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Freface

This prefzoe is written at the suggestion ef my frieamd Mike Capper
whe thought tkat a few words in the way of backgroumd informstion
veulid improve the oveimtatiom to, and hence, the understandimg of, this
paper to a wider audiemece of readers than it wam originally intemded fer.

During the spring of 19€8 Les Angeles City College began eperationms
ef what beeame kmown as the Student Counseling Assitant Pregram.
It was designed to test the efficacy of using studente hired from
minority groups te ceunmsel their peers, who were usually minority studeats
as well, and or the whole freshmen. Coumselees were selected om the basis
of survey data collected during registration under criteria ef being
students from low-imncome families living in economically disadvamtaged
areas of lLes Angeleps Coumnty., Ae it turned out, many astudsntaz sslseted to
partieipate were alse those who scored at or below the 10th pereentile
on the SCAT test, amnd whe have in the past sliewn weak persimtence rates 1.e¢,,
many left scheol during their first semester.

Subsequent statistical studies of academie performance and persistence
rates have shown the program to have been remarkzbly effective in

solving part of the mimerity education preblem. For those inieresied
in the figures, I would refer them to the excelleat studies cenducted

by Dr. Bem .Geld, director of remearch at Les Angcles City College.

Ian this paper, authered by a student who smerved as ome of the original
twenty-nine assistants hired, attention im focused on the internmal
develepement of the program from its beginming through eleven menths of
operatien. As such, it deals primarily with the problems apt to develep.
where people are attempting te organize their efforts toward accomplishinmng
goals that are easier to state than to realize, particularly in a
somewvhet nevel setting. '

2.

I might take this opportunity to improve the argument by clarifying
pointe which the paper tende to obscure.

Follewing the "Intredustioan" the ar;umemt proceeds through the next
two mections. Briefly, I argue that student power as a motivationm
developed among many of the amsiatantm because there was a lack of
leadership among the authorities initially in charge of the program
durimg its first weeks of operatiom. My analysis attempts to trase the
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interaction between the studemts and the authorities in terms of three
motivations -- student pover, which was a pre-cisposition among abeut
one-third of those originally hired; the need to justify pay; amd the
urge te lefty motivation among students e.g., the motivation to help
needy students.

The argument, which views these motivations in relation to the events
to which they gave rise, urges that the failure of leadership among
autherities facilitated the rise of student pewer because there was
pressure to begim work from the need te justify compensation, and this
at a time when ne one really knew what kind of work sheuld be donme.
Further, in the final seetien, I argue that the director's attempts te
eontain student rower after his arrival largely failed because he did
not fully pereeive the nature of its underlying dynamics, as evidenced
by his methods ef coping with the general dynamice of coordinated group
effert.

These dynamies are widely conceded: that the coordinatiom ef effert
among people imnvolves reshaping motivaticns which they carry with them
inte a new preject, and the process by mesans of which this is accomplished
involves determining project gosls in the developement of which all
group members participate. Of course, these dynamics are more easily stated
than guided, especially when outside administrators bring prescure te
bear en those given resrpomsibility for their guidance.

The reader should pey particulan attention to these seections,
especially if he is dispesed to prove the argument inadequate. Fer they
bear heavily om the real point, which I do not in the paper clearly state.
It is this: that the commitment te effort amomg students im a project like
this involves a dual thrust. Firstly, minimization ef physical need via
assured pecunisary reward, both in regularity of payment and in censtancy
of amount censistant with suitable policy (whiech does net mecessarily
mean a curreat policy). And, secondly, maximization of effort via
appeal to idealism as a student motivation. Given the former, the

latter is crucial.

5.

Frieads have,pointed out weaknesses in the argument. FXassentially, they
say that studemt power was & predisprsition with thoce who ocame ito advoecake
it, and that, hence, any circumventing measures designed to gppe with it

would only h:-ve modified its manifestation, thet i¢, sfuient power would
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still have beem areund, causing problems. [urther, they complain
that I erremesusly imply that studemt power can be easlly handled when,
as a matter of fact, it is very diffiecult to handle.

Others argue that I seenm to place the burden of responsibility
for what went wromg emte studeats, implying that inmevatiom fer change
lies predominately with "authorities”. And most everybody agrees that
hy comnection between the three motivatiens -- student power, pay, and
idealism -~ is too tenueus to be of practical aralytieal value.

In a sense, these are very nagging criticismes -- especially as I de net
particularly disag;ee with them. It is true that student power, where
it premanifests itself, is prone to stick around. Frankly, I am in faver
of 1t sticking around, The point is that student power, or the power
vested in "autherities", by themselves, are likely to lead inte nen-preductive
enterprises a dis-preportionste &mount of the time., And that iz net me goed.
The issue centers mere on ergenizing effort into cooperative enterprises,
and less en ways of consuming effert in tripping one another up. This
is am eld problem never cempletely solved. I de net think comeceding the
problem with a2 view to not deing much about it is very useful. The paper
is an attempt te do something about it.

It is unfortunate that some readers have thought me toe facile on the
preblems associated with handling student power. Vere it se, I do net think
I would have spent much time describing how to handle it. Admimsitrating
human effert is rarely easy, and I do net think the paper implies that
ir this ease it ism. If the paper does imply that handling studemt
pevar is easy, the reader sheuld know that the author did noi intemd it to.
I might remind these who prefer to labor the point that difficulties in
most things arise from a laek of understanding, and that to a large extent
it is preeisely sueh & 2ack here that causes many students to get upset.

As to complaints about the cemmection between motivations I have very
1ittle to =ay. Tools for analysis are generally chosen em account of thelir

practical - application, and the selectioms made are always the result
of the investigator's judgement as te what iz relevant. 5o epinioms are

likely to differ,

A final note. The reference to "Frid:y meetings" in the "Intreduetion"
refer=s te the weekly gatherings which the assitants had with the program
director. "he prpexr originally was to have been an evaluation of these
meetings, which were supposed to be a kind of continuing itraining peried.

