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F U L L  U T I L I Z A T I O N  OF THE NATION'S  M A N P O W E R  THROUGH 
E F F E C T I V E  HUMAN R E L A T I O N S  

13 O c t o b e r  1955 

C O L O N E L  B A R R E T T :  G e n t l e m e n :  Th i s  m o r n i n g  we h a v e  the  
f i r s t  of the  m a n p o w e r  l e c t u r e s  tha t  d e a l s  with the  f i e l d s  of d e v e l o p -  
m e n t  and u t i l i z a t i o n .  The  s p e c i f i c  top ic  is  " F u l l  U t i l i z a t i o n  of t he  
N a t i o n ' s  M a n p o w e r  T h r o u g h  E f f e c t i v e  H u m a n  R e l a t i o n s .  " 

The  n i n e t e e n t h  c e n t u r y  c l a s s i c a l  w r i t e r s  on e c o n o m i c s ,  both  
c a p i t a l i s t  and  a n t i c a p i t a l i s t ,  qu i te  o b v i o u s l y  d idn ' t  a a~ ic ipa t e  the  d e -  
v e l o p m e n t  of a s y s t e m  of p r i v a t e  e n t e r p r i s e  tha t  would be  c a p a b l e  of 
and  wi l l i ng  to u se ,  f o s t e r ,  and d e v e l o p  a s c i e n c e  o r  an  a r t  l i ke  h u m a n  
r e l a t i o n s  fo r  the  bene f i t  of p r i v a t e  e n t e r p r i s e  and fo r  the  bene f i t  of the  
w o r k e r  in o r d e r  to a c c o m p l i s h  ful l  u t i l i z a t i o n .  T h i s  is  p e r h a p s  not t he  
l e a s t  of the  r e a s o n s  fo r  the  p r e s e n t  p r e e m i n e n c e  of the  Un i t ed  S t a t e s  
in the  w o r l d  of t oday .  

Our  s p e a k e r ,  I th ink ,  t y p i f i e s  tha t  c o m b i n a t i o n  of the  c u l t u r a l  
and the  t h e o r e t i c a l  wi th  the  p r a c t i c a l  in b u s i n e s s  m a n a g e m e n t .  He 
is  a d o c t o r  of p h i l o s o p h y ,  an e d u c a t i o n a l  p s y c h o l o g i s t ;  he is  a p r a c -  
t i c i n g  e d u c a t o r ;  and he is  the  v ice  p r e s i d e n t  of a l a r g e  c o r p o r a t i o n .  
Tha t  c o r p u r a t i o n ,  M c C o r m i c k  & C o m p a n y ,  is  a p i o n e e r  and a f o r e -  
r u n n e r  in t h i s  f ie ld  of what  ~e m i g h t  c a l l  e n l i g h t e n e d  and e f f e c t i v e  
b u s i n e s s  m a n a g e m e n t .  It is  a happy  c i r c u m s t a n c e  fo r  t he  M a n p o w e r  
B r a n c h  tha t ,  t h r o u g h  p e r s o n a l  f r i e n d s h i p  with the  C o m m a n d a n t ,  i t s  
P r e s i d e n t ,  C h a r l e s  M c C o r m i c k ,  is  f a m i l i a r  with the  work  of the  
C o l l e g e  and we a r e  ab l e  to b r i n g  to  you a r e p r e s e n t a t i v e  of t h i s  c o m -  
pany ,  the  v i ce  p r e s i d e n t  in c h a r g e  of h u m a n  r e l a t i o n s ,  Dr .  B r a n t l e y  
W a t s o n ,  and to i n t r o d u c e  h i m  to you.  

DR. WATSON: T h a n k  you,  C o l o n e l  B a r r e t t ,  f o r  tha t  v e r y  k~nd 
i n t r o d u c t i o n .  U s u a l l y  when  it i s  m e n t i o n e d  tha t  I have  s o m e  b a c k -  
g r o u n d  as  an e d u c a t o r  o r  as  a p s y c h o l o g i s t ,  t h e r e  is at l e a s t  one  
funny  s t o r y  to ld  about  an  a b s e n t - m i n d e d  c o l l e g e  p r o f e s s o r  and a 
c r a c k p o t  p s y c h o l o g i s t ,  and I u n d e r s t a n d  the  i m p l i c a t i o n  is  I cou ld  
qua l i fy  u n d e r  both of t h o s e  c a t e g o r i e s .  

It was  not long  ago tha t  I was  so  i n t r o d u c e d  and the  p e r s o n  to ld  
t h e  s t o r y  about  the  c o l l e g e  p r o f e s s o r  who d r e a m e d  he was  t e a c h i n g  h is  
c l a s s  and when he  a w o k e ,  he was .  And you h e a r  a l l  the  t i m e ,  I t h ink ,  



i m p e r t i n e n t  de f in i t i ons  of p s y c h o l o g i s t s .  One goes  l ike  th i s :  tha.t a 
neu ro t i c  bui lds  c a s t l e s  in the  a i r ;  a p s y c h o t i c  l i v e s  in t h e m ;  and the  
p sycho log i s t  c o l l e c t s  the  r e n t .  Well ,  I a m  s u r e  you know I a m  not  
co l l ec t ing  any r e n t  th i s  m o r n i n g ,  and I am s u r e  that  y o u  a r e  n e i t h e r  
n e u r o t i c  o r  p s y c h o t i c .  

I th ink  t h e r e  was one i m p o r t a n t  th ing  that  was not m e n t i o n e d  in  
the i n t roduc t i on  tha t  I shou ld  t e l l  you about f i r s t  off and tha t  i s  tha t  I 
am  only a v e r y  p o o r  s u b s t i t u t e  fo r  the  m a n  who was e x p e c t e d  to s p e a k  
to you th is  m o r n i n g .  Th i s  m a n  is  Mr .  C h a r l e s  M c C o r m i c k ,  p r e s i -  
dent  of M c C o r m i c k  & C o m p a n y .  He wanted  to c o m e  h i m s e l f  but he  is  
unde r  the  w e a t h e r ,  but he wanted  m e  to e x p r e s s  to you h i s  r e g r e t  tha t  
he could not be with you,  b e c a u s e  as  a f o r m e r  s e a m a n  f i r s t  c l a s s ,  he  
had looked  f o r w a r d  to l e c t u r i n g  a g roup  of d i s t i n g u i s h e d  o f f i c e r s  on 
the  sub jec t  of h u m a n  r e l a t i o n s .  

I l ooked  o v e r  the  b r i e f  v e r y  c a r e f u l l y  which  I s u p p o s e  you have ,  
ou t l in ing  the  s c o p e  and p u r p o s e s  and o b j e c t i v e s  of t h e s e  s e s s i o n s  on 
m a n p o w e r  m o b i l i z a t i o n .  I was  v e r y  m u c h  i m p r e s s e d .  Again, I m u s t  
a d m i t  qu i te  f r a n k l y  that  I know v e r y  l i t t l e  about m o b i l i z a t i o n  as  s u c h  
o r  about the  p r o p e r  t e c h n i q u e s ,  p r o c e d u r e s ,  and c o m m u n i c a t i o n s  in 
m a s s  group  m o b i l i z a t i o n .  And ye t  t h r o u g h  y e a r s  of e x p e r i e n c e  in 
t e a c h i n g  and in  c o u n s e l i n g  and in e d u c a t i o n a l  p s y c h o l o g y  and r e s e a r c h ,  
and m o r e  r e c e n t l y  in  p e r s o n n e l  a d m i n i s t r a t i o n  in  b u s i n e s s  and i n d u s -  
t ry ,  I t h ink  I know a l i t t l e  s o m e t h i n g  about  peop le ,  and that  is  to be 
the  s u b j e c t  o f ' o u r  c o n s i d e r a t i o n  th i s  m o r n i n g ,  b e c a u s e  a l though  we 
m a y  th ink  in t e r m s  of the  b r o a d  and the  g r a n d  s c o p e  of o r g a n i z a t i o n  
of l a r g e  g r o u p s  of peop l e ,  when  we get  r i gh t  down~ to  it, no o r g a n i z a -  
t ion  of p e o p l e  can  be s u c c e s s f u l  u n l e s s  t hey  u n d e r s t a n d  the  f a c t o r s  and 
the  p r i n c i p l e s  that  r e l a t e  to an ind iv idua l  a d j u s t m e n t  in a g roup  and 
p a r t i c u l a r l y  t h o s e  s i t u a t i o n s  and the  c l i m a t e  that  would be c o n d u c i v e  
to h i s  ful l  p o t e n t i a l  d e v e l o p m e n t  in the  u s e s  of h i s  ful l  p o t e n t i a l i t i e s .  

And so,  I th ink ,  it is  e n t i r e l y  a p p r o p r i a t e  t h i s  m o r n i n g  that  we 
th ink  a whi le  about the  p s y c h o l o g i c a l  f a c t o r s  i nvo lv  o,~ ~- ~-,~,r~4,:al 
a d j u s t m e n t  in g roup  o r g a n i z a t i o n .  

C o l o n e l  B a r r e t t  m e n t i o n e d  Mr.  M c C o r m i c k ,  and I am going  to  
r e f e r  b r i e f l y  f r o m  t i m e  to t i m e  to  a book which he  w r o t e  a few y e a r s  
ago.  On the  f ron t  of t h i s  book the  p u b l i s h e r s  h a v e  d r a w n  the  e a r t h ,  
and o v e r  tha t  an a t o m i c  exp los ion .  T h e y  a r e  out of p r o p o r t i o n ,  I 
m u s t  a d m i t ,  but t h r o u g h  th i s  c loud i s  t he  t i t l e ,  " T h e  P o w e r  of P e o p l e .  " 
I th ink  we can  d r a w  two i m p l i c a t i o n s  f r o m  that ,  the  f i r s t  one b e i n g  

\ 



i n t e n d e d ,  I th ink ,  t ha t  if we coul~ fino s o m e  way to r e l e a s e  t he  e n e r -  
g i e s ,  the  p o t e n t i a l i t i e s  of i n d i v i d u a l  p e o p l e ,  the  p o w e r  and the  f o r c e  
tha t  would be  g e n e r a t e d  would be s u c h  as  to  put an  a t o m i c  e x p l o s i o n  
to  s h a m e .  

The  s e c o n d  i m p l i c a t i o n  is  t h i s ,  and one I th ink  we want  to th ink  
about  m o r e  s p e c i f i c a l l y  today :  We r e a d  a g r e a t  d e a l  about  the  e f f e c t s  
of the  e x p l o s i o n  i t s e l f ,  d e s c r i p t i o n s  of the  g r e a t  c loud  of g a s e s  .and 
d e s t r u c t i o n ,  and the  t r e m e n d o u s  e n e r g y  and p o w e r  tha t  i s  g e n e r a t e d ,  
and when  we get  r i g h t  down  to it, what  d o e s  a l l  tha t  c o m e  f r o m  ? It 
c o m e s  f r o m  the  t i n i e s t  e l e m e n t ,  a s i n g l e  a t o m ,  a l l  of tha t  p o w e r .  I 
t h ink  we o v e r l o o k  tha t  fac t  s o m e t i m e s  in th ink ing  about  peop l e ;  and,  
in  o r g a n i z i n g  g r o u p s  of peop l e ,  we o v e r l o o k  the  i n d i v i d u a l .  We th ink  
so  o f t en  in t e r m s  of m e t h o d s ,  p r o c e d u r e s ,  and c h a r t s  wi thout  s t a r t i n g  
on the  b a s i c  p r e m i s e  r e l a t e d  to t he  n e e d s ,  the  c h a r a c t e r i s t i c s ,  and  
p s y c h o l o g i c a l  f a c t o r s  a f f e c t i n g  the  a d j u s t m e n t  of i n d i v i d u a l  p e o p l e .  
Tha t  i s  s o m e t h i n g  we want  to d i s c u s s  t oday .  

Now, p s y c h o l o g i s t s  have  s t u d i e d  p e o p l e  in a l l  k inds  of s i t u a t i o n s ,  
in r u r a l  and u r b a n  c o m m u n i t y  s i t u a t i o n s ;  in the  a r m e d  s e r v i c e s ;  and  
in r e c e n t  y e a r s  i n t e n s i v e  s tudy  h a s  b e e n  m a d e  of the  r e a c t i o n s  of p e o p l e  
and t h e i r  p r o d u c t i v i t y  in an  i n d u s t r i a l  and b u s i n e s s  s i t u a t i o n .  S ince  m y  
m o s t  r e c e n t  e x p e r i e n c e  h a s  b e e n  in  tha t  a r e a ,  I a m  going  to d e s c r i b e  
f o r  you  s o m e  of the  f a c t o r s  tha t  a f fec t  p r o d u c t i v i t y  and i n d i v i d u a l  a d j u s t -  
m e n t  in  a b u s i n e s s  o r  i n d u s t r i a l  s i t u a t i o n ,  aga in  d r a w i n g  l i b e r a l l y  on 
the  e x p e r i e n c e s  we h a v e  had  in M c C o r m i c k  & C o m p a n y .  

I a p p r e c i a t e  the  r e f e r e n c e s  to t h i s  c o m p a n y  as  be ing  p r o g r e s s i v e .  
My c o m m e n t s  c e r t a i n l y  I c a n  m a k e  in a l l  m o d e s t y  b e c a u s e  I h a v e  b e e n  
a s s o c i a t e d  wi th  t h i s  c o m p a n y  ju s t  a l i t t l e  o v e r  a y e a r ,  and t h e r e f o r e  
c a n  t a k e  no c r e d i t  f o r  any  p a r t  of the  p r o g r a m  of h u m a n  r e l a t i o n s  tha t  
h a s  b e e n  d e v e l o p e d  o v e r  the  y e a r s .  

In t h i n k i n g  about  h u m a n  r e l a t i o n s  in a b u s i n e s s  o r  i n d u s t r i a l  s i t u -  
a t ion ,  we h a v e  to  go b a e k  to s o m e  f u n d a m e n t a l  p r i n c i p l e s  a~ r e l a t e d  
to  m a n a g e m e n t  p h i l o s o p h y ,  p a r t i c u l a r l y  as  r e g a r d s  t he  a t t i t u d e  of 
p e o p l e  in  r e s p o n s i b l e  p o s i t i o n s - - w h e t h e r  it be in a b u s i n e s s ,  a s c h o o l ,  
o r  in a c o m m u n i t y - - t o w a r d  o t h e r s  fo r  whom t h e y  a r e  r e s p o n s i b l e ,  t h e i r  
s u b o r d i n a t e s ,  and p a r t i c u l a r l y  in r e g a r d  to t h e s e  t h r e e  i s s u e s :  What  
s h o u l d  be  the  a t t i t u d e  of a p e r s o n  in a p o s i t i o n  of r e s p o n s i b i l i t y  t o w a r d  
i n d i v i d u a l  h u m a n  b e i n g s  ? s e c o n d ,  How should  he  b e s t  e x e r c i s e  h i s  m a n -  
a g e m e n t  r e s p o n s i b i l i t y  o r  a u t h o r i t y ?  and,  t h i r d ,  What i s  t he  m o s t  p r o -  
d u c t i v e  way  of o r g a n i z i n g  m a n a g e m e n t  i t s e l f ?  



