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THE ROLE OF nfz EXECUTIVE TODAY

13 September 1955

GENERAL HOLLIS: In'mr course or economic moblligation
mmmﬁpmawmmmﬁmmmm.m
approximately seven parcent of ‘the world's populstion resident in the
United States, the United States produces approximately half of the
world's manufactured goods. mmmmmwmm
mm;ww.xm:uhammumAmem
industry's fecilities for leaderabip and for the management of personnel,

%cmuﬂﬁmwummﬂumnmmgmen
compiax by leips and bourds thise days. You will have the privilege
of listening this week to sowe viary cutstandicg speakersy on the subject.

meﬂnghi:myﬂmw”hiwmmmmwm
the firat of these-~an eminent autherity in this feld, Mr. Moorhead
Wright, whe i3 & senior consultant in the managercent department of the
Genersl Electric Company.

Mr. ‘Wm.utsap#ﬁmmmtomﬁechn
of 1988 of the Industrial College.

MR, WKIGHT: Thank ypu, Geusral Holts,

Good morning. lm%@-m:mmmmw
atmosphere or nut, mx:&m-wmﬂgmkmmm
Electric Company, y

Gentiemen, aae.m'u# subjecte=™ The Hoie of the Business
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Manager Today' --is, iet me u' at the outset, & mosi difficult one,
and coe that is very hard to ; and one on which our outfit
mmvmmmmm‘imw a good many years and g good
mmywmndey'ammtotwtommMy
Mmthmymmmﬁmm&umum
today. uuwumam-ﬂu.mmnn.xmw
atalylﬂemmmin;urméntﬂmmwmm_
and Jook at and teach and learn iwhat is the role of the business maager -
today. _

ﬂmMﬂMﬂmemchmw.mﬂm
nmoad:m@unménmunimm Within the last twenty-
ﬂummmammﬁymmwmmn
did in the previous three Bundred years. This is a terrifying kind of
mwmpm.WMMhatMrnwmram
mmmmmmmmmdmehmmmmm
their sise. Particularly we ate concerned here, 1 think, with the two
rmiﬁmtmmmm, which have their impact on the prob-
lew: of mannging business, and perticularly the managing of the work
of other people.

mtwmﬁﬁ'mm with which
mmwumﬁelycmcm.é The other one, which is not quite so
obﬂmwubemnﬁm%nmdda.ummmm
mmm«mmu&i ‘This has been the most rapid and

the most drastic social cheange in the bistory of the world, Youandl
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mmmnm«rn;muﬂum«ﬁmemmxmﬁ
mmmdwmmmmmrma
of such revolution.

Now, mvermhwhanm you have an uneasy
staie of affeirs, becanse primarily you find people in positions which
are new to them. m:smiﬂ@rewm«umﬂuﬂymwm
gep between the top of the heap and the bottom of the beap. It bas
Ww:ma&@:m.mmmmadmm
middle of aociety. WehnWanMMmﬁmem-
m;dmmnrlwchdM.Mwﬂymmwm
about 1877, at the time of the great rail strike. This was when the
tmwmmm#mwmmmmm. Gn
mmmmymmwﬁ. they could read what these moguls
nmmmwmmm.mem.mm
pa@iﬂiﬁ?key@immwm“eﬂmm. And 80 we
mmmmawwam'we.mmmm
about the 1¢80's up t0 193¢, Then in 1639 it took off, jet propelled, and
just snowbalied, mmm:MMummmm
“hnv&wt.mtheylﬂfttMmM;muMImmm

Themm;lngo!thou'rmb,ﬂmhawechapdmmﬁcﬁy
mmmm--mwmmummmmmym
people in their ows right, They have power in their own right through
trade unions, mmmmhuashnmamm.m
nmmumaam{ar-mm.wamm:

3




mdmmmmmmium:mmmmwm
nation, because they raised pedple from where they were to a higher
mi,mmwxvumimrmm. And, even if we had
ndwmmm}bﬁiﬂim.muemm“mdo
about it. That wag not Rooseveit, (hat was nat the Democrats; that
mthmmdthmhtﬁwmmwm.
Thmmmnya!mtﬁnmw. whether you wanted
#® or not.

Mhennﬁndpnt?umhudpeophmmwhmamw
pesition, a new Ireedoms, & new power; snd they are the ones that we
are suppoged o learn how to mianage, And, of course, historically,
umkww.umtmethe:pchltm. any peopie who have o
nmfmummwmwmmp.m They don't know how
to handle freedoo: until they have bad It for o long time. They dou't
know how to handle power until they have had it for a long time. Cue
guy, who helped to write the French Cometitution after the Freach
Revolution, m:"mnm&!emmwmafmm.m
dandwmttammw."

mhackum-um.mmmmmm
mummmmaw,mmnmmm.m«
mmmmunpwmmw.uupmmm
Memmmmwﬁp,mummmmmm
the Promised Land, four they wanted 0 turn around sz go back
into slevery. Fmﬁmuhh?dtoh&mmwit. They dida't

.
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want to take the risk of oul for the Promised Land, They
wazted to go back to slavery, $o where they had & comforiabie, regi-
mented life, mm;mbﬂumm.mlmﬁkmmw
it was secure. |

So historically, udn#.mhmmmymvmsm
the social structure, mmiﬁ;inmmkindutuy. They are
notmeﬂuttheymervh*lwm. They are not sure what to
do about it. Anémqmwy incidentally, look to their leaders
wgauemmmwngg.5 They are torn with & conflict of
resenting their ieaders, Mqhmhmmmrwer
m.mmmmwzmmwmmmm
lesders, to follow leaders, betauss all individuals need loudership.
S50 it is so uneasy situstion, |

