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COLONEL K~RVEY: Admiral  Patrick.  Gentlemert: 

Teday we ~ a  the ~xeeutlve Development See~ion, which ia the fi~ml 

~porUOn of the F ~ d a t i o n m  Umt. Over the next week we will have six 

|eett t t~s on such topics aS the ma3Dr ftmctions of r~ana~,em~L individual 

and group metivations, human relations, eomzstmieations, decision- 

m~tkin~, and the role  of the mt~der~ executive. 

TO r~aud Ot~t t t~ ~ r s e  there  will be severa l  f~me and the case 

discussion by a faculty ~r~up this afternoon, and four case  discussions 

by you p e ~ l e  in your  various grcsaps. 

Since a t l  students at  the Industrial Coilege a re  executives of one 

so r t  or  another, and since there aPe no precise  answers  to human 

actions and reactionS, in the past  these case disetmsions ha~e proved 

tO be v e r y  a n ~ a t e d  and thoaf~ht-provoktng, t am sure  this class  will 

be no exception and that your vari~ras seminar  r c ~ s  will reverbera te  
I 

with Stimal~tlng stud Sctnt~la~tag dia!og~te. 

To s t a r t  off the course ~t is very appropriate that we t~tke an ore1 ~- 
genera1 

all/look at  management--what a re  the functions, methods, a~d ~echn~quee 

o~f moder~ business managen~ents, what a re  some of the probler~s, and 

what makes  for success  or  f a i l l e  in this field. 
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O~r ~peaker this morning is a recognized expert in the manage- 

ment ~ietd. ~He bee written [ e e t u ~ s  and has ~ lked  on thiS subject for 

a gOOd number of y~a.~, tn addition to~s  academic pursuits, he has 

been z bank ~ i ~ ,  a director of e o r ~ r a t i ~ ,  and has been active 

L-i va~'~o~w Civic eapaclt/ee, i might add that h/s ~present position of 

e~eattonat nature probably in~ lves  a g o ~  deal of p~ae~at  ~anage- 

~ent. AS a ~ I  ~ ~#~, ~ speaker some y e a ~  ag~ ~aduated f r ~  

The subject d~ the ~ this morning is Major Functions and Tools 

It ~ my pteasm~e to~ present fea~ his firat lecture at the O~lle~e 

Mr~ ~ames L. Hayeat. ~ho Dean Og the ~ h o o l  of  ~t~ iness  A~lmL~tstra~ion 

~t ~ s ~ e  Unlve~ity.~ ~ ~ y e s .  

DEAN iqAY]~$: Thank y~u v e ~  much, Colonel  (~entlemen: 

l~anagement has bee~ ~eflne~ as getting things ~ a e  through othe~ people. 

i~ i s  a ~ J  ~ ~  oboerv~i~m that yon c ~ n i y  c~n nmke at this 

maturs ~ n t  in y o ~  life, When you think about the young man who 

first comes into m a n a ~ e ~  and hears a deflnfUe~ that sounds like 

t h i s - - ' ~ g e m e n t  ~ getting t h i n ~  done through othel" people'*-a 

kingd~n--yeu find that at this ~ r  point in life the device ]Cnown 

a s - ~ ! ~ t i ~ a  e e ~  ~ itm h / ~ t  pQiat in many cadgers, because when 

he ge~  this ktn~om he can ,q~iekly ~ e e p  down to them ~It the things 

he neW~ wanted to do a~d ~ e g a t e ~  ~hem quite levelty so  that he may 
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~ p e ~  t t~  r e s t  of ~ t i le  a s  a~ manager r id ing  his hobby horse .  He 

rea©hes the height o f  n~ttur i ty ,  however, a~s ~ manag~r  when from his 

e f l ~  ~ d e f l n i t i ~  chants,  and i t  comes out this way: ~ a n a g e m e n t  

fS getting th~n~S done through other people. It is  p rec i se ly  this point 

~ e  r e a l ~ a t i o ~  ~ respons ib i l i ty  that makes  for  the zDature ~ s r ~ e r .  

I take ~ t s  ~ an ~ n ~ d ~ t i o n  because  ~ have some  r a t h e r  deep 

eenv l~ ions  in thts aiwa that I w~utd like to leave with you. ~ m e  of 

then~ a r e  h~gh|y cen t r~vers ia t ,  but they  give us our th ree  r~eals a day. 

S~ thttt you d~n~ ~alk about ~he P i r a t e s  and ~ h e r  such popular st~bJec~s. 

T h ~  that in this f ield we have a ve ry  iuterest~ng a rea ,  I have come 

to the ~ n ~ l ~ s l ~  t~n~t n~ore people know a b ~ t  ~ a n a g e ~ e n t  t~mn prac t ice  

~.  

It iS quite ~ t~ an oi~ s to ry .  You ~ e ~ e ~ b e l  ~ the bromide that  

ru r~  ~l~und ~l~)ot~t the y ~  ~ell~w who was enthused about sel|:Lug 

encyclopedias On fex~ing .  ]Se went up to his f i ~ t  f a r m e r  and gave 

him a spiel .  The ~ r m e r  |~ f l~d  at  h ~  and wlth a wry  look said, ~So~, 

t t ~  a ~ m d y  doing ~h~t f a r ~ t n g  ha;f as  ~ t |  aS I know how."  

I t h i ~  the world t~ fun  of this  kt~d of z~a~agers. So, when I ~tlk 

~bou~ t ~ I S  and ~chn iques ,  t would l ike to  leave with you a distL~ct 

thOUght thtS m o ~ g  ~hat ~ ~ e  the t ~ t s  and the te~h~iques ~re  not of 

then~selves ~anagement ,  but i t  i~ ~ather  the mode of thinking that a 

~ a t ~ e  tnd~ridu~t h~s in r e a t ~ n g  hi~ r e spo~ tb t l~ t i e s  that brtng~ about 

the t e a t  ~ a n a g e r  ~s agains t  a grea t  host Of pe(~pte ~h~ know the ~echutques. 
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~he ma~ge~, t ~ t i ~ n ~ ! | y  has ~ways done five thtn~s. They h~ve 

v ~ s l y  ett~ufft~o bt=t ttuey ~ Plen, erganize, eoordinate, 

me~iv~te, and control ~ is ~ t = ~ t  ela~icaI, like land, labor, and 

eapltal. S ~  we ~ve them= P~n, organize, eoordlnate, motivate, 

and ~ n t ~ ,  t have a i'eellng that i f  we ~alk about eael~ ~ ~ s e  areas  

v ~ y  q~t~l~ ~ wo=~ set up u m7 goat t~ kzve  ~e= at the ena of ~ y  

assigned p e r i ~  some th~gh,  a that mtgM ettraulate the thinking process 

management w ~ u s  teehntques eaz,r|ed through. 

There ~s nothing in the t ~ n i n ~  of an engineer, an aceeuntaut, an 

~ .O~mis~ ,  an A~my e~Yiee~ ~ any ~ ~ e s e  t ~  that pea* ~e n~akes 

Z ~ m ~ F .  ~ ~ ~ n / ~ r h ~  In ~ r  sectety that the ~ n ~ i e  

FeW~d that ~ e S  tO m ~ y  peop|e ~0~es with management. To p/ek 

~ne that I think is ~ ~ M .  we have the salesman. Say he is a good 

= a ~ n a n ,  what ~ ~ou de~ R ~ e  his quot~. AtI, right, you r ~ e  hie 

qu~l~. TM Now your. Sa~ he i~ a fine =ate~man, so what do you do ? Give him 
I 

~ ~ t y  we find t~+  two t ~ n p  ~ v e  ~ppened. We just lto~+ a good 

~ t e sman  rand p /ned  a POOr manager+ YOu =ee, the cUim~m~tien of goed 

ulO+n~ulzlt~ I= ~net m a m S ~ ~ o  n e ~ ~ ! y .  

H~wevero ~'a~bs~ev~te this t ~ t ,  mmmge~ent may inhere in the 

Jm~e ~ t ~ e n  Who is a ~ ~te~man. a ~ dotter, a geed Ar=y o~i~er. 

k t  | da~thtnk that ~ ~ = z ~ e ~ n e ~  ~VelO~ment we have to come to the 

Of the ~ P ~ m e  m~el~/ee ~i ~ =anagemen~ if we n~ay refer  to it that 
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w~y~ w~r~e:~e.~:~e Lr~divtduai am~vm to  him~etf, ~At this point I am goln~ 

! 

to be  a mSnager, and t am nO longer going ~ be an en~neer ,  an 

S c e ~ n ~ n t ,  an Army officer or these ~ther t ~ n ~ .  ~; This is  a tren~en~- 

ou~ ~eetai~n, b e c a m e  zt is  a~ ~ p~u~ tha~ ~ e  whole course of devel- 

~ m e ~  ehan~es. The ~ a n  who w s n ~  ~ hold On tO his ea~ ter  pro- 

feSs~n,  usU~I~ Wfth a ~ u ~ h t  ~ha~ he may~have to revert to it (this 

i s  qu~te true) fu1~ariabiy W~I gO On in hi~ s p e c l s t ~  to the ~acrlfice of 

manazemen   

So I throw this OU~ aS a challenge ¢0 you: ]~ave y ~  made the ck~ci~ion 

~ba~ yO~ aa-e ~ to ~e ~ lzm~mger~ This is a ~u~h  one, after you have 

sp~n~ y~ur e ~ | ~  ye~r~ ~ ' ~ g  Up ¢~ the ~ e u r i t y  Of aecomp!~hmeat  in a 

ch en p O ess  . 

S ~  ~ k t n g  a~ ~ five a~.aS, 

rased wt . 

!et:s see  s~me of the decisions you 

~ S  p l a m ~ g ,  t~ s e e m s  to me that the 

,,I 

• ~ements Of p l a ~  a t e  raffler #t~pteo as you think abou~ the~o. There 

m thFee. The f l r ~  ~ ~e~ |ng  an objective. This i presume r~ost of 

you' ~ude~stand. I thf~k ,thal hn orgar~zaUOn ought to know where it wants 

t~ ~ five year~ frm~ h o w ' ~ d  te~ years from now. not jus~ next week. 

The i ~ ~ n e e  o~ setting the objective f ro~  ~ e  management point of 
/ 

! 

~ W  ~ not ~mty th6 a~m~OUahment tI~t you hope for but the psyehalogleat 

d r.et  it Ores ta the team. 
t ~ g 

" In ~ r  ~ e ~ v e  s ~  ~ t  on m S ~ c ~ y  s o ~ e t ~ e s  and get up to a 

m~tr~ highway, ~ then I Say to m y w ~  and my two children: '*U~ere 

t 



would you llke ~ go?"  The 7 dzn~ +eewe. So i tmrn to the right, and 

they say, "Ah~ what a re  yOu going this way f o r ?  ~ Does that ever  happen 

in your family ? N~tlce what has happened. Because we did not set up 

~bJective before we left the gara~e we el~eated j e ~ e  p r ~ l e m s .  To 

n~e t~hel.e is a whole host of managePs c0~in~ out today who are  Learning 

pFobLem-sotvtng. BUt I think tt+S high time we begs~ tO t ra in  managers  

who do net e~eate problen~ in the f i r s t  inStance. 

! am sure  yQa have the ~xperienee ~mt I do. A young man comes 

in t ~ a ~ d  says,  "Dean, wl!l you let ~ e  solve that proble~n? ++ l~n3 

net suz, e he san, bat i say, ~'G|ve It a t ry .  ~+ I Say, "GO ahead. ++ ~ d  

l ~  ~tvCS !to He should hRve been able to solve it. I find he cres ted 

i t .  