Now look ing  at t h o s e  q u e s t i o n s  for  a point  of i l l u s t r a t i o n ,  we 
m i g h t  r e c o g n i z e  two d i f f e r e n t  a p p r o a c h e s  that  have  b e e n  t a k e n  in  
A m e r i c a n  b u s i n e s s ,  and I g u e s s  in b u s i n e s s  e v e r y w h e r e ,  two d i f f e r -  
ent  p h i l o s o p h i e s  o r  po in t s  of v iew.  One of t h e m  we m i g h t  ca l l  a con -  
t r o l  p h i l o s o p h y  of m a n a g e m e n t .  

\ 

U n d e r  t h i s  poin t  of v iew e m p l o y e e s  a r e  thought  of p r e t t y  m u c h  as  
a c o m m o d i t y  to be pa id  for ,  p r o p e r t y ,  if you wi l l ,  on a c o m p e t i t i v e  
b a s i s  on an open c o m p e t i t i v e  m a r k e t ,  but, as  any  c o m m o d i t y ,  be ing  
though t  of in an i m p r a c t i c a l  way as  g r o u p s ,  as  n u m b e r s ,  a s  e x t e n s i o n s  
of a m a c h i n e  p e r h a p s ,  as  a c o m b i n a t i o n  of a b i l i t i e s ,  or o t h e r  c h a r a c -  
t e r i s t i c s  of th i s  i m p o r t a n t  r e s o u r c e ,  but w h e r e  m a n a g e m e n t  would not  
r e c o g n i z e  f u n d a m e n t a l l y  a r e s p o n s i b i l i t y  fo r  i n d i v i d u a l s  as  such .  

Now in d r a w i n g  the  d i s t i n c t i o n s  b e t w e e n  t h i s  c o n t r o l  ph i lo sophy  
of m a n a g e m e n t  and a n o t h e r  which  I want to d i s c u s s ,  I want to  poin t  
out tha t  I am  p u r p o s e l y  d r a w i n g  e x t r e m e  c o m p a r i s o n s  and you would 
r e c o g n i z e  such  e x t r e m e s  in s o m e  of the  po in t s  that  I would m a k e .  

Wel l ,  u n d e r  such  a c o n t r o l  p h i l o s o p h y  of m a n a g e m e n t  o r  idea  
t o w a r d  p e o p l e  as  such ,  it is  only  n a t u r a l  that  the  e x e r c i s e  of m a n a g e -  
m e n t  r e s p o n s i b i l i t i e s  shou ld  be d t r e c t e d t o w a r d  the  c o n t r o l  of p e o p l e .  
T h e r e  a r e  v a r i o u s  d e f i n i t i o n s  of c o n t r o l ,  but t he  kind of c o n t r o l  I a m  
s p e a k i n g  of would be one that  would be a r e s t r i c t i v e  c o n t r o l ,  k e e p i n g  
p e o p l e  in hand,  k e e p i n g  t h e m  in p l ace ,  d e v e l o p i n g  t h e m ,  u s ing  t h e m ,  
y e s ,  but not  r e c o g n i z i n g  the  p r i m a r y  r e l a t i o n s h i p  as  one of r e s p o n -  
s i b i l i t y  f o r  the  p e r s o n  but p r i n c i p a l l y  one of u s ing  h i m  for  the  e n d s  
of the  o r g a n i z a t i o n ,  of the  c o m p a n y ,  w h a t e v e r  t hey  m i g h t  be.  

So we find in p e r s o n n e l  m a n a g e m e n t  e m p h a s i s  upon k e e p i n g  p e o p l e  
in t h e i r  p l ace ,  upon d e v e l o p i n g  t h e m ,  yes .  but upon r e s t r i c t i n g  t h e m  to 
a p a r t i c u l a r  a r e a  of ac t iv i ty ,  p a r t i c u l a r l y  as  r e g a r c s  e x p r e s s i o n  and 
c o m m u n i c a t i o n  of i d e a s ,  au tho r i t y ,  and so on. 

F i n a l l y ,  in the  m a n a g e m e n t  o r g a n i z a t i o n  i t s e l f  we find t h o s e  s a m e  
p r i n c i p l e s .  We find an a u t h o r i t a r i a n  point  of view w h e r e  a u t h o r i t y  is  
v e s t e d  in  a pos i t i on ,  or  a t i t l e ,  o r  a r ank ,  and a u t h o r i t y  d e r i v e s  f r o m  
that  r ank ,  o r  that  pos i t i on ,  or  that  t i t l e  r a t h e r  than  t h r o u g h  any  p s y c h o -  
l o g i c a l  r e l a t i o n s h i p  b e t w e e n  i nd iv idua l s .  

So we find in b u s i n e s s  t h e s e  e l a b o r a t e  o r g a n i z a t i o n  c h a r t s  w h e r e  
we s i t  down and f i gu re  out l o g i c a l l y  what should  be the  r e l a t i o n s h i p  
b e t w e e n  peop l e  and what would m a k e  fo r  e f f ec t i ve  c o m m u n i c a t i o n s  in  



s u c h  an  o r g a n i z a t i o n  and what d o e s  m a k e  fo r  the  m o s t  e f f i c i e n t  a l l o -  
c a t i on  o f  r e s p o n s i b i l i t i e s  and the  a n a l y s i a  of work  flow, and so  on. 

T h e n  what do we d o ?  We i m p o s e  tha t  on ou r  o r g a n i z a t i o n .  Again ,  
tha t  is  an e x t r e m e  a p p r o a c h ,  but in v a r y i n g  d e g r e e s  tha t  is  done  in  
m a n y  b u s i n e s s  f i r m s .  T h e y  wi l l  b r i n g  in  c o n s u l t a n t s ,  e n g i n e e r i n g  
e x p e r t s ,  and m a n a g e m e n t  e n g i n e e r s  and t h e y  wi l l  d r a w  up a p i c t u r e  of 
how t h i s  o r g a n i z a t i o n  shou ld  be se t  up, how it shou ld  func t ion ,  w r i t e  
it a l l  out, d r a w  it a l l  out, and t h e n  a t t e m p t  to  m a k e  the  peop l e ,  e v e r y -  
one,  c o n f o r m  to t h i s  p r e c o n c e i v e d  idea  of what th i s  o r g a n i z a t i o n  shou ld  
be .  

Now, you ask ,  what is  wrong  with t h a t ?  T h e r e ' s  on ly  one  t h ing  
w r o n g  with i t - - i t  d o e s n ' t  work ,  b e c a u s e  we h a v e  o v e r l o o k e d  t he  fact  
tha t  any  o r g a n i z a t i o n  m u s t  s t a r t  out with what  you have .  It m u s t  s t a r t  
with an u n d e r s t a n d i n g  of the  i n d i v i d u a l s  who m a k e  it up and tha t  i n d i -  
v idua l  p e o p l e - - a n d  th i s  is  an i m p o r t a n t  fact ,  p s y c h o l o g i c a l l y  i n d i v i d u a l  
p e o p l e  s e l d o m  r e a c t  l o g i c a l l y  in any s i tua t ion .  P e o p l e  r e a c t  on t he  b a s i s  
p s y c h o l o g i c a l l y  of d u t i e s ,  m o t i v e s ,  group p r e s s u r e s ,  i n s t i n c t s ,  i f  you 
wil l ,  a c q u i r e d  a t t i t u d e s  and i n t e r e s t s ,  and u n l e s s  we u n d e r s t a n d  t h o s e  
t h in g s ,  how to d e v e l o p  t h e m ,  how to e x p r e s s  t h e m ,  we a r e  not go ing  to  
h a v e  an e f f i c i e n t l y  func t ion ing  o r g a n i z a t i o n .  

Now u n d e r  t h i s  c o n t r o l  p h i l o s o p h y  of m a n a g e m e n t ,  I t h ink  we can  
r e c o g n i z e  tha t  ou r  b u s i n e s s  in t h i s  c o u n t r y  has  b e e n  founded  l a r g e l y  
u n d e r  such  a c o n t r o l  p h i l o s o p h y  of m a n a g e m e n t .  C e r t a i n l y  un t i l  a few 
y e a r s  ago,  it was the  a c c e p t e d  a p p r o a c h .  It was the  r e s p o n s i b i l i t y  of 
m a n a g e m e n t  to r un  the  o r g a n i z a t i o n  and the  r e s p o n s i b i l i t y  of e m p l o y e e s  
to do what t h e y  w e r e  to ld  to do. It i s  in that  k ind of a t m o s p h e r e  tha t  we 
h a v e  m a d e  m a n y  p s y c h o l o g i c a l  s t u d i e s  to  s e e  the  r e a c t i o n s  of p e o p l e ,  
and s o m e  v e r y  r e v e a l i n g  fac ts  have  b e e n  shown as a c o n s e q u e n c e  of 
s u c h  a c l i m a t e  in a m a n a g e m e n t  ph i l o sophy .  

I r e m e m b e r  s h o r t l y  a f t e r  I c a m e  to R i c h m o n d ,  V i r g i n i a - - t h a t ' s  
w h e r e  I was jus t  p r i o r  to c o m i n g  to B a l t i m o r e  with M c C o r m i c k  & C o m -  
p a n y - - I  was  with a F e d e r a l  R e s e r v e  Bank,  and a b a n k e r  was t a l k i n g  to 
m e  about  p e r s o n n e l  p r o b l e m s .  He s u m m e d  t h e m  up th i s  w a y - - i t  was  
b a c k  at the  t i m e  a f t e r  t he  s e c o n d  Wor ld  War  and e m p l o y m e n t  p r o b l e m s  
w e r e  at t h e i r  he igh t .  He sa id ,  "Wat son ,  I wi l l  be  e t e r n a l l y  g lad when  
we get  back  to the  good old t i m e s .  " I sa id ,  "Wha t  do you m e a n  by the  
good old t i m e s ? "  He s a i d ,  "You know what  I m e a n .  I m e a n  t he  good 
old t i m e s  when  it was h a r d  for  a m a n  to find a job.  T h e s e  young whip-  
p e r s n a p p e r s  tha t  c o m e  in  h e r e  f r o m  the  s c h o o l s  have  no i d e a  of a d a y ' s  



w o r k .  T h e y  h a v e n ' t  a n y  s e n s e  of r e s p o n s i b i l i t y .  T h e y  e x p e c t  us  to 
c o d d l e  t h e m ,  to wipe  t h e i r  n o s e s ,  and a l l  of tha t .  I wi l l  be e t e r n a l l y  
g lad  when  I can  s a y  to one of t h e m ,  ' If  you don ' t  l i ke  the  way  t h i n g s  
a r e  r u n  a r o u n d  h e r e ,  you  can  get  the  h e l l  out .  ' "  

We g r i n  s e c r e t l y  at t ha t .  Le t  us  a s k  o u r s e l v e s  how m a n y  of us  
h a v e  a p p r o a c h e d  o u r  m a n a g e m e n t  r e s p o n s i b i l i t y  wi th  the  i dea  of how 
n i c e  it would be  if I cou ld  ju s t  c r a c k  a whip and t h i n g s  would get  done .  

Aga in ,  i n c i d e n t a l l y ,  m a y b e  t h e r e ' s  no th ing  m o r a l l y  w r o n g  with  
tha t ,  but p r a c t i c a l l y  it jus t  d o e s n ' t  w o r k  the  way we expec t  it  to  w o r k .  
And b u s i n e s s  has  found it d i d n ' t  w o r k .  It d idn ' t  w o r k  fo r  one r e a s o n  
p r i n c i p a l l y ,  and t h i s  would app ly  to any  o r g a n i z a t i o n ,  b u s i n e s s  o r  
o t h e r w i s e ,  b e c a u s e  tha t  c o n t r o l  p h i l o s o p h y  of m a n a g e m e n t  i s  b a s e d  
p r i m a r i l y  on one th ing ,  and tha t  one th ing  is  f e a r .  

Le t  us  look at tha t  a m i n u t e :  F e a r ,  f i r s t ,  on the  p a r t  of the  e m -  
p l o y e e  tha t  he  wi l l  l o s e  h i s  job; tha t  he won ' t  get  the  r a i s e  he  was  go ing  
to get; t ha t  h i s  p r i d e  wi l l  be hu r t ;  tha t  he  wi l l  be d i s c r i m i n a t e d  a g a i n s t  
in one f a s h i o n  o r  a n o t h e r .  And the  c o n t r o l  of e m p l o y e e s  to s o m e  ex ten t  
d e p e n d s  on tha t  e l e m e n t  of f e a r  tha t  t h e y  m i g h t  l o s e  t h e i r  j obs .  in fac t ,  
we e v e n  t h r e a t e n  t h e m :  If you  don ' t  do so  and so,  you  wi l l  l o s e  y o u r  
j o b - - a p p e a l i n g  to f e a r .  

T h e r e  is  one  th ing  a l l  of us  h e r e  who m i g h t  be c o n s i d e r e d  m a n a g e r s  
o v e r l o o k ,  and tha t  i s  tha t  s u c h  a s y s t e m  of m a n a g e m e n t  is b a s e d  on f e a r  
on the  p a r t  of m a n a g e m e n t  i t s e l f .  F e a r  of w h a t ?  F e a r  tha t  we wi l l  l o s e  
t h e s e  e m p l o y e e s ;  tha t  we c a n ' t  ge t  o u r  job done  if  peop l e  d o n ' t  do what  
t h e y  a r e  sUpposed  to do; f e a r  tha t  s o m e o n e  s t i l l  h i g h e r  up o v e r  us  wi l l  
put t he  bee  on us .  So we have  the  s i t u a t i o n  tha t  is  f r a u g h t  with u n c e r -  
t a i n t y ,  wi th  f e a r  to a c e r t a i n  ex ten t ,  even  though it m a y  not  be r e c o g -  
n i z e d  a s  s u c h .  

And what  do we know about  f e a r ?  We know f e a r  is  not a c o n s t r u c -  
t i ve  s o u r c e  of m o t i v a t i o n .  F e a r  is  a d i s s e m b l i n g  i n f l u e n c e ,  a d i s s i -  
pa t ing  of e n e r g y .  F e a r  i s  not c o n s t r u c t i v e  u n l e s s  it i s  t i ed  to a s p e c i f i c  
goa l .  So we find d i s r u p t i v e  t e n s i o n s  and f r i c t i o n s  c r e a t e d  in  o u r  i n d u s -  
t r i a l  e s t a b l i s h m e n t  b e c a u s e  so  m u c h  of it o r i g i n a t e s  f r o m  a s e n s e  of 
i n s e c u r i t y  and f e a r ,  f e a r  on the  p a r t  of the  e m p l o y e e  and f e a r  on the  
p a r t  of m a n a g e m e n t  i t s e l f .  

Now I would l lke ,  jus t  by way of c o n t r a s t - - a n d  a g a i n  t h i s  i s  not  
a l l  b l a c k  o r  a l l  whi te .  T h e r e  a r e  v a r y i n g  d e g r e e s  of m a n a g e m e n t  

\ 



p r a c t i c e  b e t w e e n  t w o  e x t r e m e s - - t o  g i v e  y o u  w h a t  we  m i g h t  c a l l  a 
c o o p e r a t i v e  p h i l o s o p h y  of  m a n a g e m e n t .  

