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E N L I G H T E N E D  HUMAN RELATIONS 

26 S e p t e m b e r  1960 

COLONEL REID: G e n e r a l  Mundy,  G e n t l e m e n :  You a r e  now f a m i l i a r  

wi th  t he  m a j o r  f unc t i ons  and t o o l s  of m a n a g e m e n t .  I t r u s t  we have  

f i n a l l y  put to  r e s t  J o h n s o n ,  T o v a r e ,  to S t a y m a n  and you a r e  p r o b a b l y  

r e a d y  now to  d i s c u s s  h u m a n  r e l a t i o n s  at  t he  d r o p  of a hat .  

B e f o r e  we b e c o m e  i n v o l v e d  in  Bob Knowl ton  and h i s  f e s t e r i n g  

p r o b l e m s ,  l e t ' s  p a u s e  and t ake  s t o c k  of what  we a r e  s e e k i n g  in th i s  

s e c t i o n  of the  F o u n d a t i o n s  Unit .  

T o d a y ' s  l e c t u r e  is on E n l i g h t e n e d  H u m a n  R e l a t i o n s ,  and th i s  w e l l  

cou ld  be  the  t i t l e  of t h i s  s e c t i o n  of the  F o u n d a t i o n s  Unit .  

Our  s p e a k e r  t oday  has  a wide  b a c k g r o u n d  in t e a c h i n g  and t r a i n i n g  

in the  f i e ld  of h u m a n  r e l a t i o n s  and m a n a g e m e n t .  He is  c u r r e n t l y  Vice  

P r e s i d e n t  of R e u b e n  H. D o n n e l l y  C o r p o r a t i o n  in  c h a r g e  of M a n a g e m e n t  

D e v e l o p m e n t ,  H u m a n  R e l a t i o n s ,  and Pub l i c  R e l a t i o n s .  

In a d d i t i o n  to what  you have  a l r e a d y  r e a d  on h i s  b i o g r a p h i c a l  

s k e t c h ,  I m i g h t  add tha t  Dr .  H o s l e t t  is  a m o t o r - b o a t i n g  e n t h u s i a s t .  

He was  f o r m e r l y  a s a i l b o a t e r  but t i m e  and s p e e d  caught  up wi th  h im 

on that. 

music, 

class, 

He is also a collector of semi-classical records and of folk 

and, for the information of that very Small minority in the 

Dr. Hoslett has remained a bachelor. 



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

p l a t f o r m D r .  S c h u y l e r  D.  H o s l e t t .  D r .  H o s l e t t .  

D R .  H O S L E T T :  T h a n k  y o u  v e r y  m u c h ,  C o l o n e l  R e i d .  G e n e r a l  

M u n d y ,  G e n t l e m e n :  It  i s  a p l e a s u r e  t o  b e  w i t h  y o u .  I a p p r e c i a t e  

t h e  i n t r o d u c t i o n .  I d i d n ' t  k n o w  y o u  w e r e  g o i n g  t o  r e v i e w  m y  b a c k -  

g r o u n d  s o  t h o r o u g h l y .  

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

a f r i e n d  of  m i n e  in  o u r  c o m p a n y ,  t h e  R e u b e n  H.  D o n n e I l y  C o m p a n y ,  

w h o  w a s  i n t r o d u c e d  t o  a g r o u p  a t  t h e  e n d  o f  a q u i t e  l o n g  i n t r o d u c t i o n .  

T h e  g e n t l e m a n  w h o  w a s  i n t r o d u c i n g  h i m  s a i d ,  " I n  a d d i t i o n  t o  a l l  t h e s e  

q u a l i f i c a t i o n s  t h a t  A n d y  A n d e r s o n  h a s ,  h e  h a s  m a d e  a m i l l i o n  d o l l a r s  

in  t h e  o i l  b u s i n e s s .  " A n d y  b e i n g  a r a t h e r  m o d e s t  f e l l o w  g o t  u p  a n d  s a i d ,  

" W e l l ,  l : ' v e  go t  t o  c o r r e c t  t h a t  l a s t  r e m a r k .  A s  a m ~ t t  e r  o f  f a c t ,  

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

w a s n ' t  a m i l l i o n  d o l l a r s ,  i t  w a s  $ i 0 0 ,  000 ,  a n d  i t  w a s n ' t  I w h o  w a s  

i n v o l v e d  in  t h i s  d e a l ,  i t  w a s  m y  b r o t h e r - i n - l a w ,  a n d  h e  d i d n ' t  m a k e  i t ,  

h e  l o s t  i t .  " 

I s a y  t h a t  b e c a u s e  I w a n t  t o  i n d i c a t e  a t  t h e  o u t s e t  t h a t  I a m  a m o d e s t  

m a n  a n d  I a m  p o s e d  w i t h  a v e r y  d i f f i c u l t  s u b j e c t  b e f o r e  a s o p h i s t i c a t e d  

g r o u p .  I d o n ' t  p o s e  a s  a n  e x p e r t  in  t h i s  f i e l d ;  I p o s e  a s  a p r a c t i t i o n e r ,  

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

i n c r e a s e  i t s  s a l e s  a n d  m a k e  a p r o f i t .  I h o p e  y o u  w i l l  b e a r  t h a t  in  m i n d  
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w h e n  we  h a v e  d i s c u s s i o n s  l a t e r  o n - - t h a t  I a m  a m o d e s t  m a n .  Of c o u r s e  

a g r e a t  m a n y  p e o p l e  i n  m y  c o m p a n y  s a y ,  " S c h u y l e r  H o s l e t t  i s  a m o d e s t  

m a n ,  b u t  t h e n  S c h u y l e r  H o s l e t t  h a s  a l o t  t o  b e  m o d e s t  a b o u t .  " 

T h e  s u b j e c t ,  E n l i g h t e n e d  H u m a n  R e l a t i o n s ,  t o d a y  i s  r e l a t e d  p r i m a r i l y  

t o  t h e  f i e l d  o f  t r a i n i n g .  Y o u  r e a d  t h e  s c o p e ,  I g u e s s .  I w a n t  t o  e m p h a s i z e  

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

t r a i n i n g  o f  h u m a n  r e l a t i o n s  t h a t  s h o u l d  n o t  b e .  F i r s t  o f  a l l  i t  s h o u l d  n o t  

b e  a n  a t t e m p t ,  i t  s e e m s  t o  m e ,  t o  t r y  t o  c h a n g e  a p e r s o n ' s  p e r s o n a l i t y  

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

m o r e  p a r t i c u l a r l y  i n t e r e s t e d  in  t r a i n i n g  y o u r  s u b o r d i n a t e s ,  I s u p p o s e ,  

t h a n  y o u  a r e  t h e  b o s s e s ,  o r  y o u r s e l v e s ,  i f  y o u  a r e  hike m e .  

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

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

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

y o u  a r e  g o i n g  t o  r e s h a p e  o r  r e m a k e  a m a n .  T h i s  a p p l i e s  t o  a d u l t  t r a i n -  

i n g  of  t h e  t y p e  y o u  a n d  I a r e  e n g a g e d  in  j o i n t l y  h e r e  t o d a y .  If  y o u  t o o k  

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

c u m s t a n c e s ,  a n d  m o r e  ~ l ~ a b l e  m a t e r i a l .  Y o u  t r a i n  d u r i n g  t h e  f o r m a -  

t i v e  p e r i o d .  B u t  w h e n  p e o p l e  g e t  a s  o l d  a s  y o u  a n d  I, I d o n ' t  t h i n k  y o u  

c a n  a n t i c i p a t e  t h a t  y o u  a r e  g o i n g  t o  m a k e  a m a j o r  i m p a c t  u p o n  a p e r s o n ' s  

p e r s o n a l i t y  c h a r a c t e r i s t i c s  a n d  t h e  w a y  t h o s e  a r e  r e v e a l e d  in  h i s  a c t i o n s .  

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

y o u  c a n  h o p e  f o r  a n d  o b t a i n  s o m e  i m p r o v e m e n t .  
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T h e r e  is  not  m u c h  poin t  in  t r y i n g  to c h a n g e  p e r s o n a l i t y  c h a r a c t e r -  

i s t i c s  a n y w a y ,  it  s e e m s  to m e .  How would  you  d e s c r i b e ,  f o r  e x a m p l e ,  

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

m o r e  p a r t i c u l a r l y  a g r o u p  of o u t s t a n d i n g  l e a d e r s  ? What  c h a r a c t e r i z e s  

t h e m  as  a g r o u p ?  How m a n y  t h i n g s  c a n  you  th ink  of t ha t  a r e  c o m m o n  

to  g r e a t  l e a d e r s - - m i l i t a r y ,  p o l i t i c a l ,  and b u s i n e s s  7 If I b r e a k  it 

down to the  f i e ld  of a g iven  g roup ,  s u c h  as  a b u s i n e s s  g roup ,  how m a n y  

c h a r a c t e r i s t i c s  do the  h e a d s  of G e n e r a l  M o t o r s ,  G e n e r a l  E l e c t r i c ,  

IBM, and  s o  fo r t h ,  h a v e  i n  c o m m o n ?  Wel l ,  I s h o u l d  t h i n k  v e r y  few.  

T h e r e  has  b e e n  a good d e a l  of r e s e a r c h  on t h i s .  I d o n ' t  wan t  to 

b e l a b o r  the  po in t  e x c e p t  to m a k e  it  c l e a r  h e r e  tha t  the  r e s e a r c h  h a s  

not  b e e n  v e r y  p r o d u c t i v e  in  h e l p i n g  m a n a g e r s  i d e n t i f y  the  c h a r a c t e r i s t i c s  

of l e a d e r s h i p  in a n y  d e f i n i t i v e ,  c o n c r e t e ,  s p e c i f i c  w a y .  We c a n  s a y  

s o m e  g e n e r a l  t h i n g s  abou t  l e a d e r s h i p  w h i c h  a r e  t r u e .  But,  if you  t a k e  

a few c h a r a c t e r i s t i c s ,  s u c h  a s  e m o t i o n a l  c o n t r o l ,  f o r  e x a m p l e ,  i s  a 

l e a d e r ,  as  o p p o s e d  to a f o l l o w e r ,  m o r e  e m o t i o n a l l y  c o n t r o l l e d ?  How 

m a n y  th ink  he i s ?  T h e  l e a d e r ,  g e n e r a l l y  s p e a k i n g ,  t ha t  you  know,  a s  

a g a i n s t  f o l l o w e r s ,  has  m o r e  e m o t i o n a l  c o n t r o l  t han  the  f o l l o w e r s  ? How 

m a n y  p e r s o n s  th ink  tha t  he has  ? How m a n y  p e r s o n s  h e r e  t h ink  tha t  he 

has  not  a s  m u c h  c o n t r o l  as  h i s  f o l l o w e r s ,  j u d g i n g  f r o m  y o u r  own e x p e r -  

i e n c e ?  A few th ink  tha t .  How m a n y  t h i n k  t h e r e  is  no s i g n i f i c a n t  d i f f e r -  

e n c e  b e t w e e n  l e a d e r s  and f o l l o w e r s  ? T h a n k  you .  In f ac t  e v e r y b o d y  

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

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

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

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

b e  a n y  d i f f e r e n c e  in  t h i s  f a c t o r ,  b e t w e e n  l e a d e r s  a n d  f o l l o w e r s .  

Y o u  c a n  t a k e  a n o t h e r  f a c t o r ,  s u c h  a s  d o m i n a n c e .  I s  t h e  l e a d e r  

a d o m i n a n t  m a n ?  I t ' s  h a r d  t o  d e f i n e .  W h a t e v e r  g o o d  r e s e a r c h  h a s  

b e e n  d o n e  o n  t h i s ,  a n d  i t ' s  r a t h e r  l i m i t e d ,  i n d i c a t e s  t h a t  s o m e  a r e  

m o r e  d o m i n a n t  in  t h e  w a y  t h e y  d e p o r t  t h e m s e l v e s  a n d  s o m e  a r e  l e s s  

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

In  o t h e r s  y o u  c a n ' t  s e e  a n y  d i f f e r e n c e .  I o n l y  m e n t i o n  t h i s .  T h e r e  i s  

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

g e n e r a l ,  o r  a m o d e l  o f  a p e r f e c t  p r e s i d e n t  o f  a c o r p o r a t i o n .  T h e  m o d e l  

i s  d i f f e r e n t  w i t h  t h e  i n d i v i d u a l  p e r s o n a l i t y ,  i t ' s  d i f f e r e n t  w i t h  t h e  s i t u a t i o n  

in  w h i c h  h e  o p e r a t e s ,  i t ' s  d i f f e r e n t  w i t h  t h e  k i n d s  o f  p e o p l e  h e  h a s  t o  

w o r k  w i t h ,  a n d  i t ' s  d i f f e r e n t  w i t h  t h e  k i n d  o f  f u n c t i o n  he  h a s  t o  p e r f o r m .  

