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INTRODUCTION

This book is about a school in struggle--a school. trying to Learn--

a school trying to t msform itself into a genuine community

of inquiry--a schoc trying to change in pace with its members'

changing understanding of its mission and of their own needs.

The autIlor of this book was no neutral observer, but rather

the person who took the primary leadership role at the school.

I, too, was in struggle, as many persons have been during

the past decade, trying to determine how to lead well and where

to lead, rather than assuming I knew all the answers to begin

with.

I

In order to learn from this experience, we must recall the

social context in which the school nested--the social context

of the late Sixties. And we must also Clarify how I can recount

my experience in a way, both sufficiently objective and suffi-

ciently subjective, that the reader can really learn something

from it that applies to him or her. This introduction addresses

these two issues.

THE SOCIAL CONTEXT

In the middle and late Sixties a great wave of fervor for "li-

beration" developed in this country, then curled, and broke against the

established institutions.

This fervor generated vague but alluring visions of heightened

personal independence within warmer, more participative, more responsive

4
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communities and a more just social structure. We all know bits and pieces

of the details: whether we think of college graduates attracted to the

early idealism, uncertainty, and excitement of the Peace Corps rather

than making an immediate career commitment; or the community organizing of

SLCC, SNCC, CORE, and the Black Panthers which widened into the Black

Power Movement; or SDS; the Free Speech Movement; Vietnam Summer; draft

resistance; the Merry Pranksters, Hippies, Yippies, and Diggers; Esalen

and its offshoots; the new music and its groups; the new communes; mo-

bilizing community participation through various O.E.O. projects; uni-

. varsity reform movements; Woodstock; the Chicago Conspiracy; women's

liberation; gay liberation; the Maharishi's movement; People's Park...

In the early Seventies this wave of fervor has receded again,

leaving for many a taste of empty and futile bitterness in its wake. Sexual

liberation too rarely resulted in true love; psychedelic liberation too

rarely resulted in God-consciousness; political liberation too often

resulted in Nixon.

The optimism of the middle Sixties has soured, and, indeed, appears-

shallow by contrast to the deep, silent pessimism that replaces it. Somehow

we dangerously miscalculated; we miscalculated the distance to full inde-

pendence and community, not envisioning the scale of learning required of

each of us who would liberate himself or herself; and we miscalculated

the antagonism we would arouse in "thee-t ---- in those who chose to judge

rather than to join the experiments.

All traditional sense of community is disintegrating today, and

most self-conscious efforts toward more just arrangements founder too

because members don't envision the scale of the commitment involved or

don't yet possess the skills and awareness to learn from their difficulties

together.
I
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This afternoon, for example, I talked with a young inner city

teacher from a white working class background who bemoaned the sense of

boredom and despair which he encounters around his neighborhood both among

his childhood friends now layed off from work and among his present students.

'Then I spoke with a courageous but exhausted woman who, having found

through interviews that persons in her affluent suburb felt isolated and

alienated, tried tr organize some groups in which these people could clarify

and improve their experience, only to find very little response.

Then I heard a black consultant speak about how the new towns now

being built outside major cities do not pay sufficient attention to developing

racial and economic balance, thus becoming nothing more than subsidized suburbs,

reinforcing rather than altering the divisions in our society.

These are merely random examples of the disintegration of traditional

communities and the failure of new experiments in community. We know almost

nothing about the dynamics of organizing self-conscious, intentional communities

(though Kanter's recent Commitment and Community 11972] is helpful in this regarci.

Yet, given today's transience and today's communications, there is no way of

recreating traditional communities based on unquestioned custom. Therefore,

!

.

.",J:n we must choose between chaos, repression or a new kind of community in which

jf.-./ 1' personal inquiry, growth, and liberation are reconciled with common celebra-..,-
\

t 1 tion, ritual and commitment.

If we know little in a theoretical sense about the dynamics of such

communities, we TAactice what little we know even less. This is so because very

few of us are motivated, or able, to look at our own behavior closely and ob-

jetLivtly enough tu.iviI whether we are actually doing what we say we would

like to do in theory. We may be able to see the contradiction between mother's

theories and practices--as when one person insists that everybody partici-

pate equally in decisions .,- but we are more likely to avoid

6 Sts1 tOiri ORIOLE
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seeing such contradictions in ourselves.

In this book I try to look closely at my own and other's behavior

as we attempted to build a microcosm of a community during two summer

sessions of a residential school in the 1960's. I do so in the hope that

others can learn with me from its successes and failures about the scale

and the difficulty and the dignity of building communities of inquiry.

THREE APPROACHES TO EXPERIENCE

As I see it, we now have three choices about how to treat the

traumatic experiences of the Sixties, which everyone in our society

participated in and was affected by to some degree or other. On the

one hand, we can try to disregard the experience altogether. Although

this choice is obviously foolish, since we thereby lose the chance to learn

from our experienCe and since the undigested remnants of the experience

will poison our future lives despite our overt forgetfulness, we must

acknowledge that in our day to day life forgetfulness is our most common

choice. So quick and so deeply habitual is our forgetfulness that we do

not commonly experience our own behavior even as we are enacting it and

are consequent' f surprised and shocked when we are told how others perceive

us, or when we hear how we behaved on a tape recording.

Just this common forgetfulness is what maaell watching the TV do-

cumentary "The American Family" such an eerie experience. We cringed,

caught in the agonizing bind of being re-minded of how un-mindful we are

of our day-to-day experience. For just as the Loud family often acted ex-

.1111.-
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tesi tort

cruciatingly bored and boring--its members excrutiatingly o:t of con-

tact with their own and one another's experience--so are we out of con-

tact with our own moment-to-moment lives.To be brought into contact

with this essential quality of them and of ourselves is to bring the

agony t, awareness. We would prefer not to bear this agony consciously.

We would prefer to be out of contact with it--to be forgetful and thus

bored. And then we try to fit our very boredom with fantasies of riskless

and painless excitement.

A second choice of how to treat the experience of the middle

and late Sixties is to detach ourselves from it, intending to rise above

it dispassionately and gain some distance from it by gathering information

about it and criticizing it. An excellent recent exmaple of this choice

is the research effort of Christopher Jencks and his colleagues, reported

in the book Inequality (1972). Marshalling impressive arrays of quanti-

tative data by means of painstaking analysis , Jencks and his colleagues

show that neither conventional nor compensatory education has had the ef-

fect of systematically increasing persod's' income levels in their sub-

sequent careers. The book effectively destroys t',he widely held myth, which

has. influenced innumerable personal and policy decisions in the past decade,

that more education yields more income in a general way.

What Inequality does not, and cannot by its very nature, do is to

give us any insight or direction about how to increase. persons' earning

capa-ity, or how more justly to distribute existing income. Likewise and

more germane to my own work here, laeau4115y does not and cannot give us

any insight or direction about what good education consists Of, or about

how to improve existing education.
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In short, Inequality cannot give us any insight or direction about

how-to-act-better-next-time. It cannot do so because it lacks three qualities

co-equally necessary .in order to learn how to act better next time--a lack

characteristic not just of this audy but of contemporary social science in

general, with its ideal of detached, dispassionate, cognitive, critical knowledge.*

These three coequally necessary qualities for learning-from-experience-so-

as-to-be-able-to-act-better-next-time seem to me to bei

(1) a notion of the actors"initial aims and normative theories about

bow to improve the describes situation;

(2) measures that determine (a) whether the actor behaves the

way his theory suggests he should, and (b) whether such behavior

actually has the effects his theory predicts;

a record of the inner and outer aspects of the experience, more(3)

/

complete than any particular pre-conceived measures, to which par-

ticipants or other interested persons can refer to find out what

else besides the predicted variables were operating in the experience.

A notion of the actors' initial aims is necessary because if we do not

know what the various actors intended to do in a situation, we cannot tell in any d-

way whether they succeeded or failed. Moreover, without knowing their initial aim:-

* I should acknowledge the difficulty of justly characterizing "contemporary
social science in general" at a time when it is changing so rapidly. Many social
scientists have joined the critique of the "orthodox" paradigm. Indeed, initial
responses by my professional colleagues to my recent attempt to outline and exem-
plify an alternative paradigm in Learning from Experience: Toward ConscicusneEls
have been most positive. Moreover, I have been surprised several times in visitin
graduate courses in research methodology by hc different the spirit and fot :us is

today, compared to the course I took only seven years ago.

9
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aims and action theories, we cannot later specify whether the experience shows

setae aspects of their theories to have been mistaken and to reauire revision. 1

Measures of the actors' actual behavior are necessary because the actors may not

have the effects th.By initially intended to, not because their theory

is mistaken, but rather because their behavior fails to implement their theory.

A record of the experience more complete than any particular measures is

necessary because otherwise in the event of failure we can at best learn

only that the actors failed and at what point in the chain from aim to

theory to behavior to effect they erred. We cannot tell what important

variables were not accounted for. A more complete record of the experience

can be searched for clues toward a more complete theory of action, and

this in turn makes it possible to "act better next time".

We can now r.pply these three qualities requisite for learning-

'
from-experience-so-as-to-be-able-Lo-act-better-next-time to Inequality.

First, Inequality. provides no evidence about educators' aims, nor does

the book itself advance a systematic action theory.* Second, the book

presents no direct data regarding anyone's behavior, but only data regard-

ing the social results of persons' behavior (such as how long they st.7

in school or how much they earn). Third, the book provides no record

of experience except for pre-conceived measur' . Consequently, the book

can only legitimately tell us whether its preconceived measures are sig-

nificantly correlated to one another or not. In the eventof "signifi-

cant" results, it could not have told us what sort of action theory and

* It merely mentions utilitarianism as a guiding philosophy.
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what sort of behavior effected the "significant" results. NorIgiven the

actual findings that there is no significant relationship between increasing

education and increasing income, can the book suggest to us what education

is related to, for the authors can refer to no more complete record of

experience for such alternative hypotheses.

With regard to schools, Inequalitl, is a valid criticism of current

education only to the degree that educators aim to increase income and to

the degree that educators systematically implemented this intention.* The

familiar posters in subways and school guidance offices advertising how

much higher students' later incomes will be if they stay in school or

continue toward a higher degree seem evidence enough of both intention

and implementation. But neither this intention nor particular others such

as increasing students' cognitive achievement (which Inequality also mea-
,.

sures) may exhaust educators' intentions. Thus schools may be succeeding

in achieving many aims which Inequality does not measure. Jencks made no

attempt to determine what all the aims of education are or ought to be.

Therefore, Inequality should not be interpreted as an utter condemnation

of schools.

Indeed, despite the i'ipression of many that Inequalitz_ utterly

condemns past educational efforts, Jencks himself denLes this interpre-

tation and suggests 4nstead that to increase income is not a proper aim

for educations and, therefore, not finally a proper measure of whether adu-

* Ineoualitv dneq examine the effect of education on other variables besides
income, i.e., occupational status and cognitive achievement, and, thus, can

be a valid criticism of other educational claims as well. My point here

is that it can be a valid criticism only to the degree to which educators
claim to accomplish what the study shows they don't. I concentrate on the
-relation of education to income because that is the main emphasis of the book.
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cation is successful.

In a different vein, the first requirement suggests that it

would be inappropriate for me to criticize Inequality for not including the

. .three qualities necessary for learning-from-experience- o as-to-be-able-

-tx-met-better-next-tiine unless Jencks and his colleagues intended to include

them. On this point, it seems there was considerable unclarity. The

study does not begin with a systematic elaboration of a normative theory

of society or of education. Nor dorr; it use measures related to any

such systematic theory (instead it reviews measures used by many different

persons with many different intentions). Nor, finally, does it provide

any record of experience except for the quantitative results of measures.

.tin the other hay.d,.at variauc voints during the book suggestions

are made about how to solve various educational questions, and at the end

of the book Jencks suggests that a direct redistribution of income would

be a better way than increased educational opportunity to raise the income

of poor persons. In the absence of rormative_theery, related measures, and

recorded experience, tuese suggestions must be retarded as utterly subjec-

tive and unsubstantiated and as belying either a confusion of original in-

tention or behavior incongruent with the original intention. In a later

response to critiques of Inequality, Jencks admits as much in a final phrase:

The aim of the book was to show that 'one specific,
widely-21e1:.! ter--.abc.:.t the relationship between

school reform and social reform wan wrong... The
evidence in Inequality cannot carry us much further, even
though its rhetoric 50letmes tries (emphasis added) (1973, p. 164)

That Jencks and his colleagues should give way to the temptation

-to suggest courses of action on the basis of their analyses is not so sur-

prising, for who is not at some level interested in the implications of

social knowledge for more effective and more just social action? The dilemma

AOle)
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is that what we tend to regard as scientific knowledge in our culture

lacks the very qualities necessary to help us increase the effectiveness

and the justice of our actions.

(Nor should it be surprising that the converse of this proposition

is equally true: thit what we tend to regard as effective action in our

culture lacks the very qualities necessary for learning anything true

from experience. For example, David Halberstam's recent best seller

The Best and the Brightest (1972) about the actions of our top government

officials throughout the Sixties in relation to the Vietnam War tells

the story of a number of men who were widely presumed to be among the most

competent and effective actors in our nation's history. Robert McNamara,

with his background in both business and academia and his foncern for

both statistics and logic, probably best exemplifies the group of men

for whom the book is named. Indeed, McNamara's unarent effectiveness

probably helped to retard Congressional and national recognition of the

real ineffectiveness of the war effort fot some time. Halberstam's book

reveals the degree to which this impressive, apparent effectiveness hid

how unclear these men's intentions actually were. Moreover, they suppressed

questions and distorted data relating to their intentions and actions in

order to appear effective. The cultural norms, political pressure;., and

personal weaknesses that result in such strenuous efforts to appear ef

fective, no matter what the truth of the situation is, obviously work

against learning the truth and thus, ultimately, against really effective

action. Such disregard for truth, and the injustice and ineffectiveness

concomitant with this disregard, can masquerade as effectiveness in our

nation's public life only because our criteria of effective action are so

primitive. Too often we respond favOrably to mere rhetorical effect in place

13
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of investigating -- and insisting that the public official in action investi-

gate--the relation among his aim, theory, behavior, and effect.)

At first glance, the second choice we have for how to treat the

experience of the middle and late Sixties--the ctaice to study it in a

conventional scientific manner-- appeared to be the opposite of the

first choice--the choice to forget the experience altogether. As we have

examined more closely what this choice actually entails, however, we have

found that it does not help us to learn-from-experience-how-to-act-better-

next-time. Indeed, although by no means identical with the alternative

of fantasy and forgetfulness, conventional science shares some of its fore-

most features, namely the alienation between thought and action and,

in particular, forgetfulness about one's own present action.

INQUIRY-IN-ACTION

The third choice of how to treat the experience of the middle

and late Sixties is to re-view the particular role each of us took at that

time, sharing and elaborating insofar as possible therarmative action

aim and theory we committed ourselves to, describing our actual behavior

and its effects as carefully as possible, alert to measures that verify

or disconfirm the theory, and finally reformulating our aim, our theory,

or our behavior so as to act better next time.

But the third choice implies me than this. It implies not merely

that the actor becomes the scientist after the fact, reflecting back upon

a certain action afterwards, but rather that actor and scientist are wedded

in one person from the outset, valid knowledge and right action being indis-

pensable to one another, inquiry-in-action and ultimately action science

being the essence of just social process. This book and the action it reports
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seek to embody and express this third approach to experience.

It is difficult, however, to find other examples of thought and

action which meet these criteria*. For example, Halberstam's book about the

Kennedy and Johnson govornment's treatment of the Vietnam War does describe

a lot of their actual behavior (presumably, though, on the basis of hearsay),

but does not describe Halberstam's own aims and behavior. Thus, scien-

tist (if we may call Halberstam that) and actor remain separate.

A closer union between action and science seems to be achieved by

Moynihan in his book about the war on poverty, named Maximum Feasible Mis-

understanding ( ). Moynihan himself was one of the original group under

Shriver that devised the outlines of 0.E.O., and in this book he reports

that policy-making process, as well as the eventual implementation and the

effect of the policy. However, whether because of the political delicacy

of the issues he discusses, or because of the ordinary scientific con-

vention of dissociiating the researcher from his observations, or because

of lack, of awareness or a wish to preserve his own privacy, he does not

report his own action aim, theory, and behavior. Thus, we are left with

a book of the same ilk as Halberstam's (though without anything like

its detail).

Chris Argyris' more scholarly and less well known book Intervention

L'heary and Method (1971) comes much closer to exemplifying the genre I am

trying to define than the Halberstam and Moynihan books. In consulting

to various kinds of organizations,Argyris has, over the years, researched

dm.

*In referring to the following works, I am using them to give some definition
to a new genre, riot to praise or castigate their scientific validity or artistic
effectiveness.

15
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not only their effectiveness but also his own'interactions with them,

gradually developing a theory of intervention and behavioral measures

of effectiveness which he explicates in this book. Moreover, he com-

bines action and science not only in the sense that he studies his own

action but also in that the first canon of his action theory is to be-

.
leve _In such ways (which he defines very precisely) as to generate valid

data with a client organization. He derives measures from his theory

And also provides transcripts of actual conversations, so that there is

at least some recorded experience beyond the specific measures for a

reader to refer to. Finally, he provides examples of both effective and

N."`..,
ineffective interventions, making very concrete the possibility of learning

so-as-to-be-able-to;-act-better-next-time.

Aanther and very different example of inquiry-in-action leading

toward action science is Carlos Castaneda's trilogy about his experiences

as an apprentice to an American Indian "sorcerer"--The Teaching of Don Joan

(1968), A Separate Reality (1971), and Journey to Ixtian (1972). Ironically,

Castaneda began in the role of a conventional scientist, an anthropologist

studying alien cultural practices. But it is Don Juan, Castaneda's Ibubject"

or "informant' who turns out to be the real author-- the "man of knowledge"

who helps Castaneda to study himself as an actor. Over time Castaneda gradually

gains a sense of Don Juan's aim and theory of action, as well as its effects .

on Castaneda himself. Castaneda carefully records.his own subective experience,

his interactions with Don Juan, and Don Juan's words all the while. But

after close to ten years of apprenticeship with Don Juan, new experiences

force Castaneda to totally reevaluate the theory of action he had adduced

up to that time. Fortunately, his record of experience was sufficiently

full to permit him to return to his earliest experiences and reevaluate their

significance (as he does in the third book, Journey to Txtlan).

.
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In conveying some feel for the genre of action science, I regard

the work of Castaneda as an important balance to the work of Argyris. Where-

as Argyris conducts his research and action in extremely focused and

tightly bounded conditions, specifying his theory and measures beforehand

and acting in a clearly defined consultant role to organizations, the

very process of focusing and the very nature of boundaries are constantly

challenged in the relationship between Castaneda and Don Juan. Consequent-

ly, aesthetic, political, dramatic, and religious undertones and overtones,

which can be reflected only by the subtlest literary skills, arc' the refor-.

mulations of theory and behavior which these subtleties provoke come to the

fore in Castaneda's writing, whereas they are virtually ignored in Argyris'

work.

Already my attempt to delineate a new genre has led me to refer to

works from very different arenas of knowledge and action. If I were to

adduce more examples I would need to go still further afield to the esoteric

traditions representedin Herrigel's Zen and the Art of Archery (1953), Lao-Tse's

Tao Teh Ching (1961), Trungpa's Meditation in Action ( ), and OuspensWs

In Search of the Miraculous (1944), or to science fiction fantasies such

asAsimov's Foundation trilogy, and Herbert's Dune and Dune Messiah. Since

my aim has been to introdua this third approach to experience rather than to

review it exhaustively, I will not examine these works in any greater detail.

Another reason for no more than mentioning them is that they are probably

known to fewer people and therefore cannot serve as obvious comparisons to

this book.

THIS BOOK

Instead, I will turn now tf) outline how this book seeks to embody
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the third approach to experience. In it I tell the story about my two years

(1966-1968) as director of an Upward Bound program, funded under the

Office of Economic Opportunity with the goal of helping poverty high

school students gain admission to college. Although this particular

program is not necessarily represeN=:.ve of Upward Bound as a whole in many

of its particulars, it may have been so in spirit. Consequently, some

readers may be interested to read the book in the light of Jencks' finding
0 4

that Upward Bound was the only educational process at the high school

level which differentially affected the likelihood of its participants at-

tending college. He speculates "Upward Bound's apparent success may...

be an exception that proves the general rule about high school resources

not affecting students' college chances. Upward Bound programs are not

tun by high schools... They reject many of the schools' traditional values

and practices, and they encourage students to look at themselves and the

world in a different way (p. 151). " To what degree this overall descrip-

tion fits the program I directed the reader will be able to decide for himself

as he reads on.

I came to the position of director very young and very optimistic.

Indeed, at 22 I was the youngest Upward Hound director in the country. Within

two years I was to experience the immense satisfaction of sharing in a col-

laborative community of inquiry that was demonstrably generating new kinds of

learning and new degrees of success for our students and staff. And I was

also to experience the immense distress of conflict-beyond-my-ability-at-

that-time to resolve --the immense distress of a disintegrating community

which came to be regarded by the national office as one of the six "most

dangerous" programs amongst almost 300 around the country, according to a

national staff member who visited us.

1
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Throughout this time .I was trying to encourage a climate in which

each of us could articulate his aims and receive ilZb feedback about his be-

hwior and his effects on others. As part of this effort I tape recorded

many events at the school, and we sometimes scored them or played them back

for our benefit at the time. Consequently, although I have occasionally

recreated dialogues with students from memory, all of the conversations

from staff meetings reported in the book have been transcribed from tapes.

As the book shows, my theory about what it meant to organize a school

collaboratively developed important new facets both during and after the

program, eventuating in a theory of historical stages of development re-

ported toward the end of the book. In the final chapters I return to a

fuller sketch--but still just a sketch--of the meaning of this third

approach to experience which I have termed "inquiry-in-action" and "action

science".

I have relegated many traditional social science measuring techniques

to relatively loW visibility in this study, although interview results,

questionnaire analyses, and behavior scoring schemes applied to taped con-

versations all appear at critical points to add perspective to the events.

Instead, I have tried first and foremost to tell the story of my experience

totith,Vpward-Ballod.as r' early and unflinchingly as possible so that I and

others can accurately identify successes and failures.* Within this record,

I have paid spacial .,..::ention to articulating the way my action theory

evolved over time and to analyzing the way my own and others' behavior

1.1a.m...............0111/11111111.0

* Four other members of the Upward sound staff have read the story in its

entirety and find no distortions (although two were simply not familiar with

all the events f report and would have focused more on classroom events be-

cause that's where they were. 19



17

BEST COPY AVAILABLE

implemented or contradicted our intentions at any given time. I have

emphasized these three aspects of the qualities requisite for learning from

experiencethe articulation of action theory, the analysis of actual be-

havior related to intention, and the record of inner and outer experience- -

because I regard them as least developed in our social science and in our

public life.

At the beginning of this introduction I called the early Seventies

a time of deep, silent pessimism. I also know it to be a time of quiet

digestion and rededication for many. And it must become so for many more,

if the next wave of fervor is to continue our liberation and at the same

time reconcile our deep divisions--if, that is, the next wave of fervor is

to create more just communities which serve as a foundation for personal

A growth to full liberation--if, in sum, we are to discover the full flavor

of creating a community of inquiry.

It is hard to recall painful experience with the detail and com-

passion necessary to learn something new from it. I have tried to do so

in this book in the hope that the resulting story and theory will provide

supportive, comparative material for the many who have been engaged

in essentially the same struggle as I. I also hope it will introduce others

who have not yet tasted collaborative organizing and self-directed learning

to their dilemmas, demands, and rewards.
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Greg and I 21,ad begun to talk about creating a school. The

idea of two graduate students creating their own school was a drean,

of course; Lut one based on some experience.

Tly experience derived from mw year as Associ-te Director at

the Yale Summer }U.qh School, visiting our students of the previous

summer at public and private schools all ;,,Ter the country and desiorn-

ing the details of the. curriculum, schedule, and living arrangements

for the next sum w= session. Then, there were the gruelinq twerty-

hour dayf, 01 tha 7.even-;,:cek residential session vhen T Inad

virtually f.111 responsibility for the internal f.7orkings of the school,

while the ni,ector, Pndrew 'nanelled what might be called

"external rel4tions" with the Univarsitv, the government, the press,

and visitors.

The whole experience convinced re that my interest: for the next

years would he in e-:,Nicaticn, f-lat radically n..p7 forms of education

must ba devisod. The Yale E,L1mmer School was advertised as in-

novative, but I could see very little that innovative about it

There was enough roneq to Lire i f ire, lerg staff for the surmr, to

buy plenty of su?plies, to provide exiting sreal,.ers and entertainment,

and, probably moat irportmt, to bruit l'right, poor, often p/i&ly,

"undorachieviny-t" studento from all Tar'-s of the country and all races

together for the surrnd.-.!r. combination of students created tensions

which inormal conversation and, later, lInglish emmys oPtcn rondorerl

Crenti'lo, hut. elf.? ..-..,:zricuitiro art', r' le formai organi%ation of Olo school.
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tcnded.to be conventional. I could nct see that they contributed

greatly tot or even us6d, the educational pptential inherent in such

a diverse student body and in the constant prol:,?ems and decisions which

Living in close qurirters nrovokeo..

I had entered a gra:luate proffram in Individual and nrclanizational

Behavior at Yale's E.epArtment of Administrative Sciences in the hope

of gaining a better understanding of what kinds of organizations might

actually enhance e:.7ucaticc: It = eer,cd to me that the incre73sing cries

that the educational 'ivory tcyee become relevant to "tha real-life

problzris of the outsiee. ',7ere iron'/!! .F.or there is plenty rIf real

life in a snool, school's -71m in the err?. is OD heigb.ton life-

conscicrosnc:;.s. schools ar . orrTani2e as though nothing happens

within them, a talrth stu,flo:nc,-; st&ty for acid dr:out life in a vacuum.

gnat kind of or7anization woold :nd learn from its.c.on live-

liness, 1 t.r.ndered. And I onder abavit the same sort of thing in

relation to the inilividual li.ludert: that t.:celd he thri interplay erong:

(1, tally learning of nrxessary acadPnic to which

schools mi ... rail their V.,ole conscious attention;

(2) ptxsonal, exoeriunce-band learnin,j--tho discovery and

discApline &)f on 'r' erotior.r; an) in tolat3on

to ctbezo--a kind of leaning nchcoljproventcA by
4

elttempting to eNterml Oiscipline.1;

(3) the (1:-vs.11ortment of inti.rri'a vx,tivation aryl self-vorifie0.

cfInsrl contact one's centra life

energv anri style--a kinfl of moce-sq not even comiderod

1.7 vieod ,Ather.

22
nitura1 nt ivmsothle.
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I ran acrws some'dispersea and nartial guideposts to these

questions in my early study calfrcngt.z.77,C but began to feel that

I would have to create nv own school in crd3 to study these

questions in depth.

This was the school Creg and I had begun tc dream ahout. Creg

was by far the nore experienced teacher of the tto of having

taught at Bishop College in Texas and at Yale, as well as the Yale

Summer. Viah School. Vorecver, at the Scanner High School he had

been responsible for the most interesting educational innovation, an

intensive, college-level, cross-discinlinary seminar, thieh net four

hours daily for trn returning stuetents. Initially, his cononnt was

that Creek literature and philorrnhy t.,ere eternally ccntemporory in

their intelle ctual challenge F"I3 e-otional immediacy, and that rigorous

dialogue and i.Titing rooted in such te..sts wan as good training for high

school students as for college stiAants.

THROUGH 11,=1C.7.7.11 TO mPin.FirE

Ten briqht tered vtudentE: blosscrrel. under rr.z,c's

prohing, an,1 very teaching. The following. summer, wren I

was Associate Director, rote !N.:6,: again, this tin?: with four

associates to teach counies modelled along p3m4.1ar lines, the courses

ranged frm "nirl:cry one: PLilosopy of St;ionce" to "The City in

American Litk,rotitc", Oreg taw'Itvi,lc7t ho callei "nr_i rovndations

of Nocrican Politics", venirl: sorr.-1-4cF, mnag&t to mccrrass, mong

other., Plato, r.lha;:espc.,are, Yreud, Cimt11,

Supremo Court dr,cins.

Jcffor,....nn and voricus

23



BEST COPY AVAILABLE

But the secon3. sumer ..as ryotcGrnec i ih much more than

intelloctuR1 pyroteci-ulicfri. Pc ma always Leen av7are of and a;Ae to

use the subtle emotional interplay within any group, but only recently

had he arra. to recognize its trans-intellectual potential for learning.

Heretofore he had brilliantly controlled and channeled students' energies

into intellectual work. Now he realized that gaining independent control

of their feelings and behaviors micht be part of their work. The pre-

vious rummer 1-:n had 1...c;en largely reslonsil-le for his students' excite-

rent. To the casual o!-,serv,=r they might have onneared ints-rnally

rmItivated to learn, for LLey worYed herd witinut arr..,2.?s or signifioant

punishoents z carrUs prodil. But in fact thrw vnre 6rTentaent mon

Greg for their excitnt-. TlIthout hi' miqt rmcIrt to horedcm

and apathy, or hocome cynical critics rifles adept tone:hers, rahrr than

creating rico learning situation:, for themse3ves.

So nreg negotilted the second sumypr with these proUems in mind,

seeking to help the stvkdentb recegni7e and c7testion their feel:Jigs and

behaviors as well as thn itln,711 in 1:),-.0;5. Surh in aternpt should actually

increase students' (enuino un-7crstandinl of idea' .., for, as Plato realized

in his an'.'. dramati.c form of writir.;_t, icleas are the forms of right

action--not ahstruso abstractRns. Creg used the setting of his own

class--how assignwnts wer.,; dTermirv2, Olo led tho clarzs, who partici-

pated--t1 raise tl..e quetions pelitics as tl'r- -7aised.

The questions aout the class, !ioweyer, involy,,0 the feelings are'

hayiors o2 1-.:Arent, not cif ive.orcas :*(xtrt..lincl fathers v!ho could 1-,e

discusssd, critjcized, and j1.tdqe0 wit-h rolativ-?' imunay ,r'.cauer_. they

24were not prosc.nt.
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400st. class yesrivss found it terribly difficult to face and think
a:-x nt theirs ipraliate feelings

Pcrua lly Oifficult was the
task of constructs na analogies 17)etween immecliate classroem events and
the ideas embodied in the texts. To recognize that one's behavior,
whether passive or active, constantly

affects others and can be cniest-
ioned and accounted for intellectually, places a trerrnclous !.-urden of
responsibility upon a person. Muth that is in him will resist exposure
and try to block this basic realization, especially if he is more
accustomed to avoiding burdens others would place on him than to
accepting opportmities for personal growt.h.

Greg's attempt to use classrom
intera.ction as adiii tiona.1 materi.al

for learning inevite,ly callef3 forth such difficulties ancl. resistances.
It 'or,-....came clear that to mix acaderLic and experiential learning and to
base learning on an inner wish to 1:novi

called forth conflict.
The only viable

tPe,c1-ling method was one which accepted and dealt with
such conflict oren3.y, rather than suppressing it or payiipulat,ing it'to
serve the teacher's ends. GrE,:-1 strurAk.:1 towards such a prccess.

At the enfl of the sumer 1-!e found his students less adept at
.1

textual arolysis are: less brilliant
in tht?.i....* e.s.n,,,vs than his previous

group. On other sccn
sc.emed to have gained an insight into

themselvc'.'" and their rosib.ilities, ' -,?se:: on their actual feelings and
behavior rather nn vague daytlre;:-To--a king of ins3.91.1t ilhich had

been inacceqs tci the previ.nns group. "orcover, C4r,sel hecaire to this
gratin a rotund, ful , h.-avy-dri , , .4.z:rase gentle
human heincr to c-c- alt f..'ith, tbc Olympic gcyle that

25hr.1, had been to the pr:Atious
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TItF D:1 N1

Such was our hacl:ground. Cur dream derived from our emerience.:

create a school in which 1-.:oth classrooms and comunity as a cg'.-,ole

would be arenas for 'mediate experiential learning about the same

issues that t..-e.re to be studied in the academic curriculvn. The obvious

analogy was thr, developrent, structure and process of a ccranunity, as

studied through our eon cc.mmunal experience on the one hand, anc l. as

approached through literature, social sciences, and SlYch natural.

sciences as ethology and ecokg cm the other ha.nrl. Clasrns would use

intellectu31 rest.11...7ces rrovieF, gencs, etc.) , the students' ce.on

experiences in Ur.,. city, the cl.r,ss.rocm situation, and thg,

general prom.-,:r.3 of toci.-7t-ier ice puts into leamling.

Students would all be elraya from rir-n1 iiamn and T..ould be those Trost

alienated from and failing t.ros-::. disastrous17 in the current sc:hool

system. rite inevitable conflicts ,.7ithin the program around rotivation,

ccztpninication, leadership, and decision-inakinci would t.ltis 1.0corne leal-

tirnate areas of inquiry an.1 effort, rather than inciernta.1, bot.hersome,

and serraingly unfathomable clots in an otherwire snnnth-ranning rTvstem.

, entire effort would .$7,0 collahorative in nature, to emphasize the self-

motivated quality of eypr.,..r.ientiF.11 learrinl and to rfet the students vork-.

i.ng try:IV-le?: rather than against. The Systeri.,
4Wirrp,ifir parenstolso
.11244 (su_ 114t" t\ag)

uSiC3attil;

reli6Variii.t.."'verflovromevivivist14"14 f mire, Tr.,1(-21.F iiith the chance

to realize this dre.nr-i. rn to his at, ar rit

asked rit3 cfrictheT I to ir.itiatn new rover school - a propu.led
213
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INSERT A (p. 18)

This. dream strikes me in retrospect as having been more realistic

than most utopian fantasies. Wo foresaw that contradictions would arise

among persons' intentions and their behavior. Rather than 'hoping away'

such conflict, we intended to focus upon it as a source of learning.

Missing fran the dream, however, was a lively sense of the school's de-

velopment over time, and this despite our avowed theme of "community

development." For example, it did not occur to us how difficult it might

be to share even the bare bones of the dream itself. Yet the very notion

that conflicts within the program could become vehicles for our mutual

education depended upon the assumption that everyone shared an under-

of, and allegiance to, the dream.

In fact, as the following chapters will mcord, the theme of com-

munity development did not an to integrate the curriculum of the school

we. began. And it was only after I left the school and thought back over

its history that I gained a sense of the critical element missing fran
. ,

the original dream--the/ temporal stages through which .alatt=ta, community
g

MO4
L.11.11bdevelop.

THE ACTUALITY

Such thoughts and events were still far in the future when one eve-

ning I suddenly
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The Office of Economic C.`vpor Unity 114741 funded 25f. 1.711.1ard round

Programs a.1.1 over the cour.tty for the bi.irmo: of 3.966. Based on a few

early prototypes, such as tile Yale Sirver High School. 'Audi }'::clan in

1964, LIvard Ibund 'Program were largely financed, 1:y ODD, but ...7.2re run

by colleges or univ.Irsit.ies. The basic model wan a seven week res±clent-

ial sun er session at the colleges for underachieving, poor high school

students, with an academie year follow-through program of se.)rt.

The sumer staffs tendoci to include oollece.-age residential tntors

lived with the students, a heterogeneous teaching faculty including a

sizeable prq)ortioA of high in:truc:tors, and serral

presran wati auton.csr-p.-.^. in its (1c)term3nation

of educetiona.1 daily tl.louep. pro

,

posc-Als anti or.-.47.-44 t.±011:3 tvere by a cantral consulting agency.

Programs rant 3d .in si:!e frat t.1-.4.rty or forty students to a fol of over

two hundred students. Unl.ike the Yale Surrmor High School, 71pward ound

Programs drew their studerts frczn their local areas and. 1..ere asr.tociated

with CormItni.ty Pction Pach Oizecto%. was reouired

to cree.te anti mot with an I cadectic Corrmittee nnd cc TAMic

Advisory Carr,Ittei C3r171d.P.I.;:i of acadnitic av3 carminity personnel.,

spectively, to review decisions..

1,1,a1, in the ,..iinter folludng tho

at 0I1, there was Toney at nr.ri cr1.47.P,1:,'1.15.h a fr../ 7.loward Bound

Programs. .Arvirchl, consu.t.Lant tr;)wc,:r.d round. himself, hvsl

approaclikl abort Yale's ini-prnt. in st,,,..rting ;.n t5r,lard. round Program to

serre t!m. Pnthe.,... turned to a rnrson in whorl he had conficonr;e

an3 have if :r would si.:(..ve ev.;

2
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Program Co-ordinator and take the brunt of the early work of organizing
the program. I was to determine the internal operation of the program,
while a a-v=4 senior faculty mnmher from Yale or another local college
would become director and handle administrative relations with Yale,

New Haven, and Upward Pcund. I was to write the initial proposal (due

shortly) and hire the director. So short was the time in which to ac-

complish these ratters and so scarce were persons with the necessary

experience that Andrew intended to forego a Yale Upward Bound Program
if I did not feel T could make the commitment to organize it.

I tried to he reasonable and learn all the who's, why's, .and how's,

as well as the if's, but's and also's, before neighing all the evidence

and deciding whether to accept his offer.Ise-t a considerable amount

of time and effort before admitting to myself that all such questions

were subordinate to my desire to attempt it.

What I was aware of at the time was a sort of acceleration and ex-

citement in my activity, a sense of contact and focus in exchanges with

others. looking back, I imagine that a feeling of being needed, being

important, and being defined began to replace the emotional emptiness 10 frit-dcl:
(4 the past months--an emptiness caused by the sudden discontinuation of

a magnetic relationship with a wan an and by the transition from my defined

job to the vague role of graduate student. I was greedy for such a change.

29
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(S17,r'-DIRTI7T7.0 1,74-1,,NIVG)

III. THE FIRST STEP

I began the initial work quickly and easily. Program Proposal

and hudgat were CCITTOOF:ed and sent off to Washington; Yale officials

and New Haven educators wore visited. It was a preliminary jog

around the trad:. to loosen the muscles, or to try another metal-410r--

a shakedokrn cruise to rerind one of the necelsarr teams and instrumnts,

of prevailing winr.ln currents.

Primarily, hrygovnr, this was a periol of searching for the right

first step. I:felt that the initial planninl of the program would set

the tone and limits for everything the4:. 'lowed. For example, if in

our initial planning we srx,ke a great deal al-out experimenting without

ever actually 1.-ehaving experimentally, I dotted "het her we would ever

reach the point of behavir.7 experirentally. Instead., thr.A incongruity

between our 1f3ords an our }:eheivior matte the first lesson of our

school something "Don't worry a,*.out doing what you say; we

don't."

Another possible self-contradiction was the. danger of itnposing

an ideology of self - directed learning. Greg and I had scene mutual

understanding of the condiLdons we felt to be necessary for encouraging

students tcprard nut how ,,,ere we to croate such con-

ditions within the sci 3°1? t..Ylre we ry,ing to inpose our ideology upon

it? If so, the rest of thy staff an(1 students would 1:4:: directed by us,

not self-directe.. Suth a result. would contradict and defeat our intentions

30 :
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from the outset.

Even if I did not argoo, defend, and justify rr,' roves ideologically,

there was still the possibility that my personality and leadership style

would place implicit e-otional limits on the program that would prevent

others from exploring paths toward self-world consciousness anL1 self-

direction. Strength and charisma may be virtues in a leader when he must

unify followers to complete sane external task. But such a leader in-

evitably creates dependence upon himaelf among the followers. 'hen the

task involves developing the followers' inderemlence, strength and

charisma in the loader ray merely divert t! fedlowcre from taking

authority caer ti ternelves. 'This had been Greg's rain concern the

summer Idefore al he struggled to use his strengths without creating

blind dependence. And a sLlilar cam aril effort seemed to be central to

the counsel of the Tao Teh Ching, to which I found myself often re-

turning:

Tao never makes any ado,
And yot it does everything.
If a ruler can cling to it,
All things will grow of thomeelves.

The more taboos and inhibitions there are in the 1.7orld,

The poorer the people become.
The sharper the w(h.anons Lire poowle possess,

Thn greater confusion reigns in the realm.
The rore clever and crafty the men,
The oftener strange things happen.
The more artiadate 1,vs and ordinances,

The rore r&11 .er4 thieves arise.
Therefore, the sage salts:

I do not make any fuss, and
the: poopl e transform themelves.

How can one possildy avoid, raking any ado when he must start semething,

wondered.
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Th,:.:se were the clangers of takLng it definite first step into the

uncharted realm of self-directod :Learning. on the other side of the

equation were dancrr:3 of taki:.g no lend. I knc'' that I was cn.iite

capable of org::nizing an ordinary c:xlucational program. (Ivor the

period of five and. 3. rnnths 17.efore the nrograin was to begin its

sumer session, I could easily assenUe, piece' a1. but disorimir.ately,

a staff, a curriculum, program of activitief7., and student body. Put

my means of doincT T.rJuld anti:Qv:at:tonal thatisi they would

treat those ratters as exter,n.:±1 tasks, T.; preparation.s before the ed-

ucation wa3 to occur. Th-.1y overIcroz thr.: pc-tc..intial for rinlf-

cl'ir.%:...t(tKI fo.i.O.c.,:ent in all intoractions. zro ar.t3.e6acF.ttional

course of az:Lion cli7astrous sir.c::= it w..4 claar

that the sta.f:t would haw: c:;?or.:rent iith self-directal learning if

it was to re.c:ocni7e iutd enc0 urP.g3 such a 17.2.r..,;er.15 ;vow; .the If

the staff's intrrdnction to the pro.grara V?;:r0 to a Fnoo4.:111:7 running

bureaucratic c nization, there lAould no reason for them to expect

or explore new learni.ng to chines proresses prior to arr.'? during the

sarmr session itst:..1f. PhoLoric &cut se3f-Oirected learning Would be

miscounted i.1.3 the usual pu.)lic pl-lraseology A.ttached to such efforts. The

danger of proceedir.q automatio4,11y ;lc:cox-di:lel to my "nractical training"

was similar to the danger of talking but n!,14,-. acting experimentally:

viere likely to up wi.!-.11 no expr..r!.mc.f.n."-. tifiatsawer in self-directed

learning.

The clang rs t.ahich socr:nd to circurcicri':e. me and to rend errn all

concrAvable first steps can help clarify what I man by sr:if-directed

32
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learning. For I tried to put myself in the position of self-directed

learner in attenvti.ng these first steps. I labored to define the

situation so that I could view ITsolt as tecing a first step, as Leiner

at Cm point of exploration.

TEE POINT OP EXTLOWCION

Each new noTent presonts a new balance of forces in the vorld of

which we are all p.Txts. Thus, even if sic could claim to know everything

about the past, there could 1:e something new to learn --to exrlore--in

each mment. If ,e do n't concni.,-, of as being at the point of

emn2oration every Dcrnnt, wrl aro no:: reAlly in touch with 'tat is going

on.

In particular, thr.-xe is a new m7r.clUltir-in of ?nerciy within 1.3

at each moment. rest of 3 can recnviTe mon reflection, that the

balance of enerciies and forces are ch.Ticri:v.1 within us continually. One

suddenly reali7es that ort has lost the (117.1.,niness or the headache .of

half an hour ago; one star.3 blankly at a rage for ten minutes resisting

the very thourp.t oE the writing cn-.,1 must do, then .2inds oneself

fluently completing the third page.

If ma could hoccre oonirious of this clanging Lalance of energies

within uq aryl viithGut un, Nn could use om,elves !letter, he ourselves

more. ?e might. he ff.)1,.) to discrinanate tbn,, :?412ential from the ephemeral

and thus erne to experionce our roal sc1 "e rather than merely try to

imagine who ion are; fi rlicfht ahle ploni yore in accord with energies

manifest firithin us; 1.o. 1011:s::,t even comp ineluence the balance of those

energies..

33
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Bcc:orir.cf cons...dous v.:A' the rretent-i.-a-nr.7r.Int ch=g0 of energies

within and thont ror.uires its to approach each rrov,innt with a

uestion, with an openness to its new manifestation. !/6 !onic'. me

knowledge of pas:: raorrnnts to predict the succeeding mcznent zuld to

locate ourselves so as to able to auction it.

Lack cf exry,riential lemlecige would prevent one from discovering

the question of succeeding ranents. The hours each nay we all mend in

automatic; turroostioning activity testify that this is our ccrauon ,fate,

as does also the extent to w!...ich even our r.nlestioning :;3 on intellectual

reflection apert frcra rtIn:r thazi ext.r.frient30. o.o.-7,.ninq in the

midst of clet3.-.:1;:v. TAT t:mr.:1 to int.:a:v.:et owntF3 t...rris of cat,--...fories

no longer suitable, to tl..e mint w..ere timt our consciousness

is rich nu,-2sticring each rorneni:, often helieve that

answers rather than questions exhfoit conF...c..;ou:liness and understanding,

while cusr;t3.on,t; in:!icate icnorance, '\n.i 7: forget that ovestions, if

verballizcd at all, are fundenentally

openig, not autnnial: frz1.15.tatorg intellectual

counters in cle17,.e.1::.1.

Self- directed learning is, then?, t...:hre.y:e Lihich Z use to describe

an orientaticin taoard ona'n 13.1'7.... It is an oi:ic.mtetion olrrcis

discovaring a more imtn.11.7.te, exreriontial f:onscLouriness then 1.7C1 Ordi-

narily achieve-...m orientation to,...ardei cl,:;,nine self-con tr.:iousnesrt, self-

andorstandirr. , If -control aryl , .

nv.PF

n nr.or tent (*:ar.leL,-;:r. of ex.r.g-,,r. ir2ntial conze:iovsness and

self -direc,:ted J.Parnin g i. , ,.-u9rInstc.. contrndiriti ntis orrore-A the
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possible way;; of starting Upward roun(.1. which I ;night fall into. These

are not logic a,1 co:itraclictions, given c:c.Irtnin premises, but rather

experiential contradictions }-..ntyeen thougtt and action. such contra-

dictions 1....et...:er.m thought. or toe1in-4 and our actual 1.-havior are carman,

precisely because our consciousness generally does not cover 'cloth

thought and behavior at once. Our consciousness tends to be restricted

to the level of our thought. Vic ignore 1-.)ehnvior which contradicts or

escapes the categories of our thought, or if we see it out thought

e.xplains it away or denies its importance. Yorsrmer, we tend to see

only there consequencer of air behavior hich Tte. inters?., This is

-particularly true in social relationsh.ios, for TA-1 rarely ;hare T.7ith

other person:4 the effect r. of cur 1...L?havioy..- on one anotk'er. If I tel.)

another person to dr) sometldr.7.and c:cf..,3 it, I count my 1-ehvior

successful. If I pawl also arouseti rq,:sentrnont, ...hien causes him

to cease responclipci to rw altol.:ther after a time, I terrl to 1-,e unal.,./are

of it. Instead, 4len he. ceases to re:7pore. to re, I lioncler why he has

suci(lenly become to unrrOiabl.!.

Another toF.y emphasizing that thought end Ix:thavier q.re distinct

processcw, is to point out that. they occur continuously and, therefore,

simultaneously. Our usual i.:1.1usion th;14-. think then act, or act than

think, is eviCence ok our limitcd eansolou.sness. TA' are continuously

acting and but t-Nr farene-..o tends to be limitel to (.1110 process

or the other. In fnc:t, what view as kreareness 1-ehavior tends to

he a thouglIt proce.ss focuveci ur,on bc11,7ivior rat!...7.r then c'irect rnnsual

awareness; thu :; our ec...zrely.-2s,..., tends to 1..i lirnitecl to thought alone.
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Direct consciousness of behavior canes through sensation. For

example, if the reader makes an effort to follalhis hreathing as he

reads this, he will find himself '.)ecoming aware of his body as a whole- -

his heartbeat, w'. at is touching, how he is seated, etc. He must relax

in order to tonal his breathing while continuing to read. Otherwise,

he will tend to 'forget' his breathing again iminediately. If, on the

other hand, his effort to follow his breathing interferes 1.7ith his

reading, it is a sign that his thought is making the effort and cannot

do two things at once. Kis effort at bodily atmreness must emanate from

a distinct source. To maintain a dual aolareness of his firer ping and

his reading, t1:.e reader will require a coitain lightness, balance,

mediacy, pres,,n-e. Thic state will no doubt u ckly he lost as the

reader returns to complete immersion in his thought. But while it lasts,

it may give a slight taste of what I mean by the term experiential

consciousness,

AMMER LEVPL OF FXPFMR:al-INTIPNAL EOTIVATION

The possible contradictions rentioneal above are het ween the levels
r, JAM

of thought and behavior." But these two are not the only experiential

levels. Ancther levei withwhich we have the possibility of conscious

contact, but tilich, as in the case of behavior, we ordinarily only think

about, might be called our centered intention or internal motivation.

All of us are vaguely are of contradictions within us between

thought and motivation. tie prwmake an ngrecent to do a certain kind

of work, believing ourselves to be excited by it, then fin0 when the time

cores to do it that we couldn't be rare bored. Perhaps at that point we

force ourselves to do the work even though tie know tic are not motivated

to do it. All three vAn's in the pr-,virsol rx,ntenr!o ere imgosof our-dwripeekwirir 094 ** 4. 41.60.1..... r * . .
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selves, thoughts about ourselves, that fail to enccmpass our actual

rctivation in the situation. Occasionally, very occasionally, t.e can

actually sense our inner motivation; a pleasant sense of our body calm

and pulsing, our mind clear and alert, our attention leonine, languidly, 1

gracefully roving the environment for cmergences we may treat as 1

significant if we wish; a sense of well-Wing so subtle it can permeate

even painful feelings.

How can re become more aware of our actual motivations? Hot./ can

we discover or develop the centered intention that toauld give form to

our total lives? Such a project is rore difficult than to become conscious

s I

*I have here em6hasized the distinctness of thought and behavior be-
cause this is an early discovery in self-directed learning. However,
I should also note that there is an interaction and interdependence
between the two. The character of this interaction is initially un-
known. Thought and behavior occupy different levels of reality,
each of which operates according to its own logic, its can time, its
own space, its own energy, its own limits. These levels are connected
by same unknown process of mutual transaction, transformation, moti-
vation, organization, causation. Expc,riential consciousness is our key
to this process since it gives us access to more than one level at a
time.

37
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of one's 'oahavior (although the two projects are, finally, one) . ror

in the case of one's ILehavior, there are other persons, tape recordors,

ark? movie cameras whidh can reflect it back and heln one to Yecome

more aware of it. Also, to learn that an aspect of one's !-ellevior

is somehow ineoncirunnt or dysfunctional is often not shatterincf to

one's self-irage, for the behavior itself rev he perirAleral, or the

ability to change it may reassure one of one's competence.. a-vever,

to guestien rotivation is to auestion the very basis of one's sense

of identity and is consemently more to 1-e resisted.

Pcwover difficult to accomnlish, such ruestiorina liras of srecial

concern to euoation at Upward Bound. For nemtiye selfirages and.

3 ack of motivation to achieve %,ore crucial factors in the 3.c school

achievement of students from backgrounds of roverty. For various

reasons which other writers have traced trzmm.'4:z7IT'f:=3..schools define

these students as unlucceslful early in their careors and then operate

so as to raintaih them in their roles as failures and deviants, rather

than to help them define arc' attain success for thc2mselves. These

students are taught to thin% negatively of thersellns in schcol. In

order to preserve any,sensn of self-v.!spect, they tend to avoid,

devalue, ani attack overvthimf connected with s&ool attendance, aca-

demic skills, learning. Far from lacking rotivation. the students

are often more in touch witi; t!leir inner urges end less constrained $)y

social pressures than those !.ho are socially successful. Put their

inner urqes are volatile an nhanre)le (a' all of us discover our

inner urges to be ''hen we oxrlore then). These atudents, like the

rest of U5, have to search out their ceptcree intention, their

38
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ultimate aimaild conceln, lifc:-organizinst-and-intearltino. pnergv,.

Fran the point oE self 6in:2c:tad thny, the rest

of us, have yet t: t&ko the first step. whether one ba...4 accent-eel or

resisted the snhere of forcerl learning, succe.elled or failed, the

problem of gainincT conscious understanelinri of ore's centered, inner

motivation is emally unexplored.

Self-directed learning is, then, the develonrient of oxrer3.ential

coasciousness 1.7hich. maintains simultaneous acces^ to the cl-istinct but

interactint3 levels of behavior, thought, and centered intent.

different levels may find annloqourl therefore fxr.grocnt nx-

rressions of me/gyp, or therefore ifloongrucint

expressions of. Them: concopts heir) explain th!. Facinificance Creci

aryl attadl,ael to tile pr.:cosy-3 of disco.,,-orincl anRloaler: 1.04.-.3,r-nn intellect-

ual materials can'''. our classroom and rop.n.;nal Snell nil:Alm:1i 43F;

would not rerelv ,-sersonalize the rnateria3..:; to }7.e 1 earne6. and thal

pons.;.1)1; F.ttrar.It st1Aent.:1? inter2st; cimnrally the.v might also

serve to ory.,n thel to the ret.lm o5f. cr7N.-.rirmtir.11 conscsic:,:,..-.01erit; and tha

possibilities of ::c.,1f-arected leatnina.

AcAram Tr, I 70 TI,K1'..; 1,111.T.T.11 SW")

This concept of. *three lswls 0^.,7ratirrf m .3 so eluciaths

the problem X facer' in tat i11-... a first c, to 1:0 start thi..7 ocheol. Thn

reason 1.,,hv all rjrst step' ist first anoaiW akqlv to !.T.

irr;ongruent 4,7lic; that claq ool thr:vr--1: t..tei not vet in

touch Idith cniter-d. intention ighich ight 1 E0sloq or thr problem.

into a sinole !?o2. ore' s prdAcri in ctioll ricYc mnrelv

39
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to act so as not to contradict one's thought, but to act no as to

transformjthrough thought, one centered intention into behavior.

Only such three-level congruence can cualify as fully authentic

human behavior. Thought in incapable of granving one's centered

intention in its entirety, for that only manifests itself over the

period of one's life. Pt 1:pst, thought can recognize the glint of some of

the facets of centered intention. Pny selfconcept is inadequate to the

ir
reality of one's centered intentionetul expvriorial searcil for

aid consciousness of one's intent, unless it is rncognize0 as useful

only for the action of the rcrent. orinnte...1 terhards exneriential

consciousress, accepting of its oin fornolr4tev, itnelf into a

dialectic ;-hich leads the tid.rker 5ecnd thought to nynlorn his centerea

intention. such ,on the exn:orati:71 I was led to the contradictions

I foum:1 vronrr and lithin conceivd)le first 7..tens at. 17,..)ard 2oun(1.. At

least, this Ilas MY atter'7t :: tc have rw first step ).:e en authentic

transformation of my centered intention.

There is a sc7nwhat e2..ffc:rent, e.qually valid: and coninlementarY

perspective frrn selt-directed leatting can 1-)e approan7led, anl

I believe I had hest.intrcduce it here to r.,rov..J.00 further context for

this kin:. of learning. I have maintainer no far that most of us areas?

our lives irmersel in the level thouqht, samotiles focusinl tevnrds

the level of }...e1-.:tvior but rarely aTtuallc, onterin7 ialo it or into the

level of centered intention. 7 nurr,'r Of persons mv find this pro-

4 volition foreiom to their experience. Among the +lay b rersorq

do not consicler ther.iselves thinkers but rather feelers or dcorn,

per !ong 3n tur ,nne,rosponsive to c-otial or thtl:ir

40
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sensation, to ,ocial relations or physical things, rore than to thought

(Of courF,o, thi3 would be part of their self-concept). Thought, sen-

sation, an emotion are of course conmon to all of us, but it is emually

common that one of the three is dominant in a person and determines

patterns to itch the other two usually confcrm. So, some rersons are

immersed primarily in their emotions or sensations .rather than their

thought. All three, trpitymr, are comnlementary elemonts of one level

of experience.

Of the three, all ordimryeducation except srfTtn and some of the

1 arts addresses it ,:elf to tha tre:linirg of thought alom, pnd does so in a

astances thought from exrcriential conscieusnet;s. 7\ von can

aprear to functin !Jell after such one-sided education only -mcauPel the

culture as a whole i$ dec...cated to 0.nfining what 'no does 15 successful.

goNever, any perscn with F.:Tre some of unit v an.1 integrity recognize

that ipner sensation and emotion plaY r6.1.es in his functionimt, as well

as thought. Yet to rcrit of. us the working 4 of our fenlings Inc? inner

sensations are mysteries. 'tire do not attend to thenl until they are yen!

stronc and then we rarely cyrprecisely what they ,.ean and what N...tion

they imrly. nehavior !lorx.id on them is often automatic, and hthitoal or

infantile. Our t: ought interpret only the sharpest eypori.ences of

emotion and innsr sensation an6 then only 2n general terms. The iem

of training our i.11Ttion and Liner sensation and of nalizino reqular

coon ere (...,rnnr..7 then and thouglit. in action is

fore'.«. to trite. 1...(3 find frcr, rersrhictiwA a the Pin/1.n

level of thou 'A a clivis4nn rt:al lar. of mhane* moon; the three

princirio elments--0,ourtt, emotin.1, eensation--jurlt an we find
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division and lack of exchange among the three levels of centered intention,
thought, and behavior. Self-directed learning can be viewed as concerned
with the conscious training and reconciliation of these three elements at
the level of thought:

CAIT.0`"177=erzerrAN

Taking the two perspectives on self-directed learning together, we
can draw the following diagram of the qualities of experience accessible
to the fully conscious person:

BEHAVIOR facial expression,
tone of voice

gesture,
movement

speaking

STRUCTURE emotion inner

sensation
thought

CENTEkiiin conscience will consciousness
INTENTION

\

What this diagram does not show is the shifting and generally more limited
sphere of our moment-to-moment awareness.

47.4.vhe very way in which I posed the contradictions inherent in the

various first steps I could imagine was itself a sign of my distance from

centered intention (though of course I could not see this at the time).

For my sense of the danger of such contradictions rested on the assumption

that they would undermine the school rather than provide material for learn-

ing. In other words, I assumed that if I contradicted myself, the school

would begin sliding 'downhill.' This assumption implied, in turn, that I

was alone, on the top of the hill to begin with, straining to pull others

up by my 'perfect' behavior. And this led to the further implication that

4"
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I did not trust that anyone was capable rf confronting me if I failed at

any time (or, more simply, to the implication that I feared being con-

fronted, so I would try to be perfect to begin with).

Given my avowed commitments to confrontation, to developing trust,

and to working collaboratively, I would have been shocked to hear someone

assert that my anguish about how to start the school was as much derived

fran an implicit elitism as from an explicit egalitarianism.

What was missing framiry thoughts about how to begin the school,

just as it had been missing in the original dream, was an appreciation

for how a person or a community can grow over time, resolving initial

"contradictions into subtler unity. Indeed, another way of phrasing the
experience and

implications stated above is that I did notAprust my own or the school's

future as a source of healing. Of course, the history of this country

since the framing of the Constitution does not offer many examples of

such growth, healing, and increasing unification. Indeed, in retrospect,

the Sixties illuminated the degree to which various segments of our sup-

posed national community had become alienated from its direction and felt

contradictions which public rhetoric had previously suppressed. 'Thus,

the later Sixties becit.a a time when blacks, students, poor people, women,

and gays opened wolikds, asserting the legitimacy of their particular iden-

tities against a spurious unity which did not include their aspirations.

So,.any effort our school would make to resolve initi.A1 contradictions

into subtler unity would occur without any obvious m-dels to guide us,

without any sense on my part initially of how such historical processes

could be encouraged, and against the grain of a larger historical current.

.
43
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The 'two perspectives on 'self- directed learning which I have outlined

make clear one paradoxical fact: that a person is precisely not self-directed

at the outset of such learning. Is not the name "self-directed learning"

then misleading? Does not a person learn to become self-directed rather

than directing his own learning? Is not a person at the outset of such

learning precisely incompetent to direct his own learning? The answers

to these questions can uniformly be "yes," but I will still retain the name

"self-directed learning." For the action-conclusion to be drawn from these

answers is not that the learner should be externally controlled and directed

until parents or teachers find him capable of self-direction, or as is more

common, until the student reaches an age at which parents and teachers are

no longer legally 'entitled to direct him.

The problem with external control and direction, as Morris found in

his teaching, is that it prevents the educational process of growing self-

direction. Only a vacuum of external direction, or ironic external.direc-

tion that goads the student not only beyond himself but also beyond his tea-

cher, can encourage self-direction. A person may try to be self-directing

in a vacuum and finds that self-dJ.rection and independence do not come na-

turally and do not leave one uninfluenced by others. Or, a person may try

to remain dependent on an ironic authority and find himself frustrated and

failing. In either case, the person may give up in disgust. Or he may

take the step of choosing, as part ofaself-directed learning effort, to be

guided and trained by another, whose authority he temporarily accepts. To

44
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A third person the resulting relationship between teacher and student

may appear equivalent to external direction; but in fact the motivation,

function,' and meaning of the relationship is wholly differen the learner

has risked himself, taking initiative and responsibility for the relation-

ship. He is not merely conforming to or revolting aginst pressure and di-

rection felt as external. The relationship is fundamentally collaborative

rather than forced, its purpose is inner search rather than external con-

trol, and the teacher's authority is based, in the eyes of the student, on

his superior level of self-development rather than'on his coercive power.

These ideas are hardly new, but they have never been popular or popularly

realized. Civilizations that we know of have generally. operated according to

principles of external control, and persons and societies have oscillated be-

,' tween periods of conformity to,and revolt against the prevailing powers and

mores. Great teachers, however, have always recognized that they have a moral

as well as an intellectual function; that their moral function involves re-

vealing a sense of personal search, discipline, and responsibility in a.stu-

dent (so that he recognizes his

14.
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:Learning ets 11:-;.r; choice: 17-15' an:'. 6eachir.ct

art must fccus tranmutJ4 orcimix;".tannal .4iven thr.m to

Oerand behavioral ccrof.ormity. into maritual atithoritv, earnecl N, them
to assist a student in his Iv:arch towards self-direction.

Tnr: SKIP 1:.i.:D C.T.P7.1011.1 Lr:Arrril\r.;

If Ire agree that a rxsrson is riot self-cc .irected at the outr.et of
his search except in 1)is choice to snar.ch: tns foreming diPcvssion
ray also suggest that he is not self-direeted durirf his search.
Other,-..., such as a tez.lc!)er, !here inf3.u.nnin,....1 rnd earocting

Is not anc,.7:hr:r contradictien of ilia term. "c;c1."-clirecterl learninct"?
A The cans .10r r 1.11x1n one conaTt of self. It is consistent with a

.:F.ocusus clir.ection are hf#tavioral control
to regard selvsnl smarate. ror, the behaviond
Vie are external to: separate frau, one ancA:Ler. From this roint 01'
rialt to be in.f:tvlactd IA? mother is to Ix: external,, eamotl. 1117

and hence r.pt to bo self -directe/2... From +.his roi.nt too, itI
assumed that. cre's tisolght, !.ens Lions ant) onz!'s ' :ens! of
:elf are in:;i0o one hod..? 8,nd therefore clit,-:43.c2c

r.yrtics have e -ays -ri.th this cont.:Ertlp maintaining
irsteaci that et catch 'hicPlor. enc. attains .:Prieriential con-
seloilsness cne's oth...t.:rh and with i universs
erhole 1.;e1.:orrns 8nea.ircf e cnr: can imagine

matter at the lovels to' (:entozne: intuition a-1

progressively Iliclher arC thr. matter,
thrtt not hat iterr "or aq wal3.q are
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not barriers ::..aiio aves: "ore directly, you anr". I do not share

the sere t. do share (generally) th same language. pcdi iv

we are outside one another; conceptually lie are to a consielnrahle

extent. insirle one another.

Chen we think hack on it, it is often the people who think like

us or simply (feel) like us who influence us met.. It doesn't feel like

influence in the sense of external direction at the time, hut such

associations often determine men about the directions end nualities

later develop. The shared thoughts end feelings, gennratecl either by

a common culture: or created by covereation in wor'r anf.7 pla, influence

our behavior, but it i3 a different kinc"i cf inf.luence f.rce.

by external control.

It is till el e.econtl kind of 3.nfluence co.-es to orerate ine

creasing creativit: throug% a sel./.-directed learner. 7:7e is not so much

influenced LY others as in asscciltion lAth thcr-. !:in of

occurs increasivgly because the selfdirecte:A. learner increasingly ex-

raore.7 beyond thnNyeeariee of MI nolzcnsciouq mtivatinno, discovr,rine

asrects of himselfthoughts, feelings, sansatienso tranriormetionse-

wh3oh processes of external direction taught him to reiect from conecinur

ness. 7Ie thus discovers silared theughts and feelinqn and the rossilAlity

of mutual assncintion Tlith rersons with wiolthe never hnforn thoucht he

had aqvthinq in common. It is for tnis :ce.on that '4iet7sehn Irohe of

one's enomlos nn oee's tosie frionde: their tend to nee and !.:ring close

to the cu fee thOPO. of of eeelf to iohich me hes yet to be

reconciled coneciously, nresent!'nct the if or will treat

it a.s Fer'.ore, The il.11fdirectec.1 increasingly
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reatims that Hhc rart3milnr.. j.nr.ii.vi.a.m.1 rola vilich hiq ertrdierl

experience fits hi.r.1 for in the ,.,7orlc1 is determined, not hv Flirt alone,

but. by 1,is ctociation-Idt11-4Aroani,'.7,7-and-influenced-!-v-the-

universe--as-a-Tqhole. it is with this understanding of the self that I

speak of self-directed learning.

GM: nriTITn TNT To FIRST STEP

Ha q provided some intellectual context for the phrase/"self-

directed locaPinq" 'I will return no to my attemnts to annly this idea

ee

to my own action taking first stens at tipt.oard 12ounm. I continued to

consult potential aeviIeL72, as al nersons i4o=e0 &out eaue71!..ion

in lbw Haven, and collew.students Elnd tea&afs indicateA an interest
(b..

in working for the proctrmlkI felt a crcOing sons:, of ammo/ alvut

"really getting started" and ziXe7rowinct.sensd of frustration at my in-

ability to surmount the possihle ::.:...,ntradiction.t I 1-.ent posing rrtvself,.

Sometimes I Iuld. cobs omn mytmle as ai*..invoterate intellectualiner: if

Iwculdjustgoaheadanddpsomthing,
v4,

could confront and f3nal laitn

the conseauences activeW, rather than jusrlull tl-mrt over. Put T had

1'..,

already formulated "-;,!!st cloincr ahead!' as a duitvr in itself, so that too
N!,

i ,,,

could have been an'avoidalIce of the prellem. 1 'I.,17., that I reeled to
%

e" N
find a rove anemornnt villic!I rightly cmressed mv c6aterqd intention for.... ... .

this school. I needed to discriminate arlona and distiMthe dav-to-to
%.

'A
s time X

/
s
44),

.alten/hted intenpr flays of activity "ith morning aril. evenineravor. and

me.A.tation; in otl-Tx .,orle.t, 1: altcznatcrl concentration "dot:Intlarcve ttiL.h
L.
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AND AGAIN: H3 TO TAM THE FIRST STEP

Whatever its principle effect might have been--additional burden

or enlightenment--I had none of this retrospective understanding to

guide me as I continued to consult potential advisors, persons in-

formed about education in New Haven, and college students and teachers

who indicated an interest in working for the program. I felt a growing

sense of frustration at my inability to surmount La possible contra-

dictions I kept posing myself. Sometimes I would condemn myself as

an inverterate intellectualizer: if I would just go ahead and do some-

thing, I could confront and deal with the conscquen .es actively, rather

than just mull them over. but I had already formulated "just going

ahead" as a danger in itself, so that too would have been an avoidance

of the problem. I knew that I needed to find a move and moment which

rightly expressed my centered intention for this school. I needed to

discriminate among and distill the day-to-day pressures I increasingly

felt into creative action. During this time I alternated intense days

of activity with morning and evening prayer and meditation; in other

words, I alternated concentration "downwards" with opening "upwards."

However, my effort was to achieve a state in which I could be simul-

taneously concentrated and opened, simultaneously conscious of my be-.

havior and centered intention.

As the number of my "consultants" increased, so did their concern

to get started and their prescriptions for hot '.le ought to. start. I,

in turn, sensed a one-sidedness in rost of their pronosals that ,aould

miss the centr41 aim of the school, and wished increasingly that they

would recognize and help to distill each other's nressures, rather than

focusing tIm all on e in an mmedified I thought tic.14
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and educational it 1.7ould be for them suddenly to find themselves all

together at a -eeting charged with making the C isien^ sac': thought so

simple from his narticular perst:;ective. This thought, initially no more

than a passing fantasy, fused somehow with a greuing recognition on my

part that the problem of taking a first step was changing from 'Tot., do

I start?' to "Howdo we start?"

Ft this point what felt like a right first step became at once

obvious and =polling. The first step would to to begin meeting

together regularly to make the various major dec4gions that needed to

be made. In this way our first step as a schcol would adhere to the

collaborative form of organization I hoped. to realize. At the same

time, persons considering joining our starf could ccme to these meetings

and experience, the benefits and frustrations of working colle-oratively

and thus determine whether they were committed to this vlay of working

before deciding to join us. Also, by analyzing tapes of these meetings

and pointing out inconsistencies between our intentions and hehaviors,

I hoped to encourage the process of self-directnd learring. So,

Greg and I contacted everyone who harl seemed concerned to help us,

inviting than to the first of a series of weekly meetings at a

given time and place.

SO
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III. CONTRADICTIONS AND COLLABORATION IN

SI'AFF D DI PMENT

The decision to have these meetings to begin making decisions

about the school did not of course end the possibility of contradictions

between my intention and my behavior.

During the first meeting I felt I must concentrate on not becoming

an ordinary, externally directive leader. I did have to concentrate
beifit,ry, isz"?.6i,14 Ne9P1

because t..r...?loAraised hands to speak, looked to me for recognition and

waited expectantly after each speaker said something for my reaction.

After describing this pattern to the group and explaining why it posed

a problem for rm, I sometimes used the tactic of writing notes and

neither responding Lo nor looking at what was going on.

This strategy was temporarily frustrated by Mike, one of the ad-

visors, and David, a potential teacher, who insisted that I share my

thinking about the program up to this point. I did so, but without any

recommendation about how the group should act now.

There was silence. Then, after some initial fumbling, and without

my assistance, a conversation sprouted. Thereafter T never had to worry

about being the sole initiator in the group.

Responding to success by playing it safe, I didn't say much for

the rest of the meting. After some lively discussions &out how our

summer schoolleculd tie into thetA:44 Haven public school and neighborhood

structures, the conversation dragged, becoming boring awl inoon 1.usive.

Still, I stayed in the background.

Afterwards I noted to myself, "I ended uT1 1.7ith a sense of failure

as a participant at not having the courage to express rw feeling (i.e.
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During this early period I found that I could evaluate each

meeting only by determining whether I had felt ablo to exprosq my

irmediate feelings and perceptions. Therefore, I felt terrible after

the first meting because I had maintained a silent role, rather than

responding more flexil)ly to my changing feelings. 7,.t the tire, I had

been so pleased at avoiding being externally directive that I did not

notice myself abdicating an active role altogether. Of course, one

might argue that my continued silence tested the groun's capacity to

reorient the conversation, and I attempted to rescue this mseible

benefit of Try behavior by pointing to the grow' 's 1.ehavior as one of

the dilemas ve faced when I %:rote the first of ny weekly meeting

notes. The following is a replica of the first wee.k's notes.

* * *

UP,..1APD 1301'.111D t T.E.o2r

Thursday, !larch 2

(I will try each week to write up a brief! sumer/
of our meeting for those who rnisse,c1 it, as well as
my own analysis of the kinds of clilergraq we have
encountered. 13111 r.br'

X opened the meting by suggesting that: (1) I would try to act
more as a reioarcIlt-,r of the discussion then as a d.irector; (2) le might
generate an agenda and introduce ourselves to one another at the se.rne

" tiro; (3) t':o agenda iterr.3 lere, (a) should we draw etudentsfrom
single neigH;orliccd and school in PI: and, if m, 1?hich? (s-) should v:ti
be cceee or 'all ma7 .0.-1?

After till in.treductions, rrod.,..ed no Pere agenda iterlq,
was asked to review Iv put the program. Then we roved to a
cliscus53.011 of the Sliriglo-r(Acil-Lot'..rINI/r.r.e.,..1/2-F:e.11.,00l numl...er of



BEST COPY AVAILABLE

-42.-

points were madet ,,our/: initially 'Le rare diffirult to wor!r with

students from one area hecauee of their anti-educational ciroun- cohesion
(I) ; but it would ultimetolv %e. easier to work with students from one
area because after the pregram they would reinforce one another's Pro-
educational norms; we could intensify our influence 171, I :alin:I in the

11111 area, dovotailing with various other existing and plelned programs;
but we might find ourselves silarred by, or in conflict with, other

organizations, damaging our unioueness as an anti-school, eo.nerhane
should x.ork. with rairhaven and !1ilbur Cross rather than the rill and Lee.

Ouestionq were raised; is it our aim to help individuals get to
college? or are we primarily responsiM.e for influencirg the educational
norms of a cermunity? do we wish by our choice of students and neieh1-orhoD1
to make our worn-. PS easy aq possilAe for ourselves, or an eifficult as
pcssible? since we will 17e inviting more new students to take part in the
program next year, should we start with students from two areas and
expand in Toth, or start with one area and continue with that area, or
work with one area this Year and another net year?

We felt c, needed some information (,.?t :ich I 'rill gather throuah some

of you): given 200 students in the Lee freshrian clae.s from the !Till, how
irony meet the finlncial criteria? How menv etudents in rairhaven meet the
financial critorie? N!.at in the racial constitution of the e° two areas?
Vnere are the vulti-prohlev Limilies in Peo Naven?

DILDI1AS: (1) qtfeard the end of the "eating we found ourselves re-
iterating the save points, contradictirg au:selves, whispering to one
another, anC, in &loft, cmang close to the atmosphere of a classrcem
where one is prohibited from exploring the most imoortant corrent: this
discussion has ceased to lo imrortant for el; (2) we ',ore unable to
reach a decision, a cliff:le:111:y e'e will have to overcome if we truly

intend eventually to have e7en more persons, i.e. our students, share in
the decision-mal:ing; (3) we were unele to take up our second agenda
item, or to project an acionda for next week which would permit us to
arrive with sere of the kin0s of information we found ourselves lacking
this wee',:. In sum, as I nee it, we found thet, deprived of ordinary
directive lealerehin .I1'.1c11 takes reneonsibility For how thinge are done

at a business meting, t:e. coul6 he facile at the level of intellectual
princioles aheut eur mime oraanizational intentions, lvt that this
facility was not sufficient to in!luce uninuc organizational ()T.:orations.

