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Mr.  Wi l l i am Oncken,  J r . ,  D i r e c t o r  of M a n a g e m e n t  D e v e l o p m e n t ,  
New Y o r k  C e n t r a l  S y s t e m  and f o r m e r l y  the  C o o r d i n a t o r ,  C iv i l i an  
C a r e e r  D e v e l o p m e n t  P r o g r a m s ,  Off ice of the A s s i s t a n t  S e c r e t a r y  of 
the  A r m y ,  was b o r n  in Buffalo,  N. Y . ,  1912. He was g r a d u a t e d  f r o m  
P r i n c e t o n  U n i v e r s i t y ,  1934, with a B .S .  d e g r e e  in P h y s i c s  (with honors} 
and did  g r a d u a t e  w o r k  at C o l u m b i a  U n i v e r s i t y ,  1941. He was a g e o -  
p h y s i c i s t  with the G e o p h y s i c a l  R e s e a r c h  C o r p o r a t i o n ,  Tu lsa ,  O k l a h o m a ,  
1934-36;  b e c a m e  head  of the Sc i ence  D e p a r t m e n t ,  Stony B r o o k  P r e p a r -  
a t o r y  School  fo r  Boys ,  Long  Is land ,  N. Y . ,  t936;  and was a v i s i t i n g  
r e s e a r c h  a s s i s t a n t  with P a l m e r  P h y s i c a l  L a b o r a t o r y  a t  P r i n c e t o n  Un i -  
v e r s i t y ,  1942. He was c o m m i s s i o n e d  in the U. S. Nava l  R e s e r v e  in  
F e b r u a r y  1943 and s e r v e d  at the  U. S. Nava l  O r d n a n c e  L a b o r a t o r y  and 
wi th  U. S. Nava l  T e c h n i c a l  M i s s i o n  to Japan .  He was r e l e a s e d  to in -  
a c t i ve  duty in 1946 as a l i e u t e n a n t  c o m m a n d e r .  Mr .  Oncken  was d i r e c -  
t o r  of T r a i n i n g  at the  U. S. Naval  O r d n a n c e  L a b o r a t o r y ,  1946-50;  d i r e c -  
t o r  of C iv i l i an  T r a i n i n g ,  U. S. Navy B u r e a u  of O r d n a n c e ,  1950-53.  He 
has  b e e n  c o o r d i n a t o r ,  C iv i l i an  C a r e e r  D e v e l o p m e n t  P r o g r a m s ,  Office,  
A s s i s t a n t  S e c r e t a r y  of the A r m y  f r o m  1953-56.  He has  b e e n  d i r e c t o r  
of m a n a g e m e n t  d e v e l o p m e n t  with the  New Y o r k  C e n t r a l  S y s t e m  s i n c e  
1956. He is  a m e m b e r  of the  A m e r i c a n  O r d n a n c e  A s s o c i a t i o n ;  the  
A m e r i c a n  In s t i t u t e  of P h y s i c s ;  the  Soc ie ty  fo r  P e r s o n n e l  A d m i n i s t r a t i o n ;  
and the  A m e r i c a n  Soc ie ty  for  E n g i n e e r i n g  E d u c a t i o n .  Mr .  O n c k e n  has  
p u b l i s h e d  a r t i c l e s  on p r o f e s s i o n a l  e x e c u t i v e  d e v e l o p m e n t  in such  j o u r n a l s  
as " M e c h a n i c a l  E n g i n e e r i n g "  and " I n d u s t r i a l  T r a i n i n g " ;  has  l e c t u r e d  on 
" C o m m u n i c a t i o n s "  at the  Ai r  F o r c e  M a n a g e m e n t  T r a i n i n g  p r o g r a m  con-  
duc t ed  at G e o r g e  Wash ing ton  U n i v e r s i t y  for  the pas t  t h r e e  y e a r s ;  and 
has  b e e n  f e a t u r e d  on the p r o g r a m s  of Nat iona l  C o n f e r e n c e s  of such  o r -  
g a n i z a t i o n s  as:  A m e r i c a n  Ins t i t u t e  of E l e c t r i c a l  E n g i n e e r s ;  A m e r i c a n  
Soc ie ty  of M e c h a n i c a l  E n g i n e e r s ;  The  Speech  A s s o c i a t i o n  of A m e r i c a ;  
Super  M a r k e t  In s t i t u t e  and o t h e r s .  
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ORGANIZATION AND P E O P L E  

11 S e p t e m b e r  1956 
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C O L O N E L  E C K L E S :  G e n e r a l  Ho l l i s  and G e n t l e m e n :  The  s u b j e c t  
of o u r  l e c t u r e  th i s  m o r n i n g  is  " O r g a n i z a t i o n  and P e o p l e . "  We a r e  
m o s t  f o r t u n a t e  in hav ing  M r .  W i l l i a m  Oncken ,  J r . ,  as  o u r  s p e a k e r .  
He h a s  had a b r o a d  b a c k g r o u n d  of  e x p e r i e n c e  in the  f i e ld  of  p e r s o n -  
n e l  m a n a g e m e n t ,  bo th  in t h e  A r m e d  F o r c e s  and in i n d u s t r y .  At t h i s  
t i m e  he is  the  D i r e c t o r  of M a n a g e m e n t  D e v e l o p m e n t  for  the N e w  Y o r k  
C e n t r a l  S y s t e m .  

Bi l l ,  i t  is  a r e a l  p l e a s u r e  to w e l c o m e  you  b a c k  to th i s  C o l l e g e  
f o r  y o u r  t h i r d  l e c t u r e  and to p r e s e n t  you to the  C l a s s  of  1957. 

MR.  ONCKEN: Good m o r n i n g .  Our  topic  is  " O r g a n i z a t i o n  and 
P e o p l e . "  T h e  v e r y  t i t l e  i t s e l f  i m p l i e s  tha t  t h e r e  is  a d i f f e r e n c e  b e -  
t w e e n  o r g a n i z a t i o n  and p e o p l e .  

Mos t  of us th ink  of o r g a n i z a t i o n  as  s o m e t h i n g  tha t  you do w h e n  
you  a r e  a r m e d  wi th  a T - s q u a r e ,  a p a i r  of  d i v i d e r s ,  a l a r g e  p i e c e  of 
p a p e r ,  and a f la t  desk :  you  d r a w  b o x e s .  T h e n  you  c o n n e c t  t h e m  wi th  
h o r i z o n t a l  and v e r t i c a l  l i n e s .  In  t h e s e  b o x e s  you  w r i t e  f u n c t i o n a l  
s t a t e m e n t s ,  and then  t i t l e s .  T h e n  t o w a r d  the  top you  p a s t e  in the  p i c -  
t u r e s  of the  " w h e e l s .  " F i n a l l y  you  hang  the p r o d u c t  up on the  wa l l  to 
s e r v e  n o t i c e  to a l l  p a s s e r s - b y  as  to who is  e n t i t l e d  to g ive  o r d e r s  to 
whom and about  what .  Tha t  i s  c a l l e d  an o r g a n i z a t i o n  c h a r t .  It s e t s  
f o r t h  the  c h a i n  of c o m m a n d .  

Cha in s  of c o m m a n d  a r e  e a s y  to d e v i s e .  T h e y  a r e  e a s y  to m a i n -  
t a in .  H o w e v e r ,  we know tha t  c h a i n s  of c o m m a n d  by t h e m s e l v e s  a c -  
c o m p l i s h  no th ing .  T h e r e  m u s t  be i n c u m b e n t s  in t h e s e  b o x e s .  But  
t h e s e  i n c u m b e n t s  c a n  a c c o m p l i s h  no th ing  e i t h e r  u n l e s s  t h r o u g h  t h e m  
r u n s  a c h a i n  of  u n d e r s t a n d i n g  tha t  c o r r e s p o n d s  t o  th i s  c h a i n  of  c o m -  
m a n d .  So we have  to have  two t h i n g s - - a  c h a i n  of u n d e r s t a n d i n g  and a 
c h a i n  of c o m m a n d ,  c o r r e s p o n d i n g  to the t e r m s  " o r g a n i z a t i o n "  and 
" p e o p l e "  in o u r  t i t l e .  

Now,  t h e s e  two c h a i n s  can  ex i s t  i n d e p e n d e n t l y  of e a c h  o t h e r ,  as  
we a r e  a l l  a w a r e .  E v e r y  one  of us, I am s u r e ,  has  had the unhappy  
e x p e r i e n c e  of b e i n g  an e l e m e n t  in a cha in  of c o m m a n d  t h r o u g h  w h i c h  
no c h a i n  of u n d e r s t a n d i n g  r a n  w h a t s o e v e r .  About  one  y e a r  of tha t  k ind  



of existence will wind you up on a psych ia t r i s t ' s  couch. I t ' s  an im- 
possible  human existence.  But it can occur .  

C o n v e r s e l y ,  it i s  a l so  p o s s i b l e  to have  a c h a i n  of u n d e r s t a n d i n g  
wi th  no c h a i n  of c o m m a n d ,  as ,  fo r  e x a m p l e ,  in an o ld  l a d i e s '  s e w i n g  
c i r c l e ,  w h e r e  the  c h a i n  of u n d e r s t a n d i n g  d e v e l o p s  v e r y  r a p i d l y ,  but  
no c h a i n  of c o m m a n d  is e i t h e r  d e s i r a b l e  o r  n e c e s s a r y .  

I t h ink  we wi l l  a g r e e ,  then ,  tha t  it i s  r e a l l y  not  p o s s i b l e  fo r  any  
g r o u p  of i n d i v i d u a l s  to get  t o g e t h e r  fo r  any  s i n g l e  c o o r d i n a t e d  p u r -  
p o s e  u n l e s s  t h e s e  two th ings  ex i s t  in m u t u a l  s u p p o r t  of e a c h  o t h e r - -  
a c h a i n  of c o m m a n d  on the  one  hand  and a s u p p o r t i n g  c h a i n  of  u n d e r -  
s t a n d i n g  on the  o t h e r  tha t  i n t e g r a t e s  the  o r g a n i z a t i o n  f r o m  top to 
b o t t o m  and bo t t om to top.  With t h e s e  two th ings  we a r e  in  b u s i n e s s .  

Wel l ,  I t h ink  you wi l l  a g r e e  f u r t h e r  tha t  if  I happen  to be  w o r k i n g  
f o r  you  ( that  puts  you  in a box and me  in a box wi th  a l ine  in the  c h a i n  
of c o m m a n d  c o n n e c t i n g  the two of us) ,  we c a n  b e c o m e  two w e l l - f o r g e d  
l i n k s  in s u c h  a c h a i n  of u n d e r s t a n d i n g  only  to the  ex ten t  tha t  we a r e  
s p e a k i n g  the  s a m e  l a n g u a g e .  

