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THE CHICAGO COOFERATIVE FROJECT IN EDUCATIONAL
DEVELOFMENT (COFED) , LIKE OTHER COFED CENTERS, WAS DESIGNED
TO STUDY AND FACILITATE THE FROCESS OF FLANNED CHANGE IN
SCHOOL SYSTEMS. THE FROJECT 1S DESCRIBED AS "EMERGENT,"
SLOWLY EVOLVING WITH EACH ACTIVITY ALTERING 1TS DEVELOFMENT.
A DISTINCTION 1S MADE BETWEEN FLANNING AND FREFARATION. COPED
IS UNFLANNED BUT FREFARED. THAT 1S, COFED RESFONDS IN
CO-VARIATION WITH CLIENT RESPONSE. COFED'S FURFOSES
INCLUDE~~- (1) THE TENDENCY TO SLOW UF THE DECISION-MAKING
PROCESS IN THEIR DISTRICT SO THAT FROBLEMS CAN BE THOROUGHLY
EXFLORED, (2) TO INCREASE GENUINE DIALOGUE, (3) TO KEEF THE
CLIENT IN THE GROWING ROLE, (4) TO BROADEN THE ROLE OF THE
SCHOOL FSYCHOLOGIST AND OTHER TRAINED FERSONNEL, (5) TO
PROVIDE MODELS OF THE DESIRED BEHAVICR, AND (6) TO EXAMINE
THE CONSTRUCTS STRUCTURING THE BEHAVIOR OF THE CLIENT SCHOOL
DISTRICT. THE BEGINNINGS OF “OFED IN CHICAGO AND ITS WORK ARE
DISCUSSED. VARIOUS SOCIAL STRUCTURES AND THEIR FUNCTIONS ARE
DESCRIBED AS THEY EMERGED. ATTENTION 1S FOCUSED ON COLLECTIVE
DELIBERATION, A FUNCTION WHICH EMERGED IN THE STEERING
COMMITTEE. A HYFOTHESIS ABOUT THE NECESSITY OF COLLECTIVE
DELIBERATION 1S OFFERED. (SK) '
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Chicago QOPED1 Activities: Some Comments on
Structure_  Function and the Helping Relation
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To describe the Chicago COPED relation with its school
system requires a consideration of at least the following tonics:
source or purpose, social structure, functions, development,
and effects. Ko comsideration of these could possibly be
adequate, however, that did not treat them in relation to their
emergence over time. The source of each step in the project
i{s a peculiar and, I want to emphasize, unpredictable and un-
planned, function of the structures, functions, and effects
of earlier steps in the project. That is to say, the purposes
of the intervention are in imvortant respects erercent.

To point to the emersgent nature of the project is to
speak of its development. The project's development has been
unplanned in important and purposeful ways, and will continue
to have this characteristic. But I waat to pick up a distinction

here that one of my associates in the project, Audrey Borth,
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process of planned change in school systems.
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has found useful. The distinction is between being planned

and being prepared. To be unplanned is not to be haphazard

or whimsical. ‘iany of my colleagues in COPED aprarently conceive
the only alternative to a tightly designed study, for example,
to be a study that is haphazard, unsysteunatic, and undisciplined.
A view of inquiry that reauires the inauirer to plan what data
will be ~athered and when, regardless of its relevance at the
time and repardless of the effects of data-gathering operations
on the course of the intervention is too narrow a definition

of inquiry. A vnrepared inouirer will, on the cortrary. monitor
his desicn, his nlanning, and his inauiry as he proceeds. His
criteria for decislons mav be just as disciplined and just

as consistertly achered to as the nlanned inquirer, but they
will be conceived at a muc more abstract level than are

plans or desians. & comparison of an experirental psycholozist
in a Hullian or Skinunerian laboratory.on omne hand, with a
rngychotherapist, on the other, may help to bring into relief
the difference between bein~ planned and beine nrepared; The
desinned or planned studyv of the lahoratory 1s prerared up to
the point of running the rats. That 1g, the scientist shifts
his desien in relatioa to unstated notions abcut rood scilence,
artful experimental maninulations, and the lile, and finally,
after much uncharted and unplanned hut still well nrepared
shifting around. he comes up with a nlan or a design, From
that noint on, hiis incuiry is planned, and can be (and

frequently is) carried out by a relatively untrained assistant.,
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The therapist, on the other hand, is never quite in the
position to carry out a vlanned study -- he tends to get caught
in the pre-planning staze of inquiry where what he knows informs
what he can look for and what he may test out with his patilent,
but where events in therapeutic sessions transpire much too
rapidly for him to be planned for more than {fleeting moments.
t'hat saves him, 1f he is saved at all, 1is nct planning but
prevaration -- preparation for the classes of events he will
be confronted with and for the ‘characteristice by which he
may know them when they do appear; preparation for recurring
kinds of relation with his client; preparation for recurring
kinds of erotion within himself.

