























Preface

“Morale” has been an abused word. The eager desire of citi-
zens to be of more service to their country, in this hour of
great danger, tends to concentrate on something supposedly
having to do with “morale.” Baseball, sermons, night clubs, red-
white-and-blue posters, uniforms, vitamin pills, martial music,
V symbols, boys’ clubs, morning calisthenics, news reels of enemy
atrocities, and hundreds of other activities have been defended as
“building morale.” Some thoughtful people have come to wonder
whether it might not be better to drop the word entirely.

With all the talk, there has been too little scientific understand-
ing. No one can doubt the basic importance of morale. Our whole
national effort—in factories, in Washington, on ships at sea and
in air, and in the army lines—depends upon morale. If the war
is long drawn out, the importance of sound morale will increase.
Only we shall need facts and sound analysis, not loose propa-
ganda, pep talks, and rationalization of whatever may be tradi-
tional, pleasant, or profit-bringing.

The main purpose of this book is to tell America what scientific
investigation of morale has thus far demonstrated. The research
is still, of course, unfinished. It is hoped that this book may itself
stimulate more and better studies of morale. But we cannot wait
until the facts are all in. Research has a frontier but no final
boundary. Meanwhile a war must be won. Here then, is an in-
terim report on what psychologists now think about morale
problems.

The book appears as the second yearbook * of the Society for

* The first yearbook, edited by George W. Hartmann and Theodore M. New-

comb, was entitled Industrial Conflict: A Psychological Interpretation, and was
published in 1940.
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vi PREFACE

Psychological Study of Social Issues. This Society is an affiliate
of the American Psychological Association, with two main pur-
poses. One is to turn the attention of psychological research
toward the urgent problems of our present social, economic, and
political life. The other is to make available to citizens, and es-
pecially to officials in a position to determine policy, the conclu-
sions which can be drawn from scientific study of human behavior.

Concern with American morale in the face of a developing
world crisis was evidenced at the meeting of the S.P.S.S.I. in
September, 1940. At that time a Committee on Morale was ap-
pointed, under the chairmanship of Professor Gardner Murphy.
During the year 1940-1941 interest in morale grew, and at the
1941 meetings several programs of the American Psychological
Association and of the American Association for Applied Psy-
chology were devoted to discussions of morale. In accord with its
purpose to communicate psychological findings on public ques-
tions, the S.P.S.S.I. decided, in September, 1941, to postpone
some other yearbooks, and to concentrate immediate effort on a
volume dealing with civilian morale. Professor Goodwin Watson
of Teachers College, Columbia University, was appointed editor,
and the book was planned in collaboration with the president of
the S.P.S.S.1., Professor Kurt Lewin, University of Iowa, and
the Society’s secretary, Professor Theodore Newcomb, University
of Michigan.

Psychologists, disciplined in careful scientific reserve, are reluc-
tant to draw from their data the kind of conclusions which make
newspaper headlines. Men in responsible posts of government
and business must, however, make decisions even though the
evidence is not 100 percent conclusive. The writers in this volume
have been urged not only to use their research findings to the
maximum, but also to go on to express their own judgment on
what those facts should mean in social action. The result is a
book which rests on foundations of science, but which includes
also the wisdom and recommendations of men speaking as citizens
of a democracy.
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These findings and recommendations being of chief importance,
it has been decided to avoid a distracting profusion of footnotes
by placing the bibliography at the end of the book, where each
chapter bibliography is separately listed and numbered, complete
within itself. Numerical references in the text are to this bibli-
ography; asterisks, etc., refer to the relatively few footnotes
which appear on the text pages.

The attack on Pearl Harbor and the declarations of war came
after most of the chapters had been prepared. Publication was
necessarily delayed while manuscripts were revised to fit the war-
time situation. It is a tribute to the foresight of this group of
social scientists, however, that no changes in position or argument
were required. Revisions consisted only of changes in phraseology
and occasional illustrations. The development from defense of
democracy to war against fascism had been anticipated, and the
principles stated were as fundamental after we became a belliger-
ent as they had been before, and as they are likely to be for
peacetime reconstruction.

Especial acknowledgement is due to Katherine L. Bruner (Mrs.
Jerome S. Bruner) for her assistance in putting manuscripts
into proper form. The public should know also that the editor
and all authors in this book have contributed their services with-
out any financial return. Earnings from books prepared by the
Society for Psychological Study of Social Issues are all used to
further the objective of closer working relationships between
psychological research and the pressing problems of our changing
society.

G. W.
April, 1942.






Foreword

HE following set of principles governing the publication
I of its Yearbooks has been officially adopted by the Society
for the Psychological Study of Social Issues:

The Yearbooks of the Society are cooperative attempts to as-
semble psychological research and thought on specially designated
social problems. They report new researches, summarize existing
knowledge on the given topics, and, so far as justified, submit con-
clusions and recommendations in the form of plans of action. An
important aim of the Yearbooks is to show that scientific methods
can be helpfully applied in areas of social controversy. Since the
Yearbooks aim to contribute to the solution of pressing problems
and to stimulate further research upon them, available informa-
tion will seldom be conclusive.

The Society sponsors these projects in the conviction that it is
important to attempt psychological investigations on the issues
represented. The Society makes every reasonable effort to secure
as adequate and unbiased treatment of the problems as possible.
However, the Society does not officially sponsor any findings, con-
clusions, or implications which the authors of the particular
chapters or the editors report.

In presenting material of this type, it is especially important
that every effort be made to adhere to the usual standards of sci-
entific inquiry and discussion. Several more specific principles
follow :

1. On any controversial issue, effort should be made to report
all relevant evidence so far as this can be done. Where there is a
dearth of evidence on certain phases of the problem, or where cer-
tain types of evidence are omitted, this fact should be pointed out.
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Likewise, indication should be given of the extent to which
conclusions go beyond the available evidence.

2. All evidence which is presented should conform as far as
feasible to accustomed canons of scientific procedure. This refers
to such matters as valid sampling, adequate statistical practices,
statements of assumptions, and description of the sources and
conditions under which data were obtained. Insofar as evidence
falls short in these respects, appropriate note should be made of
the fact.

3. In the interpretation of evidence concerning which competent
analysts arrive at different conclusions, it is essential that the ma-
jor differences be made explicit. The attempt should be made to
state the alternative views in a way that will be acceptable to the
adherents of the several views, although the space allotted to such
statements must, of practical necessity, be determined by the judg-
ment of the editors.

The undersigned have been elected by the members of the So-
ciety to serve as the Committee of Editorial Review. We have
read the chapters submitted to us by the Editor, for inclusion in
this volume, with the foregoing set of principles in mind. We
hereby attest our approval of its publication.

James J. GiBsoN
Kosert B. MacLeop
ErneEst R. HirLcarp, Chairman.















CHAPTER I

The Nature of Democratic Morale

GORDON W. ALLPORT Harvard University

terest in morale. After the Armistice of 1918 the term vir-

tually disappeared from use. Bit by bit it crept back when a
few years ago the ravages of the depression among the unem-
ployed became a matter of national concern. But it was not until
the summer of 1940 that “morale” seemed almost overnight to
become the most fashionable and arresting of terms—the theme
of countless lectures, conferences, articles. It is now the theme of
a book, and will be the theme of more books to come. The sharp
turn in events from a period of indecision to a state of war alters,
but by no means eliminates, the problem of building a sound and
invincible democratic morale in America.

Morale, like health and sanity, has to do with a background
condition in living. It is found in the fringe rather than in the
focus of consciousness, and in describing fringes of consciousness
our scientific language is poor and inept. What, for example, is
the psychologist to do with the “Jeffersonian tradition” that lies
somehow recessed in the intellectual and emotional life of a hun-
dred million American citizens? That this tradition is an im-
portant factor in daily conduct no one can deny, but its effects
are so diffused that we can neither describe its structure in our
minds nor measure its influence upon our behavior. When to the
teachings of Jefferson and other founding fathers we add the im-
pact of orthodox and reformed Christianity, the traditions of lib-
ertarianism, intellectualism, and humanism—all intermingled to
form a faith in the sacredness of the human person and in popu-
lar government—we are forced to conclude that the really im-

3

IT SEEMS that only in times of national peril do we take an in-
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portant supports for our national morale reside in remote corners
of our personalities, and are not easily accessible to analysis.

Yet even with this handicap the psychologist feels that he has
something to contribute to the common cause of building and
maintaining the morale of America so that it may be fully equal
to the storms and dangers that lie ahead. His habits of observa-
tion and fact-collecting do help him to assess the mental and emo-
tional strength and weakness of the people, and he hopes that his
insights will assist administrators and educators actively engaged
in the task of building resistance, courage, and a positive will.

Morale Defined

Morale has to do with individual attitude in a group endeavor.
Two of its essential features are predominantly personal and
private in character, and the third is predominantly social. A satis-
factory definition must include all three.

The first ingredient of morale is the possession by the indi-
vidual of a solid set of convictions and values which for him make
life worth living. Because he believes that he is able to meet what-
ever emergencies the future has in store for him, his emotional
tone is high. He is prepared to put forth a zestful defense of
those values that to him engender meaning in life.

Second, the individual is aware of specific tasks that he must
carry through, of problems that he must solve, in order to defend
and extend his store of values. His immediate purposes are held
clearly in view, with the result that his convictions are channelized
into co-ordinated, skillful, and decisive action. Without a task to
be performed, a plan to be carried through, morale would be little
more than an oceanic feeling of bliss, agreeable no doubt, but
ineffectual.

Third, in times of common peril there must be an essential
harmony between the values and aims of the individual and those
of his group. There must likewise be an essential harmony and
co-ordination in their output of effort. A group commits suicide
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if in times of common danger each member pursues his own
course oblivious of the common good and common safety.

These three necessary ingredients of morale have to do re-
spectively with the preparation of the individual, with his par-
ticipation, and with the solidarity of the group. From them we can
construct a definition of national morale.

By high national morale we mean (a) the healthful state of the
convictions and values in the individual citizen that endows him
with abundant energy and confidence in facing the future; (b) his
decisive, self-disciplined effort to achieve specific objectives that
derive from his personal convictions and values; and (c) the
agreement among citizens (especially in times of crisis) in respect
to their convictions and values and the co-ordination of their ef-
forts in attaining necessary objectives.

Are Democratic Morale and Totalitarian Movrale Alike?

If human nature is everywhere basically the same, and if the
requirements of social cohesion are essentially similar from cul-
ture to culture, then the above definition of morale applies in prin-
ciple to national groups whatever their political tradition, whether
totalitarian, democratic, monarchic, or nomadic. Such a universal
interpretation of the definition is correct, so far as it goes. But it
is not very helpful if we are interested in the particular require-
ments of high morale in a specific culture. Since our special inter-
est lies in the upbuilding of a sturdy democratic morale in the
United States, we must continue our analysis for the purpose of
specifying just what forms of preparedness, participation, and
solidarity are appropriate to our national group.

First, however, we are confronted with a grimly realistic objec-
tion. Some thoughtful people, psychologists among them, believe
that to talk about “democratic morale”” at the present time is intol-
erable sentimentalism, a futile gesture of sweetness and light in
the face of grisly reality. These hard-headed counselors warn us
against being too academic, too fearful of our own aggression
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and not fearful enough of the enemy’s aggression. It is vain, they
say, to emphasize the spiritual and peace-loving components of
democratic morale when wolves and jackals threaten. They point
out that in a life-and-death struggle it is brute strength that
counts, and that the side using the most bestial and least demo-
cratic of tactics is likely to win. A strictly democratic morale,
they insist, can be no match for the macabre indecency of totali-
tarian attack.

This forceful argument applies fairly well to conditions of
actual combat where blind obedience, primitive emotional excite-
ment, and hate prevail. Many of the qualities demanded on the
field of battle have no place in the ethics of democracy. Be it said,
however, that face-to-face encounters with the enemy are rela-
tively brief in their duration, and that the strength of moral
reserve in the combatants is drawn from deep regions in the per-
sonality. The soldier of a democracy, even though in combat
superficially indistinguishable from his frenzied opponent, finds
himself sustained by unique springs of energy. His background,
his hopes, his values, his objectives are different from those of
the Fuehrer-enslaved totalitarian. And it is from these unique
features of his morale that we expect his superiority to stem,
especially under conditions of adversity.

It is true that the fully developed person, provided he finds in
democracy satisfactions for his basic wants, ordinarily harbors
few impulses of aggression. The conditions of freedom under
which he develops leave little dammed-up hostility to release upon
an out-group. But unfortunately, peace-loving people tend to
ascribe their own peaceful intentions to others, to trust where
they should not trust—a form of projection that might be called
“Chamberlain’s error.” As long ago as 1822 President Monroe
pointed out that by their very nature democracies do not provide
at the proper season for great emergencies, that for war they are
always caught unprepared—a form of self-deception that might
be called “the Pearl Harbor error.” But Monroe believed—as all
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democrats must believe—that, once aroused, their own form of
morale can be equal to any demands upon it.

It is, therefore, psychologically sound to distinguish in essence
between the morale of a true democrat and the morale of a sub-
ject living under a dictatorship. Even though in actual combat the
distinction is blurred and a purely democratic type of morale is
difficult to preserve, still the contrast is vitally important. To keep
it in mind not only enables us to build on the unique strength of
democracy, but also enables us to keep our moral purposes
straight, so that after the period of confusion and unavoidable
lapses, the nation may return (as thus far it always has) to its
own guiding ethic. The mark of a true democrat is that he sees
no progress in any social action unless it is based upon sincere
respect for the individual, and unless it results ultimately in the
growth of human personality. From this fundamental creed of
living (utterly opposed to the creed of all dictatorships) demo-
cratic morale draws both its power and its meaning.

The Unique Features of Democratic Morale * %3

The analysis that follows is intended to provide criteria for
testing concrete programs of action. Psychological principles and
normative standards are brought together in what we may call
ethical-practical rules for the advancement of democratic morale.
Without presuming to condemn any individual practice that vio-
lates one or more of these rules, we can nevertheless assert that a
practice is ordinarily to be commended for abiding by these rules
and to be criticized for departing too widely from their spirit.

* None of these features is found in totalitarian morale. The characteristics
of the latter are set forth in the studies listed in the bibliography; see page 437.
In the preparation of the present study Dr. C. L. Golightly has given valued
assistance.

Superior numbers here, and others similarly inserted throughout this book,
refer to books, articles, etc., listed in the Bibliography at the back of the book
before the Index. Items in the Bibliography are arranged and numbered alpha-
betically by chapter. This reference, for example, refers to items 1, 2 and 3
under the references for Chapter I in the Bibliography.
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Democracy is not a fixed and absolute array of moral scruples to
which unswerving obedience is demanded. It is an unrealized
ideal, a light from beyond the horizon. Exigencies of the moment
delay our progress. Strategy may momentarily deflect our course.
But in general the unique strength of morale in a democracy can
be fully realized only if these psycho-ethical criteria are kept in
mind when we develop our programs of morale-building.

VOLUNTARY, WHOLEHEARTED PARTICIPATION

A program is good if it arouses in Americans a sense of per-
sonal responsibility for sharing in the task of protecting de-
mocracy.

This criterion does not approve the practice of dictators who
coerce obedience through police power, through fear, or through
the arousal of hypnotic frenzy in personalities prepared by rhyth-
mic drill, dervish-like chanting, and oratory. It does approve
campaigns for securing a voluntary mobilization of talents for
national defense. It approves appeals to the public to express ap-
preciation (as well as criticism) of their government, to express
gratitude for the benefits they have received. It approves cam-
paigns to secure prompt and willing payment of taxes as the dues
all citizens owe for the privilege of living in a country that serves
them well. It advocates education respecting the obligations of
citizenship. Being as a rule more alert to our privileges than to
our duties, we need, especially in times of war, to have the latter
kept constantly before our minds.

RESPECT FOR THE PERSON

A program is good if its aim and practice are intended to fur-
ther the well-being, growth, and integrity of each individual per-
sonality.

A democracy believes that the maximum development possible
in each individual is for the best interests of all, and it imposes
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only such regulation ‘upon this development as is judged necessary
for safeguarding equal privilege of development in others. A
morale-building program, therefore, should take pains to prevent
hysterical persecutions. Unlike the dictatorships, a democracy can
countenance no intentionally planned state crimes: dissenting
opinion cannot be a ground for persecution. An individual and
he alone (never his family or his race) can be held accountable
for his misdoings. Charity and love are tonic emotions in wartime
as well as in peace. Morale-building programs should give en-
couragement to benevolent organizations to extend their work.

Respect for the person is not altogether a principle of lenience.
It engenders a sentiment of powerful hatred of oppression. Re-
spect for the person is the motive power behind Jefferson’s oft-
quoted pledge, “I have sworn upon the altar of God eternal
hostility to every form of tyranny over the mind of man.” Espe-
cially in wartime is it well to stiffen the militant fiber of the nation
by arousing this very sentiment. Already strong, it can be stimu-
lated and augmented until it becomes the dominant factor in win-
ning the war. Militant and psychologically effective, it is at the
same time entirely consonant with the ethics of democracy.

UNIVERSALISM

A program is good if it stresses the basic tenet of democracy
that all persons have equal rights to the pursuit of happiness, to
liberty, and to life; and also if it includes, beyond the demand for
national defense, a prevision of a better world after the war for
all peoples, regardless of race and nationality.

Even though the defense of democracy is at the moment bound
together with the defense of this nation, yet it is impossible to con-
ceive of democracy as a purely nationalistic creed. The strength-
ening of morale at home legitimately entails the hope for a better
world. The assertions of the Four Freedoms and the Atlantic
Charter were of necessity statements of universal aims for the
common man everywhere. To attempt to build morale on the basis
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of fanatic nationalism is to exclude the peculiar strength of the
universal inherent in the democratic appeal.

Realism compels us to admit that in this country millions of
our own people still live behind discriminatory barriers. Their ac-
cusation is that while we preach democracy for the world we
make little attempt to achieve it at home. The morale of these
citizens can be raised only by programs that honestly put forth
an effort to make democracy reach into every realm of human
association inside America. We cannot expect immediate and
final success, but the mere fact that injustices are being fought
will strengthen the morale of those whose cause is recognized as
just. The Negro, for example, does not ask a complete prior solu-
tion of his problems before he participates in national defense;
he asks merely that the democratic idea extend itself in his direc-
tion even while it is reaching across the seas.*

ECONOMIC SELF-RESPECT AND SOCIAL STATUS

A program is good if it provides for reasonable security, fair
treatment, and honorable status in the group for all individuals.

If a nation has many unemployed, its morale is inevitably low.
Many recent studies have clearly established the fact that in our
culture a job, in addition to being a provision of security, is a
symbol of status, a source of self-respect. A morale-building pro-
gram is to be commended if it helps to obtain adequately paid and
socially acceptable jobs for as many people as possible.

Status is obtained through a standard of living that enables
the individual to take his place unabashed in community endeav-
ors. It is also provided through adequate recognition of the con-
tributions of those whose work is essential to the welfare of the
nation. The soldier, the factory worker, the shipbuilder, should
be accorded the prestige that their services merit. The laborer is
too often cited for strikes and too seldom for his productive in-
dustry. Newspapers carry too few stories of the accomplishments

* See further discussion of Negro morale in Chapter XIV.
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of factory workers. Prestige, of which there seems to be a limited
amount in competitive cultures, in any co-operative endeavor be-
comes almost limitless; the contributions of each member can be
praised, and there is honor enough to go around.

If democracy and capitalism are historically linked, so too are
democracy and the protest against capitalism. Therefore it is false
to identify the morale of a democracy with allegiance to the profit
system. Public corporations, co-operatives, private or public col-
lectivisms are entirely compatible with democracy. It is accordingly
consistent with a morale-building program to advocate those eco-
nomic reforms that will best guarantee the continued expansion
of the democratic view into all aspects of our national life.

MAJORITY RULE

A program is good if it expresses the majority will of the
people, and if it enhances the acceptance of the principle of ma-
jority rule.

No morale-building policy can advocate schemes that would
set up rule by an elite, whether of family, of race, or of wealth.
The criterion calls for willing acceptance, by all, of the pooled
judgment of the maximum number of interested and informed
individuals. It calls also for the acceptance of a representative
government, which has been found to be an economy necessitated
by the size of the population. Loyal oppositions are encouraged.
The multiparty system is defended, but the losing groups are
expected to co-operate with the government in all essential matters.

It is a psychological fact that most people agree on vaguely
stated propositions but incline to quarrel over specific objectives
and immediate policies. It is here that good sportsmanship is es-
pecially needed, for it is particularly hard for us to accept detailed
decisions formulated by our opponents. Even in wartime there are
impulses to favor one’s own subgroup within the nation and to
force upon the latter special policies and solutions not desired by
the majority.
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REPRESENTATIVE AND EVOCATIVE LEADERSHIP

A program is good if it raises the confidence of people in their
chosen leaders.

Democracy and a strong central government are not incompat-
ible. Morale-building programs should make this point clear. In
the modern world the complex creed of democracy demands more
rather than less leadership and more rather than less centraliza-
tion. A leader should be accorded respect in proportion to his
strength, and in proportion to his ability to articulate and carry
out the will of the people.

So negative are Americans toward the “leadership principle”
that leaders of any type are likely to be suspected and handicapped
by criticism and abuse. Our president is our favorite scapegoat.
It was carefully planned that he should not be a king, a beloved
father around whom all might rally in times of trouble. Although
in England it appears that this symbol of security is not in the
slightest degree incompatible with democratic morale, the problem
of leadership in America is different. There are no symbolic per-
sonages to evoke reverence and faith.

The responsibilities of democratic leadership stand in marked
contrast to those of dictatorial leadership. In the latter case the
individuals at the top confer, interpret, and withdraw rights; the
individuals at the bottom assume all obligations. The system is
unilateral, stratified, and capricious. Its acceptance by the common
man can be explained only in terms of a regression on his part to
the point where, like a child, he surrenders his own conscience and
externalizes it upon the leader-parent. The weakness of this iden-
tification lies in the danger that when the leader fails there is
likelihood of a sudden panic. The leader cannot admit his mis-
takes; to do so would be to weaken his unstable power. It is for
this reason above all that tyrannies, as Aristotle observed, tend to
be short-lived. By contrast, the rise and fall of a democratic leader
create few perturbations. Yet while in office or in authority he
needs and deserves respect in proportion to the extent to which
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he expresses and: carries out the will of the majority. He needs
to be protected from overwork and from serious abuse and cap-
tious criticism that may handicap his efforts. While the war lasts,
programs of morale-building should take these facts into account.

TOLERANCE

A program is good if it recognizes the creative role played by
minorities in a democracy, and if it diminishes hostility among
the in-groups of the nation.

This rule clearly endorses programs that make Americans aware
and proud of their ability to live together peacefully although pos-
sessed of the most diverse racial, religious, and cultural standards.
Because in times of tension there is danger of growing irritation
within the nation, small groups may suffer in consequence.
Morale-building must combat every sign of disruption and perse-
cution. In particular the Negro, the Jewish, the loyal Japanese, and
the labor groups require protection; so too the conscientious ob-
jector, who is usually a thoughtful and humane individual anxious
and willing to serve his country in a civilian capacity. Since totali-
tarian propaganda is often a matter of wedge driving, of setting
group against group, its insidious influence must be counteracted.

It is necessary to draw a distinction between minority groups
that are harmless (or helpful) and those that are subversive. In
ordinary times, so great is the resilience of democracy, the latter
are tolerated and absorbed. But in times of peril it is not possible
to condone practices which contradict the spirit and purposes of
democracy. Civil rights may have to be restricted to those who if
they themselves were in power would extend the same rights to
others. A democratic state cannot afford to be weak and suicidal
in its policies. Tolerance is the guiding rule up to the point where
it cannot safely be extended to forces that would destroy the
possibility of tolerance forever.
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FREEDOM OF SPEECH

A program is good if it respects the principles of freedom of
thought and uncensored communication.

One of America’s assets is the confidence our citizens feel in
existing channels of communication. President Roosevelt has
wisely promised all the news to the people provided it is verified
and not of military assistance to the enemy. But people need also
to feel a sense of obligation to profit from the news, to develop
from it an awareness of the problems confronting the nation and
a true estimate of the dangers that threaten. Hence morale-build-
ing programs should see to it that listening becomes creative; that
discussion, debate, and forums are stimulated; that education be
encouraged to focus its attention upon the basic issues of de-
mocracy, and to set an example by practicing democracy in the
schools. The desires of the common man who alone should dictate
this peace should be freely discussed. Unlike 1918, we are now
intent not only on winning the war, but on winning the peace as
well.

It should be observed that in times of unusual tension it is par-
ticularly important to arrange special periods for questioning and
complaint. Lessons concerning the merits of such safety valves
can be learned from Great Britain.

THE WHOLE MAN

A program is good if it utilizes the full intellectual equipment
of each individual, so that his morale may involve the whole man
and not merely an emotional segment of his nature.

Morale in a democracy will never be enhanced through the
burning of books or through the insulation of the public from
facts. News, both good and bad, must be spread. If disillusion-
ment and anxiety are the penalty of unrestricted news, then disil-
lusionment and anxiety must be incorporated somehow into the
stuff of morale. In their private lives people learn to face the
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grimmest of facts and somehow to rise above them in courage
and faith. And they can do so when the problems confronting
them are national problems rather than exclusively personal prob-
lems.

It is significant that today there are demands that the govern-
ment repudiate the discredited type of morale service employed in
World War I with its prime emphasis upon immediate emotional
results. The Creel Committee somehow offended our sense of
democratic dignity even though its activities did not begin to ap-
proach the mendacious and hysterical performances of Hitler and
Goebbels.

However defective the intellectual operations of a democratic
citizen may be, still he counts on them to pull him through an
emergency. Alien to him is the nonsensical creed of Nazism with
its demand for fanatical obedience, Aryan science, compulsory
hatred of the Jews, raciology, a new male aristocracy, glorification
of Hitler, Blut und Boden, Kraft durch Freude, Gleichschaltung.
Instantaneous is the democrat’s repudiation of Goebbels’s advice
to “forget such terms as humanitarianism, civilization, interna-
tional rights, and international confidence.” “For us Nazis,” says
Goebbels, “these arguments no longer have any appeal, since we
long ceased believing in them.” Equally unacceptable to a demo-
crat is Nietzsche’s assertion that ‘“‘the criterion of truth lies in the
enhancement of the feeling of power.” Such irrationalism is not
the foundation for a democratic morale, and programs of action
cannot be based upon it.

WAR NEVER AN END IN ITSELF

A program is good if it recognizes that democracy is not a vio-
lent process, but is a matter of “piecemeal and retail” progress; if
it regards war as a means to be employed only as a last resort in
self-defense.

Dictatorship develops a perpetual war economy and relies on a
constant state of aggression ; democracy deplores the use of force,
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and resorts to it (in principle) only as a means of survival. De-
mocracy believes in the possibility of appeal to reason; it believes
that aggression may be eradicated by a training in self-discipline
and the creation of an environment that is not excessively frus-
trating to the individual.

Nazi morale is founded upon a Messianic conviction that de-
mands proof of its own rightness through an array of successes
that crescendo without end. Whether it could survive long periods
of uneventfulness is questionable. A democratic morale may
countenance war, but only as a means, never as an end in itself.
It is sometimes said that our dislike of war will weaken our na-
tional morale, that dreading the means we shall not vigorously
employ it in our defense. Yet a surgeon may be skiliful and effec-
tive without craving to cut into his patients. He has learned to
make a virtue of necessity, to master a means that will avoid a
larger evil.

It is important to say again that peaceful democratic change has
not brought a solution to some of our domestic problems, for
example those involving the Negro, unemployment, crime. Faith
in meliorism requires that evidence be at hand for improvements
under way, else a plea that we fight to preserve the method of
peaceful change becomes unconvincing. It is essential, therefore,
for morale-building programs to include in their scope the exten-
sion of peaceful democratic change at home in order that the ideal
of a melioristic democracy may seem to be worth every sacrifice
demanded for its realization.

VOLUNTARY CO-ORDINATION OF EFFORT

A program is good if it aids in achieving a co-ordinated and
voluntary division of labor for the solution of common problems.
In spite of the disillusionment of the last war and the miseries
of the depression, the Japanese attack forged new bonds of al-
legiance within the nation and cemented old ones. Now that the
unity of purpose is high the problem is to help each person find
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his appropriate role. In peacetime we are used to meeting threats
and frustrations in our own lives with a requisite output of effort
and adaptive skill, but in wartime new habits and new vocations
are required, geared to those of our neighbors.

The spectacular feats of co-operation of which Americans are
sporadically capable require genius in organization. Planning
co-ordinated tasks for every citizen is the spearhead of morale.

Be it noted that verbalization is often a substitute activity for
those who feel their duties keenly but are unable to discharge
these duties in action. Morale-building programs should be on
their guard against this particular form of futility, likewise
against busy-work and preoccupation with irrelevant detail. Yet
another danger is that in working for one’s own profession, club,
organization one comes to think that one is working for the na-
tion. To advance Rotary, the ladies’ aid, or to draw governmental
subsidy for one’s neighborhood may be an altruistic act, but it
does not necessarily advance national interest. Altruism and
enthusiasm are not synonymous with effective national service.
Morale-builders should see to it that each man and each woman
has a job that is useful and adapted to his talents. This assign-
ment requires a great deal in the way of vocational education,
vocational placement, and shrewd practical management in fac-
tory, office, neighborhood, school, and government.

Conclusion

These eleven characteristics of democratic morale mark it off
from the uniformitarian, tribalistic, regressive morale of the dicta-
torships. It must not be thought, however, that human nature is
utterly distinct under the two contrasting social systems. A long
list of resemblances in morale could be appended. Both groups, for
example, of necessity rely upon slogans, for the obvious reason
that the human mind demands both clarity and simplicity in the
framing of issues. Both groups have fatigue and lassitude to com-
bat, and physical health to safeguard. Likewise, as has been






CHAPTER II

The Psychodynamic Problem of Democracy
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gaged, one of the most potent psychological weapons em-

ployed by our enemies has been a direct attack upon the
fundamental philosophy of democracy. The danger of such an at-
tack lies of course in the fact that it appeals to doubts and feelings
of disillusionment that have already been undermining our own
faith in democratic institutions. Such doubts might conceivably
become a serious threat to our morale in the war that we are now
waging. It is important, therefore, that we face them frankly and
courageously. Not only must we examine carefully the reasons
for our skepticism, but it will be well also to inquire into the deeper
sources of our faith in the principles of self-government.

Doubts as to whether it is possible for a people to govern them-
selves well are as old as the democratic dream itself, Indeed, dur-
ing a great part of the world’s history, it has been quite taken for
granted that the task of government could safely be entrusted only
to a divinely ordained ruler, or at best to some sort of superior
ruling class. In the last century, however, following upon the
American and French Revolutions, there developed a rapidly
spreading enthusiasm for democratic ideals and parliamentary in-
stitutions. By the end of the century, many of us were already
developing a complacent and shallow faith that the world was
progressing steadily toward universal acceptance of democratic
principles. Even the Communists dreamed that a transitional pe-
riod of dictatorship would be followed more or less automatically
by the extension of the principle of self-government beyond the
political field into the economic field as well.

