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P r o f e s s o r  Edwin L. Stevens,  Assoc ia t e  P r o f e s s o r  of Speech,  
George Washington Un ive r s i t y ,  was bo rn  21 November  1913, in Delhi ,  
New York.  He was graduated  f r o m  Rutgers  Un ive r s i t y ,  (A. B. 1936), 
and Columbia  Un ive r s i t y ,  (M.A. 1942). He was an i n s t r u c t o r  of Publ ic  
Speaking and Group Discuss ion  and Conference  L e a d e r s h i p  at  Rutgers  
Un ive r s i t y ,  1940-43, Columbia  Un ive r s i ty ,  1943-44, and George  Wash-  
ington Un ive r s i t y ,  s ince 1947. In addi t ion to h is  facul ty  a s s i g n m e n t s ,  
he has  conducted c l a s s e s  for  execut ives  and p r o f e s s i o n a l  men  of the 
Publ ic  Service  Corpo ra t i on  of New J e r s e y ,  the F o r e i g n  Serv ice  Ins t i tu te  
of the State Depar tmen t ,  the V e t e r a n s '  Admin i s t r a t i on ,  Be thesda  Naval  
Hospi ta l ,  A m e r i c a n  Truck ing  Assoc ia t ion ,  the Nat ional  Assoc i a t i on  of 
Ice Indus t r i e s  of the United Sta tes ,  the Nat ional  War  Col lege ,  and the 
Indus t r i a l  College of the Armed  F o r c e s .  
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PRINCIPIJES OF C O N F E R E N C E  T,~,ADERSHIP 

20 S e p t e m b e r  1955 

DR. REICHT,EY: G e n e r a l  Ca lhoun ,  G e n t l e m e n :  This  a f t e r n o o n  
we a r e  going to b r i e f l y  e x p l o r e  a n o t h e r  t e c h n i q u e  wh ich  we th ink  and 
b e l i e v e  wi l l  be  of va lue  to you as  i nd iv idua l s .  I a m  s u r e  that ,  t h r o u g h  
y o u r  own e x p e r i e n c e ,  you a l l  r e a l i z e  how m u c h  w o r k  is  a c c o m p l i s h e d ,  
and I n~ight add p a r e n t h e t i c a l l y ,  d e l a y e d ,  b e c a u s e  of the  c o m m i t t e e  
a p p r o a c h  to the  s o l v i n g  of p r o b l e m s .  I know f r o m  m y  own e x p e r i e n c e  
tha t  in  t h i s  F e d e r a l  G o v e r n m e n t ,  p a r t i c u l a r l y  in  Wash ing ton ,  w h e n e v e r  
a p r o b l e m  c o m e s  up, i t  r e s u l t s  in  c o n f e r e n c e s ,  c o n f e r e n c e s ,  and con -  
f e r e n c e s .  

To i l l u s t r a t e  wha t  I m e a n  by that ,  I have  h e r e  a book.  In  the  e a r l y  
p a r t  of 1946 the  S e c r e t a r y  of War  a s k e d  the  Co l l ege  to do a l i t t l e  r e -  
s e a r c h i n g  job fo r  h i m  to d e t e r m i n e  a l l  the B o a r d s ,  C o m m i s s i o n s ,  and  
C o m m i t t e e s  tha t  had  p e r s o n n e l  and p a r t  of t h e i r  m e m b e r s h i p  f r o m  the  
m i l i t a r y  e s t a b l i s h m e n t ,  wh ich  at  tha t  t i m e  was  the  W a r  D e p a r t m e n t  and  
the  Navy D e p a r t m e n t .  In  t h i r t y  d a y s '  work j  t h r e e  of us  c a m e  up wi th  
t h i s  l i s t ,  w h i c h  i n c l u d e s  a l i t t l e  o v e r  1500. I m u s t  add s o m e t h i n g  about  
tha t .  I know the  l i s t  was  not  c o m p l e t e ,  and l a t e r  on we found out tha t  
we had  l e f t  out  about  500 to 700. I m i g h t  a l so  add  tha t  th i s  r e s u l t e d  in  
the  e s t a b l i s h m e n t  of m o r e  b o a r d s  and  m o r e  c o m m i t t e e s  and  m o r e  c o n -  
f e r e n c e s .  

Well~ in  v i ew  of a l l  t h i s ,  we have  a s k e d  P r o f e s s o r  E d w i n  L. S t e v e n s ,  
who i s  one of ou r  p u b l i c - s p e a k i n g  p r o f e s s o r s ,  if  he  would  not  g ive  us  
s o m e  t ips  on the  b a s i c  p r i n c i p l e s  of c o n f e r e n c e  l e a d e r s h i p .  P r o f e s s o r  
S t evens ,  as  you know,  has  b e e n  wi th  us  fo r  n e a r l y  e igh t  y e a r s ,  and i t  i s  
a p l e a s u r e  to i n t r o d u c e  h i m  to ta lk  on th is  sub jec t .  

Ed ,  i t ' s  a l l  y o u r s .  

PROFESSOR STEVENS: Thank  you v e r y  m u c h ,  Doc. 

G e n e r a l  Ca lhoun ,  G e n t l e m e n :  As I have  w a l k e d  t h rough  the  h a l l w a y s  
and have  l ooked  at  the  s t uden t  body,  once  f r o m  down t h e r e  and once  f r o m  
up h e r e ,  I h a v e  s e e n  a n u m b e r  of f a c e s  wh ich  I have  s e e n  in  c l a s s e s  
p r e v i o u s l y ,  and I want  to take  th is  oppo r tun i ty  to say  he l l o  to t h e m ,  and 
a l so  to say  aga in  how glad I a m  to be b a c k  at  the  I n d u s t r i a l  Co l l ege  wi th  
m y  o t h e r  f r i e n d s  of the f acu l ty  fo r  a n o t h e r  a c a d e m i c  y e a r .  



OO,~bb 

Doc,  as  you  w e n t  t h r o u g h  tha t  l i s t  of 1500, p lus  700, plus  h o w e v e r  
m a n y  m o r e - - I  know tha t  was  1946, w h i c h  is  a long  w a y  back ,  and  t h e r e  
have  b e e n  m a n y  added  s i n c e  t h e n - - I  w a s  r e m i n d e d  tha t ,  in  a l i t t l e  b u l l e -  
t in  put  out  by the C h e s a p e a k e  and  P o t o m a c  T e l e p h o n e  C o m p a n y ,  in 1953, 
t hey  had  a de f in i t i on  of a c o n f e r e n c e .  I l i ked  i t  so  m u c h  e v e r  s i n c e  I 
saw i t  tha t  I added  i t  to m y  t r e a s u r e s ,  and I g ive  i t  to you  today .  Said  
the t e l e p h o n e  b u l l e t i n :  "A c o n f e r e n c e  is  a m e e t i n g  w h e r e ,  a f t e r  a l l  i s  
s a id  and done ,  m o r e  is  s a i d  than  done .  " 

I th ink  i t  i s  in the  l ight ,  Doc,  of tha t  l i t t l e  g e m  tha t  we  ought  today  
to t r y  to t a lk  abou t  P r i n c i p l e s  of C o n f e r e n c e  L e a d e r s h i p  o r  t ips  o r  
t e c h n i q u e s ,  o r  w h a t e v e r  you wan t  to c a l l  t h e m .  B e c a u s e  you have  a l l  
b e e n  in  c o n f e r e n c e s  aga in  and aga in ,  I d o n ' t  th ink  we n e e d  to m o t i v a t e  
f o r  you  the i m p o r t a n c e  of knowing  how both  to r u n  a m e e t i n g  o r  a c o n -  
f e r e n c e  and  I th ink  too,  how to p a r t i c i p a t e  in one.  If  i t  i s  not  a l r e a d y  
a p p a r e n t ,  c e r t a i n l y  no th ing  tha t  I o r  anyone  e l s e  cou ld  s ay  in the c o u r s e  
of 45 m i n u t e s  would  add too m u c h  to tha t  m o t i v a t i o n .  

You a l l  know how v e r y  i m p o r t a n t  th i s  m e t h o d  has  b e c o m e ,  not  on ly  
in g o v e r n m e n t ,  but  in  b u s i n e s s  and  in i n d u s t r y ,  as  we l l  as  in  e d u c a t i o n .  
So,  i n s t e a d  of s p e n d i n g  any m o r e  t i m e  on b a c k g r o u n d  o r  m o t i v a t i o n ,  
I wou ld  l ike  i n s t e a d  to go d i r e c t l y  to t h r e e  b r o a d  a r e a s  w h i c h  I c o n s i d e r  
to be p a r a m o u n t  in  c o n d u c t i n g  a s u c c e s s f u l  c o n f e r e n c e .  In t h e s e  t h r e e  
a r e a s  i t  ha s  b e e n  m y  e x p e r i e n c e ,  bo th  in h e a r i n g  and  in  w a t c h i n g ,  tha t ,  
if  the l e a d e r  of the g r o u p  fa l l s  down on t h e m ,  h i s  c o n f e r e n c e  is  l i k e l y  
no t  to s u c c e e d .  

T h e s e  t h r e e  b r o a d  a r e a s  a r e ,  s i m p l y  s t a t e d ,  p u r p o s e ,  p lan ,  and  
peop le .  And I s a y  to you  tha t ,  to get  a w e l l  r u n  c o n f e r e n c e  a good c o n -  
f e r e n c e  l e a d e r  m u s t  a l w a y s  have  in  m i n d  t h o s e  t h r e e  P ' s - - p u r p o s e ,  p lan ,  
and  pe op l e .  F o r  the b a l a n c e  of the t i m e  tha t  I a m  h e r e  t oday ,  I w o u l d  
l i ke  to d e v e l o p  fo r  you  e a c h  of t h o s e  t h r e e  P ' s  and t r y  to show you  how 
they  f i t  in to  a w e l l  r u n  m e e t i n g  o r  c o n f e r e n c e .  

Aga in  and  aga in ,  as  i have  s a t  t h r o u g h  c o n f e r e n c e s - - a n d . I  a m  s u r e  
you  s h a r e  th i s  e x p e r i e n c e ,  t o o - - t h e  one th ing  tha t  I saw above  a l l  o t h e r s  
w h i c h  r e s u l t s  in  f a i l u r e  in the c o n f e r e n c e  is  the  l a c k  of a de f in i t e ,  c l e a r ,  
w e l l  e s t a b l i s h e d  p u r p o s e .  When  the  c h a i r m a n  m a k e s  d e f i n i t e l y  c l e a r  
wha t  the m e e t i n g  is  fo r ,  and when  the g r o u p  w e l l  knows  wha t  i s  s u p p o s e d  
to be done ,  then  you  have  s o m e  c h a n c e  of a c c o m p l i s h i n g  a g iven  goa l  o r  
of s o l v i n g  a g iven  p r o b l e m .  When ,  h o w e v e r ,  the m e e t i n g  has  b e e n  
c a l l e d  s i m p l y  b e c a u s e  i t  h a p p e n s  to be the p a r t i c u l a r  day  of the months  
o r  w h e n  the h a n d s  of a c lock  get  in to  a p r o p e r  g e o m e t r i c  r e l a t i o n  one  
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wi th  the o t h e r ,  one  s t r a i g h t  up and  the  o t h e r  po in ted  out  on a r i g h t  
ang l e ,  and i t  i s  t h r e e  o t c l o c k  on the 30th of the m o n t h ,  when  we c a l l  
t o g e t h e r  a c o n f e r e n c e  and  peop le  get  t o g e t h e r  s i m p l y  b e c a u s e  i t  i s  the 
f a s h i o n  so to do, a g a i n  and a g a i n  I s e e  t h e s e  m e e t i n g s  b r e a k  down and  
f a i l u r e s  r e s u l t .  

I s a y  i t  i s  not  enough  ju s t  f o r  the c h a i r m a n  to know why he  i s  t h e r e .  
A w e l l  r u n  c o n f e r e n c e ,  a we l l  r u n  m e e t i n g ,  w i l l  have  e v e r y  i n d i v i d u a l  
in i t  i n f o r m e d  as to w h a t  i s  to t ake  p l a c e .  I g r a n t  you  t h e r e  a r e  t i m e s  
w h e n ,  b e c a u s e  of a l a s t  m i n u t e  d e c i s i o n ,  o r  a d e c i s i o n  tha t  m u s t  be 
m a d e  qu i ck ly ,  you  c a n ' t  get  out  an e l a b o r a t e  a g e n d a  and you  c a n ' t  t ake  
the  t i m e  to no t i fy  e v e r y b o d y  and to r u s h  a h e a d  r e s e a r c h  and b i b l i o g r a p h i c  
m a t e r i a l  and  be  p r e p a r e d  to r e c o r d  e v e r y t h i n g .  

