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an i n s t r u c t o r  of p sycho logy ,  U n i v e r s i t y  of  Mich igan  unt i l  1935; an 
a s s i s t a n t  p r o f e s s o r  unt i l  1939, at which t i m e  he b e c a m e  an a s s o c i a t e  
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C O L O N E L  O ' N E I L :  G e n e r a l  Ca lhoun ,  g u e s t s ,  m e m b e r s  of the 
C l a s s :  The  l e c t u r e  this  m o r n i n g  is  on " H u m a n  R e l a t i o n s  and Ind i -  
v idua l  M o t i v a t i o n , "  why  peop le  ac t  o r  r e a c t  as  they  do.  

You a r e  f a m i l i a r  wi th  the s p e a k e r ' s  b a c k g r o u n d  and know that  he  
is the a u t h o r  of s e v e r a l  books  r e l a t i n g  to b e h a v i o r .  In one  of t h e s e  
books ,  he  d i s c u s s e s  the b e h a v i o r  of the G e r m a n  l e a d e r s h i p  t o w a r d  
the end of W o r l d  W a r  II .  When  d e f e a t  f i r s t  b e c a m e  obv ious ,  they  
r e f u s e d  to c a p i t u l a t e  and p r o l o n g e d  the d e s t r u c t i o n .  He s t a t e s  that  
the a c t i o n s  of G e r m a n  l e a d e r s h i p  canno t  be  e x p l a i n e d  p s y c h o l o g i c a l l y  
if they  w e r e  in a c h o i c e  s i t ua t i on .  If, h o w e v e r ,  w e . c o n s i d e r  t h e i r  
c o n d i t i o n  o n e o f  f r u s t r a t i o n  and t h e i r  b e h a v i o r  that  of f i xa t ion ,  t hen  
t h e i r  r e f u s a l  to c o n s i d e r  a l t e r n a t i v e s  does  m a k e  s e n s e .  

It is  this  p r o b l e m  of m a k i n g  s e n s e  wi th  these  a b s t r a c t i o n s  tha t  
i n t e r e s t s  u s .  We a r e  i n t e r e s t e d  in m a k i n g  s e n s e  ou t  of the m e n t a l ,  
e n v i r o n m e n t a l ,  and e m o t i o n a l  i n f l u e n c e s  that  a f fec t  i n d i v i d u a l  and 
g roup  b e h a v i o r .  I a m  c e r t a i n  wha t  o u r  s p e a k e r  w i l l  t e l l  us th is  
m o r n i n g  wi l l  e n a b l e  us to b e t t e r  u n d e r s t a n d  the a c t i o n s  and r e a c t i o n s  
of H o m o  s a P i e n s .  

It is  a s i n c e r e  p l e a s u r e  to w e l c o m e  b a c k  to the Co l l ege  and to 
p r e s e n t  to you D r .  N o r m a n  M a i e r ,  P r o f e s s o r  of P s y c h o l o g y  of the 
U n i v e r s i t y  of M i c h i g a n .  D r .  M a i e r .  

DR.  MAIER:  G e n e r a l  Ca lhoun ,  C o l o n e l  O ' N e i l ,  m e n  of the 
I n d u s t r i a l  C o l l e g e :  It  is  i ndeed  a p l e a s u r e  and an h o n o r  to be b a c k  
h e r e  a g a i n  a f t e r  one  y e a r  off.  I d o n ' t  know who took m y  p l a c e  l a s t  
y e a r .  I m e r e l y  s a y  I hope  you d i d n ' t  l ike  h i m .  

W h e n  we use  the t e r m  h u m a n  r e l a t i o n s ,  we s o m e t i m e s  ge t  the 
no t ion  that  that  is  a p r o g r a m  of b e i n g  n i c e  to p e o p l e .  I had a f r i e n d  
who had s o m e  b e a u t i f u l  m u l e s  and he was  in v e r y  bad  f i n a n c i a l  s t r a i t s  
so he  had  to s e l l  the m u l e s .  But  he  w o u l d n ' t  s e l l  t hem to anyone  
u n l e s s  the b u y e r  p r o m i s e d  to be  n i c e  to the m u l e s .  He f i n a l l y  found  
a chap  who p r o m i s e d  he  would  t r e a t  t h e m  wi th  k i n d n e s s  and c o n s i d e r a -  
t ion at  a l l  t i m e s ,  and the d e a l  was  m a d e  on tha t  b a s i s .  
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S o m e t i m e  l a t e r ,  the o r i g i n a l  o w n e r  m e t  the b u y e r  and a s k e d  h i m  
how he was  ~e t t ing  a long  with  the m u l e s .  He sa id  he  w a s n ' t  ge t t i ng  
a long  at  a l l .  He c o u l d n ' t  get  a l i ck  of w o r k  out  of t h e m .  As a m a t t e r  
of f ac t ,  he c o u l d n ' t  get  t h e m  out  of the b a r n .  My f r i e n d  a s k e d  h i m  if 
he  had  b e e n  t r e a t i n g  t h e m  with  k i n d n e s s . . H e  r e p l i e d  that  he  had  b e e n  
kind and c o n s i d e r a t e  but  cou ld  get  no r e a c t i o n  out  of t h e m .  My f r i e n d  
sa id ,  "Do you mind  if I c o m e  o v e r  and take  a look  at  t h e m  ?" The  b u y e r  
s a id  he  would  be  g lad  if he  would .  

So the o r i g i n a l  o w n e r  wen t  b a c k  wi th  the b u y e r ,  w a l k e d  into the 
b a r n ,  and t h e r e  w e r e  the r e a r  ends  of the m u l e s  f a c i n g  h i m .  He p i c k e d  
up a 2x4 and w h a c k e d  the m u l e s  on the b a c k .  The  b u y e r  s a i d ,  "You  
told me  to t r e a t  t h e m  wi th  k i n d n e s s . "  My f r i e n d  r e p l i e d ,  " I  know, but  
you have  to get  t h e i r  a t t e n t i o n  f i r s t . "  

R a t h e r  than th ink ing  of h u m a n  r e l a t i o n s  as  b e i n g  n i ce  to peop le ,  
I l ike  to th ink of good h u m a n  r e l a t i o n s  as  b e i n g  one  of u n d e r s t a n d i n g  
p e o p l e .  I l ike  to think of  p r o b l e m s  in h u m a n  r e l a t i o n s  as  b e i n g  a s e a r c h  
fo r  w a y s  of a v o i d i n g  m i s u n d e r s t a n d i n g s .  If you th ink of y o u r  p r o b l e m s  
wi th  peop le  as  b e i n g d u e  to the f a c t  that  peop l e  a r e  u n c o o p e r a t i v e ,  o r  
u n r e a s o n a b l e ,  o r  that  t h e r e  is  s o m e t h i n g  w r o n g  wi th  peop le ,  tha t  p e o p l e  
a r e  bad ,  then  you r u n  into this  d i f f i cu l ty :  If i t  is the o t h e r  f e l l o w ' s  
fau l t ,  the on ly  th ing  you can  do is  to s i t  and wa i t  un t i l  he  c h a n g e s ,  and,  
as  s o m e  of you know by  now, if you a r e  go ing  to wa i t  f o r  o t h e r  peop l e  to 
get  good,  you  m i g h t  have  a long  wai t  on y o u r  h a n d s .  T h e r e  i s n ' t  any -  
th ing  you c a n  do then e x c e p t  to w i sh  and hope  that  the o t h e r  f e l l o w  w i l l  
c h a n g e .  

So a v o i d i n g  m i s u n d e r s t a n d i n g s  i s n ' t  j u s t  a m a t t e r  of wha t  we m i g h t  
s a y  as  a P o l l y a n n a  kind of p h i l o s o p h y .  I th ink if we a s s u m e  tha t  t h e r e  
a r e  no bad  peop le ,  that  w h e n e v e r  we have  d i f f i cu l t y  wi th  a n o t h e r  p e r s o n  
o r  a g roup  of p e r s o n s ,  t h e r e  h a s  b e e n  a m i s u n d e r s t a n d i n g .  We w i l l  f ind  
that  t h e r e  is  s o m e t h i n g  to do, and that  is  wha t  we need  m o r e  than a n y -  
th ing  e l s e  w h e h  we a r e  in t roub le ;  s o m e t h i n g  to do, s o m e  kind of a c t i o n  
we can  t a k e .  

The  th ings  we  can  do a r e  to d e t e r m i n e  the s o u r c e s  of m i s u n d e r -  
s t a n d i n g s  and to c l e a r  up any  m i s u n d e r s t a n d i n g s  tha t  have  o c c u r r e d .  
T o d a y  I would  l ike  to ta lk  about  s o m e  of the s o u r c e s  of m i s u n d e r s t a n d i n g .  

F i r s t  of a l l ,  a s o u r c e  of m i s u n d e r s t a n d i n g  is  the f ac t  that  we  r e a l l y  
d o n ' t  b e l i e v e  in c a u s a t i o n  when  i t  c o m e s  to b e h a v i o r .  If the c a r  goes  w r o n g ,  
we a r e  w i l l i n g  to a c c e p t  the f ac t  that  t h e r e  is  s o m e t h i n g  w r o n g  wi th  it ,  
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that  the c a r  i s n ' t  e x p e c t e d  to r u n  u n l e s s  it  is  in p r o p e r  c o n d i t i o n ,  but  
we o f t en  r e f e r  to peop le  as  do ing  th ings  they  had  no b u s i n e s s  do ing .  
The  a s s u m p t i o n  of c a u s a t i o n ,  w h i c h  u n d e r l i e s ,  of c o u r s e ,  any s c i e n c e ,  
i m p l i e s  n e c e s s i t y ,  a n y t h i n g  that  o c c u r s  has  to happen .  