T h e r e  a r e  m a n y ,  m a n y  d e f i n i t i o n s  o f  c o o p e r a t i v e .  I d o n ' t  s u p p o s e  
t h a t  t h e r e  i s  a n y  b u s i n e s s  e m p l o y e e s '  m a n u a l  o r  e v e n  a n y  m a n u a l  i n  
t h e  a r m e d  s e r v i c e s  h a v i n g  t o  do  w i t h  h u m a n  r e l a t i o n s  t h a t  d o e s  n o t  
s p e a k  g e n e r a l l y  i n  s u c h  t e r m s  a s ,  " T h i s  i s  o n e  g r e a t  b i g  h a p p y  f a m i l y .  
We a r e  a l l  w o r k i n g  t o g e t h e r .  We a l l  h a v e  t h e  s a m e  p u r p o s e ,  " a n d  s o  
on .  F r o m  t h a t  p o i n t  on ,  c o o p e r a t i o n  g o e s  ou t  t h e  w i n d o w  b e c a u s e  t h a t  
c o o p e r a t i o n  m e a n s  j u s t  o n e  t h i n g :  It m e a n s  I t e l l  y o u  w h a t  t o  d o  a n d  
y o u  d o  i t .  T h a t  i s  n o t  c o o p e r a t i o n .  

L e t  u s  t h i n k  of  i t  a s  c o o p e r a t i o n ,  o p e r a t i n g  t o g e t h e r .  C o o p e r a t i o n  
in  t h a t  s e n s e  i s  n o t  a m a t t e r  m e r e l y  o f  f o l l o w i n g  i n s t r u c t i o n s ,  o r  s e e i n g  
t h a t  i n s t r u c t i o n s  a r e  c a r r i e d  ou t .  It  i s  a m a t t e r  o f  w o r k i n g  t o g e t h e r  
t o w a r d  s o m e t h i n g  t h a t  r e p r e s e n t s  a c o m m o n  p u r p o s e .  

I a m  r e m i n d e d  o f  a s t o r y  h a v i n g  to  d o . w i t h  c o o p e r a t i o n .  A m a r l  
go t  on  t h e  t r a i n  in  N e w  Y o r k  o n e  n i g h t  on  h i s  w a y  t o  D e t r o i t .  H e  c a l l e d  
t h e  p o r t e r  t o  h i m  a n d  t o l d  h i m  h e  w a n t e d  to  g e t  of f  a t  D e t r o i t  t h e  n e x t  
m o r n i n g  a n d  h e  w a n t e d  to  b e  s u r e  t h a t  h e  w o u l d  w a k e  up .  T h e  p o r t e r  
s a i d ,  " Y e s ,  b o s s ,  I w i l l  c a l l  y o u  i n  t i m e .  " T h e  m a n  s a i d ,  " W a i t  a 
m i n u t e .  I m u s t  e x p l a i n  t o  y o u  t h a t  I a m  a v e r y  s o u n d  s l e e p e r ,  It i s  
v e r y  h a r d  t o  a w a k e n  m e .  Not  o n l y  t h a t ,  bu t  I a m  i n c l i n e d  t o  b e  b e l l i g -  
e r e n t  a n d  f i g h t .  I m i g h t  h a u l  of f  a n d  s o c k  y o u  w h e n  y o u  t r y  t o  w a k e  m e  
up .  So h e r e ' s  f i v e  d o l l a r s  s o  y o u  w i l l  b e  s u r e  t o  s e e  I g e t  of f  t h e  t r a i n  
in  D e t r o i t .  " 

T h e  p o r t e r  s a i d ,  " Y e s  s i r ,  b o s s .  I w i l l  s e e  t h a t  y o u  g e t s  o f f  t h e  
t r a i n .  " 

T h e  n e x t  m o r n i n g  w h e n  t h e  m a n  w o k e  up ,  h e  w a s  on  p a s t  D e t r o i t .  
H e  h a d n ' t  g o t t e n  o f f  a t  D e t r o i t .  He  c a l l e d  t h e  p r o t e r  a n d  b l e s s e d  h i m  
o u t ,  c a l l e d  h i m  e v e r y  n a m e  in  t h e  b o o k ,  u n t i l  h e  go t  t o  t h e  n e x t  s t o p  
w h e r e  h e  go t  of f .  T h e  c o n d u c t o r  c a m e  b y  w h i l e  t h i s  w a s  g o i n g  o n  a n d  
h e  s a i d  t o  t h e  p o r t e r ,  " B o y ,  w h a t  i n  t h e  w o r l d  d i d  y o u  d o  t o  t h a t  m a n ?  
I h a v e  n e v e r  s e e n  a m a n  a s  m a d  a s  t h a t  o n e  w a s .  " T h e  p o r t e r  s a i d ,  
" B o s s ,  y o u  a i n ' t  s e e n  n o t h i n g .  You  o u g h t  t o  h a v e  s e e n  t h a t  m a n  I p u t  
of f  a t  D e t r o i t . "  

W e l l ,  s o m e t i m e s  we  g e t  of f  t h e  t r a c k  in  o u r  c o o p e r a t i o n ,  y e s ,  bu t  
t h e  p o i n t  i s ,  i f  we a r e  g o i n g  t o  w o r k  t o g e t h e r  t o w a r d  a c o m m o n  o b j e c -  
t i v e ,  t h e r e  a r e  c e r t a i n  b a s i c  p r i n c i p l e s  we  m u s t  r e c o g n i z e  in  a b u s i n e s s  
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e s t a b l i s h m e n t  o r  any  o t h e r  e s t a b l i s h m e n t ,  and the  f i r s t  one is  r e l a t e d  
to y o u r  a t t i t ude  t o w a r d  i n d i v i d u a l  h u m a n  b e i n g s .  

\ 

If we t h i n k  of h u m a n  be ings  in m a s s ;  if  we th ink  of h u m a n  b e i n g s  
as  n u m b e r s ;  if  you r e g a r d  t h e m  as  t h i s ,  tha t ,  and the  o t h e r  wi thout  
r e c o g n i z i n g  a f u n d a m e n t a l ,  ab id ing  r e s p o n s i b i l i t y  fo r  e a c h  h u m a n  
p e r s o n a l i t y ,  we c a n  have  no c o o p e r a t i o n .  T h e r e  c a n  be  no f u n d a m e n t a l  
c o o p e r a t i o n  o r  o r g a n i z a t i o n  bui l t  on tha t .  

But with s u c h  an  a p p r o a c h ,  t h e n  what  b e c o m e s  of y o u r  r e l a t i o n s  
b e t w e e n  m a n a g e r s  o r  l e a d e r s ,  o r  p e r s o n s  in a u t h o r i t y  and r e s p o n s i -  
b i l i t y  and s u b o r d i n a t e s ?  And when  I s p e a k  of m a n a g e m e n t  and e m -  
p l o y e e s  and m a n a g e m e n t  and l a b o r ,  I a m  not t a l k i n g  about  m a n a g e -  
m e n t  wi th  a c a p i t a l  M, th i s  g r e a t  b ig  f a c e l e s s  body  of g r a s p i n g  peop le ;  
n o r  a m  I t a l k i n g  about  l a b o r  with a c a p i t a l  L, t h i s  m a s s  of p e o p l e ,  
d o w n t r o d d e n ,  and  t h i s ,  tha t ,  and the  o t h e r .  I a m  t a l k i n g  about  r e l a -  
t i o n s h i p s  b e t w e e n  a p e r s o n  who i s  in a p o s i t i o n  of r e s p o n s i b i l i t y  and 
the  p e o p l e  u n d e r  h i m  o r  a s s o c i a t e d  with  h i m  fo r  w h o s e  w o r k  he  is  
r e s p o n s i b l e .  Tha t  is  a l l  I a m  t a l k i n g  about .  So in tha t  s e n s e  e v e r y  
one  of you would be  l i s t e d  as  m a n a g e m e n t  and so  shou ld  I. 

How shou ld  we e x e r c i s e  o u r  m a n a g e m e n t  r e s p o n s i b i l i t y  in  tha t  
r e l a t i o n s h i p ?  You r e m e m b e r  u n d e r  the  c o n t r o l  p h i l o s o p h y ,  it was  
one of r e s t r i c t i n g ,  of m e r g i n g  t o g e t h e r ,  but of c o n : i n i n g  and d e f i n i n g  
the  a r e a s ,  p a t t e r n s ,  a v e n u e s ,  c h a n n e l s ,  b e y o n d  wh ich  a p e r s o n  shou ld  
not  go.  U n d e r  a c o o p e r a t i v e  p h i l o s o p h y ,  it i s  an  e n t i r e l y  d i f f e r e n t  
a p p r o a c h .  We a r e  going to w o r k  t o g e t h e r  with p e o p l e .  So the  e m p h a s i s  
t h e n  b e c o m e s ,  not tha t  of r e s t r i c t i o n ,  but of s o l i c i t i n g  i d e a s ,  of d e l e -  
ga t ing  r e s p o n s i b i l i t y ,  of e n c o u r a g i n g  i n i t i a t i v e ,  of a l l o w i n g  f r e e d o m  of 
e x p r e s s i o n ,  c o n s t r u c t i v e  exI~ress i0n  and a l l  of t h o s e  t h i n g s  tha t  go to  
m a k e  up what we g e n e r a l l y  r e c o g n i z e  as  a m o r e  d e m o c r a t i c  type  of 
g roup  o r g a n i z a t i o n .  And t h e r e  we  find the  e m p h a s i s ,  not  upon c o n t r o l  
as  m o t i v a t e d  by f e a r ,  but the  e m p h a s i s  is  upon l e a d e r s h i p .  

What  do we m e a n  by  l e a o e r s h i p ?  L e a d e r s h i p  f u n d a m e n t a l l y  i s  not 
v e s t e d  in  an i n d i v i d u a l  l e a d e r .  F u n d a m e n t a l l y  l e a d e r s h i p  d e r i v e s  f r o m  
the  f o l l o w e r s .  You canno t  f o r c e  l e a d e r s h i p .  G e n e r a l  K i b l e r  who was  
a s s o c i a t e d  with  o u r  c o m p a n y  a f t e r  h i s  r e t i r e m e n t  f r o m  the  a r m e d  s e r v -  
i c e s  fo r  s e v e r a l  y e a r s  un t i l  r e c e n t l y  r e t i r e d  f r o m  M c C o r m i c k  & C o m -  
pany ,  u s e d  to i l l u s t r a t e  t h i s  by t a k i n g  a p i e c e  of s t r i n g  and pu t t ing  it 
on a t a b l e  and t r y i n g  to push  it off the  t a b l e .  You c a n ' t  get  it a n y w h e r e .  
But t a k e  t h e  end of it and g e n t l y  l e ad  it ,  pu l l  i t ,  it c o m e s  off v e r y  n i c e l y .  
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So it is  with h u m a n  b e i n g s .  How of ten  we e x e r c i s e  m a n a g e m e n t  
r e s p o n s i b i l i t y  by f o r c e  and by a t t a c k  when  it would be such  a s i m p l e  ~ 
th ing  as  a s k i n g  s o m e b o d y  to do s o m e t h i n g .  And ye t  you r e c o g n i z e - -  
and you m e n  in y o u r  p r o f e s s i o n  p a r t i c u l a r l y ,  I s u s p e c t ,  r e c o g n i z e - -  
tha t  we v e r y  of ten  fa i l  to  t ake  a d v a n t a g e  of that  s i m p l e  fact  of h u m a n  
relationships. 

Then ,  in the  m a n a g e m e n t  of the  o r g a n i z a t i o n  i t s e l f ,  b a s e d  on a 
c o o p e r a t i v e  p h i l o s o p h y ,  the  e m p h a s i s  i s  upon p a r t i c i p a t i o n ,  upon 
s h a r i n g  r e s p o n s i b i l i t i e s ,  upon a r e l a t i v e l y  f luid type  of c o m m u n i c a -  
t i o n s  r a t h e r  t han  the  a r b i t r a r y  type  of o r d e r s  c o m i n g  f r o m  the  top 
and be ing  h a n d e d  down  to the  next  l e v e l  o r  e c h e l o n ,  t h e n  down to  the  
next  l e v e l ,  and f i n a l l y  it ge t s  down h e r e ,  and t hen  the  s a m e  th ing  is  
s u p p o s e d  to c o m e  out h e r e  tha t  went  in up t h e r e .  

You have  a l l  had  the  e x p e r i e n c e  of t e l l i n g  the f i r s t  p e r s o n  in a 
l ine  s o m e t h i n g  and he w h i s p e r s  it to the  next  one,  and when it c o m e s  
out at  the  o t h e r  end  of the  l ine ,  it is  not  what you sa id  to b e g i n  with  
at a l l .  W h y ?  B e c a u s e  the  s t a t e m e n t  was  not m a d e  in con t ex t .  The  
p e r s o n  d i d n ' t  u n d e r s t a n d  it; he was  not  i n t e r e s t e d  in it  to  beg in  with; 
so  he r e p e a t e d  a u t o m a t i c a l l y  what he  thought  he  h e a r d .  

So it is under a control philosophy of organization. You cannot 
get people to understand the common purposes. How often in busi- 
ness we say, "Just do your job. You just keep your pants on and 
don't worry about running this business. We will attend to this. You 
just do what you are told. " Again, there is nothing wrong with that, 
but it just doesn't work. 

U n d e r  a c o o p e r a t i v e  f o r m  of m a n a g e m e n t  o r g a n i z a t i o n ,  we s t r e s s  
the  e l e m e n t  of p a r t i c i p a t i o n ;  we s t r e s s  the  e l e m e n t  of c o m m u n i c a t i o n ;  
we s t r e s s  the  e l e m e n t  of r e s p o n s i b i l i t y  d e l e g a t i o n ;  we s t r e s s  u n d e r -  
s t and ing ;  we s t r e s s  the  e l e m e n t  of p u r p o s e ;  and t h o s e  e l e m e n t s  of in -  
d i v i d u a l  a d j u s t m e n t  tha t  m a k e s  p e o p l e  ab le  to work  t o g e t h e r .  

Now in r e c e n t  y e a r s  we have  s e e n  a t r e n d  in b u s i n e s s  a w a y  f r o m  
a c o n t r o l  p h i l o s o p h y  to the  c o o p e r a t i v e  p h i l o s o p h y .  And why?  Wel l ,  
s o m e  p e o p l e  would say :  L e t  us look at it f r a n k l y .  It is  b e c a u s e  of 
un ion  p r e s s u r e s .  M a n a g e m e n t  has  b e e n  f o r c e d  to r e c o g n i z e  s o m e  of 
t h e s e  t h i n g s .  In t h o s e  c i r c u m s t a n c e s ,  what  h a s  h a p p e n e d - - a n d  I s a y  
it f o r t h r i g h t l y  and I wi l l  s a y  it to any  g roup  of m a n a g e m e n t  l e a d e r s - -  
m a n a g e m e n t  of b u s i n e s s  t h r o u g h  i ts  l a c k  of c o o p e r a t i v e  p h i l o s o p h y  
and i t s  a t t e m p t  to c o n t r o l  peop le  h a s  los t  the  v e r y  c o n t r o l  tha t  it 



a t t e m p t e d  to e s t a b l i s h  in the  f i r s t  p l a c e .  Tha t  iS what  h a p p e n s ;  
you  l o s e  c o n t r o l  of p e o p l e .  

