
iLS0-  33 

i . . . . . . . . . . . . . . . . . . . . .  

[I13 M A N  ~EL,a:t  I O N S  A N D  I i N D I V I D U A L  M O T I V A . T I O N  

.Dz ", K e n n e t h  D0 B e n n e  

N O T I C E  

T h i s  l e c t u r e  h a s  n o t  b e e n  e d i t e d  by  t h e  .... ~" ~ - :~pe~xKe~. It h a s  
b e e n  r e p r o d u c e d  d i r e c t l y  f r o m  the  r e l ) o r t e z " s  a o t e s  f o r  t h e  
s t u d e n t s  a n d  f a c u l t y  f o r  * . ' e f e r e n c e  a n d  s : tudy purpc~ses i .  

N o  d i r e c t  q u o t a t i o n s  a r e  to  b e  m a d e  e i t i a e r  in w r i t t e n  
r e p o r t s  o r  in  o r a l  p t ' e s e n t a t i o n s  b a s e d  on  t h i s  u n e d i t e d  c o p y .  

R e v i e w e d  by: C o l o n e l  T o m  W .  S i l l s ,  *[IS,'-~ ~" 

Date:  8 O c t o b e r  i 9 5 9  

I N D U S T R I A L  C O L L E G E  O F  T H E  A R M E I D  F O R C E S  

V ~ / A S H I N G T O N ,  D. C. 

1 9 5 9 - 1 9 ( i 0  



HUMAN RELATIONS AND INDIVIDUAL MOTIVATION 

25 S e p t e m b e r  1959 

CONTENTS 

I N T R O D U C T I O N - - C o l o n e l  T o m  W. Si l l s ,  USA, M e m b e r  of 
the Faculty, ICAF ..................... 

SPEAKER--Dr. Kenneth D. Benne, Professor of Human 
Relations, Boston University ................. 

GENERAL DISCUSSION ................................. 

P a g e  

2 

27 

NOTICE 

T h i s  l e c t u r e  has  not b e e n  e d i t e d  by the s p e a k e r .  It h a s  b e e n  
r e p r o d u c e d  d i r e c t l y  f r o m  the r e p o r t e r ' s  n o t e s  f o r  the  s t u d e n t s  and  
f a c u l t y  f o r  r e f e r e n c e  and  s tudy  p u r p o s e s .  

No d i r e c t  q u o t a t i o n s  a r e  to be m a d e  e i t h e r  in  w r i t t e n  r e p o r t s  
o r  in o r a l  p r e s e n t a t i o n s  b a s e d  on th is  u n e d i t e d  copy.  

R e v i e w e d  by C o l o n e l  T o m  W. S i l l s ,  USA, Da te  8 O c t o b e r  1959 

P u b l i c a t i o n  No. L 6 0 - 3 3  

INDUSTRIAL C O L L E G E  OF THE ARMED F O R C E S  

W a s h i n g t o n ,  D. C. 



HUMAN R E L A T I O N S  AND INDIVIDUAL M O T I V A T I O N  

25 S e p t e m b e r  1959 

C O L O N E L  SILLS: G e n e r a l  H o u s e m a n ,  G e n t l e m e n :  A s  we  b e g i n  

o u r  s e r i e s  of l e c t u r e s  in  e x e c u t i v e  d e v e l o p m e n t ,  i t  i s  f i t t i n g  that  the  

f i r s t  s u b j e c t  we  w i l l  d i s c u s s  is  " H u m a n  R e l a t i o n s  and I n d i v i d u a l  M o t i -  

va t i on ,  " f o r  in  a l l  o u r  f u t u r e  c a r e e r s  one  of the  i m p o r t a n t  t h ings  i s  

that  we  b r i n g  into  p l a y  the  fu l l  p o t e n t i a l  of t h o s e  who w o r k  f o r  u s .  I 

f e e l  tha t  i t  i s  a c h a l l e n g e  to us  to c r e a t e  an  a t m o s p h e r e  in  w h i c h  m e n ,  

r e g a r d l e s s  of t h e i r  l e v e l  of t a l en t ,  w i l l  ga in  t h r o u g h  t h e i r  a s s o c i a t i o n  

w i th  one  a n o t h e r .  

To b r i n g  us  th i s  s u b j e c t  th is  m o r n i n g  w e ' v e  found  a s p e a k e r  who 

h a s  m a d e  a c a r e e r  out  of s t u d y i n g ,  w r i t i n g ,  l e c t u r i n g ,  and  r e s e a r c h i n g  

in  h u m a n  r e l a t i o n s .  I don ' t  know of a n y b o d y  who i s  b e t t e r  q u a i l e d  to 

s p e a k  to us  on th i s  s u b j e c t  t han  ou r  s p e a k e r  th is  m o r n i n g .  

I f i r s t  m e t  o u r  s p e a k e r  in  B e t h e l ,  M a i n e ,  b a c k  in  1958. The  C o l -  

l e g e  s e n t  m e  up t h e r e  to t ake  a c o u r s e  in  g r o u p  d e v e l o p m e n t .  T h e y  

r a n  the th ing  p r e t t y  m u c h  as  we  do it h e r e .  We had l e c t u r e s  the f i r s t  

th ing  in  the m o r n i n g ,  a f t e r  w h i c h  we o r g a n i z e d  in to  t r a i n i n g  g r o u p s , .  

T h e  l e c t u r e r s  w e r e  l a r g e l y  f r o m  the b ig  u n i v e r s i t i e s  w h i c h  h a v e  b ig  

c o u r s e s  in  h u m a n  r e l a t i o n s ,  and  I w a s  d e e p l y  i m p r e s s e d  by  o u r  s p e a k e r  

th i s  m o r n i n g ,  who l e c t u r e d  to us  s e v e r a l  t i m e s  d u r i n g  the  c o u r s e .  I 

m a d e  up m y  m i n d  then  that  if I c o u l d  e v e r  get  h i m  down to the I n d u s -  

t r i a l  C o l l e g e ,  I w a s  going to do it ,  so tha t  we  c o u l d  get  the  b e n e f i t  of 



h i s  w i s d o m  and  e x p e r i e n c e  in  th i s  i m p o r t a n t  f i e l d .  We l l ,  I s u c c e e d e d ,  

and  we h a v e  h i m  wi th  us  this  m o r n i n g ;  and  I c a n  h a r d l y  wa i t  to get  f r o m  

h e r e  down t h e r e  and  l i s t e n  to h i m  a g a i n .  

So i t ' s  w i th  g r e a t  p l e a s u r e  tha t  I p r e s e n t  to you  the D i r e c t o r  of the 

H u m a n  R e l a t i o n s  C e n t e r ,  B o s t o n  U n i v e r s i t y ,  D r .  K e n n e t h  D. Be rme .  

DR.  B E N N E :  T h a n k  you ,  T o m .  

I t h ink  I shou ld  p r o b a b l y  w a r n  you  i n  a d v a n c e  that  one  th ing  I h a v e  

g r e a t  d i f f i c u l t y  do ing  w h e n  I a m  t a l k i n g  i s  s t a n d i n g  s t i l l .  I hope  tha t  

d o e s n ' t  a n n o y  you .  I ' m  not  go ing  to s top  it ,  b e c a u s e  t h i s  i s  one  of 

t h o s e  th ings  I h a v e  t r i e d  to r e t r a i n  and n e v e r  b e e n  ab l e  to.  And in 

t r a i n i n g  w o r k  l i ke  I do, I th ink  i t ' s  good to h a v e  s o m e t h i n g  to m a k e  m e  

f e e l  h u m b l e .  I ' v e  b e e n  to ld  abou t  t h i s  m a n y ,  m a n y  t i m e s ,  but  s o m e  

w a y  I c a n ' t  a l t e r  i t .  So a l l  I c a n  do i s  to f o r e w a r n  p e o p l e  to w h o m  th i s  

m i g h t  be  a d i s t r a c t i o n  and  p e r h a p s  r e d u c e  the e f f ec t  in  tha t  w a y .  

I had  s o m e  e n g i n e e r s  in m y  a u d i e n c e  one  t i m e ,  and  one e n g i n e e r  

e s t i m a t e d  the  l e n g t h  of m y  s t r i d e .  He  w a s  qu ick  to t e l l  m e  tha t  he  did 

th i s  in  s a m p l e s  of f ive  m i n u t e s .  He  d idn ' t  wan t  to t e l l  m e  tha t  he  w a s n ' t  

l i s t e n i n g  a l l  the  t i m e .  He m a d e  a n  e s t i m a t e  a t  one  t i m e  and  c o m p u t e d  

that  I had  w a l k e d  f o u r  m i l e s  d u r i n g  a 4 5 - m i n u t e  l e c t u r e .  So I ' v e  h a d  

m a n y  f r i e n d s  t r y i n g  to w o r k  w i th  m e  on tha t ,  and  I th ink  i t  s u g g e s t s  

that  t r a i n i n g  h a s  i t s  l i m i t a t i o n s  and  s o m e t i m e s  y o u  j u s t  have  to l e a r n  

to l i ve  w i t h  th ings  you  c a n ' t  c h a n g e ,  b e c a u s e  I th ink  wi th  a l l  of o u r  
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emphasis on changing people and making them better, which is extremely 

important, I think part of the counsel of humility is that there are some 

things you can't change and then the wisdom is trying to learn to live 

with them. 

All right. I've warned you. You might ask what is my motivation 

for walking. That I do not know. Perhaps if you can give me some 

psychiatric help on that after observing me, maybe the feedback that 

you give me will help me to get nearer the heart of things. 

I don~t think I need to talk much about why managers--and ITm using 

that collective term for people with executive responsibility--in organ- 

izing and leading the work of others in achieving various kinds of goals-- 

I donTt think I need to emphasize why individual motivation is a central 

concern to them. A manager cannot actually do anything to really direct 

or influence the people that are working under him and with him unless 

he can tap some of their motivation, unless he can tie what it is that 

they are doing in to the motivational system, which actually is the 

motor of the person. 

He may have a beautiful steering mechanism, going back to the 

analogy of a car; but if he canWt engage the motor of the person some- 

how to the movement and the activity, then itls like sitting in a car 

with the motor turned off and being unable to find the switch to get the 

motor going. I-le may have the most beautiful plans, the most beautiful 
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s t e e r i n g  m e c h a n i s m ,  

s o m e h o w  th is  m o t i v a t i o n a l  s y s t e m  of p e o p l e  c a n  be  t apped .  

I w o u l d  l i ke  to t a lk  a l i t t l e  bi t  abou t  the w a y  in w h i c h  I th ink,  

l e a s  t, 

t e m s .  

and y e t  no th ing  m o v e s ,  n o t h i n g  h a p p e n s ,  u n l e s s  

at 

of motivation. I think all of us have various kinds of need sys- 

They represent lacks in us. And when there is some kind of 

l a c k  in  the e c o n o m y  of the p e r s o n ,  he  w i l l  e n g a g e  in a c t i v i t i e s  to t r y  to 

r e d u c e  tha t  l a c k .  T h a t ' s  r o u g h l y  wha t  I m e a n  by a n e e d .  

T h e s e  n e e d s  a r e  v a r i o u s .  I ' m  not  go ing  to t r y  to s e t t l e  wha t  the 

s t u d e n t s  of  m o t i v a t i o n  h a v e  not y e t  s e t t l e d - - A r e  a l l  n e e d s  e v e n t u a l l y  

b a s e d  on c e r t a i n  k i n d s  of b i o l o g i c a l ,  o r g a n i c  n e e d s ?  T h e y  d o n ' t  a g r e e  

on tha t .  S o m e  w o u l d  s a y  tha t  e v e n t u a l l y  they  c a n  a l l  be r e d u c e d  down 

to s u c h  th ings  a s  h u n g e r  o r  s e x  o r  s o m e  of t h e s e  o r g a n i c a l l y  b a s e d  

o n e s .  O t h e r s  wou ld  s a y  tha t  new n e e d s  a r e  g e n e r a t e d  a s  p e o p l e  g r o w  

in to  m e m b e r s h i p  in  v a r i o u s  k i n d s  of g r o u p s  and  a s s o c i a t i o n s ,  a s  i n -  

d e e d  t hey  b e c o m e  s o c i a l i z e d .  I ' m  not go ing  to r a i s e  tha t  q u e s t i o n ,  

b e c a u s e  I c a n ' t  s e t t l e  i t .  T h e  b e s t  s t u d e n t s  a r e  s t i l l  a r g u i n g  about  

tha t .  But,  at  any  r a t e ,  p e o p l e  f ind  t h e m s e l v e s  w i th  n e e d s ,  and  t h e i r  

a c t i v i t i e s  a r e  g e n e r a t e d  m o r e  o r  l e s s  in  a t t e m p t i n g  to s a t i s f y  those  

needs. 

Now, I'd like to come back to the manager here. How can he tap 

the motivational systems, the need systems if you will, of people? 

I think he has, first of all, to be able to know what some of those needs 
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a r e .  If h e ' s  g u e s s i n g  w r o n g  as  to w h e r e  the s w i t c h  to the m o t o r  i s ,  

h e ' l l  n e v e r  get  the  th ing  in  m o t i o n .  R i g h t ?  

