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?F Tttti rRADITroN,A,r Arrrnlcex DnEA\r is cleacl for
rnost of us. The traditional American dream lias aI-

wavs centered on indepenclence nnd inclivicirralisrrr.

A man could open his o*'n business, bu1' a sn.rall

business, get his ou,n falm, move \\Iest, etc. These

opportunities no longer exist for most of us, esPe-

ciirlly for the professional man:rger. We are emplo1'-

ees and r+'ill alu'ays be employees. Furthermore, an

increasing percentage of us rvill alr.vays be employ-

ees of large organizations.
Being an employee, especially an emplo,vee of a

large organization, necessarily leads to the loss of a
great deal of independence. Instead of making his

ou,n decisions, an employee (rvhether he is a man-

ager or a lr,orker ) responds to the decisions of other

people. Insteacl of acting independently to control

his o*'n life and career, an employee gives up this

control and becomes clependent upon his superiors

and his orqanization. This loss of control is espe-

cially noticeable for decisions related to his ou'n ca-

reer. Instead of acting for his orvn interests, an em-

ployee is expected to u,ork for the good of his orgri-

nization ilnd leave the decisions about his career to

other people.

A Basic Hurnan Need

The desire for independence. Although the

chances for independence have been greatly re-

duced, belief in it is perhaps as strong as ever. It is

certainly as strong as ever in our public pronounce-

ments. We are constantly talking about freedom and

are constantly rvorriecl about conformit\', loss of our

freedom to the governtnent, etc. We believe in
indepenclence; we believe in individualism; they are

a part, an inescilpable p:rrt, of the basic Anterican

icleology. We believe that rve should be free to
make our orvn decisions, that rve should control our

orvn lives and our orvn destinies, that our fate

should be in our or'r,n hands rather than in someolle

else's.

Furthern,ore, the desire for independence seetns

to be a basic component of human nature. \\'e t'ttni
independence, not only because it is part of the

American tradition, but because u'e have a basic

humtrn need for it, because the desire for indepen-
dence is as much a part of our natule as the desire

for food and clrink.

The conflict betrveen desire for indepenclence

and organizational tlemands. As Professor C. Ar-
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gyris and many others have observed, some confict
between the individuals needs and desires and the

demands of his organization is inevitable, regardless

of the level the individual occupies in the organiza-

tion: "There are some basic incongruencies between

the growth trends of a healthy personality and the

requirements of a formal organization."' These con-

flicts and incongruencies can be reduced, but some

conflict is inevitable.
Some of the more important conficts are between

the organizatiort's need for control and predictabil-
ity and the individual's desire for freedom and inde-

pendence; between the organization's need for stan-

dardization and the individualls desire for variety
and enjoyable work; between tlte organization's de-

mand for lof,ulty (even unquestioning loyalty) and

the individualls belief that his primary loyalties

should be to himself, his ideals, his career, and his

family.

Ends-Not Means

The consequences of these conficts. These con-

ficts have been noted by many students of
management,2 but most of their work has focused

on the efiects these conficts have on the organiza-

tion. They have observed that these conficts cause

individuals to become dissatisfied, apathetic, aggres-

sive, anxious, hostile, etc., but they have usually
been more concerned with the effects of these psy-

chological states on the organization (e.g., their ef-

fect on productivity, furnover, absenteeism, etc. )

than their importance for individuals. That is, most

psychologically trained students of management

agree that these conflicts exist and create psycho-

logical and social problems, but they are generally

more interested in the organization's effectiveness,

productivity, and profitability than they are in the

satisfaction and self-fulfillment of its members. Sat-

isfaction and self-fulfillment are regarded as means

for achieving greater organizational e{Iectiveness

rather than as ends in themselves. This tendency to

regard people as means to other ends rather than

ends in themselves has caused repeated charges

that social scientists in industry have "sold out" to
the organizations and become "the servants of
po$'er.":

I see little value in discussing these charges and

the replies to them, but I rvould like to state that I
regard individualism as a *,orthrvhile goal, in and

of itself, u,ithout regard for its effect upon organiza-

tions, and that I feel that it is as legitimate to help

individuals reach their orvn goals as it is to help or-

ganizations increase their productivity or decrease

their turnover.
Since I regarcl people as encls rather than means

and value individualism for its orvn sake, I contend

that individuals should act for their orvn interests

rather than for the "goocl of the organization." A1-

though this statement mav aPpear to have an anti-

social bias, I feel it is appropritrte at this time be-

cause todav rl'e live in a societv clominated by Iarge

organiztrtions, a societv in u-hich individtralism is

very threatened. I agree. tl.ren, *'ith \\rilliam H.
\Yhvte that:

Plecisel-v because it is an age of organization, it is the

other side of the coin that needs empl.rasis. \\re do need

to knorv horv to cooPerate rvith The Organization, but,
r4ore than ever, so do *'e neecl to knorv ho-w to resist it.
Out of context this ii-oulcl be an irlesponsible statement.
Time iurcl plilce ale critical, :rnd histor',v has ttrught us

tirrrt a philosophical ildividualism can venerrrte confiict
too much ancl cooperation too Iittle. But rvhat is tire
context todar'? The ticle has su'ung fal cnougir the other'

*.ar', I submit, tllat u-e Iieed I'rot g-orrY that a coutlteL

emphasis u-ill stilnlriate pe ople to iirl c\cess of
inclividualism. r

Problem is acute for rnicldle man:lqers. -\ltllough
ti:re con{lict betu'eerr irlr'lividuals :rricl orgatliz:'ttions

is a gerreral one, occurrit'rg hetu-eelr eirch incliviclual

and er,ery or.qiutizittiou to rr'liic}-i ire beiorlgs- I ri'ili
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direct attention to conflicts between the needs and
aspirations of middle managers and the organiza-
tions which employ them.

