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COLONEL CONNER: A s  t h i s  w e e k  d r a w s  to a c l o s e ,  I b e l i e v e  t ha t  
a l l  of u s  h a v e  r e a l i z e d  f r o m  the  e v i d e n c e  t h a t  t h e r e  i s  no a p p r o v e d  s o l u -  
t i on  to  t h e s e  p r o b l e m s  in  h u m a n  r e l a t i o n s .  T h e r e  a r e  p r i n c i p l e s  to be  
app l i ed ,  s u r e ,  bu t  no f o r m u l a e .  Among a l l  the  p r i n c i p l e s  t h a t  h a v e  b e e n  
woven  in to  t h e s e  s i t u a t i o n s  of h u m a n  r e l a t i o n s  d u r i n g  the w e e k ,  I b e l i e v e  
t h e r e  h a s  b e e n  one c o m m o n  t h r e a d ,  t ha t  of c o m m u n i c a t i o n .  F o r  t ha t  
r e a s o n ,  I t h ink  i t  i s  a p p r o p r i a t e  t ha t  we t ake  a look  a t  t h i s  s u b j e c t  t h i s  
m o r n i n g  a n d  l ook  i n t o  i t  a l i t t l e  m o r e  t h o r o u g h l y .  

F r o m  o u r  s p e a k e r ' s  b i o g r a p h y ,  you w i l l  no t e  tha t  he  h a s  h a d  l ong  
e x p e r i e n c e  in  t h i s  f i e l d .  In  a d d i t i o n  h i s  q u a l i f i c a t i o n s  a r e  a m a t t e r  of 
r e c o r d  to t h i s  c o l l e g e .  I t  g i v e s  m e  g r e a t  p l e a s u r e  to i n t r o d u c e  t o  t h i s  
c l a s s  and  to o u r  g u e s t s  M r .  O n c k e n ,  who w i l l  s p e a k  on the  s u b j e c t ,  
" C o m m u n i c a t i o n s  a n d  H u m a n  R e l a t i o n s .  " M r .  O n c k e n .  

M R .  O N C K E N :  G o o d  m o r n i n g .  As  you  h a v e  h e a r d ,  o u r  top ic  i s  
" C o m m u n / c a t i o n s  a n d  H u m a n  R e l a t i o n s . "  We s h a h  s t a r t  b y  o f f e r i n g  a 
d e f i n i t i o n  of  c o m m u n i c a t i o n s .  T h e r e  a r e  l o t s  of theme." T h i s  one w o n ' t  
s a t i s f y  you c o m p l e t e l y  but ,  s i n c e  I h a v e  c o n t r o l  of t h i s  s i t u a t i o n  f o r  45 
m i n u t e s ,  m y  d e f i n i t i o n  i s  g o i n g  to s t and ,  f o r  I a m  g o i n g  to h a v e  to b u i l d  
m y  p r e s e n t a t i o n  on i t .  L a t e r ,  you  m a y  m a k e  y o u r  own d e f i n i t i o n .  M y  
de f in i t i on  i s :  " C o m m u n i c a t i o n s  i s t h e  c h a i n  of u n d e r s t a n d i n g  t ha t  i n t e -  
g r a t e s  an  o r g a n i z a t i o n  f r o m  top to b o t t o m ,  f r o m  b o t t o m  to top, a n d  f r o m  
s i d e  to  s i d e .  " 

Now I u s e d  t h e  p h r a s e  " c h a i n  of u n d e r s t a n d i n g "  on p u r p o s e  b e c a u s e ,  
b y  a s s o c i a t i o n  of w o r d s ,  i t  r e c a l l s  a n o t h e r  p h r a s e ,  " c h a i n  of c o m m a n d ,  " 
w i t h  w h i c h  e v e r y o n e  of u s  i s  f a m i l i a r .  C h a i n s  of c o m m a n d  a r e  e a s y  to 
d e v i s e .  A l l  one  h a s  to h a v e  i s  a c e r t a i n  a m o u n t  of m a n a g e m e n t  k n o w - h o w ,  
a d i v i d e r ,  a T s q u a r e ,  a p i e c e  of p a p e r ,  s o m e t h i n g  f l a t  to d r a w  on, and  
one c a n  m u l t i p l y  t h e m  a s  f a s t  a s  one c a n  d r a w .  F i r s t ,  you  d r a w  l i n e s  
v e r t i c a l l y ,  t h e n  h o r i z o n t a l l y ,  c o n n e c t i n g  b o x e s  i n t o  j u s t  the  r i g h t  l e v e l s ;  
in  t h o s e  b o x e s  you w r i t e  the  n a m e s  of p e o p l e ,  and  w h e n  you  a r e  f i n i s h e d ,  
you  h a v e  a c h a i n  o f c o r n r n a n d .  

C o p y r i g h t ,  1954, b y  W i l l i a m  Oncken ,  J r ,  



We all know that it is possible to have a chain of command with 
no chain of understanding whatever. If you go back in your experience, 
you will remember an impossible situation where you were a link in a 
chain of command in which there was no chain of understanding at a11. 
It is also possible to have a chain of understanding with no chain of com- 
mand, as, for example, in an old ladies' sewing circle. There, no 
chain of command is necessary. So it is possible to have a chain of 
understanding without a chain of command or a chain of command without 

a chain of understanding. 

I think you will all agree with me that no organization can accomplish 
anything without a chain of understanding which supports the chain of com- 
mand. While the chains of command are easy to design, chains of under- 

standing are not easy to design nor to maintain. 

There are many communications techniques which you read about in 
textbooks, such as memoranda, station newspapers, conferences, em- 
ployee opinion polls, and speeches in the auditorium by the Old Man, but 
unless they build a chain of understanding in the organization, a communi- 
cations program using textbook techniques may be purely an illusion. 
Lots of "yackety-yack" may be going on, but no chain of understanding 
is being developed. We will examine this chain of understanding this 
morning in the light of its importance to the accomplishment of a mission. 

When two individuals are talking, a chain of understanding can be 
forged between them only if they are speaking the same language. For 
example, if I go to a foreign country, say, France, and talk to a French- 
man in English, and he knows no English, he must obviously be listening 
in French. Consequently, we don't understand each other. Or if he is 
talking in French and I am listening in English, there is no chain of 
understanding being forged, or, as we say in Navy parlance, it is snafu. 

You may say to yourself, "How does this apply in this country where 
we all speak English? We don't have that problem." I would like to 
suggest to you that we do have language problems. Everyone of you has 
sat down in cafeterias or officers' clubs and you have heard someone say, 
"I have been in my particular MOS for a long time. But the people I work 
with--we just don't talk the same language." What he is really saying is, 
his  whee l s  a r e  sp ipn ing  and he i s n ' t  ge t t ing  any th ing  done.  

Or  some  ind iv idua l  in  c h a r g e  of a shop s a y s ,  "So and so c a m e  h e r e  
h igh ly  r e c o m m e n d e d ;  you should  see  tha t  f e l l ow ' s  qua l i f i c a t i ons ;  ye t  he 
has  b e e n  h e r e  n ine  mon ths  and he and I s t i l l  don ' t  t a l k  the s a m e  l a n g u a g e . "  
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(If he  i s  a m i l i t a r y  m a n ,  you can  ge t  r i d  of h i m ,  but  i f  he  i s  a c i v i l i a n  
l ike  I am ,  you m a y  be  s t u c k ! )  T h e i r  w h e e l s  a r e  s p i n n i n g .  T h e y ' r e  
not  g e t t i n g  m u c h  a c c o m p l i s h e d .  

You say,  "Al l  r igh t ,  BiLl, wha t  a r e  s o m e  of t h e s e  l a n g u a g e s  w h i c h  
m a k e  i t  d i f f i cu l t  f o r  l i nks  in  the  c 'hain of u n d e r s t a n d i n g  to be  f o r g e d ?  " 
Two of t h e s e  l a n g u a g e s  a r e  d e s c r i b e d  on the  two b l a c k b o a r d s  up h e r e  on  
the  p l a t f o r m .  

On the  l e f t - h a n d  b l a c k b o a r d  is  the  " l a n g u a g e  of m o t i v a t i o n .  " On the  
r i g h t - h a n d  b l a c k b o a r d  i s  the  " l a n g u a g e  of p r o d u c t i o n  and  e f f i c i e n c y .  " 
The  w o r d s  b a s i c  to the  l a n g u a g e  of p r o d u c t i o n  and  e f f i c i e n c y  a r e :  p l a n n i n g ,  
o r g a n i z i n g ,  d i r e c t i n g ,  c o o r d i n a t i n g ,  and  c o n t r o l l i n g ,  wi th  w h i c h  e v e r y o n e  
of you i s  v e r y  f a m i l i a r .  I p e r s o n a l l y  a m  f a m i l i a r  wi th  t h e m  b e c a u s e  I 
have  r e a d  t h e m  in  t e x t b o o k s  and  have  h e a r d  l e c t u r e s  on t h e m  in  c l a s s -  
r o o m s ;  but  e v e n  wi thou t  c o u r s e s  and  b o o k s  I wou ld  h a v e  b e e n  f a m i l i a r  
wi th  t h e m  long  b e f o r e  b e c a u s e  of the  t r e a t m e n t  I ge t  f r o m  m y  b o s s e s .  

