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C O N C E P T S  O F  I N D M D U A L I T Y  

14 S e p t e m b e r  1954 

C O L O N E L  BAIRD: G e n e r a l  Niblo ,  m e m b e r s  of t he  clasps: T h e  
a b i l i t y  to w e a r  two h a t s  by t he  s a m e  p e r s o n  m a y  be  c o n s i d e r e d  a s  i n -  
d e e d  a s u p e r n a t u r a l  t r a i t  in the  f i e ld  of h u m a n  e n d e a v o r  and  h u m a n  b e -  
h a v i o r .  At  l e a s t  t h i s  c l a s s i f i c a t i o n  is  i n d i v i d u a l i s t i c  and  i s  t h e r e f o r e  
r e l a t e d  to  the  s e c o n d  p h a s e  of ou r  c o u r s e  th i s  m o r n i n g  i n  e x e c u t i v e  
d e v e l o p m e n t ,  n a m e l y ,  t h e  c o n c e p t  of i n d i v i d u a l i t y .  

We a r e  h o n o r e d  t h i s  m o r n i n g  in h a v i n g  wi th  us  a t a l e n t e d ,  v e r s a -  
t i l e ,  and  c a p a b l e  m i l i t a r y  l e a d e r ,  tl~ough i ' e t i r e d ,  w h b s e  s e r v i c e s  a r e  
s t i l l  in  d e m a n d  by  the  D e p a r t m e n t  of D e f e n s e - - a  l e a d e r  in the  f i e l d  of 
e d u c a t i o n a l  p s y c h o l o g y .  

H a v i n g  had  t h e  p e r s o n a l  p l e a s u r e  of a s s o c i a t i o n  wi th  our  g u e s t  
s p e a k e r  on e d u c a t i o n a l  m a t t e r s ,  I know tha t  he  i s  v e r y  a n x i o u s  to  t a lk  
to  you on h u m a n  b e h a v i o r - - o n  how i n d i v i d u a l s  ac t  o r  r e a c t  u n d e r  d i v e r -  
gen t  c i r c u m s t a n c e s .  I c an  a s s u r e  you t h a t  h e  i s  e x c e p t i o n a l l y  Well 
q u a l i f i e d  to  s p e a k  a u t h o r i t a t i v e l y .  

It i s  t h e r e f o r e  a p l e a s u r e  f o r  m e  to i n t r o d u c e  to  t h i s  c o l l e g e  a t  
t h i s  t i m e  G e n e r a l  Don Fa i th ,  o r  P r o f e s s o r  Don Fa i t h ,  A s s o c i a t e  P r o -  
f e s s o r  of E d u c a t i o n a l  P s y c h o l o g y  at  t he  G e o r g e  W a s h i n g t o n  U n i v e r s i t y .  
G e n e r a l  Fa i th .  

G E N E R A L  FAITH:  G e n e r a l  Niblo ,  C o l o n e l  Baird, ,  and  g e n t l e m e n :  
I had  a l i t t l e  t r o u b l e  r e c o g n i z i n g  m y s e l f  when  t he  C o l o n e l  w a s  t a l k i n g  
about  m e .  If  you know h i m  a s  w e l l  a s  I do,  you won ' t  t a k e  wh~t  h e  s a i d  
too  s e r i o u s l y .  

I hope  I a m  not  g o i n g  to  d i s t u r b  you too  m u c h  if  I t e l l  you  tha t  what  
I want  to t a l k  about  t h i s  m o r n i n g  i s  n e i t h e r  v e r y  n e w  n o r  v e r y  p r o f o u n d .  
My c o n c e p t  Qf m y  t a s k  wi th  you  t o d a y  i s  not  one  of l e a d i n g  you in to  n e w  
f i e l d s .  I would  r a t h e r  r u m i n a t e  wi th  you  in  t e r m s  tha t  you  a n d  I h a v e  
b e e n  t a l k i n g  abou t  f o r  a g r e a t  m a n y  y e a r s .  M a y b e  I c a n  put  t h e m  to-- 
g e t h e r  a l i t t l e  d i f f e r e n t  f r o m  the  way in  w h i c h  you  h a v e  b e e n  putting~ 
t h e m  t o g e t h e r .  M a y b e  I c a n  t h r o w  a s l i g h t l y  d i f f e r e n t  focus  on t h e m .  
O r  m a y b e  a l l  I wi l l  be  do ing  i s  to  r e i n f o r c e  in  y o u r  m i n d s  s o m e  t h i n g s  
tha t  p o s s i b l y  you h a v e  b e e n  t h i n k i n g  f o r  a good  m a n y  y e a r s  but  h a v e  
b e e n  r e l u c t a n t  to  s a y  a loud .  I h a v e  no  i n h i b i t i o n s  a t  a l l .  
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The purpose of this talk is to make some suggestions as to ways in 
which you can get more work out of people; and, incidental to that, also 
get better work and have happier people. 

I do t h ink  I ought  to m a k e  a c o u p l e  of p o i n t s  r i g h t  a t  t h e  s t a r t .  I 
a m  not  a s o c i a l  r e f o r m e r .  L e t  m e  m a k e  it  p e r f e c t l y  c l e a r  t ha t  I a m  
one of y o u r  own k ind .  My b a c k g r o u n d  i s  j u s t  t he  s a m e  a s  y o u r s .  I do 
hope  we w i l l  ge t  a b e t t e r  w o r l d  f o r  m y  c h i l d r e n  and  g r a n d c h i l d r e n ,  bu t  
I a m  not  e n g a g e d  in tha t  t h i s  m o r n i n g .  I a m  e n g a g e d  in t he  v e r y  p r o s a i c  
b u s i n e s s  of t a l k i n g  o v e r  w i th  Fou w a y s  in  w h i c h  we c a n  ge t  m o r e  w o r k  . . . .  
d o n e .  

T h i s  t a l k  is  not  go ing  to be  a l o n g - h a i r e d  t a lk .  I do h a v e  a r i g h t ,  
I g u e s s ,  to  c a l l  m y s e l f  a p s y c h o l o g i s t ;  and  I a m  not  a b i t  a s h a p a e d  of 
i t ,  a l t h o u g h  I h a v e  known  p e o p l e  who c o n s i d e r e d  t ha t  a d i r t y  w o r d .  But  
when  I. t a l k  in  t h i s  f i e ld ,  I wan t  i t  c l e a r l y  u n d e r s t o o d  I a m  t a l k i n g  of  
p u r e l y  p r a c t i c a l  t h i n g s .  T h e  t h i n g s  we  a r e  t a l k i n g  abou t  a r e  b a s e d  on 
good t h e o r y - - t h e y  w o u l d n ' t  w o r k  o t h e r w i s e - - b u t  t h e y  a r e  a l s o  b a s e d  on 
the  s o u n d e s t  p r a c t i c e  of s o m e  v e r y  f ine  m i l i t a r y  l e a d e r s ,  p r a c t i c e s  
t ha t  a r e  in u s e  in  m a n y  of the  v e r y  l a r g e  c o r p o r a t i o n s  n o w a d a y s .  