Reasons for Dependence

I am focusing upon middle managers because

these conflicts are more important for them than for
other managers. Top managers have greater control
over their organizations and are more able to act in-
dependently than middle managers. The problern is

more acute for middle managers than it is for t.ork-
ers for several reasons:

o Thele is much less arvaleness of these conflicts
among managers than there is among rvorkers. Workers
generally recognize the cor.rflicts bet*,een their interests
and the organization's, but manv managers and r'vriters
about management assume (or act as if they assume)
that the interests of marragers and their- organizations
are identical5-a fiction top mnnagement is verv eager
to pleserve. Obviously, until these conflicts of irrterest
are recognized, r'ro effective action can be taken.

o Workels have unions (or can acquire them) to rep-
resent theil interests against the interests of the corpora-
tion, but managel's have no such olganizatiors. Since
ther. must bargair u,ith the organization as individuals
and the organization is so much more porverful than
thev are, thev have verv limited po\\,er to irrfluence it,

c The idea of companv lovaltv is much stronger for
managel's than it is for u.olkels, furthel incleasing the
pou,ellessness and dependencv of indir'ldual m.uragers.

o \Ianagels ar'e geleltrllv mole concel'ned abcut their'
jobs and careels than rvolkels. Their jobs ancl cilreels
greatly influence theil beliefs about themseives and
theil personal satisfaction, rvhile rvorkers ale more likelv
to legai'd their jobs as simplv a soulce of income. The
psvchological and social effects of porverlessness. etc.,
ale thelefore gleater'.

o The organizatiorr interferes much more g,ith the
f:rmilv and home life of managels thnn it does u'ith
s,olkers. \Ianagers spend much mole time a*.av from
horne, have to lelocate their families if the organization
tlansfels them, ale often requiled to involve theil ri'ir-es
in business socializin.q, and may even have theil cu'eels
afiected bv their superiols' opiniorrs of theil u'ives or

home ]ife.

o NIarrI managels are "lockecl into" theil olgrniza-
tiols br.'clefen'ed cornpensation ancl pension pLrns.
These pli,Lns gleatlv inclease the olgartizrrtion's contlol
ovel their' Iir-es since thev can't afiord to quit irnd rrrrr'
even be afi'iricl to act indepeuderrtlv iu ar)\' \\-i1\-.

o \lar)' professional managel s ckr not possess the
skills (ol the capitrrl) to stru't their ou'n business. Their
skills and brrckglouncls are suitable oniv fol s'ork in
hrqe olgiurizltions.
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Because of these factors, rnost middle managers

are quite po\\'erless and dependent upon their orga-

nizations. They are rvell paid and r'vell treated, but
thev knorv that they have lost control over their
o\\,n lives and become dependent upon their organi-

zations. And, because a basic part of their nature is

a desire for independence and the self-respect and

inner securitv that onlv independence can provide,

this knos'ledge is painful. They may attempt to

avoid thinking about their dependency and Po\lrer-
Iessness by concentrating upon their homes, cars,

and other material evidence of the organization's
generosity, they may dull their senses with too

many cocktails, but they can never really escape the
knou,ledge that the organization controls them, nor
can they escape the anxiety and resentment this
kno*,ledge calrses. Nlanagers, who are often re-
garded as "exploiters," are today one of the most ex-

ploited groups in our societv. They have money,

prestige, and comfort, but they have paid dearly for
them-r'vith their independence and self-respect.

Our aspiring executives (rvhile the most fussed-over
segment of our societv) are the most manipulated and
exploited steady jobholders in the land. A new kind of
gruff paternalism hirs developed in our large enterprises,
an exploitation of leaders rat]rer than laborers.6

h.r the mo\-ement from autholity to manipulation,
porvel shifts {rom the visible to the invisible, from the
knos,n to the anonvmous, and *,itli rising material stan-
d:u'ds, exploitation becomes less material and more
psvchological.i

Three Popular Solutions \

Inadequacies of popular solutions. The decline of
individualism is certainly not a new topic. People

from ali u-illks of life have commented upon it.
\'Iost of them have been verv concerned and irave

miide su{gestions rvhich thev hoped rvould leverse

the trend. Llnfortunatelv, their proposals have had

little effect iu the past and have little chance for
success in the future because thev are birsed on un-
reirlistic assumptions trbout man's abilitv to change

hin-rself and his society trnd an inadequate uuder-

standing of the forces u'hich operate rvithin our so-

ciety ancl tlie people rvho control it. The solutions

tl'rev propose can be clivided into three broacl tvpes:

1 ' Clrarrgine lerclership prrrc'tices.

2 .' Bleaking or.u' societv into smlllel econornic. sociirl,
ol politicrrl urits.

,3 .' Exhorting people to be more incliviclLralistit.

11



Changing leadership practices. \Ianv social

scientists have ploposed changes in leadership prac-

tices : reducing authoritarianism, increasing subordi-

nates'particlpation in decisions. making use of cont-

mittees, being more concerned rvith subordinates'

desir-es and an'rbitions, using higlrer levels of com-

munication, etc. Although these chtrnges l'rave in-

creased organizational effectiveness and have rnade

organizational life more pleasant for manv people,

they have not increased the opportunities for incle-

pendence and inclividualism' In fact, manv critics

have argued that thei' have had the opposite effcc't'

that they have actuallv increased the orgirnization's

control over its members.'
Although some of these critics have claimed that

social scientists intencled to help manaqerretlt irl-

crease its control of snbordinates through rniulipulir.-

tion, the ket, is.ue is not theil intentions. but their

results. Linfortunatelv, there is little doubt that their

techniques have been usecl to rnanipulate people;

intentionallv or not, they have helped the people on

top to increase their cortrol over the people be-

neath then-r (including middle and lorver-level man-

agers ). Although most proponents of "soft" leader-

ship techniques sincerely intended to help indlvidu-
als as rvell as organizations, their u.'ork has had this

unintended effect because thev made one crucial
error: thev assumed that the people in pou'er had

the same goals and values as thev clid; they did not

recognize one obvious fact-that most peopie in

power like pou,er. Thev like having it and exerting

it; they enjoy controllinq other people. One of their

reasons for u'anting their jobs is the pou'er these

jobs offer. Therefore, reqardless of the intentions of

the proponents of modern leadership techniques,

the men in porver htrve used these techniques to in-

crease their pou'er by manipulating their subordi-

nates.

The people at the top of most organizirtions are

simplv not going to give arvaY their pou'er' Thev
are not going to give their subordinates theil inde-

pendence. Therefore, the onlv u'ay suborclinates can

get their independence is to increase their orvn

power, to exert their porver against the pou'er of
their superiors and organizations.

