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COLONEL CONNER: As th is  week  d raws  to a c lo se ,  I be l i eve  that  
a l l  of us  have r e a l i z e d  f r o m  the ev idence  that  t h e r e  i s  no app roved  so lu -  
t ion to t hese  p r o b l e m s  in human  r e l a t i o n s .  T h e r e  a r e  p r i n c i p l e s  to be 
appl ied,  su re ,  but  no fo rmu lae .  Among a l l  the p r i n c i p l e s  tha t  have been  
woven into  t he se  s i tua t ions  of human  r e l a t i o n s  dur4ng the week,  I be l i eve  
t h e r e  has  b e e n  one c o m m o n  th read ,  that  of communica t ion .  F o r  that  
r e a son ,  I th ink  i t  i s  a p p r o p r i a t e  that  we take a look a t  th i s  sub jec t  t h i s  
m o r n i n g  and look into i t  a l i t t le  m o r e  thoroughly .  

F r o m  our  s p e a k e r ' s  b iography ,  you wi l l  note that  he has  had long 
e x p e r i e n c e  in  th i s  f ie ld .  In addi t ion h i s  qua l i f i ca t ions  a r e  a m a t t e r  of 
r e c o r d  to th i s  co l l ege .  It  g ives  me g r e a t  p l e a s u r e  to in t roduce  to  th is  
c l a s s  and to our  gues t s  Mr .  Oncken,  who wi l l  speak  on the subjec t ,  
" C o m m u n i c a t i o n s  cud Human Re la t ions .  " Mr.  Oncken.  

MR. O N C K E N :  Good morn ing .  As you have hea rd ,  our  topic i s  
" C o m m u n i c a t i o n s  and Human R e l a t i o n s . "  We s h a l l  s t a r t  by  of fe r ing  a 
def in i t ion  of c o m m u n i c a t i o n s .  T h e r e  a r e  iots  of them.  Th i s  one won ' t  
s a t i s f y  you c o m p l e t e l y  but, s ince  I have  con t ro l  of th i s  s i tua t ion  fo r  45 
minu te s ,  m y  def in i t ion  i s  going to s tand,  fo r  I a m  going to h a v e  to bu i ld  
m y  p r e s e n t a t i o n  on i t .  L a t e r ,  you m a y  make  your  own def in i t ion .  My 
def in i t ion  i s :  " C o m m u n i c a t i o n s  i s  the cha in  of u n d e r s t a n d i n g  that  in te -  
g r a t e s  an o r g a n i z a t i o n  f rom top to bot tom,  f r o m  bot tom to top, and f r o m  
s ide  to s i d e . "  

Now I u s e d  the  p h r a s e  " c h a i n  of u n d e r s t a n d i n g "  on pu rpose  b e c a u s e ,  
b y  a s s o c i a t i o n  of words ,  i t  r eca l ]~  ano the r  p h r a s e ,  " c h a i n  of c o m m a n d , "  
wi th  which  eve ryone  of us  i s  fam~Har.  Cha ins  of c o m m a n d  a r e  e a s y  to 
d e c i s e .  Al l  one has  to  have i s  a c e r t a i n  amount  of m a n a g e m e n t  know-how, 
a d iv ider ,  a T squa re ,  a p iece  of paper ,  some th ing  f la t  to d raw on, and 
one c a n  m u l t i p l y  t hem as  f a s t  as  one can draw.  F i r s t ,  you d raw l i ne s  
v e r t i c a l l y ,  then  ho r i zon t a l l y ,  connec t ing  boxes  into jus t  the r igh t  l eve l s ;  
in  those  boxes  you wr i t e  the ~ m e s  of people,  and when you a r e  f iu i shed ,  
you have a c h a i n  of command .  

Copyr igh t ,  1954, by  W i l l i a m  Oncken,  J r .  
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We a l l  know tha t  it  i s  p o s s i b l e  to have  a c h a i n  of c o m m a n d  wi th  
no c h a i n  of u n d e r s t a n d i n g  w h a t e v e r .  I f  you go b a c k  in  y o u r  e x p e r i e n c e ,  
you w i l l  r e m e m b e r  an i m p o s s i b l e  s i t u a t i o n  w h e r e  you w e r e  a l ink  in  a 
c h a i n  of c o m m a n d  in w h i c h  t h e r e  w a s  no c h a i n  of u n d e r s t a r i d i n g  a t  a l l .  
I t  i s  a l s o  p o s s i b l e  to have  a c h a i n  of u n d e r s t a n d i n g  wi th  no c h a i n  of c o m -  
m a n d ,  as ,  f o r  e x a m p l e ,  in an  old l a d l e s '  s e w i n g  c i r c l e .  T h e r e ,  no 
c h a i n  of c o m m a n d  is  n e c e s s a r y .  So it i s  p o s s i b l e  to have  a c h a i n  of 
u n d e r s t a n d i n g  wi thou t  a c h a i n  of c o m m a n d  o r  a c h a i n  of c o m m a n d  wi thou t  
a c h a i n  of u n d e r s t a n d i n g .  

I t h ink  you w i l l  a l l  a g r e e  wi th  m e  tha t  no o r g a n i z a t i o n  c a n  a c c o m p l i s h  
a n y t h i n g  wi thou t  a c h a i n  of u n d e r s t a n d i n g  wh ich  s u p p o r t s  the  c h a i n  of c o m -  
m a n d .  Whi le  the  c h a i n s  of c o m m a n d  a r e  e a s y  to d e s i g n ,  c h a i n s  of u n d e r -  
s t a n d i n g  a r e  not  e a s y  to d e s i g n  n o r  to m a i n t a i n .  

T h e r e  a r e  m a n y  c o m m u n i c a t i o n s  t e c h n i q u e s  w h i c h  you r e a d  about  in  
t ex tbooks ,  s u c h  as  m e m o r a n d a ,  s t a t i o n  n e w s p a p e r s ,  c o n f e r e n c e s ,  e m -  
p l o y e e  op in ion  po l l s ,  and  s p e e c h e s  in  the a u d i t o r i u m  by  the Old  Man,  bu t  
u n l e s s  t h e y  b u i l d  a c h a i n  of u n d e r s t a n d i n g  in  the o r g a n i z a t i o n ,  a c o m m u n i -  
c a t i o n s  p r o g r a m  u s i n g  t ex tbook  t e c h n i q u e s  m a y  be p u r e l y  an  i l l u s i o n .  
L o t s  of " y a c k e t y - y a c k "  m a y  be  going on, but  no c h a i n  of u n d e r s t a n d i n g  
i s  b e i n g  d e v e l o p e d .  We wi l l  e x a m i n e  th i s  c h a i n  of u n d e r s t a n d i n g  th i s  
m o r n i n g  in  the l ight  of i t s  i m p o r t a n c e  to the a c c o m p l i s h m e n t  of a m i s s i o n .  

When  two i n d i v i d u a l s  a r e  t a lk ing ,  a c h a i n  of u n d e r s t a n d i n g  c a n  be  
f o r g e d  b e t w e e n  t h e m  only  if t h e y  a r e  s p e a k i n g  the s a m e  l a n g u a g e .  F o r  
e x a m p l e ,  if  I go to a f o r e i g n  c o u n t r y ,  say ,  F r a n c e ,  and  t a lk  to a F r e n c h -  
m a n  in  E n g l i s h ,  and  he  knows  no E n g l i s h ,  he m u s t  o b v i o u s l y  be  l i s t e n i n g  
in  F r e n c h .  C o n s e q u e n t l y ,  we don ' t  u n d e r s t a n d  e a c h  o t h e r .  O r  i f  he  i s  
t a l k i n g  in  F r e n c h  and I a m  l i s t e n i n g  in  E n g l i s h ,  t h e r e  is  no c h a i n  of 
u n d e r s t a n d i n g  b e i n g  f o r g e d ,  o r ,  a s  we s a y  in  Navy  p a r l a n c e ,  i t  i s  sna fu .  

You  m a y  s a y  to y o u r s e l f ,  "How does  th i s  a p p l y  in  th is  c o u n t r y  w h e r e  
we a l l  s p e a k  E n g l i s h ?  We don ' t  have  tha t  p r o b l e m .  " I w o u l d  l ike  to 
s u g g e s t  to you  tha t  we do h a v e  l a n g u a g e  p r o b l e m s .  E v e r y o n e  of you h a s  
sa t  down in  c a f e t e r i a s  o r  o f f i c e r s '  c l u b s  and  you  have  h e a r d  s o m e o n e  say ,  
"I  have  b e e n  in  m y  p a r t i c u l a r  MOS f o r  a long  t i m e .  But  the  p e o p l e  I w o r k  
w i t h - - w e  j u s t  don ' t  t a l k  the  s a m e  l a n g u a g e . "  What  he is  r e a l l y  s a y i n g  i s ,  
h i s  w h e e l s  a r e  s p i n n i n g  and  he i s n ' t  ge t t i ng  a n y t h i n g  done .  

