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COLONEL PRICE: Gene ra l  Niblo and gentlemen:  This  morn ing ,  
the fourth of our s e r i e s  of l e c tu r e s  on "execut ive  development"  is  
concerned with "organiza t ion  and people.  " Organ iza t ions  a re  made up 
of people, and any study of organiza t ion  is  a study of the human r e l a -  t ions the re in .  

This  morn ing  we have with us P r o f e s s o r  F r a n k  Gi lmore  of Wash-  
ington Univers i ty ,  St. Louis ,  who has  had cons iderab le  exper i ence  in 
i n s t ruc t ion  in this  f ield.  He has been connected with the execut ive 
development  p r o g r a m s  put on at Ha rva rd  Un ive r s i ty  and at Columbia  
Univers i ty ,  and now he i s  P r o f e s s o r  of Management  at Washington Unive r s i ty .  

F r ank ,  it  is a p l easu re  to welcome you back to th i s  p la t form and 
to int roduce you to this  audience.  Mr.  G i lmore .  

MR. GILMORE: Thank you, J im .  Genera l  Niblo and gent lemen 
of the Indus t r i a l  Col lege.  It is  an honor and a p r iv i lege  to be invi ted 
to r e t u rn  to the college to join with you in explor ing  the chal lenging 
subject  of "Orgar~zat ion and People .  " A ve ry  r e a l  chal lenge ex i s t s  
on two counts: F i r s t ,  it iS 'mos t  s t imula t ing  to mee t  with a group of 
a d m i n i s t r a t o r s  who have been so ca re fu l ly  se lec ted  f rom organ iza t ions  
which a re  a l r eady  v e r y  sophis t ica ted  in t e r m s  of organiza t ion  and human 
re l a t ions .  And, second, i t  is  a genuine chal lenge to those of us who 
a re  i n t e r e s t ed  in the field of executive development  to a t tempt  to grapple  
with the problem which is  summed up in the two w o r d s - - o r g a n i z a t i o n  and people 

That a problem ex i s t s  is  only too vivid in a l l  of our minds .  We 
would all  ag ree  on the one hand, that  i t  i s  not p a r t i c u l a r l  
se t  up an organiza t ion  s t ruc tu re  Y diff icul t  to 

which adhe res  to  the proven p r inc ip l e s  
of organizat ion,  a s t ruc tu re  that  is  t h e o r e t i c a l l y  co r r ec t .  And on the 
other  hand, thinking about people in the abs t r ac t  we can al l  define what 
wil l  make for  good human r e l a t i ons .  However ,  the problem snaps  
c l e a r l y  into focus when we a t tempt  to put the two toge ther  in a p a r t i c u l a r  
s i tuat ion and t ry  to accompl i sh  definite ob jec t ives .  
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The p s y c h o l o g i s t s  t e l l  us  tha t  the c h a n c e s  of deve lop ing  an e f fec t ive  
h u m a n  be ing  a r e  g r e a t l y  i m p r o v e d  if a p e r s o n  i s  m o t i v a t e d  by w o r t h y  
p u r p o s e s  or  goa l s ,  if he has  a sound body,  if he l i v e s  in a w h o l e s o m e  
e n v i r o n m e n t ,  and if he is  enab led  to enjoy  hea l t hy  g rowth .  T h e r e  is  a 
d r a m a t i c  p a r a l l e l  b e t w e e n  the d e v e l o p m e n t  of such  a n o r m a l  p e r s o n  
and the s u c c e s s f u l  o r g a n i z a t i o n  of h u m a n  e f fo r t .  I should l ike  to t r y  to  
d r a w  th i s  p a r a l l e l  th is  m o r n i n g  b e c a u s e  I th ink  it  p r o v i d e s  a he lp fu l  

way  to  keep  a few m a t t e r s  in u s e f u l  p e r s p e c t i v e .  

W o r t h y  Goa l s  - - O r g 8  n i za t ion  Obj e c t ive  s 

J u s t  as  an e f f ec t ive  i nd iv idua l  m u s t  be  m o t i v a t e d  by w o r t h y  goa l s ,  
c l e a r  o b j e c t i v e s  m u s t  u n d e r l i e  the s u c c e s s f u l  o r g a n i z a t i o n  of h u m a n  
e f fo r t .  E s t a b l i s h m e n t  of such  o b j e c t i v e s  is  a key t a s k  of top m a n a g e -  
m e n t .  It i s  in p a r t  a m a t t e r  of nav iga t ion .  Now I don ' t  p r e t e n d  to know 
any th ing  about  nav iga t ion ,  and I r e a l i z e  I a m  in the  c o m p a n y  of e x p e r t s ,  
but ,  in l anguage  tha t  I do u n d e r s t a n d ,  nav iga t ion  m e a n s  p lo t t ing  a c o u r s e  
when  t r a v e l i n g  by land ,  s ea ,  o r  a i r  f r o m  a known pos i t i on  to a known 
o b j e c t i v e .  F r e q u e n t l y ,  it  is  n e c e s s a r y  to d e t e r m i n e  w h e r e  we a r e  in 
o r d e r  to m a k e  a s i z e - u p  of the p r e s e n t  s i tua t ion .  Then  we can  lay  our  
ob jec t ive  on a c h a r t  o r  a m a p  and p lo t  a de f in i t e  c o u r s e  to get  t h e r e .  
S o m e t i m e s  the ob jec t ive  has  to be  m o d i f i e d  b e c a u s e  of w e a t h e r  c o n d i -  
t i ons  or  b e c a u s e  t h e r e  a r e  o b s t r u c t i o n  in the  pa th .  Th i s  i nvo lves  f o r e -  
c a s t i n g ,  looking  ahead  to t r y  to d e t e r m i n e  what  i s  the b e s t  pa th  fo r  

ge t t ing  to  our  ob j ec t i ve .  
As in nav iga t ion ,  top m a n a g e m e n t  m u s t  keep  r e a p p r a i s i n g  i t s  p o s i -  

