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SO~,~, ASPECTS OF T~I PROBLE]< OF CiVILIA],, MORALE 

~ ~i~' ~J'kS*" 

0entlemen: 

I went to talk to " ~ u  this morning about things I have 
not thou{hi through at all but things ! am trying to do some think- 
ing about because they may have a very considerable amount of sig- 
nificance as they affect both the peace-time and, it seems to me, 
the war-time morale of the civilian p0puiation. Of course, the 
aspect that has been ir.terest~ng me particul~..rly is the question 
of civilian morale in an emergency such as w<~ are now going 
through, but in thinkinF, about this talk this morning I thought 
the same problems .~ight be equa].ly significant in their bearing 
on the morale of the civilian population in a war emergency. 

i got into this subject through some researches which 
our Industrial [~esearch Department has be~n conducting, first in 
cooperation ~tx] the ~~'~estern Electric Company and then later in 
i,,ewburyp, ort, }.[assachusettSo In our efforts to get an ~mderstand- 
ing of labor relations we decid.sd that we must know more of how 
men behave under conditions el' work. L."e were fortunate enough to 
make an alliance ,,~.~th the )~estern ElectI'{C Plan% a.t Ha-~'~horne for 
a long research study extending over a period of five or six years 
which gave us a continuous minute to minute record of production 
for a group of g~rls {n the so-called "test-room" for this period. 
!~e also have a running history of the worm. Thus we know as near 
as possible wimt happened. The re.cords were made automatically 
so tb~.t they are subject to all kinds of mathematical measurements. 

'Ve have found some amazing things. ~Je found that chang- 
ing the position of five girls, that is, the seating arr~ngements, 
in a group as small as that, profoundly modified the social organ- 
ization of the room. This resulted in a change in the production 
curves of each girl; and we are able to show that these changes 
are occasioned by the differ_:~.~.t ~qnner in which the work attitudes 
of the <irls reacted on each other as a result of their altared 
positions. We found that to be just one of many indications that 
the mor~.le of a group of people goes back to the emotional c~utent 
of their minds more than to any other one thing. !.Ve found th}ngs 
of this sort: the group being studiad ~w~s put onto shorter hour, 
and simultaneously rate of output rose; the introduction of rest .• 
periods resulted in faster work; light refresbnuents durin~ rest 
pauses had the same result, Then, one ~,,fter another, .these in~en- 
rives were ~8~di~ ahd dutput rate continued at its h~.g~.~!evel. 
All of whi@~ t~{ov~ con~luslvely that the" importanc~ O~ .~;s~ changers 
]~v n~ ~ ,~h~ir factual detail but in the sbu~i~e~% ~.-~r- 
lay ~s~ changes~ and that by the bet~er,unders%andm~g o~ the!,emo 
~.~@~l content of the mind.s of this group ~% was pos~ible iS coh%.~ol 
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• their work morale, and overv.~holm the traditional reactions to 
the incentives on which men have been ro].ying to increase pro- 
duction - to overwhelm them %o such an extent that they could 
be taken out, and still get increased production. This work 
has sho~m that the effectivone, ss of an incentive does not lie 
primarily in its form, b1~t in the emotional and social situation 

it evokes° 

That was a very surprising thing to me. 71 do not 
think any of us had any conception of the extent to which the 
~,Io~ ~ ~-'t~o affecting more!y, morale, as contrasted with the other 
incentives we had become accustomed to (such as wr~ge incentives) 
stimulated production° In the course of this study of the morale 
of this small group, and by the -~vay, while I speak of this small 
group the test ~'as extended to many employees with similar re- 
sults although not with mathematical measurements, we found 
that a good many problems of morale ~vent back into the social 
background, into the hom_o surroundings of the girls in this group 
and the homo surroundings of the larger group on vhom the exper- 
iments were later applied° \'~e started in then with tho fceli~_g 
that we must know more about the organization of society in our 
com~.~unities and we have ~.n.'3.er ~ray at the present time a study of 
the city of Ne~,,buryport, a c~-by anthropologically and ethnologi- 
cally suite./ for a study o/ this sort. The study is being con- 
ducted under the leadership of a man u, ho has spent considerable 
time in Australia study~g primitive tribos o He is using the same 

f,', O ,,~- ,~ind~n~ the sort of factors at work in ~ - technique and is ~'- " . .  same 
buryport that he found in the primi-tivo tribes of Australia° ~o 
took a Oo~mlunity in ?[ississippi, 70% colored and 30% white to got 

J,~:!SSlS sippi, and a different cross-section in the black belt in ~"~" " 
t]/o University has in process a similar study of a homogeneous 

irish community. 