This is compounded by ancther thing that 1 would like to submit
for your considervation, m%mmmmmﬂmm.
mmmmmma I think they could add to the total
keowiedge, mamwhumammmmrs
scelety, that is making the losd more difficult for those in poaitions
ammm;nmmmemamWﬁ

mmmmemmﬂyWMp Witkin your life-
time and mine we have sees s great trende~for the first time In
history, WMWW#W Within your lifetime
and mine they could not vote. imyum'tsuppmedtogaheollep
| 5
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much, m;vmttoﬁuinhingl hool, They weren't supposed to work
in industry, Certainly they 't suppoaed to be in the Armed
Forces. Aummﬁﬁnmﬂﬁeﬁmcanamm. And now
ummmwmﬂ.;cwmmmmMﬂnm.m
the vote-=all of these things. im:m::u-fmma!fru-
dom, which they don't know haw to handle.

mm&ﬁtuurm”mngrmmmmaam
mmmmm&m&mmmm. She then proceedsd
imﬂtelymsmmdaa*dnﬁﬂmrs. wash dishes, and churn
nash for me, She wiill doesn't know whether she wazts to de it of not.
She says, "I am npot using whet 1 bave. Iam not using this education
that I bave, I did not get educated for the purpose of washing dispers
and cleaning up after kids.”

somnnmwwmmmwofmwym
wm-duﬁngamm#mtﬁnm. ingfense kind of sitoa-
tion, of being in an anomalous position where there are two forces
tugging ot her. She wants to be & home waker and sil those things;
ani yet, with all her educativg and the League of Wamen Voters and
the vote and the competition iR business, ahe says, "I do not want to
be a dradge. lmwh-ou}mmﬂmmwmmm
mmxmmmwwmmmmmmmm
work, Sotﬁlisacmm'#ngfacm.

Now, as to the cnmmmmrmm-
tiou--this you know shost. @smmywm:m

8|




new propoaition, wrmmwnmmmmm
recent ms--demtics;mmtunmmm;

this grestly incressed techaclegy. We know so ruuch more about the
pmmwﬂdzhnmmma;mmmmjumam Se
whwhbvﬂhtmﬂtinmlyﬁdmmm. We
dmﬂhwwmﬁmjﬁgwmmmm
literally. Now we have teams. One susn can't work cn these things,
mdmmew.mdmmly
incroased knowiedge of physidel things.
mMWMWMmmmmﬂywm-

the
cult than it bas ever been befdre. This means that the day of Antuitive

waoager, the man who managed by the seat of his paats, is definitely
on the decline. Ymmwt&rsmgam It
WM.W.MMW It reguires that
everything be mtudied and thought. through.
mom.mm-*-dwswwmmta
prevail, I think, mw-@tmmlh&uﬂdm Asg for
the attitude in our company, iy boss says: "The company has always
hdwru&:ma&#ebtﬁrﬁma. They haven't
m-mmmﬂé They have grown in size ard in prestige.
m"nmm*mwammummmu
meudmon{n.“ So it behooves ail of us to direct
mmnwmcﬁnwmummmww-
“mmamwjllrnqwfoby“»wndm-ﬁmmdo
.




by applying our thought to i, analyzing it, and trying to learn bow to

do it more scientifically.

Of course, your ; is further complicated, because your
management job in the Govertusent and in the Armed Forces is enor-
mously more difficult than oyra in private ladustry--much more
difficalt. Compared to the mjansgement job that you face, ours is
mm:rswp&e.umﬂmh;mdwewmyamastm
ummmawm.

mmmm,ﬁmcmmmm. In the second
piace, you have gresat geegriphical dispersion and difficulty of com=
munication, Third, you lack the profit motive; and the profit wotive
is the incentive to most people's work. You are largely expense,
That is the most difficult kind of managing that there is, Werst of
aﬂ.mmmgaﬁapmr-mmymtom.m
the thing rocks along. You get it going, and it goes of its cwn moemen-
tum, Aummwdoistpmmpbyrepwm Bat in managing
mmw&mumméfwmmm.mammum
flung suddenly isto war.

Alsoc you ure subject to budget limitations, to the public whim,
When the Aperican people are scared, they want you to have & hig
budget. mm,mmw.mmmwmmew-.
m:mmmmanmu;dmm&mmﬂttamm.

Fm-m%aummrmmwmm
amﬁtﬁttﬁlmw-w*xhum»aﬁma{&eﬂm

memw or the integration of management
8




snd command.  You have the requirement of managing a business,

wﬁehuwhwtyoumddngm. You are business maragers. You
are \¥i the game kind of positicon that the managers of the General
Ebctﬁeﬁmminoriftnya&uhrgekm. Business
mmpmthmmtheémkdpemh. But wien you get
m:mm.wmwm;mmammm
relationship to your people, pecause there you must have instant,
absclute, unquestioned obedipnce and all those things. Se that the
MEMWWWdWWMWﬁ
business menagement 13 an sdditional complication faced by you
gentlemen that we do not havie in industry. 50 we have great respect
rwmmmmmﬁumm. And if there
is any mmall thing that 1 can do that can help you, I want to do it.
mmxmmu&mimumwum
mtmdto&yiswimwmmwu:
mammumﬂmmam It ia the mannge-
mﬁmmam.ﬁmmmmmmm-
mdmmw,:hmﬂqmmw. 44
mmMaWMmuWneﬁm.apur—
Mm,wﬂw@mmmm-hbwﬂm.
mnam.em.Wmemdm.m
mmmmmmuWupmmwmm
results through the efferts of other people. This, then, can be
identified & & separate, ﬂ*ﬁﬂ.ﬂprﬂfmw&m&,
L9
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and work which we can ztmlyl. analyze, simplify, teach, and learn,
mmgmm%dumkmatmmmmm
Mmmmpmenm!mmmmmmmmm
been cuxr concentration on personality characteristics. This hes
mmmmquswfwmm. Let me just take
& few minates here to illuatrate what 1 am talking about.
MimemmﬁanMﬁwmmtomkmma
Mm:n:cmm--i}ammwhatmmiﬁmofa
mansgement consuitant is? ;Im:toexpllintkistumywﬁemd
kids, Thaydon'tkmwmfﬂmm;. A management consultant
is & man whe knows nething sbout your business, but whom you pay
mwwmhwtomﬁtmﬂmldmﬂmmn
rigninuudoitheuyhet;lhm When I got into this kind of
work, 1 thought it would be ip order for we to go around to all the
mmmwmmpﬁa\ymmmmmuuw
their help snd suppoxt, MWy.Mwwldbeanmjnrm
in itself. We have !nﬂy-twlzé vice presidents. We appoind them: on
rainy Thursdays. haddemq:ily.ofﬂa forty-two vice presidents,
twdwaf&mmrm&%mmdnmuege,amgmhlm
very proud of and - very pledsed with. I think there ia an over-
mmismfmmaicin. I went around in the rerefied simos-
phere above the fortieth flooy and paid my respects to these vice~
presidents. ﬁ’ckwmﬁﬂicuhrﬂcewes&deﬁinthum
of vice presidents who iz thdre, I think, becsuse he knows how to
10