My b o s s  m a y  s ay  to m e ,  "Bi l l ,  if  you had  on ly  p l a n n e d  th i s  b e t t e r ,  
we w o u l d n ' t b e  w h e r e  we a r e  now. " So I g u e s s  p l a n n i n g  i s  i m p o r t a n t .  My 
b o s s  m a y  s ay  to me ,  "Bi l l ,  l e t  us  ge t  o r g a n i z e d  a l i t t l e  b i t  b e t t e r ,  " so  
I g u e s s  o r g a n i z i n g  i s  i m p o r t a n t .  He m a y  say,  "Bi l l ,  l e t ' s  have  a l i t t l e  
b e t t e r  s u p e r v i s i o n ,  " so  I g u e s s  s u p e r v i s i o n ,  o r  d i r e c t i n g ,  i s  m y  job.  
Or ,  "Bi l l ,  l e t  us  get  c o o r d i n a t e d .  The  boys  o v e r  h e r e  h a v e  n o t h i n g  to do 
and the boys  o v e r  t h e r e  a r e  p u t t i n g  in f o r  o v e r t i m e ,  " so  I g u e s s  c o o r -  
d i n a t i n g  i s  i m p o r t a n t .  O r  he  s ays ,  "BiLl, you d o n ' t  know wha t  i s  go ing  
on  in  y o u r  own o r g a n i z a t i o n  '~ so  I g u e s s  c o n t r o l l i n g  is  i m p o r t a n t .  He 
r a r e l y  t a lks  to m e  in  any  o t h e r  t e r m s .  I h a v e  done  v e r y  c a r e f u l  r e s e a r c h  
on m y  l a s t  f ive  b o s s e s ;  t h e y  have  r a r e l y  t a l k e d  to m e  in  any  o t h e r  l a n -  
guage  than  tha t  of p r o d u c t i o n  and  e f f i c i e n c y ,  and,  b e t w e e n  you and  m e ,  
I a m  g e t t i n g t i r e d  of i t .  Th i s  l a n g u a g e  h o l d s  no t h r i l l  f o r  m e ;  in  fac t  I 
b e c o m e  a p a t h e t i c  w h e n  a d d r e s s e d  in  the  l a n g u a g e  d e s c r i b e d  on the  r i g h t -  
h a n d  b l a c k b o a r d .  

You wi l l  say ,  "What  l a n g u a g e  d o e s  g ive  you a t h r i l l ,  B i l l ? "  

The  l a n g u a g e  I u n d e r s t a n d ,  the  l a n g u a g e  in  wh ich  I l i s t e n  i s  d e s c r i b e d  
on the  l e f t - h a n d  b l a c k b o a r d .  The  t h ings  I a m  i n t e r e s t e d  in, in m y  job,  
c o n s c i o u s l y  o r  u n c o n s c i o u s l y ,  day a f t e r  day,  a r e  t h e s e  f o u r  t h ings :  

F i r s t ,  I want  an  " o p p o r t u n i t y "  to do s o m e t h i n g  of s i g n i f i c a n c e  and  
i m p o r t a n c e  as  m e a s u r e d  by  m y  own s t a n d a r d s .  And  I want  a f a i r  
o p p o r t u n i t y  to ge t  a h e a d  in  m y  f i e ld ,  w h a t e v e r  i t  m a y  be .  I t h ink  tha t  i s  
t r u e  of e v e r y o n e  in  th i s  r o o m  and of a l m o s t  e v e r y o n e  in  the w o r l d ,  at  
l e a s t  of e v e r y  n o r m a l  , c iv i l i z ed  h u m a n  be ing .  
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Second,  I w a n t  " r e c o g n i t i o n . "  I don ' t  Want t o  be  m e d a l e d  o r  t o  
a c q u i r e  a f i l e  fu l l  of c o m m e n d a t i o n s ,  bu t  I w a n t  a job to  do w h i c h  w i l l  
b e  r e c o g n i z e d  w h e n  we11 done;  a j o b  w h i c h  i s  a c c o r d e d  i t s  p r o p e r  o c c u -  
p a t i o n a l  s t a t u s  i n  the  o r g a n i z a t i o n  a n d  w h i c h  i s  " w i r e d  i n t o "  o t h e r  
c o r r e l a t i v e  f u n c t i o n s ;  a n d  a job w h i c h  r e c o g n i z e s  m y  p e r s o n a l  d i g n i t y  
a s  a n  i n d i v i d u a l .  T h e s e  t h i n g s  c a n n o t  be  w r i t t e n  i n t o  a job descr~iption~ 
bu t  w h e n  I look  a t  m y  job,  I l ook  f o r  t h e m  j u s t  the  s a m e .  

T h i r d ,  I w a n t  to " b e l o n g o "  I - m  not  a j o i n e r ,  bu t  s t i l l  I w a n t  to b e -  
long  to a n  o r g a n i z a t i o n  tha t  i s  go ing  p l a c e s  a n d  i s  t a k i n g  i t s  ~ p e o p l e  a l o n g  
w i t h  i t .  I a m  f r a n k l y  l ook ing  f o r  b a n d w a g o n s ;  i f  I f ind  one  to m y  l ik ing ,  

I w i l l  wan t  to c l i m b  on b o a r d .  

F o u r t h  i s  " s e c u r i t y .  " M y  d e f i n i t i o n  fo r  s e c u r i t y ,  w h i c h  w i l l  s t a n d  
f o r  the  nex t  35 m i n u t e s ,  i s  " S e c u r i t y  i s  the  a b i l i t y . t o  p l a n  a h e a d w i t h  
c o n f i d e n c e . "  I c a n  do t h a t  on the  e c p n o m i c  s i d e  b e c a u s e  I a m  a c i v i l  
s e r v a n t .  I c a n  p l a n  a h e a d  f i n a n c i a l l y  wi th  c o n f i d e n c e .  T h i s  i s  c a l l e d -  
" e c o n o m i c  s e c u r i t y .  " I h a v e  C i v i l  S e r v i c e  s t a t u s  and v e t e r a n s '  p r e f e r -  

e n c e .  

T h e r e  i s  h o w e v e r  a n o t h e r  k i n d  of s e c u r i t y .  I ge t  e m o t i o n a l  s e c u r i t y  
out  of m y a b i l i t y  to p l a n  a h e a d  w i t h  c o n f i d e n c e  i n  m y  r e l a t i o n s h i p s  w i th  
m y  b o s s  and  w i t h  the  o r g a n i z a t i o n  f o r  w h i c h  ~ w o r k .  I c a n n o t  w o r k  f o r  a 
b o s s ,  who,  on  i m p o r t a n t  p o l i c y  m a t t e r s ,  b l o w s  ho t  o n  T u e s d a y ,  l u k e w a r m  
on  W e d n e s d a y ,  s i d e w a y s  on T h u r s d a y  a n d  on F r i d a y  w a n t s  to know w h y  
I ' m l n o t  f o l l o w i n g  the  p o l i c y .  T h i s  b r e e d s  u l c e r s ,  wh ich ,  i t  i s  s a id ,  a r e  
C aused  n o t  b y  w h a t  y o u  a r e  e a t i n g  bu t  b y  wha t  i s  e a t i n g  you .  T h e r e  wou ld  
be  p l e n t y  e a t i n g  m e  i n  t h o s e  c i r c u m s t a n c e s .  I w o u l d n ' t  b e  ab le  to " c a s e "  
the  O l d  Man .  Bu t  I m u s t  be  ab le  to " c a s e "  the  Old  M a n  i n  o r d e r  to be  
ab le  to p l a n  a h e a d  w i t h  c o n f i d e n c e  i n  m y  r e l a t i o n s h i p s  w i t h  h i m .  

AI I  I a m  s a y i n g  i s  t h i s :  W h a t  m y  b o s s  i s  l o o k i n g  at  i n  m y  job i s  the  
p l a n n i n g ,  o r g a n i z a t i o n ,  d i r ec~ ion ,  c o o r d i n a t i o n ,  and  con t ro l  of the  f u n c t i o n  
I ' m  r e s p o n s i b l e  fo r .  T h e s e  w o r d s  a r e  b a s i c  to h i s  l a n g u a g e ,  the  l a n g u a g e  
of p r o d u c t i o n  and  e f f i c i e n c y .  B u t  w h a t  I a m  l o o k i n g  a t  i n  the  s a m e  job i s  
the  o p p o r t u n i t y ,  r e c o g n i t i o n ,  b e l o n g i n g ,  and  s e c u r i t y  i t  a f f o r d s  m e .  T h e s e  
w o r d s  a r e  b a s i c  to  the  l a n g u a g e  of m o t i v a t i o n .  

W h a t  m u s t  t h e s e  f o u r  m o t i v a t i o n  f a c t o r s  a d d  up to i n  m y  own c a s e  to 
keep  m e  i n t e r e s t e d  i n  m y  p r e s e n t  j ob?  I h a p p e n  to he  the  type  who i s  
m o r e  i n t e r e s t e d  in  o p p o r t u n i t y  and  r e c o g n i t i o n  t h a n  in  b e l o n g i n g  and  
s e c u r i t y ;  y o u r  r e q u i r e m e n t s  m a y  be  d i f f e r e n t .  In  m y  c a s e  t h e y  h a v e  to 
add  up  to  at  l e a s t  m y  m i n i m u m  r e q u i r e m e n t s  o r  I w i l l  s t a r t  l o o l d n g  f o r  
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a n o t h e r  job tha t  does .  And I f ee l  s u r e  that  e ach  of you h a s  r e a c t e d  
the s a m e  way  at  one  t i m e  o r  a n o t h e r .  

In  looking  at  m y  job, I a s k  m y s e l f ,  "What  i s  the o p p o r t u n i t y ~ i c t u r e ?  
Does  i t  m e e t  m y  m i n i m u m  r e q u i r e m e n t s ? "  You c a n ' t  m e a s u r e  oppor -  
t un i ty  on a n u m e r i c a l  s ca l e ,  so you don ' t  a n s w e r  tha t  q u e s t i o n  hy  a r i t h -  
m e t i c .  I n s [ e a d  you fee l  the a n s w e r  s o m e w h e r e  in  y o u r  v i s c e r a .  So 
i n s t e a d  of a s s i g n i n g  a n u m e r i c a l  va lue  to the  amoun t  of o p p o r t u n i t y  y o u r  

I . , - -  °WI job g i v e s  you, you  a s s i g n  a. xeel  va lue .  F o r  me,  in  m y  p r e s e n t  job, 
th i s  " f e e l "  va lue  can  be r e p r e s e n t e d  by the s y m b o l  " A . "  It happens  to 
mee t ,  i n d e e d  i t  exceeds ,  m y  m i n i m u m  r e q u i r e m e n t s .  In the s a m e  way,  
I a s s i g n  va lue s  B~ C, D, and E to the o.ther m o t i v a t i o n a l  f a c t o r s  and 
a r r a n g e  t h e m  in  such  a way  that  I c a n  add t h e m  up, thus :  

My A r m y  ~ob 

F a c t o r  
Va lue  

Oppor tun i ty  A 

Recogn i t ion  B 

Be long ing  C 

S e c u r i t y  (economic)  D 

S e c u r i t y  (emot ional)  E 

To ta l  p s y c h i c  i n c o m e  F 

You wi l l  s ee  I have  co ined  a t e r m ,  "psycbAc income ,  " to i den t i f y  
the sum F .  I c a l l  i t  " i n c o m e "  in  the  a s s u m p t i o n  tha t  a l l  f ive  v a l u e s  a r e  
f o r m s  of i ncome  s ince  I look for  a l l  of t h e m  in m y  job. We can  now add 
the c o l u m n  as  we a r e  dea l ing  wi th  a c o m m o n - d e n o m i n a t o r  i n c o m e .  

