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THE ROLE OF THE EXECUTIVE TODAY i 

29 S e p t e m b e r  1960 

MR. P U L V E R :  G e n e r a l  H o u s e m a n ,  A d m i r a l  P ~ t r i c k ,  G e n t l e m e n :  

T o d a y  we t e r m i n a t e  the  E x e c u t i v e  D e v e l o p m e n t  Sec t ion  in  the  F o u n d a t i o n s  

Uni t  by t a k i n g  a look at the  r o l e  of the  e x e c u t i v e  t oday .  

Our  s p e a k e r  on t h i s  s u b j e c t  i s  bo th  a s c h o l a r  and  a p r a c t i t i o n e r  

in t h i s  f i e ld .  As Vice  P r e s i d e n t  fo r  H u m a n  R e l a t i o n s  of M c C o r m i c k  

and  C o m p a n y ,  of B a l t i m o r e ,  he is  p a r t i c u l a r l y  w e l l  q u a l i f i e d  to d i s c u s s  

wi th  us  the  h u m a n  r e l a t i o n s  p r a c t i c e s  of m o d e r n  f i r m s .  

I t ' s  a p l e a s u r e  to w e l c o m e  Dr .  K. Brar~ ley  Wat son  on h is  f i f th  

v i s i t  to the  I n d u s t r i a l  C o l l e g e  and  to i n t r o d u c e  h im  to the  c l a s s  of 1961. 

DR. WATSON. Thank  you v e r y  m u c h .  

I ' m  not  s u r e  j u s t  w h a t  he m e a n t  when  he r e f e r r e d  to th i s  s c h o l a r  

b u s i n e s s .  I s u p p o s e  t h a t ' s  a t h r o w - b a c k  to the  fact  tha t  s o m e  y e a r s  ago,  

as  a m a t t e r  of fact ,  s o m e  f i f t een  y e a r s  ago,  I was  a c o l l e g e  p r o f e s s o r  

and  a p s y c h o l o g i s t .  I have  fe l t  t ha t  in r e c e n t  y e a r s ,  hav ing  b e e n  in b u s i -  

n e s s  and  p a r t i c u l a r l y  in t a l k i n g  to g r o u p s  s u c h  as  t h i s  on s o m e  of ou r  

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

to the  a c a d e m i c  p h a s e  of i t  i s / a  l i t t l e  e m b a r r a s s i n g .  I r e c a l l  j u s t  r e c e n t -  

ly I was  m a k i n g  a t a lk  to a g r o u p  h e r e  in  Wash ing ton ,  and  a f t e r  m e n t i o n -  

ing the  fac t  tha t  I had  t augh t  for  s e v e r a l  y e a r s  at  Duke  U n i v e r s i t y ,  the 

p e r s o n  i n t r o d u c i n g  m e  was  r e m i n d e d  of the  c o l l e g e  p r o f e s s o r  who d r e a m e d  

tha t  he was  t e a c h i n g  h is  c l a s s  in p s y c h o l o g y  and when  he awoke ,  he was .  

As a m a t t e r  of  fac t ,  p s y c h o l o g y  is  i n t e r e s t i n g .  Maybe  you have  



h e a r d  th i s  d e f i n i t i o n  of a p s y c h o l o g i s t .  We a l l  know tha t  a n e u r o t i c  is  

one who w o r r i e s  h i m s e l f  in to  b u i l d i n g  c a s t l e s  in the  a i r ,  a p s y c h o t i c  l i v e s  

in  t h e s e  d r e a m  c a s t l e s ,  and  the  p s y c h o l o g i s t  c o l l e c t s  the  r e n t .  

Wel l ,  w e ' r e  not  c o l l e c t i n g  r e n t  h e r e  t h i s  m o r n i n g ;  but  p s y c h o l o g y  

i s  f r o m  a v e r y  p r a c t i c a l  standpoin:t;  c l o s e l y  r e l a t e d  to  t h i s  s u b j e c t  t ha t  

we a r e  to  c o n s i d e r  t o d a y - - t h e  r o l e  of the  e x e c u t i v e .  And in  the  po in t s  

t ha t  I would  l ike  to  m a k e  I a m  go ing  to do so in  a f r a m e  of r e f e r e n c e  tha t  

I b e l i e v e  i s  g e n e r a l  enough  as  to app ly  to any  a r e a  of a d m i n i s t r a t i v e  o r  

m a n a g e r i a l  r e s p o n s i b i l i t y ,  W h e t h e r  i t  be in a b u s i n e s s ,  s u c h  as  o u r s ,  o r  

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

agency~  b a s i c a l l y  the  r o l e  of the  e x e c u t i v e  o r  m a n a g e r  i s  t he  s a m e .  

I have  been in te r~es : t ed in  look ing  o v e r  the  o u t l i n e s  of  c a s e  s t u d i e s  

and  of l e c t u r e s  tha t  you have  had  thus  fa r ,  and  the  e m p h a s i s  has  b e e n - -  

the  a p p r o p r i a t e  e m p h a s i s ,  I t h i n k - - u p o n  the  m a n a g e r  o r  the  e x e c u t i v e  as  

one who e s s e n t i a l l y  ge t s  t h i n g  done t h r o u g h  and wi th  o t h e r  p e o p l e .  And 

t h i s  e m p h a s i s  upon the  r o l e  of  the e x e c u t i v e  as  one g e t t i n g  t h i n g s  done  

t h r o u g h  peop l e  i s ,  I th ink ,  a s i g n i f i c a n t  d e v e l o p m e n t  in the  who le  a r e a  

of m a n a g e m e n t  and  the  e x e c u t i v e  func t ion .  

I r e c a l l  s o m e  f i f t een  y e a r s  ago, when  I f i r s t  c a m e  in to  b u s i n e s s ,  

i t  was  v e r y  s e l d o m  tha t  you h e a r d  r e f e r e n c e  to the  p r i m a r y  r o l e  of an 

e x e c u t i v e  as  r e l a t e d  to the  o r g a n i z a t i o n  o r  d e v e l o p m e n t  of p e o p l e .  We 

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

for  c o m m u n i c a t i o n ,  fo r  f o l l o w - t h r o u g h ,  fo r  d e c i s i o n  m a k i n g ,  and  a l l  of 

t h o s e  p r o c e s s e s  tha t  a r e  i m p o r t a n t  in t h i s  func t ion .  But  i t  has  b e e n  on ly  
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in  r e c e n t  y e a r s  tha t  we have  had  s u c h  an i m p o r t a n t  e m p h a s i s  upon h u m a n  
ships 

r e l a t i o n ~  in the  e x e c u t i v e  func t ion .  And i t  is  t ha t  po in t  of a p p r o a c h  tha t  

I wou ld  l ike  to d i s c u s s  w i th  you th i s  m o r n i n g - - s o m e  of the  e x p e r i e n c e s  

tha t  I have  had  in b u s i n e s s ,  r e l a t i n g  t h e m  to  s o m e  of the g e n e r a l  p r i n c i p l e s  

and  f a c t o r s ,  I th ink ,  tha t  would  be u n i v e r s a l l y  a p p l i c a b l e  to th is  func t ion .  

You know, we in  th i s  c o u n t r y  have  in the  l a s t  f i f ty  y e a r s  w i t n e s s e d  

a d r a m a t i c  g r o w t h  and d e v e l o p m e n t  in the  t e c h n o l o g i c a l  f i e ld .  I t h ink  i t ' s  

s o m e t h i n g  a l l  of us  can  look on wi th  p r i d e .  And c e r t a i n l y ,  un t i l  j u s t  v e r y  

r e c e n t l y ,  th i s  c o u n t r y  was  wi thou t  q u e s t i o n  r e g a r d e d  as  the  l e a d e r  in  t h i s  

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

t e c h n i q u e s ,  and p r o c e d u r e s  for  m a k i n g  fo r  an e f f i c i e n t  o p e r a t i o n .  And 

ye t  I w o n d e r ,  g e n t l e m e n ,  i f  we have  m a d e  a n y t h i n g  l ike  c o m p a r a b l e  p r o g -  

r e s s  in  th i s  a r e a  of u n d e r s t a n d i n g  and  u t i l i z i n g  the  b a s i c  r e s o u r c e s  of 

h u m a n  r e l a t i o n s h i p s .  

I r a i s e  t h i s  q u e s t i o n  b e c a u s e ,  d r a w i n g  an a p p l i c a t i o n  to b u s i n e s s ,  

t h e r e  i s  h a r d l y  a day p a s s e s  but wha t  we r e a d  in the  n e w s p a p e r s ,  in any  

pub l ic  p e r i o d i c a l ,  r e f e r e n c e s  to t e n s i o n  and  f r i c t i o n ,  e v e n  o u t r i g h t  c o n -  

f l ic t ,  b e t w e e n  m a n a g e m e n t ,  so  c a l l e d ,  on the  one hand  and  l a b o r ,  so  c a l l e d ,  

on the  o t h e r .  C e r t a i n l y  we r e a d  in  a l l  w a l k s  of l i fe ,  a n d  wi th  the  f i a s c o  

t h a t ' s  go ing  on in New Y o r k  at th i s  p a r t i c u l a r  m o m e n t  as  f a r  as  e f f e c t i v e  

e x e c u t i v e  l e a d e r s h i p  is  c o n c e r n e d ,  I t h ink  we can  s e e  on a w o r l d - w i d e  

b a s i s  tha t  we have  a long way to go b e f o r e  we have  l e a r n e d  how to u se  

h u m a n  r e s o u r c e s  as  e f f e c t i v e l y  as  we have  l e a r n e d  to u s e  p h y s i c a l  

r e s o u r c e s .  
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I t h i n k  t h i s  i s  an  i m p o r t a n t  t h i n g  for  a n y  e x e c u t i v e  to c o n s i d e r .  

So wha t  I would  l ike  to do w o ~ d  be to i l l u s t r a t e  two p o i n t s  of v iew,  you 

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

i l l u s t r a t i o n s  f r o m  e x p e r i e n c e  in  b u s i n e s s ,  but  t h e n  m a k i n g  a p p l i c a t i o n  to 

t h i s  f unc t i on  as  i t  would  a p p l y  in  y o u r  w o r k  or  in  anyone  e l s e ' s  w o r k  

w h e r e  he has  tha t  k ind  of r e s p o n s i b i l i t y .  

B a s i c a l l y ,  the  e x e c u t i v e  func t i on  of get t ing t h i n g s  d o n e  t h r o u g h  

and  wi th  p e o p l e - - t h e  d i r e c t i o n  w h i c h  i t  t a k e s  i s  d e p e n d e n t  upon  ou r  u n d e r -  

l y i n g  p h i l o s o p h y  or  c o n c e p t  of m a n a g e m e n t  as  i t  r e l a t e s  to t h r e e  fu n d a -  

m e n t a l  q u e s t i o n s :  One ,  wha t  i s  the  r e s p o n s i b i l i t y  of m a n a g e m e n t  o r  of 

a m a n a g e r  o r  an e x e c u t i v e  fo r  the  f u n d a m e n t a l  and b a s i c  w e l l , b e i n g  of 

m e m b e r s  of an  o r g a n i z a t i o n 2  Second ,  wha t  i s  the  a t t i t u d e  wh ich  the  m a n -  

a g e r  o r  e x e c u t i v e  s hou ld  a s s u m e  in  h i s  r e l a t i o n s h i p  wi th  s u b o r d i n a t e s  

o r  a s s o c i a t e s ?  And,  t h i r d ,  w h a t  i s  the  n a t u r e  of s t r u c t u r i n g  the  m a n a g e -  

m e n t  o r g a n i z a t i o n  i t s e l f  wh ich  would  be c o n d u c i v e  to sound  h u m a n  r e l a t i o n -  

s h i p s  ? 

And in i l l u s t r a t i n g  or  d e s c r i b i n g  t h e s e  a c t i v i t i e s  and  a n s w e r i n g  t h e s e  

q u e s t i o n s  I would  po in t  to two o p p o s i n g  and  i n c o m p a t i b l e  po in t s  of v i ew,  

bo th  of wh ich  a r e  found in  b u s i n e s s ,  bo th  of w h i c h  I t h i n k  would  be found 

in g r o u p s  of i n d i v i d u a l s ,  in  i n d i v i d u a l  a t t i t u d e s ,  and  in a n y  type  of o r g a n -  

i z a t i o n .  

