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COMMUNICATIONS IN HUMAN RELATIONS 

27 S e p t e m b e r  1960 

COL.  C O L l i E R :  G e n e r a l  Mundy, Gent lemen:  The m e r e  s t a t e -  

m e n t  that  th is  s p e a k e r  is  p r e s e n t i n g  his seven th  l e c t u r e  at  the I n d u s t r i a l  

Col lege should suff ice  as  an in t roduc t ion .  But I don ' t  get  up he re  v e r y  

often and I ' m  not going to let  you off that  e a s y .  

In our  s tudy  of human  r e l a t i o n s  we have c o v e r e d  m a n y  r e a s o n s  why 

people ac t  l ike people and not l ike m o n k e y s .  We know tha t  i t  is  n e c e s s a r y  

to have condi t ions which mo t iva t e  them to work  h a r m o n i o u s l y  t o w a r d s  

c o m m o n  goa l s .  But how do we b r ing  about  s a t i s f a c t o r y  r e l a t i o n s  in our  

soc ie ty ,  p a r t i c u l a r l y  in i ndus t ry ,  and m o r e  s p e c i f i c a l l y  in one company  in 

indus t ry .?  Obviously ,  unde r s t and ing  one ano the r  is  a p r e r e q u i s i t e  for  

work ing  t oge the r .  

Communica t i ons  in human r e l a t i o n s ,  our  l e c tu re  for  today,  is p e r h a p s  

the key  f ac to r  or  condit ion in developing any s u c c e s s f u l  i n d u s t r i a l  r e l a t i o n s  

p r o g r a m .  The s p e a k e r ,  Mr .  Wi l l iam Oncken,  J r . ,  has  had a b r o a d  

a c a d e m i c  background ,  plus ex tens ive  e x p e r i e n c e ,  in the f ie ld of m a n a g e -  

men t  consu l tan t .  At p r e s e n t  he is a p r i n c i p a l  m e m b e r  of the m a n a g e m e n t  

consu l tan t  f i r m  of R i c h a r d s o n ,  Bel lows,  H e n r y  and Company .  He is  

widely  r e c o g n i z e d  and f r equen t ly  sought  a s  a luncheon and banquet  s p e a k e r ,  

educa t iona l  a d v i s e r ,  and m e m b e r  of employee  r e l a t i o n s  b o a r d s  of na t ional  

a s s o c i a t i o n s .  His l e c t u r e s  have been so s u c c e s s f u l  a t  th i s  col lege  tha t  

we anx ious ly  awai t  his annual  p r e s e n t a t i o n .  

M r .  Oncken,  i t  is  a p l e a s u r e  to in t roduce  you to the C l a s s  of 1961. 



MR. ONCKEN: Thank you, Colone l  C o l m e r ;  and good m o r n i n g .  

I saw a ca r t oon  in one of the New York evening  p a p e r s  about  a y e a r  

ago which showed a boss  s i t t ing  in his  w a l l - t o - w a l l  c a r p e t e d  off ice,  with 

o r i g i n a l  oi l  pa in t ings  on the wall ,  and m a h o g a n y  desk ,  and a squawk box 

a p p a r e n t l y  wi red  into the old m a n ' s  panic  button,  so it  showed he was a 

wheel .  And he 'd  jus t  c a l l ed  in one of his  long- fa i th fu l  e m p l o y e e s ,  Cha r l i e ,  

who looked l ike he was within about t h r ee  or  four  y e a r s  of r e t i r e m e n t ,  

and he l eaned  back  and he was saying:  " C h a r l i e ,  we 've  been  o b s e r v i n g  

your  p e r f o r m a n c e  now for  the pas t  twen ty - f ive  y e a r s ,  and we 've  come to 

the conc lus ion  that  y o u ' r e  not  quite what w e ' r e  looking f o r . "  Wha teve r  

e l se  m a y  have t r a n s p i r e d  be tween Char l i e  and the boss ,  t h e r e  was no 

c o m m u n i c a t i o n .  The re  m a y  have been  t a lk ing  in one d i r ec t ion ,  t a lk ing  

in the o the r ,  they  m a y  be con fe r r i ng ,  but t h e r e  was no c o m m u n i c a t i o n .  

So m y  def in i t ion  of c o m m u n i c a t i o n  th is  m o r n i n g  wi l l  be th is :  Com-  

m u n i c a t i o n  is the chain  of u n d e r s t a n d i n g  tha t  i n t e g r a t e s  an o r g a n i z a t i o n  

f rom top to bot tom and f r o m  bot tom to top. It is  the chain  of u n d e r s t a n d -  

ing tha t  i n t e g r a t e s  an  o r g a n i z a t i o n  f rom top to bot tom and f r o m  bot tom to 

top.  It is ,  t h e r e f o r e ,  not to be confused  with pape r  t r a n s m i s s i o n s  down, 

pape r  t r a n s m i s s i o n s  up, o r  o r d e r - g i v i n g  down or  "Aye aye,  S i r ' s "  up. 

These  th ings  a r e  only  e f fec t ive  i f  t he r e  has  a l r e a d y  been e s t a b l i s h e d  a 

chain  of unde r s t and ing ,  for  if  th i s  chain  does not a l r e a d y  exis t ,  then  o r d e r -  

giving is  l i ke ly  to come a c r o p p e r ,  as wel l  as  a r e  r e p o r t s  in the fo rm  of 

"Aye aye,  S i r ' s "  going up the l ine .  So w e ' ~ e  going to t a lk  about  th is  cha in  

of u n d e r s t a n d i n g  tha t  m a k e s  these  o the r  things that  have the a p p e a r a n c e  



of c o m m u n i c a t i o n  work.  

We use  the p h r a s e  " cha in  of u n d e r s t a n d i n g "  a d v i s e d l y  because  i t  

m a k e s  us a l l  th ink  of ano the r  kind of cha in  tha t  we a r e  a l l  f a m i l i a r  with.  

This  o ther  cha in  is  the chain  of command .  We a l l  know f rom e x p e r i e n c e  

that ,  g iven a l i t t le  thought,  

and v e r y  e a s y  to ma in t a in .  

a chain  of c o m m a n d  is v e r y  ea sy  to devise  

F r o m  m y  own e x p e r i e n c e  I know tha t  a l l  you 

r e a l l y  n~ed to do is to use  a l i t t l e  m a n a g e m e n t  know-how, get y o u r s e l f  a 

g r ea t ,  big, brown piece  of pape r ,  put it  on something  - f la t  l ike  a table ,  

get  y o u r s e l f  a T - s q u a r e ,  a pa i r  of d iv ide r s ,  and a sha rp  HH penc i l ,  and 

you s t a r t  d rawing  boxes .  But when you 've  got th is  th ing f i l l ed  with boxes ,  

you should  s tand back and view your  p roduc t  with p e r s p e c t i v e  to make  

su re  tha t  you have wound up with m o r e  boxes  at  the bot tom than you s t a r t e d  

out with at  the top.  If you come out any  o the r  way, i t  shows you 've  got 

no t a l en t  for  m a n a g e m e n t  work .  

You then wr i t e  in pos i t ion  t i t l e s ,  func t iona l  s t a t e m e n t s ;  and if  you 

a r e  p a r t  of a Civi l  Se rv ice  type m i l i t a r y  o rgan iza t i on ,  th is  m u s t  a l so  be 

fol lowed by job d e s c r i p t i o n s  cove r ing  what goes  on in each  box. These  

don ' t  fit  on the cha r t ;  so you fi le t hem.  But t ha t ' s  no loss ,  because  you ' l l  

n e v e r  r e f e r  to them again  anyway.  

Having done th i s ,  you then f r a m e  the p roduc t ,  a f t e r  having pas t ed  

in the p i c t u r e s  of the i ncumben t s ,  e s p e c i a l l y  those  t oward  the top, the 

whee l s .  And then you get th i s  th ing pos ted  in some  p r o m i n e n t  pos i t ion  

in the h e a d q u a r t e r s  bui lding of the i n s t a l l a t i on ;  and the pu rpose  of doing 

tha t  is  to s e r v e  not ice  on a l l  p a s s e r s b y  as  to who is en t i t l ed  to needle  whom 
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about  what.  Tha t ' s  a l l  i t ' s  for .  In m y  e x p e r i e n c e ,  the h ighe r  you go, 

the s h a r p e r  th i s  needle  b e c o m e s ;  and the lower  you go, the c l o s e r  you get 

to the 40 -hour  week.  And th is  exhaus t s  m y  knowledge o f  the chain  of 

c o m m a n d .  Tha t ' s  a l l  t h e r e  i s  to i t .  

However ,  to make  this  th ing work  as  the words  on it  s ay  i t ' s  supposed  

to work,  a chain  of u n d e r s t a n d i n g  m u s t  be p rov ided ,  for  without  i t ,  i t  

won ' t  work .  As a m a t t e r  of fact ,  we f r e q u e n t l y  run  into th is  p h r a s e  in 

m a n a g e r i a l  a f f a i r s ,  "I t  won' t  w o r k . "  Or  "We t r i e d  i t  once and i t  fe l l  

f lat  on i ts  f a c e . "  Now, th i s  " i t "  m a y  be a f o rm  of o rgan i za t i on ,  it  m a y  

be a s y s t e m  of p r o c e d u r e j  or  wha t -no t .  And I am su re  you r ecogn i ze  

f r o m  e x p e r i e n c e  tha t  " i t "  neve r  works ,  tha t  " i t "  a lways  fa l l s  f lat  on i ts  

face. 

The fact  of the m a t t e r  is  that  t he se  th ings  n e i t h e r  work  or  don ' t  

w o r k ,  t hey  n e i t h e r  fa l l  f lat  on t he i r  face or  don ' t  f a l l  f la t  on t h e i r  face,  

I t , s the  people  that  don ' t  work it, or i t 'S the  people  that  fe l l  f la t  on t he i r  

faces  t r y ing .  Never  the s y s t e m .  And pe rhaps  th i s  is  the r e a s o n  why 

so much  ef for t  is  made  in changing s y s t e m s  and p r o c e d u r e s  and r e v i s i n g  

o r g a n i z a t i o n  p a t t e r n s - - b e c a u s e  of the be l i e f  in the f ic t ion  that  " i t "  wil l  

somehow or  o ther  work.  

Peop le  can make  a poor  fo rm of o rgan i za t i on  work;  and the bes t  

fo rm of o r g a n i z a t i o n  in the world,  left  to i t se l f ,  wi l l  fa l l  f lat  on i t s  face.  

The cha in  of unde r s t and ing  is the key  to what  works  and doesn ' t  work .  

Well,  now, having sa id  th is ,  we want to take  ano the r  s tep ,  and that  

is  that  i f  t he re  is to be a chain  of unde r s t and ing  i n t e g r a t i n g  the o rgan i za t i on  
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and t h e r e b y  l ink ing  these  v a r i o u s  boxes ,  i t ' s  n e c e s s a r y  tha t  each  incumben t  

in each box be speak ing  the s a m e  language .  You m a y  say  tha t  th i s  i s  a 

r a t h e r  a c a d e m i c  o b s e r v a t i o n ,  because  in th i s  coun t ry  e v e r y o n e  sp e a ks  

the s a m e  language .  However ,  I ' m  s u r e  tha t  in your  e x p e r i e n c e  you have 

run  into  c i r c u m s t a n c e s  where  p e r h a p s  an ind iv idua l  m a y  have s a i d  to you 

tha t  h e ' s  been in his  p r e s e n t  job now for  two or t h r e e  y e a r s ,  he r e s p e c t s  

of 
h i s  b o s s '  compe tence  and a l l  of t h a t - - a s  a m a t t e r  ,fact, t h e y ' r e  both in 

the s a m e  l ine  of w o r k - - h o w e v e r ,  h e ' l l  s a y  to you :  "In  the l a s t  two y e a r s  

I ' ve  come to the conc lus ion  tha t  m y  boss  and I do not speak  the s a m e  l an -  

guage;  and I doubt whe the r  we e v e r  w i l l . "  What he m e a n s  i s ,  he wants  

out. 

Or p e r h a p s  you 've  run  into some  boss  who r a n  into somebody  who 
th ick ,  

had a F o r m  57 a n  inch and a h a l ~  m e a n i n g  he was the b e s t - q u a l i f i e d  m a n  

on the r e g i s t e r ,  

wel l  qua l i f ied .  

n e v e r  wi l l .  

p a p e r - w i s e .  And a f t e r  two y e a r s  h e ' l l  admi t  tha t  h e ' s  

But  he d o e s n ' t  speak  the s a m e  language ,  and p r o b a b l y  

What he wants  to do i s  to t r y  to find out how he can f i r e  th i s  

guy. 

Now, he doesn ' t  want  to f i r e  him b a s e d  upon compe tence ,  b e c a u s e  

he can ' t  get  h im on that ,  you s e e .  He knows his  s tuff .  And he m i g h t  not 

even be able to f i r e  h im on ob jec t ive  c o n s i d e r a t i o n s  of p e r f o r m a n c e  e i t h e r .  

He m a y  be doing what i t  s a y s .  But s t i l l  t hey  don ' t  t a lk  the s a m e  language ,  

th i s  i s  c r u c i a l  in  t h e i r  work ing  r e l a t i o n s h i p ,  and t h e r e f o r e  he wants  to 

get r i d  of h im.  T r y  to make  tha t  one s t i ck  with the Civ i l  Se rv ice  C o m m i s -  

s ion  and see  where  you get .  But th i s  i s  one of the p r o b l e m s .  ~ 



I ' m  not mak ing  fun of the Civ i l  Se rv ice  C o m m i s s i o n  because  I ' m  an 

ou t s ide r  looking in and mak ing  fun. I was  once a Civ i l  Se rv ice  p e r s o n n e l  

o f f i ce r .  Th is ,  of c o u r s e ,  m a y  co lo r  e v e r y t h i n g  I s a y  h e r e a f t e r  in  an unfav-  

o rab le  l ight .  But th i s  chain  of u n d e r s t a n d i n g  depends  on people  spe a k ing  

the s a m e  language .  

To r e a l l y  put i t  down, I could find m y s e l f  in F r a n c e ,  

some  r e a s o n  tha t  I c a n ' t  now an t i c ipa t e .  I once s tud ied  p h y s i c s .  I ' m  not 

qua l i f ied  a n y  longer  as  a p h y s i c i s t ,  but I th ink I could t each  i t .  I could 

go down to some  e m p l o y e r  and h i r e  m y s e l f  out as a jun io r  p h y s i c i s t ,  work -  

ing for  a F r e n c h m a n  who ' s  a l so  a p h y s i c i s t .  

Well ,  you know p e r f e c t l y  wel l  tha t  even though we have the s a m e  

background ,  and I m a y  be fu l ly  qua l i f i ed  in p h y s i c s  f rom m y  s tandpoin t ,  

when he s t a r t s  t a lk ing  to me,  he wi l l  t a lk  to me  in F r e n c h ,  because  he 

has  no choice ,  because  he knows no E n g l i s h .  And I wi l l  be l i s t e n i n g  to 

him in Eng l i sh ,  for  I have no choice  e i t h e r .  I don ' t  happen to know any 

F r e n c h .  Now, when h e ' s  t a lk ing  to me  in F r e n c h  and I ' m  l i s t e n i n g  to h im 

in Eng l i sh ,  we have o u r s e l v e s  a p r o b l e m ,  which in the Navy  we u s e d  to 

"sn ^ " ca l l  aIu. The textbook w r i t e r s  ca l l  i t  " " " - a d m l m s t r a t l v e  d e a d l o c k . "  

My p h r a s e  for  it  is  " O u r  whee ls  a r e  s p i n n i n g . "  In t e r m s  of our  jo in t  r e l a -  

t i onsh ip  which i s  p rov ided  for on the o r g a n i z a t i o n  c h a r t  by a v e r t i c a l  l ine 

connec t ing  the two of us,  tha t  l ine  i s  not f u n c t i o n i n g - - t h e  one tha t  connec t s  
And ye t  

us .  A~t i s  t h e r e  for  a pu rpose  and tha t  pu rpose  i s  be ing  v i t i a t ed .  

T h e r e  a r e  two ways  in which the company  could so lve  tha t  p r o b l e m .  

