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The Executive Neurosis
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£ T me start with a little story — fictional
as to characters, but based on a cross

section of real experience:

On the way home from Frank Wright's funeral,
two of his superiors in the company were discuss-
ing his case.

One shook his head. "Frank's sudden death is
an awful loss to the company," he said. "We've
never had such a human dynamo — such energy
and initiative. And he never let up, had no regard
for hours. In fact, I'mi afraid that's what killed
him. The doctor told him to slow down after that
second coronary, but two weeks later Frank was
going full speed again. What a worker! Just
think, only 12 years ago he started as a route sales-
man; in 5 years he was sales manager. And he was
only 43 when we made him vice president in
charge of sales last year. I don't know how we're
going to replace him."

"I don't want to speak ill of the dead," said the
other man. "Frank was a terrific worker — tireless,
conscientious, and unsparing of himself. I agree
with you; he probably killed himself by overwork.
But I'm not sure Frank was quite the paragon you
think. In fact, we haven't anyone to take his place
because he never developed a successor.

"You'll remember, from the day he came with
us Frank was 'on the make.' He knew what he
wanted, where he was going. He was willing to
work to reach his goals, but he wasn't beyond
being ruthless either. Look what he did to old
Pete Williams. Pete had many limitations. But

he was loyal to his subordinates and had done
everything he could to bring Frank up in the
organization. But Frank had no scruples about
taking Pete's job from him."

The first man had listened thoughtfully. "You
may be right," he said. "And now that you speak
of it, I often suspected that Frank feared capable
subordinates. They might do to him what he'd
done to old Pete. He did surround himself with
'yes' men."

"And I'm not so sure Frank's judgment was
always too good," the second said. "He's the one
who was positive that we didn't need to make ex-
tensive model changes in our '53 line. And what
happened? Our competition gained a lead that's
going to be the devil to fight. Worst of all, Frank
wasn't willing to take responsibility for mistakes.
Remember how he blew up and tried to blame
others when we began reviewing our failure to
change models? Sure, Frank made many valuable
contributions to the company, and we'll miss him.
But he overreached. You know, several of the
directors were worried. They thought that either
he'd have to be demoted or be told to start looking
for another job. Getting promoted from sales
manager to vice president in charge of sales
stepped him up over his head. Maybe that feverish
activity leading to his death was an effort to keep
his head, above water."

"Maybe," the first man nodded. Then he
added, "Of course, if you look at it that way, our
management is largely responsible for his death.
We were so dazzled by his personal salesmanship
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that we failed to recognize his limitations, so we
promoted him to a job that was too much for
him."

Doesn't that have a familiar ring? Indeed,
Erank typifies a characteristic figure in Ameri-
can business — the man who literally drives
himself to death, who so lives his job that he
gives it precedence over all other interests, even
his family. Seeing little of his children and
making a "business widow" of his wife, he has
no time for community, civic, and church ac-
tivities. These "human dynamos," as Erank's
bosses called him, are self-indentured slaves to
their careers.

Superficially, such men appear to be ideal
employees. They have no distractions from
their concentration on work. They are ex-
tremely ambitious and unusually competitive.
They are frequently the best producers, espe-
cially from the standpoint of quantity. Their
single-minded devotion to the job tends to at-
tract the attention of management. (In fact,
such individuals usually are careful to see that
they do attract attention.) They are the contest
winners, the quota breakers, the contributors
to suggestion plans. They are the ones to whom
hours mean nothing and who are willing to
travel and spend nights and week-ends on the
job. Often, too, they are intelligent, well quali-
fied technically, and excellent personal sales-
men. They can make brilliant analyses; they
can compile complete, comprehensive, and care-
fully reasoned reports.

In consequence, they are earmarked early
as "comers" and rise rapidly in the organization.
Management quickly spots them as potential
material for top jobs in the company.

Many men showing these qualifications do
have genuine potential, of course. But some
have basic limitations for top-management re-
sponsibilities which their brilliance, compe-
tence, energy, and obvious devotion to the job
tend to obscure. Eor instance, they are fre-
quently, despite their seeming dynamism and
self-confidence, persons with inner feelings of
insecurity and frustration who have a strong
need to deny these characteristics and often
possess a surprising capacity for hatred, rivalry,
and resentment. These aggressive characteris-
tics stimulate them to great activity. More-
over, when they are promoted to positions
which are too demanding, the threat of their
deficiencies being exposed creates pressures

which further accentuate their limitations and
weaken their self-control. As a result, such men
attempt to get out of the morass in the only
way they know —by working harder. They
become tense and anxiety-ridden, with occa-
sional temper flare-ups when the pressure be-
comes unbearable. They are driven more and
more to overwork in an attempt to "work off"
their hostilities, compensate for their short-
comings, and conceal their inadequacies.

This spiral of anxiety-hostility-activity moves
at a constantly accelerating rate until a point
of tension is reached at which something must
give. In Erank Wright's case it was his heart.
In other instances the result is a nervous break-
down, excessive drinking, or "indulgence"
vices of one kind or another. The unfortunates
suffer from what may best be termed "execu-
tive neurosis." To paraphrase Thoreau, they
lead lives of tumultuous desperation.

Quite aside from the unhappiness which
executive neurosis causes the sufferer himself,
this form of emotional maladjustment is a
major problem to business and industry for
two reasons:

(1) Because of their obsessive devotion to their
jobs, neurotic executives tend very quickly to
work themselves into the top levels of business
m^anagement. Because their hostile, destructive
tendencies are frequently obscured by their tech-
nical competence and drive, their limitations are
not usually recognized by management until after
they have been placed in highly responsible posi-
tions. Once this has happened, it is often difficult
to remove them.

(2) Because the future of business and industry
in America depends, in the final analysis, upon the
quality of top management, it is imperative that
those chosen be qualified for these undeniably
difficult assignments. Although a neurotic may
possess superior intelligence, technical knowledge,
conscientiousness, and a willingness to work hard,
he is likely to he deficient in some other equally
important qualification such as (a) exercise of
sound judgment under pressure, (b) acceptance of
major responsibilities, (c) sufficient versatility to
adapt to widely varying conditions and cope with
highly diverse problems successfully, (d) ability to
build and maintain a team operation, (e) abiHty
to develop a subordinate to take his place when
he has been promoted, left, retired, or died, and
(f) imagination or creativeness. And no one who
is seriously lacking in any of these can be reafly
competent to administer a large, complex, and
dynamic business enterprise.
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Hence it is particularly important to avoid
selecting managers who have neurotic tend-
encies — the very men who often appear to be
most suitable for exacting positions, and for
that reason actually do reach the top-manage-
ment level in disproportionately large num-
bers. Perhaps, therefore, it will be well to
approach the analysis of executive neurosis —
what it is and what can be done about it — first
from the more general standpoint of manage-
ment needs and pressures.

Problems in Appraising Executives

The problem of finding qualified, profes-
sional managers to administer a business is a
fairly new one. Until World War I there was
relatively little need for managers of this kind;
most businesses were managed by their owners.
However, as a result of the trend toward the
separation of ownership from management
during the last 25 years — to say nothing of the
rapid growth in size and complexity of busi-
ness organizations — the need for professional
(nonowner) management talent has become
significant.