* * *

53
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11Y TEIIDEKCY rm mom cotrucr

Only much later, with the help of rny departnental adviqer,

Chris Prgyris, and the pain of further experiences, could T. '7egin to

see how deeply my 1.ehavior at this first meeting reflected my urge to

avoid conflict. I could irimediately see this pattern in m" maintenance

of the passive role. nut I did not see that by avoiding looking at

people I had been avoiding a possible open conflict a.'-out

Also, my use of the notes to discuss ray rerceptions of the outcorn of

the meeting again permitted Ire to avoid confrontinct others directly.

Upon reflection, foar of coraict seerre.1 a pattern in my earlier

life too. I rerembered the.time. t.ly.-im en antagonimtic accmaintancP. had

pronounced me "unbelievably angelic", err?. the more vivid occasion ''hen

a more exploratory acquaintance told re he found re difficult to under-

stand as a person--I smned. terribly intellectual and distant to him.

For example, he continurA he had never teen me cot anctry, math/ angry.

I would become. far more htnan for him, he said if T. could just once

express anger at something. I found this corinent Fiorrethat

since I could not well prove Ime ability to oxr)ress P.ncter on the spot,

there being nothing ar:sTrifying about our conversation as fa ? am I could

sea. I replied that it was tne that I rare]' exprerned anger, but

that I believed I could exnress it Olen anpropriate. Ile asi:ed,

don't you get angry right notYr

thc:re's nothing to ct angty ahout," I replied, someqlat

put-out by cudh a nonsensical roguetti

'What if T goad you into attger?" asked.

54 -
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"/ don't see 0!).1t tiould prove--it Ile real," I

replied Kith a grazing seem of awlmardness, as I began to susrect

that he might actually orocoed to goad ire.

"Corm on, why don't you get angry at re, Bill?" he said in a

false voice.

"Don't be ridiculous," I replied, sommhat strangled and in-

creasingly uncomfortable and uncertain about how to respond so as

to avoid falling into his trap.

"Go ahead, Dill, a littLe anger won't hurt," he urged with

maddening s-netness.

1.t this my .Ence grew re .(thcm.gh it a long roment before

realized it); I'clarriperl c.out h shut ere cleciCed not to sair a -or.d.

I was damned if I t.deuld plav such a silly (Jane and g*t angry merely

bey :use he asked Tr.:. to.

After a short silence, he remarked coyly:. "I do helinve you are

angry now."

"I am not!" burst from vehemently. .And I realized irmed.iately

that I was angry Ind that the only way I could have "avoided his trap"
.

was to feeli comfort-.4'.-,le in o:.!-.)resling ri! anger at his gam. But I

had not oven hen a'; le to recvrx:.ze or. name tly anger until he had ex-

posed it.

This little incident- 1-tad EA lortmi re: to my tendene" to avoil.

ronflict. I le.new Vint I was not vet fully concciour of the relations

among the aggressive), pnssiva, and reconciling forces i and

between an,..1 others, so th,.,re ,dar; tinrp.slolvod conflict then

to be 64.icovered. Feeblo efforts to ree.:ognize crwreis, ancter
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henceforth at appropriate roment.s only made rrc3 the more at.'are of the

depth of my training to avoid conflict. tiv ability to hefriend and

reconcile matual enemi.cr secrned more demonic than 1:.,oneficial at such

tiros, and I sometimes 1)lared my diplomat-father for Passing on his

withdrawn gentleness all too effectively.

But the most present eviLlence of my fear of c., .ct was the ache

of suffering and uncertainty I had carried about l'ith re for several

40014months. It derived from a loveaffair with a r,;:d. already rarried. "e

had befriended anel loved one another from early ao-funintanceInut

without being "in love"-and I hecane a good frienl of her hushancl too,

P. fateful hunch of coincidences created the conations for our "failing

in love", vhich I.-1 did total y and magneticallY. ''O attempted to remain

apart. V'e attemo" ted to tell her htisitncl, but his or otio.nal situation

made it seem Lt`' lial to her. rinally, she told him, and, in a rage, he

commanded her to break off the relationship with me. She acceecled,

telling me in prting, "I guess you'll %,;z.Int to kick me in the stomach

or something, but I can't resist his strength." instead, I told her I

still loved her and said rr&I,Ye.

For a long time no other Inman relationship meant anything to me,

and I was anguis'iod by the destruction I had keen a part of. Sor,etimes

I prayed that their marriage would heal their vot.rds; semetirrs I lasheca

rayself for permitting our love to remain clandestine so long, thus

betraying her hud.',and7 sometimes I felt his awe)* had covered over an

.unresolv*de conflict ar.f.l. beaten his into submission, and that, had

71., anger eguallod and confror eri his, the three of us ould emerged

5G
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.happier in the loNg run no matter what the outcome. 1 connected mv

behavior in both of the latter two instances Tith my reluctance to face

conflict and bring it into the open in search of resolution. ro I pas

suffering the consequences. Zn important reason for it myself

in Upward sound ma" have heen to forget my loneliness, although I did

not think of it in this way at that tiro.

ter. FIPST ryor-D.7.c;

I lias not the only one 0110 left our first meeting confused, ambi-

valent, or amiow4. Jennie Srv? two advisors 1or1dnq with the

community action agency, crAled during ths Jamie reriarkee that

she had never before seen a rooting ,:hie.h really encouraged. :larticinetion

as this one had; that she thought my rotes end analrsis were concise

and provocative, one that she eoubted whether Tr. woul0 ever make any

decisions if we continued in this fashion! Sam, nounding worried,

called to be sure I was aware that this vies not the way to get what

wanted out of the group - -I Noll:IA have to present 7w view much rare

forcefully and pull the discuss o. to ether when it becalr. ramled.

. Vet surprisingly, 1 re-eined anxious as T looted for:ard to our

second reetinq. Suddenly my ieeal thlt. the group simultarsouslyworlt

together are. learn to orl< togetImr seemee. impossibly difficult of real-

ination. t ITentle0. an attitrde on the part of most of the others that

vorhing tc.,q3ther CAI lomlidng unrclated ntocesses; or, to nut

it another 1,.1...1y, trot. thlue.frtful nlInnint3 for the future and aw.tIronesr

of era's present 1 -9,1yrii.c.17 r"' .t I diced to anh

5?
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the group to .t.,,Pe ten rinutes at the beginning and end of our two

hours together to look back over what we had done and forward to what

we needed to do in order to gain perspective on our work together.

hoped this would create an oasis for learning, just as in my own life

had for a time set aside special periods for prayer and meditation.

The group agreed to this suggestion at the outset of the second

meeting. These ti4o revioi sessions made the meeting seem more of a

single, completed, comnrehended unit than the first. Also, we quite

easily reached our first decision--to make the school co-ee (thus

departing from Yak,. College's all-male tradition)--contrary to Jennie's

expectations that no decisions would ever be reached by this collelorative

method. She quiived, "That was neater than last weel:," and everyone

laughed.

2\nxieties lowered, the meeting proceeded in a friendly and arnarently_

productive fashion. Efforts were made once again to define the school's

aim, to specify the kind of students we would seek, and to identify

people and agencies whewaould knoll such students.

;lost persons, including myself, felt better at the end of the

second meeting, and in its gla the first meeting was seen as having

made persons more aware that the school you'd not necessarily embody

their particular idea, but would be a place for working out ideas

together. Ps Rick, a VISTA Volunteer, who later helred find students,

,put it,

"I think often before people start talking about things
substantively togothPr they really have to do a little h.s.inct--
you have to clot a little feelinrr on the tablil--and. I guess, what
I thought !Ian productive was that there wore a lot of thoughts
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put on the talan for a first meeting. vhen. I first crate in
here, I had very Definite ifleas about '!tat TT.s rieht and I
met with resistancu..."

But this concept of working out ideas together was by no means

deeply rooted. i'.nother advisor, vike, regarded as a raOical and

excellent high school teacher impatiently cut in at one point in the

meeting, exclaiming to me, "It'c your school - -tell us what it's there

for and we'll go from there.'

Irne dilemma of wliere collaboration or self-direction starts--how

deeply and fully it can inform one's intention, thouglit, and behavior--

continued to emerge meeting after meeting and into the sum er. If I

were to tell the staff precisely 1-;lat. to do and te then did it toaether,

t.00uld the program he collaborative? If I wnre to lot only the aim of

school- tell the staff 'what it's there for"--and Ial together

from there, would the program 1.70 colld,orative? If I sit no conditions

whatsoever and we decided together what the aim of the program was to

':e, would the proriram necessarily end tip being, colls?:orative?

These omestions were never argued out directly, but people's

behavior showed them to be unresolved. 'hen conflict was high and a

common decision seered difficrAt, utuelents or staff would often turn

to me in frustration and say, "Val, in the end it's your resnonsibilitv,

so why don't you md :e the OTIcision rather than create all this confusion?"

Or the dilerma would manifest itself in contradictions pTople made. Per

example, Hike, the very advisor wi:.o at our second meeting wished me to

define for him "what it's th..%re for,' insisted at the followina meting

that the students should he thle to define their (=goal, within the

program rather than have them srellQd out the staff. Sur' 1" he OiOn't
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mean to imply that the students were more care hle of setting goals

for themselves than the staff (?) .

Nis apparent contradiction went unnoticed. Instead, fierce and

loud argument erupted as to whether the coal of the program for the

students was specifically to send them to college:

rich: Form is more important than content; if you can get lAth
kids, it matters a lot less what you teadt them.

Sam: T7011, .legallv you are limited in that you are sunposed to
have a program that will gut loweincomo kids, wl,o
othertiso go into collcge.

Corky: Did ''e eccido that was the purpose...(1-ackground talk,
loud laughter, irterruption)

Sam (loudly) : I urge we stick to the intent of the fnneing.
Hike' at defines the prcgrrm is not Conercts 1,ut the kids.
Greg; th:1L in some sunsa our o'-jcct s to get kids into

college, but that elooen't help us deciCe -Teat to de.
Sam; !bat you've got to c'c' is (a) convince these kids they're

worth semathing 7-cause ''c Ilow the,' Onn't t'olieve they're
anythin5, (e) that they can make it because they've

never made it before and they're not to try again
rost of them...

Rick: Is this making it to college?
hike: I think we've got to net this college hug out of our 1.7,onnet.

Sam: You tient to convince then they're not going to make it...
Greg: V:Iv should "making it' be identified eight rare year

of school?
Sam: You want to teach lim to be a bricklayer?

(undertone: Yes, 70:w not?)

Sam: But this isn't an anprantice prcgram for being a 1-icklayer.
take: It's an apprentice program for being a human being.

I had felt helpless during this argument. Persons seemed. to he

sniping at one another richt and left, using high ideals ("conv:Inee these

kids they're worth something", "an app entice nrogzam forIJIng a human

be.ing") as their weapons. If "form is more Ldoortant than content," we

certainly ''ere not vrtcontrolling Zorm of dur conversation so as to

be mutually rteduci-ive. '..aer the meeting I once again felt depressed

and anxious. v6 sr,emed to 1-e :In:mi.:mit circles, rehashing Points already

raised without arriving at any feOamental agreet-ent of making ary rreinse,
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In retrospect, and after seeing many other "idealistic" groups

engage in internecine warfare of a ferocity they would immediately

condemn in anyone else, I realized that a fundamental reason why this

occurs is thaimost persons do not sense that they can apply their

ideals to their own immediate behavior. Their ideals are always aimed

at others or at the future. They are too busy in the present =lent

formulating and expressing these ideals to pay attention to the actual

quality and effects of their behavior. The result is not merely that

they fall into contradictions between their ideal thoughts and their

actual behavior- -such, after all, is no more than the material of

self-dirocted learning. But, more destructively, their attitude does

not recognize the possibility of experiential contradictions and there-

fore forecloses inquiry into them and resolution of them. Instead, they

tend to propagate the very inconsistencies between thought and action

which they ideally abhor.

But why should my response to this situation be an emotion of

helplessness? Did I expect that everyone else would already be familiar

practitioners of the process of self-directed learning, which I myself

was only beginning to formulate? Was not my aim and my job precisely to

open up the possibility of self-directed learning to students and staff?

Uhy feel helpless, anxious, and depressed as the full scope of the

job presented itself to me concretely?

As I thought about my reactions, I realized that my sense of help-

lessneas was still another derivative of my fear of conflict, and

especially of ny fear of conflict with older persons. (Both Sam and

We--the main antagonists during the argument of the third meeting--
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were considerably older than I). My """: ..7analysis of others'

distance from self-directed learning might be accurate enough, but I bad

to be careful to include my own feelings within my awareness too.

Otherwise, I might attack others with my analysis, thinking I did so to

help them "see the light", but actually doing it to avoid feeling help

less. I would be attacking them with high ideals as weapons, just what

I felt was ineffective aboutVnat they were doing to one another.

WAYS OF FORECLOSING LEMMING

The follcmingUeek I attempted to raise this limitation of mine as

a problem for the group. I yill include a relatively large portion of

that meeting's:discussion below, with an accompanying commentary because

it illustrates so well various members' implicit orientations to the

possibility of collaborative, self-directed learning. Especially, it

provides examrples.of experiential contradictions between thought.(the

content of a verbal statement) and behavior (the effect a statement has

on a conversation).

(#1) Bill: A feeling I personally

had of a difficulty in confronting

others, especially older people

here in ways that were useful to

me...the long argument between Sam

and Mike that took place which I

didn't find helpful...still, I

didn't find it possible to inter-

vene at all and say what I felt.

(#1) Here, I was trying to express my

feeling as a personal unresolved MO-

tional dilemma which invites exist-

ential inquiry.
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(42) David: Yet we saw something

really important--a basic conflict

of orientation.

(#3) Bill: Yes, I was glad thatA

we could have open conflict, but

I thought I saw 'people zooming

from one end of the spectrum to

the other.

( #4) Nike: You're looking for an

immediate payoff that you've no

right to expect, that you're not

going to get this early in the

game. You exoe.ct us to be

functioning as a viable whole

which we're not--we're largely

spare parts still.

BEST COPY ROUBLE

(#2) David immediately shifts the

focus away from the personal to a

general characterization of the con-

versatim, as though to reaffirm its

value in the face of an attack by me.

IMPLICATION: If one (ha this case

Bill) feels a conversation poses a

dilemma for him, he disvalues it.

COROLIAP.Y: One does not value facing

existential dilemmas.

(#3) I avoid the basic conflict

between David's and my focus by

joining him in a general characteri-

zation of the previous week.

(4 4) !oike's orientation is not to

inquire into his or my behavior, but

to defend the whole conversation,

regardless of whether it was compe-

tent behavior. 171PLaCATION I: To

inquire into one's actual behavior is

to attack his competence. COROLLARY:

One's self-esteem is haled more a

static sense of competence than on a

dynamic competence to inquire into
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05) Rick: The argumftwas

for a time; then it beacmo dy -

functional. I think the problem

wasit became personal--a slap-

ping contest. If you (Dill)

want the group to move in a di-

rection it behooves you to move

in that direction. It depends on

what you want to get out of the

group. You called the people

together.

OESI COPY MOM

and correct any particular effort one

is making. IMPLICATION II: Inquiry

into actual behavior is only valuable

whencometent behavior could have

been expected. COROLLARY: One does

not value consciously facing pro-

cesses likely to fail. DERIVATIVE:

One does not value gaining new ccm-

petencies except through success-

experiences in learning.

(45) Pick recommends external direction

by the leader (re), consistently at-

tempting to solve my problem by ex-

ternal direction (i.e. by offering me

advice). Since I had just owned to -

feelings which prevented me from inter-

vening, his simple directive to me to

intervene amounts to a punishment for

my bad behavior ("Don't you ever do

that again!"). IMPLICATION: The way

to banish 'weakness' is to attack it.

COROLLARY: Don't admit walmeso, or

you'll open yourself to attack.
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(#6) Joe:I wasn't here last week.

You said something about age being

a factor but I would say that

that's irrelevant. you're

chairing the meeting and you feel

the meeting is going the wrong

way, I certainly wouldn't take

the attitude that I couldn't say

something to any particular

member of the group no ratter

what the age. And if they keep,

going in another direction then I

think that as Chairman you are

obligated to come in with the

rest of the group;

(#7) Bill: I agree with you in

principle, but in practice it is

a personal problem for me.

(#8) Rick: Then we have to throw

it back at you and say there's

nothing we can do. That's

something you'll have to figure

out.

( #9) Joe: I think that what

we're saying is none of us here

would feel a personal feeling "

BEST COPY R111111.ABLE

(#6) Joe repeats the same lesson but

more gently. Vhen he says that age

is irrelevant, he is obviously trying

to help re to get over my 'hangup',

yet his method is to tell me my feel-

ing is irrelevant. IMPLICATION:

Don't pay attention to your feelings.

(47) I try again to emphasize that it

is a personal, emotional fact which I

am asking for help in working th.ror.gh.

( #8) PIPLICATION: Emotional matters

are private; others can't help with

them; they should not he talked about.

COROLLA Y: The inside personal world

and the outside public world are dis-

tinct and separate. MINCLUSTON based

on all the foregoing implications and
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because you're going to call us

down.

010) Bill: Yes, I find that re-

sponse helpful and that's why I

wanted to raise it, because I

thought it would be easier for

me in the future to be open about

any feeling if I raised it.

0.5 tort puma

corollaries: Attempts to attain

self-directed learning are not

valuable because there i no such

process. (The various implications

are shown in the figure on the

following page.)

CUTTING, PARRYING, rthITHEsizaws, INTERRUPTING

(#11) Nike: If something pains

you, say something about it, for

heaven's sakes! I mean really.

(#12) Chad: I would hope you would

too, Bill. I think we all recog-

nize that you are the top man

here--you're the director of the

project, and certainly your

(411) This is said impatiently, as

though any small child ought to

understand this simple rule of be-

havior. Thus, in practice it

punishes me or owning to my dif-

ficulty in speaking at certain timns.

Its form, as well as the form of

most of the preceding comments, dis-

courages the very process which its

content purports to encourage.

66



I P
F4 IT

PY
LC
I11
-6 5
IL
TO

-56-

AsPirrs nizi AN E PLICITLY 7:17TI-M.XICATIOI2\L WOPIDVIEW

Emotions are
private not
relational; they
should not be
shared - others
can't help with
them

Feelings are
irrelevant to
relationships

The inside personal world and
the outside public world are
regarded as distinct and ir-
reconcilable (thus protecting
oneself from having to recognize
relations between outer events
and inner feelings or personal
behavior and its outer effects)

One does not
value conscious-
ly facing self
world existential
dilemmas (for
they require incruiry
which might
undermine one's,
self-concept)

One
disvalues
conversa-
tions that
pose
dilemmas

IMPLICIT ONTcm_my

There is no such
process as self-
directed learning

One does not value
consciously facing
processes likely to
fail (for .failure

would imply inade-
quacy, which implies
a need to change,
which is impossible
within the scope of
a static self-concept)

BEST COPY AVAILABLE

TO inquire into
one's behavior
is to attack his
competence

Self-esteem is based on
a static self-concept
rather than on dynamic
inquiry (leading one to
protect his self-concept
regardless of its valid-
ity)

To admit weakness is to
open oneself to attack
(for weeJmess is parti-
cularly threatening to a
static self-concept un-
acquainted with the
possibility of transforming
weakness to strength through
inquiry)

Inquiry into behavior is
valuable only ,hen compe-
tent behavior can be
expected (i.e. when the
results be positive

and confirmatory)

It '`LICIT PT.',71",VTOPAL
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background and as far as infor-

mation about the history of this

thing is certainly greater than

ours is individually.

(#13) Bill: That's not what I

feel I'm asking for - -sane re-

affirmation that I'm the head...

(014) Chad: Not in deference

to status...

(#15) Jack: Can I try something.. (0l5) Here Jack is attempting to

I think it's what Bill's getting explore his reactions without de-

at...I think its a lot more fending them, the first contribution

general than just Bill's feeling. to self-directed learning resides

Last week this argument got going mine.

and I got really angry, I think a

lot of people did, and I was

responding especially to Sum as

a .type -- Establishment and all the

bad things - -I didn't come out and

say these things, not because of

my position in thfi group, wen,

partly because he's older, he's

the Man, he's in, but partly

because it wouldn't have been

helpful and I think that's what
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' Bill's saying. hat good would

it've been to say, Dray do you

tick= off...

(#16) Mike: So, I did.

( #17) Rick: Nhat I get suspicious

about is everybody comes down on

somebody if they're not X-type

liberal. Sam brought up some

practical questions...1 got mad

at everybody else because I

think there's a kind of inflex-'

ibiiity about the kind of

flexible thinking we have around

this table... just the way you

(Jack) were talking a minute ago.

( #18) Jack: I was aware of that,

and that's why I didn't say

anything.

(419) Rick: But these are the

kind of things that will some-

time have to be thrown on the

table.

BEST COPY AVAILABLE

(#17) Rick first "comes down on"

Jack for "coming down on" Sam. Yet

Jack did not "come down on" Sam at the

time, and now has offered his feelings

in a self-questioning mode. Thus,

the effect of Rick's comment is once

again to punish an effort at self-

directed learning. He succeeds in

cutting off Jack's exploration:

( #18) Jack now defends himself

against the attack.

( #19) NalRiCk attacts from another

angle. "Things will have to be

thrown on the table", he insists,

unaware that he has just finished

attacking a person who had put

"things on the table".
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020) Joe: They certainly

BEST COPY AVAILABLE

(#21) David: T'd like to get to ( #21, 22) These two comments seem

what the argument reant to me. neutral in terms of encouraging or

I experience a great deal of discouraging existential inauiry.

frustration in dealing with the They offer information on reactions

problems of public education. from two ether sources which helps,

That means that I am inclined to but they are offered as complete and

react on an emotional level to closed rather than as open to new

certain kinds of suggestions which insight.

I'm quite sure are not wholly

relevant to the problem as I see

it.

(#22) Greg: I was furious--I

didn't mind the guidelines, but I

thought Sam was using them where

they were irrelevant. Yes, the

guidelines talk about college,

but what that has to dO with how

we treE.,t ninth graders is nothing.

And all I felt was that this was

being misused--it Was being used

as a club. I didn't feel there

was much point in saying anything,

I wo,..ldn't have been vary polite.

"0
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(#23) David: And in connection

with the program I have this

feeling of openness, of not' know-

ing where to turn, and sub,-

stantial amount of skepticism

about what a summer program

can do, which led me to start

thinking this week really in terms

of what this program can do for

me. Maybe I can learn something

to use on a broader scale with

kids...

(;#24) Bill: I identify quite a

lot with what you said about this

past 4eek, David, partly from the

feeling that if kids see teachers

doing things that they really

care about for themselves, then

they will really want.to do

something for themselves a model

rather than pushing it into them.

In relation to the question of

last week's conversation, one of

the things I felt was that there

were very strong emotions occur-

ring, but what was happening as

BEST COPY AVAILABLE

23) This statement appears more

experientiaily open than the two

previous ones, but David seems to be

pursuing his an line of thought and

experience without opening or contri-

buting to the realization of the

intent of the whole conversation.

(#24) Here I make a grand effort to

pull all the ithreads of the past and

present session together and to be-

cane specific &out the kinds of be-

havior I find helpful and unhelpful

for self-directed learning. my silent

effort in the previous moments had been

to remain conscious of all the differ-

ent threads of our conversation until

amongst their tensions I sensed a

converging direction and could express

it. I'm not sure the result can be

called elegant or convincinq, es-

pecially given the next comment.



I saw it was that they weren't

being gotten to as fruitfully as

possible becuase we were rational-

izing them. We were talking the

rationalizations, which may or

may Lot have been very much con-

nected with the feeling we were

having. And why I think that oc-

curred is sort of the differing

response I felt again when I tried

to say something about my feeling

just a little while ago. I heard

three differing responses to me

then, only one of which was very

helpful. One was on one extreme- -

Pick's response--well, that's

your problem. Another theme was,

well, don't worry about that; and

the third response which was some-

what helpful was, okay, we would

appreciate it if you could say

that. nut the first two kinds of

responses were responses which I

don't think could help me to ex-

plore feeling very much, and I

just wondered if we create the
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kind of atmosphere where we don't

explore our own feeling but

instead keep making arguments...

(#25) Mike: Bill, what do you want (025) Pleased at my momentary

from us as a group? I think maybe

we'd better get a few ground rules

straight at the outset. You've

expressed a considerable amount

of disappointment in the minutes,

and obviously things aren't going

as happily as you'd want in terms

of what you'd like us to do for

you. Now how do you see your role,

your relationship to the rest of

the group; what are we, an ad-

visory body? Are we going to

structure this thing for you? I

don't understand our relationship.

026) Bill: First of all, I think

that by always ending with

Dna 111s.S I expressed my sense of

- failure rather than any sense or

success I have. So I should say

I don't feel a tremendous sense of

failure about what's been

ability to use our immediate behavior

to give the group a sense of my hopes

and expectations, I am stunned by

Mike's interruption, asking me to tell

him precisely what I believed I was

telling him--i.e. what I wanted from

the group, what relationship I wanted

to create. Clearly there is a con-

siderable gap between our points of

view as to what is snecific and in-

formative.

(426) Instead of confronting this

difference between us directly, my

diplomatic instinct for avoiding

conflict dictates my response--an

effort to bridge the gap between us

before either of us have fully

realized that it is there.
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happening, and especially today...

I'm very excited by the way we are

moving today. I gee the group as

trying to do what we're going to

do this summerfind out what

we're about --so that I see us

trying to confront every problem

as we cane to it, and deal with

it. One of the first problems, and

one that will last through the

summer and all through next year

too, I hope, is the question of

our aim.

(427) Mike: If thak.'s the case this (f27) 'like once again returns to the

is going to be one big cathartic theme and implications of his earlier

sessim, and you really can't b3 comment (44) .

terribly upset over where things

go, clashes and things of this

sort, when it doesn't seam to

produce dividends right off the

bat. It seems to me, again, that

you're expecting too much, neatly

packaged, off the assembly line, '7'
and it just doesn't happen that

Way.
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(#28) Bill: Is that the impres-

sion that I'm giving you, others

of you?

( #29) David: I experience you

just the other way around--I

experience it so open that...I

don't know where I am even

though I belong to the organi-

zation...I've got a good sense of

what I'm building me for, but

I'm not sure I kaiow what I'm

building anyone else for.

(#30) Mike: The problem is that to

a considerable extent you're going

to be taking your model from the

existing structure, which is benk-

rupt.

(#31) Bill: Vho's going to take

BEST COPY AVAILABLE

(028) In the hope either of breaking

through a rigid concept of Mike's

or of understanding what behavior

of mine gives the impression he

reports, I check with others.

(#29) The cne tesnonse

permits before returning to the

attack tends to disconfirm his view

of ma.

(#30) But by choosing to attack

he avoids inquiry into the dis-

crepancy between 1 Ls and David's

perceptions of my behavior.

(31) A defensive yelp escapes me

a model tram the crrrent structure? at this accusation, but I then proceed

To keep answering Mike's question

about my view of this group--it

seems to me the way in which we

can be different not only from

again to try to bridge the cap be-

tween us by a rationalization of my

aspirations, rather than by a direct

confrontation of his behavior. Twice

75
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public schools but a lot of

other organizations is that most

organizations impose order from

the top down, and we would be

doing the same if we decided we

would encourage dropouts or en-

courage college, if we did either

irrespective of tha kids. I see

that instead of imposing order

that it is possible to discover

some sort of order, and that's

what I think we're aboutC12, and

why there's a lot of apparent

chaos, and it seems to me really

worth that. In fact I don't even

like to talk in terms of "worth "

this is the only way I can imagine

going forward: so I see us as try-

ing to do that now, just as I see

us trying to do that with the stu-

dents this summer.

to?`1
011001.

he has interrupted--once me, once

others' response to my cuostion (;; 28).

Both times he indicates an inability

to understand what is happening in

front of him, for he asks me a auestion

I was in the midst of answering and

then asserts we are using the same

model as most organizations in the

midst of a conversation which, be-

cause of its personal quality, its

abstract quality, and its tendency

to be confrontative of the leader,

the usual moriel of organizing would

have prevented.

By no means was all of the fourth meeting self-analytical in

orientation. A great part of it was spent in sharing recent impressions

of the area's public schools among staff members who worl<ed in them er
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had visited them, and iraevising student admissions forms and procedures..

Once agein, as after the second meeting, there was a general sense of

pleasure at our productivity, and I was pleased that I had been able to

be aware enough of my feelings and behavior during the quoted episode to

express them as much as I did.

DiETINEOT PERSPECTIVES ON THE SPRING MEETINGS

Nevertheless, with each succeeding meting my sense of the magni-

tude of the contradiction between my ideal and our actual behavior in-

creased. At the same time I saw how unaware most people were, not only

of the actual effects of their ,behavior, but also of the very possibility

of becoming aware: As the above transcript suggests, much of the be-

havior at our meetings shielded the inlividual, and discouraged others,

from experiential inquiry. Nor was my continuing tendency to avoid

conflict in so many small ways a happy quality at a tire when the con-

flict between my ideal- but - not -o- congruently - transformed orientation

and that of others needed elucidation.

Of course, this perspective on the early meetings focuses entirely

on their shortcomings and is not sufficient for evaluating them. For

example, my sense of the repetitiveness of arguments is mitigated by the

fact that almoSt half of the rembers present at the second and third

meetings were there for the first time, testing whether they would be-

.care staff members. This process of using staff meetings as a forum for

testing personal commitment to the program certainly paid dividends.

Several people who were othergise highly qualified deselected themselves
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because they felt they needed more structure in order to work well. Since

jsp_roran_Desotlr.-a.eet-±ts-We-etic,
oscillating, ambiguous, emotional

quality, they pro!..ably would nnt have worked well during the sumer, and it

is well that they were not lured to participate on the basis of rhetoric-

ally-shared ideals. 7t the same time, a third of the program's staff

(8) was attracted to it directly through these meetings. And our advisors

became actively involved and personally helpful rather than mere repre-

sentatives-on-paper of their various organizations.

Another perspective comes if we look at these meetings macro-

scopically rather than analyzing mcnbers' behavior microscopically. Ve

see a self-consciously non-directive leader, collaborative decisions,

open conflict, and reflection upon the fundamental aim of the organization.

All these qualities are rare events both in clan' iroups with teachers

and in work groups with bosses. Classical teaching and management

theory both advise leaders to direct and control their groups, to define

work-objectives fbr the group, and to avoid conflict. And a considerable

body of empirical organizational research has verified that teachers and

other leaders reflect this advie.:: in their behavior. Certainly the quotes

from our meetings demonstrate the extent to which group, members behaved

. in externally-directive and
inguiry-discouraging ways when the-, atteuoted

to define and control what ve were to do together. Yet, at the sere time,

the large-scale events of these meetings introduced the memers to a

different kind of organization than that to which their interpersonal

.styles seered to ho habituated.

As we continued meeting through the spring, coordinatina student

admissions, developing a curriculmn, and outlining a daily schedule, I
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continued to feel tba gap between my own and others' understanding of

learning. But I increasingly avoided this source of conflict between me

and others and focused the meetings on external tasks. I feared that my

orientation was too self-analytical for most and that to insist upon it

would be to impose it. tleanwhile, on the macroscopic level, we began to

experience some of the henefits of collaborative. functioning. Members

tended to feel free to contribute information to decisions, end the

decisions themselves were made quickly, while remaining open to chancre.

Also, the very structure we were developing for the summer gave us the

chance to begin the collaborative decision-making process all over again

with the students, rather than imposing our "wisdom" upon them. Morris'

and my ideal curriculum had been so much of a dream compared to most staff

members' actual abilities and interests that woe did not attempt to reali..le

it. Instead, we devised a core curriculum which focused on different

topics from week to week. Wring the first week, the curriculum would

focus on new beginnings, using popular records, painting, and poetry to

consider the theme. We would spend the week at a canp in the woods

where we (staff and students) would determine the rules, disciplinary

procedures, and daily schedule for the rest of the summer.

TRYING '10 EVALME THE rarrnrs

After the spring meetings, one staff member, David, looked hack upon

them as follows:

The armor I look foniard to as a laboratorv; for trying
things out. I think this is (-1.:ential for all or us.

quoss one of the t!iincjo I lit at.out it, thourth 7t tirzt
I was skeptical, is them, the furnishing of the ieioratory has
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gone on; how laboratory principles--a universe of discourse- -
has been set up; ha, a cormunity of interest has grown out of
the exploration of different feelings.

Partly the reaon no,.: pleased is that T. feel you

(Bill) have boon handling yourself totter...I feel you are most
naive on the level of how feelings 14ork out. I see vou as more
chairmanlike this last month, correlating and pulling things
together.

I was complimented at the outset of this statement. I felt 1 had

succeeded, after all, in caitrunicating my sense of the importance of

experiential inquiry. Then in the last part of his statement David

reveals a perception of the spring meetings directly contrary to mine,

leaving me more uneasy than pleased by our rhetorical kinship. Tlhereas

I $3 the early meetings as crucial in setting an atmosphere, he seemed

to find the later meetings more valuable. Pre! whereas I feared I had

utterly surrendered my effort to lead the school towards self-directed

learning during the later meetings, he saw in them my best leadership.

As I looked back over the spring before the summer session, I was

highly ambivalent. I wrote:

My most general evaluation at this point is that our

innovative energies are given free reign by our organi7ational
structure, but that our interpersonal =potence is not high
enough on the average to handle all the challenaes kt will face...
Illether this condition is primarily hopeful or primarily danger-
ous I an not sure.

"Interpersonal competence" is a concept which has been developed by

Chris Argyris. Vasically, if one's behavior permits others to increase

their sense of self-esteem and self-acceptance, it is regarded as being

interpersonally competent. If, on the other hand, it tends to attack

their sense of self-esteem, it is regarded as reflecting Iry interpersonal
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competence. Vigh interpersonal competence usually creates conditions

of trust, undistorted ccnrunications, collaboration, and inquiry among

persons. Low interpersonal competence tends to create conditions of

mistrust, distortion, external direction, and defensiveness. The

reader can easily see the close relation between this concept ofinter-

personal competence and my concept of self-directed learning. In both

cases, a person strives to orient himself in a situation, not by external,

coercive power, but according to all the information he can attain; and he

strives to create conditions in which he can obtain accurate information.

The concept of interpersonal competence focuses on the interpersonal

characteristics of such striving, while the concept of self-directed

learning focuseS on the personal function of such striving.

Hy feeling, then, was that the staff neffhers' behavioral orientation

was not, on the whole, towards self - direct ed learning. Yet our collator- .

ative form of organization and the volatile and counterdepenclent attitudes

of the students we had chosen to work with both promised is many conflicts

and unexpected situations with virtually no control in the form of external

direction over these situations. The only wav control would be established

would be through experiential inquiry through collahorative self-directed

learning. But neither staff ncr students would he oriented towards such

inquiry at the outset, except insofar as staff members understood and

maintained their commitment to collaborative organimtional decision-

making. ['as this common staff cormitment a hopeful basis for increasing

self-esteem on the part of the students and for eventual deliberate,

conscious self-directed learning? Or was it mrroly a dangerous shell hici.,

would not long hicle a lack of exrcriential inquiry and therefore a lac% of

control within tivl nrcyfrrn?

gI
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Profoundly anxious emut r. nether the program would begin that

afternoon as scheduled, I paced the Pew Haven streets at dawn one

Sunday naming talards the end of June. It was too late to change

anything. In the week before our departure for the camp, the practical

complexities of taking CO inexperienced people to a rrimitive camp for

a week became nerve-rackingly evident. Busses to he scheduled, linen

rented, food and utensils for wood - burning stews to 1-:e lrught, cabins

to be assigned, curricular materials to )'e nrepored and shippednew

details occurred to someone each day, and I was sure tf.00r three

necessities had probably been overlooked altogether.

2\t the same time, we had continued our admissions process for

students right up to the final tlav, hoping to convince some students

to join us who hadn't been near school in mite a tlhile and could see

no reason to try that brand of noison again. So, address lists, to he

given to parents and students, were run off Saturday night and even then

turned out not ot reflect precisely who piled into the buses and cars

Sunday afternoon.

Zb my relief, children and parents, dressed in their Sunday-best,

laden with suitcases, began to appear half an hour early, in the

courtyard of the Yale college, where we would spend our last six weeks.

Lerronade and cookies vere being serval. by sor tutors, address lists

vAre being handed out at the gate, ancl the rest of us founrl ourselves in

pleasant and animated conversation about our intentions for the summer with
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parents and other relatives of the students. Within an hour of the

arrival of the first family, I found myself besieged by three eager,

friends of prospective Upward Bound students, wishing to know how they

could be a part of the program. Indeed, hardly a day was to pass for

the rest of the summer when one or two New Haven teenagers did not

approach me, or pimply try to slip into a dormitory, lunch line, or

class, wishing to join the program. , became one of those small

and much-needed ind%cators that despite the trials, tribulations, and

conflicts, the stuctnts felt good enough about the program to speak of

it positively to their friends.

After my little speech made to the assembled tultitide about how

we really were. going to be a.different.kind of school, we loaded the.

.buses and all, available, cars and made off for'the.camp. Or, almost all

of us did. As I lagged behind to lock the gates and make one final

effort to contact the three students who had not shown up, an dd car

pulled to the curb. A slouched-over, battered-looking man dragged a

boy from the back sea+-. by the scruff of his neck. War,. I connected to this

school-businesz, the man wanted to know. At mt, nod, he thrust the dark-

olive, glowering boy towards me: "A Max Pirelli s'posed to be in your

program?" Another nod--my voice had yet to catch up with the pace.

"Well, that's him," :le said, retreating already towards the car, "He needs

it, caught him trying to run away this afternoon. his mother called me and

'Y had to leave the ball game to find him." And he was ofi.

83
ABSOLUTELY ZERO INFLUENCE

Max declined all offers of conversation on the way to the camp,

avoided every scheduled activity a,1 all asr,cint"ns for the "A"
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days, and gained a reputation among the staff as ehe least-known; least

approachable student in the program. Then, on our third night, he dis-
.1,

.'.appeared altogether. By 3a.m. Rob Gilman, one of the Associate Directors,

. and I had contacted the State Police, one of our teach rs who.commuted
1. .

tram New Hai/eh to the camp, and finaliy Max's mothei who we'd hoped not

to disturb. The teacher, who knew his way around the community well,

stopped by an all-night pool hall the next morning and, as he had ex-

pected, picked up Max, who returned to the camp passively enough. lie

didn't have a word to say about the whole episode, except that he'd

scratched his legs walking several miles through fields to the main high-

way.

It won't hurt to finish off the story of Max's summer right here,

for he was the one student in the program on whan it ,had no evident
. ."

a

effect whatsoever. Haw constructe, significant, or durable the summer'

effects were on other students are questions which subsequent events often

raise and sometimes answer. But in Max's case there was'no evidence that

he ever established any relationship whatsoever to anyth3.; or aryor: in

the program, beyond panhandling a little pot and beating up one smaller kid

several times. He gave others few opportunities to engage him at all and

never permitted any conversation, which by mischance commenced to flaaer.

He, too, like our continual 'applicants' became a measure of the summer's

success. He represented Absolute Zero, -270u Farenheit, as far as "Program

Influence" was concerned. Curiously, although he 1ms not nearly so vex-

atious, scary, or insistently time- consuming as many other students, I am

sure he was also universally the ]cast well-liked student in the program.

Or maybe that's not so curious after all.
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On my arrival at the cup everyone was huddled, soaking wet in the

dining hall. Wads of tomelL which were to last the week lay, used and

trampled on the floor. Apparently there had been a brief thundershower
. .

........,:,shortly.afterthe arrival of,:thecaravan..,Although:the

loaded by the dining hall, nest of the students and staff had been caught

cutsi3e, having begun the varter-mile downhill trek to the cabins by the

Staff members had begun the trek to get linen and blankets down to

the cabins and assign beds. The students, however, had been pulled by a

far different sense of purpose. The upcoming thundershower had set the

bullfrogs around the lake to croaking, and their chorus in the diStance

.some.of. the ,boys..,like
po, mucti: as:a . gang, preparipg;

.

,

.

,.

Yfaving.never:seen,a.bullfrog,.they
were not:to bd dissuaded

in this belief.

Shortly, with six or ten of the toughest blacks as self-appointed

leaders, fringed by several white aspirants and flanked by a dozen or so

giggling, shrieking girls, a crusade to the lake shore was underway, only

to be cut short by the rain. Not untl. later in the 'reek, when one enter-

prising student captured and boxed both a snake and a bullfrog, could the

students oe persuaded that the noise was harmless. In the meantime, al-

though they came to realize that the various animal sounds they heard at

night were indeed those of animals and not of rival gangs, they remained

particularly afraid of them.

85
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THE "END" OF THE FIRST DAY

fear?. we gradually_carie.to realigqi.was4ane'of.the...

primary reasons fcr their restlessness the first new nights. 'Rest-
.

.

is a. tame, word, which can be applied now, 7.n . retrospect.: At

the thns, it seem nd to the staff like utter and malicious chaos. After

Showing, a feacure-length movie and a period of ping gong and volleyball

that first evening, we asked everyone to retire to the cabins to find

their beds and get acquainted with the other members of their tutor

groups, who would rocoing in one another's proximity. There being

but six flashlights. altogether and the students belng fearful of the dark,

this process began to unfold in an orderly fashion, a reassuring event

".ti

.

su'ppertim.t?. had 15:Jon .a ing everienctl. The-studen s

be utterly unac'mstomed to any kind of 'group'ecoperation,' somehas' '

appearing and leaving most of the table-setting, cooking, and dishwashing

to staff members. This time, however, the students negotiated the hill

to the cabins together, the boys and girls separating into their distinct

areas quietly.

Greg, Bob, Valery, the other Associate Director, Rick, the Vista

Volanteer who had helped tecruit many of the students, and spenfia

pleasant five minutes congratulating ourselves in hushed tones near the

cabins on the end of the first day, and trading first impressions of

. various students. Then we heard the first shrieks from the girls' cabins.

The girls were being attacked 1.27 t he brtys. Well, tlot was only to be ex-.

rooted, vexatials for the staff for a while and fun for the kids.. Or was

$G
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that all there was to it? To of the girls in the program had been out

of school most of their. ninth grade year bearing children. A frightfully
t .6 t. 4, ;

liigh:percenage of 416s6 girls dropped out of high 'school pregnant. The'

chief
!

reason we had been unable. to attract any Puerto Rican girls to.the.
.

a

. .

. .

. . . . . ;.
. . . .

. . a

'ptogrth, despite help within the Puerto Ridan cam: unity, was their mothers

fear of pregnancy in a residential program. Other parents, too, just that

afternbon, had voiced questions and fears regarding 'parietal hours and

were not at all reassured, thoughthey remained polite, when we.informed

than that we intended to set that policy and others with the students.

Bevever inconsistent and unable some of ihese parents might be to meet the

" very denands they would have us make, we still carried a heavy and'special

.responsibility as a residential staff for fifteen and sixteen year-old

students. .

.1

PerhapS these various concerns ran through our minds during the first

half hour of goOd-naturedly chasing the boys and telling them to get back

to,theircabins.. As.the'night wore:oni.hcwever, there ceased to be time.. :

for such leisurely considerations. Not only did the boys' marauding ex-

peditions not cease; it seined that the girls themselves were inviting

the boys in, making assignations through the windows, opening doors for

the boys when the women tutors were otherwise occupied, and slipping out

themselves. Since there was no, evidence that any of the kids wanted to

cooperate at all, nor in any way respected or feared the authority of the

staff, it appeared utterly impossible to prevent them from doing as they

would.
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Twelve staff members with no legal, familial, or organizational

sanctions (we had yet to agree on rules and enforcements) and little
.

...,;.v..;1,,,....:.,.;.i4. ......: ..".... A I,. :......*: .:?...:. ... .....* :. ;.... 44.*:4 lye.. 4. :... .61..,... ..7'" t..4:.. :. :*... . : . :,...:.... .1**:.;:,..4.. .4.4 :r. .

Personal'influence were stripped of all means of control over sixty,

..

. . . ..sometimps frighteningly
. abusive, enprgetip ;teengers . ,The:.frighteningly. .;,...., .

?...'...t1 .

.

. . . . .....
4 0

..: . . 0 .. 0 . o a
. 8

.

'abuSi%./e challenges' by student's soemed.to occur when staff members,

reaching the end of their resources and patience, acted scared, formal,

or threatening. The students seemed to knew that they had won at that

. point and would .press their, advantage by cooly demanding.what-the.staff

member intended to do, or throwing a cursing tantrum at an uncertain

white woman tutor.

And at the'same tine Another kind of interaction was beginning to

take place. Fewer .staff members were available for'chasing:. duties

. as the night wore on because increasingly they. found 'themselves calming

down one or two students and entering into their first conversations with

them. It was during these conversations that several boys first con-

fessed that they were banding together and making a lot of noise because

they were afraid of the forest sounds. Such discussions somethnes led to

immediate °,zoology _Lessons,' the tutor identifying each animal sound and

the' characteristics of the animal in question. The following day several

'lunch table conversations could be heard with one student deriding the

others who reported disliking the animal sounds, and self-importantly (but

of course casually) relaying his tidbits of knowledge to thorn. Other

discussions during the night turned to a comparison of the city and the

country, of the, to them, known-fears of the street versus unknown-fears

of the forest. Participants in these conversations provided some of the



.78_

%I

1034 MONO

initial fuel for class arguments the following morning on the week's

. curricular. thane of

:!to

RIOF.1."

innings' rpmentiag.with,,thegtrange4*7y
. ,

The scenario of alarms and chases continued until dawn. As two or '

.three staff members would gather during.the night for brief interludes

of mutual support, the obvious topic of conversation was, what is happen-
. ..

ing? The answers hecame much clearer after two more nights. The second

night was a virtual repeat performance of the first, again lasting till

, dawn. This time,..however, the girle.role shifted from aiding and '.abetting

the boys to, aiding and abetting the women tutors insecuring their cabins
.4 . . .. ' t ....against entry. In a day s.time the women tutors had gained sufficient

.

,.. .

minfidence 'from enough Of.the girls.to learn 'that many of
*

thaMi'while'thdy'

very much enjoyed the'excitament of the nighttime escapades, as well as

the attention paid than by the boys, were very concerned and frightened
,

by_the.possibilities of pregnancy and of being used rather than cared for

by someone.

The thild night, dreaded by the now-exhausted staff, turned out to be

docile. What had happened to our rampaging, chaotic barbarians of two

nights before? Part of the answer was that they too were exhausted and

thus more prone to sleep. Another part of the answer was that the intense

. interactions of the past two days had rendered the environment familiar

and non-threatening to than. lbw intense these interactions had been

struck me when I realized that after two days I knew not only the names

of all sixty students but also mac! event or conversation that I had shared

with each of than or that was cawon knowledge throughout the cdmp. 89
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Different staff members attached different weights to various

theoretical explanations of these events. There was the "Geographical."
.,. -

theory, already alluded to, which held that the kids were simply scared

ww.environment. This theory.leaned on the .evidencecUfear of.

animal noises, as well as the constant what-ounet.ed-like bitter complain-

ing by many students about the primitive conditions (having to make our
. . . .

.

own food, no heat in the cabins, having to walk.to that shed with no

.
.flusher) .

DOC, TOOTHACHES, AND THE PHYSIOLOGICAL THDORY
% ,*

.

. .%

Then there was the "Physiological" theory which held in its extreme

dorm,: that:th6se kids were no different.frommiddle:class..teenagers.except.
-

.0 0
.:,,Aatpavert.vresultpd in physiological damages *.that: prevented 'them fran

behaving in orderly, approved ways. This theory rested on the rather

surprising discovery dUring.the third day that Sonny .Bates and ,Seth:
Phillips, two of tl:..most unstinting instigators of the raids, were unable

to sleep because of severe chronic tooth aches. They received only pain-

killing shots when they visited the dentist because they couldn't afford

the cost of longer-term solutions. Having during the spring gratefully

received the offer of some young dentists in New Haven to work for free on

our students, we sent than their first patients that day. Thereafter, the

only problem that Sonny and Seth presented us in regard to their sleeping

habits was how to wake the up.

The "Physiological" theory gained strength not only fttn this direct

evidence, but also from two other factors. One was that, unlike the

SO

..
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"Geographical" theory, it shod some light on why student: chose their

particular way of dealing with this new situation. The se ..nd factor

.;

'was' the corroborating evidence supolied by 'bed.'

DoC was a third.year,medical :.student, who, agreed tp spend the
.

. . .

us in the wilderness, since we were 'so 'remote from inediCal

facilities. The students named him, and the staff picked up on the name.

I never saw him again after that first week and can't for the life of me

....remember his real name, but.that first week he.wes.a key figure,, undoubt-

edly the rnost sought-after individual in the proirram. At all hours of

day and night some student was trying to find Doc.

" . In 'part, this behavior became evidence used to .support a third friv,cs'y

"Psycho-Social"A theory which held that the primary deprivation from :

which these students suffered was neglect, bothat home and. at. school.

Therufore, what they could not really believe -and needed to test by

their antics th6 first two nights and' by their constant visits to Doc

f6r imagined knee scrapes and digestiveproblemS--.swaS'bur wiliingness.to:6

attend 'co than.
4. 4

!'"`"'But in part also, the visits to Doc revealed a host of genuine

physiological problems that accounted for a lot of apparently anti-

social, self-destructive behavior. Many of the non-readers among our

students (about half of whom averaged a third grade reading level) re-

quired glasses but never before had been diagnosed. They avoided read-

ing like the plague, partly because they could not make out the words.

-By the end of the summer twenty students had new pairs of eyeglasses,

1114N.)
our original budget for medical supplies Ab far exceeded.

91.
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There were real problems of digestion too. Two of or students

v/7,64
. were so accustomed to eating french fries and.t.......hok2gthat they were

lb.: $! e.

literally unable to stomach our regular meals at: camp (until we brought

.1

.of., pptato .chips arid '' Needless . to say', this
0. .

1
.

non-diet could severqly lower the students' energy levels. Sane girls'

cramps during menstrual periods were aggravated by fear and lack of know-

ledge about their condition and lack of sanitary napkins to treat it

.easily, The fact. that such events'were'part cteally discourse ("Mary's

p.

on the rag") only served to perpetuate fears, misinformation, and tin-

willingness by the girls to appear in public at such times. During the (e;.'10
0

!
. .

year this situation could account for absences that could abrogate what-

ever effort girl,mighttmake,to.keep.upwit4 the.crridulum.

the' Samrner this situation repeatedly cortplicatea.'efort,i3Y:.t1.;(.4.waTten".

tutors to rouse their groups in the morning.

SISSY'S PAINS

. J

.'
..

us our first insights into the increClibldrangeof,'

ills among our students which straddloi the border between the physio-

logical and the psychological. At the most general level was the oft

observed low pain threshold of man" students. This was most obvious

among the girls because its existence among boys was to same extent

hidden by the strong male norm of al..pearing impervious to pain. Thus,

it was not until same tutors gained the confidence of Sonny and Seth,

that their toothaches were discovered. But once discovered, it became

chvious that the pain which another person might have borne while going

about his daily blsiness was utteEly distracting than from concentrated

, .

92,
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Among the girls Milly Parson soon gained the preeminent reputation

for painful .ills., .A day; could not:gc4ymithout,her contracting ,a severe.

stomach ache or headache or uteral pain. It turned out that she had

missed s
. .

. .

r:11661 tWo-thirds of the.year because; of such Filadies As the

summer wore on, she spent increasing amounts of time in the Yale.infirm-

.ary,,cemplainingthat the doctors never cured her.

Fran the first, Doc maintained that these ills were not merely
. . .

. .

feigneto gain attention, but rather PhysiOlOgically.based. At the same

time, pain itself is preeminently a psychological process by which a

malfunctioning, part claims,the.attention of. the whole person. it the .

person has other concerns,commitments, and goals, the pain can sc.tvu

f, as. an .occasional' reminder ;that the .pai-st .needs attention at an appropriate

noment: The relative,.predominan6e of thepainds influenced by
. .

gravity and immediacy of the malfunction. But if the personality tends

'

to be less organized, as is generally the case among adolescents unlc,is

they are compulsive, and if the person has a look:/ le;rel of Self-esteem,

4. e

as if often the case among, compulsive or deprived.persons, thnn

body becomes his highest level of stable organization and the only obvious

vehicle for realizing possibilities -in- the- world. A threat to its in-

tegrity, however minor from :the point of view of a person committed to

other social values, becomes totally threatening and preoccupying to

such a person.

Toward the end of the summer, after the nurses and doctors at the

infirmary had virtually given up on Milly and more than insinuated that

she was merely feigning her uteral problems, a conplex story cmirged. It

turned out that her uterus wAs indeed infected. Milly ha' failed to

clean herself carefully after engJiging in intercourse? knowinci nothinc

93



about such a procedure. At the same time, there was no observable

wwon why the in_o_tion hm Iminod her so much. Anoth2r wcman might

never have suspected the infection until sema test revealed it.

.; members of the staff worked with Mi,l.ly in drawing, writin,. and

dramatic role-playing during the summer and following year, however, it

became evident that relationships with men were highly traumatic ex-

periences for her. She hated and feared men, having long witnessed the

parade of them thatuf.ad and abused. her mother, a.parade that.had :

started wal before her unknown father; and at the same time she had

picked up her mother's flirtatious style with men, as well as her ten-

dency to measure her social value by haa much a man wanted her--wanting,

in urn,. being Calculated by his desire for her body, that being her..

6114intrinsieNalue'evident'to'her..Y "

The resulting emotiona' contradicitons became visible in each of

her relationships with boys, as she alternated quiet but ostentatious

flirtation with loud and obstreperous viliification of them. Her ogn

deliberate strategy was also based. on a Precarious balance which pre - :,,

eluded stable relationships hut. not suicide attempts.. She hated a man
,

the more he showed an interest in her, she once confided to me, hating

him most if he had intercourse with her, thinking to use her and leave

her. But, she continued, in fact it was she who was using the man, for

what she wanted most in life was a child she could care for 'without no

man to W3SS it up.' Her strategy was of course brilliantly and tragic-

ally self-reinforcing, since her style and emphasis first attracted men

to her body, then ultimately drove them away, confirming her distrust

of them.

94
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I, too, eventually played one of these prepared roles. I personally
40111W

tutored Milly quite intensively during the year after the first summer in

mathend English. Enough trust developed in our relationship that I was

.able both.to confront her and.kWwith_hpg abeutethe.very, patterns of

behavior I have been'describing above. The very distance between us in

terms of age, race, social position, and personal background probably

emphasized our mutual inability to 'use' one another, making it easier

fez 'me to put.. an arm around her without.seeming flirtatious or to.speak

impatiently without seeming uncaring. Then, just before the beginning of

the second summer session, I married. And the session itself involved
e

more Students and staff then the first surrey and more prearranged struct-

uring of time. Milly and I saw one another rarely and briefly in the ,

normal of:events:%:Sh6 felt drepped,loetrayedi jealeus::.She

utterly apathetic and complaining. She aroused the whole campus and the

fire department two late. nighty in a row. by setting off false alarms. She-

made no. progress. After the. summer, although my form-1 connection with

the program had ended, I visited her home twice ti see her, leaving my
. ;

number; for heCto call. Although she had called the pr6v1ous Year she

not now. I had evidently shown my true colors as an untrustworthy man.

The positive effects of the first year, however small and fragmentary,

. . e.

were probably -mere than negated by this fina sequen6e.

did

This story, initially intended as an example of the interplay between

physiological and psychological factors in determining our students' be-

havior, has certainly wandered across time, far past the first nights of

the program. It has also wandered beyond the boundaries of evidence for

9 5

4

1
.
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the 'Physiological' theory of the students' behavior those first nights,

and enters the territory of the third theory, whichI've.tagged the

'Psycho-Social' theory.

. s.o.

THE MYTH OF LUTHER AND MELINDA

.
. 0

4 :" . . .

The first full day of :school' yielded an incident which not only

:further exemplifies the 'Psycho-social' theory, but also gained immediate

recognition among staff members as a mythological archetype of inspired

staff behavior when
.
confronted by an intransigent student. As such it was

told time and again when staff spirits were low, or when we wanted to make

a visitor understand what we were trying to do.

. The' protagonists in the myth ateluther, a small:; young baack:staff

A *4
.

1 'lambert . unableto pass: his first; year at. college; :ddSpite. enormous deSire

and effort, because of his inferior academic skills (and, consequently

hired as an adm27:!3trative assistant' rather than tutor), and Melinda, a
! ,

.
.

...y:;,%*.;,round-and-fiery-eye:t i'in1,*maCing, beautiful, foulmouthed black girl, so

vehement towards teachers at her high school:that the vice-principal had

taken to Suspending her immediately:whenever she reappeared in school.

The setting was the main lodge, up the hill a hundred yards beyond the

. dining hall,.containing.classroom space and a_largecentral.area wPere we

Showed movies, held general meetings, and played ping-pong and music.

The issue was %0 one rule of the camp, "No smoking in the buildings,"

they being wood. The rule promised to require no active enforcement by

the staff, since its utility was so self-evident and since there was no

..
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restriction on smoking outdoors where most activities, including classes,

tended to occur anyway. Nevertheless, within minutes of bringing this one

"rule to the attention of the students at the end of our general meeting

0 ! .late the first *morning noticed. Melinda,det6rrinedly, pacing' about. the

hall' alone, smoking a' cigarette.
.

"Melinda, would you go outside if you're going to smoke?"

"Mlo the piss you think you is motherfuezer? Mr. Big-Ass?"

. .
:

At this point one-dawn in the repartee, but with a clear sense that

I could easily descend much lower, I was permitted to edge towards the

wings by Luther, who took over.

o4. "
.

4
4

4

"bon' t' yoU want..tc;:cpopoite with us, Mel inde,'" he ask.od sweetly e.
a .4., o 4

I "a

"Later for you. Little weenie; big words. Keep ya nose out-a

ma ass, mine'll stay out-a yours," she replied moderately, susplcious.
. , .

but uncertain about his intentions.'

"."lhat'sounds reasonable, Melinda, 'everyone mind his can business,'"

appeared. to conclude with .the same unfathomable sweetness as he ,ambled

off.

I had preoccupied myself with same other person's less demanding

inquiry as soon as Luther replaced me, but had kept one ear on their

dialogue. I didn't intend to 'see' Melinda smoking again now, but I was

a little disappointed that Luther had dropped it so easily.

Within a few seconds, however, Luther returned with a broom and began

sweeping the ashes Melinda had dropped across the room and out the door.

97
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Two trips took care of the already-fallen ashes. Luther now deferentially

.assoned a position two or three steps to the rear of Melinda, following .

40 . .; 1 r .4: .

her about inconspicuously. As soon as she flicle.ed her next ash, he pounced

bn it eagerly .with the. broom,, starting another'. trip to .the door.. She.

..4 s'

greeted his return with a glare.

"What the shit you doin'?" she asked contemptuously and as indif-

ferently as possible.

"It's my job to be.as acoaxl ting as possible to.the students,

Melinda. Since it wasn't oonvenient for you to cm outside just now to

smoke, I thought I could keep the rest of the. staff from gett'.ng angry

at you by sweeping out the ashes. That way you can do whe'..ever you want

withDut anybody hassling you."

.:Pie apparently had no iranediae cpmeback,..so;:a'..temping to avOid.
.

her one-down status, she turned away before the lest words were out of

his mouth, stamped out her cigarette, and made _or the door. Luther

swept out the bdtt, and I assumed the scene was over, a minor, mctrentary,

4

TsycholOgical victory for Luther, with Mel!.nda as defiant and ornery'

as.ever..

Her wounded screech from sanewherr. outside notified me that I had

again computed the score too soon. ',ben I reached the window, I saw

Melinda and Luther disappearing dc'n the path over the lip of the hill,

she marching haughtily ahead, turAing occasionally to scream imprecations

at him, he meekly protesting that he would stay out of her way, that he

was merely trying to mind his ,,,an businons as a staff act s, etc.

98
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Later that afternoon, Rob Gilman rushed up to me chortling and

insisted that I drop everything and follow him. He led me dawn to the

waterfront and pointed. Out on the lake were Melinda and Luther in a

row boat, she regally commanding his every stroke fran the back, he meekly

complying, the true servant.

THE RIDICULOUS, USELESS, AND DISCRIMINATORY STAFF

Melinda was a complex,,bright, proud woman, and she was not about

to admit that she had enjoyed the attention or f':und someone willing to

be useful to her. Instead, when she told the story that night to

various staff members, with a huge victorious grin on her face, she re-

ported what a ridiculous and useless little fairy Luther was, as shown

by his inane behavior following her around.

"You pay him for that shit? I can do that. You discriminating

against us students. You ought to be paying us equal with the staff."

Again and again throughout the summer Melinda demonstrated her

consummate mastery at creating binds for staff members, so that they

would have to act in ways that proved one or several of the following

propositions:

(1) that they didn't really respect her freedom and individuality;

(2) that they didn't really care for her;

(3) that they didn't act consistently with their Gown principles;

(4) that no good over came fran cooperating with or trusting

someone else.

99
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For example, I remember the time she marched up to me to announce

thatishe. had stolen all the.glasq covers forthevall Lights the.00mmon
- .

roan in our college.

. ; ."Oh?"; I said a lit,tle wearily; __tang to suinon up the energy,.

.

gird my mental loins for the caning set-to.

"Mat ya going to.do about it? You the one, in charge. You sposed...

to prevent that kind of thing. What ya going to do?"

(Ugh, 'here goe's.) '"I guess I'll try to get theM back, Melinda.

Where are they?"

"In my roam, And you can't go in there without my. permission."

!'You wouldn't want to go over to your roan and bring.them back

yourself, would. 'you?"

"i'No, I ain't going over that way today.," with .a big smile, enjoying
.

the gradual buildup to the climax of her latest invention.

"Well, would you give me permission to get them?"

"You crazy? What would I go to all the trouble. of.stealin' than
. . . . . .

for an' then let you get then: ?"

"Well, I 'guess it's hopeless then," I 'concluded, giving up 'much 'top
00

early for Melinda's taste.

"You 90 near myyonm to get than without, my permission

all be broken!" she added fiercely, trying to savor another in a long

string of successes against these dumb chumps, but feeling just a bit

cheated by the lack of fireworks.

! day later four of the glass covers were back in place, two still

missing. Melinda reported with rcligned mockery that she had had to do

1.00
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the incompetent staff's job for it once again, but that the 'criminal'

ti ...,...thap3;,already.ma4ciously,brpken,two povers.before.shecould. break.aww.

from her other activities to go attend to the case. She thought I ought

e

.

to"dane look at *the' ..broken. glass' in the sewer aril. then .get..to work

. prehendipg the criminal as .quickly as possible. As for her, she expected

an appropriate reward for her work. . . and so.04. .

True to form, Melinda always denied that the program had any value

whatsoever for anybody. She became especially furious if she ever heard

staff members discussing her (we made no effort prevent students fram

hearing us talk about them) and would demand who had given us permission

to discuss her. . She once heard one of us telling the story about her.an4

;Luther to a visitor and made it a point for the following week or so to
Of0.0

. . .

thsearckout .each visitor and .assure 'him that e program was 'worthless,

that the staff told nothing but lies, and that, in particular, there

wasn't a shred of truth in any story about her. Of course, her denials

only increased the credibility of the story and the number of. times it.
.

was told. Ever after that first day, Melinda, as utterly, if subtly,
.%

.

changed frem a *breeding , threatening, intransigent; .1/1App.rOachible Out-

... ..

sider to a satisfied, demanding, impossible, lovable insider.

This change and her obvious pleasure in.the,attention she received

not only illustrates the 'Psycho-social' theory that these students craved

attention once they discovered that it really was freely given, but also

an serve to introduce a final theory bandied about by the staff to explain

those early nights. (Amazing hair much theorizing a little excitement gen-

erates in even the most 'practical' of persons who would deny all interest

in abstractions if asked.) 101
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We can call this theory the 'Institutional' theory to distinguish it

fran the others. According to this theory, our students had long been

treated as outsiders failures by American irstitutions, preeMinently%.
, .

by the pdbliC schools. The schools transmitted middle class values of

order, individualistic competition in private, conformity in public, and
.

.

intellectual achievement isolated from commitments to communal action--

values foreign and irreleVant to our students, but nevertheless imposed

upon them insofar as possible. The schools Could generally avoid questions

such as whether their aims were valid and why they, weren't achieving their

aims by using these students' failures as a contrast to Honors students'

successes, Winning has no meaning except by contrast to losing. °lige,-

poliStic capitalism, whether Material or'intellectual, pquires losers to

motivate the winners. Or, to use sociological language, deviance is

necessary to help define conformity.

Han do the losersthe deviants, handle their relationship to the'
. . .

.

institutions whose interest it is, no matter. what the rhetoric, to keep

in: the losing'rOle?%Vb were seeing the..answer to thiS question acted

out among us those first two nights, according to some staff members. The

losers cane to define themselves as outside and opposed to institutions,

perhaps trying to con them, perhaps withdrawing apathetically, perhaps de-

fiantly challenging them. Their habitual way of relating to some new

organization would logically be the reverse of 'winners'. Whereas the

winners (and other players still ccr..peting for the prizes) try to psych

out the leader's expectations, the formal institutional reward and penalty

102



-92-

BEST MI RIMI ABLE

systemsiand the informal rules of the game in order to meet them,

deviants psych out: these same features in order to contradict them.

Only when a deviant has successfully contradicted the institution, can

he begin to feel in .a stable, trustworthy relationship to it.-

. .
.

A6cording to this theory, our students were prosaically, and after

a while more desperately, seeking out the institutional and interpersonal
, .

limits of the Up.ard Bound staff, in order to exceed than.

. In several cases, they did manage to establish staff members' limits

rather easily. On male tutor named Kevin turned out to be an earnest,

but overintrusive and officious intellectualizer, with a moralistic and

paternalistic tendency to define staff members' and students' obligations

to than in crisis situations., This 'let-us7reason-togetherrchildren'

.apprbachinfuriated'staff and students students'soon found
.

they could wound his pride and undermine his effectiveness in a variety

of ways: refusing to respond, denying his authority outright, insisting

that he bully than, or reporting his gaffs to sympathetic staff ears.
. . .

Susan, a female tutor, quickly revealed that resistance soon pushed her

past the point .of good in,..mtions.to.irritated, illogical anger and sub--

rsequent tears and despair. The girls, especially, thereafter enjoyed

terrorizing her whenever she opposed their wishes. In general, students

mercilessly exploited staff members' weaknesses when bored or bothered.

Other staff members, of course, exhibited a far greater capacity to

act creatively, fashioning durable relationships and common goals from

inidal distance and mutual strangeness. Luther, really unhirable on the

basis of formal qualifications, repeatedly danonstrated tenacity and
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intuitive genius in relating to the students. Ray Flcwers, a black

tutor who had remaineddisappointingly silent throughout the spring
$.0

meetings, belying my initial sense of his promise, immediately floW&-

. Jed, in keeping with his name, when .the session opened... Spontaneous

organizatibn seemed to sp'rout around him, the 'first evidence being the

;

manifestation of the International Volleyball Championships which en-
. . .

gaged everyone's attention between supper and dark.the evening of our

first full day and every evening thereafter the first week.

These staff mirn.bers seemed to gain their personal authority by a

combination of genuineness (expressing their actual feelings and acting

as they said they would), willingness to listen, an ability to be firm

without being defensive or attacking, a kind. of intuitive knowledge about

. . .

.when to act and when'to:mait,a. n ability to cambirie specifics and ab-

stractions relating their behavior to goals of the community, and an

ability to be friendly with students without denying the distinctions

in age, role, and attitudes between themselves and students. At least .

. . .
those are the qualities I could see which seemed to help them negotiate

the daily dilemmas which for others ,became untenable contradictions

again and again--contradictions between being a friend and being a staff

member or between permitting individual freedom and creating communal

order.

The strengths and weaknesses of the staff members wel. ;t emphasized by

the virtual lack of institutional rules at the outset of the summer.

- There being no impersonal limits to test, our students were forced to

concentrate their attention on persons. Here the special genius of our

1.04



.

-94-

BEST

COPY AVA

non - organization for our particular students asserted itself AlthoughCl 11

ielf .

at first it appeared that we would reap nothing but chaos, we soon ex-.
.- . . .

perienced an emergent order, in which the students were participants

.and, in fact,.in large part the determining forces. Hadmeattempted

to impose order, we might haVe Succeeded with a few students, and in

,..

..

.

time turned a few of those few into winners, but the rest would have

immediately exceeded the imposed limits, reinforcing rather than in any

way growing beyond their habitual role. . As it was, one can imagine many

students experiencing considerable indeterminate frustration as they

strove to break nonexistent rules those first days. Their exhaustion

was less hypothetical.

. .

'CI ASSES-THE NON-DEVIANTS,. TIM PARTICIPANTS., A&I? THE '0138TRuc.rm es O.

.;7..1*

Despite everyone's lack of sleep the first two nights, attendance

at classes the first days was virtually universal. Only the older high

.tchool teachers'borrectly 'diagnosed this'a,in Of'particip.dtiveriesSas

part of the students' tour of the facilities to determine what they were

.:about.td reject and to study how to go about rejecting it. As the Summer

wore on, two-thirds attendance by the students came to be considered a

'good' day.
.

. . . . ,

Of course, not every single one of our students fit the 'deviant'

syndrome as drawn. A few were pure pleasure to work with from beginning

to end. There was Penny Reeves, a diminutive white girl who managed to

be cooperative, hard-working, attractive, and unafraid of her surroundings.
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The one-third minority of whites often felt isolated and attacked in

the increasingly lack-defined culture of the program. Speakers and
. .

curriculum often focused on black issues, never specifically on White.

-issues. Music in the canton roan became alniost entirely soul rather' '

.s;:: : :". :6:?.

than acid. "We must be feeling just the

Penny could offer with sympathy during a

simply retreating into self-pity.

way you feel most of the time,"

class discussion, rather than
. .

Carlo Tithers

etvollSe4=itts:=1.6i4.1-vek41:Aziuwasivartta7 isatt:Fil:30

61 1:r.. was another non-deviant. Older than the other students by two

years and from Bridgeport rather than Kew Haven, he had taken a great deal

of initiative to find and apply .fpr the program. nxactly what had soured

him On the . street. life and lent hiin de-terin.ination to try to learn, .1could
.

.

never exactly make out. His words garbled by nervousness and his academic

record garbled by lack of skills (but considerably higher than our students'

norm of 'three- fifths F's) , he nevertheless Showed an immediate and rare
0 .

appreciation of abstract relations in social behavior. When he entered

.the.plrogram, I was confident that he understood the thc retical.relation-
,

ships among its purpose, form, and intended results with absolute clarity,

unlike most of the staff. He therefore also understood the risks involved

and the inevitability of failures. And he understood that the whole environ-

ment, not just classes, could be an arena for his learning. He even re-

cognized that his understandings and aims nude him susceptible to being

dismissed by other students as straight, particularly if his efforts to

help realize the aims of the program occurred in the form or argument or

10



-96-

public initiatives. Consequently, he never held any elected office during

the summer; neither did he take strong stands in debates about our cam-

munity, nor did he daminate class discussions. Instead, he became Me-

'linda'sclosest boy friend' during the first weer: and could be seen pro-.
;. *: 1!..: - f. !.: : .. .alt,

about the camp with her in serious conversation. And later he

took a similar role in relation to'the chairman of the Discipline Committee,

whole job was the most demanding and delicate at the school.

But, whatever their intentions may have been, a number of students

besides Penny and Carlo were hooked by the classas the first two days.

We teamed an 'administrator' wi Lh one teacher and a dozen students for

two hours each morning to deal with the week's theme through poetry,

students' writing about experiences at, the camp, drawing, records, and

diScussions of the previous nighee' movie or one that might be shown at

the beginning of the morning. Another topic of discussion during the

first week was the structure of the school for the succeedimgsix weeks. -

During the first days especially,' utort also jai:nod thJse classes, en-
:.

livening the discussions and making possible several supervised activities

: at once,. After 'the class, we would hold a. general meeting'to consolidate

the work c f the various class's towards our rules and enforcements and

daily schedule. Then fol the final hour of the morning we rounded up

every staff member and volunteer we could find and asked them to tutor

three students each in reading and writing or any other subject in which

the student needed tutoring. We hoped that the resulting privacy and

personal relationships would help break through students' resistance to

acknowledging their skill deficiencies and working to overcome them.
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Beginning and then sustaining a conversation with a class composed

almost entirely of veteran non-participants and obstructors is not the

simplest task on earth. With a Melinda refusing loudly to cooperate,

being offered the option of leaving) then blasting back into the roan

every fifteen.minutes to point her finger at evezybody and laugh, conti-t

nuity and any sort of dramatic development tended to dissolve. Moreover,

none of the students had ever participated in so small a class or in

one which was intended purely as a conversation.Cas contrasted to one

in which the teacher encourages discussion at 1113 discretion and then

wonders why students don't participate). Students reacted suspiciously,

cutting dc 7n one anther's efferts.to say anything serious, interrupting

.staff members to test their reactions, or, trying out their endless vocab-

,
. .

At the same time, most of tha instructors had already decided to shed

'deprived background' that many public school teachers bring with

than into a classroom. They had overcome the assumptf.on that 'imposed
. .

order permits coordinated effort which results in learning' for the more

; :Onerally.valid axiom that '.mutual learning creates community:whid4.in

turn generates order.' This change afforded than the luxury of concen-

trating on learning in the classroom. Secondly, they had a wealth of
.

materials at their disposal to use as they and the students wished to

explore an existential theme significant. to us all at this time, 'new

beginnings.' Instead of having to choose between stopping, or permitting

the class to be distracted by 'extra-curricular' disoissions, the teacher

could apply his pedagogical skill to such discussions to discover and in-

vestigate differences of attitude towards our not beginning;
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Third, the fact that we were negotiating our political relations

to one another opened up all student reactions in class to question.

How should obstructions like Melinda's be dealt with, her teacher won-
.

dered with the rest of the class during one of her absences. Should..

the teacher have the power to 'send her out of class?' Should.the director

.
have the power to suspend her fran school? Should there be a committee

of her peers to whom such bothersome behavior could be referred for action?

Should the, persons whom she bothered simply deal with her directly? Me.

linda stomped back out of class when asked what she thought at her next

apparition. 'But soon she was back to deliver herself 3f the opinion that

anyone who misbehaved should be thrown out of school. At a subsequent
A

reapparition she was surprised to have a quiet member of the class address .