One is  to s e p a r a t e  the  two of us,  put me  on the g round  f loor  in the no r th  

p e r h a p s ,  t h rough  
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w i n g  and  put  h i m  on the  top  f l o o r  in  the  s o u t h  wing ,  and  have  no do t ted  o r  

s o l i d  l i n e s  c o n n e c t i n g  u s .  T h i s  would  m a k e  us  i n d i v i d u a l  c o n t r i b u t o r s ,  

and  we would  now be m a k i n g  m o n e y  fo r  the  c o m p a n y  i n d e p e n d e n t l y .  We 

don ' t  have  to  t a l k  to e a c h  o t h e r .  But ,  on the  o t h e r  hand,  i f  i t  t u r n s  out 

we have  to t a l k  to e a c h  o t h e r ,  I ' v e  got  to  r e p o r t  to h i m ,  t h e n  the  on ly  

s o l u t i o n  t hen  i s  to  s ee  to i t  t ha t  one of us  l e a r n s  the  o t h e r  f e l l o w ' s  l a n g u a g e .  

And,  r a n k  h a v i n g  i t s  p r e r o g a t i v e s  the  way  i t  h a s ,  you know w h i c h  of the  

two of us  i s  go ing  to  wind  up go ing  to n igh t  s c h o o l .  

Wel l ,  now, you  m a y  s a y :  "We l l ,  B i l l ,  wha t  a r e  t h e s e  l a n g u a g e s  t h a t  

r u n  a r o u n d  in e v e r y  o r g a n i z a t i o n  ? You c l a i m  t h a t  t h e r e  a r e  d i f f e r e n t  
cross 

ones, which, when they get caught ,]~ wise, defeat the organized purpose 

that the people have in mind, and which, when in parallel or translated, 

tend to enable an organization to do something that adds up to far more 

than the separate individual efforts of the members." 

Well, now, I hope that you've got this thing sitting down in front of 
(referring to printed sheet). 

you] Just lay it right on your lap, so we're both looking at the same thing. 

This thing is divided up into quadrants. It has no title, on purpose, 

because, if it did have, every one of us would slot it in some particular 

part of our concept of the subject matter of management; and this is what 

I don't want. Our talk will be the context of what we have here. But if 

we take the second quadrant--trigonometrically speaking the second quad- 

rant, which is the upper left-hand corner--we,ll start there. 

These words "planning, organizing, directing, coordinating, and 

controlling" are one of the languages that runs around in every organization, 
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and has  to. These  a r e  the  ba s i c  E n g l i s h  words  of the language  of m a n a g e -  

men t .  It i s  the language  in which e v e r y  boss  speaks  to h is  s u b o r d i n a t e s .  

The boss  t r i e s  to get  a c r o s s  to h is  s u b o r d i n a t e s  the a n s w e r s  to the fo l low-  

ing ques t ions :  "What  a r e  we a i m i n g  for  and why?  Who 's  invo lved  and 

how? Who does what  and when7 Who i n f o r m s  whom and about wha t?  

Who judges  r e s u l t s - - a n d  by what s t a n d a r d s 7 "  

Now, i f  I ' m  work ing  for  you and I ' m  hazy  on your  a n s w e r s  to a m a j o r -  

i ty  of t hese  ques t ions ,  you and I wi l l  n e v e r  c o m m u n i c a t e ,  i f  I ' m  hazy .  

You m a y  look at  t h e s e  and s m i l e  and Say to y o u r s e l f :  "Wel l ,  I 've  n e v e r  

been  in a job where  I w a s n ' t  r e a s o n a b l y  hazy  about m y  b o s s '  i dea s  and 

what  the  a n s w e r s  to t h e s e  ques t ions  a r e .  'What  a r e  we a iming  for  and 

w h y ? ' - - t h a t  s e e m s  to sh i f t  e v e r y  day.  'Who ' s  invo lved  and how7 ' - - t h i s  

i s  any m a n ' s  g a m e - - s u r v i v a l  of the f i t t e s t .  'Who does what  and w h e n ? ' - -  

i t  a l l  depends  on when the p r e s s u r e  is  on. 'Who i n f o r m s  whom and about 

w h a t ? '  P l a y  your  c a r d s  c lose  to y o u r s e l f .  Don ' t  t e l l  anybody  any th ing  

tha t  you don ' t  th ink  t hey  need to know, b e c a u s e  you c a n ' t  t e l l  what  t h e y ' r e  

going to do with the  i n f o r m a t i o n  once t h e y  get  i t .  'Who judges  r e s u l t s  and 

by what s t a n d a r d s ? '  Th i s  m i g h t  be lef t  c o m p l e t e l y  unsa id ,  b e c a u s e  if  you 

s a y  what s t a n d a r d s  y o u ' r e  going to judge a m a n ' s  e f fo r t s  by, then  y o u ' r e  

going to have to s t i ck  with tha t .  On the o the r  hand, i f  you leave  th i s  unsa id ,  

he d o e s n ' t  know what h e ' s  shoot ing  for,  and t h e r e f o r e  you can a lways  h a r -  

poon h im with the Monday m o r n i n g  q u a r t e r b a c k . "  

As a m a t t e r  of fact ,  i t  a p p e a r s  tha t  one of the m o s t  e f fec t ive  f o r m u l a s  

for  s u c c e s s  in b u s i n e s s  i s  to see  to i t  tha t  your  f o r e s i g h t  is  b e t t e r  than 
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your  bos s '  h inds igh t  i s  going to be s ix  mon ths  f r o m  now. Th i s  i s  known 

as  c l a i r v o y a n c e ,  which m o s t  people  don ' t  be l i eve  in; and yet  i t  m u s t  ex i s t  

or  t h e r e  wou ldn ' t  be as  m a n y  people  s u c c e s s f u l  in your  l ine of work  and 

a l so  in b u s i n e s s .  

Well ,  t h i s  language  he re  is  the  language  of m a n a g e m e n t ;  and we jus t  

s t  a~e th i s  p r o p o s i t i o n  f la t ly :  tha t  i f  the people  in the o r g a n i z a t i o n  do not 

u n d e r s t a n d  ~velLenough the a n s w e r s  to t he se  ques t ions  as  t hey  a r e  con-  

ce ived  in the old m a n ' s  mind,  t h e y  have not been c o m m u n i c a t e d  with.  I t ' s  

tha t  s i m p l e .  

Now, of cou r se ,  as  we a l l  s i t  he r e ,  n a t u r a l l y  y o u ' r e  not th ink ing  of 

your  p r e s e n t  boss ,  b e c a u s e  y o u ' r e  not p a r t  of an o r g a n i z a t i o n a l  s t r u c t u r e  

r igh t  now. But I ' l l  bet  you tha t  y o u ' r e  th ink ing  back  to some  bos s  tha t  

you had, whose i n a b i l i t y  to get  t h e s e  th ings  a c r o s s ,  or  u n w i l l i n g n e s s  to 

get  t h e s e  th ings  a c r o s s ,  s t ands  out l ike  a s o r e  thumb.  You 'd  know how 

you 'd  run  his  job. 

However ,  t h e r e  was a once upon a t i m e  when he thought  about a bos s  

that  he had 7 who w a s n ' t  n e a r l y  as  bad as  he i s  r i g h t  now, but he d o e s n ' t  

r e a l i z e  t h i s .  As we get  up in the cha in  of command ,  the i m p o r t a n c e  of 

s e e i n g  to i t  tha t  the b o s s '  a n s w e r s  to t h e s e  ques t ions  a r e  unde r s tood ,  beg ins  

to d imin i sh ,  because  w e ' r e  much  m o r e  c o n c e r n e d  now with our  boss ,  who ' s  

a m u c h  m o r e  h i g h - p o w e r e d  guy, who c a r r i e s  a lot m o r e  weight ,  and ~ou~" 

p r e o c c u p a t i o n  with  keep ing  h im s a t i s f i e d  is  f a r  g r e a t e r  than  our p r e o c c u -  

pa t ion  with keep ing  our  p e o p l e ' s  d e s i r e s  to know the a n s w e r s  to t h e s e  ques -  

t ions  ful ly  s a t i s f i e d .  



Well ,  t h e s e  funct ions  of m a n a g e m e n t  a r e  the language  of m a n a g e m e n t ,  

and t h e s e  a r e  the th ings  tha t  appea r  in  job d e s c r i p t i o n s .  W e ' r e  a r e l a t i v e l y  

s m a l l  f i r m .  We 've  got about  t h i r t y - f i v e  people .  Any outf i t  tha t  s m a l l  

should  have i t s  head e x a m i n e d  i f  t h e y ' v e  got job d e s c r i p t i o n s .  So we have 

t h e m  jus t  the s a m e .  And we have t hem because  we adv i se  our c l i en t s  to 

have job d e s c r i p t i o n s ,  you 

p r a c t i c e  what  we p r e a c h .  

see ;  and we 'd  look p r e t t y  s i l l y  if  we d idn ' t  

So we have t hem,  and I 've  got one.  

I 've  got i t  under  the g l a s s  top of m y  desk .  It d o e s n ' t  r un  as  long 

as  the job d e s c r i p t i o n  I had when I was  a c iv i l  s e r v a n t  in the Navy.  T h e i r  

d e s c r i p t i o n s  run  to about  ten  or e leven  pages ,  when the A r m y  was only 

doing i t  about a page and a half .  But th i s  r e a l l y  m a k e s  no d i f f e r e n c e .  The 

content  of job d e s c r i p t i o n s  a r e  t h e s e  words :  "The  i ncumben t  p lans ,  o r g a n -  

i zes ,  d i r e c t s ,  c o o r d i n a t e s ,  and c o n t r o l s "  w h a t e v e r  funct ion h e ' s  r e s p o n ,  

~ible for .  And then the r e s t  of i t  i s  to show tha t  he does th i s  th ing on a 

m o r e  r e s p o n s i b l e  l eve l  than  the P r e s i d e n t  of the Uni ted  S ta tes .  

E a c h  job d e s c r i p t i o n ,  when i t ' s  a l l  f i n i shed  and locked  up, i s  a 

s t a t e m e n t  of what the m a n ' s  boss  wants  out of tha t  m a n ' s  job. And my  job 

d e s c r i p t i o n  on my  desk  i s  a s t a t e m e n t  of what m y  boss  wants  out of m y  

job. He wants  b e t t e r  p lanning ,  o rgan iz ing ,  d i r ec t ion ,  coord ina t ion ,  and 

c o n t r o l  of the e f fo r t  for  which I have func t iona l  r e s p o n s i b i l i t y .  Tha t  is  

what  he wants .  It s a y s  so r i gh t  t h e r e .  This  i s  what  he wants  out of my  

job. 

Well ,  we a r e  v e r y  s o p h i s t i c a t e d  now about  put t ing  down in w r i t i n g  

what  your  boss  wants  out of your  job. T h a t ' s  your  job d e s c r i p t i o n .  They  
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have  n e v e r  go t t en  a r o u n d  to m a t c h i n g  t h i s  wi th  a n o t h e r  p i e c e  of p a p e r ,  

and  t h a t  i s ,  wha t  you want  out  of t h i s  s a m e  job t h a t  y o u r  b o s s  wan t s  s o m e -  

t h ing  out of. And u n l e s s  t h i s  i s  p e r f e c t l y  c l e a r  to ymu and  h i m ,  a l s o  we 

c a n  ge t  no c o m m u n i c a t i o n .  L e t  m e  g ive  you  an i l l u s t r a t i o n .  

T h e r e  a r e  t i m e s  when  I w i l l  c a l l  m y  d e a r  wife  and  s a y :  " S w e e t h e a r t ,  

I ' m  not  go ing  to  be  h o m e .  D o n ' t  count  on m e  fo r  d i n n e r  t o n i g h t .  I ' l l  p r o b -  

ab ly  be in  l a t e ,  on the  10:10 t r a i n . "  I did t h a t  j u s t  l a t e l y .  

So h e r  i m m e d i a t e  q u e s t i o n  was  : " W e l l ,  w h e r e ' s  Bob M o o r e ?  ~' 

I-!e's ou r  v i ce  p r e s i d e n t .  

I s a i d ,  " H e ' s  on the  W e s t  C o a s t .  ':' 

She s a y s ,  "How long  i s  he go ing  to be t h e r e T "  

I s a i d ,  "About  t h r e e  w e e k s . "  

She s a id :  "]['s t h e r e  a n y  c h a n c e  a t  a l l  t h a t  he wi l l  know tha t  you w o r k e d  

l a t e  t o n i g h t  ? ~' 

I s a i d ,  " N o t  a c h a n c e . "  

She s a y s ,  " C o m e  h o m e ,  you fool .  T h a t ' s  p r e t t y  p o o r  t i m i n g . "  

Wel l ,  we l aughed .  

As a m a t t e r  of fac t ,  i f  m y  d e a r  wife  w a n t e d  to know why I was  w o r k -  

ing  l a t e  t h a t  n i g h t  and  I gave  h e r  m y  job d e s c r i p t i o n ,  i t  would  not  s a t i s f y  

h e r .  T h i s  would on ly  t e l l  h e r  what  I was  doing  t h a t  n igh t .  I was  ei~:her 

p l a n n i n g ,  o r  I was  o r g a n i z i n g  our  nex t  m o n t h ' s  e f fo r t ,  o r  I w a s  g e t t i n g  

r e a d y  s o m e  d i r e c t i v e  i n f o r m a t i o n  fo r  a c l i e n t ,  o r  I was  w o r r y i n g  about  how 

we w e r e  go ing  to c o o r d i n a t e  the  v a r i o u s  p a r t s  of the  house ,  o r  p e r h a p s  I 

was  t r y i n g  to s e t  up how we w e r e  go ing  to  judge  r e s u l t s  when  we ge t  t h e m .  
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But to he r  th i s  s t i l l  wouldn ' t  a n s w e r  the ques t ion  " W h y ? "  

Well ,  for  tha t  I need  ano the r  p iece  of p a p e r  over  he r e ,  on the 

r i g h t - h a n d  s ide  of the g l a s s  top of m y  desk,  which s a y s  what I want  out 

of th i s  job. That  we 've  got under  the heading  " E l e m e n t s  of M o t i v a t i o n . "  

And I th ink  that  aH of us want out of h is  job four t h ings .  One is  an oppor -  

tun i ty  to be doing th ings  that  a r e  s i g n i f i c a n t  and i m p o r t a n t  by o n e ' s  own 

p e r s o n a l  s t a n d a r d s .  T h a t ' s  what  I w a n t - -  by m y  own p e r s o n a l  s t a n d a r d s .  

The company  s t a n d a r d s  a r e  a l so  i m p o r t a n t - - t h a t  c o m e s  l a t e r - - b u t  by  m y  

own p e r s o n a l  s t a n d a r d s  I want  to do th ings  tha t  a r e  s i g n i f i c a n t  and i m p o r t a n t .  

~ T h a t  is  why the g r e a t  quest ,  of c o u r s e ,  a lways  i s ,  on t h e  p a r t  of the 

c o m m a n d i n g  o f f i ce r  or p r e s i d e n t  of a company ,  to t r y  to ge t  at  l e a s t  one 

or  two or  t h r e e  people  in h is  outfi t  who he knows a r e  h i g h - s t a n d a r d  people  

in c e r t a i n  a r e a s  of t h e i r  p e r f o r m a n c e  and b ~ h a v i o r  and conduct ,  i f  

h e ' s  a m a n  who has  high s t a n d a r d s ,  b e c a u s e  i t ' s  much  e a s i e r ,  if  you can 

find such  people ,  who a r e  r e a d y  made  with high s t a n d a r d s ,  to ge t  t hem on 

boa rd  and have t h e m  work  for  you, than to walk in s o m e p l a c e  and you 

don ' t  know what the s t a n d a r d s  of the people  a r e .  You don ' t  know who the 

l o w - s t a n d a r d  people  a r e  and who the h i g h - s t a n d a r d  people  a r e .  And you 

won ' t  know for  s o m e  t i m e .  And then i t ' s  even m o r e  di f f icul t ,  once you 

find out who the l o w - s t a n d a r d  people  a r e ,  to t r y  to jack  up t h e i r  s t a n d a r d s ,  

so that  h ighe r  s t a n d a r d s  wi l l  become  t h e i r  own h ighe r  s t a n d a r d s .  But, 

r e g a r d l e s s  of a l l  of that ,  e v e r y  one of us wants  an oppor tun i ty  to do  s i gn i f -  

i can t  and i m p o r t a n t  work  by our own p e r s o n a l  s t a n d a r d s ,  whatever  l eve l  

t hey  m a y  be.  And f rom e x p e r i e n c e  I th ink  p e r h a p s  you wil l  a g r e e  with 
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m e  t h a t ,  on the  whole ,  m o s t  peop le ,  a t  l e a s t  a t  l o w e r  l e v e l s  in  the  o r g a n -  

i z a t i o n ,  do not have  the  o p p o r t u n i t y  to l i ve  up to the  h i g h e r  s t a n d a r d s  t h e y  

a l r e a d y  h a v e .  T h i s  i s  a p r o b l e m  of m a n a g e m e n t - - t o  d r a w  t h i s  out .  