The responsibilities of the manager of a
modern corporation may be compared to those
vested in the captain of a ship; if he is not
qualified, not only he but many others also may
be injured — public, stockholders, employees,
and so on. The choice of men to administer
the larger business and industrial enterprises,
therefore, is increasingly a matter of major
concern. At the same time, business manage-
ment has become a highly specialized profes-
sion because of the complex and the heavy
demands it makes on its practitioners, and the
talents required are such that relatively few
persons are qualified.

Difficulties and Limitations. The problem of
finding qualified business leaders is compli-
cated by the difficulty of ascertaining who has
or who has not actually demonstrated the kind
of competence required in positions of top
responsibility.

At first glance, it would appear to be quite
easy to distinguish successful from, unsuccessful
business managers. Such factors as company
earnings, growth, competitive position, and so
on would seem to provide adequate criteria of
management competence. But it is not so sim-
ple. One limitation lies in the fact that a

manager's results, whether favorable or unfa-
vorable, may have been due in a large measure
to factors over which he had little or no con-
trol. Examples of such factors are shifts in
market, competitive or economic conditions,
the attitudes (cooperative or noncooperative)
of associates or subordinates, and the cumula-
tive effects of policies and practices instituted
by predecessors.

A further complication in appraising man-
agers is that there is no one with whom a top
executive can exactly be compared. No two
top positions are identical in their opportuni-
ties, demands, or working conditions. Each
executive is faced with unique and special
problems. Furthermore, in many companies
the top executive "makes his own job" in the
sense that it is he, and he alone (with more or
less perfunctory approval of directors), who de-
cides what steps to take and what policies to
institute. Accordingly, in most cases, the ex-
ecutive's course of action is largely a reflection
of his own personality make-up, motivations,
and inherent aggressiveness; and there just is
no basis for direct comparison.

Comparison is also difficult because com-
petence or lack of it may not be demonstrated
for years to come. The executive's results to-
day may not truly reflect, and may even differ
sharply from, his long-term results. Thus, cur-
rent profits or deficits do not necessarily pro-
vide a reliable criterion. Profits may be made at
the expense of long-term considerations (e.g.,
deferral of needed maintenance expenditures),
or as a result of the exploitation of the institu-
tion's good name (as when a company with
established goodwill is taken over by a new
management which cheapens product quality).
Conversely, wise expenditures may be insti-
tuted whose favorable effects will not be ap-
parent for months or years; or it may be neces-
sary to plow back current income into needed
improvements which m.ay result in a diminu-
tion of profits or even their elimination for a
period.

Appraisal may also be difficult because,
owing to purely fortuitous circumstances, an
executive may never have been put to the test.
Many a man, even though he is but marginally
qualified, can administer an organization un-
der favorable conditions. It is only when the
executive has to lead his company, division, or
department under unusual stress that his qual-
ities are actually tried. Fortunately for many
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executives, the postwar era in America has
been a boom period.

But the greatest difficulty in assessing the
performance of men in top management arises
from the fact that they never operate under
static conditions. Management responsibilities
are constantly varying. Markets are in an in-
cessant state of change. Technology is subject
to radical alterations, often overnight. Gov-
ernment regulations, policies, and practices
undergo almost daily revisions. Hence, the
fundamental characteristic of the executive's
job is that he must continually anticipate and
then coordinate and integrate factors which are
constantly changing. This means that a man
who is particularly well qualified to adminis-
ter a business under one set of circumstances
may be quite unqualified to do so under differ-
ent ones. To illustrate:

In its early days the consumer cooperative move-
ment was primarily a protest. Early organizers of
cooperatives were "men with a mission." As mili-
tant prophets of a new economic philosophy, they
were consecrated to protecting the small purchaser
from the alleged rapacity of entrenched monop-
olists. Without the obsessive drive of these pio-
neers the cooperative movement probably would
have died in infancy. The qualities useful in get-
ting cooperatives started, however, are not neces-
sarily the ones required to administer them
effectively today. Now that cooperatives are big
business, the crusading founding fathers have had
to be replaced, in quite a few instances, by pro-
fessional managers whose points of view are dis-
tinctly different.

Similarly, the mere growth of a firm may in itself
create entirely new and difEerent demands on man-
agement. A small merchant may be quite success-
ful until his business begins to expand. As long as
he can maintain direct personal contact with his
customers, he does well. Once his business gets so
big that he has to deal through people, however,
he may be in trouble. He may have difficulty in
delegating duties, or he may not be able to pick
and handle men to share responsibility with him ,̂
or he may lack that breadth of outlook and capac-
ity to plan that is essential if he is to continue as
the leader in his business.

Pressures on Executives. Having looked at
some of the limitations on appraising execu-
tives, let us turn our attention to the problems
of the executives themselves. What pressures
and circumstances make life difficult for them
to the point where only relatively few are actu-

ally well qualified for positions of top author-
ity? Here is a partial list:

(l) Many pressures grow out of the increased
tempo of modern living. A half-century ago, par-
ticularly before the advent of improved communi-
cation media and the broadening of competition,
most businesses were conducted at a slower pace
than they are now. With the physical dispersion
of plants and division of large organizations into
a number of autonomous units, problems of in-
ternal communication have become much more
complex. Furthermore, as a result of modern
technological developments, there has been a great
increase in the complexity and variety of products,
which has generated new and special problems of
manufacture and distribution.

(a) Simultaneously, government controls and
restrictions have becom ê greater, and governmen-
tal tax, spending, and fiscal policies have intro-
duced new difficulties into company financing.

(3) A factor of negligible significance 30 years
ago, but a force to be reckoned with today, is the
labor union. Labor's increased economic power
and influence in the government have confronted
top management with many problems totally un-
known a generation earlier.

(4) As a corollary to the union's growing power
and infiuence, the attitude of the individual em-
ployee toward his job and his employer has
changed. He constantly wants more in compensa-
tion and benefits and is less willing to turn in a
day's work for a day's pay. These changes in the
worker's attitudes are due, in part, to the increased
security and bargaining power he has gained
through unionization. To an even greater degree
the attitudes express old resentments rooted in the
abuses of years when employers exploited their
superior bargaining power at the worker's expense.

(5) Modern management also takes the brunt
of the public's shift in attitude toward business.
In the nineteenth century, employers were re-
garded as benefactors who created jobs. Since the
depression, when this confidence was destroyed,
big business has been suspect. This too, as re-
flected in government regulations and controls,
adds to the difficulties of management.

(6) Finally, the troubled international scene,
with its threat of an all-out war, its shortages, its
regiraentation, and its manifold dislocations of
normal routines, breeds uncertainties which make
planning more difficult.

In brief, the major and inescapable charac-
teristic of the top executive's role is its ex-
cruciating demands in terras of time and con-
tinuous mental and physical pressure. The top
executive can never escape final responsibility.
Regardless of the qualifications of his subordi-
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nates and his success in delegating operating
duties, it is he who must face the music in case
of trouble.

Obviously, the major executive cannot do
everything himself or even supervise everything
personally. He is always confronted with hav-
ing to accomplish his objectives by working
through people. (And the greater the number
of people, the greater the number and variety
of problems which can arise.) He must be able
to put together and keep together an organi-
zation to do most of the work for him.