ask sharp queations. Thia be was in very fine form and he
suid: "Well, so you are to try to help to develop managers in
Geveral Blectric.” Iﬂiﬂ,%"?&m gir,” He said, "] have just one
question this morning, WuaMmmger? What are the
Me%ﬁﬁca?!apdw? H you are going
tomm&rﬂwmm#uﬂ.ﬁmmmmwmmm
you are trying to develop. You must know what the persounality
cWﬁadaWWw.me?”

Well, 1 retired in conlusion and went back to my cubbyhole
on the siath ficor sod started thinking, The more you think about it,
the warse trouble you get tzto, because if you say, “All right, We
are going to find out now whist the peresuality characteristics of &
mﬂwm,“mﬂum"m.mmmumaanp
&M.mMWP You set up a prototype, ideal

mmmm.pwmmwmmm

charscteristice sod ro viwers.  And then in the concept of Plade,
mm@quaMea&.mmmgmuwm
Mmmmmeinmm.
%Memﬁw. Everybody is geing to have the
mmmmmu,a@am We have 18,090 business
Menngers. We are giing t) have 16, 000 identical guys with imcip-
tent wicers, wrepped tn dod
Harvard MClL's, with cyew cuta. They are the ones who are going

to run this shop. Wumwcmuomwmm
PR

conts, most of them with




Then the second question is, What are you geoing to do with

these 16,000 guys that you heve in those places zow? Are you
mmmmmﬂmmmmwmﬁe«m
repiaced? Mmmp%mbh.mm. We bave all kinds of
R ANAZETS. Wehnth&huild’mmkmd, who wears his bat
inthaﬂiceméumattgumm. He ia a good maneger.
We bave the quict, thoughttyl, engineer-type of manager, e is
aigo & good managesr. We*whwmwdw.
He ia a good manmger. B@ﬂﬂmm&mﬂum.mmm
mmmumw};mmmmn
taytﬁngmcmidtﬁnkoi.

"Well, " I suid to m;?uﬁt‘. "1 bad better start somewhere,
Inmmmemwdmwwhﬁmmm-
teristics of & good manager.” 5o 1 got one of the boys and sent
hits to the library and said; "Go to the books now, Don't go to
ﬂnmcmm'ﬁetethewwwefm.
thcmcwﬁtmhywm Find out what they say
neﬁewmmmmw-da;mdwm Make me
3 st of them and bring it th me."

Three weeks later [ walked in and he swid, I am on the
mmhmmwmmm‘f‘anﬂydhm" Abont five \eels
ister 1 said, "tameum.‘ S0 he brought it in,
and 1 have it heve, zmnjﬁntomﬂmummm Ramormbsen
mmm:mu%wm. abilities, charscteriatics,
i3




snd sitribates of o good leader, a good wanager. I will read these
MW.%.MMW.W.
industry, intevest, forcefolness, sincerity, loyalty, integrity,
thoroughoess, tact, nn-mma. Bow sre you stacking wp.
Pwmerm”dh%w.hynmmunutem
mﬁmwmnﬁum«nmr.
This feilow at Yale has ond--high frustration tolerasce. You

nnmumm:m§ R is terribie. One of them says:
"uumamawnm 2 you take eare of your
Me.ﬁayumhhmd!dm and you dox't have to worry
ubest anything, * wimm:"tmmundwm
& strictly impersong] Wﬂmdmm.” It is small
mmwmmu}wwmmmm
mwmwnmmmwm* " ¥ho
is right an this thing? I s sone of these Gings. 1 sm what
I am. n:m%pcminpmm,zm%mmwm
bell I mm going to get courpge and wision.”

!’wcm’tm%w You can't measure thex.
You can’t say what you are locking for. You Just can't do unything
et

‘The Iw&mmdﬂmh&ﬂﬁcﬁm
can change basic . They start with religivus couversion,
13




The second is paychoansiyfic. 1 dba't think either the Armed Forces
or Genersl Electric are gaing in for that very heavily.

Incidentally, menta stability was mentioued here. This
feliow Goth, out in Califoris,. that in ten thounand surveys of his,

mmmwemipcmayﬂmmmdm

stabiiity, wyma:idlm“minm positions who
m&hwﬁmw.

mwnﬂaampwnum:mmmm
your thought and etady of this subject of managing on personality
characteristics. mmgemuu.mmymw
titishle, !num‘tmd;!!mthm. On one personnkity trald
you will get twenty-four definitions in Webster's Dictionary, So
mmﬁ%&t@mid”mmmm. You
can't measnre them., ‘!’uieta‘tmm.

sonmmum#mumwetmmwm
Magmmtnmbmuﬂngmyhmmw
are all based on: “Is he ldyal? is he cost-conscicus? Is he
Rggressive?” is he this dr that?  This says you must find
something elae oo which to base i,

The one that we heye selected is work acalysis, in that
themkdthewqm It cau be analyxed., I can be
studied, nmumwmmm 1t can be shaplified,
it can be taught. ﬂmhlm It can be mensured.