If  the o v e r a l l  va lue  F m e e t s  m y  m i n i m u m  r e q u i r e m e n t s ,  I am ge t t ing  
what  I want  f r o m  m y  job. If i t  doesn ' t ,  I wi l l  want  out. 

I c a n  see  by  the e x p r e s s i o n s  on the f a c e s  of some  of you that  you 
a r e  say ing ,  "Bi l l ,  what  y o u t r e  r e a l l y  s a y i n g  i s  tha t  peop le  w o r k  f o r  o t h e r  
th ings  b e s i d e s  money ,  tha t  m o n e y  i s n ' t  e v e r y t h i n g .  But I ' m  o l d e r  
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than  you are--IWve had m o r e  e x p e r i e n c e .  IWve found that  in  the end..  
i t s  the old g r e e n  stuff  that  f i na l l y  gets  a m a n  off h i s  e x t r e m i t y .  So, 
Bi l l ,  don~t dece ive  the people  on th is  ~ point .  You and I know b e t t e r . "  

Those  of you who m a y  th ink  th is  way I ' l l  dea l  with fo r  the next  f ive 
m i n u t e s ;  if you tre s t i l l  not with me a f t e r  that  I ' l l  have to leave  you where.  

you a r e  and proceed. .  0 

I could° if I wished,  get a job at  Union Sta t ion as  a f l o o r  swabber .  
I qual ify,  as  I have been  m a r r i e d  fo r  13 y e a r s .  M r s .  Oncken  need  not  
know anyth ing  about  f l oo r  swabbing.  A l l  she needs  to know is  how to 

s u p e r v i s e  (it s ay s  he re ) .  

In  " c a s i n g "  such a job poss ib~l i ty  f o r  the psych ic  i n c o m e  i t  Would 
o f fe r  me,  I would f ind no '~oppor tuni ty ."  O t h e r s  wi l l  see  i t  d i f f e ren t ly ,  
no doubt, but the job would not  a l low me  to s t and  b a c k  o c c a s i o n a l l y  and 
take  p r ide  inean endur ing  a c c o m p l i s h m e n t .  Thousands  of peop le  evez'y 
day would zlob me of that  s a t i s f a c t i o n  by  l eav ing  t h e i r  f oo tp r in t s  a l l  o v e r  

the r e s u l t s  of m y  l a b o r s .  

Second, my " r e c o g n i t i o n "  would be  ze ro .  Do not  rn tRunders tan  d me:  
I be l i eve  in  our  i dea l s  of a s o c i a l  d e m o c r a c y  in  which a l l  f o r m s  of l eg i t i -  
ma t e  l a b o r  a r e  of equal  digni ty .  In the Uni ted  Sta tes  the m e c h a n i c ,  p r o -  
fessor0 and b u s i n e s s m a n  a l ike  put t h e i r  shou lde r  to the A m e r i c a n  
d e m o c r a t i c  wheel .  But m y  e s t e e m e d  f r i ends  have not  found out about 
t h i s .  So when they  l e a r n  that  I am  now a f l o o r  swabber ,  t hey  a r e  e m -  
b a r r a s s e d  fo r  me .  And s ince  they  a r e  the ones  to whom I look fo r  
r ecogn i t ion ,  I donVt get m u c h  of i t .  

Th i rd ,  I have no h a n k e r i n g  to be long  to the F l o o r  Swabber t s  Union~ 
no r  has  M r s .  Oncken  any d e s i r e  to be long  to the Un ion  W o m e n ' s  Auxi l -  
i a r y .  We a r e  not  s o c i a l  snobs .  We a r e  m e r e l y  in a f i r m l y  f ixed  s o c i a l  
ru t .  No m a t t e r  how d e m o c r a t i c  our  s o c i a l  p r e d i s p o s i t i o n s  m a y  be ,  we 
a r e  not going to change ou r  s o c i a l  p a t t e r n  at  th is  l a te  s tage  in  l i fe .  S o  

t h e  "be long ing"  f a c t o r  would be ze ro .  

Skipping the economic  f a c t o r  fo r  a momen t ,  l e t ' s  see what  e m o t i o n a l  
s e c u r i t y  such  a Job migh t  a f fo rd  me .  I am told  that  when a f l o o r  swabbe r  
gets  a p r o m o t i o n  to f o r e m a n ,  h i s  newly  a c q u i r e d ~ a u t h o r i t y  goes to h i s  
head  and he s t r i d e s  about  d runk  with power .  I coulduYt " c a s e "  a bos s  
l ike  that .  I couldnVt p l a n  ahead  conf iden t ly  in  m y  dea l ings  with h im.  In  
short~ m y  " e m o t i o n a l  s e c u r i t y "  would be ze ro .  
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My additive list therefore would look like this: 

F l o o r  S w a b b i n g  

F a c t o r  V a l u e  

O p p o r t u n i t y  0 

R e c o g n i t i o n  0 

Belonging 0 

Security (economic) D 

Security (emotional) _ 0 

T o t a l  psychic income F 

You w i l l  no te  t ha t  m y  m i n i m u m  r e q u i r e m e n t t s  s t i l l  F - - i t  d o e s n ' t  
v a r y  f r o m  job to job.  I t  i s  a c o n s t a n t  q u a n t i t y  t ha t  g o e s  w i th  m e  w h e r e -  
e v e r  I a m .  The  q u e s t i o n  now i s :  How b i g  m u s t  D be  s o  tha t ,  a d d e d  t,, 
the  z e r o s ,  the  s u m  s t i l l  e q u a l s  F ,  m y  m i n i m u m  r e q u i r e m e n t ?  F o r  m e  
D would  h a v e  to  b e  $75, 000 b e f o r e  I wou ld  c o n s i d e r  t a k i u g  the  j ob .  

I s e e  you a r e  l a u g h i n g .  You w o n d e r  why  a s  a f l o o r  s w a b b e r  I have  
s u d d e n l y  d e v e l o p e d  a n e e d  f o r  a n  e x t r a  $65,  000.  I ' l l  t e l l  you  why .  M y  
p s y c h i c  i n c o m e  as  a f l o o r  s w a b b e r  i s  a w a y  out  of b a l a n c e  f r o m  the  s t a n d -  
p o i n t  of m y  r e q u i r e m e n t s .  To  r e s t o r e  the  z e r o s ,  r e s p e c t i v e l y  to t h e i r  
r e q u i r e d  v a l u e s  of A, B, C, a n d  E ,  I m u s t  p u r c h a s e ,  off the  job,  the  
o p p o r t u n i t y ,  r e c o g n i t i o n ,  b e l o n g i n g ,  and  e m o t i o n a l  s e c u r i t y  I d o n q  ge t  
on the  job.  I w i l l  go abou t  i t  a s  f o l l o w s :  

F i r s t  I w i l l  t ake  $25,  000 out of the  $75,  000 and  e x p l o i t  s o m e  i n -  
t e r e s t i n g  r e a l  e s t a t e  s p e c u l a t i o n  o p p o r t u n i t i e s  I know abou~ i n  M o n t g o m e r y  
Coun ty ,  M a r y l a n d ,  m y  h o m e .  L e s s  t han  $ 2 5 , 0 0 0  wou ld  not  m e e t  m y  
m i n i m u m  o p p o r t u n i t y  r e q u i r e m e n t ,  but  w i th  the  $ 2 5 , 0 0 0  I c a n  r e s t o r e  m y  
" o p p o r t u n i t y  f e e l  f a c t o r "  f r o m  z e r o  b a c k  to A, w h e r e  I m u s t  h a v e  i t  to  
be  ab l e  to  Live w i th  m y s e l f .  
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Second, I wi l l  t ake  a n o t h e r  $25~ 000 and use  i t  as  a down p a y m e n t  
on a beau t i fu l  home  in  s o c i a l l y  exc lu s ive  Chevy Chase .  So when people  
walk  by, one wi l l  w h i s p e r  t o  ano the r ,  "Who jus i  moved  in to  that  h o u s e ?  t 1 
And  the  o the r  wi l l  r e p l y  with a knowing e x p r e s s i o n ,  ttWhy, i t s  the 
Onckens ,  of c o u r s e I  ~ Tha t  does i t .  My ~fee l  tl f a c t o r  f o r  r e c o g n i t i o n  i s  
b a c k  up f r o m  z e r o  to B; i t  c o s t  me  $25, 000, but  n e v e r  mind .  

Th i rd ,  IVll buy  m y  way,  if  need  be,  in to  the exc lus ive  Chevy  Chase  
Coun t ry  C l u b ,  i n g r a t i a t e  m y s e l f  with i t s  m e m b e r s  un t i l  I obta in  some  
i m p o r t a n t  pos t .  F r o m  t h e r e  I wi l l  b e c o m e  ac t ive  in  c iv ic  a f f a i r s u n t i l  I 
am appoin ted  c h a i r m a n  of  t he  Chevy  C h a s e  C o m m u n i t y  Ches t .  I t  wonVt 
be  long b e f o r e  the n e w s p a p e r s  quote the MayorVs f r equen t  r e f e r e n c e s  to 
me as  ttBZll Oncl~en, tha t  p i l l a r  of the c o m m u n i t y ,  iv Tha t  does  i t .  I b e -  
long l The f ee l  va lue  is  r e s t o r e d  f r o m  z e r o  to C, my  m i n i m u m  r e q u i r e -  
men t .  