O r  s o m e  i n d i v i d u a l  in  c h a r g e  of a shop  s a y s ,  "So and  so c a m e  h e r e  
h i g h l y  r e c o m m e n d e d ;  you shou ld  s e e  tha t  f e l l o w ' s  q u a l i f i c a t i o n s ;  ye t  he  
h a s  b e e n  h e r e  n ine  m o n t h s  and  he  and  I s t i l l  don ' t  t a l k  the  s a m e  l a n g u a g e .  
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(If he is  a m i l i t a r y  m a n ,  you c a n  get  r i d  of h i m ,  but  if he  is  a c i v i l i a n  
l ike  I a m ,  you  m a y  be  s t u c k i )  T h e i r  w h e e l s  a r e  sp inn ing .  T h e y ' r e  
not ge t t i ng  m u c h  a c c o m p l i s h e d .  

You say ,  "Al l  r i g h t ,  B i l l ,  wha t  a r e  s o m e  of t h e s e  l a n g u a g e s  w h i c h  
m a k e  it  d i f f i cu l t  f o r  l i nks  in  the c h a i n  of u n d e r s t a n d i n g  to be  f o r g e d 7 "  
Two of t h e s e  l a n g u a g e s  a r e  d e s c r i b e d  on the two b l a c k b o a r d s  up h e r e  on 
the p l a t f o r m .  

On the  l e f t - h a n d  b l a c k b o a r d  i s  the " l a n g u a g e  of m o t i v a t i o n .  " On the 
r i g h t - h a n d  b l a c k b o a r d  i s  the " l a n g u a g e  of p r o d u c t i o n  and  e f f i c i e n c y .  " 
The  w o r d s  b a s i c  to the  l a n g u a g e  of p r o d u c t i o n  and  e f f i c i e n c y  a r e :  p l a n n i n g ,  
o r g a n i z i n g ,  d i r e c t i n g ,  c o o r d i n a t i n g ,  and  cont ro lHngp wi th  w h i c h  e v e r y o n e  
of you  i s  v e r y  f a m i l i a r .  I p e r s o n a l l y  a m  f a m i l i a r  wi th  t h e m  b e c a u s e  I 
have  r e a d  t h e m  in  t ex tbooks  and  have  h e a r d  l e c t u r e s  on t h e m  in c l a s s -  
r o o m s ;  bu t  e v e n  wi thou t  c o u r s e s  and  books  I wou ld  have  b e e n  f a m i l i a r  
w i th  t h e m  long  b e f o r e  b e c a u s e  of the t r e a t m e n t  I get  f r o m  m y  b o s s e s .  

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

You will say, "What language does give you a thrill, Bill?" 

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

F i r s t ,  I wan t  an  " o p p o r t u n i t y "  to do s o m e t h i n g  of s i g n i f i c a n c e  a n d  
i m p o r t a n c e  a s  m e a s u r e d  by  m y  own s t a n d a r d s .  And  I want  a f a i r  
o p p o r t u n i t y  to ge t  a h e a d  in  m y  f ie ld ,  w h a t e v e r  i t  m a y  be .  I t h ink  tha t  i s  
t r u e  of e v e r y o n e  in  th i s  r o o m  and of a l m o s t  e v e r y o n e  in  the  w o r l d ,  a t  
l e a s t  of e v e r y  n o r m a l  £ i v i l i z e d  h u m a n  b e i n g .  



Second, I want "recognition. " 1 don~t want to be medaled or to 
acquire a file full of commendations, but I want a jo b to do which will 
be recognized when well done; a job which is accorded its proper occu- 
pational status in the organization and which is "wired Intb" other 
correlative functions; and a job which recognizes my personal dignity 
as an individual. These things cannot be written into a job descvlptionl 
but when I look at my job, I look for them just the same. 

T h i r d ,  I wan t  to "be long .  t, I a m  not  a j o i n e r ,  bu t  s t i l l  I wan t  to b e -  
long  to an  o r g a n i z a t i o n  tha t  i s  go ing  p l a c e s  a n d  i s  t a k i n g  its" p e o p l e  a l o n g  
wi th  i t .  I a m  f r a n k l y  look ing  f o r  b a n d w a g o n s ;  i f  I f ind  one to m y  l ik ing ,  
I w i l l  want to climb on board. 

F o u r t h  i s  ~ ' s e c u r i t y . "  My  d e f i n i t i o n  fo r  s e c u r i t y ,  wh ich  w i l l  s t a n d  
fo r  the  nex t  35 m i n u t e s ,  i s  " S e c u r i t y  i s  the  a b i l i t y . t o  p l a n  a h e a d  w i t h  
c o n f i d e n c e .  " I c a n  do tha t  on the e c g n o m t c  s ide  b e c a u s e  I a m  a c i v i l  
s e r v a n t .  I c a n  p l an  a h e a d  f i n a n c i a l l y  wi th  c o n f i d e n c e .  T h i s  i s  c a l l e d *  
" e c o n o m i c  s e c u r i t y .  " I have  C i v i l  S e r v i c e  s t a t u s  and v e t e r a n s  t p r e f e r -  
e n c e .  

T h e r e  i s  h o w e v e r  a n o t h e r  k ind  of s e c u r i t y .  I get  e m o t i o n a l  s e c u r i t y  
out of m y a b i l i t y  to p l a n  a h e a d  wi th  c o n f i d e n c e  in  m y  r e l a t i o n s h i p s  wi th  
m y  b o s s  and wi th  the o r g a n i z a t i o n  f o r  w h i c h  ]~ w o r k .  I carmot  w o r k  f o r  a 
b o s s ,  who,  on i m p o r t a n t  p o l i c y  m a t t e r s ,  b lows  hot  on T u e s d a y ,  l u k e w a r m  
on W e d n e s d a y ,  s i d e w a y s  on T h u r s d a y  and  on F r i d a y  w a n t s  to know w h y  
I ' m . n o t  f o l l o w i n g  the p o l i c y .  T h i s  b r e e d s  u l c e r s ,  which ,  i t  i s  s a id ,  a r e  
c a u s e d  not  b y  wha t  you  a r e  e a t i n g  but  b y  what  i s  e a t i n g  you.  T h e r e  would  
be  p l e n t y  e a t i n g  m e  in  those  c i r c u m s t a n c e s .  I w o u l d n ' t  be ab le  to " c a s e "  
the  O l d  Man .  But  I m u s t  be  ab le  to " c a s e "  the  Old  M a n  in  o r d e r  to be  
ab le  to p l a n  a h e a d  wi th  c o n f i d e n c e  in  m y  r e l a t i o n s h i p s  w i th  h i m .  

A l l  I a m  s a y i n g  i s  t h i s :  What  m y  b o s s  i s  l ook ing  at  i n  m y  job i s  the  
p l a n n i n g ,  o r g a n i z a t i o n ,  d i r e c t i o n ,  c o o r d i n a t i o n ,  and c o n t r o l  of the f u n c t i o n  
I~m r e s p o n s i b l e  fo r .  T h e s e  w o r d s  a r e  b a s i c  to h i s  l a n g u a g e ,  the  l a n g u a g e  
of p r o d u c t i o n  and  e f f i c i e n c y .  Bu t  what  I a m  look ing  at  in  the  s a m e  job i s  
the  oppo r tun i t y ,  r e c o g n i t i o n ,  be long ing ,  and  s e c u r i t y  i t  a f f o r d s  m e .  T h e s e  
w o r d s  a r e  b a s i c  to the l a n g u a g e  of m o t i v a t i o n .  

Wha t  m u s t  t h e s e  fou r  m o t i v a t i o n  f a c t o r s  add  up to i n  m y  own c a s e  to 
keep  m e  i n t e r e s t e d  i n  m y  p r e s e n t  job ? I h a p p e n  to be  the  type  who i s  
m o r e  i n t e r e s t e d  in  o p p o r t u n i t y  and r e c o g n i t i o n  t han  in  b e l o n g i n g  and  
s e c u r i t y ;  y o u r  r e q u i r e m e n t s  m a y  be d i f f e r e n t .  In  m y  c a s e  t h e y  h a v e  to 
add up to at  l e a s t  m y  m i ~ r n u m  r e q u i r e m e n t s  o r  I w i l l  s t a r t  l ook ing  f o r  
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a n o t h e r  job tha t  d o e s .  And  I f e e l  s u r e  tha t  e a c h  of you h a s  r e a c t e d  
the  s a m e  way  at  one  t i m e  o r  a n o t h e r .  