t ion,  i t s  p r o g r e s s ,  and i t s  o b j e c t i v e s ,  if s a t i s f a c t o r y  goa l s  a r e  to be  
e s t a b l i s h e d  and a c h i e v e d .  The t a s k  of the ch ie f  e x e c u t i v e  i s  i ndeed  one 
of m e e t i n g  changing  cond i t i ons .  Def in ing  and r e d e f i n i n g  o b j e c t i v e s  i n -  
vo lve  d i a g n o s i s .  A. L a w r e n c e  L o w e l l ,  one of the pas t  p r e s i d e n t s  of 
H a r v a r d ,  once  sa id  tha t  the g r e a t  a r t  in l i fe  l i e s  l e s s  in so lv ing  p r o b -  
l e m s  than  in d i s o o v e r i n g  the p r o b l e m s  to be  so lved .  A c c o r d i n g l y ,  a 
s i z i n g - u p  p r o c e s s  n e e d s  to be  c a r r i e d  out as  a b a s i s  for  d e t e r m i n i n g  
what  the  ob jec t ive  should  be .  In i n d u s t r y ,  it  is  not  so m u c h  a m a t t e r  
of m a k i n g  an " e s t i m a t e  of the s i tua t ion"  as  a b a s i s  for  deve lop ing  a 
p lan  fo r  the a c c o m p l i s h m e n t  of a s t a t ed  m i s s i o n .  R a t h e r ,  the  d e t e r -  
m i n a t i o n  of the  m i s s i o n  i t s e l f  i s  the  c r i t i c a l  i s s u e .  The  m e t h o d  of 
a t t a c k  on th i s  p r o b l e m  of d e t e r m i n i n g  o b j e c t i v e s  for  the  o r g a n i z a t i o n  
as  a b a s i s  for  o r g a n i z a t i o n  p lann ing  is  m u c h  the s a m e  in i n d u s t r y  and 
in  the a r m e d  s e r v i c e s  when  we c o n s i d e r  top m a n a g e m e n t ' s  r e s p o n s i -  
b i l i t i e s .  It i nvo lves  s i z ing  up the s i tua t ion  as  a f i r s t  s t ep .  As a 
s econd  s tep ,  a f t e r  we know w h e r e  we a r e ,  we m u s t  d e c i d e  on the g e n -  
e r a l  p u r p o s e  to be  a i m e d  at ,  the  o b j e c t i v e .  T h i r d ,  we would  then  be  in 
a pos i t i on  to se t  up the  o r g a n i z a t i o n  and educa t e  i t s  m e m b e r s  to c a r r y  
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o u t  t h a t  p u r p o s e .  F o u r t h ,  we  w o u l d  n e e d  t o  d e t e r m i n e  t h e  s t r a t e g y  
of  a c t i o n ,  t h e  s e q u e n c e  a n d  t i m i n g  of  m o v e s .  A n d  f i f t h ,  we  m u s t  f o l -  
l o w  t h r o u g h  t o  l e a r n  h o w  t h e s e  p l a n s  a r e  b e i n g  c a r r i e d  ou t  a n d  w h e t h e r  
t h e y  a r e  b e i n g  c a r r i e d  ou t  e f f e c t i v e l y .  I a m  i n d e b t e d  t o  D r .  M e l v i n  T .  
C o p e l a n d  of  t h e  H a r v a r d  B u s i n e s s  S c h o o l  f o r  t h e s e  f i v e  e l e m e n t s  of  
t h e  c h i e f  e x e c u t i v e ' s  j o b .  

A t  t h i s  p o i n t  s o m e  d i s t i n c t i o n  s h o u l d  b e  d r a w n  b e t w e e n  t h e  c h i e f  
e x e c u t i v e  a n d  t h e  o p e r a t i n g  e x e c u t i v e .  A f e w  y e a r s  a g o  a n  a r t i c l e  
a p p e a r i n g  in  " D u n ' s  R e v i e w "  w r i t t e n  b y  P r o f e s s o r  L o c k l e y  s e t  f o r t h  
f i v e  e s s e n t i a l s  of e x e c u t i v e  a b i l i t y  t h a t  s t r u c k  m e  a s  b e i n g  r a t h e r  
h e l p f u l  in  t h i s  r e g a r d .  O n e  of  t h e s e  w a s  t h e  p o w e r  of  r a p i d  o r i e n t a -  
t i o n ,  t h e  a b i l i t y  t o  s o r t  t h r o u g h  a m a s s  of  f a c t s ,  o f t e n  c o n f l i c t i n g  d a t a ,  
a n d  s o m e h o w  t o  m a k e  s o m e  s e n s e  ou t  of  i t  a n d  t o  s e e  t h e  d r i f t  i n h e r e n t  
i n  i t .  T h e  s e c o n d  p o i n t  w a s  t h e  a b i l i t y  t o  d e l e g a t e  w 6 r k  p r o p e r l y  a n d  
e f f e c t i v e l y .  T h e  t h i r d  w a s  t h e  c a p a c i t y  f o r  a n a l y s i s  a n d  s y n t h e s i s - -  
g i v e n  a m a s s  of  f a c t s ,  a n  o r d e r l y  p r o c e d u r e  o f  a n a l y s i s  i s  h e l p f u l .  
F o u r t h  w a s  t h e  a p t i t u d e  f o r  m a k i n g  p r o m p t  d e c i s i o n s .  A l t h o u g h  w e  
n e v e r  h a v e  a l l  t h e  d a t a  w e  w a n t ,  a n d  t h e  p r e s s u r e  i s  g r e a t ,  a n d  w e  h a v e  
to  m a k e  up  o u r  m i n d s  p r o m p t l y ,  t h e  m a r k  o f  t h e  g o o d  e x e c u t i v e  i s  h i s  
a b i l i t y  t o  m e e t  t h e  s i t u a t i o n  a d e q u a t e l y  i n  t h e  r e q u i r e d  t i m e  e v e n  t h o u g h  
h i s  b e t t e r  j u d g m e n t  a n d  c o m m o n  s e n s e  w o u l d  t e l l  h i m  t o  g e t  m o r e  f a c t s  
t o  w o r k  o n .  F i n a l l y ,  t h e  l a s t  of  P r o f e s s o r  L o c k l e y ' s  q u a l i t i e s  w a s  t h e  
a r t  of p o l i c y t h i n k i n g - - a b i l i t y  t o  t h i n k  e f f e c t i v e l y  in  t h e  a r e a  of  l o o k i n g  
a h e a d  a n d  s e t t i n g  o b j e c t i v e s .  I t  s e e m s  to  m e  t h a t  t h e - f i r s t  f o u r  o f  
t h e s e  q u a l i f i c a t i o n s  a ~ p l y  n i c e l y  t o  t h e  m a t t e r  of m a k i n g  d a y - t o - d a y  
o p e r a t i n g  d e c i s i o n s ,  b u t  I a m  n o t  s o  s u r e  t h a t  t h e y  d e f i n e  t h e  p r o b l e m  
of  t h e  t o p  m a n a g e r ' s  j o b .  T h e  f i f t h  q u a l i f i c a t i o n ,  t h e  a r t  of  p o l i c y -  
t h i n k i n g ,  s t a t e s  t h e  p r o b l e m .  