Now, it i s  not too d i f f i cu l t  to c o n c e i v e  in t h e s e  days  of an o r g a n i -  
z a t i o n  w h i c h  is  c o m p l e t e l y  s t a f f ed  by peop l e  who do s p e a k  d i f f e r e n t  
l a n g u a g e s .  The  p r e s i d e n t  m i g h t  be a C h i n a m a n ,  wh i l e  the  v i c e  p r e s i -  
den t  m i g h t  be  a F inn ,  and the  o t h e r s  a P o l e ,  a Swede ,  a C a n a d i a n ,  a 
F r e n c h m a n  and so on.  You cou ld  p r o b a b l y  s t a f f  a m o d e s t - s i z e d  o r -  
g a n i z a t i o n  wi th  peop le  who s p e a k  e x c l u s i v e l y  d i f f e r e n t  l a n g u a g e s .  

i f  I w e r e  one  of t h e s e  and I spoke  E n g l i s h  and you  w e r e  m y  b o s s  
and you  spoke  F r e n c h ,  t hen  when  you would  t a lk  to m e  in F r e n c h ,  I 
wou ld  have  no c h o i c e  but to l i s t e n  in E n g l i s h .  T h i s  would  r e s u l t  in  
what  we c a l l  " sna fu ,  " o r  what  the  t ex tbook  w r i t e r s  c a l l  an  " a d m i n i s -  
t r a t i v e  d e a d l o c k .  " 

You c a n  we l l  i m a g i n e  that ,  no m a t t e r  how we l l  that  o r g a n i z a t i o n  
c h a r t  had  b e e n  se t  out,  no m a t t e r  how we l l  c o n c e i v e d  the  f u n c t i o n a l  
s t a t e m e n t s  m i g h t  have  been ,  no m a t t e r  how a c c u r a t e l y ,  sound ly ,  and 
v a l i d l y  the  job d e s c r i p t i o n s  m a y  have  b e e n  p r e p a r e d ,  and no m a t t e r  
how f ine  a p r o d u c t  a m a n a g e m e n t - c o n s u l t i n g  f i r m  m i g h t  have  m a d e  
out  of  an  o r g a n i z a t i o n  and p r o c e d u r e s  m a n u a l ,  a b s o l u t e l y  no th ing  would  
be a c c o m p l i s h e d  by an o r g a n i z a t i o n  of tha t  k ind.  We would  have  to be 
s p e a k i n g  the  s a m e  l a n g u a g e ,  o r  abandon  the p r o j e c t ,  as  did the  b u i l d e r s  
of the T o w e r  of Babe l .  
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You m a y  say :  "Wel l ,  Bi l l ,  we don ' t  r e a l l y  have  any p r o b l e m  of 
tha t  k ind  in the  A r m y ,  the  Navy,  and the A i r  F o r c e ,  b e c a u s e  we a l l  
s p e a k  E n g l i s h .  T h e r e f o r e  y o u r  l e c t u r e  is  at an  end.  T h a n k  you  v e r y  
m u c h .  " But y o u ' r e  not  going to get  off tha t  e a s y .  I a m  u n d e r  c o n t r a c t  
h e r e  to s p e a k  for  45 m i n u t e s ,  and we a r e  go ing  to m a k e  a l e c t u i ' e  out  
of th i s  th ing ,  c o m e  h e l l  o r  h igh  w a t e r .  

T h e r e  a r e  m a n y  l a n g u a g e s  r u n n i n g  a r o u n d  in  e v e r y  o r g a n i z a t i o n  
tha t  c a u s e  " s n a f u "  o r  a d m i n i s t r a t i v e  d e a d l o c k .  I t h i n k  tha t  you  m o s t  
c e r t a i n l y  c a n  r e c a l l  hav ing  gone to w o r k  for  a c e r t a i n  o r g a n i z a t i o n  
a f t e r  you  had  b e e n  in  a p a r t i c u l a r  MOS o r  AFSC o r  Navy  d e s i g n a t o r  
fo r  a n u m b e r  of y e a r s .  You had thought  you w e r e  p r e t t y  c o m p e t e n t  
and  q u a l i f i e d  in y o u r  p r o f e s s i o n a l  s p e c i a l t y .  But a f t e r  you had b e e n  
wi th  th i s  g r o u p  of s i m i l a r l y  qua l i f i ed  peop le  fo r  n ine  m o n t h s ,  you  
c a m e  h o m e  to y o u r  wife  h a g g a r d  and sa id :  "Honey ,  I have  b e e n  in  
m y  MOS (or  AFSC o r  d e s i g n a t o r )  now fo r  so m a n y  y e a r s ;  I had  fe l t  
as  if  t h i s  would  be  m.y b ig  r e a l  o p p o r t u n i t y .  But o v e r  the  l a s t  n ine  
m o n t h s - - t h e s e  guys  and I~--we jus t  don ' t  t a l k  the  s a m e  l a n g u a g e .  " 
And when  you  s a y  tha t ,  what  you  a r e  r e a l l y  s a y i n g  is  tha t  y o u r  w h e e l s  
a r e  s p i n n i n g .  

So we a r e  go ing  to t a l k  about  th i s  q u e s t i o n  of o r g a n i z a t i o n  and 
p e o p l e  p r i m a r i l y  f r o m  the  s t andpo in t  of m i s s i o n  a c c o m p l i s h m e n t  and  
not  f r o m  the  s t andpo in t  of s w e e t n e s s  and l ight ,  h u m a n  r e l a t i o n s ,  and 
m o r a l e .  As a m a t t e r  of fac t ,  I t h ink  tha t  we have  a l l  b e e n  in  o r g a n i -  
z a t i o n s  in  w h i c h  the  m o r a l e  had b e e n  low, s w e e t n e s s  and l igh t  had  
t u r n e d  s o u r ;  but  n e v e r t h e l e s s  we bea t  the  h e l l  out of the  m i s s i o n .  I 
a m  s u r e  tha t  you  have  a l l  b e e n  in  ou t f i t s  w h e r e  the  m o r a l e  had b e e n  
w o n d e r f u l ,  s w e e t n e s s  and l igh t  had  p e r v a d e d  a l l  the  a t m o s p h e r e  of 
o u r  a c t i v i t i e s ,  and n e v e r t h e l e s s  no th ing  h a p p e n e d .  As a m a t t e r  of 
f ac t ,  p e o p l e  had  p r o b a b l y  fe l t  tha t  t h i s  h i g h - m o r a l e  s i t u a t i o n  was  a 
f ine  a l t e r n a t i v e  to w o r k i n g .  

Wel l ,  now, what  a r e  s o m e  of the  l a n g u a g e s  tha t  r u n  a r o u n d  in an  
o r g a n i z a t i o n  tha t  c o n t r i b u t e  to a d m i n i s t r a t i v e  d e a d l o c k 7  I would  l i ke  
to s u g g e s t  two of t h e m ;  and,  hav ing  done  that ,  I wi l l  l e a v e  it to you  to 
sp in  i t  on  out  f r o m  t h e r e  as  to the  m a n y  o t h e r  l a n g u a g e s  w h i c h  you  
have  found f r o m  y o u r  own e x p e r i e n c e  can  c a u s e  th i s  c o n d i t i o n .  

T h e  f i r s t  of  t h e s e  I have  on the  b l a c k b o a r d  on y o u r  r i g h t .  T h i s  
is  the  l a n g u a g e  of p r o d u c t i o n  and e f f i c i e n c y ,  o r ,  as  s o m e  p e o p l e  c a l l  
i t ,  the  l a n g u a g e  of m a n a g e m e n t .  We have  se t  down the  k e y w o r d s  tha t  
go wi th  th i s  l a n g u a g e ,  wi th  w h i c h  you  a r e  a l l  f a m i l i a r - - p l a n n i n g ,  
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o r g a n i z i n g ,  d i r e c t i n g ,  c o o r d i n a t i n g ,  c o n t r o l l i n g .  T h e s e  a r e  the  
t h ings  tha t  m y  bos s  looks  fo r  when  he looks  at m y  job.  He e x p e c t s  
out  of m y  job b e t t e r  p l ann ing ,  b e t t e r  o r g a n i z i n g ,  b e t t e r  d i r e c t i o n ,  
b e t t e r  c o o r d i n a t i o n ,  and b e t t e r  c o n t r o l l i n g .  I know th i s  b e c a u s e  I 
have  done a l i t t l e  r e s e a r c h  on m y  l a s t  four  b o s s e s  and I have  found 
tha t  when  they  t a lk  to m e  on o f f i c i a l  m a t t e r s ,  t hey  t a lk  to m e  r e a l l y  
abou t  on ly  t h e s e  f ive t h i n g s .  

My b o s s  m a y  s a y  to m e :  "Bi l l ,  if we had  p l a n n e d  b e t t e r ,  we 
w o u l d n ' t  be w h e r e  we a r e . "  Or  he  m a y  say :  " B i l l ,  how about  g e t t i n g  
o r g a n i z e d ? "  Or  "B i l l ,  a l i t t l e  i m p r o v e d  s u p e r v i s i o n  ( d i r e c t i o n )  wou ld  
go a long  way"  o r  "B i l l ,  t h e y ' r e  pu t t ing  in fo r  o v e r t i m e  o v e r  h e r e ,  
s i t t i n g  on t h e i r  hands  o v e r  t h e r e .  How about  g e t t i n g  c o o r d i n a t e d ? "  
O r  "B i l l ,  you don ' t  e v e n  s e e m  to know w h a t ' s  go ing  on in y o u r  own 
o r g a n i z a t i o n .  How about  ge t t i ng  c o n t r o l ? "  

T h e y  a r e  not  a l w a y s  tha t  d i r e c t .  T h e y  m a y  bea t  a r o u n d  the  b u s h .  
But  no m a t t e r  what  m y  b o s s e s  s a y  to me ,  I c a n  f i l e  it  in  one  of t h e s e  
f ive  f i l ing  boxes ;  and,  as  f a r  as  I am c o n c e r n e d ,  i t  b o r e s  m e  to d e a t h .  
I ' v e  had  th i s  t r e a t m e n t  now fo r  15 y e a r s .  The  c o l l e g e  p r o f e s s o r s  
have  b e e n  t r y i n g  to b e a t  it  into m y  sku l l .  I t ' s  in  a l l  the  m a n a g e m e n t  
t e x t b o o k s .  I t ' s  in  m y  job d e s c r i p t i o n .  I have  one  at New Y o r k  C e n t r a l ,  
b e l i e v e  it o r  not .  It  s a y s  tha t  Bi l l  O n c k e n  " p l a n s ,  o r g a n i z e s ,  d i r e c t s ,  
c o o r d i n a t e s ,  and c o n t r o l s  the  New Y o r k  C e n t r a l ' s  M a n a g e m e n t  D e -  
v e l o p m e n t  P r o g r a m . "  T h a t ' s  what  it s a y s .  As I say ,  I am b o r e d , w i t h  
th i s  l a n g u a g e .  It d o e s n ' t  " s e n d "  m e .  It puts  m e  to s l e e p .  

Now, you  m a y  say :  "B i l l ,  t h a t ' s  the w r o n g  th ing  fo r  you  to s ay ,  
fo r  don ' t  you  r e a l i z e  tha t  m a n a g e m e n t  is the  g r e a t  t h ing  t o d a y ?  Don ' t  
y o u  r e a l i z e  tha t  the  A r m e d  F o r c e s  have  d i s c o v e r e d  m a n a g e m e n t  by 
ac t  of C o n g r e s s  ? Don ' t  you r e a l i z e  that  we have  at o u r  i n s t a l l a t i o n ,  
fo r  e x a m p l e ,  a c o m p t r o l l e r  who r e p o r t s  fo r  w o r k  now wi th  h i s  c o l l a r  
p i n n e d  a r o u n d  b a c k w a r d ,  who s p r i n k l e s  ho ly  w a t e r  in  the  n a m e  of 
t h e s e  s a c r e d  w o r d s  upon a l l  of the  p r o f a n e  o p e r a t i n g  p e r s o n n e l  who 
don ' t  g ive  a d a m n  about  t h e m  ? Don ' t  you  r e a l i z e  tha t  he  has  got t h e s e  
w o r d s  hung  up on his  wal l ,  s u i t a b l y  f r a m e d  in b l ack ,  and tha t  he b u r n s  
c a n d l e s  to t h e m  e v e r y  n ight  b e f o r e  he goes  h o m e  and  snuffs  t h e m  out 
in the  m o r n i n g ;  and tha t  e v e r y  F r i d a y  a f t e r n o o n  he  ho lds  a c o n f e s s i o n a l  
f o r  r e c a l c i t r a n t  o p e r a t i n g  peop le  who d e s e c r a t e  t h e s e  s a c r e d  t e r m s  ? 
So t h e r e f o r e ,  M r .  B i l l  Oncken ,  y o u ' v e  got no r i g h t  to s t and  up h e r e  
and  d e a l  wi th  t h e s e  w o r d s  in so c a v a l i e r  a f a s h i o n .  " 



Well ,  in  s e l f - d e f e n s e  I would  l ike  to s a y  tha t  I w o r s h i p  t h e s e  w o r d s  
and r e v e r e  t h e m  jus t  the  s a m e  as you do. I h a p p e n  to be  a P r e s b y t e r i a n  
m y s e l f .  I a m  a m e m b e r  of the  B o a r d  of E l d e r s  of o u r  c h d r c h .  I s u p p o r t  
o u r  c h u r c h  in e v e r y  way  I p o s s i b l y  can .  We have  a l i t t l e  b l a c k  book  tha t  
has  the  s a c r e d  w o r d s  tha t  go with  o u r  p a r t i c u l a r  d o g m a .  I b e l i e v e  in  
t h e m  and I s u p p o r t  t h e m .  H o w e v e r ,  when  I get  to c h u r c h  on Sunday  
m o r n i n g  and I h e a r  the p r e a c h e r  expound ing  on one of t h e s e  c o n c e p t s ,  
I ' m  a s l e e p  in  jus t  about  f ive  m i n u t e s .  Now, I don ' t  m i n d  if  I go to s l e ep ,  
but  I wan t  M r s .  O n c k e n  to r e m a i n  awake ,  b e c a u s e  I th ink  he has  a v e r y  
i m p o r t a n t  m e s s a g e  fo r  h e r .  But as  f a r  as I a m  c o n c e r n e d ,  I ' v e  had  i t .  