...her'direCtly to.the effect that throwing her out of sChoel'wouldlbel much.

too easy for her and would represent a failure on the part of the school
. .*. ... .. ... .. .4 . because it would not have helped her learn anything new. .. .

In one class Simon and Garfunkel's "I am a rock" led to a conver-
, .6..

sation about how hard it was for teenagers to speak seriously and person-

.allyto one another. .In another, the analysis of e.e. cummings "Pity

this pobr monster manunkind not" burst from hesitant stutters and. de-

'1.tgatory exclamations Et. "those crazy words, that ain't haw you make

words, don't he know how to write,' into a fullblown metaphysical argument

about the relation of science to nature. In a third, same Richard Wright

haikus inspired astonishing poetic efforts by the students themselves. As

each student copied his poem on the board for all to share after a five

Minute composition period, Seth Phillips, whose toothache was yet to became
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public knowledge, delivered himself of the following sentiment:

I'm very big outside,
.

But very small inside.

. . I'm getting smaller.

Micky Robertson, the only white guy who could deal wit; the blacks on

equal terms and without fear, had written:

A room

A thousand doors

None opIns.

TUTORING - READING, WRITING, AND a TIONSFIIPS

When we broke for tutoring after the general meeting that first.

morning; I found myself paired. With. three white'student6,.Cynthi41

and Frank. Frank and I already had the makings of a relationship. On
. . . -

the way to caw.the evening before he had been as voluble EIS his backseat

partner, Max, hadbeen silent. We had agreed to spend part of each after-

noon trading my small skill in judo in return for his more developed skill
.

.in.karate (an agreement which Frank's.badly.sprAined thumb.abbrogated ,"

Within five minutes of the beginning of our first session).

Frank had al react..: browsed through our library of paperbacks and was

carrying Black Like Me when our quartet met for tutoring. Faced with the

problem of how to tutor three persons individually at the .same time,

suggested that he spend the hour reading. We quickly devised three distinct

marks he could put in the margin to mark and distinguish among words or

sentences he didn't understand, ideas or descriptions which he found new
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and interesting, and passages he disagreed .1.th or found boring. Ve

agreed to discuss what he had rem at the beginning of the next period.

In the meantime, I turned to Cynthia and Nel, suggesting that we

walk and talk, asking one another whateverquesticns we wished in order
: 10. ' .

to became acquainted and find sane work we would like to do together.

I was beginning.to feel tired and unimaginative. Someho.i neither girl

excited me. Alm monosyllables distinguished Cynthia from Nel

but they seemed alike in appearance -- pinched, pale, droopy--and in

attitude--reticent, withdrawn, lusterless. Both were sour and suspicious

about the program and the camp so far. They could foresee nothing for

themselves during theupcaming week but discomfort, boredom, and probable

hostility fran the blacks.

410E#;:apa ,.was.con iouS.:J..found it .hard. to ccm up :with questions,

or to want to came up with questions. I began to believe. that their un-
. . . . . . .

willingness'to venture beyond their shells was probably.unbreachabie.and

..'that their predictiondbout the week would.turn.into.Self-fulfilling

'phecies. Toward the end of the hour I asked than each to write a page
e .

atout their exPeriences the first.tap days in camp before tomorroe: aft:orn,:cn.

We agreed to meet in the afternoon so that I could work with Fra ik during

the morning hour. I had no idea where we might go that second afternoon.

As far as I could see, our converstaion had trickled to a stop. And I had

no hopes that their writing would be anything but a few flat, opaq).v. sent-

ences.

As it turned out that second afternoon, I was right about the writing,

but wrong about the conversation. Evidently Cynthia and Nel had discussed

iii



me at great length in the intervening day, our first conversation having

been as monumentalenevent as ever impinged upon their, lives.. Cynthia.

had reached the point of suspending her generalized distrust enough to

risk asking me sone questions about mySelf. Whereas the.day.before the

girls had contented themselves with asking mo. a few formal questions in

an uninterested 'cone and without pursuing than beyond my initial reply,

. Cynthia naareturned to my first answers and pressed further. What was it

like to go to school in a foreign country? Did E like it? Did I make

friends? How did it feel to leave one place and go to another? And as

I told stories about my childhood, pausing to ask them whether they'd

had similar experiences, but not pressing when their answers remained

flat, Cynthia's questions became increasingly personal. 'What were my

father Did married?

Our second hour.flew.by far more' pleasantly than the first, but I
. ,

'still had no idea what .kind of work we could do' together. Their writing
". IS

hadturned out ,to be sUrprisingly.ccMpetentteChnically, but ScCtrechanical

. and unrevealing that.I could find no clues for further writing assignments.

This time I asked theM each to choose a book that interested heir from the

paperback library and begin to read it, noting in the margin whatever

. questions it made her think of.
. .

The third afternoon we began by looking at the books together, at my

request. 'Path claimed they liked their chosen book, but neither could say

why. Nor had either written any questions in the margin. They didn't know

what kind of questions I wanted, they told me, nor what passages merited

questioning. That kind of passive response by students always angers me,

x.12



-102-

no matter how often I hear it, and even though I know that they have

been trained by years of school to respond in that way. This time,

however, my anger was somewhat dissipated by an air of positive ex-

pectation on.the'part of the girls, a sense that the. discussion of

.
.

.

reading was'a mere preiimihary to the real' work of the af-terncon.

As my slightly prolonged silence indicated I was willing to let

the subject of reading drop, Cynthia moved into the vacuum as she had

the previous afternoon with more questions. This time, however, the

questions were about herself. What use was schcol, she wondered, es-

pecially since she planned to became a hairdresser? Why were she and

Nei such good friends, yet neither felt friendly towards other people?

How could the black girls stand having the guys touch them so much'even

boyfriends?.,. 1 .

Nel showed no indication that she was about to raise similar

questions about.herself;but she.did 'confess', with the first glint .

.

1
. .

fiad Seen in her eye and a flush, that Cynthia was her best friend and
.

that she didn't see any reason to take a.chance on making other friends

as long as she alieady.had one.
.

I felt we'd struck pay dirt. As the girls chatted animatedly, with

an occasional question fran me, I formulatal a writing assignment for

them. Each was to desdribe the othei as fUlly as possible and give her

opinions about what the other ought to change about herself, what was

keeping her fran changing, and how she could go about changing. Neither

was to share with the other what she had written until the three of us met

again the 'following day. (This provision was intended to free than from
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one another's probably-inhibiting surveillance and to heighten the

dramatic tension.)

They accepted the assignment with many a question about what I

meant by each part, how long it should be, etc. I could see they were

enthusiastic enough about the project to define these things for them-

selves, so I walked off laughing despite their protestations.

I must say that I found a curiously tangential aspect of our

meeting the fourth morning the most touching and symbolic. I was de-

lighted by their writing- -I'm sure they both exceeded by far their

longest previous paper, each generating more than four pages, and

their descriptions and disagreements fueled conversations and papers

for another week; but my memory of our conversation is a little vague

beaause:rwasmainly.dazzled apphientl

independently, made themselves.. Ican't really describe what made

them look so pretty. To say that they were wearing dresses and seemed
. .

to have done their hair doesn't really Capture the esSenceof.the matter.

It was more a matter of wilted balloons being blown up than of Christmas
4 .6

. trees being decorated, it seemed to me. Or maybe the entire phenomenon

occurred in the eyes of the beholder.

RESULTS AND IRONIES

The excitement about writing was somewhat more permanent than the

prettiness. Although Nel soon reverted to her sour look, she continued

writing, beccmdng interested in oonversational dialogue and using a tape.
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recorder to get a clearer sense of its rhythm. Cynthia ventured onwards,

writing for our weekly newspaper and testing some new friendships.. It

was clear to me that Cynthia was going to qualify as one of our great

successes of the sturmer..

Then after returning home for the third weekend, Cynthia didn't

show up at the college Sunday evening at the beginning of the fourth week.

Nel reported Cynthia was not cooing back. I found her at home later that

Week. She said that all the changing she was doing seemed likely to her

to make more school and some other career besides hairdressing reasonable.

She felt she had too much of herself invested in being a hairdresser to

change that, so she was quitting Upward Bound before she really began to

want to do sczrcthing besides hairdressing. The emotional illogic of her

argument (if she ever got'to the point of preferring seine other career,
.

wouldn't that in itself indicate that she was no 'longer invested in hair-

?
dressindd was impenetrable. I could not influence hek.. in the slightest.

At first I thOught there must be some other reason, connected' with

her family, that she was unwilling to talk about. But none ever emerged

thiough Nel or other students who knew her: Nor was I able to discover

any evidence of same traumatic experience occurring to her within the

program. Had she simply became scared by the speed with which she was

changing? I don't claim to know. I'm still surprised that it was she

who quit and not Nel. And even more surprised that Nel didn't quit after

Cynthia did. I could have sworn that Cynthia's presence and example was

the only factor that held Nel at the program from day to day.
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Meanwhile, my third tutee, Frank, had launched himself into the

prograM in a painful frenzy. Neither in reading nor in writing did he

need cajoling. He waded through four bookS during the first week, all

'about aspects of black experience in America. He took to 'writing essays

and asserting his opinions on a range of topics, focusing around social

problems of race and poverty. His pain was first visible only by infer-

ence in his rigid posture, dilated eyes, and tense, abrupt gestures. Next

I began to wonder why he was reading so many books about blacks when his

essays and conversation were a steady stream of vituperative condannation*

against them. Then he began to ask me strange, indirect questions: did

I think black wpmen could in any.sense be considered beautiful? If my

father had believed something very strongly before he died, would I con-.

sider myself a trait-r to his memory if I acted counter to that belief? .

..., ,.

Finally, I began to suspect the pattern in his activitsr%hen observed

him during the day wandering about apparently alone yet constantly watching

Carmen, one of our spectacular black girls. He had obviously become in-

fatuated with her, despite his father's teachings. HiS own sense of order

was built directly from his father's but had yet*to solidify, so he was,

living in a brittle state of ambivalence and fear, tortured and tempted by

his attraction to Carmen.

.

'Black women are immoral., he would inveigh to me; blacks have no sense

of order or discipline; of course I have nothing against them, but I will

not room with one at the college; that's asking too much, an invasion of

.privacy; when my mother hears this is a program for blacks, she probably

won't let me continue anyway. In the meantime, he would wanrier in the
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vicinity of Carmen, only once, as far as I saw, approaching as close as

a ping-pong game with her.

After the first week at camp, Frank's productivity fell off. He

began to complain of headaches that made it impossible for him to read
II

for more than a few minutes at a time. He complained bitterly and

constantly when, being th4nly white in his tutor group, he was roomed

with a quiet black fellow at the college. .He let it be known that his

karate blows were lethal and that he would not hesitate to use his skill

in self-defense. He practiced loudly in the living room of the three-

roan suite. And, of course, the black students quickly diagnosed his

over-earnest tension and consequent susceptibility to mock adulation

and indirect inuendo. They took to teasing him until, nearly losing his

control, hewould rush to a staff member and complain that he was being

theatened.. In fact, as the black students would then innocently claim,
. .

it was usually Frank who issued the direct threats and made the overt

derogatory 'comments about race.

.OTII IRONIES,. OTHER RESULTS

Once again, Luther turned cut to be the key staff member in the act.

Somehow able to summon up more sympathy for Frank's dilemmas than others

of us, he initially engaged in long, off-stage conversations with him.

These conversations eventuated in the suggestion that Frank and Luther

room together. So, by the end of the second week, Frank was in the curious

position of rooming with a black to avoid rooming with .blacks, finding

sympathy only from a black staff member for his complaints about lack of

sympathy on the part of blacks.
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Did this irony, and all of Luther's effort to perpetuate it, have

a healing effect on Frank? To hear Frank speak of his respect for Luther

as the first black person whom he had really come to know, one v.ould say
" .

yes. Tc; hear him *speak of *how the blacks ruaned the program and made it

Worthless, without acknowledging either his own destructive behavior or

his learning, one would say no. To =pare his record at school the year

before the program to his record the year after, when his marks rose an

average of two full letter grades, one would infer yes. To hear him

defend and insist desperately on agreeing with his mother that he should

not return to the program a second summer because of the blacks and be-

cause she needed more money, because his performance at school proved he

didn't need help,.and because it was time he quit school altogether and

earn a livings one would infer no. What isthe total. healing score? .
'41 -1 +1 -1 = 0, calculating*one way; two-fourths, calculating another;

perhaps still open to future influences, calculating a third way.

118

.



-108-

VI. A NEW DI:MIMING (II)

The afternoons at the camp were hot and slaw. The lake shore

became the main gathering spot, although an occasional couple could

be seers playing ping-pong or reading in the hall of the main lodge,

throwing a football on the playing field, poking the captured snake

with a stick, or engaged in tutoring under a tree.

The early evenings after supper became more definitely and more

electrically defined than the afternoons by Ray Flowers' announcement

of the International Volleyball Championships, to begin as soon as

teams signed up Monday night. Thereupon,. Rick Bayless, the Vista Vol-

unteer who'd turned up at camp with us, arose to explain in a tone of

calculatedly infuriating braggadocio that his team was prepared to de-

fend its championship against all comers. Upon being deluged by demands

to name his team, he appeared to consider whether such a revelation would

be strategic, then inadvertantly leaked the information that it had yet

to be formed.

Twenty minutes later Rick was loudly captaining and coaching his

new team, himself by far the least competent player on it, to victory

over an at least equally ccmpetent but completely psyched-out opposing

sextet, the 'stands' alternately yelling for Rick's head and rolling on

the ground, helpless with laughter at his most recent error. Most of

his errors were recouped by the play of his moody star, tall John Darius,

who batted the ball as hard as he threg a football .quarterbacking his high

school team.
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But John, as the kids put it, "got an attitude" each time he made

,a, mistake or thought his team was being cheated. Then the hidden function

of Rick's humorous over-coaching would assert itself, for he could put

his arm around John's shoulder (quite a reach). and parade him back and

forth across the court, joshing him out of hi3 momentary determination

never to touch a volleyball again.

The imminent victory of Rick's team led to a murmur among the

watchers, "Wait till Henry organize hisself a team." And with the victory

of Rick's team, another challenge was issued by a team that boasted Henry

Aston, the best basketball player at the camp, on its roster. Henry was

as quiet and unobtrusive as John was flashy. He had not organized the

team, nor did he captain or coach it He merely played hard and well,

especially courageous in leaping up in front of smashes by the opposing

team to have than caraun off his hands, arms, or face and land in the

opponents territory before they realized that they had not on the point.

But this was not enough. His team lost.

Each succeeding team to challenge Rick's included Henry Aston on

it, and each team lost. Rick's team, of course, was becoming increasingly

cohesive and increasingly skilled as they continued to play together.

Moreover, John's "attitudes" became more and more infrequent.

At the same time, two other processes began to work on the situation.

Rick's team was becoming more and more over-confident. And Henry Aston

was becoming more and more interested in the organization of the opposing

team.
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Rick's team reigned as champion all Monday and Tuesday evenings, but

the first real challenge occurred Wednesday evening at supper when Henry

quietly announced the formation of an All-Star team to meet the current

champions in a too -out-of -three match. The All-Star quality of the team

resided in its inclusion of girls and staff members as well as boys.

Despite the presence of Rick himself and little Grace Hudson on his team,

it had been assumed the first two evenings that the six strongest indi-

vidual players among the boys would form the strongest combination to beat

Rick's team. Only graduhlly did the analysts perceive the positive in-

fluence of Rick's antics, of Grace's determination, and of the other

players' efforts: to compensate for Grace's lack of height.

It also took a while for the pattern of the games to suggest the two-

out-of-three gambit. For Rick's team would predictably build up a big

lead over its opponents while they struggled to integrate their strengths .

and compensate for one another's weaknesses. Then the two teams would

play evenly for a few points until the opponent would yield to demoral-

ization as Rick's team neared 21.

The first game yielded the predicted result, except that Henry's

team pulled to within four points of Rick's before yielding to defeat.

Throughout the game Rick's team maintained the calm self-assurance and

taunting over-confidence that had so devastated its earlier opponents.

The beginning of the second game served notice, however, that some new

ploy was needed. For Henry's team reversed the usual sequence, piling up

a large lead. Rick called a time-out and tried to rally his team, but it

had became unaccustomed to playing under this kind of pressure and was
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unable to head off the opponents. One to one, and the fans could sense

that Henry had built the team of the future.

But the most surprising feature of the third game became John's

attitude, or rather his lack of an "attitude". Instead, with Rick tem-

porarily unsure how to weld the team together, John took over. Both

teams on even ground now, they fought point for point, r.mry's team still

the sentimental favorite, but the watchers wondering what would happen to

John if his team lost after all he was putting into it. "John ain't

never lost nothin' without he develop a attitude. The way he holdin'

back now, he lose, you see a super-attitude."

John's team, as it was forever after known without anyone noticing

the change, lost. And there was John, to everyone's amazement, reassuring

his teammaxs that they'd played hard and congratulating Henry on his team.

I have described these volleyball games in such detail because they

first contrasted so strongly, then dovetailed so magnificently, with the

re" r'10 ql<0;(
development of a formal structure for the school.
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Weren't these like assemblies at school, where somebody on the stage talks

at you while you talk and play among yourselves, occasionally hoot at the

stage, and try to incite the teachers to throw somebody else out? So, the

first and second mornings, while I was trying to ask them what areas of

school life needed organization and who should do it, pandemonium ruled in

the hall of the main lodge. Even if I managed to get a student's attention
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Whereas the volleyball games created a well-defined competitive situation,

demanding familiar physical skills, our general meetings to determine the

school's structure were necessarily ill-defined at the outset, hopefully

cooperative, and demanding of unfamiliar social skills.

The students initially adapted to thr3gcneral. meetings by treating

them like school assemblies--the only non-athletic occasions Involving a

whole school with which they were familiar.
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by taking his intended aside seriously or even when same student made a

directly serious contribution, no one else was listening. Or it one side

of the roan momentarily quieted sufficiently to listen to one of its

midst speak, they were soon diverted into screaming imprecations at those

not listening.

SELF -DErERMINNTION OR ANARCHY

Our experiment in self-determination threatened once again, as it

did so many times those first days, to collapse. In retrospect, it is

easy to see that it had not yet begun. But at the time I felt as though

/ I was misrepresenting matters when, at the end of the first day's meeting,

I announced the five areas of school life that "we" had decided reqUired

structuring. The "we" amounted to several suggestions shouted fran the

floor, as well as a couple of things I'd had in mind, which made sense

to m. Most persons present hadn't heard then mentioned, forgot them as

soon as they heard me summarize them, and probably didn't know why we were

there in the first place.

The second day provided a slightly different experience. I had

assigned one area to each of the five class sections to create a plan for

the school by Wednesday. Since the teachers raised these issues with

their sect -.ions Tuesday morning, most students became aware that something

was happening and that something had happened at Monday's general, meting.

Of course, they didn't really believe they were to have power over

such intimate features of their lives as when and how long classes should

occur, when they might wander off campus and about town, and whether there
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should be any lights-out policy. So Tuesday's general meeting maintained

the same level of pandemonium as Monday's but this time focused accusa-

torily at me (this is progress?). If they could do what they wanted, why

did they have hive any classes at all? Could boys and girls roam

together? How about placing only students on the discipline cammittee?

Who made the decision that Jim Walsh's section would deal with rules about

visitors? Why didn't I agree right away with the suggestions that were

being made?

I felt exhausted and persecuted after the meeting, especially when

several staff members who had all along doubted the possibility or efficacy

of self-structuring adopted an I-told-you-so attitude towards me. I was

disheartened by 'the unreasonableness of the students who seemed totally to

overlook the need to reach common agreements rather than just establish

individual preferences. Not until Grog sat down with me could I begin

to see the emotional, developmental logic of moving fran powerlessness, to

self-assertion, and only then--only once one has a sense of personal

efficacy--to common organization. So they were practicing self-assertion

on me? That was Morris' optimistic theory. Optimistic?...

The third morning the attack shifted from me to the student repre-

sentatives from each section who rose to deliver the preliminary plans

devised by their section. It may have been because each representative

had a dozen backers to help quiet the others or because each sect'm wanted

its plan listened to that I thought I mid detect a slight hiatus here

and there in the commotion. But nevertheless the representatives were

annoyed and defensive about their reception. If they tried to argue points
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with their questioners and detractors, the latter would turn away or

the argument would be overwhelmed by the hubbub. I tried to help the

speakers by occasional shouts for order, encouraging than to go on, or

noting the occasional point that seemed to receive general assent or

general dissent. Afterwards we ran off a two-page summary of the dif-

Ierent proposals for the sections to study the follwing morning. Each

section was also to review its own proposal in view of the comments at

the general meeting and check for any inconsistencies with the other

proposals. We were to make final decisons the next morning.

Something made the fourth meeting more meeting-like. Perhaps the

tangibility of proposals on paper and votes being taken made the dif-

ference. PerhapS emotional development had been occurring amidst the

apparent disorganization of the previous mornings. Perhaps the sections

surprised one another into attention by modifying their proposals to

take others' opinions into account. In less than an hour a series of

consensual or majority decisions were reached about morning and afternoon

schedules, visiting hours, rules and enforcement. All of the decisions

seemed to take into account the foremost needs of students, staff and

parents. The decision about enforcement was perhaps the most memorable

because it constituted what was to became the most significant and con-

troversial corporate body during the sunrttr --the Discipline Ccmmittee.

The committee was to consist of fifteen members, ten students--two from

each section- -and five staff - -two tutors, two teachers, and an adminis-

Atrator. Elections were to occur Friday morning.
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HE STARTED IT wiral HE HIT NEE BACK

Thursday afternoon I drove into New Haven and back, picking up some

equipment and pay checks for the staff. It was the first afternoon I

could imagine leaving the camp and returning without chaos intervening.

(Why do so many of us equate leadership with .indispensibility ?)

The drive provided me with my firSt moments of quiet reflection

during the week, and I felt pleased. I could never have imagined work-

ing so hard, or having so much happen around me, or feeling so much at

sea, nor could I have imagined our new beginning 30 definitely new, or

so many relationships forming, or the students so colorful and stimulating.

It seemed clear that we were going to make it through the week, that we

really were going to do something together, and that persons were already

beginning to change dramatically and positively.

Fran this 'high', the sinking sensation in my stomach was especially

pronounced when I parked outside the dining hall on my return. At a time

of afternoon when everyone was customarily dispersed in the vicinity of

the shore, all the students were congregated around the dining hall,

muttering among themselves ominously, not a staff member in sight.

I found the entire staff assembled in the dining hall, talking angrily

around a weeping Regina, one of the tutors. Greg briefed me in a whisper

while my other ear and my eyes took in tones and signs of tension, wounded

pride, and polarized conflict. There had been a fight at the shore, Greg

told me, between several students and two tutors, Regina and Tam. Other

staff members and students had rushed up to part the conbatants, but not

before ugly words and hard blows had cmbittered them. Now Regina and Tom
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and same other staff members were denanding that the six students be

expelled from the school because their kind of violence would otherwise

destroy the school and the dignity and authority of all staff members,

Other staff members were arguing vehemently that unilateral ex-

pulsion of students by the staff would destroy the school and our cre-

dibility, since we as yet had no rules to govern such a situation and

were thus governed only by the principle of collaboration with the students.

TO break this principle was to become untrustworthy and inauthentic.

Time was critical. The longer the conflict continued between these

two philosophical factions on the staff the more divided they would be-

came, and the more divided the staff as a whole would became from the

anxious and angry students outside. At the same time, I felt totally

uninformed about what had actually happened. Who had 'started' the fight?

What had the dispute been about? Why had other measures failed? It

appeared the rest of the s ff knew the answers to these questions, for -

they were no longer mentioning such concrete matters.

I did not know what to do. It was clear some kind of leadership

was desperately needed, and the way people turned toward me when I entered

indicated that they expected the leadership from me. Yet in terms of

knowledge about what to do, I was the poorest present. And, to find out

would take time we didn't have.

I forestalled decison for one minute by moving around to three staff

members who I knew had rapport with the students and asking than to go

'outside. I didn't tell then what to do. The situation was too far ahead

of any of us to merit instructions.
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For. a =rent the argument around me bordered on the concrete. Each

,side charged the other with responsibility for the fight. No deatils

mentioned or arbitrated, they burst on to other abstract accusations.

But I realized tha: the concrete facts of tne case had yet to be agreed

upon by the arguers. I was not the only one who did not know what had

happened!

That gave me the courage to do what T had thought there was no time

for a moment earlier--ask what had happened. Or : :other, I jumped in

strongly and insisted that each 'side' tell what vents and interpretations

made the other side responsible for the fight.

A clear portrait emerged. Several fellows were teasing one of the

girls, pretending they were going to throw her into the water. As was

often true among our black students, the play was noisy and touchy. Boys

put their arms around the girl and she screamed.

Many of the staff had great difficulty distinguishing when amusement

turned to anger, mutuality to coercion, and control to chaos in such

situations because we associated all touching-cum - screaming with anger,

coercion, and chaos. Regina decided that anger, coercion, and chaos was

occurring, so she moved quickly into the group to rescue the girl and

put a stop to the harrassment.

In so doing, she shoved Jimmy, the smallest but fieriest of the boys.

He struck at her. Seeing this, Tan, who was Regina's boy friend as well

as fellow tutor, dove into the fray, tackling Jirany. With this, the other

guys in the group fell onto Tom. 1.29
Regina and Tan now saw the students as responsible for the initial

''anger, coercion, and chaos', for hitting Regina when she came to rescue
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the girl, and for fighting Tan when he tried to rescue Regina.

Others saw Regina as guilty of misjudging a perfectly ordinary

situation--she being middle-class black (as was Dom) and thus as asensual

as us whites--and of then unpardonably assaulting a student physically

%aggressive touching becoming a very different act when the aggressor is

associated with authority). Tam was also seen as overreacting subject-

ively, losing his temper because.Regina was his girlfriend.

Reports from outside indicated the students involved in the fight

as well as those on the periphery all felt that the teasing had remained

good-natured. But these reports had to be taken with a grain of salt,

since it was clearly in the students' interests that that be the inter-

pretation.

THE THAT DIDN'T FALL

In short, there was no objective observer of the situation which

caused the conflict. Therefore, neither side could be prawn 'wrong'.

More than that, like Berkeley's tree in the forest, not falling if un-

heard and unseen, neither side was right or wrong. No common culture or

code yet existed among us within which there were rights or wrongs. But

this condition was itself so unfamiliar that it had remained unperceived.

Persons when deeply threatened assumed they knew what they were talking

about.

Once we'd reviewed the facts most staff members saw that the primary

issue was still to create carmunity among us, raLher than to brand one side

or the other as responsible for disrupting an imaginary community. The
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whole incident in fact spotlighted a form of behavior that seemed to be

anathema to all: physical violence by any member of the community. If

we could agree that for us violence would be a wrong, our sense of coml-

munity could be enilanced. The incident also spotlighted the danger of

acting on one's own assumptions about what was happening in a cross-

cultural situation rather than questioning the participants.

Regina, Tan, and the students were still much too angry and wounded

to want to learn any lessons fran the experience. Nevertheless, I felt

it critical that watever happened next occur in the presence of the whole

community. Otherwise the continued division between staff and students

would poison relations more than any conversation within either group might

heal them.

At this point, decisions were made quickly. We asked the students

to join us in the dining hall. Nhile that was happening, questions arose

about who should speak, what line should be taken, what result we would

seek. I can't recall exactly how the decisions were reached in that brief

minute, but the outcome was a perfect balance. I spoke first ars leader of

the whole community to make clear what would be done--what was going to

came down.' I said simply that the incident was obviously disastrous,

that our whole endeavor would quickly disintegrate if we had further such

incidents, that nobody was to blame in this case any more than anybody else,

that fran this moment there would be a rule of no physical violence between

any members of the community, to be enforced by expulsion for offenders

-whether they be staff or students, and that we would continue to met to-

gether now until we resolved the conflict.
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The students relaxed immediately and disbelievingly. A murmur ran

around the roam. They had expected the staff finally to unveil its power,

now that there was a crisis, and prove that all the collaborative talk was

bullshit. They had expected to have a fight and be beaten. They were

disarmed.

But, being well-versed in the politics of chaos, they quickly imagined

the next problem: "Tom and Regina never goin to live in the same house as

Jimmy an them. They be out for each other every night." So the students

nearest in3 forecasted.

Now Rick spoke to the community. It had been agreed that he was the

member of the community with maximum credibility to all, knowing the

students more intimately than the staff and not being a staff member him-

self. He also spoke in the student's idiom which I could not yet even

fully understand. He repeated and filled out what I had said, reminding

the students of what they'd hoped for and still needed out of the program,.

using examples from the street to illustrate how damaging vendettas ar-

ising from false pride could be, citing my action as final proof that this

program was different, and so forth. He gave a long rap, picking everyone

up with his urgency and reinspiring them, just when the darkening evening

and the prospect of having to start from scratch to prepare a delayed dinner

threatened to intensify the gloom.

When he felt he had reopened the possibility of hope, Dick pressed to

the conclusion that on the spur of the moment seemed to him the most feas-

.ible. Be insisted that for the sake of the whole program all the partici-

pants in the fight join him outside in order to work through their bitterness
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to a reconciliation. 'Let's go!' he ended, turning to the door.

Into a moment of tense stillness, I called on everyone else to help

prepare tonight's dinner, trying to stir up as much common activity as

possible. I could see the participants in the fight using the commotion

to cover their exit, while eagerness to quell hunger pangs knit the rest

of the group into a more smoothly functioning unit than I had yet seen.

In retrospect, Rick's last action seemed a stroke of genius. The

community had not yet developed to the point where it could have helped

the intensive confrontation required among the participants. And, in

front of the rest of us, the participants would probably have sought refuge

in their wounded pride. Yet the matter needed immediate resolution. None

of the combatants would likely have taken the first step towards a peace-

ful settlement. But by their willingness to step out the door and face

one another they all implicitly took that first step together.

A11 I know 'about that little meeting is that Rick began by insisting -

that whatever was said belonged only within that group at that time and he

never wanted to hear any stories about what went on from others.

Just as everyone: sat dawn to a cold supper supplemented by hot dogs,

the little group re- entered the dining hall, and Rick announced shortly

that everyone had shaken hands. The dignity of the event spoke for itself.

Everyone, students and staff, was amazed.

After dinner it was too dark to play volleyball, so some of the girls

popped the popcorn while an unusually large crew washed dishes and then we

"watched our nightly movie (the lighting at camp was much too poor to con-

template anything like nighttime studying). Everything was back to "normal."
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THE BUS DRIVER'S CONTRIBUTION

Or so it appeared.

The next morning sections elected representatives to the Discipline

Committee. During the general session the committee held its first meet-

ing before the rest of the school, the five staff members joining the

students in electing a chairman, vice-chairman, and secretary. John Darius

became chairman, as though in official recognition of his transformation on

the volleyball court that week. Earl Smith, quiet and dependable, was

elected vice-chairman. Carmen was chosen as secretary.

Then our sense of solidarity as a unit received an unexpected boost

from our bus driver. We were ending our first week with a trip to the

Newport Jazz Festival, leaving in the early afternoon and returning to New

Haven after midnight for weekends at home. We had chartered one bus,

expecting to squeeze the rest of the students in with staff members driving

their own cars.

Exhausted by the whole week and drained by the conflict on Thursday,

a number of staff members said they would prefer to return directly to New

Haven to sleep Friday afternoon. Still shaken by the fight, other staff

members felt that the chances of maintaining any semblance of order on a

long trip to a public place appeared minimal. They argued that we cancel

the event altogether and return straight to New Haven.

At the last minute, I found myself plagued with how to find enough

drivers and whether to go at all. Exhausted myself, I felt unable to make

^the decision. Luckily someone countered strongly that not to go would be

to accept the assumptions about the students' behavior that we had refused
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to accept the previous evening. So, relying on this idea, I overcame

my tendency to vacillate and to let each staff member decide for himself

whether he or she vould make the trip. I decided we were going and that

a minimal number of staff must accompany us. I was surprised to find

staff members who had requested not to go responding willingly to my de-

cision that they must come. So preoccupied was I with having decisions

respond to individual needs that I tended to forget that individuals often

respond to well-defined mammon needs.

In any event, the point of this story is the bus driver. He could

not be found. About to depart in a car myself, I wondered why the bus,

full of students, still awaited departure. No one knew. The bus driver

had simply disappeared. A search revealed him cursing over the pay phone,

trying to get through to his superior. What was the problem, I asked.

"I'm not driving that bus," he spit out with animosity and finality.

Perplexed, but unsure whether he would offer me another ansver, I asked

why.

"No one over twenty-one on the bus. No one with authority."

Again, time was of the essence. If he got through to his superior,

confusion would reign.

"Why are you calling him?" I asked sharply, demanding his attention.

"Why didn't you find me? I can solve that. First, there is someone over

.twenty-one on the bus now, one of our resident tutors. Second, we have six

staff members on that bus altogether, so there's plenty of authority. Third,

if you like, I'll come along too."
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"No one can control those hoodlums," he shot back. "I wouldn't be

caught dead driving than all the way to Newport and back. They'll slit

all the seat covers on my bus."

"I'll take full responsibility for the behavior of the students,

and if you tell your boss you're not driving I'll demand he fire you,"

I said, meeting his raise, but not enjoying the game at all.

He decided to pass. "You'll came too?"

"Yes."

"Well, okay. But I'm going to tell them if they give me any trouble,

I'm dumping than right out on the highway. The whole lot of em, right

then and there. I don't care where we are."

That kind of ultimatum to the students was more likely to become a

self-fulfilling prophecy than a preventative, hit it was clear I was not

going to educate him about such niceties in the not minute, so I fled for

the bus instead. I rushed up the aisle as he lumbered towards the, bus,

whispering urgently three times to those nearest something like:

"The driver's a bastard. Didn't want to drive us. But he's going to

now. Don't pay any attention to what he says. Just play it cool. He's

got the power. We got to play it his way to get thereto get what we want."

I must admit whispering those fe,4 words gave me more immediate pleasure

than anything else that week. Because it was so obvious from my tone and

from their looks that we were on the same side. Once again, the truism that

unity is most easily achieved in the presence of a common enemy was borne out.
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But matters tottered on the brink for another minute. Not all the

students had heard my hurried whisper, and others had probably not register-

ed all its implications. So, when the bus driver strode a few steps along

the aisle of the bus and delivered his ultimatum in the same utterly dis-

respectful tone I had heard, he evoked what I can only call a murderous,

rising murmur fran score students. But before a second had elapsed other

students turned to them to begin cooling them down. Two students nearly

got into a fight as one clapped his hand over another's mouth. The roar of

the motor then covered the animated conversation about the driver that con-

sumed everyone's first hour.

Whatever may have been responsiblethis beginning, the elections

that morning, the resolution of the fight the day before, or simply the

students worldly knowledge of haw to "keep a scene together"--the trip both

ways and our time at the Festival that evening were utterly tranquil. I

remember Carlo marching 'about proudly with sweet Melinda on his arm.

UNITY OF DISSIDENCE?

So everything really was back to normal--whatever we mean by normal

in constantly changing situations.

Or was it?

Over the weekend, as Greg and I moved into the Yale residential college

we were to inhabit for the next six weeks, he introduced me to a side of

the first week I had not been aware of. He had most recently conversed with

tUsan, one of the white girl tutors, who had continued tearfully far into

Friday night while the rest of us were at Newport. She was more than exhausted

and drained; she was devastated. 137
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As mentioned earlier, Susan was one of those staff members whose

limits students had early reconnoitered and attacked. Tb her, the

Thursday evening decision not.to expel students had seemed the last

straw. Her authority flaunted the whole first week, she had looked for-

ward to succeeding weeks when rules and enforcements would give her same

handle over the students. But the lack of support fcr P-Igina and Tom

and then Friday morning's decision to place ten students on the Discipline

Cammittee spelled hevoc to her. Moreover, she could not overcame her

anguish that the students did not appreciate what she was trying to do for

them.

She was not alone in her feelings. According to Greg, she had already

begun to associate mainly with Kevin, Regina, Tom, Gail (a withdrawing

wemanwho was already putting most of her energy into her role as art

teacher while avoiding difficult confrontations), and Douglas (one of

our three middle-aged staff members). Douglas was a high school science

teacher whose style leaned heavily on lecturing and who had achieved least

successwith his . action the first week.

Greg feared that if these staff members weren't given more support

their inadequacies would lead them to became a dissident clique. His talk

with Susan had begun the support process, for she had ended with nee under-

standing of our purposes and renewed, if fearful, commitment to try again.

Greg's acceptance of her made her realize that failure did not have to re-

sult in censure, that it could also result in friendly analysis, new

learning, and increased success in the future. Of course, the students too

had been exposed to only one alternative in cases of failurecensure so

it was not surprising they should censure her for her failings.
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After her conversation with Greg, Susan wavered through the summer.

I could see her obvious efforts to curb her temper, rejoice in the oc-

casional breakthroughs, and consult other staff members for support when
.

she encountered sale block.
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Looking back over that first week, I can see that I experienced and

trusted an intuitive sense about when to 'take charge' much more than I

ever had in situations with the staff during the spring meetings. Whether

it was a matter of formulating an assignment for my tutees, or of pushing

toward governing structure despite chaotic meetings, or of making instan-

taneous decisions during Thursday's conflict, I did' not become paralyzed

by the apparent inconsistency between unilateral leadership on the one

hand, and a commitment to collaboration on the other hand. Instead,

,without reflecting about it, I seemed to realize that persons were not

yet fully capable of pure collaboration and that there were ways in which

I (or someone else, such as Luther with Melinda), could structure sit-

uations that preserved and even enhanced our collective capacity to col-

laborate in the future far more effectively than refraining from a strong

initiative would have. Or, to put this differently, even in a situation

of pure collaboration a particular person, such as Rick after the fight,

may take what appears to be unilateral leadership at a given moment be-

cause he succeeds in exPiressing a common aspiration. Or, to put it still

differently, there is a principle or spirit of collaboration which a

,single person or a minority may sometimes have to defend against the

momentary impulses of the majority. I felt in this position at our

general meetings the first two mornings of the week.



-128 -

VII CHAOS OR CREATIVITY?

By Sunday evening the staff was rested and enthusiastic about the

coming week. Two full nights sleep and same relaxe4 discussion of the

first week made it all seem worthwhile. It was dpar we had come a long

way and, in any event, there would never be another week like the first.

Now we were back in an urban, academic setting where we could more easily

control the students and help them get down to work. Moreover, we would

now be working with a collaboratively agreed upon framework, with rules and

an enforcement proces.

In a straightforward demonstration that they weren't exactly negative

about the program. themselves, students began appearing at the locked college

gate from lunchtime on, five hours ahead of schedule. While reassuring,

their early appearance was not particularly convenient since many staff

members were away, and the guard, whose presence was required for the gate

to be open, did not lame on duty till later.

This matter of locked gates can use some explanation. The Yale re-

sidential colleges are built on the model of medieval castles, complete with

moats. During the academic year their gates are open for the most part, but

during the summer all gates to the colleges remain locked. We haa arranged

to have two guards.man one gate and patrol the college for sixteen hours a

day. From 11 P.M. to 7 A.M. all gates to the college would be locked. Staff

members were given gote keys.

Living in rooms with lockable doors meant that students in the program

could bring record players and good clothes with them, and we were amazed
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at the loads of paraphernalia that began to be imported that afternoon.

It had never occurred to us that we would have to decide whether students

could bring televisions. On the spur of the moment, envisioning endless

competition for front row seats and a constant diversion from school work,

we ruled out t.v. The father who was busy installing a set meekly com-

plied.

Living in rooms with lockable doors also meant that particular

persons were assigned to particular roans and only they had keys to that

roan. Ibis procedure contrasted to the more open cabins at camp where

whole tutor groups had shared space.). The students had complained bitter-

ly of the primitive accomodations at camp, so the staff was unprepared

for the new complaints they began to hear Sunday afternoon. Now the

complaints had nothing to do with primitiveness. Indeed, the moms were

virtually luxurious. These complaints had to do with the roaming cambi-

nations de3igned.by the tutors. Nobody seemed satisfied with their pro-

spective roommates.

Fran the first night onwards it became vitually impossible to keep

the students in their own rooms. It turned out that the roommate issue was,

for the most part, a symptom of students' unfamiliarity with so much personal

space. Several students complained that they could not sleep in a bed by

themselves. Often when I waked the boys in the mornings, I would find six

or eight asleep in the same suite, two or three to a bed, others draped

over chairs.

Living in rooms with lockable doors also meant that there were things

to be locked away from others. But the mobility among rooms and the presence
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VON
of many entryways of unused roans filled with Yale students' valuables

presented unparalled opportunities for increasing one's share of the

wealth. The unused entryways could not be sealed off, for hallways con-

nected all entryways on the top floor and through the basement. Students

missing valuables and unused roans broken into became major irritants of

the summer. To rrake matters worse, the regular presence of visiting

friends cf the students during the early weeks made it difficult to

determine to what extent the problem of thievery was internal and to what

extent external.

The initial policy on visitors was that each student could have two

visitors during the afternoon or evening, so long as he or she remained

with than. Within two days this policy proved unbearable to all of us.

Friends of students would appear at the gate, announcing their intention

to visit so-and-So. By the middle of the afternoon as many non-program

teenagers as program members would inhabit the college, most of them un-

attached to anyone. The visitors wittingly and unwittingly interfered

with many of our activities.

Twice that week we curtailed our visitors' policy, once at a general

meeting in the morning, once in the Discipline Committee (which without

formal decision becameJa legislative body as well as judiciary body). By

the end of the week, visitors were permitted only Tuesdays and Thursdays,

had to be met at the gate by their host, and had to carry a tag with their

host's name while visiting.

The gate proved to be a momentous boundary that week, not only in

terms of visitors coming in, but also in terms of students going out.
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. .0A to be in by 11 P.M. when the gate closed and the guard left.

t leen discussion of having a staff member keep the gate open

the inconvenience, as well as parents' likely objections to

,,ir children on the town later than eleven, dissuaded the major-

,%fless to say, the theory of having all students in by eleven was

tested in practice. Three students ariused staff members to

;ate after midnight on Sunday. They were told they would have to

sore the Discipline Committee. Then, on Monday night, another

...:ents arrived well after eleven. The students inside the gate,

.ready learned that this name could be enhanced by shouting

.1..:than in" and trying to keep the gate shut, seized on an additional

time. The three truant girls were Carmen, Brenda, and Elaine,

:r of whom had missed the first week at camp. "Keep 'em out," the

dents shouted. "Won't do no good bringing than before the Disci-.

rittee cause Carmen and Brenda already on it!" So, with much glee

Ong of palms ("give me five" "give me ten"), the insiders shared

iranee that this system, like all others they had known, was

17 corrupt.

OF THE DISCIPLINE COIM.rivi12,

rried messages of violations to John Darius, who, as chairman of

.4ine Committee, would call a meeting and ask the offenders to

r must confess that I initially carried these messages with a sense

ding. I too feared that the Discipline Committee would turn out to

14'1



-132-

be a travesty, or simply too large to handle the range and complexity of

problems presented :Jo it.

But John's response carried reassurance. He immediately defined

two tasks for himself: talking individually to all offendants slated to

appear before the carmittee to be sure they realized that they would be

asked to participate fully in the discussion of their cases and that the

purpose of the committee was not so much punishment but change; s,x1ndly,

he intended to talk to other members of the committee to reinforce the im-

portance of equal justice in the case involving Carmen and Brenda.

So well did he do the job of talking to Carmen and Brenda, hrwever,

that his conversations with other members of the committee turned out to

have been unnecessary. When it came time for their "case" on Wednesday

night, they simply stated their belief that they should not sit with the

committee in deciding punishment for themselves and that they were indeed

guilty.of breaking our rule. The rest of the committee, tensed for another

fight because the students who had been late Sunday night had just finished

barraging them with excuses and attacks on the legitimacy of committee,

spent an unusual moment of silence digesting this statement. Then one

member of the cccrin ttee, unable to resist the opportunity to attack the

vulnerable, asked accusingly whether they thought they deserved to remain

on the committee, having broken a rule. Carmen replied that she felt they

deserved the sane punishment that any other student would receive and that

'she realized now that it was particularly corrosive of our system if members

of the disc'.pline committee broke rules, but that they deserved another
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chance. The same member returned to the attack, but before Carmen's

patience broke John interrupted strongly, maintaining that such attacks

would only alienate offenders and that no one of the cannittee was per-

fect. Another. silence. John asked Carmen, Brenda and Elaine to leave

the roan while the cammittee reached its decision. They were restricted

to the campus for three days, just as the Sunday-night latecomers had

been a few minutes before. Rob, who reported these events to me later,

was astounded by the care and competence that John brought to his role.

Like Carlo, he seemed willing and able to wrestle with the problems of

the program with the dedication, sensitivity, and perspective one might

have expected of staff nrmber.

The decision on Carmen and Brenda enormously enhanced the reputation

of the Discipline Committee. Students crowded around the tutor at the gate

the following evening to check the list of restricted persons and point

with glee at Carmen's and Brenda's names. Not that this reputation made

the Committee's work noticeably easier. Students still tended to strive

mightily to disavow responsibility for their offenses, showing legal and

rehtorical brilliance, that was never reflected in tneir class work. HOW

could you be guilty if the rules changed constantly and you didn't know

the new rule? 11:14 came one was being accused of missing three classes

when another wasn't (usually due to doctor's appointments, but a good

diversionary tactic because members of the ccomittee might not know)? How

could the tutor knew it was me climbing over the fence when it was dark and

~she was twenty yards away? Why shouldn't boys be in girls' rooms anyway?

Didn't a defendant have the right of attorney? What if the committee did
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punish the defendant, couldn't he simply not obey the punishment, and if

the committee again punished him, couldn't the defendant ignore that

penalty too? What ultimate, real power did the committee have?

During the early meetings of the carmittee, its members often

prompted or redeted to such questions by angrily threatening the offender

with worse punishments. But gradually John and Rob educated the other

committee members not to get hooked into such exchanges and to focus

instead on leading the defendants to look at their awn behavior respon-

sibly, and, when th!! committee did punish, to find creative punishments

that fit the crime, the criminal, and the community. In the process,

committee members were forced into self-examination. What could they

expect of themselves and their friends, given their difficult backgrounds?

Why did they tend to became harsh as soon as they assumed official positions?

What kind of arguments or relationships really made a difference in their

own behavior and might thus be effective with other students who appeared

before the cammittee? In retrospect, it appears that the committee was

extraordinarily successful as an educational vehicle for its awn members,

only moderately successful at controlling other students' behavior (but

certainly not damaging as many disciplinary systems are), and least success-

ful at educating other students directly. On the other hand, its existence

was always alluded to by students talking to outsiders as evidence of our

uniqueness as a program.

RITE PHILOSOPHY, BLACK ANGER

The Discipline Committee did not resolve Sunday and Monday nights'

violations until Wednesday evening because another event had intervened
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on Tuesday evening. I had invited Paul Weiss, the world renowned Yale

metaphysician, to talk to our students on TUesday evening. A short,

pubnacious man with a Brooklyn taxi driver ancent, Weiss had aroused ex-

cited discussions at the Yale Summer High School for two summers by ab-

rasive assertions and devastating questioning of any counterpositions.

For example, a troubled question about the existence or non-existence of

God would arouse ftam him the assurance that he could offer same 27 proofs

of His existence. Among bright, intellectually-oriented students such

assertions goaded rebuttals and fierce argument.

was less sure his visit to Upward Bound would bear fruit. Not

only were our students several steps removed from direct intellectual

absorption, but our. experience in general meetings at camp made me un-

sure that they would permit any kind of sequential public conversation.

The staff spent the few minutes before 8 PM rounding up students from

the dormitories and.off ;he green to enter the common roam. The meeting

began slowly, the students not knowing what to expect, Weiss searching for

a topic that interested them, throwing out rhetorical questions to test

their response. As soon as a student would respond, Weiss would jump on

the response with a series of questions. Instead of stimulating the stu-

dents, this procedure usually resulted in the students' desultory with-

drawal. Such withdrawal would, in turn, provoke Weiss to further probing

in efforts to draw a response, only to be met by determined and increasingly

hostile silences.

After about twenty awkward minutes, someone raised the issue of slack

Power, then a new phenomenon, and civil rights. Weiss immediately took the
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offensive, as was his style, by maintaining that the Black Power movement

contradicted the civil rights effort which aimed at determining and assert-

ing what all men had in canon. To stress common rights was appropriate

philosophically, he argued, because it educated persons beyond the super-

ficial features which differentiate men to the abstract essence shared by

all men which binO.s than into community.

This time, instead of silence, he found takers on all sides. The

students couldn't follow his big words and abstract reasoning or respond

directly to it, but they could hear that he was 'putting down' Black Power,

and they easily equated that with putting down black people per se. So

they began to object angrily. And they were aided and abetted by numerous

staff members who not only disagreed with Weiss on philosophical grounds,

but also were angered by his mode of argument, feeling that he was indeed

'putting down' the black students as persons.

Weiss, in tarn, became angered by the impoliteness and irrationality

of the audience ganging up against him, not listening to his views, nor

truly giving him a chance to respond to all the opinions and questions that

were fired at him. Small groups of students talking and swearing about

Weiss' views began to break away fran the main conversation. Several students

exited angrily, slamming doors. John Darius rose and wandered behind Weiss

laconically, raising two fingers in a V over the back of his head. The rest

laughed. Weiss was furious. I struggled to maintain ',I kind of dialogue,

most excited that the students were finally publicly engaged in conversation

On a topic of deep concern to them. Other staff members began exiting to talk

149
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Weiss left relatively early, wounded by his reception and convinced

that the program was out of control and the students barbaric. In the

meantime, the conversation he had so energetically and insensitively

sparked continued far into the night. Small groups of students and staff

were still talking in the courtyard at 3 AM when I turned in.

It was no dispassionate conversation. The black students were

angry. They threatened every white face in sight. Sonny Bates, of the

toothache, actually slugged Kevin when the latter tried to prosecute the

conversation in. a tco intellectualistic, condescending manner. (This time

the 'physiological' theory did not apply.) Later Ray talked another student

into lowering the chair with which he had cornered two white boys.

Weiss was Willing to examine all presuppositions at a philosophical

level, but obviously made same assumptions about how conversations ought

to proceed on a behavioral level that it did not occur to him to examine.

One assumption appeared to be that emotions ought at all moments to be

controlled by reason. A number of staff members made the same kind of as-

sumption and consequently experienced the evening as yet another disconfir-

nation of theirwexpectation that the hard work of establishing relationships

had been finished the first week and that they could turn JD a smoother

transaction of inculcating academic skills.

To others of us, however, the evening marked a definite step forward

in our educational enterprise. The students had been w71,11ing, for the

first time, to become emotionally engaged in nal,de in a conversation which

concerned all of than (at least L11 the blacks, This seemed a major step

from the kind of dissociation and destructivenesE we l^ad experienced in our
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general meetings the first week. We expected, as Greg had posited, that

the students first needed to be heard, and, over time, once they were con-

vinced scmeone was listening, they would begin to become concerned with

reasoning about their feelings.

In retrospect, it is clear that on this matter Greg was correct. In'

events to be described in the following pages, the students shaded a dp-

veloping capacity in public meetings to maintain silence and decorum in

wear to hear ouE important arguments; then to listen to one another's

closely and respectfully enough to build theories from it;

/ next to tolerate enduring differences of opinion without demanding con-

formity; and finally, during the following school year, to malec, r.^4 ^.w

on a consensual basis when beginning in disagreement, and this without

fack.J.ty leactc.,rship.

STRUGGLES OF THE TUTORS'

Without this retrospective vision to support either party, the issue

=mined very much alive at Wednesday's tutor meeting. Nor did that meeting

resolve the matter, for the tutors generally could not 'see' their conver-

sations with students in behavioral terms. They could see only the content

of the discussions. They became discouraged if they carefully reasoned

something out with a student and then found him contradicting the conclusion

an hour later. They tended not to discriminate between telling_a student
reasons for something and helping him to find reasons. Although in both

these cases the reasons may be identical, the tutors' behavior and its

effect on the student is not. The tutors overlooked that 'reasoning out'

of the eormer kind tended to lead to iii:. W ' 4.
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later contradictions on the part of students, whereas reasoning of the

latter kind gave the student a chance to became internally committed to

his conclusions. Moreover, this behavioral blindness often prevent

the tutors from helping one another at their own meetings to become more

effective.

INSERT G (woMtivii)

Rob had argued at some length against expelling any st)%, from

the program. He maintained that since we had not chosen them iL

responsiveness to, or constructiveness in, school but had rather taken as

air task to encourage greater engagement on their part in their education, it

'hardly made sense to paaish them for not being responsive or constructive.

Instead, we should use every opportunity to involve students in conversation

about their conduct and the aims of the school.

Rob's argum6nt ended in a silence. He had 'told' the tutors, just

as Weiss ana sometimes the tutors 'told' the students.

Trying to do what Rob was saying and thereby engage the rest of the

staff, I asked how those who hadn't yet spoken felt.

Gail, who had been silent, ridiculed my question as copycattyish,

"Rob mentions going around the group to get students talking so you do it

here!" This evoked nervous laughter.

cetsc.boroFJ.
Feeling samewhaw.e5et ,teett , but trying to be more encouraged that Gail

had talked for the first time
)
Caa/4-44,Grazuraricil-ki./...wh14e.staiI respond-

ed as non-defensively as possible, "As he said, some are timid and some are

indiftelnnt, and I suspect that's true here too. I would like to chock."

Perhaps it was my reaffirmation of investment, perhaps my lack of

direct questioning which now left more initiative to the respondent; in any
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event, Gail's tone changed to troubled openness, as she admitted, "I don't

have any solution to the problem, but it has been bothering me very much."

I new wanted to check my belief that the tutor's blindness to be-

havioral changes contributed to their frustration and sense of failure:

"Do people here feel that talking to a student has; ever yielded anything?

In other words, do you feel that there are significant alternatives to

punishment?"

"Not with immediate results," came the straightforward answer fran

The starkness of this response must have increased the tension, for

an explosion of laughter followed Ray's quipped revision, "If there are

any, we haven't found them."

Although what he said reinforced Tom's reply, how he said it sug-

gested that the topic had reached a dead end.

Nevertheless, Gail continued in a contemplative tone, "Something

happens suddenly and talking about it seems so removed, so long. The lack

of immediacy is very frustrating."

Kevin, aware of haw this 'game' ought to be played, moved the conver-

sation to a concrete example, suggesting that he alone talk to Sonny about

their altercation the previous evening. It is difficult to convey the in-

furiating quality in Kevin's tone. Disingenuous sincerity and constructive

competitiveness seemed mixed in a schmorgasbord of overtones that evoked

instinctive hostility in everyone he faced.

Now, Gene RenLroe, obviously hoping to gain same insight by further

exploration, but also betraying an undertone of annoyance, fed Kevin the

straight line he was awaiting: "Haw would you do that?"
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Kevin plunged ahead confidently, "First, I would sit dawn..." but

trailed off as though he realized that the gap between his confident tone

and the recent declarations that others did not know how to talk with

students effectively might breed hostility. "...I would sit down because

it might take a long time," he amended in a more humble tone. "I would

look for an admission that he was high yesterday--I mean generally high,

not high on anything specific..."

"He would not admit that," snapped Ray.

"I'm not so sure," protested Kevin weakly.

"By the way, he was on pot," Ray further informed Kevin, continuing

to weaken the foundations of Kevin's purported solution.

"...And I would ask him if we could permit this kind of thing to go

on," Kevin struggled against mounting odds. "I don't think he would give

me a yes."

Susan, distracted by a point peripheral to the line of this conver-

sation, whined, "But in the first week we decided that students could not

touch staff. It's more than a personal matter between you and him. It's

the first rule we made."

This diversion permitted Kevin to reassemble his humble confidence:

"I would prefer to give him a chance of coming up with the answer himself

before doing something externally," he intoned.

Luther, apparently nettled by Susan's tone, supported Kevin's en-

lightened orthodoxy without adding further illumination: "What Susan said

about rules--obviously the students don't care about rules. Sitting down

together may lead to understanding."
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"I'm really dubious about understanding," countered Ray knowingly

and ominously. "Maybe there are bigger and better things in store for

us!"

"I hope same of the hostility can be verbalized rather than actualized.

I didn't gain much information yesterday except that Sonny throws a mean

left; not why," Kevin finished, at once too cutely for the gravity of the

situation and too ponderously to be genuine.

The conversation moved on to other students. Sonny and Kevin were

asked to meet with the Discipline Committee.

But as far as I could see, no tutors learned anything about how to

spot or enact more effective behavior; nor that this kind of learning was

even possible; nor how their wan behavior was interfering with fully explor-

ing topics right there at our own meeting. Instead, I suspected Kevin would

remember the theoretical acuity of his argument, Ray his knowledgeable

challenges, Heather the historical validity of her point of view, etc. This

self-reinforcing, thematic quality of their memories would further mitigate

against learning. The conversation may have yielded the tutors some comfort

from sharing their common dilemmas and also some sense of control by their

ideological and rhetorical flourishes, but neither seem to me a very promis-

ing sub .4tute for learning.

Why is my assessment of this incident so harsh (it feels harsh to me),

and what was I doing to change these dynamics? As I recaj xy state, I can

identify how much it cost me psychically each time I intervened and found my

'sense of direction uncompelling to others on the staff. I must have held son

expectation of openness to experiential learning on the part of the staff that
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I did not hold for the students, as well as sane assumption that my confront-

ing staff members would imply disrespect of than.

Perhaps I was projecting on others my own fear of being wrong. This

resulted in disappointment when their efforts to became right did not meet

my standards and in my unwillingness to create what by my standards would be

a crisis if I confronted them forcefully.

lihatever the emotional origin of my relative reticence with the staff,

I often felt more distant fran their individual experience than fran students,

and I certainly lacked the sense of easy, exciting engagement with them that

I could flel with students even at scary and frustrating moments.

THEY LOVE US, THEY DOM US NOT

By Monday morning of the third week we had already negotiated two

episodes that keynoted that week. The first had occurred over the wo-kend.

One of-the girls, Henrietta Jones, had been shunted around among foster

parents for years, and the most recent set was giving up on her and remanding

her to the state. In order for her to stay at the program, we had to find

someone willing to act as her foster-family for the weekends. Mary linker-

son, who, along with her husband, was teaching one of the core classes,

volunteered. But when they went to a movie together Saturday night, Hen-

rietta asked to return to the lobby to buy candy and disappeared. She

returned to the program Sunday night without a word of explanation, apology,

or thanks. Although relieved that Henrietta was alright, Mary understandably

didn't feel she could offer to be her guardian again.

This episode confirmed my suspicion, growing reluctantly for two weeks,

that Henrietta could not be trusted at all. She seemed to be a pathological
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liar, lying even when there would have been no harm in telling the truth and

when her lie was so flimsy that it immediately revealed itself. Without even

acknowledging that she had been caught, she would construct another lie to

try to account for the previous discrepancy.

This pattern alone was hard enough to deal with and had succeeded in

exasperating the Discipline Cammittee into attacking her during the second

week. But there was more. It became evident that she invited boys from

outside the program to crawl over the moat into her window, resulting in a

busy schedule of room checking for the tutors in h2r wing. A pretty, light

skinned Henrietta evidently derived her small, ambivalent sense

of pleasure and value by sleeping with white boys, having already developed

sane repute among Yale undergraduates, we later learned.

Rob, who had become our emissary to the mental health service on

students with wham we needed help reported that Henrietta had already ne-

gotiated and rejected individual and group therapy. She, like a number of

our students, exhibited symptoms too grave to respond to occasional therapy.

The psychiatrist felt that our total therapeutic environment had a far greater

chance of "reaching" Henrietta than therapy hours. In the meantime, of

course, Henrietta was straining our environment.

The psychiatrist further suggested that Henrietta had adopted a pat-

tern of preempting rejection by rejecting potential parents. The very fact

that she seemed so frantic in her efforts to end her relationship with us

indicated to the psychiatrist that we were already "reaching" her. Needless

to say, the staff was greatly cheered upon realizing that it was succeeding

and that such were the reuards of success!
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Before hearing this diagnosis at the tutor meeting Wednesday, we
encountered a parallel episode with Hank Chase Sunday night. Sending
the students home for the weekends to give the staff a chance to rest was

turning out to be a mixed blessing, for the students would return notice-
ably upset by their brief reencounters with the different cultures repre-
sented by their families. One could aigue that the emotional recalibration
required each week of the students permitted them over time to choose clear-
ly which kind of environment they wished to create.in their own lives; but,

however correct such an argument might be, it felt academic to the staff
when the weekend's rest was dissipated on Sunday night.

Hank had told Rob during the first week at camp that he had no in-

tention ofmaking any friends at the program because he had tried too often
without success and here failure was guaranteed since we would all be parting
so soon. This Sunday evening he managed to hitch a ride to campus with

another family when his mother couldn't be bothered to drive him because her
boyfriend was visiting. No doubt hurt by this sign of rejection, Hank set
out to heal his wound by forcing us to reject him as well. At least he

could force the environment to respond consistently, he no doubt hoped sub-
.:

consciously. During the early evening he ran through the halls and courtyard
screaming. At 2 A.M. just after the staff had managed to quiet him and the
rest of the campus, he placed his record player in his third story window
facing the courtyard, turning the volume as loud as possible. Around 3 A.M.

he began playing an electric guitar and singing in the corridor. Intermit-
tently, he would s into my room, located on the first floor of his

entryway, to inter t discussions and swear at us all. Still later he
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entered my darkened roan to shine a flashlight into my eyes until I opened

them.

Up until this time, one staff member at a time had returned Hank to

his roan, talking to him til he quieted. Now I woke Greg in the next roan,

found Rob still pacing the courtyard, and the thre of us insisted that Hank

meet with us in my roam until we could be assured his disruptions would

cease. Confronted with attention but not rejection, Hank alternately joked,

threatened us, and tried to talk seriously. We rather ruthlessly cut off the

jokes and threats, gelling him bluntly why we thought he was acting as he

was and challenging him to accept or reject our analysis directly. Twice we

restrained him physically from leaving the roam because we felt he was avoid-
,

ing the issue. When he said he hated us, we invited him to show us how much

by hitting the sofa cushions. This exercise evoked his rage, and he ended

huddled on the sofa, weeping and swearing at his mother's boyfriend. Re-

laxed and quieted, he headed for b©d at 5:30 A.M.

As Gene Renfroe, his tutor, reported at Wednesday's meeting, "Hank was

really nice the last two nights and let us get to sleep at 3." He did not

create general disturbances again that week (although later he and some of

the other white boys began using airplane glue to get high). He approached

me Monday morning with a good-natured hello and, to my surprise, an apology

for his behavior. He even promised to serve as guard to ensure that no other

students disturbed my sleep for the rest of the week. Without wishing to look

a gift horse in the mouth, but 'tearing his offer would be more likely to

create than prevent disturbance, I joked seriously that successfully patrol-

"ling himself would be significant enough an accomplishment. Deciding to
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share the joke, he agreed and thereafter reported his self-patrol efforts

to me each morning for several days.

The tutors were still struggling to meet these strains constructively.

In fact, in addition to a variety of pre-planned seminars which started the

second week on topics such as "The Existence of God" and "Shakespearean

Literature," several tutors took the initiative at the outset of the third

week to offer French, Math and swimming lessons. At our Wednesday tutor

meeting during the third week, the agenda included such unresolved issues

as:

1) when to sleep;

2) what to do about students missing clothes and MOM keys;

3) haw to tell which students really had morning medical

appointnrmts;

4) what to do about students not living in their original

roans;

5) had to arrange the evening gate schedule so that the same

tutor was not always stuck with the uneviable task of

ushering out guests;

6) who should ride with the bus to the up-coming Newport Volk

Festival;

7) exploring discrepancies in ways of handling given students;

8) haw to relate the core curriculum, which that week dealt with

"Freedom and Conformity," to our problems of living together.
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The whole staff acted aggressively to consider all eight of the items, sharing

information about fifteen specific students in the process.

RESTRUCTURING THE SCHOOL

Nevertheless, by Thursday night a number of us were so dissatisfied .

with the lack of acadan ;progress in the program that we found ourselves

turning an informal conversation into a full scale plan for restructuring

the school. TUtors would be asked to attend breakfast with their students

to assure tl really got to class in the morning, and only then return to

sleep if Lt y so wished; writing tutorials would be formalized into writing

workshops at 11 each morning, to combat the looseness of repeated individual

arrangements of meeting times; a staff member would be given specific re-

sponsibility for overseeing the athletic activities in the afternoon; there

would be a midnight curfew. Also, I felt something would have to be done

about Douglas' core class; it simply was not working. Student response to .h:;_s

lectures and strained questions had quickly progressed from disrmchantment to

disappearance. But I doubted that he would be open to, or capable of,

changing his teaching style overnight, so I was unsure how to deal with the

problem.

At Friday afternoon's faculty meeting, I presented the new plan amid

considerable discussion about how many students would or would not respond

to a more formal writing workshop, about how many of the post- midnight con-

versations were important moments of education, and about what requiring

breakfast meant (mist the students actually eat?). Weary staff members

anticipated ways in which students might be able to circumvent each aspect of
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the proposed structure. I &greed that each aspect of the structure was

subvertable and that this plan would not magically reverse their unregulated

pattern of life. But I argued that the parts of the revised structure would

tend to complement and support one another rather than to counter one another.

At this point, Douglas burst into the ccnvesation angrily. "You've.

been saying all along what these youngsters aren't accustomed to doing. Now

nu go around their neighborhoods. I doubt you'll see a light on at 1 A.M.

Dad's going to work next morning and he'll be damned if he'll have noise or

TV. And this stuff about saying they do it at hove is a bunch of crap. Scne

rules is what they're asking for."

He found support from Regina's, "I know. I think this has been an

extraordinary picnic so far."

"Come on down, man, the water's fine!" Douglas mimicked a student.

"Yeah," Tim countered, "But I think the way we were talking last night

was, if we had done this in ally it would have met with a lot of.resentmr.2nt,

resistance, and things of this sort. But now I think that most al: the kids

realize that this can't be the scene permanently and that they. want more

structure now. The first or second week they would have rebelled."

"Oh, they've been having a great time rebelling," Douglas returned

with gleeful sarcasm.

"I don't think post-mortems are the point," Bert Wilkerson mediated

severely. And I tried to move on, "In either event. Oil

Douglas: "Let's tell than 'Lights off!' insist they be off, insist

they go to breakfast, aneinsist they stay up all day."

Accepting what Douglas said as agreement to the new schedule, rather

than investigating his ancier, I outlined our ideas for new daytime hobrs.
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For half an hour we explored every possible way of arranging the daytime

hours and rearranging the class groupings to give us same new leverage with

the students we weren't reaching.

During this time Douglas let off another angry blast, this time at

the way students avoided their obligations. I began to realize more fully

that Douglas' lack of success was frustrating him as well as his students

and that he was looking for same place to lay the blame.

Corky Potter, the, vivacious vice-principal of one of the local high

schools who, unable to join our regular staff, was interviewing our students

to discover their reactions to the program, provided support from time to

time by reporting her positive impressions of our impact on our students.

She felt that we had already changed the attitudes of 45 of the 60 students

towards their own education. She also reported that when she asked students

what adult they felt closest to, whether in their family, school or community,

almost all named. same staff member in the, program.

David volunteered to take all the most difficult students into his core

class, distributing the five students who were already working well for him

among the other classes. Tim Weston identified two students wham he wasn't

reaching for David's class, but wished to continue with the other ten and a

couple of David's 'good' students. Likewise, the Wilkerson and Anna identi-

fied a student or two for David.

Douglas approached his larger problem at once openly and obliquely:

'"One kid came up to me and asked to change, and I gave him my best wishes.

Right now I average about six a day in core class, but I would say three of

those six are not with it because they're sleeping or something. One of the
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girls that I consider pretty sharp is pulling the same antics 1 . that she

did in school last year. And sane other kids are pulling the salty: antics

here than they did in school last year: evade classes, wander around un-

attached. They don't like to be driven, but they won't cooperate."

Next, I tried approaching his larger problem at once, openly and

obliquely, as indicated by my hesitations and incomplete sentences: "I

wonder whether--you know, one thing I had in mind as we were talking last

night--I had a sense and mayne you can verify or negate it--that, as far as

the core classes and teaching in general was concerned, that the two people

I felt weren't being used completely--to their satisfaction completely and to

their full use--were Anna and Douglas. I thought that the other people were

very much involved in their core class, and Anna I think is quite involved

in her core class, but I just thought that you--" addressing myself to Anna

who was visibly reacting," that's why I was thinking of having you coordinate

this writing business..."

"That's a complete surprise to me," said Anna, drawing the focus away

from Douglas, as I must subconsciously have hoped. "Where did you get that

impression?"

I told her I was concerned that she had to wait around during the

middlt, of the afternoon without doing anything for her late afternoon Shakes-

peare seminar. "And Douglas I knowI've heard--that you're not completely

satisfied with your core class by any means and you're not, of course, able

to use any of your scientific abilities." He did not reply directly, but a

little later he interpolated, "I like tough nuts to crack. I like tough kids--
.

kids who just don't like to cooperate the way proper students cooperate. But
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how can you get some of these guys to cooperate when you can't get your

hands on them?" This plea sounded to me Imre like an excuse than an ex-

planation in the context of the greater success of the other core teachers.

Someone else suggested starting a science class, and I agreed we

ought to consider this: still no contribution from Douglas towards a sol-

ution.

Now the conversation turned to the general meeting before core class

each morning, at which I tended to hold discussion of general school issues.

David and Greg attacked its usefulness, while Mary and Anna suggested that

better discussions about the same issues might occur in the core classes.

I suggested that I relay the relevant issues to the core teachers during the

ten minutes before class each day. We quickly agreed.

In order to bring all the diverse pieces of the conversation together

into a coherent, shared understanding of the revised structure, I took a

more forceful role and turned back to Anna and Douglas: "Now they're still

two questions I'd like to resolve: Anna and Douglas. Now I'd like to get- -

I'd like to feel you were more involved, Douglas, and satisfied with what

you're doing and I'd like to work something..."

"Well, I had one person mention to me that the. introductory physics

that she took last year, that she'd like to do more of it," he offered

tentatively. "Now the problem with this young lady is to corral her."

"Who is she?" I asked.

"Shattuck." A sympathetic murmur followed his naming of our dear

"Melinda. Yevin volunteered tc help Douglas, and they named three other

st.laents they thought might be interested. I said that even if there were
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only five or six students altogether who chose the science course I would

support it as a better use of his d their time z..han now.

"I actually would love--I r ly . I'd be accomplishing same-

thing," replied Douglas, enthusiastic for the first time that week.

Trying to provide still more backing for the idea, I added, "Same

people have said they don't think we ought to have one special alternative

to the core class, but in this case..."

"The core's a wonderful thing..." interrupted Douglas in a loud,

exasperated tone, obviously leading up to an emphExic "but".

"But you and it don't fit together very well." I interceded.

"No," he denied, "it's been the cooperation of the people in my group.

I think I have sane leaders in the group, sate people who ignite things here

after hours and these people are exhausted in the morning."

Fran there I closed cut the meeting with the suggestion that we re-

view the changes In structure and the reasons for the changes with our

classes the next morning, using the opportunity to approach the dilemma of

freedom and conformity from the perspective of our an community.

STRUCILMAL OR 04 or NAL CHANGE?

Listening to the tape of that meeting for the first time four years

later, I have found myself reflecting about several issues. One issue is

the relative impact on organizational effectiveness of increasing the co-

herence of participants' shared conceptual structure as compared to increas-

ing the competence of participants' interpersonal styles in a situation. The
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faculty meeting certainly had no impact on Douglas' or anyone else's inter-

personal style. Douglas' tendency to lecture, then ask heavy questions

after he had already lost students' attention would remain unchanged. On

the other hand, the meeting had significantly altered the school's structure.

To use Douglas as an example again, he would now be teaching a subject he

knew and would be teaching fewer students. Thus, he was likely to be more

confident, open to challenge, informative, and, to the extent that he still

fell short of other teachers' skill, he would be affecting fewer students

adversely. Not only did this seem a significant change for the better, it

was accomplished far more easily than increasing Douglas' interpersonal oomr

potence would have been, as indicated by his unwillingness to take the ini-

tiative in exploring how his own style contributed to his ineffectiveness.

Furthermore, changing the structure of the school seemed to make everybody

feel competent and united, whereas changing a person's interpersonal style

might create feelings of incompetence and division.

Do these considerations add up to the conclusion that structural

changes provide more organizational leverage than interpersonal changes?

Obviously, as they stand they do. But they are incomplete. We need to

consider also what actual impact these structural changes had. Unfortunately,

the answer must be: virtually no positive impact and same definite negative

impact. That is, we were not noticeably more successful during the fourth

week at getting the students to bed at midnight, up for core class, or in-

volved in afternoon activities. And at the same time, the writing workshops

turned out to be a disaster. Far from increasing attendance by the!_r regular-

ity, they syphoned off attendance by their compared impersonality relative to

the tutorials.
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The sense of unity and mission the staff had developed through the

meeting at the end of the third week collapsed into a sense of defeatism

towards the end of the fourth week.

These results suggest that what really needed changing were our (..

pectations of the pact at which we could move with the students, as well as

our tendency to focus away from ourselves towards structural issues when

thinking of change. But both of these changes would require awareness of

the quality and limitations of one's interpersonal competence, so we are

brought full circle.

A second and related issue arose as I tried to understand the pattern

of Douglas' anger during that meeting. It seemed to me that a very complex

set of social expectations kept him from seeing very clearly what made his

interactions with students so unsuccessful. His first attack on me referred

to neighborhoods where no lights were on at 1:00 A.M. because fathers must

go to work the next morning. Douglas must have been talking mainly from his

own experience in a middle class black home, as was Regina when she supported

him. By contrast, relatively few of our students had fathers living at home.

But the issue was still more subtle. For many of the parents of our students

talked a lien strict:disciplinary game, and stories from the students reveal-

ed that their parents could be exceedingly harsh disciplinarians at times.

But the mothers were often out working or tending younger children, so in fact

most of the students were not at all accustomed to close supervision. Thus,

Douglas' expectations about how the students customarily acted were supported

both by his own experience, and by their parents' rhetoric; but probably not

by the students' actual practice.
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Pretty soon, however, Douglas' anger turned toward the students

themselves who were "pulling the same antics here that they did in school

last year." If, indeed, the students' pattern with us was similar to what

it was during the school year, then Douglas' first argument is again thrown

into question, Was his anger really directed at the students rather than at

my assumptions? Does he not like these students, or at least not like work-

ing with them? He himself answers these questions in the negative when he,

still later in the conversation, claims "I like tough nuts to crack. I like

tough kids..."

