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G.G. Carey

It is my great privilege to be associated with two
venerable Cincinnati institutions:
one that is now 144
years old, and another that has reached the ripe old
a~e of 156.
In a city of Cincinnati's modest size, you
mlght expect that these two organizations would come to
know each other well in their century and a half of coexistence. But this does not seem to be the case.
I am referring, of course, to the Literary Club
and the Procter & Gamble Company.
Corporate observers have sometimes described P&G
as an inner-directed company, with little interest in
what lies beyond its corporate walls.
If this was ever
a valid criticism, it's certainly less true today than
in the past.
But the fact remains that the Company has
n e ver shown much curiosity about the Literary Club,
which is perhaps just as well.
However, the fine minds at 500 East Fourth street
f i nd grist for their intellectual mill in just about
everything, including the large soap company a block
away.
So it always come s as something of a surprise
for me to realize how fuzzy is their understanding of
Procter & Gamble.
They see P&G through a g l ass,
darkly.
I would like to do what I can to correct this.
Li ke the Li terary Club, Procter & Gamble is a wonderful
organization: not without its imperfections, but a
neighbor worth knowing better.
This is particularly true in light of a very
negative new book about P&G, written by a naive young
business reporter with a grudge against the Company
which hopelessly destroyed any sense of objectivity.
As she dug for dirt, she missed entirely the fabric of
the Company; the values that have been the k ey to its
success over the decades. The book was not a success.
I am told the publisher printed 75,000 copies, but sold
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only 17,000.
But it inevitably raised questions in
some minds about what really goes on over at 6th and
Sycamore.
I would like to try to answer these
questions for you, tonight.
I want you to know my
company better.
I feel obliged to make some disclaimers, at the
outset.
Because this paper will inevitubly come across
as something of a polemic, you will want to consider
the source.
The views in this paper are purely my own,
and reflect all the predictable limitations of a single
observer's pOint-or-view. I am a IOyul employee, well
into Act III of what has been a challenging and
satisfying career.
In a global company, I have spent
my career in the u.s.
I am from Advertising, which is
a very distinctive culture within P&G. And I have
spent most of my career in Staff work.
Each of these
descriptors will have an effect on the view of the
Company I plan to share with you tonight.
Let me
explain.
FUNCTIONAL DIFFERENCES

Internal differences within P&G are difficult for
outsiders to understand. Of course, we are all Procter
people; you could throw a blanket over the bunch of
us.
We all share a very strong set of Company values:
a willingness to work hard, a fiercely competitive
determination to be the best at what we do, an abiding
belief that everything depends upon the quality of our
products and the integrity of our brand names, and a
total commitment to conducting our professional lives
by impeccable ethical standards.
The observations which I am sharing with you
tonight reflect my upbringing in Advertising (which is
synonymous with Marketing at P&G). There is a
wonderful ethnocentricity about our Advertising
organization, particularly among the Brand Management
people who are Advertising's driving force.
They are
convinced that they stand at the very center of the
corporate universe with all the other functions
orbiting around them in a support role (a view not
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necessarily shared by the rest of the company).
Their
universal goal is to become a General Manager:
they
see this as the only goal worth achieving (another view
that, thankfully, is not universally shared).
In fact, Brand Management is the preferred route
to General Management, if that's your goal.
More than
90% of our General Managers have come up through the
Brand organization which collect i vely represents less
than 5% of our Management enrollment.
The majority of
our senior Corporate Officers are products of Brand
Management, including all 9 Group Vice Presidents, one
Executive Vice President, the President, and our last.5
CEO's.

u.s.

VS. INTERNATIONAL

Let me turn to a second important internal
cu l ture. You see P&G as a Cincinnati company.
In
fact, we are very much a global company.
During my formative years there was a clear
internal distinction between U.S. and International.
It was understood that the U.S. was the scene of the
real act i on, but we were vaguely aware that some of our
friends and associates had disappeared to exotic
foreign assignments, like missionaries doing God's work
among the heathen. No one thought about them much, on
a day-to-day basis.
As the International side o f our business went
through explosive growth in the 1970's and 80's, and
its share of the Company's sales and profits began to
rival the U.S. for supremacy, it became increasingly
clear that we were all going to have to start thinking
very d i fferently.
Today, we are evolving to a global
personality, mind set, and way o f doing business.
The
U.S. is no longer Valhalla:
it is just one among four
worldw i de business regions.
Something in excess of 60%
of our employees work outside the U.S.
This is a side
of Procter that is seldom seen by members of the
Literary Club.
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STAFF VS. LINE