I a m  go ing  to be  t a l k i n g  i n  an  a r e a  tha t  I l i ke  to c a l l  h u m a n  r e l a -  
t i o n s .  M a n y  books  a r e  w r i t t e n  on t h i s  s u b j e c t  n o w a d a y s  and  a l a r g e  
n u m b e r  was  w r i t t e n  p a r t i c u l a r l y  in the  p a s t  f ive  y e a r s .  M a n y  f i ne  
b o o k s  h a v e  b e e n  w r i t t e n  on t h i s  s u b j e c t ,  and  j u s t  abou t  e v e r y  one  of  
t h e s e  b o o k s  h a s  i t s  own d e f i n i t i o n  of h u m a n  r e l a t i o n s .  I s u p p o s e  t h e y  
a r e  a l l  good .  I wan t  to  g ive  you  m y  d e f i n i t i o n - - n o t  t ha t  I t h i n k  m i n e  is  
a n y  b e t t e r  t han  a n y  of the  o t h e r s  o r  any  b e t t e r  t han  the  d e f i n i t i o n  tha t  
you  h a v e  in m i n d .  I j u s t  wan t  to g ive  you  m i n e ,  so  tha t  you  a n d  I wi i l  
know the  t h i n g s  tha t  I a m  t a l k i n g  abou t  t h i s  m o r n i n g .  

F o r  o u r  p u r p o s e s  and  in t h e s e  45 m i n u t e s ,  t h e n ,  h u m a n  r e l a t i o n s  
is  an e / tea  of s t u d y  and  a c t i o n  t ha t  i s  d e v o t e d  to two  g o a l s .  T h e  f i r s t  
of t h e s e  g o a l s  i s  a c h i e v i n g  m a x i m u m  u n d e r s t a n d i n g  of why  p e o p l e  a c t  
t he  w a y  t h e y  do in  t h e i r  r e l a t i o n s  wi th  o t h e r  p e o p l e .  T h e n  the  s e c o n d  
goa l  i s  m a k i n g  the  m a x i m u m  e t h i c a l  u s e  we  c a n  out  of t ha t  u n d e r s t a n d -  
ing  o n c e  we h a v e  r e c e i v e d  i t .  T h a t  i s  wha t  you  and  I a r e  g o i n g . t o  be  
t a l k i n g  about..  

I have studiously avoided talking about leaders.hip; not that I feel 
that leadership is a bad thing to talk about. But the things I want to 
talk about this morning--and I have experimented with them a lot--work 
just as well whether you are the big black dog or one of the boys onthe low 
end of the totem pole. I am going to talk about playing on the team. 



T h e r e  a r e  two e x t r e m e s  in the  p h i l o s o p h y  of h a n d l i n g  p e o p l e .  One 
of t h e s e  i s ,  qu i t e  u n f a i r l y  and  qu i t e  w r o n g l y ,  r e f e r r e d  to  a s  the  t r a d i -  
t i o n a l  m i l i t a r y  e x t r e m e .  The  o t h e r  one  i s  b e i n g  a d v o c a t e d  m o r e  a n d  
m o r e  n o w a d a y s  b y  s o m e w h a t  r a d i c a l  s o c i a l  r e f o r m e r s .  

T h e  s o ,  c a l l e d  t r a d i t i o n a l  m i l i t a r y  e x t r e m e  w o r k s  f u n d a m e n t a l l y  on 
a p h i l o s o p h y  of f e a r  m o t i v a t i o n .  It  s t a r t s  out  w i t h  t h e  t h e s i s  t h a t  p e o p l e  
a r e  no  d - - -  good.  I t  e n u n c i a t e s  t ha t  i f  you  g ive  t h e m  a n  i nch ,  t h e y  w i l l  
t a k e  a m i l e .  I t  o p e r a t e s  on the  p h i l o s o p h y  of " C a t c h  t h e m  young ,  t r e a t  
t h e m  r o u g h ,  and  t e l l  t h e m  no th ing .  You w i l l  do i t  b e c a u s e  I t e l l  you  to  
do it~ T~ 

T h i s  s y s t e m  w o r k s .  L e t  t h e r e  be  no  q u e s t i o n  abou t  i t - - a n  awfu l  
lo t  of w o r k  c a n  be  done  t h a t  way.  T h e  Pyram~cI~ w e r e  bu i l t  t ha t  way .  
I v e n t u r e  to  s a y  tha t  the  r e m a i n d e r  of t he  Seven  W o n d e r s  of the  W o r l d  
w e r e  bu i l t  in  e x a c t l y  t ha t  s a m e  w'ay. J u s t  abou t  a l l  the  w o r t h w h i l e  w o r k  
in  a l l  t h e  c o u n t r i e s  of t he  w o r l d  up u n t i l  abou t  75 y e a r s  ago  was  done  by  
m a k i n g  p e o p l e  a f r a i d  no t  to do it; m o r e o v e r ,  i t  h a s  m a n y  a d v a n t a g e s .  
You don~t h a v e  to be  v e r y  s m a r t  to  do i t .  A l l  you h a v e  to do i s  be s t rong~  
be  f i r m .  You dont t  h a v e  to be  p a r t i c u l a r l y  i n t e l l i g e n t .  

The  o t h e r  e x t r e m e  i s  one  t ha t  p e o p l e  l i k e  you  and  ~ne a r e  m o r e  
l i k e l y  to  r u n  in to  in  ou r  t r a v e l s  a c r o s s  t he  c o u n t r y - - y o u r  c h i l d r e n  ge t  
i n to  a s c h o o l  wh ich  c a l l s  i t s e l f  a s c h o o l  o p e r a t e d  by  p r o g r e s s i v e  e d u c a -  
t ion .  And  l e t  m e  m a k e  i t  c l e a r  t ha t  I b e l i e v e  v e r y  d e e p l y  in  p r o g r e s -  
s i v e  e d u c a t i o n .  But  I do no t  b e l i e v e  in  t h e  e x t r e m e  v a r i e t y  of p r o g r e s -  
s i v e  e d u c a t i o n  t ha t  s a y s  ff  y o u r  l i t t l e  J o h n n y  o r  m y  l i t t l e  J e n n y  w a n t s  
to  p l a y  on the  s a n d t a b l e  t he  w h o l e  f i r s t  y e a r  a t  s c h o o l ,  we m u s t  l e t  
t h e m  s t a y  a t  the  s a n d t a b l e  l e s t  we r u i n  t h e i r  u n f o l d i n g  egos .  O r ,  f f  a 
c h i l d  w a n t s  to  f i n g e r - p a i n t  the  who le  y e a r - - a n d  I b e l i e v e  in  f i n g e r - p a i n t -  
i n g - - w e  m u s t  l e t  h i m  f i n g e r - p a i n t  the  whole  y e a r  l e s t  we s p o i l  h i s  p e r -  
s o n a l i t y .  I don t t  know wha t  you  a r e  t h i n k i n g  abou t  t h a t  s y s t e m ,  but  I 
t h i n k  i t  m a k e s  a ~unc~h of l i t t l e  s t i n k e r s .  

