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Dr.  S c h u y l e r  D e a n  Hos l e t t ,  Vice  P r e s i d e n t ,  The  R e u b e n  H. 
D o n n e l l e y  C o r p o r a t i o n ,  r e c e i v e d  his  B . A .  d e g r e e  f r o m  P a r k  C o l l e g e ;  
M . A .  f r o m  Ohio State  U n i v e r s i t y ,  M . P . A .  f r o m  H a r v a r d  U n i v e r s i t y ,  
and h i s  Ph .  D f r o m  Ohio State  U n i v e r s i t y .  F o l l o w i n g  h is  f o r m a l  edu-  
ca t ion  and wa r  e x p e r i e n c e  he jo ined  the  f acu l ty  of C o r n e l l  U n i v e r s i t y ,  
b e c o m i n g  a s s o c i a t e  p r o f e s s o r  and a s s i s t a n t  d e a n  of the  School  of B u s i -  
n e s s  and Pub l i c  A d m i n i s t r a t i o n .  Dur ing  th i s  p e r i o d  he was g iven  the  
s p e c i a l  r e s p o n s i b i l i t y  fo r  c o u r s e s  d e s i g n e d  to t e a c h  the  bes t  A m e r i c a n  
m a n a g e m e n t  p r a c t i c e s  to F r e n c h  e x e c u t i v e s .  In 1951 he j o i n e d  the  
f acu l ty  of the  G r a d u a t e  School  of B u s i n e s s  at  C o l u m b i a  U n i v e r s i t y  and  
founded  and d i r e c t e d  the  E x e c u t i v e  P r o g r a m  in B u s i n e s s  A d m i n i s t r a t i o n  
a t  A r d e n  H o u s e - - a  s i x - w e e k  c o u r s e  fo r  s e n i o r  b u s i n e s s  e x e c u t i v e s .  In 
M a r c h  1955 he j o ined  The  R e u b e n  H. D o n n e l l e y  C o r p o r a t i o n  as  e x e c u -  
t i ve  a s s i s t a n t  to the  p r e s i d e n t  and in F e b r u a r y  1957 he  was e l e c t e d  to 
h is  p r e s e n t  pos i t i on .  He is the  au tho r  of m a n y  a r t i c l e s  and  books  on 
m a n a g e m e n t  d e v e l o p m e n t  and h u m a n  r e l a t i o n s ,  i n c l u d i n g  " H u m a n  F a c -  
t o r s  in M a n a g e m e n t ,  " now in its s ix th  p r i n t i n g  in the  Uni ted  S ta tes .  
This  v o l u m e  has  a l s o  b e e n  p u b l i s h e d  in G r e a t  B r i t a i n  and F r a n c e .  Th i s  
is  h is  f i r s t  l e c t u r e  at  the  I n d u s t r i a l  C o l l e g e .  
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C O L O N E L  REID~. G e n e r a l  Mundy ,  G e n t l e m e n :  You have  now l a id  
to  r e s t  C o l o n e l  Sy lv i a  and h i s  M a n a g e m e n t  C o m m i t t e e ,  S t a p l e s ,  R a m s e y ,  
and  Sloan .  You  a r e  a t  the  po in t  now w h e r e  you  can  a n a l y z e  h u m a n  r e -  
l a t i o n s  f a c t o r s ,  s e t  out the  p r o b l e m s ,  and  c o m e  up wi th  p r e t t y  good 
s o l u t i o n s ,  e v e n  if  t hey  do d i f f e r  once  in a w h i l e .  

B e f o r e  we  go in to  Bob Knowl ton  and h i s  f e s t e r i n g  p r o b l e m ,  l e t ' s  
p a u s e  and  t ake  a look  at  wha t  w a s  a c c o m p l i s h e d .  

The l e c t u r e  t o d a y  i s  on " E n l i g h t e n e d  H u m a n  R e l a t i o n s "  and a c t u -  
a l l y  t h i s  cou ld  p o s s i b l y  be  the  t i t l e  of t h i s  s e c t i o n  of the  F o u n d a t i o n s  
Uni t ,  E n l i g h t e n e d  H u m a n  R e l a t i o n s .  

O u r  s p e a k e r  t oday  has  a wide  b a c k g r o u n d  in t e a c h i n g  and in t r a i n -  
ing in h u m a n  r e l a t i o n s  in m a n a g e m e n t .  He is  p r e s e n t l y  the  v i c e  
p r e s i d e n t  of The  R e u b e n  H. D o n n e l l e y  C o r p o r a t i o n  in c h a r g e  of m a n a g e -  
m e n t  d e v e l o p m e n t .  I n c i d e n t a l l y ,  a s  we c a m e  up the  s t a i r s ,  he  l ooked  
out  the  w indow and  saw the  m o t o r - b o a t i n g  m a r i n a  out in  b a c k ,  so  I 
m i g h t  add  tha t  he  i s  a l s o  a m o t o r - b o a t i n g  e n t h u s i a s t  and f o r m e r l y  w a s  
a s a i l - b o a t e r .  He  i s  a c o l l e c t o r  of c l a s s i c a l  r e c o r d s  and of fo lk  m u s i c .  
And,  fo r  tha t  v e r y  s m a l l  m i n o r i t y  s t i l l  r e m a i n i n g  in th i s  c l a s s ,  D r .  
H o s l e t t  h a s  c o n t i n u e d  to r e m a i n  a b a c h e l o r .  

I t  i s  m y  p r i v i l e g e  and p l e a s u r e  to p r e s e n t  to you  fo r  h i s  f i r s t  a p -  
p e a r a n c e  a t  the  I n d u s t r i a l  C o l l e g e ,  D r .  S c h u y l e r  D. H o s l e t t .  D r .  
H o s l e t t .  

DR.  H O S L E T T :  G e n e r a l  Mundy ,  Co lone l  R e i d ,  G e n t l e m e n :  T h a n k  
you  v e r y  m u c h ,  C o l o n e l  R e i d ,  f o r  t ha t  g e n e r o u s  i n t r o d u c t i o n .  T h e r e  
a r e  s o m e  f a c t s  abou t  m y  l i fe  of w h i c h  I d i d n ' t  know you  w e r e  a w a r e .  

Tha t  r e m i n d s  m e  of a m a n  who  w a s  i n t r o d u c e d  in  a s i m i l a r  g e n -  
e r o u s  f a s h i o n .  H i s  c h a i r m a n  s a id  at  the  c o n c l u s i o n  of h i s  r e m a r k s  
in  p r e s e n t i n g  the  s p e a k e r ,  " In  add i t i on  to a l l  of h i s  q u a l i f i c a t i o n s ,  the  
s p e a k e r  t oday  h a s  m a d e  a m i l l i o n  d o l l a r s  in  the  o i l  b u s i n e s s .  " Now,  
a s  anybody  who i s  not  in the oi l  b u s i n e s s  k n o w s ,  tha t  i s  not  p a r t i c u l a r l y  
d i f f i cu l t ,  but  the s p e a k e r  w a n t e d  to c o r r e c t  t ha t  i m p r e s s i o n ,  so he 



sa id ,  " I  m u s t  c o r r e c t  the c h a i r m a n ' s  r e m a r k  at  that  point ,  b e c a u s e ,  
a c t u a l l y ,  g e n t l e m e n ,  i t  w a s n ' t  the  oi l  b u s i n e s s ,  i t  was  the  coa l  b u j i n e s s ;  
and  it w a s n ' t  a m i l l i o n  d o l l a r s  i nvo lved ,  it was  only  $100 ,000 ;  and i t  
w a s n ' t  I, i t  was  m y  b r o t h e r - i n - l a w ;  and he d i d n ' t  m a k e  i t ,  he l o s t  i t I "  

I m e n t i o n  tha t  to put t h e s e  r e m a r k s  t h i s  m o r n i n g  in  the  p r o p e r  
con tex t ,  to i n d i c a t e  tha t  the  p e r s o n  who  has  the  r e p u t a t i o n  i s  s o m e -  
t i m e s  not  ab le  to l ive  up ~o it and tha t  y o u r  s p e a k e r  a p p r o a c h e s  the  
s u b j e c t  in a l l  m o d e s t y .  My good f r i e n d ,  Mr .  E. F .  N e l s o n ,  v i c e  
p r e s i d e n t  of our  c o r p o r a t i o n  for  the  C h e s a p e a k e  and P o t o m a c  r e g i o n ,  
and who s u p p l i e s  you wi th  your  e x c e l l e n t  b u y e r s '  gu ide  in the  " y e l l o w  
p a g e s , "  has  of ten sa id  of m e ,  " Y e s ,  S c h u y l e r  H o s l e t t  i s  a m o d e s t  m a n ,  
but ,  then ,  S c h u y l e r  has  a lot  to be m o d e s t  a b o u t l "  

Th i s  i s  the  f i r s t  of t h r e e  po in t s  I would l ike  to d e v e l o p  in the  45 
m i n u t e s  we have  t o g e t h e r  th is  m o r n i n g :  "What  t r a i n i n g  and t e a c h i n g  
in  h u m a n  r e l a t i o n s  i s  not ,  o r  shou ld  not  be .  " ( T h i s  i s  j u s t  one m a n ' s  
op in ion ,  but  i t  m a y  s e r v e  to s t i m u l a t e  our  t h ink ing  and to p r e p a r e  us  
fo r  tha t  v e r y  d i f f i cu l t  c a s e  i nvo lv ing  Bob Knowl ton .  ) L e t  m e  say  i m -  
m e d i a t e l y  tha t  h u m a n  r e l a t i o n s  t r a i n i n g  canno t  do the job of chang ing  
p e r s o n a l i t y  c h a r a c t e r i s t i c s  in any d e e p  way.  

T h e r e  a r e  peop l e  in t h i s  coun t ry ,  and  s o m e  v e r y  p r o m i n e n t  b u s i -  
n e s s m e n  a m o n g  t h e m ,  who th ink  h u m a n  r e l a t i o n s  t r a i n i n g  shou ld  be  
ab le  to a c h i e v e  c h a n g e s  in  a m a n ' s  p e r s o n a l i t y .  Now, e x p e r i e n c e  
p r o v e s ,  as  we l l  as  e x p e r i m e n t a l  e v i d e n c e ,  tha t  th i s  jus t  i s n ' t  p o s s i b l e  
once  m e n  r e a c h  the age and m a t u r i t y  of t h o s e  of us r e p r e s e n t e d  in  
t h i s  r o o m .  We a r e  cond i t i oned  at a m u c h  e a r l i e r  age in  the  d e e p  way 
tha t  a f f ac t s  us  the  r e s t  of our  l i v e s .  

So we a r e  go ing  to  m a k e  that  poin t  qui te  c l e a r ,  tha t  t h i s  i s  not  the  
p u r p o s e  of h u m a n  r e l a t i o n s  t r a i n i n g .  We c a n ' t  do i t ,  and,  beyond  that ,  
g e n t l e m e n ,  if  we could do it p o s s i b l y  we w o u l d n ' t  know what  to doI In 
a l l  t he  s t u d i e s  of l e a d e r s h i p  t h e r e  i s  no th ing  v e r y  c o n c l u s i v e  in t e r m s  
of what  c h a r a c t e r i z e s  the  g r e a t  l e a d e r ,  o r  wha t  c h a r a c t e r i z e s  the  good 
l e a d e r ,  or  what  r e a l l y  d i f f e r e n t i a t e s  b e t w e e n  a l e a d e r  and a f o l l o w e r .  
Y o u ' v e  had tha t  e v i d e n c e  in y o u r  r e a d i n g ,  and pas t  s p e a k e r s  f r o m  th i s  
p l a t f o r m  at  t h i s  Co l l ege  have  g i v e n  e x p e r i m e n t a l  da ta  on th i s  s u b j e c t .  

Take  the  f a c t o r  of e m o t i o n a l  c o n t r o l  as  an e x a m p l e .  Is  the l e a d e r  
m o r e  e ~ o t i o n a l l y  c o n t r o l l e d  than  h i s  f o l l o w e r s ?  In g e n e r a l ,  how m a n y  
peop l e  th ink  he i s  ? (Show of hands .  ) How m a n y  peop le  th ink  that ,  in  
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general, a leader is less emotionally controlled than his followers ? 
(Show of hands.) A larger group believe that. How many people here 
believe that in general there is no particular difference on this point 
between leaders and followers? (Show of hands.) The largest group 

on the latter. 