The  f i r s t  of t h e s e  I would ca l l ,  fo r  l a c k  of a n y  b e t t e r  n a m e ,  a con -  

t r o l  p h i l o s o p h y  of m a n a g e m e n t .  U n d e r  t h i s  po in t  of v i e w - - a n d ,  as  I s a y ,  

I w i l l  d r a w  m y  i l l u s t r a t i o n s  f i r s t  f r o m  the  a r e a  of b u s i n e s s  p r a c t i c e  and  
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t hen  wi th  a p p l i c a t i o n  to g e n e r a l  p r i n c i p l e s - - i n  t h i s  r e s p e c t  as  r e g a r d s  

the  r o l e  of the  e x e c u t i v e  in  g e t t i n g  t h i n g s  done t h r o u g h  p e o p l e - - a n d  I 

e m p h a s i z e  t h a t  o v e r  and  o v e r  a g a i n  fo r  us  to keep  i t  in  p e r s p e c t i v e  as  ou r  

poin t  of v i e w - - w h a t  i s  the  r e s p o n s i b i l i t y  for  the  e x e c u t i v e  a s  r e g a r d s  

the  f u n d a m e n t a l  h u m a n  w e l l - b e i n g  of s u b o r d i n a t e s  ? 

U n d e r  a c o n t r o l  p h i l o s o p h y  we t h ink  of e m p l o y e e s  or  s u b o r d i n a t e s  

p r e t t y  m u c h  a s  we would  t h i n k  of any  c o m m o d i t y - - t o  be b id  fo r ,  to  be 

p u r c h a s e d ,  on an  open c o m p e t i t i v e  l a b o r  m a r k e t ,  o r  to have  i t  s u p p l i e d  

t h r o u g h  s o m e  l e g a l  c h a n n e l ;  but ,  n e v e r t h e l e s s ,  a c o m m o d i t y  to  be  d e v e l -  

oped,  to  be t r a i n e d ,  to be m a d e  s e c u r e  to a c e r t a i n  ex t en t ,  bu t  t hen  to 

be d i s c a r d e d  when  no l o n g e r  u s e f u l .  

T h i s  m a y  sound  l ike  a r a t h e r  e x t r e m e  d e s c r i p t i o n  of a po in t  of v iew;  

and  y e t  in  b u s i n e s s  I t h i n k  we have  r e c o g n i z e d  t h i s  fo r  s o m e  t i m e .  We 

even  f ind e x p r e s s i o n s  of the  v i e w  t h a t  the  func t ion  of b u s i n e s s  i s  to m a k e  

a p r o f i t ,  and  i t ' s  not  in  the  s o c i a l  w e l f a r e  b u s i n e s s .  The  func t i on  of the  

e x e c u t i v e  i s  to d i r e c t  h i s  a t t e n t i o n  t o w a r d  the  b a l a n c e  s h e e t  t h a t  c o m e s  

out  a t  the  end  of the  y e a r ;  and  a n y t h i n g  t h a t  i s  done to  a c c o m p l i s h  t h a t  

in  e f f ec t  b e c o m e s  an  e x p e d i e n t ,  o r  a t  l e a s t  a g e n e r o u s j  g e s t u r e  of s o m e  

kind,  a k ind  of San ta  C l a u s  a t t i t ude  t o w a r d  e m p l o y e e s .  

We f ind t h a t  e x p r e s s e d  in  m a n y  w a y s .  We f ind  the e x p r e s s i o n  in  
g r a n t i n g  

~ t h e  v a r i o u s  k inds  of e m p l o y e e  b e n e f i t s ,  o r  i m p r e v e m e n t  of w o r k i n g  con -  

d i t i o n s ,  o r  e s t a b l i s h i n g  r e l a t i o n s h i p s  on a he lp fu l  b a s i s ,  done p r i m a r i l y  

s i m p l y  for  the  p u r p o s e  of c r e a t i n g  m o r e  p r o f i t  to tha t  o r g a n i z a t i o n .  

Now, wi th  t ha t  po in t  of v iew,  we f ind s o m e  r a t h e r  s i g n i f i c a n t  
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app l i ca t ions  of i t  to th is  m a n a g e m e n t  p r o c e s s  i t s e l f  in  i ts  r e l a t i o n s h i p  

with e m p l o y e e s .  We find the e m p h a s i s  p r i m a r i l y  an a t t empt  to c o n t r o l  

people ,  to keep t hem in hand,  to go so fa r  even  as  to s u p p r e s s  them,  to 

have them cons igned  to a l i t t l e  n iche  tha t  m a y  be d e s c r i b e d  v e r y  spec i f -  

i c a l l y  in a job d e s c r i p t i o n  and spec i f i ca t i on ,  to se t  up l ines  of c o m m u n i c a -  

t ion  tha t  a r e  v e r y  p r e c i s e  and def ini te ;  and where  c o m m u n i c a t i o n  can be 

a c c o m p l i s h e d  a p p r o p r i a t e l y  only th rough  c e r t a i n  channe l s .  And we find 

the whole e m p h a s i s  upon t r y i n g  to keep people  in hand, con t ro l l i ng  t hem.  

F ina l ly ,  in this  a r e a  of the m a n a g e m e n t  s t r u c t u r e  i t se l f ,  we find 

these  s ame  e l e m e n t s  of con t ro l .  You find the e m p h a s i s  upon the r ig id  

o rgan i za t i on  of funct ion,  upon th ink ing  of the o r g a n i z a t i o n  c h a r t  as  the 

bible  f r om which you de r ive  a l l  s o u r c e s  of i n f o r m a t i o n  and f rom which  

you make  a l l  dec i s ions .  And you find your  s t a n d a r d  p r o c e d u r e  i n s t r u c t i o n s  

book or  your  r e g u l a t i o n s  as  the r e f e r e n c e  for  a l l  k inds of dec i s i ons .  

Now, t he r e  is  c e r t a i n l y  nothing wrong in sound o rga -n iza t ion .  T h e r e  

is c e r t a i n l y  nothing wrong and nonproduc t ive  in o rgan i z ing  ac t i v i t i e s  in a 

way so that  e v e r y  p e r s o n  wil l  know p r e c i s e l y  what is  expec ted  of h im.  

He wil l  know the l ines  of c o m m u n i c a t i o n .  He wil l  know the l im i t s  of his  

au tho r i t y .  But when we use  tha t  as a m e a n s  s i m p l y  of con t ro l l i ng  people  

again ,  whe ther  it  be m a n a g e m e n t  people  or  e m p l o y e e s ,  in my  judgment  

p s y c h o l o g i c a l l y  we a r e  fa i l ing to take  advantage  of the ful l  po t en t i a l i t i e s  

of human r e s o u r c e s .  And t he r e  is  i n h e r e n t  in this  v e r y  app roach  a nega-  

t ive  f ac to r  which tends  to l i m i t  the p r o d u c t i v i t y  of any kind of o rgan i za t i on .  

P e r h a p s  you th ink  I have s i m p l y  d e s c r i b e d  th is  p a r t i c u l a r  app roach  
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as a means of coming along to knock it down and describe something else. 

But I must say, and I think you will recognize, that that view is held 

rather widely. It is the basic climate of many organizations, and within 

any organization certainly is the attitude of certain individuals. I'm cert- 

ain that there are men in this room here who think of their responsibil- 

ities in such an atmosphere of controlling a situation, of subordinates 

being controlled, of their own activities being prescribed in such a way 

that they are limited in your own activity. 

And yet there is one thing that perhaps we don't recognize in this 

kind of approach, and that is that i£ it is going to be sustained, and if it 's 

going to be effective at all, it is based largely upon the motivating factor 

of fear--fear first on the part of the employee or the subordinate that he 

will lose his job, that he will be discriminated against in some fashion 

or other, that he won't get a promotion. But I think from a management 

standpoint we fail to recognize that very often it is fear just as much on 

the part of the executive or of management that he will lose control of 

these employees, that they in turn will usurp the prerogatives of manage- 

ment, and that he will lose effective control of them to some outside agency. 

And I know in b u s i n e s s ,  p e r h a p s  m o r e  than  in your  own type of work,  in 

competitive business, that we find that apprehension, that fear, that con- 

cern, that anxiety on the part of management people as much so as on the 

pa r t  of e m p l o y e e s .  

Well,  we know some th ing  about f ea r  p s y c h o l o g i c a l l y .  We know tha t  

i t  i s  a p o w e r f u l l y  m o t i v a t i n g  s t i m u l u s .  We know that  i t  is a f ac to r  tha t  
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i s  p r e s e n t  in s o m e  d e g r e e ,  w h e t h e r  i t  be  s i m p l e  a n x i e t y  o r  w o r r y  o r  

a p p r e h e n s i o n  o r  u n c e r t a i n t y ,  in the l i v e s  of a l l  of u s .  But  we a l s o  know 

tha t  the  r e s u l t a n t  r e a c t i o n  to f e a r  i s  one p r i m a r i l y  of e s c a p e ,  or  one of 

p r o t e c t i n g  o n e s e l f .  And we f ind  tha t  when  the m o t i v a t i n g  f a c t o r  in  any  

b u s i n e s s  o r  any o r g a n i z a t i o n  is  a p p e a l i n g  to f e a r  a s  a m e a n s  of c o n t r o l ,  

we f ind the  ine*vitable r e s u l t  tha t  p e o p l e  t e n d  to pu l l  w i th in  t h e m s e l v e s .  

T h e y  t e n d  to avo id  t h o s e  c i r c u m s t a n c e s  w h e r e  t h e y  m i g h t  be  put  on the  

spot ,  so  to s p e a k .  T h e y  t e n d  to do on ly  as  m u c h  as  i s  n e c e s s a r y  not  to 

c a l l  a t t e n t i o n  to  t h e i r  a c t i v i t i e s .  And t h e n  t end  to be d e f e n s i v e  about  

e v e r y t h i n g  tha t  t h e y  do. 

Now, have  you r e c o g n i z e d  tha t  v iew,  or  tha t  f e e l i n g ,  o r  tha t  a t m o s -  

p h e r e ,  t ha t  c l i m a t e  in any  o t h e r  o r g a n i z a t i o n  wi th  wh ich  you have  b e e n  

a s s o c i a t e d  o t h e r  t h a n  y o u r  p r e s e n t  o n e ?  Or  have  you s e e n  it o r  the  

e f f e c t s  of i t  in i n d i v i d u a l s  w h o m  you have  k n o w n ?  I t ' s  a v e r y  d i s t r e s s i n g  

t h ing  to s e e  tha t  k ind  of a t m o s p h e r e  e x i s t  in any  o r g a n i z a t i o n ;  and ye t  i t  

d o e s .  It e x i s t s  in m a n y  o r g a n i z a t i o n s  t oday .  