Now, m y  t h e s i s  w i th  you  t h i s  m o r n i n g  i s  t h a t  t h e r e  i s  a m i d d l e  
g round  b e t w e e n  the  s o - c a l l e d  t r a d i t i o n a l  m i l i t a r y  a p p r o a c h  a n d  t h e  
s o c i a l  r e f o r m e r  e x t r e m e .  In t h i s  m i d d l e  g r o u n d ,  i f  you  and  I p r a c t i c e  
i t - - a n d  you  a n d  I h a v e  b e e n  p r a c t i c i n g  i t  f o r  a good m a n y  y e a r s - - w e  do 
ge t  m o r e  w o r k  done ,  we ge t  b e t t e r  w o r k  done ,  and  we h a v e  m u c h  h a p -  
p i e r  p e o p l e  on the  t e a m  wh i l e  i t  i s  b e i n g  done .  

T h i s  i s  the~ th ing  t h a t  I l i k e  to  r e f e r  to a s  the  m o d e r n  c o n c e p t  of 
h u m a n  r e l a t i o n s .  And I would  l i k e  to s u b m i t  to y o u  a t  t h i s  t i m e  tha t  



ff you and I are going to do a good job playing in this middle area of 
handling people, we are going to have to accept four rather fundamen- 
tal principles. I want to tell you what these princlples are; then I ~ want 
to spend the rest of my t~me discussing these four principles: 

Number one.--People differ, each one from each of the others. 
And then I think it follows that ff this is so, it means that you and I 
have to treat each one of them differently from the way we treat all the 

others. 

Number two.--You can get more work out of people by helping them 

feel important than you can by making them feel afraid. 

Number th ree. - -The actions of all people .originate more often as 
a result of habit, training, desire, or emotion--or for some other rea- 
son rather than a logical reason. I say most of the things that you and 
I do originate from some nonlogical rather than logical reason. 

Of c o u r s e ,  ff t h i s  i s  t r u e ,  i t  i s  t e r r i b l y  i m p o r t a n t .  I t  m e a n s  t ha t  
you  and  I c a n ' t  j u s t  p r o v i d e  l o g i c a l  s o l u t i o n s  to  s i t u a t i o n s .  If  t h e  s i t u a -  
t i o n s  a r e  e m o t i o n a l  s i t u a t i o n s ,  w e  h a v e  to  t a k e  t h a t  in to  a c c o u n t .  

Number four.--We have to llke people before we can do a worth- 

while job of playing on a human team. 

T h e s e  a r e  m y  f o u r  f u n d a m e n t a l s .  Wi th  y o u r  p e r m i s s i o n ,  I a m  go-  
ing  to  s p e n d  t h e  r e s t  of m y  t i m e  t a l k i n g  abou t  t h e m .  

Number one--and the one which I think Colonel Price hopes I will 
spend most of my time on, because it is the one that fits in most nearly 
with my assigned topic--is that people are different from each other. 
I suppose anybody in this psychology racket which I practice would say 
that every man is the result of some sort of combination between his 
heredity and his environment. If you go any further, you get into a 
row; some think that heredity is more important, while others think 
that environment is more ~mportant. I have my own opinion on the 
matter, but I don't think it is material to the issues before us this morn- 

ing. 

N o t  a l l  p e o p l e  h a v e  the  s a m e  h e r e d i t y .  T w o  b r o t h e r s  do no t  h a v e  
i d e n t i c a l  h e r e d i t y .  On ly  i d e n t i c a l  t w i n s  h a v e  the  s a m e  h e r e d i t y .  A n d  
no  two p e o p l e  in t h i s  w o r l d  h a v e  t h e  s a m e  e n v i r o n m e n t .  I t h i n k  it f o l -  
l o w s  f u n d a m e n t a l l y  t ha t  no  two  p e o p l e  a r e  p r e c i s e l y  a l i k e .  
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L e t  us go a l i t t l e  b i t  in to  how p e o p l e  a r e  d i f f e r e n t .  Ar~y s c h o o l b o y ,  
any  l a y m a n ,  wi l l  a g r e e  r i g h t  n o w t h a t  s o m e  p e o p l e  a r e  ta l I  and  s o m e  a r e  
s h o r t ;  and  tha t  t h e r e  a r e  a d v a n t a g e s  and d i s a d v a n t a g e s  in e a c h / o f  t h e s e  
p h y s i c a l  b u i l d s .  B e i n g  t a l l  i s  v e r y  c o n v e n i e n t  f o r  p e o p l e  who want  to be  
b a s k e t b a l l  c e n t e r s .  We h a v e  l e a r n e d  long  ago ,  a g a i n  in the  a r e a  of p h y s -  
i c a l  'build,  tha t  s o m e  m e n  a r e  b u r l y  and  s t r o n g ,  wh i l e  o t h e r s  a r e  wi ry ;  
and  we h a v e  found tha t  t h e r e  a r e  a d v a n t a g e s  in e a c h  of t h o s e  p h y s i c a l  
b u i l d s .  I s u p p o s e  a l m o s t  e v e r y b o d y  in t h e  U n i t e d  S ta tes ,  s i n c e  W o r l d  
W a r  I, i s  f a m i l i a r  wi th  the  f a c t  tha t  a l l  of us  v a r y ,  e a c h  f r o m  the  o t h e r ,  
w i th  r e g a r d  to  i n t e l l i g e n c e .  D u r i n g  W o r l d  W a r  I we g a v e  i n t e l l i g e n c e  
t e s t s  to  m a n y  m i l l i o n s  of p e o p l e .  

In W o r l d  War  I d i f f e r e n t  i n t e l l i g e n c e  t e s t s  w e r e  g i v e n  to s o m e t h i n g  
l i k e  10 m i l l i o n  p e o p l e .  You a r e  a l l  f a m i l i a r  wi th  t h e m .  E a c h  one  of 
t h o s e  m e n  wen t  b a c k  h o m e  and  m o s t  of t h e m  t a lked  to  10 o r  20 o t h e r s  
abou t  what  h a p p e n e d  to  t h e m .  So our  who le  popu la t i on  k n o w s  s o m e t h i n g  
abou t  h ~ t e l l i g e n c e .  We h a v e  a l l  l ong  s i n c e  r e c o g n i z e d  the  fac t  tha t  you  
do n o t  t r e a t  the  b r i l l i a n t  m e n  and  the  s t up id  o n e s  in p r e c i s e l y  t h e  s a m e  
way.  

But  I want  to go a l i t t l e  f u r t h e r  than  tha t .  At  l e a s t  l e t  m e  s u g g e s t  
to  you  tha t  t h e r e  a r e  m a n y  o t h e r  a r e a s  in  which  we d i f f e r  e a c h  f r o m  
th e  o t h e r - - t a k e  s e n s i t i v i t y .  

