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GENERAL McKINLEY: Gentlemen, thus far in the course we have been
considering principally the relationships between the Government and
public opinion., Now we are going to introduce into the picture, industry..
This afternoon we have with us the Vice President, and Director of Fub-
lic Relations, of none other than one of the biggest corporations in ths
world, that is General Motors. Mr. Paul Garrett is our speeker and he .
will address us on, "Opinion Management by Industry." 1 teke great
pleasure indeed in. introducing Nir. Garrett.

MR. GLRRETT: General McKlnley, offlcers of the Industr1al College
of the Armed Forces, and guests: . S :

I need harldy say that I am very deeply honored, being invited to
address you herc today. I confess I accepted General HcKinleyis invi-
tation with some misgivings. I questioned,; after the tremendous job
the Armed Forces did in World War II, whether it needed advice from the
outside. I also wondered how much the experience of a single public
relations man in the industrial field would be worth. And right here
I would like to meke it clear that I do not spesk, nor do I feel quali-
fied to speak, for industry as a whole. -What I heve to say relates on-
ly to personal views from experiencss in work with the- cospans with which
I am associated. : ‘ 4

Then I thought that you were after all.the best judges cf sny con—
tribution I rmight make to your thinking... I decided that in these trou--
blous days, which seem to become yet more troublous with each passing
hour, if T could but contribute one smell stone ‘to 2 firm foundation
of national security, I could do no less~than.make the effort. -

It occurs to me that the 1mportance of wk at we term p‘bL“C relations
looms very large in this postwar worlid of ours. Certainly it is true
that the thinking of ocur people is in ferment. New belisfs and strange

ideologies-have seeped in to challenge what up to now hes been traditional’ -

in America. hklong with this, public thlnklng here as e;sevhere in the
world has acguired a new power to shape man's. mlnd and nan's actlons.

This spreadlng power of publlc thought must be reckoned w1th by the
Armed Forces in laying down policies-and plans for the fyrtre ~efense of
our land just as it must beé reckoned with by industry wa ouilding thdse
institutions which are the core of our econony . Mind you I em not ob- -
jecting to this new role that publie opinion is playing. -No:doubt that
is as it should be in a democracy such as ours, I am merely emphasizing
tnat in our plenning we must give it recognition.
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The following chart illustrates some worries that we had in manage~
ment some years 2go.

You may think that management's only problem is to get out the goods, .
to set the processes and engineering program. Here are just a few of the
worries that in recent times management has had to work through before
it cculd really do its job. (Chart 1.)

I have no doubt that you too have a list of public worries well-fixed
in your minds if not dewn on paper. Worries that have no logical relation
you may think to organizing and running an army, air force or nzvy. Never-
theless, you must break through such outside opinicns before you can con-
sider you have dcne your job.

In the case of General Motors it a2ll sums up to this: No longer is
it enough for menagement to provide ever more and ever better products
and services at ever lower costs. The public has come to demnnd that a
company work toward sound social as well as sound economic objectives.
The standing of the company as an institution has core to be incressingly
important. In other words, people have become interested in the company
as well as in its products. All of which raises the questicn of how a
company and its products over the years come to stand well with people.

Wle have developed 'a simple formula in Genersl Mctors which we feel
provides the answer to this question and which I would like to explain
to you. Of three basic elements in the formula, first comes the formula-
tion. (Charts 2. through 9,)

So far I have endeavored to make two basic peints. The first is
that almost every problem we confront in our cempany has its publiic re-
lationship aspect—-some mere, scme less. The second is that the policy
set in meeting 2 problem as applied through and by people in the crgani-
zation determines the degree of our public acceptance. The third peint
I now want to meke is that the time to consider the public relationship
aspect of any problem is at the policy-meking stage.