We're got quite a mixture of opinion right here on that topic. But, 
as far as the evidence is concerned, what evidence there is suggests 
as indicated here, that some leaders have more emotional control than 
their followers, some have less, and a great many have about the 
same amount--no differentiation. So, if you are going to build up a 
pattern of selection for leadership, you can't use the emotional control 
as a factor to select the best leaders, because some of our best leaders 
in certain senses have very little emotional control. And, if you set 
up a selection pattern emphasizing emotional control, you would elim- 
inate those persons with all their qualities and all their contributions 

from the group. 

The same thing is true of the factor of dominance. Should a 
leader be dominant ? You know, in the accepted sense of the word, 
that some top management business executives pound the table and say, 
"I want it done this way," and, "Are there any questions ? "--and never 
entertaining any. There's that kind of dominance. Well, is a leader 
more dominant than followers? Some leaders are, some are less 
dominant, and some are about the same as their followers. 

Long-range and deep changes in personality take place through 
e x p e r i e n c e s  tha t  we cannot  s i m u l a t e  in  o r d i n a r y  t r a i n i n g  in  the  b u s i -  
n e s s  or  m i l i t a r y  s e n s e .  And,  as  I sa id ,  we d o n ' t  know what  we would  
b e  t r y i n g  to  do i f  we  cou ld  change  t h e s e  c h a r a c t e r i s t i c s .  About  the  
only c o n c l u s i o n  you can  c o m e  to,  g e n t l e m e n ,  in  a f a c e t i o u s  way,  a s  to 
the  d i f f e r e n t i a t i o n  b e t w e e n  l e a d e r s  and f o l l o w e r s - - o r  in  b u s i n e s s  t e r m s  
b e t w e e n  ~ e n i o r  e x e c u t i v e s  and j un io r  e x e c u t i v e s - - i s  t he  ~ t a t e m e n t  
tha t  in  g e n e r a l  s e n i o r  e x e c u t i v e s  a r e  h e a v i e r  t han  j u n i o r  e x e c u t i v e s !  

T h i s  r e m i n d s  m e  of the  s t a t e m e n t  a t t r i b u t e d  to  a n a t i o n a l  e d u c a -  
t i o n  a s s o c i a t i o n  s o m e  t i m e  ago,  exp l a in ing  tha t  c h i l d r e n  wi th  l a r g e r  
f e e t  r e a d  f a s t e r  than  c h i l d r e n  wi th  s m a l l e r  f ee t .  Of c o u r s e ,  g e n e r a l l y  
s p e a k i n g ,  c h i l d r e n  wi th  l a r g e r  f ee t  a r e  s o m e w h a t  o l d e r  than  c h i l d r e n  

wi th  s m a l l e r  f ee t !  

T h i s  i s  the  s e c o n d  point  I want  to  m a k e  about  h u m a n  r e l a t i o n s  in 
t e r m s  of wha t  i t  shou ld  no t  be:  h u m a n  r e t a t i o n s  should  not  have  as  



l o u  

i t s  so le  o b j e c t i v e  t e a c h i n g  peop le  to be n i ce  to e a c h  o t h e r  a l l  the  t i m e .  
By " n i c e "  I m e a n  p l e a s a n t ,  c o o p e r a t i v e ,  s m o o t h ,  u n d e r s t a n d i n g ,  p e r -  
m i s s i v e ,  a d j u s t a b l e  to the o t h e r  p e r s o n ' s  poin t  of v iew in e v e r y  s i t u a -  
t ion .  Now I want  to c l a r i f y  t h i s  so a s  not to l e a v e  the  i n t e r p r e t a t i o n  
tha t  I m e a n  that  t r a i n i n g  in h u m a n  r e l a t i o n s  shou ld  not  t e a c h  peop le  to 
be " n i c e : "  To s o m e  ex ten t ,  y e s .  But  t r a i n i n g  in  h u m a n  r e l a t i o n s  
m u s t  d i f f e r e n t i a t e  b e t w e e n  the  s i t ua t i ons  w h e r e  you a r e  p l e a s a n t ,  p e r -  
m i s s i v e ,  and u n d e r s t a n d i n g  and t hose  o t h e r  s i t u a t i o n s  w h e r e  you a r e  
s t r o n g ,  d i r e c t i v e ,  and e v e n  d o g m a t i c .  

As one w o r k s  in th i s  f i e ld  he f inds  tha t  m a n y  of the p r o b l e m s  in  
i n d u s t r i a l  and o t h e r  o r g a n i z a t i o n s  a r i s e  f r o m  the  f a c t - - n o t  tha t  peop le  
a r e  not n i ce  e n o u g h - - b u t  f r o m  the fac t  tha t  peop le ,  e s p e c i a l l y  s u p e r i -  
o r s  w o r k i n g  wi th  s u b o r d i n a t e s ,  wi l l  not  a lways  face  up to  the  h a r d  
p r o b l e m s  in h u m a n  r e l a t i o n s ,  the  ha rd ,  tough p r o b l e m s  b e t w e e n  a 
s u p e r i o r  and a s u b o r d i n a t e  or  a s u p e r i o r  and  his  s u p e r i o r .  Th is  i s  
s e e n  in m a n y  p l a c e s  in m a n y  d i f f e r e n t  k inds  of s i t u a t i o n s .  

F o r  e x a m p l e ,  t h e r e  is the  d i f f i cu l ty  e x p e r i e n c e d  in t a lk ing  to a 
s u b o r d i n a t e  about  s o m e  i n s t a n c e  of poor  p e r f o r m a n c e ,  s o m e  i n s t a n c e  
of d i s c o u r t e s y ,  s o m e  f a i l u r e  to fo l low t h r o u g h ,  s o m e  i n s t a n c e  of n e g -  
l e c t  of d e t a i l .  S u r p r i s i n g  as  it m a y  s e e m  to peop le  in the  m i l i t a r y ,  
m a n y  b u s i n e s s m e n  f r e t  and fus s  a long t i m e  b e f o r e  t hey  wi l l  t a lk  to  a 
s u b o r d i n a t e  f r a n k l y ,  openly ,  c l e a r l y  about  t h e s e  k inds  of p r o b l e m s .  
T h e r e  a r e ,  of c o u r s e ,  m a n y  peop le  who have  no t r o u b l e  in  do ing  th i s .  
(You m a y  know s o m e  of t h e m  !) But a g r e a t  m a n y  peop le  have  t h i s  
p r o b l e m .  

D o c t o r s '  r e p o r t s  in r e c e n t  y e a r s  have  i n d i c a t e d  tha t  a good m a n y  
s i c k  e x e c u t i v e s  a r e  s ick ,  in par t ,  and s o m e t i m e s  in l a r g e  pa r t ,  b e -  
c a u s e  of  the  t r o u b l e s  in c o m m u n i c a t i n g  and ge t t i ng  u n d e r s t a n d i n g w i t h  
s u b o r d i n a t e s ,  due to the  l ack  of backbone  to face  up to t h e s e  f aced  
p r o b l e m s  wi th  t h e i r  own peop l e .  

It i s  a l s o  i l l u s t r a t e d ,  g e n t l e m e n ,  in the  y e a r - e n d  p e r f o r m a n c e  
r e v i e w s  or  m e r i t  r e v i e w s .  Many s u p e r i o r s ,  at  l e a s t  in b u s i n e s s ,  f ind 
th i s  a v e r y  d i f f icu l t  and t r y i n g  p e r i o d  in t h e i r  l i ve s ,  when  they  have  to  
s i t  down wi th  a s u b o r d i n a t e  and w o r k  out wi th  h im  what  was  good about  
t h i s  p e r f o r m a n c e ,  in what  a r e a s  he n e e d s  to m a k e  i m p r o v e m e n t  in h is  
p e r f o r m a n c e ,  and to s u g g e s t  s o m e h o w  s o m e  c o n c r e t e  s t e p s  fo r  i m -  
p r o v e m e n t  d u r i n g  the  nex t  y e a r .  
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One r e a s o n ,  of c o u r s e ,  t hey  f ind i t  d i f f i cu l t  i s  tha t  d u r i n g  the  
c o u r s e  of the  y e a r  m a n y  of t h e s e  q u e s t i o n s  h a v e n ' t  b e e n  f a c e d  up to 
and d i s c u s s e d  t h o r o u g h l y .  T h a t ' s  why i t  i s  d i f f i cu l t  at  the end  of the  
y e a r  to say ,  "Wel l ,  y o u r  p e r f o n ~ i a n c e  was  bad in t h e s e  f a c t o r s , "  
when ,  d u r i n g  the  c o u r s e  of the  y e a r ,  you h a v e n ' t  b e e n  t e l l i n g  the  m a n  
tha t  h is  p e r f o r m a n c e  i s  bad  in  t h o s e  f a c t o r s .  

That  i s  why m a n y  c o n s u l t a n t s  have  found,  when  they  go in  and 
s tudy  the  e x e c u t i o n  of p e r f o r m a n c e  r e v i e w s ,  tha t  the  s u p e r i o r s  w i l l  
s ay  tha t  it i s  a v e r y  d i f f i cu l t  th ing  to d o - - t h a t  t hey  don ' t  s l e e p  the  
n igh t  b e f o r e  t hey  g ive  one of t h e s e  p e r f o r m a n c e  r e v i e w s  to a s u b -  
o r d i n a t e .  And they  find tha t  s u b o r d i n a t e s  say  tha t  t hey  d o n ' t  s l e e p  
the  n igh t  a f t e r !  

T h i s  l ack  of f ac ing  up to the  p r o b l e m s  i s  a l s o  s e e n  in b u s i n e s s ,  
and in o t h e r  o r g a n i z a t i o n s ,  in the  f a i l u r e  by a s u p e r i o r  to t ake  a c t i o n  
t o w a r d  an i n e f f e c t i v e  s u b o r d i n a t e ,  e v e n  a f t e r  g iv ing  h im  a g r e a t  d e a l  
of t i m e  and he lp  to s e c u r e  i m p r o v e m e n t  in h is  p e r f o r m a n c e .  Y o u ' l l  
f ind c o m p a n y  a f t e r  c o m p a n y  in  which  m e n  a r e  on the  p a y r o l l  f r o m  3 
to 5 to 10 to 15 to  20 y e a r s  a f t e r  t hey  shou ld  have  b e e n  s e p a r a t e d ,  by 
any s t a n d a r d  of ob j ec t i ve  e v i d e n c e .  The r e a s o n  they  a r e  on the  p a y -  
r o l l  i s  b e c a u s e  of t h i s  f a i l u r e  to  s t ep  in  and take  p o s i t i v e  s t e p s  at  t he  
t i m e  t h e y  axe i n d i c a t e d .  

So I hope I have  m a d e  t h i s  point  c l e a r .  I do not  b e l i e v e  tha t  
h u m a n  r e l a t i o n s  t r a i n i n g  has  as  i t s  t o t a l  p u r p o s e  ge t t ing  peop le  to be 
n i ce  to e a c h  o the r .  I th ink  it  i s  i m p o r t a n t  to be  n i ce  to e a c h  o t h e r ,  
but  I th ink  t h e r e  i s  the o the r  s ide .  

I f  tha t  is  t r u e ,  what  a r e  the  o b j e c t i v e s  of h:,rnan r e l a t i o n s  t r a i n i n g  ? 
( T h i s  i s  poin t  two on m y  ou t l ine .  ) I th ink ,  f u n d a m e n t a l l y ,  h u m a n  r e -  
l a t i o n s  t r a i n i n g  has  to be t i e d  in  wi th  o t h e r  t y p e s  of t r a i n i n g .  It i s  
p r o b a b l y  w r o n g  to s e p a r a t e  out h u m a n  r e l a t i o n s  t r a i n i n g  and say ,  " F o r  
t h i s  p e r i o d  of t i m e ,  or  fo r  th i s  c o u r s e ,  we a r e  a l l  go ing  to  t ake  h u m a n  
r e l a t i o n s  t r a i n i n g ,  and we  a r e  alI go ing  to i m p r o v e  o u r s e l v e s  in h u m a n  
r e l a t i o n s .  " I t  i s  m u c h  b e t t e r ,  in m y  v iew,  to i n t e g r a t e  h u m a n  r e l a -  
t i ons  t r a i n i n g  wi th  the  o t h e r  t y p e s  of t r a i n i n g  and m a k e  it  a p a r t  of 
the  who le  m a n a g e m e n t  p r o c e s s ,  a s  i t  i s  in  l i fe .  