%,ﬁm“hmirﬁumﬁwdmmmm
"

i
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phillipic that I am delivering te you here this morning, I hope it will
he that we should get off of personality chavacterigica and over on

to work saslysis. This can be & second industrisl revolution. The
mwm:mm@mmmﬁmwﬂﬁm
who used their hands., Meﬁnmmmdmemﬂww
m;:ntheirm--mmp#ﬂmnotmw. His
urmm.mtu:bnﬂmdwwudmh
compleaity that, wolesa we got some kind of simplification isto it,
mmﬂngtnhtnmﬁem{!mnoiﬁuneemﬂm--
careuaries and things of that kind,

In this revolution that ks taking place the burden hes been
mmnmdmtwu-icm. Tie mentger is mow packing
the load, m&mmmaﬁummmammm
the waist, mm@.mmwmmm
just calied the shots. M:hummmme:mmmmm
m;mamﬂam.ﬁm in sn sir-cosditioned bhooth,
m;mequmm
out wheiber that fifty million follar tnvestment ts guing to pay out.
mmmwmmm#-@m;mm«ammm
worker to the head worker,

mmmhm"qmmmwgmw
ihe simplification of such '.uwmmmmm
breakdowns and things of thad] kind that sre taking pisce in industry
today. so,unm@m%wmummﬂdmm-
i5
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ger's tasks, we will be work in the right direction.

Now, in our shope~for whirt it is wartb~~and I haps you will
wmhmedmn’?ha,mmmmnmm
of them. 1mmwmmwmumm-
we hope it will staxt your ngmmmunmmm
tmmmpmmm;-mmmmwaamma
mmumumﬁomwmﬁm plamning,
organising, lategrating, ad easuring.

mnmrnnmnry#mwm Yeou have been doing
them more sud bettar--pinoning and orgasising--in the Armed Forces
then we ave ever dome ia indhsiry. But these iast two~-integrating
mwm!mmmmmﬁu&u
were gpeaking eariier, :

R used to be “pian, o:l*pnﬁn. command, and cortrei’; and I
suspect that in a military situstion, particularly ia & sombet situsticn
otamwmmw it is still "plan, organize, command,
and control, ' mmmm@m, where you are acting as
awwamm--mmdmmmwdﬂuﬂ
uwmmm"w“emmmm
"W“mmm“n@p“uwmmﬂﬁ“m“

Bow.whudoyum*nhy"m"uw"mm&"?
mwmmm*ueammmmamw
or military sstshlishment the plans, organized the men to carry
out the plsns, and then gave the necessary comnmands to get the
work done, and then the work of the people in the organiza~

16
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tional structure,
The pew relationship between the leader and the led, between
the manager and the managed, uwbout which we were talking earlier,
mem.&mumwumw
industrial scene; MMWMmmruyﬁm

sctien whick is more n Warmpny with the aew relationship that
mmmwmmm This integrating concept is
m-ﬁc&lmmﬁniﬁjmmmmmw%n.
m:mnmmha%s--tommymm Follette—-
ummnmmuru{mmmmmu”w
Mﬁmﬁm{'lrmnq%iﬂwm She was an old, high-
aummplmmmﬁu. She wrote this book, and it is
trusr today than it wes than, EHﬂMsiﬁtﬁs: that men parforx
mwmmamwmam«mmms
mmmmmmdwmmmmma-

ual, :

This is only & suggestion thet in any esterprise that is being
coanaged, the maomger make jt his business to see to it that all of the
Mﬂmmmwmmmmmm
ﬁmdmmm.tuﬁiimamm. the ground
rules, &etﬂuﬁum?mltmhwmm This is a cemmun~-
ications prablem of major magnitude-=to gee to 1t that every person

in the organization knows enoligh shout the whale situstion g that

he con do his job voluntarily sod om kis own izitintive; he can see his

Iv




on the managing task. This that the manager is & man whose
pﬂmymammenmiem:mmaeﬁmmmam
the individusl Wﬂﬂ-}- people who work therein; and thet he
mwummmmm&t-cnm»mmmm
mmms-uumimuum,mmmmmm
mmimmmuummmmmuﬁsm

whick his work is being messhred; uod then give Mim his chank of
mwmammmémmxnm@a,mumnm
at how weil he does it. ;

mmudmIWmm.Mywm:o
ran courses for foremen, u{h'mmnmmmctz"m;:wr
W’W‘~MWﬂ4mm. Bure, we don't need axy
training, We have srrived. We have got it made. But thess foremen
we are going to train. w-uq:emhmmm. We are going
to give them opders, wauémuoemmm." If you take a
bunch of foremen aod inform {them whet 13 expected of them, tell
MMv&-ymmtehfhmmMMM&my
ﬂnhmkmeﬁmm.:hheyﬁndnﬁmm They will do
it beiter than you did it. !

Ihnm:mcnehmum. I had & piace ot Hot Poimnt
whore I worked directly with foreman. ¥or years cut there the old
cMWW%WhmMMm». beat~

i8




% “
ing the druma sbout the overtisad, the screp, the rework; pound:mg
the table. The foremen would all get ouwt afterward and say: "Well,
immﬁmwwwwmumwﬁm"mm
@o out and on, The impact was negligible.

Now, you place in the hands of esch foreman every Monday

mm:ammmdﬁwhhb&gmmmw. scTap,
wmm;mmi:bemimmmmwmmw
mﬁmmwm%enmmmw. voluay-
tarily, by his cwn methods; dnd be takes hold of the thing. The
nmdMMﬁm%mmdMeMmt
mmmmmm}mwammm.

