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COMMUNICATIONS OVERVIEW > 

Communication is a vital element in every good safety progr
am. 

In fact, communication is the key element in every successfu
l 

business and social venture. Because of this it is essential 

to understand the nature of the communication process
, the 

barriers. to communication, and ways to improve communication 

skills. 

What then is "good" communication? While there are certain 

underlying principles, it is apparent that different people 

have different points of view. 

Managers tend to see communications as a process of keeping 

people informed, or of insuring that messages go up or
 down 

the organizational structure. "Good" communications from 

this point of view means that everyone who needs to re
ceive 

a message receives it. 

Language teachers tend to view communications as a set of 

skills used to present and receive information. From this 

point of view, then, a “good” communicator is one who reads 

quickly with comprehension, writes fluently, and speaks with 

no errors in pronunciation or grammar. 

Sociologists often see communications as a process of estah- 

lishing relationships with other people. "Good" communica- 

tors in this sense, then, would ke those who have mastered 

the art of getting along with or motivating other people. 

A psychological view of communication is that people a
lways 

present a view of themselves (their self-concept). They 

further stress that as a person changes the image of himself, 

he will change the way in which he communicates. 

General Semanticists hold a view that man's behavior is sha- 

ped in part by the language he speaks. In the words of S, I. 

Hayakawa, a person “is affected every hour of his life not 

only by the words he hears anc uses, but alse by his uncon- 

scious assumptions about language. These unconscious assump- 

tions determine the way he takes words - which in turn deter- 

mines the way he acts, whether wisely or foolishly. Words 

and the way he takes them determine his beliefs, his preju- 

dices, his ideals, his aspirations." 
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The definition of communication that will be used throughout 
this booklet is: 

COMMUNICATION 

is what we do 

to GET , 

and GIVE 

UNDERSTANDING 

The purpose of this booklet is not to teach an individual 
how to communicate, but to help him evaluate his communica- 
tion in a particular situation to determine whether it has 
been effective. In order to accomplish this, bits and 
pieces of various communication theories will be presented: 
traditional communication theory,management communications, 
self-image psychology; motivation theory, and conflict 
resolution. 

Abraham Maslow has said, "If the only tool you have is a 
hammer, you tend to see every problem as if it is a nail.” 
This is particularly true of the “tool” of communication. 
Many people are unaware of the versatility of communication, 
and consequently use that tool in the same way over and over 
again in every situation. They may fail to see that in many 
instances it is not getting the results that they would like. 

UCC 025150 
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UNDERLYING PURPOSES 4 

Each person always has a purpose for comm
unicating, whether 

he is aware of it or not. One sf the major purposes of 

communication is to get or give inform
ation. Another pur- 

pose is to persuade. Yet sometimes communication is engaged 

in simply for pleasure - for entertain
ment, or for main- 

taining social relationships. 

The message we get or give depends on t
he dominant communi- 

cation purpose in a particular situatio
n. However, for the 

most part people are Unaware of the real 
purpose behind 

their communication. In every communication situation it 

has been said that there are at least three u
nderlying, over- 

lapping, and often contradictory purposes:
 one in relation 

to the subject, one in relation to the self, 
and one in 

relation to the other person. 

Most people probably intend for their communic
ation to be 

carried out at the subject level - to get
 or give informa~ 

tion. Little do they realize that they are conti
nually 

telling others how they feel about them and abou
t them- 

selves. 

Consider a person giving others a factual messa
ge about his 

subject of expertise. Accompanying his factual message will 

be nonverbal cues telling how he feels about 
himself - 

whether he thinks he is brilliant or dull, confident or 

afraid, dominant or submissive. For example, &@ person who 

sees himself as dominant will often speak in a
 louder voice, 

look more intently and face others more directl
y, and main- 

tain a relaxed body posture. At the same time this speaker 

will be giving subtle nonverbal cues, letting hi
s listener 

know if he finds them stimulating or dull, dumb
 or smart, 

likeable or unpleasant. If the speaker finds his listener 

unpleasant, he may use less eye contact, stand further away 

from or lean away from the listener, and maybe even turn his
 

shoulders slightly away from hin. 

UCC 025152 

Union Carbide trial exhibit UC-2546: MSHA National Mine Health and Safety Academy, 'Communications' Draft Cla…
ACL Doc 17512 · Page 5 of 74

Published by AsbestosClaims.Law

asbestosclaims.law/library/17512/5

https://asbestosclaims.law/library/17512/5


AZY CONCEPT 7% 

THERE IS MO "RIGHT" WAY TO COMMUNICATE 

Communication is only a tool that can help to solve problems. 
As such, it is neither good nor bad. Contrary to a popular 
assumption, there is no magic communication formula that will 
solve all the complex problems encountered daily in the work 

environment. There are no “right" or "wrong" ways to commun- 
icate - just different ways. An approach that may work very 
well in one situation, mav cause problems in another instance. 

UCC 025154 
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COMMUNICATION MODEL™ 
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The model in the figure above is intended to be an overview 

of what takes place in the communication process. 
It shows 

some of the understandings we are trying to give and get. 

5 
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KEY CONCEPT -~ 

AT ANY GIVEN MOMENT, EACH PERSON'S PERCEPTION IS CORRECT AND 

ACCURATE FOR HIM 

The way that a person views other people and the world around 

him depends on the way that he views himself. 

grows up with differing experiences and emotional 

Everyone develops unique value and belief systems 

the way he is in relation to others and the world 

Therefore, when he perceives a current situation, 

it, not as it really exists, but through a set of 

Each person 
reactions. 
concerning 
around him. 
he perceives 
“rose-colored 

glasses". People perceive based on their past experiences in 

Similar situations. 

This creates many communication problems, as many times indi- 

viduals are confronted by others who see "reality" from a 

different point of view. Not believing other people have as 

"realistic" a view as he does, he often sets out to show the 

inconsistencies in their viewpoint, not realizing he may 

have as many inconsistencies in his own. 

While it is entirely possible for people to receive new infor- 

mation, and thereby alter their perception to a degree, this 

is rarely achieved in a threatening atmosphere. Often when 

a person feels his sense of "reality" is being challenged, 

he establishes mental barriers which effectively shut off 

any communication. 

(x 
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KEY CONCEPT~ 
a 

| 
WHAT {S IT? 

This fascinating picture is not an illusion. It is 

an actual photograph of a familiar svoject. 

CAN YOU SEE IT 2722 

Nw 

7 

UCC 025160 

Union Carbide trial exhibit UC-2546: MSHA National Mine Health and Safety Academy, 'Communications' Draft Cla…
ACL Doc 17512 · Page 9 of 74

Published by AsbestosClaims.Law

asbestosclaims.law/library/17512/9

https://asbestosclaims.law/library/17512/9


TRANSMITTING FILTER™ 

The first step in communications seems to be that the speaker 
gets some thought in his mind that he wants to get across to 
another person. What he is probably not aware of, however, 

is that he filters every message he intends to send. He fil- 

ters it based on his perception, experience, education, atti- 

tudes, and emotions. All of man's past experiences cause him 

to have, in each communication situation, an opinion of the 

subject, an opinion of himself, and an opinion of the other 

person. These opinions are what the speaker is actually 
transmitting to the other person. They become the underlying, 
overlapping, and often contradictory purposes behind his 
communication. 

The opinion of ourself, and to some extent our opinion of the 
other person is reflected in our transmitting habits. Each 
of us develops certain characteristic nonverbal communication 
habits that we use over and over again. For exampla, a person 
may be continually transmitting "dominance" by his habits of 
frowning and finger pointing. . 

00 YOU THINK [A A 
CRABBY PERSON 2 

(ELL WHO CARES 
WHAT $0U THINK?! 

Ke j 

UCC 025162 

Union Carbide trial exhibit UC-2546: MSHA National Mine Health and Safety Academy, 'Communications' Draft Cl…
ACL Doc 17512 · Page 10 of 74

Published by AsbestosClaims.Law

asbestosclaims.law/library/17512/10

https://asbestosclaims.law/library/17512/10


VERBALS ~ 

After the speaker's intended message has gone through hi
s 

transmitting filter, he typically uses words to send th
e 

actual message. This is the part of the communication pro=- 

cess that traditional communication theorists tried to in- 

fluence. They believed that the primary communication dif~ 

ficulty was related to inadequate language skills. In fact, 

these skills, or lack of them, do tend to influence t
he 

message sent. Things such as vocabulary, sentence structure, 

accent, and grammar can cause others to get contrary mes~ 

sages to the one the speaker thought he sent. An example 

of this is shown in the following: 

"A plumber of foreign extraction unote the National Bureau og 

Standards and said he found that hydrochfonic acid quickly 

onened plugged drainage pipes and inquired if that it was a 

aecd thing to use. A Ssetentist at the Bureau replied that 

‘the efficacy of hydrochfonic acid is indisputable, but the 

corrosive residue 44 incompatible with metallic permanence. 

"The plumber unote back thanking the Bureau for telling ham 

that hydrochloric acid was all right. The secentist was dis- 

turbed about the misunderstanding and showed the correspon- 

dence to his boss - another scientist - who unote the plumber: 

‘We cannot assume responsibibity for the production of toxic 

and noxious residue with hydrochforie acid and suggest you 

use an alternative procedure,’ 7 

"The plumber unote back that he agreed with the Bureau - the 

hydrochloric acid worked fine. Greatly disturbed, the acten- 

tists tock their problem to the top 6048. He broke with 

scientisic jargon and wrote the plumber: "Don't use kydio— 

chonic acid, It eats hell out of pipes.” 

latnside Washington" by the Chicago Sun Washington Bur
eau, 

Chicago Sun, February 17, 1947, Dp. 10. a 
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MEANINGS ARE NOT IN WORDS ~ MFRANINGS ARE IN PEOPLE 

Words are only arbitrary symbols in communication. They 

have specific meanings only because people have repeatedly 

used them in a particular way to stand for some idea. 

Words mean only what people intend for them to mean. Often 

people will use one set of words to get a message across 

oniv to find that the receiver understood a different mes- 

sage from the set of words. 

All of us assign meanings to words based on our perception 

of how the word has been used in the past. Often that 

perception is limited. Children are often guilty of the 

"misuse" of words, based on limitations of their language 

skills. Consider the example of the little boy who was 

trying to explain how @dull and boring he thought that 

adults were. His explanation was, "there is nothing in 

the world any duller than adultery.” 

