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Introduction
The Human-Relations Revolution

Keep your mind open to change all the time. Welcome it. Court it. It is only by
examining and reexamining your opinions and ideas that you can progress.
—DALE CARNEGIE

As the twenty-first century approaches, the world is undergoing® enormous change,
a process of great upheaval® and great possibility. In just a few short years, we have
witnessed the dawn of postindustrial society, the advent® of the information age, the rush
to computerization, the birth of biotechnology®, and not the least of these changes, the
human-relations revolution.

With the end of the cold war, the business environment has grown dramatically®
more intense. Competition has become more global and more energized®. And technology
races on. No longer can businesses safely ignore their customers’ wants and needs. No
longer can managers simply issue orders and expect them to be mindlessly obeyed. No
longer can personal relationships be taken for granted. No longer can companies be
less than obsessed” with constant quality improvement. No longer can so much human
creativity go so scandalously® untapped®.

To survive in the years to come, successful organizations—in business, in
government, in the non-profit world—will have to undergo a profound® cultural change.
Their people will have to think quicker, work smarter, dream wilder, and relate to each
other in very different ways.

Most important of all, this cultural change will require a whole new breed” of leader,
a leader quite unlike the bosses most of us have worked for and some of us have perhaps
become. The day has long since passed when a company could be run with a bullwhip®
and a chair.

The leaders of tomorrow will have to establish a real vision and a sense of values for
the organizations they wish to lead. These leaders will have to communicate and motivate
far more effectively than did leaders of the past. They will have to keep their wits about
them through conditions of near-constant change. And these new leaders will have to
mine® every ounce of talent and creativity that their organizations possess—from the
shop floor® to the executive suite™.

The roots of all this upheaval can be traced back to the decades that followed World
War II. In the postwar years American companies seemed to prosper® almost regardless
of ” what they did. The economies of Europe and Asia were hobbled® by the war's
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destruction®, and the world’s developing countries were not much of an economic factor
yet. Big American-based companies, backed by big labor and big government, set the
standards for everyone else. It wasn’t that these companies were so beautifully run. They
never really had to be. With their steep hierarchies, their rigid job descriptions, and their
we-know-best attitudes, they cruised right through the middle years of the century—fat,
happy, and as profitable as could be.

What lovely cocoons these companies provided for their employees! A job with a
decent corporation was for many people a job for life—not so different from the civil
service, but with a better salary and sweeter fringe benefits®.

Layoffs? Who ever heard of layoffs for people who wore suit jackets or dresses
to work? Maybe for factory workers, but definitely not for the managerial® set. People
spoke often about “the ladder of success,” and that’s how they would progress in their
careers, one rung at a time, neither slower nor faster than the people above or beiow. In
hindsight®, we see that those were the days of easy affluence®; eventually they had to end.

While America was enjoying the fruits of the postwar era, the Japanese were thinking
ahead. Their economy was destroyed, much of their basic infrastructure® was in ruins,
and that was just the beginning of what the Japanese had to overcome. They also had a
worldwide reputation for producing cheap, shoddy® goods and delivering second-rate
customer service.

But after all the hardship they had suffered, the Japanese were ready to learn from
their mistakes. So they went out and hired the best advisors they could find, among them
Dr. W. Edwards Deming, a statistician who had worked in the United States Army’s
quality control office during the war.

Deming’s message to the Japanese: Don’t try to copy the intricate structures of big
American corporations. Instead, Deming and others advised, build a new kind of Japanese
company—a company dedicated to employee involvement, quality improvement , and
customer satisfaction—and work to unite all the employees behind those goals.

It didn’t happen overnight, but the Japanese economy was reborn. Japan became
a leader in technological innovation, and the quality of Japanese goods and services
soared. With this new spirit in place, Japanese firms didn’t just catch up with their foreign
competitors. In many important industries, the Japanese rolled right past. It didn’t take
long for their approach to begin spreading around the globe—to Germany, to Scandinavia,
across the Far East, and along the Pacific Rim. America, unfortunately, was one of the last
to catch on. This delay proved costly.

