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Mr.  E l m e r  L.  L indse th ,  P r e s i d e n t  of t he  Cleve land  E l e c t r i c  
Illumin~ating Company  was bo rn  in Chicago,  T]]iuois, 12 F e b r u a r y  
1902. He r e c e i v e d  the fo l lowing deg ree s :  A . B . ,  Miami  Un ive r s i t y ,  
1923; B . S ° ,  Case  Ins t i tu te  of Technology,  1925; M . S . ,  Yale  Unive r s i ty ,  
1926; D. Eng.  (hon), Case Ins t i tu te  of Technology ,  1946; S, Sc.(hon) ,  
M i a m i  Un ive r s i t y ,  1951; D. Eng° (hon), F e n n  Col lege,  1952o He 
b e c a m e  a s s o c i a t e d  with The Cleve land  E l e c t r i c  I l l umina t ing  Company  
as a t e s t  h e l p e r  in  1924, advancing  to p r e s i d e n t  in  1954. He is  a d i r e c t o r  
of the N a t i o ~ ]  Ci ty  Bank of Cleveland;  the B o F .  Goodr ich  Company;  
and the Equi tab le  Life A s s u r a n c e  Society  of the Uni ted  Sta tes .  He has  
been  act ive  in va r ious  c iv i l  o rgan i za t i ons  th roughout  h is  c a r e e r ,  is  a 
d i r e c t o r  of the Cleve land  Chamber  of C o m m e r c e  and is a s soc i a t ed  with 
nine o the r  C leve land  c iv ic  o rgan i za t i ons  at  the p r e s e n t  t ime .  He i s  a 
Fe l low  of the A m e r i c a n  Society  of Mechan i ca l  E n g i n e e r s ;  a m e m b e r  of 
the execut ive  c o m m i t t e e  of the Assoc i a t i on  of Ed i son  I l l umina t ing  C0m-  
pan ies ;  a d i r e c t o r  of the Ed i son  E l e c t r i c  Ins t i tu te ;  and a m e m b e r  of 
the Nat iona l  I n d u s t r i a l  Conference  Boa rd .  This  is  h is  f i r s t  l e c t u r e  at 
the I n d u s t r i a l  Col lege .  
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C A P T A I N  M c C A F F R E E :  I l ike  to th ink  t h a t w h a t  is  t a k i n g  
p l ace  t h i s  w e e k  is  a j i g  s a w  p u z z l e .  O u r  f i r s t  l e c t u r e  was  about  
the  Ro le  of the E x e c u t i v e ,  and  i t  r e s e m b l e d  the  p i c t u r e  on the  box .  
Y e s t e r d a y ' s  l e c t u r e  r e s e m b l e d  the p i e c e s  as  you d u m p  t h e m  out ,  
e a c h  of t h e m  r e p r e s e n t i n g  a fo ib le  of h u m a n  r e l a t i o n s h i p  and h u m a n  
b e h a v i o r ,  a n d  a l l  a r e  odd p i e c e s .  

T o d a y  we h e a r  abou t  the e s s e n t i a l s  of f i t t i ng  t h o s e  p i e c e s  t o g e t h e r  
in  o r d e r  to m a k e  a n i ce  d o v e t a i l  p a t t e r n .  T h e s e  e s s e n t i a l s  d e a l  wi th  
c o m m u n i c a t i o f i s  and  how they  apply  to the f i e l d  of h u m a n  e n d e a v o r .  
W h e n  we c o n s i d e r  tha t  about  s i x ty  p e r c e n t  of an e x e c u t i v e ' s  t i m e  is  
t a k e n  up wi th  the  p r o b l e m  of c o m m u n i c a t i o n s  in  one way  o r  a n o t h e r ;  
t he  t i m e l i n e s s  of th is  s p e e c h  today  is  v e r y  a p p a r e n t .  

O u r  s p e a k e r  is  M r .  E l m e r  L.  Lindseth, P r e s i d e n t  of The  C l e v e l a n d  
E l e c t r i c  IL lumina t ing  C o m p a n y .  You have  a l r e a d y  r e a d  h i s  b i o g r a p h y  
and r e a l i z e  the  w e a l t h  of e x p e r i e n c e  tha t  he  b r i n g s  to th i s  p l a t f o r m .  
M r .  L i n d s e t h ,  i t  i s  m y  p l e a s u r e  to i n t r o d u c e  you to this  y e a r ' s  s t u d e n t  
body,  and  we l o o k . f o r w a r d  to y o u r  r e m a r k s .  

M r .  L i n d s e  th.  

MR.  LINDSETH:  Tl~ank you,  Cap ta in .  G e n t l e m e n :  N a t u r a l l y ,  
I a m  g lad  to be  h e r e .  It  i s  a p r i v i l e g e  f o r  m e  as one  of the p e o p l e  at  
h o m e ,  who too o f t en  d o n ' t  u n d e r s t a n d  the c o m p l e x i t i e s  of th is  f i e l d  
in  wh ich  you a r e  w o r k i n g ,  to c o m e  down h e r e  a n d  ge t  a f i r s t - h a n d  
look  at  i t .  

O n  the  s u b j e c t  of m y  talk,  wh ich  the Cap ta in  ha s  s t a t e d  as " C o m -  
m u n i c a t i o n s  and  How T h e y  F i t  in to  H u m a n  B e h a v i o r , "  I d o n ' t  th ink  
I ought  to a p o l o g i z e .  The  books  s a y  i t  i s  v e r y  p o o r  f o r m  to a p o l o g i z e  
at  the b e g i n n i n g  of a s p e e c h ,  so  I w i l l  use  as  m y  way  of e x p l a i n i n g  th i s  
s i t u a t i o n  a n o t h e r  s i t u a t i o n  I was  c o n f r o n t e d  wi th  m a n y  y e a r s  ago .  

I wen t  to a s m a l l  c o l l e g e  down in  s o u t h e r n  Ohio  w h e r e  we had  a 
c o u r s e  c a l l e d  " T h e o l o g y  I . "  " T h e o l o g y  I" was  an e x t r e m e l y  p o p u l a r  
c o u r s e .  A m o n g  o t h e r  r e a s o n s  fo r  i t s  p o p u l a r i t y ,  i t  h ad  b e e n  taught  



by a v e n e r a b l e  o ld  p r o f e s s o r ,  the s a m e  p r o f e s s o r ,  fo r  f o r t y  y e a r s .  
A m o n g  h i s  m a n y  lovab le  t r a i t s  was that  fo r  f o r t y  y e a r s  he had  a s k e d  
on ly  a s i n g l e  q u e s t i o n  on the e x a m i n a t i o n ,  and it  had  b e e n  the s a m e  
q u e s t i o n  f o r  f o r t y  y e a r s :  I w o u l d n ' t  c a l l  i t  a "gu t "  c o u r s e ,  but  i t  was  
p o p u l a r  and we took i t .  

" W i l l  the c l a s s  p l e a s e  d i s c u s s  the t r a v e l s  and  p r e a c h i n g s  of the 
A p o s t l e  P a u l ? "  N e e d l e s s  to say ,  we wen t  to the e x a m i n a t i o n  p r e t t y  
e x p e r t  on the t r a v e l s  and p r e a c h i n g s  of the  Apos t l e  P a u l .  When  we 
got t h e r e  that  m o r n i n g ,  the p r o f e s s o r  g r e e t e d  us  wi th  h i s  u s u a i  c o r d i a l  
s m i l e .  He sa id ,  " In  k e e p i n g  wi th  the c u s t o m  of m a n y  y e a r s ,  the  e x a m -  
i n a t i o n  wi l l  c o n s i s t  of a s i n g l e  q u e s t i o n . "  He t u r n e d  to the b o a r d  
w r o t e  the ques t i on ,  a s k i n g  us would  we p l e a s e  c r i t i c i s e  the S e r m o n  
on  the Mount .  

We w e r e  not  e x p e r t s  on  the  S e r m o n  on the  M o u n t ,  and  i t  d i d n ' t  
take' us long  to t u r n  the e x a m i n a t i o n  p a p e r s  b a c k .  In f ive  m i n u t e s  
the  r o o m  was  e m p t y ,  e x c e p t  f o r  Joe ,  who was  s t i l l  s i t t i n g  t h e r e  w r i t -  
ing  d i l i g e n t l y .  We wa i t ed  fo r  h i m  in  the ha l l ,  and  we a s k e d  h i m ,  
'*What the d e v i l  w e r e  you w r i t i n g  about? '*  He  sa id ,  **I j u s t  s i m p l y ' t o l a h i m  
I wi l l  l e a v e  i t  to o t h e r s  to c r i t i c i z e  the M a s t e r ,  and today  I w i l l  
d i s c u s s  the t r a v e l s  and p r e a c h i n g s  of the A p o s t l e  Pau l . ' *  

So wi th  y o u r  p e r m i s s i o n  I w i l l  l e a v e  the  C a p t a i n ' s  s u b j e c t  of 
" C o m m u n i c a t i o n s "  in  the p l u r a l  unt i l  a n o t h e r  day,  and  I w i l l  p r o c e e d  
wi th  the no t e s  I have  p r e p a r e d  fo r  t o d a y ' s  l e c t u r e - - "  C o m m u n i c a t i o n "  
in  the s i n g u l a r .  