Breaking society into smaller units. Proposals to

break our society into smirller units have been ad-

vanced by people from a u,ide 'u'arietY of political
and ideological positions. The proposals range from
the utopian schemes advanced by rnen such as
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Erich Fromme for small autonomous communities,

through the various schemes for decentralizing in-

dustry, to the attempts of the political conservatives

to recluce "big government" attcl increase the pos'er
of local ancl state qoverliments.

Although u'e have a grettt derrl of sympath-v for

their objectives. it is rrrther obvious that these pro-

posals are unrealistic. \11e can't go back; lve can't

revert to a simpler or lnore primitive form of social,

political. or econotnic orgtrnizrrtiot.t. Organiz:rtions
grorr- lalger because thev have a grou'th dlnamic of

their ou'n. bec:ruse the people u'ho run thern desire

gros'th. atrcl because the public-despite its fears

ancl protestations-u-ants the belefits of bigness.

Thev mav fear "big business," but they ri'ant the

things it produces; tliev ntav regard "big govern-

rlent" as a threat to libertr', but they rvant social se-

curitr-. fecleritl aid to eclucation. interstate higlilvays,

etc. The trend s'iIl therefore continue: go\:ern-

ments, businesses, unions, universities, etc., u'i1l con-

tinue to grow; our societv rviil be more don.rintrted

by giant organizations than it is today; and an

ever-increasing proportion of us rvill r'vork for large

organizations.
If individualism is to survive under these condi-

tions, it rvill have to be a different form of individu-
alism tlian rve have had in the p:rst. In the past in-

dividualism flourished outside of large organizations
(or at the top of them). Todav and tomorrou', be-

cause so many of us u,ill be u,orking in large organi-

zations, n e rvill need a different kind of individual-
ism, an individualism within large organizations'

Exhortations for gteater individualism. A plea for
greater individualism rvithin large organizations is

h:rrdl.,' original. In fact, such pleas are quite com-

mon, e\:en trite, e.g., charges of "conformitv," com-

plaints about the stultifving efiects of large organiza-

tions, ancl calls for the "uncommon man."'''

\{ost of these exhortations fall into the "com-

mencement address" category-pious pronounce-

rnents u,hich are admired, but soon forgotten. Horv-

e\:er, a feiv of them have had a greater impact. Of
these, \\ih-vte's The Organizatiott llan is clearlv the

best knou,n and most influential. The chirrges he

nTade in it over ten years ago ale still being hotly
debated. One of his more famous recornmendtltions

rvas that individuals "should fight the orgauization."

He also noted that fighting u'as difficult because

modern organizations are so benevolent (i.e., use

modern manipulative techniques ).

California Manogement Redeu



I am going to algue that he should fight the orgrrrriza-
tion. But not self-destluctivelv. He may tell tlie boss to
go to hell, but he is going to have another boss, and,
unlike the heroes of popular fiction, he c:rnnot find sur-
cease by leaving the arena to be a husbandmnn. If he
chafes at the pressules of his particular organization, ei-
ther he must succumb, r'esist thern, try to clrange them,
or move to vet another olganization.

Every decision he faces on the problem of the indi-
vidual versus autholitv is something of a dilemma. It is
not a case of rvhether ]ie should figlit against black tvr-
anny or blaze a new tlail against patent stupidit),. That
u,ould be easv-intellectually, at least. The real issue is
far more subtle. Fol it is not the evils of orgarrization
life that ptzzle him, brrf its tcry bcneficcnce .",'

But how? \\'hyte recommends fighting the orga-
nization, but he doesn't say how to fight, or rvhere
to fight, or rvhen to fight. It is very r.roble, verv in-
spiring, to urge men to greater indepenclence, to
urge that they fight their organizations, but-given
the enormous po\r'er differences betrveen them and
the organization and the organization's use of subtle
techniques for maniprilation-urging people to fight
their organizations is pointless unless one also tells
them horv to fight successfully. The goal is sre:rter
independence, not self-destruction. But, unless thev
knorv ho*, to fight. trncl u.here to fight, rrncl rvhen to
fight, figliting can onlv lead to .^elf-destruction.

Unfortunately, on this point \\Ihyte ofiers no
guidance. He merelv notes-rather Inmely-that it is
an "excruciatingly diffi cult" problem,

For the mole power tlie organization has ovel him,
the more he needs to recognize the areit u.hele he must
assert himself against it. And this, because u,e have
made organization life so equable, has become exclu-
ciatingly difficult.'.

Career Decisions

Where to fight the organization. The task, then,
is not to beat our breasts trnd call for tr return to the
American tradition of individualism, but to present
a comprehensive program for successfully exerting
independence in large organizations. Such a pro-
qram mlrst specify the areas in u,hich irn indiviclual
can most legitimatelv ancl effectivelv erert his incle-
pendence and provide methods for increasing his
ability to resist the organization.

Although there are other areas in rvliich he can
and should exert his independence, u,e helieve that
the area in r.l,hich independence is most legitimate
and necessarv is his own career development-his
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compensation, promotions, duties, responsibilities,
transfers, etc. This area is the most legitimate one
because the cor.rflicts betu,een his interests and the

organiztrtion's :rre greatest here and because deci-
sions about his career have such a great impact
upon his life, happiness, and fnmily. Independence
can most effectively be exerted here because there
are wavs to counter the pou'er of his organization
u,hich can greatlv increase lis satisfaction, indepen-
clence, ancl self-respect.

Holer.er, even though there are clear conflicts
bets.een his interests ancl the organiz:rtion's, and
clt'cisions about his career are more important for
him than for the organization, atternpts to advance
his ou,n interests are usually regarded as illegiti-
rnate (or even antisocial ). He is not supposecl to
tliink irbout his career; he is expected to be loyal to
the organization, u,ork for its interests, and leave
the clecisions about his career to his superiors.