Slowly, imperceptibly at first, America’s cruise of easy affluence was running out of gas.
Through the 1960s and the 1970s, the roar of the postwar economy was loud enough to drown
out the occasional sputters, but the hints of trouble grew increasingly hard to ignore.

Oil got expensive. Inflation and interest rates shot up. And competition wasn’t
coming only from a reinvigorated® Japan or Germany anymore. Dozens of other countries
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overseas, little blips on the economic landscape, suddenly, arrived at the cutting edge of
technology with newly sharpened competitive skills. Before long they too were capturing
major market shares from General Motors, from Zenith, from IBM, from Kodak, and from
other slumbering® corporate giants.

By the mid-1980s the growing trouble was becoming difficult to contain. Real estate
took a tumble®. Corporate debt and the national deficit® ballooned. The stock market
started doing peculiar things. The nagging recession that settled over the early 1990s
showed once and for all how different the world had grown.

For the people caught in the middle, all this change seemed to arrive at white-
knuckle® speed. If companies weren’t undergoing a corporate merger or acquisition,
they were restructuring or taking a dip in the chilly waters of bankruptcy court. There
were firings. There were layoffs. The change was brutal. It was swift. And it wasn’t just
blue-collar anymore. Professionals and executives all across the white-collar ranks were
coming face to face with a narrowing future, and they were not quite sure what to do.

Predictably, change of this magnitude and speed has very much affected how people
feel about themselves and their careers. From one end of the economy to the other, it has
produced unprecedented® waves of dissatisfaction® and fear.

Some people have placed their faith in technology, figuring the world can simply
invent its way out of this current state of affairs. And there’s no denying the contribution
that technology can make.

“I can walk into my office in New York and use the exact same data that someone
in Japan is using—at exactly the same moment,” says Thomas A. Saunders III, general
partner at Saunders Karp & Company, a private merchant bank. “We’re connected to the
same data system, twenty-four hours a day. People everywhere in the world are hardwired
together in a communications network that is far more sophisticated® than anyone
envisioned®. Capital markets and currency markets are beyond government control. And I
don’t need a newspaper to tell me anything about any of those markets.”

“What you see are the profits of evolution at work, increasing the potential so that
more can be done in a shorter period of time,” says Dr. Jonas Salk, medicine’s great
researcher. “We’ve got more people collaborating® at greater distances, so at this point
more is possible in a shorter period of time than a hundred years ago. The more resources
you have, the more means you have to progress.”

“Remember when computers first appeared?” asks Malcolm S. Forbes, Jr., editor-
in-chief? of the business magazine that bears his family’s name. “They were feared
instruments of Big Brother. Television was feared to be an instrument of propaganda”.
But thanks to high technology, they’ve had the opposite effect. The computer became
smaller and much less of a mainframe. Power grew astronomically”, so you weren’t tied
down anymore.
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“The microchip is extending the reach of the human brain the way machines
extended the reach of the human muscle in the last century. Today software is becoming
the slabs of steel. Fiber optics and digital screens are becoming the railroads and the
highways for transportation?, and so information is raw material.”

“Now,” Forbes goes on, “you can do your messaging and your computer work on
a little two-pounder on your lap—and do it anywhere you can find a plug or a satellite.”
The result? More people have more access to more information. “People can see what’s
happening in the rest of the world,” Forbes concludes. “It’s a very democratizing®
influence.”

The fall of the Berlin Wall, the disintegration® of the Soviet bloc®, the struggles
for democracy in Latin America and the Caribbean, the ongoing industrialization of
the developing world—all these changes signal a new industrial freedom and a new
recognition that the world is a community. Every one of these changes has been pushed
along by wider access to communication technology.