Maybe  it is  b e c a u s e  we know a l i t t l e  bit m o r e  about  i n d i v i d u a l  
h u m a n  b e i n g s ,  but  I t h ink  t h i s  shi f t  i s  c o m i n g  about ,  c e r t a i n l y  in 
the  m i n d s  of h a r d h e a d e d  b u s i n e s s m e n - - a n d  t h e y  a r e  ju s t  a s  h a r d -  
h e a d e d ,  p r a c t i c a l ,  and r e a l i s t i c  a s  you g e n t l e m e n  a r e - - b e c a u s e  of 
the  fac t  tha t  m o r e  and  m o r e  b u s i n e s s  c o n c e r n s  a r e  d e m o n s t r a t i n g  
tha t  a c o o p e r a t i v e  p h i l o s o p h y  of m a n a g e m e n t  is  not j u s t  m o r e  h u m a n e  
but it  i s  m o r e  p r o d u c t i v e ;  it i s  m o r e  e f f i c i en t ;  and it i s  m o r e  p r o f i t a b l e  
a s  we l l .  

Our  own o r g a n i z a t i o n  h a s  had  s o m e  e x p e r i e n c e  a long  th i s  l i ne  and 
in a m o m e n t  I want  to r e l a t e  to you s o m e  of the  e x p e r i e n c e s  tha t  we 
have  found.  But it is  on ly  u n d e r  a c o o p e r a t i v e  a p p r o a c h  of g r o u p  r e l a -  
t i o n s h i p s  tha t  the  fu l l  p o t e n t i a l i t i e s  of e n e r g i e s ,  of r e s o u r c e s ,  of i nd i -  
v i d u a l i t y  can  be e x p r e s s e d  and c a p i t a l i z e d  upon,  not  on ly  of s u b o r d i -  
n a t e s ,  but of m a n a g e m e n t  r e p r e s e n t a t i v e s  as  we l l .  

And so l e t  us  look  fo r  j u s t  a m i n u t e  at  what  would m a k e  fo r  a co -  
o p e r a t i v e  r e l a t i o n s h i p  as  r e g a r d s  o u r  u n d e r s t a n d i n g  of p e o p l e ,  and 
t h i s  r e a l l y  is  t he  po in t  of t h i s  d i s c u s s i o n  of i n d i v i d u a l  p e o p l e .  

What  a r e  the  p s y c h o l o g i c a l  f a c t o r s  tha t  h a v e  to  be t a k e n  into  c o n -  
s i d e r a t i o n - - a n d  you  cou ld  r e a d  m o s t  of t h i s  in any  o r d i n a r y  t e x t b o o k  
on p s y c h o l o g y  b e c a u s e  the  s a m e  p r i n c i p l e s  tha t  would app ly  in t he  
c l a s s r o o m  would  a p p l y  in b u s i n e s s ,  would app ly  in o u r  M i l i t a r y  E s t a b -  
l i s h m e n t .  T h e y  a r e  the  s a m e  b a s i c  p r i n c i p l e s  of h u m a n  r e l a t i o n s h i p s  
if  we a r e  look ing  fo r  d e r i v i n g  ful l  b e n e f i t s  of p o t e n t i a l i t i e s  of i n d i v i d u a l s ,  
and tha t  is  what  we want  in m o b i l i z a t i o n  of o u r  h u m a n  r e s o u r c e s  and o u r  
ful l  p o t e n t i a l i t i e s .  

The  f i r s t  of t h e s e  p s y c h o l o g i c a l  p r i n c i p l e s  i s  c a l l e d  tha t  of i n d i -  
v idua l  d i f f e r e n c e s  and it i s  no m o r e  c o m p l i c a t e d  t h a n  s a y i n g  tha t  p e o p l e  
a r e  d i f f e r e n t .  That  is  a l l .  And ye t  how of ten  we fa i l  to  r e c o g n i z e  tha t  
fac t .  How of ten  we c l a s s i f y  p e o p l e  in to  t y p e s .  You have  h e a r d  it s a i d  
tha t  t h i s  t ype  of p e r s o n  is  o v 2 r  h e r e  and tha t  t ype  of p e r s o n  is  o v e r  
t h e r e ,  w h e t h e r  by e d u c a t i o n ,  by c u l t u r e ,  by r a c e ,  o r  whatnot ,  t h e r e  
a r e  c e r t a i n  t y p e s  of p e o p l e .  

P r i o r  to the  t i m e  I c a m e  to M c C o r m i c k  & C o m p a n y ,  t h e r e  u s e d  to 
be what t h e y  c a l l e d  the  " M c C o r m i c k  type .  " I a m  a f r a i d  I d i d n ' t  con -  
f o r m  e x a c t l y  to what  tha t  t ype  of d e f i n i t i o n  was .  The  fac t  was  tha t  

\ 
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t h e r e  w a s n ' t  a n y  s u c h  t y p e .  B u t  we  o f t e n  f o r g e t  t h a t  w i t h i n  a n  i n d i -  
v i d u a l  t h e r e  a r e  j u s t  a s  g r e a t  d i f f e r e n c e s  in  a t t i t u d e ,  in  p o t e n t i a l i t y  
f o r  o n e  t y p e  of  t h i n g  a s  a n o t h e r ,  a s  t h e r e  a r e  d i f f e r e n c e s  b e t w e e n  
t w o  s e p a r a t e  i n d i v i d u a l s .  

I n  t h i s  r e l a t i v e l y  h o m o g e n e o u s  g r o u p  of  p e o p l e  h e r e ,  a l l  o f  y o u  
s e l e c t e d  b e c a u s e  o f  h i g h  p o t e n t i a l i t y - - I  u n d e r s t a n d - - t h a t  w a s  n o t  
a d d e d  a s  a n  a f t e r t h o u g h t ;  I j u s t  p a u s e d  t h e r e - - t h e r e  i s  n o t  a p e r s o n  
in  t h i s  r o o m  w h o  w o u l d  no t  s t a n d  h i g h  on  t h e  s c a l e  in  s o m e  t h i n g s  a n d  
w h o  w o u l d n ' t  s t a n d  p r e t t y  n e a r  t h e  b o t t o m  of  t h e  s c a l e  o n  s o m e t h i n g  
e l s e ,  a n d  we  h a v e  t o  r e c o g n i z e  t h o s e  d i f f e r e n c e s  a n d  m e a s u r e  t h e m .  

F o r t u n a t e l y ,  i n  o u r  p s y c h o l o g i c a l  s t u d i e s ,  we  h a v e  s o m e  a i d s  t o  
r e c o g n i z i n g  d i f f e r e n c e s  of  p e o p l e ,  t h e i r  a t t i t u d e s ,  t h e i r  i n t e r e s t s ,  
t h e i r  a p t i t u d e s ,  t h e i r  a b i l i t i e s ,  i n t e l l e c t u a l  a n d  m e n t a l  c a p a c i t i e s .  W e  
s h o u l d  t a k e  f u l l  a d v a n t a g e  of  t h o s e .  

I r e m e m b e r  d u r i n g  W o r l d  W a r  II w h e n  I w a s  a t  D u k e  a n d  I w a s  in  
c h a r g e  o f  t h e  p r o g r a m  of  V - 1 2  s t u d e n t s  t h e r e ,  a n d  t h i n k i n g  a b o u t  m o b i -  
l i z a t i o n .  I h a d  a r e a l  e x p e r i e n c e  in  m o b i l i z a t i o n  t h e n ,  w h e n ,  b y  p u s h i n g  
t h r e e  c o t s  i n t o  e v e r y  r o o m  w h e r e  t h e r e  s h o u l d  h a v e  b e e n  t w o  a n d  t w o  
w h e r e  t h e r e  s h o u l d  h a v e  b e e n  o n e ,  and  we c o u l d  f i n d  no  f u r t h e r  i n c h  f o r  
a s i n g l e  c o t - - w e  w e r e  to  ge t  1 , 2 0 0  s u c h  s t u d e n t s  a n d  1 , 2 5 0  s h o w e d  u p - -  
y o u  k n o w  w h a t  a p r o b l e m  t h a t  w a s .  And  y e t  we w e r e n ' t  t h i n k i n g  o f  t h e  
p s y c h o l o g i c a l  r e l a t i o n s  of  h a n d l i n g  s u c h  a g r o u p  of  p e o p l e .  We  t h o u g h t  
of  t h e m  a s  a m o b  of  p e o p l e .  I s u s p e c t  y o u  d o  t h a t .  Ye t  I r e m e m b e r  
t h e  l a s t  s t u d e n t  c o u l d n ' t  ge t  in  a n d  I t o o k  h i m  i n t o  m y  h o m e  f o r  a w h i l e .  
I go t  t o  k n o w  h i m  a s  a n  i n d i v i d u a l ,  a n d  he  d e v e l o p e d  l a t e r  i n t o  a v e r y  
f i n e  o u t s t a n d i n g  p e r s o n .  I m i g h t  n e v e r  h a v e  r e c o g n i z e d  h i m .  You  h a v e  
h a d  t h e  s a m e  e x p e r i e n c e s .  

In approaching this matter of individual differences and the meas- 
urement of them, during the war we did some consulting service for 
Fort Bragg, near Duke University there. One of the generals lost a 
very efficient secretary and asked us to select one for him, and we did. 

He w a n t e d  to  k n o w  h o w  we s e l e c t e d  t h i s  p e r s o n .  It w a s  a v e r y  
s i m p l e  p s y c h o l o g i c a l  t e s t .  We j u s t  a s k e d  t h e  g i r l s - - t h e r e  w e r e  s e v -  
e r a l  of t h e m  and  ou t  of  t h e m  we n a r r o w e d  i t  d o w n  to  t h r e e - - w e  a s k e d  
t h e m  one  q u e s t i o n :  W h a t  is  2 a n d  2 ? T h e  f i r s t  g i r l  s a i d ,  "2 a n d  2 
a r e  4. " So t h e  g e n e r a l  s a i d ,  " Y o u  s e e  t h a t  g i r l  i s  v e r y  p r a c t i c a l ,  b u t  
s h e  h a s  no  i m a g i n a t i o n .  " We a s k e d  t h e  s a m e  q u e s t i o n  of  t h e  n e x t  g i r l  
a nd  s h e  s a i d ,  "2 a n d  2 a r e  22.  " T h a t  w a s  a r a t h e r  odd  a n s w e r  t o  g i v e .  
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The g e n e r a l  saM,  " T h a t  g i r l  has  a h igh  d e g r e e  of i m a g i n a t i o n  but she  
i sn t t  p r a c t i c a l . "  But the  t h i r d  g i r l ,  when we a s k e d  h e r  tha t  q u e s t i o n  
sa id ,  " U n d e r  s o m e  c i r c u m s t a n c e s  2 and 2 m a y  be 4; u n d e r  o t h e r  c i r -  
c u m s t a n c e s ,  it m a y  be 22. " The  a n s w e r  was obvious .  We a s k e d  the  
g e n e r a l ,  "Which  one of t h e s e  g i r l s  do you want ? "  He sa id ,  "To  h e l l  
with m a t h e m a t i c s .  I wi l l  t ake  the  one in  the  t ight  s w e a t e r . "  

T h e r e  a r e  val id  m e a s u r e s  of p s y c h o l o g i c a l  c h a r a c t e r i s t i c s ,  though,  
that  we can t ake  a d v a n t a g e  of. 

The  s e c o n d  of t h e s e  p r i n c i p l e s  is what we m i g h t  ca l l  the  p r i n c i p l e  
of i n t e g r a t i o n .  Th i s  aga in  we o v e r l o o k  of ten.  It s t a t e s  s i m p l y  that  
t h e r e  i s n ' t  any th ing  any one of us does  that  i s n ' t  r e l a t e d  to  the  to t a l  
p a t t e r n  of h a p p e n i n g s  and e x p e r i e n c e  of our  whole  l iv ing .  In an i ndus -  
t r i a l  s i tua t ion ,  we m a k e  the  m i s t a k e  so of ten  of a t t e m p t i n g  to  put ou r  
t r e a t m e n t ,  our  d e v e l o p m e n t  of i nd iv idua l  s k i l l s  out of con tex t  in t e r m s  
of t o t a l  a d j u s t m e n t ,  t o t a l  a t t i t ude ,  t o t a l  i n t e r e s t s .  And so in t h ink ing  
about  peop l e  we h a v e  to r e c o g n i z e  t h e i r  i nd iv idua l  a d j u s t m e n t  and h a v e  
it  i n t e g r a t e d  in to  a to t a l  p a t t e r n  of l iv ing .  You c e r t a i n l y  have  l e a r n e d  
that  l e s s o n  in the  a r m e d  s e r v i c e s .  It is  the  m o s t  i m p o r t a n t  l e s s o n  fo r  
us to l e a r n  and fo l low in b u s i n e s s .  

And, the  t h i rd ,  of t h e s e  p s y c h o l o g i c a l  p r i n c i p l e s  is  the  p r i n c i p l e  
of m o t i v a t i o n  which  s a y s  we don ' t  do any th ing  on a s u s t a i n e d  b a s i s ,  
a d i r e c t e d  b a s i s  u : f iess  we a r e  m o t i v a t e d  by c e r t a i n  b a s i c  and funda-  
m e n t a l  u r g e s  and d r i v e s ,  n e e d s .  Without  the  s a t i s f a c t i o n  of t h o s e  
b a s i c  u r g e s ,  d r i v e s  and n e e d s ,  b e h a v i o r  b e c o m e s  con fused ,  and we 
beg in  to go a r o u n d  in c i r c l e s ,  look ing  for  the  p s y c h i c  need  and the  
p a r t i c u l a r  u r g e ,  or  tha t  p a r t i c u l a r  d r i v e ,  unt i l  we get  to the  poin t  
w h e r e  a p p a r e n t  s h i f t l e s s n e s s ,  l a c k a d a i s i c a l n e s s ,  o r  l a z i n e s s  is  the  
r e s u l t  of con fused  t e n s i o n  that  has  not b e e n  d i r e c t e d  t o w a r d  a c o m m o n  
p u r p o s e .  

What a r e  s o m e  of t h e s e  b a s i c  p s y c h o l o g i c a l  u r g e s  and n e e d s  tha t  
we find in p e o p l e ?  And what a r e  the  a n s w e r s  to t h e m ?  F r o m  s t u d i e s  
that  have  b e e n  m a d e  in i n d u s t r y ,  t hey  a r e  exac t l y  the s a m e  f a c t o r s  
that  would af fec t  the  a d j u s t m e n t  of an i nd iv idua l  in w h a t e v e r  a s s o c i a -  
t ion  he m a y  be in. The f i r s t  of t h e s e  is :  Each  of us n e e d s  s o m e  t a n -  
g ib le  goal  t o w a r d  which  we a r e  work ing .  We n e e d  to know w h e r e  we 
a r e  h e a d e d .  And how of ten  in b u s i n e s s  and e l s e w h e r e  we con fuse  the  
i s s u e  by say ing ,  "Wel l ,  now, if you jus t  do y o u r  job a l l  r i gh t ,  you 
wil l  get  s o m e w h e r e . "  " W h e r e  is s o m e w h e r e ? "  "Don ' t  w o r r y  about  
w h e r e  s o m e w h e r e  is  at a l l .  You jus t  do your  j o b . "  And we fa i l  to 
t ake  a d v a n t a g e  of po in t ing  a goal  t oward  which  a p e r s o n  can  work .  
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The s e c o n d  of t h e s e  b a s i c  and f u n d a m e n t a l  n e e d s  is  the  n e e d  to 
be long .  We need  to be an a c c e p t e d  p a r t  of an  o r g a n i z a t i o n  o r  g r o u p .  
T h i s  is  one of the  m o s t  b a s i c  and f u n d a m e n t a l  of a l l  h u m a n  n e e d s .  It 
i s  a l s o  the  c a u s e  of m a n y ,  m a n y  d i s r u p t i o n s  in l i f e .  Why is  it we have  
the  h i g h e s t  i n c i d e n c e  of j u v e n i l e  d e l i n q u e n c y  in b r o k e n  h o m e s ?  S i m p l y  
b e c a u s e  t h e r e  is  no f a m i l y  unit  fo r  the  ch i ld  to b e l o n g  to.  The  s e n s e  
of b e l o n g i n g  is  the  b a s i s  of o p p o r t u n i t y ,  the  b a s i s  of c o n f i d e n c e ,  the  
b a s i s  of p r i d e  in  t he  o r g a n i z a t i o n ,  and we shou ld  t ake  ful l  a d v a n t a g e  
of t h i s  n e e d  of p e o p l e  fo r  b e l o n g i n g - - t h e  l i t t l e  i n s i g n i a ;  the  l i t t l e  badge ;  
the  l i t t l e  r e c o g n i t i o n ;  a l l  of tha t .  

