in a half-hour, face-to-face inter-
view, instead of having to rely
on psychologists and technicians.
The new techniques which make
this possible have been developed
over a period of several years by
Mr. Judson and his staff at Polar-
oid Corporation, where he is As-
sistant Personnel Manager. He
believes that they have contrib-
uted to the fact that last year
Polaroid had its lowest rate of
turnover in history despite a rec-
ord high volume of hiring.



* The indirect interview method is
alone in the way it offers a positive
program for evaluating personality.

New Approach
to Executive Selection

By Arnold S. Judson
The problem of executive development has

suddenly transformed modem management into
a twentieth-century Diogenes. In searching for
promising future executives, it has become lost
in an expensive maze of gimmicks and tests. In
its eagerness to be objective about a highly sub-
jective matter, it has overlooked a technique ad-
mirably suited to executive selection.

That technique involves an indirect approach
based on face-to-face interviews. Many man-
agements, inept and insecure in their use of the
interview, have rejected it for supposedly more
"scientific" approaches. Yet it offers an ex-
tremely fruitful and practical method of evalu-
ating an individual's personal qualifications.
In this article I shall try to show how its poten-
tial can be developed to the point that it can
be relied on as a formalized method for apprais-
ing executive candidates.

Although the basic principles to be discussed
here are not original, I know of no company
other than the Polaroid Corporation (with which
I am associated) that consciously and systemati-
cally applies them to the selection of executives
as well as other types of personnel. We have
used this indirect interview approach for over
three years in selecting personnel ranging from
mechanics and laboratory assistants to sales,
advertising, and production division managers;
and the results are very promising. The tech-
nique seems practical, highly flexible in appli-
cation, and capable of predicting individual
strengths and weaknesses.

Current personnel practice seems to place in-
creasing emphasis on the importance of person-
ality when fitting the executive to the job. Tech-
nical competence alone can no longer be the
criterion of such a man's potential. In our
present-day society, the formal and informal so-
cial organization which comprises any business
enterprise is a highly complex structure. To
function successfully within this structure often
requires personal contact with many individuals
at a variety of organizational levels. The im-
portance and frequency of this personal con-
tact is greatly intensified when the job includes
supervisory responsibility.
An individual can rarely prevent his personal

problems from influencing his day-to-day rela-
tionships with others. If these problems are
severe, they not only impair his own effective-
ness but may also prove a serious threat to the
morale of the group in which he works. The
higher the individual's organizational position,
the greater is his sphere of influence. There-
fore, personality becomes an increasingly im-
portant consideration in higher-level positions.

Appraising Personality
But how can personality be appraised, say,

in selecting a recruit for a management develop-
ment program? In the case of the candidate's
skills, aptitudes, interests, health, and intelli-
gence, it is quite true that psychological tests,
physical examinations, and reviews of past per-
formance can yield much valuable information.
But personality does not so easily lend itself to
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objective measurement. We must, in fact, give
up the idea that we can measure it in the sense
that tests measure skills and aptitudes. Instead,
we must turn to different methods - and to
different objectives.
The Indirect Interview

In contrast with tests, the indirect interview
approach is well adapted to the investigation of
personality because it affords (a) objective ob-
servation tempered by subjective evaluation and
(b) simultaneous consideration of many more
variables than is possible in any other approach
to the analysis of personality.

Personality may be regarded as the resultant
of an individual's total experiences since birth,
modified by his inherited characteristics and
tendencies. We may therefore view the indi-
vidual as a product of his total background. To
gain some insight into his personality make-up,
we must get some clue to the individual's mental
"sets" resulting from this background. These
sets will greatly influence an individual who is
facing an important decision.
A skilled interviewer concentrating on the

why's of the candidate's actions at important
turning points or crises in his life can often gain
a workable idea about the character of his men-
tal sets. In doing so, he should consider no
event in the candidate's background too un-
important to be taken into account. What seems
insignificant detail on the surface may, in ac-
tuality, be a vital clue to the candidate's real
self. The interviewer, then, should try to find
out as much as he can about the candidate's
life as perceived by the candidate.
With this information, the interviewer can

proceed to appraise the candidate's personality
against the background and specifications of the
job to be filled. He can ask, "Is this man suited
to the job and the job environment?" - and
feel that he can predict the answer with rea-
sonable probability of success.
The goal of the interview itself is not ambi-

tious. Obviously, there is no intention of psycho-
analysis in 30 minutes. Rather, the aim is simply
to structure a situation where the candidate can
talk about himself freely within the limits set
by the interviewer. In the course of this kind
of interview, the candidate invariably allows
enough of his true self to "show through" any
surface veneer he may have formed to allow the
interviewer to get a sufficiently clear picture of
the personality before him.

Challenge to Interviewer
The interviewer's personality is critical to the

success of indirect interviewing. Genuine friend-
liness and warmth are fundamental. The can-
didate is often uneasy at the prospect of having
to sell himself, but he can be made to feel at
ease if the interviewer is interested in him and
what he has to say. The greater his confidence
in the interviewer's ability to understand him,
the more freely he will express himself.

There are several physical factors which may
be helpful in this connection. For example,
there should be no barrier between interviewer
and candidate; the chairs are best placed facing.
each other. Then, by leaning forward, the inter-
viewer can help to indicate his interest to the
candidate.
To establish a relaxed atmosphere and rapport

with the candidate, the interviewer must sub-
ordinate his own personality during the greater
part of the interview. His role is that of a care-
ful listener. But self-subordination makes great
demands on the interviewer. It is therefore im-
portant for him to have some insight into his
own personality - his own biases, pet interests,
and problems. Furthermore, since objectivity is
his goal, he must be able to dissociate himself
from the subject matter of the candidate's story
insofar as that is possible. It is natural for one
person to feel sympathetic toward another who
has the same interests and who may have lived
through similar experiences. But if the inter-
viewer is aware of his own reactions to what the
candidate is saying, he will be better able to
avoid the pitfalls of emotional involvement.

Stability is a great asset to the interviewer.
He should have the ability to remain calm if the
candidate has difficulty in expressing himself, or
if the interview takes an unexpected turn. Also,
his calmness is often reassuring to the nervous
candidate.

Keen observation, perception, and patience
coupled with a fundamental understanding of
the motivational or "dynamic" theories of per-
sonality are essential tools which the interview-
er can acquire through training and practice.
Naturally, the staff specialist has more chance
to get to feel thoroughly at home with indirect
interviewing and thus to use it to its full poten-
tial. However, the technique also has much to
offer other members of management who inter-
view, even though they have not had such spe-
cialized experiences. Although the line execu-



tive may not get the detailed picture seen by
the specialist, he can still uncover information
that he would not otherwise learn. Indeed, if
he is sensitive, he may get a sufficiently complete
story to arrive, more intuitively perhaps, at the
same conclusion as the specialist.

Operating Guides
The key to success in using the new method

lies in its indirection. The principle of indirec-
tion is familiar to psychiatrists and psychologists,
if not to industrialists. Translated into specific
terms, indirection means that the interviewer
says as little as possible because the interview
is candidate-centered. Instead, he concentrates
his efforts on encouraging the candidate to spin
out his own story in his own words. Although
the candidate sees the interviewer as an in-
terested listener, the interviewer is constantly
analyzing the candidate's words, gestures, ex-
pressions, and meanings, both as to content and
as to implication.

In addition, indirection means that the inter-
viewer must follow certain specific principles
in structuring the interview, asking questions,
and encouraging the candidate to "give."
Minimal Structuring
The indirect interview is structured (or, to

use a less precise term, "planned") only in a gen-
eral sense. To get the most complete picture
possible of the candidate's history, the inter-
viewer wants him to talk about his previous em-
ployment, education, outside interests and ac-
tivities, health, marital and financial status, and
parental and family background. The candi-
date's goal, on the other hand, may be to find
out as much as he can about the job, and then
to present himself in the most favorable light.
It is to the interviewer's advantage to tell the
candidate no more about the job than necessary
until his history has been thoroughly covered.
Otherwise, he will color his story to match his
conception (which may be mistaken) of what
the interviewer wants to hear.

After the initial pleasantries, a typical in-
direct interview might begin with a generalized
question such as, "Tell me, Mr. Carruthers, how
did you get interested in this position?" or
'Well, Mr. Fowler, what brings you to the
Acme Company?" or "What interests you in this
company?" The important feature of this kind
of question is its very generality. A hundred
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candidates may respond in a hundred different
ways. If the candidate happens to be disturbed
by conditions on his present job, he may begin
immediately by a reference to these feelings.
If his objectives are not well defined, he may
reveal that fact, too. In other words, the func-
tion of the generalized opening is to start the
candidate talking about himself, to get him to
say what he thinks is important, not what he
thinks the interviewer wants him to say.

Yet the entire interview should be so con-
ducted as to cover virtually all the areas of in-
terest to the interviewer. When the interviewer
feels he has sufficiently covered one of these
areas, he may bridge the gap to the next area
by another general question such as, 'Well, now,
why don't you tell me a bit about your previous
work?" or '"What about your family?"

Finally, once the interviewer feels that he
has enough information to make an evaluation,
he can speed the remainder of the interview by
telling the candidate about the position and the
company. For this latter part, he can arrange
what he tells the candidate according to how
much he wants the man for the job.

Although the indirect interview may appear
to be time-consuming and inefficient, the skilled
interviewer need spend only 20 to 30 minutes
on it. Needless to say, an unacceptable candi-
date may be evaluated in considerably less time
than that.

Few Direct Questions
Fundamental to the indirect interview is a

minimum of direct questioning. Questions that
the candidate can answer by yes or no yield
far less information than questions encourag-
ing him to give a detailed exposition. Compare
"Did you like your last job?" with "How did you
feel about your job?" Questions implying defi-
nite answers should be avoided. The question
"Have you ever designed any automatic ma-
chinery?" might better be asked in the form of
'"What kind of design work have you done?"
Also, questions should not be worded so as to
suggest the interviewer's attitudes. Better than
"Have you had any experience with the union
boys?" would be '"Have you had any experience
in collective bargaining?"
The more freedom the candidate has to talk

about himself as a result of not being "led" dur-
ing the talk, the greater the likelihood that he
will reveal himself as he is, not as he thinks the
interviewer wants him to appear.
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Depth Interviewing
Perhaps the most difficult problem the inter-

viewer has to tackle is seeing through the com-
plexity of human personality. What a person
says and what he feels may be quite different.
Often the difference is not intended. The can-
didate may think he is presenting an honest pic-
ture of himself, quite unaware of the true nature
of his feelings. People with troubling problems
often cover up their uneasiness with layers of
rationalization.
The interviewer's job is to find out why the

candidate made certain critical decisions and
how he really feels about the things of impor-
tance to him. Often, the interviewer can begin
with a generalized question such as "How did
you get interested in that?" or "How did you
feel about that?"

There may be certain things about which a
candidate feels deeply. An observant and sen-
sitive interviewer can often tell when a candi-
date is "talking around" one of these things by
his mannerisms or other physical activity (such
as vigorous puffing on a cigarette, restless shift-
ing in his chair, and so forth). The candidate
may repeat several times certain phrases or
words which relate directly to the subject of his
uneasiness. If the interviewer should wish to
explore these feelings more deeply, he may re-

peat these words or phrases in a questioning tone
or make a more general remark such as, "And
so . . . ?" or "You mean . . . ?" The candi-
date usually responds by elaborating further.
To illustrate, here is one way I have seen it

work, in a situation where the candidate is talk-
ing about his former boss:

Candidate: "I don't know what the trouble was.
Just a lot of little things every day. He rubbed
me, and I guess I rubbed him. We just couldn't
seem to get along. Nothing I could put my
finger on.... I guess we just rubbed each other
the wrong way."

Interviewer: "Rubbed the wrong way?"
Candidate: '"We couldn't agree on anything. He

always insisted on the job being done his way.
He wouldn't allow for any other ideas."

Interviewer: "And so . . .?"
Candidate: '"Well, you know how it is. It's a lot

easier to give orders than to take them. He was

sitting in the driver's seat, and he just didn't give
a damn about anybody else."

Interviewer: "So he rubbed you the wrong way?"
Candidate: "After a while of that kind of treat-

ment, I just got fed up and quit. I just won't
take that kind of stuff from anybody!"
Notice how the candidate uses the word "rubbed"

several times; while doing so he shifts uneasily
from one position to another in his chair. By re-

peating this word in context, the interviewer en-
courages the candidate to spell out further what he
means by "rubbed." Thus the picture painted at the
end of this conversation is a good deal clearer than
it was at the start.

The technique might be described as one of
association. To the stimulus of a word or phrase,
emotionally meaningful to him, the candidate
responds with further thoughts and feelings
which he associates with the word or phrase
and thus illuminates his original statement. But
if this aspect of the technique is to be effective,
its use requires care. Selecting the particular
word or phrase which will encourage the can-
didate to elaborate further, like any art, becomes
easier with practice.

If the candidate has associations which are
emotionally disturbing to him, he may freeze
up and not respond to any kind of probing. In
such a situation, silence can be used effectively
by the interviewer to encourage the candidate
to talk further. By saying nothing after the
candidate finishes talking, the interviewer indi-
cates he wishes to hear more. Few things can
be as oppressing as silence. Usually, the candi-
date says anything to break the silence, and the
first words he uses after such a pause can be
as meaningful as the silence itself. However,
use of extended silences is a drastic device,
which therefore should be applied sparingly as
a last resort.

Interpretation
The information which -the interviewer ob-

tains must, of course, be skillfully interpreted
if it is to be useful, and it is that function which
I should like to turn to briefly now.

It is difficult to generalize about how to in-
terpret, but there is an important rule regarding
when. Rather than waiting until the end of the
interview, the interviewer will be most success-
ful if he interprets the candidate's material con-
tinuously as the interview unfolds. In this way
he can pinpoint the areas which he wishes to
focus attention on and probe them more deeply.
The indirect approach has been defined as a

search for consistent patterns of behavior and
feelings; the implication is that the interviewer
should not be a passive listener but a very active



one. One incident in the life of the candidate
may have little significance to the interviewer,
but a pattern of similar incidents, even if they
took place under entirely different conditions,
can indicate a good deal about the candidate's
personality. For example:
A candidate says he left his previous job because

of a disagreement with his boss, whom he found to
be a very difficult man to work for. This, in itself,
is of minor significance to the interviewer. How-
ever, this fact alerts the interviewer to explore the
candidate's relationships with bosses on former jobs,
with his teachers in school, and with his father,
because all these people were in a position of au-
thority over him.

As a result, the interviewer discovers that the
candidate had boss trouble on previous jobs, that
he did poorly in school because he could never get
along with his teachers, and that he ran away from
home at the age of 16 because his domineering fa-
ther insisted on regulating his life in every detail.
All these incidents taken together reveal a pattern
of rebellion against authority in any form on the
part of the candidate and a probable inability to ad-
just to any situation in which he would have to
take orders.

But one note of caution is necessary. The in-
terviewer should be careful to avoid the pitfall
of overinterpretation. His assumption should be
that no one event in the candidate's history has
significance unless it can be related to other
similar instances. Only a well-defined pattern
of behavior offers a sound basis for evaluation.

Illustrative Case
Perhaps the best way to illustrate the indirect

interview method of selection is in terms of a
specific case like the following.
The job under consideration was that of pro-

duction foreman in a plant manufacturing a
high-price consumer product. The requirements
were as follows:
Many of the production operations were still

in a developmental stage, and since the process in-
volved the use of high-speed automatic machinery,
a man with practical and theoretical experience in
technical matters was desirable. A basic engineer-
ing background was necessary, though a degree was
not essential. Actual production supervisory expe-
rience was also a requirement.
The company was growing rapidly, and super-

visors were allowed a good deal of freedom of ac-
tion. Thus it was most important to get a man with
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considerable growth potential, and with imagina-
tion, initiative, and ingenuity.

Among the many applicants was John Ray-
mond, a good-looking, husky young man of 29.
His record showed this information:
He had completed one year of engineering col-

lege and enlisted in the Marines, where he was
promoted to Master Sergeant. After discharge, he
had worked for three years as a production foreman
in a company manufacturing metal parts for the
automobile industry. For the previous three years,
he had been an automobile salesman, but he now
wanted to return to a supervisory job in industry.
He was married with two children.

Raymond came to the personnel office in an-
swer to an advertisement. He was first given
a preliminary interview by a screening inter-
viewer, who made a reference check by tele-
phone with his former employer. The metal-
parts firm gave Raymond a strong recommenda-
tion, praising his work as a foreman and saying
he would be rehired if there was an opening
and he reapplied.
Raymond was then given an appointment for

a regular interview. After an exchange of pleas-
antries, the interview got under way. The' fol-
lowing is a verbatim transcript of the actual in-
terview (names and places disguised):
Interviewer: 'We've been in the habit of recording

our interviews on tape recorder so that we can
give you our full attention without taking notes.
Now, if you object in any way, we won't do it.
But it really does help us, and we erase the inter-
view after we go over the material."

Raymond: "I think that's fine. I never had it done
before, but there's always a first time; and since
it will help you, go right ahead."

Interviewer: 'Well, thank you." [Turns on the
machine and studies Raymond's employment
application form until the recorder has warmed
up; then resumes.] "What makes you interested
in a position up here?"

Raymond: 'Well, I was a production supervisor at
the Cathco Company, East Boston, and I liked
it. .... I like that kind of work, and I have a
capacity for that kind of work. You can check
with them and find out, if you like. I left there
because I wanted to make more money. I could
not make it in that particular place due to the
way they operated, so I took a job selling auto-
mobiles, which I am doing at the present time.

"I do make a good living at it, but I don't like
it. It's not interesting enough, and you meet
people but you don't do things, and I do like
supervision and a place where I can work and
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try to develop like I did before. I had, oh, up to
I 00 - more than oo00- people working for
me from time to time down there. They had -
as I told Mr. Hall yesterday -.quite a turnover
of help down there, so that the payroll fluctuates
very greatly due to the nature of their business
with metal stamping, electroplating, and things
like that. I don't know what this job is, I mean,
whether it's something I would fit into or not.

"As I say, all I sell is production supervision,
and that's the extent of what I do know about
this job. If I knew a little bit more, perhaps I
could tell you a little bit more. I am not a clerk;
I am not an engineer. I have very good engineer-
ing ability with machinery and with methods. I
have done a study of work in that capacity be-
fore, but I worked on a different theory than the
engineering setup on it.

"I used to spend a lot of time on the job, learn-
ing how to do every job myself so that any job
which came up for me on the time study, I could
know it. And that's the way I operate, and
whether that's what you want or not, I don't
know ...."

Interviewer: "You say you left Cathco because of
the way they do business?"

To interpolate briefly, notice that the inter-
viewer's initial problem was to select, from Ray-
mond's outpouring, one area on which to focus.
Raymond's statement that he could not make
any more money "due to the way they operated"
seemed meaningful in spite of its vagueness.
The interviewer would have done better to re-
peat Raymond's actual words without waiting,
but the delay did not turn out to be serious.
It should be mentioned also that Raymond's
long monologue was encouraged by the inter-
viewer's frequent nods and general expression
of interest. To continue:

Raymond: 'Well, uh, not because of the way they
do things, but because of the methods they op-
erate under. I couldn't make any more money
there. I made - well, at the time it was ample
for me to get by. But there was no immediate
future in the business for me. In other words,
in the next i o years I couldn't see myself mak-
ing, perhaps - well, what might have amounted
to $ o00o per week, which was what their top
men were getting. And it was just a matter of
time; I would have gotten that. I know that, but
I wanted to see a little further ahead, and I
didn't like the way they treated their help. That
was one thing I didn't like.

"Of course, that was neither here nor there.
That had to be done through the nature of the
business. They got orders that had to be sup-

plied immediately, and it took manpower to do
it. They couldn't carry the force when they
weren't working on orders."

Interviewer: "You say you didn't like the way they
treated their help?"
By asking this question, the interviewer hoped

to get at what Raymond felt to be good person-
nel policies. It is often easier to get the appli-
cant's true opinions by having him project them
into an external situation rather than by asking
for these ideas directly.
Raymond: 'Well, because of that. In other words,

you couldn't give a man a steady employment.
It makes it kind of hard on the worker under
those conditions. Either he isn't satisfied with
his job and you can't make him happy, or the
extra work needs extra production. That is all,
I think. They paid the men well. Working con-
ditions were all right, but that does make kind
of a ticklish situation. As far as the people
themselves were concerned, they were wonder-
ful. They treated me fine."

Interviewer: "You felt their policies were quite
good then, actually?"
This is the summing-up type of question. By

stating a generalization such as this, the inter-
viewer hoped that Raymond would reveal more
of himself either by disagreeing or by qualifying
the generalization.
Raymond: "Yes, I mean their policies were all right,due to the nature of their business. I mean,

after all, you work for a house. That's a diffi-
culty I have in working on the road. I'm a house
man. I always was, ever since I was a youngfellow first starting to work. And I work for a
house for their best interests, and I find it diffi-
cult to work by myself, as I am on the road where
I don't have goals - where I am working on
things to develop. I have a little difficulty in
expressing myself. That's part of it, I guess."
There are several areas of interest here -

an unusual use of the word house, an expression
of a personal limitation, a beginning of self-
evaluation. Already, the interviewer was begin-
ning to penetrate Raymond's defenses; the in-
terview was about to enter a "deeper" level. The
interviewer chose to pursue the subject of goals
further because that was the last thing Raymond
mentioned.
Interviewer: '"You say you have difficulty in finding

goals when you work for yourself?"
Raymond: "Well, in other words selling automo-

biles. It's a little bit different than selling other



things. I can sell a man on a new car that we
have. I happen to sell Ford automobiles, and
I work for a good house. I can go out, and I
know my product, and I can sell a man on the
product. I don't like dickering with a man over
his old car. We have some customers that are
nice customers; you give them a fair price, and
they go along. But we also have the customers
who are going to dicker to every last dime, and
I don't like to dicker like that."

Interviewer: 'What are these goals that you speak
about?"

Note that, in response to the first question
about "goals," Raymond gave no indication of
where his difficulties in this area lay. So the
interviewer persisted in his question, referring
again to Raymond's original statement. This
time he was more successful.
Raymond: "Well, ah, when I worked on production

before, I would have certain things that had to
be scheduled, had to be met - new methods
that I developed on the side myself. In other
words, if I saw that some particular operation
could be speeded up by doing something for it,
I was able to try to develop it. I put time and
effort into developing different methods in or-
der to try and reduce costs, increase speed in
production, or something like that. This was
interesting to me - I really liked it."

Interviewer: 'Who set these goals?"
Raymond: "I set those for myself, actually. It's the

fact that I had something to work with there,
whereas in selling there's no tangible thing to
work on. In other words, in selling it's a matter
of going out and just contacting more people,
and talking to more people. No development or
any real thought to it."

This exchange made it possible for the inter-
viewer to establish rather quickly the fact that
Raymond felt in trouble when he had to work
with intangibles in an ill-defined situation.
Interviewer: 'Well, what about the intangibility of

working with people on jobs?"
Raymond: "That I've always done very well. As I

say, I'd be very happy to have you check with
Cathco on my record there. There was very
little labor trouble; in fact, I had the smallest
amount of labor trouble with my department
of anybody in the place. I used to be able to do
things such as, with a strong union, getting
people to give you a little extra overtime on the
side, and things like that. It was practically un-
heard of in the place."
Note that here the interviewer went too far.

By introducing an idea which was his rather
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than Raymond's, he blocked further discussion.
Raymond froze up, erected his defenses, and
began to justify himself.

Since the interviewer saw no need to return
to the area of "goals," he changed the subject.
He began to explore the specific duties of Ray-
mond's job. In addition to providing the inter-
viewer with some essential data, this tack served
to relax Raymond because it was a subject with
which he was thoroughly familiar.
Interviewer: 'What unions did they have?"
Raymond: "They had the CIO at the time I was

there. They have since changed to the AFL and
back again to the CIO; but the union doesn't
make any difference, as a matter of fact. Just
try to treat the people fairly, that's all. As long
as they give you a fair return and you try to
treat them square, they will work for you."

Interviewer: "These were mostly men working for
you?"

Raymond: "No, mostly women."
Interviewer: 'What kind of an operation was it

that you supervised?"
Raymond: 'Well, first I ran the license plate depart-

ment. Then I went over to the other department
where I ran packing, and I assisted on the plating
in the big shop and was responsible for expedit-
ing in the entire plant. If there was a certain
amount of work to be gotten out for the day,
I was responsible for the whole works right
through. I also did work as the supervisor of
the inspection department, so I knew all of the
operations, and I knew what to do and where
the bottlenecks were and how to get it out."

Interviewer: "How did you ever happen to get a
job like that?"

Raymond: 'Well, I started in there for them before
the war and went in to work for them as a
stock clerk. Then this job opened up with East-
ern Airlines where I went in just as a cleaner
of airplanes, and from that position I was trying
to get into the aircraft mechanics school. I
liked mechanics. But the war closed that down,
I went to work in the war plant. I worked there
as a stock boy for a couple of days, and then I
went on to setting dies and became an inspec-
tor. And from there I went into the service;
and when I got out of the service, I went back
to them."

Interviewer: "Which was that?"
Raymond: "Cathco Company."
Interviewer: "Oh, I see."
Raymond: "I've spent most of my time with them.

They found out that I was a house man, and
they made me the boss and a detective in the
plant. While they did that, I found a few cases
of sabotage during the war, which I turned over
to the FBI. Of course, they knew then how I
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operated and put me into the capacity of more
or less a detective. I was in charge of all the
clerks. I went to school. I went to Wentworth's
for a year to see if I could pick up a little some-
thing, but that didn't seem to increase my knowl-
edge. It didn't increase my ability any with
machinery.
"When I got back from there, I went back in

as a clerk and spent a few weeks at that, and
they just kept moving me right up. I never
stayed down."
Note that Raymond again referred to himself

as a house man and that he also volunteered
some surprising information about his job with
Cathco. The interviewer picked up this lead
quickly.
Interviewer: "This detective job, what did that

entail?"
Raymond: 'Well, we were having a large amount

of stealing. In other words, the workers on piece
work were clipping. Whatever they could think
of, they would clip on. I was supposed to go out
and stop it. I used to work 24 hours a day trying
to do it. I had to cover 3 shifts, but I was able
to ease it down to a point where we were finally
able to get a control on it, so it actually stopped."

Interviewer: "Why did they happen to pick you?"
Raymond: "They knew I was trustworthy, and they

knew I had the ability to handle it. That's all."
Interviewer: "Did you enjoy doing that sort of

thing?"
Raymond: "I enjoy working for the house. It

doesn't make any difference what capacity I get.
When I'm doing something to better the com-
pany, that's what I enjoy doing. And if I can
do it through a job of that type - no, I'll an-
swer a little differently. I don't like a job of that
type. I mean, I think it's a sneaky job. I don't
like a sneaky job, but it had to be done. In
other words, I knew it was a temporary situation,
and somebody had to do it and it might as well
be me because I knew that at least I would try to
get it done the best way possible without having
labor trouble - we had to watch that, too."
Here Raymond had two entirely different re-

actions to the question about his attitude toward
detective work. The first response was probably
the more significant in revealing his true feel-
ings because it was his first thought when the
question was asked. The second contradictory
answer was offered after he thought the ques-
tion out a bit. Raymond probably felt that the
interviewer wanted to hear the second answer.
Interviewer: "When you got out of high school, you

went right to Norwich?"

Raymond: "Yes. When I got out of high school, I
got a job with the First National and then I went
to college. I am not a student, never was. I
don't get very much out of a book. I'll admit it.
But I can do things otherwise, and it was proved
to me, in certain jobs, that I haven't actually
lost anything. Yet I have a common sense which
gets me by, where a lot of times, the fellow
with the book learning, he works as a clerk some
place. I found this all true."

Interviewer: "How did you happen to go to Nor-
wich?"

Raymond: "My brother went there, and I had an
uncle that went there before him. I liked mili-
tary life and, well, followed my brother."

Note that the interviewer constantly asked
Raymond why he did what he did. Raymond, in
response, constantly afforded new glimpses into
the motives for his behavior. He also furnished
fresh leads for the interviewer to follow up.
Interviewer: "How did you actually happen to leave

Norwich?"
Raymond: "Well, I wasn't doing too well, and I

thought that I would join the service. So I went
home, and my Dad wouldn't let me join at that
time because I wasn't old enough. And so he
told me to go to work for a little while, which
I did. After I had another birthday, he let me
go in. The war was on; I guess everybody wanted
to be in. While I was in the service - well, I
did a lot of things that all enlisted men do. Theydo just about everything, but I worked into set-
ting up this special equipment. Link trainers,
gun instructors. And I was considered the best
installation man there was in the service, in the
Marine Corps. They had a man come in from
Honolulu on the third setup job I went on. He
had been in the service quite a number of years.
And this man was given his pick, and I took the
balance; and he installed one machine, and I
installed eleven in the same period of time."

Interviewer: "How did you like the Marine Corps?"
Raymond: "I liked it fine. Fine. Oh, I mean, there

were days that weren't so hot, but there are days
no matter what you do that aren't so hot; but I
liked it. If I was a single man, I might still be
in the service. But I'm not. I've got a family,which has got to be taken care of, and I can't
do it from long distance...."
At this point, the interviewer felt that he had

enough material to evaluate Raymond's suita-
bility for the job. He then spent about three
or four minutes explaining the details of the
job and of company wage policy. At the close
of the interview, Raymond was told that there
were still a number of candidates to be inter-



viewed and that he would be notified of the
next step within a week.
The entire interview took a little less than 20

minutes.

Analysis of Case
From the considerable amount of information

which was disclosed by Raymond, certain re-

peated words, incidents, and motives come to-
gether to form a definite pattern. The following
statements taken by themselves would not neces-
sarily mean anything, but together they add up
to a definite picture of Raymond's personality:

(1) He liked working for a "house" with which
he could identify himself closely.

(2) He found it difficult to work by himself
without definitely established goals; he did not like
intangibles. He disliked selling for this reason.

(3) At the Cathco Company he seemed to fol-
low authority without question to the extent of
doing a distasteful job - that of company spy. He
explained his behavior on the ground that he "en-
joyed working for a house."

(4) His choice of a college was governed by a
"follow the brother" attitude and by the fact that
it was a military school.

(5) He wanted to enlist in the service before he
was i8, but refrained because his father forbade it.

(6) He joined the Marines, the most regimented
of all the services - a completely arranged life.
He enjoyed this kind of ordered existence to the
extent of saying, "If I was a single man, I might
still be in the service."

The picture painted here seems to be one of a
man who finds it difficult to work in any situa-
tion that is not well defined and stable. Under
conditions where he can form a strong identi-
fication with the company, he follows the leader
with an almost blind, unquestioning loyalty.

Since the job for which Raymond was being
considered had ill-defined limits and required a
man with vision, foresight, and imagination, it
seemed evident that Raymond was not the man
to fill it. If he were hired, in all probability he
not only would have done a mediocre job, but
would have become unhappy doing it; he would
not have got the kind of leadership and direction
that he seemed to need.

It needs to be emphasized that isolated inci-
dents or factors such as those referred to from
time to time in the transcript have little signifi-
cance in themselves other than as warning sig-
nals to the interviewer. They put him on notice
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to watch out for other related incidents that
may, tied together, form a consistent pattern.
Even then the interviewer certainly cannot say
the pattern proves beyond a doubt that the can-
didate will behave in a certain predictable way
under a given set of circumstances. However,
he can say that there is a probability that the
candidate will follow the pattern if similar con-
ditions arise in the future.

Contrast the wealth of information uncovered
by the interviewer using the indirect approach
with what he might have learned using more
conventional procedures. The interview might
have gone this way:
Interviewer: 'Well, I see by your application that

you've had about three years' experience in pro-
duction. Is that right?"

Raymond: "Yes, sir, that's right."
Interviewer: "How many people did you supervise?"
Raymond: "About Ioo, men and women; but the

payroll fluctuated a lot because of the way they
did business."

Interviewer: "Oh, I see. We don't have much fluc-
tuation here. Business has been very good since
1949, so you won't have to worry about that. I
suppose you had a good bit to do with processingmetals."

Raymond: "I did get to know a good deal about
stamping, polishing, forming, and electroplat-
ing. Do you have those operations here?"

Interviewer: "No. We do mostly paper processing.
We use special automatic machinery which we
had to design and build ourselves. How are you
with machinery?"

Raymond: "Pretty good, I'd say. Always had a tal-
ent for it since I was a kid. And I really had a
chance to use this ability in the Marines when
I was installing special training equipment. I
guess I was considered one of the best installation
men they had in the Corps at the time."

Interviewer: "Say, were you in the Marines? So
was I What outfit were you with?"
It is hardly necessary to go any further-to

demonstrate how little the interviewer actually
learns about the candidate with such an ap-proach. It is difficult to see how he could have
uncovered any of Raymond's feelings about
being a "house" man, working without goals,
or all the other information that added up to a
consistent pattern of behavior.

Conclusion
In my experience with the indirect meth-

od, I have observed some interesting sidelights.
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Discussing the technique with colleagues, I have
encountered a good deal of hostility as well as
interest This hostility takes the form of mild
horr that "the candiate is being stripped
naked in public." But does not this feeling
negate the prime objective of interviewing for
sdelection?
The basic principles of the indirect method

seem well suited to interviewing aimed at gather-
ing information. in areas other than appraising
candidates. For example, fact finding in griev-
ance cases involving interpersonal relations and
the evaluation of junior executives for placement
or promotion are two areas where the indirect
method may be used advantageously.

Although any technique such as the indirect
approach to interviewing is difficult to evaluate
in objective terms, there is reason for confi-
dence. To cite one example, I was able to com-
pare my interview analyses of some 35 super-
visors with the results of a comprehensive bat-
tery of intelligence and projective personality
tests administered by a trained clinical psycholo-
gist. In only four cases had I failed to catch
ce rtain nt limitations, whereas in the
balance I had gathered --in a sixth of the time
and at less than a twentieth of the cost - much
of the same information as the tests provided,
and had gained a much stronger feeling for the
individual's personality.

In many cases, a candidate for a supervisory
position is interviewed by several executives.
In the discussions following these interviews,
I have been consistently able to support the
others' intuitive feelings and hunches with more
documented information. Follow-up reports on
the progress of new supervisors and junior ex-
ecutives have been most encouraging in the way
they have borne out my initial predictions.
The indirect interview approach is alone in

the way it offers a positive method for evaluating
personality. It is still in the developmental stage
as far as any formalized application is con-
cerned; it has the inevitable limitation of not
ever being complete or precise. But those re-
sponsible for selection of executive personnel can
have more confidence in their appraisals because
they know that, rather than just depending on
intuition, they have also had the benefit of a solid
foundation of information.

Industrial psychology has been developing
such a large and complex body of knowledge
about managerial requirements and capabili-
ties that most companies have felt it wise to
leave more and more of the appraising of candi-
dates to the technicians. With use of the in-
direct interview, that trend may be reversed.
Executives can again take a personal part in
selecting their subordinates and replacements,
and feel their decisions will be sound.
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5,000, AS.O.mS*.;TA CL.US

by

J. ; ..oulkis

Tabriz,, Mz'ar-;h, 19.4

. h.-ve seen mnch of Roberts, the Ameri-an engineer, in t;he cour".: C the
ast ee.c e hais lost his good spirits. He is no longer th esae ;.aan.e.;-t-iay evenitng wo dined together and I found hitu "ecasperated, ;'hen asked if

there wa.; anyrthiag wrong he replied., "It is the whole countri that i3w3.r...5
I:le had Jux't retulrned from a tour of inspection in a villageo in onnor.: h. he
york 13ad nd. progressed an inch and the peasants received hi- bad4y.

The administration of American Point Four in Persia rese.Iblel a eistlI
tec-storied house where two different kinds of activity £.re going o....

Tn the firs"; story, at the political level0 men are occupied ir com.x-x^ing
the Cmnm i st meiace and procuring for the rightist goverment a working
rajority; this br the usual diplomatic means--influence, promises, prop;agan.&..

in the second story, the technical level, a large staff of special-sts is
occupied in improving the living conditions of the Persian peoples IRobeIa ts
is in the second story. Politics hardly interests him. He is engrossed in
wireless, photography, and building. He is a technician, but also a natural.:ly
benevolent man, and the idea of doing a job so useful to humanity pleases
him enormously, Therein his disillusion.

"W]hat do you think" he told me, "I go out there to build them a school
and when they see me coming, the urchins pick up stoneso" In an increcdulous
voice he added, "A schooltl

I believe that Americans in general like schools; above all the priary/
school which is the most democratic. Perhaps among the "Rights of Mnm" none
seems to appeal nrore to them than the right to be educated. It is natur3il
in a socially well evolved country, where other rights are so well guaranteed,
to take such a right for granted. In the recipe for American happine:ss education
pl.ys a fundamental role and in the American imagination a country without
schools must be c. backward country,

But recipes for happiness cannot be exported without being a liW tle
.rodifi.ed Here, America has not sufficiently adapted its own recipe, and it
is from this fact that difficulties arise. For there are things that are
,.orse than countries withou schools; there are countries without justice or
hope, Thus Tabriz, when Roberts arrives with his hand overflowing ard his
bead fPll of philanthropic ideas to which the reality of the town (for each
town has its special reality) gives the lie each day.



+ut, let us ret.r'rn to Roberts schoo, This is the procedurc. Point
Four offers free the laxdi on uvhich to bu.ld the school,: all the mater.als,,
the px' and.Ithe -dv.l For their pirt. the inhabitants of the vll.lage,
all oi wiom-are in way masons trill furnish the labor themselves arid wi.th-
.ut; pay.m nt contruct the school to which they will go to be in;truct v. An
igree-b!hlc -yste-n, which will. function marvelously well in, say ^a ernan or
Firuish ornimanity, le'ere it will not worh, because the inhabitents do not
havrehe piublic spirit which has been attributed to them,

.The months pass, the materials disappear mysteriously0 the school. is
not c'on.i ruct.ed,, No one wants it. It is quite enough to disgu.st the donors.
Roberts is disgustede

ihat do the villagers think? They are a miserable country folko subjected
for genera;cions to a regime of feudal farming. I am sure that no one has
given them a gift, not for centuries. They are not ready to believe in
Father- Christmas. Above all, they are mistrustful, smell a trap, suspect this
generous stranger of wanting something other than that which he says. Misery
has also made them cheats and they think that by not following the instructions
given to thethey will perhaps thwart the schemes which they have not be able
to di-rine.

Tn the second place, this school does not interest them. rhey do not
underst:ani its advantages, they are still not used to it, it is too soon.
khat they r re concerned with is to eat a little more, not to be subject to
they tyra:.ny of the village policemen, to work less hard, or to benefit more
from the Fruits of their labor. For them, the school is a novelty. To
understand it,0 it is necess:ary to reflect, but one cannot reflect properly
with dysenitery and with ul£ceration of an empty stomach soothed with a little
opium. I1 we reflect for them we shall see that reading and writing will
not t:.ae -hem very far as long as the social organization of the country is
not modif.-ed,,

Yext(, the Mullah is opposed to the school. It is his privilege and specialty
to know how to read and to write. He writes the contracts and reads the
pharmacists9 prescriptions. He gives a service and is paid for it. He
has no des;ire to lose his little income. He does not s.%y anything against
the school officiallyt, out in the evenings on the doorstep he gives his
opin;ion and people listen to him,,

From this day the village has an unquiet conscience and does not look
forward to the return of the American with pleasure. If it could be explained
everything would be simple, but it will be badly explained. Uhen Roberts
returns he: will find nei.her the school nor the recognition to which he has
a right, rut clois shifty faces which pretend they know nothing, and urcnhins
rwho cast stones i`i hi-3ay because they well understand the faces of their
parents



'llt l.ion3ly a gap t co^: w'ia..'p I ':ak ;: . :::,'
un erst t Lxis '.. . .o t l'....e ' .L r,., i'
·-3 I. did. ihen hewillwrit.:,i: lsrwepo'rc .h I.L ..] t, z.: :i;'e,:'e, -.f'o .::
t:.. e b ri:g to .kaindon the schi.ool- snd ccnrcenrA;te fi'or,-;:ipl on r:p lc(
ti . o uc.public baths wnicch .re points or focus of e.; 1'ford rrl:S virl2enr
:im'ec-t.ic.ts A certain time '.'i1 pass before his suae':.o:';n /u near ,c
@&rt \t .-..t he is right. But for Point Four to c,'ntinr!e t .fimct:on:e,

M.dttecost;nrIly necessaiy,

Thus il].tijtately tie proble Rcf Roberts' schozol, 4hich is a Iry*bo: i poblci,
wll a,VonAt tie e r .another confront the Am.erica:. tax.,a'e"." M" ax.aer-.-3
the mo:'tgeneroais in the ,wor.d6 but we knotw that he li{es 't.t ibhlnLg shtuld
be donc- his way --nd that he cppireciates results which fTlater hi 3 ;n'i.i.e¥ir.:L:

It is easy to convince Mim that Persian Coimxnis;' is being >ield ixi chec:
yr the -constructioz of0 schools similar to those of wh.cui he has uch z oeanc

m-r.e ry. It is difficult 'toExplain to him tha-at what is goo in 'rmerica c"n'not
be so in Ir-an; that Iran, this old , sickmsan is aller..gic to the usual re .ds
ait (ic'l iJns a special treatmeA:t v

yGits are not always easy to mnake whenn he Thi.drent arfirr th ::s nd
yeary.^".older than .3-nta Claus<
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THE CONDITIONS OF EFFECTIVE LEADERSHIP
IN THE INDUSTRIAL ORGANIZATION

by

Douglas McGregor
President: Antioch College

This discussion of relationships among people at work is written from
the point of view of dynamic psychology which, because of its origin in
the clinic, directs attention to the whole individual living and inter-
acting within a world of other individuals. Life, from the point of view
of dynamic psychology, is a continuous striving to satisfy everchanging
needs in the face of obstacles. The work life is but a segment--although a
large one--of the whole.

THE SETTImG

Within this framework we shall examine some of the important forces
and events in the work situation which aid or hinder the individual as he
strives to satisfy his needs. First of all, we must recognize a fundamental
fact: the direct impact of almost all these forces upon the individual is
through the behavior of other people. This is obvious when we speak of an
order from the boss, or pressures exerted by fellow workers to get the
individual to join a union. It is perhaps less obvious when we speak of the
impact of the business cycle, or the consequences of a fundamental techno-
logical change. Nevertheless, the direct influence of these forces on the
individual--whether he is a worker or a plant manager--occurs through the
medium of the actions of other people. We must include not only the easily
observed actions of others, but subtle, fleeting manifestations of attitude
and emotion to which the individual reacts almost unconsciously.

For purpose of discussion we may arbitrarily divide the actions of
other people which influence the individual in the work situation into three
classes: actions of superiors, of subordinates, and of associates. We
shall limit our attention mainly to the actions of superiors as they affect
the subordinate in his striving to satisfy his needs. This relationship is
logically prior to the others, and it is in many ways the most important
relationship in industry.

The fundamental characteristics of the subordinate-superior relation-
ship are identical whether one talks of the worker and the supervisor, the
assistant superintendent and the superintendent, or the vice-president and
the president. There are, to be sure, differences in the content of the
relationship, and in the relative importance of its characteristics at
different levels of the industrial organization. The underlying aspects, ti
however, are common to all levels.

THE DEPENDENCE OF THE SUBORDINATE

Thea outstanding characteristic of the relationship between the sub-
ordinate and his superiors is his dependence upon them for the satisfaction
of his needs. Industry in our civilization is organized along authoritative
lines. In a fundamental and pervasive sense, the subordinate is dependent
upon his superiors for his job, for the continuity of his employment, for
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promotion with its accompanying satisfactions in the form of increased pay,
responsibility, and prestige, and for a host of other personal and social
satisfactions to be obtained in the work situation.

This dependence is not adequately recognized in our culture. For one

thing, it is not consistent with some of our basic social values. The
emphasis is usually placed upon the importance of the subordinate' s own
efforts in achieving the satisfaction of his needs. Nevertheless, the
dependence is real, and subordinates are not unaware of it. Among workers,
surveys of attitudes invariably place "fair treatment by superiors" toward
the top of the list of factors influencing job satisfaction. And the extent
to which unions have attempted to place restrictions upon management's
authority reflects not only a desire for power but a conscious attempt to
reduce the dcpendence of workers upon their bosses.

Psychologically the dependence of the subordinate upon his superiors
is a fact of extraordinary significance, in part because of its emotional
similarity to the dependence characteristic of another earlier relationship:
that between the child and his parents. The similarity is more than an
analogy. The adult subordinate's dependence upon his superiors actually
reawakens certain emotions and attitudes which were part of his childhood
relationship with his parents, and which apparently have long since been
outgrown. The adult is usually unaware of the similarity because most of
this complex of childhood has been repressed. Although the emotions in-
fluence his behavior, they are not accessible to consciousness under ordin-
ary circumstances.

Superficially it may seem absurd to compare these two relationships,
but one cannot observe human behavior in industry without being struck by
the fundamental similarity between them. Space limitations prevent elabo-
ration of this point here, in spite of its great importance.

There are certain inevitable consequences of the dependence of the
subordinate upon his superiors. The success or failure of the relationship
depends on the way in which these consequences are handled. An under-
standing of them provides a more useful basis than the usual "rules of
thumb" for a consideration of problems of the subordinate will be discussed
under two main headings: (1) the necessity for security in the work
situation and (2) the necessity for self-realization.

THE NECESSITY FOR SECURITY

Subordinates will struggle to protect themselves against real or -

imaginated threats to the satisfaction of their needs in the work situation.
Analysis of this protective behavior suggests that the actions of superiors
are frequently perceived as the source of the threats. Before subordinates
can believe that it is possible to satisfy their wants in the work situ-
ation, they must acquire .a convincing sense of security in their dependent
relationship to their superiors.

Management has recognized the financial aspects of this need for
security, and has attempted to provide for it by means of employee retire-
ment plans, health and accident insurance, the encouragement of employee
credit unions, and even guaranteed annual wages. However, this recognition
does not get at the heart of the problem: the personal dependence of the
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subordinate upon the judgments and decisions of his superiors.

Labor unions have attached the problem more directly in their attempts
to obtain rules governing promotions and layoffs, grievance procedures,
arbitration provisions, and protection against arbitrary changes in work-
loads and rates. One important purpose of such "protective" features in
union contracts is to restrict superiors in the making of decisions which,
from the worker's point of view, are arbitrary and threatening. They help
to provide the subordinate with a measure of security despite his depen-
dence on his superiors.

THE CONDITIONS OF SECURITY: AN ATMOSPHERE OF APPROVAL

There are three major aspects of the subordinate-superior relation-
ship--at any level of the organization-which affect the subordinate. The
most important of these is what we may term the "atmosphere" created by
the superior. This atmosphere is revealed not by what the superior does
but by the manner in which he does it, and by his underlying attitude
toward his subordinates. It is relatively independent of the strictness
of the superior's discipline, or the standards of performance which he
demands.

A foreman who had unwittingly created such an atmosphere attempted to
establish a rule that union officials should obtain his permission when
they left the job to meet with higher management, and report to him when
they returned. This entirely reasonable action aroused intense resentment,
although the same rule was readily accepted by union officials in another
part of the plant. The specific actions were unimportant except in terms
of the background against which the subordinates perceived them: an
atmosphere of disapproval in the one case and of approval in the other.

Security for subordinates is possible only when they know they have
the genuine approval of their superior. If the atmosphere is equivocal,
or one of disapproval, they can have no assurance that their needs will be
satisfied, regardless of what they do. In the absence of a genuine atti-
tude of approval subordinates are threatened, fearful, insecure. Even
neutral and innocuous actions of the superior are regarded with suspicion.
Effective discipline is impossible, high standards of performance cannot
be maintained, "sabotage" of the superior's efforts is almost inevitable.
Resistance, antogonism and ultimately open rebellion are the consequences.

THE CONDITIONS OF SECURITY: KNOWLEDGE

The second requirement for the subordinate's security is knowledge.
He must know what is expected of him. Otherwise he may, through errors of
commission or omission, interfere with the satisfaction of his own needs.
There are several kinds of knowledge which the subordinate requires:

1. Knowledge of over-all company policy and management philosophy.
Security is impossible in a world fshiting foundations. This fact was
convincingly demonstrated--to management in particular--during the first
few months of the existence of the War Labor Board. The cry for a national
labor policy was frequently heard. "Without it we don't know how to act."
Likewise, subordinates in the individual company require a knowledge of the
broad policy and philosophy of top management.



2. Knowledge of procedures, rules and regulations. Without this
knowledge, the subordinate can only learn by trial and error, and the
threat of punishment because of innocent infractions hangs always over his
head.

3. Knowledge of the requirements of the subordinate' s own : his
duties responsibilties, and place in the organization. It is surprising
howp often subordinates (particularly within the management organization)
are unable to obtain this essential knowledge. Lacking it, one can never
be sure when to make a decision or when to refer the matter to someone
else; when to act or when to "pass the buck." The potential dangers in
this kind of insecurity areareapparent upon the most casual consideration

4. Knowledge of the personal peculiarities of the subordinate's
immediate superior. The good salesman never approaches a new prospect with-
out learning all be can about his interests, habits, prejudices, and
opinions. The subordinate must sell himself to his superior, and conse-
quently such knowledge is indispensable to him. Does the boss demand
initiative and originality or does he want to make all the decisions him-
self? What are the unpardonable sins, thethethings this superior never for-
gives or forgets? What are his soft spots, and what are his blind spots?
There can be no security for the subordinate until he has discovered the
answers to these questions.

5. Knowledge fb the subordinate of the superiors opinion of his
performance. Where do I stand? How am I doing? To know where you stand
in the eyes of your superiors is to know what you must do in order to
satisfy your needs. Lacking this knowledge, the subordinate can have, at
best, only a false sense ofsee curity.

6. Advance knowledge of changes that may affect the subordinate*
Resistance to change is a common phenomenon among employees in industry.
One of the fundamental reasons is the effect of unpredictable changes upon
security. If the subordinate knows that he will always be given adequate
warning of changes, and an understanding of the reasons for them, he does
not fear them half so much. Conversely, the normal inertia of human habits
is tremendously reinforced when one must be forever prepared against un-
foreseen changes in policy, rules, methods of work, or even in the contin-
uity of employment and wages.

It is not necessary to turn to industry for evidence in support of the
principles outlined above. Everywhere in our world today we see the conse-
quence of the insecurity caused by our inability to know what we need to
know in order to insure even partially the satisfaction of our needs.
Knowledge is power, primarily because it decreases dependence upon the un-
known and unpredictable.

THE CONDITIO3S OF SECURITY: CONSISTENT DISCIPLINE

The third requirement for the subordinates security in his relation-
ship of dependence on his superiors is that of consistent discipline. It
is a fact often unrecognized that discipline may take the form of positive
support for "right" actions as well as criticism and punishment for "wrong"
ones. The subordinate, in order to be secure, requires consistent disci-
pline in both senses.

4.
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He requires first of all the strong and willing backing of his super-
iors for those actions which are in accord with what is expected of him.
There is much talk among some managements about superiors who fail to
"back up" their subordinates. The insecurity that arises when a subor-
dinate does-not know under what conditions he will be backed up leads him
to "keep his neck pulled in" at all times. Buck-passing and its conse-
quent frictions and resentment are inevitable under such circumstances.

Given a clear knowledge of what is expected of him, the subordinate
requires in addition the definite assurance that he will have the un-
qualified support of his superiors so long as his actions are consistent
with those policies and are taken within the limits of his responsibility.
Only then can he have the security and confidence that will enable him to
do his job well.

At the same time the subordinate must know that failure to live up to
his responsibilities, or to observe the rules which are established, will
result in punishment. Every individual has many wants which conflict with
the demands of his job. If he knows that breaking the rules to satisfy
these wants will almost inevitably' result in the frustration of his vital
long-range needs, selfdiscipline will be less difficult. If, on the
other hand, discipline is inconsistent and uncertain, he may be unnecess-
arily denying himself satisfaction by obeying the rules. The insecurity,
born of uncertainty and of guilt, which is inevitably a consequence of
lax discipline, is unpleasant and painful for the subordinate.

What frequently happens is this: The superior, in trying to be a
"good fellow," fails to maintain discipline and to obtain the standards
of performance which are necessary. His subordinates--human beings striv-
ing to satisfy their needs--"take advantage of the situation." The
superior then begins to disapprove of his subordinates (in spite of the
fact that he is to blame for their behavior). Perhaps he "cracks down" on
them, perhaps he simply grows more and more critical and disapproving. In
either event, because he has failed to establish consistent discipline in
an atmosphere of genuine approval, they are threatened. The combination
of guilt and insecurity on the part of the subordinates leads easily to
antagonism, and therefore to further actions of which the superior dis-
approves. Thus a vicious circle of disapproval--antagonistic acts--more
disapproval--more antagonistic acts is set up. In the end it becomes
extremely difficult to remedy a situation of this kind because both
superior and subordinates have a chip-on-the-shoulder attitude which must
be abolished before the relationship can improve.

Every subordinate, then, requires the security of knowing that he can
count on the firm support of his superiors for doing what is "right," and
firm pressure (even punishment) to prevent his doing what is "wrong." But
this discipline must be established and maintained in an atmosphere of
approval. Otherwise, the subordinate's suspicion and resentment of his
superiors will lead to the opposite reaction from the desired one. A mild
degree of discipline is sufficient in an atmosphere of approval; even the
most severe discipline will in the end be unsuccessful in an atmosphere of
disapproval. The behavior of the people in the occupied countries of
Europe provided a convincing demonstration of this psychological principle.
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THE NECESSITY FOR INDEPENDENCE

When the subordinate has achieved a reasonable degree of genuine
security in his relationship to his superiors, he will begin to seek ways
of utilizing more fully his capacities and skills, of achieving through
his own efforts a larger degree of satisfaction from his work. Given
security, the subordinate seeks to develop himself. This active search
for independence is constructive and healthy. It is collaborative and
friendly, yet genuinely self-assertive.

If, on the other hand, the subordinate feels that his dependence on
his superiors is extreme, and if he lacks security, he will fight blindly
for freedom. This reactive struggle for independence is founded on fear
and hatred. It leads to friction and strife, and it tends to perpetuate
itself because it interferes with the development of an atmosphere of
approval which is essential to security.

These two fundamentally opposite ways in which subordinates seek to
acquire independence have entirely different consequences. Since we are
concerned with the conditions of the successful subordinate-superior re-
lationship, we shall emphasize the active rather than the reactive striv-
ing for independence.

THE CONDITIONS OF ACTIVE INDEPENDENCE: PARTICIPATION

One of the most important conditions of the subordinate's growth and
development centers around his opportunities to express his ideals and to
contribute his suggestions before his superiors take action on matters
which involve him. Through participation of this kind he becomes more and
more aware of his superiors' problems, and he obtains a genuine satis-
faction in knowing that his opinions and ideas are given consideration in
the search for solutions.

Participation of this kind is fairly prevalent in the upper levels of
industrial organizations. It is often entirely lacking further down the
line. Some people insist that the proponents of participation at the
lower levels of industry are unrealistic idealists. However, there are
highly successful instances in existence of "consultative supervision,"
"multiple management," and "union-management cooperation." The important
point is that participation cannot be successful unless the conditions of
security are adequately met. Many failures among the wartime Labor-
Management Production Drive Committees could be traced directly to this
fundamental fact that active independence cannot be achieved in the
absence of adequate security.

There is a real challenge and a deep satisfaction for the subordinate
who is given the opportunity to aid in the solution of the difficult but
fascinating problems that arise daily in any industrial organization. The
superior who, having provided security for his subordinates, encourages
them to accept this challenge and to strive with him to obtain this satis-
faction, is almost invariably surprised at the fruitfulness of the results.
The president of one company remarked, after a few management conferences
designed to encourage this kind of participation, that he had never before
realized in considering his problems how many alternative possibilities
were available, nor how inadequate had been the knowledge upon which he
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based his decisions. Contrary to the usual opinion, this discovery is as
likely at the bottom of an organization as at the top, once the initial
feelings of inadequacy and hesitancy among workers are overcome.

The genuine collaboration among all the members of an industrial organ-
ization which is eulogized by "impractical idealists" is actually quite
possible. But it can only begin to emerge when the mechanisms of genuine
participation become an extablished part of the organization routines.

CONDITIONS OF ACTIVE INDEPENDENCE: RESPONSIBILITY

A corollary of the desire for participation is a desire for responsi-
bility. It is another manifestation of the active search for independence.
Insecure or rebellious subordinates--seeking independence in the reactive
sense--do not accept responsibility. They are seeking freedom, not the
opportunity for self-realization and development.

The willingness to assume responsibility is a genuine maturational
phenomenon. Just as children cannot grasp the meaning of the albegraic use
of symbols until their intellectual development has reached a certain level,
so subordinates cannot accept responsibility until they have achieved a
certain degree of emotional security in their relationship to their super-
iors. Then they want it. They accept it with obvious pleasure and pride.
And if it is given to them gradually, so that they are not suddenly made
insecure again by too great a load of it, they will continue to accept more
and more.

The process of granting responsibility to subordinates is a delicate
one. There are vast individual differences in tolerance for the inevitable
pressures and insecurities attendant upon the acceptance of responsibility.
Some subordinates seem to be content to achieve a high degree of security
without independence. Others thrive on the risks and the dangers of being
"on their own." However, there are few subordinates whose capabilities in
this direction are fully realized. It is unwise to attribute the absence
of a desire for responsibility to the individual's personality alone until
one has made certain that his relationship to his superiors is genuinely
secure.