Striking images of this change are now routinely beamed around the world. Chinese
students wave English-language banners for the cameras. Saddam Hussein—and for that
matter, the American Joint Chief of Staff—both followed the progress of the Persian Gulf
War on CNN.

But technology alone is never enough in difficult times. Just because the means
of communication are readily available doesn’t mean that people have learned to
communicate well. Far too often today, they haven’t. This is one of the ironies of modern
times: the great capacity to communicate, the great failure to do so. What good is all this
information if people don’t know how to share it?

Not long ago the Graduate School of Business at Harvard University conducted
a survey of its students, alumni®, and recruiters®. Given the pressing need for
communication today, the results should come as no surprise. “What we are finding,” says
Harvard business school professor John A. Quelch, “is a large measure of satisfaction with
the technical competence of the graduating students.”

These bright young people can crunch numbers, analyze markets, and devise
business plans, but when it comes to teaching human-relations skills, Harvard is stepping
up its efforts. “That seems to be the area where improvements are needed,” Quelch
observes. “Oral and written communication, teamwork, and other human skills.”

Yet those are exactly the skills that will go farthest in determining the success of
these young business leaders.

Sure, technological sophistication will still be important as the world races
ahead, but that is just the price of admission to the new business arena. In the end the
winners and losers will not be divided by their bytes and RAMs. The winners will be
the organizations with smart and creative leaders who know how to communicate and
motivate effectively—inside the organization and out.
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“Good human-relations skills have the ability to change people from managing others
to leading others,” says John Rampey, director of management development at Milliken
& Company, a leading textile manufacturer. People can learn to move “from directing to
guiding, from competing to collaborating, from operating under a system of veiled secrecy
to one of sharing information as it’s needed, from a mode of passivity® to a mode of risk
taking, from one of viewing people as an expense to one of viewing people as an asset®.”
They can learn how “to change lives from resentment® to contentment®, from apathy® to
involvement, from failure to success.”

No one ever said these skills would come naturally, and frequently they do not. “It
isn’t that easy to know how to provide superior human relationships,” says Burt Manning,
chairman of J. Walter Thompson Company, the worldwide advertising firm. “There are a
few people who do it instinctively®. But most people have to be educated. They have to
be trained. It takes as much training—and as much sophistication—as it does to be an
engineer in a car company and to design a better piston® .”

“Those companies that can create a cadre of human beings who act in a way that
advances the company’s cause are going to beat the other guy,” Manning says. “Those
are the companies that understand that service and human-relationships are going to be a
huge differentiator® in success.”

Dale Carnegie didn’t live long enough to see the days of easy affluence give way
to the days of explosive change. And he never witnessed the arrival of this new human-
relations revolution. But long before anyone had ever heard the terms corporate vision,
employee empowerment, or quality-improvement process, Carnegie was pioneering some
fundamental® human-relations concepts that lie at the center of those important ideas.

Carnegie arrived in New York City in 1912, a young man from northwest Missouri
trying to figure out® what to do with his life. He eventually landed a job at the 125th Street
YMCAY, teaching public speaking to adults at night. ‘

“At first,” Carnegie wrote many years later, “I conducted courses in public speaking
only—courses designed to train adults, by actual experience, to think on their feet and
express their ideas with more clarity, more effectiveness, and more poise”, both in
business interviews and before groups.

“But gradually, as the seasons passed, I realized that as sorely as these adults needed
training in effective speaking, they needed still more training in the fine art of getting
along with people in everyday business and social contacts.”

So Carnegie broadened his course to include some basic human-relations skills.
He had no textbook, no official syllabus, no published course guide. But he had built a
growing list of practical techniques for getting along in the world, and he was testing those
techniques every day.

“Look at things from the other person’s perspective,” he told his students. “Give honest
and sincere appreciation”. Become genuinely interested in others.” He showed his students
how to weave™ these basic human-relations principles into the fabric® of their lives.
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