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“Skillfully using a com-
bination of drama and 
seductiveness to ap-
peal to the archaic 
aspects of the person-
ality, Mr. Mead charac-
terized himself as a 
prodigy, from childhood 
on the instrument of 
supernatural forces 
that endowed him with 
magic powers.” 
 
 
“Secret societies, 
primitive or otherwise, 
with their elaborate 
concern over dignity, 
are good examples to 
consider. They are bor-
ing to many people 
because they have so 
much etiquette and so 
little character; i.e., 
everyone has to take 
everyone else very 
seriously. But in many 
of them, if a member 
breaks a rule, it is legiti-
mate to attack him, 
and this is where the 
character comes out 
and the fun begins.” 

The Image and “Persona” of NSA Have Changed 
    Like it or not the image 
and persona of the    
National Security Agency 
have changed. Their de-
ceptions, lies, coercion, 
fraud, theft, excuses, 
justification, self-
rekidding, carefully 
crafted cover stories 
have been blown. And 
they are out to get the 
SOB “responsible.” 
     Responsible? How 
about holding NSA et al 
accountable for their 
systemic transgressions, 
actions. Eavesdropping? 
Trespassing? Peeping?  
     The culture within NSA 
has been exposed; dec-
ades of secrecy and my-
thology (about NSA) have 
been revealed to be true. 
The people whom they 
supposedly serve, the 
people of the United 
States of America, ARE 
NOT paranoid. The NSA 
(et al) threat is real. 
 
Persona 
    Dr. Eric Berne writes 
about persona in several 
places in his book “The 
Structure and Dynamics 
of Organizations and 
Groups.”   
 
     On page 13 “… Skill-
fully using a combination 
of drama and seductive
ness to appeal to the 
archaic aspects of the 
personality, Mr. Mead 
characterized himself as 
a prodigy, from childhood 
on the instrument of su-
pernatural forces that 
endowed him with magic 

 
   The players of war 
games are at times 
callous and brutal. 
And their priorities 
sometimes become 
confused: persona, 
objective, feelings. 
George Washington 
chided his officers 
about this. 
     
    Persona is even a 
factor In “Currency 
Wars.”  
 
    The persona of 
the players in the 
story “Casablanca” 
are memorable. For 
Rick, the owner of 
Café Americain, “he 
must decide what’s 
more important - his 
own happiness or 
the countless lives 
that hang in the 
balance.”   
 
 
“Here’s lookin at 
you kid.” 
 
“Play it again Sam.” 
(As Time Goes By) 
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powers, thus rendering 
him (he hinted) indefati-
gable, incorruptible, om-
nipotent, omniscient, 
immortal, fearless and 
invulnerable. He held out 
to the members the hope 
that they too could attain 
some measure of these 
qualities through him, if 
they put themselves at 
the disposal of the pri-
mal forces which he rep-
resented and adhered to 
a special canon of feel-
ing and behavior. After 
he had finished outlining 
this self-presentation or 
persona, Mrs. Mead 
drew the curtain. This 
was the signal that the 
function of establishing 
the leadership was com-
pleted and that the 
group activity was about 
to begin.” 
 
     On page 15 “The 
Leader’s Personality  -   
It was interesting to   
observe the series of 
personas presented by 
Mr. Mead. First there 
was the rational, sophis-
ticated adult who gave a 
brief explanation of the 
principles of spiritualism; 
this was Mr. Mead him-
self. Then came the sen-
sitive, obsequious, inno-
cent child Ruby, followed 
by the clownish adoles-
cent Sambo. These all 
paved the way for Dr. 
Murgatroyd, the principal 
figure of the evening, 
who was "materialized" 
by Mr. Mead in the fa-
therly role of a wise old 