The third internal difference at P&G which you
need to unders tand better is the distinction between
Line people and staff.
At the he lm of all P&G businesses are people who
are dedicated exclusively to building a specific brand
or group of brands. They are personally accountable
f or the volume , share of market, and profitability of a
meaningful p i e ce of our business. We refer to these
people as line peopl e.
They are aided by a cadre of Staff people;
Managers with speci al skills whose job is to help the
line people meet their business objectives by applying
a lifetime of expertise in their field, be it
Packaging, Public Relations, Advertising Copy or
whatever.
Late one ni ght my wife and I were driving home
from one of the very few Company parties we attend in
the course of a year . I thought she was dozing; the
evening had be e n a long one.
Then, out of the
darkness, came he r question:
"Why are staf f people
more interesting than line people?" Being a staff
person myse lf, the question was not altogether
displeasing.
But I had too admit that I hadn't thought
of it quit e that way before and I felt defens ive about
the line people who are my friends, and whose care and
feeding has been one of my prime responsibilitie s.
Line people have a controlling preoccupation:
they are focused exclusively on building their busines s
and their organization. There is room in their lives
for little else. The soon er they succeed, the sooner
they are given bigger businesses to master.
They have
been selectively bred, educated, recruited, and trained
to an extraordinary level of professional expertise to
do just one thing: succeed in the consumer pa~k~ged
goods business, which is about the most ~ompetltlve
arena in the business world.
They do thlS wonderfully
well, and they thrive on the day-to-day chall enges of
their work. The success of the Company absolutel y
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depends on them. Line people are driven.
on the chase ... any chase.

They thrive

Good staff people are both students and teachers:
they study how their part of the system works, they
teach the line people how to apply the lessons learne~,
they set standards in their field, ,and,the y ~pend thelr
professional lives building expertlse ln thelr area of
specialization. They deal with principles, , system~,
and processes; something line people have 1 1ttle tlme
for.
By its very nature, staff work encourages a
greater breadth of interest than line work.
For
whatever reason, staff people are generally more
involved in the community, too (although there are
notable exceptions to this generality). And going back
to my wife's question, all of this probably makes them
more interesting dinner partners.
A case in point:
By my reckoning, the Literary
Cl ub has granted membership to 15 P&G people since
World War II. Thirteen of these have corne f rom the
staff side of Procter & Gamble. Of the two exceptions;
it's worth noting that one didn't join unti l the year
after he had retired from a very successful line
career.
The members of the Literary club should bear
in mind that the P&G people they know are a l most all
drawn from the staff side and thus not real l y
representative of the Company as a whole.
Now that you've been introduced to some of the
principal subcultures within P&G, let's get on with our
overview of the Company.
PROMOTION FROM WITHIN

As I s~e it, the one operating principle which
most dramatlcally shapes P&G, and sets it apart from
other great Amerlcan companies, is its commitment to
the poli c y of promotion from within.
Few people
out~ide the Company are even aware of this g uiding
pOllCY. And, to my surprise, few employees have taken
the tlme to reflect upon its full implications.
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Considered superficially, promotion from within
means that the only way you can ever join P&G is in an
en~ry level position.
You must begin at the beginning.
ASlde from the few people who join us through
infrequent acquisi tions, I could count on one hand the
exceptions I have seen to this rule.
Another obvious ramification of this policy is
that no one at P&G is asked to work for an outsider who
is brought in from another Company and made their boss;
a common practice elsewhere.
But the idea goes further still:
it means that .
everyone you will ever meet at P&G has spent their life
with the Company. True, they might have had another
j ob briefl y upon graduation from college, but for all
practical purposes P&G is the only place they have ever
worked. This is what "lifetime employment" at P&G
means for me.
No one ever guaranteed us that we would
spend our whole lives here, but it is a reality that
everyone who is here has been here all their lives.
I note with interest that the author of the recent
P&G "expo se" utterly missed this central fact.
Because
her book begs the question, if P&G i s as wretched a
place as she would have us believe, why on earth would
all thos e people choose to spend their lives th ere?
Why indeed? This is the central que s tion I would
like to ~ddr ess in this paper, my personal r 7butt al to
Soap opera. And in my judgment, t~e answer lS all
ut a set of corporate values whlch floW from the
a b0
.
"promoti on from within" POllCY·
What ha ppens when you gather together the most
talented men and women that can be found on the
nation's best campuses ... provide them first-rat e
tra ining throughout their careers ... put them to work
on endlessly challenging businesses ... reward them well
for their successes ... and keep them at it for their
lifetimes? The answer is, an extraordinary sense of
family and trust develops wh ich, as I see it, provides
the guiding energy behind the Company's long-term
success.
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Like it or not, we spend more waking hours with
our fellow employees than we do with anyone else,
including our family, during our working years.
So it
really isn't surprising that a strong sense of
community develops at P&G. We all grow up together.
We knew each other, when. We know each other today,
warts and all.
We corne to respect one another, and,
for the most part, to like each other. While there may
be internal differences, as is true of most families,
when the pressure is on from the outside we close ranks
and pull together for the good of the family.
We also take great care to keep our word with ou~
fellow employees.
If you are going to be together for
a business lifetime, it is absolutely essential to
develop and jealously guard a personal reputation for
individual trustworthiness.
stated crudely, you don't
screw family.
I am constantly amazed when friends who
have left P&G tell me that, in their new company, this
level of internal trust simply does not exist.
It is
hard for a Procter person to imagine doing business any
other way_
The sense of family is rekindled each November
when upwards of a thousand key managers from across the
P&G world gather in cincinnati for our Annual Meetings.
This is a curious corporate rite which, to the best of
my knowledge, is unique among American corporations.
While the purpose of these meetings is ostensibly to
review the business and set objectives for the year to
corne, their special value lies in providing an occasion
for a reunion, almost exactly like something you might
see in June on an IVy League campus. Old friends,
whose work has taken them in different directions or to
different parts of the world, truly look forward to
these meetings as a time to catch up with one another,
exaggerate how well they're doing, exchange gossip, and
rekindle the flame.
The young employees look on with
mystification ... but after they have been here a while,
they are gradually caught up in the spirit of the
Annual Meetings, too.
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P&G PEOPLE