But  i t ' s  not  j u s t  a m a t t e r  of k n o w l e d g e ,  b e c a u s e  in  a l l  of the n e e d s  

tha t  p e o p l e  h a v e ,  s o m e  of t h e m  a r e  u n d e r  the  i n f l u e n c e  of the  m a n a g e r  

and  s o m e  a r e  not .  In s o m e  c a s e s  the m a n a g e r  i s  a c t u a l l y  ab l e  to a f f e c t  

s o m e  of the n e e d  s a t i s f a c t i o n s  of p e o p l e .  O t h e r s  t hey  c a n n o t .  

L e t  m e  t r y  to i l l u s t r a t e  tha t .  W e ' v e  b e e n  w o r k i n g  w i th  the  U n i t e d  

S t a t e s  D e p a r t m e n t  of L a b o r  do ing  e m p l o y m e n t  s e c u r i t y  in  the  S ta te  of 

M a s s a c h u s e t t s  i n  s o m e  t r a i n i n g  p r o g r a m s .  T h e r e  the  e x e c u t i v e s  h a v e  

n o t h i n g  to s a y  abou t  the p r o m o t i o n  of p e o p l e  in  t h o s e  o f f i c e s .  T h a t ' s  

a l l  h a n d l e d  by a n o t h e r  a g e n c y  in  c i v i l  s e r v i c e ,  and  they  don ' t  e v e n  

s o l i c i t  the r e c o m m e n d a t i o n s  of the i m m e d i a t e  s u p e r i o r s  of the p e o p l e  

who w o r k  t h e r e .  

Now,  w a n t i n g  to ge t  a h e a d  in  the o r g a n i z a t i o n  i s  a n e e d  f o r  m a n y  

p e o p l e .  But  c a n  the m a n a g e r s  in  tha t  s e tup  c o n t r o l  that  n e e d  s a t i s f a c -  

t i o n ?  I t ' s  out  of t h e i r  h a n d s .  T h e r e f o r e  one  of the m o t i v a t i o n s  that  

m a n y  m a n a g e r s  a r e  ab l e  to a f f e c t - - t h i s  w a n t i n g  to ge t  a b e t t e r  job in  

the o r g a n i z a t i o n - - i s  e n t i r e l y  out  of the h a n d s  of t h e s e  m a n a g e r s .  And 

t h e r e f o r e  t h e i r  a p p r o a c h  to m o t i v a t i n g  p e o p l e  c a n n o t  a s s u m e  tha t  t hey  

have  any  c o n t r o l  o v e r  th i s  c h a n n e l  of n e e d  s a t i s f a c t i o n .  R i g h t ?  W h e r e a s  

in  a n o t h e r  c o m p a n y ,  w h e r e  the i m m e d i a t e  s u p e r i o r ' s  r e c o m m e n d a t i o n  

w a s  one  s t r o n g  e l e m e n t  of da t a  in  w h e t h e r  a p e r s o n  s h a l l  be  p r o m o t e d  



o r  no t ,  t h e n  the  m a n a g e r  i n  t h a t  s e c o n d  c a s e  i s  a b l e  to a f f e c t  the  n e e d  

s a t i s f a c t i o n  w i t h  r e s p e c t  to p r o m o t i o n  of  a g i v e n  s u b o r d i n a t e  o r  e m p l o y e e .  

Do y o u  ge t  t he  p o i n t  g e n e r a l l y ?  E v e n  t h o u g h  t h e r e  a r e  n e e d s ,  t h e y  

a r e  not  a l w a y s  t h o s e  w h e r e  the  m a n a g e r  c a n  e i t h e r  t h r e a t e n  a p e r s o n  

w i t h  r e d u c t i o n  of n e e d  s a t i s f a c t i o n ,  o r  p r o m i s e  h i m  tha t  he  i s  a b l e  to 

a u g m e n t  h i s  n e e d  s a t i s f a c t i o n .  So he  h a s  to a s s e s s  t h e s e  n e e d s ,  b o t h  

in  t e r m s  of c h a r t i n g  w h a t  t h e y  a r e ,  a s  w e l l  a s  a s s e s s i n g  t h o s e  w h i c h  

a r e  e f f e c t i v e l y  u n d e r  a t  l e a s t  the  p a r t i a l  c o n t r o l  of  t he  m a n a g e r  i f  he  

i s  g o i n g  to tap  t h e s e  p a r t i c u l a r  a r e a s  of n e e d  and  t h e r e f o r e  tap the  

m o t i v a t i o n a l  s y s t e m s  of the  p e o p l e  who  a r e  w o r k i n g  w i t h  h i m .  

Or let's say the man may be having extreme marital difficulty and 

that may be affecting the quality of his work. Well, it's a rare organ- 

ization in which the manager could directly affect this area of frustrated 

need for the person. Oh, he might help him a little bit through counsel- 

ing and so on, but that's outside of the range of motivations that he can 

tap and use. 

I think I have made my point then. There are two kinds of assess- 

ments that every manager must make: What are the needs at work 

which might be tapped, and which ones are somehow inaccessible to 

him, either to threaten the person with a reduction of need satisfaction 

unless certain behaviors are forthcoming; or to promise to augment 

his need satisfaction if a certain level of performance is available. So 

we have to assess it both in terms of what actually are the needs that 
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th i s  p e r s o n  wou ld  be  m o t i v a t e d  to s a t i s f y ,  p lu s  the p r a c t i c a l  j u d g m e n t  

a s  to w h i c h  of t h e s e  a r e  a c c e s s i b l e  to us  as  m a n a g e r s  in a c t u a l l y  a t -  

t e m p t i n g  to i n f l u e n c e ,  and  h o p e f u l l y  to u p g r a d e ,  a n o t h e r  p e r s o n ' s  w o r k .  

Wel l ,  so m u c h  f o r  that .  Now I 'd  l i ke  to t u r n  a l i t t l e  b i t  to m a k e  

c l e a r  to you s o m e  of m y  a s s u m p t i o n s  abou t  m o t i v a t i o n ,  and  then  I ' d  
\ 

l i k e  to ta lk  abou t  two f a m i l i a r  and  t r a d i t i o n a l  m o t i v a t i o n s  tha t  m a n a g e r s  

h a v e  u s e d  that  a r e  no l o n g e r  e i t h e r  a v a i l a b l e  to t h e m ,  and tha t  a r e  a f -  

f e c t i n g  o u r  w h o l e  t h i n k i n g  about  m a n a g e r i a l  o p e r a t i o n s ;  and  t hen  ta lk  

abou t  two a r e a s  of m o t i v a t i o n  that  a r e  a c c e p t a b l e  to m a n a g e m e n t ,  

that  t hey  a r e  now b e g i n n i n g  to th ink,  bo th  in  p u b l i c  and  p r i v a t e  a d m i n -  

i s t r a t i o n ,  about .  

But  b e f o r e  then ,  I m a k e  t h e s e  a s s u m p t i o n s  abou t  t h e s e  n e e d s  of 

p e o p l e :  F i r s t ,  I don ' t  th ink  n e e d s  e v e r  o p e r a t e  s i n g l y .  A l m o s t  a n y  

b e h a v i o r  tha t  you  s e e  a p e r s o n  m a k i n g  i s  p r o b a b l y  an  a t t e m p t  to 

s a t i s f y  a n u m b e r  of d i f f e r e n t  n e e d s .  Out  t e n d e n c y  i s  to s ay :  "Oh,  

th is  p e r s o n  i s  j u s t  m o t i v a t e d  by ge t t i ng  a h e a d  in  the o r g a n i z a t i o n .  " 

N ine  t i m e s  out of ten,  w h e n  you  s a y  that ,  i t ' s  an  o v e r s i m p l i f i c a t i o n  

and  you m a y  be  m i s s i n g  o t h e r  e l e m e n t s  in  h is  m o t i v a t i o n .  

On ly  u n d e r  a r t i f i c i a l l y  p r o d u c e d  c o n d i t i o n s ,  l i k e  s o m e  of the 

h u n g e r  e x p e r i m e n t s  tha t  w e r e  c o n d u c t e d  t h r o u g h  the v o l u n t a r y  c o o p -  

e r a t i o n  of c o n s c i e n t i o u s  o b j e c t o r s  d u r i n g  the  w a r - - y o u  p r o b a b l y  know 

of t h o s e - - t o  a c t u a l l y  ge t  p e o p l e  so h u n g r y  tha t  the o n l y  n e e d  they  had  

w a s  to e a t - - t h a t  w a s  h a r d  to do. E v e n  u n d e r  c o n d i t i o n s  of s t a r v a t i o n  
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it was awfully hard to sift the motivation down to just getting food. All 

these others--standards and values, the need to live up to a certain 

kind of standard--were still with people; and people had to be awfully 

hungry--and some people never did get to the point where you could 

say their whole behavior was motivated by their hunger need. 

So f i r s t  I a m  m a k i n g  a n  a s s u m p t i o n  t h a t  t y p i c a l l y ,  n e e d s  a r e  m u l -  

t i p l e ,  a n d  t h a t  i n  i n t e r p r e t i n g  a g i v e n  p e r s o n ' s  b e h a v i o r  o r  s o m e  d e -  

f i c i e n c y  in  h i s  b e h a v i o r  o r  w h a t - n o t  w e  u s u a l l y  m a k e  a m i s t a k e  b y  

t r y i n g  to r e d u c e  i t  to a s i n g l e  m o t i v a t i o n a l  f a c t o r .  T h a t ' s  o n e  a s s u m p -  

t i o n  I a m  m a k i n g .  

A n o t h e r  o n e  t h a t  I a m  m a k i n g  i s  t h a t  n e e d s  a r e  n e v e r  o b s e r v e d  

d i r e c t l y .  Y o u  c a n  s e e  w h a t  a p e r s o n  d o e s ,  b u t  t h e  m o t i v a t i o n  b e h i n d  

w h a t  he  d o e s  i s  a l w a y s  a n  i n f e r e n c e ,  w h e r e  w e ,  the  o b s e r v e r  a n d  

i n t e r p r e t e r ,  p l a y  o u r  p a r t s .  A n d  we  b r i n g  a k i n d  of s e t  o f  a s s u m p t i o n s  

a b o u t  w h a t  m o t i v a t e s  p e o p l e T s  b e h a v i o r  to b e a r  i n  i n t e r p r e t i n g  w h y  t h i s  

p e r s o n  i s  d o i n g  a s  he  d o e s .  

W e  n e v e r  s e e  a n e e d  w a l k i n g .  Y o u  k n o w  the  o ld  s o n g  " H a v e  y o u  

e v e r  s e e n  a d r e a m  wa lk ing . ' ? "  W e l l ,  h a v e  y o u  e v e r  s e e n  a n e e d  w a l k -  

i n g ?  N o b o d y  e v e r  h a s .  A n d  I t h i n k  w e  o u g h t  to r e m e m b e r  t h a t - - t h a t  

m o t i v a t i o n s  a r e  a l w a y s  i n f e r r e d .  T h e y  n e v e r  c a n  b e  d i r e c t l y  o b s e r v e d .  

A n d  t h a t  t u r n s  u s  b a c k  to l o o k  a t  o u r  o w n  m a p  of c o n c e p t i o n s  a b o u t  

w h y  p e o p l e  b e h a v e  a s  t h e y  do.  W h e n  w e  s a y ,  " T h i s  p e r s o n  i s  m o t i v a t e d  
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this way, " or "This person is motivated that way, " we are really 

bringing our own conceptions about motivation; and our interpretation 

of the other fellow's behavior may be as much a picture of ourselves, 

and may be even more so, than it is actually of his own inner world 

of needs which this action is satisfying. 

we ought to remember. 

And a third assumption: 

people's behavior--we'll say, 

I think that is something 

These conceptions by which we interpret 

"well, he really is just motivated by-- 

Harry here in this group hates Bill's guts and the only reason he's 

doing that is to get back on Bill." Well, you see, that involves a con- 

ception of why Harry is behaving as he does. My first assumption says 

that is probably only a piece of it. It may be well a piece of it, but 

there are other things at work too. My second notion is that motiva- 

tions are always inferred, never observed directly. And my third 

point is this: that the conceptions we bring to interpreting why people 

are behaving as they do are not only just academic things, because on 

the basis of those we erect our notion of, How should Harry be dealt 

with? Get the idea? We build our whole technique and strategy of deal- 

ing with Harry around our interpretation of why Harry is behaving as 

he does. 

And therefore this gets great practical significance--the kind of 

map of human motivation, the kind of picture of what is it that moves 

men, motivates them--our conceptions at this point get great practical 

significance. I think I'll try to show in just a few minutes how whole 
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s y s t e m s  of m a n a g e m e n t  t h e o r y  as  w e l l  a s  p r a c t i c e  have  b e e n  bu i l t  on 

i n a d e q u a t e  t h e o r i e s  of h u m a n  m o t i v a t i o n .  And now, w h e n  t h e y ' r e  f a l l -  

ing  on t h e i r  f a c e ,  one  p l a c e  to b e g i n  to t u r n  a r o u n d  and look  is  not  to 

b l a m e  the  u n i o n s ,  the  Sov ie t  Union,  the r a c i a l  p r o b l e m  in the  South,  

o r  w h a t e v e r  i s  the  s c a p e g o a t ,  but  to b e g i n  to t u r n  a r o u n d  and  l ook  at  

o u r  own m a p s ,  o u r  own c o n c e p t i o n s ,  of h u m a n  m o t i v a t i o n  to s e e  w h e t h e r  

we  d o n ' t  h a v e  to r e c o n s i d e r  a t  s o m e  po in t  t r a d i t i o n a l  p r a c t i c e s  and t h e -  

o r i e s  of m a n a g i n g  the o r g a n i z e d  e f f o r t s  of o t h e r  p e o p l e .  