F o u r t h ,  I wi l l  have a c o c k t a i l  p a r t y  at  m y  home  e v e r y  F r i d a y  evening  
to  which  I wi l l  inv i t e  on ly  Wash ing ton t s  p r o m i n e n t  people .  Mos t  • of" t hese  
m a y  ques t ion  !why i a f l oo r  s w a b b e r  i s  ab le  to do th i s i  but  in  Wash ing ton  
you r e g a r d  such  th ings  as  none of you r  b u s i n e s s - - y o u  jus t  keep  coming .  
T o  these  p a r t i e s  I w i l l  inv i t e  m y  f o r e m a n .  He wi l l  r e cogn i ze  the i m -  
p o r t a n c e  of b e i n g  on m y  inv i t a t i on  l i s t .  So while  he m a y  be s u p e r i o r  to 
me on the job~ I s h a l l  be in  a s u p e r o r d i n a t e  p o s i t i o n  to btrn off t h e  job,  
Th i s  wi l l  enab le  me to 1~casetW btrn to the extent  n e c e s s a r y  to b r i n g  m y  
e m o t i o n a l  s e c u r i t y b a c k  up f r o m  z e r o  to E .  I c a n  now plan  ahead  wi th  
conf idence  in  m y  dea l ings  with h i m  as  an ind iv idua l .  

Having spen t  a lo t  of m o n e y  to r e s t o r e  those  fou r  e l e m e n t s  of m y  
psych ic  i ncome  back  to  a c c e p t a b l e  va lues ,  zrhat c a s h  have  I l e f t ?  E x -  
ac t ly  $10,000.  Wha~ do I do wi th  i t ?  The  s ame  th ing  I do wi th  the 
$10, 000 p e r  annum I get r igh t •now in  m y  A r m y  job.  A l i t t l e  on g r o c e r i e s ,  
a l i t t l e  on t r a n s p o r t a t i o n ,  a l i t t l e  on c l o t h i n g ,  and so on down the l i n e .  
In  fac t  I wind up wi th  the s a m e  amoun t  of c a s h  each  y e a r  w h e t h e r  I con-  
t inue in  m y  p r e s e n t  job wi th  the A r m y  at  a s a l a r y  of $10 ,000 o r  take  a 
f l oo r  swabbing job at  U n i o n  S ta t ion  at  ~ $75,000.  E i t h e r  way I c o l l e c t  
$75, 000 in  p sych i c  i n c o m e ,  The A r m y  gives  me $10, 000 of th is  to t a l  
in  a c tua l  cash ,  the  r e s t  c o m e s  wi th  the job.  I p r e f e r  i t  tha t  way.  

WNow-precisely what  has  a l l  th i s  to  do with com~Hunicat ions?  ~t you 
m a y  ask .  In  o r d e r  to a n s w e r  that ,  IVm going to have  to t e l l  you two 
s t o r i e s - - b o t h  of t h e m  out of m y  own p e r s o n a l  e x p e r i e n c e .  (I wi l l  make  
no apo logy  fo r  m y  f r equen t  r e f e r e n c e s  to m y  own p e r s o n a l  e x p e r i e n c e s  
b e c a u s e  theyVre the only  k inds  I~ve e v e r  had.  ) 
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T h e  f i r s t  of t h e s e  s t o r i e s  i s  a s y n t h e s i s  of a n u m b e r  of y a r n s  I 
p i c k e d  up d u r i n g  w a r d r o o m  duty  on the  AGC 13 w h i l e  I w a s  a t t a c h e d  to  
h e r  d u r i n g  the  l a s t  t h r e e  m o n t h s  of 1945 in  Sasebo ,  J a p a n .  

I t  i s  s a i d  tha t  the  Navy  d i s c o v e r e d  e l e c t r i c i t y  i n  1939. One of the  
t h i n g s  we d id  wi th  it  was  to i n s t a l l  P A  s y s t e m s  on a l l  o u r  l a r g e r  f i g h t i n g  
s h i p s .  M o s t  of you a r e  f a m i l i a r  wi th  the  1~now h e a r  t h i s "  r o u t i n e  tha t  
p r e c e d e s  e v e r y  c o m m u n i c a t i o n  o v e r  the  s y s t e m .  

Wel l ,  r i g h t  a f t e r  P e a r l  H a r b o r ,  1941, w h e n  we put  to  s e a  wi th  wha t  
l a r g e r  s h i p s  we h a d  lef t ,  we  ( the Navy)  found  tha t  u n d e r  s t r e n u o u s  b a t t l e  
c o n d i t i o n s  m o r a l e  was  at  a low ebb  in  the  e n g i n e r o o m .  We w e r e n ' t  too 
s u r e  what  m o r a l e  i s ,  but  w h a t e v e r  i t  i s ,  t h e y  d i d n ' t  h a v e  any  of i t  in  the  
e n g i n e r o o m .  Now th i s  wou ldn , t  o r d i n a r i l y  be  a m a t t e r  of l i f e  and  d e a t h  
e x c e p t  f o r  the  f ac t  tha t  t h e r e  a r e  t i m e s  w h e n  the  Old  Man w a n t s  an  e x t r a  
f ive  kno t s  f o r  t a c t i c a l  r e a s o n s - - e x t r a  o v e r  and  a b o v e  the  m a x i m u m  r a t e d  
s p e e d  w h i c h  i s  c l e a r l y  s t e n c i l e d  on the  e n g i n e r o o m  c o n t r o l  p a n e l .  E v e r y  
c a p t a i n  knows  tha t  he  c a n n o t  o r d e r  any  m o r e  r . p . m ,  out of h i s  e n g i n e s  
t h a n  t h e i r  r a t e d  m a x i m u m - - i f  he  t r i e s  to.  But  t h i s  i s  o u r  s t o r y .  

On the particular ship we have in mind, the Old Man decided he 
wanted an extra five knots. Remembering what he learned in Leadership 
201 at the.Naval Academy as a youngster, he .knew that he would have to 
lead, rather than to drive, the men toward that extra speed. So he de- 
cided to use the personal, face-to=face, "let's do it boys" approach. 

He t u r n e d  to the  e x e c u t i v e  o f f i c e r  and  sa id ,  "How about  an  e x t r a  f ive  
k n o t s ?  1, The  " e x e c  tl . turned to the  c h i e f  e n g i n e e r i n g  o f f i c e r  and  sa id ,  
" T h e  Old  M a n  w a n t s  an  e x t r a  f ive  kno ts .  " T h i s  m e s s a g e  p a s s e d  down 
the  e c h e l o n s  of c o m m a n d  in to  the  b o w e l s  of the  s h i p  u n t i l  i t  r e a c h e d  the  
s t r i k e r  who had  h i s  h a n d  o n  t he  l e v e r  tha t  cou ld  p r o d u c e  the  e x t r a  f ive  
kno t s .  He p o i n t e d  to the  e n g i n e  s p e c i f i c a t i o n s  on the  c o n t r o l  p a n e l  and  
r e p l i e d ,  ~'Cantt you  r e a d ? "  T h i s  q u e s t i o n  was  p a s s e d  up the  c h a i n  of  c o m -  
m a n d  u n t i l  the  Vtexec'V r e s p e c t f u l l y  a s k e d  the Old Man  w h e t h e r  he  had  not  
r e a d  the  s p e c i f i c a t i o n s . .  

The  c a p t a i n  s a i d  he had  and  b l u r t e d ,  "Why c a n l t  we ge t  an e x t r a  f ive  
kr..~s out of the  e n g i n e r o o m ,  w h e n  b a t t l e s h i p  X, c r u i s e r  Y, and  c a r r i e r  
7. i lave done  i t  t i m e  and  aga in .  W h a t ' s  so  d i f f e r e n t  about  us  ? "  

Tha t  q u e s t i o n  w e n t  t e r s e l y  down the  e c h e l o n s  t i l l  i t  h i t  the  b o t t o m .  
T h e  r e p l y  c a m e  up f r o m  m o u t h  to m o u t h  wi th  e q u a l  t e r s e n e s s .  1'We 
got boiler scale. ,I 're 



Down the  c h a i n  of c o m m a n d  w e n t  the  c a p t a i n ' s  q u e s t i o n "  "What  

the  d e v i l  i s  b o i l e r  s c a l e 7 "  

Up the  c h a i n  c a m e  the  r e p l y :  " A n y b o d y  knows  what  b o i l e r  s c a l e  i s .  " 

Maybe  so,  but  the  Old  Man  d idn ' t .  H e ' d  b e e n  a d e c k  o f f i c e r  a l l  h i s  
c a r e e r ;  he  was  not  f a m i l i a r  wi th  the  i n s u r m o u n t a b l e  p r o b l e m s  you run  
in to  b e l o w  d e c k s .  It  was  too  l a t e  f o r  h i m  to l e a r n  about  t h e m  now.  So 
he  had  to s e t t l e  f o r  the  m a ~ m u m  r a t e d  s p e e d .  He had  b e c o m e  the 
p r i s o n e r  of the  s p e c i a l i s t s  i n  the  e n g i n e r o o m  and  he  k n e w  i t .  

Wi th  a l l  t h e s e  s t a t e m e n t s ,  q u e s t i o n s ,  and  a n s w e r s  go ing  up and  down 
the c h a i n  of c o m m a n d ,  h e ' d  b e e n  l e d  to b e l i e v e  t h a t ' t h e r e  was  no th ing  
w r o n g  wi th  the  v e r t i c a l  c o m m u n i c a t i o n s  b e t w e e n  h i m s e l f  and  the  e n g i n e -  
m e n .  A l l  t h i s  w o r d - p a s s i n g ,  of w h i c h  t h e r e  was  p l en ty ,  was  c r e a t i n g  
an  i l l u s i o n  of c o m m u n i c a t i o n s .  A c t u a l l y  t h e r e  was ,  as  you have  s e e n ,  
no c h a i n  of u n d e r s t a n d i n g  and  t h e r e f o r e  no  c o m m u n i c a t i o n  at  a l l .  J u s t  
w o r d s ,  w o r d s ,  w o r d s ;  f i r s t  down,  t h e n  up, t h e n  down, t h e n  up aga in .  