You r e m e m b e r  that  old boy  who u s e d  to  w o r k  f o r  you,  who had  an 
e l e p h a n t  h i d e  ? You p r a c t i c a l l y  had  to  k n o c k  h i m  down to  ge t  i t  in to  h i s  
h e a d  tha t  he  was  not  b e h a v i n g  the  way  you wan ted  h i m  to. T h e n  you 
r e m e m b e r  tha t  s w e e t  l i t t l e  g i r l  who c a m e  to w o r k  as  y o u r  s e c r e t a r y ,  
who c r i e d  ff you  s u g g e s t e d  tha t  a c o m m a  would  look  a l i t t l e  b i t  b e t t e r  
than  the  s e m i c o l o n  s h e  had  put  in.  A r e  you  go ing  to t r e a t  M r .  E l e p h a n t  
H i d e  and  the  l i t t l e  s t e n o g r a p h e r  the  s a m e  way.? I d o n ' t  t h ink  so .  

L e t  us  t a k e  a n o t h e r  c a s e - - t h e  w i l l i n g n e s s  to  a c c e p t  r e s p o n s i b i l i t y .  
I l i ke  to  r e c a l l  to  you t h i n g s  out of y o u r  own e x p e r i e n c e ,  b e c a u s e  t h e s e  
a r e  t h i n g s  out of y o u r  own e x p e r i e n c e .  Do you r e m e m b e r  the  lad  who 
s a t  b a c k  of y o u r  d e s k  as  y o u r  d e p u t y  o r  e x e c u t i v e  o f f i c e r ,  who was  Mr .  
E f f i c i e n c y  r i g h t  f r o m  the  m i n u t e  he  c a m e  i n ?  He a s k e d  you q u e s t i o n s  
about  t h i s  and  tha t .  You though t  h e  was  j u s t  t he  th ing ,  un t i l  a l l  of a 
s u d d e n  you woke  up one  m o r n i n g  and  d i s c o v e r e d  tha t  h e  was  s t e a l i n g  
the  f l o o r  r i g h t  out  f r o m  u n d e r  y o u r  d e s k .  Mr .  E m p i r e  B u i l d e r .  Do 
you  k n o w  tha t  l a d d i e ?  Donl t  t e l l  m e  you  donTt. 
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A n d  t h e n  do you r e m e m b e r  M r .  S p i n e l e s s  ? He  i s  t he  one  who, w h e n  
you gave  h i m  a job  to .do ,  wou ld  ju s t  ge t  out  the  doo r ,  and  t h e n  t u r n  
a r o u n d  and  c o m e  b a c k  in and  say: " C o l o n e l ,  I a m  no t  c e r t a i n  abou t  t h i s .  
You s a y  you Want m e  to do s o - a n d - s o ? "  "Why,  y e s .  T h a t  i s  ~what I 
want  you to  d o . "  About  f ive  m i n u t e s  l a t e r  he  would  c o m e  back~ and  say:. 
"I  h a v e  b e e n  t h i n k i n g  about  t h e s e  t h i n g s .  How would  you l i k e  m e  to  do 
s o - a n d - s o ? "  The  chap  wi thout  any  b a c k b o n e .  

A r e  you go ing  to t r e a t  t he  e m p i r e  b u i l d e r  and  Mr .  S p i n e l e s s  t h e  
s a m e  way?  Aga in  I s ay  we would  be  v e r y  s tup id  ff we did .  

One  m o r e  e x a m p l e - - t h e  a m o u n t  of e n e r g y  tha t  p e o p l e  h a v e  v a r i e s .  
Do you r e m e m b e r  t he  h u m a n  d y n a m o  who u~ed  to workJwi th  y o u ?  He  
would  go out with you on an  i n s p e c t i o n  t o u r .  He  would  do a l l  t h e  w o r k  
and  you would  j u s t  be  go ing  a long .  By the  t i m e  ~a few h o u r s  had  gone ,  
he  would  h a v e  you a l l  t i r e d  out,  wh i l e  he  would  be  c a r r y i n g  on j u s t  
b e au t i f u l l y .  T h e n  do you r e m e m b e r  M r .  D r a g ?  He  d r a g s  to  w o r k  in  
the  m o r n i n g ,  d r a g s  t h r o u g h  the  day,  t h e n  d r a g s  h o m e  at  n i g h t .  A r e  you  
go ing  to t r e a t  a l l  t h o s e  p e o p l e  the  s a m e  ? 

So a l l  I can  s ay  to  you  i s  tha t ,  a s  r e g a r d s  p o s s i b l y  50 a n d  p o s s i b l y  
as  m a n y  as  100 d i f f e r e n t  t r a i t s ,  t h e  p e o p l e  on t he  t e a m s  tha t  you  and  I 
a r e  w o r k i n g  on v a r y .  T h e y  d o n ' t  j u s t  v a r y  on a y e s - o r - n o  b a s i s .  T h e y  
v a r y  f r o m  Mr .  Drag ,  who d r a g s  a l l  t h e  t ime°  t o  t he  f e l l o w  who h a s  a 
l i t t l e  m o r e  s p e e d ,  to  the  one  who i s  about  n o r m a l ,  and  on up to  M r .  
D y n a m o .  And  you and  I a r e  go ing  to  pu t  the  b r a k e  on Mr .  D y n a m o  and 

t r y  to r i g  an  a c c e l e r a t o r  on M r .  D r a g .  

I s u p p o s e  a l l  of you a r e  a g r e e i n g  wi th  m e  thus  f a r ,  but  t h i s  i s  j u s t  
about  t he  t i m e  when  you  c o m e  in to  the  " y e s "  p h a s e ,  w h e r e  you say:  
" Y e s ;  tha t  i s  a l l  v e r y  f ine;  but  w h e r e  d o e s  i t  ge t  u s ? "  H e r e ,  1 th ink ,  
i s  w h e r e  it  g e t s  you: I a m  t a l k i n g  now m o r e  about  the  j obs  you w e r e  do -  
ing  b e f o r e  you  c a m e  to t h i s  c o l l e g e  and  the  jobs  you wi l l  be  d o i n g  a f t e r  

you g r a d u a t e .  

E a c h  of you is  a m e m b e r  of a t e a m .  On tha t  t e a m  t h e r e  i s  c e r t a i n l y  
the  b o s s .  T h e r e  a r e  p r o b a b l y  3 o r  4 c o l l e a g u e s .  T h e r e  a r e  p r o b a b l y  
6, 7, or  8 - - I  hope  no t  10, 12, o r  15 s u b o r d i n a t e s .  T h e s e  a r e  the  p e o p l e  
w i th  w h o m  you d e a l  day  in  and  day  out,  t he  p e o p l e  t o g e t h e r  wi th  w h o m  

you  ge t  t h i n g s  done .  

I would  s u g g e s t  tha t  a s  s o o n  a s  you f ind  y o u r s e l v e s  b a c k  on a t e a m ,  
you  m a k e  a s t u d y  of t he  p e r s o n a l i t y  of e a c h  one  of t h e s e  p e o p l e  a p r i -  
m a r y  p r o j e c t .  F i n d  out how t h e y  r e a c t .  F i n d  out w h e t h e r  t h i s  p a r t i c u l a r  
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p e r s o n  i s  t he  k ind  who r e a c t s  w e l l , t o  p r a i s e  o r  g e t s  a s w e l l e d  h e a d .  
Is  t h i s  t he  p a r t i c u l a r  k ind  of p e r s o n  who abou t  o n c e  e v e r y  t h r e e  m o n t h s  
h a s  to  h a v e  a k i c k  a p p l i e d  in a p r o p e r l y  s e l e c t e d  p l a c e ?  Study what  
k ind  of s t i m u l u s  i~ go ing  to w o r k  b e s t  wi th  e a c h  one  of t h e s e  p e o p l e .  
And t h e n  a p p l y  i t .  