The olgarrization commurricates to the manager that
he is not expected to take responsibility for his ou,n ca-
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reer at the same time that it is tlving to teacl.r him to be

uUt" ,o take responsibilitv fol important decisions!13

This ethic is cornmunicated to him in man\'\l'alrs

-in derogatory comments about "companv politi-

cians," in satirical rvorks such as "Horv To Succeed

In Business \Vithout Really Trying," in constant re-

minders of the need for "company lovaltv," and in a

variety of much more subtle rvays'

If, despite these presstlres, a man still t'anted to

learn how to advance his career, he rvould find that

the publishers and educators have generally ignored

the iopic. They, too, have assumed that merr should

,rork f-o. the good of their organizations and ignore

their orvn interests. They have focr-rsed on rvays for

men to help their organizations and have ignored

ways for thlm to help themselves' A man seeking

advice on hor,v to advance his career u'ould find

that there are hundreds of books and articles *'hich

tell him how to improve his s'ork, but almost none

rvhich tell him ho',v to get re*'arded for it He is

bombarded rvith advice on hou' to manipulate his

subordinates (and doing so is regarded as legiti-

mate ), but can't get advice on hos' to manipulate

his superiors (andhis superiors have much more ef-

fect upon his career than his subordinates do ) ' He

can take courses on almost every aspect of his iob-
leadership, communication, cost accounting, deci-

sion making, etc'-but no schooi offers corrrses in

company politics, techniques for negotiating raises

or promotions, or any other aspect of executive ca-

ree^r planning. He is simplv not supposed to think

aboui these things, Doing so is regi'rrdecl as illegiti-

mate, unethical, or antisocial.

I challenge this ethic. I regard it as another

clever psychological trick for manipulating indivicl-

uals foi the benefit of organizations ancl feel that it
is a perversion of the American traclition to regi'rrcl a

maJs trttempts to control his ou'n career as ut'rethi-

cal. It is not regarded as unethical for him to con-

trol his or,vn capital or to strive for the marimum re-

turn on it. Why, then' is it unethictrl for hin-r to tn'
to control his career and strive for the marinlttrn re-

tr-rrn on his time and earning abilitr'? His tin-re and

earning capacity are his priman' capitt-rl; thev are

rvorth i", *ot" than anv other asset he has' \\'hv
should he be more restricted in the rvav he invests

his life than in the rvay he invests his monev? I be-

Iieve that lives are more important than mone\'' and

people more important than organizations' I there-

ior" f""l thtit it is legitimate, proper, ancl ethical for
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a man to try to control his orvn career, increase his

independence of his organization, and rvork for his

orvn interests,

Need for Information

Holv to ffght the organization successfully' Even

if il man agreed u'ith my position about where he

shoulcl fight the organization, he u'ould still face the

problem o[ how to fight it successfullv, horv to con-

trol his own careel'.

An important related problem is the lack of good

infonnation ancl advice on executive career prob-

lems. This issue merits discussion because a man

u,ho decicles to resist the vast power of his own and

other organizations and ignore the pressures against

trving tJ control his orvn career needs good infor-

matiJn ancl aclvice, but can't get it todav' Without

this infonnirtion ancl advice his chances for success'

fully exerting his independence are very limited;

therefore, if individualism is to survive, adequate

soLlrces of information and advice must be devel-

oped.
There can be no doubt q'hatsoever that there is a

serious lack of information related to executive ca-

reer problems. Counseling and clinical 
-psycholo-

gists,iho are usually the major source of informa-

iio, about individual problems, have devoted

nearly all of their attention to children and people

rvho are abnormal or deficient in some w'ay-physi-

cally handicapped, mentallv retarded, emotionall-v

disiurbed. etc. Far more rvork has been done *'ith

chilclren ancl abnormal ndults than u'ith normal, in-

telligent, reasonablv successful adults'" We knorv

*.,.i, *o." about the cilreer problems of blind peo-

p1e or ampr-rtees or er-mental patients than rve clo

about tlie career problems of executives'

Executives anc'l executive careers har"e been stud-

ied manv times bv indr-rstrial social scientists, but' as

rve noterl earlier, nearlv all of their s'ork has fo-

cusecl on tlat's to increase organizational effective-

ness rather than on the career problems and ambi-

tior.rs of the executives themselves'

\Ianv of the people rvho have studied executives

have intendecl to rvork solely or primarilv for the

benefit of organizations and have been inclifierent

to the executives themselves. Although I don't care

for their emphasis, I have uo real quarrel u'ith

them; helping organizations and our industrial ancl

social system to u'ork better is certrrinlv a reason-
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able and legitimate goal. \'Iy qr,rarrel is *,ith the so-

cial scientists and other serious students of manage-
ment rvho have refused to make a choice betrveen
rvorking for individuals or organizations, or rvho
have actecl trs if no choice rvere necessary because
they sa'"v no fundamental and irreconcilable con-
ficts betrveen them. Unfortunately, many people
fall into this category.

There seems to be a certain amount of confusion as

to'uvhethel prescriptions for porver-equalizrrtion (i.e.,
modern leadership tecliniques) are nritten from the
point of vie'"v of organizational efficiency or that of
mental health. . . . Thele are those rvho claim that rvhat
is good for the individual rviil, in the long run, be good
for the organization and vice versa. Regardless, it is
useful to keep one's criteria explicit.15

Choose the Individual
Since very few serious students of managen'rent

have decided to rvork for individuals rvithout re-
gard for the effect their rvork has upon organiza-
tions, adequate sources of information and advice
can only be developed if some of the people who
are currently trying to rvork for both individuals
and organizations realize that doing so is impossible
and decide to work for individuals.

Unfortunately, many of these people are unwill-
ing to face the brutally obvious-but apparently un-
pleasant-fact that some confict betrveen individu-
als and organizations is inevitable, that rvhat is
qoocl for the organization is not necessarily good
for the individual. It is, of course, foolish to claim
that there are no areas of corrlmon interest, br-rt it is
equally foolish to claim or assume that there are no
conflicts or that all conflicts can be resolved if
proper leadership is exercised. Yet i,rgirin ancl again
I have encountered such cltirns and assurnptions!
W. Bennis, a very respected social scientist. plo-
vides a particularly good exan'rple of tliis tvpe of
u.ishful thinking:

It is mv contertion tliai effeciive le:rclcr.ship clepencls
plimarilv on mediating betrveen the inciiviclual and the
organization in such a rvatr that both cirri obtain mitri-
mum satisfaction.l6

Such a statement ( il.nd iirere art-' hundrecls of sim-
ilar statements throuqhout the literaturr: ) reveals an
inabilitv or unrvillingness to face' the frrct that sonte
conflicts bett,een individuais ancl orgarrizations ;rrr.

inevitable and irreconcilable, reqarciless of the load-
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ership approtrch one lrses. Ar-rd, until those students
of marnagement frrce this unpleasant fact, until they
discipline their thinking, they obviously cannot or
rvill not help individuals to resist their organiza-
tions.