Should one simply dismiss Douglas's statements as irrational and ir-

relevant because they are so full of inconsistencies? I think not. For we

would thereby be dismissing his feelings and their origin too, and would

consequently be overlooking a lot of data about the impact of this experience

on at least one person. Let us instead ask what Douglas was feeling. I

have already suggested that angpr was one part, as indicated by the vehemence

of his voice. And I believe his inconsistencies further imply feelings of

stress, ambivalence, and frustration.

DON'T LIKE TO BE 0 BUT WON'T CCOFERATE

If we ask what is the origin of these feelings, I believe Douglas

himself provides the answer when he points to a dilemma that is for him

apparently irresolvable: "They don't like to be driven, but they won't

cooperate." To me, this dilemma suggests two solutions by its very form-

ulation. The first is to "drive" the students even though they don't like it.

Douglas could appreciate this solution, as evidenced by his repeated "insist
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they do this, insist they do that" at one point in the conversation.

The second solution uould be to create cooperation rather than simply

expect cooperation. Creating cooperation implies building trust through

risks taken by both parties to the relationship. I can find no evidence

that Douglas could appreciate this solution. Instead, he simply laments

the students' lack of cooperation and ends by denying that this situation

suggests anything about his relaticnshio to than (in response to my comment

that he and the core class did not fit together).

But why is he unable to resolve the dilemma by applying the first

solution? The most obvious answer is that up until the time of this meet-

' ing, "driving" the students as Douglas would have liked would have contra-

dicted the main drift of the atmosphere of the program. An ironic supplement

to this answer, however, is that those staff members who had developed most

trust with the students were also most successful in "driving" then. Thus,

Anna, who was as, black, as middle-aged, and as middle-class as Douglas, had

been taking attendance on her students each day and averaging one absence

each morning. Similarly, some staff members were noticeably more successful

than others at "driving" students frac bed without rancor in the morning. So,

the less obvious answer seems to be that Douglas' lack of appreciation for

the second solution to the dilemma presented by the students prevented him

from successfully applying the first solution. Or, more generally, you can

only "drive" people who are willing to cooperate.*

*This way of stating the generalization presents it as a two-edged sword. It

can refer to the ability of a genuine teacher to "drive" his students to trans-

cend themselves once he has devolopcd trust with them, i.e., once they too feel
like active initiators in the exchange. On the other hand, it can refer to t1-1,

ability of a dictator to "drive" his people towards irresponsibility once they
have chosen to forfeit their initiative and accept passive roles.
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Our analysis of Douglas' behavior suggests the same basic barrier we

encountered when analyzing the behavior of the resident tutors: he seems

unattracted to looking at the role his behavior plays in creating a situation

which he describes as external to himself; not only unattracted to look, but

also unwilling to look and unaware of the possibility of looking.

And again, as in the case of the analysis of the tutor meeting, I must

ask myself, what was my role in this interaction? To what extent did I

create the situation which I have so far analyzed as though it were external

tome?

Clearly, I tool; a strong lead in focusing on structural issues rather

than interpersonal issues and, when I did raise the issue with Douglas, I

again turned to structural solutions rather than interpersonal confrontation.

I know that (as my hesitations and evasions indicated) I was scared of a

direct confrontation with Douglas--another example of my by-now-familiar

pattern of fear of conflict.

But my reasons for focusing on structural issues were not purely

neurotic. They also involved a sense of historical timing, which even now I

am struggling to evaluate as valid or invalid. As Tim Weston suggested

during the meeting, we were initiating a change-in-the structure-of-the-program-

so-that-we-could-drive-the-students-more precisely because we believed that

we had succeeded in generating sufficient trust with them to make such a

change feasible. At the same time, we hoped that such a change would help to

break down the growing polarization on the staff between those who, like

Douglas and Regina, believed we should have been driving the students more all

along and those wt- believed generating trust was the first priority.
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The meeting was felt as a reconciling one within the staff, although

I.have.already raised a question about how valid that reconciliation was,

i.e., to what extent it really resolved the underlying issues. I believe

it also reassured the staff that there were moments when I was willing to

take strong leadership to make sure we resolved organizational issues.

Again, however, I wonder now to what extent this reassurance was not

merely lulling, not merely a set-up for the sense of defeat at the end of

the following week.

These considerations seem to weigh at least slightly against the

"historical" justification for focusing on structural issues. Still, I

am not satisfied with this as a final judgment of the incident. I find

that I cannot clearly verbalize the ultimate intuition upon which my be-

havior was based. It included a sense that a number of staff members were

near the limits of their endurance and needed rather desperately to ex-

perience a to-them- rational -- structuring -of- the -to -them-chaotic - situation.

Someone with more interpersonal competence than I then had might have been

Able to use this nearness-to-limits as leverage for significant change in

those staff members. But from the vantage point of my relative human

understanding and skill and the distance of most staff members from direct

learning about their behavior (as indicated by the dialogues in the spring

staff meetings and again in the summer tutor meetings), I could only imr

agine resistance from staff members such as Douglas if I attempted to

focus on interpersonal issues at this time.
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VIII CMOS OR CREATIVITY? (11)

After this long sojourn in the land of the staff, let us return to the
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events that were making a difference to the students.

. The happiest memorable event of the third week was the blossoming of a

relationship between John Darius and Dale Manning, a white girl. Our first'

interracial couple caused considerable consternation at first among the white

minority, especially Frank, who could still not accept or act on his feelings

for Carmen, and Gil who himself had been courting Dale. But over several days'

time John's and Dale's easy enjoyment of one another became the strongest re-

conciling force between blacks and whites. The white students did not enjoy

their minority role in the program, but John was well-liked, Ind his caring for

Dale seemed to soften the overall indifference and hostility the whites felt

from the blacks.

The following weekend once again provided a catalytic event for the

succeeding week. A full page story on the program appeared on the first page

of the second section of the Sunday editicn of the New Haven Resister. We had

known it was likely an article would appear, for a young reporter had spent a

couple of days on campus during the preceding week.

When the reporter had first called about doing the story, I had been

apprehensive about its effect. First, I had never seen a newspaper capable of

grasping and imparting the essence and excitement of a constructive process.

Nor should this be surprising, since construction involves integrating the

formerly disparate overtime. No event at one moment in time, on which news- I"7

papers with their daily deadlines tend to focus, reflects this process. Con-

sequently, ncwspapers tend to focus en destructive processes, which can occur,

in an instant.
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My second fear about the article derived fran the nature of our

program. I realized that the collaborative, organic learning environment we

were trying to create was foreign and threatening to most people. I feared

that either the reporter or his readers might recognize only chaos in a

depiction of the program and that we might suffer fran the bad publicity.

Finally, the New Haven Register had a considerable reputation for indiffer-

ence and hostility to the black and the poor populations in town, so I feared

serious distortions.

These fears were in large part'allayed by the reporter himself, for he,

miracle of miracles, understood them and agreed that they were real dangers.

Fran that point, I knew that he would be guarding against them. As to the

possibility of distortion, he said he could not be sure that the paper would

run an article on this topic at all, but that it would not alter his article

without his approval...

When someone brought me the article on Sunday morning and I read it,

I was pleased by its liveliness and fairness. It was no whitewash of the

program, presenting events and opinions by staff and students that could be

read as negative, but it presented the positive as well, and even managed, I

thought, to communicate simply the relatively unfamiliar philosophy of the

program. If someone concluded on the basis of the article that the program

was no good, I felt I could refer to the same article in an argument with than.

My fears quieted, I was unprepared for the storm that began to gather in

the late afternoon as students and their parents began to return to the program.

We had invited parents to return with their children each Sunday night for a

program which included a movie and informal, conversation between staff and parenth.
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Five parents became regulars at these occasions, but, after the first

Sunday when we had gone to the camp, no more than ten parents altogether

appeared on Sunday evenings. Until this Sunday. By seven o'clock twenty

parents and as many students were locked in angry discussion with the staff

in the common room. The topic: the article.

The white parents were upset to see in print that the program was

two-thirds black. Moreover, friends were making than exceedingly uncomfort-

able by rushing over with the paper and asking in horrified tones, "Is this

the program Gil is in?" Several felt they must withdraw their children

immediately.

The black students were angered by what they considered to be racial

slurs in the article. These included identifying one student as "Negro,"

when the accompanying white student was not identified as white, and de-

scribing John Darius as a "husky youth", the term "husky" carrying connot-

ations of plantation slavery.

All, whether black or white, parent or student, were also wounded

deeply by two references to poverty--"a poverty program" and "poor families".

Whereas I always preferred using the term "poor" to the terms "disadvantaged"

or "deprived", which struck me as at once awkward, patronizing and euphe-

mistic, these parents and students hated the term "poor". In this case too,

a number of parents stated their intention of withdrawing their children

because they didn't want them associating with "poor" children.

As in the case of the conversation unleashed by Weiss' appearance,

the article seemed to ignite a deep anger in students. This time the con-

versation was further complicated by the presence of the parents, who were

less volatile and emotionally straightforward than the students, and by the
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introduction of the possibility of taking direct action by marching on the

newspaper plant about a dozen blocks away. Thus, the staff was essentially

trying to carry on and reconcile three distinct conversations: one with

relatively closed parents, initially determined to withdraw their children

from the program; one with extremely volatile students whose language

seemed likely to finish off the parents initially disturbed by the article;

and one with students who had reached the point of controlling their anger

into organized action, but not the point of choosing rational, effective

action.

This time the conversation not only continued late into the night,

but sustained itself for ten days. No parents withdrew their children; no

students marched on the newspaper plant. Instead, our conversation evolved

the strategy of inviting the reporter to the program to be confronted by

students and parents about his first article and challenged to write another..

Students were slow to buy this strategy because they were convinced the

reporter would not respond (a) because he was clearly a villain, and (b)

because they could not imagine constructively influencing an institution.

So, the telephone call to invite the reporter became a highly formal,

tense occasion. Elaine was chosen by informal consensus to make the call

because of her editorship of our weekly paper (ironically named "The Ghetto")

and her acknowledged ability to speak well. About twenty persons, students

and staff, crowded into the school office for Elaine's call. She had the 1717

genuine good fortune of actually finding him in at his office. She told him

in a formal, polite voice that his article had evoked strong reactions in the

program and that we would like to present these reactions to him. He apparent-

ly expressed surprise and concern, and accepted Elaine's invitation to a meeting
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the following Wednesday afternoon. This result elated the students, and they

immediately set to work preparing for the occasion.

ING LINES CP DEVELOPMENT

In the meantime, the first days of the week were running along two

diverging lines. The continuing conversation about the newspaper article

probed, tested, and influenced students' self-concepts and sense of political

realities. It turned out that for them the term "Icor" carried all the neg-

ative connotations that it might for a wealthy, conservative, "self-made" man.

It meant "irresponsibility," "slovenly," "messy," "uncaring." Students and

parents, who continued to drop by in one's and two's throughout the week,

would point out that they wore good clothes, owned a television set, owned

a car, kept thc_r apartment neat, fed their children well, worked nights...

How could they be called poor? No amount of straightforward argument would-

make than accept "poor" as a descriptive term, meaning, by Congress' defi-

nition, "earning less than $3,000 a year for a family of four." When these

conversations moved, they did so via the "detour" of examining the self-

hatred implicit in students' and parents' acceptance of the negative connot-

ations attached to "poor," and the socio-political culture in America that

created these connotations in the first place. In other words, the conver-

sations moved when someone present could make than directly educational in

personal and social terms. 179
The other line of development was the more formal, academic program.

One might have thought that the core topic that week "The City"--would easily

have leant itself to examining the nany facets of the existential situation
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created by the appearance of the newspaper article. And, in fact, to the

extant that academics ever claimed the students' attention that week it was

in relation to the article. One of the writing workshops organized a question-

naire to administer to all students to gain a more objective sense of student

opinion about the article and to serve as a basis for the questions the panel

would ask the reporter during the following week. This project was carried out

efficiently and enthusiastically, the students unabashedly consulting staff

members a1xxt how to spell words and phrase questieee.

But, for the most part, the core class and workshops dragged terribly.

I can attribute the lack of success of the core curriculum to several factors.

First, Douglas, who had taken primary responsibility for the overall organi-

zation of this week, had scheduled speakers each morning to address all the

stude; :s at once, to be followed by discussions in the core sections. The fact

that we decided at Friday's meeting that my meetings with the whole student

body were ineffective didn't influence his planning. So, many students slept

through the first " lectures" and then ceased attending. Moreover, the lectures

in no way connected to tne on-going events of the program.

Second, the "physiological" factor once again interfered with the aca-

demic in that each day, after the lecture, one core section went to the health

department for complete physical examinations. The physical examinations turned

out to be of great value in themselves, but they continued into the workshop

period and, as the week went on, gook students from other core sections who

had, for some reason, not gone on their assigned day. These effects destroyed

°Air eff.Drt to create a stronger norm of regular attendance at the morn4ng

classes.
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Third, the core teachers were caught by surprise by the cammotion

around the newspaper article and seemed unable to integrate this event with

the curriculum. In a few cases, they turned their attention to the article,

but in a way that distracted attention fram the curriculum rather than en-

hancing it. This does not mean that such conversations were devoid of ed-

ucational content. But they suffered from being identified as "bull sessions"

rather than "learning" by the students. And this unchallenged polarization

between "life" and "learning" leads the students not to seek and, in fact, to

overlook the most impr)rtant kinds of learning.

,THE MOCK PANFL AND THE REAL ONE

I've forgotten who first conceived of the idea of a mock panel dis-

cussion as preparation for the real confrontation with the reporter. It may

have been Rob Gilman. In any event, Nob met with about ten students one eve-

ning to discuss the upcoming event and, concerned that it became a more co-

herent occasion than the school's meeting with Weiss when there had been a

similar intensity of feeling, he suggested that the students role-play.the

occasion.

Carmen became the reporter, five others became the panel, and tht rest

became the audience. Carmen answered the first questions at score length,

cooly and collectedly. Now she .was explaining to the panel that she had in-

tended no slur by using the word "poor", that they would have to agree,

wouldn't they, that in objective terms they were poor. Her coolness and ab-

ility to turn the :1 questions back on her questioners began to infuriate the

panel members and audience who had probably assumed that they would be able to

flail away at the evil reporter without r,,sistance.
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Several of the students began to interrupt one another in efforts to

speak. And they began to swear at "the reporter." In return, Carmen be-

gan to berate them in the same cool voice for interrupting one another.

"You poor in the othar sense too. Gcod kids don't interrupt and swear.

Why, you all can't do civilized conversation!" She knew she'd hit upon

a good tactic. For the next several minutes, as the exasperated panel

members sought to regain the upper hand, she would simply reflect their

unruly behavio- back at them: "A person don't finish what he say 'fore

you in'rupt him." "You don't even care for one another; you just fight

among youself." "You questions ain't organized at all (the student poll

had yet to be analyzed at this point). I planned Ea:article."

Finally, Jimmy, whom we counted among the fifteen we had yet to reach,

stepped out from the audience, turned toward the panel, and took over: "You

not together a-tall. Wb got to play this straight. We needs a chairman fc,r

the panel, and don't no one talk less he nod to than. And the audience don't

make a sound. We goin to have the old lady here, right? Nast, haw you goin

to act? No one get in this room without he agree to keep quiet."

With that, Jimmy became chairman of the panel--surely one of the last

persons in the program I would ever have imagined for the position--and word

went around the campus that the only way we were going to get across to the

reporter was by playing it cool.

Would the rep. :ter, really dare to shci up? At 1:30 of a sweltering

afternoon on Wednesday of the fifth week, the Pierson Common Room was jammed

With sixty students, twenty staff, at least ten members of our adv4sory board,
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and almost thirty parents. The panel, consisting of Jimmy, three other

students, and Mal Helal, the tutor who had initiated the poll, were sitting

carefully dressed, holding their list of questions, on straight chairs which

formed a V with an easy chair reserved for the reporter. A'noticeably subdued

hum of conversation rippled across the roan.

For the first time during the program lateness and non-attendance were

no issue. The tension seemed all the higher to me for being so concentrated

and so controlled. I began to fear that the reporter wouldn't show. I walked

outside and immediately found him looking blankly round the courtyard, wonder-

ing where everyone was. It was no easier for him than for us to imagine the

program quiet.

He and I had already talked over the phone during the preceding week,

so he had same idea what he was walking into. He was actually very pleased by

the opportunity to meet with us, for this had been his first major article on

poverty-racial issues and he was interested in pursuing this line of work. He

Wished to represent the facts accurately and welcomes this chance to get the

students' reactions. Had he been any less open, the ensuing event could easily

have became a fiasco.

After I had welccmed everybody to this "important event which symbolizes

so well what we mean by learning fruit experience" in the thirty seconds allot-

ted to me by Jimmy, he took over and, in formal tones, explained the structure

of the meeting. The panel was to question the reporter for about thirty minutes

without interruptions from the audience, then the floor would be opened to

.questions from members of the audience recognized by Jimmy. With that, he

launched into the first question, a long involved summation of evidence of racial

slurs in the article, followed by "Do you agree that this is what you did?"
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"I didn't intend to cast any racial slurs," replied the reporter

agreeably, precipitating angry rustling and murmuring which was instantly

stilled by a dozen "Shsh's."

"I didn't ask whether you intended racial slurs," returned Jimmy

coldly and legally, "but whether you committed them."

"Well, I guess that depends who's speaking, doesn't it?" answered the

reporter a little less ccmtortably. "They didn't sound like slurs to me

(another angry hum, stopped by Jimmy's glance) but they evidently did to you."

Jimmy nodded to the next panel nether, and the questioning proceeded

for half an hour, and then another forty-five minutes from the audio co, all

in an atmosphere of tense, formal silence, threatening eruption at any minute.

By the time I had overcem first my preoccupation that a outbreak of uncontrol-

led hostility would end the program forever and next my amazement at the unpar-

allel self-control of these "short-attention-span, volatile" studcn':-

ized that the tension had dropped. The reporter agreed he had made mistakes

in the article and had not been aware of haw his writing would affce:

jects; the students complimented him on his openness and friendliness; and all

agreed that he should write another article about the program durin' th fH-0

week.

And so he did. During the seventh week he reappeared, this time to be

swamped by students demanding interviews, showing him the most recent edition

of "The Ghetto", inviting him to class, or taking him for a tour of our outdoor

art gallery. Ilis second article began on the front page of that Sunday's paper

and offended no one. I must say that I also found it a bit flatter than thn

firstperhaps a little too calculatedly inoffensivebut please don't say I

complained.
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During the following year, I was interested to see that the reporter

became the newspaper's main link to racial and poverty issues, his campetence

and commitment evidently influencing the paper to give more attention to such

issues.

AND anol MEETINGS

Members of our advisory board had turned up at the meeting with the

newspaper reporter because we had held a meeting of our advisors the day

before. One or two Iad maintained regular contact with the program 'through-

out the summer after their participation in our spring planning meetings.

But we had not specifically invited them to the program. Andrew Wilson sug-

gested to me that a meeting would help create understanding and support for

the program within the Yale community. He felt this would be useful because

most information about the program circulating Yale was negative in tone,

caning from Weiss or the master of the neighboring college who intermittently

complained about the amount of noise we generated late at night.
ar410

The meeting turned out to serve much more than merely a public relations

function. We asked about half the staff and a number of students to join us

for the lunch and early afternoon meeting, playing tapes of several meetings

with students at the beginning of the program and more recently. We impressed

ourselves with the change in the students that could be observed by listening

to the tapes and hearing their live comments at the meeting. Ni, oin small

groups, they seemed capable of adiiressing one another rather than merely

shouting; also of listening to one another, developing a definite theme in

conversation; and also of carrying out some cooperative activities (the advisors
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were shown the questionnaire and analysis prepared for the meeting with the

reporter): The advisors were impressed by our work, which provided us with

much-needed reinforcement, especially for those staff members who ,iere least

clear that we were accomplishing anything.

One advisor fram the =immunity action agency later returned to make a

tape of student comments, the flavor of which he first picked up at the

advisory meeting, about the kinds of organizational and interpersonal dif-

ferences between this program and their high schools--differences which made

than try to work with the system at Upward Bound bl.:t against the system at

high school. This tape was used repeatedly at in-service teacher training

sessions during the succeeding year, when twu out of the three high schools

erupted in riots.

fhe students themselves had, in turn, first became aware that their

experiences constituted a coherent and persuasive critique of the school

system jest that Sunday evening. John Holt, who had been invited to visit the

Yale Summer High School that weekend, turned up unexpectedly at the Pierson

gate on Sunday evening. So we asked the students in the vicinity to join him

for conversation in the Common Room. Typically, rather than talking to than

about education, Holt triuU to find out from them. I don't believe he di

anything during the first two hours but ask questions which showed he had

heard what they just said and wanted to probe their experience more deeply.

Reversing the usual trend, more and more students joined the conversation as

it proceeded. Although once again tney were dealing with a topic that touched

deep anger and pain, the students maintained a kind of detachment and humor

about their stories that increased the power and precision of their analyses.
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Holt, who had planned to drop by for twenty minutes, /mained four hours.

Whether it was primarily the supportive context that he provided, or a readi-

ness by the students to enter another stage of relating to their feelings in

public that caused the new tone to the conversation I don't know. Like the

advisoi.s two days later, Holt ended the evening impressed with the program,

while we, in turn, ended impressed by him.

If the specific restructuring accomplished by the staff at the end of

the third week had proven utterly ineffective by the end of the fourth week,

the principle of restructuring nevertheless caught on. We dismantled the

workshops and returned to the tutorial system. The intervening week had

permitted us to determine more precisely which students felt related to which

staff. Thus, the new tutorial relationships were not assigned arbitrarily as

the initial ones had been at the beginning of the prog.am; instead they were

determined on the basis of existing relationships. As a result, although we

had virtually lost a week, we ultimately reached about ten more students

during the final three weeks of the program.

In another arena, the students themselves were initiating a now

structure. At John Darius' initiative, the Discipline Committee underwent

a painful week of self-examination. Three judgments emerged from this process.

First, the Committee was frustrated by the number of disciplinary cases it

continued to have to hear. It felt it was failing to help the school evolve

a higher sense of community than cops and robbers and simultaneously failing

to become a respected authority in itself. Second, Committee members ack-.

nowledged that they were learning more from participation on the Committee than

anyone else. This acknowledgement was achieved with some difficulty, for its
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immediate .corollary was that others should have the opportunity to serve on

the committee too, in order to share in the experience. But members en-

joyeu their interaction ond their feelings of prestige in belonging to the

committee so they did not like the idea of being replaced. ThiA, the

Committee increasingly found itself making new rules and taking creative

rather than disciplinary actions. So, it really ought to have been named

something like a "Governing Committee" rather than a "Discipline Cammittee."

These considerations suggested that a new committee, reconstituted

as the Governing Committee, ought to be elected by the students for the second

half of the program. Bbwever, several members of the committee felt that

John was the key to whatever prestige and effectiveness the present com-

mittee had developed (the first clear el:idence of direct positive support

of one student by others that I can recall). They argued against restruct-

uring. The argument consumed two whole evenings, one at the end of the

fourth week, another at the beginning of the fifth week. The final decision

was to restructure, 1 -iced largely on John's argument that if the whole

structure did depend on him alone, then it probably wasn't worth sustaining

anyway. Led by him, almost every member of the ccmmittee had been forced

to examine the relationship between his personal behavior and motives on

the one hand, and the structure and welfare of the community as a whole,

on the other hand.

The new Governing Committee, elected during the middle of the fifth

week, never did accomplish anything memorable. With the program nearing an

end, it had a lame-duck quality to it. It did, however, give another ten

students the sense of grappling with power and responsibility.
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DECISIONS DETERMININU THE PURPOSE OF THE SUMMER

During the sixth week, the formerly implicit issue of whether to

emphasize social-therapy or academics became a central concern on the staff.

First, we had to decide whether to throw out several of the white students

who were hooked on glue, endangering themselves by such acts as walking out

on the roof and falling from a window (luckily first story) into the moat,

and not participating in the academic aspects of the program at all. Those

in favor of stressing the academic quality of the program argued in favor

of the suspension. Greg argued, to the contrary, that this summer was de-

voted to trying to develop a came city together, with no pre-existing

authoritative assumptions about the nature of that community. Moreover,

he pointed out that a number of black students were equally guilty of using

drugs against our rule. If we were going to use suspension as our way of

enforcing our rule, he would have to recommend the dismissal of a number of

black students. Sir it was clear that such a harsh tactic would destroy

the coherence of the program, the staff decided not to dismiss the white -

students.

(When the news of Greg's threat leaked out to the black students,

several of his former friends assiduously avoided him for a few days. Then,

noting his tendency to drink a cocktail some evenings off campus at a

restaurant, they confronted him on his inconsistency. He advocated throwing

than out for breaking the drug rule, yet he himself broke the rule against

liquot. He reminded them that the rule prohibited liquor or drugs on camus

for the good of our cammunity, but said nothing about what students or staff

did off-campus. The students in question took the hint, reducing the amount
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of drugs on campus during the last two weeks. They also readmitted Greg

to friendship, presumably on the basis of his leadership in beating the

system. I don't think they ever realized that his recommendation to dis-

miss them was also a ploy to beat another system, the conceptual- emotional

system of same staff memLers.)

Then, around the middle of the week, sane staff members suggested

that we consider inviting back for the seventh week of the program only

those students clearly interested in academic work. In this way, went the

argument, we would nct be expelling any students. Moreover, the non-

academically inclined students would probably quite straightforwardly pre-

fer not to take part in an intensive week of academics anyway. And we would

thereby have the uninterrupted chance to serve the serious students.

The argument sounded inviting, and many of us bought it quickly.

Only Sally Graham disagreed strongly, still using the counterargument

that no one had the authority to divide the community during the first

summer. To do so now, she maintained, would undo all the trust built

during the program with the least academically inclined students: Such a

decision would reassure than once again that th::, really were second-class

citizens whose concerns we had pretended to take seriously only so long as

we hoped we could convert than to our value system. Because she could not

be persuaded that this idea permitted us to accelerate our timing and lay

(.1 foundation towards next summer's program and because a number of staff

members were not present, we adjourned the Wednesday staff meeting and

agreed to return to the discussion the following afternoon. In the meantime,

-ally continued the debate and somehow helped many of us to change our minds.
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Suddenly and surprisingly, the whole issue was decided easily the fol1oiing

afternoon in favor of not adopting the proposal. The usefulness of not

simply outvoting a committed mi.nority was thereby strongly confirmed.

These decisions against dismissing the glue sniffers and against

restricting the program during the seventh week had an apparently negative

consequence of bringing to a climax the conflict within the staff about how-

the program should be defined. After weeks of relative silence at staff

meetings, Regina, followed by Tan, Susan, Gail and Douglas, expressed their

indignation at the deeslons during the staff meeting at the end of the

sixth week. Soon the discussion shifted to their sense of having been ex-

cluded from staff decisions throughout the sumer. A few staff members

were viewed as having preponderant influence with me. Greg and Rob first

and foremost, then Tim, David, Ray, and Luther. I agreed with this ranking

of who had most influence, as well as with the observation that a split

had developed within the staff. I wondered, however, to what extent this -

pattern represented a conspiracy against the minority point of view and

to what extent tne minority itself had helped to create it by passivity.

Sally's different posture as a minority tho two days before suggested

strongly that a minority could potentially have influence within the program.

The actual outcome of this open definition of conflicting factions was rather

positive--a sense of reconciliation and reunion within the staff in prepar-

ation for the final week.

Once the final week got underway, we had more reason to be nleased

with our decision not to split the program. A summer's worth of artistic,

work by the students, guided by Gail, made its appearance on the walls and
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porches of one corner of the college. In addition to the intrinsic talent
al

and color it conveyed, it awakened the staff to one kind of productivity

that had been going on all along6ymnoticed under our nrnmL.,, Tt_pm.?...an un-

-evected dividend. Moreover, Gail had seemed the least assertive, least

visible, and therefore least valuable staff member throughout the summer.

She, too, therefore, appeared as an unexpected dividend.

Our composition contest also stimulated an astounding splurge of

writing by students during the first three days of the final week. They

could be seen sitting around the campus bent c7er their work as never be-

fore. And they reworked their pieces three or four times with the help of

the staff. The results ranged from fitAdon to political essay to philosophy

to poetry, including the following comic sumation of the summer by Henry

Aston:

MY DREAM IN THE GRASS

While I was lying on the ground,
I think I heard Bill Torbert's sound;

Someone laughing at me like a fool,
Someone dropping on me something cool;

Someone rattling on a bush--
John Darius gave it a push;

The rustling of the trees
Gave its sound in the breeze;

Seth Phillips saying "Oh God!"
A symphony which is quite odd;

I hear someone walking through the grass:
It was a folk singer going to class;
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I hear sane birds.;

Their melodies merge;

Something crawling on me--
I believe it was a bumble bee.

When I got up everything was differen to me:
Where I dreamed before, now I could .e.

%SI COPY Nana

On the final day, I busied myself with preparations for the evening

ceremony to which we had invited all the parents. Were the certificotes we

had had printed ready.' Were the students chosen to read at the ceremony

practicing their pieces aloud? Would the refreshments =appear at the right

moment?

As the day progressed more and more students complained about "having

to attend the ceremony. I began to fear that our final act would be only too

typical of the disorganization which had characterized us throughout the

summer. Melinda, who had been asked to read her essay on Black Pates, vo-

ciferously refused to take part in the ceremony. Repeatedly throughout

the day she charged up to me, for one hour attacking on a bike she had picked

up samewhere, exclaiming triumphantly that she would not under any circum-

stances read her essay. The occasion was a sham, she shouted, just as the

summer had been. Then, half an hour before the event was to begin, I found

myself '.tackled from behind, Melinda once again screaming, this time main-

taining that I had no right to discriminate against her and prevent her fran

reading.

By twenty past eight, the Carmen Roan was cramned with students and

parents, all, to my utter surprise, dressed in their best clothes, just as
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they had been on the first afternoon. Melinda, Henry Aston, and six other

students read their work to thunderous applause; awards in writing and art

were made; and each student received a certificate to further applause.

The college emptied.

Saturday morning the staff gathered for a final relaxed argument

about whether the primary purpose of the program had been therapeutic or

academic.

FINIS
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IX DEVELOPING A COMMUNAL SENSE
OF IDENTITY

The end of the summer session ushered in a far more reflective phase

of the program. I dragged myself onto a plane to meet my mother'at a small

country famhmse she had recently bought in Italy and spent up to eighteen

hours a day for the next three weeks sleeping. During my absence New Haven

was erupting in riots, setting the tone for a bitter year of disruptions in

the city's high schools and of assassinations in the nation's political are-

nas. It was as though we at Upward Bound were being offered a chance to

compare the results of our way of operating against the results of the "usual"

Way of operating in our country.

Our way seemed to involve high psychic costs as we proceeded, testing

persons in often extreme ways, but then seemed to result in good feeling and,

as we learned later, significant positive outward changes in our students.

At the end of the next school year three-quarters of our students had improved

their grades (directly contrary to the ordinary trend for such students), and

only two had dropped out of school. New Haven's drop-out rate for tenth

graders was cut in half from the year before--from 140 to 70--and I can think

of no other factor besides Upward Bound that might be responsible for a large

proportion of the change.

The "usual" way of operating in our country seemed to minimize imed-

iate testing of persons as well as minimal effort to recognize and transcend

personal limits, but then seemed to result in violent contradictions over

the long-run. I began to think of our way as a pay-as-you-go plan, as opposed

to the dominant American buy-now-pay-later philosophy.

191



-18l-
SV.S1

tOri

Of course, at the end of the first summer these long -teen results of

"our way" had not yet occurred. Consequently, the benef:'ts and even the de-

finition of "our way" were still unclear to us. As fall, winter, spring, and

a second summer succeeded one another, the violent mood in New Haven and the

country seemed to represent the ultimate test of "our way" more often than a

clear contrast. For, as later chapters will show,.this violent mood very much

affected the atmosphere of the program during the second spring and sunner.

I have been surrounding the phrase "our way" with quotation marks

because the most obvious yet confusing characteristics of "our way" were

precisely the uncertainties surrounding the tams "our" and "way".

During my three weeks in Italy, I would occasionally turn to some

efforts by staff members to define and evaluate "our way". X had asked them

to describe, among other things, what principles, if any, they perceived as,

in practice, guiding the program, and what degree of contradition they exper-

ienced among the principles. Parts of sate of their answers follow:

Ray: ... I bee this school operating on principles that the
students can understand. They can see that the rules
are made for them and not some other group of people.
I think that it would be fatal to the program if
principles were irposed upon students without the
students understanding them...

************

Reginal...Ne have been, in principle, attempting to prepare the
students for re-entering the school system, but at the
same time we have been, in principle, bucking the system
we have been preparing them for...

************
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Uavid ...I perceive the program as operating under a general
principle of self-discovery...A key question which has
never been answered this summer involves the conflict
between freedom of the individual and his infringement
of the freedom of others. Not in any sense when is a
student recc' ing more freedom than he deserveq---I do
not believe in individual can became. responsibly free
through the ,Junitive denial of freedom-- -but simply,
when isa student receiving more freedom than we can
afford to give...

*************

Bert Wilkerson: I think our main principles have been, in order of
priority in practice:

voluntarism for the students
Epportivoness
creation of a community (running a poor third)
learnina

I would note that this list is exactly the reverse of the
priorities expected by the students, at least initially.

Voluntarism allows individuals to disrupt the community.
While our community institutions, primarily the Discipline
and Governing Committees, were valuable1 I don't think
they ever succeeded in creating the sense of community
that in itself inhibits disruption.

Unfortunately, supportiveness and voluntarism conflict
with learning, for the latter requires disciplined work....
Our assumption that support for seven weeks was a .pre-
requisite to real learning based on self-motivation was,
I think, correct, and, if it is correct, then support
was the more important principle.

Although I did riot feel that any of these ways of thinking about the

program was categorically right or wrong, it was interesting to ask myself what

were the consequences of each way of thinking about it. For example, tension

and contradiction seem more pronounced in Regina's and Bert's thinking than in

Pay's and David's. Why so? If we compare Ray's and Regina's comments, we see

that Ray treats the program as an end, in itself without reference to the outside

world, whereas Regina interprets the program as fundamontally a means to another

era. Comparing David and Dort's cunnent, we see that David develops a single
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principle as central to the program, whereas Bert counterposes four different

principles to one another.. Can we hypothesize fran these examples that the

intellectual work by each organization member of formulating a single aim

which interpenetrates an organization's activities, giving them meaning in

relation to one another rather than simply as means to some exterz.al end, will

reduce tension and contradiction fr" the organization member?

Let us look further at differences among these evaluations. Of the

four, Regina's is the only one which proposes a direct self-oontradition

within the program between ends and means. Fay's does not describe any ex-

isting conflict, only a potential one. David and Bert describe ironies,

ambiguities, and problems, but not in the form of utterly hostile contradict-

ions. Regina's evaluation also differs from the other three in not describing

with any specifity the character of ocromunity development within the program.

Can we hypothesize fran this correlation that there is an inverse relationship

between a sense of contradiction in an organization's activity and a sense of

developing community? We can reason that persons without the sense of develop-

ing community would tend to be less aware of a possible complex, internal, de-

velopmental logic confirming the organization's responsiveness to the outside

world despite its apparent contradiction of it. Just such a logic is in fact

enunciated by Bert when he speaks of support as a prerequisite to real learning.

Thus, a process contradictory to that of the school system may nevertheless help

students to learn in school. We see, too, that Bert's developmantal sense, re-

lating support to learning over time, helps him to reconcile the contradiction

he originally generated between "support" and "learning" by his narraa defini-

tion of "learning".
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Thus, it appears from analysis of these evaluations that apparent

contradictions, and the stress, frustration and conflict which accanpany

any perceived contradictions, will diminish, and a sense of coherent or-

ganization will increase, as a person formulates a single embracing aim

for his organi.zation's activities and as he senses the dialectic between

concrete, particular experiences and abstract, general reflections which is

generating a sense of shared aim and, thus, of cammunity. I do not wish to

deny that our program may have suffered actual contradictions, but rather to

emphasize the extent to which a person's conception about and investment in

what is happening influences his experience of contradiction and stress

within that activity. In fact, I might plausibly continue this argument

by suggesting that actual contradictions can derive from =eiLed .(or

conceived or felt) contradictions.

A FLASH-FOr .ARD

I was once again reminded of the subtle relationship between. actual

and perceived contradictions during the winter when the oore staff did sane

research on itself. All seven members, including myself, answered the quest-

ion, "What do you perceive as Bill's airs as leader of this group and program?"

My answer was shortest and simplest: "To increase self-directed learning in

myself and the other members."

NO one else's answer contradicted mine, but the other answers either

touched. on only one side of my answer, or else presented several sides without

integrating them. For example, Grace saw my aim as purely self-oriented:
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"TO see if he can use in a real situation the things he has learned." Pat-

ricia saw me as other-directed: "Altruistic, highly principled to improve

life for people." Rob Gilman saw me as balancing (not always appropriately)

several aims: "To fulfill his responsibilities to the staff and students;

to try out some techniques for dealing with interpersonal issues; to re-

search the organizational behavior of a school."

In all, Grace focused on the personal side of my aim, Patricia,

Valery, and Ray focused on the other-directed side, and Rob and Tin. Weston

on several sides. And this division among the one, the three, and the two

replicated itself in other teams. Grace participated on the core staff as

a volunteer mainly on the basis of a personal attachment to me; the three

who focused on the other-directed aspect of my aim were the most distant of

the six from me, and the least familiar with the idea of "self-directed

learning"; while Rob and Tim, who focused on several sides, took the deepest

theoretical interest in the program. Moreover, the three who focused on the

other - directed aspect of my aim also seemed to share a common concern about

whether this aim was congruent with the overall purpose of the program.

That is, they did not directly link my aim, as they perceived it, to learning,

as they perceived learning. On the other hand, Rob and Tim, having focused on

several sides, expressed most concern about whether different sides contra-

dicted one another.

I doubt that my behavior could have been too grossly one-sided or self-

contradictory, since the different mem;Ders perceive several different sides

and only one stressed contradiction. But my behavior may have been less well-

integrated than my statement of aim. If so, my intellectual capacity to
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integrate may have blinded, me to the unintegrated quality of my behavior.

On the other hand, part or all of the apparent contradictions could result

from a lack of intellectual integration on Rob's and Tim's parts. If so,

they could waste energy trying to resolve what they perceive as contradict-

ions outside theffselves, while overlooking the need for continued development

of their an capacity to discover abstract themes integrating concrete act-

ivities.

In the absence of shared abstractions to interrelate different events

and roles, a person or program can achieve a sense of identity only by repeat-

ing the same behavior over and over again. In this case, a sense of identity

is gained at the cost of becoming less responsive to the outer world and, thus,

ultimately less capable of adapting to and surviving in the world. The core

staff research undertaken during the winter was intended to help us consoli-

date an identity-by-abstraction rather than fall into an identity-by-repetition.

MY MN EVALUATION OF MYSELF

But the reference to the core staff research has taken us ahead of the

story. The process and results of this research will re-emerge in later pages.

Now though, I will return to the evaluations at the end of the summer session

and, in particular, to my evaluation of myself. I wrote:

I am going to begin taking more initiatives to structure
the environment now that I have gained more confidence
in certain principles and we have some =Iron exper-
ience to refer to. The past summer was as total an
experiment as most of us have: ever experienced or oven
heard of. No doubt ry inexperience made it more dis-
organized than "nocr?ssary"; in any event, I feel as
though I have become clearer about the direction we must
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follaa. As a result, I believe I will be able to
distinguish between decisions which I wish to reach
collaboratively between staff and students and de-
cisions which threaten the framework of collaborative
decision-making and which I will not tolerate except
in matters of routine or emergency.

I have been helped to see another difficulty we had
together as a staff this summer; although I in some
formal sense encouraged all of you to discuss problems
you experienced about the school with me, both my
personal bearing and leadership style in same cases
precluded the kind of friendship which actually makes
such discussion and support possible. That is, I was
more concentrated than relaxed and more busy than avail-
able in relation to the staff. As a result, friendships
and personal loyalties sometimes had to be expressed off
the job rather than within the job. Maybe our experience
this summer and the fact that our students are already
with us can help us to plan more relaxing, meeting and
thinking time for next summer, and maybe my awareness
can work on my personal style.

7n the context of my analysis of the other evaluations in the previous pages,

I can now see that my first paragraph suggests a "sense of developing community"

on my part. The experience of the summer had not changed my fundamental ideas

but:rather in the very process of confirming them, had provided me with

confidence to stand more firmly on them. Or, to put this anoth

sense of "collaboration" had matured from trying to make

common to differentiating between decisions which

because they broke new ground and those whi

making individually because they su

enough

er way, my

every decision in

ought to be made in common

ch I would take responsibility for

ported already chosen directions.

As I looked back on the summer, I saw it as a period when the most

fundamental principles and commitments of the program were being hashed out

in practice. No single decision had sustained itself for long during the

blZttiVX because there was no agreement as to the fundamental aim of the program.
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But, through the summer, I felt we had attained a common sense of aim. Sane

-; ?arsons had worked the issue through in their heads and could now articulate

A....subtJe understand ",g of the paradoxes of self-directed learning. Others

.,.....hadilive,e,-;ouch Aexperience deriving a sense of self-enhancement and a

tn learning, but without necessarily being able to articulate

-4Jxis '..7:"M others had seen enough to persuade them that the direction

ofIbifpt...::w.a11,4as not for than (Douglas was one of these) . In short, the

,z;; ram, h-%.,ever confusing it appeared from day-to-day, nevertheless deve

ed a very definite and powerful identit7 for persons connected to it.

Ironical_'-;, it was just this sense of developing ccmmunity whach

lop-

was

hardest to articulate and indeed remained least articulated. The reader will

recall that none of the four evaluations by the staff members treat

lem of community in a developmental, historical sense. Bert treats

of learning in this dialectical fashion, but none of than mentions

e prob-

the issue

the early

stage of development of the community as a whole as r :ponsible for the prob-

lems they cite concerning the balance of freedom and order. For

whereas Bert sees the creation of community running "a poor thi

list of priorities, one wonders whether this appearance may no

from the greater visibility of chaotic voluntarism (if it is

example,

rd" among our

t rather result

not '§uppressed)

ter, the quality of

tangible to an

'bile a community generates a common sense of purpose. La

community among persons with a shared aim might become nor

outside observer than the quality of voluntarism, even though the members of

the communit7 ':=1*r.L.rer-.)erience their capacity for volun ism as having been

enhanced rather than diminished in the course of developing shared purpose.
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I have suggested that two factors which increase one's sense of be-

longing to a coherent organization are (1) the formulation of a single aim

embracing the organization's activities, and (2) the recognition of a his-

torical process developing community. Nor do the two factors seem to be

independent. Neither alone seems capable of generating coherence strong

enough to commit oneself to. In my case, certainly, only the confluence

of the two factors through my thinking and through my experiences of the first

summer at Upward Bound seems to have given me a sense of coherent organization.

RE FL AT A STAFF WEEKEND

A weekend meeting of the full summer staff later during the fall, to

reassess the previous summer and member's continuing relationship to the

school, provided an example of the inability of one of the two factors alone

to sustain in a person a sense of coherent organization. The resident

tutors, who during the summer had made the kind of investment necessary to

feel themselves part of a developing community, now fait disconnected from

the program because their role no longer automatically thred them into action

each day. They had little sense of the invisible developmental logic and

aim to draw them forwards even without the support of a visible community and

definite voles. The physical dispersion of the community had dispersed their

commitment as well.

That the tutors had avoided the work of developing an abstract sense

of the developmental logic and aim of the program is not merely a supposition

of mine. They said a number of things during the weekend which led me to this

diagnosis. They reported that during the summer their jobs had made so many
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immediate demands on than that they rearely paid attention to administrative

directives, to staff decisions, or to any theoretical discussions. As Sally

Graham put it: "Wa couldn't listen to you this summer b_zause we had to

define our own positions, and you were asking us to take responsibility for

the whole." Or, to quote Gene Renfroe: "Our role was to be in with the

kids. That's how we measured success. So, if we were in, that was all that

mattered. It didn't matter what the staff said." (Ironically, these two

were among the most willing to think abstractly during the surcrix.r.)

During the winter same of the staff members of the previous summer

took the initiative to define new roles for themselves, but most did not.

Of course, same staff members simply had too many other commitments to de-

vote continued, voluntary attention to the program. I can't believe that this

can be the whole explanation, however, since the very best staff members who

had plenty of other demands on them, were the ones who evidently had enough

sense of the aim of the program to be able to fashion a new role for themselves

in the new circumr;tances. Ray Flowers arranged to assist the program part --

time on Sbrk -Study wages funneled through his college, helping particularly

in the recruitment of new staff members. Tim Weston worked with the core

staff virtually full time for a trivial sum of money (all we had to spare)

while going to night school. David pursued his strong interest in educational

philosophy and strategy by joining us on occasions such as the National Meeting

of Upward Bound Directors in Washington, D.C., paying his own way. Sally

Graham maintained her personal contact with a number of students and partici-

pated regularly in our meetings with the students every other Saturday morning.

204



-191-

THE wnwER WORK OF THE CORE STAFF

In the meantime, the core staff began defining, arranging, exioring,

and rearianging its work for the year. Initially, the core staff consisted

of Rob and Valery working full time and Patricia Stuart and me working part

time. Eventually, Tim and Pay added themselves, as did Grace Porter, who

volunteered to help in the office.

If organizing had been difficult during the summer when we were all

within shouting distance of one another, it sometimes became agonizing during

the winter. We tried to initiate a number of projects that never got off the

ground. A study hall at the office with staff member ready to assist drew

five students for about a week and then trickled into oblivion. Tutors were

recruited from Yale to work with individual students, but, despite two train-

ing sessions, their inability to generate personal relationships with the

students and missed appointments on both sides led that venture too to trickle

down to a mere three or four stable relatioaships. Another venture which

started on a rather large scale, but achieved success only on a very stall

scale was to train our own students to tutor elementary school children for

pay. In theory the pay and prestigious role were attractive but in practice

missed appointments on all sides terminated all but two relationships, if my

memory serves me. 205
I tried to meet with a group of our students at each of the three New

Maven high schools once a week, but the schools' schedules were so often in-

fluenced by unforeseen events that the agreed-upon periods were often unavail-

able for one reason or another. After a few exciting and enjoyable conver-

sations, during which we rol-played.vrious common school situations which
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bothered the students, these meetings foundered. Still another frustrated

effort was our attempt to find and remodel and Upwc...'d Bound Center. Our

office, on the third floor of a Yale office building, was neither inviting

nor close to any of the neighborhoods in which the students lived. More-

over, we thought that remodeling some building condemned by the urban re-

development program would create a center of gravity for the program. But

each inquiry led us into a blind alley after laborious bureaucratic water-

treading.

Not every initiative ended so negative...J. Rob, Valery, and eventually

Tim divided the three New Haven schools among then and visited them regularly- -

sometimes every day of the week. They developed positive relationships with

the faculty and administration, enabling them to help our students and their

friends through innumerable bureaucratic hassles. Tim negotiated for a Black

,History course at the school he visited. And both he and Rob helped avert

greater violence during riots at their respective schools later in the year

by virtue of their close personal relationships to both students and faculty

when the two camps were otherwise polarized.

With Rob as his consultant, Carlo Tithers developed his own tutoring

program in which he and four friends tutored one another and alterly:.:.ly 6.1j--

cussed their life hopes throughout the year. Rob also organized a weekly

meeting among five sets of white parents (among them Hank Chase's mother anO,

her boyfriend) to discuss their ways of dealing with their children. Although

this conversation subsided after a couple of months, it was so fruitful during

its existence in terms of improving family relations that it felt like a success

to all of us.
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PLANNIN3 WITH THE STUD Bt tori witattots.

Our meetings every other Saturday morning drew an average of twenty

students each meeting. As one would expect, there were about ten regulars

and about ten students who never showed up. Although the focus of these

meetings varied fran conversing with the National Director of Upward Bound,.

who visited us, to planning a New Year's Eve party, the primary recurrent

topic was the upcoming summer. The students present at the meetings par-

ticipated in, and often initiated, all major decisions from the type of

location we should seek to the kind of disciplinary structure we should

create.

These decisions were qualitatively different from those of the

previous summer. On the one hand, they grew from the context of our pre-

vious experience together, and, on the other hand, they committed us for

the future summer. By contrast, the decisions of the first summer had been

very present-oriented, deriving fran no past cammon experience and reversabie

the next day.

The staff role became qualitatively different, too. It changed from

a primary emphasis on clarifying students' feelings and bringing than into

confrontation with one another or ourselves to a primary emphasis on directly

conlronting and supporting students with regard to their own intentions in

order to bring coherence to their behavior over time. This change was visible

at our Saturday meetings. The students themselves developed and then rejected

various alternatives, as in the case of types of location we might seek for

the following summer. When the preponderance of opinioll favored locating

outside New Haven, but several girls still objected because it would take them
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too far from other people they knew, the students themselves helped the

girls explore how much weight they ought to place on tho3e feelings, and,

without condemning them and exerting pressure on them to conform, led than

to join in a unanimous agreement to locate outside New Haven all this in a

group of thirty persons1;. Interestingly enough, the pragmatic argument

of avoiding distractions carried less weight in the final analysis than the

philosophical argument that trying unfamiliar things is central to a commit-

ment to learn. The staff took an active role only at the following meeting

when students at first did not recognize or acknowledge this decision as

their own. (I believe this lack of acknowledgement resulted from several

factors: W students who had not been present to participate in the de-

vision; [2] incomplete internalization of the logic which had led them to

a decision which few of them would have made on the spur of the moment; [3]

continued difficulty in believing that they could be the authors of announced

decisions.) Rather than permitting our previous agreement to dissolve in

confusion and rather than simply insisting on the agreement, the staff re-

negotiated the logic of the argument for locating outside New Haven by asking

students who had been present to reconstruct it. In fifteen minutes unanimous

acknowledgement and agreement had once again been achieved.

The same pattern recurred later in the spring when students carefully

and painfully decided that the staff should have full control of discipline

for the second summer. This decision was linked with another decision to make

the program more academic and more disciplined in general, so that students

could concentrate sufficiently to really improve their basic skills. The

2CP
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arguments for staff control of discipline were (1) students wanted to focus

less of their energy on just keeping the program going and (2) they predicted

that the staff would somet'imls need to be 'tougher' on them than the previous

summer to get then to do what they themselves ultimately knew was good for

them. Needless to say, the second argument was both extremely subtle and

extremely trusting. The two students who voiced it most directly, with

assent from the rest, were saying in effect that they would not always be

as reasonable as at present and that at such times they wished to trust

the staff more than themselves, even though at the time of confrontation

they might deny it. They even role-played the kind of response they hoped

to get from the staff: "When I shout at you'You betrayin my freedom' you

got to say to me 'You betrayin youself'." At the next meeting, the students

were scandalized to hear that, as they put it, 'someone' had decided that

the staff should have full control of discipline for the second summer. Again

a retracting of the argument, this time in small groups of five to give more

members a chance to participate actively and thereby to increase the likelihood

of their commitment to and memory of the decision, resulted in a reL::1.1.1:1

of the decision.

Individual students and our community as a whole seemed to be mtorin-1

a new phase in which definite goals could be set on the basis of a trustworthy

common history. But it was a threatening phase for the students bccausc it

required of than a clear commitment to an alien enterprise--book-learning--at

which they had experienced little but failure. Moreover, they had little but

their own intentions and our presence to support them. Their school experience,

their own behavior patterns, and their friends--in some cases even their friends

2E 9
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in Upward Bound who were leSs regular participants at our meetingsstill

tended to deter than fran so overt and so dangerous a commitment. In this

atmosphere, firmer behavior was called for on the part of the staff. Its

jab now became more to maintain and strengthen the program's aim and co-

herence than to explore for them. Increased staff control, then, grew from

a series of collaborative decisions which increased the definition of what

was right for this group of people in this place at this time. Thus, the

new phase was a subtle expression, rather than a blatant repudiation, of our

collaborative form of working together.

OTHERS' VIEWS OF UPWARD BOUND

The new phase of increased self-definition of our community could be

felt in other ways too. Our actions in relation to external institutions

and their images of us became much more definite. Whereas informal gossip

among the high school faculties in New Haven the previous spring and cl.lring.

the summer tended to derogate and ridicule Upward Bound, dwelling on the sex-

ual orgies undoubtedly occurring at the program or on its imminent collapse,

during the fall, and especially after the winter riots at two of the schools,

an at least grudging respect developed for Upward BotAd's unique ability to

work with the very students whom the schools had earlier found impossible to

relate to. Members of the core staff were invited to participate at in-service

teacher training seminars, aild a number of the students who were viewed as

trouble-makers were eagerly recommended to us for the following summer. Our

students thamselves were responsible for much of the change in attitude among
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high school staffs towards Upward Bound. First, they were present at school

more often. Second, their presence no longer automatically led to disruption.

Third, they actually took initiatives to meet the teachers' demands. (Some

role-playing episodes at the end of the summer had persuaded a number of the

students that developing personal relations with their teachers could be bene-

ficial-- whether from the cynical perspective of buttering them up or the more

sincere perspective of breaking mutual stereotypes and improving communication) .

I have already alluded in passing to the National Meeting of Upward

Bound Directors held in Washington, D.C.., during October. This became another

occasion for feeling and communicating the strength of our uniqueness as a

program. We were shocked by the opening speech of Tom Billings, the National

Director, in which he indicated that experience had proven. "unstructured"

programs to be less helpful than "structured" ones to the kinds of students

Upward Bound dealt with. He also advised admitting only students who could

be prepared for college in two years, so that we could improve the percentage

of students going on to college, which he regarded as the program's central

goal. And he warned against "naive political activity" by local staff members

which might lead to embarrassing Congressional questions. During the ensuing

question period, Billings first retreated into vagueness, then in the face of

a direct question acknowledged that a definite policy shift had occurred tadards

a more conservative position in order to make the program more saleable to

Congress and "the little man in Kansas".

211
CONMONTATION BETWEEN VALUE SYSTEMS

His entire position so contradicted our own experience of the past

summer, our ideals for the program, aml our imrzessions of what kinds'of programn
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were most successful (admittedly based on a small sample of about ten), that

Rd) and I and Jack Door of the Yale Summer High School spent most of the

afternoon writing a response which we duplicated and passed out to all di-

rectors the following morning. After reviewing Billings' points and noting

that his articulation of Upward Bound's aim was "uninspiring to us and would

be to our students," we wrote:

We sensed the implication that political realities
demand that O.E.O. sell Upward Bound on the basis of its
success in meeting conventional public standards, such as

percentage of students accepted to colleges. Only such a

strategy can achieve political safety for Upward Bound.
This position strike-] us as internally consistent, but as
true only within an emasculated definition of political
reality. The political reality which characterizes a
healthy democracy and torards which we educators are es-
pecially bound to strive is public self-education, not
public relations, not selling. The criterion of success

cannot be to meet conventional public standards, but must
be to transform them. In this political reality a program's
liveliness is judged not by its safety, but by its willing-

ness to take risks.

The war on poverty does not make sense to us except in
relation to this educational view of political reality. We

feel (and believe we are supported by data, theories, and
events) that poverty must not and cannot to eradicated by

selling our society to the poor and manipulating than to fit

it. If we practice this kind of politics, we are indeed, as

someone has suggested, waging war on the poor. Instead, we

must question the way we structure our society and the organi-

zations within our society because these structures and the

assumptions we make when operating through than are now pri-
marily responsible for poverty . . . Upward Bound hardly seems
worthwhile if it serves merely to push some of its students
into college ahead of Eevin, the C student, who could have

made it too had he been helped.

We went on to assert that universities were likely to be less responsive

tothenew Upward Bound policy because we believed that their commitmant lay
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in the direction of social and educational experimentation--the purpose of

a university being to discover, consolidate, and communicate new knowledge.

We continued:

...It is an inadequate conception of our task to believe that
pre-structuring the relation of students to our staffs and their
programs will succes-fully move students up a social ladder to
middle class succes3. The function of our programs is precisely
to develop appropriate structures through interpersonal relation-
ships. A successful structure is one which provides a student
with enough trust in himself to seek independence and enough
trust in his teacher to seek interdependence. Such a structure
is liberating for our students, but the very freedom it promotes
will encompass the possibility that the liberated student chooses
his own goals, and these may not include college...

Our response jolted same and was immediately attractive to others at

the meeting. The conflict between Billings' position wd ours keynoted con-

versations for the remainder of the weekend. On the evening of its appearance

about thirty people gathered to discuss its implications. It turned out that

a number of national staff members based in Washington had also opposed the

policy shift, but had never articulated their position as forcefully as we had.

We later learned that our response became a symbolic reference point in national

staff conversations that year. Billings himself joined the conversation the

following day, and it became evident that if we had not succeeded in reversing

the policy we had at least impressed enough persons by the clarity of our

position and the degree of our commitment to assure us the leeway to plan our

program as we wished. Billings made a special visit to New Haven later in the

fall, engaging us in long, personal explorations of the philosophy of Upward

Bound. I came to respect him highly for his willingness to engage in dialogue

and, at the same time, to fear whatever events had, over the years, served to

split his priv.ite ideals from his sense of the politically possible.
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Only much later did I learn an ironic postscript to this incident.

According.to one of the national consultants to Upward Bound, the real reason

for the shift in policy was not that "unstructured" programs did not work,

but rather that, although in a few cases they were among the most successful

of the programs, the national staff feared that the local staffs of most of

the programs did not have the competence to pursue this path. Thus, they

wished to discourage any widespread trend towards our type of program. This

point of view seems very reasonable to me, and dealing with it at the National

Meeting would have been exceedingly educational for most staffs, I think. Yet,

the national staff apparently assumed that to raise it directly would be too

confronting and derogatory. Thus, it is not surprising that the national

staff was unwilling to confront Congressional standards of success, since it

was not willing td confront its own colleague-subordinates.

AND FURTHER CONFRONTATION

Another ironic sequel to this incident developed during the following

spring. Suddenly I found myself in the surprising position of making the

same argument about educational innovation to Yale that I had expected it to

offer to Upward Bound. In retrospect, it escapes me why I should have thought

that a university necessarily approximate its ideals any more closely than a

governmental agency.

During the spring both we at Upward Bound and our friends at the Yale

Summer High School had to spend considerable energy searching for additional

funding (we because 20% of our funding had to come from non-federal sources,

they because only a small part of the program was federally funded). At some
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point we began to hear rumors that Yale was about to receive a gift of

$100,000 for a socially relevant educational program. Then we heard

rumors that President Brewster had asked a member of his administration

not noted for any experimental attitude toaards education to begin organi-

zing still another new program to use the money. Wondering why a new pro-

gram was to be set up at such a late date by a person not kncwn for inno-

vative ideas, when both our programs had already shown their willingness

to innovate, to evaluate the results, and to spend a whole year planning

for continued innovation, and when both our programs still needed funding,

we tried to determine whether the rumors had substance. Early inquiries re-

sulted in administrative denials that anything special was afoot.

Then, the directors of various education-related programs on campus

received an invitation to a meeting with President Brewster and sate other

administrators. At the meeting it was announced (hat $100,000 was to be

given to Yale specifically for a new program directed towards preparing

New Haven black students for entrance to Yale, if we could show evidence of

our capacity to organize such a program within the next month. Given the

shortage of time, it was hoped that the other project directors would help

the man appointed to head the new program (the rumor had been correct about

whom it was to be) with the various necessary contracts, as well as with

constructive criticism about his plans for the program.

We asked why we had not been informed of this new project earlier,

whether the administration was definitely committed to the new project, and

how the idea for the new project had developed. The answers were exceedingly

fuzzy and mutually contradictory. No, the achinistration was not definitely
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committed; we were to be part of the decision-making process. But yes, due

to limited time we should either do this project or none at all. Yes, the

specific idea had been proposed to the donor by Yale, but no, the donor could

not be influenced to use the money in any other way. We had not been informed

only because the project was so new, but on the other hand, they had wanted.

to wait to inform us until the new director could determine whether it was

feasible.

Our questions put the administrators on the defensive, and they

rushed on to the presentation of substantive plans .Eor the program. In re-

sponse to this presentation, we asked more basic questions. How would the

program contribute to Yale's purpose as a university, or would it just drain

our resources further? (We had already found difficulty attracting ccmpe-

tent Yale faculty to our program.) Wouldn't a program for blacks to enter

Yale create an unbearably invidious comparison for those blacks in Upward

Bound who would almost certainly not attend Yale? Would it not make Upward

Bound appear to be'a second-class program at Yale? What was the educational"

philosophy of the program? Weren't ale's resources already strained in

supporting educational programs? Where would the money come from after the

first year? The head of; the Yale Summer High School had been promised con-

siderable help in finding funding, but had in fact received little help.

Wbuld not the New Haven community become further alienated from Yale if we

sponsored a program for only a short time period? Wbuld the program be

planned collaboratively with the cammunity? So far it did not appear so,

yet Yale was just in the process, in the wake of Martin Luther King's assas-

sination, of expressing its commitment to collaborate with the community on

decisions that directly affected the community.
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These questions, too, evoked vague, defensive responses. We were

assured that the various programs would be "coordinated" with one another and

with the community. The administrators began to question us, implying that

we were showing disloyalty by our negativity to the program as a whole.

Dto immix-ars of the New Haven Board of Education made comments which

sounded quite negative about the program to me, but I now doubted whether the

Administration was willing to hear such negative feedback, so I asked Presi-

dent Brewster what he thought these two people had said. He looked uncomfort-

able, then asked me what I thought they said. I replied that I didn't kncpr

whether to trust his perceptions, so, as a way of checking, I would prefer

,to have him say what he heard and then check with the speakers to see whether

they felt hP herl hee,-A 4''-.am correctly. I 'm not sure whether he understood me

or not. In any event, rather than sharing his perception of what had been

said, he next asked the most recent of the two speakers (who was a senior)

what he had said. The speaker, now tensed by the confrontation,

retreated into blandness and vagueness, qualifying his first comment to the

point of reaninglessness. Afraid that perhaps I had misheard his original

comment, frustrated that the interaction had become so complicated by new that

further checking and analysis would only generate more confusion, and probably

also scared of confronting the president too strongly and offending his dig-

nity, I did not pursue `his stand. (After the meeting the junior Board of

Education member berated the senior member for becoming a marshmallow, and he

admitted that he had changed the meaning of his statement to sound less neg-

ative.) 217
We were asked after the meeting to write dam cur reactions to the

program if we wished. A number of the project directors wrote strong neg-

ative statements. My own focused on chemes raised during the meeting, rather:

r- -44. '4 "r v. -



-204-

Yale does have limited resources; Therefore this program
will be done instead of something else.

It cannot even be argued that a chunk of money has been
given solely for this, since the donor was led to this
idea by someone who could lead him to another idea if
this saneone were convinced of it.

Adding a new program in no way leads to more collaboration
within the university on educational matters, since it In
no way advances a unifying sense of purpose, in itself
does not emphasize the collaborative (as opposed to the all-
too- pervasive disintegrative) possibilities in the insti-
tutional framework of the university, and does not enhance
the collaborative abilities of the participants.

To view collaboration as "coordination" and to see such
acceptance of interdependence as an imposition on indi-
vidual freedom is one side of the coin, the other side
of which involve a tacit commitment to piecemeal, un-
integrated programmingresponding to innediate pressures
rather than raising fundamental questions about aims and
effects.

"Co- ordination" also distorts the idea of collaboration in
other ways (that struck me at today's meeting and afterwards:
"loyal", "lively", members are expected to give hearty approval-
along with possible tactical caveats, but not to disagree on
strategy issues; "consultation" is aimed at gaining consensus
on a decision already made (although it is not announced as
such).

The possibility of collaboration is of course central to all
forms of truly experimental educationthat is, to education
founded on the belief in, or better the experience of, ex-
perimentation as a primary human motive.

Most criticisms of contemporary schools focus on their system-
atic (because systemic) distortion and destruction of children's
sense of experimentation, yet most compensatory education pro-
grams essentially repeat the coercive, conformity-producing
structures rather than in any way curing than (which is not to
deny that Yale's forms of coercion can be far more pleasant
and genteel than schools').

The expanding riots make it clear that, socially, we will not gain
true peace until the top truly recognizes the bottan--until author-
ity becomes fully transactional. to and bottom, elites and
masses, rich and poor, white and black, do not speak the same
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languages, and it is not clear to me who should, or can,
teach wham. IL is clear, however, that there is a lot to
learn.

J.e.t.eyamments are intended to raise serious questions
for any school that can choose its destiny today. It is

c....jr,7T.,--dii0,....:7itficult to assume the posture of a learner
in a society which rewards right answers rather than mean-
inaful questions--especially if one is an administrator
charged with the responsibility for doing something right.
V-7:71ess, cannot conceive.how a program which does
not In some way test this direction of collaborative quest-
ioning could be in any way helpful.

For several weeks, our relations with the central administration re-

mained strained and formal. Then we heard that a decision had been made not

to pursue the new program. By that time, of course, it was too late to per-

suade the donor to give his money in another way. But it is not clear that

the Yale administration would have wished to persuade the donor anyway. Al-

though President Brewster repeatedly complimented the Yale Summer High School

and Yale Upward Bound programs in his talks to alumni, it was not clear to

us that he had any genuine understanding of, or commitment to, the collabort-

ative principles which, each in our own ways, we were attempting to explore.*

In fact, if anything, the process of decision- making around the proposed new

program indicated just the reverse.

In these varied ways- through staff reflections, meetings with the

students, and contrasts to practices in the public schools, at National Upward

Bound, and at Yale--our communal sense of identity gradually coagulated.

*It'negrtdireaction to Brewster in this encounter and in regard to this
critical ed=ational issue does not prevent me from regarding him as the best
college president whose work I'm familiar with.
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LEARNING)

X. THE GORE STAFF PREPARES ITSELF

During the fall, each member of the core staff worked largely on

his own. We would meet once or twice a week to plan, coordinate, and discuss

particular students, but other than that each member structured his own time.

Valery and Grace could be found at the office more often than the others,

,working on the books or talking to a student. Tim could be counted on to be

at the high school to which he served as our liaison in the mornings and often

visited members of the downtown school bureaucracy in the afternoon, explor-

ing potential curricular or structural innovations. Rob was more likely

asleep during the morning, grappling with graduate work in the afternoon,

visiting students' families in the early evening, and perhaps drafting a

program proposal late at night. Patricia would take occasional hours from

her other jobs as voice and dance teacher to counsel particular students,

such as Sheila for wham she found a place at a boarding school and Seth

Phillips whom his family's crude pressures to do college level work drove

to autistic withdrawal and lying.

Four years later, when I returned to review the files to learn what

had happened to our students since the first two summers, the amount of work

we did is reflected by the number of journal entries in each student's file

recording this trip to the doctor, that intervention with a teacher, or some

work/study project we worked out with him to earn same money. Since then,

with the exception of an end-of-the-summer evaluation or a form letter to a

college admissions office, the files are bare.
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My strongest relationships were with Rob and Tim. I shared an

apartment with Greg and Rob, so Rob and I saw each other at all times of

day and night. Tim and I would often drop ever for coffee at the restaur-

ant ,rear the office, and more and more often I would appear for dinner at

his home, enjoying the warmth of his family. Occasionally, we would make

the train trip into New York together, he to attend an evening graduate

class, I to attend sane meting. With both Tim and Rob talk flowed easily,

since all three of us shared a range of interests and languages, from our

particular students, to the politics of the New Haven community, to personal

and educational philosophies.

With Valery I tended to feel more distance. She seemed less do!'ined,

more delicate. I feared imposing on her, overpowering her. Our relationship

began to grow stronger later in the year, with gradually more personal ini-

tiatives by each of us, but then seemed to atrophy again over the second

summer. She always performed well, but not with the kind of creative ini-

tiative that I could take for granted from Rob and Tim, so I think I kept

a distance between us partly because I feared I might unfairly compare her

work and thought to that of Rob and Tim.
;;

One did not need to fear that one might overpower Patricia. Beautiful

and dramatic, her presence could always be felt. In fact, I probably kept

some distance from her for the opposite reason than fran Valery--a fear of

being somehow consumed by her if I ventured closer. I also feared that her

philosophy and style were more authoritative than collaborative and thus did

not mesh well with our program. At the same time, she was confident and
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effective with otudents, so I did not wish to be narrow-minded about what

philosophy and style worked best. In the early fall she confronted me,

at Rob's urging, about why I had seemed to avoid her during the summer

session and we discussed all these issues, easing the tensions I felt.

BEGINNINGS OF THE RESEARCH

After Christmas, as we began to feel the need to recruit a new staff

for the following simmer, we began to became more aware of work that we

ourselves, as a core staff, needed to do in preparation for recruiting. A

number of threads contributed to this awareness. One, shared by all of us,

was the belief that we must do a better job of tarining the new staff than

we had been able to do the previous spring, yet we were unclear haw to do

this. Another, shared strongly by perhaps half of us and more weakly by the

others, was the belief that we must came to learn more together as a group

if we wished to serve as a model of self-directed learning for the new staff

and the students. A third thread, again shared less evenly, was a sense that

same of our realtionships within the group needed repairing if we were to be

effective co-workers. In particular, Tim's relationships with both Rob and

Patricia seemed strained.

I think I felt still other threads contributing to the need for pre-

paration more strongly than did the other members. I wished to find same way

of increasing our collective interpersonal competence to make us more capable

of handling the demands of a more rigorous staff training program. I know

that Tim also felt this need for himself, but the other members, while they

supported the idea in principle, did not show much personal commitment to it.

eft
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Another thread I felt was the need for a commonly shared language

among uc with we could apply to concrete events. Although we had worked

together for close to a year now, I was still not confident that anyone

besides Rob and Tim on the core staff could articulate our purpose very

clearly or distinguish between acts that fulfilled this purpose and acts

which contradicted it.

A final thread contributing to my sense of the need for self-

preparation on our part was a belief that research should now begin to

play a more defined role in our program, since we were now able to define

our goals and dilommas more clearly.

I should note that this belief may partly have been self-serving,

Since at that time I hoped to be able to research the program for my

doctoral dissertatioh. Moreover, my dissertation committee was concerned

that my approach so far had been over-intuitive, sloppy, and under-committed
v a,:

bo developing valid knaaledge I nevertheless, I co not believe that these
(s

pressures from another part of my life were central to my wish to introduce

research more explicitly into the program. From the outset, I had argued

to. my committee that valid social research could be conducted only under

conditions of trust between researcher and subjects and that the early stages

of Upward sound wera devoted to creating such a trusting environment.

The perspective behind the last sentence deserves further elaboration,

since it leads to a definition of the kind of research I conceived of as im-

portant for the core staff to undertake. To me, social truth includes in-

visible thoughts and feelings hidden within persons, sometimes even from them-

selves, and not rrvealcd except under conditions of trust. Therefore, no

amount of non objectivity would reveal such collective, but subjective,
223

aspects of social truth. Rather, the first step

in genuine racial research must be to luild a crrninity of trust ar,lir.ntpd
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discovering the truth--in short, to create a genuine school--within which

participants would willingly carmit themselves to honest sharing and test-

ing of their thoughts, feelings, perceptions, and actions. My concerns

with community develcpment, with self-directed learning, and with research

seemed to me Utterly interdependent. No one of the three processes could

evolve into full definition before the other two. Thus, during the first

spring and summer all three of these qualities could et best only begin

to germinate. Now, in the winter, having achieved same sense of community

as described in the previous chapter, and hoping to encourage self-directed

learning more explicitly among the new staff, it seemed to no appropriate

that research achieve higher definition as well, since we could now compare

our various conceptions of the program's aim (as reported in the fore-

shadowing of the core staff research on pages 184-186), or examine our

feelings and actions in light of our aim (as will be reported in the follow-

ing pages).

Before prom 'ing to the core staff research, haaever, I wish to

recapitulate and emphasize the importance of the earlier, more primitive

stage. The whole first summer had been devoted to a rare kind of social

04
research--research -:;r the fundamental aim of the school. This kind of

research necessarily precluded a neat methodology, since any such metho-

dology would have presumed agreements among us, which we had yet to reach,

about the nature of reality and about what was important in our particular

enterprise. To have superimposed a neat research design upon the program,

in order to syphon off knowledge about what was "really" going on, whether

for Congress or for a scholarly journal, would have generated knowledge that

was invalid and destructive in two fundamental ways. First, it would have

tended to reinforce for the participants in the program the all-too-prevalent

22 4
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assumption that research and action are intrinsically irrelevant to one

another and would, consequently, have tended further to discourage research

on their iarts to increase their actlon-effectiveness. (That such action

research was foreign, unimagined, or at least unpracticed by many of the

participants anyway, my earlier analyses of conversations have indicated.)

Second, the superimposition of a neat research design would have resulted

in invalid and destructive knowledge for the later readers of the research,

in that it wound have masked the emotional truth central to the first summer- -

the great and unavoidable anxiety and uncertainty about where we were going

and whether we were spawning new order or chaos.

EVen the narrative form in which I have rendered parts of the first

spring and summer; with occasional flash-forwards to the eventual effects

of our actions, runs the risk of over-organizing the experience and thus

shielding the reader from its agony. For example, it occurs to re that I

have conveyed little sense of the sheer number of incidents that would

occur each day of the summer session and of the layers of exhaustion that

I, and I'm sure others, came to feel, such that toward the end of the pro-

gram my mind would develop a dead sort of buzz for hour-long periods several

times a day, and my body and voice would feel like a distant, merely reactive,

robot. These are importE,nt facts to convey, so that others take them into

consideration when deciding whether to participate in a truly new program.

For if one considers only the potential excitement and rewards, then one 225

will become embittered by the scale of the actual demands of the situation

and will cease doing the kind of research that will expand one's sense of

reality and improve one's action skAils at the very mint when such re-

t"Are.11 bC0:1Y1C1 ntsr1/4-se,,d1rt -trv-1 1 el
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This earliest stage Of' research is the hardest in the sense of being

the most amorphous and allowing the fewest assumptions. We further in-

tensified its difficulty by trying to find a common purpose across many

deep cleavages of race and socio-economic status. (Perhaps the most sig-

nificant outcome of this experience and this story can be a more widely

shared appreciation for the huge scale of this task even when it is faced

direcUy.) This stage of research is also the most difficult to pronounce

successfully completed. There can be no neat empirical measure for when

persons have cane to a sense of shared purpose, fOr it is only at this

point that they share a norm against which they might wish to begin to

.measure their actual behavior.