Bu t  the m o r e  you  can  do in  l e t t i n g  peop le  in  the  c o n f e r e n c e  know 
wha t  i t  i s  f o r  and  wha t  t hey  a r e  e x p e c t e d  to do, the m o r e  l i k e l y  you  a r e  
to h a v e  a s u c c e s s f u l l y  r u n  m e e t i n g .  

Tha t  i s  one a s p e c t  of p u r p o s e .  A n o t h e r  a s p e c t  i s  tha t  f a r  too f r e -  
quen t ly ,  m e e t i n g s  a r e  c a l l e d  u n d e r  the gu i se  of a c o n f e r e n c e ,  w h e r e a s  
a c t u a l l y  the i n t e n t  i s  qu i te  d i f f e r e n t .  What  the p e r s o n  w a n t s  to 
a c c o m p l i s h - - t h e  g e n e r a l ,  the a d m i r a l ,  the  c h a i r m a n ,  the  p r e s i d e n t ,  the 
t r u s t e e - - i s  to c o m m u n i c a t e  a c e r t a i n  body  of i n f o r m a t i o n .  J u s t  as  
P r o f e s s o r  R o b e r t s  w a s  t a lk ing  wi th  you  h e r e  a w e e k  o r  so ago  about  a 
s p e e c h  b e i n g  a c o m m u n i c a t i o n ,  so too,  a n u m b e r  of m e e t i n g s  a r e  c a l l e d  
s i m p l y  to c o m m u n i c a t e  s o m e t h i n g  f r o m  the p e r s o n  on the  p l a t f o r m  o r  in 
the c h a i r  out  tha t  w a y  ( ind ica t ing ) .  

Y e t  aga in  and a g a i n  th i s  k ind  of th ing  wiU be c a l l e d  a c o n f e r e n c e .  
The  b o s s  h a s  a l r e a d y  m a d e  up h i s  m i n d  w h a t  he w a n t s  done ,  y e t  he 
th inks  i t  m i g h t  be  a s l i c k  t r i c k  if he can  p e r s u a d e  the  peop le  tha t  i t  i s  
t h e i r  w i s h .  So he  c a l l s  a " c o n f e r e n c e , "  and a l l  the w a y  t h r o u g h  i t  i s  
qui te  obv ious  wha t  the d e c i s i o n  is  go ing  to be .  So the peop le  in  the  m e e t -  
ing ,  if t hey  h a v e  any  s e n s e  abou t  t h e m  at  a l l ,  w i l l  qu ick ly  s e n s e  w h a t  i s  
up and  go a long .  T h e r e  i s  no good r e a s o n  fo r  h a v i n g  c a l l e d  tha t  k ind  of 
m e e t i n g  a c o n f e r e n c e .  

When  you__rreally wan t  to ge t  a g r o u p  t o g e t h e r  to get  t h e i r  a d v i c e  and  
t h e i r  i d e a s ,  to s h a r e  s o m e  k n o w - h o w ,  to ge t  the Navy ,  the A i r  F o r c e ,  
the A r m y ,  the  C o a s t  G u a r d ,  the  M a r i n e ,  o r  any  c i v i l i a n  poin t  of v i ew,  
and to s h a r e  t h ink ing  and t r y  to c o m e  out  wi th  a c o m m o n - d e n o m i n a t o r  
a n s w e r  to the p r o b l e m ,  you  have  a r e a s o n  fo r  a m e e t i n g  w h i c h  we m i g h t  
c a l l  a c o n f e r e n c e .  



In  a s e n s e ,  as  I have  t a l k e d  t oday ,  I have  t r i e d  to lay  out  f o r  you  
both  wha t  i s  a p u r p o s e  and s o m e  of the w a y s  in  w h i c h  a m e e t i n g  w i l l  
fa i l  if tha t  p u r p o s e  i s  not  c l e a r l y  in  m i n d  by e v e r y o n e  c o n n e c t e d  wi th  
i t ,  both  the c h a i r m a n  and the m e m b e r s  of the  g r o u p  i t s e l f .  If  you  d o n ' t  
know y o u r  p u r p o s e ,  if you  h a v e n ' t  an h o n e s t  r e a s o n  f o r  h a v i n g  one ,  f o r  
g o o d n e s s '  s a k e ,  don ' t  c a l l  a c o n f e r e n c e .  If  you  w a n t  to t a lk  to the  g roup ,  
m a k e  i t  a t a lk .  If  you  wan t  a g r i p e  s e s s i o n ,  have  a g r i p e  s e s s i o n .  L e t  
peop le  g e t t h i n g s  off t h e i r  c h e s t s  and get  b a c k  to w o r k .  If you  can  c o m e  
up wi th  an h o n e s t  r e a s o n  fo r  a c o n f e r e n c e ,  c a l l  the c o n f e r e n c e  and  go to 
w o r k  a c c o r d i n g l y .  

Once  you have  d e c i d e d  and the g r o u p  h a s  b e e n  i n f o r m e d  wha t  i s  the 
p u r p o s e  of the m e e t i n g  and you  h a v e  a de f in i t e  goa l  to a c c o m p l i s h ,  ob-  
v i o u s l y  y o u r  m e e t i n g  is  c a l l e d ,  and i t  is  a p r e t t y  good i d e a  fo r  you  as  
c h a i r m a n  to have  a p lan  in m i n d - - w h i c h  b r i n g s  us  to the s e c o n d  of the 
P ' s  we a r e  t a l k i n g  about  th i s  a f t e r n o o n - - a  good plan  f o r  the r u n n i n g  of 

t h e  m e e t i n g .  

T h e r e  a r e  two a s p e c t s  to th i s  P tha t  I wan t  to t a lk  about .  The f i r s t  
of t h e m  is  f a m i l i a r  to a l l  of you  u n d e r  m a n y  n a m e s .  C l e a r l y ,  ff you  
d e s i r e  s u c c e s s  in s o l v i n g  p r o b l e m s ,  you  a p p r o a c h  t h e m  p r e t t y  m u c h  as  
we  h a v e  h i s t o r i c a l l y  f r o m  the t i m e  of A r i s t o t l e ,  o r ,  m o r e  m o d e r n l y ,  
f r o m  the  s o - c a l l e d  D e w e y  m e t h o d .  The m i l i t a r y  a p p l i c a t i o n  is  w h a t  i s  
c a l l e d  an " e s t i m a t e  of the s i t ua t i on .  " In t e c h n i c a l  c o n f e r e n c e  l a n g u a g e  
th is  s i m p l y  b e c o m e s  an agenda .  You do f i r s t  t h ings  f i r s t  in  t e r m s  of 
y o u r  plan.  If you  wan t  y o u r  m e e t i n g  to be w e l l  r u n  y o u r  a g e n d a  wi l l  
s t a r t  by t r y i n g  to l o c a t e  and def ine  the p r o b l e m .  

I w a s  m u c h  i m p r e s s e d  wi th  wha t  G e n e r a l  Ho l l i s  s a id  in  h i s  i n a u -  
g u r a l  a d d r e s s  to th i s  c l a s s ,  how s o m e t i m e s  when  a p r o b l e m  is  w e l l  
s t a t e d  the p r o b l e m  s o l v e s  i t s e l f .  He quoted  the e x p e r i e n c e  of G e n e r a l  
M c N a i r .  S imp ly  bo i l i ng  down a p r o b l e m  in to  a c l e a r  s t a t e m e n t  of the 
p r o b l e m  when  done by a m a n  l ike  G e n e r a l  M c N a i r ,  wou ld  o f ten  m a k e  
obvious  the a n s w e r  to the  p r o b l e m .  

This  i s  the f i r s t  p h a s e  of any  w e l l  r u n  c o n f e r e n c e .  You f ind out  
wha t  i s  the p r o b l e m ;  you  a n a l y z e  it; you go into  the b a c k g r o u n d  of i t ,  
j u s t  as  you  do in y o u r  e s t i m a t e  of a m i l i t a r y  s i t ua t i on .  When you  know 
wha t  y o u r  p r o b l e m  i s ,  w h e n  a l l  of  y o u r  g roup  i s  t a l k i n g  the s a m e  k ind  
of l a n g u a g e ,  w h e n  the w o r d s  wh ich  you a r e  u s i n g  in  y o u r  d i s c u s s i o n  a r e  
u s e d  by a l l  the peop le  in  the  g roup  to m e a n  the s a m e  th ing,  t hen  you  a r e  
in  a p o s i t i o n  to go a h e a d  wi th  the s e c o n d  s t ep  in  the plan.  
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To i l l u s t r a t e  s o m e  of the  p r o b l e m s  t h a t  g r o w  ou t  of this f i r s t  
p h a s e ,  l e t  m e  r e a d  off  two o r  t h r e e  t e r m s  we h a v e  h a d  in  o t h e r  c l a s s e s  
h e r e  a t  t he  I n d u s t r i a l  C o l l e g e  and  in  o u r  f a c u l t y  c o u r s e  in  c o n f e r e n c e  
l e a d e r s h i p .  Y~)u w o u l d  t h ink  s o m e  of t h e s e  t e r m s  w e r e  a p p a r e n t  on  
t h e i r  f a ce ;  y e t  w h e n  we  a c t u a l l y  h a d  the  e x p e r i e n c e  in  c l a s s  of t r y i n g  to 
t a lk  a b o u t  t h e s e  t e r m s  we  found  one  p e r s o n  m e a n t  one  t h i n g  by the  t e r m ,  
a n o t h e r  p e r s o n  m e a n t  a n o t h e r  t h i n g  by  the  t e r m ,  and  i t  w a s  i m p o s s i b l e  
f o r  a n y b o d y  to ge t  t o g e t h e r  u n t i l  we had  d e f i n e d  c l e a r l y  w h a t  w a s  m e a n t .  
As  I l ook  I s e e  s o m e  of the  m e m b e r s  of the  f a c u l t y  who  m a y  w e l l  r e c a l l  
h a v i n g  s a t  : t h rough  the  e x p e r i e n c e  to w h i c h  I r e f e r .  H e r e  i s  a t o p i c  we  
d i s c u s s e d  in  c l a s s .  "How can  we  i n c r e a s e  the  n u m b e r  of g r a d u a t e  
e n g i n e e r s  and  s c i e n t i s t s  ?"  

Wel l ,  t h a t  s o u n d s  s i m p l e  e n o u g h  on the  f a c e  of i t ,  I s u p p o s e .  And  
y e t ,  C o l o n e l  K e a r n e y ,  I t h ink  i t  w a s  one  of y o u r  g r o u p s - - I  a m  n o t  p o s i -  
t i v e - - w h e r e ,  as  I r e c a l l ,  i t  t ook  30 m i n u t e s  to ge t  s o m e  a g r e e m e n t  on  
w h a t  w a s  an  e n g i n e e r  and  w h a t  w a s  a s c i e n t i s t ,  and  I was  a f r a i d  t ha t  
b e f o r e  the  e n d  of t h a t  30 m i n u t e s  s o m e o n e  m i g h t  t ake  ou t  a c lub  and  
c l o b b e r  s o m e o n e  e l s e  on  the  h e a d .  U l t i m a t e l y  the  g r o u p  h a d  to  a g r e e  
f o r  t he  b a l a n c e  of the  a f t e r n o o n  and  the  p u r p o s e  of the  d i s c u s s i o n ,  w h a t  
w a s  m e a n t  by  " e n g i n e e r "  and " s c i e n t i s t .  " T h e s e  a r e  t ough  t e r m s  to 
d e f i n e .  Bu t  t h e y  c o u l d  m a k e  no p r o g r e s s  u n t i l  t h e y  d id  d e f i n e .  

