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A CLASIFICATItN OF MíNAGkktIAL HUNAN RELATIoNS PROBL5 

CHAPTER I 

TH GOALS OF THE STUDY 

This is a study of the relationships problems of a 

group of industrial managers. It relates and classifies 

trie burning, unresolved issues in the field of human reis- 

tions uppermost in the minds of a cross section of execu- 

tives at the time that they were interviewed. It is 

presented on the basis that these unresolved issues should 

be the logical starting place for any efforts at improving 

administrative skill in the relationships area. 

Roethiisberger has pointed out that ??any people who 

are engaged in human relations training for supervisors 

and executives in business and elsewhere assume that it 

is a simple matter." (17, p. viii) This study does not 

bear out this assumption. The relationships needs of 

industrial situations are complex to a frightening degree. 

A high order of insight and skill is required in effecting 

their disposition. It is hoped that this study will dom- 

onstrate that fact and thus provide a realistic and ieipful 

point of departure for those who would attempt to prepare 

managers for suck service. 
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TIME Magazine has proclaimed tnat more adeptness 

at human relations would be the great achievement of the 

second half-century.1 Manaemerit everywhere has hastened 

to get on the bandwagon; and there has been no lack of 

courses, seminars, and devices offered by those who are 

in the business. Some of these offerings appear t. be 

of rather doubtful value. cm the fact that human rela- 

tions has become a management fad, however, there seems 

to be little doubt. 

A few voices are beginning to be heard which raise 

questions about the integrity of some of the human rela- 

tions training efforts and the theory unon which they are 

based. Ñilliarn Knowles, for instance, points out that 

the term itself ha8 become a meaningless phrase: 

Anything In the personnel field which 
is linked with human relations arouses 
interest. An examination of much of 
the writing under the hunan-relation8 
banner, however, reveals it to be the 
sanie contents done up in a bright new 
package. Under these circumstances, 
"human relations" is merely a catch 
phrase used to merchandise a product. 
(8, p. 9) 

Knowles believes that management, swept up in its 

desire to put the new "science" to work, has been moro 

1. For an early account of the surprisingly current human 
relations techniques of one man, read Xenophon's "The 
Character of Cyrus the Younger" in "The Anabasis." 



concerned with the label than with the contents of the 

bottle. Elton Mayo, after a lifetime of observation that 

ias been fruitful of much helpful research in the area, 

concluded that efforts to bring human relations to maturity 
too rapidly had done much damage: 

...the unfortunate effect has been 
to encourage too much jerry-building 
of imposing facades in the social 
area. The pedestrian step-by-step 
development of a simple unquestion- 
able skill, if it exists, is con- 
cealed by these elaborate fronts. 
lt is kindness to suppose that the 
prententious facades are perhaps only 
camouflage and that somewhere behind 
them real work is going on. (Il, n. 21) 

This study was undertaken in fulfillment of Mayo's 

wish that "pedestrian" effort be the mode. It does riot 

atterr4pt to evaluote any of the human relations efforts 

now current, nor does it propose another to take their 

place. It does review the relationships needs of a cross- 

section of industrial managers in the administration of 

their human relations circumstances and, in so doing, 

uncovers aoae of the realistic "targets" towards which 

training efforts should be directed. it is hoped that 

the modest conclusions of this study might serve as a 

standard or measure against which the training efforts 

of others m1ht be evaluated. Do these efforts aid the 

trainees in the administration of problems such as those 
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uncovered? Are they directed at the administrative short- 

comings which they were authorized to remedy? 

METHOD 

In order to survey the relationships needs that were 

assumed to be the basis for management training in this 

area, some forty industrial managers were interviewed. 

These managers were from all levels of industrial activ- 
ity: some were front lines supervisor8; sorne, top manage- 

ment; sorne were employed in large corporations; some, in 

small offices; some were zen; some, women; some were 

young mana&ers starting their careers; sorne, on the brink 

of retirement; soiiie interviews were made in large indus- 

trial centers in the [ast; iany, of course, in the small 

and medium-sized coipanies in the city of Portland in 
which this study was written. Although there was no 

deliberate establishment of a sample, the coverage was 

large and varied nOUn t be fairly comprehensive. For 

instance, there were interviews with engineers, production 

people, salesmen, office managers and general adminis- 
trators. 

In the course of the interviews each manager was 

asked to identify in detail a particularly intense rela- 
tionship conflict which he had encountered. He was asked 

to relate the situation anecdotally, recalling the actual 



dialogue as he remembered it arid the events growing out 

of the conflict episodes. He was encouraged to recall 

his own feelings at the time of these events; note was 

made of these feelings as beIng leitiznate data for pur 

008es Of the study. He was not encouraged, however, 

to estimate the feelings of the other principals to the 

conflict, since such estimates would have questionable 
validity at best. Where possible, supporting comments 

from the other principals or witnesses to the situation 

were solicited and included in the report. Names of com- 

panies anO individuals involved were, of course, disguised 

in order to protect the anonyaity of the firms and their 

personne i. 

That resulted fror this phase of the study were 

reports of a series of industrial relationship situations, 

resulting from anecdotal interviews with one or more of the 

parties who were principal to the events described. Inso- 

far as is possible under such circumstances, the author 

attempted to perform a purely reportorIal function and 

to preclude from the reports his own interpretations and 

evaluations. dhiie it may be pointed out that the percep- 

tions of the principals on which the reports are based may 

not always correspond with the "facts" of the case, they 

are, nevertheless, a record of the first-hand impressionis- 

tic observations of the managers themselveE and therefore 
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constitute the psychological starting point from which 

these managers had to operate. 

After these reports had been received, edited, and 

released by the uianagers concerned, the author made classi- 

ficatioris of the problems described in order that they 

might be treated systematically for purposes of this study. 

It was discovered helpful, for instance, to treat sepa- 

rately the problems of the new manager as being different 

from those of the established manager. The direction 

from which the pressure presented itself, whether from 

subordinates, superiors, or peers, was another meaningful 

classification and constituted the basis for several 

chapter headings; and, within each of these classifica- 

tions, groupings have been established based upon the 

nature of the problem that presented itself. 

An attempt was made in presenting the classifications 

to keep the discussion firmly rooted in the stubborn facts 

of the situation by selecting eighteen cases as illustra- 

tions of the material reviewed, These illustrative situ- 

ations have been treated at some length In the body of the 

study, even to the extent of including conpany and personal 

background and the actual dialogue of th conflict situa- 

tion as it wa reported during the interview. 

In the course of organizing these interviews and 

summarizing and classifying the relationship needs as 



the managers themselves described them, certain definitions 

began to emerge. e discovered, for instance, recurring 

elements in the prob1eT situations that troubled the new 

managers and certain similaritie8 in their responses, 

mostly intuitivo and ill-considered, to these situational 

elements. Patterns of meaning developed that suggested 

alternative responses that were not strictly spontaneous 

and intuitive. These hunan relations functions of the 

business manager, together with some roughly-drawn methods 

of fuififling ther, were summarized in the final chapter 

of the study. 

IFVITÁTILi3 NOT TAKEN 

In a work of this length there were many attractive 

by-paths that could not be followed. The quantitative 

support that might hive corne frori a more systematic and 

extensive observation, for instance, had to be foregone 

in tue interest of securing sufficient denth in the inter- 

views to portray the totality of the situation and the 

depth of personal feeling. In this regard there was sorne 

comfort in George i-ioman's comment: 

Sociology may miss a great deal if lt 
tries to be too quantitative too soon. 
Data are not nobler because they are 
quantitative...no one who studies a 
group will go far wrong if he gets 
close to it, and by whatever means are 
available, observes all he can. (6, p. 22) 



on the other nand, it was not po8sible to have the 

satisfaction that COLne8 frou a detailed case study, done 

at great depth-studies like 2a1e8nik's intensive report 

or one aseembly foreman's predicament in "Foreman Training 
in a Growing nterprise*t (2J), or Gouldner's companion 

volurûes describing tne problems of a single new manager 

tri "Patterns of Indu3triai Bureaucracy' (4) and "Wildcat 

Strike" (5). Yet, while such studies are an intellectual 

treat for the careful 8tudent of industrial relations, 

they do not simulate the partial, incomplete manner in 

which problems are presented to the industrial manager 

and the training director in the real-life setting. Per- 

haps there was soiue solace in having to forego this attrac- 

tive pursuit in Korzybski's point that rarely, if ever, 

does the administrator have ail of the information, the 

observable and verifiable facts, necessary to make a 

complete decision based upon the total evidence. (9, 

pp. 42344.33) 

Moreover, while the rango of problems as to the 

direction from which it assails the manager is quite 
comprehensive, it is obvious that it was possible only 

to spot-check at best the vast range of situations of 
every shade and condition that might confront the manager. 

Again, it is necessary to plead simulation of the atmos- 

phere in which industrial training must be carried on. 
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It has been said, also by Korzybski, that no two events 

in nature are identical. (3, pp. 137-139) This statement 

has particular application in the field of huraan relations 

and can have paricu1ar meaning for the trainin director 
in establishing the objectives for his efforts. 

In conclusion, two other necessary limitations should 

be restated. There has been no attempt to apply any of 

the developed standards to any of the particular human 

relations training techniques that are in vogue, nor has 
there been proposed any alternative technique that might 

fulfill these standards. It is hoped, of course, that 

others might make such use of the conclusions for such 

purpose. 
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CHAPTER II 

Tll RLTiONbHIP PROBJJEM OF THE I'OEW MAAGER 

Upon his promotion, the new manager faces a host of 

intense relationships problems that require a particularly 

high degree oi administrative skill ifl theLr disposItion. 

This demanQ is made upon the new manager, unfortunately, 

when his practice of relationship skills is apt to be 

below normal. 

Machiavelli in uThe Princett points out that 'tThere is 

nothing more difficult to carry out, nor more doubtful 01 

success nor more dangerous to hanQie, than to initiate a 

new order of thing." Elton Mayo holds the development of 

skill in moving from one group to another to be one of the 

great problems of our industrial civilization (ti pp. '16- 

77). Alvin Gouldner describes at length the harried efforts 

of cae manager to establish rapport and to relieve the 

status-generated pressures in a gypsum plant (II, pp. 59- 

101). It is in the perLod following the accession of the 

new manager that the times are out of joint, long-held 

expectations of 'ooth parties are subjected to jarring 

jolts and the disrupted soctal equilibrium of the group 

painfully attempts to re-establish balance. The focal 

point in this melee is the new manager typically beset 

with a new set of pressures, both internai and external, 
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with which he is unequipped to deal. 

As management constantly shuffles personnel in an 

effort to improve operations ana to fulfill the manpower 

requirements of an evolving technology, membership in a 

work group becomes a frihtfu1ly transient experience, 

conflicting with the individual's desire for social 

permanence in his work situation. To all of these per- 

sonal insecurities, the new manager is subject. In 

addition, he must contend with pressures growing out 

of his status position. Typically, one of the reasons 

for his selection for promotion was a high degree of 

security and control in his previous situation; the new 

circumstance int.o which he moves Is neutral at be8t and 

frequently charged with emotional undertones. The group 

to which he comes as leader is ab8orbed with its own 

interpretations of the change and looks to the new man- 

ager to Bet the pace and to determine the conditions of 

his own installation, reserving for itself, however, the 

right to pasa judgment upon ìii most innocent and well- 
intended moves. 

Nor are the expectations of his subordinate group the 

only ones with which he must contend; the new manager 

holds himself accountable to higher management which has 

favored hirn with selection. A further dimension to the 

complexity with which he must contend grows out of the 
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manner in which to ruanaeiaent created the vacancy which 

he is asked to fill: 'sas the chango a reuiedial operation? 

3 he expected to bring harmony to a disturbed situation? 

Suggestions passing through the new manager' mind create 

3n inordinate sense of urgency to show early, tangible 

results, understandable even though generative of further 

blocks to the development of group relationships which can 

be the only vehicle for bringing about th results desired. 

Under such circumstances, it is not UflCorn?nOfl for the new 

manager to misinterpret higher rnanagement5 desires. The 

pressure to show tangible results even at the expense of 

building the work team may be more imagined than real; and 

yet, this is frequently the pressure to which he makes 

primary response. It is the response to this pressure, 

and to the others listed above, that brings about the new 

manager behavior described in the situations that follow. 

SUCCESSION FROM WITHIN THE GROUP 

Promotion fror within, while a laudable policy, is 

not without its particular types of problems. The diffi- 
culties which Howard Nixon2 encountered following his 

promotion to the position of office manager at the Dawson 

Distributing Company affords an opportunity to examine 

2. The names of companies and individuals have been 
disguised. 
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some of the8e förces at work. 'nor to his promotion, 

Howard had served as assistant to Jack Mauire, his pred- 
ecessor, whose advancement to the pO8ition of credit man-. 

ager had created the vacancy. 

Maguire had managed the office in a stern, detached 
manner. Unpou1ar with the girls whom he supervised, he 

had nevertheless created the impression of carrying out 

his assignment with dispatch. Howard, on the other hand, 

had an open and easy manner and was well liked by his 

subordinates; they enjoyed teasing him in a friendly 

manner. Their doubts, however, about his ability to fill 

his new position were expressed In comments such as the 
following: "He'll never make it," "He hasn't got what it 

takes," and "He's just not cut out for that job." 

The teasing continued after Howard's promotion. When 

he appeared in a new gray flannel suit one morning, one 

of the girls called to him, "What's up, Howard? Have you 

gone to work nights as an undertaker?" The girls made a 

game of taking advantage of him in ways that they knew 

would be difficult for him to police; they prolonged their 

coffee breaks, arrived back from lunch late, found reasons 

for refusing work when other departments wore overloaded. 
Howard felt this state of affairs intensely; he did not 

know what he might do about it. Uis indecision ended with 
the issue raised by the actions of Blanche, his senior 
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stenographer. 

Blanche occupied a unique position at the Dawson 

Di8tributing Company. She had the ability to build the 

rough outlines dictated to ner Into polished letters 
covering various technical aspects of the transactions 

described. iany of the details on costs and terms she 

worked out for herself fro: her intimate knowledge of 

company policy and procedure. iioreover, she had an 

easy-going, almost brash manner that the men seemed 

to enjoy. The3e qualities tended to attract to her desk 

a far greater volume of work than her position involved-- 

work that kept her steadily at her job1 frequently during 

lunch hours. In time, Blanche was doing the work of two 

or three other girls. Wui1e this fact did not endear her 

to her clerical associates, Blanche tended to relate more 

to the men in the departient than to the women. On occa- 

sion she complained about the state of affairs, but on 

the whole gave the impression that she rather relished 

the superior status that her uniue position accorded her. 

Jack Maguire, Howard's predecessor, had recognized 

the state of affairs and made certaiii concessions to it: 

he had winked an eye at company regulations when she took 

off an afternoon each Christmas season to attend a party 

at an office in which she had been previously employed; 

the work slowed almost to a standstill aL this time of the 
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year, and Maguire had considered it politic to permit this 
infraction of the rules to go uncha11engec1 Howard, howe 

ever, chose to take a different stand when the issue of 

tiae off for the hrietmas party was raised. Informed 

casually by 3lanche that she planned to take an afternoon 

off, Howard pointed out that it would be inmossible for hi 

to make an exception in her Case: "If I did lt for you, 

I'd have to do it for everyone. One of the bookkeepers 
asked me for time off to go shopping only yesterday." 
Blanche chose to disregard Uoward's instruction and to take 
off as was her custom. Her action presented the office 

manager with the occasion he had been awaiting to establish 

his authority and to take action against the attitudes 
which he felt had been undermining his position. 

It is interesting to note that the Incident against 
which Howard chose to take his stand was in many W&Y5 ir- 

relevant to the condition that he was protesting. There 

is considerable evidence that Blanche played no part in 

the behavior which was Uoward's concern--the late coffee 

and lunch-hours, the refusal of extra job a8signments, the 

teasing and the other niatters aa1rtst which Howard wished 

to strike out. uite the reverse was true since Blanche 

had set herself apart from the other girls. Nevertheless, 
her actions, growing out of her needs for recognition for 
her superior efficiency, came at a time when Howard's 
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personal needs fci' stìtus-estab11hment were most iriteri8e. 