So if a p e r s o n  m a k e s  a m i s t a k e ,  we have  to a s s u m e  tha t  t h e r e  
w e r e  f a c t o r s  in tha t  s i t u a t i o n  and in that  p e r s o n  that  m a d e  a m i s t a k e  
i n e v i t a b l e .  If you  wan t  to p r e v e n t  that m i s t a k e  in the f u t u r e ,  then  we 
e i t h e r  h a v e  to a l t e r  the . c i r c u m s t a n c e s ,  in o t h e r  w o r d s  the c o n d i t i o n s  
of work ,  o r  we have  to a l t e r  the p e r s o n .  

C a u s a t i o n  a l so  i m p l i e s  that  the c a u s e  p r e c e d e s  the e f f ec t .  In o t h e r  
w o r d s ,  the c a u s e  is  a l w a y s  an a n t e c e d e n t  e v e n t .  Yet ,  w h e n  we t a lk  abou t  
peop le ,  we  ac t  as  if they  a r e  gu ided  by the f u t u r e .  

F o r  e x a m p l e ,  if it  w e r e  p o s s i b l e  fo r  me  to w i r e  you r  c h a i r s  so tha t  
by p r e s s i n g  a bu t ton  h e r e  I could  c a u s e  an e l e c t r i c  c h a r g e  to e n t e r  y o u r  
body  f r o m  the s e a t ,  by p r e s s i n g  tha t  but ton  I cou ld  c a u s e  you to j u m p .  
If I a s k e d  you,  " W h y  did you j ump  ?" You would say ,  "Why,  we j u m p e d  
in o r d e r  to get  a w a y  f r o m  the c h a r g e . "  I would  have  to say ,  "No,  that  
c o u l d n ' t  be why you j u m p e d  b e c a u s e  you got away  f r o m  the c h a r g e  b e c a u s e  
you  j u m p e d . "  In o t h e r  w o r d s ,  ge t t i ng  away  f r o m  the e l e c t r i c  c h a r g e  w a s  
the r e s u l t  of y o u r  b e h a v i o r ;  h e n c e  it cou ld  not be a c a u s e .  We w i l l  f ind  
we a r e  do ing  tha t .  I would  j u s t  l ike  to w r i t e  the f o r m u l a  on the b l a c k -  
b o a r d .  

S - ' - 'O -  :-B ~A 

The s i t u a t i o n  (S), o r  you m i g h t  s a y  the s t i m u l u s ,  a c t s  upon you,  
the o r g a n i s m  (O), the r e s u l t  of b e h a v i o r  (E), and b e h a v i o r  a c c o m p l i s h e s  
c e r t a i n  th ings  (A). Now the s t i m u l u s  (S) fo r  e v e n t s  i s  s h o c k .  T h e  a c c o m -  
p l i s h m e n t  (A) is  ge t t i ng  away  f r o m  the s h o c k .  The  b e h a v i o r  (B) is  j u m p -  
ing .  And the e x p l a n a t i o n  of b e h a v i o r  is  tha t  you (the O) b e i n g  wha t  you  
a r e  and you b e i n g  s t i m u l a t e d  (S app l ied)  the  w a y  you w e r e ,  you had  to 
j u m p .  

If I d o n ' t  l ike  this  j u m p i n g  b e h a v i o r ,  I c a n  e i t h e r  s top s t i m u l a t i n g  
you as  I did,  do w h a t I  can  do to t r a i n  you not  to jump,  o r  do wha t  I 
cou ld  wi th  d r u g s  o r  a n e s t h e t i c s  to a l t e r  you so that  you would be a d i f -  
f e r e n t  kind of o r g a n i s m .  The  f i r s t  m e t h o d  c h a n g e s  the S whi l e  the 
s e c o n d  and th i rd  s u g g e s t  c h a n g e s  in the 0 .  



Way did the chicken cross the street ? You say, "To get on the other 
side," No, she got on the other side because she crossed the street. 
Let us get things straight. The result can't be cause. 

We are doing that sort of thing much more than we think. Always 
look in front of the behavior for the cause and you will always find a 
situation and you will always find the behaving organism. 

There are two ways of altering that behavior. One is through 
training, and the other is by altering the situation. As many of you 
know, training is a rather diffcult way of controlling behavior. Some- 
times you can do a lot more by looking for changes in the situation. 

For example, there is more accomplished in the direction of safe 
behavior by doing things to the situation--safety devices, safe runways 
in the layout, things of that sort, than by film, skfety rules and train- 
ing. Head-on accidents in automobile driving decreased more because 
of the white line down the middle of the highway than any amount of 
training that has been given. That is one of the ways in which you 
control behavior, by doing something to the situation. 

You see what we do, and this is where our misunderstandings 
come in, when we see the behavior and particularly when we don't 
like the accomplishment, we react emotionally, and blame the person 
for the behavior. Kids are playing ball in the yard. They're nice 
kids. The ball goes through the window. That's accomplishment. 
You don't like the accomplishment and then you take it out on the kids. 
You become angry because of the accomplishments of behavior. 

A m a n  g o e s  t h r o u g h  a r e d  l i g h t .  Y o u  s e e  h i m  go t h r o u g h  the  r e d  
l i g h t .  H e  i s  l u c k y .  H e  w a s n ' t  h i t .  H e  i s  o n e  of  y o u r  m e n  s o  y o u  g i v e  
h i m  a r e p r i m a n d .  T h e  n e x t  d a y  a n o t h e r  f e l l o w  g o e s  t h r o u g h  a r e d  
l i g h t .  T h i s  t i m e  he  i s  h i t  by  a n o t h e r  c a r  a n d  we  h a v e  $ 4 0 0  w o r t h  o f  
d a m a g e s .  He  r e a l l y  g e t s  i t .  T h e  s a m e  b e h a v i o r ;  d i f f e r e n t  a c c o m -  
p l i s h m e n t s .  

Don't look at the accomplishment if you want to correct behavior. 
It's true that it's the accomplishment that hurts. But if you want to 
control behavior, you should look,at the behavior and then examine 
both the situation and the individual so that you can evaluate which is 
the most economical and efficient way of preventing this behavior 
from happening again. When you blame, you look backward, but the 
past cannot be altered. 
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C o r r e c t  the s o u r c e  of m i s u n d e r s t a n d i n g  by not  c o n f u s i n g  a c c o m -  
p l i s h m e n t  wi th  b e h a v i o r ,  and r e m e m b e r  that  w h a t e v e r  an o r g a n i s m  
does  is  c a u s e d  and  that  h i s  n a t u r e  and the n a t u r e  of the s i tuat io .n  c o n -  
t r i b u t e .  

T h e r e  a r e  two w a y s  of i m p r o v i n g  f u t u r e  b e h a v i o r .  One  tha t  is so 
o f ten  o v e r l o o k e d ,  p a r t i c u l a r l y  when  we a r e  a n g r y ,  is  the f a c t  that  the 
s i t u a t i o n  c a n  be  i m p r o v e d  o r  a l t e r e d .  The  o t h e r  is  to t r a i n  the i n d i v i d -  
ua l  and this  i n c l u d e s  i n c r e a s i n g  h is  knowledge ,  h i s  m o t o r  s k i l l s  and 
i m p r o v i n g  h i s  a t t i t u d e s .  

A s e c o n d  s o u r c e  of m i s u n d e r s t a n d i n g  r e s i d e s  in what  c o n f u s i o n  
a r i s e s  o v e r  wha t  a r e  c a l l e d  a t t i t u d e s .  I have  a g a r a g e  window that  
is  12 i n c h e s  h igh  and 12 i n c h e s  w i d e .  It is  too s m a l l .  So I ge t  out  
m y  l i t t l e  s a w  and s a w  a r o u n d  it in a c l o c k w i s e  d i r e c t i o n  and m a k e  
it twice  as  b ig .  I m e a s u r e  i t .  It  is  12 i n c h e s  h igh  and 12 i n c h e s  
w i d e .  I don ' t  get  any  s ign  of m i s u n d e r s t a n d i n g  f r o m  you peop le  a t  
a l l .  L e t  m e  r e p e a t .  I have  a g a r a g e  window that  is  12 i n c h e s  h igh  
and 12 i n c h e s  w i d e .  I wan t  to m a k e  it twice  as  b ig .  I saw a r o u n d  
it ,  cu t  out  l u m b e r  and a f t e r  I m a k e  it twice  as big,  i t  is  s t i l l  12 i n c h e s  
h igh  and 12 i n c h e s  w i d e .  It is  a l l  b e c a u s e  of y o u r  a t t i t u d e s  that  you  
f a i l  to u n d e r s t a n d  m e .  

T h e r e  is m y  window,  12 i n c h e s  h igh  and 12 i n c h e s  w i d e .  I s a w  a r o u n d  i t .  

