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THE PROBLENS OF I]~DUSTRY 

The Colonel asked me some weeks age to come down h@re, 
but we could not get together on dates. At the very last 
moment from my standpoint, after l had lost all opportunity 
to prepare an address, we got together by his meeting my 
original terms. 

I have not had time to organize an address to you 
gentlemen today but I amgoing to ramble on about some of 
the things that are absorbing my own attention. You may 
think at first sight that they are a long way offlfrom the 
problems thalt are absorbing your attention. 

I want to talk about a conceptual Scheme of administra- 
tion, because I do not think there is any difference 
essentially and logically, although there are many differ~ 
ences in immediate techniques, between public administration, 
Army administration, Navy administration, and business 
administration. The core of them all is the same, and I 
believe there is a conceptual scheme, which many if not most 
of our faculty are now using in thinking out their attitude 
toward administrative problems, which is useful. At least 
it has had very great effect on our attitudes, on our con- 
cept of the problems of administratibn, and on our instruction. 

I am going to read a paragraph that I wrote some time 
ago on the subject of administration: ,'Administration is 
the determination and execution of policies involving action. 
Such policies must be conceived by men. Such action must be 
effected by human .r organlzations.,, And I would today add one 
more sentence: "Such action relates to human action, not 
only in but out of the organization.l, You do not find 
administration defined that way in the dictionaries. It is 
the result of nearly thirty years of sifting in the school 
of the elements of administration in the effort to get a 
definition, a conceptual scheme within which we could 
operate effectively. "Administration is the determination 
of po!icies.,, We add: ,,involving action.,, The reason we 
add to the sentence those ~ords ',involving action" is because 
we find from experience that it is •only at the point where 
action is contemplated- and the aggressive refraining from 
action is included ~ithin my definition of action - that the 
elements of administration show up. Let me illustrate that. 
In the early 1920,s, 1921 or 1922, the faculty of the Harvard 
Business School had a series of long discussions as to the 
sCope and aim of the school and as to the policies which 
should control the school in its thinking. It was the 
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unanimous point of view of the faculty that, with some 
recognition of the necessity of studying the legal and 
engineering aspects of business, the school was fundamentally 
a school of applied economics, and we operated on that basic 
assumption for a number of years. It was an assumption in 
which I personally concurred heartily. I f@lt that we were 
a school of applied economics, andwe started trying to 
teach applied economics in a great variety of ways in our 
different courses and in the courses organized for the purpose~ 
But by happy accident at about the same time we began the 
development of the case system of instruction in the school~ 
We started sending men out to gather the facts of concrete 
administrative situations. ~hen those facts were brought 
back to the faculty they had a very awkward characteristic 
and that is, that the facts would not stay economic. In 
every case that came in, if you read at all bet~een the 
lines, in spite of the fact that the man who was collecting 
the case was trying to collect a case in applied economies~ 
a case that would develop the principles of applied economics, 
the facts as they came in did not fit into the abstractions 
from the total picture of things that are the customary 
abstractions of pure and applied economics. We gradually 
came to realize that economics had a value to us, that it 
was often a guide to the weighing of factors involved in 
situations, that it v~as often a great help in modes of 
thinking~ but that it could never control policies. The 
same thing is• true of politics, political science. We came 
to discover, because of the way the facts came in in these 
cases, that the problems would not stay those of economic 
and political science, that" that ~as ~ not a broad enough 
base. Indeed, we made the awkward discovery that if you 
treated a particular prbblem successively as a problem in 
applied economics and as a problem in practical political 
science, the conclusions were often in head.on collision; 
that as a matter of fact because political science had one 
set of abstractions, selected premises from the total 
situation~ and because economics had another set of se- 
lections about which the economist ~as thinking from the 
total situation, the things were contradictory in con- 
clusion. That is, the logical result of the selected 
premises, since the premises differed, was X in one case 
and not X in the other and there was no compromising 

"between X and not X. 

~Te found another av~kward thing. ~e attempted to teach 
labor relations. This I did myself, having had a great deal 
of experience while I was in business in handling large 
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organizations and in handling one labor group; being inter- 
ested in the handling of many labor groups but particularly 
in handling and being responsible for one group of 5j500 to 
6~000 men widely scattered and difficult to get in touch 
with. I started teaching labor relations in the school. I 

• • 

was nalve enough to think there was time to do some teaching 
in addition to the other parts of my job and for five year's 
I taught labor relations. The first thing that I did was to 
explore the literature of labor relations as it had then 
developed as the result of the work of the economists. I 
was forced to, the conclusion that the literature bore no 
resemblance to my experience~ that there was •something that 
was not in the literature that really was of the utmost 
significance. As a result of that experience. I •recall sitting 
down and thinking about it repeatedly over a long perio.d of 
time. The first • experiment that• I tried was getting a lot of 
people ~ho had good labor experience to come up and tell • how 
they did it. I tried to tell how I did it myself. I found 
that: I had no language available that would define the in- 
tuitive grasp of• situations that I•had in fact had; that I 
could not tell anybody how I did it. I found that these men 
who came to us and developed systems of handling labor • 
relations were all pretty attractive fello~s in one way and 
another.. It Occurred to me to get some of the men whom they 
had influenced to copy their techniques. I. found that those 
men were uniformly or virtually uniformly having very bad 
labor relations although theywere applying in detail the 