The importance of thinking of these things at the policy stage can
hardly be overemphasized. Yet it seems to be the most difficult of all
public relaticns concepts to understand, = The belief is widespread that
public relastions is the frosting yocu put on the cake. OCr the "fix-em~up!
publicity you put out the merning after. Nothing could be further from
the truth, Failure to appreciate this fact is undcubtediy rzsponsible
for most of the sc-called public relaticnship problems with which you and
I are confronted. Keep it everlastingly in mind that the further back the
public relationship aspect of any situation can be sensed and approprizte
action taken the better the final result.
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I do not wish to give you the impression that we possess any
uncanny sense in General Motors that enables us always tc TECOgNiZe
the pablic relationship aspects of developing situations or problems--
far from it. Toward the end of the war we decided that our expansicn
program required the building of a new plant in Cincinnati, Once the
“decision had been made it seemed to us that all we nseded to do wes
to acquire a site, put up the plant and then get some people tc work
there. We were sadly mistaken, We had forgotten to consider the publie
relationship aspect. But I am getting a little ahead of my story.

We put the real estate agents to work and before long they hed quiet-
ly negotiated for the purchase of a number of parcels of land which to-
gether formed what appeared to us to be a very suitable site. Next we
had our architects prepare plans; all done very quietly. Only a handful
cf people in the city knew anything about our project. We thought we
were being smart until the day came when we had to file our plens in the
City Hall. Then the storm broke. Newspapers, civic groups, women's or-
ganizations~~all united in blasting us right out of town. ¥hy? Ostensi-
bly because they didn't want a plant in the particular location we had
chosen, £And who does General Motors think it is anyway? Actually, the
reason was we hadn't consulted them, taken them into our ccnfidence, and
sufficiently studied their residence and parking zones. 1 zm sure that
if proper public relations steps had been taken, beginning et the policy-
formulation stage, the Duck Creek ocutcry against us would never have
occurred, {(Chart 10.)

The thing I am constantly trying to emphasize is that =ny orcblem
nust be approached, not at the publicity stage, as we did there, but
back in the policy stage. Lest you think this example is typical, 1 has-~
ten to add ancther in which we fared substantially better, You will re-
call that after ¥World War I, a great hue and cry was raised about pro-
fiteering by holders of war contracts. The charge was even made, as I
recall, that the entire war was cooked by a few greedy individuals with
an eye to lining their own pockets. While General Motors was not involved
in charges of war profiteering in the 1920's, several of our older exscu-
tives clearly remembered what had transpired. They were determined that
General Motors should not allow itself to get in the position of being
tarred with that brush. Consequently, when war contracts began tc flow
in 1941, they were quick to sense the public relationship aspsct. And
they saw to it that, at the very beginning of the war and before Congress
had passed any legislation having to do with profit limitaticn, Ceneral
Motors adopted a policy of itself voluntarily limiting its cwn profits
fer the duration.

I hardly need to add that this policy paid big public relaticns divi-
dends. Nct only did we enjoy cordial relations with the government rene-
gotiation boards but, more important, we successfully avoided being labeled
a war profiteer, Even our more vocal friends in the C.I.0. have been un-
able to accuse us of meking money at the expense of the war effcrt,
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I hope I am not giving ycu the impression that it is my conviction
that public relations should run the show--in other words, thet the
public Trelationship asdect alone should always turn the policy decisicn
this way or that whenever a problem arises, whatever the problem may be,
I certainly do not want to give you that idea, 'I£ is cne thing to say
that every prcblem has a public relationship aspect and guite zrnothér to
sey that that aspect shcould determine action in each cese. In our
case as in yours there are many, many situations when cther considerations
necessarily govern. But the point I want to make is that the public re-
lationship aspect of every major préblem should be considered in the form-
ing of policy befecre action is taken., Thet is an important functicn of e
public relations man, I may add--to call such aspects to the attenticn of .
top management so tnat 1t has a rounded appralsal on which tc base aﬂy
decision,

Policy consideration within General ifctors of the public relaticns
aspects of corporation problems is the concern of what we call the Public
Relations Policy Group. This is a todp menagement adviscry committee func-.
tioning at the levsl of similar adviscry committees relating to engineer-
ing, manufacturing, perscnnel, employee relations znd distributicn. The
Public Helations Policy Group sits regularly once each month with the vice
president in charge of public relaticns as its chariman. Its members in-
clude the president, two executive vice presidents and the vice president
in charge of finance, vice president in charge of employee relations, vice
president in charge of research, and the vice president in charge of person-
nel--in other werds, our top men, who are in a position to ccnsider the pub-
lic relationship aszect of any problem before it gets to the noint where
you cannot do anything abcut.it. The general counsel, who is &lsc a vice
president, acts as legzl adviser to the group. We in public relasticns like-

wise have representation cn the distribution, personnel, and employee re-
~ lations policy greups. S ' '