12 

Now we w e r e  not  c o m m u n i c a t i n g  b e c a u s e  I v i s u a l i z e d  one  kind of 
th ing  that  had  c e r t a i n  m e a n i n g s .  You v i s u a l i z e d  s o m e t h i n g  e l s e ,  and 
so we d i d n ' t  u n d e r s t a n d  e a c h  o t h e r .  You thought  p r o b a b l y  that  I w a s n ' t  
t a lk ing  v e r y  l o g i c a l l y ,  and I a m  not  going to t e l l  you wha t  I though of you .  
It is  the s o r t  of th ing  tha t  h a p p e n s  w h e n  t h e r e  is  a f a i l u r e  to c o m m u n i -  
c a t e .  We p e r s o n a l l y  a r e  look ing  at  th ings  d i f f e r e n t l y .  

When  I put  this  kind of a f i g u r e  on the b o a r d ,  I can  a s k  you:  
What is it ? 
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Wel l ,  wha t  is  i t  ? Some of you  m a y  s a y  a p a i r  of X ' s ;  s o m e  of you m a y  
s a y  a d i a m o n d ;  s o m e  of you m a y  s a y  a coup l e  of V ' s .  A c t u a l l y ,  it  is  a 
W on top of a n M .  I c a n s e e  a W o n  top of a n M  wi thou t  s t r a i n i n g m y -  
s e l f .  If you d i d n ' t  s e e  i t  and if i t  is e a s y  fo r  m e  to s e e  it, then  m a y b e  
you  a r e  not  as  b r i g h t  as  I t hough t  you w e r e .  I s n ' t  that  the w a y  we ta lk  
about  a t t i t u d e s - - w h y  c a n ' t  you  ~ee i t  m y  w a y ?  And who is u s u a l l y  
r i g h t ?  The  guy in c h a r g e ,  of c o u r s e  ? 

I would  l ike  to have  you th ink in t e r m s  of f a c t s ,  op in ions ,  and 
a t t i t u d e s .  I wan t  to m a k e  those  w o r d s  d i f f e r e n t  f o r  you .  I w i l l  put  
s o m e t h i n g  on the b o a r d  h e r e .  

I a m  going to c a l l  that  a f a c t .  Now i f I  a s k  you  wha t  it  i s  and you s a y  
I th ink i t  is  a d i a m o n d ,  you  a r e  e x p r e s s i n g  an op in ion .  An op in ion  is  
an  i n t e r p r e t a t i o n  of a f ac t ,  y o u r  i n t e r p r e t a t i o n .  S o m e b o d y  e l s e  m i g h t  
say ,  "I th ink it is  a s q u a r e . "  Okay ,  he  is e n t i t l e d  to that  op in ion ,  too.  
Bu t  as  soon  as  you  s a y  " s q u a r e "  o r  " d i a m o n d " ,  you  a r e  do ing  m o r e  
than d e s c r i b i n g  wha t  is ou t  t h e r e .  You a r e  m a k i n g  an i n t e r p r e t a t i o n .  

Now, fo r  e x a m p l e ,  by f r a m i n g  it  this  way  

I can  m a k e  this  a p p e a r  m o r e  as  a s q u a r e ;  o r  I can  m a k e  it  a p p e a r  
m o r e  as  a d i a m o n d  by f r a m i n g  it this  way:  

In o t h e r  w o r d s  those  two o b j e c t s  ( i n n e r  f i g u r e s )  w h i c h  w e r e  p r e t t y  
m u c h  a l ike  i n i t a l l y  a r e  not  as  m u c h  a l ike  s i n c e  I f r a m e d  t h e m  d i f -  
f e r e n t l y .  I d idn ' t  c h a n g e  the f a c t .  I d idn ' t  a l t e r  that  o b j e c t  



in  the m i d d l e  at  a l l .  I m e r e l y  s e t  i t  aga in6 t  d i f f e r e n t  b a c k g r o u n d s .  
I gave  i t  two d i f f e r e n t  f r a m e s  of r e f e r e n c e .  We can  th ink of an  a t -  
t i tude  as  b e i n g  a f r a m e  of r e f e r e n c e .  

O b v i o u s l y  an op in ion  is  i n f l u e n c e d  by  f a c t s ,  but  i t  is  a l s o  i n f l u e n c e d  
by  a f r a m e  of r e f e r e n c e  o r  an  a t t i t u d e .  

In m y  i l l u s t r a t i o n  of the f r a m e  of r e f e r e n c e  I u s e d  d r a w i n g s  and 
f i g u r e s .  A c t u a l l y  a t t i t u d e s  a r e  not  g e o m e t r i c a l  f i g u r e s .  An a t t i t u d e  
is  a f r a m e  we put  on t h ings .  I put one  f r a m e  on m y  g a r a g e  w i n d o w  
and s o m e  of you put  a n o t h e r  f r a m e  on i t .  Le t  m e  give  you  a m o r e  r e a l -  
i s t i c  i l l u s t r a t i o n  of how an  a t t i t ude  w o r k s  wi thou t  u s i n g  d r a w i n g s .  

Suppose  a m a n  opens  h i s  pay  e n v e l o p e  and f i nds  $ 97 in i t .  What  i s  
the $97, w h i c h  of t h e s e  t h r e e ;  f ac t ,  op in ion ,  o r  a t t i t u d e .  The  $97 is 
a f a c t .  I m i g h t  a s k  the m a n ,  " W h a t  do you think of y o u r  pay,  m i s t e r  ?"  
He s a y s ,  " I t  is  l o u s y . "  What  is  t h a t ?  T h a t ' s  an  opinion;  an i n t e r -  
p r e t a t i o n .  I a s k  a n o t h e r  man ,  who m a k e s  $97.  "Wha t  do you th ink  
of y o u r  p a y ? "  and he  s a y s ,  " I t ' s  g o o d . "  Tha t  i s  a d i f f e r e n t  op in ion  
about  the s a m e  f a c t .  

Suppose  I p o l l e d  the e m p l o y e e s  and found t h e r e  w e r e  s o m e  e m -  
p l o y e e s  who had  a f a v o r a b l e  a t t i t ude  t o w a r d  the c o m p a n y  they  w o r k e d  
f o r ,  and t h e r e  w a s  a n o t h e r  g roup  of e m p l o y e e s  who had  a v e r y  u n f a v o r -  
ab le  a t t i t ude  t o w a r d  the c o m p a n y .  If I a s k e d  both  g r o u p s  abou t  t h e i r  
pay,  would  the p r o p o r t i o n  of peop le  who sa id  the pay  was  good be  the 
s a m e  in the two g r o u p s  ? M o r e  f a v o r a b l e  op in ions  would  be  found in 
the g r o u p s  that  l i k e d  the c o m p a n y  than  in  the g r o u p s  tha t  d i d n ' t .  

I th ink  we a g r e e  tha t  w h e n  e m p l o y e e s  don ' t  l ike  the c o m p a n y ,  t hey  
have  a who le  s e r i e s  of u n f a v o r a b l e  o p i n i o n s .  " W h a t  do you th ink  of 
the p a y ? "  "No t  so g o o d . "  " W h a t  do you think of the food in the l u n c h -  
r o o m  ?" " L o u s y . "  " W h a t  do you  th ink  of the m a n a g e m e n t  ?" " M e d i o c r e . "  
And so on  down the l i n e .  If I cou ld  c h a n g e  p e o p l e ' s  a t t i t u d e s ,  I w o u l d  
c h a n g e  a who le  s e r i e s  of o p i n i o n s .  I n s o f a r  as  a t t i t u d e s  i n f l u e n c e  
o p i n i o n s ,  c h a n g e s  in  a t t i t u d e  p r o d u c e  c h a n g e s  in o p i n i o n s .  

The  m i s t a k e  we  m a k e  is  to a s s u m e  tha t  o p i n i o n s  a r e  i n t e r p r e t a t i o n s  
of f a c t s .  When  op in ions  of o t h e r s  a r e  not  the s a m e  as o u r s ,  we c o n -  
s i d e r  t h e m  as  f a u l t y  i n t e r p r e t a t i o n s  and o v e r l o o k  the f ac t  tha t  d i f f e r e n t  
a t t i t u d e s  a r e  i n t r o d u c i n g  the d i f f e r e n c e .  It  b e c o m e s  e v e n  m o r e  c o n f u s -  
ing  b e c a u s e ,  w h e n  I s ay ,  " M y  good m a n ,  why  do you have  that  o p i n i o n ? "  
he  g ives  m e  r e a s o n s ,  a who le  s e r i e s  of r e a s o n s  that  t u r n  out  to be  

7 



0035  o 

justifications. When I say to a man, "Why are you a Republican?" 

he gives me 18 different reasons. If I could prove that every one 

of his reasons was fallacious, if I could destroy every one of his 

reasons, would he change his opinion? You have tried that, I see. 

\ 

That is what you do when you argue; that is what you do when 
you debate; that is what you do when you reason with somebody. I 

suppose if we didn't do those things we would have an awful lot of 
time on our hands because we spend most of our life doing that. 

B u t  d o n ' t  f o o l  y o u r s e l f  a b o u t  w h a t  i s  g o i n g  on .  It i s  good  m e n t a l  
e x e r c i s e  to d e b a t e  bu t  the r e a s o n s  g i v e n  and  a r g u e d  a r e  the  r e s u l t  
no t  the c a u s e  of  o p i n i o n s .  If y o u  w a n t  to c h a n g e  the  o p i n i o n ,  y o u  h a v e  
to g e t  a t  the  c a u s e .  S o m e t i m e s  f a c t s  a r e  c a u s e s  b u t  u s u a l l y  in  c o n t r o -  
v e r s i a l  i t e m s  y o u  a r e  d e a l i n g  w i t h  a t t i t u d e s  as  a m a j o r  i n f l u e n c e .  