I r e m e m b e r  when  I f i r s t  c a m e  to  R i c h m o n d ,  V i r g i n i a .  I was  d i r -  

e c t l y  out of a s t r i c t l y  a c a d e m i c  b a c k g r o u n d  to  do s o m e  c o n s u l t i n g  w o r k  

wi th  the  F e d e r a l  R e s e r v e  Bank  of R i c h m o n d  in  s e t t i n g  up a p e r s o n n e l  

p r o g r a m  t h e r e .  I was  t a l k i n g  to o n e  of the  b a n k e r s  in  R i c h m o n d .  This  

was  in  1946. If you go b a c k  to tha t  t i m e ,  you r e c o g n i z e  tha t  tha t  was  a 

v e r y  t i gh t  l a b o r  m a r k e t  at  t ha t  t i m e .  Th i s  m a n  was  c o m p l a i n i n g  b i t t e r l y  

about  how d i f f i cu l t  i t  was  to  ge t  c o m p e t e n t  he lp  in h is  bank .  He b e c a m e  

qui te  i n c e n s e d  as  he t a l k e d  to m e  about  i t ,  and  he sa id :  " T h e s e  young  
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w h i p p e r  s n a p p e r s  who c o m e  in  h e r e  out of  s c h o o l - - t h e y  d o n ' t  know a n y -  

t h ing  about  what  i t  i s  to  do a d a y ' s  work .  Al l  t h e y  do is  wa tch  the  c lock ,  

t a lk ,  and  do as  l i t t l e  as  t h e y  can  do to ge t  buy.  And t h e y  a r e  d e m a n d i n g  

m o r e  wages a l l  the  t i m e ,  and  I ' ve  got  to go a long  wi th  it ,  b e c a u s e  if  I 

don ' t ,  t h e y  can  go down the  s t r e e t  and m a k e  m o r e  m o n e y  for  s o m e b o d y  

e l s e  than  I can  a f fo rd  to  pay  t h e m . "  You can  s e e  h is  d i l e m m a  at tha t  

p a r t i c u l a r  poin t ,  and  he b e c a m e  qui te  i n c e n s e d  f u r t h e r  about  i t  and  he 

sa id :  "You  know,  Watson ,  I ' l l  be g l ad  when  we ge t  b a c k  to the  way  t h ings  

u s e d  to b e . "  

I a s k e d  h i m  what  he m e a n t  by tha t  and  he sa id :  " I  m e a n  s i m p l y  

w h e n  it  was  h a r d  for  t h e s e  y o u n g s t e r s  to f ind a job.  When you d o n ' t  have  

to put up wi th  a l l  of th i s  s tuff .  You don ' t  have  to baby  t h e m  and codd le  

t h e m .  When  I can  s a y  to one of t he  p e o p l e  in  the  bank: 'If  you  d o n ' t  l i ke  

the  way th ings  a r e  r u n  a r o u n d  h e r e ,  you can  ge t  the  h e l l  out .  '"  

Wel l ,  you  g r i n  o r  c h u c k l e  a l i t t l e  b i t  abou t  tha t ,  but  l e t  m e  ju s t  a s k  

y o u - - f i r s t  to  be qu i te  h o n e s t  wi th  o u r s e l v e s - - a n d  I i n c l u d e  m y s e l f  in t h i s - -  

how of ten  have  we thought :  "How n i c e ,  how a p p r o p r i a t e ,  how p r o p e r ,  how 

r i g h t  i t  would  be i f  the e x e c u t i v e - - i f  it  w e r e  r e c o g n i z e d  tha t  he had the  

a u t h o r i t y  and  the  r e s p o n s i b i l i t y  t ha t  a l l  he had  to do was  s i m p l y ,  ' I teI1 

you what  to  do and  you do i t .  ' 

a r o u n d  h e r e ,  you can  ge t  out .  '"  

And if  you d o n ' t  l ike  what  we have  to do 

We have  though t  tha t  way s o m e t i m e s p  

I ' m  s u r e .  I have  h e a r d  m e n ,  v e r y  e n l i g h t e n e d  m e n ,  e x p r e s s  t h e m s e l v e s ,  

p e r h a p s  not qui te  tha t  d r a s t i c a l l y ,  in t ha t  d i r e c t i o n .  Tha t  is  the  r e f l e c t i o n  

of a c o n t r o l  p h i l o s o p h y  of m a n a g e m e n t ,  and  a f a r - p e r i o d  a p p r o a c h  to 
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h u m a n  r e l a t i o n s h i p s .  

And when  the  r o l e  of the  e x e c u t i v e  b e c o m e s  tha t  s i m p l y  of e x e r -  

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

r a n k ,  or  s o m e  o t h e r  s t a t u s , t h e n  I say  aga in ,  he is  o p e r a t i n g  on the b a s i s  

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

Now, by  po in t  of c o n t r a s t  I ' d  l ike  to d e s c r i b e ,  so  t ha t  we not  b e c o m e  

too  d e p r e s s e d  about  th i s  i d e a  of m a n a g e m e n t ,  a d i f f e r e n t  a p p r o a c  h wh ich  

is  c o m i n g  to be m o r e  and  m o r e  r e c o g n i z e d ,  in b u s i n e s s ,  in a l l  k inds  of 

s o c i a l  and  g o v e r n m e n t a l  and  m i l i t a r y  o r g a n i z a t i o n s  as  the  on ly  p r o d u c t i v e  

a p p r o a c h  to  c a p i t a l i z i n g  on the  h u m a n  r e s o u r c e s  a v a i l a b l e  to  us .  And I 

would  aga in ,  for  l ack  of a b e t t e r  n a m e ,  c a l l  th i s  a c o - : o p e r a t i v e  p h i l o s o p h y  

of m a n a g e m e n t .  I p u r p o s e l y  s a i d  " c o - o p e r a t i v e "  r a t h e r  t han  " c o o p e r a t i v e "  

to  e m p h a s i z e  the  " c o - o p e r a t i v e "  i n t e r p r e t a t i o n  of th i s  w o r d - - " o p e r a t i n g  

t o g e t h e r . "  

Now, u n d e r  s u c h  an a p p r o a c h  what  is  our  a t t i t ude  in r e g a r d  to 

t h e s e  t h r e e  b a s i c  q u e s t i o n s  that  I ra~s ~d h e r e  a m o m e n t  a g o - - f i r s t ,  as  to 

our  r e s p o n s i b i l i t y  fo r  the  f u n d a m e n t a l  h u m a n  w e l l - b e i n g  of the  m e m b e r s  

of our  o r g a n i z a t i o n ?  

I g r a n t  you tha t  i t  i s  not  the  func t ion  of b u s i n e s s  o r  of a m i l i t a r y  

a g e n c y  o r  of a g o v e r n m e n t a l  d e p a r t m e n t - - i t  i s  not  i t s  func t ion  to e x e r c i s e  

a s o c i a l  w e l f a r e  a c t i v i t y  as  s u c h .  H o w e v e r ,  i f  we as  m a n a g e r s  and  as  

e x e c u t i v e s  a r e  to  c a p i t a l i z e  upon the  r e s o u r c e s  we have  a v a i l a b l e  to us ,  

i t  b e h o o v e s  us to r e c o g n i z e  tha t  in o r d e r  to o p e r a t e  t o g e t h e r ,  we m u s t  

d e m o n s t r a t e  an i n t e r e s t  in,  a r e g a r d  for ,  and  an u n d e r s t a n d i n g  of the  
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c h a r a c t e r i s t i c s  and the needs  of the  people  with whom we a r e  work ing .  

If people  a r e  s i m p l y  m a c h i n e s ,  if  t h e y  a r e  s i m p l y  n u m b e r s  on a punch 

ca rd ,  if  they  a r e  s i m p l y  a job c l a s s i f i c a t i o n ,  then we a r e  fa i l ing  to de r ive  

the dynamic  r e s u l t s f r o m  human r e l a t i o n s h i p s  tha t  make  for  e f fec t ive  

m a n a g e m e n t  and make  for e f fec t ive  e x e c u t i v e s .  

It  i s  a r e s p o n s i b i l i t y  of m a n a g e m e n t  and o f  execu t i ve s  to be a w a r e  

of the need}of people;  and i n s o f a r  as  i t  i s p r a c t i c a l  to do so,  to a s s i s t  

i nd iv idua l s  in the s a t i s f a c t i o n  of t h e s e  bas ic  needs .  And I s a y  aga in ,  not 

p r i m a r i l y  b e c a u s e  we s i m p l y  want to be humane ,  but b e c a u s e  i t  i s  a v i t a l  

and e s s e n t i a l  p a r t  of a human r e l a t i o n s h i p  if we a r e  to c o - o p e r a t e .  

In th i s  second  point  of view, if  we accep t  the r e s p o n s i b i l i t y  for  o p e r -  

a t ing  t o g e t h e r  with people  for a c c o m p l i s h i n g  some  c o m m o n  pu rpose ,  then 

our a t t i tude  t oward  e m p l o y e e s  and the me thods  we use  wi l l  be e n t i r e l y  

d i f fe ren t  f rom those  I d e s c r i b e d  unde r  a ph i losophy  of con t ro l .  Our  e m p h a -  

s i s  wi l l  be not upon t r y i n g  to keep people  in hand, not upon the a r b i t r a r y  

e x e r c i s e  of au tho r i t y ,  not upon the a r b i t r a r y  e x e r c i s e  of d i s c ip l i ne .  The 

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

ing r e s p o n s i b i l i t y  and the de lega t ion  of r e s p o n s i b i l i t y ,  of e n c o u r a g i n g  

people  to e x p r e s s  t h e m s e l v e s ,  of e n c o u r a g i n g - - h o r r o r  of h o r r o r s - - e v e n  

c o n s t r u c t i v e  c r i t i c i s m ,  of mak ing  e v e r y o n e  in the o r g a n i z a t i o n  fee l  tha t  

he is  p a r t  o_~f th is  o r g a n i z a t i o n  r a t h e r  than s i m p l y  h i r e d  by i t .  

And so the ro l e  of the execu t ive  then b e c o m e s  one of deve loping  

the kind of u n d e r s t a n d i n g s  and r e l a t i o n s h i p  which wi l l  r e l e a s e - - r e l e a s e - -  

the  p o t e n t i a l i t i e s  of people ,  d i r e c t i n g  them a long  c o n s t r u c t i v e  channe l s ,  
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r a t h e r  t han  s u p p r e s s i n g  t h e s e  p o t e n t i a l i t i e s  and  t h e s e  p e o p l e  t h e m s e l v e s .  

And then ,  f ina l ly ,  in  the  m a n a g e m e n t  s t r u c t u r e  i t s e l f ,  we f ind u n d e r  

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

m e n t .  Now, tha t  w o r d  " t e a m "  and  " t e a m w o r k "  has  b e e n  g r e a t l y  a b u s e d .  

"We a l l  s p e a k  of wan t i ng  to  have  a t e a m ,  of w o r k i n g  t o g e t h e r  as  a t e a m .  

Now, what  do we m e a n  "as  a t e a m " ?  S o m e t i m e s  to the  e x e c u t i v e  the  

t e a m  is  a g r o u p  of p e o p l e  who a r e  so s u b s e r v i e n t  to h is  p a r t i c u l a r  a u t h o r -  

i ty  t ha t  t h e y  d a r e  not  do any th ing  tha t  would  in the  l e a s t  be  c o n t r a r y  to  

what  t h e y  judge  to be t h i s  t e a m  e x e c u t i v e ' s  po in t  of v i e w  or  h is  own 

p e r s o n a l  o b j e c t i v e s .  

If we a r e  go ing  to  o r g a n i z e  m a n a g e m e n t  peoF/~ in a way to  m a k e  

t h e m  p r o d u c t i v e ,  we have  to r e c o g n i z e  tha t  t h e s e  s a m e  f a c t o r s  of  c o n t r o l  

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

d e v e l o p i n g  a g r o u p  of p e o p l e  who can  w o r k  e f f e c t i v e l y  t o g e t h e r .  

Now, what  a r e  the  t h i n g s  we n e e d  to  do in  o r d e r  to d e v e l o p  s u c h  a 

t e a m  c o n c e p t  a m o n g  our  p e o p l e ?  Wel l ,  f i r s t  of a l l ,  we c e r t a i n l y  have  

to de f ine  the a r e a s  of i n d i v i d u a l  r e s p o n s i b i l i t y .  Th i s  m a y  s o u n d  l ike  k id  

s tu f f  to  you,  and  I ' l l  a s k  you to p a r d o n  m e  fo r  s u c h  a b a s i c  r e f e r e n c e ;  

but  l e t ' s  t a k e  an e x a m p l e  of a foo tba l l  t e a m .  

C e r t a i n l y  in  p r o  foo tba l l  e a c h  m a n  is  a s p e c i a l i s t .  He knows  what  

h is  job i s .  I-ie knows  how to  do i t .  But  we don ' t  j u s t  t u r n  h i m  l o o s e  wi th  

t e n  o t h e r  guys  out on the  f i e ld  a l l  of  t h e m  s i m p l y  t r y i n g  to  ge t  the  ba l l  

down the  f i e l d  as  f a s t  as  t h e y  can  wi thou t  any  c l e a r  u n d e r s t a n d i n g  as to 

how t h e y  a r e  to s u p p o r t  e a c h  o t h e r .  T h a t ' s  b a s i c  and  i t ' s  v e r y  na ive  and  
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v e r y  c h i l d i s h ,  I ' l l  a d m i t ;  but  i t ' s  a d a m n  good  i l l u s t r a t i o n  of wha t  I ' m  

t a l k i n g  about ,  b e c a u s e  in m a n a g e m e n t  v e r y  o f ten  we d o n ' t  have  a t e a m  

of p e o p l e .  We m a y  have  one p e r s o n  w h o ' s  c a l l i n g  a l l  of the  s h o t s .  We 

m a y  have  a g r o u p  of s p e c i a l i s t s ,  e a c h  go ing  abou t  h i s  own d i f f e r e n t  w a y ,  

bu t  w h e r e  t h e r e  i s  no c o m m o n  c o o r d i n a t i o n  and  u n d e r s t a n d i n g  as  to wha t  

the  c o m m o n  g o a l s ,  the  c o m m o n  p u r p o s e s ,  of t h i s  t e a m  wou ld  be .  