So  a b o u t  a l l  y o u  c a n  s a y ,  a f t e r  y e a r s  a n d  y e a r s  o f  r e s e a r c h  o n  t h e  

c h a r a c t e r i s t i c s  o f  e x e c u t i v e s ,  o r  t h e c h a r a c t e r i s t i c s  o f  s e n i o r  e x e c u -  

t i v e s  a s  o p p o s e d  t o  j u n i o r  e x e c u t i v e s - - i f  y o u  lint i t  i n  t h a t  t e r m i n o l o g y - -  

a s  a d i f f e r e n t i a t i n g  f a c t o r ,  i s  t h a t  in  g e n e r a l  t h e  s e n i o r  e x e c u t i v e s  t e n d  

t o  b e  h e a v i e r  t h a n  t h e  j u n i o r  e x e c u t i v e s .  

N o w ,  t h i s  i s  a n  i n t e r e s t i n g  s t a t i s t i c ,  a v e r y  i n t e r e s t i n g  f a c t ,  if  i t  

i s  a f a c t ,  a n d  i t ' s  a b o u t  a s  u s e f u l  a s  o n e  a t t r i b u t e d  t o  t h e  N a t i o n a l  

E d u c a t i o n  A s s o c i a t i o n  s o m e  t i m e  a g o ,  w h i c h  i n d i c a t e d  t h a t  c h i l d r e n  
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wi th  l a r g e r  f e e t  c o u l d  r e a d  f a s t e r  t han  c h i l d r e n  wi th  s m a l l e r  f e e t .  

Th i s  i s  of c o u r s e  t r u e  b e c a u s e  c h i l d r e n  w i th  l a r g e r  f e e t  a r e  g e n e r a l l y  

o I d e r  t h a n  c h i l d r e n  w i th  s m a l l e r  f e e t .  

A s e c o n d  f u n c t i o n  tha t  h u m a n  r e l a t i o n s  t r a i n i n g  s h o u l d  not  p e r f o r m  

is  t ha t  h u m a n  r e l a t i o n s  t r a i n i n g  shou ld  not  a t t e m p t ,  in  m y  v i e w ,  aga in ,  

to t e a c h  p e o p l e  to be " n i c e "  to e a c h  o t h e r  a l l  t he  t i m e  u n d e r  e v e r y  c i r -  
w a s  

c u m s t a n c e .  Much  cou ld  be s a i d  f r o m  the  po in t  of v i e w  w h i c h / e x p r e s s e d  

to m e  by one of y o u r  a s s o c i a t e s  t h i s  m o r n i n g  tha t  in h u m a n  r e l a t i o n s  

g e n e r a l l y ,  o r  in h u m a n  r e l a t i o n s  t r a i n i n g ,  t h e r e  is a g r e a t  p r e m i u m  

r i g h t l y  p l a c e d  on c o n s i s t e n t  a c t i o n s .  So, i f  you  a r e  a s o n  of a b i t c h  at  

8:0)@~ O ' c lock  on Monday  m o r n i n g  you s h o u l d  c o n t i n u e  to be the  s a m e  kind 
not  

of p e r s o n  t h r o u g h  F r i d a y  a t  5:00 P . M .  You r e a l l y  s h o u l d ] f l u c t u a t e  b e t w e e n  

b e i n g  a s o n  of a b i t c h  and  a n i c e  guy d u r i n g  tha t  p e r i o d ,  b e c a u s e  th i s  is  

v e r y  c o n f u s i n g  to the m e n .  Th i s  is  t r u e .  

T h a t ' s  why s o m e  p e r s o n s  who u s e  v u l g a r  l a n g u a g e  of t h e  type  I 

j u s t  u s e d  and who a r e  e v e n  m o r e  d i r e c t  in  t h e i r  o r d e r s  to t h e i r  m e n  

a r e  h i g h l y  r e s p e c t e d ,  and  the  p r o d u c t i o n  is  h igh  in w h a t e v e r  t e r m s  you  

m e a s u r e  it on, and the  m o r a l e  m a y  be v e r y  good.  One of the  r e a s o n s  

is  t h a t  t h i s  f e l l o w  who is  t h i s  k ind  of p e r s o n  is  c o n s i s t e n t  in t ha t  b e h a v -  

i o r ,  and  t ha t  b e h a v i o r  i s  u n d e r s t o o d .  Th i s  i s  a m o s t  i m p o r t a n t  po in t  

abou t  c o m m u n i c a t i o n s  and h u m a n  r e l a t i o n s .  Do you u n d e r s t a n d  wha t  

he m e a n s  by wha t  he s a y s  ? 

You know,  a g r e a t  d e a l  of t i m e  in b u s i n e s s ,  a t  l e a s t ,  i s  s p e n t  in  
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wondering about "What did the boss mean by that?" There are untold 

numbers of people in business, I am sure, who have spent several hours 

in thinking about this question on occasion, and have had several sleep- 

less nights perhaps over a period of a month, six months, or a year, 

until they finally found what the boss meant by what he said, by what he 

did. 

The  p r o b l e m  t h e r e  is t ha t  the  c o m m u n i c a t i o n  was  no t  u n d e r s t o o d .  

I ' l l  ge t  to  t ha t  in a m o m e n t .  I am s a y i n g  h e r e  tha t  we  s h o u l d  not  have  

the  i d e a  tha t  the  p u r p o s e  of  h u m a n  r e l a t i o n s  t r a i n i n g  is  to  m a k e  peop l e  

be  n i c e  to  e a c h  o t h e r ,  and by  th i s  I m e a n  p l e a s a n t ,  c o o p e r a t i v e ,  s m o o t h ,  

u n d e r s t a n d i n g ,  s u p p o r t i v e ,  p e r m i s s i v e ,  a d j u s t a b l e  to the  o t h e r  p e r s o n ' s  

poin t  of v i e w  in e v e r y  s i t u a t i o n .  By the  s a m e  t o k e n  I am not  s a y i n g  

tha t  t h e s e  c h a r a c t e r i s t i c s  a r e  not  good too l s  of m a n a g e m e n t  when  a p p l i e d  

in the  p r o p e r  s i t u a t i o n .  
¢ 

I m a k e  the  po in t  so  s t r o n g l y  th i s  m o r n i n g  on ly  b e c a u s e  in m a n y  

a r e a s  the  p h r a s e  " h u m a n  r e l a t i o n s "  has  l o s t  i t s  m e a n i n g .  It ha s  i o s t  

i t s  m e a n i n g  in the  s e n s e  tha t  s o  m a n y  p e o p l e  now t h i n k  tha t  the  p u r p o s e  

of p e o p l e  who p r a c t i c e  in t h i s  f i e ld  in  t e a c h i n g  h u m a n  r e l a t i o n s  is  to 

m a k e  e v e r y b o d y  " n i c e "  to e v e r y b o d y  e l s e .  Th i s  i s  not  so .  It is  the  

p u r p o s e  of h u m a n  r e l a t i o n s  t r a i n i n g  to get  m o r e  u n d e r s t a n d i n g  b e t w e e n  

p e r s o n s ,  and  e s p e c i a l l y  b e t w e e n  b o s s  and s u b o r d i n a t e  at  e v e r y  l e v e l  

in the  o r g a n i z a t i o n .  Now, t h i s  i s  d i f f e r e n t  f r o m  b e i n g  n i c e ,  b e c a u s e  

u n d e r s t a n d i n g  i m p l i e s  t ha t  t h e r e  c a n  be  d i f f e r e n c e s  of v i e w .  

7 



If I u n d e r s t a n d  why m y  b o s s  d o e s n ' t  l ike  a s e g m e n t  of t he  job I 

a m  doing ,  t h i s  is  good, if I u n d e r s t a n d  it .  The  t r o u b l e  a r i s e s  if  I 

d o n ' t  u n d e r s t a n d  h is  po in t  of v i e w  o r  why  he f e e l s  t ha t  way .  So u n d e r -  

s t a n d i n g  is  a m o t i v a t i o n  and is  an  o b j e c t i v e ,  but  not  s i m p l y  b e i n g  n i c e .  

A g r e a t  d e a l  of d a m a g e  is  done  a t  t i m e s  by p e r s o n s  t r y i n g  to be  n i c e  

to o t h e r  p e r s o n s .  It o c c u r s  in b u s i n e s s  w h e n  a m a n  c o m e s  in who  d o e s n ' t  

s e e m  to get  a l o n g  e s p e c i a l l y  w e l l  on h i s  f i r s t  job,  and ye t  an  u n d e r -  

s t a n d i n g  s u p e r v i s o r  t h i n k s  he h a s  p o t e n t i a l .  As  a m a t t e r  of f ac t  he 

t h i n k s  he has  s o  m u c h  p o t e n t i a l  t ha t  he is w i l l i n g  to  t r a n s f e r  h im  to 

a n o t h e r  s u p e r v i s o r  f o r  d e v e l o p m e n t - - i f  you  know wha t  I m e a n .  Tha t  

p e r s o n  who ge t s  h i m  the  s e c o n d  t i m e  t h i n k s  h e ' s  not  r e a l l y  so  bad  tha t  

he  shou ld  be  f i r e d  at  the  o u t s e t  of h i s  c a r e e r .  If he  s e n d s  up the  t u r n -  

o v e r  f i g u r e s  i t  w i l l  m a k e  h i m  look  bad .  So he  t h i n k s  tha t  J a c k  D o a k s  is  

r e a l l y  the  f e l l o w  who c a n  b r i n g  t h i s  m a n  out .  So he  ge t s  t r a n s f e r r e d  

a g a i n ,  a f t e r  a s h o r t  p e r i o d  of d e v e l o p m e n t ,  and t h i s  goes  on fo r  y e a r s ,  

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

t h e y  m o v e  a r o u n d  so  m u c h .  

The  p r o b l e m  a r i s e s  in p a r t  b e c a u s e  s o m e b o d y  was  t r y i n g  to be  

o v e r u n d e r s t a n d i n g  of t ha t  p e r s o n  in the  f i r s t  i n s t a n c e ,  and  th i s  con -  

t i nued ,  w h i ~  the  i n d i v i d u a l  f o r  h i s  own good and  f o r  the  c o r p o r a t i o n ' s  

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

a t r i a l  long  e n o u g h  to s e e  tha t  he w a s n ' t  s u i t e d  fo r  the  pos i t i on~  w h i c h  

would  be a b e t t e r  d e c i s i o n  in tha t  m a t t e r .  On the  o t h e r  hand ,  we have  
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a c i r c u m s t a n c e  w h e r e  he  is  on t he  p a y r o l l  f o r  5, 10, 15 y e a r s ,  o r  so ,  

to a po in t  w h e r e  h i s  c o m p a n y  has  a r e a l  o b l i g a t i o n  to h i m ,  and i t ' s  

d i f f i cu l t  to  s e v e r  h i m .  

Now, I am not  t a l k i n g  j u s t  abou t  b u s i n e s s  f i r m s .  As you  know i t ' s  

t r u e  of any  o r g a n i z e d  s t r u c t u r e  o r  g r o u p .  Wel l ,  I ' v e  s a i d  abou t  two 
not  

t h i n g s  tha t  h u m a n  r e l a t i o n s  t r a i n i n g  s h o u l d ] b e .  I s u p p o s e  I ought  to t u r n  

the  c o i n  o v e r  and  Say  s o m e t h i n g  about  wha t  h u m a n  r e l a t i o n s  s h o u l d  be,  

f r o m  the  po in t  of v i e w  of and  p o s s i b l y  w i th  s o m e  b a c k g r o u n d  he lp  f r o m  

the  c a s e  of Knowl ton ,  J e r r o l d ,  and  F e s t e r .  