19

IN THE great struggle for existence in which we are now en-
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In the last two decades this shallow complacency has been rudely
shaken. With a new content appropriate to our modern problems,
the old doubts rise again. Democracy may indeed have worked
fairly well so long as we were a nation of small and independent
farmers; but in the world of today our social and economic life
has become so much more complex. The whole world has become
interdependent to a degree that could hardly have been dreamed
in previous times. Industry and our whole social life are, there-
fore, inevitably becoming much more highly and complexly or-
ganized. We have all become little cogs in a vast machine, and
economic independence in the sense that our ancestors knew it has
become a thing of the past. How, then, can it be possible that a
whole people could be sufficiently well informed to be able to make
intelligent decisions about such highly technical problems as those
that face the governing bodies of the nations of the present day?

If democracy were a religious faith and nothing more, we
should repudiate such doubts promptly and turn with renewed
energy to battle for our democratic ideals; but the task of self-
government requires intelligence as well as enthusiasm, and it
would seem better, therefore, to meet the challenge of these ques-
tions by attempting to analyze the interplay of forces upon which
the successful operation of a democracy depends. If we can gain
some notion of this interplay of forces, then we ought to be able
to estimate more carefully the conditions under which the experi-
ment of self-government by a whole people is most likely to be
successful.

Such problems in social dynamics obviously belong in the field
of the sociologist and the political scientist who have experience in
the study of dynamic interactions between social trends and insti-
tutions, and between mass movements and their leaders, in the
light of the broad perspective of history. The psychologist’s inter-
est in such problems arises, of course, from the fact that the be-
havior both of leaders and of masses must ultimately be accounted
for in terms of human motives. As psychologists, therefore, we
shall do well to circumscribe our problem. In attempting to throw
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light upon the interplay of forces in a democracy, it will be well
for us to restrict ourselves to a few rather elementary problems
concerning motivations. What motives impel men to desire or to
dream of democracy? What psychological problems must men
face if they attempt to realize their democratic dreams? What at-
titudes and habits of mind are most conducive to the success of a
democracy?

To answer these questions adequately would require a thorough
study of the story of successful and unsuccessful attempts at self-
government throughout world history. What follows is merely a
sketch for such a study, a few reflections upon historical facts that
are known to all of us, in the light of what we know about human
motives.

Rebellion Against Tyranny

From a superficial reading of history, one inevitably gains the
impression that rebellion against despotism plays a very important
role in the motivation of the proponents of democracy. Enthusi-
astic democrats delight in such phrases as “give me liberty or give
me death,” and love to picture themselves with their feet upon the
necks of tyrants. Indeed, most democracies cherish the tradition of
a struggle against the arbitrary power of some individual or priv-
ileged class. Upon reflection it is not difficult to understand why
this should be so. One can sense how the struggle against a com-
mon enemy tends to solidify the members of a group, to drain off
their antagonisms against each other by turning them against the
common enemy, and to give to the members of the group every
rational motive to co-operate in a common cause.

It is equally plain, on the other hand, that the motive of rebel-
lion alone cannot teach a people how to govern themselves suc-
cessfully. Only too many tragedies of history make it very plain
that even the need to unite in the face of a common enemy is not
always a sufficient motive to make co-operative action possible;
and even if the common hatred of a despot is able to unite men
in rebellion against him, certainly this motive can no longer be
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trusted when once the despot has been removed. When once the
arbitrary power of a tyrant has been ended, there is only too much
danger that some leader of the rebel forces will himself wish to
seize despotic power ; or widespread fear of such despotic usurpa-
tion of authority may divide the group into a number of warring
factions and make impossible further co-operative action. As ex-
ample, we may recall that our own American colonies in the Rev-
olution were not always united in their struggle against the
common enemy and that for a number of years after the war was
over, their very existence seemed to be threatened by jealousies
and strife both within and between the states.

Learning Self-Government

Self-government 1is self-restraint. If a people are to govern
themselves, they must be able and willing not only to rebel against
the arbitrary authority of others, but also to submit to the legiti-
mate authority of the laws that they themselves make and of those
persons whom they choose to enforce them. In order that there
may be sufficient mutual trust and confidence to make possible ef-
fective co-operation, it is necessary not only that the members of
a democracy should be alert to resist despotic usurpation of power,
but also that they should be willing themselves to renounce the de-
sire to seek arbitrary power over others.

It is important for our purpose to inquire into the motives that
make possible this sort of community self-restraint. In attempting
to answer this question it is necessary to realize that this capacity
is probably never acquired suddenly or all at once. One of the most
significant teachings of history is the fact that the art of self-
government is something that has to be learned. Before the thir-
teen American colonies were able to throw off the authority of the
mother country, they had had a century and more of training in
self-government in local affairs and in legal and parliamentary
struggles with the royal governors. Just as a child does not step
from the cradle into the responsibilities of adult life, so a com-
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munity is not born with the capacity for self-government, but
must acquire by gradual steps the proper habits of mind and the
necessary experience. One of the most interesting conclusions
from Kurt Lewin’s recent experiments in group activity is the fact
that if a group has been accustomed to an autocratic regime, it
takes time for it to adjust to a democratic organization of its ac-
tivity.® > 1 Adjustment to an autocratic “atmosphere” takes place
much more quickly; but democratic attitudes are a product of
learning and growth.

The Ideal of Political Equality

Few people now take seriously the romantic notion of an in-
born urge toward social equality. The evidence all points in the
opposite direction. The little boy envies the care that the mother
bestows upon the baby in the cradle; if he is able to overcome this
wish to be the baby again, he is apt to seek consolation in the fact
that he is bigger and stronger than the baby and able to assert
himself in the competitive struggle -with others. As everyone
knows, the struggle to gain preference and domination over others
continues also into adult life and plays an exceedingly important
role in shaping our social institutions. In the communities with
which we are most familiar, business is organized very largely
upon a competitive basis, and within both political and industrial
organizations there are ever-present struggles and intrigue for
dominance and preferment.

There is much to suggest that the democratic ideal must arise
as a reaction. formation against these widespread motives that set
every man against his fellow. As evidence for this conclusion, we
may cite the enthusiasm of nascent democracies like the early
American and French republics for the philosophical doctrine that
all men are equal. Such doctrines imply not only protest against
the aristocratic pretensions of others, but also a renunciation of
one’s own desires to get the better of his fellows. In some com- -
munities this intolerance of inequality may even tend to inhibit
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achievement and to put obstacles in the way of the acceptance of
leadership. Both the conscience of an individual and a strong com-
munity pressure demand that he who achieves something note-
worthy or who aspires to be a leader must take great care to make
it clear that he is really no better than his fellows. In the burst of
enthusiasm of the early Jacksonian democracy, it was the boast of
one western town that there were no “principal citizens.”

The motive for this reaction formation against inequality would
seem to be some need for the security of solidarity with the group.
In a considerably different emotional setup, we encounter a simi-
lar reaction formation in early childhood. The children of a family
do not govern themselves. Nevertheless we find that here, as in the
democratic community, great importance is likely to be attached to
the idea of equality. Father and mother must not love any one
child more than the others. The mechanism is simple. Each child
renounces his own desires to get the better of brothers and sisters
on condition that the other children must also content themselves
with an equal place in the parents’ affections.

There seems good reason to believe that similar mechanisms un-
derlie the insistence of democrats upon the idea that all men are
equal. Sometimes democratic leaders appeal to such motives quite
consciously and frankly. As an example T may cite one of Lin-
coln’s principal arguments against slavery: “If A can prove, how-
ever conclusively, that he may, of right, enslave B, why may not
B snatch the same argument, and prove equally that he may en-
slave 47 . . . You say A4 is white, and B is black. It is color,
then: the lighter having the right to enslave the darker? . . .
Take care. By this rule, you are to be slave to the first man you
meet with a fairer skin than your own. . . . You do not mean
color exactly ? You mean the whites are intellectually the superiors
of the blacks, and therefore have the right to enslave them? . . .
Take care again. By this rule, you are to be slave to the first man
you meet, with an intellect superior to your own.” **

In this argument, we see Lincoln appealing quite frankly to the
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motive to renounce the claim to superiority over others, lest one
be compelled on the same principle to accept domination by others.
On the other hand, the attitudes against which Lincoln is protest-
ing show plainly the underlying emotional conflict out of which
these conflicting philosophies arise. Each person would like to be
assured that he is at least the equal of others, while he finds at the
same time excuses for restricting as far as possible the number of
those whom he will be constrained to recognize as equals. Logi-
cally, obviously, Lincoln has a very good case, but the problem is
one not of logic but of emotional and sociodynamic equilibrium,
and in the logic of many peoples’ emotions the case for inequality
is very strong.

Leadership in Democracy

Freud many years ago suggested that what binds together such
integrated groups as the church and the army is the common de-
votion of the members of the group to the leader and the confi-
dence of each member that the leader is caring for all alike.”
Under these circumstances strong bonds of identification develop
between each group member and the leader and between the sev-
eral members of the group with each other. So long as this devo-
tion to the leader continues, the group maintains its solidarity, but
if anything occurs to shake the confidence of the group in the
leader or in his equal regard for each of the members, then the
group suddenly disintegrates. This principle is illustrated by a
number of recorded instances of acute panic spreading rapidly
through an army when the supreme leader was killed or discred-
ited.

The above analysis by Freud obviously fits an autocracy much
better than a democracy. In a democracy there is a tendency to be-
come resentful or suspicious of any leader who seems likely to
gain too dominant an influence over the group. The leader must
always remember that he has been chosen by the group and that
from this fact solely he derives his authority. Obviously this is a
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point of danger in the sociodynamic equilibrium of a democracy.*
As we have seen, if this reaction against inequality is excessive,
it may put obstacles in the way of achievement and necessary lead-
ership; but even if it is not excessive, the members of a democracy
must renounce the security of knowing that they will be provided
for by a good father. In renouncing the security of this common
dependence upon a fatherlike leader, they tend also to undermine
the basis of their solidarity with each other. Since the solidarity
of the group can no longer rest upon common devotion to a su-
preme leader, some other principle must be found to bind its mem-
bers together in co-operative effort. Freud and others have
tentatively suggested that this unifying principle might be a com-
mon devotion to an idea. Is it possible perhaps that the love of
democracy itself might be the bond best fitted to unite a people in
the task of governing themselves?

The transition from autocratic to democratic institutions would
seem to involve for a people much the same emotional readjust-
ment as does the departure of the young man from the parental
home to establish an independent economic existence and to found
a home of his own. As in the case of the individual, the commu-
nity that throws off autocratic rule must renounce the security of
being children in the parental home, to substitute in its place the
pride of independence and achievement and the satisfaction of
mutual devotion to each other and to the group as a whole.™ * % *
As in the case of the individual, too, this readjustment cannot take
place suddenly in one step, but can only be the product of a long
training in the art of self-government.

We come thus to the realization that the success of a democracy
depends upon a somewhat delicate psychodynamic equilibrium. On
the one hand, it is of the very essence of democracy that it implies
a renunciation of the more extreme forms of competitive struggle
between its members. In order that all may be secure against be-
ing ruled by a tyrant, it is necessary that everyone must also re-

* This point is particularly stressed by Robert Waelder in an article as yet
unpublished.
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nounce the desire to be a tyrant. Especially the potential leaders
must be trained, from youth on, to aspire to be the servants and
not the masters of the people whom they lead, and to be loyal al-
ways to the principle that their authority is derived from the fact
that they are the chosen and temporary representatives of those
whom they govern.

On the other hand, danger threatens if the self-assertive im-
pulses of the members of the community are too much inhibited.
A community whose members are ready too easily to surrender
their individual interests to the supposed welfare of the state may
become only too ripe to succumb to the usurpations of the next
would-be tyrant. “The price of liberty is eternal vigilance.” In a
really vital democracy, every citizen must be alert to detect and
resist any attempt at arbitrary and unwarranted use of authority.

In recent years there has been much to remind us of the danger
of a democracy’s becoming soft, of its losing its will to self-asser-
tion and self-defense against its enemies both outside and inside
it borders. Now that we are at war, we are becoming aroused to
the necessity of aggressive action to defend our institutions
against open attack. Times of war, however, put democratic insti-
tutions to their most severe test. The necessity of secrecy and the
imperative need for effective leadership in acute emergencies make
it necessary to put restraints upon public discussion and tend to en-
courage attitudes that are more appropriate in an autocracy. At no
time is it more important to maintain the tradition that a people’s
leaders are its servants and not its masters and that a people must
be alert against attempts to abuse authority. We must not forget,
on the other hand, that a rebellious spirit can foment revolutions
and divide a people into warring factions; but if a people is to be-
come capable of self-government, the spirit of rebellion must be
supplemented by a strong loyalty to the common task of building
a unified nation.
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Solidarity by Mutual Sacrifice

I believe that history and common experience make it suffi-
ciently plain that fear and rational expediency are not adequate
motives to weld together a people in co-operative effort even in
the face of common danger. If a people has not already some sense
of solidarity, then fear is apt to result in panic rather than in com-
mon action. The outlook is much better, however, if a people al-
ready have a memory and a tradition of successful communal
effort. It seems to be a principle of rather general validity that
people learn to love the activities they habitually and successfully
practice, and nothing seems to bind together a group so effectively
as the consciousness or memory of having successfully braved
dangers or performed difficult tasks together. Upon this principle
we can understand why it takes time for a people to learn the art
of self-government. The very rivets that bind together the struc-
ture must be forged one by one. Each difficulty successfully over-
come, each conflict satisfactorily adjusted, becomes a sort of
reservoir of confidence, of community pride, a bond uniting a peo-
ple in common loyalties that may serve to prepare them for even
greater difficulties in the future. Starting with practice in local
self-government in the early town meetings, our early American
ancestors elected Colonial legislatures that carried on parliamen-
tary struggles with royal governors; finally united, though often
somewhat halfheartedly, to wage what was ultimately a success-
ful revolution; and, after a period of threatened disintegration,
later succeeded in agreeing upon a governmental framework that
made possible a really effective Federal structure. Thus, step by
step, if we took the time, we could trace the process by which we
grew in a sense of national unity and of our capacity to reconcile
our differences and govern ourselves.

From all of this it follows that a people’s capacity for self-
government tends to grow with practice. Correspondingly the
greatest danger to a democracy arises when different sections of
the people get out of touch with each other, when they seek to out-






CHAPTER III

Five Factors in Morale

A SUMMARY AND ELABORATION OF A ROUND-TABLE
Discussion *

ORALE is a multiple—ineaning term. In this discussion it
is used to describe what people do rather than merely
the way they feel. Good morale is shown by the stamina

with which people stand up under punishment and by the energy
with which they strive to realize their ideals. Poor morale is evi-
* denced by those who “can’t take it,”” and who become easily dis-
couraged and disillusioned.

Defining the Goal

The first essential for good morale is a positive goal. People
who have nothing to look forward to will show poor morale. One
of the most destructive consequences of our prolonged economic
depression was that so many young people came to feel that there
was no hope ahead. Bakke has described the deterioration of
morale in fairly distinct stages.® At first the unemployed youth
followed leads intelligently and hopefully. Gradually they lost
hope, but plodded wearily on in a blind, persistent effort to find

* During the meetings of the American Psychological Association at Evan-
ston, Illinois, in September, 1941, The Society for Psychological Study of Social
Issues arranged for a Round-table Discussion on the theme, “The Psychological
Bases of National Morale.” The participants were: Chairman, Dr. Rensis
Likert, Division of Program Surveys, U. S. Department of Agriculture; Dr.
Gregory Bateson, Committee for National Morale, New York; Dr. Paul F.
Lazarsfeld, Department of Sociology, Columbia University; Dr. Kurt Lewin,
University of Iowa; Dr. Goodwin Watson, Teachers College, Columbia Uni-
versity, now with the Foreign Broadcast Monitoring Service. This summary
was prepared by Goodwin Watson, using the conclusions of the round table as
an outline, but with the incorporation in the present chapter of supporting argu-
ments in addition to those brought out in the discussion.
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work. Eventually they gave up the futile quest and sank into
apathy. Lazarsfeld’s study of a village where nearly all were
unemployed showed that loss of other goals accompanied the
deterioration in morale from vocational frustration.® Women
maintained morale better than did the men, because the women
still had something to live for, in caring for homes and children.

A potent source of poor morale in the United States during the
period before our entrance into actual fighting was uncertainty
about the future. People didn’t feel sure that better times were
coming. As new factories were built, workers wondered whether
they would be standing idle “after this is all over.” Business men
took the higher profits of defense spending without any confidence
that the improvement would be more than temporary. “How shall
we ever pay our staggering national debt?” they asked, and, “Who
will buy the products of our mills when government orders de-
crease?”’

In the international scene also, the goal is still uncertain. Many
remember the high intentions of Woodrow Wilson and the sorry
results. The Four Freedoms and Eight Points are attempts to help
the people formulate more clearly and effectively the goal they
seek. If we may judge by reactions in the press and in opinion
polls, neither set of aims goes far enough to inspire new hope in
the disheartened. The aims seem good, but they do not deal defi-
nitely and constructively with the worries which still obscure the
future and prevent formation of impelling goals.

Even the most conservative minds recognize that profound
changes are taking place in our society. The reminder is frequently
offered that the world is experiencing not only a war but also a
revolution. A recent (October, 1941) Fortune poll showed more
than 90 per cent of business leaders convinced that we would not
return after the war to the kind of private enterprise which they
personally preferred. Where are we headed? For what goals can
we work and fight? American youth, especially, are asking for
“time-perspective” forward. They want to know, if they are to
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postpone their careers, to defer marriage, and to sacrifice their
lives: “What is it all for?”

An answer in general terms has been proposed by Wendell
Willkie: *

We must begin now to shape in our minds the kind of world
we want. We must not await the war’s end to make these purposes
clear. For then some men will feel the gloat of victory, and others
the bitterness of defeat; demagogues will capitalize the passions
of the people and the greedy grasping of some will teach only an
immediate material advantage; and superpatriots among us all
again will shout the shibboleths of nationalism and isolationism.
We must have the imagination to dare and the vision to see that
from such cataclysms as we are experiencing today, great ven-
tures are possible. . . . We can, if we have the will, convert what
seems to be the death rattle of our time into the birth pains of a
new and better order.

It is not the function of psychologists alone to define more
clearly the outline of the “new and better order” which so many
long to see emerge from the world catastrophe. Psychologists can
help, perhaps, to correct some common fallacies such as overem-
phasis upon nationalism, race distinctions, or material goods as the
basis for happiness. Psychological investigations in laboratory and
clinic confirm the common-sense observation that a society adapted
to human nature must provide for struggle and the joy of achieve-
ment alike. Happiness, indeed, more often accompanies the sense
of moving toward goals than the full attainment of them.

In a democracy, definition of goals is a task to which all citizens
contribute. Each must have a voice in formulating the ends for
which he is going to live. Educators, economists, political leaders,
sociologists, writers, clergymen, artists, and others have special
contributions to make.

The urgent thesis of our discussion is that too little attention
has thus far been given to defining postwar goals. Morale has been
based too largely on negative factors: fear, hatred, anger. Those

* A talk delivered at Maple Leaf Gardens, Toronto, March 24, 1941.
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have their place, as we shall see, but they are not enough. It is sig-
nificant that an executive, responsible for organizing conferences
among the more alert and progressive educators of the country
during the fall of 1941, found them relatively uninterested in im-
mediate matters of defense training. Teachers wanted to work on
postwar planning. The seniors at Antioch College, preparing for
their 1941 commencement, set aside traditions to arrange a panel
on economic planning after peace. Youth organizations, at least
until the Pear]l Harbor explosion, expressed more concern with
what the National Resources Planning Board was envisioning by
way of future possibilities for sustained abundance than in any
other aspect of defense.

A pamphlet issued recently by the National Resources Planning
Board °® brings what will be, to many, welcome reassurance. Pro-
fessor Alvin H. Hansen here offers assurance that “we shall have
when the war is over, the technical equipment, the trained and ef-
ficient labor and the natural resources required to produce a sub-
stantially higher real income for civilian needs than any ever
achieved before in our history.” He goes on to offer “a positive
program of postwar expansion and full employment.” It is a fa-
vorable sign that government agencies are thus recognizing that
morale depends upon programs which look beyond the defeat of
the enemy to the creation of hope-inspiring conditions at home
and abroad.

Morale, first of all, demands a magnetic pole toward which the
aspirations of men are drawn.

Mutual Support

A second fundamental factor in morale is togetherness. Morale
is stronger in those persons who feel themselves a part of a larger
group, sharing a common goal. Convictions are firmer when it is
felt that other people join in them. An individual who, alone,
might easily become discouraged or intimidated, can sustain his
faith and keep on fighting if he is with his gang. A study reported
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later (in Chapter XVI) shows that those individuals among the
unemployed who kept up better morale were the ones with better
social integration. Studies of industrial morale have shown that a
major contribution to job satisfaction comes from the comrade-
ship with fellow workers. Every mass meeting, whether directed
toward patriotic action, or labor gains, or religious zeal, or some
other purpose, makes use of the psychological truth that morale is
reinforced by social support. A study by Sherif has shown ex-
perimentally that when our first experience of a confusing situ-
ation is shared with others, we take out of that experience a set
which influences our individual outlook, and that even when we
bring unique viewpoints into the group, those differences have
their sharp edges and corners rubbed off, until we become more
and more like the group.

The togetherness which fosters morale is more than the fact of
being in the same room or the same organization. The vital factor
is a sense of shared purpose. When America was divided in its
policy about the war, and in its hopes for the future, morale was
weak. When no overarching end commands the loyalty of citi-
zens, they seek the goals of conflicting subgroups. As J. F. Brown
has pointed out,? in normal peacetime the family, school, labor,
religious, recreational, and other groupings are dominant, and the
sense of national citizenship is weak.

Under the stress of emergency the subgroup boundaries become
less pronounced while the boundary including all who share the
national purpose grows stronger. One of Hitler’s most successful
techniques has been to accentuate the divisions within an enemy
country at the expense of national solidarity. Lincoln quoted an
earlier authority, “A house divided against itself cannot stand.”

To share a hatred seems easier than to share an aspiration.
Unity can be secured for the defeat of a common enemy, even
though the groups thus united have little constructive purpose in
common. The usual consequence is that after victory over the en-
emy has been attained, the unity is lost and the victors fall out
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tisers or newspapers or radio speakers proclaim. That modern
youth has remained so cynical has been more than a little disturb-
ing to some adults who have tried to use again the flag-waving
speeches of 1917. On the other hand, experiences with panel dis-
cussions of youth, where they were encouraged to express frankly
their own fears and hopes for the future, have brought out tre-
mendous resources of aspiration and will for world reconstruction.
The contribution of psychology in improving techniques of con-
ference and discussion will be discussed further under another
heading of this chapter.

The importance of a sense of shared living raises a question
about such military traditions as those intended to keep barriers
between officers and men. In the American Revolution, in the War
of 1812, in the Mexican Expedition of 1836, and as late as the
Civil War, there were many effective companies in which officers
and privates shared the same living arrangements, and co-opet-
ated on a basis of substantial social equality. The election of offi-
cers by the soldiers was a common practice. It is rather surprising
that the military forces of the countries with democratic political
traditions have in recent years lagged behind totalitarian states
in building group solidarity. The camaraderie of the Russian army
was frowned upon by our military leaders, at least until the sum-
mer of 1941. William L. Shirer has reported that even in the Nazi
army, despite the stress on “leadership” and the autocratic ideal,
the old Prussian caste tradition has been broken down.!® “The gulf
that used to exist between officers and men had almost completely
disappeared in the German army and even in the navy. Privates
and captains ate the same food and drank beer in the same cafes,
at the same tables.” A report on Vice Admiral Karl Doenitz, “cre-
ator and commander of Germany’s U-boat fleet,” attributes part
of his successes to a policy of emphasizing “democratic relation-
ships between officers and men to avoid the difficulty with muti-
nous officer-bullied crews which helped break down the German
U-boat service in World War 1.” * Hitler has sometimes claimed

* Time, February 2, 1942, p. 28.
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that his army in fact practices more democracy than the armies of
the self-proclaimed democracies. In March of 1942 new orders
introduced a common mess for officers and men of the Italian
army. The Japanese army claims to have “no officer caste.”

When social barriers are introduced, it is probable that both
military and civilian morale suffer. British experience on the home
front has shown that morale is better if food and clothing are so
rationed that distinctions in wealth or rank are minimized. In
later chapters we shall be considering other divisive factors in
American life—those of race, for example. Despite our melting-
pot tradition, there are substantial groups unassimilated in our
national psyche. A major assignment for those agencies, public
and private, which are concerned with building morale, is to bat-
ter down all the barriers which prevent us from feeling that we
are one people, sharing common purposes and a common fate.
Edward R. Murrow, after experiencing war in Spain, Britain,
North Africa, and in the Pacific, drew the significant conclusion
that the first essential for morale during hardship is that everyone
shall feel that all are sacrificing in substantial equality.

Knowledge of Common Danger

The third factor in morale is awareness of some danger in
which group members feel themselves involved. It is significant
that, as shown in Chapter XII, American readiness to sacrifice in-
creased with the increasing defeats and hardships suffered by the
cause with which our interests were most identified. Reports of
British victories, on the contrary, left us freer to indulge our per-
sonal and small-group preferences.

The experience of France and England during that period of
1939 sometimes called the “phony” war, shows that morale is not
built simply by a declaration of war. It took disaster in Norway,
the doom barely escaped at Dunkirk, and the mass bombing of
British cities to put steel into British resolution.
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The most striking illustration of the effect of a threat upon
morale occurred in the United States on that memorable Sunday
afternoon of December 7, 1941. In the space of a few hours, the
isolationist bloc dissolved; disputes among ourselves suddenly be-
came trivial; out of the shock of the news from Pearl Harbor
arose a grand and thrilling sense of unity. The historians may well
conclude that any military advantage which Japan gained from
her surprise attack was far outweighed by the instantaneous wave
of anger which transformed America into a solid determined
fighting force. The raid on Hawaii may well have been one of the
costliest psychological blunders in all history.

Danger mobilizes the emergency resources of the organism. The
classic work of Cannon ® has shown that threats arousing anger
and fear increase the output of adrenalin and stir up the autonomic
nervous system. The body goes into preparation for vigorous ac-
tion. A faster heart rate sends the blood circulating more rapidly,
carrying food and oxygen to hard-working skeletal muscles. The
heaving chest of strong emotion indicates the increased intake
of oxygen and expulsion of waste products from the lungs. The
liver releases glycogen to furnish increased energy. Some of the
changes, appropriate to conditions of personal combat under which
they evolved, no longer help in the struggle fought with compli-
cated mechanical weapons.

Military efficiency today may require a cool head rather than
emotional excitement. But both popular writing and scientific re-
search show many instances in which individuals under excep-
tional stress have attained unprecedented heights of achievement.
Horses or oxen can pull out of the mud a motor vehicle with many
times their “horsepower,” partly because as living organisms the
animals can adapt their efforts to demands and can concentrate
to meet an emergency. Experience with committees, boards, and
other social organizations shows quite as clearly that when the life
of a vigorous institution is threatened, a higher quality of effort
and group co-operation results. It is notoriously unsafe to inter-
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vene in a family quarrel, for the most antagonistic parties may
unite vigorously against the intruder.

The mobilizing factor is necessarily psychological. It is not
danger but awareness of danger which heightens morale. While
the American people were threatened, but disregarded the threat
as remote, improbable, unreal, or easily counteracted, it proved
very difficult to get defense work taken seriously. Although from
almost every point of view a war geographically remote is prefer-
able to one which strikes at our own cities and factories, never-
theless, morale is more of a problem when the fighting is far away.
We read of dive bombers and scorched earth, and perhaps the
first time our emotions are stirred. But nothing follows. The
stimulus does not serve to prepare us for a developing emergency.
The next time such a story comes to us over the radio or in our
reading, we pass over it with less effect. The psychologist speaks
of “negative adaptation” or “experimental extinction”; the lay-
man understands well enough that we gradually become calloused
and indifferent. Real danger is a developing situation in which, if
we do nothing, the peril noticeably increases. When nothing spe-
cial happens after warnings, the warnings lose effect. Mass obser-
vation in Britain has testified to the ineffectiveness of warnings
about carrying gas masks when little or no poison gas has actually
been employed. The psychological principle is as old as the “Wolf,
Wolf” parable. The danger of using air-raid warnings for pur-
poses of training is that they are likely to be taken less and less
seriously.

There is a natural tendency, when a warning is not observed,
to repeat it with increased emphasis. But, as we have seen, exag-
gerated threats by alarmists produce an effect quite contrary to
what is sought. If awareness of danger is to contribute to morale,
and is to lead to emergency mobilization of personal resources for
the defense of threatened values, then the greatest care must be
used in presenting the remote dangers. Either minimize them or
overdraw them, and the threatened citizens may shrug their shoul-
ders and go about their business as usual. An evasive retreat
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behind shrinking oceans proved no answer to international ag-
gression. A blind complacence over a war boom is no answer to
a malfunctioning economy. Panic and hysteria are no more ade-
quate ; they may even by exaggeration lead people to ignore seri-
ous warnings. The British tradition of muddling through and the
American optimism which assumes that no international calami-
ties can destroy our democracy, because that never has happened
before—these are liabilities in the face of a truly grave menace.
A major concern, in the improvement of morale, must be to aid
citizens in discovering for themselves and making realistic in
their own feelings, the authentic dangers amid which we live.

Something Each Can Do

The fourth factor in our psychological analysis of morale is
the conviction that we can do something to improve matters.
Granted a goal, membership in a group of comrades who share
this goal, and some threat to the security of the on-going quest,
the next essential is some recourse adequate to meet the threat. If
the danger appears to be too great, people may be overwhelmed,
paralyzed, and demoralized.

Among psychological studies which contribute to our under-
standing of the importance of a channel for action are those of
children in fear situations. “Although skill alone may fail to root
out fear,” writes Jersild,” “in general it may be said that . . . the
child who has acquired the widest range of competence and the
best array of skills is likely to have the fewest fears.” Interviews
with parents showed that attempts to promote competence in deal-
ing with the feared stimulus succeeded much better than did reas-
surance, explanation, example of courage, enforced contact with
the fear situation, ridicule, protection, or ignoring the fear.

Clinical experience often demonstrates the transformation of
demoralizing fear into a vigorous drive for action, once a promis-
ing course of action against the danger has been discovered. One
counselor taught shy, anxious clients who were afraid of social
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encounters, some simple tricks of magic. With these as devices
for making a contribution to social affairs, the subjects became
willing and even eager to join in group life. High-school and col-
lege counselors report similarly that when boys have learned tech-
niques of calling for dates on the telephone, greeting the girl’s
family, dancing, ordering in a restaurant, and making introduc-
tions, some students who were afraid “to go out” became enthusi-
astic in the pursuit. A teacher whose job was threatened found
himself at first chilled with fear, but once his union committee
met with him to plan what looked like a promising campaign of
action to prevent the dismissal, his morale was transformed and
he worked indefatigably.