T h o s e  a r e  m y  t h r e e  a s s u m p t i o n s ,  then ,  and  you  m a y  w i s h  to c h a l -  

l e n g e  t h e m  l a t e r  in  the d i s c u s s i o n .  And if you  donWt ITm go ing  to be  

a w f u l l y  d i s a p p o i n t e d ,  b e c a u s e  if  I c a n ' t  l e a r n  s o m e t h i n g ,  I a l w a y s  th ink  

itTs an  i n a d e q u a t e  e x p e r i e n c e .  I1m on ly  go ing  to l e a r n  when ,  a f t e r  the 

b r e a k ,  you  b e g i n  to p u s h  m e  a r o u n d .  So I hope  you  donl t  h e s i t a t e  to 

do tha t .  

Now, l e t  m e  m o v e  f r o m  t h e s e .  So f a r  I h a v e  a c t u a l l y  t r i e d  to s u g -  

g e s t  why  s o m e  u n d e r s t a n d i n g  and  a s s e s s m e n t  of m o t i v a t i o n  i s  e s s e n -  

t i a l  to the  f u n c t i o n i n g  of a m a n a g e r .  And  then  I t r i e d  to s u g g e s t  s o m e  

a s s u m p t i o n s  that  I a m  m a k i n g  about  the  n a t u r e  of m o t i v a t i o n .  Now I 

wou ld  l i ke  to l ook  a t  two o v e r s i m p l e  c o n c e p t i o n s  of m o t i v a t i o n  w h i c h  

have  i n f l u e n c e d  the t h e o r y  and  p r a c t i c e  of m a n a g e m e n t  v e r y ,  v e r y  

g r e a t l y  and  tha t  a r e  now in  the  p r o c e s s  of b e i n g  r e c o n s i d e r e d  w i d e l y  

in  m a n a g e m e n t  c i r c l e s ,  bo th  by s t u d e n t s  of m a n a g e m e n t  and  by p r a c -  

t i t i o n e r s  of m a n a g e m e n t .  
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One assumption is that men are primarily motivated by economic 

motivations; that you reduce motivations down eventually to problems 

of economic survival and of economic gain; and if you can tap this set 

of needs for economic gain, that becomes your principal way of actually 

controlling. Either through threat of taking away the economic base or 

through promise of augmenting the gain, that becomes the major tool of 

management. 

Students of the history of ideas have called this the notion of eco- 

nomic man. It is very, very prominent in management thinking. It 

is very, very prominent not only in American thinking but also in 

Soviet thinking. 

For a long time the students of motivation, especially since they 

began to study both psychology and the behavior of people in cultural 

groups, in anthropology, have for years been criticizing this as an 

oversimple picture of the needs and motivations of people. But I don't 

think it was just the critique from the academy that has more and more 

led managers to say: "We cannot build our strategy of management 

control and direction upon this theory of motivation. And why? There 

are practical reasons, as well as theoretical reasons, why this over- 

simple theory of motivation has fallen into disrepute. 

If a manager is going to primarily get another person to work by 

threatening him with a loss of his job, or by threatening him with 
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t a k i n g  a w a y  h i s  s u b s i s t e n c e ,  what  w i l l  be  the  r e s u l t ?  At  one  t i m e  that  

w a s  a v e r y  p o w e r f u l  tool  of m a n a g e m e n t .  It i s  no l o n g e r .  W h y ?  

Wel l ,  f i r s t  of a l l ,  if you  have  a p r o s p e r i t y  e c o n o m y ,  w h e r e  if you  

l o s e  th is  job,  t h e r e ' s  a n o t h e r  to go to, that  i m m e d i a t e l y  t a k e s  p a r t  of 

the c o n t r o l  of th is  n e e d - - w h i c h  i s  an  a d m i t t e d  n e e d - - a w a y  f r o m  the 

m a n a g e r .  I s n ' t  that  r i g h t ?  A l l  r i g h t .  

f i r e  m e ,  I ' l l  get  a n o t h e r  job .  

Or ,  

p e o p l e .  

If you  p u s h  m e  a r o u n d ,  e v e n  

a n o t h e r  th ing  tha t  h a s  g r o w n  up is  a s e t  of un ion  s u p p o r t s  to 

Y o u  c a n ' t  p u s h  p e o p l e  a r o u n d  and  f i r e  t h e m  wi thou t  r e c k o n i n g  

wi th  a n o t h e r  k ind  of f o r c e ,  b a c k e d  by a c o n t r a c t  and wi th  g r i e v a n c e  

p r o c e d u r e s .  A l l  r i g h t .  T h a t ' s  a g a i n  t a k i n g  the c o n t r o l  of th is  m o t i -  

v a t i o n  out of m a n a g e r i a l  h a n d s .  T h e  a c t i v i t i e s  of g o v e r n m e n t  in  

p u t t i n g  a f l o o r  of s e c u r i t y ,  t h r o u g h  u n e m p l o y m e n t  i n s u r a n c e  and  so  

f o r t h ,  u n d e r  the w o r k  f o r c e  of th i s  c o u n t r y ,  h a s  t e n d e d  to t ake  that  

m o t i v e  out of the e f f e c t i v e  c o n t r o l  of m o s t  m a n a g e r s .  

W h e n  I w a s  s e r v i n g  in  the  Navy  d u r i n g  the w a r ,  I u s e d  to t a lk  th i s  

th ing  o v e r  w i th  m y  e x e c u t i v e  o f f i c e r ,  who w a s  qu i te  a s t u d e n t  of m o t i v a -  

t ion,  and  he  s a id :  "You  know,  the A r m e d  F o r c e s  a r e  l o s i n g  t h e i r  b ig  

a d v a n t a g e .  O n c e  they  cou ld  o f f e r  e c o n o m i c  s e c u r i t y ,  p e n s i o n  s y s t e m s ,  

and  so f o r t h .  Now a l l  o t h e r  a r e a s  of e m p l o y m e n t  a r e  c a t c h i n g  up wi th  

u s .  We can  no l o n g e r  u s e  tha t  a s  a p r i m a r y  m o t i v a t i o n  f o r  g e t t i n g  

c a r e e r  w o r k .  W e ' l l  h a v e  to a p p e a l  to o t h e r  n e e d s  and  o t h e r  m o t i v a -  

t i ons  of m e n  if w e ' r e  r e a l l y  go ing  to bu i ld  a c a r e e r  o r g a n i z a t i o n .  " 
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He was  t a l k i n g  about  the  s a m e  th ing  I a m  t a l k i n g  abou t  r i g h t  now; 

and  ye t  w h e n  you  look  at  m a n a g e m e n t  t h e o r y  and  p r a c t i c e  the a s s u m p -  

t ion  that  th i s  i s  the m a j o r  m o t i v a t i o n  to be  t apped  and  c o n t r o l l e d  in 

s t i m u l a t i n g  and  d i r e c t i n g  the e f f o r t s  of m e n ,  th i s  no t i on  of e c o n o m i c  

m a n  i s  s t i l l  a v e r y ,  v e r y  p o w e r f u l  one ,  and  m a n y  of o u r  m a n a g e m e n t  

t h e o r i e s  have  b e e n  bl , i ] t  on  i t - - t h a t  th i s  i s  the m a j o r  n e e d  s y s t e m - -  

the  n e e d  f o r  e c o n o m i c  s u r v i v a l ,  the  m a i n t e n a n c e  of e c o n o m i c  s u b s i s t -  

e n c e ,  o r  the a u g m e n t a t i o n  of e i t h e r  e c o n o m i c  i n c o m e  o r  s e c u r i t y .  

M a n y  wou ld  s a y  t r a d i t i o n a l l y  tha t  i s  the  m a j o r  tool ;  and  I ' m  s a y i n g  it  

i s  not  the  on ly  one ,  b e c a u s e  the  s t u d e n t s  of h u m a n  m o t i v a t i o n  have  

s h o w n  that  tha t  i s  a f a r  too s i m p l e  e x p l a n a t i o n  of why  p e o p l e  b e h a v e  

a s  they  do, of why  p e o p l e  a r e  m o t i v a t e d  to a c t  in one  w a y  o r  a n o t h e r .  

It is  not  on ly  the t h e o r e t i c a l  c r i t i q u e ;  i t  i s  a l s o  the  f ac t  that  p r a c t i c a l l y ,  

g o v e r n m e n t ,  l a b o r ,  and p r o s p e r i t y  m a r k e t s  h a v e  t a k e n  that  m o t i v a t i o n  

s o m e w h a t  e f f e c t i v e l y  out of the c o n t r o l  of the  m a n a g e r s  of h u m a n  b e -  

h a v i o r .  ItYs no l o n g e r  a v a i l a b l e  to t h e m  to c o n t r o l .  

L e t ' s  t ake  a n o t h e r  one .  I th ink  i t  i s  t r u e  tha t  m a n y  p e o p l e  h a v e  

a n e e d  to r i s e  in  s t a t u s ,  in  p o s i t i o n ,  w i t h i n  the o r g a n i z a t i o n  in  w h i c h  

they  w o r k .  T h e  s t r e n g t h  of th i s  n e e d  d i f f e r s  f r o m  p e r s o n  to p e r s o n .  

S o m e  p e r s o n s  wou ld  r a t h e r  r e m a i n  a n o n c o m  than  to a t t e m p t  to go 

h i g h e r .  But  o t h e r  p e o p l e  a r e  s t r o n g l y  m o t i v a t e d  by a n e e d  to m o v e  

u p w a r d  in  the  s t a t u s  s y s t e m  of an  o r g a n i z a t i o n .  
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N o w ,  o t h e r  t h e o r i e s  o f  m a n a g e m e n t  b e h a v i o r  h a v e  c o u n t e d  o n  t h i s  

m o t i v a t i o n :  I a m  n o t  d e n y i n g  t h a t  e i t h e r  t h e  e c o n o m i c  m o t i v a t i o n  o r  

t h i s  o n e  a r e  r e a l .  I ' m  s a y i n g  t h e y  a r e  r e a l .  B u t  t h e y  c o u n t  o n  t h i s  

a s  p r i m a r y  a n d  s o  t h e  m a i n  b a s e  t h a t  w e  u s e  i n  i n f l u e n c i n g  a n d  d i r e c t -  

i n g  t h e  b e h a v i o r  o f  o t h e r s  i s  e i t h e r  t h e  p r o m i s e  o f  p r o m o t i o n  o r  t h e  

t h r e a t  o f  n o n p r o m o t i o n  o r  e v e n  d e m o t i o n .  N o w ,  I a m  n o t  s a y i n g  t h o s e  

a r e  n o t  s o m e t i m e s  e f f e c t i v e ,  j u s t  l i k e  IVm n o t  s a y i n g  t h a t  t h e  t h r e a t  

o f  l o s s  o f  j o b  o r  t h e  p r o m i s e  o f  r a i s e  i n  p a y  i s  n o t  e f f e c t i v e .  B u t  

t h i s  i s  a t w o - e d g e d  s w o r d .  

I n  a c o m p e t i t i v e  p r o c e s s  l e a d i n g  to  p r o m o t i o n ,  f o r  e v e r y  o n e  p e r s o n  

w h o  s u c c e e d s ,  y o u  m a y  h a v e  a d o z e n  o r  m o r e  w h o  d o n ' t  s u c c e e d .  So  

w h i l e  t h i s  c a n  b e c o m e  a n  e f f e c t i v e  m o t i v a t i o n ,  t he  v e r y  f a c t  t h a t  m o s t  

o r g a n i z a t i o n s  h a v e  a k i n d  of  a p y r a m i d a l  s t r u c t u r e ,  e x c e p t  t h e  M e x i c a n  

A r m y ,  b y  r e p u t e  m e a n s  t h a t  f o r  e v e r y  p e r s o n  w h o  c a n  b e  c o n t i n u a l l y  

m o t i v a t e d ,  o t h e r  p e o p l e  a r e  r e n d e r e d  i n c r e a s i n g l y  a p a t h e t i c  a n d  d e n i e d  

t h e  n e e d  s a t i s f a c t i o n  i f  y o u  d e p e n d  o n  t h i s  a s  a m a j o r  e m p h a s i s  o r  a s  

e v e n  a s o l e  o r  p r i m a r y  e m p h a s i s  i n  t h e  m o t i v a t i o n a l  s y s t e m  to t h e  

n e e d  s y s t e m s  t h a t  y o u  t ap  a s  m a n a g e r s .  