It i s  now t i m e  to t a l k  a g a i n  abou t  p r i n c i p l e  n u m b e r  two,  w h i c h  i s  
, t o  the  e f f e c t  tha t  you can  ge t  m o r e  work  out of  p e o p l e  by h e l p i n g  t h e m  
to f e e l  i m p o r t a n t  t han  by  m a k i n g  t h e m  f e e l  a f r a i d .  Of c o u r s e ,  t h i s  is  
h e r e s y  f r o m  the  h i s t o r i c a l  poin t  o~ v i e w .  We b e l i e v e d  m o s t  s i n c e r e l y  
un t i l  abou t  50 y e a r s  ago  t h a t  t h e  or~ly way  we had  of  g e t t i n g  w o r k  done  
was  to  m a k e  p e o p l e  f e e l  a f r a i d .  The  H a w t h o r n e  S tud ie s  in 1927 b r o k e  
s o m e  g r o u n d  on th i s  n e w  t h e o r y .  We h a v e  b e e n  g e t t i n g  p l a c e s  e v e r  
s i n c e .  

It  s e e m s  to  m e  t h e r e  a r e  p r o b a b l y  a t  l e a s t  two r e a s o n s  why th i s  
p h i l o s o p h y  of h e l p i n g  p e o p l e  f e e l  m o r e  i m p o r t a n t  r a t e s  the  p l a c e  i t  d o e s  
in any  d i s c u s s i o n  of h u m a n  r e l a t i o h s .  T h e  f i r s t  i s  th i s  c u l t u r a l  a i l m e n t  
tha t  p e o p l e  have ,  tha t  i s  v e r y  c o m m o n l y ,  t hough  r a t h e r  i m p r o p e r l y  fie- 
f e r r e d  to as  ~n i n f e r i o r i t y  c o m p l e x .  

I a m  not  go ing  to  t r y  t h i s  e x p e r i m e n t  on you,  b e c a u s e  it  m i g h t  e m -  
b a r r a s s  you s o m e w h a t .  But  I wan t  to  s a y  tha t  I lmve  t r i e d  th i s  m a n y ,  
m a n y  t i m e s ;  and  I do know what  the  r e s u l t  wou ld  be .  I a m  go ing  to t e l l  
you what  the  e x p e r i m e n t  i s .  T h e n  I a m  go ing  to t e l l  you  what  t he  r e s u l t  
would  be .  I 

If  I w e r e  to  a s k  you  ff d u r i n g  the  p a s t  year~ no t  j u s t  o n c e  o r  tw ice ,  
no t  e v e n  t h r e e  t i m e s ,  but  h a l f  a d o z e n  t i m e s ,  o r  m a y b e  m o r e  t i m e s  
t h a n  that ,  p e r h a p s  in the  m i d d l e  ~ t h e  n igh t ,  p e r h a p s  in  t he  e a r l y  m o r n -  
ing  a f t e r  a b a d  e v e n i n g ,  o r  p e r h a p s  j u s t  in  t h e  c o u r s e  of t he  day,- t h i s  
f e e l i n g  c a m e  o v e r  you: "Look ,  Jo~.  You a r e  no t  v e r y  m u c h  of a m u c h -  
n e s s .  You h a v e  b e e n  f o o l i n g  p e o p l e  a good,  long  t i m e .  P e o p l e  t h ink  
you a r e  a p r e t t y  f ine  p e r s o n ,  You! h a v e  a r e p u t a ~ o n  fo r  g e t t i n g  t h i n g s  
d o n e  a l l  r igh t ;  but i f  p e o p l e  r e a l l y  k n e w  wha t  k ind  of a b o z o  you a r e ,  
t h i n g s  w o u l d n ' t  be  so  n i c e  f o r  you.!"  Do you  know the  t h i n g  I a m  t a l k i n g  
a b o u t ?  DonVt t e l l  m e  you donWt. If  I w e r e  to  a s k  you tha t  ques t ion :  
" D o e s  tha t  t h ing  k i c k  you m a y b e  four ,  s ix ,  e i g h t  t i m e s  a y e a r ?  w. ff I 
w e r e  to  a s k  fo r  a s h o w i n g  of  h a n d s ,  do you  k n o w  what  I wou ld  ge t  ? 
About  90 p e r c e n t  would  l~old up y o u r  hands ;  and ,  ff you  wi l l  p e r m i t  m e ,  
the  o t h e r  10 p e r c e n t  wou ld  b e  f a l s i f y i n g .  

T h i s  b u s i n e s s  of f e e l i n g s  of i n f e r i o r i t y  i s  j u s t  a s  c o m m o n  as  a bad  
cold .  A l l  of u s  h a v e  t h e m .  I a m  no t  a b i t  ~ s h a m e d  to  a d m i t  t h e y  c o m e  
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o v e r  m e .  I h a v e  found out  t ha t  i t  h a p p e n s  to  e v e r y b o d y .  T h e y  a r e  not  
too  s e r i o u s  a s  long  a s  w e  d o n ' t  l e t  t h e m  ge t  to  .the po in t  w h e r e  we  l e t  
t h e m  c o n t r o l  us ,  o r  to the  po in t  w h e r e  we  ge t  to d o w n g r a d i n g  o u r s e l v e s  
aloud..  I f  you  t e l l  p e o p l e  you  a r e  a n o - g o o d  s o - a n d - s o ,  s o m e  of t h e m  
a r e  go ing  to b e l i e v e  you .  H o w e v e r ,  i t  d o e s  m e a n  tha t  p e o p l e  n e e d  to  be 
h e l p e d  to  f e e l  i m p o r t a n t .  E v e n  p e o p l e  l i ke  you  a n d  m e  n e e d  to b e  h e l p e d  
out  t ha t  way .  

T h e r e  i s  one  o t h e r  t h i n g - - h a v e  you  e v e r  gone  o v e r  y o u r  c h e c k b o o k  
in r e c e n t  y e a r s  to f ind  out w h e r e  y o u r  m o n e y  g o e s  ? I k n o w  t h a t  the  p r i c e  
of c o f f e e  h a s  gone  up,  a n d m o s t  of us  e a t  m o r e  h a m b u r g e r s  and  l e s s  
b e e f s t e a k  t han  we u s e d  to.  But  i f  you  t a k e  a c a r e f u l  c h e c k ,  you  wi l l  f ind  
tha t  an  awfu l  lot  of y o u r  m o n e y  g o e s ,  one  way  o r  a n o t h e r ,  in to  h e l p i n g  
y o u  l ook  m o r e  i m p o r t a n t  t han  the  f e l l o w  n e x t  d o o r .  I t  g o e s  m a y b e  in to  
a b i g g e r  h o u s e ,  o r  one  m o r e  n e w l y  p a i n t e d ,  in to  a l a r g e r  a u t o m o b i l e ,  
o r  a b e t t e r - l o o k i n g  wife .  If  you  th ink  I a m  f o o l i n g  abou t  t ha t  " b e t t e r -  
l o o k i n g  wife ,  " j u s t  l ook  a t  how m u c h  of y o u r  m o n e y  g o e s  to b e a u t y  p a r -  
l o r s  t h e s e  d a y s .  You m i g h t  be  s u r p r i s e d .  