A n o t h e r  t o p i c ,  "How c a n  the  m i l i t a r y  s e r v i c e  c o n t r i b u t e  a p l a n  on 
the  e a r l y  r e c o n v e r s i o n  of i n d u s t r y  to p e a c e t i m e  p r o d u c t i o n ? "  O n c e  a 
w a r  i s  e n d e d ,  if  we  h a v e  a n o t h e r  one ,  how do we ge t  ou t  of m i l i t a r y  
o p e r a t i o n s  and  i n t o  p e a c e t i m e  o p e r a t i o n s  ? A g a i n - - w h a t  do you  m e a n  
by the  end  of h o s t i l i t i e s  ? W h e r e  d o e s  p e a c e  b e g i n  and  w a r  l e a v e  off  ? 
U n t i l  you  a r e  in  p r e t t y  s o l i d  a g r e e m e n t  as  to  w h a t  i s  y o u r  p r o b l e m ,  y o u  
a r e  no t  go ing  to h a v e  v e r y  m u c h  in  the  way  of a g r e e m e n t  as  to how to 

s o l v e  the  p r o b l e m .  

T h i s ,  t h e n ,  i s  the  f i r s t  s t e p .  L o c a t e  and  de f ine  y o u r  p r o b l e m  in  
t e r m s  o f  the  e s t i m a t e  of the  s i t u a t i o n .  T h e n ,  w h e n  you  k n o w  t h i s ,  y o u  
go a h e a d  to  e x a m i n e  the  s o l u t i o n s .  You  t r y  a l l  of t h e m ,  and  one  o r  the  
o t h e r  w i l t b e  the  o n e ,  the  on ly  one ,  in  t e r m s  of w h a t  the  p r o b l e m  w a s  
d e f i n e d  to  b e .  S o m e t i m e s  y o u  c a n  ge t  a g r e e m e n t ,  if  you  a r e  l u c k y ,  a s  
to  w h a t  i s  the  a n s w e r  to  y o u r  p r o b l e m .  

• H e r e ' s  a v e r y  i m p o r t a n t  s t e p .  W h e n  f i n a l l y  you  do r e a c h  t h a t  p o i n t ,  
m a k e  s u r e  you  t a k e  the  t r o u b l e  to s u m m a r i z e ,  p r e f e r a b l y  to  w r i t e  ou t  
v e r b a t i m  w h a t  i s  t he  a n s w e r  to  t h a t  p r o b l e m .  S u m m a r i z e  i t ;  ge t  i t  in  
b l a c k  and  w h i t e ;  b e c a u s e ,  if  you  d o n ' t ,  the  e x p e r i e n c e  w i l l  o c c u r  t h a t  
e v e r y b o d y  w i l l  be p e r h a p s  in  a g r e e m e n t  as  to w h a t  the  a n s w e r  to the  



p r o b l e m  is ,  but nobody wi l l  t ake  the t roub le  to put it down, and two 
w e e k s  l a t e r  when  they  get  t o g e t h e r  to i m p l e m e n t  the d e c i s i o n  nobody 
wi l l  know what  i t  i s .  They wi l l  a l l  d i s a g r e e  in r e m e m b e r i n g  o r  in 
t r y i n g  to r e c a l l  wha t  i t  was .  

S u m m a r i z a t i o n  is the l a s t  s t ep  in the p r o c e s s  of y o u r  p lan of t r y i n g  
to put t h e s e  th ings  t o g e t h e r  in an o r d e r l y  fash ion .  

Dr.  I r v i n g  L e e ,  in h i s  e x c e l l e n t  l i t t l e  book "How to Talk With 
P e o p l e , "  puts  i t  th i s  way.  He says  in s u b s t a n c e ,  " M a n y  of the d i f f i -  
c u l t i e s  in  p lann ing  a c o n f e r e n c e  c o m e  f r o m  t r y i n g  to p r e s c r i b e  fo r  a 
p r o b l e m  b e f o r e  you have  d e s c r i b e d  the p r o b l e m .  " I l ike  the way that  
is  put. You c a n ' t  put  t o g e t h e r  a good a n s w e r  un t i l  you know what  is  
you r  p r o b l e m .  

K e e p ,  then,  t h e s e  s t eps  in  o r d e r  in t e r m s  of the agenda .  If y o u r  
g roup  r u s h e s  ahead ,  t r y  to pull  t h e m  back .  If t hey  go off on t a n g e n t s ,  
r e m e m b e r  to pul l  t h e m  back.  This  is  the f i r s t  a s p e c t  of p lann ing ,  tha t  
you go at i t  in  t e r m s  of a l og i ca l  app roach ,  j u s t  as  you would  in the 
e s t i m a t e  of a m i l i t a r y  s i tua t ion .  So m u c h  fo r  the f i r s t  a s p e c t  of plan.  

The s e c o n d  a s p e c t  of p lan i s  to have  in  m i n d  v a r i o u s  ways  in  wh ich  
you as a c h a i r m a n  can  ac tua l ly  r un  y o u r  m e e t i n g .  T h e r e  a r e  two b r o a d  
ways  by wh ich  the c h a i r m a n  can  h e l p  a c c o m p l i s h  the  b u s i n e s s  of a m e e t -  
ing.  Now, one  of t h e m  is  c a l l e d  by H a n n a f o r d  in h is  book,  " C o n f e r e n c e  
L e a d e r s h i p  in  B u s i n e s s  and I n d u s t r y , "  the " d i r e c t e d "  m e t h o d .  The 
o t h e r  is  c a l l e d t h e  " o v e r h e a d "  c o n f e r e n c e  me thod .  

Le t  m e  exp la in  b r i e f l y  what  he m e a n s  by those  t e r m s  and t r y  to 
show you how you as c h a i r m a n  can  use  t h e s e  two m e t h o d s  b e t t e r  to 
a c c o m p l i s h  y o u r  p u r p o s e  in  ge t t ing  that  m e e t i n g  on to the so lu t ion  of the 
p r o b l e m .  

By the d i r e c t e d  m e t h o d  he m e a n s  s i m p l y  tha t  e v e r y t h i n g  tha t  t r a n -  
s p i r e s  d u r i n g  the c o u r s e  of the c o n f e r e n c e  goes  t h rough  the c h a i r m a n .  
He opens  the m e e t i n g  and he d i r e c t s .  Tha t  is  to say  he d e s i g n a t e s  a 
p a r t i c u l a r  i nd iv idua l  to ta lk .  I t  m a y  be T h o m p s o n ,  i t  m a y  be K e a r n e y ,  
i t  m a y  be Robbins ,  i t  m a y  be B r o c k .  But  e v e r y t h i n g  that  goes  out  goes  
out t h e r e  and c o m e s  back  h e r e  ( ind ica t ing)  i n t e r m s  of d i r e c t i o n  by the 
c h a i r  fo r  an i nd iv idua l  to t a l k - - o n e ,  two, t h r e e ,  f o u r - - n o t  n e c e s s a r i l y  
a round  the tab le ,  but  in,  out, in,  out, and a l l  the  way th rough .  

Now, the o v e r h e a d  type of m e e t i n g ,  on the o t h e r  hand,  is  th i s .  
The ind iv idua l  c h a i r m a n  s t a r t s ;  he  l ays  out the  i n t r o d u c t o r y  c o m m e n t ,  
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s t a t i n g  w h a t  we  a r e  go ing  to do,  t he  t h i n g  we a r e  go ing  to t a k e  up  
t o d a y ,  w h a t  the  a g e n d a  s h o u l d  be ,  r o u g h l y ,  how we  p r o p o s e  to  go a b o u t  
the  s o l u t i o n  of t h i s  in  t e r m s  of s t e p  by  s t e p .  T h e n  he  t h r o w s  ou t  an  
o v e r h e a d  t y p e  q u e s t i o n  and  s u g g e s t s  t h a t  s o m e b o d y  s t a r t ,  and  f r o m  
t h e r e  on t h r o u g h ,  e v e r y t h i n g  goes  in  and  a r o u n d  and  a b o u t  the  t ab l e ;  a n d  
v e r y  i n f r e q u e n t l y  d o e s  i t  e v e r  c o m e  b a c k  to the  c h a i r m a n  f o r  any  p a r t i c -  
u l a r  c o m m e n t ,  by  h i m .  J u s t  as  l o n g  a s  he  p o s s i b l y  can ,  he l e t s  t he  
m e e t i n g  r u n  in  and  a m o n g  the  m e m b e r s  of t he  g r o u p .  T h e y  t ake  i t ,  
t h e y  r u n  w i t h  i t ,  and  i t  i s  t h e i r  m e e t i n g .  

Now,  i f  you  t h ink  of t h e s e  two m e t h o d s  f o r  a m o m e n t ,  you  can  s e e  
t h a t  t h e r e  a r e  a d v a n t a g e s  a s  w e l l  a s  d i s a d v a n t a g e s  to e a c h  one .  If ,  f o r  
e x a m p l e ,  y o u  w a n t  to  be  s u r e  t h a t  o n l y  so  m u c h  t i m e  i s  c o n s u m e d  on a 
g i v e n  p h a s e  of a d i s c u s s i o n ,  a r b i t r a r i l y  you  c a n  d i r e c t  t h a t  a t  the  end  of 
f i v e  m i n u t e s  we m o v e  on to the  n e x t  p h a s e .  Y o u r  g r o u p  m a y  no t  be  p a r -  
t i c u l a r l y  h a p p y  w i t h  tha t .  T h e y  m a y  f e e l  you  a r e  r a i l r o a d i n g  t h e m ,  
w h i c h  i s ,  of  c o u r s e ,  a d i s a d v a n t a g e .  

On the  o t h e r  h a n d ,  if  y o u r  g r o u p  ge t s  a l i t t l e  b i t  off the  t r a c k  and  
y o u  w a n t  to  ge t  t h e m  b a c k ,  t h e r e ' s  no  way  to do i t  e x c e p t  s a y :  " L i s t e n ,  
we  a r e  s u p p o s e d  to t a l k  abou t  r e l e v a n t  m a t t e r s .  I s u g g e s t  t h a t  we  ough t  
to ge t  b a c k  on the  t r a c k  and  c o n t i n u e  d i s c u s s i n g  o u r  p o i n t s .  T h e y  a r e  
g e t t i n g  a w a y  f r o m  u s .  

T h e r e f o r e ,  w i s e l y ,  a c h a i r m a n  w i l l  u s e  n e i t h e r  one  of t h e s e  m e t h o d s  
to e x c l u s i o n .  He wi l l  c o m b i n e  a s  w e l l  a s  he  c a n  bo th  of t h e m .  W h e n  h i s  
m e e t i n g  i s  g o i n g  w e l l  in  the  h a n d s  of the  g r o u p ,  he  wi l l  l e t  t h e m  a l o n e .  
W h e n  t h e y  a r e  k e e p i n g  on the  t r a c k ,  w h e n  t h e y  a r e  s u c c e e d i n g  in g o i n g  
a h e a d  w i t h  the  s o l u t i o n  to the  p r o b l e m ,  he  wi l l  l e t  t h e m  r u n  w i th  the  
ba l l .  If ,  h o w e v e r ,  i t  l o o k s  a s  if  t h e r e  i s  n e e d  f o r  g u i d a n c e ,  he  c o m e s  
in  w i t h  the  d i r e c t e d  m e t h o d  and  s u g g e s t s  t h a t  t h e y  fo l low the  m a n  he  
c h o o s e s .  T h u s  he  h o p e s  t ha t  he  c a n  k e e p  t h e m  on the  t r a c k  and  e x p e d i t e  
p r o g r e s s  of the  g r o u p .  

V e r y  q u i c k l y  to  s u m m a r i z e  t h e s e  two p o i n t s :  We h a v e  s u g g e s t e d  to  
y o u  t h a t  no  c o n f e r e n c e ,  no  m e e t i n g ,  c a n  be  w e l l  r u n  u n l e s s  the  p u r p o s e  
i s  c l e a r .  No m e e t i n g  c a n  be  s u c c e s s f u l l y  r u n  u n l e s s  a l s o  the  c h a i r m a n  
h a s  a p l an  and  u n l e s s  he  t r i e s  a s  b e s t  he c a n  to  c u r b  the  g r o u p  d u r i n g  
the  c o u r s e  of the  m e e t i n g  to t h a t  p l an ,  u s i n g  b o t h  of the  two m e t h o d s  of 
o p e r a t i n g  the  m e e t i n g - - t h e  d i r e c t e d  a n d  the  o v e r h e a d  m e t h o d s .  

