August 13, 1959

Mr. Richard Eells
General Electric Company

570 Lexington Avenue
New York, N.Y.

Dear Dick,

The accompanying memorandum contains a reguest for support
from the Gemeral Electric Company Foundation for a research
program, eantitled "Poligaming Business-Govermment Relatioms”.

We believe that the program will eventually prove te be
of practical application in important areas of business.operations.

Meamwhile, it represents a significant area of immovationm in
social research and appears to us to be worthy of support om
m“dhm-tdWMWd—

Sincerely yours,
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The middle and large~sized business eaterprise in America is
faced with an ever-increasing number of comtacts and communications
with the larger society of which it forms a part. nmmof
& year thousands of particular contacts are made between the corporate
structure and the hundreds of agencies of govermment. Mapping these, \

planning tactics for the contacts, and coatrolling them ratiomally \‘

are problems of great imporignce to the zorporatiom -- policy-wise,
production-wis? auc dollur-wise. Yet the science behind the art
of mu-mnhum is not welle-developed.

Poligsming is & mev method of mepping. planning, trainisg in, end
practice of business-govermment relations. The root word is the
Greek for "having to do with public affairs”, as in "policy” and
“polity". GCaming refers to recemt developments im the theory of
games in economics and decisionwmaking study. . The most famous
offshoot of these theories in recemt years is wargaming. WVargaming
sets up models of two armies facing one another in a warlike situatiom,
with given resources, and then works out the different respomses of
ene army to the expected tactics of the other army and the offensive
of :he ome in the face of the expected defemses of the other.
Varzaming has lately been expanded to embrace logistical problems,
and problems of ecomomic warfare. It has proved to be a way of
reducing costs of training, of testing new ideas and equipment, and
of ensuring a greater chance of success under the ultimate test
of military operatioms.

Poligaming the corporation would comsist of a three-stage



program of creative and systematic rehearsing and plamning of the
govermmental relations of a corporatiom.

Ficst Stage: Select an actual corporate emtity or a paper corporate
structure typical of a given industry. List all points of coatact,
and commmications, direct or indirect, between this emtity and
govermment. GCovermmental rélatioms inciudes public relatioms,
commmnity relatiomns, regulatory relations, legislative relatioms,
-dpuuulmnhum. |

Second Stage: For each of thi many dozaus of polats of comtact
between govermment and the corporate entity, describe the character
and variety of the comtacts. This in many ways is a type of time-
and-motion study. This description would be based om & set of
criteria of a) subject (for example, tax assessment, tax payment,
tax ruling, tax court case):; b) the pers

(for instance, elected politicisn with plant menager, city mansger
with community relations represeatative, party precinct captain
with female clerketypist; and ¢) dimensions of contact (duratiom,

people affected, impact of contact, as examples). At some phase
of the work, these data should be coded and punched omto INM cards.
Ultimately, electronic computing machinery will probably have to
be adapted to the tasks of poligaming.

Ihird Stage: The actual poligaming actiom occurs, Stimuli that
initiate sction come from: new ianternal goals of the company;
execution of previous policy (geoals); intermal means-actioms, taken
to expedite goale-achievement; external sctions affecting the
particular corporate system. These forces put the ball iate piay.
Then several patterms of play are alternatively emacted (in theory)
by a panel of players and their results (also in theory) studied.
The following questions are asked of each altermative strategy or



3.

tactic: 1Is the corporation prepared for the action? Is the right
persoanel geared to respond? Is the response premeditated? Are its
results likely to be adequate? Will the commitment of resources

result ia any imbalance of resources? What commitments should be
preferred? How is disengagement to be handled? How are the allied
and opposing stremgths to be calculated? What is likely to be the
nel corporate gaim or loss over the total engagement period?

Now the theoretical game and its effects can be ecompared with
th.uml,giypiuuhmormmatimtnor&ru
evaluate the actusl play aad improve it.

The bemefits ultimately to be derived from perfeecting tais
instrument of advanced soclal research appear to be four in mmmber:

1. Men vho are

preoccupied with an immediate problem can have & way of checking
on all operatious of this character throughout the firm. A man
cen emexge from the stress of & particular problem, do a guick
scenning of the govermmenmtsl relatiomns system as functioming, and
pemmmwmw.

will be reduced. Intricacies will be simplified, Therefore greater
control will ensue, and with 1it, greater rationality and foresight.
The concept of govermmental relations will be broademed beyond the
legislative aspects ot&uonmm‘ulbqnlnhhm stands on
issues to grass roots supporters., NKew possibilities of effective

pliq-luhon-yhlnahtnr chance to reveal themselves.
e

3.

Sovermmeut relations because alternatives of serveral kinds of
policy and resource &llocatioms to many types of relations can
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be compared, some reduced and others emphasized. The time of
valuable managers and other executives cam be saved and used to
best advantage.

S

ficld. It has nothing in common with the old notiom of the "man with
the black bag" or the corzmpt lobbyist. Therefore mew rules have to
be set wp. hmm;mmum
relations have ©o be imparted to several clasees of perseas:
a. Bpecific representatives of the Company om legislative matters.
b. Legal staff with problems related to govermmental velatioms.

¢c. Plant managers who have respomsibility for govermmental
relations.

d. Company voices in the affgirs of trade associations and
Chambers of Commerce.

e. Represeatatives of the Company before administrative
bodies in the executive branch of govermment, such as
commercial or sales vice-presidents in charge of public
relations or Washington offices.

£. Others to be defined in the course of develogmont of the
poligaming comcept. '

For the initial phases of the described program, the sum of
fifteen thousand dollars ($15,000) is requested of the Gemeral
Elsctric Company Foundation. The Center for Applied Social Research
of Bew York University would set up a program of "Poligaming
Susiness-Covermment Relations”. A highly qualified civic advisory
committee would lend advice end counsel om the program. Although
beginuning on 2 modest scale, it is expected that the theovetical
and practical bemefits of the program may become manifest after
two or three years of experimentation and development, sy that
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the program can become someMhat larger, more practical and of service
to the corporate commmity, ﬂm.
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