In  l ook ing  at  m y  job, I a sk  m y s e l f ,  "What  i s  the o p p o r t u n i t y / p i c t u r e ?  
Does  i t  m e e t  m y  m i n i m u m  r e q u i r e m e n t s 7 "  You c a n ' t  m e a s u r e  o p p o r -  
tun i ty  on a n u m e r i c a l  s c a l e ,  so  you don ' t  a n s w e r  that  q u e s t i o n  by  a r i t h -  
m e t i c .  I n s t e a d  you f e e l  the  a n s w e r  s o m e w h e r e  in  y o u r  v i s c e r a .  So 
t n ~ t e a d  of a s s i g n i n g  a n u m e r i c a l  va lue  to the  a m o u n t  of o p p o r t u n i t y  y o u r  
job g i v e s  you,  you a s s i g n  a " f e e l "  v a l u e .  F o r  me ,  in  m y  p r e s e n t  job, 
t h i s  " f e e l "  v a l u e  can  be  r e p r e s e n t e d  by  the s y m b o l  " A . "  It h a p p e n s  to 
m e e t ,  i n d e e d  i t  e x c e e d s ,  m y  m i n i m u m  r e q u i r e m e n t s .  In the s a m e  way,  
I a s s i g n  v a l u e s  B, C, D, and  E to the  o t h e r  m o t i v a t i o n a l  f a c t o r s  and  
a r r a n g e  t h e m  in  s u c h  a way that  I c an  add  t h e m  up, t hus :  

My A r m y  ~ob 

F a c t o r  Va lue  

,Opportunity A 

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

B e l o n g i n g  C 

S e c u r i t y  ( e c o n o m i c )  D 

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

T o t a l  p s y c h i c  i n c o m e  F 

You wi l l  s e e  I have  c o i n e d  a t e r m ,  " p s y c h i c  i n c o m e ,  " to i d e n t i f y  
the  s u m  F .  I c a l l  it  " i n c o m e "  in the a s s u m p t i o n  tha t  a l l  f ive  v a l u e s  a r e  
f o r m s  of i n c o m e  s i n c e  I look fo r  a l l  of t h e m  in  m y  job.  We can  now add  
the  c o l u m n  as  we a r e  dea l ing  wi th  a c o m m o n - d e n o m i n a t o r  i n c o m e .  

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

I can  s e e  by  the  e x p r e s s i o n s  on the  f a c e s  of s o m e  of you that  you 
a r e  say ing ,  " B i n ,  what  y o u ' r e  r e a l l y  s a y i n g  i s  that  p e o p l e  w o r k  f o r  o t h e r  
t h ings  b e s i d e s  m o n e y ,  that  m o n e y  i s n ' t  e v e r y t h i n g .  But  I t m  o l d e r  
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t han  you  a r e - - I ' v e  had  m o r e  e x p e r i e n c e .  I ' v e  found  tha t  in  the  end,  
i t s  the old g r e e n  s tuff  tha t  f i n a l l y  ge t s  a m a n  off h i s  e x t r e m i t y .  So, 
B i l l ,  don ' t  d e c e i v e  the p e o p l e  on th i s  po in t .  You and  I know b e t t e r . "  

T h o s e  of you who m a y  t h i n k  th i s  way  I ' l l  d e a l  wi th  f o r  the  next  f i ve  
m i n u t e s ;  if y o u ' r e  s t i l l  not  wi th  m e  a f t e r  tha t  I ' l l  h ave  to l e a v e  you  w h e r e  
you  a r e  and  p r o c e e d .  

I cou ld ,  if I w i s h e d ,  ge t  a job at  Un ion  S ta t ion  a s  a f l o o r  s w a b b e r .  
I qua l i fy ,  as  I have  b e e n  m a r r i e d  fo r  13 y e a r s .  M r s .  O n c k e n  n e e d  not  
know a n y t h i n g  about  f l o o r  s w a b b i n g .  A l l  she  n e e d s  to know is  how to 
s u p e r v i s e  (it s a y s  h e r e ) .  

In  " c a s i n g "  s u c h  a job p o s s i b i l i t y  f o r  the  p s y c h i c  i n c o m e  i t  w o u l d  
o f f e r  m e ,  I wou ld  f ind  no " o p p o r t u n i t y .  " O t h e r s  w i l l  s e e  i t  d i f f e r e n t l y ,  
no doubt ,  bu t  the  job would  not  a l low m e  to s t a n d  b a c k  o c c a s i o n a l l y  and  
t ake  p r i d e  in  an e n d u r i n g  a c c o m p l i s h m e n t .  T h o u s a n d s  of p e o p l e  e v e r y  
day  w o u l d  rob  m e  of tha t  s a t i s f a c t i o n  by  l e a v i n g  t h e i r  f o o t p r i n t s  a l l  o v e r  
the  r e s u l t s  of m y  Labors .  

Second ,  m y  " r e c o g n i t i o n "  w o u l d  be  z e r o .  Do not  m i s u n d e r s t a n d  m e :  
I b e l i e v e  in  o u r  i d e a l s  of a s o c i a l  d e m o c r a c y  in w h i c h  a l l  f o r m s  of l e g i t i -  
m a t e  l a b o r  a r e  of e q u a l  d ign i ty .  In  the U n i t e d  S t a t e s  the  m e c h a n i c ,  p r o -  
f e s s o r ,  and  b u s i n e s s m a n  a l i k e  put  t h e i r  s h o u l d e r  to the  A m e r i c a n  
d e m o c r a t i c  w h e e l .  But  m y  e s t e e m e d  f r i e n d s  have  not  found out  abou t  
t h i s .  So w h e n  t h e y  l e a r n  tha t  I a m  now a f l o o r  s w a b b e r ,  t h e y  a r e  e m -  
b a r r a s s e d  f o r  m e .  And s i n c e  t h e y  a r e  the ones  to w h o m  I look  f o r  
r e c o g n i t i o n ,  I d o n ' t  ge t  m u c h  of i t .  

T h i r d ,  I have  no h a n k e r i n g  to b e l o n g  to the F l o o r  S w a b b e r ' s  Union ,  
n o r  has  M r s .  O n c k e n  any  d e s i r e  to b e l o n g  to the  U n i o n  W o m e n ' s  A u x i l -  
i a r y .  We a r e  not  s o c i a l  snobs .  We a r e  m e r e l y  in a f i r m l y  f i xed  s o c i a l  
ru t .  No m a t t e r  how d e m o c r a t i c  o u r  s o c i a l  p r e d i s p o s i t i o n s  m a y  be ,  we 
a r e  not go ing  to c h a n g e  o u r  s o c i a l  p a t t e r n  a t  th i s  l a t e  s t a g e  in  l i f e .  So 
the  " b e l o n g i n g "  f a c t o r  wou ld  be z e r o .  

Sk ipp ing  the  e c o n o m i c  f a c t o r  fo r  a m o m e n t ,  l e t ' s  s e e  wha t  e m o t i o n a l  
s e c u r i t y  s u c h  a job m i g h t  a f f o r d  m e .  I a m  to ld  tha t  w h e n  a f l o o r  s w a b b e r  
ge t s  a p r o m o t i o n  to f o r e m a n ,  h i s  n e w l y  a c q u i r e d  a u t h o r i t y  goes  to  h i s  
h e a d  and  he s t r i d e s  about  d r u n k  wi th  p o w e r .  I c o u l d n ' t  " c a s e "  a b o s s  
Like tha t .  I c o u l d n ' t  p l a n  a h e a d  c o n f i d e n t l y  in  m y  d e a l i n g s  wi th  b~rn. I n  
short, my "emotional security" would be zero. 
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My a d d i t i v e  l i s t  t h e r e f o r e  would  look  l ike  th i s :  

F l o o r  Swabbing  

F a c t o r  Va lue  

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

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

B e l o n g i n g  0 

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

S e c u r i t y  ( emot iona l )  0 

T o t a l  p s y c h i c  i n c o m e  F 

You w i l l  no te  that  m y  m i n i m u m  r e q u i r e m e n t  i s  s t i l l  F - - i t  d o e s n ' t  
v a r y  f r o m  job to  job. It  i s  a c o n s t a n t  quan t i ty  tha t  goes  wi th  m e  w h e r e -  
e v e r  I a m .  The  q u e s t i o n  now i s :  How b ig  m u s t  D be so  that ,  a d d e d  to 
the  z e r o s ,  the  s u m  s t i l l  equa l s  F ,  m y  m i n i m u m  r e q u i r e m e n t ?  F o r  m e  
D wou ld  have  to be  $75, 000 b e f o r e  I would  c o n s i d e r  t ak ing  the  job.  