Second ly ,  you  and  I wan t  r e c o g n i t i o n ;  not  a f i l e  f o l d e r  fu l l  of c o m m e n -  

d a t i o n s .  \¥e  d o n ' t  wan t  ou r  b o s s  to wa lk  in  e v e r y  m o r n i n g  and  pa t  u s  on 

the  b a c k  and  t e l l  us  w e ' r e  do ing  a good job, e s p e c i a l l y  i f  we h a p p e n  to 

know tha t  h e ' s  j u s t  f i n i s h e d  t a k i n g  a h u m a n  r e l a t i o n s  c o u r s e .  We c e r t a i n l y  

don ' t  t h i n k  he s h o u l d  be do ing  h i s  h o m e  w o r k  on our  t i m e .  But  to  r e c o g -  

n i ze  our  i n d i v i d u a l  d i g n i t y  as  h u m a n  b e i n g s .  

And j u s t  b r i e f l y  to s a y  what  we m e a n  by  tha t ,  o r  a t  l e a s t  wha t  I t h i n k  

we m a ~ n  b y  tha t :  The  day  I was  b o r n  t h e r e  was  c o n f e r r e d  upon m e  the  : d i ~  

n i t y  of b e i n g  c r e a t e d  in  G o d ' s  i m a g e .  J u s t  a s  when  a son  i s  b o r n  to a r o y a l  

f a m i l y ,  t h e r e  i s  i m m e d i a t e l y  c o n f e r r e d  upon  h i m  the  d i g n i t y  of b e i n g  a 

p r i n c e .  Now, he did no th ing  to m e r i t  t h i s .  He d i d n ' t  e a r n  i t .  Pie d i d n ' t  

w o r k  fo r  i t .  I t  i s  not  a r e w a r d  fo r  a n y t h i n g  a t  a l l .  He j u s t  i s  one,  ~ust as  

o r  
I, c r e a t e d  in  G o d ' s  i m a g e ,  have  t h i s  d ign i ty ,  w h i c h  I d i d  not  e a r n ~  m e r i t .  

• M e r i t  had  no th ing  to do wi th  i t .  And I ' m  s t u c k  wi th  i t  too.  My r e s p o n s i -  

b i l i t y ,  t h e r e f o r e ,  i s  to Hve up to  wha t  I a m ,  r a t h e r  t h a n  to  t r y  to b e c o m e  

s o m e t h i n g  t ha t  I a m  not .  And t h i s  i s  a l s o  y o u r  r e s p o n s i b i l i t y .  And in  the  

a n a l o g y  of the  p r i n c e ,  h i s  r e s p o n s i b i l i t y  i s  to  l ive  up to  wha t  he i s ,  r a t h e r  

t h a n  to  t r y  to  b e c o m e  s o m e t h i n g  he i s  not .  P ie ' s  a p r i n c e .  
w o r s t  

Now, the  ./~.~ t h i n g  you  can  s a y  about  would  be t h a t  l a t e r  on he m i g h t  

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

wind  up in  A l c a t r a z .  And ye t  the  w o r s t  you can  s a y  i s ,  T h e r e ' s  a p r i n c e  
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in  A l c a t r a z .  No th ing  h a p p e n e d  to h i s  s t a t u s .  Al l  tha t  h a p p e n e d  was  tha t  

t he  e n v i r o n m e n t  t ha t  he  was  in  c h a n g e d  b e c a u s e  of s o m e  of the  t h i n g s  tha t  

he  did.  

And  so  i t  i s  wi th  us ,  and  I would  l ike  you to  r e c o g n i z e  m y  d ign i t y  

in  a l l  of you r  d e a l i n g s  wi th  m e .  And don ' t  be  c o n f u s e d  about  how I b e h a v e .  

~_fter a l l ,  the  d ign i ty  hhat I have  was  c o n f e r r e d  upon  m e .  And the  A l m i g h t y  

gave  m e  th is  d ign i ty  b e f o r e  t h e r e  was  a f i le  on t h i s .  He d i d n ' t  a s k  w h e t h e r  

t h i s  was  r i g h t .  T h e r e  was  no 201 f i l e .  He ju s t  took  a c h a n c e .  

I r e c a l l  t ha t  a s a l e s m a n  for  t he  A l e x a n d e r  H a m i l t o n  I n s t i t u t e  t o ld  

m e  a s t o r y  about  he w a n t e d  to  s e l l  a c o r r e s p o n d e n c e  c o u r s e  to t h e  Wh61e 

p lan t .  So he t r i e d  to s e e  the  p r e s i d e n t .  He c o u l d n ' t  s e e  h i m .  And t h a t ' s  

p r e t t y  tough,  when  i t ' s  top b i l l  and  he c a n ' t  s e e  the  p r e s i d e n t  of the  c o m -  

pany.  So, b e i n g  an i n g e n i o u s  fe l low,  he found out tha t  t h i s  p r e s i d e n t  u s e d  

to go down to  the  YMCA. So he was  down at  the  YMCA jus t  about  t he  r i g h t  

t i m e .  He i n q u i r e d ,  " W h e r e  i s  t h i s  p r e s i d e n t ? "  " H e ' s  down in the  s h o w e r  

room." 

So he g o e s  down to  the  l o c k e r  r o o m  and  s t r i p s  h i m s e l f  n a k e d  and 

g o e s  in the  s h o w e r  r o o m ,  l ook ing  fo r  the  p r e s i d e n t .  Wel l ,  t h e r e  w e r e  f i f -  

t e e n  f e l l ows  down t h e r e  and  he c o u l d n ' t  t e l l  w h i c h  one was  the  p r e s i d e n t ,  

of c o u r s e j  n a t u r a l l y ,  b e c a u s e  God does  not  c o n f e r  h i s  d ign i t y  wi th  dis~t inc-  

t ion  a m o n g  p e o p l e  in  t h e i r  b i r t h d a y  s u i t s .  So he looks  at t he  f e l l ow  tha t  

he though t  look~dl ike  he m u s t  be  the  p r e s i d e n t .  So he s i d l e d  up to  h i m  and 

r e a l l y  t r e a t e d  h im  l ike  a h u m a n  be ing .  He p i c k e d  up h i s  soap ,  you know,  

and helped him find where he put the towels, and really was, I mean, treated 
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h im l ike a human being.  

Well ,  a f t e r  i t  was a l l  ove r  and he went  to the l o c k e r  r o o m  and got* 
he 

d r e s s e d ,  he los t  h is  p r e s i d e n t .  Well ,  s o ] h i g h - t a i l e d  i t  a round  ove r  the 

p lan t .  And when he got to the p lant ,  he was as tounded  and d i s m a y e d  to 

find tha t  the m a n  whom he had t r e a t e d  l ike a human  be ing  was the doo r m a n .  

What an awakening!  Neve r  t r e a t  a m a n  l ike a human  be ing  u n l e s s  t h e r e t s  

s o m e t h i n g  in  i t  for  you.  You r e a l i z e  that ,  don ' t  you?  

T h a t ' s  what  we m e a n  by r e c o g n i t i o n  of the d ign i ty  of the ind iv idua l ,  

which does not know d i s t i n c t i o n s  in r a n k s ,  s t a t u s ,  p r e s t i g e ,  e conomic  

s t a tu s ,  s o c i a l  s t a tus ,  or  a n y t ~ n g  e l s e .  It is  c o m p l e t e l y  devoid of those  

d i s t i n c t i o n s .  Tha t  does  not m e a n  tha t  those  d i s t i n c t i o n s  do not e x i s t  and 

do not have t h e i r  p r o p e r  place. So l e t ' s  not ge t  m i x e d  up about t h i s .  

Be long ing .  I want to be long to any  outfi t  tha t  I th ink  is  going p l a c e s  

and t ak ing  i t s  people  a long with i t .  And so  do you.  Nobody wants  to be long 

to a lo s ing  t e am,  c e r t a i n l y .  And i f  you happen to be a winning m a n  on a 

lo s ing  t e a m ,  t h a t ' s  w o r s e  ye t .  If y o u ' r e  a los ing  m a n  on a los ing  t e am,  

t h a t ' s  bad enough.  Nobody wants  t h i s .  E v e r y o n e  has  p r ide  of be longing .  

As a m a t t e r  of f a c t ,  the  footbal l  p l a y e r  who c a r r i e s  the ba l l  over  the goa l  

l ine  t a k e s  a c e r t a i n  amoun t  of p e r s o n a l  p r i de  in the  f ac t  t ha t  he did it; 

but h e ' s  even m o r e  c o n c e r n e d  with  the t e a m  tha t  he did i t  with and for .  

This  is  what  we m e a n  by be longing .  

And then  f ina l ly ,  s e c u r i t y .  E v e r y o n e  wants  to be able  to p lan  ahead  

with conf idence .  On the economic  s ide ,  you want  to p lan  ahead  with conf i -  

dence,  and so do I, in our  p e r s o n a l  f i n a n c i a l  a f f a i r s .  Right  now I happen 

to be buy ing  on t ime  p a y m e n t s  a TV se t ,  a d in ing r o o m  se t ,  an au tomobi le ,  
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and a lot of o ther  th ings  I don ' t  even know about.  T h a t ' s  a wonder fu l  

f ee l ing  to go to bed at  n ight  with the ful l  a s s u r a n c e  tha t  a l l  of t h e s e  th ings  

i n e v i t a b l y  and i n e x o r a b l y  wi l l  be m i n e .  Se rene ,  sweet ,  un t roub led  s l e e p .  

T h e r e  a r e  few th ings  of which I am m o r e  c e r t a i n  than  t h e s e .  I can m e e t  

tha t  next  p a y m e n t .  I t ' s  not the s i ze  of the pay  check  tha t  spe l l s  e conomic  

s e c u r i t y .  It  i s  the i n e x o r a b l e  r e g u l a r i t y  with which  what p i t t ance  your  

bos s  does pay  y o u  comes  in, so you can m e e t  t h a t  next  p a y m e n t .  The only  

t i m e  I f ee l  e c o n o m i c a l l y  i n s e c u r e  i s  when tha t  p a y m e n t  changes .  I 've  been  

fo r tuna te  enough ove r  the l a s t  s e v e r a l  y e a r s  for  th i s  th ing  to go up; but 

tha t  s t i l l  f i l l s  me  with economic  i n s e c u r i t y ,  b e c a u s e  m y  wife and I u s u a l l y  

bu rn  the midn igh t  oi l  for  about four  or  five days ,  each  t i m e  I 've  had a 

r a i s e ,  to f igu re  out how I ' m  going to spend  the ove rage .  This  is  not what  

we ca l l  the ab i l i t y  to p lan  ahead  with conf idence .  So once we get  t h i s  

th ing  r e v i s e d  upward  to m y  new s a l a r y ,  then  peace  s e t s  in.  I ' m  able 

jus t  to m e e t  tha t  next  p a y m e n t  and I can go to s l eep .  

Now, of c o u r s e ,  i t  m a y  be r e v i s e d  downward.  That  d o e s n ' t  make  

any  d i f f e r e n c e .  We would jus t  bu rn  the midn igh t  oi l  and spend  l e s s ,  and 

then  we would go to s l eep .  Th i s  is  economic  s e c u r i t y .  

E m o t i o n a l  s e c u r i t y  i s  the  o ther  kind.  T h a t ' s  the ab i l i t y  to p lan  ahead  

with conf idence  in  your  p e r s o n a l  r e l a t i o n s h i p s  with the people  you work  for  

and with and through,  as  wel l  as  the outfi t  t ha t  you work  for .  F o r  example ,  

i f  I happen to be work ing  for  you, and on i m p o r t a n t  po l i cy  m a t t e r s  you 

blow hot on Monday,  cold on Tuesday ,  l u k e w a r m  on  Wednesday ,  s i d e w i s e  

on T h u r s d a y ,  and then  on F r i d a y  you r a i s e  the d ickens  with me  because  
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I ' m ;  not fol lowing the pol icy ,  obv ious ly  I wi l l  be unable  to plan ahead  with 

any  deg ree  of conf idence  in  m y  dea l ings  with you. 

Now, the psy~chologist 

become  e m o t i o n a l l y  i n s e c u r e .  

word  for i t  would be, " I  c an ' t  c a s e  y o u . "  

i f  I c an ' t  c a se  you, I won ' t  work  for  you. 

would s a y  tha t  you were  caus ing  me  to 

But, not be ing  a t r a i n e d  p s y c h o l o g i s t ,  m y  

And make  no m i s t a k e  about it ,  

Now, don ' t  get  me  wrong.  I ' l l  

s t a y  on your  p a y r o l l  jus t  a s  long as you l ike ,  but I won ' t  work  for  you. 

Which now b r i n g s  us the  ful l  c i r c l e ,  in fact ,  to the r e a s o n  why I was  

wi l l ing  to spend an e x t r a  t h r e e  hours ,  at  night ,  a t  the  off ice,  in sp i te  of 

t h e  fac t  tha t  the  boss  would n e v e r  know about i t ,  b ecause  of t h i s .  

In the lower  l e f t - h a n d  c o r n e r  you 've  got what  I want out of m y  job. 

In the upper  l e f t - h a n d  c o r n e r  you 've  got what  m y  boss  wants  out of m y  job. 

Now, as  long as  I am convinced  tha t  I can get  m o r e  of what I want  out of 

m y  job by  g iv ing  m y  bos s  m o r e  of what  he wants  out of m y  job, h e ' s  going 

to get m o r e  of what  he wants  out of m y  job. If i t  d o e s n ' t  work  tha t  way, 

m y  head should  be e x a m i n e d .  

On the o ther  hand, i f  I e v e r  get  convinced  tha t  by  g iv ing  m y  boss  

m o r e  of what he wants  out of m y  job, I don ' t  s t and  a C h i n a m a n ' s  chance  

of ge t t ing  m o r e  of what  I want out of m y  job, I ' l l  k i s s  m y  s e c r e t a r y  Good 

night  at  f ive p .m.  s h a r p ,  and w h i s p e r  into he r  ea r ,  and to he l l  with the 

m a n a g e m e n t .  And if  I don ' t  do tha t ,  m y  head  should  be e x a m i n e d .  

I t ' s  v e r y  i n t e r e s t i n g  s o m e t i m e s  when ch ie f  e x e c u t i v e s ,  whe the r  t h e y  

be c o m m a n d i n g  o f f i c e r s  or  c o m p a n y  g e n e r a l  m a n a g e r s  or  p r e s i d e n t s ,  s t and  

hy t h e i r  window looking out at the e m p l o y e e s  f locking  out, and t hey  see  a 
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bunch of clock jumpers, and they say: "Ah, times have changed. Why, 

when I was a young fellow, I was glad to have a job. I used to really take 

care of that thing. But now look at them. They can't wait till they get 

out of here." 

Wel l ,  I s u b m i t  t h a t  in  s o m e  c a s e s  w h e r e  t h i s  t h i n g  i s  go ing  on, and  

when  the  o b s e r v a t i o n  i s  t h a t  way ,  I would  not  s a y  to the  g e n t l e m a n  who i s  

m a k i n g  t h e s e  r e m a r k s  t h i s ,  but  I would  th ink :  " I  w o n d e r  whose  h e a d  ought  

to  be e x a m i n e d - - t h o s e  peop le  down t h e r e  t h a t  a r e  j u m p i n g  the  c l o c k  or  the  

old m a n  up h e r e  m a k i n g  t h a t  o b s e r v a t i o n . "  O b v i o u s l y  t h e y  a r e  c o n v i n c e d  

t ha t  b y  g i v i n g  the  m a n a g e m e n t  m o r e  of wha t  i t  w a n t s  out of t h e i r  jobs  t h e y  

d o n ' t  s t a n d  a C h i n a m a n ' s  c h a n c e  of g e t t i n g  a n y  m o r e  out of t h e i r  jobs  of 

wha t  t h e y  wan t .  T h i s  w o u l d n ' t  be t r u e  of a l l  of us ,  but  i t  would  t e n d  to 

be t h a t  way .  

