
* Businessmen must understand that they and

their employees have contradictory beliefs —
ajul both arc right.

DILEMMA
in human relatiom

By Abram I. Collier

U prodtietion and profits were the preoccupa-
tion of earlier business generations, it is quite
apparent that human relations have come to pre-
occupy our attentions today. We cannot pick up
a business magazine or attend a business con-
ference w itbout being importuned by some price-
less wisdom on bow to handle people. Corpo-
rations, both large and small, continuously insist
that they seek executives wbo have the ability to
work with and through people, rather tban ex-
perts wbo know only the technical side of the
business. Even investors allege that they judge
a business less by the condition of its current
balance sheet than by the quality and potential
of its management team.

In view of this growing primaey of human
relations, it is small wonder that businessmen are
spending uncounted millions in numerous pro-
grams designed to help men improve themselves
and their ability to work with others. Yet, as one
who has been actively engaged in this work, it
may not be improper for me to question wbat we
ba\e been doing, to ask wbether we have not
been too much concerned with surface tech-
niques for manipulating individual and group
behavior, and to suggest that we might better
become concerned with the search for more
ftindamental factors governing human relations.

The Problem
Xot all, to be sure, but increasing numbers of

thoughtful exeeutives are bothered by the ap-
parent conflict between the observation that
workers are more productive and more creative

if they feel they are making their own choices
and the equally evident necessity for manage-
ment to manage.

If we are going to discover whether this eon-
flict is apparent or real, we might perhaps do
well to remember tbat the study of "human
relations" has heen going on, not just for the
last two or tbrce decades, but for more than two
or three millennia. We might see if history,
literature, and philosophy do not have as much
to teach us as the observations of "practical"
businessmen; if the wisdom of Plato and Goethe,
of Shakespeare and Emerson, and of hundreds
of others is not somebow meaningful for us in
our time. In fact, if we are to decide whether
the behavior of men is caused or cbosen, we have
no alternative btit to examine the many obser-
vations and conclusions about human behavior
whieh bave appearcxi to be so contradictory for
so long.

Unfortunately, there is no field theory eom-
parable to that in the physical sciences, whieh
will take into aecount the various factors of
human behavior, wlrieb will resolve the conflict-
ing observations tbat have been made about the
nature of man. Rut it is my purpose to suggest
here that there are two distinct frames of refer-
ence according to which people think and act;
that all the observations and judgments which
have heen made or can be made about ourselves
and others are true only in relation to one or tbe
other of these frames of reference.

Frames of Reference
Here arc the two basic frames of reference:

1. The internal, which emphasizes the indi-
vidual's power of choice.
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2. The external, which deals with the causes
of behavior outside a man's control.

The contrast between these two ways of look-
ing at people is apparent over and over again in
the day-to-day operations of modern business. It
is typified by the frustration of the front-line
supervisor who has become angry and pu/zled
by the instructions of the human relations spe-
cialist who says: "Look at problems from the
point of view of your workers; let them partici-
pate in decisions; let them freely decide wbat
to do and how to do it. This is the way to get
higher morale and more production," In reply,
the supervisor answers, under his breath if not
openly: "Look, if 1 don't threaten to fire those
who goldbrick, even my good workers will start
lying down on the job. Don't give me any theory.
I prefer the carrot over the stick, but don't take
away my stick if you are going to expect me to
get the job done."

The "human relations specialist" tends to view
business and personal problems from the point
of view of the individual and tries to help him
reach his own decision. The "practieal admin-
istrator," on the other hand, tends lo view these
problems from his own point of view iind tries
to "cause" ("induce," "persuade") the individ-
ual to do what has been decided he should do.

Which point of view is right? Is either? Are
both? Before we can go into these questions,
perhaps we should consider more fully what is
meant by the two frames of reference.

Internal Reference
The internal frame of reference is the orienta-

tion where we perceive ourselves and the \vorkl
about us from our own unique vantage point.
It is our subjective viewpoint; it is our personal,
private, psychological field. From our internal
frame of reference, we are conscious of om-
power to decide what we say and what we do.
Since at times we are even able to control what
we think, we tend to attaeh great importance
to wbat philosophers have called "will.''

The power of choice is not an easy thing to
describe, and it seems impossible to measure it;
still we are eonfident that it exists and that it
exists to a much larger extent than we ordinarily
think. We may say, for example, when our boss
orders us to do something while we are at work,
"This is a matter in which we have no choice."
The fact is, of course, that we may retusc to
comply with his wish, though we do so at the

risk of having to look for another job! Alterna-
tives may be few or many, but from the point of
view oF the individual who is under pressure to
choose — and all of us are under varying de-
grees of pressure all the days of our lives —
we, each of us, can always say "Aye" or "Nay."