I s e e  you a r e  l augh ing .  You w o n d e r  why as  a f l o o r  s w a b b e r  I have  
s u d d e n l y  d e v e l o p e d  a n e e d  fo r  an e x t r a  $65 ,000 .  I ' l l  t e l l  you why.  My 
p s y c h i c  i n c o m e  as  a f l o o r  s w a b b e r  is  away-out  of b a l a n c e  f r o m  the s t a n d -  
po in t  of m y  r e q u i r e m e n t s .  To r e s t o r e  the z e r o s ,  r e s p e c t i v e l y  to t h e i r  
r e q u i r e d  v a l u e s  of A, B, C, and  E,  I m u s t  p u r c h a s e ,  off the job,  the  
oppor tun i ty ,  r e c o g n i t i o n ,  be long ing ,  and  e m o t i o n a l  s e c u r i t y  I don ' t  ge t  
on the  job.  I w i l l  go about  i t  as  fo l l ows :  

F i r s t  I w i l l  t ake  $25, 000 out of the  $75, 000 and  exp lo i t  s o m e  in -  
t e r e s t i n g  r e a l  e s t a t e  s p e c u l a t i o n  o p p o r t u n i t i e s  I know about  in  M o n t g o m e r y  
County,  M a r y l a n d ,  m y  h o m e .  L e s s  than $25, 000 would  not  m e e t  m y  
m i n i m u m  o p p o r t u n i t y  r e q u i r e m e n t ,  but  wi th  the  $25 ,000  I c an  r e s t o r e  m y  
" o p p o r t u n i t y  f e e l  f a c t o r "  f r o m  z e r o  b a c k  to A, w h e r e  I m u s t  have  i t  to 
be  ab le  to l ive  wi th  m y s e l f .  



Second, I will take another $25,000 and use it as a down payment 
on a beautiful home in socially exclusive Chevy Chase. So when people 
walk by, one will whisper to another, "Who just moved into that house?" 
And the other will reply with a knowing expression, "Why, its the 
Onckens, of course I" That does it. My "feel" factor for recognition is 
back up from zero to B; it cost me $25, 000, but never rn~nd. 

T h i r d ,  I ' l l  buy  m y  way, if  n e e d  be ,  in to  the e x c l u s i v e  C h e v y  C h a s e  
C o u n t r y  Club, i n g r a t i a t e  m y s e l f  wi th  i t s  m e m b e r s  u n t i l  I ob ta in  s o m e  
i m p o r t a n t  pos t .  F r o m  t h e r e  I w i l l  b e c o m e  a c t i v e  in  c iv i c  a f f a i r s u n t i l  I 
a m  a p p o i n t e d  c h a i r m a n  of the Chevy  C h a s e  C o m m u n i t y  C h e s t .  It w o n ' t  
be  long  b e f o r e  the  n e w s p a p e r s  quote  the M a y o r ' s  f r e q u e n t  r e f e r e n c e s  to 
m e  as  " B i l l  Oncken ,  that  p i l l a r  of the  c o m m u n i t y .  " Tha t  d o e s  i t .  I b e -  
long!  The  f e e l  va lue  i s  r e s t o r e d  f r o m  z e r o  to C, m y  m i n i m u m  r e q u i r e -  
m e n t .  

F o u r t h ,  I w i l l  have  a c o c k t a i l  p a r t y  at m y  h o m e  e v e r y  F r i d a y  e v e n i n g  
to w h i c h  I w i l l  i n v i t e  on ly  W a s h i n g t o n ' s  p r o m i n e n t  p e o p l e .  M o s t  of  t h e s e  
m a y  q u e s t i o n  w h y  a f l o o r  s w a b b e r  is  ab le  to do th i s ;  but  in  W a s h i n g t o n  
you r e g a r d  s u c h  th ings  as  none  of y o u r  b u s i n e s s - - y o u  jus t  k e e p  c o m i n g .  
To t h e s e  p a r t i e s  I w i l l  i n v i t e  m y  f o r e m a n .  He wi l l  r e c o g n i z e  the  i m -  
p o r t a n c e  of b e i n g  on m y  i n v i t a t i o n  l i s t .  So wh i l e  he  m a y  be  s u p e r i o r  to 
m e  on the  job, I s h a l l  be  in  a s u p e r o r d i n a t e  p o s i t i o n  to h i m  off the  job,  
T h i s  w i l l  e n a b l e  m e  to " c a s e "  h i m  to the  ex t en t  n e c e s s a r y  to  b r i n g  m y  
e m o t i o n a l  s e c u r i t y  b a c k  up  f r o m  z e r o  to E .  I c an  now p lan  a h e a d  wi th  
c o n f i d e n c e  in  m y  d e a l i n g s  wi th  h im  as  an  i n d i v i d u a l .  

Hav ing  spen t  a lot  of m o n e y  to r e s t o r e  t h o s e  f o u r  e l e m e n t s  of m y  
p s y c h i c  i n c o m e  b a c k  to  a c c e p t a b l e  v a l u e s ,  what c a s h  h a v e  I l e f t ?  E x -  
ac t l y  $10, 000. What do I do wi th  i t ?  The  s a m e  th ing  I do wi th  the  
$10, 000 p e r  a n n u m  I get  r i g h t  now in m y  A r m y  job.  A l i t t l e  on g r o c e r i e s ,  
a l i t t l e  on t r a n s p o r t a t i o n ,  a l i t t l e  on c lo th ing ,  and  so  on down the  l i ne .  
In  fac t  I wind  up wi th  the  s a m e  a m o u n t  of c a s h  e a c h  y e a r  w h e t h e r  I con -  
t inue  in  m y  p r e s e n t  job wi th  the  A r m y  at  a s a l a r y  of $ t 0 , 0 0 0  o r  t ake  a 
f l o o r  s w a b b i n g  job at Union  Sta t ion  at  $75 ,000 .  E i t h e r  way I c o l l e c t  
$75, 000 in  p s y c h i c  i n c o m e .  The  A r m y  g ives  m e  $10, 000 of th i s  t o t a l  
in  a c t u a l  cash ,  the  r e s t  c o m e s  wi th  the job.  I p r e f e r  i t  tha t  way.  

" N o w p r e c i s e l y  what  has  a l l  th i s  to do wi th  c o m , , , u n i c a t i o n s ? "  you 
m a y  a sk .  In  o r d e r  to a n s w e r  that ,  I ' m  go ing  to have  to t e l l  you two 
s t o r i e s - - b o t h  of t h e m  out of m y  own p e r s o n a l  e x p e r i e n c e .  (I w i l l  m a k e  
no a p o l o g y  f o r  m y  f r e q u e n t  r e f e r e n c e s  to m y  own p e r s o n a l  e x p e r i e n c e s  
b e c a u s e  t h e y ' r e  the  only  k inds  I ' v e  e v e r  had.  ) 
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T h e  f i r s t  of t h e s e  s t o r i e s  i s  a s y n t h e s i s  of a n u m b e r  of y a r n s  I 
p i c k e d  up d u r i n g  w a r d r o o m  duty  on the  AGC 13 wh i l e  I w a s  a t t a c h e d  to 
h e r  d u r i n g  the  l a s t  t h r e e  m o n t h s  of 1945 in Sasebo ,  J a p a n .  

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

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

On the  p a r t i c u l a r  sh ip  we have  in  mind ,  the Old  M a n  d e c i d e d  he  
w a n t e d  a n  e x t r a  f ive  kno t s .  R e m e m b e r i n g  wha t  he l e a r n e d  in  L e a d e r s h i p  
201 at  the  N a v a l  A c a d e m y  as a y o u n g s t e r ,  he knew that  he  w o u l d  have  to 
l ead ,  r a t h e r  t han  to d r i v e ,  the m e n  t o w a r d  tha t  e x t r a  s p e e d .  So he  de -  
c i d e d  to u s e  the p e r s o n a l ,  f a c e - t o - f a c e ,  " l e t ' s  do i t  b o y s "  a p p r o a c h .  

He t u r n e d  to the  e x e c u t i v e  o f f i c e r  and sa id ,  "How about  an  e x t r a  f ive  
k n o t s ? "  The  " e x e c "  t u r n e d  to the c h i e f  e n g i n e e r i n g  o f f i c e r  and  sa id ,  
" T h e  Old M a n  w a n t s  an  e x t r a  f ive  kno t s .  " Th i s  m e s s a g e  p a s s e d  down 
the  e c h e l o n s  of c o m m a n d  in to  the b o w e l s  of the  sh ip  u n t i l  i t  r e a c h e d  the 
s t r i k e r  who had  h i s  hand  on the l e v e r  tha t  c o u l d  p r o d u c e  the  e x t r a  f ive  
kno t s .  He p o i n t e d  to the eng ine  s p e c i f i c a t i o n s  on the  c o n t r o l  p a n e l  and  
r e p l i e d ,  " C a n ' t  you  r e a d ? "  Th is  q u e s t i o n  was  p a s s e d  up the  c h a i n  of c o m -  
m a n d  u n t i l  the  " e x e c "  r e s p e c t f u l l y  a s k e d  the Old  Man  w h e t h e r  he  h a d  not  
r e a d  the  s p e c i f i c a t i o n s .  

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

Tha t  q u e s t i o n  wen t  t e r s e l y  down the  e c h e l o n s  t i l l  i t  h i t  the  b o t t o m .  
The  r e p l y  c a m e  up f r o m  m o u t h  to m o u t h  wi th  e q u a l  t e r s e n e s s .  " W e ' v e  
got  b o i l e r  s c a l e .  ,I 
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• , .~ ~' j . . .  . . . . .  