T h e  c h i e f  e x e c u t i v e  h a s  a job  w h i c h  i s  d i s t i n c t  f r o m  t h o s e  of  
o p e r a t i n g  e x e c u t i v e s .  C l e a r l y ,  he  s h o u l d  n o t  m a k e  h i s  d e c i s i o n s  t o o  
p r o m p t l y .  He  s h o u l d  t a k e  t i m e  t o  p o n d e r  a p r o b l e m .  H e  s h o u l d  a n a -  
l y z e  a p r o b l e m  t h o r o u g h l y ,  g o  i n t o  e v e r y  p o s s i b l e  r a m i f i c a t i o n ,  b e -  
c a u s e  i f  h e  d o e s n ' t ,  h i s  d e c i s i o n ,  s e t t i n g  t h e  c o u r s e  of  t h e  o r g a n i z a t i o n  
a s  a w h o l e  a s  i t  d o e s ,  c o u l d  v e r y  w e l l  w r e c k  t h e  e n t e r p r i s e .  T h e  
l e v e r a g e  in  h i s  d e c i s i o n s  i s  t r e m e n d o u s ,  m u c h  m o r e  s o  t h a n  in  t h e  c a s e  
o f  t h e  d a y - t o - d a y  d e c i s i o n s  of  t h e  o p e r a t i n g  e x e c u t i v e ,  a n  e c h e l o n  o r  
s o  b e l o w .  T h u s ,  t o  t h e  e x t e n t  t h a t  t h e  g e n e r a l  d i r e c t i o n  in  w h i c h t h e  
c o m p a n y  i s  m o v i n g  a f f e c t s  t h e  o r g a n i z a t i o n  o b j e c t i v e s  of  t h e  c o m p a n y  
in  i t s  v a r i o u s  p a r t s ,  t o p  m a n a g e m e n t  h a s  a p r o f o u n d  i n f l u e n c e  on u n i t y  
o f  p u r p o s e .  
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This  un i ty  of p u r p o s e ,  s t e m m i n g  f r o m  the  ob j ec t ive  of the c o m p a n y  
as  a who le ,  can  only be  e s t a b l i s h e d  by the ch ie f  execu t i ve  a f t e r  a c a r e f u l  
c o n s i d e r a t i o n  of e x t e r n a l ,  as  we l l  as  i n t e r n a l ,  f a c t o r s  a f fec t ing  the 
o r g a n i z a t i o n ' s  w e l f a r e  and f u t u r e .  In t h e s e  p a r l o u s  t i m e s  in which  we 
l ive ,  d e t e r m i n a t i o n  of c l e a r  o b j e c t i v e s  is  b e c o m i n g  i n c r e a s i n g l y  d i f f i -  
cu l t .  B e n c h  m a r k s ,  r e f e r e n c e  poin ts  a r e  b e c o m i n g  m o r e  d i f f icu l t  to 
e s t a b l i s h .  C o n c e r n  for  our  confus ion  wi th  r e s p e c t  to h u m a n  v a l u e s  
in th i s  age of the h y d r o g e n  bomb b e c a m e  so g r e a t  fo r  A r t h u r  Compton ,  
Nobel  p r i z e  winn ing  p h y s i c i s t  and head  of the M a n h a t t e n  P r o j e c t  d u r i n g  
W o r l d  W a r  II, t h a t  he r e c e n t l y  r e s i g n e d  h i s  pos i t ion  as  Chance l lOr  of 
Wash ing ton  U n i v e r s i t y  in o r d e r  to devo te  the  next  10 y e a r s  to r e s e a r c h  
on the r o l e  of s c i e n c e  in h u m a n  a f f a i r s .  

Compton's Concern for our confusion with respect to values stems 
not only from the perplexing problems of the hydrogen age. Sumner 
Slichter has been emphasizing that we are in the midst of a technical 
revolution in other respects. He cites as evidence of this revolution 
such figures as the following: Productivity has doubled since 1900. At 
present rates it can be doubled again in the next 30 years. The most 
important reason why productivity has been growing is industry's in- 
creasing use of scienceand technology. In 1900 there was one engineer 
to every 250 industrial workers--today there is one to 60. The number 
of scientists, technicians, and engineers in industrial and Government 
research laboratories was nearly four times as large in 1947 as in 1930. 
The staffs of industrial laboratories have increased by more than 25 
percent since 1947. Paralleling this engineering field day in product 
development is the accelerating automation of production processes and 
controls. Chemical plants are rapidly becoming automatic plants in 
terms of controls. Increasing numbers of fabricating plants are in- 
stalling automatic materials-handling and control equipment. A notable 
example is the Ford engine plant at Cleveland where cylinder blocks 
march through complicated machining processes without human guidance 
or handling. This accelerating technical revolution poses difficult prob- 
lems for top management in human and social areas. 

The complication of top management's navigational job arising 
from the human and social problems brought about by the accelerating 
technical revolution is intensi{ied by the signs of even more deep-seated 
forces. The sociologist Sorokin has defined the problems of our times 
in his book, "The Crisis of our Age." He diagnoses our present situa- 
tion as the end of a great era of one type of culture and the beginning 
of a new era of another type of culture, the transition to be marked by 
unrest, upheaval, revolutions, wars, and trouble. Charles Malik, 
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A m b a s s a d o r  of  t h e  R e p u b l i c  of  L e b a n o n  t o  t h e  U n i t e d  S t a t e s  a n d  R e p -  
r e s e n t a t i v e  of  L e b a n o n  on  t h e  S e c u r i t y  C o u n c i l  o f  t h e  U n i t e d  N a t i o n s ,  
s a i d  in  a r e c e n t  a d d r e s s :  

"In the world situation today there are some ultimate ques- 
tions which it is well worth our while to ponder. Nothing is 
more obvious, it seems to me, than that history is decisively 
in the making today, and yet the quality of decision is largely 
absent. There is an ominous drift; people appear overwhelmed; 
and the clear, decisive, destiny laden, summoning voice is not 
heard. It is as though the complexity and multiplicity of present 
issues is too much for the mind of man. " 

O n  a l l  s i d e s  w e  h e a r  of  t h e  n e e d  t o  d o  t h i s  o r  d o  t h a t  i n  o r d e r  t o  
p r e s e r v e  o u r  A m e r i c a n  w a y  o f  l i f e .  D o n a l d  D a v i d ,  D e a n  of  t h e  H a r v a r d  
B u s i n e s s  S c h o o l ,  h a s  h a d  t h i s  t o  s a y :  

"To my mind, the way to make our system work better is 
perfectly clear. The system cannot be improved by superim- 
posing all-pervasive planning at the top; that does not improve 
the system--it changes it. The way to do it is to improve the 
quality of the decisions all along the line. Let them be made 
where they are now; but improve their quality by increasing the 
consciousness of the responsibility which accompanies each 
d e c i s i o n .  T h i s  c o n s c i o u s n e s s  of  r e s p o n s i b i l i t y  m e a n s  t h a t  t h e  
b u s i n e s s  m a n  m u s t  d i r e c t  h i s  e f f o r t s  t o w a r d  c e r t a i n  p u r p o s e s ,  

, !  
c e r t a i n  i d e a l s  . . . .  

When we speak of  "consciousness of responsibility" what do we 
mean? What are top management's key responsibilities today? If we 
can define them we will have gone a long way in our quest for sound 
organization objectives. In an article entitled "What President's Think 
About at Night l, " John McCaffrey, President of International Har- 
vester puts it this way: 

" . . for we live in a complicated world--a world that 
has spiritual and moral problems even greater than its eco- 
nomic and technical problems. If the kind of business system 
we now have is to survive, it must be staffed by men who can 
deal with problems of both kinds. 