ritua!s that had been laid down to our classes by the men 
who were having successful labor relations, -I found that 
I was .sorting out the subject of .labor relations not into a 
question of wages and hour's and the various .economic factors 
but of wage J.ncentives~ etc.~ that are the controlling 
things in the thinking not only of the economist.but of 
business men. I found that there was something else that 
seemed to me very elusive. The way I defined it •at that 
time, which was around 1925) was that itwas the personality 
of the man who was doing the job. It is unfortunately true 
that a personal~.ty which will fit into labor situations is 
not necessarily the same personality that leads to promotion 
in industry or, I suspect, in the Army. I found that I was 
therefore up against the fact that the. organization of 
industry and the methods of promot, ion .in industry could 
onl} ~ by accident put in the key labor positions men who had 
the requisite personalitY to handle them ~:~ell; that the 
economic factors ~ere obviously not the controlling factors 
although they had large importance; that you cannot make men 
happy laborers and contented laborers by high v~ages or short 
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hours, that those are far from the fundar~entals, and that 
when vie think in terms of economic remedies for human 
problems we have not got to the core of it. I decided 
that there were in that particular field two essentials 
to progress .in a school. The first was the development ' 
of some techniques which could be well enough defined and 
thoroughly enoug h systematized , so that a man who believed 
in the techniques could~ regardless of the question ~hether 
he was able-to handle labor relations himself well ,or not, 
bring about.a situation ~here those techniques could be • 
taught to men who knew nothing whatever about the basis 
for the techniques and applied by them in ways that would 
ameliorate labor relations by making human beings happier. 
That was a large order and I did not know where to tackle 
it. I knew only that many of the troubles obviously grew 
out of the advance of science.and the rapid clmnges that 
that was bringing about. I decided to see if any~here in 
the range of science we could get some help. I picked 
psycholog~£ and found that 99 45/100% pure the university 
psychologists were taking,men out of their social environ- 
meni, j putting them in the laboratoryj and studying their 
reactions in the laboratory. I could not help feeling 
that a fello~r who has been taken from all his surroundings 
and put under too many weird ~conditions in the psychological 
laboratory must be something different, from the standpoint 
of the future of.labor relations, from the same rmn working 
under a foreman in a factory. By accident we ~ot Dr. Mayo j 
whom many of you knov~ , interested. He was the only psy-• 
chologist I knew or c, ould find at the time who combined an 
interest in the psychological problems of human action as 
a part of their social environment . ~ith a desire to apply 
that in industry and see what he could discover about labor 
relations. 

We have been working from that ".start~ but .showing 
again the way action pulls in the whole concrete situationj 
we were obliged from .that .start to expand from psychology 
to physiology and from .physiology .to social anthropology 
because the psychologists came in and said they did.. not 
dare to go further because so many Of the problems turned 
out to be •organic in their or.igin~ and so-we, started the. 
physiological laboratory. Again they came-in and said: 
"We cannot safely proceed further because, so many of these 
labor problems come up out of the community.~ out of the. 
surroundings of the factory~ out of. the disintegrated 
families, out. of tension that is brought, into the factory 
from outside~ and we must know more about the structure 
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of the communities around the factories", and so we went 
into social anthropology. %~e have really made progress in 
that field just in so far as we have completed our inte- 
grations and taken a many sided point of view about the 
problem, and we have been fortunate enough to persuade bile 
chemists, physiologists, psychologists, social anthropolo- 
gists, and a business group that they have a problem in 
common - to find out why human beings in the surroundings 
of business and of the community behave as they do~ and to 
make an effort to discover techniques which will ameliorate 
the unhappiness of mar V men who are trouble makers simply 
because they are unhappy. Those techniques in rudimentary 
forms have been developed and as rapidly as the personnel 
can be trained to spread the techniques they are spreading. 
They are spreading not because of anything that we do~ but 
because the men who are in charge of the factory where the 
efforts and experiments have been made are applying them 
themselves through menthat they have taught, whom we have 
never seen, on a scale that involves many thousands of men, 
and are spreading the methods to other factories. Again 
appears the fact that at the point of action if you are 
going to get anywhere you must consider many things. You 
cannot fall back on the specialized narrow abstractions of 
any group of thinkers because it is only at that point 
that the limitations on the narrowness of thought show up. 
The emphasis on action is an essential, in my judgment, to 
real progress in handling administrative problems. Such 
policies must be conceived by men - that is entirely 
obvious. They do not just happen. They may not have any- 
thing like the active consideration that they ought to have 
but they must be conceived by men. The importance of that 
at the present moment is that today throughout the whole 
structure of our community, government or business, the 
policies involving action are not being conceived by men 
who-have.deeply rooted in their systems the importance of 
a general point of %iew of weighing all the factors that 
are .involved in the situation. They are being conceived 
by specialists, by men who by their training and experience 
and interest stop thinking when they get to anything that 
they cannot see as directly bearing on their immediate 
problem~ with the resulT, that you find right through busi- 
ness andpolitics inconsistent policies adopted because no 
one has a sufficiently general point of view to realize 
the inconsistencies and you find things cancelling each 
other and mutually destroying each other because no one 
has stopped to look at the total situation. This civiliza- 
tion of ours has become a civilization dominated by narrow 
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specialists and we have almost no men whom it is legitimate 
to describe as specialists in general relationships; yet it 
is that co'6rdination within a business j v~ithin a government , 
out of which the only hope of integrating a nation or a 
business really arises. 

