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SOME ASPECTS OF THE FROBLE!. OF CIVILIAL MORALLE

Centlemen:

T want to talk to : vu this morning about things I have
not thought through at all but things I am trying to do some thinl-
ing about bscause they may have a very considerable amount of sig-
nificance as they affect both the peace-+tims and, it seems to me,
the war-time moresle of the civilian population. Of course, the
aspect that has been intsresting me particularly is the question
of c¢ivilian morale in an emergency such as we are now going
through, but in thinking about this talk this morning I thought
the name problems might be equally significant in their bearing
on the morale of the civilian population in a war emergseuncy.

I got into this subject through some researches which
our Industrial RKesearch Depasrtment has been conducting, first in
cooperation with the Western Electric Company and ihen later in
wewburyport, assachusetts. In our efforts to gst an understand-
ing of labor relations we decidsd that we must know more of how
men behave under conditions oi work. ‘e wers fortunate enough to
muke an alliance with the Jestern flectrie Plant at Hawthorne for
a long research study extending over a period of five or six years
which gave us = c¢onbtinuous minute to minute rocord of production
for o groun of girls in the so-called "test-room" for this psriod.
e algo have e running history of the work, Thus we know as nea
as possiblo what happened. The records were made automatically
so that they are subject to all kinds of mathematical measurcments.

e heve found some emazing things. #e found that chang-
ing the position of five girls, that is, the seating arrangements,
in a group as small as that, profoundly modified tho social organ-
ization of the room. This resulted in a change in the production
curves of each girl; and we are sble to show that these changss
are occasioned by the differ.it manner in which the work attitudes
of the girls reacted on each othor as a rosult of their altsred
positions. ie found that to La just one of many indications that
the morzle of a group of people goes back to the omotional cantent
of their minds more than to any other one thing. Ye found thingzs
of this sort: the group being studied was put onto shorter hourg,
snd simltaneously rate of output rose; the introduction of rest
periods resulted in faster work; light refreshments during rest
pausss had the same result, Then, one after another, these insen-
tives wore vemévodj end output rate continued at its high,level.
A1l of whi6h phoved vonclusively that the importéncy of thbsp chengss
lay net #71 their factual detail but in the SBHtimgnﬁgwhiﬁ[ £
lay thosé changess and that by the better undersH

4 anding of tho
tieiml contont of tho minds ofthis group it was possible t§ control



their work morele, and overwhclm the troditional recctions to
the incontives on which men have becn rolying to incrcase pro-
duction - to overwhelm them to such an oxtent that they could
bo taken out, and still get increased production. This work

3 <
has shown that the effectivenass of an incentive does not lie
primarily in its form, bvt in the cmotional and social situation
it cevokes.

Thet was a very surprising thing to me. 1 do not
think any of us had any conception of the extent to which the
eloments affecting morely moralc, as contrasted with the other
jncentives we had hocoms accustomed to (such as wago incentives)
stimulatod production. In the coursc of this study of the moralc
of this small group, and by the way, whilc I speak of this small
group the test wes oxtended to many gmployccs with similar ro-
sults =lthough not with mathematical moasurcments, we f'ound
that & good meny problems of moralc wont back into the social
background, into thc home surroundings of the girls in this group
and the home surroundings of the larger group on vhom tho oxper-
imonts were later spplied. e started in then with the fceling
thet we must know morc about thc organization of socicty in our
communitics end we have 'mider way et the present time a study of
the city of Newburyport, a ofvy anthropologically and ethnologi-
cally suitcd for a study ol this sort. The study 1s baing con-
ducted under the leadership of a man who has spent considerablae
time in justralia studydng primitive tribes. He is using the samc
tochnique end is finding the same sort of factors at work in Now-
buryport that he found in the primitive tribes of Australia. ©
took o community in Mississippi, 705 colorcd and 30% white to got
o difforunt cross-scction in the black belt in Mississippi, snd
the Tniversity has in process a similar study of a homogcncous
Irish community.