T h i s  i s  t h e o r y  and  i t  i s  a l l  v e r y  w o n d e r f u l ,  and  in  a l l  t he  t e x t b o o k s  
a nd  m a n u a l s  put  ou t  by  the  v a r i o u s  g o v e r n m e n t  s e r v i c e s  o r  by  b u s i n e s s  



o r g a n i z a t i o n s  you can  r e a d  a l l  th i s  at  l eng th  and get  e x a m p l e  a f t e r  
e x a m p l e .  The c r o p p e r  c o m e s  w h e n  you r e a c h  the  t h i r d  of the P ' s  I a m  
going to ta lk  abou t  n o w - - p e o p l e .  

It is  a l l  w e l l  and  good to have  a p u r p o s e  and to have  a w e l l  kn i t  and  
w e l l  c o n c e i v e d  p lan ,  but  w h e n  you get  in to  the m e e t i n g  i t s e l f  you  c o m e  

r i g h t  s m a c k  up a g a i n s t  peop le .  T h e r e i n  l i e s  m u c h  of the t r o u b l e ;  and  
h e r e i n  m a y b e  I can  give you s o m e  s u g g e s t i o n s  tha t  w i l l  h e l p  you  to r u n  
y o u r  m e e t i n g  and,  to h a n d l e  y o u r  people  m o r e  s u c c e s s f u l l y .  

Now, in t e r m s  of th is  t h i r d  c a t e g o r y ,  then ,  the f i r s t  t h ing  I wan t  to 
d i s c u s s  wi th  you is  the a s p e c t  of h u m a n  r e l a t i o n s .  I d o n ' t  m e a n  a t  a l l  to 
get  Dale  C a r n e g i e - i s h  h e r e .  I do f ee l  v e r y  s t r o n g l y ,  h o w e v e r ,  and  I a m  
s u r e  y o u r  c o u r s e  in E x e c u t i v e  M a n a g e m e n t  o v e r  the pa s t  few days  and  
y o u r  e x p e r i e n c e  in c h a i r s  of r e s p o n s i b i l i t y  t h r o u g h  the y e a r s  wi l l  c o n f i r m  
fo r  you ,  tha t  m u c h  of wha t  I a m  going to s a y  about  the  i m p o r t a n c e  of h a v -  
ing  a l w a y s  in m i n d  good h u m a n  r e l a t i o n s  t e c h n i q u e s  cou ld  be  a who le  
l e c t u r e  in and of i t s e l f .  T h e r e  a r e  two b a s i c  f u n d a m e n t a l  th ings  you  
ought  to r e m e m b e r  in  y o u r  d e a l i n g s  wi th  folks  in a m e e t i n g .  (1) E v e r y -  
body  l i k e s  to be r e c o g n i z e d ;  and (2) e v e r y b o d y  l i k e s  to be a p p r e c i a t e d .  
They  a r e  s i m p l e ;  f u n d a m e n t a l ;  as  t r u e  as  m o d e r n  p s y c h i a t r y ;  as  t r u e  as  
age  o ld  r e l i g i o n .  The f u n d a m e n t a l  t e n e t  of e v e r y  r e l i g i o n  I know can  be  
s u m m e d  up in d i f f e r e n t  w o r d s ,  p e r h a p s ,  but  in a l l ,  i t  i s  i m p o r t a n t  to 
r e c o g n i z e  and a p p r e c i a t e  y o u r  f e l low m a n .  The s a m e  th ing  is  t r u e ,  as  
I u n d e r s t a n d  i t ,  of m o d e r n  p s y c h i a t r y .  

As you have  r e c o g n i t i o n  and a p p r e c i a t i o n  of i n d i v i d u a l s  one f o r  
a n o t h e r ,  then  you  have  s o m e  founda t ion  to ge t  on wi th  s u c c e s s  in  p e r s o n a l  
r e l a t i o n s h i p s .  How does  tha t  t ie  in wi th  c o n f e r e n c e s ,  o r  wi th  you  in  the  
c h a i r ?  F i r s t ,  i t  t i e s  in wi th  the n e c e s s i t y  fo r  you  to know y o u r  peop le .  
You c a n ' t ,  obv ious ly ,  give t h e m  any r e c o g n i t i o n ,  o r  l e s s  c a n  you  give 
t h e m  any  a p p r e c i a t i o n ,  u n l e s s  you do know t h e m .  

I a m  not  t a l k ing  h e r e  s i m p l y  of knowing  t h e i r  n a m e s .  What  I a m  
t a l k i n g  about  i s  t h i s :  The m o r e  i n f o r m a t i o n  you  can  a c q u i r e  about  the 
v a r i o u s  fo lks  who m a y  be in one of y o u r  s t u d e n t  c o m m i t t e e s ,  o r  who 
m a y  be on y o u r  f a c u l t i e s ,  on the b a c k g r o u n d  of the p a r t i c u l a r  p r o b l e m s  
tha t  m a y  be c u r r e n t  at any one t i m e  in t h e i r  l i v e s ,  the m o r e  Likely you  
a r e  to be w o r k i n g  s u c c e s s f u l l y  wi th  t hose  i n d i v i d u a l s  i n t h e  c o n f e r e n c e .  
If you  know a m a n  h a s  a p a r t i c u l a r l y  h e a v y  w o r k  s c h e d u l e  and has  not  
had  t i m e  to p r e p a r e  fo r  th is  m e e t i n g ,  i t  m i g h t  b ~ a good idea  not  to 
e m b a r r a s s  h i m  by a s k i n g  s p e c i f i c  t e c h n i c a l  q u e s t i o n s  which  wi l l  r e q u i r e  
h is  r e a d i n g  of any  b i b l i o g r a p h i c a l  m a t e r i a l  tha t  you m a y  have  p a s s e d  out .  
If a m a n  is p l agued  by s i c k n e s s  in  h i s  f a m i l y  a t  any g iven  t i m e ,  th i s  m a y  
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t ake  h i s  m i n d  off the c o n f e r e n c e  and  on to s o m e t h i n g  e l s e  m u c h  m o r e  
p e r s o n a l .  Y o u r  job as a good c h a i r m a n  is  to take  tha t  s i t u a t i o n  and 
t h o s e  f a c t s  in to  c o n s i d e r a t i o n .  

The  v e r y  n a t u r e  of the p r o c e s s  of a c o n f e r e n c e  i s  h a v i n g  peop l e  
s h a r e  i n f o r m a t i o n  and h a v e  t h e m  know wha t  t hey  s h a r e .  Tha t ,  too ,  
i s  a p p r e c i a t i o n  of i t s e l f .  When  you  a s k  anybody  fo r  a c o n t r i b u t i o n  in  
w o r d s ,  you  have  s h o w n  a p p r e c i a t i o n  of h i s  w o r t h  as  an  i n d i v i d u a l  and 
tha t  you  d e s i r e  to h a v e  h i m  p a r t i c i p a t e  wi th  you in  ge t t ing  a s o l u t i o n  to 
a g iven  p r o b l e m .  

P e r s o n n e l  i s  the v e r y  n a t u r e  of the c o n f e r e n c e  p r o c e s s .  I d o n ' t  s e e  
tha t  any  of you  c a n  m i s s  on th is  if you  k e e p  in m i n d  tha t  the m o r e  you  
know about  y o u r  fo lks ,  the m o r e  l i k e l y  you  a r e  to be ab le  s u c c e s s f u l l y  
to r u n  tha t  m e e t i n g  o r  tha t  c o n f e r e n c e .  

S e c o n d l y ,  I wou ld  l ike  to t ake  up a w o r d  tha t  I u n d e r s t a n d  is  in  
p o p u l a r  r e p u t e  h e r e - - t h e  " l o g i s t i c s "  of the c o n f e r e n c e .  What  do we  
m e a n  by tha t  ? We l l ,  s i m p l y  s t a t e d ,  the job of a good c h a i r m a n  is  to 
s e e  to i t  tha t  a l l  the  n e c e s s a r y  p l ans  a r e  m a d e  and  c a r r i e d  out ,  to p r o -  
v ide  enough  c h a i r s  f o r  the peop le  who a r e  t h e r e ,  to p r o v i d e  a good r o o m ,  
to p r o v i d e  a t ab l e ,  o r  a b l a c k b o a r d ,  o r  an  e a s e l ,  o r  any  o t h e r  f a c i l i t y  o r  
g r a p h i c  a id  tha t  m a y  be n e e d e d .  You c a n ' t  t r u s t  s o m e o n e  e l s e  to do th i s  
job. I t  i s  y o u r  m e e t i n g .  You a r e  r u n n i n g  the c o n f e r e n c e .  It  i s  y o u r  
t a s k  t o  p r o v i d e  f o r  t h e s e  t h ings .  

I~ m e a n s  p r e p a r i n g  fo r  t h e m  in  a d v a n c e .  It  m e a n s  t ak ing  in to  
a c c o u n t  s o m e  of the p s y c h o l o g i c a l  r e a c t i o n s  of peop le .  What  t i m e  of day  
i s  y o u r  m e e t i n g  going to be he ld  ? I s  i t  go ing  to be h e l d  in  any  h a l f - h o u r  
b e t w e e n  8:30 and 10:30, w h e n  fo lks  a r e  j u s t  ge t t i ng  o v e r  the m o r n i n g  
r u s h  in W a s h i n g t o n  f r o m  t h e i r  h o m e s  to t h e i r  p l ace  of w o r k  ? Is  i t  go ing  
to be h e l d  in  the unhappy  p e r i o d  b e t w e e n  1:30 and  3:00 oVclock in  the  
a f t e r n o o n ?  I s  i t  going  to be in tha t  p e r i o d  when ,  fo r  e x a m p l e ,  th i s  g r o u p  
h a s  b e e n ,  f r o m  the p e r i o d  12:00 to 1:30, G e n e r a l  C a l h o u n ,  out  p l a y i n g  
b a s e b a l l ,  o r  golf ,  o r  t e n n i s ,  o r  s o m e t h i n g  e l s e ,  so h e a r t i l y  i n d u l g i n g  in  
a ba l l  g a m e  tha t ,  as  t h e y  c o m e  t h r o u g h  the c o r r i d o r s ,  t h e  on ly  t h i n g  we 
h e a r  i s  "We b e a t  t h e m  one to no th ing  ?it T h e y  w e r e  r u n n i n g  in b e a u t i f u l  
s u n s h i n e  o u t s i d e  and  wan t  to be a n y w h e r e  e l s e  in  the  w o r l d  e x c e p t  in  a 
c h a i r  a t  a c o n f e r e n c e  m e e t i n g .  

Maybe  i t  i s  in  tha t  t i m e  b e t w e e n  1:00 to 3:00 o ' c l o c k ,  w h e n  y o u r  
g r o u p  w i l l  have  i n d u l g e d  i t s e l f  in wha t  I l ike  to c a l l  the b u s i n e s s m a n ' s  
lunch .  Th i s  i s  the p e r i o d  w h e n  you go out  and p a r t a k e  of s t e a k  s a n d -  
w i c h e s  and  m i l k  s h a k e s ,  o r  h a m b u r g e r s ,  o r  m a n y  of t h o s e  s u p e r i f f i c  
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m a r t i n i s  w h i c h  a r e  s e r v e d  not  too f a r  f r o m  h e r e ,  and  w h i c h  I b e l i e v e  
I c a n  m a k e  r e f e r e n c e  to w i t h o u t  f e a r  of e m b a r r a s s i n g  q u e s t i o n s .  