1 don't like that word "eontreiling, ' although some of my
mm.mmm.! Weﬂmﬂgﬂﬂdtﬁtnw
Electric, w;m.mwmuma‘mramm
Surveys. ' That is just whet be is. He i3 supposed to measure and place

in the bands of the maneger [or decision maker the results of his
mesurement. mmu-lpkeuwwde.
m*‘w’Wumem-
mmmm“m“immm,mmﬁ. And
mwmwmmmmwumm-
mmmmhaum. The people who are in the
upper positions are very reluctant to iet %t go. 5o in our company
mmmmmwdmwmm—m

suthority decentralized out {o the puint nearest whare the sction

19




takes place,

This is & propoaition [of anderlying confidence between man

and man, Anﬂm,lmpnwrymmhannﬁinth-tndomt
mmmmmm)}nmmmnmmwm
ahould kave, They ‘ iymﬂnm%ﬂmmm
m‘mrmnmm.

Rhmﬁmﬂhm«imﬂm. 1 wonid suggest that this
uammmmmmin that, Rmame--udmmmt—-
mmmwumWw. &od particularly one
mﬁmm.mm”mmm Armed Forces, is
ane of great difficulty, grest complexity; that the proposition that
MManMW,dmmmmmm
muﬁu.huﬂoﬂyn“ﬂiﬁhm but & necesanry thing, becmuse
thnmmdtoﬁa‘sﬁndidamcahno‘?hemw
intaition, :

mmmmﬂmmmm;rua«a
mm«.aum;mofi@mm Hisawayof life. Risa
Mcmmﬁnmm It is something we all
mmmmmalmmmm. But we meust
MMWmuW,mmhmm«
inte better managers, mﬂywuxpmmmmmw
us to deveiop themselves into better managers,

Thus this becomesn a basic, inberent social relationskip,
which does not lend 1teelf to| gimmicks and gimeracks; bet it can
0




be cousidered a more or leas scientific and professional kind of

work, which can be thought through, asalysed, and tanght, and
lepyned, Bat in this basiness, and I think, in mest other

things, Emerson was right when ke said, 'What you are thunders
wMiwtmerq!m.”
COL, WALSH: Mr. Ewu ready for questions frem the

sudience. |

QUESTION: htﬁadﬁnuﬂmeimn&aﬁwwnw,
leiathtn“&inﬂmw.imam.
mehwammndirt. he must vither be made an adminis-
tmmmm+ becamie & manager of acientists, or
mm-mhkubmm;bmmmm Bow do you
mummw?

MR, WRIGHT: Mj.ﬁm.utwmwm
mMumM*mmmwmm
mammm.i

We have that oot enly with vesearch scientiste, but in all
branchew of the husineas. ihmunwdumu

l
wmmumm-*mmtmmmwaf
pm.mﬂﬁmmwuwdmm
of othera; nnd the other parsilel path being that of & professional
individuai contributor.

WemkﬁMyTa. B is cur intent that the reward

n




in pay and atatus and job sstisfaction for an individual contributor
shali be the equivalent in every way to that for managoment work.
This one of the preblema=-fo keep the economic pressure out of

the choice as to whether & har shall progress as & manager or as
an individual contribator.

For instance, we hape the case of Dr. Cocley. Dr. Cooley,

mmmm,wmmmmmd&.um
mmmmmawummmm Es has
Wmm&y&hmﬂmuwnnnﬁm
life. He said thet ke wae | y interested in being a scientint;
wmmumuum;p%mmuhmmmmmmm
wark, E@Mhﬁamwﬁ&nmmmmkﬁ
mmemdm'tm;!fmmmummm
MEMEM&&M%MMWWW Buat
be sadd gl the time he vas going thet, the people were not getting
iis attention in the laboratory. 5o he was not & good manager of

the work of others. Hes was primerily an individasl contributor.

MWWWmMm. Take a sar salemman
mmmmw,mdmhnamnhmmwm
4 poor sales TCARRERr. mﬁ!hneumm. The star individusl
mmmwﬁnudmm He gets his
mmmu%mmx Tue manager, on the ether
Mmmmumm#ummmmmwe
do. And eo there is a basid, inhereat conflict.

23




Row, as to the cy of it, we bave found that when we
2o o Ldeotilying the work of managing, this is what we do;: We

mm”m%m masmging” and pat
sub~heads ynder them. We got a whole chart of thein. Then you

can identify that work. rouimmm:mmmdiw,wm
hrmwmmmnmwmnm
of doing that kind of work. l&!’mmhtﬁsm'smk.m
mumm—-&}mmmammm-
mmmun#usmnm'Mawym
W&m&ﬂ,mhm’m'wkdm
ing, theq Would have & tendeucy to poiat hw to & Teazager's path.
If he does not do tet, ﬁhiﬁmwymmw
|

dm.mmuaWthmmmkm
things thas with people, then you point him up the individeal cone
tributor's puih, y

mehﬂu#&amw:ﬁuymm.
m.&-mmw%.wmmm 20 thet
mmmmmmhnmmmm
mehwnﬂ‘jw. & may be cxly & symbal, but it
mamWam%mmw.

QUESTION: Who gits te be president--the mansger or the
englneer? It sounds to me a5 if e president must cowe up from
the management staff.




MH, WRIGHT: You|cen take that both ways. MMr. Cotirell
is primarily sn individusl, | 1§0-pound mar, sitting on top of a
three billion dollar piast snd 346, 098 people. It is a frightening
thing, isn®t it? Who wamtd to be preaident snywey?

CaMniyldmﬁ&pkmMﬂMcMmHm
toormﬁthgﬁhhnwal‘am The big polmt is
Mwmmmwﬁdﬂmmw

mmwmmmmpﬂmmmﬂ,mme
society, that we are in. |
Iﬁvemmmrihﬁmmwm. When oy
ﬁfemmmmtém,dnm. “He ia the vice president
of the Storra-Walter Adveriiging Agency.” He bas this title, and
in this business society that identifies the guy. Heil, it is screwy;
it is wrong, uumqmmmmmmcﬁmm
off of these symbols of preftige, we would be better off as e country.
I was assistaot to the president of Hot Point, INc., for three
YEArs. N@v!mmtﬂﬂpmlcem. 1 Hke it very much,
MIWEykaskﬁmkmwﬁIme.wto&aﬂ

suits me fine. The anly probiew is in my wife idestifying e in
Westchester County.