R.I.
Janu:ry +*970
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Introduction

In writing this essay I have acquirod a growing sense of obligation.
To anyone aspiring to eventual professional status punctuality is of
prime importance. Yet, I Have completed this study only some several

weeks after it was originally due. And I anm very grateful to the director

who was patient enough to have extended the deadline from time to

time Qgt my inevitable requests); I .can only.wonder as to the wondexrful
increases in his expectations as regards the final result. Hence, my
obligation to produce something decent has grown accoxrdingly.

The oxriginel essay was to have been concerned with the effective~
ness of the Friday meetings in furthering my knowledge of counseling
techniques, furthering my undersianding of student power, freedom and
responsibility, and, in the end, I was to have described along what
lines I might institute a similar program.

As the tense above might suggest, I have not followed precisely
along those lines. This is another blow to professional aspirations.
It is not good for the subordinate %o precume 1o know how much better
than his superior's is his understanding of what questions need to be
asked and answers attempted. i

Yet, that is what I shall appear to have done. But perhaps there
is hope for me. Albeit I began the essay in terms of the assigned
questions, and as a matter of fact, completed it, I was dissatisfied as
to the result in that it seemed too narrow. Discussing student
behavior in a prograﬁ as novel as student counseling is difficult
enough without attemptiné’ﬁlace it into a wider perspective. Yet,
having completed the initial undertaking, I felt such an attempt was
necessary. To anyone familiar with the individual whose concern is a
particular subdbject, and whose method is to probe ever more deeply into
increasingly narrowexr aspects of that subject, the danger of losing
persypective will/e%ﬁ%%%& -- the investigator risks becomming ignorante..
low much better to view the subject comprehensively, to see where it fits
into the flow of related events within which it has become so inmportant.

Thus, when dealing with the students of the program I have sought ¢’
to view their performance during the Friday meetings against the
background of circumstances within which that performance took place.

BB N T T s o o
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By viewing matters in this way I hope to weight the argument more
in favor of the program's continuation, and eventual cxpansion.

2.

fuch comment has been cxpresseld rogarding the Student Counseling
Progran. Some ihave sald that the program, which makes use of students
in counseling owher students, has much to offer in the way of providing
a‘useful alternative to violence in ovexcoming some of the problems of
our ﬁgpe. Others agree but complain that the participants are less
concerﬁed with counseling than with proselytizing as to the evils of the
"gystem’, and urging that something has got to change -- or else.

Still others, concermed about school records and the safety of school
property, and otherwise indifferent to the program, are agreed as to its
nead but are happy that someone else is in charge.

Such comment, which certainly is not the sum of it, dexrives generally ,
from those who view our social problems with clear and steady (if in-
different) gaze. Or, perhaps more accurately, it derives from those
who concede that change in our society is needed, but who do not take
specific methods of ohange very seriously.

But a lot of people do take our social problems -- and their possible
neans of removal -- seriously, and I think that many of them are or were
involved in the Student Counseling Program. The program has had a hectic
time of it now ard then, and doubtless those of us in it have muddled
things pretty badly from time to time. But, over the months, I think
many of us have tegun to realize that internal problems notwithstanding,
the program has awooﬁplished much in terms of helping many students.
directly, and by implication, has helped many others by casting at least
somé light on the direction towards which people can go to meet some
of our pressing needs. ‘

Linother thing we have begun to learn is that an important part of
accomplishment is being able to determine where we have failed. .'And
ag this involves being somewhat honest, it turns out to be the most
difficult part. We generally feel urged to adumbrate as to our successes
vhenever we think survival depends on "suoccess". We tend to forget that
failure ig as important to success as success itself, for it is through
identifying and acting upon our weaknesses that success is not only

erhanced, but sustained.
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Thus, in the present essay, I have attempted to view the
program as honestly as I could. I may have wound up stepping on
some toes, though of course, I naven't neant to.

T should mention the outstandinz weakness of the essay: its highly
theoretical nature. Although I Lave attempted to combine empirical
observation with careful analysis, my only real accomplishment is to
have recorded personal opinion. No coubt this will be highly satis=-
factory to those for whom wisdom ig identified moxe with "long" experience
in 1£terpersona1 relations, along with minox concessions to statistical
data, than with anything gtudents have to say. In this, I will disturd
the assurance of no one. I leave that to others whose dedication is well

known.

As we shall see, student power played a significant and continuingy
role in the devélopment of the Student Counseling Program., Our first
task then, is to examine 1ts roots as applicable to the program.
Our need is to understand the background of behavior which, during
tke first six wéeks of operation, infiuenced the’ environment into which
the director came. Next, we propose & course of action which the
director might have undertaken to minimize student-administration
discord. We then view the actuai performance of the director and
the students. Finally, we attempt to consider the meaning of what
occurréd, bvoth in terms of the role of student power in programs of
“this nature, and in terms of the importance of the role of the directoi,
And now, before turning to the larger task, it is always good for the
goul of the author:to make concessions to unoriginality. BY tradition,
good exposition demands it. Thus, nothing which I have written has
noéfgyid gome time before, nor have I claim to any original insights. |
Wwhen making.use of the material of other writers I generally;bavé;managed'to
pplagirizeiwhenever'fhe‘urge-haé afflicted me. These matfers are
indicated by suitable notation. Finally, responsibility for errors
or for just plain bad thinking is mine.
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Prelude: The Setting

‘phe thrust of the studen

director when- he arrived,

t coungeling effort as made implicit by the

gome six weeks after the progran had

already been underway, was to aid the counselec in acquiring a hetter

in probably anything. By ¢

. gense of personal worthwhileness, a necessary ingredient to succcas

ombining the advantages of inter-student

relations with some knowledge of basic counseling methodology, it was

hoped that student counselors could provide the counselee with

encouragement, advice as to

study methods, and information regarding

occupations after graduation, or transfexr requirements to four-year

colleges. Providing the student counselors with training adequate to

the task meant that they become familiar with counseling techniques;

as .many of the counselees W

ere to have personalities high in need of

acceptance, encouragement, and success, the urgency of learning basic

counseling methodology became even more important -- as everyone knows,

counseling involves its own
human emotioneal uncertainti
mathodology, and its limita
The director recognized
counselor trainees with the

period and subsequently dur

risks, which can be costly within the. terms of
es. Thus.the need for learning basic

tions,

this need. DBut his efforts to provide the
necessary background during the training

ing the Frida& meetingj;were often blocked.