Let's consider in ~rreater detail the comnarison between
an exwerimentalist in the laboratory and a therapnist in his
con3ulting room. The experimentalist has planned his study
and is now carrying out pre~schedulad rrocedures for obtaining
responses that will be quantified into evidence that certain

antecedent counditions cause, lead to, or are followed by

certain comsequences accordine te prediction. The exnerimentalist

does not alter his procedures in the course of his study of
his subjects. He does not respond to their eesponses with a
shift in his experimental intervention. 'hy on earth would
he do such a thing? His interest {s in the data, not the
subjects. They are working for him, not he for them.

In therapy the relation between the chief participants

is different from the relation that cbtains in the laboratory.




The therapist, even the experimentally orienied one, responds

with his intervention in co~variation with his client's response.

Or rather, the therapist's response is contingent upon his inter-

pretation of the client's response. Does this make the therapist's

interventlons whimsical and unsystematic? Certainly not.

There is a pattern of contingency there, as anyone who watches
2 motion plecture of Carl Rogers in a client-centered session
can accest. And yet the intervention is not planred in the way
the experimentalist's 1is in the laboratory. Why on earth would
it be? The therapist's interest is not in data that might be
produced by soume constant stimulus or even some censtant and
irreversable contingency. His interest is in the client,

and the contract 1s for the therapist to work for the client,
not the other way around.

The consequence of this kind of contract is that the
client can and does have the power to channse the intervention
thether or not he is awvare of that power. This power is the
source of problems when an investiecator assumes a data-centered

attitude toward a consultant~client relationshin. I hasten to

add that the problem this power noses is not insurmountable,

but one must at least recognize a2nd deal with the problem.
On the one hand the consultant wants to help the client.

On the other hand he wanuts to study the nrocess of helpine.

If he assumes the attitude of the laboratory exnerimentalist
in his inquiry ne is led to set up a particular set of condi-

tions or contincencies with regard to a linited number of




variables, and to run his clients throuvzh these conditions or
contingencies without shifting them. On the otter hand, if

he is dealing with human clients, :he 1s likely to be presented
repeatedly with variations in client behsvior -~ responses

that indicate emergent priorities or sudden spurts of growth --
that were quite unanticipated, that bear directly on the client-
consultant relation, and that require the devising of unanti-~
civated moves if the relation is to continue or to continue

to be helpful. And I want to emphasize that I am not including
in these unanticipated client responses those which are merely
manipulative; such maninulative attemnts on the nart of the
client will, if allowed to become the basis for the consultant's
accommodating shifts, nullify the heln even 1if they prolong

the relationship In considerins oniy non«manipulative client
behaviors that emerge unexpectedly, what does the data~oriented
consultant do? Dies he shkift his nlan and thereby alter irre-
versably the quality of his intervention, or does he stick to
his nlan and jeopardize the help that his relation with the
client mipght eventually bring to the client? There 1ig no getting
around the conflict of purpose here. If the consultant wishes
to study a helping relation over time, he has to develop a
relaetiun vith a client that is one that helrs. If, on the other

hand, he simply wants to study variables associated wita client~-

consultant relations irrespective of their helpingz quality,

then he has no conflict and will not hesitate to stick to




his plan in the face of a presumed decrement in its assistance
to the client.

Certain other conditions might also affect the data-
oriented consultant's decision. Suppose, for example, that the
data-oriented consultant wants to study the emergence of a
cenulnely helping relation and has instrumentation and well-~
defined criteria for assessing help, but only has a very limited
number of possible clients. Ye would then assume a different
stance toward the disccntinuation of a relation tham if he had
clients banging on the door and sufficient time to engage themn.