Power of Choice
One of the prime distinctions between human

life and life in other forms is that the latter is
characterized by autonomous response, while
human life is characterized by this concept of
choice. While our ehoiee may appear to others
to be greater or less than we beh'evc it to be, we
fee] more human, more worthy, in proportion
to the tlegree of choice we believe we possess.

As we judge ourselves, so do we judge others
b\ the breadth of their capacities and interests.
The limited man appears to have fewer clioices
to make, antl normally he is quite well aware of
this fact. The man of \\k\c capacity, on the
other hand, is aware of his greater area of choice,
which stems from Jiis f̂ rcater energies, greater
learning, greater skill, in \\hatevcr field he may
work. Leonardo da \ inei, Benjamin Franklin,
Thomas Jelferson, and .Albert Schweitzer are
prime examples of men who almost universally
are regardetl as great — men who had wide ca-
pacities and interests: i.e.. wide areas of choice.

Lack of Choice
Sometimes, of course, an individual never

learns how to ehoosc adequately, or loses his
power to make choices realistieally. Indeed, the
fundamental importance of the choice concept
is shown by the fact that the individual who
lacks it is "mentally ill." This lack can appear
in \'arious forms which are worth looking at for
what they reveal, by wav of contrast, about the
normal individual:

(1) The individual mav eonic to believe that
his choices are always inadeqLiate. that other people
arc always right and lie is always wrong. Such a
jicrson loses eoniidence in himself, feels hopeless
aru! frustrated, and therefore tries to escape. lie
ma\ hcconic depressive — so despondent with liis
laeli of capacit} to ehnose atlequalely, in his own
eyes, that he hecotiies dangerous to himself, seeking
escape throutih alcohol, hy withdrawing into a
dream world of insanity, or by eommitting suicide.

(2) In the reverse situation, the individual may
believe that his choiees are always adequate, that
he is always ri^ht and others are wrong, that all his
difficulties stem from others' faults. Sueh a person
develops a feeling of perseeution. sinee, in his eyes.



he is unjustly thwarted at e\ery turn. His behavior,
often charaeteri/ed by the violence that stems from
righteous wrath, may take the form of paranoid or
manic psychosis.

(3) Between these two extremes is the individ-
ual who is uncertain whether his choices are ade-
quate or inadequate. When he is confronted by a
problem, particularly one involving choices hetween
competing or conRieting values, he finds it extreme-
ly difficult to decide what action to take. Like
Hamlet, he debates the "To be, or not to be." A
eertain hesitation, or caution, is quite ordinary and
normal — even desirable — hut it is easy to see
that if a person cannot ultimately make up his
mind, Ms eonHicts will develop into neuroses and,
in extreme cases, into sehi/ophrenia.

"Normal," or health), people avoid the ex-
tremes and the "dead center" of uncertainty, but
nevertheless tend toward cither one extreme or
the other. Those who believe that their choices
arc most often adequate or successful tend to he
dominant people, to take initiative and leader-
ship, while those who question their own
choices, often out of high motives of humility,
tend to be less assertive, to follow- the lead of
others. And it is significant that few people can
shift easily from the role of follow'er to leader, or
vice versa; for to do so requires them to go
through a most uncomfortable period of neu-
rotic conflict which is much more distressing
than either the pressures of leadership or the
laek of status in follow ership.

In any case, however much individuals may
differ, the important point about choice is that
it exists for every one of us in some degree; it is
part of our human heritage. It is this capacity
to think and reason, to choose between alterna-
tives, that gives us our human dignity and raises
us above the level of the mere automaton pushed
hither and yon by forces beyond its control.

The internal frame of reference is, then, the
view of self from the inside, but it also includes
the efforts we make to view others from their
personal point of ^ iew as well, tt emphasizes the
factor of personal decision in men's lives and
recognizes that a large part of our lives is lived
in the atmosphere of decision: What shall I say?
What shall I do? And what are you saying
(really)? What arc you doing (really)?

External Referenee

Let us now" turn to the external frame of refer-
ence. If we look at others, we are not so much
interested in their "choices' as in the wav thev
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actually behave, and why. We want to learn,
if we can, the eause and effect in human rela-
tions to an extent wbich will enable us to predict
how a man or a group of men w ill bcha\ e in some
future time.