We don ' t  t ake  f r o m  9:00 to 10:00 in  the  m o r n i n g  to be h u m a n  r e l a -  
t i o n s  e x p e r t s  in  our  da i ly  l i v e s ,  but  f r o m  9:00 to 10:00 in  the m o r n i n g  
we a r e  w o r k i n g  on s o m e  a s p e c t s  of p lann ing ,  o r g a n i z i n g ,  c o n t r o l l i n g ,  
and d i r e c t i n g ,  and m o t i v a t i n g ,  a l l  of wh ich  have  s o m e  r e f e r e n c e  to 
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h u m a n  r e l a t i o n s .  We c a n ' t  s e p a r a t e  out h u m a n  r e l a t i o n s  t r a i n i n g  
v e r y  c a r e f u l l y  and n i c e l y  as  a s e p a r a t e  s e g m e n t ,  e x c e p t  fo r  a c a d e m i c  
p u r p o s e s .  

H u m a n  r e l a t i o n s  t r a i n i n g  shou ld  be  i n t e g r a t e d  so  tha t ,  w h e n  you 
have  a c a s e ,  l ike  the  Bob Knowl ton  c a s e ,  i t  i s  not  e n t i r e l y  a h u m a n  
r e l a t i o n s  c a s e ,  though that  i s  i t s  c e n t r a l  e m p h a s i s .  T h e r e  a r e  s o m e  
a s p e c t s  of o r g a n i z a t i o n  in  that  c a s e .  T h e r e  a r e  s o m e  a s p e c t s  of p l a n -  
n ing  o r  l ack  of p l a n n i n g  in  that  c a s e .  T h e r e  a r e  s o m e  q u e s t i o n s  r a i s e d  
in  tha t  c a s e  a s  to what  the  o r g a n i z a t i o n  shou ld  have  done  to k e e p  
G e r a l d  and Knowl ton  f r o m  ge t t i ng  in to  t r o u b l e .  

So, in tha t  con tex t  I th ink  of h u m a n  r e l a t i o n s  t r a i n i n g  as  an i n t e -  
g r a l  p a r t  of o t h e r  k i n d s  of t r a i n i n g .  And in  t h i s  con tex t ,  I th ink  h u m a n  
r e l a t i o n s  and o t h e r  t r a i n i n g  have  t h e s e  two m ~ j o r  goals :  No.  1, to 
he lp  e v e r y  m a n a g e r ,  at  e v e r y  l eve l ,  a s s u r e  h i m s e l f  tha t  he i s  do ing  
h i s  p a r t  to m e e t  the  o r g a n i z a t i o n ' s  p lanned  goa l s .  The s e c o n d  goal ,  
and r e l a t e d  to the  f i r s t ,  i s  to he lp  the  m a n a g e r  a s s u r e  h i m s e l f  tha t  
h i s  peop le ,  t ha t  i s ,  h i s  s u b o r d i n a t e s ,  a r e  ge t t i ng  m a x i m u m  s a t i s f a c -  
t i o n  for  t h e i r  w o r k .  

E a c h  of us has  an o b j e c t i v e  of s e e i n g  tha t  the  w o r k  goa l  i s  a c -  
c o m p l i s h e d ,  w h a t e v e r  i t  i s .  In b u s i n e s s  we m e a s u r e  i t  in p r o f i t s  and  
s a l e s ;  o t h e r  o r g a n i z a t i o n s  m e a s u r e  i t  d i f f e r e n t l y .  But ,  w h a t e v e r  the  
goa l  i s ,  a m a n a g e r  a l so  has  the  oppor tun i ty  and ob l iga t ion  to s e e  tha t  
the  peop le  w o r k i n g  for  h i m  get  m a x i m u m  s a t i s f a c t i o n  in  the  p r o c e s s  
of a c h i e v i n g  t h e s e  goa l s .  

Now,  t h i s  r a i s e s  lo t s  of q u e s t i o n s .  It r a i s e s  the  i m m e d i a t e  
ques t ion :  A r e  t h e s e  two goa l s  c o m p l e m e n t a r y  or  c o n f l i c t i n g ?  Can 
you g ive  a l l  peop l e  m a x i m u m  s a t i s f a c t i o n s  and  a c h i e v e  the  w o r k  g o a l ?  
The  point  h e r e ,  I th ink ,  g e n t l e m e n ,  w h e n  I s ay  you he lp  peop l e  to 
a c h i e v e  s a t i s f a c t i o n  on the  job,  is  tha t  i t  d o e s  not  m e a n  tha t  e v e r y b o d y  
g e t s  as  m u c h  s a t i s f a c t i o n  as  he w a n t s .  The  s u p e r i o r  s i m p l y  canno t  
g ive  e v e r y  s u b o r d i n a t e  a l l  the  s a t i s f a c t i o n  he wan t s  on the  job.  He 
c a n ' t  g ive  h im  as  m u c h  m o n e y  or  as m u c h  a p p r o v a l  o r  as  m u c h  r e c o g -  
n i t i on  o r  a s  m u c h  p r o m o t i o n  as  the  s u b o r d i n a t e  m a y  want:  A l so ,  ou r  
n e e d s  va ry ;  s o m e  of us j u s t  want  o f f i ces  and  t i t l e s ,  o t h e r s  of us  wan t  
m o n e y ,  o t h e r s  of us  want  a p p r o v a l ,  in  l a r g e  d e g r e e .  

Thus ,  when  I s ay  m a x i m u m  s a t i s f a c t i o n  i t  d o e s n ' t  n e c e s s a r i l y  
m e a n  as  s e e n  by the  s u b o r d i n a t e .  But  i t  d o e s  m e a n ,  g e n t l e m e n ,  tha t  
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the  s u p e r i o r  should  have  the  v e r y  b e s t  i n s i g h t  tha t  he  can  d e v e l o p  in to  
what  the  n e e d s  a r e  tha t  m o t i v a t e  t h e s e  s u b o r d i n a t e s - - w h a t  k inds  of 
s a t i s f a c t i o n s  wi l l  ge t  b e t t e r  p e r f o r m a n c e  f r o m  t h e m .  Th i s  t hen  puts  
the  focus  and spo t l i gh t  on the  c e n t r a l  e l e m e n t  of the s u p e r i o r - s u b o r -  
d i n a t e  r e l a t i o n s h i p  as  the  c lue  to good h u m a n  r e l a t i o n s .  

In our  own c o r p o r a t i o n ,  w h i c h  as  you know is p r i m a r i l y  a s a l e s  
o r g a n i z a t i o n ,  we have  spen t  s e v e r a l  y e a r s  in e m p h a s i z i n g  the  i m p r o v e -  
m e n t  of the  r e l a t i o n s h i p  of the  s u p e r i o r  and  the  s u b o r d i n a t e ,  to ob ta in  
b e t t e r  c o m m u n i c a t i o n s  and u n d e r s t a n d i n g ,  and thus  to ge t  b e t t e r  r e -  
s u i t s  as  a c o n s e q u e n c e .  We put o u r  p r i m a r y  e m p h a s i s  on t h i s .  We 
could  have  put  our  p r i m a r y  e m p h a s i s  on i m p r o v i n g  the  w r i t t e n  c o m -  
m u n i c a t i o n s - - m o r e  m a n u a l s ,  b e t t e r  h o u s e  o r g a n s ,  and so f o r t h - - a n d  
we have  done  a good d e a l  of tha t .  But  sound  f a c e - t o - f a c e  r e l a t i o n s h i p s  
at  e v e r y  l e v e l  i s  the  m o s t  i m p o r t a n t  f a c t o r  in  t e r m s  of i m p r o v e d  c o m -  
m u n i c a t i o n s  and h u m a n  r e l a t i o n s .  It i s  a l s o  m o s t  d i f f i cu l t  to a c h i e v e .  

Now le t  m e  say  jus t  a few w o r d s  as  to what  the  c h a r a c t e r i s t i c s  of 
good h u m a n  r e l a t i o n s  t r a i n i n g  a r e ,  as I s e e  t h e m ,  b e a r i n g  in m i n d  
tha t  t h i s  i s  not  a c o m p l e t e  c a t a log  and tha t  m a n y  of the  i t e m s  a r e  c o n -  
t r o v e r s i a l .  What  a r e  we t r y i n g  to do in t e a c h i n g  h u m a n  r e l a t i o n s  in 
an o r g a n i z a t i o n ?  I th ink  b a s i c a l l y  one b e g i n s  wi th  the  o b j e c t i v e  of 
m a k i n g  a few p e r c e n t a g e  po in t s  of i m p r o v e m e n t .  You a r e  not  t r y i n g  
to  r e m a k e  peop le  n o r  a r e  you t r y i n g  to i m p r o v e  e f f i c i e n c y  25 or  50 
p e r c e n t  but,  i f  you  can  m a k e  an i m p r o v e m e n t  in  p e r f o r m a n c e  e f f e c -  
t i v e n e s s  of 2 or  3 p e r c e n t  a y e a r ,  t h a t ' s  p r e t t y  t e r r i f i c .  

S o m e  e x p e r t s  in  h u m a n  r e l a t i o n s  ob j ec t  to  t h i s  po in t  of v i ew .  
T h e y  th ink  the  th ing  to do is  to ge t  p r o b l e m  peop le  t o g e t h e r  and  g ive  
t h e m  deep ,  s p e c i a l i z e d ,  i n t e n s i v e  t r e a t m e n t ,  and s o r t  of r e m a k e  t h e i r  
b e i n g s .  T h i s  is  u s e f u l  in i n d i v i d u a l  c a s e s ,  but  in  g e n e r a l  I t ake  the  
poin t  of v i e w  tha t  i f  you  a r e  doing m a s s  t r a i n i n g  (and I th ink  m a s s  
t r a i n i n g  should  be  done  f r o m  the  bo t t on  to the  top as  in ou r  own co rn -  
pany,  w h e r e  e v e r y b o d y  g e t s  the  s a m e  kind of S e m i n a r  on th i s  sub jec t )  
y o u r  goa l  i s  a few p e r c e n t a g e  po in t s  of i m p r o v e m e n t .  

Now,  i f  you have  tha t  a s  an o b j e c t i v e ,  what  shou ld  fo l low ? In the  
f i r s t  p l a c e ,  t r a i n i n g  of th i s  s o r t  i s  not  m e a n t  to  be r e v o l u t i o n a r y .  In 
g e n e r a l  th i s  t r a i n i n g  shou ld  r e n e w  p e o p l e ' s  a w a r e n e s s  of b a s i c  p r i n -  
c i p l e s  and p r a c t i c e s  in  h u m a n  r e l a t i o n s .  You m a y  say ,  "Wel l ,  t h a t ' s  
a t r u i s m , "  or  " T h a t ' s  a v e r y  s o l i d  s t a t e m e n t ,  " o r  " T h e r e ' s  no th ing  
n o v e l  in what  y o u ' r e  s ay ing ,  H o s l e t t ,  " and  t h a t ' s  t r u e .  But  I want  to 
ge t  a c r o s s  the  poin t  tha t  m o s t  of us  could  be  b e t t e r  m a n a g e r s  than  we 



a r e  w i thou t  go ing  to s c h o o l .  Mos t  of us  know how to be  b e t t e r  m a n -  
a g e r s  t han  we a r e .  And one of the p u r p o s e s  of t r a i n i n g  is  to r e n e w  
and  r e f r e s h  and  r e v i t a l i z e  the  u n d e r s t a n d i n g  of the  p r i n c i p l e s  and 
p r a c t i c e s  t ha t  we  have  f o r g o t t e n ,  b e c a u s e ,  i f  you  had  a t r a i n i n g  c o u r s e  
tha t  w a s  e n t i r e l y  new o r  r e v o l u t i o n a r y  in  c o n c e p t  and  in  c o n t e n t ,  i t  
w o u l d  be  u s e l e s s .  I t  wou ld  be  u s e l e s s  b e c a u s e  you  c a n n o t  app ly  t ha t  
n e w  and  r e v o l u t i o n a r y  m a t e r i a l  in a h a b i t - b o u n d ,  l o n g - e s t a b l i s h e d ,  
t r a d i t i o n - f o c u s e d  o r g a n i z a t i o n ,  as  m o s t  b u s i n e s s  o r g a n i z a t i o n s  a r e  
and  as  the  m i l i t a r y  m u s t  be .  So, you  ob ta in  the  new and the  r e v o l u -  
t i o n a r y  in  t e r m s  of s t i m u l u s ,  in t e r m s  of e x c i t e m e n t ,  w h i c h  i s  a c h i e v e d  
m o s t l y  t h r o u g h  the  t e a c h i n g  m e t h o d s  tha t  a r e  u s e d ,  s u c h  as  the  c a s e  
m e t h o d .  And it  i s  h e r e  tha t  you  ge t  the  n e w n e s s  to an old s e t  of p r i n -  
c i p l e s  and p r a c t i c e s ,  r e a l l y ,  b e c a u s e  you  d o n ' t  have  to t ake  m o d e r n  
l i t e r a t u r e  to ge t  a s e t  of p r i n c i p l e s  of h u m a n  r e l a t i o n s .  You  can  go 
b a c k  to the  a n c i e n t s ,  to  the  G r e e k s  and  the R o m a n s ,  and ge t  j u s t  a s  
good a s e t ,  o r  u s e  the B i b l e ,  i f  you  l i k e .  