In the CCPED situation we have neither many clients nor
prcat ease cf establishing relations with them. Our decisions
about holding to a planned design or altering it are conditioned
by such constraipnts. But our commitments to data and design,
as distinct from commitments to the client, hold still another
problem in COPEX. Even 1£f we conceilve of our intervention as
one that nay vary accordine to emergent client conditions, we
may, in our commitment to data, insist that certain kinds of data
be sathered at certain planned junctures in the relation and
that these data-cathering commitments, at least, must remain
inviolable. This certainly sounds reasonable; how else could
any data be gathered if nct by some planned schedule?

Unfortunately, this commitment, too, may run afoul of
the requirements of a helping relation. Much depends on the
nature of the data and of the procedures, of course. In

COPED the major source of common data is a rather extensive
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gquestionnaire. ft consumes the better part of two hours for
most adults and neariy the same for the children. If a demand
for such time is seen as an arbitrary imposition from above

in a school district, and if one of the major purnoses of a
helpine interventinn in the district is to develop a norm
counter to arbitrariness and imposition, a norm of narticipa~
tion and shared problem solvine~, then to introduce such a massive
data collection without its being clearly instrumental to

some shared goal or problem sointion as seen by thonse who

will respond to the questionnaire is to viclate the nurnose

for being in the district in the first nlace. And so, gilven

a comnitment to facilitate gsuch values, 1t i3 clearly necessary
to take steps that will fuarantee that the CO™FED instrument
nackage will be instrumental to the ruinoser and nroblewms of
the district., Such a presumntion, of course, is Machiavellian;
to intend to come out on the othoar side of an intervention
simply wvhere we vant to be ig clearly to intend mere manivula-
tion on our -art.

On the other hand, without some orior agreement about
data, how shall we collect any evidence that reflects our own
purposes for inquiry or that allows cross-center comnarisons?
Clearly w7e must asree to some instrumentation. But does 1t
have to be inviolate? Let us nput the matter this way: to

the extent that we can nerotiate with our districts a datz-

rathering procedure that does no violence te¢ our relation with

it, we shall do so. This recomnizes the client power that I




rentioned before: the client must retain this power. It is
tnis power of choice, in fact, that we want to enlarge and
leave more robust after we leave the district than when ve
entered. As one of our Steerine Committee members put it:
"You would never be allowed to come into the district now in
the way that you did enter, and we're glad you came’! Her
sentiments are not yet universal in the district, on either

point.

Our inquiry in our school district is to some extzant
prepared, and one of our aims is to becom2 increasingly nrevnared,
Our innuiry is, however, relatively unplanned. The reasons
why planning must glve way to prenaration may become clear as
this narrative vroceeds.

Our nurnoses are not easlly stated. Nuite aside from
the fact that each of us in the Chicafo consvltant grous
has his own purposes in addition to those he may share with
cthers, those purposes that we share are rot compnletely described
by any existine theory or frame of reference. 1 think, for
examnle, that we all probably share the purnose of developing
and reinforcine in our client district the tendency to slow un
the decision~making nrocess so that problems can be thoroughly
explored before solutions are sought. This 1s essentially what
M,R.F. l"aler has been referrinp to for many yweers as the problem-
oriented, as distinct from the solution-orieated vnrocess of

problem~-solving ip groups. And so we night say that we are after




in our district what Maier is after in his industrial settings.

But to say that is insufficient to describe our purpose.
We could also say, for example, that we want more emphasis on
what messages are received and how they are decoded and less
emphasis on what messagas are sent and on their encoding.

That 1s, instead of (or perhaps in addition to) much effort gola~
into the wording of a memorandum from the suverintendentis

or orincipal's office and little or no effort into finding out
vhat information is internalized by the readers of the memoran-
dum, we should like & greater percentare of time and effort
devoted by the senders of messages to what is understood and
internalized by the receivers of messases. 'le would intend
"message”™ to denote both spokea and written communications,

of ccurse.