Wel l ,  you  m a y  s a y  to m e :  "Wel l ,  Bi l l ,  i f  t h e s e  th ings  put you to 
s l e e p ,  the  th ings  tha t  y o u r  b o s s  looks  for  when  he looks  at y o u r  job,  
t hen  wha t  on e a r t h  do you  look  fo r  when  you  look  at it  ?"  

Well ,  the  th ings  that  I look  fo r  I ' ve  got on the l e f t - h a n d  b l a c k b o a r d .  
As I r e a d  m y  job d e s c r i p t i o n ,  I r e a d  b e t w e e n  the  l i n e s  and I a s k  m y s e l f :  
"Wha t  a r e  the  o p p o r t u n i t i e s  in th i s  job fo r  Bi l l  O n c k e n ? "  By tha t  I m e a n  
tha t  I want  to be do ing  th ings  tha t  I c a n  c o n s i d e r  a r e  s i g n i f i c a n t  and i m -  
p o r t a n t .  

You m a y  r e p l y  and say :  "Wel l ,  Bi l l ,  t h a t ' s  w h e r e  you and I p a r t  
c o m p a n y .  I happen  to be a s e l f l e s s ,  f a c e l e s s ,  a n o n y m o u s ,  devo ted ,  
l o y a l  publ ic  s e r v a n t ;  and I c a r e  l i t t l e  w h e t h e r  what  I do is  of any s i g -  
n i f i c a n c e  o r  i m p o r t a n c e .  If the  Old Man wants  it done  I do i t .  " 

I would  l ike  to s u g g e s t  to a l l  of you  tha t  if the A r m y ,  for  e x a m p l e ,  
w e r e  p o p u l a t e d  with  peop le  who c a r e d  l i t t l e  w h e t h e r  what  t h e y  w e r e  
do ing  was  of any  s i g n i f i c a n c e  o r  i m p o r t a n c e ,  t hen  the  A r m y  as  a who le  
would  n e v e r  do any th ing  of s i g n i f i c a n c e  o r  i m p o r t a n c e .  I have  m a n y  
f r i e n d s  in the  A i r  F o r c e  who b e l i e v e  tha t  th i s  a c c u r a t e l y  d e s c r i b e s  the  
h i s t o r y  of the  A r m y  fo r  the pas t  h u n d r e d  y e a r s .  So the v e r y  fac t  tha t  
I want  to be do ing  th ings  tha t  a r e  s i g n i f i c a n t  and  i m p o r t a n t  is  one  of the  
p r i c e l e s s  a s s e t s  tha t  the  New Y o r k  C e n t r a l  S y s t e m  has  in m e .  The  fac t  
tha t  you  want  tha t  i s  one  of  the  p r i c e l e s s  a s s e t s  tha t  y o u r  p a r t i c u l a r  
s e r v i c e  has  in you .  And, m o r e  to the point ,  the  fac t  that  y o u r  peop l e  
want  it i s  one  of  the  p r i c e l e s s  a s s e t s  tha t  you  have  wi th in  y o u r  own o r -  
g a n i z a t i o n .  

It is  y o u r  own r e s p o n s i b i l i t y  to y o u r s e l f  to e n c o u r a g e  in y o u r  p e o -  
p le  th i s  i n h e r e n t  d e s i r e  to be  do ing  th ings  of s i g n i f i c a n c e  and  i m p o r -  
t a n c e .  But le t  us m a k e  s u r e  tha t  t h i s  d e s i r e  i s  c h a n n e l e d  a long  m i s s i o n  
l i n e s .  O t h e r w i s e  it  wi l l  ge t  d i s s i p a t e d  in the l o c a l  l odge ,  in c iv i c  



, - x  , 

a c t i v i t i e s ,  and a l l  the o t h e r  k inds  of a c t i v i t i e s  tha t  m a y  undu ly  d r a i n  
t h e i r  c r e a t i v e  e n e r g i e s  at the  e x p e n s e  of t h e i r  j o b s .  

Now, the  s e c o n d  th ing  tha t  I look  for  in m y  job is  th i s :  I say ,  
"B i l l ,  what  kind of r e c o g n i t i o n  is t h e r e  in th i s  job f o r  y o u ? "  Tha t  
d o e s n t t  m e a n  tha t  I am look ing  f o r  a f i le  f o l d e r  fu l l  of c o m m e n d a t i o n s ,  
but  i t  does  m e a n  th i s :  tha t  I want  m y p e r s o n a l  d ign i t y  and i n t e g r i t y  
as  an i n d i v i d u a l  h u m a n  b e i n g  fu l ly  r e c o g n i z e d  in a l l  of m y  d e a l i n g s  
wi th  m y  b o s s ,  m y  a s s o c i a t e s ,  and wi th  the  o r g a n i z a t i o n  fo r  w h i c h  I 
w o r k .  Or ,  to put it a n o t h e r  way,  I wi l l  not be  u s e d  as a d o o r m a t .  
And shou ld  I e v e r  have  the  p r i v i l e g e  of w o r k i n g  f o r  any  of  you  g e n t l e -  
m e n ,  I am s e r v i n g  n o t i c e  on you r i g h t  now tha t  I wi l l  not  be  u s e d  as  
a d o o r m a t .  The  p e r s o n  who is  to be  the  judge  as  to w h e t h e r  I a m b e i n g  
u s e d  as  a d o o r m a t  is  I, m y s e l f ,  fo r  who cou ld  be in a b e t t e r  p o s i t i o n  
to know w h e t h e r  he is  b e i n g  u s e d  as  a d o o r m a t  than  the d o o r m a t  i t s e l f ?  
T h e  peop l e  who a r e  on it g ive  l i t t l e  thought  to i t .  

T h i r d l y ,  I want  to be long .  Tha t  d o e s n ' t  m e a n  tha t  I a m  a j o i n e r ,  
but  it does  m e a n  tha t  I want  t o b e l o n g  to any o r g a n i z a t i o n  tha t  I f e e l  i s  
go ing  p l a c e s  and t ak ing  i t s  peop l e  a long  wi th  i t .  

Wel l ,  it so h a p p e n s  tha t  the  N e w  Y o r k  C e n t r a l  S y s t e m  is  go ing  
p l a c e s .  T h e r e ' s  on ly  one  way  we can  go. We canno t  s t a y  w h e r e  we 
a r e  and  s u r v i v e .  The  p o s s i b i l i t i e s  a r e  e n o r m o u s ,  h o w e v e r ,  and it i s  
t h i s  f ac t  tha t  g i v e s  e v e r y o n e  in the c o m p a n y  a f e e l i n g  of hav ing  v e r y  
b r i g h t  p r o s p e c t s .  The  new l e a d e r s h i p ,  in m y  own op in ion ,  is  a v e r y  
i n s p i r i n g  and  c a p a b l e  one .  

The  f o u r t h  th ing  tha t  I want  i s  s e c u r i t y .  Tha t  w o r d  has  b e e n  u s e d  
so m a n y  t i m e s  in so m a n y  c o n t e x t s  tha t  I ' m  go ing  to have  to d e f i n e  i t  
t h i s  m o r n i n g .  You a r e  e n t i t l e d  to y o u r  own de f in i t ion ,  of c o u r s e .  
H o w e v e r ,  I ' v e  got to bu i ld  a l e c t u r e  on a few d e f i n i t i o n s ,  and so m y  
d e f i n i t i o n  wi l l  ob ta in  fo r  the  nex t  30 m i n u t e s .  A f t e r  tha t  you m a y  r e -  
v e r t  b a c k  to y o u r  own.  

My definition of security is this: Security is the ability to plan 
ahead with conficence. 

Now, t h e r e  a r e  two k inds  of s e c u r i t y .  We have  e c o n o m i c  s e c u r i t y ,  
w h i c h  is  the  ab i l i t y  to p l an  a h e a d  with  c o n f i d e n c e  in y o u r  f i n a n c i a l  a f -  
f a i r s .  I ' m  buy ing  a t e l e v i s i o n  se t ,  a h o m e ,  an a u t o m o b i l e ,  and  a n u m -  
b e r  of o t h e r  t h ings  on " t i m e .  " I l i ke  to be ab le  to l e a n  b a c k  when  I go 
to bed  at  n igh t  and f ee l  tha t  s o m e  day  t h e s e  th ings  wi l l  m o s t  c e r t a i n l y  
be  m i n e .  Th i s  i s  e c o n o m i c  s e c u r i t y .  



It i s  not  the  s i z e  of m y  m o n t h l y  p a y c h e c k  tha t  s p e l l s  e c o n o m i c  
s e c u r i t y .  It i s  the  i n e x o r a b l e  r e g u l a r i t y  wi th  wh ich  what  p i t t a n c e  I 
do get  c o m e s  in .  I c an  p l an  a h e a d  wi th  ju s t  the  s a m e  c o n f i d e n c e  on 
a p r e d i c t a b l e  $3, 000 a y e a r  as  I c an  on a p r e d i c t a b l e  $30, 000. I t ' s  
on ly  the  l e v e l  on which  I p lan  tha t  is  d i f f e r e n t .  The  r e g u l a r i t y  i s  the  
s a m e .  

The  o t h e r  kind of s e c u r i t y  is  what  we l i ke  to ca l l  e m o t i o n a l  s e -  
c u r i t y .  T h i s  is  the  ab i l i t y  to p lan  a h e a d  with  c o n f i d e n c e  in y o u r  
r e l a t i o n s h i p s  wi th  y o u r  b o s s ,  wi th  y o u r  a s s o c i a t e s ,  and with  the o r -  
g a n i z a t i o n  fo r  w h i c h  you w o r k .  

F o r  e x a m p l e ,  i f  you  happen  to be m y  bos s  and on i m p o r t a n t  po l -  
i c y  m a t t e r s  you  b low hot on Monday ,  co ld  on T u e s d a y ,  l u k e w a r m  on 
W e d n e s d a y ,  s i d e w i s e  on T h u r s d a y ,  and on F r i d a y  you r a i s e  he l l  wi th  
m e  b e c a u s e  I ' m  not fo l lowing  the po l i cy ,  it would be  i m p o s s i b l e  fo r  
m e  to p lan  a h e a d  wi th  any  d e g r e e  of c o n f i d e n c e  in m y  d e a l i n g s  wi th  
you .  I would  have  no e m o t i o n a l  s e c u r i t y .  I would  be b r e e d i n g  u l c e r s .  
S o m e o n e  once  s a i d  tha t  u l c e r s  r e s u l t  not  f r o m  what  you a r e  e a t i n g  but  
f r o m  what  i s  e a t i n g  you,  and p l en ty  would  be e a t i n g  m e  in t h o s e  c i r -  
c u m s t a n c e s .  