So h e r e  a r e  t w o  v e r y  p o w e r f u l  m o t i v e s - - f o r  e c o n o m i c  g a i n  o r  t h e  

l o s s  of  e c o n o m i c  g a i n  a n d  f o r  r i s e  i n  s o c i a l  s t a t u s ,  w h i c h  m e e t  t h e  

n e e d s  of  s o m e  p e o p l e  i n  d i f f e r e n t  d e g r e e s ,  b u t  t h e y  a r e  m o r e  a n d  m o r e  

b e i n g  q u e s t i o n e d  b y  b o t h  s t u d e n t s  o f  m a n a g e m e n t  a n d  b y  p r a c t i t i o n e r s  

o f  m a n a g e m e n t .  
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Wel l ,  w h e r e  do you  t u r n ?  H e r e  theyYre e v e n  b e g i n n i n g  to th ink  that  

p s y c h o l o g i s t s  h a v e  s o m e t h i n g  to s a y  to p r a c t i c a l  m e n ,  b e c a u s e  t hey  h a v e  

b e e n  s a y i n g  f o r  t h e s e  m a n y  y e a r s  that  t h e r e  a r e  m a n y  m o r e  m o t i v e s  t han  

t h e s e .  But  you  h a v e  to s e t  up o r g a n i z a t i o n s ,  and  you  h a v e  to l e a r n  to 

f u n c t i o n  w i t h i n  an  o r g a n i z a t i o n ,  in d i f f e r e n t  w a y s  if you  a r e  go ing  to tap 

m o t i v a t i o n s  o t h e r  than  t h o s e  that  a r e  the  o v e r s i m p l i f i e d  n o t i o n s  of " r e a l  

m o t i v a t i o n s "  of i n d i v i d u a l s .  

And  m o r e  and  m o r e  I th ink,  as  I r e a d  m a n a g e m e n t  l i t e r a t u r e  and  

a s  I w o r k  wi th  m a n a g e r s ,  that  t hey  a r e  b e g i n n i n g  to th ink  of two o t h e r  

m o t i v a t i o n s  tha t  c a n  be  t apped  if  you  c a n  l e a r n  how to do it  a s  m a n a g e r s .  

W a s  s o m e b o d y  t a l k i n g  to you  about  the H a w t h o r n e  e x p e r i m e n t s  th i s  

m o r n i n g ?  
I 

C O L O N E L  SILLS:  Y e s .  

DR. BENNE: What  n e e d s  of p e o p l e  did t h o s e  e x p e r i m e n t s  h i g h -  

l i g h t ?  Wel l ,  y o u  c a n  t a lk  abou t  it in  d i f f e r e n t  w a y s .  ( w r i t i n g  on b l a c k -  

b o a r d )  " T h e  n e e d  to b e l o n g  to a g r o u p  of w h i c h  you  a r e  p r o u d  and  in 

w h i c h  you  count  f o r  s o m e t h i n g .  " And  w i t h i n  the b e a u t i f u l l y  e n g i n e e r e d  

s y s t e m  of job a l l o t m e n t  and  c l a s s i f i c a t i o n  the  s t u d e n t s  of W e s t e r n  

E l e c t r i c - - a n d  th i s  ha s  b e e n  b o r n e  out  at  a l l  h e i g h t s - - w h a t  k ind  of 

o r g a n i z a t i o n  g r o w s  up to s u p p l e m e n t  the f o r m a l  o r g a n i z a t i o n ?  An  

i n f o r m a l  o r g a n i z a t i o n  of p e o p l e  who band  t o g e t h e r  to s e r v e  o t h e r  n e e d s  

than  those  tha t  a r e  w r i t t e n  in to  the  s t r i c t  a n a l y s i s  of d u t i e s ,  r e s p o n s i -  

b i l i t i e s ,  and  job s h e e t  p e r f o r m a n c e .  

15 



ThatTs a p o w e r f u l  th ing .  T h e  s t u d i e s  of S a u p h e r  and  o t h e r s  of the 

A m e r i c a n  s o l d i e r ,  f o r  e x a m p l e ,  I th ink  m a k e  th i s  po in t .  W h e r e  did 

m o s t  e n l i s t e d  m e n  in  the A r m y  get  t h e i r  f e e l i n g s  of i d e n t i f i c a t i o n  and  

l o y a l t y  o r  t h e i r  o p p o s i t e  to the A r m y ?  Was  i t  to the A r m y  a s  a w h o l e ?  

No.  It was  to t h e i r  own i m m e d i a t e  ou t f i t .  And if they  c o u l d  get  a s e n s e  

of b e l o n g i n g ,  and  if  t hey  coun t  f o r  the guys  in  t h e i r  s q u a d  o r  t h e i r  c o m -  

pany ,  t hen  the A r m y  was  a p r e t t y  good p l a c e .  T h i s  a t t e m p t  to s p r a y  on 

l o y a l t y  to an  a g e n c y  f r o m  the top and n e g l e c t  wha t  i s  h a p p e n i n g  in  the 

i m m e d i a t e  g roup  l i f e  I th ink r u n s  a g a i n s t  a l l  of t h e s e  t h ings  we  a r e  

s a y i n g .  Not  that  P . R .  at  the top isnTt i m p o r t a n t ,  but  i t  w i l l  f a l l  on 

s t o n y  g r o u n d  p r e t t y  l a r g e l y  u n l e s s  s o m e t h i n g  is  h a p p e n i n g  to d e v e l o p  

i e a d e r s  t h r o u g h o u t  the o r g a n i z a t i o n  that  c a n  tap this  m o t i v a t i o n  of 

p e o p l e  to b e l o n g  to a n  out f i t  of w h i c h  they  a r e  p r o u d  and  in  w h i c h  t hey  

coun t  f o r  s o m e t h i n g .  
\ 

So I th ink  a lot  of m a n a g e m e n t  h a s  b e e n  i m p r e s s e d .  TheyTre  t u r n -  

ing  f r o m  the  e x c l u s i v e l y  e c o n o m i c  o r  s t a t u s  s t r i v i n g  m o t i v a t i o n - - n o t  

tha t  t h o s e  s t i l l  donl t  h a v e  t h e i r  p l a c e - - b u t  theyTre  t u r n i n g  to th ink:  How 

c a n  we tap th i s  deep  m o t i v a t i o n  of p e o p l e .  And,  of c o u r s e ,  tha t  ha s  

t u r n e d  t h e m  d i r e c t l y  to t h i n k i n g  abou t  the r e l a t i o n s h i p  of p e o p l e  and  

the  r e l a t i o n s h i p  l a t e r a l l y  a m o n g  the p e o p l e  in  an  o r g a n i z a t i o n ,  a s  

w e l l  as  up and  down the l i n e - - t h e  r e l a t i o n  of the  s t a t u s  l e a d e r  to the 

p e o p l e  u n d e r  h i m ,  

the o r g a n i z a t i o n .  

as  w e l l  a s  the  r e l a t i o n  at  the s a m e  t i e r  l e v e l  in  
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How do we really learn to build and develop this in our organiza- 

tion? And that puts a new demand on them. Oh, I'm sure many man- 

agers, many leaders almost naturally work this way. I'm sure that's 

true. This is not a new thing. But if a person doesn't sort of naturally 

work that way, how can you help develop him, with the understanding 

and the skills to build groups which will satisfy and tap this need of 

people and at the same time keep the group alive to the job and work 

demands of the organization of which he is a part? 

Now, let me repeat. It isn't just because it's being nice to people, 

or that we want to make just a happy ship that doesn't do its work well. 

Those ideas of human relations, I think, are vulgarizations of human 

relations. They belong better in Norman Vincent Peale's sermons and 

Dale Carnegie's inadequate book than they do in any sober treatment of 

human relations. The organization still has work to do which requires 

the combined efforts of people. And that is the primary reason they 

operate. But how can we tap the motivations of people when some of 

these traditional motivations, either are two-edged swords, like the 

competitive striving for motivation as the primary motor, or the 

threat of economic dismissal or the threat of nonraise of pay? Where 

are you going to turn to get the motivation which is necessary to get 

people into an organization that will both do its work and still satisfy 

other needs ? 
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It's a practical condition, gentlemen, and not just a "do good" story 

that has led management, I think, not primarily through humanitarian 

motives, although I think this squares better with some of our humani- 

tarian motives than some of the others. I think that's true too, and 

that's a bonus--but it's practical, not because they have read books and 

found out that the oversimplification of economic motives was just not 

borne out by any studies--it wasn't either theoretieal or moral. It was 

practical failure of management principles built exclusively upon in- 

adequately narrow eonceptions of motivation that has led students and 

practitioners of management to turn to other motives. 

Let me get another one up here (writing on blackboard "2. Need to 

grow and learn. ") Every healthy person wants to grow in some way, 

wants to learn something. They may not want to learn what we want 

them to learn. And then we immediately say they're lazy, apathetic. 

They're just tired. Over time they may have been--instead of tapping 

their own needs to grow and learn in whatever respeet as persons, they 

may eventually turn and resist our efforts to get them to grow and learn, 

but that isn't because there aren't other areas in which, if we are smart 

enough to listen and find out, that people want to be better in their per- 

formance than they now are. 

And a lot of effort is going on in management circles generally now 

to say, not, "How can we turn over to our training department the 
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m a n a g e m e n t  of th i s  t h i n g ? "  but ,  "How c a n  we h a n d l e  o u r  w o r k i n g  r e l a -  

t i o n s h i p s  r i g h t  in  the o r g a n i z a t i o n  so t h e r e  a r e  o p p o r t u n i t i e s  f o r  g r o w t h  

and  l e a r n i n g  r i g h t  in  th is  o n - g o i n g  l i ne  o p e r a t i o n  of o u r  a c t i v i t y ? "  

We a r e  a s k i n g  m a n a g e r s  now to b e g i n  to th ink  not  on ly  a s  g r o u p  

d e v e l o p e r s  and g r o u p  l e a d e r s ,  but  a l s o  in  a s e n s e  a s  e d u c a t o r s .  And 

the  d i m e n s i o n  of l e a d e r s h i p  w h i c h  has  to do not  a l o n e - - c e r t a i n l y  the  

p r i m a r y  one  is  s t i l l  to o r g a n i z e  the e f fo r t  to ge t  the job d o n e - - b u t  in  

a d d i t i o n  to that ,  how c a n  tha t  h a p p e n  and  at  the s a m e  t i m e  the  p e r s o n ,  

the l e a d e r ,  the m a n a g e r  p r o v i d e  the  c o n d i t i o n s  u n d e r  w h i c h  p e o p l e  c a n  

h a v e  a f e e l i n g  of l e a r n i n g  and  g r o w t h ?  

And so  to do that ,  m a n a g e r s ,  and  e s p e c i a l l y  l i ne  m a n a g e r s ,  h a v e  

to b e g i n  to th ink  l i k e  e d u c a t o r s  as  w e l l  as  c o o r d i n a t o r s  and  s t i m u l a t o r s  

of p r o d u c t i v e  e f fo r t .  And tha t  a g a i n  is  no a c c i d e n t ,  g e n t l e m e n .  T o d a y  

i t  i s  not  d i c t a t e d  p r i m a r i l y  by h u m a n i t a r i a n  m o t i v e s  o r  by  the  s t u d y  of 

the  l i t e r a t u r e  of p s y c h o l o g y  and  a n t h r o p o l o g y .  It  i s ,  r a t h e r ,  an  e f f o r t  

to say ,  "We m u s t  l e a r n  to tap as  m a n a g e r s  i n d i v i d u a l  m o t i v a t i o n s  o t h e r  

than  the t r a d i t i o n a l  o n e s ,  w h i c h  f o r  v a r i o u s  r e a s o n s  h a v e  b e e n  found  

w a n t i n g .  " And  that  i m m e d i a t e l y  pu t s  new d e m a n d s  upon  the  f u n c t i o n i n g  

of m a n a g e r s  a s  t hey  w o r k  w i th  the p e o p l e  they  a r e  l e a d i n g .  

L e t  m e  now j u s t  i n  a v e r y  s k e t c h y  f a s h i o n - - a n d  you  m a y  wan t  to 

c h e c k  t h i s - - t a l k  abou t  wha t  a r e  s o m e  of the i m p l i c a t i o n s  if  m a n a g e r s  

a r e  go ing  to b e g i n  to tap t h e s e  m o t i v a t i o n s ,  w h i c h  s e e m  to be  m o r e  
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a v a i l a b l e  to t h e m  u n d e r  p r e s e n t  e c o n o m i c  c o n d i t i o n s  than  s o m e  of the 

m o r e  t r a d i t i o n a l  m o t i v a t i o n s  on w h i c h  t r a d i t i o n a l  m a n a g e m e n t  t h e o r y  

and  p r a c t i c e  a r e  b a s e d .  Wha t  a r e  s o m e  of the  i m p l i c a t i o n s  of m a n a g e -  

m e n t  f o r  b e g i n n i n g  to bu i ld  upon  and  t app ing  t h e s e  m o t i v a t i o n s  of m e n  

( i n d i c a t i n g  the two on the b l a c k b o a r d ) ?  