In theory or on paper it is easy to recruit,
train, and lead an organization which is compe-
tent, loyal, and productive. In practice it is
next to impossible because of several peculi-
arities of human nature. For one thing, most
people regard work as unnatural, at least under
the conditions of regimentation and control
inherent in a business organization. For these
reasons an executive can hardly expect to cre-
ate an organization, especially at the lower
levels, composed of persons voluntarily exert-
ing themselves to contribute to the firm's total
welfare. The attitude of many of his employ-
ees always will be, "I only work here."

This does not mean that all employees will
be antimanagement or necessarily a drag on
the operation as a whole. They will simply be
disinterested — neither outstandingly negative
nor, on the other hand, boiling with construc-
tive ideas. (This explains the popularity of
special incentive systems and rewards designed
to stimulate more than nominal productivity
from the average work group. Most of them,
however, are actually of only transient value,
as the major effort of the employees is soon
directed toward beating the system.) The point
is that the executive himself must continually
stimulate his personnel to creativity and activ-
ity. He cannot rely on devices to do that for
him.

Indeed, managers must cope not only with
disinterestedness but also, especially as the or-
ganization grows, with three disintegrative
tendencies among company employees:

1. Segmentation—As the company expands,
each of its principal functions — sales, production,
accounting, finance, engineering, research, person-
nel — tends to grow into a suborganization in and
of itself. Each of these "empires" gradually be-
comes convinced that it makes tbe major contribu-
tion to the company's success and sets out to
convince top management. At tbe same time it

strives to hide from management anything which
might cause its worth to be questioned. Group
traditions and intradepartmental loyalties inten-
sify these tendencies.

2. Bureaucracy —As an organization grows and
ages, it becomes primarily concerned with defend-
ing itself against outside influences. A rigid and
self-perpetuating bureaucracy is likely to develop.

g. Stratification—The top executive is also
forced to deal through a highly stratified middle-
management group. The more levels of middle
management between him and tbe sales, clerical,
and production workers, the harder his communi-
cation problem becomes. Each level has its own
characteristic social structure, traditions, and
group loyalties. Rivalries develop between those
at one level and tbe level above it. More particu-
larly, tbey develop witbin a given level because
each of the incumbents is a rival of all tbe others
for promotion to the next level. As individuals
progress upward in tbe hierarchy, competition
becomes increasingly acute.

Consequently, in a manner parallel to tbe com-
petition between the "empires" for top-manage-
ment recognition and approbation, each individ-
ual at each level of middle management likewise
devotes a substantial part of bis time and effort to
impressing his superiors. He does tbis by adapt-
ing to bis superior's prejudices and predilections;
by emphasizing constantly his own value; and by
preventing bis superior from learning anything
prejudicial to his standing. One of tbe safest ways
a member of middle management can insure his
favorable consideration for promotion is to avoid
responsibility wherever possible. If trouble oc-
curs, be personally cannot be charged with any-
thing prejudicial. Unless circumstances prevent it,
this is a common practice among men of middle
management.

4. Isolation from workers — The most serious
problem of relationship confronting top manage-
ment is witb the rank-and-file employees — tbe
men and women who constitute tbe broad base of
the company pyramid. It is they who, in tbe final
analysis, turn out tbe production. Tbe state of
their morale not only determines bow much tbey
will produce but colors tbeir relations with their
superiors, particularly middle and top manage-
ment. Here top management is usually faced witb
acute isolation.

Although in tbeory tbe chain of command from
top to bottoni of tbe organization provides top
management witb a two-way cbannel of communi-
cation, in practice this is not true. To begin with,
tbe several factors wbicb separate tbe top execu-
tive from his rank-and-file workers are too numer-
ous and too great. Tbere is physical distance; tbe
plants, offices, and sales territories may be widely
dispersed. Even if this is not tbe case, the top
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executive rarely has sufficient time to get to know
his people personally. In addition, marked and
serious barriers to communication also usually
arise out of status as well as educational, economic,
and even political and ideological differences.

Furthermore, rank-and-file employees see little
opportunity for advancement. As compared to
those at the management levels, they also have
less economic security, less recognition, and less
voice in determining the conditions under which
they have to work (including sick leave, paid
vacations, retirement plans, benefit programs, and
so on). In consequence, a sharp cleavage often
develops between top and middle management,
on one side, and the lower levels of workers, on
the other. It is only natural that the unions' in-
fiuence over rank-and-file employees should have
grown tremendously in the past several decades.

To sum up, the top executive, having to
accomplish his ends by working through peo-
ple, must do so with a minimum of communi-
cation and despite frequent lack of understand-
ing, trust, or loyalty. He works in an atmos-
phere where many subordinates, through
self-interest or hostility, withhold from him or
distort the information which he must have in
order to administer the business. To make
matters worse, the professional manager is him-
self subject to considerable pressure from
above. Since he is not the owner, he is respon-
sible to his board of directors and, in a general
sense, to the stockholders.

These pressures and their attendant frustra-
tions have a tremendous effect on him —
whether he is neurotic or well-adjusted. Just
what that effect will be varies with the nature
of the pressures, with the executive's own
motivations and make-up, and with the amount
of support he receives from various sources.
But it is no wonder that if the individual does
have neurotic tendencies, be sooner or later
shows inability to cope with the responsibili-
ties of a major management position — i.e., in-
ability to make the decisions demanded of him.
Either he has difficulty in reaching a decision
at all (he procrastinates or makes use of some
other flight mechanism); or his decisions are
hasty, superficial, overinfluenced by his anxi-
eties, or colored by his hostilities. In short, he
becomes prone to errors in judgment.

Causes of Executive Neurosis

Why are certain individuals able to handle
executive responsibilities successfully while
others, seemingly of equal endowment, show

the symptoms of executive neurosis? Are there
indices which will be helpful in predicting ex-
ecutive success or failure? A study of a sub-
stantial number of cases suggests that there are.

The differences between executives who are
qualified for top jobs and those who are not
lie primarily in two general areas:

(1) For one thing, the individual's constitution
plays an important part. Some persons, as a result
of inheritance, not only have sturdier bodies but
are also better integrated psychologically. They
can endure mental as well as physical stress better
than others who are less well endowed.

Another constitutional factor is the individual's
physiological energy level. This is also probably
related to health, although here no empirical evi-
dence is available. The fact remains, however, that
som̂ e persons appear to be inherently more dy-
namic, energetic, and creative than others. For
instance, mLany successful executives are hypo-
manic; that is, their energy level is very high but
not excessively so. The hypomanic temperament
is characterized by marked activity, self-confidence,
optimism, and drive. While such a temperament
is certainly not the sine qua non for executive suc-
cess, it is found in successful executives with suffi-
cient frequency to suggest that it is particularly
advantageous.

(2) The other major difference in the capacity
of individuals to stand up under pressures is the
extent of their emotional maturity. The develop-
ment of this quality is a slow and painful process,
and it begins very early in childhood.

Nearly every parent is familiar with the mani-
festations of a child's emotional immaturity. All
young children tend to be (a) passive, in the sense
that everything is done for them; (b) dependent,
as a result of their manifest helplessness; (c) de-
manding, because their needs are powerful; (d)
prone to disregard reality, because of their lack of
experience with it; and (e) largely lacking in self-
control. The young child is also quite selfish and
is the complete hedonist — dedicated to the enjoy-
ment of maximum pleasure and avoidance of
pain.