teacher, whose pleasure 
it was to "enlighten those 
that are seeking for the 
truth." These compo-
nents are illustrated in 
the diagram in Fig. 6 
[page 16]. 
     This personality dia-
gram is no different from 
that of any other leader. 
Shifts between rational, 
childlike, adolescent and 
fatherly behavior are fre-
quently described in the 
biographies of heads of 
states. As parental fig-
ures, some were stern 
and some benevolent; in 
playful mood, some be-
haved amicably and 
some execrably. Some 
have been more notori-
ous than others for shift-
ing from one state of 
mind to another. To 
make acceptable perso-
nas out of such psycho
logical realities is a work 
of art that is divided be-
tween the leader himself 
and the morale branch of 
his internal group appa-
ratus. 
     The deepest qualities 
of leadership depend on 
certain irrational aspects 
of the relationship be-
tween the leader and the 
members. The effective 
leadership of a group 
may include a number of 
individuals, sometimes a 
very large number, who 
see that things get done. 
The psychological leader 
is the individual who, in 
the minds of the mem
bers, is most highly en-
dowed with superior - 
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usually superhuman - charac-
teristics. The special qualities 
that are attributed to him ex-
plicitly or, in the case of a de-
mocracy, unconsciously, may 
be similar to the charisms 
mentioned in the Bible, such 
as wisdom, the working of 
miracles, prophecy and the 
discerning of spirits. These 
are the same qualities hinted 
at by Mr. Mead in his prelimi-
nary talk - omniscience, im-
mortality, invulnerability, inde-
fatigability and prodigality. 
Such attributes make up the 
mystique of leadership, which 
is preserved in the myths of 
classical heroes and the leg-
ends concerning medieval 
kings.” 
    “In any well-run group, an 
appearance of the psychologi-
cal leader is preceded by a 
build-up.  … .”  
 
     On page 30:  “The Public 
Structure  -  Some knowledge 
of the public structure is nec-
essary if one is to understand 
almost anything that goes on 
in a group. It would be mean-
ingless to ask out of context: 
"What do you think of this  -  
one man said to another: 'Why 
don't you go away and let 
Ruby come back?' " A seating 
diagram supplies much of the 
context and answers many of 
the questions which would 
immediately come to the mind 
of anyone presented with this 
problem.  
     Such a diagram (see Fig. 3) 
[on page 30]  gives in a con-
veniently condensed form 
nearly all the information that 
might be contained in a more 
formal analysis of the public 
structure, and a great deal 
besides. A formal analysis 
would require a number of 
separate diagrams: for exam-
ple, a manning table and an 
organization chart for the or-
ganizational structure, and a 
roster of members and a per-
sonnel chart for the individual 
structure. The Manning Table 

(Table 2) for the spiritualist 
group calls for: Leaders, 1; 
External Apparatus, 1; Internal 
Apparatus, 1; Members, 10. 
Each of these special designa-
tions may be called a role. 
Thus, there are four roles in 
the Manning Table. The Or-
ganization Chart (Fig. 11) 
shows the arrangement of 
these roles in the public struc-
ture. The roster of members, 
most of whom the reader has 
become familiar with as the 
proceedings were described, is 
given in Table 3; their arrange-
ment as they fitted into the 
individual structure of the 
group is shown in the Person-
nel Chart (Table 4). Each per-
son on the roster presented 
himself in a certain way when 
filling his role: as an authorita-
tive person, a humble person, 
a superior person, an objective 
person, and so forth. This typi-
cal behavior of each individual 
constituted his persona, which 
he exerted considerable effort 
to maintain.” 
 
     On page 38:  “The Private 
Structure  -  The organizational 
structure prescribes for each 
person a role - the way in 
which he is supposed to be 
seen; the individual structure 
allows him to exhibit his per-
sona - the way in which he 
wants to be seen; the private 
structure puts him into a slot - 
the way in which he is seen. 
The private structure, as repre-
sented in the group imagoes of 
the members, was different for 
different people and varied 
with the same person from 
time to time according to his 
emotional attitude of the mo-
ment (Fig. 14) [pg 37]. With 
certain people or at certain 
times it corresponded very 
closely to the public structure; 
for other people or at other 
times it was quite different. 
The group imago is formed as 
follows. The members are dis-
tributed among previously pre-
pared slots according to their 