In this, the trainees were much responsible. But so also were t.aose

in charge of the program be
he did axrive the gtmospher
understand why, and therewi
with which the director had
six weeks.

As noted, when the direc

fore the director arrived. In fact, when
e was one .of considerable confusion. To
th acquire some sense of the special problems

initially to contend, we examine the first

1

tor arrived, confusion roigned. Nor was this

confusion a special phenomenon; indecd, it had been- general throughout

thoge first six weeks, and

entire developuent of the p
developed; as always in hum
of those whose efforts are
unknown. ‘ |

The research design, in

gome say that it was 80 throughout the
rogram. There is no mystery as to how it
an affairs, confusion is the special product

directed toward accomplishing what to them is

erms of which the program was to proceed,

I
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called for hiring a director whose task was to develope a training
program which would prepare trainees for roles designed to test the
viability of using students to "aid" profossionél counselors in com~
muncating and helping "disadvantaged" students with greater effectiveness
than hitherto had seemed‘possible. The roles to be played by the

" trainees were envisioned at first as being more passive than dynamic i.e.,
_ contact with counselees would be limited with much of the trainee time

being spent doing clerical or office work. The trainee was there to 1lift
some,of the administrative burden of the professionals, thus freeing
them to spend more time seeking out and helping the disadvantaged '
student.

But the director was notv immediately available. And, therewith,
neither was a training program., Phic led, from Lhe onset, to a lack
of <irection and specification as to the requirements of the program,
and further, it led to problems of a large dimension.

For, firstly, those in temporary authority, faced with the immediacy
of the new project, and unable to commit themselves to anything
specific, sought to effect a transitoxry program by means of which
those already hired could be kept "busy", preferably doing work

‘which would be useful later.

But busy doing what? Apparently, no one knew. But in accordance
with the non=-policy which soon developed, the temporary authorities
encouraged suggestions from the students recently hired, a tactic
reinferced by the former's sense of demoeratic conscience.

We may now note ,the character of those initially hired. Many were
students gifted with a special ﬁolitical aculty, as evidenced by their
leadership in well known dissident organizations on campus. thers
displayed less:leadeiship ability, but showed remarkable tendencies
to persuasion.’' All were anxious to help needy students.

Given these characteristics, the students naturally availed them-
selves of the advantages of that demooratic conscience, and suggested
themselves into crucial roles.

2.

Discussions followqd. The proccss of exchanging views as to the
nature of the program, coupled with the immediate need for specification
as to what to do, and this conducted within an atmosphere of uncertainty,
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: accommodated itself well tc te precepts of student power i.e., ¢reater
participation in'various'administrative and academic decision making.
Having encouraged éuggestions from the students, it should not be
supposed that students failed to encourage acceptance of those suggestions.
This, as may  be denied, may have led to incipient feelings reflesting
stress on the part of the temporary authorities, akin somewhat to

the reflection of Pandora once having opened the box.

Thus, the students suggested (or, more improbably, accepted the
éué&estion) that they should play a part in selecting new student
trainees. The program being novel, trainee qualifications beyoncd those
given against work-study criteria, we may suppose to have. been unknown.
This helps to explain the fortunate coincidence in student-adninistrative
goals at this point, for each group worked with the other in deciding
the additional criteria, and making selections against them. There is
a certain assurance in the ignorant leading the ignorant.

The selections were made, if not with some disagreement. In some
cases, the temporary authorities took the final say (I was one of then).
Those newly selected would enter the progran later, when the director
arrived. Meanwhile, the. existing trainees had-had. a.crucial experience in
the extercise of power.

But;that wasn't all. Work had to be found, hopefully useful work.

As idealistic motivations at this time were somevhat distant (e.g., the
motivation to help stﬁdents), students and administrators faced a

more immedsate and pressing one -- justification for pecuniary reward.
It is not good to pay people for sitting around, and even payment for
discussion reaches a limit.

So the counseling handbook was conceived and committees were formed
to effect its denstruction. In deciding its content and purpose, as
well as conducting the research necessary in collecting relevant
information, the students were left much to themselves. This.develop=-
ment nmay be regarded with some curiosity; the experienced were allowing
the inexperienced to construct a handbook for guidance in counseling.

In this, there is a strong presumption in favor of having the..trainees
aéfually do counseling, contrary to the research design. 4nd no doubt
the trainees understood matters in this way. <Confidence in the ability
of the students to develope such a handbook must have been high aaong

the temporary authorities -~ perhaps earlier student efforts were deemed

r— . s et
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impressive -=- but students were now actively engaged in doing work
for which they were manifestly unqualified: developing a handbook
for student counseling without having had any éxperience in counseling.
, In addition to the handbbbk, work was found in aiding the SCAT testing,
f and trainees responded cagerly tc the opportunity for meeting students |
(in small groups) who were selectced from certain high schools.