And y e t  y o u  can  go t h r o u g h  tha t  v e r y  s a m e  p l a n t  and  f ind peop le  

l i n g e r i n g ,  s t a y i n g .  Of c o u r s e ,  when  t h e y  ge t  out of the  un ion  r a n k s ,  i t ' s  

a l m o s t  r e q u i r e d  t h a t  one do tha t .  I t  u s e d  to  be in the  o lden  days ,  b e f o r e  
w e r e  

W o r l d  W a r  J.I, t h a t  the  bosses:~]  • out  p l a y i n g  gol f  and  the  w o r k e r s  w e r e  

w o r k i n g  t h e i r  h e a d s  off.  Now i t ' s  the  o t h e r  way  a r o u n d .  The  w o r k e r s  a r e  

out  p l a y i n g  gol f  and  the  b o s s e s  a r e  w o r k i n g  t h e i r  h e a d s  off.  

Wel l ,  now, t h e s e  a r e  the  two l a n g u a g e s .  My  b o s s  and  I, in t h i s  

p a r t i c u l a r  c o n t e x t  I ' m  t a l k i n g  about ,  we u n d e r s t a n d  e a c h  o t h e r .  When  he 

c a m e  b a c k  f r o m  the  t r i p ,  I went  in  and  i n f o r m e d  h i m  on wha t  we w e r e  up 

to,  wha t  I did,  and  we u n d e r s t o o d  e a c h  o t h e r .  But  we u n d e r s t o o d  e a c h  

o t h e r  b e c a u s e  he u n d e r s t o o d  m y  l a n g u a g e  and  I t h i n k  he u n d e r s t a n d s  wha t  
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I want  out of m y  job and I th ink  I u n d e r s t a n d  what  he wants  out of m y  job. 

We 've  got a " n a t . "  We jus t  c a n ' t  lose  for  win i t .  But when t h e r e ' s  con-  

fus ion  about th i s ,  you c a n ' t  win for lose .  

Well ,  now, you m a y  s a y  to me:  "Wel l ,  Bi l l ,  l e t ' s  t ake  an i l l u s t r a -  

t ion  f rom c o m m u n i c a t i o n s ,  b e c a u s e  t h a t ' s  what  w e ' r e  t a lk ing  about.  " 

Well ,  be fo re  we do t h a t - - w e ' v e  got lots  of t i m e ;  f i f t een  m i n u t e s  i s  a long 

t i m e - - I ' m  s i m p l y  s a y i n g  tha t  t h e r e  has  to be, in  o r d e r  tha t  t h i s  l anguage  

r e a l l y  ge ts  a c r o s s - - a n d  I 'd  l ike  to now move down to the  lower  r i g h t - h a n d  

c o r n e r - - i t ' s  a ques t ion  of the  b e l i e v a b i l i t y  of the p e r s o n  who does the 

ta lk ing ,  whe the r  i t ' s  s u b o r d i n a t e s  t a lk ing  to s u p e r i o r s ,  or  s u p e r i o r s  t a l k -  

ing to s u b o r d i n a t e s .  We 've  got k inds  of a u t h o r i t y .  

Th i s  is  not a tex tbook way of looking at  i t ,  but i t ' l l  s e r v e  our pu rpose  

th i s  m o r n i n g .  

I suppose  tha t ,  whe the r  i t ' s  in bus ix~eSS, , in  the g o v e r n m e n t ,  or  in  

the m i l i t a r y  s e r v i c e ,  t h e r e ' s  h a r d l y  a s ing le  o r g a n i z a t i o n a l  c o m p l a i n t  tha t  

is  vo iced  m o r e  than  th i s  one: "I , 've got much  m o r e  r e s p o n s i b i l i t y  than  

I 've  got a u t h o r i t y . "  Th i s  i s  the old hat,  the old saw, the old excuse  for  

not be ing  able to p roduce  for  the  m a n a g e r .  "You give me  a l l  th i s  r e s p o n -  

s i b i l i t y ,  but you don ' t  g ive me  tha t  much  a u t h o r i t y .  I jus t  c a n ' t  o p e r a t e . "  

Well ,  t h e r e  a r e  four  k inds  of au tho r i ty ,  and so I ' m  going to have to 

define a u t h o r i t y  for  our p u r p o s e s  th i s  m o r n i n g .  Au tho r i t y  is  w h a t e v e r  i t  

is  a man  has  with which he can af fec t  the behav io r  of someone  e l s e .  

~ A  p o l i c e m a n  has  got a badge,  and tha t  v e r y  badge can in f luence  m y  b e h a v i o r  

r i gh t  off quick.  Th i s  kind of a u t h o r i t y  i s  the a u t h o r i t y  of pos i t ion .  T h a t ' s  
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the  t h i r d  one on the l i s t .  I t ' s  de legated ,  and it  evokes  c o m p l i a n c e .  E v e r y -  

body ' s  got it, some  of tha t  au tho r i t y .  

But at  the bo t tom we 've  got ano the r  kind.  I wi l l  go down to the drug 

s t o r e  with a p r e s c r i p t i o n  t h a t ' s  for  nothing but a s p i r i n ,  but I don ' t  know it ,  

because  i t ' s  in  Lat in ,  and get t h r ee  of these  t ab l e t s  and pay ten  d o l l a r s  

for  t hem and take  them.  Why? Because  I have conf idence  in or  I have 

r e s p e c t  for  the compe tence  of the doc to r .  He ' s  not m y  boss .  He h a s n ' t  

a th ing  on me .  But I ' l l  do i t .  I r e s p e c t  his  c o m p e t e n c e .  If he says  so, 

I do i t .  He doesn ' t  need the a u t h o r i t y  of pos i t ion ,  which is  de lega ted .  

He ' s  doing quite a l l  r i gh t  with the a u t h o r i t y  of c o m p e t e n c e .  

Then t h e r e ' s  ano the r  k i n d - - t h e  a u t h o r i t y  of l e a d e r s h i p .  This  is  

ea rned ,  t akes  t ime ,  and evokes  t e a m w o r k .  

Now, the a u t h o r i t y  of l e a d e r s h i p  is  a c t u a l l y  c o n f e r r e d  f r o m  below 
upon 

up, as  you a l l  know. That  man  is  a l e a d e r / w h o m  the people  confe r  l e a d e r -  

ship r i gh t  t h r o u g h .  They  wil l  follow h im.  So t h a t ' s  ano the r  kind of 

au tho r i t y .  And t h e r e  a r e  people  who can move moun ta in s  with jus t  tha t  

one s ing le  type of au tho r i t y .  

And then,  f ina l ly ,  t he re  i s  the a u t h o r i t y  of c h a r a c t e r .  This  is  deve l -  

ope¢~ over  the y e a r s .  It  s t a r t s  when y o u ' r e  a kid, and goes r igh t  on a long.  

And th is  evokes  conf idence .  And t h e r e  a r e  some  people  tha t  you know th i s  

man  does not know what he is  t a lk ing  a b o u t - - n u m b e r  one.  Number  two, he 

has no a u t h o r i t y  of office,  so fa r  as I ' m  c o n c e r n e d .  Number  t h r e e ,  I don ' t  

know whether  th is  fel low is r e a l l y  wor th  being my  l e a d e r  or  not.  But th i s  
I ' l l  s top t h e r e .  

one th ing  I know: He ' s  a man  of i n t e g r i t y . ~  Tha t ' s  the a u t h o r i t y  of c h a r a c t e r .  
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Now, when people say  they  haven ' t  got enough a u t h o r i t y  c o m m e n s u r a t e  

with the r e s p o n s i b i l i t y ,  they  a r e  p ick ing  on jus t  one of these  four  kinds of 

au thor i ty ,  and t h a t ' s  the a u t h o r i t y  of poSi~ion. So what I l ike to say  in 

r e b u t t a l  is  tha t  you a r e  only t a lk ing  about 25 p e r c e n t  of what y o u ' r e  supposed  

to have.  That  25 p e r c e n t  is  c o n t r o l l e d  by your  s u p e r i o r s .  What about the 

o ther  75 p e r c e n t  tha t  is  s t r i c t l y  up to y o u ?  

And i t  m a y  v e r y  wel l  be tha t  m a n a g e m e n t  tends  not to give full  de le -  

gated a u t h o r i t y  in o r d e r  to t e s t  the ind iv idua l  and see  how much  he can 

¢ompensato, in these  o the r  t h r ee  d e p a r t m e n t s  for  what  p u r p o s e l y  they  don ' t  

quite give h im enough of in tha t  which is jus t  handed out. It migh t  p o s s i b l y  

be pu rpose fu l  in the i n t e r e s t  of developing l e a d e r s h i p .  It could be. 

But when one ~ a l k s  to a man ,  one has got to develop as  much  of 

these  four  k inds  of a u t h o r i t y  as  he p o s s i b l y  can if  h e ' s  going to be b e l i e v -  

able  and inf luence  behav io r .  You know tha t  i t ' s  a m a t t e r  of p e r s o n a l  

d i s c ip l ine .  

And then,  f ina l ly ,  on the o r g a n i z a t i o n a l  s ide ,  the o r g a n i z a t i o n  i t s e l f  

has  got to  be so c o n s t r u c t e d  tha t  c e r t a i n  th ings  a r e  p rov ided  for .  You 

know these  o r g a n i z a t i o n a l  p r i n c i p l e s .  

p rov ide s  for  s i n g l e n e s s  of pu rpose .  

They  a r e  old hat .  Un i ty  of c o m m a n d  

Tha t  doesn ' t  m e a n  y o u ' r e  going to 

have i t .  But as  long as  i t ' s  p rov ided  for ,  then a man  tha t  is  capable  o f  

s i n g l e n e s s  of pu rpose  can give ef fec t  to  his  s i n g l e n e s s  of pu rpose .  

The span  of con t ro l  is  to  p rov ide  for  i n t e g r a t i o n  of e f for t .  In th is  

case  tha~ we were  d i s cus s ing  th is  m o r n i n g - - C a p t a i n  S h a t t o c k - - I  looked for  

ev idences  of i n t e g r a t i o n .  If I had looked at an o r g a n i z a t i o n  cha r t ,  I ' m  
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su r e  that  i n t e g r a t i o n  would have been  p rov ided  for .  But the man  wasn ' t  

ge t t ing  i t .  But at l e a s t  i t  should  be p rov ided  for .  Then get the kind of 

man  that  can get what ' s  being p rov ided  for .  

Delega t ion  is to p rov ide  for  t i m e l y  and ef fec t ive  ac t ion .  But i t  t akes  

men  to get  wha t ' s  p rov ided  for .  

And then,  f i n a l l y ,  s p e c i a l i z a t i o n  is  t h e r e  to p rov ide  for  compe ten t  

p e r f o r m a n c e .  And th i s  again  i s  t rue :  The fact  tha t  i t ' s  p rov ided  for  

doesn ' t  i n s u r e  tha t  i t  wil l  happen.  But i t  has  to be got ten .  And people  

who have in l a rge  m e a s u r e  the kinds of a u t h o r i t y  in the lower  r i g h t - h a n d  

c o r n e r  a r e  the kind of people tha t  can draw out of the o r g a n i z a t i o n  the 

th ings  t h a t h a v e  been p rov ided  for .  

Now, for  our  nuts and bol ts  app l i ca t ion .  

C o m m u n i c a t i o n s  is  sa id  to happen t h r e e  ways - -down ,  and up, and 

a c r o s s .  And acco rd ing  to the t humbna i l  ske tch  tha t  you have in your  p r e -  

view of th is ,  w e ' r e  supposed  to t a lk  about  these  and what the obs t ac l e s  

a r e  to them;  then how these  o b s t a c l e s  can be o v e r c o m e .  

L e t ' s  t a lk  for  a m o m e n t  about downward c o m m u n i c a t i o n .  We a r e  

not t a lk ing  now about o r d e r s  and d i r e c t i v e s .  

t ion,  but it  does not p r o m o t e  unde r s t and ing .  

c o m m u n i c a t e  downward at  a l l ?  

This  m e r e l y  g ives  i n f o r m a -  

So the ques t ion  now is ,  Why 

Every boss has two supreme responsibilities when you get down to it. 

One is to understand, and the other one is to be understood. 

I happen to be working with the general manager of one of our client 

firms--an awful nice fellow. I've been working for him for years. Vie're 
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a l m o s t  d r ink ing  pa l s  r igh t  now. 

fa r  or  your  points  don ' t  get  made .  

two r e s p o n s i b i l i t i e s .  Fo r  the f i r s t ,  

But you don ' t  want to c a r r y  tha t  one too 

So I sa id  to him: "Bob, those  a r e  your  

to unde r s t and ,  you get a gold . s ta r ,  

but for  the second,  to be under s tood ,  you go to the foot of the c l a s s . "  

~bY c o m m u n i c a t e  down ? 

Well,  of c o u r s e  he says :  "Bi l l ,  I do c o m m u n i c a t e  down. See a l l  

t hese  d i r e c t i v e s  I 've  g o t ? "  

I says :  "I  neve r  thought  about tha t .  T h e y ' r e  not p r o m o t i n g  u n d e r -  

s tand ing .  T h e y ' r e  only  p r o m o t i n g  knowledge and t h a t ' s  not c o m m u n i c a t i o n . "  

He says :  "%Vell, what should  I t a lk  to the people  a b o u t ? "  

Wellj  th i s  is  a big ques t ion .  What do you ta lk  to people  about and 

why? Well,  we c o m m u n i c a t e  down for  a n u m b e r  of r e a s o n s .  P r i m a r i l y  

to s a t i s f y  the needs  of what the people  want out of t h e i r  jobs .  

If you look at a l l  th i s  in the lower  l e f t - hand  c o r n e r ,  take the bot tom 

one " e m o t i o n a l  s e c u r i t y . "  One of the p u r p o s e s  of the c o m m u n i c a t i n g  down- 

ward  is to p r e p a r e  the ground for  c h a n g e - - p r e p a r e  the ground for  change .  

Now, i t ' s  sa id  that  people  r e s i s t  change.  I don ' t  be l i eve  i t .  But I 

do be l i eve  th i s :  tha t  if  the g round  h a s n ' t  been  p r e p a r e d ,  t hey 've  got nothing 

to walk out on in t e r m s  of p lanning  ahead  with conf idence  in t he i r  r e l a t i o n -  

sh ip s .  You change r e l a t i o n s h i p s  tha t  people  have been  able  to p lan ahead  

on suddenlyj  overn igh t ,  without  warn ing ,  and what have they  got to g rab  

hold of? Nothing. An organization has got to be gotten used to, just 

like a bicycle has got to be gotten used to. 

I raised my boy on a bicycle. I bought him a bicycle--this was my 
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1 3 - y e a r - o l d  b o y - - w h e n  he was l i t t l e .  It  had t r a i n i n g  whee l s  in the back.  

He f i na l l y  got  p r e t t y  good at  a f o u r - w h e e l e d  b i cyc l e .  He was able to p lan  

ahead  with conf idence .  His  r e f l e x e s  worked  f ine.  He s a y s :  "Daddy,  I want  

you to take  off the two r e a r  w h e e l s . "  I s a y s ,  "A l l  r i g h t . "  I took t h e m  off. 

I s a y s :  "A l l  r i g h t .  Now I ' m  going to have to run  a long with you for a whi le .  

Th i s  was c o m m u n i c a t i o n  downward  to p r e p a r e  for change .  

But no; he was a man .  He w a s n ' t  going to do t h i s .  So what does he 

do? He gets  on th i s  t w o - w h e e l  th ing  and he goes  down the s t r e e t ,  and 

before he's through, he's been into a lamppost, 

he's all covered with bruises. But he's a man. 

he's been into a car, and 

Well, now, he's got this 

, !  
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thing c a s e d  and he knows how to ope ra t e  a b i cyc l e ;  but the t r a n s i t i o n  was 

t r e m e n d o u s .  

But i t ' s  v e r y  t empt ing ,  i s  i t  not, to s ay :  "Wel l ,  w e ' r e  going to hold 

u p - - m e  and m y  execu t ive  o f f i ce r  and maybe  a few o ther  c u l t u r e d  s o u l s - -  

and w e ' r e  going to r e d r a f t  the whole damn o r g a n i z a t i o n  cha r t ,  and on Monday 

at 0900 people  wi l l  un lock  the s e a l e d  enve lopes  and t h e y ' r e  going to find 

out where  they  a r e .  And then when i t  don ' t  work,  you s~y,  "Gee whiz .  