A f t e r  th i s  b u s i n e s s m a n ' s  l unch ,  y o u r  g r o u p  c o m e s  in  and  p lops  
down,  s o m e t i m e s  in  c h a i r s  j u s t  as  c o m f o r t a b l e  as  t h o s e  in  w h i c h  you  
today  a r e  s e a t e d .  Wha t  h a p p e n s  ? Wel l ,  you  a l l  know w h a t  h a p p e n s .  
I donl t  have  to d e v e l o p  th i s  point .  One l a s t  o b s e r v a t i o n  on i t ,  though:  
The  L a t i n  A m e r i c a n  g e n t l e m e n  a r e  m u c h  s m a r t e r  t han  we in  th i s  r e g a r d .  
They  h a v e  enough  s e n s e  to go on h o m e  and t ake  an o f f i c i a l  s i e s t a  f r o m  
the 1:00 o ' c l o c k  to the 4:00 o ' c l o c k  h o u r s ,  and  then  t h e y  c o m e  b a c k ,  
a f t e r  the h e a t  of the day  and  w h e n  the d i g e s t i v e  p r o c e s s  h a s  t a k e n  c a r e  
of i t s e l f ,  and  do t h e i r  w o r k .  We don l t  do i t .  We c o m e  and  ge t  in to  the  
c o n f e r e n c e ,  o r  ge t  in to  the  l e c t u r e  ha l l ,  and  o f f i c i a l l y  we  donWt t ake  any  
s i e s t a  h o u r .  I s a y  fo r  the m a i n  p a r t  peop le  don ' t .  O c c a s i o n a l l y  t h e y  
w i l l  b e g i n  to f lop down,  and h e a d s  wi l l  b e g i n  to r o l l  and,  in  s p i t e  of 
w a r n i n g s  to the c o n t r a r y ,  the m e e t i n g  b e g i n s  to f ade .  I n s t e a d  of c a l l i n g  
th i s  a s i e s t a ,  we  t ake  i t ,  but  d o n ' t  so a c k n o w l e d g e  i t .  

This  may get  a l i t t l e  f a r ,  o r  you  m a y  th ink  i t  ge t s  a l i t t l e  f a r ,  f r o m  
the l o g i s t i c s  of the c o n f e r e n c e .  A c t u a l l y ,  h o w e v e r ,  i t  i s  p a r t  and  p a r c e l  
of t ha t  v e r y  p r o b l e m .  U n l e s s  you  have  the  a t t e n t i o n  of y o u r  g r o u p ,  u n -  
l e s s  you  h a v e  i t  c o n c e n t r a t e d  in  s u c h  a w a y  as  to be d e v o t e d  to the  
r a t i o n a l ,  you  c a n ' t  hope  to c o m e  up wi th  v e r y  m u c h .  

Now,  i t  m a y  be tha t  a m e e t i n g  p r o p e r l y  s c h e d u l e d  wou ld  a c k n o w l e d g e  
th is  p r o b l e m  of the  1:30 to 3:00 o ' c l o c k  t i m e  and  put  i t  in  a n o t h e r  h o u r .  
O r  i t  m a y  be  we  wou ld  a r r a n g e  th ings  in s u c h  a f a s h i o n  as  not  to have  an  
o v e r  a b u n d a n c e  of c o m f o r t a b l e  c h a i r s .  Maybe  the c h a i r s  ought  to be a 
l i t t l e  l e s s  c o m f o r t a b l e  fo r  th is  t i m e ,  o r  we  ought  to have  i t  in  a b u i l d i n g  
w h e r e  the t e m p e r a t u r e  c o n d i t i o n s ,  too,  w i l l  not  c o n s p i r e  a g a i n s t  us .  
If ,  in  add i t i on  to the p r o c e s s  of a t h l e t i c  i n d u l g e n c e  tha t  t hey  h a v e  p a r t a k e n  
of, you  have  a l s o  a t e m p e r a t u r e  c o n d i t i o n  of 85 to 90 d e g r e e s ,  you  a r e  
go ing  to double  y o u r  p r o b l e m .  

I th ink  by now tha t  e x t e n d e d  i l l u s t r a t i o n  m a y  have  g iven  you  w h a t  
I m e a n  by the t e r m  l o g i s t i c s .  Y o u r  job as  a c o n f e r e n c e  l e a d e r  o r  as  a 
m e e t i n g  l e a d e r  i s  to k e e p  e v e r  in  m i n d  the n e c e s s i t y  to have  the g r o u p  
a t t e n t i v e ,  to have  t h e m  go a long  wi th  you.  When  you  b e g i n  to s e n s e ,  
p e r h a p s  a f t e r  an h o u r ,  m a y b e  a h a l f - h o u r ,  tha t  t h e y  have  gone too f a r ,  
i t  m a y  be w e l l  to s t i m u l a t e  the g r o u p ,  to get  t h e i r  m i n d s  off the p r o b l e m  
e v e n  wi th  a one o r  two m i n u t e  b r e a k .  At the end  of an  h o u r  and o n e -  
ha l f ,  l o g i s t i c a l l y ,  i t  i s  m y  j u d g m e n t  t ha t  p r a c t i c a l l y  any  g r o u p  n e e d s  a 
b r e a k .  If you  t r y  to k e e p  y o u r  g r o u p  f o r  two o r  t h r e e  h o u r s  in  s e s s i o n ,  
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w i t h  no b r e a k  of any  k ind ,  I th ink  you  w i l l  f ind the law of d i m i n i s h i n g  
r e t u r n s  s e t t i n g  in v e r y  m a r k e d l y  d u r i n g  the  l a t t e r  p o r t i o n  of tha t  t i m e .  

G e n t l e m e n ,  l o g i s t i c s  a r e  i m p o r t a n t ,  not  j u s t  in  t e r m s  of t a b l e s ,  no t  
j u s t  in  t e r m s  of p e o p l e ,  bu t  in t e r m s  of p s y c h o l o g i c a l  as  w e l l  as  p h y s i c a l  
f a c t o r s .  Good c o n f e r e n c e  l e a d e r s  w i l l  have  l o g i s t i c s  a l w a y s  in  m i n d .  

U n d e r  the t h i r d  t e c h n i q u e ,  a good c o n f e r e n c e  l e a d e r  w a n t s  to have  
in  m i n d ,  in  a d d i t i o n  to h u m a n - r e l a t i o n  f a c t o r s ,  in  a d d i t i o n  to i n f o r m a l  
l o g i s t i c s ,  wha t  I c a l l  the " u s e  of the ques t ion .  " Some  w r i t e r s  in  th i s  
f i e l d  go so  f a r  as  to s t a t e  c a t e g o r i c a l l y  tha t ,  a f t e r  the  i n t r o d u c t o r y  c o m -  
m e n t  by  the c h a i r m a n ,  the l e a d e r  of the m e e t i n g ,  f r o m  then  on,  t h r o u g h  
the b a l a n c e  of the  m e e t i n g ,  shou ld  n e v e r  a g a i n  m a k e  a d e c l a r a t i v e  s t a t e -  
m e n t ,  o r  i n d u l g e  h i m s e l f  in  a d e c l a r a t i v e  s e n t e n c e .  A l w a y s  f r o m  tha t  
poin t  on,  a f t e r  the i n t r o d u c t i o n ,  he shou ld  indu lge  only  in  q u e s t i o n s .  Now, 
why  ? 

Wel l ,  w h e n  a good c h a i r m a n  w a n t s  to be i m p a r t i a l ,  a " n o - q u e s t i o n "  
m e e t i n g - - I  d o n ' t  c a r e  how you p h r a s e  i t - - c a n  be a n y t h i n g  e x c e p t  i m p a r -  
t i a l .  I g r a n t  you  tha t  s o m e  v o c a l  i n f l e c t i o n s  m a k e  a q u e s t i o n  a l i t t l e  b i t  
l e s s  t han  i m p a r t i a l ,  bu t  in  the  s t a t e m e n t  i t s e l f  of a q u e s t i o n  you  h a v e  the 
n a t u r e  of i m p a r t i a l i t y .  When  I a s k  you  s o m e t h i n g ,  I do not  m y s e l f  m a k e  
a c o m m i t m e n t .  I m a y  sound  as  if I a m  m a k i n g  one ,  bu t  I c an  b a c k  off 
f r o m  tha t  and h a v e  a n o t h e r  g r o u p  m e m b e r  a n s w e r .  

Th i s  t hen  l e a d s  us a w a y  f r o m  ge t t i ng  on one s ide  of s o m e t h i n g ,  f r o m  
f a v o r i n g  one g r o u p  o v e r  a n o t h e r ,  in  the c o n f e r e n c e  m e e t i n g .  The v e r y  
n a t u r e  of the q u e s t i o n  p r o c e s s  i t s e l f  wi l l  give y o u  a s t i m u l a n t .  

S e c o n d l y ,  a good q u e s t i o n  a u t o m a t i c a l l y  ge ts  p a r t i c i p a t i o n .  I d o n ' t  
c a r e  w h e t h e r  i t  i s  t h r o w n  out  to the who le  g roup  o r  w h e t h e r  i t  i s  t h r o w n  
to an i n d i v i d u a l .  E i t h e r  w a y  you  h a v e  g iven  an o p p o r t u n i t y  f o r  s o m e  

. p a r t i c i p a t i o n ,  and tha t ,  of c o u r s e ,  i s  wha t  you wan t  in  a c o n f e r e n c e .  
You a r e  t r y i n g  to get  the  g roup  in ,  and a w e l l  r u n  m e e t i n g  w i l l  h a v e  
q u e s t i o n  a f t e r  ques t i on .  

T h e r e  a r e  t h r e e  o r  f ou r  th ings  to k e e p  in  m i n d  w i th  r e g a r d  to the  
k i n d s  of q u e s t i o n s  you  c a n  e m p l o y ,  and a coup le  of d e v i c e s - - t h a t  a good 
c h a i r m a n  c a n  u s e  t h o s e  q u e s t i o n s  fo r .  I have  a l r e a d y  r e f e r r e d ,  in  
t a l k i n g  about  the  k i n d s  of m e e t i n g s ,  to o v e r h e a d  m e e t i n g s  and  d i r e c t e d  
m e e t i n g s .  The s a m e  t e r m i n o l o g y  a p p l i e s  to the ques t i on .  You c a n  
t h r o w  out  a q u e s t i o n  to the  who le  group;  s i m p l y  t h r o w  i t  out ,  as  the s a y -  
ing  wou ld  be ,  o v e r  t h e i r  h e a d s ;  o r ,  a t  the s a m e  t i m e ,  you  c a n  d i r e c t  i t  
to a p a r t i c u l a r  i n d i v i d u a l ,  one p e r s o n ,  and  a s k  h i m  to r e s p o n d  to y o u r  

ques t i on .  11 
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Now, the re  a r e  a couple of o ther  t echniques .  The re  is  one we 
ca l l  the r e l a y  quest ion.  If some one over  on the r igh t  s ide of you 
around the table r a i s e s  a quest ion,  if you don ' t  want to a n s w e r  it ,  
s imp ly  throw that  ques t ion  over  to someone  e l s e - - r e l a y  it to ano the r  
pe rson .  You can say :  " T o m  has  r a i s e d  a quest ion,  Bi l l .  What do you 
think about i t ? "  What i s  the r e s u l t ?  You have two people in. Secondly,  

you keep y o u r s e l f  off a spot.  

Next ,  you can use what we ca l l  a r e v e r s e  quest ion.  Someone in the 
group r a i s e s  a query ,  and again ,  ins t ead  of a n s w e r i n g  i t  y o u r s e l f  or  
th rowing  i t  to some one e l se ,  you tu rn  i t  back.  You say ,  "You have 
r a i s e d  that  point.  What do you think about i t  ?" Or say ,  "I know you 
y o u r s e l f  have had expe r i ence  in th is  l ine.  Won' t  you give us the benef i t  
of that  expe r i ence  and a n s w e r  your  own q u e s t i o n ? "  

The re  a r e  two ways  in which this  p a r t i c u l a r  one can be used.  One 
way is  to use  i t  on the p e r s o n  who is  coming in for  the f i r s t  t ime;  s o m e -  
one who has  shown a c e r t a i n  r e l u c t a n c e ,  or  b a c k w a r d n e s s ,  or  l ack  of 
communica t ive  sk i l l ,  or  i n a r t i c u l a t e n e s s .  He is  in with a ques t ion .  P e r -  
haps  in the way he speaks ,  f r o m  what  you know about h im,  you s ense  tha t  
he knows someth ing  about the m a t t e r  and would l ike to e x p r e s s  h i m s e l f .  
He i s  taking one long s tep.  Give h im  the oppor tuni ty  to go f a r t h e r ,  by 

r e v e r s i n g  the ques t ion  to h im.  