411 of thesc things interaested me in primitive socioty.
I do not protend to be cnything but a third hand student of this
subjoct; it is not in my ficld; but I did become intercsted in
these primitive societics because we had so many proofs that the
key was cmotional. I wented to study thesc socictics wherc the
“importance of the cmotiomal sids of ordinary organizetion is
" ¢lear bocausc the socicty.-is so much simpler and onc can sco
things at work. Roughly spoaking, it comcs down to this: that
all of thosc primitive societics have what onc profcssor of
anthropolosy calls am intcgration at threo levels. First, tho
tochnological., Every primitive socicty, like overy complex
socicty, hes to make its living out of tho land in onc form or
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another,  Hvery socicty to survive les to meke that particular
type of adjustment to its environment. Thon there cre two other
types of adiustments, all throo rurn inte coch other, the social
integration - the things that make it possible for men to live
togother, and the religious or magic integrotion - the hichor
sanctions thal make men do things bueausc thoy are the things to

bae donc, ¢ fird in 211 of thesce primitive socicties thozs throc
lavals = the technologicel adjustment backed up by thoss social

and religicus methodologics and medes of living. They make possi-
ble complex technclogicnl sommurity accomplishwonts whorce, bucauso
of magice ond coromoninls, ov: ryboﬂ" fits into his peorticular job,
such as building s ship or Sunlln@ a canoa, very ¢ 1 .borate things
for n smell native cormunity to work outg Lot m2 illustrate from
Melinowski's -rgorau,c of ths Jostern Pucific and the institution
of the Kula. Tho Mula in the Trobriund Islonds is o combination
of toechnology, sociaol ritunl ond magic., Iu this ring of islands
gevoring severel hundrods of miles, soparated by long distonces
for seiling canocs, it is clmost o religion that on dates fixed
by nogotiation with the next island the chisf shall build a aunou
and stert out in it for that island. Each man in *the crow talkes
for ¢vory man who is in tho Xula with him {that is, with whon
¢ has personal . rlations) a necklnec med. out of rod sholls.
“hon the canoce arrives oo the next island those nceklaccs of rad
shells arc given in exchange for bracclets of white <‘1-"-"113., This
custom provides the prineipel reasen for coxistence in thossc islands.
Those trinkcets ore passed around snd they koop travollng, the whits
shells traveling anti-clockwisce snd the red clgclmwise. They travel
in a cirele and arc never kopi. They have no more veluc than crown
jewels but undornoath this coremonianl, which is the main roason for
cxistoencu, therc goes on a very claborate trade inveolving thousands
of pecople. Under cover of thosce nocklacces they build ships and
carry on international tradc with the adjoining islands. Ths whole
thing is supported by sccial ond roligious coromonial.

The Eritish Governor docidea that polygemy was offonsivo
snd told tho native chiefs that they could not have any morc wives;
that they néced not fire their oxisting wives but thay coula not
have any naw onces. ‘thon thoe wives died out thoy could net be ro-
plrcad. Fut the chief thireby lost his right to lay tribute on
hJU wives' familiss and some of thoem could no longer support thosc
abhorate coreomonials., The mon workirg on shipbuilding or in the
crows have tobe fod and as the wives of the chiefs deercascd in
numbor they no longer hed the required wealth and tho csremonial
is breaking down. The wholo institutien is bascd on coeremonials
end socinl customs., Tho significunce of them sooms to be to take
men who « ro cmotional and who would naturally hchave in a groat
varioty of ways and through those ceremonials to maks thom bohave
in o dopsndably way - to make them fit into community life. The



ad justment to environment is worked out by methods which cause
the individual to behave in predictable manners.

We have in our society a great many similar rituals.
The gold standard is one which we have just thrown into a state of
flux. It is worshipped by groups in the same way these ceremonials
are carried on by more prir.tive tribes. Crown jewels heve little
intrinsic difference from the red shell necklaces. 1 started
thinking about these influences in Colonial times. 411 along the
coast there were groups with strong religious senctions and each
group had to conguer & new technology - had to find out how to
]ive in a new environment. In Plymouth a lerge number of pilgrims
died the first winbter but the intimately rélated religious sanctions
and socicl customs kept the community together. So it was in all
the communities along the coastline. The neighborhood was the unit
both economically, socially snd religiously. 4s contacts were slow
end limited each neighborhood wes self-sustaining. There were sligh
modifications, from sea borne traffic but they were very slight on
the whole. Eech commnity had to be self-supporting. The small
technolbgical activities of the time were carried on locally and
thers was a. stable technology, a stable soclety and a stable reli-
gious situation, the same three things we have observed in these

primitive societies.