S e c o n d l y ,  in  g e n e r a l  t h i s  k ind  of t r a i n i n g  shou ld  ge t  a c r o s s  to the  
p e o p l e  a s e n s e  of bo th  the o p p o r t u n i t i e s  and the  l i m i t a t i o n s  of h u m a n  
r e l a t i o n s  in t h e i r  o r g a n i z a t i o n s .  Now you  see  th i s  is  s o r t  of a p r a c t i c a l  
po in t  of v i ew  aga in .  But ,  w i th  a l l t h e  t a l k  abou t  the  o r g a n i z a t i o n  m a n  in 
r e c e n t  t i m e s ,  and c o n f o r m i t y ,  and ge t t i ng  a long  in the  o r g a n i z a t i o n ,  
and  wha t  t h i s  d o e s  to an i n d i v i d u a l ' s  s e l f - r e s p e c t ,  h i s  i n i t i a t i v e ,  and  
so  fo r t h ,  i t  m u s t  be b o r n e  in  m i n d  tha t  an  o r g a n i z a t i o n  has  to be  l i ved  
in  wi th  s o m e  d e g r e e  of s t a b i l i t y  for  the i n d i v i d u a l  who i s  i n h a b i t i n g  
i t .  At  s o m e  point ,  p e r h a p s ,  t h e r e  a r e  i n d i v i d u a l s  who c a n n o t  l i ve  
w i th in  the  c o n f i n e s  of a c o n f o r m i s t  o r g a n i z a t i o n ;  and the  m i l i t a r y ,  
b u s i n e s s ,  and the C h u r c h  a r e  a l l  c o m f o r m i s t  o r g a n i z a t i o n s .  

T h i s ,  I th ink ,  b e c o m e s  an i n d i v i d u a l  m a t t e r - - a t  wha t  po in t  you  
c a n ' t  t ake  it; a t  wha t  po in t  you  w o n ' t  put up wi th  i t ;  a t  wha t  poin t  you  
s e e  g r e a t e r  o p p o r t u n i t y  f o r  good f o r  y o u r s e l f  o u t s i d e  the  c o n f i n e s  of 
the  o r g a n i z a t i o n .  I t h ink  tha t ,  in  t e r m s  of t r a i n i n g  in h u m a n  r e l a t i o n s ,  
the  t r a i n i n g  m u s t  be  r e a l i s t i c  and poin t  out w h a t  t h e s e  c o n f i n e s  a r e ,  
w h a t  t h e s e  l i m i t a t i o n s  a r e .  

F o r  e x a m p l e ,  in t e r m s  of c o m m u n i c a t i o n s ,  w h i c h  i s  an  i m p o r t a n t  
p a r t  of h u m a n  r e l a t i o n s ,  wha t  a r e  s o m e  of the  l i m i t a t i o n s  to b e t t e r  
c o m m u n i c a t i o n s  in an o r g a n i z a t i o n  s u c h  as  we  r e p r e s e n t ?  T h i n k  fo r  
a m o m e n t .  T h e r e  a r e  s o m e  b u i l t - i n  l i m i t a t i o n s  tha t  you  w o r k  a r o u n d  
and  w o r k  wi th in ,  and w h i c h  you c a n ' t  ge t  r i d  of. You know w h a t  t hey  
a r e  b e t t e r  than  I .  I know wha t  t hey  a r e  in m y  c o m p a n y .  You know 
wha t  t h e y  a r e  in y o u r  o r g a n i z a t i o n .  
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As an e x a m p l e ,  one is  the  n u m b e r  of l e v e l s  t h r o u g h  w h i c h  c o m -  
m u n i c a t i o n  m u s t  p a s s  up and down.  I d o n ' t  know how m a n y  l e v e l s  a r e  
r e p r e s e n t e d  in  y o u r  p a r t i c u l a r  o r g a n i z a t i o n .  In  s o m e  p a r t s  of one 
c o m p a n y  t h e r e  a r e  13. In  o t h e r  p a r t s  of the s a m e  o r g a n i z a t i o n  t h e r e  
a r e  4. In  the 15arts w i th  4, o b v i o u s l y  c o m m u n i c a t i o n  goes  up and  down  
m u c h f a s t e r  and  w i t h  m u c h  l e s s  d i s t o r t i o n  and m u c h  l e s s  a t t r i t i o n  t han  
in  the  l o n g e r  h i e r a r c h y .  But  i f  the  s y s t e m  and the  p u r p o s e s  of the  
o r g a n i z a t i o n  a r e  so c o m p l e x  tha t  you  have  to have  a long  h i e r a r c h y ,  
t hen  you  c a n ' t  do a n y t h i n g  abou t  i t .  But  i t  h a s  an i n h i b i t i n g  e f f e c t  on 
c o m m u n i c a t i o n s ,  a l i m i t a t i o n ,  w i t h  w h i c h  you have  to l i v e .  I t  i s  
s o m e t h i n g  tha t  p e o p l e  m u s t  be  a w a r e  of in t e r m s  of t r a i n i n g .  

A n o t h e r  f a c t o r  t ha t  i s  i m p o r t a n t  in c o m m u n i c a t i o n  as  a l i m i t a t i o n  
i s  the  e f f e c t  of the  s t a tu s  s y s t e m .  What  I m e a n  by  the s t a t u s  s y s t e m  
i s  a s e r i e s  of l e v e l s  of s u p e r i o r s  and s u b o r d i n a t e s  f r o m  the  bo t ton  of 
the  o r g a n i z a t i o n  to the top.  In  e v e r y  one of t h e s e  l e v e l s ,  in  t e r m s  of 
f a c e - t o - f a c e  c o m m u n i c a t i o n  or  w r i t t e n  c o m m u n i c a t i o n ,  we h a v e  a n o t h e r  
b a r r i e r ,  a n o t h e r  f i l t e r .  T h i s  i s  b u i l t  in to  the o r g a n i z a t i o n .  And 
nobody  h e r e  p r o p o s e s  to t h r o w  out  the  s t a t u s  s y s t e m .  Of c o u r s e  the  
R u s s i a n s ,  in  t h e i r  w i l d e s t  r e v o l u t i o n a r y  d r e a m s  m a y  h a v e  though t  
s o m e t h i n g  of t u r n i n g  the  s o c i a l  o r g a n i z a t i o n  u p s i d e  down,  but  t h e i r  
s t a t u s  s y s t e m  is  b e c o m i n g  e v e n  m o r e  c o n c r e t e ,  d e f i n i t e ,  and d e e p  
than  our  own.  

So t h a t ' s  s o m e t h i n g  you  l ive  wi th ,  bu t  it  i s  i m p o r t a n t ,  aga in ,  to 
be  a w a r e  of wha t  th i s  d o e s ,  b e c a u s e  the  s i t u a t i o n s  o r  p e r s o n s  w e  l i v e  
wi th  we s o m e t i m e s  fa i l  to  a p p r e c i a t e  a f t e r  y e a r s  of e x p e r i e n c e .  A 
p e r s o n  you  th ink  you  know awfu l ly  w e l l  f o r  10 y e a r s  m a y  be  a p e r s o n  
you  r e a l l y  know l e s s  w e l l  t han  s o m e b o d y  you have  b e e n  in c o n t a c t  w i th  
fo r  two w e e k s .  The  n e w e r  c o n t a c t  s t a n d s  out in the d i s p a r a t e  p a r t s  
of h i s  p e r s o n a l i t y - - t h e  p e r s o n  you have  known fo r  y e a r s  m a y  not .  

I a m  i m p r e s s e d  a g a i n  and  aga in ,  though ,  w i th  wha t  the  s t a t u s  
s y s t e m  d o e s  to c o m m u n i c a t i o n s  and to p e o p l e ,  and I a m  i m p r e s s e d  
w i th  how m u c h  a t t e n t i o n  i s  pa id  to wha t  the  b o s s  sayS ,  o r  wha t  he  
d o e s ,  o r  w h a t  he w r i t e s - - a n d  how m u c h  t i m e  i s  s p e n t  n e e d l e s s l y  in 
i n t e r p r e t i n g  and m i s i n t e r p r e t i n g  w h a t  the  b o s s  s a y s .  

I ' l l  j u s t  t ake  t i m e  f o r  one b r i e f  e x a m p l e  to  c l a r i f y  m y  po in t .  W h e n  
I l e f t  C o l u m b i a  U n i v e r s i t y  in  1 0 5 5 - - w h e r e  I had s t a r t e d  an e x e c u t i v e  
p r o g r a m  a t  A r d e n  H o u s e ,  w h i c h  s o m e  of y o u r  c o l l e a g u e s  have  a t t e n d e d - -  
to  jo in  The  R e u b e n  H. D o n n e l l e y  C o r p o r a t i o n ,  I w a s  h i r e d  by the  
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c h a i r m a n  of the  b o a r d  a v e r y  f ine  g e n t l e m a n - - w a s  t h e n  and is  n o w - -  
and  I found that ,  d u r i n g  the  f i r s t  t h r e e  o r  f o u r  w e e k s  on the  job,  w h e n  
I would  c o m e  in  in the m o r n i n g  to the o f f i ce s  in C h i c a g o ,  he  w a s  a l w a y s  
t h e r e  a h e a d  of m e ,  s m i l i n g  and c h e e r f u l ,  and  g e n e r a l l y  h i s  g r e e t i n g  
w a s ,  "Good m o r n i n g ,  Sky.  What  can  we do to he lp  y o u ? "  I w a s  h i s  
a s s i s t a n t ,  but  I w a s  b r o u g h t  in  f r o m  the o u t s i d e .  He w a s  the  b ig  b o s s ,  
and  t h i s  w a s  v e r y  kind and though t fu l .  He would  go on and s ay ,  " I s  
y o u r  of f ice  a l l  r i g h t  ? I s  y o u r  s e c r e t a r y  a l l  r i g h t 7  Any  p e o p l e  tha t  
y o u  wan t  to m e e t ? "  And so fo r th .  T h e n ,  a f t e r  s e v e r a l  m o n t h s  of 
b e i n g  a r o u n d  the  off ice  and m e e t i n g  peop l e  in the  f i e ld ,  but  not  hav ing  
c o n s t r u c t e d  a n y t h i n g  c o n c r e t e  in t e r m s  of a " p r o g r a m ,  " (you  know 
you  a l w a y s  have  to have  a " p r o g r a m " ) - - I  n o t i c e d  tha t  on s o m e  m o r n -  
i ngs  the  c h a i r m a n  of the  b o a r d  w a s  not  qui te  the  s a m e - - a t  l e a s t  he  
d i d n ' t  s e e m  the  s a m e  to m e  b e c a u s e  he d i d n ' t  s a y  the s a m e  t h i n g .  He 
wou ld  s a y  on t h e s e  o c c a s i o n s ,  "Good m o r n i n g ,  D r .  H o s l e t t .  How a r e  
y o u  ge t t i ng  a l o n g ? "  I d o n ' t  know if  t ha t  i m p r e s s e s  you ,  bu t  i t  s e e m e d  
to m e  a t  the  t i m e  to  be  s i g n i f i c a n t l y  d i f f e r e n t  f r o m  "Good  m o r n i n g ,  
Sky.  Wha t  can  we do to he lp  y o u ? "  

I cou ld  have  t a k e n  t i m e  to f i g u r e  out wha t  he m e a n t  by tha t .  I w o n ' t  
t e l l  you; p e r h a p s  I did! And I w o n ' t  t e l l  you  wha t  he s a y s  to m e  now in 
the  m o r n i n g .  But  the  po in t  i s  we a r e  a l l  do ing  th i s ,  and ,  m o r e  i m -  
p o r t a n t ,  a l l  o u r  s u b o r d i n a t e s  a r e  do ing  t h i s  to us  in t e r m s  of i n t e r -  
p r e t i n g  wha t  we m e a n .  T h e r e  is  a lot  of w a s t e  t i m e  and e m o t i o n  
i n v o l v e d  in  t h i s .  