Secondly, you can use this same technique on someone who is giving 
trouble, who is what I call the argumentative type, or the belligerent 
type. Occasionally in some conferences or meetings you will get that 
sort of fellow. If you reverse questions to such an individual you wlll 
frustrate him so quickly, gentlemen, he will hardly know what has hap- 
pened to him. You say: "You have raised that point. What do you think 
about it yourself? What do you mean by that?" When he has answered 
that you ask: "What do you mean by what you say ?"--and so on through, 
until ultimately he will take himself down--as some of us say--he will 

climb down, when he is talked out. 

Here are some of the ways in which a question technique by the 
chairman can be employed. One of the devices of a good leader is to use 

this technique of throwing out questions. 

One last suggestion on this question matter is this beautiful question 
which again and again I hear a smart conference =halrman leading with: 
"Are we agreed that--?" "What is the agreement"? "Are we agreed 
that--?" "If we are, can we push on?" That kind of question put to the 
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group serves the two-fold purpose of reminding them that they have 
only so much time and of summarizing the thought; and the third purpose, 
of course, of getting on with your meeting. "Are we agreed that-- ?" 
"Can we push on to the next matter of business?" 

Now, the last of the things I want to talk about with regard to people 
is the matter of the--what I call types of individuals, and a couple of 
situations, principally from extreme cases, to show how you can use 
your knowledge about various types of individuals to expedite the prog- 
ress of your meeting. Now, I am fully aware, as I know you are, too, 
that it is impossible to categorize any individual as always being of a 
particular type. To say that this man is always argumentative~ and this 
man is always shy, and this man is always quickly analytical or severely 
critical in his approach is too over-generalized. 

But, during the course of a particular meeting, if you know your 
people, and respond to them, if you get the sense of listening and watch- 
ing, you can begin to realize there are in your group individuals who 
have certain personality characteristics--or tralts--and, if you are 
really on your toes as the chairman, what you ought to try to do is to 
make a11 these personality characteristics contribute to the success of 
the meeting. By that I mean that even the weakness of an individual, can 
be turned to a successful purpose if you simply think of that weakness 
and proceed accordingly. 

Let me try to illustrate this by taking two of the most widely sep- 
arated types of individuals, the kinds you will find again and again, in 
military and in nonmilitary groups--on the one hand Mr. Shy and 
Reluctant, and on the other hand Mr. Argumentative and Forward-- 
Mr. Over Articulate. Here's an individual with whom you have no 
trouble, except that he is in too much, and every time he comes in it 
may be in the form of an argument--no matter what somebody says, he 
will deliberately provoke some opposite point of view. 

I am b l e s s e d ,  g e n t l e m e n ,  wi th  a f r i e n d  who i s  of tha t  type .  I a m  
s u r e  you  a l l  h a v e  had  f r i e n d s  o r  a c q u a i n t a n c e s  w h o a r e  of tha t  c a t e g o r y .  
I t  does  not  m a k e  any  d i f f e r e n c e  wha t  you  s a y - - i t  can  be  the k ind  of days  
we have  had  so f a r - - s u n n y ,  p l e a s a n t ,  wi th  a t e m p e r a t u r e  of 70 o r  8 0 - -  
the h u r r i c a n e  wh ich  was  s upposed  to c o m e  n e v e r  did come .  You can  s a y  
to th i s  f r i e n d  of m i n e :  " G i l b e r t ,  i s n ' t  i t  a beau t i fu l  d a y ? "  and he w i l l  
s a y  "No i t  i s n ' t "  and give you four  r e a s o n s  why i t  i s  not a beau t i fu l  day.  

t ,  He i s  a c h e m i s t .  If you s ay ,  " I s n ' t  tha t  r u g  g r e e n ?  , he w i l l  s a y ,  "No,  
i t  i s n ' t ;  c o l o r  i s  a m a t t e r  of i n d i v i d u a l  r e s p o n s e .  When you get  n e a r e r  
to i t  you w i l l  f ind i t  i s  not g r e e r L "  I t ' s  a l l  a m a t t e r  of l ight .  He w i l l  
a r g u e  the point  wi th  you.  
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O v e r  h e r e  we  h a v e  M r .  N o n p a r t i c i p a t o r ,  M r .  Quie t  F e l l o w ,  
M r .  Soft ,  Slow Spoken.  A r e  t h e r e  t i m e s  when  you  wan t  to get  a p a r t i c u -  
l a r  k ind  of i n d i v i d u a l  in to  y o u r  m e e t i n g ?  L e t  m e  s u g g e s t  t h i s :  T h e r e  
a r e  t i m e s  when  you  wan t  to get  s o m e  l ight ,  s o m e  s p a r k ,  s o m e  f i g h t - -  
on the p r i n c i p l e  tha t  e v e r y b o d y  l i k e s  c o n t r o v e r s y .  I a m  s u r e  you  a r e  
a l l  l ook ing  f o r w a r d  to the f ight  w h i c h  is  to take  p l ace  ton igh t  in  New Y o r k  
Ci ty  b e t w e e n  Mr .  M o o r e  and  Mr .  M a r c i a n o .  L e t  t h e r e  be a r a d i o  o r  a 
TV p r o g r a m - - t h e  one wh ich  we r e s p o n d  to i s  the one in w h i c h  we  h a v e  
c o n t r o v e r s y .  If we can  put F u l t o n  J .  L e w i s  on one s ide  and  M r .  E l l i o t t  
R o o s e v e l t  on the o t h e r  and  t h e y  have  a r o u n d  w h i c h  gets  c l o s e  to f i s t i c u f f s ,  
i t  m a k e s  news  a l l  o v e r  the  Nat ion .  

I w a s  a m u s e d  at  the b e g i n n i n g  of th i s  l a s t  C o n g r e s s  when  the  D e m o -  
c r a t s  c a m e  into  p o w e r  in C o n g r e s s  and we had  s t i l l  a R e p u b l i c a n  A d m i n -  
i s t r a t i o n  to h e a r  and see  and  l i s t e n  to the m a n y  c o m p l a i n t s  f r o m  the  
p r e s s  and r a d i o  r e p r e s e n t a t i v e s  in W a s h i n g t o n .  T h o s e  of you  who w e r e  
h e r e  wi l l  r e c o g r d z e  the g e n e r a l  l ine  of the  c o m p l a i n t s  d u r i n g  the f i r s t  
t h r e e  o r  f o u r  m o n t h s  of tha t  c o n g r e s s i o n a l  s e s s i o n .  "No  c o n t r o v e r s y ;  
no f ight ;  a l l  s w e e t n e s s  and l ight  up t h e r e .  When  a r e  they  going to r e m e m -  
b e r  tha t  the h o n e y m o o n  is  o v e r  and get  down to b r a s s  t a c k s  and  h a v e  s o m e  
good c o n t r o v e r s y ? "  Th i s  was  w r i t t e n  in  c o l u m n  a f t e r  c o l u m n .  You 
h e a r d  i t  in b r o a d c a s t  a f t e r  b r o a d c a s t .  T h e r e  was  l i t t l e  news  f r o m  t h o s e  
up on the Hi l l  and down town,  b e c a u s e  t h e r e  w a s  so l i t t l e  c o n t r o v e r s y .  

In  y o u r  c o n f e r e n c e ,  if you c o m e  to tha t  t i m e  w h i c h  we have  a l r e a d y  
d e s c r i b e d ,  w h e n  you a r e  in the u n o f f i c i a l  A m e r i c a n  s i e s t a ,  if  you  a r e  a t  
one  of t hose  po in ts  w h e r e  you  j u s t  c a n ' t  s e e m  to get  a n y t h i n g  go ing ,  
g e n t l e m e n ,  I s u g g e s t  to you  tha t  a s m a r t  c h a i r m a n  w i l l  d e l i b e r a t e l y  p r o -  
voke  a good c o n t r o v e r s y  to get  s o m e  i n t e r e s t  s t i m u l a t e d  and w i l l  s t a r t  
to get  a coup le  of peop le  going b a c k  and f o r t h  at  e a c h  o t h e r ,  a t  l e a s t  to 
the poin t  w h e r e  s o m e  a d r e n a l i n  is  p u m p e d  into  b lood  s t r e a m s  and the 
g r o u p  is  m o r e  a l e r t .  Then ,  if  you can  t u r n  i t  off, a l l  w e l l  and  good.  

C o n v e r s e l y ,  if  you  a r e  in one of t h e s e  s i t u a t i o n s ,  when  two o r  t h r e e  
peop le  a r e  h e a d  to h e a d  wi th  e a c h  o t h e r  and no l o n g e r  at  the  po in t  w h e n  
t h e y  can  th ink  r a t i o n a l l y  abou t  an i d e a ,  and  they  a r e  pound ing  the t ab le  
and a l m o s t  t h r o w i n g  f i s t s  at  e a c h  o t h e r ,  wha t  you  n e e d ,  o b v i o u s l y ,  i s  a 
p e r i o d  of c a l m  r e f l e c t i o n  and quie t .  How do you  get  i t ?  

May I s u g g e s t  tha t  one w a y  is  d e l i b e r a t e l y  to d i r e c t  s u c c e s s i v e  
q u e s t i o n s  to t h r e e  peop le  who wi l l  g ive  you  s o m e  d e l i b e r a t e  c a l m ,  the  
k ind  of r e s p o n s e  w h i c h  w i l l  p r o v o k e  the k ind  of a t m o s p h e r e  you  want .  
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By e x a g g e r a t i o n ,  p e r h a p s ,  I have  ~r ied  to show how you  can ,  by  
a s s e s s i n g  the v a r i o u s  r e s p o n s e s  of i n d i v i d u a l s  in y o u r  g r o u p ,  s e n s e  the 
type  of p e r s o n a l  c h a r a c t e r i s t i c s  t h e y  have .  If you a r e  w a t c h i n g ,  o b s e r v -  
ing,  and knowing  y o u r  peop le ,  and  if you l i s t e n  to t h e m  c a r e f u l l y ,  you  
can  do a m o r e  e f f e c t i v e  job of k e e p i n g  the g roup  s t i m u l a t e d ,  k e e p i n g  i t  
r e s p o n s i v e ,  k e e p i n g  i t  on the way  to the so lu t ion  of a p r o b l e m .  

I know ful l  w e l l  tha t  I have  not  c o v e r e d  m a n y  of the po in t s  w h i c h  you  
wou ld  l ike  to have  c o v e r e d  in a t a lk  of t h i s  type .  I h a v e ,  h o w e v e r ,  in  the 
45 m i n u t e s  tha t  h a v e  b e e n  m i n e ,  t r i e d  to show you the i m p o r t a n c e  of 
t h r e e  m a i n  a p p r o a c h e s  to th is  m a t t e r  of l e a d i n g  a c o n f e r e n c e  o r  of p a r -  
t i c i p a t i n g  in i t .  I s u g g e s t  to you  tha t  a we l l  r u n  c o n f e r e n c e  w i l l  e m p h a -  
s i z e  p u r p o s e ;  i t  w i l l  e m p h a s i z e  p lan ,  and an o r d e r l y  one at  that ;  and  i t  
w i l l  e m p h a s i z e  k n o w l e d g e  of peop le .  

In  t e r m s  of th i s  l a s t  c a t e g o r y ,  the h u m a n  r e l a t i o n s  f a c t o r s ,  and  the 
l o g i s t i c  f a c t o r s - - t i e  r i g h t  back  in to  y o u r  a p p r e c i a t i o n  of p e o p l e - - a n d  
y o u r  r e c o g n i t i o n  of t h e i r  n e e d  fo r  r e s t  b r e a k s  and fo r  f a c i l i t i e s ,  w h e t h e r  
b l a c k b o a r d s ,  o r  cha lk ,  o r  w h a t e v e r  i t  m a y  be.  

A good c h a i r m a n  w i l l  k e e p  h i m s e l f  i m p a r t i a l .  One d e v i c e  he c a n  
u s e  above  e v e r y t h i n g  e l s e  to be i m p a r t i a l  is  the q u e s t i o n  t e c h n i q u e .  

L a s t l y ,  he m u s t  a l so  p r o c e e d  in t e r m s  of the k inds  of peop le  he  h a s  
in  h i s  m e e t i n g .  

Qu ick ly ,  then ,  to s u m m a r i z e  a l l  t h e s e  th ings :  I f  you  can  k e e p  in 
m i n d  y o u r  p u r p o s e ,  y o u r  plan,  and y o u r  p a r t i c u l a r  peop le ,  g e n t l e m e n ,  
I th ink  you  w i l l  f ind tha t  you  wi l l  do a m o r e  s u c c e s s f u l  job of r u n n i n g  
any  c o n f e r e n c e  o r  any k ind  of m e e t i n g .  