D u r i n g  the  w a r  I know that  you r e c o g n i z e d  d i f f e r e n c e s  in ou t f i t s  
w h e r e  m o r a l e  was  h igh  in s o m e  and not so h igh  in o t h e r s .  And m o s t  
i m p o r t a n t  is  t h i s ,  tha t  the  m e n  w e r e  m a d e  to f ee l  and b e l i e v e  t h i s  was  
t h e i r  uni t ;  t h e y  b e l o n g e d  to it; t h e y  w e r e  an e s s e n t i a l  p a r t  of i t .  It was 
p a r t  of t h e i r  l i fe  o r  t h e i r  l i fe  was  p a r t  of i t .  T h e y  w e r e  not  d r a f t e d ;  
t h e y  w e r e  e m p l o y e d  to  do thus  and so.  So it is  in the  m o b i l i z a t i o n  of 
p e o p l e  g e n e r a l l y  fo r  a n y  p u r p o s e .  

T h e n  p e o p l e  n e e d  to be r e c o g n i z e d  as  i n d i v i d u a l s .  Nobody wan t s  
to be  t hough t  of as  a n u m b e r ,  one of a g r e a t  m a s s  o r  a g r e a t  m o b .  He 
wan t s  to be r e c o g n i z e d  as  Joe  B r o w n ,  o r  B i l l  B a k e r ,  o r  Sus ie  J o n e s ,  
i n d i v i d u a l l y .  T h e r e  a r e  so m a n y  ways  we can  r e c o g n i z e  p e o p l e  in -  
f o r m a l l y ,  j u s t  a pa t  on the  back;  j u s t  c a l l i ng  t h e m  by n a m e ;  j u s t  a 
s i m p l e  o n e ,  "How a r e  you and y o u r  f a m i l y ? "  Yet how of ten  we s e e  a 
m a n a g e r  ge t t i ng  so  w r a p p e d  up and c o n c e r n e d  with  h i s  own p r o b l e m s ,  
he  wi l l  walk  in to  a g r o u p ,  jus t  b a r g e  in and not s e e  anybody  in the  p l a c e .  
T h e y  look  fo r  s o m e  s l igh t  s y m b o l  of r e c o g n i t i o n .  How e a s y  it would be 
to g r a n t  tha t  ! 

In t h e  next  p l a c e ,  e v e r y b o d y  n e e d s  to f ee l  tha t  he  can  e x p r e s s  
h i m s e l f  in  s o m e  way,  u s u a l l y  in  s p e a k i n g .  Tha t  i s  a g r e a t  f a c t o r  in 
m o r a l e .  I h a v e  h e a r d  it s a i d - - I  don ' t  know the a u t h o r i t y - - t h a t  s o m e  
of t he  f t g h t i n g e s t  un i t s  in t he  w a r  w e r e  t h o s e  tha t  g r i p e d  the  m o s t  when  
on l e a v e .  M a y b e  tha t  i s  a f o r m  of e x p r e s s i o n .  

I do know of an e x p e r i m e n t  tha t  was m a d e  once  in s e v e r a l  d i v i s i o n s  
of a l a r g e  o r g a n i z a t i o n  which  p o i n t e d  out the  i m p o r t a n c e  of m o r a l e  on 
p r o d u c t i v i t y .  And  lo and behold ,  to the  c o n s t e r n a t i o n  of the  p s y c h o l -  
o g i s t s  c o n d u c t i n g  the  s t u d y - - t h e r e  w e r e  two s e p a r a t e  s t u d i e s ,  i n c l u d i n g  
m o r a l e  and g r i p i n g ,  the  ef fec t  of one  o r  the  o t h e r  on p r o d u c t i v i t y - - t h e  
g r o u p  tha t  g r i p e d  the  m o s t  t u r n e d  out the m o s t  s tuff .  We don ' t  want  to 
e n c o u r a g e  g r ip ing ,  but t h i s  one g roup  fel t  t h e y  cou ld  e x p r e s s  t h e m s e l v e s ;  
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the  m a n a g e m e n t  wanted  to know what p e o p l e  thought .  In t h e s e  various 
office organizations, whether it be the Red Cross, whether it be the 
Community Chest Drive, or whether it would be any other kind of 
organization, each person is given a chance to express himself indi- 
vidually in some way, and no matter how meager it is, he will work 
all day and all night, and otherwise, he will go home and gripe about 
the whole organization. 

In the  next  p l a c e ,  we a l l  want to be i n f o r m e d .  We want  to be in 
on the  "know"  i n s o f a r  as  p o s s i b l e  for  m a n a g e m e n t  to d ivu lge  i t s  p l ans .  
We need  to p a r t i c i p a t e ,  to f ee l  we a r e  a p a r t  of i t .  

We n e e d  an e l e m e n t  of s e c u r i t y ,  We n e e d  a p e r s o n a l  c h a l l e n g e ,  
s o m e t h i n g  that  s t a n d s  out as  our  l i fe  p u r p o s e  for  us .  Th i s  sounds  
i d e a l i s t i c ,  I know, but any  m a n  who can ' t  point  to  s o m e t h i n g  he is  
w o r k i n g  fo r  tha t  is  in  h i s  m i n d  and c o n t r i b u t e s  to h is  f a m i l y  is  not  
go ing  to a c h i e v e  the  d y n a m i c  e n e r g y  he m i g h t  o t h e r w i s e  a c h i e v e .  

T h e s e  a r e  the  b a s i c  p s y c h o l o g i c a l  p r i n c i p l e s  i nvo lved  in r e a l i z i n g  
the  ful l  p o t e n t i a l i t i e s  of ou r  h u m a n  r e s o u r c e s .  I get  back  to  the  poin t  
I m a d e  o r i g i n a l l y  in t a l k ing  about  o r g a n i z a t i o n  and peop le ,  n a t i o n a l  
r e s o u r c e s ,  and so on, we have  got to r e c o g n i z e  t h e s e  f a c t o r s  and p r o -  
v ide  fo r  l e a d e r s  who a r e  c o n s c i o u s  of t h e s e  v e r y  t h ings  I a m  t a lk ing  
about ,  and it is  that  poin t  to which I t h ink  our  m o s t  c r u c i a l ,  c o n s t r u c -  
t ive  e f fo r t s  ~hould be d i r e c t e d  in the  d e v e l o p m e n t  of l e a d e r s  who u n d e r -  
s t and  peop le ;  who u n d e r s t a n d  how t h e y  r e a c t ;  who u n d e r s t a n d  how t h e y  
get  t o g e t h e r ;  who u n d e r s t a n d  what k e e p s  t h e m  apar t ;  who u n d e r s t a n d  
we l l  enough  to know how to l ead  t h e m  r a t h e r  than  t r y i n g  to f o r c e  t h e m .  

Jus t  fo r  a m i n u t e  o r  two, I want to d r a w  a p r a c t i c a l  i l l u s t r a t i o n  
f r o m  the  h i s t o r y  of our  own c o m p a n y .  I can  do th i s  in a l l  m o d e s t y  
b e c a u s e  I had no th ing  to do v ith it .  

In 1932 th i s  was  a v e r y  s m a l l  s p i c e  and e x t r a c t  h o u s e ,  do ing  about  
t h r e e  m i l l i o n  d o l l a r s  wor th  of b u s i n e s s .  The peop l e  had b e e n  u n d e r  the  
c o n t r o l  of old Unc le  Wi l loughby  M c C o r m i c k  who was c e r t a i n l y  a f o l l o w e r  
of the  p h i l o s o p h y  of c o n t r o l .  They  t e l l  the  s t o r y t h a t  old Unc le  Wi l loughby  
c a m e  down to h i s  d e s k  at p r e c i s e l y  the  s a m e  t i m e  e v e r y  m o r n i n g .  He 
sa t  t h e r e .  He went  t h r o u g h  c e r t a i n  m o t i o n s ,  e x a c t l y  the  s a m e  o n e s  
e v e r y  m o r n i n g .  At p r e c i s e l y  a c e r t a i n  t i m e ,  he got up f r o m  h i s  d e s k  
and walked  t h r o u g h  h i s  p lant .  He p r i d e d  h i m s e l f  tha t  he  went a r o u n d  
e v e r y  day; he  knew what was going on b e c a u s e  he was p e r s o n a l l y  t h e r e  
to s e e  it .  

\ 
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Uncle  Wi l loughby  n e v e r  knew th i s  up to h i s  dea th ,  that  t he  m i n u t e  
he got up f r o m  h i s  d e s k  e a c h  m o r n i n g  t h e r e  was s~)meone down at the  
end  of the  ha l l  l ook ing  for  h i m  who gave  a coup le  of r a p s  e i t h e r  on the  
p i p e s  o r  on t he  wall;  t h e n  s o m e o n e  gave a n o t h e r  coup le  of r a p s  down 
s o m e w h e r e  e l se ;  a n o t h e r  couple  of r a p s  o v e r  h e r e .  You t a lk  about  a 
g r a p e v i n e  l That  p ipe  r app ing  is  one' of the  g r e a t e s t  ! By the  t i m e  
Unc le  Wi l loughby  r e a c h e d  the  f a c t o r y ,  e v e r y b o d y  was w o r k i n g  to bea t  
t he  band.  E v e r y b o d y  was at h i s  job.  T h e r e  was no s m o k i n g ,  and 
e v e r y t h i n g  was c l e a n e d  up a round  the  p l a c e .  And he  thought  he  had 
a v e r y  e f f i c i en t  o p e r a t i o n .  

When  he  d ied ,  C. P .  M c C o r m i c k ,  C h a r l i e ,  as  he  is  known to 
e v e r y b o d y ,  took  o v e r .  He r e c o g n i z e d  that  he  d idnt t  know the  b u s i n e s s  
we l l  enough  to t a k e  it on h i m s e l f .  So the  f i r s t  t h ing  he did was  to ca l l  
a l l  the  p e o p l e  t o g e t h e r  and to ld  t h e m  he wanted  to w o r k  on a c o o p e r a t i v e  
b a s i s .  If t h e y  w o r k e d  on that  b a s i s ,  t hey  would s h a r e  the  b e n e f i t s  as  
wel l  a s  the  r e s p o n s i b i l i t i e s .  

B a c k  at  tha t  t i m e  when the  c o m p a n y  was in the  r e d ,  he i n c r e a s e d  
wages  by 20 p e r c e n t  when e v e r y b o d y  e l s e  was cu t t ing  t h e m .  F u r t h e r -  
m o r e ,  he  i n c r e a s e d  b e n e f i t s  of t he  peop le  in the  p lan t .  He se t  up a 
s y s t e m  of b o a r d  m a n a g e m e n t - - a  j u n i o r  boa rd ,  a f a c t o r y  boa rd ,  a 
j u n i o r  b o a r d  of d i r e c t o r s ,  and he to ld  t h e m ,  "ALl r igh t ,  boys ,  t h i s  
f a c t o r y  b o a r d  a c t u a l l y  has  to p a s s  on f inal  p o l i c y  m a t t e r s ,  bu t  you a r e  
going to run this organization. Now go to it. " And they went to it 
immediately. And immediately production in that plant went up 40 
percent--40 percent immediately. Turnover was reduced from prac- 
tically 100 percent a year to practically nothing. That business has 
grown from a three million dollar organization in 1932 to very nearly 
a 50 million dollar business today, the largest spice and extract com- 
pany in the @orld. It is going to be a i00 million dollar business in 
the next 10 years and everybody is fully confident of that fact. 

I wish  I could  d e m o n s t r a t e  s o m e  of the  e l e m e n t s  of c o o p e r a t i o n  
that  went  into tha t  p lan t .  Le t  m e  say  that  was a v e r y  p r a c t i c a l  ex-  
a m p l e  of what can  happen  when a l e a d e r ' - a n d  it d o e s n ' t  have  to  be a 
l a r g e  c o r p o r a t i o n ;  it can  be a s m a l l  c o r p o r a t i o n - - a p p r o a c h e s  t h i s  
g roup  with the  idea :  Le t  us work  t o g e t h e r ;  le t  us s e e  what we can  do 
t o g e t h e r ;  and w h a t e v e r  c o m e s  out as  benef i t ,  we wi l l  s h a r e  t o g e t h e r ,  
and s e e  what we get  out of it. That  is  the  p r i n c i p l e  of c o o p e r a t i o n .  

I th ink  t he  m o s t  i m p o r t a n t  th ing  you g e n t l e m e n  can  focus  on is  
d e v e l o p i n g  l e a d e r s  who u n d e r s t a n d  t h e s e  p r i n c i p l e s ,  but you m u s t  
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u n d e r s t a n d  t h e m  f i r s t  y o u r s e l f .  Tha t  is  t h e  f u n d a m e n t a l  b a s i s  of 
h u m a n  r e l a t i o n s .  We m u s t  t a k e  i n d i v i d u a l  b o s s e s  and m a k e  t h e m  
l e a d e r s  r a t h e r  t han  a u t h o r i t a r i a n s .  Tha t  i s  the  p r o c e s s  by w h i c h  
you get  p e o p l e  to do t h i n g s .  T h e y  won ' t  do t h e m  b e c a u s e  t h e y  h a v e  
got to do t h e m .  T h e n  and only  then ,  wi l l  we r e a l i z e  the  ful l  p o t e n t i -  
a l i t i e s  of o u r  h u m a n  r e s o u r c e s .  

In c o n c l u s i o n  I would l ike  to j u s t  p a r a p h r a s e  an old p r o v e r b  w h i c h  
goes  l i ke  t h i s :  

" T h e  m a n  who knows  not  and knows  not tha t  he  knows  not i s  
a fool; shun  h i m .  The  m a n  who knows  not and knows  tha t  he  knows  
not is  a ch i ld ;  t e a c h  h i m .  The  m a n  who knows  a n d  k n o w s  not tha t  
he knows  is  a s l e e p ;  a w a k e n  h i m .  The  m a n  who knows  and knows  
tha t  he  knows  i s  w i se ;  l e a r n  f r o m  h i m .  But  t he  m a n  who knows  
m u c h  ye t  knows  t trot he knows  not a l l ,  who knows  to l e a r n  f r o m  
o t h e r s  and in h i s  l e a r n i n g  to s h a r e  t h i s  k n o w l e d g e ,  who k n o w s  to 
p e r p e t u a t e  h i m s e l f  in the  l i fe  of o t h e r s ,  t h i s  m a n  is a l e a d e r ;  
fo l low h i m . "  

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

QUESTION:  You m e n t i o n e d  un ions ,  but you d i d n ' t  d i s c u s s  the  
d e g r e e  to  which  un ions  i n t e r f e r e d  with the  i n d i v i d u a l ' s  a c c e s s  to m a n -  
a g e m e n t  and c o n v e r s e l y  m a n a g e m e n t s  a c c e s s  to the  i n d i v i d u a l .  