Now, when  I " c a s e "  m y  job as to w h e t h e r  I want  to s t a y  in it  o r  
not ,  o r  " c a s e "  a n o t h e r  job as to w h e t h e r  I would  r a t h e r  be  in it  o r  
not ,  I add  t h e s e  f ive  t h i n g s - - t h e  fou r  on the b l a c k b o a r d ,  wi th  s e c u r i t y  
in bo th  i t s  a s p e c t s .  If the  s u m  to ta l  m e e t s  o r  e x c e e d s  m y  m i n i m u m  
r e q u i r e m e n t s ,  I a m  Very  m u c h  i n t e r e s t e d  in m y  p r e s e n t  job.  If m y  
p r e s e n t  job f a i l s  to m e e t  m y  m i n i m u m  r e q u i r e m e n t s ,  m y  r a d a r  w i l l  
be  up and I wi l l  be look ing  a r o u n d  fo r  s o m e t h i n g  e l s e .  

So l e t ' s  t ake  a look  at t h e s e  fo r  j u s t  a m o m e n t .  L e t ' s  do an a n a l -  
y s i s  of t h e s e  four  t h ings  f r o m  the  s t andpo in t  of  the  job tha t  I have  and  
the  one  tha t  you h a v e .  

Now, t h e s e  f i : e  th ings  a r e  not a m e n a b l e  to i n d i v i d u a l  n u m e r i c a l  
m e a s u r e m e n t .  I c a n ' t  put down tha t  at the  New Y o r k  C e n t r a l  I h a v e  
3 . 6 5  e l e m e n t s  of " o p p o r t u n i t y "  a v a i l a b l e ,  b e c a u s e  I don ' t  r e g a r d  op -  
p o r t u n i t y  as  a s l i d e  r u l e - t y p e  o f  m e a s u r e m e n t .  I f e e l  it  in m y  gu t s .  
I f e e l ,  fo r  e x a m p l e ,  tha t  c o m i n g  down h e r e  to t a l k  to you is a v e r y  
g r e a t  o p p o r t u n i t y  fo r  m e  to be  do ing  s o m e t h i n g  tha t  I t h ink  is  s i g n i f i -  
c an t  and i m p o r t a n t .  I hope yo.~ wi l l  a g r e e  tha t  i t  has  b e e n .  But  f r o m  
m y  s t a n d p o i n t  t h a t ' s  the  way I f e e l .  

7 



If my boss had told me: "Bill, you can't  do it, " it would have 
been a blow at my viscera .  My intellect would have been unable to 
cope with this, because my desire  to come down here would defy 
logical analysis, since I am convinced "I wanna. " 

Well ,  m y  o p p o r t u n i t y  " f e e l  f a c t o r ,  " in a g r e a t  m a n y  th ings  in  
m y  New Y o r k  C e n t r a l  job, I f ee l  r i g h t  now e x c e e d s  m y  m i n i m u m  r e -  
q u i r e m e n t .  So the  " f e e l  f a c t o r "  tha t  I get  out  of the  o p p o r t u n i t y  in  
m y  p r e s e n t  job we wil l  c a l l  " f e e l  f a c t o r  A " - - a  q u a l i t a t i v e  m e a s u r e -  
m e n t .  

It a l so  h a p p e n s  tha t  I f e e l  tha t  I am c e r t a i n l y  ge t t i ng  m y  s h a r e  
of what  I want  in the way  of r e c o g n i t i o n .  I a l so  f e e l  tha t  the  New 
Y o r k  C e n t r a l  S y s t e m  is  a r e a l l y  hot outf i t  to b e l o n g  to r i g h t  now.  
W e ' l l  put down " B "  and " C "  fo r  t h e s e  two,  r e s p e c t i v e l y .  

As f a r  as  s e c u r i t y  is  c o n c e r n e d . - - d o l l a r  s e c u r i t y - - I  ge t  a s a l a r y .  
I won ' t  t e l l  you  what  it  i s .  When  I u s e d  to m a k e  th i s  t a l k  in  r e c e n t  
y e a r s  I was  w o r k i n ~  fo r  the  D e p a r t m e n t  of the A r m y ,  I put m y  s a l -  
a r y  down h e r e ,  b e c a u s e ,  as  we a l l  know, it  was  pub l i c  p r o p e r t y .  But  
now we wi l l  c a l l  it  " D . "  

T h e n  w e h a v e  the  e m o t i o n a l  s e c u r i t y  f a c t o r .  T h a t ' s  " E . "  

I ' m  h e r e  to t e l l  you  tha t  r i g h t  now e a c h  one of  t h e s e  " f e e l  f a c t o r s "  
m e e t s ,  and in fac t  e x c e e d s ,  m y  m i n i m u m  r e q u i r e m e n t s .  So when  I 
l ook  at m y  p r e s e n t  job,  it is  e n t i r e l y  obv ious  tha t  the  s u m  t o t a l  wi l l  
m e e t  m y  m i n i m u m  r e q u i r e m e n t s ,  the  s u m  to t a l  b e i n g  " F . "  

Wel l ,  s o m e  of you  m a y  ba lk  an~i say :  "Wel l ,  Bi l l ,  you  c a n ' t  add  
t h o s e  t h ings ,  b e c a u s e  t h e y  do not have  a c o m m o n  d e n o m i n a t o r .  One 
of t h o s e  th ings  is m o n e y .  The  o t h e r s  a r e  d i f f e r e n t  t h i n g s .  You c a n ' t  
add  p o t a t o e s ,  r a d i o s ,  and c a r s .  T h e y  do not have  a c o m m o n  d e n o m -  
i n a t o r .  " But I would  l i ke  to s u g g e s t  tha t  s i n c e  I look  fo r  a l l  of  t h e s e  
th ings  in m y  job, and s i n c e  I get  a k i c k  out  of t h e s e  t h i n g s  when  I do 
get  t h e m ,  and it h i t s  m e  in m y  guts  when  I don ' t ,  it is  c l e a r  tha t  in  
r e a l i t y ,  I do w o r k  for  a l l  of t h e m .  Thus  e v e n  m y  p a y c h e c k  i s  an  
e m o t i o n a l  m a t t e r .  When  I s a w  m y  f i r s t  p a y c h e c k  a f t e r  h a v i n g  r e -  
p o r t e d  f o r  w o r k  fo r  the C e n t r a l  I got a r e a l  c h a r g e  in  m y  v i s c e r a  
long  b e f o r e  I spen t  a n i c k e l  cPf i t .  So, you  s e e ,  the  i n t a n g i b l e  f a c t o r  
i s  v e r y  i m p o r t a n t .  



So we wil l  c a l l  the  " f e e l  f a c t o r  F,  " then ,  m y  to ta l  i n c o m e ,  if 
you  wi l l  a g r e e  tha t  t hey  a r e  th ings  of the  s a m e  kind.  And, in o r d e r  
tha t  we don ' t  c o n f u s e  th i s  wi th  the  u s u a l  c o n c e p t  of i n c o m e - - m o n e y  
i n c o m e - - w e  wi l l  c a l l  it " p s y c h i c  i n c o m e ,  " wh ich  is  d e r i v e d  f r o m  the  
G r e e k  w o r d  " p s y c h e ,  " m e a n i n g  " s p i r i t  o r  sou l .  " 

Now, s o m e  of you  m a y  say:  "Wel l ,  Bi l l ,  a l l  you a r e  r e a l l y  s a y -  
ing  is  tha t  m o n e y  i s n ' t  e v e r y t h i n g ;  tha t  peop le  w o r k  for  o t h e r  t h ings  
b e s i d e s  m o n e y .  But I happen  to be an old man ,  Bi l l .  You a r e  a 
young  f e l l ow .  You haven t t  b e e n  a r o u n d .  In m y  e x p e r i e n c e  i t rs  the  
o ld  g r e e n  s tuf f  tha t  f i na l l y  ge ts  a m a n  off his  n e t h e r  end and ge t s  h i m  
upping .  Don ' t  you m i s l e a d  t h e s e  peop l e .  " 

Well ,  I cou ld  s a y  in a v e r y  few m i n u t e s - - I  j u s t  l o o k e d  at tha t  
c l o c k .  I have  to be t h r o u g h  at 9:30 c o m e  he l l  o r  h igh w a t e r - - I  c o u l d  
s a y  th i s  r i g h t  now: tha t  I could  get  a job swabb ing  f l o o r s .  I qua l i fy ,  
b e c a u s e  I ' v e  b e e n  m a r r i e d  now fo r  15 y e a r s .  M r s .  O n c k e n  knows 
no th ing  about  f l o o r  swabb ing ,  but she  knows a good d e a l  abou t  " d i r e c t -  
i ng"  and " c o o r d i n a t i n g .  " 

Wel l ,  what  would  I do?  Wel l ,  I would  " c a s e "  the  job.  F r a n k l y ,  
I would  s e e  no o p p o r t u n i t y  in s u c h  a job.  T h e r e  a r e  m a n y  who do.  
In o u r  d e m o c r a t i c  s o c i a l  s y s t e m  al l  f o r m s  of l a b o r  have  equa l  d ign i ty ,  
and so I r e s p e c t  a m a n  who s e e s  it .  I don ' t .  

Second ly ,  t h e r e  would be no r e c o g n i t i o n .  My f r i e n d s  would  a s k  
m e :  "What  a r e  you  doing  n o w ? "  I would  t e l l  t h e m ;  and,  s i n c e  t h e y  
h a v e n ' t  h e a r d  about  the  equa l  d ign i ty  of l a b o r ,  t h e y  a r e  e m b a r r a s s e d  
fo r  m e .  So m y  r e c o g n i t i o n  would  be z e r o .  

Then ,  t h i r d l y ,  I have  no h a n k e r i n g  to b e l o n g  to the F l o o r  Swab-  
b e t s '  Union,  n o r  does  M r s .  Oncken ,  to the  F l o o r  S w a b b e r s '  L a d i e s  
Aid  S o c i e t y  for  B e t t e r m e n t .  And c o n s e q u e n t l y  t h e r e  would  be no b e -  
l o n g i n g  a t t r a c t i o n  e i t h e r .  Now, t h a t ' s  not  b e c a u s e  we a r e  s o c i a l  
s n o b s .  I t ' s  s i m p l y  b e c a u s e  we a r e  in a f i r m l y  f ixed  s o c i a l  r u t .  W e ' r e  
not  go ing  to c h a n g e  o u r  s o c i a l  hab i t s ,  no m a t t e r  what .  

Sk ipping  the  e c o n o m i c  s e c u r i t y  f a c t o r ,  and going  down to the  
e m o t i o n a l  s e c u r i t y  f a c t o r ,  I a m  to ld  tha t  when  f l o o r  s w a b b e r s  ge t  p r o -  
m o t e d  to f o r e m a n ,  the  a u t h o r i t y  goes  to t h e i r  head  and t h e y  ge t  d r u n k  
wi th  p o w e r ;  I would  be  unab le  to p l e a s e  the o ld  boy.  My e m o t i o n a l  
s e c u r i t y  would  be z e r o .  So the  q u e s t i o n  now i s ,  Do I want  the  job ? 



• , 4  i . % 

Well ,  I would  t ake  it a l l  r i g h t  p r o v i d e d  tha t  m y  m i n i m u m  r e q u i r e -  
m e n t  of " F ,  " w h i c h  is  the s u m  to ta l  i n c o m e  f r o m  that  job, would be  
no l e s s  than  what  I am ge t t i ng  now.  S ince  "A, " "B, " " C "  and " E "  
would  a l l  be z e r o ,  "D"  would  have  to be big enough  so tha t  w h e n  a d d e d  
to t h e m  it would  y i e l d  an " F " - - a s  b ig  as  t h e " ' F "  I en joy  now.  "D"  fo r  
m e  would  have  to be $75, 000 a y e a r  a f t e r  t a x e s ,  in o r d e r  tha t  m y  p s y -  
ch ic  i n c o m e  " F "  is  not r e d u c e d  by the  shi f t  in  jobs .  