ReprLa1 against her, while nt a froita1 attacc upon the 

real sources h.Ls aitatìn wa less fraught with con- 

sequence to him $inee her relatton to the other tr18 wa 

that of ari LsolLìte. avtng failed to accommodate herselí' 

t: the standards of the ¿roup, she coula expect nether 

the sjmpath nor the support of the grup should she be 

diactpined. 

ths point Lt might be well to identify several 

condit_ons that preva1 relatonship-wi8e in the 'prmo-- 

tion-rom-wtthin" type of sttuat.on in vhch Howard was 

LaVO ived: 

(L) The rtrst is the change n role cx2eetatton.8 ori 

the part of the two priacLpals. We refer only to Howard 

and the other clerteals srce Blanche appears to be an 

innocent bystander n the underling adjustment processes. 

Tha fIrst cond1ton has parc.cu1ar application in the 

"promotion from wi.hin oateor. The previous rJle8 

whch Howard had played before b.L5 promo.on and to 

wh.ch the rest or the group have become accustomed, were 

no longer approprate. Higher naueen had placed new 

set of expectations upon hirn, anu to these also, he was 

required to make response. There exists a lag between 

the change which has taken place in Howard arid the rup's 

adjustment to it. He feels this lag most intensely. He 

doesn't know how to elminate it arid is searching for an 



opportunity; Blanche's inaubordinatlon affords him the 
occasion for which he has been waiting. 

As the group's expectation of Howard's role is under- 

going chance, his concept of the rolo performance of the 

girls is also chancing; any deviation from office protocol 
is viewed as something that makes him less the supervisor. 
He now exoects the employees to arrive back fror lunch and 

coffee breaks on tine; he expects extra work assignments 

to be accepted cheerfully; and he is not certain that the 

friendly teasing is not undermining the concept of suoer- 

vision which he sees it necessary for him to fulfill. 

i'tamorr)hosis to such a new relationship can be a socially 

painful experience due to the variance in the role exrec- 

tations of the two parties. 

(2) Another condition in evidence in this case is 

what Gouldner refers to as the Rebecca .lyth (4, p. 79). 

Some years ago Daphne L3uMaurier wrote a novel about a 

young woman who married a widower only to be plagued 

by the memory of his first wife, Rebecca, whose virtues 

were still widely extolled. The human tendency to look 

back upon "the good olu days" is another of the circurn- 

stances with which the new ianager must deal. The former 

manager is, to some extent, idealizcd-even if he was 

disliked while present. Although detached and unfamiliar, 

Jack Maguire had been indulgent towards such acts as 



Blanche E8 triaubordination. Aoward i& tu competitioLl with 
what waa, thus adding additional coplextty to his admìu- 

strative taals at a tte whcn ha limited eapac..t' i 

already atra.ned. 

SUCCEION k1k(OM OUTSIDE TIlE GROUP 

The now manager who is brought from outside the group 

facea a different ot of relationships problems, some of 

them growtn from the fact that the succession is prom 

without. Tne conflicting interests that siir1ed ai'ound 

the head of David Muriow after hLs appointment as general 
rnanaer of the Middle states 4achiner Company afford an 

iluetration of these problems arid the manner in whtch 

they present themselves. 

Murrow first met George Bruce, president of the Mid- 

die states Company, at a national technca1 convention 

whtch the now general manager had addressed. Bruce baci 

been impressed with Murrows scientific approach to the 
establishment end utilization of standards in the control 
Ci' the proucttc,u processes. ilthough an eatablisbed and 

talented general &dmtnistrator Bruce considered himself 
to be escectally limited in the field of scientific stand- 

cts. When he ias invLtea to Washì.ngton. therefore to 
take a high government post, Murrow's name came to mind 

as the man best ftt to take over the dtrecton of the 
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businea in hi3 absence. 

Bruce had founded his company in 1936. Many of the 

Rien who had helped him et started wore stili with hirLl. 

To the8e lon;-.service eu1)loyees, Bruce had been extremely 

loyal; many of th&i held responsible positions in his manu- 

facturin organization. However, he saw no one among them 

to replace h1n in his absence or to bring into the organi- 
zation the added a&ainistrative strength which he desired. 
lie therefore offered the position of general ianaer to 

Murrow. 

ne of urrow's first moves was to bring Frank Ireland 
into the organization. Ireland was an outstanding engineer 

with an advanced degree frox a leadin,; technical institute. 

1urrow told ireland that any improvement in production 

controls and processes had to be preceded by the establish- 

ment of standard8 on the shop jobs such as would permit 

the general manager to measure performance and spot bottle- 

necke. Ireland put hi8 crew to work immediately doing a 

time and motion study of all jobs in the shop. 1-rojects 

of tiis scope were customarily cleared with the management 

council, an advisory board composed of all factory and 

functional executive8 and presided over by Murrow. Ireland 

convinced iurrow that, because of the involved nature of 

time study work and the urgency of getting the standards 

installed, the presentation of the project to the board 
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should be deferred. He folt that I4urrow arid himself, a 

graduate engineers, could beat deal with the work in its 

initial stages. He also pointed out that the project 

would require so much of his attention that little time 

would be left to attend tue meetings of the council, let 

alone to do the preparation required to make a comprehen- 

sive presentation of such a com1icated program to a groun 

of men with no fonai engineering bckgrounJ. Murrow 

agreed to Ireland's proposition; he mentioned the project 
briefly at a counci.i. meeting and explained why he was not 
putting it on the agenda at that time. 

Opposition to the time study project and the new 

engineer was not ìon, in developing. Several prominent 

members of the council visited Murrow and informed him 

that Ireland's tactics had created widespread dissatisfac- 

tion throughout the shop. They pointed out that factory 

supervision knew little about the project and were unable 

to defend it when eaployees complained. These executives 

also stated that, in by-passing the council and dealing 

directly with Murrow, Ireland had created a dangerous 

precedent completely outside of company tradition and had 
undermined the work of the council. It was their opinion 

that antagonism in the shop had reached such an intensity 

that the situation could be resolved only by relieving 

Ireland of his duties, especially since relationships had 
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degenerited to a level that would make it impossible for 

the new eriineer to establish the oupport that his task 

required. 

lnfoned f the group's report, Ireland became 

furiou3: 

"i'm out in the shop with my crew, 
working like a beaver from early 
morning until late at night, strug- 
gling with a task that is obviously 
in the co:npany5 interests, while 
those s'-called 'executives,' who 
are sunposed to be interested in 
company loyalty, are satisfied to 
sit back and take pot-shots at what 
I'm doing. hy in hell don't they 
get off their back-ends and give 
me a little support? Dave, if you 
give the slightest recognition to 
such childish carryings-on, you're 
not the man I think you are." 

Murrow's predicament adds to our dictionary of rda- 

tionskiips problems which the now manager has to face and, 

hopefully, administer: 

(1) The resistance of the "old lieutenants" is 

another concept introduced by Gouldnor, who raises the 
point: "has the right to succession been established?" 

(4., pp. 73-77) Tne possibility that urrow's"right to 

succession" miht not be un-challenged Is worth considera- 
tion. Under such circumstances, it is reasonable to expect 

that there were other heirs-apparent on the scene before 

urrow was introduced. The issue which has been raised 
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against Ireland might constitute a disguised challenge 

to Murrow's legitimacy, a convenient issue on which the 

old lieutenants can close ranks and ward off any threats 

to the previously established order. A survey of the 
manner in which the issue was presented, the intensity 

of trie feelings indicated by the drastic measures proposed 

and the rallying-around of the management council as the 

bastion of the older ways, give strength to this inter- 

pretation. 

(2) The introduction of "strategic reDlacements" is 

another comr.ion device by which the new-manager-from- 

without attempt$ to establish the psychological security 

that coiie with the knowledge that he has below him 

dependable sources of information and support. Gouldner 

suggests that under such circumstances the successor 

might rationalize "his status-generatineeds for additional 

supervisors in terms of....technological innovations," 
(4, p. ) This seems to be the case with Ireland's 

introduction into the firm. The two engineers put their 

heads together for the purpose of bringing about major 
changes in the work setting, completely oblivious of the 

social consequences of their actions. It is not too 

far-fetched to suppose that the companionship of another 

"outsider," and one who shared the same technical back- 

ground as the general manager, provided ¡urrow with more 
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tkian techno1oica1 8upport. 

(3) There aro, however, restraints upon replacement 

that further constrain ¿urrow's freedon of action In 

dealing with this situation in a manner completely to hi8 

own liking. e is not free to deal with the "old lieu- 
tenants" on a power basis telling them either to "like 

it or got out.' As bnith and Nylon recognize, "To attempt 

to meet the situation by replacenient is perilous. Ext en- 

sive or unjust discharges cause the remaining management 

and employee body to fear the changes and in secret to 

work against them." (J., p. 129) For urrow, however, 

there is ari additional restraint. Trie man whom he has 

succeeded is not pernanent1y out of the scene. The com- 

pany president has gone to ashington for an indefinite 

period. There is doubt In the minds of both Murrow and 

the team as to the timing and the conditions of Bruce's 

return to leadership, thus introducing another factor 

into the power balance of status relationships. 

Here then, are some of the conditions for adininis- 

trative action on the part of this new manager. His 

needs for status support have been served by the addition 
of Ireland, whose position is now precarious. If Ireland 

goes, Murrow loses this support. On the other hand, 

Murrow's authority over the determination of the circum- 
stances of support from the "old lieutenants" Is not 
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coL1p1ete. k3ruce' uncertain future anake8 it unnecessary 

for them to come completely within his circle of support 

in order to secure their own future positions; and they 

still remain the vehicle through which the purposes of the 

organization are to be served. 1Jurrow's is a delicately 

cross-pressured relationship probleri; but it is not an 

uncorniion one, and it raises the question of what human 

relationships training might contribute to the new mans- 
ger's adequacy for the administration of such circum- 

stances. 

ACCJSSION INTO A NZWLY CREATED POSITION 

The problems encountered by the manager who moves 

into a newly created position are in some ways particular 

and require special attention.. Frequently, under such 

conditions, the members of the group have enjoyed a high 

degree of self-direction arid have created rather elaborate 

infornial procedures and attitudes with which to meet the 

special circumstances created by the absence of close 

supervision. These were the informal procedures and 

attitudes with which Elizabeth Burns had to deal after her 

appointment to serve as administrative assistant to Pro- 
fessor Iaynar, director of the Eastern Laboratories, a 

chemical research center attached to a large eastern 

university. The work at the laboratories consisted 
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of basic and developmental research and was carried on 

at four decentralized work areas as follows: two lab- 

oratories adjacent to the medical school; a laboratory 

and office concentrating on a particular study sorne miles 

to the south of the school; and a new administrative 

center, yet to be opened, some miles to the north. 

Elizabeth Burns joined the organization several weeks 

before the opening of the ne center. ¿aynard had decided 

to secure the services of a capable woman to supervise the 

scattered administrative and clerical activities of his 

organization and to make it possible for him to concentrate 

on other phases of his work. Miss Burns was the most 

capable person that the university's personnel office could 

locate: she had recently completed a successful assignment 

as organizational director of a major non-profit associa- 

tion in the city and, prior to that, had been secretary 

to the board of an outstanding women's college. "I am 

first and foremost a scientist," i4aynarù told Miss }3urns; 

"and I must get back to the laboratory and the work of my 

colleagues. Business and financial details are, I realize, 

necessary evils to be attended to; but they must not be 

permitted to overshadow my primary obligations to research. 

It is necessary that I be available to a member of any 

of my scientific teams at any time, day or night; but 

business details can and must await their turn." 1aynard 
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also pointed out that after she had established herself, he 

would also expect her to keep his briefcase up to date, 

manage his appointment schedule, take care of travel ar- 

rangements, and supervise the proper reception of foreign 
visitors. "You'll find that I'm a har' taskmaster when it 
cornes to the quality of clerical work," he added. "very- 

thing that goes out of the office must be extremely accu- 

rate and attractive in order to command the interest and 
respect of the recipient. will tolerate no excuse for 

inferior work. If additional help or of'fice equipment is 

needed to do that, level of work, the money will be avail- 

able. I hold you responsible for the execution of my 
wishes in this regard; if anyone questions your author:ty, 
you are to say 'Professor Iaynard wants it done that way". 

Mias Burns had a background of experience in executing 
intricate operational a8signments. The chance of partici- 
pating in the vital work at the Eastern Laboratories was a 

challenge that she could not refuse. taynard had her work 

with him at his suiumer home for several weeks; he was 

organizing the details of a new non-profit corporation 

that would adninister his scientific patents and felt that 

the experience would serve to acquaint his new assistant 
with many of the problems with which she would be con- 
cerned. During this period she also served as his liaison 

with the architect, contractor, decorators and others who 



were putting the finishing touches on the new adminis- 

trative center. 

Miss Burns' first operational assignment came one 

week before the new center was to be opened. She was 

asKed to "feel out" the administrative and secretarial 

people who were to be moved to the new location. Generous 

to a fault witn the time he spent on matters concerning 

the interior appointments and layout of his new building, 

laynard had given little thought to the movement of per- 

sonnel; nor had he notified the staff of Miss Burns' 

appointment and the nature of her responsibilities. She 

had been accepted as another secretary temporarily work- 

ing with 1aynard on some special projects. When she 

approached those wo were to he moved, she encountered 

suspicions and resistances of which t1ho following are 

typical: 

EMPLOYEi A: I would prefer to stay 
where i am. Couldn't 
one of the other girls 
move? 

24PWY B: I'll stay here where I 
know what the score is. 
if i did move I'd be just 
a switchboard operator 
and receptionist. 

I24PLOY C: I'm afraid that if I did 
move I might have to do 
Professor aynards work. 
He's too fussy; even 
rought drafts have to be 
prepared carefully. 
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ßMPLOYEE D: We will agree to move; 
but I think you should 
know that our group is 
quite independent. Don't 
count on my assistant for 
phone coverage when we 
get over there; she's 
much too busy. 

Miss Burns is faced with a difficult task: she has a 

week, or rather, that part of a week which she can spare 

fro: her other duties, to create some degree of personal 

acceptance of her supervisory role on the part of her 

subordinates and to cause these subordinates to cooperate 

in this major disruption of their work setting. Such a 

task would be difficult for an established manager; Niss 

Burns has not even been installed as the nominal manager, 

let alone have had time to spin the intricate web of 

relationships of which authority is woven. If she turns 

the problem back to Maynarci, he might see this to be a 

failure in the first of her assigned tasks. Miss burns 

must also weigh the consecuences of moving in the heavy 

artillery, in the person of Professor Maynard or in the 

uso of his expressed aandate, "Professor tiaynard wants it 

done that way:" what effect will such actions have upon 

her eventual installation a an independent authority 

equipped to carry on in the dzninistrative vacuum which 

Maynards preoccupations have created? Some of Gouldner's 

terms are useful in setting up considerations that, might 
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maze which he has been asked to untangle: 

(1) The overturning of the indulency pattern seems 

to be a primary objective of the new manager in this type 

of situation. Gouldner uses the term to describe the 
rather unstructured situation that develops when super- 
vision is deliberately loose or otherwise preoccupied. 

Professor aynard's desire to ;et back to the laboratory, 

his disdain for the administrative and clerical details 
which he has teried "necessary evils" have made it possible 

for the employees to develop their own methods of meeting 
his work requirements. Whatever organization existed, 
and there definitely was one, had grown spontaneously and 

with little direction from above. The organization was 

not now producing work that met Maynard's requirements; a 

somewhat more ordered organization was indicated, and this 

was Miss Burns' assignment. 

(2) The establishment of close supervision, where 

none or little has existed, is an assignment calling for a 

high degree of social skills. The employees are committed 

to the prior arrangement; it has accorded them a satis- 
factory work atmosphere and has also, they feel, made it 

possible for them to contribute what they believe to be 

an adequate output of work to the purposes of the organiza- 

tion. The condition of close supervision that the new 
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manager proposes is at best an unknown quantity. What wi],l 

be their Dosition after the shuffle has been accomolished? 