The second stage of research is the hardest in another sense. At this

point, the discrepancies among participants' perceptions of reality become

more sharply defined and therefore more mutually confronting. For example,

whereas the conflict between the two staff factions during the first summer.

session could smolder for weeks before becoming fully explicit, virtually

every member of the core staff was to be strongly confronted in four sessions

of core staff research about his or her patterns of behavior, perception,

and feeling.
.1

However convincing these arguments about the nature and stages of

social research may appear to the reader, let me hurry to assure you that

neither my dissertation committee nor even the core staff ever gave much

evidence of being convinced. The former continued to feel that I under-

played research, while the latter tended to feel that I overplayed it.

But sin= the core staff had many other reasons for wishing to prepare itself

22G
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for the spring, my suggestion that we re-search our own behavior met with

general acceptance and even enthusiasm, especially when I asked the staff

to share in designing and analyzing the research insofar as individual

members wished to.

We developed four different approaches. First, we would fill out

and discuss among ourselves the same application forms we intended to use

in recruiting new staff. This procedure would hopefully both help us to

get to know one another better and alert us to the kinds of issues it

mgiht be fruitful to raise in interviews with staff applicants. Second,

we devised a questionnaire which asked each member to give his impressions

. .
of himself and all the other core staff on a number of dimensions. The

material on Others' perceptions



of my aim for the school, presented in the previous chapter, was drawn from

this questionnaire. Third, Grace Porter and I would score several core staff

meetings according to a system which distinguished individuality-enhancing

behavior from conformity-producing behavior. Fourth, the core staff would hold

several longer-than-usual meetings to explore the implications of the first

three kinds of research.

EITH ER/OR vs. BOTH/I ND

Our first meeting in early January began twenty-five minutes late

because Rob had been immersed in a conversation relating to another project of

his. The rest of the staff studied one another's application forms, which had

been written and duplicated the previous week, and began to fill out the

fr"-R-r 6,ee
questionnaire which Grace, Valery, Tim and I had all contributed-to.A.After

Rob had arrived and the questionnaires had been completed, I asked that we

share our expectations for the meeting before proceeding to any one. topic.

Grace immediately returned the question to me, "I'm hoping to find

out what you hope to accomplish...because I'm not sure whether it's content

or process...Are we really applying for jobs are are we trying to come to

grips with issues betwe3n us?"

Tim immediately leaped to one side of this duality: "The only reason

I would like to see a discussion of the application form is to get beyond the

form to ourselves. I see the application form as being helpful only insofar

as it helps us see ourselves as others see us."

And Bob's reply illustrated the other pole: "I felt...that we were

trying to put ourselves through a process that would be as much as possible

like the one we put other applicant:: through Iater...I think we should go
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The somewhat cramped central room of our office area, in which we

were presently sitting in the old wooden school chairs we had found in

the basement, made as dreary a meeting place as it had once made a dorm-

itory room. Although it was a stark place to work, at the time I was

primarily aware of being proud that we had spent no money whatsoever on

our own furnishings. In retrospect, the fact that it never occurred to

me to suggest we work together to make the environment more hospitable

and more personal- a kind of work that would have been enjoyable in it-

self--strikes me as evidence of the abstractness of my relations to

others. I was much too busy relating to people verbally to 'waste time'

on such a project. (Later, the coldness, formality, and interruptions

at the office led'others to suggest we switch these meetings to evenings

at Rob's and my apartment, which we did.)

229
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through the application forms and try to deal with them, which in my mind

would be a content rather than a process concern."

I wished we could appreciate that reality included both process and

content at each moment, not either/or, so, in my patient, AMID controlled,

abstract manner, I gave a short lecture: "I see three things...We tend to

rigidify distinctions...It is confusing because when we talk about process it

becomes the content...I hope we get out of this the ability to recognize

the impact we have on one another as we go through the process of applying

for a job because that is what I hope the selection process will be for

the applicants ..."

At this point, ironically, the discussion of what we were going to

do was prolonged by Rob, as he complained that we were expending too much

energy on what we.were going to do and thus preventing ourselves from doing

it. This aroused Jim's anger: "What happens is that you seem to plan this

afternoon entirely around Rob Gilman. Rob wanted to start the meeting at a

certain time so you came, and then I think there was a sense of acceptance

about what Bill wanted to do, and immediately you said Rob doesn't see it

this way so we're wasting our time." Rob did not deny Tim's accusation, but

defended his observation that the group was "using a how discussion to prevent

what we want to do." Patricia interjected, "I have just been observing that

what you have been discussing has kept us from the main issue for another ten

minutes." %thin another minute we made the transition to considering the

applications, the dichotomy between content and process, between what and how,

still regnant in most rembers' minds, I suspect.

230
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Tim spoke of his discomfort in filling out the application form be-

cause he felt a tension between the professional demand of an application

and the deeply personal demand of the actual questions (e.g. What do you see

as your personal strengths and limitations in interpersonal relations?) I had

felt this tension in his answers as I had read them, for his deep feelings

were no more than hinted at amidst his impressive intellectual formulations.

As we talked I became more aware than ever before of the profound effect

that the program was having on Tim. Caning from a working class background

and an endless series of factory, trucking, taxi, and gas pumping jobs, and

having simultaneously fought his way up the educational hierarchy to graduate

school despite a lack of formal credentials (he had dropped out of high school,

not yet graduated fram college), he found himself at Upward Bound in a colla-

borative environment for the first time, where, as he put it, treating people

with respect was an actual, practical, daily concern rather than a piece of

Fogth of July rhetoric. For him, then, Upward Bound was an introduction to

a new way of life, just as we hoped it could be for our students too. His

clearest expression of feeling in his application had came in relation to the

risks of committiag himself to this new way: "I hope to explore same of the

disquieting feelings I have about this kind of organization. What are its

an prospects for success in a world probably not ready for it? What of

the people in this community who have come to accept and believe in it when

they are separated from it? (There seam to be those, myself included, who

'hold themselves back because of this fearX

His fear did not continue to hold him Inck. During the research

meetings and through the spring and summer, he cartnitted himself urayservodly

231
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to the principle of continual self-preparation, to learning while doing.

And then, within a year of the time he wrote of his fear, he would have to

deal with the very consequences it had forewarned him of. For Rob and I

both left the prcgran to work on our dissertations at the end of the second

summer (my leaving had been programmed fran the outset), and Yale hired a

new director with an educational philosophy quite the opposite of mine. So

Tim too resigned, the program we had conceived now dead, and the community

we had evolved now dispersed.

SILENTLY AG Of VALERY

Back at the meeting, Rob shared with us his new impressions and

confirmations of old impressions, based on reading our applications. Pat-

ricia he found more direct and candid on paper than in conversation; in

Grace he perceived a pattern of minimizing herself, but always so gracefully

that one could feel both her competence and her lack of self-esteem.

Tim and I had differing reactions to a comment of Rob's on his ap-

plication that despite his verbal and intellectual abilities he basically
a

felt a kind of guileless loyalty to others as his main interpersonal strength.

For me it was a pleasure to hear this fran Rob because it confirmed a sense

that I did have of him but that was usually submerged under a more tangible

sense of his intellectual impressiveness. It felt good to me to have him

affirm his basic connectedness to me and the other members of the program.

Tim, oL the contrary, was more in touch with signs of Rob's relative lack

of commitment to us, such as his lateness for this meeting, and consequently

reported a distrust of Rob's purported guilelessness.
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Mane of these impressions of one another were pursued at any length

at this meeting, until we reached Valery. Grace asked others of us what our

reactions were to a phrase Valery had included in her application to the

effect that "in general I am silently agreeable."

Tim responded, "My reaction was that I agreed she was silent, but

I wondered whether she was agreeable. To mention something I feel guilty

about: in the past most of her time has been spent with books, forms, etc.

and my feeling was, how easy to let her do it."

"I was canfortable on that point, Valery," continued Patricia,

"because I thought you wen. hired to do all those things, to be a sort of

secretary, and I couldn't understand why you were dissatisfied." This latter

point referred to a meeting the past week, when, in redividing our jobs for

the winter and spring, Valery had said she would prefex not to continue hand-

ling all the bookkeeping.

Valery laughed nervously, as Patricia finished, "So now months later

I don't know what you were hired for."

A pause yielded no further response from Valery, so Tim asked, "Do

you expect to continue to be silent?"

"No," she offered. Another pause. "You are being," from Tim. Another

pause.

"What I can't imagine now" (this fruomme) "is not so much your being

silent as your being agreeable. That is, I hear a number of conflicting

things being said about you. I don't see how you could agree with all."

"I thought T'd made that clear: I said in general I'm agreeable, but

then there's this."

233
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"Yes, that's a good point," I replied, somewhat uncomfortably be-

cause my rather patronizing attempt to help her see a pattern in her be-

havior had misfired. "I'd be interested in hearing what you saw yourself

hired for, what you saw as our original agreement, and how you felt about

me."

"When I was hired, it was really unclear," she replied immediately,

as though liberated by the specificity of my questions. "You were out there,

I was in hereit had to be done--there was no one else to do it. But I

thought this was just a matter of a beginning, as I think I told you. Then,

partly because we had no secretary...and I had started it, and no one else

really wanted to do it, and who was going to do it? Now I'm working with

the students... hoW I feel about you? Well, I guess I answered that."

"No, I don't feel you did. I heard you say 'I was stuck with it' and

I can infer 'I was stuck with it by Bill'. But that's not the way you put it.

I wondered what your feeling was towards me."

"Well, initially yes, 'by you', but other people came in and could

have done --little things..."

"Yes?"

"Valery," began Grace.

"I'm sorry, I want to hear this," I cut in.

"...it was so strong, and no one else would do it, and it was necessary

to do it. There's some things that you just have to do."

Grace re-entered: "I wanted to ask haw did ycu feel when I came into

the office and said could you teach me this stuff. You probably thought I

was unteachabie. I was anxious to take some of it off your shoulders."
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"Well, at that point, well, it was about the same thing, Grace.

There were some things you were less inte'.:ested by and you said let's do

them together. Which is about the same thing as doing it by myself, be-

cause that's just how I see it."

Now Patricia: "I want to apologize first of all because I have

certainly treated you as if you had this job. Specifically last week, for

instance, I made a request of you about changing my check."

"Right."

"You know why I'm sorry, Valery? That you couldn't say to me, 'Patricia,

that's not my job, but here's who you contact and you do it."'

"That's why you needn't apologize," replied Valery, "because you're

not the only one, and I didn't really correct that."

Then Tim: . "What bothered me was that I just carved out my job as I

wished it and I couldn't say I didn't know what Valery's job really was."

And Rob: "As a matter of fact, when Greg interviewed me for the job

he asked could I 'type, and I said not well, and he said would I type, and I

said I would, and he said 'because we don't have a secretary,' and that's the

basis on which I first came. I do remember that I did same typing, but you

clearly were doing more work on the books."

"Were you all wr'.k.ing on the books?" asked Patricia.

"No," replied Rob, "Valery was alone and the issue was never raised.

And I'm not sure it was just her job to raise it. I got the impression- -

obviously wrong--that you liked doing the books. Mei_ I asked you the other

day and you said 'No', it was the first time I was ueare of it. Since you

had been doing them, I assumed you didn't mind."
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And me: "I've said all along that I couldn't stand working on those

books and would do whatever I could to arrange the organization so I wouldn't

have to. But I'm not interested in imposing the job on another either. On

the other hand, I've felt I've ignored you in your job of doing that because

I was so disinterested in it and probably because I didn't want to get too

close and find you weren't interested in it and have to arrange something

else. On the other hand, I've felt that I have made efforts to raise issues

with you at various times and I feel that the 'silently agreeable' problem is

a real one. In other words, other members of the staff have carved out jobs

for themselves, and I guess I feel more comfortable with that than I do about

the situation with you because I feel that your attitude invites us to impose

on you, when you say 'Some things have to be done'. I don't regard the world

that way. I don' think anything has to be done. I mean that in the broad-

est possible sense."

Patricia turned it another way. "I don't know if this would make it

easier for you to tell people haw you feel about your job: I think of you as

a very kind,.human person and I think the rest of us feel now in a way that we

don't like to feel--guilty and apologetic and unhappy. Maybe if you know this

you will not want to put us in this position--it will become easier for you to

tell us."

Reflectively, Valery concluded the meeting with, "I didn't set a path

for myself when I came. It was there and I took it and I guess it should have

been my responsibility to say to Bill, 'I want to change it.'"

After this meeting her job did change. During the spring and summer

she coordinated work on the books rather than doing it all herself and she

took on primary responsibility for student admissions in the spring and for

contact with parents during the SUPLaCX.
236
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Other signs pointed to her oontinued questioning of her 'silently

agreeable'' style. She entered into same long conversations me about

her status within her family and whether she should move away from home in

order to permit herself to consolidate a greater sense of independence. In

the spring she began doing her hair in the Afro style. And it was my im-

pression that when she spoke at meetings her contributions sounded more

definite, stronger.

Her level of participation at meetings remained as low as before

(even at the above-reported meeting at which she was the center of attention

she spoke only 6% of the total number of units). Which may be no more than

to say that the rest of this highly verbal staff continued its pattern of

making it difficult for her to enter the conversation.
00

PATRICIA'S DRAMA

At our next, meeting the group's attention shifted to relationships

with Patricia. Responses to the questionnaire showed that other members of

the staff estimated a higher level of conflict with Patricia than she did

with then. Her first response to this finding was to suggest that the source

of this discrepancy must lie in the other staff members, since it was true

that she felt no conflict with them. I noted, however, that the other staff

members showed no consistent tendencies to over- or under-estimate conflict

in relation to one another (except for Valery, who tended to estimate more

conflict with others than they estimated with her, confirming again that her

silence was not always correlated with agreeableness). I suggested that since

Patricia and Valery were the two whose patterns of conflict with others were
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consistent they probably had more control than others over changing those

patterns if they wished to. Valery agreed with an easy nod of tIwt head on

the basis of our conversation during the previous meeting. But Patricici

was more resistant. One example of conflict mentioned seemed to her a his-

torical matter no longer relevant. Another example seemed to her a 'dis-

agreement' rather than a conflict.

Finally, it was Valery who hit the issue head on rather than remaining

'silently agreeable'; "With me I think it is a conflict. I don't know whether

to bring it up. You seem to always be so dramatic that I don't know when

you're being Patricia."

"Well, that's Patricia," replied the latter in a loud, dramatic,

final tone of voice.

Valery tried to start again, searching hesitantly.

"I - am - a - dramatic - personality," enunciated Patricia, slowly

and forcefully.

"But it's still hard for.ne to decide whether you're being real or

not."

Patricia now leaned forward and, in a sincere, strong, demanding

voice, asked, "Haw do you feel this? In what way do you assess me as being

dramatic?"

Valery, probably overwhelmed by Patricia's forceful ,dramatics, yield-

ed a weak and vague, "Well, in every way."

Patricia plunged ahead loudly, "My speech..." then, after a pause, she

COntinued more reflectively, as though with more attention to her actual ex-

perience than to her way of presenting herself, "People have brought this up
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before --my speech terribly offends and bothers many people. I can't hear my

speech and I don't know if I should change my speech to please people. I

don't know if this is something one should ask me to do."

"No, I don't think so," said Valery, retreating now that Patricia

had shown vulnerability.

"My tone--and David brought this up last spring--my tone of voice--I

don't know how one would describe it..."

Touched by her exploration, I tried to give her some immediate feed-

back, "Your tone of voice to me is different now than it was a few minutes

ago."

"I have a great range," inserted Patricia, somehow feeling a need for

a caneback.
of

"It seems to have softened and deepened," I continued.

"It's still Patricia though," Ray, who was present at the meeting,

put in, as though I were denying it.

"Do you feel it's more Patricia?" I asked. have a more sympathetiC

reaction to this tone of voice than to the other, although..."

This is certainly a more relaxed tone of voice because I'm trying

to talk to Valery. When I'm trying to insert something in a more anxious

way it may not be the same voice."

Rob: "Excuse me, Valery raised a problem about her relationship with

you and now you're less anxious?"

Patricia, somewhat more guardedly: "Well, yes; I can understand,

because somebody else has said that my voice bothers them."

Rob, trying to press his point somewhat argumentatively, since his

leading question didn't work: "But I don't see how you can be less anxious
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when somebody has focused on the problem they're having with you than you

were in general."

"If this is aproblem; I can understand if I were sloppy, raucous,

obnoxious in speech, then I would feel there was something I should do about

it to be more educated. But I am wondering, if my tone bothers Valery,

whose problem is this? Is this something I should change?"

Patricia was back on the defensive again and stayed there for sev-

eral subsequent exchanges.

Neither she nor we were allowing that crucial moment for comments

to sink in so that we could respond fram our center to their center. Instead,

each of us was trying to use tangents to penetrate the other's center with-

out risking our own.

I asked her if she would remain silent for a few minutes and just

take in what we said to her. She agreed and succeeded through three cam-

ments. The first two agreed that her voice was not in itself the issue.

Then I tried one of my world-defining comments.

"Maybe I could get at it. Because I think you said it yourself a

minute ago. That is, that there is a connection between your feeling of

anxiety and using your dramatic voice. You've said that to me before, about

actually being uncertain when you sound most authoritative. So I saw your

change in voice before as occurring because here finally was the issue. There

was nothing else but the issue. And then when Rob asked his question of you

I heard your tone change again. It seems you are using your voice sometimes

to avoid anxiety, and what it does to us--before we get to know 7ou, because

I don't feel it anymoreit raises a question about your effect on people when
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they first get to know you. I guess the way I used to feel was 'Gosh,

it's going to be difficult to confront her on this issue.'"

Rather than letting what I had said sink in, Patricia took control;

stating, "You felt intimidated, afraid of me."

Startled and confused by her rapid entry, uncertain whether to re-

spond to what she had said or how she had spoken, I paused. "Not afraid

of you...but afraid to raise this issue with you."

This time Rob jumped in, rather than allowing a silence for assimil-

ation. We continued for another half hour without any further progress on

the issue.

Patricia seemed too threatened by the implications of her dramatic

style to acknowledge it as a dilemma.

At the same time, so close were the rest of us to verbalizing the di-

lemma as we felt it that we seemed to pressure her; we tried to convince

her. We tried to show her the pattern we saw before she developed a clear

commitment to seeing the pattern and a full trust that we would not perse-

cute her for being that way.

Although our third meeting focused more on Rob and Tim, Tim at one

point reformulated the problem he felt with Patricia in terms of her tendency

to tell people authoritatively what they were feeling, rather than letting

them tell her. To which she responded mock-dramatically, "Give me a knife and

I'll cut my jugular."

Toward the end of the third meeting she defended her style more di-

reCtly and, therefore, more touchingly. "I always think, 'People will like

yov, Patricia, when they get to know you, because you're lovable. Until they

get to know you, you're not so lovable!'" (This last with a faint Jewish
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THE SUBTLETIES OF SEEING iltIONGRUITIES
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This incomplete conversation demonstrates the difficulty of what I

earlier called the second stage of social research, when the congruence

or incongruence between one's intention and one's behavioral effect comes

into question. Attributes of persons' styles that have became habitual

for them, even though they may not be the most direct and effective way

of expressing themselves, suddenly come into question again as a result

of others' cements. The participants must become capable of a series of

subtle distinctions if such conversations are to generate valid knowledge

and thus increase one another's self-directedness and collaborative effect-

iveness.

First, the participants must learn to speak and hear in terms of

perceptions and feelings rather than facts and opinions. Whereas facts

and opinions are either right or wrong and therefore invite either sub-

ndssion or argument in response, perceptions and feelings tend to be both

right and incomplete and therefore invite both acceptance and shared ex-

ploration. That is, perceptions and feelings tend to be right in the

sense that the speaker does experience than, just as I experienced Patricia's

tone of voice change.* This information could be valuable to Patricia in

itself, for if she colleCted enough of it, she could begin to sense how

she affects others and could decide whether she wished to have this effect.

But too often either the speaker or the hearer short-circuits such

exploration by assuming that the speaker's perception or feeling directly

indicates what is right for the hearer, whereas actually it only signals

*I say "tend to be" 1:ccaule there are further conceivable subtleties and com-
plications: the spo&:er may only believe he is el.poriencing what he says, or
he may indeterminably distort his pc.ceoption by presenting it as though it
were a fact. 242
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the beginning of a conversation, being in itself essentially incomplete.

Thus, Patricia's defensiveness after I noted her changed tone of voice

suggests that she jumped to the conclusion (perhaps subconsciously) that

I was finding fault or telling her how to be. Consequently, instead of

engaging in a shared exploration of the meaning of my perception, the

conversation deteriorated toward argumentativeness.

Patricia seemed to have invested much of her sense of herself in a

particular pattern of behavior, so that questioning whether it was ap-

propriate was threatening to her. This observation suggests an internal

kind of work a person must do if he or she is to find this kind of re-

search valuable. Persons must struggle to differentiate their abstract

sense of self (of intention, of centered motivation) from the particular

behavior they adePt to express themselves or achieve their goals. Other-

wise, changing their behavior W11 always feel like a diminution of them-

selves and a submission to external pressure, rather than like an enhance-

ment of themselves.

If a person comes to appreciate, not in the abstract but in the actual

conduct of conversations, the distinctions between perception and fact,

between feeling and opinion, between intention and behavior, he canes to

the beginning of still subtler questions. What in himself is he to accept

as a genuine manifestation of intention? Haw is he to determine when a

particular concrete behavior congruently embodies an abstract intention?

Who else can he trust to =rent on these deeply personal questions? None

of these questions can be answered before, or apart from, experience. Their

asking and gradual answering is intrinsic to increasingly conscious exper-

iencing.
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Patricia did not seem to appreciate these distinctions in her

interactions with the rest of the, core staff.
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accent that drew us to laugh with her.) "'You know you're strong and you've

had to be* strong, by God.' And I cannot be a soft, feminine, ret ring

creature because I have got to be a strong, silent, taking wanan because I've

got two kids and I've raised them since they were babes."

CkThe research meetings had reawakened, withtresolving, the incongruity
h .

between Patricia's dramatic, authoritative style and the self-questioning,

collaborative thrust of the program as a whole. She had been a fine drama

teacher the summer before and appeared to relate well to a number of the girls

in her role as counselor, so I had felt it important to keep trying to work

with her despite the special investment of time it had required of us both

to overcame our differences. Now, however, I began to feel that the differ-

ences between us constituted a liability both to the program and to her.

During the next month she and I spoke several times at length, but each con-

versation yielded only increased misunderstanding and anxiety on her part.

)Finally, I suggested that both of us might be more comfortable if she joined

the Yale Summer High School staff instead. She did so and had a fine summer,

working well in the mnre structured environment they created. And I found

*.i.: myself having negotiated the for-me-traumatic experience of having fired

:1. someone with the to-me-Surprising result of vastly improving both our lives.

!...' "1"4:7).'%a,
C.
(What of my role during these meetings? Of course, I had been their
)

prime instigator and repeatedly took a helping, clarifying, or confronting

role in them. But what of my willingness to explore my own patterns of be-

havior? I am struck, as I review the tapes of the meetings, by the lack of

such exploration on my part. Valery and Tim explored their patterns of be-

havior, while Rob and Patricia balked more at exploring, all in response to
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Firing had always struck it as cowardly, painful, and inhumane, and,

indeed, I believe suneriors all too often use firing as a way of scape-

goating someone else,, or as a way of feeling they are taking concrete

steps to solve a problem they do not understand, or as a way of protecting

their narrow version of reality. But I now see that, limited as we are,

there are occasions when two persons cause each other only pain by working

together. If both are equally committed to stretching themselves by

learning fran this pain, even such a situation can be endured and can

became profitable. But tYa level of commitment to self-- directed' learning

can itself in the short run be an irreconcilable difference among persons.

In such a case they had best work at some distance fran one another.
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confrontation by other manbors of the group. I, on the other hand, was not

confronted to anywhere near the same degree. Why not?

I think I worked hard at making myself invulnerable, though I wasn't

aware of this process at the time. I made myself invulnerable in a number

of subtle, complementary ways. The first was by a kind of pre-emptive open-

ness. I sought information about my performance so avidly that I perceived,

formulated, and declared my patterns of behavior before others could. The

only exception to this rule during the program had been Greg's observations

about my inability to befriend the staff members the first summer. Now I

shared an apartment with Greg and Rob and spent much time with Tim Weston,

so I felt I had taken important steps to solve this problem(OtowrptiLVE flay

1-11143,4f;

sizi.5'.1:11;isti, 4 at4oNti.its..4: 1444 e

14y second way of achieving invulneraollity was through my theoretical

knaeledge about educational, interpersonal, and behavioral matters and my

dexterity at finding applications of, and analogies to, such ideas in on-

goin,.. conversations. This knowledge and skill often put me in the "vanguard"

of the staff, with others following my moves rather than confronting me.

My third way of remaining invulreirahle was to divide my major emo-

tional risks from my work. This is not to say that I did not care about my

work. But I did not risk my sense of emotional stability in my work. I

believe I needed terribly to be cared for, but feared being controlled by

another. I did not try to find such caring-for-me at work. Instead, at the

time of these meetings I became engaged.
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I don't believe that any of these: patterns was merely a personal

defense to make myself invulnerable. And, of course, at the time I was

unaware that I was using them as defenses at all. I (and others) thought

'of the first two as unobjectionably useful and of my upcoming marriage as

"natural" and unrelated to work.

I felt very good about my can and others' perft 2 at the research

meetings. I believed that the staff as a whole (and especially Tim and Grace)

were increasing their interpersonal competence rapidly.

This bslief was confirmed by scoring the three meetings, using a pro-

cedure devised by my advisor, Chris Argyris. Be had found in all the natural

groups he had studied (in business, government, and education) an interpersonal

world

where individuals tend to express their ideas in such a
way that they support norms of, concern for, or conformity to,
ideas...Individuals do rot, nor do group norms, support their
caning up to their feelings, or being open to others' feelings.
Mere is almost no experimenting with ideas and feelings and
almost no trust existing in the groups. Rarely do individuals
help others to on up to, be open with, and experiment with
ideas and feelings.

By contrast, he found a different pattern in sane successful T-groups:

...Feelings are expressed, risks are being, taken, helping
others to cwn, to be open and to experiment occurs, and
norms of ccnformity and antagonism becomo less potent while
the norms of individuality and trust become more potent.e..tbt)qVa)

The core staff's behavior during these meetings approximated the second

pattern rather than the first. Sixteen percent of our comments were feelings,

a opposed to one percent or less in most natural groups. Only eleven percent
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of our cdmments supported a norm of conformity, as opposed to up to

seventy-five percent of comments in Argyris' natural groups. Three per-

cent of our behavior involved helping others, as opposed to less than one

percent in Argyris' natural groups. And one percent of our behavior was

experimenting, as opposed to .001 percent in Argyris' natural groups.

lath this preparation, we turned to the task of devising a selection

procedure that would help us choose and train a staff for the second summer

that would be more interpersonally helpful and experimental than our first

summer's staff.
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Besides these meetings which focused on our interpersonal re-

lationships, awareness, and skills, we held two other meetings. At one

we interviewed two staff applicants, with other members of the core staff

observing, and then critiqued both the interviewers' style and their

judgments about the applicants. This occasion increased our confidence

. that we shared a sense of how to interview and what criteria to use.

At the second meeting we all participated in a non-verbal exercise

which emphasized our patterns and attitudes as helpers or as persons

being helped. Half the staff donned blindfolds while the other half were

assigned to help the blindfolded members find some ashtrays'dcwn'on the

first floor of the building, return them to our office, and later go for

coffee at the restaurant across the street. This exercise revealed many

amusing and significant patterns. For example, Rob announced at the outset,

in his usual assertive way that he would reverse roles and experiment with

being one of the dependent, blindfolded persons. But as soon as he put on

'his awn blindfold, he turned to Valery, who was also blindfolded, and sug-

gested they escort one another rather than relying on a sighted person

for help. Thereafter, he delighted in guiding Valery, who was far more

cautious, and refusing all offers of help. Only later, when we discussed

the exercise, did it suddenly occur to him that he had altogether avoided

experimenting with a dependent role.

In the meantime, we had all enjoyed being the center of attention at

the restaurant, as blindfolded persons attempted not to spill their coffee

on the way from the counter to the table.
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In fact, I took most of the initiative in dovi3ing thopeleotion

process, although it was done in consultation with the other members of

the core staff. During the research period we had ei.chieved a level of

mutual confrontation, canpitment and understanding that made me feel as

though I could express and enact more of my ideas. Up until then, ever

since Greg and I had sacrificed the details of our dream school early the

previous spring, I had treated a large part of ny ideas and aspirations

as primarily relevant only to my own action.

The more reliable sense of shared puxpose and process that I derived

fran the core staff research, combined with the other events that increased

our corporate sense of iaentity, emboldened me to take a stronger lead in

structuring the selection process. Because these feelings were opposed by

my continued ideological and habitual reluctance to assert control over

events, I made several mistakes in the concept and enactment of the,

selection process.

At the same time, however, the seeds of a later understanding sprouted

in the course of this event. I began to experience how ideas can find ex-

4604:t
pression in structuring common experience theyAresonate in another 4:30644

spoken directly. The resulting structure can introduce others to dilemmas,

the eventual resolution of which liberate teem to the point where the direct

speaking of the idea becomes maningful. At that point, the "external" or-

ganizational structure is no longer a necessary intermediary between me and

the other person, for we have both shared and internalized the same idea--
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the same way of structuring our experience.

Behind this approach iirz, he idea/experience that persons cannot

ordinarily fully hear one another and fully collaborate toward their common

good because their awareness is too narroa to appreciate how ideas apply to

their own immediate behavior and to their lifetime aims, so they tend to

act more conventicnally or chaotically than self-directedly. Liberating

structures would widen persons' aaareness and make full, self-directed

collaboration practical.

The reader probably notices the difference between this philosophy,

which starts with a definite structure and aims toaard full collaboration,

and the philosophy enacted in the prograM, which began in diffuse colla-

boration and was gradually evolving a more definite structure. The two

philosophies do not now seam to me to stand in opposition to one another

(for one thing, diffuse collaboration and full collaboration are clearly

two different processes). Which, or what mix, of the two is appropriate

.depends upon the leadership, thdrembership, and the historical stage of

the project they are engaged in.

These considerations carry us far ahead of, and even beyond, the story

of Upward Bound. The reader will want to study the actual plans and actions

of this selection proceds to gain a more concrete sense of what Z rean by

liberating structure. And then, since my belief that the two apparently

opposite philosophies are in fact complementary derives from further ex-

periences after Upward Bound, the reader will hw y.! to test this belief

against other experiences in his past or future to determine its validity.

THE PI AN
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The.plan called for applicants to fill out an application (which the

core staff.pre-tested on itself), asking tirm to exploee what tth.l'heped to

contribute to and learn from the program, and also asking the to assess their

interpersonal strengths and limits.

Menthe applicants would be invited to a general meeting, the primary

purposes of which we 1d be to describe the aim, of the program and at the seme

time to disconfinn their expectations of ordinary, bureaucratic procedure. We

wished to make explicit and emotionally unavoidable the need for staff members

to devnlop higher levels of interpersonal competence if they were successfully

to exhibit collaboration and encourage self-directed learning.

We expected to accomplish this second task by asking the applicants to

provide solutions to a typical group problem of the sumer. W would then

dismiss their solutions as in but use the vet.' behavioral strategies

they had suggested in the act of dismissing thorn. In other )rds, if they

suggested lecturing to the students, we would respond by lecturing them on

why lecturing wouldn't work. Then we would ask than hci they felt about our

behavior and reveal our strategy. We would attempt to link their probable

negative feelings toward us to the effects that their awn strategies would

be likely to have on stulents. We would also emphasize that the feelings

of manipulation and distrust created by our manipulation forced all of us

together to learn hers intentionally to build trust amongst ourselves (rather

than falsely assorting it was there, cr regarding trust as irrelevant) , since

we wished to reach final decisions about who was to be selected in collabor-

ation with the epplicents.
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Next we would arrange a halfhour interview betleen two of u!:: clnd each

applicant, The core staff would analyze the applications for diltenat)s or ire

congruities (such as red .1 unwillAgnesS to essess ur dis-

crepancies between clqizedvalues and written behaver) .and present the:Je to

the applicants. Also, of course, the intreedctory raeeting woul.d have provided

a rajor relational dilemma to be worked on d=ing the Letervie4s. The two

core staff rnmbers would attenr-)t to respond as openly as possible to the ap,

plicant's behavior. Then they would attempt to assess the candidates' self-

directedness and interpersonal ccmpetence on the basis of their applications

and their behavior during the interviews. On this basis, applicants would be

assigned to four small groups at a second general meeting. One group would be

'composed of 'strong' prosr.eats, one of 'weak' prospects, the other two of

persons who shared .same fichavior of which we were uncertain. (It turned

out tnat one of these two groups was composed of persOns who seemed either

reluctant in their expression of feelings or else expressed their. feelings

.in a con-rolling or condematozy manner. The other group was con posed of

people who seemed so vague about their personal aims or the aim of the pro-

gram that they might use than as a defense against examining their own be-

havior ("After all, I was only trying to help!"], rather than as a standard

for their behavior.)

At these meetings numbers of the core staff would offer applicants All

the information and evaluations we would have generated, along with the

opportunity to discuss them and begin taking whatever steps applicants would

like to take to change their status. This was to be the prime opportunity

for applicants to evaluete the work of the enre staff , assimilate or uon':ront

our selection criteria, and car, to full os.ership in the subsccrient
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They would face the dilurea of shedding their status as the--c valuat for

the status of collaborative decisionmakers. Arjain their solf-(lireetion

would be called into plav, as in the intervie::, (end core staff m:iii..e)nre

would try to identify behavior they saw as self-diracting during the course

of the meeting, while thczeelves also modeling ELIC.1 behevior.

At a final meting, I would present same alternative procedures and

decision-making criteria for the final selection, among which we would

choose by collaborative decision, and we would continue to work until a

group of resident tutors was chosen. At this point, core staff memlx.lrs

would function primarily as resources who could help structure specific

learning experiences through which discriminations among applicants could

he made (unless the collaborative decision vested thorn with special auth-

ority). tie developtx1 a certain repertoire of structured learning ex-

periences, such as the blindfold game, through our awn experiments while

devising the above process.

TING ORGANIZATIONAL STRUCTURE.

This selection process illustrates the eight qualities I have since

been able to distinguish as characteristic of "liberating organizational

structure."

One quality is deliberate irony to elucidate hidclen relationships.

For example, the first meeting was structured to nanipulate the applicants

in" the same ways they .recomendal manipulating stuaents, in order to sht74

them that they wore unwittingly manipulative and also that such manipulation

was not effective. 255



-230-

W1,12

BEST COPY NNW.

A second quality essential to liberating structure is the definalen

of tasks which are incomprehensible without reference to their interrelation

with organJ.zational process and purpose. Thus, on the face of it, ae;:ing

applicants to collaborate in their own selection seams aw!:ward,

consuming, and likely to result in invalid choices. Reference to our

purpose of encouraging self- directed learning and to otr.: process of

collaborative decision-making puts cur method of selection in a different

perspective, however. Now it or something very much like it becomos al-

most inevitable if we are to act in congruence with our purpose.

A third quality of liberating structure is pre-meditated evolution

over time. No one strucuiral configuration is an end in itself, but rather.

a vehicle which becomes aTendable as soon as it succeeds in enhancing

participants' awareness 'and skills to embrace the ironies that initially

blocked them. -During the selection process the relationship between ogre

staff and applicants wits structured to evolve from confrontation at the

first meeting to evaluation at the second meeting to collaboration at the

third.

A fourth characteristic of liberating structure, implicit in the first

three, is a continuing emphasis--in practice, not just in rhetoric--on

mutual learning as critical for organizational effectiveness. This char-

acteristic is reflected in our selection procedure by such events as the

expected disconfirmation of applicants' problem solutions at the first

meeting and the evaluative feedback they were to receive in the small

groups.
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A fifth quality of liberating structure is its use of all avail-

able forms of authority to support its efforts to generate full colla-

boration. The very possibility of creating a liberating structure vcc-

supposes that the leadership is in a position which others may rega0

as having authority "over" then, whether it be conceived of as coorcive,

legitimate, charismatic, or expert authority. Ihether or not the leader-

ship intentionally wields these kinds of authority, it will be perceived

by at least some members as doing so. Consequently, the leadership franns

Soc
its actions to engage members with e...z;i6 expectations and perceptions,

while at the sane time attempting to demOnstrate their invalidity and

thus to transform them. The irony of manipulating applicants to demon-

strate the invalidity of ,manipulation exemplifies this process. This

example illustrates had the members' expectations, perceptions, and action-

assumptions influence the node of authority which they perceive as being

exercised "over" them. For, the' reader will recall that our intention

was to respond manipulatively to the applicants only if their solutions

to the case were manipulative in nature. Moreover, we intended to respond

openly if at any point in the conversation an applicant took the initiative

to confront us openly about our manipulative behavior.

This "responsive openness" represents a sixth essential characteristic

of liberating structure--its openness to inspection and challenge by or-

ga dzation numbers. Here the leadership must be particularly poised, for

some members may challenge the structure on the basis of a merely ideo-

logical or rhetorical oomnitment to collaboration. To preserve the possi-

bility of genuine, enacted collaboration, the leadership must oppose
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changing the structure eni'deological grounds, instead eneouraging aiten':ion

to one another's actualmtivation, awareness, and behavior as the hais for

determining what kind of structure will be most effective. (In fact, as the

reader will see, I failud this test on several occasions during the s'xin4

and summer, rust notably daring the incident deecribed on pages 293-2C)n.)

Another characteristic of liberating structure which differentiates it

from authorita :311 structures is its vulnerabillty.to attack and public

failure when its leadership acts inauthentically (that is, when its Le-

havior is not a congruent translation fran centered motivation through

th ,nt and fooling, or, in other words, when its tasks, processes, and

poses bey- m2 incongruent). The behavior of the leadership and the ironic

Qualities of structure draw attacks from members of the organ

ization fran the outset, even as they are dovelopin:3 commitment to sc

aspects of the orlanizing experience, for they find themselves in uncen-

ventional, undefined, and unoemfortble postures. With sufficient Will

and virtuosity, the leadership can turn these attacks into significant

learning experiences for themselves and members, increasingly gaining nr111-

bers' trust as it shows appropriate strength and vulnerability. If, h:m-

ever, the leadership exerts power in manipulative and defensive forms, the

members will become antagonistic and embittered, raking the organization in-

effective.

A final quality of liberating structure, which must be evident by no,1

even though implicit, is that it depends upon a leadership more aware of

the interplay amcng levels of experience than its members. Obviously, too,

the leadership will not choose to exercise its pogor in the form of liber-

ating structures unless it ext..3rinnoes as true the various propositions in



-230-

;V5

the preceding pages. These propositions cannot merely be assumed or arrived

at deductively, for these methods do not provide the motivation for con-

gruently acting urxm the propositions in crisis situations. Again and

again in the following pages events will show that core staff members'

awareness was only varginally and occasionally wider than that of the staff

applicants, and that our experience of this whole theory as true was only

incipient. (Indeed, it is important to remember that, this theory and the

phrase "liberating organizational structure," has bocane explicit for re

only alter these events cccurred.)

The eight qualities and the very project implicit in the name of "lib-

orating organizational structure" rest upon two more fundamental proposi-

tions about ran-in-thc-world. The first proposition is that reality con-

k

sists of "matter" of varying density-frequency ratios such that the finer

interpenetrate the denser, just as radio waves penetrate the walls of

homes. I would argue that in persons centered rotivation interpenetrates

thought and feeling and thought and feeling in turn interpenetrate be-

havior, even when they are unaware of these processes. We can extend this

model to other aspects of the social world, as in the following table:
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Table 1: Three "Levels" of Reality

In Person-Events

Behavior
(Perception)

Thought
(Feeling)

Centered motivation
(Life-form)

(Consciousness)

A In Learning

Concrete experience

Reflective observation

Abstract generalization

In Organizations

Task
(Content)

Process
(Structure)

Purpose
(Spirit)

In Science

Empirical fact

Logical theory

Intuitive Model

In Society,

Symbols
(Tokens of vnluc)

Values
(Institutions )

Myths

In Haman Attenti..,.

Focal awareness/
Focal object

Subsidary aware-
ness/ground

Thread of
intentionality/
region

The second proposition is that persons socialized and educated in con-

ventional modes, no :natter how "bright" or "successful", are limited to

focal awareness. Their awareness rarely, if ever, includes the ground

"behind" focuser and focal object, or the intention of the focuser and

the region of the focal object. * Consequently, they are not directly

.../...0.1111.11
*The argunent supporting these propositions is mode in my Learnircl from

rienc Tti,.12x1 con,:er)t of intention duLt...nds on

Pusserl's Ithla3 ar.d Lt lc:: coricc.:p.: of region on Hoidecgcr's Discourse on

Thinking.
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aware of organizational processes and purposes. authenticity

and organizational effectiveness are, thus, impossible so long as htinan

attention is restrict'- d to focal awareness.

A liberating organizational structure will attempt to expand

(intensify, relax, discipline) members' awareness to include all three

"levels" and the interactions among them, so that personal authenticity

and organizatiava effectiveness become possible. Both coercive structures

and undifferentiated collaborative structures hide this central educational

need, the former by assuming that persons are not, cannot be, and should

not be free and respohsible (at least not at any "cost" to the organization) ,

the latter by assuming that persons are unambiguously free and responsible

from the start.

THE ACTUAL PROCESS

The case we presented at our initial meeting with fort -five appli-

cants illustrated a typical dilemma which a staff member might face during

the summer. The applicants were to imagine themselves meeting with their

tutor groups, as well as with another tutor group and its tutor, for the

purpose of selectingia student to represent them on the Governing Committee.

A popular student is at once nominated and without discussion seems about

to be elected by acclaim. The other tutor seems to agree with the choice,

but you are less sure that the candidate really committed to handling

the difficult job of representing the groups and working through issues

with them. Vat would you do?
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The applicants' proposals all seemed to have one of three qualities

in common. One solution was to manipulate the situation covertly to

get a better result. For example, one solution involved asking that

e'zerybedy have time to think about the issue before making a decision,

then trying to influence the other tutor and individual students before

the next meeting. Another approach was to intellectualize the issue.

Thus, one proposal was to begin a discussion of .the importance of the

office in order to generate a greater awareness among the students of

what was at stake. A third tendency was to avoid the issue. One prq,

poeal instantiated this tendency by recommendinc: that the students learn

front their mistakes, if indeed it was a mistake, rather than having the

tutor 'impose' his wisdom.

Rob and I attacked all the solutions as containing these qualities,

but did so in a manipulative, intellectualizing manner, avoiding any

direct confrontation between themselves and the applicants when it

threatened to occur. At the same time, we proposed an alternative

solution which would simply involve directly awning up to a feeling of.

being railroaded into a decision and wishing instead to discuss the matter

further. If there were a positive reaction to this cement, one could go

ahead to the discussion; if there were a negative reaction to the comment,

the tutor would have the opportunity and challenge of raising the issue

whether the group intended to create norms of coercion and conformity in.

its decision-making. This solution would present the tutor's feelings in

an open-ended, non-manipulative, non-intellectualized way. Thus, we were

advocating a position that directly countered the pattern of our behavior.
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in advocating it.

Applicant A: "I object to the
#1 process of only considering

one person whma perhaps
five people in the group
feel differently but haven't
said so. I think at least
two people should be con-
sidered."

Director: "I think your aim is
#2 laudable. The issue is

how..."

Applicant A: (interrupting) "Put
#3 I think your idea of just

saying swathing, I would
think it 1...ould just humili-

ate the person. Y:mr ick
just isn't that important...
Sort of stupid, I think."

Applicant B: "I think it would
#4 be sccmhat unfair, if you are

set in your opinion that he's
incapable of it, to start in
trying to manipulate it...I
think you should give him a
chance to sec if he does have
something..."

Applicant ': "If we discuss the
#5 office as I suggested, we'd

get at problurs without re
imposing my will..."

Uirectort "The problem with what
#6 you are saying .i. not so much
that it's manipulative but that it
is intellectualized. It assumes
that the 1ids are ready to talk
on that level."

St%
tOri

01,180.

Applicant A (#1) takes our position but

cannot see that our solution, too, would

lead in the direction of considering

another person by giving the group a

chance to adjust itself to the tutor's

openly expressed feeling. Instead, he

attacks our solution (#3), apparently

because honesty seems to imply attack

of another to this applicant ('it would

just humiliate') .

Applicant B 4) takes the 'pure'

anti-manipulative position, but the

only way he can remain pure is to do

nothing ('power corrupts' is the im-

plicit nessage).

Applicant C (#5) will rennin pure by

intellectualizing the ptoblen, focus-

ing on argament rather than the actual

effect of his behavior.
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Applicant D: "I think it would

#7 be a better test to attack
him frontally."

Associate Director: "But aren't
#8 you worried about how he'll

feel if you attack him in
front of a whole group?"

Applicant D: '14;b11, I think

#9 it's better than attack-
ing him subtly. It seems

fairer."

Associate Director: "I'd be

#10 pretty nervous if I were
attacked in front of a
.whole group."

Applicant D: "I would too;

011 but if you're worried
about MBA being a rubber
stamp, you're going to
have to see if he can
stand up."

Associate Director: "You've
#12 got to renvainir that this

kid has feelings too."

Applicant E: "If he gets

#13 dumped, you've got to re-
member hag he might feel.
It might hurt him."

(The discussion continued in
this vein for a time. Then .1

asked how people were, feeling.)

Applicant F: "It seems to in

#14 that exactly what you said
shouldn't be done, you
were doing."

Applicant G: "You're putting us

#15 in a very vulnerable po-
sition and that's why
we're being defensive."

Applicant D (#7) closes the circle

of strategies available from this

world view by advocating the 'brutal

honesty' implicitly rejected by

Applicant A.

Bob proceeds to 'attack him (Applicant

D) in front of a whole group' OM

while discouraging such behavior.

That such behavior raises tensions

in a group is substantiated by the

group's nervous laughter (#16) when

Applicant D claAn45 he enjoyed being

attacked.

After I ask how people are feeling,

there is a slow gathering of momentum

as applicants test ho see whether the

atmosphere has really changed. As we

nod our acceptance and gesture. for

more mmonts without defending our-

selves, the applicants vent their

26 4
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Applicant D: "I think I felt
#16 fine. (loud laughter)

You might as well get
into it."

Applicant A: "I thought you#17 were dumb."

Applicant H: "I thought you were#18 bad actors, but seeing
your intention beneath the
whole thing I felt great
confidence in your ability
to select us." (loud
laughter)

Applicant I: "I thought you#10 were being unrealistic I
was. angry."

frustration mare directly - more

attackingly. Intezestirelv, the

comment by Applicant H (#18) sounded

condemning at the outset, then L-,Arned

into a backhanded compliment so at

variance with others' expectations

and predominant feelings that it

evoked loud laughter.

Applicant "I feel unfortunate-#20 ly nest: of us have reacted
exactly the way you wanted
us to react. I also feel
as if you are putting us in
an extremely unfair situ-
ation similar to a psych.
experiment where the sub,-
ject is fooled into giving
the proper reaction."

Director: "One of the feelings#21 I have had is, 'Wow is this
selection business an anxiety
provoking process!' I wonder-
ed how can I create an atmos-
phere in which we can express
our fears...we want to create
two things in this atmos-
phere: disoonfirmation of cur
critical view of ourselves, and
support of a wish to do better..ibd can we break through the
tendency to present oneeelf as
competent during a selection
.mocess, when we never bo%e
through it last spring until
we reached the camp the first

I attempt to express my feelings

defensively (#21), but end up saying

a eeeat deal. Given the emotional

atmosphere

restricted

its impact is probably

to sounding
self-justify!.ee-T.
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night and we realized
none of us knew ha to
handle the situation.
We wanted to provoke two
things in you: gut feel-
ings for how stly.1(.nts

react to being helped;
and to see how ordinary
this kind of conversa-
tion is, how we help to
sustain it, and don't
know how to break out of
the manipulative-defens-
ive ataosphere."

Applicant K: "I'd like to just
#22 say that this whole test

situation annoys na very
much. It scans we've set
up a very superficial
atmosphere in this roam
right now. You talked
about trust. If I have a
feeling you've tricked n
today, perhaps you're
going to trick me tonorrow
and I think this is not
going to create an open
atmosphere whatsoever."

Director: "I think that's sig-
#23 ni.ficant. ,I think one of

the costs of doing what we di
did is setting up the atmos-
phere you just described."

Applicmt L: %bat bothered re was
#24 you talked about not manipu-

lating and then you manipula-
ted us. I know you've get to
do it, buz it would be he-zter
if we admitted we have to
manipulate some."

Certainly #22 is not persuaded by

it. It is clear that the feelings

aroused by our earlier behavior in

combination with our invitation to

express them will not he transformed

by an explanation alone..

Even though we had predicted this

result, it was surprising and scary

to realize how limited was most

people's understanding of the

structure of behavior. There was no

indication that they had participated

in creating the atmosphere, no sense

that they could share in controlling

Director: "...One of the things we the level
#25 need to learn is how to diagnose

and do sc-fnething about this behavior.
kind of situation. Cm of the
astounding things about us is plaining'

of trust by open risk-taking

At the same time, my 'ex-

behavior (421,25) is neither
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how we porn it ourr.q.vos to

L`)

beeause we C.:.n't kn:)d hu

.to get ourselves out of
the situat.i.cm.

Your defensive reactions
permit us to 1;e.:p

I'm not s,:zyin,1 it's all

your responsibility.
It's mine . too, and I
realize that for at leest
some of you I've built a
small deficit."

Associate Director: "Ulat I
#26 should say is that alt!-.ough

I felt myself acting just
new, the things I found
easiest to act are prob-
ably the things I do un-
consciously a lot of the
time So, if I manifest
this behavi.r)r in the future

is
not. aril' that

1 am playing( a c;a7.1-?..

laughter) and 1'11 need
your help."

Os 091
000

as ccnvetent nor as effective as ex-

pressing some anger at the one-sided-

ness of their attacks might hive been.

(I rationaliv.ed not expressing such

anger on the basis that it was late

and there was not enough time.)

Certainly, Rob's comment (#26) is

more imediate and has rore impact

on the candLdates, as suggested by

the laughter, than my explanations.

His cumment illustrates directlylas.

most of the cements in this type-

script do indiieetly, that the

structure of one's behavior is de-

termined by the limits of one's

immediate experiential awareness.

Dave Brown, who had joined the program as a researchcli.. the week before

the selection process began and had led the core staff through the blindfold

exercise, decided at the last moment that he was also interested in applying

to become a resident tutor for the stunner. So he participated in the first

meting both as observer and as applicant. lie later reported:

M a prospective tutor, I found rysolf clotting quite
angry with Dill and Pob in cite of inv advance warning. Like
most others, hcfmNer, was unwilling to c=ross my feelings

L1.e mooting, and, in retrospect, periv.ps I should have.
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I retreated insLeed into ny observer Yole, Tiviny Pill and
Rob no ivaliate fcodbad; and providing no example of open-
ness jo the other tutors.

By the time of the second general meeting, a week after the above

exchange, all applicants had been interviewed, and the core staff had

split them into four groups ranging from strong to weak

ghe interviews had seemed like significant

going to the inTyDrtant issues about the program and the

phi cants, fuejed by the applications and the unresolved

prospects..

occasions, quickly

individual ap-

issues of the

' first general rooting. Core staff members felt challenged and elated,

and discussed the specific interviews with one another, trying tb experi-

ment with mare effective behaviors and to contact rrore regularly their

irmediate foolin'As in tEc.co midst of interactions. In general, the intimacy

of the interviews seemed positive experiences for the applicants as well,

stimulating and reassuring them after the more impersonal experience at

the general meting. Afterwands I felt very good about the groundwork

that the original Ii.r:eting and interviews had laycd for our first hard work

together at the small group meetings. My feeling was reinforced by the

applicants' responses to a questionnaire which gauged their views of the

selection process after the initial meeting and again aFter their inter-

views.

After the initial meeting they perceived the process as rove intelli-

gent than stupid, more deep than shallcw, more sincere than insincere,

more All than closed, and more effective than ineffective, but at the

same time, not surprisingly, as more untrusting than trusting, more auto-

cratic than desnocratic, and more cold than warm. After the interviews all

269
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the positive impressions bccam Imre positive, and talc othei:

were reversed. ;:7w ti.. v(Aection pro....:ons was as wry

democratic and warm.

Besides this genoral confimntioa of the effectivone2s of these

early events, interestinj differences emerged Lviucon 1-..00l*mes

the applicants evaluated as strong and weak by the core f.,,taa,*

Those whom we evaluated as weak perceived the genea].

significantly more nc9ative (e.g. tense, upsetting, rauddlzd) than did

those whom we evaluated as strong (,:ann-Whitry,y U Test, s.onificant

beyond .00003 level). Also, the magnitude of the changes of. pcirception

from the general meeting to after their interviews was gre:thcr

weak candidates than wrong the strong (Sign test, significant beyond .03

level). These data may torrespond with the finding that persons who

focus merely on concrete aspects of situations are initially less accurate

in orienting thr.molves to new social climates, and then change nnrc:

the basis of additional information than persons who focus on abstract re-

lationships (al ori, 1961). tr.-7;2:2=1 A more specific indicatim

the plaueibility of this interpretation is that, unlike the strong candi

:;

dates, those Qom we evaluated as relatively week saw the initial meeting

as very unprincipled and very unclear, but changed their views greatly

after the interviews. They were apparently incapable of "seeing [ourl in-

tention beneath the whole thing" (018-p.237) initially. Those data suggest

to no that the core staff's initial evaluation did have the effect of

Our evaluation occurred before those data were analyzed.
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differentiating persons r: re and less capable of
self-directed

learning

into the stnnnl
groups.

MY
1,TETINK; tqffi I ME wmi:

CnOIDATES

I met with the
applicants

evaluated as wee: at the
second

meeting.retrospect, it seems obvious that, having the most skill to

help a group
beccJme aware of its

behavior,
should have met with the

'strong'
candidates at this

critical meting when we hoped
to begin en-

acting the kind of group process we wished to
encourage for the

sturnier.

In this way I would nave
worl;ing with the persons most likely to apply

their learning later as staff
mnbars. I did not do so because the other

core staff
r;ambers:Were

reluctant to take on the
=harassingly

confrontive

role of openly sharing cvar
evaluation with the 'weak'

cApplieants. Feeling

that because the whole
selection process was

primarily my idea I should be

willing to take the hard role, and also feeling that it would not be as

hard for me as for others, I agreed to meet with the 'weak'
candidates.

So my
conflictedness about taking a lead in

structuring the
situation led

me to
undermine its chance for

effectiveness.The
following partial

transcript and
commentary shags hcw I

undertook

the task and how
radically

candidaLes' behavior varied in this
situation

which
blatantly

required
self-orientation.
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Ben: 1.;hat do you want us. to
#1 talk about? ,,;hat do ycu

want us to say? I moan
1. don' t und::rstand?

Me: I'm not sure. I think

#2 I've told you what I hoped

we'd do, but I didn't bring

you here to make you do any-

thing.

Den bc,gins procio'cively to try to

oriont himself , but. at 010. min tim

assums that I hold the to the

group's orientation, in the sense of

an answer. T try to discnfirm this

expectation, while at the saw.: tin.,

Den: Oh, I know that.

#3
trying to disclose the cognitive map

Me: I'm uncextain,, I can I have which mkcs collthorativn

#4 only see 'ore you want to go.

I feel I've dcnc my part. goal-setting by the whole group

Wye made a preliminary
evaluation. I'm willing to sensible to me. I wish to ha dis-

go anywhere.you want.
closing and opening, but not'directing.

Greg: Okay. now do wa get out

#5 of our preliminary oval- In such a climate the candidates may

uati on?
display and gain an aware ass of
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AuthorlI guess I'd have to be
46 convinced you undcrsbood

the evaluation. Then,

either l'd have to see
behavior that made me re-
vise my judgment--of
course you're free to
came back next week any-
way--or you'd trwe to
make a strong commitment
to work on yourself. It
depends too on the issue
with the specific person- -
is the problem goals or
skills or interpersonal
style?

Sam: One of the weaknesses is
#7 that \AL, are not vith you when

you consider the applications,
and I think that could be
very valuable if you really
want to wake it a two-way
enperience. Personally, I
feel left out. Nothing is
written on Mi. I would
have been iaterested to
have been there.

Author: We didn't consider them
48 very much together. In your

case, it was mostly me. I'm
primarily responsible for
your evaluation; it's true
you don't kno,4 what I thought
because it's not written, but
I feel perfectly ready to let
you know.

Sam: Well... I don't think that's

#9 worth doing now, but can we do

iv after we're finished?

Author: That's a problcm for me:

- #10 I hoped to be able to respond
hare because of limited re-
sources and time; I would
prefer to do it here if

81$1 tefl MAW%

behavior conducive to self-directed

learning.

Ben and Greg have begun exploring

the possibilities, testing the limits

of the situation. Sam (#7) on the

other handl.begins by judging the

process as though he could not now

control it. Realizing that our

process must have mistakes and must

be threatening, I try to continue

disclosing relevant information

as well as describing my orientation

rather than being defensive. Sam

seems to have reached a point of

emotional ambivalence: he wants to

be in on a group discussion of his

evaluation, yet he doesn't want to

take the present opportunity.

27 2



-243-

possible. If there's
a problem about doing
it as a group, mybc we
could do it individually.

Ben: With me ineividuallv, I
#11 recognize that they say is

wrong with but I don't
see any way I could change
it. It says 'naive',
'vague'. That's a real
weakness. I'd like to
know how to overcame it.
I'm at a loss.

Author: That reaction shags our
#12 judgments aren't punitive.

It's not a fa'alt not to

know. I'm working from a
few words--'strong' is not
having an arower but a way
of not having one; in your
case you gave us the im
pression that you might not
act at all rather than acting
while staying open to re-
thinking your action. No,q

how do you work on that?
I think it's rare to do so,
but if you can get in a
situation where you can ex-
periment with your behavior
a lot you might get the feel
for acting deliberately and
openly without knowing the
answer beforehand.

Bill: I'd be interested in the

#13 characteristics of the strong
candidates.

Author: That's hard; they're dis-

#14 sing that now; and we're not
clear about our criteria. Izles
see: I'd say a kind of potency
or inner energy that oncs
through is one; grc:at
tome, especially in one drow,

se.

0 toff WM

Ben (al) seems more accepting of

whatever has happened and ready to

start working in the present moment
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would be another for me
because I think one realizes
one's limits then; an abili-
ty to be supportive of others
in expressing ther3olves
rather than attacking; open-
ness to the results of ex-
perience; willing to fit con-

cepts to experience, rather
than just intellectualizing
on the one hand or saying

thought is irrelevant to
action on the other hand; an
ability to experience and
express emotions without
identifying with them com-
pletely and letting them
control you, but permitting
them to influence your be-
havior.

You're going to get all this

in a 25 rdnute interview? You

should have alternative ways
of judging. You may just get a

person who comes over in an in-

terview. I haven't seen the
interviewers, even admit the
limitedness of the method.

Greg: At my interview I came un-

#16 certain about what was going on
and became wore certain. You

tole re to think about what I
could contribute and I did.
Now I sort of feel on the

Group Bench. Should I rake

out a list? I'm trying to find

our what's appropriate. Are we

supposed to defend ourselves?

Sam: To put it stronger, there has t

#17 be a feeling around that the
selection process is a little

off, but I think it stinks.
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Sam (#15) overtly expresses much less

feeling than sec'rns to be churning

inside him. The result is that he

denies the reality of die present

meeting as an 'alternative' way of

judging. By contrast, Greg (#16)

expresses his d!scomfort much more

clearly without attributing responsi-

bility for their arousal to an externll

source.

°Now (;16,18) participants are beginning

to respond to one another rather than

through me, taking responsibility for



-245-

Sam: (cont.) It just doesn't
#17 hit right that my appli-

cation was only read by
one person. It's just not
reasonable that you would
;rake your selection purely

arbitrary, which is what it
turns out to be.

Ben:

#18
I don't think it's been

arbitrary with me. I can
recognize myself in what
they say about me. I mean
it hurts; it really hurts.
You know, I don't make good
grades either, but I can
slough that off. But it
hurts because I figure
that their selection
process; wasn't arbitrary
and was based on things
that I think are important,
that I care about.

Sam: True, but I feel if you're
#19 going to play psychologist,

you do it right. You .1,:ag

in a clinical psycholo:jist

and you test and yeti eval-
uate with amateurs.

Greg: I think we've had psycho-
#20 logical terms bandied about.

It seems thorr!'s '. psycho-

logical basis underlying
all this... I'm not saying
how sound it is, but there
seems to be a conscious-

ness of psy:hology involvod
and the main thing that
bothered me is how fast the
process is.

Author: Yeah.
#21

tOPI 11111101.1

their differential perceptions and

orientations and testing them rather

than awaiting my responso.

They have moved a step further from

external direction towards self- direction.

Although Sam's behavior is striking ve as

systematically obstructing his ccm and

the group's possibilities fol. self-

orlunting learning I choose to let the

group interaction develop rather than

to confront him personally at this point.

Bill: It seems to me your problem is Now (422) Bill plunges into the convar-
#22 you can't: takc everytx.y.1,,, that

exists and tht:Tef,Dro. hav,:! cation, as condemning ,As yam ar.-.1. oven
to find ways to excluw2. Two of
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Bill: (cont.) your criteria in-
#22 volve mdklnq it easier for

the interviewer. I see my
fault now; T didn't mri it
easy for the intervicmx
because I think inLcrviews
are a pack of shit. Fo the
sentence I got back was
that I war; a typical bour-
geois revoluticnaty. Z'ow
what doe:: Mat ir.aan?

Author: As a matter of fact,
#23 your interview:1r liked you

a lot an0 didn't want you
in this group particular-
ly. Vhat wrc the cate-
gories ma%ing it easier
for the antervicder?

Bill: Being supportive and sec-
t24 in.71 your past life in ccn-

cepts rat `,_L than facts so
the inLervicder could
categorize you too.

Author: I think you've inter-
#25 preted than quite different-

ly from Irv!.

Bill: (interrupting) such as
#26 bourgeois revolutionary.

Greg: Well,
#27

Bill: (interrupting) which may he
#28 an honest category. I'm just

. not that familiar with it.

Greg: I would prefer to take that
#29 'cab:II-pry' as seeng trends in

what I've done.

Author: The only way I can re-
#30 s.,e you hs

sing a of aqqression to-
wards the judg,,its we've

BEST COPY AVAILABLE

more willing (#24) to treat his

interpretations as objective truths

about what has happened. If the

reader fools that Sam and Bill's be-

havior are unusually extreme, I can

only re-pond both wore students

in good standing at Yale with a

history of creative contributions to

organizatioas at school and during

the sumars, My point is that the

blatant differences between the cff.ect$:

of their behaviors and ten and Greg1:3

behaviors on the group atmosphere may

never have surfaced before because

they my never hove been in situations

in which self-orienting learning wis

encouraged by the organizational

structure and group leader.

I confront Bill and Sam (`3O) bocausc!

I see tfiem as deviating `.rem a ttuil

of behavior uonducive to self-directed
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Author: (cont.) made and which
#30 you claim we haven't shared

with you. And yet as I see
this session it could be
for sharing irtonatien and
I don't see myself as hindor-
ing that process rigit no4.
I see you all as hindering
it (addressing Bill and Sam).
I don't feel terribly moved
by what you're saying.

Mark: I have a question: here it
431 says, 'shot down, but comes

back with the same thing.'

Author: As I remember you said
#32 you hoped to learn, just by

living through the suraner
and I said some people
lived through their whole
life without learning, so
I thought more definite
learning goals were ni:ces-
sary, but you repeatol the
same thing; Do you remember
that differently?

Mark: No, it's pretty much like
#33 you said.

Pen: Is what you're telling us that
#34 we don't have the emotional

and intellectual qualities
you want?

Author: I guess I would say a
#35 different thing to each of

you. diiz,1 of you has simply

never been here before. What
I'm saying to him is that
at this point T see it as
his ..esponsibility to do
scr thing about it because
all I've got is an application
form to go on.
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learning. Although my mutants have

a powerfnl impact on the group, T.

actually do not develop ry feeling of

anger clearly (in fact, my last

sentence [#30] is almost a denial of

feeling). So, although the comment

seems to free up the group to get down

to business. (Mark talks for the first

time and something of a group decision

occurs [g38-42]), I may have Missed a

chance to make my perceptions and re-

actions to what was going on as clear

as this commentary makes than.
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Ben: That's what's hmortant to me.
#36 I think that's the problem with

this meeting--I don't know hoa
personal to make it. I want to
be a teacher, DO I want to know
why I was rejected so I can
decide whether to work for GE
instead.

Author: I see getting at that as a
#37 possibility and I would liRc

to, but I'm scored that most
here would prefer to stay
general.

Greg: I would like to do my part to
#38 dispel that impression. I don't

knal how you c:in got personal
in a group, but I don't see any
other way.

Author: Let me check: I find a group
#39 helpful in responding invrdicfte-

ly to the impression I ercate
and.thaes rekv&nt to our summer
experience since we will be work-
ing in groups; but I can imagine
that same might prefer not to and
I don't want to force thua...I'd

feel comfortable going ahead and
letting so Me contribute, sure not.

Bill: Shoot. !addressed to the Author)
#40

Author: Why doesn't whoever wants to...
#41

Greg: Okay. I'll start. C:n you tell
442 me more specifically why I

didn't cu on sLronger?

Greg and Ben went on to explore with ma and the group the core staff's

evaluations of them and their views of educ,:a.tion on the basis of their ex-

"periences. Later in the meeting I told I?en and Grog that I felt vary influcreri
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to r'cconsider my UVi.13.1.10 Li011 of them on the basis of tht:ix exploratory,

self-dives ;:ing behavic7.

My response to PT:n and Greg was partially an attempt to exemplify

concretely the critelja I was using for distinguishing mong the arpli-

cants. My r_erspectivo was lost cn at least one of the participants

NTO did not si2eak in the foregoing transcript) . Immediately after my

description of l'Jaw Pen's and Greg's behavior had influenced my evaluation

of them, this applicant announced resignedly that he could not understand

the purpose of this meeting, since it was clear that the core staff bad .

made the final decisions and there did not seem to be any way they, tit:,

applicants, could influence that decision. The meting endud Shortly

after this.

Again, other maasures confirmad my impression that Ban and Greg

behaval differently' from-Sara and Bill. Aggregate behavior scores for the

part of the session appoaring in the transcript (using the same Argyris

system as we had applied to the core staff meetings) shod that Sam and

13111 expressed only one non - coercive, non-condannatory feeling between

than, tried no csaeriments, helped no one else, and contributed far more

strongly to negative group norms than to positive ones. Ben's and Greg's

behavior was considerably nom positive.

While I was razeting with the 'weak' candidates, Dave Brodn had been

pressed into service because of his interpersonal skills to meet with the

"strong" group bccaose Rob had had to leave tin suddenly. He was new in

the anomalous and, as he reports below, confusing position of juggling

three roles: researcher, applicant, and staff leader:

At the next meting I found myself in the rimbiguous position of
being askfA to le.71 the di!,;c11:;nion of a qrcup of t2,1t.:)r candidJ.tcs

claBsificya '!It.conq' on tho 1.,f,;is of thir intervis. a(jr(.2c11

without really und,..rstanaing whether 1 was tutor, oansultant, or

279
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staff for the occasion. I articulated my confusion about my
role to the group I "led", which increased their confusion
and irritation with the staff.

I think the level of trust of the staff (and of me, as
peripherally idenLiCi&j. with them) was pretty lag; the tes cf
establishing criteria for tutor selection had been "suggeste6"
to us, and till! group remained apathetic to aoing so (at least

partly, peihaps, because establishing new criteria might
undermine our own currently-favored status, if real) . On the
whole, the interaction fecueed on guessing why the staff had
put us in the "strong" cat .gory rather than why they should
put us there.

I felt pretty incompetent in the situation; not only did
not know what part I was supposed to be playing, I could not

decide what issues to concentrate on--whether to pursue the
"tan" as outlined or to pursue various other issues that
arose. Written reactions of the tutors to the meeting were
generally positive; mv notes record that I thought people felt
unable to express their negative feelings in the cements.

THE FINAL MIMING AND DECISION

The week after the small group meetings the final selection session

was held. By this time sane of the forty-five original applicants had

eliminates'. themselves (for example, all but Ben and Greg in the weak

group), but over thirty were still interested in the fifteen available

positions.

A questionnaire before the final session indicated that candidates

saw the selection process as more anibiguous 11v:indefinite, but as in-

creasing their internal cemitnent to the program. On two dimensions the

strong candidates varied significantly fran the rest (in both cases,

Mann - Whitney U, significant beyond .05 level). They saw the selection

process as tending to reinforce their previous attitudes, wherpes the
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Other applicants re9arded it as revealing som thi n9 now tr, t.

t :1. This

finding again accords with rosenrch :hcf.N.ing that ,1 inforwaLi on

tendS to reinforci the attitudes of mjnitivol.:

ally given our interest in encouraging scflf-di.rc*,:ion, unrst;.'.]y

given Dave Dre4,71's report of their behavior at thn second nv.:e Ling, the

strong appliean also s :lw the selection process as more cr.,ntrolling of

them (equally cont .:oiling of film as influanoeLb by them) than did the

other applicants. This may be because other applicants were able to to :e

the initiative to 17oturn dospite a qualified or r.:!gative evaluation of

them by the core staff, whereas the strong applicants' return hnd been mare

directly deternincd (controlled) by the core staff 's initial evaluation of

than as strong,

At this final mzeLng r asked for a colleboraLve decision EMOrrA three

possible selecUon7decision
processes, ranginii fran a fully -_.l 1aborative

decision within a francrArrk devised by the core staff, to one in wh:ich the

core staff made the decisions he...wever it wished. After an extensive debate

during which the benefits and limits of collaborative decision-making
w,, :re

Explored, the group chose (by majority straw vote, ratified by the rest) to

have the core staff decide. The core staff eliminated some applicants frall
At

consideration imaraliately on the basis cf cur evaluations after the small

group meetings. This decisiveness on our part sec:nal to surprise the ap-

plicants, who may have assurnal that our interest in collaborative

making correlated with an inability to make decisions.

The final act in the process occurred late the same evening and involved

another small group rlecting those CILOUt W:1C2i1 we Were still

uncertain. The core staff fctl back i impressions and un-
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certainties about each applicant, and applicants attempted to provide

additional data about themselves, oonfronted one another, or expe72i-

minted. As in my meeting with the weak applicants, we felt that the

various participants differentiated themselves in terms of their pro-

pensity to engage in self-directing behavior and made our final choices

accordingly.

This summary, however, conveys none of the ironic and foreboding

flavor of the final selection meeting. Again, Dave Brown's perspective

provides more insight:

The final selection meeting ran from 4:00 P.M. until
late evening. Bill began by raising the issue of decisio-
making processes, making clear his own caadtvent to col-
laborative so]ection of tutors as a means of practicing
collaboration and giving non-punishing feedback. Discussion
ensued, priloxily air.lcid at Bill. EvLantuall!, suggested that
Bill was defending collaborative process against everyone;
a quick chod: of hanch; indicated that about 70'i opposed
collaborative evaluation, and slowli consensus emorged in
favor of listing the twenty-odd candidates currently favored
by the staff, allming others to stay en if they wished.
Control ewer the vast of the evening's activities %vas sur-
rendered to the staff.

After a collective supper in the lounge, Bill fed back
some data gathered in the afternoon session, and then began
to discoerse on the helping relationship. The response of
the tutors to both topics was minir:a1; I found nyself with-
drawing, bored, and on the verge of sleep. L retrosect it
seemed that we had regressed considerLbly in surrendering tno
decision-vaking powi: to the staff, and were how passively
awaiting the axe. Dientually, thoroucjhly nervous about the
poL;sibiliLy of offending Bill, I interruptcd his discourse to
remark that I wa.:: a:KJ didn't understand the jargon he
was using, and thought others were in similar shape. Some
mild oonfirmatio:1 from others followed.

Then Bill raised the. issue of selection criteria, and
shortly the tutors ware sniping at him and the staff enthusias-
tically. len,ee:ed tutor interest in controlling the events of the
evening, with an cye to d_scritlf.i.tting the staff, led to a decision

0,00101
No' '40
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to tenet without them for half an hour. An hour later the tutors
returned frau two grou.) meetings to announce various esolutions
about the program, most of them involving demands and cusatcns
of the staff.

In general, the tutors vo?re very plecsed with their meetings,
seeing than as the scuree of mich moro closenss than had yet been
attained within the program; the mechanism for attaining the close-
ness seemed largely that of dafining the staff as an external enemy
and devoting the goup's energy to planning strategy for dealing
with than. Out of the anti-staff haraqc.i-ue fron these meetings came
the somcN;hat paradoxical decision to give the staff cmplete control
of tutor selection. In spite of the staff's "manipulation," "lousy
criteria," and "arNillingness to take charge," the tutors forced
than to take responsibility for evaluation and selection. ahoy de-
valued the 'toffs ability to make decisions and then ducked the
responsibility thasolves, avoiding the responsibility while leaving
an cut if they were injuredthe staff's incoxpetence. My experi-
mental intervention to the effect that we mdght be ducking an un-
pleasant but useful task sank without a ripple, and I drifted along
with the tide.

One final session with people still considered marginal. by the
staff lc(' to p?rhaps the most open mooting to date. For sare time
passiviey reign:1, but the staff's coanness about their reservations
compelled sae:.' tutoos to dumnstrate new behaviors, several very
rTuccessfully. Conlrontation ind:iNidualsinstead of as a group
helped the meeting get off the ground, and probably the fact of
eight hours of meeting before thatleft all of us exhausted contri-
buted to the lowering of the barriers.

Afterwards, the core staff was able to come to its final decisions

collaboratively, with only one case of significant disagreement. The

disagroment occurred over Mal Helal, the person whom we know best since

he had been on the stzff Un previous surnrer. In many ways, Mai had

performed well in his role: he had been dedicated to the students,

coming to Yale through the Yale Summer High School Mr:self frau a poverty

background; he had overseen production of our school paper, The Ghetto,

and the reader will recall that he also played. prominent organizing role

283
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in the incident surrounding the first newspaper article. Ray and

Valerynow strongly urged rehiring Mal.

-Tim and X felt equally strongly that we ought not to rehire Mal.