" B u s i n e s s  m e n  t o d a y ,  a n d  in  t h e  v i s i b l e  t o m o r r o w s ,  w i l l  
n e e d  t o  k n o w  h o w  t o  e a r n  a p r o f i t  a n d  w h y  i t  i s  g o o d  f o r  e v e r y -  
o n e  t h a t  a p r o f i t  s h o u l d  b e  e a r n e d .  T h a t ' s  o b v i o u s .  T h e y  a l s o  
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need  to know how to get  a long with,  and d i r e c t  the e f fo r t s  of 
o the r  human  be ings ,  both  ind iv idua l s  and g roups .  F i n a l l y ,  
e v e r y  b u s i n e s s  m a n  needs  to know enough about  the s o c i e t y  

\ 
in which  he l i v e s  and o p e r a t e s s o  tha t  he can fol low i t s  
changes  i n t e l l i g e n t l y ,  a d j u s t i n g  h i m s e l f  and h i s  e n t e r p r i s e  
to chang ing  cond i t ions ,  and m a k i n g  s u r e  tha t  h i s  b u s i n e s s  
s e r v e s  i t s  m o s t  u se fu l  p u r p o s e  fo r  s o c i e t y . "  

C l e a r l y ,  the  d e t e r m i n a t i o n  of o r g a n i z a t i o n  o b j e c t i v e s  c a l l s  not  
only for  a l l  the i n t e l l e c t u a l  h o r s e p o w e r  we can b r i n g  to b e a r ,  but  a l s o  
fo r  a s e n s e  of r e s p o n s i b i l i t y  tha t  i s  a l ive  to the c h a r a c t e r  and needs  
of our  t i m e s .  

Sound B o d y - - O r g a n i z a t i o n  S t r u c t u r e  

T u r n i n g  now to the  second  i n g r e d i e n t  in our  r e c i p e  for  the s u c -  
c e s s f u l  o r g a n i z a t i o n  of human  ef for t ,  g iven  s a t i s f a c t o r y  o r g a n i z a t i o n  
o b j e c t i v e s  we n e x t  need an a p p r o p r i a t e  o r g a n i z a t i o n  s t r u c t u r e - - a  sound 
body with  which  to i m p l e m e n t  w o r t h y  goa l s .  

Whi le  i t  i s  undoubted ly  t r u e  tha t  the u n d e r s t a n d i n g  of o r g a n i z a t i o n  
t h e o r y  has  been  g r e a t l y  enhanced  by def in ing  v a r i o u s  p r i n c i p l e s  of o r -  
gan iza t ion ,  no p r a c t i c a l  p u r p o s e  i s  s e r v e d  by our  b e c o m i n g  m o r b i d l y  
p r e o c c u p i e d  wi th  the  p h y s i o l o g y  o f  each  p a r t .  More  to the point ,  i t  
would s e e m  w i s e  to a s s u r e  o u r s e l v e s  tha t  i n t e r n a l  o r g a n i z a t i o n  o b j e c -  
t i v e s  a r e  c l e a r l y  u n d e r s t o o d  and g e a r e d  to the n e e d s  of the s i tua t ion ;  
tha t  the o b j e c t i v e s  of v a r i o u s  p a r t s  of the  o r g a n i z a t i o n  a r e  c o n s i s t a n t  
wi th  o v e r a l l  o b j e c t i v e s ;  and tha t  t h e r e  i s  r e a s o n a b l e  b a l a n c e  in the 
o b j e c t i v e s  of the  p a r t s .  

C l a r i f i c a t i o n  of ob j ec t i ve s  wi th in  an o r g a n i z a t i o n  g rows  out of an 
u n d e r s t a n d i n g  of the  p r o b l e m s  t h a t  need  to be m e t .  Some y e a r s  ago 
d u r i n g  Wor ld  W a r  I I :  a s tudy was  made  of the e n g i n e e r i n g  and m a n u -  
f a c t u r i n g  a c t i v i t i e s  of an i m p o r t a n t  company .  The s u r v e y  was  m a d e  
b e c a u s e  i t  began  to look as  though the c o m p a n y ' s  e n g i n e e r i n g  and m a n u -  
f a c t u r i n g  a c t i v i t i e s  w e r e  not  o rgan i zed  e f f ec t i ve ly .  The need  for  the  
s tudy  g rew  out of the  e a r l y  e x p e r i e n c e  of the  company  of work ing  unde r  
an o r g a n i z a t i o n  p lan  of d e c e n t r a l i z e d  o p e r a t i o n s .  U n d e r  the e m e r g e n c y  
of the w a r ,  the company  had to expand r a p i d l y .  S e v e r a l  p l an t s  ha'd 
been  e s t a b l i s h e d  and the e x p e r i e n c e  of o p e r a t i n g  a mu l t i p l e  p lan t  s e t -  
up w a s  new to the m a n a g e m e n t .  D i f f i c u l t i e s  had a r i s e n  in the e n g i -  
n e e r i n g  and m a n u f a c t u r i n g  d i v i s i o n s  which  caused  m a n y  e x e c u t i v e s  to 
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r e o p e n  ques t ions  of o r g a n i z a t i o n  po l icy .  In p a r t i c u l a r ,  it  was q u e s -  
t ioned whe the r  comple t e  c e n t r a l i z a t i o n  or  comple t e  d e c e n t r a l i z a t i o n  
migh t  be b e t t e r  than the ex i s t i ng  plan tha t  appea red  to be s o m e w h e r e  
in be tween  the two e x t r e m e s .  

In that  s i tua t ion ,  c e n t r a l i z a t i o n  m e a n t  tha t  each  m a j o r  func t iona l  
a c t i v i t y  such  as eng inee r ing ,  m e t h o d s  work ,  and p roduc t ion  con t ro l  
would be d i r e c t l y  s u p e r v i s e d  by t h e i r  c o u n t e r p a r t s  in the c e n t r a l  o r -  
gan iza t ion ,  l eav ing  the p lant  m a n a g e r  as  a so r t  of c o o r d i n a t o r  wi thout  
d i r e c t  au tho r i t y .  

D e c e n t r a l i z a t i o n ,  as  i t  appl ied in th i s  i n s t a n c e ,  was thought  of as  
a f o rm  or  o r g a n i z a t i o n  where  a p lant  m a n a g e r  was  in d i r e c t  cha rge  
of each  of the func t iona l  d e p a r t m e n t s  at  h i s  plant ,  l eav ing  the c e n t r a l  
o r g a n i z a t i o n  a c t i v i t i e s  in a s ta f f  r e l a t i o n s h i p .  

The absence  of a c l e a r  concept ion  of the b a s i c  needs  of the c o m -  
pany With r e s p e c t  to e n g i n e e r i n g  and m a n u f a c t u r i n g  when ope ra t i ng  
in s e v e r a l  p lan t s  ied to the dec i s ion  to unde r t ake  the s tudy.  The m a j o r  
pu rpose  of t the s tudy was c l a r i f i c a t i o n  of the  fundamen ta l  ob jec t ives  
unde r ly ing  the i n t e r n a l  a c t i v i t i e s  of the e n g i n e e r i n g  and m a n u f a c t u r i n g  
d i v i s i o n s  in o r d e r  to e s t a b l i s h  a sound b a s i s  fo r  o r g a n i z a t i o n  p lanning  
at eche lons  below the top.  