Another nurpose, then, can be stated in the languapge of
communication: and this language employs terms quite different
from the language of Maler in discussine nroblem solving.,

But the language of communication, too, is insufficient to
encompass our shared purnose. '’e have to have recourse to the
lanquage of Buber, for examnle, who speaks of the life of dialocrue
arnd monologue and the worlds of I-Thou and i~It. To increase

the incidence of senuine dialogue is a shared nurvose: a shared
ournose quite unstatable In terms of communication theory or

in Mailer's problem-solvinz framework. We have to have recourse,
also, to the language Rogers uses when he describes the

necessity of allowing the clieut to be. An important component
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of Rogers' thinking is the assumption that the client has
magnificent growth potential within himself, even when he seems
completely stultified and hemmed in by his own hehavior and
desires. Thus Rogers' language provides a way to describe one
of our nurposes: to keep ourse’ves in the helping role and
our client in the growing role and to keep as our highest
priority the emergent powers of the client, subordinated to
our own conceptions of how orsanizations have been found to
behave in other studies or what it would be good for the
client to know at this point or that point. This is not a
denial of an active, intrusive role on our part, however;
rather, it makes our expression at every point contingent on
the emergent powers of the client. Sometires the client will
fairly cry out for intrusion on our rart -- not a dependent cry
for mothering, not an escape from freedom, but an adaptive
plea for another's point of view to break out of an unwanted
parochialism. WYe will respond to this kind of cry in various
ways that we suppose are relevant to an expansion of client
powers. 'hen we do we will try to be conscious of our purpose,
statzd earlier in comnunication terms, of finding out what
message was actually received, what the actual effects of our
intrusion have been.

Another nurpose, drawing on the concepts of role and
social organization, is to broaden the role of the school
psychologist and other psychologically trained personnel in

the district. We want to help the district develop indigenous,
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and profesionally catholic roles for psychological speclalists
and to move away from the encapsulated, professionally parochial
roles imported from other institutions like child guidance cliniecs.

Still another frame of reference, psychoanalysis, provides
a term needed to extend these statements of purpose =-- ego
ideal. One of the most important conceptions to which we
repalr again and again is the conception that what we do we are
instructing; how we act provides an immediate, tangible image
of behavior untransformed by the words we may use. One aspect
of our purpnose, then, is to model the kinds of behavior we want
to leave behind us when we leave.

As a final example, our current conceptlion of our purpose
cannot be stated fully without using the languace of personal
constructs and of constructive alternativism provided by George
Kelly. The network of constructs that structures client behavior
18 an important focus of our purpose; such networks must become
conscious, examined, and aligned with values held by the client.
But the network of constructs that structure our behavior as
consultants must also bzcome conscicus and we must be as active
in aligning our constructs with our values as we hope our
clients will be. Our conception of ego ideal demands this,
but so does our conception of dialogue. Each frame of reference
contributes a part to the statement of our purpose.

One of the characteristics of our purpose evidenced in
even the gross attempt I have just made to state it is that

each of its parts iTpinges on others. This means that when we
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become clearer on or expand one of these parts the whole
conception shifts. Our purpose 1s emergent in the same Semnse

as the project as a whole is emergent.

I entered the District on the basis of professional
concerns about school psychology shared by the Superintendent.
The initial social structure of entry, them, was an attraction
between a power figure in the client system and onme in a still
to be formed consultant system (COPED) that was based on
mutually held concerns about a particular kind of role in
school systems cenerally. This social structure was small and
its nurpose was fccused and limited. As consultative activity
proceeded in the District, both structures and functions
expanded and became differentiated. Some structures were
fleeting while others seem to have become relatively permanent.
Penresentative social structures are presented in Figure 1
in the sequence in which they were created in the District.

The initial structure endured lomg encugh to shift its
purpose from a focus on a particular role to a focus on a new
curriculum project in sex education that had been developing
in the district. That project never became the actual focus
of consultation. Events forged a substitution. A choice of
subject matters was offered the consultant by the Superinten-
dent; he was to select from a number of different areas one
of interest to him that would become clear to him from a day's

activities in the district. 1In a brief one-day survey, through
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the consultant's participation in the Administrative Cabinet
and through interviews cf teaching teams and of individual
teachers and administrators, the consultant was to select an
area of work in the system that he thought his skills might
facilitate. The consultant, in turn, offered his own substi-
tute: an opportunity for the District to work with a team of
consultants, namely COPED, rather than an opportunity for the
Superintendent to work with the consultant on a one-to-oae
basis. 1In addition, accompanying the substitute offer were
twvo $1,200 five~week summer traineeships in educational
consultation for District staff members. The Superintendent
facilitated the entry of CNOPED by holding another meeting of the
Administrative Cabinet with the consultant for the purpose of
exploring a by now much modified purpose: the facilitation

of work in groups. Two of the five principals in the District
were named to receive the traineeships.