National morale in a time of crisis depends largely upon the
ability of national leaders to show us how we can help, and to
carry to us the conviction that if we work hard enough we may
win out. From a failure to achieve this result, two problems of
morale have already arisen. One is national and the other indi-
vidual. The need for a clearer program of national action is il-
lustrated in those citizens who are aware of the strength of the
Axis armed forces, but who do not see what the United States is
likely to be able to do to stop their advance. To develop just such
a state of funk has been one objective of Axis propaganda. The
prolonged period of inaction after war was declared in 1939 led
some Britishers to feel that the Chamberlain government had no
plan for winning victory. Even today the plans which have been
communicated to civilians seem to center more on defense than
on any program for winning the war. Perhaps evasiveness is nec-
essary, for reasons of military strategy, but morale would be very
much stronger in the United States if the average man could see
a little more clearly just how Hitler is likely to be defeated. Re-
ports that the United States is now producing a thousand airplanes
a month; that production is ahead of expectations; that produc-
tion may go up to a thousand a week—these have had a tonic
effect upon the morale of some Americans. President Roosevelt’s
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announcement of a Victory Program, early in January, 1942, was
an excellent stimulus to morale.

Both military secrecy and the exigencies of internal politics
have prevented full revelation of American contributions to the
struggle. News emphasis has too often been laid upon shortages
of certain raw materials, handicaps due to strikes, and instances
of bad planning, wasteful expenditure, and bureaucratic red tape. .
The defects in our program should not be covered up—that would
have a particularly poisonous effect upon morale—but they should
be seen in the perspective of the whole. What America needs is
not detailed knowledge of the plans for victory, but a certainty
that the plans have been drawn, and a general understanding of
the progress being made. It may be a characteristic of democracies
anywhere, or it may be especially true of Missouri and her forty-
seven sister states, that the citizens want to be shown. They don’t
go in heavily for faith in Washington or even in Providence.
Perhaps widespread experience with complicated machines which
yield only to competent techniques and never to emotional per-
suasion has deepened the distrust for oratory. “Hitler must be de-
feated,” says Churchill. “All well and good,” say millions of
Americans, “but how is this to be done? What is the layout, the
setup, the timetable ?”” Rightly or wrongly, the impression is wide-
spread that only Hitler has a timetable, that initiative lies with the
Axis, that the United Nations haven't got beyond opportunistic
hopes of somehow “muddling through.” Morale demands greater
awareness of workable methods for carrying out national pur-
poses.

The conviction that “‘something can be done” needs to be per-
sonalized until it becomes, “You can do something that helps!”
The other morale difficulty, in relation to this fourth factor, is
individual rather than national. People who share the purposes of
American democracy, who feel those values threatened, are in
many instances quite unclear about what they themselves can con-
tribute. Eager to help though they have been, no channel has been
open to them. Many, of course, now go into the armed forces.
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Others are taking responsibilities in Washington. Some collect
warm clothes to send to England, others practice first aid or fire
fighting, while some, unfortunately, revert to vigilanteism and
attack anyone with a strange accent or an unorthodox view of
economics. Knitting was an outlet for some, but its value was
more psychological than productive, and now a wool shortage
cuts off that form of expression. Buying Defense Bonds helps,
but it is not fully satisfying. People want to be in on the fight—
they want to feel needed. Busy work is not enough; they demand
that their efforts shall really make a difference. One of the chief
problems of the Office of Civilian Defense is to find ways of
harnessing the driving energy of millions of American men and
women whose morale is dependent, in part, upon their finding
some way to help.

In this connection we may raise a question about the range of
activities which are thought of as *“‘defense work.” Perhaps the
morale of citizens eager to contribute could be better sustained if
government officials and agencies affecting public opinion—but
Congress especially—were to conceive of the defense of democracy
in broader terms. A teacher of physical education may be contrib-
uting to American physical fitness quite as effectively in a small-
town high school as in an army camp. A labor union which
achieves conditions making for more democracy in American in-
dustry, higher morale among workers, and eventually greater out-
put, may then be contributing to defense quite as genuinely as by
donating a day’s output to England. Communities which are able
to catch an incipient race conflict in its earliest stages, and to pre-
vent the development of prejudice, hostility, and schism should be
as proud of this contribution as they are of funds given to the
United Service Organizations. If more of our everyday activities
as parents, molders of public opinion, producers, and citizens could
be seen to contribute in a vital way to the defense of democracy,
the result might be a significant rise in morale.
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Approaching the Goal

Fifth and finally, morale is dependent upon a sense of advance.
It is not enough to have a goal and to know that there are tech-
niques for getting toward it. We need actually to feel ourselves
moving. There may be dangers threatening, and hard times ahead;
but if there is hope of a way through, and if we can feel some
slightest measure of success in our efforts to overcome the obsta-
cles, then we are encouraged.

Again we may look to the clinic for numerous cases which illus-
trate the folk maxim that “nothing succeeds like success.” Dis-
couraged and depressed individuals who were quite unmoved by
verbal reassurances have often begun their recovery by a very
little success. Every good teacher has seen a child’s face light up
when he discovered that he actually was making progress and get-
ting a grasp of the previously baffling reading or multiplication
or shorthand or Spanish. Psychological studies of learning agree
that pupils who feel themselves succeeding progress more rapidly
than do those who may get a similar amount of practice but with-
out any basis for judging how well they have done. Studies of
level of aspiration * have demonstrated a general tendency for
success in a task to stimulate ambition for still higher achieve-
ment. “Success,” of course, must be defined in relation to the
goals which the individuals or group may have set for themselves.

It is the victories we have already achieved which sustain our
confidence in the future. Hitler’s oratory has often been organized
to recount the steps of Nazi advance. We in the United States
have a story of progress more inspiring and better validated than
the history Hitler invents. Our faith in democracy, in American
enterprise, and now in American military strength, is nourished
by awareness of the success of our American Revolution against
heavy odds, the transformation of a continent from wilderness to
industrial supremacy, the maintenance of unity despite tragic rift

* One of the earliest studies was by Happe.® A more recent summary is that
of Gould.*
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in the 1860’s, the decisive role played by America in 1917, and by
the spirit of unity and determination which almost all experienced
after Pearl Harbor. It is events, as Harold J. Laski has said,
which are the great tutors of public opinion. Our morale can be
as strong as our sense of significant advance.

Every belligerent nation understands the psychology of prog-
ress and endeavors to give its citizens as favorable a picture as
possible of the successes attained by its arms and leaders. In the
effort to carry the public through periods which perhaps seem
difficult for morale, there may be a temptation to “slant” the
news, or even to invent victories. Experience has shown that any
such distortions are apt to boomerang. The sense of success arises
from favorable news only if the news report is trusted. German
claims of successes at Leningrad, Moscow, and Rostov, in the fall
of 1941 may have had a temporary effect of encouraging the
German people, but this short-lived boom was more than offset
when the Nazis failed to make good on their reports and promises.
There may arise on the part of some news writers or radio com-
mentators in the United States a conscious or unconscious incli-
nation to “play up” the victories and to gloss over depressing
news. If so, they should be warned that the long-term effect will
be bad. Far more important than any momentary “lift” due to
anticipated success is continuing faith in the trustworthiness of
our sources of information. The frankness with which Churchill
and Roosevelt have acknowledged bad news contributes to the
effectiveness of their reports to the democratic peoples when suc-
cesses have been achieved.

The sense of advance is important not only in winning the war,
but also for winning the peace. Our faith in democracy increases
as we experience success in the use of democratic processes. When
we as a people, under the leadership of Henry Wallace, tackled
the co-ordination and planning of a chaotic and depressed agri-
culture, we tried to avoid the apparently easy route of dictator-
ship, and to use instead democratic processes of discussion, con-
ference, referendum, and elected local leadership. Our success en-
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courages us to believe more strongly in democracy and its work-
ability, despite complications of numbers. Totalitarians, at home
and abroad, tell us that the people are only a great beast, to be led
around by the nose through skillful propaganda. Every success
which we achieve in the use of democratic methods makes such
subversive talk less dangerous. The T.V.A., for those people who
have experienced how a vast enterprise of planning can function
from the grass roots up, and not just from the top down, is
stronger than any antidemocratic arguments from Mein Kampf
or from our drawing-room elite. The success already attained by
the United Nations, and in Western Hemisphere co-operation,
constitutes a powerful contribution to morale when we think about
postwar international co-operation. In the economic area, our hope
for the future is strengthened by the realization that already we
are producing more, per man hour of labor, than any nation at
any point in history has ever done before. Our curve of productiv-
ity did not reach any inevitable ceiling in 1929—rather, it has
risen since 1929 quite as rapidly as it did from 1900 to 1920.
There have been dips and lags along the way, but our hopes are
well-founded for higher standards of living in the future than
have been experienced in the most prosperous periods of the past.

In the area of international relations, despite the bitterness of
war, there are grounds for hope. It is unnecessary defeatism to
assume that wars and more wars will inevitably disrupt life. True,
we suffered disillusionment following 1918, but one failure does
not prove the task to be beyond our powers. We can profit, when
this war ends, by a critical understanding of the mistakes made at
and after Versailles. But, in keeping with the fifth fundamental
factor of morale, let us stress the fact that positive gains have
been made. Let us remember that in its decade of existence the
League of Nations, “product of a thousand years of slow ethical
growth,” did settle peacefully more than forty international dis-
putes. Let us remember the International Labor Organization
which has so effectively advanced the standard of living for back-
ward peoples. Let us take new confidence from the astounding






CHAPTER IV

Time Perspective and Morale

Child Welfare Research Sta-
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ness affects all parts of a person’s life. Thrown out of a

job, the individual tries to keep hoping. When he finally
gives up, he frequently restricts his action much more than he
has to. Even though he has plenty of time, he begins to neglect
his home duties. He may cease to leave the immediate neighbor-
hood; even his thinking and his wishes become narrow.' This
atmosphere spreads to the children, and they, too, become narrow-
minded even in their ambitions and dreams. In other words, the
individual and the family as a whole present a complete picture
of low morale. '

An analysis of this behavior shows the importance of that psy-
chological factor which commonly is called “hope.” Only when
the person gives up hope does he stop “actively reaching out”;
he loses his energy, he ceases planning, and, finally, he even stops
wishing for a better future. Only then does he shrink to a primi-
tive and passive life.

Hope means that “sometime in the future, the real situation
will be changed so that it will equal my wishes.” Hope means a
similarity between the individual’s “level of expectation” and his
“irreality level of wishes.” The picture presented by this “psycho-
logical future” seldom corresponds to what actually happens later.
The individual may see his future as too rosy or too bleak; fre-
quently the character of the psychological future vacillates be-
tween hope and despair. But, regardless of whether the individual’s
picture of the future is correct or incorrect at a given time, this
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STUDIES in unemployment show how a long-drawn-out-idle-
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picture deeply affects the mood and the action of the individual
at that time.

The psychological future is part of what L. K. Frank has called
“time perspective.” ® The life space of an individual, far from
being limited to what he considers the present situation, includes
the future, the present, and also the past. Actions, emotions, and
certainly the morale of an individual at any instant depend upon
his total time perspective.

The conduct of the unemployed, then, is an example of how
time perspective may lower morale. How morale may, on the
contrary, be heightened by time perspective is illustrated by the
conduct of the Zionists in Germany shortly after Hitler came to
power. The great majority of Jews in Germany had believed for
decades that the pogroms of Czarist Russia “couldn’t happen
here.” When Hitler came to power, therefore, the social ground
on which they stood suddenly was swept from under their feet.
Naturally, many became desperate and committed suicide; with
nothing to stand on, they could see no future life worth living.

The time perspective of the numerically small Zionist group,
on the other hand, had been different. Although they too had not
considered pogroms in Germany a probability, they had been
aware of their possibility. For decades they had tried to study
their own sociological problems realistically, advocating and pro-
moting a program that looked far ahead. In other words, they
had a time perspective which included a psychological past of sur-
viving adverse conditions for thousands of years and a mean-
ingful and inspiring goal for the future. As the result of such a
time perspective, this group showed high morale—despite a pres-
ent which was judged by them to be no less foreboding than by
others. Instead of inactivity and encystment in the face of a
difficult situation—a result of such limited time perspective as
that characteristic of the unemployed—the Zionists with a long-
range and realistic time perspective showed initiative and organ-
ized planning. It is worth noticing how much the high morale of
this small group contributed to sustaining the morale of a large
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section of the non-Zionist Jews of Germany. Here, as in many
other cases, a small group with high morale became a rallying
point for larger masses.

Time perspective seems, indeed, to be sufficiently important for
morale to warrant a more thorough analysis.

Development of Time Perspective

The infant lives essentially in the present. His goals are imme-
diate goals; when he is distracted, he “forgets” quickly. As an
individual grows older, more and more of his past and his future
affect his present mood and action. The goals of the school child
may already include promotion to the next grade at the end of
the year. Years later, as the father of a family, the same person
will often think in terms of decades when planning his life. Prac-
tically everyone of consequence in the history of humanity—in
religion, politics, or science—has been dominated by a time per-
spective which has reached out far into future generations, and
which frequently was based on an awareness of an equally long
past. But a large time perspective is not peculiar to great men. A
hundred and thirty billion dollars of life insurance in force in
the United States offer an impressive bit of evidence for the
degree to which a relatively distant psychological future, not con-
nected with the well-being of one’s own person, affects the every-
day life of the average citizen.

Aside from the broadness of the time perspective, there is a
further aspect important for morale. The young child does not
distinguish clearly between fantasy and reality. To a great extent
wishes and fears affect his judgment. As an individual becomes
mature and gains ‘“‘self-control,” he more clearly separates his
wishes from his expectations: his life space differentiates into a
“level of reality” and various “levels of irreality,” such as fantasy
and dream.
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Tenacity and Time Perspective

“Tenacity in the face of adversity is the most unequivocal index
of high morale.” ** This is an idea widely accepted as the essence
of military morale. While there may be some question as to
whether the ability to persist in the face of difficulties is actually
the most fundamental aspect of morale, unquestionably it is one
aspect of either civilian or military morale, and as such is a good
starting point for discussion. -

If morale means the ability to “take it,” to face disagreeable
or dangerous situations, one must ask first, “What constitute
disagreeable or dangerous situations for an individual?”’ Ordi-
narily, we are accustomed to think of physical pain or bodily
danger; yet anyone who climbs mountains or explores jungles
for pleasure, any boy who drives an automobile fast, or who plays
football, shows that this answer is too simple.

(a) The disagreeable and time perspective. Under ordinary
circumstances, an individual will strongly resist an order to pick
up mercury from the floor with a wooden spoon, or to eat three
dozen unsalted soda crackers. As ‘“‘subjects” in an experiment,
on the other hand, individuals were found ready to ‘‘take it”
without either hesitation or resistance.® In other words, whether
or not an activity is disgraceful or unpleasant depends to a high
degree on its psychological “meaning,”'® that is, on the larger
unit of events of which this action forms a part. In the role of
a patient, for example, the individual permits as “‘treatment” by
the doctor what would otherwise be vigorously resisted because
of bodily pain or social unpleasantness.

A good example of the degree to which the meaning of the
larger psychological units and the time perspective affect the felt
pain and the morale of the individual is provided by a study of
suffering in prison.® It was found that the prison work which the
individual has to do day by day has no appreciable correlation
with the amount of his suffering. Individuals who suffered much
were quite as likely to hold advantageous jobs so far as power
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and leisure were concerned (such as editor of the prison maga-
zine or runner for the deputy warden) as to hold the most dis-
advantageous or unpaid of prison jobs. (The correlation between
the amount of suffering and the “objective” advantage of the
prison job was .01.) There was little negative correlation between
the subjective satisfaction which the prisoner felt in his prison job
and the amount of his suffering (» = —.19). A definite relation,
on the other hand, did exist between the amount of suffering and
certain factors connected with the future or past—a man’s feeling,
for instance, that his sentence was unjust (r =.57), or his hope
of “getting a break” in regard to release (» = —.39). This rela-
tion held true, moreover, in spite of the fact that the release might
be expected to take place only after a number of years. The actual
length of the sentence and the length of the time served do not
correlate strongly with the amount of suffering; however, a
marked relationship does exist between the suffering and a man’s
feeling that he has served longer than he justly should have served
(r = .66).

Not present hardships in the usual sense of the term, then, but
rather certain aspects of the psychological future and the psycho-
logical past, together with feelings of being treated fairly or
unfairly, are most important in determining the amount of one’s
suffering. A factor of considerable weight for the amount of
suffering in this case was uncertainty in regard to when parole
might be granted (» = .51). This factor, too, was one not related
to the present immediate situation of the individual but was an
aspect of his time perspective.

In solitary confinement, too, it has been frequently reported,
one of the most painful experiences is the uncertainty as to how
much time has elapsed. Once again, it is not a present hardship
but certain characteristics of the time perspective which lend the
situation its anguish.

(b) Persistency and Time Perspective. Even more than suffer-
ing, persistency depends on the time perspective of the individual.
As long as there is hope that difficulties may be overcome for that
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price in effort and pain which the individual is ready to pay, he
goes on trying. If the objective is worthy, indeed, the effort is
not even felt to be a ‘“‘sacrifice.” Persistency, then, depends on
two factors: the value of the goal and the outlook for the future.
This holds both for child and adult, for soldier and civilian.

A few facts pertinent to morale, drawn from experiments with
children, * 2 might be mentioned here. How soon the individual
will give up in face of an obstacle depends, according to these
experiments, on three factors: (1) the strength of the psycho-
logical force toward the goal (the persistency will be greater if
the goal is more highly cherished or if the psychological distance
to the goal is smaller); (2) the felt probability of reaching the
goal (which, in turn, depends on past successes and failures and
on the intellectual capacity of the individual) ; and (3) the degree
of initiative of the individual.

The first point is identical with the felt value of the cause for
which the effort is made. The second refers to the psychological
future. The means whereby one can influence the psychological
future so that a man’s outlook will be optimistic is a point much
discussed in regard to military morale. Everywhere the effect of
the past on the future is emphasized; whereas nothing is more
difficult than to keep up morale after a defeat, persistency is
greatly strengthened by past victories. Nor need this past neces-
sarily be one’s own past. When the individual joins a “Fighting
69th,” the tradition and history of this regiment become a part
of his life space. And only after he has demonstrated this fact
will he be recognized as a true member.

Experimental data show * that although past successes are most
effective if they have been won in the same field of activity,
nevertheless ‘‘substitute successes” and, to a lesser degree, mere
praise and encouragement still bolster persistency. An individual
may likewise be taught to be more persistent and to react less
emotionally to obstacles if encouraging past experiences are built
up.'? Persistency, indeed, is closely related to the social position
of the individual, to his feeling of strength and security.
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Passive individuals are on the average less persistent than active
individuals;* there are, however, certain exceptions. Individuals
with low initiative sometimes show a kind of passive persever-
ance; they remain vis-a-vis the obstacle and keep up a gesturelike
activity toward the goal. And some active individuals, on the
other hand, quit very soon. Instead of waiting to be driven away
slowly by an increasing number of failures, these individuals
have sufficient initiative to make their decision as soon as realistic
considerations indicate that the goal cannot be reached. The ability
to make just such active decisions is recognized as one of the basic
requirements for military leaders. A weak individual's gesturelike
perseverance deprives him of the flexibility necessary for arriving
at new, more efficient solutions. The readiness to make “realistic
decisions” may sometimes, of course, be merely a front for a lack
of willingness to see things through. We shall come back to this
question later.

Group Morale

Group morale depends on time perspective as much as does
individual morale. Clearly demonstrative of this fact are certain
controlled experiments with groups of individuals of college age
who were placed in a physically disagreeable situation.® The sub-
jects were set to work in a room which slowly filled with smoke
oozing in from under the door; and they knew that the doors
were locked. After a while, the smoke became rather disagreeable.
The reactions of the group varied from panic to laughter, depend-
ing mainly upon whether the smoke was construed as arising
from an actual fire or as a hoax of the psychologist. The differ-
ence between these interpretations lies mainly in a difference in
time perspective and in the felt degree of reality of the danger.
The recent history of morale in France, England, and the United
States is a vivid example of how much the degree to which the
reality of a danger is acknowledged determines group goals and
group action.*

"% See the postscript to this chapter.



TIME PERSPECTIVE AND MORALE 55

A comparative study made of previously organized and non-
organized groups in a situation of fear and of frustration
showed the organized groups to be both more highly motivated
and more persistent. They were less likely to disintegrate, al-
though as a result of this stronger motivation they felt more
highly frustrated in regard to group goals which could not be
reached. Contrary to usual expectation, however, fear spread
more quickly through the organized than the unorganized group,
because of the higher interdependence among the members of the
former. In a highly specific way these experiments verify our
everyday experience that the morale of an individual faced with
danger is highly dependent on the atmosphere of his group.

Initiative, Productivity, Goal Level, and Time Perspective

In Nazi Germany, morale is considered to be “a driving force
which propels every unit of the political and military organization
to exert maximum effort and capacity’’; it “implies a positive
state of mind of the individual and the mass toward a uniform
goal.”® Such a concept of morale mirrors the training necessary
for an offensive war and totalitarian uniformity. Experimental
psychology indicates, however, that one element in this concept is
correct for every type of morale. Tenacity in the face of obstacles,
the ability to “take it on the chin,” is merely one aspect of a more
fundamental state of the person which may be characterized as a
combination of initiative and a determination to reach certain
goals, to realize certain values.

Given comparable settings, the morale of an individual or a
group might be measured by the quality and quantity of its
achievement, that is, by its productivity. Initiative and produc-
tivity, dependent as they are on the proper balance of a variety
of factors, are highly sensitive to changes in this balance. Here
physical well-being plays a significant role. Today, every country
is aware of the importance of sufficient food and vitamins for
civilian morale. An over-satiated individual, on the other hand,
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is by no means likely to show the greatest initiative and produc-
tivity. Subtle psychological factors play a great role in morale,
and Hitler’s plans of offensive warfare rightly consider the civil-
ian morale of the enemy country as one of its most vulnerable
and important points for attack.

Productivity and a Time Perspective of Insecurity
and Uncertainty

Experiments with children help us isolate some of the psycho-
logical factors determining initiative and productivity. For the
situations of childhood are easily controlled by the all-powerful
adult, and children probably show more quickly than adults
those basic reactions on which the psychology of large masses
depends.

If the free play activity of a child is interfered with, his aver-
age level of productivity may regress, for instance, from the age
level of five and a half years to the much lower level of produc-
tivity of the three-and-a-half-year-old child.? This regression is
closely related to the child’s time perspective. Because the adult
has stopped the child in the midst of play of great interest and
productivity, now he feels himself to be on insecure ground; he
is aware of the possibility that the overwhelming power of the
adult may interfere again at any moment. This “background of
insecurity and frustration” not only has a paralyzing effect on
long-range planning; it also lowers initiative and the level of
productivity.

The effect of interference is particularly severe if the individual
is left in the dark as to the character of the new situation. The
negative, nonspecific command, “Don’t!” lowers initiative and
productivity considerably more than a command to change to a
different but specific task.’™ Indeed, one of the main techniques
for breaking morale through a ‘“‘strategy of terror” consists in
exactly this tactic—keep the person hazy as to where he stands
and just what he may expect. If in addition frequent vacillations
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between severe disciplinary measures and promises of good treat-
ment, together with the spreading of contradictory news, make
the “‘cognitive structure” of the situation utterly unclear, then
the individual may cease to know even whether a particular plan
would lead toward or away from his goal. Under these conditions,
even those individuals who have definite goals and are ready to
take risks will be paralyzed by severe inner conflicts in regard to
what to do.

Pairs of strong friends, it is interesting to note, regress less in
a background of frustration than do pairs of children who are
not friends.?® Their greater tolerance for frustration seems to be
due to a feeling of greater security among friends, as indicated,
for instance, by a greater readiness to attack the experimenter
as the source of frustration. Here is an example of how group
“belongingness” may increase a feeling of security, thereby rais-
ing the morale and the productivity of an individual.

The initiative of a child and his productivity have been found,
moreover, to be greater in the co-operative play of pairs of chil-
dren than in solitary play—both in situations of frustration and
in situations of nonfrustration. The increased productivity of an
individual as a member of a group as compared with his produc-
tivity as a lone individual is a factor of prime importance for civil-
ian morale. Bearing out this point, a study of factory workers®
indicates that, aside from security, personal attention given to the
individual plays a role in raising the level of productivity, prob-
ably because of the resultant increase in his feeling of “belong-
ingness.”

This finding is but one of many which pertain to age differences,
individual differences, the effect of different situations, and the
difference between the activity of individuals and groups—all of
which indicate that productivity depends upon the number of
diversified abilities and needs that can be integrated into an or-
ganized, unified endeavor.? It is the principle of “diversity within
unity” which dominates productivity, the principle that is so basic
to a democratic solution of the problem of minorities and to
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democratic living in all types of groups, from small face-to-face
groups to world organization.

In some cases, paradoxically, a certain amount of frustration
or difficulty actually increases productivity; such seems to be the
case 1f the individual previously has not been fully involved and
if the difficulty serves as a fuse to touch off an all-out effort.
Closely related to this result is one of the most fundamental
problems of morale, namely: where will the individual or the
group set its goal? What will be its level of aspiration?

Level of Aspiration and Time Perspective

The three-months-old infant is as happy when someone hands
him a toy as when he gets it by his own efforts. But the child of
two or three years frequently rejects the help of another person,
preferring to get by his own action an object that is difficult to
reach. He prefers, in other words, a difficult path and a difficult
goal to an easy path and an easy goal. This behavior of human
beings, seemingly paradoxical, is certainly contrary to a belief
which is widely accepted and which deeply influences thinking,
even about politics—the belief that human beings are led by the
“pleasure principle” along the easiest road to the easiest goal.
Actually, from childhood on, the goals which an individual sets
in his daily life and for his long-range plans are influenced by his
ideology, by the group to which he belongs, and by a tendency to
raise his level of aspiration to the upper limit of his ability.

On this problem experiments have yielded considerable knowl-
edge—how the level of aspiration develops during childhood,* how
success and failure in one field affect the level of aspiration in
other fields, how the individual reacts to “too difficult” or “too
easy” tasks, and how the standards of groups influence his own
goal level.

The setting up of goals is closely related to time perspective.?
The goal of the individual includes his expectations for the fu-
ture, his wishes and his daydreams. Where the individual places
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his goals will be determined fundamentally by two factors, namely,
by the individual’s relation to certain values and by his sense of
realism in regard to the probability of reaching the goal. The
frames of reference which determine the values of success and
failure vary considerably from individual to individual and from
group to group. By and large, there is a tendency in our society
to raise the level of aspiration toward the limit of the individual’s
ability. The principle of realism, on the other hand, tends to safe-
guard the individual against failure and to keep ambition down
to earth. How high the individual can set his goal and still keep
in touch with the reality level is one of the most important factors
for his productivity and his morale.

A successful individual typically sets his next goal somewhat,
but not too much, above his last achievement.?® In this way he
steadily raises his level of aspiration. Although in the long run he
is guided by his ideal goal, which may be rather high, nevertheless
his real goal for the next step is kept realistically close to his
present position. The unsuccessful individual, on the other hand,
tends to show one of two reactions: he sets his goal very low,
frequently below his past achievement—that is, he becomes intim-
idated and gives up reaching out toward higher goals—or he sets
his goal far above his ability. This latter conduct is rather com-
mon. Sometimes the result is a gesturelike keeping up of high
goals without serious striving: it may at other times mean that
the individual is following blindly his ideal goal, losing sight of
what in the present situation is possible. To develop and to main-
tain high goals and, at the same time, to keep the plan for the
next action realistically within the limits of what is possible, seems
to be one of the basic objectives for and a criterion of high
morale.

How high a person will set his goal is deeply affected by the
standards of the group to which he belongs, as well as by the
standards of groups below and above him. Experiments with
college students ™ prove that, if the standards of a group are low,
an individual will slacken his efforts and set his goals far below
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An experiment again clarifies the issue. Experiences with
sewing-machine workers in a newly erected plant in a rural area
of the South demonstrate the manner in which level of aspiration
influences learning and achievement in factory work.* After a
week’s training, the output of the novices ranged from 20 per
cent to 25 per cent of the quantity accepted as a standard for
skilled operators. (See Figure 1.) When, nevertheless, the novices
were informed that this standard was one which they ought to
reach in ten to twelve weeks, the disparity between the level of
their performance at the end of the first week and the stated goal
was too great—so great, indeed, that the subjects invariably ex-
pressed skepticism of ever reaching it. Since the plant was newly
organized, there were no skilled workers actually doing the job
at the standard speed ; hence the goal seemed to be “too difficult,”
unattainable. Inasmuch as the wage these novices earned was al-
ready greater than that to which they were accustomed, there was
nothing either outside or inside the plant to give the higher
standards social reality for the group. As a result, the individuals
were pleased with their progress in spite of the dissatisfaction of
the supervisors; improvements were slow, learning plateaus com-
mon, and after fourteen weeks only 66 per cent of the standard
had been reached.

For a second group of novices who started at the same level,
a definite goal was set each week, to be reached at the end of that
week, in addition to the information about the general standards.
At that time, too, a large number of the older workers in the
plant had achieved the standard. This combination of an imme-
diate goal for the near future and the acceptance of the final goal
as a real standard for the group led to a much more rapid im-
provement on the part of this group of novices. With but few
learning plateaus, the average of the group had more than reached
the goal standard at the end of the fourteenth week.

* 1 am indebted to Dr. Alfred J. Marrow for making these data available.
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Morale in the Pursuit of Group Goals and
Time Perspective

Unfortunately there are few studies available which permit
scientific conclusions about the relation between group morale and
time perspective. A comparison of groups with democratic and
autocratic structures,’™ '® however, suggests certain conclusions.
These groups, for example, showed very striking differences dur-
ing periods when the leader left. Whereas the work morale of the
democratic group was sustained at a high level, that of the auto-
cratic group fell rapidly. In a short time, the latter group ceased
entirely to produce. This difference may be traced to the relation
between the individual and the group goals and to certain aspects
of time perspective.

The organization of work, like any other aspect of the organiza-
tion of the autocratic group, is based on the leader. It is he who
determines the policy of the group; it is he who sets the specific
goals of action for the members within the group. That means
that the goals of the individual as well as his action as a group
member are “induced” by the leader. It is the leader’s power-field
which keeps the individual going, which determines his work
morale, and which makes the group an organized unit. In the
democratic group, on the contrary, every member has had a hand
in determining the policy of the group; every member has helped
to lay out the plans. As a result, each is more “we-centered” and
less “‘ego-centered” than the member of the autocratic group. Be-
cause the group goes ahead under its own steam, its work morale
does not flag as soon as the power-field of the leader is eliminated.