Peop le  a r e  jus t  no damn good. ~ T h e y  ought to be able  to see  tha t  i t ' s  

obv ious ly  b e t t e r .  Why, n a t u r a l l y ,  i t  m a k e s  m o r e  s e n s e .  Look at  a l l  of 

the c o m p l a i n t s  we 've  had. Th i s  t akes  c a r e  of t h e m .  -What's the m a t t e r  

with people  ?"  

The only  t r oub l e  is ,  t h e y  went  f rom a f o u r - w h e e l e r  to a t w o - w h e e l e r .  

T h e y ' r e  not opposed to a t w o - w h e e l  b i cyc l e .  Not at  a l l .  T h e y  jus t  want  

to get  a chance  to f igu re  out how th i s  th ing  goes .  T h a t ' s  a l l .  And in the 



tha t  
J tlSt ~ a ~ e  sure , . : /you  don ' t  get  your  

But then you m a y  s a y  to me:  

people e v e r y t h i n g . "  This  is  so.  

s i l ence  is  jus t  as  loud a c o m m u n i c a t i o n  as  speak ing  i s .  
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"Well•  yes ,  Bil l ,  but you c a n ' t  t e l l  

You c a n ' t  t e l l  people  eve ry th ing .  But 

H a v e  you e v e r  

m e a n t i m e  y o u ' r e  v e r y  p r o t e c t e d .  

f i nge r s  s o m e p l a c e  where  t h e y ' r e  going to get  nipped off. So we c o m m u n i -  

cate  down to p r e p a r e  for  change .  

f a l se  
Another  r e a s o n  we c o m m u n i c a t e  down is  to head  o f ~ r u m o r s .  T r u t h  

p r e c e d i n g  fa l sehood  puts  f a l sehood  in a d i s advan t ageous  pos i t ion .  And if  
• c o m m a n d i n g  o f f i ce r ,  

the one who ' s  doing the ta lk ing,  whe ther  h e ' s  the execAor whoeve r  he i s ,  

i f  h e ' s  got the au tho r i t y  of c h a r a c t e r  behind him in what h e ' s  say ing ,  h e ' s  

r e a l l y  got the edge on the  r u m o r  mi l l .  H e ' s  r e a l l y  got i t .  If h e ' s  only got 

the au tho r i ty  of compe tence  and h a s n ' t  got anything e l s e ,  he i s n ' t  going 

to get  v e r y  far•  b e c a u s e  fac t s  don ' t  s p e a k  for  t h e m s e l v e s .  They  m u s t  be 

spoken  fo r .  And I ' m  going to r e p e a t  th i s .  F a c t s  do not speak  for  t h e m -  

s e l v e s .  They  m u s t  be spoken fo r .  F o r  anyone can  take  the s a m e  se t  of 

f ac t s  and p roduce  d i f f e ren t  u n d e r s t a n d i n g s  out of t h e m .  You know that  as  

well  a s  I do. T h a t ' s  ano the r  r e a s o n  for  c o m m u n i c a t i n g  down. 

And then you m a y  say:  "Wel l ,  Bill ,  what  do you c o m m u n i c a t e  dow n?"  

Well ,  No. l, e v e r y t h i n g  t h e y ' r e  going to find out anyway  f r o m  s o m e b o d y  

e l s e .  The o the r  way  of doing it i s ,  t ake  a m a n  and put him in his job 

and you say:  "\Veil,  Bil l ,  you 've  got the job. Now get  l o s t . "  W h e r e ' s  

he going to get  his  o r d e r s  f r o m  f i na l l y?  W h e r e ' s  he going to get  his 

point of view, his unde r s t and ing  f r o m  f ina l ly?  Well• f r o m  th i s .  T h a t ' s  

a l l  r i gh t  i f  you 've  got an unde r s t and ing  wit/3 the r e s t  of the fe l lows .  



come to work in the m o r n i n g  and no t i ced  that  the old man ,  who n o r m a l l y  

sa id  at  l e a s t  a few w o r d s  in the m o r n i n g ,  h a s n ' t  s a id  anything a l l  day?  

What happens  at the coffee c r a c k s ?  

m i n d ?  T h e r e ' s  some th ing  b rewing .  

say ing  nothing.  

th i s  is  pos s ib l e .  

So we want to lay  down ano the r  p r i n c i p l e .  

"What  the h e l l ' s  on the old m a n ' s  

" The m a n  has a l r e a d y  spoken by 

I t ' s  just  as  bad as  if  he had sa id  the wrong thing,  if  

You've got to t e l l  people  

anyth ing  tha t  t hey  th ink y o u ' r e  t r y i n g  to wi thhold  f r o m  them;  anyth ing  t hey  

th ink y o u ' r e  t r y i n g  to withhold f r o m  them.  

You come home at  night  and you r e a l l y  f ee l  down. N o r m a l l y  y o u ' r e  

f a i r l y  voluble  at  home,  but th i s  t ime  you jus t  had nothing on your  mind  

at  a l l .  And so you sa t  down and ate your  d inner  and d idn ' t  s ay  a word.  

So your  wife says  to you: "Henry ,  you 've  got some th ing  on your  mind .  

"No, I haven ' t ,  s w e e t h e a r t . "  

":Yes, Henry ,  I know you have,  because  I 've  s een  you m a n y  t i m e s  

and I know you 've  got s o m e t h i n g  v e r y  i m p o r t a n t  on your  mind .  And if  

i t ' s  tha t  i m p o r t a n t ,  I should know about  i t . "  

.... So you say:. " I ' m  jus t  t i r e d .  My mind  is a b lank.  I haven ' t  got 

anyth ing  on m y  m i n d . "  

So i t  goes on un t i l  about one o ' c l ock  in the m o r n i n g .  So what do you 

f i na l l y  do? You've got to cook up some th ing ,  some  f ic t i t ious  fac ts ,  and 

t e l l  t hem to her ,  because  she th inks  y o u ' r e  wi thholding some th ing ,  which 

you a r e  not, but you a r e  and you 've  got to t e l l  he r .  

Well,  th i s  m a y  not be e th ica l ,  th i s  m a y  not be s t r a i gh t ,  and I don ' t  
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d e f e n d  the  p r a c t i c e .  But  s o m e t i m e s  w e ' r e  f o r c e d  to  s o m e  r a t h e r  b i z a r r e  

a c t i v i t i e s .  

W e ' v e  got to t a l k  about  t h i n g s  t h a t  peop le  t h i n k  we a r e  w i t h h o l d i n g  

f r o m  t h e m .  T h i s  i s  known as  m a i n t a i n i n g  the  p o s t u r e  of c o m m u n i c a t i o n .  

When  the  peop le  know t h a t  y o u ' r e  not  t r y i n g  to  w i thho ld  a n y t h i n g ,  t h e y  

don ' t  even  want  to know abou t  i t  any  m o r e .  T h i s  i s  known as  fu l l  d i s c l o s -  

u r e  and  t h e  open books .  Not t he  open  door ,  but,  r a t h e r ,  the  open  m i n d .  

I j u s t  h a p p e n  to be f o r t u n a t e  r i g h t  now in  w o r k i n g  fo r  a m a n  tha t  

I ' v e  known for  t w e n t y  y e a r s .  I know r i g h t  now t h a t  he d o e s n ' t  w i t hh o ld  

a n y t h i n g  f r o m  m e .  T h e y  had  a b o a r d  of d i r e c t o r s '  m e e t i n g  two w e e k s  

ago .  If h e ' d  b e e n  a d i f f e r e n t  k ind  of a fe l low,  I ' d  have  b e e n  b e a t i n g  on h i s  
u p s t a i r s .  

head  to f ind  out wha t  t h e y  w e r e  Cdo]~_ng:up] ~ . Knowing  Bob, I don ' t  e v e n  

want  to know.  Why s h o u l d  I~? H e ' s  not  t r y i n g  to  ho ld  a n y t h i n g  f r o m  m e .  

T h e r e f o r e  I don ' t  f ind  out .  If he knows ,  i t ' s  good  enough  fo r  m e .  T h a t  i s  

m a i n t a i n i n g  a p o s t u r e  of c o m m u n i c a t i o n .  

W h a t  abou t  u p w a r d  c o m m u n i c a t i o n ?  Oh, I know t h e r e ' s  s t i l l  a n o t h e r  

q u e s t i o n .  I c an  s e e  i t  in  y o u r  m i n d s .  " W h a t  abou t  the  s t u f f  you  c a n ' t  t e l l  

t h e m ? "  The  a n s w e r  to  tha t  i s  v e r y  s i m p l e .  You t e l l  t h e m ,  a s  I t h ink  Bob,  

m y  b o s s ,  would  do i f  i t  t u r n e d  out  t h a t  we d i d n ' t  have  good c o m m u n i c a t i o n .  

Wha t  he ought  to  do i s  to s ay :  "V/e l l ,  B i l l ,  we had a b o a r d  of d i r e c t o r s '  

m e e t i n g  ~ week  ago  l a s t  W e d n e s d a y .  

as  f a s t  a s  I can ,  I w i l l . "  And then ,  

don ' t  have  to  v i o l a t e  a c o n f i d e n c e .  

t h a t  a r e  not  so .  

I c a n ' t  t e l l  you  wha t  went  on.  But  

i f  he does ,  w e ' r e  on ou r  way .  You 

You don ' t  have  to t e l l  peop le  t h i n g s  
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I used  to work  for  Bu-Ord .  We had a union p r o b l e m  out t h e r e - -  

mind  you,  a union p r o b l e m .  When we got out t h e r e  to look at  it, the whole 

th ing r e a l l y  s t e m m e d  f rom th is :  The old m a n  had a mon th ly  s tag  mee t ing  

e v e r y  morn ing ,  and the d e p a r t m e n t  heads  went in t he re ,  and when they  

came  out, t hey  d idn ' t  s ay  anything.  And th i s  cont inued on. Now, t h e r e  

were  changes  going on in the o r g a n i z a t i o n - - c h a n g e s .  

that  those  changes  did not ~s~em f rom tha t  m e e t i n g .  

But i t  jus t  so happened 

But nobody knew th i s .  

So the union f ina l ly  decided that  i f  the old man  is going to ope ra t e  in s e c r e c y ,  

if  he ' s  going to make  change4and  he doesn ' t  a sk  them'~ve ' re  going to get  

in the old m a n ' s  off ice with a b a t t e r i n g  r a m . "  

When we got down t h e r e ,  I t a lked  with a m a j o r ,  who happened  to be 

in a s e c r e t a r y ' s  pos i t i on  at  th i s  mee t i ng  and said:  "Why d idn ' t  you t e l l  

the fe l lows what goes  o n ? "  He said:  "You wouldn ' t  be l i eve  it ,  but noth-  

ing goes on in those  m e e t i n g s .  How could we ?"  

And yet  s ee ing  people  go in, s ee ing  t h e m  come out, s ay ing  nothing , 

and changes  fol lowing,  obvious ly  m e a n t  tha t  these  boys were  p lay ing  t h e i r  

c a r d s  c lose  to t he i r  ches t  and " t h e y  a in ' t  no f r i ends  of o u r s . "  

This  was c o m m u n i c a t i o n  without  words .  Upward c o m m u n i c a t i o n  is 

for  the pu rpose  of m a i n t a i n i n g  con t ro l ,  b ecause  one of the e l e m e n t s  of 

m a n a g e m e n t  is  to k n o w - - t h e  r e s p o n s i b i l i t y  to u n d e r s t a n d  as  wel l  as to 

be :unders tood .  

In your  c a se  of Capta in  Shat tock,  for  example ,  without  loading your  

own i n t e r p r e t a t i o n  of the  t h i n g - - y o u  know tha t  l e t t e r  tha t  he got f r o m  his 

f inance  o f f i ce r .  What was his n a m e ?  : L a n e  or  s o m e b o d y ?  Well ,  

when he f ina l ly  got down with the fe l lows and let  it  come out jus t  the s a m e  
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as  it  was  the  f i r s t  t i m e ,  he  s t a r t e d  to  r a i s e  h e l l  about  i t .  Do you r e m e m -  

b e r  t h a t ?  U p w a r d  c o m m u n i c a t i o n - - t o  u n d e r s t a n d  w h a t ' s  go ing  on.  

But  t h i s  is  a r e a l  tough  p r o b l e m .  

I have  a t a lk  t h a t  I ' ve  g iven  in  s o m e  p l a c e s  on u p w a r d  c o m m u n i c a t i o n  

a l o n e .  And the  n a m e  of t h i s  t a lk  i s  " D i o g e n e s ,  h is  l a m p ,  and  the  h o n e s t  

m a n . "  The  top m a n ,  un t i l  he knows  h is  p e o p l e  r e a l  wel l ,  d o e s n ' t  know 

w h o m  to b e l i e v e .  Tha t  d o e s n ' t  m e a n  he d o e s n ' t  know who the  l i a r s  a r e .  

T h e r e  a r e  p r o b a b l y  none  of t h e m  ly ing .  But  he s t i l l  d o e s n ' t  know w h o m  to 

b e l i e v e ,  fo r  the  s i m p l e  r e a s o n  tha t  u p w a r d  c o m m u n i c a t i o n  is  f i l t e r e d  by 

what  the  m e n  want  out of  t h e i r  own jobs .  I ' m  go ing  to  g ive  you an i l l u s -  

t r a t i o n  of t h i s ,  and  you can  c a r r y  t ha t  on f r o m  t h e r e .  

When  I was  in  B u - O r d - - I  had  b e e n  t h e r e  abou t  a y e a r - - I  was  w o r k i n g  

fo r  a f e l low by the  n a m e  of H o w a r d  L a n g l e y ,  who i s  s t i l l  t h e r e .  One of 

the  f i n e s t  f e l l ows  I e v e r  w o r k e d  fo r .  And I was  w a l k i n g  down the  h a l l w a y .  

It was  on a Monday  m o r n i n g ,  about  t e n  o ' c l o c k .  H o w a r d  was  c o m i n g  up the  

h a l l w a y .  Wel l ,  now, t h e s e  a r e  what  we c a l l  two e c h e l o n s  of c o m m a n d  

a d v a n c i n g  t o w a r d  e a c h  o t h e r .  And  I cou ld  s e e  tha t  in h is  eye  he had  the  

c o n t r o l l i n g  g l e a m .  B e i n g  a m a n a g e r ,  of c o u r s e  h e ' s  got  to do t h e s e  f ive 

t h in gs ;  and  I cou ld  s e e  t h a t  c o n t r o l  was  in  h i s  e y e .  He was  go ing  to  a s k  

m e  s o m e t h i n g .  

Well ,  i f  he  had a s k e d  m e  any  o t h e r  t i m e  t h a n  n ine  o ' c l o c k  Monday  

m o r n i n g ,  a n y t h i n g  wou ld  have  b e e n  b e t t e r  e x c e p t  then~ So I t r i e d  to avo id  

the  e n c o u n t e r .  But  t h e r e  w e r e  no p a s s a g e w a y s  tha t  wou ld  he lp  m e  out, 

no m e n ' s  r o o m s ,  no no th ing ,  and  no r e a l  r e a s o n  to  t u r n  a r o u n d .  So we 

d r e w  up a b r e a s t .  
29 

? 



• He looked at  me  and he sa id:  " B i l l ,  how's  the work  c o m i n g ? "  

Well ,  in m y  own mind  I had to case  h is  ques t ion  l e s t  I le t  tha t  l ead  me  

into a t r a p .  So I thought  to myself.- "Wel l ,  th i s  could be jus t  his  way of 

s a y i n g  a c h e e r y  Good m o r n i n g .  On the o the r  hand, m a y b e  not .  Maybe 

s o m e t h i n g  deepe r  u n d e r l i e s  t h i s .  Maybe t : h e r e ' s  s o m e t h i n g  he a l r e a d y  

knows about wha t ' s  going on in m y  sec t i on .  And on tha t  b a s i s ,  in a sk ing  

th i s  ques t ion ,  what m igh t  he know? 