The extent to which the individual outgrows
these traits is determined largely by his early
horae environment. In many cases, to be sure,
the subsequent environment during adolescence
and early manhood or womanhood may play a
crucial role — in contributing either to the out-
growing of infantile traits or to the acquisition of
new neurotic tendencies — but the typical case is
where the decisive influences occur during child-
hood.

Of the two general categories, that of emo-
tional maturity is the more significant for our
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purposes, not only because it deals with facts
which are better established clinically, but also
because it bears on behavior patterns which are
more likely to yield to remedial or preventive
action.

Adapting to the Environment. Maturation
from infancy to childhood is essentially the
process in which the child learns to control his
primitive, infantile, and unsocial drives and to
adapt himself to society and reality.

The success which the child or youth has in
this learning process takes place as a result of
his experience with the immediate and painful
consequences of an unsocial or otherwise un-
desirable act. The more immediate and pain-
ful the consequences, the greater their impact
on the individual; correspondingly, the greater
their effect in teaching him to control his prim-
itive, infantile drives. For example, the infant
sees the pretty candle Rame. He reaches for it
and grasps the flame. The next time that he is
tempted to reach for a candle flame, the mem-
ory of the first painful experience has an in-
hibitory effect.

As he grows older, he is admonished not to
behave in certain ways — for example, not to
steal cookies from the jar. If, in spite of this,
he persists and is caught, he is punished. The
memory of this punishment and the threat of
its repetition serve to inhibit his impulse to
repeat the act.

In the social sphere, his experiences are edu-
cational in much the same manner. If he grabs
another child's toy, his finger may get bitten.
If he carelessly leaves his new bicycle out over-
night, it may be stolen. The painful conse-
quences of such unsocial or unrealistic actions
leave a lasting impression.

To be sure, love is necessary to sustain the
child in his conflicts with reality and to sup-
port him while he is learning to adapt himself
to it. But it can do little directly to domesti-
cate his infantile drives; only in rare instances
is a child-parent identification strong enough
to curb these impulses, and it may actually do
more harm than good if it goes to the extreme
of protecting him from all their consequences.
Most of the experiences which bring about
these changes in the child's response patterns
are painful. If they were not, they would not
be effective — a circumstance which gives rise
to the expression, "the school of hard knocks."
Although the child does not enjoy them, they

are necessary if he is to mature into a self-
reliant and well-adjusted adult.

In no person is domestication of the primi-
tive infantile drives ever complete. Further-
more, progress made is always subject to a tend-
ency to regress when subjected to pressure.
Even when the adult is reasonably self-con-
fident, continued rebuffs and frustrations may
lead him to abandon a grown-up approach to
his problems.

Learning to Control the Environment. The
extent of an individual's emotional maturity
depends on another aspect of his early experi-
ence and training — the development of posi-
tive talents and qualities that will enable him
to cope with and control his environment. The
most important of these qualities are: (a) ex-
ercise of initiative, (b) development of self-
reliance, (c) ability to give as well as get, (d)
ability to get along with others, (e) develop-
ment of self-discipline, and (f) capacity for
realistic long-range thinking.

Initiative and self-reliance are especially sen-
sitive to early environmental infiuences. The
first activities of the child are directed toward
getting what he wants. If he is helped by his
parents and others to learn to cope successfully
with his environment, he develops self-confi-
dence and self-reliance. He feels secure and
capable. If, on the other hand, he is subjected
to autocratic and arbitrary authority and is con-
stantly frustrated, he is likely to abandon his
efforts to master his environment and to get
what he wants on his own. In that case, he will
become prone to give up easily when confronted
with resistance. As a rule, he will find it easier
once again to become passive and dependent
— as he was when an infant — and to gain his
ends by pleasing or exploiting the authority
figures to which he is subject. He becomes the
"good child," docile and submissive, and later,
as an adult, the "good soldier" who always does
as he is told. Such persons make good subordi-
nates but are rarely successful as administra-
tors.

The child is also helped to overcome his pas-
sive, dependent tendencies by being given
responsibilities. For example, if the boy wants
a new bicycle, he can in many cases wheedle it
from his parents. It is much better, however, if
they indicate that it is up to him to earn it,
either all or in part — perhaps by delivering
groceries for the neighborhood store. He thus
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learns to do things which are unpleasant in
order to reach his long-term goal. He must
learn to get along with people, both the other
workers in the store and the customers. As he
inevitably passes candy counters, he must learn
self-discipline because every ten cents spent for
candy is one less dime toward the bicycle. Also,
since a bicycle is not earned as a result of haul-
ing one load of groceries, the boy learns perse-
verance. Even more important, however, he
forms the habit of getting what he wants by his
own efforts rather than by depending on others
to get it for him. In the same way, it will be
necessary for him to learn to make his own
decisions and to stand by them even though,
in some instances, the consequences will be
unpleasant.

Facades for Immaturity. Unfortunately, in
many cases the child is not encouraged to think
realistically and to accept responsibility. The
results soon begin to show up. As he grows
older, his contacts with his environment create
social needs for: (a) recognition, status, and
prestige; (b) power and authority; and (c)
money with which to indulge himself. In order
to satisfy these needs and to conceal from him-
self and others his basic infantilism, he may
early learn to become quite adept at justifying
his shortcomings. He becomes expert at find-
ing reasons to explain and rationalize the
gratification of his infantile needs. Eor exam-
pie:

One young man had changed jobs three tim.es
in nine months, all within the hotel field where he
had set out to become a trainee. Asked why, he
had ready answers. In the first job the manager
demanded that he work nights; he could not sleep
well during the day, and to preserve his health he
quit. He left the second position because the
caliber of the hotel's clientele was questionable.
The manager of the third hotel was overdemand-
ing and asked him to work overtime occasionally.

These explanations were afl superficially plau-
sible, but analysis of the young man's record indi-
cated that he had been badly overprotected and
had never persevered in any activity which re-
quired effort or diligence. The reasons which he
gave for leaving his three positions were "good"
ones but not the real ones.

If the individual is intelligent, attractive,
and well-endowed physically, his way is made
easier. Many infantile personalities learn early
in life to be expert at exploiting others. Some

cultivate affability and charm. Others learn to
ingratiate themselves more directly by "catch-
ing the check" or by gifts. Still others discover
the value of being models of decorum; they do
not smoke, drink, or use vulgar language, and
are "good" in all the superficial aspects of be-
havior. Others find a useful screen in religion.

These manifestations are actually a facade
designed to conceal selfishness, dependence, ir-
responsibility, and an unrealistic outlook on
life. The excuses the individual makes for his
shortcomings seem designed to impress others
— his family, his friends, and his employer. But
this is only their secondary purpose. Their
primary purpose is to conceal the truth about
the individual from himself. They make it
possible, in other words, for him to avoid fac-
ing the painful reality that he is not self-reli-
ant, unselfish, and capable, as he likes to be-
lieve he is, but rather the opposite.

The end product is an individual who may
be brilliant intellectually, highly educated,
experienced, outstanding in appearance and
manner, superficially charming and likable,
and often extremely ambitious, but who nev-
ertheless is still essentially selfish, dependent,
undisciplined, and an irresponsible child.