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

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

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

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

With all these statements, questions, and answers going up and down 
the chain of command, he'd been led to believe that 'there was nothing 
wrong with the vertical communications between himself and the engine- 
men. All this word-passing, of which there was plenty, was creating 
an illusion of communications. ActuaRy there was, as you have seen, 
no chain of understanding and therefore no communication at all. Just 
words, words, words; first down, then up, then down, then up again. 

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

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

Chapter one stated that good morale results when you have good 
working conditions. He scratched his head over this one because he 
knew that after the first few rounds were fired, working conditions are 
all shot up topside while they are intact below decks; nevertheless 
morale was high topside, low below decks. The author obviously didn't 
know what he was talking about so the "exec" tore out chapter one and 
threw it to the winds. 

Chapter two said that you get good morale when the organization is 
so laid out that everybody knows exactly his duties and responsibilities 
and the standards of performance that go with them. The captain leered 
at this one. He knew that after the first few rounds the deck organiza- 
tion was pretty well shot up and half the men weren't always too sure of 
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t h e i r  t a r g e t s  o r  of t h e i r  m a r k s m a n s h i p ,  l~ean~!me,  o r g a n i z a t i o n  b e l o w  
d e c k s  r e m a i n e d  i n t a c t . . Y e t  m o r a l e  t o p s i d e  was  h i g h ;  bu t  b e l o w  d e c k s ,  
low.  He t o r e  out  c h a p t e r  two.  

C h a p t e r  t h r e e  s a i d  tha t  you  get  good m o r a l e  w h e n  o r d e r s  a r e  " c l e a r ,  
c o n c i s e ,  a n d  to the  p o i n t . "  The  " e x e c "  s c r a t c h e d  h i s  h e a d  on t h i s  one  
too,  f o r  a f t e r  the  f i r s t  few r o u n d s ,  the  m e n  t o p s i d e  w e r e n ' t  too  s u r e  a l -  
Ways wha t  t h e i r  o r d e r s  w e r e ,  l e t  a lone  c l a r i t y  and  p o i n t e d n e s s .  The  
m e n  in  the  e n g i n e r o o m  got t h e i r  o r d e r s  v i a  eng ine  t e l e g r a p h  w h i c h  c a n  
be  r e a d l a n d  a c t e d  on b y  a n y o n e  wi th  an  I . Q .  of 50 and  1-20 e y e s i g h t .  
N e v e r t h e l e s s  m o r a l e  w a s  h igh  t ops ide ,  low be low d e c k s .  

We c o u l d  go on. Suff ice  i t  to m e n t i o n  wha t  the  " e x e c "  found in  
c h a p t e r  e l e v e n .  " R e s t  p e r i o d s  a t  o p t i m u m  i n t e r v a l s  h a v e  a m a r k e d  e f f e c t  
on m o r a l e .  T h e s e  c a n  a d v a n t a g e o u s l y  b e  c o m b i n e d  w i th  the  s o - c a l l e d  
cof fee  b r e a k . "  T h i s  d ldn t t  r i n g  a b e l l  e i t h e r .  In  s o m e  c a s e s  the  m e n  
would  r e m a i n  a t  t h e i r  b a t t l e  s t a t i o n s  t ops ide  fo r  h o u r s  on end  wi thou t  
r e l i e f  of a n y  k4nd. The  e n g l n e r o o m  c r e w  kept  a cof fee  po t  on the s t e a m  
Hne f o r  c o n s t a n t  u s e .  You g u e s s e d  i t - - m o r a l e  h igh  t ops ide ,  t e r r l b l e  
be low  d e c k s .  

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

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

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

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

" L e t ' s  go down s' s a i d  the  s k i p p e r  and  the t h r e e  d e s c e n d e d  to the  
e n g i n e r o o m ,  p i c k i n g  up the  c h i e f  e n g i n e e r i n g ,  o f f i c e r  and  a coup le  of 
C P O ' s  on the w a y .  

When  t h e y  a r r i v e d ,  the  m e n  w e r e  w a i t i n g  f o r  t h e m .  The  o f f i c e r s  
s t ood  in  a r o w  on one s ide  of the  r a i l ,  the m e n  in  a row on the o t h e r .  I t  
l ooked  fo r  a l l  the  w o r l d  l ike  a l a b o r - m a n a g e m e n t  b a r g a i n i n g  s e s s i o n .  
The  Old  M a n  spoke  f i r s t :  "Men ,  l e t ' s  s e e  i f  we c a n ' t p l a n  fo r  a few m o r e  
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r . p . m ,  out of these  eng ines .  A l i t t l e  c a r e f u l  and sys tematzc  

p lanning  should do i t • "  

He looked a round .  No sa le .  ' ILet ls  see  ff we can l t  get o rgan i zed  

down h e r e  fo r  a l i t t l e  m o r e  speed.  ,T 

" Improved  s u p e r v i s i o n  and d i r e c t i o n  could  do a lot .  " 

"Maybe what we need  is  a l i t t l e  b e t t e r  coo rd ina t ion .  " 

" I f  we could get a l i t t le  b e t t e r  c o n t r o l  of the s i tua t ion  . . . . .  s, 

The Old Man was get t ing nowhere  and he knew It. The c h a p l ~  
s tepped  i:ito the b r e a c h .  "You know why w e ' r e  he r e ,  and what  w e t r e  
f ight ing for ,  " he pleaded.  " F o r h o m e  and hea r th ,  for  God and  coun t ry ,  
fo r  womanhood and the f lower  of a m e r i c a n  youth,  fo r  the four  f r e e d o m s  
and. ° ~' He saw he was making  no headway e i ther •  

The o f f i ce r s  tu rned  and s t a r t e d  back  up the l adde r .  The cap t i an  
looked down at  the c h a p l a i n  and said,  "Th i s  jus t  goes to p rove  m y  point .  

Peop le  a re  no d - - -  good . "  

"It  would be m o r e  to the point,  " r ep l i ed  the chapla in ,  " to  say  that  
people who end up in the $ng ine room even tua l ly  b e c o m e  no d - - -  good. 

And I ' m  going to find out w h y . "  

As he thought things over ,  he began  to r e a l i z e  what was happening.  
Up t i l l  now the " m a n a g e m e n t "  had been  us ing  the language of p roduc t i on  
and e f f ic iency  while  the m e n  had been  l i s t en ing  in  the language of mo t i -  
va t ion .  As  he had just  seen,  th is  r e s u l t e d  in no chain  of unde r s t and ing  
be ing  forged  in  suppor t  of the cha in  of command .  P l en ty  of words ,  but 

no communica t i on .  
Af te r  one p a r t i c u l a r l y  s t r enuous  engagement ,  he happened in to  the 

m e s s i n g  c o m p a r t m e n t .  The men  f r o m  above and below decks p i le  d in  
fo r  a long overdue  mea l .  He no t iced  the c o n v e r s a t i o n .  The  a b o v e - d e c k ' s  
c rowd was c o m p a r i n g  notes  on what they  had a c c o m p l i s h e d .  Cha r l i e j  
the gunne r ' s  mate ,  shouted ~o Pe te  at  the o the r  end of the table ,  '~Did 
you see t ha t -Ze ro  coming  in at  us on our  s t a r b o a r d  bow? We got a bead  

on l~m a n d - - s p l a s h ! "  

"Tha t  a i n ' t  no th in [ "  shot back  Pe te ,  "What  about the t h r ee  p l a n e s  
headed r igh t  at us,  and when they  looked down our  b a r r e l s  they  did a 

180 degree  and neve r  c a m e  b a c k [ "  
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The din of b r agg ing  and c o u n t e r b r a g g i n g  drowned out a l l  the o the r  
no i s e s .  

The chaplain noticed the below-decks men. They werenft partici- 
pating. They were concentrating their attention on their bean soup. They 
had nothing to talk about. Indeed, had they not shown up for chow they 
wouldn't even have been missed. Not missed? My friend, when you're 
not missed you definitely dontt belong. 

What about oppor tun i ty?  The above -decks  c rowd had m o r e  than  i t  
could  handle .  P l e n t y  to do of obvious s ign i f icance  and i m p o r t a n c e .  But 
be low decks?  My f r iend ,  ff you th ink that  watching gages,  th rowing  
swi tches ,  keeping logs,  tuiming va lves ,  and oi l ing bea r i ngs ,  spe l l s  
oppor tuni ty ,  youfve n e v e r  had ¢ng ine room duty. It  jus t  i sn t t  t h e r e .  

What about r ecogn i t i on?  When a gun c rew made a killtrtg, the Old 
Man up t he r e  on the b r idge  would tu rn  a round  and gr in  with p r ide  at the 
gun c rew that  did the job. Thatfs  a l l  those  boys  needed.  The Old Man 
knew! (And in  g ran t ing  this  r ecogn i t i on  he fol lowed the l ine of sight,  not 
the cha in  of command .  ) 

But below decks?  What r ecogn i t i on  can yuu get fo r  doing what  you t r e  
supposed  to do anyway?  And if you did get the Old Man the ex t r a  f ive 
knots  heTs looking for ,  what then?  Why i t  would just  i n c r e a s e  the oppor -  
tun i t ies  of the men  topside and they  would get the ex t r a  r e cogn i t i on  fo r  
the added t a r g e t s  they  hi t .  And th is  would only i n c r e a s e  the b r a g g i n g i n  
the m e s s i n g  c o m p a r t m e n t ,  which was w e l l . n i g h  insu f fe rab le  as  i t  was .  