How do you change attitudes ? Not by logic, not by arguing, and 

not by reasoning with a person. I am going to come back to how to 

influence attitudes later on. 

T h e r e  w a s  a p r o g r a m  s o m e t i m e  ago  t h a t  h a d  to do wi th ,  h o w  to 
i n f l u e n c e  the  p r i s o n e r s  who  t u r n e d  R e d  and  w o u l d n ' t  c o m e  b a c k 2  
And f o r  a w h i l e  t h e y  t a l k e d  a b o u t  t r a i n i n g  s o m e  p e o p l e  in d i a l e c t i c a l  
m a t e r i a l i s m  so tha t  t h e y  c o u l d  a r g u e  c o m m u n i s m  wi th  t h e s e  f e l l o w s ;  
t r e a t i n g  t h e m  as  if t h e y  h a d  b e e n  c o n v e r t e d  on  a l o g i c a l  b a s i s .  

What caused the prisoners to have certain unfavorable opinions ? 

You will find the answer more quickly in some of the feelings and some 

of the attitudes they developed. Maybe they were turned down by a 
girl friend back home, or something of that sort. Suppose a person 

expresses certain opinions. Immediately we want to know why, so 
we ask him, Why do you hold that opinion? He feels he must be in- 

telligent about it so he feels he must have a good reason. What kind 

of reason will he give you? One that he thinks you will think is good. 

That, of course, will not be the real reason. He always wants to 

make a good impression on you so he always gives good reasons but 

let us not confuse these reasons with causes. The reason is always 

given to appeal to the fellow who is asking for one. We all realize we 
run into that kind of problem with subordinates. They tell us what we 
like to hear, not what's cooking. 

I s a y ,  " I  d o n ' t  l i k e  o l i v e s . "  " W h y  d o n ' t  y o u  l i k e  o l i v e s ? "  s o m e  
o n e  a s k s .  I r e p l y ,  " I d o n ' t  l i k e  t h e m  t h a t ' s  a l l . "  He a n s w e r s ,  " Y o u  
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m u s t  have  a r e a s o n . "  In d e s p e r a t i o n  I s a y ,  " I  g u e s s  I d o n ' t  l ike  
the c o l o r . "  He a s k s ,  " W h a t ' s  w r o n g  wi th  the c o l o r ? "  F i n a l l y ,  I s ay ,  
" L o u k ,  when  I was  a y o u n g s t e r  m y  g r a n d m o t h e r  was  c h o k e d  by  an 
o l i v e .  T h a t ' s  why  I d o n ' t  l ike  o l i v e s . "  T h e n  he s a y s ,  " W e l l ,  why  
d i d n ' t  you  s a y  s o . "  and l e t ' s  m e  a l o n e .  So if you d o n ' t  have  a good  
r e a s o n  f o r  wha t  you do, go to a p s y c h o l o g i s t  and he  wi l l  bu i ld  one 
f o r  y o u - - i n  y o u r  s u b c o n s c i o u s  . T h e n  you have  an a c c e p t a b l e  r e a s o n ,  
bu t  the who le  m e n t a l  e x e r c i s e  is  a w a s t e  of t i m e .  

Now the t h i r d  s o u r c e  of m i s u n d e r s t a n d i n g  is r e l a t e d  to wha t  I w a s  
t a l k i n g  about  and a r i s e s  b e c a u s e  of the way  in  wh ich  we m i s i n t e r p r e t  
f r u s t r a t i o n .  W h e n  p e o p l e  b e c o m e  f r u s t r a t e d ,  t hey  c e a s e  b e i n g  a 
p r o b l e m - s o l v i n g  k ind of p e o p l e .  I n s t e a d  they fo l low s u c h  b e h a v i o r  as  
a g g r e s s i o n  o r  r e g r e s s i o n .  A g g r e s s i o n  is a h o s t i l e  d e s t r u c t i v e  type of 
b e h a v i o r ;  r e g r e s s i o n  is  a show of c h i l d l i k e  b e h a v i o r .  Maybe  a c h i l d  
w h e n  he is s e n t  to s c h o o l ,  is  f r u s t r a t e d  by  the s c h o o l .  He m a y  show 
a g g r e s s i o n  by f i gh t ing  o r  t e a r i n g  books  o r  he m a y  r e g r e s s  by  s t a r t i n g  
to we t  the bed  a g a i n - - a s s u m i n g  he had  b e e n  t r a i n e d .  If he r e g r e s s e s  
he  is s h o w i n g  b e h a v i o r  that  is  not  as  g r o w n  up as h is  age  wou ld  w a r r a n t .  
I know of t h r e e  dogs in  m y  l i f e t i m e  that ,  when  they  w e r e  f r u s t r a t e d ,  
l o s t  t h e i r  t o i l e t  t r a i n i n g ,  if you c a l l  i t  tha t  in d o g s .  

A t h i r d  kind of b e h a v i o r  we c a l l  f i xa t ion ,  w h i c h  is  s t u b b o r n n e s s  
o r  r i g i d i t y  in b e h a v i o r .  When  we s o l v e  p r o b l e m s ,  we a r e  not  s t u b b o r n .  
We a r e  p l a s t i c .  We t r y  this  out ,  we th ink  of that ,  we th ink  of s o m e t h i n g  
e l s e .  When  we a r e  f r u s t r a t e d ,  we c a n  only  s e e  one  way ,  and we p e r s i s t  
r e g a r d l e s s  of c o n s e q u e n c e s .  A p r o b l e m - s o l v i n g  p e r s o n  g r o w s .  He is  
open  to s u g g e s t i o n .  He  i s n ' t  d e p e n d e n t  on o t h e r s ,  but  has  a lot  of i n i t i -  
a t i v e .  

T h e  i n a b i l i t y  to m a k e  d e c i s i o n s  i s n ' t  a l a c k  of i n t e l l i g e n c e ;  i t  i s  
m o r e  a m a t t e r  of d e p e n d e n c y - - a  f o r m  of r e g r e s s i o n .  H o s t i l e  b e h a v i o r  
i s  a m a t t e r  of f r u s t r a t i o n .  You so lve  you r  p r o b l e m s  by  m e a n s  of a b ig  
s t i c k .  T h a t  i s  one  of the u n f o r t u n a t e  th ings  wi th  p o w e r .  If you  h a v e  
p o w e r ,  i t  m e a n s  you have  the s t i c k ;  w h e n e v e r  you  a r e  f r u s t r a t e d ,  you 
u s e  i t .  If you  d o n ' t  have  the  b ig  s t i c k ,  you  have  to ge t  a long  wi th  y o u r  
wi t s  and  c a n ' t  a f fo rd  the l u x u r y  of f r u s t r a t i o n .  

I have  b e e n  p a r t i c u l a r l y  i m p r e s s e d  wi th  tha t  in  c o n n e c t i o n  wi th  s o m e  
of the p r i s o n  s i t u a t i o n s  in  w h i c h  a w a r d e n  c a n  r e a l l y  ge t  a h igh  type of 
g u a r d  b e h a v i o r  by m e r e l y  r e m o v i n g  the s t i c k s  and g u n s .  G u a r d s  w i t h -  
out  s t i c k s  had  b e t t e r  u s e  t h e i r  wi t s  o r  they  w i l l  wind  up wi th  a c r a c k e d  
s k u l l .  And they  do use  t h e i r  w i t s .  T h e y  deve lop  s o m e  of the b e s t  
c o n t r o l l e d  p r i s o n  s i t u a t i o n s .  



T w o  s u p e r v i s o r s  w i t h o u t  s t i c k s  c a n  s u p e r v i s e  125 p r i s o n e r s  a n d  
t h e y  h a v e  no  d i f f i c u l t  p r o b l e m s .  If  o n e  o f  the  p r i s o n e r s  d e c i d e s  h e  
d o e s n ' t  w a n t  to w o r k ,  w h a t  c a n  h e  d o ?  H e  c a n  s e n d  h i m  b a c k  to h i s  
c e l l .  B u t  if h e  w o n ' t  g o ?  If  t he  s u p e r v i s o r  h a s  n e i t h e r  a s t i c k  n o r  
a gun ,  h o w  d o e s  h e  g e t  h i m  to go b a c k  to h i s  c e l l  if  h e  d e c i d e s  h e  
d o e s n ' t  w a n t  to? In s u c h  a c a s e  he  j u s t  c a l l s  t he  g u a r d .  B u t  if  the  
g u a r d  h a s  no g u n  a n d  no s t i c k ,  w h a t  i f  t he  p r i s o n e r  r e f u s e s  to go 
w i t h  the  guard '? .  W e l l ,  i t  s e e m s  t h a t  d o e s n ' t  h a p p e n .  I t  h a s  n e v e r  
h a p p e n e d  so  we  n e e d  n o t  w o r r y .  So o f t e n  we  w o r r y  a b o u t  t h i n g s  t h a t  
n e v e r  h a p p e n .  