In g e n e r a l  h u m a n  r e l a t i o n s  t r a i n i n g  shou ld  t i e  in w i th  the  o b j e c t i v e s  

of m a n a g e m e n t  in the  o r g a n i z a t i o n .  T h e s e  a r e  v e r y  g e n e r a l ,  and I ' l l  be 

m o r e  s p e c i f i c  in a m o m e n t .  H u m a n  r e l a t i o n s  t r a i n i n g ,  l ike  o t h e r  t r a i n i n g ,  

fo r  an  o r g a n i z a t i o n ,  it s e e m s  to m e ,  ha s  two p u r p o s e s .  No. 1 is  to h e l p  

e a c h  m a n a g e r  o r  o f f i c e r ,  o r  w h a t e v e r  h i s  t i t l e  m a y  be ,  to he lp  h i m s e l f  

a c h i e v e  the  goa l s  of the  o r g a n i z a t i o n .  In c o m p a n i e s  n o w a d a y s  t h e r e  is 

a g r e a t  d e a l  of a t t e n t i o n  g iven  to h a v i n g  p r o f i t  c e n t e r s  fo r  s u b o r d i n a t e  

m a n a g e r s  who have  an  o r g a n i z a t i o n  of t h e i r  own u n d e r  t h e i r  c o m m a n d ,  

a g n e ~ ,  a s  you  know, e m p h a s i s  on d e l e g a t i o n  to s u b o r d i n a t e  m a n a g e r s ,  

h o l d i n g  t h e m  r e s p o n s i b l e  f o r  r e s u l t s ,  and g iv ing  t h e m  an  a m o u n t  of 

a u t h o r i t y  and r e s p o n s i b i l i t y .  In any  o r g a n i z a t i o n  one  of the  p u r p o s e s  

of t r a i n i n g  is  to  he lp  m a n a g e r s - - n o t  h i n d e r  t h e m - - a c h i e v e  the  goa l s  

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

S e c o n d l y - - a n d  t h i s  is  w h e r e  it b e c o m e s  m o r e  h u m a n - r e l a t i o n s  o r i e n t e d T -  
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the second goal is to help managers maximize the satisfactions that 

their subordinates get from the work, and to give subordinates max- 

imum opportunity to develop. That's a simple statement, but it has a 

lot of problems involved in it, because you may think that I am saying 

that the purpose of a manager, in the second part of the objective of 

human relations training, is to see that every subordinate is happy as 

possible, because I said that the manager should see that he gets max- 

imum satisfaction from his work. 

The problem that arises here is this: I as a subordinate may have 

certain needs that the organization cannot fully meet, and I probably 

have, and I want certain satisfactions in the area that my supervisor 

can't fully supply. I may want too much recognition, more than the 

supervisor is willing to give me, more than the company can afford. 

I may want too much money, I may want too much prestige. So there 

is all of this problem of balancing a man's needs as he sees them with 

the supervisor's ability to supply those needs in a personal basis, and 

the overall organization's ability to supply needs. 

So thus I am not saying that the purpose of training is to see that 

everybody is maximally happy. I am saying that within the resources 

t h a t  t h e  o r g a n i z a t i o n  h a s ,  a n d  w i t h i n  t h e  u n d e r s t a n d i n g  t h a t  t h e  s u p e r -  

v i s ( ~  h a s  of  h i s  m a n ,  he  s h o u l d  s e e  t o  i t  t h a t  a s  m a n y  s a t i s f a c t i o n s  a s  

c a n  b e  s u p p l i e d  l e g i t i m a t e l y  s h o u l d  b e .  T h i s  i s  n o t  s o  e a s y  t o  d o ,  

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

s u b o r d i n a t e s .  

F o r  e x a m p l e ,  if  I l ike  to be  in the  l i m e l i g h t ,  as  I s e e m  to be  th i s  

m o r n i n g ,  and  m y  D i r e c t o r  of C o m m u n i c a t i o n s ,  who w o r k s  f o r  m e ,  a l s o  

l i k e s  to be  in  t he  l i m e l i g h t ,  and  get  out and m a k e  s p e e c h e s ,  I m a y  v e r y  

w e l l  r e s e r v e  m y  p l a c e  to g ive  m y s e l f  m o r e  s a t i s f a c t i o n  and to m a i n t a i n  

m y  p o s i t i o n ,  and  t e l l  h im  to  s t a y  h o m e  and do the  w o r k ,  and I ' l l  go out  

f r o n t .  By th i s  m e a n s  I a m  do ing  e x a c t l y  wha t  I s a i d .  I 'm  d e n y i n g  

s o m e  s a t i s f a c t i o n s  tha t  a r e  i m p o r t a n t  to  h im  b e c a u s e  I wan t  to s a t i s f y  

m y  own.  We a l l  do t h i s .  

One of the  b e s t  t e s t s ,  I s u p p o s e ,  of o n e ' s  own p e r s o n a l i t y  is to s i t  

b a c k  and r e f l e c t  s o m e t i m e  s on the  s t a t e m e n t  m a d e  by C h r i s  A r j e r i s ,  

to  the  e f f e c t  t ha t  i f  a p e r s o n  c a n  be  h i m s e l f  and at  the  s a m e  t i m e  a l l o w  

o t h e r s  to be  t h e m s e l v e s  he has  v e r y  g o o d  s e L f - i n s i g h t  and  is  p r o v i d i n g  

v e r y  good s e L f - d e v e l o p m e n t  f o r  t he  o t h e r  p e r s o n .  Of c o u r s e  t h e r e  a r e  

l i m i t a t i o n s  on b e i n g  o n e ' s  s e l f .  The o r g a n i z a t i o n  t a k e s  c a r e  of  t ha t  

p r e t t y  we l l ,  o r d i n a r i l y .  T h e r e  a r e  l i m i t a t i o n s  on w h a t  t he  s u b o r d i n a t e  

c a n  do in b e i n g  o n e ' s  se l f ,  but  the  l i k e l i h o o d  is ,  if  you a r e  l ike  m e ,  tha t  

you w i l l  d e n y  to s o m e  e x t e n t  o t h e r  p e r s o n s '  d e v e l o p i n g  to t he  m a x i m u m  

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

s a t i s f a c t i o n s .  

Wel l ,  l e t ' s  look  at  a f ew s p e c i f i c s  now in the  a r e a  of t r a i n i n g  in 

h u m a n  r e l a t i o n s .  I t h i n k  f i r s t  of a l l  we have  to s a y  tha t  in  g e n e r a l  you  

a r e  go ing  to  p u r s u e  th i s  k ind  of t r a i n i n g  w i t h i n  y o u r  o r g a n i z a t i o n .  In 
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general training in human relations does not ~ produce a revo- 

lutionary, dramatic result. In many respects it is simply a renewal 

of the understanding we all have of principles and practices. The same 

thing is true of management training, if you were talking, as you were 

the other day, about organizing, directing, controlling, motivating, and 

so forth. Most of what Was probably said and most of what is probably 

being said today is not new. But one of the great needs is refresher 

training to renew our interest in this and get stimulated all over again 

in good principles of management, including human relations. 

So one should not expect a revolution here. What one has to do is 

to get inside of people somehow so that the training is not just a rehash 

of words but does something inside and becomes gut-level training. 

Thus, you have to make sure that training in this sense is an emotlonal 

involvement, not just an intellectual exercise. There has to be an 

emotional involvement. You get the emotional involvement in part 

through challenging different kinds of teaching methods, not in the 

content but in the teaching methods. That's why we have the case study. 

You had a demonstratiorb unrehearsed, up here the other day, which 

you have been doing right along. The case study is a good method as 

one method in training in human relations, because people get involved, 

maybe even get argumentative. This is good. It gets under the skin. 

The incident process, which is a variation of the case method, is 
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good f o r  t h i s  r e a s o n .  You get  i n v o l v e d  in s o m e  s p e c i f i c  s i t u a t i o n s .  

I cou ld  g ive  you  a f ew f a c t s  abou t  a s i t u a t i o n  and  t h e n  you  c o u l d  a s k  

m e  q u e s t i o n s  abou t  t ha t  s i t u a t i o n  and  c o m e  to  a c o n c l u s i o n  as  to  wha t  

s h o u l d  have  b e e n  done ,  o r  wha t  s h o u l d  h a v e  b e e n  done  b e t t e r .  Th i s  i s  

b e c a u s e  you  a r e  a c t o r s .  And t r a i n i n g  d o e s n ' t  t a k e  p l a c e ,  

u n l e s s  p e o p l e  a r e  r e a l l y  p a r t i c i p a n t s  in it  and  not  j u s t  l i s t e n -  

good, too,  

of c o u r s e ,  

ing to i t .  

So t h a t ' s  a n o t h e r  h a l l m a r k  of good t r a i n i n g ,  t ha t  peop l e  a r e  e m o t i o n a l l y  

i n v o l v e d  in i t .  T h i r d l y ,  I th ink ,  you  m u s t  r e c o g n i z e  tha t  any  c h a n g e ,  

h o w e v e r  s m a l l ,  d e s i r e d ,  r e q u i r e s  p r a c t i c e .  We m u s t  have  not  on ly  

k n o w l e d g e  of wha t  shou ld  be  done and i n t e r e s t  in  d o i n g  i t  but  t h e r e  m u s t  

a l s o  be  the  o p p o r t u n i t y  f o r  the  d e v e l o p m e n t  of s o m e  s k i l l s  in  i t .  

T h e r e  was  a m a n  in N e w  Y o r k  who was  g i v e n  a m i n o r  p a r t  in  a 

B r o a d w a y  p l ay  w h i c h  was  open ing ,  I u n d e r s t a n d ,  and  he  had on ly  one  

l i n e  to s a y .  The  l i ne  w a s ,  on p r o p e r  cue :  " H a r k l  The  c a n n o n ! "  He 

p r a c t i c e d  th i s  fo r  s e v e r a l  w e e k s ,  w i th  d i f f e r e n t  e m p h a s i s - - s o m e t i m e s  

h a r k ,  the  cannon ,  and  s o m e t i m e s  h a r k ,  t he  c a n n o n .  Th i s  w a s  qu i te  an  

i n v o l v e d  p r o c e d u r e  of p r a c t i c e  in t r a i n i n g  f o r  t h i s  p a r t .  But  the  u n f o r -  

t u n a t e  c i r c u m s t a n c e s  w e r e  tha t ,  w h e n  he got to the  s t a g e ,  and w a s  in 

the  w i n g s  of the  s t a g e  and  r e a d y  to  c o m e  out,  t he  c a n n o n  b u r s t  out  b e h i n d  

h i m ,  and he h a d n ' t  b e e n  t r a i n e d  fo r  the  b l a s t ,  So he  r a n  out  on the  

s t a g e  and  s a i d ,  "What  the  h e l l  w a s  tha t  7"  

Wel l ,  t h i s  is  abou t  a s  u s e f u l  a k ind  of t r a i n i n g  as  t r a i n i n g  tha t  t a k e s  
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p l a c e  w i thou t  any  o p p o r t u n i t y  to d e v e l o p  s k i l l s .  We get  b a c k  to a 

r e a l - l i f e  s i t u a t i o n  w h e r e  t h i n g s  a r e  t ough  and u n e x p e c t e d ,  and y e t  

t h e r e  a r e  p r e s s u r e s  a n d  s t r e s s e s ,  and t h e n  you c a n ' t  r e l y  on k n o w i n g  

the  l i n e s  t ha t  you  l e a r n e d  in c l a s s .  Y o u ' v e  got to  r e l y  on s o m e t h i n g  

tha t  c o m e s  out  of h e r e  ( d e m o n s t r a t i n g ) .  You have  to  h a v e  a c h a n c e  

to p r a c t i c e .  T h a t ' s  w h e r e  m u c h  t r a i n i n g ,  i n  m y  op in ion ,  f a l l s  down.  

How c a n  you  p r a c t i c e  f o r  the  r e a l - l i f e  s i t u a t i o n  u n l e s s  you  can  s e t  up 

c i r c u m s t a n c e s  w h e r e  you  c a n  get  t ha t  p r a c t i c e  ? 

One of the  b e s t  of t h e s e ,  of c o u r s e ,  i s  r o l e - p l a y i n g .  I f you  h a v e  

a c a s e  s tudy ,  a c a s e  p r o b l e m ,  one  of you  m i g h t  in a s m a l l  g r o u p - - a s  you  

m a y  h a v e  d o n e - ~ t a k e  the  r o l e  of J e r r o l d .  S o m e o n e  e l s e  m i g h t  t a k e  the  

r o l e  of Knowl ton ,  and  s o m e b o d y  e l s e  m i g h t  t a k e  the  r o l e  of F e s t e r .  If 

you  d i d n ' t  l ike  the  w a y  t ha t  i n t e r v i e w  was  h a n d l e d  the  m o r n i n g  a f t e r  

F e s t e r  c a m e  in to  K n o w l t o n ' s  o f f i ce  and  K n o w l t o n  w e n t  up to  s e e  J e r r o l d  

abou t  it  and a s k e d  who th i s  f e l l o w  w a s ,  and  if  you  d i d n ' t  l ike  t he  way  

J e r r o l d  h a n d l e d  tha t ,  t hen  you  cou ld  p r a c t i c e  how to  b e t t e r  h a n d l e  i t .  