T h e r e  a r e  s o m e  w a y s  to  m a k e  c o m m u n i c a t i o n  e a s i e r  b e t w e e n  
s u p e r i o r s  and s u b o r d i n a t e S ,  s o m e  w a y s  to avo id  the  "time tha t  i s  s p e n t  
in  t h i s  kind of a c t i v i t y ,  w h i c h  i s  a p a r t  of t r a i n i n g  in h u m a n  r e l a t i o n s .  
I m e n t i o n  it  only  as  an  e x a m p l e  of the  l i m i t a t i o n s  tha t  a r e  i n v o l v e d  in 
t h i s  s y s t e m  in  w h i c h  we w o r k .  

Wel l ,  i f  you  a r e  t a l k i n g  about  t r a i n i n g ,  you  a r e  a l s o  t a l k i n g  abou t  
o p p o r t u n i t i e s .  T h e r e  a r e  Uzni ta t ions  in e v e r y  o r g a n i z a t i o n ,  but  t h e r e  
a r e  o p p o r t u n i t i e s ,  g r e a t  o p p o r t u n i t i e s .  And one  of the  o p p o r t u n i t i e s  
i s  to he lp  peop le  to c o m m u n i c a t e  b e t t e r  f ace  to  f a c e .  Much  of t h i s  
t ype  of c o m m u n i c a t i o n  i s  in  t e r m s  of one m a n  l i s t e n i n g  to a n o t h e r  m a n .  
T h e r e  a r e  r u l e s  and t h e r e  a r e  s k i l l s  t ha t  c a n  be  d e v e l o p e d  to i m p r o v e  
a p e r s o n ' s  l i s t e n i n g  h a b i t s ,  i f  he w a n t s  to app ly  t h e m .  Th i s  i s  one of 
the  o p p o r t u n i t i e s .  We have  done  a g r e a t  d e a l  of t h i s  in ou r  c o m p a n y .  
S o m e  p e o p l e  now s a y  we have  c o m e  to the  p l a c e  w h e r e  e v e r y b o d y  i s  
l i s t e n i n g  to e v e r y b o d y  e l s e ,  and nobody  i s  s a y i n g  a n y t h i n g .  T h i s  i s  no t  
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t r u e .  You know i t  canno t  be  t r ue ,  be ing  a s a l e s  o r g a n i z a t i o n ,  b e c a u s e  
m o s t  s a l e s  m a n a g e r s  want  to  t a l k  m o s t  of the  t i m e .  I ' m  one of t h e m .  

A n o t h e r  oppor tun i ty  i s  to t r y  to he lp  peop le  d i f f e r e n t i a t e  b e t w e e n  
what  a r e  f ac t s  and what  a r e  a s s u m p t i o n s ,  wha t  you r e a l l y  know and 
what  you i n f e r .  A g r e a t  m a n y  b u s i n e s s  d e c i s i o n s  a r e  not m a d e  on the  
b a s i s  of fac t s  a lone .  A g r e a t  m a n y  of t h e m ,  I am s u r e ,  a r e  m a d e  wi th  
l i m i t e d  f ac t s .  T h e y  a r e  m a d e  m o s t l y  on the  b a s i s  of hunch,  in tu i t ion ,  
j u d g m e n t ,  and i n f e r e n c e s  f r o m  the  fac t s  a v a i l a b l e .  I have  no q u a r r e l  
wi th  t h i s ,  but  I t h ink  i t  is  i m p o r t a n t  tha t  a l l  of us t r y  to u n d e r s t a n d  
w h e n  we a r e  d e a l i n g  wi th  f ac t s  and when  we a r e  m a k i n g  our  p e r s o n a l  

a s s u m p t i o n s  about  t h o s e  f ac t s .  

Th i s  r e m i n d s  m e ,  in t e r m s  of a s s u m p t i o n s ,  of a m a n u f a c t u r e r  in 
D e t r o i t  who gave  h i s  wife  a skunk  coat  fo r  C h r i s t m a s .  It was  s u p -  
p o s e d  to  be  a n i ce  gif t .  She c a m e  down C h r i s t m a s  m o r n i n g ,  opened  the  
p a c k a g e ,  pu l l ed  out a beau t i fu l  skunk coat ,  and t u r n e d  to h e r  husband ,  
say ing ,  "I don ' t  s e e  how such  a beau t i fu l  g a r m e n t  could c o m e  f r o m  
s u c h  a s m e l l y  l i t t l e  b e a s t ! "  What  did he s a y ?  What  could he s a y ?  He 
sa id ,  "I  r e a l l y  d i d n ' t  e x p e c t  thanks,  but  I do d e m a n d  r e s p e c t . "  

A n o t h e r  c a s e  f r o m  b u s i n e s s :  I was  w a l k i n g  pas t  the P r e s i d e n t ' s  
of f ice  one  day  and I o v e r h e a d  h i m  say,  " L e t ' s  ge t  r i d  of S c h u y l e r . "  
T h a t ' s  the only fact  I had.  I could m a k e  qui te  a few a s s u m p t i o n s  and  
i n f e r e n c e s  f r o m  tha t  s t a t e m e n t .  I found out l a t e r  tha t  in s p e a k i n g  of 
the  agenda  of a m e e t i n g  fo r  the fo l lowing  day he  sa id ,  " L e t ' s  ge t  r i d  
of S c h u y l e r  f i r s t  and then  go on to t h e s e  t h i n g s . "  Wel l ,  i t ' s  i m p o r t a n t .  

If you d o n ' t  th ink  i t  i s  i m p o r t a n t ,  le t  m e  g ive  you a c a s e  f r o m  
m a r r i e d  l i f e - - n o t  m y  own, a s  the  Co lone l  has  po in ted  o u t - - b u t  f r o m  
a n o t h e r  p e r s o n ' s  m a r r i e d  l i fe .  This  w e l l - t o - d o  g e n t l e m a n  in  
B a l t i m o r e  got  up one m o r n i n g - - h i s  wife  was  s t i l l  in b e d - - w e n t  to the  
window and sa id ,  "My!  What  a beau t i fu l  m o r n i n g ! "  His  wife  bo l t ed  
u p r i g h t  in  the  bed  and she  sa id ,  " A r e  you t r y i n g  to s t a r t  s o m e t h i n g ? "  
W h a t ' s  the  m e a n i n g  of t h i s  ? She was  m a k i n g  an a s s u m p t i o n .  She had 
b e e n  p lann ing  what  she  was  go ing  to do wi th  tha t  d a y - - s h o p p i n g ,  i r o n -  
ing,  and p e r f o r m i n g  o t h e r  t a s k s .  H e r  husband ,  on p l e a s a n t  days ,  
o f t e n t i m e s  wan ted  to t ake  h e r  on p i c n i c s  or  to spend  the  day  f i sh ing  
t o g e t h e r .  So, w h e n  he got up and sa id ,  "My! What  a b e a u t i f u l  dayl. '' 
i t  i m m e d i a t e l y  m e a n t  to h e r ,  m a k i n g  an a s s u m p t i o n ,  "He wan t s  to  go 
on a p i cn i c ,  and I d o n ' t  want  to go. " Tha t  was  i m p o r t a n t  to t h e m ,  
i m p o r t a n t  enough  tha t  t hey  c a l l e d  in a m a r r i a g e  c o u n s e l o r  to s t r a i g h t e n  

i t  out. 
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All  r i g h t .  Now, s p e c i f i c a l l y ,  what  shou ld  h u m a n  r e l a t i o n s  t r a i n -  
ing  c o n t a i n - - s p e c i f i c a l l y ,  in  add i t i on  to the  two g e n e r a l  i d e a s  of (1) 
r e n e w i n g  our  c o n c e p t s  of p r i n c i p l e s  and p r a c t i c e s  and  (2) t e a c h i n g  
r e a l i s t i c a l l y  what  a r e  the  l i m i t a t i o n s  and the o p p o r t u n i t i e s  fo r  i m -  
p r o v e m e n t  in h u m a n  r e l a t i o n s  t r a i n i n g ?  B e y o n d  tha t ,  t h i r d l y  and 
s p e c i f i c a l l y ,  I t h ink  t r a i n i n g  in t h i s  f i e ld  h a s  no s i g n i f i c a n c e  w h a t e v e r  
u n l e s s  i t  i s  an  e m o t i o n a l  i n v o l v e m e n t .  It  i s  not  good enough  j u s t  to  
have  an  i n t e l l e c t u a l  e x e r c i s e .  I t  i s  not  r e a l l y  good enough  j u s t  to t ake  
a c a s e  and s a y  to y o u r s e l f ,  "Wel l ,  I w o u l d n ' t  have  done t h i s .  " "I 
would  f i r e  h i m . "  "How did he get  in h e r e ,  a n y w a y ? "  AlI of us  can  
s i t  b a c k  and look at o t h e r  p e o p l e ' s  m i s t a k e s  and s a y  wha t  we would 
have  done ,  and a g r e a t  m a n y  of us  a r e  ab le  to r e a d  books  and t a lk  v e r y  
g l i b l y  about  h u m a n  r e l a t i o n s .  But  i t  d o e s n ' t  have  a n y  e f f ec t  on y o u r  
b e h a v i o r  o r  m y  b e h a v i o r  u n l e s s  s o m e  g u t - l e v e l  l e a r n i n g  t a k e s  p l a c e ,  
and t h i s  d o e s n ' t  c o m e  t h r o u g h  n ice  c o n v e r s a t i o n s ,  d i s c u s s i o n s ,  p l e a s -  
a n t r i e s ,  and  l e c t u r e s ;  but  i t  c o m e s  f r o m  e m o t i o n a l  i n v o l v e m e n t  in the  
s i t u a t i o n .  W e ' v e  got  to have  tha t  i f  t h e r e  i s  go ing  to be a c h a n g e .  

How do you  get  i t  ? P a r t l y  t h r o u g h  a k ind of m i x t u r e  of t e c h n i q u e s  
you  a r e  u s ing  in t h i s  c o u r s e ,  and p a r t l y ,  t h r o u g h  g iv ing  o p p o r t u n i t y  
fo r  the  p r a c t i c e  of s k i l l s ,  such  as  coach ing  s k i l l s ,  c o u n s e l l i n g  s k i l l s ,  
l i s t e n i n g  s k i l l s ,  c r i t i c i s m  s k i l l s - - w h e n  one m a n  g e t s  up and  t a k e s  the 
p a r t  of a c h a r a c t e r  and a n o t h e r  m a n  ge t s  up and t a k e s  the  p a r t  of 
a n o t h e r  c h a r a c t e r ,  and when  they  c r i t i c i z e  t h e i r  own p e r f o r m a n c e  and 
the  g roup  s i t t i ng  t h e r e  g i v e s  t h e m  a d d i t i o n a l  c r i t i c i s m .  

T h i s  i s  one m e t h o d ,  r o l e - p l a y i n g .  T h e r e  a r e  m a n y  o t h e r  m e t h o d s ,  
and m a n y  tha t  go m u c h  d e e p e r  than  t h i s .  T h e y  s u g g e s t  the  f ac t  t h a t  
we c a n ' t  l e a r n  t h e s e  t h i n g s  s i t t i ng  a r o u n d  and  t a l k i n g  about  t h e m  or  
r e a d i n g  about  t h e m .  We m u s t  be e m o t i o n a l l y  invo lved  to  deve lop  new 
s k i l l s .  In o the r  w o r d s ,  we m u s t  have  f e e l i n g .  

H a b i t s  ( w r i t i n g  on the b l a c k b o a r d  K - A - I - S  = H) o r  b e h a v i o r ,  a r e  
c o m p o s e d  of t h e s e  e l e m e n t s  (knowledge ,  a t t i t ude ,  i n t e l l i g e n c e ,  sk i l l ) .  

Now, t h e r e  i s  no th ing  v e r y  s c i e n t i f i c  about  t h i s .  I t  c a n ' t  be p r o v e d  
tha t  our  h a b i t s  a r e  c o m p o s e d  of knowledge ,  a t t i t ude ,  i n t e l l i g e n c e ,  and 
s k i l l .  You can  d e v i s e  y o u r  own s c h e m e .  But  i t  i n c l u d e s  r o u g h l y  the  
m a j o r  e l e m e n t s  tha t  a f f ec t  ou r  h a b i t s ,  and of t h e s e  m a j o r  e l e m e n t s  
you  could w o r k  fo r  y e a r s  on knowledge  and s k i l l  w i th  v e r y  l i t t l e  e f f ec t  
on the  i nd iv idua l ;  and i n t e l l i g e n c e  i s  r e l a t i v e l y  s t a b l e .  Thus ,  i f  you  
d o n ' t  ge t  to  h i s  f e e l i n g s  and a t t i t ude  t o w a r d  t h i s  l e a r n i n g  p r o c e s s ,  
no th ing  m u c h  i s  go ing  to happen .  In  s h o r t ,  i f  he i s  n e g a t i v e l y  o r i e n t e d  
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t o w a r d  c o m i n g  to  t h i s  c o u r s e ,  for  e x a m p l e ,  he  can  s tay  h e r e  t h r e e  
y e a r s  i n s t e a d  of one and get  t h r e e  y e a r s '  w o r t h  of k n o w l e d g e  and p e r -  
haps  t h r e e  y e a r s '  w o r t h  of p r e s u m e d  sk i l l ,  but  v e r y  l i t t l e  change  o v e r  
h e r e  (hab i t s ) .  T h a t ' s  why I say  tha t  you have  to have  the  f e e l i n g  e l e -  
m e n t ,  e m o t i o n a l  i n v o l v e m e n t ,  bu i l t  in to  t r a i n i n g  in h u m a n  r e l a t i o n s  

fo r  r e s u l t s .  