W h y  d o e s n ' t  i t  h a p p e n ,  y o u  w o n d e r .  B e c a u s e  t he  p r i s o n e r  d o e s n ' t  
h a p p e n  to b e  m a d  a t  t he  g u a r d  and  h e  h a s  no f a c e - s a v i n g  p r o b l e m  w i t h  
the  g u a r d .  H e  g o t  i n t o  a r o w  w i t h  t he  s u p e r v i s o r .  P r o b l e m s  in  d i s -  
c i p l i n e  a r i s e  w h e n  a p r i s o n e r ,  a n d  a s u p e r v i s o r  h a v e  t he  f o l l o w i n g  
e x c h a n g e ;  " I  w o n ' t  do i t . "  " Y o u  w i l l  do i t . "  " I  w o n ' t  do  i t . "  " Y o u  
w i l l  do  i t . "  " I  w o n ' t  do  i t . "  " Y o u  w i l l  do  i t . "  N o w  w h e n  the  g u a r d  
c o m e s  a l o n g ,  t he  p r i s o n e r  s a y s ,  " S e e  I t o ld  y o u  I w o u l d n ' t  do  i t .  
I ' l l  go w i t h  h i m . "  T h e r e  w a s  no f a c e - s a v i n g  p r o b l e m .  B u t  the  p o i n t  
I vAsh  to m a k e  i s  t h a t  t he  k i n d  o f  t h i n g  we  o f t e n  f e a r  in  t h i s  t y p e  o f  
s i t u a t i o n  i s  s o m e t h i n g  t h a t  d o e s n ' t  h a p p e n .  

N o w ,  i f  y o u  e x p e c t  p e o p l e  to b e  r e a s o n a b l e  w h e n  t h e y  a r e  f r u s t r a t -  
e d ,  y o u  a r e  m i s u n d e r s t a n d i n g  t h e m .  W h e n  p e o p l e  a r e  f r u s t r a t e d ,  t h e y  
a r e  m e a n ,  t h e y  a r e  c h i l d i s h ,  t h e y  a r e  s t u b b o r n .  T h a t  i s  t he  w a y  o t h e r  
p e o p l e  a r e .  A n d  so  a r e  y o u .  Y o u  h a v e  d o n e  s o m e  of  the  s i l l i e s t  t h i n g s ,  
s u c h  a s  k i c k i n g  a t i r e  a n d  m a y b e  b r e a k i n g  a t o e  w h e n  y o u  c o u l d n ' t  

i 

g e t  a w h e e l  o f f  in  c h a n g i n g  a t i r e  o r  s o m e t h i n g  of  t h a t  s o r t .  T h o s e  
t h i n g s  a r e  v e r y  h u m a n .  T h e  i m p o r t a n t  t h i n g  i s  r e c o g n i z e  t he  t r u e  
d i f f i c u l t y ;  t h a t  i s ;  t he  s t a t e  o f  f r u s t r a t i o n .  I w i l l  g i v e  y o u  s o m e  s u g -  
g e s t i o n s  i n  a m o r n e r l t ,  o f  w h a t  to  do  o n c e  i t  i s  r e c o g n i z e d .  

I w o u l d  l i k e  to m e n t i o n  b r i e f l y  a f o u r t h  s o u r c e  o f  m i s u n d e r s t a n d i n g ,  
t h a t  i s  t he  d i f f e r e n c e  in  t he  n e e d s  o f  p e o p l e .  T h e r e  a r e  s h a r p  i n d i v i d u a l  
d i f f e r e n c e s .  We m u s t  s o l v e  o u r  h u m a n  r e l a t i o n s  p r o b l e m s  in  t e r m s  of  
t h e  n e e d s  o f  s p e c i f i c  p e r s o n s .  Y o u  m o t i v a t e  p e o p l e  w h e n  y o u  u t i l i z e  
t he  n e e d s  t h e y  h a v e .  H e r e  i s  a g i r l  w h o  b u y s  a f u r  c o a t .  Y o u  s a y ,  " S h e  
d o e s n ' t  n e e d  a f u r  c o a t . "  If y o u  a r e  the  h u s b a n d  o r  the  b o s s ,  y o u  m a y  
s a y  " B u t ,  M a r y ,  y o u  c a n ' t  a f f o r d  i t .  A c l o t h  c o a t  i s  j u s t  a s  w a r m . "  
Y o u  a r e  i m p l y i n g  t h a t  s h e  w a n t s  a f u r  c o a t  i n  o r d e r  to k e e p  w a r m .  If 
s h e  b o u g h t  the  f u r  c o a t  b e c a u s e  o f  p r e s t i g e ,  a l l  t h e  t a l k  a b o u t  w a r m t h  
i s  b e s i d e  t he  p o i n t .  

\ 
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We go a r o u n d  c r i t i c i z i n g  p e o p l e  f o r  h a v i n g  t e l e v i s i o n  s e t s  r a t h e r  
than r u g s  on the f l o o r s .  You s ay ,  " T h e y  don ' t  e v e n  have  r u g s  on  the 
f l o o r  and t h e y  do so  and s o . "  I would  s a y  tha t  ff s o m e  peop le  have  
t e l e v i s i o n  s e t s  and d o n ' t  have  r u g s  on the f l o o r ,  i t  m e a n s  t h e y  n e e d  
the t e l e v i s i o n  m o r e  t han  t h e y  n e e d  the r u g s .  So go m i n d  y o u r  own  
b u s i n e s s  and l e t  o t h e r  p e o p l e  take c a r e  of t h e i r  n e e d s  in  t h e i r  own 
w a y .  We m i s u n d e r s t a n d ,  you s e e .  

F o r  e x a m p l e ,  o u r  own kids in h igh  s c h o o l  do a lot  of t hose  s i l l y  
t h i n g s .  A f ew  y e a r s  ago the r a g e  was  go ing  s t e a d y .  In y o u r  d a y  you  
d idn ' t  have  to go s t e a d y ;  you cou ld  p l a y  the f i e l d .  But  y o u r  d a u g h t e r  
got the  s i l l y  i d e a  t ha t  she  had  to go s t e a d y .  When  y o u r  ch i ld  s e e s  
tha t  e v e r y b o d y  is  go ing  t o g e t h e r  s t e a d y  t hen  she  has  to go s t e a d y .  
She d e v e l o p s  a n e e d  w h i c h  she  a c q u i r e s  f r o m  the g roup  she  is  go ing  
a r o u n d  wi th  and you,  not  h a v i n g  that  g roup  to go a r o u n d  wi th ,  d o n ' t  
h a v e  tha t  n e e d .  So tha t  m a k e s  you a p e r s o n  who d o e s n ' t  u n d e r s t a n d  
y o u r  d a u g h t e r .  

H u s b a n d s  and w i v e s  go a r o u n d  wi th  d i f f e r e n t  g r o u p s  and as a 
r e s u l t  a c q u i r e  d i f f e r e n t  n e e d s .  S u p e r v i s o r s  and e m p l o y e e s  as  w e l l  
as  o f f i c e r s  and p r i v a t e s  a r e  in  b e a u t i f u l  s i t u a t i o n s  f o r  m i s u n d e r s t a n d  ing 
e a c h  o t h e r  b e c a u s e  t hey  have  d i f f e r e n t  n e e d s .  If you  wan t  to u n d e r s t a n d  
why  a p e r s o n  does  s o m e t h i n g  you  have  to f ind  out  what  h is  r e a l  n e e d  i s .  

To s u m m a r i z e ,  the f o u r  s o u r c e s  of m i s u n d e r s t a n d i n g  are,  (1) the 
f a i l u r e  to r e c o g n i z e  the no t ion  of c a u s a t i o n  in  b e h a v i o r ,  (2) d i f f i c u l t i e s  
in  c o m m u n i c a t i o n  a r i s i n g  b e c a u s e  of d i f f e r e n c e s  in  a t t i t u d e s ,  (3) e x p e c t -  
ing  peop le  in  a s t a t e  of f r u s t r a t i o n  to show b e h a v i o r  that  is  r e a s o n a b l e  
and l o g i c a l ,  and (4) the t e n d e n c y  to o v e r l o o k  the  d i f f e r e n c e s  in n e e d s  
and how t h e s e  a r e  a c q u i r e d  f r o m  o u r  a s s o c i a t i o n s  with  the g r o u p  to 
w h i c h  we b e l o n g .  

Now j u s t  a f ew  qu ick  i l l u s t r a t i o n s  to show how we can  avo id  s o m e  
of the m i s u n d e r s t a n d i n g s  that  a r i s e  b e c a u s e  of t h e s e  f o u r  r e a s o n s .  
T h e r e  is  one  a p p r o a c h  tha t  I f e e l  v e r y  s t r o n g l y  about ,  that  is to u s e  
g roup  p a r t i c i p a t i o n  in  s o l v i n g  s o m e  of the  p r o b l e m s  tha t  i nvo lve  a w h o l e  
g r o u p .  I c a n ' t  go into d e t a i l  on tha t  po in t  but  I would  l ike  to o f f e r  a 
s u g g e s t i o n  tha t  m a y  give you s o m e  i d e a s .  

H e r e  i s  a p r o b l e m  in the t e l e p h o n e  i n d u s t r y .  I t  c o n c e r n s  w h a t  a t=  
c a l l e d  " W e t - w e a t h e r  d r o p s . "  The  d r o p  l ine  is the l ine  tha t  r u n s  f r o m  
the h o u s e  to the po le ,  and when  that  l ine  ge ts  old,  the i n s u l a t i o n  c r a c k s .  
When  it  r a i n s ,  w a t e r  ge t s  t h rough  the i n s u l a t i o n  and tha t  s h o r t s  the 
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l ine  so w h e n  you  d ia l  a n u m b e r  you don'  t ge t  wha t  you d i a l  at  a l l .  
Such a d e f e c t i v e  l ine  is  a " w e t - w e a t h e r  d r o p "  and  you r e p o r t  that  
y o u r  phone  is  out  of o r d e r .  