"real" personalities; that is, 
according to the way the indi-
vidual actually perceives them 
at the moment, regardless of 
how he is supposed to see 
them (roles) or how they want 
him to see them (personas). 
These slots are emotionally 
charged in accordance with 
the past experiences of the 
individual; such charges of 
psychic energy are well known 
in other connections under the 
name of cathexis. 
    Figure 14 represents Dr. Q's 
group imago during three dif-
ferent phases of the proceed-
ings. Mr. Mead occupied the 
major slot while he had the 
floor because Dr. Q accepted 
his experienced leadership at 
that point; he was also pre-
pared to accept the authority 
which Mr. Mead delegated to 
Mr. Wood and Mrs. Mead. His 
imago at that time (Figure 
14A) corresponded very 
closely to the public structure, 
except for certain personal 
features in the minor structure 
of his imago. He regarded Dr. 
Bell and Dr. Cuppy with equal 
amiability; yet his relationship 
with each of them was differ-
ent enough so that each occu-
pied a separate slot. As for the 
remaining members, he did 
not know much about any of 
them, and his relationship with 
all of them was superficial; 
therefore, he unconsciously 
lumped them together in one 
undifferentiated slot. 
     In Figure 14B, his imago 
was again adapted to the pub-
lic structure. But at that time 
he was so interested in what 
Ruby did that he was no longer 
aware of Dr. Bell and Dr. 
Cuppy as people with a special 
relationship to himself, and he 
lumped them with the undiffer-
entiated members. However, 
he did have a special aware-
ness of Mr. Wood and Mrs. 
Mead no longer as authority 
figures, but as interesting, well-
differentiated people who sat 
in the group on the same level 
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group culture, since the cul
ture influences almost every-
thing that happens in a social 
aggregation. The following ap-
proach, based on the personal-
ity structure outlined in Part III, 
has been found to be the most 
useful in dealing with ailing 
groups. 
     Culture is divided into three 
segments - technical culture, 
group etiquette and group 
character. The technical cul-
ture is used principally in the 
work and the combat groups 
and includes all sorts of useful 
(and decorative) artifacts, from 
quartz chips to space ships; all 
sorts of practical technics for 
changing the environment, 
from daubing pigments to 
making plutonium; as well as 
all sorts of practical intellec-
tual operations, from counting 
reindeer to programming com-
puters. It includes those as-
pects of culture that require 
the use of a logical mind di-
rected toward reality, that part 
of the personality which later 
will be called the Adult. 
     The group etiquette is 
based on the general social 
etiquette and includes all 
items of etiquette which are 
different from the general eti-
quette but are acceptable in 
the given group. Etiquette 
deals with standards of behav-
ior and ways of presenting an 
acceptable persona or of rein-
forcing or guiding the personas 
of others. What makes people 
comfortable socially is to feel 
that other people see them as 
they want to be seen. Most 
people want to be seen as gen-
erous, intelligent, courageous, 
sincere and loyal - in general, 
acceptable according to the 
standards of the group. Each 
group has its own special stan-
dards and its own favored 
ways of presenting or reinforc-
ing a persona. There is a differ-
ent standard and a different 
approach for presenting one-
self as courageous at a scien-
tific meeting, at a revival meet-