Many superiors are themselves so insecure that they cannot run the
risk of being responsible for their subordinates' mistakes. Often they are
unconsciously afraid to have capable and developing subordinates. The
delegation of responsibility, as well as its acceptance, requires a confi-
dent and secure relationship with onets superiors.

CONDITIONS OF ACTIVE INDEPENDENCE:
THS RIGHT OF APPEAL

There are occasions when subordinates differ redically but sincerely
with their superiors on important questions. Unless the superior follows
an "appeasement" policy (which in the end will cost him his subordinates'
respect), there exists in such disagreement the possibility of an ex-
aggerated feeling of dependence and helplessness in the minds of the subor-
dinates. They disagree for reasons which seem to them sound; yet they must
defer to the judgment of one person whom they know to be fallible.
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If these occasions are too frequent, the subordinates will be blocked
in their search for independence, and they may readily revert to a reactive
struggle; The wayr out of the dilemna is to provide the subordinate with a
mechanism for appealing his superior's decisions to a higher level of the
organizations The subordinate cdn then have at hand a check upon the
correctness and faimress of his superior's actions. His feeling of indepen-
dence is thereby increased.

This is one of the justifidations for an adequate grievance procedure
for workers. All too often, however, there is no similar mechanism provid-
ed for members of management. To be sure, in the absence of a union it is
difficult to safeguard the individaul against retaliative measures by his
immediate superior, but it is possible to guarantee a reasonable degree of
protection.

If the relationship between subordinate and superior is a successful
one, the right of appeal may rarely be exercised. Nevertheless, the aware-
ness that it is there to be used when needed provides the subordinate with
a feeling of independence which is not otherwise possible.

SUMMARY

The subordinate in the industrial organization is dependent for the
satisfaction of many of his vital needs upon the behavior and attitudes of
his superiors. He requires, therefore, a feeling of confidence that he can
satisfy his needs if he does what is expected of him. Given this security,
he requires opportunities for self-realization and development.

Among the conditions influencing the subordinate's feelings of security
are: (1) an "atmosphere" of approval, (2) knowledge of what is expected of
him, and of how well he is measuring up to these expectations, (3) fore-
warning of changes that may affect him, and (4) consistent discipline both
in the form of backing when he is "right" and in the form of punishment
when he Is "wrong."

The conditions under which the subordinate can realize his own po-
tentialities include: (1) an adequate sense of security in relation to his
superiors, (2) opportunities to participate in the solution of problems and
in the discussion of actions which may affect him, (3) the opportunity to
assume responsibility as he becomes ready for it, and (4) the right of
appeal over the head of his immediate superior.

These conditions are minimal. Upon their fulfillment in some degree
rests the success or failure of the subordinate-superior relationship at
every level of the industrial organization from that of the vice-president
to that of t he worker.



Empathy: Managemlent's Greatest Need
Bv ROBERT N. McMI'RRY

Being able to imagine yourself in another person's position is an asset for a

supervisor or an executive. However, the initiative for improvement
in this area must come from management.

Reprinted from ADVANCED MANAGEMENT
Published By

Society for Advancement of Management, Inc.
74 Fifth Avenue, New York 11, New York

July 1953



Empathy: Management's Greatest Need
By ROBERT N. McMURRY

Being able to imagine yourself in another person's position is an asset for a

supervisor or an executive. However, the initiative for improvement
in this area must come from management.

F ROM TIME to time George French has
wondered why he is so manifestly

and inescapably unpopular. He cannot
understand it. He has always tried to
do the right thing. In fact, he has often
gone out of his way to be helpful.
As a department head with the Booth

Manufacturing Company, he has re-
garded it as his duty to help his sub.
ordinates to improve themselves in
every way. As a result he has always
made it his practice periodically to
counsel with them and point out their
shortcomings to them. That they have
not always been wholly receptive to his
constructive criticisms is one of the
crosses he has had to reconcile himself
to bear. Nevertheless, in spite of this,
he still feels it is his duty to help them
in this way.

His father, whom he has always
greatly admired and tried to emulate,
had always told him that one of his
greatest obligations in life was to help
his fellow man. In consequence, he has
persevered, even though his subordinates
have not only frequently failed to fol-
low his advice, but some have gone so
far as to nickname him the "Broadaxe
of Dept. 126."

All his life he has dedicated himself
to doing his duty, however painful
though it might be. Early in his life
his father gave him a set of maxims
which he has tried to follow faithfully,
regardless of how strongly he might
be tempted to swerve from the path of
duty. These maxims are:

1. Always respect your superiors
(they have had more experience and
know their jobs or they would not be
in them).

2. Always follow instructions as giv-
en (there is a good reason for every
rule).

3. Always be honest and forthright
in your dealings with others (while
some may not like it, they will respect
you for it).
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4. Always put the interests of your
employer before your own (this is one
of the best ways to make progress on
your job).

5. Always try to help others, even
though they may not be appreciative
of it.

It has not always been easy for
George to follow his father's admoni-
tions. Some of his decisions have been
hard for him to make. There was, for
example, the case of old Pete Rogers.
Pete had been with the company for 35
years. When it came time for him to
retire, a review of his personnel file
revealed that, due to a clerical error,
he had never been officially listed as an
employee with the insurance company
which administered the retirement trust.

In consequence, technically Pete was

not eligible for a pension. George had
tried to explain to Pete that while it
was unfortunate, mishaps of this char-
acter did occur and that there was noth-
ing that he could do to help him. When
Pete protested, he had even shown him
the contract with the insurance com-
pany which stated explicitly the condi-
tions under which employees were eligi-
ble for a pension, and had explained
why he was ineligible. He hadn't liked
to deal with such situations, but a rule
is a rule.
Then there was the case of Molly

Stevenson. Molly was a clerk in his
department handling the first step in
processing orders received from cus-

tomers. With the help of the company's
methods expert, he had worked out
performance standards for each clerk's
activities. In this way he knew exactly
what each girl should be expected to
produce.
Molly had originally been one of his

best and most faithful performers. Her
work was accurate, and she spent little
time in the washroom or in idle talk
with the other girls. But over a period
of time, her work had begun to.deterio-
rate both in quantity and quality. He
had spoken to her about it on several
occasions. Each time she had promised
to improve and for a short time she had.
Later, she had slipped back, each time
a little further.

In the meantime, he had heard that
Molly's widowed mother, of whom she
was the sole support, was suffering
from cancer and that Molly was at-
tempting to care for her at night to
save the cost of a nurse. He suspected
that this might be the reason her work
was suffering. Hence, when ihe next
talked to Molly he had told her that
she would have to find someone to care
for her mother at night because it was
affecting her work.

Molly burst into tears and said she
would try but she didn't know whether
she could because doctor bills were
already taking everything she earned.
He had said that he understood, but
that she must remember that her work
must come first if she expected to stay



in his department. She promised that
she would try and for a while did show
some improvement.

Ultimately, however, her perform-
ance had shown a further retrogression
and it had been necessary for him to
call her in and release her. He had ex-

iplained and she agreed that he had
given her fair and ample warning. He
had hated to do this, but his conscience
was clear. She had been unable to meet
the department's production standard;
she had been warned; she had to be
replaced.

Persons like George are not intention-
ally cruel. They are not overt sadists;
they derive no immediate personal sat-
isfaction from making others unhappy.
They are, of course, pleased with the
power they have over others. If the ex-
ercise of this power results in suffering,
they may even feel a momentary pang
of regret that it is they who have been
chosen as the instruments through
whom circumstances or a higher au-
thority have chosen to act. Such experi-
ences are unpleasant, they admit, but
they are all part of the day's task. They
constitute one of the less pleasant as-
pects of the supervisor's work.

In short, such persons are neither
vicious nor vindictive; they are simply
incapable of empathy, of emotional
resonance, of the capacity to put them-
selves in the place of another and re-

spond as he does. In simple terms, they
are completely and totally insensible to
the needs or feelings of others. They
have no insight into or real interest in
people.
They regard people in the same casu-

al, detached impersonal manner that they
think of inanimate objects or animals.
If a pair of shoes wears out, they are
discarded; if a pet develops distemper,
he is destroyed; if an employee ceases
to be productive, he is taken off the
payroll. It is this quality of complete
conscienceless unconcern for others
which reaches its apex, its finest flower-
ing. in the ruthless dictator, e.g., Stalin;
in the "torpedo" (the professional kil-
ler); or in the master of a mass exter-
mination establiish ment such as Buchen-
wald.

Most individuals who lack empathy
are not inhuman in a calculated manner:
they are simply persons who find it dif-
ficult or iml)ossilble to form attachments
to people. They cann'ot make even mini-
mal emotionai itnveslments in others.
'heir capacity for affection. even in-

terest in anyone outside of themselves,
is usually quite limited.
What little warmth and love they

have is jealously hoarded within their
own egos and is lavished almost exclu-
sively on themselves. Such persons are
frequently not unfriendly; they may
even be quite affable, especially with
their superiors and associates. Often
they are very public-spirited and gen-
erous, but always in a rather imper-
sonal manner.

Hereditary or Environmental?
No one knows precisely why some

individuals have a marked capacity for
empathy, some less, and some practic-
ally none at all. It is probable that
constitutional (inherited) factors may
have a part to play. It is more likely,
however, that early environmental fac-
tors have a vital influence in deter-
mining the degree of empathy of which
a person may be capable.
Where the child has been reared in

a cold, loveless, rigid, and overdemand-
ing environment or one in which he has
known little emotional security (his
parents may have given him material
benefits but little or uncertain affec-
tion), he may have feared to invest
love or even interest in others for fear
that it would not be reciprocated. Liv-
ing always under the threat of emotion-
al rejection by those from whom he
seeks support and love, he dares not
risk permitting himself to become too
closely attached to others. They might
(and perhaps have done so) reject his
timid advances. In such instances, it is
safer to hoard one's love within one-
self.

People vs. Things
Under such circumstances. it is nat-

ural for an individual to turn his field
of interest from people to things.
Things are not expected to be a source
of love; therefore, they cannot reject
and hurt. They are emotionally safe.
In addition, in a scientific age such as
the presents things can be both fascinat-
ing and challenging. In consequence.
they have tremendous appeal to many.

iparticularly those who are especially
sensitive to rejection. ,

Also in the American society of to-
day. a preoccupation with things is
highly acceptable socially. This is the
"scientific age." and science. until very
recently, has concentrated its activities

almost exclusively on things rather than
on people. It is not surprising, there-
fore, that business and industry with
their emphasis on production. research.
accounting, engineering, and finance
have had unusual appeal to "thing.
minded" persons.
Even sales work. which presumes to

deal with people, has been largely me-
chanized through the introduction of re-
search designed to determine the best
means of exploiting the public's wants
and needs through advertising and other
standardized marketing techniques.

In consequence, business and industry
probably have a higher concentration
of predominantly thing-minded persons
than do many of the professions, e.g.,
medicine, the church, and the arts. And
from a purely materialistic point of
view this is probably advantageous.
A single-minded concentration on

things by management with less regard
for humanitarian considerations has
probably contributed largely to the in-
dustrial development of this country.
It has doubtless resulted in a vast con-
tribution to the national product and
the tremendous improvement in the
American standard of living which has
accompanied it. Whether this growth
and increase in effiiciency has also some-
times been at the cost of human well-
being is a debatable question.

Certainly many of the frictions and
conflicts which now plague business and
industry may be attributed to the extent
to which business management today
is permeated with George Frenches-
dynamic, efficient, loyal, and creative
administrators who are also largely or
totally insensitive to the needs. prob-
lems. and anxieties of the people with
whom they work and whom they su.

pervise.
The Union as Defender

Probably the best evidence of the
acuteness of this problem is to be seen
in the rapidity of the growth of the
labor movement, once the social and
legal shackles were removed from it.
There are many conditions which influ-
ence workers' decisions to join unions.
But one of the chief of these is the
feeling on their part that management's
points of view and attitudes lack an
understanding for and appreciation of
employee needs and problems. This.
they recognize, is due in part to failures
of intra-company communication--
management is literally ignorant of



much that affects its people. But even
when improved communication tech-
niques have been introduced so that
management is adequately informed, it
is still often reluctant to take what the
employees regard as needed action.
Hence, many feel that they need a
union as a defense against manage-
ment's ignorance, indifference, or in-
transigence.

It is not that most workers distrust
management's basic motives: The old
stereotype of the capitalist as a hard-
eyed, blood-sucking leech, mercilessly
exploiting the helpless proletariat, has
been relegated chiefly to Communist
propaganda circles. Most employees are
sufficiently sophisticated to know that
top and middle management is com-
posed of hired hands whose positions
are fundamentally no different from
theirs, except that the pressures are
greater.
What they resent is managements

blithe assumption that it already knows,
on an a priori basis, what its subordi-
nates need and how their problems
should be handled. Too many manage-
ment policies reflect either a complete
ignorance of what is actually transpir-
ing at the worker level or a total dis-
regard for employee sensibilities and
needs.

Typical of this latter type of thinking
was that shown by the manager of an
eighty-year-old plant which was being
closed because it was no longer com-
petitive. He told his employees, many
of whom had over 30 years' service,
that he would give separation allow-
ances only to those who were too old
and feeble to obtain employment else-
where.

This manager was not deliberately
and willfully attempting to be cruel.
He was simply shortsighted. By exclud-
ing all but those who were manifestly
incapable of other employment, he (by
profession an engineer) estimated that
he could save his employers approxi-
mately $30,000.

It never occurred to him to consider
what $200 or $300 would mean to an
aging employee who had given the best
years of his life to the company. This
was because he was completely without
empathy. He lacked entirely the capac-
ity to put himself in his people's shoes.
He was a rational automaton to whom
peol)le are merely ciphers and are to
be treated as such.

It is largely because industry has

more than its quota of such executives
that the unions have had such a rapid
growth and continue to have the sup-
port of their members. The union, ,after
all, constitutes their sole defense against
such management.

The Schism in Attitudes
More immediately, however, this lack

of empathy by supervisors and execu-
tives at every level is productive of
many misunderstandings and conflicts
in the course of day-to-day operations.
These arise out of what may be termed
"conflicts of attitudes."
An example may be seen in the dif-

ference between management and union
attitudes toward incentive compensation
based upon time studies. Management
considers such incentives to be quite
legitimate, even somewhat generous
since they enable the employee to share
in the rewards of any additional effort
which he expends. The unions, on the
other hand, as well as many employees.
regard them as instruments for the
"speed-up," the conscienceless exploita-
tion of the worker through appeals to
his avarice.

Here may be seen the same technique
of management as looked at from two
violently opposed points of view: Those
of management and labor. The attitudes
of management are enthusiastic; that of
labor is bitterly in opposition. Further-
more, neither has either sympathy or
understanding for the other's point of
view. Nor is either desirous of learning
to understand the bases for the others
attitudes. Each group is monolithic in
its opposition to the viewpoint of the
other.

Furthermore, this conflict is based on
no coldly rational difference of inter-
pretation of the evidence; it is highly
toned emotionally. Feelings run riot on
both sides. Arguments pro and con are
vigorously impassioned; factual evi-
dence gives way to elaborate rationali-
zations; the level of discourse ascends
higher and higher on the ladder of ab-
straction.

As the contestants become farther
and farther removed from reality in
their discussions, the higher and shriller
becomes the emotional tone of their
arguments. Ultimately, an impasse is
reached. The parties to the conflict are
so far apart that there is no hope for
its resolution. The outcome is an uneasy
state of armed tru'e. The net result is
that time study rates become in them-

selves a symbol of management-labor
conflict. Obviously, this does not en-
hance their effectiveness as incentives.
(On the average, 70% of union griev-
ances center on time study rates.)

This illustrates the fact that a lack of
sympathy for others' points of view
is not confined to supervisors and com-

pany executives. It is equally common

among ranK-and-file workers and their
union representatives. Neither they nor
members of management are able suc-

cessfully to place themselves in the
positions of those with whom they are
in disagreement or are even desirous
of attempting to do so.

In short, the cause of much industrial
strife is to be found less in the specific
practices and policies at issue and more
in the attitudes of their protagonists
and opponents toward them. It is not
the thing in itself which is significant
but the feelings which are associated
with it. It is they which cause and per.
petuate the difficultv. Therefore, if the
conflict is to be resolved, the first step
is to change the parties' attitudes toward
the matter at issue.

Changing Antagonistic Attitudes
Superficially, this appears to be easy.

It would seem to be only a matter of
the clarification of misunderstandings.
Given all of the facts it should not ap-
pear to be difficult for both parties to
see the logic of the situation and reach
an agreement. This would be true if
both could observe the identical facts
from the same perspective, i.e., objec-
tively and without bias. This, unfor-
tunately, is where the difficulty arises.
No one can ever be entirely objective

about anything: He is always to some de-
gree the prisoner of his preconceptions.
In short, he has an attitude toward
every issue with which he comes into
contact. Further. each attitude has some
(usually considerable) emotional ton-
ing or coloring. In other words, every-
one is likely to feel at least reasonably
strongly on nearly every issue toward
which he has a well-established attitude.

If these feelings were strictly ration-
al, they might be amenable to influence
by logic. Unfortunately, they are not.
Two factors influence them: The first
of these is the displacement of affect.
By this is meant the extent to which at-
titudes which are generated by one set
of circumstances and which may well
have been appropriate and justified are
shifted or "displaced" on to other quite



foreign and often inappropriate objects.
A common example is the young man

who (entirely unconsciously) displaces
llis hostilities toward his father onto
his foreman. The father may have been
an unconscionable autocrat, the fore-
man a mild. ineffective, and well-inten-
tioned nonentity, but both are "author-
itv figures." The young man's resent-
ments toward authority, as embodied in
his father, can easily, and frequently
do, displace onto the foreman. This is
not because the foreman is arbitrary or
demanding. It is simply because he.
like the father, symbolizes authority.
tThis, incidently, explains why so many
young people are drawn to Communism
which purports to be dedicated to the
destruction of intrenched authority.)
The second factor influencing feel-

ings is the extent to which these atti-
tudes are the products of deep-seated
needs (many of which are not socially
acceptable), hostilities, and anxieties.
The high emotional toning which many
of them carry likewise gives them a
somewhat irrational quality. This is
because their roots extend far back into
the individual's infancy, and they have
retained many of the prelogical char-
acteristics of the child's thinking. They
have been formed and colored by early
environmental and subsequent cultural
influences.
Among these influences are such fac-

tors as the individual's cultural herit-
age, economic level, occupational status,
education, character of associates, po-
litical beliefs, and specific experiences
on the job (relations with supervision,
the union, etc.). Of particular signifi-
cance also are the characteristics of the
persons with whom he has identified
himself in the course of his develop-
ment. (If the ideal he strove to emulate
was John D. Rockefeller. he would have
radically different attitudes toward
management than would be the case
had John L. Lewis been his hero.)
The Menace of Inflexibility

Because the roots of most of every-
one's attitudes are deeply buried in his
past. their sources. even their very exist-
ence. are almost entirely unknown to
him. Furthermore. because of their long
standing they are also practically im-
mutable. They have become firmly em-
bedded in his personality. The holder
will, in consequence, defend them liter-
ally to the death. He does not know he
acquired them; he is not even too great-

ly concerned about their consistency or

logic. He is convinced of one thing
only: What he believes is right. Such
mental sets as these are encountered
frequently in the field of politics, e.g.,
the unreconstructed Democrat who still
votes as his pappy did and whose motto
is: "Right or wrong, I'll always be a
Democrat." Unfortunately, such firmly
held attitudes are not confined to poli-
tics; they are equally common in the
field of labor-management relations.
As a result, neither workers nor their

union representatives nor members of
management can approach most of the
issues on which conflict exists objec-
tively and with an open mind. Each
has his own particular constellation of
attitudes on every topic. Furthermore,
each is not only convinced that his at-
titudes are the only right ones, but
that any opinions which differ from his
are irrevocably and indisputably wrong.
This makes agreement almost complete-
ly impossible.

Since neither party to the dispute
actually has much solid, factual ground
for his opinions (he is probably dis-
cussing the "interpretation" of the facts
at issue), he is more likely chiefly to
be expressing his attitudes. Hence, it is
obvious that any meeting of the minds
will be difficult to bring about. Not only
will each party to the dispute find it
difficult to place himself in the posi-
tion of the other, but assuming that one
or the other tries. he will still have
difficulty in accepting the viewpoint of
his opponent.

Thus, the major problem facing in-
dustry, if it is to enjoy labor peace and
the benefits of good employee morale,
is a twofold one: First, it must stimulate
a higher degree of empathy in its su-
pervisors and executives to improve
their immediate handling of their in-
terpersonal relationships. Secondly, it
must arouse management to a clearer
awareness of the part that its own at-
titudes play in clouding and biasing its
analysis of the labor relations problems
with which it is faced.

Management Initiative
Most important, it must recognize

that the initiative for improvement in
this area must come principally from
management itself, first, because empha-
thy is one of the prime requisites for
success as a supervisor or executive and
secondly, because neither the mass of
the workers nor their union representa-

tives, generally, have any reason to be
aware that there may be an element of
illogic in their attitudes and beliefs.
The unions, being part of a "move-

ment," rarely question the essential
rightness of their goals and the means

employed to gain them. The majority of
the workers and their representatives
are still comfortably but implacably
convinced that their viewpoints are in-
variably the only correct ones. Hence,
they cannot be expected to see any need
to question the soundness of their be-
liefs, much less take the initiative to
change them in any way or to recognize
that the employer's position may have
any merit whatever.

Even within a presumably enlight-
ened management group, the difficulties
of stimulating a greater degree of em-

pathy will be great. To begin with, if a

supervisor's or executive's insensitivity
to the feelings and needs of others is
actually symptomatic of a deep-lying
personality deformation, of a basic in-
capacity to invest affection in others, no
amount of training or admonition will
be of much help. Such persons must be
recognized as inherently incapable of
empathy. Situations such as this must
be faced realistically. A George French
can never be given much empathic in-
sight.
On the other hand, if supervisors

such as he are recognized as empathic
cripples, their capacity for harm can be
minimized. As far as possible, they can
be taken out of line, administrative
positions and given staff responsibili-
ties. There they will have little contact
with people, but can concentrate all of
their efforts on things (production, en-

gineering, accounting, etc.). If it is
impossible to relieve them of adminis-
trative responsibilities, their personnel
activities can be audited periodically
by contacts with their subordinates (us-
ing exit interviews, follow-up inter-
views, counseling sessions, and periodic
opinion polls) to discover, correct, and
forestall their more egregious blunders
in the field of human relations.
Where there is demonstrated capacity

for empathy among them, much can be
accomplished to make middle and top
management aware .of its nature, the
need for it, and what it can accomplish
in bettering human relationships. At
the same time, it is essential that a re-

cognition be given top and middle man-
agement of the magnitude of the dif-



ferences which may exist between their
beliefs ard attitudes on various aspects
of company operations and those of
lower level supervision and the rank-
and-file employees.

Since the nature and range of these
differences are frequently unknown to
both parties, it is desirable to bring
them to management's attention. This
will often eliminate sources of misun-
derstanding and friction and at the
same time illustrate, often dramatically,
the variety and character of existing
differences in attitudes between groups.

Both of these objectives can be at-
tained by conducting a study designed
to measure objectively and quantita-
tively the nature and extent of empathic
differences at varying levels, in a busi-
ness organization. Either as a part of
an employee opinion poll or independ-
ent of it, a series of identical attitude
questions are asked of members of top
and middle management and of hourly
rated employees.

Typical of such questions is the fol-
lowing: "Do you believe that the Taft-
Hartley Law is a 'slave labor act'?"
Each respondent is asked to give a cate-
gorical "yes" or "no" answer to indi-
cate his personal opinion relative to
the issue. Following this, he is asked to
indicate what answer ("yes" or "noo")
a majority of his associates and peers
will give to the same question. Next (if
he is a member of top management) he
is asked to state how a majority of the
members of his middle management
(supervisory) and hourly-rated em-
ployees will respond. Members of mid-
dle management are asked to indicate
how they believe top management and
the rank-and-file employees will answer,
as well as to state their own opinions.
The hourly-rated group is asked to re-
port similarly on middle and top man-
agement as well as on themselves.

Assessing the Difereuces
When these responses are tallied it

becomes possible to measure the extent
to which:

1. Absolute differences in attitude
toward each issue exist among the three
groups.

2. Members of each group under-
stand (are empathic to) the attitudes
of:

a. Their own (their peer) group.
b. Groups ranking above and below

them in the organization.1

Itis often a shock to members of the
various groups, particularly those in
top management, to discover the magni-
tude of existing differences in attitudes
at the various levels. They are frequent-
ly even more seriously disturbed to
learn the degree of their own errors in
estimating the attitudes of the members
of other groups. Findings of this char-
acter, as indicated, present graphically
and dramatically the range of the dif-
ferences in opinion existing among em-
ployees at different levels in the enter-
prise and the frequent lack of insight
into the attitudes of others by various
management and worker groups. These
findings can then serve as a basis both
for training top and middle manage-
ment in the nature and importance of
empathy and for highlighting signifi-
cant differences in attitudes among em-
ployee groups. Once these distinctions
have been established, management can
take constructive steps to discover the
reasons for them and to minimize their
effects.
Empathy is a critical factor in a wide

variety of activities. The physician with
a fine "bedside manner" is merely an
individual with a strong inherent "feel"
for his patients' needs, problems, and
anxieties. He senses them largely by in-
tuition, but, as a result, is able to re-
spond to them with keener insight and
hence greater effectiveness than does
his colleague to whom his patients'
complaints represent merely a formal
catalogue of symptoms.

Most truly successful salesmen are
empathic to a high degree. While they
are rarely aware of the part empathy
plays in their effectiveness, its contribu-
tion is a major one. It enables them
intuitively to sense the prospects' true
(as distinct from stated) needs. They
then direct their sales presentations to
showing how their products satisfy
these more basic needs. In short, they
have a resonance, a sensitivity, to the
prospects' emotional as well as rational
needs and respond predominantly to the
former.
They then use logical appeals only to

1 For a discussion of the problem and the
potentialities of this technique, see Ram-
mern, H. H, "A Quantitative Index of Social-
Psychological Empathy." Amer. J. Orthopsy-chiat. 1950, 520, 161-5.
Anikeeff, A. M., "Reciprocal Empathy: Mu-
tual Understanding Among Conflict Groups."Purdue University Studies ol.Higher Edu-
cation. 1951, 77, pp. 1-48.

rationalize (justify on logical grounds)
the use of their products to gratify needs
which are never even made articulate
but which the salesman can sense em-

pathically. Such persons are invariably
more successful than those who, being
incapable of empathy, must rely wholly
on purely logical appeals directed at
obvious needs.

Element of Leadership
All really successful leaders, includ-

ing every dictator, have great empathic
sensitivity. The esence of leadership of
the masses is the deveolpment of an
intuitive awareness of what they need
and want. As most groups of this type
are notoriously inarticulate, the leader
must sense their needs instinctively, i.e.,
by empathy. He does this by placing
himself in their positions and thinking
what he himself would want under
those conditions.
Knowing their needs, he can then

chart a course designed to give them
what. they want and also justify his
program. He may claim authorship for
his plan himself, but the true -roots of
the appeal of his program are to be
found in his empathic awareness of
what the group wants. He insures that
his followers will respond to his com-
mands because in so doing, they are

actually only doing what he has sensed
they have wanted to do anyway.

This was the secret of Hitler's power
over the German masses: Being of lower
middle class background himself, he
knew what they needed and wanted. He
simply promised that if they followed
him they would have what they wanted.
The secret of his success lay in the fact
that he was emotionally in tune with
his followers. In consequence, whatever
he demanded of them was what they
desired to do anyway, regardless of its
illogic, its nature, or its consequences.

Because of the tremendous power of
this intuitive type of leadership and the
great, albeit ordinarily unrecognized,
cost of the failure of management and
supervision to see others' problems
from their points of view, the need for
empathy must be of constant concern to
management at all levels. Top manage-
ment must look at itself objectively and
appraise its own capacity for empathy.

In evaluating the competence of mem-
bers of middle management, the ability
to understand and respond to the needs
and problems of others must be given a
weight equal to that given to technical



skills and productivity. Great reluctance
must be shown to promote anyone to
an administrative or supervisory posi-
tion who has demonstrated an appreci-
able incapacity for empathy. Regardless
of his other qualifications, if he is an
empathic cripple, he will experience
difficulty in handling people. He can
never be truly effective as a leader with-
out some ability to sense his subordin-
ates' needs and problems. He can func-
tion only as a dictator in a completely
regimented, authoritarian autocracy.

But as all totalitarian regimes have
discovered to their sorrow, slave labor
is rarely efficient and productive. Par-
ticipation by subordinates is vital if
their creativity and effort is to be maxi-
mized. But participation is impossible
in an autocracy, particularly where the
supervisor is incapable of empathy. If
participation is to be encouraged, the
leader must be capable of establishing
and maintaining rapport with his sub-
ordinates. This he cannot do if he has
no capacity for empathy. Therefore,
empathic sensitivity is vital to effective
leadership at all levels. Without it, no
supervisor or executive can get the most
from his people.
Even more vital is the role of em-

pathy in resolving the conflicts which
arise from differences in attitudes to-
ward specific issues or company prac-
tices. If management representatives are
incapable of empathy, it will be natural
for them to assume that there is no
question concerning the essential right-
ness of their positions on every issue.
In short. they will be completely intol-
erant of the opinions and positions of
their subordinates and the latters' union
representatives.

Because a lack of empathy for man-
agement's viewpoint is also to be ex-
pected on the part of these employee
and union groups, the result can rarely
be other than a continuing and bitter
deadlock. Often the consequences of
such conflicts are both costly and dis-
tressing, taking as they do the form of
slowdowns, work stoppages, limitations
of output, theft, insubordination, abuse
of equipment. and generally substandard
morale.

A Reasonable Approach
Granting that management personnel

has at least some empathic sensitivity,
.its reaction to a conflict situation will
be to attempt to be reasonable. When
confronted with a conflict of attitudes

as in the case of time studied incentive
rates or promotions on merit rather
than on seniority, it will not immedi-
ately adopt a two-valued orientation,
i.e.. assume that everything is absolutely
right or absolutely wrong and that it
has a monopoly on being in the right.
It will grant that not everything is com-
pletely black or white; there may be
some grays. It will further admit that
it may be at least partly in the wrong.
Most important, it will seek to ascertain
not only what the employees and their
union representatives believe and want,
but why they have these particular opin-
ions and make these demands.

Furthermore, its approach to such
conflicts will not be doctrinaire. It will
honestly seek the truth; it will not be
looking solely for substantiation of its
firmly held convictions. Such manage-
ment really wants to learn the facts,
even though they may perhaps be per-
sonally embarrassing and may pose dif-
ficult problems. In short, this type of
top management may discover that its
people actually have compelling and
valid reasons for their beliefs and for
making their demands. It can also dis-
cover that many of its own cherished
opinions are not only incorrect, but
are positively harmful.

It's Up To Management
The key to the resolution of these

attitudinal conflicts lies, therefore, in
the ability and willingness of those who
determine company policy to try objec-
tively and without passion to see both
sides of the problems which face them.
And, as already indicated, the initiative
must come Irom management. Only
management is in a position to correct
many of the conditions which create or
exacerbate employee ill-will and feed
the fires of their hostility toward itself
and what it stands for.

This, in turn, presupposes that rela-
tively clear channels of communication
exist between top company executives
and the workers. The most empathic
executive in the world is not going to
be able to put himself in his subordin-
ates' places if he is unable adequately
to communicate with them. While it is
customary to think of the chain of com-
mand, the hierarchy of supervision, ex-
tending from president to laborer, as
offering a clear channel of communica-
tion, a little reflection will indicate that
this is rarely the case.

There are too many barriers to comrn-

muniication and sources of distortion in
such a hierarchy. (The chief of these is
the desire of each of those in each
echelon to impress his superiors with
the superlative quality of his per-
formance. Hence, nothing is permitted
to come to his superior's attention which
might raise embarrassing questions
about his competence.) Therefore, the
line organization must be supplemented
as a dependable channel of communi-
cation.

Likewise, for a number of reasons,
the union hierarchy rarely provides a
clear channel of management-employee
communication. To begin with, the
union is rarely an impartial, disinter-
ested agency. Many of the issues in a
conflict situation are ones toward which
it is vehemently partisan. Furthermore,
many unions themselves are rife' with
factionalism and internecine strife. Pre-
cisely what will be communicated will
depend greatly upon which faction is
in power. These internal difficulties,
therefore, seriously affect a union's
value as a dependable medium of man-
agement-worker communication.

"Talking It Out"
If management is to obtain a compre-

hensive and valid picture of its em-
ployees' opinions and attitudes and
their sources, it must provide facilities
for them to talk them out freely, at
length, and without reservation. This
generally excludes counseling confer-
ences with supervision (relatively few
foremen, department heads, and even
executives have the skill, time, patience,
and empathic sensitivity to make such
contacts successfully).
Only persons who have demonstrated

a high degree of empathy and who have
been trained in the use of the unstruc-
tured, open end or nondirective inter-
view can be used. Interviews of this
type should be conducted with all em-
ployees (including supervisors) at reg-
ular intervals. All new' employees
should be interviewed a few weeks after
starting on the job; older employees
should have a counseling interview at
least once each year, and all employees
on leaving should be given an exit in-
terview.

Ideally, an opinion poll should be
conducted biennially to provide a static
cross-section of employee and super-
visory attitudes as a control on the
findings of the less formalized proced-



ures. From these several sources, data
can be assembled and collated which will
provide management with a detailed,
explicit, and fluid picture of precisely
what each employee wants and believes,
and why he wants and believes what he
does.

"Do Unto Others . . e

If, on the basis of the information
obtained in this manner, management
will then take the initiative in trying
to see its people's problems from their
perspective, it may discover that there
is merit in many of their beliefs and
demands. It may likewise learn that
many of their complaints are justified.

Of the greatest significance, however,
it will find it easier to resolve many
management-worker conflicts of interest
and attitude, some of which at first
seem quite irreconcilable. It will not
always be easy for management to ac-
cept others' (particularly the unions')
points of view; and efforts in this direc-
tion may well be looked upon with
suspicion by many in business-if for
no other reason than that an approach
of this nature is a distinct novelty in
most companies.

It will be charged that this is a
"soft," "appeasing," way to handle
these problems. (It is not, because see-
ing the other person's side does not nec-

essarily imply weakness-it does not
preclude disciplining.) Most significant,
where an open-minded, albeit firm, at-
titude toward employee problems has
been tried, the results have almost in-
variably been good. In nearly every
instance where an enterprise has been
consistently free from labor trouble, it
has had top management which has apt
plied this philosophy.
And why should the results not be

good? The principle on which this
method is based is at least 2,000 years
old. It is simply the application in
modern industry of the Golden Rule,
"Do unto others as ye would have
others do unto you."



IANGUAGE OF MOTIVATION

William Oncken, Jr.

It is said that the Navy discovered electricity in 1939. One of the things we
did with it was to install PA systems on all our larger fighting ships. Most of
you are familiar with the "now hear this" routine that precedes every communi-
cation over the system.

Well, right after Pearl Harbor, 1941, when we put to sea with what larger ships
we had left, we (the Navy) found that under strenuous battle conditions morale
was at a low ebb in the engine roan. We weren't too sure what morale is, but
whatever it is, they didn't have any of it in the engine room. Now this
wouldn't ordinarily be a matter of life andl death except for the fact that there
are times when the Old Man wants an extra five knots for tactical reasons --
extra over and above the maximum rated speed which is clearly stenciled on the
engine room control panel. Every captain knows that he cannot order aiy more
r. p. m. out of his engines than their rated maximum --- if he tried to. But
this is our story.

On the particular ship we have in mind, the Old Man decided he wanted an extra
five knots. He turned to the executive officer and said "How about an extra five
knots?" The f"exec" turned to the chief engineering officer and said, "The Old
Man wants an extra five knots." This message passed down the echelons of command
into the bowels of the ship until it reached the striker who had his hand on the
lever that could produce the extra five knots. He pointed to the engine spec-
ifications on the control panel and replied, "Can't you read?" This question was
passed up the chain of command until the "exec" respectfully asked the Old Man
whether he had not read the specifications.

The captain said he had and blurted, "Why can't we get an extra five knots out of
the engine room, when battleship X, cruiser Y, and carrier Z have done it time
and again. What's so different about us?"

That question went tersely down the echelons till it hit the bottom. The reply
came up from mouth to mouth with equal terseness. "We've got boiler scale."

Down the chain of command went the captain's question, "What the devil is boiler
scale?"

Up the chain came the reply: "Anybody knows what boiler scale is."

The Old Ian had been led to believe that there was nothing wrong with the vertical
communications between himself and the enginemen. All this word-passing, of
which there was plenty, was creating an illusion of communications. Actually there
was, as you have seen, no chain of understanding and therefore no communication
at all. Just words, words, words; first down, then up, then downs then up again.
He went to the executive officer and said, "Trbuble is, we've got bad morale in
the engineroom. I want you to build up the morale of the men down there.". The
"exec" decided to go down to the library and look for a book on morale building.
He found its Chapter one stated that good morale results when you have good
working conditions. He scratched his head over this one because he knew that after
the first few round& were fired, working conditions were all shot up topside while'
they are intact below decks; nevertheless morale was high topside, low below decks,
The author obviously didn't know what'he was talking about so the "exec" tore out
chapter one and threw it to the winds.



Chapter two said that you get good morale when the organization is so laid out
that everybody knows exactly his duties and responsibilities and the standards of
performance that go with them. The "exec" leered at this one. He knew that after
the first few rounds the deck organization was pretty well shot up and half the
men weren't always too sure of their targets or of their marksmanship. Meantime,
organization below decks remained intact. Yet morale topside was high; but below
decks, low. He tore out chapter two.

Chapter three said that you get good morale when orders are "clear, concise, and
to the pointy The "exec" scratched his head on this one too, for, after the first
few rounds, the men topside weren't too sure always what their orders were, let
alone clarity and pointedness. The men in the engineroom got their orders via
engine telegraph which can be read and acted on by anyone with an I.Q. of 50 and
1-20 eyesight. Nevertheless morale was high topside, low below decks.

We could go on. Suffice it to mention what the "exec" found in chapter elevens
"Rest periods at optimum intervals have a marked effect on morale. These can
advantageously be cbined with the so-called coffee break". This didn't ring a
bell either. In some cases the men would remain at their battle stations topside
for hours on end wlthout relief of any kind. The engineroom crew kept a coffee
pot on the steam line for constant use. You guessed it-morale high topside,
terrible below decks.

In confusion, the "exec" threw what was left of the book over the side. In despair
he returned to the captain.

The captain had an idea. "Let's get the chaplain to help us on this".

The chaplain said, "You are using the wrong approach. Go down the ladder and talk
to the men, man-to-man. Inspire them. Why, half of them don't even know what you
look like," he said, glancing at the Old Man.

"Letts go down," said the skipper. 1,ien they arrived, the men were waiting for
them. The Old Man spoke forst: "Men, let's see if we can't plan for a few more
r.p.m. out of these engines. A little careful and systematic planning should do
it."

He looked around. 'No sale. "Let's see if we can't get organized down here for a
little more speed".

"Iwmproved supervision and direction do a lot".

"If we could get a little better control of the situation...e".
The Old Man was getting nowhere and he knew it. The chaplain stepped into the
breach. He made no headway either. The officers turned and started back up the
ladder.

The chaplain thought things over. He began to realize what was happening. Up tilL
ngw the "management" had been using the language of production and efficiency
while the men had been listening in the laBge of motivation. As he had Just
seen, this resulted in no chain ofrunderstanding being forged in support of the
chain of command. Plenty of words1 but no commnnication.

After one particularly strenuous engagement, he happened into the messing compart-
menrt. The men from above and below decks piled in for a long overdue meal. He
noticed the conversation. The above-deck's crowd was comparing notes on what they
had accomplished. The din of bragging and counterbragging drowned out all the
other noises.
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The chaplain noticed the below-decks men. They weren't participating. They were
concentrating their attention on their bean soup. They had nothing to talk about.
Indeed, had they not shown up for chow they wouldn't even have been missed? My
friend, when you're not missed you definitely don't belong.

What about opportunity? The above-decks crowd had more than it could handle.
Plenty to do of obvious significance and importance. But below decks? My friend,
if you think that watching gages, throwing switches, keeping logs, turning valvep,
and oiling bearings, spells opportunity, you've never had engineroom duty. It
just isn't there.

What about recognition? When a gun crew made a killing, the Old Man up there on
the bridge would turn around and grin with pride at the gun crew that did the Job.
That's all those boys needed. The Old Man knewm (And in granting this recognition
he followed the line of sight, not the chain of command.)
But below decks? What recognition con you get for doing what you're supposed to
do anyway? And if you did got the Old Man the extra five knots hel' looking for,
what then? Why it would just increase the opportunities of the men topside and
they would get the extra recognition for the added targets they hit. And this
would only increase the bragging in the messing compartment, which was well-nigh
insufferable as it was.

What about economic security? All hands had that, in the form of their regular
pay and allowances. But these weren't exactly the things they joined the Navy for
in the first place.

Emotional security, however, was not as evenly distributed between topside and
below decks. The men with the blue sky above them could see what was coming and
could plan ahead with a degree of confidence. If a squadron of strafers was
swooping down, each man could estimate, for example, that he had 30 seconds to
go before he got hit; but that 30 seconds was democratically distributed among
all hands above decks --- there was no discrimination.

But below decks? The men down there didn't know when to expect a torpedo through
the side, a bomb down the stack, a shell through the overhead, or a mine up
through the bottom. Judging by the St. Vitus dance of the engine telegraph,
the men could conclude the somebody on the bridge had gone berserk -- things must
really be bad. Indeed, it is more popular in the engine room to overestimate
the danger, because if you're right it won't make any difference anyway and if
you're wrong, you don't feel let down when you find out what actually happened.
So, in short, you have no emotional security.

The chaplain got the point. The psychic income of the men below decks was far
below their minimum requirements. The thing to do was to raise it somehow. He
couldn't do anything about their economic security but he could about the others.
And here is where the electronic communications system--the PA system--came in.

He went up to the captain on the double. He suggested that they find an officer
who:-had news or sports broadcasting experience in civilian life, that they put
him behind a microphone on the bridge, and that he give a running account of the
entire strategic and tactical situation as it unfolded and of the immediate part
their own ship was playing in the action. He was to give a blow-by-blow descrip-
tion of each engagement, the disposition of the enemy, and the ship's battle
status at every instant. The captain agreed. They found their man, a lieutenant
junior grade, and put him to work.



During the next battle engagement the lieutenant did his job well. After it was
over the captain said to him, "Lieutenant, give me that microphone. I want to
announce the box scorers When he had finished he added, over the PA system "This
is peanuts compared to what we could do if we could overtake a squadron of enemy
destroyers directly to the west of use To do it, though will take an extra five
knots".

To his amazement, he got the extra five. They overtook the squadron on schedule.
They clobbered it. The Old Man grabbed the microphone from the lieutenant, "Men,"
he shouted, with obvious warmth, "We did it. And it goes without saying that with-.
out those additional five knots, there would not be anything to talk about".

The chaplain beat the men to the messing compartment. The usual din of competitive
bragging was building up. Presently one of the men from the engineroom stood up
and pounded his coffee mug on the table to get attention. When he got things
quiet, he said,; "Did you hear what the Old Man said? He said that if it hadn't
been for the extra five knots you guys wouldn't have anything to talk about I
He sat down.

One of the above-decks crowd stood ups "What about that boiler scale you fellows
have been griping about?"

"Oh, boiler scale? -- do you see that rating patch welve got on our sleeves?
Well, we licked boiler scale years ago ! What the devil are you talking about?"

It is easy to see what happened.

What had been a problem, boiler scale, now became an opportunity to accomplish
something of significance and importance.

What had been a problem, boiler scale, now becarme an avenue toward recognition.

What had been a problem, boiler scale, now became an invitation to belong,
through participation.

What had been a problem, boiler scale, now became a source of emotional security.
They could now plan ahead with greater confidence.

You see, the officers recognized that to get more out of the engineroom than the
maximum rated speed, they could not ask for it in the language of production and
efficiency and still expect to get it, simply because the men would be listening
in the language of motivation. Instead, they saw clearly that the problem was to
translate "top managementts" desire for greater production and efficiency into the
language of motivation. This they did, in this instance, with real success.

Now don't get me wrong. I am not saying that you have to switch to the language of
motivation for everythingyoa rboutcf your organization. No indeed. When all
you want is the maximum rated speed, you can demand it in the language of production
and efficiency, and get it. We always can, and always have, been able to get com-
pliance by simply ordering it. Anybody can get compliance. But I am sure that
none of you here this morning can afford to be content with mere compliance. To be
worth your pay, you have to develop a reputation for getting more-much more--than
bare compliance out of your organization. To do that you have to talk to people
in the language they're listening in.

From the Personnel Information Bulletin. Veterans Administration
October 1955
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From In This Issue

F. J. Roethlisberger
We know a lot about break-

downs in machines, but we do not
know so much about what causes
breakdowns in human relations.
We know a lot about how to keep
a line of hydraulic presses run-
ning efficiently, but we are often
at a loss to keep the operators from
slowing down or going on strike.
In short, our progress with the
human problems of administra-
tion has not kept pace with our
technological progress.

This situation has led to grow-
ing concern in the business com-
munity, with the result that in
recent years a number of forward-
looking projects have been under-
taken at various universities for
training and research in human
relations. These programs are
likely to have a very far-reaching
influence on knowledge and un-
derstanding; indeed, they have al-
ready had a decisive impact, as is
indicated by F. J. Roethlisberger's
article in this issue on The Ad-
ministrator's Skill: Communica-
tion. Mr. Roethlisberger, who is
Wallace Brett Donham Professor
of Human Relations at the Har-
vard Business School and in
charge of the Program for Ad-
vanced Training and Research in
Human Relations, shows why
friction develops in work situa-
tions and suggests some of the
principles of an approach by
which "misunderstanding can be
diminished- not banished- by
the slow, patient, laborious prac-
tice of a skill."



Ir Too many training courses have said what
an ideal supervisor should be - aloof and ob-
jective - whereas what he needs is to under-
stand his own emotional involvement.

The Administrator's Skill:
COMMUNICATION

By F. J. Roethlisberger
For some time I have been deeply interested

in the process of interpersonal communication
within the administrative setting. What is taking
place when two people engaged in a common
task interact? What do the actors involved per-
ceive is taking place? What is a useful way for
the executive to think about these interpersonal
proceedings in which he is engaged, and what
skills can he practice which will make him more
effective as an administrator of people?

In this article I want to discuss these ques-
tions in terms of a specific, down-to-earth case
in an industrial plant1 a case of misunder-
standing between two people, a worker and a

foreman. (It is not important that they happen
to be foreman and worker; to all intents and
purposes they might as well be superintendent
and foreman or, for that matter, controller and
accountant.) A brief review of the case should
be useful in providing us with a point of de-
parture as well as a point of return for our

questions. And it should make it possible for
us to discuss the practical application of some

AUTHOR's NOTE: This article is based on The Alfred
Korzybsld Memorial Lecture, which I delivered before the
Institute of General Semantics, New York, April 24, 1953.

of the recent findings of general semantics and
human relations.

A Case of Misunderstanding
In a department of a large industrial organ-

ization there were seven workers (four men and
three women) engaged in testing and inspecting
panels of electronic equipment. In this depart-
ment one of the workers, Bing, was having trou-
ble with his immediate supervisor, Hart, who
had formerly been a worker in the department.
Had we been observers in this department

we would have seen Bing carrying two or three
panels at a time from the racks where they were
stored to the bench where he inspected them to-
gether. For this activity we would have seen
him charging double or triple setup time. We
would have heard him occasionally singing at
work. Also we would have seen him usually
leaving his work position a few minutes early
to go to lunch, and noticed that other employees
sometimes accompanied him. And had we been
present at one specific occasion, we would have
heard Hart telling Bing that he disapproved of

l This case (names and places disguised) is adapted
from a case in the files of the Harvard Graduate School of
Business Administration.
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these activities and that he wanted Bing to stop
doing them.

However, not being present to hear the actual
verbal exchange that took place in this inter-
action, let us note what Bing and Hart each
said to a personnel representative.

What Bing Said
In talking about his practice of charging dou-

ble or triple setup time for panels which he in-
spected all at one time, Bing said:

"This is a perfectly legal thing to do. We've
always been doing it. Mr. Hart, the supervisor,
has other ideas about it, though; he claims it's
cheating the company. He came over to the bench
a day or two ago and let me know just how he
felt about the matter. Boy, did we go at it! It
wasn't so much the fact that he called me down
on it, but more the way in which he did it. He's
a sarcastic bastard. I've never seen anyone like
him. He's not content just to say in a manlike way
what's on his mind, but he prefers to do it in a
way that makes you want to crawl inside a crack
on the floor. What a guy! I don't mind being called
down by a supervisor, but I like to be treated like
a man, and not humiliated like a school teacher
does a naughty kid. He's been pulling this stuff
ever since he's been a supervisor. I knew him when
he was just one of us, but since he's been promoted,
he's lost his friendly way and seems to be having
some difficulty in knowing how to manage us em-
ployees. He's a changed man over what he used
to be like when he was a worker on the bench with
us several years ago.
"When he pulled this kind of stuff on me the

other day, I got so damn mad I called in the union
representative. I knew that the thing I was doing
was permitted by the contract, but I was intent on
making some trouble for Mr. Hart, just because he
persists in this sarcastic way of handling me. I am
about fed up with the whole damn situation. I'm
trying every means I can to get myself transferred
out of his group. If I don't succeed and I'm forced
to stay on here, I'm going to screw him in every
way I can. He's not going to pull this kind of kid
stuff any longer on me. When the union repre-
sentative questioned him on the case, he finally
had to back down, because according to the con-
tract an employee can use any time-saving method
or device in order to speed up the process as long
as the quality standards of the job are met.

"You see, he knows that I do professional singing
on the outside. He hears me singing here on the
job, and he hears the people talking about my
career in music. I guess he figures I can be so
cocky because I have another means of earning
some money. Actually, the employees here enjoy

having me sing while we work, but he thinks I'm
disturbing them and causing them to 'goof off' from
their work. Occasionally, I leave the job a few
minutes early and go down to the washroom to
wash up before lunch. Sometimes several others
in the group will accompany me, and so Mr. Hart
automatically thinks I'm the leader and usually
bawls me out for the whole thing.

"So, you can see, I'm a marked man around here.
He keeps watching me like a hawk. Naturally,
this makes me very uncomfortable. That's why
I'm sure a transfer would be the best thing. I've
asked him for it, but he didn't give me any satis-
faction at the time. While I remain here, I'm
going to keep my nose clean, but whenever I get
the chance, I'm going to slip it to him, but good."
What Hart Said

Here, on the other hand, is what Hart told
the personnel representative:

"Say, I think you should be in on this. My dear
little friend Bing is heading himself into a show-
down with me. Recently it was brought to my at-
tention that Bing has been taking double and triple
setup time for panels which he is actually inspect-
ing at one time. In effect, that's cheating, and I've
called him down on it several times before. A few
days ago it was brought to my attention again,
and so this time I really let him have it in no un-
certain terms. He's been getting away with this
for too long and I'm going to put an end to it
once and for all. I know he didn't like my calling
him on it because a few hours later he had the
union representative breathing down my back.
Well, anyway, I let them both know I'll not tolerate
the practice any longer, and I let Bing know that
if he continues to do this kind of thing, I'm going
to take official action with my boss to have the guy
fired or penalized somehow. This kind of thing
has to be curbed. Actually, I'm inclined to think
the guy's mentally deficient, because talking to him
has actually no meaning to him whatsoever. I've
tried just about every approach to jar some sense
into that guy's head, and I've just about given it
up as a bad deal.

"I don't know what it is about the guy, but I
think he's harboring some deep feelings against me.
For what, I don't know, because I've tried to handle
that bird with kid gloves. But his whole attitude
around here on the job is one of indifference, and
he certainly isn't a good influence on the rest of
my group. Frankly, I think he purposely tries to
agitate them against me at times, too. It seems to
me he may be suffering from illusions of grandeur,
because all he does all day long is sit over there
and croon his fool head off. Thinks he's a Frank
Sinatra! No kidding! I understand he takes sing-
ing lessons and he's working with some of the local



bands in the city. All of which is o. K. by me;
but when his outside interests start interfering
with his efficiency on the job, then I've got to start
paying closer attention to the situation. For this
reason I've been keeping my eye on that bird and
if he steps out of line any more, he and I are

going to part ways.
"You know there's an old saying, 'You can't

make a purse out of a sow's ear.' The guy is simply
unscrupulous. He feels no obligation to do a real
day's work. Yet I know the guy can do a good job,
because for a long time he did. But in recent
months he's slipped, for some reason, and his whole
attitude on the job has changed. Why, it's even

getting to the point now where I think he's induc-
ing other employees to 'goof off' a few minutes be-
fore the lunch whistle and go down to the wash-
room and clean up on company time. I've called
him on it several times, but words just don't seem
to make any lasting impression on him. Well, if
he keeps it up much longer, he's going to find him-
self on the way out. He's asked me for a transfer,
so I know he wants to go. But I didn't give him
an answer when he asked me, because I was steam-
ing mad at the time, and I may have told him to
go somewhere else."

Views of Misunderstanding
So much for the case. Let me start with the

simplest but the toughest question first: "What
is going on here?" I think most of us would
agree that what seems to be going on is some

misunderstanding between Hart and Bing. But
no sooner do we try to represent to ourselves
the nature of this misunderstanding than a flood
of different theories appear. Let me discuss
briefly five very common ways of representing
this misunderstanding: (i) as a difference of
opinion resolvable by common sense, by simply
referring to the facts; (2) as a clash of person-
alities; (3) as a conflict of social roles; (4) as a

struggle for power; and (5) as a breakdown in
communication. There are, of course, other
theories too - for example, those of the inter-
actionists, the field theory of Kurt Lewin, and
even the widely held views of Adam Smith or
Karl Marx. But for our purposes here the five
I have mentioned will suffice.

Common Sense
For the advocates of common sense the

first theory, though most of them would not call
it that the situation resolves itself quickly:

Either Hart is right or Bing is right. Since both
parties cannot be right, it follows that if Hart is
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right, then Bing is wrong; or if Bing is right, then
Hart is wrong. Either Bing should or should not
be singing on the job, carrying two or three panels
at a time and charging double or triple setup time,
and so on.

"Let us get these facts settled first," say the
common-sense advocates. "Once ascertained,
the problem is easily settled. Once we know
who is doing what he should not be doing, then
all we have to do is to get this person to do
what he should be doing. It's as simple as that."

But is it? Let us look again at our case. Let
us note that there are no differences of opinion
between Hart and Bing about some matters.
For example both would agree that Bing is tak-
ing double ol triple setup time when he carries
his panels two or three at a time to his bench
for inspection. both would agree that Bing sings
on the job and occasionally leaves his work place
a bit early for lunch.
Where they differ is in the way each perceives

these activities. Hart perceives Bing's activities
as "cheating," "suffering from illusions of gran-
deur," "thinking he is Frank Sinatra," "inter-
fering with Bing's efficiency as well as the effi-
ciency of other workers," "disturbing the other
workers," "inducing them to goof off," and "in-
fluencing them against [Hart] ." To Bing, on the
other hand, these activities are "perfectly legal,"
"something we've always been doing," "some-
thing that is not disturbing the other workers,"
and so forth.
Among these many different conflicting claims

and different perceptions, what are the facts?
Many of these evaluations refer to personal and
social standards of conduct for which the com-
pany has no explicit rules. Even in the case of
taking double and triple setup time, there are
probably no clear rules, because when the in-
dustrial engineer set the standards for the job,
he did not envisage the possibility of a worker
doing what Bing is now doing and which, ac-
cording to Bing, is a time-saving device.

But we can waste effort on this question. For,
even if it were clear that Hart is not exploring
the situation, that he is not getting these impor-
tant facts or rules which would settle who is
right and who is wrong, it would still be true
that, so far as Hart is concerned, he knows who
is right and who is wrong. And because he
knows, he has no reason to question the assump-
tions he is making about Bing's behavior.
Now this is very likely to happen in the case
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of advocates of the common-sense theory. Sig-
nificantly, Hart himself is a good advocate of it.
Does this have anything to do with the fact that
he is not being very successful in getting Bing
to do what he should be doing? Let us postpone
this question for future consideration.

Clash of Personalities
For the second school of thought, what is go-

ing on between Hart and Bing can be viewed
essentially as a clash of personalities - an in-
teraction between two particular personality
structures. According to this view, what is go-
ing on cannot be known in detail until much
more information about these different person-
ality structures is secured. Hence we can only
speculate that what is going on may be some-
thing of this order:

Neither Hart nor Bing feels too sure of himself,
and each seems to be suffering from feelings of
inadequacy or inferiority. Being unable to recog-
nize, admit, or accept these feelings, however, each
one perceives the behavior of the other as a per-
sonal attack upon himself. When a person feels
he is being attacked, he feels strongly the need to
defend himself. This, then, is essentially what is
taking place between Hart and Bing. Because of
his feelings of inferiority, each one is defending
himself against what he perceives to be an attack
upon himself as a person. In psychology, the feel-
ings of each man are conceived as being rooted
somehow in his "personality."