The  c o m p a n y  r e c o g n i z e s  y o u r  c o m p l a i n t  and p r o m i s e s  to take 
c a r e  of i t .  T h e y  have  a r e c o r d  of a l l  of those  l i n e s .  T h e y  p e r h a p s  
knew b e f o r e  you  c a l l e d  up that  y o u r  l ine  was" in  n e e d  of r e p l a c e m e n t .  
You c a n  s e e  in  t i m e s  of m a t e r i a l  s h o r t a g e s ,  they  would  l e a v e  d e f e c t i v e  
l i n e s  up l o n g e r  than  n o r m a l l y ,  but  it  is  a l so  n e c e s s a r y  to a p p r e c i a t e  
the f a c t  tha t  s u c h  a d e f e c t  is  not  a s e r i o u s  p r o b l e m  b e c a u s e  the s u n  
w i l l  c o m e  out  and d r y  up the l ine  and you  w i l l  s ay ,  " B o y ,  does  that  
t e l e p h o n e  c o m p a n y  w o r k  f a s t  !" And you c a l l  t h e m  up and thank  t h e m .  
T h e y  a p p r e c i a t e  the thanks  you  give t h e m  e v e n  though the sun  is r e a l l y  
do ing  i t .  

Th i s  was  d u r i n g  a p e r i o d  when  t h e r e  w e r e  a lot  of w e t - w e a t h e r  
d r o p s .  F o r e m e n  w e r e  h a v i n g  a h a r d  t i m e  ge t t i ng  r e p a i r m e n  to go out  
and r e p l a c e  t h e m  b e c a u s e  this  a s s i g n m e n t  is v i e w e d  as not  an  i m p o r t a n t  
job .  A phone tha t  is  c o m p l e t e l y  out  of o r d e r  r e q u i r e s  a c e r t a i n  a m o u n t  
of Lngenuity,  t e chno logy ,  and ab i l i ty ;  but  anybody  c a n  r e p l a c e  a w e t -  
w e a t h e r  d rop ,  so no one wan t s  to do i t .  

The  f o r e m a n  s a y s ,  " N o w ,  look,  we h a v e  to get  in  s o m e  w e t - w e a t h e r  
d r o p s .  L e t ' s  be c o o p e r a t i v e  a r o u n d  h e r e . "  T h e y  s ay ,  " W e ' l l  b r i n g  s o m e  
i n . "  When they  r e t u r n  in the e v e n i n g  the f o r e m a n  s a y s ,  " W h a t  about  
w e t - w e a t h e r  d r o p s ?  Did  you b r i n g  any in t o n i g h t ? "  "No,  I d i d n ' t  have  
t i m e  b o s s .  You know that  job I had  on P e n n  S t r e e t ,  oh, B o y !  Do you  
wan t  m e  to t e l l  you  about  i t ?  The  f o r e m a n  s a y s ,  " F o r g e t  i t . "  O t h e r s  
have  s i m i l a r  r e a s o n s  o r  e x c u s e s .  

He t o l e r a t e d  the r u n a r o u n d  f o r  a whi le  and then  s a y s ,  " F r o m  now 
on we a r e  go ing  to c l e a r  w e t - w e a t h e r  d r o p s  o r  e l s e . "  He now ge t s  a 
f ew .  T h e n  that  p e t e r s  out .  Now he  has  to pu l l  the " o r  e l s e "  aga in ,  bu t  
he  c a n ' t  keep  i t  up too long  b e c a u s e  s o m e o n e  m i g h t  c a l l  h i m .  A f t e r  he  
l i v e s  with  that  s o r t  of th ing f o r  a whi l e ,  he d e v e l o p s  p r o c e d u r e s .  He 
s a y s ,  " G e o r g e ,  you have  the l e a s t  s e n i o r i t y  a r o u n d  h e r e ;  so  f o r  the 
nex t  two w e e k s  I a m  going to put you on a s p e c i a l  a s s i g n m e n t - - c l e a r i n g  
w e t - w e a t h e r  d r o p s . "  

G e o r g e  s a y s ,  " W h y  p i ck  on m e ?  Wha t  have  I d o n e ? "  The  f o r e m a n  
r e p l i e s ,  " y o u  have  got the l e a s t  s e n i o r i t y  a r o u n d  h e r e . "  G e o r g e  goes  
away  g r u m b l i n g .  
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Now, the f o r e m a n  in this  p a r t i c u l a r  c a s e  is going  to w o r k  f r o m  
the po in t  of v i ew  of s o m e  of the th ings  we have  d e s c r i b e d  h e r e .  He  
s a y s ,  " I  have  a p r o b l e m ,  f e l l o w s - - w e t - w e a t h e r  d r o p s .  T h e y  a r e  
i n c r e a s i n g  f a s t e r  than  we can  c l e a n  t h e m  up.  What  do you th ink is a 
f a i r  way  to h a n d l e  i t ? "  A s k i n g  the m e n  wha t  they  c o n s i d e r  f a i r .  
V a r i o u s  th ings  w e r e  d i s c u s s e d  and they  c o m e  up wi th  a p r o g r a m  w h i c h  
g ives  you  s o m e  i n s i g h t  in to what  i s  going  on.  

1. E v e r y  one to take a s h a r e  of the u n p l e a s a n t  job .  T h e r e  a r e  
v a r i o u s  ways  of d iv id ing  up w e t - w e a t h e r  d r o p s .  One  way  is on an e e n y ,  
m e e n y ,  ra iny ,  m o e  b a s i s ,  a n o t h e r  is  on a s t r e e t  b a s i s .  Th i s  g r o u p  
c h o s e  the l a t e r .  D i v i d i n g  the job up e v e n l y  c a m e  as a s u r p r i s e .  We 
though t  t h e s e  f e l l o w s  b e l i e v e d  in s e n i o r i t y .  H o w e v e r ,  we have  found  
that  they  b e l i e v e  in s e n i o r i t y  when  it c o m e s  to p r i v i l e g e s  but  not  when  
it  c o m e s  to d i r t y  w o r k .  E v e r y b o d y  t a k e s  h is  s h a r e  when  it  c o m e s  to 
s o m e t h i n g  u n p l e a s a n t .  

2. No one w i l l  he lp  out  a n o t h e r .  What  a r e  they  f u s s i n g  about  tha t  
f o r ?  We b e g i n  to r e a l i z e ,  a f t e r  h e a r i n g  the d i s c u s s i o n ,  that  the w a y  
the job had  b e e n  r u n n i n g ,  the m e n  w e r e  b e i n g  p e n a l i z e d  fo r  c o o p e r a t i o n .  
Tha t  h a p p e n s  in a good m a n y  s e g m e n t s  of l i f e .  H e r e ' s  a f e l l o w  who 
b r i n g s  in a w e t - w e a t h e r  d r o p .  The  f o r e m a n  s a y s ,  G e o r g e ,  I a p p r e c i a t e  
t h a t . "  T h e n  the nex t  day  he b r i n g s  in two, and the b o s s  s a y s ,  " W o n d e r -  
f u l . "  The  nex t  day  he b r i n g s  in t h r e e ,  and bo~she is  r e a l l y  g e t t i n g  a long .  

F i n a l l y ,  he  s i t s  b a c k  and he  b e g i n s  to r e a l i z e  he  is do ing  a l l  the 
d i r t y  w o r k  a r o u n d  the p l a c e .  No one e l s e  is b r i n g i n g  in any  w e t - w e a t h e r  
d r o p s .  He is ge t t i ng  a long  f ine  wi th  the f o r e m a n  but  the o t h e r  f e l l o w s  
a r e  s t a n d i n g  a r o u n d  l augh ing  at h i m .  He s a y s ,  " I  a m  not  go ing  to do 
a l l  the d i r t y  w o r k  a r o u n d  h e r e .  When  a r e  you f e l l o w s  going  to do s o m e  
of i t . "  The  f e l l o w s  laugh  at h i m  and s ay ,  " Y o u ' r e  the s u c k e r . "  If you  
c o o p e r a t e ,  you a r e  a s u c k e r .  Tha t  is  one of the p s y c h o l o g i c a l  f a c t o r s  
tha t  m a k e s  fo r  poo r  t e a m  p e r f o r m a n c e .  C o o p e r a t i o n  s h o u l d n ' t  be  a 
s u c k e r  d e a l .  