Public relations in General Motors like the other activities I heve
just mentioned is handled at the top- level as a staff functicn under the
president of the corporation. 'It is entirely separate frem the line of ad-
ministrative cpersting authorlty, which runs from the president through twe
executive vice presidents.and the v1ce‘pre51dents in chargse of operating
divisions to the general menegers of the divisicns themselves, The organi-
zaticn of General Motors on'e staff and line basis is comparsble to that of
‘the Armed Forces in general ocutline,- The general manager of a division--
Chevrolet, Pontiac, Oldsmobile, Buick, Cadillac<+~is ‘our gensral in the field.
He hes full suthority to plan and execute his own tactics. Broad policy
or strategy, however, is determined at general staff headguarters in Detroit.
In other words, policy flows from tho top.

11
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In eacﬁ'plant city we have what we call a plant city committee that

is composed of the top managers in that plant city.
ganized to dezl with matters of community concern that come up
The regional menager of public relations sits as
There are 37 of these plan® city

particular community.
secretary of the committee.

The commi+tee is or-
in thtt

committees.

Beyond this we have General Motors clubs, composed largely of diVisionalf
representatives in the fiesld, which meet monthly in 37 cities to discuss

mutual problems and review materkal of bread corporation intercst.

The

clubs often invite in leaders of the community to discuss corporation

metters affecting the public,
meet guarterly.

In 188 small cities there are GM clubs that
Then we have something like 2189 community reletions

chairmen in smaller communities who are &ppointed to serve as sort of local
ambassadors for GM with the public in their various areas.

Of course, in addition to these activities, the-department also co~

operates with our GM divisional public relations men.

or- three~day conference is held in Detroit to

Once a year a two-
stimulete such cooperation.

During the course of a year many activities are underteken which call

. for public relations action on a broad front.
way is the General Motors screp metel drive.

&n exemple currently urder
This drive is being carried

~on not only in GM plants and offices and in the homes of. Gl men and women,

but the: active cooperation of local public officials, service
scouts and other organizations has been enlisted in meny comwunitlnb.
selfish interest in starting the drive, but since no ef-

eral Motors had a
fort is made to channel scrap to any specific
will benefit

: As another example of cooperative public
.point to a happy sequel to what I referred to
Perhaps that experience was worthwhile. 4s. a
perfect a satisfactory technique for use when
~community.
Creek. In each case, by careful planning and

selves welcomed as & desirsble neighbor in the community.
that a most effective climax to the process of entéring o
formal opening with appropriate ceremonies and a plant inspection.

club , boy

Gen-
steel mills, u11 industry
relations effort, I might

as the Duck Cresk outburst.
result we heve been able to

opening a new plant in a
We have had occasion to enter seversl communities since Duck

timing, we have foung our-

Jehyelmmd
town is to have
Such

job)

"open houses" are also worth repeating from time to tlme.

Through our plant city committees we seek to encourags cur~fesident

. executives trezlly to take an

active interest in the affairs of treir com-

munities and to-participate in worthwhile community activities.

Wie encourage them to appear as speakers beforé local

P

service groups,

to serve on committees for fund-raising drives and other worthy causes

and even to take an interest in local government.

of their job.

e consider this a pert
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was said to be the reascn why the public was having difficulty buying cars.
As further evidence, the piling up of crates on piers was cited--as was the
float of new cars parked alongside_an assembly plant ewaiting shipmrent.

Admittedly, to the uninf ormed 100 crates on a pier look like a 1ot
of cars even though they ray represent only one hour's production at one
plant. Admittedly, toc, an hour's production parked in the lot beside the
plant waiting for dr1ve~away trucks: looks l;ke hoardLng for sore nefericus
purpose.,

The true story, of course, is 51mple. Flrst exports up to March 1947,

“were’ limited by government order to the percentege of production exported

vefore the war. Secondly, since March 1947, we have voluntarily continued

“-to restrict exports to the same percentage. Thirdly, the need for vehicles

and especially trucks is so great in war-devastated countries that it would
be unthinkable to stop 2ll exports. And, fourthly, it would be very short-
sighted from the standpoint of General Motors' future export volume to sur—
render all our export rarkets to foreign competition.