Then the Industrial Revolutidn came along and threw tech-
nology into flux. It introduced through railroads and steamships
a much greater mobility, but destroyed the fixed homogeneity of the
group and made 1t easier for men to go from one place to another.
‘iest of the Allegheny mountains new frontiers developed and every
one of them was a confused frontier. Technology was in flux and
society was in flux. The Mississippl River district, west coast,
and mountain states - all of them were disorganized communities
while the force, the strength of the neighborhood in the east in no
‘way suffered. Indeed these forces were able in the long run to
sread Dastern sanctions and customs over the new frontier and to
the west coast. In the Lan Francisco community the neighborhood
sanctions became strong encuzh to make it perhaps the most conser-
vative in the United States. 5

Refore the Electrical Revolution came along the Power
Revolution continued to develop, agriculture moved to the middle
west, the stable way of living was turned into an uncertain business
and great conditions of flux came in all along the line, while
shortage of cheap labor developed to the point where we stimulated
immigration to fill. Thesec new imhigrants built up a great variety
. of groups and our great cities - New York, Chicago, stc., developed.,
and the neighborhood could not get control. 411 of these great
cities have the characteristics of the earlier frontiers and the
neighborhood is no longer an cffoctive unit because it is neither
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economically nor socially self-contained., The great cities have
grown so fast they are not one neighborhood tut a conglomeration

of mixed people, no one of the groups keening its social stability.
e _have the frontier type of disorgenization all along the line.

As a result, all types of social controls have become very much
weaker. e no longsr have one God, but a great variety of gods

and because of this the influense of religion has become very much
weaker. The ultimate sancticis are weaker. ile see even inthe
smaller communities the disintegration of the neighborhood because
the neighborhood is no longer socially homogensous.

we flace today he problems involved in getting a sub-
stitute for the social controls that were effective during the
first two centurics of the history of this country. We have not
solved that problem. sZimilar factors account, in large part, for
the growth of - nationalistic feeling not only here but all over
the world. In Burope while the details are differcnt, the same
kind of analysis shows the same kind of disintegrating force. 7l
find all over the world, - in Russia, Italy, Germany, France,
Japan, India, China and America - a simultaneous great increase
in centralization and & great growth in nationalism, I think it
comes to this: that the old emotional ideas which everybody clung
to have lost thsir strength, their effectiveness, ond we are un-
consciously struggling for something which will teke the place of
these ordinary controls,

Take the administration problems involved. In the prim=
itive society administration virtually does not exist, Men fall
into line without control on the part of the chief, because that
is the thing to do, The selectmen and overseers in our Colonial
Hew England had similar problems and handled them well., It did
not require any particular administrative skill, just ordinary
common s ense and knicwledge of the work at hand., As technology
begen to change rapidly administration became more important and
more complex, e had factory management problems. We have solved
those problems with extruordinary effectiveness on everything but
the side of morale of laber rel-.tions. If a new product is in-
vented tomorrow, there are m- y men in the United States who would
know how to go to work to manufacture it skillfully and ot some-
where near minimum cost except where they ran into labor diffi-
culties, which is the weak point in our factory management.

8 In other words, we have worked out the solution of the
technological problems which follow changes. 4ll of those changss
nevertheless constantly put now problems up to en already disin-

- tegrated people. For instance, we have absolute chaos in marketing.
“le have absolutely lost control of this field. e have great com-
Peting institutions driving each other in and out of business with
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great rapidity and we do not know where the end will be in

our marketing machinery. The constant offering of new choices

to a community which, because it lacks ordinary controls, is
susceptible to all kinds of mass influences through such approaches
as advertising, for example, introduces an element of instabi-

lity in our marketing which is extremely important, and justifies
_some of our faculty in referring to our prosent situation as a
Merxeting Revolution as compared to-the Industrial Revolution -

a Marketing Revolution following on snd coming as a result of the
Industrial Revolution.

Now, let us take the present situvation and analyze
the significance of what has happened. lir; Roosevelt came in to
office at a time whon the community was pretty well down and out
through disorganization. Everything was shot to pieces, includ-
ing the morals of the nation, and he did a porfoetly marvelous
job in restoring morele. I think one of the most dramatic things
that has happened in this country is the restoration of the morale
of the nation brought about by Roosevelt last spring and summer.
That job was so good that it will overcome a good many errors.
It was so good thet it was, in its effcoct on the people, strikingly
like the situation that follows on a declaration of war. It
brought the community togeth.r to a degrec that was amazing. Now
we come to the practical program with which thotraceomplishment was
followed up. 4 groat deal of action was necessary as a follow-up,
gquite as in war timc, - The chaos that existed in washington this
past summer was strangely like that existing when I spont tho
summer here after we wont into the war. It was inevitable. Never-
theless we have the same leck of coordination that followed as the
war developed in that summer. But beneath this inevitablc admini-
~atrative difficulty we can scc that cortain types of errors are
. being made. There is an insufficiont appreciation of the importance
of oxisting rituals and of existing modes of doing things. There
is toogreat a desire on the part of many men who are onthe firing
1ins and doing jobs that have to be donc to combinc gotting us out
of this emergoncy with reforming the world. There is also insuffi-
cient realization of the importence of using social forms and methods
that now exist as the basis for new activities.