7~II of those things intera, stod mo in primitive sociotyo 
I-do not pretend to be anything but a third hand student of this 
subjoet~ it is not in my field; but I did become interested in 
these• primitive societios bcc'ausewo had so many prnofs that the 
key was omotional. I -.~antod to study-these-sociotios whore the 
/importance of the emotional side of ordinary organization is 
~ clear bocauso the society.is so much simpler and one can see 
thin~s at work. Roughly speaking, i% comes do~:m to this" that 
all of t!-:.eso primitive societies have what one professor of 
.anthropo.lo~y calls an int,Jgration at throe levels° First, the 

.-~oehnological° Evqry Primitive .society, like every Complex 
society, has to make its living out of the land in onb-form er 
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another. Every society to survive i:as to make that particular 
type of adjustment to its on'.:,irom,~ont. Then there "~.re two other 
typos of adjustments, all throe run into ,,~-ch other, the social 
integration - the th.~n .... that make it possible for men to ]ivo 
roger.her, a;"_.'d th~ r,Jli~ious or m.~::gia integration - the higher 
sanctions that make men do things because they ar,~ the things to 
be, d o n e .  .o f i n d  i n  a l l  "~~ , u.[ those primitive societies those three 
levels - the tc.~chnolo~<ical ~:.d.lustmen,, backed up by those social 

and r~ligious methodologies and modes of living. They make possi- 
ble complex toc~',nolor,_'.ic,~.l community accomplishn~onts whore~ b~,,causo 

f ..... into his particular lob of magics and corcmonia!s, ow~rybody ~t~ ~ , 
such as building ~i ship or sailing a canoe, w~,ry elaborate things 
for a small n~-tivo co~.~m.unity to work out° Lot me illustrate from 
Na!inowski's Argonauts of the ~Sostorn pt-cifia and the institution 
of the K~la. Th,~ ~."ula in the Trobriand Islat~ds is a combination 
of t,.;ehnology, social ritual and ma~ic. In th~s ring of isl~tnds 
aovorin~ sovural hundreds of ~ ,~" s~,,'para.tod by long distances 
for sailing ca~oos, it is almost a religion that on dates fixed 

by n(,'gotiatiou ~.~dth the next island th.-',; chief shall build a canoe 
and start out in it for that island. E<tch man i,n the crct-,r takes 
for every man who is in the- Ku!a t'.,~th him (that is, with whom 
h<.' has personal_ r:l.~tions) e n .... kl,._o mad:o out of r<,d sh:~!Is 
%!hJn th,o canoo arriv.~s t.tt th,~ next isl~nd those nocklac<.s of r,~d 
shalls ar{~ t._"ivc.n in exchange for bracol~s of v~hito shells. This 
custom provides the principal reason for exists, moo in those islands° 
Thosu trinkets arc passed around and they keep traveling, th,:~ white 
she, lls tra¢:oling anti-cloclg:,rise e.nd the rod cl6c]n~iso. They trmvel 
in a c irc!o and arc norm' kept. They have no more velu<; than oro~,m 
.:]owols but und:~rnoath tl-,.is :..;rcmonial, which is the main reason for 
ozist.~nc-,', there goes on a very elaborate trade involving thousands 

of people. Under cow.'r of those necklaces they build ships and 
,,hu adjoining islands. The r~'holo carry on international trade ~.~d.th ~ - 

tnzn~= ~s supported by social and r,Jligious coromoni[~l. 

The British Governor docidud that polygc.my was offensive. 