Th i s  h u m a n  r e l a t i o n s  s u b j e c t  i s ,  of c o u r s e ,  p r e t t y  i m p o r t a n t .  
I t  o f t en  sounds  l ike  a lo t  of b lue  sky  and m a l a r k e y .  But  th ink  fo r  a 
m o m e n t  about ,  say ,  the W e s t i n g h o u s e  s t r i k e .  H e r e  is  no p r o b l e m  
in  i n d u s t r i a l  p r o c u r e m e n t  o r  a u t o m a t i o n  o r  m e c h a n i z a t i o n :  t h i s  i s  
100 p e r c e n t  a p r o b l e m  in  h u m a n  r e l a t i o n s .  I on ly  know what  I r e a d  
in  the p a p e r s  about  G~ds s t r ike~ but i t  is  p r e t t y  obv ious  that  t h e r e  i s  
a v e r y  s e r i o u s  b r e a k d o w n  in  c o m m u n i c a t i o n  w h e n  peop l e  in  P h i l a d e l -  
ph i a  o r  C l e v e l a n d  o r  K a n s a s  Ci ty  w i l l  go out  on s t r i k e  b e c a u s e  the 
W e s t i n g h o u s e  C o m p a n y  i s  m a k i n g  an  a t t e m p t  to e v a l u a t e  p r o d u c t i o n  
and  p e r f o r m a n c e  in  a s m a l l  and r e l a t i v e l y  u n i m p o r t a n t  p o r t i o n  of 
t h e i r  o p e r a t i o n s  in  E a s t  P i t t s b u r g h .  

Al though  we m ~ y  h a v e  e x p e r t s  in  a u t o m a t i o n ,  in  e n g i n e e r i n g  
and in  product iorL d e s i g n ,  t h e i r  w o r k  can  be c o m p l e t e l y  o f f se t  by  
a b r e a k  down in  ,human r e l a t i o n s  and  c o m m u n i c a t i o n .  

\ 
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I t  i s  f o r  tha t  r e a s o n  I was  g r a t i f i e d  to note  tha t  the s c o p e  and 
p u r p o s e  of the p a r t i c u l a r  p r o g r a m  on w h i c h  you peop le  a r e  p r e s e n t l y  
e m b a r k e d  e m p h a s i z e s  the a p p l i c a t i o n  of p r i n c i p l e s  of e n l i g h t e n e d  
h u m a n  r e l a t i o n s  to the e x e c u t i v e  t a s k .  T h a t ' s  p r e t t y  f l o w e r y  
l a n g u a g e  bu t  the p u r p o s e  i s  to a s s i s t  in  d e v e l o p i n g  the knowledge ,  
s k i l l s ,  a t t i t u d e s ,  and  u n d e r s t a n d i n g  which  c o n t r i b u t e  to the 
e f f e c t i v e n e s s  in  m a n a g i n g  peop le .  

Today we are going to talk about communication--communication 
in the singular, not the plural--particularly in the military sense. 
Communlcations--plural--suggest a complex and widespread system 
of gimmicks--dispatches, radio, circuits, sound-l-'owered telephones, 
blinker lights, speedletters and myriad gadgets. In American 
business we have the counterparts--interoffice memos, newsletters, 
employee magazines, meetings, daily, weekly, monthly, and annual 
reports. We are just as buried in paper work as you are. We have just 
as much red tape, and just as much trouble. 

But  I a m  s u r e  t ha t  a l l  of us  h e r e  have  r e a l i z e d  long  ago t ha t  t h e r e  
i s  a g r e a t  d e a l  m o r e  to " c o m m u n i c a t i o n "  than  the " c o m m u n i c a t i o n s "  
m e t h o d s  i t  e m p l o y s .  I t  i s  c o m m u n i c a t i o n  in  th is  m o r e  b a s i c ,  p h i l o -  
s o p h i c a l  s e n s e  wh ich  I would l ike  to  d i s c u s s  t h i s  m o r n i n g  a long  wi th  s o m e  
of the m a j o r  p r o b l e m s  i n v o l v e d  in  t r a n s m i t t i n g  i d e a s  f r o m  one i n d i v i d -  
u a l  to a n o t h e r  wi th  s o m e  p r o s p e c t  of a c h i e v i n g  u n d e r s t a n d i n g .  

We a l l  c o m m u n i c a t e ,  a d e q u a t e l y  o r  i n a d e q u a t e l y  and wi th  s o m e  
d e g r e e  of e f f i c i e n c y ,  good o r  bad ,  t h roughou t  the  w o r k i n g  day .  The  
C a p t a i n  m e n t i o n e d ,  f o r  e x a m p l e ,  tha t  s i x t y  p e r c e n t  of an  e x e c u t i v e ' s  
t i m e  is  d e v o t e d  to c o m m u n i c a t i o n s  of one f o r m  o r  a n o t h e r .  So t h e r e  
s h o u l d  c e r t a i n l y  be l i t t l e  q u e s t i o n  about  the i m p o r t a n c e  of c o m m u n i c a t i o n .  

And l e t  t h e r e  be  no q u e s t i o n  about  the e x t e n t  of i n t e r e s t  in  the s u b j e c t  
and i t s  p r o b l e m s .  D i s c u s s i o n s  on c o m m u n i c a t i o n  a t  m e e t i n g s  l ike  th i s  
a r e  f r e q u e n t .  T h e r e ' s  a v a s t  a m o u n t  of l i t e r a t u r e  on  c o m m u n i c a t i o n .  
A g r e a t  dea l  of r e s e a r c h  i s  go ing  on in  the  f i e l d .  

S c i e n t i s t s  have  d e m o n s t r a t e d  t ha t  a l l  the i n f o r m a t i o n  c o m m u n i c a t e d  
b y  a m a n  i n  h i s  l i f e t i m e ,  ff p r o p e r l y  and  e f f i c i e n t l y  encoded ,  cou ld  be 
t r a n s m i t t e d  o v e r  a m o d e r n  t e l e v i s i o n  c h a n n e l  in  I0 s e c o n d s .  E n g i n e e r s  
h a v e  r e d u c e d  the c o m m u n i c a t i o n  p r o c e s s  to e q u a t i o n s ,  g r a p h s ,  and  
d i a g r a m s .  P s y c h o l o g i s t s  a l s o  have  w o r k e d  h a r d  at c o m m u n i c a t i o n .  
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But ,  a l t hough  c o m m u n i c a t i o n  m a y  be s a i d  to be c o m m o n p l a c e ,  
and  the s t u d y  of i t  i s  w i d e s p r e a d ,  i t  i s  not  s i m p l e - - f a r  f r o m  i t .  In  
f ac t ,  i t  i s  so  d i f f i cu l t  tha t  P r o f e s s o r  R o e t h l i s b e r g e r  of H a r v a r d  h a s  
s a i d :  " I n  t h ink ing  about  the  m a n y  b a r r i e r s  to p e r s o n a l  c o m m u n i c a t i o n ,  
p a r t i c u l a r l y  those  tha t  a r e  due  to d i f f e r e n c e s  of b a c k g r o u n d ,  e x p e r i e n c e ,  
and  m o t i v a t i o n ,  i t  s e e m s  to m e  e x t r a o r d i n a r y  t ha t  a n y  two p e r s o n s  
c a n  e v e r  u n d e r s t a n d  e a c h  o t h e r . "  

4 

So in  c o m m u n i c a t i o n  we f ind  an  i n t e r e s t i n g  p a r a d o x .  H e r e  i s  a 
v i t a l  p r o c e s s ,  one to wh ich  e a c h  of us  m u s t  devo te  a v e r y  l a r g e  p a r t  
of h i s  p r o d u c t i v e  t ime ,  y e t  a p p a r e n t l y  one wh ich  r e m a i n s  t r e m e n d o u s l y  
d i f f i cu l t  f o r  e v e n  the m o s t  e x p e r i e n c e d - - a n d  you  peop le  a r e  e x p e r i e n c e d  
at  i t .  The  m i l i t a r y  c e r t a i n l y  m u s t  not  ge t  i t s  c o m m u n i c a t i o n  fou led  up; 
a t  l e a s t  not  i n  t h e o r y .  And ye t  you peop le  h a v e  s p e n t  a l i f e t i m e  at  i t ,  
and  h e r e  I a m  tal4dng about  i t .  