“Acceptance’”’ of the group goals by the member of the auto-
cratic group means giving in to a superior power and subordinating
one’s own will. In the democratic group, ‘‘acceptance” of the
group goal by the member means taking it over and making it
one’s own goal. The readiness to do so, in the latter case, is partly
based on the time perspective of the individual; in the past, that
is, he himself has participated in setting up that goal and now he
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feels his individual responsibility in carrying it through. Not less
essential is the difference in time perspective of the members of
both groups in regard to planning the future. For the distant fu-
ture, to be sure, the autocratic leader frequently reveals to his
subjects some high, ideal goal. But when it comes to immediate
action, it is one of the accepted means of autocratic leaders to re-
veal to his followers not more than the immediate next step of his
actual plans. In this way not only is he able to keep the future
of the members in his own hands; in addition he makes the mem-
bers dependent on him, and he can direct them from moment to
moment in whatever direction he wishes.

The member of a democratic group who himself has helped to
lay out the long-range plan has a rather different time perspective.
In a much clearer situation, he is able to take not only the next
step but also the following step quite independently. Because he
knows his position and action within the larger group plan, he can
modify his own action with the changing situation.

In contrast to both democratic and autocratic groups, the laissez
faire group, where the leader keeps hands off,’® shows only spo-
radic flare-ups of group planning or of long-range individual
projects. The work morale of such a group is very low compared
with either that of the democratic or the autocratic group—an
indication of the importance of definite goals for group morale.
Not those goals which can be reached easily but a psychological
future with obstacles and high goals is conducive to high morale.

Quakerlike groups in the work camps for conscientious objec-
tors, who as a rule pay for their own upkeep, are frequently per-
mitted to plan by themselves how to reach the work objectives set
for them. If reports are correct, these groups, with their self-
planned organization, produce many times as much as groups
under ordinary methods of supervision. One factor behind this
achievement seems to be a long-range time perspective combined
with the definiteness of their goal: the conscientious objectors
attempt to train for the difficult task of reconstruction in Europe
after the war.
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Leadership, Morale, and Time Perspective

In another chapter of this book, the results of an experiment
in retraining of leaders are reported.* The importance of time per-
spective is apparent in this study both for the morale of the leaders
themselves and for the effect of the leaders in turn on the group
morale. The striking change in the morale of the leaders from
“low morale” before training to “high morale” after three weeks
of training is related to the fact that the goals of these individuals
changed from a day-to-day attempt to keep their insecure W.P.A.
jobs to a broader—and actually more difficult—Iless personal goal
of giving children the benefit of experiencing genuine democratic
group life. Such a change in goal level and time perspective was
brought about partly by the experience of membership in a demo-
cratic training group which had itself set definite goals and laid
out its plans, and partly by the experience of leaving a depressive,
narrow, and meaningless past for a future which, with all its
uncertainty, contained a goal worth striving toward.

A positive time perspective, a time perspective guided by worth-
while goals, is one of the basic elements of high morale. At the
same time, the process is reciprocal; high morale itself creates
long-range time perspective and sets up worthwhile goals. At the
end of the training process, the leaders mentioned above had set
for themselves goals far above those of which previously they
would have dared dream. We are dealing here with one of those
circular types of dependencies which are frequently found in so-
cial psychology. The highly intelligent person, for example, is
better able than the feeble-minded person to create situations which
will be easy to handle. As a result, the feeble-minded, with his low
ability, frequently finds himself in more difficult situations than
the normal. Similarly, the socially maladjusted person creates more
difficult social situations for himself than does the well-adjusted
person and, doing badly in the difficult situation, easily goes from

* See Chapter VIII, “Morale and the Training of Leaders,” by Alex Bavelas.
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bad to worse. Again, poor morale makes for a poor time perspec-
tive, which in turn results in still poorer morale; whereas high
morale sets not only high goals but is likely to create situations of
progress conducive to still better morale.

This circular process can be observed also in regard to the
morale of the group as a whole. The interdependence among the
members of a group, in fact, makes the circularity of the processes
even more unmistakable. In one experiment, for instance, a group
of children, having been together for one hour in a democratic
group, spontaneously demanded the continuation of that group.?
When informed of the lack of an adult leader, they organized
themselves. Their morale, in other words, was high enough to
broaden their time perspective; they set themselves a group goal
extending over weeks—and later included a half-year project.

Realism, Morale, and Time Perspective

One aspect of time perspective which is essential for morale is
realism. Here again we encounter the same paradox as that under-
lying productivity: one criterion of morale is the height of the
goal level which the individual is ready to accept seriously. For
high morale, the objective to be reached will represent a great
step forward from the present state of affairs. The ‘“‘realistic”
politician who always keeps both feet on the ground and his hand
in the pork barrel is a symbol of low morale. On the other hand,
the “idealistic” individual who has high ideals without making
serious efforts to attain them can likewise make few claims to be-
ing a person of high morale. Morale demands both a goal suffi-
ciently above the present state of affairs, and an effort to reach the
distant goal through actions planned with sufficient realism to
promise an actual step forward. One might say that this paradox
—to be realistic and at the same time be guided by high goals—
lies at the heart of the problem of morale, at least as far as time
perspective is concerned.
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TOO IMMEDIATE AND TOO DISTANT GOALS

What an immediate or a far distant goal means for realism and
morale and how it is related to the time perspective of the indi-
vidual or of a group might best be illustrated by certain aspects
of development. The normal healthy child in the elementary school
lives in groups of children whose standards and values, whose
ideologies and goals, will be of utmost importance for his own
goals and his own conduct. If he is fortunate enough to be born
in the United States, there will be a good chance that his school
group will have a sufficiently democratic atmosphere to give him
a clear, first-hand experience in what it means to be a leader as
well as a follower in a democratic group, what it means to “play
fair,” to recognize differences of opinion and differences of ability
without intolerance or bossiness and equally, too, without softness
or lack of backbone. Only a few children will have experienced
anything approaching a perfect democracy; still, they will have
experienced frequently a group atmosphere which approaches
democracy sufficiently to give them a better taste of democratic
procedures than the vast majority of the citizens of European
countries are likely ever to have experienced.

Experiments indicate that children at eight years are more altru-
istic than adults, and that children at ten years are strongly guided
by an ideology of fairness.?* In short, the conduct of the average
child at that age follows relatively closely the standards and values
of the groups to which he belongs; but these groups are the face-
to-face groups of his school, his family, his gang. The period of
time to which these standards and goals are related in a realistic
manner is a matter of weeks, months, or at most of a few years.
The scope of time and space in which national politics takes place
in the social world of the adult is, for the young child, something
too large and too overpowering to be considered by him in any
but a highly abstract or naive manner.

Growing through adolescence to young manhood or woman-
hood means enlarging the scope and the time perspective of one’s
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psychological world. In a measure, it means also leaving the small
face-to-face groups, such as the family, or else assigning these
small groups a secondary place in a larger social world with which
the young person now seriously has to come into grips. It is the
eternal right of every young generation to consider critically the
standards and values of this larger world of the older generation.
The better and the more democratic the education during child-
hood has been, the more serious and the more honest will these
critical considerations be.

For the young person growing into problems of such magnitude
—in fact, for anybody facing for the first time problems of a new
order of magnitude—two reactions are typical. The individual
may, in the first place, shrink from making decisions of such im-
portance, trying rather to restrict himself to the smaller time per-
spective which he was just outgrowing. His low morale will then
lead him to place his main emphasis on the small day-by-day goals.
An example is the college girl who, because she is so disgusted
with the war “over there in Europe,” will not even look at the
newspapers or listen to the radio.*

At the other extreme is the individual who refuses to think in
a time perspective of less than a thousand years. He thinks in
terms of “what ought to be”; his goals as such are frequently ex-
cellent, and he refuses to take any action which might run counter
to his principles. In so far as his goals are characterized by a high
discrepancy between “what is” and “what should be,” between the
wish level for the future and the present reality level, his time
perspective is opposite to that of an individual who is satisfied with
the status quo. But the very weight which the distant goal has
for the individual who takes it seriously, the very fact that he is
dissatisfied with the present situation, make it difficult for him to
give sufficient consideration to the actual structure of the present
situation, or to conceive realistically what step in the present world
can be taken to achieve this end. For one growing into problems
which deal with a new scope of time perspective, it is difficult, at
Tee—postscript to this chapter.
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first, to distinguish between the cynic, who is ready to use any
means to his ends, and the person of high morale, who takes his
goal seriously enough to do what is necessary to change the present
state of affairs.

TWO FOUNDATIONS OF ACTION

The conviction that a certain action will lead toward the direc-
tion in which the individual wants to go and not in just the oppo-
site direction is based partly on what is called technical knowledge.
But for the individual this knowledge is very limited; his actions
are always based, in part, on some type of “belief.” There are
many types of such beliefs on which the principle of realism within
morale can be based. We shall mention but two.

The exigencies of modern warfare have compelled the armies
to give a fair measure of independence to the individual private.
In some respects, the army of Nazi Germany can be said to have
more status-democracy between officers and men than had pre-
viously existed in the army of the Kaiser. On the whole, however,
and particularly in regard to civilian life and to civilian education,
Hitler has placed the relation between leader and led on a basis of
blind obedience to a degree unheard of in modern life outside of
certain monasteries. Ever since Hitler came to power, the nursery
school teacher, for example, has been instructed never to explain
an order to a child, even if he could understand the reason, because
the child should learn to obey blindly. “There are many things
which can be forgiven, no matter how evil they may be. But dis-
loyalty to the Fuehrer can never be pardoned.” ®

The belief that one’s action goes in the correct direction is, in
such an atmosphere, based primarily if not exclusively on the trust
in the leader. The area in which independent thinking is permitted
is small, more or less limited to the execution of the immediate
next step as objective. Blind obedience means abandoning, in all
essential areas, that measure of reasoning and independent judg-
ment which prevailed in Germany before Hitler’s rise to power
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and which, to a much greater extent, has been one of the tradi-
tional rights of the citizen in the United States.

It is not chance that the fight against reason and the replace-
ment of reason by sentiment has been one of the unfailing
symptoms of politically reactionary movements throughout the
centuries. To recognize reason socially means that a sound argu-
ment “counts,” no matter who brings it forth; it means recogniz-
ing the basic equality of men. In an autocracy, only the leader
needs to be correctly informed; in a democracy, popular determi-
nation of policy can work only if the people who participate in
goal-setting are realistically aware of the actual situation. In other
words, the emphasis on truth, the readiness to let the people know
about difficult situations and failures, does not spring merely from
an abstract “love of truth” but is rather a political necessity. Here
lies one of the points on which democratic morale can, in the long
run, be superior to authoritarian morale. A far more stable ground
for morale than the belief in the ability of any leader individually
is truth itself.

Postscript

This chapter was written before December 7, 1941; now we are
at war. The effect on the morale of the country has been immediate
and striking—a circumstance which bears out some of the points
we have discussed.

The attack on Hawaii has shown that Japan represents a much
more serious danger than many had thought. But this feeling of
increased and close danger has heightened rather than depressed
morale, being as it is in line with the general finding that morale
changes not parallel with but rather inversely to the amount of
difficulty, so long as certain goals are maintained.

The experience of attack upon our own country has overnight
brought war down from the cloudy realms of possibility to the
level of reality. Although the college girl whom we mentioned
above may still be far from realizing fully what it means to be
at war, nonetheless war is no longer something “over there in
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Europe.” It is here. Thus as a result of our being in the war, the
will to win has become a clear and unquestioned objective.

Before December 7, what was a realistic outlook for one indi-
vidual was doubted by a second and ridiculed as impossible by a
third. Now the situation has been clarified. Countless conflicts,
whether among factions in the population or within each individual
himself, have ceased now that the major aspects of the time per-
spectives are definitely set.

Being within this new and definite situation means that certain
basic goals and necessary actions are “given.” In such a situation
no special effort is required to keep morale high. The very combi-
nation of a definite objective, the belief in final success, and the
realistic facing of great difficulties is high morale. The individual
who makes extreme efforts and accepts great risks for worthwhile
goals does not feel that he is making sacrifice; instead, he merely
feels that he is acting naturally.

When a major decision has been made, it frequently happens
that the individual or the group will show high morale in the new
situation because of a sudden clear awareness of the objectives
of the enterprise as a whole. As the effort proceeds, however, a
variety of detailed problems and difficulties is bound to arise and
to occupy a more prominent position. There is danger that groups
which started out with enthusiasm may yet lose their “punch”
when the clearness of the situation at the time of decision has
been clouded by such a multitude of details, problems, and imme-
diate difficulties. Group morale during a prolonged effort depends
much on the degree to which the members keep clearly in view
the total task and the final objective.

In the months and years to come, then, civilian morale can be
expected to depend much upon the clarity and the value of our
war goals, and upon the degree to which such values come to be
deeply rooted within each individual.



CHAPTER V

Morale and National Character

GREGORY BATESON Committee for National Morale

N CASUAL conversation it is popularly assumed that national
groups have characteristic differences—Germans are said
to crave authority; the British are thought to be low in

sense of humor and in foresight, but arrogant and possessed of
bulldog tenacity; the French are thought to be gay and volatile;
Latin emotions are supposed to predominate over reason; the
Japanese are regarded as crafty; the Chinese as honest and
tranquil. If such differences exist, they are of tremendous im-
portance for the “public-relations program” of the United States.*
Our own distinctive American character might demand a rather
different kind of propaganda from that which would encourage
our allies in Britain, China, or the Soviet Union. Appeals for
support, directed to Latin America or to waverning “neutrals”
like France, Portugal, Turkey, and Sweden, should be based on an
understanding of their different “national” psychologies. Counter-
propaganda for German consumption might have to be distinct
from that for Italy or Japan. Provision has indeed been made in
several governmental organizations for social psychologists whose
duty it is to interpret communication from or to other lands in the
light of the mental characteristics of those peoples.

* In this connection we may quote a recent editorial article based on a speech
by Professor Morris Ginsburg (Nature, vol. 148, no. 3741, July 12, 1941). The
article concludes: “To the statesman who must handle the broad issues of fu-
ture policy, the enduring features of national character and the trends of its
development are equally significant. There can be few more important tasks for
the social sciences than to contribute to the full understanding of the character,
mood, and prevailing interests of the nations among which the War is being
fought, and by which an international order must be reconstituted, wherein all
nations of the world may be able to advance along the road of civilization in
peace and security.”

71
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One example of the approach through research is provided by
Efron's study of gesture,® a book which gives us a good critical
survey of recent German and other literature dealing with differ-
ences in posture and gesture in terms of racial theory.* Dr. Efron
points out that the propaganda contributions of racial and typo-
logical theory are: (a) unsupported by empirical data; (&) phrased
in such a way that it is not very clear what sort of observations
would either support or disprove the descriptive statements (how,
for example, shall we verify the “clarity’” of Nordic gestures, or
the “energy” of Dinaric?); and (c¢) obscured by compromise
phrases, whenever racial theory has met the fact that environment
affects gesture (e.g., Hans Gunther’s dictum: “The environment
may pattern the racial characteristics of Nordic movements, but
cannot eradicate them entirely.” ®)

Dr. Efron goes on to a careful empirical study of gestural be-
havior in unassimilated eastern Jews in New York City, unassimi-
lated southern Italians, assimilated eastern Jews, and assimilated
southern Italians. The assimilated individuals, he shows, “(a) ap-
pear to differ greatly from their respective traditional groups, and
(b) appear to resemble each other”; in short, the postulates of
racial theory are not born out by empirical study.

For the present paper, however, it is not sufficient to show that
conspicuous differences in habit occur between various groups and
that these differences are conditioned by cultural environment
rather than by racial descent. Dr. Efron has, to be sure, performed
a valuable service in documenting these two points, but we have
to go a step further and consider the implications of such culturally
conditioned differences for the common character of the individ-
uals who exhibit them.

* For a more general survey of the argument between racial and environ-
mental theories to account for physical and mental characteristics, see Kline-
berg.” Dr. Klineberg’s work, like Efron’s, is, however, focused upon this con-
troversy. He shows satisfactorily that such psychological differences as have
been claimed are either unsatisfactorily demonstrated or that the demonstration
had not ruled out the probability that the differences are due to factors of use
and environment. He does not go on to any systematic examination of the re-
sults of use and environment, such as would be relevant to the present paper.
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For this further step, there exists a vast mass of relevant mate-
rial, both scientifically collected observations of psychologists and
sociologists, and raw documents by naive subjects who have in-
dulged in international comment or fantasy. But, so far as I know,
none of this material has been systematically analyzed for the light
which it would shed upon our particular problem. The psycholo-
gists and sociologists who have studied European and American
communities have done their work without attempting to build up
any coherent picture, either of the character structure of the indi-
viduals whom they studied or of how these individuals differed in
character structure from other individuals in other cultural en-
vironments. The psychiatrists, on the other hand, have gone to the
other extreme. For therapeutic purposes it is necessary to study
the individual in such extreme detail that, in the end, every case
appears special and different from every other, and the wood can-
not be seen for the trees.*

To rearrange and reanalyze all the collected material so that it
shall illuminate the problems of national difference will require a
great deal of research, which, despite its great importance, cannot
be undertaken in the present paper. The most we can attempt here
is to lay out an abstract frame for such future research, a frame
which will be useful only in so far as it suggests hypotheses which
can be empirically tested.

We shall therefore proceed as follows: (1) We shall examine
some of the criticisms which can be urged against our entertaining
any concept of “national character.” (2) This examination will
enable us to state certain conceptual limits within which the phrase
“national character” is likely to be valid. (3) We shall then go on,
within these limits, to outline what orders of difference we may ex-
pect to find among western nations, trying, by way of illustration,
to guess more concretely at some of these differences. (4) Lastly,

* An exception to this generalization is Erich Fromm’s Escape from Free-

dom (New York: Farrar and Rinehart, 1941). This work, however, is oriented

to the broad outlines of historical process, and not to the problems of national
differences.
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we shall consider how the problems of morale and international
relations are affected by differences of this order.

Barriers to Any Concept of “National Character”

Scientific enquiry has been diverted from questions of this type
by a number of trains of thought which lead scientists to regard
all such questions as unprofitable or unsound. Before we hazard
any constructive opinion as to the order of differences to be
expected among European populations, therefore, these diverting
trains of thought must be examined.

Tt is, in the first place, argued that not the people but rather the
circumstances under which they live differ from one community
to another ; that we have to deal with differences either in historical
background or in current conditions, and that these factors are
sufficient to account for all differences in behavior without our
invoking any differences of character in the individuals concerned.
Essentially this argument is an appeal to Occam’s Razor—an
assertion that we ought not to multiply entities beyond necessity.
The argument is that, where observable differences in circumstance
exist, we ought to invoke those rather than mere inferred differ-
ences in character, which we cannot observe.

The argument may be met in part by quoting experimental data,
such as Lewin’s experiments (unpublished material), which
showed that there are great differences in the way in which Ger-
mans and Americans respond to failure in an experimental setting.
The Americans treated failure as a challenge to increase effort;
the Germans responded to the same failure with discouragement.
But those who argue for the effectiveness of conditions rather
than character can still reply that the experimental conditions are
not, in fact, the same for both groups; that the stimulus value of
any circumstance depends upon how that circumstance stands out
against the background of other circumstances in the life of the
subject, and that this contrast cannot be the same for both groups.

It is possible, in fact, to argue that since the same circumstances
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never occur for individuals of different cultural background, it is
therefore unnecessary to invoke such abstractions as national char-
acter. This argument breaks down, I believe, when it is pointed out
that, in stressing circumstance rather than character, we would be
ignoring the known facts about learning. Perhaps the best docu-
mented generalization in the field of psychology is that, at any
given moment, the behavioral characteristics of any mammal, and
especially of man, depend upon the previous experience and be-
havior of that individual. Thus in presuming that character, as
well as circumstance, must be taken into account, we are not multi-
plying entities beyond necessity; we know of the significance of
learned character from other types of data,and it is this knowledge
which compels us to consider the additional “entity.”

A second barrier to any acceptance of the notion of “national
character” arises after the first has been negotiated. Those who
grant that character must be considered can still doubt whether
any uniformity or regularity is likely to obtain within such a sam-
ple of human beings as constitutes a nation. Let us grant at once
that uniformity obviously does not occur, and let us proceed to
consider what sorts of regularity may be expected.

The criticism which we are trying to meet is likely to take five
forms. (1) The critic may point to the occurrence of subcultural
differentiation, to differences between the sexes, or between classes,
or between occupational groups within the community. (2) He
may point to the extreme heterogeneity and confusion of cultural
norms which can be observed in “melting-pot” communities.
(3) He may point to the accidental deviant, the individual who
has undergone some “accidental” traumatic experience, not usual
among those in his social environment. (4) IHe may point to the
phenomena of cultural change, and especially to the sort of dif-
ferentiation which results when one part of the community lags
behind some other in rate of change. (5) Lastly, he may point to
the arbitrary nature of national boundaries.

These objections are closely interrelated, and the replies to them
all derive ultimately from two postulates: first, that the individual,
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whether from a physiological or a psychological point of view, is
a single organized entity, such that all its “parts” or “‘aspects’ are
mutually modifiable and mutually interacting; and second, that a
community is likewise organized in this sense.

If we look at social differentiation in a stable community—say,
at sex differentiation in a New Guinea tribe *—we find that it is
not enough to say that the habit system or the character structure
of one sex is different from that of another. The significant point
is that the habit system of each sex cogs into the habit system of
the other; that the behavior of each promotes the habits of the
other.i We find, for example, between the sexes, such comple-
mentary patterns as spectatorship-exhibitionism, dominance-sub-
mission, and succoring-dependence, or mixtures of these. Never
do we find mutual irrelevance between such groups.

Although it is unfortunately true that we know very little about
the terms of habit differentiation between classes, sexes, occupa-
tional groups, etc., in western nations, there is, I think, no danger
in applying this general conclusion to all cases of stable differentia-
tion between groups which are living in mutual contact. It is, to
me, inconceivable that two differing groups could exist side by side
in a community without some sort of mutual relevance between
the special characteristics of one group and those of the other.
Such an occurrence would be contrary to the postulate that a com-
munity is an organized unit. We shall, therefore, presume that
this generalization applies to all stable social differentiation.

Now, all that we know of the mechanics of character formation
—especially the processes of projection, reaction formation, com-
pensation, and the like—forces us to regard these bipolar patterns
as unitary within the individual. If we know that an individual is

* Cf. Margaret Mead,® especially Part III, for an analysis of sex differen-
tiation among the Tchambuli; also G. Bateson® for an analysis of sex differenti-
ation among adults in Iatmul, New Guinea.

T We are considering here only those cases in which ethological differentia-
tion follows the sex dichotomy. It is also probable that, where the ethos of the
two sexes is not sharply differentiated, it would still be correct to say that the
ethos of each promotes that of the other, e.g., through such mechanisms as
competition and mutual imitation. Cf. M. Mead.®
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trained in overt expression of one half of one of these patterns,
e.g., in dominance behavior, we can predict with certainty (though
not in precise language) that the seeds of the other half—submis-
sion—are simultaneously sown in his personality. We have to
think of the individual, in fact, as trained in dominance-submis-
sion, not in either dominance or submission. From this it follows
that where we are dealing with stable differentiation within a com-
munity, we are justified in ascribing common character to the
members of that community, provided we take the precaution of
describing that common character in terms of the motifs of rela-
tionship between the differentiated sections of the community.

The same sort of considerations will guide us in dealing with
our second criticism—the extremes of heterogeneity, such as occur
in modern “melting-pot” communities. Suppose we attempted to
analyze out all the motifs of relationship between individuals and
groups in such a community as New York City; if we did not end
in the madhouse long before we had completed our study, we
should arrive at a picture of common character that would be al-
most infinitely complex—certainly that would contain more fine
differentiations than the human psyche is capable of resolving
within itself. At this point, then, both we and the individuals
whom we are studying are forced to take a short cut: to treat
heterogeneity as a positive characteristic of the common environ-
ment, sui generis. When, with such an hypothesis, we begin to look
for common motifs of behavior, we note the very clear tendencies
towards glorying in heterogeneity for its own sake (as in the
Robinson Latouche “Ballad for Americans”) and towards regard-
ing the world as made up of an infinity of disconnected quiz-bits
(like Ripley’s “Believe It or Not”).

The third objection, the case of the individual deviant, falls in
the same frame of reference as that of the differentiation of stable
groups. The boy on whom an English public-school education
does not take, even though the original roots of his deviance were
laid in some ‘‘accidental” traumatic incident, is reacting fo the
public-school system. The behavioral habits which he acquires may
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not follow the norms which the school intends to implant, but they
are acquired in reaction to those very norms. He may (and often
does) acquire patterns the exact opposite of the normal; but he
cannot conceivably acquire irrelevant patterns. He may become a
“bad” public-school Englishman, he may become insane, but still
his deviant characteristics will be systematically related to the
norms which he is resisting. We may describe his character, in-
deed, by saying that it is as systematically related to the standard
public-school character as the character of Iatmul natives of one
sex is systematically related to the character of the other sex. His
character is oriented to the motifs and patterns of relationship in
the society in which he lives.

The same frame of reference applies to the fourth consideration,
that of changing communities and the sort of differentiation which
occurs when one section of a community lags behind another in
change. Since the direction in which a change occurs' will neces-
sarily be conditioned by the status quo ante, the new patterns,
being reactions to the old, will be systematically related to the old.
As long as we confine ourselves to the terms and themes of this
systematic relationship, therefore, we are entitled to expect regu-
larity of character in the individuals. Furthermore, the expectation
and experience of change may, in some cases, be so important as
to become a common character-determining factor * sui generis,
in the same sort of way that “heterogeneity”’ may have positive
effects.

Lastly, we may consider cases of shifting national boundaries,
our fifth criticism. Here, of course, we cannot expect that a diplo-
mat’s signature on a treaty will immediately modify the characters
of the individuals whose national allegiance is thereby changed.
It may even happen—for example, in cases where a preliterate
native population is brought for the first time in contact with
Europeans—that, for some time after the shift, the two parties to
such a situation will behave in an exploratory or almost random

*For a discussion of the role played by ‘“change” and “ heterogeneity” in
melting-pot communities, cf. M. Mead; ® also F. Alexander.
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manner, each retaining its own norms and not yet developing any
special adjustments to the situation of contact. During this period,
we should still not expect any generalizations to apply to both
groups. Very soon, however, we know that each side does develop
special patterns of behavior to use in its contacts with the other.*
At this point, it becomes meaningful to ask what systematic terms
of relationship will describe the common character of the two
groups; and from this point on, the degree of common character
structure will increase until the two groups become related to each
other just as two classes or two sexes in a stable, differentiated
society.®

In sum, to those who argue that human communities show too
great internal differentiation or contain too great a random ele-
ment for any notion of common character to apply, our reply
would be that we expect such an approach to be useful (a) pro-
vided we describe common character in terms of the themes of
relationship between groups and individuals within the community,
and (b) provided that we allow sufficient time to elapse for the
community to reach some degree of equilibrium or to accept either
change or heterogeneity as a characteristic of their human en-
vironment.

Differences Which We May Expect between
National Groups

The above examination of “straw men” in the case against
“national character” has very stringently limited the scope of this
concept. But the conclusions from this examination are by no
means simply negative. To limit the scope of a concept is almost
synonymous with defining it.

* In the South Seas, those special modes of behavior which Europeans adopt
towards native peoples, and those other modes of behavior which the native
adopts towards Europeans, are very obvious. Apart from analyses of “pidgin”
languages, we have, however, no psychological data on these patterns. For a

description of the analagous patterns in Negro-white relationships, cf. J.
Dollard,* especially Chapter XII, Accommodation Attitudes of Negroes.
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We have added one very important tool to our equipment—the
technique of describing the common character (or the ‘“highest
common factor” of character) of individuals in a human commu-
nity in terms of bipolar adjectives. Instead of despairing in face
of the fact that nations are highly differentiated, we shall take the
dimensions of that differentiation as our clues to the national
character. No longer content to say, “Germans are submissive,” or
“Englishmen are aloof,” we shall use such phrases as “dominant-
submissive” when relationships of this sort can be shown to occur.
Similarly, we shall not refer to “the paranoidal element in Ger-
man character,” unless we can show that by “paranoidal” we mean
some bipolar characteristic of German-German or German-foreign
relationships. We shall not describe varieties of character by de-
fining a given character in terms of its position on a continuum
between extreme dominance and extreme submissiveness, but we
shall, instead, try to use for our descriptions some such continua
as “degree of interest in, or orientation towards, dominance-sub-
mission.”

So far, we have mentioned only a very short list of bipolar
characteristics : dominance-submission, succoring-dependence, and
exhibitionism-spectatorship. One criticism will certainly be upper-
most in the reader’s mind, that, in short, all three of these charac-
teristics are clearly present in all western cultures. Before our
method becomes useful, therefore, we must try to expand it to
give us sufficient scope and discriminatory power to differentiate
one western culture from another.

As this conceptual frame develops, no doubt, many further ex-
pansions and discriminations will be introduced. The present paper
will deal with only three such types of expansion.

ALTERNATIVES TO BIPOLARITY

When we invoked bipolarity as a means of handling differentia-
tion within society without foregoing some notion of common
character structure, we considered only the possibility of simple
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bipolar differentiation. Certainly this pattern is very common in
western cultures; take, for instance, Republican-Democrat, political
Right-Left, sex differentiation, God and the devil, and so on.
These peoples even try to impose a binary pattern upon phenomena
which are not dual in nature—youth vs. age, labor vs. capital,
mind vs. matter—and, in general, lack the organizational devices
for handling triangular systems ; the inception of any “third” party
is always regarded, for example, as a threat to our political organi-
zation. This clear tendency towards dual systems ought not, how-
ever, to blind us to the occurrence of other patterns.*

There is, for example, a very interesting tendency in English
communities towards the formation of ternary systems, such as
parents-nurse-child, king-ministers-people, officers-N.C.O.’s-pri-
vates.t While the precise motifs of relationship in these ternary
systems remain to be investigated, it is important to note that
these systems, to which I refer as “ternary,” are neither “simple
hierarchies” nor “triangles.” By a pure hierarchy, I should mean
a serial system in which face-to-face relations do not occur be-
tween members when they are separated by some intervening
member ; in other words, systems in which the only communica-
tion between A4 and C passes through B. By a triangle I should
mean a threefold system with no serial properties. The ternary
system, parent-nurse-child, on the other hand, is very different
from either of these other forms. It contains serial elements, but
face-to-face contact does occur between the first and the third

* The Balinese social system in the mountain communities is almost entirely
devoid of such dualisms. The ethological differentiation of the sexes is rather
slight; political factions are completely absent. In the plains, there is a dualism
which has resulted from the intrusive Hindoo caste system, those with caste
being discriminated from those without caste. At the symbolic level (partly as
a result of Hindoo influence) dualisms are much more frequent, however, than
they are in the social structure (e.g., Northeast vs. Southwest, Gods vs. demons,
symbolic Left vs. Rights, symbolic Male vs. Female, etc.).