When P&G people are asked why they choose to stay
with the Company for their career, they invariably cite
the quality of thei r fellow employees -- their family What about P&G people? Many
- as the primary reason.
observers would agree that we are a distinct type.
Where do we come from? How did we get that way?
Once aga in, the answer traces back to the policy
of promotion from within. Hiring mistakes are
commonplace in the business world. All companies make
them. When they realize what has happened they quickly
take the necessa ry action: the unsati~factory
performer is dismissed and the management goes back to
the marketp lace to hire a replacement.
But if P&G
makes a hi ring mi stake it does not have the alternative
of bringing someone in from the outs i de to fill the
hole.
An organization that promotes only from within
assumes an extraordinary responsibility to hire
carefully the first time. P&G has learned this lesson
well, and is positively compulsive about the recruiting
process.
I doubt that any business i n America has such
a clear understanding of the principles of good
recruiting, or goes to greater lengths to apply these
princip les effectively. Recruiting is not a matter
which is delegated to the personnel department.
Just
about everyone is involved in the process, including Ed
Artzt who makes personal recruiting trips to principal
campuses and monitors in excruciating detail the
recruiting results of each internal P&G group.
Our
Senior Officers spend hours wooing top prospects.
Because the only way to join P&G is in an entry
level job, the majority of our hiring is done on
campuses. We typically recruit at the best schools ...
not because there isn't talent to be had on less
prestigious campuses, but because it's a matter of
efficiency. Recruiting is expensive.
While there is
almost certainly a candidate at Slippery Rock who would
be as good as the best at Stanford or Harvard, the
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better schools generally offer a broader choice of high
potential prospects.
But we will consider carefully
anyone who writes us a good letter, accompanied by a
strong resume.
P&G is one of the very few companies who still
test all applicants -- an entrance exam, if you will.
Some of the more prestigious schools bridle at this and
primly assure us that anyone upon whom they confer a
degree needs no further testing. But it's a curious
thing how many of their students fail our test. The
test itself is not the old-time psychological selection
foolishness that was popular in the 1960's: it's an .
extremely pragmatic measurement of an individuals'
problem-solving skills.
It's a very simple test, but
it's not easy.
We try to identify our top prospects before they
have ever thought about P&G, and then go after them.
This involves penetrating the university and the
faculty to find out in advance who their best people
area.
The primary quality we look for is a pattern of
achievement: A track record of leadership, influencing
other people, and making things happen is more
important than a good GPA. With the best candidates,
this attribute can often be found as far back as their
high school years.
certainly, by the time they finish
college we expect our people to have been leaders,
presidents, captains, or entrepreneurs.
We are one of the few companies who continue to
hire meaningful numbers of people with undergraduate
degrees. While the majority of Advertising's new hires
come to us with an MBA, it is not at all uncommon to
find candidates at the undergraduate level with the
same track record of success and basic abi li ties. All
new hires, whether graduate or undergraduate, begin at
the same level doing precisely the same work.
The field of undergraduate study is irrelevant.
Our people have taken their degrees in an extraordinary
range o f disciplines, but most have are Liberal Arts.
Our CEO was a Journalism major. Other off i cers'
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undergraduate fields range from Comparative Religion to
victorian Poets.
When I joined the Company, a majority of our new
hires came from the military. Those were the days of
the Korean War and universal military training. We
miss the maturity and proven leadership skills which
military experience brought with it. Today, we hire
the occasional service academy graduate who has
completed the five year active duty commitment, and
they do very well.
Once we've got these bright, shiny new men and
women on board, our next priority is training them.
Here again, the policy of promotion from within gives
training a degree of importance that you simply won't
find at most other companies. Our people must succeed.
Much has been made of P&G's training:
I think our
reputation is well-deserved. All our Managers are
graded on two bases: their demonstrated track record
in building their business and in developing their
people. The two count equally.
The most valuable training at P&G is on-the-job,
working one-on-one with your boss. We also make
important -- but secondary -- use of formal seminars.
This is the mirror image of the practice at major New
York banks, for instance, where new hires go straight
into corporate classrooms for a matter of months, and
many are washed out on the basis of grades before they
even begin their job. At P&G, new hires are seated at
their desks, working on a meaningful business project,
by noon on their first day with the Company. And the
training never stops.
Just as quickly as people begin
to master their present level of responsibility, more
is heaped on, and more training with i t.
It is a wonderful thing for an organization to
have a massive annual infusion of youth, energy, and
enthusiasm, to say nothing of cutting edge new thinking
from the world's best business schools. Somehow the
whole Company finds new spring in its step each summer
when these hard-charging young men and women come on
board.
It's a tonic for us all.
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MERITOCRACY