We regarded him as increasingly rigid, brittle, dominating, and hostile

in his relations to others and therefore likely to be mare destructive

than constructive in the context of our program. We cited a number of

incidents suggesting these qualities. One was his temper tantrum the

summer before when sane students playfully grabbed his cap off his head

and began playing keep-away with it. Wnen they saw that his &.gnity

was actually 'wounded by their humor, they took a further step, picking

him up writhing and screaming furiously, and gently deposited him in a

large hush. Mal spent the next two days in a vile temper, threatening

the students impotently to return his hat, and imploring mc to take some

sort of strong action against than. Another troublesome issue was his

implacable histility to Tim, carricaturing him privately and publicly in

Black Muslim rhetoric. Furthermore, he publicly disavowed the central

aims and procedures of the program and shoacd no openness in private to

feedback about his impact on others. Finally, his withdrawal from two

courses at Yale during the fall teem suggested to us that he was ceasing

to act effectively even in conventional. terms.

Ray and Valery accused Tim and me of oppusing Mal on racial and

political grounds, since his black militancy was increasingly evident.

Rob mediated, but tended to favor rehiring Mal despite reservations.

Fearing that 1 might indeed be rejecting Mal because of his conflict-
,

oriented personal style, 1 finally agreed to rehire him, thereby taking

281



ray 0.1stcai:,x1t,, conciliatory I have rc.g-retted over since tl! .;.

cou3.d sustain the coaflict: c.md ins.ist. cn \rice.

latex events were to convince again and ajairt ate: had

OVERVIEWS

In retrospect, I can surranori%e the steps of the selection

as follows: Fint, in the initial meting, we tried to "give" t!:c

applicants our un:brstaMing of behavior conducive to snlf-directiA

learning but with the tlist that we exposed the contra Diction in

salf-clitvz.-.tion to thi.n. 1t., :t, in the mall group meetings, we trii.v.1 to

"structure" a situation v.hich encouraged ard rewarcicd experirric:nts

individual self-crientation; but we still controlled the tettin:i of the

situation so we were in effect, d.anvindi no : ~o1 f-c.iirc.ct.i.en frcra

Finally, in detemininj

staff and a-olic,intc.

selection decision-makin-,:l process, mre

co] .1 abora ti.ve 1 r.o 1. f--cli

These three stages may represent three e3estiants or twat-tenth in the

transition to self-direction, each rtietivnt: falling into self - contradiction
k'

arK1 revealing the next:. The core staff planned the first s elf :-centr3dicticn,

but did not fully realize the second until after the meetings of the second

week.

It was undoubtallY. overambitious to hope that we could negotiate

these three stages into a /1(7,-W reality in three rnao i.ncjs, especially given

the still-limited oonpetence of our core staff to exalt:ail,/ and inspire

self-direction and of timbers of a group unaccustetrod to this mode. In any

event, there arc indicatiOns that we did not negotiat thcse three stacy.,,s in

a way that helped many of future staff itterrfry.2rs to rcayinUo thcn and find

significance in t..!-.an boy their future conduct with students. Too nrist

obviou5.-.; of these inaleation3 is the (3c:cis:ion at, the third r.:etiI:. o oLan-

don the collaborative prc'eens at thc. first rrmynt of full collal.,(w,ti-L.)n.
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and the suhseauent altemIticns by the c,.-911.cants K.,tnon flighting and

fighting against t.M. ccr-o. staff. Tte core staff itself was F...ha%en by

these ewnts. Again, Dave reports..

After th.:2 mratiyyn mer2Ling, T rote up my thservations
for the sUiff. In subucnt discu2sior the core staff
VOU0'.:(1 tO ;:ith lx.reeptcns to E,c:ce:. extent a?)out the

"e:2'11,.naniz th:::uh which d:.h! tutors ",:xs.rc put,"

awl the tua;:::; who r. baye hocn miz:so.d. They se,mea
to feel pretty acut the evaluatinns forced on them
by the tuter::., in7:ic.;:s to projcct that guilt into Bill,

who seemal willirg to accept it.

felt Cl, o:2 uncomfortable durinA7 the.meeting, in
spite of rr., f.r1(1.1 burdyn of tho
pre.,ably Lecv:ue w,:!s ui::icr-,tan'Air::: what

seume:1 to Ln a viobnt attac:-. on ; I was
oonclrotulated on the fcsc,C!. as having "really shaken people
up."

On the wholo, 2.1:::(,.71rs tat bo'.:11 F taf f and tutors won-. a

little s...han YhC? nrca-:..!::, and uncierstnciably so.

One major unJ!*il:1 L:ccm.d )".1 th2 tandencv to

place th.:! f:or 4j..c! un:-..1,::a5--anLn,Jss in scN.m,,

which can le,A tr.; i e uuors tcEd.ed to
staf 4Z; s,Laffi. to biam.2 Bill. ',.Lo Bill blames

rmain,;; unclur tc) I t:::' ;c1 more to IY.2. to

carry it all, which may 1.c._1 to diffieal

Was I too willing to carry the blame? The procns Old not s2.e.rt

blame-worthy to me. I could accent responsibility for its results. 1.11y

could not others? Even if we failed in its short duration to influence

significantly the empIicants' under ,:ainding and practice of self-directed

ccllaboration, I felt (nnd Asti 1.1 feel) certain that w had succeeded gen-

erally in identifying and chDosing the a:Tlic.:)ni most likely to be self-

.
directing :Ind cneatcd a% mvit'onfront with difficulties analogous to

those of the 1-;unixr. Lviently, pnny m:lobiars of the core staff and ro.71ny
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'of the applicntr.i.Crund.tbeenonOitions of open evaluation too harshly

revealing to learn from, for It showed up unmercifully persons' un-

coAtRies and the limited, sometimes inexplicable, information we
.

commonly use to make decisions. In pyramidal, bureaucratic structures,

the secrecy and distance which exists between decision -makers and those

whose fate they influencing rakes it possible to maintain the fic-

tion that fully rational decisions are being made and are to be ex-

pected. To the extent that one internalizes this fiction of rational-

ity, it herniae: 0;fficult to accept the relatively irrational -03th-

of-the-situation as revealed through an open, time-constrained, oval-,

uative process such as our selection procedure. And to this extent too,

persons will recilrd the attainment of rationality-in-living as a task

they have already achieved by virtue of being human, rather than as a

task they must commence in order to becom fully human. Consequently,

to the extent that one has internalizod the fiction of rationality, one

will tend to dissociate oneself from evidence of irnp section by blaming

it on some "external" agent or on sane internal "fonspiracy."

If this analysis is correct, what should I have done in the complex,

ironic situation in which I found myself? On the one hand, I felt there

were many real problems with the aMbition andipecution of.the selection

process. Indeed, others' discomfiture during and after the final mooting

made me all the more uncertain about its validity. Yet, on the other hand,

I felt a strong cemmitment to, and certain}' about, the basic aspirations

and direction of the structure we had created and regarded many of the

4.t
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attacks against IL as duriving not from its inefficacy, but rather

precisely fran a cc obination of its effie.:1,--y and others' uncertain

camnitment to the hinds of learning it demzinded of them. To add still

further to the kinds of uncertainty .hat permeated this mcment, I was

radically uncertain that saying anything, no matter hew clear, would

make any difference, given parsons' emotionality.

Since this occasion, and largely as a result of it and of other

events during the s acond spring and summer of Upward Bound, t have cam

to realize what to others may seem incredibly obvious: in emotional

moments, one must speak emotionally to be heard at all clearly. cool

voice of reason' aces at such.mcments not to Illuainate and clarify, but

rather as a match to oily water, extinguished by, the water and converted

into a blazing smoke screen by the oil. True, most persons tend to be-

come increasingly unclear and' increasingly selfish as they become in-

creasingly emotional because they have not worked to integrate thought

and feeling; but one of the challenges of ccamitting oneself to rationality-

in- living- -that is, to increasingly living out be truth-of-the-situation--
.4

is to appreciate those moments of crisis when a strong stand, a hot word

rather than a cool word, is necessary to clarify the situation.

Should I have met the blaming released in others by the selection

process with anger? I didn't. Instead, outwardly I turned to fatalism

and sadness, riot anger. And imardly I turned to struggle all the harder

to see hew I shared in creating the disharmonious results.

285
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In this spirit, I can now feel the ideal, formality with which the

whole selection process was suffused, in plan and implementation. I

feel a vaguely inhaman and hybristic quality in it.

Vat that planning liberating structures to encourage persons to

transcend themselves must necessarily be hybristic. But rather that

the planners and implementators of such a structure must themselves

have experienced the "going under" before one's antithesis and the

"going over" into a higher synthesis before they can hope to help

others through the same process.

In my case, I had "gone under" in my broken-off love relationship

before the program, but rather than fully accepting that and next "going

over" to full relationships with others, I had withdrawn a vital part of

myself and retrogressed to my previous innocence. An innocence which I

masked from mysulf better than from others by my facility for "going

over" by means of synthetic thought.



-257- BEST COPY AVAILABLE

In this spirit, I can now feel the ideal formality with which the

whole selection process was suffused, in plan and implementation. I

feel a vaguely inhaman and hybristic quality in it.

Not that planning liberating structures to encourage persons to

transcend themselves must necessarily be hybristic. But rather that

the planners and implementators cf such a structure must themselves

have experienced the "going under" before one's antithesis and the

"going over" into a higher synthesis before they can hope to help

others through the same process.

In my case, I had "gone under" in my broken-off love relationship

before the program, but rather than fully accepting that and next "going

over" to full relationships with others, I had withdrawn a vital part of

myself and retrogressed to my previous innocence. An innocence which I

masked from myself better than from others by my facility for "going

over" by means of synthetic thought.
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Spring vacation intervened between the end of the selection process

and the first meeting of the new tutors.

The day before the meeting, Martin Luther King's assassination also .

intervened.

Black groups called a meeting on the New Haven Green.

When I reached the Green an hour before our own meeting was to begin,

a strange, schizophrenic scene and mood greeted me. The criowd of several

thousand was perhaps two-thirds black, the blacks concentrated around the

rostrum, the whites scattered around the fringes. Only blacks spoke and,

for the most part, their rhetoric was the most incincliary I had ever heard.

A fierce sense of unity, a menacing elation, seemed to grip the blacks,

making the isolated white mourners feel all the more misplaced.

When I reached our own small meeting, no blacks were present. Sub- -

dued and paralyzed by their absence, we discussed the assassination in somr-

ber, purposeless tones. Cylia, whom I saw as vibrant and skilled, but still

tentative about what she could bear, spoke in wilted terms of resigning be-

cause it was inappropriate for a white girl to be a staff member in a predomi-

nantly black program.

Forty-five minutes later, most of the black tutors and a few more

whites arrived, the meeting on the Green having dispersed. As Dave Brown

remembered it:

The meeting really began with a rejection of a white offering
by a militant black tutor. The whole issue o the assassination
seemed to inspire the blacks and &press the whites, and the
atmosphere was not one in which it was easy to be really open about
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Spring vacation intervened between the end of the selection process

and the first meet ig of the new tutors.

The day before the meeting, Martin Luther King's assassination also .

intervened.

Black groups called a meeting on the New Haven Green.

When I reached the Green an hour before our own meeting was to begin,

a strange, schizophrenic scene and raped greeted me. The crowd of several

thousand was perhaps two-thirds black, the blacks concentrated around the

rostrum, the whites scattered around the fringes. Only blacks spoke and,

for the most part, their rhetoric was t1 most incincliary I had ever heard.

A fierce sense of unity, a menacing elation, seemed to grip the blacks,

making the isolated white mourners feel all the more misplaced.

When I reached our own small meeting, no blacks were present. Sub-.

dued and paralyzed by their absence, we discussed the assassination in scr

ber, purposeless tones. Cylia, wham I saw as vibrant and skilled, but still

tentative about what she could bear, spoke in wilted terms of resignI.i.-1

cause it was inappropriate for a white girl to be a staff member in a predomi-

nantly black program.

Forty-five minutes later, most of the black tutors and a few more

whites arrived, the meeting on the Green having dispersed. As Dave Lwows

remembered it:

The meeting really began with a rejection of a white offering
by a militant black tutol:. The whole issue of the assassination
seemed to inspire the blacks and depress the whites, and the
atmosphere was not one in which it was easy to be really open about
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feelings. To same extent it became a sort of a black in-
quisition into the white feelings, an uncomfortable situation
at best. Bill raised the issue of black nationalism's effect
on the program, and I suqgcsted, in connection with early
interchange is which I saw whites being punished by blacks,
that the issue of continued communication across racial bound-
aries was crucial to no. My comments were seen as an "ad-
mission" cf weakness by same of the black tutors, but we were
unable to explore the dominance-submission implications of that
perception. At least for this meeting, the authority issue
was submerged in the issue of racial boundaries; the spectre
of guerilla warfare in the cities and perhaps in the program
was raised...

I remember trying to be concerned and competent at that meeting, but

I block all other memories out. I suspect that, faced with an event so much

nom cataclysmic than anything I might influence, a subliminal cycle was

,acting itself out in me, a cycle which I had captured in my journal a :.lonth

before:

As a leader, I have the sense that I am wholly responsible
for the group's success/failure. Consequently, I make such an
effort to assure success that I don't give others a chance to
blame me, which may be a prerequisite to sharing responsibility
for failure, which may be a prerequisite to becoming internally
ccmmitted to success, which may be a prerequisite to risking,
experimenting, and trusting.

So, having cut off all these possibilities fo': others,
then feel burdened, disappointed, unlistened to and unresponded
to, and incompetent.

which feeds back into increasing tension and anxiety to
assure success.

The core staff had divided responsibility for the spring's activities

among ourselves such that Valery took charge of student admissions, Rob of

selecting and training the teachers, and Tim of developing the tutor group.

This superficially rational scheme was quickly twisted out of recognition by

the strong dynamics within the tutor group. It began to seen divisive to have
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the teachers meeting separately fran the tutors. And Tim's unpopularity

among the tutors sucked Rob and myself into all increasing number of their

meetings. This trend began after the second meeting, which Tim led.

TIM'S MEETING

Tim began the meeting by saying that he sensed uneasiness among
he),

new tutors about their degree of involvanent in the planning of the

program. He therefore suggested that they might want to discuss what they

wanted to do, both during the spring meetings and during the summer. This

evoked a series of questions: what are the students like? what decisions

have already been made? are there any written materials on the program?

what are we going to do? Tim rospondnd hrion, (:.hAny-f-pari.,;ng 44.1m ci-nrionts

and their new, precarious commitment to academic learning, noting the division

of responsibilities among the core staff, and indicating that the teachers

would be meeting separately fran the tutors for the first part of the spring,

so that the former could concentrate on structuring the curriculum while the

latter focused on structuring the non-curricular aspects of the school.

Whether this response was too concentrated, too abstract, or too

anxiety-provoking, it did not end the questioning. Tim's answers may have

left too large a territory of uncertainly and freedom of choice, and the

tutor's continuing anger at and distrust of the core staff might have prevent-

ed them fran trusting Tim. Or perhaps, given their continuing unfamiliarity

with collaborative decision-making, as ::111l as their recent difficult and

inconclusive brush with collaboration in the selection process, they simply
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did not know, and preferred to delay finding out, how to begin working

collaboratively. In any event, the next five tutors who spoke asked the

very same questions all over again, while Tim tried to highlight their

an ability to work out answers to the questions: "There seems to be a

question about what will be in your hands, what out; I was going to follow

with the question, what would you like to be in your hands?"

Several tutors began at once to nutter further questions in a more

antagonistic tone. Tim, responding more, I think, to the tone than to

the content of the questions, capitulated with a resigned "Oh, okay," and

,gave a much longer description of the students, with examples. This en-

couraged a further string of questions from the tutors, until Zack, who

seemed to carbine brash confidence with a willingness to acknowledge con-

fusion directly, turned to the others rather than to Jim and asked, "How

are we going to reverse the (public) schools' process and free these guys'

intelligence without their running wild?" Other tutors responded. It was

suggested that the students ought to be given responsibility, that one ought

to find out what they wanted to do, that one had to discipline them strictly.

For the first time the tutors were talking to one another rather than

at the core staff!

But this resulted in a further increase of tension, for they emas-

culated one anther's contributions by interruptions and competitive, dogmatic

statements such as "You've got to meet the kid where he is," "That's not true,"

"All right, hold it." And when Tim was asked whether the previous summer had

been successful, he raised the tension still further by returning another

question about that person's criteria of success. Hostile laughter from the

293



-262-
BEST COPY MAKE

group indicated they viewed Tim's question as a put-down, so he tried toshci his genuine concern by following
with "I'm serious. Yea, it worked,

depending oh what you mean by 'work'."
With this encouragement, the tutorwho had asked the question in the first place formulated

several criteriaof success, but was interrupted by other t4,.ors before Tim could respond.
Eventually, Tim reviewed the issues which had been raised for

the tutors who had entered the meeting late. Someone suggested trying todecide how to handle same concrete cases of problems
with students, but

was superceded by another tutor with "I'd still like to know what decisionshave been made."

This comment finally succeeded in breaking through Tim's constructive
orientation, and he replied, not with direct anger, but with heavy, antt_7(n-istic sarcasm, "Given' the

vaot imrt.A-dri_cuiee of the question of decisions, wecan go into that now, though I'm very unclear about what other decisions havebeen made." He then gave a history of our evolving way of working with the
students in the program.

ROLE-PLAYLNG

When several tutors suggested pat solutions to the practical problems
of getting students to bed at night and out of bed in the morning, Tim
challenged them to role-play their solution'. He himself would take the
student's role. Zack volunteered to try, hesitated,

stumbled, and immed-
iately gave up as Tim put his head down on the table showing no intention of
beginning or cooperating with Zack's effort to arouse him. "The only way I'm
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going to get you out is hit you and I don't want to do that." To which Tim

responded confidently, "Go ahead. I can probably take it, and if I can't my

two roommates will get you." This led to an interchange about the occasional

need for charismatic forcefulness to prevent vi'lent forcefulness. Zack

concluded with dejected openness, "It's really something I'm going to have to

learn."

Tim pursued the issue, encouraging Zack to use the role-play as a

learning opportunity rather than deciding he couldn't do the role-play until

he learned. Zack agreed to try again, fumbled around trying to define the

situation precisely and rehearse his argument until Tim interrupted: "Instead /

of trying to define your argument, why don't you just test it out?" Zack's

nervousness about the approaching confrontation evoked laughter from the rest

of the group. He barged over to Tim and shook him, shouting, "Jesus, what's

the story! Why..."

"Keep your mother fucking hand to yourself, baby," Tim shot back in

a sleepy but charged tone. A long, shocked silence ended with another, more

hesitant start by Zack, the obvious inadequacy of which drew another round of

laughter fran the group. This led Zack to several denials that such a sit-

uation would ever arise.

Other tutors tried to role-play a curfew situation together with

similar obvious lack of success and similar denials afterwards that such a

situation was likely to occur.

Mal attacked role-playing as acting rather than genuinely being oneself.

Zack, in turn, defended role-playing as having taught him the scale of the

problems he would have to deal with and the inadequacy of his approaches. The

meeting ended.
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During the week T transcribed the tape of the meeting and scored it,'

using Argyris' procedure. Needless to say, the resulting profile looked much

more like the "natural" groups Argyris had studied than like our core staff

group. Compared to the core staff group, the level of conformity-producing

behavior was high and direct expression of personal feelings was very low.

In fact, Tim was the only person at the meeting who expressed direct feelings

at any time. If e divide the meeting at the point where Tim sarcastically

said, "Given the vast importance of the question of decisions..." we find an

interesting contrast. Before that point (the first three-fifths of the meet-

ing), fifteen statements tended to generate norms of conformity or antagonism,

and Tim contributed one of these. In the final too-fifths of the meeting,

twenty-four statements reinforced norms of conformity or antagonism, and Tim

contributed eleven of these. Thus, the tutors really had succeeded in break-

ing through Tim's constructive orientation.

Of course, it might be argued that the increase in negativity was due

to.the negative situations that were being role-played, rather than to neg-

ativity among members of the tutor group and between Tim and the tutors. But

there are several kinds of evidence to: jgest that, in fact, just the reverse

was true: that the role-playing was not cause but effect, that it became a

vehicle for expressing hositilities within the group. These kinds of evidence

include: the context of hostility before and after this meeting; the analogical

quality of the problems protrayed in the role- playing and the problems existing

between tutors and the core staff; the pressure that led Tim to become sarcastic;

Tim's own acknowledgement when we reviewed these findings that he had been out

for revenge on the tutors during the role-playing.
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One positive result of this incident was that Tim and I could agree in

reviewing it that he had shown limitations in interpersonal competence. I

was impressed both by his ability at the outset of the meeting to reflect the

issues underlying tutors' questions without himself being sucked into antagon-

ism and by the powerful genuineness of his role-playing later. At the same

time, I felt he was so reluctant to become "the authority" that when he did

answer questions his manner tended to be punishing, which may partially have

amounted for the tutors inability to 'hear' his answers. Also, when he did

become angry, he was unable to be direct about it.

Our agreement about these limitations held special significance be-

cause we had conversed ten days earlier about choosing the next director of

the program.. Tim had felt he should be the next director because of his

commitment to and experience in the program and the New Haven community. I

had said I thought the next director should be black, should be 'established'

enough to hold the respect of the Yale administration, and should be capable

of behaving his philosophy; and I did not believe Tim met any of these criteria.

Tim had agreed easily that he did not meet the first two criteria, but question-

ed has important they were, especially the second one. As to behaving his

,philosophy, he agreed he was far from perfect, but felt he was campetent and

open and comm'tted enough to correct mistakes when he made them. After his

tutor meeting, he realized that others' hostilities and fears of the unknown

could still trap him. (Of course, as the rest of the spring and summer would

shag, as well as the next several years of American history, he was hardly

extraordinary in that regard. I can now see haw my outwardly humble but co-

liertly overconfident sense of my own competence tinged my conclusions),
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THE ROLE OF RESEARCH

At the next meeting, the same questions were raised about what de-

cisions had alreerly been made. Tim and I both tried to be more responsive

than he had been at the previous meeting while still focusing on tutors'

ability to influence the structure significantly. Eventually, Dave Brown

suggested that it might be easier to express interests and explore directions

if we broke into sub - groups. This suggestion was first ignored, then resisted,

then ignored again. But Dave and Tim and I would not forget it without a

clear group decision about it. The group then decided to accept the suggest-

ion. The small groups were enthusiastic, enjoyable, and informative, gener-

ating much the same atmosphere as had the small groups of applicants during

the selection process. The divergence that emerged among the concerns of the

tutors fnrmed the basis for an eventual differentiation between resident

tutors and teaching assistants.

In the final forty-five minutes, Dave Brown, myself, and two other

fellow students in a graduate class wished to propose same research to the

tutors on the group's functioning, which we hoped they would find valuable.

Dave Brown had already constructed a short (one minute) questionnaire to

measure tutors' perceptions of the core staff and core staff perceptions of

the tutors. The results were to be returned and discussed at the following

meeting as an example of how research could help us gain insight into creating

more effective relationships. Although most of the tutors filled out the

questionnaire, with the vocal exception of Mal Helal, there was considerable

antagonism to all research as acadmic, abstract, not valuable, irrelevant to

the students, and imposed on them as a fait accompli. My attempts to explicate
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the insights into their previous meeting afforded by scoring it, to explain

that they in fact had a choice about whether we did the research, and to sug-

gest that they were not guinea pigs for someone else's theories but instead

could share In developing helpful theories from the data--all these words

seemingly fell on deaf ears. Randy said he couldn't stand all this meeting

about meetings, and Lawrence said he was majoring in experimental social

psychology, and research was fine in its place, but "anything you do that does

not help the kids is sinful as far as I'm concerned."

Dave Brown summarized the outcome as follows:

It seems clear that we erred magnificently in our pre-
sentation of our research to the tutors. We were heard as pre-
senting a fait accompli (and so, I think, we felt), and were nailed
for it. We assunc.xl that once we sold ourselves to the core staff,
we could stop worrying about entry. Since we as researchers were
perceived as something of an adjunct to the staff, we also may have
caught some anger directed at them. In spite of our previous agree-
ment to be willing to criticize one another's approaches in the
meeting, thus hopefully demonstrating our openness to feedback and
willingness to express feelings, the attack was sufficient to weld
us into a beleaguered group reacting defensively.

During the next week, two demonstrations occurred of the difficulty

of getting the tutors' hostilities towards the core staff out into the open

to be worked through and resolved rather than remaining covertly expressed

and sustained through sarcasm, passivity, and indirect attacks on role-playing

or research. The first was a question about Gene Renfroe asked by several

tutors in a conversation with me over dinner. Gene had been rehired for the

second summer. At the previous meeting he had been the only person to say

directly that he was antagonistic to the research. My response apparently

influenced him and he later asked several constructive questions of the
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researchers and of other. tutors. The other tutcrs' question to me about

Gene was whether ho was alAtoogelArthe core staff. Apparently, the open-

ness of his initial unwillingness to participate in research and then the

openness of hi.: changed foaling was inec,mprehensible to these others ex-

cept as a stagoi ruse. Tho very idea tnat we might plant a stooge to

influence people indicates the level of distrust that existed.

The second demonstration was implicit in the questionnaire =Tuns.

One would have to conclude that the tutors were utxrly enamored of the

core staff. They (ten of them) viewed the staff as very accepting, open,

democratic, warm, sincere, and patient and as somewhat helpful, effective,

and confronting. Meanwhile the three members of the:' core staff who answered

the questionnaire (Tim, Valery, and myself) viewed the tutors as very rejectinj,

closed, autocratic; impatient, and withdrawing and as somewhat unhelpful, cold,

and ineffective. Three additional tutors had filled out the questionnaire in

reference to Tim rather than for the core staff as a whole. Their view of hiM

was more negative than the others' view of the whole core staff. This was .

especially true in their view of him as unhelpful, ineffective, and impatient.

Since the tutors seemed sure that we were making decisions without their know

ledge, it seemed contradictory for them (including even those %,..110 rated just

Tim) to view us as accepting, democratic, and'sincere. We interpreted these

results to indicate that they could not even be open about their hostility

tadards us on the questionnaire, probably because they weren't accustomed to

recognizing and acknowledging hostility openly.
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Of course, a number of other speculative interpretations of these

results could be made. Perhaps the tutors were carrying about a schizophrenic

image of the core staff: a positive image when they thought about us and a

negative image when they found themselves in an emotionally uncomfortable

situation in relation to us. Perhaps Tim was being used as a scapegoat

for these negative feelings, instead of tutors' recognizing that they could

develop new skills for becoming comfortable in unstructured situations.

Perhaps much of the negativity was restricted to a few of the more vocal

tutors, while the res: were more positive to everything that was occurring.

The graph that Dave Brown drew up to illustrate the differences between

,tutor and core staff perceptions of one another seemed to us to cry out for

discussion to establish which of these interpretations seemed to fit.

But when Dave presented the graph at the outset of the next meeting

it met with the same antagonism as the whole issue of research had the

previous meeting. It was seen as irrelevant--even if true, as methodologic-

ally weak, and as a means of blocking verbal camunication of the same feel

ings. David was asked what it "meant". He said he did not know, but felt

that the discrepancies invited a discussion through which we might develop

enough information to dCcide together what it meant. The invitation was not

accepted. Instead, David later reported his impression that "the tutors saw

me as playing the same 'manipulative' game that they disliked from the core

staff."

The discussion of the merits of research dragged on through most of the

meeting, despite Tim's and Dvid's efforts to go on to other topics even if

that meant deciding against allowing the researchers to attend future meetings.
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Finally, 'a decision was reached, amidst anger at both the research itself

and the amount of staff time it was consuming, that the researchers could

observe meetings without intervening and then present their findings at the

end of the spring. The fact of reaching the decision seemed to loosen the

atmosphere, much as the first decision by the new staff had the previous

spring, and the tutors rapidly influenced the following week's agenda to fit

their needs. They asked that the core staff present plans for the structure

of the program that they could then discuss and influence. They also asked

that the teachers join their meetings.

BEYOND ANIAGONIa4:

When I heard the outcome of this meeting, I felt we were finally on

our way. Although I was disappointed that David's graph had failed to pro-

vide leverage on the issues of authority and research, I hoped the tutors -

were finally beginning to feel their own power to influence events and was

glad they had made some specific requests of the core staff so that we could

demonstrate our responsiveness. Rob, Tim, and I worked hard that week to

develop detailed job descriptions, schedules of activities, rules, and dis-

ciplinary procedures for the following meeting, amused at the parallel between

the students and staff both asking for more structure this year. On the one

hand, we still felt that same vital issues were being covered over; on the

other hand, we were more than willing to hypothesize that they were less

timely than other issues and to respond to the tutors' sense of priorities.

Because Tim and Rob had done the main work on the proposed structure,

because I was under intense time pressure, and because, in any event, I did
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not wish to take over their leadership roles, I did not attend the following

meeting of the el,dre staff. I was shocked to learn afterwards that the

proposal, far fran generating increasing trust and constructive discussion

between core staff and tutors) was never presented at all. Instead, Mal

Halal had opened the meeting by claiming that the core staff had lied w!..sen

it promised during the selection process to choose the staff so that a majority

would be black, to reflect the predominance of black students in the program.

He had evidently consulted with a number of other black tutors about his in-

tentions, and they plesented a united front now in support of Mal's demand

that several white tuLors be fired and replaced by blacks.

Comments by Rob and Tim to the effect that the "promise" had been a

self-imposed comMitment to try to develop a majority black staff, that not

enough blacks had applied to generate a majority (the core staff had turned

down only one black), and that two additional blacks had already been hired

since the selection process only served to draw emotional attacks from some

of the black tutors. Furthermore, Rob's and Tim's attempts to defend the core

staff's good faith was also twisted into sounding as though the core staff

members opposed having a majority black staff. This occurred despite Rob's

solicitation of help fran the black tutors in locating other qualified black

applicants, as a consensus developed that some sort of change in staff compo-

sition was in order. (At that point the staff was 43% black, and the figure

Mal quoted as having been promised was 60% black.)

We can follow the remainder of the meeting from Dave Brown's per-

spective:
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I was irritated enough by the black enthusiasm for firing
whites to calculate the pay cut we would all have to suffer to
hina six noa blacks, and then pointed out that the method used
to raise the issue caused me to want pay cuts (hitting blacks
as well as whites) instead of staff cuts.

The situation was further camplicated by one white
teacher's contention that we would be "copping out" if we did
anything but fire whites. The white tutors found themselves
threatened by whites as well as by blacks.

Although some pressure to decide quickly was exerted,
others pointed out the centrality of the issue to the program
and succeeded in postponing the decision for further thought.

More controversy ensued over a suggested "white family
caucus" before the next meeting. Overt resistance to the
meeting came from Tim, who saw such an event as a concession
to racism. He refused to attend in spite of pressure from
blacks and whites alike.

About half the whites on the staff attended the "white family caucus"

at the beginning of the following week and that in itself, as well as our

meandering and inconclusive path during the meeting, indicated the rhetorical

confusion and lack of solidarity that prevented us from being of any special

help to one another.

I was beginning to doubt whether we would ever stop sinking. The

whole program seamed pointed toward self-destruct. Each time we tried to

right the course, some unforeseen new crisis, usually right out of our

supposed solution, would loom up and propel ue in just the reverse direction.

I felt utterly naive and beaten. I could not understand what dynamic was

occurring. In my journal entries of the next days I was reduced to negatives:

May 8

I've been very anxious for several days about Upward Bound,
not helped by today's "caucus". There is so little friendship,
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caring, willingness to try to understand, simple patience;
and scrwha my behavior doesn't seem to help inch. I have a
deep fooling of being unsuited for this job. I'm not helping
people expraz their fears, or achieve much solidarity, or gain
a sense of accomplishment.

May 10

I feel so much like a reed blown in turbulent winds in
all this--not even sure that I am still rooted in any sense,
but at any rate more aware of being blown about---and ack-
nowledging my feelings of confusion and uncertainty seems to
be so threatening to my fellow staff mmbers that I genuinely
came to question the efficacy of my kind of orientation in
this program. Net that I could authentically adopt any other
mode of behavior given my present feeling-knowledge, but that
I should perhaps occupy a different organizational role at
least.

The next two meetings sustained the acrimonious atmosphere. The

issue oi staff composition was settled at the next meeting by deciding to

hire more blacks while at the same time recruiting more white students

(and creating for me the problem of where to find another $10,000). Core

staff members tried to include a discussion of the process by which the

issue had been raised and persons' present feelings about it prior to making

the decision, but this attempt was submerged in a wave of antagonism to the

staff's "do-nothing" policy. (Black staff members recommended six additional

blacks during the next week, most of than excellent candidates, and five

were hired.) Enthusiastic meetings of the math, English, social studies,

and arts curricular areas followed, and mid-week meetings of these area

_groups were set up.

At the next meeting Mal Helal took the role of chairman prior to Rob's

and Tim's arrival, requesting reports from the subject area meetings. When
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Rob arrived, Mal conspicuously ignored him until Rob overtly challenged

him. Rob was angry because he had still not had the opportunity to present

the core staff's pro?osals in response to the tutors' requests for a

structure, nor had our quick action augmenting the staff been acknowledged.

Thus, we were still cast as the villains of the piece. His anger helped

him to wrest control of the meeting from Mal, but did not prevent the usual'

response to our proposal. As soon as he had mentioned the first element,

which was the idea of defining some of the resident tutors as teaching

assistants, he found .:he proposal under attack from all sides. (By the

following week some kind of digestion process had occurred, individuals

recognizing that it did indeed respond to their wishes, and the idea was

easily accepted.)

PROCESS RESEARCH vs. FACIST MEDIOCRITY

We spent almost all of our ninth and last weekly meeting on May 30

in informal conversations, moving about the roam, getting to know one another

better. I felt good afterwards because I'd gotten to know three staff members

much better and had gotten a stronger sense of their diversity from one another

and their constructive intent for the program. Nat, a black social studies

teacher, was refreshingly blunt about his incomprehension of, and consequent

opposition to, my leadcrship style. He felt my commitment to my dissertation

must be influencing me to hamstring the group's decision-making by raising

research or process issues just when a matter was about to be decided. When I

talked in my concerned-abstract fashion about the need to compare values and
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'learn while doing, in order to develop shared information for collaborative

decisions, he questioned whether it was possible to realize such a philosophy

in so short a program as ours and whether collaboration was a worthy aim.

Despite Nat's stout disagreement with me, the conversation was immensely

reinforcing for me, both because it was straightforward and because we

emerged with feelings of respect for one another. Later in the meeting he

checked back in with me, concerned that there was a lot of behind-my-back

talk about my research which he thought I ought to confront with others as I

had with him.

Nat's blunt opposition to my educational philosophy turned out to

persuade more staff members of mv point of view than all ry talking ever did.

We had agreed to spend the weekend together as a staff to finish work on the

structure and curricultm. At the social studies meeting on Friday evening,

Rob and Nat got into a long argument about teaching that gradually drew most

of the rest of the staff. Rob wanted to give his students-considerable choice

over what they studied, while Nat felt it important to, as he put it,liregiment'-

them. His argument, with the phrases he repeated over and over in quotes,

went as follows:

(1) however nice it might be for students to become individuated,

society and public schools do not in fact encourage individual

differences, so permitting kids to develop individual differences

within our program, would only give them more problans when they

returned to school;

(2) this point of view was substantiated by the twin facts that

"last summer was a basic failure" because we had "put leRbrd

people back into the system";
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(3) it followed that to be successful in teaching our

students ho to survive we needed to create a "facist

group structure" paralleling the public schools, only

more efficient at structuring basic skills, so our

students could catch up and compete with their peers;

(4) in short, he said, scrupulously following his logic

to its conclusion, we had "to make students mediocre to

survive in society."

When I asked him whether his conclusion could be stated as: the way
a

to be relevant toAbad society is to be bad; he agreed unflinchingly that it

could.

Nat's arguments unleashed a lot of energy in others to generate a

coherent philosophy that did not lead to the same conclusions or start fram

the same premises. Most of the staff returning from the previous summer did

not agree that "last summer was a basic failure" even though we did not yet

have the quantitative evidence of our students' improvement in school. But

same of them were initially stymied by Nat's retort, "Why are you changing

the structure of the school so much then? If it was a success, wouldn't you

be continuing the same way?" I was shocked (but given the events of the

spring should not have been) at how few had enough grasp of the ideas of

self-directed learning and collaboration or enough sense of the program's

historical development to be able to respond to Nat. Because the core staff

was aware of the delicate change in emphasis in structure and staff role

being engineered with the students, we had tried to tell the story of our
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development to the new staff as often as possible. But it became clear to

me that weekend that none of the new staff members and by no means all of

the returning staff meffbers understood our transition.

In fact, the conversations of that weekend make it clear that there

were two extremes of misunderstanding. At one extreme stood some of the

older, more conservative school teachers who, like Nat, viewed the first

summer as a failure and the change in structure as an admission that the more

authoritarian approach of the public schools was necessary even if not

pleasant. At the other extreme stood a number of white radical and black

militant tutors who viewed the core staff as betraying the initial partici-

pative, political ideals of the program in order to keep students in op-

pressive school systems.

My overall reaction to the weekend reminds me of the ambivalence I

felt after the spring staff meetings the first year, only at a much higher

level of emotionality and with a much deeper appreciation for the barriers

to change in people. The first year I had been pleased at our collaborative

decision-making structure, but fearful about the low levels of interpersonal

ocupetence on the staff. This year I was pleased by the specific content

of the curriculum, daily schedule, job descriptions, and disciplinary pro-
.

oedures that had finally begun to crystallize at work group meetings over

the weekend. But I was terrified by the gapi in understanding that existed

and by most staff members' obvious incomprehension of the possibility of

viewing themselves as active learners, examining the impact of their behavior

in each situation and experimenting anew.
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I lost faith that the staff members would ever wish to begin this

kind of learning. A number of excellent behavioral illustrations of issues

among us occurred vier the weekend, yet I could tell that very few took

them seriously. For example, one issue among the teachers, as evidenced by

the dispute between Nat and Rao, was whether the teacher should force

students in a =mon direction defined by him or let them do what they wanted.

I felt that both extremes missed the essential dynamic of teaching, the

weaving of a common direction, rather than abdicating or forcing. I did not

say this at the time because I was sure it would be regarded as abstract and

irrelevant. The next morning, haaever, a concrete situation arose, illustrating

this issue.

I had set aside two hours for the whole staff to review the spAng

research as well as a two-page paper I had written trying to define what I

meant by research and why I thought it was personally critical for each

member of the staff to research his behavior in order to operate effectively

within the program. We met in a sweltering roam. An awkward conversation

arose among a few staff mowbers, while others remained inattentive or whispered

to one another. I wasfaced with a typical classroom situation: the "students"

are uninterested in the topic; should I, the "teacher", force the conversation

on than or abdicate? I wished to do neither. I knew that forcing was a waste

of time, but I might as well resign from the program if I were going to ab-

dicate because my effectiveness as a leader depended so heavily on their

understanding what I meant by research.

I asked the whisperers and silent ones what their state was. They

complained about the heat and about having to listen to t/o hours of "your

thing." I said I saw no reason why we couldn't sit outside in the breeze and
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shade, so. we trooped out. Once out, I responded vehemently, angrily, and

Pleadingly to the comment that research was merely "my thing." The follow-

ing conversation involved more staff members and became more substantively

informative than any other we had had on research that spring (not that that

is saying much, nor that I believe it made a lasting impression on more than

one or two).

Towarda the end of the conversation, I suggested that we could do

some research on teaching right then and there that could help us assess

the validity or lack of validity in Nat's and nob' ,2 approaches of the pre-

vious night, as well as the usefulness of research itself. We could ask how

effective I had been when facod with resistance and an apparent choice be-

tween "forcing" and "letting" at the outset of the morning.

This suggestion evidently exceeded some common limit because invest-

ment in the conversation suddenly dropped sharply, members on the outskirts

beginning to wander away, while others returned to closed definiteness in

stating that the analogy was too far fetched to be useful and that I was

jumbling,abstractions such as "teaching," "research", and "process" in a

confusing manner. So my morning ended with a sense of pleasure that our

conversations seemed to be getting more constructive and substantive, at

least superficially, but with no sense of having added so much as one candle

power to anybody's awareness.
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I seam to have reached a standstill.

Early parts of this story were a pleasure to write, but the last

Chapter emerged only after a gap of three months. Moreover, I'm less sure

about the validity of my account in the last chapter. For example, you will

note that I describe the first introduction of the research to the tutors

(p. 13) in a way that does not automatically lead to the judgment which Dave

Brown is willing to mftke (p. 14) that "we erred magnificently..." I also

feel that my choice of words and phrasing reflects my anger at Mal Helal and

the tutors in general. I can't be sure to what extent I am presenting

material in a way that protects me and blames others rather than providing

a balanced report of events.

atir4INCCII.e.
I suspect that my uncertainty about my balance as a4pbserver CA

Gri."17.,742 relates directly to my tncreasing sense of ineffectiveness and

inappropriateness as an actor at the time. I now believe that the program

had evolved to a point where it required a quality of comprehension and an

emotional basis for action that neither I nor anyone else in the program had

yet achieved. What this evolution entailed on the social scale and demanded

on the personal scale will be the topic for the theoretical chapters taaard

the end of the book.

I look forward immensely to having completed the next chapter describ-

ing our second summer session, and being able to move on to sharing the

historical theory which has helped me to comprehend, and thereby somewhat

come to terms with, the events I describe. But this preference for the
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theoretical is itself acting to block me from writing about the events.

So, I say that the theory has helped me scmewhat come to terms with the

events...somewhat because my resistance to writing the previous chapter

and the next chapter certainly indicate that I have not wholly reconciled

myself to the failures I report. This interlude, then, is an attempt at

self-therapy, which I undertake in this public manner because I sense that

the difficulty I face at this particular point is identical at the most

abstract level to an emotional crisis which everyone who wishes to become

a self-directed learner must face at same point in his development.

But let me describe the difficulty as I in particular experience it

before I ascend the scale of abstraction to the confident pose of telling

you in what sense:it can become (or is, or has been) your difficulty too.

THE SYMPTOMS OF DIS -EASE

First, thesymptows. I have already noted my procrastination in

writing the previous chapter. Now, during a period of time that I have

reserved especially for this writing, I feel my resistance to writing the

next chapter even more directly, for I cannot excuse the last day's pro-

crastination by claiming higher priority for other tasks. Along with the

simple resistance comes an unwillingness to remember the summer in concrete

detail; and then pain (in my back) and exhaustion as I do remember more

through immersing myself in the tapes, journal entries, and other materials

developed during that time.

I also feel a kind of boredom, bordering on shame, about writing

about these events. I think this results from a sons° that they will not
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really edify the reader, that they will not really increase his sense of

appreciation of the world, his capacity for .earning from experience, because

nothing was being learned by the participants at the time. Instead of the

upward spiral of mutual effectance and learning that I could report through

the first year of the program, topping ofi: and beginning to falter during

the experimental selection process, I am now describing a destructive down-

ward spiral of mutual alienation and incomprehension.

I was going to say that there is little to learn from destructive

spirals, partly because they are historically common and visible from the

outside (whereas constructive spirals toward increasing consciousness and

centricity are rarer and visible only from the inside), and partly because

it is the essence:of a destructive spiral that it precludes learning. But

it now occurs to me that if we could learn to identify signs of destructive

spirals we could at least bail out or try sane other utterly non-habitual

behavior an effort to break the spiral. And I begin to see that at this

point I shared just that destructive trait of which I've implicitly' been

accusing others throughout this book--the assumption that I understood what

was going on and what needed doing and how to conceptualize it all. These

assumptions prevented me from identifying the signs of the destructive spiral

(111W,C4uktistanwser
until I finally, literally, got hit in the head by itA( a little dramatic

foreshadowing to provide some suspense). In fact, my assumptions are per-

haps the trickiest and the hardest to bail out from because at their center

is the idea that Alnot right to begin with and therefore need to learn.

Consequently, I tend to believe that I can improve a situation by focusing on

what I need to learn, by expanding myself. But, ultimately, this principle
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implies that I am the only person 1,o could learn, and thus the only one who

can control (Improve) a difficult sit motion, and thus the only one respons-

ible for failure. On the contrary, there must be occasions when I could im-

prove a situation by confronting others, confident about my present perspect-

ive, about what they need to learn in order to improve the situation.

Even the humblest and most self-critical assumption becomes proud

and blind by over-assertion.

One sign of a destructive spiral, which for a long time I mistook

as unfortunate coincidence, is a series of unfortunate coincidences which

cut off completion of actions. We can trace a whole string of these through

the spring; (1) Rob's inability to take leadership of the meeting of

"strong" applicants during the selection process, forcing Dave into the un-

comfortable triple role of researcher, applicant, and leader; (2) the atmos-

phere around Martin Luther King's assassination that affected our first

tutor meeting; (3) the reinforcement of antagonisms through Tim's role-playing

R process that in other circumstances could have been educative; (4).the impact

on the tutors of the proposed research as a fait accamnli; (5) the sudden

and hostile introduction of the issue of staff racial composition, blocking

the core staff's effort to show responsiveness on other issues; (6) my in-

ability to illustrate my view of research in the staff's weekend conversation

by analyzing the conversation itself, with the result that research continued

to seam to most of the staff like an abstract, mechanistic concept, unrelated

to their actions.

The story of the summer session will amply re-illustrate this phenome-

non of potential learning processes getting cut off before completion by un-

fortunate coincidences. 317
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So, it seems on reflection that my sense of boredam about the up,

owing chapter has been induced by my inability to conceive of the scale

of learning I could have been doing at this point, rather than by the in-

trinsic absence of material for learning in the events to be described.

Ironically, the learning I needed to do was to stop focusing on my learn-

ing and instead bail us out of a destructive spiral.

What this would involve Iggests itself if we turn to another

symptom of my present difficulty. This symptom concerns my titling of

the last chapter and the next. Whereas the early chapters are titled

straightforwardly, I settled on an ironic title--"Glad Tidings"--for the

staff meetings of the second spring and an angry title--"Good Riddance"

for the story of the second summer. When I thought of these titles, they

represented an attitude I could take about the events that made it easier

to begin writing. One aspect of this attitude is simply the acknowledgenant

that I still have strong unresolved emotions about the events. This ack-

nowledgement relieves the pressure I had been feeling to be objective. about

earlier-events. Now I realize that the heightened, unresolved emotionality

I feel about the second spring and summer is not merely subjective to me,

but rather characterizes the different social atmosphere that we generated

together during that time. Thus, to acknowledge my emotionality is to de-

scribe precisely the foremost experiential phenomenon of that time about

which one might hope to be objective. My attempt at the time to remain ob-

jective enough, in a narrow, non-emotional sense, to keep learning, pre-

vented me from learning to take the emotional, camitted action objectively

necessary to bail us out of the destructive spiral.
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THE PROGRAMAS EMOTIONAL GARBAGE DUMP

A second aspect of the title "Good Riddance" that makes it easier for

me to begin writing is its expression of a central phenomenon that I now see

as occurring during the second spring and summer and which I want to avoid

in my future life. This phenomenon is directly tied to the destructive spiral

and to my unresolved emotions about it. What I am finally willing to recognize

is that many participants in the program that second year used it as a

kind of emotional garbage dump. The atmosphere of the program seemed

to act like a psychic magnet, attracting persons to unload their bad karma

there. These vague terms probably express no more than the emotional

aspect of the destructive spiral. But for me there is great subjective

significance in recognizing this aspect of what was happening in the program,

for this recognition allows a feeling of anger at having been misused to sur-

face in me.

In general, I have tended to carry about with me through life a rather

nd and dogmatic good faith in others intentions. I tend to be infinitely under-

standing of others1 decisions and actions, on the assumption that they are

struggling as hard as I feel myself to be to define a path that leads simultane-

ously to increasing personal fulfillment and to the common good (I regard these

qualities as mutually necessary rather than as opposites). Only recently Iwo

I emotionally begun to accept the consequences of what I intellectually believed

long ago -- that, in fact, very few persons have consciously chosen the path

of struggle.

There are many reasons besides pure bad will why persons do not

aoose the path of struggle: it has not been well-marked in our social/rhetoric;
OEN.

.
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at=aziter the scale of learning involved is difficult to conceptualize, and

the resulting concepts difficult to realize; and fzu persons have a high

enough sense of self-esteem to believe that they are worth the effort called

for by this path. What I 1.,ave only recently begun to appreciate is that I

can help to mark the path and at the same time express a very important part
of, CI-cow:74\14w)

of myself, not only through such means as creating intellectual ITKX.,)
SA

sharing my experiences, and expressing my positive feelings towards others,

but also by a kind of demanding anger when others are reluctant to join me

on that path. This demanding anger defines my carnitment and boundaries

for others, as well as the choice they can make to 56iii mei; and thereby

permits them to take an initiative in relation to me rather than simply rc-

sponding to ray enveloping mcdels or experiences or positive feelings.

this stance remains relatively unfamiliar to me; my habitual reaction is to

shrink from anger because I might lose anther's friendship. Only gradually

am I proving to myself by experience that I often gain friendship, and that

what I se was already lost.

I knew that second summer that it was important for me to irl:;!.st en

conformity to structures we'had agreed upon collaboratively, and I struggled

to develop an uncharacteristic firmness to do so. But what I evidently

could not yet permit myself to see CZttedeclIyipzi5ocauscolottlatitt-notauyettterkt

g Etta k. c : rows 411 izgaaf ti etspenti tit :r wt ituprc e was

the Emotional garbage dumpinggoing on. So, it is only now that I can say

"Good riddance to bad rubbish" about that summer, with some of the same glee

that my childhood friends used to express when they one -upped one another

using that phrase.
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I think I am now approaching a successful conclusion to this inter-

lude. I no longer feel blocked about writing the next chapter. In fact,

I'm rather eager to discover how its tone will differ from the others.

My posture, my rhetoric, and my emotlonal predisposition at the

time of this story all conspired to define anger, dcmandingness, and con-

flict as the very opposites of reason, caring, and reconciliation. I, no

less than anyone else, resisted questioning and transcending the framework

of my style. Even now, four years later, my struggle around this chapter

shows I have more work to do to appreciate fully in my daily life the para-

doxical truth that appropriate anger, demandingness, and conflict can help

to create the conditions for reason, caring, and reconciliation.

This exotic:dr.:a crisis, cracking the shell of one's habitual style

in order to digest its substance into one aspect of a conscious style,

everyone who wishes to follow the path of self-directed learning !rust

endure. Those of us who are intellectually facile enough or emotionally

open enough or sensually alert enough may take a number of steps alon-j this

path before we reach the mcmcnt of crisis, whereas others must endure the

crisis even to be able to imagine the path. But either way the crisis ccres,

always at a surprising moment, always worse than one could have expected,

always more endurable than one falred.

One of the amazing qualities about this scale of learning is that

one can have one's cake and eat it too, once one has earned it through

suffering. I get to say "good riddance" to that summer with clear conscience,

rather than carrying it about as an invisible burden on my back, and at the

sage time in doing so I accept responsibility for what happened in a deeper,

more participative sense than I ever before felt.

321



(SELF-DIRECI'ED LEARNII,n)

7288-

telv, GOOD RIDDANCE

.11151
COI

Altatatt

The staff came ther on Friday, July 5, to work out the final

details for the summer session. Students were bused to the out-of-toan

campus for a day's orientation cn Saturday, then returned to the campus

with their belongings on Sunday. Individual counseling sessions on Sat-

urday resulted in the determination of class schedules by Sunday evening.

Classes began Monday running.

Our first meal together, Sunday's supper, was ominously delayed in

preparation. During the delay I talked to the students and staff gathered

in the cafeteria about the delicate and difficult task we were undertaking

together. At least one staff member felt angry afterwards that I had set

such a boring precedent by talking too long and abstractly when everyone

was restless and hungry.

To my surprise and relief the cafeteria was filled with breakfasting

students Monday norning by 8:30 and class meetings ran smoothly with full

attendance. Tuesday and Wednesday the same phenomenon occurred. The rachine

was running itself. Unlike the previous summer, I did not feel constantly

besieged by messages of imminent chaos. Instead, I could sit in on a regular-

ly scheduled tutor meeting Tuesday morning and afterwards find the time and

the quiet to note:

The tutors meeting discussed study hours, the 11-12 free
period, und. the mLidnict curfew for quite a while; I managed
to avoid saving anything or leadinc the meeting, and everyone
contributed rein= of view. I think the atmosphere was relaxed,
the nee tutors gained perspective, and the importance of con-
tinuing enforcement of the rules, even though sere students are
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devoted to breaking them, was unphasized. Also an incident
between Denise, the black office assistant, and some of the
white women tutors was discussed. she had involved herself
in a dispute between two students in the dormitory and later
felt herself to be interrogated about her behavior by the
women tutors. Feelings seem to have tensed very quickly,
but I was glad it was being raised in so public a forum for
continuing discussion.

00°

On Tuesday afternoon about ten staff members who had been meeting tcgether

since the end of May as a Learning Group gathered to share their exper-

iences and try to learn from them. This group too was to meet regularly

during the session, &1 was a Teaching Group concerned to compare and

devise classroan techniques.

We must return to the previous weekend to pick up a contrasting

thread of events developing alongside the constructive skein suggest...4

above. When the residential tutors had received the folders of the

students assigned to than at Friday's.meeting, first:one and then others

noted that all the members of their groups were of the same race as them-

selves. It gradually became clear that, without consulting *anyone.on the

core staff, Mal Helal, who had taken on the task of making roan assignments

during the week before the session started, had placed all white male

tutors and white students on one hallway of the dormitory and all black

tutors and black students on the other three.

Several staff members immediately supported Mal's decision. Others

of us struggled to disentangle our sense at being tricked by Mal from oux

evaluation of the merits of his decision. Various staff members had, in

fact, seriously discussed the pros and cons of segregated housing for blacks
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and whites during the spring. Of course, the most prominent argument in

favor of such an arrangement was made by black militant tutors who saw

the program as a vehicle for inculcating black consciousness among black

strudents. The argument that made most sense to rn was the obverse one- -

that segregation might permit the minority white students to develop sane

sense of solidarity as a group. The previous sum er seven out of twenty

of our white students had ceased living at the program by its final week.

They had maintained contact with us then and during the winter, and

several had returned for the second summer, but thcli had cited a sense

that the blacks dominated the program as a reason for having dropped out.

Some of us reasoned that the need for white solidarity in this program

was in some ways analoqous to the need for black solidarity in the society

as a whole.

In any event, the staff provisionally agreed to Mal's decision on

Friday night. Saturday morning I found myself accosted by Nat. He was

furious with Mal's arrangement, feeling that segregated housing was probably

illegal and in any event contrary to the spirit of collaboration supposed

to mark this program. He challenged me to stand up to Mal and change the

decision for the sake of the program, rather than once again being soft.

asked him whyp,hadn't'objected to the decision the previous evening. Taken

aback, he replicd that he would be ostracized if he broke black unity. So

I challenged him to stand up tc Mal for the sake of the program, especially

since I wasn't sure I disagreed with the decision whereas he was sure that

,he disagreed.
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Late that afternoon, after the students had returned to New Haven

from orientation, the staff met again, and Nat nervously but forcefully

launched into a spe=h in favor of integrating housing. The argument

raged in all directions. After the straight pro-integration and pro-

separation arguments had reverberated angrily off others' ears, there were

a host of variations on the theme: Sheila, our ne,q art teacher who was no

more vocal than Gail had been the previous summer, asserted that nothing

tiovock,would be resolved because the talkers on each side of the issue.enjoyed

weibioa..A
fight/4 with one ari:her died-05:0..t; David LV.1,that the whole question

was felt as an issue much more by the staff than by the students; Rob

maintained that the definiteness with which all parties ar9ued must be in-

terA 4 ..b4. 4
'am Ye* % 66 .1.S.0 abut how things would really turn out. These

tangents provided sane perspective and humor to the situation. With this

relief we gradually developed a total consensus in favor of separating the

men but not the women on racial lines in the dorms for the first week, with

a discussion and evaluation of the efficacy of the separation to occur at

a community meeting at the end of the first week.

TRAUMAS OF ACCULTURATION

We did not have long to wait to discover how the students would test

the limits of their ned envirowant. By ten o'clock Monday morning, Jake

Whittier, the business manager of the college, had called me from his office

to say that most of the furnishings were missing from a luxurious new dorm-

itory just behind our men's dorm. The guard could not understand how this
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could have happened since he had toured the outside of the building

several times during the night and the doors had always been locked,

as they were in the morning than he entered and found the place ran-

sacked. Jake proposed to enter each of our student's rooms and recover

all the missing chairs, lamps, cushions, and end tables. I persuaded

him to let us take the initiative instead. By Wednesday morning the

guard was able to report all furnishings replaced in the same unfathom-

able manner as they had disappeared.

(Already we were beginning to experience many disadvantagel to

the spatial arrangements of the campus. We had thought of ourselves as

choosing our site carefully to provide advantages which the Yale resi-

.'--Trner had lacked. And indeed the campus

was well away from in-town distractions; the roams were less luxurious

than Yale's, minimizing damage costs; the athletic fields were directly

adjacent to the dorms. On the other hand, we had no natural center of
-

activity, as the common roam and courtyard had provided at Yale. As a

result, people became invisible to one another. .pontanoous activities

did not organize themselves. Second, the many other summer programs on

campus not only created distractions for our students but lowered our

sense of identity as a program. Third, the very inexpensive construction

which we had expected to be a virtue turned out to be a curse. Ceiling

tiles could easily be punched through with spectacular results and the

added catlap of providing access through the attic and another splintered

tile into other students' roams. But this feature of our environment only

became noticeable later in the summer.)
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By Thursday afternoon another test of the limits was in the raking.

The faculty discipline camittee met with two students who had missed

enough classes and boon caught outside the dorm after inidni;iht enough

times to warrant suspension for two days, according to our discipline

procedure. We realizi-od that the first suspensions would be another

critical point of our acculturation process since there had been no sus-

pensions the first summer. By supper time I knew that the outcome would

not be decided by quiet reason alone. Tim, who was one of the four members

of the carmittee, rororted that Jimmy had appointed himself defense attorney

for the two students, while Mal had maintained that suspensions were not a

good idea, thus subverting the laboriously arrived-at staff consensus in

front of SfM&Infc. A.n;nd +414s zolcgaticn. what I

reconstruct he had at one point said "Oh, sure, suspensions are a great

idea," with what to others seemed like smirking sarcasm.)

After supper we were to hold our Camlunity Meeting in the cafeteria.

We had asked the teachers to stay over for these weekly affairs as well as

the students and tutors. I very much looked forward to the discussion of

separated housing. The first week had yielded numerous minor incidents in

which write students reported feeling intimidated by black students. Some

staff members maintained that the atmosphere of intimidation was encouraged

by separate housing. On the other hand, there had been several very useful

hall meetings of the white students and tutors to discuss their feelings

and actions. In fact, the reports of intimidation had arisen from these

.meetings. Thus, it was unclear to me whether more intimidation was occur-

ring than the previous summer or whether more of what was occurring was
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being reported. Moreover, the tutor groups had never coalesced into

supportive units the first summer, whereas they had already done so during

Wire tc;trw6
the first week this summer. Thi;second.interpretation may be corroborated

by the fact that only two of seventeen white students eventually dropped

out of the program during the summer as compared to seven of twenty the

first summer, and this despite (or because of?) the constant open racial

tension throughout the session.

The separate housing arrangement remained intact after the Com-

munity Meeting, rat because everyone agreed on its validity, but rather

because it was never discussed. As I attempted to gather the well -over-

one- hundred students and staff members in the cafeteria into a meeting,

Jimmy burst through the door, climbed onto a chair and began declaiming

against the unjust disciplinary decision that had evidently just then

been reached to suspend the two students.

Several first yerx students and returning students who had not

attended our winter meetings regularly began demanding that the evidence

in this case be brought before the Community Meeting because they doubted

it. They also questioned the absence of any defense for the students

charged. They impugned the legitimacy of the committee because there

were no students on it. They wished to appeal the case. All these points

were made with great rhetorical effectiveness. The meeting was difficult

to control, with people speaking loudly, jumping on tables to interrupt,

or being cut off in mid-sentence by someone louder.

In general, staff and students seemed to agree that it made ,onse

to include some students on the caanittee, to consider a procedure for
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defending a student, and a procedure for appeals. But the emotional at-

mosphere and rhetorical coerciveness, as well as the demand for appeal

of this particular case, complicated matters, indicating on one side a

lack of trust of the whole intent of the program and on the other side

a lack of trust in the genuineness of the students proposing the reforms.

A few staff members tried to confront this "trust gap," but they tended

to do so indirectly, such as by arguing against a retroactive appeals

procedure. Other members of the meeting remained silent, apparently be-

cause they did rot feel the conditions favorable for rational discourse.

Eventually, unable to generate anything approaching a coherent

consensus on the issues and feeling{' that significant portions of the

meeting were not 'sly.,aking their feelings, I called for a vole on whether

student representatives should join the discipline committee. It was

determined that two boys and two girls would be selected, and they (tare

duly nominated aryl elected. Then I said that I now felt that appealing

this particular decision would be a mistake, but that more people had

been arguing in favor of an appeal than against. I invited others to

contribute to the arguMent against an appeal because I did not wish to

assume sole responsibility for enforcing my point of view if other members

of the community could not understand my reasoning and were consequently

hostile to my judgment. After a silence two other staff members spoke in

support of my position, but hesitantly and inconclusively. I called this

question too to a voLe, and the vote was to appeal the case. The meeting

ended.

329
Later in the evening I found divergent views of the meeting. Some

students felt that the democracy of the community had been proven. Others
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felt that too much of a point had been made of the particular case; they

distrusted Jimmy's and others' motivations in doing so. Same staff mem-

bers felt that by permitting the vote to appeal the case I had eroded the

base of staff authority in the community for the summer and that students

would now feel free to disregard rules. One member of the discipline com-

mittee spoke of feeling doubly betrayed, first by Mal, then by the Com-

munity Meeting. Other staff members felt that the particular case had

been handled hurriedly enough to give some ground for appeal and that, in

any event, the whole process of the Community Meeting discussion, even

though it was not a model of openness and trust, brought many students to

a sense of more active involvement in and oommi.tment to the program.

As usual, I managed to rationalize my way to an optimistic view of

the proceedings the following morning in writing about than. I came to

the conclusion that:

The extent to which intimidation has been felt as an
issue this past weekbetween blacks and whites, between boys
and girls, and between students and staff - -is a measure of
how far we have to go before we experience and value learning
rather than power, authertic relationship rather than dcminion
and submission. On the other hand, the extent to which all these
issues have been raised and discussed in meetings and informal
conversations suggests to me a fundamentally positive flow.

SHIFT= CHANGING TIDES 330

Students left for the weekend late Friday afternoon, and the staff

mcammenced its weekly meeting promptly at 6. A number of staff members

said they had felt betrayo4 by Ire the previous night because I had not

stood up to the tudents. I repli1 that I also felt betrayed by their
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lack of support when I was running the meeting. Then some tutors focused

on their feelings of betrayal by Mal because of his relative leniency and

because of his appearance of siding with the two students in his testimony

the previous evening. Eoth Mal and I appeared relatively open to these

criticisms, making it possible for us all together to turn our attention

to improving the situation, rather than having the meeting degenerate

into accusatory bitterness.

So, the meeting continued, and continued, and continued, for four

and a half hours, despite our fatigue. We tried to determine how we could

repair our sense of cohesion and purpose as a staff and, in particular, has

we could evaluate and change, if necessary, the previous night's decision

" at the Community Meeting.

Gradually we decided to change back to a staff disciplinary board.

We felt this return necessary to preserve the sense of structure and aca-

41.;1skij^t.4":.'i Ly.,..)

derru.c aCeonp lishmentVith'Whiarirthe staff 'had infused the program at the

outset. In short, we distrusted the students' self-direction in relation

to the academic goals of the program. A noticeable slip in observance of

the curfew Thursday night and in class attendance Fridal? IYorning seemed to

confirm our distrust. We decided to trust our own intuitions about what

was possible and right, especially given the short, seven-week period of

the program e.-Li the mandate from some of our students during the academic

year ncetings.

Having discussed the tone of intimidation that had characterized

relations at the school during the first weLx, we re0.ized that students

might view our reversal of the Community Mr..2ting decision as one more
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instance of betrayal and intimidation. It was noted that insofar as the

staff actually felt a sense oY glee and revenge at being "back in the

driver's seat' the students would be right to make such an interpretation.

We spent considerable time trying to understand why our decision would be

right for the program as a whole and not just convenient for the staff.

We decided to communicate our decision through tutor group meetings in

the resident halls on Sunday evening, in order to allow plenty of time

for discussion of the decision and in order not to recreate the tensions

of amass meeting.

INCIDENTALLY

Sunday night's meetings occurred juietly, apparently successfully.

My only doubt derived from their quickness. At the two I visited the

tutors did not sear to encourage discussion. At the other extreme, Ray

Flowers, who had already molded the most cohesive and serious tutor group

among the men, took two hours to meet with his group, occasional shouts

penetrating to other wings of the men's dorm. It seemed unlikely that his

VW the only group which needed to work that hard in order really to di-

gest the staff decision.

it3`z"A AO

TUesday, 12:15 A.M.: just after curfew the fire alarm in the girls'

dorm started shrieking. Everyone piled into the area between the dorms.

Before I could find out what had set it off, I found myself surrounded by

angry students, der ending that the rules of the school be changed and. that
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they have a role in its governance. I now discovered the value of Ray's
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meeting the previous night as Henry Aston and Marvin Tully, both members

of his group, insisted that everyone quiet down enough to listen to my

responses. and than treated what I said as credible. They turned the un-

foreseen outburst into the genuine conversation about the school that most

tutor groups had not had the previous night. So, while the fire truck

arrived fran it's station five miles away to shut off the false alarm;
ov.C.

and.the business manager of the college fumed sleepily at the din fran

his car, and.several of the wcmen tutors tried to figure out what to do

about Milly Parson and the two other girls who had announced, upon seeing

the demonstration, that they had set. the alarm because of the program's

injustices; I agreed to net the following afternoon with anyone who

wished to work out some mode of student representation.

* * *

Nine students and I spent three hours Tuesday afternoon rehashing

all the arguments. maHe during the academic year meetings, as well as dis-

loW
cussing the sequence of events of the past week and the resultingAlevel of

trust among us. We decided to create a Student Planning Committee with

an elected member fran each dorm floor, which could present proposals to

the staff with an understanding that the basic framework of classes, study

hall, curfew, and enforcement was not negotiable. I called and ran a

Community Meeting after supper, despite several staff members' belief that

'someone else should run it because I had lost the students' respect by my

poor performance at the previous meeting. I described the agreement we had

3"
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reached that afternoon, along with its historical background, and then,

rather than inviting general discussion, asked each dorm floor to hold

discussions leading to the election of one member to the Student Plan-

ning Committee.
Within half an hour the new Student Planning Committee

had retired for its first meeting, selecting Marvin Tully as its chair-

man and devising a preliminary list of proposals to be disclssed with

the hall groups during the week.

* * *

Thursday, 1:30 A.M.: Milly Parson shouting and banging at my

'door, demanding that I take her home imnadiately because nothing was

being done for her at this program (the two previous nights her tan-

trums, connancing with the false alarm, had ended between 3 and 5 A.M.

with he and a staff member fifteen miles away in the emergency ward

of the New Haven hospital, she suffering from severe respiratory dif-

ficulties).
* * *

Thursday, 4:30 P.M.: Melinda insisted she would kill Jane's

children if they continued to bother her (Jane was our office manager

and was living in the women's dorm with her children, serving as a point

of reference for the women tutors, just as I did in the men's dorm).

Several of the girls had reportedly resorted to intimidating Jane's

children over the past few days, making Jane exceedingly tense and

fearful. But no incident had been observed by anyone but the children

334
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and the girls in question, and the girls insisted each time that the

tc;.0 V tic' (OM )10 cile

children had provoked whatever occurred
f

I told

Melinda that since her attitude made it impossible for her 'a live

with them, she would have to leave the program. In her usual way of

beating me to the punch, she suggested haughtily that I take her home.

I agreed in a very emotional voice that that might be the most reason-

able solution, but said I wanted to take a quiet rcrent by myself to

be sure that solution felt good. I returned a minute later and told

her I had deciderl to suspend her immediately. Surprised by the sequence

of events, she said it was her decision. I dialed her mother as she spoke,

luckily finding her at home, and explained why I would be bringing Me-

linda hem shortly. The ride he was spent in quiet conversation,

Melinda insisting I was lying whenever I spoke.of what she would have to

do when she returned because she had no intention of returning after the

two day suspension. The following Tuesday she was back.

* * *

Friday, 6 P.M.: The Student Planning Committee met with the staff

to present five proposals, concerning such its as changing the time

for study hours. The atmosphere was still delicate because most students

doubted that the staff would respond to a committee with so little power.

But, in fact, the staff agreed to four of the five proposals. Finally,

we had been able to covlote a cycle, turning a crisis into constructive

resolution. (Of course, whether other students besides the Committee would

digest this event and thus complete the resolution was still unknom.)
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Fran then on the Committee turned its main attention away from negotiations

with the, staff to initiating meetings of dorm groups where students con-

fronted one another on issues such as self-destructiveness, lack of dis-

cipline, and long-range goals.

THE THIRD 1

As racial and authority issues receded into the background, new

conflicts regarding the quality of the internal and external environment

presented themselves. The conflicts regarding the quality of the internal

environment began among the staff, but quickly spread to the students.

These conflicts concerned who was doing his job well and who poorly.

As the least academically oriented students began to miss class more

frequently, teachers began to blame tutors for leniency while tutors blamed

teachers for ineffective, uninteresting class sessions. One black student,

who had appeared. ready to work on raising his reading level.;t*v:=Z,12 77:5

attacked Nan, who was his reading teacher, for trying to turn him into a

white devil.

Accusations among the staff began to be framed in racial, political

rhetoric: the black militant tutors were subverting the program; the

white teachers could not possibly teach black literature. I decider:11;m

should end the week a day early and hold a full day staff meeting to try

to reverse this tide on Friday. By that morning Nal's and Tim Weston's

relationship had deteriorated to the point where Tim wanted nothing more

than to punch Mal into a pulp, the most recant contribution to this at-

titude having been Mat's apparent, unauthorized use of the school vehicle

33f)
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throughout the night, making it impossible for Tim to drive home.

Someone later characterized the atmosphere at the meeting that day

as "honest hate." One felt that the differences and feuds brought into

the open and strugglcd through painfully to solutions would reopen again

within a day or two. None of our solutions seemed to match the power of

the disintegrating forces among us.

Over our whole discussion hung the pall of Jake Whittier's declar-

ation to me the previous day that he would recommend to the college

president removing Uprard Bound fran the cam7us. A series of incidents

following the first night's raid on the new dorm and the false fire

alarm had been usurping more and more of his energy:

Ceiling tiles in the dorms punched through; window screens bent

out of shape by boys struggling to enter the girls' dorm after hours;

one of our students reported to have been rampaging about the classroom

building one evening threatening persons with a knife; complaints fran

the cafeteria personnel that our students "talked back" to them; simul-

taneous complaints fran one groundsman to Jake and two of our students

to me that the other party had molested and intimidated the complaining

PartY

Calls from the police after: two white girls cl',:their horses

across the playing field and exchangln; taunts, angry words, and threats

with same of our students, resulting in the arrival at dusk in the far

parking lot of two carloads of white youths brandishing guns and chains,

my identification of one car's license, and the youths' arrest.
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And, finally, on Thursday afternoon, what nearly became a full scale

battle when the football team and two truckloads of groundcrew mcmbers

with picks and shovels contended for possession of the football field; as

usual both sides were equally convinced that the other had caused the

fracas, and could point to several agreed-upon examples of provocation.

It was at this point that Jake simply decided to call it quits.

He had not anticipated having to devote more than cursory attention to

the program all summer, and no one else on the college staff had any

commitment to the program whatsoever. Consequently, he was being blamed

by the college staff for bringing in this troublesome program, when he

had simply anticipated making some money for the college by using the

facilities for this and a number of other programs over the summer.

I appreciated the incredible bind Jake was now in and the efforts

he had made on behalf of our program, but at the same time felt that the

college was largely to blow for not accepting our repeated offers through-

out the spring to devote time to preparing the members of the college staff

who would have contact with our students. John Dari and Marvin,Tully

staved off immediate dismissal of Upward Bound from the campus by speaking

with great sincerity and convincingness when they joined me in a conver-

sation with Jake and one of the vice presidents of the college that after-

noon. However, the vice-president set the condition that there be no more

incidents whatsoever between the college staff and the students, as though

we were solely responsible. This condition generated great tension within

the program as soon as the studcrt3 returned Sunday night:
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The glass panel in a door was accidentally cracked, and John Darius

Ali ately began collecting money from students to have it repaired;

Henry Aston met with same other students and decided to form the

S.U.B. Club (Save Upward Round), the purpose of which was to concentrate

on modifying the students' own behavior (he drew about fifty students to
1.6

his first two meetings during the fourth week, but the serious, almost

moralistic tone and the resolution of the immediate crisis led to dwindling

attendance thereafter);

The black staff held a family meeting which grmerated the suggestion

that we insist on a meeting between representatives from all constituencies

in our program and all constituencies of the college staff; Valery relayed

this suggestion to me.

INSTITUTIONAL POLITICS

CN srUe.te)Lhda

Feeling quite supported by thesei6-=',,,74.although still unable to

sleep at all because of anxiety since Whittier first mentioned ending the

program, I insisted in a conversation on Monday morning with Jake that a

meting be held along the lines suggested by the black staff.

The meeting occurred that afternoon. The college was represented by

a dozen persons, fran the president to two mailbers of the grounds crew.

Upward Bound was represented by eight persons, including John, Marvin,

and Micky Robertson. The president, an old imigrant about to retire in a

month's time, opened the meeting by asking our students why they didn't

appreciate all that was being done for them, suggesting himself as a model

3o9



-306- to tor woos%

of someone who had started poor but made it to the top by hard work. Denise

counteredhis patronizing tone with a harsh query as to why the college's

staff didn't appreciate our program enough Lo curb its prejudice, especially

considering that we were their foremost source of income that summer. The

lines having been drawn, our students and the grounds crew members proceed-,

ed to surprise one another by describing themselves as harrassed by the

other. Then, positive proposals for improving our relationship from me

and several of the college faculty overroad Jake's assertion that all

there was left to do was for us to pack up and leava. Micky made a long,

impassioned speech about the value of Upward Bound to its students
cie.2o)

through ourAccnflict -laden approach to one another and ended by bringing

,,v^,-yen^ ^Ise around tho table to tears. One of the

college secretaries suggested that we ought to create regular small

meetings between our students and the college staff, so that they could

get to know and appreciate one another, rather than simply fearing one

another as alien. The meeting ended with an agreement to meet the.follow-

ing morning to come up with concrete proposals.