In this frame of reference an individual's
"choice" is more apparent than real. If we learn
about a man's biological inheritance, his whole
development and training, and all the cultural
influences which have been brought to bear on
him, and if w'e know the pressures of the im-
mediate circumstances in wbich he lives — or
at least his perception of them — then we beheve
we can predict how he will behave.

Predicting Behavior
Our difficulties from this point of view are

primarily technical: it is hard to get facts or to
know what facts arc important. To obtain all
the facts — concerning just a single individual,
let alone whole groups — is a stupendous task,
as any biographer will attest. It is even more
difficult to know which of the countless facts
about an individual are really significant.

It is here that the social scientist pieks up the
problem and assumes that the individual is not
a person who can behave unpredietably hy an act
of will, but a complicated mechanism whose fu-
ture performance will be predictable as soon as
enough is learned about the key \ariables and all
the essential relationships have been found.

It is fashionable, of course, to dismiss the
social scientists with a shrug, but it is evident
that every one of us daily makes predictions as
to how those we work with and live with will
behave. We do this both consciously and uncon-
sciously. We may not know' ail about a given
individual; we mav not know all about the en-
vironment in whicb he lives; nevertheless, as a
practical proposition, we make rough and ready
judgments about all those we associate with.

T'hus, W'-e call men energetic or slow, tense or
relaxed, thoughtful or inconsiderate — state-
ments which are simply predictions of future
behavior; and, considering the difficulties, these
judgments are surprisingly adequate. When we
appraise the work of one of our business associ-
ates, we are saying, "Let me get to know this
man, see him behave in various situations; then
I will predict how he will do in the future."

Shaping Behavior
Moreover, if we work closely with another —-

as his boss, associate, or subordinate — we not
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only learn how to predict his behavior, hut we
learn that we have some power over the en-
vironment in whieh he lives. If we can predict,
we are w ell on our way to being able to shape his
behavior. We can he friendly or hostile to him,
and the ehances arc that our attitude toward
him will have some effect upon his attitude to-
ward us, his job, and the company as a whole.

This is not necessarily so, of course. We may
he quite helpful to a person \vho then tells us to
go to the devil; we may injure another who then
jH-ocecds to ignore us, or even love us. Although
our prediction proves wrong, we do not doubt
the soundness of making external judgments;
rather we conclude that we did not get enough
facts about this particular man and the partic-
ular cireumstances to which he was responding.

Tt is quite possible to apply the external view-
point to ourselves and to observe that we have
little choice about the make-up of the world we
live in, which we must learn to accept and deal
with as it is. For one thing, there arc a large
number of internal, or biological, limitations on
our li\es. We require certain amounts of food.
drink, and oxygen, and we arc limited by the
available supplies. Our bodies secrete different
types of hormones which effectively cause us to
react in a variety of ways. Further, in the proeess
of growing up, we acquire certain habits in the
ways of doing things whieh we find difficult, if
not impossible, to change. Perhaps it is the ways
of thinking whieh we acquire that are the most
difficult to ehange; history is littered with tho
lives of those who have defended nonsense.

Thus, when we look at ourselves as well as
others from the external frame of reference, we
are assuming that choice is not a factor in human
behavior. What appears to be rational or ir-
rational choice is just a response occurring Avhen
the internal dynamics of the individual are
stimulated into motion by external forces, much
as a complex pieee of machinery performs certain
operations when the switch is pulled.

The Conflict
\'\'ith this brief understanding (jf the internal

and the external frames of reference, it may now
be possible for us to see how many controversies
regarding problems in human behavior have
been foolish and unneeessary. Arguments that
were thought to have been based on reasoning.
when related to these frames of reference, turn
out simply to have started from different assump-

tions. Thus, differences in our approaches
toward many political and business problems
often depend on the frame of reference we hap-
pen to employ or emphasize.

Pohtics and Business
Almost daily the administrator — whether in

government or in business — faces problems in-
volving the extent to which he shall trust or give
authority to other members of the organization.

In a broad sense, if the administrator shows
relatively great confidence in his associates, he
is regarded as "liberal" — a believer in freedom.
He tends to adopt the internal frame of refer-
ence, for his inclination is to try to see prohlems
as others see them and to believe that their
choices will be good. He puts his faith in self-
control and goes along with Emerson: "By trust-
ing your own heart, you shall gain more con-
fidence in other men."

Tf, on the other hand, the administrator em-
phasizes the human frailty in himself and in
other men, and thus tends to restrict the freedom
of his subordinates, we are likely to regard him
as '"conservative" — a believer in going slow. He
tends to adopt tht? external frame of reference.
to put reliance on control by rules, customs, and
laws. He sees incentives — both the positive
incentives of wages, status, and respect, and the
negative incentives of criticism and even dis-
charge — as tbe basie tools for controlling
others" hehavior in behalf of the organization.