DR.  WATSON: The  q u e s t i o n ,  if you  d idn ' t  h e a r  it, had  to do with 
o u r  r e l a t i o n s h i p s  with  ou r  union and i ts  e f fec t  on e m p l o y e e s '  a c c e s s  
to m a n a g e m e n t  and v i ce  v e r s a .  

In o u r  B a l t i m o r e  o p e r a t i o n ,  which  is the  p a r e n t  c o m p a n y ,  we h a v e  no 
union .  S e v e r a l  y e a r s  ago ,  we bought  the  S c h i l l i n g  C o m p a n y  on the  
w e s t  c o a s t ,  s i m p l y  b e c a u s e  we c o u l d n ' t  c o m p e t e  with t h e m  out t h e r e .  
T h e y  had a un ion  at the  t i m e  and s t i l l  have  in o u r  p l a n t  at  B o l i n a s .  
T h o s e  of you who a r e  f a m i l i a r  wi th  tha t  s i t u a t i o n  out t h e r e  know it is  
a p r e t t y  t igh t  s i t u a t i o n .  

We have  had s o m e  i n t e r e s t i n g  p r o b l e m s  and s i t u a t i o n s  out t h e r e .  
At f i r s t  we had a v e r y  d i f f i cu l t  t i m e  ge t t i ng  the  un ion  p e o p l e  to  r e c o g -  
n i z e  tha t  we w e r e  g e n u i n e l y  i n t e r e s t e d  in o u r  p e o p l e ,  t h a t  we w e r e n ' t  
t r y i n g  to pu l l  any  wool  o v e r  a n y b o d y ' s  e y e s .  M a y b e  j u s t i f i a b l y  so ,  
but n e v e r t h e l e s s  t h e y  w e r e  v e r y ,  v e r y  s k e p t i c a l .  
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I r e m e m b e r  t h e y  t e l l  t he  s t o r y  tha t  h a p p e n e d  s h o r t l y  a f t e r  we 
took  o v e r  tha t  c o m p a n y .  F o r  s e v e r a l  y e a r s  at ou r  p l an t  in Ba l t imc ) r e ,  
t he  day  b e f o r e  T h a n k s g i v i n g  e v e r y b o d y  went  h o m e  with  a t u r k e y  u n d e r  
h i s  a r m ,  a gif t  of t he  c o m p a n y ,  and we se t  up p l a n s  fo r  do ing  the  s a m e  
th ing  in o u r  S c h i l l i n g  D iv i s ion .  The  f i r s t  y e a r  we w e r e  t h e r e ,  t he  
un ion  p e o p l e  s a id ,  "No,  you c a n ' t  do tha t .  Tha t  tsnWt in the  c o n t r a c t .  
You c a n ' t  g ive  a w a y  t u r k e y s .  ,i We a s k e d  t h e m  if t h e y  would  be  so  kind 
a s  to put  tha t  down in  w r i t i n g ,  which ,  of c o u r s e ,  t h e y  didnTt want  to do.  
We f i na l l y  w o r k e d  t h e  th ing  out to w h e r e  we w e r e  ab le  to g ive  o u r  p e o p l e  
t u r k e y s  if we w a n t e d  to .  F r o m  tha t  day  to t h i s ,  it ha s  b e e n  c a l l e d  the  
" T u r k e y  Union.  " 

Tha t  l i t t l e  g e s t u r e  was  not  in the  c o n t r a c t .  It was  s o m e t h i n g  we 
w a n t e d  to do fo r  the  p e o p l e .  We wan ted  o u r  p e o p l e  and t h e i r  f a m i l i e s  
to h a v e  t u r k e y  at  T h a n k s g i v i n g .  At f i r s t  t h e y  l ooked  at us wi th  a k ind  
of a m a z e m e n t  c o m b i n e d  with s k e p t i c i s m ,  but m o r e  r e c e n t l y  I t h i n k  
t h e y  a r e  ju s t  a c c e p t i n g  the  fac t  tha t  at l e a s t  t~ere is  one  o r g a n i z a t i o n  
s i n c e r e l y  wan t i ng  to w o r k  with  i t s  p e o p l e .  

The  un ion  p e o p l e  out t h e r e  get  the  s a m e  p r o f i t - s h a r i n g  a r r a n g e -  
m e n t  tha t  the  p e o p l e  get  at B a l t i m o r e .  As a r e s u l t  we have  a f ine  
c o o p e r a t i v e  r e l a t i o n s h i p  with t he  un ion  i t s e l f .  

As a matter of fact, I referred to the various boards we have in 
Baltimore, what we car factory boards, board of directors, and so 
on. The factory boards consist of about 15 to 20 members selected 
from all levels of management. There is a management board in the 
plant, from foreman on up through the production manager. They 
don't permit such a factory board in our Schilling Division because, 
they said, there are union stewards who could look after thac as far 
as they were concerned. 

But we h a v e  what  i s  c a l l e d  a J u n i o r  B o a r d  of E x e c u t i v e s  w h i c h  
c o n c e r n s  m e n  in p r o f e s s i o n a l ,  s a l e s ,  and  g e n e r a l  m a n a g e m e n t  a r e a s .  
The  c u r r e n t  c h a i r m a n  of the  j u n i o r  b o a r d  out t h e r e  in ou r  S c h i l l i n g  
D i v i s i o n  is  the  un ion  s t e w a r d .  

We e n t e r  t h i s  r e l a t i o n s h i p ,  not with the  i dea  of r e s t r i c t i o n ,  not 
wi th  t he  idea  of a l e g a l  a p p r o a c h  to h u m a n  r e l a t i o n s ,  which  m o s t  
un ion  c o n t r a c t s  a r e  b a s e d  o n - - l e g a l  a p p r o a c h ,  c o e r s i v e  a p p r o a c h  
to  g r i e v a n c e s ,  and so o n - - b u t  f r o m  the  poin t  of v iew of h u m a n  u n d e r -  
s t a n d i n g .  We r e c o g n i z e  tha t  would be m u c h  m o r e  d i f f i cu l t  in a m u c h  
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l a r g e r  o r g a n i z a t i o n  w h e r e  p r o b l e m s  of c o m m u n i c a t i o n ,  p r o b l e m s  of 
p e r s o n a l  e x p r e s s i o n  a r e  m u c h  g r a v e r  and m u c h  m o r e  d i f f i cu l t  t han  
in a s m a l l e r  c o n c e r n  s u c h  as  o u r s .  

We have  500 p r o d u c t i o n  e m p l o y e e s  in  San F r a n c i s c o ;  the  s a m e  
n u m b e r  in B a l t i m o r e .  I can  on ly  a n s w e r  y o u r  q u e s t i o n  t h e r e  by s a y i n g  
tha t  e m p l o y e e s  f ee l  no h e s i t a n c y  w h a t e v e r  in a p p r o a c h i n g  m a n a g e m e n t .  
The  un ion  has  no o b j e c t i o n .  

Th i s  s p r i n g  I was  on the  wes t  c o a s t  and spen t  s o m e  t i m e  t h e r e .  
We have  a m o n t h l y  e m p l o y e e s '  m e e t i n g  in a l l  o u r  b r a n c h e s .  We m a d e  
e m p l o y e e  a w a r d s ,  p r e s e n t e d  s e r v i c e  a w a r d s  and  the  P r e s i d e n t ' s  
a w a r d  fo r  o u t s t a n d i n g  p e r f o r m a n c e .  We r e c o g n i z e  a l l  t he  p e o p l e ,  t he  
un ion  p e o p l e  ju s t  as  we do the  o t h e r s .  E v e r y o n e  wi th in  o u r  o r g a n i z a -  
t i on  t h e n  got up and m a d e  a l i t t l e  s p e e c h .  

Mos t  of the  p e o p l e  out t h e r e  a r e  c o l o r e d .  T h e y  w e r e  t h e r e  when  
4 

we took  the  p lan t  o v e r  and t h e y  a r e  s t i l l  t h e r e .  T h e y  w e r e  b r o u g h t  in 
at  one  t i m e ,  p o s s i b l y  by the  union,  and it has  w o r k e d  a c t u a l l y  to t h e i r  
a d v a n t a g e .  

N e v e r t h e l e s s ,  one by one t h e s e  w o m e n - - m o s t  of t h e m  a r e  w o m e n - -  
in the  p lan t  would get  up and  you have  n e v e r  h e a r d  such  s p e e c h e s  in 
y o u r  l i fe ,  and t h e y  w e r e  s i n c e r e - - h o w  m u c h  t h e y  a p p r e c i a t e d  and en-  
j o y e d  w o r k i n g  fo r  t h i s  c o m p a n y .  C l e v e r  l My gosh ,  you get  o f f i ce  
employees up t h e r e  t r y i n g  to m a k e  a s p e e c h  l i ke  tha t  and t h e y  would 
ju s t  f u m b l e  a r o u n d .  But not t h e s e .  It was  r i g h t  f r o m  the  h e a r t .  

Tha t  i s  as  c l o s e  an a n s w e r  as  ~ could  m a k e  u n l e s s  you  have  s o m e  
s p e c i f i c  poin t  you want  m e  to c o v e r .  

QUESTION:  I f e e l  tha t  the  G o v e r n m e n t  f i ts  v e r y  c l o s e l y  to y o u r  
f i r s t  c a t e g o r y  u n d e r  c o n t r o l  p h i l o s o p h y ,  G o v e r n m e n t  e m p l o y e e s ,  
G o v e r n m e n t  o r g a n i z a t i o n .  Would you c o m m e n t  on how to m o v e  out 
of c o n t r o l  b u s i n e s s  in to  c o o p e r a t i v e  a r e a s  ? 

DR.  WATSON: That  is  a good q u e s t i o n .  The q u e s t i o n  has  to do 
with  G o v e r n m e n t  o r g a n i z a t i o n  and the  i m p l i c a t i o n  be ing  tha t  m u c h  of 
G o v e r n m e n t  o r g a n i z a t i o n  is  b a s e d  on a c o n t r o l  p h i l o s o p h y  of m a n a g e -  
m e n t ,  and how do you get  a w a y  f r o m  tha t  and in to  a c o o p e r a t i v e  a r e a .  

Wel l ,  I have  had tha t  s a m e  q u e s t i o n  a s k e d  m e  in r e g a r d  to m a n y  
o t h e r  t y p e s  of o r g a n i z a t i o n .  I don ' t  t h ink  G o v e r n m e n t ,  a s  such ,  r e p -  
r e s e n t s  un ique  p r o b l e m s  as  c o n t r a s t e d  to i n d u s t r y  o r  o t h e r  o r g a n i z a t i o n s .  
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T h e r e  have  b e e n  s o m e  a g e n c i e s  of G o v e r n m e n t  that  have  a d o p t e d  
p r i n c i p l e s  of m u l t i p l e  m a n a g e r h e n t .  We r e a l i z e  tha t  G o v e r n m e n t  
shou ld  be m o r e  c o n s t r u c t i v e ,  a l though  we know in G o v e r n m e n t  p e o p l e  
wi l l  have  to d r a w  up t h e s e  e l a b o r a t e  t h ings  and we w o n d e r  how t h e y  
can  be c o m m u n i c a t e d  to the  l e v e l s  of peop l e  invo lved .  

But I a l w a y s  m a k e  th i s  s t a t e m e n t .  When I was  in R i c h m o n d  a s  
P e r s o n n e l  D i r e c t o r  of the  F e d e r a l  R e s e r v e  Bank ,  t h e y  would  say ,  
"You a r e  t a l k i n g  to the  w r o n g  guy.  You ought  to be t a l k i n g  to o u r  
P r e s i d e n t .  He is  t he  one  to do th i s .  " No. Most  of what  I h a v e  b e e n  
t a l k i n g  about  is t he  i n d i v i d u a l  r e l a t i o n s h i p  in the  p o s i t i o n  in wh ich  you  
a r e  r e s p o n s i b l e .  C e r t a i n l y  it would help  if the  p r e s i d e n t  of the  c o r -  
p o r a t i o n  a s s u m e s  the  l e a d e r s h i p  in tha t  ph i l o sophy ,  c e r t a i n l y  if tha t  
is  r e c o g n i z e d .  But it i s  no e x c u s e  fo r  an  i nd iv idua l  to c a p i t a l i z e  on 
h i s  e m p l o y e e s .  I h a v e  s e e n  it done  in a c l i m a t e  of c o n t r o l  p h i l o s o p h y .  
It i s  m o r e  o u t s t a n d i n g  and m o r e  d e s t r u c t i v e  when  it i s  done  in a s m a l l  
uni t .  

So I would not  b e d i s t u r b e d .  In ou r  G o v e r n m e n t  it ha s  so be o r -  
d e r e d  in a c e r t a i n  way.  It h a s  to be  o r d e r e d  for  c e r t a i n  c o m m u n i c a -  
t i o n s  to get  down.  It h a s  to be  c h a n n e l i z e d  in a c e r t a i n  way.  We 
could  n o t  as  i n d i v i d u a l s  app ly  t h e s e  p r i n c i p l e s  with o u r  own p e o p l e  
in s u c h  a way as  to r e a l i z e  t h e i r  p o t e n t i a l i t i e s .  But the  S ta te  D e p a r t -  
m e n t ,  of a l l  t h i ngs ,  h a v e  h a d  s o m e  of t h e i r  h i g h - r a n k i n g  r e p r e s e n t -  
a t i v e s  o v e r  to M c C o r m i c k  & C o m p a n y  and spen t  s e v e r a l  d a y s  wi th  us ,  
s e e i n g  how t h e y  cou ld  do it with the  d e v e l o p m e n t  of young  c a r e e r  m e n  
in the  S ta te  D e p a r t m e n t .  T h e y  a r e  go ing  to adopt  s o m e  of ~hese  p r i n -  
c i p l e s .  

Le t  us  r e c o g n i z e  the  fact  tha t  a g r e a t  m a n y  a g e n c i e s  c o m e  to us  
l ook ing  fo r  a p a n a c e a ,  s o m e  s e c r e t  f o r m u l a  so  t h e y  can  go b a c k  and 
m a k e  m o n e y .  T i m e  a f t e r  t i m e  we have  s a id  it won ' t  w o r k  b e c a u s e  
it m u s t  be  on a p r i n c i p l e  of u n d e r s t a n d i n g ,  and i*. is  not a gadge t  o r  
a d e v i c e  fo r  f u r t h e r i n g  s e l f i s h  i n t e r e s t s .  