~-nd told the natiw~ chiefs that they could not have any more ,~ivos; 

that they n,,~cd not fire their existing ~.'~ves but they could not 
have oony n~w~ onc:s. ~,~on the v, ivos died out they could not be ro- 
plmcod. ~ut the chief thereby lost his right to lay tribute on 
his v~ivos' famili~,'s and some of tb~m could no longer support those 
ol~'~borate c,-romonials. The men working on shipbuilding or in the 

crows have to b o fed and as the vrivos of the chiefs decreased in 
n--umber they no !ong~r had the raquir~d wealth and the c~remon~.al 
is breakin~ dovm.. Th~ whole institution is based on c<~romonials 
and social customs. The sisn.ificanc,.', 0~ them seems to bo to take 
men who ," re emotional and who would naturally behave in a groat 

variety of ways '.~nd through those coromonia!s to make them behave 
in a dependable way - %o make them fit into cor,~nunity lifo. The 
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adjustment to environment is worked out by methods which cause 
the" individual to behave in predictabie i mnners. 

~ have in our society a great many similar rituals. 
The gold standard is one which we have just throw:: into a state of 
flux. It is worshipped by groups in the same' way these ceremonials 
are carried on by more primitive tribes. Crown jewels have little 
intrinsic difference from the red shell necklaces, i started 
thinking about these influences in Colonial times. All along the 
coast there were groups with strong religious sanctions and each 
group had to conquer a new technology - had to find out how to 
live in a ne~ environment. In Plymouth a l:rge number of pilgrims 
died the first winter but the intimately r:lated religious sanctions 
and social customs kept the community together. So it was in all 
the communities along the coastline. The neighborhood v:s the unit 
both economicall~ socially :~md religiously. As contacts were alow 
and limited each zeighborhood :'ms self-sustaining. There were slig? 
modifications, from sea borne traffic but they were very slight on 
the whole. Each community had to be self-supporting. The small 
technol6gi=al activities of the time were carried on locally and 
there was a stable technology,'a stable society and a stable reli- 
gious situation, the same three things we have observed in these 

primitiVe societies. 

Then the Industrial Revoluti6n 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 it easier for men to go from one place to another. 
U[est of the Allegheny mountains new frontiers developed and every 
one of them was a confused frontier. Technology was in flux and 
sbciety was in flux. The ~:ississippi River district, west coast, 
and mountain s taros - all of them were disorganized communities 
while the force, the strength ofthe neighborhood in the east in no 
way suffered. Indeed these forces were able in the long run to 
s~ead Eastern sanctions and customs over the new frontier and to 
the west coast. In the ~au Francisco community the neighb0mhood 

sanctionsbecame strong enough to make it perhaps the most conser- 

vative in the United States. 

Before the Electrical Revolution came along the Power 
Revolution continued todevelop, agriculture moved to the middle 
west, the stableway of living was turned into an uncertain business 
and great conditions of flux came in all along the line, while 
shortage of cheap~lab6r developed to the point where we stimulated 
immigration to fill~ These new inuhigrants built up a. great variety 

: of groups and our grea~ cities - New York, C~icago, et~., developed~ 

and the neighborhood could not get control.: All of these great 
cities have the characteristics of the earlier frontiers and the 
neighborhood is no longer an effective unit because it is neither 
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economically nor socially.self-contained. The great cities have 
gro~vn so fast they are not one neighborhood ~!t a conglomeration 
of mixed people, no o~e of the groups keeping its social stability. 
~ have the frontier type of disorganization all along the line. 
As a result, all types of social controls have become very much 
weaker. ~ no lon~er have one God, but a great variety of gods 
and because of this the i:~f]l~ence of religion has become very much 
weaker. The ultimate sanctions are weaker. ~ see even in~e 
s~aller communities t he disintegration of the neighborhood because 
the neighborhood is no longer socially homogeneous. 

~ 9ace todaylhe problems involved in getting a sub- 
stitute for the social controls that were effective during the 
first two centuries of the history of this country. We have not 
solved "that problem. ;3imilar factors account, in large part, for 
the gro~:~h of nhtionalistic feeling not only here but all over 
the ~:©rldo In Europe while the details are different, the same 
kind of analysis shows the same kind of disintegrating force° l~\re 
find all over the world, - in Russia, italy, Germany , France, 
Japan, India, China and America - a simultaneous great increase 
in centralization and a ~at_. ~ ,~rov~ch in nationalism. I think it 
comes to this: that the old emotional ideas which everybody clung 
to have lost their strength, their effectiveness, smd we are un- 
consciously struggling for something which ~ill take the place of 
these ordinary controls. 