If tha t  is  t r u e ,  f e e l i n g  i n v o l v e m e n t ,  and sk i l l  p r a c t i c e ,  l e ad  to 
s o m e  i m p r o v e m e n t  in s e l f - a w a r e n e s s  fo r  e a c h  i n d i v i d u a l  of h i s  own 
a c t i o n s  and the  e f f ec t  of h i s  a c t i o n s  on o t h e r s .  You s e e  I am m a k i n g  
th i s  p e r s o n a l .  I am  say ing  you s h o u l d n ' t  go t h r o u g h  a c o u r s e  l ike  t h i s  
wi thou t  c o m i n g  out wi th  s o m e  b e t t e r  a p p r e c i a t i o n  of the  kind of p e r s o n  
you a r e  so that  you can  b e t t e r  e s t a b l i s h  what  you shou ld  do on the  job 
to ge t  b e t t e r  r e s u l t s ,  b e c a u s e  you know y o u r s e l f  b e t t e r .  

When  I s ay  th i s ,  I a m  not  t a lk ing  about  a d e e p  p rob ing  a n a l y s i s  of 
y o u r  i n n e r  p e r s o n a l i t y .  Mos t  of us  c a n ' t  s t and  tha t .  I am t a l k i n g  
about  look ing  at o n e ' s  s e l f  and g iv ing  o n e ' s  s e l f  s o m e  t e s t s .  One of 
the  m o s t  g e n e r a l  t e s t s  was  s u g g e s t e d  by Dr .  Ga l s ton ,  a p s y c h i a t r i s t ,  
when  he sa id  this :  " O p e r a t i o n s - w i s e ,  the  e x e c u t i v e  who,  upon e x a m -  
i n a t i o n  ( s e l f - e x a m i n a t i o n )  ove r  a p e r i o d  of t i m e ,  f inds  h i m s e l f  h a r -  
a s s e d  in h i s  o p e r a t i o n s  and i r r i t a t e d ,  t r o u b l e d ,  arid d i s t r e s s e d  by h i s  

a s s o c i a t e s  should  s u s p e c t  h i m s e l f . "  

You  m i g h t  s ay  tha t  is  s e l f - e v i d e n t .  If he i s  h a r a s s e d  s ix m o n t h s  
out of the  y e a r ,  or  n ine  m o n t h s ,  or  m o s t  of the  t i m e ,  if peop l e  a r o u n d  
h i m  g ive  h i m  t r o u b l e ,  you say,  "He ought  to look at  h i m s e l f .  " We a l l  
s ay  th i s  in t e r m s  of s o m e b o d y  e l s e  do ing  i t .  But  we ought  to say  i t  in 
t e r m s  of o u r s e l v e s .  Have  we had th i s  e x p e r i e n c e ?  How m u c h  of the  
t i m e  a r e  we i r r i t a t e d  and d i s t r e s s e d  by our  a s s o c i a t e s  or  s u b o r d i n a t e s  ? 
I t  i s  a good g e n e r a l  t e s t .  You m i g h t  want  to apply  i t  to y o u r s e l f  s o m e -  
t i m e .  I m i g h t  wan t  to apply i t  to m y s e l f .  I have .  

T h a t ' s  a n o t h e r  k ind of s i m p l e  t e s t  one can use .  In a m o r e  s p e c i f i c  
way  I have  found the  fo l lowing  t e s t  to be he lp fu l  at  t i m e s .  I t ake  any 
k ind  of s i t ua t ion  wh ich  e i t h e r  t u r n e d  out p o o r l y  in  t e r m s  of the  r e s u l t s  
I wan t ed  or  t u r n e d  out we l l ,  and a s k  s o m e  g e n e r a l  q u e s t i o n s  about  i t - -  
and  t r y  to a n s w e r  t h e m  as  o b j e c t i v e l y  as p o s s i b l e .  We a l l  know it  i s  
v e r y  d i f f i cu l t  to  be  o b j e c t i v e  about  o u r s e l v e s .  But  in s o m e  s i t u a t i o n s  
tha t  d i d n ' t  t u r n  out w e l l  we can a s k  t h e s e  q u e s t i o n s :  No.  1: What  
h a p p e n e d ?  M o s t  of us r a t i o n a l i z e  what  h a p p e n e d .  But  t r y  as  o b j e c -  
t i v e l y  as  one can to s t a t e ,  p r e f e r a b l y  on p a p e r ,  wha t  h a p p e n e d .  No.  2: 
What  did I do7  T h i s  i s  d i f f e r e n t  f r o m :  What  did I th ink  I was  do ing7  
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or  What  was  I t r y i n g  to  ge t  done  ? No. 3: How w a s  it  i n t e r p r e t e d ?  
T h i s  m a y  w e l l  be  d i s t i n c t l y  d i f f e r e n t  f r o m  what  I though t  I was  s ay ing .  
T h e n  f ina l ly  you say  to y o u r s e l f :  No.  4- In  a s i m i l a r  s i tua t ion ,  wha t  
could  I have  done ,  not  done ,  or  have  done  d i f f e r e n t l y ,  w h i c h  m i g h t  
have  ob ta ined  a b e t t e r  r e s u l t ?  If  a p e r s o n  i s  s e r i o u s  about  h i m s e l f ,  
t h i s  kind o f  s E l f - a n a l y s i s  h e l p s ,  b e c a u s e  you can  r e c r e a t e  a s i t u a t i o n  
m u c h  m o r e  o b j e c t i v e l y  than  you o r d i n a r i l y  would  when  you s t u m b l e  
t h r o u g h  it and say,  " T h o s e  guys  d o n ' t  u n d e r s t a n d .  I d o n ' t  l i ke  i t .  They  
a r e  dumb.  What  the he l l .  " 

Al l  this,  g e n t l e m e n ,  should  c u l m i n a t e ,  in  a d a p t i v e  f o l l o w - u p  
a c t i o n  by the  o r g a n i z a t i o n  and by the  i nd iv idua l .  A p e r s o n  h a s  to 
adap t  wha t  he l e a r n s  to h i s  own s i t ua t i on .  You can  l e a r n  g e n e r a l  r u l e s  
h e r e ,  r e f r e s h  y o u r s e l f  on g e n e r a l  r u l e s ,  bu t  t h e y  d o n ' t  m e a n  any th ing  
u n l e s s  t hey  a r e  adap t ed .  T h i s  is  one of the  r e a l  p r o b l e m s .  P e o p l e  
l e a r n  s o m e t h i n g  about  how to l i s t e n .  They  t h e y  t r y  i t  and f ind out tha t  
i t  d o e s n ' t  work .  Why?  T h e y  l i s t e n  to s o m e b o d y  who t a l k s  a l l  the  t i m e  
anyway .  Then  they  say,  " T h a t ' s  no good.  I spen t  a l l  day  l i s t e n i n g  to 
h i m .  " You obv ious ly  know tha t  b e f o r e  you l i s t e n  to the  p e r s o n  who 
t a l k s  a l l  the  t i m e .  

It  r e m i n d s  m e  of a f i r m  in New Y o r k  tha t  p r o v i d e s  r u l e s  on how 
to w r i t e  a nove l .  T h e y  sa id ,  if  you c o m b i n e  the  four  e l e m e n t s  of r e -  
l i g ion ,  r o y a l t y ,  sex ,  and m y s t e r y  in a p p r o p r i a t e  q u a n t i t i e s ,  y o u ' d  be  
bound  to have  a s u c c e s s f u l  n o v e l - - j u s t  a s  I could g ive  you the  r u l e s  
on how to l i s t e n  if you wan ted  t h e m .  S o m e b o d y  s e n t  in the  fo l lowing  
c o m p l e t e  n o v e l - - a n d  I s u g g e s t  to you that  he  was  not adap t ing  the 
r u l e s ,  b e c a u s e  th i s  is  the  nove l  he wro t e :  "My L o r d ,  the  p r i n c e s s  
c r i e d ,  ' I ' m  p r e g n a n t  and I d o n ' t  know who done  i t .  '"  

So the  i n d i v i d u a l  has  to adapt  the r u l e s  to h i s  own s i t ua t i on ,  and 
then  the  o r g a n i z a t i o n ,  f ina l ly ,  m u s t  fo l low up. Now, in our  own s e r e -  
i n a r s  in  t h i s  f i e ld ,  at  the  end  of the c o u r s e ,  e a c h  i nd iv idua l  w o r k s  out 
fo r  h i m s e l f ,  not  u n d e r  p r e s s u r e  or  c o m p u l s i o n ,  a few th ings  on wh ich  
he  i n t e n d s  to m a k e  i m p r o v e m e n t ,  a few s i t u a t i o n s  he a t t e m p t s  to  w o r k  
on, d e a l i n g  wi th  o t h e r  peop le .  He s e t s  h i m s e l f  a d e a d l i n e  on wh ich  
he  i s  go ing  to look  at  h i m s e l f  and look at  t h i s  relationship and s e e  what  
has  h a p p e n e d ,  and then ,  l a t e r  on, i f  he is  i n c l i n e d  to,  he w r i t e s  to m e  
or  t e l l s  m e  about  the  e x p e r i e n c e .  T h i s  i s  not  a m e a n s  of f o r m a l  
c h e c k - u p .  We d o n ' t  ge t  l e t t e r s  f r o m  e v e r y b o d y  in the  s e m i n a r s ,  ob -  
v i o u s l y ,  but  we get  enough  f e e d b a c k  f r o m  the m a n a g e r s  to i s s u e  n e w s -  
l e t t e r s  f r o m  t i m e  to t i m e  d e s c r i b i n g  t h e s e  e x p e r i e n c e s ,  wi thou t  
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i d e n t i f y i n g  the  p e r s o n s .  T h e s e  n e w s l e t t e r s  go to a l l  the  m e m b e r s  of 
t he  o r g a n i z a t i o n ,  s e r v i n g  as  an a d d i t i o n a l  s t i m u l u s  to t h i n k i n g  and  
a c t i o n  in  th i s  f i e ld .  

T h e  i m p o r t a n t  po in t  Is  t ha t  t h e r e  is  s o m e  s e t t i n g  of g o a l s ,  m o d e s t  
g o a l s - - r e m e m b e r  t h a t - - n o t  big ones ,  m o d e s t  g o a l s ,  and t h e r e  i s  s o m e  
d e a d l i n e  f o r  r e p o r t i n g ,  and  t h e r e  is  s o m e  f e e d b a c k .  T h i s  d o e s  a g r e a t  
d e a l  to m a k e  peop le  a c c o m p l i s h  wha t  t h e y  in t end  to a c c o m p l i s h ,  and i t  
a l s o  d o e s  a g r e a t  d e a l  to s t i m u l a t e  the  w h o l e  o r g a n i z a t i o n  to c o n t i n u e  
t h i n k i n g  about  t h i s  s u b j e c t .  

G e n t l e m e n ,  we a r e  go ing  to t ake  a b r e a k .  I have  gone  f ive  m i n u t e s  
o v e r t i m e ,  wi th  y o u r  p e r m i s s i o n ,  and we w i l l  be r e a d y  fo r  q u e s t i o n s  in 
a m o m e n t .  I would  j u s t  l ike  to s a y  tha t  t h e r e  a r e  m a n y  a s p e c t s  I 
h a v e n ' t  t o u c h e d  upon,  and I h a v e n ' t  t o u c h e d  upon t h e m  b e c a u s e  I d o n ' t  
know a n y t h i n g  about  t h e m !  

C O L O N E L  REII:k Dr .  H o s l e t t  i s  r e a d y  fo r  y o u r  q u e s t i o n s .  