What about economic  s e c u r i t y ?  Al l  hands had that,  in  the f o r m  of 
t h e i r  r e g u l a r  pay  and a l lowances .  But these  weren , t  exac t ly  the things 
t h e y  jo ined ~he Navy for  in  the f i r s t  p lace .  

E m o t i o n a l  s ecu r i ty ,  however ,  was not  as  even ly  d i s t r i bu t ed  be tween  
tops ide  a u d b e l o w  decks .  The men  with the blue sky  above them could 
see  what w a s  coming  and could  p lan  ahead  with a degree  of conf idence .  
If  a s q u a d r o m  of s t r a f e r s  was swooping down, each  m a n  migh t  e s t ima t e ,  
f o r  example ,  that  he had 30 seconds  to go be fo r e  he got h i t ;  but that  30 
s econds  was d e m o c r a t i c a l l y  d i s t r i bu t ed  among  a l l  hands  above d e c k s - -  
t h e r e  was no discr tm~n~t ion.  

But  below decks?  The m e n  down the r e  didntt  know when to expect  
a t o r p e d o  through the side,  a bomb down the s tack ,  a she l l  th rough  the 
ove rhead ,  o r  a mine  up th rough  the bot tom.  Judging by the St. Virus 
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dance of the engine telegraph, the men could conclude that somebody on 
the bridge had gone berserk--thlngs must really be bad. Indeed, it is 
more popular in the engineroom to overestimate the danger, because if 
you're right it won't make any difference anyway and if you're wrong, 
you don~t feel let down when you find out what actually happened. So, 
in short, you have no emotional security. 

The chaplain got the point. The psychic income of the men below 
decks was far below their minimum requirements. The thing to do was 
to raise it somehow. He couldn't do anything about their economic 
security--the "D" value--but he could about the others. And here is 
where the electronic communications system--the PA system--came in. 

He went  up to the cap ta in  on the double. He s u g g e s t e d  that  t hey  f ind 
an o f f i ce r  whotd had news or  spo r t s  b r o a d c a s t i n g  e x p e r i e n c e  In c i v i l i a n  
l lfe,  that  they  put h im behind  a mic rophone  on the b r idge ,  and  tha t  he 
give a running  account  of the e n t i r e  s t r a t e g i c  and t a c t i c a l  s i tua t ion  a s  i t  
unfolded and of the i m m e d i a t e  p a r t  t h e i r  own ship  was p l ay ing  in  i t .  He 
was to give a b low-by-b low d e s c r i p t i o n  of each  engagemen t ,  the d i s -  
pos i t i on  of the e n e m y ,  and the shlpWs ba t t l e  s t a tu s  a t  e v e r y  i n s t an t .  The 
cap ta in  ag r eed .  T h e y  found t h e i r  man,  a l i eu tenan t  j un io r  g rade ,  and 
put h i m  to work.  

I can well imagine the question a modern manpower utillzation ex- 
pert might have asked the Old Man about the wisdom of assigning a person 
to such a task. The conversation might have sounded like this: 

E x p e r t :  "Wil l  th i s  o f f i ce r  t e l l  the m e n  any th ing  they  need to know 
to do t h e i r  jobs ? i, 

Capta in :  "No, but  . . . .  1, 

E x p e r t :  "Wil l  he tel l  t hem anyth ing  that  w i l l  help  them i m p r o v e  
t h e i r  qua l i f i ca t ions  ? "  

Captain: "Well, no, but you see ..... 

E x p e r t :  "Is  knowledge of the s t r a t e g i c  and t a c t i c a l  s i tua t ion  an  
e n g i n e e r i n g  job r e q u i r e m e n t ? "  

Capta in :  " T h a t ' s  not the point .  ~' 

Expert: "Is knowledge of battle progress a factor in the advancement- 

i n - r a t e  s c h e d u l e ? "  
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C a p t a i n :  "Wha t  we  wan t  to do i s  t o . . . .  " 

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

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

D u r i n g  the  n e x t  b a t t l e  e n g a g e m e n t  the  l i e u t e n a n t  did h i s  job w e l l .  
A f t e r  i t  w a s  o v e r  the  c a p t a i n  s a i d  to h i m ,  " L i e u t e n a n t ,  g ive  m e  tha t  
m i c r o p h o n e .  I wan t  to a n n o u n c e  the  box s c o r e .  " When  he  had  f i n i s h e d  
he  a d d e d ,  o v e r  the  P A  s y s t e m  " T h i s  i s  p e a n u t s  c o m p a r e d  to wha t  we 
c o u l d  do ff we  c o u l d  o v e r t a k e  a s q u a d r o n  of e n e m y  d e s t r o y e r s  d i r e c t l y  
to the w e s t  of u s .  To do it ,  though,  w i l l  t ake  an  e x t r a  f ive  k n o t s .  " 

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

T h e  c h a p l a i n  b e a t  the m e n  to the  m e s s i n g  c o m p a r t m e n t .  The  u s u a l  
din of c o m p e t i t i v e  b r a g g i n g  was  b u i l d i n g  up. P r e s e n t l y  one  of the  m e n  
f r o m  the  e n g i n e r o o m  s tood  up and  p o u n d e d  h i s  co f f ee  m u g  on the  t ab l e  to 
ge t  a t t e n t i o n .  When  he  got  t h ings  qu ie t ,  he  sa id ,  " D i d  you  h e a r  wha t  the  
Old  M a n  s a i d ?  He  s a i d  tha t  if it  h a d n ' t  b e e n  fo r  the e x t r a  f ive  kno ts  you  
guys  w o u l d n ' t  h a v e  a n y t h i n g  to t a lk  a b o u t ! "  He sa t  down.  

One  of the  a b o v e - d e c k ' s  c r o w d  s tood  up.  "Wha t  abou t  t ha t  b o i l e r  
s c a l e  you f e l l o w s  have  b e e n  g r i p i n g  a b o u t ? "  

"What's t h a t ? "  

"Boiler s c a l e  l " 

"CanVt h e a r  you .  " 

" B o i l e r  s c a l e ,  " the a b o v e - d e c k ' s  c r o w d  s h o u t e d  in  u n i s o n .  

"Oh, b o i l e r  s c a l e ? - - d o  you  s e e  tha t  r a t i n g  p a t c h  weVve got on o u r  
s l e e v e s ?  Wel l ,  we  l i c k e d  b o i l e r  s c a l e  y e a r s  ago!  What  the  d e v i l  a r e  
you  t a l k i n g  a b o u t ? "  
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It is easy to see what happened, ~" 

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

What had been a problem, boiler scale, now became an avenue to- 
ward recognition.. 

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

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

You see,  the o f f i ce r s  r e c o g n i z e d  that  to get  m o r e  out of the eng ine -  
room than the m a x i m u m  r a t e d  speed,  they  could not a s k  for  it  in  the 
language  of p roduc t ion  and e f f i c i ency  and s t i l l  expect  to get it,  s i m p l y  
b e c a u s e  the m e n  would be l i s t e n i n g  in the language  of mot iva t ion .  In -  
s tead ,  they  saw c l e a r l y  that  the p r o b l e m  was to t r a n s l a t e  T'top m a n a g e -  
m e n t t s "  d e s i r e  fo r  g r e a t e r  p roduc t ion  a n d  e f f i c i ency  into the language  
of mot iva t ion .  Th i s  they  d id ,  in th is  i n s t ance ,  with r e a l  s u c c e s s .  

Now, donWt get me  wrong.  I am not s ay ing  that  you have to swi t ch  
to the language of mot iva t ion  for  e v e r y t h i n g  you want out of your  o rgan i -  
za t ion .  No indeed.  When a l l  you want i s  the m a x i m u m  ra t ed  speed,  
you can  demand  i t  in the language of p roduc t ion  and e f f i c i ency  and get i t .  
We a lways  can,  and a lways  have,  been  able to get c o m p l i a n c e  b y  s i m p l y  
o r d e r i n g  i t .  Anybody can  get compl i ance .  But I am s u r e  that  none of 
you h e r e  th is  m o r v i n g  can  af ford  to be content  wi th  m e r e  compl i auce .  
To be wor th  you r  pay, you have to develop a r epu ta t ion  for  ge t t ing  m o r e - -  
much  more- - th~ .n  b a r e  compl i ance  out of your  o rgan iza t ion .  To do that  
you have to ta lk  to people  in the language t h e y ' r e  l i s t e n i n g  in.  