DR. R E I C H L E Y :  We a r e  go ing  to give C o l o n e l  O ' N e i l  a c h a n c e  to 
t a lk  on h i s  p r o j e c t  abou t  A b e r d e e n  F i e l d  a l i t t l e  and  give h i m  an o p p o r -  
t un i ty  to a n s w e r  s o m e  q u e s t i o n s  on i t .  B e f o r e  we  le t  the  P r o f e s s o r  go, 
if  you  have  any  q u e s t i o n s  on c o n f e r e n c e  l e a d e r s h i p ,  he w i l l  be g lad  to 
a n s w e r  t h e m .  

QUESTION:  I n o t i c e  you  m e n t i o n e d  j u s t  about  e v e r y t h i n g  you  
though t  of e x c e p t  the chap  who m i g h t  s ay :  " S h a l l  we  b r e a k  the two by 
f o u r  ba t  o v e r  h i s  head  ?"  Is  t h e r e  any  p o s s i b i l i t y  of u s i n g  an a p p r o a c h  
l ike  tha t ,  and i s  i t  e f f e c t i v e  ? 
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P R O F E S S O R  STEVENS:  Y e s ,  I th ink  i t  s o m e t i m e s  i s ,  if  y o u r  
p a r t i c u l a r  p o s i t i o n  g ives  you  the a u t h o r i t y  to get  away  wi th  it. I d o n ' t  
th ink i t  c r e a t e s  the k ind  of d e m o c r a t i c  a t m o s p h e r e  tha t  the w o r d  " c o n -  
f e r e n c e "  c o n n o t e s ,  h o w e v e r .  When  you  get  to the po in t  w h e r e  you  h a v e  
to b l u d g e o n  anybody  you n e e d  a n o t h e r  t e c h n i q u e  than  tha t  of a c o n f e r e n c e .  

G e n e r a l  C a l h o u n  d u r i n g  the i n t e r m i s s i o n  c a m e  up wi th  s o m e t h i n g  
in  the n a t u r e  of a k ind  of q u e r y  when  he  s a id  he wou ld  l i ke  to h a v e  s o m e  
s u r e  w a y  of going into  a c o n f e r e n c e  and c o m i n g  out  w i th  y o u r  s h i r t .  I 
s a id  I w a s  not  s u g g e s t i n g  today  any  d e v i c e  by w h i c h  you  cou ld  p e r s u a d e  
s o m e o n e  to a c c e p t  y o u r  po in t  of v iew.  Tha t  i s  no t  r e a l l y  p a r t  of the  
c o n f e r e n c e  as  such  in t e r m s  of r u n n i n g  a c o n f e r e n c e .  O b v i o u s l y  i t  i s  in 
a l a r g e  p a r t  t r y i n g  to a c c o m p l i s h  y o u r  goa l s ,  G e n e r a l  Ca lhoun ,  w h i c h  i s  
the s u b j e c t  of a m u c h  l o n g e r  t a lk  than  we can  p o s s i b l y  m a k e  h e r e  d u r i n g  
the q u e s t i o n  p e r i o d ,  o r  d u r i n g  the m a i n  p a r t  of the l e c t u r e ,  e i t h e r .  

QUESTION:  M r .  S t e v e n s ,  y o u r  d i s c u s s i o n  of t e c h n i q u e s  is  j u s t  as  
c l e a r  a s  c r y s t a l  to m e ,  but  I th ink it  p r e s u p p o s e s  tha t  a l l  c o n f e r e e s  a r e  
f r e e  a g e n t s .  Aga in  and aga in  I have  p a r t i c i p a t e d  in c o n f e r e n c e s  w i th  a 
d i c t a t e d  p o s i t i o n  o r  a s a f e l y  d e l i m i t e d  pos i t i on ,  a long  wi th  o t h e r  c o n -  
f e r e e s ,  and have  d e l i b e r a t e d  by the h o u r  un t i l  s u d d e n l y  one o r  two c o n -  
f e r e e s  w i l l  pul l  a c r o p  on the  m e e t i n g  and t h e r e ' s  d e a d l o c k .  By w h a t  
d e v i c e  does  a c h a i r m a n  a d j u s t  th is  th ing  and d e v e l o p  i t  and c l o s e  i t  o u t ?  

P R O F E S S O R  STEVENS:  I th ink  y o u r  q u e s t i o n  is  a g a i n  m a k i n g  the  
a s s u m p t i o n  tha t  peop le  a r e  e i t h e r  c o m i n g  to a m e e t i n g  wi th  i n s t r u c t i o n s  
f r o m  top s i de  tha t  t hey  c a n n o t  d e p a r t  f r o m - - t h e y  a r e  in  a p a r t i c u l a r  
p o s i t i o n  of h a v i n g  no a u t h o r i t y  to m a k e  tha t  d e p a r t u r e - - o r  t h e y  a r e  
t h e m s e l v e s  so  s t u b b o r n - - o r  p e r h a p s  the w o r d  i s  so l o y a l  to t h e i r  p o s i -  
t i o n - - w h i c h e v e r  i t  m a y  b e - - t h a t  t hey  w i l l  not  d e p a r t .  

As soon ,  in m y  j u d g m e n t ,  a t  l e a s t ,  as  i t  h a s  b e e n  d e t e r m i n e d  tha t  
you  a r e  a t  an  i m p a s s e  w h i c h  r e s u l t s  f r o m  the l a ck  of a u t h o r i t y  to c h a n g e  
a d e c i s i o n ,  then ,  i t  s e e m s  to m e ,  i t  i s  t i m e - - D o c ,  I s a y  i t  i s - - t h o u g h ,  
as  you  s a y ,  you  c a n ' t  do i t  t a c t f u l l y ,  and I a g r e e  wi th  you  tha t  you  c a n ' t - -  
i t  i s  t i m e  to b r e a k  up the m e e t i n g  and go b a c k  fo r  new i n s t r u c t i o n s ,  o r  
d e s i g n a t e  to have  c o m e  to the nex t  m e e t i n g  the  peop le  who do have  the 
a u t h o r i t y  to m a k e  tha t  c h a n g e ,  if p o s s i b l e .  U n l e s s  you do th i s ,  a l l  you  
a r e  do ing  is  r e p e a t i n g  the s a m e  a r g u m e n t s  f r o m  one point  of v i ew to 
a n o t h e r  po in t  of v i ew  ad i n f i n i t u m .  

W h e n  we have  an i m p a s s e ,  if t h e r e  is  no o p p o r t u n i t y  fo r  us  to d e p a r t  
f r o m  a p r e v i o u s l y  p r e p a r e d  pos i t i on ,  l e t  u s ,  f o r  g o o d n e s s '  s a k e ,  h a v e  
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the  b r e a k ,  o r  have  a couple  of m a r t i n i s ,  tha t  m a y  h e l p  us  a l i t t l e  bi t ,  
o r  go back  to w h e r e  we c a m e  in, f r o m  a point  of v iew of new i n s t r u c -  
t ions .  Th is  i s  a n o t h e r  t e c h n i q u e  in i t s e l f .  The c h a i r m a n  has  u s e d  e v e r y  
t e c h n i q u e  he  can ,  and a s k s  fo r  t h r e e  o r  four  m i n u t e s  for  r e f l e c t i n g ,  
w h e r e  no th ing  t a k e s  p lace .  This  one c a m e  f r o m  the Q u a k e r s '  m e e t i n g s ,  
the  e x p e r i e n c e  of the F r i e n d s  Soc ie ty ,  w h e r e  aga in  and aga in  th i s  
t e c h n i q u e  is  u s e d .  If  you p a r t i c u l a r l y  f e e l  the n e e d  of r e l i g i o u s  i n s p i r a -  
t ion,  you m i g h t  v e r y  w e l l  ca l l  on the L o r d  fo r  h e l p  h e r e ,  as  t hey  do, 
m i g h t y  s u c c e s s f u l l y .  

If you don ' t  fo l low the  r e l i g i o u s  ph i losophy ,  have  the b r e a k  fo r  the  
k ind  of r a t i o n a l ,  r e f l e c t i v e  th ink ing  that  can  be indu lged  in in any con -  
f e r e n c e .  T h e r e  is  no t a lk ing  d u r i n g  tha t  pe r iod .  It  i s  s o m e t i m e s  a way  
to r e f l e c t  i n w a r d l y  and p o s s i b l y  to change .  

You c a n ' t  undo in  one m e e t i n g  what  has  t aken  y e a r s  to bu i ld  up. F o r  
e x a m p l e - - a g a i n  th i s  was  b r o u g h t  to m y  a t t e n t i o n - - i n  the Jo in t  Ch ie f s  of 
Staff m e e t i n g s  you have  the p o s i t i o n  of the A r m y ,  the p o s i t i o n  of the  
Navy,  at  the v e r y  top s i d e ,  which  grow out of not  jus t  t h e s e  m e e t i n g s .  
T h e r e ' s  150 y e a r s  of e x p e r i e n c e  and peop le ,  and t r a i n i n g ,  and i n g r a i n -  
ing,  and t r a d i t i o n .  You a r e  not going  by any t e c h n i q u e  that  I know of to 
change  tha t  k ind  of th ing  q u i c k l y - - u l t i m a t e l y ,  m a y b e .  One m i g h t  s ay  
t h e i r  h e a d s  m u s t  be  k n o c k e d  t o g e t h e r ,  o r  i t  m u s t b e  p a s s e d  on to w h e r e  
i t  can  go no f u r t h e r .  It  p a s s e s  to the C o m m a n d e r - i n - C h i e f  fo r  y o u r  
so lu t ion .  

I a m  s o r r y  if th i s  is  a l o n g - w i n d e d  r ep ly .  It i s  the b e s t  I can  give .  

QUESTION: Does  c o n f e r e n c e  e x p e r i e n c e  show that ,  when  the con -  
f e r e n c e  ge t s  b e y o n d  a c e r t a i n  s i z e ,  i t  b e c o m e s  i n h e r e n t l y  u n m a n a g e a b l e  ? 

P R O F E S S O R  STEVENS:  I t  b e c o m e s  m o r e  u n m a n a g e a b l e  as  i t  ge t s  
l a r g e r .  Th is  is  in  t e r m s  of the  k ind  of t i m e  you have .  If you a r e  m e e t -  
ing  fo r  r o u g h l y  an h o u r  and o n e - h a l f ,  i t  i s  m y  e x p e r i e n c e  that  m o r e  than  
about  15 o r  16 peop le  b e g i n  to c o m p l i c a t e - - b y  the g e o m e t r i c  r a t i o ,  
r a t h e r  than  by ju s t  the a r i t h m e t i c  r a t i o - - t h e  n u m b e r  of p r o b l e m s  tha t  
g row out  of the  peop le  t h e m s e l v e s .  When you get  about  50 to 60, you have  
t h e s e  g r e a t ,  f o r m a l  s t a t e m e n t s  m a d e  by e v e r y o n e ,  and  you r e a l l y  n e e d  
t h r e e  o r  fou r  days  o r  y e a r s  fo r  tha t  type of m e e t i n g .  

The more people you have, the more Likely you are to have problems. 
If you have four or five people that you know have experience and know- 
how, you can designate them as spokesmen for groups of more people. 
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I f  y o u  h a v e  60 p e o p l e  y o u  m i g h t  h a v e  15 s p o k e s m e n .  T h e n  t h e  60 w i l l  
p a r t i c i p a t e  t o  s e e  w h a t  c a n  b e  d o n e .  T h e  m o r e  y o u  h a v e ,  t h e  m o r e  
l i k e l y  y o u  a r e  to  h a v e  p r o b l e m s  of  k e e p i n g  t h e m  o n  t h e  t r a c k .  

Q U E S T I O N :  Do y o u  h a v e  a n y  s u g g e s t i o n  o n  h o w  to  b r i n g  t h e  c o n -  
f e r e n c e  b a c k  o n  t h e  t r a c k  i f  i t  g e t s  o f f  t h e  t r a c k  d u e  to  t h e  a c t i o n  of  a 
p e r s o n  w h o  i s  s e n i o r '  to  t h e  c o n f e r e n c e  c h a i r m a n ?  