‘By publicizing these facts and alst by following up each rumoxr to its
source and then seéeing tc it that thet source got the facts, we have been
able to keep this particular situaticn well in hand. But if we had neglected
to take these proper steps, we would probably have haj the while country by

- now thlnklng that the rumers were true.

Acticns speak louder than words. But acticns do not always speak for

‘themselves: Actions must be spelled cut. Unless you expldin an action, it

often passes by people. Viorse still, itVCanlbe misicterpreted, even lead-

- ing to attacks on you..

‘Thére are timés when a policy is formulated that runs counter to the
wishes of peopie. A price increase, for example, may be’essential but it
is bad medicine nevertheless. In such cases you have to do the best you can

©and try tu explaln the ‘point of v1ew that led to the pollcy

Often 1t :is the p01nt of view ‘that people are interested in aayway.
This is particularly true in any arez in which people aren't too sure them-
selves what should be done. Remember cne thing. If people believe your
heart 4is in the right place, if ‘they belleve you're trying to do the right
thing, they will want to be tolerant of your actlon.

Interpretaticn of an’ organigzation means far more than pxnlulnlng what

flt does. "It means explaining as well 'what it intends. Tco cften we in
industry allow ourselves to get jockeyed into technicel disegreements before

the public on-methods of attaining a good obgectlvv, thus giving the impres-

- sion that we are against the good obgectlve itself. Prcbably we have not

done encugh to impress upon people that we stand for high wages, for low
prices, for more jobs, for high productlon, for employee securlty, for small

~bus1ness.

[ . 17 .



in this economy of ours to get a job done. We couldn't have built the
train without the help of hundreds of other firms.. They wouldn't have
had a train to furnish parts and supplies for, if it hadn't been for
an organization like General Motors.

Then there is the fourth reason, which we don't usually tell the pub-
lic but which I have mentiocned to you. The train is an exccllent vehicle
for conveying ideas. As I have indicated, the train itself expounds an
idea. 1In addition tp what, we are able to project ideas in the cities we
visit--~both directly to those who board the train and to those who hear
our speakers at civic and other lunches, and indirectly through the medium

of press and radio.

Finally, we have found the train to be exceptionally effective in ad-
ding to the community standing of M field representatives, who are the
hosts when the train comes to town,

Another effective vehicle for projecting ideas is the science show--
a popular presentation, with plenty of props, of the many recent contribu-
tions of science to better living, We have four of these shows on the road
constantly and they are in great demand.: Three more are in preparation,
Before the war--perhaps some of you may remember--we had the General Motors
Parade of Progress, a motorized caravan which presented a comolete science
circus. Also we maintain stationary exhibits at the Museum of Science and
Industry in Chicago and at the Stesl Pier in Atlantic City, (Chart 15-)

Management, through outside polling research organizations, keeps it~
self informed sbout public opinion trends. We do a greast dcal of experi-
menting in this field. It is a relatively new field. But we know that
manegement cannot meke intelligent decisions without tzking outside opinion
into account.

Every one of us has his own way of getting a "feel! of public opinion.
But beyond that there is need for an organized means of determining and

reflecting public opinion trends for management consideration. Ve must
learn to tzke soundings of public thinking that will help keep us off the
rocks of popular prejudices.. That is not to say that we should be governed

by each new shift in the ground swell of public opinion. e don't want to
"demagogue' our way through life, .

There is however, an ebb and flow of social change brought zbout by
shifting public concepts and by the action of pressure grouns. These
changes and pressures, whether applied in the social or in the economic
areas, whether felt nationally or locally, are facts that must be reckoned
with by business. The following chart shows our basic formula for building
good public relationships. (Chart 16.)