Similar to this opposition between "liberals"
and "conservatives" is the difference within
business organizations between the so-called au-
tocratic and democratic approaches to manage-
ment. In discussing human relations in busi-
ness, prohably no point is more hotly deliated.
Some strenuously defend the leader who is au-
thoritarian and self-assertive; others plead for
the leader who is permissive and selHess. Some
want an organization which is leader-centered;
others one whieh is group-centered.

Education and Psychology
Differences of this kind seem not to be limited

to organizational problems; they are equally evi-
dent in the broader problems of education and
psychology. Perhaps the biggest controversy in
the field of education during the last generation
has been between the so-called traditional and
progressive teachers and educators.

The traditional educator, placing his primary
emphasis on an external frame of referenee, has



emphasized subjects tbat are learned by tecbniques
of explanation and practice, and has also empba-
si/ed rewards and punisbments as incentives in the
learning process.

The progressive educator, on the other hand,
trying lo adopt the internal frame of reference, has
looked at the learning process from the point of
view of the individual student, has emphasized the
acquisition of character (i.e., greater choice) rather
than knowledges and skills, has placed more reli-
ance on internal controls than external incentives.

Among psychologists, Donald Snygg and Ar-
thur Combs seek to view all behavior through
the perceptions of the individual,^ and Carl
Rogers believes that tbe best way to help a per-
son out of mental predicaments is to belp the
patient himself to see the world more clearly.^
On the otbcr band, behaviorists and tbe related
"scientific psycbologists" think of their studies
as ha\'ing significance only to the extent that
they measure something that will enable them to
find a causal relation wbicb will, in turn, enable
them to make predictions of future behavior.

Value in Both

With a very broad brusb, I have tried to sbow
that tbe different assumptions whleb stem from
the two major frames of rcferenee underlie many
of our big controversies. Must we stop here
and iimply confess tbat our assumptions will not
bear examination, that all eonelusions depend
on where we start? I think not.

In discussing tbe cultural crisis of our age,
the theologian Reinbold Niebubr gives us a pos-
sible way out of our dilemma by reeognizing the
legitimacy of both the internal and the external
frames of reference: "Man," he says, "is both a
creator and a creature . . . of tbe bistorical
proeess." '̂  Indeed, be contends tbat tbe law of
love and tbe foree of self-interest must both be
taken into account. What a difficult notion this
is! How can botb be "right"? How mucb easier
it is to confine our tbinking to either one vie^v
or the other!

Perhaps we can earry our thinking a step
further if we note tbat tbe internal and external

'• Donald Snygg and Arthur W. Combs, Individual Be-
havior (New York, Harper & Brothers, 1949). Tn this
hook an(f in Carl E. Rogers' (Note 2) there are excellent
discussions of the internal frames of reference.

^ Carl Vt. Rogers, Counselling and Psychotherapy (Bos-
ton, Houghton MifBin Comiiany, 1950).

•' Reinhold Niehuhr, "The Cultural Crisis o£ Our Age,"
HBR January-Fchruary 1954, p. 3:^.
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\ iewpoints have meaning only in relation to our-
selves or to others. Accordingly, we may discern
four basic dimensions in buman relations: (i)
the internal view of self; (2) tbe external \'iew of
self; (3) tbe internal view of others; (4) tbe ex-
ternal view of otbers.^

Four Dimensions
The first dimension is concerned not only

with tbe idea 06 choice within the private per-
ceptual world, but witb the universe of insigbt
and imagination as we]]. It is here that we
think of mind as supreme over matter, of the
"ought" in place of tbe "is," of values before
facts. It is here that we develop and apply our
scale of moral ideas, of good and evil; tbat we
cmpbasize our obligations to others ratber than
their obligations to us.^ It is here that we plumb
the depths and scale the heights of our inner
selves to gain some fresh understanding of the
nature of spirit, immortality, prayer, and God.
It is here, if we are fortunate, that tbe clouds of
our ignorance may part for a sbining instant.

To look at ourselves objectively is tbe require-
ment of the second dimension. Here we try to
see ourselves as others see us. to note our com-
plications, to laugh at our vanities and frailties.
We try to understand the hereditary and cul-
tural forces which have such great influence on
us. We recognize tbat we must accept ourselves
as we are. We adopt the position of Carlyle,
wbo, wben be heard tbat tbe transcendentalist,
Margaret Fuller, bad decided to accept the uni-
verse, remarked, "Sbe'd better!"