" W e l l , "  I thought  to m y s e l f ,  " t h e r e  a r e  only  two th ings  he could 

about  it,  and t hey  a r e  P r o j e c t  A and P r o j e c t  B " ( N o w ,  P r o j e c t  A was s ix  

weeks  ahead  of t i m e  and in f ine shape .  P r o j e c t  B was fa r  behind  and in 

lousy  shape.)  "I wonder  if  he knows about ~ B .  If he doesn ' t  know about  

B, I ' m  jus t  walk ing  in the l i on ' s  cage to t a lk  about i t  to h im r i gh t  now. 

On the o ther  hand, i f  I t ake  the r i s k  and only  t a lk  about A, and he does 

know about  B, h e ' s  going to t u r n  on h i s  hee l s  and s a y  to h i m s e l f :  'Wel l ,  

I ' m  ; looking for  an hones t  man .  ~' 

And I can see  h im going back to his  desk,  s i t t i ng  down, and shak ing  

his  head  and w o n d e r i n g ,  "When can I get  an hones t  a n s w e r ?  All  he t e l l s  

me  a r e  the good th ings .  " 

So he s e e s  on his  d e s k - - i n  m y  imag ina t i on ;  I ' m  th ink ing  th rough  the 

c o n s e q u e n c e s  of a l l  t h i s - - a  note f rom the a d m i r a l  say ing ;  "Choose  me  out 

a fine young fel low who ' s  got a lot of a b i l i t y  to a s s i g n  to me for  a t h r e e -  

weeks  de t a i l  on a s p e c i a l  job, and he re  it  i s .  I want the m a n  for  whom 

th i s  wi l l  be a r e a l  o p p o r t u n i t y . "  

So Haward  looks at it ,  s h a k e s  h is  head,  and s ays :  "Wel l ,  I would 
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h a v e  p i c k e d  B i l l  fo r  t h i s ;  but  b a s e d  on our  e n c o u n t e r  and  m y  r e v i s e d  e s t i -  

m a t e  of h i m ,  no. It  c a n ' t  be B i l l . "  

V/el l ,  wha t  h a p p e n e d ?  My o p p o r t u n i t y  would  be sho t  r i g h t  a w a y .  

T h a t  would  t ake  a t e r r i f i c  b e a t i n g .  When  a m a n  s a y s  h e ' s  got  a r e v i s e d  

e s t i m a t e ,  m y  r e c o g n i t i o n  t a k e s  a b e a t i n g .  I ' m  not  s u r e  wha t  m y  a t t i t u d e  

t o w a r d  h i m  would  be and  w h e t h e r  w e ' r e  s t i l l  on the  s a m e  t e a m .  A f t e r  a l l ,  

i t  would q u e e r  o u r  r e l a t i o n s h i p .  B e l o n g i n g  would  t ake  a b e a t i n g .  And as  

f a r  a s  m y  a b i l i t y  to p l a n  a h e a d  wi th  c o n f i d e n c e  in  m y  r e l a t i o n s h i p s  wi th  

h i m ,  t h a t  would  t ake  s o m e t h i n g  of a b e a t i n g .  So I ' m  not  j u s t  about  to s t a n d  

t h e r e  and  p r e s i d e  o v e r  the  l i q u i d a t i o n  of m y  p s y c h i c  i n c o m e .  No. 

So, i n s t e a d ,  I s a y  to  h i m :  " W e l l ,  P r o j e c t  A i s  in  good s h a p e "  and  

I look  a t  h i m  to ge t  a c lue  as  to  wha t  he k n o w s .  But  h e ' s  an  o ld  hand  a t  

t h i s ;  so  he g i v e s  m e  a deadpan .  

Now, you  u n d e r s t a n d .  H e ' s  t r y i n g  to c o n t r o l .  H e ' s  t r y i n g  to ge t  

u p w a r d  c o m m u n i c a t i o n .  T h i s  i s  wha t  h e ' s  p a i d  f o r .  H e ' s  t r y i n g  to ge t  

out  of m y  job wha t  he w a n t s  out of i t .  Of  c o u r s e  I ' m  w a t c h i n g  m y  s h a r e  

too. 

So I s a y :  " W e l l ,  now, on the  o t h e r  hand ,  

in  the  s h a p e  we would  l ike  to  have  i t  i n . "  

no th ing .  

P r o j e c t  B i s  not quite= 

I look  a t  h i m  a g a i n ,  and  I ge t  

how 

So I s a y :  " W e l l ,  of c o u r s e ,  you  knowAthis t h ing  h a p p e n e d .  W e ' r e  

abou t  s i x  w e e k s  b e h i n d  and  we f i l l e d  out  F o r m  907, a s  s t a t e d  in  the  B u r e a u  

of Supp l i e s  and  A c c o u n t s  M a n u a l  3, c h a p t e r  4, s e c t i o n  6, foo tnote  5, w h i c h  

r e f e r s  b a c k  to  s e c t i o n  3 in  v o l u m e  1, w h i c h  has  to do wi th  e x p e n d i t u r e s  
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o v e r  f ive  h u n d r e d  d o l l a r s  e x c e p t  a s  h e r e i n a f t e r  no ted  in c o n n e c t i o n  w i th  

P u b l i c  Law No. s o - a n d - s o ,  w h i c h e v e r  s h a l l  o c c u r  e a r l i e r . "  
in  t h r e e  m i n u t e s  

I cou ld  lose  anybodYAWith t h i s  k ind  of t a l k ,  but  not t h i s  boy .  H e ' s  

s h a r p .  H e ' s  s t i l l  wi th  m e .  

So a t  about  the  end  of t en  m i n u t e s  he f i n a l l y  l o s e s  t r a c k ,  l ooks  at  

h i s  wa tch ,  and  s a y s :  " O h  ho.  Wel l ,  B i l l ,  we a l l  have  ou r  p r o b l e m s ,  

don ' t  w e ?  I ' m  s u r e  g l a d  to  s e e  t h a t  y o u ' r e  on top of y o u r s .  And i f  

t h e r e ' s  a n y t h i n g  I c an  do to  he lp  you  out,  don ' t  h e s i t a t e  to c a l l  on m e . "  

Now, l e t ' s  s ee  wha t  h a p p e n e d .  He w a n t e d  to  do a c o n t r o l  job; 

w a n t e d  to  know w h a t ' s  go ing  on. T h a t ' s  w h a t  he  w a n t e d  out of m y  job.  

Wha t  did I g e t ?  Wel l ,  when  he s a i d  to  m e :  " W e l l ,  B i l l ,  we a l l  h a v e  

ou r  p r o b l e m s ,  " I was  w e l c o m e d  in to  t ha t  g r e a t  a r m y  of s u c c e s s f u l  e x e c -  

u t i v e s  who have  p r o b l e m s .  " W e l c o m e  a b o a r d ,  b o y . "  So m y  b e l o n g i n g  

was  now s e c u r e .  I ' m  not  go ing  to l o se  t ha t .  

When  he s a id :  " I f  t h e r e ' s  a n y t h i n g  I c an  do to e v e r  he lp  you  out,  

d o n ' t  h e s i t a t e  %o c a l l  on m e , "  the  door  of o p p o r t u n i t y  w a s  wide  open .  

When  he s a id :  " I  c an  s e e  t h a t  y o u ' r e  on top of y o u r  j o b " - - w e l l ,  
s u c h  

naturally, any guy that could talk for ten minutesAin a confusing way ob- 

viously is on top of his job. So I've got recognition. 

And, finally, I can still now plan ahead in my dealings with him. 

And when I came into a position of conflict between getting out of my job 

what I wanted out of it, and giving the boss out of my job what he wanted, 

I had him hands down. 

This thing took about a half hour to transpire. He did not earn his 
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money ,  for  he was paid  to get the a n s w e r .  I d idn ' t  e a r n  m y  m o n e y  e i t he r ,  

because  I w a s n ' t  pa id  to p r o t e c t  my  psych ic  i ncome .  It was a net  d raw 

be tween  us, and a net  loss  to the Bureau  of Ordnance .  

This  is  one of the b locks  to c o m m u n i c a t i o n s  upward,  and that  is ,  

the consequences  of what your  i n t e r p r e t a t i o n  of his  ques t ion  migh t  be in 

t e r m s  of how you answer  i t .  E v e r y  boss  is  e x t r e m e l y  s e n s i t i v e  to this° 

and i t  is  one of his  b igges t  w o r r i e s  and d i f f icu l t i es  in upward  c o m m u n i c a -  

t ion.  

This  s t a r t s  you th inking a long upward  c o m m u n i c a t i o n  l ines .  And 

s ince  our  t ime  is up now and you want to d i s cus s  Joe Robbins,  and t h e r e ' s  

so much  h o r i z o n t a l  c o m m u n i c a t i o ~ n v o l v e d ,  w e ' r e  going to have a ques t ion  

pe r i od  anyway,  and we can get  into tha t  then .  

Thank you. 

COL. COLMER: Mr.  Oncken is  r e a d y  for  your  ques t ions .  

QUESTIGN: You have to ld  us about the p r o c e s s  of up and down 

c o m m u n i c a t i o n .  I wonder  if  you would c a r e  to c o m m e n t  for  a minute  

on s idewise  c o m m u n i c a t i o n .  

MR° ONCKEN: Yes.  The Bureau  of Ordnance  is not a bu reau  of 

weapons .  I don ' t  know how i t ' s  o rgan i zed  now, but when I was t he r e ,  

a c r o s s  the top i t  was f u n c t i o n a l - - r e p a i r s ,  p roduc t ion ,  m a n a g e m e n t ,  qual-  

i ty  con t ro l ,  m a i n t e n a n c e ,  and such  th ings .  On the o ther  hand, somebody  had to 

w o r r y  about  t o rpedoes ,  m ines ,  depth c h a r g e s ,  and wha t -no t .  So t h e r e  

was a s ta f f  c r ew tha t  had type r e s p o n s i b i l i t y  for  weapons,  a l though the 

o rgan i za t i on  was func t iona l .  
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Well ,  we got a l e t t e r  then f rom the f ie ld  a d d r e s s i n g  a to ta l  ques t ion  

about weapons ,  cu t t ing  a c r o s s  a l l  the o r g a n i z a t i o n a l  l ines  on the top l ine .  

We 've  got an e n s i g n  s i t t i ng  over  at  the type desk,  so tha t  when a ques t ion  

c o m e s  in  about weapons ,  he ge ts  i t .  H e ' s  got to coord ina te  the  a n s w e r .  

That  goes  on to R&D, and th i s  ques t ion  i s  r e a l l y  loaded,  because  th i s  i s  

r e a l l y  an i n t e r n a l  p o l i t i c a l  p r o b l e m .  So I get  the  f i r s t  c r a c k  at  i t .  And 

t h e y  f r a m e  t h e i r  r e c o m m e n d a t i o n  as  to how th is  p a r t  s h a l l  be made  in 

such  a way as to p r o t e c t  the v e r y  th ing  t hey  have been  f ight ing  for  now 

with  the a d m i r a l  for  the l a s t  two y e a r s .  So th i s  l e t t e r  a t  l e a s t  is  not going 

to le t  the P a n d o r a ' s  box out. 

Well ,  t he  ens ign  t a k e s  the m a t t e r  over  to P r o d u c t i o n .  T h e y  look 

at  what  R&D has  jus t  w r i t t e n  and they  hit  and sky  and say :  "Ah, ha. The 

hand is  now r e v e a l e d .  None of th i s  n o n s e n s e .  

t h e y  th ink  the a n s w e r  should  be.  

" So t hey  wr i t e  down what 

Then i t  goes  over  to the I n f o r m a t i o n  C e n t e r .  They  look at i t  to see  

what  t hese  two fe l lows  a r e  up to.  " B y  George ,  w e ' r e  going to m a k e  a 

t e s t  c a se  out of t h i s . "  So t h e y  w r i t e  t h e i r  a n s w e r .  And then  i t  goes  to 

Qua l i ty  Cont ro l .  

F i n a l l y  i t  ge t s  back to the  e n s i g n ' s  desk,  with f ive m u t u a l l y  e x c l u s -  

ive ways  of a n s w e r i n g  th i s  l e t t e r .  T h e r e f o r e  s o m e  c o m p r o m i s e  has  got 

to be made .  

Well ,  while a l l  th i s  i s  going on, the ens ign  i s  going back,  going back,  

going back,  ge t t ing  d e e p e r  and deepe r  into s o m e t h i n g  tha t  is  way  over  

h is  head,  the I n f o r m a t i o n  C e n t e r  sends  out a t r a c e r  to f ind out what the 
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I 
I 

I 
! 

I 
I 

ed I 
hell has happen]~o this inquiry. I 

I 
I 

Well,  nothing happens  to the t r a c e r ,  unt i l  f ina l ly  the c o m m a n d i n g  

i 
of f i ce r ,  when this  ques t ion c o m e s  to him,  t a lks  to the a d m i r a l .  He blows 

i 
his top.  So he looks at  i t .  The whole thing looks d i s a r m i n g l y  s imp le  to i 

] 
I 

him.  So he da shes  off a r ep ly .  ! 

i 
The point is tha t  the a d m i r a l  wro te  his r e p l y  not b a s e d  on his a u t h o r -  [ 

] 
] 

i ty  of compe tence ,  b e c a u s e  he d idn ' t  have any  compe tence  to a n s w e r  that  

l e t t e r .  T h a t ' s  what h e ' s  got his people fo r .  It  was  only b a s e d  on his a u t h o r -  
! 

i ty  of r a n k .  And th is  is  what we ca l l  a r a n k  dec i s ion .  ] 
i 
i 
i 

And why?  S imply  b e c a u s e  each  one of the d e p a r t m e n t s - - R e s e a r c h ,  i 
] 

Produc t ion ,  M a i n t e n a n c e - - c o l l e c t i v e l y  have f i gu red  out what  they  wanted  

i 

out of t h e i r  function in t e r m s  of oppor tuni ty ,  r ecogn i t ion ,  belonging,  e m o -  

t iona l  s e c u r i t y - - b e i n g  able  to plan ahead  with conf idence .  This  is known 

as  l o n g - r a n g e  planning.  "Wel l ,  don ' t  change m y  p lans  now. I ' ve  been 
I 

work ing  at  them for  two y e a r s .  I ' m  not going to let  th is  m a k e  the c h a n g e . "  i 

i 
I t ' s  to p ro t ec t  what  they  want out of t h e i r  own funct ion,  i 

! 
Take the Supply Corps  of the Navy,  fo r  i n s t ance .  They  have a i 

supply  o f f i ce r  at  a s h i p y a r d .  Who is the supply  o f f i ce r  work ing  f o r ?  Is i 
! 

he work ing  for  the s h i p y a r d  c o m m a n d e r ?  Or  is he work ing  fo r  the Chief  

of the B u r e a u  of Supplies  and Accoun t s?  Well,  in s o m e  ways  h e ' s  work ing  i 
! 

for  the s h i p y a r d  c o m m a n d e r  and in s o m e  ways  he ' s  work ing  fo r  the B u r e a u  I 

of Supplies  and Accounts .  However ,  when it c o m e s  to his own c a r e e r ,  

] 
h e ' s  got to t ake  c a r e  of the a d m i r a l  whb is  in c h a r g e  of the Bureau  of 

Supplies and Accounts .  ! 
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Now, maybe  t h e r e  a r e  some  supp ly  o f f i c e r s  h e r e .  You m a y  th ink 

to y o u r s e l ~ e s :  "Wel l ,  I n e v e r  had to do tha t . "  You've p r o b a b l y  m e t  a d m i r -  

a l s  who n e v e r  did. A d m i r a l s  a r e  s e c u r e .  But t h i s  p r o b l e m  does e x i s t  

and i t  has  got to be c l e a r e d .  So tha t  is  h o r i z o n t a l  c o m m u n i c a t i o n .  

~he  only  way  to o v e r c o m e  that ,  i f  y o u ' r e  the old man ,  is  to ge t  

the boys  t o g e t h e r  and say :  "Look ,  w e ' r e  a l l  in the  s a m e  boat .  Why don ' t  

we coo rd ina t e  th i s  wi th in  the wal l s  of th is  r o o m  ?" and lock t h e m  up unt i l  

you get  s o m e t h i n g .  Coord ina t ion  has  got to be made  to work,  based  on 

the old m a n ' s  p s y c h i c  income  and the co l l ec t ive  p s y c h i c  i ncome  of the 

base ,  r a t h e r  than on the s e p a r a t e  p s y c h i c  i n c o m e s  of the d i f f e r en t  

i nd iv idua l s .  

