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

23 S e p t e m b e r  1960 

C O L .  HARVEY:  G e n e r a l  H o u s e m a n ,  G e n t l e m e n :  E a r l i e r  t h i s  

m o r n i n g  we w e r e  g i v e n  a r a t h e r  g e n e r a l  o v e r v i e w  of m a n a g e m e n t .  A m o n g  

a l l  the  f a c t o r s  t ha t  a f f e c t  the  m a n a g e m e n t  s n v i r o n m e n t  p e r h a p s  none a r e  

of g r e a t e r  i m p o r t a n c e  t han  the  r e l a t i o n s  a m o n g  h u m a n s  and  the  m o t i v a -  

t i ons  t h a t  i m p e l  peop l e  to a c t  and  r e a c t  a s  t h e y  do. T h i s  i s  so  b e c a u s e  

p e o p l e  n e v e r  do a n y t h i n g  wi thou t  s o m e  m o t i v a t i o n .  I t  m a y  be i n n e r -  

i n s p i r e d ,  l ike  go ing  to  s l e e p  when  you a r e  t i r e d ,  o r  o u t e r - d i r e c t e d ,  s u c h  

a s  the  p e r s u a s i v e  i n f l u e n c e  of a b a l l  ba t .  But  in  a n y  c a s e  t h e r e  i s  a l w a y s  

m o t i v a t i o n .  

D u r i n g  t h i s  p e r i o d  we s h a l l  e x a m i n e  the  v a r i o u s  i n f l u e n c e s  t h a t  

a f f e c t  i n d i v i d u a l  and  g r o u p  b e h a v i o r .  S ince  you have  a l l  r e a d  h i s  b i o g r a p h y ,  

y o u r  s p e a k e r ' s  h i s t o r y  i s  w e l l  known to you .  He h a s  had  a n u m b e r  of 
a 

y e a r s  of e x p e r i e n c e  a s  an  e d u c a t o r  a n d ] c o n s u l t a n t  in  the f i e l d s  of i n d u s -  

t r i a l  and  h u m a n  r e l a t i o n s .  If I m i g h t  add  a p e r s o n a l  no te ,  I had  the  

p r i v i l e g e  a coup le  of y e a r s  ago  of t a k i n g  a c o u r s e  t h a t  he c o n d u c t e d  in 

t h e s e  a r e a s .  

The  t i t l e  of the  l e c t u r e ,  h i s  f i r s t  a t  the  I n d u s t r i a l  C o l l e g e ,  i s  

"Human R e l a t i o n s  and  I n d i v i d u a l  M o t i v a t i o n . "  

I a m  p l e a s e d  to p r e s e n t  D r .  R o b e r t  J .  Agnew,  of the  Schoo l  of 

B u s i n e s s  A d m i n i s t r a t i o n  of the  U n i v e r s i t y  of P i t t s b u r g h .  

DR.  AGNEW: T h a n k  you,  C o l o n e l  H a r v e y ;  and  i t ' s  on ly  f a i r  to 

t e l l i  you  g e n t l e m e n  tha t  R a y  was  one of m y  "A"  s t u d e n t s .  But  we s a y  



on the facu l ty  of tha t  p a r t i c u l a r  c o u r s e  that  one of the m a i n  th ings  we l ike 

about  i t  i s  tha t  we don ' t  have to give g r a d e s .  So don ' t  take  tha t  "A" too 

s e r i o u s l y .  

As Colone l  H a r v e y  has  told you, I am going to speak  th i s  m o r n i n g  

in  the g e n e r a l  a r e a  of mot iva t ion ,  because  I do fee l  tha t  the e s s e n t i a l  

ques t ion  to which any  m a n a g e r ,  be he m i l i t a r y ,  be he c iv i l i an ,  be he i n d u s -  

t r i a l ,  or be he e d u c a t i o n a l - - t h e  e s s e n t i a l  ques t ion  to which  any  ind iv idua l  

c o n c e r n e d  with d i r e c t i n g  the work  of people  has  to a d d r e s s  h i m s e l f  i s  

th i s :  Why do people w o r k ?  

Now, u n l e s s  we know why it  i s  tha t  people  work,  we cannot  r e a l l y  

a t t ack  the p r o b l e m  of how to get  t hem to work  b e t t e r ,  how to get  t hem to 

work  h a r d e r ,  how to get  t hem to work  m o r e  wi l l ing ly ,  b e c a u s e  people  

work  for  e s s e n t i a l l y  the s a m e  se t  of r e a s o n s  tha t  t hey  do any th ing  e l s e .  

Peop le  work  or  loaf,  t hey  i n v e s t  t h e i r  m o n e y  as  s t o c k h o l d e r s ,  or  t hey  

s e l l  t h e i r  s t ocks ,  t hey  buy B r a n d  A i n s t e a d  of B r a n d  B, t hey  come to the 

I n d u s t r i a l  Col lege  of the A r m e d  F o r c e s  or  they  don ' t ,  for  e s s e n t i a l l y  the 

s a m e  se t  of r e a s o n s .  Peop le  behave in a p a r t i c u l a r  way  because ,  as  

they  see  it ,  doing th i s  i n s t e a d  of tha t  wi l l  b e s t  s a t i s f y  t h e i r  n e e d s .  

So people  work,  then,  in  o r d e r  to s a t i s f y  needs .  They  work  h a r d  

or  not so hard ,  t hey  work  w i l l i n g l y  or  unwi l l ing ly ,  t h e y  coope ra t e  or  t hey  

o b s t r u c t ,  b e c a u s e ,  as  they  see  it ,  t hey  can in tha t  way s a t i s f y  t h e i r  n e e d s .  

Well,  what  a r e  t he se  needs  tha t  I have been t a lk ing  about?  

ogis t ,  which I am not, migh t  s a y  tha t  a need  i s  a t e n s i o n  s t a t e .  

is  s t r e t c h e d  or  pul led,  i s  unde r  t ens ion ,  when we have a need.  

t ha t  need  and the t e n s i o n  d ies  down. 

A psychol- 

Something 

Satisfy 



Now, a c o m e d i a n  who was  qu i te  p o p u l a r  a n u m b e r  of y e a r s  ago,  

C o l o n e l  S toopnag le ,  of S toopnag le  and~H~ml~, once  gave  a d e f i n i t i o n  of 

j u s t  o r d i n a r y  t ab le  s a l t  t ha t  m i g h t  w e l l  be  a p p l i c a b l e  h e r e .  He s a i d  tha t  

s a l t  i s  s o m e t h i n g  t h a t  m a k e s  p o t a t o e s  t a s t e  bad  if  you donWt put  it on t h e m .  

Wel l ,  s i m i l a r l y ,  we c o u l d  s a y  tha t  n e e d s  a r e  s o m e t h i n g  tha t  m a k e  us  

f e e l  b a d l y  if  t h e y  a r e  not  s a t i s f i e d .  

S o m e  of our  n e e d s  a r e  c o n s c i o u s .  

o r  tha t  n e e d .  

w e r e  h u n g r y .  

We know tha t  we have  th i s  n e e d  

An hour  o r  so  ago,  b e f o r e  b r e a k f a s t ,  you  k n e w  tha t  you 

O r  s o m e  of you r i g h t  now know tha t  y o u ' r e  s l e e p y .  You 

n e e d  e i t h e r  s l e e p  o r  s t i m u l a t i o n .  J u s t  as  a few h o u r s  ago you n e e d e d  

food,  you wi l l  n e e d  food a g a i n  in  a few h o u r s  b e f o r e  lunch .  So tha t  the  

s i m p l e  fac t  tha t  a n e e d  has  b e e n  s a t i s f i e d  d o e s n ' t  m e a n  tha t  i t  has  b e e n  

s a t i s f i e d  fo r  a l l  t i m e .  

So tha t  you n e e d  r i g h t  now s l e e p  o r  s t i m u l a t i o n .  My func t ion  as  a 

s p e a k e r  i s  to  a t t e m p t  a t  l e a s t  to g ive  you s t i m u l a t i o n .  But  s h o u l d  I f a i l  

in  tha t  e n d e a v o r  and  s l e e p  c o n q u e r ~ k a l l ,  be  m y  g u e s t s .  As  C o l o n e l  

H a r v e y  has  t o l d  you,  I ' v e  b e e n  in e d u c a t i o n  fo r  a n u m b e r  of y e a r s  and  

I ' m  qui te  u s e d  to s t u d e n t s  go ing  to  s l e e p .  

The  po in t  i s ,  you k n e w  tha t  you w e r e  h u n g r y ,  So s o m e  of ou r  n e e d s ,  

t hen ,  a r e  c o n s c i o u s .  But s o m e  of ou r  n e e d s  a r e  u n c o n s c i o u s ,  and  we d o n ' t  

know about  t h e m .  We m a y  know tha t  s o m e t h i n g  i s  w r o n g ,  t ha t  we d o n ' t  

f e e l  qu i te  r i g h t ,  tha t  s o m e t h i n g  is  b o t h e r i n g  us .  Or  we m a y  not  be a w a r e  

of i t  a t  a l l .  P e o p l e  who know us ,  who w o r k  wi th  us ,  p e r h a p s  l ive  wi th  

us ,  m a y  be a w a r e  tha t  we a r e  a c t i n g  d i f f e r e n t l y ,  o r  tha t  we a r e  a c t i n g  
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i n  a w a y  tha t  we d o n ' t  l ike  or  in  a w a y  t h a t  we s h o u l d n ' t  a c t .  We don ' t  

know why.  T h e y  don ' t  know why .  Wel l ,  i t  m a y  be tha t  s o m e  need ,  s o m e  

t e n s i o n  s t a t e ,  i s  b o t h e r i n g  u s .  Some  u n c o n s c i o u s  n e e d  i s  m a k i n g  us  a c t  

a s  w e ' r e  a c t i n g  wi thou t  our  knowing  i t .  

Now, l e t  me  u s e  m y s e l f ,  i f  I m a y ,  as  an  e x a m p l e .  I have  a v e r y  

h igh  d e g r e e  of f i n g e r  and  t w e e z e r  d e x t e r i t y .  M a n , e a r s  ago,  when  I w a s  

t r y i n g  to m a k e  up m y  m i n d  w h e t h e r  to c o m e  b a c k  to  s c h o o l  o r  not ,  I had  

m y s e l f  t e s t e d ,  and  t h e y  s a i d :  " M r .  Agnew , i t ' s  a s h a m e  we d i d n ' t  ge t  

ho ld  of you  y e a r s  ago,  b e c a u s e  you  a r e  a m o n g  the  m o s t  d e x t e r o u s ,  and  

we p e r h a p s  cou ld  have  s t e e r e d  you  in to  s o m e t h i n g  w h e r e  t h i s  cou ld  be 

u s e d . "  T h e y  i n d i c a t e d :  "Now,  w h a t e v e r  you  do, you wan t  to  m a k e  s u r e  

t ha t  you  f ind  s o m e  o c c u p a t i o n  in  wh ich  you  put  t h i s  to u s e . "  So I b e c a m e  

a p r o f e s s o r .  

Of  c o u r s e ,  a s  a p r o f e s s o r  you can  p u t t e r  a r o u n d  wi th  the  c h a l k  

and  the  b l a c k b o a r d ,  you  can  p u t t e r  wi th  a c i g a r e t t e .  And i t ' s  m y  p r o u d  

b o a s t  t h a t  in  s o m e  t en  y e a r s  of t e a c h i n g  I have  n e v e r  y e t  t r i e d  to  l i g h t  

the  c h a l k .  I have  t r i e d  to w r i t e  o n  the  b o a r d  wi th  the  c i g a r e t t e  a coup le  

of t i m e s ,  t hough .  But  I have  d i s c o v e r e d  i n t e l l e c t u a l l y  t h a t  s o m e t i m e s ,  

i f  I s t a r t  g e t t i n g  wha t  m y  J e w i s h  f r i e n d s  c a l l  " n u g g y ,  " s o r t  of ge t  the  

t e m p t a t i o n  to g ive  the  head  of the  h o u s e  the  b a c k  of the  hand  or  s o m e t h i n g  

of the  s o r t - - a  t e m p t a t i o n  wh ich  I t r y  to r e s i s t - - i t  m a y  w e l l  be the  f i n g e r s  

t h a t  a r e  b o t h e r i n g  m e .  You s e e ,  I h a v e n ' t  put  t h e m  to enough  u s e .  