Wbile in the first dimension we tend to em-
phasize our differences and our need to maintain
our uniqueness and integrity, in the second we
tend to empbasize our sameness and our need to
eonform to the requirements of living together
witb enougb harmony so tbat creative work can
be done.

In tbe third dimension we try to see things as
otbers see them, to put ourselves in our neigh-
bor's shoes, to suppress our own needs and opin-
ions, to experience the world through tbe eyes
of our neighbor, witb his tbougbts and with hi$
feelings. Here we may be fulfilling tbe need of

* Compare this conceptual scheme with that oF F. J.
Boethlisberger et al., Training for Human Relations (Bos-
ton, Division of Research, Harvard Business School, 1954),
which sets forth five dimensions: (i) the norms of he-
havior, (2) ideals of hehavior, (3) personality, (4) purpose,
(5) science.

^ Pitirim A. Sorokin, Reconstruction oj Humanity (Bos-
ton, Beaeon Press, 1948), p. 117.
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other human organisms for love and se]f-esLecm
and understanding, needs that can be satislicd
only by real, living, bonest-to-goodness people;
but, cqu;il]y important, we are also ftilfjiling our-
selves, for the person who gives ]o\c, respect, and
understandint* — who can cease from project-
ing bis own values into anotbcr's private per-
ccjjiual world — gains in tbe process bis great
esl growtb and cnrichnient.

The fourth dimension is no less important.
To view others from an objective point of view,
to regard them as organisms which will respond
to stimuli, is the only way we know for getting
much of the world's work done. If roads, build-
ings, imd bridges arc to be built, it seems that
incentives — both positive and negative — are
required to bui]d them. We must analyze tbe
men in our organization, prediet wbat they ean
do and what tbey cannot, assign them tasks and
be sure they do them. In tbis dimension the
administrator may adopt tbe role of human
chemist." He regards other people as faseinating
objects of study. He keeps himself carefully de
tached from personal involvement. As required,
he inserts bimself into the situation, but usually
only as a catalyst whose presence is enough to
enable others to take effective action, but \\'ho
is not ehanged himself.

EfTective Bebavior

1 rom these brief observations, it sbould read-
ily be seen that effective behavior depends on our
ability lo live in all — I repeat, all — of these
dimensions; not at the same time, of course, but
sequentially, as circumstances require. Success
ful living and successful human relations require
us to realize tbat at one time one dimension
should be dominant, but at other times anotber.
Tbus, every thought or action which is valid in
one dimension must be qualified — either ex-
pressly or by implication — by the statement
that "this is not nceessarily true or wise."

Realizing the importanee of eaeb of these four
dimensions, we must be eareful not to place too
mucb emphasis on tbe need for balance, modera-

" See Thomas Dreier, The Executive as Ihiman Chemist
(Scarsdale, N. Y., The Updegraff Press, Ltd., 1954), for
this interesting, though, I believe, inadequate analogy.

' Lewis Mumford, The Conduct of Life (New York,
Hareourt, Brace and Company, 1951), p. 146.

" Cf. Ecclesiastes 3:1-8: "To everything there is a
season, and a time to every purpose under the heaven: '
A time to be born, and a time to die; a time to plant, and
a time to pluck up that which is planted;/ A time to kill,
and a time to heal; a time to break dov^n, and a time to

lion, or the golden mean. As Lewis Mumford
has pointed out,' moderation must be limited by
its own canon: n't' must be vioderate about heing
Jiiodcniw. If we believe, with Pascal, that
"nothing great is accomplished without passion,"
there are times ^ when tbe circumstances facing
any one uf us call for the most immoderate
bebavior, times when we must live, wholly in one
dimension.

Over lhe long run, bowc\er, it seems plain
that loo mtich or too little emphasis on any one
dimension, if sustained, may lead to distortions
in tbougbt and behavior. Thus:

ft Too niucli emphasis <ni the first dimension may
lend to excessive introspection and a departure
from "reality'; too Httle emphasis will deprive a per-
son of necessary insights and creati\'f power.

€ In the st'cotrd dimension, if we accept ourselves
too much, it may lead to irresponsibility, to an ex-
ctise for immorality or criminal behavior; yet if we
do not accept ourselves enough, we will be the
victims of o\cranxiety.

€! If the third dimension is carried too far, we
make cooperation an end in itself, and we get an
excess of what David Riesman so well describes as
"other-directedness"; •' yet too little understanding
and cooperation, as we know, leads back to brutal-
ity, deiith, and despair.