It is significant that in their relations to their
superiors such men like to be subordinate to a
man who is "strong, sound, and orthodox," be-
cause he will tell them precisely what to do.
This usually relieves them of responsibility for
decision-making and for initiating anything
new that might necessitate readjustments or
carry with it the danger of revealing their
weaknesses. In their leader's "strength" they
find a strong "father figure" whom they may
resent but on whom they can rely. If he is a
member of the "in" group, that fact gives them
an added feeling of security; and if the superior
has notable prestige and status, some of his
glory will refiect onto them.

In their relations with others, however, per-
sons of this type often exhibit quite a difEerent
kind of behavior. They may be hostile and
aggressive. Particularly with their own subor-
dinates, they tend to be demanding, arbitrary,
and inconsiderate; and their conception of
management is strictly authoritarian, com-
mand-giving. They find it easy to make scape-
goats of their subordinates.

Status and all of the trappings, symbols, and
insignia of rank and authority are of para-
mount importance to this inherently passive.
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dependent, resentful type of executive. These
symbols satisfy his insatiable thirst for recogni-
tion and prestige, proving that he is not really
passive, dependent, and weak. They are also
very helpful in maintaining his authority over
subordinates, for they are in effect crutches to
compensate for his inherent deficiencies as a
natural leader.

Passive, dependent executives are also invari-
ably conformists. By conforming to the stand-
ards of the "in" group, they insure the support
and protection of its members, both above and
below them in the hierarchy. Furthermore, the
new, the different, or the unorthodox is po-
tentially dangerous. Hence, they cling des-
perately to the status quo.

Top-management positions appeal especially
to men of this temperament. That is the dan-
ger. Since they are not realistic, they give little
thought to the demands of the position but
think only of the glamour and what they will
get. Because they have so many of the quali-
ties which, superficially considered, are re-
quired for the job, and because neither the
individual nor manageraent is aware of their
inherent weaknesses, they are likely to be un-
wisely promoted. It is this type that is a
grade-A candidate for executive neurosis. (By
contrast, the obviously immature, who do not
make good employees at any level, cause little
trouble in business because their limitations
quickly manifest themselves and they soon quit
or are fired. They have not been able to de-
velop the facades, in other words, that enable
them to go up very far in the company.)

Development of Emotional Maturity. It
may be helpful to compare the candidate for
executive neurosis to the man who does have
the capacity for mature, responsible adminis-
tration of a corporation. What points of dif-
ference in his training and experience make
him a better bet for top management?

In the first place, this particular combina-
tion of traits is usually the product of a good
constitution" and sound habits formed in an
environment where the child was neither ex-
cessively protected nor brutally mistreated, yet
where he was constantly presented with new
challenges. (The antithesis of this is a rela-
tively stable, protected environment which re-
quires the development of little facility in
adapting to changing circumstances or modify-
ing the environment.) The child was encour-

aged early to accept responsibility, to make his
own decisions, and to begin actively to shape
and infiuence his surroundings. He received
the love and support necessary to sustain him
during the period in which he was developing,
and he grew up in a "climate of confidence"
where his parents and others made it clear that
they felt he could accomplish whatever he set
out to do and did not give him tasks which ex-
ceeded his ability to accomplish. Hence, he
did not bear, to an unusual degree, the experi-
ence of failure and defeat.

It is not surprising that many of the nation's
outstanding leaders in business have "come up
the hard way" and from homes in which affec-
tion and emotional support were provided.
Take, for example, the environment in which
Abraham Lincoln was raised, where his mother
provided the support and encouragement dur-
ing his formative years that enabled him to
gain the strength that was useful to him in later
life.

Given such an early environment, not every-
one subsequently develops into a qualified ad-
ministrator. Nevertheless, if it can be clearly
determined that the individual early formed
the habit of meeting the challenges with which
he was faced, rather than taking flight from
them, then it is reasonably safe to assume
that he has formed the habit of coping with his
environment in a positive, realistic manner.
He is quite likely to be an individual who has
learned to take an active, dynamic role in gain-
ing his ends and who can do so, furthermore,
with a minimum amount of anxiety. His ag-
gressions will be found to have been subli-
mated in overcoming the obstacles which were
placed in his path. The end result, in most
instances, is an effective, well-adjusted adult
who can handle responsibility, make decisions,
and generally play a dynamic leadership role.

Recognizing Executive Neurosis
Some cases of executive neurosis are, of

course, practically unavoidable. The limita-
tions of human nature and accidents of circum-
stance may combine to conceal recognition of
the trouble from management until it is too
late. Most cases, however, can be avoided —
and often without serious embarrassment to
management or the executive.

In the remainder of this article I want to
discuss the problems of management action
from two standpoints: (1) recognizing execu-
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tive neurosis before the sufferer reaches the
breaking point and (2) taking appropriate steps
once it is recognized.

Detecting Neurotic Executives at the Sub-
clinical Stage. A large proportion of the cases
of executive neurosis which occur are the result
of improper placement. A boy has been given
a man's job. This has come about because
neither he nor his management recognized
that he was still a boy, actually only a child.

What are the marks by means of which emo-
tional maturity or lack of it in a candidate for
an executive position can be detected? As a
rule, the key to the determination of an indi-
vidual's emotional adjustment lies in a careful
review of his record to date. Granted that a
candidate for an executive position has the
requisite intelligence, education, experience,
skills, energy, and health, what special quali-
fications must he have if he is to be reasonably
free from emotional immaturity? In general,
he must at least have demonstrated on previous
assignments (a) ability to accept heavy respon-
sibility without undue anxiety, (b) capacity to
make sound judgments under pressure with-
out panic or undue aggressiveness, and (c) an
active, creative, dynamic orientation toward
his environment (that is, must not merely have
passively adapted to it, but have shaped and
molded it to meet his needs). Many other
qualities — for example, ability to get along
with others — are useful, but it is the above
three that are the indispensable requisites of
executive success.

Yet today nearly all promotions to top-man-
agement positions are based on such obvious
factors as the amount and type of the individ-
ual's education and technical training, the
level of his intelligence, and the length and
character of his experience. To be sure, these
are valuable factors to investigate because, if
an individual is deficient in any of them ,̂ he
obviously cannot handle executive responsibil-
ities. On the other hand, these are, so to speak,
only screening criteria. They do not customar-
ily provide sufficient information relative to

^ See Robert N. McMurry, Handling Personality Adjust-
ment in Industry (New York, Harper & Brothers, 1944); and
Robert E. ShaefEer, "Merit Rating as a Management Tool,"
HARVARD BUSINESS REVIEW, Vol. XXVII, No. 6 (November
1949). P- 693.

" See W. C. Halstead, Brain and Intelligence (Chicago,
University of Chicago Press, 1947); and W. C. Halstead,

the qualities that make or break a top execu-
tive.

The difficulty is that accurate information
about the qualities that do count is hard to get.
Their nature is such that the individual can-
not appraise himself accurately; that is, he can-
not recognize the extent to which his over-
weight, for instance, or his excessive smoking
or drinking, is a reaction to his basic in-
securities. Furthermore, practically no one else
has sufficient insight or objectivity to judge
accurately the extent to which he has these
qualities.