as himself. Others may have 
felt differently about Mrs. 
Mead's role at that time, but 
Figure I4B represents the way 
Dr. Q felt about it. 
     In Figure 14C, his feelings 
had changed. Now he saw him-
self as up in the major slot on 
the same level as Dr. Murga-
troyd; the other members were 
all lumped together in his mind 
as Dr. Murgatroyd's supporters, 
whom he had to contend with. 
     Dr. Q's slots, like those of 
the others present, already 
were charged with feelings 
before he came to the meeting. 
Like a casting director, he had 
only to find the most likely can-
didate among the members to 
fill each slot. Figure 14 is in-
tended to illustrate that in his 
case past experience had pre-
pared slots charged with re-
spect, curiosity and skepticism. 
He was accustomed to respect-
ing legitimate authority, being 
curious about children and 
confronting people whom he 
thought presumptuous. These 
three slots were filled by Mr. 
Mead, Ruby and Dr. Murga-
troyd, respectively, each slot 
being activated at a different 
stage of the proceedings. 
     On the other hand, it was 
evident that his own position in 
the imagoes of some of the 
others changed from time to 
time. For example, at first he 
was accepted by Mr. Wood as 
an interested visitor; then he 
was resented as a rude agita-
tor; and, at the end, when he 
took the group's side against 
the police, Mr. Wood seemed 
to have a friendly feeling for 
him as an equal. Dr. Bell and 
Dr. Cuppy had already estab-
lished Dr. Q in their "big 
brother" slots, and he occupied 
the same position after the 
meeting was over, as their sub-
sequent behavior showed.” 
     On page 110:  “The Group 
Culture  -  For a practical un-
derstanding of organizations 
and groups it is necessary to 
have a workable theory of 

ing or in a group of skin-divers. 
And there is a different eti-
quette for acknowledging 
courage in each of these 
situations. Etiquette is usually 
traditional and in most cases 
only changes slowly or under 
special conditions. This part of 
the group culture originates 
from that aspect of the per-
sonality which later will be 
called the Parent. 
     The group character in-
cludes departures from the 
social contract which are  es-
tablished as legitimate in a 
particular group through   re-
laxations of the group     eti-
quette. Sometimes these free-
doms are surprising to outsid-
ers. …  .” 
     “Character is more 
"primitive" than etiquette. Eti-
quette requires a restraint, an 
understanding and a knowl-
edge of social behavior that 
an infant, for example, does 
not have. Character is a more 
direct expression of instinctual 
life. It includes many things 
that infants can do, such as 
laughing, singing and weep-
ing. The group character is 
chiefly an expression of that 
aspect of the personality 
which later will be called the 
Child. 
     The usefulness of this three
-pronged view of culture can 
be illustrated by analyzing 
some items of group behavior 
which are often thought of as 
typically "cultural." 
1. Circumcision may be re-
garded as an initiation rite, 
i.e., a constitutional require-
ment for membership. When 
the constitution is a written 
one, as in the Old Testament, 
for example, the primal canon 
can be found in its original 
form. Rituals surrounding the 
operation then would be part 
of the group etiquette - the 
etiquette of circumcision. In 
many localities the ceremo-
nies include a feast where 
more relaxed expressions of 
feeling are permissible as part 
of the group character. 

    In his book “The 
Structure and Dynam-
ics of Organizations 
and Groups” Berne 
writes a summary  
regarding Group Au-
thority.  
The following hypothe-
ses are offered: 
1. The proceedings of 
any group are regu-
lated by two authori-
ties: the leadership 
and the group canon. 
2. There are three 
kinds of leadership: 
the responsible leader, 
the effective leader 
and the psychological 
leader. 
3. The members de-
mand certain absolute 
qualities of their lead-
ers so that fundamen-
tally every successful 
leader is a charismatic 
leader. 
4. The culture of a 
group can be divided 
into three aspects: the 
technical culture, the 
group etiquette and 
the group character. 
The last two are based 
on an implicit contract 
that the members will 
respect each others' 
personas. Each group 
evolves its own stan-
dards of behavior, its 
own ways of reinforc-
ing the contract and 
its own ways of violat-
ing it in certain      
respects. 
5. Each of the three 
aspects of a group 
culture is derived from 
a special aspect of the 
members' personali-
ties: the technical 
culture from the realis-
tic (adult) aspect; the 
group etiquette from 
the traditional 
(parental) aspect; and 
the group character 
from the emotional 
(archaic) aspect. 
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2. The organizational struc-
ture of the United States of 
America provides a slot for 
the Presidency. The man 
who occupies this slot is 
known officially as the 
President or Mr. President, 
and unofficially by his sur-
name and nickname. As 
the President, his role can-
not be attacked, under the 
constitutional contract, ex-
cept by constitutional 
means. If there are 
changes to be made in the 
manner of his election or 
the maximal number of 
terms that he can serve, 
this must be done by due 
process, and the changes 
then apply not to any    spe-
cific individual but to who-
ever fills the Presidency slot 
in the role of President. 
     However, the incumbent 
at any moment presents 
himself as an acceptable 
person with a certain kind 
of courage, generosity, sin-
cerity and loyalty in regard 
to certain specific prob-
lems, such as racial inte-
gration and interstate com-
merce. Mr. President can 
be attacked on the floor by 
marshalling facts against 
his viewpoint, but these 
facts must relate to the 
matter in hand, and the 
personality of the President 
must not be brought into 
the argument; his deeds 
can be scrutinized courte-
ously, but his persona must 
not be questioned, as this 
would be considered a 
breach of etiquette. Thus, it 
was regarded as rude 
when, several years ago, 
the head of another state 
referred to Mr. Eisenhower 
as insincere. One of the 
official manuals for this 
etiquette is Robert's Rules 
of Order. In unofficial re-
ports, the President's title is 
replaced by his surname, 
which belongs to the indi-
vidual structure. 