Wel l ,  I ' v e  d i s c o v e r e d  t ha t  i f  I c a n  s i t  down at  a t y p e w r i t e r  p e r h a p s  

fo r  f i f t e en  o r  t w e n t y  m i n u t e s  and j u s t  t ype ,  j u s t  copy  a n y t h i n g ,  s o r t  of 
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r e l i e v i n g  t h o s e  t e n s i o n s ,  m y  d i s p o s i t i o n  r e a l l y  t e n d s  to i m p r o v e .  

So tha t  s o m e  of ou r  n e e d s ,  then ,  a r e  u n c o n s c i o u s .  T h e y  can  be 

m a k i n g  us b e h a v e  and ac t  in  a p a r t i c u l a r  way  wi thou t  our  knowing  i t .  

Well ,  now, we have  a l r e a d y  l o o k e d  at  s o m e  of the  n e e d s  tha t  p e o p l e  

h a v e - - t h e  n e e d  fo r  food, the n e e d  for  s l e e p .  S o m e  of our  n e e d s  a r e  p h y s -  

i c a l  n e e d s .  Some  of our  n e e d s  a r e  of and  in  the  b o d y - - f o o d ,  s h e l t e r ,  

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

But  s o m e  of our  m o s t  i m p o r t a n t  n e e d s  a r e  in the  m i n d ,  a r e  p s y c h o l o g i c a l  

in  n a t u r e .  

VCell, what  a r e  s o m e  of t h e s e  p s y c h o l o g i c a l  needs~  t h e s e  n e e d s  tha t  

a r e  in ou r  m i n d ?  We cou ld  go a r o u n d  th i s  r o o m  and  a s k  e a c h  of you to 

m a k e  up a l i s t  of n e e d s ,  and  a s k  e a c h  of you to i n d i c a t e  one n e e d  tha t  you 

f e e l  to  be p a r t i c u l a r l y  i m p o r t a n t  to  p e o p l e ,  and we would  ge t  a v e r y  good 

and  a v e r y  c o m p l e t e  l i s t  of  n e e d s  in  tha t  way.  It would  be as  good  a l i s t  

as  the  l i s t  tha t  a p s y c h o l o g i s t  m i g h t  m a k e  up or  tha t  I m i g h t  m a k e  up.  

But  t h i s ,  h o w e v e r ,  would  t a k e  a b i t  of  t i m e ;  so i t  m i g h t  be f a s t e r  i f  we 

took  a look  at  a l i s t  of n e e d s ,  not  a l i s t  of  the  n e e d s ,  o r  not  the  l i s t  

of n e e d s ,  but  j u s t  a__list of n e e d s ,  w h i c h  by s o m e  s t r a n g e  c o i n c i d e n c e  I 

j u s t  happen  to have  wi th  m e .  

It  i s n ' t a n y  b e t t e r  than  y o u r  l i s t ;  and  m a n y  of the  t h ings  t ha t  you 

would  put on s u c h  a l i s t  a r e  h e r e .  Many  of the  t h i n g s  p e r h a p s  you wou ld  

c a l l  by a d i f f e r e n t  n a m e  than  I would .  But  I t h i n k  by and  l a r g e  we cou ld  

c e r t a i n l y  a g r e e  t h a t  t h e s e  t h ings  a r e  t e n s i o n  s t a t e s  w h i c h  have  to be r e l i e v e d ,  

n e e d s  w h i c h  have  to  be s a t i s f i e d .  P e o p l e  b e h a v e  and ac t  so  as  to s a t i s f y  
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n e e d s ,  

do in  p a r t  to s a t i s f y  t h e s e  n e e d s .  

v a t e s  p e o p l e .  

Some of t h e s e  n e e d s  a r e  ( w r i t i n g  on b l a c k b o a r d )  as  f o l l ows :  The  

n e e d  for  s u p p o r t .  Now, by  t h i s  I don ' t  m e a n  the  way  you  h a v e  to s u p p o r t  

y o u r  b r o t h e r - i n - l a w ,  the  one  who c a n ' t  ho ld  a job;  but  the  n e e d  to f e e l  

t h a t  s o m e b o d y  i s  b e h i n d  you; the  n e e d  to f e e l  t h a t  s o m e b o d y  a g r e e s  wi th  

you,  the  n e e d  to  f e e l  t h a t  you a r e  not  a l o n e .  If  you h a v e  e v e r  b e e n  a 

v o c a l  m i n o r i t y  of one,  you know t h a t  i t  c an  ge t  p r e t t y  d a m n  l o n e s o m e  out  

t h e r e ;  and  the  i d e a  of s o m e b o d y  a g r e e i n g  wi th  you  i s  a n i c e ,  w a r m i n g  

f e e l i n g .  

Wel l ,  now, I c o m e  up a g a i n s t  t h i s  p r o b l e m  r a t h e r  e f t en .  As  one 

who does  a r e a s o n a b l e  a m o u n t  of pub l i c  s p e a k i n g ,  I w i l l  go up a g a i n s t  a 

so  a s  to r e l i e v e  t h e s e  t e n s i o n s .  In s h o r t ,  p eop l e  do wha t  t h e y  

N e e d  s a t i s f a c t i o n ,  t hen ,  i s  wha t  m o t i -  

s e e  t h e m  a l l  s i t t i n g  

You s o r t  of  have  the  

f e e l i n g  t ha t  the  f a c e s  a r e  r e a l l y  p a i n t e d  t h e r e .  

e x i s t .  So you  b e g i n  and  t h e r e ' s  no r e a c t i o n  at  aI1. 

" I s  t h i s  phony  bow t i e  c o m i n g  loose  on one s i d e ? "  

f e e l i n g s .  You j u s t  go on and  l i t e r a l l y  n o t h i n g  h a p p e n s .  

Then ,  a l l  of  a sudden ,  out  in  the  c rowd ,  as  you m a k e  a po in t ,  s o m e -  

body n o d s .  It  i s  a n i ce  f e e l i n g .  S o m e b o d y  i s  l i s t e n i n g .  Of  c o u r s e  i t  n e v e r  

o c c u r s  to  you t h a t  the  nod m a y  have  b e e n  m o r e  l ike  t h i s  ( d e m o n s t r a t i n g )  

t h a n  of a g r e e m e n t .  But  a t  l e a s t  i t  i s  a w a r m i n g  f e e l i n g .  

Now, we a l l  have  t h i s  n e e d  fo r  s u p p o r t .  Some  of us  have  i t  in  m u c h  
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You know,  t h e y  j u s t  don ' t  

You s t a r t  w o n d e r i n g :  

A l l  s o r t s  of d i f f e r e n t  

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

out  t h e r e ,  s o r t  of i ike  s p e a k i n g  a l m o s t  to a wa l l .  



g r e a t e r  quant i ty  than o t h e r s .  C e r t a i n l y  each  of us has  i t  at  one t i m e  or  

ano the r  in g r e a t e r  quan t i ty  than  he m i g h t  n o r m a l l y .  But the need  for  

suppor t  is  a t r e m e n d o u s l y  i m p o r t a n t  one to people .  

Ano the r  of the needs  tha t  i s  t r e m e n d o u s l y  i m p o r t a n t  to people  is  

the need  to acqu i r e ,  the need  to get  t h ings .  I th ink  we a l l  have tha t  to an 

ex ten t .  I suppose  tha t  the m i s e r  would be the r e a l  gone guy in th i s  p a r t i c -  

u l a r  need,  d r iven  by i t  a l m o s t .  But we each  have i t  to an ex ten t .  Mos t  of 

us r e a l l y  have m o r e  au tomobi l e  than  we need  for  t r a n s p o r t a t i o n  a lone .  

We have m o r e  hous ing  p e r h a p s  than  we need .  We have m o r e  in the way  

of c lo thes  than  we rmed r e a l l y  jus t  to keep o u r  body w a r m .  It i s  obvious 

tha t  m a n y  of us have m o r e  food than  we r e a l l y  need  too. But th i s  need 

to acqu i r e ,  th i s  need to get  some th ing j  s o r t  of s a t i s f i e s  a need  in m o s t  

of us. 

I am a lways  r e m i n d e d  of the s t o r y  of the nut who went  to 

a p s y c h i a t r i s t .  The p s y c h i a t r i s t  spoke with  h im for quite a while;  gave 

h im some  p r e t t y  e x t e n s i v e  examina t i on ,  and f i na l l y  sa id :  "Wel l ,  m y  f r iend ,  

I don ' t  s ee  any th ing  wrong  with you.  As fa r  as  I can  te l l ,  y o u ' r e  quite  a l l  

r i g h t .  You ' r e  the s a m e  as  anybody I know. "  So the nut  sa id:  "I  knew 

t h e r e  was nothing wrong  with m e . "  

you doing h e r e ? "  The fe l low said:  

nothing wrong  with me,  but m y  f a m i l y  i n s i s t e d  tha t  I c o m e . "  "Wel l ,  

you mind  t e l l i ng  me  what  i t  i s  you do tha t  you r  f ami ly  ob jec t s  t o ? "  

The doctor  sa id:  " T h e n  what  we re  

"Wel l ,  as  I say ,  I knew t h e r e  was  

do 

The nut s a y s :  "Wel l ,  no. I l ike  p a n c a k e s . "  The doc to r  s a y s :  

heavens ;  t h e r e ' s  nothing wrong  with tha t .  I l ike p a n c a k e s  t o o . "  
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m a n  saM:  "You  do?  You m u s t  c o m e  o v e r .  I have  t h r e e  c l o s e t s  fu l l  

of t h e m . "  

So tha t  s o m e t i m e s  t h i s  n e e d  to  a c q u i r e  s o r t  of ge t s  b e y o n d  us .  

A n o t h e r  of the  n e e d s  t ha t  i s  t r e m e n d o u s l y  i m p o r t a n t  to p e o p l e  is  

c l o s e l y  r e l a t e d  to the  f i r s t  one ,  but  not  qu i t e  the  s a m e  th ing .  I t ' s  the  n e e d  

to b e l o n g .  I t ' s  the  n e e d  to f e e l  p a r t  of a g roup ,  t he  n e e d  to f ee l :  "I~iere 

I a m  at  h o m e .  H e r e  I a m  a c c e p t e d .  H e r e  I b e l o n g . "  

F o r  i n s t a n c e ,  oh, if  we ge t  i l l  at  work ,  ou r  i m m e d i a t e  r e a c t i o n  i s  

to go h o m e .  W e ' r e  go ing  to  be  j u s t  as  s i c k  at h o m e  as  we a r e  a n y w h e r e  

e l s e ,  but  ou r  i m m e d i a t e  n e e d  r e a l l y  i s  to go w h e r e  we be long ,  to go w h e r e  

we a r e  c o m p l e t e l y  a c c e p t e d .  

I have  two c h i l d r e n .  One is  f ive  and  one i s  two .  And I a m  a c u t e l y  

a w a r e  of the  dep th  of  tha t  d r i v e  to b e l o n g  in  c h i l d r e n .  You s e e ,  one  of the  

ways  in wh ich  m y  d a u g h t e r  can  be m o s t  e a s i l y  c a u s e d  to d i s s o l v e  in to  t e a r s  

is  when  the  o t h e r  k ids  say ,  "We w o n ' t  p lay  wi th  y o u . "  -When s h e  is  shu t  

out  f r o m  tha t  p a r t i c u l a r  g r o u p .  And I t h ink  m o s t  of us a r e  p r e t t y  m u c h  

the  s a m e  way.  