But disciplining their thinking is not enough.
After they have done so, after they have clearly rec-
ognized that there rvill alu'ays be some conflict be-
trveen individuals and organizations, thev must
choose betr'veen them. They must decide rvhose in-
terest they value and rvork for those interests be-

cause they cannot work for both ( at Ieast not at the
strme time). This is the type of unpleasant decision
that thev *,ould prefer to avoid (in fact, their desire
to avoid it is probably a major cause for their not
recogrrizing conficts ). But, unpleasant or not, this
decision must be made. They cannot avoid it by
u'ishing au,av conflict, nor can they claim that
moral questions are irrelevant to a scientist, nor that
a scientist must avoid moral decisions because his
goal is to be "objective," "impartial," and "scien-

tific." Although objectivity and impartialitv are usu-
ally very desirable goals, in this case avoiding moral
issues and decisions in order to be "objective" and
"impartial" is, in effect, a decision to help organiza-
tions control individuals, a decision to support the
existing powers. The people in pou,er rvill not be
impartial; they rvill use the results of "impartial" in-
vestigations to increase their orvn power and rvill
act solely for their own interests. Therefore, the
s,riter, social scientist, editor, publisher, or other
person who avoids this unpleasant decision is as

rnuch a "servant of porver" as the man rvho rvorks
enthusiasticallv for it.

Il other x'orcls, social scierrtists, bv providing, rvith-
out interpretation or advocacr', techrriques and concepts
useful to men engagecl in stmggles for pou,er, became
br- default irccessolies to the porver politics of Amelican
govelr')ment and industrr', rvhile insisting thev rvere in-
nocent of anvthing of the solt. The insistence on objec-
tivitv rnacle trn in-rpaltial rrse of their resealch findings
r.irtual lv imposslble.' ;

-{ccessories bv Defauit

\'{aking orqauizations and our societr- i'un r)ore
sn,oothlv is an obviouslv legitimate goal. but it is

not the onl-v lceitinitrte goall Sorne of tl're rnen cur-
rentlv tn'irrg to n'ork for both inclivicluals anci orga-
nizations u-orrlcj. if ihe-v realized a choiie \l'as rin,
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avoidable, opt for the individuals' I liope that this

paper rvill inflt ence at least a feu' of them to make

it i, 
"hol"". 

Their potential contributions to individ-

ualism ancl independence are critically needed'

A Proposed Program

I u,ill return to the ccrltrtrl question: Horv can an

executive control his o*'n career ancl increase his

independence of his organization? Be'cause of the

llmiGcl amount of information avaiiable, the pro-

gram I propose is a rather general one' Frttrtre re-

J"u."h is neeclecl to fill in the clettrils, ancl such re-

search u.ill probably generate rnajor chal'rqes in it'
Hott,ever, despite the generirl, tcr.rtative natrlre of

this proeram, I feel that it is superior to tlie cilreer

strategies (or lnck thereof ) cunentlr'.beirrg risecl bv

most managers. I also feel that ii provides a reason-

able general frameu'ork for futtlre research' All of

these topics have been inadeqr'latelv investigatecl,

and. research oll anv of them ctrn be put to almost

immediate tise.
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Specific Advice

tTntil nos,, my remarks have been impersonal; I
have commentecl upon certain developments and

their consequellces. Nou' I am going to make spe-

cific recommertdations for the nanager r'vho r'vants to

control his os'n career. In other rvords, I am no lon-

ger referrine to people or careers in general, but

irakilig direct recommendations to a manager that

can be used to increase his inclependence and con-

trol over his orr,n career.

I / Accept the fact that there are some inescapa'

ble and irreconcilable conficts between you and

your organization. There are many areas in r'vhich

your interests and vour organization's are nearlv

iclentical, others in r,vhich they trre unrelated to each

other, and others in rvhich they are opposed' This

rather obvious fact is hard for some men to accept'

Thev prefer to believe that there are no real con-

flicts, that all ltroblerns ancl frictions are caused bv

poor comlttunication, ilisunclerstandings, etc' Thev

do not t'ant to believe that, even if communication

*.ere perfect antl there were no misunderstandings,

there ivoultl still be conflicts, problems, ancl friction

becrruse there irrc opposed interests' \\1hat is good

for the organiztrtion is not ahvays goocl for you or

vice 
"ersa. 

If vou do not accept this simple fact, if
yotl ilsslime, or act as if vou assume, that there are

no conflicts betrveen luour interests and your organi-

zation's, voll cilll never become tmlv indepenclent of

your organization'
On the other hand, seeing conflicts tt'here tlone

exist, or uncLrlv emphasizing the conflicts u'hich clo

exist, catt be self-clestructive because 1'our superiors

s'ill regarcl voLl as disloval, a troublemal<er. or a

nuisance. You therefore need to strike a balance,

recognizing common interests as rvell as conflicts of

interests, rvorking for the organization's interests

*'hen possiille, your orvn rvhen necessi'irv; bein.q

lovnl, but not blindly loyal; creating the impression

thiit you are 1o1'a1, but also letting vor-rl superiors

knou' that vou are arvare of ,voul own interests'

2 / Accept the fact that your superiors are essen-

tially indifferent to vour career an,bitions' You are

a means to an encl for them, not an end in yourself'

T'liev are prin-rarill' concernecl 'n'ith their own ca-

reers ancl ambitions and the survivill, grorvth, ancl

functioning of their units and the organization'

Their jobs ancl their responsibilities are to look out

for their units' and the organization's *'elfare, not

Calif ornia Llanagement Reaieu



vours, Thev are thercfore indillerent to vour cilreer
ambitions (cxcept, of course, for tlie effects these

:rmbitions hilve upon them. their units, or the orga-
niztrt-ion). Thev are not opposcd to votir ambitions;
thev are simplv indifierent to them.'s Furthemore,
since thev are responsible for their rirrits and the or'-

ganiz:rtions. not your career, it rvoulcl be in'esponsi-
ble for them to be rurvtliing but incliflerent to vour'
career'. These obvious facts ale also hard for some

mc.n to riccept. Thev u'ant to believe that their su-

periors care for them, tliat thev are not alone. Per-
sonnel men and their superiols s.ork vert, hard to
create ancl sustain this impression since it lielps
them acquire and control people. Thev cornmuni-
cate in rl vtrrietv of s,avs that "the skv is the limit" or
"\\/e have ereat things pltrnnecl for vou." But tliou-
sands of vou have alreadt' cliscovered that thev
don't mean it, and man), lnore of y,oti rvill discover
it u,hen vou al'e pirssecl over for promotion, get
fired, don't get a raise, or are transferred to some

unpleirsirnt place or job "for the good of the orgtrni-
zation."