Labor policiesare adopted by industry thinking six 
weeks ahead when the real problem is to develop a situation 
in the industry under whicN for many years ahead men may. 
live happily. Different departments in politics adopt 
absolutely inconsistent policies, one in substance raising 
tariffs and another in substance lowering tariffs without 
its ever being considered that a lot of things are being 
done that do in fact raise tariffs at the same time that . 
another set of activities are in fact lowering tarJffs. 
We are distnrbed at the growth of great cities in this 
country and we adopt national policies that tend to develop 
the export of automobiles and to build up our Detroit, at 
the same time that we are disturbed by the destruction of 
small communities and adopt tariff policies that tend to 
destroy the small communities. %fhy? Not because people 
are vicious - very far from that. The men involved in it 
are men of the highest quality. It is because it is nobody,s 
job to think generally and our universities ~ have never 
tra-ined men to take into account the eSscntial things that 
have to be taken into account and into use, but not to be 
dominated by the specialized thinking of the engineer, of 
the lav(yer, of the economist, of the political scientist, 
all the specialized attacks. ~e have developed Certalin 
things to a very high degree of narrower specialized effect- 
iveness but we have not offset that development by anything 
that tends to train large groups of men to think generally 
and to consider the whole problem that is involved. Such 
problems mustbe effected by human organizations. No one 
experienced in business ~ould think that you could shake an 
organization of a new business which inv61ved a hundred 
thousand men, most of them laborers, with perhaps a thousand 
executives:, into any kind of working order without the 
expenditure of years of time, The building of a human 
organization is a slow thing because the actual organization 
if it is a decent organization never bears any real re- 
semblance to the official organization chart. There is 
no good organization, I think, in existence except that 
where exists the unconscious social rganization, the 
automatic behavior of men because they are used to col- 
laborating and working together in certain patterns, often 
very diverse from those shown on the organization Chart 
that originates in the president,s office. There is no 
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good organization that is not dominated by those unconscious 
types of thinking. 

The organization chart has to be considered because it 
tends to interfere with the realities. It has also to be 
considered because there have to be some rituals in a large 
organization that must be carried out or confusion results. 
It is rarely true that in a factory the foreman is the real 
head of the room- it is some fellow who has developed 
spontaneously out of the social organization of the room 
~~ho is the real head of it. I suspect, without knowing, any- 
thing about it but ! should be astounded if it were not true~ 
that in well established troops in the Army, ~d~atever your~ 
smallest unit is, there is a spontaneous organization under- 
lying .the official organization that in the last analysis 
has so much to do with .the morale that if the officer in. 
charge of that group goes counter to it he loses the morale 
and if he goes with it he gets a very high morale.. That un- 
conscious social organization in a well established group, 
if you really get the facts, is more important, even under 
Army conditions which require a more specific type of 
organization than can exist in industry and even than the 
quality of the subordinate officer in charge, and it is the 
dominating factor in the question of whether a particular 
troop~ a particular group of troops, is more or less high 
in its morale, although by virtue of his position he can 
if he is foolish easily destroy the asset value of that. 
unconscious organization. I have seen the morale in a 
small group go to pieces because the man in charge of the 
supervision changed the seating arrangement of the girls 
in the room. By so doing he destroyed the underlying 
spontaneous social organization. No community, no nation~ 
no business, I believe no Army, can really be strong in 
its morale unless there is a strongunderlying social 
organization. 

I think the faculty of the Harvard Business School 
is probably the largest group that youwill find in the 
world engaged in really complicated problems that has no 
formal authoritative organization whatever. 7~e have 
deliberately in a group of seventy men (it is a small 
number but it is a very big number to do this particular 
thing ) avoided the organization by any form of rituals. 
We have no departments~ no formal organization except 
the fact that there exists a Dean who has no authority 
whatever, who gets all his authority from the faculty 
and they rarely give him any~ but he and his associates 
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and assistants perform their function because the spontaneous 
social organization of the group constantly, im~ses more in 
the way of effective authority on us because the other men 
in the group would rather we did it than to do it themselves. 
~,;e could easily reverse that process by setting up a formal 

~ • . rganlzation Within ten years we should have some heads of 
departments j in my opinionj quite unconsciously gunning for 
part of this authority that exists v~ithout right, without 
vote, without anything but the recognition that that is the 
way the thing is done. For fifteen years nobody has ever 
raised a question either on my side of the faculty or. on t~e 
Other side of the facu].ty 3 if it were fair to divide the two 
(which it is not) as to where that div, idin~ line was j and 
for fifteen years the office has never done. a single thing I 
think as to which there has been any feeling in the faculty 
that we had gone further than we ~'~ere supposed to go although 
we have literally no power whatever that is required to run 
a school. The importance of that spontaneous social organiza- 
tion is very great. 