I think the t a b l e s  m i g h t  be a l i t t l e  b i t  r e v e r s e d .  I a m  in  s o m e w h a t  
the s i t u a t i o n  m y  m o t h e r - i n - l a w  found h e r s e l f  in  the  o t h e r  day .  She 
h a d  b e e n  v e r y  m u c h  c o n c e r n e d  tha t  m y  wife  had  f a i l e d  to t a lk  f r a n k l y  
and a d e q u a t e l y  wi th  m y  1 2 - y e a r - o l d  d a u g h t e r  about  the f a c t s  of l i f e .  
G r a n d m a  was  o v e r  b a b y s i t t i n g  one d a y  wh i l e  m y  wife  was  o u t  and 
G r a n d m a  s a i d  to m y  young  d a u g h t e r :  " M a r t h a  Lou,  I would l ike  to 
t a l k  about  the f a c t s  of l i f e . "  M a r t h a  Lou s a id ,  " A l l  r i g h t ,  G r a n d m a ,  
j u s t  wha t  would  you  l ike  to k n o w ? "  

So I s u p p o s e  when  I a m  up h e r e  t a l k i n g  to you  about  c o m m u n i c a t i o n ,  
you  a r e  Likely to s a y ,  " A l l  r i g h t ,  E l m e r ,  j u s t  wha t  would  you  l ike  to 
know2" 

You a r e  a l l  f a m i l i a r  wi th  the  m a n y  t e c h n i q u e s  I have  m e n t i o n e d .  You 
know a l l  about  c o n f e r e n c e s ,  s e m i n a r s ,  b r e a k f a s t  m e e t i n g s ,  l u n c h e o n  

m e e t i n g s ,  d i n n e r  m e e t i n g s ,  r e v i e w s ,  c r i t i q u e s ,  r e s u m e s ,  and a l l  the  
o t h e r  d e v i c e s  of o r a l  c o m m u n i c a t i 6 n .  You know a l l  about  p o l i c y  m a n u a l s ,  
b u l l e t i n s ,  n e w s l e t t e r s ,  p a m p h l e t s ,  g r a p h s ,  c h a r t s ,  v i s u a l  a i d s ,  and a l l  
the  h u n d r e d - a n d - o n e  m e a n s  of w r i t t e n  c o m m u n i c a t i o n .  

The  l i t e r a t u r e  on  c o m m u n i c a t i o n s  i s  f u l l  of r u l e s .  D r .  Rudo l f  
F l e s c h ' s  r e c o m m e n d a t i o n s  f o r  e a s i l y  r e a d a b l e  c o m m u n i c a t i o n  bo i l  down 
to a few s i m p l e  p r e c e p t s :  

I. Avoid long  s e n t e n c e s .  

. 

w o r d .  
Avoid  the a b s t r a c t  word ,  the l e g a l i s t i c  word ,  and the t w o - d o l l a r  
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3. S h o r t e n  s e n t e n c e s  to an a v e r a g e  of 17 w o r d s .  

4.  S h o r t e n  w o r d s  to an a v e r a g e  of 150 s y l l a b l e s  p e r  100 w o r d s .  

5. U s e  about  6 p e r s o n a l  r e f e r e n c e s  p e r  100 w o r d s .  

D r .  R o b e r t  S h u r t e r  of C a s e  I n s t i t u t e  of T e c h n o l o g y  ha s  a l s o  
s u g g e s t e d  f ive  r u l e s  f o r  u se  at ou r  Company ,  w h e r e  h e ' s  b e e n  t r y i n g  
to t e a c h  us how to  w r i t e  a l e t t e r  that  s o m e o n e  e l s e  can  u n d e r s t a n d :  

1. F i x  the  r e s p o n s i b i l i t y  f o r  c l a r i t y  f i r m l y  on the w r i t e r .  

2. R e m e m b e r  the  r e a d e r - - a v o i d  j a r g o n  and the v o c a b u l a r y  of 
the s p e c i a l i s t .  

3. Let it be known that you are not impressed by length. 

4.  Have  e a c h  d o c u m e n t  b e g i n  wi th  a c o n c i s e  s t a t e m e n t  of wha t  
i t  i s  about .  

5. Let those who report to you know how you want the reported 
information organized. 

T h e r e  a r e  m a n y  o t h e r  s e t s  of " s i m p l e "  r u l e s .  Y e s ,  it l ooks  
e a s y ;  but  t h e r e  is  s o m e t h i n g  b a s i c a l l y  w r o n g  h e r e .  

If c o m m u n i c a t i o n  is  so e a s y ,  why  a r e  so  m a n y  peop l e  in  a l l  t ypes  
of o r g a n i z a t i o n s - - b u s i n e s s ,  m i l i t a r y ,  g o v e r n m e n t - - s o  u n i n f o r m e d ?  
Why a r e  top e x e c u t i v e s  in i n d u s t r y  and the  m i l i t a r y  so i s o l a t e d  and so  
i n s u l a t e d ?  Why,  in  ou r  s y s t e m  of d e l e g a t i o n ,  d o  d e l e g a t e e s  m a k e  
d e c i s i o n s  and take  ac t i ons  wi thou t  the  k n o w l e d g e  of peop le  who ought  
t o  p a r t i c i p a t e  in t h e m ?  Why do s i t u a t i o n s  s n e a k  up on the d e l e g a t o r  
w h i c h  he  " t h o u g h t "  w e r e  t aken  c a r e  of?  In s h o r t ,  why d o e s  ou r  i d e a l  
of d e l e g a t i o n  and c o n t r o l  so  o f t en  ge t  so f o u l e d  up? 

The unhappy conclusion keeps popping up that the basic communi- 
cation problem is not :entirely one of technique. There seems to be 
more to it than that. Soon we find that for the effective application 
of the techniques of communication, we must have what is variously 
described as a proper "climate," or proper " conditions"--a proper 
"atmosphere" ai~d the proper "attitudes" on the part of those engaged 
in Communication. 

5 



T h e s e  cond i t i ons  p r e c e d e n t  to the e s t a b l i s h m e n t  of good c o m m u n i -  
c a t i o n  a r e  not  to be t a k e n  f o r  g r a n t e d .  T h e y  a r e ,  in  f ac t ,  r a r e l y  p r e s -  
en t  and not  e a s i l y  a c h i e v e d .  So l e t ' s  e x a m i n e  t he se  a s p e c t s  of c o m m u n i -  
c a t i on ,  wh ich  f o r  wan t  of a b e t t e r  t e r m ,  we c a n  r e g a r d  as  c o m p r i s i n g  the 
p h i l o s o p h y  of c o m m u n i c a t i o n .  

Now i t  b e g i n s  to b e c o m e  c l e a r e r  why,  when  c o m m u n i c a t i o n  i s  so  
u n i v e r s a l l y  n e c e s s a r y ,  when  we have  th is  g r e a t  body  of l i t e r a t u r e  on  
the s u b j e c t ,  w h e n  we have  a l l  t h e s e  s i m p l e  t e c h n i q u e s ,  i t  i s  s t i l l  so  
d i f f i cu l t  to c o m m u n i c a t e  e f f e c t i v e l y .  

P r o b a b l y  the  m a i n  r e a s o n  is  t h i s :  C o m m u n i c a t i o n  i s  a h u m a n  
funet£on,  conduc t ed  by  and b e t w e e n  h u m a n  b e i n g s ,  and no two h u m a n  
b e i n g s  a r e  a l i k e .  J o h n  M. M c C a f f e r y ,  P r e s i d e n t  of the I n t e r n a t i o n a l  
H a r v e s t e r  C o m p a n y ,  put  i t  th i s  way  in  F o r t u n e  M a g a z i n e  a coup le  of 
m o n t h s  ago:  " T h e  b i g g e s t  p r o b l e m  wi th  i n d u s t r y  i s  tha t  i t  i s  f u l l  of 
h u m a n  b e i n g s . "  T h e y ' r e  the p r o b l e m  in c o m m u n i c a t i o n  as  w e l l .  