It is imperative, therefore, to scrutinize care-
fully the various miethods that might be used to
appraise the suitability of candidates for top-
management positions;

(1) As a minimum procedure, it is recom-
mended that present methods be supplemented by
tbe use of the "patterned interview" (in all cases)
and the "patterned merit review" (in cases where
the candidate is already in the organization).^

(2) Where the candidate is over 35, whether he
is being brought in from tbe outside or upgraded
from within, it is also desirable that a measure be
obtained of his biological intelligence, using a
test such as that developed by Ward C. Halstead
of tbe University of Chicago.^ This is designed to
detect physiological changes tbat may have affected
tbe structure of tbe brain. A condition whicb
contributes to tbe development of executive neu-
rosis is physiological deterioration of the prefrontal
lobes of the brain and, to a lesser extent, of tbe
entire cerebral cortex.

This condition is usually extremely gradual in
its onset and subtle in its symptomatology. It may
be tbe result of trauma, of infection, or particu-
larly of age (i.e., physiological age, which bears
no necessary relation to cbronological age; owing
to differences in constitutional factors, some per-
sons begin to deteriorate in their late 30's while
others have full use of their intellectual powers
into their go's). The more common causes of
prefrontal lobe and cortical deterioration are
(a) high blood pressure, (b) arteriosclerosis, (c)
diabetes, (d) partial asphyxiation or drowning,
(e) blows on the head as in boxing, automobile
accidents, or falls, and (f) the histological changes
which accompany senility.^

"Biological Intelligence," (Symposium on Personality The-
ory), Journal of Personality, Vol. 20, No. 1 (September
1951), pp. 118—130.

^ W. C. Halstead, H. T. Carmichael, and P. C. Bucy, "Pre-
frontal Lobotomy: A Preliminary Appraisal of the Behavior
Results," American Journal of Psychiatry, Vol. 102, No. 2
(September 1946), pp. 217-228.
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Regardless of the cause of damage, a reduction
in powers of learning, memory, judgment, and
self-control results. Where deterioration has taken
place, the individual exhibits a diminished capac-
ity to assimilate new and abstract ideas into ex-
isting ideation systems. He does not forget what
he has already learned, but he has great difficulty
in assimilating new ideas and acquiring a famili-
arity with new techniques and procedures. When,
as often happens, the subject is vaguely aware of
the difficulty, any pre-existing tendencies that he
may have toward executive neurosis are accentu-
ated as a result of his worry and feelings of in-
security.

In addition, there appears an increased rigidity
in habits of thinking, a tendency to become reac-
tionary and to live to an increasing extent in the
past. The individual has a desperate need to
cling to the status quo ante. A person so affected
also tends to regress to many of the traits charac-
teristic of the child — selfishness, dependence, in-
capacity to accept responsibility, exhibitionism.
He frequently has a lower threshold of emotional
discharge. He is apt to make snap judgments
without care for ultimate consequences.

A man may have been brilliant and capable of
sound judgments prior to the onset of this condi-
tion. Since deterioration is usually very gradual,
it is not ordinarily recognized until it is far ad-
vanced. The degree of deterioration may be quite
extensive before the condition is discovered.
Even then, because o£ the man's previous record
of achievement and because much that was learned
in the past is not lost (so that he carries on rea-
sonably well), his superiors and associates may
find it hard to accept the fact that he is no longer
the man that he once was.

The fact that the deterioration of the prefrontal
lobes and cortex is irreversible, that once the
damage has been done it cannot be repaired,
makes it especially important to attempt to detect
and measure cerebral impairments of this charac-
ter at the subclinical stage — before they become
visible and acute. The Halstead tests provide an
indication of the onset of this condition and of
the extent of the damage, even before a neurologi-
cal examination will reveal it. Retests will indi-
cate the rate of deterioration.

(3) Insights provided by the patterned inter-
view, the patterned merit review, and the Hal-
stead tests are helpful not only in the selection of
men for promotion to top -management but also
in appraising raen who are already in policy-
making positions. They are useful, for example,
where a bank is about to underwrite an issue of
securities or make a substantial loan to some firm.
Many bank loans have doubtless "gone sour" be-
cause the bankers were not able properly to assess

the personality qualifications of the executives
running the debtor business.

Alertness to Overt Symptoms. But what if
executive neurosis is not detected at the sub-
clinical stage? Fortunately, nearly all sufferers
from executive neurosis exhibit clear symp-
toms of the condition long before the final
breaking point. Hence, if management is aware
of the symptoms and their significance, appro-
priate steps often can be taken before the
breaking point is reached. The signs that man-
agement should be alert to might be sum-
marized as follows:

(1) To begin with, the sufEerer is rarely "on
top of his job." Instead, the job is master. Evi-
dences of this can be seen in such symptoms as
inability to relax and to be at ease in work. Some-
times the executive has sudden, violent outbreaks
of temper. Such a man is constantly under ten-
sion; he worries frequently; his behavior is marked
by a nagging undertone of anxiety.

Major decisions are hard to make. In fact, he
may find it impossible to accept top-level respon-
sibility entirely on his own. Because the position
may demand that he make decisions despite his
inability to do so, many decisions are made in an
atmosphere of doubt, insecurity, and anxiety. Un-
fortunately, such judgments are also more than
ordinarily prone to error. A person who is himself
alternately in a rage or in a partial state of panic
is not able to think soundly and objectively.

His very weakness becomes in itself a source
of resentment toward more able superiors and
associates. He may constantly seek scapegoats on
whom to vent his rage. He may be prone to wish-
ful thinking without adequate regard for the long-
term consequences of his decisions. Or he may
desperately seek temporary expedients. For ex-
araple, let us say that at a critical period in the
company's activities an executive is faced with
exorbitant union demands, reinforced by the
threat of a strike. The easy solution is to appease
the union by acceding, with the hope that a per-
manently grateful union will reciprocate by mak-
ing no more excessive demands. The neurotic
executive's need to escape a difficult decision pre-
vents him from recognizing that such appeasement
in labor relations rarely pays and usually only
establishes a precedent for new demands.

(2) Such an executive also frequently lacks ob-
jectivity in judging both associates and subordi-
nates. He is chronically fearful that his limita-
tions will become apparent to his superiors.
Therefore, it is of paramount importance to him
to conceal anything which may raise questions
concerning his competence. He must not be placed
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in an unfavorable light in comparison with his
associates and particularly with his subordinates.
His primary unconscious motivation (rarely does
he bave real insight into his limitations) is to sur-
round himself with persons less competent than
he, so tbat he will not be outshone. Subordinates
wbo are strong, aggressive, and generally compe-
tent are sensed as threats to his security and status.
He either endeavors to rid himself of tbeir pres-
ence as subordinates — by separation, transfer, or
demotion — or does his best to keep from his
superiors their splendid qualifications.

(3) Executives so handicapped also find it diffi-
cult to cooperate with their peers and with others
in the organization. Tbis characteristic manifests
itself in several ways. Often tbe individual is an
overt prima donna. He may openly admit that his
own interests take precedence over those of tbe
others. As a rule, however, tbe rationalization is
more subtle. Tbe individual gives lip service to
tbe principle of cooperation, but in carrying out
his daily duties be tbinks primarily of himself and
his own interests. Not infrequently be is overtly
sadistic. Unconsciously be bates people. His
activities, tberefore, tend to be disruptive rather
than integrative.