The~e is a w h ~  SChool ' ~ a y  ~ ~ ,  where, if  you create the 

probiez~ you can look be t te r  tn the s¢/tutlon t~n you can in n o r ~ a t  

~ o n  where nothing happens. A ~ a n a ~  s o ,  cringes develops this 

ellmate, 

S~ W~etting the objective, t think, ~s a distinctly t~por taa t  element 

in preventing c e r t ~  prObLemS 1~e~m h~ppening. YOu see our family 

now ~tays in the E~age  u u ~  by ~n~ocr~tic process my wife detern~Lnes 

wh~re we m-e go~n~ The+re is ~ ~ lesson here.  If we ~elay the 

d¢¢i~i~a ~ m  the t ~ e  we reave the garage until we get to the main 

highway, each ~ r ~ ¢ n  i~ ~ t  CaP in his o r  hel ~ O~n ~ ind  has set a~ 

objective. My daughter, says,  t+I h~pe he turns to the tvft and ~ s  through 
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t a n  s= I ~ #e~ the s h ¢ ~ .  ~; ~ y  son sayl, ~ hope he ~ =  to the 

rtgh~ s e  we writ go  by the z c ~ "  My ~ ~ ,  "I ~ p e  he ~=st ~ets 

US ~ ~ tOW~ OO we ~ p t  away ~ja~v pecrp~ fo~, a white." New, when 

I ~ a k e  the deetsfen there ~# g~tug to be a morale problem creat~ed |~nmed- 

~ e t y ,  T~U~X'e ~ be O ~  twO. Or ~t~_~ee wh$) m~e immed~ately di~ap~inted. 

O~ they ate ~ a ~  it. Y ~  s=7', "]~t ~ ¢~tite as e ~ e r a t i v e  

a e  if  we mad@ the d e t ~ [ ~  in the gee, age av~ let them decide whethel" 

; t ~  t ~  is t~p~r~mt, t~ ~ _ ~  ~t ~ ~ r t a n t  in a~y m a r ~ e ~ t  

t@am tha~ we m i k e  ~he ~eetsten as ea~ty as we ~an as to where we are 

~ d ~  So. that people ea~ p r e ! ~  much deetde whethe~ they w ~ ,  to be On 

T h ~  ~to ~ ~= ~m~e~t~g we dmqtdo  welt--set up eb~t~ves. I have 

a set  ~ t ~  here. ~ ~ k  aU People hate w~rl¢. ~n~ t ime you hear 

Iome~. ~ray, *~ I ~ t  ~O~e W~]~"  ~ say. "]~ek up the wagon. Y~u 

have a ~eat ~ 1 ~  on y~=t, hands. ~ ~ t  ~ y  that. I thfr, k I have 

sttqaek this  ~ ~us~a ttttle ¢mt ~ feeus,  I~t  I want yeu te see if. I 

als~ ~ that we ~ e  ~ the ~owe~s the% God has given us tnteUigently 

tO &vet~d werk ~, We make it smmd ser~tbie.  FO~ ~ t s n e ~ ,  ,here~s the 

'~a~ bz~Q~. DO you ~ ~ people need eeffee tO get through to 

noon with Sem~ 1¢~1 Of ~ V l t y ~  I ~h~t .  t dO think that we reaeh 

/~t~ p ~ y e h ~  ~ ~OW tl~d~ ~ e t i v i t y -  wttt be higher With the e o f ~ e  

b ~  t ~  it  wm ~ ~ t h = ~  it.  Th~ ~a~  ~ t ~  of most of these atud~es 
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show~ that yoh stSr~ w~th a eh~iee. Wheneve~ y~m have a choice you 

.pick~he easte~ one, at~ then ~ ~ e ~ e  ~ut quite ~J~ht. 

NOw~ at o~i~ tevel, ~ f ceurse ,  we don~t worry about coffee breaks. 

We have ~ e ~ e n e e s .  It*s the s a ~ e  principle. You notice how you 

have a ~¢tferenee cud the U~t~e thiugs you do sometimes to stretch 

it an~the~'i~ ~ U I ~ .  Y~u don~t know y~u are d ~ u g  this, really. I 

~on t et~he~. We Say, ~Now let's  reP~p to fln~ Out where we are before 

we leave tl'~t~/~,0m, ~ H~ ~ ~there ~ e  a~e~ but it's better than 

I t h r ~  ~ut t ~  ~p~iat beea~se there are aiways ~people who rather 

S~i~ast~ agree with this. T~h~y are  so-called dedt~ted people--dedicated 
; 

tO d i s a ~ e e ,  that L~. But~ frankly, |et's  took a~ the ~ side. The 

point I am tPytng to make i s  that I thf~!~ peopte ~ accomplishment. I 

t~ink ~he~ will ~ beyond the e~U ~ heat~h and euty ~o aceomptish a known 

What iS the d ~ e n e e  between aeeomptt#h~ent and work? tt*s 

~n o b ~ t i v e .  Any t ime ~ sui~s~dinate is wo~lcing for a man and doesn't 

~k~ew wlmt h ~  ta~k wilt be when h~ is f~t~hed S~ that he can claim it as 

hfS~ he f~ w ~ , k L ~  i~r  ~ u ,  an~ the question of p~ductivtty ~ m e d i e t e l y  

eate~s the p ~ .  ~ut I bzve never* yet ~ e n  an oeeaslon when a~-~ec~y 

~ k e d  me ~ t a k e  & I ~  at the preduettvlty of ~ office or a factory 

~ e ~ ~  ~ t . g ¢ l o ~  Or b~y~ing~else t ~ t  I haven't t ~ d  tl~t 

y ~  ~ t  ~ h  management or the Setting of  objectives. We dan~ have 

o 



enough a~ th!s  tuday. It i s  the ~ e n t a l  impact ,  you see.  o~ what do I 

have when I am finished, This  we ~re  not doing wetl as  managers .  

We a r e  d i ree t ing  peopte, but we a r e  n ~  ~v~ng them a sense  of  aeeom-  

p ~ h n ~ e ~ .  T ~ e r e ~ r e  we get into a i r  s o r t s  of  thrums. 

A v c ~ p l i s b ~ e n t  does another  wonderful thL~g. It makes  a d is-  

~ c t i o n  between those  Who can  and those who c ~ ' t .  You ean*t argue 

with-i~, tf I s a y  t w~utd bXe t a  have a task ~nlsbed so  that th~s writ 

dO that  b~  10:08 ~ t ~ k ~  w e . e ~  measu re .  This doesn ' t  meau flint I 

a m  not willing to aceept  your  excuses  a s  ~ why you didn' t  make  it. 

It doeAntt mean ~ha~ i a m  not willing to ~tve you ~nother man to see  if 

he can ' t  de  i t  in twl~e ~ e  t ime.  This  we can ~ .  

Th i s  ~ a l l  human ~eia~ons,  you say.  T ~  is  a l t  the  human re la t ions  

e | emen t  av~. a l l  ~he char i tab le  relationships whh~h we s t i l l  n~ay have. 

The point we have t~ de~ermine, however,  for  you and fo r  me  is  that 
c 

yma didn,t mak~ the  or iginai  ~ | ,  This  is  verT e ~ e n t i a l  to this  vas t  

area k~wn as ma~a~en~en~ deve~ent. There are a lot of managers 

Wh~ ~ake man~@ament ~ e v e ~ e n ~  e0ur~es and they d ~ t  develop. Why? 

~ e a u s e  when ~h~y came to  ~te ~ r s e  they  didu~t think there  was any-  

t ~ g  ~ t ,  ~hey weren~  do~n~, so  the re  was no need for  developn~ent. 

see  when t se t  an Objective and yc~ reach  it you ri~htfuUy con.. 

elude y ~  den~, need development f ~ * h i e  objective.  ]~-L if you fl~iI. 

you some to the eonettwi~n your~etf  tha~ you nee~ ~ewelop~ent.  Then 

manage~en~ devetepmer~t sudeenly b e ~ e s  ~ ~ u l ,  when you know 
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w ~  yO~ b~ve ~ - e d .  ~ts  ~ shoz~ WOrd+ Ym~ Pan put ten w~n~m 
+ I 

~ U n d  it and+ mCmnds m*o,~ aeeeptzble. But it'+ tt~e ~ e  p~.uciple. 

We l~av~ ~ ~ ~ d ~ ,  We h~v~ a w~w Of w~klng them ~ n d  today. 

k n ~ .  ~ Some~e  e ~ e s  he~e  and ~ ,  +'~nmm+~ is careless with 

+ 

~ e c ~ v e  y ~  i ~ n ~ t y  ~et imt+ whst ! call t~m~ w e | t - ~  P ~ r b .  

~ t  iS a r h u b ~  ~ 1~'~ ~tking about things wb.ieh are n ~  pe~nent  

t~ the ~e~ at h~m+. For iMtanee.. "Joe, you aidm, t get thmt ~Job, done. '~ 

Thi+~ ~ ~+~mapl~y ~ tbe poi~. It ~ + t  ~+mm~e the fa~  that it 

did~+t ~ t  ~ U S h e d .  ~ y b e  ~ b ~  ~ he needs t~ a ccn~se in 

L~ttn 8e  ~ t  he een ~o ~ m e  and read t~e degree a~ th~ point. You do 

~thfs when you get talking ~ educmtiom + ~ r e J s  my p ~  red, oral. 

Have YOU I o e ~ d  in ~ ~te ? ~ ~ seen the e~perten©e I have 1 ~ ?  ~'  

~ m n ~  e ~ g  ~ the ~ t  t ~ t  +you didn't ~ ~ h .  

Y~m will f ~  ~ t h e ~  are a l+t ~ ~ ~ ~  t ~ - t h a t  a ~  

~ ' ~ m t  ~eat mP ~ ~  aml ~ m o t ~  and ~ e ~ r ~ g  on the 

of ~ reeo~t rather t ~ n  on the b u ~  of ~cOmplishment. They don~t 

n ~ + ~ e e ,  b e ~ u e  ~be~O w~s n ~ - o b ~ ~  to begin With. So 

The ~ ~ tw:~et!~ty+ W~ g~t ~etivL~ ~ ~ec~m~pll~ent  atl 

+,, 
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I r e m e m b e r  a man  who egn~e to work with n~e about the 

s ame  t ime ! star, ted t e a ~ h i ~  and a question a r o s e  about b ~ .  They 

stud ~hey thought he was a ~ue ~ a n  and they dtdn*t ~ i n ~  ~iving h i ~  

m ~ e  n ~ e y .  They said, 

he s tays  unt i l  5 ~feloek. 

"When the r e s t  of you a r e  qu~ttL~ at 3 o~cl~ek 

Holidays he i s  L~ t~here working ex t ra  t t ~ e .  

Saturdays and S u ~ a y s  you g r e  l i ab le  to see  h i ~  on his  f loor at any 

t ime.  ~f T h e e  of  ~ who knew him knew that he had ¢ o ~ e  without organ- 

i~ation. He dtdntt l ike to have the supply ~ '~m down this end so he 

m~ved the supply r ~ m  f rom this end of the ~ t l  to the other  end of 

~he hai l .  T ~ e e  ~ o n t h s  l a t e r  he dida+t l ike it there  so  he ~oved  it to 

the ~ t d d l e  Of t~t~e hat | ,  T h e e  m~n~ths hater he moved it ftmn~ tho le  to 

where it Was f i r s t .  F o r  t t  y e a r s  he had been movin~ the supply room. 

was ~y aS ~il ~ Oi~t~ but not a e e o m p l ~ l ~ t ~  very  ~nueh. 

Yet the re  a re  people who a r e  rewarded  on bus iness  r a the r  than on 

a c m ~ p U s h m e n t .  You don~t have ~ u e h  e h ~ c e  i f  you don't  have an 

Ob~eetiw, beeatwe you have lost  your ~ S u ~ g  point, A lot of man-  

ager~ mh~s this .  This  i s  trueo you see,  r ight  d o ~  to the level  of the 

p~rson as  weU as  of the fune t t~ ,  ~ e  departn~ent, the ~insiGu~ of the 

whole |~stitutl~m, 

The second potut, I ~thlnk~ in  p ~ L ~ g ,  is  tO s s t  a ~twe-table,  

etg~tu, as  a m e a s u r i n g  ~ n t  a s  wel l  as  a ecmrdiuating point. Of those 

who Can, thea~ a r e  sonde who ean on t ime and some who can ' t  on t ime.  