You say:  "Wel l ,  Bi l l ,  how c o m e  you have  to have  tha t  m u c h  m o r e  
j u s t  b e c a u s e  you a r e  s w a b b i n g  f l o o r s  ? What  has  c r e a t e d  tha t  s u d d e n  
a d d i t i o n a l  r e q u i r e m e n t  ? "  

Wel l ,  l e t ' s  t ake  a f l y e r  at the  r e q u i r e m e n t .  I a m  s i m p l y  u n a b l e  
to l i ve  with  a p s y c h i c  i n c o m e  f o r m u l a  as  f a r  out of  b a l a n c e  and in as  
g r e a t  d i s t o r a t i o n  as th i s  i s .  So I ' m  going to u se  the  e x t r a  c a s h  to 
b r i n g  t h e s e  th ings  b a c k  into s o m e t h i n g  tha t  I c an  l i ve  with.  So I ' l l  
t ake  $25 ,000  out  of tha t  and put a d o w n p a y m e n t  on a b e a u t i f u l  h o m e  
in e x c l u s i v e  W e s t c h e s t e r  Coun ty .  I l ive  in W e s t c h e s t e r  Coun ty  now, 
but not in the  e x c l u s i v e  p a r t .  So as  peop l e  wa lk  by, one  wi l l  s a y  to 
the  o t h e r :  "Who jus t  m o v e d  in t h e r e  ?"  The  o t h e r  f e l l ow  s a y s :  "Why,  
don ' t  you  r e a d  the  Sunday  s u p p l e m e n t  ? The  O n c k e n s ,  of c o u r s e . "  
Well ,  when  tha t  happens ,  b r o t h e r ,  y o u ' v e  got r e c o g n i t i o n .  So m y  
r e c o g n i t i o n  f a c t o r  goes  f r o m  z e r o  up to "B, " w h i c h  is w h e r e  I have  
to have  i t .  

Now, you  m a y  say :  " Y e s ,  but Bi l l ,  you  got tha t  off the  j o b . "  I 
don ' t  c a r e  w h e r e  I got  i t .  I ' m  up 16 h o u r s  a day .  If the  job d o e s  not  
f u r n i s h  it, t hen  I m u s t  buy i t .  I ' v e  got to have  it .  

Aga in  I ' l l  t ake  a n o t h e r  $25, 000 and s p e c u l a t e  in s o m e  v e r y  i n t e r -  
e s t i n g  r e a l  e s t a t e  s p e c u l a t i o n  o p p o r t u n i t i e s  I know about .  A s p e c u l a -  
t ion  o p p o r t u n i t y  fo r  l e s s  than  $25, 000 w o u l d n ' t  i n t e r e s t  m e  one b i t .  
I t ' s  go ing  to t ake  $25, 000 to get  m y  " o p p o r t u n i t y  f ee l  f a c t o r "  b a c k  up 
f r o m  z e r o  to "A. " 

Well, that's going to take a lot of money. But that's what the 
money is for. The job doesn't give it, so I've got to buy it. 

Now, under the "emotional security" heading, I will have a cock- 
tail party at my home every Friday evening, and I will invite only 
New York's most notable people. They should question why a floor 
swabber is able to do this. But in these days you don't ask questions 
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l i ke  th i s ;  you ju s t  keep  c o m i n g .  I wi l l  i nv i t e  m y  f l o o r - s w a b b e r  b o s s  
to c o m e  too.  When  he  c o m e s ,  h e ' l l  r e c o g n i z e  the i m p o r t a n c e  of r e -  
m a i n i n g  on m y  i n v i t a t i o n  l i s t .  Th i s  m e a n s  he  wi l l  want  to be  ab le  to 
p l an  a h e a d  with  c o n f i d e n c e  in h i s  d e a l i n g s  wi th  m e .  He wi l l  o b v i o u s l y  
be  s m a r t  enough  to r e a l i z e  tha t  to a c c o m p l i s h  that ,  he wi l l  h a v e  to 
c o m p o r t  h i m s e l f  on the  job in  s u c h  a f a s h i o n  that  I c an  p l an  a h e a d  
w i t h  c o n f i d e n c e  in  m y  d e a l i n g s  wi th  h i m .  And o v e r n i g h t  he wi l l  have  
b e c o m e  a m o d e l  s u p e r v i s o r  and  a m o d e l  l e a d e r ,  exh ib i t i ng  a l l  of the  
l e a d e r s h i p  c h a r a c t e r i s t i c s  and n e v e r  hav ing  had  to go to s c h o o l  to 
l e a r n  t h e m .  I t i l  have  m y  e m o t i o n a l  s e c u r i t y  b a c k  up f r o m  z e r o  to 
" E .  " 

T h e n  I wi l l  j o in  an e x c l u s i v e  c o u n t r y  c lub,  b e c o m e  p o p u l a r  a m o n g  
i t s  m e m b e r s h i p ,  and f i n a l l y  get  appo in t ed  c h a i r m a n  of the  c o m m i t t e e  
on c i v i c  a f f a i r s .  The  m a y o r  wi l l  m a k e  an u t t e r a n c e  about  me ,  w h i c h  
wi l l  be  quo ted  in an e d i t o r i a l  in the  l o c a l  p a p e r ,  to t h i s  e f fec t :  " B i l l  
Oncken ,  the g r e a t  p i l l a r  of the  c o m m u n i t y . "  And when  you  a r e  a p i l -  
l a r  of the  c o m m u n i t y ,  you  be long . -  My " f e e l  f a c t o r "  for  b e l o n g i n g  
wi l l  be  b a c k  up to "C"  w h e r e  I have  to have  i t .  

How m u c h  m o n e y  have  I got lef t  in  co ld  c a s h  a f t e r  s p e n d i n g  it in  
t h i s  m a n n e r  ? I wi l l  have  e x a c t l y  m y  p r e s e n t  a n n u a l  s a l a r y .  What  do 
I d o  wi th  i t ?  The  s a m e  t h i n g s I  do wi th  what  l ge t  now.  A l i t t l e  on 
the h o u s e ,  a l i t t l e  on the  c a r ,  a l i t t l e  on c lo th ing ,  a l i t t l e  on food,  a 
l i t t l e  on the hea t  and l ight  b i l l s ,  and a l i t t l e  on e v e r y t h i n g  e l s e - -  
e x a c t l y  the  s a m e  budge t  I had b e f o r e .  

So, wi th  you  who i n s i s t  tha t  peop l e  w o r k  p r i m a r i l y  fo r  m o n e y ,  I 
wi l l  a g r e e ,  but on ly  in the  c a s e s  of t h o s e  u n f o r t u n a t e s  w h o s e  jobs  y i e l d  
no th ing  e l s e .  

But I have  a job at the  New Y o r k  C e n t r a l  now tha t  pays  m e  $75, 000 
a y e a r  in p s y c h i c  i n c o m e ,  of wh ich  I get  a m o d e s t  f r a c t i o n  in  c a s h .  
T h e  r e s t  c o m e s  wi th  the  job.  

Now, you  m a y  say  to me :  "Wel l ,  Bi l l ,  w h a t ' s  a l l  t h i s  got  to do 
wi th  o r g a n i z a t i o n  and peop l e  ? "  To a n s w e r  tha t  q u e s t i o n  I ' l l  wind up 
wi th  a s t o r y  out  of m y  own p e r s o n a l  e x p e r i e n c e .  I wi l l  m a k e  no apo l -  
ogy  fo r  m y  f r e q u e n t  r e f e r e n c e s  to m y  own p e r s o n a l  e x p e r i e n c e s ,  b e -  
c a u s e  t h e y ' r e  the  on ly  k inds  I have  e v e r  had.  If  I ' d  had  s o m e  o t h e r  
k inds ,  th i s  would  have  b e e n  a v e r y  i n t e r e s t i n g  l e c t u r e  i n d e e d !  
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T h e  Navy  d i s c o v e r e d  e l e c t r i c i t y  in  1939.  (I h a p p e n  to be  a N a v a l  
R e s e r v e  o f f i c e r . )  One of  the  t h i n g s  tha t  we d id  w i th  it  was ,  we put  
p u b l i c  a d d r e s s  (PA) s y s t e m s  in  o u r  l a r g e r  s h i p s .  S h o r t l y  a f t e r  P e a r l  
H a r b o r ,  w h e n  o u r  l a r g e r  s h i p s  pu t  to s e a ,  we had  a s e v e r e  p r o b l e m  
in  the  e n g i n e r o o m  u n d e r  b a t t l e  c o n d i t i o n s .  T h e  p r o b l e m  w a s  t h a t  w h e n  
a l l  h e l l  was  b r e a k i n g  l o o s e  t o p s i d e ,  m o r a l e  was  bad  in t he  e n g i n e r o o m .  
Now, n o b o d y  in  t h o s e  d a y s  r e a l l y  k n e w  what  m o r a l e  was ;  bu t  w h a t e v e r  
it  i s ,  t h e y  d i d n ' t  h a v e  any of  i t  in  the  e n g i n e r o o m  w h e n  a l l  h e l l  w a s  
b r e a k i n g  l o o s e  t o p s i d e .  

Now, that would not have been an important matter except for one 
thing. There are occasions when the Old Man on the bridge wants an 
extra five knots out of the engines for tactical reasons. Now, an extra 
five knots means extra over and above the rated speed of the engines. 
On the control panel in the engineroom the manufacturer has stencilled 
the maximum rated speed of the engines. This is because the contract 
calls for that kind of capability out of the propulsion machinery. But 
any capable engineroom crew can milk an extra five or seven knots out 
of any engine, no matter what it says on the control panel. 

But  e v e r y  o f f i c e r  knows  tha t  you  c a n n o t  o r d e r  t h a t  w h i c h  d o e s  n o t  
o f f i c i a l l y  e x i s t .  If  it  s a y s  on t he  c o n t r o l  p a n e l  t h a t  t he  m a x i m u m  r a t e  
i s  30 k n o t s ,  you  c a n n o t  o r d e r  35. So in  t h i s  p a r t i c u l a r  i n s t a n c e  t he  
s k i p p e r ,  of  c o u r s e ,  k n e w  t h i s .  But  he had  to h a v e  an  e x t r a  f i v e .  He 
r e c a l l e d  what  he  had  l e a r n e d  in  L e a d e r s h i p  201 at  the  N a v a l  A c a d e m y  
w h e n  he was  a y o u n g s t e r :  "You  c a n n o t  c o m m a n d  o r  o r d e r  l o y a l t y  oV 
d e v o t i o n - - t h e  l i t t l e  b i t  e x t r a - - t h i s  i s  t he  t a s k  of  l e a d e r s h i p .  " So he  
d e c i d e s  to go abou t  i t  in  the  n i c e ,  s w e e t ,  h u m a n  r e l a t i o n s  f a s h i o n .  

So he  s t a r t s  off  and  he t a l k s  to C h a r l i e ,  t he  e x e c u t i v e  o f f i c e r .  He 
s a y s ,  " C h a r l i e ,  h o w ' s  f o r  an  e x t r a  f i v e ? "  C h a r l i e ' s  at t he  top  of  a 
l o n g  c h a i n  o f  c o m m a n d ,  so  C h a r l i e  k n o w s  wha t  to do.  Hers  got  an  o r -  
g a n i z a t i o n  c h a r t .  He t u r n s  a r o u n d  to the  e n g i n e e r i n g  o f f i c e r  and  s a y s ,  
" T h e  Old  M a n  wan t s  an e x t r a  f i ve .  " The  e n g i n e e r i n g  o f f i c e r  t u r n s  to  
t he  e n g i n e e r i n g  w a r r a n t  o f f i c e r  and  s a y s ,  " T h e  Old  Man  w a n t s  an  e x -  
t r a  f i v e . "  He t u r n s  to the  c h i e f  p e t t y  o f f i c e r ,  e n g i n e e r i n g ,  and  s a y s ,  
" T h e  Old M a n  wan t s  an  e x t r a  f i ve .  " He t u r n s  to t he  f i r s t - c l a s s  p e t t y  
o f f i c e r  and  s a y s ,  " T h e  Old Man  wan t s  an e x t r a  f ive .  " He t u r n s  to t he  
s e c o n d - c l a s s  p e t t y  o f f i c e r  and  s a y s ,  " T h e  Old  Man  w a n t s  an  e x t r a  f i ve .  
He t u r n s  to the  t h i r d - c l a s s  p e t t y  o f f i c e r  and  s a y s ,  " T h e  Old Man  w a n t s  
.an e x t r a  f i v e . "  And  he t u r n s  to the  s t r i k e r .  T h e  s t r i k e r  h a s  h i s  h a n d  
on  t he  l e v e r  w i th  wh ich  he c a n  ge t  t he  Old  M a n  t he  e x t r a  f ive  k n o t s  i f  
he w a n t s  to .  But  he d o n ' t  w a n n a .  
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So the  s t r i k e r  t hen  s a y s  to the t h i r d - c l a s s ,  "Wha t  the  h e l l .  C a n ' t  
you  r e a d ? "  Wel l ,  he can  r e a d  and he knows how to get  it; but  why 
shou ld  he a r g u e  with  the s t r i k e r  ? I t ' s  not h is  p r o b l e m .  The  Old Man  
s t a r t e d  t h i s .  L e t  h im  f idd le  with  i t .  