T A fourth instance of this threefold pattern occurs in some great public
schools (as in Charterhouse), where the authority is divided between the
quieter, more polished, intellectual leaders (“monitors”) and the rougher,

louder, athletic leaders (captain of football, head of long room, etc.), who have
the duty of seeing to it that the “fags” run when the monitor calls,
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members. Essentially, the function of the middle member is to in-
struct and discipline the.third member in the forms of behavior
which he should adopt in his contacts with the first. The nurse
teaches the child how to behave towards its parents, just as the
N.C.O. teaches and disciplines the private in how he should be-
have towards officers. In psychoanalytic terminology, the process
of introjection is done indirectly, not by direct impact of the
parental personality upon the child.* The face-to-face contacts
between the first and third members are, however, very important.
We may refer, in this connection, to the vital daily ritual in the
British Army, in which the officer of the day asks the assembled
privates and N.C.O.’s whether there are any complaints.

Certainly, any full discussion of English character ought to
allow for ternary, as well as bipolar patterns.

SYMMETRICAL MOTIFS

So far, we have considered only what we have called “comple-
mentary”’ patterns of relationship, in which the behavior patterns
at one end of the relationship are different from, but fit in with,
the behavior patterns at the other end (dominance-submission,
etc.). There exists, however, a whole category of human inter-
personal behavior which does not conform to this description. In
addition to the contrasting complementary patterns, we have to
recognize the existence of a series of symmetrical patterns, in
which people respond to what others are doing by themselves
doing something similar. In particular, we have to consider those
competitive 7 patterns in which individual or group A is stimu-

*For a general discussion of cultural variants of the Oedipus situation and
the related systems of cultural sanctions, cf. M. Mead;* also G. Roheim.*

+ The term “co-operation,” which is sometimes used as the opposite of “com-
petition,” covers a very wide variety of patterns, some of them symmetrical and
others complementary, some bipolar and others in which the co-operating in-
dividuals are chiefly oriented to some personal or impersonal goal. We may
expect that some careful analysis of these patterns will give us vocabulary for

describing other sorts of national characteristics. Such an analysis cannot be
attempted in this paper.
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lated to more of any type of behavior by perceiving more of that
same type of behavior (or greater success in that type of behavior)
in individual or group B.

There is a very profound contrast between such competitive
systems of behavior and complementary dominance-submission
systems—a highly significant contrast for any discussion of na-
tional character. In complementary striving, the stimulus which
prompts A4 to greater efforts is the relative weakness in B; if we
want to make A subside or submit, we ought to show him that B
is stronger than he is. In fact, the complementary character struc-
ture may be summarized by the phrase “bully-coward,” implying
the combination of these characteristics in the personality. The
symmetrical competitive systems, on the other hand, are an almost
precise functional opposite of the complementary. Here the stimu-
lus which evokes greater striving in A4 is the vision of greater
Strength or greater striving in B; and, inversely, if we demon-
strate to A4 that B is really weak, A4 will relax his efforts.

It is probable that these two contrasting patterns are alike avail-
able as potentialities in all human beings; but clearly, any
individual who behaves in both ways at once will risk internal
confusion and conflict. In the various national groups, conse-
quently, different methods of resolving this discrepancy have
developed. In England and in America, where children and adults
are subjected to an almost continuous barrage of disapproval
whenever they exhibit the complementary patterns, they inevitably
come to accept the ethics of “fair play.” Responding to the chal-
lenge of difficulties, they cannot, without guilt, kick the under-
dog.* For British morale Dunkirk was a stimulus, not a
depressant.

In Germany, on the other hand, the same clichés are apparently
lacking, and the community is chiefly organized on the basis of a

* It is, however, possible that in certain sections of these nations, comple-
mentary patterns occur with some frequency—particularly among groups who

have suffered from prolonged insecurity and uncertainty, e.g., racial minorities,
depressed areas, the Stock Exchange, political circles, etc.
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complementary hierarchy in terms of dominance-submission. The
dominance behavior is sharply and clearly developed; yet the pic-
ture is not perfectly clear and needs further investigation. Whether
a pure dominance-submission hierarchy could ever exist as a stable
system is doubtful. It seems that in the case of Germany, the
submission end of the pattern is masked, so that overt submissive
behavior is almost as strongly tabooed as it is in America or
England. In place of submission, we find a sort of parade-ground
impassivity.

A hint as to the process by which the submissive role is modi-
fied and rendered tolerable comes to us out of the interviews in a
recently begun study of German life histories.* One German sub-
ject described how different was the treatment which he, as a boy,
received in his South German home, from that which his sister
received. He said that much more was demanded of him; that his
sister was allowed to evade discipline ; that whereas he was always
expected to click his heels and obey with precision, his sister was
allowed much more freedom. The interviewer at once began to
look for intersex sibling jealousy, but the subject declared that
it was a greater honor for the boy to obey. “One doesn’t expect
too much of girls,” he said. “What one felt they (boys) should
accomplish and do was very serious, because they had to be pre-
pared for life.”” An interesting inversion of noblesse oblige.

COMBINATIONS OF MOTIFS

Among the complementary motifs, we have mentioned only
three—dominance-submission, exhibitionism-spectatorship, and
succorance-dependence—but these three will suffice to illustrate
the sort of verifiable hypotheses at which we can arrive by de-
scribing national character in this hyphenated terminology.¥

* G. Bateson, unpublished research for the Council on Human Relations.

t For a fuller study, we ought to consider such other motifs as aggression-
passivity, possessive-possessed, agent-tool, etc. And all of these motifs will
require somewhat more critical definition than can be attempted in this paper.
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Since, clearly, all three of these motifs occur in all western cul-
tures, the possibilities for international difference are limited to
the proportions and ways in which the motifs are combined. The
proportions are likely to be very difficult to detect, except where
the differences are very large. We may be sure ourselves that
Germans are more oriented towards dominance-submission than
are Americans, but to demonstrate this certainty is likely to be
difficult. To estimate differences in the degree of development of
exhibitionism-spectatorship or succorance-dependence in the vari-
ous nations will, indeed, probably be quite impossible.

If, however, we consider the possible ways in which these
motifs may be combined together, we find sharp qualitative differ-
ences which are susceptible of easy verification. Let us assume
that all three of these motifs are developed in all relationships in
all Western cultures, and from this assumption go on to consider
which individual plays which role.

It is logically possible that in one cultural environment 4 will
be dominant and exhibitionist, while B is submissive and specta-
tor; while in another culture X may be dominant and spectator,
while V is submissive and exhibitionist.

Examples of this sort of contrast rather easily come to mind.
Thus we may note that whereas the dominant Nazis preen them-
selves before the people, the czar of Russia kept his private ballet,
and Stalin emerges from seclusion only to review his troops. We
might perhaps present the relationship between the Nazi Party
and the people thus:

Party People
Dominance Submission
Exhibitionism Spectatorship

while the czar and his ballet would be represented :

Czar Ballet

Dominance Submission
Spectatorship Exhibitionism
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Since these European examples are comparatively unproved, it
is worthwhile at this point to demonstrate the occurrence of such
differences by describing a rather striking ethnographic difference
which has been documented more fully. In Europe, where we tend
to associate succoring behavior with social superiority, we con-
struct our parent symbols accordingly. Our God, or our king, is
the “father” of his people. In Bali, on the other hand, the gods are
the “children” of the people, and when a god speaks through the
mouth of a person in trance, he addresses anyone who will listen
as ‘‘father.” * Similarly, the rajah is sajanganga (“‘spoilt” like a
child) by his people. The Balinese, further, are very fond of put-
ting children in the combined roles of god and dancer; in myth-
ology, the perfect prince is polished and narcissistic. Thus the
Balinese pattern might be summarized thus:

High Status Low Status
Dependence Succoring
Exhibitionism Spectatorship

And this diagram would imply, not only that the Balinese feel
dependence and exhibitionism and superior status to go naturally
together, but also that a Balinese will not readily combine succor-
ing with exhibitionism (that is, Bali completely lacks the ostenta-
tious gift-giving characteristic of many primitive peoples) or will
be embarrassed if forced by the context to attempt such a com-
bination.

Although the analogous diagrams for our Western cultures
cannot be drawn with the same certainty, it is worthwhile to at-
tempt them for the parent-child relationships in English, Ameri-
can, and German cultures. One extra complication must, however,
be faced; when we look at parent-child relationships instead of at
relationships between princes and people, we have to make specific
allowance for the changes in the pattern which occur as the child
grows older. Succorance-dependence is undoubtedly a dominant

* M. Mead and G. Bateson, unpublished researches.



MORALE AND NATIONAL CHARACTER 87

motif in early childhood, but various mechanisms later modify
this extreme dependence, to bring about some degree of psycho-
logical independence.

The English upper- and middle-class system would be repre-
sented diagrammatically thus:

Parents Children
Dominance Submission (modified by “ternary” nurse sys-
tem)
Succoring Dependence (dependence habits broken by sepa-

ration—children sent to school)
Exhibitionism  Spectatorship (children listen silently at meals)

In contrast with this, the analogous American pattern seems to
be:

Parents Children
Dominance (slight) Submission (slight)
Succoring Dependence
Spectatorship Exhibitionism

And this pattern differs from the English not only in the reversal
of the spectatorship-exhibitionism roles, but also in the content of
what is exhibited. The American child is encouraged by his par-
ents to show off his independence. Usually the process of psycho-
logical weaning is not accomplished by sending the child away to
a boarding school; instead, the child’s exhibitionism is played off
against his independence, until the latter is neutralized. Later,
from this beginning in the exhibition of independence, the indi-
vidual may sometimes go on in adult life to show off succorance,
his wife and family becoming in some degree his “‘exhibits.” -
Though the analogous German pattern probably resembles the
American in the arrangement of the paired complementary roles,
certainly it differs from the American in that the father’s domi-
nance is much stronger and much more consistent, and especially
in that the content of the boy’s exhibitionism is quite different. He
is, in fact, dominated into a sort of heel-clicking exhibitionism
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which takes the place of overt submissive behavior. Thus, while
in the American character exhibitionism is encouraged by the
parent as a method of psychological weaning, both its function
and its content are for the German entirely different.

Differences of this order, which may be expected in all Euro-
pean nations, are probably the basis of many of our naive and
often unkind international comments. They may, indeed, be of
considerable importance in the mechanics of international rela-
tions, in as much as an understanding of them might dispel some
of our misunderstandings. To an American eye, the English too
often appear “‘arrogant,” whereas to an English eye the American
appears to be “boastful.” If we could show precisely how much
of truth and how much of distortion is present in these impres-
sions, it might be a real contribution to interallied co-operation.

In terms of the diagrams above, the “arrogance” of the Eng-
lishman would be due to the combination of dominance and exhi-
bitionism. The Englishman in a performing role (the parent at
breakfast, the newspaper editor, the political spokesman, the lec-
turer, or what not) assumes that he is also in a dominant role—
that he can decide in accordance with vague, abstract standards
what sort of performance to give—and the audience can “take it
or leave it.” His own arrogance he sees either as “natural” or as
mitigated by his humility in face of the abstract standards. Quite
unaware that his behavior could conceivably be regarded as a com-
ment upon his audience, he is, on the contrary, aware only of
behaving in the performer’s role, as he understands that role. But
the American does not see it thus. To him, the “arrogant” behav-
ior of the Englishman appears to be directed against the audience,
in" which case the implicit invocation of some abstract standard
appears only to add insult to injury.

Similarly, the behavior which an Englishman interprets as
“boastful” in an American is not aggressive, although the Eng-
lishman may feel that he is being subjected to some sort of invidi-
ous comparison. He does not know that, as a matter of fact,
Americans will only behave like this to people whom they rather
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like and respect. According to the hypothesis above, the “boast-
ing” pattern results from the curious linkage whereby exhibition
of self-sufficiency and independence is played off against over-
dependence. The American, when he boasts, is looking for ap-
proval of his upstanding independence ; but the naive Englishman
interprets this behavior as a bid for some sort of dominance or
superiority.

In this sort of way, we may suppose that the whole flavor of
one national culture may differ from that of another, and that
such differences may be considerable enough to lead to serious
misunderstandings. It is probable, however, that these differences
are not so complex in their nature as to be beyond the reach of
investigation. Hypotheses of the type which we have advanced
could be easily tested, and research on these lines is urgently
needed.

National Character and Awmerican Morale

Using the motifs of interpersonal and intergroup relationship
as our clues to national character, we have been able to indicate
certain orders of regular difference which we may expect to find
among the peoples who share our western civilization. Of neces-
sity, our statements have been theoretical rather than empirical;
still, from the theoretical structure which we have built up, it is
possible to extract certain formulas which may be useful to the
builder of morale.

All of these formulas are based upon the general assumption
that people will respond most energetically when the context is
structured to appeal to their habitual patterns of reaction. It is not
sensible to encourage a donkey to go up hill by offering him raw
meat, nor will a lion respond to grass.

A. Since all western nations tend to think and behave in bipolar
terms, we shall do well, in building American morale, to think of
our various enemies as a single hostile entity. The distinctions
and gradations which intellectuals might prefer are likely to be
disturbing.
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B. Since both Americans and English respond most energeti-
cally to symmetrical stimuli, we shall be very unwise if we soft-
pedal the disasters of war. If our enemies defeat us at any point,
that fact ought to be used to the maximum as a challenge and a
spur to further effort. When our forces have suffered some re-
verse, our newspapers ought to be in no hurry to tell us that
“enemy advances have been checked.” Military progress is always
intermittent, and the moment to strike, the moment when maxi-
mum morale is needed, occurs when the enemy is solidifying his
position and preparing the next blow. At such a moment, it is not
sensible to reduce the aggressive energy of our leaders and peo-
ple by smug reassurance.

C. There is, however, a superficial discrepancy between the
habit of symmetrical motivation and the need for showing self-
sufficiency. We have suggested that the American boy learns to
stand upon his own feet through those occasions in childhood
when his parents are approving spectators of his self-sufficiency.
If this diagnosis is correct, it would follow that a certain bubbling
up of self-appreciation is normal and healthy in Americans and
is perhaps an essential ingredient of American independence and
strength.

A too-literal following of the formula above, therefore, a too-
great insistence upon disasters and difficulties, might lead to some
loss of energy through the damming up of this spontaneous exub-
erance. A rather concentrated diet of “blood, sweat, and tears”
may be good for the English; but Americans, while no less de-
pendent upon symmetrical motivation, cannot feel their oats when
fed on nothing but disaster. Our public spokesmen and newspaper
editors should never soft-pedal the fact that we have a man-sized
job on our hands, but they will do well to insist also that America
is a man-sized nation. Any sort of attempt to reassure Americans
by minimizing the strength of the enemy must be avoided, but
frank boasts of real success are good.

D. Because our vision of the peace is a factor in our warmaking
morale, it is worthwhile to ask at once what light the study of
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national differences may throw upon the problems of the peace
table.

We have to devise a peace treaty, (a) such that Americans and
British will fight to achieve it, and (b) such that it will bring out
the best rather than the worst characteristics of our enemies. If
we approach it scientifically, such a problem is by no means be-
yond our skill.

The most conspicuous psychological hurdle to be negotiated, in
imagining such a peace treaty, is the contrast between British and
American symmetrical patterns and the German complementary
pattern, with its taboo on overt submissive behavior. The allied
nations are not psychologically equipped to enforce a harsh treaty;
they might draw up such a treaty, but in six months they would
tire of keeping the underdog down. The Germans, on the other
hand, if they see their role as “submissive,” will not stay down
without harsh treatment. We have seen that these considerations
applied even to such a mildly punitive treaty as was devised at
Versailles; the allies omitted to enforce it, and the Germans re-
fused to accept it. It is, therefore, useless to dream of such a treaty,
and worse than useless to repeat such dreams as a way of raising
our morale now, when we are angry with Germany. To do that
would only obscure the issues in the final settlement.

This incompatibility between complementary and symmetrical
motivation means, in fact, that the treaty cannot be organized
around simple dominance-submissive motifs; hence we are forced
to look for alternative solutions. We must examine, for example,
the motif of exhibitionism-spectatorship—what dignified role is
each of the various nations best fitted to play ?>—and that of suc-
coring-dependence—in the starving postwar world, what motiva-
tional patterns shall we evoke between those who give and those
who receive food? And, alternative to these solutions, we have
the possibility of some threefold structure, within which both
the allies and Germany would submit, not to each other, but to
some abstract principle.












CHAPTER VI

Children Are Important to Morale

LOIS BARCLAY MURPHY Sarah Lawrence College

tatorship has come because democracy has failed. In the

United States we claim that it has not failed. The proof of
whether we are right or wrong will come in the next five or ten
or twenty-five years. And when it comes, the answer will depend
in large part on the physical and mental health of our people and
on the satisfactions in living which they have as members of a
democracy; these are the basic conditions which underlie effective
work in time of peace, and strength in war.

We know now that the physical and mental health of adults
their capacity for a satisfying life, is directly related to their
earlier childhood experiences. What isthe actual situation here
today among adults in the United States?

At present, democracy is carrying a load of several million
“unemployables” in addition to more than a million psychotics
and neurotics requiring special institutional or private medical
care. These figures do not tell us how many more vulnerables
there are, people who will break down under the more severe
strains we have ahead. Such groups weaken our democracy.

At a more subtle level, there are thousands of compulsive, re-
bellious, neurotically power-driven personalities who contribute
to irrational and unproductive hostility between class, race, re-
ligious, and working groups. These groups are incapacitated for
genuinely democratic life. They further weaken our democracy.

Other millions have inadequate wages, the housing of poverty,
bad work conditions. These people have little basis for feeling
that democracy has succeeded and little energy for making a
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SOME believe that the struggle between democracy and dic-
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sound contribution to its further development. Improved housing,
more recreation, more food (including vitamins and minerals)
can go far toward increasing their satisfactions, their health, and
their faith.

Today’s Children Our Postwar Citizens

But attention to adults and to economic problems alone is not
enough. The roots of many of these adult difficulties in the fu-
ture lie in basic experiences of children today—experiences of
frustration and insecurity that are producing unsocial, distorted
personalities maturing into inadequate adulthood year by year.
Nationwide records of children’s problems likely to present haz-
ards to a democracy five, ten, fifteen years from now do not exist.
We do have some clues to trends, based on studies of samples at
different levels. It is also true that the Social Security Act has
made possible important advances in the care of dependent and
crippled children, children “in danger of becoming delinquent,”
and in giving aid to the states for maternal and child health
services. These are all aimed at the correction of obvious “break-
down” situations, but they are pitifully inadequate to meet the
needs of children over the country. For instance, the appropria-
tion of $1,510,000 authorized for grants to states for welfare
services for the protection and care of homeless, dependent, and
neglected children and those in danger of becoming delinquent
would not be adequate to do what is needed for New York City
alone, with its current depression crop of delinquents. We must
also look to the basic experiences of children not at the point of
breakdown into delinquency or physical symptoms. We have been
too long content with trying to correct conditions after breakdown
occurs instead of planning for physical and mental health. We
pay no attention to less dramatic forms of unsocial distorted per-
sonality maturing into inadequate adulthood year by year.

W.P.A. nursery-school teachers, for example, frequently find
two types of personality patterns appearing in reaction to eco-
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nomic insecurity and inadequate parental love and attention. They
report the withdrawn, shy, anxious, “shut-in” child, the youngster
who cannot make adequate contacts with other children, who is
likely always to have difficulty as a member of a social group—
unless he can get help. The existence of such a type gives us con-
cern because life in the United States becomes each year more
and more a life of co-operating in the group. The isolated indi-
vidualist finds less acceptance of his eccentricities than he did in
pioneer days. W.P.A. teachers also report the hyperactive, aggres-
sive child, the youngster who reacts to frustration by a compulsive
effort to “get his.” This type of child, as an adult, will be an even
greater threat to democracy, for he is the potential “slave driver”
or gangster—unless his needs as a child can be better met.

In addition to these two marked types of reaction to frustration
and insecurity, W.P.A. teachers report other patterns: rigidity,
dependence on adults, repression of individual spontaneity. We
must add to these the sapping of physical strength. For there are
many children who respond to insecurity, not in terms of unsocial
behavior (either excessively withdrawn or excessively aggressive)
and not in terms of diminished creativeness. These children show
physical symptoms which take their toll in strength: gastric dis-
orders, allergies, organic weaknesses resulting from prolonged
and excessive emotional strain; or emotional reactions of a more
extreme character leading to an actual break with reality.

Other clues to trends come from preschool children with supe-
rior backgrounds. Among 70 such youngsters in one group, all
averaging well above norms for height and weight, 10 per cent
presented extreme personality deviations which made happy ad-
justment to normal group life at any subsequent period unlikely
unless special help, in most cases involving psychiatric work
with the child, was made available. In order to make this point
more concrete, I will illustrate a few instances of these extreme
personality deviations.

Albert was the son of ambitious parents, his father a business
man, his mother an actress. His mother had been ill most of his
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first year, and he was cared for by a series of maids all of whom
were very repressive; the last and longest one kept him in his
carriage except when he was in his own room, until the age of
two. By that time he was afraid to set foot on anything but his
own linoleum floor. By the time he was three, his mother realized
that he did not behave quite like other boys of his age: his speech
was limited, he did not play as other children did, he seemed to be
in a daze much of the time, talked in a strained unreal voice, was
unresponsive to adults; the few contacts he had with other chil-
dren were apt to end in biting or in some other aggressive attack.
Taken to a clinic, he was found to have an intelligence quotient
of about 65. When he was brought to nursery school, it was im-
possible for him to be kept in a large group of 25 children because
of the violence of his aggression toward them; and also because
of the obvious need for affectionate attention from one insightful
adult who could give him a great deal of time. Experts who ob-
served him considered his withdrawal to be schizophrenic in char-
acter and were dubious about the outcome. As a result of carefully
planned companionship and supervision, however, including a long
period of encouragement to enjoy the explorations, aggression,
and primitive messing and manipulative experiences that had been
so severely repressed for so long, he began to play in the crude
way that a younger child would, then learned some of the controls
that children usually acquire in the period between three and six,
and gained better contacts with other children. At eight his intelli-
gence quotient is 116, and although he is still a slightly odd child,
he is within the range of children who can participate in normal
life.

Bernice, a little girl of ten, has had a somewhat similar develop-
ment; brought up literally with rubber gloves, if not with kid
ones, by oversensitive parents who conscientiously obeyed the in-
junction never to kiss or hug their baby, she was a lonely with-
drawn child at three in nursery school and even at six was still
remote from other children. She would play in parallel fashion,
moving in a dreamlike way, unconscious of the lack of integration
of her activity with that of the rest. Her writing was shadowy
and vague, and she seemed unable to do anything that involved
physical pressure or give and take. Probably because there was no
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aggression in her case, parents were loath to accept psychiatric
help, and it is an open question whether the wholesome under-
standing of her present teachers can alone help her enough.

These are two instances of the “extreme personality deviations”
which make the outlook for future adjustment very grim, if chil-
dren are not given help during the early years when personality is
still flexible, reachable, and capable of responding to guidance.

Another type, more familiar perhaps through the child-guidance
literature because of his obvious predelinquent behavior, is George.
With both parents working at low-paid jobs to earn enough for
a decent home, he resented the lack of attention from those closest
to him and, feeling frustrated, began to steal before the age of
six; this at least brought him some attention. Actually more likely
to obtain help because of the obviousness of his problem, he is
probably also more likely, with this help, to develop soundly than
either of the two withdrawn children first described.

In addition to the 10 per cent of this preschool group who
showed extreme personality deviations, approximately another
10 per cent showed reaction patterns of aggression or repressed
“shut-in” behavior which jeopardize their future health, creative-
ness, and capacity for stable relations with people. Often neither
parents nor teachers know how to help these children; their com-
pulsiveness or withdrawal makes them inaccessible to everyday
contact.

This “serious 20 per cent” should not be confused with the wide-
spread incidence of early childhood “problems,” such as ordinary
insecurities, fears, temper tantrums, nervous habits. Although
estimates of the incidence of problems of this sort run as high as
60 per cent of nursery-school children, many of these are “out-
grown’ if the child has understanding guidance during early and
later childhood. Often they are less important than parents think,
frequently being natural concomitants of growth and periods of
getting adjusted to social life. Parents can sometimes help best
simply by not worrying about them; but the more serious per-
sonality distortions are not so easily outgrown,
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Developmental Hazards that Can Be Avoided

In upper-class groups many of the more serious patterns are due
to developmental hazards also, but it must be stressed that these
are not inevitable hazards; they are simply ones that are now
common : ‘

1. Unsatisfactory experiences with early nourishment. Our
mental picture of the young baby affectionately supported in his
mother’s arms while he nurses at her breast is rapidly coming to
be a picture of a myth. In one upper middle-class group only one-
sixth of the children were nursed two months or longer. Some
mothers, to be sure, make the feeding experience a happy one
when the child is bottle-fed; but bottle-feeding often means a
mechanical and sometimes frustrating experience.

2. Isolation. Today we often leave our youngsters alone in cribs
or playpens for most of the first eighteen months. Children need
companionship, play, and the stimulus of being sung or read to
during infancy if they are to grow into happy social relationships.
Both in upper middle-class groups and in groups where mothers
help support the family, babies may be left alone a large part of
their waking hours, deprived of the stimulus and experience that
make human contact familiar and satisfying.

3. Constriction of activities and excessive discipline. We stop
our children from exploring, from handling things, from playing
with mud and with dough during the normal stage of expanding
contact with objects and materials from eight months to three
years. Such restriction is often the later counterpart of extremely
rigorous or forced toilet training in the first year. The total pat-
tern is based on excessive concern with order.

4. Inadequate emotional experience. Our young ones lack con-
tact with other children or adults from six months to three years.
The result is sometimes emotional starvation and often, as a part
of it, a sense of lack of love. This comes from all three of the com-
mon deprivations just discussed but it is also a result of a fear of
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love, and a dependence on “objective” techniques of bringing up
children advocated by certain “experts.” Children need loving.

In upper-class groups some of this situation can be corrected by
a changed emphasis in parental education or by parental release-
therapy which will stimulate parents to feel and express more
affection for children. But even well-to-do communities seldom
have adequate provision for guidance or correction of serious
problems such as those included in the “‘serious 20 per cent” re-
ferred to above—the children with anxiety, phobias, withdrawal
patterns of a severe sort.

Economic Factors in Personality Development

In underprivileged groups, economic and emotional insecurity
reinforce each other. There is little compensation to offset the ex-
pected early anxieties. Active help is needed here if our next gen-
eration is to be strong, courageous, and capable of participating in
a satisfactorily democratic life.

Look at the facts: There are over thirty million children under
14 in our country. Nearly two-thirds of them grow up in families
with incomes of less than $1500 a year. Several million of them,
the children of sharecroppers, of migrant workers, of our rural
and city relief groups, grow up in families with less than $500 a
year !

For these children adequate food and companionship with warm,
sustaining, interested healthy parents is impossible. To be sure, the
odds against the poor child are not 100 per cent all of the time.
Some of these parents can maintain a level of devotion and under-
standing in the face of extreme deprivation which actually gives a
few of their children more emotional security than the offspring
of compulsive upper-class parents. But the number is few. America
must face the fact that many of these parents are too exhausted,
too embittered, too hungry, too tired to have anything to give a
child.

Great progress has been made in decreasing the death rate and
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improving the health of young children. Yet almost half of the
sick children in small towns in families with incomes of less than
$1000 a year receive 1o care from a doctor. Several million school-
age children have uncorrected eye defects and other difficulties.
And yet we are much further advanced in physical care than we
are in mental hygiene and care of children.

Let us look at what nursery-school teachers report about the
experiences of children in different sections of the country. It is
important, we must admit at the outset, not to neglect the important
values for small children in the warmth of foreign-born parents
who are as yet unimpressed by the emphasis on routines char-
acteristic of many groups. This reassuring affection, even when it
accompanies rather extreme domination, is one of the chief sources
of wholesome development of children in lower economic groups.
But the “poor little rich girl” philosophy must not blind us to the
grimmer aspects of child development in some working groups.

At one extreme, teachers have repeatedly recorded the anxiety
and distorted personalities that are bred in the migratory camps.
“Burrell feels very keenly the stigma of living in a tent.” “The
children from the oldest to the youngest seem to feel that they
do not have the sort of clothes that other children have. Their
shaggy uncut hair damps their personalities.” “Living on a plat-
form with a tent over it does away with all privacy. There are no
yards to play in; consequently all children have the run of the camp
from daylight to dark.” “Mary misses a home—a house. Every
day spent in a tent seems to take something from her happiness
and sense of security. The constant talk of moving, of being ‘sent
on’ keeps her in a state of turmoil at home, and this is bound to
reflect in her school life.” “Betty feels her whole life is insecure.
She cannot forget the ordeal of the trip from Missouri in a flimsy
old car, begging for food and for gasoline. She often says, ‘We
have to move pretty soon. We ain’t got nothin’ for keeps.” ”

Records from mill and factory towns are scarcely less extreme:
“Eldora, a shy, sad little girl, refused to eat except with her fin-
gers. We made a home call and found the children ate with their
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fingers in the home because of the total lack of silverware.” The
little home had practically no furnishings of any kind. “The
parents work and leave the children with relatives”—or someone
else. “These children do not have . . . their parents at home with
them to supervise their play, singing, or storytelling. At a very
early age these children have been left to play by themselves, or
in the streets with other children.”

It is not surprising that experiences like this breed behavior like
the following:

From the migratory camps in California:

Mary-Faye seemed rather stealthy and sullen during her first
months at school. She did not care for vegetables and would slyly
throw them under the table. She had a great aversion to colored
children and showed it at all times. Her attitude toward adults was
guarded, and when corrected, very sullen. Yet she was very sensi-
tive and cried easily when thwarted.

Margaret cried very easily and was backward and shy. She had
long hair which hung in bangs that made her appear repulsive.
She clung closely to her older brother and screamed whenever he
moved from her side.

Loice-T.ee’s attitude when first seen seemed to be one of fear of
punishment. Each time an adult neared him he dodged and rolled
his eves. Sometimes he would throw up his hands to guard his
head. There is some inner force which seems to drive him con-
stantly.

Merelene’s behavior was one of extreme antagonism. She was
given to temper tantrums at the slightest provocation, throwing
herself upon the floor, screaming, pulling her hair, swearing.

Perry was extremely timid, afraid of everyone. He hid from
children. He became totally negative, sulked, cried, refused food,
resisted bed. Many days he was completely exhausted, even ill.

Carl cried a great deal, was negative, fatigued, had food prob-
lems. He undressed before children to attract their attention. His
mother said he never masturbated at home for she had threatened
to cut off his penis if she ever caught him. He threatened every-
one with death and jail.

Warren was antagonistic toward everyone. He didn’t want any-
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one around him. When a child approached, he struck at the child.
He grabbed toys from children, and when they cried, he laughed
contentedly. A real bully.

From factory towns in Ohio:

Dottie was easily fatigued, underweight, undernourished. She
was passive with both children and adults. She was carried into
the room because she was too weak to walk. She immediately sat
down on the floor and never attempted to get up unless moved.
When given a doll she held the doll in her arms but made no at-
tempt to play with it.