It nitrv be hrlrd for you to accept the facts of con-
flict irnd iricliflerence. It rerluires cotuage and realis-
tic thinking. It requires rrccepting the frightening
knori'ledge that vou are alone, that youl organizn-

tion ancl superiors don't rea]lv care about you, that
bene:rth the friendlr,, bener,olent surfacc ilre ilescirp-
i,rble conflicts. r,rncl that \ior1 are the onlv one u'ho is

reall'u' concerned about YoLrI career, It may be un-
pletrsant to face these facts. but cloing so is abso-

lutelv necessi,rrv if vorl rlre to be trulv inclepenclent.

Llntil r'ou accept therl, r,ou can be manipulated,
clominated, and controlled; after vou nccept them,
you can resist. You carl see through the false prom-
ises and vague hints about "the grei,Lt thinqs ri-e

have planned for 1'our future" zrncl avoid tlie cleird

end tliat comes to so manv people u.'ho believe
therl. You can turn dou.n the transfer to the Osh-

kosh office if you don't want to lir.'e in Oshkosh. You
can listen s'ithotrt feeling guiltv to the executive re-
cruiters, You cirn b1untl1,' ask votir boss for a raise.
basecl not on vour needs (bectruse he doesn't rcall-v
care about vour financiill problems). but on -vour'
villuc. including vour value to other firn.rs. You ctur

insist that vour superiors spell out their fr,rture plilns
for 1.ou insteird of inaking vague promises llnd hints.
In othcr s'olcls. \-oLr cilrl rrct fleeh' ancl in goocl cou-
science for vour ou-n interests.

3 I Analyze your own goals. An intelligeni career
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strategy obviouslv requires ir cleirr understanding of
\roul o\yn goals. II you don't knorv $'hat vou \1'a11t,

vou obviouslv can't get it. If yoli clon't unclerstand

vour o\\'n go:rls, you ctrn't s'ork torvald them. L'ln-

fortunatelr,, relativelv ferv people ever cal'eflrlh/ an-

alr'zc their orvn goals: the1, siniply' rtccc'pt the goals

that other people sav thel' should rvilnt insteacl of
de:terrmining rr'hat they do want. Then, if tlicv clo

succeed in rerrching these goals. tliev may find thtrt
their success is n-icaninglcss ancl emptv bcctruse it
cloes not pror.irle the sr,rtisfactiou the-v anticipatecl.

The An-ieric:rn emphasis upon rnaterial slrccess

creates manv such problems. We are told that rve

shoulcl rvant to get aheacl, thert u,e should want a

lot of monev, thilt rve shoukl try for the top. For
son-ie people these are meaningful goals, but not for
elrervone. \I:rnv of vou u'oulcl be a lot happier if
),ou u,ould honestly face up to tl're fact that you are

not tlie most arnbitiolls person in the lr,orld, that
you reallv don't iike a lot of pressure, thtrt you rv:rnt
a lot of time for yourself, that money is not that irn-
portant to you, that your familv means more to you
thal vour job, etc. I arn not saying here that the tra-
ditional goals of a business career are incorrect; I
:ul simplv saving that thev are not correct for er,-

ervone,
If, in fact, \'ou are primarilv concernecl u,ith

materi:rl sllccess, r,ith reaching the top of the pvra-
mid, I liave no objection n'hatsoever. A major pur-
posc of this article is to help you qet there. But, if
you rvant something else from vollr careet', it is l)est
that 1,ou not liicl vourself. If 1'ou reailv s,ant to
spend a lot of time u,ith vour familv, if vou :rre at-
tr:rctecl to vour pr:escnt neighborhoocl ancl advance-
rlent u'oulcl recl-rire that r,ou chtrnge it, if 1'ou clon't
like plnving politics or business socializing, it is best
that vou lealize it nou, ancl take a job t,hich u,ill
satisfy the goals that you reallv have. Otherrvise,
vou mav wrrste your life seeking things that ci,rnnot

ra1i5f1r -vou.

Anall'ze Your Goals

A complete analysis of your goals is probablv not
possible u,itl'rout plofessional assistance, but vou
ctln greirtlt' incrcase ),our nnclerstanding of therri bY

asking -vourself ir scric.s of fairlv specific questions,
ri'riting doutr the ans\\rels, and looking for p:rttclns
in these rus\\'els. Talkinq over vour trnsu-ers u,ith
vour n'ife, a friencl. or a minister can be very hclp-
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ful. Ask vourself this kind of question and clon't be

embarrassecl or discour:rged if vou cnn't give a com-

pletc or logical ans\\/er. Acquiring self-knorvleclge is

alu'trys a slou, process.

) If vou could have anv job that vou s'arrted. rvhat
job u-ould vou ttrke?

I Hou' irnpolttrnt is making a lot of money to vou?

I Horv much irrcome do ]rou u'ant?

I Horv much ittcome does your rvife rvant?

?Y lV ?F
I Do you reallv u,trnt to do executive rvork (not lead

an executive's life)? That is, clo vou s'ant to do things
bv motivating, directing, and contlolling other people,
or s,ould vou prefer a I'ob in u,hich vou u'orkecl on -vour
own or irclvised people?

I In u.h:rt size firm rvould you plefer to u-olk?

I For u,hat company u'ould vou like to x'olk?

) Would vou rather r'r'ork in a comPanv u'here most
deeisions are macle b-v irrdividuals or bv con'rmittees?

I \\zould vou rtrther have a secure job or orte irt
u.hich vou could "siuk ol su'im"?

) \\Iotild vou rathet' rr'ot'k indePendentlv in au un-
stluctuled situation or have cleril guidelines fi'om
irbove?