€[ Excessive detachment in the fourth dimension
may lead a man to "play God," to treat other people
as though they were his marionettes, to become the
Machiavellian manipulator; but equally dangerous,
in a business administrator, is the excessive personal
involvement which prevents his viewing situations
clearly and calmly,

Lse of the terjrt "dimensions' runs the risk of
implying tbat they bave a spatial and a static
quality. Nothing could be more misleading, for
it is evident that each dimension of the human
individual changes in tiiiic. Why do people who
have had successful psycbothcriipy feel tbey bave
entered a new world? Only bccotise now tbey
have fresh insights into tbeir own natures —
natures which change with time. Indeed, if

build up;/ ;V time to weep, and a time to laugh; a time
to mourn, and a time to dance;/ A time to cast away stones,
and a time to gather stones together; a time to embrace,
and a time to refrain from embracing;/ A time to get, and
a time lo lose; a time to keep, and a time to cast away;/
A time to rend, and a time to sew; a time to keep silence,
and a time to speak;/ A time to love, and a time to hate;
a time of war, and a time of peace."'

" David Rifsman, The Lonely Crowd (New Haven, Yii!e
Universitv Press, 1950), Chapters 6 and 7.



our inner lives as adults were no broader or
deeper than our lives as children, we should be
much concerned. Tbe gains and the losses ol"
time are perhaps most apparent in a physiolog-
ical sense, but tbere are changes in our behavior
and temperaments as well.

Likewise, our relations with others are never
static; values and interests change. Good morale,
like a good friendship or a good marriage, is not
something that can be achieved and then for-
>iottcn. Ibere is more than a little truth in the
old story of the ward heeler who, after listening
to his boss recite all the favors he had been given
over many years, still complained, "Yes, I know,
but wbat bavc you done for me latelyT'

A. H. Maslow bas recently predicted that the
psyehiatrically bealtby man, the "eupsychic
man," will become tbe ideal of our age, as the
spiritual man was the ideal of the Middle Ages,
and tbe intellectual man the ideal of the Renais-
sance. He has also observed that one of tbe
prime cbaracteristics of mentally healthy people
is tbat tbey see no basic inconsistency between
selfishness and unselfisbness, for they see tbe
elements of botb in every act. Likewise, they sec
no conflict between duty and pleasure, between
detachment and involvement, between serious-
ness and humor, between intensity and casual-
ness, between thinking and doing, because eacb
type of bebavior is appropriate to particular eir-
cunistances.^"

ir tbis is true, and if we are bealthy, we
should have no difficulty in dealing with the
classic injunetions suggested by our four basic
dimensions:

D-1 Be true to yourself.
I>2 Know yourself.
D-Ji Love your neigjihor.
D-4 Seek ye the truth.

Meaning for Management

"AU tbis may be very well," yovi say, "but how
does it help tbe practical administrator in under-
standing and dealing witb the concrete problems
whicb he faces day to day?" Tt is not my pur-
pose here to discuss administrative gimmicks or
iecbniques. I do suggest, however, that the con-
ceptual scheme I have set forth may be of some
value in understanding admin is tr;stive situations
and practices; and if tbe thoughtful administra-

'"A. H, Maslow, Motivation and Personality (New York,
Harper & Brothers, 1954), pp. 232-234, 340.

Dilemma in Human Relations 65

tor understands, there is the chance, if not tbe
likelihood, that he will be better able to fulfill
his own creative role.

Administration
During the last 25 years we have seen a swing

in business management from wbat might be
called an externally oriented view of people to an
internally oriented view. In too many cases,
however, it has been a swing from being exces-
sively tough-minded 1:0 being too tenderhearted.
As a result, the limitations of the "be-nice-to-
people" scbool of human relations bavc become
increasingly obvious.

At present, it seerns, we are in danger of a
regressive attitude with respect to administra-
tive behavior; and unless there is increasing
awareness of tbe administrator's need for hoth
orientations, we are likely to revert to the prim-
itive "treat-'em-rougb-if-ever-you-get-the-chance"
school of management. If tbis is the case, we
have a big job ahead in improving tbe under-
standing of the conflicts and tbe paradoxes
implicit in the administrative role.

Communications
Mucb thinking on administrative matters to-

day seems to be couched in terms of communica-
tions, and it seems to me a useful approach.
Words, as the semanticists bave been telling us,
are no more than symbols, and tbey arc never
adequate to describe completely any object or
event. Still, as a praetical matter, people must
communicate with words, and they do quite
well, even witb some very abstract words like
"goodness," "understanding," "beauty," "justice,"
"truth" — words wbicb are symbols for some of
the most profound experiences men bave bad.
My own suggestion would be that the usefulness
of the communications Idea would be greatly
improved if writers and speakers had some way
of signaling the dimension or frame of reference
which they intend to use.