So t h o s e  a r e  the  t h i n g s  t h a t  we  as  e x e c u t i v e s  n e e d  to  d e v e l o p  if  w e ' r e  

to  have  t e a m  w o r k  w i t h i n  ou r  o r g a n i z a t i o n .  

Th i s  m a t t e r  of c o o p e r a t i o n  a g a i n  is  s u s c e p t i b l e  to  a n u m b e r  of d i f -  

f e r e n t  d e f i n i t i o n s .  To  s o m e  p e o p l e  c o o p e r a t i o n  i s ,  a s  I s a i d  a m o m e n t  

ago ,  " I  t e l l  you  wha t  to do and  you  do i t . "  T h a t ' s  c o o p e r a t i o n .  

I s u p p o s e  you  f e l l o w s ,  a l l  of you,  have  c o m p l e t e d  m e r i t  r a t i n g  f o r m s  

at  one  t i m e  o r  a n o t h e r ,  o r  t h e y  have  b e e n  c o m p l e t e d  on you o r  fo r  you .  

On e v e r y  one of t h e s e  t h e r e  wi l l  be s o m e  i t e m  in  t h e r e  tha t  i s  " c o o p e r a -  

t i v e n e s s "  o r  s o m e t h i n g  of tha t  s o r t .  It has  b e e n  m y  e x p e r i e n c e  in m o s t  

i n s t a n c e s  t ha t  when  a m a n a g e r  r a t e s  a s u b o r d i n a t e  down on c o o p e r a t i o n ,  

i t  m e a n s  tha t  t h a t  s u b o r d i n a t e  s i m p l y  h a s  not  done ,  in  the  m i n d  of the  

e x e c u t i v e ,  wha t  the  e x e c u t i v e  h a d  though t  he ough t  to do as  f a r  as  h i s  

o r d e r s  and  his  c o m m a n d s  w e r e  c o n c e r n e d .  

a t i o n  if  he d o e s  j u s t  wha t  you  t e l l  h i m  to do.  

In other words, that is cooper- 

It's lack of cooperation if he 

d o e s n ' t  o r  i f  he s h o w s  s o m e  i n d i v i d u a l  i n i t i a t i v e  o r  o r i g i n a l i t y .  

C o - o p e r a t i o n ,  o p e r a t i n g  t o g e t h e r ,  i s  the  e m p h a s i s  we ought  to t ake  

on t h i s  po in t .  

And so  we f ind,  in business, as in all other areas, these two points 
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of v i e w .  

Aga in ,  a d e f i n i t i o n  of c o o p e r a t i o n :  I a m  r e m i n d e d  of the  s t o r y  of 

the  m a n  who got  on a t r a i n  in  N e w  Y o r k  one  n igh t  on h is  w a y  to D e t r o i t .  

He c a l l e d  the  p o r t e r  to h i m  and  t o l d  h i m  tha t  he  w a n t e d  to g e t  off a t  s u c h  

and  s u c h  a t i m e ,  to w a k e  h i m  at  s u c h  and  s u c h  a t i m e .  The  p o r t e r  s a i d  

y e s ;  h e ' d  be g l a d  to do i t ,  and  took  a l i t t l e  no te  of  i t .  The  m a n  sa id :  

" W e l l ,  w a i t  a m i n u t e .  I m u s t  t e l l  you  I ' m  a v e r y  s o u n d  s l e e p e r ;  and  

w h e n  a n y o n e  w a k e s  m e  out  of a s o u n d  s l e e p ,  I a m  v e r y  b e l l i g e r e n t .  And 

I ' m  a f r a i d  i f  you  wake  m e  out  of a s o u n d  s l e e p  in the  m o r n i n g ,  t h e r e ' s  

no t e l l i n g  wha t  I ' l l  do.  I m i g h t  hi t  you;  no t e l l i n g .  But  i f  you  c o o p e r a t e  

wi th  m e  a n d  s e e  t ha t  I g e t  up a t  t h a t  t i m e ,  h e r e ' s  f ive  d o l l a r s . "  " Y e s ,  s i r ,  

b o s s .  N~re c a n  s u r e  c o o p e r a t e  on t h a t  b a s i s . "  So the  m a n  wen t  to s l e e p .  

Wel l ,  f r o m  the  f ac t  t ha t  I ' m  t e l l i n g  t h i s  s t o r y  a t  a l l ,  I t m  s u r e  you  

r e c o g n i z e  t h a t  the  m a n  was  not  w a k e n e d  in t i m e  to g e t  off a t  D e t r o i t .  

The  t r a i n  had  gone  on.  When  he woke ,  he w a s  h igh ly  i n c e n s e d ,  v e r y  

anboTy. He c a l l e d  the  p o r t e r  to  h i m  and  c a l l e d  h i m  e v e r y  n a m e  in  the  

book,  and  abou t  t ha t  t i m e  he got  off  the  t r a i n .  

J u s t  b e f o r e  he did ,  

h e a r d  t he  c o n v e r s a t i o n .  

the  c o n d u c t o r  h a p p e n e d  to  c o m e  by  and  o v e r -  

As the  m a n  got  off the t r a i n ,  he  t u r n e d  to the  

p o r t e r  and  he s a i d :  " B o y ,  wha t  in the  w o r l d  d id  you  do to tha t  m a n ?  

I have  n e v e r  s e e n  a m a n  a s  m a d  as  he w a s . "  The  p o r t e r  s a y s :  " B o s s ,  

you  a i n ' t  s e e n  n o t h i n ' .  You ought  to s e e  t h a t  m a n  I put  off in  D e t r o i t . "  

S o m e t i m e s  we do, a s  I s ay ,  ge t  off the  t r a c k  in th i s  m a t t e r  of 

c o o p e r a t i o n .  But  a s  a b a s i c  p r i n c i p l e ,  i t  i s  the  r o l e  of t he  e x e c u t i v e  to 

d e v e l o p  a t e a m  of p e o p l e  who w o r k  e f f e c t i v e l y  t o g e t h e r ,  who u n d e r s t a n d  
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their common goals and purposes, and who then are assisted in their 

inter-personal relationship to operate in such a way that it is based on 

understanding of each other as well as their common goals. 

Now, in business we have recognized in recent years a very strong 

trend in the direction of co-operation versus control. I would say even 

twenty-five years ago the prototype of the successful executive, top exec- 

utive, i s  a h a r d - f i s t e d ,  h a r d - n o s e d ,  r u g g e d  i n d i v i d u a l i s t ,  who c a l l e d  the  

sho t s ;  and  we have  a l l  of t he  a n e c d o t e s  of wha t  h a p p e n e d  and th i s  and  t h a t  

and  the  o t h e r .  

In ou r  own c o m p a n y ,  M c C o r m i c k  and C o m p a n y  in  B a l t i m o r e ,  t h e y  

t e l l  the  s t o r y  about  M r .  Wi l loughby  M c C o r m i c k ,  f o u n d e r  of the  b u s i n e s s .  

H e  d i e d  s o m e  t w e n t y - f i v e  or  t w e n t y - s i x  y e a r s  ago .  But  p r i o r  to  t ha t  

t i m e  he o p e r a t e d  on the  b a s i s  of a c o n t r o l  p h i l o s o p h y .  

a p p r o a c h  at tha t  t i m e .  T h e y  t e l l  the  s t o r y  tha t  e v e r y  m o r n i n g  he would  

ge t  up f r o m  his  d e s k  p r e c i s e l y  a t  a c e r t a i n  t i m e .  S o m e t i m e s  he would  

v a r y  a l i t t l e  bit ,  b e c a u s e  he d i d n ' t  wan t  p e o p l e  to ge t  a c c u s t o m e d  to  j u s t  

when  he was  go ing  to do t h i s .  T h e n  he would  t a k e  h is  t o u r  of the  p lan t .  

E v e r y o n e  was  w o r k i n g  h a r d .  E v e r y o n e  was  at h is  d e s k .  No one 

was  loa f ing .  And Unc le  Wi l loughby ,  as t h e y  c a m e  to ca l l  h i m ,  fe l t  tha t  

tha t  he  had  a v e r y  e f f i c i o u s  o p e r a t i o n .  What  he d i d n ' t  know w a s  that ,  at  

the  m o m e n t  tha t  he got  up f r o m  his  deak ,  down at  the  e n d  of the  c o r r i d o r  

was  a m a n ,  who was  t h e r e  e v e r y  m o r n i n g  w a i t i n g  for  h i m ;  and he p i c k e d  

up a w r e n c h  and t a p p e d  a p ipe  at  t he  end  of t ha t  ha l l .  And tha t  was  the  

m o s t  e f f e c t i v e  g r a p e v i n e  c o m m u n i c a t i o n  s y s t e m  tha t  e v e r  w e n t  t h r o u g h  
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a n y w h e r e .  B e f o r e  Unc le  Wi l loughby  had  go t t en  t e n  s t e p s ,  e v e r y b o d y  in 

t ha t  p l an t  k n e w  tha t  he was  on h is  way.  He though t  he had  e f f e c t i v e  c o n -  

t r o l  of t h i s  o p e r a t i o n .  

\Ve s e e  a t r e n d  t o d a y  m o r e ~ o w a r d  a c o o p e r a t i v e  ph i l oaophy ,  p e r h a p s  

b e c a u s e  in c l a s s e s  and  d i s c u s s i o n  s u c h  as  th i s  in c o l l e g e s ,  w h e r e  we a r e  

t a l k i n g  about  the  p s y c h o l o g y  of h u m a n  r e l a t i o n s h i p s ,  we u n d e r s t a n d  peop le  

a l i t t l e  b e t t e r  t h a n  we u s e d  to .  It m a y  w e l l  be t ha t  s o m e  of the  o u t s i d e  

c o e r c i v e  i n f l u e n c e  tha t  b u s i n e s s  has  fe l t  has  p o i n t e d  up to i t  i t s  own i n a d -  

equacy ;  and  it  has  found out tha t  by a t t e m p t i n g  to c o n t r o l  peop l e ,  i t  has  

l o s t  t he  v e r y  c o n t r o l  to o u t s i d e  i n f l u e n c e s  t ha t  i t  i t s e l f  was  a t t e m p t i n g  to  

s u s t a i n ;  and  t h e n  has  found t h e s e  o u t s i d e  i n f l u e n c e s  e x e r c i s i n g  a fa r  m o r e  

r i g o r o u s  c o n t r o l  t han  m a n a g e m e n t  had  e v e r  e x e r c i s e d  o v e r  t h e s e  s a m e  

p e o p l e .  And i t  m a y  be tha t  we a r e  b e c o m i n g  m o r e  h u m a n e .  I don ' t  know.  

I t h ink  the  r e a s o n  i s ,  in b u s i n e s s  anyway ,  tha t  we a r e  l e a r n i n g  the  

v e r y  h a r d  l e s s o n  tha t  a c o o p e r a t i v e  a p p r o a c h  to manag~e~nent  is  not  only  

m o s t  h u m a n e ,  but  i t  i s  the  m o s t  p r o d u c t i v e ,  i t  is  the m o s t  e f f i c i en t ,  

and  in the  f ina l  a n a l y s i s  i t  i s  the  m o s t  p r o f i t a b l e  as  we l l .  And fo r  any  

h a r d - h e a d e d  b u s i n e s s m a n ,  e v e n  though  he not  be  e n l i g h t e n e d  f r o m  the 

s e n s e  of e t h i c s  o r  o f  m o r a l  r e s p o n s i b i l i t y ,  j u s t  f r o m  the  fac t  of e f f i c i e n c y  

he is  l e a r n i n g  in s o m e  i n s t a n c e s  tha t  t h i s  is  the  only  a p p r o a c h  to r e a l  

p r o d u c t i v i t y .  

And so,  g e n t l e m e n ,  in v e r y  b r i e f l y  i l l u s t r a t i n g  t h e s e  two po in t s  of 

view, 

executive is today. 