So he t u r n s  to the  s e c o n d - c l a s s  and says ,  "Look ,  m a n ,  c a n ' t  you  
r e a d ? "  Wel l ,  he c a n  r e a d ,  he knows what  to do, but  he a i n ' t  go ing  to 
a r g u e  wi th  the  guy.  I t ' s  the  Old M a n ' s  i dea .  Le t  h im f idd le  with  i t .  
So, "Can t t  you  r e a d ? "  " C a n ' t  you r e a d ? "  c o m e s  a l l  the  way up the  
l i n e .  

Now, the  e x e c u t i v e  o f f i c e r  c a n ' t  v e r y  wel l  s a y  to the s k i p p e r ,  
" C a n ' t  you r e a d ? "  So he s a y s ,  " P l e a s e ,  s i r ,  have  you  not  r e a d  the  
e n g i n e  s p e c i f i c a t i o n s  ?"  The  Old Man  s a y s ,  " Y e s ,  s i r ,  I h a v e .  But I 
a l so  happen  to know that  ba*.tleship X, c r u i s e r  Y, and a i r c r a f t  c a r -  
r i e r  Z have  a l l  b e e n  able  to get  an e x t r a  f ive kno t s .  What is  so d i f -  
f e r e n t  about  us ?"  

Now, the  exec  knows w h a t ' s  so d i f f e r e n t ,  but he d o e s n ' t  a r g u e  
wi th  the Old Man.  T h e y ' v e  got an  a c t i o n  o f f i c e r  down h e r e  at the  bo t -  
t o m  of the  t o t e m  pole  w h o ' s  s u p p o s e d  to do the s ta f f  w o r k .  So he s a y s ,  
" W h a t ' s  so d i f f e r e n t ? "  It goes  a l l  the  way down the  l ine  unt i l  the  t h i r d -  
c l a s s  pe t ty  o f f i c e r  s a y s  to the s t r i k e r ,  " W h a t ' s  so d i f f e r e n t ? "  

Wel l ,  the  s t r i k e r  i s  r e a d y  for  tha t  one .  He s a y s ,  "Wel l ,  w h a t ' s  
so d i f f e r e n t  about  us is that  w e ' v e  got b o i l e r  s c a l e .  " 

Well, the third-class knows how to lick boiler scale, but he doesn't 
argue with him. That's the Old Man's problem. So we have "We've 
got boiler scale" coming up the line until the executive officer says to 
the Old Man, "We've got boiler scale. " 

Now, u n f o r t u n a t e l y ,  the  Old  Man c a m e  up t h r o u g h  the  w r o n g  MOS 
(Navy d e s i g n a t o r ) .  He is  not  an e x - e n g i n e e r i n g  o f f i c e r .  So he d o e s n ' t  
know b o i l e r  s c a l e  f r o m  any th ing  e l s e .  He h a p p e n s  to be an e x - g u n n e r y  
o f f i c e r .  He f inds  h i m s e l f  in  the  unhappy but  f a m i l i a r  p o s i t i o n  of h a v i n g  
b e c o m e  the  p r i s o n e r  of the  s p e c i a l i s t  in  the e n g i n e r o o m .  He c a n ' t  put  
in for  a t h r e e - w e e k s  c o u r s e  at the P h i l a d e l p h i a  N a v a l  S h i p y a r d ,  w h e r e  
you  f ind out  about  b o i l e r  s c a l e ,  b e c a u s e  h e ' s  got too m u c h  r a n k .  H e ' s  
c a u g h t .  

Now, you  wi l l  o b s e r v e  w h a t ' s  b e e n  go ing  on h e r e :  The  Old Man 
s t a r t s  s o m e t h i n g ;  it goes  on down the  l ine ;  it  h i t s  bo t t om and b o u n c e s  
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b a c k  up a g a i n  and c o m e s  up to the  top; it h i t s  the  top and g o e s  b a c k  
down aga in .  P e o p l e  c a l l  th i s  " c o m m u n i c a t i o n  up and down the  l i ne .  
Tha t  is  what  it is  c a l l e d .  As a m a t t e r  of f ac t ,  t ex tbooks  have  e v e n  
b e e n  w r i t t e n  on how to i m p r o v e  th is  p r o c e s s !  

But a l l  the  Old Man is  t r y i n g  to do is to e s t a b l i s h  a c h a i n  of u n d e r -  
s t a n d i n g  b e t w e e n  h im and th i s  s t r i k e r  down h e r e ;  and once  he rs  got  
tha t ,  he won ' t  have  to w o r r y  about  w h e t h e r  " c o m m u n i c a t i o n s "  a r e  go ing  
to w o r k  o r  not .  You don ' t  n e e d  a t ex tbook  and you  don ' t  n e e d  a p r o g r a m .  
It does  it by i t s e l f .  J u s t  as  the n e r v o u s  s y s t e m  n a t u r a l l y  w o r k s  in the  
h u m a n  body,  c o m m u n i c a t i o n s  wi l l  w o r k  if you  have  a l r e a d y  e s t a b l i s h e d  
that  c h a i n  of u n d e r s t a n d i n g .  

Anyhow,  the  Old Man  t u r n s  to the exec  and  s a y s ,  " W h a t ' s  b o i l e r  
s c a l e  ? "  Wel l ,  he knows ,  but  h e ' s  not  going to exp la in ;  so,  " W h a t ' s  
b o i l e r  s c a l e  ? "  goes  a l l  the way down the l ine .  F i n a l l y  it  h i t s  the  
s t r i k e r ,  and the  s t r i k e r  s a y s :  " W h a t ' s  th is  ? Y o u ' v e  b e e n  in the  Navy  
fo r  t h r e e  y e a r s  and you don ' t  know what  b o i l e r  s c a l e  i s  ? "  Wel l ,  he 
knows ,  but he d o e s n ' t  a r g u e .  " Y o u ' v e  b e e n  in the Navy  and you don ' t  
k n o w ? "  c o m e s  a l l  the  way up the  l i ne  and it goes  to the  e x e c .  

Now, the  exec  c a n ' t  s a y  to the cap ta in ,  " Y o u ' v e  b e e n  in the  Navy  
fo r  30 y e a r s  and you  don ' t  k n o w ? "  So he s a y s :  "S i r ,  ' b o i l e r  s c a l e '  
i s  a t e c h n i c a l  t e r m  that_is  f u n d a m e n t a l  to the e n g i n e e r i n g  p r o f e s s i o n .  
Y o u ' v e  got to have  a d e g r e e  and a l i c e n s e  to r e a l l y  u n d e r s t a n d  what  it  
i s .  Tha t  is  what  we pay  t h o s e  f e l l ows  in the  e n g i n e r o o m  f o r - - t o  know 
what  it  i s .  But I c a n  t e l l  you th i s ,  s i r ,  as  one  l a y m a n  to a n o t h e r ,  when  
y o u ' v e  got i t ,  y o u ' v e  got i t .  " 

So the Old Man s a y s :  "Wel l ,  I th ink  tha t  o u r  p r o b l e m  is  not  tha t  
w e ' v e  got  b o i l e r  s c a l e .  I t h i n k  tha t  o u r  p r o b l e m  i s  tha t  w e ' v e  ~ot  bad  
m o r a l e .  I want  you to ' soup  up'  the m o r a l e  in the  e n g i n e r o o m .  " The  exec  
s a y s :  " I s  tha t  an o r d e r ? "  The  c a p t a i n  s a y s :  " T h a t ' s  an  o r d e r . "  The  
e x e c  t u r n s  a r o u n d  and  wa lks  away .  

What would you do now? Would you generate some kind of "order 
of the day?" Would you harangue the troops over the PA system? 
Would you get a "happy hour" on a different basis than you had before ? 
More shore leave ? What would you do ? 

So he weut to the library and looked for a book on morale, under 
"M. " He found one. It was written by an erudite gentlemen with a 
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• " ,  

P h . D .  and an H2SO4. So he c h e c k e d  it out .  C h a p t e r  one  s a y s :  "You 
ge t  good m o r a l e  if  w o r k i n g  c o n d i t i o n s  a r e  good.  " He thought  o v e r  tha t  
one  and sa id :  " T h a t  c a n ' t  be .  A f t e r  the f i r s t  few r o u n d s  a r e  f i r e d ,  
w o r k i n g  c o n d i t i o n s  t ops ide  a r e  a l l  shot  up. Be low d e c k s  t hey  a r e  p e r -  
f e c t .  N e v e r t h e l e s s ,  m o r a l e  is c o n s i s t e n t l y  h igh  t ops ide ,  w h e r e  w o r k -  
ing  c o n d i t i o n s  a r e  l ousy ,  and b e l o w  d e c k s ,  w h e r e  they  a r e  good,  m o r a l e  
is  bad.  " So he  t h r o w s  out c h a p t e r  one .  

C h a p t e r  two s a y s :  "You get  good m o r a l e  if  the  o r g a n i z a t i o n  is  we l l  
l i ned  out ,  s o t h a t  e v e r y b o d y  knows what  e v e r y b o d y  e l s e  is  s u p p o s e d  to 
do, so you can  c o o r d i n a t e  and a l l  of tha t .  " He s a y s :  "We c a n ' t  d e p e n d  
on tha t  one ,  b e c a u s e  a f t e r  the f i r s t  few r o u n d s  a r e  f i r e d ,  the  o r g a n i z a -  
t ion  t o p s i d e  is shot  up; be low d e c k s  i t ' s  i n t a c t .  Above d e c k s  when  the  
o r g a n i z a t i o n  is  shot  up, you  f ight  the  w a r  on an ad hoc,  r e v o l v i n g  c o m -  
m i t t e e  b a s i s ,  w h i c h  d e f i e s  o r g a n i z a t i o n a l  a n a l y s i s .  N e v e r t h e l e s s  m o r a l e  
i s  a l w a y s  high t o p s i d e ,  t e r r i b l e  be low d e c k s .  " So he t h r e w  out c h a p t e r  
two.  