Tha t  is  a v e r y  i n t a n g i b l e  a n s w e r  to y o u r  q u e s t i o n  but y o u r  q u e s -  
t i on  is s o m e w h a t  i n t a n g i b l e ,  too,  b e c a u s e  w h e n  we s p e a k  of G o v e r n -  
m e n t ,  we a r e  s p e a k i n g  of so m u c h ,  and I a m  s u r e  t h e r e  a r e  a g e n c i e s  
of G o v e r n m e n t  o p e r a t i n g  on th i s  c o o p e r a t i v e  b a s i s .  

QUESTION:  J u s t  to c a r r y  th i s  a l i t t l e  f u r t h e r ,  how about  a p p l y i n g  
t h i s  p h i l o s o p h y  to  the  m i l i t a r y ?  
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DR. WATSON: Now you have  r e a l l y  got s o m e t h i n g .  I have  not  
b e e n  a c t i v e  in the  M c C o r m i c k  C o m p a n y  long  enough  to know a l l  of 
t h e s e  e x p e r i m e n t s  tha t  h a v e  b e e n  m a d e  so I c a n ' t  d e s c r i b e  t h e m  in  
d e t a i l .  I know the  A i r  F o r c e ,  p a r t i c u l a r l y  in s o m e  of i t s  c i v i l i a n  i n -  
s t a l l a t i o n s ,  ha s  adop ted  the  p r i n c i p l e s  of m u l t i p l e  m a n a g e m e n t ,  and  
b o a r d  r e p r e s e n t a t i o n ,  and so on. 

We have  a d i f f e r e n t  b o a r d  each  m o n t h  and t h e y  b r i n g  t h e m  in  fo r  
two w e e k s  t r a i n i n g .  T h e y  devo t e  t h r e e  o r  f ou r  h o u r s  to t h i s  one  s u b -  
j e c t  of m u l t i p l e  m a n a g e m e n t .  I a m  not qua l i f i ed  at  a l l  r e a l l y  to  t a l k  
about  the  p r o b l e m  you  h a v e  s t r i c t l y  in the  M i l i t a r y  E s t a b l i s h m e n t s ,  
p a r t i c u l a r l y  in an e m e r g e n c y .  E v e n  though ,  back  at the t i m e  we w e r e  
t r y i n g  to t r a i n  m e n  going in to  m i l i t a r y  s e r v i c e ,  I was  s u p p o s e d  to  
t e a c h  t h e m  m i l i t a r y  p s y c h o l o g y .  B r o t h e r ,  how we e v e r  got t h r o u g h  
tha t  w a r  with  t h o s e  boys ,  I w o n d e r  s o m e t i m e s .  But when  you get  r i g h t  
down to the  s ta f f  o r g a n i z a t i o n  and can  work  on a p r i n c i p l e  of p a r t i c i p a -  
t i on  and c o o p e r a t i o n  as  we l l  as  on the  b a s i s  of a t t a c k ,  it has  to to d e -  
r i v e  the  ful l  b e n e f i t s .  

The  p a r a l l e l  m a y  stop t h e r e  when you get  down to s o m e  of the  
t h i n g s  we c a n  do in i n d u s t r y ,  jus t  by t he  n a t u r e  of the  o r g a n i z a t i o n ,  
tha t  you c a n ' t  do in the  M i l i t a r y  E s t a b l i s h m e n t ,  but h o w e v e r  you a c -  
c o m p l i s h  i t ,  t he  s i m p l e  fact  r e m a i n s  tha t  u n l e s s  the  foot s o l d i e r  h a s  
a s e n s e  of b e l o n g i n g ,  a s e n s e  of p u r p o s e ,  a s e n s e  of u n d e r s t a n d i n g  
what  it i s  a l l  about ,  and what he  is  do ing  h e r e ,  w h e r e  he f i ts  in to  t h e  
p i c t u r e ,  you a r e  not  going to h a v e  a s u c c e s s f u l  o r g a n i z a t i o n .  I t h i n k  
you  wi l l  a g r e e  with  m e  tha t  the  e f f e c t i v e  r u l e r  is  the  one who l e a d s  
h i s  m e n  r a t h e r  t han  d r i v i n g  t h e m .  He l e a d s  h i s  m e n  by e n t e r i n g  into  
c o o p e r a t i o n  with  t h e m ,  r a t h e r  t han  by t ak ing  a m a n u a l  and s a y i n g ,  
"We do it t h i s  way b e c a u s e  it s a y s  we do it t h i s  way.  " 

QUESTION:  D u r i n g  the  i n t e r m i s s i o n ,  the  q u e s t i o n  c a m e  up with 
s e v e r a l  of us of the  d i f f e r e n c e s  in m e a n i n g  of the  word  c o o p e r a t i o n .  
You y o u r s e l f  s a id  t h e r e  cou ld  be m a n y  d i f f e r e n t  d e f i n i t i o n s  of i t .  The  
th ing  about  it to us is tha t  in o u r  pas t  h i s t o r y  in the  Uni ted  S t a t e s  we 
have  had  e x a m p l e s  of c o o p e r a t i v e  s y s t e m s  in which  p e o p l e  w e r e  sup -  
p o s e d  to w o r k  t o g e t h e r  and t h e s e  th ings  b r o k e  down and f a i l ed  to work .  
Could  you t e l l  us  what  the  i n g r e d i e n t s  w e r e  tha t  c a u s e d  tha t  b r e a k d o w n ?  

DR.  WATSON: T h e y  cou ld  be so m a n y  d i f f e r e n t  t h ings .  I know 
one c o o p e r a t i v e  g roup  w h e r e  the  c o o p e r a t i v e  g roup  was  o r g a n i z e d  
e x t e n s i v e l y  as  a c o o p e r a t i v e  g roup  jus t  to he lp  an  i n d i v i d u a l  to get  a 
p l a t f o r m .  W h e t h e r  it be a c o o p e r a t i v e  g roup  in a b u s i n e s s  s e n s e ,  
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the  s a m e  p r i n c i p l e s  would apply .  It i s  not enough  fo r  a f e l low to 
m e r e l y  c a l l  s o m e t h i n g  c o o p e r a t i v e  if he  d o e s n ' t  h a v e  the  q u a l i t i e s  of 
a l e a d e r .  

We a r e  t a l k i n g  now about  a c o o p e r a t i v e  r e l a t i o n s h i p  in a g r o u p .  
L e t  m e  m a k e  t h i s  po in t  c l e a r .  I a m  not t a l k i n g  about  a l a i s s e z  f a i r e  
t h i n g  w h e r e  e v e r y b o d y  d o e s  e v e r y t h i n g .  It n e e d s  s t r u c t u r e ;  it n e e d s  
o r g a n i z a t i o n  by  c o m m u n i c a t i o n ;  it n e e d s  a s u s t a i n i n g  p u r p o s e ;  it n e e d s  
b e l o n g i n g - - t h e s e  b a s i c  p s y c h o l o g i c a l  p r i n c i p l e s  i s  what  I a m  t a l k i n g  
about .  C e r t a i n l y ,  we do not h a v e  a c o o p e r a t i v e  e n t e r p r i s e  j u s t  by  
h a v i n g  a g r e a t  b ig  m a s s  of p e o p l e .  We have  a c o o p e r a t i v e  e n t e r p r i s e  
by p r o v i d i n g  f o r  i n d i v i d u a l  s a t i s f a c t i o n s  t h a t  a r e  n e c e s s a r y  f o r  c o o p -  
e r a t i o n .  You canno t  h a v e  a c o o p e r a t i v e  e n t e r p r i s e  wi thout  the  s a t i s -  
f a c t i o n  of t h e  i n d i v i d u a l ' s  n e e d s .  I r e c o g n i z e  tha t  i s  a v e r y  t h e o r e t i c a l  
s o r t  of a n s w e r  to t he  th ing ,  but it i s  r e a l l y  an  a n s w e r  which  b o i l s  down 
to t h i s :  A c o o p e r a t i v e  e f fo r t  tha t  d o e s n ' t  w o r k  is  not  c o o p e r a t i v e ;  t h a t ' s  
a l l .  

C O M M E N T :  I d o n ' t  have  a q u e s t i o n  but I t h ink  you  m i g h t  be i n t e r -  
e s t e d  in a c o m m e n t  on m y  a t t e m p t  to r u n  s u c h  a m u l t i p l e  m a n a g e m e n t  
at  t h e  m i l i t a r y  g r o u p  l e v e l .  I found it c r e a t e d  a v e r y  f a v o r a b l e  c l i m a t e  
in m a n y  w a y s .  It c r p a t e d  a f r e e  a p p r o a c h  f r o m  t he  b o t t o m  up. We 
found o n e  o b s t a c l e  w h i c h  we w e r e  unable to  o v e r c o m e .  We c r e a t e d  a 
j u n i o r  b o a r d  of e x e c u t i v e s  u s i n g  n o n c o m s  and o t h e r  r a n k s .  In u s i n g  
o f f i c e r s ,  h o w e v e r ,  on the  j u n i o r  b o a r d ,  I found it v e r y  d i f f i cu l t  to  
k e e p  the  j u n i o r  b o a r d  m o t i v a t e d  b e c a u s e  it was  v e r y  d i f f i cu l t  to  o f f e r  
s i g n i f i c a n t  r e w a r d s  fo r  o u t s t a n d i n g  i d e a s .  You can  g ive  t h r e e - d a y  
p a s s e s ,  s o m e t h i n g  l i ke  that ,  o r  s o m e  s p e c i a l  p r i v i l e g e ,  but it  d i d n ' t  
go o v e r  wi th  qu i t e  the  bang  I had  hoped .  H o w e v e r ,  it w o r k e d  now and 
then ,  and,  a s  I say ,  it c r e a t e d  a v e r y  f ine  c l i m a t e  and when  I wanLed 
s o m e t h i n g  out of t he  outf i t ,  the  r e s p o n s e  was  v e r y  good.  

DR.  WATSON: Waat  o r g a m z a t i o n  was  t h a t ?  

C O M M E N T :  It was  a c o m m u n i c a t i o n s  g r o u p  of about  3 , 0 0 0  p e o p l e .  

DR.  WATSON: The  q u e s t i o n  has  o f ten  b e e n  a s k e d :  What  would  
h a p p e n  u n d e r  a m u l t i p l e  m a n a g e m e n t  s e tup  w h e r e  t h e r e  w e r e  no f i nan -  
c i a l  i n c e n t i v e s  invol.ved.  In o u r  c a s e ,  the  m e n  and w o m e n  who a r e  
m e m b e r s  of t h e s e  b o a r d s  d e r i v e  s u b s t a n t i a l  f i n a n c i a l  r e w a r d s  by b e i n g  
m e m b e r s .  A l so  m e m b e r s h i p  on the  b o a r d  is on the  b a s i s  of a s o m e -  
what  c o m p e t i t i v e  f a c t o r .  T h e y  r a t e  e a c h  o t h e r  on b o a r d  p a r t i c i p a t i o n  
on r a t i n g  s c a l e s  wh ich  we have  d e v i s e d .  P e r s o n s  who c o m e  out on 
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top s t a y  on the  b o a r d s  and t h e y  s e r v e  as  a n o m i n a t i n g  c o m m i t t e e  fo r  
e l e c t i n g  p e o p l e  to the  b o a r d .  It i s  not done by vote of the  b o a r d  of 
d i r e c t o r s ,  o r  b y  the  p r e s i d e n t ,  o r  any  o f f i c e r s  of the  c o m p a n y .  

At R i c h m o n d  in the  F e d e r a l  R e s e r v e  Bank,  we had no p r o f i t s  
fo r  t h e m  to s h a r e  e x c e p t  wi th  the  c o m m e r c i a l  d e p a r t m e n t ,  but I 
found t h e r e  tha t  t he  e l e m e n t  of r e c o g n i t i o n ,  the  e l e m e n t  of p a r t i c i p a -  
t i o n ,  a s e n s e  of r e s p o n s i b i l i t y ,  and so  on p r o v i d e d  the  i n c e n t i v e .  I 
could  s e e  l i t t l e  d i f f e r e n c e  in the  e f f e c t i v e n e s s  of tha t  p a r t i c u l a r  g roup  
and the  one tha t  we have  now in B a l t i m o r e  w h e r e  t h e r e  a r e  v e r y  sub -  
s t a n t i a l  f i n a n c i a l  a d v a n t a g e s  to b e i n g  m e m b e r s  of one of t h e s e  b o a r d s .  
T h e y  r o t a t e  on the  b o a r d s  and don ' t  s t a y  t h e r e  f o r e v e r .  

But I don ' t  th ink  the  f i n a n c i a l  a d v a n t a g e  is  the  p r i n c i p a l  f a c t o r  
i n v o l v e d .  It is  a m a t t e r  of m o t i v a t i o n .  If t h o s e  m e n  can  get  the  
c h a n c e  of m a k i n g  th i s  the  bes t  d a m n  outf i t  in  the  wor ld ,  tha t  is  t h e i r  
p u r p o s e :  You l ead  t h e i r  t r o o p  of i n d i v i d u a l  p e o p l e ,  but t hey  a r e  t h e r e  
to s e e  tha t  tha t  i s  done .  That  a p p e a l s  b a s i c a l l y  and f u n d a m e n t a l l y  to 
m e n  and w o m e n .  

So I a p p r e c i a t e  y o u r  c o m m e n t s  tha t  it was  e f f e c t i v e  in a l i m i t e d  
way.  I would s a y  it cou ld  not be as  e f f e c t i v e  in u s i n g  o f f i c e r s  as  it 
would o t h e r w i s e  be b e c a u s e  c e r t a i n l y  in o u r  g e n e r a l  M i l i t a r y  E s t a b -  
l i s h m e n t  any  s e r g e a n t  knows  tha t  the  o f f i c e r  ha s  the  s a y  a s  to what  
is  go ing  to be done ,  g e n e r a l l y  s p e a k i n g ,  but it is  i n t e r e s t i n g  to know 
that  you  can  w o r k  it out,  even  at tha t  l e v e l .  

QUESTION:  T h i s  o r g a n i z a t i o n  that  you a r e  d e s c r i b i n g ,  to m y  
way of t h ink ing ,  would be p r o b a b l y  m u c h  h a r d e r  to ,keep in jus t  the  
r i g h t  a d j u s t m e n t  t han  p o s s i b l y  y o u r  a u t h o r i t a t i v e  s o r t  of c o n t r o l .  
Would you c a r e  to c o m m e n t  on what you do to ad ju s t  the  m e c h a n i s m  
to keep  it on t he  t r a c k ?  

DR.  WATSON: That  u n q u e s t i o n a b l y  is  t r u e .  The  e a s i e s t  way,  
so  f a r  as  o r g a n i z a t i o n  is c o n c e r n e d ,  i s  to have  a d i c t a t o r  and he  
d e c i d e s  e v e r y t h i n g .  That  is  the  e a s i e s t , w a y  of o r g a n i z i n g  any  g r o u p ,  
but it is  not  the  m o s t  p r o d u c t i v e  or  l a s t i ng .  