QUESTION: m#mmmmm
managers ic General Electric?

MH, WRIGHT: Thet is no probism. We do not ever select

potantial managers. We that the spportunity for advancement

&




&

and for development must be univeraally available to every man and
woman in the orgmisation. e reject strenucusly the crown priunce,
asiect group, promising young man, coocept of resching out and
Mwmm&mtmmmmm.m
deal of development activity and letting the ninety and nine rock along
by themseives, That was oug of the major fadiures, one of the
major faults, in our previous thinking about the development of peaple,
mmemmimamammm. We
i
mdtmmﬁgmmﬂr.mme. Swope., He was
mwmuuwrupmmi'}am. I had 143 names on it,
mmmlmmk&ﬂmmmm&ouHamm.

Omly 37 percent of them kind achioved theis promise. Thet shows how
Wmmhﬂmﬁywm&lmwwaﬂw
efficiency rating, say: "This meamre, praise God, sitw iu judgment
mdamthﬂthuemﬁjhbluﬁndm. and these poor
bastards we will let alane. ™ i

YchmszﬁimnMamhram&m-
‘l‘heuisamynbm%tmhlﬁ-w. ropid davelopment,
|
about & young man who was hired as & promising youag man, He was
rotaied into sales and stuyed there six monthe. Thez he was rotated

into managemend, and stayed there as an observer six mowihe., NHe
was rotated out there into engineering snd stayed there six montha.
Then the president calied Mg in and said: My boy, you have been
developed, We are going to make you 2 vice pregident.” The boy
25




didn’t say aoything, The said, "Haven't you got scomething
to axy to that 7" The boy “Yes. Thanks, Dud.”

Imaeammc#uem "Jou, this is Herbert, the
bass ' son, mumw%ummm-uwm"

QUESTION: mm%mmmmm«ea
mmwmq!mm'amamm?

2 a0, what type is it? :

MR. WREGHRT: ‘WthlirnhdﬁﬂhraWduﬂwmy
years, both peracnnel forms and rating sheets, We did some
research on that, %memmasm”m
using, They filled five biack hinders.

hwm.mt@ﬁu&mmmum
betier than nothing, mﬁmmmmmm
mthmwm@mM.&mtommm. Om
the other hand, thnhnmm;nhmw in my opindon, in
&oMﬂpMﬁthﬂMmmwiﬂm
that you have a joint, %,mmum
Wmdmmu#eammmmmm-
mant, MBMmmM. You are planning for kis seif-

m,m&em%mm.&mmzhﬁmda
mnmtiaalumnmedl}umﬁ’m”. You try to sdeter-

mine by whatever means can what he has tocked up tnmide his

carcass, his capability of & certain kind of work, S50 when




you are doing persannel you are not doing 1 as such. You
are oot gitting in judgment o him. Buwt you are with hize and for
hixc and you are looking at and trylog to uscover the wmain
capabilities that he haz, and the main lacks and nesds that he has,
%4 o bagis for planning his dévelbpment.

Now, this, I think, dammmum
mmmmwmsmnm The sirgight personnel
mmmmlm.wmmmwmm
i3 good to have in commection with the salery thing, where you write
down what the chjectives of the man's Job are., Then you write
down, qualitatively or qguantiiatively, how well he meets those
chjectives. |

Im%mMmMMMunumhdmhm

for loyalty snd then determive his pay on that, Loyally basn't a

mmwummry. or his personslity characteristics,
xmmmmum-@mamuammmm-
mination, utawm+mmmmr¢ummuia
that grade, ma:aaw@sdnmmmmm
WMW!&MM“W:W and, as
quantitatively as ponsihie, y;mm-kesnmmmﬁ: aow he meets
mmwuﬁqmm That is for only one thing,
though. That iz for saisry, for what you pay the wan.

The other one is the peif-development and planning for the maa.
This is & very interesting and complex process that we are just
n




beginning te learn something about.
But the kind of agpraisal that we are recommending now,
based on ressarch, iamq#nlﬂwchisplmlycme
and ssmiytical, mmwwmmmmmmmm
wmmmmﬁmhrm. You get away from the old effic~
m;mgw{m;mddm. ax far as you can get away
!

from 1. 1

QUESTION: Cmdt#:e!md@ecﬂmmmaﬂimedm
W.Mmhﬁﬂﬁmﬂum&hnmw
gration sepect. mmmmmmﬁmmm-
ingnmeoumﬁvﬂy%lmphm, auy, suck as workisg on
lathes, that is fairly eaay. waMW&m&M You
h-ndmhrmmgcmm%m The pecple have approximately the
same background. Whet is doue &8 you go to & more complex struce
ture ? TamcdeWﬂWmmm
quite formidable. How do ypu go about that? 1 am wpesking from
mmmmdm?M&thwm
W.MM.MMMMMMW
betwesn two people, m%mmyuw.mmu




mmﬂ.mdmamm.inmm;mimﬂym
resuits of 3 component?
anwm“mMywﬁanm-e
should concentrate right theongh V" mensuring effort on resslts. We
mmmmm@mwmmmm You can't
do that exclusively, hecsmae, |as you paint o, the complexity of the
pmmawmmmiwmm. But in a business organize-
tion, as in shwom say orgasigation, sinrting st the result end, snd

saying, "What are the results expected? What are the areas of
rmv"mmWMMmmsumn

&s poasible, mmmmmumhew.m
some of ther must be qualitative~~that is the key to the thing., Funther-
more, that the measurizg be [done in the interest of the man being
mossurad, muWaummm:mm

in jndgment on him and messiring Ms work. B is measuring being
mwmmw.mmwammm
plac ed in Me hands,

For sxemple, mh?cmMMMﬂﬁoMW
ment studies done by ane of jur men, who i8 now ihe vics presidet
in charge of marketing for ihe company, a very brilliaat guy--one
of the first management projects, in 19S1-~after s year he said that
to start the mansgement proceds oxn ene of our business components,
mum;wmm. that thare were
29




.
ewmrmltmtmnpdmed. It took hix a year,
buthwammmmmm.ﬁmmgematum. —
one will resct against the others.