Take the admini@tration problems involved. In the prim- 
itive society administration virtually does not exist. Hen fall 
into line ~thout control on the part of t he chief, because that 
is the thing to do. The selectmen and overseers in our Colonial 
New England had similar problems and handled them well. It did 
not require any particular administrative skill, just ordinary 
co~on sense ~ud knowledge of th@ work at hand. As technology 
began to change rapidly administration became more important and 
more complex. !~le had factory management problems. We have solved 
those prob!ems v~th extraordinary effectiveness on everything but 
the side of morale of labor re~utions. If a ne~ product is in- 
vented tomorrow, there are m~ y men in the United States who would 
know how to ~o to work to manufacture it skillfully and at some- 
where near minimum cost except where they ran into labor diffi- 
culties, which is the weak point in our factory luanagement. 

~ In other words, we have worked out the solution of the 
technological problems which follow changes. All of those changes 

..... nevertheless constantly put new problems up to an already disin- 
tegrated people. For instance, we have absolute chaos in marketing. 
%Ve have absoZutolylostcontro! of this field. %~ have great com- 
peting institutions driving each other in and out of business vith 
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great rapidity•and ~ 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 
susceptibla 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 present situation as a 
M~eting Revolution as compared to.the Industrial Revolution - 
a P~rketing Revolution follo~ng on and-coming as a result of the 
Industrial Revolution. 

Now, let us take the present sifiuabion and analyze 
the significance of what has happened° Iv~/ Roosevelt cams in to 
office at a time when the community was pretty well dovm and out 
through disorganization. Everything was shot to pieces, includ- 
ing the morale of the nation, and he did a perfectly marvelous 
job in restoring morale. I think one of the mat dramatic things 
that has happened in this country is the ~estoration of the morale 
of the nation brought about by Roosevelt last spring and summer. 
That job was so good that it ~ll overcome a good many errors. 
It was so good that it was, in its effect on the people, strikingly 
like the situation that follows on a declaration of war. It 
brought the community togeth.~±' to a degree that was amazing. Now 
we come to the practical program wi~hisvh~oh lh~ra~amplishme~t was 
followed up. A great deal of action ~s necessary as a follow-up, 
guite as in war time. The chaos that existed in ~,~ashington this 
uast summer was strangely like that existing when I spent the 
summer here after• we wont into the vmr. It was inevitable. Never- 
theless we have the same lack of coordination that followed as the 
v~r developed in that summer. But beneath this inevitable admini- 
airativo difficulty we can see that certain types of errors ~are 
being nm~de. There' is an insufficient appreciation of the importance 
of existing rituals and of existing modes of doing things°. There 
is t oo~eat a desire on the part of many men who are onthe firing 
l in.~ and doing jobs that haw to b s done to combine getting us out 
of ~ this emergoncy~with reforming the world° There is also insuffi- 
cient realization of the importance of using social forms and methods 
that now exist as the basis f o,r new activities. 

One of the most striking instances is the Securities Act 
and the proposed•Stock Exchange Act. These go so far into the 
regulation of the socuritias business that it may make them practi- 

cally impossible and thereby destroy one of the things ~so necessary, 
namely, the mechanisms for the flow of private capital.~i~into industry, 
p~rticularly into the capital goods industry ~whqro a igreat bulk of 
our .unemployment exists° Our indust~:~a! unemp!oy ment is something 
over cue half million in consumers'~ ~goQds industries and five million 
in producers' goods industries. Roughly ei~ht or ten timos as much 
unemployment exists in producers' goods industries as in consumers' 
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goods industries. ~hon v~,.~ destroy the, mechanism for the flow 
of private Capital from the private investor to the capital 
goods industrie:s we make it very much-more d "~°" l~mcult to acoom- 
p!is;, the result of getting that particular unemployment out of 
the way.. W~ ~, puta very much heavier burden on government finance 
because in so far as employment is d.~pcndont on the appropriation 
o~ govcrnm,~t f~Ids, if the gow:rnment is going to undertake to 
supply the whole gap, it runs into so many billions of dollars 
that the ts.sk may bo beyond the capacity of the ~overnmc.~nt to 
accomplish. Priw.~te capital is needed in~curinT reomploym,:nt 
and private capital has ~.aasod to flow, very largely because of 
the failur~o to maintain ~.:xisting institutions and habits and 
build up those habits. 