Results of these efforts were two-fold: work was found to'account for
recorded time, so pay was justified; and students, greatly on their
owrlj} achieved predictable accomplishments.
~ For though they took the idea of cons%ructing their handbook very
seriously, they discharged their responsibility to do the necessary
: . work involved rather more casually. Thus, many of the reports

' (e.g., on employment,scholarships, student services, etc.) were

| | prepared incompetently, and were generally late in coming in. Poor

E
:

reports had to be redone, some were discarded, and others were added.
And furthei, trainees began to develope the habit of coming to work
at times in keeping with convénience. Not all of the students did.
But enough. Delays in starting meeting wexe occurring well before fhe
arrival of the director. o

Given the inexperience of the students and the general uncertainty
surrounding the program, none of this is surprising, and hardly more
might be expected. Indeed, the point is not what was materially
accomplished during this time. Rather, it is what was happening to
student attitudes. |

Vith the sense 'of decisiveness and independence which grew out of
partly setting qualifications for, and selééting new trainees, along
with the relative freedom with which students worked on the handbook,
plus the sense of responsibility developed by trainees when meeting
and talking to students at the SCAT sessions, it is not surpricsing that
trainees soon began to think that the program was going to. be a student
run operation. And given the characteristics of the trainees, it is
not surprising also that these nascent thoughts should be associated
with student power,

Time passed. And with it so also grew student feelings of independence.
Eventually, things got mutﬁally reinforcing: the novelty of the progran
plus the lack of a.director, as noted, led to confusion on the part of

the temporary authorities; confused, they were also indecisive, and

students gradually accepted a gquasi-decision making role to take up the
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slack; as studentis. look on grealer purticipatory roles they devised
plans and needs for work -- 1o the undoubtéd relief of authorities;
with greater student decision making came greater student freedoam,

less supervision, further increcaces in freedom and growth of associated
feelings of s*tudent independence, and new awarenesses 23 to believed
‘extent of student power; finally came the view that the program would
be student run.

And here lies the nub: when the idea that the program would be student
rud* reached the threshold of awareness, the authority of student power
was established. The die was cast. Having conceded the authority of
student power, it becanme. necessary to affirm whatever that authority
had effected, and no matter how incompetently effected, work sanctioned
by the authority had to be affirmed positively. Moxreover, given the
exiguous amount of work actually done, it became necescary also to
assert its importance, indeed, work accomplished was viewed as vital.

- Nor was‘tht'all. To concede the imporiance of toil sanctioned by
student power insured the further concession that hard work must have
gone into it -- it could not'be otherwise. For to assert that a job is
important and vital, while implying a frivolous or laxidaisical approach
to its execution is to invite an inconsistency” which affects the
validity of the sanctioning authority -- here, student power. And this
could not be allowed, nor was it. As will be observed, given birth,
the urge to self-preservation is strong.

3.

Ve may now view the setting into which the director came with
improved confidence. He arrived at a time when student powér had recently
(or was rapidly being) consolidated. The students had got the wview
that the program was to be student run, with the directpr playing an
advisory role. And he was so notified. The students were used to doing
things their own way, and they were not used to being told wka:t 1o do.
They were persuaded as to the importance of their work, and this
rationalized their pecuniary rewards. They were accostomed to tardiness.
As we soon shall see, the impressions of the director were as '
different as were his intentions, and he set himself the task of apprising
the students of what these were. In a nutshell, these were to develope

‘an internal organization wherein interaction between the director and
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the students would lead to cooperation in advancing the aimgs of the
program, bdbut with guidance and authority placed ultimately in the
hands of the director. ,

We now may see the possibility for student-director discord. And we
are soon to view the actual discord waich took place. Dut first, given the
nature of student power as described, and given the aims of the director
as,noted above, I suggest what coursc of action the director might have
taken. It is important to realize that these suggestions are based on
observations and the eriticisms which follow. No one should suppose that
my proﬁbsed course of action constitutes an alternative whose use was possible
at the time. This is based on hindsight, a somewhat unreliable guide to
action immediately neéded. But hindsizsht is a useful tool for developing
some foresight for which a future need night one day arise. By suggesting
how he might have proceeded, I hope to illuminate the reasons as to why
he partly failed. To these matters I now turn.
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what Might Have Been Lone

To understand how best to have nandled the situation as Just described
. we need to know somqthing about student motivation. Student power is
at'best a political tactic, urged because students often doubt the efficacy
_of ddministrative measures to solve probiems. If the acquigition of some
control over college functions per se¢ were the sole motivation students
had upon entering the program not much could be said here. Students
wouldeventually have wound up whewe they they did at the end of the fixst
weeks regardless of other factors. And the preceding analysis would be
irrelevant.

But to so assume is to impute gstudents with a diabolical sophistication
reserved only for Caesars, Hitlers, and possibly some Senators. But if
we assume some malleability in human personalities, 1f we concede that
people can be persuaded, that they can change their minds, then we can
view student power as a manifestation of complex and deeper motivations.
And it need not be a problen.

So before saying what might have teen done, we will take a look at"
motivation, after some preparatory remarks.

2.

However urgent. the need to pay rent, few ninvolved" students would
urge that their sole motivation for helping needy students is the periodic
paycheck. Nor is their motivation generally of this type, although |
of course it lis a factor. Even the most ardent follower of Mao requires
sustenance. Man, indeed, lives not by faith z2lomne. In the event, most
students, like most teachers, would consider insulting any sugéestion
implying that effort depended on pay.

The situation is said to be similar among corporate managers, most
clergymen, and the President of the United States. It-is so also, no doubt,
with the program director. To admit that amount of effort is associated
primarily with amount of pecuniary rewa.d is to admit that you are an
inferior human being. Ve now know +that above a ceriain miaimum incone,
people prefer to identify effort with other, more lofty goals.