I t r i e d  to b r i n g  to  you at l e a s t  m y  c o n c e p t  of  what  the  r o l e  of the  

The  p r i m a r y  r o l e  of the  e x e c u t i v e  is  to c r e a t e  and 
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s u s t a i n  the  k ind  of c l i m a t e  in h i s  l i t t l e  uni t ,  in h is  d i v i s i o n ,  or  h is  o r g a n -  

i z a t i o n  tha t  w i l l  be c o n d u c i v e  to  c o - o p e r a t i v e  r e l a t i o n s h i p s .  And by 

p e r s o n a l  e x a m p l e ,  by  i l l u s t r a t i o n ,  by he lp  to ge t  p e o p l e  to w o r k  t o g e t h e r  

as  a t e a m  r a t h e r  t han  s i m p l y  p e g s  on a b o a r d  o r  b o x e s  at  the  end  of a 

l ine  on a c h a r t .  Tha t  to  m e  is  the  func t ion  of the  e x e c u t i v e .  

And t h e n  f ina l ly ,  in j u s t  t he  few m i n u t e s  tha t  we have  le f t  of t h i s  

p e r i o d ,  he  i m p l e m e n ~ t h i s  by a k n o w l e d g e  of and  a p p l i c a t i o n  of s o m e  

b a s i c  and  f u n d a m e n t a l  p s y c h o l o g i c a l  p r i n c i p l e s .  T h e s e  p r i n c i p l e s - - a n d  

t h e y  a r e  not  new.  I ' m  not  c i t i ng  any th ing  o r i g i n a l .  T h e s e  a r e  to  be found 

in  any  b a s i c  t e x t b o o k  of p s y c h o l o g y - - b u t  as  a p p l i e d  to a b u s i n e s s  or  a m a n -  

a g e m e n t  e x e c u t i v e  s i t u a t i o n ,  the  p r i n c i p l e  of i n d i v i d u a l  d i f f e r e n c e s ,  wh ich  

s t a t e s  s i m p l y  tha t  p e o p l e  a r e  d i f f e r e n t .  

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

p e r s o n  i s  e q u a l l y  g i f t ed  in a l l  a r e a s .  

ing. 

I t ' s  the  r o l e  of the  e x e c u t i v e  to 

No two p e o p l e  a r e  a l i k e .  No one  

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

You a l l  a r e  s e l e c t e d  b e c a u s e  o f ] c e r t a i n  h i g h - l e v e l  r e q u i s i t e s .  So 

you wou ld  a s s u m e  tha t  you f e l l ows  h e r e  a r e  a l l  p r e t t y  m u c h  a l i k e .  T h a t ' s  

f a r  f r o m  the  t r u th .  I d o n ' t  know any  of you,  but  I would  be w i l l i ng  to w a g e r  

any  a m o u n t  of m o n e y  tha t  I cou ld  g ive  you a b a t t e r y  of p s y c h o l o g i c a l  t e s t s ,  

and  t h e r e  w o u l d n ' t  be  a p e r s o n  in th is  r o o m  but  tha t  vzould r a n k o w a r d  the  

b o t t o m  on at  l e a s t  one of t h e s e  t e s t s  and  t o w a r d  the  top on s o m e  o t h e r .  

We n e e d  to r e c o g n i z e  t h e s e  d i f f e r e n c e s  in p e o p l e .  

Second  i s  the  p r i n c i p l e  of i n t e g r a t i o n .  I a m  t a l k i n g  about  p s y c h o l -  

o g i c a l  i n t e g r a t i o n ,  not  s o c i a l  i n t e g r a t i o n .  The  p r i n c i p l e  of p s y c h o l o g i c a l  
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i n t e g r a t i o n  s t a t e s  s i m p l y  tha t  w h a t e v e r  we do i s  p a r t  and  p a r c e l  of the  

t o t a l  a s p e c t s  of our  l iv ing ;  and  tha t  i t  i s  u t t e r l y  fu t i l e  to a t t e m p t  to u n d e r -  

s t a n d  a m a n ' s  o r  w o m a n ' s  p e r f o r m a n c e  at  a w o r k b e n c h  o r  at  a d e s k  w i t h -  

out u n d e r s t a n d i n g  the  t o t a l  p a t t e r n  of h i s  l i v ing .  

Now, I r e c o g n i z e  tl~at t h e r e  i s  a d e l i c a t e  po in t  as  to how fa r  an 

e x e c u t i v e  shou ld  go in to  the  p e r s o n a l  p r i v a t e  a f f a i r s  of a n o t h e r  p e r s o n ,  

a s u b o r d i n a t e .  And tha t  c a l l s  fo r  j u d g m e n t  and  d i s c r e t i o n .  ~Iowever ,  I 

s i m p l y  s a y  tha t  i f  we a r e  go ing  to  u n d e r s t a n d  a p e r s o n ' s  work ,  u n d e r s t a n d  

his  a t t i t ude  on the  job, u n d e r s t a n d  h is  p o t e n t i a l t i e s  for  f u r t h e r  d e v e l o p -  

m e n t ,  we have  to u n d e r s t a n d  h i m  as  an i n t e g r a t e d  t o t a l  p e r s o n ;  and  tha t  

i n v o l v e s  t h i n g s  o t h e r  than  ju s t  wha t  he does  at  h is  d e s k .  

And the  t h i r d  of t h e s e  b a s i c  p r i n c i p l e s  i s  the  p r i n c i p l e  of m o t i v a t i o n .  

You have  h e a r d  a lot  about  t h i s .  I ' ve  n o t i c e d  i t  in  the  o u t l i n e s  of l e c t u r e s  

and  d i s c u s s i o n s  tha t  you have  had  b e f o r e .  But  the  p r i n c i p l e  of m o t i v a -  

t i on  s i m p l y  s t a t e s  t h a t  t h e r e  i s  no th ing  tha t  we do on a s u s t a i n e d ,  c o n s t r u c -  

t ive ,  p u r p o s e f u l  b a s i s  but  tha t  i t  i s  m o t i v a t e d ,  s u s t a i n e d ,  s p u r r e d  on by 

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

i n s t i n c t s .  C t h e r s  would  say  t h e r e ' s  no s u c h  th ing  as  an  i n b o r n  i n s t i n c t ;  

t ha t  t h e y  a r e  a l l  a c q u i r e d .  It d o e s n ' t  m a k e  any d i f f e r e n c e .  By the  t i m e  

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

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

T h e s e  b a s i c  n e e d s  a r e  o n e s  w h i c h  we as  e x e c u t i v e s  s h o u l d  r e c o g -  

n i ze  and  apply  in a w o r k  s i t u a t i o n .  F i r s t ,  the  n e e d  for  hav ing  s o m e  t a n -  

g ib l e  goa l  o r  o b j e c t i v e  o r  p u r p o s e  t o w a r d  which  a p e r s o n  i s  w o r k i n g .  

T h e r e  a r e  m a n y  peop l e  who d o n ' t  i~ave s u c h  t ang ib l e  g o a l s .  But  if  t h e y  



do not ,  t h e n  t h e y  canno t  be m o t i v a t e d  to the  d e g r e e  tha t  a p e r s o n  can  

be m o t i v a t e d  i f  he  has  s o m e t h i n g  tha t  he is  w o r k i n g  t o w a r d .  The  job of 

the  e x e c u t i v e  f i r s t  of a l l  i s  to be a s s u r e d  tha t  e v e r y  p e r s o n  for  w h o m  he 

i s  r e s p o n s i b l e  knows  w h e r e  he is  to go in h is  job, what  is  e x p e c t e d  of 

h i m ,  what  h is  goa l  i s ,  the  ways  in w h i c h  tha t  w i l l  be j udged  and  e v a l u a t e d .  

C e r t a i n l y  we c a l l  on s u c h  t h ings  as  a m b i t i o n  and  d r i v e  t o  e n c o u r a g e  

p e o p l e  to r i s e  above  t h e i r  p r e s e n t  l e v e l s  of p o s i t i o n  to h i g h e r  l e v e l s  of 

p o s i t i o n .  C e r t a i n l y  the  m o t i v a t i o n  of m o r e  i n c o m e  is  a m o t i v a t i n g  f a c t o r .  

And t h e r e ' s  no th ing  w r o n g  wi th  m o t i v a t i n g  a p e r s o n  to do e v e n  b e t t e r  in 

o r d e r  to  d e s e r v e  f u r t h e r  r e w a r d .  T h e r e ' s  no th ing  w r o n g  wi th  tha t .  But  

how of ten  we as  e x e c u t i v e s  s i m p l y  l eave  p e o p l e  to  do t h e i r  work ,  wi thou t  

e s t a b l i s h i n g  any  c l e a r  p u r p o s e .  And only  to  the  e x t e n t  tha t  we can  ge t  

an e m p l o y e e  to  i d e n t i f y  h i s  p u r p o s e  wi th  ou r  p u r p o s e ,  on ly  to t ha t  e x t e n t  

can we r e a l i z e  the  ful l  e f f ec t  of m o t i v a t i o n  in  t h i s  a r e a  of goa l  s e e k i n g .  

The  s e c o n d  of t h e s e  b a s i c  n e e d s  i s  t he  n e e d  for  b e l o n g i n g ,  the  s e n s e  

of b e l o n g i n g .  We h e a r  a lot  about  t h i s ,  and  it  i s  i n t e r p r e t e d  in  v a r i o u s  

ways .  But  as  a p p l i e d  as  a w o r k  r u l e  for  an a d m i n i s t r a t i v e  uni t ,  on ly  to 

the  e x t e n t  tha t  a p e r s o n  f e e l s  tha t  he is  p a r t  of th is  u n i t - - n o t  jus t  h i r e d  

i t ,  but  p a r t  of i t - - o n l y  to  t ha t  e x t e n t  w i l l  he d e r i v e  a ful l  s a t i s f a c t i o n  

f r o m  the  w o r k  tha t  he i s  doing;  and  on ly  to  t ha t  ex t en t ,  t hen ,  wi l l  he go 

b e y o n d  the  a b s o l u t e  m i n i m u m  of w o r k  r e q u i r e d  in o r d e r  to get  by  b e c a u s e  

th i s  is  h is  g roup ;  he  i s  p a r t  of i t ;  he b e l o n g s .  

The  t h i r d  of t h e s e  b a s i c  n e e d s  i s  t he  n e e d  fo r  p e r s o n a l  r e c o g n i t i o n .  

" You m i g h t  s a y  t h a t  is  in a way c o n t r a d i c t o r y  to th i s  s e n s e  of b e l o n g i n g .  
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}Ve want to feel we're part of a group, but at the same time we want to 

be recognized as individuals. And I have used this corny phrase a number 

of times, but I think there is some wisdom in it, when we say that very 

of ten  a pat  on the back  i s  w o r t h  t en  k i c k s  in  the p a n t s .  And tha t  i s  so .  

Mos t  of ten  we can  m o t i v a t e  p e o p l e ,  we can  g ive  t h e m  the  k ind  of r e c o g -  

n i t i on  tha t  wi l l  s p u r  t h e m  on, by the pat  on the  back ,  tha t  w i l l  be  fa r  m o r e  

e f f e c t i v e  t han  the  d i s c i p l i n i n g  tha t  we n e e d  to do when  we k i c k  t h e m  in the 

pan t s .  And the  l a t t e r  is  n e c e s s a r y  now and  t h e n  too.  P e o p l e  n e e d  to 

be r e c o g n i z e d  as  i n d i v i d u a l s .  

F o u r t h ,  we n e e d  to f e e l  tha t  we a r e  c o m m u n i c a t i n g  wi th  our  e n v i r o n -  

m e n t .  In a w o r k  s i t u a t i o n  tha t  m e a n s  s i m p l y  t h a t  a p e r s o n  n e e d s  to  f e e l  

f r e e d o m  to e x p r e s s  h i m s e l f ,  h i s  own t h o u g h t s ,  E v e n  though  t h e y ' r e  c o n t r a r y ,  

he f e e l s  the f r e e d o m  to e x p r e s s  t h e m - - t o  h i s  b o s s ,  to his  a s s o c i a t e s .  

C o n v e r s e l y ,  tha t  he f e e l s  he i s  b e i n g  kep t  i n f o r m e d  about  f a c t o r s  tha t  

a f f ec t  h i m  in  his  job and  in h is  r e l a t i o n s h i p s  wi th  the e x e c u t i v e .  Th is  

n e e d  for  f r e e d o m  of e x p r e s s i o n  and for  c o m m u n i c a t i o n .  