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

Le t  us  now examine  upward  c o m m u n i c a t i o n s  which,  as  we sha l l  see ,  
suppor t s  the con t ro l l i ng  funct ion.  About two y e a r s  ago when I was  an  
employee  of the Navy Depa r tmen t ,  I was  walk ing  down the ha l lway  when 
I saWTmy boss  a t  the o the r  end walk ing  toward  me .  Th i s  i s  known as  
"two i n t e r m e d i a t e  eche lons  of c o m m a n d  advanc ing  on each  o ther .  " We 
e v e n t u a ~ y  drew a b r e a s t .  He s rn t led  at  me  and asked,  "Bi l l ,  howts  the 
work  c o m i n g ? "  
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You a l l  know f r o m  e x p e r i e n c e  tha t  th i s  i s  not  an  e a s y  q u e s t i o n  to 
a n s w e r .  It w a s  e s p e c i a l l y  tough  in  m y  c a s e  b e c a u s e  he and  I had  not  
t a l k e d  shop f o r  about  t h r e e  w e e k s ;  t h e r e  w e r e  s o m e  c r i t i c a l  i t e m s  I 
w a s  w o r k i n g  on tha t  he  s h o u l d  know about ;  and if he d i d n ' t  f ind  out  p r e t t y  
soon  he  wou ld  l o s e  c o n t r o l .  And s i n c e  c o n t r o l  is  a b a s i c  w o r d  in the  
l a n g u a g e  of p r o d u c t i o n  and e f f i c i e n c y ,  he was  b e i n g  pa id  to p a y  c l o s e  
a t t e n t i o n  to i t .  (He had  a d i f f e r e n t  g l e a m  in h is  eye  f o r  e a c h  of the  f ive  
b a s i c  w o r d s .  And  I c o u l d  s ee  tha t  the  c o n t r o l l i n g  g l e a m  w a s  on . )  

Wel l ,  how do I a n s w e r  tha t  q u e s t i o n ?  I d e b a t e d  the  m a t t e r  s i l e n t l y  
f o r  "about f ive  s e c o n d s  b e f o r e  I r e p l i e d .  But  i t  w i l l  t ake  m e  f ive  m i n u t e s  
to d e s c r i b e  tha t  d e b a t e  to you .  

"My  a n s w e r ,  " I a r g u e d ,  s i l e n t l y  to m y s e l f ,  "w i l l  d e p e n d  on wha t  
l l e s  b e h i n d  tha t  q u e s t i o n .  M a y b e  i t ' s  j u s t  e a r l y  m o r n i n g  s m a l l t a l k ,  but  
t hen  a g a i n  m a y b e  not .  I w o n d e r  wha t  he a l r e a d y  knows tha t  p r o m p t e d  
tha t  q u e s t i o n l  What  c o u l d  he  know?  L e t ' s  s e e - - t h e r e ' s  p r o j e c t  A a n d  
p r o j e c t  B .  P r o j e c t  A is  a w a y  a h e a d  of s c h e d u l e  and  in  f ine  shape ;  but  
p r o j e c t  B is  s i x  w e e k s  b e h i n d  and  a l l  f ou l ed  up.  I w o n d e r  if  he a l r e a d y  
knows  about  p r o j e c t  B ?  If  he does ,  who is  the  r a s c a l  tha t  to ld  h i m ?  If 
i t ' s  who I t h ink  it  i s ,  what  did he  s a y ?  And if he s a i d  wha t  I t h ink  he  
s a id ,  wha t  s l a n t  d id  he  put  on i t ?  T h e n  in  the l igh t  of a l l  t h i s ,  how c a n  
I f r a m e  m y  r e p l y  in  s u c h  a way  as  to g ive  h i m  an  u n b i a s e d  r e p o r t  on the 
s t a t e  of p r o j e c t  B f r o m  m y  poin t  of v i e w ?  

"On the  o t h e r  hand ,  " I c o n t i n u e d  to m y s e l f ,  " s u p p o s e  he  d o e s n ' t  know 
about  p r o j e c t  B.  T h e n  I can  s a f e l y  i g n o r e  it  at t h i s  t i m e  and c o n c e n t r a t e  
on  p r o j e c t  A.  I f  I do tha t ,  he m a y  s m i l e  a p p r o v i n g l y  and  c o n t i n u e  on h i s  
w a y .  Bu t  I w i l l  s~ill not  know fo r  s u r e  w h e t h e r  he r e a l l y  knows  abou t  
p r o j e c t  B.  I f  he  does ,  and  d o e s n ' t  r e v e a l  i t ,  t hen  h e ' l l  go b a c k  to h i s  d e s k ,  
s h a k e  h i s  head ,  and  s a y  to h i m s e l f ,  ' I ' m  s t i l l  l ook ing  f o r  an  h o n e s t  m a n .  
I asked BiU how things were coming but all I got were the good things, 
the things he thinks I want to hear. ' 

"As he ponders thus I can see him picking a piece of paper out of 
his IN basket. It's from the Admiral. It says, 'Choose me out from 
among your crew an up-and-comlng young man with plenty on the ball 
and detail him to me for the next three weeks. This could be a real 
opportunity for the right man'. 

"I c a n  s e e  the b o s s  now, " I s a y  to m y s e l f ,  " s h a k i n g  h i s  h e a d  and  
s a y i n g ,  'I  w o u l d  have  p i c k e d  B i l l  f o r  th i s ,  but  b a s e d  on the  new i m p r e s s i o n  
I j u s t  got  of h i m  in  the  h a l l w a y ,  I a m  c o n v i n c e d  tha t  he  i s  not  r e a d y  f o r  
t h i s  k ind  of a n  o p p o r t u n i t y ' .  
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"Then  (I cont inue  to myse l f )  when he exp l a in s  to h is  cap t a in  why 
he did not p ick  me,  he Is obv ious ly  not p inning  any  m e d a l s  on me .  My 
r ecogn i t i on  t akes  a bea t ing .  

" E a c h  t ime  I see  h im a f t e r  that  I won ' t  fee l  as  much  a m e m b e r  of 
the t eam as  I did be fo re .  My b e l o n g i n g - - s h o t .  

"Ove r  the subsequen t  months  I won ' t  be able  to p lan  ahead  a s  con-  
f iden t ly  as  in the pas t  in my  r e l a t i o n s h i p s  with h im.  My e m o t i o n a l  
s e c u r i t y - - o n  the sk ids .  

"The  only a spec t  of m y  p sych i c  income tha t  won ' t  be a f fec ted  wi l l  be  
m y  economic  s e c u r i t y .  But th i s  is  s m a l l  comfo r t .  I t ' s  n e v e r  a f fec ted  
anyway .  I ' m  a c iv i l  s e r v a n t .  " 

So I decide  to take  the "bu l l "  by  the h o r n s .  I ' l l  make  no dangerou~ 
a s s u m p t i o n s .  I beg in  m y  r e p l y  by  s a y i n g  that  p r o j e c t  A i s  in  f ine shape  
and ahead  of schedu le .  I s tudy  the e x p r e s s i o n  on h i s  f ace  to get  a h in t  
a s  to what  he m a y  a l r e a d y  know. But he is  an old hand.  He g ives  me  
the deadpan.  

So I p r o c e e d  c a u t i o u s l y  into the h a z a r d o u s  a r e a .  I say ,  " p r o j e c t  B, 
on the o the r  hand, is  s ix  weeks  behind  and not going quite the way  we want  
i t  to g o . "  Again  I pause  to get some  guidance f r o m  h is  e x p r e s s i o n .  I 
don1, get i t .  So I take the plunge.  

" P r o j e c t  B got fouled up down in the f i s c a l  off ice.  We made  out the  
r e q u i s i t i o n  in  p l en ty  of t ime  but when i t  got to f i s ca l ,  one of i t s  new 
e m p l o y e e s  gave i t  the wrong  i n t e r n a l  office rou t ing  and we los t  four  weeks  
on tha t  a l o n e . "  

Now the boss  r e a c t s .  Hers  mad.  Th i s  i s  the f if th t ime  f i s c a l  h a s  
fouled th ings  up fo r  us  in as  m a n y  days .  He p u s h e s  me  out of the way  a s  
he heads  for  the f i s c a l  off ice.  But  I can t t  a f ford  to have ]~irn go down 
t h e r e  and get an u n b i a s e d  account  of what  happened  f r o m  f i s c a l ' s  point  
of v iew.  T h i s  would be d i s a s t r o u s .  So I get  in h i s  way  and  s a y ,  "Now 
p l e a s  e don ' t  go down t h e r e  and ru in  the f ine r e i a t i o n s h i p s  IWve deve loped  
with those  people .  Why, when I c a n e d  t h e i r  e r r o r  on p r o j e c t  B to t h e i r  
a t ten t ion ,  t hey  went  a l l - o u t  to c o r r e c t  i t .  T h e i r  b o s s  put t h r e e  g i r l s  
on o v e r t i m e  to dig us  out of i t  and even c a m e  in h i rngel f  l a s t  Saturday 
m o r n i n g  to get the m o r e  i m p o r t a n t  o r d e r s  out in  the m o r n i n g ' s  m a i l .  " 
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T h i s  s tops  h im,  a l l  r igh t .  But h e ' s  s t i l l  s t and ing  t h e r e  with that  
c o n t r o l l i n g  g l eam in h i s  eye .  He expec t s  m o r e .  So he gets  i t .  