All that sounds almost comm. onpiace ~ but it is not common- 
place. "~Ye see Congress passing a bill .invoiving.an organiza- 
tion that may comprise a hundred thousand people and assuming 
that because the bill is passed the ~ct can be-administered• 
Policies have to be executed .by and through_human organizations 
and until human organizations have seasoned to the point where 
that spontaneous belief in each other exists, you cannot have 
good .administration. Good administration that involved more 
thanten or fifteen men, to say n6thing of thousands of men, 
to the best of r V belief has never in the history of the world 
been attained~ except under the pressure of emergencies actual 
or impending in the large sense s to the point ~~here it could 
f.unction smoothly until it had a chance to live within itself 
and develop the little spontaneous modes of collabor.ation 
which in any smooth running type of organization-are the core 
of effectiveness and efficiency. The Army and Navy may or may 
not come within this category. I do not know them well enough, 
but I suspect that they do. I am talking about a delicate 
t , . " hlng. I have seen good feeling destroyed in an organization 
that I knew intimately in a period of six months because the 
man in charge of the or. anlzation~ a new man~ approached the 
problem on the assumption that an organization chart was the 
real thing and that changes could be made in the organization 
chart to its betterment. He made the changes without realizing 
that by so doing he had affected the morale of hundreds of men 
indirectly - literally without knowing-he was doing it. I 
have seen the thing, reversed. I have seen the growth of 
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spontaneous collaboration come very quickly~ very quickly 
indeed~ when a man ~rho knew what he was about either 
intellectually or by intuition came into the situation~ 
reversed the current, and acted on the only basical!y 
sound assumption that in organization authority starts at 
the bottom and. is lent to the top instead, of. starting at 
the top and being imposed on ~the bottom. It starts at the 
bottom spontaneously or it 'does not start at. all. Social 
organization ~ill start SpontaneouSly .anyway. ~The question 
is whether in b~lilding . up the administrative , organization 
that spon%aneous o:rganization is in conflict ~ith the 
o.bjectives of: the organization .as a whole or: in harmony 
with those" objectives. All~that can be done from the top 
down is to get suffic'ient understanding of the. cross currents 
of human behavior dov~h below so that the administrative 
leadership~ vrhich is delegated to it in fact-regardless of 
any legal theory or any other theory j retains leadership 
by the spontaneous support of the men on the firing line. 

So I say that in the scope of our activities in study- 
ing administration we have been forced to the recognition 
gradually- ! say ,,forced to the recognition,,, I rather 
rephrase it - at the end of 25 or 50 years of earnest 
seeking after some definition of what we are trying to do 
that would be useful, new elements dropped into position 
instead of forcing the reconstruction of all our thinking 
as a result of that 20 or 25 years of real effort, on our 
par.t, I kno~ that after I -~ent to the school it took 
elevsn •years beforG I personally felt that I had anything 
approaching ,an essential definition of what we were trying 
to accomplish and the logical and human problems that grew 
out of the job we were trying to accomplish. As a result 
of that long period of study, for what it is worth to the 
Army Industrial Colloege I suggest the possibility that the 
conceptual scheme in these few sentences with the type of 
£mplication that I have been trying to outline here in 
these few minutes, plus the other ~nplications that will 
inevitably occur $o you as they have occurred to us as we 
tried to'work the concept and work under the concept, may 
be useful: "Administration is the dete~mination and 
execution of policies involving action." That does not 
cut oL~t planning for the future; it does not cut out the 
study of the past. It does mean that when your actual. 
administrative problem occurs, with all your preparation 
it is coming up in some form different from anything that 
you plan, in some form different from anything that you ' 
can.find in history, and you must train yourselves in the 
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light of history and with your best estimate of the future 
to be ready for the implications of the moment as they 
affect the problem of the moment which is the problem of 
action. Such policies must be conceived by men, which in- 
volves developing a group of men who can think in general 
rather than in specialized terms. Such action must be 
effected by human organizations, v;hich involves a better 
understanding of the social currents in and out of any 
administrative organization and a real appreciation of the 
importance of the underlying spontaneous organization 
which never gets on to the charts which define authority. 
And last, we should never in administrative decisions 
forget the fact that the actions that we take as administra- 
tors in carrying out these policies through human organiza-- 
tions are important because they affect human beings; not 
because they introduce a better machine~ not because they 
grow more or less of a crop, but because in the last 
analysis they affect human beings, social human beings~ 
organized society, and the stability or the weakness of 
this and any other nation. 

00000000000 

Colonel Jordan: Gentlemei~j Dean Donham likes questions, 
so he has promised to answer any questions that the class 
may ask. Are there any questions ? Dean~ this is one of 
the greatest compliments that has been paid a speaker so you 
certainly have covered the subject. 

Q. What do you think about the final .outcome of this 
present labor situation, that is, the C.I.O.; is it at its 
peak now, still going up, or on the way down? 