The  l a n g u a g e  u sed  in  d i s c u s s i n g  c o m m u n i c a t i o n  is  r e p l e t e  wi th  
n e g a t i v e s :  the " d i f f i c u l t i e s "  of c o m m u n i c a t i o n ,  the " b l o c k s , "  the 
" o b s t a c l e s , "  the " b a r r i e r s . ~ ' ,  My k ids  s a y  to m e :  "Dad ,  you  have  
snow on y o u r  m e n t a l  s c r e e n .  " N o i s e "  i s  a word  wi th  s p e c i a l  s e m a n t i c  
m e a n i n g  in  c o m m u n i c a t i o n .  L e t ' s  look  at  t h e s e  b a r r i e r s - - a t  l e a s t ,  
l e t ' s  l i s t  t h e m .  

B a r r i e r  No.  1 to good c o m m u n i c a t i o n ,  i t  s e e m s  to m e ,  i s  the l a c k  
of p r o p e r  c l i m a t e  of c o n f i d e n c e  and m u t u a l  u n d e r s t a n d i n g .  P e o p l e  in  
m a n a g e m e n t  have  d i f f e r e n t  b a c k g r o u n d s ,  d i f f e r e n t  o b j e c t i v e s ,  d i f f e r e n t  
a m b i t i o n s ,  and d i f f e r e n t  m o t i v a t i o n s .  T h i s  m a k e s  f o r  a t r e m e n d o u s  
v a r i a t i o n  in  p e r s p e c t i v e  a m o n g  m e m b e r s  of the m a n a g e m e n t  g r o u p .  
E a c h  e x e c u t i v e  d e a l s  wi th  c o m m u n i c a t i o n  in  a d i f f e r e n t  con tex t ;  e a c h  
e v a l u a t e s  any  s i t u a t i o n  which  r e q u i r e s  c o m m u n i c a t i o n  b e t w e e n  h i m  and 
o t h e r s  wi th  a p u r e l y  p e r s o n a l  f r a m e  of r e f e r e n c e .  

In  p r a c t i c e ,  t h i s  v a r i a t i o n  in  p e r s p e c t i v e  i s  f r e q u e n t l y  c o m p l i c a t e d  
b y  the a b s e n c e  of a s e n s e  of c o m m o n  p u r p o s e  in  the m a n a g e m e n t  g r o u p .  
P e o p l e  whose  goa l s ,  as  we l l  a s  b a c k g r o u n d s ,  a r e  d i f f e r e n t  a r e  not  un i t ed .  
T h e y  a r e  w o r k i n g  to a c h i e v e  a c o m m o n  p u r p o s e ,  y e t  t hey  a r e  c o m m u n i c a t -  
ing  at  c r o s s - p u r p o s e s .  Al l  too f r e q u e n t l y  they  th ink  t hey  a r e  t a l k i n g  about  
one th ing,  when  in  f a c t  t hey  a r e  t a l k i n g  about  two e n t i r e l y  d i f f e r e n t  t h i n g s .  

On the m a t t e r  of c o m m u n i c a t i n g  wi thou t  a c o m m o n  f r a m e  of r e f e r e n c e ,  
l e t ' s  t r y  a l i t t l e  e x p e r i m e n t .  I th ink  th is  one c a m e  f r o m  M . I . T .  I w i l l  
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d e s c r i b e  a s i m p l e  s i t u a t i o n .  It  is  c l e a r  to m e .  L e t ' s  s e e  wha t  i t  
m e a n s  to you .  

A m a n  is  w a l k i n g  a l o n g .  He looks  down at  h i s  su i t  and s e e s  a 
ho le  in  i t .  In a m i n u t e  he is  d e a d .  

What  p i c t u r e  c o m e s  to y o u r  m i n d ?  What  did I c o m m u n i c a t e  to 
y o u ?  If I l ed  you  to the c o n c l u s i o n  tha t  the m a n  w a s  w a l k i n g  a l o n g  
a s t r e e t ,  tha t  the h o l e  w a s  a b u l l e t - h o l e ,  and tha t  he  d i ed  of the wound ,  
you  have  r e a c h e d  the c o n c l u s i o n  tha t  the v a s t  m a j o r i t y  of p e o p l e  wou ld  
r e a c h .  You a r e n o r m a l .  But  y o u r  c o n c l u s i o n  is  not  wha t  I i n t e n d e d  
at  a l l .  The  f a c t s  a r e  ~ e s e :  The  m a n  was  a d e e p - s e a  d i v e r ;  he  was  
w a l k i n g  on  the o c e a n b o t t o m ;  the ho l e  was  in  h i s  d iv ing  su i t ;  he  d r o w n e d .  

E a c h  of us t r a n s l a t e d  th is  Little s t o r y  in  t e r m s  of h i s  own f r a m e  of 
r e f e r e n c e .  I t  is  e a s y  to s e e  how d i f f e r e n t  the r e s u l t s  c a n  b e .  I c o m m u n i -  
c a t e d  the i n f o r m a t i o n  in  one  con t ex t ,  you  r e c e i v e d  i t  in  a n o t h e r ,  and  
c e r t a i n l y  we f a i l e d  to a c h i e v e  e f f e c t i v e  c o m m u n i c a t i o n .  

A n o t h e r  i m p o r t a n t  a s p e c t  of th is  f i r s t  b a r r i e r  is  p r e s t i g e  and i t s  
c o m p a n i o n ,  f e a r .  T h e  ch i e f ,  the " o l d  m a n , "  w h o e v e r  the f i g u r e  m a y  
be  b e h i n d  the t r a d i t i o n a l  o p e n  d o o r ,  r e c e i v e s  u p w a r d  c o m m u n i c a t i o n  
w h i c h  h a s  b e e n  f i l t e r e d  and c o n d i t i o n e d  by the p r e s t i g e  he  b e a r s .  Who 
l i k e s  to b r i n g  b a d  n e w s  to the c h i e f ?  

Th i s  f a c t o r  o p e r a t e s  at e v e r y  l e v e l .  Much  v o l u n t a r y  c o m m u n i c a t i o n  
is  s u p p r e s s e d b e c a u s e  of s u b o r d i n a t e  r e a c t i o n  to f e a r .  Th i s  a c c o u n t s  f o r  
m a n y  of  those  good i d e a s  w h i c h  d i ed  a t  the b o s s ' s  t h r e s h o l d .  F e a r  of 
d i s a p p r o v a l - - a n  u n w a n t e d  s e n t r y - - e f f e c t i v e I y  c l o s e s  the open  d o o r .  

So the f i r s t  r e q u i r e m e n t  of e f f e c t i v e  c o m m u n i c a t i o n  is  a c l i m a t e  
of c o n f i d e n c e  and m u t u a l  u n d e r s t a n d i n g .  

B a r r i e r  No .  2 is  the l a c k  of m o t i v a t i o n  to c o m m u n i c a t e - - t h e  l a c k  
of d e s i r e .  T h i s  p a r t i c u l a r  o b s t a c l e  a r i s e s  o f ten  w h e r e  t h e r e  is  no 
s o u n d  t r a d i t i o n  of good c o m m u n i c a t i o n .  

Q 

O n e  who is  h i m s e l f  the  v i c t i m  of p o o r  c o m m u n i c a t i o n  wi l l ,  in  the 
f i r s t  p l a c e ,  no t  h a v e  too m u c h  m a t e r i a l  to c o m m u n i c a t e .  S e c o n d l y ,  
he  is  not  s t i m u l a t e d  by  p r e c e p t  and e x a m p l e  to a t t e m p t  to c o m m u n i c a t e  
e f f i c i e n t l y .  T h i r d l y ,  he  is  o f t e n  i n s e c u r e .  I m p e r f e c t  k n o w l e d g e  of the 
s i t u a t i o n ,  c o m b i n e d  ~ i th  l a c k  of c o n f i d e n c e  o r  s e c u r i t y ,  t ends  to m a k e  h i m  
d r a w  in  h i s  h o r n s  a n d  p l a y  i t  c l o s e  to the v e s t .  The  l e s s  he  c o m m u n i c a t e s ,  
the  f e w e r  m i s t a k e s  he  c a n  m a k e ,  o r  at  l e a s t b e  c h a r g e d  wi th;  the l e s s  t hey  
c a n h a n g o n  h i m .  He is  the fam£1ia r  guy who w o n ' t  s t i c k  h i s  n e c k  ou t .  
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T h i s  l a c k  of the  wi l l  o r  d e s i r e  to c o m m u n i c a t e  i s  u s u n l l y  due to 
l a c k  of m o t i v a t i o n ,  and  is  bound  up wi th  the  p r e v i o u s  o b s t a c l e ,  
a b s e n c e  of the p r o p e r  c l i m a t e  of c o n f i d e n c e .  Wi thou t  th i s  n e c e s s a r y  
c l i m a t e ,  the  w i l l  to c o m m u n i c a t e  r a r e l y  e x i s t s ;  bu t  the r e v e r s e  is  
not  t r u e .  M e r e  c r e a t i o n  of the p r o p e r  c o m m u n i c a t i o n  c l i m a t e  w i l l  
no t  g u a r a n t e e  c r e a t i o n  of the  d e s i r e  to c o m m u n i c a t e .  Bu t  i t  i s  a 
p r e r e q u i s i t e .  