Thus from a ratiher limited purpose, exnploring a cocncern
over a particular school role, with a limited soclal structure,
a one-to-one relation between a coasultant and a client, the
client consultant relation emerged with a very broad purpose,
improvement of work in grouns, with a much more conmnplicated
structure, a group-to-rroup relation between a team of consul-
tants and an on~going administrative committee, the Administra-
tive Cabinet. The two princinals chosen to receive residential
training in educational consultation were members of this

7-man Administrative Cabinet.
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The Superintendent askzd for a formal proposal about COPED

activities in the District that he could take before the

Board of Education. And so the social structures implicated

in the relation expanded further. The propo:zal, in essence,
offered the District the same option that its Superintendent
had offered this consultant earlier, namely, a choice of
poals that it might choose to have COPED work onm with groups
in the District. The Superintendent failed to obtain approval
of the proposed COPED activities from the Board of Education,
prolonging the life of the project in the District only by
interpreting COPED activities with the Z2oard as coming under
his jurisdiction as administrator accordingz to oowers already
granted to him by the Board. These events transpired after
the summer training of th2 two principals.

With this rather inausnicious beginning, a first COPED
intervention was launched in the Districc itself. An ad hoc
grouo of teachers and administrators was convened, including
the Administrative Cabinet and a teacher from each of the five
building advisory committees, to begin sensing changes needed
in the District. The intended method called for members of the
aroun to respond to five open-ernded questions on changes, a
sub-proup tabulation of these responses, and a discussion about
the responses that would be fed back to the group by the
tabulators.

Instead, auestions ahout COPED and the task occupiled

the sroup, along with a brief revort from the Sunerintendent
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about the fate of the proposal, Before the second meeting,
responses to the five change questions were written, reproduced,
and circulated, and everyone read the original provosal. A
second meeting woried as a whole and in small zroups to find
themes in the responses to the questions on change in the
District. After a number of themes were jdentified, we turned
to questions of structure again: (1) who else in the District
was needed in the group to identify and work on problems in

the District? aud (2) from this larsge, representative group

how could we go about establliehing a smaller steering committe=
that vould guide all COPED activities in the District? On
these questions the group foundered: silence, boredom, embarrass-
ment, and confusion about rurpose and aboui the future of

the group were¢ apparent, and were expressed on pcst-meeting
reaction sheets. A review of the meetingp afterwards by consul-
tants (we were now two) and various members of the ad hoc

sroup produced the conclusions that (1) we needed broader
representation from the District- (2) this groun was unable

to nrovide that broader renresentation because 1t had no legi~
timate power in the District and because its relation to the
existing committee structure was completely unclear; (3) no
steering committece could be created from this group, since it
lacked representativeness and leritimation: and

(4) there already was a completely renresentative body in the
pistrict -- the District Gemneral Council -~ of which almost

all of the persons attendines the ad hoc meetings were members:
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(5) the present, ad hoc, committee should e discontinued and
its purposes nursued with the District General Council; and
{h) a cthird and final meetin~ of the ad hoec group should be
held to (a) announce its demise, (b) review events so far in
the Nistrict and proiect future activities with the 7istrict
General Council, and (c¢) enlist this ad hoc group's heln in
aveidina reretition of earlier ristales and inclusion of acti-
vities that thev gaw as definitely heinpg needed.

tad so another phase in the nroject's involvenent with
soclial structures ceanded, and one beecan. A sin~rle meeting with the
Tigtrict General Council -- a large committee whose repre-
sentation extends to Loth certified and non-certified personnel
-~ led to the nawint of six persons who would bhecome, with the
twvo COTLEDN rembers, the Steerine Comrmittee., The six were named
on the basis of interest and variation in role and level of
involvement in the system. We wanted teachers, prircipals, and
district--wide administrators represented in the S4icering
Committee.

Ten Stearing Committee meetines have nor heen held;
they last two hours and occur refularly every two weeks. The
task of the Committee has been to make recommendations to the
Pistrict throumh the District General Council as to where COPED
activities ousht to concentrate in the District. There have
been no additional structural chanres beyond the Steering
Committee. As ve now shift to consider our functions in the

District, it =7i1l be clear that additional structural chanves




are imminent.