Moreover, is t.here not sorne hint of criticism to the estab- 

lished order which they helped build in the proposal for a 

change? 

On the other hand, close supervision is viewed by 

the new manager as a means of fulfiluin; the mission for 

which he ias rired. How else can he control the situation 

and bring about the improved work standards which will 
attest to tne effective execution of his aosignment? 

dere then are two sets of expectations coming into head- 

on impact: the allegiance to the indulgency pattern on 

trie part of the work group; and the commitment to close 

supervision on the part of the new manager. 

Miss i3urns feels the impact of these differing expec- 

tations. She is beset witn an almost impossible time limit 
in the acconplishment of her purposes. She is also oper- 

ating without the sophisticated support that a more sensi- 

tive superior would afford under such circuistances. 

A. k. Housman's lines seem written for such an occasion: 

I, a stranger and afraid 
In a world I never made. 

SUCCESSIOi' FOH REMEDIAL PURPOSES 

The period following ascendancy into positions of 
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greater resronibi1ity is then one in which the full 
talents anzi Llearnings of the new manager are sorely 

tested. The exigencies of the situation are such that 
the full powers of the manager are occupied in the baElc 

task of establishing rapport and acceptance with the 
group into whose .Leader8hip ne moves. There are times, 

however, when a further dimension is added to the corn- 

plexities which the new manager is asked to administer. 
Frequently, the vacancy exists and the opportunity for 

promotion is offered because top management is casting 

about for someone to bring ordsr to a disturbed situation. 

The appointee under such circumstances is given the 
assignment of "cleaning up the situation" created by 

his predecessor. iis prouiotion underscores the partic- 

ular nature of his assignment and also the fact that his 
8UperiOrS will be keeping close watch on the measures 

that he takes. The situation in which Ken Wells found 

hiniself shows how these additional pressures can combine 

with the others described previously to bring about 

circumstances that may overwhelm even the manager who 

brings a high level of human relations skill to his new 

position. Wells as considered one of the most promising 

young executives in the Parker-Kent retail organization. 

For this reason management called upon him to take ovar 

the disorganized situation that he was to inherit when 



he became manager f the fi"m's Pleasant Valley store. 
Parker-.Kent had recently poured huge sums of money 

tnt the renovation of the Pleasant Valley location. The 

store was located in a growing suburban area, and the 

improvement was necessary in order to convete fr the 

expanding buness with the large chains that tmd been 

making substantial .nvestments n neighboring facilities. 

Business had been carried ori as uaial during the renova- 

tion anCa the presence of the construction crews had 

created tnevttable coifsi.o. The various systera-wde 

buyere had kept pressure on in order to prevent the work 

at the store from i.nterferthg wLth their ctty-wtde promo- 

tions; customers had difficulty finding advertised mer- 
chandise; accidents occurred in the cluttered aisles. The 

manager, a long-service employee with an indifferent record, 

seemed uaabie to admntsttr te ettuatton although ho ar 

hs assistants worked long hours. Tempers flared as the 

buyeri teppe up the preure; employee turnover increas- 

eu; and, with the influ.c of untrained new sales clerks 

the manager found that he had to apend more and more timo 

finding stock for customers, moving merchandise that 

was piling up in the ai3le3, and spending 80 much time 

on routine di8turbanoes that little was left for the 

planning and direction necessary to restore order to the 

operation. Profits sagged; arid, with managementts hope 
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for a return on its investment fading, it was found neces- 

sary to relieve t:ie manager of his responsibilities. Wells 

was tapped as his successor. 

Wells had been department head at another location. 

The environment which ho quit to coruie to Pleasant Valley 

had been a particularly secure one: he had been a big 

profit-maker; he had the reputation of being a skilled 

supervisor of personrel, operating in this regard at a 

level that wa even higher than the company standard; 

he made a point of conducting the affairs of his depart- 

ment from his desk, giving such expert attention to 

matters of buyer relationship, ertployee trainiñg and 

stock scheduling arid promotion management that he had 

gained the respect of all familiar with his operation. 

It was reported, for instance, that the girls working 

under hirn had been in tears when word of his promotion 

had been received. It was generally agreed that Wells 

would be a match for the run-down conditions that he 

would meet at his new location and that management at 

last. would realize a return on its additional investment. 

Iardly had 'ells taken up his new duties when he 

found his store deluged with a series of heavy promotions: 

the city-wide easter sale, spring clearance sales, the 

"Paint-up, Clean-up, Fix-up" campaign, sciool graduation 

specials and, before he could catch his breath, stock 
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began piling in for the summer prornotïons. Wells found 

himself engulfed in a wave of events that left little 

time for the practice of his normal approaches to adminis- 

tration. Always one who prided himself on his ability 

to delegate, but with no time to train his green subor-. 

dinates, he found himself chasing stock and moving Cartons 

to make room for the new shipments that continued to pile 

up in the receiving room. A devoted advocate of time 

for the "over-view" which he considered to be a prereq- 

uisit.e of good management, he found him8eif swept up in a 

tide of trivia that demanded every minute of his time 
and kept him and his assistants busy in the store until 

late in the night. Tempers flared as physical weariness 
set in; tension dominated the most routine relationship; 

one crisis led to another without respite. e1ls dropped 

fifteen pounds from his weight, and the recurrence of an 

old phy8lcal ailment made it necessary for him to take 

off a few hours daily in order to rest arid regain his 

strcnti. 
At tie height of this situation, Jack Archer, one 

of the COmpany's buyers and an old friend of Wells, 

stopped in for a chat. "Look here, Ken. running 

yourself into the ground. If you need rore help, why in 

hell don't you get Callahan (the general manager) on the 

phone and tell him what you need." Wells agreed that he 
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needed help. He called Callahan, who told him that the man 

he mentioned was unavailable but tht he woufl see what he 
could do to get someone else. Several days later, Wells 

learned that Archer hid been in during his absence and had 

"hit the ceiling" when told that the additional assist- 

ance had not been obtained. Archer had Informer one of' 

the assistant manageçs that tf current store management 

couldn't do the job that had to be done that it should move 

over and make room for one that could. "You guys used 

to be the fair-haire boys in this organization; now I 

wouldn't give two cents for your reputations. If you 

guys haven't ot the gumption to stand up and holler for 

whatever you need to lick this thing and to holler until 

you get the help you need, then I say that you should get 

out and let sornebody else take over." dells was furious. 

Ho called Callahan and told him that he didn't intend 
to take any more guff from the buyers or to have his 

assistants subjected to the type of t'tonguo_las]uing?s 

that Archer had administered. Callahan suggested a 

meeting of all parties concerned to clear the air. Pros- 

ent at the meeting were Archer, Callahan and Wells and 

his two assistants. ells summed up his feelings as 

follows: 

Everyone's been giving us a bad time. 
It isn't just Jack (Archer). There's 
been a general lack of confidence 
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expressed in u. I didrx't ask for 
this job in the first place, and I 
inherited a terrible mess. If I'm 
going to succeed in squaring things 
here, Ive got to have the confidence 
of everyone involved.,. All that we've 
had so far is needling and needl,.ng heckling and heckling, pointing out 
obvious problems with no attempt to 
show any understanding or sympathy 
for the problems that veve had to 
face. 

Archere position was: 

You didn't get my sympathy; but 'ou 
did get what you really needed, more 
help. (A third assistant, the man 
Wells had originally requested, had 
been assigned to the store prior to 
the meeting.) I'm sorry if my tactics 
cost me sour goodwill; but I accom 
pushed ray purpose, and I got you the 
help that ou needed to solve your 
problem. 

In the case of Ken Wells ve have a relaton8htps cori-- 

filet apparently artsLng out oi' the onslaught of ctrcum- 

stances of such force that thej overwhelmed even a compe- 

tent practitioner of the human relations skills. Confront- 

ed with a merchandising task that apparently calls for the 
last word in scheduling, direction arid organization, Wells 

oermttted himself to be drawn into the detailed routine 

which was to become a barrier between him and his solution 

of the store's problems. This overwhelming routine so 

absorbed his energies and attentions that even the 

normal pressures of the developing relationship vere 
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precluded. It was as if, between the manager and the 

people to whom he would normally relate himself, there 

existed a void, a vacuum filled only by the exigencies 

and expediencies that had to be met in the minute by 

minute administration of the tasks of the store. It was 

this absence of relationship, so necessary to human con- 

course, tiat )rovoked Jells into using the basically 

friendly and helpful attempt at advice on Archer's part 

as the occasion for a break-through of needs long unful- 

filled and the subsequent plea for suPport at the meeting 

which Callahan arranged to "clear the air." 

In reviewing dells' plight, we have an opportunity 

to isolate several tension-provoking features of his 

situation: 

(1) Top management's expectations, real or imagined, 

tend to be viewed by the new manager with heightened 

awareness, particularly 80 if he was moved in as part 

of a remedial program. He cannot easily disregard the 

reason for his assignment and the conditions under which 

he was assigned; his very promotion symbolizes the power 

of top management and the consequences of failure. As 

Gouldner puts it, "He was on trial and, therefore, he was 

anxious, and anxious to make good." (Le, p, 72) e1ls' 

anxiety is perhaps underscored by his attempts to deny 

his independent authority. Fie said, "I didn't ak for 
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this job in the first olace"; and, when he is rebuffed 

in his first attempt to secure an additional assistant, 

lie retreats into hurt silence. The new manager in such 

circumstances feels himself to be very much under observa- 
tion. He feels a sense of gratitude for his promotion; 

but this sense is not of itself something that builds 

self confidence and personal security. He also feels 

impelled to accomplish the expectations which top manage- 

nient has imposed upon him, as he sees these expectations 

to be. 

(2) The task orientation functions, while legitimate, 

must at times be subordinated to the group maintenance 

functions of the manager. It would appear that the situ- 

ation at the Pleasant Valley store first required a group- 

building phase during which the personnel, through whom 

the tasks of the store had to be accompliared, could 

establish a cooruinated productivity. The new manager 

gave himself completely to the execution of the task, 
allowing no tjiuC for the study or cultivation of the 
groupe s development. 

(3) Under stress, the new manager underwent a 

reversion to dependency status. As stated earlier, 

instead of a developing group relationsnip, a condition 

resembling interpersonal anarchy exi8ted in the Pleasant 

Valley store. The new manager was threatened by no 
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subordinate status pressures, since it was impossible 

under the conditions in the store for group sentiment 

of any strength to develop. Such sentiment would have 

postulated group communications sufficient for the 

development of standards, norms and resistances. Under 

the frantic conditions at the store, it was difficult 

for such communications to take place. 

In the absence of strong pressures fror:: beneath, 

overwhelmed by circumstances that threatened his whole 

philosophy of managerial behavior and with heightened 

awareness of tOp management's observation and expecta- 

tions, Wells reverted from being primarily a leader of 

his subordinate group to being primarily a member of his 

peer and superior group. In place of being supportive, 

he was looking for support from above. He was focused, 

not on threats to his status from bulow, but rather on 

threats to his membershin fr3m above. Psychological 

explanations could no doubt be established to explain an 

individual's reversion to previous status under such 

pressures, but they must be foregone in a study of this 
length. 

SUMMAiY 

It seems to be apparent in reviewing the cases pre- 

sented in this chapter that there are a number of tension- 
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producing factors that arise out of the role of successor 

that the new manager xust play. These factor5 seem 

to grow primarily out of the situation and not to be 

necessarily related to the degree of supervisory skill 

that the now manager had previously demonstrated. The 

following factors have been isolated for the attention 

of those who might be attempting to contribute to improved 

administrative performance ori the part of the new manager: 

(1) The change in role expectation. This condition 

is particularly strong when, as in the case of Howard 

Nixon, the new manager is raised up from out of the group. 

A well-established expectation as to how the other party 

would behave is now overturned by the continencies of the 

new relationship. The two parties do not come quickly 

into adju3tment to the new circumstances, and the delay 

may be viewed by the new manager to be somewhat of a 

threat to his new-found and rather tenuous status posi- 

tion. As in Howard's case, he may feel impelled to take 

forceful action. This action may further complicate the 

development of the new position of interpersonal equilib- 

r:iuii. 

(2) The Rebecca yth. The work group, finding adjust- 

ment to the new manager circumstance 'ficult, may attempt 

to idealize the promotce's predecessor. This tendency 

to look back upon "the good old days" obstructs the 
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development of the new relationship and presents the new 

manager with another complexity in the circumstances that 

he must administer. 

(3) The resistance of the old lieutenants. Although 

a ratter of record, the new manager's Installation as the 

new authority may not be a matter of fact. His appointment 

may have overturned the group's expectations as to who was 

"next in line" for the job. Particularly if he is an "out- 

sicier," his legitimacy as a successor may be questioned, 

and Lhe old liout&nants' resistive behavior may take the 

form of a closing of ranks around others whom they con- 

sidered to be the legitimate "heirs-apparent.1' 

(4) The introduction of strategic reolacements. 
Denied psychological support from the oid lieutenants, 

the new manager niay seek to introduce "strategic renlace- 

ments," people who have served under him in his previous 

assignment and of whose support he is assured. Froquenty, 

this is done on the basis that they are experts needed 

to bring about technological innovations in connection 

with the manager's assignment. Deeper study may reveal, 

however, that these replacements serve a deeper support- 

ive function. 

(5) Restraints upon replacement. However, there are 
other factors which constrain the new manager's freedom 

of action in dea1in with the old lieutenants and 
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building th now informal group, oriented to ht'nself, 
which he sees to be the basis for getting on with the 
task. lie may further alienate the established managerial 
and worker bodies and cause them in secret to work against 
him; or, as in the case of David iurrow at the Middle 

States Machinery Company, his own permanence as the central 
loader may be so tenuous as to cause the old lieutenants 
to make a successful stand against his leadership. 

(6) The overturn of the indulency pattern. In the 
absence of close aupervision, the members of a group may 

develop spontaneously, and with little direction from 

above, their own procedures and standard8. A reason for 
the new manager's assignment, as in the case of ilizabeth 
Burns at the Eastern Laboratories, may be top management's 

desire to substitute more effective and formalized work 

procedures. The new manager's efforts to overturn the 

indulgency pattern 18 typically viewed with suspicion 
by the group. What will the changed circumstance mean 

in terms of their own revised relationship? Is the move 

a criticism of the arrangement which they helped create? 
These, together with the normal human resistances to 
change, create additional obstructions for the new man- 
ager. 

(7) The establishment of close supervision. This 

condition, frequently seen by the new manager as essential 
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to his own establishment in a position of control and 

authority, results in the substitution of an entirely 

different set of work values and motivations for the 

employee. where he previously was self-sustaining and 

self-motivating, he now must adapt his task approaches, 

seeking instructions and approval and coordinating with 

the plans of his superior. Such a setting can produce 

apathy and also presents the group with an opportunity 

to sabotage the group task through restriction of output. 

(8) Top manaeraet's expectations. The expectations 

which surround his promotion, whether they were real or 

imagined, are factors of which the new manager is pain- 

fully aware. if he is moving into a new situation, the 

only relationship with which he has the intimate knowledge 

of acquaintanceship is the superior one, and it is the 

pressure from above to which he makes his primary response. 

This was the case of Ken wells, the new store manager in 

the Parker-Kent case. He felt the upward relationship 

most acutely and, when ho finally took rather impulsivo 

action to relieve the tensions of his personal situation, 

it was in this direction that he moved. 

(9) Task orientation. Administration seems to be a 

two-fold task requiring attention ori the manager's part 

to both the task and social needs of his function. Fre- 

quently, group development becomes the medium for task 
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performance. Swept up in the routine at the Pleasant Valley 

Store, dells was unable to devote any attention to the 

development of group relationship. As a consequence, task 

accomplishment suffered. 

(10) The reversion to dependency status. The manager 

in control of his situation typically has an out-going 

preoccupation with the developing requiretrents of his 

subordinate group. From this relationship ho gets the 

personal support and status-sustaining satisfactions that 

maintain hin in his position. Under the onslaught of 

conditions that break down the subordinate group and 
destroy the manager's statu8 sunport, he is apt to revert 
from his primary role of leadership of his subordinate 

group to one of membership in his peer and superior group. 
Under such circumstances, as in the case of Ken Wells 

again, his needs for support and expressions of' confidence 

from above become heightened. 