How do we p r o v i d e  for  organiz~ti:zc~ in a m u l t i p l e  m a n a g e m e n t  
s e t u p ?  N a t u r a l l y  it is  a ver~- fla~d type of o r g a n i z a t i o n  and you r u n  
into d i f f i c u l t i e s  when you get  into a l a r g e r  ~ t a b l i s h m e n t  j u s t  f r o m  
n u m b e r s  of p e o p l e .  Fo r tuna t e ly~  with the  :~umber  we have  t h e r e  a r e  
d a i l y  c o m m u n i c a t i o n s  with m o s t  of t h e m  so we would r e c o g n i z e  p r o b -  
l e m s .  
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But e v e n  in our  own c o m p a n y  we have  been  d i s c u s s i n g  fo r  the  
l a s t  t h r e e  m o n t h s  t h i s  q u e s t i o n  of f u r t h e r  s t r u c t u r i n g  ou r  m a n a g e -  
m e n t  se tup  b e c a u s e  the  c o m p a n y  has  go t t en  to the  p l a c e  now w h e r e  
the  i n f o r m a l  type  of f luid o r g a n i z a t i o n  is  not as  p r a c t i c a l  o r  e f f i c i en t  
a s  it would o t h e r w i s e  be .  We have  n e v e r  had an o r g a n i z a t i o n  c h a r t  
at  M c C o r m i c k  & Company .  We have  n e v e r  had one.  We n e e d  one 
now.  We r e c o g n i z e  p o s i t i o n  d e s i g n a t i o n s  with s p e c i f i c  a l l o c a t i o n  of 
r e s p o n s i b i l i t y  and a u t h o r i t y  is  e s s e n t i a l .  But the  i n t e r e s t i n g  t h ing  
is ,  t h i s  is  be ing  d e v e l o p e d  by m e n  who have  g r o w n  up in m u l t i p l e  
m a n a g e m e n t  and in r e c o g n i t i o n  of a fact .  T h e r e  wil l  be no change  in 
o u r  b a s i c  se tup .  Th i s  m e r e l y  d e f i n e s  a r e a s  m o r e  s p e c i f i c a l l y .  S o  
I t h ink  if you w e r e  to t ake  th i s  book that  I r e f e r r e d  to,  " T h e  P o w e r  
of P e o p l e ,  " and a t t e m p t  to apply  tha t  f o r m  of o r g a n i z a t i o n ,  you would 
f ind you would n e e d  m u c h  m o r e  s t r u c t u r i n g  of the  o r g a n i z a t i o n ,  m o r e  
s p e c i f i c  d e l i n e a t i o n  of r e s p o n s i b i l i t i e s ,  of au tho r i t y .  

Le t  us  s top a m i n u t e  on that  word  au thor i ty .  That  word  has  b e e n  
a bad word  a r o u n d  M c C o r m i c k  & Company ,  jus t  the  word  a u t h o r i t y ,  
by i m p l i c a t i o n  that  s o m e b o d y  got s o m e t h i n g  done  b e c a u s e  he was the  
b o s s  and had  a t i t l e  o r  the  a u t h o r i t y  to m a k e  you do it r a t h e r  t h a n  tha t  
he  got it t h r o u g h  c o o p e r a t i o n .  

We n e e d  a l l o c a t i o n s  of au tho r i t y .  I s e e  no i n c o m p a t i b l e  e l e m e n t  
at a l l  in a v e r y  c l e a r  s t r u c t u r i n g  of an o r g a n i z a t i o n  and the  con t inued  
p r o c e s s  of fu l l  c o o p e r a t i o n ,  f luid c o m m u n i c a t i o n ,  and b o a r d  p a r t i c i p a -  
t ion ,  and c e r t a i n l y  t h e s e  e l e m e n t s  of c o o p e r a t i o n  aga in  have  to do with 
when th i s  m a n  in  a u t h o r i t y  is  going  to e x e r c i s e  au tho r i t y .  We know 
t h e r e  is  no th ing  wrong  with a u t h o r i t y ,  it i s  how it i s  e x e r c i s e d .  I 
w i sh  I could a n s w e r  y o u r  q u e s t i o n  m o r e  s p e c i f i c a l l y  on t h e s e  po in t s .  

QUESTION: I was  i n t e r e s t e d  in the  p o l i c i n g  w h e r e  you get  a s o u r  
apple  in the  b a r r e l  and an i nd iv idua l  l o u s e s  up the  works .  

DR. WATSON: We have  had i nd iv idua l s  l i ke  that ,  not s o u r  app l e s  
l o u s i n g  up the  w o r k s ,  but p e r s o n s  who jus t  d idn ' t  have  it.  We r e c o g -  
n i z e d  it and I th ink  t h e y  r e c o g n i z e d  it. That  c o m e s  out in b o a r d  p a r -  
t i c i p a t i o n  and o t h e r  f o r m s  of l o g i c a l  a p p r a i s a l ,  p s y c h o l o g i c a l  a p p r a i s a l .  
T h e r e  h a v e  b e e n  t h r e e  m e n  r e c e n t l y ,  whom,  fo r  t h e i r  bes t  i n t e r e s t s ,  
we a d v i s e d  to  get  s o m e  o t h e r  work.  

T h e r e  is  no n e e d  for  po l i c ing ,  If the  l e a d e r  p r o v i d e s  the  s p a r k ,  
it g e n e r a t e s  i t s  own e n e r g y  b e c a u s e  of the  c o m p e t i t i v e  e l e m e n t  I 
spoke  o f - - w h o  a r e  t he  peop l e  we want to t ake  on th i s  boa rd  ? 
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The e l e m e n t  of i n c e n t i v e  on the  p a r t  of e m p l o y e e s  is  in  the  s h a r i n g  
of p r i v i l e g e s  and p r o f i t s  and tha t  s e r v e s  a s  a t r e m e n d o u s  s t i m u l a t o r  
to p r o d u c t i v i t y .  In fac t ,  we had s o m e  d i f f i c u l t y  with  s o m e  of o u r  o l d e r  
w o m e n  e m p l o y e e s  who w e r e  a l i t t l e  bit h a r d  on n e w c o m e r s  b e c a u s e  
t h e y  d idn ' t  do m o r e  work .  T h e y  w e r e n ' t  c a r r y i n g  t h e i r  s h a r e  of the  
load .  We had to w o r k  tha t  p r o b l e m  out.  

C. P .  h i m s e l f ,  C h a r l i e ,  s p a r k e d  the  p r a c t i c e  h i m s e l f ,  P e r s o n -  
a l ly ,  he  h a s  b e e n  out of the  o r g a n i z a t i o n ,  r e f u s i n g  to a s s u m e  any  r e -  
s p o n s i b i l i t y  as  p r e s i d e n t .  He d e s i g n a t e d  a m a n a g e m e n t  c o m m i t t e e ,  
j u s t  to  s e e  how th i s  th ing  is  go ing  to go a long  wi thout  h i m ,  and I c a n ' t  
s e e  tha t  t h e r e  is  any  l a c k  of e n t h u s i a s m .  In fac t ,  t h e y  a r e  pu l l i ng  
even  s t r o n g e r  t o g e t h e r  b e c a u s e  of tha t  fac t .  But u n l e s s  you  h a v e  a 
l e ~ d e r s h i p  who h i m s e l f  u n d e r s t a n d s  and a p p r e c i a t e s  t h e s e  p r i n c i p l e s ,  
c e r t a i n l y  it i s  go ing  to  be m o r e  d i f f i cu l t .  

QUESTION: We t r i e d  th i s  m u l t i p l e  m a n a g e m e n t  p r a c t i c e  in o u r  
s t a f f  o r g a n i z a t i o n  in the  P e n t a g o n .  You w e r e  v e r y  kind to s end  p e o p l e  
o v e r  to he lp  us .  We t r i e d  it f o r  a ful l  y e a r ,  but it n e v e r  c a m e  up to  
ou r  e x p e c t a t i o n s .  One of t he  p r i n c i p a l  r e a s o n s  was  tha t  we had  to  h a v e  
b o a r d  m e e t i n g s  a f t e r  w o r k  h o u r s  and on S a t u r d a y s  and Sundays .  

DR.  WATSON: That  would  be a v e r y  r e a l  d e t e r r e n t .  

QUESTION:  My q u e s t i o n  to you is:  When do y o u r  b o a r d s  m e e t ?  

DR.  WATSON: Our  b o a r d s  m e e t  at fou r  o ' c l o c k  o n c e  e v e r y  two 
w e e k s ,  f r o m  fou r  o ' c l o c k  un t i l  s ix  in the  a f t e r n o o n .  T h e y  have  m e t  
at  v a r i o u s  o t h e r  t i m e s .  One t i m e  the  b o a r d  i t s e l f  voted  to m e e t  at  
e igh t  o ' c l o c k  in the  m o r n i n g .  At t i m e s  t h e y  have  m e t  in the  e v e n i n g ,  
in which  c a s e  the  c o m p a n y  p r o v i d e s  t h e m  with  t h e i r  s u p p e r .  But the  
m e n  get  pa id  for  t h e i r  b o a r d  p a r t i c i p a t i o n .  I m e a n  a c t u a l l y  fo r  e a c h  
m e e t i n g  t h e y  a t t end  t h e y  get  the  b o a r d  of d i r e c t o r s  p a y .  It is  not  s u b -  
s t a n t i a l ,  but it is  s o m e t h i n g .  I f ee l  if it c an  be done  and a r r a n g e d  on 
c o m p a n y  t i m e ,  c e r t a i n l y  w h e r e  you don ' t  have  t h e s e  o t h e r  t a n g i b l e  
i n c e n t i v e s ,  tha t  if it is  i m p o r t a n t  enough  to do at a l l ,  it i s  i m p o r t a n t  
to do when  a m a n  would n o r m a l l y  be at work .  N a t u r a l l y  t h e r e  is  m u c h  
to be done  in b e t w e e n .  I c a n  s e e  how s e t t i n g  up a j u n i o r  b o a r d  of ex -  
e c u t i v e s  in the  A i r  F o r c e  and hav ing  t h e m  m e e t  on S a t u r d a y s  and Sun-  
d a y s  would  have  s o m e  s e v e r e  p r o b l e m s  d e v e l o p  at  the  v e r y  b e g i n n i n g .  

I w o n d e r  if I m i g h t  jus t  p inpoin t  th i s  with s o m e t h i n g  tha t  o c c u r r e d  
l a s t  s u m m e r .  S h o r t l y  a f t e r  I c a m e  with the  e o m p a n y - - I  had b e e n  t h e r e  
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jusz about a month--we had a p r o d u c t i o n  p r o b l e m  in  r e g a r d  to t ea .  
The  q u e s t i o n  b o i l e d  down to t he  fact  t h a t  we w e r e  e i t h e r  going to get  
in to  t he  t e a  b u s i n e s s  o r  ge t  out of i t .  To con t inue  m e a n t  p r a c t i c a l l y  
doub l ing  t he  p r o d u c t i o n  for  a p e r i o d  of s ix  to e ight  m o n t h s .  We d i d n ' t  
have  the  e q u i p m e n t  t o d o  it,  

I attended this  meet ing  just as  a spectator .  It was cal led by the 
department manager  of the tea department,  mos t ly  women operat ing 
tea-packing  m ac h ine s .  He talked for about 20 minutes ,  present ing  
the  problems  to them, drawing up a chart, showing w h e r e  we stood, 
the marg in  of profit ,  and so on. He said, "We great ly  need to get 
in or out of the tea bus ines s ,  " and he asked for sugges t ions .  "What 
are  we going to do about this  ?" 

This  is  an a c t u a l  a c c o u n t i n g  of what happened .  One l ady  got up 
in the  back  of t he  r o o m  and sa id ,  "You r e m e m b e r  when  we had  s o m e -  
th ing  l i ke  t h i s  b e f o r e ,  we put on a t h i r d  shif t .  Why c a n ' t  we put on 
a t h i r d  s h i f t ? "  The  m a n a g e r  sa id ,  "Wel l ,  we can, but if we put on 
a t h i r d  shi f t ,  it m e a n s  we a r e  going  to have  to t ake  m o s t  of t he  p e o p l e  
f r o m  the  r e g u I a r  sh i f t s  and a s s i g n  t h e m  to the  t h i r d  sh i f t .  " She sa id ,  
" W h y  not a s k  fo r  v o l u n t e e r s ?  I fo r  one wil l  v o l u n t e e r .  " Hands  went  
up a l l  o v e r  the  r o o m .  

Then  he  sa id ,  "We have  enough for  a t h i r d  shif t ,  bu t  we s t i l l  can ' t  
r e a c h  our  goa l s .  " They  sa id ,  "Why don ' t  we on the  o t h e r  sh i f t s  w o r k  
S a t u r d a y s  fo r  a whi le  un t i l  we bui ld up our  i n v e n t o r y ? "  Can you i m -  
ag ine  what  would happen  if  m a n a g e m e n t  c a m e  in and sa id ,  "You a r e  
going  to have  to w o r k  Sa tu rdays .  " They  got v o l u n t e e r s  fo r  tha t ,  p r a c -  
t i c a l l y  t he  whole  r o o m  sa id ,  "We wil l  do tha~ fo r  a whi le ,  " and t h e y  
did .  And t h e r e  w e r e  s e v e r a l  o t h e r  t h ings  that  t h e y  s u g g e s t e d  t h e m -  
s e l v e s .  

T h e y  
t h e y  w e r e  
And t h e s e  

w e r e  s h r e w d  in  a s k i n g  about  t h ings  that  m a n a g e m e n t  k n e w  
going  to h a v e  to do if  t h e y  w e r e  going  t6 l i ck  that  th ing .  
p e o p l e  had s o m e  d a m n  good q u e s t i o n s .  

A f t e r  the  m e e t i n g ,  I was so  i m p r e s s e d  I was  c o m p e l l e d  to  m a k e  
a s p e e c h .  The  s u b s t a n c e  of m y  s p e e c h  was that  I w a s  jus t  a s  p r o u d  
as  I could  be to be a s s o c i a t e d  with a g roup  of p e o p l e  work ing  t o g e t h e r  
with such  c o m m o n  i n t e r e s t s ,  and so on, and I wan ted  t h e m  to know tha t .  
Then  the  m e e t i n g  b r o k e  up with po l i t e  hand c lapp ing .  

I was s t a n d i n g  a r o u n d  s p e a k i n g  to s o m e  of t h e m ,  and a l i t t l e  old 
lady ,  about  56 o r  57 y e a r s  old,  a l i t t l e  w o m a n  with whi te  h a i r  and 
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blue  e y e s ,  wi th  a t w i n k l e  in  h e r  eye ,  c a m e  up and she  s a i d ,  " M r .  
Wa t son ,  c o m e  h e r e  a m i n u t e .  " She got m e  off in a c o r n e r  and she  
s a id ,  " Y o u ' r e  new a r o u n d  h e r e ,  a r e n ' t  y o u ?  We know you a r e  new,  
and w e ' r e  g lad  to h a v e  you  with us .  We have  had  p r o b l e m s  l i ke  t h i s  
one b e f o r e  and we have  l i c k e d  t h e m ,  and we a r e  go ing  to l i c k  t h i s  one ,  

, !  
too .  Don ' t  you  w o r r y .  

C O L O N E L  B A R R E T T :  On b e h a l f  of t he  C o m m a n d a n t ,  the  s t u d e n t s  
and the  f acu l ty ,  we would l i ke  to e x p r e s s  o u r  c o m p l i m e n t s  to  t he  c o m -  
p a n y  and y o u r s e l f  f o r  c o m i n g  o v e r  and g iv ing  us  t h i s  i n t e r e s t i n g  and  
v a l u a b l e  d i s c u s s i o n  on h u m a n  r e l a t i o n s .  

(18 Apr  1 9 5 6 - - 2 5 0 ) K / f e b  
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