A. The Colonel olaitted one part of my answer to his 
question whether I was willing to answer ~uestions. I said 
I was, but that one of the answers would be, ,,I don,t know.,, 
The labor situation in this country, bothers me a great deal. 
I happen to be one of the men who has been urging Mr. Green 
for nearly ten years now to develop an industrial type of 
organization for organized labor because I have felt that 
the A. F. of L. was unfortunately weak and that it was very 
important that some of our great industries should be 
organized, but that they shouldn,t be organized except 
industrially. The inclusion of a great many crafts" into a 
complex situation is so absurd on its face that the employers 
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were forced to fight. On the other hand, if you want to 
know my real views on the current labor situation I have 
the very great advantage of being able to refer you to my 
testimony before the Senate Committee on the ~~agner Bill. 
What I said was going to happen has happened. I felt then 
and I feel now that the support given by politics to the 
labor movement in the ~Jagner Act was a calamity, not, as 
I have just said, because I didn't want to see the labor 
movement strengthened, but because of the things that I 
have been talking about, the impossibility of training 
rapidly responsible leaders in a period of very rapid 
growth. The labor movement today is to me in a wholly 
unpredictable position because it is manned o£ necessity 
by men without experience and background in their problems 
and men who don,t know how much harm they can do to labor 
if they behave irr.esponsibly, men who are apt to think 
that they have done their whole duty by man and labor if 
they can get 15~ an hour increase in wages although that • 
15¢ an hour may be the 15~ tllat breaks the camel,s back 
and brings on a .vast amount of unemployment in the 
particular industry. We are suffering from the too •.rapid 
growth of essentially sound ideas of social reform. Social 
reform,-.since it must rest on the spontaneous collaboration 
and behavior of a multitude of men, has to have time to 
take roots and you don't get social reform by imposing a 
complex reform from above on organized labor or any other 
group. This answer is •general rather than specific. Your 
labor question I am using as an illustration because it 
covers all sorts of areas. The concept that you can get 
social reform rapidly ignores the fact that just as 
authority in an organization, if it is sound authority,.• 
must be spontaneous, work from the bottom Up and be lent 
to the people at the top, so in social reform if it is 
going to be lasting. You have to get the time some way. 
or other for the thing to develop to the point where the 
collaborative behavior of millions of people is in the new 
patterns, and changing the patterns of the behavior of 
millions of people quickly is an exceedingly dangerous 
thing to do, no matter how idealistic the concept toward 
which you are aiming. 

Q. Dean Donham~ isn,t it so that there is a sort of 
caste system among the higher grade crafts of labor that 
would sort of inhibit their joining as a vertically 
organized union? 
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A. Yes3 I think there are many obstacles to it. 
There are caste systems right tlmough society. As a matter 
of factj what you are referring to as a caste is nothing 
but a social group. If you look at your neighborhood or 
anywhere you have got a great intrusion of social groups. 
~hat you had was the historic fact that certain :sOcial 
groupings had developed in the form of craft unions and 
the historic fact tha~ you have Superimposed on that were 
these great industries that involved thirty or forty craft 
unions. The two were inconsistent. I am sorry to see the 
effort changed j the s "tuatlon coming like that instead of 
slower effort on the part of the labor movement itsQlf to 
peck away at the situation. You see~ it had been done in " 
the shipbuilding field durin~f the war. They worked out an 
effective COmpromise in that industry. They Worked out an • 

flectlve COmpromise b~t~reen the interests of crafts and a 
union of the crafts fo, r general 

purposes. It was not an " impossible problem~ as some individual experiments had 
proved. I do feel that it is a critically dangerous type 
of experimen t to~ in substance~ do it under the force of 
Governmental authority without reference to these castes 
that you speak of or to the history of the labor movement 
and to .the motions that are aroused or, more especia!ly~ ' 
to the fact that a body Which involved perhaps 2~000~000 
people ~ell organized is suddenly forced into a mushroom 
growth to the p int where it involves thre e or four times 

O' 

as many as that ~ithout giving time for the development 
of leadership in the group. I don,t know anything about 
it~ but if ~,~., Lewis isn,t seriously disturbed by the 
leadership under him I shall be very much astounded. I 
sa$: that ~ith no knowledge of the facts except that I know organization. 

Q- What do you think of the labor unions? idea of incorporating 

A. ]~ell~ ! am old fashioned enough to believe that 
it doesn,t do any harm to put publicity and responsibility 
on a group }"zhich is using the savings of multitudes of 
people. 1~'hether the exact mechanism of doing it is the 
old fashioned corporation or not I don,t know. I should 
certainly like to see publicity; which has been applied 
so effectively in the last fe~ years in other area sj 
experimented with in that area. 

/" 

Q. [Fe have; of course~ in the Arn~ F a military higher 
Army; but we recognize the desirability of leadefs securing 
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the willing cooperation of their subordinates and for lack 
perhaps of a better term ~ve state that that is one of the 
attributes of leadership. In the matter of terminology, 
could you give us a better term or phrase than leadership 
as implying the quality in a superior tha.t does secure 
the willing cooperation of his subordinates? 