Onc of the most striking instanccs is the Seouritics Act
and the proposed Stock Bxchange Act. These go so far into the
rogulation of thc socuritics busincss that it may make thom practi-
cally impossible and theroby destroy one of the things so neccssary,
namely, tho mechanisms for the flow of private capital into industry,
particularly into the capital goods industry where a great bulk of
our unemployment cxists. Our industrial unemployment is something
over onc half million in consumers' goods industries and five million
in producors' goods industrics. Roughly cight or ton timos as much
uncmployment oxists in produccrs' goods industries as in consumors'
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goods industries. Whon ws destroy the mechanism for the flow

of privatc capital from the privato investor to the capital

goods industries we make it very much more difficult to accom-
plis’s the rosult of getting that particular uncmploymoent out of
the way.. We put a very much hoavier burden on governmant financo
because in so for as cmployment is dopendont on the appropriation
off governmmt funds, if the government is going to undsrtaks to
supply the whole gap, it runs into so many billions of dollars
thet the tesk may be boyond the capacity of the government to
accomplish, Frivite capital is noodad inseccuring recmploymont
and private capital has coascd to flow, very largely bocausc of
the failure to maintain uxisting institutions and habits and
build vp thosec habits,

There is somotiing inthe situation which is distinctly
analagous to wor-tims planning. You probahly have carricd out
pluns boyond the stage of civilian talk thnt I hoar into the
stage of actual planning - but thure is a groat deal of talk
among civilians to the offsct that if woe had another war evaery-
thing should be drafted - capital; labor, and so forth, and put
to work on a plan. I belicve that whole curront of thought is
fundamentally in crror, I bolieve that it shouldin tho basis of
planning for war that just so far as it is possible to gct along
without disturbing thce hebits of the civilian population by using
the mechanisms of poaco-time, this should be done; that you ca
by proper tax laws uccomplish all that you would accomplish by
actual controls; that if an attompt is made to substitute actual
controls the problem of maintaining moralc will be found to be
vory much more difficult than it would have been if, in overy way
in which it is possible to do it, the normal vorking of the rituals
of peacc had beeon proscrved. I rofor to the methods by which in
timos of pcace the distribution of products is carricd out, making
pe rfoctly surc that profits arc no: ¢Xcossive, by tax laws rathor
than by an attcmpt to do cverything by centralized control from
the military and civilisn-military headquarters in the nation's
capitel. I think that tho basis of all war-time planning, just
as tho basis of our offort to fight this depression should be the
us¢ of uxisting rituals, the usc of tho omotional habits of men
in our community to “ust the maximum cxtont possible. I bolicve
such a basis is ¢von morc important to the futurc of our nation
than it has ever boon in tho pest bucausc the strongth of thosc
senctions nnd of thoso ha»its is less at the prosont timo than
it has cver boen beforu., If sou teke o situation which is
alrondy rathor critically woak in the way of ¢ stablished austoms
end broek down the cstablished austoms that remein, I think -you
introduce & problom which might well be docided against you in
any offort to maintain any ecivilian moralec over a long poriod of
timo.,
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Qe In regard to what you last said about utilization

of tho omobtional sanctions in oxistonco: how do you visualize
that to apply to pricc control, for which therc was somc nocos-
sity in tho last war. Do you oxpooct somcthing of that kind to
be ncecossary agoain?

A. T do not think smorgency pricc controls broak down
your cxisting habits very scriously. The houscwife gocs to tho
same placc and buys the samc things wh:thor pricecs arc controlled
or not. Pricc controls should bs simple beeausc if they got too
complcx they cannot be administercd. To a cortain degrce price
control is porfoetly possible without upsctting thce habits of
tho poople. It is whon you bugin to apsct sverytody's habits,
meko over the mode of living, meke over ©huir weys of getting
supplics, take away their individual frocdom of choicc, that you
complicatc the taske. I think these things arc very vital. I do
not know cnough about your problcm to know how thoy affcet plan-
ning but if I werc planning for civilian merale I think I should
sce that a considereblc part of the group cf students sent to
tho Tarvard Busincss School +took on intorest in marketing. It
is important that the Army understand methods of distribution.
“roduction is simplc comparud with it.