The manager  wh~ is  ~ s l ~ n s i b ! e  ~ u s t  k~0w, in o rde r  to have a s e r e  of 

1t 



timing, ~tmt these people e ~  a e e ~ p l i ~ .  Anot~e~ v - ~  tmpm.umt 

aspect o f  thls~ in my z~ind~ i~ t h ~  time i~ ~ e y .  t used ~ walk out 

~ d  l~k~at the ea~pus eloel~ and on ene side ¢~ it it said, ~Ttme is 

~money. ~' This i s  V ~  t m ~ ~  in my t h / ~ .  But some peeple 

t m ~ ,  stnee w e ~  gone ~t~ {he h~m~ty or pleee ptan. have come into 

~l~e ~ tha~ ~hea the~. are  en a sat~y they have all the ~ e  in the 

warld at ~ t r  d t sp~aL t have never yet seen a task that couldn't be 

~ u e e d  to ~ Cost pe~ h 0 ~ .  ~ of us in the p r e ~ s i o m ~ t  flel~ I feet 
~ e  e x ~ e ~  ~ t l ~ .  

Le~ me piek OUt s~me p e ~ l e  ~ i ~ y - - t h e  en~ineers. The engineer 

70~ C~zt x~sh ~ e a t l y i ~  ~. you*d be sm'prised, if  ~ hawe another 

en~iaee~ ~ e r  ~ the wings whe ea~ ~ e  his Jeb. w ~ t  you can de to rush 

~ ~ t y ,  Seee ~ ~ ~ e ~ e s t ~ ,  if ~ ~ v e  an ob~e~tive, to 
3 

get ~ t l ~ i ~ .  ~ by ~ e ~ t s t ~  time. I d ~  ~ e a n  ~ t  ~ ca~ come up 

wLth h L ~ s t i e  i d m  by a ~ lve ,  poJ~. b~tt y ~  ~ex.~i ,ty can help in the 

~ina~ ~i~ the en~r~se by having a t i~e  when ~ey n~us4: go te~ether, 

~ if you a ~  ~ e ~ . i ~ g  t~ese w ~  s ~ e e e d  ~ those wh~ ~ 1  in meeting 

t ~  Pel~t yeu'U be s ~ ' P ~ e d  ~t~ how e ~ i e n t  pemple eem be in tmptemenU~g 

t ~ m s e t v e n  a ,d  ~hei~ thinking to get a r q u l t ,  But v e ~  often the manager 

does ~ a ~  ~ .  a t ~ e  ~ m ~ t .  

Whe~ ~ ~ t~t~ the ~ m ~  ~ we fJ:rSt I~d, there was a be~utffui 

r 

~map!e ~.,~e ~ ~ ~ e  side 
A 

wZ|t ~ ~ . "  I a~td. 

My wife said, "Pd like to have a dry 

"l~s an e~eelle~t i ~ L  1'1t find ~ n e o n e  



to do i~. ~ "~ She sai~, ~ have," i was it. Now, I ~ t  in that dry watt. 

~t's a good dr~ ~a~it. ! think it wit[ be there for quite a few years to 

come. It's a ~ job Of masom, y. ~Ut that d ~  wall cOSt abou~ $2, 090. 

~t took ~ e  a t l ~ e  ~ m ~ e r  and into ~he fail, and air the fottowing summer 

to ~e~ it done. ~A skflie~ ¢ r a f ~  ¢o~i~ b~ave done it in a week. You 

see.  the ~ i ~ e ~ c e  between the two of us was that i built in t~ne-wise  

a cost  which t ~ou!dn~t eel~ when I ~ o v e d  out of that house. 

Now th~  h~p~ns  in indus£~i. The managers ~e  have build cost  

into productS, it's absolutely phenemenat. T i ~ e  is  money in the eyes 

of a ~ d  ~ a ~ r .  

~he  thtrd ~a~er in ~ n g  th~  v~e h~ve to think abeat is  ~he faetar 

of  b~itdin~ in ee~trel~ tt~ f~e p ~ t  Of p ianni~ ,  tl is  ~,~Xe~unaie in ~he 

d t S ~ S i o n ~  m ~  m~nk~en~ent s~b~ee~s ~ t  we are  ~ ¢ l ~ e d  to think 

of ~ ~ a ~ a ~ e n t  ~ I e  as  a k~rise ~ isotate~ operations. Contr~ls 

¢ ~ e  at the very f irst  peh~t Of planning. It's a very important factor. 

t ~ e ~  ~n ~ e r a l e ,  and we e ~ t d  spans] ~ d a y  Jesl .On fl~is elen~en~ of 
1 

Far  i N I m ~ ,  I ~ t 1  you in and I s&y, "Aoe~ I would like to have a 

~ p O ~  by Ft, N ~ n  en~ tttteh am] s~m~l~ a sittmtten." You ~ay, "0. K. 

b ~ s . "  Comes F ~ i ~ y  mor~h~go and Just to be ~ e  FU get the report 

i ~ t t  up and I ~ay, "Jm~. will  | ge~ that repm-t by noon? '~ You say, 
/ 

~ ~ s # ' y ~ u  wi l l  " i ~ y ~  '~AiI right. 

0 

f 

% 

I was Just w~nder t~ ."  I bang 



up the telephone, 3oe says, "What's wrong wi th  him ? Doesn't he 

t rus t  me ? A re  we getting a spy System around he,w? ~ Even i f  he 

s a y s  nothtng the~ets  a l i t t le  bit o f  a tet~dDwn. He thinks I d e ~ t  him 

because  ~ earl  ahead of t ime.  

Many people will  ~ th i s  contret ,  and i t  t ru ly  is. Lefts  change 

the sit-nation. Suppose that  at  the point that  I ask  for  the r epor t  when 

I =aU joe  in I say,  ~Jc~e, m a y  | have a r epor t  on such and such a s i tua-  

t ~  by F r i d a y  neon? He says ,  "Of ee,arse.  ~ I say,  ~'Would you mind if  

I ~eall you Fr~b~y morning to see  if you a r e  going to have it, ~o that  I 

~ n  ~ort  of  pla~ my  day?  ~ ~ e  s=tys, "No. Go r ight  ahead . "  Now when 

I e~ii  him F r iday  xno~'ntng i wonder  if y~ t  see  the difference in his 

~ e r a i e  and his re&ellen. He expects  the  call .  

Ma~y managers  m i s s  this  t i t t le  fine point of ~lving the ~ a n  expects -  

rictus as  welt a s  inspections.  It is an important  point iu planning to think 

ahead of t ime:  ~'How am I going te  control  this  operat ion ? May I a l e r t  

the n ~ n  tG i t  ahead o f  t ime  ?" 

A seeond ~rea t  a r e a  in which we = u s t  develop ski l l  a~ managers  

iS that ef  organizafion, Here  t bel ieve that today we have as  z~uch con- 

f ~ i e n  between techniques on organisat ion a s  we 4e in any a r e a  i know. 

I go into many  e ~ p a n i e s  and I s~ay, ~Are you or~anized?  '~ They say, 

"Are we erganiged~ Look at  our  eh~rt ,  '~ New, r~O one is ~ ~  tO 

anyone e i se .  but they have a char t .  Or  you go into another  o~e, and 

this  is  a v e r y  l ~ r ~  o~av. izat ion.  They say ,  ~Boyo a r e  we ergauized!  

t4  



LO~k at our nmnual, N~y, a re  we organ~ed J" I wonder ff you see 

the s e t m r t ~ u  between the technique and organization. 1 like to par ~ 

a~le~ this with a c i ~ r e t t e  ads T~Zf y ~  d~*t  have it Up here you don't 

have f t . "  (>J~pni~tt~ iS k menta| e~eept .  Iris a mental eoneept. 

Let ~e  move ove~" here ( ~  the b 1 ~ k b ~ )  and t ~  to diagram 

my nOtion Of organtt~Uon, Le~e put you up here. We wilt say that 

lu ~ "  organ~ation you have thk~ee t~p~e  that you have lu~ed or inher- 

ited. There 's  a dt~erertee. Manage~ment i~ getting *h~n~ dane through 

~ e r  people. Obviously, the job at the roanager iS largely management 

and c~ten some de4ng. The propur t i~s  wilt el~nge am you move in the 

Organ !~ t !~  from the top tO the bottom, 

tf we are  er~aniBed, it would see~ tO n~e that the logic of the 

situstion must be ~hat the effort of A p~us the effort o~' ~ plus the effort 

of C equais the doing p~,t ~ your ~ob. O b v ~ y ,  if A does not know 

his j~b, Or if B does not know his jc~  ~r' if C ~  job is not cla~ifled, 

~t w ~ t  add up. 

Yet ~ y  We ha~e any r~mber Of n ~ e r s  who have other peopt~ 

werk i~  fo~ them but tt~ey ~t~tl d~n~ kn~n~ what they are supposed to get 

done. I wonde~ H y ~  see that we ~ back t¢~ the pla~dng phase of 

what is the eb~eeti~ of this job o~ task. There are man~ techniques 

bein~ ~ e d  t~f~Tf that help this. There is a chart which tells you what 

y ~  name ~ .  The lines ~ the ~porta~$ part of the chart, as you 

~tt know. They Show the respoastbfltty, the a c c ~ t a b f l i t y ,  and the 



au~hor~it~y. ~ e ~ e  lso a p o s i t t ~  de~erlpfl~n which tells you what y ~ r  

re~p~n~;tbii~ty t~. The~e ~ a W~y ~ne ~t~ing whtch delineates the titles 

just°a bit and fl ~ what ~3~e top m a ~ e r  l ~  In mind as ~0 whose 

The f ,  at~re ~ a t  ~ e  a~e n~t d~n~ well  e a o u ~  today is tha~ of s~mdards 

O~ p ~ m ' m k n ¢ ¢ .  St~n~a~s~ef performance are s t ~ e ~ e n ~  of the resttlts 

Whleh Will p ~ a i |  whe.*~ a job is we~l d~me. Since this is difflcu|t, and 

s~n~e 1~ is  the r ~  of ~he m a n a ~ r - - ~ o t  of the ~mbor~i~ate--we ~ t l  to 

NOW, 

what w e  wa~ .  

the s ~ e  ~ i n ~  fs ~ t  at some  p o ~  or o ~ r  we atwa~s k~o~ 

t~ we ~ we are not o r ~ J ~ e d .  Y~.~ see.  I know ~hat 

you k ~  wh~t yom~ s ~ t n a t e  i s  tO yO~. O~hel~wise fl~e sub.~rdin~te 

t 

| 

¢annot be r f O t  m ~ wron~ because the ~oreectue~s or  the incorreetnesz 

management ~ in reference to s ~ e e  ~ pot~ .  When you bring me 

~ , ~ r  ~es~tt ~t mUSt mai~h ~ap in my m ~ d  with what i think you've done, 

i S~y i~S a' g ~  lOb. ~ ~t ~ e s n ~  match I sgy it's a bad job. Why 

j 

Tk!s i~ n~t well ~ e  ~ t  ~i~ t ~ 7 - ' ~ g  standards ~ performance. 

which we a|wa~s kn~w~-e~e~ttmlly, not ~ d e n l y ,  but eventually. Other- 

W~se, ff wh h~,d the th~ugh~ in o~w mind, ~ risk -of O~e setiem is in the 

s ~ l / ~ t e ~ s  ~ .  SO he ~ ahead ~ d  daes something ~s he sees 
s 

it. Ne b ~ l u ~  it tO US and ~J~en we j~dge. DQes it eO~nelde or dcesn~t It 

eo~eiOe? In a i ~  o~ t ~  he beeomes  ~ g z ~  s.[~ordineXe or a ha¢ 
t 
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' subordinate. Thl~ I think e h ~  t~t~t .  It J~ ~ important in the 

m~inagam~ent p ~ e ~  ~ga~.  This ~ an area v,~ll worth your exptora- 

Te !~ustrate it. let's put it down this way. T ~  thtn~ that i 

~m putting On ~ e  b~ma-d are s imply d t ~ ~ t a l ~ .  They are not qu~nti- 

ta~tve. ~ is  job ~ .  ~ e ~  is  Job B, Here is ~ab C. ~ac~ n~an 

h ~  a Uttte d i f f e ~ t t  ~ ,  b ~  the sum t~t~l of t h e ~  ~ e e  quantitative 

? 