I w o u l d  s a y  tha t  f i r s t  w e ' r e  go ing  to h a v e  to r e c o n s i d e r  tha t  p r e -  

c i o u s  o r g a n i z a t i o n  c h a r t  ( d r a w i n g  an  o r g a n i z a t i o n  c h a r t  on b o a r d )  and  

th ink  about  it  in  a d i f f e r e n t  w a y .  Is  th i s  f a m i l i a r ?  U n d e r  the s t r e s s  

of w o r k  s i m p l i f i c a t i o n  and  s c i e n t i f i c  m a n a g e m e n t  e m p h a s i s - - a n d  I ' m  

not  s a y i n g  it  i s  good o r  bad ,  but  b a s e d  on i t - - u n d e r  the s t r e s s  of tha t  

we  b e g a n  to th ink  of o r g a n i z a t i o n  a s  if  th i s  a l l o c a t i o n  of d u t i e s  and  

r e s p o n s i b i l i t i e s  and  c o n t r o l  w e r e  an  a c t u a l  d e s c r i p t i o n  of the w a y  b e -  

h a v i o r  f u n c t i o n s  in  tha t  o r g a n i z a t i o n  in  m a i n t a i n i n g  i t s e l f  and  g e t t i n g  

w o r k  done .  Of c o u r s e  the H a w t h o r n e  s t u d i e s  s h o w  tha t  tha t  " j u s t  a i n ' t  

t r u e .  " It d o e s n ' t  w o r k  that  way .  

L e t  m e  m a k e  one  a s s u m p t i o n  now.  H e r e  i t  s e e m s  to m e  tha t  the  

a s s u m p t i o n  i s  tha t  h e r e  ( i n d i c a t i n g  on c h a r t )  i s  a p e r s o n  in  c h a r g e ;  

and  at  e a c h  s t a g e  y o u  c a n  f ind  a n o t h e r  p e r s o n  in  c h a r g e ,  and  the 

p r i m a r y  r e l a t i o n s h i p  i s  b e t w e e n  th i s  p e r s o n  and  tha t  p e r s o n  down to 

t h e s e  p e r s o n s ,  e a c h  i n d i v i d u a l  job d e f i n e d  out of r e l a t i o n s h i p  wi th  
f 

the  p a r a l l e l  j o b s .  

body  e l s e ' s  t o e s .  

At l e a s t  you  t r y  to get  i t  so nobody  t r a m p s  on a n y -  

So th i s  i s  y o u r  job ,  th i s  i s  y o u r  job,  th is  i s  y o u r  
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job,  th is  i s  y o u r  job .  But  the  r e l a t i o n s h i p  i s  a l w a y s  p e r s o n  to p e r s o n  

to p e r s o n  to p e r s o n  to p e r s o n - - a  c h a i n  of i n d i v i d u a l s ,  c o m m u n i c a t i o n ,  

and  c o n t r o l .  

Now,  t h o s e  who have  s t u d i e d  the g r o w t h  of g r o u p  l i f e  w i t h i n  o r g a n i -  

z a t i o n s  a r e  g e t t i n g  a d i f f e r e n t  p i c t u r e  of the  o r g a n i z a t i o n  c h a r t .  ( d r a w -  

i ng  l i n e s  a r o u n d  b o x e s  so a s  to d i v i d e  t h e m  in to  g r o u p s ) .  T h e y  a r e  

b e g i n n i n g  to th ink  of the un i t  of o r g a n i z a t i o n  a s  b a s i c a l l y  a g r o u p  r a t h e r  

t han  an i n d i v i d u a l ,  the  g roup ,  of c o u r s e ,  b e i n g  m a d e  up of i n d i v i d u a l s - -  

in  w h i c h  th i s  g u y - - p i c k i n g  h i m  f o r  e x a m p l e - - i s  i n  the  g r o u p  wi th  h i s  

b o s s  and  h i s  o t h e r  d e p a r t m e n t  h e a d s  w h e r e  he  f u n c t i o n s  a s  a m e m b e r .  

But  h e ' s  a l s o  in  th i s  g roup  ( i n d i c a t i n g ) ,  m a d e  up of the p e o p l e  who r e -  

p o r t  to h i m ,  w h e r e  he  f u n c t i o n s  as  a d e s i g n a t e d  l e a d e r .  And  so  we  

c a n  th ink  of o r g a n i z a t i o n s  as  k ind  of l i n k e d  g r o u p s - - g r o u p s  of v a r i o u s  

k i n d s  l i n k e d  by  the  m a n a g e r i a l  p e r s o n  f r o m  l e v e l  to l e v e l .  

Now,  th i s  o r g a n i z a t i o n  c h a r t  c o n c e p t  i s  now a l m o s t  up to the po in t  

w h e r e  you  don ' t  e v e n  f e e l  r e s p e c t a b l e  u n l e s s  you  c a n  d r a w  a n  o r g a n i -  

z a t i o n  c h a r t  f o r  y o u r  p a r t i c u l a r  o p e r a t i o n .  But I th ink  w e ' r e  go ing  to 

h a v e  to r e c o n s i d e r  that  i f  we r e a l l y  wan t  to tap th i s  m o t i v a t i o n .  

Now,  wha t  i s  the  job of th i s  guy?  T h e  job of th i s  guy is  to l e a r n  

to f u n c t i o n  e f f e c t i v e l y  a s  a m e m b e r  wi th  h i s  b o s s  and  h i s  p e e r s ,  b e i n g  

ab l e  to get  a p i c t u r e  of m o r e  of the t o t a l  m i s s i o n  and d e m a n d  of the 

out f i t ,  b e i n g  ab l e  to r e p r e s e n t  the s t a t e ,  the c o n d i t i o n s ,  the  p r o b l e m s  

of h i s  uni t  to th is  h i g h e r - u p ,  and  in t u r n  b e i n g  ab l e  to bu i ld  a g r o u p  
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w h i c h  i s  w i l l i n g  to t ake  th i s  l a r g e r  po in t  of v i e w  in to  a c c o u n t  a s  p e o p l e  

t o g e t h e r  w o r k  out the  p r o b l e m s  of p r o d u c t i o n  at  t h e i r  p a r t i c u l a r  l e v e l  

of o r g a n i z a t i o n .  

So we  b e g i n  to put  upon  the m a n a g e r ,  the  n e e d  f o r  c u l t i v a t i n g  the  

s k i l l s  of h a n d l i n g  dua l  m e m b e r s h i p s .  And  m a n y  of the c o m m u n i c a t i o n  

b l o c k s  c o m e  w h e n  th is  guy m a y  be  so i d e n t i f i e d  w i th  this  g r o u p  tha t  he 

t a k e s  h i m s e l f  out  of m e m b e r s h i p  in  th i s  g r o u p :  I s n ' t  tha t  r i g h t ?  H e ' s  

on ly  a f r o n t  o f f i c e  m a n ,  and then  a lot  of the  t a lk  tha t  s h o u l d  get  to h i s  

e a r s  goes  on  a m o n g  t h e s e  guys  w i thou t  h i m  e v e r  h e a r i n g  i t .  C a n  tha t  

h a p p e n ?  T h e  o t h e r  d i s e a s e  i s  f o r  h i m  to b e c o m e  so m u c h  one of the 

b o y s  that  he  s h u t s  h i m s e l f  off r e a l l y  f r o m  any  i n f l u e n c e  wi th  h i s  p e e r s  

and  h is  s u p e r i o r s .  And  t h a t ' s  j u s t  a s  u n h e a l t h y - - t o  b e c o m e  one of the  

b o y s - - a s  i t  i s  to b e c o m e  one  of the  f r o n t  o f f i c e  a t  the e x p e n s e  of " m y  

b o y s . "  

How d o e s  he h a n d l e ,  how d o e s  he d e v e l o p ,  the  p e r s o n a l  s t a b i l i t y  

to h a n d l e  th i s  b u i l t - i n  dua l  m e m b e r s h i p ?  w h i c h  at  t i m e s  i s  go ing  to 

m e a n  c o n f l i c t  in  l o y a l t y ,  c o n f l i c t  i n  i d e n t i f i c a t i o n ,  and  y e t  he  m u s t  

l e a r n  to be  m a t u r e  e n o u g h  to h a n d l e  bo th  of t h o s e  m e m b e r s h i p s  and  

do j u s t i c e  to bo th .  How d o e s  he  d e v e l o p  the s k i ] ! s  of b e i n g  a n  e f f e c t i v e  

m e m b e r - - t h a t ' s  a n o t h e r  w a y  of p u t t i n g  i t - - a s  w e l l  a s  an  e f f e c t i v e  

l e a d e r  in  b u i l d i n g  and  d e v e l o p i n g  g r o u p s  w h i c h  m a y  s a t i s f y  th i s  n e e d  

to b e l o n g ?  
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A m  I ge t t i ng  t h r o u g h  at a l l  on t ha t ?  Tha t  b r e a k s  off in to  q u e s t i o n s  

fo r  m a n a g e m e n t  d e v e l o p m e n t  about  the s k i l l s  and the  u n d e r s t a n d i n g s  

and  the ab i l i t y  to a s s e s s  s e l f  in r e l a t i o n  to g roup  w h i c h  I th ink  now 

m a n a g e m e n t  p e o p l e  a r e  b e g i n n i n g  to  ta lk  about .  

L e t  m e  j u s t  ta lk  about  t h e s e  n a m e s ,  b e c a u s e  m y  t i m e  is  j u s t  p r a c -  

t i c a l l y  up. L e t  m e  n a m e  ju s t  a n o t h e r  coup le  of i m p l i c a t i o n s  fo r  th i s .  

I have  sa id  the f i r s t  i m p l i c a t i o n  is  the  n e e d  to r e c o n c e i v e  the  

p i c t u r e  of r e l a t i o n s h i p s  w i t h i n  an o r g a n i z a t i o n .  And whi l e  i n d e e d  

th i s  o r g a n i z a t i o n  c h a r t  as  a p i c t u r e  of l e g a l  r e s p o n s i b i l i t y  up and 

down the l i ne ,  i s  s t i l l  p r o b a b l y  a v e r y  u s e f u l  th ing  to h a v e  a r o u n d - -  

I ' m  not say ing ,  " T h r o w  t h e m  o u t " - - a s  a d e s c r i p t i o n  of how the  w o r k  

goes  on, i t  is  p r o b a b l y  one  c a l c u l a t e d  not to s t r e s s  th i s .  In  fac t ,  a 

guy w o r k i n g  wi th  the o ld  tab le  of o r g a n i z a t i o n s  would  say :  "My job is  

to get  the job of m y  outf i t  c l e a r l y  in  m i n d ,  to d iv ide  i t  up, and  t e l l  

th i s  guy what  h i s  p a r t  i s ,  and th is  guy what  h is  p a r t  i s ,  and th is  guy 

what  h i s  p a r t  i s .  " I s n ' t  that  r i g h t ?  

d e c i d e  t h e s e  t h ings .  T h a t ' s  m y  job.  

"I don ' t  b r i n g  t h e m  t o g e t h e r  to 

And, m o r e ,  if I b r i n g  t h e m  

together, 

that. " 

Well, 

they'll get to fighting about jurisdiction. I can't afford 

if you look at this (indicating blackboard) you'll have a dif- 

f e r e n t  no t ion .  Maybe  they  s h o u l d  ge t  t o g e t h e r  and c l e a r  t h e i r  m i n d s .  

Maybe  it w o n ' t  a l w a y s  be e a s y .  Maybe  they  wi l l  have  to f igh t  th ings  
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out.  But  i s n ' t  i t  b e t t e r  to f ight  i t  out in  pub l i c ,  wi th  s o m e  r e s p o n s i b i l i t y  

and,  I hope  of r a t i o n a l  o u t c o m e ,  and  bu i ld  a s t r o n g e r  g roup  as  a r e s u l t ;  

o r  do you ju s t  s t i l l  p e r s i s t  in  m a k i n g  it j u s t  a m a n - t o - m a n  o p e r a t i o n ?  

Wel l ,  I ' m  j u s t  s a y i n g  that  if you  take  th is  m o t i v a t i o n  s e r i o u s l y ,  y o u ' l l  

g ive  a d i f f e r e n t  a n s w e r  to what  th ings  shou ld  be  h a n d l e d  in  g r o u p s  and 

what  th ings  shou ld  be h a n d l e d  in  t w o - p e r s o n  s i t u a t i o n s  as  you f a c e  

o r g a n i z a t i o n a l  p r o b l e m s .  

Now le t  m e  get  one  o t h e r  i m p l i c a t i o n .  I s a i d  as  an a s s u m p t i o n  

that  the m o t i v a t i o n s  of p e o p l e  a r e  c o m p l e x  th ings ;  and  if we tend  to 

i m p o s e  ou r  own f i l t e r s  on e x p l a i n i n g  why a n o t h e r  guy i s  b e h a v i n g  as  

he  does ,  i t  m a y  be  a v e r y  o v e r s i m p l i f i e d  p i c t u r e .  S o m e t i m e s  it w i l l  

c l i ck .  S o m e t i m e s  we wi l l  hi t  i t  j u s t  r i g h t  b e c a u s e  w e ' r e  enough  l i ke  

h i m  that  i t  w o r k s .  I have  put m y s e l f  in  h i s  p l a c e  and,  by  gol ly ,  I ' v e  

doped  out what  i t  i s  t h a t ' s  w r o n g  wi th  h im,  w h e t h e r  h e ' s  do ing  too 

l i t t l e  o r  too m u c h .  

But s u p p o s e  it d o e s n ' t  c l i ck .  Suppose  y o u ' r e  enough  d i f f e r e n t  

f r o m  th i s  o t h e r  guy that  w h e n  you  t r y  to p r o j e c t  y o u r  own p i c t u r e  on 

why h e ' s  b e h a v i n g  as  he does ,  you m a k e  m i s t a k e s .  And  then  you bu i ld  

a c t i o n s  on y o u r  p i c t u r e  and you r e a l l y  d o n ' t  get  t h r o u g h  to h i m  at a l l .  