Early functions servad bv the consulting relation rrere
contact with a university, exnerimentation with a new kind of
consultation (revies of several Listrict activities)., and staff
develcenment through the traineeshins. Early functions served by
the client relation vere contact with an unusually receptive
and stimulating Superintendent and exnerimentation with a new
I:ind of consultation. As the consultant-clieat relation nroceeded
throuenh the prorosal, the three ad hoec meetings, the Tistrict
Cenaral Council, and the Steerine Committee, functions becawe
more differentiated., The functions that the Steerins Comnittee
has served to date have heen internal to the Steerins Committee
rather than in 1ts relation to the rest of the Nistrict throush
the District General Council.

The consultants iave had an ornportunity to watch the
tortuous emergence of a consensual diaenosis of a single,
over-srechine problem tl.at rermeates the DNistrict and the somevhat
less teortuous ildentification of the catecdries of peonle in the
nistrict that should be involved in any solution of that nroblem.
The consultants, Leins relative =zovices, have also observed them-
selves self-consclously over these ten meetines. One thing
has been anparent over and over arain to all of us in the Steering
Committee, We have observed and voiced awareness that the

three levels of experience and nrofessional responsibility repre-

sented by the Associate Sunerintendent, the three nrincipals, and
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the tvvo teachers, have broadeaned in definite and consistent wavs

the ccncents of pro®lerm and solution that e ~nve finallv arrived
at. Quite consistently the administrators in the erouwn have heen
~ensitive to the ~aps in teachers' concentions of the total system
and in teachers’ skills 1in woriine with arounsy J4ust as consistertd
the teachers 1n the group have been sensitive to the narrow
cnncention held by administrators recardin~ how information is
coenveyed, and hov the dichotomy Letween nlannins and implerenting
can lead to frustration if the »lanners are sunerordinates and the
implementers are subordinates. In our nronosals for how we should
tackle the nroblen that we 1ad wvorked so hard to formulate and had
finallvy acreed on, the teachers, for examnle, saw a great need

for adrinistrators to havz Intensive trainine in T groups while
the administrators sav the necessity #nr workshon--like activities
for teachers.

Nne of the functions the Steerine Cnmmittee has served,
then, 1s the function of mal’ing maunifestly avnparent to the two
mador nrofzssional levels in the froun that they have favorite
colutions and favorite rroblem formulations thot are each quite
ingufficient, The term 'manifestly apparant" nust be qualified,
however. The tendency for teachers, auite urvittingly, to rroprose
golutions that reauire chanre in adrivistrators’ *ehavior and the
ecruallv ready terdency of administrators, enually unwittin-ly,
te cali for tcac'er modification as the solution has been acted
out and verbally labeled in the coroun, much to the amusement of

all. The nhenomenon is thus manifestly annarent on our tape
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recordings. It i3 there ia hard data., TLut the extent to which
its manifestness has lad to a change in behavior tendency is still
quite open to question. e shall Lave made significant progrese
toward zenuine dialogue or what Ruber calls “experiencing the
other side’ when members of each group check themselves in this
apparent parochiality.

So far the presence of both grcups bac functicned as a

sort of natural power balance to mitigate the one-sidedness that
would clearly prevail were only one or the other group »ni+ sent.
The much more significant function of internalizing the other's
point of vier is yet to be 1in evidence.

Another function served by the Steerins Committee is a
sort of half-way house or protected but rezl situation in which
the interpersonazl skills to which the two principals were exposed
in their residential training may be practiced by them. In
this regard it is a continued training experience for then in the
context of thelr on-going work. EBut it is also, of ccurse, a
training experience in the same sense for the others in the grourn.
Thus trainineg, of the modeling rather than the didactic kind, is
one function of the Steering Committece.

There is some evidence, throuch our observations of a
District General Council meeting and z tape recording of an

Administrative Cabinet meeting, that some aspects of the training

can quite naturally apill over into the on-poinpg life of the school

The evidence regarding the effects of COPED activities in the

District is minimal at this ooinf, however. We can see evidence
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in group behavior outside the Steering Committee of testing for
committment, of summarizing, of clarifying, of questioning

an apparent consensus, and of keeping discussion open long enough
to obtain extended consideration of an uinipopular point of view.
There is evidence of this on the tape of a recent Administrative

Cabinet.1

#hat we do not know is whether this quality

cf discussion existed before special trainiug and the supnorting
Steering Committee meetings. Some spontaneous comments have
been heard (and recorded) in Steering Committee meetings atout
the fact that no vote has been taken in Cabinet meetings for
several months, and the like, but we must push inquiry into the
history of these behaviors further. Interviews conducted with

non-CCPED participancts in the Cubinet regarding paissages of the

tape should provide helpful data on this point.