7 

eoneepts muet be what ~ w e  r e ~ i b t e  for in the eyes of ~ u r  

s u p e r i ~ .  It ~ we then d ~ e ~  it, q u ~  p ~ e c ~ t y  the risk is  it won't 

ul~, t ~ n ~  ~o~lng that y ~  wtU knew ever3r ~ 1 .  You w~n't. 

th t ,  -the e x i s t  fa ~ yma do not knew evel.y detsil i s  the risk you are 

~t, unn~ng th~tt ~ Wfl~ ~ be able to  give ~ s ~ o ~  an aecompL~hed 

We ~e n~ ~ g  too obJe~vely here. We ~n'~ You e~ be ~t 

aS f£~ed fvr n ~  d ~ g  ~ ~ u t b t e  ~ for  not doing the possible.  You 

think about that ~ s minute., If i have an i ~ p ~ s / b l e  demand and ~ m  

d~m't p ~ u ~ e  the ~ p D n ~ d ~ ,  ! say, ~to. yc,~re f~red." Don~ get 

~ ~b~ee~ve in ~ ~ t ~ g  about this. There are an the things that 

We l~e .  i~  be obje~Ive ~ t ~  but what the Job ~L~ iS the c~r~anizatlon~ 

mind of the manager. 

~ ~  t t  ~ e s e  ~ P~p|e~ let~  say that A iS a g ~ d  man 

w ~ o ~  his ~ o ~  ~ y  ~ t~rn~ it o ~  t~e w~- we wa~ it. He 

t ~ e  ~ e ~ e h c ~ e e  nUb~rdtuates~ B is  a ~ w  man, Ne~s just beatifing 
T 
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the jbb. He++ not futt 7accomplished yet. He's tasking questions 

and s o m e t i ~ e s  getting ar~we~-s. ! Say ~ that because I want to follow 

i 

L 

I 
J 

up on t~at s m t e ~ e ~ .  T h e ~  is  pa~ of ~he Job that is not being done 

~ i t  n ~ .  L~et*s ¢~.]Lt ~ t  X. C is  an o!d~mer.  He never haS done 

h ~  work, Th~ ~ ~  he ~ s n  t dor~e tt has been vez'y ~ u e h  in the 

~ a ~ ~ ; + ~  + FO~ i n ~ e ,  he+s ~he ~ a n  who plods ho~ne 

night ~ d  ~e says t~ I ~  w~e, M a ~ a ,  "I think probably i ~ n  

~01ng pr~e~X welt over ~t  tk~t ~nstallation." She say~, '+"W+my? ~+ He sa~so 

*++We~++ I d6 ~0~y wo~k~nd ~ One ever says  ~ word. '+ The rnan~ger goes 

h~me ~n~ says t~ his  w~L~, "Mat~, tba~ new fel!~w I ~ d  ~s terrible 

b~-]; J ~ t  d ~  k ~ v  h o ~  ~pproAeh him. ~ T~m may go on for weeks. 

~ T ~  ~e l1~  i~i-b~tdi~g ~ e ~ i ~  that he iS doing the lob and the other 

fettOw ~'+w~nde~n~ 1 ;~  he~ e~n ~ i k  tO him. ~fter a white this felh)w 

get~ a bu~It-/~ i ~  lha~ he is  doin~ the ~,b, ~ t  s u d ~ l y  this man says, 

~ Y ~ Z ~  ~ ~ g  it. " ~ i s .  ~And ~ i S  m ~  tS an o l~Imer ,  vei-y often. 

S0n~O~e~ it  ~ + t  z ~ t t ~ r  of ~eeks b ~  a matter of years. Someone is 

a ~ e  to ~ t~ h i ~ .  He sabra, ~ ! ~ e ~  awkward when X evaluate 

, ~  r .  • 

S~ L ~ e t  we  bare to  do'lh~ese things ~ to let ~a ~ u  k~u~rw 1~ he doing 

the ~b~mVt he: We ea~ d~,ht~ t~ a k i ~  sense.  S~ the part he is 

no~ ~ g  done ~ Y. I ~  !~_Ne to tel l  y ~  one n~ore thing ~bout him. 

Sometimes rye ~ m e ~ t  him + ~ ~ , o ~  rewards. We emil ~_,m ln. We 

~ a ~ v  t~ve ~ e ~  ~ to evetu~te ~im. We sa:V, ++Joe. y~u ~re 

18 
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r ~ l |  7 ~ot t ~ r n i ~  OUt the kind ~ work we would like to see turned out 

here.  We fl~t~k yo~ a re  ,cons~enflOus. We think you,re toyaL" We 

have a few choice otiler words that azw ust~a|ly on the evaluation sheet. 

We say,  ~Now, l ~ k .  i~m going tO gtve you ~ o r e  money. ~n~ going 

to g~ve you ~ s a t i s i ~ e ~  raitng and ~ o r e  money, but le t ' s  see if you 

can't  ~ev it up a Lt~le bit this yea1 ~. " ~s  he drives home, he says,  

~qo ser~J~le m ~  gives you more  money if  you ~ e  n~t doing the j~b. 

I~m afral~ ~ ehange became  mzybe I wen~ get ~he money next yea r  if 

i Change." l~e~Z a bel iever  L~ ~ e  s ~ ,  you know--money tsn~t the most  

i~por tan t  thing in l~e, but it 'S away ahead of whatever is in second 

pI~e~ So he Says, ~I~m g ~  tO keep on ~r~ttt &rea i  c r i s i s  devel~ps 

here  because ]~ don't want tO end~mger, ~ y  ~ e . "  

This doesn~always  happen, but i t  ~equent ly  h~ppens. We rew~rd 

a man for n o n p e r ~ a ~ c e ,  and he togtca~y concludes--better than our 

log=,~-ttmt he is doing the j¢~ bewause he is being rewarded. Industry 

~ult ~ t~ese pe~p~. 

~he q ~ s t t o n  I have ~ r  you is: Who is do~n~ X and Y~ You are,  

you love it, You l~ve t~ go home and say, ~i d~n*~ kn~v what kind 

Of p e ~ | e  ~hey a re  turning out these days. I d~n~t know how that fellow 

got tb~tt rating. ~ ~nd so on i~ g ~ s .  ]B~t seere~ty you a re  enJ~y~g it. 

N~V we ~ e  back to the f i rs t  point I made. tt gives you one of the 

r ea l  occ~ions~y~u have to ~ v e r t  to your ori~ir~ai pro~esslon. ~ e  do 

i t  in SO many qtfie~ little ~ + ~ d  gait tO be ~ a ~ ' e r s .  

19 



- B e e m ~  ~ to yeu mad ssam~ '+Bess, Pm ~ ,his s i t ~ .  

I ~  wende~ing wh~ we s ~ t d  de. +~ Y~u ~ y .  "Well, I've been at 

+ th~  fm ~ ~ ~ ~ ~ ,  ~nd in the ~ h t  ~M~ mY experience (and 

~ ~membm, i bid i good ~ )  t think what ~ ought to de is this." 

° He s e ~ ,  ~+T~ank ~ very much. '+ He ,eemes baek ~ tomor,r~w and 

SayS, '+Yea kn~v that situatten I t ~ e d  to you ~ yes te~ay ."  You 

I~ ~tldn?t wt~'l~," ~ ~ t  ~ e e  that ~ h~n*t ~ e  a mt~take yet? 

ThtS is  very ~ ~ .  became B ~ ~ in te yea at the end 

e f ' ~  ~ e a z - ~  ~ y ,  *'Leok~ b ~ s .  Am t1~ U~e for ~ e r e  n~tey?"  

Y ~  say, ~We!~, now, ,~ere i r e  seme~+th~ abeut your perferma~e 

ttt~ ][ ,wo~td !J]We tO ~ ~be~.  T h e ~  ~ ~m;e t~L~s that are net very 

y ~  y o ~  m~t~y ~ ~ r ~ .  - -~ ethe~, we.valet, yOU m not going tO let 

~ ,ub~r~nate tett y~t that you maete the ~ g  decisions. 

~ev~ keep y e ~  ey~e mt ~ ~ + s  ~t ~ e  m ~ r ,  became he L~ 

t ~ y  ~ ~ - d e n t ~  ~ e t h ~  ~ .  It+s p~retty ~;~ep~istn~ 

hew e~ten ~ ~ , ,  T~er~ s,z,e m~age~s  ~ m~e very eL~e~tivety 

~ w ~ n g  ~ the ~ebos~imttes. ~t ether- ~ s  we de net use the s~p le  

tezhntque ~ ~m~cing ~ u b ~  to + b ~  as t .  at ~ r e e ~ e n d a -  

f l e~ ,+n~cer  ~ ~tu+tten h e m  a ~ wttheut a reeo~nmen~flon. 

~+a a ~ e n i a i  ~ .  ~ e r w i s e  y~ns~ve lost y ~ r  ~ o ~ u n ~  t~ 

~ee~e t ~  ~,~g,~nt. ~ c ~  yea ~etZ w ~  a , ~  ~ s  geed ~ r ~ e n ,  



O~ bad ~ g ~ e n t  u~leSs he r~tkes ~ g ~ t s  ? So ~he r e v ~ m e n d a t i o u  

~ives- y ~  the Opportu~ty to ~act judgments, eorreet ~he situation if 

11 *see~$ ~0 dem~w~ it, O~ 1~  ihe~n exee~te it with their ob~ective if 

You ~t*a i ~  ~ ~a~agers-~ho-t~ke ~ s~Ive their probie~s end 

~' ~aS a ~vevs iOr~  W feature they want tO keep in ~Ouch with their forn~er 

~ b  ~ ~ e s s i ~ n .  Thex~e [~ a Surpri~ag humbert ef ~ s n a ~ r s  who say. 

'I don't ~It~, ~a~:de~d this job I ~m doing, b ~  if  i~ dc~esn'~ wm'k out 

L 

¢ 

i~ ~ atway$ gD back W my Ot~r ~b .  ~ 
t % 

T ~ S ~  are fat~tw o~ o ~ ~ t i Q n .  A n g e r  aspect o~ or~gani~tten 

~ e g ~ ¢ ~  We know ~ t  ~ No. t reason why many managers 
f 

f~l~ is ~a~k ef ability t~ dete~e. Thl~ ~ s  ~he que~or~: Wh 7 don't 

p e ~ e  delepze~ ~ w  we ~ back to ~ y  criminal statement t ~ t  on~ of 

~ ~ a ~  ~t~ ~ ~t~g~te ~ is be~.~u~e when we are l ~  in the 

~ ~ e n t  ~s~i~ n h ~  ~ ~ e  hebb~ hors~.. The r e u ~  ~e 

d~n~ d e b a t e  w~li ~ i s  bePraiSe we don~t ~ h~w tV c ~ t r o L  

~he ~ ~ ~ ef ~ ~ m ~  ; ~ o  ~ : ~ t  want ~ ~y ~ecause she 

was af~'ald ~ h e ~ p ~ c ~ u t d  ~rash. They Said, ~We|lo ~ r t ~ ,  when your 

~ i ~ e  ba~ ~ e  3~ttr t i ~ e  has e ~ . "  She sa~d, ~ fes ,  b~t s ~ p ~ s t n ~  the 

p ~ t * 8  t ime ~ ¢~me and m l ~  h ~ t ? "  Y~U see. when she was walking 

~ t e  ~ h~o~n~ ~on~L When ~he WaS ftyin~ she was ~ d e r  a 



iS Out of line. ~ I ~ y ,  

de se r t  i~land he~s on ? 