'~What r e a l l ~  happened,  AI, " I r e s u m e ,  " i s  that  we made  out the 
r e q u i s i t i o n  on NavOrd  F o r m  5947 as  approved  by the B u r e a u  of the Budget  
in  June  of 1948, o v e r r u l e d  by GAO in D e c e m b e r  1950, r e i n s t a t e d  in 
1951, and r e v i s e d  in the Bureau  of Suppl ies  and Accounts  Manual ,  vo lume 
IL c h a p t e r  3, s e c t i o n  4 in l ine with the C o m p t r o l l e r  G e n e r a l ' s  dec i s i on  
of O c t o b e r  1949 c o n c e r n i n g  r e q u i s i t i o n s  involving m o r e  than $ t ,  500 p e r -  
ra in ing  to p r o v i s i o n s  se t  for th  in Publ ic  Law 547 of the 78th C o n g r e s s  
in  which  p r o v i s i o n  is  made  that,  except  as  noted o t h e r w i s e  in p r e v i o u s  
l e g i s l a t i o n ,  the f o r m e r  s h a l l  take p r e c e d e n c e  over  the l a t t e r ,  w h i c h e v e r  
s h a l l  o c c u r  e a r l i e r ,  in which c a s e  a m o r e  r ecen t  execut ive  o r d e r  sha l l  
appl~ " • & ,  $ 

I cou ld  l o se  anybody in f ive m i n u t e s  with th is  kind of talk,  but not 
h im ,  H e l s  s h a r p .  Hers  s t i l l  with me .  So I go on in the s a m e  ve in  as  
long as  I have  to. 

A f t e r  10 m i n u t e s  of th is ,  he s m i l e s ,  yawns,  and looks at h is  w r i s t -  
wa tch  and  s a y s ,  "Bi l l ,  we Ce r t a in ly  have our  p r o b l e m s ,  don ' t  we?  I ' m  
s u r e  g lad  to s ee  you a r e  on top of y o u r s .  And if t h e r e ' s  any th ing  I can  
d o  t o  help  out, don ' t  h e s i t a t e  to ca]] on me.  " With that  he g ives  me a pa t  
on the b a c k  and goes  on h i s  way.  

What  went  on h e r e ?  His  ob jec t ive  was to do what  he was pa id  to do- -  
to m a n a g e .  P a r t  of th i s  i s  to con t ro l .  To do tha t  he had to get upward  
c o m m u n i c a t i o n .  Tha t  he did not beg in  to ach ieve  h i s  ob jec t ive  i s  obvious 
to a l l  of you.  

But  m y  ob jec t ive  was  d i f fe ren t .  It was  to see  to i t  that  I wound up 
with  at  l e a s t  a s  much  psych ic  income  at  the end of our  e n c o u n t e r  in  
the bRl lway as  I knew I had at  the s t a r t .  P a r a p h r a s i n g  Wins ton  C h u r c h i l l ,  
'~I d idn ' t  c o m e  to  tha t  point  wi th  m y  bos s  in  the ha l lway  ju s t  to p r e s i d e  
o v e r  the l i qu ida t ion  of m y  psych ic  i n c o m e . "  

How did I f a r e ?  L e t ' s  s e e - - w h e n  he sa id ,  "We c e r t a i n l y  have  our  
p r o b l e m s ,  " he was  r e a l l y  w e l c o m i n g  me in to  tha t  g r e a t  c o m p a n y  of 
s u c c e s s f u l  e x e c u t i v e s  who have  p r o b l e m s  I I was  in  l ike  the o t h e r  fe l low.  
I be longed .  
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When he s a id  he was  glad to see  that  I was  on top of the Job, he was 
obvious ly  p inn ing  v e r b a l  m e d a l s  on me.  My " r e c o g n i t i o n "  was s a lvaged .  
When he inv i ted  me to ca l l  on h im for  any help  at  any t ime ,  the door  of 
'*opportunity" was th rown wide open, And f ina l ly ,  I didn*t have to w o r r y  
about  what he might  do with what I Just told h im,  for  I d idn ' t  t e l l  h im 
anyth ing .  My " e m o t i o n a l  s e c u r i t y "  t h e r e f o r e  was  whe re  I wanted  it .  

I c a m e  out, a s  you see  much b e t t e r  than the " m a n a g e m e n t "  did. 
The t r a g e d y  is  that  the bos s  was paid  to do what  he t r i e d  u n s u c c e s s f u l l y  
to do, while I was  not pa id  to do the th ing I s u c c e e d e d  so we l l  in doing.  
W o r s e  yet ,  a l l  th i s  was going on dur ing  work ing  hou r s  a t  at our  e m p l o y e r t s  
expense .  

You m a y  say ,  "Bi l l .  t h i s  s o r t  of th ing i s  c o m m o n  enough, but I don ' t  
see  any a n s w e r  to i t . "  

I would l ike  to sugges t  an a n s w e r  for  th i s  p a r t i c u l a r  c a s e .  If m y  boss  
had done in that  i n s t ance  what he u s u a l l y  did in s i m i l a r  c a s e s  where  m y  
psych ic  i ncome  was  at  s take ,  he would have me t  h i s  ob jec t ive .  

Noz, , ta l ly ,  he would have inv i ted  me  into h i s  office and put me at  
e a s e  by  a s k i n g  i f  I p r e f e r r e d  c r e a m  or  s u g a r  in my  coffee,  l e t t ing  me 
of fer  to pay  for  it,  then s u g g e s t i n g  we fl ip for  i t .  With th i s  and a Little 
i r r e l e v a n t  sma].Ita,lk out of the way, he would jus t  let  me  ta lk  m y  own 
way into  the sub jec t  and out of it  again .  He would give me  t ime  to " c a s e "  
the s i tua t ion ,  i n  o t h e r  words .  P r o p e r l y  "cased ,  " the s i tua t ion  he lped  to 
fo rge  the cha in  of u n d e r s t a n d i n g  n e c e s s a r y  to the upward  flow of va l id  
and reLiable commun ica t i on .  

You wi l l  say ,  "Do yoU m e a n  to t e l l  me,  BiLl, that  e v e r y  t ime  I want  
i n f o r m a t i o n  f r o m  m y  s u b o r d i n a t e s  in  which t h e i r  p sych i c  income  m a y  be 
at  s take ,  I have  to b u t t e r  t hem up for  15 minu te s  ? I don ' t  have that  kind 
of t i m e ° "  

I w i l l  t u rn  the ques t ion  back  to you: Do you m e a n  to t e l l  me  that  you 
have  the t ime  to spend a ha l f  hour  ge t t ing  Little o r  nothing and  that  you 
don ' t  have  the t ime  to spend 20 minu t e s  ge t t ing  what  you r e a l l y  want?  
What you a r e  a c t u a l l y  s a y i n g  to me  i s  tha t  you  don ' t  l ike  to spend  t ime  
" b u t t e r i n g  up"  ( this  i s  y o u r  t e rm)  people .  Th i s  is  a m a t t e r  of y o u r  p e r -  
s o n a l  i nc l i na t i on  and not of you r  t ime .  AU I ' m  s u g g e s t i n g  i s  tha t  you 
take  t ime  to save  t ime .  
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But you m a y  say,  "I Just don' t  beUeve in c a t e r i n g  to o v e r s e n s i t i v e  
people .  I want m e n  who can cut the m u s t a r d ,  If any of them canft ,  
I ' i i  get' o the r s  who wil l .  

L e t ' s  get b a c k  to fundamen ta l s .  Your  opera t ion  as  a b o s s  wi l l  be  
no b e t t e r  than the con t ro l  you e x e r c i s e ,  d i r e c t l y  o r  i n d i r e c t l y ,  o v e r  what 
i s  going on. F o r  thln you need in fo rma t ion .  If youfre  not get t ing it,  you 
m u s t  f i l l  in the void with your  own opinion. Your own opinion of what i s  
going on m a y  have 1/ttle s e m b l a n c e  to what i s  r e a l l y  going on. If th is  
condi t ion p e r s i s t s ,  your  opera t ion  Im in Jeopardy.  

Now, if  you a r e  wi l l ing  to l ive in a d r e a m  world  Just because  you 
dontt l ike to % u t t e r  up" s ens i t i ve  people,  go ri£,ht ahead.  The sk in  i s  
off your  nose,  not the o ther  f e l low ' s .  You have the f ina l  r e s p o n s i b i l i t y ,  
not he.  

Thank you v e r y  much .  

(~ Dec 1954--750)S/grab  
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