KEY CONCEPT ~ 

10 
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NONVERBALS~ 

Nonverbal communication is becoming a fascinating topic for 
many Americans. It has been popularized by such books as 
How To Read a Person Like a Book and Body Language. Much re- 
search is currently being done in this area. 

Researchers have identified several ways that people use non- 
verbal messages to accompany their verbal message. 

1. People often use nonverbals to say the same thing 
that is being said verbally. Por example, smiling 
to accompany a friendly message. 

2. People often use nonverbal cues to say something 
which is not being said aloud. For example, patting 
a friend on the shoulder to express sympathy. 

3. People use nonverbals to accentuate what they are 

saying aloud. Tone of voice and inflection are 
frequently used to do this. 

4. People use nonverbals to modify spoken messages. 
These cues add meaning or detail to the spoken 

-message, but cannot actually replace it. 

5. People also use nonverbals to send messages which 
contradict spoken ones. Sometimes this is done 
purposefully, as in the case of sarcasm, but other 
times it is unintentional. 

6. People regulate conversations through their nonverbal 
behavior. They give cues letting the other person 
know when it is his turn to speak, how long he is 
allowed to speak, and when the conversation will end. 

1i 
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NONVERBALS~ 

Nonverbal messages take many forms. For the purpose of study, 
researchers having classified the different forms into various 
codes: 

l. Kinesics is the code that refers to body movement. 
This includes head position and movement, facial 
expressions, and leg movements. 

2. Haptics is the code that refers to touch. Touch is an 
extremely important means cf communication. In fact, 
a number of studies has proven that lack of touch can 
cause illness, retardation, maladjustment, and even 
death of children. Around the early 1900's, the in- 
fant mortality rate in some orphanages was close to 
100%. The cause was attributed to lack of touch and 
human contact. 

Although touch needs remain important even into adult- 
? hood, in our society there are definite touch norms 

which should not be violated. , 

3. Proxemics is the nonverbal code related to personal 
space. It has been described as an invisible bubble 
which each person has surrounding his body. As with 
touch, our society has certain distance norms which 
should not be violated... Below is a table showing 
the amount of personal distance required according 
to the type of relationship. 

O' = 1 1/2' intimate zone 
1 i/2t- 4° personal zone 

4' - 7! social zone - 
7* = 25! public zone 

Another facet of proxemics is territoriality. This 
refers to claiming and defending a certain territory 
as one's own. It is, at least in part, one of the 
reasons why some mine owners become very defensive 
when an inspector enters the mine property. 

4. Physical appearance is also a nonverbal code. It is 
probably the single most important element contributing 
to first impressions. It includes natural body features, 
such as, body type and facial appearance; body adorn- 
ments, such as clothes or jewelry; and also grooming 
elements, such as hair styling and body cleanliness. 

12 
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NONVERBALS-—, 

Occulesics is the nonverbal code related to eye move- 

ment. All of us have heard expressions such as, "The 

eyes are mirrors of the soul." Credibility is an 

attribute that is perceived to a large extent by the 

use of eye expression. Direct eye contact is inter- 

preted as a sign of competence, honesty, and composure. 

Avoidance of eye contact is often interpreted as deceit 

or incompetence. 

Eye contact also is used to establish dominance/sub- 

missiveness or status in a particular situation. 

Powerful people have more eye contact directed toward 

them than other people. A steady,direct gaze is used 

by persons of high status when talking with low-status 

persons. Low-status persons are not supposed to main- 

tain direct eye contact with superiors. 

Vocalics deals with the vocal qualities of spoken 
language. It includes such things as tone of voice, 
rhythm, loudness, rate of speaking, and articulation. 

Chronemics is the nonverbal code which deals with the 
use of time. One interesting characteristic that we 
communicate with time is status. High status people 
frequently keep others waiting. The use of punctuality 
or lack of it as an intentional nonverbal is shown in . 
the following story about Harry Truman. Shortly after 
becoming President, he was visited by a newspaper 
editor. The editor had waited for forty-five minutes 
when an aide went in to tell Truman that the man was 
becoming very irritated about the wait. Truman replied, 
"When I was a junior senator from Missouri that same 
man kept me cooling at my heels for an hour and a half. 
As far as I'm concerned, the son-of-a-bitch has forty- 
five minutes to go.” 

13 
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KEY CONCEPT ~ 

YOU CANNOT NOT BEHAVE - BEHAVIOR HAS NO OPPOSITE 

Communication takes place in two modes: verbal and nonverbal. 

Many people think that they communicate only when they are 
consciously trying to do so. This is not the case. They 
are continually displaying some form of behavior (nonverbal 

communication) - either intentionally or unintentionally. 
When this behavior is observed by another individual, it be- 
comes communication. Sleeping, for example, is a form of 

behavior in which no one may be consciously trying to send a 

message. However, many different messages can be received 
by persons observing a sleeper. A speaker, discovering some- 

one asleep in his audience, may get one message. A supervisor, 

observing a worker asleep on the job, will probably get a 

different message. And a mother, we.tching her child sleep, 

will get yet another message. 

14 
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RECEIVING FILTER ~ 

The receiving filter is formed by the same elements as the 
transmitting filter: perception, knowledge, experience, 
attitudes and emotions. These elements influence our opin- 
ions which in turn determine how or whether we receive a 
message. 

Sometimes these opinions cause us to act characteristically in 
certain ways when we hear a message. Probably the most common 
and most problematic receiving habit is simply not listening. 

Listening should be an active, not a passive, activity. Active 
listening means, not just hearing the words which are spoken, 
but trying to catch the attitude and adeas of the speaker and 
looking at them from his point of view. Active listening is par- 
ticularly important in conflict situations, yet this is when it 
is practiced least. 

One seemingly simple way to practice listening is to restate or 
summarize every thing your communications partner says before 
presenting your own point of view. Sound simple? It is not! 
But one thing that does frequently happen is that emotions tend 
to fade, and the conversation becomes more productive. 

ON THE ComTRARY..1 \I | wou'RE THE MOST | I HAVE TENACITY! I HAVE 
NOT STYBBORN, 1M STUBEORN PERSOM | THE SAME TENACITV THAT 

OM THE OTHER WAKO, PERHAPS (UL 
ADIT TO ALITTLE MULE -HEACEONESS __ 
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10. 

ll. 

12. 

13. 

14, 

15. 

16. 

17. 

18. 

19. 

20. 

20 WAYS TO IMPROVE LISTENING 

RECEIVING FILTER 

Realize that listening is hard work. 

Prepare to listen. 

Know your biases. 

Choose your listening position carefully. 

Take notes. 

Concentrate. 

Don't be distracted. 

Be open-minded. 

Be interested. 

Be empathetic. 

Delay argument. 

Delay judgement. 

Listen critically. 

Listen for more than words. 

Look for main points, 

Use listener responses. 

Don't interrupt, 

Use reflecting phrases. 

Ask for added information. 

Limit your own talking. 

16 
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KEY CONCEPT —~ 

COMMUNICATION IS MUTUALLY INFLUENCING 

In &@ two-way communication process, the participants are con- 
tinually influencing each other, A signal sent by one dater~ 
mines in part the response of the other, which in turn becomes 
a signal for the original speaker. It is a circular not a 
linear process. Each person is responsible for the effect of 
his communication on others. This effect is readily under- 
stood by anyone who has started the day by being "grumpy", 
only to find that soon he may have caused everyone around him 
to be "grumpy". The same effect is seen in the supervisor 
who disregards safety rules, This attitude is commonly 
communicated to all the workers around him. 

l7 
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ONE WAY/TWO WAY ~ 
-
 

©
 

NH
 

pe
 

Differences between one-way and two-way communication 

One-way is faster 

Two-way insures greater accuracy 

In one-way the speaker feels relatively confident; the receiver may feel frustrated 

In two-way the receiver feels relatively confident; the speaker may feel frustrated 

13 
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- FEEDBACK ~ 

Feedback is a way of giving help; a corrective mechanism 

for the individual who wants to learn how well his behavior 
matches his intentions. 

RULES FOR EFFECTIVE FEEDBACK 

It is descriptive rather than evaluative 

It takes into account both the receiver and giver of feedback 

It is directed toward behavior which the receiver can do something about. 

It is solicited rather than imposed 

It is well-timed 

“It is checked to insure clear communication 

It is checked with others to insure accuracy 

13 
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For a communication situation there are certain factors 
that tend to inhibit the natural feedback expected. 

Too high control or status 

Too much one-upsmanship 

Demanding participation (causes anxiety) 

Overly social behavior 

Lack of reward for feedback 

Personality of the receiver (shyness) 

FEEDBACK ~ 

20 
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BARRIERS 

POTENTIAL BARRIERS TO COMMUNICATION 

ACF, BACKGROUND, BIASFS 

ENVIRONMENT IN WHICH THE COMMUNICATION TAKES PLACE 

STFREOTYPING PFRSONS 

TENDENCY TO JUDGE/EVALUATE 

JUMPING TD) CONCLUSIONS 

2k 
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- BARRIERS — 

WORKSHEET 

A businessman had just tured off the lights in the store when a man appeared and demanded 

money. The owner opened a cash register. The contents of the register were scooped up, and the 

man sped away. A member of the police force was notified promptly. 

Statements about the story 
T F ? 

1. A man appeared after the owner had tumed off his store lights. oo U0 

2. The robber was a man. oo 0 

3. A man did not demand money. ogg 

4. The man who opened the cash register was the owner. ood 

5. The store owner scooped up the contents of the cash register andranaway. OO O O 

6. Someone opened a cash register. o062O0 

7. After the man who demanded the money scooped up the contents of the 

cash register, he ran away. Oo oO 

8. While the cash register contained money, the story does not state how much. O OF QO 

9. The robber demanded money of the owner. oo a 

10. The story concerns a series of events in which only three persons are 

referred to: the owner of the store, a man who demanded money, and a 

member of the police force. . oa 0 

Ll. The following events in the story are true: someone demanded money, a cash 

register was opened, its contents were scooped up, and a man dashed out of 

the store. o0Oo0 
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BARRIERS 

THE WORD IS NOT THE THING. 