He w e n t  to the  e x e c u t i v e  o f f i c e r  and  sa id ,  , ' T r o u b l e  i s ,  w e ' v e  got 
bad  m o r a l e  i n  the  e n g i n e r o o m .  I want  you to b u i l d  up the  m o r a l e  of the  m e n  
down t h e r e . "  "Is  tha t  an o r d e r ? "  a s k e d  the  b a f f l e d  " e x e c . "  "I t  i s "  r e -  

p l i e d  the c a p t a i n  and  he  w a l k e d  away .  

W e l l  now, jus t  how do you "bu i l d  up" m o r a l e ?  Do you i s s u e  an  
o r d e r ,  put  a p i e c e  in  the  p l an  of the  day,  s ay  s o m e t h i n g  o v e r  the  P A  
s y s t e m ,  o r  w h a t ?  The  " e x e c "  d e c i d e d  to go down to  the  l i b r a r y  and  look  

fo r  a b o o k  on m o r a l e  b u i l d i n g .  He found i t .  

C h a p t e r  one s t a t e d  tha t  good m o r a l e  r e s u l t s  w h e n  you h a v e  good  
w o r k i n g  c o n d i t i o n s .  He s c r a t c h e d  h i s  h e a d  o v e r  t h i s  one b e c a u s e  he 
knew tha t  a f t e r  the  f i r s t  few r o u n d s  w e r e  f i r e d ,  w o r k i n g  c o n d i t i o n s  a r e  
a l l  sho t  up t o p s i d e  w h i l e  t h e y  a r e  i n t ac t  b e l o w  d e c k s ;  n e v e r t h e l e s s  
m o r a l e  was  h i g h  t o p s i d e ,  low b e l o w  d e c k s .  The  a u t h o r  o b v i o u s l y  d i d n ' t  
know what  he  was  t a l k i n g  about  so  the  " e x e c "  t o r e  but c h a p t e r  one and  

t h r e w  i t  to the  w i n d s .  

C h a p t e r  two s a i d  tha t  you get  good m o r a l e  w h e n  the  o r g a n i z a t i o n  i s  
so  l a i d  out  tha t  e v e r y b o d y  knows  e x a c t l y  h i s  d u t i e s  and  r e s p o n s i b i l i t i e s  
and  the  s t a n d a r d s  of p e r f o r m a n c e  tha t  go wi th  t h e m .  The  c a p t a i n  l e e r e d  
at  t h i s  one .  He knew tha t  a f t e r  the  f i r s t  few r o u n d s  the  d e c k  o r g a n i z a -  
t i on  w a s  p r e t t y  w e l l  sho t  up and  ha l f  the  m e n  w e r e n ' t  a l w a y s  too  s u r e  o£ 
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t h e i r  t a r g e t s  o r  of t h e i r  m a r k s m a n s h i p .  M e a n t i m e ,  o r g a n i z a t i o n  b e l o w  
d e c k s  r e m a i n e d  i n t a c t .  .Yet m o r a l e  t o p s i d e  w a s  high; '  bu t  b e l o w  d e c k s ,  
l ow.  He  t o r e  out  c h a p t e r  two.  

C h a p t e r  t h r e e  s a i d  tha t  you  ge t  good  m o r a l e  w h e n  o r d e r s  a r e  " c l e a r ,  
c o n c i s e ,  a n d  to the  p o i n t .  " T h e  " e x e c "  s c r a t c h e d  h i s  h e a d  on t h i s  one  
too,  f o r  a f t e r  the  f i r s t  f e w  r o u n d s ,  the  m e n  t o p s i d e  w e r e n ' t  too  s u r e  a l -  
w a y s  wha t  t h e i r  o r d e r s  w e r e ,  l e t  a l o n e  c l a r i t y  and  p o i n t e d n e s s .  T h e  
m e n  in  the  e n g i n e r o o m  got  t h e i r  o r d e r s  v i a  e n g i n e  t e l e g r a p h  w h i c h  c a n  
be  r e a d  a n d  a c t e d  on by  a n y o n e  w i t h  an  I . Q .  of 50 a n d  1 -20  e y e s i g h t .  
N e v e r t h e l e s s  m o r a l e  w a s  h igh  t o p s i d e ,  l ow  b e l o w  d e c k s .  

We  c o u l d  go on.  Suf f i ce  i t  to  m e n t i o n  w h a t  the  " e x e c "  found  in  
c h a p t e r  e l e v e n .  " R e s t  p e r i o d s  a t  o p t i m u m  i n t e r v a l s  h a v e  a m a r k e d  e f f e c t  
on m o r a l e .  T h e s e  c a n  a d v a n t a g e o u s l y  be  c o m b i n e d  w i t h  the  s o - c a l i e d  
c o f f e e  b r e a k .  " T h i s  d i d n ' t  r i n g  a b e l l  e i t h e r .  In  s o m e  c a s e s  the  m e n  
w o u l d  r e m a i n  a t  t h e i r  b a t t l e  s t a t i o n s  t o p s i d e  f o r  h o u r s  on e n d  w i t h o u t  
r e l i e f  of a n y  k ind .  T h e  e n g i n e r o o m  c r e w  kep t  a c o f f e e  pot  on the  s t e a m  
l i n e  f o r  c o n s t a n t  u s e .  You g u e s s e d  i t - - m o r a l e  h i g h  t o p s i d e ,  t e r r i b l e  
b e l o w  d e c k s .  

I n  c o n f u s i o n  the  " e x e c "  t h r e w  w h a t  w a s  l e f t  of the  book  o v e r  the  s i d e .  
In  d e s p a i r  he  r e t u r n e d  to the  c a p t a i n .  

T h e  c a p t a i n  h a d  a n  i d e a .  " L e t ' s  ge t  the  c h a p l a i n  to h e l p  u s  o n t h i s .  " 

G e n t l e m e n ,  w h e n  t h e N a v y  h a s  to c a i l  on the  C h a p l a i n ' s  C o r p s  to ge t  
an  e x t r a  f ive  k n o t s  out  of the  e n g i n e r o o m ,  t h i n g s  h a v e  c o m e  to a p r e t t y  
p a s s .  

Bu t  t h e y  w e n t  a n y w a y .  T h e  c h a p l a i n  s a i d ,  "You  a r e  u s i n g  the  w r o n g  
a p p r o a c h .  Go down the  l a d d e r  tmd t a l k  to the  m e n ,  m a n - t o - m a n .  I n s p i r e  
t h e m .  Why,  ha l f  of t h e m  d o n ' t  e v e n  know w h a t  you  l o o k  l i k e ,  " he  sa id ,  
g l a n c i n g  a t  the  O l d  Man .  

"Let's go down" said the skipper and the three descended to the 
engine room, picking up the chief engineering, officer and a couple of 
CPO's on the way. 

When  t h e y  a r r i v e d ,  the  m e n  w e r e  w a i t i n g  f o r  t h e m .  The  o f f i c e r s  
s t o o d  in  a r o w  on one s i d e  of the  r a i l ,  the  m e n  in a r o w  on  the  o t h e r .  I t  
l o o k e d  f o r  a l l  t he  w o r l d  l i ke  a l a b o r - m a n a g e m e n t  b a r g a i n i n g  s e s s i o n .  
T h e  Old  M a n  s p o k e  f i r s t :  " M e n ,  l e t ' s  s e e  if  we c a n ' t p l a n  f o r  a f ew m o r e  
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r • p .  m .  out  of t h e s e  e n g i n e s .  A l i t t l e  c a r e f u l  and  s~rs t emat lc  

p l a n n i n g  s h o u l d  do i t . "  

He l o o k e d  a r o u n d .  No s a l e .  " L e t ' s  s e e  i f  we c a n ' t  ge t  o r g a n i z e d  

down h e r e  f o r  a l i t t l e  m o r e  s p e e d . "  

"Improved supervision and direction could do a lot. " 

"Maybe what we need is a little better coordination. " 

"If we could get a little better control of the situation .... 

T h e  Old  M a n  w a s  g e t t i n g  n o w h e r e  and  he  knew i t .  The  c h a p l a i n  
s t e p p e d  in to  the b r e a c h .  "You know why  w e ' r e  h e r e ,  and  w h a t  w e ' r e  
f i g h t i n g  fo r ,  " he p l e a d e d .  " F o r b o r n e  and  h e a r t h ,  f o r  God a n d  c o u n t r y ,  
f o r  w o m a n h o o d  and  the  f l o w e r  of a m e r i c a n  youth ,  f o r  the  f o u r  f r e e d o m s  
a n d . .  " He s a w  he w a s  m a k i n g  no h e a d w a y  e i t h e r .  

T h e  o f f i c e r s  t u r n e d  and  s t a r t e d  b a c k  up  the l a d d e r .  The  c a p t i a n  
l ooked  down a t  the  c h a p l a i n  and s a i d ,  " T h i s  j u s t  goes  to p r o v e  m y  po in t .  

P e o p l e  a r e  no d - - -  good.  " 

" I t  would  be  m o r e  to the  poin t ,  " r e p l i e d  the  c h a p l a i n ,  " to  s a y  t ha t  
peop le  who end  up in  the  e n g i n e r o o m  e v e n t u a l l y  b e c o m e  no d - - -  good.  

And  I ' m  going  to f ind  out why.  " 

As  he  t hough t  t h i n g s  o v e r ,  he  b e g a n  to r e a l i z e  wha t  w a s  h a p p e n i n g .  
Up t i l l  n o w  the " m a n a g e m e n t "  had  b e e n  u s i n g  the l a n g u a g e  of p r o d u c t i o n  
and  e f f i c i e n c y  w h i l e  the  m e n  h a d  b e e n  l i s t e n i n g  i n  the l a n g u a g e  of m o t i -  
v a t i o n .  A s  he  had  j u s t  s een ,  t h i s  r e s u l t e d  in  no c h a i n  of u n d e r s t a n d i n g  
b e i n g  f o r g e d  i n  s u p p o r t  of the  c h a i n  of c o m m a n d .  P l e n t y  of wo~rds, bu t  

no c o m m u n i c a t i o n .  
A f t e r  one p a r t i c u l a r l y  s t r e n u o u s  e n g a g e m e n t ,  he  h a p p e n e d  in to  the 

m e s s i n g  c o m p a r t m e n t .  The  m e n  f r o m  above  and  b e l o w  d e c k s  p i l e d  in  
fo r  a long  o v e r d u e  m e a l .  He n o t i c e d  the  c o n v e r s a t i o n .  T h e  a b o v e - d e c k ' s  
c r o w d  w a s  c o m p a r i n g  n o t e s  on wha t  t h e y  had  a c c o m p l i s h e d .  C h a r l i e ,  
the  g u n n e r ' s  m a t e ,  s h o u t e d  to P e t e  at  the  o t h e r  end  of the  t a b l e ,  "Did  
you  see  t h a t  Z e r o  c o m i n g  in  a t  u s  on o u r  s t a r b o a r d  b o w ?  We got a b e a d  

on him and- - splash !" 