(4) The most obvious manifestation of execu-
tive neurosis is probably tbe inability to accept
personal responsibility for decisions. Since the
afflicted executive's decisions are made initially in
an atmosphere of anxiety charged witb hostility,
their consequences are a continuing source of
concern to him. If, because tbey were poorly con-
ceived or because of conditions beyond his control
tbe results are unfortunate, bis existing anxieties
are grossly accentuated. The man then has only
one thought: he must evade responsibility for the
catastrophe, whether it be a major or minor one.
He seeks every pretext, no matter bow ffimsy, to
project the responsibility on to otber persons or
circumstances. If, as is frequently the case, he is
of superior intelligence and broadly experienced,
he can m.ake such explanations appear quite
plausible.

Tbis is particularly true wbere tbe difficulty is
not wholly his responsibility but can be shared
by several. By slanting his explanations, shifting
his emphasis, and in other ways coloring tbe
facts, an astute executive can keep bimself in tbe
clear to a surprising degree. At the same time he
can subtly attack bis rivals for top-management
favor.

Thus, for example, wben Frank Wright (dis-
cussed in tbe introduction) decided not to make
major design alterations in bis line, be did so
thinking solely of tbe cost of tbe new dies and
retooling which would be required. He assumed
that competitors would tbink as he did and act
accordingly. When they did not and came out

with radically new and improved designs, it left
bim at a serious disadvantage. But because of his
own insecurities, be could not admit be bad made
an error in judgment, so he found it necessary to
place the blame on others. He charged tbat his
market research department bad kept him im-
properly informed of competitive trends. He
claimed tbat bis field sales organization had not
kept him advised of competitors' activities. He
accused the engineering department of exaggerat-
ing the cost of designing and producing new
models. While he could not wholly escape tbe
outcome of the final decision, he carefully dis-
tributed the blame as widely as he could — even
among tbose who might only remotely have had a
sbare in it.

(5) Other early indications of executive neuro-
sis in an individual are the appearance of symp-
toms of defense mecbanisms: (a) a conviction of
personal omniscience and infallibility; (b) the
development of paranoid (bypersuspicious) atti-
tudes toward his associates and subordinates in
general (tbey are working "against" bim); (c) an
emotional, defensive attitude toward anyone wbo
questions his policies or disagrees with bim; (d)
tbe development of hypercritical tendencies (no
one else can do anything right); and (e) a tend-
ency to surround bimself only with "yes men."

In the early stages of executive neurosis the
individual may still be able to do a fairly
creditable job. He may use reasonably good
judgment, even under pressure. Although he
will rarely be able to build a strong organiza-
tion with good morale, he may not be more
than a marginal liability to the company.

If, however, the responsibilities and pres-
sures of his job increase — or perhaps are just
allowed to continue — the development of ex-
ecutive neurosis will lead him to the brink of
outright failure. Although the end result of
the ascendancy of a job over its holder is a
breakdown, most commonly the individual
simply quits or is fired because his performance
inescapably has become substandard. This is
why some executives occupying high positions
change affiliations at frequent intervals — some-
times as often as once every year. Having oc-
cupied top-level positions in other companies,
they are usually accepted as being top-caliber
executives. In addition, being plausible, they
are frequently able to explain to prospective
employers why it was not their fault that things
did not work out on preceding jobs and why it
was necessary for them to move. It also relieves
their feelings to attack their previous associ-
ates and superiors. Because it ordinarily takes
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a year or more for an employer to discover the
nature of a high-level executive's neurotic limi-
tations, the latter may remain for one or even
several years before he is encouraged to leave.

In other, and in a sense more tragic, situa-
tions, the neurotic executive remains on the
job indefinitely. Thereupon certain conditions
may develop:

(1) Most common of these are so-called
"flights." In the simplest form of flight the indi-
vidual flatly dodges the responsibilities of his
position. He does not answer difficult inquiries
or takes time off from the job. He is not ill; it is
simply that when he is faced with a difficult situa-
tion or problem, he walks off for a period of from
a few hours to a week or m.ore, hoping that by
some miracle the problem will solve itself during
his absence. (Interestingly enough, in many in-
stances, subordinates, associates, or superiors will
then handle the situation for him or it actually
will solve itself spontaneously.)

(2) In other instances, the individual will take
flight into drinking. Drinking is essentially a
neurotic escape mechanism because it rarely solves
problems. Usually it creates additional ones, both
on and off the job. (Actually, it is primarily a
mechanism for self-destruction; the victim turns
his aggressions on himself.) But even knowing
this, some persons, if their anxieties become snfii-
ciently acute, will inevitably anesthetize them-
selves with alcohol.* Others overeat or become
chain smokers.

(3) The most common flight reaction is refuge
into illness. Not conscious or willfnl malingering,
this flight is a form of conversion neurosis compa-
rable to the battle fatigue seen in World War II
or to the hysterical blindness, paralysis, and deaf-
ness (the "shell shock") observed in World War I.
Here also the sufferer has, in part, turned his ag-
gressions on himself; they are simultaneously a
device for self-pnnishment, a bid for sympathy,
and a means of attracting attention. Victims of
the battle of business usnally manifest a character-
istic pattern of symptoms, chiefly upsets of the
gastrointestinal tract (chronic indigestion, nlcers,
colitis, and so on), hypertension (high blood pres-
sure of psychogenic origin which tends to becom ê
chronic), and various types of allergic reactions.
In addition, the physical stresses often lead to
heart conditions.

Corrective Action hy Management
In the case where the sufferer or potential

suflierer of executive neurosis is detected before

* See Robert N. McMurry, "Can We Save The Man Who
Is A Victim O£ Alcoholism?" Sales Management, Vol. 64,
No. 5 (March 1, 1950), pp. 41-43.

being promoted to a position of high respon-
sibility, the problem of management action is
of course relatively simple. The candidate can
be passed over for promotion or harmlessly
sidetracked. If, on the other hand, the case is
not caught in time, management's problem
may be a good deal more difficult. Often a
mutually satisfactory solution can be found,
however, and in any event management should
not let things run their course — for the sake
of the man and his family as well as of others
in the organization.

Psychiatric Help Sometimes Possible. Where
the executive is already in a position over his
head and is beginning to manifest symptoms
of executive neurosis, it may be possible to
arrange for psychiatric help. The principal
problem here is that the average executive is
quite reluctant to avail himself of such a serv-
ice. Its very mention by his superiors, he feels,
is a threat to his security and status, an evi
dence that he is "through" in the organization.
It creates tremendous new anxieties which can
be critical. It may precipitate a fiight and
cause him to decide to leave hii position. His
attitude, if verbalized, is: "The only thing for
me to do is to get out before the ax falls." This
illogic is comparable to the reasoning of the
person who fears he has an incurable disease
and, in consequence, commits suicide.

With many persons it is a severe blow to the
ego to have it suggested that one needs psy-
chiatric help. Nearly anyone can accept with
equanimity the advice that he see a physician
about an organic condition. Psychiatric help,
on the other hand, suggests so many socially
unacceptable and frightening connotations that
the average person, particularly if he lacks
sophistication in the mental hygiene field, is
likely to be dreadfully frightened at the idea.
Also, much resistance stems from an uncon-
scious fear that the process of therapy will
somehow become so profoundly disturbing
that it will be unbearable. And, indeed, the
emotional equilibrium of many neurotics,
especially sufferers from executive neurosis, is
so delicately balanced that any change, even of
a therapeutic character, is likely to be extremely
upsetting; often the sufferer becomes the vic-
tim of still more unbearable anxieties.