An e x a m p l e  of t h i s  i s  found  in the  r e p o r t  of a m a n a g e m e n t  f i r m  
w h i c h  had  b e e n  r e q u e s t e d  to i n s t a l l  a p e r s o n n e l  d e p a r t m e n t  in  a 
c o m p a n y  w h i c h  h a d  e x i s t e d  w i thou t  one  f o r  m a n y  y e a r s .  In  s t u d y i n g  
the  f i r m ,  the c o n s u l t a n t s  found  tha t  the p r e s i d e n t  had  i s o l a t e d  h i m s e l f  
bo th  p h y s i c a l l y  and  c o m m u n i c a t i v e l y  f r o m  the r e s t  of the p r g a n i z a t i o n .  
H i s  e x a m p l e  p r o v i d e d  no m o t i v a t i o n  to c o m m u n i c a t e .  A f t e r  s t u d y ,  the  
c o n s u l t a n t s  c o n c l u d e d  t ha t  t h e i r  r e a l  job was  not  to s e t  up a p e r s o n n e l  
d e p a r t m e n t ,  w h i c h  wou ld  h a v e  had  to o p e r a t e  in  a v a c u u m ,  bu t  to e s t a b -  
l i s h  a s o u n d  c o m m u n i c a t i o n  p a t t e r n  in  the  c l i e n t  c o m p a n y .  

So the s e c o n d  r e q u i r e m e n t  i s  to c r e a t e  a m o n g  o u r  p e o p l e  the d e s i r e ,  
the  wi l l ,  to c o m m u n i c a t e .  

B a r r i e r  No.  3 I l i s t  as  the f a i l u r e  to r e a l i z e  the  e m o t i o n a l  and  
p s y c h o l o g i c a l  n a t u r e  of c o m m u n i c a t i o n - - t h e  m i s t a k e n  a s s u m p t i o n  tha t  
c o m m u n i c a t i o n  is  s o m e t h i n g  e s s e n t i a l l y  l o g i c a l .  I t  m a y  not  be l o g i c a l  
a t  a l l .  I t  m a y  be  b a s i c a l l y  the c o m m u n i c a t i o n  of the e m o t i o n a l  r e a c t i o n  
of one m a n  to a n o t h e r ,  wi th  no r e l a t i o n s h i p  w h a t e v e r  to l o g i c .  

T a k e  the c a s e  of a h u n c h - - o r  wha t  h i g h e r  e c h e l o n s  c a l l  e x e c u t i v e  
i n t u i t i o n .  T¢Iany d e c i s i o n s  a r e  m a d e  on this  s o r t  of b a s i s .  B u t  the h u n c h  
i t s e l f ,  o r  the i n tu i t i on ,  is  not  a l o g i c a l  th ing ,  and i s  a l m o s t  i m p o s s i b l e  
to c o m m u n i c a t e  o r  e x p l a i n  wi th  any  d e g r e e  of a c c u r a c y  o r  e f f i c i e n c y .  

It is  a f a l s e  a s s u m p t i o n  tha t  w o r d s  in  t h e m s e l v e s ,  a p a r t  f r o m  the 
p e o p l e  i n v o l v e d ,  h a v e  m e a n i n g .  W o r d s  a r e  m e r e  s y m b o l s  tha t  m e a n  
one th ing  in  one  s i t u a t i o n  and  s o m e t h i n g  e l s e  in  a n o t h e r ,  o r  o n e  th ing  
w h e n  u s e d  by one  m a n  and s o m e t h i n g  qui te  d i f f e r e n t  w h e n  u s e d  by  
a n o t h e r .  F r o m  t i m e  to t i m e  we f ind  o u r s e l v e s  in  the pligl~t of the 
f u r n i t u r e  d e a l e r  who h a d  a d e l i n q u e n t  a c c o u n t  of long  s t a n d i n g .  

A f t e r  he  t r i e d  s e v e r a l  a p p r o a c h e s  to th is  tough  c o l l e c t i o n  s i t u a t i o n ,  
he  d e c i d e d  to a p p e a l  to the p r i d e  of h i s  c u s t o m e r .  " W h a t  w i l l  y o u r  
n e i g h b o r s  th ink ,  " he w r o t e ,  " w h e n  o u r  t r u c k  b a c k s  up to y o u r  h o u s e  and  
we r e p o s s e s s  y o u r  f u r n i t u r e ? "  T h e r e  was  a d e l a y  of s e v e r a l  days  



b e f o r e  h e  got h i s  a n s w e r ,  It s a id :  " I  h a v e  a s k e d  m y  n e i g h b o r s ,  and 
t h e y  a l l  th ink  i t : w o u l d  be  a l o u s y ,  l o w - d o w n  t r i c k . "  

So the t h i r d r e q u i r e m e n t  is  to r e a l i z e  how tough and t r i c k y  th is  
c o m m u n i c a t i o n  job i s .  

B a r r i e r  No.  4 is  the f a i l u r e  to l i s t e n  i n t e l l i g e n t l y .  O f t e n  we  l i s t e n  
wi th  o u r  e a r s ,  bu t  not  wi th  o u r  m i n d s .  We h e a r  w o r d s ,  bu t  not  m e a n i n g .  

I s o l a t e d  as we  a r e ,  e a c h  wi th  h i s  unique f r a m e  of r e f e r e n c e ,  we m a k e  
j u d g m e n t s  and  e v a l u a t i o n s  when  c o m m u n i c a t i o n  is  t h r u s t  upon  u s .  What  we  
do is  no t  to l i s t e n  i n t e l l i g e n t l y . W e  do not  t r y  to put  o u r s e l v e s  in  the o t h e r  
f e l l o w ' s  p l a c e ,  to s e e  the s u b j e c t  as  he  s e e s  i t ,  and c o n s e q u e n t l y  to u n d e r -  
s t a n d  wha t  i t  m e a n s  to h i m  and wha t  he  i s  t r y i n g  to s a y  to u s .  

So the f o u r t h  r e q u i r e m e n t  is tha t  we  m u s t  l i s t e n  w i t h  o u r  m i n d s  as  
w e l l  a s  wi th  o u r  e a r s .  

B a r r i e r  No .  5 is  a c o r o l l a r y  to the p r e v i o u s  one:  ou r  f a i l u r e  to 
m e a s u r e  the  e f f e c t i v e n e s s  of o u r  c o m m u n i c a t i o n ,  to d e t e r m i n e  wha t  i s  
g e t t i n g  t h r o u g h .  The  e n g i n e e r s  r e f e r  to this  as  a l a c k  of " f e e d - b a c k . "  

We c o m m u n i c a t e ,  o r  we b e l i e v e  tha t  w e  c o m m u n i c a t e - - b u t  w i thou t  
m e a s u r e m e n t ,  w i thou t  f e e d - b a c k ,  we have  no m e a n s  of e v a l u a t i n g  t h e  
e f f i c i e n c y  of o u r  c o m m u n i c a t i o n ,  w e  s i t  b a c k ,  b e l i e v i n g  tha t  we  h a v e  
c o m m u n i c a t e d  w e l l .  B e t t e r  f e e d - b a c k  wou ld  s h a t t e r  t h i s  c o m p l a c e n c y  
and  e x p o s e  o u r  i n a d e q u a c y .  We m i g h t  e v e n  be s t i m u l a t e d  to t r y  aga in ;  
to t r y  f o r  r e a t d y  good c o m m u n i c a t i o n .  

We o f t e n  h e a r  i t  s a i d  tha t  c o m m u n i c a t i o n  is  a t w o - w a y  s t r e e t .  
P r o f e s s o r  A l e x  B a v e l a s  o f  M . I . T .  d e m o n s t r a t e d  the p r i n c i p l e  and  i t s  
i m p o r t a n c e  by  p l a c i n g  two p e o p l e  in  s e p a r a t e  r o o m s .  