T h i s  i s  wha t  I a m  t r y i n g  to say:  In t he  c u l t u r e  tha t  you  and  I l i ve  
in t oday ,  the  a b s o l u t e  n e c e s s i t i e s  of l i fe  c o m e  p r e t t y  e a s i l y .  And  i t  i s  
a p r e t t y  w e l l - e s t a b l i s h e d  ~act  tha t  when  the  a n i m a l  n e e d s  a r e  m e t ,  t h e n  
we c o m e  in  f o r  the  s o c i a l  n e e d s - - t h e  p r e s t i g e  n e e d s - - w h i c h  m e a n s  t ha t  
p e o p l e  a r e  s u c k e r s  f o r  t h i s  b u s i n e s s  of f e e l i n g  i m p o r t a n t .  

How do you  go abou t  h e l p i n g  p e o p l e  f e e l  i m p o r t a n t ?  P r a i s e  t h e m ?  
Y e s ,  w i t h i n  l i m i t s ;  but  not  too  of ten .  C e r t a i n l y  not  if t h e y  d o n ' t  d e s e r v e  
i t - - u n d e s e r v e d  p r a i s e  is  l i k e  s t a l e  b e e r ;  i t  i s  p r e t t y  f l a t .  E v e r y b o d y  
k n o w s  w h a t  i s  go ing  on. 

S o m e  o t h e r  w a y s - - r e c o g n i t i o n ,  p a r t i c i p a t i o n ,  a s k  h i s  a d v i c e  and  

t a k e  i t .  

I l i ke ,  when  I a m  t a l k i n g  in t h i s  f i e l d ,  to  h a v e  j u s t  a l i t t l e  fun t e l l -  
ing  m y  f o r m u l a  f o r  t u r n i n g  an  a c q u a i n t a n c e  in to  a f r i e n d .  You a r e  
c l o s e  to  b e ~ n n i n g  a s c h o o l  y e a r  down h e r e .  You h a v e  r u n  in to  two  o r  
t h r e e  p e o p l e  tha t  y o u  s o r t  of l i ke  t h e  l ooks  of. You would  l ike.  to t u r n  
t h e m  in to  f r i e n d s .  How do you  s e t  abou t  i t ?  

I nv i t e  h i m  'and h i s  w i fe  o u t  to  y o u r  h o u s e  f o r  d i n n e r ,  o r  f o r  c o c k -  
t a i l s  on Sunday  iafternoon~? T a k e  h i m  to t h e  N a t i o n a l  o r  to  O l n e y  f o r  a 
good  s h o w  on F r i d a y  o r  S a t u r d a y  n i g h t ?  I n v i t e  h i m  in to  y o u r  c a r  poo l?  
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Oh, no.  U h - u h .  No, s i r .  Get  h i m  to i n v i t e  you and  y o u r  wife  out to  
d i n n e r .  A s k  h i m  if  he  can ge t  you in to  h i s  c a r  pool .  W h y ?  You a r e  
h e l p i n g  h i m  f e e l  i m p o r t a n t .  

Do you th ink  tha t  i s  s i l l y ?  I h a v e  two a n s w e r s .  T h e  f i r s t  is :  T r y  
i t  out .  The  s e c o n d  i s  th is :  Go b a c k  in to  y o u r  e x p e r i e n c e .  T a k e  two 
p e o p l e .  T a k e  s o m e o n e  s e n i o r  to  you,  who h a s  b e e n  a c o n s i d e r a b l e  
a m o u n t  of h e l p  to  you,  b e e n  y o u r  p a t r o n .  Now p i c k  out s o m e o n e  j u n i o r  
to you  w h o m  you h a v e  h e l p e d  out and  fo r  w h o m  you h a v e  a c t e d  as  p a t r o n .  
Now, e x a m i n e  y o u r  sou l  d e e p l y .  Which  one  of the  two do you l i k e  the  
b e t t e r  ? The  guy you h a v e  h e l p e d ,  not  t he  guy  who h a s  h e l p e d  you.  M a y -  
be i t  s h o u l d n ' t  be  tha t  way,  but  tha t  i s  the  way  i t  w o r k s .  

So le t  us  h e l p  p e o p l e  f e e l  i m p o r t a n t .  

I h a v e  gone  about  a s  f a r  as  I can  g o w i t h o u t  f a c i n g  up to t he  e t h i c a l  
i s s u e .  I h a v e  b e e n  t e l l i n g  you  to  b u t t e r  p e o p l e  up. How m u c h  b u t t e r i n g  
ca n  you  do b e f o r e  the  b u t t e r  t u r n s  r a n c i d ?  How m u c h  of th i s  k ind  o f  
b u s i n e s s  can  you do and s t i l l  r e t a i n  y o u r  own s e l f - r e s p e c t ?  I d o n ' t  know.  
I f e e l  c e r t a i n  t h i s  i s  an  i n d i v i d u a l  p r o b l e m .  I can  t e l l  you  what  i s  t r u e  
fo r  m e .  I can  s a y a l o t o f t h i s  as l o n g a s  I m e a n i t ,  b u t I c a n ' t  do m u c h  
i f  I c a n ' t  s i n c e r e l y  s a y  i t .  

I c o n s i s t e n t l y  go out  of m y  way to s a y  p l e a s a n t  t h i n g s  to  peop l e ,  to  
i n v i t e  t h e m  in  to  p a r t i c i p a t e ,  to s a l v e  t h e i r  ego,  i f  you  want  to  put i t  
tha t  way.  I do a g r e a t  d e a l  of tha t .  But  I n e v e r  do it  i f  I d o n ' t  m e a n  i t .  

I t h ink  t h e r e  i s  an  e t h i c a l  r e a s o n  fo r  tha t .  I c o u l d n ' t  l i v e  with m y -  
s e l f  ff I d id  a n y t h i n g  e l s e ,  and  I h a v e  to l i ve  wi th  m y s e ] $  a l l  t h e  t i m e .  
I h a v e  to l i v e  w i th  o t h e r  p e o p l e  on ly  f r o m  t i m e  to t i m e .  

So e a c h  one  h a s  to  f i g u r e  out f o r  h i m s e l f  how f a r  he  can  go.  F r a n k -  
ly,  I d o n ' t  t h ink  you can  ge t  by v e r y  long  wi th  b u t t e r i n g  up p e o p l e  i f  you  
a r e  not  s i n c e r e  abou t  i t .  With  the  guy down be low,  you c a n ' t  ge t  by fo r  
e v e n  15 m i n u t e s  wi th  i t .  He  knows  about  i t .  Wi th  the  b o s s  you c a n  ge t  
by fo r  q u i t e  a wh i l e .  I h a v e  b e e n  a m a z e d  a l l  m y  l i fe  a t  t h e  s u s c e p t i b i l -  
i t y  of b o s s  m e n  to  f l a t t e r y .  But  e v e n  t h e y  c a t c h  up wi th  you in  t i m e ,  
and  t h e n  i t  d o e s n ' t  pay  off. 