RESTRICTED cuRr s,

... shinking dir
\“S“C “... “... ckﬁ%;-aD
-\gi\‘(‘%; T \.'7'000
MANAGEMENT .
POICIES

N A5 APPUED | Y4,
' OF THE COMPANY
AND

iTS PRODUCTS

PEQPLE
connected with the company

CHART 16.
NC fninking dfrecf/
'(\QQ\)\%\‘ - “ybl);o
é\:a o ~ \&9@
< 90
MANAGEMENT V4 ooﬁ‘?f’ﬁ’@

impressions
o g

ACCEPTANCE
OF THE COMPANY

AND |
ITS PRODUCTS

. mup b md W

} influence -

PEQPLE
e;\ connected with the company lé\\“
9 gD e s oy
Magement polic\®

RESTRICTED

48 12914

20



§

First of all,. the solution of any public relations oroblem begins
at the time the policy is set, before the problem reaches the publicity
stage. Next in importance is the job done. But unless the policy is
understood by the people connected with the company, they won't do a good
job. Nor will:they reflect their views to the public., Beyond that the
management must meet directly with the public through outside media, ex-
pressing and projécting its policies. We must bear in mind always that
‘manzgement must continuzlly make usg of sources both inside and outside
the business to keep posted on drifts in public opinion trends, because
51n the finel QHQIVSLS the publlc is: the boss,nﬂ :

In concluding it occurs to me that-— t mlght be of interest to con-
sider some of the mejor problems with public relations aspects not yet
solved and that we in General Motors have currently before us. Some of
these current problems are transitory; in the sense that time, if noth-
ing else, will eventually solve them. Others, I fear, msy be with us
. a long tlme-—et least, for so far into the future &s it is spfe to look.
Does that mean we should adopt an attitude of fatelism? Docs thut mean
we should ignore them? No, it is perhaps all the more resson why we con-
cern ourselves seriously with their public relstions aspccts,

4 A current problem which I fear is going to be with us for a long
time from a publiC'Te tlons ste ndp01nt is the wlsunoer3uc“o3ng of profits,

In our free entsrorloe s;stem proflts are es nevGQSdrv as soed corn
to a farmer. That simple fact was once understood. A profit wes some-
thlng to be proud of. A man who made a prefit wes looked up-to as a
leader of his community and 2 pillar of ‘the economy. But we in business
and -industry were too complscent; we were caught nansping. Ve woke up
to discover that & profit~~to parsphrase a famous saying--was without
honor 'save in its-own company. ' Many people appeared to think that a pro-
Tit was "something for nothing." Some. people even seemed to believe that
to make a profit was soiehow sinful--& sort.of throw back to the prejudice
against interest in the M¢ddle Ages. Profits became an u~ly instead of
& good word. SR . ; :

How many peoole acquired. these peculiar notions need not concern
us at the moment. We do know, Wow.ver; that various grouns are busily
engaged in cultivating them and encouraging their spread. Teoaders of
-these groups apparently consider them among the best ideclogical weapons
they have ever had--although they have evidently never taken the trouble
to figure what would happen if they ach¢eved their apparent gecal of wip-
ing out profits.

Ve in business and industry on the other hand, against this cpposi-

tion, have the job of re«educatlng people to understand whet profits are
and why they are necessary I mean the service they perform in ocur

21
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during the war. It is generally agreed that without this system industry
could never have absorbed as many war contracts as rapidly nor coudd it
have produced so much’'so fast. We do not need to be afraid of bigness of
itself but only of its abuse. And in a democracy the sbuse of bigness
brings swift retribution. . ‘

. So much for the incipient problem of bigness. We have a continuing
problem with public relations aspects in the field of labor relations, but
that is one that you can follow in the. newspapers right now. There is,
however, one other problem that I would like particularly to bring to your
attention. This is partly because it is a broad, all-encompassing problem
of which many -other problems are really a part, and oartly becauoe it con-
cerns you guite as much as 1t does us.‘:‘.- .

When you issue an order of. moblllzatlon, the presumption is that the
citizens are fit to be mobiliged., It. would be 1mposs1o¢e to have effect~
ive mobilization if they were hqt So it is with our economy. No indus-
trial mobilization would be possible if the economy were not fit. It is
a concern of our national defense as well as of our wey of.life to insure
that ths economy remains strong.