T h e  f i r s t  w a s  g i v e n  a t e l e p h o n e  by  w h i c h  he  c o u l d  t r a n s m i t  m e s -  
s a g e s  to the s e c o n d ,  who c o u l d  l i s t e n  bu t  h a d  no w a y  of t a l k i n g  b a c k .  
T h e  s e n d e r  w a s  t h e n  g i v e n  a b l a n k  p i e c e  of p a p e r  w i t h  s e v e r a l  s m a l l  
b l o c k s  p l a c e d  on  it  i n  r a n d o m  f a s h i o n .  The  l i s t e n e r  w a s  g i v e n  a s i m i -  
l a r  p i e c e  o f  p a p e r  and  the s a m e  n u m b e r  of b l o c k s .  T h e  o b j e c t  of the  
e x p e r i m e n t  w a s  to h a v e  the l i s t e n e r  a r r a n g e  the  b l o c k s  on h i s  p a p e r  
in  the s a m e  p a t t e r n  as  the  t a l k e r ' s .  
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The  t a l k e r  was  f r e e  to d e s c r i b e  the l o c a t i o n s  of the b l o c k s  in  any  
way he  w i s h e d .  Such as the n u m b e r  of i n c h e s  f r o m  the b o r d e r ,  and so  
f o r t h .  But  the c o m m u n i c a t i o n  was  o n e - w a y  on ly .  In not  a s i ng l e  c a s e ,  
a m o n g  the  m a n y  s a m p l e s  t e s t e d ,  was  the l i s t e n e r  s u c c e s s f u l  i n  g e t t i n g  
a l l  the b locks  p r o p e r l y  p l a c e d  on the p i e c e  of p a p e r .  

A o n e - w a y  c o m m u n i c a t i o n  s y s t e m  s u c h  as th is  has  l i t t l e  c h a n c e  
of s u c c e e d i n g - - n o  f e e d - b a c k .  

The  c o l l e g e  P r o f e s s o r ,  who has  b e e n  w o r k i n g  at  th is  p r o b l e m  a 
long  t i m e ,  has  a h i g h l y  d e v e l o p e d  s y s t e m  of f e e d - b a c k .  D u r i n g  the w e e k  
he  l e c t u r e s ,  he  c o m m u n i c a t e s .  But  c o m e  F r i d a y ,  he  m e a s u r e s  the  
e f f i c i e n c y  of h i s  c o m m u n i c a t i o n  t h r o u g h  a qu iz .  H e r e  is  the  f e e d - b a c k  
wh ich  s h a t t e r s  h i s  b l i s s f u l  c o m p l a c e n c y  and s t i m u l a t e s  h i m  to t r y  a g a i n - -  
to t r y  to c o m m u n i c a t e  the  s a m e  s i m p l e  f ac t s  to the  s a m e  s i m p l e  m i n d s .  
T h e r e  is  a l e s s o n  h e r e  f o r  a l l  of u s .  

The  f i f th  r e q u i r e m e n t  f o r  s u c c e s s f u l  c o m m u n i c a t i o n  then ,  i s  to f ind  
out  how m u c h  of what  we a r e  s a y i n g  is  ge t t i ng  t h r o u g h  to the  l ~ s t e n e r .  

We now c o m e  to a g roup  of b a r r i e r s  wh ich  p r e s u p p o s e  at  l e a s t  an  
o r g a n i z e d  a t t e m p t  to c o m m u n i c a t e ,  and  p e r h a p s  s o m e  s u c c e s s .  

The  f i r s t  of t h e s e ,  B a r r i e r  No. 6, is  the f a i l u r e  to e m p h a s i z e  and 
e n c o u r a g e  the t h r e e - w a y  n a t u r e  of c o m m u n i c a t i o n .  O f t e n  we h e a r  that  
c o m m u n i c a t i o n  m u s t  be  f r o m  ~the top down and f r o m  the b o t t o m  up. Bo th  
a r e  v i t a l .  No l e s s  i m p o r t a n t ,  as  m a n y  h a v e  po in t ed  out,  i s  l a t e r a l  
c o m m u n i c a t i o n - - t h e  i n t e r c h a n g e  of i n f o r m a t i o n  and i d e a s ,  not  f r o m  one  
e c h e l o n  of a u t h o r i t y  to a n o t h e r ,  but  h o r i z o n t a l l y  t h r o u g h  e a c h  e c h e l o n .  

Wi thout  e f f e c t i v e  c o m m u n i c a t i o n  d o w n w a r d ,  p o l i c i e s ,  p h i l o s o p h i e s ,  
o r d e r s ,  and i n f o r m a t i o n  canno t  be b r o u g h t  to the  ac t i on  l e v e l  a t  the  
p r o p e r  t i m e  and in  the p r o p e r  f o r m .  Top m a n a g e m e n t  d e c i s i o n s  s t a g -  
na te  at the top,  and a l l  t h o s e  on l o w e r  e c h e l o n s  r e m a i n  in i s o l a t i o n .  

C o n v e r s e l y ,  wi thout  good u p w a r d  c o m m u n i c a t i o n ,  i n s u f f i c i e n t  
i n f o r m a t i o n  r e a c h e s  the  l e v e l  of p o l i c y  d e c i s i o n .  Th i s  p r o d u c e s  E x e c u t i v e  
I s o l a t i o n - - t h e  " i v o r y - t o w e r "  e f f e c t - - a n d  l e a d s  to the  f a t a l  p r o c e s s  of 
m a k i n g  d e c i s i o n s  in  a v a c u u m .  

WithOut v o l u n t a r y  l a t e r a l  c o m m u n i c a t i o n ,  t h e r e  is no c o o r d i n a t i o n  
o r  i n t e g r a t i o n  of the e f f o r t s  of e v e r y  m a n a g e r  in  the  o r g a n i z a t i o n .  
O n l y  t h r o u g h  e f f e c t i v e  l a t e r a l  c o m m u n i c a t i o n  c a n  a l l  e l e m e n t s  c o o r d i n a t e  
t h e i r  e f f o r t s .  10 



D i f f e r e n c e s  f r a n k l y  e x p o s e d ,  in a p r o c e s s  which  M a r y  P a r k e r  
F o l l e t t  c a l l e d  " c o n s t r u c t i o n  conf l i c t ,  " a r e  a h e a l t h y  s ign .  T h i s  
p r o c e s s  m u s t  take p l a c e  at e v e r y  l e v e l .  Too i n f r e q u e n t l y  do we 
f ind  it .  

T he  m i l i t a r y  y e a r s  ago was  s u b j e c t  to m u c h  c r i t i c i s m  f o r  i n s i s t -  
ing  that  c o m m u n i c a t i o n s  be kept  in c h a n n e l s  and t r a v e l  up one  s i d e ,  
o v e r ,  and down the o t h e r .  F o r t u n a t e l y  fo r  the m i l i t a r y  and i t s  
o b j e c t i v e s ,  I u n d e r s t a n d  that  p r o c e s s  has  b e e n  m u c h  a l t e r e d .  

L e t  m e  quote  f r o m  P e t e r  D r u c k e r :  

"The mass-production technology demands an integration 
of the individual operation into a unified whole. It is this whole, 
the team, the pattern, the organization, which produces in the 
modern industrial system. This 'whole' does not exist in the 
individual operations themselves. . . The very strength and 
functioning of the enterprise may well depend on the attainment 
of a 'managerial attitude' by the middle groups. These groups 
are the organization itself, the nerve and circulatory system of 
the enterprise. 

"Unlike their'ancestor the skilled artisan, supervision, middle 
management and technicians need no skill in the handling of tools or 
of materials. Their 'skill' is the ability to integrate. They have to 
fit the work of their department into the work of the whole, and to 
project the whole into their own work. Top management can set the 
pattern, but middle management and supervision must llve it." 

So the sixth requirement, ff we would have goo~I communication in 
our outfit, is to encourage horizontal as well as vertical communication. 

Barrier No. 7 often exists even within a well-thoughtout communi- 
cation structure: failure to use the most expedious communication chan- 
nels. This stems from the old conflict of channels of contact and chan- 
nels of authority. 

The formal pattern of communication usually follows the organization- 
al pattern of the business, and thus flows through channels of authority. 
Far more necessary, however, is an effective informal pattern of 
communication which flows through channels of contact, through which 
the man who needs a piece of information gets it directly from the man 
who has it. The difference between the two is the difference between 
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g e t t i n g  t h i n g s  done the e a s y  way  and ge t t i ng  t h e m  done the h a r d  w a y - -  
if  a t  a l l .  