In this chapter it was also pointed out that the 
presence and intensity of these factors can vary in the 

following new manager situations: (1) here the new 

manager is promoted from within the group; (2) where the 

new manager is promoted from outside the group; (3) where 

the new manager is promoted into a newly created position; 
and (4) where the promotion was made for reTedia1 purposes. 
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CHAPTER 111 

ÂLIINITERING THE RE11AT1ONHIP NEEDS OF UBORDiHATE 

In the prob1eui that have been con8tdered. the rnana 

er has been a p&rt t th conflict: hts po8itlou one 

of perona1 nv31veuer1t marked by a decree of edtne8 
that overshadowed ht cutomarr potse and restrLcted the 

exorcise of hs norzia1 relationahip ki11. As the new 

uianager establishes htm$elf and con8oltdates hts posttion, 

ht3 sense of personal securt anci his poise return; but 

new blocks to the execution of hiS hunan relationship 
responsibilittes develop 

During the new an.ger's pertod of tristailatoa, the 

social energies nd attention of his group were directed 

to this single all-absorbing tsuè. As this rolationshi.p 

cornos into equtltbrium or perhaps because it has, the 

groups attention returns to the neverendtng considera- 
tions that arise out of the corìttnurig process of its own 

development and matntenance and the manager's role one 

of administrator of the relationships of others. 

Durtng his period or establishment, the new ulanager 

: 
most acutel, the relationship prob1eais in which he 

had bccoe enrossod. In hs new role, he ma no longer 

feel these problems so intensely nor relate then so 
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directly to the purposes of his function. He may view 

evidences of interperona1 friction a interruptions in 

his basic administrative duties, to be disposed of as 
rapidly as possible so tnat he might get back to his 
"proper" tasks. Yet. Chester Barnard, in discussing the 

conditions of cooperative action (2, pp. 467), views the 

administration of personal relationship to be among the 

primary functions of the executive. Lnpatience with rela.- 
tionship prob1eiis can be as damaging to the purposes of the 
establi8hed manager and his organizatin as was the status- 

involvement of the new manager; a consideration of a 

second major classification in the human relations prob- 
lema of the manager, those growing out of the relation.- 
ship needs of subordinates, is in order. In the cases 
that follow, the force of the impact of such problems 

UOR the established manager becomes evident. 

TH1 GROUP FORCS ITS MEMBERSHIP STANDARDS 

Roethliaberger and Dickson in their classic study 

of group processes at the Hawthorne plant of the Western 

flectric Company illustrate in detail the manner in which 

groups develop unwritten rules, regulations, and restric- 
tions to protect what appear to the members to be their 
own best interests (16). Disciplinary measures, even 

expulsion from the group, are imposed upon members who 
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tions of this principle at work are found in the two cases 

that follow. 

Mike wright was one of a group of eight buffero. The 

buffing room was considered an unpleasant place to work 

because of the presence of a fine metal dust thrown off 

by the buffing machines. in order to compensate the rren 

for this condition, nanagernent had established a generous 

time standard on the job which provided an easy rate of 

work and liberal time off during working hours. ike 

seemed impervious to this special condition; he went at 

his work dexterously and nethodically. within a few 

weeks, he was not only earning his day rate in four hours' 

time but reaching as well the ceiling of the bonus that 

had been provided under the piece work arrangement; during 

this four-hour period, he turned out ovor twice the work 

that the other men did in a full eight-hour day, The 

other buffers attempted to persuade Mike to slow down. 

When he refused, they isolated him from all social rela- 

tionships. While they were chatting during breaks, pike 

would be at nia machine setting up the parts that he would 

buff when work was resumed. lie also fell into the habit 
of arriving late for work and leaving early, a practice 

which showed upon his time card, Under the company's 

automatic processing of tardiness and early exit, standard 
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warning forms were issued and, at the end of the estab- 

lished grace period, Mike's card was withdrawn from the 

time card rack. 

Finding his card gone when he arrivod late for work, 

Mike went to the buffing room, picked up his personal 

belongings and started for the exit. On the way he met 

ir. Crosby, the plant superintendent, who asked where he 

was going at that hour of the morning. Upon hearing the 

story, the superintendent asked the buffer to go into his 

office while he checked into the situation. Crosby knew 

that Mike was the top buffer in the plant. Moreover, he 

had been under severe pressure to step up the output of 

buffed parts due to a company-wide oroduction drive that 

was under way. He was troubled by the prospect of losing 

Mike's superior production. He was also conscious of the 

fact that Mike's relationship to the group was a compli- 

cated one and that he night be stIrring up a "hornet's 

nest" if ho got involved in it. Moreover, he was anxious 

to get back to a hundred and one production problems that 

were awaiting nis attention. Crosby was hesitating on the 

thresholri that led to the area of subordinate relation- 

ships. He was weighing the disadvantages of becoming 

involved against the rather indistinct advantages that 

might accrue to production as the result of action on his 

part in this sphere. 
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George itoper, foreman of the headlining section on the 

asaembly line of a major automobile plant, faced a aonewhat 

similar decision. At each head1iring section station, four 

men anOwTI as "tackapitters" entered the vehicle slowly 

moving down the line and, spitting tacks onto the magnetized 

heads of their harrmers, proceeded to fix the headlining fab- 

nc into place under the roof of the automobile. It was 

close, strenuous work; but as the team pickod up rhythm, 

there was tiize between vehicles for a smoke or a chat. 
One of the headlining teams consisted of three white 

employees and a Negro, Fred Iilliams. Roper was approached 

by the three white members of the team who told him that 

they refused to work with Williams. He had started wearing 

a strong perfume, they stated, which was particularly arfen- 
sive because of the close working conditions in the auto- 

mobiles, and had resisted all efforts on their part to get 

him to desist. 

Roper was aware of.no racial discrimination ori the 

part of the member5 of the team; the men had worked together 

for soce Linie without Incident. Fie knew that the Negro- 

white ratio in the plant was about one to eight, routhly 

approximating that of the community. He was disturbed by 

the prospect of a major incident since a shut-down of the 

headlining station would hold up work along the entire 

assembling line. Moreover, the plant had recently been the 
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scene of a number of particularly costly unauthorized work 

stoppages, and the memory of this strife was still very 

much in the minds of those who had been concerned. 

The foreman was at a loss as to how ne might relieve 

tensions in such a potentially explosive situation. 

F'inally he approached Jilliams, who replied, 'Tnere is 

nothing that says what I can or cannot wear." 

Both Crosby and Roper are faced by administrative 

blocks fani1iar to most manager: they are up against 

the fact that there are times when oroduction can be 

sidetracked by group maintenance processes. On such 

a premise human relations practice becomes, not only 

an expression of ethics arid ideals, but also a method 

of achieving operational efficiency from which the mana- 

ger may not legitimately shrink; for either of these 

managers to avoid these issues on the plea that they 

must get "back to oroduction" is rationalization of the 

highest order. Tne "production" to which they refer 

lies, not in what they might wish to return to, but 

rather in the interpersonal issue that has presented 

itself; and, this being the case, the underlying motiva- 

tions of the manager in withdriwing from this production- 

related relationships issue might well bear investigation. 
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LAPSES IN TH WILL TO WORK 

In a final lecture to a :rOUp of executive trainees, 

Professor Rower proposed a number of administrative 

assumotions among which was the following: 

People, un1es dicouraged from doing 
so, will do their best to achieve what 
te purposes and circumstances of the 
organization require. (1, p. 100) 

If thi8 assumption is correct, thon the administrator 

must somehow account for the operational lapses of 

ep1oyees wtio have previously demonstrated loyalty 

to their organizations and dedication to their tasks. 
illustrations of managers faced with such lapses are 

found in the cases that follow. 

itose was the "utility girl" on one of the assenibly 
lines at the General Appliance Company. irances was her 

line supervisor. Since the work had been somewhat 
seasonal, ioe joined the cocpany usually for about six 
months' work each year in the period preceding the Christ- 
was buying season. In the years preceding the one in which 

the situation here described occurred, she had been an 

a88eInblOr; but this year, because she had arrived back 

to work after the line was set up and also because of her 

experience and willing attitude, she had been made the 
line's utility girl. This position called for a great 
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deal of flexibility and knowledge of the various jobs; the 

utility girl would fill in for any of the assemblers who 

happened to be absent. Rose worked well at, the assignment 

and Frances frequently complimented her on her cooperation. 

trior to Christmas, it. was announced that the work 

of the line was not to be discontinued as in previous 

years. Other lines had been convertod to war work in 

connection with the Korean effort, and not only was ro- 

duction on Frances' line to be continued, but it was to 

be increased. is one method of bringing about the desired 
increase, manageiient had issued instructions that the 

supervi&rs were to tighten up on absenteeism and to dis- 

charge employees who were habitually absent; an employee 

was termed "habitually absent" if he were absent more 

than cue day a week repeatedly or if he were absent one 
day a week regularly. hen this condition arose, an 

employee was to be issued a written warning in the pres- 

ence of his union steward and, if ne persisted in his 

absenteeism, he was to be discharged. 

The attendance records distributed by the personnel 

department in connection 4th this new program brought 
to light the fact that Rose nad fallen into the habit 

of being absent one day a week, and that this practice 

had been going on for several months. hose's conduct 

had been known to Frances; she had done nothing about it 
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because Rose did no have a regular station and many times 

her absence was not particularly felt. Moreover, Frances 

tended to overlook any inconvenience caused her by t:ese 

absences since she felt particularly grateful to Rose for 

the exceotional help she rendered while at work. 

As raanageents campaign against absenteeism con- 

tinued, Frances felt impelled to speak to Rose. The 

timing of the first warning under the new procedure was 

left to the line supervisor and the foreman, since it 

was felt that the other company officials might not have 

access to all of the facts of the case. When approached, 

Rose reminded Frances that she had frequently asked for 

"a chair of her own on the line" and that, anyway, her 

absences could always be accounted for due to illness 

at home or so;ie equally acceptable reason. Frances re- 

peated an earlïer promise to find Rose a place just as 

soon PS an opening occurred and a replacement could be 

developed for the position of utility girl. Frances again 

expressed her gratitude to Rose for the yeoman service 

that she had been according the line; she pointed out that 

she did not wish to make an issue of the absences and was 

doing so only under the pressure of the company's new 

policy. 

In spite of this discussion, Rose persisted in her 

absenteeism. Frances filed a warning slip with her 
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foreman. When Rose stayed away aairi the next week, 

Frances felt that the situation wa out of her hands, 

much as she wLgbt have wtshd to retain her valuable 

servLces. When Rose returned to work after her absence, 

Frances asked her to go to tho forernans office. 
In this case pressures eana&tri froni sources out- 

side the immediate work group had evidently brought to 
light an unofficial adjuatuient that Rose had made to an 

unpleasant circumstance. Unhappy with her assignment and 

psychologicallj unequipped to prote2t her situation and 

to convince Frances of the strength of her displeasure, 
Rose had ticen action in her own tmperfect way. Frances, 

in turn, had betn equally upset by the turn oi' events. 

At the time she was tntervewad, her own failure to keep 

Rose as a participating member of the croup was ucacribed 

by heim as the most disturbing problem that she had encouii- 

tered during a long and hitil-regarded career with the 

company. In spite of her coacern she appeared unequipped 

to interpret the circumstance in which she found herself. 

As was the case with the office manager in the report 

which follows, she had no frame of reference for dealing 

with administrative oroblems of this type. tnt;onse though 

they might have been. 

Mrs. Myrtle Smith was one of a group of clerk-typists 

at a military establishment. All outgoing correspondence 
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in the department was checked by Major Black, her seconcthr: 

supervisor, who frequently made changes, some of a minor 

nature, and sent the letters back for retyping. Following 

iajor Black's assignment to the group, the amount of such 

work had greatly increased. Retyping correspondence had 

become a source of irritatLrn with Mr3. Smith, who indi- 

cated that she could not understana the need for doing 

the work over a second time. She had brought her corn- 

pJ.aints to Mr. Johnston, her immediate supervisor, at var- 
ious times and protested the need of retyping letters or 

reports when the change appeared to her to be inconsequen- 

tial. On such occasions, Mr. Johnston's only reply had 

been to insist that the retyping was necessary. 

One afternoon Major Black gave Mrs. Smith a letter 

for retyping indicating orally the corrections that he 

wished made. Mrs. Smith looked at the letter and informed 

him that one of the other girls had typed it originally, 

and that she didn't feel she should be the one to do the 

retyping. Ma,or Black took the letter to Mr. Johnston 

and informed him of the difficulty that he had encountered 
in getting iiirs. Smith to accept the assignnent. Mr. 

Johnston immediately took the letter back to Mrs. Smith, 

instructed her to retype it, and told her that she should 

follow instructions given her. Mrs. Smith burst into 

tears and told Johnston that he could not make her do 
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anything. r. Johnston advised her in a loud voice that 
as long as she worked under his supervision she was to per- 

form the assignments he gave her. Mrs. Smith replied, 

"If you want the letter retyped, get one of your girl 

friends to do It." She then left the office and did not 
report back to work until the following morning. 

Apart from Jonnston's clumsy handling of this prob- 
1cm, an examination of the nature of urs. Smith's dis- 

turbance Is helpful. The woran is obviously put out, 

apparently for somewhat obscured reasons that pre-dated 

the Major Black episode and may have something to do with 

the manner and conditions in which she views her partiel- 
pation in the tasks of the group. Underneath the surface, 
forces are at play of which the manager is completely 

oblivious and whici finally break through and find expres- 
sion in full strength for the first time. Insensitive 

to these forces and to the opportunity which the episode 

presents him to get at the bottom of her discontent, 

Johnston permits himself to be drawn into an emotional 

exchange with tempers mounting with eacn comment. 

Why did Johnston fail to identify and deal with the 

forces that came into play? How did he previously fail 

to catch what Stuart Chase has called the signals (3, 

pp. 13-24) that his subordinate was sending out to him and 

to which his response had been curt dismissal? 
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The inept response on the part of the two supervisors 

in the preceding cases brings us to another guidepost in 
effective managerial action: in order to administrate 
effectively in the relationships area1 the manager must 

operate at the psychological arid sociological level. 

And, while it is not the purpose of this study to get 

into the question of training methods, it should be pointed 

out in setting up this principle that it is not necessarily 
recommended that such managers be subjected to formal 
courses in psychological or sociological theory in the 

traditional academic manner. It is hoped that training 

specialists can find ways of provoking more realistic 

approaciìes to and ways of looking at these kinds of admin- 

istrative problerrs without exposing managers to the time- 

consuming rigors of formal courses in psychology and 

sociology. 

THE INDIVIDUAL AND THE CHANGING SCENE 

The distribution of personalities, expectations and 

behavior in a work group is a kaleidoscope that shifts 

and changes in the moment that it takes to examine and 

identify it. The National Training Laboratory in the 
experiments that it carries on at Bethel, Maine, has 

tentatively established some of the chaiactrtics of 
the group at work (12, pp. 6a-77). The leaders of this 
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prora speak of the ccnstant 2htftings withtn a group as 

members atternt to tnterpret the sequence o1 events in 

terui 3f thctr owr mottwt1or (hidderi agenda" ts Btbe1- 

ese ror this tendeac); stde$ are constant1 ckioosing up, 

pro arie con wth the rnoiiberthp of tie teami shiíting with 

each issue; conflIct anca support come into being briefly 

and the parttes to the conflict and support are then redis- 

tributed in tertn of the ncitviUua1 eanin that the 

members assign to the next developing topic. The only 

thIng peranerLt, it would zecm, is the proees tte1 and 

the redistributions of personal positions that it generates. 

Most managers seek to avoid responsIbIlity for adin- 

isteriug thts Interpersonal process, but it wouLd appear 
that. since lt exIsts and dotermines the productivity of 

the group, its admin..stratton is a management chore that 

ma;j not be legitImately avotdeu. The manager has a re- 

Spon8ibility for studying and providing services that will 

expedite those internal adjustments provoked b the very 

fact that a group has been asentbied. He must seek to 

build into his own approaches arid into tho climate oi the 

work situation flexibilities, traditions, devices that will 

make provision for the inevitable march of social issues 

that are a feature of collaborative action. 