Not  on ly  a r e  you not  c o m m u n i c a t i n g ,  but  y o u ' r e  r a t h e r  i n e f f e c t i v e  

r e a l l y  in  i n f l u e n c i n g  h i m ,  in c h a n g i n g  h im,  in d i r e c t i n g  h i s  t h i n k i n g  

and his  a c t i o n s .  
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B u t  i t  s e e m s  to m e  t h a t  s o m e w h e r e  a l o n g  t h e  l i n e  t h e  m a n a g e r  i s  

g o i n g  to h a v e  to l e a r n  two  t h i n g s .  O n e  i s  to l e a r n  to s t r e t c h  h i s  n o t i o n  

o f  m o t i v a t i o n  to i n c l u d e  m o t i v a t i o n a l  p a t t e r n s  t h a t  a r e  q u i t e  d i f f e r e n t  

f r o m  h i s  o w n .  

I w a s  t a l k i n g  w i t h  G e n e r a l  H o u s e m a n  j u s t  b e f o r e  w e  c a m e  o v e r  

h e r e  a b o u t  t h e  d i f f i c u l t y  o f  t h e  a v e r a g e  e n g i n e e r  to a c c e p t  t h e  p l a c e  

o f  t h e  k i n d  of  a w e i r d  o r i g i n a l  g e n i u s  i n  s c i e n c e  a n d  e n g i n e e r i n g  a n d  

r e a l l y  l e a r n  f r o m  h i m  a n d  w o r k  w i t h  h i m .  H e  s a i d ,  " B u t  h e ' s  a 

s c r e w b a l l .  H e  j u s t  w o n ' t  p l a y  w i t h  t h e  t e a m .  " B u t  h e  m a y  h a v e  

t h e  i d e a  t h a t  w i l l  b r e a k  t h r o u g h  o n  s o m e  p r o b l e m  a n d  r e a l l y  g e t  i t  

s o l v e d ,  o r  e v e n  p u t  t h e  p r o b l e m  i n  a n e w  l i g h t  t h a t  h a s  a m u c h  b e t -  

t e r  o u t c o m e .  H o w  do  y o u  l e a r n  to w o r k  w i t h  t h e s e  c r a z y  p e o p l e ,  

b e c a u s e  e v e r y b o d y  i s  a l i t t l e  s t r a n g e  w h o  i s n ' t  l i k e  u s .  T h e  o l d  

Q u a k e r  s t o r y  a b o u t  " E v e r y b o d y ' s  q u e e r  b u t  m e  a n d  t h e e  a n d  s o m e -  

t i m e s  I t h i n k  t h e e  i s  a l i t t l e  q u e e r "  i s  j u s t  s o r t  o f  d e s c r i b i n g  t h e  

s o r t  of  u n t u t o r e d  r e a c t i o n  of  a l l  of  u s  t o w a r d  p e o p l e  w h o  d o n ' t  c l i c k  

a n d  a r e n ' t  m o t i v a t e d  q u i t e  i n  t h e  s a m e  w a y  w e  a r e .  H o w  d o e s  t h e  

m a n a g e r  s t r e t c h  h i s  n o t i o n  s o  h e  c a n  i m a g i n a t i v e l y  s e e  t h a t  t h e r e  

a r e  o t h e r  p a t t e r n s  t h a n  h i s  o w n  a n d  h o n e s t l y  t h e n  r e l a t e  to ,  l e a r n  

f r o m ,  a n d  g i v e  to  p e o p l e  o f  q u i t e  d i f f e r e n t  m o t i v a t i o n a l  p a t t e r n s ?  

T h a t ' s  s o m e t h i n g  t h a t  I t h i n k  h e  m u s t  l e a r n  to d o .  

So h e  h a s  to b e c o m e  a d i a g n o s t i c i a n  c o n t i n u a l l y  o f  n o t  j u s t  r e j e c t -  

i n g  t h e  g u y  a s  j u s t  c r a z y  w h e n  o u r  o w n  i n t e r p r e t a t i o n s  o f  h i s  b e h a v i o r  
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which are really projections of our own pretty much, don't fit, butbegin 

to take him as a puzzle and as a problem and try to understand why he 

is behaving that way. That doesn't mean you have to become like him. 

That's silly. You are what you are. 

So how do we become better diagnosticians, that stretch our naive 

notions that everybody is really like us? And then how do we find ways 

of setting up an environment in which a variety of people, guided by a 

general problem, can bring their different and unique efforts to bear 

upon a better clarification and solution? How do you build a community 

whichis notbought at the price of complete conformity, but a community 

that is built on the assumption and the acceptance of the fact of different 

talents, different specialties, and, indeed, different motivational sys- 

tems? How can the manager learn to build that kind of group? 

An odd thing is, a lot of that learning is not going to be just learn- 

ing about other folks. It's also the learning about me and what are my 

blind spots? What are my quirks? What are my tendencies to destort 

the motivations of other people in the image of my own? It seems to 

me a lot of management development is now moving toward finding ways 

of getting this sort of self-objectivity, self-understanding, and self- 

acceptance, not just in order to be a yogi, a sage, but in order to be- 

come a better diagnostician of people who happen to be different from 

us and a better organizer of efforts that are based upon the fact of 

difference, rather than upon a kind of dead level conformity of one 

kind or another. 
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T h a t ' s  m o r e  o r  l e s s  wha t  I have  to s a y  at  th i s  t i m e .  

C O L O N E L  SILLS:  G e n t l e m e n ,  D r .  B e n n e  is  r e a d y  f o r  y o u r  q u e s -  

t ions .  

QUESTION: I ' m  not  s u r e  w h e t h e r  you  c o v e r e d  it  o r  no t .  I h a v e n ' t  

h e a r d  i t  if you  did .  But  i t  s e e m s  to m e  that  you  h a v e  le f t  out  wha t  I 

r e g a r d  a s  the m o s t  i m p o r t a n t  m o t i v a t i o n  of a l l ,  and that  i s  p r i d e  of 

a c c o m p l i s h m e n t .  If y o u  c a n  bu i ld  in  the g roup  a p r i d e  of a c c o m p l i s h -  

m e n t - - a n d  p r a c t i c a l l y  e v e r y o n e  is  s u s c e p t i b l e  to t h i s - - i f  you  c a n  do 

that ,  y o u ' r e  in .  W e ' v e  got  a s o f t b a l l  t e a m  h e r e .  W e ' r e  go ing  to b e a t  

the  W a r  C o l l e g e .  W h y ?  Not  f o r  any  of t h e s e  r e a s o n s  but  j u s t  p r i d e  

of  a c c o m p l i s h m e n t .  

DR. BENNE: I th ink  t h a t ' s  a w f u l l y  i m p o r t a n t .  I s o r t  of t e l e s c o p e d  

that ,  and  I ' m  g lad  you  b r o u g h t  i t  out  so  I c a n  pu l l  i t  out .  

I put  tha t  t o g e t h e r  w i th  th i s  n e e d  to b e l o n g .  I s a i d  that  we n e e d  

to b e l o n g  to a g roup  that  i s  a c c o m p l i s h i n g  s o m e t h i n g  and  in  w h i c h  we  

coun t .  L e t  m e  s e p a r a t e  t h o s e  two th ings  now.  

T h u r s t o n  Deb l i n ,  tha t  e c c e n t r i c  e c o n o m i c  g e n i u s  in  A m e r i c a n  

e c o n o m i c  thought ,  w r o t e  a book  on the i n s t i n c t  of w o r k m a n s h i p ;  and  

he  a r g u e d  tha t  one  of the  m a i n  m o t i v e s  of p e o p l e  to w o r k  was  to do 

a good job of s o m e t h i n g  tha t  t hey  f e l t  r e a l l y  w a s  i m p o r t a n t ;  and  that  

m o r e  and  m o r e  the  o r g a n i z a t i o n  in  the 19th c e n t u r y  of i n d u s t r y  p a r t i c -  

u l a r l y ,  w i th  i t s  d i v i s i o n  of w o r k ,  i t s  s e p a r a t i o n  of w o r k  in to  p i e c e s ,  
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w a s  a l m o s t  r u n n i n g  a g a i n s t  th is  i n s t i n c t  of w o r k m a n s h i p .  He  w a s  w o n -  

d e r i n g  how we  c o u l d  r e c o v e r  th is  p r i m a r y  m o t i v a t i o n ,  wh ich ,  a s  he  

b e l i e v e d - - a n d  I th ink  he  w a s  r i g h t - - i n  the  d a y s  of the  c r a f t s  and  the 

c r a f t  gu i l d s  w a s  a m a j o r  m o t i v a t i o n ,  w h e t h e r  a p e r s o n  w a s  a s h o e -  

m a k e r ,  a c a r p e n t e r ,  a b u i l d e r  o r  w h a t e v e r  he h a p p e n e d  to be .  But  

in  the r a t i o n a l i z a t i o n  of i n d u s t r y ,  w i th  a l l  t h i s  d i v i s i o n  of l a b o r  that  

a c c o m p a n i e s  i t ,  the d i v i s i o n  of w o r k  in to  l i t t l e  p i e c e s ,  a lo t  of th i s  

w a s  b e i n g  d e s t r o y e d  in  that  f ac t .  I f u l l y  b e l i e v e  tha t .  

But  now I don ' t  th ink  w e ' r e  go ing  to go b a c k  to the po in t  w h e r e  

t h e r e  i s n ' t  d i v i s i o n  of l a b o r .  If a n y t h i n g ,  d i v i s i o n  of l a b o r  h a s  i n -  

c r e a s e d  r a t h e r  than  d e c r e a s e d  w i th  the g r o w t h  of s c i e n t i f i c  k n o w l e d g e  

and  i t s  a p p l i c a t i o n  in s c i e n c e  and  t e c h n o l o g y .  I s n ' t  tha t  t r u e ?  So how 

c a n  one r e c o v e r  the  i n s t i n c t  of w o r k m a n s h i p  and  s t i l l  be  the  s p e c i a l i s t ?  

I th ink  w e ' l l  do it t h r o u g h  a t e a m  that  i s  s h a r i n g  the k n o w l e d g e  of 

the  to t a l  p r o d u c t ,  of w h i c h  m i n e  m a y  be  a p a r t - - d o  you  get  the i d e a ? - -  

so  that  the n e e d  to b e l o n g  has  now a l m o s t  c o m e ,  in  m y  m i n d ,  to be  

a s s o c i a t e d  wi th  this  i n s t i n c t  of do ing  a good job .  

I ' m  g lad  you b r o u g h t  i t  out .  

do b e t t e r  w o r k  by  t h e m s e l v e s .  

T h e r e  a r e  s o m e  i n d i v i d u a l s  who c a n  

We w e r e  t a l k i n g  about  tha t  too.  And,  

a l t h o u g h  m o s t  of the m a j o r  a c c o m p l i s h m e n t s ,  bo th  in d e v e l o p m e n t  and 

in  p r o d u c t i o n ,  p r o b a b l y  a r e ,  e v e n  in  r e s e a r c h ,  go ing  to b e  i n c r e a s i n g l y  

t e a m  in c h a r a c t e r ,  t h e r e  s t i l l  i s  a p l a c e  f o r  the  guy who c a n  r e f l e c t  

and  th ink  and  c o m e  out  wi th  a n  u n c o n v e n t i o n a l  c o n s t r u c t i o n  on t h in gs .  
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T h e y  s t i l l  n e e d  the t e a m  to d e v e l o p  and  t e s t  the th ing ,  but  how a r e  you  

go ing  to f i t  h i m  in  so  they  don ' t  r e j e c t  h i s  i d e a s  out of hand ,  but  at  l e a s t  

l i s t e n  to t h e m  and then  put  t h e m  to the f u r t h e r  t e s t  of d e v e l o p m e n t ?  

I d o n ' t  know w h e t h e r  I ' m  c o m m u n i c a t i n g  o r  not ,  but  I th ink  I ' m  

t r y i n g  to s a y  that  m o r e  and  m o r e  the c o n d i t i o n s  of w o r k ,  not  on ly  on  

the p r o d u c t i o n  l i n e  o r  on the  e n g i n e e r i n g  d e v e l o p m e n t  s i d e ,  e v e n  b a c k  

to the r e s e a r c h  s i d e ,  have  m o r e  and  m o r e  r e f l e c t e d  th is  i n c r e a s e  in  

s p e c i a l i z a t i o n .  So how c a n  we r e c o v e r  th i s  i n s t i n c t  of w o r k m a n s h i p  

f o r  i n d i v i d u a l s  w i t h i n  a t e a m  e f fo r t  w h i c h  s i m u l t a n e o u s l y  s a t i s f i e s  

n e e d  to b e l o n g  and  the n e e d  fo r  the b e s t  m e a n s  of a c c o m p l i s h i n g  s o m e -  

t h ing?  