C h a p t e r  t h r e e  s ays :  "You get  good m o r a l e  if you have  s t a n d a r d s  
of p e r f o r m a n c e - - w h e r e  you have  an a p p r a i s a l  s y s t e m ,  w h e r e  e a c h  m a n  
not  on ly  knows w h a t ' s  e x p e c t e d  of h im but a l so  how we l l  h e ' s  do ing .  " 
He f i g u r e d  that  out  and sa id :  " T h a t  c a n ' t  be,  b e c a u s e  a f t e r  the f i r s t  few 
r o u n d s  a r e  f i r e d ,  the boys  t ops ide  of ten  do not know w h e t h e r  t h e y ' r e  on 
the  t a r g e t ,  and if  t h e y ' r e  on, w h e t h e r  t h e y ' r e  h i t t ing  what  t h e y ' r e  on .  
B e l o w  d e c k s  the  f e l l o w s  a r e  w a t c h i n g  gages  and m e t e r s .  T h e y  have  
g r e e n  a r e a s ,  y e l l o w  a r e a s ,  and r e d  a r e a s .  When  the m e t e r s  a r e  r e a d -  
ing  g r e e n ,  you know y o u ' r e  do ing  a l l  r i g h t .  When i t ' s  on y e l l o w ,  you  
want  to w a t c h  t h e m .  When i t ' s  on r e d ,  t h ings  look  bad .  You know ex -  
a c t l y  what  y o u r  a p p r a i s a l  s y s t e m  i s .  If you w a t c h  the  m e t e r s ,  you  know 
how y o u ' r e  do ing .  N e v e r t h e l e s s ,  m o r a l e  a l w a y s  is  h igh t o p s i d e ,  t e r -  
r i b l e  b e l o w  d e c k s .  " 

I won ' t  go t h r o u g h  a l l  the  r e s t  of the c h a p t e r s .  T h e r e ' s  one ,  though,  
tha t  f a s c i n a t e s  m e ,  and tha t  is  th i s :  S o m e o n e  m a d e  a s tudy  of what  the  
o p t i m u m  i n t e r v a l  shou ld  be  fo r  cof fee  b r e a k s  fo r  m o r a l e  p u r p o s e s ,  and 
I t h ink  it c a m e  out to be  two and a ha l f  h o u r s .  The  exec  shook  h is  head  
on tha t  one  and sa id :  "I t  c a n ' t  be,  b e c a u s e  t ops ide  the  boys  m a y  be at 
t h e i r  ba t t l e  s t a t i o n s  fo r  h o u r s  on end wi thout  r e l i e f ;  but b e l o w  d e c k s  the  
f e l l o w s  have  a co f fee  pot on e v e r y  s t e a m  l i ne .  N e v e r t h e l e s s ,  m o r a l e  
is  h igh  t o p s i d e  u n d e r  b a t t l e  c o n d i t i o n s  and t e r r i b l e  b e l o w  d e c k s .  " 

So he  t h r e w t h e b o o k o v e r  the s ide ,  went  b a c k  to the  cap t a in ,  a n d s a i d :  
"S i r ,  I don ' t  t h i n k  th i s  guy knows what h e ' s  t a l k i n g  about .  W h e r e  do we go 
f r o m  h e r e ? "  The  c a p t a i n  sa id ,  "Wel l ,  we cou ld  t a lk  to the c h a p l a i n .  " 
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Wel l ,  now, when  w e ' v e  got to go to the  c h a p l a i n  to get  an  e x t r a  
f ive  kno ts ,  w e ' v e  had  i t .  The  c h a p l a i n  s a y s  to the c a p t a i n :  " T h e  t r o u -  
b le  i s ,  g e n t l e m e n ,  tha t  you have  not  b e e n  down in the  e n g i n e r o o m  in  
a long  whi le  and t a l k e d  to the m e n  f ace  to f ace ,  m a n  to m a n ,  and s h o u l -  
d e r  to s h o u l d e r .  You go down and t a lk  to the m e n .  T h e y ' l l  r e s p o n d . "  
The  c a p t a i n  s a y s ,  " W e ' l l  t r y  a n y t h i n g  once .  " 

So down the t h r e e  o f f i c e r s  went .  The  s c u t t l e b u t t  went  a h e a d  of 
t h e m ,  and when  t hey  a r r i v e d ,  the  m e n  w e r e  wa i t i ng  fo r  t h e m .  T h e y  
w e r e  l i n e d  up on one s i d e  of the r a i l ,  and the t h r e e  o f f i c e r s  w e r e  on 
the  o t h e r  s ide  of the r a i l .  It l ooked  for  a l l  the  w o r l d  l i ke  a l a b o r -  
m a n a g e m e n t  b a r g a i n i n g  s e s s i o n .  

The  c a p t a i n  had to s a y  s o m e t h i n g .  He had the  l e a d e r s h i p  r e s p o n -  
s i b i l i t y .  So he sa id :  "Men ,  you  know what  we w a n t - - a n  e x t r a  f ive  
kno t s .  " He sa id ,  "You know, I ' v e  got a few i d e a s  about  tha t .  It s e e m s  
to m e  tha t  if we would  ju s t  p lan  a l i t t l e  bi t  b e t t e r ,  we cou ld  get  t h a t . "  
He l o o k e d  a r o u n d .  No s a l e .  

So he p e r s i s t e d :  "Men ,  don ' t  you  th ink  we cou ld  be a l i t t l e  bi t  
b e t t e r  o r g a n i z e d  f o r - - "  No, tha t  w a s n ' t  it  e i t h e r .  

Then, "A little improved supervision would--" No, that wasn't it. 

Then ,  " D o n ' t  you th ink  we cou ld  get  the  o p e r a t i o n  a l i t t l e  b e t t e r  
c o o r d i n a t e d  ?"  No d i c e .  

Then ,  " D o n ' t  you  th ink  we cou ld  get  a l i t t l e  b e t t e r  c o n t r o l ? "  No, 
tha t  wasn t t  it e i t h e r .  

So he t u r n s  to the  c h a p l a i n .  The  c h a p l a i n  p i c k s  up the  ba l l  and  
s a y s :  " M e n ,  you  know why we a r e  h e r e ,  why we a r e  f igh t ing .  We a r e  
f i gh t ing  fo r  h o m e  and h e a r t h ,  fo r  God and c o u n t r y ,  fo r  w o m a n h o o d ,  fo r  
the  f l o w e r  of A m e r i c a n  youth ,  and for  the fou r  f r e e d o m s . "  Well ,  t he  
m e n  l ooked  at h im  as  if  to say:  "You  can  t ake  tha t  b a c k  to w h e r e  you  
found i t . "  

Now, tha t  d o e s n ' t  m e a n  tha t  t hey  w e r e  not as  s e n s i t i v e  to t h e s e  
t h ings  as  you  and I a r e .  But it does  m e a n  th i s :  tha t  at th i s  p a r t i c u l a r  
j u n c t u r e ,  t h e i r  job d e s c r i p t i o n s  d idn ' t  s a y  a n y t h i n g  about  what  t h e y  
w e r e  do ing  fo r  w o m a n h o o d ,  the  h o m e ,  and the  h e a r t h .  I ndeed ,  the  
m a n a g e m e n t  was  t r y i n g  to get  an  e x t r a  f ive  knots  by  a s k i n g  fo r  it  in  
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the  l anguage  of p r o d u c t i o n  and e f f i c i e n c y .  The  m e n  w e r e  o b v i o u s l y  
l i s t e n i n g  in the  l a n g u a g e  of m o t i v a t i o n .  The  cap ta in  was faced ,  t h e r e -  
fo r e ,  with a d m i n i s t r a t i v e  d e a d l o c k  o r  " s n a f u . "  

He r e c o g n i z e d  that .  So as the  t h r e e  o f f i c e r s  w e n t  b a c k  up the  l a d -  
d e r ,  the  c ap t a in  sa id  to the chap la in :  "Chap la in ,  I have  f o r m u l a t e d  the  
p r o b l e m . "  The  c h a p l a i n  sa id ,  "What  is  i t ? "  The cap t a in  s ays ,  " P e o -  
p le  a r e  no d a m n  g o o d . "  The chap l a in  says ,  "Maybe  t h a t ' s  c o r r e c t ,  but 
i t ' s  not  l i k e l y  to l ead  us v e r y  f a r . "  The  cap t a in  s a y s ,  "Have  you got 
one  that  wi l l  l ead  us f a r t h e r ? "  The c h a p l a i n  s ays :  "Wel l ,  I t h ink  that  
the  p r o b l e m  r e a l l y  is :  P e o p l e  who wind up in the  e n g i n e r o o m  e v e n t u a l l y  
b e c o m e  no d a m n  good, and I ' m  going  to f ind out why. " 

When the  nex t  ba t t l e  e n g a g e m e n t  was o v e r ,  the  c h a p l a i n  found h i m -  
s e l f  in the m e s s i n g  c o m p a r t m e n t .  The  boys  w e r e  c o m i n g  down f r o m  
t o p s i d e .  T h e y  w e r e  a l so  c o m i n g  up f r o m  b e l o w  d e c k s .  The f e l l ows  
f r o m  t o p s i d e  w e r e  e n g a g e d  in c o m p e t i t i v e  b r a g g i n g  about  what they  had 
jus t  a c c o m p l i s h e d  in  the  r e c e n t  e n g a g e m e n t .  The  f e l l ows  f r o m  b e l o w  
d e c k s  w e r e  s a y i n g  no th ing .  T h e y  w e r e  occupy ing  t h e m s e l v e s  o v e r l y  
wi th  the  i n t r i c a c i e s  of t h e i r  bean  soup.  

Well ,  as  th i s  was  go ing  on, the c h a p l a i n  m a d e  a few o b s e r v a t i o n s .  
He r e c o g n i z e d  that  the  m e n  f r o m  be low d e c k s  had no th ing  to say,  b e -  
c a u s e  they  hadn ' t  done any th ing  and had not p a r t i c i p a t e d  in any th ing  of 
s i g n i f i c a n c e  and i m p o r t a n c e .  F o r  e x a m p l e ,  he o b s e r v e d :  " T h e  boys  
t o p s i d e  have  m o r e  oppor tun i ty  to be do ing  m o r e  th ings  wi th  m o r e  s i g -  
n i f i c a n c e  and m o r e  i m p o r t a n c e  than  they  can p o s s i b l y  hand le .  " B e -  
low d e c k s ,  i f  you th ink  tha t  wa tch ing  gages  and m e t e r s  and t u r n i n g  
dials and pushing switches is doing something of significance or im- 
portance, then I want some of you Army and Air Force officers to do 
some tours of duty with me each year in an engineroom. It a~n't there, 
especially recognition. 

When the  boys  t o p s i d e  m a k e  a k i l l ing ,  the Old Man on the b r i d g e  
looks  o v e r  his  s h o u l d e r  and winks  at the  c r e w  that  d id  i t .  T h a t ' s  a l l  
t hey  want .  The  Old Man knows it  was they  and not t h o s e  f e l l ows  o v e r  
t h e r e .  T h e r e ' s  y o u r  r e c o g n i t i o n .  Be low d e c k s  what r e c o g n i t i o n  do 
you get  fo r  jus t  do ing  what  you a r e  be ing  paid  for  do ing  anyway ? Y o u r  
p a y c h e c k  t a k e s  c a r e  of tha t .  See what  I m e a n ?  T o p s i d e  the boys  want  
r e c o g n i t i o n ,  and when  they  ge t  into the  m e s s i n g  c o m p a r t m e n t ,  t h e y ' r e  
c o m p a r i n g  n o t e s  c o m p e t i t i v e l y .  
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T h e r e  was  a lso  no e m o t i o n a l  s e c u r i t y  b e l o w  d e c k s .  The  boys  
b e l o w  decks  could  not p lan  con f iden t l y  ahead  in th i s  l i fe .  They  d i d n ' t  
know when  a t o r p e d o  would c o m e  into the  s ide  o r  a b o m b  down the  
s t a ck .  As a m a t t e r  of fact ,  wa t ch ing  the eng ine  t e l e g r a p h ,  v e r y  of ten  
unde r  tough ba t t l e  c o n d i t i o n s  they  w e r e  o r d e r e d  to go ful l  s p e e d  ahead  
and ful l  s p e e d  a s t e r n  and r e v e r s e  t h o s e  o r d e r s  four  t i m e s  in a m i n u t e .  
You know, when  the  guy on the  b r i d g e  is  do ing  that ,  h e ' s  l o s t  h is  m a r -  
b l e s .  If h e ' s  l o s t  h is ,  w h a t ' s  keep ing  you f r o m  l o s i n g  y o u r s  ? 

T o p s i d e  the  boys  have  got the  b lue  sky  above t h e m .  They  know 
w h a t ' s  go ing  on and e v e n  if  t h e r e ' s  only  50 s e c o n d s  fo r  al l  hands  to 
p lan  a h e a d  in th is  l i fe ,  at l e a s t  t hey  can  p lan  ahead  fo r  50 s e c o n d s .  
T h e y  al l  have  the  s a m e  da ta  ava i l ab l e  to t h e m  on an equa l  b a s i s  w i th -  
out d i s c r i m i n a t i o n .  The  boys  be low d e c k s  a r e  be ing  d i s c r i m i n a t e d  
a g a i n s t  f r o m  the  " d a t a "  point  of v iew.  