" T h a t  a i n ' t  n o t h i n ! "  shot  b a c k  P e t e ,  " W h a t  about  the  t h r e e  planes 
headed right at us, and when they looked down our barrels they did a 

180 degree and never came back!" 
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T h e  d in  of b r a g g i n g  and  c o u n t e r b r a g g i n g  d r o w n e d  out a l l  t h e  o t h e r  
n o i s e s .  

The  c h a p l a i n  n o t i c e d  the  b e l o w - d e c k s  m e n .  T h e y  w e r e n ' t  p a r t i c i -  
pa t i ng .  T h e y  w e r e  c o n c e n t r a t i n g  t h e i r  a t t e n t i o n  on t h e i r  b e a n  s0uP.  T h e y  
had  n o t h i n g  to  t a l k  about .  I n d e e d ,  had  t h e y  not  s h o w n  up f o r  chow t h e y  
w o u l d n ' t  e v e n  h a v e  b e e n  m i s s e d .  Not  m i s s e d ?  My f r i e n d ,  w h e n  y o u ' r e  
no t  m i s s e d  you d e f i n i t e l y  d o n ' t  b e l o n g .  

What  about  o p p o r t u n i t y ?  T h e  a b o v e - d e c k s  c r o w d  h a d  m o r e  t h a n  i t  
c o u l d  h a n d l e .  P l e n t y  to do of obv ious  s i g n i f i c a n c e  and  i m p o r t a n c e .  But  
b e l o w  d e c k s ?  My  f r i e n d ,  i f  you  t h i n k  tha t  w a t c h i n g  g a g e s ,  t h r o w i n g  
switches, keeping logs, turning valves, and oiling bearings, spells 
o p p o r t u n i t y ,  y o u ' v e  n e v e r  had  e n g i n e r o o m  duty.  It  j u s t  i s n ' t  t h e r e .  

What  about  r e c o g n i t i o n ?  W h e n  a gun c r e w  m a d e  a killin- g, t he  Old  
M a n  up t h e r e  on the  b r i d g e  w o u l d  t u r n  a r o u n d  and  g r i n  wi th  p r i d e  at the  
gun c r e w  tha t  d id  the  job.  T h a t ' s  a l l  t h o s e  b o y s  n e e d e d .  T h e  Old  Man  
k n e w !  (And in  g r a n t i n g  th i s  r e c o g n i t i o n  he  f o l l o w e d  t he  l ine  of s igh t ,  not  
the  c h a i n  of c o m m a n d .  ) 

Bu t  b e l o w  d e c k s ?  What  r e c o g n i t i o n  can  yuu ge t  f o r  d o i n g  wha t  y o u ' r e  
s u p p o s e d  to do a n y w a y ?  And  if  you d id  ge t  the  Old  Man  the  e x t r a  f ive  
k n o t s  h e ' s  l ook ing  for ,  wha t  t h e n ?  Why i t  wou ld  j u s t  i n c r e a s e  the  o p p o r -  
t u n i t i e s  of the  m e n  t o p s i d e  and  t h e y  wou ld  ge t  t he  e x t r a  r e c o g n i t i o n  f o r  
t he  a d d e d  t a r g e t s  t h e y  h i t .  A n d  th i s  wou ld  o n l y  i n c r e a s e  the  b r a g g i n g i n  
the  m e s s i n g  c o m p a r t m e n t ,  w h i c h  w a s  w e l l ,  n igh  i n s u f f e r a b l e  a s  i t  w a s .  

What  about  e c o n o m i c  s e c u r i t y ?  A l l  h a n d s  had  that ,  in  the  f o r m  of 
t h e i r  r e g u l a r  pay  a n d  a l l o w a n c e s .  But  t h e s e  w e r e n ' t  e x a c t l y  the  t h ings  
t h e y  j o i n e d  the  Navy  fo r  in  the  f i r s t  p l a c e .  

E m o t i o n a l  s e c u r i t y ,  h o w e v e r ,  was  n o t  a s  e v e n l y  d i s t r i b u t e d  b e t w e e n  
t o p s i d e  and  b e l o w  d e c k s .  The  m e n  w i t h  the  b l u e  sky  a b o v e  t h e m  c o u l d  
s e e  wha t  w a s  c o m i n g  and  c o u l d  p l an  a h e a d  w i t h a  d e g r e e  of c o n f i d e n c e .  
I f  a s q u a d r o m  of s t r a f e r s  was  s w o o p i n g  down,  e a c h  m a n  m i g h t  e s t i m a t e ,  
f o r  e x a m p l e ,  tha t  he  had  30 s e c o n d s  to go b e f o r e  he  got  h i t ;  but  tha t  30 
s e c o n d s  was  d e m o c r a t i c a l l y  d i s t r i b u t e d  a m o n g  a l l  h a n d s  above  d e c k s - -  
t h e r e  was  no d i s c r i m i n a t i o n .  

Bu t  b e l o w  d e c k s ?  The  m e n  down t h e r e  d i d n ' t  know w h e n  to  e x p e c t  
a t o r p e d o  t h r o u g h  the  s i de ,  a b o m b  down the  s t a ck ,  a s h e l l  t h r o u g h  the  
o v e r h e a d ,  o r  a m i n e  up t h r o u g h  the  b o t t o m .  J u d g i n g  b y  the  St. V i rus  
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d a n c e  of the  e n g i n e  t e l e g r a p h ,  the m e n  cou ld  c o n c l u d e  tha t  s o m e b o d y  on 
the  b r i d g e  had  gone b e r s e r k - - t h i n g s  m u s t  r e a l l y  be  bad.  I ndeed ,  i t  i s  
m o r e  p o p u l a r  in  the  e n g i n e r o o m  to o v e r e s t i m a t e  the  d a n g e r ,  b e c a u s e  if  
y o u ' r e  r i g h t  it w o n ' t  m a k e  any  d i f f e r e n c e  a n y w a y  and  if  y o u ' r e  wrong ,  
you don ' t  f e e l  l e t  down w h e n  you f ind  out what  a c t u a l l y  h a p p e n e d .  So, 
in  s h o r t ,  you have  no e m o t i o n a l  s e c u r i t y .  

The  c h a p l a i n  got t he  po in t .  The  p s y c h i c  i n c o m e  of the  m e n  b e l o w  
d e c k s  was  f a r  b e l o w  t h e i r  m i n i m u m  r e q u i r e m e n t s .  The  th ing  to do was  
to r a i s e  i t  s o m e h o w .  He c o u l d n ' t  do any th ing  about  t h e i r  e c o n o m i c  
s e c u r i t y - - t h e  "D"  v a l u e - - b u t  he  cou ld  about  the  o t h e r s .  And  h e r e  i s  
w h e r e  the e l e c t r o n i c  c o m m u n i c a t i o n s  s y s t e m - - t h e  P A  s y s t e m - - c a m e  in .  

He w e n t  up to the  c a p t a i n  on the double .  He s u g g e s t e d  tha t  t h e y  f ind  
an o f f i c e r  w h o ' d  h a d  n e w s  o r  s p o r t s  b r o a d c a s t i n g  e x p e r i e n c e  in c i v i l i a n  
Life, tha t  t h e y  put  h i m  b e h i n d  a m i c r o p h o n e  on  the  b r i d g e ,  and  tha t  he  
g ive  a r u n n i n g  a c c o u n t  of the  e n t i r e  s t r a t e g i c  and  t a c t i c a l  s i t u a t i o n  as  i t  
u n f o l d e d  and  of the  i m m e d i a t e  p a r t  t h e i r  own sh ip  was  p l a y i n g  i n  i t .  He 
wa s  to g ive  a b l o w - b y - b l o w  d e s c r i p t i o n  of e a c h  e n g a g e m e n t ,  the  d i s -  
p o s i t i o n  of the  e n e m y ,  and the  s h i p ' s  b a t t l e  s t a t u s  a t  e v e r y  i n s t a n t .  The  
c a p t a i n  a g r e e d .  T h e y  found  t h e i r  m a n ,  a l i e u t e n a n t  j u n i o r  g r a d e ,  and  
put h i m  to w o r k .  

I c a n  w e l l  i m a g i n e  the  q u e s t i o n  a m o d e r n  m a n p o w e r  u t i l i z a t i o n  ex -  
p e r t  m i g h t  have  a s k e d  the  Old Man  abou t  the  w i s d o m  of a s s i g n i n g  a p e r s o n  
to  s u c h  a t a sk .  The  c o n v e r s a t i o n  m i g h t  have  s o u n d e d  l ike  t h i s :  

E x p e r t :  "Wi l l  t h i s  o f f i c e r  t e l l  the  m e n  a n y t h i n g  t h e y  n e e d  to know 
to  do  t h e i r  jobs  ? "  

Cap ta in :  "No, b u t . . . .  " 

E x p e r t :  "WiLl he  t e l l  t h e m  a n y t h i n g  tha t  w i l l  h e l p  t h e m  i m p r o v e  
t h e i r  q u a l i f i c a t i o n s  ? "  

Captain:  "Wel l ,  n o ,  but  you s e e . . . . "  

E x p e r t :  " Is  k n o w l e d g e  of the  s t r a t e g i c  a n d  t a c t i c a l  s i t u a t i o n  an  
e n g i n e e r i n g  job r e q u i r e m e n t  ? "  

C a p t a i n :  " T h a t ' s  not  the  po in t .  " 

E x p e r t :  " Is  k n o w l e d g e  of b a t t l e  p r o g r e s s  a f a c t o r  in  the  a d v a n c e m e n t -  
i n -  r a t e  s c he  dule  ? "  
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Captain: "What we want to do is to.... " 

E x p e r t :  " T h e n  i t  i s  obv ious  tha t  a s s i g n i n g  an  i n d i v i d u a l  to  t h i s  type  
of m / c r o p h o n e  du ty  i s  a w a s t e  of  m a n p o w e r  at  a t i m e  w h e n  we a r e  i n  the  
m o s t  c r i t i c a l  n e e d  of i t .  The  m e n  s h o u l d  do t h e i r  e n g i n e e r i n g  t a s k s  as  
d i r e c t e d  and  the  s t r a t e g i c  and  t a c t i c a l  i n f o r m a t i o n  s h o u l d  b e  l i m i t e d  to  
t he  b r i d g e  on a s t r i c t l y  n e e d - t o - k h o w  b a s i s .  " 

L u c k i l y  no s u c h  e x p e r t  was  c a r r i e d  on  the  s h i p ' s  c o m p l e m e n t .  