That this theory is pointing to some very im-
portant phenomena can hardly be questioned.
Certainly I will not argue its validity. I am only
concerned with what it is telling us and what
follows from it. As I understand it, this theory
says that neither Hart nor Bing is aware of his
own feelings of inadequacy and defense mechan-
isms. These are the important facts that each is
ignoring. From this it follows that there is little
hope of correcting the misunderstanding with-
out helping Bing and Hart to become aware of
these feelings and of their need to defend against
them. Short of this, the solution lies in trans-
ferring Bing to a supervisor whose personality
will be more compatible with Bing's, and in
giving Hart a worker whose personality will be
more compatible with Hart's.

Conflict of Social Roles
Let us look at the third explanation. Instead

of viewing the misunderstanding as an inter-
action between two individual personality units,

it can also be viewed as an interaction between
two social roles:

With the promotion of Hart to the position of
a supervisor of a group in which he had been
formerly a worker, a system of reciprocal expect-
ancies has been disturbed. Bing is expecting Hart
to behave toward him in the same way Hart did
when Hart was a worker; but by telling Bing to
stop "crooning his fool head off," for example,
Hart is not behaving in accordance with the role of
a friend. Similarly, Hart, as the newly appointed
supervisor, is expecting that Bing should do what
he tells Bing to do, but by singing Bing is not be-
having in accordance with the customary role of
the worker.

According to this theory, as any recent text-
book on sociology will explain, when two actors
in a relationship reach differing definitions of
the situation, misunderstanding is likely to arise.
Presumably this is what is happening between
Hart and Bing. The role-expectation pattern has
been disturbed. Bing views his singing as vari-
ant but permissive; Hart views it as deviant.
From these differing definitions of what each
other's role should be misunderstanding results.
According to this view, it will take time for their
new relationship to work out. In time Bing will
learn what to expect from Hart now that Hart is
his supervisor. Also in time Hart will define
better his role vis-4-vis Bing.

Struggle for Power
The fourth way of representing what is going

on between Hart and Bing would be in terms of
such abstractions as "authority" and "power":
When Bing refuses to stop singing on the job

when Hart tells him to, Bing is being disobedient
to the commands or orders of a holder of power.
When this occurs, Hart, who according to this
theory is a "power holder," has the right to exercise
or apply sanctions, such as dismissal or transfer.
But the threat to exercise these sanctions does not
seem to be too effective in getting Bing to stop,
because Bing is a member of the union, which also
has power and the right to apply sanctions. By
going to his union representative, Bing can bring
this power structure into play.

In other words, what is going on in the case
is not merely an interaction between two individ-
ual or social personalities; it is also a struggle
between two kinds of institutionalized power.
It is an issue between the management and
the union which may even precipitate a strike.



Management will charge that it cannot have
workers in the plant who are disobedient to the
orders of their foremen. The union will charge
that Bing is merely introducing a labor-saving
device which the foreman has not enough sense
to recognize. To avoid things getting to this
stage, the struggle-for-power theory would rec-
ommend that if Hart and Bing between them
cannot settle their differences, they should refer
them to the grievance machinery set up for this
purpose by union and management.

According to this theory, Hart got into trouble
not because he had authority but because when
he tried to exercise it and was unsuccessful, he
lost it. Authority ceases to exist when it cannot
be exercised successfully.2
Breakdown in Communication
The fifth way of stating what is going on

would be to say that Hart and Bing think they
are talking about the same things when in fact
they are not:

Hart assumes he understands what Bing is doing
and saying; Bing assumes he understands what
Hart is doing and saying. In fact, neither assump-
tion holds. From this "uncritical assumption of
understanding," misunderstanding arises.

Thus, when Hart tells Bing to stop "crooning
his fool head off," Bing assumes that Hart is talk-
ing about Bing's singing when Hart may in fact
be talking about his difficulties in maintaining his
position as formal leader of the group. Hart as-
sumes that Bing is singing deliberately to flaunt
his authority, whereas in Bing's mind singing may
be a way of relating himself to people and of main-
taining his conceptions of himself.8

According to this theory, Hart and Bing are
not on the same wave length, and as a result
communication bypassing occurs. Each is be-
having in accordance with the reality as he per-
ceives it to be, but neither is aware of the as-

sumptions that underlie his perceptions. Their
misunderstandings arise as a result.

This theory strikes a new note that I should
like to explore further.

Roots of Misunderstanding
So far our theories have explained well why

there is misunderstanding and conflict; they
have not shown so clearly how any new behavior

' For an elaboration of this view see Robert Bierstedt,
"An Analysis of Social Power," The American Sociological
Review, December 1950, p. 730.
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patterns on the part of Hart or Bing or both
can emerge or be encouraged to emerge from
the present ones. In them we have found no
responsible actor, no learner, and no practitioner
of a skill.

Could it be that what is going on between
Hart and Bing results also in part from the fact
that nobody is taking any responsibility for what
is going on? May we not assume that people
can learn through experience how to determine
their relationships with each other as well as
be determined by them? Let us therefore look
at these interpersonal proceedings from the point
of view of a person who is responsibly involved
in them and who may be capable of learning
something from them. I shall start with Hart
and raise the questions: (i) "What is Hart doing
to contribute to misunderstanding?" (2) "What,
if anything, might he learn to do differently to
minimize this effect?"

From now on I shall be chiefly concerned
with Hart, not because I think Hart is any more
or less guilty than Bing of creating misunder-
standing, but because I wish to develop a useful
way of thinking for persons in a position of re-
sponsibility like Hart. This way of thinking, I
hope, will not be in conflict with our other
theories. It will merely spell out what a super-
visor must learn if he is to take into account the
significant processes which these other theories
say have been going on.

So, instead of viewing Hart in his dealings
with Bing as a supervisor expressing his person-
ality, playing a social role, or exercising power,
let us view him as a practitioner of a skill of
communication. Let us see what skills, if any,
he is using. And if we find, as I fear we may,
that he has not been too skillful, let us see if he
can learn to become a more skillful practitioner,
and how this can be done.

Hart's Trouble
When we ask ourselves what Hart is doing to

facilitate misunderstanding, we meet again a
number of different theories. Although I am
not sure that these theories are pointing to dif-
ferent things, each uses a slightly different
terminology, so I shall state them separately:

1. Hart is making value judgments - Accord-
ing to one view, the biggest block to personal com-

*For an analysis of this theory see Wendell Johnson,
"The Fateful Process of Mr. A Talking to Mr. B," HAR-
VARD BUSINESS REvIEw,-January- February 1953, p. 49.
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munication arises from the fact that Hart is making
value judgments of Bing from Hart's point of view.
Hart's tendency to evaluate is what gets him into
trouble. Not only is he evaluating Bing, but he
is trying to get Bing to accept his evaluation as
the only and proper one. It is this orientation that
angers Bing and makes him feel misunderstood.4

2. Hart is not listening - According to another
and not too different view, Hart gets into trouble
because he is not listening to Bing's feelings. Be-
cause he is not paying attention to Bing's feelings,
he is not responding to them as such. Instead, we
find him responding to the effect of Bing's feelings
upon his own. Not only is he ignoring Bing's feel-
ings, but also he is ignoring the effect of what he
is saying upon them. This kind of behavior also
leads to Bing's feelings of being misunderstood.5

3. Hart is assuming things that may not be
so - Still another point of view says that Hart is
getting into trouble because he is making assump-
tions about Bing's behavior that may not be so.
Hart is confusing what he sees with what he as-
sumes and feels.
When Hart sees Bing leaving early for lunch,

for example, he assumes that Bing is doing this
deliberately, intentionally, and personally to dis-
credit him and to test his authority. Because of
this assumption he feels angry and his feelings
of anger reinforce his assumption. Now if Bing's
going to lunch a few minutes early is such an at-
tempt to discredit him, then Hart's anger and his
attempt to retaliate make sense. But if he starts
with this assumption and makes no attempt to check
it, then his anger makes less sense. Hart may be
assuming something that is not so.

Again, Hart shows he may be making assump-
tions that are not so by the way he talks in trying
to get Bing to stop singing at work or to stop in-
specting panels two or three at a time. When he
uses phrases like "crooning your fool head off" and
"cheating the company," is he not assuming that
Bing should feel about these activities in the same

way that he himself does? And if Bing does not
feel this way, then obviously, in Hart's view, Bing
must be a "fool," "defective," or a "sow's ear." To
Hart, Bing is a sow's ear. And how does one feel
toward a sow's ear? Toward such an entity one
must feel (by definition) helpless and hopeless.
Note that Hart's assumptions, perceptions, and
feelings are of a piece; each re-enforces the other
to make one total evaluation.

In short, all of Hart's evaluations are suspect
because he confuses what he sees with what he

' See Carl R. Rogers and F. J. Roethlisberger, "Bar-
riers and Gateways to Communication," HARvARD BUSI-
NESS REVIEW, July-August 1952, pp. 46-50.

Ibid., pp. 50-52.

assumes and feels. As a result, there is no way
for Hart to take another look at the situation. How
can Hart check his evaluations when he is not
aware that he is making them? By treating infer-
ences as facts, there is no way for him to explore
the assumptions, feelings, and perceptions that
underlie his evaluations.6 For Hart, Bing is the
way he perceives Bing to be. There is no way for
him to say that "because of the assumptions I make
and because of the way I feel, I perceive Bing in
this way."

4. Hart is making his false assumptions come
true - A fourth theory emphasizes still another
point. This theory says that the very kind of mis-
evaluations which our last theory says Hart is
guilty of must provoke ipso facto the very kind
of behavior on the part of Bing of which Hart
disapproves.7 In other words, Hart is getting into
trouble because, by his behavior, he is making his
assumptive world come true.

Let us examine this theory first by looking at
the effect of Hart's behavior on Bing. Very clearly
Bing does not like it. Bing tells us that when Hart
behaves in the way Hart does, he feels misunder-
stood, humiliated, and treated like a child. These
feelings give grounds to his perception of Hart
as "a sarcastic bastard," "a school teacher" pulling
"kid stuff" on him. These perceptions in turn will
tend to make Bing behave in the way that will
coincide more and more with Hart's original un-
tested assumptions about Bing's behavior. Feeling
like a "marked man," Bing will behave more and
more like a "sow's ear." Although he will try to
"keep his nose clean," he will "slip it to [Hart],
but good" whenever he gets the chance.

That this kind of misevaluation on the part of
Hart will tend to produce this kind of behavior on
the part of Bing is, according to this view, a fact
of common experience. To explain it one does not
have to assume any peculiar personality structure
on the part of Bing - an undue sensitivity to
criticism, defensiveness, or feeling of inferiority.
All one has to assume is an individual personality
with a need to maintain its individuality. There-
fore, any attempts on the part of Hart which will
be perceived by Bing as an attempt to deny his
individual differences will be resisted. What Hart
says about Bing is, from Bing's point of view, ex-
actly what he is not. Bing is what he is from his
own frame of reference and from the point of view
of his own feelings, background, and situation.
Bing is what he assumes, feels, and perceives him-
self to be. And this is just what Hart's behavior
is denying.

6 For a fuller explanation see Irving Lee, How to Talk
with People (New York, Harper & Brothers, 1953).

7 For example, see Hadley Cantril, The Why of Man's
Experience (New York, The Macmillan Company, 1950).



In spite of the different terminology and
emphasis of these theories, they all seem to point
to certain uniformities in the interpersonal pro-
ceedings of Hart and Bing which should be
taken into account regardless of the actors' par-
ticular personalities or social roles. For the
misunderstandings that arise, Hart and Bing
are not to blame; the trouble resides in the proc-
ess of interpersonal communication itself.

Administrative Skills
Let us turn now to the second question:

What might Hart learn to do differently in order
to minimize the misunderstandings between
him and Bing? I also want to consider briefly
the question of what difference to Bing a slight
difference in the behavior of Hart might make.

Problem of Involvement
So far it would seem as if we had made Hart

the villain in the piece. But let us remember
that although Hart has been intellectually and
emotionally involved in what has been going
on, he has not been aware of this involvement.
All of our theories have implied this. Hart's ego
has been involved; his actual group member-
'ships have been involved; his reference groups
have been involved; his feelings, assumptions,
and perceptions have been involved - but Hart
is not aware of it. If any new behavior on the
part of Hart is to emerge - and all our theories
would agree to this - Hart must in some sense
become aware of and recognize this involvement.
Without such an awareness there can be no re-
evaluation or no change in perception. And with-
out such a change no learning can take place.
How can this change be accomplished? Some

theories would seem to imply that misunder-
standing will be minimized only when Hart
logically understands the nature of his involve-
ment with Bing. Hart will learn to evaluate
Bing more properly only when he understands
better the personality structures of himself and
Bing and the social system of which they are
a part. Only by the logical understanding and
critical probing of his and Bing's feelings of
inadequacy and defense mechanisms can he
make a proper evaluation and bring about any
real change in his behavior.

But there is another view. It holds that logi-
cal understanding is not of the first importance.
Rather, misunderstanding will be minimized
when Hart learns to recognize and accept re-
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sponsibility for his involvement. Better under-
standing will be achieved when Hart learns to
recognize and accept his own and Bing's individ-
ual differences, when he learns to recognize and
accept Bing's feelings as being different from
his own, and when as a result he can allow Bing
to express his feelings and differences and listen
to them.8

Let me explore this second theory further,
for it suggests that Hart might possibly learn
to do a better job without having to become a
professional social scientist or be psychoana-
lyzed. Moreover, it coincides with some facts
of common experience.
How Can Hart Be Helped?
Some administrators have achieved the in-

sights of the second theory through the school
of "hard knocks" rather than through the help of
books or by being psychoanalyzed. So should
there not be simple skills which Hart can be
taught, which he can learn and practice, and
which would help him to recognize and accept
his involvement and to deal with it better?
Now it may be that Hart, because of certain

personal deficiencies, is not able to recognize or
accept his own feelings - let alone Bing's. That
this holds for some supervisors goes without
question. But does it apply to all? I do not
think so, nor do I think it applies to Hart. Is
it not possible that some supervisors may not be
able to do these things because they have never
learned how to do them?
The fact is, if our analysis up to this point is

sound, that Hart does not get into trouble be-
cause he feels hopeless and helpless in the face
of a worker who sings on the job, leaves early
for lunch, and so on, and who refuses to stop
doing these things when Hart tells him to. Any
one of us who has had to deal with a worker
behaving like Bing will recognize and remember
feelings of inadequacy like Hart's only too well.
We do not need to have very peculiar or special
personality structures to have such feelings.
Rather, Hart's trouble is that he assumes, and
no doubt has been told too often, that he should
not have feelings of inadequacy. It resides in
the fact that he has not developed or been given
a method or skill for dealing with them. As a
result, these feelings are denied and appear in
the form of an attribute of Bing - "a sow's ear."

' For a fuller explanation see Carl R. Rogers, Client-
Centered Therapy (Boston, Houghton Mifflin Company,
1953).
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In other words, I am suggesting that Hart gets

into trouble partly because no one has assured
him that it is normal and natural - in fact, in-
evitable - that he should have some feelings of
inadequacy; that he cannot and should not try
to escape from them. No one has helped him
to develop a method of dealing with his own
feelings and the feelings of Bing. No one has
listened to him or helped him to learn to listen
to others. No one has helped him to recognize
the effect of his behavior on others. No one has
helped him to become aware of his assumptions
and feelings and how they affect the evaluations
he makes.

Instead, too many training courses have told
Hart what an ideal supervisor should be and
how an ideal supervisor should behave. Both
explicit and implicit in most of the instruc-
tion he receives is the assumption that an ideal
supervisor should not become emotionally in-
volved in his dealings with people. He should
remain aloof, be objective, and deny or get rid
of his feelings. But this goes against the facts
of his immediate experience; it goes against
everything upon which, according to our the-
ories, his growth and development depend. In-
deed, to "behave responsibly" and be "mature"
in the way he is instructed to, without becoming
emotionally committed, would be, to use the
New Yorker's phrase, "the trick of the week!"

Is it any wonder, therefore, that Hart remains
immature - socially, intellectually, and emo-
tionally? He gets no understanding of how
these frustrations and misunderstandings must
inevitably arise from his dealings with others;
he gets no help on how to deal with them when
they do arise. He probably has had many train-
ing courses which told him how to recognize
and deal with workers who are sow's ears. He
probably has had no training course which
helped him to see how his assumptions and feel-
ings would tend to produce sow's ears by the
bushel. He has not been helped to see how this
surplus of sow's ears in modern industry might
be diminished through the conscious practice of
a skill. Thus he has not even been allowed to
become intellectually involved and intrigued in
the most important problem of his job. Yet there
are training courses designed for just such a
purpose, and they have worked successfully.9

' See Kenneth R. Andrews, "Executive Training by the
Case Method," and F. J. Roethlisberger, "Training Super-

Conclusion
Am I indulging in wishful thinking when I

believe that there are some simple skills of com-
munication that can be taught, learned, and
practiced which might help to diminish mis-
understanding? To me it is this possibility which
the recent findings of general semantics and
human relations are suggesting. They suggest
that although man is determined by the complex
relationships of which he is a part, nevertheless
he is also in some small part a determiner of
these relationships. Once he learns what he
cannot do, he is ready to learn what little
he can do. And what a tremendous difference
to himself and to others the little that he can do
- listening with understanding, for example -
can make!

Once he can accept his limitations and the
limitations of others, he can begin to learn to
behave more skillfully with regard to the milieu
in which he finds himself. He can begin to
learn that misunderstanding can be diminished
- not banished - by the slow, patient, labori-
ous practice of a skill.

But we can expect too much from this possi-
bility, so let me conclude by sounding two notes
of caution:

(1) Although these skills of communication of
which I am speaking deal in part with words, they
are not in themselves words, nor is the territory
to which they apply made up of words. It follows,
then, that no verbal statement about these skills,
however accurate, can act as a substitute for them.
They are not truly articulate and never can be.
Although transmissible to other persons, they are
but slowly so and, even then, only with practice.

(2) Let us remember that these interpersonal
proceedings between Hart and Bing, or A and
B whoever they may be, are extremely complex.
So far as I know, there exists no single body of
concepts which as yet describes systematically
and completely all the important processes that our
separate theories have said are taking place and
how they relate to each other. Let us therefore
accept gracefully and not contentiously that these
interpersonal proceedings, unlike the atom, have
not been as yet "cracked" by social science. Only
then can we as students of human behavior live
up to our responsibility for making our knowledge
fruitful in practice.
visors in Human Relations," HARVARD BUSINESS RE-
vIEw, September 1951, p. 58 and p. 47. - The Editors.
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Basic to almost all industrial

problems is the need for effective
communication. The extraordi-
narily perceptive article, "Barriers
and Gateways to Communication,"
by Carl R. Rogers and F. J. Roethlis-
berger is, therefore, likely to be ap-
preciated in full.

Mr. Rogers, who writes the first
section of the article, which deals
with the communications problem
from the standpoint of human be-
havior in general, is Professor of
Psychology and Executive Secre-
tary of the Counseling Center, Uni-
versity of Chicago, and was for-
merly President of the American
Psychological Association. Under
a grant from the Rockefeller
Foundation, he is currently under-
taking a large research project to
measure the outcome of counsel-
ing and psychotherapy. "The
deeper we go in our understand-
ing of psychotherapy," he tells us,
"the more we realize the implica-
tions of this knowledge for under-
standing and dealing with prob-
lems of human relationships and
communication at any level."

Mr. Roethlisberger, author of
the second section dealing with
communication in an industrial
context, needs no introduction to
our readers. The author of several
previous REVIEW articles which
have attracted wide attention, in-
cluding "Training Supervisors in
Human Relations" (September
1951), "Human Relations: Rare,
Medium, or Well-Done?" (Janu-
ary 1948), and "The Foreman:
Master and Victim of DoubleTalk"
(Spring 1945), he is Wallace Brett
Donham Professor of Human Re-
lations at the Harvard Business
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Barriers and Gateways to
Communication

By Carl R. Rogers and F. J. Roethlisberger

COMMUNICATION among human be-
ings has always been a problem. But
it is only fairly recently that manage-

ment and management advisers have become
so concerned about it and the way it works or
does not work in industry. Now, as the result
of endless discussion, speculation, and plans of
action, a whole cloud of catchwords and catch-
thoughts has sprung up and surrounded it.
The Editors of the REVIEW therefore wel-

come the opportunity to present the following
two descriptions of barriers and gateways to
communication, in the thought that they may
help to bring the problem down to earth and
show what it means in terms of simple funda-
mentals. First Carl R. Rogers analyzes it from
the standpoint of human behavior generally
(Part I); then F. J. Roethlisberger illustrates
it in an industrial context (Part II).

The Editors

Part I
It may seem curious that a person like my-

self, whose whole professional effort is devoted
to psychotherapy, should be interested in prob-
lems of communication. What relationship is
there between obstacles to communication and
providing therapeutic help to individuals with
emotional maladjustments?

Actually the relationship is very close in-
deed. The whole task of psychotherapy is the
task of dealing with a failure in communica-
tion. The emotionally maladjusted person,
the "neurotic," is in difficulty, first, because
communication within himself has broken
down and, secondly, because as a result of this
his communication with others has been dam-
aged. To put it another way, in the "neurotic"
individual parts of himself which have been
termed unconscious, or repressed, or denied
to awareness, become blocked off so that they
no longer communicate themselves to the con-
scious or managing part of himself; as long as

EDITORS' NoTE: Mr. Rogers' and Mr. Roethlisberger's ob-
servations are based on their contributions to a panel dis-
cussion at the Centennial Conference on Communications,
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this is true, there are distortions in the way he
communicates himself to others, and so he
suffers both within himself and in his inter-
personal relations.
The task of psychotherapy is to help the

person achieve, through a special relationship
with a therapist, good communication within
himself. Once this is achieved, he can com-
municate more freely and more effectively
with others. We may say then that psycho-
therapy is good communication, within and
between men. We may also turn that state-
ment around and it will still be true. Good
communication, free communication, within
or between men, is always therapeutic.

It is, then, from a background of experience
with communication in counseling and psycho-
therapy that I want to present two ideas: (i)
I wish to state what I believe is one of the
major factors in blocking or impeding com-
munication, and then (2) I wish to present
Northwestern University, October 1951. A complete report
of this conference may be secured by writing to the Publi-
cations Office, Northwestern University, Evanston, Illinois.
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what in our experience has proved to be a very
important way of improving or facilitating
communication.

Barrier: The Tendency to Evaluate
I should like to propose, as a hypothesis for

consideration, that the major barrier to mutual
interpersonal communication is our very na-

tural tendency to judge, to evaluate, to approve
(or disapprove) the statement of the other
person or the other group. Let me illustrate
my meaning with some very simple examples.
Suppose someone, commenting on this discus-
sion, makes the statement, "I didn't like what
that man said." What will you respond? Al-
most invariably your reply will be either ap-
proval or disapproval of the attitude expressed.
Either you respond, "I didn't either; I thought
it was terrible," or else you tend to reply, "Oh,
I thought it was really good." In other words,
your primary reaction is to evaluate it from
your point of view, your own frame of
reference.
Or take another example. Suppose I say

with some feeling, "I think the Republicans
are behaving in ways that show a lot of good
sound sense these days." What is the response
that arises in your mind? The overwhelming
likelihood is that it will be evaluative. In
other words, you will find yourself agreeing,
or disagreeing, or making some judgment
about me such as "He must be a conservative,"
or "He seems solid in his thinking." Or let
us take an illustration from the international
scene. Russia says vehemently, "The treaty
with Japan is a war plot on the part of the
United States." We rise as one person to say,
"That's a lie!"
This last illustration brings in another ele-

ment connected with my hypothesis. Al-
though the tendency to make evaluations is
common in almost all interchange of language,
it is very much heightened in those situations
where feelings and emotions are deeply in-
volved. So the stronger our feelings, the more
likely it is that there will be no mutual element
in the communication. There will be just two
ideas, two feelings, two judgments, missing
each other in psychological space.

I am sure you recognize this from your own
experience. When you have not been emotion-
ally involved yourself and have listened to a
heated discussion, you often go away thinking,
"Well, they actually weren't talking about the
same thing." And they were not. Each was

making a judgment, an evaluation, from his
own frame of reference. There was really
nothing which could be called communication
in any genuine sense. This tendency to react
to any emotionally meaningful statement by
forming an evaluation of it from our own point
of view is, I repeat, the major barrier to inter-
personal communication.

Gateway: Listening with Understanding
Is there any way of solving this problem, of

avoiding this barrier? I feel that we are mak-
ing exciting progress toward this goal, and I
should like to present it as simply as I can.
Real communication occurs, and this evalu-
ative tendency is avoided, when we listen with
understanding. What does that mean? It
means to see the expressed idea and attitude
from the other person's point of view, to sense
how it feels to him, to achieve his frame of
reference in regard to the thing he is talking
about.

Stated so briefly, this may sound absurdly
simple, but it is not. It is an approach which
we have found extremely potent in the field
of psychotherapy. It is the most effective agent
we know for altering the basic personality
structure of an individual and for improving
his relationships and his communications with
others. If I can listen to what he can tell me, if
I can understand how it seems to him, if I can
see its personal meaning for him, if I can sense
the emotional flavor which it has for him, then
I will be releasing potent forces of change in
him.

Again, if I can really understand how he
hates his father, or hates the company, or
hates Communists- if I can catch the flavor
of his fear of insanity, or his fear of atom
bombs, or of Russia it will be of the greatest
help to him in altering those hatreds and fears
and in establishing realistic and harmonious
relationships with the very people and situa-
tions toward which he has felt hatred and fear.
We know from our research that such empathic
understanding - understanding with a person,
not about him - is such an effective approach
that it can bring about major changes in
personality.
Some of you may be feeling that you listen

well to people and yet you have never seen
such results. The chances are great indeed
that your listening has not been of the type I
have described. Fortunately, I can suggest a
little lahoratory experiment which you can try



30 Harvard Business Review

to test the quality of your understanding. The
next time you get into an argument with your
wife, or your friend, or with a small group of
friends, just stop the discussion for a moment
and, for an experiment, institute this rule:
"Each person can speak up for himself only
after he has first restated the ideas and feelings
of the previous speaker accurately and to that
speaker's satisfaction."
You see what this would mean. It would

simply mean that before presenting your own
point of view, it would be necessary for you to
achieve the other speaker's frame of reference
- to understand his thoughts and feelings so
well that you could summarize them for him.
Sounds simple, doesn't it? But if you try it,
you will discover that it is one of the most
difficult things you have ever tried to do. How-
ever, once you have been able to see the other's
point of view, your own comments will have
to be drastically revised. You will also find the
emotion going out of the discussion, the dif-
ferences being reduced, and those differences
which remain being of a rational and under-
standable sort.
Can you imagine what this kind of an ap-

proach would mean if it were projected into
larger areas? What would happen to a labor-
management dispute if it were conducted in
such a way that labor, without necessarily
agreeing, could accurately state management's
point of view in a way that management could
accept; and management, without approving
labor's stand, could state labor's case in a way
that labor agreed was accurate? It would mean
that real communication was established, and
one could practically guarantee that some
reasonable solution would be reached.

If, then, this way of approach is an effective
avenue to good communication and good rela-
tionships, as I am quite sure you will agree if
you try the experiment I have mentioned, why
is it not more widely tried and used? I will
try to list the difficulties which keep it from
being utilized.

Need for Courage. In the first place it takes
courage, a quality which is not too widespread.
I am indebted to Dr. S. I. Hayakawa, the se-
manticist, for pointing out that to carry on
psychotherapy in this fashion is to take a very
real risk, and that courage is required. If you
really understand another person in this way,
if you are willing to enter his private world and
see the way life appears to him, without any

attempt to make evaluative judgments, you
run the risk of being changed yourself. You
might see it his way; you might find yourself
influenced in your attitudes or your person
ality.

This risk of being changed is one of the most
frightening prospects many of us can face. If
I enter, as fully as I am able, into the private
world of a neurotic or psychotic individual,
isn't there a risk that I might become lost in
that world? Most of us are afraid to take that
risk. Or if we were listening to a Russian
Communist, or Senator Joe McCarthy, how
many of us would dare to try to see the world
from each of their points of view? The great
majority of us could not listen; we would find
ourselves compelled to evaluate, because listen-
ing would seem too dangerous. So the first
requirement is courage, and we do not always
have it.

Heightened Emotions. But there is a sec-
ond obstacle. It is just when emotions are
strongest that it is most difficult to achieve
the frame of reference of the other person or
group. Yet it is then that the attitude is most
needed if communication is to be established.
We have not found this to be an insuperable
obstacle in our experience in psychotherapy.
A third party, who is able to lay aside his own
feelings and evaluations, can assist greatly by
listening with understanding to each person
or group and clarifying the views and attitudes
each holds.
We have found this effective in small groups

in which contradictory or antagonistic atti-
tudes exist. When the parties to a dispute
realize that they are being understood, that
someone sees how the situation seems to them,
the statements grow less exaggerated and less
defensive, and it is no longer necessary to
maintain the attitude, "I am oo00% right and
you are ioo% wrong." The influence of such
an understanding catalyst in the group per-
mits the members to come closer and closer to
the objective truth involved in the relation-
ship. In this way mutual communication is
established, and some type of agreement be-
comes much more possible.

So we may say that though heightened emo-
tions make it much more difficult to under-
stand with an opponent, our experience makes
it clear that a neutral, understanding, catalyst
type of leader or therapist can overcome this
obstacle in a small group.



Size of Group. That last phrase, however,
suggests another obstacle to utilizing the ap-
proach I have described. Thus far all our

experience has been with small face-to-face
groups- groups exhibiting industrial tensions,
religious tensions, racial tensions, and therapy
groups in which many personal tensions are

present. In these small groups our experience,
confirmed by a limited amount of research,
shows that this basic approach leads to im-
proved communication, to greater acceptance
of others and by others, and to attitudes which
are more positive and more problem-solving in
nature. There is a decrease in defensiveness, in
exaggerated statements, in evaluative and criti-
cal behavior.

But these findings are from small groups.
What about trying to achieve understanding
between larger groups that are geographically
remote, or between face-to-face groups that
are not speaking for themselves but simply as

representatives of others, like the delegates at

Kaesong? Frankly we do not know the answers

to these questions. I believe the situation
might be put this way: As social scientists we

have a tentative test-tube solution of the prob-
lem of breakdown in communication. But to
confirm the validity of this test-tube solution
and to adapt it to the enormous problems of
communication breakdown between classes,
groups, and nations would involve additional
funds, much more research, and creative think-
ing of a high order.

Yet with our present limited knowledge
we can see some steps which might be taken
even in large groups to increase the amount
of listening with and decrease the amount of
evaluation about. To be imaginative for a

moment, let us suppose that a therapeutically
oriented international group went to the Rus-
sian leaders and said, "We want to achieve a

genuine understanding of your views and, even

more important, of your attitudes and feelings
toward the United States. We will summarize
and resummarize these views and feelings if
necessary, until you agree that our description
represents the situation as it seems to you."
Then suppose they did the same thing with

the leaders in our own country. If they then
gave the widest possible distribution to these
two views, with the feelings clearly described
but not expressed in name-calling, might not
the effect be very great? It would not guarantee
the type of understanding I have been de-
scribing, but it would make it much more
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possible. We can understand the feelings of a
person who hates us much more readily when
his attitudes are accurately described to us by
a neutral third party than we can when he is
shaking his fist at us.

Faith in Social Sciences. But even to de-
scribe such a first step is to suggest another
obstacle to this approach of understanding.
Our civilization does not yet have enough
faith in the social sciences to utilize their find-
ings. The opposite is true of the physical
sciences. During the war when a test-tube
solution was found to the problem of syn-
thetic rubber, millions of dollars and an army
of talent were turned loose on the problem of
using that finding. If synthetic rubber could
be made in milligrams, it could and would be
made in the thousands of tons. And it was.
But in the social science realm, if a way is
found of facilitating communication and mu-
tual understanding in small groups, there is
no guarantee that the finding will be utilized.
It may be a generation or more before the
money and the brains will be turned loose to
exploit that finding.

Summary
In closing, I should like to summarize this

small-scale solution to the problem of barriers
in communication, and to point out certain of
its characteristics.

I have said that our research and experience
to date would make it appear that breakdowns
in communication, and the evaluative tendency
which is the major barrier to communication,
can be avoided. The solution is provided by
creating a situation in which each of the differ-
ent parties comes to understand the other from
the other's point of view. This has been
achieved, in practice, even when feelings run

high, by the influence of a person who is will-
ing to understand each point of view em-

pathically, and who thus acts as a catalyst to
precipitate further understanding.

This procedure has important character-
istics. It can be initiated by one party, without
waiting for the other to be ready. It can even
be initiated by a neutral third person, pro
vided he can gain a minimum of cooperation
from one of the parties.

This procedure can deal with the insinceri-
ties, the defensive exaggerations, the lies, the
"false fronts" which characterize almost every
failure in communication. These defensive
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distortions drop away with astonishing speed
as people find that the only intent is to under-
stand, not to judge.

This approach leads steadily and rapidly
toward the discovery of the truth, toward a
realistic appraisal of the objective barriers to
communication. The dropping of some de-
fensiveness by one party leads to further drop-
ping of defensiveness by the other party, and
truth is thus approached.
This procedure gradually achieves mutual

communication. Mutual communication tends
to be pointed toward solving a problem rather
than toward attacking a person or group. It
leads to a situation in which I see how the

problem appears to you as well as to me, and
you see how it appears to me as well as to you.
Thus accurately and realistically defined, the
problem is almost certain to yield to intelli-
gent attack; or if it is in part insoluble, it will
be comfortably accepted as such.

This then appears to be a test-tube solution
to the breakdown of communication as it oc-
curs in small groups. Can we take this small-
scale answer, investigate it further, refine it,
develop it, and apply it to the tragic and well-
nigh fatal failures of communication which
threaten the very existence of our modern
world? It seems to me that this is a possibility
and a challenge which we should explore.

Part II
In thinking about the many barriers to

personal communication, particularly those
that are due to differences of background, ex-
perience, and motivation, it seems to me extra-
ordinary that any two persons can ever under-
stand each other. Such reflections provoke the
question of how communication is possible
when people do not see and assume the same
things and share the same values.
On this question there are two schools of

thought. One school assumes that communi-
cation between A and B, for example, has
failed when B does not accept what A has to
say as being fact, true, or valid; and that the
goal of communication is to get B to agree
with A's opinions, ideas, facts, or information.
The position of the other school of thought

is quite different. It assumes that communica-
tion has failed when B does not feel free to ex-
press his feelings to A because B fears they
will not be accepted by A. Communication is
facilitated when on the part of A or B or both
there is a willingness to express and accept
differences.
As these are quite divergent conceptions, let

us explore them further with an example.
Bill, an employee, is talking with his boss in
the boss's office. The boss says, "I think, Bill,
that this is the best way to do your job." Bill
says, "Oh yeah!" According to the first school
of thought, this reply would be a sign of poor
communication. Bill does not understand the
best way of doing his work. To improve com-

AUTHOR'S NoTE: For the concepts I use to present my ma-
terial I am greatly indebted to some very interesting con-
versations I have had with my friend, Irving Lee. F. 1. R.

munication, therefore, it is up to the boss to
explain to Bill why his way is the best.
From the point of view of the second school

of thought, Bill's reply is a sign neither of
good nor of bad communication. Bill's re-
sponse is indeterminate. But the boss has an
opportunity to find out what Bill means if he
so desires. Let us assume that this is what he
chooses to do, i.e., find out what Bill means.
So this boss tries to get Bill to talk more about
his job while he (the boss) listens.

For purposes of simplification, I shall call
the boss representing the first school of thought
"Smith" and the boss representing the second
school of thought "Jones." In the presence of
the so-called same stimulus each behaves dif-
ferently. Smith chooses to explain; Jones
chooses to listen. In my experience Jones's
response works better than Smith's. It works
better because Jones is making a more proper '

evaluation of what is taking place between him
and Bill than Smith is. Let us test this hypothe-
sis by continuing with our example.
What Smith Assumes, Sees, and Feels
Smith assumes that he understands what

Bill means when Bill says, "Oh yeah!" so there
is no need to find out. Smith is sure that Bill
does not understand why this is the best way
to do his job, so Smith has to tell him. In this
process let us assume Smith is logical, lucid,
and clear. He presents his facts and evidence
well. But, alas, Bill remains unconvinced.
What does Smith do? Operating under the
assumption that what is taking place between
him and Bill is something essentially logical,
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Smith can draw only one of two conclusions:
either (i) he has not been clear enough, or
(2) Bill is too damned stupid to understand.
So he either has to "spell out" his case in words
of fewer and fewer syllables or give up. Smith
is reluctant to do the latter, so he continues to
explain. What happens?

If Bill still does not accept Smith's explana-
tion of why this is the best way for him to do
his job, a pattern of interacting feelings is
produced of which Smith is often unaware.
The more Smith cannot get Bill to under-
stand him, the more frustrated Smith becomes
and the more Bill becomes a threat to his
logical capacity. Since Smith sees himself as
a fairly reasonable and logical chap, this is a
difficult feeling to accept. It is much easier
for him to perceive Bill as uncooperative or
stupid. This perception, however, will affect
what Smith says and does. Under these pres-
sures Bill comes to be evaluated more and
more in terms of Smith's values. By this
process Smith tends to treat Bill's values as
unimportant. He tends to deny Bill's unique-
ness and difference. He treats Bill as if he had
little capacity for self-direction.

Let us be clear. Smith does not see that he
is doing these things. When he is feverishly
scratching hieroglyphics on the back of an
envelope, trying to explain to Bill why this
is the best way to do his job, Smith is trying
to be helpful. He is a man of goodwill, and
he wants to set Bill straight. This is the way
Smith sees himself and his behavior. But it is
for this very reason that Bill's "Oh yeah!" is
getting under Smith's skin.
"How dumb can a guy be?" is Smith's atti-

tude, and unfortunately Bill will hear that
more than Smith's good intentions. Bill will
feel misunderstood. He will not see Smith as
a man of goodwill trying to be helpful. Rather
he will perceive him as a threat to his self-
esteem and personal integrity. Against this
threat Bill will feel the need to defend himself
at all cost. Not being so logically articulate as
Smith, Bill expresses this need, again, by
saying, "Oh yeah!"

What Jones Assumes, Sees, and Feels

Let us leave this sad scene between Smith
and Bill, which I fear is going to terminate by
Bill's either leaving in a huff or being kicked
out of Smith's office. Let us turn for a moment
to Jones and see what he is assuming, seeing,

hearing, feeling, doing, and saying when he
interacts with Bill.

Jones, it will be remembered, does not as-
sume that he knows what Bill means when he
says, "Oh yeah!" so he has to find out. More-
over, he assumes that when Bill said this, he
had not exhausted his vocabulary or his feel-
ings. Bill may not necessarily mean one thing;
he may mean several different things. So
Jones decides to listen.

In this process Jones is not under any il-
lusion that what will take place will be even-
tually logical. Rather he is assuming that
what will take place will be primarily an inter
action of feelings. Therefore, he cannot ignore
the feelings of Bill, the effect of Bill's feelings
on him, or the effect of his feelings on Bill.
In other words, he cannot ignore his relation-
ship to Bill; he cannot assume that it will make
no difference to what Bill will hear or accept.

Therefore, Jones will be paying strict at-
tention to all of the things Smith has ignored.
He will be addressing himself to Bill's feelings,
his own, and the interactions between them.

Jones will therefore realize that he has
ruffled Bill's feelings with his comment, "I
think, Bill, this is the best way to do your job."
So instead of trying to get Bill to understand
him, he decides to try to understand Bill. He
does this by encouraging Bill to speak. Instead
of telling Bill how he should feel or think, he
asks Bill such questions as, "Is this what you
feel?" "Is this what you see?" "Is this what
you assume?" Instead of ignoring Bill's eval-
uations as irrelevant, not valid, inconsequen-
tial, or false, he tries to understand Bill's reality
as he feels it, perceives it, and assumes it to be.
As Bill begins to open up, Jones's curiosity is
piqued by this process.

"Bill isn't so dumb; he's quite an interesting
guy" becomes Jones's attitude. And that is
what Bill hears. Therefore Bill feels under-
stood and accepted as a person. He becomes
less defensive. He is in a better frame of mind
to explore and re-examine his own perceptions,
feelings, and assumptions. In this process he
perceives Jones as a source of help. Bill feels
free to express his differences. He feels that
Jones has some respect for his capacity for
self-direction. These positive feelings toward
Jones make Bill more inclined to say, "Well,
Jones, I don't quite agree with you that this is
the best way to do my job, but I'll tell you what
I'll do. I'll try to do it that way for a few days.
and then I'll tell vou what I think."
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Conclusion
I grant that my two orientations do not work

themselves out in practice in quite so simple
or neat a fashion as I have been able to work
them out on paper. There are many other
ways in which Bill could have responded to
Smith in the first place. He might even have
said, "O.K., boss, I agree that your way of
doing my job is better." But Smith still would
not have known how Bill felt when he made
this statement or whether Bill was actually
going to do his job differently. Likewise, Bill
could have responded to Jones in a way differ-
ent from my example. In spite of Jones's atti-
tude, Bill might still be reluctant to express
himself freely to his boss.
The purpose of my examples has not been

to demonstrate the right or wrong way of com-
municating. My purpose has been simply to
provide something concrete to point to when
I make the following generalizations:

(1) Smith represents to me a very common
pattern of misunderstanding. The misunder-
standing does not arise because Smith is not
clear enough in expressing himself. It arises
because of Smith's misevaluation of what is
taking place when two people are talking to-
gether.

(2) Smith's misevaluation of the process of
personal communication consists of certain
very common assumptions, e.g., (a) that what
is taking place is something essentially logical;
lb) that words in themselves apart from the
people involved mean something; and (c) that
the purpose of the interaction is to get Bill to
see things from Smith's point of view.

(3) Because of these assumptions, a chain re-
action of perceptions and negative feelings is
engendered which blocks communication. By
ignoring Bill's feelings and by rationalizing
his own, Smith ignores his relationship to Bill
as one of the most important determinants of
the communication. As a result, Bill hears
Smith's attitude more clearly than the logical
content of Smith's words. Bill feels that his
individual uniqueness is being denied. His
personal integrity being at stake, he becomes
defensive and belligerent. As a result, Smith
feels frustrated. He perceives Bill as stupid.
So he says and does things which only provoke
more defensiveness on the part of Bill.

(4) In the case of Jones, I have tried to show
what might possibly happen if we made a
different evaluation of what is taking place

when two people are talking together. Jones
makes a different set of assumptions. He as-
sumes (a) that what is taking place between
him and Bill is an interaction of sentiments;
(b) that Bill - not his words in themselves -
means something; (c) that the object of the
interaction is to give Bill an opportunity to
express freely his differences.

(5) Because of these assumptions, a psycho-
logical chain reaction of reinforcing feelings
and perceptions is set up which facilitates com-
munication between Bill and him. When
Jones addresses himself to Bill's feelings and
perceptions from Bill's point of view, Bill
feels understood and accepted as a person; he
feels free to express his differences. Bill sees.
Jones as a source of help; Jones sees Bill as an
interesting person. Bill in turn becomes more
cooperative.

(6) If I have identified correctly these very
common patterns of personal communication,
then some interesting hypotheses can be stated:

(a) Jones's method works better than Smith's,
not because of any magic, but because Jones has
a better map than Smith of the process of personal
communication.

(b) The practice of Jones's method, however,
is not merely an intellectual exercise. It depends
on Jones's capacity and willingness to see and ac-

cept points of view different from his own, and to
practice this orientation in a face-to-face relation-
ship. This practice involves an emotional as well
as an intellectual achievement. It depends in part
on Jones's awareness of himself, in part on the prac-
tice of a skill.

(c) Although our colleges and universities try
to get students to appreciate intellectually points
of view different from their own, very little is
done to help them to implement this general in-
tellectual appreciation in a simple face-to-face re-
lationship-at the level of a skill. Most educa-
tional institutions train their students to be logi-
cal, lucid, and clear. Very little is done to help
them to listen more skillfully. As a result, our
educated world contains too many Smiths and too
few Joneses.

(d) The biggest block to personal communica-
tion is man's inability to listen intelligently, un-
derstandingly, and skillfully to another person.
This deficiency in the modern world is widespread
and appalling. In our universities as well as else-
where, too little is being done about it.

(7) In conclusion, let me apologize for act-
ing toward you the way Smith did. But who
am I to violate a long-standing academic tra-
ditionl
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THERAPEUTIC PRINCIPLES IN GROUP LEADERSHIP AND

GROUP RELATIONSHIP

by

Carl R. Rogers
University of Chicago

In presenting the way in which I see the relationship between the
principles of psychotherapy and the problems of group leadership and group
interaction I am going to divide my remarks into two sharply separated
sections. First I would like to draw from my experience in psychotherapy
a few of the learnings which seem to me most basic. Then I shall indicate
the way in which these learnings were applied in practice by one individual
in a complex group situation in industry.

Some Hypotheses Regarding the
Facilitation of Personal Growth

For more than twenty-five years I have been trying to meet the chal-
lenge of providing help for troubled, conflicted, distrubed individuals.
During that twenty-five years I have come to change almost all of the con-
cepts with which I initially started my professional career. One brief way
of describing the change which has taken place in me is to say that in my
early profesional years I was asking the question, How can I treat, or cure,
or change this person? Now I would phrase the question in this way: How
can I provide a relationship which this person may use for his own personal
growth?

It is as I have come to put the question in this second way that I
realize that whatever I have learned is applicable to all of my human
relationships, not just to working with clients with problems. It is for
this reason that I feel it is possible that the learnings which have had
meaning for me in my experience may have some meaning for you in your exper-
ience, since all of us are involved in human relationships.

Perhaps I should start with a negative learning. It has gradually been
driven home to me that I cannot be of much help to this troubled person by
means of any intellectual or training procedure. No approach which relies
upon knowledge, upon training, upon the acceptance of something that is
taught, is of any great use. These approaches seem so tempting and direct
that I have, in the past, tried a great many of them. It is possible to
explain a person to himself, to prescribe steps which should lead him for-
ward, to train him in knowledge about a more satisfying mode of life. But
such methods are, in my experience, futile and inconsequential. The most
they can accomplish is some temporary change, which soon disappears, leaving
the individual more than ever convinced of his inadequacy.

The failure of any such approach through the intellect has forced me to
recognize that change appears to come about through experience in a re-
lationship. So I am going to try to state tvery briefly and informally, some
of the essential hypotheses regarding a helping relationship which have
seemed to gain increasing confirmation both from experience and research.
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I can state the overall hypothesis in one sentence, as follows. If I
can provide a certain type of relationship, the other person will discover
within himself the capacity to use that relationship for growth and a pro-
cess will occur in which change and personal development will take place.

But what meaning do these terms have? Let me take separately the three
major phrases in this sentence and indicate something of the meaning they
have for me. What is this certain type of relationship I would like to
provide?

I have found that the more that I can be genuine the more I can be "all
there" in the relationship, the smore helpful it will be. This means that I
need to be aware of my own feelings, in so far as possible, rather than
presenting an outward facade of one attitude, while actually holding another
attitude at a deeper or unconscious level. Being genuine also involves the
willingness tobe and to express, in my words and my behavior, the various
feelings and attitudes which exist in me. It is only in this way that the
relationship can have reality, and reality seems deeply important as a first
condition. It is only by providing the integrated reality which is in me,
that the other person can successfully seek for the reality in him.

As a second condition, I find that the more acceptance and liking I
feel toward this individual, the more I will be creating a relationship
which he can use. By acceptance I mean a warm regard for him as a person
of unconditional self-worth -- of value no matter what his condition, his
behavior, or his feelings. It means a respect and liking for him as a sepa-
rate person, a willingness for.him to possess his own feelings in his own
way. It means an acceptance of and regard for his attitudes of the moment,
no matter how negative or positive, no matter how much they may contradict
other attitudes he has held in the past. This acceptance of each fluctuat-
ing aspect of this other person makes it for him a relationship of warmth
and safety, and the safety of being liked and prized as a person seems a
highly important element in a helping relationship.

I also find that the relationship is significant to the extent that I
feel a continuing desire to understand -- a sensitive empathy with each of
the client's feelings and communications as they seem to him at that moment.
Acceptance does not mean much until it involves understanding. It is only
as I understand the feelings and thoughts which seem so horrible to you, or
so weak, or so sentimental, or so bizare -- it is only as I see them as you
see them, and accept them and you, that you can feel really free to explore
all the hidden nooks and frightening crannies of your inner and often buried
experience. This freedom is an important condition of the relationship.
There is implied here a freedom to explore oneself at both conscious and
unconscious levels, as rapidly as one can dare to embark on this dangerous
quest. There is also a complete freedom from any type of moral or diagnos-
tic evaluation, since all such evaluations are, I believe, always threaten-
ing.

Thus the relationship which I have found helpful is characterized by
a sort of transparency or "all-thereness" on my part, in which my real feel-
ings are evident; by an acceptance of this other person as a separate per-
son with value in his own right; and by a deep empathic understanding which
enables me to see his private world through his eyes. When these conditions
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are achieved, I become a companion to my client, accompanying him in the
frightening search for himself, which he now feels free to undertake.

I am by no means always able to achieve this kind of relationship with
another, and sometimes, even when I feel I have achieved it in myself, he
may be too frightened to perceive what is being offered to him. But I
would say that when I hold in myself the kind of attitudes I have described,
and when the other person can to some degree experience these attitudes,
then I believe that change and constructive personal development will in-
variably occur -- and I include that word "invariably" only after long and
careful consideration.

So much for the relationship. The second phrase in my over-all hypo-
thesis was that the individual will discover within himself the capacity to
use this relationship for growth. I will try to indicate something of the
meaning which that phrase has for me. Gradually my experience has forced
me to conclude that the individual has within himself the capacity and the
tendency, latent if not evident, to move forward toward maturity. In a
suitable psychological climate this tendency is released, and becomes actual
rather than potential. It is evident in the capacity of the individual to
understand those aspects of his life and of himself which are causing him
pain and dissatisfaction, an understanding which probes beneath his con-
scious knowledge of himself into those experiences which he has hidden from
himself because of their threatening nature. It shows itself in the ten-
dency to reorganize his personality and his relationship to life in ways
which are regarded as more mature. Whether one calls it a growth tendency,
a drive toward self-actualization, or a forward-moving directional tendency,
it is the mainsprihg of life, and is, in the last analysis, the tendency
upon which all psychotherapy depends. It is the urge which is evident in
all organic and human life -- to expand, extend, become outonomous, develop,
mature -- the tendency to express and activate all the capacities of the
organism, to the extent that such activation enhances the organism or the
self. This tendency may become deeply buried under layer after layer of
encrusted psychological defenses; it may be hidden behind elaborate facades
which deny its existence; but it is my belief that it exists in every indi-
vidual, and awaits only the proper conditions to be released and expressed.

I have attempted to describe the relationship which is basic to con-
structive personality change. I have tried to put into words the type of
capacity which the individual brings to such a relationship. The third
phrase of my general statement was that as a result of a process, change and
personal development would occur. It is my hypothesis that in such a re-
lationship the individual will reorganize himself at both the conscious and
deeper levels of his personality in such a manner as to cope with life more
consturctively, more intelligently, and in a more socialized as well as a
more satisfying way.

Here I can depart from speculation and bring in the steadily increas-
ing body of solid research knowledge which is accumulating. We know now
that individuals who live in such a relationship even for a relatively
limited number of hours show profound and significant changes in person-
ality, attitudes, and behavior, changes that do not occur in matched contrdl
groups. In such a relationship the individual becomes more integrated, more
effective. He shows fewer of the characteristics which are usually termed
neurotic or psychotic, and more of the characteristics of the healthy, well-
functioning person. He changes his perception of himself, becoming more
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realistic in his views of self. He becomes more like the person he wishes
to be. He values himself more highly. He is more self-confident and self-
directing. He has a better understanding of himself, becomes more open to
his experience, denies or represses less of his experience. He becomes more
accepting in his attitudes toward others, seeing others as more similar to
himself.

In his behavior he shows similar changes. He is less frustrated by
stress, and recovers from stress more quickly. He becomes more mature in
his everyday behavior as this is observed by friends. He is less defensive,
more adaptive, more able to meet situations creatively.

These are some of the changes which we now know come about in individ-
uals who have completed a series of counseling interviews in which the
psychological atmosphere approximates the relationship I described. Each
of the statements made is based upon objective evidence. Much more re-
search needs to be done, but there can no longer be any doubt as to the
effectiveness of such a relationship in producing personality change.

To me, the exciting thing about these research findings is not simply
the fact that they measure the efficacy of one form of psychotherapy,
though that is by no means unimportant. The excitement comes from the fact
that these findings justify an even broader hypothesis regarding all human
relationships. There seems every reason to suppose that the therapeutic
relationship is only one instance of interpersonal relations, and that the
same lawfulness governs all such relationships. Thus it seems reasonable
to hypothesize that if the parent creates with his child a psychological
climate such as we have described, then the child will become more self-
directing, socialized, and mature. To the extent that the teacher creates
such a relationship with his class, the student will become a self-initiated
learner, more original, more self-disciplined, less anxious and other-
directed. If the administrator, or military or industrial leader, creates
such a climate within his organization, then his staff will become more
self-responsible, more creative, better able to adapt to new problems, more
basically cooperative. It appears possible to me that we are seeing the
emergence of a new field of human relationships, in which we may specify
that if certain attitudinal conditions exist, then certain definable : :
changes will occur.

Let me conclude this first section by returning to a personal state-
ment. I have tried to share with you something of what I have learned in
trying to be of help to troubled, unhappy, maladjusted individuals.

I have formulated the hypothesis which has gradually come to have
meaning for me - not only in my relationship to clients in distress, but
in all my human relationships. I have indicated that such research know-
ledge as we have supports this hypothesis, but that there is much more in-
vestigation needed. I should like now to pull together into one statement
the conditions of this general hypothesis, and the effects which are speci-
fied.

If I can create a relationship characterized on my part:

by a genuineness and transparency, in which I am my real
feelings;
by a warm acceptance of and liking for the other person as
a separate individual;
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by a sensitive ability to see his world and himself as he
sees them;

Then the other individual in the relationship:

will experience and understand aspects of himself which
previously he has repressed;
will find himself becoming better integrated, more able
to function effectively;
will become more similar to the person he would like to be;
will be more self-directing and self-confident;
will become more of a person, more unique and more self-
expressive;
will be able to cope with the problems of life mobe adequately
and more comfortably.

I believe that this statement holds whether I am speaking of my rela-
tionship with a client, with a group of students or staff members, with my
family or children. It seems to me that we have there a general hypothesis
which offers exciting possibilities for the development of creative, adap-
tive, autonmous persons.

Group-Centered Leadership in an
Industrial Organization

I have given some of the basic principles which I hate learned from
the practice of therapy. But specifically, practically, hoi can such prin-
ciples be implemented in group leadership?

I thought first of giving examples from the operation of the staff
group at the Counseling Center, or from the learnings of our clerical staff
in utilizing such principles. I thought of drawing examples from our exper-
ience in conducting workshop groups. But the reaction of many people to
such experience is -- yes, but these people are themselves interested in
counseling, and perhaps that is why a group-centered approach seems effec-
tive.

So I have decided to draw upon the experience of Mr. James Richard in
his work as plant superintendent in a plant employing some 250 workers, an
experience reported much more fully in Thomas Gordon' s new book, Group-
Centered Leadership.*

The Background

Jim Richard was assistant to the vice-president when this story begins.
He was a competent young executive, much interested in human relations, and
very skillful in relating himself both to top management and to workers. He
wanted more participation by all employees of the Company, free communi-
cation up and down the dhain of authority, more identification of people
with the Company. But afterfour years of effort he found that much of what
he had accomplished by his well-intentioned efforts had been to transfer a
large amount of the informal power in the Company to himself, 'and to make
members of the Company, both management and workers, dependent on him for

*Houghton Mifflin, 1955.



6.

carrying through many matters which were in no way his real responsibility.
He realized that the subtle manipulations he had used had not particularly
helped communication, and that many resentments and suspicions toward him
and toward group processes generally, were developing.

In this situation, he began to rethink what he was doing. He came in
contact with Thomas Gordon, and was instrumental in bringing him into the
company as a consultant. Particularly through consultation with Gordon and
Chris Argyris, and through acquaintance with the written material on client-
centered therapy, he began to develop a new concept of group leadership. At
about this time he was made Production Superintendent in charge of the
plant of 250 people, with about a dozen men - foreman, a time-study man, a
production engineer, and a personnel man, reporting to him. He decided to
implement his newer understanding in the conduct of this position, and to
try thereapeutic principles in running a factory which made pumps.

The Approach

His first effort was to establish an atmosphere, a climate, of accep-
tance and understanding. He changed from the traditional boss's office to
a conference room. There was no desk for him, and only a large conference
table. He says, "As the men used the room, I responded to their way of
acting so that gradually the room was arranged to meet their use of it.
In time we managed to create an atmosphere where a man could put his feet
up, cuss, slam his fist down, or laugh out loud. Castings, blueprints, or
worksheets often covered the table. It wasn't an office. It was a place
to cut loose and get it off your chest -- a place where men of action
could apply their minds or let their feelings go.