In the case studies that follow, we find marw.gers 

who retreated from this phenomenon and others who triea, 
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ol' the cases do we find the sophtstcated administration 

of group process that permits the manager to deal sensi- 

tively and directly in bringing about the adjustments that 

would seem to have been indicated. 

It was to such a task that Fred Welby superintendent 

)f construction at the Central Ohio Telephone and Telegraph 

Compan, dedicated his time and his energies almost without 

reserve. Fred was an alert manager, devoted to the inter- 

ests of his company and of hís subordinates. His employing 

organtzat ton encouraged the type of attention that Welby 

devoted to the relationship problem describeQ. TUe were 

conditions which should have assured the successful 

admintstration of the relatonships difficulty which was 

eric ountered. 

Joe English, whose attitudes and behavior were the 

subject of Welby's concern, had been general foreman of 

construction tri the metropolitan division for several 

years. His job kept him in the field most of the c.ime, 

supervising the work of the crews that were installing 

new equipment and doing maintenance and repairs. 

Joe1s approach to construction was what is known in 

the trade as 'hell for etout: he would approve of no 

work that did not measure up to the exacting standards of 

strength, solidity and appearance that he wished to be 
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the trade mark on any work that he liad undertaken. He 

would have a crew pull out completed work and do it over 

using stronger guy-wires heavier clamps and larger 

anchor8 which his personal standards demanded; 3uch work 

was generally done with heavier material than the engineer- 

Ing department had specified, which meant that the crew 
would have to stand by while one of their number drove 

back to the warehouse for the substitute material. After 

an episode such as this, Lngiish would report to his 

superintendent in a manner that indicated that he expected 

nothing but praise for his actions: 

"Fred, wili you look at the way those 
damn fools in engineering set up this 
job? Those guys just don't know the 
facts of life. ie can't be a party 
to any work as flimsy as this. The 
crew had to stand aroL" idle half 
the morninh waiting for the new hard- 
ware I riad to order." 

On such occasions, Joe gave no indication that he 

considered his deviation from standard specifications 

anything but proper. He seemed to see himself as a 

champion defending the companys best interests against 

the deficiencies of the engineers. 

e1bys personal observations that Joe's superior 

standards were subjecting the company to unnecessary 

expense were reinforced by figures prepared by his cost 

analyst which showed the construction costs for the 
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motropolitan division to be decidedly above average. 

Welby considered what action he might take to point 
out tactfully to Joe the consequences of hie actions. He 

prized Joe's initiative and sense of responsibility, 

qualities that were most important for a man who spent 

much of his time in the field without supervision or on 

emergency repairs at hours when no superior advice was 

available. Un the other hand, ?elby was convinced that, 

technically, the engineers' standards were adequate, and 

that the additional strength that Joe built into his 
jobs grew out of Joe's concern for his own reputation 

rather than out of the requirements of the work. He 

first tried to reason with Joe, using a catalogue of 

manufacturers' specifications and other statistical 

data that he had prepared. Joe's reaction was, "By God, 

Fred, I know what will hold and won't hold; I've been 

at this job for twenty years. I wouldn't be doing my 

job if I let them get away with the conditions they 

specify." elby next set up a working model in the pole 

yard and, using a dynanorneter to neasure 8tress and 
strain, attempted to prove his point. English was 

unconvinced. 

In desperation, Je1by told English that cooperation 

with other departments wa necessary and that staff 

channels and policies had to be ob8erved. ie ended the 
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conversation by instructing his general foreman that, in 

the future, aU. 8pecifications changes were to be cleared 

with him before being instituted. Subsequent to this di8- 

cussion, iri1ish observed specified standards. elby had 

the feeling, howevr, that none of the man's original 

reservations had been disposed of, and that he was comply- 

ing only because he had been instructed to do so. This 

disturbed the superintendent who wondered how he might 

have gotten to the roots of resistance. 

This manager's failure did not grow out ol' any desire 

to neglect or avoid the relationships Issue that oresented 

Itself. then he was interviewed, ie1by was deeply con- 

cerned with his inability to administer iriglish's reser- 

vations; he felt it reflected upon his own managerial 

ability. There was no time or effort that he would not 

have accorded if it would have better equipped him to deal 

with such administrative occurrences. 

If there was ever a situation where straight logical 

explanation, often identified with employee communications, 

should have worked, it was in the English case. In view 

of elby's elaborate attempts at logic and reasoning, 

his failure leads us to another guidepost in the inter- 
pretation of the manager's human relations problems: 

the manager cannot reason subordinates out of relationship 

difficulties. Another way must be found to replace the 
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straight logical approach. 

Although Jelby failed, he was looking for an answer; 

he was not shirking his administrative resoonsibilities 

in the servicing of his subordinate group's relationship 

needs. With guidance and support, it would appear that 

he could achieve the sophistication in such matters that 

he is looking for. The next case affords a picture of a 

manager studiously avoiding involvement in the adjustment 
difficulties of a subordinate. In the case, such involve- 

ment is avoided even though it threatens the fulfillment 
of a personal comritment that the manager made regarding 

the installation of expensive equipment, against the 

advice of his own superior. 

Iiss Prindle, the subordinate in the case, had been 

a pen and ink bookkeeper for some time with the Taylor 

Company, a distributing organization in a western city. 

A maiden lady, fifty years of age, she had established 

the reputation of being a conscientious and effective 

worker. Mr, Gardner, the office manager, had only one 

reservation about her services: she was extremely 

nervous and, if he called her attention to ways of 

improving her methods or corrected her work, she would 

break into tears. Scenes such as this deeply embarrassed 

flr. Gardner, and he made every effort to avoid them. 

One day the public accountant who worked with the 



firm 3uggested to ir. Gardner that a bookkeeping machine 
would speed up customer billing and the preparation of cost 

and sales statements. After several conversations on the 

matter, Gardner decided to recon'imend such an installation 

to the president of the company5 The president did not 

share Gardner's enthusiasm; when Gardner insisted, however, 

he autorized the expenditure of $6OO but stated that he 

would reserve judgment on the investment until he had been 

shown definite results. 
After much thought, Nr. 3ardner decided that iss 

Prindle was the person to operate the machine; she was the 

only one at her pay level who was free for such work and, 
furthermore, he did not wish to a8sign the task to some- 

one with a job rating lower than hers. When Mr. Gardner 

approached her about the new assinrnent, Miss rindle's 

reaction was not favorable. She cited many reasons why 

the iachine would not speed up the operations that she 

performed. Gardner assured her that the chango was neces- 

sary. Her attitude did not change after the machine had 

been installed. Her distaste was obvious as she sat at 

the keyboard equipped with its great variety of keys, 

punch bars, buttons, sliding carriages and bells; as she 

pushed each key, 8he could be seen to jump back. 

Time passed and there was no indication that Miss 

Prindle was any happier with the new machine in spite 
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of several weekday afternoons she had spent at a school 

conducted by the coti..any that made the installation. r. 

Gardner continued to show interest in her work and to 

question her occasionally about hei' progress. Lie did not 

discuss the situation with her at any length because he 

felt to do so would only result in another tearful scene 

of the type that he was iio8t anxious to avoid. Gardner 

had definitely promised th president of the conwany that 

the new machine would ìpeed up bookkeeping services; his 

promise was not being fulfilled. He was veny sensitive 

to the pressure to produce tie results that he had 

promised; and, at the first opportunity, discussed the 
ratter with the representative of the firm which had 

installed the equipment. "Sit tightZ" he was told. 

"Miss r'rindle will make it in tise." That afternoon he 

broached the subject to the accountant who was visiting 

the firm. After viewing Miss ?rindle at a distance for 

some time, the accountant comrnented: "She'll never make 

it. afraiu we'll have to let her go an.i hire someone 

else." 

The block to Miss Prindle's adjustment appears to be 

the very emotions with which Gardner is so studiously 

avoiding contact. The office manager suffers a cornon 

managerial ailnient--"eraotio-phobia," it might be called-- 

which grows out of the manaezent myth that. somehow1 the 
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expression of fee1injs by ar employee Is out of 1ace 

in the bus1nes3 setting. ,Johnon feels that he would 

in some way be 1e58 the manager 1f he permitted Miss 

Prindle to break down arid pour out the things that are 

the real source of her concern. The extent of this 

condition in industry can be estimated by the frequency 

of such remarks as: "After all, this is a business 

office," "Let's keep this discussion on a business 

plane, and "e accord every employee exactly the same 

treatment." This is a case where "good businesst? is 

just not good business. The fact does not sustain the 

myth. Miss Prindle appears to be looking for an oppor- 

tunity to express her fee1ins about the change; these 

feelings are the block to her adjustment and must be 

given release 1f she is going to make the attitude 

changes that seem indicated; but the manager is con- 

strained by the myth from taking the very course of action 

which can bring about the circumstances that he desires. 

As the manager is not always equipped to deal with 

such problems as these at the feeling level, so too he 

frequently falls to estimate correctly the strength of 

the feeling content in moves that may be interpreted by 

his employees as threats to their status position in 

their group. It was such a failure that created for the 

foreraan in the case that follows the difficulties that 
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Bert HUSheS, foreman of the assembly department 

at the iarifie1d Glass Product3 Company, had two working 

supervisors under his charge; Fred Kirby, the night shift 

supervisor, was considered to have more status than Toni 

keeves, the day man, since he worked at. a time when there 

was no foreman in charge. s evidence of this superior 

status, (irby relieved Hughes when the foreman took his 

vacation. Tom eeves, the working supervisor on the day 

shift, had the same background as Kirby; their job classi- 

fications were identical; they were both thirty years of 
age and had equa]. seniority with the company. 

For sorne tie Hughes had had the feeling that irby's 

work had not been up to standard. He }iadn't taken tie to 

study the reasons for his feeling, nor had he discussed it 

with t,ho man himself. He knew that his night supervi3or 
was ambitious; reports coming to the costpany indicated 
that he nad already identified himself around town es an 

assistant foreman. As the time for his vacation approached, 

hughes decided that he might try Toni Reeves as acting fore- 

man this year. he felt it wise to experiment with a second 

foreman replacement in view of his feelings about Kirby and 

in the interest of developing grehter management replace- 
ment depth. 

Two days before leaving for his holiday, hughes 
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These were the reactions that he received from the two 

men: 

KIRBY: I'm not going to tell you that 
I'm happy that Tom is getting 
the assignment. I'll do what- 
ever I have to while he's in 
charge; but I'm not going to 
put myself out to iake a big 
success out of him. 

RVbS: I appreciate the opportunity 
to get a crack at the job; 
but, frankly, if Fred's going 
to be out there torpedoing me 
while I'm in charge, I don't 
particularly want the assign- 
aient. 

in view of the unexpected reactions to his announce- 

ment, Hughes was sorewhat perplexed as to what actïon he 

should take. 

Fhighes' mistake was in not predicting the reaction 

that might normally be expected from the 8teps that he had 

taken. when ono considers that Fred Kirby, up until now 

the crown prince and heir apparent, was in effect being 
demoted without previous notice to the number three 
status position, it i8 little wonder that his reaction 

was not even stronger than the one described. 
In the cases of elby, the construction superintend- 

ent, Gardner, the office manager, and Hughes, the assembly 
foreman, we have three managers whose total managerial 



capacity Is not being realized because of the existence 

3f a blind spot in one of the areas which greatly deter- 

nines group productivity. e1by is at least conscious 

of his difficulty but lacks the skills to operate effec- 

tively at the relation8hip level. The other two managers 

seei to be greatly taken aback by developments, surprised 

at what they have encountered and in search of some logi- 

cal answer for this non-logical, and therefore improper, 

behavior on the part of their suborcinates. This social 

blindness and lack of operational skill in administering 

problems at the feeling level is a common management 

ailment which offers a challenge to those concerned with 

the development of managers with rounded administrative 

capacity. 

BOUN!)ARIiS TO T}V ADMiNISTRATION OF EMOTIONS 

In any discussion of the propriety of managerial 

action in the area of feelings and emotions, it is 

necessary to recognize that there exist boundaries beyond 

which such action may be seriously questioned. The human 

personality is a complex phenomenon and personality dis-. 

turbances pass a point beyond which professional treatment 

is required. The complexity of our culture and, simulta- 

neously, the refinement of our administrative techniques 

have conbined to bring more and more of these pathological 
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personality disturbances to the manager's attention. The 

manager's function would appear to be that of identifying 

which of the disturbances require professional attention 

and, if such be the case, to attempt to bring about a 

referral. A ca8e in point is the disturbance which pre- 

sented itself to the manager of a feed mill operation con- 

ducted by the Trident iills, Inc. The employee in question 

was Hutch, a lift truck operator. 

Hutch was one of three lift truck operators employed 

by the Trident Mills, Inc. His was the most responsible 

of the three jobs; he loaded the sacked feed into freight 

cars for shipment and took care of the "front door trade," 

tne truck pick-up of supplies by customers. In his tasks 

hutch was assisted by two helpers, one of whom unloaded 

sacks inside the freight cars, while a second loaded the 

palettes in the warehouse. 

The feed business underwent a temporary decline and 

Hutch's foreman asked him to work loading cereal cars 

until the feed business picked up. In his new assignment, 

hutch was required to work alone, loading and unloading 

the light cereal cartons by himself. After finishing 

several cars in his new assignment, Hutch protested to 

his foreman: 

Bill, I'm senior lift truck man here 
and, as long as one is available I 
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feel that I should have a job that 
would keep me up on a truck. I 
don't feel that lt's right that I 
should be handling cases. 

He went on to point out that he felt entitled to the 
lift truck job held by a junior employee and which involved 

shuttling back and forth bringing ingredients fron the 

warehouse to the mill. 

The forenian pointed out that the assignment was a 

temporary one and that the treatment he had accorded 

Hutch was the same that any employee in like circumstances 

would receive, adding "My policy i5 to treat everyone the 
8alfle." Sometime later, Hutch asked the plant manager for 
an interview. The two men went to the grain office, a 

secluded spot frequently used for private conversations. 

After Hutch, who w3s visibly disturbed, composed himself, 

the following conversation took place: 

HUTCH: Jkr. Paulson, I want to know 
why Bill and you have it in 
for me. Is it because I've 
joined the Masons recently? 
You always said that you 
liked my work, and now 
been assigned to slinging 
cases. 

MANAGER: Hutch, you have no reason to 
believe that either Bill or 
I have it in for you. We 
like you and we like your 
work. We've told you that 
repeatedly. We've given you 
the most responsible lift 
truck job. When business is 
slack in any department, wetre 
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forced to reduce costs, and 
this may mean that a man will 
get different work assign- 
Tuents temporarily. What el8e 
can we do? 

HUTCH: As the senior man, I think I 
have rights to the feed mil]. 
job. 

MANAG: Seniority has never entered 
into job assignments within 
a classification; although, 
when ali other factors are 
equal, it is company policy 
to give preference to the 
desire8 of the senior eriiploy-. 
ee. However, in this case 
the job you have is far more 
responsible than the others. 
A mistake in loading the feed 
cars or in handling the front 
door trade would be very dam- 
aging to our customer rela- 
tionships. Your job calls 
for experience, ability, and 
knowledge. It also keeps you 
in close touch with manage- 
ment. Ben does a good job 
with the mill, but e just 
don't feel that he could 
handle the job that you do. 
He likes his job and he's 
suited to it. I'm sure that 
he doesn't want to be changed; 
nor do we want to change him; 
and I'm not sure that you 
would be happy with his job if we did make the change. 
When the mill is shut down, 
he works on cereal cars, and 
that seems to be your objec- 
tion to the present arrange- 
ment. 

HUTCH: I hate to be taking your 
time, and I don't want to 
be a troublemaker, ir. 
aulson. This j5fl1 a 
personal matter with me; 
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it's just a case of senior- 
ity, nd I think that I have 
a right to the mill job on 
that basis. 

ANU:i: Hutc 
what 
have 
into 
make 

h, I can oniy repeat 
I've told you. de 
to take all the factors 
consideration when we 
our decisions. 