But t h e r e ' s  so much  de lega t ion  by  i n d i c a t i o n - - " Y o u , v e  got to supp ly  

some th ing ,  " as  though tha t  th ing  could ope ra t e  i t se l f ,  m ind  yuu, without  

r e l a t i o n  to any  of the o ther  func t ions .  "You 've  got the p roduc t ion  funct ion .  

You 've  got t h i s , "  a l m o s t  as  if  each  job on the o r g a n i z a t i o n  c h a r t  was a 

job tha t  could be done by i t se l f ,  such  as  a m a c h i n i s t  can  do a job in a b o r -  

ing m i l l .  He c a n ' t  do it tha t  way.  H e ' s  got to do it  wi th  and th rough  o t h e r s .  

And you as  the  C . C .  have got to l ine t h e m  up and put t hem on b r e a d  and 

w a t e r  un t i l  t hey  f ind out tha t  the p s y c h i c  i ncome  of the e n t i r e  e s t a b l i s h m e n t  

i s  put above the p s y c h i c  i ncome  of the i nd iv idua l s .  And when I s a y  " p s y c h i c  

i n c o m e "  I am t a lk ing  about the sum to ta l  of t he se  th ings  ( indica t ing) .  On 

a func t iona l  b a s i s  th i s  guy i s  going to defend his  a g a i n s t  the o t h e r s .  

QUESTION: You ind i ca t ed  th i s  m o r n i n g  tha t  you c a n ' t  c o m m u n i c a t e  

e v e r y t h i n g .  E x e c u t i v e s  as  a lot s e e m  to be t e r r i f i c a l l y  busy,  wi th  the 
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s h o r t  m e m o s ,  s h o r t  c o n f e r e n c e s  and d i s c u s s i o n s  as  t h e y  go a long the hal l ,  

and t h e r e  a r e  some  r e a l  t i m e  l i m i t a t i o n s .  What f u r t h e r  c o m m e n t s  or sug -  

g e s t i o n s  do you have as to how th is  r e l a t e s  to c o m m u n i c a t i o n ,  and how it  

can  be i m p r o v e d ?  

MR. ONCKEN: E v e r y t h i n g  tha t  an execu t ive  does c o m m u n i c a t e s .  

E v e r y t h i n g  he does c o m m u n i c a t e s .  When he walks  down the hal l ,  he com-  

m u n i c a t e s .  When he c o m e s  in  to work,  he c o m m u n i c a t e s .  If he ge t s  to 

work  f i f teen  m i n u t e s  be fore  opening t ime ,  he i s  c o m m u n i c a t i n g  s o m e t h i n g  

a l r e a d y .  Of c o u r s e  you 've  got to find out in those  f i f teen  m i n u t e s  if  h e ' s  
th ing .  

c o m m u n i c a t i n g  some  p a r t i c u l a r ~  But h e ' s  c o m m u n i c a t i n g  o n - t i m e  p e r f o r m -  

ance .  By the way  in which he t a lk s  to people  he c o m m u n i c a t e s .  

So i t ' s  not a ques t ion  of t ak ing  s p e c i a l  t i m e  out for  c o m m u n i c a t i o n .  

It is  a ques t ion  of r e c o g n i z i n g  tha t  e v e r y t h i n g  you do i s  a f o r m  of c o m m u n i -  

ca t ion  and explo i t ing  i t  to the hi l t .  

Now, at  the r i s k  of u s ing  a v e r y  poor  i l l u s t r a t i o n ,  but it  happens  to 

be a v e r y  s p e c t a c u l a r  one, one which Mr .  K h r u s h c h e v  jus t  happens  to 

k n o w - - t h a t  e v e r y t h i n g  he does c o m m u n i c a t e s .  He jus t  knows t h i s .  But if  

you a s k e d  h im if  he t akes  t i m e  out for  t h i s ,  I th ink  he would be confused  

as  to what  you m e a n t .  

Now, l e t ' s  t ake  some  spec i f i c  i l l u s t r a t i o n s .  

happens  on the ba se  a l l  the  t i m e .  Take P .  I. & ~ .  

l ike  Sunday School u sed  to be when we were  k ids .  

Take  s o m e t h i n g  tha t  

P .  I. & E .  can be 

You s i t  t h e r e  and th row 

p a p e r  c l ips ,  pa s t e  chewing  gum u n d e r n e a t h  the c h a i r s ,  pla~rtit  ta t  toe,  

whi le  the poor  s e r g e a n t  or  c o r p o r a l  up t h e r e  is  t r y i n g  to t a lk  about the  
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v i r t u e s  of A m e r i c a n  d e m o c r a c y .  Well ,  th i s  is  no th ing .  

On the o the r  hand, the C . O .  has  t h e s e  luncheons .  I happened  to 

know a C . O .  who had lunch four t i m e s  a y e a r  with the i n s t r u c t o r  in P.  I .  

& E . ,  t a lk ing  about his  own idea s  and op in ions .  Well ,  what  happens  ? 

The i n s t r u c t o r  could then  say :  "I  happened  to be t a lk ing  about  th i s  v e r y  

sub jec t  with the C . C .  the o ther  d a y . "  How v e r y  i n t e r e s t i n g  tha t  i s !  I m m e d -  

i a t e l y  that  g ives  the i n s t r u c t o r  a lot of a u t h o r i t y  he d idn ' t  once have .  

Maybe he had the a u t h o r i t y  of compe tence  to t each ,  and he had the a u t h o r -  

i ty  of p o s i t i o n - - h e  i s  the t e a c h e r ,  you s e e - - b u t  he a l so  had s o m e t h i n g  

f rom the old m a n  tha t  the old m a n  had, tha t  was t r a n s m i t t e d  to h i m - - t h e  

a u t h o r i t y  of l e a d e r s h i p  and the a u t h o r i t y  of c h a r a c t e r ,  that  he cou ldn ' t  

develop on h is  own r i g h t  at  the l e v e l  a t  which  he was  work ing .  It was a 

p u r p o s e f u l  s o r t  of th ing.  

I a m not s a y i n g  any th ing  tha t  you d idn ' t  a l r e a d y  know and cou ldn ' t  

have sa id  as  wel l .  But p e r h a p s  t h e r e ' s  s o m e t h i n g  tha t  you have in mind  

tha t  I h a v e n ' t  touched on. 

QUESTION. Yes .  I th ink  I u n d e r s t a n d  what you sa id ,  and I th ink  

we a g r e e .  But t h e r e  s t i l l  i s  the p r o b l e m  where  the boss  has  s o m e t h i n g  

in mind  but d o e s n ' t  have the t ime  to expla in  what it  i s ,  and t h e r e f o r e  you 

don ' t  have the ab i l i t y  to p e r f o r m .  And th i s  i s  i n h e r e n t  a l m o s t ,  i t  s e e m s  

to me,  in the p r o c e s s .  

MR. ONCK~N. Yes,  s i r .  I am of the opinion tha t  any  m a n  who has  an 

u rge  to exp la in  wi l l  f ind the t i m e  to expla in ,  if  h e ' s  bui l t  tah t  way.  If h e ' s  

not bui l t  tha t  w a y - - a n d  tha t  doesn ' t  m e a n  he c a n ' t  be bui l t  tha t  w a y - - t h e n  
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h e ' s  not  go ing  to have  the u r g e  to  e x p l a i n .  

T h i s  f r i e n d  of m i n e ,  Bob,  t h a t  I u s e d  to t a l k  t o - - I  a l w a y s  a g r e e d  

wi th  Bob in  e v e r y t h i n g  t ha t  he s a i d  o r  t a l k e d  to me  abou t  a s  to how we l l  

he u n d e r s t o o d  how t h i n g s  s h o u l d  be done .  But  t h e n  I s a i d  to  Bob: " Y e s ,  

but  you  h a v e n ' t  to ld  a n y b o d y . "  Do you  know what  h i s  a n s w e r  w a s  ? It 

w a s n ' t  " I  d idn ' t  have  t i m e . "  He s a id :  

a n y b o d y ?  ! u n d e r s t a n d  the  p r o b l e m .  

ought  to be enough .  I u n d e r s t a n d  i t .  

" W h y  shou ld  I e x p l a i n  a n y t h i n g  to 

So i f  I t e l l  h i m  wha t  to do, t ha t  

Once  I have  e x p l a i n e d  i t  to h i m  fo r  

an  hour ,  i f  i t  took  tha t  long,  he would  f ind  out  I was  r i g h t ,  w o u l d n ' t  he ? 

T h e n  why  go t h r o u g h  a l l  t h i s  n o n s e n s e ?  ~' 

T h a t  i s  j u s t  l i ke  a s a l e s m a n  s a y i n g :  " I  wan t  you to buy  a C a d i l l a c . "  

You s a y ,  " W h y  s h o u l d  I b u y  a C a d i l l a c 7 "  " C h ,  I h a v e n ' t  got  t i m e  to 

e x p l a i n  a l l  t h e s e  t h i n g s .  I know you  s h o u l d  buy  a C a d i l l a c .  I know i t .  

I ' v e  got  a r e p u t a t i o n  for  b e i n g  r i g h t .  A f t e r  I e x p l a i n e d  i t  to you  fo r  a whole  

hour ,  why  you s h o u l d  buy  a C a d i l l a c ,  wha t  d i f f e r e n c e  would  i t  m a k e  ? 

You would  f ind  out  I was  r i g h t  a n y w a y .  So to  s a v e  us  bo th  s o m e  t i m e ,  

buy  the d a m n  c a r . "  

So t h e r e ' s  an  e l e m e n t  of s a l e s m a n s h i p  in  l e a d e r s h i p .  The  m a n  who 

h a s n ' t  got  the  u r g e  to t e l l  the  m e n  w i l l  n e v e r  f ind the  t i m e  to do i t .  

QUESTION:  We have  h e a r d  a lot  about  the  v a l u e  of i n f o r m a l  c o m m u n -  

i c a t i o n  u p w a r d .  I w o n d e r  i f  you  would  c o m m e n t  on t ha t .  

MR.  ONCKEN:  You r e a d  abou t  the  open door  p o l i c y .  Y e a r s  ago I 

had  a c o m m a n d i n g  o f f i c e r  who d e c i d e d  he was  go ing  to have  the  open door  

p o l i c y .  Maybe  he s a w  i t  in a book and  t hough t  i t  was  a good g i m m i c k .  
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So he put in  the  open  d o o r  po l i cy .  

Wel l ,  nobody  v e n t u r e d  in for ,  I g u e s s  i t  was ,  s o m e  two m o n t h s  on the  

open d o o r  po l i cy .  Of c o u r s e  the  r e a s o n  why was  p r o b a b l y  the  s a m e  r e a s o n  

why the h u m a n  r a c e  d i d n ' t  ge t  a r o u n d  to  e a t i n g  c l a m s  fo r  so  l o n g .  Who 

was  go ing  to be the  fa l l  guy  to f ind out if  t h e y  w e r e  p o i s o n o u s  o r  n o t ?  

T h e r e f o r e  t h e y  p r o c r a s t i n a t e d  fo r  a long  t i m e .  The m a n  who ate  the  f i r s t  

c l a m s  shou ld  have  a m o n u m e n t  bu i l t  to h i m .  T h a t ' s  why I s a y  I ' d  r a t h e r  

s e e  an  open  m i n d  p o l i c y  than  an open  d o o r  po l i cy .  

Now, one  of m y  b o s s e s  has  a c u s t o m  w h e r e  at  n ine  o ' c l o c k  e v e r y  

m o r n i n g  we d i v i s i o n  c h i e f s  a r e  s u p p o s e d  to c o m e  in h i s  of f ice ,  sp l i t  fo r  

who pays  fo r  the  cof fee ,  and  we j u s t  s i t  and  d r i n k  cof fee  fo r  ha l f  a n h ° u r "  

Wel l ,  he has  no th ing  to  s a y  to us ,  u s u a l l y ;  and  we d o n ' t  have  a n y t h i n g  to 

s a y  to  h i m  e i t h e r .  We j u s t  s i t  t h e r e  and  d r i n k  co f f ee .  Wel l ,  he u s e s  tha t  

ha l f  h o u r  to w o r k  off  t h i s  p a p e r  w o r k  tha t  he has  wh i l e  we a r e  s i t t i n g  

t h e r e .  So he g e t s  a z e r o  on tha t .  

I know tha t  m a n y  a t i m e  t h e r e  w e r e  so  rm th ings  tha t  I w a n t e d  to ge t  

c l o s e  to hem on, but  I d i d n ' t  k n o w  how safe  it  would  be .  You c a n ' t  t e l l  

when  you p r o p o s e  s o m e t h i n g  wi th  the  b o s s ,  how he wi l l  t ake  i t .  You can  

r a i s e  i t  by a s k i n g  a n e u t r a l  o v e r  h e r e ,  " C a n  you t e l l  m e  about  t h i s ? "  

and  you look at  t he  b o s s .  If he d o e s n ' t  f l inch ,  you ge t  a l i t t l e  b i t  c l o s e r .  

Or  you can  s a y  to h i m :  " I  h e a r d  tha t  at  the  a d m i r a l ' s  l a s t  m e e t i n g  

this thing was decided. 

I was there." "Well, 

w r o n g .  

Were you there, Sam?" (Sam's the boss.) "Yes. 

is that right--what we heard?" "No. That's 

" "Well, what did happen?" "Well, I had to leave just as they 
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got  to t h a t . "  "Oh,  w e l l . "  

f ind  out  the  a n s w e r  to t h i s  q u e s t i o n  when,  

to it ,  i t ' s  none of m y  b u s i n e s s  ? 

Wel l ,  why  do I m a k e  i t  m y  b u s i n e s s ?  

But  do you t h i n k  I cou ld  j u s t  wa lk  in  and  
i 

o b v i o u s l y ,  when  you ge t  down 

Wel l ,  I wan t  to be on~ of 

the  i n f o r m e d  c i r c l e .  I owe i t  to  m y  own s e l f - r e s p e c t .  I know t h e n e ' s  

s o m e t h i n g  go ing  on a r o u n d  h e r e .  I t  d o e s n ' t  he lp  m e  in m y  job .  But  I ' v e  

got  to  know.  If  he a s k s  m e ,  I ' l l  g ive  h i m  an  h o n e s t  op in ion .  If  h e ' s  s i l e n t  

and  w o n ' t  t e l l  m e ,  t h e n  I ' v e  r e a l l y  got  to  know.  T h i s  i s  the u p w a r d  c o m -  

m u n i c a t i o n  p r o c e s s .  T h e n  t h e r e  a l s o  h a s  to be t h i s  d o w n w a r d  c o m m u n i c a -  

t ion ,  so  the  i n d i v i d u a l s  can  p l an  a h e a d  wi th  c o n f i d e n c e  in  t h e i r  d e a l i n g s  

w i t h  h i m .  T h e y ' v e  got  to c a s e  h i m .  You 've  got  to c a s e  h i m .  

Wel l ,  to wind  up, I ' d  l ike  to m e n t i o n  one t h i n g  t h a t  m a y  be of i n t e r -  

e s t  to you  a s  c a r e e r  o f f i c e r s .  I t  was  of t r e m e n d o u s  i n t e r e s t  to m e  when  

I was  in  the  C i v i l  S e r v i c e . :  I a m  s u r e  t h a t  none of you  i s  m a k i n g  a f o r t u n e  

out of b e i n g  in the  m i l i t a r y  s e r v i c e ,  and  I c an  a s s u r e  you L!m not  m a k i n g  a 

f o r t u n e  w h e r e  I a m  w o r k i n g .  But  I m a k e  a m o d e s t  s u m  of m o n e y ,  and  I 

did when  I was  in  the  F e d e r a l  G o v e r n m e n t .  And I s t a y e d  in the  G o v e r n m e n t  

abou t  t en  y e a r s .  I o f ten  t r i e d  to f i g u r e  out  why  I did i t .  A f t e r  a l l ,  p e o p l e  

w e r e  c o m i n g  to m e  and  s a y i n g :  "You  cou ld  m a k e  t h r e e  t i m e s  as  m u c h  on 

the  o u t s i d e . "  I t h ink  e v e r y  one h e r e  h a s  been  to ld  t h a t  b y  s o m e b o d y .  When  

you  ge t  on the  ou t s i de ,  y o u  f ind out  wha t  you  can  s e l l  y o u r s e l f  f o r .  