Appraisal and Placement

May it not also be suggested that frames of
reference may be of some significance in those
difficult administrative chores whieh we call ap-
praisal and placement? Many rating forms and
procedures have been devised for tbese purposes.
They record tbe opinions of superiors, peers, and
even — in some cases — subordinates. In addi-
tion, numerous tests have been developed and
marketed wbich, after completion by the indi-
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vidual himself, are designed to predict what his
future behavior will be.

In these efforts, several things have been often
overlooked. In many instances the individual
bimself has not been consulted as to what he
thought about himself and wbat he wanted to
do, In more instances, even when a fairly com-
plete, reasonably valid portrait of tbe individ-
ual has been drawn, administrators have failed
to consider the circumstances in wbich tbe
individual had been, and would be. working.
The difficult analysis ol' the situation has been
submerged by tbe easy glitter of the appraisal.

There is probal)ly nothing quite so appealing
as tbe round-peg, round-hole theory of place-
ment; it has all the finality of "They lived bappily
ever after." The difliculty, of course, is caused
by the gremlin known as Time. There is no
certainty tbat time will not change the nice
smooth peg or the nice smooth bole after the peg
has been so carefully fitted in.

Perhaps rank-and-file jobs do not change
rapidly, but in the executive sphere, at least, it
is plainly evident that the pressures and require-
ments of a position may change (juickly and
materially, and that what started t)ut as a good
placement may shortly apjicar to have been a
stupid blunder. Under such circumstances, ad-
ministrators should be looking for and tr\'ing to
de\elop men who have the capacity to li\e in all
dimensions, who can shift easily from one to
imothcr, as circumstances may re(juiiv.

Training and Development
^Vitb respect to problems ot trainin<4 and de-

velopment, an explicit understanding of the
internal and external frames ot' reference sbnuld
suggest both the values and tbe limitations of
each of the two major schools of training.

In recent years, role-playinjj, case discussions,
nondirective counseling, and similar teaching
devices have conic in for much merited use.
They ba\'e cncouragcti men to look into lln-'m-
selves, lo ask new questions, to explore T\VW in-
sights, to gain new confidence in thcmscl\cs and
others. Basic is the assumption that [leopic
learn hest if they want to learn — and that
most people do want to learn.

There is a danger, however, that too little
empbasis is being put on incentives for learning,
too few rewards for good work, too few puni.sh-

" Sec Frederic F. Pamp, Jr., "Liberal Arts as Triiiiiing
for Business," HBIl May-Juno i955. P- 4^-

'- Aiex Bavclas, "Communication Patterns in Tiisl^-Ori-
ented Groups," Journal of the Acoustical Socict} of Amer-

mcnts for po{)r work, OL' Jione. There is equal
danger that too little emphasis is being put on
practical skills and techniques — and on broad
theoretical implications, as well. \ am not pre-
pared to say tbat all training t)r education is
good, but I am inclined to believe that skillful
discussions of the basic ideas contained in "great
books" may be of as much value in training
supervisors" as skillful practice in how to coun-
sel with the often-absent employee.

OrganiziUioii
With fcspCLl to our organi/ational thinking,

do we not have to consider more carefully our
group goals and (he cn\ir()nment in whicb the
organization lives and operates?

If our organizational purpose is lo produce
new ideas or ideas that will persuade others, then
it would seem ihat the dominant frame of refer-
ence should be internal and the organization
group-oriented rather than leader-oriented. Racb
member of such a group must he subject lo the
loosest direction, so that be can assert his own
ideas, which, interacting t'recly with others, will
produce constructive syntheses. Actually, this
kind of organization is typical of professional
"groups .such as college faculties, scientific re-
search tiivisions, hm partnerships. Tt is also
typical of the hest top-management teams.

If, on the other hand, ibe organi/alional
purpose is to produce something t-fRciently, it
must be icadcr-oricnted, and the management
must gciiL'rally adopt an external frame of refer-
ence.^" Likewise, if tbe group li\es in a highly
competitive or hostile environment, the leader
orientation tends to dominate, for only in this
way can the group organize eflicienlly lo meet
whatever threat or netxl exists as of the mo-
ment^'^ Militarv units arc the ob\ ious examples
of such groups.