P R O F E S S O R  S T E V E N S :  Y e s ,  s i r ,  I do .  O n e  w a y  i s  to  t r y ,  i f  y o u  
c a n ,  to  h a v e  t h e  m e m b e r s  o f  y o u r  g r o u p  do i t .  If  t h e y  a r e  s e n s i t i v e  to  
t h e  f a c t s  of  t h e  c o n f e r e n c e ,  t h e y  w i l l  k n o w  w h e n  y o u  a r e  o f f - - n o t  a l l  o f  
t h e m ,  b u t  s o m e - - a n d  i f  y o u  a r e ,  f o r  e x a m p l e ,  u s i n g  a b l a c k b o a r d  o r  a n  
e a s e l  o r  s o m e  o t h e r  t y p e  of  t h i n g ,  i t  m i g h t  b e  a g o o d  s u g g e s t i o n  s i m p l y  
to  a s k  o n e  of  t h e  m e m b e r s  o f  y o u r  g r o u p  to  s u m m a r i z e  t h a t  p o i n t  w h e r e  
t h e r e  s e e m s  to  b e  a b r o a d  d i s c u s s i o n ,  to  s e e  w h a t  y o u  h a v e  a c c o m p l i s h e d .  
T r y  to  g e t  t h e  g r o u p  to  do i t ,  i n  t e r m s  of  s o m e  of  t h e m  w h o  s e n s e  t h e  
s i t u a t i o n .  T h e n  t h e  s e n i o r  m a n  w h o  h a s  t a k e n  i t  o f f  t h e  t r a c k  m a y b e ,  
w h e n  h e  s e e s  t h e  s u m m a r y ,  w i l l  c o m e  to a r e a l i z a t i o n  t h a t  h e  h a s  s t r a y e d .  
T h a t  i s  o n e  t e c h n i q u e  t h a t  m a y  w o r k .  

A n o t h e r  i s  to  u s e  t h e  q u e s t i o n  t e c h n i q u e ,  a n d  s u g g e s t :  " S i r ,  w e  
f u l l y  a p p r e c i a t e  y o u r  c o m m e n t s ,  b u t  a r e n ' t  w e  j u s t  a l i t t l e  b i t  a h e a d  o f  
o u r s e l v e s  h e r e  ? W o u l d  y o u  m i n d ? "  Y o u  a r e  p u t t i n g  i t  i n  t h e  f o r m  of  a 
q u e s t i o n .  Y o u  c a n  p u t  y o u r  s u m m a r y  on  t h e  b o a r d  o r  on  a p i e c e  o f  p a p e r  
a n d  m a y b e  h e  w i l l  s e n s e  t h a t  y o u  w i l l  t a k e  c a r e  of  t h a t  w h e n  y o u  c o m e  to  
i t .  O r  s a y  to  h i m ,  s i m p l y ,  "I  a m  n o t  s u r e  a l l  of  u s  s e e  t h e  r e l e v a n c e  of  
t h i s ,  s i r .  I w o n d e r  i f  y o u  w o u l d  e x p l a i n  to  u s  w h a t  e x a c t l y  y o u  m e a n  b y  
t h i s .  H o w  d o e s  i t  t i e  in  ? "  I t  m a y  w e l l  b e  t h a t  t h e r e  h e  w i l l  t a k e  e x c e p -  
t i o n  to  t h i s .  B u t  h e  i s  a l i t t l e  l e s s  l i k e l y  to  t h a n  i f  y o u  s a y :  " Y o u  c r a z y  
o l d  g a l o o t ;  y o u  a r e  of f  t h e  t r a c k .  L e t ' s  g e t  b a c k  on .  " 

Q U E S T I O N :  H o w  d o e s  a c o n f e r e n c e  l e a d e r  r e a l l y  g e t  a l o n g  in  a n y  
s e n s e  ? T o  m e  h e  i s  p l a y i n g  r i n g  l e a d e r  to  a t h r e e - r i n g  c i r c u s ;  h e  i s  a 
s u p p l y  o f f i c e r ;  a n d  s o  f o r t h .  T h a t  i s  c a l l e d  t h e  p r e s s - a - b u t t o n  n o t i o n  of  
s o l v i n g  a p r o b l e m  w h i c h  h e  i s  p e r s o n a l l y  i n t e r e s t e d  in  s o l v i n g .  H e  h a s  
to  t r y  to  k e e p  e v e r y b o d y  h a p p y ,  a n d  s o  f o r t h ;  b e  on  h i s  t o e s ;  s e e  t h a t  
J o e  d o e s  n o t  h a v e  a f i g h t  w i t h  B i l l .  He  d o e s  n o t  h a v e  a c h a n c e  to  p a y  
a t t e n t i o n  to  w h a t  i s  g o i n g  on  a n d  g e t  t h e  t h i n g s  h e  w a n t s  u n l e s s  h e  r e a d s  
t h e  m i n u t e s  n e x t  w e e k ,  i f  s o m e b o d y  h a s  t a k e n  t h e m  d o w n .  

P R O F E S S O R  S T E V E N S :  H e  d o e s  t h a t  b y  a n o t h e r  t e c h n i q u e .  I s h o u l d  
h a v e  m e n t i o n e d  i t  i n  t h e  l e c t u r e .  H e  l i s t e n s ,  n o t  o n l y  f o r  t h e  d i g r e s s i o n s ,  
b u t ,  o b v i o u s l y ,  f o r  t h e  s u b s t a n c e .  S e c o n d ,  s o  t h a t  h e  c a n  a c h i e v e  i t ,  i f  
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h e  does  not  w a n t  to b o t h e r  h i m s e l f  wi th  m i n u t i a  o r  r e c o r d i n g ,  he  has  
to h a v e  a r e c o r d e r  appo in t ed  in the f o r m  of s o m e o n e  w h o s e  t a s k  is  to 
put down on the  e a s e l ,  b l a c k b o a r d ,  o r  no tebook ,  the th ings  tha t  t h e y  
have  a c c o m p l i s h e d .  E v e r y  now and  t hen  he  can  ca l l  on tha t  p e r s o n  f o r  a 
s u m m a r i z a t i o n - - I  don ' t  l ike  tha t  w o r d - - f o r  a s u m m a r y  of w h a t  h a s  t a k e n  
p l a c e - - h e  m i g h t  h a v e  a s u m m a r y  e v e r y  15 o r  20 m i n u t e s ,  o r  e v e r y  ha l f  
h o u r ,  a g a i n  d e p e n d i n g  o n  how m u c h  t i m e  he ha s .  Tha t  w i l l  t end  to k e e p  
h i m  w e l l  a b r e a s t  of wha t  i s  go ing  on, and for  the  r e s t  of the g r o u p  r e -  
e m p h a s i z e s  wha t  ha s  t a k e n  p l a c e  and  wha t  y e t  r e m a i n s  to be done .  He 
h a s  to l i s t e n  a l l  the  t i m e .  

QUESTION: Quite  of ten ,  P r o f e s s o r  S t e v e n s ,  w e  c o m e  to the s i t u a -  
t ion  w h e r e  t h e r e  is  an  e x t r e m e l y  s t r o n g  p e r s o n a l i t y  at  the c o n f e r e n c e  in  
a d d i t i o n  to the c o n f e r e n c e  c h a i r m a n .  Qui te  of ten you  wi l l  f ind  tha t  m o s t  
peop le  a r e  t u r n i n g  to the  s t r o n g  p e r s o n a l i t y  fo r  g u i d a n c e  r a t h e r  than  to 
the c o n f e r e n c e  c h a i r m a n .  How do you  cu rb  tha t  k ind  of s i t u a t i o n  ? 

PROFESSOR STEVENS: F i r s t  you wan t  to be s u r e  i t  i s  d e s i r a b l e  to 
c u r b  i t .  Maybe  he  is  c o m i n g  up wi th  m a n y  of the r e l e v a n t  a n s w e r s ,  c o n -  
t r i b u t i n g  to the  s o l u t i o n  of the p r o b l e m .  It  m a y  be a m a t t e r  of pe t ty  
j e a l o u s y  on y o u r  p a r t ,  but  you  s e n s e  tha t  you  a r e  r e s p o n d i n g  to th i s  as  
you  shou ld  not .  Tha t  i s  the  f i r s t  r e a c t i o n .  The s e c o n d  i s ,  you  c a n  u s e  
a g a i n  a n u m b e r  of d e v i c e s .  You can  c e n t e r  the  a t t r a c t i o n  and a t t e n t i o n  
a w a y  f r o m  tha t  i n d i v i d u a l  b a c k  to you .  One of the s i m p l e s t  w a y s  I know 
is  by m o v e m e n t .  By m o v e m e n t  I m e a n ,  if you a r e  in a c h a i r - - a s  e v e r y -  
body  in  a c o n f e r e n c e  u s u a l l y  i s ,  in a c h a i r - - s i m p l y  s t and  up, as  a publ ic  
s p e a k e r .  You r e m e m b e r  l a s t  w e e k  P r o f e s s o r  R o b e r t s  wen t  b a c k  and 
f o r t h  a c r o s s  th i s  p l a t f o r m  two o r  t h r e e  t i m e s  s h o w i n g  you  how a t t e n t i o n  
w a s  f ixed  on h i m  in  t e r m s  of h i s  m o v e m e n t .  

The s a m e  th ing  can  be done  in  t e r m s  of a c o n f e r e n c e .  The s e c o n d  
th ing  i s ,  not  on ly  s t a n d  up, but  wa lk ,  and  t h e i r  e y e s  a r e  m o r e  l i k e l y  to 
fo l low you .  T h a t ' s  the  s e c o n d  th ing .  The  nex t  th ing  i s ,  you  can  s a y ,  
" H e r e  is  wha t  we have  done,  " and u s e  the  v i s u a l  a id  d e v i c e ,  to show 
wha t  t h e y  have  c o n t r i b u t e d .  

The l a s t  a s p e c t  of the r e p l y  to tha t  q u e s t i o n  i s ,  you can  l e t  y o u r  
g r o u p  h a n d l e  tha t  s o r t  of i n d i v i d u a l .  I t  m a y  be  tha t  t hey  have  s e n s e d  
tha t  he  is  v e r y  d o m i n e e r i n g ,  and you  can  l e t  t h e m  b r e a k  away  f r o m  h i m  
p h y s i c a l l y  and  m e n t a l l y ,  by d i r e c t i n g  q u e s t i o n s  away  f r o m  h i m .  H e r e  
you  c a n  get  a c o u n t e r - b a l a n c e  to h i s  pos i t i on .  

L a s t l y ,  you  can  p e r h a p s  do it  by  the t e c h n i q u e  of s u g g e s t i n g ,  " W e l l ,  
we  have  h e a r d  a n u m b e r  of poin ts  of v i ew  and,  in a l l  f a i r n e s s ,  g e n t l e m e n ,  
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s h o u l d n ' t  w e  t a k e  a l i t t l e  t i m e  to  g e t  a c o u n t e r - b a l a n c e  to  d e t e r m i n e  i f  
t h e r e  a r e  o t h e r  p o i n t s  o f  v i e w .  I w o n d e r ,  G e o r g e ,  i f  y o u  w o u l d  m i n d  
w a i t i n g .  " I t  m a y  be  w e l l  i f  y o u  t h e n  c a n  l e t  y o u r  g r o u p  o v e r c o m e  i t  
b y  w a y  of  t h e  t e c h n i q u e  of  p s y c h o l o g i c a l l y  t a k i n g  a t t e n t i o n  a w a y  f r o m  
h i m .  

DR.  R E I C H L E Y :  E d ,  w i t h  t h e  t a l k  y o u  h a v e  g i v e n  u s  t h i s  a f t e r n o o n ,  
I a m  s u r e  o u r  t e c h n i q u e  i n  c o n d u c t i n g  c o n f e r e n c e s  w i l l  b e  i m p r o v e d ,  
e v e n  t h o u g h  w e  d o n ' t  s o l v e  a n y  m o r e  p r o b l e m s  t h a n  u s u a l .  

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

P R O F E S S O R  S T E V E N S :  T h a n k  y o u ,  D o c .  

i; 

p 

(25  N o v  1 9 5 5 - - 2 5 0 ) O / e n  
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