I don't know whethsr | fan remember all eight of them from
the platform, bat the first one wes profitability. That is only the
{firut ooe. B bas been the oniy coe in the past--profiteblliity. The

mmmmdmwuwmuprﬂ.

mmamwmummmm-'
anmtmhliullurkrm that being sesestially the
nature of cur business.

mmm&aw ‘This is the thing that 1
am concerned with, We bave|s research group on it, trying to find oul
mmmmmmgwmmmmm
ﬁm._mmﬁﬂwtﬂ'n-m? By number of pecple prometed ’
By the number of people upgrided 7 But not as to methed, not as to

how many courses be has run in these things, bet as to s remulia.

attitude, mw Those are some of the things which
all eight of them takes together make up the key reslt areas to be
measured,
There i a task force on meihods of messuring productivity.
There is & task force on, How do you messure employee attitude ?
%m;tﬂﬂgmeﬂlm--mﬂmrm:amw-ﬂehh
2 mixture of turn-over, suggestions, sheentovism. We are golng

L)




through that with an outside qensulting form of psychelogists, trylng
to find owt how you can measure what the employee attituie in your
shop 1a.
COL, WALSH: You bmve indicated that in this expanding
period of the Mﬁ%ﬂe@mx General Electric is carryiag
m.fmmmmmmwmm. iam
thinking beck {0 1930, during the depression, wher we didn't werry

about the individual. We "t worry sbout the akill idea. Would
you comment on that 7 cm;{mat!erd. shall we say, to develop
I

menagers in & depression? i
|

MR, WRIGHT: Our fpeling sbout that is that then Ss whea you need

am.mmwkmmm.mmmﬁm
mm@smrmym#ummmwmmm-
MHMmmtamemm

1 sleo point owi to the officers of the company thet we can take
a lesson from the Armed Fodcen; that they didn’t get out of schoal
during the war ysars, They |were still going to school when the war
wag on, Mnmmahwﬁum‘aﬁhﬂ.mmm
we are having our war. That is whes we must maistain our skill.

um'tmmmwmmamwmmmm
|
of the thirtios. I think that Hecause of this socisl legisiation and
theae things thst ave happened thet are designed 1o koep that from
happening. 1 think asqueationably we will ge through some recession.
We are wurking cur thing o the basis thei General Electric will be

twice its present sise 1n 1964, We are doing thet on the basis of
31




the population and the fundementsl things that are there. Preasently

mh&waprw&d&imud@cﬂeﬂmmm‘-rmmmm
pwgnmo!thecmpmy;m' he wouldn't scutile the davelopment
of the company if busineas a little bad. He would consider it a
varistion from the trend and adjuat to it,

kisgoingtoben&y*llwwmewhnﬁﬁmu.bnt!ém't
&inkuwmemhckany#rmﬁadmwpmmtdwwh. We did
amgmm%mm#wnmww. I think a lot of companies
did, Mhtpamwnr}gméymgmm. and then they dida't
Mthemmntthnm#lm.

QUESTION: YwhwitmemmMrremtmmofﬂur
biggest problems in messurigg io the service, and that is the fact
that we are in effect not meaguring outpat at the ievel we would like

th measurs it at. We are alwnys working against a built-in cushion.

Would you comment on that?

|
MR, WRIGHT: Iwmumwmm.memm

that there is. Ywmdr}vauw;umemtestmmmrtm
least expenditure. It iz aot groducing ax income. N is supplying a
mmnuusmmi‘\hwme. ‘Fherefore your

drive is to provide the best pbssible service at the least possible cost.

It does put » big burden on the managers as far as personal

mﬁt@ﬂimisconct%mt:ﬁmaf&epe@ewhcu working
under you. The solution, It . 18 one we lasvped from the Armwad
Forces, and that ie pride in the cuifite=a reputation of having a crack
32




% %
outfit, the setting of bigh objectives and maistaining high standards

ia the process of managing by this process of integrating,

1 diassgree with the so-falled baman relations boys, that &

climate oftumtlmnuthqriﬂmfurammmmm. —
I

IMkMMMMdeMMtWMQWMHM
where there is teasion, whcnithwetn high standerda, where there
is & real drive to get constructive resulte. I have seen some of these
things degenerate to the point where everybody loves each cther $o
much that the work doesn't gef done.

I think people want lesgorship, 1 think we want strong leader-

amdp in a business entesprise, As Pun] ssid to the Corinthians:

"It the trumpet give forth unceriain sound, who will gird himaelf
for the battle 7" Muualiuaobfartmﬂwre.

QUESTION: Mr, Wﬂ%.leEMMnM
Hﬁtmﬂuﬂmdtﬁﬂ#w&emdwwu.m
iknovthﬂhmﬁthux{vmmmmrwbmntﬂk
lhmtthmﬁlmmmathﬂm.dﬁ‘mﬂunmmmﬁﬂ
operetions. Do you think the tread toward wage incentives will be
further extended in the next tgn yesrs?

MR, WRIGHT: Do you mean wages or salaries? Are you
taliking about incentives for wage earners or salaried peopic?

QUESTIN: Both,

|
MR, WRIGHT: My peracasi shot in looking over the situation

is that we temnd to de-emphanise it, 1 see pecples walking away from piece
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etes on wages 28 being relatively nomproductive. I don't know
whether this {8 & trend or not;, 1 am giviag you my personal shot.