F i n a l l y ,  we a l l  n e e d  a d e g r e e  of s e c u r i t y .  C e r t a i n l y ,  if  a p e r s o n  

f e e l  i n s e c u r e ,  he i s  go ing  to be a p p r e h e n s i v e .  He i s  go ing  to w o r r y .  ~:e 

i s  go ing  f e e l  c o n c e r n .  And I ' m  not t a l k i n g  abou t  the  b lue  sky  s e c u r i t y  

w h e r e  we p r o m i s e  e v e r y b o d y  a job for  the  r e s t  of h is  l i fe  no m a t t e r  what  

he d o e s .  T h a t ' s  not  the  k ind  of s e c u r i t y  I ' m  t a l k i n g  about .  I ?m  t a l k i n g  

about  the  k ind  of s e c u r i t y  tha t  c o m e s  f r o m  a k n o w l e d g e  wi th in  o n e s e l f  

t h a t  i f  he does  a job,  d o e s  i t  we l l ,  he knows  w h e r e  he s t a n d s ,  t ha t  t h a t ' s  

go ing  to  be r e c o g n i z e d ,  and  h e ' s  n o t  go ing  to be a r b i t r a r i l y  d i s c i p l i n e d  
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or  p u n i s h e d  or  d i s c a r d e d  s i m p l y  b e c a u s e  h e ' s  no l o n g e r  u s e f u l  in the  

m i n d  of an i n d i v i d u a l .  W'e n e e d  a s e n s e  of s e c u r i t y .  

G e n t l e m e n ,  the  r o l e  of the  e x e c u t i v e  is  to  s e e  t h a t  t h e s e  n e e d s  a r e  

s a t i s f i e d  a m o n g  our  e m p l o y e e s  and  wi th in  our  m a n a g e m e n t  g roup  i t s e l f .  

Now, I have  dwe l t  at s o m e  l eng th  upon m a n a g e m e n t  p h i l o s o p h y ,  

upon  a t t i t ude ,  upon p s y c h o l o g i c a l  p r i n c i p l e s .  As you can  s e e ,  I have  

no t  s a i d  a w o r d  about  t he  p r o c e s s  of  a d m i n i s t r a t i v e  c o n t r o l .  I have  not  

s a i d  a w o r d  about  the  p r o c e s s  of a d m i n i s t r a t i v e  c o m m u n i c a t i o n  o r  o r g a n -  

i z a t i o n  or  t h o s e  a d m i n i s t r a t i v e  a c t i v i t i e s  tha t  a r e  a l s o  the  r e s p o n s i b i l i t y  

of the e x e c u t i v e .  I have  e m p h a s i z e d  th i s  a s p e c t  of h u m a n  r e l a t i o n s h i p ,  

b e c a u s e  I d o n ' t  t h ink  we can  e f f e c t  any  e f f e c t i v e  c o n t r o l  in an o r g a n i z a t i o n  

e x c e p t  t h r o u g h  s u c h  u n d e r s t a n d i n g  and s u c h  r e l a t i o n s h i p s  as  I have  b e e n  

d e s c r i b i n g .  

I d o n ' t  b e l i e v e  tha t  we can s t i m u l a t e  p e o p l e  to u se  the  ful l  r e s o u r c e s  

of t h e i r  own p o t e n t i a l i t y  e x c e p t  on s u c h  a b a s i s  of c o - o p e r a t i o n .  

And,  f ina l ly ,  I a m  c e r t a i n  tha t  p e o p l e  c a n n o t  g r o w  and  d e v e l o p  wi th  

f r e e d o m  to t h e i r  fu l l  p o t e n t i a l i t i e s  e x c e p t  u n d e r  s u c h  an a t m o s p h e r e  and  in  

s u c h  a c l i m a t e .  

And so  p e r h a p s  i t  i s  s i g n i f i c a n t ,  not  b e c a u s e  I ' m  doing  i t  h e r e ,  but  

s i m p l y  b e c a u s e  the  s u b j e c t  i t s e l f  i s  s i g n i f i c a n t ,  t ha t  t h i s  i s  the  l a s t  of 

y o u r  s e r i e s .  Th i s ,  g e n t l e m e n ,  to m e  is  y o u r  job.  And i t ' s  m y  job.  

It  c a l l s  b a s i c a l l y  for  l e a d e r s h i p  v e r s u s  a u t h o r i t a i - i a n  d i c t a t o r s h i p .  

\~qqich in  c o n c l u s i o n  r e m i n d s  m e  of two p r o v e r b s  tha t  I ' d  l ike  to 

l e a v e  wi th  you ju s t  a s  a t hough t  and  as  a s e n t i m e n t .  
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The  f i r s t  s a y s  tha t  no m a n  s t e p s  in the  s a m e  r i v e r  t w i c e ,  for  f r o m  

the  t i m e  he s t e p s  f i r s t  un t i l  he  s t e p s  aga in ,  bo th  the  r i v e r  and  he have  

c h a n g e d .  We a r e  in  a c h a n g i n g  p e r i o d  of t i m e .  We m u s t  be  a d a p t i v e .  

We m u s t  be  f l e x i b l e .  

The  s e c o n d  i s  a p r o v e r b  about  a l e a d e r  and  i t  goes  s o m e t h i n g  l ike  

th i s :  The  m a n  who knows  not  and knows  not  tha t  he knows  not  is  a fool .  

Shun h i m .  The  m a n  tha t  knows  not and  knows  tha t  h e  knows  not  i s  a 

ch i ld .  T e a c h  h i m .  The  m a n  tha t  knows  and knows  not  t h a t  he  knows  i s  

a s l e e p .  Waken  h i m .  The  m a n  who knows  and knows  tha t  he knows  i s  

w i s e .  L e a r n  f r o m  h i m .  Ye t  the  m a n  who knows  m u c h  and  knows  tha t  

he knows  not  al l ,  who knows  to  l e a r n  f r o m  o t h e r s  and  in h i s  l e a r n i n g  to 

s h a r e  h is  k n o w l e d g e ,  who knows  to p e r p e t u a t e  h i m s e l f  in  the  l i v ing  of 

o t h e r s - - t h i s  m a n  is  a l e a d e r .  F o l l o w  h i m .  

Tha t ,  ~ g e n t l e m e n ,  is  the  job of the  e x e c u t i v e  t o d a y - - l e a d e r s h i p .  

Thank  you.  

MR. P U L V E R :  G e n t l e m e n ,  Dr .  Wa t son  i s  r e a d y  fo r  y o u r  q u e s t i o n s .  

QUESTION: Dr .  Watson ,  M c C o r m i c k  and  C o m p a n y  has  d e v e l o p e d  a 

r e p u t a t i o n  fo r  hav ing  a c o o p e r a t i v e  type  m a n a g e m e n t .  Would  you d e s c r i b e  

s o m e  of the  e x e c u t i v e  d e v e l o p m e n t  a p p r o a c h e s  tha t  you u s e  ? 

•R. WATSON: The question was that he understood--I'll put it 

that way rather than stating a fact-- that our company, IV~'cCormick and 

Company, had been fairly successful in some of its executive development 

approaches, and would I describe some of the thin8 s that we did. 

2a 



As far as basic philosophy is concerned and attitude, we try, first 

of all, to get an understanding along the lines that I have been discussing. 

But I think you perhaps had more specifically in mind the management 

organization setup that has come to be known as multiple management. 

This is a program designed within the management group--we are 

speaking solely in terms of management now--of providing for a wider 

base of participation in top management considerations and review, and 

at the same time giving more people an opportunity actually to practice 

decision making and so on of the sort that they would have as a personal 

responsibility when they moved on up the ladder. 

In addition to our corporate board of directors, 

corporation has except that our board of directors is composed entirely 
A 

of executives within the organization, the only outside executive being Mr. 

Eric Johnston--I don't know if you know who Mr. Eric Johnston is. Vie 

is the only outsidemember of our board of directors--in addition to this 

there are what we refer to as junior boards of directors--they're not 

really junior at all, but within the administrative area and services area 

we have what is called a ~nior board of directors. Within the production 

and plant areas we have what is called a factory board of directors. And 

within our sales organization we have a sales board of directors. 

This program was set up about twenty-five years ago. The men and 

women on these boards are instructed that they are to conduct their board 

activities as if they were a corporate board of directors, the only limita- 

tion being that they have no authority to put into effect the results of their 
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c o n s i d e r a t i o n s ;  and  a n y  r e c o m m e n d a t i o n  t h a t  i s  m a d e  f r o m  the  g r o u p  as  

an  o f f i c i a l  r e c o m m e n d a t i o n  m u s t  be u n a n i m o u s .  

T h e s e  peop le  m e e t  r o u g h l y  once  e v e r y  two w e e k s ;  and  in  the  p e r i o d  

of t i m e  s i n c e  t h e s e  b o a r d s  have  b e e n  e s t a b l i s h e d  t h e r e  h a s  b e e n  a r e m a r -  

kab le  l i s t  of s u g g e s t i o n s  and  i d e a s  t ha t  have  c o m e  f r o m  t h e s e  peop le ,  

w o r k i n g  in  an  a t m o s p h e r e  ou t s i de  t h e i r  l ine  r e s p o n s i b i l i t i e s  a s  a g e n e r a l  

m a n a g e m e n t  b o a r d .  I would  s a y  t h a t  of s o m e ,  oh, l e t ' s  t ake  a r o u n d  

f i g u r e - - t h e r e  have  b e e n  m o r e  t h a n  t h i s  in  t h i s  p e r i o d  of t i m e - - t e n  t h o u s a n d  

s u g g e s t i o n s  t ha t  have  c o m e  to the  c o r p o r a t e  b o a r d  f r o m  t h e s e  b o a r d s ,  

t h e r e  have  b e e n  l e s s  t han  5 p e r c e n t  of t h e m  t h a t  have  a c t u a l l y  b e e n  r e j e c t e d  

o u t r i g h t .  

Now, in  p a r t i c i p a t i n g  on t h e s e  b o a r d s ,  peop le  do i t  in  a way  on a 

c o m p e t i t i v e  b a s i s .  E v e r y  s i x  m o n t h s  e a c h  m e m b e r  of the  b o a r d  e v a l u a t e s  

on a r e g u l a r  r a t i n g  p r o c e d u r e  the c o n t r i b u t i o n  and  p a r t i c i p a t i o n  of e v e r y  

o t h e r  m e m b e r  of t h a t  b o a r d ,  not  in  r e f e r e n c e  to h i s  l ine  a s s i g n m e n t ,  but  

in  r e f e r e n c e  to  h i s  b o a r d  a c t i v i t y .  And t h e r e  i s  a r o t a t i o n  of m e m b e r s h i p  

on the  b o a r d  one f a c t o r  b e i n g  t h e s e  r a t i n g s .  

So t h a t  a p e r s o n  i s  in  a w a y  in  a co m p e t i t i v e  s i t u a t i o n  in  t h a t  i f  he 

does  not i m p r e s s  h i s  a s s o c i a t e s  we l l ,  he s i m p l y  d o e s n ' t  s t a y  on the  b o a r d .  

And " b y  i m p r e s s  t h e m  we l l "  I don ' t  m e a n  tha t  t h e y  deve lop  c l i q u e s  o r  a n y  

p o l i t i c s  in  t h i s  s i t u a t i o n .  I t ' s  p u r e l y  an  i n d i v i d u a l  m a t t e r .  But  t h r o u g h  

t h i s  type  of d e v i c e - - a n d  I t h ink  t h i s  i s  wha t  you  a r e  r e f e r r i n g  t o t - w e  
tha t  on 

p r o v i d e l a  m u c h  b r o a d e r  b a s e  of m a n a g e m e n t  peop le  c l e a r / d o w n  to the  

l o w e r  l e v e l s  of s u p e r v i s i o n  have  an  o p p o r t u n i t y  to p a r t i c i p a t e  in  the  top 
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g e n e r a l  
t m a n a g e m e n t  p r o c e s s .  So tha t  then,  when they  become  g e n e r a l  m a n a g e r s ,  

t hey  would have been  in the s i t ua t i on  of hav ing  gone t h rough  th i s  for  some  

p e r i o d  of t i m e .  