That is a major concern\with us now. We know it concerns you, too.
Our free enterprise system has been the subject of vicicus attacks in re-
cent years. If these attacks continue, we fear for its health. The oppo-
nents of the system are persuasive and glib; they magnify its acknowledged
faults, minimize its megnificent accomplishments, They are not bound by
the realities in depicting utopian slternatives. , :

We have a job to-do. It calls for the best that is in us. You are
familiar with some of the work that has zlready been done.by individual
‘companies and by groups and by assoclatlons. But the surface has barely
‘been scratched R

Representatlves of 1ndustry are now worklng w1th officers of the Armed
Forces in preparing plans that cen be put into effect in the event indus-
trial mobilization becomes necessary. I would like to close with the sug-
gestion that similer cooperation in the field of public relations be es-
-tablished and put on & con 1nu1ng ba31s as we face z new crisis.

You will recall that at the start of World War II both industry and
the Army were accused of delay. Many people couldn't understand, or pro-
fessed not to be able to understand, why we couldn't shut down our civilian
assembly line one afternoon and start up a munitions assembly line the
next morning. I believe that if we had such a committee in full function-
ing during 1942 such fantasies would never have taken root in people’s minds.

It.is wy fervent hope that we shall never have need for such = commit-
tee again. I pray that an emergency never arises. But if one should arise,

23
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MR. GARRETT: Yes. ZEach year, in addltlon to cur annual report to
+ho etnanlrhnldere. we Yaecno an amnlavecael anniial yonart. 9nm o3 mn'l ified form.
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We have not, however, gone ‘to the extreme of some of these new simplified

statements: Our form is simple, we try to make it more understandable;
but, genera]ly speaklng, 1t is patterned after the annual repert statement.

%UESTION -In the solutlon of your. publlc reLatlons prob ems have
‘you ever thought of getting your public opinion direct from the public as
~the Gallup Poll does? Mlght tbat not be a valid way of getting it?

bR, GARRETT: We are experlmentlng v1th that, and I den't know, frank-
ly, where we will end., We have one schoel of thought in Gensral Motors
that wnats to handle such polling internally, and we have in- development

now a 1i+4tle regearch staff in the emnlovee relations 3action We hove
A ANAWY L= L R S + NN ilad Wl A A -l d Midhe V“.LV-I—VJ S N WAL VLA L AN W UJ—S-LA LR ey 1104 VA

another school of -thought that: fears that the polling won't be objective
if it is done that way. Ve are experimenting with both approaches. fhen
we have a particular problem on which,we want some employee opinion, we
- may give the job to Claude Kpbinson or some other experts;in that field.

vQUESTION:' Ythen you have some labor Droblem thet is affec+ed by pub-
lic trends of thought, do you take a poll among your employecs to see how
they stand on the question, and are you. guided by their stznd on it?

MBS JﬁRﬁuTT He don't take such polls OuﬂSeLVGS; put, of course,
Gallup mékes polls, and we follow those very closely. It is not scmething
~that -you cen take a very definitive stand on, becauss the area of confus-
- ion is so lerge that you always have the feeling that, if you could cleri-
fy the elements 1nvalved you would chcnge the poll. o

We heve bofore us right now a thlrd round of requests for wege in-

- creases. Vlie ran. a public poll and it shows that something like 30 percent

of the public believes that 2 third round of wage increases should be

) grqnteq -something like a thlrd believe. it should not, -and enother third

- is confused. In other words, if you take those that do not believe that

_another round should be granted and those that don't ‘know, you:have a wide
arca there thct is in-need oP clarlflcatlon.v ' ‘

QUESTION Do you have any kind of week—to—week contact on this matter
of employees cpinion, such as a workers' committee?

MR. GARRETT: Each division hes a personnel depzrtment. Then we have
nmen in the field who ere trying all the time to sound ouf cpinion. The
difficulty is to find out reezlly what employees are thinking. That is why
we occasionally go to outside scurces. However, I don't think we do as
much in that fi=ld as we should.

QUESTION: Do you have any questions indicating that lzrge groups re-
alize the need for increased production in addition to quality of production?