HUTCH: I've been away from my work 
too long, and I have to get 
back. Will you tell Bill 
where I've been? 

MANAGkR: I will, Hutch. Harold 
(union business agent) 
was in to see me the other 
day, and we've scheduled 
a meeting for tomorrow 
morning. Maybe all of us 
working together can figure 
out an answer to this 
problem. 

Paulson had the feeling at the end of the interview 
that most of what he had said had been lost on Hutch. He 

considered tne man to be one of his most valuable ernloy- 
ees and wanted to help him. Lt was his opinion that 9utchts 

problem was a personal one, and that his reaction to the. 
changed circumstances on the job had become the occasion 
for the airing of deeper problems. This estimate was 

subsequently confirmed. The man had become subject to 

serious psychological disturbances growing out of a corn- 

bination of personal circumstances that included ttì 

chronic illness of his wife, which kept him up night 
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after nicht and left hirn physically and mentally fatigued. 
After Pau1on had started to look at Hutch's trouble as a 

psychological condition, he uncovered evidences of irra 
tiorial prseeution phantaies indicating a deeper peraonal 

instability. He was able to put the em1oyee in touch with 

a professional agency equipped to deal with such matters. 
The area of emotional disturbance in which the manager 

can legitimately operate is a limited one. The manager 

needs guidance that will help him to identify these limits, 
to operate with assurance within his legitimate bounds and 
to understand the techniques of referral when such seem 

indicated. 

SWi4AitY 

While the new manager is establishing himself, he 

acts as though he believes that relationship factors were 

legitimate concerns in the business scene. In the cases 

reviewed in the chapter devoted to the new manager's rela- 

tionships, such concern was frequently the basis for 
administrative action. Yet when such relationship develop- 

ment occurs within a subordinate group, the manager adopts 

a contrary attitude and one that is supported by the myth 

that action in the relationship area is not a legitimate 
part of the management function. 
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On the other hand, the hesitancy of some managers 

to operate in this area grows, not out of the lack of 

desire, but Out of the absence of skills appropriate to 

such action. 

In several of the cases it was obvious that the unwil- 

lingneas to act was restricting the productivity of the 

group. Under such circumstances it would appear that the 

relationship area is an appropriate one for managerial 

action. The que8tion would appear to be: How to inspire 

managers to act effectively in this area and how to equip 

them with the operational skills necessary for success in 

dealing with disturbances growing out of relationship 

failures. The following factors were identified for the 

consideration of such management specialists as aro con- 

cerned with such matters: 

(1) Production can be sidetracked by group maintenance 

processes. Concern with production must vie with relation- 

ship concerns for the complete attention of the employee. 

When the latter becomes inflated as the result of unre- 

solved relationships problems, concentration on the former 

is reduced. This fact alone, and there seem to be others, 

requires that the manager attend to and act in the area 

of subordinate relationships. 

(2) In order to administrative effectively in the 

relationships area the manager roust operate at the 
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psychological and sociological level. Unless the manager 

approaches the disturbance in these terms, the results 

of whatever action he takes will be unavailing, at least, 

and possibly conducive of further aggravation. 

(3) The manager cannot reason subordinates out of 

relationship difficulties. Fred elby's logic in the 

Ohio Telephone Company case was ordered and overwhelming. 

Ho backed it up with carefully contrived demonstrations 

that left no room for argument, But the effort was una- 

vailing. His subordinate's problem was not one or logic 

and, while he was talking apples, the employee's mind was 

on oranges. The manager cannot meet emotion with logic. 

(4) The management myth; the expression of feelings 

by emlovees is out of place in the business setting, 

Feelings, like Mallory's mountain, are there; and they 

must bf dealt with. The manager who wishes to administer 

his complete assignment, and deal with all of the various 

obstructions to production, be they social or technical, 

may run counter to a ropular executive belier. 

(5) The area of emotional disturbance in which the 

manazer can leitimatelv operate is a limited one. 

Hutch's request for a different lift truck assignment 

turned out to be the expression of a deeper pathological 

personality disturbance. The manager's function, under 

such circumstances, is to recognize his own limitations 
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and to refer the employee for professional ministration. 

The boundary is not clear-cut. hssistance in its den- 

nition can better equip the manager to deal confidently 

within his proper limitations. 

In this chapter we have eonsidered with illustrations 
the responsibilities of the established manager in pro- 

viding administrative services to the members of his sub- 

ordinate group in making the relationships adjustments 

that evolve naturally from the nature of group process. 

In the next chapter, wo turn again to the manager's per- 

sonal relationships, considering this time the problems 

that typically proceed from his membership on the manage- 

ment team. 



CHAPTER IV 

TIIF MÂNAGERS RELATIONSHIP TO THE MANAGMUNT GROUP 

One of the foibles of the human mind is the assumption 

that, at the next level below our own, group processes are 

quite different and somehow less important. The manager's 

membership experiences would appear to hold vi:luable 

lessons as to the manner in which he should relate him 

self, as nominal leader, to his own subordinate group. 
But it would seem that these are lessons rarely learned. 

The status-protecting functions of the human mind appear 
to be such as to make it difficult for the manager to 

acknowledge the unity of sociological experience at all 

levels of business society. The sen8itive interpretation 

and administration of relationship processes, our closely- 

held convictions tell us, should extend as far down as 

the group of which we are members; beneath that, different 

conditions prevail. The fallacy of this position is 
obvious upon a reflection, but in practice, the 
myth is too satisfying and 8upportive to be liht1y dis- 

missed. Roethlisberger elaborates upon this point in 

discussing tha membership role of the manager (17, pp. 

152-154). 

Any consideration of the manager's top-side 



relationships is, for the reasons stated above, actually a 

restateriient, froiì different vantage point, of the prin- 

ciples considered in the last chapter. However, the 

membership role demands of the manager a different and 

equally intricate set of social skills as the cases that 

follow demonstrate. The acquisition of insight and sup- 

portive skills in this area would appear to be equally the 

concern of the specialist in executive development. 

GETTING ALONG IITH TH BOSS 

Every man carries into his work situation an image 
of the perfect boss. The roots of this dream go far back 

into psychological beginnings, perhaps too far back for 

adequate consideration in t.he practical situations of the 
business scene; but the expectation persists and permeates 
the relationship with work superiors. The case of Harold 

Gordon provides ar opportunity for an examination of these 

expectations and the struggle for their fulfillment. This 

case is particularly demonstrative, since Gordon was at an 
age when these expectations might be in full force, and 

the situation into which he moved was one least fitted to 
provide for their fulfillment. 

Harold Gordon came to the Bright ianufacturing Company 

in response to a newspaper advertisement. The personne]. 

manager told him that Bright was a "growing company in 



which a good man could go far" and arranged an appointment 

with Mr. Gallant, the president, who made final hiring 

decisions. The following are largely Gordon's observa- 

tions in the months that followed this first contact with 
the bright anufacturing Company. 

Gordon was ipressed by Gallant's pronounced affecta- 

tions: he had a habit of staring fixedly at the person 
with wnorn he was conversing, all the wLile "taking great 

puffs on his pipe." 4 middle-aged man, he was a former 
collegiate athlete who liked to refer to his subordinates 
as his teak, and himself as the quarterback. "I'll try 
you on the production staff first," said Gallant. "You 

report to 4r. Barton, the production control manager at 

:3O Monday morning." 

your new assistant," Gordon told iarton after 

he had looked him up on onday morning. l3arton's face 

was blank and his handshake liip. Gordon had the irnpres- 
sion that this was the man's first knowledge that an 

assistant had bee:ì hired. lie gave the new man a week 

to look over the shop, observii conditions and asking 
questions. when th week ias up, Gordon discussed 

several ideas and suestions with his new boss. "We're 

not ready for that sort of thing" was the only reply. 

In the weeks that followed, Gordon had the feeling 

that he was doing nothing and getting nowhere in his 



desire to be helpful. to the company. He prepared a list 
of recoranendations that he thought would improve the 

company's production control system and subnitted copies 

simultaneously to Mr. Barton and ír. Gallant. A week 

later he was called to the president's office. "I want 

to tnank you for the list of recomrnendations that you sub- 
rnitted; they're a reat deal similar to those of a con- 

suiting firm we had in two years ago," said Gallant. 

"Howcvtr, i want you to know that we're not primarily 

interested in this sort of thing at this time. 'Je want 

you to concentrate for the tizne being on problems within 

your on assignment." Gordon eneavored to point out that 

tne problems of production control could never be solved 
unti the framework in which the system operated could be 

given a general overhaul. However, his arguments were 

to no avail; Gallant thanked him for his suggestions and 

terminated the interview with the statement, "This is the 

type of thinking that we like to see an employee doing; 

but you mustn't let it interfere with your work." 

Gordon made every effort to concentrate on the prob- 
lema of production control. His suggestions to Barton were 

mot with answers such as the following: 

"e're not ready for that." 

"e can't get control of production 
with the plant manager shoving his 
friend's orders in ahead of the 
others," 



can't do anything without 
having a hell of an argument with 
4ercier (the chairman of the Board)." 

One day he subnitted a production control card to 

Barton. It was his opinion that this device would rut 
the system on a more planned basis. then several weeks 

had passed with no reply from his superior, Gordon asked 

him what he thought of the card. Barton replied that he 

had not had time to examine it. Gordon asked for the 

material back and arranged an appointment with Mr. Gallant. 

Before the interview, Gordon had decided to take the 

situation in hand and either "get somewhere or get out." 

He pointed out to the president that he had been able to 
accomplish nothing since coming to the company, and that 

his position could readily be abolished with a saving to 

the firm. He asked to be made administrative assistant 

with power to make revisions and inaugurate procedures, 

justifying this recommendation with a statement about his 

background, his ability and his desire to be helpful to 

the company. Gallant acknowledged Gordon's abilities and 

his potentialities; rie hoped that he would stay with the 

company. However, he made it clear that it was not pos- 

sible for huLL to do what Gordon had suggested. At this 
point, the young man concluded that he was getting no- 

where. He tendered his resignation, which was accepted 

with regrets. 
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It is not the purpose of this interpretation to 

question the wisdom of Gordon's decision to resign. 

There is ample evidence to support the wisdom of his 

action. Gordon is related to the purposes of this study 

only because he exhibits to a marked degree a condition 

that afflicts most executives: our superiors do not fill 

the expectations of the ideal boss to the degree that we 

should like, with the result that we strike out against 

thi8 circumstance, not to the degree that Gordon did, but 

in our own manner. Gordon is to be admired for taking 

arxis against his sea of troubles; but the question should 
be raised as to the validity of the data upon which he 

acted. as the quality of his expectations realistic? 

In terms of his long-range development as an executive, 

did his best interests lie in the refinement of the 
quality of his upward relationships in terms of the 

rather difficult situation at the Bright Company? Jas 

he setting off on an impossible odyssey in search of a 

boss wrio would fill the rather severe relationship 

expectations which he would ir.apose? 

In preparing men for administrative competency, there 

is a need for the development of realistic expectations 

apropos superiors. There is a little bit of the quality 

that blinded Gordon in most managers. It is probably 

rooted deeply In those infantile experiences during 



which parents are viewed with a mixture of affection, 

hostility, and anxiety. (Gordon demonstrates each of 

these relationships in the situation cited.) This 

quality clouds and somewhat determines work relationships 

with superiors. Bosses, however, aren't parents. Expec- 

tations of securing parent-type relationships with supe- 

riors are rather irpossible of fulfillment, since superiors, 

being people, are subject to the same pre-occupatioris and 

relationship blindspots as their subordinates. 
Assistance to the manager in the development of 

reasonable expectations in the superior relationship 

presents another area for concern on the part of those 

involved in the development of managers. 

WHEN THiS BOSS MAKES A MISTAKE 

There cornes a time in the manager's career when he 

must accept and adjust to most of his superior's methods 

of operation or set about to affect a change in the point 

of view from which the operation proceeds. The disposition 

of this issue has larger Implications: it determines the 
role which the subordinate chooses to play and the type 

of service with which he wishes to be identified. In many 

ways, it shapes the subordinate's business career, for 

each of the alternate roles, which we shall define later, 

may be perfected only through the practice acquired in 



individual episodes, and around each rolo grows a pattern 

of expect&tions which ray not be lightly upset. Such a 

determination faced henry Gaffney a short tune after he had 

been employed as personnel manager at the Duo-Fax Company. 

Henry Uaffney had known Thomas Young, the president 

of tne company, for sorne time rior to his employment. 

ihile going to college, he had worked several summers at 

the plant; after the war, Gaffney had worked with another 

local concern, maintaining the while a speaking acquaint- 

ance8ip with Youn;, who had a great deal of confidence in 

the young man's ability. 

Thomas Youn; founded the Juo-Fax Company with a 

partner thirty years earlier. At 59, he was attempting 

to divest himself of se of the administrative routine in 
which he had been involved so that he might concentrate 

primarily on matters of company policy. He had also pur- 

chased a farm in Vermont and was looking forward to spend- 

ing more time away from the plant. When he engaged Gaff- 

neye services, he authorized the new manager to make a 

thorough survey of conditions in the plant and to propose 
whatever measures, personnel-wise, seemed indicated. 

Gaffney undertook a large scale interviewing program, 
discussing company affairs at great length with the variou8 
department managers and foremen, in fact with any plant 
official who was willing to talk with him. Most of the 



men seemed eager to talk; sorne called of their own accord 

to see when their interview wa6 to be scheduled. As the 

picture which he was being, given came into focus, Gafmney 

found that most of the men were enthusiastic about their 

work with the company; they considered business prospects 

to be bright. It was their opinion, however, that Young 

and other top manageaient people were too pre-occupied 

with their particular interests to attend to the recoin- 

mendations of subordinates and tc accord them the follow- 

up that they would have liked. The plant manager, for 

instance, was an expert in working on the intricate 

machinery used in the production of the conipany's products. 

He never tired of tinkering with it, testing, adjusting, 

and experimenting with new set-ups. Both he and Young 

refused to become involved in the interpersonal friction 

that developed in the shop. Their attitude was, "Sit 

tight; thins will blow over. !eanwhile, we'll let the 

boys work it out for thenaselves.tt ven this condition 

was not without its bright side, however; for it gave the 

foremen a certain aìount of freedot and self-direction 

that they might not otherwise have had. An informal 

organization for initiating change and solving problems 

developed among them and filled the vacuum which top 

inanagenient disinterest had created. Generally, it was a 

happy group. 



One continuing conflict did stand out, however, against 

this background of relative bliss. (In fact, Gaffney won- 

dered if much of the conflict and hostility which generated 
elsewhere might not have been mis-directed at this situation 
as a convenient issue.) lt was the intense friction between 

the maintenance fore4an, Lou Montgomery, and the other 

foremen. Sanie years back, Lou joined the fluo-Fax Company 

as a one-man maintenance crew. Shortly after his employ- 

ment, he encountered some misunderstanding as to which 

of several tasks he should tackle first. He went to 

Young and said, Tom, tell me who my boss is. I don't 
care who I work for, but I want to know what indiv'iival 

I take instructions from." Young indicated that Montgomery 

8hOUld work directly under him, a relationship that was 

continued during the rapid growth of both the company 

and the maintenance function in the years following world 
War II. During these years, iìontgornery managed to main- 

tain both adequate maintenance service and effective rela- 
tians with the production foremen; it was not until after 

the incident described below that. the trouble developed. 

Three years before the time of Gaffney's interview, 
Young had called Lou into his office and shut the door. 

"Lou," he said. "Can you keep a secret?" "Sure, Torn," 

replied Montgomery. "what is it?" 



Lou, I haven't even broached this 
to the board of directors yet and, 
if word were to get out, I'd be in 
all sorts of trouble. I've felt 
that we needed a larger plant for 
some time, and I think that I've 
finally found the new building. 
I'm sure that. I can sefl the idea 
to the board, and I'm convinced 
that within a year we'll be oper- 
ating at our new location. 

Now, here's the reason l'ui letting 
you In On the secret: I don't want 
a penny spent on maintenance work 
at this plant unless it's absolutely 
necessary to keep production going; 
patch things together with balling 
wire if you have to; just make ends 
meet for a couple of months, will 
you do that, Lou? 