The second reason most P&G people give for staying
is the Company's commitment to operate as a
meritocracy. Advancement is on the basis of
demonstrated, measured merit ... not seniority, and not
politics.
It's a system that has worked pretty well
over the years, and most P&G people come to trust it.
The system encourages people to make a major
commitment to their job. The work ethic at P&G goes
very, very deep. People work long hours, and they work
hard. There is precious little time for play.
You
will not find P&G people on the golf course on a bright
spring afternoon:
this simply isn't done.
There are
no corporate junkets. No duck shooting lodges in the
woods. While fishing may be the politically correct
pastime of the senior management, it is done on
personal time, not Company time.
Company time is for
work.
The motivation for this work e thic is that most
P&G people believe they are going to be judged and
rewarded fairly on the basis of their contributions.
The harder they work (all things being equal), the
greater the reward.
Even with a large and potentially
intimidating hierarchy, individual P&G people believe
they can make a difference, and they do so with
gratifying regularity. An entrepreneurial young woman
who reports to me recently assumed responsibility for a
long-established and quite successful corporate
venture: you would have thought it was about as welJ
run as it possibly could be.
In her first year she
found new ways to fine tune the project and singlehandedly increased profitability by over $3,000,000
annually. The Company makes available the resources:
individuals deliver the results, through their personal
initiative and leadership.
The system's not perfect.
No system is.
Every
once in a while P&G people see an individual being
advanced who they do not really feel is "our kind of
guy" (an asexual term at P&G).
Whe n th e senior
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management makes this kind of wrong call, the junior
people are the first to know it, and the top bosses are
often the last.
The reassuring thing is that, sooner
or later, those individuals who slip through the system
are found out and discarded. While these situations
should never have occurred in the first place, it's
enormously reassuring that justice is eventually
served, and the meritocracy is vindicated.
Work ing in a meritocracy is not an unmixed
blessing.
It's a hard and demanding system.
Its
downside is that it encourages an excessive commitment
to work, and a lifestyle which many would consider out
of balance.
But its great benefit is that it minimizes
the role of politics and the need to conform in order
to get ahe ad .
POLITICS & CONFORMITY

It is widely supposed that there is significant
pressure to conform to a approved prototypical model
within P&G.
Legend has long held that to succeed in
large American corporations one must faithfull y adhere
to the prescribed pattern of the successful
organization man, or woman.
I had a friend in the army who entered the J.G.
Penney company in 1957, the same year I started at P&G.
He reported that Mr. Penney had very clearly defined
views on how his managers were to dress, and would
periodically position himself in the lobby of the
corporate headquarters so that he could critique his
young executives' attire as they came to work in the
morning.
He particularly wanted everyone to wear
hats ... and, not surprisingly, everyone did.
Back in
the '60'S we heard the same kind of tales about IBMi
that they were highly directive in where their young
executives at each rung of the hierarchy should live,
what kind of cars they should drive, and so on.
I
always suspected these stories were exaggerated, but
they were commonplace and there was doubtless some
truth to them.
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In my experience, pressures to conform at P&G have
been greatly exaggerated too. They do exist to some
extent, and they generally reflect the conser vative
tone which has long been typical of the Company's
senior management. But in actual practice there are so
few of these pressures, and most are so subtle and
reasonab l e, that they never feel particularly onerous.
P&G people do feel pressure to wear a suit to
work.
To get to work on time and work a full day.
g i ve to the united Appeal. These hardly seem
unreasonable requirements.

To

P&G people feel absolutely no pressure whatsoever
to live in a certain part of town, a certain kind of
house, to drive a certain kind of automobile, to vote
Republican, or to limit their circle of acquaintances
to other P&G people. There is virtually no formal
corporate socializing. The way P&G people conduct
their personal lives simply doesn't matter, within
prevailing community standards, so long as they are
meeting their agreed-upon business goals at work.
The
o r ganizat i on is remarkabl y free of toadies, garment
pluckers, and wind-sniffers for the very pra gmatic
reason that demeaning yourself to play the sycophant
doesn't do a lick of good if your numbers don't measure
up, and doesn't help much if they do.
Then, too, the passage of time has dim i nished
these kinds of concerns. For many years, facial hair
was incorrect. Back in the 1960's, one particularly
hard-charging middle manager who was visibl y overdue
for an i mportant promotion wore the only beard in the
General Offices. On a Wednesday he shaved it off.
On
Thursday he was promoted. The message was n ot lost on
the organ i zation. Today, there are beards allover the
place.
On my first day with the Company I was
admonished that loafers were inappropriat e for the
office:
it seems laughable today.
But there are two notable exceptions:
areas in
which we all feel deliberate pressure to conform.
The
f irst o f these has to do with the way in which we
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communicate with one another.
approved style.