When  you m e n  c a m e  to  th i s  c o u r s e  a m o n t h  or  two ago,  you w e r e  a 

g roup  of s t r a n g e r s .  You s o r t  of look  a r o u n d  and say ,  "Wha t  a m  I do ing  

h e r e ? "  Tha t  s o r t  of th ing ,  you know,  the  " L o o k  at  h i m "  f e e l i n g .  R e a l l y  

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

then ,  as  you ge t  to  know e a c h  o t h e r ,  as  you ge t  in to  the  g r o o v e ,  the  f e e l i n g  

of b e l o n g i n g - - a  r e l i e f  f r o m  the  t e n s i o n  tha t  you fe l t  i n i t i a l l y .  

I a m  c e r t a i n  tha t  m a n y  of you have  b e e n  t r a n s f e r r e d  a r o u n d .  You go 
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into a new s i tua t ion .  You don ' t  r e a l l y  know anybody.  T h e y ' r e  a bunch 

of faces ,  a bunch of n a m e s .  P e r h a p s  you give it  a l i t t l e  t i m e  to get  your  

fee t  on the ground~ which u s u a l l y  m e a n s  ge t t ing  f a m i l i a r  with the i n f o r m a l  

o r g a n i z a t i o n ,  ge t t ing  to know the people .  You see ,  you come in and you 

don ' t  know the s h a r e d  jokes .  Peop le  wi l l  s a y  s o m e t h i n g  tha t  d o e s n ' t  

s o u n d v e r y  funny to you, and e v e r y b o d y  e l s e  wi l l  l augh  u p r o a r o u s l y ,  as  

at  a f a m i l y - t y p e  joke.  But even tua l ly ,  m a y b e  ove r  coffee or a luncheon 

or  two, you get  tha t  f ee l ing  of be longing .  You know tha t  Ge r t i e ,  the office 

g i r l ,  was dat ing  H o m e r ,  the  sh ipp ing  c l e rk ;  so tha t  you u n d e r s t a n d  a few 

m o r e  of the jokes  tha t  people  a r e  t e l l i ng .  I t ' s  a m u c h  n i c e r  and w a r m e r  

fee l ing .  So tha t  tha t  need  to belong,  then,  i s  a t r e m e n d o u s l y  i m p o r t a n t  

m o t i v a t o r  of peop le .  

Now, ano the r  of the needs  tha t  i s  quite i m p o r t a n t ,  tha t  i s  r e l a t e d  in 

a v a r i e t y  of d i f f e r en t  ways ,  i s  the  need  to know, the need  to know. Th i s ,  

of c o u r s e ,  i s  the  need  tha t  keeps  me in b u s i n e s s .  If th i s  need  e v e r  d i s -  

appea red ,  I p robab ly  would have to go back  to work ing  for  a l i v i n g - - a  

r e a s o n a b l y  h o r r i b l e  p r o s p e c t .  But th i s  need  to know. P e r h a p s  you know 

people ,  p e r h a p s  you a r e  y o u r s e l f  a l m o s t  d r i ven  by g a d g e t r y .  You see  some  

p a r t i c u l a r  gadget  and you can ' t  r e a l l y  r e s t  content  un t i l  you know how i t  

w o r k s .  P e r h a p s  you even have to take  i t  a p a r t .  I ' m  tha t  way  with  b a l l -  

point  pens ,  for  i n s t a n c e .  I jus t  want to know how the r e l e a s e  m e c h a n i s m  

works ,  where  the s p r i n g  i s ,  and the r e s t  of i t .  And I jus t  wouldn ' t  give 

you a n i c k e l  for  a b a l l p o i n t  pen tha t  I cou ldn ' t  take  a p a r t .  It i s n ' t  t r ue  

tha t  I have t h r e e  c l o s e t s  ful l  of them,  but at  l e a s t  I ' m  a l m o s t  d r iven  to know 
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how t h e y  w o r k .  So m a n y  of you a r e  p e r h a p s  the  s a m e  abou t  o t h e r  v a r i e t i e s  

of g a d g e t s .  

C e r t a i n l y  we l ike  to  know w h a t ' s  go ing  on.  It s o r t  of  b o t h e r s  us  if  

we s e e  two p e o p l e  w h i s p e r i n g  in  a s o r t  of i n t i m a t e  c o n v e r s a t i o n .  W e ' d  

s o r t  of l ike  to tune  in on i t .  You know,  " m a y b e  t h e y ' v e  t a l k i n g  about  m e . "  

But  we do l ike  to know.  We wan t  the  l a t e s t  hot  dope,  t he  l a t e s t  r u m o r  

t h a t ' s  go ing  a r o u n d .  Of c o u r s e  we have  to ge t  i t  v e r y  qu ick ly ,  b e c a u s e  i t  

w o n ' t  be  a r o u n d  long.  T h e r e ' I 1  be a n o t h e r  one a r o u n d  in a m i n u t e  o r  two.  

But  we l ike  to  tune  in  on i t .  You s e e ,  k n o w l e d g e  is  a k ind  of p o w e r .  

K n o w l e d g e  i s  a k ind  of p o w e r .  

Again ,  i f  I can e x e m p l i f y  t h i s  wi th  c h i l d r e n ,  a n o t h e r  good way to 

ge t  a f ight  s t a r t e d  i s ,  " I  know s o m e t h i n g  you d o n ' t  k n o w . "  Wel l ,  we don ' t  

r e a l l y  l o s e  t ha t  fu l ly  and  c o m p l e t e l y  as  we g r o w  wi th  age  e i t h e r .  

Now, I , m  c e r t a i n  tha t  th i s  has  n e v e r  h a p p e n e d  to any  of you m e n ,  o r  

in any of y o u r  o f f i ce s ;  but  I ' v e  s e e n  i t  happen  a few t i m e s  in  i n d u s t r y :  The  

b o s s  w i l l  c o m e  b a c k  f r o m  a m e e t i n g ;  and  at  tha t  m e e t i n g  you know tha t  

s o m e t h i n g  has  b e e n  d i s c u s s e d  tha t  has  a d i r e c t  b e a r i n g  on you, y o u r  s e c -  

t ion ,  y o u r  r e s p o n s i b i l i t y .  Wel l ,  t he  b o s s  c o m e s  back  f r o m  th i s  m e e t i n g  

and  you can  a l m o s t  s e e  i t - - " I  know s o m e t h i n g  you d o n ' t  k n o w . "  You can  

a l m o s t  s e n s e  i t .  

Well ,  t h i s  i s  good  fo r  h i m .  

his  c a r r i a g e  is  a bit  m o r e  e r e c t .  
a l m o s t  

You see, his shoulders are back, and 

Knowledge is a kind of power. You can 

see it. There's a little secret there. He knows, and you know he knows, 

and he knows you know he knows. 
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Well ,  now, if  h e ' s  a b o s s  of long  e x p e r i e n c e ,  he can  m a k e  it  a l l  

t he  way a c r o s s  the  of f ice  wi thou t  m e e t i n g  a n y o n e ' s  e y e .  I t ' s  no m e a n  f ea t .  

But  he g o e s  in his  o f f i ce  and  y o u ' r e  s i t t i n g  o u t s i d e  n i b b l i n g  y o u r  n a i l s ,  

and  t h e r e  he is ,  l ook ing  at  th i s  Little t r a c e r .  

Wel l ,  e v e n t u a l l y ,  j u s t  as  he  was  s u p p o s e d  to do r i g h t  f r o m  the  v e r y  

s t a r t ,  he c a l l s  you in  and  p r e s e n t s  t h i s  to you.  S o m e h o w  he a l w a y s  m a k e s  

it  a p p e a r ,  o r  j u s t  m a n a g e s  to  c o n v e y  the  i m p r e s s i o n ,  tha t  t h e r e  a r e  a 

few th ings  he d i d n ' t  t e l l  you,  

Wel l ,  now you have  it ,  

j u s t  fo r  p o l i c y  r e a s o n s .  

and  you can  wa lk  out  t h r o u g h  the  a i s l e .  And 

this is good for you. If you are a man really on his way up, you can make 

it across the office without meeting anybody's eye. And you know, 

and they know you know, and what's really good for you is, you know 

they know. 

Well, again, just as you were supposed to, you pass it out and give 

that impression that there are a few things you're not telling them. 

Well, knowledge is a kind of power. The need to know, the need to 

know about the things that directl~ffect us in the operations of our job, 

in the performance of our duty. It's a very strong motivator of people. 

Another of the strong needs is the need to achieve, the need to accom- 

plish something, the need to feel that we really have done something. This 

may be at the level of, "Why did you climb that mountain?" "Just because 

it was there." Or it may be something vastly simpler. 

One of the first jobs I ever had in industry when I was fresh out of 

high school was a pulpit operator in a pipe mill, where I stood up sort of 
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on a p l a t f o r m  and  p u s h e d  a coup le  of h a m m e r  m o t o r  c o n t r o l  bu t tons  t h a t  

m a d e  the  c o n v e y o r  w h e e l s  go a r o u n d  t h a t  c a r r i e d  p ipe  p a s t  m e .  

Wel l ,  a s  f a r  a s  you  cou ld  s e e  in  t h a t  d i r e c t i o n ,  n o t h i n g  but  p ipe .  

As f a r  a s  you cou ld  s e e  in  t h a t  d i r e c t i o n ,  n o t h i n g  but  p ipe .  And when  

y o u ' v e  s e e n  one,  y o u ' v e  s e e n  t h e m  a l l .  B u t e v e r y  now and  then  s o m e  

k i n d  s o u l  would  w r i t e  "50"  on one of t h e m .  A n i ce  f e e l i n g  of a c l d e v e m e n t .  

T h e r e  a r e  f i f ty  of the  d a m n  t h i n g s  t h a t  I ' l l  n e v e r  s e e  a g a i n .  I t ' s  s o m e t h i n g  

l ike  the  f e e l i n g  you  ge t  when  I t u r n  o v e r  a page  in  m y  n o t e s .  

But  the  n e e d  to a c h i e v e ,  the  n e e d  to f e e l  t h a t  you  have  a c c o m p l i s h e d  

s o m e t h i n g .  And I would  c e r t a i n l y  s a y  i t  f o r  t h o s e  of you who a r e  r e g u l a r  

s t u d e n t s  in  t h i s  p a r t i c u l a r  p r o g r a m  t h a t  you  p r o b a b l y  m e e t  t h i s  need  

r e a s o n a b l y  l a t e  a t  n igh t ,  when  you  a r e  in  bed p e r h a p s  t r y i n g  to  f i n i s h  up 

t h a t  r e a d i n g  a s s i g n m e n t .  The  nods  c o m e  a l i t t l e  f a s t e r ,  and  the  c h e s t  

s l o w l y  r i s e s ' t o  m e e t  the  ch in .  " G e e ,  how m a n y  m o r e  p a g e s  in  t h i s  t h i n g ?  

Wel l ,  t h r e e  p a g e s  l e f t . "  Boy ,  y o u ' l l  f i gh t  i t  out  on t h i s  l i ne  i f  i t  t a k e s  

a l l  w i n t e r .  And f i n a l l y  you  f i n i s h  i t .  T h e n  you  c a n  pu t  the  t h i n g  down and  

go to s l e e p .  Of  c o u r s e  you  h a v e n ' t  u n d e r s t o o d  a tS ing  y o u ' v e  r e a d  for  

f i f t e en  m i n u t e s ,  but  a t  l e a s t  y o u ' v e  f i n i s h e d  i t .  The  n e e d  to a c h i e v e .  The  

n e e d  to f e e l  t ha t  we h a v e  a c c o m p l i s h e d  s o m e t h i n g .  