~*3oe, donet yes  like i t  here  ?~ De yeu notiee the 

There  a r e  two effeets  here  that ~ave to be noted. 

T ~ s  is qeite =tm,t=~' to a ma~gement ~eb. ~ I do it mysel~-- 

~the way tO get a j ~  done is  do it  yeu~e~f~-=lnll  take fall  respon~l-  

bfUty for  ~ l ~ t ~  i do, even fai lure ,  ~ u s e  a t  t ~ t  I get lead 

t ime  en  an exeuse.  YeU r e e ~ g n ~ e  tbls,  you see .  But how do I se t  

these  five ~ e a  down he re  ~ de  the doing wtRle ! do the managin~ and 

se~sehew be respons ib le  for ~ wheat they a r e  ~ t n g ?  You see I have test 

m y  lead t ime a t  th is  peir~t. It i~n' t  ent i l  they have failed that t suddenly 

have to w ~ d e r  how l am geing to explain this to the p e r s ~  above me. 

have tes t  ~ n t ~ L  

One ~ea=~en we t ~ e  control ,  a s  f a r  a e t  ean ~eeo is that  we a r e  

d e t e ~ , t ~  things which we dtSUke tee ~t~equentty. If you delegate that 

which yOU ti~,~e and take unte y e u r s e l f  some ~f the things you disl ike of 

which yeU ax~e capable y ~  improve  your  power  to ¢o~rtrol immeasurab ly .  
¢ 

| have ~ttSt t~en  made Viee Pres iden t  m charge of sa tes .  They te l l  

~ e  I am going ~ have a ~ g e t .  ! say,  " ~ t e e  and t~dgets .  S~tesmen 

have t~ b~ ft 'ee to ~pend. ~ e y  have to  ~tse thei~ l~tetttgenee i~ s p e ~ l r ~ .  

YOU haVe tO epend what y ~  have ~ spend to make a s a t e . "  They say~ 

~YO~t a r e  goXng to h a ~  a b~td~t .  ~' So I get under  a budget. I say, "All 

rlghL fleW, P i t  te l l  you wlutt t am ~ i n ~  to d~). 'J~e, you run  that budget. 

YeU keep y ~  eye on it, 1 a~m ~ u g  cut tO vis i t  the sales offices.  ~'' 

I e ~ e  back in three months and word comes down, '*Your sales budget 



+ ,  m ~ + + Y 

t 

1 

Ieam~t  he]~ ~ ~Pow ~ e  t tmv~ ne u~e fer budgets. Probably 

de~t  ~-~ew m ~  about ~em+ I am h a y i ~  a lot of f ~  ~ o u ~ ,  dotn~ 

T 

I 
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~ i a f  t h ~  ~ ~  d ~ e - - ~ X t t n ~  the ~ l e ~  offlce~, i t v i ~  oat of a 

brings his adyiee up to ~e~ 

| am ~e~vly dependeu~ ~n hh~. and ~ e n  he 

there ar~ ~ y s  when t w o ~ e e  ff he is ~ 

me f~ ~ ~ .  ~ m  Z ~ ~ t b l ~  f ~  th~ ~an~s ~t ions,  but I dOn~t 

~ t i ~ .  T h e ~  I ~t+ ~to d e t e ~  ~ IOt Of ~ i ~  to him. I crea~e 

m ~ a l e  preb~,~me ~ goln~ ar~i him, by asking questions which raise 

t ~ * S  ~ ~  the S ~ ~ .  Pre~11mt~ ~ tb~t A~e iS a ~i~feren~ 

Z ~ .  ~ +  e|]. |~m ~ charge-of ~ | e ~  and they f~;e4,| zx~Je t am ~ n g  

~ On a b ~ d ~ ,  Z ~ b ~  ~op!e  can iea~r,~ bud~t~, so Z am ~ ,4~  

t ~ e t ~  @a, ~ ~ ~ ~ S ~  hetp and ~ ~ e t l ~ t n g  about 

bu~ptary g p e ~ i ~ .  ~ ~J~,  I wa~t ~ ~ get mat and vis.~ t h ~  

~-." When ~ e  e l ~ e ~  in, 4o ~ t~duk t e ~  ee~tz~l 3ee ? ~e+s 

~ + ~ y  bsek ~ s ~ .  z¢~m s m ~ ;  w ~  ~he t~i .~ if  gol.~ w~oag. Joe eo~es  

Z a:~,  

~l~ett 7 good." 

He says, "G~ed. ~ 

t ~ ~ U  ~ se I i i~ .  ~;L e a ~ . "  You see, he~s do~g 
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Y ~  ~ + ~ e  ~ulUW ~ t ~  +whlc~ Iean eont~!  him. I don+t care 

~ z~p~r~s he t u ~ s  in an~ the grsphs and = ~  he shc~s me. 

Z ~z~ +q~esUb~ w ~  ~ ~ , ~ t  ~ ~ ~  to ~he f a ~  and f~ct out w ~ t  Z 

b ~ g e ~  a ~  Pwa learned ~ ,  ~+s ~ t  b l ~ ,  but Uve learned. 

~ i t e e  a ~ r  a few ~ my + ~  to ~b~ e n t e ~ m e .  There are. 

two ~ n ~  + ~  which I know so~eth!~.  I knc~v something about 

~ t k ~ e  ~ ~ - ~  ~ b ~  b~d~ts.  I am ready ~o grow, to move 

+ ~ ~e~ we mt~ l~s~g ~ g e l ,  s at a ~ t a s t i e  i, ato in m i ~  m a ~  

n~ent~ b ~  the~ ~ s l s t  ~ ~ i n g  ~ ~ s  and not ~ i n g  on ~ e  

d~stimte~i ~ of WM~t they m eapal~e in ~ e ~  t~ prove ~ p~wer 

We do ~ Be slyly, y~u ~ at times. For lnstanee~ Z find that 

lqw~d tO the s ~ a n  thel, e is my friend in eharge of sales, who says, 

+ m ~  axe we d ~ g  out ~n the WeSt C~st?"  He gets the answer. "Pretty 

~ ,  ~ H~ ~ys~. " ~ t  the ~ mmn on the t e t e ~ n e . "  ~ a s k s  the 

~ g  z ~  + ~ow+~ thM ~ Z  ~ d e ~ '  T~e young man says. "Oh, we think 

we'll eloee i~ any ~ y . "  I~e B ~ ,  ~ZZ~d ~ .  P!Z be ~ t ~ g h t . "  So he 

~i lSdown to the ~ i e  Deparln~ent tO ~ the phLne Ucket fer the West 

He ~ B ,  ~'Oet/mr in the ~ i e r  ~ there tonight. TeU me when 

we are eea~y to ate+ "+ The ~ e  l ~ p e ~ m e ~  goes im~ a Peal flurP~ ~ e ~  

~e~ts~ ,hey e t ~ ~  s~ welt £~ ~hat they want to be, sure that he 



does ~ ,  0/~ he goes. He ~ tks  to the y o ~  man for ~ l i t t le  white 

when he gets ~ t  there and be ~ y s ,  ~Let me ~ ~ t  in the ~ o r ~  

and ta~kle this ~-tT&et° ~ He ~o~es  back about ~ n  and U~row~ the 

~ont~ae~ on the-~sk~ ~ he says ,  ~There you are .  ~ The young man 

say~, ~Thts is  m ~ i O u s .  Hew did you d~ i t ? "  He says,  ~There was 

n~hing to ~ .  i ~ent  Out and reviewed y o ~  propos~lj which was prac-  

t ical ly exee|lent~ ~[ gave ther~ an e ~  5 per~.en~ and they si~ned." 

Oh, that ~tUe extra ~oneess~n~ Why ls  it ~ha~ we ~ i ~ ' t  delegate 

t~a~? The ar~iysis  is  l a the r  S~mp~e. The V~ee Prestde~ likes to ~ravel. 

He k n ~  what he is doL~. If he ree t ly  dele~e~d he would have ~o s tay 

at  h0r~e and. m a ~ e .  M ~  of us ~ the thin~s we like to ~o and the 

~hing~ we d ~ t  li~e ~o do, ~ e n  th~s is the reason. Our failure te 

~e~e~ate is in ~ e r  to ~ the positron we have had 1~ mo~t of life. 

D e l e g ~ i ~  iS ~ ~ e a t  ~hln~'. It is a sign ~ good ~ a u a ~ e n t .  

Then e ~ e s  the ~ known ~ eoordir~tien. ~o~do  we g~t depart-  

tOpi~ all  by tteet~. ~ tb~nk we h a ~  ~ t h ~  a i ~ i e  about communications. 

The ~os~ ~anger~us ~ a r s  of ~ m~n~s life ~ ~ o ~  i G On. Up ~u~til 

1~ :~ear~ eld we a r e  ~ y  ~ l e  &~d ~ e r ~ e ~ t e ~  s o m e ~ e s  in our 

¢ o ~ n ~ u n ~ e a ~ - - O ~  ~ u ~ ~ r L  i ~ t  O~ee we ~et Into a n~anage~ent 

position We ~re n~  ~ q ~ e d  ~ or  doa't  beeome aware of the r e~ t f l i ve  

a e t i ~  i ~ l ~ e d .  D ~  ~ e r  ~ y  we at*e answertn~ the san~e kin~s 

• .l~- a~oF~ ~ S O I ~  ~oz~e-w~t the ~ame kinds of problems. And af ter  
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a ~ b e r  of yeare ~t b e r g  i~ our minds concerning the eituatien 

Clear. We know tha~ ~me plus one p l ~  one ~ t  equal three. The 

s~be~t r~ te  deeentt see ~ ~ readily. But be©a~e the /ma~e is so 

e /ea r  we have it debp ine~na~en iO JUSt threw eat a few words 

a r e  supposed t~ convey ,h~ idea tha~ ~j~ !~ it. 

Ihave  this fliustrat~en. ~ t n y  of you have seen in. Bat I stiU 

,hink -it hr~ngs eat  my pe~ t .  t am a maa frem ~ t r s .  I~ve Just ar r ived 

on ~ r t h .  As i stand here  amongst you I notice a tot of men reach in 

theh- p e c ~  rout putt ~ t t  these Bttte white thtn~e, i say, "What's 

that¥" f~meone e a ~  "A ~ t ~ . "  I say, "A e t ~ e t t e ? "  Yea say. 

**Tee. We a ~ e  them." f say. "Oh?" yen  s~y, "Yes, we en~oke 

e ~ t t e m  ea e a ~ . ~ "  t say, "YAq me have one ."  So you give ~ e  one. ! s~y, 

~ e i 1 ,  ~ t ' e  the f i rs t  ~ ing  ~ O ?  G~L~ me ~y  instrect ier~."  you say. 

~ t t  ~* in yeae ~ e a t h . "  (Pats cigaret te  i~ his meu t~  ) ! wonder if 

y ~  see  the pot~.  t~ere is a ~ e a z ~ c ~  ims~Te ~ every man 's  mind 

in the reem. ~[e ham eee~ it thousande ef  times through repetiflou. You 

threw eut werd8 ~q~whteh you hemestly meant te  convey a c lear-cut  

idet .  ! dM m e r r y  what y e ~ t e ~  me to  de. B was wron~. You have 

# ~  it. N ~  t city, "What dO t do?" What de  you say? " ~ t  the end 

t~ ~ ~metrth." 