Another function of the Steering Committee, of course,
relates to its first and continuine charge: to plan for and guide
CNPEDN activities in the District, The Steering Committee has not
been a T-2roup: it has had a task function from the bveginninr.

e have confronted process issues directly zs they vere instrument:
to improvingy work f£flov, not as ends in therselves or as activities
undertaken apart from the Steecriny Committee's task. In the course

of olannin~, the Coumittee has explored some of the favorite

1
The Cabinet itself has not been the scene of any COPED

interventions directly.
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techniques of group dynamicists with some considerable excitement.
After identifying the over~zarching problem of the District and
providing various examples at several levels of the system, it
became clear that we had to get back to the District with a conm-
munication that would excite interest in educational activities.
tlow does a group that has come some distance in its
thinking about what should hapven in the District come back to the
Digtrict with a communication that will not destroy its intention
by beins arrogant aad dictaztorial or borinz cr simply confusin~?
As usuzi a number of altermatives were sugrested, including the ti
honored administrative teciinique of havin~g 2 presentation that
would describe COPED uctivities. That could be benion, 1f-
boring, but how could it invite excitement and participation?
There was universal agreement that whatever we did we should not
make the same mistake as other institute activitiesgs where ihe
teachers always brought Lkaittin and no one ever missed a stitch!
Our solution was an adantation of two technigues Known
to Bethel types: the fishbowl and the empty chair. "e would hold
a recular Steerinr Comnittec meeting, in the round, with the entire
faculty of the sistrict. The issues that would come up would be
precisely the issues that ecach Steerine Cormmittee member wanted to
brin~ up, as usual, and they would undoubtedly include all of
the concerns that each of us had expresgsed akout developilng
cormmitment from District merbers, making in-service trailning
meaningful rather than simply a professional obli ,ation, what the

major and recurring prouvlem of the District was, anyway, and
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finally, why the administration of the COPED core instrument

package had gencrated so much hostility. Two empty chairs would

allow participation from the audience. They micht not be filled.
Then that, too, would be grist for the mill.

One function of the Steering Committee, then, was to
encourage thinking about how to communicate with others about
the plans you ha:ve for them. The administrators are saccustomed
to this problem, but I dore say, our solution is not wirolly
familiar to them. They, like the res: of us, are sgscared to death
at the prospect of an open meeting where District issues will be
confronted directly.

Jur ninth Steerinz Committee meeting was one of the most
novel cf our meetings, in my estimation. There were no fireworks
or anytaings overtly dramatic, but there was an unusual kind of
synthesis of two kinds of COPED work in the District that had
beeun sepzrate up to thet point. It wos a special neeting,called
at the request of our Kesearch Nirector ~nd Historiam. At this
meeting we were to negotiate with the District, through the
Cteering Committee, » second administration of the long question-
naire that had caused widespread s~grevation at the first
poorly prepared, administration.

e wanted to ensure an apparent connection, as well as

real connection, between our data-zatherin:- efforts and our
interventions, but wve were committed to roing the way the
Steering Committee decided, re:ardless of our desire to assess
our effects in the District. The research team as well 2s the

intervention team attended. After statin- our own nrefarences




the District members explored their pros and cons and, after
pushing the limits of possibilities;, from not civing the instru-
ment at all to just giving 1t all arain in the same way, came to
a tested consensus that (1) all but one part of the instrument
would be administered to (2) a sample reduced slightly in
numbers and in kinds of role, (3) after the two initial workshop
with our 'target population" which (4) in turn, would have

been prepared through (a) a District-wide fishbowl meeting and
(b) faculty meetings attended by members of the Steering Committ

Our negotiations, at first seen as simply a necessary and
consistent approach to the District, appear in retrospect to
have produced a solution to the data-gatherins problem that
1s far more s=ztisfying to the very princinles that underlie our
approach than we could ourselves imagine. We, the consultants,
received clear and substantial helr from them, the clients,
in our data-gathering problem. That, for me, constitutes strong
reinforcement of the idea of negotiated inquiry.