7F IV IF
) \l,'hele clo vor-r u';rttt to u'olk iurd lir-e?

t \\that price irle r-ou u,illinq to prrv to get rrhead?

I \\Ihat price is .r,our u'ife ri.illing to pr,rr,?

I Ale vou rvilllng to clrop okl friencls as votl go

upu'ald?
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) Hou, milny hours tr u,eek do vor.t u'trrrt to rvolk?

) Ale you rvillilg to spend tr lot of time tru'av fron
horne on cornpanv tltrvel?

I Are vou t'illing to plav politics?

Two Key Questions
These irnd manv other specific questions should

cover. enough areas so that you can ultimatelv
ans\\'er the trvo key cluestions related to over-ail ctr-

reer goals; again, I suggest that you write out YouI'

ans\\'ers.

I Thele are nlanv factols to be considered for truv

ctrleel choice (e.8., duties, titles, il'rcome, superiors,

Iocation, firm, trtrvel, etc.). Which factors are impor-

tant to .vou, and how important is each factor?

I \\7hat do you really want to do rvith your career?

4 I Analyze your assets and liabilities. It is not

enough to understand Your goals: votl mllst also un-

clerstand the assets uirich u'ill help vou reach them

and the liabilities rvhich rvill hold you back. You

rvouldn't even try to make a company's {uture plans

rvithout a clear understanding of its assets and lia-

bilities, and you obviously can't plan your o\\'n ca-

reer without a similar understanding. Unfortu-

nately, analyzing your personal assets and liabilities

is mtrch more difficult than analyzing a companv's. A

business generally has standardizecl accounting

procedures for measuring its assets and liabilities,

and they can be made directly comparable to each

other by converting them into dollars. A person's as-

sets and liabilities are usuallv ver-v hard to measure

and cannot be compared directlv n'ith each other.

For example, it is nearly impossible to sav hou'

much intelligence compensates for the lack of tr col-

lege degree or ltott, much a proved record of suc-

cess compensates for the fact that a man is over

fifty.
Even though vou can't make a completelv accu-

rate estirnrrte of -vour personal assets and liabilities.
voll cilr greatlv increase vour unclersti'tnding oI
them bv using the salne general techniclue that is

used to analvze personal goals: ask vour:self a large

number of specific questions irnd look for p:rtterns

in the :rnss,ers. Since most of us h:lve rtrther biased

opinions of ourselves, the help of another Persoll
(pirrticultrrlv a trained specialist"' ) can be invrhr-

able but is not absoltttelv necessarr'.

Ask vourself this kind of question nncl. again,

don't be embtrrrtrssed or discouraged if vou cnrr't

#^\.r J\.<
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gi\/e a complete or logical answer. Even an incom-
plete or somervhat illogical ans\\'er can improve
r-our sel[-understandir rg.

I Hou' intelligent ale vou'P (Tlie importnnt compirr.i-
son fol intelligence arrd all other assets t.rncl liabilities
is not u'ith the genelal popul,rtion, but u,ith tlie people
rvith u,hom )'ou rli'e competing for. jobs, prom.tions,
and rtrises. You ale probabh. not conpeting w.ith aver-
age men irnd. must thelefore comprl1.e vourself u'ith
youl competitors r;ither t]ran rvith the gener.ttl public. )

I Hou, does voul income progress comptu'e n'ith the
progtess of other people i,r vorrr irm'P

) Hou, cloes it comPare rvith otl-rer people l'oul rrge in
otlier firrns?

I Do you have favorable contacts in vour firrn?

I Do vou have favolable contacts jn other fir'n-rs?

) Hot' do vour social skills compal'e rvith r-our corn-
petitors'?

7V 
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*V
) Do you have all of the necessulv creclerrtials for the

jobs vorr \\'alrt r deglees. certificates. l)ropel erlterierrce,
the right social and leligious backlound. etc.)?

) If not, can you acquire these credentials?

I Horv valuable is vour experience to voru' firm?

) Hou, r'alutrble is vour expelience to nnother firn-rP

I Holr- valuable lvill it be in the future'l

Anss'ering these ancl similtrr questions should
help vou decide hou' realistic \rour ambitions are
and $'hat steps vou must trrke to miike the best use

of vour assets ancl minimize the effects of vour lia-
bilities.

5 / Analyze your opportunities. Nonntrllr,. the
rvord "opportunitv" refers primarilr' or entirelv to
the chances for advirncement, but here it is usecl to
refer to vour chances of reaching vour- goals. r.e-

gardless of rvhat these goals m.rv be. If vou \\'irllt to
rnove into top n-ranagement, the u,ord "opportunitr."
refers to vour chtlnces of doing so; if vou u,ant a

lou'er-pressure job, or olre u,ith morc sr,rtisfving
t'ork, more regular hours, less comprrnv tr:rvel. etc.,
the *'ord "opportunitv" refers to vour chances of
reirching these goals.

NIake rrs cold-bloodecl an analvsis of your real op-
portunities as possible. Deterrrine as cilrefullr,, sr,,s-

tematicallv, trnd unernotionallv as volr can tl'rc op-
portunities vou really have to reach I'our qoals in
)'our o\\'n or another firm. It is usuallr.' r'erv hilrcl tct

make this analvsis, ltectruse most firms ilrc quite dis-
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honest about the opportunitic.s u'hich thc-v rc.allr.
offer; they try to create the impression of a much
better situirtion than really exists. Fortuni,rtely, there
are other sources of information than intervien,s
u'ith recruiters, personnel managers, and voru slr-
periors (published data, stock analysts, friends.
management consultants, personal observations,
etc. ). 1t5irr* these other sources of information in a

svstematic \\/ay can result in a much clearer uncler-
standing of your real opportunities than you have
nory. You ctln use the same general technique here
as in the other anal1,-ses, anstvering many specific
questions and then looking for ltatterns to ansu'er
the key questions. You need to knon' the ansrvers to
such questions its:

) Horv rapidlv is votu' industrr. glori'ingP

I Horv plofitable is voLrr inclustrv con'rpaled to other
industries?

I Hori' rvell does vour inclustrv pav compared to other
indr rstries?

) \\'hat u-ould be the eilect upon vour industr.v of a

gleat cleclease in militarv ot' govelltntental spending?