I hope ~ h a ~  PrOved to ymt that  eemmuniea, l~g Meas is net simple. 

New, ~ is eempKe~ted endlessly whe~ We e ~  ~Imettens, beeause there 

~t S ~ ; ~ ~ |  pa t~e  ~:h~ develops, ~md we f ~ e t  that other people aren*t 

Zer 
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~°~ ~ b ~  ~nto thi~i. Th~of~z~ we have to e~plaln. We h~ve ~o allow them 

~o ask queetions. The ~ e ~  p ~ e y  in my m ~ a  is  not a question 

~ w ~  ~he dO~r iS ~pe~ ~ n~t~ ~i~S a°question ~ whether a man 

~$k a quent in .  The Open*doOr pb~ey is when p e ~ l e  ask you 

q ~ t ~ s  ~ ,~  ~e~ anSw~r~, ~ eve~ to-the ~ l ~ t  ~ e r ~  ~ sometimes 

~ d ~  ~hey a~e ab~hnet~  W~h~ tony eomprehenst; on. And yet this is 

I thin~ ~ a t  eommUnt~a~t~ iS b~tt¢ or~ a ~a~her ~ntereSttng bore. 

, \  

l 

'- ~ thh~k t ~  ke~st~e~ as a ma(ter of ~el;, ~o all ¢ ~ u n i c a ~ f o n  is 
T 

~,ers~med t n t ~ t y .  T~y we ~ tha~ some questions of morality 

a~e a lltt|e Uide  ~ ~ h ~ e s ~ +  t do~+~ ~htnk ~ r y  ape. but IvY's ieave 

i~ that w~. Sb ~ e  ~ e v e ~  l¢~ a word ealied e ~ c s .  All ~ight. G~od. 

I ~hlnk that w~en we tmgin ~0 double-talko become casuistic, try ~o hide 

in te~alisn~s, ~ t  s~m~el~w ~d~ not get the ide~ to o ~ e r  people, we have 

eb~p~eated  t~e e n t r e  pr~ves~ Of e~mmuni~atl~n. ~ you do not believe 

~me ~ dor~ h e ~  what~ ~a~. You hea~ wI~at you ~hlnk I ~ay, what I 

~ua~y /rnea~  when ~ ~se  ~ k e  word~, br you even hear thin~s I don't 

sa  F &t at|, ~ e ~ a ~ e  h ~ s t ~ e a ~  I wi|t d ~ p  a f~a~ew~rk of thinking 

W ! ~  y a ~  m~. I~ ~ n~t ~he teehniqme, basically. It's a question 

w r u ~  ~oU sre i~r~th~l Or p~.  t~s a plain-bo~e, common, down- 

T~y We ~ID ependt~ng h=~u~Q~ ~ theusanda Of dollars on human 

~l~Ubnsl  employee r ~ U m ~ ' ,  indu, tL~i  ~elati , ,so stockholder 
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rela~ione./alt  these Other ~ Of t~Ana~ and very  often i t ' s  an attempt 

te  ~ s t  over  a pre t ty  bad ease,  We have net told the truth. We have 

~ t  a i ~ e d  people ~ ask questions to e i a ~  the truth. Therefore 

they don~t believe us. 

Chr i s tmU ~t y e a r  a ~  canoe on Thu~day .  I go in on Th~s d~y  and 

say  ~ my ~ .  ~i undez*staud that because C%risttn3as eomes en Thursday 

we~H have Fi~i~ay off, so  wetU have Thursday, F r i ~ y ,  Satardayo and 

Sunday*-a n!c~ long weekend. " He says,  "That i~ true. Fur it on the 

buUetin bear~. Letts ~e~ i t  on the pebi/e-add~ess system. And put a 

n ~ e  in the |oeat ~ s p a p e ~  so they'l~ k~ew we ' re  big=time. *~ Can 

.you see some of you~ employees reading the bulletin board and saying, 

"l wonder w ~  the ~ngte ~ ,  Itll bet they axe goin~ tO chop it off the 

Eas te r  v~catten. ~ You see, yma fellow ~he teChmque pretty uobly, but 

therets  hlstar~y bask of thttt. ~oxneone didn't tell the ~ .  

Then e~mes the &tea Of ~atlon. I don't think there is any 

g r e ~  ~ot1~rator than ~he element that ~ known as setting the objec- 

tive, away back there.  To me a ~ t n  who ~ets perennial satisfaction 

O~ Of wl~tt he ~k~ee is tremendOusly motivated tO do oLtmr t h i n ~ .  If 

y ~  d e p r i ~  h ~  ~ ~he Objective you may get into the ~i~k~ng symbol 

e]~SS ~f mot iva t io~  

• he!*e iS a ~tO~/told in  the ~New J e ~ e y  ~ i l  about ~ e  man who was 

aeeuSed of using l a the r  f~ul | a ~ a g e ,  ~ they sent the personnel ~ a n -  

age~ ett~ He ar r ived  on the scene just in t i ~ e  to hear  the foreman s a y i ~ .  
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*{~me ~a. ~ i~ |ows.  Get off y~m" ~nnies and e l ~ b  up that pole 

a~d ~ t r ~  t]~a( w / ~ .  ~ The m ~ r  s~td~ " ~ .  ~ mau needs a 

e ~  in ]~U~ ~*~a~. '~ SO ~ sent him Out tO S~! for ten 

w e e ~ .  one bnur a wee~ to ~ k e  ~ ~  in ~u, xmn ~ons. ~t the 

e ~  ~ this the ~ ~ r  Came b ~ k  oat t e  see h~w it had effeete~ him. 

Ne ar~ved an ~ - ~  ~u~ ~ ~ :a ~ ~ foreman say, "Come 

on, you3~ t t~ .  ~ off y~ur humies and etfmb up that pole and string 

~ e s t l ~  fee! tb~t mottvatio~ le nat this ~i~klfng s ~ b o ~  type 

t h t ~ .  ~ I t 's  a s ~  ~ateeest in ~ t t ~ a t e s .  Y ~  wa,  t them te devetop. 

Yo~ want them t~ ~ ~ done and you give ~e,~ something of which 

i~*s, brad ~a~ea ~ mam~x~en~ that I think w~ have ~o ~ at. 

But 

F ~ I X  comes eon~'~L ~ am s ~  ~heee out just a IA~le bit. 

is the ~ ~ e o n ~ I s ,  Controls te m e  a re  the e ~  and the 

i~,p~ and ~ ~ e ~ .  ~ ~ ~ m t ~  ~ ~ e a t  rule tr, votve~. 

-~ ~- as I era em~ee-~-ae~, ~, ~A~: A man ~11 u~t la~eati~aaXly ~ashtoa 

t ~  e!ub With Wkiel~he ~s to ~e beaten tQ dea~. Tee often c ~ t s  and 

graphs andf ~M~ ~rt of th~ag are the eteme~m of puniehn~ent for suboz*~ 

d ~ e s  and ~ ~ e u l ~ .  If you use ~ in ~ ~ h l ~  ! tz~ve never 

ye~ 8e~ a ~ p  ~ ~ u ~  n ~  ~ ~  a ~ t e ~  repm~ 

Wua~ ~ with e o a ~ ?  "W~a T ~  have a report you have to come 

tO ~e pO~t ~ ye~ reai~e that w h a ~  it n .ys  Is what you are ~Wng 
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~ e  ~p to, A ~ r ~ e r t  n~ay sho@ yeu a b~d ~ t ~ a ~ n .  It eer- 

faintly writ s ~  ~m • bad ~ i o n .  Y~t hew m ~  t imes do we have 

Semeo~ saY. " L ~ ,  nmv, t ~  ~ ~ e  ~ets. If ~,ou wo~ld |tke to 

~ v e  me Change tl~t a~mmd a little bt~ I can ~ a k e  the repe~t look better." 

t 

The eb~ec~ve a~ ~hts p~t~t is- a ~ ~Pe~t--n~t a t'~|ecti~n of the taxers. 

~ a ~ r ~ s  l~ve  t~ be b~'~t~l ~n ~e tng  ~tetS even when they are doing well. 

~ .  Wt!~On.f ~ e ~ a f  N o ~ s  iS a m~n whom I a ~ t r e  a great 

~eaI ~ r  o~e s a ~  he ~ :  "N it works it*s eb~tete .  ~' I like that tn 

ma~gement .  Whe~ you ~i*e~°i~ ~ - ~ e r t t  you think ~ s  worRl~g. 

~ k e  a t o ~ .  ~;~  nee~ ~mti-~i~ at this poi,t, because ~t c~Ui~ be exactly 

the point ~ Which ~v~, are betn~ lulled into the situation where y ~  are 

Genttemen~ we have ~ t ~ h  ~aese v~ry quickly. We eouM take 

a geeat ~ more time; t,m sure, and you are ~tn~  ~Oo ~ob~g each 

~ e  e~ ~hese ~eeas. B ~  t have a dee~ eonvietto~ t ~ t  ~f we lear~ to think 

~Se~fb~ ~ ~ e ~ i ¢ ~  in the ~ ~ m e ~  Sttuatt~va, ! e ~ a  to pla~, t~ 

the rear I 0 ~  i~ ~ ~  Wj~ peop~e~ ~ ~ v e  petrie w~le we ere 

doing it--this ~s~et t ~  essence ta a ~ d  ~ p m e a t - - i t  ~an be a tot 

" 4  

~ e n  
J~s~ ~ e ~  ~ ,  T ~ .  iS a~ sto~v of ~ ~eup o f ~  who used 

to m e e t  iAra  hetp the. w s ,t 

t h o ~  ~ e Y  realty ~ e  her ~p~z,~. ~ There was one ~ a n ~ ,  however. 
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Who atways had s+methin~ ~iee to say about everyone. Finally +hey 

S~d, ~ ~  We t h i ~  that if we talked ~bot~ the devil you'd have 

s~e~h tng  ~ie~ to say abo-~ h im."  $ ~  said, +~ello he was ~ c e  the 

brlgh~s~t angel ~u ~ v ~ .  and he certainly ~s Ir~du~cm~." 

YOU know, I ~hi~  ~his iS a little bit the attitude, in sp~e of some 

~f ~he fL-~ p ~ t i ~ s  t seem to have ~aken in cutting ~hrough the ~echntq~es 

and emph~iztng the. basic ~thJuk~g and phi~osophy of management. I 

~ ink  we have to have thi~ wi~h people. The~e are no s~upld people in 

the world, m~!y p ~ p i e  with v a ~  degrees of intetligenee. The e~a|- 

ledge to ~he n~m~ager~ 

do Wlth these peDple, 

as ~ as I am concerned, is what he is able to 

net whether he has the right k~d of ~ e  to do 

it his way. If we have the right kind of peOple and if superiors are all 

~c~l ~d if ctmtomers behave the way they should, and if Congress 

is qi~et, we wor,+t need as m ~  managers.  

Problems are  ~A~. business. That,s wk~ we are  trying to lear~ 

the~e to~hnique~, f~ orde~ ~o Solve the problems of very human beings+ 

aS fl~y help ~ .rea~- our pariieuiar m ~ i o n .  

Thank ~ u  v~y ~nueh. 

COLONEL H A R V ~ :  Dean ~]ayes is ready for your questions. 

QUESTION: ~ the frequent failure of labor-management reia+ions 

the fautt of tabop, in ~ r  opinfom or the faul+ of management ? 

DEAN ~YES~ S o ~  has said, yo~ know. that the +one flat place 

in H e a ~  is going tO be when We dQn't have re~i~lon to a r ~ e  about. 