Two o t h e r  n e e d s ,  t h a t  a r e  p r e t t y  c l o s e l y  r e l a t e d ,  a r e  the  n e e d  fo r  

r e s p e c t  and  the  n e e d  fo r  r e c o g n i t i o n .  T h e s e  a r e  s i m i l a r ,  bu t  t h e y  a r e  not  

qu i te  the  s a m e  th ing .  The  n e e d  fo r  r e s p e c t .  The  n e e d  fo r  r e c o g n i t i o n .  

As  I s a y ,  t h e s e  a r e  not  qui te  the  s a m e  t h i n g .  

l !  . , l  

I t h i n k  t ha t  r e s p e c t  c a r r i e s  wi th  i t  a t  l e a s t  the  c o n n o t a t i o n  of an 
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a p p r o p r i a t e  va lue  s y s t e m .  That  is  to say ,  you get  r e s p e c t  for  doing the 

r i gh t  th ing .  It is  quite p o s s i b l e ,  of c o u r s e ,  t o  get r e c o g n i t i o n  for  doing 

the  wrong  th ing .  I mean ,  you cou ldn ' t  make  the t e a m  as  a ha l fback,  so 

you become  the c h e e r  l e a d e r  for i t .  Or  the  noxious  type  who puts  on the 

l a d i e s '  ha ts  at  a p a r t y .  He ge ts  r e c o g n i t i o n .  While r e s p e c t ,  I th ink,  we 

tend to give and we tend to get  e s s e n t i a l l y  for  doing the r i g h t  th ing .  

Now, we a l l  l ike to be r e s p e c t e d  for  what  we a r e ,  for  what  we do, 

for  what we know and say ;  and i t ' s  t r e m e n d o u s l y  i m p o r t a n t  to us .  

But I th ink  one of the th ings  tha t  we have to r e m e m b e r  about  p e o p l e - -  

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

i f  t h e y  cannot  get  r e s p e c t  f rom t h e i r  o n - t h e - j o b  p e r f o r m a n c e ,  or  i f  t hey  

cannot  get  r e c o g n i t i o n  for  doing the r i g h t  thing,  t hey  wi l l  s e e k  r e c o g n i t i o n  

and take  i t  w h e r e v e r  t hey  can find i t .  You see ,  if  a m a n  cannot  get  the 

r e s p e c t ,  le t  us say ,  of his  bos s  for be ing a good workman ,  i t ' s  a l t o g e t h e r  

p o s s i b l e  tha t  he wi l l  s eek  the r e c o g n i t i o n  of h is  work  group as  be ing  the 

b igges t  goof-of f  in the shop.  So tha t  we m u s t  a t t e m p t  to s a t i s f y  tha t  need  

for  r e s p e c t  and the  need  for  r e c o g n i t i o n  in  the  o n - t h e - j o b  s i tua t ion ,  m a k -  

ing i t  p o s s i b l e  for  the  ind iv idua l  to s a t i s f y  tha t  p a r t i c u l a r  need  th rough  

doing the r i gh t  th ing .  

Now, ano the r  of the  needs  tha t  i s  quite i m p o r t a n t - - a n d  i t  may  s e e m  

to be about 180 d e g r e e s  out of phase  with the  t h i r d  n e e d  - - i s  the need  to 

r e j e c t  o t h e r s .  We don ' t  l ike to fee l  t ha t  we have to ~ be m o r e  or  l e s s  

c o m m o n  c a r r i e r s  and jus t  accep t  anyone  who comes  to us .  The need  to 

r e j e c t  o t h e r s .  
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Now, I suppose that being a hermit would be the equivalent to being 

the miser on that need to acquire--someone who has rejected other people 

completely. 

I recognize that this is out of phase with that need to belong, but 

I am certain that each of you, perhaps at the end of a long, hard day, has 

sort of had the feeling that "If I see another human being today, I'm going 

to blow my top." A lot of times this is a function of our moods. Yet each 

of us has it from time to time. Some people have it much more strongly 

than others. 

A lot of time this is a function of the nature of the job~that we have. 

I know when I was doing my research for my doctorate up at MIT and 

spending a lot of time in the library, my wife was gainfully employed. As 

a matter of fact, I was put through school by a loving wife and a grateful 

government--a combination of my wife's earning power and the G.I. Bill. 

But her job was in the personnel office of a department store in Boston. 

Her whole day was just one person after another--just people, people, 

people. So that when she came home at night, about all she wanted to do 

was to take off her shoes and look at the wall. 

WeLl, here I was, back in the library stacks, the dusty old library 

shelves, and the dusty old library books, and the dusty old librarian. 

About all I got to see in the way of people was really not very much except 

at lunch. So I would come home at night and "@~nere's the action?" 

Well, we made the usual variety of married couple's compromises. 

\Ve had people in or went out about once every three weeks or something 

of the sort. 
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~;e l l ,  of c o u r s e ,  t o d a y  the  s i t u a t i o n  i s  j u s t  r e v e r s e d ,  l~[y whole  

day  i s  j u s t  p e o p l e ,  peop le ,  p e o p l e .  And h e r e ' s  the  h e a d  of the  house  c h a i n e d  

up a t  h o m e  wi th  the  two l i t t l e  m o n s t e r s  in  t he  p r o c e s s  of b e c o m i n g  p e o p l e .  

And the  c u r r e n t  b e t t i n g  in  the  n e i g h b o r h o o d  i s  abou t  s i x - t w o  a s  to  w h e t h e r  

t h e y ' r e  go ing  to m a k e  i t .  The  s i t u a t i o n  i s  r e v e r s e d .  So when  I c o m e  h o m e ,  

abou t  a l l  I w a n t  to  do i s  s i t  down.  But ,  of  c o u r s e ,  F r a n c e s  s a y s ,  "V~hy 

d o n ' t  you e v e r  t ake  m e  o u t ? "  I g ive  h e r  the  s a m e  t h i n g  and  t ake  h e r  out  

abou t  once  e v e r y  t h r e e  w e e k s .  

But  a lo t  of t i m e s  theS .a t i s f  acti0n- of t ha t  n e e d  o r  the  s t r e n g t h  of 

t h a t  n e e d  i s  r e a l l y  d e t e r m i n e d  by how we s p e n d  the r e s t  of ou r  t i m e .  

Now, a n o t h e r  of  the  v e r y  s t r o n g  n e e d s - - i t ' s  a good dea l  s t r o n g e r ,  i -  

t h ink ,  ';, t h a n  we m i g h t  e x p e c t - - i s  the  n e e d  to a v o i d  o r  e s c a p e  b l a m e .  

Again ,  I t h i n k  we can  s e e  t h i s  p a r t i c u l a r l y  s t r o n g  in  c h i l d r e n .  But,  

aga in ,  we d o n ' t  e s c a p e  t h i s  a s  we g r o w  in  age  and  m a t u r e .  SVe don ' t  l i ke  

to be b l a m e d  f o r  t h i n g s .  We don ' t  even  l ike  to b l a m e  o u r s e l v e s  for  t h i n g s .  

I m e a n ,  " D i d  you  l e ave  t ha t  door  o p e n ? "  " W h o ?  M e ?  What  d o o r ?  

I h a v e n ' t  s e e n  a d o o r . "  

And, aga in ,  e v e n  s e l f - b l a m e .  L e t ' s  s u p p o s e  t ha t  you a r e  d r i v i n g  to 

w o r k  e v e r y  m o r n i n g .  E v e r y  m o r n i n g  t h e r e  i s  t h i s  s top  s i g n  t h e r e .  

T h e r e  h a s n ' t  b e e n  a c a r  c o m i n g  s i n c e  the  m i n d  of m a n  r u n n e t h  no t  to  the  

c o n t r a r y ;  and  we s o r t  of  ge t  in  the  hab i t ,  you know,  of g i v i n g  the  s top  s i g n  

a c o u r t e s y  nod .  We c o m e  to a fu l l  r o l l i n g  s t op .  One b r i g h t ,  f ine  m o r n i n g  

we go t h r o u g h  the  u s u a l  r o u t i n e ,  and  t h e r e ' s  the  b l a r e  of a h o r n  and  the  

s c r e e c h  of the  t i r e s ,  and  w h o ' s  f au l t  i s  i t ?  He m u s t  h a v e  b e e n  do ing  90. 
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We c a n ' t  e v e n  b l a m e  o u r s e l v e s .  

So t h a t  n e e d  to  avo id  b l a m e .  Some  p e o p l e  w i l l  be so  d r i v e n  by  th i s  

tha t  t h e y  w o n ' t  e v e r  m a k e  a d e c i s i o n ,  fo r  i n s t a n c e ,  b e c a u s e  t h e y  m i g h t  

be b l a m e d  for  i t .  

Again ,  i f  I can  e x e m p l i f y  t h i s  wi th  m y  c h i l d r e n ,  t h i s  i s  the  s t a g e  

when  m y  d a u g h t e r  was  l e a r n i n g  to wa lk  and  c a r r y  a g l a s s  of w a t e r  at  the  

s a m e  t i m e - - a g a i n ,  no m e a n  fea t .  She was  s t a n d i n g  t h e r e  one t i m e  wi th  

the  g l a s s  at  about  tha t  t h r e e - m a r t i n i  a n g l e .  I t h i n k  y o u ' v e  s e e n  i t .  And  

a l i t t l e  of the  w a t e r  s p i l l e d  out .  She l o o k e d  a r o u n d  as  i f  she  e x p e c t e d  to  

be hi t  m o m e n t a r i l y  wi th  an axe hand l e  , and  s t o o p e d  down to wipe  i t  up, 

and,  of  c o u r s e ,  s p i l l e d  the  whole  g l a s s  of w a t e r ;  and  jus t  b r o k e  in to  t e a r s  

and  took  off a s  f a s t  as  she  cou ld  go.  You s e e ,  the  f e a r  of b e i n g  b l a m e d .  

We have  tha t .  

Now, of c o u r s e ,  t h e r e  a r e  s o m e  p e o p l e - - a n d  t h i s  is  one  of the  

t r a g e d i e s  of  the  who le  s i t u a t i o n - - w i t h  s u c h  a t r e m e n d o u s  c a p a c i t y  fo r  

s e l f - b l a m e  tha t  t h e y  can  m a k e  t h e m s e l v e s  f e e l  w o r s e  about  hav ing  goo fed  

off t han  you cou ld  i f  you y a m m e r e d  at  t h e m  for  two w e e k s .  Ye t  t h i s  n e e d  

to  a v o i d  b l a m e  i s  d i r e c t l y  c o u n t e r ,  you  s e e ,  to the  n a t u r a l  t e n d e n c y  tha t  

we a l l  have  to  f ind out who g o o f e d  and  le t  h i m  know we know.  

So tha t  one  of the  t h i n g s ,  aga in ,  as  m e m b e r s  of m a n k i n d ,  I t h i n k  

we have  to  be ab l e  to  m a k e  the  d i s t i n c t i o n  to r e c o g n i z e  p e o p l e  who have  the  

c a p a c i t y  fo r  s e l f - b l a m e  and  le t  t h e m  t ake  c a r e  of i t .  T h e r e  a r e  o t h e r  p e o p l e ,  

of  c o u r s e ,  who don ' t ;  and  we have  to  l o w e r  the  b o o m .  

A n o t h e r  of the  n e e d s - - o n e  of the  l a s t  t ha t  w e ' l l  look  at h e r e - - i s  the  
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n e e d  for  f r e e d o m .  You know,  aga in ,  we can  look at  t h i s  f r o m  the  i d e a l -  

i s t i c  f o u r - f r e e d o m s  po in t  of v i ew .  Or  we can  look  at  i t  " M o u n t a i n e e r s  a r e  

e v e r  f r e e . "  G r  we can  v i e w  i t  f r o m  the  po in t  of  v i e w  tha t  m a n y  s o c i e t i e s  

s e e  f i t  to  p u n i s h  o f f e n d e r s  a g a i n s t  t h e m  by d e p r i v i n g  t h e m  of t h e i r  f r e e d o m ,  

p u t t i n g  t h e m  in the  p o k e y  for  s ix ty  days ,  n i n e t y  days~ o r  f r o m  now on.  