From a general semantics point of view, communication problems 

are often caused by persons responding to words as if the word 

were the thing. 

In the following excerpt from his article "The Relation of 

Habitual Thought and Behavior to Language, "The anthropologist 

(and insurance investigator) Benjamin Lee Whorf describes some 

disastrous consequences of inaccurate verbalizing. 

. , . in the course of my professional work for a fire insurance 

company . . . I undertook the task of analyzing many hundreds of 

reports of circumstances surrounding the start of fires, and in 

some cases of explosions. My analysis was directed toward purely 

physical conditions, such as defective wiring, presence or lack 

of air spaces between metal flues and woodwork, etc., and the 

results were presented in these terms. Indeed it was undertaken 

with no thought that any other significances would or could be 

revealed. But in due course it became evident that not only a 

physical situation qua physics, but the meaning of that situa- 

tion to people, was sometimes a factor, through the behavior of 

the people, in the start of the fires. And this factor of 

meanings was clearest when it was a linguistic meaning, residing 

in the name or the linguistic description commonly applied to the 

certain type, that is, great care will be exercised; while around 

a storage of what are called “empty gasoline drums", it will tend 

to be different--careless, with little repression of smoking or 

of tossing cigarette stubs about. Yet the "empty" drums are 

perhaps the more dangerous, since they contain explosive vapor. 

Physically the situation is hazardous, but the linguistic anal- 

ysis according to regular analogy must employ the word "empty" 

which inevitably suggests lack of hazard. The word "empty" is 

used in two linguistic patterns: (1) as a virtual synonym for 

"null and void, negative, inert,” (2) applied in analysis of 
physical situations without regard to, e.g., vapor, Liquid ves- 

tiges, or stray rubbish, in the container. The situation is 
named in one pattern (2) and the name is then “acted out" or 
"lived up to" in another (1) this being a general formula for 
the linguistic conditioning of behavior into hazardous forms. 
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In a wood distillation plant the metal stills were insulated
 

with a composition prepared from limestone and called a
t the 

plant “spun limestone". No attempt was made to protect this 

covering from excessive heat or the contact of flame. After 

a period of use, the fire below one of the stills spread to 

the "limestone", which to everyone's great surprise burned 

vigorously. Exposure to acetic acid fumes from the stills had 

converted part of the limestone (calcium carbonate) to calcium 

acetate. This when heated in a fire decomposes, forming in- 

flammable acetone. Behavior that tolerated fire close to the 

covering was induced by use of the name "Limestone", which 

because it ends in "stone" implies noncombustibility. 

A huge iron kettle of boiling varnish was observed to be ove
r- 

heated, nearing the temperature at which it would ignite. The 

operator moved it off the fire and ran it on its wheels to a 

. distance, but did not cover it. In a minute or so the varnish 

ignited. Here the linguistic influence is more complex; it is 

due to the metaphorical objectifying (of which more later) of 

“cause” as contact or the spatial juxtaposition of “things"--to
 

analyzing the situation as “on” versus "off" the fire. In 

reality, the stage when the external fire was the main factor 

had passed; the overheating was now an internal process of 

convection in the varnish from the intensely heated kettle, and 

still continued when "off" the fire. 

An electric glow heater on the wall was little used, and for 

one workman had the meaning Of a convenient coathanger. At 

night a watchman entered and snapped a switch, which action 

he verbalized as "turning on the light". No light appeared, 

and this result he verbalized as “light is burned out". He 

could not see the glow of the heater because of the old coat 

hung on it. Soon the heater ignited the coat, which set fire 

to the building. 

A tannery discharged waste water containing animal matter into 

an outdoor settling basin partly roofed with wood and partly 

open. This situation is one that ordinarily would be verbal- 

ized as “pool of water". A workman had occasion to light a 

blowtorch near by, and threw his match into the water. But 

the decomposing waste matter was evolving gas under the wood 

cover, so that the setup was the reverse of "watery". An in- 

stant flare of flame ignited the woodwork, and the fire quickly 

spread into the adjoining building. 

BARRIERS~ 
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BARRIERS 

A drying room for hides was arranged with a blower at 
one end 

to make a current of air along the room and thence outdoo
rs 

through a vent at the other end. Fire started at a hot bearing 

on the blower, which blew the flames directly into the hides 

and fanned them along the room, destroying the entire stock, 

This hazardous setup followed naturally from the term "blower" 

with its linguistic equivalence to “that which blows", implying 

that its function necessarily is to "blow". Also its function 

is verbalized as "blowing air for drying", overlooking that it 

can blow other things, e.g. flames and sparks. In reality, a 

blower simply makes a current of air and can exhaust as well as 

blow. It should have been installed at the vent end to draw the 

air over the hides, then through the hazard (its own casing and 

bearings), and thence outdoors. 

Besides a coal-fired melting pot for lead reclaiming was dumped 

a pile of “scrap lead”--a misleading verbalization, for it con- 

gisted of the lead sheets of old radio condensers, which still 

had paraffin paper between them. Soon the paraffin blazed up- 

and fired the roof, half of which was burned off. 

Such examples, which could be greatly multiplied, will suffice 

to show how the cue to a certain line of behavior is often given 

by the analogies of the linguistic formula in which the situa- 

tion is spoken of, and by which to some degree it is analyzed, 

classified, and allotted its place in that world which is “to 

a large extent unconsciously built up on the language habits 

of the group”. And we always assume that the linguistic analy- 

sis made by our group reflects reality better than it does. 
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BARRIERS~ 

We have the responsibility for seeing that both parties are 
active, for we are the sender, the initiator of the communi- 
cation. We need feedback, and if it is not forthcoming, it 

is up to us to elicit it. 

As every safety professional knows, the results of unclear 
communication, of misinterpreted information, can be very 
serious. They include accidents, increased costs, schedule 
delays, poor quality, and high turnover. We can ask, "If 
he didn't understand what I meant, why didn't he say so?" 
There are any number of answers to that question, starting 
with the most obvious one that he thought he did understand. 

Individuals see, hear, and interpret things in different 
ways. We all come to a situation with our own degree of 
knowledge, experience, attitude, and emotion. Combined 
with our level of education and basic differences in the 
way we perceive things, these factors cause us to look at 

. the same things, hear the same words, or read the same 
material, yet arrive at different interpretations of the 
meaning and intent of the message. We must accept the fact 
that many differences, although not apparent, are,’in fact, 
deterrents to understanding. 

Before we can transmit a message without misunderstanding, we 
must recognize and overcome some of the barriers that get in 
the way. Schematically, they might look like this: 

an RECEIVER 
ia Perception 

Rnowiedge a Knowledge 

Feperience ra Experience 

Attitudes eG Attitudes 

Fmotions a Fmotions 
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Difficulties: 

A person can be more effective in communication if he recogn
izes 

some of the most common difficulties people encounter in seeking 

to understand each other. 

1. 

BARRIERS~ 

People use symbols or words that have different meanings. 

Each person interprets each word in terms of his background 

needs, and purposes. Words also differ in meaning in 

different contexts and situations. 

Members of the group have different values. People may 
be so closely identified with their own values that they 
do not want to consider any others, They may not recog- 
nize that anyone could possibly hold another value. They 
want to hold to their own values and not have them threat- 
ened. They refuse to try to understand other people's 
viewpoints. 

Different perceptions of the problem. [If different inter- 
pretations of the problem exist, and no attempt is made to 
resolve them, people will propose and argue for a variety 
of solutions without reaching agreement. 

Emphasis on status. If certain people have superior know~ 

ledge, status, or experience, it can block communication 
if the superiority is emphasized. Communication is more 
valid and accurate if resource persons are dispersed 
through the group. An individual hesitates to disagree 
with a person presumed to be an authority. He is less 
honest about what he believes. 

Conflict in interest. When certain individuals are afraid 
that a decision will be made that will hurt their empire 
or take away some of the advantages they have, they try 
to block communication. 

Attempts to keep feelings out of the discussion. Yet 
feelings are as important to communication as facts. 
Feelings are facts, and to attempt to keep them out of a 
discussion is an attempt to limit the degree of communi~ 
cation. 

Use of words to vrevent thinking. They are not trying to 
communicate but are trying to control action. It happens 
in many groups. Individuals use words and symbols that 
Most members don't feel free to question. They seek to 
associate their argument or proposals with sacred symbols 
and shut off discussion. 
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10. 

ll. 

12. 

13. 

BARRIERS 

Lack of desire to understand the other person's point of 

view or his feelings or his values or his purposes. 

If a person sees his role as getting people to accept his 

viewpoint or his values or his perceptions, he hunts ways 

to convince rather than seeking to understand. 

Lack of acceptance of diversity. Unless group members 

Value their differences, they don't really attempt to use 
@ifferences to grow. The tendency of the individual to 
defend himself is a block to communication. When anyone 
attempts to protect his position and avoid being exposed 
as weak, he blocks any kind of attempt by the other 

person to understand his viewpoint. 

A one-way concept of cooperation. If the person with 

Superior status believes that people cooperate by going 

along with his program or idea, other members of the 

group will not be honest in the messages they send. 

They will hunt ways of protecting themselves or of con- 

vincing the high-status person that they really under- 
stand and will do what he wants, even though they are 
engaging in a program of resistance. When the receiver 

feels that resistance is necessary, he will break or 
distort the communication. 

Feelings of superiority. The sender who has superior 
feelings does not communicate freely and openly with the 
receiver. He feels it is unnecessary. The receiver who. 
feels superior does not hear accurately, because he does 
not believe the words of the sender are important. 

Vested interests. The person who wants to protect his . 
interests will not be completely open and honest in his 
communication. 

Feelings of personal insecurity. If the sender has 
feelings of insecurity, he wiil not reveal any type of 
information that will lower his status in the eyes of 
the receiver. He will not admit feelings of inadequacy. 
Be will withhold the kind of comments that might reveal 
some of his reasons for being insecure. If the receiver 
feels insecure, he will hear only those things that he 
wants to hear. He will ignore comments that tend to 
accentuate his feelings of inadequacy or will interpret 
them as a personal attack. If he interprets them as an 
attack, he will immediately move to the defensive and hunt 
ways of further protecting himself or launching a counter- 
attack. In either case, the original message is lost, 

and the purpose of the conversation becomes clouded. 
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14. 