The  chap la in ,  of c o u r s e ,  r e a l i z e d  that  you cou ldn t t  so lve  th i s  
p r o b l e m  by r a i s i n g  t h e i r  pay.  Pay  w a s n ' t  exac t l y  why they  j o i n e d  the  
Navy in the  f i r s t  p l ace .  In the  s e c o n d  p lace ,  if  you did r a i s e  it ,  t h e y  
c o u l d n ' t  spend  it d u r i n g  ba t t l e  e n g a g e m e n t s ;  and tha t  was w h e r e  the  
p r o b l e m  was,  not  what they  spen t  on l i b e r t y .  So he went  to the  c a p -  
t a i n  and sa id :  "Si r ,  I have  a s u g g e s t i o n .  L e t ' s  t ake  a m i c r o p h o n e  and 
p lug  it in up on the  b r i d g e .  W e ' l l  get  an e n l i s t e d  m a n  o r  an o f f i c e r  
w h o ' s  had s p o r t s c a s t i n g  o r  n e w s c a s t i n g  e x p e r i e n c e  and have  h im  g ive  
a b l o w - b y - b l o w  d e s c r i p t i o n  of the nex t  ba t t l e  e n g a g e m e n t  as  it u n f o l d s - -  
the  p o s i t i o n  of ou r  sh ip  in the  s q u a d r o n ,  the s q u a d r o n  in the  o v e r a l l  
s t r a t e g y ,  o u r  p r o g r e s s ,  c a p a b i l i t i e s ,  l i m i t a t i o n s ,  and e v e r y t h i n g  e l s e . "  
Top s e c r e t  i n f o r m a t i o n ,  as a m a t t e r  of  fac t .  

The  cap t a in  sa id ,  " W e ' l l  t r y  any th ing  once .  " So he did.  

If t hey  had had a m a n p o w e r  e x p e r t  on boa rd ,  t hey  wou ldn ' t  have  
got away  with it ,  b e c a u s e  he would have  a s k e d  s o m e  v e r y  s e a r c h i n g  
q u e s t i o n s  r i g h t  t h e r e .  "Is  th i s  a n n o u n c e r  go ing  to f u r n i s h  t h e s e  m e n  
any th ing  t h e y  n e e d  to know to do t h e i r  w o r k  in  the  e n g i n e r o o m  ?"  "No, " 
the  cap t a in  would have  to say .  "Is  he going  to t e l l  t h e m  any th ing  that  
t hey  would  n e e d  to know to qua l i fy  for  a d v a n c e m e n t  in  r a t i n g ? "  " N o . "  
" Is  he  go ing  to t e l l  t h e m  any th ing  they  n e e d  to know fo r  i m p r o v e d  e n '  
g i n e r o o m  o p e r a t i o n ? "  " N o . "  "Is he go ing  to t e l l  t h e m  any th ing  they  
n e e d  to know to f u r t h e r  i n t e r p r e t  t h e i r  o r d e r s  7"  " N o . "  I t t s  obv ious ly  
a b o o n d o g g l e .  "What  you a r e  going to t e l l  t h e s e  f e l l ows  is  top s e c r e t  
i n f o r m a t i o n ,  i s n ' t  i t ? "  " Y e s . "  Then  the d e v a s t a t i n g  r e p l y  would be:  
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" I n f o r m a t i o n  shou ld  be kept  w h e r e  it can  be u s e d - - s t r a t e g y  and t a c t i c s  
on the b r i d g e ,  e n g i n e e r i n g  in the  e n g i n e r o o m .  Keep t h e m  s e p a r a t e ,  
b e c a u s e  we b e l i e v e  in the d i v i s i o n  of r e s p o n s i b i l i t y . "  And you c a n ' t  
a n s w e r  that  one .  

F o r t u n a t e l y ,  the Old Man had  no m a n p o w e r - u t i l i z a t i o n  e x p e r t  on  
b o a r d ,  no s ta f f  adv ice  to a s s i s t  h i m .  So he got th i s  man  up t h e r e  do ing  
h is  w o r k  at the  m i c r o p h o n e .  

At the  end  of the next  ba t t l e  e n g a g e m e n t  the Old Man went  to the  
m i c r o p h o n e  and sa id ,  " L i e u t e n a n t ,  g ive  m e  t h a t . "  He gave  the  m e n  the 
box s c o r e  on that  e n g a g e m e n t .  When he was th rough ,  he s a id  to the  m e n :  
"Men ,  th i s  box s c o r e  is  peanu t s  c o m p a r e d  to what we could  do if  we 
could  o v e r t a k e  a s q u a d r o n  to the  wes t  of us b e f o r e  dawn.  But to ge t  
t h e r e  b e f o r e  dawn, w e ' v e  got to have  an e x t r a  f ive knots .  Tha t  is  a l l .  " 

Well ,  he  got t h e r e  b e f o r e  dawn,  and they  c l o b b e r e d  the d a y l i g h t s  
out  of  the  e n e m y .  When  t h e y  w e r e  th rough ,  the  Old Man went  to the  
m i c r o p h o n e  and sa id :  " H e r e ' s  the  box s c o r e ;  and, i n c i d e n t a l l y ,  I would  
l ike  to add  that  if  we h a d n ' t  had t h o s e  e x t r a  f ive  knots  out of  the  e n g i n e -  
r o o m ,  I w o u l d  have  had no th ing  to say  at th i s  t i m e .  " 

The chap la in  bea t  the  m e n  to the  m e s s i n g  c o m p a r t m e n t .  The  boys  
w e r e  c o m i n g  down f r o m  t o p s i d e ,  b r a g g i n g  c o m p e t i t i v e l y  as b e f o r e .  The  
boys  f r o m  b e l o w  d e c k s  had t h e i r  j aws  s q u a r e d  and r e a d y .  One of t h e m  
f r o m  the  e n g i n e r o o m  s t a n d s  up, bangs  his  co f fee  m u g  on the  t ab le ,  and 
s a y s ,  "Quie t ,  quie t ,  q u i e t . "  He got e v e r y b o d y  so quie t  that  a l l  you cou ld  
h e a r  w e r e  the  b i lge  p u m p s  and the  e n g i n e s .  He s ays ,  "Did  you f e l l ows  
h e a r  what  the  Old Man s a i d ? "  No, t hey  d idn ' t  h e a r  h i m .  " T h e  Old Man 
sa id  that  if we hadn ' t  g iven  you tha t  e x t r a  f ive  kno ts ,  you f e l l ows  wou ldn ' t  
have  no c o n v e r s a t i o n . "  

So one of the boys  f r o m  t o p s i d e  sa id :  "Wel l ,  what  about tha t  b o i l e r  
s c a l e  you guys  have  b e e n  b e e f i n g  about ?"  S o m e o n e  f r o m  b e l o w  sa id :  
" W h a t ' s  t h a t ?  I c a n ' t  h e a r  y o u . "  He says ,  " T h e  b o i l e r  s c a l e . "  " C a n ' t  
h e a r  y o u . "  F i n a l l y  t hey  a l l  r o s e  up as  one  m a n  f r o m  t o p s i d e  and sa id ,  
" B o i l e r  s c a l e . "  "Oh, " s a y s  the  guy f r o m  be low d e c k s ,  "you  s e e  th i s  
r a t i n g  pa tch  w e ' v e  got h e r e  on ou r  s l e e v e s ?  We got that  f r o m  the  P h i l a -  
d e l p h i a  Nava l  Sh ipya rd  B o i l e r  School .  That  s ays  that  the  Navy has  l i c k e d  
b o i l e r  s c a l e  f o r  the  pas t  15 y e a r s .  What a r e  you t a l k ing  a b o u t 7 "  

So what  had b e e n  a p r o b l e m - - b o i l e r  s c a l e - - h a s  now b e c o m e  an op-  
p o r t u n i t y  to do s o m e t h i n g  of s i g n i f i c a n c e  and i m p o r t a n c e .  What had  
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b e e n  a p r o b l e m - - b o i l e r  s c a l e - - h a s  now b e c o m e  an a v e n u e  t o w a r d  r e c -  
ogn i t i on .  What  had  b e e n  a p r o b l e m - - b o i l e r  s c a l e - - h a s  now b e c o m e  an 
i n v i t a t i o n  to b e l o n g  t h r o u g h  p a r t i c i p a t i o n .  What  had  b e e n  a p r o b l e m - -  
b o i l e r  s c a l e - - n o w  b e c a m e  an a v e n u e  t o w a r d  e m o t i o n a l  s e c u r i t y ,  b e -  
c a u s e  the  boys  b e l o w  d e c k s  had  a c c e s s  to the  s a m e  da ta  tha t  the  b o y s  
t o p s i d e  did,  and  it w a s n ' t  too i m p o r t a n t  how long  you  had to l i ve  j u s t  
so long  as  the  da t a  on w h i c h  you  m a d e  y o u r  p l ans  w e r e  the  s a m e  as  
e v e r y b o d y  e l s e  had .  

So at the  s t a r t ,  m a n a g e m e n t  t r i e d  to ge t  the  e x t r a  f ive  by us ing  the  
l a n g u a g e  tha t  s e e m s  to be  the  on ly  l a n g u a g e  it  knows;  but  when  it b e g a n  
to t a l k  to the m e n  in the  l a n g u a g e  in  wh ich  t h e y  w e r e  l i s t e n i n g ,  t hen  we 
had  a c h a i n  of u n d e r s t a n d i n g ,  no c o m m u n i c a t i o n s  p r o b l e m ,  and the  e x -  
t r a  f ive  w e r e  d e l i v e r e d  f o r t h w i t h .  

Some  of  you  m a y  s ay :  "Now,  Bi l l ,  do you  m e a n  to t e l l  m e  tha t  
e v e r y  t i m e  I want  p e r f o r m a n c e  out  of m y  c o m m a n d ,  I ' v e  got  to t w i s t  
what  I want  a r o u n d  in  the  l a n g u a g e  in wh ich  the  peop l e  a r e  l i s t e n i n g  ? 
If it  is  that ,  I have  to get  a Ph .  D. in  p s y c h o l o g y  b e f o r e  I q u a l i f y . "  

I would  l i ke  to s u g g e s t  to you  tha t  t h i s  is  not  n e c e s s a r y .  W h e n -  
e v e r  we want  out of o u r  o r g a n i z a t i o n  what  p e o p l e  u n d e r s t a n d  t h e y  a r e  
pa id  to do and a r e  the  c o n d i t i o n s  of t h e i r  e m p l o y m e n t ,  we c a n  o r d e r  
t h e m  to do it o r  f i r e  t h e m .  Of c o u r s e  t h a t ' s  a t h e o r e t i c a l  r e s u l t ,  tha t  
l a s t  p a r t .  But t hey  c a n  be  o r d e r e d  and  d i s c i p l i n e d .  Anyone  c a n  get  
c o m p l i a n c e .  

But  no one  in  th i s  r o o m  has  e v e r  m a d e  a r e p u t a t i o n ,  n o r  wi l l  he 
m a k e  one ,  by  ju s t  g e t t i n g  c o m p l i a n c e .  I t ' s  the e x t r a  o v e r  and  above  
m e r e  c o m p l i a n c e  tha t  has  g i v e n  you  m e n  the  r e p u t a t i o n s  tha t  you  now 
have ;  and  it wi l l  c o n t i n u e  to e n h a n c e  y o u r  r e p u t a t i o n s  in the  f u t u r e  as  
m i l i t a r y  l e a d e r s .  You a l r e a d y  know how i t ' s  done .  

So m y  l e c t u r e  has  to ld  you  no th ing  n e w .  I t ' s  j u s t  a r e v i e w  of s o m e  
a s p e c t s  of the  th ings  tha t  you  have  a l r e a d y  done  so w e l l  in the p a s t  and 
tha t  a c c o u n t  f o r  the g r e a t  s u c c e s s  with  w h i c h  you  have  a l r e a d y  c a r r i e d  
out  y o u r  t a s k s .  

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

(12 Dec  1 9 5 6 - - 2 5 0 ) B / s g h  
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