Students in the program were (and are) no different. But their earnings,
generally, do not approach that certain minimum level,.and g0 pecuniary

reward is apt to take on somewhat moxre zoaning than otherwise might be the |
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case. On the whole, students do not expecct to earn that minimun incone.
There is a certain pride in being a strugrling student. Hovertheless,
students do at times show concern over pocuniary reward, as do other
people. Dut with the former, it is iikely to take the shape of complaints
over regularity of pay, and consiotency in amounts;  their small earnings

‘make their limited obligations big ones.-- hence the nature of theSe'copplaints.

And indeed, it was so with those in the program.

But students have their own lofty goals as well. Aind they show no less
compuﬁétion than do others at too close an association between effort and
"pay. In fact, ‘they frequently show morc as dependence on pay is usually
greater. This is because greater depencence implies some vulnerability,
and hence, they are exposed to the possibility of coercion. %his is not
good. As we shall see, resistance to anything that implies complusion'
militates against group efficiency, given the illusion of alternative forms
of employment. And compulsion interferes with pursuit of lofty goals.

5.

Ideally, the goal of the director as earlier stated -- engendering
cooperation between himself and the gtudents -- seems to have been about
the best. We can imagine how effective might the program have been had
students shared the goals of the director, and he theirs. Motivations
underlying so desireable a condition would not be pecuniary in nature.
They would be more humanitarian, and irbued with overtones of righteousness.

In short, they would‘involve identification and adaptation.1' For these
are the motivations that.most.powerfully coordinate the efforts of the
members of the group.

Indéhtifiaatidﬁ and adaptation as motivations are mutually interdependeat,
2nd their effectiveness depends dwm—wawsé on the abscénce of coapulsion.

Tndentification occurrs when the individual views the goals of the group
as superior to his own. He sees that the group is capable of doing what he
alone could not. TFor this reason he works to accomplish its goals.

But adaptation is a further, and sometimes & stronger, reason. In
submitting to the group the individual sees the possibility of influencing.

what the group undertakes to achieve i.e., he sees the possibility of

1. John Xenncth Galbraith, The New Industrial State, New Yorik: The New
American Library, 1968, Chapter 11. I have adopted Professor Galbraith's
terminology and ideas for my purposes hexe.
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adapting its goals to his own. Submicsion(in the form of identification)
to the group is exchahged for the possibility of adapting it to one’s own
goals. , |

COmpulsion excludes these poscibilities for reasons that will escape no one.
Compulsion introduées conflict between those who set the goals of the group,
and those who work tu accoﬁplish them. When individual effort is forced,

identification with the. goals of responsibile authorities is impossible,,

except perhaps to the perverted nasochist. And given the individual*s
powerlgssness vigs-a=vis the authorities, the hope for adaptation is also
excluded.

'It ig safe to surmise that a major goal of the new director ixn pursuit
of his own aims would be to aline the goals of students with his. .And
it is probable that adjustments to his in acconmodation to some of theirs
would have facilitated a rapid advance toward mutual identification and
adaptation of overall goals in the program. These developments would have

‘resulted in the cooperation sought by the director, and would have retained

the integrity of his authoxrity.

4.

e now briefly exanmine the growth of student power during the first
weeks from the standpoint of its deeper motivations.

Recalling the lack of specification as to the goals of the progran,
and the resultant oconfusion, we saw how student participation in decision
making increased. We saw also how work had to be found. e motivation
was pay. This both students and temporary authorities tacitly understood.

We must note several things. The lack of goal specification, along
with the abscence of a training pxogrem which would aid in coordinating
and solidifiying any goéls possibly chosen, excluded from the onset any
chance of developing the type of interaction required for the growth of
identification and adaptatiaon as motivations. (Interaction refers to that
between students and authorities.) So pay became primary. But, given the
immediacy of the new project, and the need for work, pay assuned a role akin
to compulsion i.e., work had Yo be found to Justify compensation. This
forced lofty motivations (e.g., helping gtudents) into the background.
But pecuniary motivation as a primary one is unacceptable 1o studeﬁfs,
as noted. So other motivations approached the level of awareness.
These motivations were consistent with thecharacteristics of the students
employed, that is, they were apt to be .governed Dby.needs.as defined oy
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tho students. As the students were associanted with militant campus groups,.
their needs would be influenced by modee of thought poeuliar to those
groups. These modes includoed student power. And given the abscense of

any method by which student opinions could be exchanged without inter-student

deprecatzon, it follows thzt the more militant student, the leader, would
domznate in setting student goals. The others, identifying with the

student more than with the confused authorities, followed. The result

was the establishment of student power, and an incipient schism between
authorltien and students. XNor was this all. Once conceded, student power
provided the atmosphere within which student cohesiveness could be maintained,
and further, it provided the ratiorale for receiving pay. Pay could rnow
recede from its primary role. Studont power had effectively replacecd if.

This explains why student leaders Lave continued to associate the program more
with poiltical activity than with student needs.

5e

So how might the director have proceeded? Might he not have simply .
apologized for being tardy, stated that he understood how hard all had worked,
vut that he had his own ideas and please bear with him?

Probably not. That kind of approach would doubtless have produced 2
distinctly noticeable if predictable response, similar to that of the college
president recently informed by local militants that he is totally irrelevant.
Presunmably, he would aim to aline the goals of students with his; he would
seek to persuade students as to their need for him; and these he wight
achieve vjia a training program designed to allow the interaction and exchange
of information needed to insure the acceptance of his authority, promote
jdentification and adaptation, and avoid the wrath of student power.

But primarily, he would wani to stress counseling, its techniques, and its

pitfalls.

To accomplish all these things he might begin by emphasizing areas of
counseling with which the students were unfamiliar, but which were of obvious
relevance to the program. Converting the attitudes of students would proceed
as they became increasingly aware of their need for "informed" guidance.