15. 

16. 

BARRIERS 

An obvious attemot to sell. When the sender attempts to 

convince or to convert the receiver, the receiver is 

forced to protect his integrity by belittling the communi-~ 

cation of the sender or by hunting ways of refuting the 

message. 

The concepts that the sender and the receiver have of their 

roles. if they see themselves as coworkers and people with 
common purposes who play complementary and supplementary 

roles, they will communicate more accurately. If they 

see themselves as opponent or as persons with different 

degrees of responsibility for the successful outcome of 

the venture, the distortion will be increased. 

Negative feelings about the situation. If people fear 

that the situation is one in which they are not respected 

or their contribution is not valued, they will not 

attempt to make a real contribution. If they feel that 

the other person cannot be trusted they will send messages 

designed to deceive rather than be honest. 
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As 

TO IMPROVE COMMUNICATION 

BARRIERSN~ 

a sender, the individual should: 

See himself as sharing, not telling. If he is there to 

tell and convince, he will not really hear the other per- 

son. He will hear only things to refute. He will con- 

centrate so much on what he has to get across that he 

will not understand what is happening. 

See himself as seeking to relate to other people, not to 

control them. if he sees himself as attempting to control, 

he hunts ways of blocking communication that will decrease 

his control. If he seeks to relate, he will be constantly 

testing his own ideas and values by those of others. 

See his task as seeking truth rather than convincing 

others. if his purpose is to seek truth, ne wi increase 

his data by becoming aware of the facts known and values 

held by others. If he seeks to convince he will refuse 

to hear the other person. 

Judae his own contribution by the feedback he gets from 

others rather than his personal judgment. If he depends 

on personal judgment, he cannot be sure what others hear, 

or what he is really saying; neither can he clarify his 

points for others. 

Look for agreement and any disagreement and seek the 

meaning the other person intends in the areas o iffer- 

ence. He should value disagreement as much as agreement 

because it indicates the portions of topics that need 

further analysis. 

Seek to be empathetic. If he tries to be empathetic, he 

May find that reality in a situation is far from what he 

considers to be the objective interpretation. 

Seek words with common meanings. He will use more than 

one word to explain a point to see if the other person 

makes a more accurate interpretation with one set of 
symbols than he does with another. He will want the 

receiver to raise questions about any point that is not 
clear or about words he does not understand. 

Seek to eliminate from his behavior actions that threaten. 

He will be listening with a “third ear” to discover what 

is not being said.’ Pa 
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As 

lL. 

BARRIERS™ 

a receiver, the individual should: 

Seek to help the sender clarify his meaning. He should 
even raise questions from time to time about meaning 
that appear perfectly clear to him, because he may be 
interpreting in a way that the sender did not intend. 

Seek understanding. He can lock for agreement in areas 
where it exists and seek to isolate the areas of differ- 
ence that he will want to explore later. 

Seek to identify what is not being said as much as he 
tries to understand what is being said. If the listener 
Can react in such a way that he helps the sender move into 
areas that are not being verbalized, he has a better 
chance of achieving a real communication with the sender. 
An individual in his roles as sender and receiver will in- 
prove communication as he decreases emphasis upon status, 
removes fear and distrust as far as possible from the 
situation, remembers that honesty begets honesty, avoids 

evaluating the other person's contributions, gives 
attention to the same degree that he demands it, avoids 
attacking or becoming defensive, and supports the person 
who is venturing into areas where he is testing the sit- 
uation to see how open he can be. 

If he is effective in improving the communication the 
agreements will be understood, the disagreements will be 
clearer, people will value each other more or less, and 
the open interpretations will be more nearly similar to 
private ones. 
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It. 

CONFLICT 

Characteristics of Conflict 

A. 
B. 
c. 

At least two people involved in some interaction 
Real or perceived mutually exclusive goals 
Interaction consists of behavior designed to defeat, 

reduce, or suppress the opponent in order to “win” 

Strategies for Dealing With Conflict 
A. Withdrawing (1/1) 

Orientation: Sees conflict as hopeless, useless 
and punishing; keeps encounters with 
others as impersonal as possible 

Advantages: Effective when conflict is over trivia 
Disadvantages:Resolves nothing 
Forcing (9/1) 
Orientation: Uses persuasion, force and power to "win" 
Advantages: May "win" . 
Disadvantages:May lose; often leads to fights; "winning" 

may cause long range problems 
Smoothing (1/3) : 
Orientation: Feels differences only serve to drive 

people apart; gives in to the demands 
and goals of others 

Advantages: Maintains relationships 
Disadvantages: Problems are not confronted 
Compromising (5/5) 
Orientation: Feels differences should be treated in 

light of the common good, therefore, it 
may be necessary at times to set goals aside 

Advantages: Neither side loses all 
Disadvantages:Each side may perceive that they gave too 

much -- This sets the stage for a future 
: conflict 

Problem Solving (9/9) 
Orientation: Seeks conflict as natural and helpful if 

handled well; believes his goals and others’ 
are not necessarily mutually exclusive 

Advantages: Both sides win; trust, cooperation and 
communication are increased 

Disadvantages:Takes more time; requires more effort 
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Smoothing 
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5/5 
Compromising 

CONCERN FOR PERSONAL GOALS 

I THINK: THE BEST Gib’ 

Problem Solving 

. Farce 

CONFLICT ~ 

9/9 

3/1 
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CONFLICT 7 

CONFLICT MANAGEMENT INSTRUMENT - I 

INSTRUCTIONS 

Consider situations in which you find your wishes differing 
from those of another person. How do you usually respond to 
such situations? 

On the following pages are several pairs of statements describing possible behavioral responses. For each pair, please circle the "A" or “B" statement which is most characteristic of your own behavior. 

In many cases, neither the "A" nor the "B" statement may be very typical of your behavior; but please select the response which you would be more likely to use. 
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CONFLICT 

Lo. 

ll. 

12. 

13, 

A. 
B. 

A. 
B. 

B. 

A. 
B. 

A. 
8. 

A. 

B. 

There are times when I let others take responsibility 
for solving the problem. 
‘Rather than negotiate the things on which we disagree, 
I try to stress those things upon which we both agree. 

try to find a compromise solution. 
attempt ta deal with all of his and my concerns. H

H
 

I am usually firm in pursuing my goals. 
I might try to soothe the other's feelings and preserve 
our relationship. 

I try to find a compromise solution. 
I sometimes sacrifice my own wishes for the wishes of 

the other person. 

I consistently seek the other's help in working out a 
solution. . 
I try to do what is necessary to avoid useless tensions. 

I try to avoid creating unpleasantness for myself. 
I try to win my position. 

i 

I try to postpone the issue until I have had some time 
to think it over. 
I give up some points in exchange for others. 

I am usually firm in pursuing my goals. 
I attempt to get all concerns and issues immediately out 
in the open. 

I feel that differences are not always worth worrying 
about. 
I make some effort to get my way. 

I am firm in pursuing my goals. 
ZI try to find a compromise solution. 

I attempt to get all concerns and issues immediately out 
in the open. 
I might try to soothe the cther's feelings and preserve 
our relationship. 

I sometimes avoid taking positions which would create 
controversy. 
I will let him have some of his positions if he lets me 
have some of mine. 

propose a middle ground. 
: 

I press to get my points made. 
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14. 

15. 

i6. 

17. 

18. 

19. 

20. 

21. 

22. 

23. 

24. 

25. 

26. 

CONFLICT ~ 
I tell him my ideas and ask him for his. 
I try to show him the logic and benefits of my position. 

I might try to soothe the other's feelings and preserve 
our reLationship. 
I try to do what is necessary to avoid tensions. 

I try not to hurt the other's feelings. 
I try to convince the other person of the merits of my 
position. 

I am usually firm in pursuing my goals. 
I try to do what is necessary to avoid useless tensions. 

If it makes the other person happy, I might let him main- 
tain his views. 
I will let him have some of his positions if he lets me 
have some of mine. 

I attempt to get all concerns and issues immediately 

out in the open. 
I try to postpone the issues until I have had time to 
think it over. 

I attempt to immediately work through our differences. 
I try to find a fair combination of gains and losses 
for both of us. 

In approaching negotiations, I try to be considerate of 
the other person's wishes. 
I always lean toward a direct discussion of the problem. 

I try to find a position that is intermediate between 
his and mine. 
I assert my wishes. 

I am very often concerned with satisfying all our wishes. 
There are times when I let others take responsibility 
for solving the problen. 

If the other's position seems very important to him, I 
would try to meet his wishes. 
I try to get him to settle for a compromise. 

I try to show him the logic and benefits of my position. 
In approaching negotiations, I try to be considerate of 
the other person's wishes. 

I propose a middle ground. 
I am nearly always concerned with satisfying all our 
wishes. 
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27. 

28. 

29. 

30. A. 

B. 

CONFLICT— 

I sometimes avoid taking positions which would create 

controversy. 
If it makes the other person happy, I might let him 

maintain his views. 

I am usually firm in pursuing my goals. 

I usually seek the other's help in working out a 

position. 

I propose a middle ground. 
I feel that differences are not always worth worrying 

about. 

I try not to hurt the other's feelings. 

I always share the problem-with the other person so 

that we can work it out. 
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CONFLICT > 
SCORING THE CONFLICT MANAGEMENT INSTRUMENT - II 

Circle the letters below which you circled on each item of the 
miestionnaire: 

Competing Collaborating Compromising Avoiding Accommodating 
(forcing) (problem-solving) (sharing) (withdrawal) (smocthing) 

1. LA im: 

2: ee B.. A 
3. A B 

woe _— ee eee __A : B 

3. AL, B 
6. B A 
?. ee B A 

“8, A BL. ne 
3. B A 

10. A B 
li. __ A, __ B 
2. “3 A 
13, «BL Te A 
14. B A . 

15 B A 
16 B A 

17 A — B 

19.00 eg AL B 
20. A B _ _. 
21, B _ a 
22. B A . 