A. No, because I don't think it is a bad ~ord, you 
know. But I do think that in our researches in the field 
of human relations we are approaching the point now where 
we are coming to know some things that the Army ought to 
]mow. That's an egotistic and egocentric point of view, 
isn't it? There are some techniques to kno~ in the handling 
of men, some of which I personally knew intuitively without 
realizing that I knew them but find that our researches 
define them, others that have enabled me to effect sub- 
stantially my intuitive methods of handling men. Those 
techniques are at the point where they can and are being 
defi~ed, can and are being taught. They are based on the 
thinking of men trained in psychology and psychiatry and 
physiolo~ and social anthropology, trying to use the 
types of thinki.~ pertinent to. those areas in the study 
of human behavior in industry. They are, in my judgment, 
based on experience just as applicable to my problem in 
handling students and we are now at the point where our 
Assistant Deans are trained in these techniques to help 
them in the handling of students, some of them very 
specially trained in it. Where I apply some of the 
techniques consciously as an aid to my own handling of 
men I can,t help thinking that they ~ould be just as 
useful to Army officers as they are to me. But that's 
another story. I can't go on and give you a lecture on 
that. because it would run to a couple, of hours or more~ 
and then I wouldn't do it as well as other people could 

d o it. 

Colonel Jordan: 
say something? 

Admiral Conard, would you like to 

Admiral Conard: Well, sir, I am very much impressed 
with the lecture that the Dean has given us and my first 
reaction is that he has apparently outlined opinions that 
we have notexactly focused ourselves in our own minds 
but which are unconsciouslY the principles that we endeavor 
to Operate under. It seems to me extremely valuable that 
we should recognize definitely that the elements that the 
Dean has pointed out are fundamental and take very complete 
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cognizance in our leadership or our planning of that human 
element and the very important effect of its inter-relations 
on the organizations under us. 

Colonel Jordan: For the benefit of The Army Industrial 
College class I want to give you this •information. We have 
hereotoday a group of officers who are studying under the 
Planning Branch and _T want to ask one of those officers to 
say something. Colonel Jardine had some connection with 
the Department of Agriculture at one time~ we understand, 
and I kno~-~ he might perhaps ask the Dean. some embarrassing 
question about, the cotton crop or something of that.kind. 

Colonel Jardine: I am very glad to have been privileged 
to listen to this. address by Dean Donham. I certainly agree 
with what he had to say. ~ith respect to the Department of 
Agriculture.~ why .most folks are trying to forget that I was 
ever identified with that. ~Te'll pass that over for the time 
being. I started out to be a scientist. I wasn,t able to 
get very far in that field because I ~as always edged over 
into an administrative job, and so it has been going on now 
since 1904.. Dean Donham has brought up a matter here today 
that I have been harping on for a good many years as a 
consequence of my experience in building organizations and 
handling human beings. It is a matter that I am constantly 
bringing to the attention of the faculty now. I have a 
faculty with psychologists in it'and with sociologists in.. 
it and with various specialists in it. If I have a problem 
to solve ~Tith the students -- and there are problems 
occasionally with students ...... I never ask the psychologists 
to tell me hov~ they are going to react and how to handle 
the situation. They are the last ones in the world I would 
ever ask. I am in charge of a municipal university and they 
have ninny problems common to municipal universities because 
the constituency is right on your front dooryard. I would 
never send our sociologists to ~tramghten them out they 
would be the last ones i would send. Sociologists ought 
to know human reactions, how folks work together in groups, 
etc. ! admit: that we have got to have a certain amount of 
technique but I don.t care how perfect the technique is. 
Unless it is handled .by the right man you are ver3r likely 
not to get. the cooperation of the ones down below. You have 
just s~p!y got to feel it~ it is a characteristic of leader- 
ship, Any i:~n thatis going to =,~ork with inanimate things 
perhaps does not need to possess that leadership, but you do 
if you are going to be a great teacher or leader. We are 
all here from captains to colonels and we are being brought 
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in to %~ashington to be advised, to get further training 
because chances.are we are going to be in charge of men 
either as an executive, with a .construction crew~ or with 
the troops in the field, etc., and we need to possess ...:•. 
some of the qualities the Dean .has just pointed out, I 
need to have tham in a faculty to have good teachers. . 
Now I have to ha~e Ph.D. 's in a faculty because we have 
the crediting institutions which won,t recognize you if 
you don,t have a Ph.D. Not having as much money as Harvard 
and Yale to get Ph.D. 's I have to take these youngsters 
that they turn out. Every one of these universities says, 
"Ue have Ph.D. 's and they are great teachers. Take them. 
If you fill up your faculty with them we will credit you." 
This is what I run into. I discover that the kind of a 
Ph.D. that I have to take with my $5,OO0 or $3,5OO is a 
youngster that has never been out of school. He has been 
in school all the time. It doesn,t make any differ@nce 
about his age. I don,t find him often to be a great teacher. 
lie doesn't possess some of the characteristics, although you 
do get them occasionally. I am trying to find :human b~ings 
that have Ph.D. ,s. I am trying to re~use to bring anyone 
into the faculty that isn't a normal human being. He must 
know ho~-~ to laugh and play and even curse)and also be 
educated. He is the most likely man to be developed into 
a great leader, a great .teacher. I am after leaders, 
teachers. It applies to a faculty just as it does to the. 
handling of men in •field or factory. I don't know just 
what it is -- the Dean has .explained it better than I have 
ever heard it before. I have had that feeling out of. my 
experience as an administrative officer. That has been 
about all I have been doing for the last thirty-five years, 
handling men, building up organizations, keeping them happy, 
working together, team work, -- and also letting them do 
most of the work. To •know how to handle humanbeings is 
the hardest job, much harder than it is to handle inanimate 
things. ! have often said to engineers that they gave 
altogether too much attention to training men to handle 
concrete and steel, etc., and not enough attention to 
handling human beings. If engineering courses took •that 
into account much more than they do today or did five years 
ago -- they are beginning to do more of it --we would have 
more engineers as our great leaders and not just experts. 
They haven't understood or been • taught the importance of 
knowing how to handle human beings, the reactions of human 
beings, which is a very, very important matter; and you 
must have it if you know how to handle men and are going 
to get on with organizations • and groups. This is about all. 
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I am just glad I have been here and heard the Dean. We all 
know about the Graduate School of Business Administration 
of Harvard, and occasionally we have a man who is worthy 
of going there. When they go there they do know how to 
handle jobs ~¢hen they get out. ~.~ost students are lost. 
The Dean has pointed out some very practical, genuine hlngs t ' 
that we need to consider here in this school and in uni- 
versities and elsewher~ among men ~¢ho are going to handle 
people. 