And remember! Not a word of this 
to anyone. Not even Jack Sullivan 
(the plant manager) knows about it. 

Lou Montgomery described the difficulties he encoun- 

tered in executing his instructions as follows: 

You can imagine the spot I was on; 
within a few weeks, the foremen were 
convinced that I was a tight-fisted, 
unreasonable b . They could 
only conclude that I was following 
short-sighted maintenance policies 
that were running the company and 
its equipment into the ground and 
keeping them from getting the type 
of 8ervlce that they needed to do a 
job. I couldn't spill the beans; 
and, of course, the plant manager 
was in the dark and couldn't argue 
the point even if he had wanted to. 

When the ¡nove was finally made public, 
relations got even worse. My duties 



required that I spend much of my timo 
at the new plant getting things ready 
for occupancy; that meant the foremen 
weren't getting anywhere near normal 
maint,enance service. Tom Young 
assigned us one of the companys new 
station wagons for commuting between 
the two locations; the fellows tagged 
us "the 1ed Cross ladies," When we 
moved into the new plant, the bad 
blood continued. Tom Young never saw 
fit to tell the full story and, by 
this time, I don't think it would 
have done any good, had he decided 
to do so. Some of the foreen won't 
have anything to do with the mame- 
nance department; if they have any- 
thing to do, they try to do it them- 
solves; they use petty cash to buy 
maintenance supplies at the local 
hardware store. when they have to 
call us in, it's just a case of bick- 
ering and griping and name-calling; 
one of the foremen even grabbed me 
by my 8hirt-front and tried to push 
re against a wall. They keep 3aying 
things that aren't true; and, I must 
admit, that after I take just so 
much, I strike right back at them. 

Frankly, I've about concluded that j5 a hopeless situation. I can 
see rio hope of a solution. 

Gaffney realized that the conditions that had been 
described to Liri were, in fact, an indictiient of Tom 

Young's leadership. He wondered if he should attempt 

to pasa on his findings to Young; and if so, how he 

might make the telling a learning experience that would 
result in more perceptive behavior on the eneral man- 

ager's part. 

Gaffneys predicament is not an unfamiliar one. 
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He was a new member of the organization team. Perhaps he 

had heard somewhere the comment, "Sit tight and don't pass 

judgment until you have established yourse1f. A frank 

report to the general manager, including reference to 

Young's own part in bringing abut the oroblem, was not 

without risks. On the other hand, the stand which he 

would take on the current issue would largely determine 

the nature of the subordinate role that he was to play 

under Young; and, in turn, hi relationships with the 

other managers and supervi8ors in the organization. 

Larger implications are involved in the disposition of 

such issues as that Gaffney faced, coming as they do 

in the first few months at the new assignment--durirg 

those fleeting moments, come ail too soon, when the 

relationships patterns begin to form. The issue is 

never a clean-cut one; its outlines are clouded by the 

setting in which it arises and by the hundred and one 

management dictums proposed by those who make a business 

of such things as to how the subordinate should act in 

such circumstances. At the risk of being inconsistent, 

we shall add another: the candor level is in part deter- 

mined by the subordinate; this determination in 1are 

measure shapes the relationship. 
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GETTING AkONG iITH TH BOYS 

Increasing specialization by managers in executing 

the functions of the business, ha8 brought with lt a 

parallel need for increased skill on the part of the 

manager in relating effectively to other executive8 at 

his own level. In the disposition of vertical relation- 

ship blocks, the status differential is always available 

as a last resort. Among peers, this instrument is not 

available; and the sub-surface tensions may continue, 

sometimes for years, with the consequent costs to the 

oranizatiorì in terms of dissipated time and energy. 

The cases tnat follow indicate the nature of such failures, 

The Strang Company was operated by two young men who 

purchased the business ten years before; Edward Cameron 

concentrated on sales and distribution while the second 

partner, Thomas goods, devoted himself to production in 

the plant. As the business prospered, subordinate man- 

agers were hired to make it possible for the partners 

to focus their attention on matters of company policy. 
After this reorganization, differences developed between 

the two men that are illustrated by their split on how 

the current slump in the company's profit picture might 

be overcome. 

A short time before the current disagreement, the 
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Strang Company had been forced to manufacture and market 

a new type of product that was gaining consumer acceptance 

in the firm's narket. The partners felt they had no alter- 

native other than to add this product to their line if they 

wished to maintain their competitive picture in the area. 

While this action resulted in an increase in over-all sales 

volume in the months that followed, there was a gradual 

decline in the company's net profit position as compared 

to prior years. It had been known that raw material costs 

of the new product would be considerably higher, but it 

had been hoped that additional sales volume would improve 

the company's profit picture. The hoped-for rate of 
increase in sales volume never materialized. 

The two partners disagreed violently on the remedy 

for the condition. Cameron, the former sales supervisor, 

was in favor of investing in expensive, special-purpose 

machinery in order to bring about a cost improvement in 
the f production methods and procedures; Woods was 

completely opposed to such a purchase. He blamed the 

situation on the sales departments failure to secure 

adequate distribution for the new product and neglect 

of the established, hig1-margin ite:s in the company's 

line in favor of the new, low-margin product. This 

displacement of high-margin by low-margin product sales, 

woods held to be the cause of the company's depressed 
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profit picture. He was also of the opinion that the 

present volume was not sufficient to warrant the addi- 

tional expenditure for machinery. Cameron, a naturally 

ontiìistic person, felt that it was only a matter of time 

before business would pick up sufficiently to justify the 

expenditure. Neither man would budge from his position. 

The following is indicative of the rift in point of view: 

CAßRON: Damn it, Tom; what better way to 
show everyone that we're rrowing, 
dynamic outfit than to invest in 
this new euiprnent? If we don't 
have confidence in our own future, 
who will? 

JOODS: You've picked a terribly expensive 
way to show confidence. The rna- 
chines would be idle half the day. 

CAMERON: I would rather have them idle half 
the day than to continue with 
things the way they are going. 

WOODS: I cari see no point In going over- 
board. Someone around hero has 
to be realistic. 

CAMERON: Realistic! Hell! Only the other 
day I was reading an article in 
FOhTUNF magazine; companies are 
doing this sort of thing every 
day. Labor-saving devices are 
the only way that indu8try can 
meet the rising costs of wages 
and fringe benefits. You ought 
to get your nose into sane of 
those books and bring your 
thinking up to date. 

Subaequent to this meeting, the two men confided 

separately in a mutual friend: 
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CA&RON: I certainly can't understand Torn's 
busine8s outlook. When I sUggest 
he do sorne reading to bring himself 
up to date and to broaden his vi- 
sion, he replies, "I'm already too 
broad." He'll never agree with me 
on this maehtnery; his pride won't 
let him. And it's frustrating as 
hell when I know that I'm right. 

WOODS: I don't know how I'm going to be 
able to keep Ed in check; when he 
gets a pet idea, he won't let go 
of it no matter what proof you 
show him. Instead of wasting time 
talking about impossible purchases, 
we should be looking for ways to 
increase sales. Ed's a stubborn 
fool. 

How does such a relationship block end? In further 

interviewing at this company subsequent to the gathering 

of the facts related above, it was discovered that man- 

agers subordinate to the two partners were severely 

restricted by this continuing conflict; rriany of their 

recommendations were held up indefinitely due to ma- 

bility on the part of the principal executives to agree. 

Ori many matters, the subordinates contrived ways of by- 

passing the partners; even, on occasion, pitting one 

again8t the other in ordr to gain whatever the purposes 

of the business seemed to require. Here is a classic 

relationship block that threatens the very existence of 

the business: rio superior authority exists to which the 

parties may take recourse; the source of relief ìiust be 

found within the individuals themselves as the result 



of improved powers of observation and interpretation. 

The eame type of continuing conflict at a somewhat 

lower level is evidenced in the statements of two offi- 

cials of a small slaughter house. Jack is the credit 
manager; Harvey the sales manager. They have been working 

under these tensions for almost thirteen years. 
Summary of How Jack Feels: What the hell is 

wrong with that 
damn Harvey? The cooler's practically full 
of beef. That crooked b______ couldn't sell 
a beef legally. I tell you he is going to 
ruin this company. I know he's pulling "sha- 
nanigans." He won't sell those beef; he holds 
them until they get old and then sells them 
cheaper to the customers, plus a little extra 
cash to himself on the sido. Furtherrore, 
he's getting all the truckdrivers in on his 
shady deals; I happen Lo know that the corn- 
pany pays those drivers overtime while they 
run to the booze shop to buy him a bottle of 
booze. Anybody can sell beef the way those 
knotheads do. I tell you, we've got to fire 
that damn Harvey and get a good, honest head 
salesman. 

Summary of How Harvey Feels: That damn, dirty 
Jack is the guy that is screwing me up. He's the type of guy that would be scared te hang his underpants 

ori the line at night for fear someone would 
take them. I know damn good and well that he 
is chasing eway prospective custorers, and 
even some of my old customers are leaving. 
If that damn ugly buzzard doesn't stop inter- 
fering with my customers, I'm going to kick 
the supreme hell out of him. I had five new 
customers lined up last month. He okayed 
sales to on of them, said the others were 
too great a risk. And if any of my customers 
g even one week overdue, he calls them up 
or writes them a letter demanding immediate 
payment or else we can't sell them any more. 
My customers don't like Jack's attitude and 
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they say, if something isn't done about him, they are going to take their business else- 
where. I say Jack snould either be put in his 
place or fired; he's nothing but a crumby 
trouble-maker. 

The relationship failures between Cameron and Woods 

and between Jack and Harvey are not passing rifts. They 

have been in effect for years. Jack and Harvey, princinal 

officials in a small company, have not communicated 

normally with one another for almost thirteen years; 

there is no reason to believe that they will be able 
to do so in the next thirteen. In both the cases cited, 
the tension has continued just below the crisis level; 
any out and out show-down struggle seems to have been 

avoided, possibly in deference to the balance of power, 

equally shared by the two parties. But the continuing 

friction saps the vitality arid stunts the growth of the 

organization that fosters it. If there is one type of 

managerial breakdown that seems to withstand the mellowing 

influences of time, it is horizontal conflict. For these 

reasons, peer relationship failures, while less threat 

ening to the individual manaer1 can be more damain.g 

to the purposes of the f irin. 

ALLEGIANCE TO THE TEAM 

There is much in common between the continuing 
struggle described above between individual peers and 



the conflict between groups at the management level. A 

distingUi8hiflg feature seems to be the fact that Inter- 

group struggle is more impersonal and less threatening to 

the managers involved. increasing specialization plays 

its part, especially iii the larger organization, in the 

competition on tue part of management groups to secure 

acceptance for their departrental concepts and points of 

view. There are times, moreover, when the competition is 

not directed at the job or task but focuses instead upon 

the problems of group maintenance. The result may be 

defensive action against another group which might appear 

to be threatening Its integrity. When this happens, 

individual managers seem to be caught up in a tide of 

events not of their own making. Such was the case with 

George Kelly, a fabrication foreman employed by one of 

the nation's leading electrical manufacturers. 

The Standard ilectronics Company was in search of the 

campaign that would help it to regain its share of the 
market for the electrical unit that constituted one of 

its newest and most promising lines. Standard was the 

first In the field with this product and, at one time, 

sold eighty per cent of the market. This percentage was 

being reduced by competing firms that had been introducing 

product innovations that had been attracting the interest 

of the trade. The current position of the product sales 
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more compact unit in order to meat this threat. 

Plans for such a unit were developed by George Kelly, 

foreman of fabrication at the plant. Kelly had been chief 

technician in the plant's engineering uivïsion prior to 

moving to hi8 current position; this experience convinced 

him that his plan was technically sound. He brought the 

plan to Al Sixams, production manager at the plant. Al 

shared his enthusiasm and promised to submit the nian to a 
meeting of the plant staff scheduled for the next morning. 

The meeting was attended by production executives, 

tne general manager, sales managers and representatives 

of tne engineering department including Torn Call, under 
whose direction Kelly had previously worked. After the 
meeting, Call stopped at Kelly'8 desk and the following 

conversation took place: 

CALL: I liked your unit, George, but 
it was badly presented and almost 
broke up the meeting. 

KELLY: What sin I supposed to do if I 
have an idea? Forget about it? 

CALL: If you have an idea, it should 
be turned over to your factory 
engineer; he'll see that it's 
transmitted to rue. If the idea is good, we'll develop it. How 
else can I train ray engineers 
to do their jobs? 

KLLY: I don't like to cause friction, 
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Tom; but I've turned over sug- 
gestions to your boys before. 
And that's the last I've heard 
of them. 

CALL: We can't be expected to get to 
everything. 

KELLY: That new packaging idea that we 
submitted was one that you didn't 
get to, and l'i]. bet it's cost 
the company a quarter of a million 
dollars. You people rejected it 
in favor of one of your own that 
was never nut into operation. 
Simins means to avoid that type 
of mistake in the future; he 

gotten what he's wanted 
from you people so this time 
he's going to bring pressure 
to bear. 

CALL: George, we don't get everything 
we want from supervision either. 
Getting one of your boys to make 
a simple methods change is like 
pulling teeth. One thing I. can 
say: I keep ray gang out of 
supervision problems. 

KELLY: And I might add that you don't 
always succeed. Nothing has 
come up in that line, however, 
that I couldn't handle. 

CALL: Your boss tried to put us on 
the 8pOt this morning, George; 
but it didn't work. Why can't 
you guys stick to supervision 
and let us engineer the jobs. 
This business of showing people 
in a bad light can work both ways. 

KELLY: I'm sorry if my plan caused ani- 

mosity; however, if it does the 
company any good, I guess it was 
worth it. 

CALL: We don't hold anything against 
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you or your idea. It was the 
way tat it was presented. If 
you people would respect chan- nels, lt would help me straighten 
out my problems and we would have 
people doing the things that 
they're supposed to be doing. 
i1hy didn't you tip us off on this 
plan in advance? 

KL'LLY: i'd like to help you out, Tom; 
but our group works more closely 
than yours, and I've made a point 
of clearing things with Simias. 
And, what the hell difference 
does it make anyway? It'll all 
come out in the wash, and the 
important thing is to get us out 
of this sales slump. 

CALL: That's right; but let's hope that 
Sinuns can stand getting wet boh.id 
the ears when his turn cornes. 
Look, I've got to get going; let's 
keep this conversation under our 
hats, O.K., George? 

KELiY: Sure thing; see you, Torn. 

A few minutes later, Slams returned fro the meeting 

room and engaged in a "post-mortem" of the meeting with 
Kelly. He reported that the production people and the 

sales people had been enthusiastic about the plan. The 

engineers, on the other hand, had cited many reasons 
why the proposed unit could not be successfully produced 
and had promised to submit a sazple incorporating their 
own ideas at the commitee's next meeting. Sinns decided 
to have a model of Kelly's unit constructed; the engineers 
went to work on theirs. Both groups planned to introduce 
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working models at the next staff meeting. 

To some observers, the behavior described above would 

appear desirable--it provokes competition, challenge and 

group spirit. One nanagement consultant proposes to 

stimulate it; "cross-pressuring" is the term that he uees 

to de8cribo the technique. Kelly prizes his relation- 

ships with Cali and his other former colleagues in the 

engineering department; he is also motivated by a sense 

of loyalty to his present group and its leader and to the 
present Campaign by which it is seeking to fulfill the 

purpose of the company and to retaliate for the failure 
of the engineers to act upon suggestions previously made. 
The question arises, in the present instance, as to whether 

Kelly's objective should be the improvement of relation- 

ships, or are there other, overriding considerations in 

this instance? In the answer to this questions lies the 

basis for the next guidepost to which reference is made: 

the strengthening of relationships is not the exclusive 

basis for executive action. 