I cou ld  ge t  a job s w a b b i n g  f l o o r s  down h e r e  at  the  Union  S ta t ion .  

I ' v e  got  up h e r e  " o p p o r t u n i t y ,  r e c o g n i t i o n ,  b e l o n g i n g ,  and  s e c u r i t y ,  " and  

t h e r e  a r e  two k inds  of s e c u r i t y - - e m o t i o n a l  and  e c o n o m i c .  So t h e r e  a r e  
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f i ve  t h i n g s  t h a t  I w o r k  fo r .  I cou ld  swab  f l o o r s  down a t  the  Union  S ta t ion ,  

and  i f  s o m e b o d y  o f f e r e d  m e  the  job,  I ' d  c a s e  i t  and  f ind  out w h a t ' s  in  i t  

fo r  m e .  

Now, r i g h t  now I have  an  a d e q u a t e  a m o u n t  of o p p o r t u n i t y  to do s i g -  

n i f i c a n t  and  i m p o r t a n t  w o r k  b y  m y  own s t a n d a r d s .  So t h a t ' s  q u a n t i t y  A. 

You don ' t  f i g u r e  t h e s e  t h i n g s  out on a s l i d e  r u l e .  When i t  c o m e s  to r e c o g -  

n i t ion ,  t h a t  I ge t  in  m y  l ine  of  work ,  m y  m i n i m u m  r e q u i r e m e n t s  a r e  m e t ,  

and t h e y  happen  to be B.  

a good b u n c h  of p e o p l e .  

F r o m  the  s t a n d p o i n t  of b e l o n g i n g ,  I w o r k  fo r  

I can  r e s p e c t  t h e m .  T h e y ' r e  good J o e s .  I know 

t h e i r  f a m i l i e s .  T h e y  know m i n e .  C on t ha t .  When  i t  c o m e s  to e m o t i o n a l  

s e c u r i t y ,  I can  p l a n  a h e a d  wi th  c o n f i d e n c e  in  m y  own w o r k  p r e t t y  we l l .  

I have  m o r e  of a p r o b l e m  wi th  m y s e l f ,  a s  a m a t t e r  of fac t ,  on t ha t  s c o r e  

t h a n  I have  wi th  m y  b o s s .  So I ' ve  got  an  a d e q u a t e  a m o u n t  of t h i s .  W e ' l l  

c a l l  t ha t  D .  F r o m  the  s t a n d p o i n t  of m e e t i n g  m y  nex t  p a y m e n t ,  b a s e d  on 

h a v i n g  t h r e e  k ids  and  wha t  I ' d  l i ke  to g ive  t h e m ,  I ' ve  got  t h i s - - E .  The  s u m  

t o t a l  of a l l  t h a t  I w o r k  fo r ,  of c o u r s e ,  i s  the  s u m  t o t a l  of a l l  of  t h e s e  

t h i n g s ,  wh ich  i s  F .  

Now, F i s  m y  i n c o m e  f r o m  m y  job.  O n l y  one p o r t i o n  of i t ,  ]~, i s  

m o n e y .  But  i t  i s  i n c o m e ,  b e c a u s e  i f  you t a k e  a n y  of t h e s e  t h i n g s  d r a s t i -  

c a l l y  a w a y  f r o m  m e - - I  don ' t  c a r e  w h i c h  one you  t a k e - - I  w i l l  b e c o m e  l e s s  

p r o d u c t i v e .  I c a n ' t  he lp  i t .  I ' m  a h u m a n  b e i n g .  But  t h i s  i s  not  a l l  m o n e y  

i n c o m e .  We w i l l  c a l l  i t  p s y c h i c  i n c o m e .  I t ' s  the  k ind  t ha t  you  f ee l .  And 

even  an  i n c r e a s e  in the  m o n e y  i n c o m e  has  a p s y c h i c  b e n e f i t .  W i t n e s s  the  

m a n  who g e t s  h i s  f i r s t  p a y  c h e c k  at  a h i g h e r  r a t e .  He g e t s  a t r u l y  e m o -  



t i o n a l  i r r a t i o n a l  r e a c t i o n .  It has  nothing to do with f i gu re s .  

We]_l, now, le t  us suppose  tha t  I go down to the Union Stat ion and 

swab f l oo r s .  One r e q u i r e m e n t  tha t  I have is tha t  i f  I do swab f loors  in 

the Union Stat ion,  m y  to ta l  p sych ic  income  m u s t  be the s a m e  down he re  

as  i t  i s  in my  p r e s e n t  job.  I ' m  not going to work for l e s s .  So I case  the 

s i tua t ion  to see  what I get .  

Well ,  f r om the s tandpoin t  of oppor tuni ty ,  I do not r e g a r d  that  as 

s ign i f i can t  and i m p o r t a n t  work  f rom m y  p r o f e s s i o n a l  s t a n d a r d s ,  the r e a -  

son being tha t  I ' m  in a d i f fe ren t  p r o f e s s i o n  f r o m  what t h e y ' r e  in. So that ,  

consequen t ly ,  is  ze ro .  

Recogn i t i on?  I can r e a s o n  that  a l l  f o r m s  of human labor  have equa l  

digni ty .  Whe the r  you be a c a n d l e s t i c k  m a k e r ,  bu tcher ,  bake r ,  o r  b r i c k -  

l aye r ,  P r e s i d e n t  of the United States ,  Sena tor ,  or  ~ what,  they  a l l  have 

equal  d igni ty .  I was taught  th is  in t h i r d  g r ade .  However ,  none of my  

f r i ends  took tha t  cou r se ;  ~o they  don ' t  know about  th i s .  T h e r e f o r e ,  when 

they  find out that  I 'm  swabbing f loors ,  t hey  wi l l  feel  e m b a r r a s s e d  for  me .  

And s ince  they  a r e  the only  ones f rom whom I get  r ecogn i t i on ,  I obv ious ly  

don ' t  get any of it ,  however  I m a y  wish to q u a r r e l  with t h e i r  s t a n d a r d s .  

Ze ro  for  that .  

Be long~ing? I have no hanke r ing  to belong to the f loor  swabbe r s ,  

union,  or  Mrs .  Oncken to the Lad ies  Aid or  the Commun i ty  for  B e t t e r m e n t  

among  f loor  swabbe r s ,  wives .  T h a t ' s  some th ing  on which we a re  soc i a l  

snobs ,  s i m p l y  because  we 've  been l iv ing in the s a m e  wolf pack  for  y e a r s  and 

w e ' r e  not going to change jus t  because  m y  job changes .  So I ' l l  get  nothing 
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out of tha t .  

When it comes  to m y  e m o t i o n a l  s e c u r i t y ,  I u n d e r s t a n d  tha t  when 

f loor  s w a b b e r s  get p r o m o t e d  to f o r e m a n ,  t h e i r  a u t h o r i t y  goes  to t he i r  

head and t hey  s t r i d e  about drunk with power .  I c an ' t  c a s e  a man  l ike tha t .  

My e m o t i o n a l  s e c u r i t y  would be ze ro .  So I get  none of tha t .  

Now, the only  th ing  I 've  got left  i s  the m o n e y  p a r t .  The ques t ion  

i s ,  On what l eve l  do I wish  to f inance  a s e t t l e m e n t ?  I t ' s  a s i m p l e  a l g e -  

b r a i c  p r o b l e m ,  b e c a u s e  I 've  a l r e a d y  e s t a b l i s h e d  what th i s  s h a l l  b e - - n o  

l e s s  than  what  I 've  got now. So 0 p l u s  0 p l u s  0 p l u s  0 plus  E ~. F.  What 

does E come out for  me  ? 

I ' l l  t e l l  you what i t  c o m e s  out. It would be one hundred  thousand  

d o l l a r s  a y e a r  a f t e r  t axes ,  on a t w e n t y - y e a r  c o n t r a c t .  That  would add up 

to F and I 'm  going to work  at the Union Stat ion at  the s a m e  pay  I ' m  ge t t ing  

now, which i s  th i s .  

You m a y  say-  "Wel l ,  Bi l l ,  how do you f igure  tha t  o u t ? "  V e r y  s i m p l e .  

I wi l l  use  the m o n e y  to p u r c h a s e  off the job the oppor tun i ty ,  r e cogn i t i on ,  

be longing,  and e m o t i o n a l  s e c u r i t y  tha t  I don ' t  get  on the job. 

I ' l l  take $25, 000 out of that  and exploi t  some  v e r y  i n t e r e s t i n g  r e a l  
It 

e s t a t e  specu la t i on  oppor tun i t i e s .  ! ~ l l l  Lake $25 ,  00 to m e e t  m y  s t a n d a r d s  

of A. But, having done so, m y  A is  r e s t o r e d .  I g r a n t  you i t ' s  off the job. 

But I don' t  c a r e  whe the r  i t ' s  off the job or  on the job. I 've  got to have 

th i s  to s t a y  in ba lance  on m y  psych ic  i ncome .  

I ' l l  t ake  ano the r  $25j 000 and put a down p a y m e n t  on a beau t i fu l  home 

in W e s t c h e s t e r  County.  A down p a y m e n t  of $25, 000 ge ts  you quite a house .  
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So tha t  when my  f r i ends  walk by, one wi l l  s ay  to the o the r ,  "Who jus t  

moved  in t h e r e ? "  The o ther  wi l l  wh i spe r  in bated b rea th :  "Why, don ' t  

you r e a d  the Sunday supp lemen t s  ? I t was the Onckens ,  of c o u r s e . "  

Well ,  when they  ta lk  l ike that  about you, you 've  got r e c o g n i t i o n .  I ' ve  got 

it  r i gh t  back  he re  where  I want i t .  

I ' l l  take some  m o r e  m o n e y  and I ' l l  be long to the exc lus ive  coun t ry  

club, and I ' l l  i n g r a t i a t e  m y s e l f  with i ts  m e m b e r s h i p ,  become  ac t ive  in 

c o m m u n i t y  a f f a i r s ,  be appoin ted  the c h a i r m a n  of the Commun i ty  Ches t  

d r ive .  And then  f ina l ly  the m a y o r  of New Roche l le ,  or  w h e r e v e r  i t  is ,  

wi l l  r e f e r  to me as " B i l l  Oncken,  tha t  g r e a t  p i l l a r  of the c o m m u n i t y . "  

And when he t a lks  to you tha t  way, you belong,  a b s o l u t e l y  so l id .  I 've  

got  tha t  back.  

When it  comes  to e m o t i o n a l  s e c u r i t y ,  I ' l l  have a cock t a i l  p a r t y  at  

m y  home e v e r y  F r i d a y  a f t e rnoon  at five O'clock, to which I wi l l  invi te  New 

Y o r k ' s  Four  Hundred.  N o r m a l l y  you might  wonder  how come a f loor  swab-  

b e r  can e n t e r t a i n  on such a l eve l .  But in New York you don ' t  ask  ques t ions  

l ike that .  You jus t  keep coming .  

I wil l  invi te  my  f loor  swabber  boss  too.  He ' s  on my  inv i t a t ion  l i s t .  

He wil l  r e c o g n i z e  a f t e r  the f i r s t  few p a r t i e s  tha t  he would l ike to r e m a i n  

on my  inv i t a t ion  l i s t ,  which m e a n s  that  he wil l  want to be able  to p lan ahead  

with conf idence  in h is  deal ings  with me .  And you m a y  be su r e  that  he wi l l  

r e a l i z e  tha t  in o r d e r  to be able  to p lan ahead  with conf idence  in his  dea l ings  

with me,  I 'm  going to have to be able to p lan  ahead  with conf idence  in m y  

deal ings  with h im.  And he wil l  have l e a rned  that  in a f l a sh  of in tu i t ion  
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without  e v e r  having  taken  a c o u r s e  in l e a d e r s h i p .  What a sav ing  to the 

company!  So I know I can c a s e  h im on account  of he wants  to case  me ,  

and m y  e m o t i o n a l  s e c u r i t y  is  back where  I want  i t .  

Now, how m u c h  m o n e y  have I got lef t  a f t e r  I have p u r c h a s e d  and 

r e s t o r e d  t he se  o ther  e l e m e n t s  of p s y c h i c  income  to whe re  I need to have 

t hem ? Well,  e x a c t l y  what m y  annua l  s a l a r y  is  r i g h t  now. What do I do 

with i t ?  The s a m e  th ings  I do with m y  p r e s e n t  b u d g e t - - s o  much  for  food, 

so m u c h  for  c lo th ing,  so m u c h  for  t r a n s p o r t a t i o n ,  so m u c h  for  th i s :  tha t ,  

and the o the r  th ing .  As a m a t t e r  of fact ,  I wind up with e x a c t l y  the s a m e  

amount  of m o n e y  that  way as I do now. Or ,  to put i t  ano the r  way, I have 

a job which pays  me $100, 000 a y e a r  in p s y c h i c  i ncome ,  of which m y  c o m -  

pany  pays  me  a s m a l l  f r a c t i o n  in c a s h  for  e x p e n s e s .  The r e s t  comes  

with the job. 

Now, f rom the s tandpoin t  of up and down c o m m u n i c a t i o n ,  e v e r y  boss  

has  got i t .  Anyone can see  how t h e y  f igure  t h e i r  own p s y c h i c  income,  

b e c a u s e  when you 've  got it  f igured  how the se t  of f i g u r e s  should  be, y o u ' r e  

a l r e a d y  90 p e r c e n t  down the pike of h im be ing  on your  ~£eara. 

At the r i s k  of t ak ing  ano the r  minu te :  Peop le  v a r y  in the o r d e r  of 

i m p o r t a n c e  with which t hey  l i s t  t he se .  The younger  you a r e ,  the m o r e  you 

a r e  looking for  t h i s .  As they  s a y  in the Navy, a fe l low wants  to make  

ch ie f  on his  f i r s t  c r u i s e .  T h a t ' s  a l l  r i g h t  when y o u ' r e  young.  The o lder  

you get ,  the m o r e  these  th ings  down h e r e  become  i m p o r t a n t .  ::und f ina l ly  

you 've  got th i s  economic  s e c u r i t y  down he re ,  which b e c o m e s  v e r y  i m p o r -  

tan t  a t  age 50 and beyond.  T h e y  change in o r d e r  of i m p o r t a n c e  as  t ime  
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goes  on. And for any  p a r t i c u l a r  ind iv idua l  at  any  g iven  s t age  in his  

c a r e e r  they  wi l l  v a r y  s o m e w h a t  f rom one to the  o the r .  Dontt q u a r r e l  

With a manWs p r i o r i t y  s y s t e m .  Youtre  not going to change i t .  F ind  out 

what i t  is  and put it to work .  

The o the r  th ing i s  tha t  t hey  v a r y  a l so  as  to occupat ion .  S c i e n t i s t s  

define these  th ings  one way for  t h e m s e l v e s ,  b r i c k l a y e r s  ano the r  way for 

t h e m s e l v e s ,  and accoun tan t s  ano the r  way for  t h e m s e l v e s .  So you 've  got 

two d i m e n s i o n s  of d i f fe re r~ce-d i f fe rence  in o r d e r  be tween  people  in the  

s a m e  occupat ion  and d i f f e rence  in def in i t ion  be tween  occupa t ions .  

So th i s  i s  the old l e a d e r s h i p  saw~. , "Know your  men .  H But th i s  

m igh t  help  a l i t t l e  bi t  in r e m i n d i n g  y o u r s e l f  of the t e r m s  in which we get  

to know our  men,  for  the pu rpose  of he lp ing  each  m a n  become  conv inced  

tha t  by  g iv ing  you m o r e  of what you want out of h is  job, heVs got a r e a l  

oppor tun i ty  of ge t t ing  m o r e  of what he wants  out of your  job. 

T h a t ' s  why you d e a f ,  t r e a t  any two people  the s a m e .  N e v e r t h e l e s s ,  

you c a n ' t  s a y  i t  too often.  ItVs Solomon,s  ;song. I t ' s  w i sdom to t r e a t  

people  d i f f e r e n t l y  and ye t  f a i r l y  a c r o s s  the board .  

Thank you v e r y  much .  

COL.  COLMER:  Mr .  Oncken,  you a lways  do such  a fine job he re  

at  the Col lege that ,  even if you were  swabbing  decks  at  the Union Stat ion,  

you can a lways  come over  he re  and t r e a t  your  p s y c h i c  income  th i s  way.  

Thank you v e r y  much .  

47 