"The room was open but it was also a place where two men could sit in
privacy and talk alone. This developed as the group learned to work to-
gether and acquired more respect and sensitivity to their colleagues' feel-
ings. Whenever I was in close discussion with someone, others sensed it
and intruded only long enough to say, 'Give me a buzz when you're through,
will you?' or, 'Put me on the. list sometime today.'

"The physical setting was merely an outward manifestation of a basic
attitude. This attitude was also demonstrated through interpersonal con-
tacts. I sought to reduce to a minimum the dependency which would come
from close supervision from me, with all of the controls, advice, decision.
making and problem-solving which might be d one sheerly on an authority
basis. This was not to deny an authority difference but rather to de-
emphasize the difference as much as possible and to maximize opportunity
for independent action.

"In order to develop this kind of atmosphere I spent more of my time
in my office and less time out in the plant. Only after the relationships
that I sought with members of the supervision group had been established
did I alter this habit.

"In my own conduct I strove to focus attentively on individuals, and
to respond with warmth and with acceptance of their problems. I tried
also to give openly my own feelings, reactions and ideas. In general, I
worked for an atmosphere of give-and-take, striving as much as possible to
gain acceptance and use of my contributions on the strength of their merit
rather than on my rank,"*
* These and the quotations in the following pages are all from Gordon,
Group-Centered Leadership Chapter 12, except where noted.
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I wonder if the significance of these quotations is reaching you.

Here is a man who has been given the responsibility for manufacturing cast-
ings , in a highly competitive and cost-conscious company, and he is not
thinking primarily about castings and costs, but about people and his re-
lationships to people.

As one might expect, the foremen reacted to his approach with mixed
feelings. They felt a sense of release from close and arbitrary super-
vision. But some also felt that they did not want to lose the dependence
on authority to which they were accustomed. They also used their new-
found freedom to voice deep resentments toward some of the top-management
group. In many instances they wanted Richard to assume, at least tempor-
arily, an authoritative role, in order to punish one of their own members,
or to fight management on smae issue, or to guide or reassure them in
their own work. It was by no means clear sailing.

The Functions of the Group-Centered Leader

In this situation Richard gradually found himself carrying out var-
ious functions, as his foremen brought their problems and concerns to him,
usually in small groups, sometimes singly. One function "consisted of
facilitating communication in a group situation, much like the group-
centered leader in a discussion group. Here I simply reflected the mean-
ing of statements, linked together the statements of different speakers,
requesting clarification when the meaning of statements was not apparent,
and so on." Here he was endeavoring to help members of the group clarify
their feelings and attitudes as a basis for action.

Another function "was that of accumulating facts fromthe foremen,
from my own records, and from others in the organization, for the purpose
of organizing them and making them available for use by some group in the
process of problem-solving." Here he functioned as a resource person for
the group, not to influence a decision, but to help provide the facts upon
which it might be based.

A third function "consisted of providing a therapeutic atmosphere for
a group of persons deeply involved in a problem at the feeling level. Here
my role was very much like that of a group therapist, carrying out a
therapeutic function for individuals interacting on a plane of feelings
where they had never met before." As an example of this we might give one
of the incidents Richard describes.* A foreman, obviously disturbed, comes
in.

Foreman: Say, what do we do about the policy of Leave of Absence?
Do we go by the rule the way it says or what?

Supt: Well, I dunno, Mike , what's the situation:

Mike: Well, I got a girl, Susy, who's been on leave, and she's sup-
posed to be back this morning. But her brother-in-law who
works for me too, came in this morning and says she ain't
coming in -- she's off with her boyfriend who is on leave from
the army and decided to stay another day.

Supt: Well -- I think we better get Joe (personnel man) in here and
hash this out.

* This incident is from a manuscript given to me by Mr. Richard.
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So the personnel man is invited in and the Superintendent briefs him
on the problem.

Supt: Hi, Joe, Mike's got a problem. He just found out that Susy is
taking an extra day on her Leave of Absence.

Joe : Well, I don't see that there is any problem. She knos the rule.
It was explained to her very clearly that she was due back today,
and that if she wanted extra time she'd have to get permission in
advance. She just took it on her own to take another day .- she
just plain flaunted the rule.

Supt: You feel there is no problem -- that it's obvious she disobeyed
the rule?

Joe: Sure. If you aren't going to live by them, why have the rules?
You might just as well throw the rules out if you are going to
let people break them on you&

Mike: Well, Yeah -- that's right. As far as my own personal feelings
are concerned, though, Ild rather let it go. It would be easier
on me -- Susy isn't a bad worker -- I don't have anything at all
against Susy - and my own feelings are just let it go by. Maybe
jack Susy up a little tomorrow when she comes in. But then I
think about another guy X-ve got coming up pretty soon -- and he's
going to want a Leave of Absence. Now he's a guy who always takes
advantage of me if he gets an opening. And if I let Susy get by
with it, he's bound to throw thatup to me after he's broken the
rule, and there'll be nothing I can do about it then.

Supt: I see. You sort of feel like overlooking Susy's taking the extra
day, but you fear this may leave the door open for others who'll
take advantage of you.

Mike: Yeah, that's right. And then also I've always believed that when
there are policies they ought to be lived up to. I can see some
other formen may have problems like this and I don't want to be
setting a precedent that puts some of them in some future trouble.

Joe: Sure, this doesn't just apply in one place. It applies all over.

Supt: Well, I've got one thought about this -- is there a spirit behind
this rule? Susy's got over a year's seniority, hasn't she? I'm
wondering if we cut it a little too fine if we fire a girl for
one day's infraction of the Leave of Absence permit --

Joe: Well, I sure disagree& If you give in on one day, you have to
give in a week next time and if you give in on a week, you are
pushed farther next time, and pretty soon you don't have anything
at all. You can't be fair to the people with flexible rules that
operate according to the mood you're in that day.

This is simply the start of a long and involved discussion, which
finally involved other foremen and other employees as well, and deep feel-
ings of difference over the applicatioh of this and other rules. Richard
saw his functions as those of serving the group by getting them together;
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of fully understanding the feelings of each member, and conveying some-
thing of that understanding; of expressing his own personal reactions at
times, as a member of the group; of leaving responsibility solidly with the
group, trusting the basic capacity of the group. The solution which was
finally reached was unconventional, personal, but suited to this group at
this particular time.

A fourth function was to carry out "a role not unlike that of a coun-
selor. A member of the supervisory group would bring a problem of a very
.personal sort involving ratherdeep feelings and attitudes. In such situ-
ations I attempted to listen carefully and demonstrate my understanding by
reflecting back to the person the essential feelings and attitudes he was
expressing. On other occasions personal problems grew out of or were mixed
in with plant problems, thus calling for both the therapeutic functions of
a counselor and the more fact-giving functions of a resource person,"

An instance of this function occurred when "One day a foreman came in
to the office and closed the door carefully behind him. He said he had a
grave problem and wanted to talk it over. He explained that he shared a
material bin in common with another foreman, and couldn't get along with-
out the material in this bin. However, the other foreman had forbade him
to use it.

"He explained that he wanted to figure out carefully what to do, and
wanted me to think with him. He said: 'Now I want to do the right thing
here. I realize what's going on. I know that Pete has it against me.
This has been going on ever since (describes an incident of long ago).
Damn it, I've got nothing against the guy, but I know how he feels about
me, and he's bucking me all down the line, and yet I can understand why he
feels that way because it goes way back, and there ain't nothing going to
change the way he's feeling. And even so, I've still got a job to get
done for myself, and him feeling the way he does, it makes it damn tough
for me to operate. So all I want to do is figure out real careful the best
thing to do because I know he ain't going to change his tactics and all I
want to do is just go my way and get my job done.'

"An hour-long discussion ensued. The foreman talked and I concen-
trated on understanding his feelings and trying to follow him as he wove
deeper into them. Most of his time was spent explaining past incidents of
poor relations he had had with his co-foreman, and trying to evaluate the
other foreman's behavior. I never condoned or rejected his judgment of the
other foreman. When the discussion had ended, he had identified for
himself what he felt the problem to be, and had decided Up1on a course of
action.

"I felt my role here was one of hands-off in the friction between
these two men. I had heard from each of them respectively, and each had
gradually revealed some deep feelings. However, it seemed more useful for
me to provide a place where they could safely work through their own pro-
blems, rather than to impose myself into the picture to 'create harmony'
or 'fix things up' or 'straighten these fellows out.' I believed I was
doing both men more good by leaving their relationship up to themselves,
and to time to heal. I felt confident that they would work their problem
out together.

"Several weeks later in the department of the foreman who had come to
me with the problem I asked him how he was making out. He grinned and
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said, 'Oh, we've got it all worked out. I figured out how to talk to him,
and put it up to him. You've got to be scientific on these things."

There were still other functions which Richard found himself carrying
out. These had to do primarily with the relationships to top management.
He says, "Another function I carried out was that of providing members of
the supervisory group the authorit channel through which they could ob-
tain sanction on matters outside their own area of authority and indepen-
dence . . . A sixth function was that of being a spokesman for the super-
visors in order to protect their interest or represent their needs at a
level of authority beyond theirs . . . A seventh function was that of
communicating the limits within which the supervisors were allowed freedom
to operate within the organization, and communicating what top management
expected of the supervisors."

Results

How did this approach work? Here we have not only Richard s impres-'.
sions, but the result of an independent survey conducted by Robert Burns
of the Industrial Relations Center, University of Chicago, and Thomas Gor-
don, in which top management, foremen and shop workers were interviewed.
All are in agreement that after a year of operation the approach was very
successful indeed. Some of the results may be briefly summarized. Again
I am going to quote from Richard.

"An outstanding consequence of this leadership approach was the growth
of individual men. I believe all the men grew measurably, but there were
some instances of unusual development.

"One foreman, when I first knew him, was sulky, stubborn, defiant, and
singularly inarticulate. I had heard it said of him before, 'He has some
pretty good qualities, but he's too bull-headed. He'll never make a fore-
man -- can't talk or handle people.' But I watched this foreman develop
into one of the most articulate, soundest thinking, and most natural of
administrators." This was not an isolated instance of personal develop-
ment.

"The second consequence, and a direct goal I had sought, was strong
cohesion of the group itself. After the early stages, when we had really
worked together for some time in the way I have described, the group was
able to function to a striking degree from its own resources. I tested
this in many ways, and felt very grateful with the ways in which I was not
needed. The factory began to function smoothly, efficiently and profitably-- and although I indeed was much involved in a number of knotty and per-plexing problems, I believe it can truly be said that the group was run-
ning the operation. Leadership had been distributed, so that I was able to
work with more effectiveness where I could contribute most, while other
members of the group actually took over certain leadership aspects which
they were better able to fulfill.

"It seems almost needless to say that morale rose. And it should be
pointed out that there were no 'discipline' problems, no problems of 'get-ting men to take responsibility'. In fact, my problem actually became one
of keeping up with the group and giving them the quality of performance and
thought that their vigorous, energetic, and enthusiastic activity required.
I had to scoot to keep up . . .



11.

"The observation that 'productivity increased' is not quite adequate
to describe the result I observed. Not only did the men work harder, do
more, respond to conditions better, they did this with a special quality -
a quality of creativity. They worked with zest, and with real thought and
interest, As the members individually grew and functioned more fully, and
as the group became a self-propelled, closely knit and smoothly working
organization, the men really began to put themselves into the job. They
didn't stand in unison and sing the company song. They argued and worked
and sweated -- but with respect for themselves, respect for each other,
respect for their men and respect for the Company. They gave of themselves
individually in a way which leads me to characterize their productivity as
having had the special quality of creativity."
Some Problems

Naturally, Richard found many perplexing problems, not all of them re-
solved, in utilizing this type of leadership in this modest-sized industry.

The initial scepticism, reluctance, and dependence of the foremen has
been mentioned. Even more resistance and criticism came from top manage-
ment. Except for the owner of the company, who was willing to see this
approach given a trial, members of management felt that Richard was being
impractical and weak, and felt that what he was doing threatened their own
positions. Typical comments were as follows:

"You're dreaming You actually let those guys tell you what they're
to dol"

"You're babying people too much."
"You sit around with these people talking about trivial matters that
could be settled in a few minutes by a competent person"l

"It's your job to tell these people what their jobs are, and see that
they do them."

Perhaps the most significant commentary on these management attitudes
is that after a little more than a year's experience in providing this
type of leadership in the shop, Richard was promoted to a top management
position.

Conclusion

I could go on about this one experiment in utilizing therapeutic prin-
ciples in an industrial plant. But I would much prefer for you to read
about it more fully for yourself in Gordon's book.

Perhaps I can refer back to the first part of my talk, in drawing this
to a conclusion. In this experiment an industrial leader decided to go all
out in the application of therapeutic principles to a production situation.
He focussed on creating a climate in his relationships. He tried, within
his own personal limitations, to adopt an approach of listening acceptance,
of respect, of empathy. He took the very real gamble of relying upon the
capacity of the group for resolving its own problems. He chose to focus on
releasing the capacities for problem-solving, productivity and creativity
in the group. He decided to concentrate on facilitating the development of
responsible, autonomous persons. And I find the results of his experiment
a very exciting challenge.



THEME AND VARIATIONS

(from Time Magazine, April 23, 1956)

If self-analysis made Freud a relatively adjusted man, it never blunted
the sharpness of his search for understanding. He was too restless an
explorer to remain content with his theories, worked until his death on
amendments and additions. He was far less tolerant toward others' dis-
content with his theories, bitterly opposed some followers' deviations,
but might well have accepted others that have developed since. Some
rudiments of the Freudian main theme and principal variations:

Sigmund Freud held that the nature of man is essentially biological;
man is born with certain instinctual drives. Most notable: the drive toward
self-gratification. Basic mental energy, or libido, is equated with sexual
energy by making the word "sex" stand for all pleasure.

Infant's first search for gratification is limited to release of hunger
tension-oral phase. If there is no nipple handy, he puts thumb in mouth.
Next comes satisfaction from defecation-anal phase. Third, pleasure from
sensation in sexual parts-phai phase. (Association of sexual gratification
with reproduction-genital phase-does not come until sexual maturity.)
Beginning about age two, the child's emotional attachment to mother leads to
wishes to displace father-Oedipal feelings (the older, more rigid concept of
an Oedipus complex is now frowned upon).

The psyche is divided horizontally into conscious and unconscious
vertically into id eo and superego. Gradually the child's unconscious fills
more or less deliberately with things forgotten (suppressed) because they are
unpleasant, and more importantly, with emotions and drives which are too pain-
ful ever to be tolerated in consciousness (repressed),

The id, entirely unconscious most primitive part of the mind, is con-
cerned only with gratification of drives. The i, almost entirely conscious,
develops from experience and reason, deals with perception of the enviroment,
tries to go about governing id Superego largely unconscious, sits as judge,decides whether or not ego may permit id the gratification it seeks; it is
conscience, made up of attitudes absorbed unwittingly in childhood and (to a
much less extent) of attitudes consciously learned or adopted later.

Neurosis to Freud results from unsuccessful attempt by the personalityto achieve harmony among id, ego and superego, and this failure in turn results
from arrest of development at an immature stage, Commonest cause of emotional
disharmony: failure to resolve Oedipal feelings.. Example: many girls who
profess to seek marriage actually avoid it because the prospect activates the
threat of unacceptable emotions which are fixated to their fathers,

Among the mechanisms used to deal with conflicts: projection involves
denial of an unacceptable element in the self and projecting it onto others,
e.g., man who bangs desk and shouts: "Who's excited? You're excited, not metnReaction formation covers conversion of unacceptable hostility into cloying
solicitousness, seen in many do-gooders and some overprotective mothers who
unconsciously reject their children,
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Another way of using libidinal energy: sublimation into constructive
and creative work or play.

To resolve neuroses, patient on couch tells in free association all that
comes into his mind, especially about early trauma (shock.) Since infancy and
much of childhood are consciously "forgotten," these experiences must be
recaptured with the help of the language of dreams--perhaps the most important
single tool of analysis. There is no absolute symbolism (snakes may be phallic
to one dreamer but to another merely reminiscent of a trip to the zoo), hence
no universal key to the meaning of dreams. Analysis is complete when the patient
has developed social responsibility, having dredged up all pertinent childhood
trauma, recognized his unconscious Oedipal and other socially unacceptable
impulses, and learned at a deep emotional level rather than a superficial
intellectual level to live with such id-bits.

ALFRED ADLER (1870-1937) developed "individual psychology," which denies
the overriding importance of infantile sexuality, argues that sexual maladjust-
ments are a sympton, not a cause of neurosis. Adler gave inferiority complex
to the language, said infants have inferiority feelings because they are small,
helpless. Lack of parental tenderness, neglect or ridicule may make these
feelings neurotic. Natural tendency is to seek compensation by becoming superior,
hence open struggle for naked power. Power drives are often neurotic because
directed to impractical goals. Emphasized ego over id,

CAR GUSTAV JUNG of Zurich holds that primal libido, or life force, is
composed of both sexual and nonsexual energy, accepts an individual unconscious
similar to Freud's but sees also a collective unconscious containing mants
"racial memories". Within this are:-emotional stereotypes (archetypes) common
to all races of man, e.g., the Jovian figure of the "old, wise man," the earth-
mother. In Jungian "analytical psychology," the analyist participates more
actively than in Freudian analysis. Jung aims especially at people over 40,
largely because he believes they must feel the need of a religious outlook,
which he encourages.

OTTO RANK (1884-1939) went Freud one better, held that Oedipal feelings
came too late to be decisive. Real trouble, said he, was birth trauma-the
shock of having to leave the warm security of the womb for the harsh reality of
separate life. Anxiety caused by this experience formed sort of reservoir which
should seep away gradually during maturation. If it persisted, then neurosis
set in. Rank hoped to shorten analysis by going back to birth traumas ignoring
most of childhood.

KAREN HORNEY (1885-1952) applied the thinking of anthropologists and
sociologists to psychoanalysis, gave great weight to cultural factors in neurosis.
Rejected Freud s biological orientation, emphasized importance of present life
situation. Modified Adler's concept of neurotic goals, adding that these contain
their oun sources of anxiety. Thus in coping with one difficulty, patient may
set up neurotic defenses which bring on new difficulties, and so on. Widely
remembered for her unfortunately titled book, Self-Analysis (1942), which is
no do it yourself kit for cracks in the psyche.
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HARRY STACK SULLIVAN (1892-1949) held that the human individual is the
product of interpersonal relations, based an entire analytic theory on this
concept. Pattern of child's earliest nonsexual relationships with significant
figures largely (but not rigidly) determines the pattern of all later inter-
personal integration Man's aims are seen as pursuit of satisfaction (biological)
and pursuit of security (cultural). If society denies satisfaction in sexual
sphere, neurosis may result, but according to Sullivanians (a numerically small
but influential school in U.S.), it comes far more often from frustration, for
whatever reason, in cultural sphere.

ERICH FROMM of Manhattan and Mexico City denies that satisfaction of
instinctual drives is focal problem, points out that man has fewer inherited
behavior patterns than any other creature. In feudal times, he argues, the
stratified, crystallized society wherein every individual knew his place gave
security. Renaissance and mercantilism brought freedom from antlike existence
but conferred (except on a privileged few) no freedom to work toward individual
self-fulfillment. Thus neurosis today results mainly from frustrations which
present trend of society threatens to intensify.

"Reprinted by permission from Time Magazine, Copyright Time Inc. 1956."
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RSXISTANC TO CHANGEw

ITS ANALYSIS AND PREVENTION

by Alvin Zander
Research Center for Group Dynamics

University ofMichi.an

Obvious improvements have some-
times caused intense resistance.
Research shows that a change
may be resented unless intelligent
planning is done in aFvance to
help the "changeegd' understand their
own feelings.

In order to derive the benefit from research in industrial relations, some-
one must plan a program of action to apply them. When one begins implementing,
he must change the social system in some way. The creation of this change can
cause the development of resistance in those influenced by the change.

First, we shall look at what resistance is; second, the conditions that
appear to be associated with its development; and third, some means whereby
resistance may be prevented or decreased.

NATURE CF RESISTANCE

Let us look at some examples of resistance growing out of administrative
changes.

A large number of foremen in a company were given training in how to treat
their men like human beings. They liked the course and were eager to apply their
learnings on the job. The company found, however, that relatively few of the
foremen are really behaving any differently on the job. They know their stuff but
do not use it.

In one of the paper-shuffling goverrment agencies a new data form was
developed which all admitted was briefer, more logical, and easier to use. Yet,
this department found that the employees often omitted much of the data needed on
this form, their speed of work decreased, and they objected to it on many in-
significant grounds.

Our favorite example of resistance was furnished by a farmer in the TVA
area. He assured us that he knew all about contour plowing, the rotation of crops,
and the use of what he called "phosaphate" for improving the soil. He allowed as
how these were good ideas, "But," he said, "I don't do it that way."

These examples have one comon denominator which might serve here as a
definition of resistance. They describe behavior which is intended to protect an

Adapted from a paper presented at the meeting of the American Society for
Public Administration in Washington, D.C.
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individual from the effects of real or imagined change. This reaction might be
to either real or imagined change since the resister might be reacting to things
that were really not changed but he thinks were, or fears that they might be. If
a person believes a change has been made, or fears potential change, it makes no
difference whether or not it is true in fact. He will act as though there has
been a change.

How can one recognize when resistance is working? Unfortunately, there is
no list of typical behavior which can be described as the symptoms of resistance,
which, if present, indicate that one is dealing with this phenomenon. It is the
protective function which the behavior is providing which determines whether or
not a person is resisting, rather than the kind of thing he does. By the same
token, all behavior which opposes change is not necessarily resistance. Some
opposition to change may be perfectly logical and grounded on well supported
reasons. The behavior must be attempting to protect the person against the con-
sequences of the change in order for it to be resistance. This may be clearer if
we look at the origin of the concept.

THE HOSTILITY PATTERN

The term and the concept we are using here has been borrowed from psycho-
therapy. When a therapist is attempting to change the behavior of the patient,
he expects resistance from him. The therapist takes the position that the pattern
of behavior used by the patient (which makes him a "sick" person) is a means to
some satisfaction for him even though it also may make him ineffective or unhappy.
Resistance occurs in the patient when the process of change (therapy here) comes
close to being successful. When faced with the unpleasant necessity of giving up
the behavior he does not like, but somehow needs, he begins to balk. He becomes
silent, blushes, changes the subject, tells fibs, comes late to appointments, be-
comes angry with the therapist, or any of a number of similar things. The ther-
apist watches for the context in which these signs of resistance occur since these
indicate the crucial problems in the way the patient sees and deals with his world.

For the administrator, resistance may occur under fairly similar conditions.
When he attempts to create a change the administrator may develop, unintentionally,
many threats to the person or groups with whom he works. The behavior used by the
resister may take many forms.

It may take the form of hostility either openly expressed or obliquely
implied. The aggression may be directed against the change itself or against the
administrator. What is done depends on how the person can safely resist without
further endangering himself in that situation. Other symptoms of resistance may
be sloppy effort after the change has been made, or fawning submissiveness which
is a hybrid of applepolishing and apathy. It can occur by lowering the level of
aspiration to an inefficient degree, discouragement, or the development of unhappy
cliques and outspoken factions. It is important, however, to remind ourselves,
that it is the function which such actions are performing for the person that
makes them resistance rather than what they look like.

WHERE RESISTANCE STARTS

It will be helpful if we look at a few conditions conducive to resistance.

1. Resistance can be expected if the nature of the change is not made
clear to the people who are going to be influenced by the change. In one of the
largest government agencies, a change required one department which originally bad
the responsibility of processing papers involved in contacts with certain
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industries to share this task with another office. Announcement of the change
was issued in a brief statement. The inmediate reaction was violent objection,
even though some of the workers privately admitted that it was a wise and necessary
move. They were reacting to incomplete information. Many people fear incomplete
information about changes which influence them. It is more comfortable to know
exactly where one stands.

There is some evidence to support the hypothesis that those persons who dis-
like their jobs, will most dislike ambiguity in a proposed change. They want to
know exactly what they must do in order to be sure to avoid the unpleasant aspects
of their Jobs. Some administrators may attach too much importance to the value
of information itself. Apparently they reason that people "ought not" to resist
the way they do because the administrator has told them everything he thinks is
important for them to know about the impending change.

2. Different people will see different meanings in the proposed change.
Some of the resistant reaction described above came about because some workers saw
the change as an indication that they had been doing a poor Job, others assumed
it meant their office would soon be abolished, still others were troubled since
they were losing some of the power they had formerly controlled. We tend to see
in our world the things that we expect to see. Complete information can just as
readily be distorted as inccmplete information, especially so if the workers have
found discomfort and threats in their past work situation.

3. Resistance can be expected when those influenced are caught in a jam
between strong forces pushing them to make the change and strong forces deterring
them against making the change.

4. Resistance may be expected to the degree that the persons influenced by
the change have pressure put upon them to make it, and will be decreased to the
degree that these same persons are able to have some "say" in the nature or di-
rection of the change. In a garment factory a change was required. The switch
meant that workers would be asked to change their jobs and in many cases, to
develop working relationships with new people. An experiment was made in which
three different styles of introducing this change were tried out. One group of
workers were simply nformed about the change and were allowed to ask questions.
They developed the most resistance as measured by turnover, absenteeism, and
slowness in learning the job. Resistance was less in those groups who sent
representatives to a meeting in which the nature of the change was discussed and
all persons present made plans to carry out the change.

Resistance was least in the groups in which those to be affected discussed
the nature of the change, laid plans for making it, and as a total group made
decisions which were satisfactory to the entire group. In this latter group
everyone participated. They had an opportunity to develop their own motivation
instead of making the change only on the basis of orders from the boss. The fact
that they were able to develop their own understanding of the need for the change
and their own decisions about how to do it, reduced resistance most effectively.

5. Resistance may be expected if the change is made on personal grounds
rather than impersonal requirements or sanctions. A supervisor posted the follow-
ing notice:

I have always felt that promptness is an important indicator
of an employee's interest in his Job4 I will feel much better if
you are at your desk at the proper tine.
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Faployees responded to this notice by appointing a conmittee to get informa-
tion which would justify their late arrival, at the office. Many aministrators
can expect trouble in establishing a change if it is requested in terms of what
"I think is necessary'; rather than making the request in the light of "our
objectives," the rules, the present state of affairs, or some other impersonal
requirement.

6. Resistance may be expected if the change ignores the already estU.o;l-d
institutions in the group. Every work situation develops certain customs in
doing the work or in the relations among the workers. The administrator who ig-
nores institutionalized patterns of work and abruptly attempts to create a new
state of affairs which demands that these customs be abolished without further con-
sideration will surely run into resistance.

These are a few of the conditions in which resistance might be expected to
occur. There probably are many others.

DECREASING RESISTANCE

Some proceduresi on the part of the administrator might be useful in pre-
venting or decreasing fhe resistance which arises in a changed situation. Let
us look at a major principle in preventing resistance and some of its basic im-
plications:

Resistance wi 1 be prevented to the degree that the changer
helps the changee to develop their own understandiEg of the
need for the chan anan explicit awareness of how they feel
about it, and what'can be done about those feelngs.
This principle implies that the administrator can use resistance as an im-

portant symptom. Specifically, he can use the nature of the resistance as an
indicator of the cause of resistance. It will be most helpful to him as a symp-
tom, if he diagnoses the Causes for it when it occurs rather than inhibiting it
at once. The same resistant behavior, for example, may indicate that one person
feels that he has lost prestige by the change, to another it may mean that he
has lost power over an area of influence which he formerly controlled, and to
still another it may mean rthat he fears that his friends will think less well of
him. An administrator muit know what the resistance means in order that he may
effectively lessen it by Forking on the causes instead of the symptom.

There has been a g9od deal of experience in recent years in staff meetings
and in work conferences l4ke the National Training Laboratory for Group Develop-
ment with the use of a group observer. This observer gives to the group, and the
leaders, information about the group and the nature of any resistance. In these
cases, the data about its.lf is made common group property for all members to dis-
cuss and to use in plannihg better work relations.

This communicatiori must go in both directions. If two-way communication is
not maintained, negative attitudes created during resistance will tend to persist.
RESTORING UNDERSTANDING

In a utility compny a new office was formed with a new set of supervisors.
The entire staff of supervisors called the workers together and scolded them for
shortcomings in their performance. The tone used by the supervisors was so ag-
gressive that the employees found it difficult thereafter to discuss anything with



them except those topics directly related to the effectiveness of production. The
workers kept themselves at a distance from the supervisors and the supervisors
made no move to close the gap. The result was that distance between these two
groups made it impossible for them to come to any new understanding of each other.
This mounting hostility was lessened only when the personnel department advised a
number of "gripe-sessions" with smal groups of workers in which the two levels
developed a new understanding of each other.

Another implication in the above principle is that there is value in blowing
off steam. The psychologists call this a "catharsis." There is good evidence
that new attitudes can be accepted by a person only if he has a chance to thor-
oughly air his original attitude. Resistance to accepting the rigid, and often
apparently meaningless, rules of military life, showed itself in flagrant violation
of the rules, often in a most aggressive manner. Punishment only increased the
resistance. Relief was provided by group sessions in which men were able to
thoroughly gripe. After this relief of tension, they were able to turn to a rea-
sonable discussion about what they could do to learn to live in terms of these
requirements. It is as though new aircan be put in the tire only after the old
air is released.

A third implication of the earlier expressed principle is that resistance
may be less likely to occur if the group participates in making the decisions about
how the change should be implemented, what the change should be like, how people
might perform in the changed situation, or any other problems that are within their
area of freedom to decide. The experiment in which three ways of introducing a
change were tried out showed that the workers, who had a chance to make a group
decision about the ways in which the change should be made, developed much less
resistance than did those who were simply called together to be told about the
change and have all of their questions answered. What is important here is that
the workers feel that they have a chance to discuss the major factors involved in
the change, a chance to understand the nature of the fears they have in facing
this change, and a chance to plan what they will do to calm their fears.

SELF-DIAGNOSIS GETS ACTION

Still another implication is that resistance will be less likely to develop
if facts which point to the need for change are gathered by the persons who must
make the change. A number of high level supervisors in a utility industry came
to feel that the workers had many negative attitudes about their jobs which were
due to poor supervisory practices. Each supervisor, quite naturally, felt that
other supervisors were at fault. Top management set up a number of study groups
in which the supervisors first learned how they could diagnose the causes of these
negative attitudes. Each supervisor then returned to his own work place and
gathered facts that would be necessary for him to analyse the causes of negative
attitudes he could spot among his workers. Later the supervisors came together
to report their findings. At this meeting their enthusiasm for change in their
own practices was high because they had participated in gathering the facts which
best described their problems. People will be more likely to act in terms of
information they gather themselves than in terms of information gathered by others
and delivered to them. If it is clear that a change is indicated in a given state
of affairs, but the people who ust abide by the change are resisting the shift,
they can come to see it themselves by obtaining the facts which properly "case"
the situation.
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To summarize, we have said that resistance is a problem which any person
who is responsible for social change must face. Even though it is strange and
unexpected behavior, there are causes for the development of this phenomenon.
These causes may be understood, and resistance may be prevented, if the administra-
tor will help the changees develop their own understanding of the need for change
and explicit awareness of how they feel about it, and what can be done about
those feelings.
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on investment as a managerial accounting tool and will present some
thoughts on the use of comparative reports.
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Linear Programming in Production Control

J. G. Carlson

"Programing," as connoted by production managers of today, means
the use of techniques to plan a complex set of interdependent activities in
the best or optimal fashion. Though linear programming is the most pre-
valent term used to identify these techniques others include management
programming and input-output analysis. Linear programming derives its name
from the fact that the typical problems with which it deals are stated
mathematically in the form of linear equations. It actually considers a
number of variables simultaneously and calculates the best possible solution
of a problem within stated limitations.

Furthermore, linear programming can be extended to analyze the effects
of any change in the restrictions, an improvement in efficiency, an increase
or reduction in cost, an increase in capacity. In short linear programming
may be applied not only to finding the best program within given restrictions
but also assessing the advisability of changing the restrictions themselves.

The theory of linear programming was developed by John Von Neumann,
G. B. Danzig, T. C. Koopmans and a few other mathematicians, statisticians
and economists. It was first applied in the Air Force's Project SCOOP with
one of its applications being the Berlin Air Lift. Recent typical applications
have been made in solving problems of maximizing profits on the basis of
material and product allocation and optimal usage of machine and labor time
but military, social and political problems are being increasingly explored.

The nature of the linear programming problem does not lend itself to
ordinary equation solving. The ordinary techniques do not provide a ready
method of solving a problem involving more unknowns than there are equations
available in the quest of determining a solution to a desired equation which
is either maximized or minimized by proper substitution of the unknowns.
Thus with the assumption that all unknowns are positive (non-negative)
numbers the problem boils down to optimizing the solution to an equation as
a function of n unknowns when we can write only m equations (m < n)
relating these unknowns.

Let xi = unknown where i = 1, 2 ..... n.

aji = coefficient of an unknown ,j identifies the equation where
j = 1, 2 .... m and i refers to the unknown where i = 1, 2 .... n.

cj = restriction on an equation where j = 1, 2 ... m.

bi = coefficient of an unknown in the equation in which we seek
to maximize or minimize the function of the unknowns.

Then the problem can be expressed symbolically as:

all x1 + a12 x2 + a13 x3 .... + aln = C1
a21 X1 + a22 x2 + a23 x3 .....+ a2n xn= C2
aml X **+m2 2 + 3 3 mn xn Cmal xal 2 X2 +am3X3 ..... + at x= Cm



Of course there is more than one solution to a set of m equations since
m En but linear programming techniques provide us with a specific solution
which makes another function of the unknowns a maximum or minimum where

f (x) = bl x + b2 X2 + b3 + .... bn x

Solution by the simplex method developed by Dr. George Danzig will be
illustrated later.

The Meaning of the Equations
Let us assume an industrial situation in which, as is customary,

the demand is to make profits as large as possible given certain conditions.

Let x = number of units of commodity 1
X2

"" "" " 2
* * * * * * 0

* . · 9 . .

* * * * * * 0
»t Ht »» «t It

xn n

bl = profit per unit of commodity 1
= it if t of 2b2 2

* * * * * * 0

* * * * * * *

*0* 9 0 s 9 0

;bn ,HIt " , n,= n

then

Total profit = f(x) = b1 xl + b2 x2 + ,.. bi xi ,.. bn xn

= bi Xi
Other conditional assumptions are:

(a) reliable measures of unit profit.
(b) unit profit is constant for each commodity no matter what the

quant ity.
(c) limitations as to the amount of factors of production i.e.,

manpower, machine-time, capital, material, etc.

Thus it is the managers objective to most effectively utilize his limited
factors of production to optimize profits.

Each unit made consumes a known specific amount of any factor of pro-
duction, i.e., raw material, labor time, etc. If xi, as before, equals the
number of units of the ith commodity and kfS is the amount of a factor of
production f required for one unit of the ith commodity then

Total Requirements of f = kfl x1 + kf2 x2 + ... + kfn xn
= kfi Xi
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Now if the total amount of f available is only Af we write:
n

Total Requirement of f = <kfi xi Af
1=1L

and for factor of production g with availability of Ag
n

Total Requirements of g = kgi x Ag

Thus assuming that the requirements for each commodity are directly pro-
portional to the amount made (twice the number twice the factor consumed--
a linear relationship), we find that the total requirements of any one
factor is equal to the sum of total requirements of that factor for each
commodity.

Summarizing we find we look to linear programming techniques to
maximize (or minimize)

f(x) = bi xi
Subject to the Restrictions

kfi xi = Af where xi < 0

Illustrative Example:

Assumpt ions:

(a) Three products Pi , P2 , & P3.
(b) Each product made from two materials A & B.
(c) Material usage as follows:

Product P1 Product P Product Pt
Mat'l A 3 units 1 unit 1 unit
Mat l B 2 units 3 units 2 units

(d) Amount of material available is 1000 units of A and 1000 units of B.
(e) All other factors of production available in sufficient quantity.
(f) Profit per unit is $5 for P1 , $4 for P2 & $3 for P3.
Problem: How many of each product should be manufactured in order to
maximize total profit?

Solution: Let xi = number of units of P1

x2 = number of units of P2
x3 = number of units of P3

Therefore,
Profit = f(x) = 5x1 + 4x2 + 3x3
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Now the amount of each material used cannot exceed 1000 units,
therefore

3x1 + 1x2 + lx3 1000 and

2X1 = 3x2 + 2x3 c 1000

Now if we define two new unknowns, x4 and x5 , as the unused
material A and B respectively, we can rewrite the above two
inequalities as equalities. Thus

3x1 + 1x2 + 1x3 + 1X4 = 1000 - C

2x1 + 3x2 + 2x3 + 1x5 1000 - C2

Therefore, restated, the problem is to maximize

f(x) 5x1 + 4x2 + 3x3
subject to the limitations of

3x1 + 1X2 + lx3 + 1x4 1000 - C

2xl + 3x2 + 2x3 + x =1000 - C2
The Simplex method of solution is shown in Table I. The solution,
which is read in the bottom third of the Table, and in third
column from the left, is

f(x) = 5x1 + 4x2 + 3x3
- 5 600) 4 l000.j + 3(0) = $2000

or,

61000X1 21 -^ 286 units

x2 -10 = 143 units

X3 = 0 = no units

Profit - f(x) = $2000 maximum

Therefore, if 286 units of Product #1, 143 units of Product f#2,
and no units of Product #3 are manufactured, the total profit will
be $2000, which is the maximum amount that can be made with the
limited amount of raw materials available.
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Table I

Simplex Method of Solution

Variable Quantity x1 x2 x3 x4 xg
x4 1000 3 1 1 1 0

x5 1000 2 3 2 0 1

(Profit) -z 0 -5 -4 -3 0 0

5 xl 1 !1000
X5 3 3 3

-z 2.2o2. 0 .Z 2 03 3 3 3

5 xi 6000 -2 9
21 21 21 21

4 x 1000 0 1 4 _ 2 3
2 7 7 7 7

2000 0 0 0 1-z
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Solution By The Simplex Method

1st Tableau

Mat'1 Variable Quantity xl x2 x3 x4 x5
A x4 1000 3 1 1 1 0

B x5 1000 2 3 2 0 1

Profit -z o$0- $-4 $-3 0 0

The first obvious thing to do would be to start producing as much of
Product 1 (xi) as possible because this contributes the most profit per unit.
However the most we can produce would be 1000/3 since this would use up all
of material A available. (3 x 1000/3 + x2 + x3 + x4 = 1000.) Therefore
in replacing x4 by production of x1 we would divide all the totals and co-
efficients in the matrix in x4 row by 3. We note that the divisor is the
number appearing in x1 column x4 row.

x1 1000/3 1 1/3 1/3 1/3 0

In producing xl = 1000/3 what effect would this have on the amount of X5
(amount of material B not used) and what would be the effect on profits?
In the equation including the factor x5 we had

2x1 + 32 + 2x3 + x5 = 1000 :. if xl = 1000/3
and x2 & x3= 0 x5 = 1000/3

and in equation for profits

z - 5x1 + 4x2 + 3x3 :.if xl = 1000/3 z = $5000/3
We must now carry through the relative effect that production of xl has on the
other coefficients in the x5 and z equations. To demonstrate the relative
effect of producing 1000/3 of xl we must have its coefficients in the new
equations for x5 & z be zero. This is done by subtracting these equations as
they are at present from the new xl equation in such a way that the x1 coeffi-
cient be zero. The "rule" is that in making the subtraction only the new e
equation brought in should be modified. In this instance to eliminate the e
effect of adding xl on the x5 equation we multiply the new x1 equation (its
determinant) by 2.

(-) xi (x 2) 2000/3 2' 2/3 2/3 2/3 0

x5 1000 2 3 2 0 1

1000/3 0 7/3 4/3 -2/3 1x5 (new )
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Likewise to cancel the effect of adding xl on the profits equation we multiply
the new xl by 5 and subtract (add).

5 5/3 5/3 5/3 0

-5 -4 -3 0 0

5000/3 0
Z:M -7/3 -4/3 5/3

We now have a solution to our equations which would tell us to produce only
x1 (1000/3 or 333 units), which would use up all of material A, use up only
2000/3 or 667 units of material B and yield a profit of 5000/3 or $167. The
2nd Tableau would appear as follows.

2nd Tableau

Variable

X1

-z

Quantity

1000/3
1000/3
5000/3

1 1/3 1/3 1/3
0

0
-o ~

This could be put in equation form as (we
carry its coefficient along in matrices)

IL7 4/3 -2/3
-73 -4/3 5/3

0

1

0

already know x4 is zero but will

Production of P1 = 1000/3 = x1 + 1/3 x2 + 1/3 x3
1000/3 =

= 5000/3 +

7/3 x2 + 4/3 X3 + x5
7/3 x2 + 4/3 x3

Investigating the 2nd Tableau we discover that there is still a chance to make
a profit by producing some of x2. The maximum amount of x2 which we could
produce is equal to 1000/7 since, with x3 & x5 = 0,

Mat'l B = 1000/3 = 7/3 x2 or x2 - 1000/7
Thus a new x2 is formed to replace X5 by multiplying the X5 row by 3/7.

X2 1000/7 0 1 4/7 -2/7 3/7
To compensate for the effect of producing (or introducing) 1000/7 units of X2
we must again make appropriate modifications of this new x2 and subtract from
present equations. The effect on xl row would be determined by multiplying
the new x2 by 1/3 and subtracting

(-) X2 (x 1/3)
Xl

1000/21
1000/3

0 1/3
1 1/3

4/21
1/3

-2/21
1/3

3/21
0

6000/21 1 0 3/21

xl (x 5)
-Z

5000/3
0

-z (new) 0

Mat'l B

Profit

_ _ _____ · _I _

xi (new) 9/21 -3/21
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Since 1000/3 = xi + 1/3 x 1000/7, xl is reduced in amount desired to maximize
profits from 1000/3 to 333 to 6000/21 or 286. And for the effect on profits
by producing x2 = 1000/7 we would multiply the new x2 by 7/3 and subtract (add)

x2 (x 7/3) 1000/3 0 7/3

5000/3
-z (new) 6000/3

0 -7/3 -4/3
0 0

:_-
0

5/3 0

1 1

Now since producing no other products would increase our profits (all positive
or zero values for -z) this is then an optimum solution.

3rd Tableau

Variable Quantity

X1

X2
-z

6000/21
1000/7
2000

This states that for x3, x4
1000/7 or 143 units.

Xi X2 X3 X4 X5
1 0 3/21 9/21 -3/21
0 1 4/7 -2/7 3/7
0 0 0 1 1

& x5 = 0, and x1 = 6000/21 or 286 units, x2 =

Material A consumption
Material B consumption

Profit

= 3 x 6000/21 + 1 x 1000/7 = 1000
= 2 x 6000/21 + 3 x 1000/7 = 1000
= $5 x 6000/21 + $4 x 1000/7 = $2000

4/3 -2/3 3/3

__ __ ___ _..____. __·___ _I ., -I - -I- _



STATISTICAL CONTROL OF PROCESS QUALITY

By John G. Carlson

Part I

1. Definition of Quality

Quality is a very difficult term to define without leaving out
some essential part of its definition. Roughly it may be stated that
the quality of a product or process may be determined by a comparison
of its characteristics with those given by predetermined specifications,

The quality may be measured in two ways. When the quality re-
cords are lept of certain measurable characteristics then the quality
is said to be expressed by variables. ( Examples - Diameter of a shaft,
length of a bolt, etc.) When the records disclose only the number of
articles conforming or failing to conform to a specific requirement it
is said to be a record by attributes. (Example - parts tested on a Go-
No-Go Gage,)

The level of quality is also important in that the product of a
company usually becomes the raw material of a customer. The customer
will undoubtedly wish some assurance of the reliability of the product
so that the lots purchased will be reasonably consistent with one an-
other and with any which may be purchased in the future.

To improve the quality level of a product may be just as dangerous
to a company as letting the level drop below specified limits. The
customer who receives a high quality lot may demand this quality in the
future and at the same price.

2. Definition of Control

Control means a method for-determining when the activitiea-sof-'
a business are &viating more than they should from the course laid
down by management.

Satisfactory control of a quality takes place when the process
is under control and the quality of the product lives up to the speci-
fied standards. The main function of S.Q.C. is not to establish quality
nor improve it, but to keep it identical with prescribed standards. These
standards by which menagement controls processes should be set with due
consideration for all factors. The requirements of the Sales Dept., the
capabilities of the process, the skill of the workman, the availability
of raw materials and engineering design should all be studied so as to
produce maximum profit for the whole organization.

3. Objectives of SQC

Some of the objectives of SQC may be summarized in the following
list.

a. Reduction in the amount of rejections.
b. Prediction of impending trouble before actual rejections

are incurred.
c. Reduction in the cost of inspection through smaller in-
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spection force required, fewer instruments and gages re-
quired and reduced inspection time per lot or per piece
needed.

d. Greater uniformity of product.
e. Narrowing of tolerances which makes for more efficient use

of materials.
f. Provides a better basis for establishing or altering speci-

fications.
g. Provides a basis for influencing decisions of engineering,

production and inspection departments and aids toward co-
operation between these departments.

h. Provides such by-products as:
1. Improvement in processing, inspection and engineer-

ing standards,
Z. Periodic evaluation of departmental performance in

quality terms.
3. Evaluation of vendor activities.
4. Provides process inspection where none existed be-

fore.

Another objective of a SQC system is that it be so designed that
it may fit into the existing situation of processes and personnel with a
minimum of alteration, and confusion. This may be done by using present
inspection procedures as much as possible, fitting techniques to the per-
sonnel existing and avoiding high-powered statistical terminology.

Limitations placed on the use of SQC are mainly those of quantity
of production of a certain item and the personnel involved in the carry-
ing out of the techniques. When production of a certain item is 50 or
less, there is little justification for setting up a control chart since
in itself it would not be very accurate. Control charts for variables
are best when production is above 1000 and for attributes production
should be above 10,000 items.

4. Misconceptions
It is often elt-that-t-or bs of short-dratin-SQC-i not worth

setting up and applying. The time required to set up a chart is dependent
only on the time required to produce enough units for a suitable chart.
Thus time in weeks or months is not of importance,' is the number of
units produced in a period which validate a chart.

Another misconception is that the methods are extremely mathemati-
cal, The examples which follow in part III and IV illustrate that only
sinple arithmetic is used and not een squares of numbers are required in
computations.

As far as the common objection on the basis of "Its too complicat-
ed for the personnel" it has been proven that a foreman with 2 hours in-
struction set up a control chart procedure with excellent results.

Techniques are good only where one realizes trouble exists in another
misconception. It may be true that where one is conscious of trouble in
certain places, these places provide good opportunities for cost savings.
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Nevertheless, SQC techniques often turn up cost-saving opportunities in
places where there is no consciousness of trouble.
Part II

1. The Control Chart

Practical meaning of 3-sigma limits on Control Charts for Varia-
bles is illustrated by its immediate detection of changes in the universe
or process and steps should be initiated to find out the factors which
caused the process to change. Thus if the process is under control we
would expect at least 97.73% of the samples tested to be between these con-
trol limits and only ,27% to fall outside these limits due to pure chance-
cause phenomenon being in operation. The Control Chart in effect tells when
to hunt for the cause of variation and in some cases where to look. Thus
the power of the chart lies in its ability to distingis'between variations
due to chance and those due to outside or assignable causes. It tells when
to leave a process alone and prevent unnecessary adjustments to the machinery
which may increase rather than decrease costs and sometimes the variations
themselves.

2. Preliminary Steps in Setting Up a Control Chart

a. Consider carefully the quality characteristics which
are to be measured.

b. Study the production process in detail to determine the
kind and location of causes which are likely to yield
irregularities.

c. Plan how to collect and subgroup data
1. Make sure that the inspection instructions are

clearly set forth and understood.
2. The subgrouping should divide the process into

different condtions which exist i.e. time of
productian,location, etc. This is important so
that causes of variation are not obscured.

3. Records of the data should be so-completethat each
may be identified with a specific time or process
within the shop.

d. Select one of the four forms of statistical measures
which the term S.Q.C. usually refers to,

1. Control Chart X and R ory-. When the measured
values of the quality characteristics are at
hand these charts may be used. The range chart
is used in preference to the sigma charts because
ranges are easier to compute than sigmas.

2. Control Chart for ! &bne. This chart may be used
when experience has shown that instances of lack
of control are almost always associated with X
rather than sigma or R.

3. Control chart for p or pn. A chart used when wish-
ing the records of inspection to show merely the
number of items inspected and number found defective.
These charts can also be found in addition to
and R charts.

4. Control chart for c. This is used when determiningthe number of defects in a sample. Such is the case
in inspection of finishes, textiles, etc.
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3. Starting the control Chart

In setting up the control chart sufficent data is collected so that
preliminary control chart constants can be set up. These in turn become a
basis far establishing standard values for X, R and the selection of standard
values is perhaps the most basic problem in setting up control procedure.
The primary aim is not just to get control, but to get control at a satis-
factory level which is defined by the specifications.

If the prelimnary data gives no indication of lack of control, then
the grand average (X) of the averages of the samples (X)and averages of the
other characteristics (R &V- )may be taken as representative of the process.
If, however, an analysis of the preliminary data gives indications of lack of
control, there may be grounds for disregarding some of the data and/or review-
ing the process for assignable causes. X and C should then be recalculated
from the data retained or new data collected when assigned causes have been
found and corrected.

Will these valses for X and R or < be acceptable? They will be if
the distribution for X and _fallswithin the Xmas and Xmin limits given by
the specifications. Thus if X + 3 _ falls within the specified limits,
Xmay be set as the Standard Xt and -x-r This is not to be taken as ab-
solute fact since the shape of the distribution curve may indicate that a
great percentage will be within Xmas-Xmin though normal distribution to the
3-sigma limits indicates otherwise. If the distribution does not fall with-
in the limits of the specification, there are only two alternatives: a funda-
mental change in the process or a change in the specifications.

4. Using the Control Chart During Production

Once the control chart and limits have been established, then certain
rules must be followed to insure effective use.

a. Points should be posted to the control chart at once.
b. If points fall outside the limits, immediate action

should be initiated.
c . Other indoications. shoud: be ..noted-sucbh-as.vmusuaL

patterns.
1. A series of points falling close to one limit.
2. A long series predominately above or below the

center line.
3. A series of points exhibiting a trend.

d. Charts should be reviewed periodically and also after
each major corrective step has taken place.

e. Charts should be kept as a record for future use and
also as proof of quality to purchaser. (Charts can
reduce amount of acceptance inspection done by purchas-
er if copies are submitted to him.)

Notation:

Clearance =

Allowan ce

Tolerance =

Difference in external & internal dimensions of two
mating parts (1.000-.999.l001)
Minimum clearance between two mating parts. (Maximum
size of shaft less minimum size of bearing)
Permissable amount of variation expressed as absolute
value or plus or minus (.0026 = + .0013)
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Product

Characteristic

Unit of Measurement

Specification Limits

Specification No.____I,,

[ART DATA SrEET

Prod. Order No.__

Dept, No.

Machine No.

Daily Output___

Sample___

Date__

Oper.____

Insp.___

Sample No. 1 2 8345 6 7 12

Items xi_1 _I_ I_

Total ______

Average x_ _ __ _

largest wvalue
-______________smalost vahlue ___|______ ___ _ _.._ __ _ I __

Range R

Sample No. 13 14 15 16 17 18 1 19 20 21 22 23 24

Items x... _ ..__. _.

Comments: I

X2

Total ___ ____________

Average _______ I

scxlgest valu

Range R

Comments: _ _ _ _ __ _

I - - - - - - - IT --I - -- - -



Table I

Factors Used in Computing 3-Sigma
Control Limits For Average and Range Charts

Formulas

Purpose of Chart

For analyzing past inspection
data for control (x,R are
average values for the data
beig analyzed).
For controlling quality during
production (x, e and R1 are
selected standard values where
Rn, d2 for samples of size

Chart for

Averages

Ranges

Averages

Ranges

Central
Line

xX

R

I
_,,

x

= d2c

3 Sigma
Control Limits

min-

x ± A2R
p3 & D4R

D3Rn & D4Bn

For determining the danger
limits which shouli be within
A half unit(-s:,^he
specification limit. Other-
wise the process produces parts
which are too good for the
specifications or not good
enough for the specification.

Averages x
DL

±_n

(Since a 8

No.
in Factors for Control Limits

Sample

n A2 d2 D3 D4

2 1.880 1.128 0 3.268
3 1.023 1.693 0 2.574
4 .729 2.059 0 2.282

5 .577 2.326 0 2.114
6 .483 2.534 0 2.804
7 .419 2.704 0.76 1.924
8 .373 2.847 .136 1.864
9 .337 2.970 .184 1.816

10 .308 3.078 .223 1.777
_. . -. _. ... . . . ...,_ ___ . . ...

A2%R

/

, 1-)
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Part III

1, Control Charts for Interchangable Parts

The control chart has been found extremely useful in the manufacture
of mating parts. This application of SQC consists of using lots of the indi-
vidual parts which in themselves were produced using the control chart tech-
nique and leaving the tolerances required for assembly entirely up to chance.
The manufacture of SAE 1/2-20 class 3 nuts and bolts will be used to illust-
rate the chance laws as they may be applied to assembly operations.

National Standards have established that each part has a pitch dia-
meter tolerance of + .0013 inches. The maximum clearance permissable be-
tween mating parts Ts therefore ,0052 inches. It is possible to deter-
mine a total tolerance for the resulting assemblies based on the tolerances
for the component parts by utilizing fundamental statistics which states
that CZ is equal to the variance, Thus the combined variance of two com-
ponent parts is equal to the sum of the individual variances or in this case
(3 b ) (30) (r ( .0013) + (.0013) is equal to (.00185)) .

Three standard deviations Is thus equal to .00185 and the maximum clearance
for the assembly is .0037.

This means that the clearance between the mating parts of the various
assemblies will probably cluster in a normal distribution about a certain
average clearance with very few assemblies differing from this clearance by
more than ,00185 on either side. The mean clearance may be found in the
following way. Each of the component parts is assumed produced with its
control chart maintained at the midpoint of its tolerance. The sizes of
each part is assumed to vary normally about this midpoint and therefore the
mean clearance of their assemblies would be the difference between these two
midpoints.

Clearances for assemblies of nuts and bolts is shown in the follow-
ing illustration. This shows a normal distribution about a mean of .0026.
With control limits at + ,00185 on either side of this mean it may be stat-
ed that about 99.73% ofthe assemblies will have a clearance of between- 000T5
and .00445 with most of them having a clearance of about.0026 inches,

As an aid for quick solutions in situations such as this, a nomograph
has been ioveloped by Mr. Dorian Shainin, Chief Inspector at United Aircraft
Corporations This nomograph can be used as follows: the tolerance of the
component parts are entered on the side scales, a straight edge is used to
connect the two points and the reading on the center scale is the tolerance
which will be yielded by the assembly of two parts which are assembled strict-
ly by chance,

Two important results are obtained from the above discussion. One is
that the actual assembly clearance tolerance obtainable uses only about 65%
of the permissable assembly clearance tolerance. (.0037 divided by .0052

equals 65).The other is that if we set a statistical tolerance for the
assemblies at the permissable limit (.0052 or + .0026) then the tolerance for
the individual parts can be "opened up" to *00"7 ( or + .0018) as shown by
the nomograph. The standard tolerance for each component of an SAE 1/20 class
t thread is .0036, (+ .0018) which means that the use of a control chart will
allow you to get clas 3 assemblies at class 2 prices.
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2. Block Example

Similar techniques may be used in a discussion ofmore complex, multi-
component assemblies. A simple example using many blocks which were cut to
five basic lengths will be used. Each of the five. groups are assigned a
different color. If the longest of each group -are placed in one stack and-
the shortest in another, these stacks would epresent theextremes and add up
to the solid lines in the Figure. If the blocks are scrambled and random
selections made from each color then-lmost invariably their total would lie
within the dotted lines. The region between the dotted and solid lines be-
comes the unused tolerance. The chart shows that the designer can assign
workable tolerances to component parts and the algebraic sum of these toler-
ances would far exceed the limits for a workable assembly but the statistical
sum would yield desired results.

Solutions to problems of the above type can either be worked out math-
ematically as indicated by the variance procedure or by use of the nomograph.
One pair of tolerances can be entered on the outer scales yielding a result-
tant in the center column which in turn can be used to pair up, with another
component tolerance etc,h until all the components are handled and the final
resultant obtained.
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Part IV

Control Chart for Fraction Defective ("p" chart)
This charting technique applies where there are relatively large quantities

of an item produced. It aelo is used where inspection is by attributes--or a
forced choice of either defective or non-defective units. This is a go, no-go
situation.

It is to be remembered that a defective unit may at times contain a number
of defects, The seriousness and quantity of defects classifies it as a defective.

Chance factors operating in the production process result in the production
of a certain proportion of defective units. This ratio or proportion is called

p, =No. of Defective Units , When the process is operating under this chance-
Total units produced

cause system the pl represents the probability of drawing a defective unit in a
lot or sample. If the pi found from sampie to sample does not vary beyond cer-
tain limits then it is said that the process is in a state of statistical control
or "in control"*

If x equals the number of defectives in a sample of n units then p " x

or the fraction defective. Subscripts may be added to indicate which sample,
The percentage defective may be obtained by multiplying by 100.