As students gradually ancepted this need confidence and respect for the
directoxr would grow acoordingiy. And to this support would be added
depending on the skill with which he maintained interest in a given topic,

and the sense of fair. play.he demgunsirated when-kandling dispuies.
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As.. he would want to aﬁoid issucs which might challenge his authority
too soon, thesé¢ tactics would bo vseful. '

The thrust ¢f these efforts wou.d be to focus attention on counseling
" and nevermind owganizational matter:. This would mean having a dynamic
training program, preferably one wislk much student participation.

Thus when introducing the difficulties of counseling he ﬁight pose
problems and allow, say, the more militant students/lggd discussions on
them. By remaining somewhat passive, ecsypecially at first, and interfering
only to prevent students from bogging down, or to make a point, he would
ostensibly presarve the integrity of student powexr while‘actuallyferodingiit.
For these discusnsions would make it inersasing clear to students . .
individually that there was a significant gap between their ideas as to-.
the content and purpose of the program, and what it actually entailed.

This realizatior; would be especially pronounced in those who legd discussions,
given the difficulty of maintaining verbal exchange in topics about which
they nhad limited knowledge. Nothing so effectively humbles the individﬁal,
or the group, as when it is forced to face its own ignorance.,

Of course the director would have to identify the leaders. Given the real
personalities involved, this would have Posed no problem. Neveitheless,
by limiting the above discussions to, say, 45 minutes, time could be allotted
for bull-sessiéns. These would have considerable importance. Attention
could be éiven, in a somewhat more casual setting, to the goals of the
program. What had the students to say about these? What were the directors
ideas? (These would emphasize the more lofty aims and difficulties of
counseling.) The director would have received valuable insights into the
feelings of the group, and identification of leaders would have' been
facilitated.

And more than that. Sessions of this sort would have provided the
director the oppoxtunity to investigaté and build on the penchant which
students have for more lofty goals --~ not as a means for duping thexa -
but as a means fox finding motivations other than pecuniary which exact
greater appeal. This would have had the effect of further eroding student
power/p§XViding an alternative to its need, and, further, it would have
helped to engender that sense of warmth and cohesiveness vital for the
success of the group.

Training would include practice counseling (as was actually done) but
with the advantage of having each traines receive counseling from the
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director himself. This is training with o personal touch. ©his process
would be.accomplished during the same time Uit students would themselves
be practicing on each other, and in the sare rvom. This would avoid the
distrust that might accompany private counsv.:r.z sessions, given that the
students were predisposed to be sensitive to anything wnich might imply a
threat to student power. And it hardly necéd be said that there would have
been'a mutually beneficdal exchange of insight Leiween the director and each
student -=- at the personal level.

As the director would be éoming into the prozram direct from znother Job,
it is fair to assume that he might Le somevhat unyrepared to.implemernt a
careful and exhaustive training program. So these nroposals would seen
simple, direct, useful,in short, emminently appropriate. He might even have
taken advantage of any unpreparecdress -- by corceding it, and inviting -
suggestions as to what students thought training might include. This is
another ostensible fillet to the perscrvation of student power. At no
time however, would the director transmit.the_ impression that he was
dependent on the flow of student ideas. That was the error of the previous

authorities -- and we have seen the resulits.

Training of the above kind might uscfully have been augmented " by
regularly scheduled visits of professional counselors, gach to present
a prepared and time limited. (say, to 45 minutes) discussion of their
specialties. This might have helped to disspell some of the mostly
invidious.misconceptions held by the students about the professionals.
gstudents would be required to, say, take notes, and of course they couléd .
ask questions. (This type »f method of informing studenis, though actually
used sparingly, usually showed good results. )

A special word about the handbook; Its completion might usefully have
been encouraged by the director, by, say, reducing those working on it to
a committee of about three. The coummittee would present the proposed copy
to the group at a later time for apyroval, which by then might not have been
forthcoming anyway. But the book would nave been a good exchange for
group unity. For even if it was of k'ttle functional value, its
psychological importance would hav/oeen (and was) strategic.

This then is a broad outline as to possible moves of the dircctor, given
his goals, and the environment into which he stepped on arrival. It is nof
a proposed training program. It ig merely an attempt to indicate what wig
have been done in the circumstances. Ths egsential character of the tactics,
as noted, would have been to siress counscling, demonstrate its tochnigues,

and indicate its hazzards. To a discussion of what events actually toox
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place upon the director's arxival, an%aa view of the actual training

program, we now turn.

i
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Description and Analysis: What rctually Hanvened

It is time to view what'actpally happened when the directox arrived,
to look at the training program, and to relate its effects to the Friday
meetings which followed. In this, I will be relying somewhat heavily on
memory, so things might get risky. (Cynics might-be advised to view that
-which follows with the utmost regard to suspicion.)

2.

With the arrival of the dircector a training program was instituted.

The first group, whose activities during the first weeks have been noted,
received training separate from the sccond, which they had helped to select.
Initially, training consisted of rating the importance of various problems

which students might have. This was a particularly good way of alerting

the trainees to the kind of problems they might encounter. I think trainees
learned much in the way of seeing that thore was much more to counseling
than they had until then thought the case. And the discussion process

by means of which these problems were rated probably began the important
task of developing a sense of group cohesiveness.

Having been alerted to the possible types of problems they night meet,
the next step might have been %o show/nossmgfe methods as to dealing
with them, especially the more ccmmon ones like problems with parents,
wicertainty as to major, or the anathema:of ‘study. And then some practice
follow=up.

Training followed somewnat along those lines. After learning abdbout
some common problems the group was broken into pairs .( counselee-counselor)
wherin one trainee would "counsel"'the other. This was a good tactic:
the trainees had a chance to gain some practical experience, and as pairs
consisted ‘of strangers trainees had the opportunity to get to know one JueTHER
better, another way by which group cohesiveness was promoted. I think '
that some success was accomplished in preparing the trainees for the real
thing.