It has  worked  v e r y  wel l .  T h e r e  a r e ,  I would think,  today  some  

t h r e e  or four hundred  c o m p a n i e s  and a g e n c i e s  in the c o u n t r y  tha t  have 

adopted  v a r i o u s  mod i f i c a t i ons  of th i s  p r o g r a m .  It s i m p l y  i s  an i l l u s t r a t i o n  

of th i s  app l i ca t ion  of the p r i n c i p l e  of p a r t i c i p a t i o n ,  of be longing ,  of an 

oppor tun i ty  to e x p r e s s  onese l f .  And we c e r t a i n l y  have found tha t  it  c r e a t e d  

a d y n a m i c  a t m o s p h e r e  tha t  is  conducive  to t e a m w o r k  among m a n a g e m e n t  

people  th roughout  the o r g a n i z a t i o n .  

QUESTION: I can see  tha t  p o s s i b l y  th i s  5 p e r c e n t  r e j e c t i o n  of 

r e c o m m e n d a t i o n s  migh t  cause  you some  d i f f icu l ty .  How do you handle  

tha t  ? 

DR. WATSON: I suppose  any  group tha t  has  l a b o r e d  and worked  h a r d  

over  a p r o j e c t  and has  then  had it  r e j e c t e d  i s  a l i t t l e  d i sappo in ted .  I th ink  

the ac tua l  r e s u l t  is  not bad, b e c a u s e  of the p r e p o n d e r a n c e  of w o r t h - w h i l e  

s u g g e s t i o n s  and ideas  that  a r e  accep ted .  

T h e r e  has  got ten to be a kind of good humore~eac t ion  to r e j e c t i o n s - -  

t ha t  t h e y  a r e  in such  a m i n o r i t y  tha t  t h e y  become  r a t h e r  excep t iona l  in 

t h e m s e l v e s .  T h e r e  has  been  no k i c k - b a c k  f r o m  that  point ,  b ecause  c e r t -  

a i n ly  any  group of people  r e c o g n i z e  tha t  not e v e r y t h i n g  tha t  t hey  p ropose  

i s  going to be accep ted .  So I would s a y  tha t  t h e r e  has  been  no m o r a l e  

f e e d - b a c k  p r o b l e m  on tha t  point  at a l l .  

QUESTIGN: Doctor ,  with r e s p e c t  to the  a t t i tude  of be longing ,  I 
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w i n d e r  i f  t h e r e  is  any  c o n f l i c t  w i th  our  un ions ,  of a m a n  b e l o n g i n g  to  a 

un ion  or  b e l o n g i n g  to a c o m p a n y .  A c o n s t r u c t i o n  c o m p o n y  d o e s n ' t  h i r e  a 

b r i c k l a y e r ;  the  un ion  s e n d s  h i m  out.  How can  he have  a s e n s e  of b e l o n g i n g  
to  tha t  c o n s t r u c t i o n  c o m p a n y ?  

DR. WATSON: T h a t ' s  a v e r y  p e r t i n e n t  q u e s t i o n - - n o t  i m p e r t i n e n t - -  

p e r t i n e n t .  We have  a un ion  in  one of our  d i v i s i o n s .  M c C o r m i c k  and  

C o m p a n y  was  l o c a t e d  o r i g i n a l l y  in B a l t i m o r e ;  and  as  it has  g r o w n  and 

e x p a n d e d  i t  h a s  d e v e l o p e d  o t h e r  d i v i s i o n s  o v e r  the c o u n t r y .  One of 

t h e s e  i s  the  Sch i l l i ng  D i v i s i o n ,  in San F r a n c i s c o .  F o r  m a n y  y e a r s ,  t h e y  

t e l l  m e - - t h i s  was  b e f o r e  I c a m e  wi th  the  c o m p a n y - - t h e y  had  t r i e d  e v e r y  

m e t h o d  of b r e a k i n g  in to  tha t  m a r k e t  on the  W e s t  C o a s t .  T h e y  w e r e  unab l e  

to c o u n t e r a c t  the  v e r y  s t r o n g  p o s i t i o n  of the  Sch i l l i ng  C o m p a n y .  So t h e y  

w e r e  lef t  no a l t e r n a t i v e  but  to buy the  SchilLing C o m p a n y  i t s e l f ,  wh ich  

t h e y  did.  I t ' s  no t  a m o n o p o l y ,  b e l i e v e  m e ;  but t h a t ' s  what  h a p p e n e d .  

Th i s  c o m p a n y  had a un ion  when  it was  a c q u i r e d .  It had  a B r i d g e s  

u n i o n - - a  r e p r e s e n t a t i v e  of the  L o n g s h o r e m a n ' s  Union;  and  t h a t ' s  a p r e t t y  

m i l i t a n t  union,  i f  any  of you know of i t .  And I have  b e e n  a s k e d  m a n y  t i m e s :  

"We l l ,  how can  you w o r k  c o n s i s t e n t l y  wi th in  t h i s  p h i l o s o p h y  hav ing  a 

un ion  s u c h  as  t ha t  in y o u r  o r g a n i z a t i o n ? '  I would  be na ive  if  I w e r e  to 

g ive  the  i m p r e s s i o n  tha t  i t  d o e s n ' t  c r e a t e  s o m e  p r o b l e m s .  

But  I would  s a y  tha t ,  as  f a r  as  t he  m a n a g e m e n t  s e t - u p  as  I have  

d e s c r i b e d  i t - - t h e r e ' s  a j u n i o r  b o a r d  of d i r e c t o r s  in  ou r  Sch i l l i ng  D i v i s i o n ,  

as  t h e r e  i s  in our  M c C o r m i c k  D i v i s i o n .  It w o r k s  v e r y  we l l .  

C u r  a p p r o a c h  wi th  the  un ion  p e o p l e  has  b e e n ,  aga in ,  to t r y  to  ge t  

t h e m  to s e e - - a n d  I t h i n k  w e ' v e  b e e n  f a i r l y  s u c c e s s f u l - - t h a t  t h e i r  i n t e r e s t s  
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lie certainly, let's say, as much in the success of this company as they 

do in the validity of their union. We have said many times that our pro- 

gram of management philosophy can work and does work whether there's 

a union or whether there isn't. 

But, to answer your question specifically, that is one area that 

would be an area of conflict, particularly where the union deliberately, 

i f  i t  does ,  a t t e m p t s  to f o s t e r  a s y m p a t h e t i c  r e l a t i o n s h i p  to i t s e l f  in c o n -  

t r a d i c t i o n  to  an  u n d e r s t a n d i n g  wi th  the  c o m p a n y .  T h e r e  a r e  not  so  m a n y  

u n i o n s  tha t  do that ,  but  t h e r e  a r e  s o m e  who d e l i b e r a t e l y  a t t e m p t  to ga in  

the  s u p p o r t  and  l o y a l t y  of the  e m p l o y e e s  and  d e l i b e r a t e l y  a t t e m p t  to p r e -  

v e n t  i t s  b e i n g  e s t a b l i s h e d  b e t w e e n  m a n a g e m e n t  and  e m p l o y e e s ,  a g a i n  in  

o r d e r  to be ab le  to c o n t r o l  t h e s e  p e o p l e .  

F o r t u n a t e l y ,  t ha t  i s  c o m i n g  to  be  l e s s  and l e s s  so,  I t h ink .  But  in 

t ha t  a r e a  t h e r e  i s  a p r o b l e m  of b e l o n g i n g  for  the  e m p l o y e e - - n o w ,  to what  

g r o u p  d o e s  he b e l o n g ?  The  un ion  o r  m a n a g e m e n t ?  And w h e r e  you have  

a r e l a t i o n s h i p  w h e r e  m a n a g e m e n t  is  in o p p o s i t i o n  to the  un ion ,  and  t h e r e  

i s  c o n f l i c t  b e t w e e n  the  two,  t h e n  the  e m p l o y e e  i s  go ing  to  have  to e x p r e s s  

h is  l oya l t y  in  one d i r e c t i o n  or  a n o t h e r .  

I t h ink  the  a n s w e r  to  tha t  i s - - a n d  t h e r e ' s  no r e a s o n  why t h i s  

s h o u l d n ' t  be s o - - t h a t  the  un ion  and  m a n a g e m e n t  r e c o g n i z e  tha t  t h e y  have  

c o m m o n  i n t e r e s t s - - a n d  t h e y  d o - - a n d  t h a t  t he  s u c c e s s  and  p r o f i t a b i l i t y  

of th i s  b u s i n e s s  i s  as  m u c h  in the  u n i o n ' s  i n t e r e s t  as  i t  i s  of m a n a g e m e n t .  

The  s u c c e s s  of i n d i v i d u a l  e m p l o y e e s ,  as  I have  d e s c r i b e d  h e r e ,  i s  as 

m u c h  in the  co~rm~any's i n t e r e s t  as  i t  i s  in  the  u n i o n ' s .  And a l t h o u g h  
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t h i s  i s  j u s t  b e g i n n i n g  to t ake  e f fec t ,  I s e n s e  t ha t  t h e r e  a r e  m o r e  and  m o r e  

r e l a t i o n s h i p s  w h e r e  un ion  r e p r e s e n t a t i v e s  and  m a n a g e m e n t  r e c o g n i z e  t ha t  

t h e y  a r e  d e p e n d e n t  upon e a c h  o t h e r  and tha t  t h e i r  a i m s  a r e  not  n e c e s s a r -  

i l y  i n c o m p a t i b l e .  

Now, w h e r e  you h a v e  a c o m m o n  u n d e r s t a n d i n g  of tha t  s o r t ,  t h e n  

t h e r e  i s  not  t h i s  c o n f l i c t  of i n t e r e s t  as  fa r  as  b e l o n g i n g  i s  c o n c e r n e d .  But  

I c e r t a i n l y  r e c o g n i z e ,  as  we a l l  would,  tha t  tha t  would  be a p o s s i b i l i t y  of 

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

t h e i r  e m p l o y e e s  as  f a r  as  the  un ion  i s  c o n c e r n e d ,  and  c e r t a i n l y  the  un ion  

a t t e m p t s  to d i s e n c h a n t  the  e m p l o y e e s  as  f a r  as  t he  c o m p a n y  i s  c o n c e r n e d .  

You can  have  a d i f f i cu l t  s e n s e  of c o m m o n  b e l o n g i n g n e s s .  

But  w h e t h e r  you have  a un ion  o r  w h e t h e r  you don ' t ,  t h i s  p r i n c i p l e  

is  v e r y  i m p o r t a n t .  I r e m e m b e r  a c i r c u m s t a n c e  tha t  h a p p e n e d  at our  own 

c o m p a n y  s h o r t l y  a f t e r  I c a m e  t h e r e .  We had  a v e r y  l a r g e  G o v e r n m e n t  

o r d e r  at  t ha t  t i m e  for  t e a .  Tea  is  not  the  m a j o r  p r o d u c t  l ine  of ou r  c o m -  

pany,  but  i t  i s  a s u b s t a n t i a l  f a c t o r .  And, as  you m a y  know,  G o v e r n m e n t  

o r d e r s  on a c o m p e t i t i v e  p r i c i n g  b id  b a s i s  d o n ' t  p r o v i d e  too m u c h  p r o f i t  

to the  m a n u f a c t u r e r .  So we w e r e  a t t e m p t i n g  to ob ta in  th i s  o r d e r .  But  

i t  was  b e y o n d  the  n o r m a l  c a p a c i t y  of our  t e a  d e p a r t m e n t  to p r o d u c e .  

Wel l ,  the  m e e t i n g  I am r e f e r r i n g  to,  w h i c h  h a p p e n e d  s h o r t l y  a f t e r  

I c a m e  to the  c o m p a n y ,  was  the  m e e t i n g  b e t w e e n  the  p r o d u c t i o n  m a n a g e r  

and  a l l  of the  m e m b e r s  of  t he  t e a  d e p a r t m e n t ,  m o s t  of w h o m  w e r e  l a d i e s  

who o p e r a t e  t e a - f i l l i n g  m a c h i n e s - - a  r a t h e r  r o u t i n e  type  of job, but  one 

Of i m p o r t a n t  r e s p o n s i b i l i t y .  T h e r e  w e r e  about  two h u n d r e d  of t h e s e  p e o p l e  
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t o g e t h e r  i n  t h i s  m e e t i n g ,  and  I w a s  s i t t i n g  down in the  f r o n t  r o w  l i s t e n i n g .  