23. A B 
24. B a Se 
25. A ee _ BB . 
26 B A 

27 & B 

28 A B 

29. A B 7 
30. B __ A 

Total number of items circled in each column: 

Competing Coliaborating Compromising Avoiding Accommodating 
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CONFLICT ~ 

Com- Collab- Compro- Avoid~ -Accomno-~ 

peting orating nising ing dating | 

100% 

12 12 12 12 

11 12 11 il 11 

10 11 10 10 10 

High 9 9 
25% 902 8 

9 10 

80% 8 9 8 7 

9 6 
702 7 3 

5 

60% 

6 8 

7 6 5 

Middle 30% 
S02: 

5 

40Z 7 

6 § 4 

302 4 
6 5 

20% 3 4 3 

5 4 
10% 2 3 

Low 4 3 

25% 3 2 2 2 

L 2 1 1 1 

0 1 1 1 1 

0% 0 i) 0 0 

* Scores are graphed in relation to the scores of 399 practicing 
Managers at middle and upper levels in business and government 
organizations. 
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CONFLICT —-~ 

INTERPRETING YOUR SCORES ON THE CONFLICT MANAGEMENT INSTRUMENT 

The Five Conflict Handling Modes 

This Conflict Mode Instrument is designed to assess an individual's 
behavior in conflict situations. "Conflict Situations" are sit- 
uations in which the concerns of two people appear to be incom- 
patible. In such situations, we can describe a person's behavior 
along two basic dimensions: (1) assertiveness, the extent to which 
the individual attempts to satisfy his/her own concerns, and (2) 
cooperativeness, the extent to which the individual attempts to 
satisfy the other person's concerns. These two basic dimensions of 
behavior can be used to define five specific methods of dealing 
with conflicts. These five "“conflict-handling modes" are shown 
below: 

ACCOMODATING , COLLABORATING 
YIELD-LOSE WIN-WIN 
SMOOTHING CONFRONTAT LON 

19 9/9 

3/5 
COMPROMISING 

C
O
O
P
E
R
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T
I
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E
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S
 

(c
on

ce
rn

 
fo
r 

re
la
ti
on
sh
ip
) 

1/1 9/1 
WITHDRAWAL FORCING 
LOSE-LEAVE WIN-LOSE 
AVOIDING COMPETING 

ASSERTIVENESS 
(concern for personal gcais) 

Competing is assertive and uncooperative-~an individual pursues 
his/her own concerns at the other person's expense. This is a 
power-oriented mode, in which one uses whatever power seems appro- 
priate to win one's own position--one's ability to argue, one's 
rank, economic sanctions. Competing might mean “standing up for 
your rights," defending a position which you believe is correct, 
or simply trying to win. 
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CONFLICT — 

Accomodating is unassertive and cooperative -~ the opposite of 
competing. When accomodating, an individual neglects his own 
concerns to satisfy the concerns of the other person; there is 
an element of self-sacrifice in this mode. Accomodating might 
take the form of selfless generosity or charity, obeying another 
person's order when one would prefer not to, or yielding to 
another's point of view. 

Avoiding is unassertive and uncooperative -~ the individual does 
not immediately pursue his own concerns or those of the other per- 
son. He does not address the conflict. Avoiding might take the 
form of diplomatically sidestepping an issue, postponing an issue 
until a better time, or simply withdrawing from a threatening 
situation. 

Collaborating is both assertive and cooperative -~ the opposite 
ef avoiding. Collaborating involves an attempt to work with the 
other person to find a solution which fully satisfies the con- 
cerns of both persons. It means diggifig into “an issue to identify 
the underlying concerns of the two individuals and to find an al- 
ternative which meets both sets of concerns. Collaborating between 
two persons might take the form of exploring a disagreement to 
learn from each other's insights, concluding to resolve some 
condition which would otherwise have them competing for resources, 
or confronting and trying to find a creative solution to an inter- 
personal problem. 

Compromising is intermediate in both assertiveness and cooper- 
ativeness. The objective is to find some expedient, mutually 
acceptable solution which partially satisfies hoth parties. It 
falls on a middle ground between competing and accomodating. 
Compromising gives up more than competing but less than accomo- 
dating. Likewise, it addresses an issue more directly than 
avoiding, but doesn't explore it in as much depth as collaborating. 
Compromising might mean splitting the difference, exchanging 
concessions, or seeking a quick middle-ground position. 

Interpreting Your Scores 

Usually, after getting back the results of any test, people first 
want to know: "What are the right answers?" In the case of con- 
flict-handling behavior, there are no universal right answers. All 
five modes are useful in some situations: each represents a set 
of useful social skills. Our conventional wisdom recognizes, for 
example, that often "two heads are better than one” (collaborating). 
But it also says, "Kill your enemies with kindness" (accomodating), 
"Split the difference" (compromising), “let well enough alone” 
{avoicing), "might makesright" (competing). The effectiveness of 
a given conflict-handling mode depends upon the requirements of the 
specific conflict situation and the skiilwith which the mode is 
used. 

-, 
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Each of us is capable of using all five conflict-handling modes: 
none of us can be characterized as having a single, rigid style 
of dealing with conflict. However, any given individual uses 
some modes better than others and therefore, tends to rely upon 
those modes more heavily than others, whether because of temper- 
ament or practice. 

The conflict behaviors which an individual uses are therefore, 

a result of both his/her personal predispositions and the re- 
quirements of the situations in which he finds himself. The 
Conflict Mode Instrument is designed to assess this mix of con~- 
flict-handling modes. 

To help you judge how appropriate your utilization of the five 
modes is for your situation, we have listed a number of uses for 
each mode -- based upon lists generated by company presidents. 
Your score,-high or low, indicates its usefulness in your situa- 
tion. However, there is the possibility that your social skills 
lead you to rely upon some conflict behaviors more or less than 
necessary. To help you determine this, we have also listed some 
diagnostic questions concerning warning signals for the overuse 
or underuse of each mode. 

A. Competing 

Uses: 1. When quick, decisive action is vital -- e.g., 
emergencies. 

2. On important issues where unpopular courses of 
. action need implementing -- e.g., cost cutting, 

enforcing unpopular rules, discipline. 

3. On issues vital to company welfare when you know 
you're right. 

4. To protect yourself against people who take ad- 
vantage of noncompetitive behavior. 

If you scored High: 

l. Are you surrounded by "yes men"? 
(If so, perhaps it's because they have learned 
that it's unwise to disagree with you, or have 
given up trying to influence you. This closes 
you off from information.) 

2. Are subordinates afraid to admit ignorance and 
uncertainties to you? 

{In competitive climates, one must fight for in- 
fluence and respect -- which means acting more 
certain and confident than one feels. The upshot 

CONFLICT ~ 

a 
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CONFLICT~ 

2. Continued 

is that people are less able to ask for information 
and opinion -- they are less able to learn.) 

If you scored Low: 

1. Do you often feel powerless in situations? 
(It may be because you are unaware of the power 
you do have, unskilled in its use, or uncomfortable 
with the idea of using it. This may hinder your 
effectiveness by restricting your influence.) 

2. Do you have trouble taking a firm stand, even when 
you see the need? 
(Sometimes concerns for others' feelings or anx- 

ieties about the use of power cause us to vacillate, 
which may mean postponing the decision and adding 
to the suffering and/or resentment of others.) 

.B. Collaborating 

Uses: 1. To find an integrative solution when both sets 
of concerns are too important to be compromised. 

2. When your objective is to learn -- e.g., testing 
your own assumptions, understanding the views of 
others. 

3. To merge insights from people with different per- 
spectives on a problem. 

4, To gain commitment by incorporating others' ‘con- 
cerns into a consensual decision. 

oe bie niet ta pettiee Rg EB Coreg: Work ‘thréugh" ‘hara® ‘€éaltngs” “which have’ béen’ Enter= ae 
fering with an interpersonal relationship. 

If you scored High: . . - 

1. Do you spend time discussing issues in depth that 
do not seem to deserve it? 
(Collaboration takes time and energy -- perhaps the 
scarcest organizational resources. Trivial prob- 
lems don't require optimal solutions, and not all 
personal difference need to be hashed out. The 

. overuse of collaboration and consensual decisicn 
making sometimes represents a desire to minimize 
risk -- by diffusing responsibility for a decision 
or by postponing action.) 
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Cc. 

If you scored low: 

1. 

Compromising 

CONFLICT ~ 

Does your collaborative behavior fail to elicit 
collaborative response from others? 
(The exploratory and tentative nature of some 
collaborative behavior may make it easy for others 
to disregard collaborative overtures; or the trust 
and openness may be taken advantage of. You may 
be missing some cues which would indicate the pre- 
sence of defensiveness, strong feeling, impatience, 
competiveness, or conflicting interests.) 

Is it hard for you to see differences as oppor- 
tunities for joint gain -- as opportunities to 
learn or solve problems? 
(Although there are often threatening or unproduc- 
tive aspects of conflict, indiscriminate pessimism 
Can prevent you from seeing collaborative possi- 
bilities and thus deprive you of the mutual gains 
and satisfactions which accompany successful 
collaboration.) 

Are subordinates uncommitted to your decisions or 
policies? 
(Perhaps their own concerns are not being incorpor- 
ated into those decisions or policies.) 

Uses: 1. 

If you scored High: 

lL. 

When goals are moderately important, but not worth 
the effort or potential disruption of more asser- 
tive modes. 

When two opponents with equal power are strongly 
committed to mutually exclusive goals -- as in 
labor-management bargaining. 

To achieve temporary settlements to complex issues. 

To arrive at expedient solutions under time pres- 
sure. 

As a backup mode when collaboration or competition 
fails to be successful. 

Bo you concentrate so heavily upon the practical- 
ities and tactics of compromise that you sometimes 
loose sight of larger issues -- principles, values, 
long-term objectives, company welfare? 

a 
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CONFLICT ~ 

If you scored Low: 

l. 

2. 

D. Avoiding 

Uses: 1. 

7. 

If you scored High: 
1 

2. 

‘getting your inputs on issues? 

Does an emphasis on bargaining and trading create 
a cynical climate of gamesmanship? 
(Such a climate might undermine interpersonal trust 
and deflect attention away from the merits of the 
issues discussed.) 

Do you find yourself too sensitive or embarrassed 
to be effective in bargaining situations? 

Do you find it hard to make concessions? 
(Without this safety valve, you may have trouble 
getting gracefully out of mutually destructive 
arguments, power struggles, etc.) 