The me thod  of a t t ack  was to s tudy the p r o b l e m s  ex i s t ing  at  the 
work  l eve l .  An a n a l y s i s  was made  of the  flow of m a n u f a c t u r i n g  i n -  
f o r m a t i o n ,  d rawings ,  ope ra t ion  shee t s ,  and so on, th r0ughout  the c o m -  
pany,  and a c o m p a r a t i v e  a n a l y s i s  of the c o m p a n y ' s  p roduc t s  was  con -  
ducted  in o r d e r  to d e t e r m i n e  c l e a r l y  the p a t t e r n  in to  which  the  v a r i o u s  
p h a s e s  of p r e p a r a t i o n  fo r  m a n u f a c t u r e  fe l l  and to a s c e r t a i n  the c u r r e n t  
condi t ion  of m a n u f a c t u r i n g  a c t i v i t i e s .  C o r r e s p o n d e n c e  be tween  plant  
m e t h o d s  e n g i n e e r i n g  d e p a r t m e n t  and the c e n t r a l  m e t h o d s  e n g i n e e r i n g  
d e p a r t m e n t  was c a r e f u l l y  s tudied so as  to gain a de t a i l ed  ins igh t  into 
-the a c t i v i t i e s  of a t yp i ca l  p lant  and the  c e n t r a l  o rgan i za t i on  on m e t h o d s  
p r o b l e m s .  T i m e  was spent  in m a c h i n i n g  d e p a r t m e n t s  and tool  c r i b s  
in the p lan ts  in o r d e r  to obtain  a f i r s t - h a n d  p i c tu re  of shop cond i t ions .  
T o o l r o o m s  were  v i s i t ed  for  the purpose  of d e t e r m i n i n g  the deg ree  of 
con t ro l  being e x e r c i s e d  over  tool  p roduc t ion  and the t i e - i n  of tool  p r o -  
duct ion with the flow of man~ufacturing i n f o r m a t i o n .  The c u r r e n t  s t a tus  
of p roduc t ion  con t ro l  a c t i v i t i e s  was r e v i e w e d .  In a l l ,  about 70 i n -  
d iv idua l s  we re  i n t e r v i e w e d ,  r ang ing  al l  the way f r o m  the top m a n a g e -  
men t ,  the p r e s i d e n t ,  down to shop f o r e m e n ,  s ec t ion  l e a d e r s ,  and 
s t o c k r o o m  c l e r k s .  



The principal conclusions of the study were to dencentralize, geo- 
graphically, the activities of product designing, ncethods work, and 
production control, so as to permit more complete coordination at the 
plants; but, because the personnel occupying the various positions were 
so inexperienced and so weak at that stage, it was felt that it would be 
best to maintain centralized control. The reins were still to be held 

by the central organization. 

These conclusions were agreed to and changes made with full 
cooperation, even though it meant the moving of substantial groups of 
people and realigning many relationships. This ~robably took place 
first, because the internal organization objectives grew out of the needs 
resulting from attempting tO meet overall company objectives, and 
second, because the internal objectives were shaped from the bottom 
up and were therefore clear and understandable to the people involved. 
Inasmuch as those most concerned had been consulted, they felt more 

inclined to go along. 

The second consideration with respect to organization structure 
which I should like to discuss briefly is the need for unity of purpose 
through the organization if coordination is to be achieved. All divisions 
of an organization must pull for a common, overall objective. We have 
often seen that effective coordination is disrupted, or even destroyed, 
if this is not true. Take an industrial situation as an example. The 
sales division may sell on the basis of immediate delivery while the 
production division produces on a hand-to-mouth basis, because the 
comptroller of the company is dead set against the accumulation of in- 
ventories, all of which means that the personnel department is left 
"holding the bag," with a fluctuating and unhappy work force. Any one 
of these conditions is an important objective, but if the various objec- 
tives are not effectively integrated into the overall company objective 
by top management, the result can be corrosive to human relations and 

destructive to the effectiveness of the enterprise itself. 

The final point which I wish to stress in connection with organiza- 
tion structure has to do with balance. The subsidiary objectives of 
the various parts of an enterprise need to be kept in balance in order 
to avoid lopsided development with consequent friction and loss of 
effectiveness. One of the very difficult areas of administration is 
avoiding the pendulum swinging too far when attempts are made to re- 
store balance in the organization. For instance, there was once a shop 
that had been accustomed to working from on-the-spot instructions from 
the foreman. Engineering information and methods of doing the work 



w e r e  l a r g e l y  m a t t e r s  tha t  the f o r e m a n  c a r r i e d  in h i s  m ind .  With a 
change  in m a n u f a c t u r i n g  m a n a g e m e n t ,  i t  was  fe l t  tha t  the s i tua t ion  
p r o b a b l y  could be i m p r o v e d  by i n s i s t i n g  t ha t  a l l  ope ra t ion  she~ets and 
e n g i n e e r i n g  d r a w i n g s  be b rough t  up to date  and tha t  the shop work  only 
in a c c o r d a n c e  with  such  u p - t o - d a t e  i n f o r m a t i o n .  T h i s  was  a l og i c a l  
ob jec t ive ,  but  in the p r o c e s s  of t r y i n g  to c a r r y  i t  out, the m e t h o d s  d e -  
p a r t m e n t ,  which  was  r e s p o n s i b l e  for  m a k i n g  su re  tha t  the  shop got 
only u p - t o - d a t e  i n f o r m a t i o n ,  was  m a d e  too s t r ong .  The r e s u l t  was  tha t  
the f o r e m a n  c e a s e d  to f e e l  v e r y m u c h  r e s p o n s i b i l i t y  about :what  was  to 
be done at  the  shop l eve l ,  and t h e r e f o r e  began  to e a s e  up a b i t .  R e l a x a -  
t ion of e f fo r t  at the c r i t i c a l  f o r e m a n ' s  l eve l  caused  the e f f ec t ive r i e s s  of 
the e n t i r e  e n t e r p r i s e  to be r e d u c e d .  Though di f f icul t ,  i t  i s  v i t a l  tha t  
r e a s o n a b l e  ba l ance  be m a i n t a i n e d  be tween  the v a r i o u s  p a r t s  of the or 
gan i za t i on .  

S u m m a r i z i n g  with  r e s p e c t  to o r g a n i z a t i o n  s t r u c t u r e ,  i t  i s  i m -  
po r t an t  tha t  i n t e r n a l  o r g a n i z a t i o n  o b j e c t i v e s  be c l e a r l y  def ined,  be 
c o n s i s t e n t  wi th  the o v e r a l l  c o m p a n y  o b j e c t i v e s  and be r e a s o n a b l y  we l l  
b a l a n c e d .  The f r a m e w o r k  of an o r g a n i z a t i o n  s t r u c t u r e  m u s t  be e s t a b -  
l i s h e d  f r o m  the top down when c r e a t i n g  a new o r g a n i z a t i o n  to c a r r y  out 
a newly  d e t e r m i n e d  ob jec t ive .  Howeve r ,  the  r e f i n ing ,  c l a r i f y i n g ,  
un i fy ing ,  and b a l a n c i n g  of e s t a b l i s h e d  o r g a n i z a t i o n  s t r u c t u r e  can  f r e -  
quen t ly  be done m o r e  e f f e c t i v e l y  f r o m  the bo t tom u p  with the people  
m o s t  c o n c e r n e d  p a r t i c i p a t i n g  in the e f fo r t .  