Billy was a nervous highstrung child. . . . While resting he
would roll from side to side on his cot. One day as a result of his
rolling his cot fell. He became rigid with fright. When approached

by an adult Billy would hold both hands over his ears. . . . Many
times he would sit quietly without moving until told to change his
position.

Connie was very shy and showed much sullenness and hostility
and was very helpless.

Glen spent his first months in nursery school under great re-
straint, having nothing to do with either teachers or children. He
refused his medical examination each morning, clinging to his
mother and crying. He refused to eat. He was very shy and
nervous.

Cliffy seemed completely passive, he would not even watch
other children; he would soil his pants daily even though placed
on the toilet at intervals.

Nursery school teachers in the W.P.A. nurseries find that even
such difficult behavior as we have described yields in a few weeks
or months, or sometimes in a year or two, to the stable friendly
understanding of a teacher and group life with children. Con-
cretely:

After about four months Glen is getting over his shyness. We
think that being out of the one room in which he lived (sic) and
associating with other children in Nursery School where there are
people of a happy frame of mind, has changed his attitude.

By the end of the year Dottie “was more independent.” Does
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not like to be helped and likes praise when she does well. When
she washes and combs her hair, she usually remarks, “Now I look
pretty, don’t 17"

Billy has undergone an extreme change in behavior. From a
tense, nervous, and dependent little boy he has gained initiative
and independence to a certain degree.

It should be a matter of simple common sense to begin with the
children, not only to organize their enthusiasm and faith but to
plan for the development of bodies, personalities, and attitudes
that will, from the cradle, give strength to our nation. What are
we in America doing to build a wholesome morale? Are we meet-
ing the needs of early childhood in a way that will insure sound
bodies and healthy minds, five, ten, twenty-five years from now?

Urgent Need for Greatly Extended Services

W.P.A. nursery schools for children from two to five have pro-
vided social contacts, shelter and supplementary food for a limited
group of children at this level. These schools must be extended.
They need more adequate equipment, they need more food and
vitamins, their teachers need more training, and psychiatric guid-
ance needs to be made available. At present the teachers have little
or no expert help for children with serious psychological or be-
havior problems. Understaffed, they do not have the time to give
children the extra loving and extra friendly attention they so
sorely need.

Nothing, virtually, is being done for children too young to go
to nursery school. Because of this fact, serious psychological and
behavioral difficulties are established before the children come to
the few nursery schools we have. Infants and even somewhat older
children who are still too young for nursery school are often cared
for by young girls of doubtful responsibility and understanding.
In some families where mothers must work, there is a “new girl
every week or so,” so that the baby has no continuous love or
security in his earliest relationships.
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Between the few who are cared for in W.P.A. nursery schools
and the still fewer who are able to afford private nursery schools,
there is a great gap. As a minimum step toward future safety we
must supplement our W.P.A. schools by schools which would be
available for working mothers generally. These would be public
nursery schools available to all and not just to families on relief.

Is it too much for America to provide enough schools with the
kind of equipment which meets the developmental needs of young
children, and which would serve food, supplemented with vitamins,
so that these youngsters can have a chance to grow to be strong?

Is it too much for America to plan also so that her working
mothers are enabled to stay at home and care for their young
children, at least through a generous nursing period, so that chil-
dren need not start their lives deprived of their first experiences
with love and people?

Is it too much for America to provide at least regional child
guidance workers who could consult with teachers in W.P.A. and
our new needed supplementary schools, helping them with therapy
and providing psychiatric consultation for extreme cases?

Is it too much for America to carry out a nationwide survey of
children’s problems, to get the facts on the emotional needs of
young children, so that we at least can have a basis for knowing
what steps we must take if, on the morale front, we are to produce
children equipped by personality to be democrats in the years of
their lives still to come?

A Census of Young Children’s Needs

One inevitable reply to these questions may be: But do we know
enough to make wise plans for young children? Do we know who
needs help most, or how it can best be given? I have to admit that
we don’t, in detail, although the large outlines are clear. Intensive
studies of individual children have been undertaken only by a few
groups, such as child-guidance groups reporting on delinquents;
welfare agencies; and the child-study centers at the universities of
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California, Minnesota, Iowa, and a few colleges like Harvard,
Yale, Antioch, Sarah Lawrence, Smith, and Vassar. These studies
have provided material for the most part on metropolitan chil-
dren; we do not know enough about the typical problems resulting
from pressures among rural children, or children in small in-
dustrial and mining towns. The records which I quoted from
W.P.A. teachers were part of a small spontaneous co-operative
project to which these teachers gave time voluntarily. They surely
indicate the need for more adequate information about children
and the developmental hazards to which they are exposed. A
census of children with an appraisal of developmental status in
terms of health, growth, and mental hygiene is just as important
as a census of manpower in this country, for the census of children
is a census of future adjusted, delinquent, hospitalized citizens.
Such a census should provide information regarding the areas
where medical help and mental hygiene are most needed, and
should be accompanied by a census of those workers (social
psychiatric workers, clinically trained psychologists, psychiatrically
trained pediatricians) able to see the child as a growing person.

The basic ideas implicit in what I am saying are implicit also in
much of the current literature in the field of orthopsychiatry and
pediatrics. Dr. Benjamin Spock and Dr. Margaret Fries have
given special attention to the need for an integrated health and
mental-hygiene approach to children on a nationwide scale. The
obstacles, if we wait for the initiative of individual communities,
are the inevitable obstacles of lack of funds, and of the cultural
lag which means that by slow intellectual osmosis it would take
a generation or two to make people aware that emotional vitamins
are just as important as the food vitamins we have been educated
to over the past twenty-five years. Can we afford to indulge cul-
tural lag? The skeptic will say that the public is not ready. But
where the public has been given a chance—as in the instances of
the child-guidance centers in New Hampshire, in Harrisburg,
Pennsylvania, in Walworth County, Wisconsin, and other centers
described in recent issues of the monthly bulletin of the Children’s
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Bureau, The Child—the public has been responsive. Parents are
not so slow to welcome real help for children as we sometimes
think. The same forces that have turned the nation into a tooth-
brush-conscious country and that send children to high school “so
they’ll be able to have a better job than I have” will be ready to
welcome workers who know how not only to help children be
happy, but to grow up into healthy-minded citizens of our de-
mocracy.

Education for Democratic Living in Groups

In addition to these gross problems which will determine the
ability of these children to swim, rather than sink, as adults in
any future structure which our society may have, there are also
important questions to be raised about the kinds of preparation
which children are receiving for participation in a democratic
society when they become adults. At present, the number of family
units is increasing at the same time that the number of children
per family is decreasing. This creates changes in family structure,
with direct implications for the type of relationships which chil-
dren will have, their emotional experience, amount of practice in
carrying responsibility, sharing of work activities, and adapting to
varying personalities. It is a widespread pattern in middle- and
upper-class families for infants to be almost completely isolated
during a large part of the waking day, hygienically protected from
infection, usually by limiting contacts both with adults and with
other children to a minimum. Such early experiences of isolation,
of restricted contacts and activities, are probably major factors in
the slow and tedious adjustment to social life in preschool and
early school years. Russia has recognized the relation of early
socialization to later capacity for social participation. Anthro-
pologists, such as Margaret Mead, have pointed out the socializing
effect of early proximity to family activities and neighborhood
activities among certain primitive groups. The correction of our
prevailing patterns is probably largely a matter of substituting a
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socially oriented psychology for the narrow “hygiene” approach
to the development of infants.

Other factors in the social development of children are less
external in origin. The ignorance of contemporary parents about
child development and their lack of ease with children are possible
of correction by widespread parent education which is also socially
oriented; but even such a campaign cannot correct the uncon-
scious conflict in individual parents who project their own insecuri-
ties and hostility on their children without realizing what they are
doing. Parents who are afraid to give a child patterns in the
early years when they are needed, or who cannot succeed in
guiding children because of their own ignorance of the normal
experience to which their children are exposed—such parents may
unwittingly create self-centered and chaotic habits of response
which will make later co-operative behavior virtually impossible.
Other parents, on the contrary, reacting against the bad results of
this type of failure to acculturate the child, may be so determined
to make the child “behave” that they impose unreasonable demands
unsuited to the child’s age level. This type of handling may bring
a complete submission, as a result of which the child becomes
precociously adult and gives up his birthright of spontaneity and
individual judgment—a result which is not likely to enrich a demo-
cratic society—or it may bring rebellion and bitterness towards all
authority identified with the parent. The latter would be likely to
carry over in the form of adult hostility which makes co-operative
effort impossible.

The development of democratic personality, then, calls for plan-
ning just as careful as is needed for well-nourished bodies,
stable emotions, and attitudes of identification with the demo-
cratic ideal in the nation as a whole.

Summary of Needs of Young Children

I have certainly said enough about what we do not know to
make it clear that accurate estimates of specific needs cannot be
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made. If there are thirty million children in the United States
under 14 (twenty million of whom are growing up in families of
incomes lower than that necessary to maintain a minimum stand-
ard of decency), it is surely a modest enough estimate to guess
that 10 to 20 per cent need help with varying degrees of urgency.
That would make three to six million. Under the present Social
Security Act, an appropriation of $1,250,000 would allow an
expenditure of less than 25 cents for each of these children. If we
realize that we are fighting delinquency, mental breakdown, and
the kind of personality distortion that produced Hitler, we see that
it would be like trying to fight a Japanese armada of twenty battle-
ships with one little tugboat.

It is not my job to discuss the details of administration in
Washington. Perhaps the best procedure would be to have the ap-
propriate individuals in the Department of Agriculture take over
the problem for rural children, and let the W.P.A. expand to
include these services for children in mining and factory towns
where nursery schools have been established. Or perhaps more
could be done under the aegis of Civilian Defense. The Children’s
Bureau at present has not money enough to do the job that is
needed across the Potomac in Virginia alone. Perhaps a special
division should be created, concerned with Children in Wartime,
in charge of a co-ordinated board of pediatricians, psychiatrists,
educators, and social workers. Whoever does the job, these things
must be included as part of the plan:

1. Direct help to children:(A) Physical care: impetigo and
other physical troubles calling for medical help are not uncommon
in the migratory camps; children are undernourished in workers’
groups everywhere.

(B) Direct therapy, through guided play, interviews, and other
now established methods in the hands of psychiatric social work-
ers and clinically trained psychologists is needed in many areas.

(C) Help with environmental problems, such as is now avail-
able through trained social workers, should be extended.

2. Education of the public, especially parents and teachers:
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(A) To recognize the meaning of children’s difficulties and un-
derstand the emotional problems underlying psychosomatic symp-
toms such as nervous vomiting, enuresis, some allergies, delinquent
or aggressive behavior.

(B) To be encouraged to give affection along with clear direc-
tion, more spontaneously.

3. Direct help to the mother through making health and men-
tal-hygiene guidance available from pregnancy through delivery,
infancy, and childhood of her children. The simplest way might
be through the addition of psychiatric guidance to the health guid-
ance now available in Well Baby Centers and clinics and the exten-
sion of such joint mental and physical health clinics.

4. Research to improve both diagnostic and therapeutic methods
for dealing with children, and to give a more adequate base for
planning help where it is most needed. As a result of studies in the
last ten or fifteen years we are on the verge of being able to use
paintings, play, Rorschach and intelligence-tests, records of be-
havior for diagnosis of children’s problems, and to develop the
equipment to handle them. Research grants to centers working on
these problems of diagnosis could speed the formulation and
validation of diagnostic and therapeutic procedures.

How About School-Age Children and Adolescents?

Chiefly we have spoken about the needs of young children. If
we look at needs of school-age children, beginning with New York,
we find, for example, eighty thousand children in Harlem (which
illustrates the situation in many cities). Because of inadequate
homes, and because of schools which can provide no more than
the school routine itself, nearly all of these children are in sore
need of supervised play and hobbies. The Harlem Boys’ Club takes
care of three thousand out of the eighty thousand. Not at all
unique, unfortunately this situation is characteristic of many met-
ropolitan areas. Normal play is important for normal growth. It
is important too for energy and physical development, for provid-
ing normal motivation in accepting the social standards of one's
group, for experience in democratic give and take, and the sub-
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limating or redirecting of emotional tensions arising at home.
The fact that so many children need therapeutic help as a preven-
tive for delinquency or emotional maladjustment is, of course, in
part due to the lack of decent play facilities for so many of them.
This deficiency builds on the deprivation and frustration which we
pointed out in relation to the infancy and preschool years. Con-
versely, be it noted, deeply satisfying play and activity outlets can
release hostility and channel energies that have been distorted in
the preschool years.

During adolescence “new strength, new hungers, new associa-
tions, new insights and new social demands bring a Renaissance to
personality. Sometimes early childhood patterns persist; usually
they are modified; occasionally they are transformed for better
or for worse. The course of any civilization in crisis depends
rather directly and immediately upon the hopes and fears, toler-
ances and resentments, enthusiasms, and aggressions, understand-
ings, goals and purposes of its adolescent citizens. . . . Hitler’s
Mein Kampf shows how adolescent years in Vienna shaped the
outlook which today dominates the continent of Europe. It is
common knowledge that this amazing conquest has been made
possible and is sustained by the fanatical devotion instilled in
Hitler Jugend, S.A. boys, and the Bund of German Girls. The
strength of the Soviets rests upon the idealism and sacrificial
service of the Young Consomols. Every revolution for national
freedom, including our own American Revolution, has been the
outcome of passionate self-dedication by youth.”

Thus wrote the editor of this book in the May issue of Pro-
gressive Education. And he continued, “The ineptitude of the
United States in providing for youth will leave historians aghast.
Everything else has been pushed in ahead of any comprehensive
program for youth. We will conserve spruce trees, scrap iron, top
soil and tinfoil before we get around to human resources.” The
same author summarized some of the findings of the various
studies of youth by the American Youth Commission, the Educa-
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tional Policies Commission, the Progressive Education Associa-
tion, the N.Y.A. We know that:

Although national totals have not yet been reported, something
like one in four of our young men will be rejected for Selective
Service because of physical defects.*

Less than one adolescent in ten normally gets one physical ex-
amination a year.

90 per cent of high school students get no physiology, hygiene,
or public-health course.

Half of our urban youth get inadequate exercise.

One young person in five has uncorrected or inadequately cor-
rected visual defects.

Four out of five young people don’t go to a dentist once a year.

Each year 70,000 die from tuberculosis; five times that many
suffer from it; and the deaths of young people from tuberculosis
are twice as frequent in the homes of skilled workers as among
upper-income families.

Life expectancy for youth in industry is eight years less than
for non-industrial workers.

Nearly 3,000,000 young people live in counties with no general
hospital.

One in twenty will spend some time in a hospital for mental
disease.

More than one in ten is badly handicapped by preventable per-
sonality maladjustment.

One in five is a social isolate, seldom chosen as a companion for
work or play.

Half of American youth get their only sex education from the
talk of friends.

One in six will seek divorce, and half the group will consider
their marriage (or celibacy) a mistake.

Three-quarters of American youth frequently feel inferiority,
guilt, and inadequacy so burdensome as to constitute a handicap
in school, work, and social life.

The unemployment rate is higher in the youth group than for
any other working age.

* By the standards initially required, half of the boys were being found unfit.
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Three out of four young people growing up on farms in Amer-
ica will not be needed for agricultural production.

For the past decade, half the young people out of school and
ready to work have been unable to find work.

Half of the young people working (in Maryland in 1936) were
paid less than $13 a week.

Nine out of ten of the Maryland young people working in fac-
tories disliked their work and wished they could get something
better.

The C.C.C. and N.Y.A. have never provided for more than a
fifth of the unemployed youth.

The chief reason why youths leave school is that they have to
go to work.

75 per cent of the youths who leave school for work do so with
no vocational guidance.

The number desiring to enter professions is four to five times
as large as the number of available openings.

90 per cent of the jobs youths get require less than a year’s
preparation ; most, less than a month.

Not more than 2 per cent of unemployed youth are content to
be idle, and these have been discouraged by frustration of their
previous efforts.

Favored sections of our communities are overrun with compet-
ing youth-serving agencies, while underprivileged sections show
few clubs.

In rural America, except for churches, nine out of ten young
people belong to no organization.

Youth listens to the radio more than it reads.

Playfields and athletic fields number less than a third of what
are needed.

“There is a 90 per cent deficiency in the public recreation per-
sonnel of urban communities and a 96 per cent deficiency for rural
communities.”

A third of all persons arrested are under 25 years of age,
whereas among those charged with auto theft, nearly 75 per cent
are under 25.

85 per cent of high school pupils will not go to college but, espe-
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cially in small communities, sterile academic college requirements
dominate their high-school curriculum.

School curricula only rarely deal directly and helpfully with the
major life activities of youth.

Less than half of the young people entering ninth grade in New
York State, where expenditures for education are highest, finish
their high-school course.

In some school districts taxable values per child are 100 times
as great as the resources available in other districts, even in the
same state.

The farm population, with 9 per cent of the nation’s income,
must educate 31 per cent of the nation’s children.

The southeastern states educate one-fourth of the nation’s chil-
dren with only one-tenth of the nation’s income.

2 per cent of our young people are illiterate, but ten times that
number could well be called subliterate, doing practically no read-
ing.

More than half of American youth would welcome opportunity
for more education than they see a chance to get.

For Negroes, and to some extent for other minority groups, all
these problems are aggravated.

Disability due to serious illness is 40 per cent higher among
Negro than among white workers.

Mortality rates from respiratory tuberculosis are ten times as
high for Negroes under 20 years of age as for whites in the same
age range.

More than half of Negro youth have never been to a dentist.

The proportion of unemployment among Negro youths in their
early twenties is a third higher than for whites.

The median wage for Negro young people (in Maryland) is
slightly more than half the low wage paid to white youths.

Four Negro farmers out of five are tenants.

160,000 Negro youths live in counties where there is no high
school for them.

In five Southern states, less than 10 per cent of the Negro
population between 15 and 20 years of age are in high school.

In South Carolina and Alabama, in 1930, one Negro out of
every four was reported as illiterate. ’
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In 12 Southern states, four out of five Negro youths have no
access to a library.

Arrests for Negro youth are two to four times as frequent as
among whites.

Per capita expenditures for Negro education in 11 Southern
states are only about one-fourth of the provision for whites.

In 15 states, from the day of his birth the Negro is segregated,
with unequal accommodations.

When the Negro becomes 21 he may not vote in the primary
elections of 10 states; he is taxed without representation, dis-
criminated against in sanitation, housing, and recreational facilities.

In spite of all of our information, of the appallingly stark
clarity of the need for training, for recreation, for guidance in
problems, for work opportunities, little effort has been made to
meet these needs. City governments are responsible for sewers and
for fire departments—not for any of those activities for youth
which will keep them out of personality conflagrations and the
sewers of apathy and disillusion. That each community needs its
Board of Youth just as it needs a Board of Health has been sug-
gested by Watson. Health and guidance services to youth could
certainly be co-ordinated with the plans for health and guidance of
children as a whole. Recreation, vocational preparation, prepara-
tion for marriage, and other needs of youth might better be
handled separately. An over-all program would therefore include
the following:

1. Health and guidance centers which would make available
help for the child and his parents from pregnancy through the
whole growing-up period of the child. Both prophylactic and
therapeutic work would be available.

2. Extension of activity programs from nursery school through
adolescence, through the extension of nursery schools themselves,
the establishment of clubs for out-of-school hours of elementary-
school children, and training and recreation centers for adolescents.

Education of parents and teachers so that these services could be
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co-ordinated with home and school facilities would be an impor-
tant part of the job of workers in both kinds of centers.

Postscript Under Bomber Patrols

Most of this chapter was written with the war only a threaten-
ing shadow. As I conclude the writing, war has been declared,
first by Japan, then by Germany and Italy. Tuesday * many people
in the New York area were intensely disturbed by the air-raid
alarms; by Wednesday, healthy children, even from families who
were sending no sons into the army or navy, were already showing
the effects of tension. I had been working for some weeks with
Robert, a sensitive and eager boy just three. An impressionable
child, he had become very constrained as a result of his oversensi-
tive response to pressure in his comfortable though rather tense
home. At first he had conversed only with yes and no. Although
he would excitedly touch fingers to finger paint, looking up with
a smile of delight, he could go no further. His play with toys was
equally constricted. After a few sessions of play, together with
discussions with his mother by our parent consultant, he had
begun to paint with real freedom; in fact, he got into the paint in
an all-over way, backs as well as fronts of hands, and up to his
elbows. He played with the toys, alternating rigid lines of cars
and people with messy piles of unorganized playthings. He had
begun to talk in phrases and occasional sentences instead of yes
and no. Now, the first day after the anxiety of possible air raids,
the progress was all lost. Again he would not paint, he would not
play, he would not talk. The parent consultant remarked that his
mother had said that morning that “it was hard not to get terribly
irritated with the children when one was so upset about what was
happening.”

There are thousands of Roberts in this country—no, millions.
For many of them the hazards of war—insecurity, anxiety, ten-

* December 9, 1941.
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sion—are merely a slight exaggeration of the hazards of our
so-called peace. “We ain’t got nuthin’ for keeps.” “There isn’'t any
place for myself.” “I don’t like anybody, much . . . because I'm
afraid.”

A recent national conference of workers with young children
took as the keynote of the conference, ‘‘Life, liberty, and happi-
ness for children, Now.” This means, at least, in addition to a
decent home in which to eat, sleep, and grow, adequate recreation
and work opportunities for all children, adequate health guid-
ance, together with the actual food and the correctional work to
give point to such guidance, adequate mental-health guidance,
both for children, directly (which means too the training of more
workers, more psychiatrically trained pediatricians and nurses, as
well as more nursery schools and guidance centers), and for
parents, through co-ordinating mental-health services with medical
services now available and additional ones needed.

England has had to add eight or ten child-guidance centers to
its provision for child care, since the outbreak of war, because of
the difficulties and strain experienced by children in wartime. Why
should we wait until we also are flooded with problems of dis-
turbed, enuretic, aggressive, war-shocked children? All of the
provisions for child care which bombs may force upon us sooner
or later are needed now, and will be needed not only by the
bombed-out or evacuated children of San Francisco or New York,
but even more by the children of the sharecroppers in Arkansas,
the miners in West Virginia, the factory workers in Ohio.



CHAPTER VII

The Morale of Youth Groups

Rescarch and Statistical Serv-
RONALD LIPPITT ice, Boy Scouts of America

His chapter will attempt to interpret the findings of those
I studies which have focused upon the behavior of face-to-
face youth groups. The discussion of attitudes among

college students is the subject of a separate section.*

There are rather great limitations imposed upon the present
discussion by the fact that only within the past few years have
social scientists and group workers become interested in studying
intensively the interpersonal dynamics of primary child and youth
groupings. Rather than make any effort to summarize separately
the findings of the several studies, the aim of the following dis-
cussion is to present a series of derived generalizations about
“youth morale.” These statements and interpretations are an at-
tempt to tie together under headings which have seemed appro-
priate to the writer the various strands of data he has run across
which are relevant to the topic of this volume. The volume of
data upon which the various generalizations are based varies
greatly, and of course the realm of youth groups to which a
particular generalization will be applicable will vary also.

Definition of Youth-group Morale

The majority of the definitions of morale—which are multi-
plying so rapidly—tend either to emphasize “personal morale” and
deal with individual attitudes, hopes, etc., or to discuss “group
morale” in terms of goals, the meeting of frustration, trust in

* See Chapter XII, “Student Morale,” by Joe and Eugenia Belden.
119
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leadership, etc.* The writer finds these two aspects of the defini-
tion so interdependent that no clear-cut distinction will be at-
tempted in the present discussion; rather, morale will be defined
in terms of the following subheadings of the chapter:
1. Satisfaction or dissatisfaction with group life.

Interpersonal relations and group structures.

Origin of the forces making for group cohesion and unity.
Meeting of group emergencies and frustrations.

Group and individual goals, productivity, and time perspec-
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tive.

If these categories do not touch on certain major emphases in
the reader’s definition of group morale, it is unfortunately the
case that few research workers who have been studying the pri-
mary group process in youth groups have been oriented by the
“morale concept” in carrying on their observations and experi-
ments. “Leadership” too would most certainly be included as a
category if another chapter were not dealing with this area.f As
it is, the relation of adult leadership in group functioning in all
of the above-mentioned areas will be obvious at every turn of the
discussion.

Satisfaction or Dissatisfaction with Group Life

GENERALIZATION 1: A goodly proportion of American youth
groups, up through the college ages, adjusts with evidences of un-
questioning satisfaction to dominating adult leadership 11 which is
“benevolent” and friendly but nevertheless initiative-destroying
and completely controlling most areas of potential freedom—in-
cluding that of the formation of policy.

* For a definition combining the two aspects, see Chapter I, “The Nature of
Democratic Morale,” by Gordon W. Allport.

+ See Chapter VIII, “Morale and the Training of Leaders,” by Alex Bavelas.

+t “Leadership” as used in this discussion is an all-inclusive term to denote

the behavior of all persons occupying ‘‘central roles” in the life of children’s
groups—whether adult or child, democratic or dominative.
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In practice, if not in our more lucid moments, many of us as
leaders of youth groups in the classroom, on the playground, or
in the club rooms, are tempted to use symptoms of “‘group satis-
faction” as the chief criteria as to whether there is a healthy state
of morale in the groups we are dealing with.

In one of the writer’s classes a general discussion was under
way on the topic, “What do adults do to keep high school students
from growing up?” The participants were adolescents and a num-
ber of their high-school teachers. One of the girls on the panel
came to the point of the discussion rather suddenly with the re-
mark, “They [adults] try to keep us happy and think they are
playing fair.” A teacher on the panel responded, “If you are happy
in school, doesn’t that mean you are learning lots of things?” The
girl came back quickly, “It doesn’t mean we are growing up!’
The teacher pushed the point a little further : “Well, if the teachers
weren’t here, do you think you would grow up better?” “I don’t
know,” was the reply. When at this point one of the college stu-
dents from the floor remarked that maybe the rebels were the
healthy children in some school systems, he was frowned out of
court by the participating teachers on the panel.

During the course of an experiment with several clubs of
sixth-grade boys who had both democratic and authoritarian club
leadership, one of the boys remarked to an interviewer: “I like
him—he’s a swell leader. I'd rather have somebody plan a job for
me any day than to have to plan it out by myself.” Between 60
per cent and 70 per cent of the behavior of this particular leader
fell in categories which could be labelled ““direct control of child
behavior’” and “nonconstructive criticism.” *

In another experiment with a class of college sophomores® an
attempt was being made by the instructor to get the class to as-
sume new areas of self-responsibility. At the end of the second
week a committee of students approached him with the request

* For a further discussion of the behavior of children in democratic and auto-

cratic groups, see also Chapter 1V, “Time Perspective and Morale,” by Kurt
Lewin,
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that he resume his practice of taking roll at the beginning of the
class. They were finding it too hard to get out of bed and to class
on time for this rather early morning class, when they knew no
record of their attendance was being taken.

Mowrer ! notes in his observations on group life in the cottage
of a children’s institution that authoritarian adult practices call
forth docilely dependent and nondiscontented behavior on the part
of some of the children observed. Such an observation is in line
too with the findings of Lewin, Lippitt, and White ** that three of
their five clubs under authoritarian leadership showed a submis-
sive nonrebellious response to a strongly dominated club atmos-
phere; even in personal interviews with the leader absent about
half of the club members gave no evidence of piled-up tension as
the result of such domination. The observations of Bavelas?® as
well, reported elsewhere in this volume, indicate that children
come voluntarily to play without rebellion under adult leaders
whose behavior is made up largely (from 50 per cent to 70 per
cent) of “direct control” over the child members of the group
(e.g., he “gives orders,” “ makes a strong
suggestion’’).

These and other studies lead to the generalization that in our
present American culture groups of children ranging from the
preschool ages up through the college years seem often to react
with satisfaction to adult domination of their group life. There
are still other observations to indicate that many of these youth
react even with considerable dissatisfaction to what group workers
and progressive educators would call democratic leadership.

In order that the terms authoritarian, democratic, and laissez-
faire or let-them-alone leadership may be used in a more meaning-
ful context during the rest of this discussion, Figure 1 has been
inserted at this point to supply an “operational definition” in terms
of actual observed behavior under these three descriptive phrases.
The figure indicates the number of incidents of leader-behavior
in each of the categories of leader-child contact during the course
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of six club meetings. These examples come from three of the Iowa
clubs studied by Lewin, Lippitt, and White.'?

It seems evident that the presence or absence of satisfaction
with group life on the part of the group members does not serve
as a symptom for discriminating between dominated and demo-
cratically led child groups in our culture. The particular focus of
the groups’ satisfaction and dissatisfaction will need to be ex-
amined further in relation to other criteria of group morale.

GENERALIZATION 2: Groups of youth given nearly “complete
freedom” seem to evidence more symptoms of frustration and dis-
satisfaction than those groups under authoritarian domination.

We haven’t been doing much in the club, just loafing along. T'd
rather be given something to do.

Our leader lets us do mostly what we want to do. He doesn’t
give us many ideas.

The Club is pretty good but we ought to organize better.

I don’t like our clubmaster. He lets us do what we want to do
and that’s no fun. He doesn’t make any suggestions.

These comments are examples from interviews'® with eleven-
year-old boys about their laissez-faire club leaders who, though
supplying their groups with materials and technical information,
were withholding leadership in discussion and other guidance.

We aren’t given any definite topics for discussion. I would pre-
fer to use a text and have something definite to study each day.

The weakness of the course was that the instructor left it up
to me and the rest of the students. . . . I believe the instructor
should get up there and talk.

I think we should have things more definite rather than being
given suggestions and left on our own.

And these are excerpts from the statements of college sopho-
mores '® about a college course which many progressive educators
would have rated as only “mildly democratic.”

There is considerable evidence, then, statistical as well as quali-
tative, to bear out the interpretation that giving out “‘areas of
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freedom” to youth who, as a group, do not have the social tech-
niques to deal with freedom or, as individuals, the personal tech-
niques to “structure the unstructured field,” results in greater
disruption of group and personal morale than subordination to a
dominating leader who ‘“‘makes things definite” and ‘“‘gives you
things to do.”

Group observations have noted a rather definite cycle of bore-
dom and outbreaks of horseplay in the atmosphere of a group
under conditions of total freedom. Perhaps having something to
do serves as a channel for release in autocratic atmospheres. But
beyond this there is in addition evidence of less tension in groups
under a “benevolent autocracy.” Clearly, then, freedom for the
child or the child group must be thought of in positive rather
than in negative terms—the extension of the child’s control over
his environment and his adjustment to larger responsibilities
rather than the mere withdrawal of adult permissions or of re-
strictions upon activity.

GENERALIZATION 3: The groups which show highest dissatis-
faction with authoritarian leadership are those able to contrast
this experience with contiguous or simultaneous democratic group
memberships.

We may raise the question, in the light of Generalization 1,
as to what kind of educational experience youth groups can be
given which will bring about intelligent rebellion against authori-
tarian domination whenever it is imposed upon them. Several
recent observations would seem to offer one clue to this problem
of stimulating a readiness for rebellion.