But  we l ike  f r e e d o m .  

We ~ k e  f r e e d o m  m a n y  t i m e s ,  m o s t  of us ,  to do our  jobs  the  way  we 

th ink  t h e y  s h o u l d  be done .  We l ike  ou r  b o s s ,  fo r  i n s t a n c e ,  to g ive  us s o m e -  

t h i n g  to do, but  l e t  the  c h o i c e  of m e t h o d s ,  fo r  i n s t a n c ~  be o u r s ;  t u r n  us  

l o o s e  in  e f f ec t  to do i t .  Ye t  m a n y  of us  who a r e  the  m o s t  i n s i s t e n t  about  

h a v i n g  tha t  k ind  of f r e e d o m  for  o u r s e l v e s  a r e  lee~s~ i n c l i n e 4  o r  m o s t  

r e l u c t a n t ,  to g ive  tha t  k ind  of f r e e d o m  to o t h e r s .  

Now, a n o t h e r - - a n d  t h i s  w i l l  be  the  l a s t - - a d m i t t e d l y  t h e r e  a r e  m a n y ,  

m a n y  m o r e .  C e r t a i n l y  you have  b e e n  t h i n k i n g  of a n u m b e r  as  we have  

gone  a l o n g - - b u t  th i s  i s  a v e r y  i m p o r t a n t  one .  It  i s  the  n e e d  fo r  r e c r e a t i o n .  

The  n e e d  for  r e c r e a t i o n ,  l i t e r a l l y  r e - c r e a t i o n .  

Now, r e c r e a t i o n  d o e s n ' t  n e c e s s a r i l y  have  to be a w e e k e n d  at  M i a m i  

B e a c h  o r  a w e e k e n d  at  A t l a n t i c  Ci ty  o r  s o m e t h i n g  of tha t  s o r t .  It d o e s n ' t  

have  to  be an e x p e n s i v e  t h ing .  R e c r e a t i o n  s o m e t i m e s  can  be jus t  w o r k i n g  

on g r e e n  o n e s  when  y o u ' v e  b e e n  w o r k i n g  on r e d  ones  fo r  a w h i l e .  

It  can  be a change  of p a c e .  F o r  i n s t a n c e ,  for  m a n y  of you,  i f  you 

had  b e e n  to ld  b e f o r e  you c a m e  h e r e  tha t  you would  be g e t t i n g  up and  w a l k -  

ing  a r o u n d  fo r  a few m i n u t e s  b e t w e e n  c l a s s e s  and  l e c t u r e s  and  tha t  wou ld  

be r e c r e a t i o n ,  you w o u l d n ' t  have  a c c e p t e d  i t .  But l e t  s o m e  s p e a k e r  now 
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t r y  to r un  over  a b i t .  ]Even that  ve ry  s imp le  thing has b e c o m e  r e c r e a t i o n .  

Well ,  t h e r e  may  be m o r e ;  and, as  I ind ica ted ,  t h e r e  a r e  ma ny  m o r e .  

A l l  r igh t .  What does th i s  have to do with m a n a g e m e n t ?  A few i n t e r -  

e s t ing  o b s e r v a t i o n s  about  people .  

I th ink  i t  has  th is  kind of s ign i f i cance :  ¥:/e give people  for  working ,  

for  t ak ing  p a r t  in the co l l ec t ive  e n t e r p r i s e ,  wha teve r  i t  happens  to be, 

a v a r i e t y  of r e w a r d s ,  a v a r i e t y  of need  s a t i s f a c t i o n s .  

~ e  give t h e m  for  the m o s t  p a r t  wages .  Now, with t he se  wages  they  

may  s a t i s f y  a wide r ange  of n e e d s - - f o o d ,  s h e l t e r ,  and  the l ike .  They  can 

buy a s p l i t - l e v e l  r a n c h  house,  o r  a f o u r - d o o r  Buick.  They  can take  t h e i r  

kids  to the s e a s h o r e .  Many of the needs  tha t  people  have m a y  be s a t i s f i e d  

d i r e c t l y  as p h y s i c a l  needs ,  o r  i n d i r e c t l y  th rough  gaining s ta tus ,  th rough  

r e c o g n i t i o n  in the eyes  of the n e i g h b o r s .  They  m a y  s a t i s f y  i n d i r e c t l y  

t h e i r  p s y c h o l o g i c a l  needs .  Many, m a n y  of the  needs  tha t  people  have 

m a y  be s a t i s f i e d  t h rough  the wages and the s a l a r i e s  that  they  

e a r n  on the job. 

However ,  one thing is  c h a r a c t e r i s t i c  of th is  whole v a r i e t y  of need  

s a t i s f a c t i o n s ,  and tha t  is s imp ly  tha t  t he se  needs  a r e  s a t i s f i e d  only outs ide  

the job s i tua t ion .  I mean ,  you can ' t  b r i ng  the s p l i t - l e v e l  r a n c h  house to 

work  with you, for  i n s t a n c e .  They a r e  s a t i s f i e d  only  outs ide  the job 

s i tua t ion .  These  r e w a r d s  can be ca shed  in only off the job. 

The s a m e  th ing is t r ue  of m a n y  of the  s o - c a l l e d  f r inge  benef i t s  

t ha t  we get .  R e t i r e m e n t ,  for  i n s t ance ;  o r  vaca t i ons .  E m p l o y e e  d i scounts ,  

in some  s i t ua t i ons .  A v a r i e t y  of o ther  f r inge  bene f i t s .  You see ,  again,  
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only outs ide  the job s i tua t ion .  I t ' s  t r ue  t ha t  m a n y  people  t r y  to r e t i r e  

on the job, but by and l a r g e  m a n a g e m e n t  t ends  to d i s c o u r a g e  tha t  s o r t  

of th ing.  But, again ,  a l l  of t he se  r e ' ~ a r d s  outs ide  the job s i t ua t ion .  

So tha t  i t  b e c o m e s  a l m o s t  i nev i t ab le  tha t  the j o b  comes  to be r e g a r d e d  

as  a s o r t  of pena l ty  p e r i o d  that  the ind iv idua l  has  to go th rough  in o r d e r  

to get  t h i s  need  s a t i s f a c t i o n .  F o r  c e r t a i n l y  the ex tent  to which the ind i -  

v idua l  c o n s c i o u s l y  or  u n c o n s c i o u s l y  b r i n g s  tha t  point  of v iew to the  job) 

i t ' s  r e a l l y  r e m a r k a b l e  tha t  we get  the deg ree  of c o o p e r a t i o n  and work  

tha t  we do. 

Well, now, I a sk  you to take  ano the r  look e i t h e r  at  m y  l i s t  of needs  

or  at  your  l i s t  of needs  and see  i f  i t  i s n ' t  p o s s i b l e  for  us to do m o r e  to 

s a t i s f y  these  p s y c h o l o g i c a l  needs  wi th in  the j ob  s i tua t ion .  Do you s a t i s -  

fy in your  people  the need for s u p p o r t ?  Do you s a t i s f y  the need  to belong.,? 

Do you s a t i s f y  the need  to know? Do you make  i t  p o s s i b l e  for  the ind iv id -  

ua l  to s a t i s f y  the need  to ach ieve  ? Do you r e a l l y  give r e s p e c t  and r e c o g -  

n i t ion  for  the r i g h t  thing,  or  i s  i t  p o s s i b l e  tha t  the s u b o r d i n a t e  c o m e s  to 

your  a t t en t ion  only  when he does the wrong  th ing?  Do you have any  people  

who have p r e t t y  s t r o n g l y  th i s  need  to r e j e c t  o the r s ;  and would a s l i gh t  
the n a t u r e  o x  

change in  t h e i r  job at  p e r i o d i c  i n t e r v a l s ,  l e t ' s  s ay ,  m a k e  i t  po s s ib l e  for  A 

them to get  g r e a t e r  s a t i s f a c t i o n  of tha t  p a r t i c u l a r  n e e d ?  

What about  th i s  b l ame  th ing tha t  we looked at  a m o m e n t  ago?  Do 

you give your  s u b o r d i n a t e s  a l l  of the f r e e d o m  tha t  you can  so as  to s a t i s f y  

tha t  p a r t i c u l a r  need?  And r e c r e a t i o n .  Many  t i m e s  i t  i s - - I ' m  not s u g g e s t -  

ing tha t  you put a pin  ba l l  m a c h i n e  in each  d e p a r t m e n t  and le t  t hem get  
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t h e i r  e x e r c i s e  on i t :  But  m a n y  t i m e s  ju s t  a s l i g h t  c h a n g e  in  the  n a t u r e  

of the  job wi l l  g ive  i t  a c h a n g e  of p a c e ,  w i l l  g ive  i t  a l i t t l e  v a r i e t y ,  and  

the new  w o r k  t h e n  c o n s t i t u t e s  a k i n d  of r e c r e a t i o n .  You s e e ,  what  we 

have  to  do i s  to m o v e  in to  the  job s i t u a t i o n  the  s a t i s f a c t i o n  of m a n y  of 

t h e s e  p s y c h o l o g i c a l  n e e d s .  

Now, the  f a c e - t o - f a c e  m a n a g e r  i s  the  guy who i s  in  the  o p t i m u m  

p o s i t i o n  for  do ing  t h i s .  Y o u  see~ t h i s  d o e s n ' t  r e q u i r e  a new  s e c t i o n  and  

99 m o r e  p a g e s  in  the  o r g a n i z a t i o n  m a n u a l  o r  a new  d e p a r t m e n t  of Subor -  

d i n a t e  N e e d  S a t i s f a c t i o n .  T h i s ,  : l ike  c h a r i t y ) c a n  b e g i n  a t  h o m e .  T h i s  

i s  s o m e t h i n g  tha t  the  i n d i v i d u a l  f a c e - t o - f a c e  m a n a g e r  can  do at r e l a t i v e l y  

l i t t l e  c o s t  in  t i m e ;  qui te  a b i t  of c o s t  in  s p o t s .  You s e e ,  wha t  we have  to 

do, as  c u s t o d i a n s ,  i f  you wi l l ,  fo r  an i n d u s t r i a l  and  o r g a n i z e d  c u l t u r e ,  

i s  to m o v e  in to  the  job s i t u a t i o n  the  s a t i s f a c t i o n  and  m o r e  s a t i s f a c t i o n  

of t h e s e  n e e d s .  

Wel l ,  now, t h e s e  t h i n g s ,  t hen ,  a r e  t h i n g s  t ha t  the  m a n a g e r  can  do.  

I ' v e  b e e n  t a l k i n g  fo r  qui te  a whi le  now about  the  n e e d s  of s u b o r d i n -  

a t e s  and  the  ways  in w h i c h  a m a n a g e r  can  s a t i s f y  t h e m .  P e r h a p s  I should~ 

c o n s i d e r  the  n e e d s  of an  a u d i e n c e  in  the  ways  in  w h i c h  a s p e a k e r  c an  s a t -  

i s f y  t h e m ,  b e c a u s e  you too as  an a u d i e n c e  have  n e e d s .  Some  of t h e s e  

n e e d s  a r e  p h y s i c a l  and  s o m e  of t h e m  a r e  p s y c h o l o g i c a l .  F o r  t h o s e  of you 

w h o s e  n e e d s  a t  t he  m o m e n t  a r e  e s s e n t i a l l y  p h y s i c a l ,  I s h a l l  be  qu ie t  and  

le t  you  l e a v e .  F o r  t h o s e  of you w h o s e  n e e d s  a r e  e s s e n t i a l l y  p s y c h o l o g i c a l ,  

I s h a l l  be  g lad  to  g ive  r e c o g n i t i o n  to any  q u e s t i o n  o r  c o m m e n t  tha t  you 

m i g h t  h a v e .  And i f  C o l o n e l  H a r v e y  has  the  n e e d  to a v o i d  o r  e s c a p e  b l a m e ,  
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I can a s s u r e  you tha t  he had nothing to do wi th  m y  ta lk .  