When an issue is trivial, of only passing importance 
ox when other more important issues are pressing. 

When you perceive no chance of satisfying your con- 
cerns -~- e.g., when you have low power or you are 
frustrated by something which would be very diffi- 
cult to change (national policies, someone's per- 
sonality structure, etc.) 

When the potential damage of confronting a conflict 
outweighs the benefits of its resolution. 

To let people cool down -- to reduce tensions to a 
productive level, and to regain perspective and 
composure. 

-., When. gathering more information..cutweighs: the ad-.e-«f .. 7: 
vantages of an immediate decision. 

When others can resolve the conflict more effec~ 
tively. 

When the issue seems tangential or symptomatic of 
another more basic issue. 

Does coordination suffer because people have trouble 

Does it often appear that people are “walking on 
eggshells?" 
(Sometimes a dysfunctional amount of energy can be 

y, 
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c —— CONFLICT 
2. Continued . ; ; 

devoted to caution and the avoiding of issues, in- 

dicating that issues need to be faced and resolved.) 

3. Are decisions on important issues made by default? 

If you scored Low: 

. 1. Do you find yourself hurting peoples' feelings or 

stirring up hostilities? 

(You may need to exercise more discretion in con- 

fronting issues or more tact in framing issues in 

nonthreatening ways. Tact is partially the art of 

avoiding potentially disruptive aspects of an issue) 

2. Do you often feel harried or overwhelmed by a 
number of issues? 
(You may need to devote more time to setting 
priorities -- deciding which issues are relatively 

unimportant, and perhaps delegating them to others.) 

E. Accomodating 

Uses: 1. When you realize that you are wrong -- to allow a 

better position to be heard, to learn from others, 

and to show that you are reasonable. 

2. When the issue is much more important to the other 
person than to yourself -- to satisfy the neecs of 
others, and as a goodwill gesture to help maintain 
a cooperative relationship. 

3, To build up social credits for later issues which | 
sled lites Colas teepetees rat rere ' ~ ser 

re important to “you.” ™~ 

4. When continued competition would only damage your 
cause -- when you are outmatched and losing. 

5. When preserving harmony and avoiding disruption are 

especially important. 

6. To aid in the managerial development of subordinates 
by allowing them to experiment and learn from their 
own mistakes. 
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If you 

1L. 

CONFLICT 

_I£ you scored High: 

Do you feel that your own ideas and concerns are 

not getting the attention they deserve? 

(Deferring too much to the concerns of others can 

deprive you of influence, respect, and recognition. 

It also deprives the organization of your potential 

contributions.) 

Is discipline lax? 
(Although discipline for its own sake may be of 

little value, there are often rules, procedures, 

and assignments whose implementation is crucial _ 
for you or the organization.) 

scored Low: 

1. Do you have trouble building goodwill with others? 
(Accomodation on minor issues which are important 
to others are gestures of goodwill.) 

Do others often seem to regard you as unreasonable? 

Do you have trouble admitting it when you are wrong? 

Do you recognize legitimate exceptions to rules? 

Do you know when to give up? 

Union Carbide trial exhibit UC-2546: MSHA National Mine Health and Safety Academy, 'Communications' Draft Cl…
ACL Doc 17512 · Page 49 of 74

Published by AsbestosClaims.Law

asbestosclaims.law/library/17512/49

https://asbestosclaims.law/library/17512/49


INSPECTOR IMAGE ~ 
Circle the number that represents how you think the ideal in- 
Spector should be perceived. Mark in the direction, toward 
either end of the scale, that is most compatible with your per- 
ceptions. Circle only one number per scale and complete all 
scales. Please give an honest, frank response. There are no 
Yight or wrong answers. 

Expert 7 6 5 4 3 2 1 Inexpert 

Unintelligent 1 2 3 4 5 6 7 Intelligent 

Narrow L 2 3 4 5 6 7 Intellectual 

Qualified 7 6 5 4 3 2 1 Unqualified 
Total 

Nervous L 2 3 4 5 6 7 Poised 

Tense L 2 3 4 5 6 7 Relaxed 

Calm 7 6 5 4 3 2 1 Anxious 

Excitable 1 2 3 4 Ss. 6 7 Composed 

Total 

Honest 7 6 5 4 3 2 1 Dishonest 

Unfair 1 2 3 4 5 6 7 Fatr 

Considerate 7 6 § 4 3 2 1 Cruel 
Undependable 1 2 3 4 5 6 7 Responsible 

Total 

Bold 7 6 5 4 3 2 1 Timid 
Quiet 1 2 3 4 5 6 7 Verbal 

Silent 1 2 3 4 5 6 7 Talkative 

Aggressive 7 6 5 4 3 2 1 Meek 
. Total 

Awful 1 2 3 4 5 6 7 Nice 

Unpleasant 1 2 3 4 5 6 7 Pleasant 
Irritable 1 2 3 4 5 6 7 Good Natured 
Cheerful 7 6. 5 4 3 2 i Gloomy 

Total 

_— 
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INSPECTOR IMAGEN 

In order to become an effective health and 
safety pro- 

fessional, the inspector must consider how he present
s 

himself with respect to his credibility, at
traction and 

power. 

CREDIBILITY 

There are five important dimensions whi
ch affect an in- 

spector's perceived credibility: competence, composure, 

character, extroversion, and sociability. 

The perception of competence is highly evalu
ative. Each 

of us tends to use ourselves as a measuring guide
. Any- 

one who appears as intelligent or more intellige
nt than 

us, we call competent. Anyone who appears less intelli- 

gent, we classify as incompetent. 

Although an inspector should never appear incompe
tent, 

the level of his perceived competence should vary ac- 

cording to the individual with whom he is dealing. Tf 

he appears "too smart" to the mine operator, chances are 

good that the operator will feel uncomfortable in 
his 

presence or perhaps even become defensive. 

Being composed does not imply that an inspector shou
ld 

completely lack emotions. 

To appear emotionless causes others to avoid his p
resence. 

It does imply that the inspector should maintain his poi
se 

and remain relaxed and in control, even in difficult sit- 

vations. 

Character is a very important dimension in the preception 

of an inspector. Perceived lack of integrity or honesty 

causes others to discount any safety messages that are sent. 

Extroversion and sociability are also important dimension 

of credibility, which are much less evaluative than the 

others mentioned before. Introversion is often interpreted 

as a lack of self esteem. Too much extroversion is also 

seen negatively, however. 

Although it is important for an inspector to appear social,
 

too much sociability causes him to lese his ability to direct
 

and control. Alsa, as perceived sociability goes up, per- 

ceived competence goes Cown. 
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[— INSPECTOR IMAGE > 

ATTRACTION 

Attraction is an important, often neglected, aspect of 

communication. In fact, research has shown that probably 

the single most important element in first impressions is 

physical attraction. Although an inspector may or may not 

be physically attractive to operators and workers, he prob- 

ably should not be haphazard about his dress and appearance. 

Attraction also takes two other forms: social and task. 

It is important that inspectors try to be attractive to 

others in at least one of these three ways, preferably 

in all three ways. 

POWER 

An inspector obviously has legitimate power. The coercive 

power which is vested in him by law should not, however, be 

his sole source of power. Another source of legitimate 

power is recognized expertise. Anytime mine management per- 

ceives that an inspector has knowledge or experience which 

can benefit him, he is much more apt to attribute status to 

that inspector. 

Yet another way in which inspectors can achieve power is by 

being in a position to give rewards for desired behavior. 

The reward does not have to be money as Many persons construe. 
It may take the form of written or spoken praise. 

Another way of achieving status or power is by establishing 

oneself as a person to be looked up to. It is called refer- 

ent power. Most people will willingly follow suggestions 

of others for whom they have a great deal of respect. 

30 

UCC 025177 

Union Carbide trial exhibit UC-2546: MSHA National Mine Health and Safety Academy, 'Communications' Draft Cl…
ACL Doc 17512 · Page 52 of 74

Published by AsbestosClaims.Law

asbestosclaims.law/library/17512/52

https://asbestosclaims.law/library/17512/52


INSPECTOR ROLES ~ 

Tough Guy 

This image is often projected by beginning inspectors. He 

believes the only legal way to achieve a safe and healthful
 

environment is to enforce the law strictly. He often plays 

a numbers game. More written violations are equated .to a 

more thorough inspection. 

Underneath such an image is usually an insecure person who 

is not sure he is able to cope with the inspection situa- 

tion. In order to compensate for his own basic insecurity, 

the inspector who tries to project the tough guy image 

makes a big thing out of how thoroughly he can contror the 

mine managers. Operators are made to feel that if they 

get out of line, punishment will surely follow. Communi- 

cation is normally strained and primarily one-way. Commun- 

ication is probably a misnomer for what takes place between 

the touch guy an@ the operator; the tough guy wants no 

communication and usually gets very little. The operator 

may comply with the tough guy, but there will probably be 

little carry over with compliance when the inspector is not 

on the property. — 

Everybody's Buddy 

More than anything else this inspector wants to be liked. 

He believes the way to achieve a safe and healthful mine 

environment is to establish good relations so the operator 

will want to comply with the regulations. Therefore, he 

js apt to overlook many minor violations in order to estab- 

lish a smooth relationship with mine management. He is apt 

to be extroverted and highly social. 

Often the "everybody's buddy” inspector is taken advantage 

of by mine management. Management may try to get away 

with existing violations. Another problem may be that 

accidents often occur from "minor" hazards which were not 

corrected. ° 

The Genius 

The inspector who presents this image tries to impress 
everyone with his vast knowledge. He believes the way 
to achieve a safe and healthful mine environment is to 
appear highly competent so that others will follow his 
directions. Often, people whe try to project this image 
are generally not all that bright, and others quickly 
see through the facade. 
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SELF-FULFILLING PROPHECY 7 

THE SELF-FULFILLING PROPHECY: PYGMALION EFFECT 

List the first five thoughts that come 
to your mind as 

you look at each word below: — 

MSHA 

ONION 

MANAGEMENT 
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SELF-FULFILLING PROPHECY 7 

CONCEPT: The power of expectation alone can influence 
the behavior of others. 

Most of us influence each other in more ways than we may 

be aware. Our expectations can cause others to change 

their behavior. This idea is known as a self-fulfilling 

prophecy.. 