T h e s e  f e l l o w s  a r e  s e t t i n g  up a s i t u a t i o n  in  w h i c h  e v e r y o n e  does  
h i s  s h a r e ,  so if you b r i n g  in s o m e  w e t - w e a t h e r  d r o p s ,  you a r e  not  
go ing  to have  to do s o m e b o d y  e l s e ' s .  What  t h e s e  f e l l o w s  have  b e e n  
a f r a i d  of is  do ing  a l l  of the d i r t y  w o r k .  If you do s o m e  of it ,  you  w i l l  
be  a s k e d  to do m o r e .  So they  d r e w  t h e s e  l i n e s  v e r y  s h a r p l y .  
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3. The  of f ice  g ives  o r d e r  in wh ich  d r o p s  shou ld  be c l e a r e d .  
We a r e  a l w a y s  a f r a i d  that  we c a n ' t  l e t  t h e s e  f e l l o w s  d e c i d e  a s e r v i c e  
p r o b l e m  l ike  that  b e c a u s e  they  w o n ' t  have  h igh s t a n d a r d s .  T h e s e  
f e l l o w s  sa id ,  "Now,  the o f f ice  ge ts  the o r d e r  and have  the r e c o r d s .  
T h e y  s h o u l d  te l l  us  in  wha t  o r d e r  we shou ld  c l e a r  up the w e t - w e a t h e r  
d r o p s .  F o r  e x a m p l e ,  if a d o c t o r ' s  of f ice  had  a w e t - w e a t h e r  d rop ,  
i t  shou ld  be c l e a r e d  up b e f o r e  one to a g r o c e r y  s t o r e .  A g r o c e r y  
s t o r e  p r o b l e m  s h o u l d  be c l e a r e d  up b e f o r e  one at an o r d i n a r y  r e s i d e n c e ,  
So the o f f ice  is a s k e d  to give the p r i o r i t y  l i s t i n g  on the d r o p s ,  but  the 
f e l l o w s  a r e  f r e e  to c l e a r  t hem when  they  want  to, but  in  the o r d e r  that  
the o f f ice  s a y s .  

Up to this  t i m e ,  this  p a r t i c u l a r  c r e w  of 12 m e n  in a t h r e e - m o n t h  
p e r i o d  c l e a r e d  up a to ta l  of 80 w e t - w e a t h e r  d r o p s .  The  w e e k  a f t e r  
th i s  s o l u t i o n  was  put into e f f ec t  they  c l e a r e d  up 78, wi thou t  i m p a i r i n g  
the r e s t  of the job in any  w a y .  In no t ime  at a l l  t h e r e  was  no w e t -  
w e a t h e r  d rop  proble~,~. 

The  g roup  s o l u t i o n  took into  a c c o u n t  t h e i r  n e e d s ,  t h e i r  s e n s e  of 
f a i r n e s s ,  t h e i r  s o c i a l  p a s i t i o n  in the g roup ,  t h e i r  s e n s e  of v a l u e s  
and p r e v e n t e d  f r u s t r a t i o n .  It a c c o m p l i s h e d  m a n y  th ings  by a v e r y  s i m p l e  
p r o c e d u r e :  Group  p a r t i c i p a t i o n  in d e c i s i o n  m a k i n g .  

F o r  the s e c o n d  p r o c e d u r e ,  I would  l ike  to r e a d  a c a s e  that  I hope  
w i l l  g ive you  s o m e  i n s i g h t  into how we c a n  d e a l  wi th ,  we m i g h t  ca l l ,  
u n r e a s o n a b l e  p e o p l e .  An u n r e a s o n a b l e  p e r s o n  is r e a l l y  one we dont t  
u n d e r s t a n d  too w e l l .  

Miss E is middle-aged and has been employed by the telephone 
company for some 20 years. She is single, and her progress in the 
company has been average or somewhat less than average. Her rating 
is that of an average employee. Because of her long service, she was 
receiving the maximum wage for her job classification. 

T h e  s u p e r v i s o r  of th i s  g i r l  had  b e e n  in the t r a i n i n g  p r o g r a m  and he  
had  p a r t i c i p a t e d  in d i s c u s s i o n  on ways  to d e a l  wi th  c o m p l a i n t s .  The  
c o n c l u s i o r ~  w e r e :  (1) D o n ' t  a r g u e  b e c a u s e  that  d o e s n ' t  do any good.  
(2) D o n ' t  e v a l u a t e ;  (3) T r y  to u n d e r s t a n d ;  (4) L i s t e n  and you w i l l  
learn. 

In  an i n t e r v i e w  b e t w e e n  you and a n o t h e r  p e r s o n ,  if you do the 
l i s t e n i n g ,  you w i l l  do the i n t e r v i e w i n g ;  if you do the t a lk ing ,  the o t h e r  
f e l l o w  is  do ing  the i n t e r v i e w i n g .  When the s o - c a l l e d  i n t e r v i e w e r  ta lks  
m o r e  than the i n t e r v i e w e e ,  the i n t e r v i e w e e  is r e a l l y  in c h a r g e .  
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In o u r  c a s e ,  M i s s  E b a r g e s  into this  s u p e r v i s o r ' s  o f f ice  and s a y s  
she  wou ld  l ike  to t a l k  to h i m .  She s t a r t e d  out  by s ay ing ,  " T h e  o n l y  
p a y  i n c r e a s e s  tha t  I have  had  in 10 y e a r s  a r e  t h o s e  w h e r e  the top r a t e  
has  b e e n  r a i s e d .  E v e r y o n e  ge ts  those  i n c r e a s e s .  I th ink  I s h o u l d  ge t  
an  i n c r e a s e  once  in  a wh i l e  tha t  i s n ' t  due to the top b e i n g  r a i s e d . "  

He th inks ,  how u n r e a s o n a b l e  can  peop le  ge t ?  How a r e  we go ing  
to give you a r a i s e  wi thou t  r a i s i n g  the top when  you  a r e  at  the top?  
In  o t h e r  w o r d s ,  why do you  have  to be so s e l f i s h  and a sk  to be  m a d e  an  
excep t ion ,  and so  on,  and so on.  If he m e n t i o n s  t h e s e  t hough t s  t ha t  is  
a r g u i n g .  F o r t u n a t e l y ,  he  d idn ' t  do tha t .  He a s k e d  h e r  to be  s e a t e d  
and te l l  h i m  s o m e  m o r e .  

T h e n s h e  s a i d ,  "A  g i r l  wi th  a good a t t e n d a n c e  r e c o r d  s h o u l d  be  
g i v e n  an  i n c r e a s e  f o r  tha t  r e a s o n  a l o n e . "  He thought ,  "Good  God, 
w h e n  you  w o r k  f o r  th i s  c o m p a n y ,  i t  i m p l i e s  that  you a t t e n d .  Now 
b e c a u s e  you  w o r k  f o r  the c o m p a n y ,  you  want  a r a i s e  fo r  i t . "  

F o r t u n a t e l y ,  he  r e a l i z e d  that  he was  dea l i ng  wi th  a d i s s a t i s f i e d  
e m p l o y e e ,  and a c c e p t e d  this  as a good o p p o r t u n i t y  to put  to p r a c t i c e  
s o m e  of the t h ings  he  had  l e a r n e d  in the  t r a i n i n g  p r o g r a m .  He  got a 
s l ip  of p a p e r  and put  i t  on h i s  knee  and jo t t ed  down the v a r i o u s  a r g u -  
m e n t s  s h e  u s e d .  Th i s  kept  h i m  so b u s y  he cou ldn t t  t h ink  of  w a y s  to 
a r g u e  b a c k .  H e r e  a r e  the a r g u m e n t s  she  gave:  

" N e w  g i r l s  c o m e  into the o f f i ce  and they  get  i n c r e a s e s  w h e t h e r  
t h e y  a r e  any  good o r  n o t . "  

He cou ld  have  s a i d ,  "So did y o u , "  and  she  would  have  s a i d ,  I 
did n o t . "  His  r e p l y  would  be ,  "You  did,  t o o . "  H e r s  would  be ,  " I  did 
n o t . "  His  aga in ,  " Y o u  did,  t o o . "  A p e r s o n  c a n  r e p e a t  s o m e t h i n g  
a g a i n  and a g a i n  if i t  is  d e n i e d .  In this  way  you c a n  p r o l o n g  a s e n s e l e s s  
d i s c u s s i o n .  Bu t  if one  d o e s n ' t  s a y  any th ing ,  then  t h e  o t h e r  c a n ' t  s ay ,  
" I  did no t .  I did no t .  I did not .  I did not .  When a s t a t e m e n t  goes  
u n c h a l l e n g e d  the  s p e a k e r  m u s t  m o v e  to a new t o p i c .  Th i s  is wha t  M i s s  
E did  w h e n  she  s a i d :  

" L o t s  of g i r l s  w o r k i n g  f o r  the c o m p a n y  ge t  m o r e  m o n e y  t han  I do 
and I ' m  j u s t  as  good as  t hey  a r e . "  He m i g h t  have  s a id ,  "And  they  a r e  
j u s t  as  good as  you a r e . "  Bu t  he d idn ' t  and so she  m o v e d  to h e r  nex t  
po in t .  
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" T h e r e  is  a l a d y  who w o r k s  f o r  a n o t h e r  c o m p a n y  who ge t s  $70 
a w e e k  and the t e l e p h o n e  c o m p a n y  is  m a k i n g  lo ts  of m o n e y  now and 
if o t h e r s  c a n  pay  those  s a l a r i e s  so can  the t e l e p h o n e  c o m p a n y . "  He 
cou ld  have  sa id ,  " T h e r e  a r e  peop le  who w o r k  f o r  the o t h e r  c o m p a n y  
who get  l e s s  m o n e y  than you do,  "bu t  he d i d n ' t ,  so she  goes  on 
to the nex t  point :  

" I  have  h a d  to f igh t  f o r  e v e r y  r a i s e  I e v e r  got and t h a t ' s  w h a t  
I ' m  do ing  now.  He cou ld  have  sa id ,  " I  g u e s s  you a r e  but  it  i s n ' t  
go ing  to get  you  a n y w h e r e . "  Tha t  is  one of the bad  th ings  of b e i n g  
c l e v e r .  If you c a n  th ink  up a good s n a p p y  a n s w e r  e v e r y  t i m e ,  you 
m u s t  p r o l o n g  the d i s c u s s i o n ,  and v e r y  o f t en  c a p a b l e  p e o p l e  c a u s e  h u r t  
f e e l i n g s  b e c a u s e  they  a r e  so c l e v e r  wi th  t h e i r  r e p l i e s .  H e r  next  po in t  
was  a new a n g l e .  