COL.  HARVEY: Dr .  Agnew i s  r e a d y  for  your  q u e s t i o n s .  

QUESTION: Dr .  Agnew, would you s a y  tha t  the m o t i v a t i o n s  and 

s a t i s f a c t i o n s  for  g roups  a r e  e s s e n t i a l l y  the s a m e  as  those  you d e s c r i b e d  

for  ind iv idua l s  ? 

DR. AGNEW: G e n e r a l l y  y e s .  I th ink  m a n y  of them a r e .  C e r t -  

a i n l y  the need  for  suppor t ,  the need  to know, the need  for  r e s p e c t ,  a l so  

a c h i e v e m e n t ,  avoiding b l ame ,  f r e e d o m .  I th ink  t h e s e  app ly  jus t  as  m u c h  

to a co l l ec t ive  e n t e r p r i s e  r e a l l y  as  they  do to an ind iv idua l .  

T h e r e  has  been some  quite i n t e r e s t i n g  r e s e a r c h  done.  P e r h a p s  the 

m o s t  i n t e r e s t i n g  r e s e a r c h  in th i s  a r e a  tha t  has  been  done has  been done on 

r e s e a r c h  g roups ,  because  you can iden t i fy  a group a bi t  e a s i e r  if  t h e y  

happen to be work ing  on r e s e a r c h .  T h e y  found tha t  one of the th ings  tha t  

m a k e s  g roups  work  a l i t t l e  h a r d e r  is  r e c o g n i t i o n ,  the need  to know, and 

avoid  b l a m e .  

So tha t  I would s ee  no n e c e s s i t y  p e r h a p s  of t h rowing  a n y  of those  out, 

inc lud ing  even the need to be long.  I th ink  even the s m a l l  group l ikes  to fee l  

tha t  i t ' s  p a r t  of a l a r g e r  group,  and the need  then to i den t i fy  with  a v a r i e t y  

of r e w a r d s  I should  s a y  i s  as  c h a r a c t e r i s t i c  of a s m a l l ,  i n t i m a t e ,  f a ce -  

t o - f a c e  group.  

Now, th i s  would not be t rue ,  le t  us  say ,  of a D e p a r t m e n t  of Defense ,  
or  t housands  

with hundreds  of thousands^of  people .  But c e r t a i n l y  the s m a l l ,  i n t i m a t e ,  

f a c e - t o - f a c e  work  group i t s e l f  is  m o t i v a t e d  by m u c h  the s a m e  se t  of needs .  

QUESTION: , D o  y o u  s~=e ~ .:any~.~ d i f f e r e n c e s  be tween  the m o t i v a -  
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tions of an employee versus an employer ? 

DR. AGNEW: I don't think so. 

Now, these may be present in any individual in differing amounts. 

The man at the top of the organization may be much more strongly moti- 

vated by recognition, let's say, than the lower-level, blue-collar employee. 

But recognition is still there. 

You notice, I haven't said anything here about money, for instance, 

because I think that this is well known enough so there's no point in my 

taking your time talking about dough. 

It wou~d appear that the man in the executive rank, once he has 

reached a particular level of income, is much more inclined to view increases 

it as recognition rather than as just more money or a raisejas might be 

viewed lower in the organization. 

So I should say that this list, with additions of course, motivates 

everyone in the organization; but it might be a bit stronger in the man at 

the top, a little bit less in the man at the bottom. 

Now, I think, too, that those of you who will look at your own job, 

let's say, now, and what you may have had before you progressed up the 

ladder, will say that you are getting more psychological rewards in your 

job now simply because the opportunity is there. For many of the jobs in 

the lower levels, the opportunity is not there. It has to be created by the 

manager, which is the reason I gave my reasonably impassioned pitch 

there toward the end. 

QUESTION: Dr. Aguew, would you discuss the dlfferencesbetween 
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groups ,  p e r h a p s  even be tween  na t ions ,  in ' the  r e l a t i v e  s t r e n g t h  of t he se  

m o t i v a t i o n s  ? 

DR. AGNEW: Well ,  le t  me  c o m p a r e  two c l a s s e s  that  I happen to 
had 

have / a t  the u n i v e r s i t y  l a s t  s u m m e r .  One of t h e m  was  a group of a pp r ox -  

i m a t e l y  e leven ,  twelve ,  t h i r t e e n  g radua t e  s t uden t s .  These  men  were  fu l ly  

e m p l o y e d  p a r t - t i m e  g radua te  s t u d e n t s .  T h e r e  was ano the r  group I had 

of about  f i f t een  people  who were  f u l l - t i m e  g r adua t e  s tuden t s ,  who were  

not work ing  out in i n d u s t r y  and who were  not quite so m a t u r e .  

I d i s c o v e r e d  tha t  the m o t i v a t o r  for  m y  m a t u r e  people  was e s s e n t i a l l y  

f r e e d o m ,  whi le  the m o t i v a t o r  for  m y  f u l l - t i m e  s tuden t s  was e s s e n t i a l l y  

r e c o g n i t i o n .  Now, le t  me  exp la in  tha t  ju~t a bi t  m o r e .  

To m y  g radua t e  even ing  group I said~ " H e r e  i s  the r e a d i n g  List. 

Th i s  i s  what  you ought to r e a d  to a c q u i r e  a knowledge of th i s  p a r t i c u l a r  

s u b j e c t . "  I t r i e d  th i s  with m y  day t ime  group and checked  with the l ib-  

r a r i a n s  as  to whe the r  any  of m y  people were  coming  a round  and ca l l i ng  

for  t he se  books .  Well ,  m y  even ing  people  were ;  m y  day t ime  people  

were  not .  So tha t  it  b e c a m e  n e c e s s a r y  for  me  to a sk  m y  day  people  

for  a b r i e f  c r i t i c i s m ,  in  wr i t i ng ,  of each  one of t h e s e .  And I g r a d e d  t h e m .  

Well ,  th i s  s o r t  of p u n i s h m e n t  r e w a r d  d idn ' t  quite do the t r i c k .  But 

what I e v e n t u a l l y  evo lved  a f t e r  t h r e e  or  four  weeks  tha t  put t h e s e  k ids  

r e a l l y  to work  was  tha t  I was  going to r e a d  in  c l a s s  the  b e s t  one tha t  was 

t u r n e d  in, which  I did r eL ig ious ly  e v e r y  day.  

Now, I don ' t  know the ex ten t  to which  I could g e n e r a l i z e  about tha t .  

But, as  I i nd ica t ed ,  m o s t  of the r e a l l y  i n t e r e s t i n g  work  on g roups  has  
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b e e n  done in  the  r e s e a r c h  a r e a .  One s t u d y  t h a t  I had  the  p l e a s u r e  of 

w o r k i n g  on qui te  r e c e n t l y - - w h i c h  w a s  n e v e r  c o m p l e t e d - - w e  r a n  out  of 

m o n e y ,  as  so  m a n y  r e s e a r c h  p r o j e c t s  d o - - w a s  l ook ing  at  r e s e a r c h  g r o u p s  

u s i n g  a v a r i e t y  of wha t  we c a l l  p r o j e c t i v e  t e c h n i q u e s  in  s t u d i e s  of the  

g r o u p s .  We would  t a k e  a r e s e a r c h  g roup  t h a t  would  be c a l l e d  a hot  g r o u p .  

Wi thou t  f u r t h e r  d e f i n i t i o n  I t h i n k  m o s t  o r g a n i z a t i o n s  c a n  i d e n t i f y  a hot  

g r o u p  when  t h e y  have  one,  a s  o p p o s e d  to  a co ld  g r o u p .  And we d i s c o v e r e d  

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

m u c h  m o r e  f r e e d o m ,  t han  the  co ld  g r o u p s  w e r e .  The  co ld  g r o u p s  w e r e  

m u c h  m o r e  d e f i n i t e l y  s t r u c t u r e d  in  a u t h o r i t y  t e r m s .  

A t t e m p t i n g  to u s e  t h e s e  s a m e  t e c h n i q u e s  on a p r o d u c t i o n  g ro u p ,  

a g r o u p  t h a t  was  i n v o l v e d  in  a fan  a s s e m b l y ,  i n v o l v i n g  an  e l e c t r i c  m o t o r ,  

and  the  r o t o r  b l a d e s  and  a few o t h e r  t h i n g s - - w e  found t h e r e  t h a t  y o u r  hot  

g r o u p s  w e r e  m u c h  m o r e  l i k e l y  to  have  a s t r u c t u r e ,  a r e c o g n i z e d  l e a d e r ,  

who e x e r c i s e d  a p r e t t y  h igh  d e g r e e  of a u t h o r i t y ,  e v e n  though  he m i g h t  

have  b e e n  wha t  the  s o c i o l o g i s t s  c a l l  an  i n d i g e n o u s  l e a d e r - - a  g u y  p i c k e d  

e s s e n t i a l l y  by  the  g r o u p ,  o r  j u s t  e m e r g i n g  out  of the  g roup ,  i n s t e a d  of 

the  s u p e r v i s o r  who had  b e e n  a p p o i n t e d  by  m a n a g e m e n t .  

Wel l ,  now, a g a i n ,  I don ' t  know wha t  g e n e r a l i z a t i o n s  we can  m a k e  

about  t h a t .  But  the  m o r e  h i g h l y  e d u c a t e d g r 0 U P s e e m e d  to  f unc t i on  w i th  

l e s s  e v i d e n t  l e a d e r s h i p ,  f unc t i on  b e s t  w i th  an  u n o b t r u s i v e  l e a d e r s h i p ,  

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

b e t t e r  wi th  a p r e t t y  c l e a r l y  de f ined  a u t h o r i t y  s t r u c t u r e .  

Now, I would  h e s i t a t e  to m a k e  a n y  g e n e r a l i z a t i o n s  abou t  the  n a t i o n a l  
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d i f f e r e n c e s .  If you wil l  have me  back a y e a r  f rom now, I th ink  I can,  

because  one of m y  s tuden t s ,  who is  a v e r y  de l igh t fu l  young lady,  spent  

a couple of m o n t h s - - t h i s  i s  one of the in tang ib le  r e w a r d s  s o m e t i m e s  of 

be ing  a p r o f e s s o r - - s u p e r v i s i n g  the r e s e a r c h  of an a t t r a c t i v e  f e m a l e  

s t u d e n t - - s h e  spen t  s e v e r a l  mon ths  th i s  y e a r  in E u r o p e  looking at  t h i s  

v e r y  s a m e  th ing  in  an ef for t  to d e t e r m i n e  if  the  m o r e  p e o p l e - c e n t e r e d ,  

human  r e l a t i o n s  a p p r o a c h  to m a n a g e m e n t  i s  as  a p p r o p r i a t e  to W e s t e r n  

Europe  as  i t  i s  to the  Uni ted  S ta tes .  

He r  t en t a t i ve  f indings  a r e  tha t  t h i s  i s  e s s e n t i a l l y  a funct ion  of the 

educa t ion  leve l ;  tha t  the m o r e  h igh ly  educa ted  a group happens  to be, the 

m o r e  s u s c e p t i b l e  i t  i s  to be ing  bes t  led e s s e n t i a l l y  in a n o n - d i r e c t i v e  

way.  The m o r e  p o o r l y  educa ted  a group happens  to be, the b e t t e r  i t  i s  

led by  m o r e  d i r e c t  m e t h o d s .  Th i s  t ends  to b e a r  out the  c o m p a r i s o n  

s tudy  be tween  r e s e a r c h  g roups  and the a s s e m b l y  group .  