TH VANAGER AHi) THE CHANGING SCENE 

The senior executive with long service with a singlo 

company will eventually find the doors of alternate oppor- 
tunity closing behind him. He has surrendered something 

of his job flexibility and his personal mobility in 
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acquiring his senior statu8. He has also become vulnerable 

to the organizational shifts that the evolving purposes 

of' his organization demand. Because he contributed to the 

improved circumstances of the organization, he acquired 

status; this status, however, makes him even more a target 

for, and sometimes a victim of, the very tempo of change 

that he helped create. The success of the organization, 

to which he contributed, creates new circumstances and 

directions to which he, in turn, must adjust. Such 

appeared to be the type of situation in which Jack 

McArdle, general manager of the Yako River Shipyard, 

found himself at the age of fifty-seven. 

The Yako River Shipyard grew from modest beginnings 

as a small boiler and machine repair shop which Thomas 

Jhite set up after emigrating to this country from Scot- 

land. In the old country he had served his apprentice- 

ship in various shops along the River Clyde. When Jack 

McArdle's ship put into White's shipyard for repairs, the 

two men became acquainted as the result of a heated alter- 

cation over the details of work that was being done on the 

main engine of the ship, and more particularly, over the 

costs that White had established on the work. White was 

so impressed with I1cArd1e's knowledge of machinery and 

also because they both came from the same part of Scot- 

land, that he offered the man a position at the shipyard. 
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White's operation was built on the line type of 

organization. McArdle was strictly the boss in the depart- 

ment that was as6igfled to him, and his men knew it. All 

work assignments, together with the technical assistance 

in setting up and executing the work, emanated directly 

from him. The men liked McArdle; even though he had the 

reputation of being a little tight-fisted when collec- 

tion was being taken up in the plant, he was known as a 

square-shooter who stuck up for his men when they were 

right and made short shrift with the troublemakers, some- 

times, in the early days, using his own fists when the 

occasion demanded it. Fie was respected for his skill and 

knowledge of the work. 

During orld War II, and in the years that followed, 

there had been a marked change in the ship-repairing 

industry and in the operations at the Talco IU.ver Shipyard. 

Unionism had come to the yard, but relations had generally 

been 8atisfactory and little trouble had been experienced. 

The top wages that the company paid had attracted a good 

type of worker and added to the firm's reputation of being 

a place where superior people were employed and high- 

quality work turned out. Some specialization had been 

introduced: advances in the fields of iaarine engineering, 

electronics and allied fields nßcessitated special skills 

which were obtained by sub-ccntracting some of the work 
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work was always coordinated by McArdle, who 

time superintendent of the yard, and it was 

to interfere with the traditional authority 

in their respective shops. 

when Thomas White passed on, the terms 
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rest; but the 

was by this 

never allowed 

of the foremen 

of his will 

specified that the business be sold to the Fulbright and 
Wheeler Corporation, a national 8hlpbuildiflg concern, 
with the provision that Jack McArdle be granted one-fourth 

ownership in the Yako River subsidiary and be retained as 

general manager. 

The Fuibright and heeier management had their new 

acquisition surveyed by organizational and management 

experts who recommended that operations of the subsidiary 

company be integrated with those of the parent organiza- 
tiOfle This was to be done in order to permit a change 

in the character of work to be undertaken at the Yako 

hiver Yard. In order to even out the slack period 

between job orders, sorno of the construction work to be 

completed at tne larger yards was to be assembled at Yako 

and thon transported to other locations where shipbuilding 

was in progress. To coordinate the recommended integra- 

tion, staff assistants representing such home office 

departments as purchasing, personnel, planning and control 

were assigned to work with McArdle. 
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A8 the re-oriented organization enveloped the yard, 

the general manager became increasingly disturbed. He 

felt that he was no longer running the plant. The 

multiplication of staff positions had added to the over- 

head, delays developed in the procurement and supply of 

part8 and materials; furthermore, costs were figured 

using a system of coded numbers which made it difficult 

for McArdle to know if the operation was running at a 

profit. To make matters worse in i4cArdle's eyes, the 

yard was placed under an organization-wide union agree- 

ment that provided two weeks sick leave with pay; and, 

as the men came to accept this leave as their due, the 

yard was plagued with absenteeism over which the general 

manager felt he had no control. 

McArdle's displeasure cane to a head with his dis- 

covery that work priorities that he had established had 
been upset by pressures brought to bear on the foremen 

by various 8tauf specialists seeking to expedite work 

in which they were interested. He completely lost 
patience with the set-up and sought an appointment with 

the vice president in charge of plant management. After 

this official had listened attentively to McArdle's 

complaints, he asked for the general manager's recomznen- 

dations. McArdle expressed the opinion that the Yako 

iiver plant should be restored to the old method of 
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operation, as a separate entity, to stand or fall on 1t8 
own feet. He stated that he knew how to run the plant 
at a profit and would enjoy being permitted to do so. 

AS things were, he felt that the plant was working for 

the cost accounting system, instead of the system working 

the plant. He felt that it would be more effective for 

him to do his own purchasing ratier than to go through the 
routine of requisition and delay that the purchasing 
department had set up. He was articular1y bitter about 

the labor arrangements which he felt had been more 
effectively administered on a local basis. In view 

of recent developments, it was his opinion that the 

young mon who had been sent to him by the hone office 

as staff specialists wore now telling him how to run 

the shop. he was deeply disturbed by the whole deve1op 

ment and ws considering the sale of his stock and the 

passing in of his resignation. 

McArdle's is the almost tragic story of the older 

executive who finds his whole career slipping away from 

hjfli for reasons over which he seems to have little control. 
The efforts and sacrifices of lifetime of service to the 

firm are in danger of being overturned, and the only 

action that comes to his mind is a rather pointless 

delaying one, directed at attempting to halt or turn 

back the relentless march of events. His traditional 
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frames of' reference are not adequate for the Inspection 

and interpretation of an issue of such imxnen8ity. The 

insights and perception that would make it possible for 

him to interpret properly the socia]. processes Involved 

and his own part in these orocesses are lacking. Informa- 

tion on a situation's relationship factor8 is data without 

which a manager is prevented from making adeguate deci- 

sions. McArdle had all of the "facts" except the most 

important ones. ihich leads to the further point that 

access to relation&uip data is particutarly helpful when 

the manager Is required to change his functional role. 

SUMMARY 

The manager may be considered a being at the center 
of a web of relationships woven from the myriade of Inter- 

personal experiences that constitute the milieu of his 

activity. In this chapter we considered the upward and 

horizontal strands of rapport br which he attaches him- 

self to the people with whori he works. In the considera- 

tian of the cases which we have cited, these appear to be 

some of the principal influences at work: 

(1) The manager is typically more sensitive to his 

upward rather than to his peer and subordinate relation- 
ships. This intense pre-occupation, extending up and 

down t'ie managenent ladder, results in unfulfilled 
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subordinate expectations. Torn Young's concentration ori 

problems at his own level had contributed to and sustained 

unresolved relationship failures at lower levels of the 

Duofax Company. The personnel manager8 problem was to 

redirect Young's attention to the consequences of his 

limited social vision. 

(2) Relationships with superiors tend to be clouded 

by unrealistic expectations. These expectation8 are 

eventually refined in the normal maturation processes; 

but, particularly for the younger manager, they generate 

unfortunate disturbances and slow down the growth and 

development of the executive. Harold Gordon's impatience 

with his superiors at the Bright Manufacturing Company is 

a case in point. Gordon's action grew from his unrealistic 

expectations and from higher management3 inability to 

fulfill or to refine them. 

(3) The candor level, in part determined by the sub- 

ordinate, in large measure shapes his upward relationship. 

The subordinate's disposition of early issues between his 

boss and himself contributes to the oattern of mutual 

expectations and determines the role that he is to play 

and the service that he is to provide to his superior. 

Out of Henry Gaffney's mental struggles to determine what 

action should follow his discovery of information critical 

of his general manager will grow a relationship based upon 
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candor or the reverse. 

(4) Peer relationship failures, while less threatening 

to the individual 
manaer1 can be more daxnagin to the 

rurose of the organization. Such failures are not subject, 

as a last recourse, to disposition by use of the status 

differential. The conflict between Caieron and goods 

in the 5trang Company, and between Jack and Harvey in the 

slaughterhouse situation, continued with no sign of resolu- 

tion. to sap the strength and vitality of their organiza- 

tion8. Since such disturbances continue frequently just 

below the crisis level, and because the power balance 

eliminates a rerredial break-tnrough, the solutions to 

such difficulties, it would appear, must be found in the 

improved insights of the parties themselves. 

(5) The strentheninp of relationships is not the 

exclusive basis for executive action. It would seem 

that problems arise in the administrative scene when 

the managers concerned should accord priority to other 

motives. Kelly, the foreman in the Standard Electronics 

case, was conscious of and motivated by the relationships 

factors involved in his production group's conflict with 

the engineering departnent. However, this motivation 

had to set aside in the interest of larger purposes. 

To atte't to base all decisions on relationship factors 

is to fail to consider managernnt problems in the larger 
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and more realistic context. 

(ô) Fiowever. information on the r?latjonshlp factors 

involved is necessary to adequate adxn.nistrative decision, 

Without it decisions are reached on incomplete data. 

McArdle, general manager at the Yako River Shipyards, had 
considered all of the elements of his problem except the 
r:iost important one - his own relationship to a shifting 
social balance; his interpretation and consequent actions 

were, therefore, based upon incomplete information. 

Whether the relationships elements in the total problem 

become the basis of action or not, they do constitute 

a part of the data upon which a thorough evaluation should 
be based. As such, the manager should be equipped to avail 

hself of such information. 

(7) Access to such relationship date is particularly 

helpful wten the manager i8 required to change his 

functional role. Social insight under such circumstances 
opens up meaningful 3ources of information, and methods 

of interpreting event8, upon which he may wish to base 

his deci8ions. The nature of organizational process is 

such that revised functional assignments will be frequently 
imposed upon him for reasons, situationally derived, to 
which adjustment is almost inevitable. 
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CHAPTER V 

SUMMARY AND CONCLUSIONS 

The purpose of this study was to review the human 

relations problems of a cross section of industrial man- 

agers, to make note of any uniformities which were found 

to reside in these problems and to attempt to make a 

classification of these problems and uniformities. 

THE PROBLEMS OF TH1 NEW MANAGER 

It early became apparent that the administrative 

skill of the new manager was sorely tested by virtue of 

circumstances that his promotion itself created and also 
because these circumstances confronted hirn at a time when 

his poise, skill and information were apt to be at a low 

point. The problem was compounded by factors both situa- 
tionally derived and by those growing out of the new 

manager's own perceptions. 

(1) Situationally derived pressures. Some of the 

relationship pressures which the new manager must admin- 
ister grow out of the change of regime and appear to be 

almost apart fro any attitude or behavior that the manager 

himself brings to the setting. These include the latent 

hostility and reservation with which the members of the 
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group may perceive the change, the tendency to idealize 

the "good old days" and to rally around the "old lieuten- 

ant&' who may have been considered by the group to have 

been the legitimate heir8 and "next i line" for the posi- 

tion which has been given to the new manager. A different 

type of pressure growing out of the new manager's situation 

is the one exerted by top managements expectations, either 

real or imagined. The manager, feeling hirse1f to be under 

obligation to management as the result 9f his promotion, 

sets out to show early, tangible results, sonetimes with 

disastrous consequences. 

(2) Pressures deriv. from the new manager's behavior. 

As the new manager responds to the conditions that he 

encounters and to the other psychological needs that he 

brings into his new position with him, his intuitive 

non-logical behavior may generate additional pressures 

that confound the relationship problems which he must 

administer. In the cases that were reviewed, the follow- 

ing types of new manager behavior and its unfortunate 

consequence were observed: the introduction of strategic 

replacements, sometimes under the guise of technological 

experts, but actually as a source of psychological 

support; the overturn of the indulgency pattern, the 

delicately-structured modicum of self-direction which 

the predecessor had permitted and the members of the group 
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enjoyed; and the establishment of close supervision in an 

attempt to secure the control necessary to fulfill top 

management's expectations and to assure subordinate 

obedience. 

¿hile these intuitive responses might tide the new 

manager over, the question of alternate administrative 
responses based upon more adequate perception was raised. 

THE MANAGER'S ADMZNI8TRATION OF 3UBORDINATE RELATIONSHIPS 

PROBLEMS 

After the new manager has established himself, the 

work group's attention returns to the disturbances growing 

out of the continuing process o± its own development and 

maintenance. Out of this absorption grow a different 

set of pressures to which the manager may respond in one 

of a number of ways. 

(1) Situationally derived pressures. The cases cited 

illustrate the degree to which production may be sidetracked 
by the group's attempts to maintain its integrity and 

standards. In responding directly to this pressure, the 

manager may find himself acting counter to a popular 

management myth holding that the expression of feelings 

by employees is out of place in the work situation. If 

he responds in terms of this myth, his administrative 

behavior is restricted. 
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(2) Pressure8 derived from the manager's behavior. 
In spite of the fact that production is blocked by a force 

particularly eiotiona1 in its content, the management myth 

precludes appropriate response. The alternate behavior, 

acceptable if not highly effective, is the attempt to 

reason subordinates out of relationship difficulties. 

Success in meeting emotion with logic is, lt would appear, 
restricted. 

It was indicated that these responses to subordinate 

relationship problems, either refusing to acknowledge them 

as legitimate management concerns or attempting to meet 

thera with reason alone, did not serve the purpose of 

restoring group equilibrium or re-establishing productivity. 

The question of an alternative administrative response 

that would perit the manager to meet such pressures at 

the psychological and sociological level was raised. 

THE MANAGER'S RELATIONSHIPS WITH SUPERIORS 

The nanager's own experience as a member of the 

management group would seem to provide a laboratory in 

which he might test and refine his approaches for sub- 

sequent use in relating to his subordinate group. It 

would appear that the experience is rarely put to such 

use. It seems to be common practice to deny the unity 

of sociological experience at all levels of business 
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society. The a8sun1ption seems to be that somehow different 

conditions prevail at the Level ju8t below one's own. 

(1) Situationally derived pressures. The status- 

protecting functions of the human mind accord legitimacy 

to interpersonal feelings and their administration at the 

manager's own level, but deny this legitimacy at the 

subordinate level. 3ince the manager's boss is also a 

subordinate, and subject to the same "upward look," there 

results a sequence of unrequited expectations. 

(2) Preaures derived from tie manager's behavior. 

The situation described above, plus the search for a 

tparent_fjgefl which was found in evidence to some degree, 

contributes towards the imposition of unrealistic expecta- 

tions upon the superior. He must fit the impossible 

particulars to which koethlisberger referred, "Are you not 

the leader? Don't you know the answers? Should you not 

set the perfect example? Don't you know what is right 

on all occasions? say, what the hell is going on here? 

Get wise to your1f, buddy2!" (17, p. 154) 

Such expectations can result in the hopeless search 

for a situation in which the expectations will be met or 

uneasy toleration of barely acceptable circumstances. An 

alternative resPonse would depend upon the acquisition 

of insight into the nature and source of such unrealistic 

expectations and the substitution of more mature perception. 
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CLUES FOR TUE HUMAN RELATIONS TRAINER 

This study ha8 not told the management trainer what 

to do or how to go about doing it. It has, however, Set 

up a classification of one set of circumstances which the 

trainer might wish to take into account in going about his 

task. It would appear that ways must be found to accord 

the manager skill in interpreting and diagnosing the rela- 
tionship situations that he encounters. Ue must have prac- 

tice in looking at, concrete situations effectively with 

provision made for his own involvement and the management 

myths that cloud his vision. He needs skill and practice 

in relating effectively to disturbed subordinates and in 

accepting and administering with precision the difficulties 

which they present. He must acquire the type of insight 

that will permit hth to develop reasonable relationships 

with superiors. 

This study has thrown some light upon managerial 

shortcomings and 

tions problems. 

the skills which 

should have. Th 

threshold beyond 

in developing in 

administer their 

inadequacies in dealing with human rela- 

By implication, it has indicated some of 

the competent human relations practitioner 

discussion has been brought only to the 
which specific methodology Is required 
managers the social skills required to 

own relationships needs and those of their 
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ubordinates. The difficult work lies ahead. The question 
that has been considered was what the manager should be 

;nd what he should not be. Largely unresolved in the field 
of human relations, it would seem, is how the manager 

should becorue these things, and what happens to managers 

who try to behave in the manner which has been indicated. 
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