QUESTION: D o c t o r ,  t h e  Navy  fo l lows  the c u s t o m - - a n d  I b e l i e v e  
one  of the  o t h e r  s e r v i c e s  d o e s  the s a m e  t h i n g - - o f  not  s h o w i n g  the  
s e m i - a n n u a l  f i t n e s s  r e p o r t s ,  o r  e f f i c i e n c y  r e p o r t s ,  on an i n d i v i d u a l  
to t ha t  i n d i v i d u a l  at the  t i m e  t hey  a r e  p r e p a r e d .  Would  you  c a r e  to 
s a y  a few w o r d s  on the  p r o s  and cons  of t h a t ?  

DR.  H O S L E T T :  T h e y  a r e  no t  shown at  the  t i m e  t h e y  a r e  p r e -  
p a r e d  o r  l a t e r ,  I t ake  i t .  

ST[JDENT:  T h e y  can  be s e e n  l a t e r  a t  the b u r e a 6 .  

DR.  H O S L E T T :  T h e y  c a n  be  s e e n  l a t e r  by  the  i n d i v i d u a l ?  

STUDENT: Yes, sir. 

DR.  H O S L E T T :  How m u c h  l a t e r  ? J u s t  to c l a r i f y  tha t .  

STUDENT:  At the  B u r e a u  of N a v a l  P e r s o n n e l  you  can  s e e  t h e m  
p e r h a p s  when  you  a r e  in W a s h i n g t o n  s o m e t i m e ,  y e a r s  l a t e r .  

DR,  H O S L E T T :  Y e a r s  l a t e r ?  But  not  a s  a p a r t  of r e g u l a r  p r o -  
c e d u r e  ? 

STUDENT: No. 
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DR. HOSLETT:  I f  you  happen  to be going  t h r o u g h  the f i l e s  you 
can  ge t  t h e m  out, o r  s o m e t h i n g .  I t ' s  a v e r y  i m p o r t a n t  q u e s t i o n .  
G e n e r a l  Mundy c o m m e n t e d  on the  s a m e  type  of q u e s t i o n  a m o m e n t  
ago,  w h e t h e r  or  not  the  f i t n e s s  r e p o r t  o r  t he  p e r f o r m a n c e  r e v i e w  
shou ld  be  shown to the s u b o r d i n a t e .  Obv ious ly  t h e r e  i s  no a n s w e r ,  
b e c a u s e  t h e r e  is  no one r i g h t  way  to do t h e s e  t h i n g s ,  and  a g r e a t  m a n y  
o r g a n i z a t i o n s  a r e  e x p e r i m e n t i n g  wi th  d i f f e r e n t  w a y s .  I ' l l  t e l l  you  
b r i e f l y  what  we a r e  do ing  as  s o m e t h i n g  of an e x p e r i m e n t .  I would  say  
a s  a g e n e r a l i z a t i o n  tha t  w h e n  you d o n ' t  show t h e m  a t  a l l - - t h e y  a r e  
m a d e  by  the  s u p e r i o r s  on the  s u b o r d i n a t e s  and they  a r e  put away  and  
u s e d  fo r  t h e i r  v a r i o u s  p u r p o s e s  l a t e r  on wi thou t  the  s u b o r d i n a t e s '  
s e e i n g  t h e m - - y o u  h a v e  to be awfu l ly  s u r e  tha t  the  p e r s o n s  who a r e  
m a k i n g  t h e m  a r e  as  o b j e c t i v e  a s  p o s s i b l e ,  and  t h i s  i s  s o m e t i m e s  a s -  
s u r e d  by hav ing  m o r e  p e r s o n s  in  on the  ac t  of m a k i n g  a r e v i e w  t h a n  
ju s t  the  i m m e d i a t e  s u p e r i o r  or  the i m m e d i a t e  s u p e r i o r  and  the  n e x t  
h i g h e r  s u p e r i o r .  In our  own c o m p a n y  we u s e  the two h i g h e r  s u p e r i o r s  
of  the  i n d i v i d u a l  i nvo lved ,  p lus  a t h i r d ,  who i s  a n e u t r a l  c o o r d i n a t o r .  
I n  s o m e  o t h e r  c o m p a n i e s  t h e y  go as  f a r  a s  hav ing  f ive .  I d o n ' t  know 
wha t  you do,  but  i t  would be  v e r y  i m p o r t a n t ,  i f  i t  i s  not  s e e n  by the  
s u b o r d i n a t e  and  is  go ing  to be  u sed  l a t e r  on and a f fec t  h i s  c a r e e r ,  in 
t e r m s  of p r o m o t i o n ,  change ,  r o t a t i o n ,  and s c h o o l i n g ,  tha t  g r e a t  c a r e  
be  t a k e n  to  s ee  tha t  i t  i s  as  o b j e c t i v e  as  p o s s i b l e .  I have  to say  " a s  
o b j e c t i v e  as  p o s s i b l e "  b e c a u s e  none  of t h e s e  r e p o r t s  i s  c o m p l e t e l y  
o b j e c t i v e .  I t  c a n ' t  be ,  s i n c e  t h e s e  a r e  h u m a n  b e i n g s  g r a d i n g  o r  r e -  
v i e w i n g  o t h e r  h u m a n  b e i n g s .  So t h a t ' s  one way .  

If  you a r e  go ing  to show it  to the  s u b o r d i n a t e ,  I p r e f e r  a m e t h o d  
o t h e r  than  the  one of s i m p l y  hav ing  the  s u p e r i o r  m a k e  out a r e p o r t  and 
ca l l  in the s u b o r d i n a t e  and say ,  " H e r e ' s  what  I sa id  about  y o u . "  T h a t ' s  
one of the  o l d - f a s h i o n e d  p e r f o r m a n c e  r e v i e w s  to  wh ich  I r e f e r r e d  e a r -  
l i e r ,  in w h i c h  the  s u p e r i o r  s o m e t i m e s  d o e s n ' t  s l e e p  the  n igh t  b e f o r e  
and the s u b o r d i n a t e  d o e s n ' t  s l e e p  the  n ight  a f t e r .  We p r e f e r  the  k ind  
of S y s t e m  in w h i c h  the  s u b o r d i n a t e  m a k e s  an a n a l y s i s  of h i s  own p e r -  
f o r m a n c e  b e f o r e  he t a lk s  to  h is  s u p e r i o r  about  i t .  At the  s a m e  t i m e  
he i s  m a k i n g  a r e p o r t ,  a n s w e r i n g  c e r t a i n  q u e s t i o n s  on h is  own p e r -  
f o r m a n c e ,  h i s  b o s s ,  the  nex t  h i g h e r  b o s s ,  and h i s  c o o r d i n a t o r  a r e  
m a k i n g  a s i m i l a r  r e p o r t ;  that  i s ,  a n s w e r i n g  the  s a m e  q u e s t i o n s ,  
t hough  the s u p e r i o r s  have  a few m o r e  q u e s t i o n s  than  the  s u b o r d i n a t e  
h a s ,  but  t h e y  a r e  b a s i c a l l y  the  s a m e  q u e s t i o n s ,  a s  p a r t  of the  p e r f o r m -  
a n c e  r e v i e w .  T h e n  the  s u b o r d i n a t e  c o m e s  in at  an appo in t ed  t i m e  and 
t a l k s  to h i s  s u p e r i o r  about  h i s  p e r f o r m a n c e .  T h e r e  i s  only  the  i m -  
m e d i a t e  s u p e r i o r  and  the  i m m e d i a t e  s u b o r d i n a t e  i n v o l v e d  in t h i s ,  b e -  
c a u s e  you d o n ' t  want  to have  f ive  o f f i c i a l s  ganged  up a g a i n s t  one 
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s u b o r d i n a t e .  T h i s  i s  not  r e a l l y  a c o u n s e l l i n g  o r  a c o a c h i n g  s e s s i o n ,  
w h e n  you  have  t ha t  s o r t  of s i t u a t i o n .  The  f i r s t  s t e p  i s  fo r  the  s u b -  
o r d i n a t e  to  s a y  in a n s w e r i n g  t h e s e  q u e s t i o n s ,  " H e r e  a r e  the  a r e a s  in 
w h i c h  I t h ink  I have  done  w e l l  l a s t  y e a r ,  wi th  s o m e  e v i d e n c e  to p r o v e  
i t .  H e r e  a r e  the  a r e a s  in w h i c h  I t h ink  I cou ld  m a k e  i m p r o v e m e n t .  " 
And t h i r d I y  he  s u g g e s t s  the  c o n c r e t e  t h i n g s  he t h i n k s  he  can  do d u r i n g  
the  nex t  y e a r  to  m a k e  i m p r o v e m e n t .  I e m p h a s e  " c o n c r e t e "  and 
" s p e c i f i c "  b e c a u s e  v e r y  of ten  t h e s e  a r e  v e r y  m i n o r .  

Then ,  wha t  d o e s  the  s u p e r i o r  d o ?  WeI1, to the e x t e n t  t ha t  he 
a g r e e s  w i th  the  s u b o r d i n a t e ' s  r e v i e w ,  he  so  s t a t e s .  To  the  ex ten t  
tha t  he  d i s a g r e e s ,  he  so  s t a t e s .  To  the e x t e n t  he  h a s  s o m e  o t h e r  
c o n s t r u c t i v e  c r i t i c i s m  to add,  he  so s t a t e s .  T h e y  t h e n  t o g e t h e r  w r i t e  
out  a f ina l  r e p o r t  w h i c h  r e f l e c t s  t h e i r  jo in t  v i e w s  on wha t  the p r o g r a m  
f o r  i m p r o v e m e n t  w i l l  be  for  the  nex t  y e a r .  

T h i s ,  you  s e e ,  m a k e s  i t  m o r e  of a m u t u a l  w o r k i n g  t o g e t h e r  of 
the  s u p e r i o r  and s u b o r d i n a t e  a t  e a c h  l e v e l ,  f o r  w h a t  p u r p o s e  ? No.  1, 
to  ge t  a r a t i n g  on p e r f o r m a n c e .  No.  2, to ge t  s o m e  i n d i c a t i o n  of 
p o t e n ~ a l .  But ,  v e r y  i m p o r t a n t l y ,  to ge t  down in w r i t i n g  an  a g r e e d -  
upon  p r o g r a m  fo r  i m p r o v e m e n t .  And in t h i s  p r o g r a m  t h e r e  a r e  p l a c e s  
to  i n d i c a t e  the  d a t e s  f o r  f o l l o w - u p ,  and  who is  go ing  to do wha t  and 
when;  and  a t  the  nex t  annua l  r e v i e w  t h e y  t ake  a look a t  how m u c h  w a s  
a c c o m p l i s h e d  on t h i s  p r o g r a m .  

QUESTION: D r .  H o s l e t t ,  s o m e  of ou r  top e x e c u t i v e s  in i n d u s t r y  
have  s t a t e d  tha t  t h e y  f e e l  t ha t  the  e d u c a t i o n a l  i n s t i t u t i o n s  in  p h y s i c a l  
s c i e n c e s  s h o u l d  i n c l u d e  m o r e  in t h e i r  c u r r i c u l a  of the  l i b e r a l  a r t s ,  
p a r t i c u l a r l y  l i t e r a t u r e ,  f ine  a r t s ,  and e v e n  m u s i c  a p p r e c i a t i o n .  On 
the  o t h e r  hand ,  s o m e  of our  e d u c a t o r s  in  t h e s e  i n s t i t u t i o n s  f ee l  t ha t  
t he  p h y s i c a l  s c i e n c e s  shou ld  be  s t r e s s e d  even  m o r e  fo r  the  y o u n g e r  
s t u d e n t s  and  tha t  the  l i b e r a l  a r t s  shou ld  c o m e  a f t e r  m a t u r i t y .  What  
a r e  y o u r  v i e w s  on t h a t ?  

DR.  H O S L E T T :  T h e s e  a r e  r e a l l y  c o n t r o v e r s i a l  q u e s t i o n s ,  w h i c h  
I a m  not  c o m p e t e n t ,  I th ink ,  to a n s w e r  a d e q u a t e l y .  But ,  in  s p i t e  of 
t ha t  f ac t ,  I ' l l  m a k e  a c o m m e n t .  My r e a c t i o n  is  tha t ,  f r o m  a b u s i n e s s  
po in t  of v i e w ,  in g e n e r a l  t h e r e  shou ld  be  c o n s i d e r a b l e  e d u c a t i o n  in 
the  l i b e r a l  a r t s  when  a p e r s o n  i s  r e l a t i v e l y  young .  I t ' s  a l l  r i g h t  to 
s a y  you  a r e  go ing  to  s t u d y  the  l i b e r a l  a r t s  w h e n  you  a t t a in  m i d d l e  a g e ,  
bu t ,  w h e n  you  r e a c h  m i d d l e  age ,  if  you  h a v e n ' t  had  l i b e r a l  a r t s  w h e n  
y o u  w e r e  young ,  you  a r e  not  l i k e l y  to be i n t e r e s t e d .  Aga in ,  going  
b a c k  to the  poin t  we  m a d e  e a r l i e r ,  our  f o r m a t i v e  p e r i o d  i s  o v e r .  My 
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f r i e n d  N e l s o n ,  h e r e ,  r e a d s  a lot  of h i s t o r y ,  but  I a m  s u r e  he s t a r t e d  
r e a d i n g  h i s t o r y  w h e n  he w a s  m u c h  y o u n g e r  t han  he i s  now.  If  he  
h a d n ' t ,  I doubt  tha i  you could  get  h i m  to r e a d  h i s t o r y .  