Here, there is an

COMMUNICATION
Much has been made of the celebrated P&G one-page
memo.
Wel l , the one-page memo is both a myth and a
holy grail.
It has never really existed in the past,
and it does not today.
(Neil McElroy took two pages to
recommend the Brand Management organizational concept
in 1940).
Bu t whether fact or fiction, the idea of the
one-page memo i s of controlling importance to the way .
P&G people communicate and do business wi.th one
another.
The primary reason P&G works so hard on its
writing is the absolute conviction that committing an
important proposal to a piece of paper tests the mettl e
of an idea , d i stills and clarifies the writer's
thinking, e xposes fallacies, and actually improves the
quality of the initiative being recommended to the
management.
Young men and women sometimes chafe at the
enforced discipline of this process, and see i~ as a
cruel form of hazing.
Nothing could be further from
the truth.
We are not trying to teach our young peopl e
how to write, but rather training them in how to think.
Our new hires corne to us with the finest academic
backgrounds.
They need no help with subject/verb
agreements.
True, they tend to be wordy in their
writing, because academia grades by the pound ... but
this is easily fixed.
The larger challenge is learning how to think lik e
the management, and understanding what it takes to
prepare an important proposal that success f ully
anticipates their questions.
This is what the "onepage memo" is all about.
And, ~t's as much about oral
communication as it is about wrltten.
It,re f lects the
very practical need for a global corpor a tlon to
th e
communicate with a common busin ess l a n g u age acr o s s
world of differences.
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ETHICS

The second area in which we all feel heavy
pressure to conform has to do with ethics.
Back in
1948, Board Chairman Redwood Deupree first articulated
a phrase that has become dogma at P&G:
"We try to do
the right thing." These words capture so succinctly a
company-wide commitment to principle that they have
become the very cornerstone of our corporate character.
We think in terms of "doing the right thing" for our
customers, for our employees, for our brands, for our
trade customers, for our suppliers, and for the
communities in which we live and work.
"Doing the right thing" is not an abstract
theoretical ideal at P&G:
it is a pragmatic and
frequently gut-wrenching issue which people throughout
the organization grapple with every day.
The challenge
to do the right thing often comes down to the hard
choice between what's right for the long-term versus
the short-term.
P&G Managers agonize over this choice.
They
really do.
They regularly find themselves under
exquisite pressure to deliver the short-term volume or
profit goals by which they are being judged:
pressure
that could be resolved with some short-term expedient
at the stroke of a pen.
In danger of missing your
volume goal? Need another quick 200,000 cases? Drop a
5 0 cent coupon:
you'll pick up the cases you need,
even though you know it's money down the drain, and
won't bring you any loyal, long-term consumers.
But expedients are frowned upon if they come at
t he expense of the Company's long-term interest in its
consumers, its brands, or its employees. Most of the
time, we find a way to resolve these dilemmas in favor
of the long-term.
sometimes we fail, or give in too
easily:
invariably, we wind up regretting our haste.
The fact is, P&G is not a welcoming environment
f or opportunists:
people who look for quick and easy
expedients, or play for short-term gain.
This is not a
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value judgment on such people:
it is simply an
observation that they are unlikely to find a good fit
at Procter & Gamble. There are other companies in
other industr ies -- good ones, too -- where these
people are much more likely to find career
satisfaction.
We try to avoid hiring them in the first
p l ace, but some slip through.
It doesn't take long to
spot them:
they are generally the ones who grumble the
loudest about a top heavy organization which stifles
their individua lity . They're usually gone in a couple
of years.
Sooner or later, the system rejects the ones
who don't measure up.
THE FIRST TEAM

A third reason why most P&G people choose to stay
is the satisfaction that comes from knowing they are
playing on the first team. There is a reassurance in
this knowledge which, for most P&Gers, count erbala nces
the heavy professional demands which the Comp a ny places
on its people.
We have a long record of winning in the
marketplace.
In the U.s., we do business in 44 product
categories, and we have the leading brand, or number 2
brand, in 33. Taken as a whole, it is generally
acknowledged that we are perhaps the most successful
company in the consumer goods business, worldwide.
We are held in high respect by the busin ess
community.
Simply saying that you work for P&G accords
instant credibility where business people gather
anywhere in the united states and, to an increasing
extent, worldwide. Quite frankly, this feels good.
We are preyed upon relentlessly by headhunters.
In a perverse way, this is a constant reminder that
we're on the first team . It is a fact that we hire the
best people, train them well, and heap additional
responsibility on them as quickly as they can shoulder
it. Other companies -- including our direct
competitors -- know this well. Over the years, Pepsico
(a company that has consistently proven itself unable
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to raise or keep its own managers) has been a
particularly formidable raider. While it i s an ongoing
challenge, we seldom lose our best people. And there
is a satisfying reassurance in the constant reminder
that you are a highly marketable commodity in the
outside world, just in case.
Like basic training in the army, P&G is a valuesetting shared experience with standards and
expectations that apply worldwide. There is a strong
sense of serving an institution with a higher purpose
of lasting value which provides a sense of worth for
many of us.
We work in Camelot. Anything else is
second best.
There is an acknowledged elitism in this point-ofview.
We think we are better than other companies and
the sense of being better is the heart of our esprit de
corps.
Every strong company, like a great athletic
team or special military unit, is steeped in a sense of
its own superiority. While this may seem arrogant to
outsiders, it is nevertheless a constructive and
necessary force in generating superior performance.
People are not just happy and comfortable working at
P&G, they are proud to work here.
If this sounds self-satisfied or complacent, it
probably is to some extent. And it is undeniably true
that we have a tendency to undervalue our competitors'
potential. When this happens, and it does occur from
time-to-time, we are rudely awakened.
It is a rare day when all of our businesses around
the world are healthy.
We have come to understand that
Caesar's problems in trying to rule the Roman Empire:
just about the time that you re-establish firm control
over the Celts, Huns and Franks on the North, South and
West frontiers, the Goths sneak up and give you fits on
your Eastern border. Happily, we are big enough and
diverse enough that these incursions -- while painful _ seldom cause us to lose our overall momentum, or
self-image as a winner.
But pride and complacency go
hand-in-hand, and it's a constant struggle for a proud
company to maintain its edge.