W h o l e s o m e  E n v i r o n m e n t - - A t m o s p h e r e  F a v o r a b l e  to P a r t i c i p a t i o n  

It  i s  u n l i k e l y  today  tha t  any  s e r i o u s  ob jec t ion  would be e n c o u n t e r e d  
to the  not ion  of consu l t i ng  wi th  s u b o r d i n a t e s ,  a s s o c i a t e s ,  and s u p e r i o r s  
in an e f fo r t  to i m p r o v e  o r g a n i z a t i o n  r e l a t i o n s h i p s .  Mos t  of us would 
r e g a r d  such  ac t ion  as  a p a r t  of our r e g u l a r  r e s p o n s i b i l i t i e s .  And in 
d o i n g  so,  we would be r e c o g n i z i n g  p r i n c i p l e s  which  have  long been  
accep ted  at  s u p e r v i s o r y  l e v e l s  in p r o g r e s s i v e  c o m p a n i e s .  You know 
the idea: The s u p e r v i s o r  consu l t s  wi th  h i s  s u b o r d i n a t e s  b e f o r e  i s s u i n g  
an  o r d e r .  The people  to be s u p e r v i s e d  a r e  g iven  an oppor tun i ty  to he lp  
shape  the ac t ion  they  wi l l  t a k e - - t o  p a r t i c i p a t e - - o r  a t  l e a s t  to vo ice  any  
ob jec t ion  to i t .  The good l e a d e r  e m p l o y s  the p r i n c i p l e  of p a r t i c i p a t i o n  
c o n s t a n t l y .  He knows he wi l l  ge t  b e t t e r  t e a m w o r k  and i m p r o v e d  p e r -  
f o r m a n c e .  He knows the p r o g r a m  i s  l i k e l y  to be a b e t t e r  one. We a l l  
know tha t  p a r t i c i p a t i o n  m u s t  be genuine .  It  m u s t  s p r i n g  f r o m  the h e a r t .  
It  m u s t  be ba sed  on a s i n c e r e  r e s p e c t  fo r  the opin ions  of o t h e r s .  
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But,  can  th i s  s a m e  a p p r o a c h  be  appl ied  at  the top m a n a g e m e n t  
l e v e l ?  Can the d e t e r m i n a t i o n  of o v e r a l l  o r g a n i z a t i o n  ob j ec t i ve s ,  tha t  
p a r t  of top m a n a g e m e n t ' s  job involv ing  nav iga t ion  and d i a g n o s i s ,  be  
c a r r i e d  out a round  the c o n f e r e n c e  tab le  ? Some c o m p a n i e s  fee l  tha t  

C r e o l e  P e t r o l e u m  C o r p o r a t i o n  a s  an e x a m p l e - -  
they  a r e  doing i t .  Take  . . . . . . . .  ~ ~ o o , c a l l e d  m a n a g e m e n t  corn-  
in  about  1944 or 1945, C r e o l e  e s ~ a o l ~ s n ~  ~ ~ 
m i t t e e .  T h i s  c o m m i t t e e  was  m a d e  up of a group of m e n  who had g r a d -  
ua ted  f r o m  the d i r e c t o r s h i p  of t h e i r  r e s p e c t i v e  ope ra t i ng  d i v i s i o n s  and 
who spent  t h e i r  e n t i r e  t i m e  in  da i ly  m e e t i n g s  or in  p r e p a r a t i o n  for  such  
m e e t i n g s .  T h e i r  funct ion ,  undernavigational,the chairmanshiPdiagnosticOf thejobeXecutiVedescribedvice 

p r e s i d e n t ,  was  to p e r f o r m  the 
e a r l i e r  as  a b a s i s  fo r  d e t e r m i n i n g  o b j e c t i v e s  for  the company  as  a whole .  
The o r g a n i z a t i o n  c h a r t  of the  company  showed the m a n a g e m e n t  com-  
m i t t e e  in a box d i r e c t l y  unde r  the  execu t ive  v ice  p r e s i d e n t  wi th  the  
ope ra t ing  d i v i s i o n s  r e s p o n s i b l e  d i r e c t l y  to the  c o m m i t t e e .  The i m p l i -  
ca t ion  of t h i s  c h a r t  was ,  and indeed  the ac tua l  me thod  of o p e r a t i o n  ove r  
a p e r i o d  of  s even  or  e ight  y e a r s  b o r e  th i s  out, tha t  the  c o m m i t t e e  made  
top m a n a g e m e n t  d e c i s i o n s  of the n a v i g a t i o n a l  v a r i e t y .  C r e o l e  m a i n -  
t a ined  tha t  the  job had b e c o m e  too b ig  for  one m a n .  Whi le  you  or  I 
m i g h t  p r e f e r  to see  such  a c o m m i t t e e  s e t  up in m o r e  of a s t a f f  c a p a c i t y  
and shown over  to one s ide  on the o r g a n i z a t i o n  c h a r t ,  t h e r e  i s  moun t ing  
ev idence  tha t  c o m m i t t e e s  a r e  p lay ing  an i n c r e a s i n g l y  i m p o r t a n t  r o l l  in  

such  p o l i c y m a k i n g .  

The e x p e r i e n c e  r a i s e s  the ques t ion ,  should  the d i a g n o s t i c  p r o c e s s  
of d e t e r m i n i n g  company  ob j ec t i ve s  on which  t o p - s i d e  o r g a n i z a t i o n  
p lann ing  wi l l  be b a s e d ,  be m a d e  a round  the  c o n f e r e n c e  tab le  ? Do we 
r u n  the r i s k  of c o n s e n s u s  m a n a g e m e n t  by  such  an a p p r o a c h ?  Or  can 
the p r i n c i p l e  of p a r t i c i p a t i o n ,  so s u c c e s s f u l  in  s u p e r v i s o r y  r e l a t i o n -  
sh ip s ,  be u t i l i zed  h e r e  to advantage  ? S e v e r a l  b e n e f i t s  a r e  a p p a r e n t  
if  we can m a k e  i t  work .  The chief  execu t ive  d o e s n ' t  have  to convince  
o t h e r s  tha t  h i s  s i z e - u p  i s  c o r r e c t .  A g r e e m e n t  on s i z e - u p  can  r e l e a s e  
e v e r y o n e ' s  e n e r g i e s  to  d e t e r m i n e  a p r o g r a m  of ac t ion .  Such an a p p r o a c h  
i s  an e x c e l l e n t  tool  for  coord ina t ion .  It would p rov ide  a sp lend id  m e d i u m  
for  execu t ive  d e v e l o p m e n t .  It m a y  e n c o u r a g e  the s p r e a d  of the t e c h -  
nique of p a r t i c i p a t i o n  th roughout  the  e n t e r p r i s e .  