For these reasons, any suggestions in this
direction must be handled with extreme tact
and should be advanced, wherever possible, by
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an authoritative figure — for instance, a physi-
cian in whom the individual has implicit con-
fidence. At best, suggestions of this character
will be difficult to accept; if improperly made,
they can be devastating in their effects upon
the victim's self-confidence.

A skilled medical practitioner can often en-
courage the individual, in the course of "talk-
ing out" his problems, to reach a decision,
seemingly of his own volition, to seek psychi-
atric help. Where the sufferer believes that the
initiative was his, much, though not all, of the
anxiety associated with treatment of this char-
acter will be dissipated. And once he is in the
hands of a qualified psychiatrist, the psychia-
trist's skills can usually allay the anxieties
enough for the patient to remain under treat-
ment.

Direct Management Action. In most in-
stances, psychiatric help, because of the resist-
ance described, will not be accepted by the
neurotic executive. Fortunately, however, an
informed management can do much to relieve
the situation, independent of psychiatric treat-
ment, by altering the nature of the individual's
work. There are several ways to do this de-
liberately (although often it is done by man-
agement intuitively):

(1) Tbe victim of executive neurosis can be
transferred from a line to a staff position of equal
or superior status, or be made a "consultant."
Properly handled, this need not look like a "kick-
ing upstairs." As a rule, the staff position eases
many of the former pressures, relieving the man
of the responsibility for making major decisions
with their attendant risks.

At the same time, an exalted staff position — "ex-
ecutive assistant to the president," for instance —
allows considerable opportunity to gratify the in-
dividual's need for: (a) status, recognition, and
prestige; (b) power and authority; (c) money;
and (d) security. If tbe staff position is of an equal
or higher status tban tbe previous office, little or
no loss of "face" or earnings need take place;
anxieties are not accentuated by a feeling of bav-
ing been demoted.

(2) Much can be done by periodic, informal
counseling sessions conducted by skilled members
of tbe company's personnel staff who are of equal
status in the organization and are not line supe-
riors of the person being counseled. This system
has been markedly effective witb rank-and-file em-
ployees. A notable example is tbe Western Elec-
tric Company at the Hawtborne works in Chicago,
where "nondirective" counseling techniques have

been used for a number of years. True, tbe pro-
cedure has not been used as much at the higher
levels at Hawthorne, largely because tbe need for
it bas not been fully recognized until recently, but
the same principles apply with executives as witb
employees of lower rank.

It frequently happens that the executive is
frightened and, in spite of his efforts to deny it,
insecure; that is, he is not on top of bis job and
fears the loss of his security and status. In such a
case, he must have periodic reassurance that his
situation is not too threatening, that his position
is secure, that he is well regarded by bis superiors,
and that no one in his immediate work environ-
ment is a threat to him.

In a sense, the counselor becomes somewhat of
a father to him, "holding his hand" and offering
bim the reassurance and support needed. (In
psychiatry this is termed "supportive" therapy.
No radical change is brought about in tbe subject's
situation, but he feels better. In otber words, tbe
procedure is purely palliative.) The counselor
also becomes the executive's adji'ocate before man-
agement and may even help him with his personal
problems off the job.

The second contribution of the counselor is his
role as a cathartic agent. By allowing the execu-
tive to talk out his problems, he provides outlets
for tensions arising from aggressions and hostili-
ties, with a minimum anxiety because of tbe lim-
ited danger of reprisals; tbat is, everything told
tbe counselor is confidential. By baving this op-
portunity to harmlessly talk out his hostilities
toward his superiors, associates, and subordinates,
the executive comes to feel less aggressive toward
tbem and, in consequence, not only more relaxed
himself but also able to work with them more
easily. Because he is less anxious, bis judgment is
better.

(3) Where a man cannot be transferred to a less
demanding type of work, sympathetic understand-
ing on the part of bis line superiors can also be
extremely helpful.

A supporting role of this character requires ex-
quisite tact, insight, and understanding on the
part of the superior. He must be kindly, somewhat
indulgent, but a strong and decisive father figure,
providing needed support and counsel, recogni-
tion and praise where merited, and sympathy
without moralizing or being admonitory. (Again,
this is something that actually is often done in-
tuitively by natural leaders. Therefore, som̂ e
companies maintain good executive morale even
though not all of those in the executive positions
are particularly competent.)

Conclusion
From a purely prophylactic point of view, a

major responsibility of those who control the
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destiny of a business or industrial organization
is to prevent the development of executive
neurosis among members of their top manage-
ment. They can do this by care in selecting
persons for promotion and in the handling of
those who are already filling such positions.

Unfortunately, critical appraisal techniques
for top-level positions are not yet applied in
many businesses. Instead, men are promoted
because: (l) they have been for many years
faithful assistants or "second men" to a quali-
fied executive; (2) they were good staff men
(but had never been tried in an administrative
post and consequently had never had an op-
portunity either to develop management skills
or demonstrate their lack of them); (3) they
were highly trained technically and, because of
their superior accomplishments in this field,
were assumed to be equally qualified for ad-
ministrative work; (4) they were "glamour
boys" who had been able to "sell" themselves
to their superiors; (5) they were once highly
competent executives (but have since deteri-
orated); (6) they were good politicians or some-
one's "pets"; (7) they inherited their positions;
(8) they were recognized to be poor risks, but
no one better was available. In any group of
executives who have been chosen in this man-
ner, a large number of sufferers from executive
neurosis, either actual or incipient, will prob-
ably be found.

For maximum effectiveness, the demands of
each top-management position must be ana-
lyzed and evaluated in terms of:

1. Technical requirerflents as to skills and experi-
ence.

2. The human environment in which the incum-
bent must work, including
a. The personalities of superiors and associ-

ates;
b. The attitudes and qualifications of sub-

ordinates.

3. The extent and character of the administra-
tive, or decision-making, demands of the posi-
tion.

4. The status level, extent of authority, and the
economic opportunities of the position.

A next step is to match the qualities of the
candidate or incumbent against the demands
of the position. This, as already indicated, will
necessitate the use of the patterned interview,
the patterned merit review (for persons al-
ready in the company's employ), tests of intel-
ligence, and the Halstead test. These exami-
nations will be helpful in determining the in-
dividual's technical proficiencies, his cerebral
integrity (freedom from evidences of brain
damage), his principal motivations, the amount
of drive which he possesses, and also the extent
of his emotional maturity — in other words,
the degree to which he is free from tendencies
which may result in executive neurosis.

Rarely will the scores tally perfectly. If the
match is reasonably good, the man is a promis-
ing candidate. If, on the other hand, there is
little correlation between the qualifications for
and the demands of the job, the man is a poor
prospect. This is particularly true where a
candidate shows an incipient tendency, recog-
nizable in other forms, toward executive
neurosis.

A program of evaluation of candidates for
executive positions and of incumbents in them
may seem involved and detailed, but its con-
tribution should more than compensate for the
time and effort involved. If properly admin-
istered, it should contribute greatly to the
effectiveness of management at the top levels.
It should also do much to spare individuals
from the tragedy of being placed or kept in
wrong positions where they experience the
tortures of the damned — and all too often
become chronic, pitiable victims of executive
neurosis, perhaps (as did Frank Wright) even
killing themselves with overwork.