Colonel Jordan: Thank you, sir. 
you care to say anything? 

Colonel Harris would 

Colonel Harris: I would like to ask the Dean one question. 
The !.~ar Department has always opposed the draft of labor in 
war, believing it to be unnecessary and that it would confuse 
rather than help. Our industrial plans are based on the 
premise that both labor and capital ~ill cooperate fully in 
the unfortunate event of war. Do you consider that a sound 
premise or not? 

A. Things can be done in a national emergency that 
are impossible under any other conditions, quite obviously. 
~any of the ordinary rules break down in the face of fear 
of invasion. ! believe, nevertheless, that for a long war -- 
I don,t kno~,~ why I am answering your question because I don,t 
consider I have any competence to answer __ the rfar Department 
and the Navy Department and the other organizations which will 
so completely dominate our living and thinking should restrict 
that domination to the essential minimum and do it there 
without the slightest hesitation. Restrict that domination 
to the essential minimum rather than blanketwise on some 
social theory, going ahead and uprooting all our roots 
simultaneously. Nov~, that is on the assumption.which, if 
we have a long war, may be an assumption contrary to the 
fact that ~e hope to emerge from that long war with a 
democracy. I personally believe that if your social theory 
is tb~zt you want to emerge from a long war with a dictator_ 
ship that a sure way to bring it about is to start by 
regimenting everybody in war. If you want to leave any shred 
of hope that we will emerge from another long "~¢ar with a 
democracy I think you had better go pretty slow in destroying 
any more of the little ways of men than you have to. Does 
that answer your question? 

Colonel Harris: The real question I wanted the answer 
to is, do you believe that labor and capital ~II willingly 
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cooperate in an emergency and not have to have these con- 
trols imposed upon them? 

A. I do. I should certainly approach it on the 
assumption that it vrould and see if it worked, and I think 
it ~ould. But I think you will find arguments the other 
way, based on all the kinds of mythical injustices~ etc. j 
some actual injustices, just as your draft ~hich you will 
have and which you did have in the last war, is unjust; 
that is~ it is a pretty attenuated form Of justice that 
makes the question of whether a man leaves his family and 
goes to the front~ It is justice in one sense~ but it is 
pretty attenuated. We don,t ordinarily like to see our 
justice go on the flip of a coin. I believe in the draft, 
but I don't believe in it on any theory of justice, I am 
afraid. It doesn,t work out that way, as a matter of fact, 
because a lot of fellows volunteer, as we all know, whether 
they are drafted or not° You are asking me a qu~stion 
about a point to which I haven't given a lot of thought. 
I am ans~,rering it on the general philosophy that I hold, 
th~t the stability of organized society depends on the 
little ways of men and their spontaneous collaboration 
and that you monkey with those little ways at your peril. 
It doesn,t mean that you never should monkey with it at 
all. In ~ar you have got to. ~ut in the first place, 
with all the pacifism which is rampant in this country 
today I think it ~rould change overnight if you had a real 
emergency. It is unintelligent in its form of expression. 
It is the expression of a national d~sire to keep out of 
war ~hich I suppose is unquestionably shared fully by 
every man in this room although you are devoting your 
lives to training yourselves, most of you, for war. 
Some of us believe that the way to keep out of war is to 
be sufficiently ready that we don't have to go into war. 
Other people feel that being ready means we are going to 
get into one. The Boston police strikes seem to me to 
have some illuminating sidelights on thatproblem. It 
was a fairly dramatic demonstration of the fact that while 
police are fairly inconspicuous in a community they are 
very necessary. ~lithout them the forces of evil go on a 
spree. I watched them go on that soree, so I don't like 
sprees of that kind. I can imagine conditions under which 
in a war everything was reg~lented. I believe that you 
get better results ~ithout it than you would with it, but 
I can imagine conditions under ~hich everything had to be 
regimented. 
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Colonel Jordan. Captain i:llen, ~ould you say something? 

Captain Allen: I am very much interested in ~vhat the 
Dean had to say. I would like very much to have him come 
aboard a ~rell organized Na.vy ship. It is probably the best 
illustration ofwhat he has been driving at today that you 
could possibly find. 

Dean Donham: I }ras in the shipbuilding business onoe. 
Then your ships wQren,t well organized? 