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

To h i s  a m a z e m e n t  he  got t he  e x t r a  f ive .  T h e y  o v e r t o o k  the  s q u a d r o n  
on s c h e d u l e .  T h e y  c l o b b e r e d  i t .  The  O ld  M a n  g r a b b e d  the  m i c r o p h o n e  
f r o m  the  l i e u t e n a n t .  "Men ,  " he  s h o u t e d ,  w i th  o b v i o u s  w a r m t h ,  "We  d id  
it .  And i t  g o e s  wi thou t  s a y i n g  tha t  w i thou t  t h o s e  a d d i t i o n a l  f i ve  kno t s ,  
t h e r e  w o u l d  no t  be  a n y t h i n g  to t a l k  a b o u t . "  

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

One of the above-deck's crowd stood up. "What about that boiler 

scale you fellows have been griping about?" 

"What's that?" 

"Boiler scale ! "' 

"Can't hear you. " 

"Boiler scale, " the above-deck's crowd shouted in unison. 

"Oh, boiler scale?--do you see that rating patch we've got on our 
sleeves? Well, we licked boiler scale years agol What the devil are 

you talking about?" 
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It is easy to see what happened. 

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

What had been a problem, •boiler scsle, now became an ave~ne to- 
ward recognition.. 

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

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

You see, the officers recognized that to get more out of the engine- 
room than the maxin~um rated speed, they could not ask for it in the 
language of production and efficiency and still expect to get it, simply 
because the men would be listening in the language of motivation. In- 
stead, they saw clearly that the problem was to translate "top manage- 
ment's" desire for greater production and efficiency into the language 
of motivation. This th~ did, in this instance, with real success. 

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

So much for downward communication, which, as you have seen, 
supports the directing function. 

L e t  u s  now e x a m i n e  u p w a r d  c o m m u n i c a t i o n s  w h i c h ,  as  w e  s h a l l  s e e ,  
s u p p o r t s  the  c o n t r o l l i n g  f u n c t i o n .  A b o u t  two y e a r s  a g o  w h e n  I w a s  a n  
e m p l o y e e  of the  N a v y  D e p a r t m e n t ,  I w a s  w a l k i n g  down  the  h a l l w a y  w h e n  
I saw,  m y  b o s s  a t  the  o t h e r  e n d  w a l k i n g  t o w a r d  m e .  T h i s  i s  k n o w n  as  
" two  i n t e r m e d i a t e  e c h e l o n s  of c o m m a n d  a d v a n c i n g  on e a c h  o t h e r .  " We 
e v e n t u a l l y  d r e w  a b r e a s t .  He s m i l e d  a t  m e  a n d  a s k e d ,  " B i l l ,  h o w ' s  the  
w o r k  c o m i n g ? "  
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You a l l  know f r o m  e x p e r i e n c e  tha t  th is  i s  noLt an  e a s y  ques t ion  to 
a n s w e r .  It was e s p e c i a l l y  tough in  m y  c a s e  b e c a u s e  he and I had not  
t a lked  shop fo r  about t h r ee  weeks ;  t h e r e  were  some  c r i t i c a l - i t e m s  I 
was work ing  on that  he  should  know about;  and if  he didnft  f ind out p r e t t y  
soon he would lose  con t ro l .  And s ince  c o n t r o l  i s  a bas ic  word  in the 
language  of p r o d u c t i o n  and e f f i c i ency ,  he was be ing  pa id  to pay. c lose  
a t t en t ion  to i t .  (He had a d i f f e ren t  g l e a m  in his  eye fo r  each  of the f ive 
bas i c  words .  And I could see  that  the c o n t r o l l i n g  g l e a m  was on. ) 

Well ,  how do I a n s w e r  that  ques t i on?  I deba ted  the m a t t e r  s i l e n t l y  
f o r  'about f ive seconds  b e f o r e  I r ep l i ed .  But i t  wi l l  take me  f ive m i n u t e s  
to d e s c r i b e  that  deba te  to you. 

V'MY answer ,  rt I a rgued ,  s i l e n t l y  to m y s e l f ,  V'will depend on what  
l i e s  behind  tha t  ques t ion .  Maybe i t , s  jus t  e a r l y  m o r n i n g  s m a l l t a l k ,  but 
then  aga in  maybe  not.  I wonder  what he a l r e a d y  knows that  p r o m p t e d  
that  q u e s t i o n !  What could  he know? LetVs s e e - -  t h e r e t s  p r o j e c t  A and 
p r o j e c t  B. P r o j e c t  A is  away ahead  of schedu le  and in  f ine shape ;  but 
p r o j e c t  B is  s ix  weeks  behind  and a l l  fou led  up. I wonde r  i f  he a l r e a d y  
knows about p r o j e c t  B?  I f  he does,  who i s  the r a s c a l  that  told h i m ?  If  
itVs who I th ink i t  is ,  what did he s a y ?  And if  he sa id  what I th ink  he 
said ,  what  s l an t  did he put on i t ?  Then  in the l ight  of aJl  th is ,  how can  
I f r a m e  m y  r e p l y  in  such a way as  to give h im an u n b i a s e d  r e p o r t  on the 
s t a t e  of p r o j e c t  B f r o m  m y  point  of v iew?  

"On the o t h e r  hand, ,F I con t inued  to m y s e l f ,  " suppose  he doesnr t  know 
about p r o j e c t  B. Then I can  s a f e l y  i g n o r e  i t  at th is  t ime  and  c o n c e n t r a t e  
on p r o j e c t  A. I f  I do that  he m a y  s m i l e  a p p r o v i n g l y  and cont inue  on h is  
way.  But I wi l l  s t i l l  not  know fo r  su r e  whe the r  he r e a l l y  knows about  
p r o j e c t  B. I f  he does ,  and d o e s n ' t  r e v e a l  it,  then h e , l l  go back  to h is  desk,  
shake  his  head,  and say  to h imse l f ,  tit m s t i l l  looking  f o r  an  hones t  man .  
I a sked  B i l l  how th ings  we re  coming  but a l l  I got w e r e  the good th ings ,  
the th ings  he  th inks  I want  to h e a r . ,  

~rAs he p o n d e r s  thus I can  s e e  h i m  p i ck ing  a p i e c e  of p a p e r  out  of 
h is  IN baske t .  ItVs f r o m  the A d m i r a l .  I t  says ,  VChoose me out f r o m  
a m o n g  y o u r  c r e w  an u p - a n d - c o m i n g  young m a n  with p l e n t y  on the b a l l  
and d~tai l  h im  to me  f o r  the next  t h r e e  weeks .  Th i s  Could be a r e a l  
oppor tun i ty  f o r  the r i gh t  m a n  r. 

I'I can  see  the boss  now, " I s a y  to myse l f ,  V'shaking h is  head  ahd 
say ing ,  t I would have  p icked  Bi l l  f o r  this ,  but  b a s e d  on the new i m p r e s s i o n  
I j u s t  got of h im  in the ha l lway,  I am conv inced  that  he i s  not  r e a d y  fo r  th i s  kind of an  oppor tunt tyV 
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• self) when he expla ins  to h is  capta in  why 
"Then (I continue to my . - ~---~---. ~ny m e d a l s  on me.  My 

he did not pick me,  he i s  obvlous~y no~ pz~m,,,s -.~ 
r ecogn i t i on  takes  a beat ing.  

"Each  t ime  I see h im  af ter  that I wonft fee l  as much a m e m b e r  of 

the team as I did before .  My be long ing- - sho t .  

"Over  the subsequent  months I won't  be able to plan ahead as  con-  
f ident ly  as in  the past  in my re la t ionsh ips  with h im.  My emot iona l  

s e c u r l t y - - o n  the skids ,  

"The only aspect  of my psychic  income that won't  be affected wi l l  be 
my  economic secur i ty .  But this  is,  s m a l l  comfor t .  I t ' s  never  affected 

anyway.  I tm a c iv i l  s e r v a n t . "  

So I decide to take the ' bu l l '~  by the horns .  I*11 make no dangerous 
a s sumpt ions .  I begin  my  rep ly  by  saying  that p ro jec t  A is  in  fine shape 
and ahead of schedule .  I study the e x p r e s s i o n  on his  face to get a hint  
as to what he may  a l r e a d y  know. But he i s  an old h a n d .  He gives  me  

the deadpan. 

So I p roceed  caut ious ly  into the hazardous  a r ea .  I say,  "pro~ect B, 
on the other  hand, i s  s ix  weeks behind and not going quite the way we want 
i t  to go."  Again I pause to get some guidance f rom h i s  exp res s ion .  I 

donlt get i t .  So I take the plunge. 