Th i s  i s  the  w a y  the  m e e t i n g  s t a r t e d  out:  

The  p r o d u c t i o n  m a n a g e r  t o ld  these  p e o p l e - - a n d  he had  a c h a r t  up 

h e r e  w h e r e  he sa id :  " T h i s  w a s  o u r  p r o j e c t i o n  of t e a  p r o d u c t i o n  fo r  

t h i s  q u a r t e r ;  and  th i s  i s  w h e r e  we a r e ,  a s  you  a l l  k n o w . "  /~nd t ha t  w a s  

the  f i r s t  h in t  to m e  tha t  s o m e t h i n g  e x t r a o r d i n a r y  was  go ing  on.  Why 

s h o u l d  t h e s e  e m p l o y e e s  know w h e r e  t h e i r  t o t a l  t e a  p r o d u c t i o n  was  fo r  

t ha t  d e p a r t m e n t ?  But  t h e y  k n e w .  And he sa id :  " H e r e  we have  t h i s  o r d e r  

for  so  m u c h  t e a .  T h a t  wou ld  be at  t h i s  po in t  up h e r e .  You know tha t  when  

I w a s  d i s c u s s i n g  i t  b e f o r e ,  o u r  f a c i l i t i e s  wou ld  p r o d u c e  so  m u c h .  We t h i n k  

i t  wou ld  be to o u r  m u t u a l  a d ~ m t a g e  if  we c o u l d  ge t  t h i s  o r d e r .  How a r e  

we go ing  to do i t ? "  T h a t ' s  w h e r e  he s t o p p e d .  " H o w  a r e  we go ing  to 

do it?" 

Well, apparently there had been discussions of this kind so many 
one by one 

times before that with perfect ease and freedom,Athese people, right out 

there in the room, began speaking up. These ladies, many of whom had 

not completed their high school education, began speaking up; and one of 

them said: "V/ell, if we were to put on a third shift, like we used to have, 

what would that do ?" 

He said: "Well, yes. We could consider that. We know that that 

would produce X amount more. But you know that if we put on a third 

shift, we can't hire new people to go on the third shift. We will have to 

transfer people who are on the day shift to this eleven o'clock at night to 

seven in the morning shift, and that's the problem." 
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B e l i e v e  it  o r  not ,  r i g h t  t h e r e  f r o m  the  f l o o r  t h e r e  w e r e  v o l u n t e e r s  

fo r  t h i s  sh i f t  to w o r k  w h i c h  is  a v e r y  u n d e s i r a b l e  t h i n g - - a  s l i g h t  sh i f t  

bonus ,  but  not  m u c h - - a n d  t h e y  f i l l e d  tha t  sh i f t  quota  r i g h t  t h e r e .  He 

sa id :  "We l l ,  t h i s  d o e s  on ly  so m u c h .  T h a t ' s  not  e n o u g h . "  

S o m e b o d y  e l s e  sa id :  "Wel l ,  what  would  it  do if  we w o r k e d  on Sat -  

u r d a y ?  How m a n y  w e e k s  would  we have  to w o r k  on S a t u r d a y  if  we 

got  up to th is  p o i n t ? "  

He sa id :  "We l l ,  if  two of the  s h i f t s - - i t ' s  not  f e a s i b l e  for  the  t h i r d  

o n e - - b u t  i f  two of t h e s e  sh i f t s  w o r k e d  s ix  days ,  t h i s  is  wha t  we cou ld  

p r o d u c e . "  

And one  by  one t h e y  s u g g e s t e d  d i f f e r e n t  t h i n g s  un t i l  f i n a l l y  t h e y  

a r r i v e d  at  a po in t  tha t  sa id :  "We can  do t h i s . "  

The  p r o d u c t i o n  m a n a g e r  k n e w  a l l  a l o n g  t h e y  cou ld  have  done  tha t .  

If he had f o l l o w e d  a s t r i c t  a u t h o r i t a r i a n  a p p r o a c h ,  he would  have  c a l l e d  

t h e m  t o g e t h e r - - m a y b e  he w o u l d n ' t  e v e n  have  c a l l e d  t h e m  t o g e t h e r - - h e  

would  h a v e  p o s t e d  on the  b u l l e t i n  b o a r d :  "Sue  J o n e s "  

" r e p o r t  to the  t h i r d  sh i f t  s t a r t i n g  e f f e c t i v e  s o - a n d - s o .  

a n d - s u c h  a da te ,  we wi l l  w o r k  S a t u r d a y s  for  s u c h  a p e r i o d  of t i m e . "  

And so  on down the  l i ne .  And you say:  "That~:s a p r e r o g a t i v e  of m a n -  

a g m e n t . "  Sure ;  t h a t ' s  a p r e r o g a t i v e  of m a n a g e m e n t - - t o  o r g a n i z e  i t s  

p r o d u c t i v e  f a c i l i t i e s  as  i t  s e e s  f i t .  He cou ld  have  done  i t  t ha t  way.  Pie 

didn't. 

Now, I was  v e r y  i m p r e s s e d  wi th  t h i s  and  I f e l t  c o m p e l l e d ,  a f t e r  

the  m e e t i n g  was  o v e r ,  to ge t  up and  m a k e  a l i t t l e  s p e e c h .  I was  n ew  in 

3O 
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this organization. I made a little speech, the substance of which was 

I was proud to be associated with people who worked together like this, 

who understood their mutual problems and worked them out together. 

And I sat down to very mild applause, hardly any at all. 

Just as they were leaving, a little lady there--I can remember her 

clearly now. She has since retired--came up to me. She had a twinkle 

in her eye as if she had a great, big joke on me, and she said: "Mr. Wat- 

son, you're new around here. We're glad to have you. But I want to tell 

you something. You probably don't know this, but we've had lots of prob- 

lems like this before. We've always licked them before and we're going 

to lick this one too. Don't you worry." 

Do you get the significance of that? Here I was an officer of this 

company. Even though I was new, I still was an officer of the company. 

I had the bars on my shoulder even though I'd been there just a few months. 

And she was saying to me: "Look, don't worry about this. We'll get 

this job done." 

Now, I say, gentlemen, you can't buy that sort of belongingness 

with money. And that's the kind of thing that you find that creates a pro- 

ductive spirit. 

That does not answer your question specifically. That could have 

been done with a group of union employees. It could have been, but it 

would have been a little more difficult. That's all. 

QUESTION: Dr. Watson, this development of the so-called coop- 

erative executive has taken place in the last twenty to twenty-five years, 
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w e h n  we have  had  a g r o w i n g  e c o n o m y  and m o r e  o r  l e s s  p r o s p e r o u s  t i m e s .  

We have  had p l a t e a u s ;  but no b ig  d e p r e s s i o n s .  Suppose  that  we w e r e  to  

ge t  in to  a d e p r e s s i o n  l ike  we had  in 1932, do you th ink  we would  s t i l l  have  

t h e s e  c o o p e r a t i v e  e x e c u t i v e s ,  or  do you t h i n k  we would  r e v e r t  to the  o ld  

type  and  go b a c k  to the  h a r d - b o i l e d  type  of e x e c u t i v e  ? 

DR. WATSON: Well ,  I don ' t  know what  would  a c t u a l l y  h a p p e n .  

I t h ink  tha t  the  e n l i g h t e n e d  e x e c u t i v e  would  r e c o g n i z e  t ha t  for  s u c h  c i r c u m -  

s t a n c e s  as  tha t ,  i f  h e ' s  b e e n  b u i l d i n g  up  u n d e r s t a n d i n g  and  b e e n  b u i l d i n g  

up c o o p e r a t i v e n e s s ,  t ha t  would  c a r r y  h i m  t h r o u g h .  

Th i s  i s  d i r e c t l y  a p p l i c a b l e  to our  own c o m p a n y ' s  h i s t o r y  in a l i t t l e  

d i f f e r e n t  s e n s e .  N i n e t e e n  t h i r t y - t w o  was  jus t  abou t  one of t h e s e  p e r i o d s  

tha t  you a r e  t a l k i n g  a b o u t - - ' 2 9  and  ' 3 2 - - a n d  M c C o r m i c k  and C o m p a n y  

was  l i t e r a l l y  on the  r o c k s .  In fac t ,  t h e r e  was  q u e s t i o n  as  to w h e t h e r  

i t  would  be so ld ,  as  to W h e t h e r  t h e y  cou ld  e v e n  m a k e  it  at  a l l ,  when  Mr .  

Wi l l oughby  M c C o r m i c k  d ied .  

I r e a l i z e  t ha t  t h i s  i s ,  l e t ' s  say ,  a m o r e  d r a m a t i c  s i t ua t i on ;  tha t  a 

new m a n  c o m i n g  in can  do c e r t a i n  t h ings  t ha t  m a y b e  a p e r s o n  tha t  had  

b e e n  t h e r e  a l l  a l ong  c o u l d n ' t .  But i t  was  at  tha t  t i m e  tha t  C h a r l i e  Mc-  

C o r m i c k  was  n a m e d  p r e s i d e n t .  J u s t  b e f o r e  tha t  the  d i r e c t o r s  had  a l r e a d y  

v o t e d  a cut  in w a g e s ,  about  a 15 p e r c e n t  cut ,  and  v a r i o u s  o t h e r  t h ings  to  

t r y  to ge t  t h i s  c o m p a n y  in the  b l ack  aga in .  

I m m e d i a t e l y  he c a l l e d  a g roup  t o g e t h e r ,  and h i s  f i r s t  g r o u p  w e r e  

s o m e  of t h e s e  y o u n g e r  m e n  who s u b s e q u e n t l y  b e c a m e  the  f i r s t  j u n i o r  b o a r d ,  
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and said: "What are we going to do about this?" And out of that came, 

not  a cut  in w a g e s  but  an i n c r e a s e  in  w a g e s  of 10 p e r c e n t ;  a r e d u c t i o n  of 

the  w o r k  w e e k - - I  t h ink  it  was  s o m e t h i n g  l ike  f i f t y - f o u r  o r  s ix  h o u r s  a t  

t ha t  t i m e  down to f o r t y - e i g h t  h o u r s  a week ;  v a r i o u s  o t h e r  t h i n g s  tha t  w e r e  

done  t h r o u g h o u t  the  p l a c e ;  and  t h e n  a m e e t i n g  wi th  t h e s e  p e o p l e  to  say:  

" L o o k ,  w e ' r e  in t r o u b l e ,  a l l  of us .  If you wi l l  w o r k  wi th  us  in t h i s  t i m e  

of t r o u b l e ,  you can  be a s s u r e d  t~hat as  we go a long  and g r o w  t h r o u g h  th i s  

p e r i o d  of t i m e ,  y o u ' r e  go ing  to  s h a r e  in the  b e n e f i t s  of t h i s  o r g a n i z a t i o n . "  

And in the  dep th s  of tha t  d e p r e s s i o n  t h i s  c o m p a n y  wen t  f r o m  the  r e d  in to  

the  b l a c k .  It was  a t h r e e - m i l l i o n  d o l l a r  c o m p a n y  then .  It i s  t o d a y  s o m e -  

th ing  o v e r  a s i x t y - m i l l i o n  d o l l a r  c o m p a n y ,  and  has  b e e n  a p r o f i t a b l e  

o p e r a t i o n  e v e r  s i n c e .  

Wel l ,  you say:  " T h a t ' s  an u n u s u a l  th ing .  " But  t h a t ' s  wha t  d id  it ;  

and  if  i t  h a d n ' t  b e e n  done  tha t  way,  and  if  t h e s e  p e o p l e  h a d n ' t  in s o m e  way  

b e e n  i n s p i r e d  to a s e n s e  of  b e i n g  p a r t  of t h i s  t h i n g  now, t h e y  n e v e r  would  

have  b e e n  ab l e  to a c c o m p l i s h  th i s  r e s u l t .  So I would  s a y  tha t  e s t a b l i s h -  

ing  the  k ind  of r e l a t i o n s h i p s  tha t  m a k e  for  u n d e r s t a n d i n g  and  c o o p e r a t i o n  

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

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

MR. PULVER: Dr .  Wat son ,  i t  l ooks  as  if  w e ' r e  r u n n i n g  out of t i m e .  

On b e h a l f  of a l l  of us  h e r e ,  I want  to  t hank  you for  y o u r  c o - o p e r a t i o n ,  and 

t hank  you fo r  a v e r y  f ine  l e c t u r e .  

DR. WATSON: Thank  you.  I e n j o y e d  it  v e r y  m u c h .  
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