Qo My quostion rclated to the other point of dostroying
civilian customs in rogard to compotition, which of coursc vpricc
fixing docse.

A, Mrximum pricc docs not do so and that is tho sort of
prico fixing that sccems to bo mocessary in war rather than minimum
price fixing.

Q. You spokc of o school of thought that is in favor of
drafting moncy. I do not know anybody who 1is in favor of any such
thing as that. I think we roalizc that it is practically imposs-
ible. ‘0 hear a lot about it, but I know no onc who is in favor

of 1%

Coloncl Voris: I want to say that I have cnjoyod this
talk very much 2nd that, as Dircctor of the Planning Branch, wo
havs not beon unmindful of the moralc of the country in planning
for proocuring tho munitions of war.

Qs T rcad a book somotime ago ontitlod "America, A Femily
Mettor." Tho thesis of the book was that a mongrol-pcople novor
attain prospority and without any feforcnce to t ho relative sup-
.oriority or inferiority of this racc or that, I wonder if our
proscent troubles arc not duc to & great cxtont to the greet millions
of pcople coming herc who have a difforent cthnic and anthropolo-
rical background, diffcrent rituals and so forth. Is that onc of

colEetg
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the things the mattor with us?
. "nguestionably it is on¢ of our atest problems.
o ocall 1t Americarizstion. It is ono of tk centributing
factors to this cxccodingly complox scrics of rovolutions we

ave beun going through which arc constantly %r“qglﬂg us closu
ogether and making us farthe apart - closar togather in tho
sensc that wo con got to San F¢uﬂCiSCO in no timc and farthor
epart in the oxtunt that we do netl sucsued in d doveloping old
n.ighborhecod cohuriuncs. Thesa arc groat problkm. in this country.
I am convineud wo must contrelize our organization more in the
futur: and that ther: must be a griater dogroe of goverrmont
Tixing of the framowork bocaouss of the broskdown of th old
anctions, Wo have tc set new rulos to tho gemo. I wish I were
as surc that the group of nmun whosc neadquartors arc in the
commurcye Fuilding wore primarily interosted in prosorving oxist-
ing customs as I om that your .ar D partment planning intends to
build on the oxisting structure. I think that tho grootostdangor
of kr. Rooscvelt's failuru comus from the mixturc of ruvolutionary
cheng. and social riform into the offort to g5t us out of the

most critieal doprussion in the history of the world. I think wo
could gut out of onc if we did not ettompt tho difficult task of
trying them both ot the sams time. A dootor would not think of
amputeting & man's arm whon ho had pnosumonia. 1 think wz sra in
denger of doing thet bocausc of the obvious ovils in +he world
and in tho netion which noed to by corroetud ond the dusire to
usc this prosunt time to do it without considoration that the first
cid mest important job we havs is to & the nation out of the
wpression whore ton million mon eru losing their solf-rospeet e
becauss they cennet fit into the ccornomical organization of the
country. I belivve the r.scssity for most of the reform would
disappoar if we found thu sol tion to that problom,

=

CF'D"

iy

I do not want to app critical, bocausc I sm not.
am in fover of the uamlﬂl"+“"thP'" wffort to curec the depreos-
sion and only dosirs to sso it porfectud rather than given up.
think t huro is one thing to be szid in defensc of tho group
hat is trying to got us out of this depression, the thing said

y Profussor Copuland, huad of the Beonomics Commission which
helped pull Australic out of the dopression and socms almost surc
to got thom into prospurous condition sguin. Ho had boom tall-
ing to ths boys in the sccond yuur snd onc Joungstur askod him
this guostion: "/hat lossons do you so¢ for us in Australia's
expuricnco?” .sor Copclend said: "I do not undurstand that
situcticn cnough to answor that, but I am remindod of the story
about the men who found himsolf outside the ity of Cincinnati

and did not kmow which way to gut there. He thought he was
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hoaded right until he came to five roads roading out ahocad

of him. Thore was no sign board so hc stopped a native and
asked him if ho could diruet him én the right road. Tho native
seid: ™icll, stranger, I duiuo, I dunno. You might takc this
right-hand road; thet might gct you to Cincinnati. But on tho
othcr hend, you might talc that loft-hand road and that might
get you to Cincinnati, but to tcll the truth, stranger, if I
was going to Cincinnati I wouldn't stert from hero "
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