T h i s  wou ld  be  good s k i l l  p r a c t i c e ,  b e c a u s e  a f t e r  one  of you  has  t a k e n  

the  p a r t  of J e r r o l d  and  the  o t h e r  has  t a k e n  the  p a r t  of Knowlton0 and 

a f t e r  each hms Gmriticized the  w a y  he  has  done  h i s  own p a r t ,  and a f t e r  the  

o t h e r s  in the  g r o u p  h a v e  had  a c h a n c e  to g ive  c o n s t r u c t i v e  c r i t i c i s m  as  

to  the  way  the  r o l e  w a s  h a n d l e d  by  e a c h  p a r t y ,  a p e r s o n  wi l l  l e a r n  s o m e -  

th ing ,  a s s u m i n g  a f a i r l y  p e r m i s s i v e  a t m o s p h e r e  in  the  g r o u p .  T h e n  t h e  

o t h e r  p e r s o n s  who w e r e  so  c r i t i c a l  of the  f i r s t  f e l l o w  who p l a y e d  the  r o l e  
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of J e r r o l d  cou ld  get  up and t r y  i t ,  and  s u b j e c t  t h e m s e l v e s  to f u r t h e r  

c o n s t r u c t i v e  c r i t i c i s m .  

I a m  s a y i n g  t h i s  r a t h e r  f a c e t i o u s l y ,  but  if the  a t m o s p h e r e  is  one 

of t r y i n g  to l e a r n ,  w a n t i n g  to  l e a r n ,  and a c c e p t i n g  and  g i v i n g  c r i t i c i s m  

f r e e l y  and  e a s i l y  w i t h i n  tha t  s m a l l  g roup ,  t h i s  i s  wha t  I a m  t a l k i n g  abou t .  

Th i s  i s  s o m e  p r a c t i c e  in  s k i l l ,  w h i c h  is  n e c e s s a r y .  

T h e n  I t h i n k  a n o t h e r  m a r k  of good h u m a n  r e l a t i o n s  t r a i n i n g  is  t ha t  

it  m u s t  have  i t s  f e e t  on t he  g round ,  in the  s e n s e  tha t  w i t h i n  an org~aniza t ion  

you s h o u l d  le t  the  p e r & o n s  b e i n g  e d u c a t e d  know r e a l i s t i c a l l y  wha t  s o m e  

of the  l i m i t a t i o n s  a r e  in i m p r o v e m e n t  in h u m a n  r e l a t i o n s  w i t h i n  a p a r t i c -  

u l a r  c o m p a n y  o r  o r g a n i z a t i o n .  At t he  s a m e  t i m e  you  w i l l  o b v i o u s l y  w a n t  

to  po in t  out  and he lp  t h e m  m a x i m i z e  the  o p p o r t u n i t i e s  f o r  i m p r o v e m e n t  

in h u m a n  r e l a t i o n s  w i t h i n  the  o r g a n i z a t i o n .  

As an  e x a m p l e  l e t ' s  look  at  c o m m u n i c a t i o n s .  T h e r e  a r e  v e r y  r e a l  

l i m i t a t i o n s  on c o m m u n i c a t i o n s  in  a s t r u c t u r e  g r o u p .  T h i s  i s  no n e w s  

to a n y b o d y .  But,  if you  r e f l e c t  a m o m e n t  on the  w a y  c o m m u n i c a t i o n s  

t end  to  be h a n d l e d  in o r g a n i z e d  g r o u p s ,  if  you  a r e  l i ke  m e  you t end  to 

s e n d  up good n e w s  on p r o b l e m s  s u c c e s s f u l l y  s o l v e d ,  and c o m p l i m e n t s  

r e c e i v e d ,  and  if you  a r e  Like m e  you  t end  to put  u n d e r  the  c a r p e t  p r o b l e m s  

you  h a v e n ' t  b e e n  ab l e  to  w o r k  out,  m i s t a k e s  m a d e ,  f r o m  c e r t a i n  po in t s  

of v i ew,  s h o r t c o m i n g s  of y o u r  own s ta f f ,  and so  on.  At the  s a m e  t i m e  

the  f e l l ow  on top  is  d o i n g  s o m e t h i n g  the  s a m e ,  b e c a u s e  he  is  not  t e l l i n g  

you  e v e r y t h i n g  you n e e d  to know to do y o u r  job,  p r o  b a b l y .  T h a t ' s  a 
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b r o a d  g e n e r a l i z a t i o n .  I don ' t  want  to  be  a c c u s e d  of m a k i n g  too m a n y  

b r o a d  g e n e r a l i z a t i o n s .  I t ' s  v e r y  m u c h  l ike  the  m a n  who sa id  tha t  a l l  

Ind ians  w a l k e d  s i n g l e - f i l e - - e s p e c i a l l y  the  one I saw.  This  is  p r o b a b l y  

t r u e ,  and it is  p r o b a b l y  t r u e  tha t  p e o p l e  in  o r g a n i z a t i o n s  l ike  o u r s  

spend ,  as  I s a id  a m o m e n t  ago,  a g r e a t  d e a l  of t i m e  t r y i n g  to  f i g u r e  out  

wha t  the  r e a l  p u r p o s e  and in t en t  of th i s  c o m m u n i c a t i o n  w a s - - w h e t h e r  i t ' s  
o r  

a f r o w n  by the  c o m m a n d i n g  g e n e r a  ~, •whether the  b o s s  is  b e i n g  u n u s u a l l y  

n i c e - - b e c a u s e  tha t  can  be  ju s t  as  d a n g e r o u s  as  h i s  b e i n g  u n u s u a l l y  s o u r .  

I r e m e m b e r  w h e n  I j o i n e d  the  R e u b e n  H. D o n n e l l y  C o r p o r a t i o n ,  

a f t e r  l e a v i n g  C o l u m b i a  U n i v e r s i t y ,  in  1955, d u r i n g  the  f i r s t  few w e e k s  

on the  job the  P r e s i d e n t  was  v e r y  c o u r t e o u s  to  m e  and v e r y  he lpfu l .  

I would  m e e t  h im c o m i n g  in to  the  of f ice  in the  m o r n i n g  and he would  

g e n e r a l l y  s ay  to m e ,  "Good m o r n i n g ,  S c h u y l e r .  What  c an  we do to  

he lp  y o u ? "  I was  s u p p o s e d  in  t h o s e  days  to  w o r k  on the  s u b j e c t  of 

m a n a g e m e n t  d e v e l o p m e n t .  He would  say,  "Any a p p o i n t m e n t s  we can  

a r r a n g e  fo r  you ? Any p e o p l e  you want  to s e e  ? Is y o u r  of f ice  a l l  r i g h t  ? 

Is y o u r  s e c r e t a r y  a l l  r i g h t ?  Is the  e q u i p m e n t  a l l  r i g h t ? "  He was  v e r y  

he lp fu l .  But t h e n  a f t e r  s o m e  3 o r  4 m o n t h s  I n o t i c e d  tha t  I did not  a l w a y s  

get  t h i s  g r e e t i n g  in  the  m o r n i n g .  S o m e t i m e s  he would  say,  "Good 

m o r n i n g ,  Dr .  H o s l e t t .  How a r e  you g e t t i n g  a l o n g ? "  

Do you s e e  a n y t h i n g  s i g n i f i c a n t l y  d i f f e r e n t  in t h o s e  g r e e t i n g s ,  t h o s e  

c o m m u n i c a t i o n s  ? I did, a t  the  t i m e ,  and when  I had t i m e  to r e f l e c t  on 

t h e m .  I don ' t  know ye t  wha t  he  m e a n t .  But h e ' s  on to th i s ,  too, so  he 
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c h a n g e s  the  g r e e t i n g  now p e r i o d i c a l l y  so  I am not  qu i te  s u r e  w h a t  he 

d o e s  m e a n .  

You c a n  s e e  in a m o m e n t ,  if  you  j u s t  t ake  a s e c o n d ,  what  the  i m p l i -  

c a t i o n  of t ha t  r e m a r k  m i g h t  have  b e e n ,  the  a s s u m p t i o n s  tha t  c a n  be  

m a d e  about  it .  S o m e b o d y  m i g h t  c a l l  up and  s ay ,  " W h e r e  did you  get  

h im ?"  S o m e b o d y  m i g h t  say ,  "I  d o n ' t  s e e  any  p r o g r a m ,  and he has  b e e n  

h e r e  3 o r  4 m o n t h s  and no p r o g r a m .  What  k ind  of an  e x p e r t  i s  t h i s  ? "  

I h a d n ' t  c o n t r i v e d  any  p r o g r a m ,  b e c a u s e  I was  s p e n d i n g  m y  t i m e  w i th  

the  m a n a g e r s  in the  f ie ld ,  f i n d i n g  out  wha t  t h e y  though t  abou t  m a n a g e -  

m e n t  d e v e l o p m e n t ,  g e t t i n g  t h e i r  i d e a s  and  t r y i n g  to  bu i ld  on t h o s e ,  w h i c h  

give t h e i r  f u n d a m e n t a l  p h i l o s o p h y .  But t h i s  w a s  r a t h e r  u n u s u a l - - n o  

program--a l l  kinds of things. 

At any rate, this happens a lot. One of the limitations, therefore, 

of communications within a status system is the very fact that we have 

levels, and each level has its own siphon, each level distorts, each 

level causes diminutions of content, purposely or subconsciously. We 

know this. We also know that the effects of having a large number of 

levels are bad effects on communications. 

In our own company we have at one spot 14 levels between the 

Chairman and the salesmen. In another division of the company, one 

tha t  o p e r a t e s  d i r e c t - m a i l  a d v e r t i s i n g ,  c o n t e s t s ,  j udg ing ,  and  wha t  

not ,  t h e y  have  f o u r  l e v e l s  b e t w e e n  the  s a l e s m e n  and  the  top m a n .  T h e r e  

is  a v e r y  d r a m a t i c  d i f f e r e n c e  in the  way  c o m m u n i c a t i o n s  o b v i o u s l y  
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o p e r a t e .  In one  p l a c e  t h e y  a r e  d i r e c t ,  qu ick ,  and b e t t e r  u n d e r s t o o d .  

In a n o t h e r  p l a c e  t h e y  a r e  s low,  m o r e  d i s t o r t e d ,  and l e s s  u n d e r s t o o d .  

By the  t i m e  the  C h a i r m a n  s a y s  to  m e ,  w i th  the  b lood  r u s h i n g  in to  h i s  

neck ,  " W h e n  I get  out  in to  the  f i e ld  and t a l k  to the  s a l e s m e n  I c a n ' t  

r e c o g n i z e  t he  p o l i c i e s  I e n u n c i a t e d  up h e r e ,  " t h a t ' s  t r u e .  By the  t i m e  

he goes  t h r o u g h  t h o s e  c h a n n e l s ,  u n d e r s t a n d i n g  is  c h a n g e d .  

I c a n ' t  he lp  m e n t i o n i n ~  in c o n n e c t i o n  w i th  the  d i r e c t  m a i l  and c o n -  

t e s t  j u d g i n g  at  the  R e u b e n  H. D o n n e l l y  C o r p o r a t i o n ,  t ha t  the  f r i e n d  I 

m e n t i o n e d  a t  t he  o u t s e t ,  Andy A n d e r s o n ,  u s e d  to  be  h e a d  of tha t .  He 

u s e d  t o  t a k e  g r e a t  p r i d e  in l ook ing  up the  f ina l  d e c i s i o n s  m a d e  on c o n -  

t e s t s ,  j i n g l e s ,  and wha t  not .  T h e y  do go t h r o u g h  a s c i e n t i f i c  s e r i e s  of 

s c r e e n i n g s .  

aurora  ob i l e ,  

c a r e f u l ,  

T h e r e  a r e  m i l l i o n s  of e n t r i e s  in a g iven  c o n t e s t  f o r  an  

a t r i p  to  E u r o p e ,  and so  f o r t h ,  and t h e y  go t h r o u g h  v e r y  

h o n e s t  s c r e e n i n g s ,  and  t h e y  f i n a l l y  c o m e  up to the  h i g h e r  l e v e l s  

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

and w a n t e d  to a w a r d  f i r s t  p r i z e  to .  

He had one  tha t  he l i k e d  v e r y  m u c h  

T h i s  was  s o m e  y e a r s  ago  w h e n  

H e d y  L a m a r r  was  a f a v o r i t e  s t a r - - y o u  r e m e m b e r  t h a t - - a n d  t h e y  w e r e  

o f f e r i n g  a B u i c k  f o r  f i r s t  p r i z e ,  and  t h e y  had  to f i l l  out  a j i n g l e  b e g i n n i n g  

"My f a v o r i t e  b r u n e t t e  i s - - .  " Th i s  f e l l o w  s e n t  in  t h i s  r e s p o n s e  and he  

s a id ,  "My  f a v o r i t e  b r u n e t t e  is  Hedy  L a m a r r .  Send h e r  to m e  and k e e p  

y o u r  d a m n  c a r .  " Of c o u r s e  he  couldnTt a w a r d  f i r s t  p r i z e  f o r  t h a t .  