I r e a l i z e  I haven ' t  a n s w e r e d  your  ques t ion;  but t h a t ' s  about  the  b e s t  

I can  do with i t .  

QUESTION: In a t t e m p t i n g  to s a t i s f y  th i s  v a r i e t y  of needs ,  some  

c a m p a n i e s  a r e  a c c u s e d  of p a t e r n a l i s m .  How would you in ef fec t  avoid 

tha t  c r i t i c i s m  ? 

DR. AGNEW: What i s  m y  cu re  in ef fec t  to tha t  p a t e r n a l i s m  c r i t i c i s m ?  

It i s  t h i s :  tha t  I have not been  t a l k ing  about  c o m p a n i e s .  I have been  t a lk -  

ing  about the ind iv idua l ,  f a c e - t o - f a c e  m a n a g e r .  I th ink  th i s  r ange  of 

p s y c h o l o g i c a l  needs  cannot  be s a t i s f i e d  at  the  c o m p a n y  l eve l .  Indeed,  I 
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t h ink  the r ange  of ind iv idua l  d i f f e r e n c e s  is  so g r e a t  tha t  the  company  m a y  

wel l  f ind i t s e l f  in a dangerous  s i t ua t ion  in a t t emp t ing  to cope with t hese  

at  the company  l eve l .  

Recogni t ion ,  for  i n s t ance ,  jus t  to t ake  tha t  as  an example .  At the 

company  l eve l  t h e r e  a r e  m a n y  d i f fe ren t  k inds  o f  r e c o g n i t i o n .  If you do a 

p a r t i c u l a r l y  good job, you m a y  get  your  p r e t t y  badly  b l u r r e d  and u s u a l l y  

o u t - o f - f o c u s  p i c tu re  in the house o rgan .  If you happen to get  m a r r i e d ,  

maybe  you get: you r  name  in the "What  happened  to Johnnie  and C e r t  

shou ldn ' t  happen t o  a dog" kind of th ing .  But u s u a l l y  about the only  kind 

of r e c o g n i t i o n  tha t  you get  at the company  l eve l  is  t ha t  happy day when 

they  give you your  s e r v i c e  pin.  You've been  a round  t h e r e  for  twen ty - f ive  

y e a r s  and y o u ' r e  up on the p l a t f o r m  with a bunch of o the r  s e n i o r  people ,  

and some  big shot  g ives  a v e r y  nice a d d r e s s  about  your  y e a r s  of fa i thful  

s e r v i c e .  Well ,  r e a l l y  a l l  i t  m e a n s  is  tha t  you have gone th rough  twenty-  

f ive y e a r s  without ge t t ing  f i r ed .  This  guy r e a l l y  doesn ' t  know whe the r  

you 've  done a good job or  not .  He d o e s n ' t  know you f r o m  A d a m ' s  off ox. 

The company  d o e s n ' t  know you f rom A d a m ' s  off ox. 

The kind of r e c o g n i t i o n  tha t  is  p a r t i c u l a r l y  i m p o r t a n t  is  the r e c o g -  

n i t ion  tha t  comes  f rom the f a c e - t o - f a c e  m a n a g e r ,  f r om the guy who knows 

that: you have done a good j o b - - t h e  fe l low who knows the o b s t a c l e s  tha t  

you had to o v e r c o m e  to get  the job done.  

Now, I don ' t  to s e l l  down r i v e r  the s e r v i c e  pin.  I t ' s  t r e m e n d o u s l y  

i m p o r t a n t .  I r e m e m b e r  when I got m a r r i e d  dur ing  the war ,  a l l  of my  

c o m p a t r i o t s  being off to the wars ,  I had to take  u s h e r s  who were  ove r  about  
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s ix ty ,  and to ge t  a be s t  m a n  I had to use  m y  f a the r .  

Well ,  c lo th ing  being r a t i o n e d  dur ing  the war  and me an only  chi ld ,  

m y  f a the r  found h i m s e l f  p r e t t y  h a r d  put to i t  to ge t  a new su i t  to w e a r  to 

h i s  s o n ' s  wedding.  Well ,  he begged,  bo r rowed ,  and did e v e r y t h i n g  but 

s to le  c lo th ing coupons,  and f i na l l y  got a new su i t .  But h is  l a s t  ac t  tha t  

I r e m e m b e r  was t ak ing  h is  2 5 - y e a r  pin off of one su i t  and pu t t ing  i t  on 

the o the r .  I mean ,  he wouldn ' t  be t r u l y  d r e s s e d  up for  h is  s o n ' s  wedding 

if  he d idn ' t  have tha t  pin  on. 

So I don ' t  m e a n  t h e y  a r e  not i m p o r t a n t .  I a m  s a y i n g  s i m p l y  tha t  

the kind of r ecogn i t i on ,  jus t  for  i n s t a n c e ,  tha t  is  m u c h  m o r e  s i g n i f i c a n t  

i s  the kind of r e c o g n i t i o n  tha t  c o m e s  f rom the f a c e - t o - f a c e  s u p e r v i s o r .  

So I don ' t  th ink  tha t  at the  company  leve l ,  excep t  t h rough  educa t ing  and 

t r a i n i n g  the ind iv idua l  m a n a g e r s ,  the c o m p a n y  r e a l l y  has  a r o l e  in  the 

k ind of th ing  that  I have been  t a lk ing  about .  

QUESTION: I have h e a r d  it  s a id  tha t  some  people  a r e  bo rn  l ead -  

e r s .  We know tha t  th roughou t  h i s t o r y  m a n y  m e n  have been  g r e a t  l e a d e r s  

or g r e a t e r  l e a d e r s .  In your  opinion,  s i r ,  i s  i t  t he se  needs ,  o r  the  s a t i s -  

f ac t ion  of t hese  needs ,  that  p r o d u c e s  t he se  s o - c a l l e d  bo rn  l e a d e r s ?  

DR. AGNEW: In short, how are need~tied into the concept overall 

of leadership ? 

Leadership is an extremely complex thing, upon which a lot of 

research has been done lately. Your own Navy has paid for much of the 

better research in it. The Armed Forces as a whole have contributed 
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funds  fo r  t h i s .  

It would  a p p e a r  f r o m  m o s t  of the  m o r e  r e c e n t  r e s e a r c h  tha t  l e a d e r -  

sh ip  i s  not  a u n i t a r y  th ing .  It i s  not  a s i n g l e  qua l i t y  t ha t  anybody  h a s .  

I t ' s  a c o l l e c t i o n  of t h i n g s .  And l e a d e r s h i p  a p p e a r s  to  be as m u c h  a func t i on  

of the  g r o u p  as  i t  i s  of the  i n d i v i d u a l .  

To an e x t e n t  i t  i s  a l s o  a func t ion  of the  s i t u a t i o n .  We would  not  

n e c e s s a r i l y  c h o o s e  the  s a m e  l e a d e r  fo r  a l l  t h i n g s .  

Now, I r e a l i z e  tha t  in  t h i s  c o m p a n y  the  e x a m p l e  t ha t  I u s u a l l y  g ive  

in t h i s  a r e a  i s  not  as  a p p r o p r i a t e  a s  i t  m i g h t  be in  a c i v i l i a n  g r o u p .  But 

b e a r  wi th  m e .  

I s a y  to t h e m  w h e n  t h i s  q u e s t i o n  c o m e s  up, to  u s e  t h i s  as  an e x a m p l e :  

" L e t ' s  i m a g i n e  tha t  i n s t e a d  of b e i n g  h e r e  in  a c l a s s r o o m ,  w e ' r e  in  a 

l i f eboa t ,  out  in  the  m i d d l e  of the  P a c i f i c  s o m e  p l a c e .  W e ' r e  l o s t : '  

So I say:  " A l l  r i g h t .  I ' m  the  p r o f e s s o r .  I have  a Ph .  D. f r o m  1VIIT. 

I s a y  We s h o u l d  go t h a t  w a y . "  

Wel l ,  s o m e b o d y  e l s e  s a y s :  "Wel l ,  in  m y  o r g a n i z a t i o n  I ' m  on ly  t h r e e  

l e v e l s  f r o m  the  top,  w h i c h  m a k e s  m e  s u p e r i o r  to you.  Y o u ' r e  about  t he  

n i n e t y - n i n t h  f r o m  the  top.  

S o m e b o d y  e l s e  s a y s :  

I ' d  s a y  we s h o u l d  go th i s  w a y . "  

" W e l l ,  I ha te  to  b r i n g  th i s  up, but I was  in  

the  Navy  d u r i n g  the  wa r  and  a n a v i g a t o r ,  and  I t h ink  we s h o u l d  go tha t  way.  

I t h i n k  w e ' r e  m u c h  m o r e  l i k e l y  to go tha t  way,  to  r e c o g n i z e  the  e x p e r t i z e  

wh ich  is  s a y i n g  ~'Go in  t ha t  d i r e c t i o n . "  

Wel l ,  l e t ' s  s u p p o s e ,  then ,  t ha t  we f i n a l l y  do c o m e  to l and  and  the  

s t r e n g t h  of our  r e l i a n c e  in  ou r  l e a d e r  has  b e e n  p r o v e d  and  i m p r o v e d ,  and  
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we s t a r t  h e a d i n g  i n l a n d .  • V Je go o v e r  the  c r e s t  of the  h i l l  and  we s ee  a 

b u n c h  of n a k e d  h e a t h e n  w i t h  •bones in t h e i r  n o s e s  and  s p e a r s  i n  t h e i r  

hands ,  h e a d i n g  t o w a r d  us ;  and  our  l e a d e r  s a y s ,  " R u n . "  W e ' r e  go ing  to  

fo l low h i m ,  wi thou t  any  doubt .  But  e v e n t u a l l y ,  you s e e ,  we r e a l i z e  t h a t  

we h~ve to m a k e  a s t and .  

Our  l e a d e r  s a y s ,  "I  t h ink  we ought  to m a k e  our  s t a n d  h e r e . "  I say :  

"No .  I ' m  a p r o f e s s o r .  I t h ink  we ought  to  m a k e  i t  o v e r  t h e r e . "  And 

f i n a l l y  s o m e b o d y  s a y s :  "Wel l ,  look .  I was  in the  M a r i n e  C o r p s  d u r i n g  

the  w a r .  I was  in  the  i n f a n t r y .  I t h i n k  the  b e s t  p l a c e  to m a k e  a s t a n d  i s  

r i g h t  o v e r  h e r e . "  I th ink ,  wi th  s o m e  d e g r e e  of p r o m p t i t u d e ,  we now have  

a new l e a d e r .  

Wel l ,  you  can  c a r r y  t h i s  on in  a v a r i e t y  of d i r e c t i o n s .  

Now, t h i s  i s  not  to  s a y  tha t  our  o r i g i n a l  l e a d e r ,  o r  e v e n  I m y s e l f ,  

cou ld  not  have  t a k e n  and  r e t a i n e d  l e a d e r s h i p  o v e r  tha t  e n t i r e  t i m e .  I c o u l d  

have  by  m a k i n g  the  b e s t  u s e  of  the  h u m a n  r e s o u r c e s  tha t  w e r e  a v a i l a b l e  

to  m e .  F o r  i n s t a n c e ,  i n s t e a d  of say ing :  " I ' m  a p r o f e s s o r .  I t h i n k  we ought  

to go tha t  way,  " I can  say:  " D o e s  a n y b o d y  have  any  i d e a  w h e r e  we a r e ? "  

And " D o e s  a n y b o d y  know a n y t h i n g  about  n a v i g a t i o n ? "  and  m a k i n g  h i m ,  not  

the  l e a d e r ,  but  the  n a v i g a t o r ,  fo r  i n s t a n c e .  And m a k e  the  nex t  m a n ,  you 

s e e ,  not  t he  l e a d e r ,  but  the  guy in c h a r g e  of s e l e c t i n g  the  d e f e n s e  p o s i t i o n ,  

o r  s o m e t h i n g  of the  s o r t .  