This influence has been demonstrated on many different oc- 
casions. In one case a welding teacher was told that five 
of his trainees had great potential in welding. At the end 
of the training program these five (who had been chosen at 
random) were significantly better welders than another 
group about whose potential nothing was said. 

The inspector can communicate his expectations to mine per- 
sonnel both verbally and nonverbally. The nonverbal messages 
are delivered unintentionally and are difficult to hide. 
Some examples of nonverbal activities are tone of voice, 
posture, facial expressions, gestures, and eye contact. The 
inspector should work to assure that his nonverbal messages 
show high expectations of mine personnel. 
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SELF-FULFILLING PROPHECY ~ 

There are four areas in which the inspector can use the 
Pygmalion effect to influence others. He should try to 
develop these so that he can have a positive effect on 
mine personnel. 

1. The inspector must believe that he can definitely 
improve mine safety and health. 

2. The inspector must believe that he has the ability 
to influence mine personnel to be enthusiastic 
about making changes. 

3. The inspector must communicate that safety and 
health changes are achievable and beneficial to 
the mine. 

4. The inspector must find opportunities to show 
mine management where changes have improved 
health and safetv and been profitable to the 
mine. 
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Below are summarized some of the important ideas in A.H. Maslow's 
theory of human motivation. , ’ 

1. 

‘There are five types of goals or needs that are motivators 

‘included or accepted as a member of a group. It describes 

MASLOW—~ 

Motivation is an internal state. Motivation cannot be im- 
posed upon an individual from outside, but is the result 
ef some unsatisfied need. 

of humans. Four of these are’ classified as defictt needs, 
and one is termed a growth need. The deficit need classi- 
fications are: physiological, safety, sociai, and esteem, 
The growth need Maslow called self actualization. 

Maslow described these sets of needs as follows: 

Physiological ~ Man has an innate need to have food, water, 
Shelter, oxygen, etc. These needs are basic and must be 
largely met before he can be concerned about any other Level 
of need. For example, a man whose hunger: needs are rarely 
fulfilled will probably expend most of his conscious energy 
in seeking food rather than some other activity. 

Safety/security - Once most of his physiological needs are 
largely met, man begins then to be motivated to insure that 
the satisfaction of those needs will continue into the future, 

Social ~- This category is descriptive of man's desire to be 

his need for friendship and interaction with other humans. 

Esteem - This set of needs is concerned with man's desire 
for a good self-image. Man needs to respect himself and be 
respected by others. 

Self-actualization - This is the growth need described by 
Maslow. Once many of his deficit needs are satisfied, man 
needs to develop to his highest potential, to search for 
new challenges, new goals, or new means of self-expression. 

u
w
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- MASLOW ~ - 

These categories of needs can be arranged in a heirarchical 
structure. Maslow said that "Man is an ever-wanting animal.” 
As man's more basic needs are largely satisfied, higher 
level needs begin to emerge. 

SELF~-ACTUALIZATION 

ESTEEM 

/ \ SOCIAL 

/ \ SAFETY /SECURITY 

/ \ PHYSIOLOGICAL 

5. No one level of needs has to be completely satisfied before 

needs of a higher level will emerge. The typical person in 

our society is partially satisfied and partially unsatisfied 

jin all his wants. A diagram for an individual may look some- 

thing like this. 

| Bi GH) 
Y 

WE Oo 
WBE. 

6. Any thwarting of the satisfaction of the basic goals or needs, 

is seen as a psychological threat. 
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MASLOW—- 

PHYSIOLOGICAL NEFDS _ ESTEEM NEEDS 

Food High Evaluation of Self 

Water Self-respect 

Air Self-esteem 

Shelter Esteem of Others 

Sex Personal Worth 

Heat Self-confidence 

Air Conditioning Desire for Strength 

Physical Activity Desire for Adequacy 

Mental Activity Desire for Mastery 

Desire for Competence 

SAFETY /SECUPITY NEEDS ’' Desire for Independence 

Desire for Freedom 

Security Desire for Reputation 

Stability Desire for Prestige 

Dependency Desire for Status 

Protection Desire for Fame 

Preedom from Fear . Desire for Glory 

Freedom from Anxiety Desire for Dominance 

Freedom from Chaos Desire for Recognition 

Structure Desire for Attention 

Order Desire for Importance 

Law Desire for Dignity 

Limits Desire for Appreciation 

SOCIAL NEEDS SELF-ACTUALIZATION NEEDS 

Love Self-fulfillment 

Affection Self-development 

Being Wanted Creativity 

Belongingness 

Togetherness : 

Acceptance JaOe HOU OU FEEL CHARLIE 
Family MOW YOU MUST FEEL .. 

Friends 

YOu DONT WANT SITY,
 3a — _— 

ALL YOU WANT 15 A 
Bene CONTRARY TAKE 

UTTLE LORE ANONS. { aren on 

wig’ est Mes Ae: Eps Peaccattt : 

ee —— ee ere aera 

3? 
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r | . MASLOW —~ 

DO YOU WANT TO KNOW MORE ABOUT YOURSELF? 

Before seeing the film, you are invited to spend a few minutes responding to the state- 
ments on the next page. 

INSTRUCTIONS: 

i. Please read each statement carefully. 

2. To indicate where you stand on that statement, place an X at the appropriate place 

along the line scale below each statement 

3. Respond quickly to ail statements. Work rapidly. Oo not go back. 

The exercise should give you some interesting additional information about yourself, 

SAMPLE STATEMENT AND RESPONSE: 

Most peopie spend too much time watching TV, going to movies, camping, etc., 

instead of improving themselves by reading good books, taking educational courses, 

attending lectures, etc. 

strongly moderstety tend ta tead ta moderutaty strongly 
disagree disagree disagree agree agres agree 

Place an X on the line under the words which best show where you stand on the above 
statement. There are no “right” or “wrong” answers. |f you tend to agree with the above 

statement, mark X as shown above. Please tum the page. Carefully read each question. 
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MASLOW—-, 

. Things usually work out for me. | always seem to have enough clothes, enough 

money for rent, food, and car, and to put aside for savings. 

strongty moderately tend to tend to moderstely strongly 

disagree disagrees disagree agree agree agree 

t usually try to avoid discussions with peopie unless | feel they know as much or more 

about the subject than ! do. 

strongly moderstety tand to tend ta moderntaly strongty 

dissgree disagree disagree agree agree agree 

. | get rather upset with people far engaging in small talk. People ought to be able to 

get together just to be together, just because they want to. without having anything 

special to taik about. 

strongly moderately tend to tend ta moderatety strongly 

dlaagree disagree disagres agree agrees agrees 

_ Ina recent newspaper articie, a UCLA senior was described as being “elated” with 

his job as bat boy for the Dadgers. | understand how he feeis. 

strongly moderstety tend to tend to moderately strongiy 

disagree disagree disagree agree agree agree 

. [don’t pay too much attention to people who criticize me or put me down. That's their 

probiem. 

strongly moderately tand to tend ta moderataly strongiy 

disagree disagree disagree agree agqres agree 

. Fairty often { become aware that { have taken on too much just because other people 

have asked me to do things. | seem to have difficulty saying “no” to people | know. 

strongty moderately tend to tend to modaratety strongly 
disagree disagres disagree agree agree agrees 

. People who betieve that money is to be spent and enjoyed are rather irresponsible 

and immature. 

strongty moderztety tened ta tend to modceratety strongly 

disagree aisagree disagree agree agree aqres 
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10. 

1. 

12 

4. 

it may appear a bit strange in our U.S. cuiture, but somehow the things we work hard 

for-a high salary, a nice position, security, a home, a satisfying love relationship, 

etc. —just don’t seem to be enough. | occasionally find myself wishing for something 

| could get completely invoived in, something important, something | could feel good 

about while | was doing it. 

strongly moderately tend to tend to modaratety strongly 

disagree dhagree disagree agres agree agree 

Some people have a hard time thinking of anything appropriate to talk about when 

they first enter a new or strange group of people. | don't have that problem. t enjoy 

meeting and talking with strangers or a new group. 

strongty moderately tend to tend to moderately strongly 

disagree disagrees disagree agree agree agree 

A lot of people try to avoid disagreement and conflict. Not me. | enjoy 2 good argu- 

ment. | don't care who it’s with. 

strongly maderatety tend ts tend ta moderately strongty 

disagree disagree disagree agree agree agree 

It's nard for me to have much sympathy for old people who are completely depen- 

dent on welfare. They should have planned ahead and saved when they were younger. 

strosgty . moderately tend to tend to moderately strongly 

disagree disagree disagree agree agree agree 

Losing in any kind of sport or game really doesn't bother me much. 

strongly moderataty tend to tend to moderately stromly 

disegree =i(<‘éwing®=——i‘étTOQ®000igre® (agar 

. Wishy washy people bug me. | have no use for them. 

strongly moderstaty tend to tend to moderately strongly 

disegree disagrees disagree agree agrees agree 

Traditions are very useful for me because they tell me what is expected of me and 

what | should do. 

strongly moderatoty tend ta tend to moderatety stroagty 

disagree disagree dizegres agree agrees agree 
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— , MASLOW —~ 

15. The old admonition to save 10% out of each paycheck is very sound advice and 

should be given high priority by everyone. 

a strongly moderately tend to tend to moderatety atrongly 

disagree disagree disagree agree agree agree 

16. | have great admiration for people, especially teenagers, who suffer a severe phys- 

ical injury and then overcome it. ’'m afraid {| might give up. 

strangly modersztely tend to tend to moderately strongly 

disegree disagree disagres agres . agree agree 

17.!'ve heard people talk about getting caught up by the vastness of space, or the 

beauty of a rainbow, or something special in a dewdrop on a biade of grass, 
and so 

on. Those things sound nice. | have had a few experiences like that and would give 

a lot to have more. : 

strongly moderatoly tend te tend to moderately strongty 

disagree disagres ttisagrees agree agree agree 

48. | can’t understand why some peopie-like Marilyn Monroe or Ernest Hemingway
, 

for exampie~who have everything going for them, commit suicide, 

strongly moderatety tend to tend to moderately strongly 

disagree disagree disagree agree agree agree 

19. | hear that it really upsets some managers when they have to fire an employee. | 

understand their feelings. 

strongly moderstety tand ta tend to moderataty strongly 

disagree disagrees disagree agree agree agree 

20. People who don't hold steady regular jobs. but, instead, get mixed up with medita- 

tion, development of their potential, go to weekend retreats, read about Eastern 

religions, etc., often receive a tot of criticism. | may not fully understand what they 

are after, but / really rather admire them and sometimes wish | had the nerve to 

break away and out. 

strongly moderstnly tend to tend to moderately stronaly 

Gigagree disagree disagree agree agree agree 

\ { ww 
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( : MASLOW 

21. Many people are so thin-skinned and sensitive that | get disgusted and fed up with 

them. 

strongly moderately tend to tend ta maderutely strongly 
disagree disagree disagree agree aqree agree 

22. Some people | know get put down a lot-— fairly often and by different people. For- 

tunataty, that doesn't happen to me. ! get a fair amount of support fram others. 

strangiy moderately tand to tend to moder stely strongty 
disagree disagree disagree agree agrees agree 

23. People who are string savers — that is, who save little things rather.than discard them 
and buy new ones when needed - should be admired and respected and copied. 

strongly moderstety tend ta tend te moderately strongiy 
disagree disagree disagree agree agree agree 

24. t really don't understand people who icin clubs, tre PTA, and other groups and or- 

ganizations but then don’t take an active part in them. 

strongly moderately teed to tend ta moderately strongty 
disegres disaqree disagree aqree aqres 

Now tabulate your answers on the scoring sheet. 