S ince  t h e s e  two s e t s  of c h a n n e l s  a r e  n o r m a l l y  e n t i r e l y  d i f f e r e n t ,  
s o m e  peop le  s e n s e  c o n f l i c t  in  t h e i r  s i m u l t a n e o u s  e x i s t e n c e .  Some 
peop le  f e e l  t ha t  c o m m u n i c a t i o n s  ou t s ide  the  f o r m a l  c h a n n e l s  of 
a u t h o r i t y  l e a d s  to a l o s s  of c o n t r o l .  T h i s  i s  the v i e w p o i n t  of the  
t y p i c a l  poor  c o m m u n i c a t o r  and the i n s e c u r e .  

The  G e n e r a l  E l e c t r i c  o r g a n i z a t i o n  c h a r t  i n c l u d e s  t h i s  foo tno te ,  
w h i c h  I quote:  

" C h a n n e l s  of C o n t a c t .  Whi le  the  o r g a n i z a t i o n  s t r u c t u r e  and 
c h a r t  def ine  l i n e s  of r e s p o n s i b i l i t y ,  a u t h o r i t y ,  and  a c c o u n t a b i l i t y ,  
t hey  do not  i n d i c a t e  o r  l i m i t  C h a n n e l s  of Con tac t ,  o r  F l o w  of 
I n f o r m a t i o n  , b e t w e e n  or  a m o n g  m e m b e r s  of the o r g a n i z a t i o n .  
O r g a n i z a t i o n  p o l i c y  p e r m i t s  and e x p e c t s  the e x e r c i s e  of c o m m o n  
s e n s e  and good j u d g m e n t ,  a t  a l l  o r g a n i z a t i o n  l e v e l s ,  in  d e t e r m i n -  
ing  the b e s t  c h a n n e l s  of c o n t a c t  f o r  e x p e d i t i o u s  h a n d l i n g  of C o m p a n y  
w o r k .  C o n t a c t s ,  and  f low of i n f o r m a t i o n ,  b e t w e e n  peop le  and  c o m -  
ponen t s  of the  o r g a n i z a t i o n  shou ld  be c a r r i e d  out  in  the  s i m p l e s t  
and m o s t  d i r e c t  w a y  p r a c t i c a b l e . . .  . " 

A lo t  of though t  and e x p e r i e n c e  went  in to  tha t  f o o t n o t e .  I t  i s  w o r t h  
the s e r i o u s  c o n s i d e r a t i o n  of a l l  of u s .  

So the s e v e n t h  r e q u i r e m e n t  is  to avo id  ge t t i ng  bogged  down in  
c h a n n e l s .  

B a r r i e r  No.  8 is" the  f a i l u r e  to a p p l y  s u c c e s s f u l  known c o m m u n i -  
c a t i o n  t e c h n i q u e s .  T h e r e  i s  not  m u c h  e x c u s e  f o r  t h i s .  I t  i s  a l m o s t  the 
c a s e  of the f a r m e r  r e s i s t i n g  c h a n g e - - n o t  b u y i n g  s o m e t h i n g  tha t  w i l l  
i m p r o v e  h i s  m e t h o d s  b e c a u s e  he  does  not  f a r m  now ha l f  as  w e l l  a s  he  
knows  how to .  

We h a v e  r e f e r r e d  to the g r e a t  a m o u n t  of s t u d y  and r e s e a r c h  tha t  
h a s  b e e n  done on c o m m u n i c a t i o n .  T h e r e  a r e  t r i e d  and t e s t e d  t e c h n i q u e s  
f o r  a l m o s t  a n y  s i t u a t i o n ,  and  t h e y  f i t  the n e e d s  of v i r t u a l l y  a n y  o r g a n i z a -  
t i on .  I t  i s  o u r  r e s p o n s i b i l i t y  to s e l e c t  the p r o p e r  t e c h n i q u e s  f o r  ou r  own 
p a r t i c u ! ~ r  c i r c u m s t a n c e s ,  and  to s e e  t ha t  t h e y  w o r k .  T h i s  i s  not  e a s y ,  
bu t  i t  i s  e s s e n t i a l .  

P a r t  of the  t r o u b l e  i s  the f a i l u r e  to p r o v i d e  r e g u l a r  and  r o u t i n e  
m e c h a n i s m s  to exped i t e  the  f low of c o m m u n i c a t i o n .  Staff  m e e t i n g s ,  
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p e r f o r m a n c e  a n a l y s i s  m e e t i n g s ,  s u p e r v i s o r s '  m e e t i n g s - - w h a t e v e r  
f o r m s  of r e g u l a r  f a c e - t o - f a c e  c o m m u n i c a t i o n  a r e  u s e d - - f i l l  a r e a l  
n e e d .  E a c h  e n t e r p r i s e  m u s t  deve lop  i t s  own r o u t i n e s .  

Bu t  w h e t h e r  the  c o m m u n i c a t i o n  m e c h a n i s m s  be  w r i t t e n  o r  o r a l ,  
r e g u l a r  s c h e d u l i n g  i s  a b i g  h e l p .  M e e t i n g s  at  a s e t  t i m e  e a c h  day,  
o r  week ,  o r  m o n t h ,  r e p o r t s  o r  n e w s l e t t e r s  on a p r e s c r i b e d  t i m e t a b l e ,  
a r e  i m m e n s e l y  h e l p f u l .  Whi le  t h i s  s o u n d s  l ike  a g i m m i c k ,  i t  i s  w e l l  
w o r t h  w h i l e .  

So~the e igh th  r e q u i r e m e n t  i s  to l e a r n  and u s e  the e s t a b l i s h e d  
t e c h n i q u e s ,  the  w e l l - k n o w n  r u l e s .  

B a r r i e r  No.  9, the l a s t  on m y  l i s t ,  i s  the f a i l u r e  to take  the m y s t e r y  
out  of c o m m u n i c a t i o n .  T h r o u g h  a l l  the w o r k  tha t  h a s  b e e n  done,  and  t h r o u g h  
a l l  tha t  h a s  b e e n  w r i t t e n  about  c o m m u n i c a t i o n ,  a g r e a t  a u r a  of m y s t e r y  
and e m o t i o n  h a s  s p r u n g  up.  

H a r o l d  S m i d d y  o f  G e n e r a l  E l e c t r i c  o f f e r s  t h i s  s o l u t i o n :  " A  g r e a t  
d e a l  cou ld  be a c c o m p l i s h e d , "  he  s a y s ,  " f f  we would c o n s i d e r  c o m m u ~ -  
c a t i o n  in  the l i g h t  of t h i s  s i m p l e ,  f o u r - w o r d  f o r m u l a :  ' T a l k  to the  guy,. ,  

Whi le  c o m m u n i c a t i o n  is  not  qui te  tha t  s i m p l e ,  the  f o r m u l a  h a s  m u c h  
to r e c o m m e n d  i t .  So ff we " t a l k  to the  g u y , "  ff we a l w a y s  " t e l l  h i m  
w h y , "  we m a y  do a w a y  wi th  s o m e  of the f a l s e  m y s t e r y  c l o a k i n g  the 
s u b j e c t ,  and  thus  a l l o w  o u r s e l v e s  to c o m e  to g r i p s  wi th  the k e r n e l  of 
the  m a t t e r  i n s t e a d  of w a s t i n g  o u r  e f f o r t s  in  f i g h t i n g  p h a n t o m s .  

We h a v e  a s t o r y  in  o u r  C o m p a n y  about  a f o r e m a n  who had  a gang  
w o r k i n g  f o r  h i m .  He  to ld  one of the m e n  to t ake  a s h o v e l  and d ig  a h o l e .  
The  guy  w o r k e d  h a r d  and  dug the h o l e .  The  f o r e m a n  looked  at  i t  and  s a i d ,  
' ! F i l l  i t  u p . "  The  guy f i l l e d  up the ho le  a g a i n .  The  f o r e m a n  sa id ,  " D i g  
a h01e o v e r  h e r e ,  " i n d i c a t i n g  a n o t h e r  s p o t .  The  guy dug the h o l e .  The  
f o r e m a n  l ooked  a t  i t  and  s a id ,  " F i l l  i t  u p . "  The  guy  f i l l e d  up the h o l e .  
The  t h i r d  t i m e  the f o r e m a n  to ld  h i m  to d ig  a ho le  in  a n o t h e r  spo t ,  the 
guy t h r e w  down the s h o v e l ,  t h r e w  up h i s  h a n d s ,  a n d  s a id ,  " I  qu i t .  
Y o u ' r e  c r a z y  ! 

W h a t ' s  w r o n g  h e r e ?  T h e  on ly  t r oub l e  was  tha t  the f o r e m a n  f o r g o t  
to t e l l  the m a n  he  w a s  l ook ing  f o r  a b u r i e d  p i p e l i n e .  