B e f o r e  I l e a v e  th i s  s a y i n g  tha t  you ge t  m o r e  w o r k  by  h e l p i n g  p e o p l e  
f e e l  i m p o r t a n t  t h a n  you do  by h e l p i n g  m a k e  t h e m  f e e l  a f r a i d ,  I h a v e  to 
t a k e  up j u s t  one  s l i g h t  e x c e p t i o n .  It h a s  b e e n  m y  e x p e r i e n c e  tha t  in  
m o s t  g r o u p s  the  p r e s t i g e  m o t i v a t i o n ,  tha t  i s  h e l p i n g  p e o p l e  f e e l  i m p o r -  
tan t ,  a c h i e v e s  r e s u l t s  wi th  a l l  but  a f ew  of t h o s e  wi th  w h o m  I h a v e  dea l t .  
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It  m a y  b e  a s  low a s  2 p e r c e n t  in  s o m e  g r o u p s .  In  o t h e r s  i t  m a y  go up 
a s  h i g h  a s  5 p e r c e n t .  

It  would  be  v e r y  s i l l y  f o r  m e  to  s t a n d  h e r e  and  t a l k  abou t  i d e a l i s m  
to  t h e  po in t  w h e r e  you though t  I w a s n ' t  t e l l i n g  the  t r u t h .  My p r a c t i c e  
in  t h e  pa s t ,  w h e n  I r a n  in to  the  l a d d i e  who c o u l d  not  be  h a n d l e d  by b e i n g  
m a d e  i m p o r t a n t ,  was  to r e v e r t  r i g h t  b a c k  to  t he  o ld  f e a r  m o t i v e .  I 
m a d e  b l m  w i s h  he  had .  

Maybe that is not right. I suspect that probably a great deal of it 
is due to the fact that I am just not smart~ enough to take care of the last 
2 percent. Or maybe they have been conditioned from past experience 
to the point where it is hard to unlock the door. But I thought I had to 
say thatj because I would rather level off with you. I think it is a very 
smali group. Well over 9 men out of 10 can be influenced to play on 
the team with the prestige motivation. There are very few who cannot. 

Now let us go to principle number three. An awful lot of human 
behavior, particularly what people call social human behavior--that is, 
human behavior where more than one human being is involved--stems 
out of habit, training--particularly trainlng--emotion, desire, the way 
we see the world, and areas like that, for other than logical reasons. 

Many of the things we do in this world arise from other than logical 
reasons. I know of a strike that occurred in a mine out West because 
there wasketchup on the for eJ~aan's table and there wasn't any ketchup 
on the miners' table. It took the management quite a while to find out 

what was really wrong. 

My po in t  i s  th is :  If  we a r e  go ing  to  h a n d l e  h u m a n  b e i n g s ,  w h e n  t he  
b e h a v i o r  of s o m e  m a n  i s  not  t he  s a t i s f a c t o r y  k ind  of b e h a v i o r ,  you  and  
I c a n ' t  b e  s a t i s f i e d  wi th  j u s t s e e i n g  what  h e  d o e s ,  We h a v e  to ~ig  in to  

why he  d o e s  it .  

T h a t  b r i n g s  m e  to  n u m b e r  fou r .  T h i s  i s n ' t  in  f o u r t h  p l a c e  b e c a u s e  
I t h i n k  i t  i s  t he  l e a s t  i m p o r t a n t .  I t h ink  i t  i s  v i t a l l y  i m p o r t a n t .  You  
c a n ' t  p i ay  on the  h u m a n  t e a m  if  you  d o n ' t  l l k e  p e o p l e .  T h e r e  was  a 
t4me when  t he  s o c i a l  p s y c h o l o g i s t s  b e l i e v e d  y o u  cou ld  d i v i d e  p e o p l e  i n -  
to  t h r e e  g r o u p s - - t h o s e  tha t  l ik~ p e o p l e ,  t h o s e  tha t  l i k e  t h ings ,  and  t h o s e  
tha t  Like i d e a s .  T h a t  d i d n ' t  ho ld  up. I a m  s u r e  you can  u n d e r s t a n d  why 
it  d i d n ' t .  B e c a u s e  a l i  o f  us  l i k e  a l l  t h r e e ,  to  a g r e a t e r  o r  l e s s  e x t e n t .  
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I t h ink  i t  i s  s t i l l  p r a c t i c a l l y  t r u e  tha t  h e r e  and  t h e r e  we f ind  p e o p l e  
who  put the  g r e a t e s t  f ocus  on i d e a s .  T h o s e  a r e  the  i v o r y  t o w e r  b o y s .  
T h e n  we f ind  p e o p l e  who put  the  g r e a t e s t  f o c u s  on t h i n g s .  T h e y  a r e  the  
p e o p l e  who h a v e  d o n e  a g r e a t  d e a l  in the  way of the  e s s e n t i a l  e n g i n e e r -  
i n ,  in  t he  w o r l d .  T h e n  t h e r e  a r e  the  c o m m o n  f o l k s  l~'Lke you and  m e ,  
who l i ke  p e o p l e .  L e t  m e  m a k e  i t  p l a in  I a m  not  s u g g e s t i n g  tha t  t he  f ac t  
tha t  you and  I l i ke  p e o p l e  makes"  us  a n y  b e t t e r  t han  t h o s e  o t h e r  p e o p l e .  
I d o n ' t  t h ink  i t  d o e s ,  but  i t  m a k e s  us  d i f f e r e n t .  I t  d o e s  qua l i fy  us in  a 
b e t t e r  way  to p l a y  on t e a m s  i n s t e a d  of b e i n g  l o n e  w o l v e s .  

If  t h e r e  be  one  a m o n g  you who i s  a l i t t l e  b i t  in doubt  abou t  t h i s  th ing ,  
l e t  m e  s u g g e s t  tha t  i t  i s  not  v e r y  h a r d  to  l i k e  p e o p l e .  P e o p l e  a r e  a lo t  
of fun.  I a m  s i n c e r e  in tha t ,  and  I want  t o  t e l l  you  why.  

T h r e e  or  f o u r  t i m e s  a y e a r  a t  l e a s t  I s p e n d  a m o s t  e n j o y a b l e  h o u r .  
I a m  s u p p o s e d  to be  a p e r m a n e n t  r e s i d e n t  of W a s h i n g t o n .  I a m ,  t h e r e -  
f o r e ,  s u b j e c t  to t h i s  a i l m e n t  wh ich  W a s h i n g t o n  r e s i d e n t s  h a v e - - o f  v i s i t -  
i ng  r e l a t i v e s  and  g u e s t s  f r o m  out of town.  I a m  s u r e  s o m e  of you  know 
what  I m e a n .  Wel l ,  w h e n  t h e s e  g u e s t s  or  r e l a t i v e s  c o m e  in  by t r a i n ,  i t  
b e c o m e s  m y  duty  to g o  d o w n  to  the  Union  S ta t ion  to  m e e t  t h e m .  I a l w a y s  
t r y  t o  m a k e  i t  down t h e r e  about  an  h o u r  e a r l y .  T h e n  I s i t  down on one  
of t h o s e  h a r d  b e n c h e s  and  I s t a r t  w a t c h i n g  p e o p l e .  