412

POWER AND AUTHORITY AT P&G

Yet another reason why so many of us choose to
stay is the novel way in which power works at P&G.
People who don't know the Company very well assume
not unreasonably -- that the boss gives the orders
and the junior Proctoids "snap to" obediently. And the
bigger the boss, the more instantaneous the obedience.
Several years ago I was in an assignment which gave me
an opportunity to study the management style at a
number of leading corporations and I found that
indeed, this is pretty much the universal model'
(particularly at Big Blue).
But it's positively not
the way things work at P&G. At least, not when things
are running as they should.
To be clear, Procter people are careful to show
due respect to the heavy hitters at the higher
echelons. This is a matter of prudence. But at
Procter the flow of energy, ideas and recommendations
is typically from the lower level up, with the senior
levels in a responding mode:
approving some proposals,
refining some, rejecting others.
It is not seen as the
management's responsibility to generate new ideas or
initiatives for the junior levels to implement.
In
fact, the junior levels do not react well when this
happens.
A very important element in P&G culture is
the fine art of "pushing back":
a subtle form of
resisting management efforts to seize the initiative
from the lower levels, where it properly belongs.
P&G
people take seriously the axiom "The game is lost when
the coaches go in to play."
Several years ago I was having a late hours
discussion with my boss:
a mercuria l and wonderfully
likable man who reported directly to the CEO and was
responsible for half the U.S. business. He had had a
bad day and was musing aloud.
"When I was an Assistant Brand Manager" he said,
"I used to fantasize that there was a level I could
reach in this organization where I would have absolute
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power to make things happen.
Like an Old Testament
Jehovah, I would say "Do This" and it would happen as I
decreed. Now I'm just one step away from the CEO'S
office, and the big revelation for m7 is ~hat this kind
of authority doesn't exist anywhere ln thlS Company.
To make something happen at P&G you have to constantly
keep selling -- no matter what your level in the
hier~rchy.
Because if the junior levels don't think
your idea is better than their idea, they will wear you
down with tightly reasoned memos that begin 'Your idea
i s a good one, but there are important issues you have
overlooked.'
I've finally come to realize that the
only absolute power I have is the power to stop things
f rom happening ... and this is no power at all relative
t o being able to make things happen."
There's a little hyperbole in this statement,
p erhaps, but there's a lot of truth in it too.
It can
b e all but impossible for a senior manager to f orce an
o rganization to do something which it doesn't think is
a good i dea. As a last recourse they can always resort
t o naked, brutal, authoritarian command:
but this
d oesn't work very well either, producing a hangdog
a tt i tude toward their project in which people tend not
t o do their best work.
Another anecdote on "pushing back". Many years
a go, one of our brightest young men developed political
a mb i tions and left the Company at the beginning of a
brilliant career to enter government. By a remarkable
s et of circumstances, he wound up working for the
Committee to Re-elect President Nixon. He didn't last
t here very long because the culture was so antithetical
t o everything he had learned at Procter.
I n this
s trange new world, he told me, to question your
management -- to push back -- amounted to being
d isloya l ... and to be branded disloyal was death. He
l eft the CRP shortly before watergate happened. His
b rief foray into government had taught him an appalling
l esson of power abused.
"Pushing back" is a way of life at P&G.
It is
g rounded in trust that the best ideas and the hardest
d ata should prevail over the biggest initials.
It
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happens at all levels. What might pass for
insubordination elsewhere is taught to our young
managers.
At the topmost rungs of the Company, I have
seen senior executive go back at the CEO, when they
were sure they were right, again and again in a way
that would be suicidal at other companies.
It can be
painful, but the result is that decisions are tested,
better solutions generally are found, and trusting
relationships develop with bosses when it's okay to
argue with them.
The Company does not promise its people a boss who
will become a friend.
(It's amazing how often this
happens, nevertheless. Again, a function of the
promotion from within policy.) We do our best,
however, to give our people a boss they can respect;
and from whom they can learn. A boss who knows their
job better than they do because they have previously
had that job, or one like it.
I've never had, jn 37
years, a boss I didn't respect. What a wonderful
statement to be able to make. And many of my bosses
became good personal friends.
I remember most fondly of all Bob Goldstein, a
Vice-President of Advertising who was the most
demandjng boss I ever had, and one of the finest men I
ever knew.
I watched him come up through the
organization.
In my Personnel role, I was able to help
him on one or two occasions from the time he was a new
hire until I eventually wound up working for him.
I
took great satisfaction from his success.
Besides being devastatingly intelligent, a
workaholic, and a truly caring man, he was also an
individual of the highest possible integrity.
I have
never forgotten one day when I was tempted to take a
shortcut to solve a nagging business problem and he
admonished me "Godammit Carey, a principle isn't a
principle until it costs you something."
There's a
thought to live by!
Bob was killed in a tragic rafting
accident some years ago.
What a loss for the Company.
We have other people who are as talented as he, but few
as fine.
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CINCINNATI