T h a t ' s  why I th ink  tha t ,  w h a t e v e r  o t h e r  p r o b l e m s  a r e  i n v o l v e d  in 
g e t t i n g  e n o u g h  t e c h n i c a l  and s c i e n t i f i c  e d u c a t i o n  in to  the  c u r r i c u l u m ,  
i f  you  d o n ' t  ge t  l i b e r a l  a r t s  in at  a f o r m a t i v e  p e r i o d  of i n t e r e s t ,  you  
a r e  not  l i k e l y  to a r o u s e  i n t e r e s t  in  it  l a t e r  on. 

B e y o n d  tha t ,  I do t h i n k  i t  i s  i m p o r t a n t .  I t  i s  i m p o r t a n t  in  b u s i n e s s ,  
e s p e c i a l l y  fo r  g e n e r a l  e f f e c t i v e n e s s  at  the  h i g h e r  l e v e l s .  I c a n ' t  p r o v e  
t h i s ,  but  I b e l i e v e  i t .  

QUESTION: A r e c e n t  s p e a k e r  f r o m  th i s  p l a t f o r m  a d v o c a t e d  a s  one 
p o s s i b l e  m e a n s  of i m p r o v i n g  c o m m u n i c a t i o n  to the  h i g h e r - l e v e l  e x e c u -  
t i ve  s t r u c t u r e  the s t r a t e g i c  p l a c i n g  of c e r t a i n  i n f o r m a t i o n - g a t h e r i n g  
i n d i v i d u a l s  at  the  l o w e r  e c h e l o n s .  Would you  c o m m e n t  on the  e f f e c t i v e -  
n e s s  and the  d e s i r a b i l i t y  of t h i s  t e c h n i q u e  ? 

DR.  H O S L E T T :  I c a n ' t  c o m m e n t ,  o b v i o u s l y ,  f r o m  a m i l i t a r y  po in t  
of v i ew  o r  a g o v e r n m e n t a l - w i d e  point  of v i e w .  I th ink  it  i s  p r o b a b l y  
t r u e  tha t  a g r e a t  m a n y  e x e c u t i v e s  in  the h i g h e r  l e v e l s  have  c e r t a i n  
p e o p l e  in the  l o w e r  l e v e l s  of the  o r g a n i z a t i o n  who pas s  on i n f o r m a t i o n  
to  t h e m .  T h e y  have  t h e i r  own p r i v a t e  g r a p e v i n e .  

One of the  d a n g e r s  i s ,  of c o u r s e ,  t ha t ,  s i n c e  t h e r e  a r e  l i m i t e d  
n u m b e r s  in t h i s  g r o u p  w h i c h  r e p o r t  to s o m e  h i g h e r  e x e c u t i v e ,  t h e y  a r e  
no t  p i c k ing  up a l l  the  i n f o r m a t i o n ,  o r  a l l  s i d e s  of the s t o r y ,  and t h e r e -  
f o r e  you  ge t  a c e r t a i n  kind of d i s t o r t e d  c o m m u n i c a t i o n  c o m i n g  up to  
the  top.  

I t h i n k  the  h i g h e r  e x e c u t i v e  h a s  to u s e  t h o s e  s o u r c e s  w i th  d i s c r e -  
t ion ,  if  he u s e s  t h e m  at  a l l .  Th i s  i s  one of the  r e a l  p r o b l e m s ,  to u se  
t h e m  wi th  d i s c r e t i o n .  When  he ge t s  a p i e c e  of i n f o r m a t i o n  t h r o u g h  t ha t  
s o u r c e ,  he shou ld  c h e c k  it out ,  w i thou t  i d e n t i f y i n g  the  i n d i v i d u a l ,  
a g a i n s t  h i s  o t h e r  s o u r c e s  of i n f o r m a t i o n  t h r o u g h  the r e g u l a r  l ine  o r  
s ta f f  c h a n n e l s ,  and come to  a c o n c l u s i o n .  

What  I th ink  is a p r e f e r a b l e  s y s t e m  to u s i n g  a p r i v a t e  g r a p e v i n e ,  
but  v e r y  d i f f i cu l t  to a c h i e v e ,  is  to have  the r e l a t i o n s h i p s  b e t w e e n  s u -  
p e r i o r  and s u b o r d i n a t e  f r o m  the  top down s u c h  tha t  the  i m p o r t a n t  i n -  
f o r m a t i o n  d o e s  get  up. Th i s  i s  a h a r d  job.  T h i s  i s  wha t  I was  t a l k i n g  
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about earl ier .  If you've got your line and staff organizations set up 
in a decent pattern and you've got the relationships such that people 
can feel free to push information, good and bad, up, well, then you are 
sitting pretty as a manager. This is hard to achieve, but I think it is 
a much better goal than the goal of trying to set up a pattern of re-  
porters, because after a while those reporters get known to other peo- 
ple in the organization, and it affects their usefulness to the higher 
manager. 

QUESTION: T h e r e  has  b e e n  a s c h o o l  of t hough t  t ha t  has  b e e n q u i t e  
c r i t i c a l  of t e a c h i n g  h u m a n  r e l a t i o n s  in c o l l e g e s  and  u n i v e r s i t i e s .  
M a l c o l m  M c N a i r  ha s  b e e n  one of the  p r o p o n e n t s  of t h i s  t h i n k i n g .  Do 
you  f e e l  t ha t  th i s  i s  a c o n c e r n  o v e r  the  o v e r e m p h a s i s  of t e c h n i q u e s  
and  p r o c e d u r e s ,  or  do you  f ee l  tha t ,  p e r h a p s  in t e r m s  of the  e m o t i o n a l  
i n v o l v e m e n t  t ha t  you  b r o u g h t  in to  y o u r  l e c t u r e ,  f e l l o w s  go ing  to c o l -  
l e g e s ,  p a r t i c u l a r l y  at l o w e r  a g e s ,  c anno t  b r i n g  tha t  e x p e r i e n c e  to the  
s c h o o l  and h e n c e  p r o f i t  f r o m  th i s  type  of t r a i n i n g ?  

DR.  H O S L E T T :  M a l c o l m  M c N a i r ,  as  you know, w r o t e  an a r t i c l e  
in the  " H a r v a r d  B u s i n e s s  R e v i e w "  p e r h a p s  a y e a r  ago  a t t a c k i n g  the  
t e a c h i n g  of h u m a n  r e l a t i o n s .  T h e r e  is  no th ing  w r o n g  wi th  a t t a c k i n g  
h u m a n  r e l a t i o n s ,  b e c a u s e  we a t t a c k  e v e r y t h i n g  e l s e  in m a n a g e m e n t  
f r o m  t i m e  to t i m e ,  and i t  s e r v e s  a good p u r p o s e .  But  I t h ink  MalcoLm 
M c N a i r  and s o m e  of h i s  a s s o c i a t e s  had  a d i f f e r e n t  k ind of h u m a n  r e -  
l a t i o n s  in  m i n d  f r o m  the  kind of h u m a n  r e l a t i o n s  t r a i n i n g  I t a l k e d  about  
t h i s  m o r n i n g .  I t h ink  they  a r e  of the i m p r e s s i o n  tha t  h u m a n  r e l a t i o n s  
m e a n s ,  g e n e r a l l y  s p e a k i n g ,  t e a c h i n g  peop le  to be n i c e  to e a c h  o t h e r ,  
and only e m p h a s i z i n g  s k i l l s ,  such  as l i s t e n i n g .  I th ink  m y  d e f i n i t i o n ,  
a s  I gave  i t  e a r l i e r ,  i s  m o r e  s o p h i s t i c a t e d  than  tha t  and m o r e  h a r d -  
h e a d e d .  I a l s o  happen  to t h ink  the  t r a i n i n g  in  s k i l l s  i s  v e r y  i m p o r t a n t ,  
i f  i t  i s  a c c o m p a n i e d  by e m o t i o n a l  i n v o l v e m e n t .  Y o u ' v e  got  to p r a c t i c e  
s o m e  s k i l l s  i f  you  a r e  going to do s o m e t h i n g  d i f f e r e n t l y .  S o m e h o w  
y o u ' v e  got  to t ake  t i m e  to do i t .  

T h i s  i s  a d i f f e r e n t  q u e s t i o n  f r o m ,  When  do I u s e  tha t  s k i l l ?  You  
u s e  it w h e n  it is  a p p r o p r i a t e .  Y o u ' v e  got to u s e  j u d g m e n t  a s  to w h e n  
you  use  a s k i l l .  But  you  a r e  n e v e r  go ing  to d e v e l o p  tha t  s k i l l  u n l e s s  
y o u  h a v e  a c h a n c e  to  p r a c t i c e .  

The  o t h e r  poin t  r e l a t e d  to i t  is :  When  can  you  l e a r n  t h e s e  s k i l l s  ? 
S o m e  of t h e m  you  c a n  l e a r n  in y o u r  f o r m a t i v e  p e r i o d  a t  h igh  s c h o o l  
and c o l l e g e ,  and you c a n  c a r r y  o v e r  a g r e a t  d e a l  of tha t .  I t  i s  p r o b -  
ab ly  m o r e  d i f f i cu l t  to t e a c h  h u m a n  r e l a t i o n s  s k i l l s  w h e n  p e o p l e  ge t  to 
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our  a g e s .  But ,  on the  o t h e r  hand,  you have  a f a c t o r  you m e n t i o n e d ,  
tha t  it i s  v e r y  d i f f i cu l t  to t e a c h  young peop l e  m u c h  about  how to  l ive  
e f f e c t i v e l y  in an o r g a n i z a t i o n ,  b e c a u s e  they  have  n e v e r  l ived  in  ~n  
o r g a n i z a t i o n ,  e x c e p t  t he  f a m i l y .  

Th i s  is  why I u s e d  to f ind i t  qu i te  d i s h e a r t e n i n g  at t i m e s  to t e a c h  
u n d e r g r a d u a t e s ,  and  e v e n  g r a d u a t e  s t u d e n t s  and  why I f ind i t  so  e x -  
c i t i ng  and  s t i m u l a t i n g  to t e a c h  m a t u r e  m e n  in o r g a n i z a t i o n s ,  e s p e c i a l l y  
in  m y  own f i e ld  of b u s i n e s s ,  b e c a u s e  t h e y  b r i n g  a b a c k g r o u n d  of e x -  
p e r i e n c e - - o f  op in ions ,  f e e l i n g s ,  and p r e j u d i c e s  d e v e l o p e d  f r o m  t h i s  
e x p e r i e n c e .  

It i s  s o m e t h i n g  of a d i l e m m a .  If y o u ' v e  got  a l l  t h i s  b a c k g r o u n d  
bu i l t  in,  i t ' s  h a r d  to  change ,  and ye t  if you d i d n ' t  have  it y o u ' d  be  in  
a v a c u u m  of i n e x p e r i e n c e .  So the  only  p o s s i b l e  point  of a t t a c k  in  a 
p r a c t i c a l  m a n n e r  i s  to say ,  " H e r e  we a r e ,  as  we a r e .  What  can  we 
l e a r n  to i m p r o v e  o u r s e l v e s  at  t h i s  point  ? "  

C O L O N E L  REII~. Dr .  H o s l e t t ,  s p e a k i n g  for  the  g r o u p  h e r e  in the  
a u d i t o r i u m  today,  you have  c e r t a i n l y  b r o u g h t  us  s o m e  d o w n - t o - e a r t h  
f a c t s  ~ f a c t o r s  r e l a t i v e  to e n l i g h t e n e d  h u m a n  r e l a t i o n s .  We thank  
you v e r y  m u c h .  

DR. HOSLETT:  Thank  you.  

(15 D e c e m b e r  1 9 5 9 - - 4 , 4 0 0 ) O / d e : p c  
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