QUESTION: We r e a d  in o u r  r e a d i n g  a s s i g n m e n t  tha t  the s o c i a l  

s c i e n c e  of h u m a n  r e l a t i o n s  is  abou t  25 y e a r s  o ld  and ye t  p e o p l e  have  

b e e n  p r e t t y  s m a r t  f o r  about  2 , 0 0 0  y e a r s .  I n o t i c e  that  w h e n e v e r  we  

have  a r e c e s s i o n  and  the  a p p r o p r i a t i o n s  a r e  cu t  b a c k ,  t hey  a l w a y s  

cu t  b a c k  on p e r s o n n e l  a d m i n i s t r a t i o n  f i r s t .  I s n ' t  th i s  r e a l l y  a c a j o l i n g  

of p e o p l e  to ge t  th ings  done  in  the a f f l u e n t  s o c i e t y ?  

DR.  B E N N E :  Y e s .  I th ink  I ' d  a p p r o a c h  tha t  q u e s t i o n  th i s  way :  

I s t i l l  b e l i e v e  that  o r g a n i z a t i o n s  e x i s t  to p r o d u c e  and  a c c o m p l i s h  

t h ings .  M a n y  e f f o r t s  to c o n c e i v e  h u m a n  r e l a t i o n s  a s  s o m e t h i n g  we 

do on  the e d g e  and  p e r i p h e r y  of t h i n g s - - I  know a c o m p a n y  tha t  h a s  

a p p o i n t e d  a v i c e  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 .  To m e  
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t h a t ' s  j u s t  c r a z y .  If t hey  b e l i e v e  they  c a n  t u r n  o v e r  to a n o t h e r  d e p a r t -  

m e n t  h u m a n  r e l a t i o n s  and l e t  the w h o l e  o r g a n i z a t i o n  of p r o d u c t i o n  up 

and  down  the l i n e  be  u n a w a r e  of h u m a n  r e l a t i o n s  f a c t o r s  a s  t h e y  a f f e c t  

p r o d u c t i v i t y  o r  not ,  then  I t h ink  you  h a v e  a m a n a g e r i a l  m i n d  tha t  i s  

s t i l l  t r y i n g ,  not  to c h a n g e  the w o r k  l i f e  of the o r g a n i z a t i o n ,  but  t r y i n g  

to put  i t  on, l i ke  a l m o s t  a b e a u t y  p a r l o r  o r  c o s m e t i c  n o t i o n - - " W e ' l l  

add  a d e p a r t m e n t  of h u m a n  r e l a t i o n s  that  w i l l  m a k e  p e o p l e  s m i l e  and  

b e  d e s p e r a t e l y  h a p p y " - - s o m e  of t h o s e  s m i l e s  a r e  s o r t  of p a s t e d  on,  

you  k n o w - - " b u t  w e ' l l  n e v e r  le t  i t  ge t  c l o s e  c o n s i d e r a t i o n  in  p l a n n i n g  

a job,  w e ' l l  n e v e r  l e t  t h o s e  h u m a n  r e l a t i o n s  c o n s i d e r a t i o n s  c o m e  r i g h t  

a l o n g  as  an  i m p o r t a n t  p a r t  of b u i l d i n g  and m a i n t a i n i n g  o u r  o r g a n i z a t i o n ,  

a s  w e l l  a s  o r g a n i z i n g  fo r  th i s  job  that  we h a v e  to do.  " You  s e e ,  I 

th ink  we s t i l l  a r e  k e e p i n g  t h e m  a p a r t .  A lo t  of m a n a g e r s ,  I think,  a r e  

g iv ing  h u m a n  r e l a t i o n s  s t u d i e s  a bad  n a m e  by  a s s i g n i n g  t h e m  to b e a u t y  

p a r l o r s  r a t h e r  than  s a y i n g :  "How c a n  m y  l i ne  m a n a g e r s  r e a l l y  d e v e l o p  

the u n d e r s t a n d i n g s  of m o t i v a t i o n  and  the s e t t i n g  up of c o n d i t i o n s  w h i c h  

w i l l  bu i ld  on an  e l i t e  m o t i v a t i o n  r i g h t  in the m i d s t  of w o r k  and  p r o d u c -  

t i o n ? "  

I think that's a little of the problem. I don't think you can turn 

human relations training over to a training department and meanwhile 

let the old managers continue to operate in the same old ways in 

organizing for work. I think the main carriers of human relations 
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u n d e r s t a n d i n g  and t r a i n i n g  h a v e  to b e c o m e  the l i ne  m a n a g e r s  t h e m s e l v e s ,  

w h i c h  m e a n s  that  they  a r e  go ing  to have  to i n t r o d u c e  new d i m e n s i o n s ,  in 

a d d i t i o n  to t h e i r  t e c h n i c a l  c o m p e t e n c e ,  t h e i r  ab i l i t y  to o r g a n i z e  e f f e c t i v e l y  

fo r  w o r k ,  they  a r e  go ing  to have  to i n t r o d u c e  new d i m e n s i o n s  in to  the 

v e r y  p e r c e p t i o n  of t h e i r  r o l e .  Unt i l  that  h a p p e n s ,  i t  wi l l  r e m a i n  p e r i p h -  

e r a l  and  it  w i l l  be  the f i r s t  th ing  to g o - - " W e  have  b u d g e t a r y  p r o b l e m s ;  

therefore let's reduce personnel. " 

as a function of the line managers, 

If you get  i t  bu i l t  r i g h t  in to  the l i ne ,  

then  you wi l l  have  to f i r e  the w h o l e  

organization to get rid of human relations. 

QUESTION: It was driven home to us in basic school that loyalty 

starts at the top of an organization and works down; that you cannot 

have an organization loyal to you until you first demonstrate loyalty. 

How does management go about achieving this in competition with 

labor unions, which likewise are trying to get the loyalty of the em- 

ployees ? 

DR. BENNE: Let's go back to this (No. 2 on the blackboard). I'll 

bring the unions in at the last, because I believe they're a special case, 

but they're still not so awfully unusual. 

I have said that I think, if you're going to build loyalty to your 

immediate work unit, this cannot be done just with the foreman down 

with his men on the first line of supervision. It has to permeate the 

organization. So you have these centers of loyalty, with the man in 
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the m i d d l e  h a v i n g  to be  s t r o n g  enough  to m a i n t a i n  h i s  dua l  l oya l t y .  Tha t  

t h ing  has  to e v e n t u a l l y  p e r m e a t e  the  who le  o r g a n i z a t i o n ,  s i n c e  the  f o r e -  

m a n  i s  in  e f fec t  l o y a l  to the s e c o n d  l i n e  of s u p e r v i s i o n  group  to wh ich  he 

b e l o n g s ,  as  w e l l  as  h is  own outf i t ,  h i s  own w o r k  uni t ,  and s i m i l a r l y  up 

and  down the l i ne .  

You  can  do s o m e  of i t  at  the f i r s t  l i ne  l e v e l ,  but  t h e r e ' s  a l w a y s  a 

d a n g e r  that  i f  you c u l t i v a t e  l o y a l t y  too m u c h  h e r e ,  you  c u l t i v a t e  i t  at  

the  e x p e n s e  of l o y a l t y  to the l a r g e r  o r g a n i z a t i o n ,  u n l e s s  t h e r e  i s  the  

s a m e  k ind  of w o r k i n g  r e l a t i o n s h i p  g r o w t i n g  and d e v e l o p i n g  at e a c h  l e v e l  

of the o r g a n i z a t i o n .  

As  to that  f i r s t  p a r t  of y o u r  q u e s t i o n ,  if  I u n d e r s t a n d  y o u r  M a r i n e  

C o r p s ,  I would  a g r e e  that  t h a t ' s  the k ind  of i n t e r p r e t a t i o n  that  they  a r e  

pu t t i ng  on i t .  

Now, take  the l a b o r  un ions .  T h e s e  p e o p l e  don ' t  on ly  b e l o n g  to the 

g roup  in  w h i c h  they  w o r k .  Suppose  th is  is  the f i r s t  l i n e  ( d r a w i n g  on 

b l a c k b o a r d } .  T h e y  a r e  not  on ly  m e m b e r s  of th i s  g roup .  T h e y  a r e  a l s o  

m e m b e r s  of a n o t h e r  g roup  w h i c h  has  i t s  own o r g a n i z a t i o n ,  out  h e r e ,  

the  un ion .  It h a s  i t s  l e a d e r s h i p .  It h a s  i t s  o r g a n i z a t i o n a l  d e m a n d s  on 

p e o p l e .  So what  you f ind  i s  that  m e m b e r s  a r e  h a v i n g  to f a c e  t h i s  p r o b -  

l e m  of d i v i d e d  l o y a l t y  r i g h t  in  the  i m m e d i a t e  w o r k  s i t u a t i o n .  T h e y  a r e  

m e m b e r s  of the  un ion .  A r e p r e s e n t a t i v e  of  the un ion ,  u s u a l l y  c a l l e d  a 

shop s t e w a r d ,  i s  w o r k i n g  r i g h t  in  the  w o r k  s i t u a t i o n .  
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The foreman is excluded by law from belonging to a labor union. 

So the more the union builds loyalty to itse].f by opposition to the organ- 

ization, the more the foreman is separated from his men and the more 

he is unable to really approach them and say: "I want to belong to your 

group, although IVm not denying I also belong to the next higher group 

,, 
too in  de~ l i ng  wi th  you.  

Is  that  the k ind  of p r o b l e m  ? 

S T U D E N T :  Y e s .  

D R .  BENNE;  Now, I don ' t  t h i n k - - F i r s t  of a l l  IVd l i k e  to s a y  that  

that  i s n ' t - - I  h a v e  done  a lot  of e x p e r i m e n t a l  p i l o t  t r a i n i n g  of f o r e m e n .  

T h e y  s o m e t i m e s  b e g i n  to s e e  that  t h i s  i s  an u n u s u a l  c i r c u m s t a n c e ,  tha t  

u n i o n s  have  a l m o s t  b e c o m e  the e q u i v a l e n t  to, if  t h e y ' r e  m a n a g e m e n t -  

i d e n t i f i e d ,  they  b e c o m e  e q u i v a l e n t  to the  deviL. T h e y  don ' t  th ink  about  

i t  as a h u m a n  p r o b l e m .  I w o n d e r  if  t h i s  is  so  u n u s u a l .  

E a c h  of t h e s e  p e o p l e  a l s o  b e l o n g s  to a f a m i l y  g roup .  T h e s e  p e o p l e  

a l l  m a y  b e l o n g  to the  s a m e  c h u r c h ,  o r  they  m a y  b e l o n g  to d i f f e r e n t  

c h u r c h e s .  In o t h e r  w o r d s ,  e v e r y  t i m e  we d e a l  wi th  a p e r s o n ,  we  a r e  

d e a l i n g  wi th  s o m e o n e  who has  m e m b e r s h i p  in  a n u m b e r  of d i f f e r e n t  

a s s o c i a t i o n s .  The  p r o b l e m  of s e p a r a t e  and d i v i d e d  l o y a l t y  i s  not  

l i m i t e d  ju s t  to the  un ion  c a s e .  But f i r s t  l e t ' s  s e e  that  th i s  i s  the  

m o r e  g e n e r a l  p r o b l e m ,  wi th  i t s  own s p e c i a l  c h a r a c t e r i s t i c s .  And  I 

a l w a y s  u r g e  f o r e m e n  to r e c o g n i z e  that  they  don ' t  own a l l  t h e s e  m e n .  
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I'm against the totalitarian principle that says that any organization 

owns its members completely. They have other kinds of association-- 

in family, in church, and in whatever other associations they cultivate. 

So f i r s t  l e t ' s  a c c e p t  that .  

Now, how can  we ge t  new w o r k i n g  r e l a t i o n s  c u l t i v a t e d  b e t w e e n  the  

un ion  b u r e a u c r a c y  and the m a n a g e m e n t  b u r e a u c r a c y  at v a r i o u s  l e v e l s  ? 

So t h e r e  i s  n e e d  of s o m e  o p p o r t u n i t y  f o r  un ion  p e o p l e  to th ink  in  t e r m s  

of p r o b l e m s  of the  s u r v i v a l  of the  o r g a n i z a t i o n ,  b e c a u s e  in  a s e n s e  the  

u n i o n s  a r e n ' t  go ing  to s u r v i v e  u n l e s s  the  i n d u s t r y  they  w o r k  fo r  s u r v i v e s .  

But  how o f t en  i s  t h e r e  any  k ind  of o p p o r t u n i t y  to c o m m u n i c a t e  about  the  

p r o b l e m s  of the i n d u s t r y  e x c e p t  u n d e r  the  h i g h l y  s t y l i z e d  c o m b a t  s i t u a -  

t ion  of a n e g o t i a t i o n  s i t u a t i o n ?  

So I th ink  w e ' r e  r e a l l y  go ing  to b e g i n  to th ink  of i t .  W e ' r e  go ing  

to have  to open  up l i n e s  of c o m m u n i c a t i o n  b e t w e e n  un ion  o f f i c i a l s  at  

v a r i o u s  l e v e l s  and  m a n a g e m e n t  o f f i c i a l s  at v a r i o u s  l e v e l s  in  the c o n -  

text  of t h ink ing  about  the  i m p r o v e m e n t  and  p r o s p e r i t y  of ou r  o r g a n i z a -  

t ion  and not  j u s t  in  the  on ly  c o n t a c t  we m a k e  at t h o s e  t i m e s  w h e n  they  

a r e  t h e r e  by d e f i n i t i o n  in n e g o t i a t i o n  s i t u a t i o n s ,  wi th  s i d e s  d r a w n  up, 

a l m o s t  l i k e  a m e d i e v a l  j ous t  of k n i g h t s  in  a r m o r .  R e a l l y  t h a t ' s  a 

r a t h e r  f r a g i l e  bond  of c o m m u n i c a t i o n - - t o  a s s u m e  that  you can  h a v e  

any  k ind  of r a t i o n a l  c o m m o n  v i e w  d e s p i t e  the  a d m i t t e d  d i f f e r e n c e s  
d 

of i n t e r e s t  f o r  w h i c h  l a b o r  and m a n a g e m e n t  s tand .  
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I don ' t  th ink  you can  put  the  w h o l e  b u r d e n  on the f o r e m a n  a lone .  