So I say that the ninth requirement is: Let's keep it simple, and 
'Talk to the Guy'." 
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Now, a d m i t t e d l y ,  t h e r e  is  a n e g a t i v e  f l a v o r  to the c o n s i d e r a t i o n  
of so m a n y  o b s t a c l e s  to e f f e c t i v e  c o m m u n i c a t i o n .  St i l l ,  we m u s t  
r e c o g n i z e  t h e i r  e x i s t e n c e .  ~' 

What  we a r e  l ook ing  f o r  is  a c o n s t r u c t i v e  p a t t e r n  w h i c h  w i l l  he lp  
us  in  s o l v i n g  o u r  c o m m u n i c a t i o n  p r o b l e m s .  T h i s  p a t t e r n  m u s t  t ake  
into  c o n s i d e r a t i o n  a l l  the b a r r i e r s  we have  m e n t i o n e d ,  and  m u s t  o f f e r  
s o m e  hope  of a f i n a l  s o l u t i o n .  

T h e r e  is  no s i m p l e  p a n a c e a  f o r  th is  c o m p l e x  p r o b l e m .  T h e r e  i s ,  
h o w e v e r ,  m u c h  of a c o n s t r u c t i v e  n a t u r e  tha t  we c a n  do.  We c a n  de f i ne ,  
and  r e s o l v e  to a c c o m p l i s h  in  o u r  own o r g a n i z a t i o n s  o r  in  o u r  own 
i n d i v i d u a l  s p h e r e s  of r e s p o n s i b i l i t y ,  the c o n d i t i o n s  p r e c e d e n t  f o r  the  
e s t a b l i s h m e n t  of a t r u l y  e f f e c t i v e  c o m m u n i c a t i o n  p a t t e r n .  

In do ing  th i s ,  we m u s t  r e c o g n i z e  f i r s t  and  f o r e m o s t  tha t  we c a n  
do l i t t l e  about  the i n n a t e  d i f f e r e n c e s  b e t w e e n  h u m a n  b e i n g s .  Bu t  a 
c o m m u n i t y  of i n t e r e s t ,  a c c e p t a n c e  of the  t e a m  s p i r i t ,  and i d e n t i f i c a t i o n  
of an  i n d i v i d u a P s  g o a l s  w i th  t h o s e  of h i s  o r g a n i z a t i o n  w i l l  do a j o b - - a l b e i t  
p e r h a p s  l e s s  t han  a l O 0 - p e r - c e n t  job , - -of  r e d u c i n g  t h o s e  s u b j e c t £ v e  d i f -  
f e r e n c e s  in  the m a t t e r  of c o m m u n i c a t i o n .  

We c a n  do m u c h  to e s t a b l i s h  a h e a l t h y  c o m m u n i c a t i o n  a t m o s p h e r e  
by  p r e c e p t  and e x a m p l e .  C e r t a i n l y ,  a l l  of us  c a n  l i s t e n  m o r e  and  b e t t e r .  
We c a n  i n s t i l l  in  t hose  we c o n t a c t  the w i l l i n g n e s s  and  d e s i r e  to c o m m u n i -  
c a t e .  We c a n  h e l p  t h o s e  r e s p o n s i b l e  to us to m a s t e r  the b a s i c  s k i l l s  of 
c l e a r  e x p r e s s i o n  and the a b i l i t y  to l i s t e n  i n t e l l i g e n t l y  to o t h e r s .  

Whi le  m a k i n g  a s t a r t  on  t h e s e - -  and  I t h ink  we a l l  r e a l i z e  how long  
and  h a r d  a t a s k  i t  w i l l  b e - - w e  m a y  app ly  t hose  e f f e c t i v e  t e c h n i q u e s  ,of 
c o m m u n i c a t i o n  b e s t  f i t t ed  to the n e e d s  of o u r  p a r t i c u l a r  o u t f i t s .  

W h e n  we have  done a l l  t h i s ,  we s h a h  h a v e  t a k e n  a t  l e a s t  one  long  
s t r i d e  down the r o a d  to b e t t e r  c o m m u n i c a t i o n  and  wi th  tha t  s t r i d e  p r o g -  
r e s s  on  t h e  r o a d  to e x e c u t i v e  d e v e l o p m e n t .  

We have  c o v e r e d  a lo t  of d i s c o u r a g i n g  m a t e r i a l ,  and  have  c o m e  out  
a t  the end  wi th  a h a r d  t a s k  b e f o r e  u s .  So long  as  we r e a l i z e  t h e  m a g n i -  
tude  of tha t  t a s k ,  so  long  as we  a r e  w i n i n g  to w o r k  h a r d  and  long  to 
a c c o m p l i s h  i t ,  I f o r  one  b e l i e v e  we c a n  s u c c e e d  in  the end .  

\ 
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And w h e n  we s u c c e e d ,  wha t  s h a l l  we a c c o m p l i s h 7  As we b r i n g  
our  c o m m u n i c a t i o n  up to a l e v e l  of e v e n  r e a s o n a b l e  e f f e c t i v e n e s s ,  we 
s h a l l  e n a b l e  o u r s e l v e s  to a c h i e v e  s o m e  o r d e r  of e f f e c t i v e  d e l e g a t i o n .  
F u r t h e r ,  we  s h a h  m a k e  p o s s i b l e  c o o r d i n a t i o n  and i n t e g r a t i o n  at  the 
l e v e l  of d e l e g a t i o n .  We s h a l l  a l so  p r o v i d e  tools  f o r  o b t a i n i n g  b e t t e r  
p e r f o r m a n c e  r e p o r t i n g ,  b e t t e r  p e r f o r m a n c e  m e a s u r e m e n t ,  and  c o n t r o l .  

In  s h o r t ,  we s h a l l  f ind ,  as  we a p p r o a c h  t r u l y  e f f e c t i v e  c o m m u n i -  
ca t ion ,  that  we h a v e  r e a l i z e d  one  of the t h r e e  n e c e s s a r y  s t e p s  to r e l e a s -  
ing  the fu l l  p o t e n t i a l  of the e x e c u t i v e  t e a m - - d e l e g a t i o n ,  c o m m u n i c a t i o n ,  
and m e a s u r e m e n t .  

As i e a d e r s ,  it  i s  up to us at  a l l  t i m e s  to s e t  the p r o p e r  e x a m p l e .  
W o r d s  a r e  no t  e n o u g h .  J o h n  R i e g e l  pu ts  it  th is  way :  " T h e  f o r c e  of 
e x a m p l e  is  the m o s t  e f f e c t i v e  s i n g l e  m e a n s  of c o m m u n i c a t i o n . "  St.  
M a t t h e w  s a i d :  " B y  t h e i r  f r u i t s  ye s h a h  know t h e m . "  

Now,  I do not  wan t  to sound  n a i v e ,  e s p e c i a l l y  b e f o r e  this  a u d i e n c e .  
And I d o n ' t  wan t  to s e e m  to be  p r e a c h i n g  to y o u .  One  of m y  k ids  c a m e  
h o m e  and told  m e  about  a g i r l  in  h e r  c l a s s  who h a d  won  f i r s t  p r i z e  f o r  
an  e s s a y  on  S o c r a t e s .  T h e  p r i z e - w i n n i n g  e s s a y  c o n t a i n e d  j u s t  t h r e e  
s e n t e n c e s :  " S o c r a t e s  was  a G r e e k .  S o c r a t e s  to ld  p e o p l e  what  to do .  
S o c r a t e s  w a s  p o i s o n e d . "  

So, as  I s a y ,  I d o n ' t  wan t  to s e e m  to be  t e l l i n g  you  what  to do. 
But  t h e r e  a r e  a f e w  i d e a s  we m u s t  ge t  a c r o s s  h e r e .  T h e s e  p r o b l e m s  
a r e  p r e s e n t  in  b ig  c o r p o r a t i o n s  and in  s m a l l  c o r p o r a t i o n s .  I p r e s u m e  
they  a r e  p r e s e n t  in  the G o v e r n m e n t  and  in the m i l i t a r y .  But a f o r m u l a  
c o m p o s e d  of i n t e l l i g e n c e ,  s o m e  of the though t s  we h a v e  d i s c u s s e d  h e r e  
today ,  and  a t r e m e n d o u s  a m o u n t  of h a r d  w o r k  w i l l  ge t  us s t a r t e d .  

The  B o o k  of R e v e l a t i o n  s a y s :  " B e h o l d ,  I have  s e t  b e f o r e  thee  a n  
o p e n  d o o r  . . . .  " 

T h a n k  you  v e r y  m u c h  f o r  y o u r  a t t e n t i o n .  

(16 Dec  1 9 5 5 - - 2 5 0 K ) / m m g  
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