If a number of samples were taken and a frequency distribution made of the
individual fraction defectives (px) from the sample, the distribution would
approach a binomial. The average of the frequency distribution (p) is the best
estimate of the fraction defective (p1) of the process. Also the standard
deviation of this distribution is the best estimate of the process variation.
This is dependent on the process being "in control".

If the value of p " pt is a "satisfactory" level of quality then the control
charts can be established. If, however, p a p' is too large a percentage than
deemed satisfactory then a) a fundamental change in the process must be made
or b) the specification requirements must be changed- (where !- X/1N)

If p - p' is adopted as the standard value, representative of the-process at
this point in time then control limits for a sample size of n can be established,
The formula for the 3-sigma limits for p' is p + 3, p.l-p) whereJftl

n n
is the standard error of a percentage.

If the sample size is not constant, control limits must be calculated for
each sample size. Thus when plotting values on a "p" chart with varying sample
sizes the control limits for each point plot is a function of its sample size.

When dealing with constant sample sizes it is more convenient to work with
number defective than fraction defective, This is then p'n as the number of
defectives in a sample of n items. The control or 3-sigma limits for number
defective are pn + 3Jp'nfp' Also if the fraction defective (p') isdeeci e J3 n ('-p').
small, say less than .05 a simplified formula of p'n + 3J-fTp - may be used for
close approximation to the control limits,

When the data is plotted, the p' decided upon and the control limits
established, the chart controls quality as the 7 chart does. If a value of p
from a sample falls above the UCLp then the process can be assumed to be
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producing a greater proportion of defective products than could normally be
expected, The process should be shut down, investigated and the cause of the
trouble removed,

If, on the other hand, a point falls below the LCLp, the cause for this must
also be investigated. Since this resulted in quality improvement perhaps this
"cause" can be incorporated into the process which can be continued at a new
lower fraction defective. The control chart for "p" has in this instance dis-
closed an improvement in the process which might otherwise have been discovered.



Part V
Control Chart for Defects ("c" Chart)

It should be recalled that a Unit may have a number of defects or oppor-
tunity for defects whereas if it is rejected it becomes a defective unit. The
distinction is brought out when comparing "c" charts, where defects are to be
discovered in a sample (which can be interpreted as one unit), with "p" charts,
where defective units are to be discovered in a sample of n units. The basis of
the "c" chartis the Poisson distribution whereas the "p" chart is based on the
Binomial Distribution.

The "c" chart is utilized when the defects of units from a process a) have
many opportunities to occur and, b) rarely occur actually.

Examples of "c" chart applications could be when examining the assembly of
automobile dash boards or painting of vacuum cleaners (holidays, globules,
thickness, etc.).

A frequency distribution can be made by showing the number of samples (units)
having the same number of defects versus the categories of 0, 1, 2 - etc.
defects per sample. This distribution would again not be symmetrical and would
be classified as a Poisson since the number of defects examined is very large
yet the probability of a defect occuring is very small (NP <5). It is true
that a) the average of the distribution is the best estimate of the process
average and b) the spread of the distribution is an estimate of the variation
of defects per sample.

The control chart for "c" is constructed by first finding the average
number of defects (c) from a number of samples by

c C1 + C2 + ..Ck where k =number of samples.
k

This can be plotted as the center line on the chart. The control limits based
on the standard deviation which is approximated byt/'" are equal to

+ 3/c at the 3-sigma limits.

c would become standardized at an opportune time and c f. The plotting
to this graph would be as bef'-or andt -ri.alxario rr.pr -
qualiay-wouldLbe indicated as bef-ore
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The Self-Legitimation of an Entrepreneurial Class:
The Case of England1

RENHARD BENDIX
(Associate Professor of Sociology, University of California)

I

This essay is concerned with the ideological leadership of an entrepre-
neurial class. The material used in this discussion has reference to the
English experience of the late 18th and early 19th centuries. But the
questions with which this study was initiated, have general significance.
It may be helpful, therefore, to begin with these general considerations.

Industrialisation may result from the initiative of many social groups:
government officials, dissenting religious groups, aristocratic land-
owners, craftsmen turned into small entrepreneurs, a political 6lite
dedicated to industrialise a nation, and many others.2 Every group
which stands in the vanguard ofa successful movement for industrialisa-
tion must prove strong enough, not only economically but also
ideologically, in order to accomplish what industrialisation requires:
a break with the past. The question of ideological leadership on the
part of an entrepreneurial class is not concerned with the origin of its
capitalist spirit. Rather, it is concerned with the ideological weapons
by which representatives of such a class seek to destroy the last elements
of traditionalism in economic life.

Social actions are traditional, when they are animated by a "belief
in the everyday routine as an inviolable norm of conduct ".3 And
there are certain everyday routines of economic conduct, which may
be called the " special enemies " of an entrepreneurial class. Among
these are the traditional conception of the master-sevant relationship
with its emphasis upon deference from below and protection from
above, and the subordination of work-performance to social, rather than
economic considerations.4 Both forms of traditionalism stand in the
way of industrialisation. Modern industry requires the creation of a
non-agricultural work-force which stands ready to offer its services,
which responds " adequately" to the incentives offered by employers,
and which is wiffing to submit to the discipline required in factory
production. These qualifications of a work-force are ideal from the
standpoint of industrialisation. Yet their development is seriously
hampered if the traditional deference of the servant and' the equally
traditional, quasi-familial authority of the master continue to prevail.
That development is hindered also, as long as work is performed to
meet the needs of family-subsistence (rather than for the sake of maxi-
mising income), since these needs are not only defined, but also limited,
by the standards of customar pctice

259
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Wherever a break with these and other forms of traditionalism has
been a prelude to industrialisation, it has occurred under the ideological
leadership of an entrepreneurial class. To be sure, we should guard
against overestimating the hold which traditional beliefs have over
economic life, as much as we should avoid overrating the significance
ofentrepreneurial ideologies themselves. For traditionalism in economic
life, such as the preference for tried methods of production or the
preference of poverty at home in lieu of the risks and opportunities
abroad, is often maintained, not because change as such is opposed,
but because every proposed alternative creates more problems than it
solves, socially and economically speaking.6 Moreover, a major break
with traditionalism, when it does occur, is the result of many forces,
of which the ideological leadership of an entrepreneurial class is only
one. But this leadership is a major factor, nonetheless, and the ideo-
logies which were used to justify the advance of modern industry
originally, have helped to shape the vital legacies that affect the auto-
nomy of the individual in the industrial civilisations of today.
The present essay is concerned with the development of entrepre-

neurial ideologies in England as an introduction to studies ofcomparable
or contrasting developments elsewhere. Before we examine the
English case more closely, it may be helpful to relate it to these other,
analogous developments.

In England industrialisation was bound up, more perhaps than in
any other country, with the economic activities of a large and hetero-
geneous middle class. The rising entrepreneurial class of the 18th
century found itself confronted with a working-class, which was in the
process of emancipating itself from the restricted beliefs and practices
characteristic of traditionalism. Over a century ago John Stuart Mill
made an observation which bears directly on this point.

" Of the working men, at least in the more advanced countries of
Europe, it may be pronounced certain that the patriarchal or paternal
system of government is one to which they will not again be subject.
That question was decided when they were taught to read, and
allowed access to newspapers and political tracts; when dissenting
preachers were suffered to go among them, and appeal to their
faculties and feelings in opposition to the creeds professed and
countenanced by their superiors; when railways enabled them
to shift from place to place, and change their patrons and employers
as easily as their coats; when they were encouraged to seek a share
in the government, by means of the electoral franchise. The working
classes have taken their interests into their own hands, and are
perpetually showing that they think the interests of their employers
not identical with their own, but opposite to them ".7

Mill's statement makes it apparent that in Western Europe the in-
dependence of workers was a by-product of the same major historical
changes which have led to the independence of the entrepreneurial class
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itself. Hence, when the spokesmen for English manufacturers in the
late 18th and early 19th centuries demanded the self-dependence of the
lower classes, they were merely responding to an historic fait-accompli.
That they did so in an attempt to structure this independence of the
workers in a manner agreeable to the interests of the employing classes,
comes as no surprise and will be examined later. But whatever the
reasons, they did demand the self-dependence of the lower classes and
they denied, at the same time, their responsibility for the protection
of the poor. One may say that the English industrialists of that time
were more fearful of the obstacles, which traditionalism placed in the
way of their economic pursuits, than of the risks inherent in advocating
the independence of the workers.

It is appropriate to contrast this English experience with that of
Russia, for today Russia is one of the major industrialised areas of
the world. Industrialisation in Russia was initiated in the 18th century
on the basis of forced labour. All serfs, whether they worked in manu-
factures or on the land, were obliged to pay a poll-tax to the Tsar, a
fact which established the tradition of seeking recourse for their
grievances from the Tsar. This system led during the 18th and 19th
centuries to a form of social protest which attributed all actual abuses
to employers, landowners and government officials and which sought
relief by direct appeals to the highest authority despite continued dis-
appointments and cruel persecutions. Hence, the revolution of 1917
was used to overthrow the established authority of a Tsar who had
failed his people, but it was not used to alter fundamentally the estab-
lished traditions of the Russian masses. For in that tradition all the
nation's resources belonged to the Tsar as the custodian of the people.
When the Tsar fell, all resources reverted to the people, who would
now work for themselves as they had previously worked for the Tsar.8
In his writings of that time Lenin accurately, if unconsciously, reflected
this tradition. In an article on the " Immediate Tasks of the Soviet
Government " he deplored the prevailing lack of labour-discipline. The
task of the government must be to teach the people how to work, for
the Russian was a bad worker owing to the Czarist r6gime and the
tradition of serfdom. Elsewhere Lenin wrote that in the long run
labour will be performed gratis for the benefit of society. But right now
it was the duty of the Socialist government " to organise competition ".
Only now was competition possible on a mass-scale.

" Model communes should and will serve as educators, teachers,
helping to raise the backward communes. The press must serve as
an instrument of socialist construction, give publicity to the successes
achieved by the model communes in all their details, study the
causes of these successes, the methods these communes employ, and
on the other hand, put on the ' black-list' those communes which
persist in the 'traditions of capitalism', i.e. anarchy, laziness,
disorder and profiteering. In capitalist society, statistics were
entirely a matter for 'official persons ', or for narrow specialists;
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we must carry statistics to the masses and make them popular so
that the toilers themselves may gradually learn to understand and see
how long it is necessary to work, how much time can be allowed for
rest, so that the comparison of the business results of the various
communes may become a matter of general interest and study, and
that the most outstanding communes may be rewarded
immediately .. ."9

In retrospect it is possible to see that this approach sought to mobilise
the enthusiasm of the masses for the tasks of the Soviet Government
by appealing to their pride of collective ownership and control. Yet
while the masses rather than the Russian Tsar were now the nominal
fountainhead of all authority, they remained duty-bound to render
services to the state. Eventually this duty had to be enforced by the
centralised organisation of production and distribution and by an
intensified form of competition which, according to Lenin, turned the
work of the individual from a private affair into an important affair of
state. Hence, the non-agricultural work-force which was mobilised
in the West under the slogan of the "independence of the worker ",
was mobilised in Russia under the slogan of " labour performed out
of a habit of working for the common good ".10
A non-agricultural work-force may also arise along lines which differ

both from the English and the Russian models. I have reference to
those colonial countries, where capitalist enterprise has advanced to a
considerable extent. In these countries entrepreneurial classes have
been composed as a rule of one or several dominant and alien groups.
These groups must employ a labouring class consisting of natives, who
are ethnically and culturally distinct and who are moreover extremely
weak both economically and politically. It is under these conditions
of a plural society that a non-agricultural work-force has been created
in such countries as South Africa, the Netherlands Indies, and others.
Where capital and labour have developed together, the relation between
foreign capital and native labour has been complicated by the clash
of colour and of culture. In addition, that relation has often been
complicated by the need to import native labour under contract in areas
where capital is abundant but labour scarce. It is undisputed that
considerations of economic advantage have over-ruled all others,
wherever the dominant group has differed greatly from the subject
native work-force in terms of race, culture and religion. Under these
conditions the spokesmen for the dominant group are prone to assert
that the native peoples are inescapably dependent and inherently inferior.
And this view leads either to the assertion that their inferiority accounts
for their social and economic misery or again to the charge that the
superior people must safeguard the natives against the fatal consequences
of their own weakness. Accordingly, views concerning the native
worker have ranged from the strident doctrine of Apartheid to the
tempered ethic of benevolent paternalism. But whether the responsi-
bility of the dominant group is denied as in the first view, or asserted
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as in the second, neither can overcome the continued dependence of
weak native peoples and neither can create a non-agricultural work-
force which would facilitate intensive industrialisation. It is this
profound cleavage between the entrepreneurial class and the native
labourers which makes a case apart of these areas of the world, into
which moder industry has been introduced by a Western power. For
in the " plural societies " of these areas there is no political or economic
community between the two groups. And if such a community were
to be created, then the subject, native group would have first of all to
acquire citizenship so that the decisions made would reflect the political
activities of both the " foreign " capitalist and the " native " worker.
Likewise, if such a community were to be created in economic terms,
then the subject, native group would have to participate on equal terms
in a national market rather than remain in native economic enclaves
or leave them on condition of complete economic subjection. Changes
in this direction would certainly alter the relationship between the
entrepreneurial class and the native labourers, for they would remove
that relationship from the twin dilemma of racist subjection and
paternalistic tutelage. Such changes are taking place in the position
of the Negro in the United States, and it is this fact which distinguishes
the American pattern from that of the " plural societies ". In the latter
distinct social groups are related to one another much like independent
political societies, except that they exist within the same State.1l And
it is obvious that in the absence of a national community nationalist
uprisings have appeared to many native peoples as the only alternative
to a foreign domination which condemns them to permanent
inferiority.12 18
The foregoing discussion has suggested a three-fold development of

industrialisation, which in each case has been reflected in the relationship
between the entrepreneurial and the working class. While this typology
needs considerable elaboration, it helps to point up the significance
which may be attributed to the legitimation of entrepreneurial classes.
In the course of industrialisation these appeals have fashioned the
ideological weapons with which Russia and the West seek to enlist the
peoples of underdeveloped areas. It is somewhat fanciful to suggest
that communism in the 20th century is a counterpart to the Calvinism
of the 17th century. But spurious as this statement may be, it helps
us to visualise that in both cases we deal with an " entrepreneurial class "
which is inspired by a sense of mission, which plays a major part in
the industrialisation of a nation, and which on that basis appeals to
the loyalty of peoples elsewhere.

II

English industrialisation was spearheaded by an entrepreneurial class
which attacked the prevailing traditionalism of social and economic
life by demanding freedom from restraints for itself as well as for the
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lower classes. There are many instances in which a rising social class
has championed the underdog. But there are probably few examples
of an upper class which has continued to demand the independence
rather than the subordination of the lower classes after its new position
of power had been secured.
The English manufacturers of the 18th century were confronted by

a traditionalism in economic life which has been characterised above
in general terms. The following discussion is concerned especially
with their ideological attack upon traditionalism in the relationship
between "higher" and " lower" classes, and there is no more telling
description of the object of that attack than that written by John Stuart
Mill in 1848:

" According to the theory (of dependence) the lot of the poor, in
all things which affect them collectively, should be regulated for them,
not by them. They should not be required or encouraged to think
for themselves, or give their own reflection or forecast an influential
voice in the determination of their destiny. It is supposed to be
the duty of the higher classes to think for them, and to take the
responsibility of their lot, as the commander and officers of an army
take that of the soldiers composing it. This function, it is contended,
the higher classes should prepare themselves to perform con-
scientiously, and their whole demeanour should impress the poor
with a reliance on it, in order that while yielding passive and active
obedience to the rules prescribed for them they may resign them-
selves in all other respects to a trustful insouciance, and repose under
the shadow of their protectors. The relation between rich and
poor, according to their theory (a theory also applied to the relation
between men and women), should be only partly authoritative; it
should be amiable, moral, and sentimental: affectionate tutelage on
the one side, respectful and grateful deference on the other. The
rich should be in loco parentis to the poor, guiding and restraining
them like children. Of spontaneous action on their part there
should be no need. They should be called on for nothing but to do
their day's work, and to be moral and religious. Their morality and
religion should be provided for them by their superiors, who should
see them properly taught it, and should do all that is necessary
to ensure their being in return for labour and attachment, properly
fed, clothed, housed, spiritually edified, and innocently amused ".14

Mill did not claim that such relations existed at the time he wrote; in
fact, he questioned whether they had ever existed historically. He
believed this to be an idealisation which might be embodied here or
there in an individual, but which was significant becausejof the feelings
it portrayed, not because of the facts to which it supposedly referred.
The feelings which Mill had in mind have a medieval origin. We

must go back to a time when attitudes towards authority were pro-
foundly emotional, buttressed by unquestioned sanctions, when all
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persons in authority stood in loco parentis, and when the exercise of
rule as well as the expressions of deference by inferiors were couched
in words and acts of dramatic intensity.15 Even though rapid social
change disrupted the actual authority-relationships which had strength-
ened these feelings, ruling groups of all kinds were likely to cultivate
them at the level of ideology.
The rise of absolute monarchy and the widespread adoption of

mercantilist policies affected this traditional ideology of the relationship
between "higher" and "lower" classes. For the concentration of
power in the hands of the king implied that the exercise of rule and the
obeisance towards superiors had become conditioned upon royal
sanctions. While this did not necessarily undermine the traditional ideo-
logy which Mill described, it imparted to it the belief that the king
had now the authority as well as the power to order the relations
between classes.l' Yet this claim of the Tudor and Stuart kings, that
it was their responsibility to order the class-relationships of English
society, did not go unchallenged.

Professor Nef has shown how difficult, if not impossible, it was for
the central government to enforce compliance with the laws which
were designed to implement this conception of kingships. Administra-
tion of these laws lay in the hands of justices of the peace, magistrates
and other local dignitaries, who consistently refused to enforce laws
which ran counter to their economic interests and which they con-
veniently regarded as unwarranted interference with their local juris-
diction.17 Nevertheless, the traditional conception of the relation
between higher and lower classes tended to be used by the local gentry
as well as by the king, in their struggle for power and authority. Both
could legitimate their claims by idealising the authority vested in them
as a higher class. That in many cases they either did not or could not
meet their responsibility for the protection of the poor, made it that
much more necessary for each group to speak as if they were adhering
to well-established practices and sentiments. It is true that the merchants
and landlords who were actively engaged in many forms of industrial
enterprise challenged the sovereign prerogatives of the king. But it is
also true that the king's defence against this challenge as well as the
middle-class support of it, were cast in terms of an appeal to the tra-
ditional prerogatives of the ruling class and the traditional subordina-
tion of the " lower classes ".18
The ideology of traditionalism continued to prevail long after the

" amiable, moral and sentimental" feelings of the higher classes were
seriously affected by the intrusion of incompatible material interests.
What requires explanation, therefore, is the continued advocacy of a
traditional conception of the relation between higher and lower classes,
long after changing material interests might have suggested that these
views be abandoned. To be sure, there were certain groups of industrial
entrepreneurs, especially members of the dissenting sects, among
whom both the ideology and the practice of labour-relations continued
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in the traditional mould, largely as an outgrowth of religious convic-
tions. But there were probably many more among the rising middle
class in England, whose traditional claims to authority continued intact,
while their treatment of the labouring poor hardened under the impact
of rapidly expanding economic opportunities. As a consequence the
ideas of the laissez-faire doctrine were gaining ground rapidly in the
late 17th and early 18th century. Nevertheless, traditionalism continued
its " verbal hold " over all phases of economic life, and this must be
clearly understood, if one is to understand also that the doctrines of
laissez-faire as applied to labour had such a profoundly disturbing
effect on the class-ideologies prevailing in England at the end of the
18th century. One must appreciate this setting of the ideologies of the
English entrepreneurial class, if the ruthlessness, with which its
spokesmen and representatives were advancing the "cause" of
industrialisation is not to appear pointless.
The hold of traditionalism upon the ideology of the higher classes

in the 17th and 18th centuries is best appreciated perhaps in the debates
over the position of the labouring poor in society. Dorothy Marshall
has observed that during the 17th century most of the tracts dealing
with the problem of poverty were written in years when the price of
corn was high.19 It was believed that the high price of provisions, was
caused by a want oftrade and money, and that poverty was consequently
the result of economic factors over which the individual had no control.
Hence, circumstances, rather than personal depravity were held to be
responsible for widespread distress, although towards the end of the
century writers began to speak of the laziness and dissipation which
prevailed among the poor. The measures suggested for the relief of the
poor, primarily consisted of schemes whereby the poor and the vagrants
could be employed for the benefit of the nation.20 Until the end
of the 17th century poverty was regarded as a misfortune due to adverse
circumstances, which the higher classes were obliged to alleviate. These
views were still in keeping with Mill's description of the traditional
outlook of the higher classes, whose harshness toward the labouring
poor was attenuated as much by the emotionalism of tutelage as by the
emotionalism of deference. The poor were children, they must be
disciplined, they must be guided, and on occasion they should be
indulged. In the context of religious doctrine this ideology implied
that the duty of the rich to protect the poor was an opportunity to
perform acts of Christian charity.
But towards the end of the 17th century, charity came to be regarded

as a responsibility of the rich, and with this shift in emphasis went
a reassessment of the character of the poor. They were children still,
but they were no longer to be indulged. It is perhaps significant that
during the 18th century a majority of the pamphlets dealing with the
problem of poverty, were written during years when corn was cheap."2
Poverty was now regarded as the result of indolence, not of circum-
stances; hence, labourers were thought to be poor despite the cheap
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price of provisions which made poverty unnecessary. There were
several reasons for the judgment that poverty was the result of vice,
not of misfortune. The increase in trade during the 18th century
prompted an increase in the demand for labour, but merchants and
manufacturers were hampered by a relative scarcity of labour despite
the increase in population. Workers were reluctant to disrupt their
accustomed way of life, in keeping with a traditionalism of their own,
especially when the low price of corn enabled them to maintain this
way of life with less work rather than more. Finally, the settlement
laws interfered with, and the system of Parish relief discouraged, the
mobility of the worker, even if he was willing. It is in this setting
of the employers' unsatisfied demand for labour, the workers' reluctance
to offer their services, and the institutional obstacles to labour-mobility,
that 18th century writers asserted the depravity of the labouring poor.
The trouble was, they believed, that the poor were idle and dissolute.
And although these writers did not yet deny the responsibility of the
higher classes, they maintained that it was no longer a question of
finding employment for the poor, but of establishing workhouses
in which all the poor could be set to work under the strictest
discipline.'2
The contention that poverty was the deserved punishment of the

poor was certainly not a new theme. Nor was it new to assert that
poverty was the result of indolence, insubordination and dissipation
and that the poor must be instructed in the virtues of industry, humility
and thrift. But, in the past, it had been believed that poverty was
a punishment sufficient in itself. And while the poor had always been
admonished to be virtuous, that admonition had taken the form of
sermons and of education. The significant fact is that the 18th century
writers seem to have agreed on the sternest discipline as the only means
by which the rich could meet their responsibility for the protection of
the poor. They did not consciously deviate from the traditionalist
conception: they were still in favour of regulating the lot of the poor,
and they still discouraged the poor from thinking for themselves.23
But to them poverty was no longer a misfortune to be alleviated. It
had become the inescapable lot of the labouring poor. The dissertations
on the utility of poverty, which Mr. Furniss has reviewed, are so many
variations on the theme of Arthur Young, according to whom " every-
one but an idiot knows that the lower classes must be kept poor, or they
will never be industrious ".24
But it was difficult to make the poor industrious as long as corn was

cheap, labour was immobile, and poverty was relieved. It is not sur-
prising, therefore, that the mercantilist theories were supplemented
during much of the 18th century by the efforts of the evangelical
movement within the established Church, as well as by the Methodist
revival. These movements vigorously promoted various schemes for
the education of the poor, and especially of their children. Such
organisations as the Society for Promoting Christian Knowledge,
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various Societies for the Reformation of Manners, and many others
endeavoured to instil in children and adults the necessary habits of
industry together with a sense of subordination to the higher classes.
It is too easy to decry the hypocritical mixture of economic interest and
religious piety with which these theories and movements were imbued.
For all of them manifested a continued belief in the responsibility and
in the ability of the higher classes to reform the poor. Only by a
challenge of this belief could the intellectual destruction of traditionalism
be accomplished.25

III

To accomplish the ideological destruction of traditionalism it was
necessary to demand the self-dependence of the poor. Yet to do so
was to run the risk that the independence of the workers would interfere
with the freedom of their employers. Hence it became necessary
to prescribe the code of conduct for the working classes, which they
would have to follow in their " independence ". To destroy tradition-
alism it was also necessary to deny the responsibility of the higher classes
for the protection of the poor. Against the contention that this was
the function of the higher classes, the spokesmen of the English entre-
preneurial class set the contention that it was not within their power
to do so. Yet by so denying their responsibility and their power they
ran the risk of relinquishing their claim to be recognised as the " higher
class ".
Of course, it is improbable that the early industrialists were explicitly

concerned with problems which are inherent in the liberal approach
to the relations between higher and lower classes. For them it did
not appear problematic to urge the workers to be self-dependent
and to practise the Christian virtues, although the virtues they preached
undermined the self-dependence on which they insisted. Also, the
contention that it was not in their power to relieve the distresses of
the poor was often little more than tough-minded expression of self-
interest, while the soft-minded could argue the same point by reference
to the omnipotence of God and the unalterable laws of nature. These
problematic aspects of an ideological position are not the equivalents
of psychological problems. But they do reveal the points of weakness
in such a position. And since ideologies develop through controversy,
it is at these points of weakness that ideological defences are likely
to be built.
These considerations help to explain why the liberal position became

dominant only at the beginning of the 19th century, although liberal
opinions had been expressed throughout the 18th century. For example,
early in the 18th century Daniel Defoe had attacked the basic assumption
of the English Poor Laws, which imposed on the higher classes the
obligation of finding employment for the poor. He felt that the
proper approach was to let the labourers find employment by themselves.
But Defoe did not indicate, apart from his failure to suggest practical
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alternatives to poor-relief, on what basis the higher classes could
deny their responsibility for the poor without relinquishing their claim
to authority and esteem. Later in the 18th century writers like
Townsend and Burke presented the view that the inborn idleness of
the workers could not be overcome unless the Poor Laws were abolished
and he was exposed to the promptings of hunger and distress. Burke
conceived oflabour as a commodity, which would be paid in accordance
with what it was worth to the buyer; to consider the actual want of the
labourer in this connection, was entirely beside the point. At the
same time Burke claimed that the interests of workers and employers
were in harmony. The employer would pay his workers as much as
he was able in order to obtain good work from them, while the suffering
of the poor in times of scarcity was an affliction of providence which no
human plan could alter. The weakness of his position was that Burke
took no trouble to hide his defence of vested interests. For he recom-
mended religious consolation to the poor in times of distress; but the
religious duty to relieve the poor he left to the discretion of the higher
classes. He made no attempt to show that the higher classes were
meeting their obligation to the best of their ability.

It is in this respect that the doctrine of population succeeded, where
these earlier and similar approaches failed. In the first edition of his
Essay on Population (1798) the Rev. Thomas R. Malthus announced
the universal law of nature that population tends always to increase
faster than the supply of food. And the misery of the poor was the
inescapable means by which population was brought in line periodically
with the available supply of food. Many elements of the Malthusian
doctrine were not new. That the poor will always be poor, was widely
accepted. That they were improvident was believed throughout the
18th century. That the Poor Laws encouraged evil habits of indolence
and insubordination was accepted by many influential men long before
Malthus wrote. Many others had said also that poverty was a useful
stimulus without which men would not exert themselves. Finally,
many of Malthus' specific doctrines on population had been anticipated
by others, though the prevalent view of the 18th century had been
to favour population growth in theory and as a matter of government
policy.26 Malthus' Essay brought well-known ideas within the compass
of a systematic doctrine, and thereby it gave new strength to widely-held
beliefs. Nevertheless, there was a startling novelty in his work, which
it is important to isolate.

Malthus gave a new foundation to the demand for the self-dependence
of the poor and to the denial of responsibility on the part of the higher
classes. The traditional view had been to emphasise the duties of the
labouring classes in the exercise of industry, humility and thrift. But
Malthus succeeded in making specific and concrete proposals for the
conduct of the poor, where these earlier admonitions had remained
elusive. For he attributed the poverty of English labourers not to such
vague and easily refuted shortcomings as idleness, but to the specific
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and entirely irrefutable fact that they had married at an early age and
that they had had children.

"Almost everything that has been hitherto done for the poor
has tended ... to hide from them the true cause of their poverty.
When the wages of labour are hardly sufficient to maintain two
children, a man marries and has five or six; he ofcourse finds himself
miserably distressed. He accuses the insufficiency of the price of
labour to maintain a family. He accuses his parish for their tardy
and sparing fulfilment of their obligation to assist him. He accuses
the avarice of the rich . . . the partial and unjust institutions of
society... perhaps the dispensations of Providence.... In searching
for objects of accusation he never adverts to the quarter from which
his misfortunes originate. The last person that he would think of
accusing is himself, on whom in facts the principal blame lies ..."27

The cutting edge of this argument was not the traditional commenda-
tion of Christian virtue to the poor, but the startling contention that
the evils of poverty could be avoided by the deliberate destruction of
the family. Of course, Malthus disavowed this intention; he was
not, he said, actuated by prejudice against any class but solely by the
love of truth, though he admitted that the " wretchedly poor " through
want of foresight could not be expected to exercise moral restraint.28
But in the eyes of the poor, Malthus had condemned them to a life,
from which all passion and sentiment had to be barred if they would
save themselves from semi-starvation.

This conception of the lot of the poor had its counterpart in a new
conception ofthe higher classes. The principle ofpopulation introduced
a new distinction between the damned and the elect which was made
to rest, not on the doctrine of predestination, as the Puritan Divine
had done, but on the exercise of moral restraint.
By moral restraint Malthus referred to the postponement of mar-

riage.29 The desire for sexual gratification and for the familial continuity
of life was here subordinated to money-making, or at any rate to the
exercise of foresight which was indispensable to money-making.
Hence, sexual gratification and the satisfactions of family-life were
made, by implication, the reward of wealth, while deprivation in these
respects became the added punishment of poverty. Consequently
Malthus favoured a national system of education in which the principle
of population would be taught. He advised the higher classes that they
should better the lot of the poor by teaching them the principle of
population. In this way the poor would learn "what they can and
what they cannot do ". Such education will improve the condition of
the poor; everything which is done for the poor without having this
specific effect, will only increase their misery.80
By his demonstration that poverty resulted directly from the folly

of the poor in marrying early and having children whom they could
not support, Malthus denied the moral claim to relief on the part of
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the poor. By the same token he exempted the higher classes from all
responsibility, other than education, for it was within the power of
the poor, and within their power alone, that misery could be averted
by moral restraint. In the Puritan doctrine poverty and wealth had
been seen as the innerworldly reflection of an inscrutable divine
judgment. In the Malthusian doctrine poverty had become evidence of
unruly passions and lack of foresight, while wealth had become the
manifestation of virtue and reasoned judgment. Poverty, in this view,
had become an unredeemable condemnation of the English working-
class, for by the time poverty had befallen a man, no practice of virtue
could free him of its yoke. The uncertainty of salvation which the
Puritans had preached to the poor had given way to the certainty of
self-inflicted ostracism which the Malthusian doctrine now explained
as an inevitable law of nature.

IV

The doctrine that poverty was the fault of the poor, while only the
education of the poor was an obligation of the higher classes, had a
certain inherent weakness, however widely this doctrine came to be
utilised at the time. In the past, responsibility for the poor had been
the justification of authority over them. Now this responsibility was
denied in the face of constant agitation for reform. It became necessary
to spell out the particular advantages derived from the development of
industry, before which all criticism could be shown to be absurd. It
became necessary to identify the success of the manufacturers with
the benefit to the nation if the fortunate were to be allowed the belief
that their good fortune was also a "legitimate " fortune.31

Alexis de Tocqueville has suggested that ruling groups become vulner-
able politically when they fail to render the services which give meaning
to their rule, while their high status remains. It is a logical consequence
of this observation that ruling groups seek to make a case for their
contribution to society. Of course this case can be made in many
ways. It may be an unconscious affirmation of innate superiority in
every word and gesture, or again a self-conscious apologia of rulers
under attack. However the case is made, the fortunate who believe in
the legitimacy of their fortune want to see their case established before
others. And while they may never fully succeed in persuading the
humble and downtrodden, they always try anyway, and they succeed
more often than is generally supposed.

In England at the beginning of the 19th century, many industrial
entrepreneurs denied their responsibility for the poor and asserted their
claim to authority over them simply by the praise of machinery and
by reference to their economic achievements. What was good for their
economic success was also good for the nation as a whole; all else
was beside the point. And the principal fact which made this success
possible was the use of machinery which facilitated man's labour while
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it increased his output. This ease of labour at power-driven machinery
in the factories was contrasted constantly with the drudgery of the home-
worker in his unhealthy hovel. These claims were so simple that they
must have seemed most persuasive to practical men of affairs, who
could not be troubled with the complexity of abstract ideas.32

Yet, this simple ideology had its weakness also. The English entre-
preneurial class was on the ascendance. But it had still to win political
and social recognition for its contribution to the nation's welfare. Such
recognition was difficult to attain as long as the spokesmen of this class
denied that industrialists had either the power or the responsibility to
provide for the welfare of the labouring poor, while radical agitators and
spokesmen for the landed aristocracy denounced the manufacturers for
their inhumanity to women and children. In the face of such agitation
it was not persuasive to praise the machinery which was the very
symbol of oppression in the eyes of the critics.
At this juncture the emergence of the entrepreneurial class as a

political force gave rise to an essentially new ideology. I have reference
to the agitation of the Anti-Corn Law League, founded in 1838. Of
this agitation John Morley has written that

" The important fact was that the class-interest of the manufac-
tures and merchants happened to fall in with the good of the rest
of the community. . . . The class-interest widened into the con-
sciousness of a commanding national interest. In raising the
question of the bread-tax (i.e., duties on all imports of corn), and its
pestilent effects on their own trade and on the homes of their
workmen, the Lancashire men were involuntarily opening the whole
question of the condition of England ".33

In fact, the use of free trade as a political issue caused an ideological
realignment of the English class-structure. Before the agitation of the
Anti-Corn Law League, the poor had been condemned to economic
destitution, a celibate life, or a " voluntary " confinement in a " well-
managed " workhouse, while the spokesmen of the manufacturers had
denied the miseries incident to industrialisation, or had blamed them
on others. Now, the entrepreneurial claim to authority was changed
from a denunciation of the poor and a mere denial of well-publicised
abuses into a claim based on moral leadership and authority on behalf
of the national interest. Now, industrialists could demonstrate as well
as claim that their efforts to advance the wealth of the nation benefited
employers and workers alike. The appeals of the Anti-Corn Law
League were weapons in the struggle of the entrepreneurial class to
assume leadership over an increasingly restive working class and to
wrest leadership from the politically entrenched, landholding aristocracy.
The buoyancy of this new and different spirit stood in marked contrast

to the pessimism of the Malthusian doctrine. In one of his campaign
speeches John Bright, the famous spokesman of the League, gave a
new interpretation of the relation between higher and lower classes.
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"I am a working man as much as you. My father was as poor

as any man in this crowd. ... He boasts not-nor do I-of birth,
nor of great family distinctions. What he has made, he has made
by his own industry and successful commerce. What I have comes
from him, and from my own exertions.... I come before you as a
friend of my own class and order; as one of the people; as one
who would, on all occasions, be the firm defender of your rights,
and the asserter of all those privileges to which you are justly
entitled.... It is on these grounds that I solicit your suffrage...."

And after pointing out that the workers had a vital interest in the
abolition of the Corn laws, for themselves and their children, Bright
pointed to the consequences which were sure to follow if these laws
were not abolished by the time their children had become adults.

" Trade will then have become still more crippled; the supply of
food still more diminished; the taxation of the country still further
increased. The great lords, and other people, will have become still
more powerful, unless ... the working classes stand by the working
classes; and will no longer lay themselves down in the dust
to be trampled upon by the iron heel of monopoly, and have
their very lives squeezed out of them by evils such as I have
described ".84

It is apparent that such an appeal no longer adhered to the Malthusian
view according to which the working class was by nature " inert, slug-
gish and averse from labour ". Perhaps Bright was in advance of his
fellow-manufacturers, though his agitation on behalf of the Anti-Corn
Law League was not exceptional aside from his personal vigour. At
any rate, this agitation was inspired by a new image of the self-depen-
dent working-man, as well as by a new image of moral leadership by
the middle class.85 Yet, this ideology had difficulties of its own. The
more the propagandists of the Anti-Corn Law League attempted
to rally the workers behind them, the more they ran the risk of having
their middle-class agitation turn into a vehicle of a more radical,
working-class movement. On the other hand, safeguards against this
risk could not be pushed too far, either, since the agitation of the
League had to be carried on in all-out opposition to the landowners
and the politically powerful aristocracy.

This new orientation of the English entrepreneurial class should not
obscure the fact that even the most" radical" spokesmen of the League
were vigorously opposed to all factory legislation. While a man like
Richard Cobden acknowledged the need for limiting the hours of child-
labour, he opposed the idea that this should be done by legislation. He
made it incumbent upon the "resolute demands and independent
action of the workmen themselves" to accomplish this end, yet he
opposed the " combinations " of workers which might have done so.86
But as long as the landholding aristocracy was regarded as the major
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opponent of the League and its backers, this basic hostility to working-
class demands did not become apparent. Once the Corn Laws had
been repealed in 1846, it could no longer be hidden. The alliance of all
manufacturers in their fight against the Corn Laws gave way to a split
between liberal and conservative elements. Liberals like Bright sought
to continue the middle-class leadership of the masses which had been
initiated under the League. Conservatives like Cobden were satisfied
with their successful rebellion against the landlords and were appre-
hensive about the possible consequences of further agitation, especially
with regard to the suffrage. While Bright fought for the remainder of
his active political life for the enfranchisement of the working class, it
is probable that the majority of businessmen and manufacturers did not
share his belief in universal suffrage. But it is significant that the
entrepreneurial ideologies which became popular after the repeal of
the Corn Laws clearly reflected the optimistic creed of the free-trade
agitation, and could no longer go back to the dismal views of the
Malthusian doctrine.

V

To examine the entrepreneurial ideology after the repeal of the
Corn Laws, we must turn away from colourful figures like John Bright
and consider, instead, the drab successors of Andrew Ure. Among
them Samuel Smiles was perhaps the most popular. He elaborated a
theme which Ure had barely touched upon, but which had figured
prominently in the agitation of the League; that the successful men
of business had worked hard and had done well, and that the means
by which they had become successful were within reach of everyone.
The writings of Smiles reflect these two themes accurately enough.
A series of his volumes were devoted to biographical accounts of
successful merchants, engineers, manufacturers, inventors, and others,
in which the chronological details of each man's career were inter-
spersed abundantly by moral homilies, describing the virtues of the
businessman-hero and upholding him as a model to be emulated by all.
Another series of his books was designed to demonstrate the specific,
if old-fashioned, virtues, which could be cultivated by everyone, and
which would lead to success. Eloquently entitled Self-Help, Character,
Thrift, and Duty, these four volumes contained didactic essays on virtues
and vices, each of them illustrated abundantly by biographical and
other documentation. It is important for us to see the significance of
this ideological position in the context of the development which this
essay has traced.
As Smiles pointed out, his counsel to young men of ambition was

as old as the Proverbs of Solomon. Biblical passages extolling the
honour and dignity of hard work had been cited for centuries, in order
to teach humility and resignation to the poor. This had been the
traditional view, on which the demand for the self-dependence of the
poor had made inroads only slowly. Malthusianism bad taught that
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the poor should exercise foresight and moral restraint, but it had held
out little hope for the majority of the " wretchedly poor ". The debates
over Poor Law Reform, which were partly inspired by Malthus' views,
had made the opinion prevail, though perhaps unwittingly, that the
poor were idle and dissolute. Once the higher classes had renounced
their responsibility for the poor, they began to assert their authority
in the manner of Andrew Ure, exonerating themselves and attributing
riot and treason to the workers who wanted to assert their much-
advocated independence by trade-union organisation. Then the agita-
tion of the Anti-Corn Law League had sought to rally the politically
restive workers to the support of middle-class agitation against the
Corn Laws and against aristocratic supremacy. And in the middle
of the 19th century, this evolving ideology of the entrepreneurial class
found its culmination, not in John Bright's agitation for suffrage, but
in Samuel Smiles' message of virtue and success for the humble.

Smiles stated his belief, and he reiterated it constantly, that the poor
need not remain dependent and impoverished. The higher classes had
demonstrated by their own success that it was possible for each to
"secure his independence ". To be sure, Smiles continued the old
theme that the workers were idle and dissolute. But he did so, not to
discourage them, or teach them the Christian virtues so that their
inevitable poverty would be spiritually alleviated. Instead, he wanted
men to know the enemies of idleness, thoughtlessness, vanity, vice, and
intemperance so that they may "employ their means for worthy
purposes ". At considerable length and in wearying detail he re-
counted the many ways in which even the most humble could aspire to
higher things by hard work, attention to detail, and systematic savings.87

Smiles preached a gospel not merely of work, but of hope. He
founded the industrialists' claim to authority and leadership on a creed
which attributed their success to qualities readily accessible to the
poor. In fact he enjoined upon the higher classes the task of doing
all that lay in their power, to instil these qualities in their workers.
Consequently, Smiles took a new look at the relations between the
higher and the lower classes. He deplored the prevailing lack of
sympathy between masters and men. Of course, he made the usual
arguments against indiscriminate charity, yet he did not leave the
definition of their duties to the caprice of the higher classes. Instead,
he chastised the character of the rich man of business, whose all-
absorbing love of gold would make him " almost invariably disposed to
be idle, luxurious, and self-indulgent ". Instead of interpreting economic
success as evidence of virtue, Smiles claimed that the vast majority of
businessmen are of "no moral or social account ". And by taking
this forthright stand against the immorality of the rich, Smiles could
advance the claim to authority and leadership on the part of the entre-
preneurial class. He formulated an ideology, which avoided the
political risks involved in the extension ofthe franchise without abandon-
ing the claim to moral leadership which had inspired the agitation of
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the Anti-Corn Law League. For in his view the rich have a great
opportunity for influencing the working class, and they have therefore
the social responsibility for doing all they can. Malthus had denied
the ability of the higher classes to do anything for the poor beyond
educating them in the exercise of moral restraint. Smiles recognised
that the worker was a citizen, who gave daily evidence of his rising
social power, and whose very discontent was "only the necessary
condition of improvement". That Smiles could criticise severely
the actions of the rich and think constructively about the discontent
of the poor, is perhaps the clearest indication of how much entre-
preneurial ideologies had changed since the beginning of the 19th
century.
But by the 1860s the workers of England had already won major

victories on many fronts. Trade unions flourished, suffrage was ex-
tended. The individual independence of the worker which Malthus
and Senior wanted enforced, which Ure decried, which Cobden and
Bright wanted to lead, had by then changed from a demand of the
employers and their spokesmen into a political force which the doctrine
of self-help could not undo. For the worker had used his independence
to join in organisations of his own, which could oppose the employer
with commensurate power as the individual could not. The workers
had helped themselves. And the doctrine of self-help would henceforth
appear to them as a device to undermine the solidarity of their organisa-
tions.

VI

I break off this very brief survey of ideological history to return to
the questions raised in the first section of this essay. The distinctive
feature of the English experience was that an entrepreneurial class
legitimated its power by the demand that the poor should imitate them.
Though this demand was amplified by exhortations which often seemed
hypocritical to those to whom they were addressed, it is historically
significant that economic success alone was made the touchstone
of compliance with this ideology of industrialism. The contrast of this
approach with the legitimation of other ruling classes is striking. An
aristocracy insists upon the inferiority of the common man, whose
every imitation of the aristocratic way of life is either farce or pre-
sumption. A class of colonial entrepreneurs views the native working
class much as the aristocrat views the common people, only that race
purity takes the place of family lineage as an unalterable criterion of
status; but since membership in a race confers upon the individual
neither quality nor personal dignity, nor ancient and hallowed preroga-
tive, and since moreover it is made the ground for rule under conditions
where the ruled cannot accept it without losing their self-esteem,
coercion cannot be given effective legitimation. Finally, a successful
communist party claims for itself the undisputed and unerring leader-
ship of the masses, it claims to act as the faithful representative of their
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general will; hence everyone who fails to fulfil the Party programme
has wilfully ostracised himself from the community and must be
punished accordingly.

It will be useful to formulate these considerations as if they were
the theoretical alternatives which are open to an entrepreneurial class.
Assume that industrialisation requires the creation of a non-agricultural
work-force and that this involves a break with "everyday routine
as the inviolable norm of conduct ": an entrepreneurial class may then
take one or another of the following positions:

(a) It may demand the self-dependence of the lower classes and deny
its responsibility for their protection; theoretically, the danger of this
position is that the lower classes become too independent.

(b) It may assert that the lower classes are inevitably dependent and
take responsibility for creating a non-agricultural work-force solely in
terms of economic self-interest; theoretically, the danger of this
position is that the continued dependence of the lower classes seriously
interferes with the labour-requirements of industrialisation.

(c) It may demand that all power be placed in the hands of the
working class and enlist the full participation of all in the exercise of
that power. But the final authority for detailed planning and super-
vision is vested in a party, which represents itself as the organ of the
most progressive section of the working class and excommunicates all
who challenge this claim. Theoretically, the danger of this position is
that the participation of the workers suffers as the " organised spon-
taneity" of supervision gains in importance.
Now it will be useful to relate these considerations to an earlier study

of legitimation. More than a generation ago the German sociologist
Max Weber analysed the religious doctrines which made the pursuit
of economic gain legitimate and which were used to justify that pursuit
against older religious doctrines which condemned it.

"Religion has psychologically met a very general need. The
fortunate is seldom satisfied with the fact of being fortunate. Beyond
this he needs to know that he has a right to his good fortune. He
wants to be convinced that he 'deserves' t, and above all, that he
deserves it in comparison with others. He wishes to be allowed
the belief that the less fortunate also merely experiences his due.
Good fortune thus wants to be 'legitimate' fortune ".88

Weber showed how the doctrines of the Puritan Divines made the
fortunes of their parishioners seem legitimate. These doctrines helped
to buttress the self-esteem of a rising entrepreneurial class: it had been
Weber's intention to explain the "innerworldly asceticism" of this
class, i.e. the emergence of a new code of conduct. The religious beliefs
which in part accounted for this change of conduct were used to justify
the economic success to which that conduct led.
Much valuable work is still being done along the lines which Weber

suggested originally. Yet it is probable that today the interests of
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many social scientists are shifting away from this perspective, even
if they accept his thesis without reservations. There is less concern
to day than a generation ago with the uniqueness ofWestern rationalism
as it manifests itself in economic life, or with the way in which the
economic activities of a middle class are strengthened psychologically
by certain religious doctrines. For the East-West conflict of today
presses upon us less academic questions than those dealing with the
origin of capitalism in the West and its failure to develop in India and
China. While Calvinist doctrines probably account for the rationality
of capitalist enterprise at the time of its first development in the West,
there are today other than religious bases for the emergence of a new
ethic of economic conduct. Among these nationalism ranks perhaps
first of all, and communism runs a close second.
To mention these ideologies as if they were on a par with the Protes-

tant Ethic which Max Weber analysed, opens up problems which need
at least to be stated explicitly. We have seen that in England, the
need for legitimation remained after the spread of Calvinism had suc-
ceeded in undermining the general acceptance of earlier religious precepts
which had been inimical to unrestrained economic activity. The
doctrines of Calvinism had given strength to a class ideology. But
when major technological and economic changes during the latter half
of the 18th century began to give real scope to the economic enterprise
of this class of merchants and manufacturers, more was needed in the
way of ideological defences than a reiteration of Puritan formulae.
These formula had applied to the conscience of the individual; now
they needed elaboration, to say the least. For the ideology of the
English entrepreneurial class was to justify the rejection of government
interference in economic affairs in an age when such " interference " was
accepted as a matter of course. It was to justify the means used to
create a docile and readily available labour-force in an age when labour
was neither docile nor readily available where needed. And it was to
justify the demand for social recognition of the middle class in an age
when the ruling aristocracy regarded the trader and manufacturer with
contempt and ill-concealed derision. It is apparent that the rising entre-
preneurial class in England was still confronted with a preference for
traditional modes of life on the part of the workers and the landed
aristocracy, long after it had overcome the religious restrictions on its
own economic conduct. But its ability to legitimate its rise to economic
and political power by an appeal to the independence of the working
classes depended upon certain preconditions which are largely absent
from the underdeveloped areas of the world today.

In the England of the early 19th century workers were asserting
their independence long before their employers were willing to grant
it, or before they were ready to give that independence a positive
meaning in line with their own interests. To be sure, Smiles and others
like him were accused of hypocrisy, partly because their slogans were
used to undermine the solidarity of trade-union organisations, and
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partly also because independence and success appeared as a travesty
to the worker who could barely earn enough to make ends meet. But
this accusation is irrelevant, for every ideology which defends material
interests will be called "hypocritical" by its adversaries. The point
is rather that the legitimation of the English entrepreneurial class was
meaningful because the independence of the worker, which it extolled,
had a history of its own. The workers were demanding their independ-
ence and using it as they saw fit; and there was evidence of
independence on the part of men who had achieved economic success
by overcoming the formidable obstacles of their environment. Hence,
there is a certain disparity between the Protestant Ethic which aided the
formation of a new code of economic conduct and thereby helped to
initiate English industrialisation, and the Ethic of individual striving
and success which in its secularised, 19th century form proclaimed a
doctrine of individual opportunity that mitigated the sharp differences
between classes which were a legacy of feudalism. That is to say, the
Protestant Ethic initially served to legitimate a change in the economic
conduct of a numerically small class. In England it took a century
and a half before a more general acceptance of that ethic inspired an
upsurge of industrial activity; and it took several further decades before
the upheaval of the industrial revolution gave way to an established
industrial society and a widely accepted ideology of industrialism.
There is, then, a disparity in time and in content between the ideology

which helped to initiate industrialisation and the ideology which defends
the practises of its successful development. That disparity is absent
from the patterns of industrialisation outside the European and
American orbit. For today there is no interval of two centuries
between the initial phase and the full development of industry. Since
techniques of industrial production are theoretically available in all
their modern complexity, countries will either industrialise quickly or
continue for a considerable time as plural economies, if not with one
foreign capitalist then with another. But if they do industrialise quickly,
then this requires the total organisation of a country's resources. And
the ideology which is to inspire that total organisation must create
at the same time a new ethic of an entrepreneurial class and an ideology
of industrialism which will be widely accepted among the masses.
There is no reason to believe that either the Protestant Ethic or the
ideology of striving and success are suitable for inspiring the total
organisation of a country's resources.

NOTES
1 This is a preliminary report on a larger study in progress. In this study the

ideologies ofentrepreneurial classes are analysed for several countries, at the inception
of industrialisation and today. For aid in this study I am indebted to the Institute
of Industrial Relations, University of California, Berkeley. I am also indebted to
my research assistant, Mr. Gaston Rimlinger.

Because of this diversity of origin, an entrepreneurial class is here defined in
terms of its function rather than in terms of its social composition. In the words of
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Joseph Schumpeter, " the function of entrepreneurs is to reform or revolutionise
the pattern of production by exploiting an invention, or, more generally an untried
technological possibility for producing a new commodity or producing an old one
in a new way, by opening up a new source of supply of materials or a new outlet
for products, by reorganising an industry, and so on. ... To undertake such new
things is difficult and constitutes a distinct economic function, first, because they
lie outside of the routine tasks which everybody understands, and secondly, because
the environment resists in many ways....." See Joseph Schumpeter, Capitalism,
Socialism and Democracy (New York, Harper & Brothers, 1950), 132. To define
an entrepreneurial class in terms of its function seems to me unequivocal at the
beginning phase of industrialisation, which is the subject of the present paper. I
should add that I am not concerned here with the further implications ofSchumpeter's
theory.

H. H. Gerth and C. Wright Mills, From Max Weber: Essays in Sociology (New
York: Oxford University Press, 1946), 296.

4 The larger study takes up other aspects of traditionalism, with which an entre-
preneurial class must concern itself.

5 Hence, when wages rise, less work is done rather than more, because under
these conditions less work will suffice to support the accustomed way of life. A
comprehensive survey of traditionalism in economic life, especially as it applies
to labour, is contained in Wilbert Moore, Industrialisation and Labour (Ithaca:
Cornell University Press, 1951), 14-139. A more analytical approach to the same
problem is contained in J. H. Boeke, The Interests of the Voiceless Far East (Leiden:
E. J. Brill, 1948). See, however, the judicious critique of Boeke's thesis in J. S.
Furnivall, Netherland's India (New York: Macmillan, 1944), 454-64.

6 For a striking, if extreme, illustration of this point see McKim Marriott, " Tech-
nological Change in Overdeveloped Rural Areas ", Economic Development and
Cultural Change (December, 1952), 261-72.

7John Stuart Mill, Principles of Political Economy (Boston: Charles C. Little
& James Brown, 1848), n, 322-23.

8 This direct collective obligation of the Russian people to the Tsar as a person
did not allow conceptions of private ownership to develop much strength. Thus,
the obligation of all citizens to render services to the state prepared the ground for
the collectivist tendencies of the Russian revolution. A convincing elaboration of
this point is contained in Boris Brutzkus, " Die historischen Eigentiimlichkeiten der
sozialen und wirtschaftlichen Entwicklung Ruflands ", Jahrbiicher fur Kultur und
Geschichte der Slaven, x (1934). S. 62-99.

9 V. I. Lenin, Selected Works (New York: International Publishers, n. d.), vn,
pp. 333-34.

10 Cf., for example, Lenin's praise of the unpaid, volunteer labour of Communist
party-members (" subbotnik ") in Selected Works, vm, 238-46 and IX, 423-48.

1 See J. S. Furnivall, op. cit., 462-64 for suggestions along these lines.
12 These nationalist movements in underdeveloped areas run a special risk ever

since the rise of communism in Soviet Russia. For the affinity of nationalism with
communism ceases on the day after the " foreigner" has left, and then it may be
too late for the native ruling class to stem the tide which it has used to " improve
its own position ".

a1 The foregoing typology uses the experience of given countries as its basis,
but it is not confined to that experience. Rather each type is conceived as encom-
passing certain possible variants. Thus, the French or German experience approxi-
mate that of English industrialisation but they also retain elements of traditionalism
which were destroyed in England. The variety of colonial practices ranges from
the complete duality of the South African case to its tempered modification in
Portuguese or Belgian practice. And the communist ideology of the duty of each
to do all he can for his country which is encircled by enemies, has its analogue in
many forms of nationalism.

14 John Stuart Mill, Principles of Political Economy (Boston: Charles C. Little
& James Brown, 1848), n, pp. 319-20.

16 See Sylvia L. Thrupp, The Merchant Class of Medieval London, 1300-1500
(Chicago: University of Chicago Press, 1948), pp. 16-27.

16 Cf. the explanatory preamble of the Statute of Apprentices (1563) quoted
in George Unwin, Industrial Organisation in the Sixteenth and Seventeenth Centuries
(Oxford: at the Clarendon Press, 1904), 137-40.

17 John U. Nef, indtustrv and Government in France and England, 1540-1640
(Philadelphia: The American Philosophical Society, 1940), 35-57.
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18 if these ideological defences, both the theory of kingship and the assertion

of local autonomy, seem exaggerated during the seventeenth century, then this does
not indicate an absence of traditionalism in the prevailing conceptions of authority,
but their gradual decomposition. Exaggerated reaffirmations of an ideology are
as clear an index as any of the existence of basic threats to them, however difficult
it may be to specify the required degree of exaggeration.

19 Dorothy Marshall, The English Poor in the Eighteenth Century (London:
George Routledge & Sons, 1926), 20-21.

o2 Several writers maintained that it was " our duty to God and Nature" to
provide for and employ the Poor, even if such employment would not result in a
material benefit to the nation. This is clearly an example of undiluted tra-
ditionalism. Cf. the discussion of seventeenth century writers in Marshall, op. cit.,
18-30.

21 Cf. Marshall, op. cit., 32-33.
22 There were other proposals which did not become as widely accepted at the

time. Some writers urged that the poor should be employed in separate enterprises,
established for the purpose. Others already anticipated the later view of the laissez-
faire economists by demanding that the poor should be forced, if need be, to find
work for themselves. It is indicative of the persistence of traditionalist conceptions
that the latter view did not become popular despite the fact that it was urged by
such well-known writers as Defoe, Locke, and Dunning.

28 See the detailed exposition of these doctrines of eighteenth century writers in
Edgar Furniss, The Position of the Laborer in a System of Nationalism (Boston:
Houghton Mifflin Company, 1920).

24 Quoted in Ibid., 118.
26 In this essay I confine myself to an examination of ideas. That these ideas,

which reveal the impact of economic interests directly, develop largely in response
to economic changes, is not perhaps as illuminating a suggestion as is often supposed.
It does not explain, for example, that traditional attitudes prevailed long after they
had become detrimental to the economic interests of a rising entrepreneurial class.
The intellectual challenge of traditionalism at the end of the eighteenth century can
be understood only, if it is fully appreciated that traditionalism persisted although
this conflicted with economic interests.