It is difllcull lo gencrali/c regarding organiza-
tional patterns in business, but it seems clear
that most businesses and most departments with-
in a business need the values of bolh orientations
and the ability to shilt tlicii" orientations aeeord-
ing to their aims and tbeir eircumstanees.

Conclusion

When 1 referred earlier to the need for a Jield
tbeory lo explain human behavior, I may have
ica, November 1950, p. 725.

^̂  Elfon Mayo, The Social Prohlems of an Industrial Civ-
ilization (Boslon, Division of Rcscarcb, Harvard
School, 1945), Introduction X\'.



implied that a satisfactory field tbeory did exist
in the physical sciences. Such, of course, is not
yet tbe case. The wave tbeory of light or radi-
ation is quite adequate, we are told, to explain
certain phenomena such as refraction, but quite
inadequate to explain others such as diffrac-
tion, for which the contradictory quantum theory
is rc(jiiired.^' We are, it seems, in much the
same position in the study of human relations.
Man\' phenomena of human behavior can be
understood only by postulating an internal will
;ind inind, while other phenomena can be un-
derstood only by postulating an external world
in wbich all things arc caused and determined.

These paradoxes and contradictions should
not gi\e us concern, however. Eor years it was
thought that two and two always equalled four,
and that parallel lines never met. But Michel-
son and Morley found tbat two and two did not
equal four in the case of the speed of light and
its source; and Einstein found he had to use
Kienuinn's geometry, in which all parallel lines
must incct.

So why should we get too excited if, in our
human arrangements, we find that there are
times for trust and times for suspicion, times for
liberalism and times for conservatism, times
for optimism and times for pcssiimism about tbe
future uf the human race? Such contradictions
may simply reflect wbat Niels Bohr called the
"complementarity of opposites." They are op-
posites wbich complement, but which do not
contradict.

What we must develop, then, is a kind of
"relativity theory." We should begin to appreci-
ate tbat wbat we see in ourselves and in others
is relative to our point of observation in the
dimensions of human relations. Thus, on a
deeper level than we bave touched on so far, it
may be said, "Erom my observation post, I have
the power of choice, but you do not; and from
your observation post, you have tbe power of
choice, but I do not."

Bishop Berkeley, noting that the only way we
know anything about the world around us is
through our perceptions, concluded tbat all was
mind and that matter had no existence inde-
pendently of mind. Materialists sucb as Hegel
and Marx reached the opposite view — that
wbat we conceive of as mind is simply one form

" George Gamow, 0>/e Tuo Three . . . Infinity (New
York, The A'iking Press, 1947;, pp. 1^7 il.
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of matter. In my view, both of these notions are
wrong, but botb are wrong only because tbey
overlook the possibility of the other.

Much of what we are suggesting is contained
in the story of William James, who one day
listened to a student argue tbe case for free will,
whereupon he commented, "Yes, I agree with
tbat completely." Then a second student gave
the argument against free will; the professor
again replied, "Yes, tbat is obviously true." A
third student then interrupted in great excite-
ment, "But, Professor James, aren't you being
wholly illogical in agreeing witb these two con-
tradictory statements?" At this, the professor
said, with a twinkle, "Yes, yes, of eourse; you
are right too."

Understanding and Acceptance
Wbat we must learn to do, of course, is to

understand and hence accept the fact that peo-
ple act according to both oi' tbe two contradictory
beliefs: (a) tbat behavior is willed and (b) that
behavior is caused. Beyond this, it seems, we
must withhold final judgments and learn to live
with our ignorance.

Tbere is some evidence that \ve are making
slight progress in this direction. In recent years
there have been periodic and persistent reports
that "tlying saucers" bave been seen in the skies
at night. By most people these reports have been
dismissed as illusions, but a few have suggested
that the saucers might contain visitors from outer
space. Xot many years ago, tbese few might
have been burned as possessetl by evil spirits, or
jailed as insane. Today, when hydrogen bombs
are brute faets, we are somewhat slower to deny
the possibility of interstellar travel.

If we can learn to withhold our judgments
while proceeding patiently with our investiga-
tions into the dual nature of man, there is some
hope, it seems to me, tbat we ean not only survive
but go on to fulfill our ereative destiny. As busi-
nessmen who have only reeently come to learn
tbe importance of human relations, should we
not try to see tbe relevance of these ideas for
our offices and plants? Equally important,
sbould ŵ e not give more encouragement, in in-
terest and cash, to research in human affairs?

Man has always learned tbrough the ap-
proaches of insight and observation, but bis
search for understanding will not be culminated
until he discovers that both approaches are t)ne.