A final reason why we stay:
The city in which we
live and work is, of course, one of the Company's most
potent appeals.
The symbiotic relationship between
Procter & Gamble and cincinnati has proven over the
years a very happy arrangement for both.
Truth to tell, it can be tough sledding to
convince a high flying top student from an East or West
Coast business school to relocate in Cincinnati.
Most
people aren't even sure where it is.
I wasn't.
I
remember when I came in for my day of interviews 37
years ago.
I was confused by the fact that Ohio had
three leading cities which all began with the letter C.
I was pretty sure Cincinnati was the one in the North.
So I was filled with panic when I got into an airport
taxi and saw Kentucky license plates all around me.
My
God ... had I gotten off the plane one stop too soon?
To reassure myself without admitting I had no idea
where I was, I asked the cab driver how far we were
from the lake.
"What lake is that?" he asked.
"Lake
Erie" I responded.
"Oh", he said, about 450 miles." I
was reduced to the ultimate indignity of asking if,
indeed, I was in the city where Procter & Gamble made
its home.
His response came as a wonderful relief.
If P&G has a hard time selling new recruits on
Cincinnati, it's generally true that the city does a
wonderful job of selling itself once they a re here.
This is, in fact, a very good place to live.
Not too
big, not too little ... a strong and welcoming civic
spirit ... Midwestern friendliness of a kind you just
don't find on the East Coast ... pretty well run, pretty
clean, pretty safe, pretty good schools.
In these
troubled times, that adds up to pretty good living
particularly for a young married couple raising a
family.
Swinging singles grumble that there's not much
action and some leave for spicier locales:
but the
great majority put down roots here and find it very
fertile soil.
And, Cincinnati is an excellent value:
P&G pays
its people on a competitive national scale for the work
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they do.
Salari es are quite comfortable by Ci ncinnat i
standards.
Hou sing is a real bargain compared to the
big cities on the East and west Coast.
Then too , ther e is the respect that P&G people
find in c incinnati . Bankers are friendly to P&G folk.
Merchants are trus ting. We are welcomed into civic and
social organizatio ns where our training in strategic
thinking and high energy execution often seems more
highly va lued than within the Company, where these
skills are taken for granted.
There is another aspect of Cincinnati that is too
often overlooked: this is the local talent pool from
which the Company draws its hourly paid employees -A&T's, as they are known.
Perhaps it's Cincinnati's
German heritage ... but whatever the cause, there is a
work eth ic in this community that is taught in th e
h omes of Fort Th omas, Western Hills, Delhi, wherever,
which r epresents an incredibly potent resource for th e
Company and whi ch we take f or granted. The CEO of one
of the world's largest Advertising Agencies once
c ommented to me "You have no appreciation o f how l ucky
y ou are to have these kinds of peop l e:
I would kill t
have a representative sample of your A&T's in my
c ompany.
People like this simply do not exist in the
big cities on the East or West Coasts. They t ake pride
i n their work.
Do you have any idea how rare that is,
today?"
A gratifying number o f P&G people who make their
h omes here try to repay Cincinnati i n some mea s ure.
The Company makes it easy f or employees to hold local l y
elected offices, or to volunteer with deserving
muni cipa l causes.
For some years I have been an acti ve
v o l unteer with the FreeStore.
At every step of the wa r ha ve felt the Company's backing and support for my
commitment to this wonderful organization: and whe n
t h e FreeStore needed help, I found a sympathetic
reception.
Do z ens -- perhaps hundreds -- of other P&G
managers would tell you the same story.
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LEAVING P&G

What about leaving P&G? Lots of people do.
everyone finds happiness there.