" P r o j e c t  B got fouled up down in the f i s c a l  office.  We made out the 
requ i s i t ion  in  plenty  of t ime  but when it  got to f i sca l ,  one of i ts  new 
employees  gave it  the wrong In te rna l  office rout ing and we lost  four weeks 

on that a lone . "  
Now the boss  r eac t s .  H e ' s  mad.  This  i s  the fif th t ime  f i s c a l  has  

fouled things up f o r  us in  as  many  days.  He pushes  me  out of the way as  
he heads  for  the f i s c a l  office.  But I can wt afford to have h im  go down 
there  and get an unb iased  account of Wl~t happened f r o m  f is  c a l l s  point 
of view.  This  would be d i s a s t rous .  So I get in  h is  way znd  s a y ,  "N °w . 
p l ease  don tt go down there  and ru in  the fine re la t ionshiPS 1~ve developea 

en I ca l l ed  the i r  e r r o r  on p ro jec t  B to t he i r  
with those people.  Wh_y, whq . . . . .  .~,~t i t .  T h e i r  boss  put t h r e e . g ~ : I s  

ntion they went a~t-ou~ ~u ~v; .~_~-  ..~m in h i m s e i f  l as t  ~ u l r ~ . ~ , ,  atte , " o ev~.~ , ,__e  . , 
on over t ime  to dig us out of 1 ~ a n  -,,-aers out in  the m o r m n g  TM maxt. 

• - ~ -  -"+ the more  i m p o r ~ , ~  ---- morn ing  t u  i~="  

18 



Thla  atOpu him,  a l l  r ight ,  But hete s t i l l  s tanding there  with that 
con t r~]~ .E  Kleam in h is  eye.  He expects  more .  So he gets it. 

"What r ea l l~  happened, AI, tt I r e sume ,  "is  that we made out the 
requis lU~u on NavOrd F o r m  5947 a |  approved by the Bureau  of the Budget 
in  June of 1948, ove r ru led  by GAO in D e c e m b e r  1950, r e in s t a t ed  in 
1951, and r e v i s e d  in  the Bureau of SuppLies and Accounts  Manual,  volume 
IL chap te r  3, sec t ion  4 in l ine with the C o m p t r o l l e r  Gene ra l , s  dec is ion  
of October  1949 concern ing  requ i s i t ions  involving more  than ~1,500 p e r -  
ra ining to p rov i s ions  set  forth in Publ ic  Law 547 of the 78th Congress  
In which p rov i s ion  is  made  that, except  as  noted o therwise  in prev ious  
leg is la t ion ,  the f o r m e r  sha l l  take p recedence  over  the la t ter ,  whichever  
sha l l  occur  e a r l i e r ,  in  which case  a more  recen t  execut ive o rde r  sha l l  a p p . .  ~ . . tt 

I could lose anybody in f ive minu t e s  with this  kind of talk, but not 
h im.  H e ' s  sha rp ,  He~s s t i l l  with me .  So I go on in the s a m e  vein  as 
long as  I have to. 

Af te r  10 minu tes  of this.  he s m i l e s ,  yawns,  and looks at his  wr i s t -  
watch and says ,  '~3 .L  we Cer ta in ly  have our p rob lems ,  donVt we? I t s  
su re  glad to see  you a re  on top of yours .  And if the re t s  anything I can 
do to he lp  out, don~t hes i ta te  to c a n  on me.  " With that he gives me a pat 
on the back  and goes on his  way. 

What went on h e r e ?  His object ive was to do what he was paid to do-- 
to manage ,  P a r t  of this  i s  to control .  To do that he had to get upward 
communica t ion .  That he did not begin to achieve  h is  object ive is  obvious 
to a l l  of you. 

But m y  object ive was di f ferent .  It was to see to It that I wound up 
with at l ea s t  as  much  psychic  income at the end of our encounter  in  
the h a n w a y  as  I knew I had at the s ta r t .  P a r a p h r a s i n g  Winston ChurchiLl, 
"I didn ' t  come to that point with m y  boss  in  the ha l lway jus t  to p r e s i d e  
over  the Liquidation of m y  psychic  i n c o m e . "  

How did I f a r e ?  L e t ' s  s e e - - w h e n  he said,  "We c e r t a i n l y  have our 
p rob l ems ,  " he was reaJ.ly welcorntr~g me into that g rea t  company of 
s u c c e s s f u l  execut ives  who have p r o b l e m s !  I was in Like the other  fellow. 
I belonged.  
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W h e n  he  s a i d  he  w a s  g lad  to s e e  t h a t l w a s  on top  of the  Job, he  w a s  
o b v i o u s l y  p i n n i n g  v e r b a l  m e d a l s  on m e .  M y  " r e c o g n i t i o n "  was  s a l v a g e d .  
W h e n  he  i n v i t e d  m e  to c a l l  on h i m  f o r  a n y  he !p  a t  a n y  t i m e ,  the  doo r  of 
" o p p o r t u n i t y "  w a s  t h r o w n  wide  open .  And f i n a l l y ,  I d i d n ' t  have  to  w o r r y  
abou t  wha t  he m i g h t  do w i th  wha t  I j u s t  to ld  h i m ,  f o r  I d idn! t  t e l l  h i m  
a n y t h i n g .  M y  " e m o t i o n a l  s e c u r i t y "  t h e r e f o r e  w a s  w h e r e  I war, t ed  i t .  

I c a m e  out,  a s  you s e e  m u c h  b e t t e r  t han  the  " m a n a g e m e n t "  did.  
T h e  t r a g e d y  i s  t ha t  the  b o s s  was  p a i d  to do w h a t  he t r i e d  u n s u c c e s s f u l l y  
to do, wh i l e  I w a s  not p a i d  to do the t h i n g  I s u c c e e d e d  so  w e l l  in  do ing .  
W o r s e  ye t ,  a l l  t h i s  w a s  go ing  on d u r i n g  w o r k i n g  h o u r s  a t  at  o u r  e m p l o y e  r~s 

e x p e n s e .  

You m a y  s a y ,  " B i l l ,  t h i s  s o r t  of t h i n g  i s  c o m m o n  enough ,  bu t  I d o n ' t  

s e e  any  a n s w e r  to i t . "  

I wou ld  l ike  to s u g g e s t  an  a n s w e r  f o r  t h i s  p a r t i c u l a r  c a s e .  If  m y  b o s s  
had  done in  tha t  i n s t a n c e  wha t  he  u s u a l l y  did in  s i m i l a r  c a s e s  w h e r e  m y  
p s y c h i c  i n c o m e  w a s  a t  s t a k e ,  he  would  h a v e  m e t  h i s  o b j e c t i v e .  

N o r m a l l y ,  he would  h a v e  i n v i t e d  m e  in to  h i s  o f f i ce  and  pu t  m e  a t  
e a s e  b y  a s k i n g  i f  I p r e f e r r e d  c r e a m  o r  s u g a r  in  m y  co f f ee ,  l e t t i n g  m e  
o f f e r  to  p a y  f o r  i t ,  t h e n  s u g g e s t i n g  we f l ip  f o r  i t .  Wi th  t h i s  and  a l i t t l e  
i r r e l e v a n t  s m a l l t a l k  out  of the  way ,  he would  j u s t  l e t  m e  t a l k  m y  own 
w a y  in to  the s u b j e c t  and  out  of i t  a g a i n .  He would  g ive  m e  t i m e  to " c a s e "  
the  s i t u a t i o n ,  in  o t h e r  w o r d s .  P r o p e r l y  **cased, " the  s i t u a t i o n  h e l p e d  to 
f o r g e  the c h a i n  of u n d e r s t a n d i n g  n e c e s s a r y  to  the  u p w a r d  f low of v a l i d  

and  r e l i a b l e  c o m m u n i c a t i o n .  

You w i l l  s a y ,  "Do  you  m e a n  to t e l l  m e ,  B i l l ,  t h a t  e v e r y  t i m e  I wan t  
i n f o r m a t i o n  f r o m  m y  s u b o r d i n a t e s  i n  w h i c h  t h e i r  p s y c h i c  i n c o m e  m a y  be  
a t  s t a k e ,  I h a v e  to b u t t e r  t h e m  up  f o r  15 m i n u t e s ?  I don ' t  h a v e  t ha t  k ind  

of t i m e .  " 

I w i l l  t u r n  the  q u e s t i o n  b a c k  to you :  Do you  m e a n  to t e l l  m e  t h a t  you  
h a v e  the  t i m e  to s p e n d  a h a l f  h o u r  g e t t i n g  l i t t l e  o r  n o t h i n g  a n d  t ha t  you  
d o n ' t  h a v e  the  t i m e  to s p e n d  20 m i n u t e s  g e t t i n g  w h a t  you  r e a l l y  w a n t ?  
W h a t  you  a u ~ , a c t u a l l Y  s a y i n g  to m e  i s  t h a t  y o u - d o n ' t  l i k e  to s p e n d  t i m e  
" b u t t e r i n g  ( th i s  i s  y o u r  t e r m )  p e o p l e .  T h i s  i s  a m a t t e r  of y o u r  p e r -  
s o n a l  i n c l i n a t i o n  a n d  not  of y o u r  t i m e .  A l l  I ' m  s u g g e s t i n g  is. t h a t  you  

t ake  t i m e  to s a v e  t i m e .  
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But you m a y  say,  "I jus t  don ' t  b e l i eve  in c a t e r i n g  to o v e r s e n s i t i v e  
peop le .  I want m e n  who can  cut  the m u s t a r d .  If any  of t hem canrt ,  
I t l l  get o t h e r s  who Will. 

L e t ' s  get back  to f u n d a m e n t a l s .  Your  o p e r a t i o n  am a boss  wi l l  be 
no b e t t e r  than the c o n t r o l  you e x e r c i s e ,  d i r e c t l y  o r  i n d i r e c t l y ,  o v e r  what 
is  going on. F o r  th is  you need  i n f o r m a t i o n .  If y o u t r e  not  ge t t ing  it ,  you 
m u s t  f i l l  in the void with y o u r  own opin ion .  Your  own opin ion  of what  i s  
going on m a y  have Uttle s e m b l a n c e  to what  i s  r e a U y  going on. If th i s  
cond i t ion  p e r s i s t s ,  y o u r  o p e r a t i o n  is  in  Jeopardy .  

Now, if you are willing to Live in a dream world Just because you 
dontt like to "butter up" sensitive people, go right ahead. The skin is 
off your nose, not the other fellow's. You have the final responsibility, 
not he. 

Thank  you v e r y  much.  

(1 Dec 1954- -750)S /g rnh  
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