During these early sessions the director was able to maintain high
interest and he displayed skillful tactics in getting trainees to taink
carefully about the problems under discussion.

Put soon weaknesses hegan to appear. The process of practice counselingwas
neither carried out far enough nor, verhaps, were the trainces sufficiently

prepared to counsel one another. Aind this was due from having treax ed
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methods of dealing with problems (such as had been identified) rather

_insufficiently. In fact, the only semblence of treatment that I can recall .

was an excessiveness in dealing with the "problem" of introducing oneself to
a counselee, and two instances where an actual counselee was interviewed

by the director, both examples from which the professionals might have

k]

derived greater benefit.
Theé early training sessions also.took on an unfortunate feature - boredom: .

. Indeed, trainees frequently got the impression that not much was being

accomplished. The sessions, which usually began with interest, .soon turned
into léggthy periods during which similar topics were covered, and the same
problens were rehashed,:' «Part..of. the explanation lies with the.poor
punctuality'ofuﬁaﬁy“pf the students when attending the sessions. As noted,
they were accostomed to coming to weetings somewhat at their convenience.
Late arrivals disrupted the proceedings, and frequently the director would
re-explain what had been covered with those present. This stretched .
discussions, time was lost, and frequently a discussion was never carried

to a climax. |
Punctuality was of course stressed. But it was not enforced. The results,

given the vanity of student power, were .uninspiring. The attention given
to late comers 0 as to insure that they missed little was tantatmount to
condoning impunctuality, given the lack of sanctions to-discourage it.
Thé'process of attempting to bring up to date those who had missed
some of the-proceedings began to fatigue the others. And that went hot
unnoticed by all. A pattern seemed to appear very rapidly. Eventually,
the element of pay was introduced to emphasize lateness. These things
soon combined to create a slow atmosphere Jfor ° the sessions, and
tardiness increased -~ why not, if one could miss the beginuing of a slow
neeting and still be brought up to date?

People continued to come late, and some didn't come at all. This led to
further discouragement. ;The director became visably if tactfully upset.
Utterences were heard. Comments were exchanged. In other words, things

got worse.
L RN ;.
Responsibility for these matters must T think fall firstly on the
director. As always in sifuatibns coricerning leadership, particularly

leadership in gromp discussions, the tempo and climate of verbal exchange

is set by the leader. If he fails to meet expectations which he freguently

——
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sets hlmself the sense of purposivencss and direction which the aroup
initially acquires, along with the ladexr's ruputatlon, diminishes.

This is especially so in a quasi-classroon situation as was the case during
the sessions,'p0pu1ar'(student) indignation to the contrary notwithstanding.
At first the performance of the director was outstanding in terms of
genexating interest in a gi&en topic. This led to expectations on the part
" of studonts'yhich soon were dissappcinted. Interest declined, and pay

as 2 motivation was introduced tc effcct punctuality. That it had marginal

resultg probably suggests why it was used thereafter.

4.

Such were the early sessions. There followed a middle period during’
the summer of 1968 when some actual counselznﬁ experience was accomplished
with students of the Upward Bound Program, and students in Developmental
Studies. I think traxnxng during this period, which consisted of
discussion as to trainee experiences wzth counselees, was of great value.
But I doubt that enough of it was accomplished. Other matters began to
intrude.

Students continued to aid the SCAT testing'sessioné throughout the
summer. From time to time minor disputes would erupt between students
and authorities conducting the tests, and these sometimes had repercussions
6n the professional counselors. But these were minor.

Vhen students aided during Fall registration they performed valuable
.services for the professionals by answering many minor questions that
incoming’ students had. In this, of course, they aided also the students
by speeding up their registration, and the latter went vexry smoothly.

But during registration the program suffered a serious internal
dispute.- Some say that it nothing moré thmn the culmination of a longexr
development. In the eﬁent, when some’ students scheduled to work during
certain hours failed to show up, others complained of the work-load -=-
registration was very -busy. The director, rightly, intexrvened.

An explosion followed as student leaders came into open conflict with the

director.
5e

On the whole, the pattern set during the early training sessions
continued during ,ubsecuent ones. These were characterized by more

tardiness, more fatigue =-- especially with the increasing lack of oxg anlﬂed
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‘discussion material, confusion as to the purpose of the program, and,
when the registration dispute arose, a vould-be conspiracy to oust the
director. |

And an important shift took Place: these events,culminating in fhe
registration dispute signalled a diversion of interest and concern -
away, from the problems of éounseling toward petty politics, personality
'differences, and student power. And while such diversions are certainly
normal in the course of events which comprise any group effort,
predominence in them is not. The czuses here are clearly rooted in the
conflicts which are sure to develope when students,’anxious to do things
their way, collide with professionals who, combining relative expertise
witn the wisdom of hindsight as to théir own youthful days, attempt to
guide student enthusiasm. Only a dircctor who cembined authority with
an understanding of student inclinations could hope to minimize such
diversions.,

6.

We may now take a closer look. Upon arrival, the director had two
advantages: definite material with which to lead discussions; and the fact that .
he was new --mgﬁgething which can cut both ways. At first these advantages '
combined to/the training sessions interesting, and this elicited
student expectations about the director which were favorable. 3But later,
when little if any new material was forthcoming, and with tardy trainees
interrupting proceedings, the students became fatigued. Things began
to run less smoothly, and, eventually getting disgruntled, the students
began to wondex gboué why they weren't running things.

The advantage of being new then reversed itself and the director became
an "outsider" whe was now trying to "take over". Attention shifted from
counseling and training to organization. .And’ then,. .. vhen the director
required that trainees 8ign-in at registration to account for time worked,
the students resisted, a row ensued, and finally, when one noticeable : *: -/
student leader confronted the director, the latter, thinking (rightly)
that a show of muscle was better than humiliation, stated his views (i.e.;
the conditions under which he would continue as director), and asked
the group members to state their opinions -- an indirect appeal for'support.