) Horv cloes the grorvth of your' fir-m comltirre to the
grou'th of tlie lest of the industryP

I Horv profitable is vour corr pirnv conrpar.erl to the
rest of the industlr,?

I Hou, rvell cloes yollr compaly ]lal'?

I Horv miln\i new plodtrcts has vour fir'rn intloducecl
in the past ten veals?

?v At A*
I Hou' mttch agreernent is there bettveen 1,our goals

ancl r'alues ancl official rrud unofEciirl .onp"rru p"oli,,..
and practices?

I Horv uranv people have mor,,ed upu'trr.d fronr vour.
urrit or plesent job to higher.marragernent'l
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i I: ..'orr' lross y-'t ontotirble?

) Does lorir boss s itrlt to help r-ou gct tlileecl?

I Do vour superiors s'ilnt to help r-ou get rrheacl?

I Ho',i- 111i1111, people \\-ho il.l e irtlpoltirttt to r otu

iutule clo r-ou norrnrrllv coutrct orl r otl jobP

) Hou' much has vouL itlc'ornc increlrserl siuce vutl

ioinccl the fir'n?

I llori. nranv rea] ltlourotiorts have vorr hadl

i Hou- high do vou think vott ltavc ,l t'errsou,lblc

chr,Lrice of going in voru firtr-r?

Yonr 0pportunities

Ansu,ering these ancl manv similar clt1c-'stions

shoulcl help -vou alls\\'er the four ke-v questions:

I Shoultl vott stav il vout present job?

I Shoulcl vou look fol another iob u'ith voLrr cnrLent

ffrm?

I ShoLrlcl r'ou look fol rr job in irnother ffr'm?

I \\rhich fir'rns ol irclustries should vou consideli)

6 / Learn the rules of company politics. For cen-

turies politicill scientists hal,e recognizccl thc clis-

tlnction betu-een tecl-uriques for ilcqriiring Powel
(the art of politics) rrnd technirlues for using it
u'iselr, (thc r,rrt of goverlunent) i'urcl. ils evelt tlle
most citsuill examination of arlv go\-erntncnt cleilrlv
rer.,errls. the mirsters of politics, rtot the lIll'IstL'rs of
goYclnrrent, hnYe most of the ptl$ cr'. L-nfortn-
natel\'. this clistinction is rirlc'lr, mrt(le in the lrusi-
llc-ss \\ orlcl, clespitc thc rrltunclaut er.iclertce thirt
1ni1nv cxeclltlves got their jobs for rer'Lsorls otller
than their competence irnd performrlnce.

Of course, doing vour job u'ell u,ill probablv help
roL1l' clrrc'er, but it u'ill not gurll'antee thi1t ,vou u'ill
get the job that yorl want or tliat you u,ill be prop-
erlr' rerr-arded for r.our woli(. In fact. goocl pcrfor-
milnce mav not hilve rnuch effect on )ro111' ca]'eer ilt
all because it is usualh' r'en, clifficult or impossible
to sav hor-,' good il job r,r manneer is doing. A u-ork-

cr's perforrnilrlce cirn often be latecl oD several filirlv
objectivc criteri:r such i1s number of units producecl
pcr houl or ilmoLurt of scrap, but a mtrnagcr's pcr'-

formance clin \rerv rarclv hc judgcd rrs acc'urrrtelt' or
objectivelv.r"

Thercfore, it lnrlrulgL-r s pr1\', pcrfoi'miuce latings,
advencemcllt. alcl rr11 othel trspects of his ctrreer are

very clcpcnclent upon liis superiors' opiniolr of him
aricl his u'ork. opinions s'hich al'c jnflr1ellce11 bv
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lllrlllilgel S CilrL'er Clcptricis Lll)'-rll ll .r--: '!
You rnirr-clisIlke the fr'rct tlrit r.Lll.r.-iirrl i - I .'

uprlD politics. llr.ri \o11 L.r'111i|t t't-,i't I l :--'
exist in er-err- clepartt-ttt'tlt ittlcl itl er.r'r' otgi1l'iz'1:l rll

ilarticrllilrlv at thc m:rntlgcrirrl rrncl etecrttire 1.';1.'

The onlr, \\'ay votl ciu cotlplctc'lr' rlr.oicl Politlti lr

to lctrve executive li{e.
Tlie cluestion, then. is not u-irether lou qel irr-

volveii in ltolitics, but horv yon get inl'olved arld

rvhat kincl of politics you get involvecl in. Here

agaiu there is no substitute for t1 thololiqh ilnah'-\is.

both of vourself and yottr situation' You have to cie-

cide *'hat kincl of political role vou are n'iIllng trncl

able to plny and rvhat efiect vour particular stvle of

politics rvill have on )/our career in your current or

another job. To do so you have to understand vour-

self and the rules of the politicirl games in your ou'n

ol anv organization vou are considcring loining.
There trre really several sets of mles in each orqtrni-

zation or department, rules for gettitlg ahead

cluickl,v, rules for surviving quietly, etc. After vou

understand these rules, vou lti'tve to decide u'hether

):ou \\'r1l'tt to pl:rv accorciing to them or s'hether vou

shonlcl qo clserihelc to fir-rd a qalne nlore to vour'

likine. Anci. once r-ou understand the gan-res iud
har-e selectecl one. \'olt cilu plav it more effectivelv.

You ciLn obr-ior-rslv do better if vou knorv rvhat the

rules itre. liou' points are reitlh'scored. ]rorv evalua-

tions are rerrllr' mticle- hos- people reallt' get aheacl,

E LC.

Fou-er Politics

To unclerstand tht' politics in itnv department or

organizrrtion. r'ou must cletermine tri'o things:

t \\'ho has the reai pou-el (especially the po*'er to

influence roul caleer')?

I Hol, do thev rnirke their decisions (especialh' de-

cisions related to voul c'aleer')?

(Jnce vou knorv rvho has the powel to il'rfluence

lrour. career and ho$, they decide to use that po',r'er,

volr can evalllate vour own situation ancl take steps

to impror-e it. You can leave, "play it cool," trv to
IrulId good relzrtionships rvith the right people, ctc,

7 I Pltn volrr crlreer" Although these i'rnilll'ses can

be time-consuming ilnd er-en trnnoving, they make it
possible lor I'ou to cio something that very feu'tlen
ever do-to plan yor,rr career-to clecide s'here t'ou
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