Thcrc~ is somot!:i,~g intho situation which is distinctly 
analagous to war-time planning. You probably have carried out 
plans beyond the stage of civilian talk that I hoar into the 
stage of actual planning - but th,~re is a ~reat deal of talk 

among civilians to the effect that if wc~ had another ivar every- 
thing should be drafted - capi~l~ 'labor, and so forth, and put 
to work on a plan. I believe that whole current of thought is 
fundamentally in orrOr. I believe that it shouldbo the basis of 
planning for ,.~r that just so far as it is possible to _~ot along 
without disturbing the habits of the civilian population by using 
the mechanisms of poaco-timc, this should be done; that you can 
by propor tax laws accomplish all that you would accomplish by 
actual controls; that if an attempt is made to substitute actual 
controls the problem of n~intaining morals will be found to be 
very much more difficult than it would have be, on if, in every way 
in which it is possibl~ to do it, the normal ~orking of the rituals 
of peace had been preserved. I refer to th~ methods by u, hioh in 
times of DOaco the distribution of products is carried out, making 
pc rfoctly sure that profits are not excessive, by tax laws rather 
than by an attempt to do everything by centralized control from 
the military and civilian-military headquarters in the nation's 
capital. I think that the basis of all v~r-timo planning, just 
as the basis of our effort to fight this depression should be the 
use of oxisting rituals, the use of the emotional habits of men 
in our community to ~ust the maximum extent possible. I boliow, ~ 
such a basis is oven more important to the future of our nation 
than it has over be,::n in the past b~causo the strength of those 
sanctions and of those habits is' lass at thee pr~sont .time than 
it has ever b~,~on bofOr~;:o If Zou t~ko a situation which is 
already rather critically weak in the way of o s+ablished~stoms 
and br..-,ak down the established customs that remain, I think you 
introduce a problem which might ,woli be decided aga~inst you in 
any effort to ms.intain any civilian morale over a long period of 
time. 

- - 0 0 0 - -  
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Q. In r~gard to what you last said about utilization 
of the emotional sanctions in existence: how do you visuulizo 
that to apply to price control, for which there ~s some neces- 
sity in the last war. Do you expect something of that kind to 

be necessary again? 

Ao I do not think emergency price controls break do~m 
your existing habits very scriouslyo The housewife goes to the 
same place and buys the same things wh~thor prices arc controlled 
or not° Price controls should be simple because if they got too 
complex they cannot be administered. To a corta~n degree price 
control is perfectly possible v&thout upsetting the habits of 
the people. It is uhon you begin to upset everybody's habits, 
nm.ko over the mode of living, make over their ~.~=ys of getting 
supplies, take away their individual freedom of choice, that you 
complicate the task. I think those thin~s arc very vital. I do 
not know enough about your problem to ~o~ how they affect plan- 
ning but if I wore pla!~ming for civilian moialo I think I should 
see that a considerable part of the group of students sent to 
the Harvard Business School took sm interest in nmtrkoting. It 
is important that the Army understand methods of distribution. 
Froduction is simple compared ~th ire 

Q. ~[y question related to the other point of destroying 
civilian customs in regard to competition, which of course price 

fixing does. 

A. ~ximum price does not do so and that is the sort of 
price fixing that seems to be necessary in war rather than minimum 

price fixing. 

Qo You spoke of a school of thought that is in favor of 
drafting money. I do not know anybody who is in favor of any such 
thing as that. I think we realize that it is practically imposs- 
ible. Sb hoar a lo% about it~ but I k~iow no one who is in favor 

of it. 

Colonel Voris: ! want to say that I have enjoyed this 
talk very much and that, as Director of the Planning Branch, we 
have not boon unmindful of the morale of the country in planning 

for procuring the munitions of r~aro 

:Q. I road a book sometime ago entitled "Amoriaa, A Family 
~attor." :The thos{s of the book was that a mongrol~peoplo never 
attain prosperity and without any reference to t he ro!ative sup- 
eriority or inferiority of this race or that, I wonder if our 
present trembles are not duo to a great extent to the great millions 
of people coming hero who have a different ethnic and anthropolo- 
~ical background, different rituals and so forth. Is that one of 
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th,~ things the m~ttor wish us? 