Captain Allen: i ~ant you to see the organization and 
the men, not the ship,s structure. They are still the old 
iron and ~ooden .ships. In that connection we have tried at 
the Naval Acaderiv to put into ro 

• ~ ung men the ideas that you 
~ere expressing here today. One of our ablest leaders as 
an Admiral was asked to :~rite a book that could be used by 
these young men, and i~e turned the thing do~-n. Admiral 
Sellers himself, ~'.rho is now the ~ " 

Ipermntendent of the Naval 
~cademy, wrote a great deal of material that went into the 
first book on leadership, but he would not allow his name 
to be placed with that material. %Je have a book on leader- 
ship at the Naval Academo~ now, and we are trying to put into 
young-men the ideals in some form or other that Dean Donham 
talks about, how successful is hard to tell. I believe that 
there has to be in every man a certain essential something 
to make a leader out of him before you can mold i_t in such 
a ~~ay as to make a good leader out of him. But I would like 
to ask the Dean -- I don,t know about this anthropology. It 
didn,t strike a very responsive chord in my ideas of teaching 
leadership. Perhaps it is ethics; perhaps it is religion. I 
don,t kno~¢ exactly what it has that we haven,t got in our 
ability to teach leadership. Perhaps it is the social 
.anthropology that he was telling us about. 

Dean Donham.. ]fell, I kno~ that sounds weird .to a bunch 
of highbrows like you. But I had struggled for quite a 
number of years to get what seemed to me to be an intelligent 
perception of the forces that work in America with the handi- 
cap that ~hen you are studying ~tmerica you are studying 
120,000,000 people in an exceedingly complex situation. The 
suggestion of One of ~-~ young associates to those he is 
tutoring is always that they shall pick out a subject that 
is old and dead enough to staylstill while they s{udy it. 
Now, ~'mlerica won,t stay still while you are studying it. 
Yet it is essential, if you happen to have the irritating 
type of intellectual curiosity that makes me unhappy if it 
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is a subject I can't get any leads into ~hatever. It is 
an annoying thing to be afflicted with. I deliberately 
decided that perhaps if I would go back and really study 
second-hand some primitive society that would stay still 
while I studied it, that was small enough so that I could 
see the forces at ~ork second-hand~: because a man like 
Nalinowski is a great interpreter, perhaps out of that 
study I would get some conception that would help me to 
feel and think about America. And I did. Tfithout my 
inadequate background in social ant~tropology I ~:ould be 
u~able, for example, to have made the address I made last 
evening or the address I made this morning. No~ I find 
it useful, that is all I can say. I find it useful be- 
cause those little Islands are small enough to think 
about, and I can look at America and find every one of 
these same types of social situations in America. I 
begin to think that perhaps they have the sam~ kind of 
significance in America that they have among the Trobriand 
Islanders. There may be not~ling to it. Because I was 
afraid there was nothing to it~ we ~ used the same methods 
in studying t~o American co~mnities. One ~as Newburyport~ 
a New England town in process of transition~ wh~re we went 
in T:ith a group of social anthropologists and really picked 
the community to pieces, with the cooperation of" the 
community, to see how that tied together. It tied together 
similarly to the Island. Then-,re ~ent back to the black 
belt in the .~,~ississippi and picked Natchez to pieces in the 
same way and there -v~ere curious similarit~ ~-~o a~ain with the 
Trobriand Islands. T!len another group of men from the 
Uniw:,rsity clos~::ly related to the other studies ~ent to the 
West Coast of Ireland and studied the l,V~-:st Coast Irish 
peasants and again there were curious similarities in the 
way the things tied together. ;,fc are nov: trying to get 
mon,:y to go into India and study a slow moving civiliza- 
tion to see if ~re can learn more about it. ~Ihat we have 
now is the dead civilization~ the primitive type of 
civilization :,'fhich~ until th~ white man touches it, goes 
on constantly chan~ing but at a pace so slo~ly that you 
don't see the chang~;, and the fast moving civilization 
that ~von,t stay still long enough ew..~n in Natchez or 
~..ewbur~port to tie it together. V~e have men ready and we 
are trying to get the mon~:y to make some studies in India 
where the co~l~uuniti(-s arc in motion but moving more slo<Tly 
than the primitive societies that a f~:w of these social 

4 anthropologists have stud~ed. I,.~y interest ms not; 
frankly, because I have any great interest in preserving 
the historic understanding of these vanishing primitive 
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tribes. I never got awfully ,,het up,, on that. My interest 
arises out of the fact that it orders my thinking as nothing 
else ever has done in some areas. That is why we go in for 
social anthropology. ! find that over and over again I 
have been able to give men '~ho are puzzled an interpretation 
that seemed to them to add to their understanding which was 
in fact based on psychology, not in the laboratory but in 
the sense of social psychology and social anthropology. 
Does that answer your question? 

Captain Allen: Yes. 

Colonel Jordan: Dean, I want to tell you ho~ much we 
appreciate your comin~ here. 

• p 

Dean Donham: I always llke to come here, you know. 

Colonel Jordan: i do wish the class could have heard 
the Dean,s talk last night. It was one of the most outstand- 
ing talks I have ever listened to. It was not quite as good 
as tNe one he has given us this morning~ but almost. 
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