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hears an ‘employee’s appeal against what the|employee
claims was unjust discipline by his foremah, What

_ the superintendent is doing is deciding a case of dis-
cipline, his method is to hold a hearing at which both

 sides are represented, but his purpose may be to save

the foreman’s face, or to appear like a good fellow
to the employee, or to.find out the truth and make a
just decision, or some combination of these.

All of us who have worked in factories know that
what a man “is really after” is rarely a,simple thing.
Work-shops are too complicated' for that. In most
acts of management there are several purposes—sev-
eral th;i{ngs the manager “is really after,” each in theii
own right.’ Furthermore, the relative strength of the
elements in this complex of ‘motivating desires is sub-
ject to ‘rapid change. Some, small untoward incident
in a hearing of a grievance may shift the predominant
desire of the executive in charge from a desire to find
out the truth to a desire to put the Employee Repre-
sentz}tive in his place. In the same way, a more funda-
mental ‘purpose, for instance, the desire of employees

. for food, shelter and clothing, may by a rapid in- '
crease in wages, such ‘as occurred in some trades dui-
ing the war, become almost wholly inactive and the
hitherto relatively latent purposes of securing agree-
able working con;{itions and leisure become pre-
dominant. A condition may thus arise where the

~ economic incentive fails to operate, and the larger the
pay the less the laborers are willing to work.

In order fo understand the conduct of a factory
executive, therefore, it is not enough merely to know
what his methods are and what he is doing, nor even
\\'haﬁ_@rp the severa‘i thingszhe “Is after”—it is neces-
sary to know the relative influence of his several pur-

. poses, and espec‘ially\ what purpose, or purposes, are
predominant at the particular time. Curiously, what
an executive’s predominant purpose, or, purposes, are
is something particularly hard for him to know. While
it is usually perfectly clear to all concerned just what
‘hg i§ doing, what he “is really after,” as Mr. Tead has
mdicatgd, is often far from clear, especially to him-
self. A foreman, who goes over to another depart-
{,nent to explain a misunderstanding in regard to an
in'terdepartmehtal order, may think that explanation
is his real purpose when in fact the primary thing

. he “is after” is to get a chance to tell the foreman in
Ff]at department (who had recently annoyed him)

4 just whatte thinks of him. A manager who insti-
tut.tes some spectacular scheme of welfare work may -
think that he is doing it out of concern for his em-
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show off. - : v
But assuming all this, why is it that a manég‘%r’s
purpose is as important as what he does, or how he
does it? The answer is, that as otie wishes ‘or pur-
poses, sa in the long run dogs’he act—While super-
ficially his actions may conf¢rm to what he thinks he
is doing, it is rare indeed that) his true purposes do not
control his more ‘subtle condiit and cause him to act

50 as to get what underneath he keally desires. \ Peo-

ple usually do the things that gét them what” they
want, and if they try to act as if /they “were a%ter”
something else, they are usually /more successful in
fooling themselves than anyone elsg. To this manage-
ment is no eéxception. If the primal thinI olur fore-
man “was after” was to get a chanceMp give his col-
league “a picce of his mind,” it is relatively/unim-
portant that wlmt;he was doing was explaining a mis-
understanding or iha‘t his method was one of 'deliber-
ate _cburlesy. _ Carefully hidden innuendo, and ‘tones
of contempt within the f8rm of courtesy, wotld dis-

* |close his real purpose and the affront would, if any-

thing, be the” more Lkeenly' felt because it was
clothed in the velvet of artifice. To, act a part is for
this reason always dangerous. It is especially so with
the manager. He is in daily and intimate contact
with the same employees and colleagues for an in-
definite period, and the acting of a part under such

ordeal than any reqﬂlirement of the stage. More-
over, he is ‘dealing for the most paﬂvwifh employees
—with unlettered peoRle whose whole deve]opment has
taught them to judge by observation, not by words.
[For this reason they share the baffling capacity of
children to see through subterfuge and sense the spirit
behind. Among. employees, .even more than among

oud that they can’t hear what one says.

On this account, in the development 'of executive
echnique should we ' not lay greater emphasis than
as hitherto been customary on the development of
urpose? If our purposes as managers are right, will
hot fairly crude methods succeed? If our [;urposes
e awry, will perfection of technique or program
avail us? Is not the primary task of a manager in
handling industrial relations problems, whether as a
foreman or as president, to establish and to maintain’
n his own mind right purposes in regard to these
roblems? For example, in handling the broader

)

ployees” well-being, when in fact his prédox'ninant“
purpose may be to, make fﬁrger profits, or merely to

intimate and sustained observation is- far more of an

more lettered men, does what one “is after” speak so

N

" that we will like to listen tq

" ment as immediate objective g
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problems of general industrie:d relationships, will
either employee representation, mployee stock owner-

ship, unemployment insurancq

or profit sharing

bring about a more cooperative, relationship between
workers and managers, if whaf the management “is

after” is to keep the workers

uiet and thus be en-’

abled more effectively to explpit them? Again, is

not the most important elemen
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N..I. Stone.’ Mr. Tead’s paper reminds me of
Horace Greeley’s famous saying, “the way to .resume
is to resume,” when this country was confronted with
the problem of the resumption of specie payment.

The way to ecliminate conflict among different
groups in industry, says Mr. Tead, is to substitute
harmonious purposes for conflicting ones. The lion
should lie down with the lamb, presumably with the
lamb on the outside. Each( should give up some part
of its purpose insofar as tliey are in conflict with the
purpo%es of the otlier party, and a new set of purposes
more in harmony with cach other will arise, and bring
about cooperation between the different gr.oups in in-

dustry.

duced to these simple terms. The difficulty will lie
rather in getting the patient to take the prescribed

medicine. .

Stripped of "its psychological terminology Mr.
Tead’s thesis discloses that the dominating motive of
ction lies in the economic interests of the in-

group a [
Managers, par-

dividuals comprising the group.

ticularly those charged with industrial relations, have -

been too prone to believe that plant loyalty arid har-
monious cooperation ceuld be built up by means of
perfected methods of employment and by the use ‘of
some magic word or slogan, which ignored, glossed
over or denied outright the existence of conflict of

interest, or regarded it as the invention of the indus-

* trial devil—the agitator. .

Mr. Tead with refreshing candor recognizes the
existence of conflict of interests between different
groups, but seeks effective ways of turning the cor[:
flict into a creative force from the destructive f?fce
which it bas been, as a rule, so far. There is no gain-
saying the fact that in the division of the product of
industry, the interests of employer and employed are
in conflict. AH things being equal, the more the em-
ployer retains for himself as profit, the less there is
left for the worker as wages, and vice versa. The
Socialist and the trade-union leader have made ex-
cellent use of this fact in their efforts to organize
labor into trade-unions and on political class lines.
The old fashioned employer and mill superintendent
has obligingly furnished chapter and verse for the
use of the union organizer and socialist agitator by
his arbitrary assertion of power. and all too frequent
disregard of the human interests of his employees.

sConsultant in Management, New York City.

It is difficult to find fault with the recipe when re-