By  the  s a m e  t o k e n  t h e r e  a r e  l i m i t a t i o n s  tha t  h a v e  to be  f a c e d  r e a l i s t i -  

c a l l y ,  and t h e r e  a r e  o p p o r t u n i t i e s .  The  o p p o r t u n i t i e s ,  in t e r m s  of 
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c o m m u n i c a t i o n s ,  a s  a n  e x a m p l e  a g a i n ,  a r e  v e r y  s u b s t a n t i a l  in  a n y  

o r g a n i z a t i o n ,  n o  m a t t e r  h o w  t i g h t l y  s t r u c t u r e d  i t  i s .  T h e r e ' s  a g r e a t  

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

t h a n  w e  t h i n k  w e  c a n  do .  

t a k e s  p l a c e  f a c e  t o  f a c e .  

M u c h  o f  t h i s  i s  i n  t h e  c o m m u n i c a t i o n  t h a t  

I w a n t  t o  e m p h a s i z e  t h a t  i n  t h e  f e w  m o m e n t s  

we  h a v e - - n o t  t h e  e m p h a s i s  on  w r i t t e n ,  p r i n t e d ,  f o r m a l  c o m m u n i c a t i o n ,  

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

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

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

H e r e  w e  h a v e  a l l  k i n d s  o f  t r o u b l e s .  I t a l k e d  a b o u t  p r o b l e m s  o f  

i n t e r p r e t a t i o n  a n d  m i s i n t e r p r e t a t i o n .  We h a v e  p r o b l e m s  of  t r y i n g  t o  

d i f f e r e n t i a t e  f o r  o r d i n a r y  a d m i n i s t r a t i v e  p u r p o s e s  f a c t s  f r o m  a s s u m p t i o n s - -  

j u m p i n g  t o  c o n c l u s i o n s .  In  s m a l l  g r o u p s  I ' l l  b e t  y o u ' v e  g o t  25 d i f f e r e n t  

i d e a s  a s  t o  w h a t  k i n d  of  p e r s o n  t h i s  K n o w l t o n  w a s  a n d  w h a t  w a s  w r o n g  

w i t h  h i m ,  a n d  w h a t  w a s  w r o n g  w i t h  J e r r o l d  o r  h o w  g o o d  a m a n a g e r  h e  

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

s e t  o f  f a c t s ,  b e c a u s e  y o u  a l l  h a v e  t h e  s a m e  s e t  o f  f a c t s .  T h e  s a m e  t h i n g s  

h a p p e n  i n  d a y - t o - d a y  Life.  

S o m e b o d y  s e e s  m e  a n d  h e  s a y s ,  " T h a t  f e l l o w  i s  a j e r k .  " S o m e b o d y  

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

p h i l o s o p h y .  

W e l l ,  n o w ,  

a v e r y  p r a c t i c a l  w a y .  

S o m e b o d y  e l s e  t h i n k s  I ' m  b r i l l i a n t  a n d  h a v e  n e w  i d e a s .  

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

A p e r s o n  c a n  w o r k  a t  t r y i n g  to  s e p a r a t e  f a c t s  
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f r o m  a s s u m p t i o n s ,  to know,  in s h o r t  w h e n  he is  pu t t i ng  e m p h a s i s  on 

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

tha t  I d o n ' t  s u p p o s e  any  of :us  e v e r  m a k e s  an  a d m i n i s t r a t i v e  o r  a b u s -  

i n e s s  d e c i s i o n  e n t i r e l y  on f ac t s ,  m u c h  as  m a n y  p e o p l e  l i ke  to t h ink  t h e y  

do.  Th i s  is  a v e r y  c o m m o n  p r o b l e m .  I t ' s  in  y o u r  p e r s o n a l  l i fe  and in  

m y  p e r s o n a l  l i fe ,  and i t ' s  in b u s i n e s s  l i fe  as  w e l l .  

F o r  e x a m p l e ,  I was  wa lk ing  p a s t  the  P r e s i d e n t ' s  o f f ice  the  o t h e r  

day  and I o v e r h e a r d  h im to s a y  to the  O p e r a t i n g  V ice  P r e s i d e n t ,  " L e t ' s  

get  r i d  of  S c h u y l e r  f i r s t .  " T h e r e ' s  not  v e r y  m u c h  f ac t  in tha t  s t a t e -  

m e n t ,  but  you  can  m a k e  a he l l  of a lot  of a s s u m p t i o n s .  F o r t u n a t e l y  

I wen t  in and got a f ew  m o r e  f a c t s .  The  f a c t s  of the  m a t t e r  w e r e  

tha t  ~ t h e y  w e r e  p l a n n i n g  an  a g e n d a  f o r  a q u a r t e r l y  m e e t i n g  tha t  was  to 

o c c u r  the  nex t  day,  and  he m e a n t  t ha t  t h e y  wou ld  ge t  r i d  of S c h u y l e r ' s  

p a r t  of t h i s  a g e n d a  f i r s t - - w h i l e  it  w a s  s t i l l  f r e s h ,  I p r e s u m e .  Al l  

k inds  of a s s u m p t i o n s  cou ld  be m a d e .  

You go to a p a r t y  w i th  y o u r  w i f e .  

l o v e l y  p a r t y .  You m e e t  a m u t u a l  f r i e n d ,  

w o m a n ,  " M a r y ,  y o u r  h a i r  looks  l o v e l y .  " 

What  kind of a s s u m p t i o n s  d o e s  s h e  m a k e  ? 

Has  a n y b o d y  had  th i s  e x p e r i e n c e  ? 

T h e r e  w a s  a g e n t l e m a n  o v e r  in B a l t i m o r e  who j u m p e d  out of bed  

one m o r n i n g  and w e n t  to  the  w i n d o w  and o p e n e d  the  d r a p e s  and s a i d  

to h is  wife ,  who w a s  s t i l l  in  bed ,  "My, wha t  a w o n d e r f u l  day  l"  She 

2O 
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She's all dressed up. It's a very 

a woman. You say to this 

What does your wife think? 

What kind may she make ? 



j u m p e d  bo l t  u p r i g h t  in the  bed  and  s a i d ,  " John ,  a r e  you  t r y i n g  to s t a r t  

s o m e t h i n g ? "  W h a t ' s  the  m e a n i n g  of t ha t  ? What  a s s u m p t i o n s  c a n  you  

m a k e  abou t  t ha t  s i t u a t i o n ?  She was  m a k i n g  s o m e ,  w h e t h e r  he w a s  o r  

not .  I t ' s  i m p o r t a n t  to t r y  to d i f f e r e n t i a t e  b e t w e e n  w h e n  you  a r e  and  

w h e n  you  a r e  not .  The  a s s u m p t i o n  s h e  w a s  m a k i n g  w a s  b a s e d  on p a s t  

e x p e r i e n c e ,  b e c a u s e  p a s t  e x p e r i e n c e  had  t a u g h t  h e r  t ha t  w h e n  he s a i d  

s o m e t h i n g  l i ke  th i s  i t  w a s  an  o p e n i n g  g a m b i t  f o r  a day  in the  c o u n t r y ,  

p i c n i c k i n g ,  h i k i n g ,  o r  f i sh ing ,  w h i c h  he  l i k e d  to do, and he l i k e d  to have  

h is  wi fe  wi th  h i m ,  and  t h i s  p a r t i c u l a r  S a t u r d a y  s h e  had  p l a n n e d  to  do 

s o m e  shopp ing ,  s h e  had p l a n n e d  to do h o u s e c l e a n i n g ,  s h e  had  p l a n n e d  

to get  r e a d y  f o r  a p a r t y  tha t  n igh t .  So h is  s t a t e m e n t  o b v i o u s l y  had  

d e e p e r  m e a n i n g  f o r  h e r  t han  in f a c t  i t  had f o r  h i m  at  tha t  po in t ,  b e c a u s e  

he  was  j u s t  c o m m e n t i n g  on the  w e a t h e r .  Th i s  m a y  not  s e e m  l ike  a 

s e r i o u s  p r o b l e m  to you,  but  it was  s e r i o u s  e n o u g h  f o r  h im  to h a v e  to  

c a l l  in  a m a r r i a g e  c o u n s e l o r  to  get  i t  s t r a i g h t e n e d  out .  

A n o t h e r  c h a r a c t e r i s t i c  of good h u m a n  r e l a t i o n s  t r a i n i n g  w h i c h  s e e m s  

to be  to be  a v e r y  p r a c t i c a l  one  is  t ha t  a p e r s o n  shou ld ,  a f t e r  a p e r i o d  of 

t r a i n i n g  of any  kind,  be ab l e  to  w r i t e  down a few s p e c i f i c  t h i n g s ,  a f ew 

s p e c i f i c  po in t s ,  in  w h i c h  he  i n t e n d s  to  m a k e  i m p r o v e m e n t ,  and t h e n  to  

fo l low t h r o u g h ,  g iv ing  h i m s e l f  a d e a d l i n e ,  o r  a s e r i e s  of d e a d l i n e s ,  f o r  

r e v i e w .  Th i s  is  s o r t  of a s e l f - p e r f o r m a n c e  r e v i e w ,  a f o r m  of s e l f -  

a p p r a i s a l  p e r i o d i c a l l y .  I m i g h t  s ay ,  "At the  end  of t h i s  c o u r s e  I am 

go ing  to be  t o u g h e r  w i th  m y  peop l e ,  c o n s i s t e n t l y  t o u g h e r .  " Or  I m i g h t  
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say ,  "At  the  end of t h i s  c o u r s e  I am going  to be c o n s i s t e n t l y  t o u g h e r  

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

wi th  M r .  X. I am go ing  to d e l e g a t e  m o r e  to h i m .  I a m  go ing  to do 

d i f f e r e n t  t h i n g s  wi th  d i f f e r e n t  p e o p l e  f o r  d i f f e r e n t  p u r p o s e s .  I a m  go ing  

I!  
to  r e v i e w  m y  p r o g r e s s  in s ix  w e e k s ,  s i x  m o n t h s ,  and one y e a r .  

Wel l ,  t h i s  is  h a r d  to do.  Nobody  l i k e s  to  do t h i s .  P r a c t i c a l l y  e v e r y -  

body  is  i n t e r e s t e d  in i m p r o v i n g  o t h e r  p e o p l e .  V e r y  few p e o p l e  l i ke  to  

e n g a g e  in  s e l f - c r i t i c i s m ,  but  I t h i n k  it is  a v e r y  e s s e n t i a l  p a r t  of d e v e l -  

o p m e n t  to g e t  one in to  a m o r e  o b j e c t i v e  f r a m e  of m i n d  and to  look  at  

o n e ' s  s e l f .  T h i s  is u s e f u l ,  to  have  at  the  end of a c o u r s e  s o m e  s p e c i f i c  

i d e a s  fo r  i m p r o v e m e n t  and s o m e  p l a n  to  f o l l o w  t h e m .  

In our own company--not to brag at all or to boast--at the end of 

seminars--and I have just finished the ninth in a series of all managers 

and vice presidents to the first level of supervision--the individual, not 

under compulsion but because it is a part of the philosophy of this, indi- 

cates for himself some specific things he is going to do. Now, these 

may not be monumental or earth-shattering. It may mean that he is 

going to take a course in how to write reports. A~ud sometime later, 

if he is inclined, he writes and teUs me of the success or lack of success 

he has had with his self-improvement. From time to time we issue a 

news letter to all the people who have taken the courses indicating results 

achieved, some of which are good, and some of which may not be good, 

but indicating what the situation was to the best of the writer's ability 
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and what transpired. This generally is an additional stimulus to 

persons to look to themselves for self-improvement. The names, 

of course, are disguised, and so forth, so the persons are not identi- 

fied. You can make this work and you can get group pressure working 

on this. You can have a group of persons who reinforce each other 

in the desire for self-improvement and you get better results than if 

you just have one individual sitting by himself saying he is going to do 

something. 