26 See Kenneth Smith, The Malthusian Controversy (London: Routledge &
Kegan Paul, 1951), 3-43.

27 Thomas R. Malthus, An Essay on Population (2nd ed., Everyman's Library,
New York; E. P. Dutton, 1933), n, 170.

98 Ibid., i, 143.
29 I should mention parenthetically that Malthus buttressed his doctrine of

population by a theological argument. In this he described " moral restraint" as
" those exalted qualities of mind which will fit (men) for His high purposes ", and
he suggested that the principle of population was the divine instrument by which
the world has been peopled, for without this instrument men would have remained
" inert, sluggish and averse from labour ". See T. R. Malthus, First Essay on Popula-
tion, 1798 (London: MacMillan & Co., 1926), 352, 363-64.

80 Malthus, op. cit. (2nd ed.), u, 259-60.
81 This necessity follows from a proposition of Max Weber, that the" fortunate

are seldom satisfied with the fact of being fortunate ". The weakness of the Mal-
thusian doctrine was that the fortune of the successful was attributed entirely to
a purely human trait; the exercise of foresight. The fact that a merely human
quality was said to account for the acquisition ofwealth and that this quality involved,
moreover, the subordination of human passions to " the hope of bettering our con-
dition, and the fear of want" severely reduced the moral stature of this doctrine.
It is not surprising that many English industrialists and their spokesmen would not
let go of this convenient justification of their every practice merely because the tender-
minded could not stomach the consequences. But it is not surprising either that
the argument suffered in the long run from being much too closely identified with a
mere defence of material interests to carry much conviction to anyone who did not
profit from it more or less directly. How readily fault was found with the Malthusian
argument even by those who were convinced by his major thesis is analysed in great
detail in Kenneth Smith, op. cit., 47-169.

3s The classic statement ofthis position is contained in Andrew Ure, The Philosophy
of Manufactures, originally published in 1835.

88 John Morley, The Life of Richard Cobden (London: Chapman & Hall, 1881),
i, 141.
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&a Quoted in George M. Trevelyan, The Life ofJohn Bright (London: Constable
& Company, 1913), 113-14.
" To be sure, workers were more self-dependent by that time, and the middle

class had to claim leadership in national affairs, if it wanted political recognition.
But ideologies are not simply reflections of changing circumstances. Andrew Ure's
Philosophy of Manufactures, for example, was not altered in subsequent editions
despite these changing conditions.

38 John Morley, op. cit., I, 298-99, 464-68.
37 See, for example, Thrift (London: John Murray, 1875), 30-64,159-78, and 290.
m H. H. Gerth and C. Wright Mills, ed., From Max Weber, Essays In Sociology

(New York: Oxford University Press, 1946), 271.
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INTEREST GROUPS AND BUREAUCRACY

by

Edgar Lane

It should no longer be necessary to defend the proposition that men' s
diverse interests define their political existence. While appeals for a
common rededication to the convenient ambiguities of "the national welfare"
are among the conventions of American campaign oratry, they fly in the face
of much that we know (or should know) about ourselves. We are awed, even
flattered, by descriptions of government as a distant monolith, greater
somehow than the sun of the social parts from which it derives and exigent
of the good citizen's total allegiance. But we actually pattern our colleo.
tive life on the somewhat different principle that government is merely a
specialized instrument for the protection or frustration of the various ends
that groups of men happen to regard as important. Once grant that men have
the right to differ on fundamentals, that they have the right to want more
for themselves than for others, that they further have the right to seek by
any honest means to impose their wishes on their fellows, and it could not
have been otherwise.

Since these concessions lay close to the heart of our national life,
there should be nothing startling in the fact that, from colonial times on,
men and groups of men have sought both to prompt and to prevent the exercise
of governmental power. This involves what Willard Hurst has called "if not
the fundamental object of government . .at least an aspect of government's
main purpose," which is simply "that men should comn to it, all the more so
because what they want may be against the general welfare." 1/ We need not
here examine "the general welfare" as an objective reality. It is enough to
say that it may at least reflect an operational conzensus, and that one
measure of a democratic order is the extent to which it protects men's
right to assail it.

Groups in Politics

A politics based on men's interests, organized to a greater or lesser
degree, is not peculiar to the United States, or td constitutional repub-
lics, or, for that matter, to systems conforming to broadly democratic
values. Even totalitarian states, theoretically eriUsted in total service
to parahuman ends, exhibit in practice a distinct, If fetal, species of
interest politics. Our experience, rather is distikguished by the unusual
degree to which our interests have been organized and by the special con-
ditions under which they have been politically effetive.

Constructive analysis of interest politics in America must begin with
the multifarious activities of organized groups--"pressure groups," "lob-
bies," or "interest groups" in the social scientist's more descriptive term.
The origins and nature of these--groups and their rfle in the political pro-
cess have been extensively treated elsewhere, most notably in David Tru-
man's The Governmental Process. 2/ It would be redundant to say more here
than tiat life is always less simple than it used to be, that we can no '..

1. J. Willard Hurst, The Growth of American Law (Boston: Little, Brown and
2.oNparewYok9AOl pA 62n*

2. New York: Alfred A. Knopf95.
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longer hope to live it substantially alone (if we ever could), and that the
development of meaningful associations with others is the civilized man's
response to the otherwise inconmensurable bewilderment of the world in which
he lives. Groups arise when and because men perceive the interests they
hold in common. These interests, in turn, flow naturally and in great
quantity from the functional specialization and diffusion of human relation-
ships which largely define the social growth. In the United States, a
mobile and expanding population, a self-generative technology, an unquench-
able regionalism, vast and usable material wealth, a broadly protected tra-
dition of free political association and expression, and highly developed
instruments of mass communication have all conduced to the proliferation of
organized groups. The structure or our governmental institutions--diffused
and accessible--has contributed no less significantly to the process.

And as the substantive jurisdictions of government have, largely under
the spur of specialized group efforts, expanded so as to involve the signi-
ficant shared interests of more and more people, more and more continuously,
so have the groups organized around these interests become permanently
active in seeking to affect or mitigate what government does. We do not
have accurate knowledge of how many groups seek to impose their claims on
agencies of government, nor do we know how much human or material expen-
diture their efforts entail. The Department of Commerce lists more than
four thousand national associations alone, to say nothing of local, state,
and regional groups. How many of these have been politically active in
any significant sense? On the national level, more than five hundred groups
have been deeply enough engaged in legislative politics to concede some
liability to comply with the disclosure requirements of the Federal Regu-
lation of Lobbying Act; several hundred others have not complied, although
they are represented by hired agents who have. No parallel data are avail-
able as to the number of groups substantially engaged in seeking to affect
administrative d ecisions, but there is no reason to assume that the aggre-
gate figure would be any smaller.

Character and cost

If we do not know how many active political interest groups there are,
we know even less of the character and cost of their exertions. Group re-
ports filed under the Lobbying Act have recently indicated group legislatiw
expenditures of approximately-ten million dollars annually, but it is quite
clear that this figure only begins to reflect the realities. In the states,
the absence of uniform disclosure laws makes discussion of group activity
the more hazardous, although it is plainly extensive. It is equally plain
that on no level of government is public policy conceived, enacted, or ap-
plied--nor can it be understood--apart from the men whose interests are
somehow touched by it.

The growth of political interest groups in America has been of special
importance in the growth of public bureaucracies, at least partly because
the concomitance of the two processes has been so little perceived. While
"lobbying" and other overt manifestations of group political effort have
conventionally been regarded as involving only the legislature, interest
groups have been under no obligation to bend their activities to the ab-
stract verities of separation of powers. They have been and are active,
rather, wherever governmental decisions affecting their membership are made.
In an era marked by the relative decline of legislative prestige and author-
ity, the groups' concern with administrative policy-.aking is thus as
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natural as it is intense.

One aspect of the long-standing interrelationship between interest
groups and administrative bodies is reflected in the establishment of
agencies concerned primarily with clientele and service like the Veterans
Administration or the Departments of Labor, Agriculture, and Commerce.
Some of these agencies have developed directly out of politically articu-
late group demands for public subsidies and benefits, or for protection
against the demands of other interests. In other cases, the establishment
of a public agency serving a more or less unorganized clientele has served
as a catalyst for the more effective grouping of the interests concerned,
as well as of those interests which might be disadvantaged by the new
agency's activities, Of the latter situation, the history of securities
regulation in the United States is perhaps the readiest example.

Equally in point is the more recent development of a distinctive ad*
ministrative process in agencies structured along other than purely clien-
tele lines. Operating under general legislative charters, these bodies haR
been increasingly charged with the formulation and enforcement of binding
rules affecting private persons. It should occasion no surprise that these
persons and the groups in which they are organized should seek by every
available means to ensure the conformity of the rules to their own inter-
ests. Their right so to do, moreover, has been explicitly recognized and
procedurally safeguarded in such enactments as the federal Administrative
Procedure Act of 1946. Irrespective of its special origins and purposes,
legislation of this kind can be taken as a practical reflection of the depth
of group involvement in administrative politics and as an effort to inject
into the latter certain of the expectations of reasonable openness and
equality of approach that have at least formally been associated with group-
legislative relationships.
Action on various fronts

This does not mean that groups have turned their attention away from
the legislatures; they act, rather, on different stages at different times,
or on several stages simultaneously. At the risk of considerable over-
simplification, one might contrast Collis P. Huntington's single-minded
quest for outright congressional gifts with the very much more complex pro-
gram of the Association of American Railroads, which might at one time be
pressing Congress for statutory relaxation of the Sherman Act, petitioning
the Interstate Commerce Commission for higher freight tariffs, and "educat-
ing" the electorate to the evils of publicly supported highways. These
tactics and concerns are not unique; they demonstrate only the extent to
which all groups, if they are to be effective, must conform their efforts
to changing distributions of political power and changing patterns in its
exercises It is less a question of having so much energy toexpend than of
somehow finding enough additional energy to participate effectively in an
ever widening decision-making process. Groups must constantly attune them-
selves to the working competence of government, which their own demands
tend inevitably to enlarge.

Groups and Administration

To say that groups are as significantly involved in the administrative
as in the legislative process-suggests the difficulty of precise deline-
ations of group tactics in the two areas; they merge within groups as they
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may vary among them. For one group, informal personal entree to decisional
ce lters may be sufficient to ensure a total accommodation of public policy
to group objectives. For another, the most massive or determined external
public relations campaign may accomplish or prevent nothing. One need
think no further than organized labor's unsuccessful effort to head off
the Taft-Hartley Act in 1947. Tactical choices or necessities hinge on such
diverse variables as group resources and membership, on the group's prestige
and promotional position, on the ease of its contacts with the inner reaches
of government, on the nature and probable consequences of the policy at
issue, on the innovative or preventive character of group objectives, on
the presence or absence of well-entrenched competitive interests, on prece-
dent, public expectations, preference, or simple hunch. The ways of group
politics are many, and if they have never been fully catalogued they have
been sufficiently described in the literature to obviate the need for fur-
ther discussion here.

We should note, however, that the common strain in all group political
effort is the achievement and exploitation of linkages between group prefer-
ences and the behavior of public officials--legislative, administrative, or
judicial. Here, in essence, is "the group problem," if such there be. A
group's political success depends on its ability to create and use official
identifications with itself--to destroy, in effect, the fiction that a man
becomes a political eunuch when he takes an oath of office. The problem is
not so much that this fiction is one of the fundamental conceptual binders
holding the system together as that it is destroyed with such fearful ease.
The spark of life for the political interest group is thus its conversion
of a phrase like the "public interest"--a deeply meaningful thing in a demo-
cratic order--to a self-serving shibboleth.

We are talking, in brief, about what the Douglas Subcommittee on Ethi-
cal Standards in Government more or less generically referred to as "in-
volvement." In the simplest sense, this means nothing more than almost every
man's penchant for approaching the world from the standpoint of his own in-
explicit or inarticulate major premises. More difficult are those situ-
ations where the premises are shriekingly articulate, or, to change the
figure, where the view is determined by deliberately polarized blinders.
Our problem is the role of the interest group as shaper of premises for the
bureaucratic mind and hanger of blinders on the bureaucratic nose. And
since this is less a problem of "pressure" than of preferences, it is a
boundlessly difficult one to analyze, describe, or solve.

The Representative Bureaucracy
Much of the current literature centers on the political interest group

as a representative phenomenon, as a spontaneous but inevitable growth re-
sulting from the manifest inadequacies of our system of undifferentiated
territorial representation, Although it has led some observers to propose
extreme institutional reconstruction along functional lines, this emphasis
has been both accurate and essentially wholesome. It has, however, served
to focus an excess of attention on the relationships of groups and ex-
plicitly representative bodies-that is, the legislatures--to the relative
neglect of the administrative bureaucracy in its representative aspect. We
are only partly right in equating the growth of bureaucracy with the den
velopment of expertise as the result of complex problems or the assumption
by government of broader social responsibilities. For this complexity is
seldom easily perceived, the assumption by government of new responsibil-



ities is never a simple matter, and the view of bureaucracy as expert is
often merely a deft piece of institutional public relations. Although oper-
ating under different patterns of public expectation, acoeptance, and con-
trol, bureaucracy in the United States, in its origins, functioning, and
ultimate accountability, is as representative as the Congress or the state
legislatures.

But whom does bureaucracy represent, and how do interest groups affect
its representativeness? We have already referred to the clientele basis of
a substantial part of our administrative organization. Here is perhaps the
simplest case of representative bureaucracy, exemplified by such agencies
as the Departments of Labor and Commerce. Although having somewhat differ.-
ent origins and purposes, marn of the "independent" "regulatory" agencies
have also come to perform distinct services for the interests whose activi-
ties they were ostensibly created to police, a statement of which the pat-
tern of public utilities and transportation regulation in almost all juris-
dictions whould be obvious and adequate proof. Under these circumstances,
a regulatory mission can quite readily become a representative one. Other
agencies have explicit representative arrangements worked into their formal
structures or operating codes, a tendency of which the National Industrial
Recovery Act was the supreme (although by no means the only or most recent)
case in point.

This is interest representation within the bureaucracy of a fairly
direct sort. More tenuous but even more durable are those group-agency
linkages which rest on practice, personality, and tacit understanding. We
need only note, for example, the almost universal assumption that certain
high offices will be staffed from certain interested sources. Martin P.
Durkin's brief travail as Secretary of Labor can be taken as a demonstra-:
tion of the rigor with which such conventions are apt to be regarded, even
under the most adverse conditions.

Bureaucrats in interest ro

This process, of course,. has an even more significant converse; not
only have bureaucrats been drawn from an associational milieu, but key fig-
ures in interest groups have also not infrequently been drawn from public
life, bringing with them, it may be assumed, a web of experience and per-
sonal contacts which cannot butsecure more hospitable hearings for group
claims before their successor bureaucrats. Thus, an assistant chief coun-
sel of the Interstate Commerce Commission becomes vice-president in charge
of the Law Department of the Association of American Railroads; an Assistant
Secretary of Agriculture becomes president of the United States Beet Sugar
Association; an assistant general counsel of the Civil Aeronautics Board
becomes general counsel of the Air Transport Association. The situation is
familiar beyond the need for further illustration, and in each case it is
difficult to withhold the conclusion that the client group is specially ad-
vantaged over its competitors.

What does this mean? On one level of analysis, it means that the
groups concerned are not only one up on their less privileged counterparts
but that they are also deriving the benefit of skills and relationships
developed at considerable public expense. For this, the community must
assume at least some responsibility, for so long as it persists in suffer-
ing its highest officers to subsist on journeyman wages and periodically
retiring to private life the most forthright or committed among them,

5t
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it is making their absorption by more narrowly defined interests inevit1ble,
The fact that they have generally been absorbed with material profit to
themselves is not necessarily evidence that they have 'lsold out" either the
public or their own integrity, or that their employers are debauching the
commonwealth. Although to a deeper social ethic it might be repugnant,
according to the values which prevail in society at the present time there
is nothing reprehensible in making unique and valuable experience availc.le
to anyone who is willing to meet the price, just as there is nothing repre-
hensible in meeting the price--or even in setting it irresistibly high.
That there are men reluctant to capitalize privately on their public selves
does not justify condemnation of those who make a different choice. We
might better be grateful that the choice still exists.

Beyond the advantages which it affords the more strategically posi-
tioned groups, the constant and easy interchange of personnel between groups
and bureaucracy suggests the limited value of the notion of externally ap-
plied group "pressures." The truth is that we should be less concerned
about group "pressure" than about its absence. We should be concerned
about those quietly stabilized groupTagency relationships which preclude
(or at least render meaningless) the conventional external demonstrations--
demonstrations which groups nonetheless persist in making and which people
who should know better persist in regarding as important. Interest groups
become a real problem when they cease clamoring for attention. Silence
accompanies the sure fix rather than the free market.

Group Politics and The
Public Interest

Some group-agency linkages have apparently become so fixed and com-
plete as to bring in question the basic function of so extensive a public
bureaucracy as ours. This function is not easily described, but a few ob-
servations may be in point. In the first place, for all the current and
sophisticated derogation of "the public interest" as a standard of reference
or achievement, it remains the only one to which we can honestly repair. We
may not know what "the public interest" entails in individual situations,
but we court disaster in the long run by denying that it is even knowable.
This is to say only that a democratic order cannot operate indefinitely in
purely segmental terms. No matter how demanding the claims of its special
clienteles, a bureaucracy must at very least make a brave show of being
responsive-.as it is ultimately responsible--to a broader consensus.

There is no good reason to deny that the main impact of groups on the
administrative process is disruptive of an orderly and conscientious ap-
proach to this fundamental problem. The basis on which much of our admin-
istrative apparatus has developed, the close ties between groups and bu-
reaucracy, the differentials in group resources and access to the bureau-
cracy, the very breadth of the responsibilities to which this bureaucracy
is heir--all conduce to the making of decisions on the basis of immediate
situations, a tendency against which all.but the most heroic reconstruction
or programmatic leadership can avail little. No blame attaches to groups
which thrive on the prolixity and vastness of the administrative state, but
it is futile to deny their prosperity.

It would be equally futile to assert that the apparently chaotic tug-
ging and hauling of groups on government must bring the system down in ruins
about it. Somehow, as one of the contributors to this volume has noted
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elsewhere, "the public interest" is observed in the administrative process
more often and more faithfully than we might suppose--or than we deserve.
We can still point to administrative decisions made squarely counter to the
the wishes of every significant group concerned, decisions traceable solely
to the vision or stubbornness of dedicated men.

Nor are we entirely without weapons for asserting more strongly the
broader consensus on which the system truly rests. Administrative inte-
gration offers possibilities which have not yet begun to be explored* The
reshaping of the political party into a mature, unified, and responsible
force--a development for which there appears to be an increasing ground
saell--could contribute no less tellingly to the shaping of rounded and
consistent public policy, at least somewhat less subject to the diverse
strains of group interests. The general application of the disclosure
principle to group-agency relationships would almost certainly further the
same end. The present Federal Regulation of Lobbying Act is suggestive of
the form such disclosure might take, as well as of its possible results.
The redrafting or more stringent enforcement of the present conflict of
interest statues could also have a wholesome influence, although scarcely
a conclusive one.

Each of these approaches deserves the most careful consideration. No
one of them, nor all of them together, can be expected to alter the under-
lying realities of which group political effort on the administrative level
is merely symptomatic. They are, candidly, tangential in character, but
nothing more fundamental is even remotely likely. There is no point in
discussing means by which group politics might be curtailed, or by which
administrators could be rendered immune from the presumed taint of their
interests or experience. Better frankly to work within the limits of the
possible. Within these limits --the tools for building a bureaucracy of
maximum devotion to the public interest are more than sufficient. It re-
mains only to use them.
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INSTITUTE OF INDUSTRIAL RELATIONS
FEW AREAS in the domestic social life of the nation are vested
currently with greater public concern than the field of industrial
relations. The development of better relationships between organ-
ized labor and organized employers, and the integration of these
relationships with the interests of the individual citizens and the
nation as a whole, constitute one of the most serious problems
facing our economic and social system today.
The Legislature of the State of California expressed its desire to

contribute to the solution of this problem when, in 1945, it estab-
lished an Institute of Industrial Relations at the University of
California. The general objective of the Institute is to facilitate a
better understanding between labor and management throughout
the state, and to equip persons desiring to enter the administrative
field of industrial relations with the highest possible standard of
qualifications.
The Institute has two headquarters, one located on the Los An-

geles campus and the other located on the Berkeley campus. Each
headquarters has its own director and its own program, but ac-
tivities of the two sections are closely integrated through a Co-
ordinating Committee. In addition, each section has a local Faculty
Advisory Committee, to assist it in its relations to the University;
and a Community Advisory Committee composed of representatives
of labor, industry, and the general public, to advise the Institute on
how it may best serve the community.
The program of the Institute is not directed toward the special

interests of either labor or management, but rather toward the
public interest. It is divided into two main activities: investigationof the facts and problems in the field of industrial relations, which
includes an active research program and the collection of materials
for a research and reference library; and general education on
industrial relations, which includes regular University instruction
for students and extension courses and conferences for the com-
munity.
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Describing the kind of human-relations training that is aimed at getting people to

feel differently-and not merely think differently-in their day-to-day hadling of
human problems, Stuart Chase once summed up the effects of this "learning" process
with the observation, "It gets into your central nervous system." This is the basic
objective of the pioneer approach to human-relations training which is described
in this article. Among its distinctive features are its use of techniques that are more

commonly associated with clinical settings and experimental group training labora-
tories, and the somewhat unusual composition of the training group itself.

A SUCCESSFUL MANAGER is an individual
who, in addition to being on top of the
technical demands of his job, is also an
effective leader. Such a leader has the
necessary sensitivities (to himself, to
others, and to group process) and the
related interpersonal skills adequately to
deal with the human problems which
daily confront him.
Many and varied training programs

have been developed to help managers
become effective leaders. Most of these
are found in formal organizational set-
tings, such as business firms, govern-
ment agencies, educational institutions,
welfare organizations, the military, and
community agencies. Leadership train-
ing programs in such organizations often
make use of conference sessions in which
selected materials are presented by a
trainer and discussed by the conferees.

Sometimes these methods are supple-
mented by the use of such techniques
as role-playing, "buzz" groups, produc-
tivity evaluations, and the like.1 The
trainer is most often either a staff spe-
cialist or someone in the organization
with higher line status than the con-
ferees. In such sessions, the trainees
usually come from the same organiza-
tional level in the hierarchy-that is,
1 Some outstanding books and articles concerned with,
recent developments in leadership training are:
Dooher, M. J. and V. Marquis (eds.). The DI
velopment of Executive Talent: A Handbook of
Management Developmsnt Techniques and Case
Studies. American Management Association, New
York, 1952.

Gordon, T. "Group-Centered Leadership and Ad-
ministration," in Rogers, C. Client-Centered
Therapy, Houghton-Mifflin, Boston, 1951, 320-383.

Maier N. R. F. Principles of Human Relations:
Applications to Management. John Wiley & Sons,
New York, 1952.

Planty, E. G. and C. A. Efferson. "Developing
Leadership for Tomorrow's Tasks," Dun's Review,
January and February, 1952.

*In the July, 1953, issue of Advanced Management, Robert N. McMurry talks of "Empathy: Management's
Greatest Need." The present article describes a training program which is designed to help managers
develop empathy. Because the term "empathy" has been used by writers in a variety of ways, we
prefer the term "sensitivity" to describe the events involved in accurately perceiving the characteristics
of individuals and groups. Problems of sensitivity are currently being studied by the authors under a

grant from the U. S. Navy Office of Naval Research, and experiments with training of the type described
in this article are being conducted at the U. S. Naval Ordnance Test Station, China Lake, Calif.

-THE AUTHORS.
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they are of similar rank or status, and
often have no on-the-job interpersonal
relations outside of those which occur in
the training sessions themselves

__.n-eowabwh-g P 00aa
The training programs just described

can have some serious imitations:
1. The trainee is removed from the

social settin in which he cuomarily
perfoms. With relatively few excep-
tions, each manager in performing his
job must get on well with his sub-
ordinates, equals, and superiors. Train-
ing him in human relations apart from
the humans to whom he must relate is
like training an albacore fis man in
a trout stream.

2. Programs designed merely to im-
part human relations information may
have lile or no effect in inducing de
sirable changs in behavior. A prere-
quisite for the sucessful outcome of
leadership training is the motivation to
learn about oneself, others, and group
process. Unles the trainee feels a need
for human relations information, he is
not going to "hear" it But even if
he is able to "hear" it-Le., to accept
the information-he will not necessarily
%e able to apply it on the job. If the
jew information conflicts with other of
his needs, attitudes, and feelins, it will
be difficult-if not impossible-for him
to behave appropriately.

3. There may be little transfer of
learning from the training situation to
the work situation. We are not at all
sure that insights and skills which are
gained in the conventional training ses-
sion can readily be utilized in the actual
work situation. There, the social pres-
sures on the individual to maintain his

customary modes of behavior are often
so strong that any attempt on his part
to change is likely to fail; such change
may very well conflict with the larger
organizational "ways of doing things,"
so that he may be forced to main-
tain his old behavior or to resign.
Two Dh- Fehw

One type of leadership training de
signed to minimi these limitations has
two distinctive features:

1. The trainee roup is vertically
structued; tht is, the training sessions
are conducted with all managers of a
given oran tional unit present. In
industry, this might inclu dethe part-
ment , his division eads, and their
branch heads. In education, it might
co f ns istofa nt, t
and the various members of his adminis-
trative gro In a co unity agency,
the field pervisors might meet with
the diretor of the agency and his as-
sistants.
The trainee group can also be struc-

tured along other fncion line Thus,
its membership might include all mem-
bers of a policy ommttee or of a re-
search planning board. Of key import-
ance is that efftie collaboration of the
trainees be prerequisite to on-the-job
success. For purposes of this paper,
the ertically structured grop will be
discssed; however, everything said ap-
plies as well to differtly structured
funional groups.

2. This training emphasizes the de-
velopment of the rainee's senstivties
to himself, to others, and to the ways
in which people interact with each other
For ame rlated empirical evidenc e ft

ter seeEdwin A. eh, "Lederhip
Cimate, In Relatios Tain and Sper-
v eBrrhaor, Peroma Pychlg, VoL 6No. 2 (Summer, 1953), mpp 205-222.



in groups. This training approach util-
izes procedures which have been found
useful in clinical settings and experi-
mental group training laboratories.

Leadership training groups can be
vertically structured without receiving
sensitivity training, and they can receive
sensitivity training without being ver-
tically structured. The suggested ap-
proach to leadership training combines
these two features in order to focus sen-
sitivity training on those interpersonal
problems which intimately involve the
members of the training group in -their
on-the-job relations and more adequately
to insure that the impact of the training
will be carried over to the work situation.

sow Leadermlh Trinhig Is Crried Out

The managerial job by its very nature
requires getting things done through
other people; and this, in turn, requires
understanding of personal needs, atti-
tudes, and feelings. Many factors can
operate to impede the development of
this understanding. By far the most
significant sources of failure in under-
standing can be traced to defense mech-
anismss which the individual weaves
around himself to allay threat or anxiety.
Many persons tend to see the world as

they would like it to be, and to avoid
information which they do not want to
se.
Some managers become so preoccu-

pied with their own personal problems
and the non-human aspects of their job,
such as budgets, production schedules,
and inventories, that they remain un-
aware of the ways in which this con-
cern substantially prevents them from
For an excellent discussion of some of these defense
mekhanisms (such a projection and rationalization),with special reference to the problems of super-
visor, see Chris Argyris Personait Funds-stfor Adminitritort. Labor and M-nagementCenter, Yale University, ew Haven, 1953.

accomplishing what they really want to
accomplish.
Other managers rigidly adhere to

stereotypes and prejudices which can sub-
stantially simplify for them the way they.
handle their jobs. For example, if
manager is strongly committed to the
idea that all subordinates have to be
closely supervised, he then may become
insensitive to the cues which suggest
differential modes of supervision. He
may, in fact, pride himself on the fact
that he treats all subordinates in a bold,
forthright, and direct manner, and may
fail to see that this may produce ad-
verse effects upon those individuals who
do not respond to this style of super-
vision.

Detecting the existence and subtle op-
eration of these mechanisms is very
dificult. Usually some responsible per-
son in an organiztion becomes aware
that interpersonal problems of members
within the hierarchy have reached the
point where impairments in perform-
ance occur. A frequent symptom of
faulty working relations, for example,
is the failure of relevant information to
flow up and down the line. Every man-
ager in the chain of command may read-
ily admit that a free flow of information
is highly desirable and may maintain
that he personally does everything pos/'
sible to promote it. However, the sup-
posedly free-swinging doors of many
managers often have rusty hines.
Lengthy discussions of communications
per se and sincere avowals of managers
to double the output of reports and
memos seem to have little effect, if, for
example, the problem is the result of
(1) attempts of individuals to raise their
status at the expense of others; (2)
apprehension about the ways in which
information will be utilized; (3) antag-
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onism arising from real or fancied mis-
use of power; (4) fear that activities
will be interpreted as inadequate or in-
competent; and (5) real or imagined
"lisinterest or lack of appreciation of
genuine efforts.
In the vertically structured training

group, the breakdown in communications
may quickly manifest itself in a variety
of ways. It may soon become patently
clear that the "executive neurosis" works
all the way up and down the line in
such a way that each individual in the
group protects his status, power, and
security by keeping his subordinates in
line through the device of withholding
information.4 The participants learn to
discuss and to understand such problems
and, with the support of the trainer and
other members of the group, attempt to
develop greater skill in dealing with
them. As issues become clarified and
understood, each trainee is helped to
appraise his own behavior with respect
to them. In time the training group be-
comes more secure in its ability to deal
with material of this nature, and more
complex problems are raised for discus-
sion. This serves to further understand-
ing and acceptance between members
and to promote a more cohesive man-
agement team.
N Though the major portion of the train-
Aig time is devoted to problems parti-
cularly suited to vertically structured
training groups, time can be devoted to
other aspects of sensitivity training.
Through role-playing and other tech-
niques, training in counseling, interview-
ing, etc., is carried on. As the group
acquires new sensitivities and skills, the
trainer takes a less active role so that

* The "executive neurosis" has been described by
Robert N. McMurrnin a stimulating article which
appeared in the November, 1952, issue of the
Harvard Bninets Review.

the group performs an increasing por-
tion of its own training function.

The Role of the Trainer
The functions of the trainer vary con-

siderably, depending upon his compe-
tence, his theoretical orientation, and the
nature of the group. Nevertheless, it is
possible to classify his functions into six
main categories:

1. Creating situations conducive to learn-
ing. The trainer plays a vital role in
structuring the training situations in which
trainees interact. If a situation is skill-
fully set up, the relations between trainees
which occur there are certain to provide
numerous focal points for useful learning.
For example, the cautious use of some
brief sociometric questions (indications
of "'likingness," desirability as a work
partner, leadership skill, etc.) involving
the members of the group in a given
training session typically yields data on
the way each group member is perceived
by his fellows. Each trainee is provided
with potentially useful insights, which in
turn can be strengthened by an inter-
pretive group discussion.

2 Establishing a model of behavior. The
trainer provides a model for behavior by
his activity in the group, his acceptance
of criticism, his non-evaluative comments,
his willingness to deviate from planned
programs, and his ability to raise ques-
tions and to express his own feelings. By
his own behavior he helps to establish an
atmosphere of acceptance and freedom of
expression in which the group can dis-
cuss interpersonal problems that might
otherwise be circumvented or avoided.

3. Introducing new values. The trainer, by
his behavior, implicitly or explicitly in-
troduces new values or roles into the
group. The way he reflects feelings,
clarifies comments, and actively behaves
himself focuses attention on those prob-
lems which he feels the group should
eventually become aware of and accept.
For example, his willingness to relinquish
a position of authority and leadership
carries with it a host of implications for
the group.

4. Facilitating the flow of communication.
The trainer identifies barriers to the flow
of communication between individuals. By
raising questions, clarifying issues, and
encouraging full participation of all mem-



bers of the group, he facilitates the de-
velopment of mutual understanding and
agreement. Frequently when sources of
difficulty are below the level of awareness,
the trainer, who is less personally in-
volved with these difficulties than the
group, is better able to identify the prob-
lems and help bring about their recogni-
tion and potential solution.

5. Participating as an "expert Frequently
the trainer is called upon to introduce
knowledge derived from research findings
or experience which the group may need
in order to proceed with the solution of
a given problem. However, his exprt
role is shared with the group embers.

6. Developing interpersonal skills in roup
members. In addition to the behavior de-
scribed in 2, 3, and 4 above, the trainer
can help the group members develop new
interpersonal skills by providing them
with opportunities to "try out" new meth-
ods, such as non-directive interviewing
and participative conference techniques,
in dealing with interperonal problems
which arise within the group.

It is readily apparent that the trainer
in this type of program must have un-
derstanding, skills, and attitudes which
can only be obtained through special
experience or training. The National and
Western Training Laboratories in Group
Development (at Bethel, Me., and Idyll-
wild, Calif.), among others, provide facil-
ities for the acquisition of some of this
required understanding and skill. At
UCLA, students who are preparing for
positions in management are given this
opportunity through a course in "Lead-
ership Principles and Practice." Other
universities provide similar training.
The in-service training departments of
some organizations have trained per-
sonnel who can perform this job. Other
organizations must, of necessity, bring in
skilled trainers from the outside-from
the public schools, universities, and con-
sulting firms.

Introducng the Trainng Program

The introduction of this kind of lead-
ership training program requires careful

preparation and patience, with the group
moving one step at a time, and dealing
with resistance as it develops at each step
in the process.5

It may be desirable to preface this
program with a more conventional ap
proach which meets some of the initial
expectancies of the group in its early
training stages Use of formal case
studies, for example, may pave the way
for the gradual introduction of more per-
sonal and intimate eperences offering
greater posibilities for eective learning.
It is crucial for the trainer always to
recognize that the group can move no
faster than the individual trainees are
able to go.
_suc ofRef touce

Resistance to this type of training
program may appear in many form and
guises. Some participants expect to deal
with case materials and resent the fact
that they themselves are the cases they
are asked to deal with. Others feel that
human relations training should concern
itself with the development of principles
and rules, and become disturbed at the
lack of guide lines which can be uni-
versally applied. The lac of a formal,
organized course program which can be
traced from its first lesson to its last
causes iculties for those traineeswpb
expect the leadership training program
to be a continuation of their regular
school experiences.
One of the major sources of resist-

ance undoubtedly stems from the trainee's
view of his own position in the group's
status hierarchy and the behavioral im-
*The practical aspect of introdci a training o-
pram are iterestingly dealt with i the une 153,
sue of Adul Lekersi in an artice eitle
"Improng the Processes of Leadership Trainin.
Other relevant aricles in this irsue, which is en-
tirely devoted to leadership training are: "What is
Ladership Training?," "If People Wanto C
-The Crucial Conditions of Train," and "De-
signing the Training Group."



plications to him of that position. Until
the participants learn how to accept and
deal with the reality of status, not much
progress can be expected. Since the ad-
.erse effects of status are largely fostered
y the behavior of the "top wheel," it
may be necessary for the trainer to deal
privately, in advance of the training, with
the top status individual's own relevant
fears. He must be made to realize, for
example, that unless he is able to accept
criticism, little interchange of opinion is
possible. Other private interviews with
individuals who are threatened by the
training process might also be necessary
as the program progresses. In some
cases, it has been found useful to have
the trainer or some other professional
act as a personal counselor to those
individuals who feel the need to work
through, outside the group sessions, some
of the personal anxieties which may be
generated by the training.
Make-Up of the Training Groups

All the individuals who relate to each
other in the work or functional group
should be expected to participate in the
training. Every effort should be made
to get those individuals to attend who at
first may not have been sold on the value
· the program. Our experience indi-

es that among the persons who resist
are very often those who could most
profit from the experience. Realistically,
of course, there will be some individuals
who, for various reasons, will be unable
to begin or to adapt to the training.
Their decision not to participate at all
or later to drop out may be based on
specific personal and interpersonal diffi-
culties which they do not care to have
explored by the group.

In certain instances, the trainer may
wish to ease out of the program a trainee

who is seriously impeding group prog-
ress. Among the factors which the trainer
will have to take into account are the
size and maturity of the group, the role
of the individual in the work situation,
and the trainer's own confidence, skill,
and experience in dealing with the rele-
vant trainee problems.
Otr Comsid-M
The training meetings of the group

differ rom other ioar-oriented meet-
ings (such as staff meetings) in several
important ways:

1. The relative lack of a planned agenda.
Though considerable planning on the
part of the trainer is involved in setting
up and carrying through the training pro-
gram, the actual content of the program
is highly flexible. External time pres-
sures ("to get things done") are kept to
a minimum.

2. Participation in leadership. Work-oriented
meetings are usually chaired by the high-
status person in the group; in the train-
ing sessions the leadership may pass to
the group trainer or to any other person
in the group.

3. Motivation of the participants. In the
training sessions, the participants are
prepared to deal with problems which
are rarely, if ever, introduced in conven-
tional work-oriented meetings. Discussion
tends to become focused on the clarifica-
tion of interpersonal perceptions, as con-
trasted with technical job issues which
often dominate conventional meetings.

A few comments on the mechanics of
the training program are also necessary:

1. Training meetings should be held at
least once a week, if not more often. The
personal impact of the training depends
upon a carry-over from session to session
which might be lost if the meetings were
too infrequent.

2. Much more experience is necessary to
determine the optimum length of each
session. We have found that a session
of one and one-half or two hours is ade-
quate.

3. Because of the interpersonal nature of
the training program, it is essential that
the composition of the group remain the
same and that the participants be en-
couraged to attend regularly.

7



Advantages of Training Vertically
Structured Groups in Sensitivity

Training vertically structured groups
in sensitivity is likely to yield several
desirable outcomes:

1. Changes in interpersonal behavior
developed through the training sessions
will probably be carried over to work
relations. As new ideas and feelings
are discussed, understood, and accepted
by the group in the training sessions,
there is a good possibility that their
impact will be reflected in the daily work
contacts of the trainees.

2. The emphasis of this kind of train-
ing program is primarily oriented to-
ward awareness of self, of others, and
of interpersonal relations, rather than
the acquisition of book knowledge. When
awareness occurs at the "gut level" (emo-
tional) as well as the "head level" (in-
tellectual), changes in behavior are more
likely to occur.

3. Our experience indicates that work-
ing together on mutual problems of in-
terpersonal relations produces a more
cohesive working team. In the long
run, the methods and techniques intro-
duced by the trainer may become an
important part of day-to-day working
procedures, so that the point is reached
where the group can function at a new
level of efficiency without the trainer's
presence. Thus, at regular staff meet-
ings and in other work contacts where
serious interpersonal problems may well
arise, the staff members themselves are
in a position to deal adequately with

these problems which previously were
unrecognized or ignored.

Implications
The development of vertically struV

tured, sensitivity-oriented leadership
training groups reflects a growing recog-
nition that interpersonal problems which
arise on the job cannot be ignored. Even
though these problems are frequently
due to factors which are below the level
of acute awareness, many of them must
be tackled if an organization is to func-
tion at the highest level of effectiveness.

In the past, the chief methods avail-
able for dealing with such problems have
been individual or group counseling and
psychotherapy where attempts are made
to produce changes in the total per-
sonality. Though this type of leadership
training has some elements of therapy
in it, the objective is to focus only on
those interpersonal problems which are
relevant to work relations and which re-
quire a minimum amount of clarification
and understanding to produce more
adaptive behavior.

Interpersonal problems with roots
deeply imbedded in the personality struc-
ture cannot adequately be dealt with in
this training; however, a large majority
of on-the-job interpersonal problepms
stem from misunderstandings, from
tributing one's faults to others, and from
distortions due to lack of a free flow
of interpersonal communication. These
can be suitably handled by this kind of
training and often resolved with a mini-
mum of serious tension or conflict.

Copyright, 1954, American Management Association, Inc.
Reprinted from PERSONNEL, January, 1954
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PARTICIPATION BY SUBORDINATES IN THE MANAGERIAL
DECISION-MAKING PROCESS

I. INTRODUCTION

THE role of "participation" by individuals or groups in American culture
in general and in industrial organizations specifically has been treated by

many writers. Its implications for political theory as well as for a theory of
human relations in formal organizations are numerous. However, in spite of
this academic and extra-academic interest, a clear-cut, operational definition
of the concept, or a precise set of hypotheses regarding its dynamics, has not
been developed. While to do so will be the object of this paper, the treatment
will not be completely operational. The development of appropriate methods
of measurement is conceived as a next step that should follow the preliminary
one of conceptual clarification undertaken in this paper.

A review of the literature indicates that three major approaches have been
taken in dealing with "participation":

(1) The Experiential Approach. This approach is exemplified by writers
who in the course of their experience in enterprise work have obtained a "feel"
for the role of participation in the decision-making process and have put down
their experiences in article or book form.1 Writings such as these provide a set
of insights and hunches whose verification in any systematic fashion has not
been attempted. The actual referants from which these formulations are
derived often are single sets of observations in a single or in a few enterprises-
observations generally made in an uncontrolled fashion.

The experiential approach, operating outside the bounds of scientific
method, nonetheless adds to scientific knowledge indirectly by providing the
raw material from which hypotheses may be moulded. The precise structure
of these hypotheses is not stated neatly by the experiential writers, but rather
remains to be formulated.

(2) The Conceptual, Non-Experimental Approach. This approach character-
izes the writings of authors who are, essentially, academicians with strong
theoretical backgrounds. It is typified by writings that deal with "conditions,"
"functions," and other abstractions, generally of a socio-psychological nature,
that attempt to explain the dynamics of participation.' The conceptual, nort-
experimental approach at its best is the process of theory or hypothesis formu-
lation. Ideally it lays the groundwork for actual testing and experimental
work, but much of this type of technical literature so far published on partici-
pation lacks the clarity of conceptual definition necessary to make it useful as a
basis for experimental work.

(3) The Experimental Approach. This approach is found in the writings of
authors who have seen fit to apply experimental techniques either to especially

lFor example: H. H. Carey, "Consultative Supervision and Management" (Personnel,
Mar., 1942); Alexander R. Heron, Why Men Work (Palo Altoj 1948); Eric A. Nicol, "Manage-
ment through Consultative Supervision" (Personnel Journal, Nov., 1948); James C. Worthy,
"Changing Concepts of the Personnel Function" (Personnel, Nov., 1948).

'For example: Douglas McGregor, "Conditions for Effective Leadership in the Industrial
Situation" (Journal of Consulting Psychology, vol. VIII, Mar.-Apr., 1944); Gordon W. Allport,
"The Psychology of Participation" (Psychological Review, May, 1945).
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constructed social situations involving participation, or else in natural settings
in which participational activities prevail.' With adequate controls and with a
meaningful theoretical structure within which individual findings may be
placed, this approach is doubtless the most fruitful. Ideally it indicates what
will happen under specified sets of conditions and with what degree of proba-
bility. Unfortunately, up to now experimental work on the dynamics of
participation in the decision-making process has been sporadic.4

The present paper is of the conceptual, non-experimental type. Partici-
pation in the decision-making process is conceived here as an instrument that
may be used by the formal leadership of an enterprise in the pursuit of its
goals. No attempt will be made to examine it from an ethical standpoint or
in terms of its consistency within the frame of a democratic society, although
it is by no means assumed that such considerations are less important than the
ones set forward here.

II. DEFINITION OF PARTICIPATION
It is essential, in dealing with participation, to make clear the meaning

which is to be attached to the concept. One must specify both who the par-
ticipators are and in what they are participating. Too frequently in the
available literature on the subject the reader must determine these matters
for himself since no explicit statements bearing on them are made by the
writers.

As already indicated, this paper is primarily concerned with participation
as a managerial device. Attention is therefore focused on the subordinates of
managers in enterprises as the participators. It is important to note that these
subordinates may be either non-managers or managers.6 If they are managers,
they are subordinates of superior managers in the formal organization of the
enterprise in addition to having subordinates who are responsible to them.

Because of space limitations, consideration of the participation of indi-
viduals as union members in specific activities of an enterprise is excluded
from the scope of this paper. Suffice it to say here that in those cases where
the participation of union members is direct and personal, the benefits to be
derived by the enterprise are similar to those derived from participation within
the superior-subordinate relationship. However, in those cases (which are the
greatest in number) where the participation of the union member is indirect
and impersonal, it is doubtful if such is the result. It is our conclusion that
most of the statements which follow are relevant to the former cases.*

'For the concept of the "natural experiment," see F. Stuart Chapin, Experimental Designs
in Sociological Research (New York, 1947), and Ernest Greenwood, Experimental Sociology
(New York, 1945).

4For a good summary of relevant experimental work, see Ronald Lippitt, "A Program of
Experimentation on Group Functioning and Productivity" (in Current Trends in Social Psy-
chology, Pittsburgh, 1948).

'For definitions of these terms as used here, see Robert Tannenbaum, "The Manager
Concept: A Rational Synthesis" (Journal of Business, Oct., 1949).

'In connexion with this discussion, it should be noted that when participation takes place
within the superior-subordinate relationship, managers have primary control over the nature
of the activity; when it takes place as part of the manager-union relationship, they may or
may not, depending upon the relative power of the two parties.
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What then is the meaning of participation, and with what type of partici-
pation by subordinates are we here concerned? An individual participates in
something when he takes a part or share in that thing. Since taking a part or
sharing is always involved, participation takes place in a social context. Mana-
gerial subordinates in formal enterprises are responsible to their superiors for
the performance of designated tasks. In such performance, they are partici-
pating in the production of the good or service of the enterprise. They also
participate (share), through the receipt of wages or salaries, in the distribution
of the total revenue received by the enterprise. These types of participation
are common to all enterprises. But there is another type of participation which
is much less frequently encountered, although its use as a managerial device
has, of recent years, grown rapidly in importance. This type involves partici-
pation by subordinates with their superiors in the managerial decision-making
process.

Decisions are made by managers in order to organize, direct, or control re-
sponsible subordinates to the end that all service contributions be co-ordinated
in the attainment of an enterprise purpose.' Since managers are those who
accomplish results through subordinates, the latter are always directly and
intimately affected by managerial decisions and therefore may have a con-
siderable interest in them. Because of this possible interest, subordinates may
have a strong desire, particularly in a nation with deeply-ingrained democratic
traditions, to participate in the determination of matters affecting them. It
is of importance, therefore, to consider the form which such participation
might assume.

Decision-making involves a conscious choice or selection of one behaviour
alternative from among a group of two or more behaviour alternatives.8 Three
steps are involved in the decision-making process. First, an individual must
become aware of as many as possible of those behaviour alternatives which are
relevant to the decision to be made. Secondly, he must define each of these
alternatives, a definition which involves a determination of as many as possible
of the consequences related to each alternative under consideration. Thirdly,
the individual must exercise a choice between the alternatives, that is, make a
decision.

In enterprises, managerial subordinates, as subordinates, can participate in
the first two steps of the managerial decision-making process. They cannot

participate in the third step. The actual choice between relevant alternatives
must be made or accepted by the manager who is responsible to his superior
for the decision.9 However, subordinates can provide and discuss with their

7See Tannenbaum, "The Manager Concept: A Rational Synthesis."
gThis discussion of the decision-making process is based upon Robert Tannenbaum,

"Managerial Decision-Making" (Journal of Business, Jan., 1950).
*In a democratic group, the choice can be made through a vote participated in by the rank

and file. But, in such a case, the leader is organizationally responsible to the rank and file,
and the members of the rank and file are not properly, in so far as the decision is concerned,
subordinates of the leader.

Members of a democratic group, making the final choice in matters directly affecting them,
may be more highly motivated as a result thereof than managerial subordinates who are
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manager information with respect both to relevant alternatives and to the
consequences attendant upon specific alternatives. In so doing they are par-
ticipating in the managerial decision-making process.l0

The participation with which we are here concerned may take place in two
different ways. First, it may involve interaction solely between a subordinate
and his manager." This would be the case where a worker originates a sug-
gestion which he transmits to his boss. Secondly, it may involve interaction
between a group of subordinates and their manager. This would be the case
where a manager calls his subordinates together to discuss a common problem
or to formulate a recommendation.'

III. POSSIBLE ADVANTAGES OF PARTICIPATION AS A MANAGERIAL DEVICE

It becomes useful to inquire why managers might find it advantageous to
use this device. In other words, what are the possible benefits which might
accrue to an enterprise whose managers made it possible for subordinates to
participate in the decision-making process? In providing an answer to this
question, it is first necessary to indicate the criterion which would guide the
managerial choice relating to the use of participation.

A manager of an enterprise (profit or nonprofit) who behaves rationally
granted the right to participate only in the first two steps of the managerial decision-making
process. For evidence of the motivational effects of group decision, see Kurt Lewin, "Group
Decision and Social Change" (in T. M. Newcomb and E. L. Hartley (eds.), Readings in Social
Psychology, New York, 1947).

1°It is this type of participation that most writers, who deal with human relations in
enterprises, have in mind when they use the concept. The following examples illustrate this
contention: "One of the most important conditions of the subordinate's growth and develop-
ment centers around his opportunities to express his ideas and to contribute his suggestions
before his superiors take action on matters which involve him. Through participation of this
kind he becomes more and more aware of his superiors' problems, and he obtains genuine
satisfaction in knowing that his opinions and ideas are given consideration in the search for
solutions" (D. McGregor, "Conditions for Effective Leadership in the Industrial Situation,"
p. 60); "I am not suggesting that we take over intact the apparatus of the democratic state.
Business cannot be run by the ballot box. .. We must develop other inventions, adapted to
the special circumstances of business, which will give employees at all levels of our organizations
a greater sense of personal participation and 'belonging' " (J. Worthy, "Changing Concepts
of the Personnel Function," p. 175); "Action initiated by the responsible head to bring his
subordinates into the picture on matters of mutual concern is not a sharing of prerogatives of
authority. Rather, it is an extension of the opportunity of participation in the development
of points of view and the assembly of facts upon which decisions are made" (H. Carey, "Con-
sultative Supervision and Management," p. 288).

lThe concept of interaction as used here is not restricted to direct person-to-person, two-
way communication (as in the process of superior-subordinate discussion), but enconpasses
more indirect forms (such as, for example, written communication) as well.

2It may be observed that participation in the latter way, where there is communication
between participators and where the act of participation is carried out through the medium of
the group (as in cases of "group decision"), may often yield the more useful results. The level
of derivable benefits may be higher than if participation had proceeded through channels in
which there had been no inter-participator communication. Some factors important in this
context are the following: (a) the feeling of "group belongingness" obtained by means of
"action together" and (b) the role of norms, set as a result of group discussion, toward which
behaviour will tend to gravitate.

411



The Canadian Journal of Economics and Political Science

will attempt to make a selection from among alternatives related to any
problem which will maximize results (the degree of attainment of a given end)
at a given cost or which will attain given results at the lowest cost." This is
the criterion of rationality. Guided by this criterion, rational managers will
find it advantageous to use participation whenever such use will lead to in-
creased results at a given cost or to the attainment of given results at a lower
cost.

There are many advantages which may stem from the use of participation
as a managerial device. The following are the principal ones:

(1) A higher rate of output and increased quality of product (including
reduced spoilage and wastage) as a result of greater personal effort and at-
tention on the part of subordinates.

(2) A reduction in turnover, absenteeism, and tardiness.
(3) A reduction in the number of grievances and more peaceful manager-

subordinate and manager-union relations.
(4) A greater readiness to accept change." When changes are arbitrarily

introduced from above without explanation, subordinates tend to feel insecure
and to take countermeasures aimed at a sabotage of the innovations. But
when they have participated in the process leading to the decision, they have
had an opportunity to be heard. They know what to expect and why, and they
may desire the change. Blind resistance tends to become intelligent adaptation
as insecurity is replaced by security.

(5) Greater ease in the management of subordinates." Fewer managers
may be necessary, the need for close supervision may be reduced, and less
disciplinary action may be called for. Subordinates who have participated in
the process leading toward a determination of matters directly affecting them
may have a greater sense of responsibility with respect to the performance of
their assigned tasks and may be more willing to accept the authority of their
superiors. All managers possess a given amount of formal authority delegated
to them by their superiors. But formal authority is not necessarily the equiva-
lent of effective authority. The real source of the authority possessed by an

individual lies in the acceptance of its exercise by those who are subject to it.
It is the subordinates of an individual who determine the authority which he

'lThe term cost is here used in its highly precise form to refer to whatever must be given
or sacrificed to attain an end. See "Price," Webster's Dictionary of Synonyms. The term end
is broadly conceived to embrace whatever factors (monetary or nonmonetary) the managers
themselves define as the formal ends of the enterprise.

4For examples, see Lippitt, "A Program of Experimentation on Group Functioning and
Productivity"; John R. P. French, Jr., Arthur Kornhauser, and Alfred Marrow, "Conflict
and Cooperation in Industry" (Journal of Social Issues, Feb., 1946); Productivity, Supervision
and Morale (Survey Research Center Study no. 6, Ann Arbor, 1948).

"See, for example, Alex Bavelas, "Some Problems of Organizational Change" (Journal of
Social Issues, Summer, 1948); Elliott Jacques, "Interpretive Group Discussion as a Method of
Facilitating Social Change" (Human Reations, Aug., 1948); Lewin, "Group Decision and
Social Change."

'See, for example, L. P. Bradford and R. Lippitt, "Building a Democratic Work Group"
(Personnel, Nov., 1945); 0. H. Mowrer, "Authoritarianism vs. 'Self-Government' in the
Management of Children's Aggressive (Anti-Social) Reactions as a Preparation forCitizeshi p
in a Democracy" (Journal of Social Psychology, Feb., 1939, pp. 121-6).
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may wield. Formal authority is, in effect, nominal authority. It becomes real
only when it is accepted. Thus, to be effective, formal authority must coincide
with authority determined by its acceptance. The latter defines the useful
limits of the former.17 The use of participation as a managerial device may
result in a widening of these limits, reducing the amount of resistance to the
exercise of formal authority and increasing the positive responses of subordi-
nates to managerial directives.

(6) The improved quality of managerial decisions. It is seldom if ever
possible for managers to have knowledge of all alternatives and all conse-
quences related to the decisions which they must make. Because of the
existence of barriers to the upward flow of information in most enterprises,
much valuable information possessed by subordinates never reaches their
managers. Participation tends to break down the barriers, making the infor-
mation available to managers. To the extent that such information alters the
decisions which managers make, the quality of their decisions may thereby be
improved.

These, then, are the principal advantages which may stem from the use of
participation as a managerial device.18 The conditions under which it wiiU
accomplish them-under which participation will lead to motivation-is the
concern of the section which follows.

IV. THE PSYCHOLOGICAL CONDITIONS OF EFFECTIVE PARTICIPATION

All managers of an enterprise are faced with the problem of eliciting service
contributions from their subordinates at a high level of quality and intensity.
These service contributions are essential if the. formal goals of the enterprise
are to be attained. What induces subordinates to contribute their services?
What motivates them?

A motivated individual is one who is striving to achieve a goal; his activity
is goal-oriented.1 But it should be stressed that motivation is only poential
motion towards a goal. Whether or not the goal is reached depends not only
upon the strength of the force in the direction of the goal, but also upon all
other forces (both driving and restraining) in the given situation." To illus-
trate, a peron may be motivated to produce 200 units of an item per day, but
the restraining force in the form of machine failure or a quarrel with the fore-
man may lead him to attain an output of only 150 units.

In enterprises, the goals towards which individuals strive may be of two
kinds. They may be the formal goals of the enterprise, or they may be other
goals which are complementary to the formal goals. The latter is the typical
case. Individuals may strive for monetary reward, prestige, power, security,

lrThis concept of effective authority is expanded upon in Tannenbaum, "Managerial
Decision-Making."

lrhese advantages will henceforth be referred to as enterprise advantages.
1'A goal is defined as a result which, when achieved, has the power to reduce the tension

of the organism that has caused the organism to seek it.
"'Thus, motion in the direction of goals may be achieved not only by adding forces in the

goal-direction, but also by reducig forces impeding uch motion. See K. Lewin, "Fronties
in Group Dynamics" (Human Rdations, vol. I, no. 1, 1947, pp. 26-7).
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and the like; or they may strive for certain psychological gratifications through
the very act of doing the job (that is, they work because they like their work).
The primary reason why they contribute their services is to attain these latter
goals. In attaining these desired goals, they make possible the attainment of
the formal goals of the enterprise which to them are simply means to their own
ends. In this sense, the desired goals and the formal goals are complementary.

In the former case, the goals desired by the individual and the formal goals
are the same. The individual contributes his services primarily because such
contribution makes possible the attainment of the formal goals of the enterprise
which coincide with his own personal goals. To the extent that this coincidence
of goals exists, the necessity for managers to provide complementary goals for
subordinates is thereby lessened, and related costs are reduced. It is suggested
that participation tends to bring about a coincidence of formal and personal
goals.21 It' may be that through participation, the subordinate who formerly
was moved to contribute his services only because he sought, for example,
security and financial rewards, now comes to be moved additionally because
he recognizes that the success of the enterprise in turn will enhance his own
ability to satisfy his needs.22

Whether one conceives of participation as involving separate subordinates
with their superiors or subordinates-in-groups with their superiors, in the final
analysis one must not lose sight of the fact that the subordinate is a unique
human being with a given personality. This implies that whether or not par-
ticipation will bring forth the restructuring of his goal pattern (incorporating
the formal goals within the scope of the personal goals) will depend upon a set
of dynamic psychological conditions, the primary ones of which are outlined
below:

(1) The subordinate must be capable of becoming psychologically involved
in the participational activities.. He must be free from "blockages" which may
prevent him from re-arranging his particular goal pattern in the light of new

experience. He must possess some minimum amount of intelligence so that
he may grasp the meaning and implications of the thing being considered. He
must be in touch with reality. If he responds to a dream world, any "real"
developments, such as opportunities to take part in certain decision-making
processes, may not penetrate without gross distortion and as a result miss
their point.