We bave in our comcpany incantive compensation for people in wana-
gerial and profeagicaal positipns, | doubt how sffective that is in
getting people to voluniarily work harder and better,

ImmmmnWWMmm
immmmm“#mmkmd’meam. I dontt think
that is fixtly true, Ikwwtb*umyin&mﬂwmxpausﬁimmw
mwm.lmprwmewmmgmmﬁmm
swmunar.mmous s an incentive to work better and
harder, My emphasis is off of that, I don't wee it too much,

QUESTION: Bm*tﬁﬁaeemgorthmim
eWMMWWu&Miﬂm“&
process, the rates wonit sny more, will they?

MR, WRIGHT: Thaiis true, but it becomes an accepted
part of the package. mMummammmm“
ch%WMWﬂMW This is
done simply and directly, soc(that a lnan can say to Mmself: "H
wﬁ&i&mmh%,iﬁhg&tﬁsmhm&nmmy. i my

results get this mach better, 1 will get this mrach more incentive

compensation, |
|
1 have an invention would sutomitically get reeunits, it
seams t0 me that the idoal we thing would be o put a biack

box on top of every drill press,. Every time a man made 8 certsin
x4




number of pleces, it would shoot out a dellar bill and ke would put
it in his pocket. Ture ot 50 many more pieces, another doliar
falls out, I think you would have to give them a sedative {0 keep
them from: werking themselves to death,

QUESTION: Has the gxistence of labor unions affected the
rehumwwmthemAanthhem?

M¥, WRIGHT: It has affected hell out of it. H sure has had a
vurybﬂvytﬂ@ctmmmnﬂ.

This 18 due, I think, {0 the failure of the managewent people

mmm.--wmm#pm voluntarily for the pecple's
needs and their drives to ba&ar themaelves, 11 ie almost axiomatic
in history that whenever any one group has economic pownr over another
group, they will exploit it to the disadvantage of the other., This is
aimost universal, Labor unions, when they got particularly strong,
did sowe of this explotting. | They still are to some oxtent. But it
is because of the failure of masagerial people in the past to do a good
managing job.
The working people twrned to the union by defaull. They dis-
cmdwmmmmdﬁ, and they used it, We bave no

one to blame for it but 8, if they abuse it, because it iz new

to them~~having power. !
wnm;marsmlcwdmmmmm

mwanager and the mansged. iz the first place, it introduces into

mrmmmmmwcdtq-emﬂﬂmw. i’ means
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that indastrial lewdership will never be democratic until the workers

elect the bosses, which they do net do now and won't in the foreseeable
Mmandprmﬁywmd{. But it is becouing much more a demo-
¢rmcpmmhyﬂﬂuﬁm+mrwmwmmm
mmknmmhmmauﬁm
Ihuveminmymﬁ*memmmmmm@ia
cmm"mmd!rermwmmﬁ." That was in
1931, You dom't do it any mere. Managers have gradunlly been fired
by the workers over & pericd pf time. Thelr prerogatives have been
taken away from them, becausje they did not exercise thew as they
should, Now 2 meanager canmot make these decisiens and give out

the arders. Hem.toptﬂti?emimmﬂuxdtﬂkmmmuw
Mhntkisewmafm%mmmiﬁm. S0 thwat this is
mmwwmwmdmmm&mr‘:joh.
in ey opimicn. |
Now, if we manage rightly as we go slong, get the right
balance~-unions, 1 think, are here to gisy. They are an essential
thing. mymm«:meuuredth-mm. They keep them
hehest, mumwmi»mn--mnmmgamy.
if we bave the right streagth and we build the streugth down to the
foreman level through keeping the forewan informad, through making
the foremen a part of managewert fustead of just miking about it,
then managers will regain more of the respect of labor, of the worker,
and will make their jobs eaniclr than they have ever been, But there
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is that kind of tug on the of the werker, between the union
on this side nnd on this side, S50 we have to use better

mmgemmtmmth;uirlo Y.

QUESTION: Yo what mmmeflim tewts, gquotient
tem,nudinywrwl

MR, WRIGHT: Yu%mﬁm?

GUESTION: Yes. |

MR, WRIGHT: Wclw experimented with those at some
iength, As amﬁhrdhe’.{.lﬂm-p@gﬁﬁmﬁoﬁﬁvemm
BPO. Ihdmdm%pwsnmnumtnndwm»
hisugell, Then we laid them side by side and compared them. 1
dida't show up very weil,

The danger of the and dirty test is that it is semething
on which a man's whole future might be determised. There is an
analogy there, Imm%wnmﬂtomthema
nyadrmkuﬂutn%thn%pmt. They are locking more for
support than for light, |

\

Iwmwitmm%mmmemﬂ
b&madeinthem#tmyox'[tmtrnvemnmpﬂyehohﬂcﬂ
testing. IhMMHtgv%dutMrthﬁMy&curﬂemia
developed, mainlymnuﬂclﬁfmkmwmmdﬂmﬁ
the individusl asd don’t go tts.fni:hmca:i«i!mﬁmmr1anfptzra~:ma1:t3r
traits, and particularly not to the gobbdledegook of the profesaional
paychologists, but take » ructive, analytical approsch to the




_‘.__._._._,

individual, trying to uncover what s principal drives are, what
his principel capabilities are, they will be good and usable tests,
I don't know of many like that in existence today, but ! think they

will come,

We oay to cur rs: 'You are trying to find oot what this

guy has got locked wp inside an. You may use any method that

Rohr sheets, or TAT, all IW.WM;WWQWM |
a completaly determining | T a8 you guide this man's life, becauae
Mmmmmémmm'tmmmmbe
more than B0 percent acaurate, and it is eutirely poasible that this _
guy may be one of the 30 percent where the test is wrong, and you |
can 40 an awful lot of herm to him if you use it a5 a determining !
factor rather then sn indicating factor.”

COL, WALSH: Mr. Wright, you have brought us a lot of
wmc&tiwthaummwmmm. The large sumber
of questions frem the awdience have indicated better than I can how
mmmmmm*mmwmmmgm
MWMMMy.
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