Another thing that I think is true of good human relations training 

is that it tries to tune people to be more critical of situations in which 

they have been participants. I think at times we are loath to examine 

ourselves. 1 think it would be probably very dangerous to examine 

o n e ' s  s e l f  in any  depth ,  

s u r g e r y ,  o r  s o m e t h i n g .  

u n l e s s  one  u n d e r g o e s  p s y c h o a n a l y s i s ,  b r a i n  

To  look  i n s i d e  o n e ' s  s e l f  m a y  be  a v e r y  d i s -  

t a s t e f u l  p r o c e s s .  You b e g i n  to  a s k  y o u r s e l f  q u e s t i o n s  b e h i n d  the  q u e s -  

t i o n s .  You c a n ' t  s ay ,  "Why  did I f o r g e t  to  m a i l  the  l e t t e r  ? "  The  

p s y c h i a t r i s t ,  f o r  e x a m p l e ,  is  n e v e r  s a t i s f i e d  wi th  a s i m p l e  a n s w e r  to 

a q u e s t i o n .  If you  g ive  y o u r s e l f  too  m u c h  s e l f - a n a l y s i s  y o u ' l l  n e v e r  

\ 

be s a t i s f i e d .  You get  v e r y  d i s t u r b e d .  

F o r  e x a m p l e ,  if y o u r  wi fe  gave  you  a l e t t e r  to m a i l  to h e r  m o t h e r  

on M o n d a y  and you c a r r i e d  it a r o u n d  in  y o u r  p o c k e t  u n t i l  W e d n e s d a y ,  

and s h e  a s k e d  you  about  it, and you  s a i d ,  "I  f o r g o t  to m a i l  it ,  " s h e  

m a y  a c c e p t  t ha t  a n s w e r .  Y o u ' l l  s e e  why  you  d i d n ' t  m a i l  it  if you  r e v i e w  
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f o r  a m o m e n t  t h e  f a c t  t h a t  i n  t h e  l a s t  c o r r e s p o n d e n c e  y o u r  m o t h e r - i n - l a w  

h a d  w i t h  y o u r  w i f e  s h e  p o i n t e d  o u t  t h a t  s h e  w i s h e d  t h a t  h e r  d a u g h t e r  h a d  

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

h o m e ,  a n d  t h a t  i t  w a s  j u s t  t o o  b a d  t h a t  h e r  h u s b a n d ,  t h e  f i n e  f e l l o w  t h a t  

h e  i s ,  c o u l d n ' t  p r o v i d e  t h e  e q u i p m e n t  a n d  t h e  l u x u r i e s  t h a t  s h e  r e a l l y  

d e s e r v e d  in  h e r  c o n d i t i o n .  T h e n  y o u  a n s w e r  t h a t  q u e s t i o n  a n d  t h a t  g i v e s  

y o u  s o m e  c l u e  a s  t o  why y o u  d i d n ' t  m a i l  t h e  l e t t e r ,  b u t  t h e n  y o u ' v e  g o t  

t o  go  b a c k  a n d  a n a l y z e  t h e  r e l a t i o n s h i p  w i t h  y o u r  m o t h e r - i n - l a w  a n d  

a s k  a w h o l e  s e r i e s  o f  q u e s t i o n s  t h e r e ,  a n d  t h e n  go b a c k  t o  t h o s e  q u e s -  

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

a n d  I d o n ' t  r e c o m m e n d  i t .  

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

i f  h e  i s  w i l l i n g  t o  a s s u m e  s o m e t h i n g  m o r e  o f  a n  o b j e c t i v e  a t t i t u d e  

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

j o b .  I t ' s  a v e r y  s i m p l e  f r a m e w o r k .  I ' l l  g i v e  i t  t o  y o u  in  a m i n u t e .  

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

t u r n e d  o u t  w e l l  o r  w h i c h  t u r n e d  o u t  p o o r l y  o r  w h i c h  t u r n e d  o u t  t o  b e  

s o m e w h a t  m e d i o c r e  i n  t e r m s  of  r e s u l t s .  I t  c a n  b e  a p r o j e c t  t h a t  y o u  

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

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

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

d o w n  t h e  a n s w e r s  a n d  r e f l e c t  o n  t h e m .  

T h e  f i r s t  q u e s t i o n  i s  a s i m p l e  o n e :  W h a t  r e a l l y  h a p p e n e d ?  
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A f t e r  the  t u m u l t  and the  s h o u t i n g  d i e s ,  and you  sa id ,  " T h o s e  f e l l o w s  

a r e  dumb;  t h e y  c a n ' t  u n d e r s t a n d  any th ing ;  and i t ' s  p e r f e c t l y  c l e a r  t ha t  

t h i s  s h o u l d  be  done ,  " wha t  r e a l l y  h a p p e n e d ?  How did you  i n t e r p r e t  

wha t  h a p p e n e d ,  o b j e c t i v e l y ?  

b e i n g  a p a r t i c i p a n t ,  and  a sk :  

P u s h  tha t  a s i d e  as  m u c h  as  you can ,  s t i l l  

What  did h a p p e n ?  S e c o n d l y ,  What  did 

you  d o ?  T h i s  can  a l s o  be:  What  did you  s a y  o r  not  s a y ?  What  did you  

do o r  not  d o ?  Did you  j u m p  a l i n e ?  Did you  j u m p  a c h a n n e l ?  Did 
an 

you  j u m p  o v e r  the  p a r t  ~ f / o r g a n i z a t i o n ?  Did th i s  have  a bad  e f f e c t ?  

Did you  f a i l  to  s e n d  a C a r b o n  copy  to s o m e o n e  who w a s  i m p o r t a n t  in 

t h i s  ? 

A c o m b i n a t i o n  of s i m p l e  e r r o r s ,  you  know, s o m e t i m e s  r u i n s  the  

g r e a t e s t  p l an .  What  did you  d o ?  And,  c e r t a i n l y ,  How was  it i n t e r p r e t e d ?  

Th i s  is  v e r y  i m p o r t a n t .  How w a s  i t  i n t e r p r e t e d  by t h e s e  o t h e r  p a r t i e s  ? 

T h e n  you  s i t  down at  t h i s  s t a g e  and s a y  to y o u r s e l f :  "Wha t  cou ld  

I have  done ,  no t  done ,  o r  done  d i f f e r e n t l y  w h i c h  m i g h t  have  o b t a i n e d  a 

b e t t e r  r e s u l t ? "  T h e r e  is  no a s s u r a n c e  tha t  i t  would ,  but  t h e r e  is s o m e  

a s s u r a n c e  tha t ,  if  you  look  a t  t he  c o m p e t i n g  a l t e r n a t i v e s - - a n d  we a r e  

a l l  w o r k i n g  wi th  c o m p e t i n g  a l t e r n a t i v e s  and  w a y s  of ge t t i ng  t h i n g s  d o n e - -  

you c a n  s e e  in r e t r o s p e c t  a g e n e r a l  gu ide  f o r  u s e  in  f u t u r e  s i t u a t i o n s .  

T h i s  o b v i o u s l y  does  not  i m p l y  t ha t  any  f u t u r e  s i t u a t i o n  w i l l  be  e x a c t l y  

l ike  a p a s t  one .  

S o m e  p e r s o n s  have  done  t h i s .  I have  done  t h i s ,  and it  ha s  b e e n  

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

i d e a s ,  and  to  i n c r e a s e  aga in ,  m o d e s t l y ,  o u r  o b j e c t i v i t y .  In t r a i n i n g  

in h u m a n  r e l a t i o n s  th i s  is  one of the  o b j e c t i v e s .  

I t h i n k  I a m  abou t  to c o n c l u d e ,  a c c o r d i n g  to the  c l o c k ,  fo r  a 

b r i e f  p e r i o d .  I do wan t  to t h a n k  you  fo r  y o u r  v e r y  c o n s i d e r a t e  a t t e n -  

t i on  t h i s  m o r n i n g  to  t h e s e  i d e a ~  w h i c h  a r e  on ly  i d e a ~  on the  s u b j e c t  

of h u m a n  r e l a t i o n s .  T h e r e  a r e  m a n y  s u b j e c t s  t ha t  have  not  b e e n  d e a l t  

wi th ,  and I h a v e n ' t  d e a l t  wi th  t h e m  b e c a u s e  I d o n ' t  know a n y t h i n g  abou t  

t h e m .  But  if you  wan t  to  r a i s e  the  q u e s t i o n s  in a m o m e n t  I ' l l  be  glad 

to t r y  to a n s w e r  t h e m .  

T h a n k  you .  

] 

C O L O N E L  REID:  D r .  H o s l e t t  i s  r e a d y  f o r  you i  ~ q u e s t i o n s .  

DR.  H O ~ L E T T :  S p e a k i n g  of q u e s t i o n s  r e m i n d s  m e  of an  e x - p r o f e s s o r  

f r i e n d  of m i n e  at  C o r n e l l .  B e t w e e n  t e r m s ,  abou t  F e b r u a r y ,  he had  a 

g r e a t  s t a c k  of p a p e r s  to g r a d e ,  and s o m e t i m e s  he  b e c a m e  e m o t i o n a l l y  

u n s t a b l e .  He wen t  down tha t  s t e e p  h i l l  to the  town  of I t h a c a  and had  a 

f ew b e e r s - - a s  a m a t t e r  of f ac t ,  qu i t e  a f ew.  

up the  h i l l .  Tha t  w a s n ' t  t he  w o r s t  p r o b l e m .  

Y o r k ,  t h e r e  is  a s t r e e t  c a l l e d  E a s t  A v e n u e .  

T h e n  he had t r o u b l e  g e t t i n g  

If you  know I t haca ,  New 

The  h o u s e s  w e r e  bu i t t  by  

the  U n i v e r s i t y ,  and t h e y  a l l  look  a l i k e  on E a s t  A v e n u e .  On th i s  p a r t i c u l a r  

e v e n i n g ,  I r e c a l l ,  he was  h a v i n g  t r o u b l e  f i nd ing  h i s  own h o u s e .  So he  

s t a g g e r e d  a l o n g  t h e r e  and  s a w  a l igh t  in  an  u p s t a i r s  w indow in  one  of 

t h e s e  h o u s e s ,  and so  he  wen t  up and r a n g  the  d o o r b e l l .  A w o m a n  c a m e  
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d o w n s t a i r s  a n d  o p e n e d  t h e  d o o r .  He  s a i d ,  " D o e s  P r o f e s s o r  S m i t h  

l i v e  h e r e ? "  S h e  s a i d ,  " A r e n ' t  y o u  P r o f e s s o r  S m i t h ? "  H e  s a i d ,  

" L a d y ,  I ' m  a s k i n g  t h e  q u e s t i o n s .  " 

So,  a s k  t h e  q u e s t i o n s .  

Q U E S T I O N :  D o c t o r ,  I w o u l d  l i k e  t o  h e a r  y o u  e x p r e s s  a n  o p i n i o n  o n  

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

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

D R .  H O S L E T T :  T h a t ' s  a p r e t t y  h a r d  q u e s t i o n .  I d o n ' t  t h i n k  o n e  

c a n  s a y  e v e r y  y e a r ,  e v e r y  t w o  y e a r s ,  o r  e v e r y  f i v e  y e a r s ,  f r o m  a 

p r a c t i c a l  p o i n t  Of v i e w .  In  o u r  o w n  c o m p a n y  we  h a v e  s e m i n a r s  i n  m a n -  

a g e m e n t ,  w i t h  s t r e s s  o n  h u m a n  r e l a t i o n s ,  in  a p r a c t i c a l : w a y ,  I h o p e ,  

e v e r y  y e a r .  T h e y  a r e  v e r y  s h o r t  r e f r e s h e r  p r o g r a m s ,  f o r  3 - 1 / 2  d a y s .  

W h a t  I t h i n k  i s  a b e t t e r  w a y  of  d o i n g  i t  i s  t o  h a v e  w i t h i n  a n  o r g a n -  

i z a t i o n  a c o n t i n u i n g  p r o g r a m ,  o r  a c o n t i n u i n g  c o u r s e ,  j u s t  a s  a t  t h i s  

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

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

in  t e r m s  of  t h e i r  i n d i v i d u a l  zu.=ed o r  i n t e r e s t  o r  d e s i r e ,  i t  i s  a p p r o p r i a t e  

f o r  t h e m  t o  go .  

T h u s  I c a n  s e e  i n  o u r  o w n  c o m p a n y ,  f o r  e x a m p l e ,  a d i s t r i c t  m a n a g e r  

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

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

j ob  t h a t  h e  i s  in ,  b u t  u s i n g ,  w e  w o u l d  h o p e ,  s o m e  d i f f e r e n t  t e c h n i q u e s ~  

a n d  s o m e  n e w  m a t e r i a l s  t o  r e e r e a t e  a s t i m u l u s  a n d  a n  i n t e r e s t .  S o m e  
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o t h e r  m a n a g e r  m i g h t  be  s e n t  e v e r y  o t h e r  y e a r .  P e r h a p s  one  m a n  would  

be  s e n t  e v e r y  y e a r  f o r  t h r e e  y e a r s .  We cou ld  h a v e  a l l  t h o s e  v a r i a t i o n s  

but  t h i s  shou ld  be r e l a t e d  to  an  i n d i v i d u a l ' s  n e e d  and  to  h i s  i n t e r e s t .  