Alas, the timing was not gbod because opinion split, the group divided
itself between those in‘support of the director and those opposed. Heated

discussions among students followed, training was cast momentarily aside,

N - L aaaaed
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and the up-shot was an abortive attempt to remove the director and return

to the calmer waters of student power.
'And, of .course, once all this had happened the stage was set for the
subsequent drama, the main actis of which were bound to take place at

the.Friday meetings, when everyone got together. Needless to say,

_any gains in texms of group cohesiverncss initially accomplished were lost.
‘And I doubt if the group ever fuily recovered from that experience.

The damage done to the director's prestige, nevermind his self-confidence,
was' Sach that he bas not been able to gain real control of the group
until recently, after most of the original members have left.

The end result of the machinations described above was a virtual
stalemate between the director arnd thosce who thought thy opposed him.
In the circumstances, this was a good result because political matters,
though ever present, remdined somewhat in abeyence. This left counseling
matters more to themselves, and, indeced, once the Fall semester began and
case-loads were assigned, trainees had much to keep them busy.
But the Priday meetings, devoid of group cohesion, and discredited from
early experiences with boredom, were bound to be avoided, or used for the

purposes of advancing the current student wisdom.

7.

. The reader may suspect, given the above analysis, that I must have
some very'curious, if possibly detectable, feelings regarding the director.
I do. He is a man for whom I have great respect, as I doubt thati anyone
could have handled matters as well given the difficult circumstances.
Also, as he is still the director, and given the very encouraging
results of studies conducted on the effects of the progran, he has
accomplished some considerable measure of success.

But lest my intentions be obscure, may I say that my apparent emphasis

on the performmnce of the director serveé only to indicate the imporiance
T attach to his role. . I regard it as the most crucial, the most difficult,
and the most necessary within the larger group. And despite student
comments to the contrary, his role has been excessively minimized,
underrated, and ill appreciated. So ruch so in fact, that recently. the
director had begun to behave in accordance with then prevalent attitudes.
That it took him so long to lower his enthusiasm is a credit to his
endurance. And that he eventually bounced baclk is a measure of his
dedication.
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The Implications

What are we to learn from the Zoregoing? That is for the reader to
decide. DBut perhaps I can stimulato some thinking.

Regarding student powexr. I thin.m I can honestly say the first insight
into'this that I can derive from r.’ suaewhat inconsistent study of its
application, igs that few pecople arc 3o resistant to their own improvement
as are students. And this leads-dircctly to the second: that the |
biggest problem facing student activisis in the future will be the growing
cooperation of school administrations. National feeling as to law and order

notwithstanding, administrations are pro.ably going to try to go a long
way in meeting student dcmands, and rightly  so as most are sensible;
but what "7 if students are unable uo perceive this?

Take the row with the director. .iis action when confrontea by militants
was certainly not indicative of laterni mnarifectations of authoritarinism.
Yet, that was the gudgement of leaders, znéd many others went along.

It did not seem to occur to/tﬁg%mhis action was quite normal.

And this failure in perception could be sexrious. Hopefully it is
only endemic given the troblesomeness of the times=~but what il it isn't?
What are the implications when viewed against the larger dimension?
If students are unable to perceive and to assess simple or pivotal actioné
on the paxrt of "authorities" save within their own frame of ZLeference,
how is society to dsal with them? For if students will admit no change
savd that which they define, and are simultaneously unable to exterd the
terms of definition into the larger society within which change is demanded,
night they not be led into actions increasingly more characteristic of.:,
desperation, “e.&.; acts of violence? If so, how is society to react?
What is the extent of the danger that in the process of demanding and
working for change, prbtagonists become unwilling to concede that any
has taken place?

~ Or, taking the worrisome view, what if student groups who.advocate
the.need for a .fundamental re-construction of society are right?
The: literature on the fundamental contradictions in modern indusirial
society is now fairly considerable, and it is growing. Might there'not'be
something to Marcuse, Galbraith, Gorz, Sweezy, Blackburn, oxr even Carl

Davidson of the SDS? And therer are many others.
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These matters, however, are somcwhat more speculative. In closing,

I wight point out thaf I have not spent much time indicating the

very real ;ccomplishments of the program. This is intentional. Ny

aim'has been to show that student power did in fact have a considerable
. - bearing on the dovelopment of the program, and I have attempted to

indipato/brxgigma with it could have been avoided. As we may in the future
' expect politically alert students to participate in programs of this
nature my efforts : may have some relevance. No one should construe
the foregoing analysis as an excercise in demonstrating how best
to "co-opt" student radicals. That it has manifestly not been.
Student power has some positive value, particularly as it is very
critical of established modes of attacking problems. But it is also
bravely anachronistic. But as student efforts at change have come
distinctly ante lucem of student political maturity, it is noi surprising.
Nor should it be gravely freightening. There is however much roon

j
g
:
| for reflection.
i A final woxrd aBout the program. No one should think for a moment
that I failed to get much out of it, or that I value it sémewhat casually.
Nothing could be less true. Were it so, I hardly would have taken the
time to write this analysis. In point of fact, having worked'in the
program for some 11 months I know of no other experience where I have
learned so much about the problems of disadvantaged students; the. feelings
of studen% activists, or have had the opportunity to think about
some of our most pressing contemporary needs. Also, no experience
before the program impressed upon me the awareness that there are-. "~ il-.;
such.massive needs. I will not shortly forget(the'lessons hére. And
there is no doubt that that the experience has affected unalterably the
course that. my life shall take. As to the success of the program in terms
of actually helping students, no one who has worked in it could deny ’
his success (save the remarkable few?), and the Gold studies certainly
provides ample statistical evidencerof success (I think).