St 
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~ ~ ~ r  ~ th/s wa:e. 
¥ 

Z think it ~ ~ e  ~ t  M b~t~. That ~ v e r s  

~ w ! e t ~ e  ~ f ~ m  there, thavean ~ p i ~  tha~ eneof t~e 

~ n S  f ~ / ~  ~ dear ~ di~tg~eme~ b ~ n  ~ e n t  arrd 

k b ~  b tl~t, because m ~ ~ e n t  did not set obJe~ve~ for ~ p l e ,  

~ i  ~inee P ~ e  ~ ns t~Uy  want ~ e e t ~ v ~  in ~ d e ~  t~ ~ v e  pride ef 

~ e ~ l d ~ e n t ~  ~he ~ ~ themselves t~get~r  and set their 

OW~ ~ b ~ ~  ~ i  now i ~ m ~ t n ~ e n t  ~ s  to aeee~ the union's 

I ~ _ ~  that any p ~ e  Where we ba~re a lack ~ - ~ ~ t f e n  the best 

~ ing  we ~ d~ t~ ~ t  the ~'gunlsed mc~e~ent, ~ i n g  i~ is net 

quite ~ ~ U e ~e~- type ~ e ¢ o n ~ - ; ~  I am not ~ g a ~ t  unier~ 

,by q~te  a bi~--tS s~, standards ~ ~ a n e e  ~ the men~geme~ 

~ ~  w ~ t  ~ ~vmu ~ ~ e ~ e n d e d  m e ~  of ~ U n ~  a 

s ~ ~  who ~ the teehnlqu~, m~d, H¢ondly. ~ ~ ~ t e  wh~ 

r 

~ ~ ~  We~ w t ~  ~he a ~  it, s ~ e r  simple. You 

~tm.e i~ not d e m ~  but i~ an a u ~ c r ~  ~ w~.~ you t ~ t ~ e  as 

m z n y ~ m u ~ i 6  m e t l ~  as ~ou ~ ~ Qther w~de .  there are ~ I t m  

the d e m ~ a ~  p r e ~ U .  ' ~  I think b ~ i n e H  m . / n ~ t a t  oegmff, z~lons 

an7 s o ~  de net ~ out aU ~ etemea~ ~ a den~raey .  This ~ e s  

not ~ r l m ~ t ~ e ~ ~ .  T h e ~ f ~ ,  when ~eu p u ~ a ~  you have the 

U 
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f l ~  o~ a ~ O r i ~ / e o ~ I n g  t ~ ,  w ~  r, esponsibiifiy ~ t ~ t  man's 

shQu!de~'S, ~ d  that's why i ~ Say, ~Yes, s ir ."  ~ believe this. 

NOw, t b e ~ v ~  ~ t  ~ e  g~eat ~ i e  o f~ana~u~r~t  is  to ~]o the job 

tS supposed ~ be done/'r'Ox~r his lewel--oa, fr~n~ ~ y  level--~own. 

/~ Othe~ words, ! ~n~ i~Iine~'  u~t ~ Orry abo~ ~he Superior in n~y 

hnp~ove~e~t  of m a ~ ~ ,  ~ but ~o ~ t  :my ~ob done f~,o:~ my level 

down. 

I ~ t  k~W w h e ~ e n  tb~  has a ~ e r e d  the question or not. You 

d ~ i  d o ~ e r y  r ~ c h  a~bout ,he ~pe~ior .  However, !~t me give hlm his 

~edtt ,  Lo~d~!~g &t ~:pel*loi~ ~enei~lly ]~ am in~pres~ed that their methods 

~f m a ~ m ~ u ~  ~ e  ~ p ~  ~hen sUbOrdinates act in logical manage- 

° m e ~  ~tyl~ a n ~ l ,  eautts. ! haven't ~een too many superior~ who will 

~ the f ~ e  oi ' ~ ~ ~ e ~ e ~ .  

JUSt le~ ~ e  t~tt y ~  ~ q~ek  ~ t ~  h~ee whieh you've ~ doubt heard, 

b~/~ N ~ i h ~ ~ ~  ~ y  p~!n~ of how we, as sape~lers, ~ornetimes break 

' ~ O ~ / ~ a ! ~ ,  ! ~ this i~ a 1 ~  w~ ought te look a t - - o ~  subordlmate 

manatees .  This is ~h~e s ~  ~ ~he man, who came tnto the hunting lodge 

He ~aid~ "PrettT,good, -~ ~he m a ~  ~at~ "t~ett¥ ~o~,d? Why. that's 

~me og o~r be~t dogs. ~ "~ ~e~ ~a~ *'Well, I don't kn~w. We stal~t~ 

m s  t]~ ~ l ~  en~l ~hat ~'~itte)~had ~ gO~ a little way when he 

h r 
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booted him a ccuple ~ t ~ e s  ~ l  I b ~  him of that habit. ~ 

So t think~ t~ came right m the point ~f your question, i t 's  the :  

If ~ h e ' ~ o ~  lacks iu~e~r~ty then you ~Us~ de the best you c ~  f r ~  

y ~  ~evel ~ w n  L~ hetding tn~e~tty wt~h yo~u- subordinates. However, 

task y ~  are  ~ae~n~ t~ ~o ho!d y~ur Inl~e~ty while holding your 

~i~alty. This t~ the l~eai p~Oblem, 

The other S~de is, tf I have a s u ~ i n a t e  who lacks in~egrttyo this 

would be my No. ~ p~i~t ~f ~evet~p~en~. 

and cotmseiin~, which I believe is the No. 

t would s tar t  with coaching 

I m e ~ d  of ~eveiopment in 

sm v e ~  much in f a ~  of. 

I ~eL~eve t ~ .  

~U~STION: 

most i n ~ s t r y  ~Ud m ~ t  ins~llatim~s and ~vernment  bureaus, and, if 

r had to, I w~ald get down ~o the tas~ m e t h ~  of devetoFment, which t 

which t~ a tlt~|e more dfffleul~ for you. 

~ r ,  ! would like to address  the question of  s e t t ~ g  a 

t have Often observed t ~ t  subordinates will become 

Slaves to a ti~e s©hed~le. That is, they will ~ve  y~u an answer, but 

frequently it wit1 not be eilher the proper answer or  possibly the best 

anawer ~. I have seen this happml in ~he all-craft industry quite frequently. 

They are  slavem of the time s~hedule. H~w can Nou get away f r ~  this 

proble~ ? 

~EAN NAYES: If i ~nay-~as ! ~natFze the problem, the p r ~ t e ~  

isn ' t  the tinge sehed~|e; f~s ~ e  objective, t th~uk that se~ting a t ~ e  

sCh~du|e a l o ~  will not pFoduee a clear-cut answer or a clear-cut 
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~ V e  that he~m~t ~ eet tn ~ .  ~ t  ~ e e .  S~ I weu~i s ~ v e  ,t 

w~y~ ! think a ~ m ~  ~ have ~ t ~  e ~  e~neeets ~ t  

the tf~e.  , ~ e ~ ~ n ~  ~ t  Of ~ t l m e - ~  Wheat he wants. The 

he w~nt= ~t~ ~ i e h  ~ ~ q ~ e ~ ~ f  ~mmunteaflen. b~t he uses these 

~Ot as ~ , ~ e  p~L~t~t~ y ~  d ~ t  p e r f o ~  you a~e e~t---n~t at al~-- 

b ~  s s  m e a s m ~ g  points ¢~ his Own ~naEement  ab~it~--h~e abl|ity to 

estimate t ~  ~ inshmee, ~Snd to e s ~ m  ~ e t i v e s - - s n d  his per- 

~ t~e ~ ~ y  ~ It. ~t~. sett/ .~ the eb~eetive that/~ ~mpo~ 

Q~TZON: ~rnln~ ~ ~ ~ s  ~ ~ o r ~ e e .  e ~ l d  y~.~ 

eteeida~ a i ~ i e  ~ r ~  ~ ?  + ~  do you go ab~t  t~ie? S~me of 

~ s e  ~ a ~ ~  :~olz, are , ~ t ~ v e  ~he~ than quantitative and a~e 

~ ~ m ~  ~ ~ e ~ e e  ~ the ~ e l .  

D~A~ ~ Y E ~  T h ~  ~ .  There is . ~  q . u ~ t ~  ~at  the h t ~  ~0. 

gO ~ the ~ the m~e q ~ t i v e  a jSb becomes. F ~  a ehaUen~e 

~[el~ We wen't bare t~e ~o d~ss ~, let me threw this o~t: ~n 

deep ~ I s  y ~  writ f ~  t~st m~et o~ ~ t ~  on ~ali~y ~ v e  

quat~titatt~ t s ~ e t l .  The7 a ~  ~bom~d in with the ~ g  of an event 

ee~Asln aamb~ of t~es e~ w~th t~e fact tha~ a eerta~ event ~ s  not 

h ~ n  e; e e ~  nlmber Of t i ~ .  YOU make a ~d~me--~ in your Own 

~ t e e  that ~ ffi q~hty  p e ~ o ~ a n ~  ~ f~ ~s rot. What poLut did yo~ 
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p u s  ? ~ we get ~ e e  ¢~ptairrts  Z don~t een~der  it quelttg. If ~e  

g~t ~ag c o m ~ p ~ t  1 doa't e ~ t d e r  ft ~tuati~. I lu~t elmtleage you 

~d~h thi~. I ~ S~ery we ~ * t  have the time to go into t** 

in e e t ~ g  standards ~ e r e  are t ~ e e  quantitative a p p ~ e h e s  

ea~ tgke: ~ W ~  iS the p ~ t t i v e  number of Occaston~ you wilt let 

happen or ~II~Ps y~a wi|~ let ~ by Or ~r~entages  you wilt toterate 

I 

before it is n ~  a stan&w~ 3~b? The s e e o ~  poiz, t is  ~he zero  poin:Z. 

What is  it ~ a t  you do n ~  w ~ t  ~ happen at atl  ~o create a s t a n ~  

~ b ?  The ~ is the n e ~ t i ~ e  ~speet: Now mar~y t imes must a thing 

~ t  h~ppe=? ~Th~wt l l  set,Tour s t a ~ s .  

I ~an ~ l y  bear ~ut F ~  ¢~nmen~. ~ is  ~n e ~ e ~ e t y  dfffic~l~ 

task,, but ~t i~ O ~  Of ~he m ~  rewarding in  al l  of  management. Just 
L 

aS an ~ncidentat sideliNht--we have ~on~ il with atl our p ~ f e s s o r s .  

You see ,  you de have s ~ e t h t ~  in y~ur z ~ i ~ .  This is  the thing you 

mm~t r e e v e  fl~S~. You always have star~ar~s. This is net new. 

Y ~  ~o pro~ete  people t~ "a j~b." t~ you ~ k .ow what "a Job" is, 

then the p ~ l e ~ n  is  a 11tfl~ mere fur~amen~L I~ f~n~t a question of 

Does th~z ~ive yo~ a ~ e d  as to s~me of the ways in which you ea~ 

~ It's a tept~ ~ ~ e  Rset~. 

f ive  years.  ~ 

But ~t is  g~ng  te grow fast in ~ e  next 

QU~ST~O~i i have t>ee~0e c~v ine~d  ~ t  ~ women have a greet 

~ u t i a L  I wonder t~ yo~t e ~ e  to e ~ n ~ e n t  On the application of the~e 

E 
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~ a~l te¢~iq~es to mottvatin~ the p~rfessional, subprofessiona~ 

St~f  assistant, te~hltteian ~pe  of wommt in the a v e r a ~  office. 

DEAN H ~ - ~  ! a ~ e  with your preliminary statement, but it 

may be m~stty e r e f l~e t t~  of y ~ r  youth. I find that these principles 

work just ~ weU a m ~ t  women as a~ongst men. The only thing is 

~ t  i h e ~  is a natural d~fleUlty for men in settfv~ o~jectt-~s and mofi- 

va~h'~.g w~men and women m.~l~ivaling men. As a n~atter of fact, it 
! 

m~re dl!~J~ult ~ r  a~y woma~ ~ ~peawlse a group of men than it is 

t ~  ~ y  man to ~q~er~vise a ~ r ~ p  of w~ner~ because our society, quite 

unfaf~,ly, h ~  mad~ the ~ a | e  superior, yma see, no matte~, what h~s 

man, kS We~ l~ school. 