QUESTION:  S i r ,  wha t  p o r t i o n  of A m e r i c a n  b u s i n e s s  has  a d o p t e d  

the  p r a c t i c e s  you  have  b e e n  e x p l a i n i n g ?  A r e  t h e r e  any  b a c k s l i d e r s ?  

A f t e r  t h e y  have  s t a r t e d  do t h e y  c a s t  t h e m  a s i d e  ? 

DR. H O S L E T T :  A l l  of us  a r e  a w a r e  of the  c r i t i c i s m s  tha t  h a v e  

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

L a s t  y e a r  one  of y o u r  a s s o c i a t e s  r a i s e d  t he  q u e s t i o n  of m y  r e a c t i o n  to 

P r o f e s s o r  M c N a i r ' s  w r i t i n g s  and t a l k s  on th i s  s u b j e c t ,  b e c a u s e  he  h a s  

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

on the  d e v e l o p m e n t  of s k i l l s .  

C o m p a n i e s  have  gone  in f o r  h u m a n  r e l a t i o n s  t r a i n i n g  in a b ig  way .  

They have become disappointed, disillusioned, 

they have cut it away back or have modified it. 

and  d i s e n c h a n t e d ,  and  

Th i s  I t h i n k  is m o r e  

r e l a t e d ,  not  to h u m a n  r e l a t i o n s  t r a i n i n g  p e r  s e  but  to m a n a g e m e n t ' s  

a t t i t u d e  t o w a r d  n e w  m e a n s  t ha t  s e e m i n g l y  w i l l  a c h i e v e  g r e a t  o b j e c t i v e s .  

As we a l l  know,  a t  one  po in t  of t i m e ,  c o r p o r a t e  m a n a g e m e n t s  of t he  

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

p o l i t i c a l  a c t i v i t y  a m o n g  e m p l o y e e s .  T h i s  goes  t h r o u g h  a c y c l e  of 

i n t e r e s t  and t h e n  t e n d s  to  s l o u g h  off.  

H u m a n  r e l a t i o n s  t r a i n i n g ,  in wha t  I c a l l  i ts  old f o r m ,  the  "be  n i c e  

to  e a c h  o t h e r  s c h o o l ,  " wen t  t h r o u g h  a t r e m e n d o u s  s u r g e  of i n t e r e s t .  
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T h a t  p a r t i c u l a r  kind of h u m a n  r e l a t i o n s  t r a i n i n g  has  d r o p p e d  off. But  
i n t e r e s t  

in p l a c e  of t ha t  has  c o m e  a m o r e  r e a l i s t i c ] i n  wha t  ha s  b e c o m e  b r o a d l y  

c a l l e d  m a n a g e m e n t  d e v e l o p m e n t .  T h e n  t h e r e  h a v e  b e e n  s o m e  fads  

w i t h i n  m a n a g e m e n t  d e v e l o p m e n t  w h i c h  h a v e  c a u s e d  c o m p a n i e s  to t a k e  

a s e c o n d  look  and r e f i n e  t h e i r  p r o g r a m s .  

T h e r e  is  n o t h i n g  r e a l l y  v e r y  d i s t u r b i n g  abou t  t h i s .  If you t a k e  the  

f i e ld  of i n t e r e s t  in  p e o p l e  and the  d e v e l o p m e n t  of  m a n a g e r s ,  f o r  15 

y e a r s ,  tha t  c u r v e  has  gone l ike  t h i s  ( d e m o n s t r a t i n g  up) and I t h ink  r a t h e r  

s u r p r i s i n g l y  so,  b e c a u s e  in 1955, a t  t he  t i m e  I le f t  C o l u m b i a ,  I had m y  

own h u n c h  t ha t  the  c u r v e  w a s  go ing  s o m e t h i n g  l ike  t h i s  ( d e m o n s t r a t i n g  

down),  t ha t  c o m p a n y  i n t e r e s t  wou ld  s l o u g h  off and would  go in to  a r e c e s s i o n .  

It did s l o u g h  off, o b v i o u s l y  f o r  e c o n o m i c  r e a s o n s ,  bu t  in g e n e r a l  tha t  

c u r v e  has  b e e n  l ike  so  ( u p w a r d )  a m o n g  b u s i n e s s  in g e n e r a l .  

I d o n ' t  t h i n k  a p e r s o n  shou ld  be d i s t u r b e d  about  t he  r e e v a l u a t i o n  

of t r a i n i n g ,  as  we shou ld  r e e v a l u a t e  e v e r y  k ind of p r i n c i p l e  and too l .  

In g e n e r a l  i n t e r e s t  is  i n c r e a s i n g ,  in g e n e r a l  t e r m s  of m a n a g e m e n t  

d e v e l o p m e n t .  T h e r e  is  s o m e  d i s e n c h a n t m e n t  w i th  the  old f o r m  of 

h u m a n  r e l a t i o n s  t r a i n i n g  on b e i n g  n i c e ,  and  t h e r e  is  m o r e  i n t e r e s t  

now in r e a l i s t i c  h u m a n  r e l a t i o n s  t r a i n i n g  of the  type  I was  t r y i n g  to 

expound  on. 

QUESTION:  I have  a r e l a t e d  q u e s t i o n .  You m a y  c o n s i d e r  t ha t  you  

have  a l r e a d y  a n s w e r e d  i t .  How m u c h  r e l u c t a n c e  do you  have  a m o n g  

t h e s e  i n d i v i d u a l  v o l u n t e e r s  fo r  the  c o u r s e s  tha t  you  g ive  ? 
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DR. HOSLETT: R e l u c t a n c e  t o - -  ? 

STUDENT: R e l u c t a n c e  a c t u a l l y  to a t t end  and p a r t i c i p a t e .  

DR. H O S L E T T :  I t ' s  h a r d  to  t e l l .  You d o n ' t  have  a c h o i c e .  I 

don ' t  know.  I don ' t  b e l i e v e  it would  be any  g r e a t e r  t han  the  r e l u c t a n c e  

to a t t end  th i s  c o u r s e .  I don ' t  know if t h e r e  is  a c h o i c e  t h e r e .  I am 

c o m i n g  to  the  po in t  of y o u r  q u e s t i o n ,  w h i c h  i s  a s e r i o u s  q u e s t i o n .  I 

s ay  I d o n ' t  know b e c a u s e  I d o n ' t  know.  

h igh  p e r c e n t a g e  of t h e m  en joy  going .  

All I can guess is that a very 

It's important that people enjoy 

the experience. The last one was at Williamsburg Lodge in Williamsburg, 

Virginia. Perhaps that's why they enjoy going. Or there will be one 

at Princeton Inn, in Princeton, New Jersey. That's not the only reason, 

and not  t he  o v e r p o w e r i n g  one .  

The  G r e e k s  long,  long  ago  sa id ,  "If you a r e  go ing  to  m a k e  l e a r n i n g  

take ,  m a k e  it as  p l e a s u r a b l e  as  you can .  " Not a l l  l e a r n i n g  is  p l e a s u r a b l e ,  

but  you c a n - - n o t  s u g a r c o a t  it, but  s o m e t h i n g  s i m i l a r  to t h a t - - m a k e  the  

c i r c u m s t a n c e s  u n d e r  w h i c h  l e a r n i n g  t a k e s  p l a c e  be p l e a s u r a b l e  c i r c u m -  

stances, 

that. 

and y o u ' l l  get  b e t t e r  r e s u l t s .  T h a t ' s  the  on ly  r e a s o n  fo r  do ing  

it. 

have it. 

nam e s. 

constructive criticisms to make, 

C o m i n g  back  to y o u r  point ,  I t h ink  tha t  a h igh  p e r c e n t a g e  do e n j o y  

We m i s s e d  one y e a r ,  and got m a n y  c o m p l a i n t s  b e c a u s e  we d i d n ' t  

We m a k e  s o - c a l l e d  a n o n y m o u s  e v a l u a t i o n s  and d o n ' t  s i g n  o u r  

We get  c r i t i c i s m s ,  c o m m e n t s ,  and  so  fo r t h .  T h e y  a l w a y s  have  

but  a l w a y s  want  m o r e  of i t .  Th i s  
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doesn't prove it's good, of course. 

But in answering your question, I think there is very little reluc- 

tance. In our particular organization it is one of those rare opportun- 

ities for people from various parts of the country to get together with 

their counterparts and get the great value that there is in just being 

t o g e t h e r  a n d  in  e x c h a n g i n g  i d e a s  a n d  p r o b l e m s .  

a m a n a g e r  t o  k n o w  t h a t  a f e l l o w  in  C h a r l e s t o n ,  

I t  i s  s o m e  s o l a c e  t o  

W e s t  V i r g i n i a ,  i s  

having the same kind of problems as a fellow in Norfolk, Virginia. 

There is some possible value ~hs~in the exchange of ideas, because 

the fellow in Norfolk may have tried something that works pretty well, 

which may be applicable in Charleston--and it may not, too. 

That's why people in this field generally say that perhaps the greatest 

value in management courses comes through contact, informal exchange, 

bull sessions. But you have to have a stimulating formal program where 

you don't get that informal byplay. That's where the crux of the matter 

lies. You've got to have a framework. 

QUESTION: How does the company determine whether or not the 

human relations training program is paying for itself? 

DR. HOSLETT: I don't know. What do you think? This is a tech- 

nique in conference meetings, isn't it? If the speaker doesn't know, he 

says, "Well, what do you think?" This is also a technique you can use 

in developing listening skills, a very important one. Perhaps Jerrold 

should use this with Knowlton. If you at a point in an interview don't 
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want  to g ive  y o u r  op in ion ,  and y e t  t he  o t h e r  p e r s o n  k e e p s  s a y i n g ,  

"Wel l ,  wha t  do you  t h i n k ? "  v e r y  r e a l i s t i c a l l y  in a r e a l  s i t u a t i o n  you  

c a n  v e r y  w e l l  s ay ,  "Wel l ,  I d o n ' t  know.  What  do you t h i n k ? "  

T h i s  is  not  u s i n g  a g a d g e t  f o r  a n e f a r i o u s  p u r p o s e .  It d o e s  have  

the  v a l u e  of g iv ing  you  t i m e  to  t h ink  about  wha t  y o u r  a n s w e r  m i g h t  w e l l  

be,  to be the  b e s t  a n s w e r .  It a l s o  g i v e s  you  a c h a n c e  to get  s o m e  m o r e  

of h is  poin t  of v i e w  so  tha t  when  you  do r e p l y  it c a n  be  r e l a t e d  in p a r t  

t 
to  the  way  he s e e s  the  s i t u a t i o n  and to his~aeeds.  

! 

I d o n ' t  know how a c o m p a n y  c a n  e v a l u a t e  the  v a l u e  of  a h u m a n  r e l a -  

t i o n s  t r a i n i n g  p r o g r a m .  T h e r e  a r e  a f ew s c i e n t i f i c  s t u d i e s ,  as  you  know, 

in  th i s  a r e a ,  w h i c h  a r e  not  v e r y  e n c o u r a g i n g  as  to t a n g i b l e  r e s u l t s  o b t a i n e d .  
and,  

I t h ink ,  a s  in m a n y  a r e a s  of m a n a g e m e n t ,  you  go by  f a i t h / i f  tha t  f a i t h  i s  

s u p p o r t e d  by i n t e r e s t  of p e o p l e  in  it ,  t h e r e  w i l l  be s o m e  t a n g i b l e  i m p r o v e -  

m e n t s  t ha t  you  c a n  poin t  to,  w h i c h  m a y  not  n e c e s s a r i l y  be  e n t i r e l y  due  

to t r a i n i n g ,  b e c a u s e  t h e r e  a r e  a l w a y s  o t h e r  f a c t o r s  h a v i n g  i n f l u e n c e ,  

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

m o r e  t h a n  h u m a n  r e l a t i o n s  t r a i n i n g - - I  t h i n k  f i n a l l y  y o u ' v e  got to f a c e  

up to the  f ac t  tha t ,  if  y o u ' v e  had a p r o g r a m  f o r  5 o r  10 y e a r s ,  y o u ' v e  

got to d e c i d e  w h e t h e r  t he  c o m p a n y  is  d o i n g  b e t t e r .  T h e r e  a r e  v a r i o u s  

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

m a n a g e r s  r e a d y  to s t e p  in to  s p o t s - - p o s i t i o n s  tha t  a r e  v a c a t e d .  You h a v e  

a s e r i e s  of i n d e c e s .  