One group in the study by Lewin, Lippitt, and White started
out with an authoritarian leader, next had a democratic adult, and
ended their club history with another authoritarian leader. The
group showed a completely submissive, dependent response to the
first authoritarian leader. After an experience of genuine demo-
cratic freedom, however, the group showed only half as much
dependence on its second autocratic leader, tripled the amount of
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activities looking toward escape from the present situation, and
gave evidence of considerably more frustration (e.g., interper-
sonal aggressiveness doubled). The first individual interviews
with the boys—just after their first experience with autocracy—
indicated considerable contentment with their child life and no
insight into the leader’s behavior pattern. The final interviews—
after the democratic experience and a renewed autocracy—tell a
different story:

Mr. D. A. [second autocrat] was just the opposite of R. L.
{democratic leader]. I think R. L. was the finest . . . he let us
choose what we wanted to do . . . he’d mention things and then we
could decide on them. D. A. knew who should do things. He
thought of things we couldn’t have thought . . . but he knew how
he wanted things done.

I like R. L. best of all. If we were started on something, we
could finish it without being interrupted. If he had an idea or we
had an idea, then we’d vote on them and take the best idea. . . .
D. A. [second autocrat] had things to do that were interesting
all right . . . but he was too strict.

It is interesting to note in reading the interviews of this group
that the boys reacted with dissatisfaction to their second auto-
cratic leader but did not recall their first authoritarian leader as of
the same sort. Actually the behavior patterns of the two leaders
were very similar.

A relationship between the club leadership and the behavior of
the adults in the boys’ own homes was in several cases also dis-
covered. Boys coming from either emotionally warm, consistently
lenient or emotionally cold, inconsistently strict homes reacted
most rebelliously to domination by the club leader. The former
type of boy was reacting against domination on the strength of
his experience with parental democracy; the latter was rebelling
because all adults were to be distrusted, and you “should see how
far you can go with them.”

Might it not be that planned experiences in genuine classroom
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democracy and autocracy, followed by analysis in discussion of
the contrasting experiences, would be one of the best educational
projects for building in youth a tough-fibered intelligent resistance
to domination? Would it, one may ask, make things too tough for
lots of teachers, parents, recreation leaders, and college professors?
Well, and why not?

Interpersonal Relations and Group Structures

The ‘“‘sociometric questionnaire” *® has been a significant im-
petus in revealing some of the important relationships between
lines of friendship and rejection and group functioning. Other
observers of group structure have focused their attention on com-
munication groupings, activity subgroupings, and the evidences
of status hierarchies. A research toehold has been won in this
area—but most of the climbing is yet to come.

GENERALIZATION 4: Spontaneity, friendliness, “depth of inter-
personal relationships,” and a minimum of interpersonal irrita-
tions result from a group situation where children are given an
optimum (not a maximum) of freedom.

Curfman,* who made a careful experimental analysis of the
effects of contrasting leadership on two clubs of children in a
recreation center, includes in her interpretation of results the

following :

The children in the authoritarian group seemed to behave more
as automatons than as personalities. . . . There was little conver-
sation and long periods of silence . .. not more than three or four
times throughout the entire series of meetings did the conversation
concern anything but the task at hand . . . it was doubtful if the
group knew each other any better on the last day than they did
at the first club meeting, judging from the results of the personal
interviews,

The children who presented themselves at the first meeting of
the democratic group gradually emerged as personalities, each
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making a definite contribution to the total behavior pattern. The
active interplay of egos lent a quality of animation. . .. There was
a constant stream of conversation which strayed frequently out-
of-field with accounts of personal oddities, ambitions, experiences,
etc. Friendships developed which led to plans for getting together
outside the club.

This finding by Curfman concerning the greater breadth and
the more intensely personal quality of the conversation in the
democratic atmosphere is upheld by the findings of Lewin, Lippitt,
and White, who used a similar category in their own observations.
Similarly, Kephart discovered in an experiment with self-govern-
ment in a cottage of a children’s institution ®° that interpersonal
problems arose much less frequently in this type of social organ-
ization than in the other cottages.

The development of close interpersonal relationships in the
child group means, of course, that channels of social control from
within the group have been established. Jennings® shows this fact
clearly in her important study of child leadership, and Mowrer *®
comments from his study of a cottage of “problem children” :

In the self-government situation the children became much freer
in their relationships with the adults, able to share their phantasies
and to speak about matters which, because of previous anxieties
or resentments, would have been impossible to discuss. Soon cot-
tage meetings came to be used as an occasion for reporting com-
mendable as well as objectionable behavior, and an additional mo-
tive for good behavior, in the desire for group praise, was thus
added to the already existing influence of group disapproval. . . .
Children seem to react to the autocratic atmosphere . . . either by
a surrender of individuality and a lifelong seeking after and de-
pendence upon so-called “leaders” however demagogic, or by iden-
tifying themselves with this system and struggling, by means foul
or fair, to become “leaders” themselves.

Yet it does not follow from the above observations that “the
greater the freedom, the more beneficial the results in child inter-
personal relations,” as other findings reveal. The findings on
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groups under laissez-faire leadership, for example, reveal a height-
ened interpersonal irritability as compared to the more ‘“adult-
sheltered” democratic clubs. For each particular child group one
must think in terms of an optimum rather than a maximum {free-
dom from adults.

GENERALIZATION 5: Dependence on an adult dominator results
m a member-leader type of group structure which inhibits the
formation of spontaneous member-member subgroupings of high
wterdependence (in communication or activity).

Two types of subgroup structure have been observed in several
of the group studies™"**—subgroupings based on interde-
pendence of activity, and structure based on conversational sub-
groupings. The observations reveal that in the atmosphere of an
authoritarian group the main channels of interdependence are in
the relationship of each group member with the dominator. This
circumstance is revealed, for example, in the frequency with
which the children make dependent ‘“‘direction-demanding” ap-
proaches to the leader as well as the frequency with which the
members make demands on him for attention as compared to de-
mands on their fellow members.

TasLe I. Comparison of the behavior of an average member in different
social climates

Approaches
Dependent Apprlcigches seeking
Social climate approaches ast:englg attention
to leader f ron? le ;(ile " from 4 fellow

members
Aggressive autocracy ............ 14 11 14
Submissive autocracy ... ... .... 16 6 4
Democracy ......cevvviinennnnns 6 5 18
Laissez-faire .....ccovviunnences 4 2 19

The type of leader-member group structure suggested by the
high dependence on the dominator in the table above is borne out
by other observations which indicate that in such a social structure
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few member-member subgroupings of a stable type develop.
Rather, the individual member’s relationship to the “central per-
son” pervades the entire group structure. The implications of this
finding for the prediction of change in group morale when the
leader is removed will be discussed in a later paragraph. It should
be noted in the table, however, that the members of the demo-
cratic and laissez-faire groups seek (and receive) most of their
“social response” from fellow members rather than the dominator.

GENERALIZATION 6: Too much freedom or too little freedom
in the leadership of child and youth groups both seem to result in
the rise of “‘status consciousness” and tendencies toward the de-
velopment of a “status hierarchy” in the group structure.

Observations of groups given “too much freedom” have indi-
cated that the members had a strong need to “‘get things organized”
and to “know where I stand” in the group organization. One
group of eleven-year-olds in an atmosphere where they were very
much let alone, spent a great deal of time giving one another mili-
tary ranks and then quarreling over which ranks were higher and
“who could tell who.” It was noted that several boys from very
firm “adultish” homes were especially preoccupied with the prob-
lem of just where they stood in the group and were most meticu-
lous about “‘official relationships.”

In the social climate of the authoritarian group, the bases for
‘striving toward self-centered status seem quite different. The ob-
servations of Curfman, Mowrer, and Lippitt and White indicate
that probably a psychology of status-climbing develops not in the
“submissive autocracies” but only in the “‘aggressive autocracies,”
where frustration is strong. In these latter situations a higher
percentage of personal pronouns, “I, me, mine,” as compared to
collective pronouns “We, our, us,” has been found, together with
more frequent attempts to beat one another in seeking the atten-
tion of the leader and in gaining the privileges of bossing the rest.
It is interesting in this connection to note that the two boys who
were picked on as scapegoats in one club were boys who in the
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original sociometric test, before the experiment began, had been
selected as leaders by their fellows. Getting the best of someone.
higher up seemed to offer a satisfaction which could not be gained
from picking on the weakest members of the group.

Origin of the Forces Making for Group Cohesion
and Unity

In the writer’s opinion too little attention has been paid to the
distinction between what might be called “negative” and “positive”
morale, i.e., the distinction between groups which stick together
because of hostile pressures from without the group and groups
whose source of cohesion lies chiefly in the mutual clicking of
their personalities or their joint enthusiasm for certain goals
(other than the defeat of an out-group). Wright?® discovered
some very interesting results when he placed children together in
a negative frustration field.

GENERALIZATION 7 : Whether the group’s interpersonal unity is
derived from mutual resistance to external pressures or from
spontaneous inner sources of cohesion is a fact of considerable
importance both in determining the extent to which the group will
resist disrupting forces and persist in its efforts toward goal attain-
ment, and tn determiming what channelization the tension re-
sulting from group frustration will take.

Each of the phases of the above generalization will be men-
tioned in the following section on emergencies and frustrations.
It is of interest at this point, however, to raise a question con-
cerning the seeming lack of either positive or negative forces of
cohesion in some of the groups showing a submissive reaction to
adult dominations; but, because the mechanism of giving up
seemed to diminish to a minimum any felt needs for status, strong
disruptive forces did not develop either. It was as though these
group members were to quite an extent individuals living along-
side one another rather than with one another in their group rela-
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tionships—and were held together largely by the material privileges
of group membership and dependence upon the adult dominator.

Meeting of Group Emergencies and Frustrations

GENERALIZATION 8: When the individual having leadership
status is removed from the child group, the purposeful activity of
the authoritarian groups tends to disintegrate; whereas the demo-
cratic and laissez-faire groups are little affected.

To the writer one of the best criteria of satisfactory or unsatis-
factory democratic morale in a youth group is found in the man-
ner in which the group functions in the absence of its adult leader.
The whisper, “teacher is out of the room,” is an important symp-
tom in our educational system.

In an analysis of three groups showing a submissive “con-
scientious” response to adult domination, the portion of time
spent in seriously working dropped from 74 per cent while the
leader was in the room to 29 per cent while he was out of the
room. ‘“Distracted work efforts” increased from 6 per cent to
20 per cent. The qualitative observations of these periods when
the leader had been called out of the room describe a gradual
increase in physical activity, an increasing turning away from the
club work for short periods, and a rise in the amount and loudness
of the conversation as the period of absence lengthened. The speed
with which boys loosened up, to be sure, revealed great individual
differences. For certain boys the leader appeared to be psychologi-
cally present for quite a while—even after he had departed
physically. The two groups showing an aggressive reaction to
autocracy showed even a greater proportionate drop in work
motivation during the absence of the adult, and their substitute
activities were likewise a much more aggressive type of “release”
than those of the submissive autocracy. As contrasted to these
60 per cent and 70 per cent drops in motivation, the democratically
led clubs dropped only 8 per cent in serious work during the
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periods of absence of their adult leader; and in the laissez-faire
clubs, as would be expected, the adult’s presence or absence made
little noticeable difference. “Cohesion through mutual dependence”
on a central person is a frequent phenomenon in American youth
groupings, one which to the writer constitutes a danger signal to.
our morale.

GENERALIZATION 9: Groups united by positive cohesive forces
show greater persistence when meeting failure in striving toward
group goals than groups united by negative external pressures.

French’s very significant study of the reaction to the frustration
of group goals in organized (presence of positive interpersonal
relationship) and unorganized (no basis of interpersonal rela-
tions) groups of youth of college age > ® reveals greater motivation
in meeting difficulties on the part of the organized groups.
Similarly, the club records from Lippitt's * study reveal the man-
ner in which a democratic club and an aggressive authoritarian
club met work frustrations. In the first case the group spontane-
ously organized its efforts for a new attack, whereas in the second
case recriminations and reactions of personal blame so disrupted
the group effort as to destroy the goal-directed motivation.

Comparative observations of a group united by rebellion against
their leader ™ and a club united by a keen interest in mutual work "
are to the point here. Although in the former case frustration
seemed to bring out group disruption along the potential lines of
cleavage (scapegoat, minority group, etc.), in the latter cases the
group actually resisted the efforts of the experimenter to set up
lines of cleavage which would offer the chance for group disrup-
tion. This study of Gordon’s is discussed more fully in the next
paragraph.

GENERALIZATION 10: In meeting frustrations, child groups
united by positive cohesion offer more resistance to disruption and
cleavage, and usually relieve frustration tensions through wmore
appropriate channels, than do groups held together by negative
cohesion.
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In Gordon's study, girls’ marionette clubs were organized on a
basis which would encourage lines of in-group cleavage. Six girls
came from one school and three from another. The three, given
tasks which were labeled as less important, were made subordinate
to the “majority group.” From the conversation of the girls it was
clear that lines of differentiation had been successfully established,
yet, on the other hand, the whole group was both highly motivated
by its group goal and interdependent in its communication and
work. When group frustrations were introduced, the group proved
remarkably resistant to disruption. To the observers the situation
presented a striking picture of discrimination against a clearly
set-up minority group which did not result in much group disrup-
tion, and this because of the “positive cohesive forces” derived
from a very attractive group goal.

In the study of 12 club atmospheres by Lewin, Lippitt, and
White,!! a controlled group frustration was introduced into each
type of social structure. A strange adult, entering the club during
the absence of the leader, criticized the work of individual mem-
bers and the group as a whole. Several channels of release of
tension were here possible: (1) acceptance of the criticism as
warranted and the establishment of a self-critical attitude; (2)
occurrence of a group cleavage, so that group blame could be
expressed toward a scapegoat or minority group; (3) a general
pattern of in-group irritability with “everyone against everyone”;
(4) attack against an out-group (the club meeting in the adjacent
club space); (5) attack against the source of frustration, the
strange adult; (6) taking it out on the leader when he came back;
(7) attack against inanimate objects (furniture, etc.). For other
groups there are doubtless other channels available.

Figure 2 gives a sample analysis of the manner in which three
clubs handled their tension in this situation of group frustration.
The analysis of each club meeting is broken down into ten-minute
units (Normal =leader and boys present, L. out =leader out,
Str. in =stranger in). The reader will probably agree that taking
it out on the stranger himself, or on inanimate objects (the de-
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struction of a large club sign in this case), as was the case in the
democratic club (see figure 2), are more constructive channeliza-
tions of frustration tensions than such in-group aggression or un-
instigated out-group attacks as were the predominant outlets of the
submissive autocracy and the aggressive autocracy. Although self-
criticism did not occur frequently enough to place on the graph,
it did occur in the reactions of several of the members of the most
submissive autocracies. The boys who showed this most unhealthy
reaction to unjustified criticism were boys coming from what
might be called “adult-value-centered” homes where there existed
also, as it happened, a warm relationship between parents and
child, so that a strong conscientiousness about living up to adult
expectations had developed without, however, any exercise of
individual evaluation of these expectations.

If group frustrations can be as effectively released against
“depersonalized” objects (the club sign) as is evidenced in this
particular example, the question may be posed as to whether it may
not be possible for educators and group therapists to provide more
productive and creative channels of group outlet having equal
substitute value. This statement does not imply that the writer
believes an attack upon the stranger to have been a nonconstructive
channel in the situation described above; it was certainly the most
appropriate in that case. But there is great educational need for
the development of a “hierarchy of appropriateness” of substitute
group releases which can be utilized in the progressive leadership
of youth groups as they face inevitable frustrations.

Group and Individual Goals, Productivity, and
Time Perspective

In the writer’s opinion too much of our thinking about morale
has been focused upon such factors as resistance to disintegration
(see Generalization 10 above) rather than upon such factors as
productivity, enthusiasms for member responsibility, personal
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sacrifice for group goals, and so on. The data in such areas as
group creativity are almost nonexistent.

GENERALIZATION 11: More “we-centered” constructive sugges-
tions for the improvement of group practices and group policy
arise from youth groups under democratic adult guidance and hav-
ing spontaneous cohesion than from groups in a freer (laissez-
faire) or less free (authoritarian) climate.

French® found a higher level of participation by all members in
meeting group problems in his organized groups than in his un-
organized groups. Lewin, Lippitt, and White had in their analysis
a category, “‘contributions to group thinking,” which indicated
that the democratic and laissez-faire groups were much more we-
centered in their thinking than clubs under authoritarian leader-
ship. Although the group-centered orientation of the laissez-faire
members was high, the number of constructive decisions arrived
at was low, because of the lack of social techniques needed for
carrying through the formation of policy. Strong evidence in favor
of the generalization above comes from the data of Anderson?':?
on integrative and dominating teacher behavior and its effect upon
the co-operation and productiveness of the classroom group.
Bavelas, in his study reported more fully elsewhere in this volume,
found that as certain leaders went through a training process to
carry out more democratic procedures of leadership in recreation,
the child groups improved both in “the efficiency of work organ-
ization” and ‘“the quality and output of the work.”

GENERALIZATION 12: Significant gains in positive democratic
group morale (enthusiasm for the responsible use of new free-
doms, motivation to productive group thinking, etc.) have been
made by providing for youth groups a genuine experience under
authoritarian leadership followed by comparative analysis of their
democratic and authoritarian experience.

Miss Mariann Marshall™® in a progressive camp school was
faced one day by the following questions from her group: “If
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the dictators died, would everything be all right in Europe?”
“What does democracy—or whatever it is—mean?” The ensuing
discussion led to a culminating decision; “Let’s try having a dic-
tator for a day; then we'll try the other kind.” The following day
the teacher carried through a genuine authoritarian schoolteacher
pattern. There was no attempt to “imitate Hitler,” but rather an
attempt to interpret the authoritarian pattern as adapted to the
situation of a child group in the classroom—this is in contrast to
the foolishly uneducational ‘““dictator ‘days” which some schools
have attempted, where the imitation of an unreal, for the children,
political pattern rather than a genuine childhood autocracy has
been attempted.

Following this experience, the children held a discussion on
their reactions. Such comments were forthcoming as: “It felt
funny down here (indicating his chest) ; I couldn’t breathe very
well.” “I feel as if I'd been dragged through a hole.” “It was all
right in the morning, but I felt sick in the afternoon when I had
to do art and you kept telling me what to do all the time.” “I was
mad at you [the teacher].” “I felt like hitting somebody.” “I'll
never vote for a dictator again.”

As a result of this experience Marshall observed significant
changes in the functioning of her classroom group. Much more
importance was attached to handling freedom wisely and respon-
sibly, and group controls functioned more significantly. Clearly
a positive growth in “democratic literacy” at the behavior level
had taken place.

One of the groups studied in the Iowa club experiment had a
democratic leader followed by an authoritarian adult and finally
another democratic person. The data reveal a significant drop in
dependent approaches to the adult in the second democracy as
compared to the first, more friendliness and appreciation for their
leader as a person rather than just a “provider,” a sharp drop in
in-group aggressiveness from first to second democracy, and a
significant rise in friendliness and willingness to depend on one
another for suggestions and approval rather than on the leader.
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Although they had been lukewarm toward the first democratic
experience, the boys were enthusiastic about the second after they
had their experience with a benevolent autocrat.

One genuine school “dictatorship day” with which the writer
is familiar supports the observations described above. There was
a clear growth in the enthusiasm for handling freedom responsi-
bly and for co-operating with reduced ego involvement in group
decisions. Here is a challenge for teachers and group workers.

GENERALIZATION 13: An adequate time perspective—both in
the past dimension (traditions, shared experiences) and the future
dimension (hopes, expectations, plans, determined goals) is ini-
portant for a high and stable group morale.

An entire chapter of the present volume is devoted to an analysis
of the importance of individual and group time perspective for
the development and maintenance of high morale.* A brief com-
ment should suffice here. '

One of the dimensions of behavior on which the authoritarian
and democratic leaders differed in the study by Lewin, Lippitt,
and White was that of giving time perspective to the child group.
A typical example will clarify this difference:

Authoritarian Club:

Leader: We are going to start making a mask for the club.

Jim: How do we do that?

Leader: I'll tell you how as we go along. John, you take this
board and pound ten nails in it, and Jack go get a pail of water.

John to Jim: I wonder what this board is for?

Democratic Club:

Leader: You have mentioned several different things we might
do for our next meetings. Shall we decide now which one we’d
like to do?

Jack: I vote for the mask like the ones in the pictures we
looked at. (Other boys chime in to make it a majority vote.)

* Chapter IV, “Time Perspective and Morale,” by Kurt Lewin.
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Dick: How big will we make it? Is it out of clay or what?

Leader: Would you like me to give you a general idea of how
they generally make masks? (All nod and leader outlines general
steps of the mask-making process.)

One of the surest ways of ensuring a persistent ‘“‘self-feeding”
motivation in group activities has been found to be the setting up
with the group of the steps into the future. “Signposts of prog-
ress,” they serve thus as renewers of motivation and interest.
Shared experiences and certain group traditions also seem to serve
as important focal points in the developing and maintaining of
group cohesion.

GENERALIZATION 14: The pattern of adult stimulation and
guidance which will result in optimum productivity and positive
group cohesion must usually differ significantly with the particular
youth group and its activity—even with children of the same age.

It is important to realize at every step of our work with youth
groups that there is no such thing as the democratic pattern of
group leadership. Even working with five different clubs of the
same age group, as the Iowa experimenters did, it was discovered
that the same pattern of adult leadership was too free for some
and frustratingly inhibiting for others. One group from a uni-
versity experimental school accepted the responsibility of voting
on group decisions as a matter of course; for another club from
a different background of experience voting was a meaningless
formality. After the vote was over, the attitude of the minority
was, “All right, now you go ahead and do what you were going
to do, and we’ll do what we voted to do.” It was clear that the
behavior of a leader toward a genuine extension of freedom in
these two groups had to be quite different.

There has been, as far as the writer knows, no investigation
of the way in which the type of group activity conditions the type
of adult behavior which could be called genuinely democratic in
that situation. What is genuinely democratic football coaching
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like? How different is democracy in the craft shop and in the
classroom for this same group that was on the football field?

It has been found!! that children coming from different types
of home background see the behavior of the same leader quite
differently—to the extent that for some it is too easy-going and
for others too inhibiting. How to take these different “attitudinal
spectacles” into account is one of the major concerns of a genu-
inely democratic leader. What seems to be vitally needed is a scale
of democratic literacy up which leaders can climb with their
groups—starting with them at whatever level they find them. This
would mean that a leader would not be judged as “democratic”
or “undemocratic” according to the level at which the child group
was functioning at a particular time but rather that he would be
judged in terms of the rate at which he was making himself pro-
gressively unnecessary to responsible group functioning.

GENERALIZATION 15: In order to maintain and stimulate a
growing positive democratic morale tn groups of children and
youth we need to develop criteria by which we can know when
we are leading at the “upper fringe” of stimulation of democratic
competence for a given group rather than at the “lower fringe.”

Probably it is safe to say that most of the giving of new areas
of freedom on the part of teachers, parents, and club and recrea-
tion leaders is motivated by symptoms of discontent with the
status quo on the part of the group rather than by a positive
interest in seeing how much new freedom the group can be helped
to handle responsibly and without undue strain. The difference in
leadership between the level of this “status-quo democracy” and
“upper-fringe democracy” is great.

A significant experiment in the field of intellectual stimu-
lation carried out by McCandless'” has important implications
for our practices of building democratic morale in youth groups.
It had been found over a period of years that children at the upper
end of the intelligence distribution in preschool groups showed
fewer upward gains in intellectual functioning (1.Q.) than was
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the case with the other members of the group. McCandless de-
veloped the hypothesis that this fact was due to the particular
“ceiling of stimulation” which the teachers had set in the situa-
tion—a ceiling adapted to the stimulation of the average group
member. Thus for about two hours a day he took this high group
of four-year-olds as a special project group and raised the level
of stimulation greatly, at the same time developing criteria of
overstimulation (signs of frustration and fatigue, emotional irri-
tability, etc.) by which he could be guided in staying at, but not
going over, the upper level of intellectual stimulation from which
this particular group could profit as total personalities.

To the writer it seems high time that we thought in similar
terms about the stimulation of democratic group functioning on
the part of classrooms, clubs, teams, and recreation groups. A
democratic morale for our youth cannot grow and wax sturdy on
tidbits of freedom meted out with reluctance by those responsible
for the fiber of our future democracy.

The War and Group Morale

Since this chapter was written American youth have become
members of a nation at war. At first the writer felt this might
call for some revisions or additions to this chapter. Further
thought led to the conclusion that war, for the groups we have
been talking about, is another type of emergency situation. It is
another type of demand for personal sacrifices and identification
with certain new group goals—but the new group interests and
situational demands only accentuate more cogently the need for
newer active consideration of the bases of democratic youth group
morale which have been revealed in recent researches and sum-
marized here.



CHAPTER VIII

Morale and the Training of Leaders

ALEX BAVELAS C:hild Welfare' Re.s:earch Sta-
tion, State University of Iowa

HE connection between leadership and group morale is
I too obvious to require comment. It can hardly be over-
looked in the observation of any type of group life or
co-operative endeavor. No ancient army, or, in our time, political
faction has willingly foregone the opportunity to strike a blow
with impunity at the opposing group’s most vital spot—its leader.
The enemy broadcasters in this present war concentrate their most
vicious attacks upon Churchill and Roosevelt. In the area of civil-
ian defense, it is well recognized that the establishment of any efh-
cient community program depends largely on finding the proper
leadership and the winning over of the “leaders” in the com-
munity.

A survey of what has been written about leadership and group
morale leaves one with contradictory and somewhat confusing
details. It is true that some groups “fold up” when their leaders
are lost; it is true also that other groups seem to be little affected,
while still others appear actually to rally and to redouble their
efforts. It is true that getting a new leader raises the morale of
some groups to new levels; it is also true that groups may change
their leaders many times, with their morale sinking lower with
each change.

The importance which leadership has for the group is not a
phenomenon peculiar to authoritarian societies. Not infrequently,
in discussions of social systems, emphasis on leadership is regarded
as synonymous with totalitarianism, and the democratic ideal with
leaderless equalitarian groups. One may speculate as to how far
this idea is a result of totalitarian propaganda. Actvally, de-
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mocracy, in theory or in practice, has never minimized leadership.
The president of the United States has always had more power
than did the German Kaiser, although the manner in which the
power was used was essentially different. Throughout the social
organizations of this country, from boys’ clubs to political parties,
it has been traditional to place, for a limited time and in a restricted
area, both the power and the responsibility of leadership upon an
individual. The downfall of the German Republic is a good illus-
tration of the fallacy of seeing the ideal democracy as a “liberal”
leaderless society.

While democratic as well as authoritarian societies are dis-
tinguished from anarchic individualism by a recognition of the
importance of strong leadership, there are striking differences
between democratic leadership and authoritarian leadership. These
differences lie not so much in the amount of power which the
leader may hold, but in the function and position he occupies in
the group.

In the authoritarian setting, the leader of a group is not usually
a member of the group itself, but is often a member of a ‘“‘higher”
class. He is set over the group without consultation of the group’s
wishes. Responsible only to those who are organizationally above
him, he is not accountable for his actions to the group. He allows
the group to know only what he feels is good for them; reverses
are not reported, and the future is made as rosy as is suitable for
his purpose. His stay in office does not basically depend upon the
support of the group. He jealously keeps the power of decision
and formation of policy in his own hands, and criticisms of his
decisions by the group are considered acts of rebellion.

The typical democratic leader is a member of the group he leads
and has been “elected” by that group. Deriving his power to act
from the group, he is responsible to the group for his actions. His
term of office is usually predetermined, and only by the group’s
support can he remain in the position of leadership. He is only
one element in the policy-determining system of the group and
usually insists that the members understand the problem at hand
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and help to make the decision required. He serves to clarify issues
and to focus the attention of the group on important aspects. He
expects criticism from the group—riticism which is regarded not
as a crime but as a civic virtue.

Any discussion of the relation between leadership and morale
must therefore take into consideration the particular function of
the leader in the particular group structure. It has also to take
into account the specific situation in which the group finds itself.
Scientific knowledge in this field is rather meager. The bulk of the
data is anecdotal and is difficult to evaluate.

Rather than dealing with generalities it may be appropriate for
our purpose to analyze in detail a concrete case where the change
of the morale of a group as a function of leadership was created
experimentally under controlled conditions.*

Retrainming of Leaders with Low Morale

Large organizations, such as the W.P.A., Boy Scouts,
Y .M.C.A., school systems, factory organizations, all require
leadership for the organization as a whole (head leader), and
leadership for the smaller groups which actually make up the
body of that organization (subleader). This experiment deals with
the latter type of leadership, although we believe that the former
does not present fundamentally different problems.

Poor leadership can be eliminated either by careful selection

* The experiment was conducted as a co-operative project of the Child Wel-
fare Station of the State University of Iowa (George D. Stoddard, Director),
the W.P.A. of the State of Iowa (George J. Keller, Iowa State Administrator),
and the Jewish Community Center, Des Moines, a nonsectarian service affiliated
with the Community Chest (Mrs. Max Mayer, Director). We gratefully ac-
knowledge the co-operation of Mrs. Max Mayer, who gave impetus to the ex-
periment by offering the facilities of the Center during the “Home Camp” period
for a scientific study, and the co-operation of the associate director, Louis Wil-
liams, and the other members throughout the experiment. The study owes much
to Helen Cresswell, State Director, Division of Community Service Programs,
W.P.A, to Fred O. Erbe, Chief, Public Activities Programs, and to other staff
members of the W.P.A. This investigation has been carried out under the scien-
tific direction of Kurt Lewin.
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and, if necessary, dismissal of personnel, or by training. The dif-
ficulty of predicting leadership ability is known to be great. Dis-
missal involves much waste and expense. In recognition of this
situation, the training of leaders has been widely attempted. Fre-
quently, however, it has not been very satisfactory. Also, there is
no actual scientific knowledge about either the percentage of poor
leaders that can be improved by training, or about how far the
improvement can go.

The following experiment tries to test under controlled condi-
tions the efficiency of certain methods for rapid retraining of
leaders in a particular field. The leaders were picked so that their
age and habits of long standing should present particularly diffi-
cult cases for retraining. The results of this experiment are useful
in a discussion of group morale from at least two points of view:
(@) the effect of the training on the morale of the retrained lead-
ers, and (b) the effect of the shift in methods of control used by
the trainees on the niorale of the groups which they led.

THE LEADERS

The selection of the mediocre leaders was made on the basis of
five sets of information given by those officers of the W.P.A. who
were familiar with the leaders’ present work. It is technically
necessary in such experiments to have a “control group,” which is
not trained. This control group should be composed of individuals
similar to the experimental group. The pairs were equalized on
age, sex, length of time on W.P.A., length of time on present
W.P.A. project, rating of technical skill, rating of leadership
ability, and as far as possible on the relevant factors in their life
history. The objective measurements, taken later on these leaders
when at work, verified to a remarkable degree the pairings which
were made. (See Figures 1-a, 2-q, and 3-a.)