So t feel ~he~ wm, k ~u~t as well. Personally ! do not feel that the 

e ~ t i m m I  [evel ~ women, to take an illustration, is an~ higher than 

~ a t  ~f ~en ,  I tI~nk it, s d~ffere~ut. Let me start  with professiona| men. 

C~e Of the s t r a n ~  eha~*aeter~eties I have observed ~s an area ! woul~ 

like t~ e~pt~-e very ~ u ~ ,  and that is t l ~  ~ s e  of us who have de~rees 

seem to think that by o~mosis we ptek up all  wisdom. This ~s a real  

ba~ in m e ~  .S~ i t ~  not nearly So noticeable in women. They are  ~ueh  

m~re humble with ~e i~  degrees than are most r~en. 

Th~t~s Just an ObServation. 1 e~|dn~t b~aek it up with fact~. If you 

t ~  tO pin me d ~ n  ~n ~ P!t deny R. This is Jus~ an observ~tlon. 

+ My answer: I think this works ~ t  as  we|i amongst women. It+s 

juat ~ Little ~flffe~en~ a p p r ~ , ,  ~at~s all.  
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Q ~ . O N ~  ~ S ~  ~ ~ e r r ~  we are ~ e ~  with the p ~ a l  
j 

a e ~ r t ~ t t ~  N t .  ~ a  ~ ~ e  tne.ne~ to 

" ~ e ~ e  ~ e F  ~ .  a ~  ~ ~ar~ f ~ e ~  with a demonstration . f  

* ~ O n ~ s ~ k ~ ~  Wh~ ~re y o ~ : ' s e ~ s ~  ab~t hew we can re-~erse 

|~ ~ve~e~t ~ d~t t~ yott have aay di~erent pr~bJA~m than you 

l~ ~ .  ~ ~I ~ t~ t ~ t  ~ ~ v e  devel~e~ a bteek in g~ve~'nmeat, 

with a n~mb~. Of ~ e r n m e . t  agencies. I ~t~k we ~eveiop a bleek 

f ~ ~  ~vfl  a e ~  ~ s~me ~ t h e e  !Ni_~s. ~ I have been ~ery 

~tWa~ ~f the ~ t  ~ ~ i~ ~ ~ e  ~ ~ S m  f~rm~ the n?ana~e~ent 

N~ Z - - I ~  ~ ~ ] ~ ~  t ~ t  c, er.~m g~er~r~e~t a~eneie, seem 

tO ~ n ~ k l n ~ f f ~ t e ~ ~ s S  th~an ~ ~ e r n m e n t  a g e ~ e s  in trying 

t e a l ~  ~ ef  the~e ~ man~emen~-w~e, an~ it doesn't have a 

l~ow~ my ~e~ea is that 'the deepening ~gthe~e ~bs  very 

is net ~eaNy a ~ ~  ~' deepent~ the teb at atL but f r ~  the stand- 

im~nt ~f ~ ~ e ~ ~  it tt i~ a deepening, because What he ~x*lee 

i ~ ~  ~at ~e, ~ can t do the things tltey Say ~ ~ b  i8 ~uppesecl 

t~- do tn~t h~ld e~ ~ the tht~p t w ~ l d  i~ke t~ ~k~?" This is one of the 



1 

t t 

+ 

+ 

+ 

t 

+ 

I++ + + 
t ++ 

real e ~ t s  i~ g~er+ment .  It is  that + we h~ve a lm Of people who 

like to de th!egk, and in agdttion to that there are ~i~ings they must do. 

' N ~ u  ~hzn~e people i~ a ~tob, ~ u  often flrr~ that tlre new ~ man doesn't 

have ~ same Z N t t ~ ~  t~ward the ~ n ~ n ~  Of the ~ob that the o!~ person 

had. Why? B e e l ~ e  he has never gevel~Nd a~.y hobby horses.  

This ~ a y  ~ e a  i~t~I~ c ~ e l  a~ l  direct. ]~t i t ~  an m|tsld~ obs~rv&- 

tlon. ~On~t e~e~ get ~o~f~sed abo~tt civil service,  l~emember l~am in 

an ~r~ani~t io~.  I happen ~0 be in a Chthbtt~ ~'~anl~ation where I ~Iso 

have sc~ethin~ l ike civil  serv lce  right ~ e r  zny h e ~ ,  you see .  t~*S 

~un by a g ~ p  ~ priests.  Now, at least  civil  service  can~ read you 

t ~nl~y s~y ~ t  became  ~he~e are  many restrictions in industry 

~nd $~ p r ~ e  ~ e ~  ~v in ~a ~ m i t y  eoepo~a~i~n. They ape very much the 

~ e  k~nd~f ~ l c t i O n ~ .  i ~ust feel  that there is too much emphasis 

in ~ e ~  ( ~  ~he deet~ntn~ ~f  the ~ob. Th&t's because we have failed 

+ 

~r~ some  +~P+y~P,~ ~+ll~i+uP+a~ ~ P ~ e s  here yOU mty, "Weg, I'd Like 

+to b~ve him ~eez~y  job." +gee. There ~ exceptions, of cm~rse. 

• ~ t i  is  Net  ~ ~ e t  ~ ;bserva~ .~  i ~ s ~ r ~  ~ ~ n , ,  ~n~w the par~eular 

e ~  er ~a~y~e ! ee~t~ give ~ a s ~ r p e r  a u w e r  on t ~  one. 

QUESTION: W~utd yO~t ~ tO ad~twSS a few e~mn~ents to the 
t 

~ S t t ~  ~ ef  d ~ t ~  b~d the v a g U S  degrees thereof, w i ~  reference 

+ 
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BEAN NAYES: WeU. we are  liable to be on two Farallel  t r a e k s - -  

the question as  against the s~swer,  i think you delegate as ctese to the 

~ I n t  ~f action as you Can. This is the flr~t rule. I think the s e c ~ d  

rule  involed here t h ~  ! w ~ l d  throw out ~ you is tb~t you may delegate 

in a ~ '  way th l t  you wish. DelegaUon is evidently the giving-away of 

SOmeUling that you have by r~espm~lbi!ity in the f i rs t  inS~anee. 

There fS a side eOmmen~ I w~mld have to rn~ke here that one Of the 

very i~pOrtant aspects  of ~ | e ~ n  is ~ t  the person who accepts the 

r e s ~ b i t i t y  mUSt accept it in the sptz~it in which it is  ~!ven~ or there  

iS no ~ u e  dete~tion~ 

NOw~ v e ~  ~ e n  the eo-~aUed e o n s u t ~ i v e  type Of £hin~ iS not 

t rue  d e ! e ~ t ~ n  at a l l  Ye~a b~aventt given anythtn~ aw~y. YOU just ask 

for  op~utons or ask fo r  reeom~endati~r~.  This is perfectly all  right 

mS long aS it  is c lear ly  ~ m ~ n i e a t e d  ~ a t  the final d e . s i g n  is consulm- 

t i r e .  Take ~or instance ~ m t t t e e s ,  as a g o ~  ease in point. You 

delegate something to a ~ m m i t t e e  ~nd all the~ a re  ~oin~ to do is 

Feeommend. All right. I @dnk they have to clear iy ~tu~erstand tha~ 

~t iS Only a r e c ~ m m e n ~ O n .  

You know the s ~  ~ ~ ~wo busfness n~en who were iookh~ at 

a camel, ~ s a t ~  ~Look at  that u~ly s~Out, and notice the te r r ib le  

hump On his bac~  ~tnd the knotty k~ees~ and that awkward-looklng neck. ~ 

The other one said, ~Yes. Onty a co--referee could have done th is . "  

4O 
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This te the ~ very ~ n  t ~  eo~e '~p  when you require aetlon 

Now~ i ~ ' t  knew ~ that I am in the back y ~  ~ your question. 

¢he~e is something the~  t ~ t  d~dn~t eomm~eJ~te t~hrough to me. 

W~uId you ~ ft~ 

S T U £ ~ N ~  I ~e~ity had in mind the question of ~esp~nelbtlity and 

~ ~  and ~ ~ t  thai in seine eirele~ it is  contended that the maa- 

~ e r  ~mnot delegate ~ e s ~ i b i i i ~  b ~  he can assign e duW, er l ~ p ~ e  

# 

~v 

d~y,  and ~ n  detegzte auum~t~T ~ e n s m ' a ~ e  with the performance 

~f~ that duty, but he, ~ ret~tn~ ~he r~ezpOnstbtttty. 

DIVAN H~YES: Tb~  i~ ~ .  Let me observe that. Now I knew 

e ~ e f l y  w ~ t ~  we m~e: T ~  ~ m  ~etegat~ authoz~ty. You may net de .ga te  

responsibility. K ~ s / b i ~ t y  pyramids. Authority passes.  Therefore, 

when I detegate~t~ a ~ zuth~i ty  t~ carry out a task, he becomes 

responsible for the e~mplet~on ~ the task, but I have not los~ my respon- 

s i b y l .  The~m~e  ~ have a p ~ i d f ~ .  You never shed it. You find 

~ e r y  otzen that w~ ~ my • shed it ~ r c u ~  passing ~ e  buck, as they c ~ t  

it. ~ |~ one~qf ~ ~ p p r ~ ~  

A ma~ ~ e s  ~p t¢ me and ~my~, ~ ~  HOw ~ I get a Jeb done 

Wk~k~ thst geop.p ¢i ~ d¢~. ~ s  you gave me?*~ The point he has forgotten is 

~ t  w ~ e e  ~ e y  ~ ,  w e n  ~ e z ~  they m ;II  his. 

A~ ;~ ~ t e r  of fzc~ in t ~  t ~ e ¢  sense of ~ a ~ , m ~ e n t ,  I say they + 

s ~  developed ~ .  TI~ ~ hZp~ 
x 
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. . . .  Autho~tg and re~,~sibit!~y,  ef  Coarse, should be commensurate. 

} 
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Peepl~ s~y, ' ~ p p e s ~  they are act ?~ Then the answer is it's wrong. 

ttts ~u easy ~ .  But {food management will always put authority 

a~e remp~nsibility ~ h~nd i~i hand. 

~ou never loSe yetu* re~em~lbfl~y. Respenslbflity gees right up 

• to the *ep. Th~ i s  my gtmdamentat belief when ~ say that a manager 

~ e ~ r e i ~ g  ~t k~nd ~ autenomy~ ~ k i ~ [  y kind of autenomy, rather 

thau ~tereis~ng ~!emeeraey, because reepens~il!~y does not pass. He ~ " ~  

, ~n ~ w e ~  taese ~ ~  z ~ t ~ t 7  h~ve ~ot ~ my ~ d  

tee  t ~  q~tiek a n s w e ~  ~,.~d ~ e e ~ t ~ [ y  have not been eomprehensive, in 

~ ~  tO ~tve ~pli~\~eq~por~tfties. Maybe some day along the line we 

wiU h~ve ~ e ~  ~hit/t~e tO~J~stt i~vtdtts l ly .  ~ if yott see  me on the 

,m, eet give a ~ i l  a ~  ! 'umU~ ~ea s ~ d  8ome ~tme. 
beel~ 

It haS/2 p l e ~ j ~ e  being w'Rh yOU. Thank yott very much. 

~ 3 I ~ ~  ~ :  Dean Nayes~ en behalf ef your audience i 

w ~ t d  like to e ~ e ~ s  ~ appreeiat i~  f ~  y e ~  very fine eeverage of 

m ~ y  t ~ a ~  and ~ t ~ e  f0fl~Ies of manage~me~tt, Thank you very milch. 

I 
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