It is  not  c o n c l u s i v e  tha t  m a n a g e m e n t  d e v e l o p m e n t  h e l p s  100 p e r c e n t  
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in achieving these objectives, or 50 percent, but it is a matter again 

of judgment. That's about the best answer I can give to your question. 

QUESTION: Do you have both top management and middle management 

in the same group? 

DR. HOSLETT: We don't in these particular seminars. We have 

so-called district managers, who are first-level supervisors of sales- 

men, in separate meetings with their own associates. Then we have a 

middle-man group which has 2 or 3 levels, and we have our vice presidential 

group in our own level. 

This again is one of those iffy questions: Is it better to mix levels 

or not mix levels ? Where the status differences are not too great I see 

no problem in mixing levels. We do it in that middle group. We have 

several levels in there that don't seem to give us any particular prob- 

lem in terms of real communication with each other when you get them 

together. So, if they don't have a real problem of communicating when 

you get them together, even though there are several levels, why not do 

it7 It's a little more economical. 

I hate to generalize on that one, but I would think that if I were 

starting a program I would start on the safe basis of taking it level by 

level. 

QUESTION: Early in your lecture you stated that it does not necess- 

arily follow that leaders have certain characteristics, such as emotional 

control, dominance, et cetera. 
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• 4 "  ~ ' j  

DR. H O S L E T T :  T h e y  h a v e  s o m e .  

S T U D E N T :  You i n d i c a t e d  to m e ,  o r  I i n t e r p r e t e d  it ,  t ha t  l e a d e r s  

a r e  b o r n  and not  m a d e .  Tha t  b e i n g  the  c a s e ,  a r e  we t r a i n i n g  p e p p l e  

to be  m a n a g e r s  who m a y  not  be  the  m a t e r i a l  to b e g i n  wi th  ? 

DR.  H O S L E T T :  We m a y  be t r a i n i n g  p e o p l e  to be  m a n a g e r s  who 

don ' t  have  the  m a t e r i a l  to  b e g i n  wi th .  You s e e  I a m  t a l k i n g  in t e r m s  of 

adu l t  e d u c a t i o n .  I t h i n k  a g r e a t  m a n y  t h i n g s  t h a t  a r e  s e l f - e v i d e n t  c a n  

be  done  to,  wi th ,  and f o r  p e o p l e  w h e n  t h e y  a r e  c a u g h t  at  an  e a r l y  a g e .  

You know tha t  f r o m  b e i n g  in  the  m i l i t a r y .  You a r e  in a s e n s e  f o r m i n g  

c h a r a c t e r  and  h e l p i n g  to d e v e l o p  p e r s o n a l i t y  t r a i t s .  Al l  t ha t  I w a s  t r y i n g  

to  s a y  was  tha t  w h e n  we get  a s  old as  we a r e  h e r e  tha t  f o r m a t i o n  p e r i o d  

has  t a k e n  p l a c e ,  e x c e p t  in v e r y  r a r e  i n s t a n c e s ,  and  tha t  t he  b e s t  we c a n  

hope f o r  is  s o m e  p e r c e n t a g e  of i m p r o v e m e n t  in p e r f o r m a n c e  t h r o u g h  the  

b e s t  k ind  of t r a i n i n g  s t i m u l u s  tha t  we  c a n  c o n c o c t ,  t h r o u g h  the  b e s t  k ind  

of s u p e r v i s i o n  tha t  we  c a n  get  the  o r g a n i z a t i o n  to w o r k  w i t h - - v e r y  m o d e s t  

g o a l s  in t e r m s  of p e r f o r m a n c e  on j o b s - - r e l a t e d  to p e o p l e ,  but  p e r f o r m a n c e  

on j o b s .  

QUESTION:  We r e a d  qu i te  a b i t  a b o u t  t he  d i f f i c u l t y  of u n d e r s t a n d i n g  

b e t w e e n  l a b o r  and m a n a g e m e n t .  I w o n d e r  if on tha t  s c o r e  we  a r e  do ing  

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

DR. H O S L E T T :  I w i s h  I cou ld  r e s p o n d  to  tha t  ques t ion ,  but  I know 

v e r y  l i t t l e  abou t  t he  l a b o r  o r g a n i z a t i o n - - I  s a y  tha t  qu i t e  f r a n k l y - - o r  

l a b o r  l e a d e r s .  It so  h a p p e n s  tha t  t h i s  c o m p a n y  I a m  wi th  now, wi th  abou t  
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8500  e m p l o y e e s ,  i s  n o t  u n i o n i z e d ,  a n d  w e  h a v e  n e v e r  b e e n  f a c e d  w i t h  

t h a t  p r o b l e m .  I a m  n o t  e n o u g h  o f  a g e n e r a l i s t ,  a n d  I h a v e n ' t  e d u c a t e d  

m y s e l f  e n o u g h  to  k n o w  w h a t  o n e  s h o u l d  do  in  w o r k i n g  w i t h  l a b o r  l e a d e r s  

a n d  e d u c a t i n g  t h e m .  I j u s t  h a v e  t o  b e g  of f .  I a m  s o r r y ,  b u t  I d o n ' t  k n o w .  

I t ' s  b e t t e r  t o  s a y  I d o n ' t  k n o w  t h a n  t o  m a k e  a m e s s  of  i t .  

QUESTION: I a m  j u s t  c u r i o u s ,  a s  a p r a c t i c a l  m a t t e r ,  a s  t o  t h e  
f 

e x t e n t  t o  w h i c h  y o u  p a r t i c i p a t e  i n  t h e  h i r i n g  o r  f i r i n g  p r o c e s s  i n  y o u r  

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

h u m a n  r e l a t i o n s .  I s h e  g o i n g  t o  b e  a s u c c e s s f u l  e x e c u t i v e ,  o r  h a s  e v e r y -  

t h i n g  b e e n  t r i e d  w i t h  :~the e x i s t i n g  e x e c u t i v e  w h o  i s  g o i n g  t o  b e  f i r e d  o r  

w h o  h a s  r e a c h e d  t h e  e n d  of  t h e  l i n e ?  H a s  n o t h i n g  b e e n  s u c c e s s f u l  in  

t r y i n g  t o  i m p r o v e  t h e  t e c h n i q u e s  o f  t h e  e x i s t i n g  e x e c u t i v e  ? 

D R .  H O S L E T T :  I d o n ' t  k n o w  t h a t  I u n d e r s t a n d  t h e  q u e s t i o n .  T h a t  

i s  n o t  a r e f l e c t i o n  or~ y o u  b u t  o n  m e .  M a y b e  I m i s c o m m u n i c a t e d .  P r o b a b l y  

y o u  g o t  t h e  i d e a  t h a t  iI a m  r a t h e r  t o u g h  on  t h e  e v a l u a t i o n  o f  p e o p l e ,  a n d  

t h a t  i f  p e o p l e  d o n ' t  m e a s u r e  u p  w i t h i n  a r e a s o n a b l y  s h o r t  p e r i o d  o f  

t i m e  t h e y  o u g h t  t o  b e  f i r e d .  L e t  m e  t r y  t o  c o r r e c t  t h a t  a l i t t l e  b i t .  
i 

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

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

c o m e s  t o  t h e  c o n c l u s i o n  t h a t  t h i s  i s  n o t  a g o o d  m a t c h ,  a l s o  c o m e s  to  

t h e  c o n c l u s i o n  t h a t  h e  c a n ' t  m a k e  a m a t c h  e l s e w h e r e  in  t h e  o r g a n i z a t i o n  

in  d i f f e r e n t  d i v i s i o n s .  I d o n ' t  w a n t  t o  l e a v e  t h e  i m p r e s s i o n  t h a t  t h i s  i s  

d o n e  in  a v e r y  qu ick ,  h a r d h e a r t e d ,  o f f h a n d  w a y ,  b e c a u s e  i t  i s n ' t .  
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Our own performance reviews of individuals are at least annual. 

The individual makes a review of his own performance and his own 

areas for improvement and what he intends tO do the next year, At 

the same time, his boss and one or two other superiors,  plus a third 

person who is a coordinator, is making a review of this individual's 

performance. Then the individual comes in and tells his boss--only 

his boss, not a bunch of superiors--what  he thinks of himself, what 

he thinks he should do to improve, with a timetable for it, and practical 

steps. They discuss this and come to some conclusion. The man rates 

his own performance, which he deems to be standard, satisfactory, 

below standard, or above standard, and his boss does, and they compare 

both evaluations. 

A new man does this more than once a year, so there is no opportunity 

for a fellow to come in and be sloughed off in a short period without 

getting attention. This is very carefully controlled. 

The point I am making--and I am not talking so much about my own 

company as about many other companies--is that it is a disservice to 

the individual to bring him in and keep him around if he really doesn't 

fit. This is done in a high percentage of cases because management is 

weak and is not facing up to hard problems in dealing with people in 

not saying, "Well, we have tried our best and you have tried your best, 

and we have gone through two years of this now and it just is not working. 

WTlat are we going to do about it ?" 
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QUESTION: At what  l e v e l  o r  l e v e l s  do you a d v o c a t e  f a c e - t o - f a c e  

c o m m u n i c a t i o n  and no~ have  a m e s s a g e  go t h r o u g h  a n u m b e r  of c h a n n e l s  ? 

DR. H O S L E T T :  I i n d i c a t e d  at e v e r y  l e v e l  and b e t w e e n  e v e r y  l e v e l .  

I t h i n k  we a r e  ge t t i ng  at what  k inds  of c o m m u n i c a t i o n  can  b e t t e r  be  t r a n s m i t t e d  

o r a l l y ,  and what  k inds  a r e  b e t t e r  t h r o u g h  w r i t t e n  m a t e r i a l .  In a l a r g e  

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

w r i t t e n  c o m m u n i c a t i o n  has  to c a r r y  the  b u r d e n  of i n f o r m a t i o n  up and 

down that  is  n e c e s s a r y  fo r  the  r u n n i n g  of the  o r g a n i z a t i o n .  That  is 

s e l f -  e v i d e n t .  

The  f a c e - t o - f a c e  i n t e r p r e t a t i o n  of t h o s e  r u l e s ,  r e g u l a t i o n s ,  and 

m a n u a l s ,  and p o l i c i e s  is  v e r y  v e r y  s i g n i f i c a n t .  We a l l  know tha t .  We 

a l l  know tha t  r u l e s  can  be  m a n i p u l a t e d ,  a d j u s t e d ,  changed ,  and a v o i d e d ,  

and not fo l lowed ,  s o m e t i m e s  fo r  v e r y  good r e a s o n s .  But i t ' s  wha t  h a p p e n s  

in t e r m s  of i n t e r p r e t a t i o n  tha t  I t h ink  is  v e r y  s ignif ican% b e t w e e n  a 

s u p e r i o r  and a s u b o r d i n a t e .  

The  s a m e  th ing  I t h ink  is t r u e  in u p w a r d  c o m m u n i c a t i o n .  I t h ink  the  

s u p e r i o r  has  s o m e  r e s p o n s i b i l i t y  in any  r e a s o n a b l y  w e l l - r u n  o r g a n i z a t i o n  

to t r y  to  i n t e r p r e t  u p w a r d  what  p e o p l e  at h is  l e v e l  and  b e l o w  a r e  t h i n k i n g  

and s u g g e s t i n g ,  and r e a c t i n g  to.  Th i s  is  a v e r y  h a r d  c h a n n e l  to k e e p  

open.  We a l l  know tha t .  When t h o s e  r e g u l a r  l i n e s  f a i l  to  do so,  t h e n  

what  m a n y  m a n a g e r s  do is to have  s o m e  l i s t e n e r s  down t h r o u g h  the  

o r g a n i z a t i o n ,  who r e p o r t  up to h im d i r e c t l y  on wha t  t h e y  a r e  h e a r i n g  

and f i nd ing  out.  Th i s  is  an  a r t i f i c i a l  way of ge t t i ng  c o m m u n i c a t i o n  w h i c h  
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s h o u l d  c o m e  up t h r o u g h  the  l i ne .  

C O L O N E L  REID:  D r .  H o s l e t t ,  on b e h a l f  of t he  C o l l e g e ,  we  

c e r t a i n l y  t h a n k  you  f o r  g iv ing  us the  i n s i d e  of b u s i n e s s  on the  c u r r e n t  

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

C o u r s e .  

DR. H O S L E T T :  T h a n k  you .  
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