One of the vice-presidents and two of the faculty nrnbers present

thanked me afterwards for the meeting, saying it represented the first

sign of social responsibility on the part of the college that they had

seen. Early next morning this vice-president defended the program in a

small meeting of the president, the two vice-presidents, and the business

manager. Faced by negativity todard Upward Bound by the other three,

he ended the meeting by agreeing that th- program had best leave the campus,

not because it had failed but,because the college had failed.

340



SEST COPY AVAILABLE

-307-

At our meeting that morning the president stated that he would not

agree to the proposal that seve*:al members of the college staff share re-

sponsibility for relations with us (one of the concrete proposals). He did

not believe in group responsibility, only personal responsibility. In this

case, he said, tr.ittier was that person, but Whittier felt Upward Bound

should leave. Hence, he saw no alternative but for Upward Bound to leave.

He listened impassively as the director of another programywhich was also

using the campus during the daytimes)carpared this solution to a high

school's discharyiny its problem students rather than coping with the

problems. The president and Shittier suddenly left at noon without any

resolution. The, situation seemed hopeless, but I suggested we meet one

more tint t-/, -.,1- ^Vr"'"g.

In the meantime, the whole program was enaulfod in glean. The only

question being discussed at meals and, as I learned, in classes as well,

was whether we would have to leave that day. Both students and teachers

stopped preparing for classes; convinced that our last =tents were at

hand.

a."

TO my surprise, both the president and Whittier showed up for

the meeting that evening. After brooding in silence for the first fifteen

minutes, Jake said that he was going to say one final thing and that it was

going to be nasty and mean. He then proclaimed that he was really the only

friend that Upward Bound had on that campus, the only one willing to sac-

-rifice time and energy on our behalf. He lashed out at our recent supporters

on the celege staff as talkers rather than doers. Perhaps carried away by

341



-308- Mg
01141011

his own rhetoric, he proceeded to pledge himself to work as hard as

necessary to keep Upward Bound at the college, without asking for the raise

or vacation that other members of the college staff had asked for when it

had been suggested they share active responsibility for Upward Bound's

presence.

The president glowedepprovalc6

Stunned Upward Bound members tried to digest our sudden salvation.

Only Marvin retained his sense of political acumen suffic!ently to

ask with appropriate coyness whether Jake's commitment was likely to

sustain itself this time.

"Forever," responded Jake. And, although "forever" turned out in

fact to 4""l'"'" -nly tem more weeks, he lived up to his word; for when

we finally decided to end the residential portion of the program a week

early it was at our initiative, not his.

I am still unsure just what balance of.forces produced the alchemical

transformation in Jake's attitude toward$ us that evening. I suspect that
A

both CL2 cynical and CL;A. straight-forward explanation played some part.

The cynical explanation is that with the president retiring Jake's job

security was very shaky. Thus, he was involved in what became rather

complex jockeying to build his own credibility and undercut others'

credibility with the incoming president. Upward Bound's presence first
6ti-43

appeared to be a feather in his cap, then a black mark' and then, when

other members of the college staff came to Er) defense, once again a

feather. The straightforward explanation is that he really did care about
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Upstard Boune but found it an unforeseen drain on his energies and on

his relationship with his aan colleagues and subordinates. 1,11en the

meetings Influenced the attitudes of the rest of the cc:'ege staff

sufficiently so that he could expect support rather than grief from

them, the prospec: of working with us once again became more appealing.

FRAGMENTATION

The atmosphere surrounding the possibility of the program ending

during the fourth week did more to disintegrate our efforts than the

belated decision to stay could counterbalance. As each problem at a

, given level was solved, deeper or more far-ranging problems seemed to

emerge. The fifth week turned our attention towards the wounCJ within

individual students and towards the destructiveness of persons alto-

gether disconnected from the program:

Robert Gore, one of our new students and New Haven's biggest and

most premising football player, appeared at my door in a ferocious de-

pression at 1 A.M. one night, told me to take him home, and said he did

not want to talk about it. He was tired of this shitty program and he'd

gotten nothing out of it. On the way home, he said that he did not wish

to continue living. He had never believed he was worth much because all

his coaches kept trying to shoehorn him through school as though he really

were dumb,, rather than helping him to learn. He revealed that he had an

illegitimate daughter and that he had come this summer to get smart for

her sake, so she (could have an intelligent father. But now he was sure

he really was dumb because his reading teacher had told him that day that
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he had a sixth grade reading level, so why continue trying. lb sat

outside his home as he wept silently. He decided not to give up, but

to return to the program. (It turned out later that his reading

teacher had been trying to encourage him by sharing with him that his

reading ability had advanced four grade levc' four weeks of the

program.)

Dennis Hall had been on top of the world for a week because his

art work had been featured in the foyer of the college library and then

in a photograph in the New Haven newspaper on the Sunday after the fourth

week. His roam at the college was filled with art work he had completed

since the outset of the program. lilhen he discovered that another student

had lifted portions of his ceiling from the brackets, climbed down into

his roan, and defaced all of his work, he went beserk, broke into the art

roan, and 'destroyed all the work he could lay his hands on.

Each evening car loads of New Haven teenagers began to arrive at the .

campus, even though it was miles out of town, because the word had gone

around that a band played for our students during the hour between study

hall and curfew. Efforts by the two campus guards on duty, by the staff,

and by many of the students to get these "visitors" off the campus only

succeeded in generating a guerilla warfare atmosphere.

Attendance at classes and afternoon activities continued to worsen.

The staff seemed to be so tired that it could generate no creative or-

ganization. Only Ray Flowers continued to get a good basketball game

going each evening after supper. For bolo afternoons I generated first a

student-staff softball game and then a male-fcmale game by simply carrying
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the equipment out to the field and shouting for everyone to join me.

Both occasions were great fun, but when on the third afternoon I had a

meeting with the Learning Group, the game failed to materialize, even

though several staff and students had told me at lunch they would take

over organizing it.

The only event that worked regularly the fifth week was the daily

meeting between college staff members and members of our program which

had been agreed upon during the crisis discussions of the fourth week.

Each meeting was' %.avl.,osed of different students and staff on our side and

different secretaries, cafeteria workers, and ground c'ea members from

the college. These meetings succeeded in replacing the previous negative

atmosphere with an aura of gcod will.

I decided before the staff meeting at the end of the fifth week, and

the rest of the staff agreed, that we ought to end the residential aspect

of the program a week early, at the end of the following week, and

conduct daytime sessions in New Ha-.en during the seventh week. This de-

cision was based primarily on the fact that the small damage to the dorm-

itories had continued to the point where it would cost the equivalent of

the last week's rent for t. program to pay for the necessary repairs.

THE THREE DRUMS

Since we could foresee the advisability of ending the residential

portion of the program early, why did we not end it then at the end of

the fifth week? Why did we not rave right into the church auxiliary that

became our little red schoolhouse during the seventh week? The daytime
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sessions could have been as productive as they became the seventh week,

with none of the headaches of residential living, for two weeks. Instead

of preparing the twenty students who did pass make-up exams at the end of

the summer (compared to a mere four the first summer) , we might have suc-

ceeded with as many as thirty or forty had we worked in town for two weeks..

I guess we didn't do it because ending the residential phase felt like an

admission of failure which we dreaded making. Also, we assumed that ab-

senteeism would be even worse when students were not physically proximate

to the classroom as they were on campus, whereas in fact students sudden-

ly seemed to become intensely motivated to continue working with the staff

as soon as we became physically separated that last week.

The fact that the mutually hostile subgroups of staff members could

work separately that last week reduced immediate, visible conflict. Sane

of the militant black staff members preferred to work in the 4eighborhoods

talking with and tutoring the less academically inclined students. At the

same time, the part of the staff that organized and manned the little red

schoolhouse made it clear that they could do a much better job if core

staff members would stay away. As one woman tutor told Tim Weston one

=rang, "Why don't you stay away and give us a chance? You botched

your program. We don't need your help."

A much more harrowing ending preceded the above events during the

sixth week. Although we had set special closing exercises for Friday

night of the sixth week, inviting parents, and beginning to plan various

productions and presentations of literature and at to generate a positive

atmosphere of expectancy, these efforts foundered against the continued

fragmentation occurring.
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Students removing ceiling tiles, climbing through the attic to

others' rooms, and stealing valuables became such a menace that we tried

posting a tutor in the attic for a while. .

Early Thursday afternoon I was struggling to find two "visitors"

who were reputed to have spent the night. I was also worr ing that this

final night might breed chaos and was wondering whether we should end the

program a further day early. To do so would cut off all possibility of

feeling good about the summer by ending on a positive note with the cele-

bration of the closing exercises. But several staff members were reporting

to me in the final throes of frustration that they were unable to gather

students for rehearsals of a playlet and a poetry reading, so it was in-

creasingly unclear that the closing exercise would be such a positive

note after all.

At this point, Sam, one of the white tutors, approached me, his face

livid and his whole body shaking. First he stammered angry reproaches at -

me for not closing the program sooner. I asked him what had happened. It

was all over now, he continued, and he would ask the staff to close the

program that afternoon whether or not I agreed. Gradually, his story

emerged. He had been sitting in his dorm room when he heard knocks on his

ceiling. Rather than responding, he decided he would remain 0 quiet and

thus catch whoever it was that had been causing so much trouble by stealing.

A ceiling tile was lifted out of its bracket, and the faces of the two

students who had been suspended the first week of school appeared through

the hole. When Sam called out their names, they climbed down into his room

instead of disappearing. They were followed by the two "visitors." The

3 177four then advised Sam not to report them. Sam refused to be threatened,

so they began to push him around and then to hit him. He tried to protect
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himself but did .Jt back. 'Eventually he worked his way to the door

and escaped.

Tim immediately called the police, asking them to send a car out to

the campus.

Just then the four cockily entered the hall where Sam and I were

standing. I told them that they should all join me at the program car in

the parking lot, that the two students were dismissed from the program for

the remainder of the summer, and that their friends could return their clothes

and other valuables to them the following day. They replied that there wasn't

anything I could do to them. I replied that the police were on their way to

the program at that moment and that I would have them arrested if they did

not accompany me voluntarily. They did so docilely. Tim Weston and two

other students joined us for the drive in.

The students whom I was dismissing regained some of their aplomb and

began to insist that I was treating them unjustly. They said they would re-

tain the black community leader at the community house as their legal coun--

sel. I said I would be glad to talk with him then and there since I was sure

he would agree with me that there was nothing to defend.

In the meantime, students at the program had told Dave Brown after we

left.for town "They goin to git him in there and kill him," so he had called

the police and asked them to send a man to the community house. When we

arrived at the community house in the Tim advised me against entering

until he found a black neighborhood worker whom he trusted. I waited outside

the community house for a few minutes, until one of the students called Out

that the community leader was there. Confieent in his ability to maintain

order, I went in. Upon entering, I was asked to sit down by the wall until

he was free. There were a number of youths in the 3?1
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room, some playing pool at atable in the middle. Several can over to

me and began questioning me hostilely. I asked where the community leader

was and was now told that he was out of town. More and more of the youths

crowded around me, one of than beginning to push re with one hand as he

questioned me. that was our program? Why were we so inhospitable? Why

was I prejudiced against blacks? What was I doing in this place anyway?

Pidn't I know that whites weren't welcome here? At this point, I said

would be glad to leave and began walking toward the side door which was

propped open by a chair. Cnly later did I recall seeing one fellow, just

behind some of the others, swinging a sledge hammer laconically. Persons

crowded about me, grabbing for me. Sameone pushed the chair from the door

as I approached it, and I was barely able to squeeze out before it closed.

I rushed out and down the stairs to the yard, followed by ghouts. I

looked back, saw the chair, a rock, the sledgehammer, and a broom all

about to be ejected toward me and turned to shield myself as I stumbled

down the final stair. Something hit me in the back of the head, knocking

my breath out and causing me to begin sobbing and wheezing involuntarily

6.1. Aws
as I made it to the sidewalk. ''I found the policeman& had asked for at

the corner, but could not speak for several minutes through the sobs. By

that time Tim returned, having been unable to find the neighborhood worker.

711e was simultaneously angry at me and protective of me. (It;ge returned to

4.11

the car. I felt exceedingly stupid and at the same time finally convinced

that matters were out of control and that we should simply close the program

immediately. The two students who had ridden in with us rejoined us, de-

riding Jim for having been a canard' and praising me for having been willing
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to risk my life for the sake of the program. Enraptured by the trickle

of blood from the back of my head, they could not understand why I would

talk now, at this moment of triumph, about stopping the program.

When we arrived back at the campus, we found the staff In meeting

and on the brink of making the same decision to stop the program. We

decided to call the parents and tell them to come out as soon as possible,

but to wait until the end of supper to tell the students so parents would

be on the scene to help avert any negative reactions to the announcement.

¶L my surprise, the most negative reaction to the announcement came from

the students who to make the program work, people like

John Darius, Henry Aston, and Marvin Tully. They felt betrayed and wanted
4

to believe that they could have controlled matters that final night.

Whereas they had been prepared minutes before to believe I was a legitimate

hero because they had heard thellepid'of the ccmmunity house freak the other

two students, they now viewed me as a cowardly traitor. This was a bitter

final pill.

Well, not final. It turned out that Micki Robertson and Seth Phillips

had returned to their floor immediately after hearing the announcement and

had punched through virtually every single ceiling tile along the 11,_111,

leaving a shambles. The following morning the vice-president of the

college who had been negative to the program called in a nedspaper photo-

grapher, and the debris was spread over the front page of that Saturday's

paper along with a sensationalistic article containing several alleged

'quotes from me, although I had never spoken to the reporter.
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Nor was that the finale. When the program ended altogether after f2'

the seventh week, the core staff moved its office to the third floor of

a Yale building renovated to house special educational programs during

the academic year. The second night a fire gutted the building, destroy-

ing many of our tccords as well. It has never been established that the .

fire was caused by arson. And even if it was, ours was not the only

program in the building that might have been an arsonist's target. Still,

the event does seem symbolic of the summer, even in its inexplicableness.

Ars1 64:°'
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With the end of the second summer, I ceased directing Upward

*SI tel 000

Bound, as planned, order to turn my full attention to completing

my graduate work.

I had searched for a successor for six months, origirally in the

hope that he could participate in the summer session; but it was hard

to find candidates who met my standards of an articulated educational

philosophy and Ltee7ersonal competence; and then the Yale administration

stalled on the two men I recommended until they took other jobs instead.
A.:'ict :t Stieti P.V et) 1 imt.44.:741- A Weil toi? 4,11

I later learn-d thatithe administration dideot wish to hire a man who

would operate the program in a manner similar to mine. A primary con-

corn for the succecAlifly bulater, shared by the Yale and national Upward

Bound administrations, would be to create a more orderly, less trouble-

sarle program.

A new director with a commitment to structured academic learning was

eventually hired in mid-winter. By pre-structuring the program from the

top dawn, by avoiding open staff and communal meetings, and by eliminating

most of the students we had attempted to wr,rk with during the previous two

summer,* he succeeded, according to informal reports I received, in run-

ning a quiet residential session the next summer.

*Whereas 75% of our first-year students returned the second summr, only
30% of the students fran the first tNlo starers returned for the third
swum'. Only 16"6 returned for the fourth summer.
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Beyond this achievement, it is unclear that the new philosophy
Ohl

improved the acadcadcdresults of the program. In a later review of

the files, I found several evaluations of the program by its faculty,

all predominantly negative, of which the following paints the most

comprehensive picture:

Fran the job interview, from friends who knew about
the new Upward Bound, and frcrn the orientation sessions, I was
given the impression that the overall program was to be
structured and skills-oriented and that the algebra classes
were to be designed to help prepare students to deal with an
algebra class in the public schools in September. During the
.first few days it became clear that these impressions were not
correct. Although nominally reguired to attend class, to
study in the evening, and to observe a curfew, students were not
penalized for not doing so. The stated goal of the prog:am be

"personal develoE,ment." Almost two weeks elapsed before the
first full staff r,:?eting. ;,:nother, given the students admitted
end the staff hi-od, e7en early act4cn cculd have changcA the
course of events is doubtful; as it was, the trends begun the
first few days continued until there was no academic program.

In short, staff (at least teachers) came expecting a
structured, skills-oriented, academic program; students cane
expecting an unstructured sumer cam like the previous summers;
and the staff was not strong enough to bring about a change in
those expectations. This inadequacy of the staff caused
teachers, tutors, and administrators to blame each other for.
the failure.

In the meantime, I was still struggling with the first two years

of the program, now in an intellectual sense. My thinking was not merely

private and retrospective, however. Instead, it generated numerous AO

kvAdJki p ro m
encounters and conflict:3 .between me and the faculty in rryAdelArP:16rit.

,

Ps: Re4;;;coect
%.,1

AI wished to organizd my dissertation around three topics which I

regarded as inextricably interrelated, both in theory and in the practice

of my management of Upward Bound. The first was the possible development

by ineividuals from compliant learning (or dofiant non-learning in the case
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of many of our student3) to self-directed learning; the second was the

possible develorinent by an organization from CO bureaucratic s'45..tt*140f4S

to some kind of collaborative structure; the third was the possible

development of the : xcial climate fran avoidance to encouragement of

shared, mutually relevant objective information, i.e., the possible
. .

aii
.

!oe-
development fran anti-scientific to pro-scientific j1 dorms " It

seemci to me that to study how to encourage' self-directed learning

among persons was to study collaborative organizational structures;

that to study to generate successful collaboration was to study how

to encourage action based on the sharing of mutually relevant, object-

ive information; and that to study the process of sharing and acting on

4
mutually relevant, objective information was to study the way self-

directed learners operate. I argued that it made no sense to study any

one of these processes in isolation, since each of them--individual

learning, organizational structure, and social scientific inquiry- -

depended for its higher development on the siriiltaneous development

of the other two processes.

The three faculty members on my dissertation committee tended to

feel that my proposal was too ambitious and that I ought to restrict

myself to a single one of the three topics. At the same time, other

members of the faculty in the department became increasingly negative

about my performance in general and about my proposed dissertation in

particular, even though (or because) they generally agreed that I was one

of the brightest students in the program. As they saw it I had evaded

several requirements (I had fulfilled some requirements prior to entering

the program and had petitioned unsuccessfully to omit another), had failed

my qualifying 354
In a tape recorded evaluation session of the doctoral students, of which each

student was later invited to hear the portion referring to himself.



exams 1,41rue, although I had remedied that the following term)., had

written only one really good paper during my third year (the three men

who harped on this point were in fact referring to three different

.1e0111/41°I°11°papers), and was now proposing to embark upon a dissertation seriouslyWr

flawed as a scientific study by lack of quantitative data and by my

active participation in the very project I claimed to be studying. Some

members of the faculty perceived inc as being determined to influence them

but as utterly unwilling to be influenced by them, and they did not wish to

let me get away with this.

It became evident that my efforts to define my own learning deviated

sufficiently fran the conventional role-behavior of a graduate student in this

organization and that the resulting quality of my thinking deviated suf-

ficiently from what others recognized as science to raise doubts about the

very legitimacy of my work as scientific inquiry. This experience

me further evidence of the interplay among definitions of personal learning,

organizational structure and scientific inquiry. But, even though I knew

that the faculty's view of me was somewhat distorted, I could not deny that

I had failed in my attempts to convince them of the validity of my views,

an important failure on my part since one aspect of an aspiring scicntl-,:.'s

responsibility is to cemmunicate his work to his colleagues in a publicly

convincing way. So, I finally decided not to write the dissertation on Upward

Bound.

Once having accepted the faculty's influence in this dramatic

my relations with them seamed to improve equally dramatically. I defined

an acceptable alternative dissertation in three days and then took a long

vacation during which I began to write about Upward Bound in a more in-

formal way, eventuating in the first three descriptive chapters of the

present book.
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MORE RECENT INFLUENCES

After this start, two years intervened before I returned to work on

this manuscript. During this time I completed my dissertation and revised

it for publication as a book (Learning from Exnerience: Towards Conscious-

nss), achieved publication of another manuscript (Epingforthe Most Part

Puppets), spent a happy and successful* summer as an "applied behavioral

science intern" at the National Training Laboratories, and took a lead in

executing a successful and innovative course encouraging self-directed

entrepreneurship among some 350 S.M.U. School of Business undergraduates

each term for two years.

I mention these achievements and the aura of public success that

suffuses them because I believe they affected this manuscript in two re-

latcd ways. First, t.%.:.= y&vC IC= a lot nore courage to return

to the study of the more agonizing, ambivalent processes and results of

my Upward Bound years. For I have been continually aware during the past

two years of acting under the influence of lessons learned from Upward

Bound, modulating the tone, timing, topic, and intensity of my actions in'

organizational settings from day to day on the basis of patterns in my

Upward Bound experience. Consequently, it has become clearer and clearer

to me that even my failures at that time were of value to me, serving as

pre-conditions for later success.

Second, these later successes affected my sense of the relative force

of various social dynamics interacting at Upward Bound. Initially, I was

very harsh on myself in evaluating responsibility for the difficulties

According to leaders' evaluations.*According

to superiors' evaluations and extensive quantitative and com-
parative research.

35G
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and failures of the second spring and sung, '' I felt it important to

accept the final, public verdict of failure inherent in the hasty and

violent ending of the residential program, rather than comforting myself

with reflectlon &oat less obvious indexes of performance (e.g. students'

WA
increased ability to verbalize issues and reach group decisions,,the

7\

twenty students who passed n'ke -up exams), which provided grounds for

believing that significant learning had occurred in the midst of all

the conflict. And, given the overall verdict of.failure, I blamod.ry

own performance hea-vily for this failure. This emphasis is reflected by

the repeated mention of my fear of conflict in the early chapters of this

book, a theme which I anticipated would explain many of the negative re-
.

cults which occurre.1 late in the program. I would listen to succeeding

tapes of those two years with this theme in mind and I would find myself

wishing at the outset of a given meeting that I had recognized, faced up

to, and verbalized a certain conflict. I would berate myself for not

having done so, only to find, as I listened to the tape, that I had

voiced just that concern at the time. This repeated discovery; as well as

my later public successes; as well as the very writing of this book (wit-

ness Chapter XIII, "Interlude")--all these events reduced the harshness of

my self-evaluation, made me more accepting of my real failings, and turned

my attention more toward shared social factors responsible for hindering

learning among us.
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KINDS OF PERSONAL LEARNING

In retrospect, I believe I experienced several different kinds of

learning' during and after the program. One kind of learning I would

describe as a feeling of increasing personal embodiment or concreteness

as the program progressed. Many persons probably feel sufficiently em-

bodied to begin with, comfortable with spec...fic stylistic and cultural

assumptions about how life is best lived, and feel a greater struggle re-

lating to abstract principles. But my particular background of living

in different cultures as a child and then of intellectual concern in

school made me more at home among abstractions than among particular

actions. I do not believe that the increasing.embodiment.I felt in-

, tiered in the concrete experience of the program per se, but rather in the

attempt to translate certain ideals--self-directed inquiry, collabor-

ation, social inquiry-in-action, inter-cultural communityinto concrete

practice. This attempt called for constant stretching, balancing and

accepting of everyone's competence, awareness, and willingness to ex-

perim6nt, and thus made it very clear what were the actual limits of

my own and others' abilities so to stretch, to balance, and to accept.

that most surprised me then and still surprises me each time I

encounter the sequence, even though by now I have encountered it thousands

of times, is first, hoe little disposed most persons tend to be to such e*,4..sts

stretching, balancing and accepting, no matter what their age (except

young children), social class, or level of education; next, how fiercely

353
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they initially fight against sharing in such stretching; and finally, how

strong and gentle and generative they become when they take these eternal,

optional human tasks as their own. The mare often I have seen this

sequence.the mare concretely defined I have becorn in my moment-to-

Element actions with others. I have become increasingly willing to

create specific (=trona-ants and make specific demands on others in the

belief that these environments and demands will help us grow together.

This willingness to make demands is a second learning I derived

firm Upward Bound. Before, when I was only in tov.sh with my infantile,

egocentric demands of others, I suppressed them for fear of being re-

jected and, instead of making any demands,,,,tried in a somewhat chameleon-
,

fash4cn to nIset the standards of the environment or particular

person I was with. By the time I took on the directorship of Upward

Bound, I.had developed a sufficiently mature and coherent set of princi-

ples to provide me with same anchor, but a too abstract anchor to give

me much leverage in any concrete situation I continued to have a great

fear of imposing try principles on others if I stood for then too firmly,

because I did not yet know how to measure in concrete situations haw much

firmness was necessary on my part to balance counterforces
47,t747.7arOirm

and thus create a genuine choice for myself or another. During the second

yeas. of Upward Bound I could be firmer and more demanding than during the

first year both because I had confidence that many others in the program

shared same of my principles and because I was beginning to learn what kinds

of behavior needed counterbalancing. But even then I found it difficult
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to understand the validity of the research findings of one of my friends

who interviewed a dazon staff umbers during the final, non-residential

week of the program. Their various remarla--; about ma Created a coherent

portrait of a gentla, responsive person; too often taking personal respon-

sibility for events but too rarely taking program responsibility for de-

cisions; unrealistically abstract and committed to an unfamiliar education-

al philosophy that couldn't work in seven weeks; with no concept of evil

or of the need people have for limits; and consequently weak and vacil-

lating when aggressive action was needed. When I originally saw these
.

hcam4W
findings, I struggled witA4Ithcm and partially rationalized them away by

feeling misunderstood. Naa, after four years of stretching tcmard an ap-

preci.ation of the opixylite extrrme--aggrec..sivo initainf"." (Wh' Mti "

colleague's recent remark that I acted in a "blindly antagonistic" way

on a particular occasion suggests I noy have achieved), I can see more

clearly how weak I was.

Another fundamental learning of mine, implicit in several of the

foregoing paragraphs and probably already only too obvious to most

people, is that most of the time most adolescents, youth, and adults in

our society do not act rationally. By rational action I mean behavior

which congruently expresses the balance measured by one's thought be-

tween intuitions of one's present step in his lifeiala dance and of the

present step called for by the environmant. Intellectually, I already

knca that virtually no one develops the skills and awareness to act

rationally. Eit in practice I always took peaple seriously and at

face value when they spoke, and thr,refore accordiA them the kind of respect

3G0
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and ought to reserve for rational action or efforts toward rational action.

I can see two characteristics in me that contributed to this tendency.

One was my habitual compulsion to responl to others' demands so that they

would accept me. The second was my image of myself as rational and my

projection of this rationality onto others. My sense of my own rational-

ity was prc-Dagated partly by a genuine (but not very highly developed)

concern to link abstract intuitions to my behavior, partly by my radically

incomplete ability to observe myself (which spared me from seeing almost

all of my irrational action), and partly from my suppression of many of my

spontaneous desires (which gave me an illusory constancy).

At the end of Upward Bound I not only owe to feel others' irrational-

ity, but to despair because it seemed to me that by and large, with

important but not very numerous exceptions, people refused to acknowledge

their irrationality in action and therefore never discovered and parti-

cipated in the struggle toaard rational action. When I look over my ex-

perience since then, however, I find that as I have increasingly acknow-

ledged E. irrationality in action and enlarged and more openly shared my

struggle toward rational action, the other people in my environment have

seemed mare willing to acknowledge their irrationality in action dndAtotake

on the struggle toward personal rationality. I'm not sure whether the

former plays a role in causing the latter, but in any event my despair

has dissipated.

I emerged from the Upward Bound experience with a stronger and more

concrete commitment to self-directed learning than I had entered it with.

"I felt that staff members curtud.14k of self-directed learning had rnxie us

3 61



-328- BEST COPY AVAILABLE

unready and unable to run a genuine school--to encourage self-directed

learning among studentsPBut various ones ofus had moved far enough

along thb path of self-directed learning for :To to delineate the differ-

ences one could expect over time between a person exposed to what

would call "unilateral inculcation"--the conventional education of today- -

and a person who enters an environment which encourages the struggle

toward self-direction. The following list of different qualities e-

merged:

36"
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UNILATERAL INCUTCATION leads in

the direction of valuing
5ivien answers and thils to:

A STATIC SELF-STRUCIT.TPE

psychological rigiclity

low self-esteem
psychological failure
low, externalized, or irreal

levels of aspiration
distortion of messages
unwillingness to cn

clumsiness; failure

LOW SELF-M.ARE\TESS
low awareness or relation of
words to behavior

low valuing of thought in
life-decisions

inability to relate thoughts
and feelings

unconscious and therefore
unself-critical value
system 1

IrqIUM(.111InM Ti hI .....Mehl.%Mehl.

MAT 10: :S! FL PS
denial of responsibility for

own behavior
unreliable, external

commitments
creates binds for others
defensiveness
avoids direct reference to

interpersonal situation

ItYMMPETEN'T ACTION STPATEmEs

low long-term pre:Awl-solving
abilities

lcw tolerance for ambiguity or
open conflict

low ability to express immediate
perceptions, questions, needs,
feelings

little willingness to test reality
by confronting self or others

little experimentation, risk-taking,
trust-building
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INABILITY TO ',..OPY MTH 0117111.5

Inability to nelp ctnrs in ways that
increase self-estccm

inability to share authority collabor-
atively

disposition to violence underlying

passivity or aggresgivity

Ct" "WAS"
SELF-DIRECTED LEARNTNG leads in

the direction of valuing
existential cuestions and thus to:

A DYMMIC SELF-STrUCTURE
psycholoulcal tlexioility

high self.- esteem

psycholcqie.al success
self-challenging, achievable

levels of aspiration
undisterted reception and transmission
search for, diagnosis of, failure

in order to learn

HIGH SELF-WIT:17E5S
awareness or congruities ,and incon-

gruities !yetween ae..nalues/behaviors
valuing of thought for ccmparing

feelings in life-decisions
task of thought seen as mapping
feelings

value system based on self-testing
and self-transcending search for
truth

SELF -

REATIC:::-.;!i I Ps

appropriation of effects of own
behavior

trustwcrthy, internal ccmmitments
autheitic, self-referential
dialogue

openness
confronts, supports

COMPETENT ACTION STP.7%.77.r.1 .rr

ability to dissolve prcEdc
permanently

acceptance of ambiguity and interest
in bringing conflict int t'12 n

ability to formulate and
mediate perceptions, questions, needs,
feelings

commitment to testing reality through
self-questioning, mutual expleraticn
and confronAtion

continuing experimentation to discover
each voment's new reality

A13II,M"10 CfMTS
ability to creatc wneliticns in which

others can increase self-c:stocln
r,,, ability to collaborate, reco7n1.:!ing both

30%) interdepondt:nce and diffen;:n:2,.:s

higher peacefulness directing extpmal

passivity ond omressivity
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XV THE MEANING OF COLLABORATION

Another learning of mine during the program--t.4170sm1r711A,nivxmioi

tOri MAW.

daraciNienmeicats-..4
isif.cartzaneiiithl:01:3reablyliWile

geretv..f.taifif.C---was an increasingly sophisticated sense of what "col-

laboration" meant. At the outset, our definition of collaboration--

whether we were proponents or opponents of this way of working together- -

tended to be "everyone shares in, and canes to agree on, every decision."

This view was obviously unrealistic. Given the amount of time we

had, the number of decisions to be made, the number of people involved,

the extent of ouz differences in outlook, and our lack of skills in re-

solving differencub; bush a decision-making principle was bound to fail

to meet our needs. One reaction to this situation was to became ideo-

logically committed or opposed to collaboration, explaining. away any

results apparently inconsistent with one's ideology. As this book suggests

my ideology was strongly pre-collaboration and no doubt led re through

circumstances that would have shaken a man less blind to actual results.

However, I also reacted to the situation in a different way, as did

others. This reaction involved the gradual redefinition of collaboration

as well as a gradual differentiation
among specific situations and his-

torical phases of our school.

The redefinition of collaboration occurred along several dirrnsions,

roughly corresponding to the different concepts in the original definition.

"Everyone" in practice gradually cam to mean "th.2 relevant public", whether

that be the core staff, the tutors, the teachers, the students, the blacks,
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the tutor groups, etc. The specific relevant public tended to be de-

teroincl by self-assertion. Thus, the black staff became a decision-

making group and also more systematically influenced my decisions and

decisions of the staff as a whole during the second summer session when

it took the initiative to organize "black family meetings." Likewise,

the students first defined themselves out of the decision-making public

in disciplinary cases for the second summer, then reattained some in-

fluence through the sequence of events that led to the staff's accept-

ance of four Student Planning Committee proposals at the end of the

second week of the second session. These instances of self-assertion,

however, were probably encouraged by an overall climate established
-#

during the first year, welcoming wide participation in der.i.4^-o.

the redefinition of "everyone" to "the relevant public" was not merely

a conceptual clarification that could have, been made at the outset of

the program and thus saved us much confusion. Instead, the conceptual

redefinition was dependent for its accuracy and efficacy upon a par-

ticular fund of shared experience and shared work in conceptualizing that

experience.

Other terms were redefined in a similar manner. "Shares in" cane to

mean different things in different situations. In an emergency or a

very routine situation "shares in" might actually mean "is notified

about, accepts, identifies with, and acts on". If sharing in decisions

never meant more than being notified about decisions, it would obviously

be hypocritical to speak of it as "sharing in" decision-making. This

hypocrisy would result in a. lack of trust between the "notifiers" and
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those "notified about." And this lack of trust would be reflected in

a gradual disintegration of the sequence "is notified about, accepts,

identifies with, and acts on." Thus, like the term "everyone," the

gradual differentiation of the word "sharer in" depended upon the

development of trust through shared experiences and shared work in

conceptualizing those experiences.

"Comes to agree on" could also mean several different things.

Sometimes it meant that the discussion educated participants by re-

sponding to their questions, uncertainties, and dilemmas to the point

where they felt confident enough to agree actively rather than pas-

sively; that is, to agree with a sense of initiative and responsibility

About executing the decision rather than with a sense of minimal cam-

pliance. Sometimes, "comes to agree on" meant that a person made his

strongest case against a decision open1.1 and then was influenced by

others' rebuttals and discarded his disagreement. Sometimes "comes to

agree on" meant that, although a person was not in agreement with the

decision, he was willing to collaborate actively in implementing it in

the spirit of experiment both because of his respect for others' strong

conviction in the rightnk.3s of the decision and because of their willing-

ness, in turn, to research the actual effectiveness of the decision after

a certain period of time. Presumably this research would either succeed

in fully convincing the person who had initially agreed only on a trial

basis, or else would prove the inefficacy of the decision and lead the

group as a whole to change the decision. An implicit example of this

delicate kind of process occurred during the staff meetings of the first
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sterff-met. spring, when David reports (p.61) having

acceeded with the collaborative process, despite initially disagreeing

with it, and then having decided, upon reviewing his experience, that

he "liked the way a universe of discourse has been established." An

explicit exempla of this kind of process occurred at the outset of the second

summer session when the staff as a whole agreed to segregated housing for

the boys on the proviso that this decision be discussed and reconsidered at

the Community Meeting at the end of the first week (p.41 ). This perspect-

ive highlights the hetrayal of trust that occurred when that first Community

Meeting did not actually reconsider the housing decision. Because I act-

, ually felt the pain of not insisting on that priority, this experience

heighLens my felt cc mitment (intellectually, I was already clear about

its importance) to take very aggressive initiatives, if necessary,

whenever in the future I find the completion of such a piece of existential

social research threatened.
00.

Fran all the foregoing comments, it is becoming obvious that the con-

cept "every decision" in the definition of collaboration also became dif-

ferentiated. In fact, it was always a matter of judgment on the part of

initiators or observers whether the community as a whole would benefit

fram wider or narrower active participation in the 'king of any given

decision.

TUE COMM, PROCESS, AND SPIRIT OF DECISIONS

We can distinguish three ways in which a decision might or might not

be collaborative:. These three ways imply three qualities of judgunnt which
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must be exercised correctly to render a truly collaborative judgment.

First, the actual content of the decision might or might not encourage

collaboration. For example, Sdip Graham had convinced the rest of

the staff toward the end of the first summer that the content of a de-

cision to invite only the academically inclined students to participate

in the final week of the program would undermine the spirit of colla-

boration and carmunit.-+.114

Second, the process by which (or, in static terms, the structure in

which) a decision was made also might or might not encourage collabor-

ation. For example, although I felt the content of Mal Helal's decision

regarding segregated student housing for the second summer might well

promote collaboration Fining students, I f',* tea h4s sol"-y --A

secretive process of making it was a misjudgment that tended to undermine

collaboration among the faculty.

Finally, the spirit in which a decision was made might or might not

encourage collaboration. For example, even though the process of Cr.alveur

faculty meetings remained collaborative throughout the second summer, the

spirit of collaboration was so discouraged by "honest hate" (p.13O 1) and

by all our other crises that mutual distrust, destructive conflict, and

dysfunctional results shot higher and higher.

The discussion of ccllaboration to this point and my experience at

Upward Bound suggests to me that the spirit of collaboration is always

the primary and ultimate (if also the most subtle and difficult to ar-

. 'ticulate) sour= of trust among persons, upon which both the process

and content of collaboration depend for their efficacy. It follows that
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violation or absence of the spirit of collaboration most endangers mutual

trust.

A collaborative process within any particular group of people and a

collaboratively-agrad-upon structure in turn support and make po,6sible

the continued practice of collaboration in any concrete instance. I

would go so far as to say that, except in cases where rhetoric is highly

abstract and incongruent with actual behavior, the content of decisions

will never encourage collaboration when they are not grounded in col-

laborative processes or structures. For example, although many of the

tutor applicants for the second summer might have said in the abstract

that they favored collaboration, none of their concrete behavioral sug-

gestions in the case to which they were asked to offer solutions effect-

ively enhanced collaboration( pA14). I would explain this result as

deriving from the applicants' experiential unfamiliarity with collabor-

ative processes and structures. Thus, the content of collaboration de-

pends on both the spirit and the process of collaboration for its ef-

ficacy. It follows that the violation of a collaboratively-agreed-upon

structure or the absence of collaborative process more greatly endangers

mutual trust than would discouragement of collaboration by the content of

a decision.

Let me explain and clarify this last proposition. Let us say that

one member of an organization believes another has made a mistaken de-

ciPdon, the content of which di._ ourages future collaboration. He may

view the spirit, process, and structure of the decision-making as fully

legitimate and in hameny with his cvn interest in the organization, but
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he does not agree with the outcome. In this case, given his trust in the

other, based on shared spirit, process, and structure, he is likely to

confront the other with his disagreement, confident that the resolution

of the disagreement, whether it involves his "winnihe or "losing", or the

creation of a new and different perspective for both members, will enhance

himself, hi.3 relationship to the others, and the organization as a whole.

Thus, in this case of disagreement over content, given shared spirit and

process, there is no imediate lowering of trust and a likely ultimate

enhancement of trust. If there is a structure for reviewing decisions

of common import and a process of confrontation and openness, a mis-

judgment will likely lead to confrontation and working through to a mutually

agreeable solution rather than to mistrust. In other words, the more con-

ducive the organizational structure to mutual confrontation and the higher

the initial trust arrong participants, the less likely is any given dis-

agreement to generate distrust, destructive conflict, and dysfunctional

results.

On the other hand, if one member of an organization believes another

has made a mistaken decision, not in terms of its content, but in the

sense that he disagrees with the very process by which it was reached,

then he cannot be sure that they share a process by which the disagree-

ment can be constructively resolved. Moreover, since he disagrees not

only with the accuracy of the decision but with its very legitimacy, it

becemes unclear what authority to refer to for a superordinate set of

values valid for both of them. Finally, since content, process, and
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spirit are progreL,sively subtler and more difficult to articulate, a pro-

cess disagreement is more likely to remain poorly focused and unspecified

than a content disegreement (thus it bee onus less a conceptualized dis-

agreement than a felt difference). These dilemmas lower the probability

6,;f5 Inwar

that the disagreement will be openly confronted andAthe probability that

it will be constructively resolved even if it is openly confronted. (Or,

to put it differently, these dilemmas increase the degrees of energy,

experience, and intelligence necessary to resolve the conflict con-

structively.) Therefore, a "--Igreement over process more greatly en-

dangers mutual trust than a disagreement over content.

An exartle way help to anchor still further the distinction between

the content and the prows of collaboration. When I reviewed thr2 tape

of Tim Weston's 'meeting with the tutors at the outset of the second

spring (p. Z() and felt that his covert antagonism toward the tutors

during the role-playing had been a mistake, I did not become more dis-

trustful of him. In fact, so sure was I of his openness to the data about

his behavior (p.2(S) that I did not even anticipate any conflict when

shared my socring and interpretation of the tape with him. This expect-

ation was cenfirmed. 'Moreover, the incident also permitted us to come

chisel: to agreement on another issue (whether he should be the next

director). At the same tire, Tim's misjudgment probably increased the

distrust felt by the tutors toward him and decreased their learning from

the role-playing exercise.

Several factors seem to contribute to these disparate effects of

the same initial act on different people's truce of Tint. First, the core
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staff as a whole (and T in particular) had agreed on Tim's responsibility

for decisions relating to the tutors, so I did not regard his masjudcment

as structural in nature. On the other hand, the new tutors had not yet

developed any corporath trust or initiative in themselves or in relation

to the core staff. Moreover, although the content of core staff decisions

during the selection period encoumgod future collaboration between the

core staff and the tutors finally hLed, in the obvious sense that we hired

them rather than other applicants, the decision-making process never became

fully collaborative, nor even, for POjr, understandably structured. Con-

sequently, for the nea tutors any difference with the core staff was not

just a disagreement, but still threatened the very possibility of developing

shared spirit and process. Second, the core staff by this tine. shared a

complex, differentiated, unconventional sense of the aim of the program

which for us gave meaning to Tim's efforts even if it did not assure

our total agreement with his tactics. On the other hand, the naa tutors

were more likely to conceive of his actions as mere idiosyncracies of his

personal style rather than as challenges to their social styles. Third,

the core staff as a whole, and Tim and I in particular, had developed
41,

strong shared norms favoring personal , explorator confrontation in the

case of disagreements and favoring the use of meting time for such con-

frontation. On the other hand, the new tutors te.ided to behave in more

conventional ways and to interpret others' behavior in more conventional

categories, resulting either in non-confrontation or in impersonal, con-

demning confrontation. And they tended to dismiss explorations of the

social effeqs of a person's behavior as "talking about talking" and hence
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as wasted time. Taken together, all these differences in perspective led

the same: piece of behavior by Tim to generate a content-quality disagree-

ment between him and Tru which was easily resolved with a heightening of

mutual trust, while simultaneously generating a process-quality disagree-

ment between him and the new tutors which was never fully resolved and

probably lowered their trust of him.

This discussion of my increasing sense of the complexity and differ-

entiation inherent in the term "collaboration" still remains incomplete

in three important ways. I have explicated the differences bewteen my

initial, naive, implicit definition and my final, more sophisticated,

explicit definition in as much detail as believe is necessary. But

have not directly 24scuesed the histcrical stages in which this increasing

complexification manifested itself in the organizational structure of the

program. Nor have I directly discussed the epistemological relationships

of the three teams which become so central to the meaning of collaboration,
0

namely "spirit", "process", and "content". Nor, finally, have I 'directly

discussed the effect on the program of different members holding different

views of the ideal of, collaborative community at the same time. I want to

introduce these three considerations explicitly because I believe they are

crucial to the possibility of developing genuine collaboration.

HISTORICAL STAGES OF COLLADDIRATION 373

As to history, I have repeatedly emphasized in a general way he im-

portant the actual experiences of the progralt; were to 6t:tincreasUl sharing

and clarification of the notion of collaboration (see p.ar4--411.44,4

for example). The changes enger&xed by these experiences were most visible

in the two groups who participatcAnost continuously and intensively in
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who attended the academic year meetings and returned for a second summer

(the quality of core staff interaction is studied in Chapter X and the

changing quality of student interaction is suamutized on p.tPINA ot4

4..X.Z1=gylke writing and reading of this book (and other work on
IRG L+ levn)

communal efforts such as Hintoniand Kantor) hopefully illuminate the

vicissitudes of collaboration sufficiently to reduce sane of the pain,

frustration, sense of helplessness, blind wandering, and fear of meaning-

lessness that afflicted us and so many other of t17e recent political,

artistic, professional, and communal endeavors at collaboration. Many

of these early collaborative endeavors have ended in dispersal, often

with a sense of failure, frevently leaving participants cynical e-

bittered, more rarely with a profound sense of learning. We have trokkci

beyond the social frontiers of our bureaucratically organized society,

have gradually become aware that ways of thinking and actim.! .*Iich we

took for granted ,even while espousing radical change are worse than use-

less, and have struggled tamrd new vision, new awareness, new skills, and

new patterns of relationship and thought. The better .we are able to

mark the paths and danger zones, the rest stops and energy sources, the

more likely are others to reach our points of failure with relative ease

and success, ready to take still further steps. alt collaboration will

never be an altogether easy path so long as huran beings bring distinct

and divergent perspectives and inclinations at the outset of an endeavor.

So. it will always be true that the genuine spirit of collaboration will

be distilled gra:.lually, fran the particular efforts of the particular

people involved in the. particular situation, fran initially egoistic
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conceptions of collaboration through the grating of private experience

against private experience--mine too abstract, yours too sentimental,

his too unimaginative, hers incongruent with her behavior, theirs too

dogmatic to integrate emergency or novelty--until, each of us developing

a more inclusive consciousness and a more particular role, the common

public threads and the terms symbolizing them begin to separate ou:

and unite us.

We can also trace a more specific developmental theme in the history

of collaboration of Upward Bound. It seems to me that our experience

can be differentiated into three qualitatively distinct phases of col-

laboration during which collaboration became progressively more subtle

and less visib]e. The first occurred during the first spring and summer

when major decisions affectina any grout) tended to be made, collaboratively

that grow) and in such a that its succcediu decisions would... %......mo .
/4.;

be collaborative. Thus, the staff so planned the summer that the students

partook in major. decisions affecting them during the first week of school.

Thereafter, the representative Discipline Committee and the total community

at morning meetings made further decisions. Moreover, the two types of

classes favored by the staff--the core classes and the tutorials--were both

envisioned as highly collaborative enterprises in which students would

share the initiative for determining tasks. Significantly, when the staff

attemptod to change the school's structure without student participation,

in deigning the writing workshops after the fouih week, the decision was

utterly ineffective.

The second stage of collaboration occurred during the academic year

between the two summers when the core staff in the fail, the tutor
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applicants during the final selection meting, and the students at their

Saturday morning meetings collaboratively created non-collaborative

decision-reakina etrectures. The core staff divided and redivided spheres

of responsibility, .living each member decision-making power in his sphere.

The tutor applicants decided to assign control over their selection to the

core staff. The students decided to create class settings with greater

emphasis on skill-learning than on collaborative discussion and to assign

disciplinary decision-making as a staff responsibility. Thus, the or-

ganizational structure was collaboratively determined in each case, but the

specific decisions "within" the resulting structure were not directly and

visibly collaborative.
ti

The third stage of collaboration occurred most intensively for the

core staff during its self-study just before selecting the new staff. It

never occurred fully for the school as a whole, but was hinted at by the

fint,su-tudsvmeri

experimental selection process, by the Learning and Teaching Groups4 and ''.

by the intention to use the first Community Meeting of the second summer

to into the efficacy of racially separate housing for the men.

During this incipient stage, collaborative research became the ultimate

vehicle for expressing, reviewing, testing, and perhaps changing earlier

decisions, present relationships, and future visions. Thus, Valery's

and Patricia's roles in the program were greatly redefined as a result of

the core staff's research. The experimental selection process was con-

stricted so as to confirm or revise early judgments by generating new

data at each step with the applicants. Thus, Pen's and Grog's behavior

at my meeting with "weak" candidates caused no to revise the initial core
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previous judgment. 'The first Community Meeting cf the second summer was

intended to test the decision to separate black and white housing by ex-

amining the quality of relationships developed during the first week

among black and white students.

We can summarize these three stages of increasing subtlety and in-

visibility of collaboration by reintroducing the three qualities of

"content," "process" (or "structure"), and "spirit." Generally, de-

cisions early in the program were collaborative in "content". They

specified norms, roles, and decision-making procedures that directly

emphasized the equal influence and status of different constituencies of

the school. For expmple, when I enunciatod tho rule against violence

after the fight .at the camp. (p.111), I made it clear that this was not

a rule against "student" violence, but one applying equally to all members

of the community.

During the academic year following the first summer, decisions about

structure were generally collaborative in "process," but not in "content."

That is, major, structural decisions still tended to be reached collabor-

atively, but they resulted in differentiated roles and various specific

nor- collaborative decision-making procedures. Onc' these major decisions

hakbeen reached, active collaboration ceased to occur either in im-

mediate, daily decisions or in decisions about structure, since these had

been made already and wore precisely of a character that implied continuing

commitment to them.

377



-344- BEST COPY AVAILABLE

Although this atteey continuing commitment 1,qaw pssive form of col-

labor4ion, the incipient arena in which collaboration new began to

express itself actively was that of social research. Decisions in

this stage, had it matured, could well have been called collaborative

in "spirit," even if not in "process" and "content." That is, con-

tinuing research could determine whether the program was moving in

the ways originally envisioned, in a direction presently desired, and

towards a good end; unfolseen contradictions and incorgruencies would

require research to determine what personal or organizational re-formation

would be necessary to achieve greater integrity; and the very process of

the research would involve at least conceptual re-formation in that

' 4 a- I
I ..... VA. %.A.01 1..1 Ct.1.1 leoLy c LA

practice would tend to become increasinc,ly explicit and complete.

THE HISTORICAL STAGES RECONSIDERED

So far I have described these three historical stages as characterized

by increasingly subtle and invisible forms of collaboration. This char-

acterization requires qualification and elaboration in two related respects.

First, it is not so much that collaboration became less visible as the

program progressed, but rather that qualities which at any one time are

increasingly difficult to see (namely "process" and "spirit") found

increasingly visible forms as the progran progressed, while the

"content"--the interstices of specific decisionsslipped into the back-

.ground. (At the same time, in another sense, as collaboration ceased being

the dominant content of our activity together, there was more room for
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another, more conventionally recognizable content to take its place - -a

curriculum. Or, in still another sense, we coul(" say that the content of

collaboration changed over time from specific dec.L.Qions to structure to

research.)

Second, it is not so much that the content of collaboration

temporally preceded the process and spirie of collaboration, but rather

that its appearanceits formulation- -its in-formationpreceded the ap-

pearance of the process and spirii. of collaboration. Implicitly, hoevnr,

a certain modicum of the process and spirit must have been there from the

outset, for otherwise decisions to operate collaboratively never could

kar
have been implemented at all. tZt.44,6 lack of will (collaborative spirit)

and skill (in collaborative processes) would have rendered our early de-

cisions to operate collaboratively mere empty rhetoric which, in time,

would have revealed itself as naive, blind idealism or as embittered,

manipulative cynicism. In this sense, true or genuine or real collabor-

ation is finally dependent on the spirit in which action is initiated,

secondarily dependent on the preces,;, and only tertiarily dependent on

the content. For example, my anncIncamnt at camp the first week banning

violence was collaborative in content only insofar as everybody was

equally subject to the rule, but not in the sense that everybody explicit-

ly. agreed that this should be our rule. Thus, in terms of the content

alone, this decision is not obviously collaborative. Yet the non-verbal

%Ws tosiel

responses of everyone present toAmy words and to the handshake.",

of the persons involved in the fight showcd. that they willingly conaborated

-in the process, even though their merging roles in the crisis must have
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been as nd and strange to them as mine was to me. This implicit

collaborative process resulted, I believe, from the clarity with

which the collaborative spirit of the program became etched against

01017e,

theAusual experience of all present(Tilimmy that in emergen-

cies some people strive to gain control over others and scapegoat

them. kr judgment that this decision was genuinely collaborative

because it was collaborative in spirit is just that--my judgment,

which I offer in order to solicit the reader's judgment in turn. There

cannot be empirical (i.e., explicit) proof in the case of a proposi-

tion about the presence or absence of an implicit quality. At the

same time, the general proposition that the mark of true collabor-

ation is its spirit calls us to continuous judgmt:,,nt to steer a colla-

borative course (and as this spiritual judgment becomes explicit ane

empirical in the form of collaborative research it Lecomes reined,

not obviated).

To summarize, epistemologically41,the spiritual quality of colla-

boration is asserted as primary, but cannot be proved as such except

through personal, experiential verification. Experientially, content

always reveals itself as primary (in the sense of focal), but the

problem of primacy does not even occur to one unless concepts of im-

plicit process and spirit lead one to question the quality of one's

actttt4c)!
V &401.40.sp.4.-4-c,Q, Tenuorally, the invisible miraculously beccmas visible, the

spirit embodied; but only if and when knowledge and experience, Intel-

ligence and appearance, enter into dialogue with one another, each

humble in its service to the other, yet loyal to itself.
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Into this delicate and dynamic dance o Doration, a strancr!r

now enters. Never before having been expo.:.,-)d to its rhythms and music,

he hears only noise, sees only confusion, experiences only chaos.

Part-lers striving tcwarda the creative tension of complementarity appear

to the stranger merely to be struggling against each other. Repulsed

by the lack of organization and determined not to be sidetracked by

the participants' efforts to explain away their obvious malfeasance,

he shouts as loudly as possible (in order to have any chance of being

heard above the racket) and tries to break up the various distracted

aggregates (in order to make possible concentrated attention on the issue

at hand).

I hope I can meliet,i!-t.5.-rt444,q..y. usefkla the above metaphor--mtrir..17'T-Tru

4., rt,1141%-alArrbt-ect-i-tn?..--ef'

mtljteA

Ole-pixA4ew6-.F.A4-4-r.ai.-11....1:44-4.4,Asiniple point 1....1.4-.e.itt--terytrtito about the

painful conflicts engendered within the program by varying understandings

of, and coantitxnts to, collaboration. I blush somewhat at the contrast

w
between the rhythmic dance of my metaphor and the blundering progress of

the program. Still, I'll defend it too, returning as early as the in-

cident between Luther and Melinda at carp (p.f4 ) ,..444-rvi-4..t..ots a micro-

scopic example of how a rhythm can develop in the midst of what would

appear as destructive conflict or chaos to most strangers. (And, in

this sense, some mambcrs of the staff of the program could be counted

as strangers.)
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Significantly, no differences of understanding, skill or commitment

during the first summer resulted in the systematic undermining of the

program; and this despite the fact that some of the same ideological

divisions between ,....;-,-1-&-r7ttt; and authoritative approaches existed

as during the second spring and summer. I would say that this was

because during the first summer each dance was an improvisation, each

shout a call to a nog dance of potentially equal validity to the last.

There was no established rhythm to destroy (to the frustration of those

who favored the authoritative approach). By the second summer a shared

rhythm, albeit admittedly and obviously a highly tenuous one, had

developed. Because this rhythm was not primarily ideological in quality,
lr

that is, because it wont beyond the realm of contnt, it wa3 less visible

and therefore more easily violated and less straightforwardly defensible

than rhythms which are established by fiat on the basis of some pre-

supposed authority. I believe this rhythm, visible only to sane, explains

the difficulty new staff members had in digesting the status and direction

of the program, (see p.2.17) as well as the comparative destructiveness of

their misinterpretations.

The increasingly vulnerable nature of each succeeding stage of

evolution Jf a new culture, or micro-culture 1...iithin a culture, suggests

to me why I cannot think of a single culture which has developed to the

stage of collaborative research (although the Mayan, Tibetan, and pre-

historic Hindu cultures may have approached it, and the Communist Chinese

seem to me to struggle in that direction) and why, indeed, so many cultures

-begin to decay after meeting the visible, physical challenges.



BEST COPY AVARABLE

There must be ways and resources to socialize nod members to share

such a rhythm, without simply demanding their outward conformity to it

(for then they wouldn't share in the rhythm). In fact, although I

have"&scribed this rhythm as particularly vulnerable, there must be

another sense in which its inward coherence endows those who share it

with a special strength. But, the core staff's difficulties during

ana nfter the selection of nea tutors and at the outset of the second

summer show that we did not discover such a way, nor learn how to use

creatively whatever "special strength" we may have had. Although I felt

good at the time, and still feel good, about my own and the core stpff's

ability to diagnose the changing demands on our leadership implicit in

the internal organic developmant of the program, the teesion bets.cen the--

maturing program and new participants (or old participants who did not

share the rhythm) evidently required still other leadership skills which

we did not have to the necessary degree.

In my case, my subsequent, more successful handling of this dilemma

in other situations suggests to me that my leadership then was hampered

by the weaknesses I have already alluded tu in the previous chapter t

--my averrationalization, my retreat fLom emotional confrontation, my

sacrifice of all strength for fear of imposing on others.

Also, I believe I misconceived the process necessary for us to go

through with the Lutor applicants. I and the core staff kept viewing

our aim as developing collaboration at the original "content" level

with the now staff, whereas it should have been to achieve collaboration

at the "spiritual" or social research level, sf.nce that was. the phase of
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active collaboration that the program as a whole was entering. Thus,

in a certain sense, the new tutors' continuing intuition that decisions

had already been made and their mistrust of us (p.26t) were well

founded, while our effeOrt at one and the same tima to socialize them

'IN4cs:c.?;t

to norms in the prr dram (i.e., "spiritual" collaboration)

and to urge thou to "content" collaboration contained elements of self-

contradiction. My sense now is that we should have constructed the

selection and training process to focus on:qand clarify our commitment

to4collaborative research, not collaborative deci sion- making. Such a

focus would simultaneously have revealed our priorities, made the im-

portance of an accurate appreciation of the history of the program more

inmedi to P"n4r1r° "r1 4-7-,,-c-4^- that =search was superimposed on the

"real point" of the program, and prepared the now staff for the kind of

collaboration that I believe was feasible and necessary during the

second summer session.
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XVI. HISTORICAL STAGES OF ORGANIZATIONO DEVELOPMENT: I - THEORY

The previous chapter introduces the concept of temporal stages of

development in the Yale Upward Bound program. During my reflections

about the program, I had access to a number of historical theories of

individual, small group, organizational, and national development

(Bennis and Shepard,(V; Hinton, 1966; Lippitt and Schmidt, 1967;

Mann, 1966; Mills, 1969; Piaget, ; Slater, 1966). One night a

particular way of reformulating Erikson's (1959) theory of individual

development occurred to me. It seemed to apply to the organizational

development of the program and, indeed, to each subpart of the program,

such as the staff training periods each spring and the residential

sessions each summer, offering a more detailed sense of sequence than

6,117(641xec14

the three-step development of collaboration explaredrin the previous

chapter.

Later, I discovered an additional source of elegance in using

Erikson's theory. I realized that I could also apply his theory to my

personal stage of development and thus perhaps come to understand some-

thing about how the personal development of a leader affects the develop-

ment of the organization he Lads.

I would like to present the theory and my reformulation of it in

this chapter and then investigate how well it organizes the experiences

of Upward Bound in the next chapter. IQ h z c\NAlptr. Ape r "thci

0.11 4N, some of.AvOes c hec the -fNc.ry eNt.:) e pvIIIect

of_int;\,, oNs; bvs ;1(4 s L 1,2;40 eck'OCi.
kj
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Erikson's theory proposes that an individual faces eight major social

dilemmas during his lifetime, which he confronts in a definite sequence,

each revealing itself as the individual achieves some kind of resolution

to his previous dilemma. If a given .lilemma remains unsatisfactorily re-

solved, then the individual will tend to continue struggling with it as he

meets further dilemmas and will, consequently, tend to resolve the further

dilemmas unsatisfactorily as well. Erikson names and sequences the dilemmas

as follows: trust, autonomy, initiative, industry, identity, intimacy,

gencrativity, integrity.

If a baby's environment (e.g. immediate family) responds trustworthily

to his needs, the baby can gradually afford to turn his attention to discovering



-352-
BST COPY AVAILABLE

and asserting his autorerf, rather than having to remain concentrated upon

a depriving environmnt in order not to miss whatever occasional gratifi-

cation it may offer. Developing a clear sense of his physical separateness,

the child can recognize his possibility for testing initiatives in relation

to others; and only through such initiatives can competence at playing

socially defined games (whether these be recreational, academic, familial,

etc.) gradually be &volopcd. This is Erikson's industry stage. If the

individual never satisfactorily resolved the dilaama of trust, he will taro

to mistrust the environment ihroughout the autonomy, initiative, and in-

dustry stages, regarding it as manipulating his supposed self-expression.

If an individual develops a variety of coritences, the question

naturally arises as to which he will devote his time to, what social role

he will take, %.,hat i.ae i he will choose. ('.'his question can, of course,

become considerably more complex and anguishing than it appears here if

the potential roles imply conflicting values.) Given not only a physical

but also a social sense of individuality, separateness, aloneness, the

person develops both the motivation and the possibility for a deeper re-

lation with others (since a relationship can be no deeper than the indivi-

duals involved, the union no more profound than the initial distinctness).

From genuine intimacy, that is, from self-transcendence, a creative new

result becomes possible. The most obvious example of this process is the

conception, amniotic nurturance, and birth of a nod child. But the ger17

eriltivity stage equally describes creative artistic, scientific, or

political work-action. Then, for the person who has explored fully

beyond the confines of his pre-existing culture and successfully realized
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these explorations by changing the culture, a nod quality of self-

definition becomes possible. Erikson names this possibility "integrity..."

The person who achieves integrity can experience imd express his role not

merely in terms of the current society, but in broader terms--in historical

terms, .n terms of man's cosmic role on earth.

Xt46 G ir L. (004 pci)
3titititirtrriri7,-4it64erra I noEtd some surprising- correspondences among

various stages. For example, "autonomy," "identity," and "integrity" all

seemed to have in common a quality of self-definition, of recognition of

the boundary separating oneself from, and relating oneself to, one's en-

vironment. "Initiative" and "intimacy" seemed to have in common a quality

extending oneself beyond one's boundaries, testing new modes of relation-
?

ship to the environment. "Industry" and "gcnerativity" seemed to have in

common a quality of producing a product, of enacting a behavior, of ex-

pressing oneself, or of creating something to which the environment responds

favorably. I noticed further that these correspondences could be visual-

ized by rearranging the stages into three columns, as follows:

autonomy

initiative industry > identity

intimacy > generativity s> integrity

This rearrangement of the stages preserves Erikson's sequence if read

from left to right and from top to bottom.

The next question that presented itself to me was, can the columns

and rows be named? Naming the columns seemed fairly straightforward, since

it involved summarizing the correspondence5 :among the stages that I had

already intuitively noticed. I named the left column "relational experiment-

383
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Before trying to show in any detail has these stages might be

translated into
organizational terms, I will describe how I recast

than into a 'matrix which throws into relief some major
correspondences

and discontinuities
implicit in the theory. But the reader may already

be able to imagine some of the organizational analogies to these stages.
For example, the issues of developing trust between baby and environment
may be analogous

to issues of capitalization or funding in new organi-
zations. And a child's

initiatives may be analogous
to organizational

experimentation with different structures or ways of delivering
services.

Before I made any such translations
from the individual to the

organizational scale,
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ation," the middle column "successful nToznylTZi

the right column "self-recognition." 'V

mist15.1*,

Next, names for the rods: tecAthree sieges in the "self-recognition"

column suggested differentiating physical autonomy from social identity

from historical or comic integrity. This Ufferentiation of physical

fram structural from cosmic struck a familiar note. In my previous

thought (which appears in Learning from Experience: 'ki:ard Consciousness)

I had distinguished three qualities, or levels, of experience, calling

them "behavior," "structure," and "consciousness." In the previous

chapter on collaboration, the reader will recall that I used still other

terms for three qualities of experience, naming them "content," "process,"

and "spirit." And in presenting the theory of liberating organizational

structure in Chapter la, I used a plethora of different words to character-

ize three qualities of experience (p.232.) . Altlough I wish to assert that

all these differentiations refer to essentially the same phenomena, I have

so far resisted using a single set of terms in all cases because I fear

that others would thereby be encouraged to adopt or resist a particular

terminology rather than to test for these qualities in the varieties and

subtleties of their own experience.

*The reader may note something of a correspondence between these terms and the
more abstract terms of the dialectic: thesis, synthesis, antithesis. In re-
lational experimentation, the person (or other system) operates in a qualitatively
new way, tries out positive new possibilities. In successful environmental man-ifestation, the person melds the experiments into a skill that expresses him-
self and is of use to the enviornment, thus achieving a synthesis between self andenvironment. In self-recognition, the persee iifferentiates himself from the en-
vironment, determining his limits, recognizing in what ways he is an antithesis to
the environment. A second kind of synthesis (or, in Hegel's term, "Erhobung" -
"uplifting") occurs in the transition frem level to level when the appropriatemidwifery is at hand. Thus, movement through this model differs from the classical
notion of the dialectic by interposing a second kind of synthesis (perhaps weshould call it an "Lt.niedrigung"-"a lowering," "a stepping down") between thesis
and antlthesis. Moreover, the model introduces a "vertical" dialectic (among the
levels of experience) to complement thci "horizontal" dialectic. For growth boel a
"horizontal" and "upward" effort through time and a receptivity to a timeless
"downward firming" grace is necesswy on the part of the individual (or ether'.
system) . 390
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and on the importance of the modalities of "holding on" and "letting go"

at this stage (1959, p. 69). Using the term "social" to refer to the

initiative, industry, and identity stages seems to correspond to Erikson's

emphasis on the groing child's exploration, mastery, and self-definition

. within social struct'Ares.

yro Ric AL. 061 cos tvfte. I.tat
Using the terms "historical" os. "cosmic" to refer to Erikson's

intimacy, generativity, and integrity stages way, however, appear to the

reader already familiar with Erikson's theory to stretch or distort his

t4
meaning of the terms.

W 50
-6Q..tdoes suggest that the three stages have some-

thing in common by naming them "Three Stages of Adulthood." But his

stages appear to d:scribe processes relatively corm among adults,

whereas my terms "historical" and "cosmic" seem to prescribe processes

relatively unccwmen among adults. For example, he speaks of intimacy as

follows: "...It is only after a reasonable sense of identity is estab-

lished that real intimacy with the other sex (or, for that matter, with

any other person or even with oneself) is possible...lhe surer (a youth)

becomes of himself, the more he seeks (interpersonal intimacy) in the form

of friendship, combat, leadership, love and inspiration (1959, p. 95)."

Of generativity he says, "(it) is primarily the interest in establishing

and guiding the next generation...(1959, p. 97)." Nothing in these words

suggests uncenmon processes of "historical" or "cosmic" proportions.

Only when he describes the stage of integrity does Erikson write in

such a way as to sujgest that its achievciront is relatively uncommon. !le

begins his description as follows: "Only ho who in some way has taken

care oC things and p' ogle and has alaptcd himself to the triumphs and

391
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disappointments of being, by necessity, the originator of others and the

generator of things and ideas - -only he may gradually grow the fruit of

the seven'stages (1959, p 98)." And, as if rece:jnizing that he has

begun to sound prescriptive rather than descriptive, he immediately

follows his discussion of integrity with the omment: "At this point,

I have came close to overstepping the limits. ,that separate psychology

from ethics (1959, p. 99)."

I believe Erikson's problem here stems from a false dichotcmy

between description and prescription, between science and ethics.*

*In fact, every concept imlies both description and prescription, both
'a measurement and a standard for measurement. Thus, the concept "chair"
describes certein phenomena catmonly found around homes and offices only
if, and to Cle extent that, these phenatena fit the proscription of a
chair implicit in that concept. Nua, since chairs are so common and
since persons sharing our language and culture tend to agree quite easily
about what objects fit this concept, we ordinarily focus on the descriptive
quality of the concept "chair" rather than on its prescriptive quality.
Also, since chairs cannot hear us and cannot make choices about future
behavior in response to what we say, we never think of ourselves as making
an ethical judgment when we decide that something is or is not a chair.

On the other hand, if we say to another person, "Yol have no integrity,"
this may sound like a pure ethical judgment. "Integrity" probably Sounds
like a good thing and lack of integrity like a bad thing, and the assertion
that someone lacks integrity would imply to many people that that person
ought to gain integrity. But it wouM be true that this person ought to
gain integrity (indeed, the statement would make sense) only if all the
following conditions are met: (1) the person is free to choose different
behavior in the future; (2) it is his intention to develop integrity;
(3) the concept "integrity" means the same thing to the speaker and the
person spoken to (i.e. they agree on the standards and icasures for de-
termining the presence or absence of integrity); (4) the person spoken to
trusts the speaker's actual measurement in this case.

This little detour suggests several conclusions: (1) although common dis-
tinctions are habitually regarded as solely descriptive and time:111°n dis-
tinctions aro often reclardcd as prescriptive rather than descriptive, all
statements concerning hitnin affairs imply both measurement(description)
and a standard o[ m.:,asuruncnt(prescription). (2) a person may be so unaware
of this and other implicit qualitici; of statements concerning human affairs

3
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And I believe that, because he treated this dichotomy as important and

wished to avoid apparing to presolibe uncon:non standards for others,

Erikson offered a less clear discussion of the last three stages than

of the others. Ind(led, the Rost striking evidence for this proposition

is boa much he doesn't say: he treats the three adult stages in four pages

after devoting forty pages to the five earlier stages!

Erikson also provides indications in what he does say that achieving

intimacy and gencrativity requires an unusual realization of a historical

or cosmic quality in a person. He ends his discussion of intimacy with

the following:

Orgastic potency...means not the discharge of sex
products in the sense of Kinsey's "outletp" but
heterosexual mutuality, with full genital sonsi-
tivity and with over-all discharge of tension from
the body. This is a rather concrete way of saying
something about a process which we really do not
understand. But the idea clearly is that the
experience of the climactic mutuality of orgasm
uprovicies a supreme example of the rr.ubual regu-

lation of complicated patterns and in some way
appeases the potential rages caused by the daily
evidence of the oppositeness of male and female,
of fact and fancy, of love and hate, of work and
play. Satisfactory sex relations nuke sex less
obsessive and sadistic control superfluous. But
here the proscription of psychiatry faces over-
whelming inner prejudices and situational

cont.

that the explicit content of a statement he makes directly contradicts these
implications and makes the statement existentially untrue, inoperable in terms
of realizing the spirit of truth, indeed a destructive, ultimately reaningless
interruption; (3) the statement "You have no integrity" is not necessarily an
ethical judgment (p.roscription): it ray be meaningless; (4) if the statement
is an ethical jud;mcnt (i.e. if it r.Jets the four conditions), it is also a
selentific statnt (description) since conditions 3 and 4 summarize the
scientific projoct. (This discussion may comcwhat elucidate my even briefer
reference in the prc.vious chapter 4):V46] to the interdepondence of judgment
and social reseiLrch.)

393
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limitations in parts of the population whose
sense of identity is b:Ased on tno complete sub-
ordination of sexuality and, indeed, sensuality
to a life of toil, duty, ard worship. Here only
gradual frank discussion can clarify the respect-
ive &.Ingers of traJitienal rigidity an:1 (.0)ru:Jt

or merely superficial change. (1959, p. 96-97)

sts1
coiti

There are many intimations in these words that intimacy refers not to an

ordinary adult relationship but to an extraordinary relationship, indeed

to a relationship that transcends everyday cultural dichotomies such as

love-hate or work-play and thereby confronts ."Overhelmi.ng inner pre-

judices and situational limitations." Orgastic potency means more than

merely the ability to have sexual intercourse, so much more that "we

really do not understand."
4

In his single paragraph on generativity, Erikson's reference to its

extraordinaly, or rather extra-cultural, quality occurs in the conclusion

to the sentence I quoted earlier as evidence of his treatment of goner-

ativity as a common phenomenon. To repeat and complete his statement:

Generativity is primarily the interest in
establishing and guiding the next generation,
although there are people who, from mis-
fortune or because of special and genuine
gifts in other directions, do not apply this
gift to offspring but to other forms of al-
truistic con n and creativity, which may
absorb thou/ .ind of parental responsibility.

This formulation makes all forms of creativity other than parenthood appear

as alternatives which exclude parenthood rather than complementing it.

Thus, it makes the creative transformation of culture appear like an

unusual process not only in current practice but of necessity. I see no

reason why this should be so. Indeed, Erikson's description of generativity

391
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would be more nearly analogous to his description of intimacy if he re-

garded parenthood as exemplary of the stage and proceeded to suggest, as

he does in the case of sexual intimacy, that creative parenthood is actually

a rare phenomenon.

These investigations and reformulations hopefully provide a clearer

context for naming the three final stages in the bottom rcw of my model

"cosmic" or "historical". I may, hvever, have created one misapprehension

that I would like to clear up. My various references to connotations of

the unusual and the extraordinary in the terms "cosmic" and "historical,"

as well as in the three stages they are intended to refer to, Ivey suggest

to the reader that I mean that those stages are necessarily restricted to

,the rare men and vwcmen wiio win a place in history by virtue of their

efforts to enact their own cosmic role with integrity and to help Tani:1.nd

discover and fulfill its cosmic role. I do not mean this. I do believe

that up until our time only rare men and vituy,-...n have envisioned and pract-

iced this kind of effort in their daily lives

I also believe that at any one time: some persons more fully appreciate and

enact the essence of this effort than others and therefore more succc::-

fully share and spread its enactment. And I also believe that, especially

in the early moments (years) of approaching this effort, excessive air.:; and

claims can, and often do, kill the (necessarily hidden) ovum. In principle,

these barriers do not prevent any of us from struggling toard an und.:T-

standing and enacUnant of this effort and then practicing this effort in

search of the cosmic rhythm which enacts us, each stop drawing us closer

391
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to this vision and, just as surely, destroying it for a more far-sighted

vision. In practice, th,_,se barriers may prevent: us all from so evolving.