Not

People leave for a variety of reasons that reflect
the full spectrum of the human condition.
Some do not
do well, or find the pressure too great.
Others feel
they are not moving ahead as rapidly as they deserve.
Some are pulled elsewhere by strong family ties, or
aging parents in their declining years.
Others have
trouble coming to terms with Cincinnati, and succumb to
the siren call of the big East Coast cities ... or the.
California way of life.
It is axiomatic among
recruiters that, sooner or later, Texans go home to
Texas.
All of these factors are compounded by today's
need to help both the employees and their working
spouses find career happiness.
Sometimes the spouse is
also employed at P&G, and sometimes not.
Either way,
only one member of the partnership needs to be unhappy
for both to leave. Some go on to brilliant successes
elsewhere. There's a long, long list of P&G people who
have wound up running big companies around the world.
One of the most remarkable testaments to the
specialness of P&G is our alumni association which,
believe it or not, is organized to an amazing degree.
A national directory is published every couple of years
(and not by P&G) so that our alumni can stay in touch
with one another for personal or professional reasons.
They even had periodic reunions.
But for almost everyone who leaves there is a
sadness and a sense of Camelot lost.
Grievances with
the Company fade over time, and are replaced with a
nostalgic feeling that nothing else can be as good as
the world in which our values were formed when we were
young, when our learning curve was at its steepest, and
we were at our most impressionable.
Most of us keep in touch with our friends who
leave the company and this, too, has something to do
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with ~hy we choose to stay. Because we see that, in
most lnstances, they have really not netted out ahead.
T~ey may,get a short-term boost for their career:
a
~lgger tltle, and a 30% increase in pay that goes with
It:
But these even out in one or two years. And for
thls t~ey have to uproot their family, move to a more
expenslve place to live, commute to work see a
deterioration in their quality of life ~nd be a
stranger in a second-best company.
SU~h a deal!
IMPERFECTIONS

As I step back and consider the fabric of Procter
& Gamble described in the preceding pages-- the reason s
good people stay for a lifetime -- I realize that I ma o
have painted a picture which reasonable men will reject
because it all sounds too good to be true ... a little
too utopian. Well, it is good ... but it is not
perfect. There are things we need to do better. The
good news is that, for the most part, we recognize
these needs and are working diligently to fix them.
But these are tough and persistent problems which def y
simple solutions.
The key targets of opportunity which I see are
these (I note in passing that Ms. Swasy's book missed
most of these, too):
•

As noted earlier in this paper, we sometimes get
too overconfident, too impressed with our success ,
and too dismissive of our competition's abilities

•

We have a project advocacy mentality at P&G.
Once
a project is agreed upon the people working on it
are absolutely committed to bringing it to
fruition ... even if it turns out, somewhere along
the way, to be a bad idea.
It can be hard to kil l
a bad idea. Nobody likes a whistle blower, even
at P&G.

•

Some years ago, the preferred ~enior mana~emen~
style was defined as "penetratln~ the buslness .
The responsible manager must be ln close personal
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touch with every detail of the business, however
minute, and constantly inspecting for weaknesses.
The concept is good in theory, but prone to abuse.
In practice it plays out as a management that is
forever probing and testing, like a dentist
examining one tooth after another looking for
weakness or decay. And where the management finds
mushiness, they move in to take control. Our
junior people spend too much time and emotional
energy defending their turf from an incursive top
management.
•

Diversity is a serious challenge for P&G. When .
EEOC and Affirmative Action became the law of the
land, P&G was, like most corporations, pretty much
a white male club.
Because of the promotion from
within policy, we did not have the flexibility to
go out and hire a representative sample of
talented women and minorities to insert into each
level of the organization. We have had to grow
our own.
This has been a slow, hard, process for
everyone; albeit one to which the Company is
utterly committed. But any organization that has
existed as a white male enclave for 150 years has
inevitably developed codes that can be very
difficult for newcomers to crack -- be they women,
minorities, or even new employees who come to us
by an acquisition.

IN CONCLUSION ...

There you have it.
I rest my case.
These are my
views on what makes P&G special ... and why so many good
people choose a career with a Company which makes such
extraordinary demands of them.
The answer is caught up
in a set of corporate values which are very important
to us:
values which some of you may not have fully
understood, and which Ms. Swasy's book ignored
altogether.
Working for a company that judges your
c ontribution objectively and rewards you fairly.
The
satisfaction that comes from playing on the first team.
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Good bosses and first-class training.
Freedom from
politics.
Belonging to an organization that is
committed to principle, and tries its level best to
live up to it.
Being made welcome to a city with a
truly exceptional quality of life. Most of all, being
privileged to spend a lifetime working with people who
are smart, hard-working, competitive, enthusiastic and
involved, always stimulating and never boring,
trustworthy friends and family.
Good Company, indeed!

ARS LONGA
Dr. stanley L. Block

March 14, 1994
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Introduction

Ars Longa, Vita brevis.

Life is short, the Art long. Such is the wisdom
attributed to the Father of Western Medicine,
Hippocrates of Kos.
Of course, Hippocrates never said any such thing.
He didn't speak Latin. Our Greek progenitor, if he
said it at all, said, "Techne makre, bios braches".
One wonders how in the hell the Latin translation of
the quotation endured. No matter, it's with us; the
aphorism continues to intrigue us; and I come wit h a
paper bearing it as a title.
Let me quote the full text (It's the first
Aphorism in the First Section of the Book attributed to
Hippocrates and simply called "Aphorisms"):
"Life is short, the Art long, opportunity
fleeting, experiment deceptive, judgment
difficult. The physician must be ready, not only