T h e r e  i s  su f f i c i en t  ev idence  now ava i l ab l e  to i nd ica t e  tha t  u n l e s s  
some such  jo in t  a p p r o a c h  i s  used ,  the ch ief  execu t ive  r u n s  a c l e a r  r i s k  
tha t  the  r e s u l t s  of h i s  e f fo r t s  m a y  be d i s r u p t i v e ,  l ower  in qua l i ty  than  
m i g h t  have  r e s u l t e d  f r o m  jo in t  e f for t ,  and the p r o g r a m  m a y  even  not 
be accep t ed  by the o r g a n i z a t i o n .  One of the m o s t  d r a m a t i c  i l l u s t r a t i o n s  



of such a t r a g e d y  tha t  I know h a p p e n e d  to the  p r e s i d e n t  of a l a r g e  and 
i m p o r t a n t  c o m p a n y .  In th i s  i n s t a n c e ,  the p r e s i d e n t ,  who had b e e n  
w i t h d r a w i n g  m o r e  and m o r e  as  the  o r g a n i z a t i o n  g r e w  l a r g e r ,  c a m e  to 
the  c o n c l u s i o n  that  the  o r g a n i z a t i o n  s t r u c t u r e  of the c o m p a n y  was  in 
s e r i o u s  n e e d  of s tudy.  He t h e r e f o r e  c l o s e t e d  h i m s e l f  fo r  d a y s  in h i s  
beau t i fu l  p a n e l e d  off ice  whi le  he u n d e r t o o k  a s tudy  m a d e  fo r  the  p u r -  
pose  of e x a m i n i n g  the  o r g a n i z a t i o n  s t r u c t u r e  of the c o m p a n y ,  to a p -  
p r a i s e  i t s  a d e q u a c y  and p r o p o s e  the  c h a n g e s  wh ich  shou ld  be m a d e  to 
i m p r o v e  i t s  adequacy .  The  a p p r a i s a l  was  to  i nc lude  "an  e x a m i n a t i o n  
of the  h i s t o r y  of the  o r g a n i z a t i o n  s t r u c t u r e  fo r  such  p e r s p e c t i v e  and 
l e s s o n s  as  i t  a f f o r d s ,  a d i s c u s s i o n  of o r g a n i z a t i o n  p r i n c i p l e s  and the  
d e g r e e  to which  we a r e  c o m p l y i n g  wi th  t h e m ,  a c o m p a r i s o n  of our  o r -  
g a n i z a t i o n  s t r u c t u r e  wi th  t h o s e  of o t h e r  c o m p a n i e s  of s i m i l a r  s i z e  
and c o m p l e x i t y ,  and the  a r g u m e n t s  fo r  and a g a i n s t  a change  in the  
p r e s e n t  s t r u c t u r e . "  Much t i m e  and e f fo r t  was  e x p e n d e d  by the  p r e s i -  
den t  on th i s  top o r i e n t e d  a p p r o a c h - - u l t i m a t e l y  h o w e v e r  to no ava i l .  
The  c o n c l u s i o n s  that  he  r e a c h e d  on n e e d e d  i m p r o v e m e n t s  and p r o p o s e d  
c h a n g e s ,  l og i ca l  though  they  a p p e a r e d ,  w e r e  u n i f o r m l y  and e m p h a t i c a l l y  
opposed  by h i s  o r g a n i z a t i o n .  It was  not  fe l t  tha t  h i s  c o n c l u s i o n s  and 
s u g g e s t i o n s  w e r e  g e a r e d  to the  c o m p a n y ' s  r e a l ,  b a s i c  o p e r a t i n g  p r o b -  
l e m s .  

It i s  s i gn i f i c an t  to note  that  the  e n t i r e  s tudy  d e s c r i b e d  above  was  
c a r r i e d  out by t he  p r e s i d e n t  a lone ,  d i c t a t i n g  and ed i t i ng  h i s  r e p o r t  in 
the  s e c l u s i o n  of h i s  c l o s e d  off ice .  Not m a n y  of h i s  o f f i c e r s  knew he 
was  engaged  in such  a s tudy.  Those  who w e r e  a w a r e  of i t  did not  f e e l  
f r e e  to  d i s c u s s  i t  wi th  h i m .  T h e r e  was  c l e a r l y  no a t o m s p h e r e  f a v o r -  
ab le  to p a r t i c i p a t i o n  in th i s  s i t ua t i on .  

S u m m a r i z i n g  wi th  r e s p e c t  to th i s  no t ion  of the  va lue  of an a t m o s -  
p h e r e  f a v o r a b l e  to p a r t i c i p a t i o n ,  i t  i s  s u g g e s t e d  tha t  we add to top 
m a n a g e m e n t ' s  l og i ca l  a p p r o a c h  to the p r o b l e m  of s i z i n g  up the c o m -  
p a n y ' s  s i t ua t ion  as  a b a s i s  fo r  d e t e r m i n i n g  o v e r a l l  o r g a n i z a t i o n  o b j e c -  
t i v e s  the  i n g r e d i e n t  of coopera t iVe  e n d e a v o r .  The job is  too big  fo r  
one m a n .  Put  in a n o t h e r  way,  the  c o m p a n y  wi l l  p r o b a b l y  be a b e t t e r  
c o m p a n y  i f  the  m a n a g e m e n t  t e a m  is  c o n c e r n e d  about  t h e s e  m a t t e r s .  
N o r  d o e s  the  add i t ion  of th i s  h u m a n  i n g r e d i e n t  in to  the d i a g n o s t i c  
p r o c e s s  r e d u c e  the  ch ie f  e x e c u t i v e ' s  r e s p o n s i b i l i t i e s  or  p o w e r .  On 
the  c o n t r a r y ,  the u t i l i z a t i o n  of a sound,  l o g i c a l  a p p r o a c h  and a c o -  
o p e r a t i v e  t e a m  can open up v i s t a s  fo r  the c o m p a n y  tha t  log ic  and the  
ch i e f  e x e c u t i v e  a lone  could n e v e r  a c h i e v e .  
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A f inal  i n g r e d i e n t ,  wh ich  to m e  f o r m s  an e s s e n t i a l  e l e m e n t  of the 
e f f ec t ive  o r g a n i z a t i o n  of h u m a n  e f fo r t ,  is  the  f o s t e r i n g  of the d y n a m i c  
qua l i ty  of g rowth .  It i nvo lves  m a k i n g  the  peop le  who a r e  w o r k i n g  wi th  
you f ee l  that  you a r e  i n t e r e s t e d  in bu i ld ing  t h e m  as key m e m b e r s  of 

the  o r g a n i z a t i o n .  

Al though execu t ive  d e v e l o p m e n t  has  b e e n  of c o n c e r n  to m a n a g e -  
m e n t  for  p e r h a p s  40 y e a r s ,  p r o g r a m s  a i m e d  at the  d e v e l o p m e n t  of 
e x e c u t i v e s  have ,  for  the m o s t  pa r t ,  b e e n  put in to  e f fec t  only du r ing  the  
pas t  10 y e a r s .  R e c o g n i t i o n  of the s h o r t a g e  of execu t i ve  t a l e n t  t o w a r d  
the  end of Wor ld  War II r e a l l y  m a r k e d  the b e g i n n i n g  of a new e r a  in 

e x e c u t i v e  d e v e l o p m e n t .  