"You  bought  a new g i r l  into ou r  uni t  the o t h e r  day .  If you  had  g iven  
us g i r l s  in the uni t  a r a i s e  t hen  we would  w o r k  h a r d e r  and you  w o u l d n ' t  
n e e d  to h i r e  a new g i r l . "  No t i ce  that  she  is  s o l d i e r i n g  on the job and  
she  wan t s  a r a i s e .  T h e s e  r e m a r k s  a r e  c h i l d i s h  and i l l o g i c a l  and a r e  
e v i d e n c e  of r e g r e s s i o n .  Now s h e  s a y s :  

" I f  t h e r e ' s  no m o r e  m o n e y  f o r  m e  h e r e ,  why d o n ' t  you  t r a n s f e r  
m e ?  T h e y  have  lo ts  of good jobs  in  o t h e r  d e p a r t m e n t s  and they  d o n ' t  
w o r k  as h a r d  as I d o . "  Now she  is  a l i t t l e  a g g r e s s i v e ,  h o s t i l e ,  c r i t i -  
c i z i n g - - s h e  is  a t t a c k i n g  the s u p e r v i s o r  h i m s e l f .  He nods  and  s a y s ,  
" I  s e e . "  F o r t u n a t e l y  he i s n ' t  c h a l l e n g i n g  i t .  He is  too b u s y  j o t t i ng  
down t h e s e  r e m a r k s  on h i s  knee  to get  a n g r y .  The  next  po in t  c a m e  
s h o r t l y  a f t e r w a r d .  

" I f  I w e r e  a p r e t t y  g i r l ,  y o u ' d  give m e  an i n c r e a s e . "  A l i t t l e  b i t  
l a t e r  she  s a id ,  " Y o u  d o n ' t  wan t  m e  h e r e .  You j u s t  want  young  g i r l s .  
i ' m  ge t t i ng  old so I g u e s s  tha t  I shou ld  get  o u t . "  About  this  t i m e  we 
u s u a l l y  r e v e r s e  o u r  f e e l i n g s  and show an  o p p o s i t e  k ind of r e a c t i o n .  
R a t h e r  than c h a l l e n g i n g  them,  we b e c o m e  s y m p a t h e t i c  and s ay ,  
" T h e r e ,  t h e r e .  I t  i s n ' t  tha t  bad .  We r e a l l y  d o n ' t  ha t e  you as  m u c h  
as you  t h i n k . "  One  m u s t n ' t  do that  e i t h e r .  You shou ld  n e i t h e r  t ake  
s i d e s  a g a i n s t  n o r  take s i d e s  f o r  a p e r s o n .  You m u s t  s k a t e  r i g h t  down 
the m i d d l e .  

As soon  as  you give  s y m p a t h y ,  the p e r s o n  l e a n s  on you .  P e o p l e  
love  s y m p a t h y ,  but  if you s y m p a t h i z e  wi th  t h e m ,  they  d o n ' t  s o l v e  
t h e i r  p r o b l e m s .  I n s t e a d  they  want  m o r e  s y m p a t h y .  When  you  l i s t e n  
wi th  u n d e r s t a n d i n g  you don'  t s y m p a t h i z e  and you  d o n ' t  c r i t i c i z e .  
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The next  th ing  M i s s  E did was  to c r y .  He showed  u n d e r s t a n d i n g ;  
he  p a s s e d  the k l e e n e x .  

A l i t t l e  l a t e r  s h e  sa id ,  "No one pays  any a t t en t i on  to m e  any m o r e . "  

T h e n  she  sa id ,  " A l l  m y  t r o u b l e s  s e e m  to have  s t a r t e d  s i n c e  m y  
f a t h e r  d ied  l a s t  y e a r .  Since then,  th ings  h a v e n ' t  gone good f o r  m e . "  

He knew s h e  used  to l ive  in Canada  and that  a l m o s t  e v e r y  w e e k - e n d  
she  would  s p e n d  in  Canada ,  When  vaca t i ons  c a m e  a long,  and s o m e  one  
asked ,  " W h e r e  a r e  y o u  going  on your  v a c a t i o n ? "  She would  r e p l y ,  
" C a n a d a . "  She wen t  p l a c e s .  She was an i n t e r n a t i o n a l  t r a v e l e r .  W h e r e  
does  she  go now?  She  has  a r o o m  in D e t r o i t .  She n e v e r  goes  any p l a c e .  

In h a v i n g  s o m e  one to ta lk  to, she  f i na l l y  l o c a t e d  h e r  own p r o b l e m .  
Th i s  s e e m s  to be the p r o c e s s .  Af te r  you get  you r  f r u s t r a t i o n  out  of the 
way, e x p r e s s  y o u r  h o s t i l i t i e s  and y o u r  c h i l d i s h  f e e l i n g s ,  then  you c o m e  
a round  the p r o b l e m .  That  is  what  we as s u p e r v i s o r s  and l e a d e r s  u s u a l l y  
don ' t  wai t  f o r .  But  we don'~ have  to s o l v e  a n o t h e r  p e r s o n ' s  p r o b l e m .  
In a l m o s t  the nex t  s e n t e n c e  M i s s  E s u g g e s t e d  a s o l u t i o n  of h e r  p r o b l e m .  

"If  I cou ld  f ind  a n o t h e r  g i r l  to l ive  with me, .  m a y b e  th ings  would  
be b e t t e r .  But  I c a n ' t  f ind  anyone  I l i k e . "  She i s n ' t  r e a d y  to a c c e p t  
a s o l u t i o n  y e t - - e v e n  if i t s  h e r  own.  

T h e n  she  went  on, " I  won ' t  be w o r k i n g  v e r y  long anyway .  I ' m  
buy ing  a $25 war  bond e v e r y  w e e k  and that  has  m o u n t e d  up and wi th  
m y  p e n s i o n  I can  get  a long  a l l  r i g h t . "  He th inks ,  "Good  God, s h e  is  
t uck ing  away  m o r e  than  I am .  

As a m a t t e r  of f ac t  that  i s n ' t  what  he thought  s i n c e  h i s  a t t i tude  o r  
i n t e r p r e t a t i o n  of this  g i r l  had  c h a n g e d .  I n s t e a d  of s e e i n g  h e r  as a 
p r o b l e m  e m p l o y e e  he  now saw h e r  as  a l o n e s o m e  e m p l o y e e .  

At th is  point ,  he a s k e d  h e r  what  she  i n t e n d e d  do ing  when  she  
r e t i r e d  and he  found that  she  wan ted  to t r a v e l  and they  d i s c u s s e d  
t r a v e l .  Then ,  wi th  no u r g i n g  on  h i s  p a r t ,  she  got up f r o m  h e r  c h a i r ,  
and sa id ,  "I  have  t aken  an awful  lot  of you r  t ime ;  thanks  so m u c h "  
and w a l k e d  out with a s m i l e .  

I-]e s t a r t e d  pay ing  a l i t t l e  a t t e n t i o n  to h e r  on the job,  and m a d e  
i t  a po in t  to t a lk  to h e r  e v e r y  day.  He a s k e d  f a v o r s  of h e r  and would  
give h e r  s p e c i a l  a s s i g n m e n t s .  His  a t t i tude  toward  h e r  c h a n g e d  
b e c a u s e  he  l i s t e n e d  to h e r .  H e r  a t t i tude  c h a n g e d  too.  
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She did m o v e  into a h o u s e  with a lo t  of o t h e r  g i r l s .  H e r  w o r k  on 
the job i m p r o v e d .  She s t a r t e d  c o m i n g  to c o m p a n y  p a r t i e s ,  and so on.  
H e r  a t t i tude  c h a n g e d  d u r i n g  the i n t e r v i e w ,  and it was  s t r e s s e d  that ,  
s u b s e q u e n t  to the i n t e r v i e w  and a l so  b e c a u s e  of i m p r o v e d  r e l a t i o n s ,  
sh e  b e c a m e  a b e t t e r  e m p l o y e e .  

Now this  t r y i n g  to u n d e r s t a n d  the o t h e r  p e r s o n  wi l l  do m o r e  to 
change  that  p e r s o n ' s  a t t i tude  than any th ing  we can  do.  If we would  
jus t  s top  t r y i n g  to change  p e o p l e ' s  a t t i t u d e s ,  we would  c h a n g e  a lot  
of a t t i t udes  in  a c o n s t r u c t i v e  d i r e c t i o n .  T h e y w o u l d  not  a lways  be  in  
o u r  d i r e c t i o n ,  but  in a c o n s t r u c t i v e  d i r e c t i o n ,  and this  is  what  is  good 
about  i t .  J u s t  t r y i n g  to u n d e r s t a n d  peop l e  wi l l  do m o r e  than  any th ing  
I know of to he lp  t h e m  s e e  th ings  s t r a i g h t  and to get  r i d  of f r u s t r a t e d  
f e e l i n g s  which  s t and  in  t h e i r  way.  

T h a n k  you v e r y  m u c h .  

(19 Oc t  1 9 5 5 - - 2 5 0 ) K / m m g  
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