SUGGESTION. 

Group your answers to each jevel of need into sets (draw a large circle around the area 

into which mast of your answers fall). If most of your answers in any area fall left of the 
center, your needs in that particular area are relatively weak. If they fail right of center, 

then they are relatively strong. 
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. , THEORY X/THEORY Y- 

MCGREGOR'S THEORY X THEORY Y MODEL 

by 
Albert J. Robinson 

The first acquaintance with "X" and "¥" for many of us 
was as unknowns in Algebra I. During the decade of the sixties 
"x" and "Y" took on some additional meanings for readers in 
the behavior sciences and contemporary management thinking. 

In 1960, Douglas McGregor published his The Human Side 
of Enterprise. This was to be a major force in the applica- 
tion of behavioral science to management's attempts to improve 
productivity in organizations. McGregor was trying to stimu- 
late people to examine the reasons underlying the way they 
tried to influence human activity, particularly at work. He 
saw Management thinking and activity as based on two very 
different sets of assumptions about people. These sets of 
assumptions, called X and y, have come to be applied to 
Management styles; e.g. an individual is a theory X manager 
or a theory Y manager. 

McGregor looked at the various approaches to managing 
people in organizations - not only industrial organizations 
but others as well ~ services, schools, and public agencies 
and concluded that the styles or approaches to management 
used by people in positions of authority could be examined 
and understood in light of those manager’s assumptions about 
people. He suggested that a manager's effectiveness or in- 
effectiveness lay in the very subtle, frequently unconscious 
effects of these assumptions on his attempts to manage or 
influence others. 

As he looked at the behaviors, structures, systems, and 

policies set up in some organizations, he found them con- 
trary to information coming out of research at that time; 
information about human hehavior and the behavior of people 
at work. It appeared that management was based on ways of 
looking at people that did not agree with what behavioral 
scientists knew and were learning about people as they went 
about their work in some, or perhaps more organizations. 

THEORY X 

The traditional view of man, widely held, was labeled 
"X" and seemed to be based on the following set of assump- 
tions: 

1. The average human being has an inherent dislike 
for work and will avoid it if he can. 
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2. Because of this human characteristic of dislike 

for work, most people must be coerced, controlled, 

or threatened with punishment to get them to put 

forth adequate effort toward the achievement of 
organizational objectives. 

3. he average human being prefers to be directed, 

wishes to avoid responsibility, has relatively 
little ambition, and wants security above all. 

Of course, these assumptions aren't set out or stated, 

but if we examine how organizations are structured and 
policies, procedures, and work rules established, we can see 
them operating. Job responsibilities are closely spelled out, 
goals are imposed without individual employee involvement 
or consideration, reward is contingent on working within the 
system, and punishment falls on those who deviate from the 

rules as established. These factors all influence how 
people respond, but the underlying assumptions or reasons for 
them are seldom tested or even recognized as assumptions. The 
fact is that most people act as if their beliefs about human 
nature were correct and require no study or checking. 

This set of assumptions about people may resuit in very 
contrasting styles of management. We may see a "hard" or a 
"soft" approach to managing, but both approaches will be based 

on these ideas set out above. One theory "X" manager may drive 
his men at their work because he thinks that they are lazy and 
that this is the only way to get things done. Another may 
look at his men in the same way, but he may think the way to 
get lazy people to work is to he nice to them, to coax produc- 
tive activity out of then. 

This view of man was characteristic of the first half of 
the twentieth century, which had seen the effect of Frederick 
Taylor's scientific management school of thought. His focus 
had been on man as an aspect of the productive cycle much 
like that of a piece of machinery, and it had allowed for 
advances in productivity. Yet it was out of this managerial 
climate that tended to view man as an interchangeable part 
of a machine - as a machine element that was set in motion by 
the application of external forces ~ that the "human relations” 
view grew and the behavioral science school developed. 

I must hasten to add that the application of understanding 
of human behavior from the behavioral sciences is not an 
extension of the human relations focus of the 1940's and 
1850's. These two grew up separately. One might construe 
that the human relations view of handling people prevalent at 
that time was manipulative and merely a "soft" theory "xX" 
approach. 
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_THEORY X/THEORY Y- 
THEORY Y 

Another view of man not necessarily the opposite 

extreme of "KX" was called “*Y" or theory "Y¥". This set of 

assumptions about the nature of man which influenced 

manager behaviors is set out below. 

1. The expenditure of physical and mental effort 

in work is as natural as play or rest. 

2. External control and threat of punishment are 

not the only means for bringing about effort 

toward organizational cbjectives. Man will 

exercise self-control in the service of objec- 

tives to which he is committed. 

3. Commitment to objectives is dependent on rewards 

asscciated with their achievement. The most 

important rewards are those that satisfy needs 

for self-respect and personal improvement. 

4. The average human being learns, under proper 

conditions, not only to accept, but to seek 

responsibility. 

5. The capacity ‘to exercise a relatively high degree 

of imagination, ingenuity, and creativity in the 

solution of organizational problems is widely, not 

narrowly, distributed in the population. 

6. Under the conditions of modern industrial life, the 

intellectual potentialities of the average human 

being are only partially utilized. 

It is important to realize that this is not a soft 

approach to managing human endeavor. Examined closely it 

can be seen as a very demanding style; it sets high stan
dards 

for all and expects people to reach for them. It is not 

only hard on the employee who may not have had any prior 

experience with the managerial behaviors resulting from 
these 

assumptions but it also demands a very different way of 

acting from the supervisor or manager who has grewn up 

under at least some of the theory X influences in our eu
l- 

ture. While we can intellectually understand and agree with 

some of these ideas, it is far more difficult to put them 

into practice. Risk-taking is necessary on the part of the 

manager, for he must allow employees or subordinates to ex- 

periment with activities for which he may feel they do not 

presently have the capability. The learning and growth 

resulting from the opportunity may handsomely reward the 

risk. 

66 

UCC 025146 

Union Carbide trial exhibit UC-2546: MSHA National Mine Health and Safety Academy, 'Communications' Draft Cl…
ACL Doc 17512 · Page 68 of 74

Published by AsbestosClaims.Law

asbestosclaims.law/library/17512/68

https://asbestosclaims.law/library/17512/68


THEORY X/THEORY Y~ 

The focus of a Y manager is on man as a growing, de-~ 
veloping, learning being, while an X manager views man as 
static, fully developed, and capable of little change. 
A theory X manager sets the parameters of his employees' 
achievements by determining their potentialities in light 
of negative assumptions. A theory Y manager allows his 
people to test the limits of their capabilities and uses 
errors for learning better ways of operating rather than as 
clubs for forcing submission to the system. He structures 
work so that an employee can have a sense of accomplishment 
and personal growth. The motivation comes from the work 
itself and provides a much more powerful incentive than 
the "externals” of theory xX. 

A suggestion for your consideration is to make the 
Same assumptions about the others that you make about your- 
self, and then act in the appropriate manner. You might 
be pleasantly surprised. 

Albert J. Robinson 
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r THEORY X/THEORY Y7 

THEORY * AND THEORY Y 

Directions: The following are various types of behavior in 
which a supervisor (manager, leader) may engage in relation 
to subordinates, Read each item carefully and then put a 
check mark in one of the columns to indicate what you would 
do. 

Make a Make a 4 
: Great Tend To Great ~ 

Te aug) * SUPOFViSOFr — Egfort Avoid Effort To 
uid: To Do Tend To Doing Avoid Do- . 

This Do This This ing This 

1. Closely supervise my 
subordinates in order 
to get better work 
from them. 

' 2. Set the goals and 
objectives for mv 
subordinates and sell 
them on the merits of 
my plan. 

3. Set up controls to 

assure that mv sub- 
ordinates are getting 
the job done. 

4, Fncourage my subordin- 
ates to set their own 
goals and objectives. 

5. Make sure that mv sub-~ 
ordinates’ work is 
Planned out for them. , 

6. Check with my subor- 
dinates daily to see 
if they need any help. 
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THEORY X/THEORY Yo 

Make a ; Make A 
. Great Tend To Great 

F woutae. a Supervisor, Effort Avoid Effort To 
° To po Tend To Noing Avoid Do- 

This be This This ing This 

7. Step in as soaon as 
reports indicate that 
the job is slipping. 

8. Push my people to 
meet schedules if 
necessary. 

9. Have frequent meetings ‘ 
to keep in touch with 
what is qoing on. 

10. Allow subordinates to 
make important deci- 
sions. —_—— 

. _/ 
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THEORY X/THEORY Y 
{i 

Indicate on the scale below where you would classify 
your 

own basic attitudes toward your subordinates in terms 
of 

McGregor's Theory X and Theory ¥Y. 

Theory X 
Theory Y 

10 2G 30 40 

{ 

L ) 
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