2It must be noted that participation as used in this context is only one device which may
lead to additional motivation by bringing about a coincidence of formal and personal goals.
For example, some other devices that under certain conditions may result in motivational
increases and their derivative benefits to the enterprise are permitting personal discretion to
the person to be motivated and stimulation of a sense of pride of workmanship. In the former
context, managers in all enterprises must always decide the amount of discretion to permit to
subordinates. Many considerations naturally underlie this decision. For present purposes, it
is important to emphasize that in many circumstances, the granting of considerable discretion
may lead to substantial increases in motivation. Several devices may be used concurrently,
and the dynamics of the devices themselves are interrelated. For example, use of discretion
may bring about an enhanced pride-of-workmanship feeling.

"It must be recognized that typically goal configurations, rather than single goals, act as

motivating agents.

414



Participation in the Managerial Decision-Making Process

(2) The subordinate must favour participational activity. In other words,
the person who believes that "the boss knows best" and that the decision-
making process is none of his business is not likely to become strongly moti-
vated if given an opportunity to participate. It is apparent that for personality
types shaped intensely by an authoritarian system, opportunities for partici-
pation may be regarded as signs of weakness and leadership incompetence and
on that basis may be rejected unequivocally.23

(3) The subordinate must see the relevance to his personal life pattern of
the thing being considered. When he realizes that through participation he
may affect the course of his future in such a fashion as to increase its positive
goal elements and to diminish the negative ones, he will become motivated.
For example, a person who can see the relationship between "putting his two
bits" into a discussion of a new way of using a stitching machine and the fact
that this may mean greater job security and increased pay for himself may be
motivated.

(4) The subordinate must be able to express himself to his own satis-
faction with respect to the thing being considered. He must be psychologically
able to communicate; and, further, he must feel that he is making some sort
of contribution. Of course, if he cannot communicate (owing to mental blocks,
fear of being conspicuous, etc.), by definition he is not participating. If he
does not feel that he is contributing, he may, instead of becoming motivated,
come to feel inadequate and frustrated. This presupposes that not only is he
articulate, but that he has a certain fund of knowledge on which, to draw.
Participation may fail if it involves considering matters that are quite outside
the scope of experience of the participators.

All of the above conditions must be satisfied to some minimum extent.
Beyond this requirement, however, the conditions may be mutually compen-
sating, and a relatively low degree of one (although rrecessarily above the
minimum) may be offset somewhat by an extremely high degree of another.
For example, if a subordinate is unusually anxious to take part in participation-
al activity (perhaps for reasons of prestige desires), he may come to be quite
involved in the process of restructuring his goal pattern so that it will include
some of the formal goals, even though he is not always certain as to whether
or not he is really contributing anything worthwhile. Further, the relation-
ships specified by the conditions are essentially dynamic. Opportunities for
participation, reluctantly used at first, ultimately may lead to a change of
mind and to their enthusiastic acceptance.2

It is apparent that individual differences are highly importantin considering
the effectiveness of participation as a motivational device; however, the

23For example, see A. H. Maslow, "The Authoritarian Character Structure" (in P. L.
Harriman (ed.), Twentieth Century Psychology, New York, 1946). For more detailed treat-
ments see the major works of Erich Fromm and Abram Kardiner.

"4It should be stressed that "life spaces" of individuals (that is, their conceptions of them-
selves in relation to the totality of a physical and psychological environment) and their readiness
for action in the light of these conceptions are never static. Constant change and "restructur-
ing" take place, making for an essentially dynamic patterning of behaviour. For alternative
definitions of the concept "life space" see Robert W. Leeper, Lewin's Topological and Vector
Psychology (Eugene, 1943), p. 210.
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"amount of participation opportunities" made possible by the managers is
also a variable quantity. Thus, it is necessary to enquire what the limits to
opportunities to participate are in terms of maximum results.

Common sense experience indicates that when some subordinates are given
too many opportunities for participation, or too much leeway in participating,
they may tend to flounder; they may find themselves unable to assimilate
effectively the range of "thinking opportunities" with which they are faced.21
On the other hand, if they are given little or no opportunity to take part in the
decision-making process, by definition they will not come to be motivated by
participational activity. For each individual, an amount of participation
opportunities lying somewhere between these two extremes will result in a
maximum amount of motivation. A hypothesis stemming from this formu-
lation is that for effective operation of participation as a motivational device
in a group situation, the members of the group must respond similarly to given
amounts of participation, for wide divergences of response may bring forth
social tensions and lack of team work within the group.

Of course, many factors act together to motivate an individual. Therefore,
the usefulness of the conceptualization advanced depends upon the possibility
of breaking down the total of motivational forces into those owing to partici-
pation and those owing to other factors. Experimental control methods,
matching of cases, and similar devices may have to be utilized to make such
an analysis possible. Whether or not the increment of motivation owing to
participation is worthwhile depends to an important extent upon the level of
intensity of motivation that prevailed previous to introduction of the device
of participation. No doubt, there are upper limits to intensity of motivation,
and, if motivation has been strong all along, the effect of participation may not
be very great.

V. EXTRA-PARTICIPATIONAL CONDITIONS FOR EFFECTIVE PARTICIPATION

Beyond the factors governing the relationship between participation and
possible resultant motivation, certain conditions "outside" the individual must
be considered by the managers in deciding whether or not this particular
device is applicable" It would be possible to distinguish a great number of
such outside conditions that may determine whether or not the use of partici-
pation is feasible in a given situation. Those here indicated are suggestive
rather than fully definitive. All are viewed with this question in mind: "Grant-
ing that participation may have certain beneficial effects, is it useful in a given
instance if the ends of the enterprise are to be achieved?"

SFor the belief that "thinking" as a solution for the industrial problem of motivation is
usable more effectively on the supervisory level, but less applicable on the "lower levels" of
the organizational hierarchy, see Willard Tomlison; "Review of A. R. Heron, Why Men Work"
(Personrel Jourmal, July-Aug., 1948, p. 122).

nFor analytical purposes, this article differentiates between conditions regarding the
dynamics of participation as a psychological process and all conditions outside this psycho-
logical participation-to-motivation link. The latter category of conditions is treated under
the present heading.
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To answer this question affirmatively, the following conditions must
be met:

(1) Time Availability. The final decision must not be of a too urgent
nature.2 If it is necessary to arrive at some sort of emergency decision rapidly,
it is obvious that even though participation in the decision-making process
may have a beneficial effect in some areas, slowness of decision may result in
thwarting other goals of the enterprise or even may threaten the existence of
the enterprise. Military decisions frequently are of this type.

(2) Rational Economics. The cost of participation in the decision-making
process must not be so high that it will outweigh any positive values directly
brought about by it. If it should require outlays which could be used more
fruitfully in alternative activities (for example, buying more productive though
expensive equipment), then investment in it would be ill-advised.

(3) Intra-Plant Strategy.
(a) Subordinate Security. Giving the subordinates an opportunity to

participate in the decision-making process must not bring with it any aware-
ness on their part of unavoidable catastrophic events. For example, a subordi-
nate who is made aware in the participation process that he will lose his job
regardless of any decisions towards which he might contribute may experience a
drop in motivation. Futhermore, to make it possible for the subordinate to be
willing to participate, he must be given the feeling that no matter what he says
or thinks his status or role in the plant setting will not be affected adversely.
This point has been made effectively in the available literature.8

(b) Manager-Subordinate Stability. Giving subordinates an oppor-
tunity to participate in the decision-making process must not threaten seriously
to undermine the formal authority of the managers of the enterprise. For
example, in some cases managers may have good reasons to assume that par-
ticipation may lead non-managers to doubt the competence of the formal
leadership, or that serious crises would result were it to develop that the
subordinates were right while the final managerial decision turned out to be in
disagreement with them and incorrect.

(4) Inter-Plant Strategy. Providing opportunities for participation must
not open channels of communication to competing enterprises. "Leaks" of
information to a competitor from subordinates who have participated in a
given decision-making process must be avoided if participation is to be
applicable.

(5) Provision for Communication Channels. For participation to be ef-
fective, channels must be provided through which the employee may take part
in the decision-making process. These channels must be available continuously
and their use must be convenient and practical.29

(6) Education for Participation. For participation to be effective, efforts

2"See Chester I. Barnard, Organization and Management (Cambridge, 1948), p. 48.
"See McGregor, "Conditions for Effective Leadership in the Industrial Situation," passim.
"2For a rigorous mathematical treatment of channels of communication within groups see

Alex Bavelas, "A Mathematical Model for Group Structures" (Applied Anthropology, Summer,
1948, pp. 16 ff.).

417



The Canadian Journal of Economics and Political Science

must be made to educate subordinates regarding its function and purpose in
the over-all functioning of the enterprise.1

It must be stressed that the conditions stipulated in this section are dynamic
in their own right and may be affected by the very process of participation as
well as by other factors.

VI. EFFECTS OF PARTICIPATION AS A FUNCTION OF TIME

An area of research that still remains relatively unexplored is that relating
to the variation of the effects of participation with time. Some experimental
studies have examined these effects in terms of increased productivity over a
period of several weeks or months and found no appreciable reductions in
productivity with time; while other evidence indicates that in some cases
participation may have a sort of "shock" effect, leading to a surge of interest
and increased motivation, with a subsequent decline.1 Inadequate attention
seems to have been given to this rather crucial question, and the present writers
know of no studies that have traced the effects of participation (or other
motivational devices) over periods as long as a year. However, on a priori
grounds, and on the basis of experiential evidence, it would seem that, after
an initial spurt, a plateau of beneficial effects will be attained, which finally
will dissolve into a decline, unless additional managerial devices are skilfully
employed.

ROBERT TANNENBAUM
FRED MASSARIK

University of California at Los Angeles.

'°See French, Kornhauser, and Marrow, "Conflict and Co-operation in Industry," p. 30.
aFor evidence of no decline in the motivational effect of certain participational procedures

in an industrial re-training situation after a relatively brief time period subsequent to initiation
of participation had elapsed, see, for example, L. Coch and J. R. P. French, "Overcoming
Resistance to Change" (Human Relations, vol. I, no. 4, pp. 522-3). Also Lewin, "Group
Decision and Social Change," pp. 338 and 343. For the hypothesis that under certain con-
ditions decline may occur with time, see Heron, Why Men Work, p. 180.

418



COMMUNITY ADVISORY COMMITTEE
ROBERT G. SPROUL, President, University of California (Chairman)
JOHN M. ANNAND, Secretary, International Brotherhood of Teamsters Joint

Council
W. J. BASSETT, Secretary, Los Angeles Central Labor Council, AFL
PAUL W. BELL, Director of Personnel, Times-Mirror Company
MANCHESTER BODDY, Publisher and Editor, The Daily News
FLETCHER BOWRON, Mayor of Los Angeles
ARTHUR G. COONS, President, Occidental College
JOHN L. COOPER, President, Joint Board of Culinary Workers
JUSTIN DART, President, Rexall Drug, Inc.
IRWIN DE SHETLER, Regional Director, CIO
HENRY J. KAISER, JR., Executive Vice-President, Henry J. Kaiser Company
H. C McCLELLAN, President, Merchants and Manufacturers Association, and

President, Old Colony Paint & Chemical Company
WILLIAM B. MILLER, Executive Secretary, Town Hall
HOMER L MITCHELL, Attorney
STANLEY MOSK, Judge, Superior Court
H. E. RYKER, Vice-President, Lockheed Aircraft Corp.
DORE SCHARY, Vice-President in Charge of Production, Metro-Goldwyn-Mayer

Studios
HAROLD SILBERT, President, Los Angeles Suit and Coat Manufacturers Associa-

tion
EDWARD M. SKAGEN, Grand Lodge Representative, International Association

of Machinists
CHARLES J. SMITH, Regional Director, Steelworkers of America, CIO
CLARENCE H. STINSON, President, Greater Los Angeles CIO Council
HENRY M. WILLIS, Judge, Superior Court

FACULTY ADVISORY COMMITTEE
DEAN E. McHENRY, Associate Professor, Political Science and Div. Dean of

Social Sciences (Chairman)
RUSSELL H. FITZGIBBON, Professor, Political Science
J. A. C. GRANT, Professor, Political Science
HARRY HOIJR, Profssor, Anthropology
NEIL H. JACOBY, Dean, School of Business Administration
EARL J. MILLER, Professor, Economis
MARION A. WENGER, Professor, Psychology

INSTITUTE OF INDUSTRIAL RELATIONS
100 BUSINESS ADMINISTRATION-ECONOMICS BUILDING

UNIVERSITY OF CALIFORNIA . LOS ANGELS 24, CALIFORNIA
EDGAR L WARREN, Direcor



PUBLICATIONS OF THE
INSTITUTE OF INDUSTRIAL RELATIONS

LOS ANGELES
Monograpbs
The New Deal Collective Bargaining Policy, by Irving Bernstein

Price: cloth, $3; paper, $2
Popular Pamphlets

Collective Bargaining, by EdgarL Warren and Irving Bernstein
Making Grievance Procedures Work, by Abbott Kaplan

Price: 25c, a single copy; 20c, 10-99; 15c, 100 or more
Reprints

1. The Use of Tests in American Industry, by John M. Lishan
2. The Mediation Process, by EdgarL Warren and Irving Bernstein
3. The Employment Act of 1946, by Frank C Pierson
4. Multi-Employer Bargaining: Nature and Scope, by Frank C. Pierson
5. Effects of the Taft-Hartley Act on Labor Relations in Southern California, by
Frank C. Pierson

6. Statutory Regulation of Internal Union Affairs-I, by Benjamin Aaron and
Michael Komaroff

7. Prospects for Industry-Wide Bargaining, by Frank C Pierson
8. The Manager Concept: A Rational Synthesis, by Robert Tannenbaum
9. Managerial Decision-Making, by Robert Tannenbaum

10. Statutory Regulation of Internal Union Affairs-II, by Benjamin Aaron and
Michael L Komaroff

11. Building-Trades Bargaining Plan in Southern California, by FrankC Pierson
12. Protecting Civil Liberties of Members Within Trade Unions, by Benjamin

Aaron
13. The Maritime Shipping Industry of the Pacific Coast, 1930-1948: Some Pre-

liminary Findings and Methodological Problems, by George H. Hildebrand
and Wytze Gorter

14. Paticipation by Subordinates in the Managerial Decision-Making Process, by
Robert Tannenbaum and Fred Massarik

JOINT PUBLICATIONS OF THE
INSTITUTE OF INDUSTRIAL RELATIONS

BERKELEY AND LOS ANGELES
Proceedings of Conferences: obtainable from the Institute of Industrial Relations.

Price $1 each
Industrial Disputes and the Public Interest: Addresses by W. -H Davis, P. H.

Douglas, W. M. Leiserson, D. R. Richberg, L. B. Schwellenbach
Wages, Prices and the National Welfare: Addresses by A. H. Hansen, S. H. Rutten-

berg, Boris Shishkin, J.L Lovett, Earl Bunting, G. W. Taylor
Industrial Relations in World Affairs: Proceedings of a Conference in Los An-

geles and Berkeley, June 1948, on the Occasion of the Meetings of the Inter-
national Labor Organization in San Francisco

Collective Bargaining and Arbitration: A Conference Conducted in San Francisco
and Los Angeles

The Economics of Collective Bargaining: Proceedings of a Series of Public Lectures
Held in Berkeley and Los Angeles, 1948 and 1949

Complimentary copies of Reprints may be obtained on request. Additional copies
may be obtained for 20c each.
Orders should be addressed to:

INSTITUTE OF INDUSTRIAL RELATIONS
UNIVERSITY OF CALIFORNIA
LOS ANGELES 24, CALIFORNIA



BIOGRAPHICAL SKETCH OF

OLIVER A. JOHNSON

Present Position:

Forl:

Assistant Professor of Philosophy, University
of California, Riverside.

Academic positions at Yale University and at University
of California, Riverside.

Educated:
,_ r

B. Ao
M. Ao
Ph.D.

Linfield College, Sociology
Tale University, Philosophy
Yale University, Philosophy

SYNOPSIS OF MATFRIAL

Ethical problems of contemporary large scale organization: con-
sideration concerning the possible types of human motivation; the
place of emotion and reason in human activity; the existence and nature
of moral obligation; obligation to self, organization and society.



BIOGRAPHICAL SKETCH CF

DAVID S. MCCIELLAN

Present Positions Assistant Professor of Political Science,
University of California, Riverside.

Fornrlt Held an acadeic position at ale University.

Educateds

1948 B.A. Yale University, Political Science
1949 M.Ao University of Geneva, Switserland, Economics
1950 N.A. Yale University, Indutrial Reltions
1954 Ph.D. Yale University, Industrial Relation

SYNOPSIS OF MATERIAL

The role of the businss escutive in American Society, the
busiress-an's conscption of his role and of the public he servesj
the public's coeption of the businees and of the ecutive the
new outlook of soial reponibility on the part of business its
limitations and results.



BIOGRAPHICAL SKETCH OF

GEOROE KNOX

Present Position: Assistant Professor of English, University of
California, Riversid

Forerlys Coomercial Iron Works, Portland, Oregon.
Personnel Division.

Educatedt

19%3 B.Ao Reed College, English.
19t9 M.A Unhiversity of Oregon, English
1953 Ph.D. University of Washington, English

SYNOPSIS OF MATERIAL

A discussion of a number of American novels which portray the
American business man, favorably and unavorably. Further the analysi
will attempt to acoount for certin preaing attitudes and to di
cover the reasons for a possible groing spathy with the businees
man as hero. In addition, an attempt wi be made to explain why the
business man hero succeeds or fails primarily in relation to the author's
ability to create convning character studies rather than in relation
to his intimate factual knolede of business. Perhaps the conclusion
ill be that the business nvel may, in the strictest sense, never be

written; i.e., the business nam business man cannot be the stimulus
for an imaginative creation. Th qustion is whether the novel can
ever do more than deal with the busiwss world as the scene or stagig
on which social crises, moral problems, studie of manners, etc*, re
ceive formal embodiment. The business man, like any other professional
person, is primarily a citisen, a lover, a famil man, a human being.
Even images of the American business man created by writers who are
themselves business menapparently fail to body forth iaginatively
the "essence" of the da.ily me.hanial routines of life in the business
world cmpletely enough to make a work of art.



BIOGRAPHICAL SKETCH CF

ROBERT A. NISBET
---

Present Positiont Professor of Sociology and Dean of the College
of Letters nd Science, University of Caifornia,
Riverside

Acadeaic positions at University of California, Berkeley,
Visiting Profeor at Columbia University. January 1, 1956
to Demember 31, 1956 on leaw fra University of California,
Riverside, teaching at the University of Bologna, Italy,
in the Unirveit of California Project in Public Adsinis-
tration in oopeation- with the United States Departmnt
of State.

dAdcated,

1936 A. B.
1939 Ph.D.

University of Calif ia, Berkeley, Sociology
University of Caliornif , Berkeley, Sociology

STiOPSIS OF MATERIAL

Introduction to the Seriest The M g l Function in Social
and Cultural Perspective.



BIOORAPHICAL SETCH OF

CARL . UHR

Present Position:

Formerlys

Assistant Profesor of Economics, University of
California, Riverside.

Economics Consultant, Citizen's National Bank, Riverside;
California State Federation of Labor and California CIO
Industrial Union Council. Research Director, Governor
Women' s Study Conissioonn U1neployment Insurance 1951-
1953. Academic positions at University of San Francisco
and University of California, Berkeley.

Educated:_-.

1934 B.A,
1950 Ph.D.

Reed College, Econmics
University of California, Berkeley, Economics

SYNPSIS OF MATERIAL

1. The
a.
b.
c.

Organised Labor Movement in Contemporary Society.
Origin and Evolution of the Labor Movement.
Modes of expression of the Labor Movement.
Present status of organized labor--the claim to job-rights
in industry and anagements claim to property-rights in
the s industr.

2. The Aims of Organized Labor.
a, The quest for economic security.
b. From "property rights to jobs in industry" to "property rights

to steady Jobs in industr-the issues of guaranteed annual
wages, health and welfare ans and fringe benefits.

c. The collective bargaing contract as a code of shop jurispru-
dence. Contract interpretation, grievance procedures.

d. From the collective brgaing contract to increased partici-
pation in magment decisions--the issue of workers1 "rights"
versus anage prerogatives

e. Co-detemination of shared rights between labor and mnagunt
in matters of persnnel policy, and in matters of hiring and
firii>

f. Co-determination n production policy--issues relating to
"speedup", "job-stabilization", etc.

g. Co-determination in the overall maagement or direction of
business enterprise-not yet much in evidence in the U.S.,
but more so in Elnd and Germany, perhaps a portent of
things to coCe.



-2-

3. Unorganized Labor in the Industrial Scene.
a. The "unorganizable", who are they?
be The "white-collarn worker and his prospects.
c. The technicians and the semi-professionals.
d. The professionals.
e. The public servants in relation to employing governments.

4U The Struggle between Unions and Management over Unorganized Labor.
a. Problems of identification, loyalty, status.
bo Defense techniques of management.
c. Personnel administration.
d. The unorganized in times of full employment and in times of

underemployment.
5. The Prospects of Industrial Relations in the "Laboristic" or

Group-Organized Society.
at Processes of adjudication and procedure affecting industrial

relations, and legislative trends in this direction.
b, The influence of public opinion.
c. The role of government in industrial relations.
d. The Joint responsibility of organized employers and organized

workers and of government for the maintenance of a relativel
stable rate of economic performance at high levels of employ-
ment without marked price inflation.



INSTITUTE OF
INDUSTRIAL RELATIONS

THE ROLE OF PUBLIC OPINION IN
RELATION TO THE MEDIATOR

By
EDGAR L. WARREN

Reprint No. 29

UNIVERSITY OF CALIFORNIA
LOS ANGELES 24, CALIFORNIA

1953



INSTITUTE OF INDUSTRIAL RELATIONS
FEW AREAS in the domestic social life of the nation are vested
currently with greater public concern than the field of industrial
relations. The development of better relationships between organ-
ized labor and organized employers, and the integration of these
relationships with the interests of the individual citizen and the
nation as a whole, constitute one of the most serious problems
facing our economic and social system today.
The Legislature of the State of California expressed its desire to

contribute to the solution of this problem when, in 1945, it estab-
lished an Institute of Industrial Relations at the University of
California. The general objective of the Institute is to facilitate a
better understanding between labor and management throughout
the state, and to equip persons desiring to enter the administrative
field of industrial relations with the highest possible standard of
qualifications.
The Institute has two headquarters, one located on the Los An-

geles campus and the other located on the Berkeley campus. Each
headquarters has its own director and its own program, but ac-
tivities of the two sections are closely integrated through a Co-
ordinating Committee. In addition, each section has a local Faculty
Advisory Committee, to assist it in its relations to the University;
and a Community Advisory Committee composed of representatives
of labor, industry, and the general public, to advise the Institute on
how it may best serve the community.
The program of the Institute is not directed toward the special

interests of either labor or management, but rather toward the
public interest. It is divided into two main activities: investigation
of the facts and problems in the field of industrial relations, which
includes an active research program and the collection of materials
for a research and reference library; and general education on
industrial relations, which includes regular University instruction
for students and Extension courses and conferences for the com-
munity.
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THE ROLE OF PUBLIC OPINION IN RELATION
TO THE MEDIATOR

EDGAR L. WARREN
University of California, Los Angeles

A Definition of "Public" in Relation to Labor Disputes
THE "PUBLIC" presumably includes the total domestic population or at
least all reasonably literate adults. For the mediator of a labor dispute,
the public with which he is concerned may include a large proportion
of this population, or it may be limited to relatively few people, de-
pending on the character of the particular dispute. Obviously a threat-
ened strike of two or three employees in a candy store interests quite a
different group of people than a 60-day walkout of the employees of
the basic steel industry. Rather than attempting to define the "public"
whose opinion is of moment in relation to any particular dispute, and
therefore to its mediator, I suggest that we think of the population as

being divided into three groups: parties, participants and outsiders.
The core of interested persons in every strike or threatened strike

situation is the group composed of the "parties," including all the em-
ployees and their representatives and all the representatives of man-
agement. In each situation these are the people who must make deci-
sions. The employer representatives must decide if they will stand
firm even in face of a strike and the employees must decide whether
there will be resort to strike action. Both parties must also decide on
the substantive terms which will result in agreement. The mediator's
job is to influence the decisions of this group in order to bring about a
settlement of the dispute.

Just beyond the parties is a second group of people, also directly in-
terested in the controversy, who may be referred to as "participants."
The participants include the members of the families of the employees,
the merchants and others who sell to the employees and their families
and the suppliers of goods and services to the employer. This second
group also includes the employer's customers who have no alternative
source of supply at the same price or with the same convenience. If
they can obtain the same product but only with slightly greater incon-
venience, their interest in the dispute may be very minor but they still
have a somewhat greater involvement than the general public. The
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participants, as defined here, also embrace other employers and em-
ployees whose costs or whose conditions of employment will be af-
fected by the outcome of this dispute. Since all the participants have
an active interest in the decisions made by the parties, and often in-
fluence these decisions, the mediator is directly concerned with the
attitudes and opinions of this group.

Finally, as the third group, there are all the other members of the
"public," who for the purpose of each dispute may be thought of as
"outsiders." The outsiders may have a deep concern about the effects
of a strike, particularly so, for example, in case of war where produc-
tion will be curtailed, but they have no direct interest in the outcome of
the immediate controversy. In some situations, there is no involve-
ment of this group while in others the interest of some outsiders may
become almost as great as that of participants. The mediator is con-
cerned about the opinions of outsiders to the extent that they have or
may develop any interest in the decisions to be made by the parties.

In making their decisions the parties weigh the effect of each deci-
sion against the reaction, as they anticipate it, of all the participants in
the dispute. And again depending on the character of the dispute, they
also attempt to determine the effect of their decisions on the outside
public. Whether or not the outsiders, or even the participants, are
actually concerned about these decisions, the representatives of man-
agement and labor engaged in the bargaining often feel that many
people are waiting, somewhat breathlessly, for the results of their ne-
gotiations. Because of their own involvement it is natural for them to
have an exaggerated view of the interest of others. The smart medi-
ator does, therefore, attempt to measure the effect of both the partici-
pants' and outsiders' attitudes on the terms of any contemplated settle-
ment or on the breakdown of negotiations. He also endeavors to use
these attitudes and reactions as a force in channeling pressures on
either or both parties to accept a "reasonable" settlement of their
differences.
As previously stated, the opinions of the group called participants,

or of outsiders, are an important or a minor factor in widely varying
degrees. Arthur Lesser, Jr., in an address last Spring at New York
University,1 concluded that:

" ... the evidence is not persuasive that public opinion has much weight
in helping to settle specific disputes except possibly in sensitive areas."

1 "Public Opinion in Settling Labor Disputes," Proceedings, New York Uni-
versity Fifth Annual Conference on Labor, p. 630.
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Defining the "public" as including "participants" as well as "out-
siders," as described above, I would disagree with this conclusion.

Disputes Where "Participants" Are Limited and "Outsiders"
Are Not Directly Concerned
Where employers are making products not sold directly to the con-

suming public, as for instance in the case of a small manufacturer of
electric wire which will be used in making radios, members of the em-
ployee's families, those who sell to the employees and those who sell to
or buy from the employers, probably make up the bulk of the public
which is vitally concerned about a settlement of the dispute. The
number of participants is relatively limited since there are only a few
customers, and since this is a small employer, not many other em-
ployers or employees will be influenced by decisions of the parties.
There would normally be little, if any, interest of outsiders in this type
of situation. Even here, however, the mediator can bring to bear a
minimum degree of outside pressure on the parties. Among other
economic and social pressures, the force of outside opinion tends to
keep the negotiators in session and at the business of trying to resolve
their differences. While the mediator is in the picture neither side
dares assume the responsibility of breaking off negotiations. The me-
diator thus controls the hours that the parties bargain by the prestige
of his position and the fear that outsiders may become more directly
involved.2 As every mediator knows, control over the timing of nego-
tiations, the making of proposals and counter-proposals, is often
crucial to the settlement of a dispute.
As the number of involved participants increases, or as their inter-

ests draw closer to those of either the employer or the union, the
parties become more sensitive to their opinions. The participants are
sometimes in a position to assess penalties, for example, by withdraw-
ing their support as consumers. The parties react quickly to the pos-
sibility of such action. Mediators attempt to measure the effect of
these developments or, in certain instances, may even encourage the
threat of penalties as a means of obtaining concessions.

Public interest is often measured by the amount of time and space
2 There are exceptions to the general statement that the mediator can control

the timing of negotiations by his prestige and the opinion of others. We all know
of particularly courageous or stubborn-depending on your point of view-em-
ployers and union representatives who find satisfaction in defying the mediator
and public opinion. Even these negotiators, however, usually play their role with
at least one ear toward the reaction of outsiders.
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devoted to a particular problem by such mass media as the radio and
the metropolitan press. As people who live in large cities, we some-
times overlook tremendously important labor disputes in small com-
munities. Actually, however, it is in strikes or threatened strikes in
small towns where the attitudes of persons not directly involved may
have their most important impact on mediation efforts. In a small
homogeneous community nearly the entire population becomes par-
ticipants, and every aspect of the bargaining is closely watched by the
friends and relatives of the workers and by local businessmen. The
union knows that it must rely on the support of these people to carry
on a successful strike. Also, the employer's conditions of employment
are well known throughout the community. In determining their stand
in such situations neither management nor union will ignore public
sentiment as represented by the broad group of participants.
One factor may bring about the special interest of outsiders in even

minor strike situations: the occurrence of violence against striking or
non-striking employees, or against the property of the employer.
Where such interest has been aroused, the mediator frequently can
help to correct the situation which created the interest and also use it
as a tool in effecting a workable compromise. Acts of violence often
convert minor incidents into major controversies with the concomitant
change from apathy to emotional involvement on the part of many
outsiders.

Disputes Where Directly Interested "Participants" Are Numerous
In those strike situations, real or threatened, involving products or

services sold directly to the consumer, the opinions of these partici-
pants influence greatly the work of the mediator. The manager of even
a small restaurant is vitally concerned about the effect of a picket line
on his customers or potential customers. The picket line, used by the
union as a method of winning support for its position, will also affect
the activities of the mediator. Where reaction of the participants is
opposed to the pickets, the mediator may win concessions from the
union, just as support for the strike will tend to make the employer
amenable to compromise. It may be assumed that the parties will
consider the reaction of consumers even without the mediator's inter-
vention, but the mediator is in a position to weigh objectively the
effects of this reaction. It is his job to see that both sides understand
the possible implications of consumer sentiment without the natural
biases resulting from personal involvement.

[4]
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With larger numbers of employees involved in a dispute, the num-
ber of participants increases and outsiders with a special interest in
the situation will also tend to increase their interest in the positions
taken by representatives of the parties in their bargaining sessions.
Where companies and unions are engaged in pattern-setting bargain-
ing the number of participants is increased almost infinitely. Other
employers, even in other industries, and hundreds of thousands of
workers develop a direct interest in the negotiations because they may
affect their own costs or their own conditions of employment. Nat-
urally, this interest is modified also by the apparent reasonableness of
the union's demands and the employer's proposals for settlement. In
some instances consumers have so overwhelmingly considered the
cause of strikers to be justified that employers have found difficulty in
overcoming adverse sentiment. It may be hypothesized, for example,
that it took the Ford Motor Company many years to recover com-
pletely from the ill effects of consumer reaction to its labor troubles
during the 1930's. Back-to-work movements, particularly during a
protracted strike, also develop as a result of participant and outsider
pressures on employees. The use of the press and radio to advertise
the strength of back-to-work movements is a commonplace device in
labor relations strategy. The alert mediator watches such develop-
ments and times his proposals in accordance with the development of
these pressures.
A mediator, as distinguished from a conciliator (and more and more

it appears apparent that this distinction should be made in discussing
the intervention process), makes specific proposals to the parties for
the resolution of their dispute. Even though such proposals are almost
always made in private, the effectiveness of the procedure is largely
dependent on pressures created by the opinions of participants and
outsiders. The mediator obviously does not take this step until he is
sure that "the time is ripe" for his positive suggestions to be accepted
by both sides. Generally speaking, once the mediator has stated a
proposed settlement he must secure agreement on these terms (with
perhaps minor language modifications) or he must withdraw from the
dispute. While the terms of his proposal are private until they have
been accepted, it is not unusual for the mediator to announce publicly
that recommendations are being made which he believes should result
in a final settlement of the dispute. Announcement that a proposed
solution has been made to the parties gives it some of the character of
a government recommendation and makes it more difficult for either
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party to reject the proposal. The pressure of opinion of participants
and also of outsiders is important, first in connection with the timing
of mediation proposals and second, in securing their acceptance.

It may be noted that in the Scandinavian countries a great deal of
attention is given to the use of the opinion of those not actively in-
volved as an aid in the mediation of labor-management controversies.
In Denmark, according to the studies of Professor Walter Galenson,8
it is customary for the bargaining process to reach a climax with the
formulation of a so-called "mediation proposal." These proposals of
government mediators are made public and, quite frequently, if they
are not accepted by the parties in important disputes, legislation on an
ad hoc basis may be utilized to make the recommendations effective.
This, of course, is a procedure so close to compulsory arbitration that
it would find few advocates in this country. It indicates, however, how
far it is possible to go in utilizing the pressure of outside attitudes and
sentiment to support mediation efforts.4
Where a threatened strike, or the continuation of a strike already in

progress, may endanger the health and welfare of many persons, the
mediator may effectively use the more drastic forms of intervention,
relying on informed opinion of persons other than the parties for sup-
port of his position. For example, representatives of both management
and labor in the public transit field have found it difficult to resist pro-
posals that disputed issues be referred to final and binding arbitration.
The Amalgamated Association of Street, Electric Railway and Motor
Coach Employees of America has long realized the public relations
problem in carrying on a successful strike, at least until after it has
indicated its willingness to submit its demands to arbitration by a third
party. Employers in the transit industry have endeavored in recent
years to resist the pressure for arbitration, but usually this resistance
has been shortlived. In those situations where large numbers of con-
sumers are participants in the dispute and are more interested in a
prompt settlement than in the nature of the solution, the mediator may
spend much of his time trying to secure an agreement to arbitrate. His
work tends to be effective to the extent that he can devise procedures,
including the development of standards for a submission agreement,

8 See, for example, his excellent chapter on Scandinavia in Comparative La-
bor Movements, Prentice-Hall, Inc., 1952.

4 The Danish type of procedure also assumes a greater respect for the integ-
rity and judgment of the mediators than is customary in the U. S. The American
penchant for "cussing out" the umpire enlivens many sports but its value may
well be questioned as applied to labor-management disputes.
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that will lead to a settlement. Such procedures will be acceptable to
the parties not because they prefer them to a substantive settlement
but because the weight of pressures from participants leaves them little
choice.

Disputes Where "Outsiders" Play an Important Role
In the type of situation where a strike might have a critical effect on

large numbers of consumers the opinion of outsiders, as well as par-
ticipants, plays its most effective role as an aid in the mediation process.
This is the basis for so-called "fact-finding" procedures, which are
really only advanced stages of mediation, where the production of
essential goods or services are involved. The real function of fact-
finding boards is not to find facts but to build up public pressure for
settlement of the dispute on "reasonable" terms as determined by
expert outsiders.6 As Carroll Daugherty's board stated in its report
on the 1949 steel case:

"... for the first time in the process, they [fact-finding boards] provide an
opportunity for the public at large to become informed on the issue of the case.
Sitting as the eyes and ears of the general public, they are in a position, as
impartial observers, to come to informed conclusions on the facts and to
make recommendations as to a fair and equitable settlement of the disputes.
These recommendations should cover the framework, rather than the details,
of a settlement, which should be left to the parties for negotiation. In doing
this they advance the collective bargaining process by helping to provide the
public with the facts upon which it can base its opinion." 6

This function of fact-finding is so obvious that it is somewhat surpris-
ing that it was overlooked by the members of Congress in 1947 in the
enactment of procedures to deal with "national emergencies." The
prohibition on boards of public inquiry from making public recom-
mendations has made these agencies of the government practically in-
effective in the settlement of disputes to which they have been
assigned.7

It is clear that the Congress provided for fact-finding without rec-
ommendations because it feared that public recommendation would
make the process too much akin to compulsory arbitration. (We
might digress to note that the steel cases of 1949 and 1952 illustrated

5 Another important function of fact-finding, which it is not necessary to deal
with in this paper, is to secure a basis for delay in contemplated strike action
while other means of settlement are worked out.

6 Steel Fact-Finding Board Report, 13 LA 62, Sept 10, 1949.
7 Federal Fact-Finding Boards and Boards of Inquiry, mimeographed report,

Bureau of Labor Statistics, U. S. Dept. of Labor, Washington, D. C, May, 1950.
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that these fears were largely unfounded. You will recall that in the
1949 steel case involving pensions a strike occurred after the report
and recommendations of the fact-finding board and that the final set-
tlements differed from the recommendations of the board. In the 1952
steel dispute, where the Wage Stabilization Board made public recom-
mendations for wage adjustments, an 18-month contract and a union
shop, the steel strike was not immediately settled nor did the final
agreements conform in detail to the recommendations.) It is un-
doubtedly the weight of opinion of large segments of the public, and
the fear of the consequences of that opinion, that makes the process of
fact-finding with public recommendations resemble compulsory arbi-
tration. It is also precisely this fact which gives the procedure power
as a method for dispute settlement. If we are to minimize crippling
strikes in industries having a vital effect on the public health and wel-
fare, and at the same time avoid compulsory arbitration, procedures
must be devised to provide for a powerful form of mediation. We all
recall the extent to which it was the pressure of opinion of an aroused
population at war which made the War Labor Board "orders" effective
during World War II. As long as the procedures are used infre-
quently, and judiciously, even in peace time it should not bother us
that their effectiveness is due to the difficulty management and labor
have in ignoring public recommendations by outside experts.

Summary
In summary, I would argue that public opinion plays an important

role in the mediation of labor disputes. Without specifically defining
the "public" with whose opinion the parties and mediators are con-
cerned, it is helpful for purposes of analysis to consider the public as
divided into three groups. The "parties" themselves make decisions
which are to some extent influenced by mediators. These decisions are
also affected by the size and degree of interest of a second segment of
the public, namely the "participants" in the labor dispute. This group
includes families of employees, businessmen who sell to these em-
ployees, the employer's suppliers and consumers, and also other man-
agement and labor groups who will be directly affected by the deci-
sions of the parties. The third group, referred to as "outsiders,"
includes all other reasonably literate adults who normally may be
expected to develop an interest in the dispute only under specific cir-
cumstances, such as in the case of war, when violence occurs, or
where an issue of great principle is at stake. The mediator must be
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familiar with the attitudes and opinions of each of these groups and he
may use them, in varying degrees, as a method of increasing the pres-
sure for a settlement of the controversy on "reasonable" terms.
Even in minor situations where the dispute is far removed from any

direct relation with large numbers of consumers, the opinion of partici-
pants, and even outsiders, sustains the mediator in keeping negotia-
tions active. It is this pressure from groups other than the parties
which gives the mediator control over the timing and the conduct of
negotiations since it adds weight to what otherwise might be feeble
intervention for a settlement.
As the strike or threatened strike comes closer to consumers, and as

the number of those directly affected increases, the mediator can
utilize the forces of their opinion more effectively. He can make posi-
tive proposals for settlement either in the form of substantive recom-
mendations or in terms of procedures. Fear of the possible reaction of
large numbers of consumers and potential consumers is a potent tool
of the mediator.

In those situations where a strike of long duration would vitally
affect the public health and welfare, or where the production of essen-
tial goods or services are immediately involved, public opinion is a
critical factor for producing agreement. In these situations the use of
fact-finding, along with public recommendation on the terms of a pro-
posed settlement, is the most powerful force available in a democracy
for the mediation of disputes. It approaches the very boundary of com-
pulsory arbitration but it avoids government dictation on the terms
and conditions of employment.

[9]
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SOME ECONOMIC IMPLICATIONS OF GUARANTEED WAGES
CARL G. UHR

University of California, Riverside

Steps in the Evolution of Economic
Security for Wage Workers.

Recent negotiations for guaranteed
wage contracts by the United Auto
Workers (UAW) with automobile manu-
facturers, by the United Steel Workers
of America with the American and
Continental Can Companies, etc., repre-
sent one more step, perhaps a long step,
toward the achievement of economic
security for wage workers.

This process of protecting wage earn-
ers against.major risks of loss of income

' in industrial life began about 45 years
ago in the United States with the pas-
sage of the first workmen's compensa-
tion acts. These provided indemnities
for workers who were victims of in-

dustrial accidents. In a few states, in-
cluding California, workmen's compen-
sation is nowsupplemented by compul-
sory disability insurance, which com-
pensates workers who are temporarily
disabled because of disease or injury
suffered off the job. In the meantime,
however, organized labor has forced
development of health insurance in in-
dustry by negotiating for employer fi-
nanced health insurance plans. As a
result, an increasing number of non-
agricultural workers are now protected
against total loss of income due to in-
dustrial injury and/or to disability
caused by illness or injury off the job.
With the passage of the Social Secu-

rity Act, the basis was laid for protect-
ing workers against lack of income

16

in old age and due to involuntary un-
employment. However, the legislation
passed in 1935 soon became outmoded
in the course of events. World War II
intervened to raise prices and wages to
levels much higher than had prevailed
during the latter part of the 1930's. In
the meantime Congress and the state
legislatures failed to amend the old-age
insurance provisions of the Social Se-
curity Act and the state unemployment
insurance laws so as to provide realistic
benefits. One result of this legislative
negligence was that organized labor
began to press for employer-financed
industrial pensions to supplement old
age insurance benefits. This movement
received a dramatic start in 1946 with
the signing of the Lewis-Krug agree-



ment. This pact olligated coal mine
owners to finance a welfare fund for
miners by paying initially a royalty of
five cents per ton of coal. This fund
was to be used for paying industrial
pensions supplementary to old-age in-
surance payments of $100 per month to
miners with 30 or more years of service
in the coal mining industry. By imita-
tion and adaptation the welfare-plan
movement spread rapidly through our
manufacturing industries in the process
of collective bargaining.
While organized labor has scored

successive gains or improvements in
negotiations with employers concerning
health and welfare plans, very little
progress has been made in unemploy-
ment insurance. To be sure, the states
gradually raised the weekly benefit
amounts paid from initial maxima of
$15 in 1938 to about $35 at present.
They also extended the coverage of
these laws and lengthened the potential
duration of benefit payments from
around 15 to 26 weeks. Yet, it is clear
that unemployment compensation has
become progressively less adequate as a
form of income protection during in-
voluntary lay-offs when compared with
weekly wages earned in industry.
From the hearings and debates sur-

rounding the passage of the Social Se-
curity Act, it appears that Congress
intended to indemnify eligible unem-
ployed workers, whose earnings fall
within the range of the first three
quartiles (starting from the bottom
quartile) of the wage structure at least
to the extent of 50 per cent of their
weekly wages by unemployment com-
pensation payments. Likewise, the Bu-
reau of Employment Security has for
years been urging state legislatures to
amend unemployment insurance acts so
as to provide "adequate" benefits, de-
fined as benefits so related to earnings
that 75 per cent of eligible claimants
should not be able to qualify for maxi-
mum weekly benefits on the basis of the
latter being in excess of 50 per cent of
claimants' weekly wages.
These aims concerning the relation of

unemployment benefits to wages in in-
sured employment have obviously not
been fulfilled. Average weekly wages
of factory production workers were
close to $77 in July of this year.1 Wage
increases recently negotiated for auto,
steel, electrical workers, etc., and in-
creases about to be negotiated for other
workers, are likely to raise this figure
above $80 per week in the near future.
If this is true of average weekly wages
of production workers, it is almost cer-
tain that millions of workers whose
earnings fall in the third quartile of the

1 Economic Indicators, Augtst, 1955, p. 15.

wage structure must earn about $100 a
week. Unemployment benefits currently
average $25 a week. 'i'tlts they repr)e-
sent less than 30 per cent of weekly
wages in insured employment, and per-
haps 35-40 per cent of average weekly
take-home pay. As a result in indus-
trial states, California included, more
than two-thirds of claimants qualify
for the maximum benefit payments.'
Consequently, recent union demands for
wage-guarantee payments from em-
ployers to supplement unemployment
benefits so that laid-off workers should
receive payments of at least 60 per cent
of their straight-time weekly take-home
pay are in line with the proportion of
income-protection Congress intended, as
far back as 1935, to provide for the
involuntarily unemployed.
While supplementary wage-guaran-

tees have not yet become actual in our
industries, the demand for them is in-
dicative of a change in aim by labor.
This change, apparently, is the conse-
quence of organized labor's recent
achievement of secure legal status in
our society. Perhaps one can say that
most union activities in the United
States up to the time of World War II
were aimed at enforcing labor's claim
to virtual property rights to jobs in in-,
dustry. This goal has by now been
realized to a considerable extent. Of
late another aim is apparently taking
its place, namely a claim by organized
labor to the income from steady jobs in
American industry. To what extent this
goal is realizable is an important ques-
tion, too broad to deal with here, except
parenthetically. Instead we shall at-
tempt a more modest task of determin-
ing what are some of the economic
consequences of pursuing this aim by
means of negotiated wage-guarantee
plans of the type concluded between
the UAW and the Ford, General Motors,
International Harvester, and other cor-
porations.

Wage-Guarantee Plans, Old and New.

Recent studies of wage guarantees
have brought to light the fact that they
are not new in American industry.
Nearly 200 wage-guarantee plans were
found to be in operation in 1946 and to
cover somewhat more than 100,000
workers. Some of these plans have a
long and successful history. The "big
three" most widely known ones are
those of Procter and Gamble (intro-
duced in 1923 to provide 48 weeks of
work at full-time pay per year for
workers with two or more years of ser-
vice), the George A. Hormel Company

2 State of California, Department of Employ-ment, A Rourcehook on Uneiployilent, Ihniuri'incr.
in Caliornlia (Sacra.mento. 1!953).
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(it. ro(dtiuc in 1[934 to guara ntce sub-
stanltially all worklers 52 paycheclks a

year at 38 times their I)asic hourly pay-
rate), and the Nunn-Iush Shoe Com-
pany (introduced in 1935 to provide 52
paychecks per year for workers with
one or more years of service, their
total income depending on the value of
shoes sold, since the fund from which
wages are paid is set up as a specified
percentage of the value of shoes sold).'

Characteristics of these older wage-
guarantee plans are:

1. Most of them were introduced by man-
agement.

2. All limited the guarantee-liabilities un-
dertaken by the companies so that if the plansbecame too burdensome, management, at its
discretion, could limit their operation or even
discontinue them,

3. As a quid pro quo from the workers,
most plans called for concessions on overtime
pay and Job-assignments. Overtime pay earned
in peak season was "banked" in the guaranteefund to help finance wage payments in slack
season. Guarantee-protected workers were ex-
pected to accept jobs in other departmentsand occupations on a rotation basis when
work fell off In their usual jobs.

4. The older plans were not intended to
supplement unemployment insurance pay-
ments.

5. Before wage guarantees were introduced
management entered on successful campaignsto re-schedule production and marketing of
the firm's output to reduce seasonality in
operations to a minimum.

6. Among the older plans the most suc-
cessful ones operate in industries producingtypes of non-durable consumer goods for
which demand is steady. They may not have
fared as well in the less stable durable goodsindustries.

The new union-negotiated plans are
similar to the old ones in imposing a
limited financial liability on the com-
panies involved. This liability is re-
stricted to the sums accumulated in
wage-guarantee funds built up by pay-
ments by employers of 5 cents per man-
hour of service by production workers
for an entire year before they are to
receive payments. Beyond the first year
the companies must make payments to
the trust funds until the latter reach
pre-determined levels calculated to de-
fray wage-guarantee payments for pro-
tracted, mass lay-offs, which represent
a maximum liability. These levels are
set at $55,000,000 for the Ford Motor
Company and $150,000,000 for General
Motors. When the funds reach these
amounts the companies stop further
payments per man-hour worked and
need not resume them until layoffs
occur to reduce the funds below these

: See any of the following:
U.S. Ofltce of War Mobilization and(leconver-sion, Gu(tranteedl Wages: Report to the Prcwsitl;'biy the Ad,;is,)ri/ Board (the L,;titnimcr R(prl>i(Waishington, 1947).
L. . Sniler, Thr (euatraftee of Work ,i(dl5WiVye. (IHar-i;':irt Iniversily, Graduale .School of

Business Adliinislrstal ion, 1947).
A. I). 11. K;ip l;in, The (uartrntcc of AninuilW7qes ( lrooking Instillt ion, '1917).
.J. ('lirnick. A (iii(ic to the (TGuatrtttced 11'gIeq(Insitul,iof M:, itiaI(lini(nt and labolr tehlations,Rtlttg 'svUni' rsity, I'( l4, 1ultl, i41, 1 i.5).



levels. In most other respects the new

Iplans are different from the old ones:

1. They have been forced on reluctant
m;nagements by unions in collective bargain-
ing.

2. They involve no quid pro quo from
workers by way of sacrifice of overtime pay.
In fact, they are designed to discourage use
of overtime and induce management to hire
additional workers when more production is
needed. Seniority workers (in autos, those
with 90 or more days of service) covered by
the plans receive one week of wage-guarantee
credit for each two weeks of employment. If
straight-time wages are $100 per week. it costs
the company $700 In two weeks to work two
men overtime 20 hours each week. Eliminat-
ing overtime and hiring a third man reduces
the wage-cost of this work to $600 in two
weeks. If the third man is laid off after two
weeks this cost rises to a potential maximum
of $625, for he has at most earned one week
of wage-guarantee credit, which, at its maxi-
mum, costs the company $25 per worker per
week.

3. The new plans are to be "integrated"
with unemployment insurance. This means
that employers are only to supplement un-
employment benefits with wage-guarantee pay-
ments so that the two combined shall equal
65-60 per cent (after five weeks) of laid-off
workers' weekly take-home pay at straight-
time work up to 26 weeks. However, In no
case is the employer's payment per credit
week of wage guarantee to exceed $25. Under
the Ford-UAW contract workers with average
earnings and an average number of depend-
ents would receive $50-$55 per week in lay-off
pay, with the company paying $15-$20 of this
amount and the remainder coming from un-
employment insurance.

4. The recently negotiated plans are con-
tingent on legalization of wage-guarantee pay-
ments as supplements to unemployment bene-
fits. If this is not achieved within two years
in states where at least two-thirds of the

' workers covered by the plans reside, the guar-
antees are to be discontinued and funds ac-
cumulated for them are to be disposed of in
the workers' favor under joint union-manage-
ment procedures. The Attorneys General of
Michigan and Massachusetts have already
issued opinions stating that wage-gyarantee
supplements to unemployment benefits are not
in conflict with their unemployment insurance
statutes. In the other states, however, laid-off
workers usually may not receive both unem-
ployment benefits and payments, such as
severance pay, from former employers at the
same time. If they do, such payments are
deducted from unemployment benefits to
which they otherwise would be entitled and
they receive only the positive difference, if
any, between the benefits and the payments
as unemployment compensation. This Is be-
cause "severance pay" has been construed as
"wages" under these statutes, and persons
receiving "wages" are held not to be totally
unemployed. In most states, therefore, legali-
zation of wage-guarantee supplements to un-
employment benefits probably requires amend-
ment of the unemployment insurance laws.4

Perhaps enough has been said to
indicate the broad features of the new
union-negotiated wage-guarantee plans.
For the sake of the argument in the re-
mainder of this paper, we must assume
that plans of the Ford-UAW type, with
modifications and most likely with im-
provements, will spread through our
manufacturing industries in the years
ahead. This also forces us to assume
that unemployment benefit supplemen-
tation will be legalized in most of the
states.

4 A good summary of the Ford UAW guaran-
teed wage contract Is found In New York Times,
June 7, 1955.

Ilowever, plans of the Ford-UAWN
type probably replesent only a begin-
ning in the pattelrn of wage gtlartantees
that might develop, just as the Lewis-
Krug miners' welfare plan was only a

beginning in relation to what was to
come subsequently in welfare plan pro-
visions. Indications of this are (a) the
UAW entered negotiations with the
Ford and GM managements with de-
mands for lay-off pay equal to 80 per
cent of take-home pay; (b) shortly
after the Ford-GM-UAW contracts were
signed, the United Steel Workers nego-
tiated wage guarantees with the Ameri-
can and Continental Can companies
similar to those at Ford and GM but
for a more extended duration of up
to 52 consecutive weeks of lay-off per
worker rather than up to 26 weeks.
It was said then that guarantees at
least equal to these will be pressed for
in the forthcoming (Spring 1956) nego-
tiations with the steel producers, who
employ a much greater number of steel
workers (about 650,000) than do the can
companies.
Whether wage-trust-fund payments

by employers of 5 cents per man-hour
per production worker will suffice to
finance recently negotiated plans is not
certain. If employment continues at
recent high levels for some years hence,
the cost of maintaining the guarantees
is likely to prove smaller than this. But
if we are due to bump into one or more
recessions in the next decade, 5 cents
per man-hour may not be enough.
While it is true that plans extending

wage guarantees to 52 rather than 26
weeks are apt to be more costly, they
are by no means likely to cost twice
as much as 26-week plans. This is due
to the fact, amply shown by experience,
that the great majority of persons who
are laid off manage (except in a pro-
longed and deep depression) to find new
jobs within less than 26 weeks, the
maximum period during which they
may receive unemployment benefits.
Those few who do not find new jobs
within this period are likely to drift out
of the labor market, often as unemploy-
ables.

It is also true that if lay-off pay is
to rise from 60 to 70 or more per cent
of weekly take-home pay, future wage
guarantees will be costlier than recently
negotiated ones. How much costlier is
difficult to say in'the absence of reliable
data. But let us assume that if we
avoid recessions for a few years hence,
wage guarantees of up to 52 weeks'
duration to pay laid-off workers up to
70 per cent of weekly take-home pay
may be financed, good times and bad
thereafter, for a cost between 5 and 10
cents per man-hour worked. This price,

18

wliile considerable, may not be exces-
sive if, inl fact, it dtoes provide the bulk
of ourl wage-ellrnes with income secur-
ity.
\Whether the current plans will

achieve this beneficial result depends,
apparently, on three circumstances. (1)
It depends on whether we shall succeed
in maintaining high-level employment
for a period long enough to enable the
wage-guarantee trust funds to be built
up sufficiently to meet the liabilities
which may be brought on by a recession.
(2) It depends on what adjustments em-
ployers are likely to make in their pro-
duction and hiring policies when they
are faced with the necessity of paying
not only unemployment insurance pay-
roll taxes but also charges of so and so
many cents per man-hour per produc-
tion worker to be paid into a wage-
guarantee trust fund. (3) Further, it
depends on how the various segments
of the labor force respond to the ad-
justments employers are likely to make.
However, before we go into these mat-
ters, it might be well to clear away
some misconceptions concerning the ef-
fects of negotiated wage-guarantee
plans, which have arisen in certain
quarters.

Misconceptions Concerning Wage Guar-
antees.

One misconception about current
wage-guarantee plans which is dissemi-
nated by some employer interests is
that these guarantees are apt to bank-
rupt a large number of firms. This
claim is not made for such business
giants as AT&T, GM, and Ford, but
more particularly for medium-sized and
small business enterprises, and especi-
ally in times of economic stormy
weather.

Business bankruptcy was also prophe-
sied to be the consequence of the adop-
tion of welfare plans ever since 1947.
While some small businesses are ap-
parently perpetually operating in eco-
nomic hardship (many farmers, inde-
pendent grocers, dry-cleaning establish-
ments, etc.) and' wage guarantees if
extended to such firms would doubtless
increase these hardships-this is not
true of the great majority of small and
medium-size firms. These firms seem
to have not only survived but also to
have thrived despite successive rounds
of wage increases plus additional
charges for health and welfare plans
as well as concessions on such fringe
benefits as paid holidays and vacations.
Most of these firms will not be seriously
affected by having eventually to pay 5
cents per man-hour per production
worker into wage-guarantee funds, at
least not more so than they have been



affected by similar or higher charges
in recent years for health and welfare
plans.
The cost aspect alonc of current

wage-guarantee plans is not likely ser-
iously to impede production and invest-
ment in our industries. The "improve-
ment factor" in industry, based on auto-
mation and other cost-saving influences,
which apparently raises man-hour pro-
ductivity by about 3 per cent per year
when we operate at high capacity out-
put levels, is apt to "absorb" the cost-
impact of wage guarantees in a fairly
short time. Hardship may, of course,
result if we attempt to force guarantees
onto our least stable industries, unless
the guarantees are modified to allow for
peculiarities in their operating or mar-
ket conditions. But this is another mat-
ter, not related per se to the cost of
maintaining guarantee plans.
A more serious misconception, which

we find repeated occasionally even by
economists, is that the generalization of
wage guarantees tends to transfer labor
from a variable to a fixed cost of pro-
duction. The clearest expression of this
view is by Dr. Seastone who wrote as
follows in the December, 1954 issue of
the American Economic Review:
However, union attempts to establish an econ-
omy-wide system of secured wages and em-
ployment are likely t6 find a manag:'mcnt
community which is largely hostile to treating
labor as a fixed cost of output.'