However, in accordance 
with the American group 
character, Ike the personal-
ity could be teased in a de-
cent way about his golfing 
and criticized for some of 
his friendships. But there 
were definite limits as to 
how far this could go pub-
licly, and to transgress 
them was an insult. These 
aspects of the canon relat-
ing to the Presidency are 
shown in Table 8 [pg 112]. 
     While there is often a 
manual or authority con-
cerning a group's etiquette, 
the character comes so 
naturally and is so plastic 
that it is difficult to pin 
down or formulate in words. 
The political cartoonist car-
ries his Rules of Satirical 
Order mostly in his head. 
The distinction between 
rudeness and insult should 
be noted. Rudeness is a 
mere neglect of etiquette or 
an exhibition of character 
("familiarity") when eti-
quette is called for. An in-
sult goes beyond even the 
latitude allowed by the 
group character. 
3. Secret societies, primi-
tive or otherwise, with their 
elaborate concern over 
dignity, are good examples 
to consider. They are boring 
to many people because 
they have so much eti-
quette and so little charac-
ter; i.e., everyone has to 
take everyone else very 
seriously. But in many of 
them, if a member breaks a 
rule, it is legitimate to at-
tack him, and this is where 
the character comes out 
and the fun begins. For 
example, some American 
service clubs derive much 
of their fun from fining 
members 10 cents each 
time they use a swear word. 
     The psychological as-
pects of culture as outlined 
here may be summarized 
as follows. The technical 

culture, what one has to do, 
is based on an objective, 
realistic, "adult" approach 
to the environment. The 
group etiquette, what one is 
supposed to do, is a matter 
of tradition, dealing with 
behavior standards and 
their maintenance, and is 
passed down from one gen-
eration to another, being 
learned from the parents, 
as it were. The group char-
acter deals with what one 
might like to do, and, with 
proper restraint, allows the 
expression of more archaic 
aspects of the personality. 
The culture of clothes in our 
society illustrates the inte-
gration of these three as-
pects. Women wear clothes 
to protect themselves from 
the weather, which is a ra-
tional or Adult view; for rea-
sons of modesty, which is a 
traditional or Parental view; 
and to decorate themselves 
and make themselves ap-
pear more interesting and 
sometimes provocative. 
Thus, clothes are a part of 
the technical culture in be-
ing useful, part of the eti-
quette in being modest, 
and part of the character in 
allowing self-expression 
even when this conflicts 
with the persona of mod-
esty. From the organiza-
tional point of view clothes 
are also worn for constitu-
tional reasons; i.e., in most 
places they are required by 
law. 
     This approach to culture 
has two advantages. On the 
one hand it is based on the 
personality of the individ-
ual, and on the other it fits 
into the dynamics of the 
group as a whole. Thus, it 
has a natural place in the 
consideration of what hap-
pens between specific indi-
viduals in any particular 
group. 
 

To be continued 
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