I th ink  you shou ld  b e g i n  to ge t  the  k ind  of v i e w  that  un ions  a r e  h e r e  to 

s t a y  in  m o s t  l i n e s  of e m p l o y m e n t .  A l l  r i g h t .  How do we b r i n g  un ion  

l e a d e r s h i p  a long  wi th  m a n a g e m e n t  l e a d e r s h i p  in to  the  s t u d y  of and a 

m o r e  s t a t e s m a n l i k e  v i e w  of the  p r o b l e m s  of o u r  i n d u s t r y  and i t s  g r o w t h  

and i t s  p r o s p e r i t y ?  It s e e m s  to m e  that  if that  b e g i n s  to h a p p e n  up and 

down the l i ne ,  then  you  wi l l  b e g i n  to f ind  it e a s i e r  f o r  f o r e m e n  to w o r k  

wi th  l a b o r  un ion  m e m b e r s  who,  w h i l e  r e c o g n i z i n g  t h e i r  d i f f e r e n c e  of 

i n t e r e s t  at s o m e  po in t s  of  n e g o t i a t i o n ,  ye t  r e c o g n i z e  the  c o m m o n  i n -  

t e r e s t  of a p r o s p e r o u s  and t h r i v i n g  i n d u s t r y ,  b e c a u s e  if  the  i n d u s t r y  

f a l l s  on i t s  f ace ,  t h e y ' r e  go ing  to be  out of a job.  It c a l l s  f o r  c h a n g e s  

on  bo th  s i d e s - - w i t h i n  un ion  l e a d e r s h i p ,  I th ink,  as w e l l  as  on the s i d e  

of m a n a g e m e n t .  

QUESTION:  D o c t o r ,  would  you p r o j e c t  y o u r s e l f  f o r  a m i n u t e  in to  

a p o s i t i o n  of m a n a g e r s h i p  and t e l l  u s  how you  would  go about ,  i f  you  

w e r e  put  in  a top spot  in  an a g e n c y  o r  a b u s i n e s s ,  how you would  go 

about  i m p l e m e n t i n g  t h i s  h u m a n  r e l a t i o n s  f a c t o r  to m a k e  s u r e  that  i t  

s i f t e d  down to the v e r y  l o w e s t  l e v e l ,  and  what  d e v i c e s  you would  u s e  

f o r  i n s t i t u t i n g  t h i s  p r o g r a m ?  

D R .  B E N N E :  Wel l ,  at  t h i s  po in t  a l l  of you no doubt  have  y o u r  

s t e r o t y p e  of the  u n i v e r s i t y  p r o f e s s o r  who, w h e n  h e ' s  a s k e d  a d i r e c t  

q u e s t i o n ,  i n s t e a d  of a n s w e r i n g  it, b e g i n s  to qua l i fy  it  and  s p r o u t  t h r e e  
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q u e s t i o n s  w h e r e  one  a p p a r e n t l y  s i m p l e  q u e s t i o n  was  b e f o r e .  You  p r o b -  

ab ly  h a v e  that  s t e r e o t y p e  and i t  m a y  sound  that  I ' m  go ing  to do th i s .  

And m a y b e  I wi l l ,  but p l e a s e  r e m e m b e r  that  i t ' s  a c o m p l e x  of m o t i v a -  

t ions  that  i s  m o v i n g  m e  and not  j u s t  a s i n g l e  one .  

F i r s t  of al l ,  I ' d  h a v e  to know the s i t u a t i o n .  I ' m  w o r r i e d  about  

p a c k a g e  d e a l s  on s o m e  of t h e s e  t h i n g s - - t h o s e  that  you  can  s o r t  of 

w o r k  out o v e r  h e r e  and t h e n  say :  " T h i s  i s  j u s t  the  way  to do it,  b o y s :  

You  do 1, 2, 3, 4, 5 . "  Wel l ,  if  y o u ' r e  lucky ,  i t  m a y  w o r k .  

In m o s t  c a s e s  what  you have  le f t  out  i s  the  p e c u l i a r  h i s t o r y  and 

t r a d i t i o n  and  the  whole ,  what  you  m i g h t  ca l l ,  if  you  a c c e p t  the  t e r m ,  

the  p e r s o n a l i t y  of the  o r g a n i z a t i o n  wi th  w h i c h  y o u ' r e  dea l i ng ,  w h i c h  

g r o w s  r i g h t  out  of i t s  h i s t o r y  and  so on. 

So I would  f i r s t  of a l l  say ,  L e t ' s  b e g i n  to d i a g n o s e  what  s o m e  of 

t h e s e  p r o b l e m s  of ou r  o r g a n i z a t i o n  a r e ,  W h e r e  a r e  t h e r e  r e a d i n e s s e s  

in  our  o r g a n i z a t i o n ,  to b e g i n  to a d m i t  a l i t t l e  d i f f e r e n t  p a t t e r n  of o p e r -  

a t i on  than the t r a d i t i o n a l  one.  

I th ink  I would  s ay  p o s i t i v e l y  th i s :  that  I w o u l d n ' t  l i m i t  m y  v i e w  

to any one  l e v e l  of o r g a n i z a t i o n .  I have  s o m e  f e e l i n g  that  ou r  e f f o r t s  

to c o n v e r t  the head  of the o r g a n i z a t i o n  in  the  h o p e  that  th is  w i l l  t r i c k l e  

down, has  i t s  p r o b l e m s .  I th ink  t h a t ' s  a l i t t l e  b e t t e r  than  t r y i n g  to 

w o r k  at the  l o w e r  l e v e l  wi thou t  any  k ind  of o p p o r t u n i t y  f o r  the  p e o p l e  

at i n t e r v e n i n g  l e v e l s  to th ink  t h r o u g h  t h e i r  p a t t e r n s  of m a n a g e m e n t  

36 



organization, because all you do there is to influence them at the lowest 

level. You just make them unhappy people, who are likely to become 

cynical, because when they begin to operate differently, let's say, a 

foreman, his supervisor says: "What the hell. Quit worrying about 

the feelings of your men and get the job out. " He hasnTt had a chance 

to see that this may be a very important thing--to spend some time on 

at this point. So you have to work at various levels of the organization, 

and you have to find the pattern of resistances and readinesses, point 

them specifically, points where these fellows themselves feel dissat- 

isfied with their performance. They wish they could do a little dif- 

ferently. You begin to find these, and you begin to build, at least 

probably using the term multiple entry--I begin to probably get 

training programs going and that is pretty much the point where peo- 

ple are ready to think, because they have already felt the dissatisfac- 

tion. I would get some training started at various levels before I 

started any kind of cross-level type of grouping. 

Usual ly ,  if  i t ' s  v e r y  good t r a in ing ,  t h e y ' l l  beg in  to not only so lve  

a few l i t t l e  p r o b l e m s ,  but say,  "By golly,  t h e r e ' s  a n o t h e r  one that  I 

hadn ' t  thought of b e f o r e . "  If i t ' s  good t r a in ing ,  i t ' s  going to s t a r t  new 

p r o b l e m s ,  and i t ' s  going to begin  to s p r e a d  toward  r e c o n s i d e r i n g  o t h e r  

types  of th ings ,  Now, if you get this  going at s e v e r a l  l eve l s  in an o r g a n -  

zat ion,  and then ins t i tu t e  a p p r o p r i a t e  c o m m u n i c a t i o n  c r o s s - l e v e l ,  you 
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c a n  keep  s o m e  of  t h e s e  c h a n g e s  at d i f f e r e n t  l e v e l s  i n  s o m e  k ind  of 

c h e c k ,  t hen  I th ink  y o u ' r e  on y o u r  w a y .  

H e r e ' s  one  th ing  I wou ld  w a r n  you  about ,  though :  W h e n  w i l l  the 

n e e d  f o r  c o n t i n u a l  s t u d y i n g  of w a y s  of r e c o n s t r u c t i o n  of  the  r e l a t i o n -  

s h i p - - w h e n  i s  that  go ing  to e n d ?  To e x p e c t  tha t  a f t e r  we  h a v e  o u r  one  

b i g  t r a i n i n g  p r o g r a m ,  t hen  we c a n  s i t  b a c k  and  s t o p - - t h a t ' s  w h e r e  I 

th ink  a lot  of t h e m  fa i l .  

As  I s e e  i t ,  u n l e s s  s o m e t h i n g  h a p p e n s  to s l o w  down  th i s  r e l e n t l e s s  

a d v a n c e  of t e c h n o l o g i c a l  c h a n g e s ,  

p r a c t i c e ,  t r y i n g  out  n e w  p a t t e r n s ,  

t h i s  k ind  of c o n t i n u i n g  s t u d y  and  

i s  n e v e r  go ing  to s top .  If we  c a n  

a c c e p t  t h i s  a s  now a n e w  cond i t i on ,  i n  a s e n s e ,  of l i f e  u n t i l  the  w h o l e  

m o t o r  of t e c h n o l o g i c a l  a d v a n c e  i s  s h u t  off, 

s a y i n g ,  " T h i s  is  a t a s k  n e v e r  c o m p l e t e d .  " 

I t h ink  w e  h a v e  to b e g i n  by  

So tha t  e v e r y  o r g a n i z a t i o n  

i s  go ing  to h a v e  to b e c o m e  an  e d u c a t i o n a l  i n s t i t u t i o n  a s  w e l l  as  an  

o p e r a t i o n a l  i n s t i t u t i o n .  

Now,  I th ink ,  a s  I g a t h e r e d  f r o m  m y  w o r k  in  the  Navy ,  th i s  was  

no t  a n e w  c o n c e p t .  T h e y  f e l t  tha t  the w h o l e  s u r v i v a l  of the  o r g a n i z a -  

t ion  m e a n t  c o n t i n u a l l y  t r a i n i n g  p e o p l e ,  and  tha t  the  t r a i n i n g  r e s p o n s i -  

b i l i t i e s  f o r  the l i ne  o f f i c e r  w e r e  j u s t  a s  i m p o r t a n t  a s  h i s  c o m m a n d  and  

o t h e r  r e s p o n s i b i l i t i e s .  I a m  s u r e  tha t  i s  t r u e  of the  o t h e r  s e r v i c e s .  

Now I t h ink  t h a t ' s  no t  on ly  t r u e  of the  p r e p a r a t i o n  and u p g r a d i n g  

of p e r s o n n e l  to m a i n t a i n  the  o r g a n i z a t i o n .  I th ink  now i t ' s  go ing  to 

38 



h a v e  to e x t e n d  a l s o  to t r y i n g  new o r g a n i z a t i o n a l  p a t t e r n s  as  p r o b l e m s  

a r i s e .  So w e ' r e  not  on ly  t r a i n i n g  p e o p l e  to f i l l  the s l o t s .  W e ' r e  a l s o  

w o r k i n g  t o g e t h e r  to r e d e f i n e  the  s l o t s  f o r  w h i c h  p e o p l e  wi l l  be  u s e d .  

So i t ' s  not  a new i d e a  that  an o r g a n i z a t i o n  has  t oday  to p r o v i d e  f o r  

i t s  own s u r v i v a l  t h r o u g h  con t inua l  t r a i n i n g ,  as w e l l  as  c a r r y i n g  on i t s  

o p e r a t i o n a l  r e s p o n s i b i l i t i e s  sLrnu l t aneous ly .  So I th ink w e t l l  h a v e  to 

e x t e n d  it to not  on ly  g e t t i n g  p e o p l e  p r e p a r e d  f o r  s l o t s  that  a r e  a l r e a d y  

t rad i t ion~!1y  de f ined ,  but  I th ink w e ' l l  h a v e  to p r e p a r e  o u r s e l v e s  f o r  

r e t h i n k i n g  of wha t  the  new s l o t s  and n e w  r e l a t i o n s h i p s  a r e  in  o r d e r  to 

m e e t  u n p r e c e d e n t e d  c o n d i t i o n s ,  as w e l l  a s  the  u p g r a d i n g  of i n d i v i d u a l s  

to f i l l  t h o s e  s l o t s .  

Now, t h a t ' s  p r o b a b l y  a t yp i ca l  p r o f e s s o r i a l  a n s w e r .  

C O L O N E L  SILLS:  D r .  Benne ,  w e ' r e  go ing  to s top s o o n  to fil l  s o m e  

b a s i c  n e e d s - - l u n c h - -  

DR~ B E N N E :  T h e r e  a r e  t i m e s  When s o m e  n e e d s  b e c o m e  u p p e r m o s t .  

( laughing}.  

C O L O N E L  SILLS:  We ' l l  r e c o n v e n e  at 1:30, g e n t l e m e n ,  f o r  r o l e  

p l a y i n g .  
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