The circumstances under which labor
might conceivably become a fixed cost
of production (fixed in the aggregate-
rather than in the unit-cost sense)
would be quite unusual and radically
different from the conditions implied
in currently negotiated wage-guarantee
plans. If all workers were hired on a
retainer fee basis for terms of one or
more years, the fee being payable in
equal weekly installments for up to 40
hours work per week, and if their wage
guarantee when work is not available
were equal to 100 per cent of their gross
earnings at work, then we might be
entitled to speak of labor constituting
a fixed cost of production in much the
same sense as we now speak of interest
on bonds and debentures as a fixed cost.
But this is decidedly not the case with
the currently proposed wage-guarantee
plans.

The Employment Stabilizing Effects of
Marginal Lay-Off Costs.

Essentially what has happened since
the introduction of unemployment in-
surance is that the marginal cost of
laying off unskilled and semi-skilled

' D. H. Seastone, "The Status of Guaranteed
Wages and Employment In Collective Bargaining,"
The American Economic Review, XLIV (December,
1954), p. 917.

workers lias increased by iinposition of
payroll taxes at dilfferentiated rates
from negligible and vaguely known
amounts to more clearly discernible ex-
penses. Before unemployment insuLr-
ance, the cost of laying olT workers was
zero if the employer was contempllating
a permanent reduction in force. But if
he was only reducing his force tempo-
rarily, anticipating that he would later
on have to increase his force to its
earlier magnitude, then the lay-off cost
was found to be positive, as were also
other costs associated with other causes
and forms of labor turnover. This was
more evident in the case of skilled
workers than with respect to unskilled
or semi-skilled ones. The costs of labor
turnover took the form of training ex-
penses imposed on employers who ex-
panded hiring after a temporary layoff.
These were marginal lay-off costs,which
might by analysis in given conditions be
stated as a rate of so and so many cents
per man-hour per production worker.
Faced with these costs, on purely eco-
nomic grounds, employers tend to main-
tain employment particularly of skilled
and of long-service workers until the
marginal revenue productivity of their
work (calculated on a man-hour basis)
declines below their hourly wage rates
by amounts corresponding to their mar-
ginal lay-off cost, i.e. the most probable
cost of having to break in new workers
when demand for the firm's output ex-
pan(ls.

Unfortunately, there are no nation-
wide or even industry-wide data avail-
able for us to tell how much the train-
ing costs associated with labor turnover
amount to on a man-hour basis.
However, unemployment insurance in-

creased marginal lay-off costs discern-
ibly but in ways which could not be
determined in advance for individual
employers because of complications in
the experience rating provisions of un-
employment insurance laws. Employers
became aware of these costs (as sepa-
rate from and additional to training
costs on new workers imposed by la-
bor turnover) by variations, effected
through experience rating, in the rates
of unemployment insurance payroll
taxes they had to pay. Employers with
higher than average lay-off incidence
and hence with more than average
compensable unemployment chargeable
against their reserve accounts, experi-
enced a rise in unemployment insur-
ance payroll tax rates to higher than
average levels, and vice versa for em-
ployers with lower than average lay-
off incidence. But precisely by what
amount marginal lay-off costs rose rela-
tive to an increase in compensable em-
ployment was only vaguely known, and
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generally known long after the fact, by
individulal emplloyers.

Nonetleless, the very existence of un-
employment insurance with payroll tax
rates variable in relation to stability
of employment experience, induced in-
sured employers to efforts at work-
stabilization in order to achieve reduc-
tions in unemployment insurance tax
rates. We need not enter into the un-
resolved question as to how many of
those employers who received lower
payroll taxes through the workings of
experience rating did so by employment
stabilizing efforts of their own and how
many did so fortuitously by operating
in industries which traditionally offer
greater stability of employment than
the average of insured employments.
All we are concerned with here is that
unemployment insurance by raising
marginal lay-off costs induced some
additional employment-stabilization ef-
forts by private employers. At the
maximum rate of 3 per cent per annum
on the first $3,000 paid in insured em-
ployments, employers pay $90 per year
per insured job. Many employers pay
less than this, for on the average, un-
employment insurance payroll taxes
have not exceeded 1.5 per cent of tax-
able payrolls up to a $3,000 per year
limit per insured job since the initiation
of unemployment insurance.
Even at 2.0 per cent of taxable pay-

rolls or $60 per year per insured job,
unemployment insurance taxes come to
about 3 cents per man-hour or 1 to 2
per cent of hourly wage rates (assum-
ing that most insured employments pay
hourly wage rates of about $1.90 per
hour).'
For similar reasons it can be ex-

pected that wage guarantees supple-
mentary to unemployment insurance,
once they become generally adopted
in our industries, will induce additional
employment stabilizing efforts by pri-
vate employers. Hence the combination
of supplementary wage guarantees, un-
employment insurance taxes, and the
costs of training new men after lay-offs
is a greater employment stabilizing in-
fluence than one or two of the com-
ponents of this combination taken sepa-
rately.
Suppose we are able to determine

that job-training costs incident to labor
turnover amount to x cents per man-
hour per production worker and that
when lay-offs occur the employer faces
additional marginal lay-off costs of y
cents per man-hour in unemployment
insurance taxes, y being an increasing
function of the proportion and duration
of lay-offs in the employer's work-force.
On the assumption that recently nego-
tiated wage guarantees will spread
through our industries, we can now

"Economic Indicators, August, 1955, p. 14.



postulate that these wAage guarantees
will cost emplloyers an additional
amount (prnesently 5 cents per man-
hour in the Ford and GM contracts) of
z cents, per man-hour per production
worker.

In these circumstances marginal lay-
off costs in wage-guaranteeing indus-
tries come to (x plus y plus z cents per
man-hour) = u.
Assume that hourly wage rates, w,

are initially in all cases equal to the
marginal revenue productivity of work,
MRP1 (the "1" denoting labor), mea-
sured on a man-hour basis. MRP1 varies,
of course, with changes in demand for
the products of wage-guaranteeing in-
dustries. Initially then, we have MRPlo
= w, and we assume (as seems realistic
in the short run at least) that w is
inflexible downwards except in pro-
tracted recessions or depressions (not
contemplated here). Now suppose de-
mand for the products of wage-guar-
anteeing industries falls off 10 per cent,
so that MRP1 = 0.90w. If there were
no marginal lay-off costs, employment
would be reduced by 0.90w/w or 11 per
cent to achieve a new equilibrium. But
employers are mindful of lay-off costs,
u, so if they believe the drop in demand
to be temporary, they will only reduce
employment and output by (0.90w-4-u)
/w. Since u is positive, (0.90w+vu)/w
will always be greater than 0.90w/w.
Thus the resulting lay-off will be
smaller than 11 per cent, and if u =
O.10w, there may be no lay-off at all for
the time being.
Meanwhile, with product dem'and at

90 per cent of its former level and
production continuing at more than 90
per cent of the normal rate of output,
inventories are bound to accumulate.
This will force one or the other or both
of two adjustments. With inventories
growing, employers may conclude that
x cents per man-hour, the labor-turn-
over cost, is, after all, deferrable until
additional hiring becomes necessary.
Then they are likely to cut back em-
ployment and output by the ratio
(0.90w + u -x)/w from the larger ratio
(0.90w 4- u)/w in order to retard ac-
cumulation of inventories. But if- de-
mand does not revive for a long time,
inventories alone will force these indus-
tries to reduce product prices. This, of
course, reduces MRP1 further from
MRP1, to a still lower level MRPI3,, and
then forces a further reduction in em-

ployment, etc.
Enough has been said to show that

the combination of wage-guarantee fi-
nance chirges, unemployment insurance
taxes, and labort-tur'nover exp)enses as
marginal lay-off costs constitute a
stronger cushioning and stabilizing in-
fluence on employment than either one
or two of these elements are in the

absence of the third. But it sllould also
be clear than even if u were to increase
so as to approach equality with w, thlis
will not prevent lay-offs from occurring
when demand declines. Other things
equal, the larger u is, or the larger (y
plus z) are, the more will decline in
employment be cushioned and retarded
following a previous decline in demand.
On the other hand, fear has been ex-

pressed that wage guarantees may in-
duce employers to stabilize their em-
ployment at levels far short of their
capacity output because this can be
done with less risk and at less actual
and potential cost than to expand hiring
as demand rises and then having to re-
duce hiring and pay lay-off costs when
demand falls off. This is a risk that is
real, but as long as u does not exceed
50 per cent of w, employers would find
it to their advantage to expand hiring
when demand rises. The other alterna-
tive is to endeavor to increase output
by working a given force overtime.
Since overtime wvork costs at least 1.5
times as much per man-hour as com-
pared with straight-time work, it will
be to their advantage to avoid overtime
if additional men can be hired at
straight-time as long as the marginal
lay-off cost, u, arc less than 0.50w.
Thus far, u is apparently considerably

smaller than 0.50w. While we do not
know what x, the labor-turnover cost,
is per man-hour, y plus z taken to-
gether are not likely to exceed 8 or 9
cents per man-hour. Perhaps u ap-
proaches 12 or 15 cents per man-hour
in most branches of manufacturing. If
so, there is a wide margin between u
and 0.50w, for the latter magnitude is
close to $1.00 per hour even for un-
skilled workers and is higher than that
for the semi-skilled and skilled. And
even if we may expect z, the wage-
guarantee cost component of u, to in-
crease beyond the present level of 5
cents per man-hour, it seems most un-

likely that z might be raised so much
as to make u approach 0.50w. Hence
the risk that wage-guarantees may in-
duce employers to restrict their hiring
to some level which can be maintained
with the minimum of variation in the
amount of man-power used is at least
not at present an imminent risk. This
risk is greater under certain systems of
severance pay than it is under wage
guarantees. If employers were obliged,
for instance, to give all seniority work-
ers $500 severance pay at the time of
lay-off, then this would be likely to
make the marginal lay-off cost greater
than 0.50w, perhaps even greater than
w. In such circumstances one coull
expect employers to adopt minimum
hiring policies.
However, how strong the cushioning

effect of wage guarantees will he (dc-

pent(s not only on the magnitude of u
relative to w, but also on how strong
the unemployment insurance and wage-
guarantee trust funds are at the time
when the need for using them on a large
scale arrives in some future recession.

This is why the existence of prosper-
ous times when wage guarantees are
introduced and the continuation of pros-
perity until the reserves in the trust
funds have become large enough to
meet their obligations in times of mass
and protracted lay-offs is so essential
to their efficacy. It should be borne in
mind that if our unemployment insur-
ance funds seems strong enough now to
provide benefits to eligible workers for
a considerable time, this is largely due
to the fact that these funds have been
insulated against heavy drains during
several years of war-time hyper-employ-
ment, and by a higher average level of
employment in the post-war years than
most of us expected would prevail.

In connection with the possibility of
wage guarantees being adopted on a
wide basis, we must also observe that
there are some industries for which
they seem very poorly suited. These
are industries in which production can
not be stabilized for climatic and other
reasons, and industries in which em-
ployment is either seasonal or irregular
or intermittent. We refer, of course, to
agriculture, to the related food process-
ing industries, to most branches of the
construction industry, and to some
branches of the retail trades. Whether
wage guarantees can successfully be
extended to these industries remains to
be seen, and if they are extended to
them it will be interesting to find out
to what extent employment becomes
stabilized as a consequence.

Wage Guarantees and Aggregate De-
mand.

Generally speaking, levels of pro(duc-
tion and employment respond and re-
act to changes in the level and compo-
sition of aggregate demand. If wage
guarantees are widely introduced dur-
ing a prolonged period of high employ-
ment, their introduction will occasion
the minimum of disturbance in indlus-
try. Once they are established and func-
tioning smoothly, they can be expected
to stabl)ize aggregate demand at a level
closer to the value of the full employ-
ment output of the economy than would
be likely without the guarantees. The
reason for this is that the guarantees
would maintain consumer demand at at
higher average level than in the )past.
This, in turn, though it may not neces-

sirily increase the level of investment
demand, it is at least not likely to
relduce the latter. Thus, there seems
to !-e no u1rgent reason to fear that
wairn ^;larn'ntees will tend to reduce
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aggregate demand. Iowever, this is not
to say that an economy operating under
general wage guarantees will necessar-
ily avoid the disasters of recessions or
depressions. At best, the guarantees are
likely to contribute to a reduction in
the amplitude and duration of economic
fluctuations. They are not likely to
eliminate the latter. Consequently, wage
guarantees should not be regarded as
the equivalent of employment guaran-
tees, neither would it be wise to look
to them as an influence likely to initi-
ate recovery.

Wage Guarantees and the Labor
Market.

It seems likely that wage guarantees
may induce employers to more effective
employment stabilizing efforts than we
have witnessed thus far. These efforts
Are now pursued almost entirely on an
individual firm basis. Group action by
many employers, possibly organized and
initiated by trade associations and other
organizations to which most employers
belong, may be expected to develop and
to produce more effective results along
this line. Among other things, wage
guarantees may force employers to
make more effective use than now of
the nation-wide network of state em-
ployment and placement offices which
operate in conjunction with the admin-
istration of unemployment insurance.
Furthermore, group action between em-
ployers on the one hand and local, state,
and federal agencies offering public
service job opportunities both in public
construction works and in other activi-
ties, may be exerted in such ways as
to dovetail private with public employ-
ment. The result might in a good many
cases be that work forces which are
now only employed seasonally may be
offered substantially year- round em-
ployment. At least these are possibili-
ties which are likely to be more fully
explored if wage guarantees become
general in industry.

In this connection, we should, how-
ever, recognize that not everyone who
works for wages or salaries necessarily
wants a year-round job. This may lead
to a division of jobs between relatively
steady ones and temporary ones, with
the latter excluded from the guaran-
tees. The labor force would also be
likely to exhibit a similar division be-
tween the great bulk of workers who
seek steady jobs under the protection
of the guarantees, and a smaller por-
tion of this force who prefer seasonal,
part-time, and intermittent jobs.
When all employment - stabilization

efforts have been exhausted, industry
will still have intermittent and seasonal
jobs to offer. Certain elements of the
labor force will seek such jobs in pref-
erence to steady ones. Among these

elements are students, housewives, and
retired workers living on pensions.
These segments of the labor force will
continue to look for summer and part-
time jobs which leave time for study,
for household duties, and which do not
make excessive demands on energies of
aged workers seeking to supplement
their pensions by intermittent work.
When several segments of the labor
force seek less than steady jobs and
when industry has such jobs to offer,
it would be unusual if arrangements
would not be made within a general
framework of guarantee-protected jobs
to withdraw distinctly temporary work
from the guarantees and, perhaps, to
increase the remuneration of persons
performing such work by the average
cost per man-hour of financing wage
guarantees for steadier jobs.

Effect of Wage Guarantees on Unem-
ployment Insurance and on Labor
Mobility.
Another reaction that wage guaran-

tees supplementary to unemployment
insurance are likely to bring about is
that employers will more and more join
hands with organized labor to raise the
benefit provisions and to liberalize un-
employment insurance laws by pressing
for legislative amendments to achieve
these ends. The inducement for doing
this is quite clear. Other things equal,
with a given level of wage guarantee
per seniority worker to be paid, the
larger the proportion of the latter that
is paid from the state unemployment
insurance fund, the smaller is the pro-
portion the employer has to meet by
direct payments into a trust fund. Lib-
eralization of unemployment insurance
might occur gradually as guarantees
are negotiated first with the giants,
then with the big, and later with the
moderate-size enterprises in our basic
industries. But if this happens, then it
is regrettable that it should have been
forced to happen because of union-
negotiated wage guarantees with em-
ployers, when, with similar cooperation
from employers, it might have hap-
pened, without the need for the guar-
antees, by the process of legislative
amendment. For it should be quite ob-
vious that none of the income-security
aims of organized labor which negoti-
ated wage guarantees are intended to
serve could not just as well have been
achieved by appropriate amendments to
our unemployment insurance laws.
The regrettable aspect in this is that

there would have been an advantage
from the standpoint of preserving labor
mobility to have achieved these income-
security ends by amending the unem-
ployment insurance laws as compared
with achieving them by a combination
of privately negotiated wage guarantees
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to supplement inadequate unemploy-
ment insurance benefits. Unemployment
insurance offers workers in covered em-
ployment a certain income security, al-
beit a small one, in times of involuntary
unemployment. But this is done on a
basis such as to place a minimum of
obstacles to the mobility of labor. A
system of clearings of claims, providing
for interstate payments of unemploy-
ment benefits, has developed between
the unellployim At in';I";'lnee sysm-ni of
the \'1ariols Stales. Th c.s&[lt1s i'. .

if machinists become unemnployed in
California and learn of new job open-
ings in Illinois, they are encouraged to
move to the latter area to seek these
jobs. While they are seeking them, and
until they find them or other suitable
work in their new location, they are
able to collect the California unemploy-
ment insurance benefits to which they
are entitled on an interstate payment
basis.
This is not the case with supplemen-

tary wage guarantees. The latter are
payable by particular employers. While
there is nothing in the contracts be-
tween these employers and the corres-
ponding unions to prevent wage-guar-
antee payments from being issued to
eligible workers in the new locations to
which they may have moved in search
of jobs, the inducement for them to
move is greatly minimized. The larger
the number of weeks of guarantee-
credit such workers have accumulated
in the service of a given employer, the
longer will they be able to wait for re-
employment with him or with some
other employer in their present loca-
tions. The need for long-distance moves
to new job opportunities may not im-
pose itself upon them until they have
exhausted their guarantee rights, at
which time they will also in most cases
have exhausted the funds required for
the move.

It is to be feared that the combina-
tion of industrial pension rights and of
wage-guarantee credits which accrue in
the service of particular employers will
more and more tend to tie segments of
the general labor force to these employ-
ers in ways which are likely to be costly
to society unless special measures are
taken to stimulate workers' mobility
without penalizing them in their income
security rights. The means to this end
are several, but that is a subject too
remote from our central theme to be
dealt with here.

Conclusion.

The foregoing, then, spells out whal'
I consider to be the most prol)able a',t
the most immediate economic coinsi--
quences of wage guarantees of the
Ford-JUAW type if they become gener-
ally accepted in our major industries.



On batlance, and with some luck in their
foimative period, such guarantees are
likely to be a positive influence toward
sa desirable degree of employment sta-
bilization, however, most likely at some
additional sacrifice in labor mobility.

This, of course, does not exhaust the
intriguing problems wage guarantees
post. One problem we cannot enter on,
which may be fundamental, is what the
consequences of generalized wage guar-
antees will be for the maintenance of
industrial discipline in a job- or income-
secure work force. Another has to do
with the impact joint management-
union administration of welfare-,
health-, and now of wage-guarantee-
trust-funds will have on the preroga-

tives of management to direct the pro-
duction, marketing, and the pricing
activities of industry. Management deci-
sions concerning production, sales poli-
cies, prices, and the like will inevitably
have discernible consequences for the
future condition of these funds. Increas-
ingly it is clear that these decisions can
not be taken in abstraction from man-
agement's contractual obligations for
the welfare, health insurance, and wage
guarantees to its workers. And the
union's representatives on the joint
trust-fund boards are not likely to let
management forget about these oblige
tions. What this may lead to is hard to
say.

Some persons have p)'ophesied that
the joint managemlent of trust funds
an(l of certain otler functions (griev-
ance procedtires, for instance) is likely
to lead to an indigenous form of co-
determination patterned after the cur-
rent German model. This may or may
not be so. Yet it is inescapable that
the proliferation of jointly administered
funds and functions between unions and
management has increased organized
labor's privileges and powers in the
production sphere. Whether this will
lead, as the Webbs hoped it would, to
the goal of industrial (lemocracy or to
other harsher forms of organization of
society's productive activities still re-
mains an open question.
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.SNPSIS OF MATERIAL

Formal organizations--in private business or in government--are
oased on (1) a division of labor, and (2) unity of command. Division
of labor results in the creation of separate groups of workers whose
responsibilities are limiteds but who know more about their own work
than other people do. Tnity of ccmand, however, depends on the proba-
bility that each such group will perform so that its own work can be
coordinated with that of others.

These dual characteristics of an organisation create a managerial
dilemma. On the one hand, since top managers are isolated from the im-
mediate setting where specialized work is done, they must make rules and
policies flexible enough to allow subordinates to exercise discretion.
On the other hand, these rules and policies must be definitive enough to
ensure overall coordination. Top managers, therefore, are dependent on
their subordinates to let it be known when the work of their own group
is being interfered with by others but top managers may find that their
isolation from actual operations makes it difficult to evaluate the in-
formation received.

This need to reconcile specialisation of function with unity of
command creates a problem of the distribution of power within an organi-
zation. Power, for this purpose, can be defined as the ability of ary
functional group to have its own premises of action accepted by other
groups as criteria for decision-making or for evaluating performance.
Broad agreement on such premises results in coordination, but leaves the
question open as to which group determines the terms in which coordina-
tion is achieved. This is especially true since coordination is achiev-
ed through informal social relationships between members of different
functional groups, as often as it is by the imposition of formal rules.
Rules, in fact, may be weapons of last resort in a struggle for infor-
mal power rather than rigid guides for routine activity. The question
at issue here is to what extent the free flow of 'communication' within
an organization permits re-alignments of power from time to time.



CONFLICTS BETWEEN STAFF AND LINE
MANAGERIAL OFFICERS

by-
Melville Dalton

In its concentration on union-management relations, industrial soci-
ology has tended to neglect the study of processes inside the ranks of in-
dustrial management. Obviously the doors to this research area are more
closely guarded than the entry to industrial processes through the avenue
of production workers, but an industrial sociology worthy of the name must
sooner or later extend its inquiries to include the activities of all in-
dustrial personnel.

The present paper is the result of an attempt to study processes among
industrial managers. It is specifically a report on the functioning inter-
action between the two major vertical groupings of industrial management:
(1) the staff organization, the functions of which are research and advis-
ory; and-2 the line organization, which has exclusive authority over pro-
duction processes.

Industrial staff organizations are relatively new. Their appearance
is a response to many complex interrelated forces, such as economic compe-
tition, scientific advance, industrial expansion, growth of the labor move-
ment, and so on. During the last four or five decades these rapid changes
and resulting unstable conditions have caused top industrial officials more
and more to callin "specialists" to aid them toward the goal of greater
production and efficiency. These specialists are of many kinds including
chemists, statisticians, public and industrial relations officers, person-
nel officers, accoritants, and a great variety of engineers, such as me'
chanical, draughting, electrical, chemcial, fuel, lubricating, and indus-
trial engineers. In industry these individuals are usually known as "staff
people." Their functions, again, for the most part are to increase and
apply their specialized knowledge in problem areas, and to advise those
officers who make up the "line" organization and have authority 1/ over
production processes.

This theoretically satisfying industrial structure of specialized ex-
perts advising busy administrators has in a number of significant cases
failed to function as expected^ The assumptions that (a) the staff special-
ists would be reasonably content to function without a measure of formal
authority 2/ over production, and that (b) their suggestions regarding im-
provement of processes and techniques for control over personnel and pro-
duction would be welcomed by line officers and be applied, require closer
examination. In practice there is often much conflict between industrial
staff and line organizations and in varying degrees the members of these
organizations oppose each other.3/

The aim of this paper is, therefore, to present and analyze data deal-
ing with staff-line tensions.

Data were drawn from three industrial plants / in which the writer
had been either a participating member of one or both of the groups or was
intimate with reliable informants among the officers who were.
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Approached sociologically, relations among members of management in
the plants could be viewed as a general conflict system caused and per-
petuated chiefly by (1) power struggles in the organization stemming in the
main from competition among departments to maintain low operating costs;
(2) drives by numerous members to increase their status in the hierarchy;
(3) conflict between union and management; and (4) the staff-line friction
which is the subject of this paper.5/ This milieu of tensions was not only
unaccounted for by the blue-print organizations of the plants, but was
often contradictory to, and even destructive of, the organizations' formal
aims. All members of management, especially in the middle and lower ranks,
6/ were caught up in this conflict system. Even though they might wish to
escape, the obligation of at least appearing to carry out formal functions
compelled individuals to take sides in order to protect themselves against
the aggressions of others. And the intensity of the conflict was aggravat-
ed by the fact that it was formally unacceptable and had to be hidden.

For analytical convenience, staff-line friction may be examined apart
from the reciprocal effects of the general conflict system. Regarded in
this way, the data indicated that three conditions were basic to staff-line
struggless (1) the conspicuous ambition and "individualistic" behavior a-
mong staff officers; (2) the complication arising from staff efforts to
justify its existence and get acceptance of its contributions; and, related
to point two, (3) the fact that incumbency of higher staff offices was de-
pendent on line approval. The significance of these conditions will be
discussed in order.

Mobile Behavior of Staff Personnel

As a group, staff personnel in the three plants were markedly ambi- s
tious, restless, and individualistic. There was much concern to win rapid
promotion, to make the "right impressions," and to receive individual
recognition. Data showed that the desire among staff members for personal
distinctions often over-rode their sentiments of group consciousness and
caused intra-staff tensions.7/

The relatively high turnover of staff personnel / quite possibly re-
flected the dissatisfactions and frustrations of members over inabliity to
achieve the distinction and status they hoped for. Several factors appear-
ed to be of importance in this restlessness of staff personnel. Among
these were age and social differences between line and staff officers,
structural differences in the hierarchy of thehtwo groups, and the staff
group's lack of authority over production.

With respect to age, the staff officers were significantly younger
than line officers.9/ This would account to some extent for their restless-
ness. Being presumxbly less well-established in life in terms of material
accumulations, occupational status, and security, while having greater ex-
pectations (see below), and more energy, as well as more life ahead in
which to make new starts elsewhere if necessary, the staff groups were un-
derstandably more dynamic and driving.l0/

Age-conflict 1i/ was also significant in staff-line antagonisms. The
incident just noterof the young staff officer seeking to get direct accept-ance by the line of his contribution failed in part -- judging from the en.
strong sentiments later expressed by the line .superintendent -- because of
an age antipathy. The older line officers disliked receiving what they
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regarded as instruction from men so much younger than themselves, and staff
personnel clearly were conscious of this attitude among line officers.12/
In staff-line meetings staff officers frequently had their ideas slighTed
or even treated with amusement by line incumbents. Whether such treatment
was warranted or not, the effects were disillusioning to the younger, less
experienced staff officers. Often selected by the organization because of
their outstanding academic records, they had entered industry with the be-
lief that they had much to contribute, and that their efforts would win
early recognition and rapid advancemeht. Certainly they had no thought
that their contributions would be in any degree unwelcome. This naivete
was apparently due to lack of earlier first-hand experience in industry (or
acquaintance with those who had such experience), and to omission of real-
istic instruction in the social sciences from their academic training. The
unsophisticated staff officer's initial contacts with the shifting, covert,
expedient arrangements between members of staff and line usually gave him
a severe shock. He had entered industry prepared to engage in logical,
well-formulated relations with members of the managerial hierarchy, and to
carry out precise, methodical functions for which his training had equipped
him. Now he learned that (1) his freedom to function was snared in a web
of informal commitments; (2) his academic specialty (on which he leaned for
support in his new position) was often not relevant L/ for carrying out
his formal assignments; and that (3) the important thing to do was to learn
who the informally powerful line officers were and what ideas they would
welcome which at the same time would be acceptable to his superiors.

Usually the staff officerts reaction to these conditions is to look
elsewhere for a job or make an accommodation in the direction of protecting
himself and finding a niche where he can make his existence in the plant
tolerable and safe. If he chooses the latter course, he is likely to be
lees concerned with creative effort for his employer than with attempts to
develop reliable social relations that will aid his personal advancement.
The staff officer's recourse to this behavior and his use of other status-
increasing devices will be discussed below in another connection.

The formal structure, or hierarchy of statuses, of the two larger
plants from which data were drawn, offered a frustration to the ambitious
staff officer. That is, in these plants the strata, or levels of authority,
in the staff organizations ranged from three to five as against from five
to ten in the line organization. Consequently there were fewer possible
positions for exercise of authority into which staff personnel could move.
This condition may have been an irritant to expansion among the staff
groups. Unable to move vertically to the degree possible in the line or-
ganization, the ambitious staff officer could enlarge his area of authority
in a given position only by lateral expansion -- by increasing his person-
nel. Whether or not aspiring staff incumbents revolted against the rela-
tively low hierarchy through which they could move, the fact remains that
(1) they appeared eager to increase the number of personnel under their
authority, 15/ (2) the personnel of staff groups did increase dispropor-
tionately to those of the line, 16/ and (3) there was a trend of personnel
movement from staff to line, 17/rather than the reverse, presumably (re-
flecting the drive and ambitions of staff members) because there were more
positions of authority, as well as more authority to be exercised, more
prestige, and usually more income in the line.

Behavior in the plants indicated that line and staff personnel belong-
ed to different social status groups and that line and staff antipathies
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were at least in part related to these social distinctions. For example,
with respect to the item of formal education, the staff group stood on a
higher level than members of the line. In the plant from which the age
data were taken, the 36 staff officers had a mean of 14.6 years of school-
ing as compared with 13.1 years for 35 line superintendents, 11*2 years for
60 general foremen, and 10.5 years for 93 first-line foremen. The differ-
ence between the mean education of the staff group and that of the highest
line group (14.6 - 13.1) was statistically significant at better than the
one per cent level. The 270 non-supervisory staff personnel had a mean of
13.1 years -- the same as that of the line superintendents. Consciousness
of this difference probably contributed to a feeling of superiority among
staff members, while the sentiment of line officers toward staff personnel
was reflected in the name-calling noted earlier.

Staff members were also much concerned about their dress, a daily
shave, and a weekly hair-cut. On the other hand line officers, especially
below the level of departmental superintendent, were relatively indifferent
to such matters. Usually they were in such intimate contact with produc-
tion processes that dirt and grime prevented the concern with meticulous
dress shown by staff members. The latter also used better English in
speaking and in writing reports, and were more suave and poised in social
intercourse. These factors, and the recreational preferences of staff
officers for night clubs and "hot parties," assisted in raising a barrier
between them and most line officers.

The social antipathies of the two groups and the status concern of
staff officers were indicated by the behavior of each toward the establish-
ed practice of dining together in the cafeteria reserved for management in
the two larger plants. Theoretically, all managerial officers upward from
the level of general foremen in the line, and general supervisors in the
staff, were eligible to eat in these cafeterias. However, in practice the
mere taking of one of these offices did not automatically assure the in-
cumbent the privilege of eating in the cafeteria. One had first to be in-
vited to "join the association." Staff officers were very eager to "getin" and did considerable fantasying on the impressions, with respect to
dress and behavior, that were believed essential for an invitation. One
such staff officer, a cost supervisor, dropped the following remarks:

There seems to be a committee that passes on you. I've had myapplication in for three years, but no soap. Harry (his superior)
had his in for over three years before he made it. You have to have
something, because if a man who's in moves up to another positionthe man who replaces him doesn't get it because of the position --
and he might not get it at all. I think I'm about due.

Many line officers who were officially members of the association as
voided the cafeteria, however, and had to be ordered by the assistant plantmanager to attend. One of these officers made the following statement,which expressed more pointedly the many similar spontaneous utterances of
resentment and dislike made by other line officers:

There's a lot of good discussion in the cafeteria. I'd like
to get in on more of it but I don't like to go there -- sometimes
± have to go. Most of the white collar people (staff officers)that eat there are stuck-up. I've been introduced three times to
Svendsen (engineer), yet when I meet him he pretends to not even
know me. When he meets me on the street he always manages to be



looking someplace else. G--d--- such people as thatl They don't
go in the cafeteria to eat and relax while they talk over their
problems. They go in there to look around and see how somebody
is dressed or to talk over the hot party they had last night.
Well, that kind of damn stuff don't go with me. I haven't any
time to put on airs and make out I'm something that I'm not.

Complications of Staff Need to Prove its Worth

To the thinking of many line officers, the staff functioned as an
agent on trial rather than as a managerial division that might be of equal
importance with the line organization in achieving production goals. Staff
members were very conscious of this sentiment toward them and of their need
to prove themselves. They strained to develop new techniques and to get
them accepted by the line. But in doing this they frequently became im-
patient, and gave already suspicious line officers the impression of reach-
ing for authority over production.

Since the line officer regards his authority over production as some-
thing sacred, and resents the implication that after many years in the line
he needs the guidance of a newcomer who lacks such experience, an obstacle
to staff-line cooperation develops the moment this sore spot is touched.
On the other hand, the staff officer's ideology of his function leads him
to precipitate a power struggle with the line organization. By and large
he considers himself as an agent of top management. He feels bound to con-
tribute something significant in the form of research or ideas helpful to
management. By virute of his greater education and intimacy with the
latest theories of production. he regards himself as a managerial consul-
tant and an expert, and feels that he must be, or appear to be, almost in-
fallible once he has committed himself to top management on some point.
With this orientation, he is usually disposed to approach middle and lower
line with an attitude of condescension that often reveals itself in the
heat of discussion. Consequently, many staff officers involve themselves
in trouble and report their failures as due to "ignorance" and "bull-head-
edness" among these line officers.

On this point, relations between staff and line in all three of the
plants were further irritated by a rift inside the line organization.
First-line foremen were inclined to feel that top management had brought in
the production planning, industrial relations, and industrial engineering
staffs as clubs with which to control the lower line. Hence they frequently
regarded the projects of staff personnel as manipulative devices, and re-
acted by cooperating with production workers and/or general foremen (which-
ever course was the more expedient) in order to defeat insistent and un-
compromising members of the staff. Also, on occasion (see below), the
lower line could cooperate evasively with lower staff personnel who were in
trouble with staff superiors.
Effect of Line Authority Over Staff Promotion

The fact that entry to the higher staff offices in the three plants
was dependent on approval of top line officers had a profound effect on the
behavior of staff personnel. Every member of the staff knew that if he
aspired to higher office he must make a record for himself, a good part of
which would be a reputation among upper line officers of ability to "under-
stand" their informal problems without being told. This knowledge worked
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in varying degrees to pervert the theory of staff-line relations. Ideally
the two organizations cooperate to improve existing methods of output, to
introduce new methods, to plan the work, and to solve problems of produc-
tion and the scheduling of orders that might arise But when the line
offers resistance to the findings and recommendations of the staff, the
latter is reduced to evasive practices of getting some degree of acceptance
of its programs, and at the same time of convincing top management that
"good relations" exist with officers down the line. This necessity becomes
even more acute when the staff officer aspires (for some of the reasons
given above) to move over to the line organization, for then he must con-
vince powerful line officers that he is worthy. In building a convincing
record, however, he may compromise with line demands and bring charges from
his staff colleagues that he is "selling out," so that after moving into
the line organization he will then have to live with enemies he made in the
staff. In any case, the need among staff incumbents of pleasing line
officers in order to perfect their careers called for accommodation in
three major areas: 18/ (1) the observance of staff rules, (2) the intro-
duction of new techiiques, and (3) the use of appropriations for staff re-
search and experiment.

With respect to point one, staff personnel, particularly in the middle
and lower levels, carried on expedeint relations with the line that daily
evaded formal rules. Even those officers most devoted to rules found that,
in order not to arouse enmity in the line on a scale sufficient to be com-
municated up the line, compromising devicesw ere frequently helpful and
sometimes almost unavoidable both for organizational and career aims. The
usual practice was to tolerate minor breaking of staff rules by line per-
sonnel, or even to cooperate with the line in evading rules, 19/ and in ex-
change lay a claim on the line for cooperation on critical issues, In some
cases line aid was enlisted to conceal lower staff blunders from the upper
staff and the upper line. 20/

Concerning point two, while the staff organizations gave much time to
developing new techniques, they were simultaneously thinking about how
their plans would be received by the line. They knew from experience that
middle and lower line officers could always give a "black eye" to staff
contributions by deliberate mal-practices. Repeatedly top management ap-
proved, and incorporated, staff proposals that had been verbally accepteddown the line. Often the latter officers had privately opposed the
changes, but had feared that sayihg so would incur the resentment of power-ful superiors who could informally hurt them. Later they would seek to
discredit the change by deliberate mal-practice and hope to bring a return
to the former arrangement. For this reason there was a tendency for staff
members to withhold improved productioh schemes or other plans when theyknew that an attempt to introduce them might fail or even bring personal
disrepute.

Line officers fear staff innovations for a number of reasons. In view
of their longer experience, presumably intimate knowledge of the work, and
their greater remuneration, they fear 21/ being 'shown up" before their line
superiors for not having thought of the processual refinements themselves.
They fear that changes in methods may bring personnel changes which will
threaten the break-up of cliques and existing informal arrangements and
quite possibly reduce their area of authority. Finally, changes in tech-
niques may expose forbidden practices and departmental inefficiency. In
some cases these fears have stimulated line officers to compromise staff
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men to the point where the latter will agree to postpone the initiation of
new practices for specific periods.

In one such case an assistant staff head agreed with'a line superin-
tendent to delay the application of a bonus plan for nearly three months
so that the superintendent could live up to the expedient agreement he had
made earlier with his grievance committeeman to avoid a "wildcat" strike
by a group of production workmen, 22/ The lower engineers who had devised
the plan were suspicious of the formal reasons given to them for withhold-
ing it, so the assistant staff head prevented them (by means of "busy
work") from attending staff-line meetings lest they inadvertently reveal
to top management that the plan was ready.

The third area of staff-line accommodations growing out of authority
relations revolved around staff use of funds granted it by top management.
Middle and lower line charged that staff research and experimentation was
little more than "money wasted on blunders," and that various departments
of the line could have "accomplished much more with less money." Accord-
ing to staff officers, those of their plans that failed usually did so be-
cause line personnel "sabotaged" them and refused to "cooperate." Specific
costs of "crack-pot experimentation" in certain staff groups were pointed
to by line officers. Whatever the truth of the charges and counter-charges
evidence indicated (confidants in both groups supported this) that pres-
sures from the line organization- (below the top level) forced some of the
staff groups to "kick over" parts of the funds appropriated for staff use
23/ by top management. These compromises were of course hidden from top
management, but the relations described were carried on to such an extent
that by means of them -- and line pressures for manipulation of accounts
in the presumably impersonal auditing departments -- certain line officers
were able to show impressively low operating costs and thus win favor 2h/
with top management that would relieve pressures and be useful in personal
advancement. In their turn the staff officers involved would receive more
"cooperation" from the line and/or recommendation for transfer to the line.
The data indicated that in a few such cases men from accounting and audit-
ing staffs were given general foremanships (without previous line exper-
ience) as a reward for their understanding behavior.

Summary

Research in three industrial plants showed conflict between the
managerial staff and line groups that hindered the attainment of organiza-
tional goals. Privately expressed attitudes among some of the higher line
executives revealed their hope that greater control of staff groups could
be achieved, or that the groups might be eliminated and their functions
taken over in great part by carefully selected and highly remunerated lower
line officers. On their side, staff members wanted more recognition and
a greater voice in control of the plants.

All of the various functioning groups of the plants were caught up in
a general conflict system; but apart from the effects of involvement in
this complex, the struggles between line and staff organizations were at-
tributable mainly to (1) functional differences between the two groups;
(2) differentials in the ages, formal education, potential occupational
ceilings, and status group affiliations of members of the two groups (the
staff officers being younger, having more education but lower occupational
potential, and forming a prestige-oriented group with distinctive dress and
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recreational taste); (3) need of the staff groups to justify their exis-
tence; (4) fear in the line that staff bodies by their expansion, and well-
financed research activities, would undermine line authority; and (5) the
fact that aspirants to higher staff offices could gain promotion only
through approval of influential line executives.

If further research should prove that staff-line behavior of the char-
acter presented here is widespread in industry, and if top management
should realize how such behavior affects its cost and production goals -
and be concerned to improve the condition -- then remedial measures could
be considered. For example, a corrective approach might move in the direc-
tion of (1) creating a separate body 25/ whose sole function would be the
coordination of staff and line efforts; (2) increasing the gradations of
awards and promotions in staff organizations (without increase of staff
personnel); (3) granting of more nearly equal pay to staff officers, but
with increased responsibility (without authority over line processes or
personnel) for the practical working of their projects; (4) requiring that
staff personnel have a minimum supervisory experience and have shared re-
peatedly in successful collaborative staff-line projects before transfer-
ring to the line; (5) steps by top management to remove the fear of veiled
personal reprisal felt by officers in most levels of both staff and line
hierarchies (This fear -- rising from a disbelief in the possibility of
bureaucratic impersonality -- is probably the greatest obstacle to communi-
cation inside the ranks of management); (6) more emphasis in colleges and
universities on realistic instruction in the social sciences for students
preparing for industrial careers.

Footnotes

1. Inside their particular staff organization, staff officers also may
have authority over their subordinates, but not over production personnel.
2. To the extent that staff officers influence line policy they do, of
course, have a certain informal authority.
3. Some social scientists have noted the possibility of staff-line fric-
tion, and industrial executives themselves have expressed strong feelings
on the matter. See Burleigh B. Gardner, Human Relations in Industry
(Chicago: Richard D. Irwin, Inc., 1945) an H.E. Dimock, The Executive in
Action (New York): Harper & Brothers, 1945). Dimock believes that weare
too "staff-minded" and that we should become more "executive-minded"(p.241)
A high line officer in a large corporation denounced staff organizations
to the writer on the ground of their "costing more than they're worth,"
and that "They stir up too much trouble and are too theoretical." He felt
that their function (excepting that of accountants, chemists, and "a few
mechanical engineers") could be better carried out by replacing them with
"highly-select front-line foremen (the lowest placed line officers) who are
really the backbone of management, and pay them ten or twelve thousand
dollars a year."
4. These plants were in related industries and ranged in size from 4,500
to 20,000 employees, with the managerial groups numbering from 200 to
nearly 1,000. Details concerning the plants and their location are confi-
dential. Methodological details concerning an intensive study embracing
staff-line relations and several other areas of behavior in ohe of the
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(Footnotes continued)

plants are given in the writer's unpublished doctoral thesis, "A Study of
Informal Organization Among the Managers of an Industrial Plant," (Depart-
ment of Sociology, University of Chicago, 1949).
5. Because these conflict areas were interrelated and continually shifting
and reorganizing, discussion of any one of them separately -- as in the
case of staff-line relations -- will, of course, be unrealistic to some
extent.

6. From bottom to top, the line hierarchy consisted of the following
strata of officers: (1) first-line foremen, who were directly in charge of
production workmen; (2) general foremen; (3) departmental superintendents;
(4) divisional superintendents; (5) assistant plant manager; (6) plant
manager. In the preceding strata there were often "assistants," such as
"assistant general foreman," "assistant superintendent," etc., in which
case the total strata of the line hierarchy could be almost double that
indicated here.

In the staff organizations the order from bottom to top was: (1) super-
visor (equivalent to the first-line foreman); (2) general supervisor(equiva-
lent to the general foreman); (3) staff head -- sometimes "superintendent"
(equivalent to departmental superintendent in the line organization).
Occasionally there were strata of assistant supervisors and assistant staff
heads.

The term "upper line" will refer to all strata above the departmental
superintendent. "Middle line" will include the departmental superintendent
and assistants. "Lower line" will refer to general and first-line foremen
and their assistants.

"Lower," "middle," and "upper" staff will refer respectively to the
supervisor, general supervisor and staff head.

"Top management" will refer to the upper line and the few staff heads
with whom upper line officers were especially intimate on matters of policy.
7. In a typical case in one of the plants, a young staff officer developeda plan for increasing the life of certain equipment in the plant. He
carried the plan directly to the superintendent of the department in which
he hoped to introduce it, but was rebuffed by the superintendent who pri-vately acknowledged the merit of the scheme but resented the staff officer
"trying to lord it over" him. The staff organization condemned the be-
havior of its member and felt that he should have allowed the plan to ap-pear as a contribution of the staff group rather than as one of its meem-bers. The officer himself declared that "By G-- it's my idea and I want
credit. There's not a damn one of you guys (the staff group) that wouldn't
make the same squawk if you were in my placeL"
8. During the period between 1944 and 1950 turnover of staff personnel in
these plants was between two and four times as great as that of line per-
sonnel. This grouping included all the non-managerial members of staff and
line and all the hourly-paid (non-salaried) members of management (about60 assistant first-line foremen). Turnover was determined by dividing the
average number of employees for a given year (in line or staff) into the
accessions or separations, whichever was the smaller.

9. Complete age data were available in one of the larger plants. Here the
36 staff heads, staff specialists, and assistants had a mean age of 42.9

years. This value would have been less than 40 years, except for the
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inclusion of several older former line officers, but even a mean of 42.9
years was significantly less (C.R. 2.8) than that of the 35 line superin-
tendents in the plant who had a mean age of 48.7 years. The age differ-
ence was even more significant when the staff heads were compared with the
61 general foremen who had a mean age of 50.0 years. And between the 93
salaried firet-line foremen (mean age of 48.5 years) and the 270 salaried
nonsupervisory staff personnel (mean age of 31.0 years) the difference was
still greater.

10. One might also hypothesize that the drive of staff officers was re-
flected in the fact that the staff heads and specialists gained their posi-
tions (those held when the data were collected) in less time than did mem-
bers of the line groups. E.G., the 36 staff officers discussed above had
spent a median of 10 years attaining their positions, as against a median
of 11 years for the first-line foremen, 17 years for the general foremen,
and 19 years for the superintendents. But one must consider that some of
the staff groups were relatively new (13-15 years old) and had grown rapid-
ly, which probably accelerated their rate of promotions as compared with
that of the older line organization.

11. E. A. Ross in Principles of Sociology (New York: D. Appleton-Century
Co., 1938) pp. 238-48, has some pertinent comments on age conflict.

12. Explaining the relatively few cases in which his staff had succeeded
in "selling ideas" to the line, an assistant staff head remarked: "We're
always in hot water with these old guys on the line. You can't tell them
a damn thing. They're bull-headed as helll Most of the time we offer a
suggestion it's either laughed at or not considered at all. The same idea
in the mouth of some old codger on the line'd get a round of applause. They
treat us like kids."

Line officers in these plants often referred to staff personnel (es-
pecially members of the auditing, production planning, industrial engineer-
ing, and industrial relations staffs) as "college punks," "slide-rules,"
"crackpots," "pretty boys," and "chairwarmers."

13. John Mills, a research engineer retired from the telephone industry,has noted the wordly naivete of research engineers in that field in his
The Engineer in Society (New York: D. Van Nostrand Co., 1946).
14. Among the staff heads and assistants referred to earlier, only 50 per
cent of those with college training (32 of the 36 officers) were occupied
with duties related to their specialized traihing. E.G., the head of the
industrial relations staff had a B.S. degree in aeronautical engineering;
his assistant had a similar degree in chemical engineering. Considering
that staff officers are assumed to be specialists trained to aid and advise
management in a particular function, the condition presented here raises a
question as to what the criteria of selection were. (As will be shown in a
separate paper, the answer appeared to be that personal -- as well as im-
personal -- criteria were used.) Among the college-trained of 190 line
officers in the same plant, the gap between training and function was still
greater, with 61 per cent in positions not related to the specialized partof their college work.

15. This was suggested by unnecessary references among some staff officers
to "the number of men under me," and by their somewhat fanciful excuses for
increase of personnel. These excuses included statements of needing more

10.
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personnel to (1) carry on research, (2) control new processes, (3) keep
records and reports up-to-date. These statements often did not square with
(1) the excessive concern among staff people about their "privileges" (such
as arriving on the job late, leaving early, leaving the plant for long per-
iods during working hours, having a radio in the office during the World
Series, etc.); (2) the great amount of time (relative to that of line
officers) spent by lower staff personnel in social activities on the job,
and (3) the constantly recurring (but not always provoked) claims among
staff personnel of their functional importance for production. The duties
of middle and lower staff personnel allowed them sufficient time to argue
a great deal over their respective functions (as well as many irrelevant
topics) and to challenge the relative merit of one another's contributions
or "ideas." In some of the staffs these discussions could go on inter-
mittently for hours and develop into highly theoretical jousts and wit
battles. Where staff people regarded such behavior as a privilege of their
status, line officers considered it as a threat to themselves. This lax
control (in terms of line discipline) was in part a tacit reward from staff
heads to their subordinates. The reward was expected because staff super-
iors (especially in the industrial relations, industrial engineering, and
planning staffs) often overlooked and/or perverted the work of subordinates
(which was resented) in response to pressures from the line. This behavior
will be noted later.

16. In one of the larger plants, where exact data were available, the
total staff personnel had by 1945 exceeded that of the line. At that time
the staff included 400 members as against 317 line personnel composed of
managerial officers and their clerical workers, but not production workers.
By 1948 the staff had increased to 517 as compared with 387 for the line
(during this period total plant personnel declined over 400). The staff
had grown from 20.8 per cent larger than the line in 1945 to 33.6 per cent
larger in 1948, and had itself increased by 29.3 per cent during the three
years as against a growth in the line of 22.1 per cent. Assuming the con-
ditions essential for use of probability theory, the increase in staff per-
sonnel could have resulted from chance about 1.5 times in a hundred. Possi-
bly post-war and other factors of social change were also at work but, if
so, their force was not readily assessable.

17. This movement from staff to line can disorganize the formal managerial
structure, especially when (1) the transferring staff personnel have had
little or no supervisory experience in the staff but have an academic back-
bround which causes them to regard human beings as mechanisms that will re-
spond as expected; (2) older, experienced line officers have hoped -- for
years in some cases -- to occupy the newly vacated (or created) positions.
18. The relative importance of one or more of these areas would vary with
the function of a given staff.

19. In a processing department in one of the plants the chemical solution
in a series of vats was supposed to have a specific strength and temper-ature, and a fixed rate of inflow and outflow. Chemists (members of the
chemical staff) twice daily checked these properties of the solution and
submittedreports showing that all points met the laboratory ideal. Actu-
ally, the solution was usually nearly triple the standard strength, the
temperature was about 10 degrees Centigrade higher than standard, and the
rate of flow was in excess of double the standard. There are, of course,
varying discrepancies between laboratory theory and plant practice, but the

11.
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condition described here resulted from production pressures that forced
line foremen into behavior upsetting the conditions expected by chemical
theory. The chemists were sympathetic with the hard-pressed foremen, who
compensated by (1) notifying the chemists (rather than their superior, the
chief chemist) if anything "went wrong" for which the laboratory was re-
sponsible and thus sparing them criticism; and by (2) cooperating with the
chemists to reduce the number of analyses which the chemists would ordin-
arily have to make.

20. Failure of middle and lower staff personnel to "cooperate" with line
officers might cause the latter to "stand pat" in observance of line rules
at a time when the pressures of a dynamic situation would make the former
eager to welcome line cooperation in rule-breaking. For example, a staff
officer was confronted with the combined effect of (1) a delay in produc-
tion on the line that was due to an indefensible staff error; (2) pressure
on the line superintendent -.- with whom he was working -- to hurry a spe-
cial order; and (3) the presence in his force of new inexperienced staff
personnel who were (a) irritating to line officers, and (b) by their in-
experience constituted an invitation to line aggression. Without aid from
the line superintendent (which could have been withheld by observance of
formal rules) in covering up the staff error and in controlling line per-
sonnel, the staff officer might have put himself in permanent disfavor with
all his superiors.
21. Though there was little evidence that top management expected line
officers to refine production techniques, the fear of such an expectation
existed nevertheless. As noted earlier, however, some of the top executives
were thinking that development of a "higher type" of first-line foreman
might enable most of the staff groups to be eliminated.

22* This case indicates the over-lapping of conflict areas referred to
earlier. A later paper will deal with the area of informal union-manage-
ment relations.

23. In two of the plants a somewhat similar relation, rising from differ-
ent causes, existed inside the line organization with the operating branch
of the line successfully applying pressures for a share in funds assigned
to the maintenance division of the line.

24. The reader must appreciate the fact that constant demands are made by
top management to maintain low operating costs.

25. This body, or "Board of Coordination," would be empowered to enforce
its decisions. Membership would consist of staff and line men who had had
wide experience in the plant over a period of years. The Board would (a)
serve as an arbiter between staff and line; (b) review, screen, and approve
individual recommendations submitted; and (c) evaluate contributions after
a trial period. Such a body would incidentally be another high status goal
for seasoned, capable, and ambitious officers who too often are trapped by
the converging walls of the pyramidal hierarchy.

12.



BIOGRAPHICAL SKETCH OF

JOHN ROHRBOUGH

Present Position:
_~~~~- -

Formerly:

Training Coordinator, 1th Naval District
Civilian Personnel Office, San Diego

Education Specialist at the Instructor Training School,
Uo So Naval Training Center, San Diego (seven years).
His experience also includes public school and college
teaching, editing and sales with eastern educational
publisher, and lecturing on human relations, Mr. Rohr-
bough is also moderator on radio KFSD's Chain Reaction
Forum, San Diego.
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THE SILENT CONFERENCE
by

John Rohrbough
Coordinator of Civilian Training

Eleventh Naval District

PURPOSE

To analyze all the aspects of a complex idea, as contrasted to "brain-
storming", which is bringing to bear a large number of ideas on a simple
problem.

EQUIPMENT

1. SLIPS. Size 2 x 31 inches, two different colors. Each participant (or
group) should have ten or twelve of one color, and forty or fifty of the
others

2. SORTING CARDS. These are 8i x 11 sheets, with pockets 3/4 " deep. Stamp
album pages are suitable, These may be bought at stamp dealers at about
150 each, or may be home-made.

3. PAPER CLIPS. Orn box.
4. SORTING-BOX. (optional) A shallow box with compartments (sixteen is a good

number) into which the slips may be placed.
THE PEOPLE

1. CHAIRMAN. Instructs the group, and sets up committees as needed.
2i TELLER. Distributes supplies. Picks up completed questions. Distributes

sorted questions for analysis.
3. SORTER. Classifies completed questions for re-distribution to group.
4. GROUP. Twelve, fifteen, or multiples.

Probable maximum, sixty. If the group is small, members work as individ-
uals. Larger groups should be split into twelve or fifteen teams.

PROCEDURE

A. OVERVIEW
Tell the group there will be a series of steps, which will be explained in
detail as they come.

B. INTRODUCE PROBLEM
Give scope, responsibility, and sample questions.

C. WRITE QUESTIONS
"How can" is a good opening for questions in a silent conference since we
are basically concerned with an operational program.

1. Some questions come easy. Reach for the hard ones.
2. Write questions on the smaller stack of slips.
3. Write close to the upper edge of the slip.
4. Make questions short.
5. Put only one question on each slip.
D. WRITE ANSWERS.

Take questions in turn, and write as many answers as you can to each.
I. Make answers short.
2. Write close to the upper edge of the slip.
3. Put only one answer on each slip



4. As each set of answers is completed, put the question on top of the answers
and clip together.

5. Make each completed question available to the teller.

E. SCRT
The TELLER picks up the questions as they are completed, and brings them tc
the SORTER.

1. The chairman may act as sorter, or appoint someone. The sorter should be
chosen for his ability to classify material quickly.

2. Set up categories as the questions are brought in. It is desirable to
write a key word or phrase on a slip for use as an index, so later ques-
tions can be quickly placed.

3. A sorting box may be used if available.

F. ANALYZE
When the first committee or person finishes answering his questions, the
teller brings him all the questions in the largest category finished by
the sorter.

1s The teller also brings a SORTING CARD.
2. The most typical question is selected, and placed at the top of the porting

card.
3. The answers are arranged in logical order following the question.
4. All duplicates are discarded.

G. REPORT
Each committee or person is given a few minutes to prepare a report on the
question in hand.

1. The chairman calls for the reports in an order established from the
SORTERtS index.

2o The TELLER: collects the sorting cards complete with questions and answers
after the reports.

NOTE: For a permanent record, the slips may be picked off the cards with
Scotch tape, and attached to a sheet of paper.
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John Rohrbough
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1. PLANNING

(A)

Two Different Conference Types
2. MATERIALS

,,!!

(a) Face-to-Face

(1) Name - Cards

(b) Display

(1) TAB - Sheets

(2) Black Board



2.

3. OFFICTILS

(a) Recorder

(b) Chairman

U. PROCEDURES

(a) Action

(1) Agenda

(2) 40-Minute Formula:

a. Read and mark

b. Declare agreement

c. Set time limit

d. Record Action Statements (tab sheets)
e. Try for agreement

f. Postpone unfinished items

g. Twice-postponed items to other type of conference

(b) Planning

(1) Problem solving (Brainstorming)

a. Fact Finding

b. Methods



EVALUATION PLAN CONFERENCE TIME EVALUATION TIE

NO. NAME____
........ CONFERENCE LEADER

J . . .............__
EVALUATION RECODER

.,i___ LEADER CHARACTERISTICS

Attitude convincing?
Voice controlled?

·t-____{ CONFERENCE PIAN

Plainly defined?
Proper overview?

CONFERENCE RECORD

All mian points caught?
Action statements complete?

CONFERENCE ROCO

Workable seating?
Name cards?
Paper & Pencils?
Agenda?

I_--.,,,-- r F-r PARTICIPATION?

All members brought in?
Shy people encouraged?
Talkers tactfully guided?

w* go Om - - . M P rI

LEADER PERFORMANCE

statements?
Made no statements?
Encouraged all to make
Achieved agreements?

-1I I