In h i s  book  on the " G r o w t h  and D e v e l o p m e n t  of E x e c u t i v e s , "  
M y l e s  Mace  conc luded  tha t  the  m o s t  e f f ec t ive  way of l e a r n i n g  what  i s  
i nvo lved  in the  p e r f o r m a n c e  of e x e c u t i v e  func t ions  i s  by doing .  He 

went  on to say: 

" I n a s m u c h  as peop le  l e a r n  by do ing ,  the  s u p e r i o r  o f f i ce r  
i s  the r e a l  d e t e r m i n a n t  of what  h i s  s u b o r d i n a t e s  l e a r n  on the  
job.  The s u p e r i o r  c o n t r o l s  the  w o r k  s i tua t ion  to a l a r g e  e x -  
t en t  so f a r  as  h i s  s u b o r d i n a t e s  a r e  c o n c e r n e d ,  and w h e t h e r  
or  not  s u b o r d i n a t e s  have  o p p o r t u n i t i e s  to  p e r f o r m  on the  job 
d e p e n d s  on what  the  s u p e r i o r  d o e s  or  does  not  do. 

"To  e m p h a s i z e  the  a f f i r m a t i v e  r o l e  of the s u p e r i o r ,  the 
p r o c e s s  by which  s u p e r i o r s  get  th ings  done t h r o u g h  s u b o r d i -  
n a t e s  was  d e s c r i b e d  as  coach ing .  What  is  i nvo lved  in coach ing  
d o e s  not cons t i t u t e  s o m e  new m e t h o d  or  p r a c t i c e  for  d e a l i n g  
wi th  s u b o r d i n a t e s .  R a t h e r ,  coach ing  r e p r e s e n t s  a n o t h e r  way 
of look ing  at the  a d m i n i s t r a t i v e  p r o c e s s .  Coach ing  is  a d m i n -  
i s t r a t i o n ,  and a d m i n i s t r a t i o n  is  coach ing  • • • 

"The  i m p l i c i t  a s s u m p t i o n ,  of c o u r s e ,  as to  the e f f e c t i v e -  
n e s s  of coach ing  in the  d e v e l o p m e n t  of e x e c u t i v e s  and p o t e n t i a l  
e x e c u t i v e s  is  tha t  the  s u p e r i o r  is  a c o m p e t e n t  a d m i n i s t r a t o r .  
It i s  doubted  tha t  the d e v e l o p m e n t  of able  a d m i n i s t r a t o r s  is  
p o s s i b l e  in an o r g a n i z a t i o n  wh ich  has  n e v e r  known good m a n a g e -  
m e n t .  And the key  f i gu re  in the  o r g a n i z a t i o n  wi th  r e g a r d  to  
c o m p e t e n c y  is  the  ch ie f  o p e r a t i n g  e x e c u t i v e .  He s e t s  the  po l i cy  
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and the exampIe  fo r  the whole  o r g a n i z a t i o n .  If he o b s e r v e s  in 
p r a c t i c e  the e l e m e n t s  of coach ing ,  his  e x a m p l e  b e c o m e s  the 
r e a l  po l icy  of the c o m p a n y . "  

T h e r e  is  a v e r y  c l o s e  r e l a t i o n s h i p  b e t w e e n  P r o f e s s o r  M a c e ' s  c o m -  
men~s quoted above and the i m p o r t a n c e  of jo in t  e n d e a v o r  in p o l i c y m a k i n g  
and o r g a n i z a t i o n  p lanning  noted  e a r l i e r .  

In the f ina l  a n a l y s i s ,  a l l  l i fe p r o c e s s e s  a r e  b a s e d  on g rowth ,  on 
c o n s t a n t  r e n e w a l ;  so it is  wi th  o r g a n i z a t i o n .  The e n t i r e  p r o c e s s  is  
v i t a l i z ed  by the  l i f e - g i v i n g  n o u r i s h m e n t  of the d e v e l o p m e n t  of m e n  for  
m a n a g e m e n t .  The a w a k e n i n g  in th i s  r e g a r d  tha t  is  s w e e p i n g  the i n d u s -  
t r i a l  and m i l i t a r y  w o r l d  is  exc i t i ng  and m o s t  r e a s s u r i n g .  E x e c u t i v e  
t r a i n i n g  p r o g r a m s  l ike  th is  a r e  s p r i n g i n g  up a l l  ove r  the c o u n t r y .  To 
m e ,  th i s  is  the m o s t  s i gn i f i can t  r e c e n t  d e v e l o p m e n t  in the e n t i r e  f ie ld  
of o r g a n i z i n g  h u m a n  e f for t .  

R e s u l t - - a  Hea l t hy  O r g a n i s m  

The e s s e n c e  of m y  r e m a r k s  th i s  m o r n i n g  is  tha t  e f f ec t i ve  o r g a n i z a -  
t ion of human  e f fo r t  c a l l s  fo r  a b l end ing  of o r g a n i z a t i o n  and h u m a n  r e l a -  
t ions  c o n c e p t s  into what  is  in r e a l i t y  an o r g a n i s m .  It i s  a l ive ,  a v i t a l  
be ing ,  a c o m p o s i t e  whole ,  p o s s e s s i n g  a p e r s o n a l i t y  of i ts  own. It can  
be a taut  ship,  and at the s a m e  t i m e  a happy ship ,  if ~here is  a w o r t h y  
ob j ec t i ve ,  a sound ly  c o n c e i v e d  o r g a n i z a t i o n  s t r u c t u r e  to a c h i e v e  th i s  
ob jec t ive ,  an a t m o s p h e r e  f a v o r a b l e  to w i d e s p r e a d  p a r t i c i p a t i o n ,  and 
an ac t ive  f o s t e r i n g  of the d y n a m i c  qua l i ty  of g rowth  and d e v e l o p m e n t  
of m e n  for  b r o a d e r  r e s p o n s i b i l i t y .  

But ,  s t and ing  out as  a b e a c o n  l ight  in th i s  m o r e  or  l e s s  i n t e g r a t e d  
a p p r o a c h  to o r g a n i z a t i o n  and people  is  the concep t  of p a r t i c i p a t i o n - -  
an a p p r o a c h  which  s p r i n g s  f r o m  a genu ine  r e s p e c t  fo r  the p e r s o n a l  
i n t e g r i t y  of the people  in the o r g a n i z a t i o n ,  fo r  t h e i r  e x p e r i e n c e ,  f o r  
t h e i r  f e e l i n g s ,  and fo r  t h e i r  point  of v i ew.  

The a n s w e r s  to h u m a n  r e l a t i o n s  p r o b l e m s  and in the f ina l  a n a l y s i s ,  
so lu t ions  to the p r o b l e m  of c o o r d i n a t i o n  i t s e l f - - t h e  v e r y  c r u x  of o r -  
g a n i z a t i o n - - c o m e  m o r e  e a s i l y  i f  we a r e  wi l l ing  to consu l t  b e f o r e  we ac t .  

Thank  you v e r y  m u c h ,  g e n t l e m e n .  

(29 Oct 1954--750)S/sgh 
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