A. U.nquostionably it is ono of our greatest prob!oms. 
".}-'J call it Amorioay_ization. I% is one of the contributing 

factors to this exceedingly complex scri;s of revolutions we 

have bo<m going through which arc constantly bringing us closer 
to~othor~ and making us ~rthor~ - - apart - closer together in the 

s~Jnso that ~~o can got to San Francisco in no ti.mo and farther 
ap,':~rt in the, ext,Jnt that we :do not succored in developing old 
n,Jighborhood eoh.,.r._..r,,co. Those are groat problc.ms in this country. 
I am convinc,.,d w o  must centralize our organization more it: the 
f u t u r , ~  c a d  t h a t  ' t h . : , r . ;  m u s t  b o  .~ g r , : : ~ . t o r  ~~C ~.~ --  c [ . ~ , ~ r ~ ,  of ~ovorYhU],:l!t 
fixinz of the framework b ~ .... of _ . ........ us..~ t r i o  b r e a k d o v m  o f  t h e  o l d  
sanctions, ~o have to set nm~r rules to the game. I wish i wore 
as sure that t ~~ Froup of .... ~.~ ~n r~'hosc, headquarters n.ro in the 
Co~morc,.-,, Building wore prim....~rily " ~c zn~r..:stud in prusorving exist- 
ing customs as _T am that ..v .... .,_,r ~,'ar D:~.partmont planning intends to 
build on the existing., structure. I think that the gr.~..t~t~ngor',~ ^ ~ 

of ~[r. Roosovolt'~ fai!ur~ com{-,s from the mixture of r,;vo!utionary 
change and social r~form into tho~.offort to g~t us out of the 
most critical depression in %h,-; history of th.o world. I think V<- 
could got out of one if we. did not att<~mpt the. difficult task of 
trying them both at the; sam.- time. A doctor would not think of 
amputating ~.- man's arm V~i..:n h.~' had pneumonia, i think ~,;o ar,.~ in 
danger of doing that because'of thu obvious evils in th,,, world 
and in the nation which need to bo oorroct~Jd and th~ d,~siro to 

use thi:-: pr-)s.mt time to do it without consideration that the first 
and most important job ~.~:u have is to got the nation out ef the 
d..~'prcssion wh~,ro ton million men ar,~ losing their s,.:If-rospoct .,c. 
because thoyc annot fit into th,. ~ economical org:~nization of %.he 

country. Z beli{:vc the ~_~cssity for most of thc- reform would 
disappear if ~.vo found the sol.rich to that problem. 

I do not want to a~?poar too critical, because I am not. 
i am in ft.vor of the administration's <,ffort to cure the depres- 
sion and only desire to see it porfoct Jd rather than given up. 
i think t hero is on~ thing to be said in defense of the group 

that is trying to got us out of this depression, th<: thins_ said 
by Professor CopolanS, h,Jad of th<: Economics Commiission w}~ioh 
helped pull Australia out of the depression and s Joms almost sure 
to got them into prosp~;rous condition again. He h~.d b.;on talk- 
ing to the boys in the second year and one youngst.:~r askud h~m 
this ouostion: "."hat lessons do you soc; for us in Australie~'s 

oxpurionoo?" Professor Copoland said: "i do not understand that 
situation enough to answer that, but I am reminded of the story 
about the man who found himself outside the city of Cincinnati 
and did not imo~, which way to got there. He thought he -,~as 

F-- 
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headed right until he came to five roads reading out ahead 
of him. There ~vas no sign board so hQ stopped a native and 
asked him if he could direct him ~n the right road° The native 
said: "~.fcll, strangur, I du~..no, I dunnoo You might take this 
ri~ht-hand road~ that might get you to Cincinnati. But on the 
other hand, you might take that loft-hand road and that might 
get you to Cincinnati, but to tell the truth, stre.ngor, if I 
~.-~as going to Cincinnati I wouldn't start from hcre o" 
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