So tha t  t he  l e a d e r s h i p  i s  not  n e c e s s a r i l y  a fu l l  and  c o m p l e t e  func t ion  

of the  s i t u a t i o n .  What  I a m  s a y i n g  i s  t ha t  the  s a m e  guy  canno t  be l e a d e r ,  

a s  we o r d i n a r i l y  v i s u a l i z e  it ,  u n d e r  a l l  c i r c u m s t a n c e s .  It in p a r t  i s  a 
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func t ion  of the  g r o u p  to be l ed .  Many  of you a r e  l e a d e r s  of  m e n .  Mos t  

of you a r e  l e a d e r s  of m e n  by d e f i n i t i o n  or  you w o u l d n ' t  be  h e r e ,  Yet  I 

doubt  v e r y  m u c h  tha t  you cou ld  e x e r t  v e r y  m u c h  in  the  way  of l e a d e r s h i p  

in,  l e t ' s  say ,  s t r e e t - c o r n e r  s o c i e t y - - t o  m o v e  in to  the  p o o l r o o m ,  fo r  i n -  

s t a n c e ,  and  t a k e  o v e r  as  the  r e c o g n i z e d  l e a d e r .  Maybe  b e c a u s e  t h a t  

p a r t i c u l a r  g r o u p  d o e s n ' t  s h a r e  y o u r  va lue  s y s t e m .  You d o n ' t  s h a r e  t h e i r  

v a l u e  s y s t e m .  

If I can  u se  one m o r e  t e c h n i c a l  t e r m  here~  It a p p e a r s  tha t  the m a n  

m o s t  l i k e l y  to be s e l e c t e d  by the  g roup ,  t he  i n d i g e n o u s  l e a d e r ,  i s  t he  m a n  

who m o s t  n e a r l y  r e p r e s e n t s  the ,  we l l ,  i d e a l  of the  g r o u p - - n o t  an i d e a l i z e d  

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

The  n o r m  does  not  m e a n  the  a v e r a g e  o r  n o r m a l  in tha t  p a r t i c u l a r  s e n s e .  

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

the  s o r t  ~ of s t a n d a r d s  of conduc t  tha t  t h e y  e x p e c t  in a m e m b e r .  

Now, t h i s  m e a n s ,  t hen ,  tha t  the  i n d i v i d u a l  : t o  be a l e a d e r  m u s t  

know his  g r o u p .  R u l e  one is  a l w a y s  " K n o w  y o u r  p e o p l e . "  Well ,  what  

I m e a n  by  "Know y o u r  p e o p l e "  i s  to know t h e i r  m o t i v a t i o n s .  And  I f e e l  

t ha t  you d o n ' t  l e a d  r e a l l y  a g roup ;  you l e a d  i n d i v i d u a l s .  And you have  to 

know t h e s e  p e o p l e  as  i n d i v i d u a l s  in a f a c e - t o - f a c e  way,  wh ich  m e a n s  

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

Wel l ,  t hen ,  of  c o u r s e ,  you can  l e a d  a g r o u p  by a p p e a l i n g  e s s e n t i a l l y  

to the  n o r m s  of tha t  p a r t i c u l a r  g roup ,  b e c a u s e  t h e r e  i s  a lo t  to  be s a i d  in 
If 

f a v o r  of g r o u p  c o n s c i o u s n e s s .  &a, o s t  of  t h e m  a r e  fo l lowing  you b e c a u s e  you 

do u n d e r s t a n d  t h e m  as  i n d i v i d u a l ~  in a l l  p r o b a b i l i t y  the  r e s t  w i l l  go along~ 
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out  of n a t u r a l ,  wel l ,  the  n e e d  to  b e l o n g  s o r t  of t h ing .  

I r e a l i z e  t h a t  I have  dwe l t  o v e r l o n g  on th i s  and  I r e a l l y  h a v e n ' t  an -  

s w e r e d  the  q u e s t i o n .  But ,  aga in ,  i t ' s  an awfu l ly  c o m p l e x  t h ing .  

QUESTION: F r o m  the  m a n a g e m e n t  po in t  of v iew,  a r e  t h e s e  b a s i c  

m o t i v a t i n g  f o r c e s  r e l a t i v e l y  e q u a l  in i m p o r t a n c e  ? Or  can  t h e y  be  m o r e  

l o g i c a l l y  l i n e d  up in  an o r d e r  of p r i o r i t y  o r  in an o r d e r  of i m p o r t a n c e  ? 

DR. AGNEW: In s h o r t ,  can  t h e s e  m o t i v a t i o n s  be l i n e d  up in a s o r t  

of o r d e r  of p r e c e d e n c e  in a g i v e n  s i t u a t i o n ?  Y e s .  L e t  m e  d e v e l o p  t h i s  

j u s t  a l i t t l e  f u r t h e r .  

We can  v i e w  n e e d s  as  b e i n g  s o r t  of a r r a y e d  in  a l m o s t  a s t r a i g h t  

l i ne .  A f e l l ow  by the  n a m e  of M a z w e l l  d id  s o m e  v e r y  i n t e r e s t i n g  w o r k  

fo r  the  A i r  F o r c e ,  and  the  r e s u l t  of h is  r e s e a r c h  i s  c a l l e d  the  l~laz:well 

A i r  F o r c e  t h e o r y ,  a s  a m a t t e r  of  fac t .  T h e s e  can  be  s o r t  of a r r a y e d  

a long  a s t r a i g h t  l ine ,  r a n g i n g  f r o m  the  s u r v i v a l  n e e d s ,  t he  n e e d s  t ha t  we 

have  to s a t i s f y  jus t  to s t ay  a l i ve ,  t h r o u g h :  s e c u r i t y  n e e d s - - a  l i t t l e  t hough t  

about  t o m o r r o w - - i n t o  the  r a n g e  of love  and  b e l o n g i n g ;  s o r t  of t a i l i n g  aff  

in to  a k ind  of r e c o g n i t i o n  a r e a ,  and  t h e n  e v e n t u a l l y  up in to  t h i s  a r e a  of  

wha t  M a z w e l l  c a l l s  s e l f - r e a l i z a t i o n .  

Wel l ,  m o s t  of us  a r e  s o r t  of hung up in  t h i s  a r e a  of love and  b e l o n g -  

ing.  V e r y  few of us  a r e  m o t i v a t e d  o r  a c t u a t e d  by n e e d s  up in the  s e l f -  

r e a l i z a t i o n  a r e a .  An e x a m p l e  of a m a n ,  I s u p p o s e ,  who is  m i g h t  be  

A l b e r t  S c h w e i t z e r .  But  I r e a l l y  can ' t  t h ink  of v e r y  m a n y  m o r e  o f fhand  

who a r e  r e a l l y  up t h e r e .  And in  ou r  s o c i e t y  t h e r e  a r e  not  v e r y  m a n y  of 

us who a r e  r e a l l y  m o t i v a t e d  by t he  s u r v i v a l  n e e d s .  T h e s e  a r e  p r e t t y  wel l  
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t a k e n  c a r e  of in our  s o c i e t y .  

So a r e  the  bulk of the s e c u r i t y  needs .  Yet  l e t ' s  suppose  tha t  the  

u n i v e r s i t y  should  come to i t s  s e n s e s  and f i r e  m e .  I would a t t e m p t  to 

keep up a p p e a r a n c e s  for  as  long as  I could.  I mean ,  I would cont inue to  

d r ink  /~ ~ a t e r  . for  i n s t a n c e ,  for  a while;  ;but as  the  m o n e y  s o r t  of 

s t a r t e d  runn ing  out, I would t a i l  off to I ron  C i ty  bee r ;  and as  i t  r a n  off 

a l i t t l e  bi t  m o r e ,  I m igh t  even go on the wagon.  And as  it  got a l i t t l e  bit  

m o r e ,  I would be wi l l ing  to devote a l l  of m y  ene rgy ,  so to speak ,  to k e e p -  

ing the f a m i l y  t o g e t h e r - - d o w n  at tha t  l eve l .  And I wouldn ' t  c a r e  what the  

n e i g h b o r s  thought ,  what  m y  f r i e n d s  thought ,  or  any th ing  e l s e .  This  would 

be the th ing  tha t  would be m o t i v a t i n g  me .  

Even tua l ly ,  if  th ings  kept  on, and I cou}dn't  get  back  in the N a v y - -  

I ' m  an e x - N a v y  man  t h r e e  y e a r s ,  e ight  mon ths ,  and t w e n t y - s e v e n  d a y s - -  

m y  apo log ies ,  A d m i r a l ,  but you can t e l l  I loved e v e r y  minu te  of i t - - a n d  

i f  I s t i l l  cou ldn ' t  get  a job and th ings  got w o r s e  and wor se  and wor se ,  p r o b -  

ab ly  I would let  the f a m i l y  fa l l  a p a r t .  My wife has  some  r e a s o n a b l y  af f luent  

r e l a t i v e s ,  who m i g h t  wel l  take  the c h i l d r e n .  E v e n t u a l l y  I migh t  even send  

he r  to one of he r  w e a l t h i e r  r e l a t i v e s .  Now r e a l l y  in the "Am I going to 

have enough to ea t  t o m o r r o w ? "  s t age .  

I ' m  a m a n  of r e a s o n a b l y  high p r i n c i p l e s ,  but I th ink  if  I got h u n g r y  

enough,  I migh t  we l l  take  a loaf  of b r e a d  off an old lady .  At the m o m e n t  

I am not m o t i v a t e d  in the  s u r v i v a l  a r e a ;  but if  I got h u n g r y  enough, I would 

be.  

So that  we a r e  m o t i v a t e d  at  any  g iven m o m e n t  in t ime  e s s e n t i a l l y  
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at 
s o m e w h e r e  in th i s  r a n g e .  And/any g iven  m o m e n t  in t ime  the th ing tha t  

i s  mo t iva t i ng  us  m a y  not be what  i t  was y e s t e r d a y .  

Now, in any p a r t i c u l a r  s i tua t ion  I th ink  we have to put th i s  aga in  on 

the ind iv idua l  l eve l .  It m igh t  be for  th i s  guy, a t  t ha t  m o m e n t  in t i m e ,  
tha t  

the s t r o n g e s t  m o t i v a t o r  he has  i s  r e c o g n i t i o n .  It  " m a y  be ]for the  next  

i nd iv idua l  the  s t r o n g e s t  m o t i v a t o r  tha t  he has  at  t ha t  m o m e n t  in t ime  migh t  

be the need  to belong.  So tha t  t h e s e  can  be a r r a n g e d ,  but th i s  is  a h ighly  

ind iv idua l  m a t t e r .  It  v a r i e s  g r e a t l y  with the  s i t ua t i on .  And I would 

r e a l l y  h e s i t a t e  to go beyond tha t  by  way  of g e n e r a l i z a t i o n .  But I should  

s a y  c e r t a i n l y  tha t  if  you do know your  people  in the  s e n s e  tha t  I ' m  t a lk ing  

about,  in any  g iven  s i t ua t i on  you wi l l  be m u c h  m o r e  l i ke ly  to r e a l i z e  tha t  

th i s  i s  the  th ing  t ha t  would be the m o t i v a t o r .  

COL.  I-~ARVEY: Dr .  A&mew wi l l  be back  th i s  a f t e rnoon  to conduct  

a c a s e  d i s c u s s i o n  of a f acu l ty  group he re  on the s t age ,  and you a r e  a l l  

c o r d i a l l y  inv i ted .  I m igh t  say ,  t h e r e ' s  even a s t r o n g e r  mo t iva t i on .  

In the  m e a n t i m e ,  Dr .  Agnew, I 'd  l ike  to thank  you on beha l f  of the  

aud ience  for  a m o s t  luc id  exp lana t ion  of the th ings  tha t  mo t iva t e  peop le .  

Thank you v e r y  much .  
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