All the subjects felt rather keenly the personal-status implica-
tions of working on the W.P.A. Although their relationship with
the two W.P.A. leader trainers was good, they would speak with
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considerable resentment about the timekeepers—or ‘‘stool pi-
geons,” as they were referred to when speaking to one on the
“inside.” One of the most serious factors contributing to the
general insecurity of these leaders was the strain of “not knowing
for more than two weeks” in advance how long their job would
hold out. They often said that if their job were more “sure,” they
could do much better work. In the minds of the leaders the job
depended in a great measure on co-operating fully with the ad-
ministration of the center, and there were signs of tenseness.

Being on the experiment was unquestionably regarded at first
as an undesirable situation. Up to the third day of training there
were veiled questions about the project which revealed consider-
able suspicion. One of the women was so afraid that they were
being “examined” and would probably lose their jobs, that she
broke down and cried after the second training meeting.

By the fifth or sixth meeting of the group, this attitude had
reversed itself, and each of them felt it a distinct advantage to
be “in on it.” Factors which contributed to this change of heart
were these: the feeling that they gained knowledge about their
job; that somehow their job would be more secure and that there
might be a possibility for promotion; and finally the new experi-
ence of being a member of a genuinely co-operative group work-
ing toward a high social objective. Just as much change of heart
took place in the leaders who were not included in the experiment;
instead of being glad to have been left out, they became increas-
ingly jealous and even aggressive toward the trainees.

Leader A: A was the only man in the trainee group. He was a
playground supervisor. His behavior before training was that of a
typical “commanding” leader. He maintained a gruff exterior,
maintaining by word and action that “the boys” had to be shown
that you meant “business.” His lifelong ambition was to be a po-
liceman. He had once had a job as a special guard at the state fair,
a job to which he always referred with considerable pride. He had
made application for a job as prison guard, and his spirits could
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be seen to go up and down with the fluctuation of his chances of
getting that job.

Leader C: C taught the making of artificial flowers. A very
quiet but determined woman, she prided herself upon being “hard”
and seeing things “straight.” The other workers always praised
her for what she had “been through.” Her husband gone, she had
persisted in doing what she could to bring up properly her two
sons. She was not sorry for herself and “didn’t ask favors from
anyone.” When she led her classes, she was subdued both in her
manner and voice. This quietness was reflected in the behavior of
the children. No one spoke loudly or even in a ‘“‘normal” tone.
Another striking fact about €' was her “poker face.” Throughout
the observations before training she was never observed to smile.
This conduct seemed to be a part of her “teacher role,” for at
lunch with the other leaders she was definitely more relaxed.

Leader E: E was the younger of the two women and a more
approachable person. A relative newcomer to the center, she was
somewhat more insecure socially than the rest. Before any train-
ing had been given, she would encourage interaction between the
children more than the other two leaders. The children could ap-
proach her much more easily and did so. In general, she seemed
to be the most promising of the three at the beginning of the
experiment.

EXPERIMENTAL PROCEDURE

The experiment proceeded in the following manner: Six leaders
were paired by means of rating scales and life-history data. The
pairs were then split to form an experimental group of three
which was trained, and a control group which was not trained.
All six leaders were tested by observing and quantitatively record-
ing their actual behavior with the children “on the job.” Such
records included the effects of this behavior on the way the chil-
dren formed work groups. The experimental group was then
trained for three weeks (twelve days), not more than two hours
on each day. During these three weeks the experimental and the
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control groups continued their work at the recreation center. At
the fourth week, both the trained and the nontrained leaders were
tested again “on the job” by the same methods as at the begin-
ning of the experiment.

BEHAVIOR OF THE LEADERS BEFORE TRAINING

Behavior with the children. The treatment of the children by
these leaders was not unfriendly, and sometimes the leaders showed
a measure of personal involvement. Every leader was relatively
well-trained in the skills of his particular field—flower-making,
clay-modeling, playground supervision. In the craft classes the
leader saw to it that every child followed the same uniform pattern
of work. The productions of the children were closely supervised
from step to step. When a child encountered difficulties, the leader
would help him, usually by doing the operation himself,

It was interesting to notice that the lack of democratic feeling
between the leaders and the children was more noticeable when
the leader was not in the craft room or on the playground. During
the lunch hour or before the center was officially open, or at any
time when the leader was not strictly “on the job,” he showed a
decidedly authoritarian attitude. These leaders had all gone
through a period of training by the W.P.A., and the emphasis on
a democratic and friendly attitude seemed to have changed their
“natural” inclinations to some degree when they were ‘“on the
job.” The whole atmosphere was different while the person was
working as a leader. It seemed as if the “power field” of the
leader immediately grew larger and stronger if he stepped out of
his leader role, even temporarily.

Figures 1-a, 2-a, and 3-a present the quantitative data about the
ways in which the leader controlled his children.

Leaders 4 and B (Figure 1-a), who did playground work, con-
trolled the children predominantly (60 per cent) by direct “leader-
initiated commands.” The somewhat milder form of direct control
which consisted of giving commands after having been ap-
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Leaders C and D show a similar predominance (66 per cent)
of “direct” methods of control (Figure 2-¢). Having to deal with
handcraft (flower-making) rather than with the traditionally
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Fic. 2. Retraining of Leader C. The frequency with which leader C

uses authoritarian methods of direct control drops as a result of retrain-

ing from 77 per cent to 7 per cent. Instead, he uses a democratic, initia-
tive-stimulating method, 73 per cent.

“tougher” playground work, they used mainly the somewhat
milder authoritarian form of giving commands after they were
approached. Directing the group with praise and by vesting the
children with responsibility occurred in 12 per cent and 22 per
cent of the cases, respectively.

E and F, who were also leaders in handcrafts, show a pattern
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quite similar to that of C and D. E and F, however, show a tend-
ency to divide their behavior more or less equally between the
authoritarian direct control (51 percent) and the more democratic
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Fic. 3. Retraining of Leader E. The frequency with which leader E
uses authoritarian methods drops as a result of retraining from 51 per
cent to 11 per cent. Instead, he uses democratic methods, 89 per cent.

control through praise and giving of responsibility (49 per cent)
(Figure 3-a).

Amount of co-operative work in the children’s groups. The
effect of the method of control used by the leader can be seen re-
flected in the structure of the groups with which he worked. One
person on the observation crew took continuous records of group
structure from minute to minute. In this way, it was possible to



MORALE AND THE TRAINING OF LEADERS 153

%

determine how fréquently the children worked co-operatively in
subgroups of two or three, or worked each for himself.

For the experimental group, which was retrained, the average
size of subgroup observed was: for leader 4, 1.1; leader C, 1.3;
leader E, 1.0. The data for the control group are: leader B, 1.1;
leader D, 1.2; and leader F, 1.3. The average size of subgroups
for all leaders—trainees and nontrainees—is slightly above one.
Practically all the time, in other words, the children worked singly.

Morale of the leaders. There was every indication that the
morale of the leaders was low. Many of them, in fact, actually
disliked their work, felt insecure for the reasons mentioned above,
and were extremely suspicious of the organization. Openly they
stated that most of the people they knew felt that this work was
drudgery, that it had to be done just well enough to keep one’s job.
The facial expression and bodily postures of these leaders while
they worked indicated a mixture of apathy, worry, and unhappi-
ness. This may be clearly seen in the film records, taken at the be-
ginning and the end of the experiment.

LEADER BEHAVIOR AFTER TRAINING

Before discussing the method of training, we would like to
view the effect it had on the leaders and children after a period
of three weeks.

Behavior with children. Figure 1-b shows the methods of con-
trol used by leaders 4 and B after training. Leader A had three
weeks of retraining; leader B had no retraining. B’s methods have
not changed, have even, indeed, become a bit worse. The fre-
quency with which 4 uses authoritarian control has dropped from
77 per cent before training to 4 per cent after training. Instead,
he uses a democratic method of stimulating initiative (73 per
cent).

A similar shift may be seen in the retrained leader C as com-
pared to the nontrained leader D (Figure 2-b). D’s methods have
not changed or, if anything, have become a bit worse. The {fre-
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quency with which the retrained leader C uses direct commands
has dropped from 77 per cent before training to 7 per cent after
training. Instead, he uses a democratic method (73 per cent).
Leaders E and F follow the same pattern of shift as the pairs
above. F, who has not been trained, has become definitely worse.
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Fic. 4. Average Size of Subgroups for Retrained Leaders. The increase

in the size of co-operative work subgroups is much larger in the

groups of the retrained leaders 4, C, E, than in the groups of leaders
B, D, F.

The frequency with which leader E uses authoritarian direct con-
trol has dropped from 51 per cent before training to 11 per cent
after training. The frequency with which E uses democratic
methods of control has, on the other hand, risen from 49 per cent
before training to 89 per cent after training.

The methods of teaching which the nonretrained leaders used
showed no change. The trained leaders, for their part, shifted
from a “classroom” technique, characterized by dependence of the
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children and uniformity of procedure, to “group methods” which
created an atmosphere of productivity and co-operation. The suc-
cess of this “group method” was evidenced in various ways: (a)
a doubling of the number of children attracted to participate,
(b) the enthusiasm and persistence of the group, (¢) the “hold-
ing power” of the group for individuals, (d) the efficiency of the
work organization, (e¢) the high degree of self- dxsc1p11ne and
(f) the quality and output of the work.

Amount of co-operative work in children’s groups. The data on
the structure of the groups indicate a significant shift in the aver-
age size of subgroups in which children worked.

For the retrained leaders, the values are as follows: leader A,
2.4; leader C, 2.3; leader E, 2.8—that is, an average of 2.5. For
the nonretrained leaders, the values are: leader B, 1.5; leader D
1.8; leader F, 1.8—that is, an average of 1.7.

Both groups thus show an increase in the average size of sub-
group. One reason, probably, is that the children became better
acquainted with each other. The average size of the subgroup was,
however, in every group led by the retrained leaders, larger than
in any group led by nonretrained leaders.

EFFECT OF TRAINING ON MORALE: LEADERS GROUPS

One of the most striking results of the retraining was the
change from a definitely low morale to a definitely high morale.

At the start, as mentioned above, all the leaders on the experi-
ment were low in morale as to their present work. It was not, for
one thing, work in which they were personally very deeply in-
volved ; on the contrary, it was work done only as well as it had to
be done in order to keep the job. Typical of the attitude of most
was this statement taken from the stenographic record of the
third discussion meeting : ‘““The leaders here work without thought
to really helping the children. They come at eight, quit at twelve
for dinner, and quit at four for the day.” Typical of the feeling
that it was no use to try is another statement from the records of
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the same meeting. “When I came here I had a lot of ideas for
helping the community. The first year I was here I went where
angels fear to tread; the second year I had my wings clipped ; and
the next year I knew better than to do anything but what I was
told to do.”

Toward the end of the experiment, these same leaders showed
evidence of being very deeply involved in their work. Not only
did they go to considerable effort and expense to help their groups
get materials, but they were willing to commit themselves to long-
range plans with their clubs. One leader was highly elated that a
group of girls had asked her to be the leader of their club outside
of hours. Such extra work she would carefully have avoided
before.

The attitude of the group towards being part of an experiment
likewise underwent radical change. At first the idea of being
a guinea pig was thoroughly unpopular. At the third meeting
traces of suspicion about the whole project were still present. At
about the fourth meeting, however, there was a rather rapid swing
to the other extreme—to such a degree, indeed, that confidences
poured out regardless of the presence of the two stenographers,
of whom the group had originally been suspicious. Some of these
man-to-man statements were derogatory of the administration of
the center and of the other leaders. Some were stories of past ex-
periences. Whether factually correct or not, these stories indicate
the state of mind of the leaders at that time.

Very soon after the fourth meeting the trainees began to show
strong ‘“we” feeling. There were many instances of mutual aid
in regard to both the training work and their individual club pro-
grams. Toward the end of the experiment all the leaders wanted
to continue, avowedly feeling that they had “just begun.”

Still another important change in the morale of these leaders
was related to their future perspective. In the end each of them
had enthusiastic plans for getting a better job, or getting more
education, or even going into another more needful community.
One leader made determined efforts to get a chance to organize a
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recreation center in the resettlement area in Alaska. Another was
getting books on play schools and studying ‘“modern’” methods of
caring for young children. A third wanted to train other leaders.

EFFECTS OF TRAINING ON MORALE; CHILDREN’S GROUPS

The changes in morale, far from being confined to the leaders
alone, affected strongly the morale of the groups which they led.
Before the experiment began, there were no groups of constant
membership; at the end of the experiment there were four groups
of about twelve to eighteen members each which met daily with
high consistency of membership. The success of the trainees with
the children was so striking that the other leaders, in a kind of
self-defense, tried repeatedly to lure children away from these
groups. The failure of such attempts, even when they were bol-
stered by threats, indicates how cohesive had become these groups
led by the trainees.

All the groups led by the trainees showed great initiative in
reaching new levels of productivity. Although ‘‘the big show,” a
musical comedy put on by the whole center under the direction of
the dancing teacher, was always completely planned by her, a
number of girls from a group led by a trainee worked out and
practiced a dance which they tried to get permission to perform
in the show. Thus the increase in morale, far from being confined
to the activities led by the trainees, spread into other areas as well.
A playground group invented a game of bowling and voluntarily
went to a great deal of work to build a backstop to protect the
glass in a nearby door. Another group made plans to use the
money they had in their club treasury to “adopt a baby for Christ-
mas.” Their money they got by making flowers, for which the
boys got customers—the first time in the history of the center that
boys had been connected with flower-making.

Perhaps the best example of group morale was the club which
was making puppets. They decided on this project in the full
knowledge that the leader knew no more than they about puppets.
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An attempt by the leader to get help from a leader not on the
experiment who knew how to make puppets was indignantly re-
fused with the words, “I’'m not going to do myself out of my
job!” Thereafter the children and the leader experimented to-
gether and got the information they needed from library books.
In spite of such obstacles, this group completed some clothing,
began to paper their stage made of two orange crates, and by the
end of the experiment were beginning to get people to buy tickets
to their puppet show.

The Traiming Method

Democratic methods are not easily learned without actual prac-
tice in social situations. Many training courses for leadership in
groups for children, young people, parents, or in any other field,
arrange for “real life” application, but neglect to make the course
itself the very first source of experience in democracy for the
trainee. It is not an unusual thing to find groups being taught
democracy in a completely authoritarian manner.

It was the intention of the present experiment that the trainees
should be able to make use in their later work of their personal ex-
periences as members of a democratic group during training. The
experimenter, therefore, was in the role of group leader; in fact,
his conduct had to be illustrative of the type of leadership the
trainees were learning to use.

Such an arrangement was found to be efficient in at least three
ways: it gave the trainees “‘subjective” data about what it means
to work in a group which is led democratically; it proved to be a
main factor in convincing the trainees about the value of such
methods of leadership; and it built up within the training group a
sufficiently high morale to withstand the considerable adverse pres-
sure which was brought to bear upon them during the training
period.

The policy of maintaining group democracy throughout the
training meant that although the trainer had a definite program,
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the particular course of each meeting was not predetermined. No
systematic series of “lessons,” his program was, rather, a consid-
eration of high points which should not be overlooked. In many
of the problems discussed, particularly those involving local or
organizational factors with ‘which the trainer was not familiar,
the group made its own way and developed the specific techniques
required. It is sufficient to say that the training method included
all of the points which had been listed in the original program of
the trainer, and in addition some points for which the group itself
must be credited.

The following is an analysis of the training as it actually took
place. For purposes of description, it is convenient to distinguish
various aspects of the program. It must be remembered, however,
that this does not imply a chronological order, and that the var-
ious units overlapped extensively.

Attitudes wversus Techniques. The attitudes, objectives, and
philosophy of recreational group work, it was decided, should
be thoroughly explored before any serious attention was given to
techniques of leadership. In the beginning it was the policy of the
trainer to avoid discussion on “what to do in a particular situa-
tion,” to encourage instead discussions of underlying principles.
The result was that techniques which the leaders actually used
later in working with groups never became a “set of tricks,” but,
rather, remained flexible and easily modifiable to meet specific sit-
uations.

“Sensiticing” the leaders. First the group was asked to make
a list of the qualities a leader should have. After some discussion
the following five points were the ones set forth: tolerance, pa-
tience, understanding, good discipline, and skill. In order to make
the group aware of the haziness of these concepts in their own
minds, and in order to determine whether these widely accepted
concepts actually provide any tangible means for judging the
quality of the actual conduct of leaders, these five points were
used as a check list without any addition or criticism from the
trainer. '
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The group was allowed to try this check list on another leader—
the result being complete disagreement. The behavior of the leader
under observation was labeled differently by each of the different
observers. A more detailed discussion of leadership behavior en-
sued, after which further check lists were again tried out by
direct observation. In this way, the concepts about leadership
not only were clarified in the minds of the trainees, but, at the
same time, became more realistic.

Along with the clarification of concepts, there was an elabora-
tion of the leader’s possibilities for action. During the observa-
tions, examples were collected of what different leaders did, ex-
amples which afforded a basis for discussing what different types
of leaders might have done. Such discussions as these served to
make vivid to the leaders the many possibilities of action which
are presented to the leader at every point of group life.

Finally, after repeated requests, the leaders were given reading
material in group leadership. Some of the most spirited of the
early discussions arose from such reading.

Broadening and Restructuring the Goal Region. The group
made a concrete formulation of the objectives of their work:
recreation leadership with children. No criticism was made by the
trainer, the only stipulation being that the final statement of these
objectives should be acceptable to all. The final list named three
objectives: the production of good craft articles, the entertain-
ment of the children, and the keeping of good discipline.

The ways in which these objectives could be attained, once
elicited from the group, were documented without any attempts
at evaluation by the trainer. At this point, in the minds of the
trainees, the objectives and the ways of reaching them were iso-
lated—practically independent—areas.

When the trainer then induced the group to think of other pos-
sible objectives in their work, the group responded by bringing
out a great number of such goals. Many of the objectives men-
tioned were clearly broader in meaning, more inclusive, more
“important” than others.
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Next, of course, the need for integrating the many objectives
which were now on the table quickly arose, and a complete re-
structuring followed. Various goals were interrelated, made sub-
ordinate, etc. For instance, “‘entertainment” and “good discipline”
were given at first as unrelated and partly contradictory objectives.
At a later stage, after a discussion of the manner in which low
discipline and little entertainment often go with lack of interest,
it became clear to the trainees that one way to get both good
discipline and gratifying entertainment was to achieve an atmos-
phere of high interest.

The restructuring of goals led to a re-evaluation of the ways in
which various objectives of group work could be attained. Event-
ually, the discussion led into a study of the “paths to the goals”—
in other words, techniques.

Development of Techniques. Various procedures contributed
toward the building up of suitable techniques. The leaders ob-
served the trainer leading a group, for example; such observa-
tion was followed by a discussion and criticism of his methods.
For another thing, they watched each other at work, discussed
and evaluated the procedures they saw used. The trainer for his
part ‘“cruised” the center at odd hours to watch the leaders at
work, often finding it possible to discuss some particular event
just after it had occurred. Then at the end of each afternoon,
there was a thirty-minute “clinic’”” wherein problems of leadership
which had occurred that afternoon were discussed.

The leaders, moreover, were given the experience, as a group,
of being themselves the “children” under different conditions of
leadership. The trainer deliberately employed autocratic techniques
or laissez-faire techniques in situations which made the shift from
the democratic methods seem natural. Although at first the train-
ees were not aware that the trainer was “acting,” later they be-
came markedly sensitive to changes of atmosphere. Their increased
sensitivity went along with a more self-critical attitude while they
themselves were on the job.

The trainees were also shown the film records of the experi-
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ments in democratic, autocratic, and laissez-faire atmospheres,!
as well as the films made of themselves before the training pro-
gram had started. These films served as a means of bringing the
techniques and effects of certain types of leadership into sharp
contrast. In addition, the pictures probably helped to convince the
trainees of the practicability and the worth of the change of
method they were attempting.

Integration of work with broader social objectives. At many
points along the training program, the trainer encouraged the
bridging of the objectives of “group work in recreation” with
two different levels of objectives: values for the child as an indi-
vidual, and values for the community and society as a whole. The
effect of embedding the objectives of the job in this larger setting
was noticeable in terms of increased self-respect and, consequently,
higher morale.

Sensitivity of morale to leadership. Morale, far from being an
extraordinary property which must be added to certain types of
groups, is a characteristic of the atmosphere of all groups. Re-
lated to group goals, time perspective, clearness of planning, group
structure, work organization, etc., it is affected to some extent by
a change in any of these and other properties of the group.

Group morale is affected by changes in any part of the group.
Because a leader is an important subpart of the group he leads, any
change in the leader will, therefore, affect the morale of the group.
There seems, on the other hand, to be no definite relation between
the various levels of morale and any single aspect of leadership,
such as power, knowledge, or the ability to make quick decisions.

The rapidity and depth of change in group morale that the
leader may effect is illustrated by the experiment reported above.
The change in morale which took place in the leaders’ own group
is one example. After only a few days, the members of this
group showed evidences of heightened morale; after three weeks
they had definitely changed from a very low to a very high
morale. A second example is the change of morale which took
place in the children’s groups led by the trainees. These changes,
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likewise very definite, paralleled the changes of morale in the lead-
ers. The change of attitude, technique, and morale on the part of
the leader, was immediately reflected in the morale of the group.
Since later measurements of leader behavior were not made, we
cannot determine how permanent was the influence of this short
period of training.

How deeply and how rapidly changes of morale may spread
through an entire country and how sensitive the morale of even
so large a group of people is to the quality of its leadership, is
borne out by still other examples. Ordway Tead * draws a clear
picture of one such change: “On March 4, 1933, when Franklin
Delano Roosevelt stepped to the microphone to deliver his in-
augural address as President, he faced a country which was
plunged into confusion and discouragement. As his voice rang
out clear and confident, as he said that the thing most to be feared
was fear itself, as he set forth the outline of policy he proposed
to follow, there came an almost instantaneous response of public
support and public trust. . . . A leader was felt to be at the
helm!”

An instance of rapid and surprisingly deep change of morale
is the following. In the experiment reported above, the trainer led
a pickup group of children for forty minutes, to give the trainees
an opportunity to observe techniques in beginning the develop-
ment of a group program. These children had been asked to meet
“for a while,” with no word of any possible continuation as a
group. The involvement of the group in what they had started
was so great, however, that the following day at the same time
they were back for another meeting. Even though no leader could
be found for them for several days, they nevertheless went ahead
getting more members, selecting a club name, and organizing
themselves.

The results of the experiment caution against an overevaluation
of the factor of personality in leadership. The leaders who were
used as subjects had been poor leaders for years, and they changed
in the short period of three weeks into very good leaders. Al-
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though the importance of personality in leadership cannot be de-
nied, the limits it imposes are less hard and fast than commonly
supposed. The experiment shows, on the other hand, that atti-
tudes, techniques, and morale are decisive for leadership, and that
by changing a person in these respects one can change his effect
as a leader.

The effect that a certain type of leadership will have upon the
morale of the group depends, of course, upon the type of group in
question. To heighten morale in an autocratic group requires tech-
niques different from those required to heighten morale in a demo-
cratic group. What are described as “autocratic methods” in this
experiment, be it remembered, would probably in a totalitarian
state be considered very democratic. The totalitarian states, no-
tably Germany, have themselves developed authoritarian methods
for creating high morale—techniques based partly upon the
“leader myth,” both in regard to Hitler as the source of all lead-
ership power and in regard to the more general “leader principle” ;
and partly upon methods which resemble, at least on the surface,
democratic techniques. Within certain specific areas, a kind of
status democracy has even been developed; in the army, for in-
stance, comradeship is now emphasized, with the more familiar
du replacing the formal address.

Since morale depends upon all the properties of a group, how-
ever, it should be clear that, whatever the temporary level of
morale may appear to be, there will be a difference in morale be-
tween groups led in an authoritarian manner and groups led in a
democratic manner.* In the experiments on group atmosphere,!
there was very little to differentiate the autocratically led group
from the democratically led group in morale so long as the leader
was present. But when each group was left leaderless for a short
period of time, the autocratic group very quickly stopped working

* For other discussions of behavior in democratic and autocratic groups, see

Chapter IV, “Time Perspective and Morale,” by Kurt Lewin, and Chapter VII,
“The Morale of Youth Groups,” by Ronald Lippitt.






CHAPTER IX

Propaganda and Morale

S. S. SARGENT Barnard College
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of all mankind!” So runs the theme of George M. Co-
han’s new song hit composed for America in World War
I1. Is this propaganda? And will it help build American morale?

In most current discussions of morale little attention is given
to propaganda and the role it plays, or should play, in building and
maintaining American morale. To most people morale seems
good, and propaganda seems bad; therefore, the two should not
be related. A few years ago the writer asked each member of a
forum audience to write on a card his definition of propaganda.
Over two-thirds of the 65 respondents indicated their suspicions
of propaganda either because they thought it warped facts or
served special interests or both.® It has often been noted that
Americans speak of promotional efforts they favor as “education”
or perhaps “publicity,” reserving the term ‘“‘propaganda” for
causes with which they do not sympathize.

The recent popularity of propaganda analysis may also have
something to do with current reticence about speaking of morale
and propaganda in the same breath. Thousands of subscribers to
Consumers Research and Consumers Union have become aware
of the tricks of advertisers and have learned to depend upon
scientific analysis in selecting and buying their products. The In-
stitute for Propaganda Analysis, which recently discontinued its
publications until the end of the war, announced in the final issue
of its bulletin that its monthly circulation has been 10,000 and
that, in addition, 18,000 copies of annual volumes have been sold.
Since a large proportion of subscribers were libraries, schools,
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colleges, editors, clergymen, lecturers, and the like, the influence
of the Institute upon American thought has been considerable.
The most concrete illustration is the widespread use of the Insti-
tute’s “Seven Devices” in analyzing potential propaganda. With-
out doubt many persons feel that stressing a connection between
morale and propaganda may lead to the analysis and criticism of
morale-building efforts, an effect which would be unfortunate in
wartime. :

The relationship between propaganda and morale is, however,
an important question which cannot be overlooked. It demands an
answer for the very simple reason that propaganda has been used,
is being used, and will continue to be used in boosting American
morale—both civilian and military—to a point which will make
victory possible. Government bureaus, business organizations, so-
cial groups, and private individuals are striving to build national
morale. The technique they are using is propaganda, though they
prefer not to have their efforts so characterized because of the un-
pleasant connotations of the term. If they understand American
attitudes and if they know the potentialities and limitations of
propaganda they may be successful, singly or together, in con-
tributing greatly to American morale. If they do not, they may
bungle the job. There is always the possibility that our major
morale-building functions may gradually become centralized in a
great patriotic sales campaign run by advertising and publicity
men—a sort of streamlined Creel Committee with slogans, post-
ers, parades, up-to-date Four-Minute Men, handouts, leaflets, and
all the other paraphernalia of highly emotionalized appeals. Such
a reversion to the rather primitive propaganda methods of World
War I might conceivably prove disastrous to national morale in
World War II. Social scientists, particularly psychologists, so-
ciologists, and political scientists, have an important function to
perform in studying the situation and helping to guide our morale
effort into the most constructive channels.
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Two Sources of Morale

Broadly speaking, civilian morale may be heightened either by
environmental changes or by people’s changed interpretations of
their environments. That is to say, it may be heightened by the
impact of events or by changed evaluations of and attitudes
toward situations, whether or not the latter have themselves
changed. Such events as the bombing raids and the threat of in-
vasion did wonders for British morale, which had been only luke-
warm during the “Sitzkrieg.” Invasion of her frontiers and the
German approach to Moscow raised Russian morale to unex-
pected heights. American morale, confused and divided at the
time, was welded and galvanized into action by the attack on Pearl
Harbor. (“Remember Pearl Harbor” is the only slogan of signifi-
cance produced thus far since America entered the war.) In all
these cases the effect on morale was an indirect consequence of
military events.

Obviously the determination of civilian morale cannot be left
to the mercy of more or less unpredictable military and naval
events; each belligerent nation undertakes the task of consciously
and deliberately attending to its morale. A government does so
by guiding its people’s opinions and attitudes—hence their actions
—in desired directions. This is the job of propaganda.

Propaganda is not necessarily bad, though it can often be criti-
cized on various counts. Essentially it consists of an attempt to
bring about desired attitudes by means of suggestion. Though
distinctions can be made between propaganda and education,
these tend to become unimportant in wartime because of the all-
compelling need to produce specific results like confidence, hope,
enthusiasm, and willingness to make sacrifices. The more a social
process is designed to bring about particular attitudinal states, the
more it tends to become propaganda.

In wartime, workability becomes the criterion for propaganda.
Such important yardsticks as factuality, degree of emotionality,
candor, and even long-range social utility tend to be ignored and
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all attention centers on immediate efficacy. If a piece of propa-
ganda (even though it contains wishful thinking, unverified
rumor, and the like) seems likely to raise morale and thereby to
help win the war, it is used; if it doesn't, it is rejected. This may
seem to be an unduly Machiavellian interpretation. Yet the story
of propaganda in World War I, as related by Lasswell and others,
leads one to suspect that as the war proceeds such a pragmatic
view will become increasingly the order of the day.

Selection, evaluation, and interpretation of news is an important
function of propaganda, though news reporting per se belongs in
a different category. When a censor holds up bad news and lets
it trickle out in small judicious doses, or when a writer does an
article on the significance to Americans of Japanese conquest of
Singapore, he is putting out propaganda; in each case an attempt
is made to produce a desired effect upon public opinion. Propa-
ganda may be used to aid American morale by stating and inter-
preting war aims, by fostering good will toward allies and hatred
toward enemies—in fact by any appeal to reason or emotion which
may evoke confidence, enthusiasm, and determined effort.

How successful can such propaganda be in achieving its goal?
Doob has shown that successful propaganda follows the “prin-
ciple of related attitudes.” The propagandist seeks to arouse “pre-
existing attitudes which will serve as the basis for the desired in-
tegration.” > Putting it in another way, we may say that propa-
ganda is maximally effective only when it operates within bound-
aries determined by widespread attitudes and common recognition
of facts.

It thus becomes necessary to analyze the content of American
attitudes, by polls and other scientific methods if possible, so that
those who are seeking to promote morale can utilize the findings
in their work. Although this has been done to a slight extent, and
results of some studies appear in later chapters, the surface has
only been scratched.*

* See Chapter XI, “American Morale when the War Began,” by Donald
Rugg; also Allport.!
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American Predispositions

Some American attitudes are clear—attitudes toward Hitler,
Mussolini, the Japanese, and their military aggressions. But there
are many less obvious attitudes which play a part in current think-
ing; frequently vague, they are found in the fringes of conscious-
ness rather than at the center. They are, nevertheless, tremen-
dously important; those who would build American morale must
know them and know how to deal with them. Some are given
here with their implications; the catalogue is not complete, nor is
the evidence entirely conclusive, but it may at least furnish some
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