I d o n ' t  k n o w  of any  show,  I d o n ' t  k n o w  of a n y  c l a s s r o o m ,  tha t  i s  
m o r e  e d u c a t i o n a l  o r  m o r e  d e l i g h t f u l  than  tha t .  And  I a m  no t  l a u g h i n g  
a t  t h e m .  I a m  e n j o y i n g  t h e m .  S o m e t i m e s  I e n j o y  wi th  t h e m .  I had  an 
e n g i n e e r  c o m e  s i t  b e s i d e  m e  once ;  he  and  I c h a t t e d  abou t  30 m i n u t e s  on 
what  a r e  the  a d v a n t a g e s  a n d  d i s a d v a n t a g e s  of  r u n n i n g  a l o c o m o t i v e .  
P e o p l e  a r e  a lo t  o f  fun i f  you  j u s t  a c c e p t  i t  t h a t  t h e y  a r e .  

It  s e e m s  to m e  tha t  a n y o n e  who h a s  t he  t e m e r i t y  1:o u s e  a s  m u c h  
t i m e  of as  m a n y  h i g h l y  pa id  p e o p l e  as  I h a v e  u s e d  in t he  l a s t  40 m i n u t e s  
ought  to  be a b l e  to  g e n e r a l i z e  a l i t t l e  bit;  ought  to  be a b l e  to  c o m e  out 
wi th  one  o r  two f u n d a m e n t a l s  ou t  of t h i s  r a m b l i n g  tha t  I h a v e  b e e n  do ing .  
So I wi l l  t r y  to  c o m e  u p  wi th  a few.  

T h e  f i r s t  of  t h e s e  i s  that t h e r e  a r e n ' t  any  r u l e s  f o r  d e a l i n g  wi th  
p e o p l e .  T h e r e  a r e n ' t  a n y  h a r d  and  f a s t  f o r m u l a s .  T h e r e  i s n ' t  any  
s h o r t  s y s t e m .  P e o p l e  a r e  d i f f e r e n t .  T h a t  i s  wha t  you a n d  I h a v e  b e e n  
ta lk tUg abou t  t h e s e  40 m i n u t e s .  T h e  on ly  a p p r o a c h  i s  wha t  p e o p l e  in  
m y  r a c k e t  c a l l  t h e  c l i n i c a l  a p p r o a c h .  Tha t  i s  t he  a p p r o a c h  t o w a r d  t he  
i n d iv idua l .  
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We can  h a v e  s o m e  p r i n c i p l e s .  T h e s e  a r e  on ly  p r i n c i p l e s ,  p a r t -  
t i m e  r u l e s - - r u l e s  tha t  wi l l  w o r k  m o r e  of ten  than  t h e y  wi l l  no t .  T h e y  
a r e  r u l e s  wh ich ,  ff u s e d  in c o n j u n c t i o n  wi th  t h r e e  or  f o u r  o t h e r  r u l e s ,  
w i l l  a l m o s t  s u r e l y  w o r k .  But n o n e  of t h e s e  p r i n c i p l e s  i s  a f o r m u l a .  It  

i s n ' t  a s u r e  th ing .  

I h a v e  b e e n  t a l k i n g  t o  you a b o u t  f o u r  of t h e s e  p r i n c i p l e s .  L e t  m e  
m a k e  i t  qu i t e  c l e a r  to  you  b e f o r e  I l e a v e  it  t ha t  t h e s e  a r e  on ly  p r i n c i p l e s .  
T h e s e  a r e  on ly  p a r t - t i m e  r u l e s .  T h e s e  a r e  on ly  g u i d e s ,  w h i c h  I t h i n k  
wi l l  w o r k  m o r e  of ten  than  t h e y  won ' t .  

1 l i ke  to  l ay  t h i s  on f a i r l y  h e a v i l y ,  b e c a u s e  one  of t h e s e  d a y s  s o m e  
l a d d i e  i s  go ing  to  c o m e  a r o u n d  to  t he  i m p o r t a n t  p l a c e  w h e r e  you a r e  go -  
ing  f r o m  h e r e  and  t e l l  you  tha t  he  h a s  t he  good  s y s t e m ,  in  c a p i t a l  l e t -  
t e r s .  i s a y  to  you, b e w a r e  of tha t  m a n .  He  i s  no  doubt  a quack .  

One  l a s t  g e n e r a l i z a t i o n :  If  t h e r e  i s  a c e n t r a l  p r i n c i p l e - - a n d  I t h i n k  
t h e r e  i s - - i n  the  b u s i n e s s  of d e a l i n g  wi th  p e o p l e ,  t ha t  c e n t r a l  p r i n c i p l e  - °  
i s  tha t  you h a v e  to  t h ink  of  p e o p l e  as  i n d i v i d u a l s ,  t r e a t  t h e m  as  i n d i v i d -  
u a l s ,  c o n s i d e r  e v e r y  p r o b l e m  as  a p r o b l e m  i n v o l v i n g  an  i n d i v i d u a l .  
Then ,  i f  you  go one  s t e p  f u r t h e r  and  ge t  y o u r s e l f  i n s i d e  tha t  o t h e r  i n d i -  
v i d u a l ' s  h e a d ,  s t a n d  in  h i s  boo t s ,  u s e  the  t h ing  we c a l l  e m p a t h y ,  you 
wi l l  h a v e  a f i ne  c h a n c e  of c o m i n g  out r i g h t .  

G e n t l e m e n ,  I h a v e  u s e d  y o u r  t i m e  t h i s  m o r n i n g  on fou r  p r i n c i p l e s  
w h i c h  I gave  in, t h e  e a r l y  p a r t  of m y  l e c t u r e .  We m u s t  k e e p  in  m i n d  tha t  
p e o p l e  a r e  d i f f e r e n t  f r o m  e a c h  o t h e r .  You and  I a s  m e m b e r s  of a t e a m  

~-- m u s t  no t  f o r g e t  t ha t .  b e c a u s e  it m e a n s  tha t  e v e r y b o d y  e i s e  i s  d i f f e r e n t  
f r o m  us .  We can t t  t r e a t  t h e m  a l l  a l i k e .  I t  i s  s i l l y  to  t a l k  abou t  f o r m u -  
] a s  in  c o n n e c t i o n  wi th  p e o p l e . ,  You Can ' t  u s e  the  s a m e  t e c h n i q u e  in  p l a y -  
Ing t h e  h a r m o n i c a  and  t h e  v i o l i n .  You  d o n ' t  t r e a t  d i f f e r e n t  p e o p l e  the  

s a m e .  

I h a v e  e n j o y e d  b e i n g  h e r e .  T h a n k  you v e r y  m u c h  f o r  a s k i n g  m e  

down.  

(28 October 1954--'/50)S/gw 
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