1 ws2d the pnrase, 'the need for reflection,' in the
original title of this paper. The phrase attests an awareness
that has grown in the course of observatioas in the district
during the past year that an important function is either alto-
pether missing or is present in only a weak and sporadic form
in this, and probably other, aschool systems. The function
that appears to be missing is collective deliberation about

ends and about problems.
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There seems to be individual deliberation about
probliems and about ends. IMost teachers and administrators are
quite articulate about what they want and, given a trusting
relationship between tham and an interviewer, they are also
articulate about problems. Collective decision making also
is clearly in evidence in this District. One can point to
instances where it could be arcued that more collective and
less individval decision making is called for, but there is,
nevertheless, unmist:kable evidencz of not only collective
decilsion making but zlso stabilized means whereby decisions
shall be, and are, forged from various points of view in the
District. The Administrative Cabinet, for example, 1is a structu
that cuite naturally, because of its composition, performs this
function.

But individual deliberation or collective decision making
do not constitute collective deliberation. Perhans a new term
is needed to label the distinctive fuuctions I have in mind,
but I prefer not to clutt~r up the language further. Rather,
let me describe the function that I refer to by 'collective
deliberation.’

I have already noted that the term refers to functions
that are different from collective decision making. It is
true that a kind of deliberation goes along with the kind of
collective decision making that the Administrative Cabinet,
for example, e¢ngages in. But that kind of deliberation appears

to be almost completely in the service of problems already
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sensed or goals already identified by individuals. Collective
deliberation can be distinguished from collective decision
making by precisely these characteristics: is the function of
the group's work to solve problems or achieve given ends or 1is
it to identify problems or identify and set in order of priority
the ends to be strived for?

The ever-riding impression that recurs in working =ith
the Steering Committee is that the kind of discursive, crisis-
free deliberation that charxacterizes its meetings has not been
in evidence before in this District. And yet 1t is quite plain
to us that the problem we have jdentified as thematic in
the operation of the Discrict could only have been identified
and clarified through the many hours of Steering Committee
time spent in building trust with other group merbers, in
struggling to defend one's own frame of reference and terms,

in accommodating both frames of reference and terms to a

comuon language amd set of caﬁa@p&a;'in-aﬂpleﬂing.falge‘Lmads

apd in redogatzing racurrent themes. -

To what extent collective deliberation 1s a function that
is crucial to planned change or is useful to the smooth running
of the District is a matter for continued observation. My
hypothesis is that no cellectively enhancing or collectively
satisfying changes can be undertaken without collective

deliberation.




I have explored briefly several aspects of our negotiated
inquiry in the District. The meaning of the distinction between
being planned and belng prepared was considered in relatiom to |
interventions of the kind we are carrying out with the District.
In the course of that discussion I hope what is meant by
'negotiated inquiry' was clarified. I then turned to our
purpose; they are emergent both in actuality and in our avarenes
To a considerable extent it is true that we come to urnderstand
our intervention purnoses as we come to understand a dream:

we do it first, in response to immediately impinging events

and -guided by conceptions beyond awareness, and later come to

understand it only after retrospective analysis. Discussion

of purpose was followed by a narrative describing work in

the District. Various social structures and some of their
functions were described as they emerqged in sequence. Finally,
attention was ziven to a function that appears to have emerged
in the Steering Committee and that apparently has not been

in evidence before in the District: collective deliberation.
The distinction between collective decision making and collectin
deliberation was described and a hypothesis was offered regardir

the necessity of collective deliberation.
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Glossary of Abbrebiations
Used in Figure 1

AS ~ Ascociate Superintendent
BM - Business Hanager
Cl, cC2 - First and second consultants, who are concerned

witl ftatervadtion
H - Historian on the consultant team
I - Adm¥glatrafttive intern

P1,P2,P3 ~ Pwincipals in the District

R - Research Director in the District
R1l, R2 - Two research persons on the consultant team
S ~ Superintendent

Ty, T2 - Two teachzrs

TCl, TC2 - Twe p¥imcipals (Pl and P2) who had received special
training in eonsultation

Srecken lines encircline consultant indicate involvement of
persons, who were later to bccome consultants, before they
bad entered & consultant-client relaticnship.