Now we can sec the outline of the entire model:

Physical/
behavioral

Social/
structural

,Cosmie/
historical

Relational
experimmtation

Successful
environmental Self-
manifestation recognition

etw,....,...,...Am...Mle

-..--

--:

1U TOM:TT 1)Nt>143 n

ahe reader will recall that the first two boxes of the top row are still

empty. If we ask what stage occurs before autonomy (which appears in the

Physical/self-recognition box), Erikson's answer is "trust." I did not dis-

cuss this stage when I first introduced the model because, initially, the

concept of trust does not appear to share much in common with the concepts

of industry and generativity (at least, it didn't to me). After all, in

what sense can we say that a baby works .:or his living? What does a baby

produce? But once we develop the concept of "Successful environmental

manifestation," awkward as the terminology is, we can begin to see that the

trust stage may indeed have something in common with the industry and gen-

erativity stages. what is at issue for, the baby in the trust stage is

whether he can get a favorable responr-ze from his environment for his physical

39('
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needr. Sometimes the baby is regarded as "utterly dependent" on his mother

and thus in quite a different posture from the youth who decides independent-

ly to train himself to play baseball well. But, in fact,- the youth playing

baseball is just as dependent on the pre-established structure of the game

of baseball as the baby is upon the physical. preser!ce of his mother. Simi-

larly, I would argue that the generative person, while as free from social

structure as the youth playing baseball is free from the physical presence

of his mother, is as dependent upon cosmic nurturance as is youth upon

social structure and baby upon mother. I would also argue from the other

side that the baby is in fact not "utterly dependent" upon his mother in

the dominance -- submission connotation of this word. Erikson uses terms

like "mutuality" and "mutual regulation" to describe this relationship a its best;

(1959, p. 59). lb says that it is not so much the quantitative amount of

or ht.r;
attention focused upon the baby that engenders a sense of trust in him& but

rather the quality of the relationship (1959, p. 63). IN'llat this can mean

was beautifully illustrated for me when F. father told ma that his five-month

IV NOS lt ;

old son enormously enjoyed being danced witnA held closely, but moved in

ever new ways. If the father became lackadaisical and habitual about his

dancing, repeating the same pattern, the baby soon tired and began to

whimper; if the father became more creative, the baby responded joyfully

within seconds. Neither father nor son unilaterally controltfa this

process; instead, they play together, each creatively responding to the

other. This quality of relationship may be an important precursor to a

man's later possibility for loving his work and generating lovable work,

rather than being con:pulsivc.) alxxit, or alienated from) work.

397
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;Chen we ask what is the stage before trust, what is the Physical/

Relational ETerim.2nUation staije, Erikson is no longer any help for he

mentions no such stage. It seems fairly self-evident, though, that birth

itself qualifies as both the major experiment of a Ixiby as a physically

separate being, transcending by this experiment its previous state as

organ of the mother's body, and as the introduction to possible experi-

perAZ with qualitatively new kinds of relationships--relationships with

physically external beings and objects.

This last stage, which takes us beyond Erikson's theory, introduces

two other ways in which the model I have built: can take us beyond his

,theory. First, the birth stage points back to a pre-physical-behavioral

level, the level of the organs, which in the case of the foetus can be

divided into the stages of conception, prcgnancy (for lack of any obvious

word that might hotter comunicate the mutuality of this process), and

ktr-v14.1.

development of humanoid form with its own subordinate organ systems.

"Below" the level of the organ, we could presumably disti .guish further

levels, such as the molecular and atomic. At the other "end" of the model,

it is provocative to consider death as introducing the next level of
.

relational experimentation beyond integrity. So, the model points beyond

itself.

Second, we know that birth is potentially a traumatic process, with

a very high chance of death relative to any other particular time in a per-

son's life; and the quality of preparation by the mother and the quality of

the midwifery make a very obvious difference in the likelihood of trauma or

399



zasnlen at the
break-transition between each pair of levels. Trauma and death are less visi-ble at the point of transition between the physical and social levels for sev-eral reasons: (1) because thought, feeling, and culture are not physicallyvisible; (2) because cultures are generally prepared to socialize children; and(3) because in our culture parents undertake much of the task of midwifery in theprivacy'of their homes. Still, we can see trauma and social death in extreme in-stances of cultural unpreparedness, such as Helen Keller's upbringing, deaf anddumb and totally separated fran the social world of language, until the miracleworker arrived with little-knagn (cultural) tools of instruction and an incre-dible dedication to her midwifery.

Another example is Colin
TUrnbull's TheLonely African (1962) which tells of the

disorientation and inward death ofAfricans torn between tribal and Western cultures. Other scholars recount thesocial and sometimes even eventual physical deaths of emotionally and physicallyisolated children, whose parents have forfeited their role as social midwives.5
(Bettelheirt, 1969;,Davi2, 1947) .

Trauma and death at the point of transition between the social andcosmic levels tend to be still less visible because cosmic rhythms, intuitions,and lifetime-forms are not visible to ordinary, merely outward perception(see Castaneda, 1971 and Steiner 1947 on the difficulties of, and preparationsfor, spiritual
"seeing") and because, ironically, trauma and death are socommon at this
transition that birth into a higher reality is virtually

unimaginable. For example, the gradual process of rigidification of ideasand feelings into crystallized patterns unchanged by experience, which weobserve in most persons as they grow older, is often taken to be a normal
and inevitable

process of life rather than a sign of spiritual death. On theother hand, the concept of death in life and rebirth in the spirit is expressed

a 9 9
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in the original writings of the great religions and in other myths (Campbell,

1949), and, just recently, we have begun to see increasing numbers of auto-

lx.ographical accounts of efforts and traumas in the quest of the grace of

spiritual rebirth (Ousponsky, 1949: Herrigel, 1953; Kazantzakis, 1965; Castanecla,

:1969, 1971, 1972; Raymond, 1971; Lilly, 1972). (Without discussing it here, I

note that this analysis prompts us to ask what are the analogues at the Cosmic/

Historical level to "preparation by the mother" and "midwifery" at the Physi-

cal/Behavioral level..

Why is it that although persons commonly achieve the social level of

development they very rarely achieve the cosmic level of. development?

THE INFLUENCE OF BUREAUCRATIC ORGANIZATION

This question directs us for the first time to apply this model to the

quality of our culture and the quality of our organizations. When

first studied Erikson's description of the industry stage in children,

I was struck by the analogy to bureaucratic organizational structures.

w Mk conplA1V.e)

At the industry stage, youth compete to win,\taking the rules of the game

for granted as natural and just. Bureaucracy =dais itself after such a

game, creating a fixed set of rules as to goals, roles, authority, and

communications patterns for particular jobs, within which the job-holder

is presumed to work more efficiently as he questions the structure less.

job-holders who have not developed past the industry stage probably ap-

preciate and perform well in such a structure, but at the same time the

structure itself will thnd to inhibit them from further personal develop-

ment. Meanwhile, to the degree that a person has developod or is motivated

4C0
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to develop beyond the industry stage, he will tend to be frustrated by

bureaucratic structures and will. withdrzza his en:.A.gies frail them or try

to change them, thus disturbing their equilibrium from within. Also, to

the degree that thc external environment is turbulent and changing, it

will Ocprt pressure on bureaucratic structures to adapt, thus disturb-

ing their equilibrium from without. But, since the bureaucratic system

is open only at the behavioral level and not at the structural level

(i.e. it can take in new inputs, plant, or personnel and produce some

product or service far the environment, but it has no built-in process

for restructuring its goals, roles, etc.), it tends to ignore disequili-

brig, or to respond inappropriately, or to undergo a traumatic crisis,

or, the most recent popular tactic, to develop a leadership which attempts

to leapfrog over crises by conglomerating organizations.

Despite these problems, bureaucracy continues at this time to be the

Vicreolers
predominant organizational form in modern society. 146-444e-s4N0.44% there

are indications that the predominant influences in our culture as a whole

can be characterized in much the same way. Certainly, our predominant

value and reward systems revolve around the financial and material bene-

fits of playing the career game well. It's whether you win or lose

that matters, not how you play the game. From early childhood middle

class children tend to be socialized to be "achievement-oriented." Adam

Smith's "invisible hand" and John Stuart Mill's "free marketplace of ideas"

both support this atmosphere by implying that it is unnecessary to attend

to structural and processual variables - -they will take care of themselves

'hnd of us if we will just take them for granted. Although there are plenty

4(.)1
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of sophisticated argumc.nts against those positions, their legacy of laissez-

faire liberalism still penmeates many of our presuppositions and attitudes.

Furthermore, I FalSr..0Ct. that in an ironic way our long history of undisturbed

constitutional governmmt also contributes to our closodnoss to structural

charry3. At lcxt., one rarely sees func.lamental recallibration of our

system of government seriously discussed (for an exception see Price, )

despite the nominal openness of the constitutional process to such recal-
,

tc.4sor"

libration. The recon
,

tA-est.ructuring of the Democratic party and its 1972
/\

convention was a rare example of this process in our political history.

We can find further evidence for the social and organizational pre-
/

dominance of structural closednoss by turning from a macroscopic to a

microscopic level of analysis and observing huo/ people characteristically

work and make decisions together. A decision-making process that reflects

structural closcdness would be one that does not explicitly acknowledge

and experiment with alternative possible ways of structuring problems,

nor with the alternative value systems that alternative structures pre-

suppose, and does not confront and resolve the emotional commitments and

reactions of various participants to such alternatives. (Implicit in

this argument is the view that people's emotions come into play increas-

ingly as decisions more explicitly concern core values rather than mere

questions of utility.) A decision-making process reflecting structural

closedness would also implicitly create a climate encouraging conformity

to the implicit values of the operative but unexamined structure.

Argyris (1.969) has found that precisely such a climateone in which

experimenting and state nents of feeling almost never occur, and in which
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confondty is encouraged more than individuality--exists in every or-

ganizational grolip he has studied in business, consulting, government,

rese,a-ch and doveicent laboratories, and univer:Aty settings. (I

introduced this finding earlier in the discussion of the core staff

development, Cir.;)terci, p. ). Moreover, in examining social psych-

ological literature, Argyris found tha,6ocial psychological theories

were formulated as if this were the only kind of soc;.al process possible.

Indeed, in another place (Argyris,11111) ho shores that the environments

and relationships created by social scientists in Drder to generate

knowledge (e. g. laboratory experiments, questionnaires) reproduce the

boom crpit
same kind of social process thatrganizations do.Agpcial science as

it is currently conceived and practiced itself reflects the industry

stage mode of funCtioning. I have already referred to one symptan of

this kind of science when I discussed the belief that description can be

dichotomized from prescription, fact from value (see footnote,

Considering. those various strands of evidence about the predominant

quality of organizational structures and the cultural climate, we can

understand more clearly why individuals commonly achieve the social level

of development but very rarely achieve the cosmic level of development.

Their social milieu tends to pressure them taaard the industry stage as

children and thenAretard them from further develcpment thereafter.

Because in this mode the given structure is regarded as the basis of

order, it tends to permeate the way all activity in the society is or-

ganized, rather than yielding to varied modes of organizing, depending

upon the purpose or problem or age group involved.
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Richard Nixon's thought illustrates how the bureaucratic mode can

become a total worldview rather than merely a way of organizing subordinates'

work efficiently. In an interview with Saul Pett of the San Francisco

Examiner and Chronicle (January 14, 1973, A-11), Nixon focused first on a

quantitative measure of his own productivity as PresAent: "I haven't had

to miss a clay because of illness. I thought that was some kind of record

but I find that Truman beat it, except he didn't do it in an elected four-

year term. So, I'm the first four-year President who hasn't missed a day

in office..,."

The hint of competitiveness in the former statement is amplified by

the next topic to which Nixon turned: "I believe in the battle, whether

it's the battle of a campaign or the battle of this office, which is a

continuing battle. It's always there wherever you go. I, perhaps, carry

it more than others because that's my way....The worst thing you can do in

this job is to relax, let up....You can't be relaxed. The Redskins were

relxed in their last game of the regular season and they were flat and

they got clobbered." Here Nixon very explicitly expresses his worldview

as a matter of personal faith, using competitive situations of low trust

(the battle) and pre-defined structure (the football game) to exemplify

.4

life as a whole.

The interview repeatedly shows Nixon's tendency to conceive of reality

in dichotomous terms. The most interesting example occurs when he dichoto-

mizes men and women, in the midst of attributing this very same tendency

to women: "To most women, things look black or white: a man tends to roll with

events." The example of dichotomous thinking which often recurs in Nixon's
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comments during the interview is the division between reason and emotion,

between objectivity and subjectivity, between the political and the personal.

He believes that these "opposites" ought to be kept separated and he works

hard to separate them in his own life.

It does not occur to Nixon that emotions provide information about

one's relationship to the rest of the world, which, if treated openly with

the other parties to the relationship, can result in reasonable dialogue and

ecstatic resolutions. Such a scenario presupposes an ability to develop

sufficient trust to ris.K increasingly significant degrees of openness.

Or, to put it another way, such a scenario presupposes an ability to restruc-

ture the relationship. Neither of these abilities belong within the consciously

appropriated experience of a person operating within the bureaucratic

worldview, so it is hardly surprising that Nixon does not envision a

dialogue betwe:ni reason and emotion.

Instead, he says: "I never allow myself to get emotional....I find to

handle crises the most important qualities one needs are balance, objectivity

and an ability to act coolly....I never watch TV commentators or the news

shows when they are about me. That's because I don't want decisions influenced

by personal emotional reactions....Decision makers can't be affected by

current opinion, by TV barking at you and commentators banging -way with the

idea that World War III is coming because of the mining of Haiphong nor

can decisions be affected by the demonstrators outside0404 / probably am more

objective -- I don't mean this as self-serving -- than most leaders....When

you're: too subjective you tend' to make mistakes."

There can be no doubt that pure subjectivity lends to mistakes.

The irony is that when objectivity can be achieved only at the price of
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eliminating from consideration all "subjective" responses in oneself and in

the body po!itic, then one has eliminated the very information which politics

at its best reaznns from. Thus, one retreats from ccnfrontation and dialogue

among visions, postures, and values to a battle in which one "bets on"

one's own subjective vision and "backs it to the hilt," In short, Nixon's

kind of objectivity inevitably becomes solipsistic subjectivity over time

as a direct result of his resistance to subjectivity at any one time.

Nixon may succeed in keeping his subjectivity, the irony of the situation,

and the ultimate contradiction in his behavior and thought below his thresh-

hold of awareness. Even this "achievement," however, is severely threatened

by the increasingly tight feedback loops which emerging cybernetic society

provides for public behavior, as exemplified by the Watergate crisis and Me_

te ley isvea r ings 40m;I tyL ymplc..r 4) I'm,
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The bureaucratic mode hust be treated as a patholcgical expression

of the organizational analajuo to the industry stage of individual de-

velopment. For the qmies to which a youth is introduced are not nee-

* struct-LKAI
.

essarily closed t3-47-eittee+a-1.4M; as is bureaucracy, even if the

youth initially choescs to take their structure for granted. A youth

can learn judo by copying and working with soireone already proficient,

treating the whole exorcise as merely concerning an outward skill.

But the rhetoric and practice of judo is not confined to this level and

does not confine the learner to it. It carries the question of haw to

remain balanced while in notion to each level - -the physical, the am-
.

tional or intellectual, and the spiritual. When th,,, learner wishes to

raise such questions, they will not contradict the structure of the game.

Instead, encouraged to pursue his questioning, the learner may come to a

ding of the structure ofdifferent sense, appreciation, and understan
1 (...4(2:211...r,1._.

: , e cs )

juddOTAs one stage of growth, and to other stages, there

is nothing patholrtical about learning to play games well according to

pre-defined structures that one (for the time) takes for granted. In a

mature culture, such games will be fully and truly educational. They

will help to open the individual to the next stage of growth as he

masters the given stage.13ut haw does a culture as a whole transcend

itself? Itillat are the ironic games through which the cosmos seeks to

educate us? The answers may be blowing in the wind, but we will have to

ask the questions as a community in emergency before they are likely to

reveal themselves to us. In the meantime, our culture will continue to

appear fixated at the mental and emotional age of about4and will con-

tinua to frustrate personal development beyond that age.1

t-1.1$7Tv. t 407



INSERT Z

p. 368

This deductive analysis of the pathology inherent in the bureau-
cratic mode of organizing is confirmed inductively by Chris Argyris in
a career of empirical research, review of the literature, and theorizing
(1957,1965,1972). fle argues that pyramidal structures tend particularly
to infantilize their lower level employees whose jobs are most tightly
pre-structured. In an earlier study I traced how such infantilization on
the job was correlated with impoverished leisure lives and impoverished
political expression (1972).
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Finally we can draw the completed mdel of individual development

in our society. The rms and columns have been nanr,d, the bmes filled,

other levels of reality pointed to, the breaks bAween levels discussed,

and thc2 pressures accelerating development tadard the industry stage and

retarding develoment beyond it illustrated.

,ge
(What must be reemphasized because the diagram does not make it obvious is

that the model does not make successful resolution of each stage a precon-

dition for entry to the next stage. Thus, a child may emerge from the

trust stage with a basic distrwt of others, and an adult may emerge from

the intimacy stage with a sense of isolation from others.)

409



Physical/
behavioral

Social/
structural

Co limic/

historical Intimacy Gencrativity,L_Ift

COP1 AV1031.1

Successful
Relational enviroan2ntal Self-
epclrimentation murijlostaLicin recognition

Birth -"...... Trust -> Autonomy

Initiative :=7:-). Industry Idr,ntity

foutsibATioNOL ammo Wiry 1W r3GilNizrspieNtprt. NAts

I have already introduced a discussion of how this model might be 4 41 1M:,

applied to the development of organizations by charocterizincr b.urca-lracy

as a pathological example of the stage analogous to "industry". Next,

would like to wake some theoretical and practical comments about c,r-

ganizational stage analogous to the intimacy stage of individual develop-

ment.

The choice to discuss this stage next is not arbitrary, but rather

derives froOinsight that has seemed terribly obvious to me since it
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occurred to me--that the dovelornent of genuine intimacy is thr rreati.on

of organization.

LL4AL_Ot;7fY/'

Each person transcends himself i.n genuine intim.tcyl, experiencing a

new form' of relationship, seeing himself anew, and gradually n essence,

through his funC..:e.ntal encounters with thC;ie others, reconstituting

his woridview and values, and exploring the concrete realization of new

possibilities. The persons who develop intimacy discover-create a .shared

spirit perm:ating their different and changing ways of structuring the

world. They commit themselves to the subtle stabi lity of the spirit as

an ultimate source of individuality and oanmunity. Such persons are

gradually released from dependence on particular behaviorb and structures

as tney4 struggle tward ellucidation, reformation, and inspiration.

Instead, they recognize their everyday lives, together and apart, as par-

ticular symbols of cosmic intent. Increasingly, as they learn to

remain centered and asp^rEzd in the shared spirit of each act and sit-

uation they organize their lives, rather than collusively permitting

themselves to be Confined (organized) b)' pre-existing cultural categories.

Before this, they may appear organized and indeed be organized, but they

do not organize.

It is in this sense that intimacy creates organization. It is at

this stage that individual and organizational development become co-term-

inous. To give this organizational possibility a name such as "foundational

community" is to do no mere than to provide other words for the experience

of genuine intimacy. By contrast, at earlier stages of individual develop-

ment a gap always exists between subjective experience and the organizational
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reality. Thus, it is precisely a characteristic of the industry stage

that the individual does not directly and fully appreciate the quality

of the organizational struct, ...)s of the various games he plays, but rather

takes them for granted.

In theory, then, foundational community is the source and expression

of full collaboration. Such collaboration can, in turn, generate liber-

ating symbols, disciplines, and structures which increasingly attune the

individuals "within" them to their own potential for restructuring their

lives in association with one another--which, in other words, invite

others into this spiritual community. These liberating forms evidence

an organizational stage of develog.nent analogous to the generativity

stage of individual development.

I believe that these ideas reflect directly on my experience at

Upward Bound. I wished to and tried to create an organization. In a

conventional sense I did so. But I never truly succeeded. Some of us

touched the edges of a shared spirit, but this tentative centering and

dispersal would not hold against the fragmenting demands of everyday

experience.

For example, Greg and I had dreamed the school together, but we were

unable to share our dream convincingly in the course of our further or-

ganizing, so it was considerably diluted in practice. At the end of the

first summer, Greg again deeply influenced the way I organized my past

and prospective experience when he remarked my failure to relate deeply

to the staff; but his feedback did not penetrate me deeply enough at the

time for a new spirit to permeate my relationships with others. Instead,
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I made some deliberate efforts to change, but maintained many of the

habitual elements of style that kept unnecessary distance between me

and others. The core staff in its research and preparation meetings of

the second winter again approached a reorganizing sense of shared spirit,

perhaps best exemplified by Valery's realization of how she had colluded

in developing her imprisoning role and by her subsequent liberation from

it. But once again this shared spirit was momentary. Even as this

shared spirit enabled us to generate a powerful liberating structure for

the selection of the new staff, the tentative cohesion of the core staff,

began to disintegrate in the turbulent eddies this structure created.

I had not achieved the intimacy stage in my personal development,

nor did I during the course of the program. Therefore, I could not

succeed in creating an organization which fully transcemed the polar-

izations--between black and white, between radical and conservative,

between research and action, between individual freedom and communal re-

sponsibility, between work and play--implicit in the competitive version

of reality posited by the "bureaucratic" stage.

STRUCTURAL PARTICULARIZATION-THE ORGANIZATIONAL ANALOGUE TO IDEWITY

I think that I had, however, completed the identity stage succes-

sfully. I had achieved, through a particular synthesis of personal in-

clination and social opportunity, a socially and personally valued role

as an administrator in innovative educational programs. Moreover, I was

aware, however partially, that my identity represented a deepening, not

an ending, to my search for the sources of right action with others--and
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this particularly so given the role I had chosen and the social era in

which we lived. In other words, I already experienced the dilemma of

intimacy - -the' dilemma of how to relate to Others or to an Other, desired

yet felt as deeply alien, in a way that enhances each rather than corer

promises or objectifies us. I believe I was detached enough from my

identity by virtue of my concern to traverse the distance to others

that I could permit others--indeed the program as a whole--to develop

and enact identities different from mine.

Although I did not succeed in creating an organization which fully

transcended the deep polarizations embodied within it, I believe my

stage of development did enable me to encourage others and the program

as a whole to develop unique identities.* Thus, the second summer

session was characterized by a deliberate overall structure and many

well-defined sub-groups such as the staff black family meetings, the

tutor groups in the dorms, and Henry Aston's SUB Club. Indeed, the

gathering identity-awareness and identity-strength of persons and groups

was responsible for their ability to cane into confrontation with'one

another (while the incompleteness and insecureness of their identities

we.s responsible for the relatively destructive character of the con-

frontation)."

This discussion of the effect of my personal stage of development on

my leadership, and of my leadership, in turn, on the stage of development

...1
*I have tried to provide enough material in the body of the story for the
reader to test this judgment.
**See Adam Curie's Making Peace and MVstics and Militants for a simple and
lucid descriptinn of the role of confrontation in positive identity develop-
ment and the de. olopment of genuinely peaceful relationships.

411
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achieved by the program as a whole, should be seen in the context of the

influence exerted by the social environment of the late Sixties. Al-

though I believe that my leadership encouraged the development of a PArficul PO;

opreot 05.41
-Izeti structure for our program rather than imposing a pre-

defined structure, this tendency was certainly also encouraged by the

various liberation movements which were springing up about the country

and challenging each group of "oppressors" and "oppressed" to become more

self-conscious, more self-accepting, and more responsible for the effects

of their behavior.

This discussion begins to introduce us to the way the identity

stage manifests itself on the organizational scale. At this stage,

MiNA
the organization moves from an emphasis on proficient pre-atiuctured-

productivity to an emphasis on defining a particular structure for

this particular organization based on its particular history. I will

opetv\ chaser Awfwe
call this organizational stage 11 .11

EXPERIMEN'T'AL STRUCTURES-THE ORGANIZATIONAL ANAIAGUE '10 INITIATIVE

Having glimpsed the organizational analogues to the industry,

identity, and intimacy stages of individual development, and having

(661Ned.
characterized these organizational stages as "pre -armed product-

cp2N1 C 09.!N Si 10Ce
4a," and "foundational community,"

we can turn now to the earlier stages.

Its lebal "in-corporation" would seem to be a logical "birth-day"

for an organiiimtion. This proposition, however, immediately confronts

us with same additional complexities in applying our model of individual
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development to organizations. For, according to this proposition, what

is the most tangible, physical stage on the scale of the individual be-

canes a relatively intangible, social agreement- -a new appondage to the

legal structure--on the organizational scale. Indeed, this language

about organizational birth corresponds much more closely to the initiative

the u I e)eQ4meriir
stage in orry mod.1K-to a new experiment at the social-structural level--

than to the birth stage at the physical level.

This difference in birth stages on the individual and organizational

scales makes sense if we look at the three levels or rows of the ..)del

as coexistent, even if for a given individual or organization they are

sequential. Viewed as coexistent, theIhysical level is represented by

the physically embodied person, the structural level is represented 1.y

the legally embodied organization, and the cosmic level is represented

by the historically embodied culture. Thus, just as physical birth be-

gins the individual dialectic, so structural incorporation begins the

organizational dialectic,i(

*There is a long history of scholarly argument about the validity of
analogies between organism and organization. Obviously, I find it very
fruitful to treat individual and organization as analogous. However,
the two are also obviously different, and I believe the distinction I

am pursuing here and in the next pages specifies the essential differences
between individual and organization. The difference can he stated as a
difference in scale and also as a difference in our relation to the phe-
nomenon. Put another way an individual's body is as crucial to his life
as an organization's structure is to its life. An organization can sur-
vive the loss of its "body" (physical plant) just as an individual can
survive the loss of an organ.
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Following this logic, the birth of a new culture corresponds to the

intimacy stage in our model. This logic corresponds, in turn, with the

language used earlier to evoke genuine intimacylanguage such as the

transcendence of pre-existing cultural categories, the reconstitution of

one's world view and values, and the creation of foundational community,

I will name the organizational analogue of the initiative stage

"experimenta5l ctzuz:-.*Nite--", wishing to evoke social-structural embodiment

as discussed above and also the tentative and therefore sometimes plural

experiments involved. For example, at Upward Bound our initial structur-

ing as a total program occurred at the end of the first week at camp and

took effect at the beginning of the second week of the first summer ses-

sion. In this case, legal incorporation in the sense of the contract be-

tween O.E.O. and Yale, based on the proposal I had written following O.E.O.

guidelines, had occurred earlier in the spring. In other cases, one can

imagine legal incorporation occurring after the development of a working

structure.

THE EARLIEST STAGES OF OR DEVFXDPMENT

Given "experimenter aiMftnme"as the organizational analogue

initiative, yet at the same time as analogous to the birth of an indi-

vidual, we return once again to the question, what are the organizational

analogues to the three earliest stages of individual development? Having

already found a correspondence between the physical level of individual

development and the structural level of organizational development, we

now look to the pre-natal stages of individual development for corresponden-

ces to the physical level of organizational development. I earlier named

41 7
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the pre-natal stages on the individual scale conception, pregnancy, and

development of the foetus into humanoid form. Although these stages are

invisible on the individual scale (without the aid of special instruments),

because they occur within the mother, they are more directly visible on

the organizational scale because they tend to occur among persons. Or,

to put this another way, although individuals are outside one another's

bodies they are "inside" cultures, and therefore have a better vantage

point for seeing new structures conceived than for seeing new bodies con-

ceived. For this reason, it seems appropriate to include the "pre-natal"

stages of organizational development in a'model of organizational develop-

ment, whereas these stages remain merely implicit in the model of indi-

vidual development.

I will name the first orgarizational stage '

Jki7c1N6f4A
kind ofAconversatior5Greg and I

imagined became feasible in the

implying thereby the

before the school we

engaged in (Chapter

form of Yale Upward

1)

Bound.

The second stage, corresponding in one sense to the trust stage and

in another sense to the amniotic nurturance of pregnancy, I will nn

"investments," seeking thereby to evoke the financial, social, and spirit-

ual commitments necessary to transform a concept into a new organization.

In the case of Yale Upward Bound, the initial financial commitment derived

primarily from the federal government. Social commitments were made by

Yale, by the staff who joined the program (meeting and working throughout

the spring without pay), and by the federal government in its decisions

*to set up O.E.O. in the first place. As I suggest in the story (especially

418
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Chapter 2), I regarded the program as requiring a spiritual commitment

of me as a leader and as having a spiritual aim-- self- directed learning.

I will name the third stage of organizational development Nertile/-40eierNMO

icA&`'.sr" At this stage the new organization becanes sufficiently embodied

physically, with tools and regular spaces and occasions for meeting, so

that persons can feel they belong--that they are members of something.

Upward Bound reached this stage when we went to the camp for the first

week of the first summer.

Taken together, the stages of organizational development I have

named appear as follows:

PA '

oatweideaibiers

experiment.des,

investments

foundational
camunity

pre-defined
productivity

..
Merivm.:AitOS
aleitherthip

cA*101%1

part4c4;arigAtion

liberating symbols,
disciplines, structures

419
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A number of the examples I have offered to illustrate these stages

suggest another implicit feature of this model: tiet-enly-4ts-lato-u,la--,

velepicent7-but-a+serthe degree of success with which a new organization

411 S
of its develo nt de ds eatl u the

stage of deyelorrnent successfu.l.y achieved by its leadership, art
organization, or culture. Thus, Greg's and my initial conversations

about our "dream" school were incomplete in that they did not include a

sense of historical stages of development such as I am now describing.

Consequently, when it became apparent that our dream was too ambitious

for immediate achievement we dropped it altogether, whereas it might

have been precisely the sort of integrated and liberating curricular and

living structure necessary for the second summer session. Or, to return

to another example, my mention of the financial, social, and spiritual

investments necessary to transform a new concept into a new organization

presumes a leadership, parent organization, or culture developed to the

point of congruently enacting the social and spiritual levels. Although

rhetorically invested in programs so qualitatively new that they could

change the structure of our society, O.E.O. in practice began to formulate

policies that inhibited structural experimentation in Upward Bound programs

(Chapter 8). Consequently, the social investment in our program was of

mixed quality and after my departure influenced the program in general to

cease working with the kind of students we had worked with.

To the degree that the social and spiritual investments of an or-

ganization's "parents" are untrustworthy the new organization will be

-inhibited from becoming truly new, will instead feel constrained and

manipulated by its "parents," and will focus upon financial ("survival")
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issues to the exclusion of social and spiritual ("growth thus8E7 CifeRsl,RithBlit

recreating an impoverished environment for its members.

If the overarching institutions of a society are not permeated by

shared spirit, but rather by the competitive ethos of bureaucracy, then

new organizations will tend to view their survival as constantly in

jeopardy, even if they, their clientele, and objective measures all agree

that they are meeting real needs. In the case of A governmental program,

the legislative body may suddenly cut off funds for reasons unconnected

with the program's effectiveness. In the case of a school, a new program

may be opposed by some constituencies without ever assessing its effect-

iveness because it is different from ("and therefore competitive with")

the existing program. In the case of an industrial plant, its conglomer-

ate parent may sell it (and potentially disrupt its management) whether

or not it makes 'a profit.

Money and all the financial considerations which surround it--the

amniotic fluid of society--the expression of appropriate mutuality among

and within organizations--becomes viewed as an etity in the external

environment upon which the organization is dependent. Many of the organi-

zation's decisions may be discussed and made in what are purportedly

purely financial terms, in terms of whether the proposed product or service

or job candidate or administrative reorganization will make or save money.

At the same time a great deal of "politicking" will occur in an effort to

"psych out, and possibly covertly influence, the powers that be." Instead

of direct confrontation among varying needs and priorities the "infant"

and "parent" organizations strive to manipulate one another. These con-
the

.ditions indicate /pathological resolution of investments stage of organi-

zational development.

421
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We can compare the historical stages I have proposed to twu other

schemes which have recently appeared in the organizational literature,

in order to gain a greater sense of what issues each chooses to focus

upon and in what way.

Gordon Lippitt and Warren S;hmidt (1967) discerned the following

"non-financial crises in developing organizations":

CONCERN ISSUE NEEDED KOWLLIDGE MSE

1. Creation Risk Leader's short-range
objective

2. Survival Sacrifice Co:miunity of .objectives

3. Stability Organization Leader's long-range
plans

4. Repute Evaluation Executive team planning

5. Uniqueness Change Ekecutive team helps
sub-units set odn
objectives

Contribution Share Management understanding
of larger objectives of
organization and society

Larry Greiner (1972) has distinguished five stages of historical

development in business organizations, which he describes as phases of

alternating evolution and revolution:
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PHASE EVOLUT TO: ,A1.1Y MAN7\C2, Di I C..,71! REVOLUTIONARY /.171,T1G [NEW

I.

N.

V.

STYLE PROBL1

Creativity Leadership

C.-
Co- ordination

Direction

Delegation

Collaboration

Autonomy

Control et *1°4
Red Tape

This theory is narraeor than the Lippitt and Schmidt one in three ways.

First, it depicts conditions of internal management exclusively,

whereas the second and the last three categories in the Lippitt and

Schmidt theory point to the relationship b2tweon the organization as

a whole and its environment. Second, the Greiner theory focuses almost

exclusively on control issues (only "Creativity" and "Collaboration"

hint at other possible issues). It describes an oscillation between

forces for centralization and forces for decentralization, whereas each

of the Lippitt and Schmidt categories refers to a distinct issue. Third,

the Greiner theory restricts itself vigorously to categories which .are

empirically observable today, whereas the last three categories of the

Lippitt and Schmidt theory venture toward the ideal.

For all these reasons, we would expect lees overlap between my

categories and Greiner's than between mine and Lippitt and Schmidt's.

/'
/ Both schemes, Greiner's in particular, provide a sense of haw conventional

accelerate an organization to the stage of

and then resist further development.

e N cl o NO&t
423
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The following table suggests a rough sense of the relationships

among the schemes:

(Torbert) (Lippitt & Schmidt) (Greiner)

1.

2.

rtialal--colwer.eatiens4#ASIeS 1.

Investments 2. Creation 22: Creativity
3. Membership vtAt.Jhlic.44 3. 3.
4. 1perimentryi-.5

stzuc;iimzes 4 Survival 4 Direction
5. Predefined product- Delegation

ivity

atruetttreri---par-ticular--

Stability
Repute

5 Co- ordination

4gaitrierl- 6. Uniqueness 6. Collaboration
7.

8.

Foundational com-
munity

Liberating disciplines 8.
Contribution 7.

8.
9. 9.

The categories of both other schemes cluster around the middle category

of my scherm:. The first three stages of my model are lumped into one

stage in Greine's scheme ("Creativity") and two stages in Lippitt and

Schmidt's scheme ("Creation" and "Survival"). The last three stages of

my model are .only hinted at in Greiner's scheme ("Collaboration") and are

lumped into one stage in Lippitt and Schmidt's scheme ("Contribution").

Thus, I would argue that both these other schemes are considerably cap- nJe
-11

tivated by the bureaucratic reality they strive to illuminate. =1.14gRo
V

In general, the sequence of categories in the three schemes appears

mutually consistent. The one implicit exception is that Greiner views

collaboration as a "late" organizational phenomenon, whereas collaboration

was a hallmark of Upward Bound from the outset. Interestingly enough, he

speculates that collaborative procedures may resu'',.. in psychic exhaustion

421
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and withdrawal for top managers of bureaucracies. I would not be sur-

prised if this were so because to attempt to work collaboratively is to

open Pandora's box (if I may be permitted to compare my ascetic 3x3

matrix to that rich mythical symbol). All the issues carefully sealed

away under conditions of bureaucratic reality invade awareness at the

outset of collaboration, making a shambles of one's previous sense of

order if me is at all attentive and responsive. To try to subordinate

collaboration to bureaucratic goals is like trying to capture air in a

wire cage--a pretty frustrating exercise, although it may succeed in

airing out the cage and may even remind the person or organization that

wire cage need not be a home.

THE FIELD OF ORGANIZATION D Di PMENT

I vir 000-0

conjateatr-I-say-r-rri-s-theave-a field)

he mcckl
.called_2orgemillation_devele nt.. I will pause, before applying -Amore

closely to experiences at Upward Bound, to ask how the ideas I have

advanced relate to other work in this- field Of'cpN ckeve\ opIVO;
co,\%Nte FO-mw (EVE' IretAN

The fi ab a whole is v ry young--no more than twenty-five years

old. Indeed, the fields of organization theory, organization behavior,

and group dynamics from which the practice of organization development

eventuated, trace back only to Weber's theoretical work in the late nine-

teenth century, Mayo's and Roethlisberger's empirical work in the late

1920's, and Lawin's field experiments in the 1940's. Thegactice of

helping organizations restructure themselves to better utilize their
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human resources began in the late forties arc. early fifties (Whyte, 1964,

Coch and French,r13, Blake, Shepart and MoutandrIbli, and Jaalues,19(01,

were early efforts). These efforts were reinforced in the middle fifties

by theoretical contributions of McGregor (19C0) and Argyris (1957) indi-

cating the human dysfunctionalities of bureaucratic structures and pro-

posing alternative conceptions of organization. 7.10 early sj%ties wit-

nessed a spurt of investment by businesses in organizational consultants,

and in the late sixties the same techniques began to be applied in education-

al settings.

Research on organizationSdevelopment is still primitive and

follows behind practice. The Addison-Wesley series of Organization

Development, short paperbacks offering case studies and some category 5:
QU

schemes at low, levels of abstraction, along with impressionistic obser-

vations about effective intervention practice, appeared in the late 1

sixties (see particularly Beckhard, , and Schein It ) . Several

books applying organization development to schools have just appeared

(Schmuck and Miles, 1972, Runkel et. al. 1972).

To my knowledge and in my estimation, only Lawrence and Lorsch NJ IN.

) have rigorously combined original abstract theory and empirical

data gathering and only Argyris (1962,1965,1971) has rigorously combined

original abstract theory and empirical data gathering with theory and

behavioral data about his own intervention practice < This focus on inter-

vention practice has been reinforced in a more impressionistic, case

study way by Sofer (1961) and Levinson (1972) and by thu case studies of

intervention offered in the Journal of Applied Behavioral Science.

42S
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This sketchy history permits me to offer five summary observations

of the field of organizationt4.development to date:

1. It has begun, but only just begun, to offer studies of

the way an actor (researcher/consultant) can integrate

theory, research, and action with more or less effective-

ness. This integration strikes me as critically important

for the future of both research and action: the action

flushes out, makes explicit, and tests the intuitive and

normative implications of theory; and the research

encourages criticaliNself-awareness, and hence, responsi-

bility on the part of the actor to a degree never before

feasible.

2. At the same time, organization4development has tended

to focus on established, bureaucratic organizations as

settings for research and change. As a result--despite

the historical connotation of the term "development"

very little attention has been paid to the creation and

historical stages of organizational settings. Indeed, I

know of only two behavioral science works, both relatively

discursive, on the creation of settings (Goldc0,Irg,

Sarason, ) and only two brief schemes of historical

stages (Lippi.tt an6 Schmidt, 1967,

0Greiner, 1972). This
1

ef,cecontrasts with at least eight
ifse

theo
;,/,

And-

.

.44.0,4al, on historical stages in small groups.
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3. Research on organizationoM development has tended

to focus on the role of external consultants as

interventionists. I know of no case in the lit-

erature where one person has combined the roles of

internal organizational leader, change agent, and
T.

researcher (although recent discursive articles by

Bennis, 1972a, 1972b, point in this direction).

Yet, if a healthy organization is one that moves

through various stages its leader must conceive of

himself as an organizational change agent, and if

knowledge is essential to effective actionileaders

must come to recognize themselves as researchers.

4. Probably because of the focus on established bureau-

cracies, usually businesses, and because of the rela-

tively marginal investment implicit in the role of

external consultant, the field of organization0 de-

velopment has devoted relatively little explicit

attention to the political and cultural climate per-

meating organizations and acts of intervention. For

example, it is a peculiarly American characteristic

to conceptualize life as a series of finite problems

to be solved, and organizationV development tends to

advertise and conceptualize itself uncritically as an

aid to effective problem solving. Yet both Morris West

Curl%
in his novel The Ambassador and David Halbersettrin01
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his political analysis)The Best and the Brightest

suggest that our cultural myth of problem-solving

dictated our tragic decade of ever-deeper destructive-

ness in Vietnam. On the other hand, the loeeems

commitment0 of a researcher/interventionist like

Argyris to such values as valid information, free

choice, and internal commitment in his actual re-

laticmships with clients evernot altogether apolitical.

Indeed, in one sense suchcommitmentoirepresent5the

most radical of political philosophies, not to any as

yet defined party or ideology, but rather to a process

of common inquiry and action and to whatever, upon

examination, turns out to be true and meaningful for

a given group of people (including the possibility

that the research should cease). But, to date, the

political implications of organizationd development

NOMoRe
remairAimpl cations .

5. OrganizationlE development has generated concepts and

techniques to help persons see the congruency or in-

congruency between their espoused values and the

actual impact of their behavior on others, or between

their real feelings and the way they express them-

selves. In other words, unlike traditional fields of

scholarship which address themselves exclusively to the

cognitive aspect of truth, organizations development

429
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has striven to embrace the various aspects of

the behavioral and structural "levels" of ex-

perience. So far, however, it has not explicitly

recognized the cosmic or intuitive "level" of

experience in its theories and technologies.*

According to the models of human consciousness

and organizationa development which I am offering,

the fact that both the political/cultural quality

of shared experience and the cosmic/intuitive

quality of inner experience remain implicit is not

a chance correlation. Rather, valid appreciation

of, and authentic action in relation to,.cultural

myths depends upon continuing intuitive awareness.**

*7 much of the inspiration for the present work toward behavioral-
structural congruence derives from the "discovery" of interpersonal
feedback in the early days of group dynamics, it is worth noting
that much of the experimental group work of the past decade, symbolized
by Esalen, has been toward recognizing and acting from the intuitive
"level" of consciousness.

**And, of course, the nature of the "higher levels" as interpenetrating
the "lower levels" in fact abrogates the distinction between the inner
and outer, the intuitive aml the political, t that "level."
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THE ROLE OF THIS BOOK
0100111.

In this book I am attempting to move a step further along all

five dimensions. I have studied as closely as possible my behavior as

a leader of a non-bureaucratic organization, and have emerged from the

action and reflection with a theory of historical stages. Moreover, the

correspondence between the 3x3 model for the theory and the 3x3 model of

potential human consciousness presented earlier (Chapter 2, p. ) indi-

cates the useability of the theory in action. The various qualities and

relationships of the theory can be instantaneously re-presented to oneself

by attention to the corresponding qualities in oneself as one interacts

'in the world. Thus, the model can be used to encourage expanded awareness

of the situation at hand, including its behavioral and intuitive character-

istics, whereas most scientific theories encourage absorption in reflect-

ive thought--that is, they encourage an awareness contracted to but one of

the nine qualities of consciousness. This contraction of awareness tends

to alienate thought from action and thus contributes to inauthentic action.* -

The contribution of this book to an understanding of the political/

e.
myetirtacal dimension of reality is necessarily tentative, hypothetical, and

incomplete. It tells the story of an organization created in the midst

of strong political currents, led by a person at the beginning of a struggle

*Most probably, the reader is, by habit, absorbed in reflective thought as
he reads this. My calling his action of rearing to his attention, however,
may challenge this absorption. In the same way the model could serve as a
reminder of other qualities of awareness. Initially, we tend to respond to
such reminders by alternating between one mode of awareness and another
somewhat uncomfortably, until we forget our effort and become re-immersed in
one quality alone. With the aid of proper disciplines, however, one can de-
velop appreciation of the simultaneous play of the bridging, reconciling, and
limiting moments of the behavioral, conceptual, and intuitive "levels" of ex-
perience.
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to recognize and enact the integrating intuitive currents appearing in

him. Moth the country's social atmosphere and my personal atmosphere

at that time seemed capable of glimpsing frightening internal contradict-

ions, of momentarily feeling deeply the fragmentation these revealed,

and of being fired to action by these feelings; but incapable of sustain-

ing the intuitive glance to witness and gradually reform our actions to

contribute to a higher integration,"\a more just society. Thus, the story

told here underlines thQ scale of the personal/social task of reconstruct

ion and points toward its end, but certainly

full appreciation and authentic enactment of

does not evoke or exemplify

wriA
the political/myiaLcal dimen-

sion. Indeed, I believe that to pretend at the outset to represent with

detailed accuracy the form and quality of a just society is to mislead

ethers into escapist fantasies, when all our attention is needed for the

immediate and intermediate struggle and reconciliation.

To summarize, the experiential, self-critical, and collaborative

qualities of the field of organization development create a certain impe-

tus in theory and practice for established organizations to explore beyond

C owo crlr 043e
and "found-the stage of bureaucracy toward "

ational community." Moreover, these qualities of the field indicate that

it is itself in transition as a scholarly field from the stage of "pre-

xtINAY C4) 05et, 1 fora..
defined productivity" to " However, until

now, no study of.ltheory...endwponobiceihas sketched the scale, quality, and

The
timing of such organizational changes (and their relation tokndividual

and epistemological changes which must occur in concert).
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XVII. HISTORICAL STAGES OF ORGANIZATION:'

D Di ID II - APPLICATION

We can now ask more precisely how the events at Upland Bound co-

rrespond to the historical model I have reformulated.

This investigation will became quite detailed by its conclusion

because I wish to consider every distinct event recounted in the story
1

about the program in Chapters J. through 13. Rather than plunging into

the details, however, I will begin by offering some broad character-

izations relating to the core staff and te program as a whole over the

two years. Then I will return to closer looks at earth of the suh-cycles

within the programthe first spring's staff meetings, the first summer

session, the second spring selection process and staff meetings, and the

second summer session. A number of complexities and subtleties of the

theory will emerge during these reviews of events, and I will discuss

these after each cycle.

Bet Aose
-01;40wI developed this historical model after '-he program was over

in order better to understand the sequence of events in the program, the

application of the model to the same program can hardly be considered a

final validation of it. Moreover, I will in same cases use the events

to elaborate further on the model, a process which makes the events still

less of a test of fully explicated propositions. Because I conceive of the

story as' an aid to theory-construction rather than as a test of an es-

tablished theory, I have not attempted toobvelop a rigorous methodology

with inter-rater reliability for categorizing particular events in par-

ticular stages of development.
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On the other hand, a number of considerations prevent this review

of events from being merely arbitrary and subjective. First, when I

originally discovered this model I had not studied the events of the

various sub-cycles in any detail, but was operating only franniemory of

the overall trends of the program over the two years I worked with it.

Consequently, the events of the sub-cycles do stand as something of a

test of the model. Second, as I mentioned above, I will categorize

every event recounted in the story rather than selected events. In

telling the story I made no conscious attempt to follow the stages of

the model, and I also had journals and tapes to "keep me honest,"

STAGES OF THE PROGRAM AS A WHOLE

-- The questions of Jr tage and conceptionthat is, questions about
-,,,

9. .1.

+rititliteW4 9WfArSttecOns

..

the genesis of the .. .' .. founding an :organizationint-mai-

ately introduce both obvious and not-so-obvious aspects of applying the

theory to events. In an obvious sense, 0.E.0. and Yale are the two

parents, with Andrew Wilson (Chapter 1, p.1, p.6) serving as midwife.

The conception of this particular Upward Bound program, however, occurred

inlpreg's and my heads (Ch. 1, p.1, pp.5-6), relatively independent of

the government and Yale. Then again, we can say that our ideas were very

much influenced by the government and by Yale in that those two insti-

tutions helped to create the Yale Summer High School, in which we had

spent our previous organizational 'incarnation'. But if we are to trace

bath to these influences, we must include on an equal par Greg's background

4 3 1
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in Platonic philt)sophy and my interest in organizational behavior.

Evidently, many influences besides those directly ascribable to the

immediate parents can preside at the mint of conception. Moreover,

the individuals who participate in the initial conversations are not

to be thought of as the parents of an organization. Instead, other

organized structure; whether these be public occasions, ideologies or

institutions, parent new organizations. And not necessarily just two,

for ideas are not monogamous. i

The initial conversations began between Greg and me, spread to

include a number of other members of the Yale and NEW Haven communities,

and then became formalized in the first spring meetings of advisors

and potential staff members (Ch.2, pp.16-17 and Ch.3, p.1).

N. Several events occurred during the period follawing the initial

conversations which indicated the development of trustworthy mutuality

batweer the organization and the larger environment, or, in organization-

al terms, the necessary investments by the environment in the nascent

organization. The first is that Yale had been hoping to co-sponsor the

program with the college which later served as the site for the second

summer's program, but, that college decided not to embark upon the ven-

ture. This event turned out to be conducive to trust because a prime

reason for the other college's disinterest was the lack of prospective

financial profits--suggesting no
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C°1intrinsic concern for the program itself--and because Yale reaffirmed

its concern for the program,. deciding to underwrite it alone.

(The extent of the possible harm done by an earlier affiliation

to the other college was suggested by the difficulties* which its

kleti wN. otrirrheta WAIL our iey5:c4.4
organizational atmosphere caused us during the second surrm_r-A In

general, this college itself could be characterized as a young or-
,' oratsertsw,.,Ittegicest4-

.:ganization passing from the,7Enitiativiphase (durii-,.g which it expanded
oi

i 0. A41114 -Q.LA Pl.a.g.141-f
and built a new campus] to the industr4stage [beginning to focus on its

ic-iademic standards in terms of course offerings and admissions require-

ments and striving to maintainits campus]. It had no time or real

interest for bothersoMe offspring, relegating responsibility for Upward

Boand to its Business Manager who was already burdened.)
Nir I

or Ix ie..s

The second event in the-lrustAstage occurred as follows. Initially,

given my youth, I was to have been the program co-ordinator rather than

the director, and I was to search out a director. After writing the

proposal, I began entering discussion with Yale and New Haven officials

about various aspects of the program, among them the question of who

might direct it. The problem was that given my concept of the program

there was a very limited population that understood, agreed with, and could

possibly carry out a truly collaborative project. Moreover, as the

search for a director lengthened and I made more and more decisions and

contacts, it became clearer and clearer that the designated-director

would be a front while I would actually run the program. Finally, a Yale

administrator suggested that the way to avoid this possibly distasteful

bind was for no to be the director after all. Yale and OBO both agreed.
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At the time this decision seemed to represent an investment 'by the

environment in the spiritual essence of the program. A possible neg-

ative aspect of the decision is that my relatively law social status

at Yale may have contributed to the relatively law visibility of the

program, e.g. the difficulty of attracting senior Yale faculty to teach

in it.

Neither of the above incidents exemplifying the "Investmer4 stage

was recounted in the original story. I believe I emitted them for two

reasons. First, I tended to be naively uninterested in the "political

machinations" according to which institutions decide to invest in projects.

Second, it seemed immodest to present the "vote of confidence" in my

leadership by Yale and OED. Now the theory challenges me to reassess

Sub' ectivm

theseudgments.

The use of the early spring meetings to test prdspective staff

members' commitment to the program (Chapter 3, p.23)_, as well as the

later shared work of admitting students, represent the "Autonomy" or

"bekeliPA41 14410ft'
"Membership" stage of organizing, a stage which was formalized by our

appearance together on the afternoon of our departure for camp at the

beginning of the first summer session.

Beginning the first summer session by taking all the students to

tamp for a week can serve as an example of the different roles the same

event can play depending upon the life-cycle concerned. Without yet

reviewing the stages of the spring staff meetings, we can see that for

the staff the summer session as a whole was, in a straightforward way,

the work period ("Predefined Proluctivity") following the spring
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preparation. However, within the summer, the first week was planned as a

time to create a structure for the rest of the summer, and we adjusted

this structure in various ways during the next week ("Experimarr4;0:)1

And then at the end of the summer and just after it

(.711.7,pp.13-20, Ch.8, pp.1-9) a number of conversations and events began

to mystallize for the staff, especially the core staff, the -- "Structural

Particularization!Lof...our-efforrag-a-calmunity: 1.11:141 '"`°Set491"Cil
flak,. r.L.

Fran the students' point of view, as well as from the perspective

of the summer session as an identifiably distinct organizing fort, the

first week at camp was a new organizational "incarnation," with initial

conversations,tal.4m9Timpftmetualitlekmarked by tentative investments and

crises in early relationship-building. A brief summary can remind the

reader of these:

1. the chases of the first twoiilits Ch. 5, pp. 5-8 .

2. the myth of Lug pr and Melinda Ch. 5, pp.. 14-19

3. starting conversations in classes Ch. 5, pp. 24 -27

4. starting tutoring relationships Ch. 5, p. 27ff.

5. development of volleyball teams Ch. 5, p.

6. the fight and reconciliation Ch. 6, pp. 8-15

Thus, fram the perspective of the program as a whole over the two year

period, the beginning of the first summer session stands out as the first oc-

casion upon which all the participants of the organization were brought .

together physically for cammon work, that is as theit=*litage.

-Fran tt'c perspective of the staff it represented the 'D. .-

stage. Fran the perspective of the students it represented the

eationsfuleentle "Investments" stagei.
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Another complex case of applying the theory to events is affala
if we look at the academic year following the first summer. Here we

find different events, representing different historical stages, occur-

ring at the same time for different role-incumbents. The core staff, a:.

already mentioned, became engaged in various activities representing the

t.A./ Cb co..fta 5ntiett;1;e1'

stage (Chapter 8) and followed these by

a fundamental research process investigating the relationships among

their worldviews, interpersonal styles, and work (Chapter 9). This pro-

cess and their attempt to extend it to new staff members (Chapter 10)

narked the "Foundational Ccanunity" and "Liberating Disciplines" stages

of development for the core staff.

Meanwhile, the students had returned t7 thalx regular schools, pre-

sumably to make 'new kinds of efforts there f"ktm:'et-m:At.iiired=eor."ExperimentA)

Structurings" which would eventually yield more successful results 4-1111--

"Predefined Productivity"). Our experience and school records

suggest that they did indeed act in these ways. Then, in the latewinter.

and spring, sane of the students worked out with the core staff a par-

ticular structure for their second summer at Upward Bound,

rud*47"41biliTLIuLarizattoncommitted themselves over tune (

to which they

).
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At the same tiro, a third group within the organization, the new

staff, was starting from scratch during the selection process. Without

yet attempting to portray the development of that sub-group in detail,

we can point to some of the nun., ! incidents through the spring staff

or "4.5, cc lkizt4m4441r1' s (term 1J iiot

meetings that suggested "Trust 'Autonomy"Aas recurring issues for the

new staff:

Incidents Concerning Trust/ Investment

1. disconfirmation of applicants' solutions to ,---

problem, first selection meeting
/

2. black-white dominance-submission issue,

first 'spring tutors meeting

3. Gene Renfrce as supposed core staff stooge

4. accusation of core staff lie re racial

composition of staff, fifth staff meeting

Incidents Concerning Autonomy M..,eir.....batos*DefefTaNiticig

1. meetings of applicants withoUt core staff,

final selection meeting

2. resistance of tutors to Tim's leadership,

second tutors meeting

3. tutors antagonism to research, e.g. not

using graph, fourth meeting

4. decision to hire more blacks, sixth: meeting

Cll. 10 pp. 1,3-8

Ch. 11 pp. 1-2

Ch.
11

p. 10 .

Ch. 11 p. 13

Ch. 10 p. 18

Ch. 11, pp. 3-8

Ch. 11 . pp. 11-12

Ch. 11 p. 15

So, the three sub - groups participating in Yale Upward Bound over

that academic year experienced different stages of organizational development

while involved in often-disparate activities. The core staff negotiated the
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spy ratatos.

it f f

\ .1 r 'or 1 " it F;AJCIA4iCi8g4
COMM4444)" 11114C iv befAllNic DIT'lpg rtes'

fe

ft !stages in succession. The

11 eni if / 114

students tended to encounter the

411

LL oil oc it " A0.1"pAy CI' St 1,

roci ore"
I. try tit'

stages in succession. The new staff dealt recurrently with and

et..oio"Nom7
. 1-,

rNissues ir4 IV%e, mves rneb rums, vt.: letlrrifpordS .IeS

If we step back and ask what stages the...organization as a whole

`Trecterwerl Nc.i.osSivay

exemplified during this period, we would probably conclude

46*.tvritLiivi7t'co(errtVit;tit?
t9-r.t:-WeAwifh aleavy emphasis en the latter. This is so because all

"6"
the work we did (whether "we" be core staff or students) had a quality of

uniqueness about it that marked it off from our past performances (es-

pecially in the case of students) and from other related programs (see

"Nate.rwil tv:ty

Clapter g) . Consequently, the ApspecLs of the organization

".1.StNiaarot4sprtevie;r41.614"'

tended to be subsidiary to the,0.11 , aspects (as would always be the

'.5c1,910c-rvf e

case of earlier aspects of a person's or organization's life, but as was

particularly strong 'in our case because of the need for a.swaat "Identity"

before "Industry" became a plausible "regression" for our studentssee.

pp. ). Moreover, the very development of the core staff as a

distinct leadership group, during the fall after the first summer session

implied a stru ure particular to our program. From the larger perspective,

the selection process of the second spring becomes another element of our

44.51-6/ctbrA+41-riCuitNrcipiltaNr"

unique organizational structure and thus also an aspect of
Astag'

organization.*

:11) (1;(.41.

*Whenever I speak of an element of our program as unique, I do not mean to

claim absolute uniqueness, but rather relative uniquenessrelative to our

own previous experience and relative to customary organizational forms.

4 41
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In this context, the second summer as a whole can be seen as an

effort to live out our fragile organizational identity--fragile be-

cause so many of the neg 'staff and so many of the students had not in-

ternalized it and because the extra-organizational environment offered

so little support for the quality of this effort--and as an even wob-

baler effort to transcend to the stage of "Foundational Community."

The program, as a whole then,

1. INTTIAL.7c0

FAN-IA.51ES

2. INVES'INIENTS

DeAteeKINikr'
3. N ;SHIP tt&6

4. EXPERIMENDSL

5. PRE - DIVINED PRODUCTIVITY

;4

CANL1 cfu60 SINCirbeS
6. -43ERgellieft-Thlelekihtitim-

_22aw

7. FOUNDATIONAL COMMUNITY

developed roughly as follows:

mainly between me and Greg, me
and Andrew Wilson, culminating in
authorization of program by Yale/
0E0, winter 1966-67.

my development of financial working
support from "superiors" and "sub-
ordinates," early spring 1967.

all pprsonnel brought together at
the camp, June 1967.

the various organizational structures
developed and redeveloped during the
early weeks of the first summer
session, June-July 1967.

the results of our work together,
manifested in (1) the Comp Comp
and (2) the changed nature of group
conversations at the end of the first
summer and in (3) changed student
school patterns during the academic
year, partly as a result of (4) con-
tinuing core staff support, August-
December 1967.

the definition of a core staff, sense
of uniqueness among Upward sound pro-
grams, development of structure for
second summer with students, August
1967 - May 1968.

incomplete efforts toward fundamental
c4laborative research during the
second summer session, sunmer 1968.
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The program foundered at the inter-level break between PSt!ructural

"Particularization" and "Foandational Community."

In this analysis, the events of the overall program seem to be or-

ganized in the sequence proposed by the theory. The partial exception is

the overlapping of the "Predefined Productivity" and '15enttAaaNWri44.1.40-r.

aariz4tiori° stages. In fact, it may appear, forced to regard the "Predefined

h Stckire

Productivity" stage as ending ins December before the "15
e C

larization" stage ends in May, since the changed school patterns of the

students and the core staff support extended through the entire school

year. Nevertheless, I defend the difference in ending dates on the basis

that the overwhelming amount of core staff support at students' schools oc-

curred during the fall and on the basis of a parallel sense that once the

students experienced themselves operating somewhat differently in school over

a sustained period (the fall) the issue of "successful environmental mani-

festation" became transformed into the "Identity" stage issue we experienced

in structuring the school for the second summer during the spring--namely,

"How can I gain the academic skills which I in particular lack?" (Ch.8, pp.

12-14). And this particular "Identity" question reminds us of the complex

interweaving of the "Industry" and "Identity" issues for our students. When

we examine the end of the first summer session, we shall see a repeated osci-

llation between these two stages.

THE CORE STAFF STAGES

Although its members had participated in the program from the outset,

the core staff became a distinct subgroup only during the fall after the

first summer session, this differentiation itself being one manifestation

0 Chas (k).5iTuoiere "

that the program as a whole was entering the

phase.
413
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The reader will recall that, after differentiating their roles, various

core staff members undertook various initiatives ("Experimental .Stkuots

ldr0449, same of which succeeded and same of which failed, in doing their

work (Chapter 9, p. ). Much of their work has, in turn, been categor-

ized as part of the "Predefined Productivity" stage of the overall program

life-cycle (p. ). Thus, traces cf 1-Ad-th the "Experimental Structures"

and "Predefined Productivity" stages are clearly discernible in the core

staff's early fall work. However, I regard these traces as subordinate

to (i.e. as parts of a subcycle within) the core staff's C11°344)

ilarthectraMation2 for two reasons: (1) they occurred within the frame-

work of differentiated roles; (2) they occurred as part of an articulated

and shared philosophy of continual experimentation (an aspect of our sense

of identity). Closer examination would uncover all the earlier subcycle

stages of.development within this (and indeed each) stage. For example,

it seems (Ch.9, pp. 8-12) that Valery did not during the fall develop a

"De trittOttozes"
clear sense of autonomy (11Mulbbhig") within the core staff, so it is not

surprising that none of its initiatives ("Experirrotil4Mnie01) is at-

tributable to her. Another obvious example would be the ":117ttzt.--,eun.ml- ti\KAA.

KapsloKvio
41a4ki and "Investments" involved44w&Tim, Grace and Ray'fooindr4 the core

/1

staff, all of them volunteering some of their time.

With this introduction, the core staff's development can be categor-

ized as follows:

CfeOL
CORE .71AFF

szSEN Srea.troP5
1414g, predominantly fall 1967

1. determination of differentiated roles Ch.8, p.

2. self-defined roles Jy Ray, Tim, David, Ch.8, pp.9-10
Sally

3. confrontation about basic aims at
national V13 meeting

4. effect of changing Valery's and

Patricia's jobs

Ch.8, pp. 17-19

Ch.9, pp: 11,16

41.1
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5. defined qualities of new director
for whom we searched Ch.11, p.8

CORE STAFF FOUNDATIONAL COMUNITY PRASE, predominantly winter 1967-68

1. research
a. relating task-accomplishment to research
b. re-searching for a shared aim
c. re- cognizing his-story (Tim)
d. challenging personal structures distorting

practice of aims (Valery) (Patricia)

2. my resistance to personal research
3. form of the selection process

Ch.9, pp.1 -3

Ch.8, pp.4 -5

Ch.9, pp.5 -7

Ch.9, pp.8 -12,

12-16
Ch9, pp.17 -18
Ch.10, p. 1-2.

CORE STAFF LIBERATING DISCIPLINES PHASE, spring 1968

1. actual process of selecting new staff Ch. 10
2. helping students develop structure of

second summer session Ch. 8, pp. 12-14
3. attempted training of new staff

during spring meetings Ch. 11

The core staff "Foundational Ccmmunity" phase deserves fuller discu-

ssion at this point, since it reprc,ents the closest approach within the

program to collaborative research. First, I should restate that the idea

of research here refers not to narrowly conceived, formally-conducted,

empirical research, but rather to ongoing re-search in the midst of every-

day life in Marcel's sense ( ) in which neither the problem nor the

investigator are taken for granted. I refer to research at once personal,

collaborative, and ontological, to research at once empirical, theoretical,

and intuitive, to research at once behavioral, emotional and spiritual.

As ought to be obvious from my own resistance in practice to this

kind of research at the time, to be able to articulate the broad vision

of such research is by no means synonymous with the ability to practice

445 .
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it from =rent to moment. Indeed, the degree to which I based the

core staff research on relatively formal empirical procedures may

have reflected my own spiritual dis-ease (which is not to say that

formal empirical procedures are necessarily a symptom of spiritual

dis-ease). Certainly, the core staff research is no more than a faint

and somewhat dry taste of the quality of conversation possible when

persons mutually and lovingly question and re-found one another's

worldviews, inter-personal styles, and task effectiveness.

Nevertheless, the various incidents reported in Chapters 9 and

10 point toward essential ingredients of "Foundational Community."

These include:

(1) a deepened realization that the organization drifts from

accomplishing its purpose unless constant work (research)

is done to remain aware of the intuitions which enliven

purpose, to develop shared articulations of those intui-
.

tions,.and to determine what kinds of concrete goals and

work behaviors realize that purpose at a particular time;

(2) therefore, a deepened commitment to such re-search as a

useful part of regular organizational (such use2u1-

ness may be more immediately obvious in the case of or-

ganizations with obviously abstract objectives such as

schools, churches, and governments but it is in reality

equally true of businesses, hospitals, and armies);

(3) a gradually enhanced awareness of personal intentionality

and organizational purposiveness loading to a re-evaluation

and increased appreciation of the paths followed by

personal and organizational histories, and of one's

present stage on that path;
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(4) a repeated, loving confrontation and increasing transcend-

ence of particular personal and organizational structurings

of self and world in favor of multiple structurings ordered

in the cosmic reality which we ordinarily apprehend as time;

(5) the development. of particular personal roles and

organizational structures to heighten consciousness of the

transmutation or transmission occurring on ritual occasions

ip (941 t)$ mett'ker;>,

One aspect of the evidence advanced for the ordering of the core

staff phases may have particularly puzzled the reader. This was the as-

cription of the selection process to two stages, its form to."Foundation-

al Community," its enactmnt to "Liberating Disciplines ". In this case

there are temporal and organizational differences between form and enact-

ment that might justify such a distinction. That is, the form was deter-

mined by the core staff before it was enacted with the new job applicants.

Thus, one might argue by analogy that the (conceived) form corresponds to

the conception of a child deriving fram its parents intimacy, whereas the

enactment (real-ization) corresponds to the child's birth (real-ization),

i.e. to the mother's generativity. The analogy is especially elegant in

this case because the enactment in question is the selection of nearrem-

bers, their birth into the organization.

RELATIONSHIPS AMONG DIFFERENT TIMES

As we turn to the analysis of the two spring staff preparation per-

iods and the two summer sessions, however, the reader will find a number

of occasions when I have analyzed a given event occurring at one time as

'belonging to two or even three distinct stages, distinguishing its

447
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from (enccmpassing time), from its process (enacted through time), from

its content (appearing at one point in time). For example, I analyze two

events during the first week of the first summer session--the "Inter-

national Volleyball Championships" and the development of a structure for

the rest of the summer (Chapter 5, pp.1-4, 4-7, 15) -- as belonging to

three stages. In both cases, I maintain that the time-encampassing form

reflected the "Trust" or "Investments" stage, that the process of enact-

ment represented the "Autonamy"'or 'P4gLinet11,-Pstage, and that the various

particular contents tended to fall into the "Initiative" or "Experimentar-

S-stage. The overall effect of both events-through-time was to
ss.

develop and encourage investments in mutual relationships between staff

and students and thus create trust. In both cases this occurred by

(Dif*ronNAitc;q1
"Autonomy" or "Munberskip" stage processes of building group solidarity- -

a sense of belonging to teams in one. case, to core classes in another--

and of differentiating between the program as a whole and previous ed-

ucational experiences--"here students and staff play and govern together.".

At the sane time, both events required repeated individual initiatives--

forming and captaining new teams, creating and presenting new proposals;

in short, the development of experimental structures.

Does not this practice of dividing one event into several aspects and.

assigning them to different temporal stages destroy the fundamental claim of

the theory to shad that various stages temporally precede and succeed one

another? I don't think so. Instead, I believe it gives us insight into the

structure of time itself and into the nature of qualitative change in tune- -

-into the nature of potential and its actualization.

The content of a particular momentary event can be considered a

4 ISpoint (0 dimension) in tine. To speak of the process of an event

implies duration, so the process c,Ln be considered a line through
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time ( 1 dimension). The form of an event implies shape in tire, as

' though portrayable on a canvas (2 dimensions). Thus, we have a potent-

ially three dimensional perspective on time.*

*I say "potentially because probably we are not presently aware of all

three temporal dimensions simultanecusly. Indeed, the whole idea threatens

to beccee endlessly confusing and embarrassing ;:hen we try to apply it to

ourselves. First, we would have to admit thet we are eenerally so absorbed

by what we are attending to (whether outward events such as this reading...

or inner imaginings) that we are altogether oblivious of tima (0 dimension) .

Next, we might notice that most often our awareness of tins is of an ex-

ternal pressure or of emptiness. We must finish such-and-such by this o'

clock, or we must arrive at so-and-so's by that o'cbck. We become tense

and hurry, glancing at the clock from time to time. Or else we have nothing

to do and wish this o'clock would arrive, when we expect something more

promising to occur. We bemire bored and sleepy, glancing at the clock from

time to time, wishing it would hurry. External pressure or lack of direct-

edness do seem to remind us of the duration of time, but in a curious and

perverse way. It is as though tiro were outside us, judging us. It is us

against time. Our awareness of time in this case comes when we interrupt

the prcccss of 0.1atevor wn are doing to glance at the clock or to wish

we were not in this situation. So this kind of awareness is not awareness

of the process of enactment of an event. It is its obverse, a negative

sense of duration, which we might dub the-1 Dimension. Ironically, what

can keep us from process awareness is our effort to manipulate the world

or our own imaginings to meet our needs. We arc too busy formulating and

re-forming and being formed by the world to notice the mutuality of the

A actual exchange. `Therefore, we remain two steps away from seeing temporal

vte forms. Our own form-ulating can estrange us frcm temporal forms. Indeed,

it is a generally accepted objective among many professionally rigorous

1').
formulators knee...in as social scientists so to formulate the social universe

,arit.o be able_to ignoreetime_altpgether; This quality of formulation again

seems the exact obverse of that required to envision time-encompassing

forms, so we might dub it the -2 Dimension.

NaMOw all

Given a three-dimensional perspective on Lime, I would still

propose that at any one dimension the stages of a personal or organizational

life-cycle would manifest the stages in the order listed by the theory.

Moreover, the three temporal dimensions would also obey this sequence for

th; same event in the sense that they would refer to three sequential

459
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stages, with the form expressing the first of the three stages, the

process expressing the second, and the content expressing the third.

In general, both the story I have told about Upward Bound and the pre-

sent theory of sequential stages focus on the,process dimension or dur-

ational aspect of time.

The implication of the three - dimensional theory of time is that

each succeeding stage in a life-cycle begins as a "point" in the previous

stage, becomes a "line" in its own stage-time, and then becomes a "form"

in relation tL, the succeeding stage. The experiential meaning of these

qualitative changes of dimension may became clearer by comparison to an

individual. Before birth the foetus has no dimensions on a physical or

social map. It is a mere point of its mother's anatomy, so to speak.

Frcat birth ti], death the individual's life process could be rendered as

a line on a physical or social map. After death historical figures may

be shoen on maps of an area to symbolize an era. Their characteristic

posture in life becomes away of formulating the period as a whole.

Taking a step away from the physical map analogy, we can see that before

birth and early in life persons have no social dimensions whereas later

in life and after death persons quite often are remembered as a model

(form, myth) to emulate (or not to emulate). To put this another way,

three generations occupy each temporal stage, the older rightly

Tr' eROV
the middl'acting for the common good, the youngeikreparing.

I believe the reference to different dimensions of time is more

than a geometric visualization of a commonplace: that both the past and

r

6

fortlinro
0"

future influence the present. By introducing the idea of three distinct,

4 SO
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interrelated qualities of time at each moment, it: (1) gives us a

conceptual lever for avoiding temporal reductionism (e.g. childhood

krAporyl(

determinism) andescapism (e.g. naive worship of a limited sense of

the Naw as everything); (2) creates the existential challenge of de-

veloping three - dimensional time awareness, fran which we could derive

more balanced and fruitful personal and social analysis; and (3) can,

through practice, yield the moral discrimination to see the dilemmas
4

blockages, and distortions visited upon us by forms, processes and

aretwomAcy4/4".A4 .

. contents thatA one another, as well as the moral power

to choose mutually congruent forms, processes, and contents in ou.eawn

thought and action.

It is another commonplace that past, present, and future today

struggle terribly for possession of our souls. We hear many impas-

sioned pleas that we not forget the lessons of history, other pleas that

we overcame our alienation fran present emotional-sensual reality, and

still other pleas that we respond to the imperatives of our collective

ciFtrho-ciFly

future. We feel urges to emulate our heroes, to satisfy externalAdemands

on us, to create a better world for our children. These pleas and urges

are often formulated/interpreted in terms that make than mutually hostile,

or at least mutually exclusive. Which way shall. I turn, our one-

dimensional attention queries, never suspecting itself to be the root of

the problem that seems to flower so vividly in the world- out - them, so

far beyond our grasp and control, but so demanding of our response. Some

may immediately feel offended by the quietistic implication they draw from

this argument that one ignore the world's problems and turn inward instead.

451
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If so, they may ignore the real implication of the argument: that we truly

stretch ourselves, and the world about us, gradually ceasing to propagate

,and encourage either/or person - worlds, by pursuing a both/and method-goal.

% The analogy mode above betwe'n the three temporal dimensions in each

stage and a person's youth, maturity, and old age, suggests another impli-

cation: that if we looked at each stage of a life-cycle "through a micro-
.

scope" or, indeed, at any discriminable event-over-time, such as a conver-

sation, we would find there an entire life-cycle in miriature. My informal

observation supports this implication. For example, it is quite amusing/

frustrating to begin to see how rarely conversation topics in everyday life

survive the first interlevel break. Also, the way in which whcle subcycle.s

of the Upward Pound program can be subordinated within one or two stages

in0.514iteS

of the overall two -year life-cycle ,evidene this idea.

I have already alluded to subcycle stages within the core staff

rJ Cho ,r1Stortece,
stage (p.389). Another example is the first

spring's meetings to prepare the staff, to which we will now turn. All the

meetings are subsumed under the "Investments" stage of the o%-erall program,

jrai_4ertiZAS vezeat4onslibut they move from through "Preciatined Productivity"

when looked at more minutely.

THE PREPARATORY STAFF MEETINGS OF THE FIRST SPRING

404 Atj
For the most partP tial conversations occurred before the be-

ginning of the meetings, though of course the early meetings formally re-

present initial conversations. The other events of the spring meetings

- seen to me to be organized in the following way:
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1. Struggle to define a new leader-matter relationship,

first meeting. Ch.3, p.1, 6-7

2. Jennie's and Sam's calls about how not to conduct

meetings Ch.3, p.5

3. The process of the first group decision, second

meting Ch. 3, p.6

4. Potential members attending meetings to test the

organizational climate. Ch.3, p. 23

453
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MEMBERSHIP STAGE, FIRST STAFF PREPARATION

1. content of decision to become co-ed

2. new .m joining staff after coming

to meetings

3. conflictful, oscillating process seen

as characteristic

4. felt contrast between public schools and

our program

BES1
COI MOS%

Ch.3, p.6

Ch.3, p. 23

Ch.3, pp. 19-20

Ch.3, p. 23

EXPERIMENTAL STRUCTURES STAGE, FIRST STAFF PREPARATION

1. student admissions -- devising of forms and reports

of trials and errors in interviewing-potential

students p. 23

2. early play with various curricular

possibilities Ch. 3, p. 24

PREDEFINED PRODUCTIVITY STAGE, FIRST STAFF PREPARATION

1. executing student admission process Ch.31'p. 24

2. organizing a general curriculum by
--

weekly topics Ch.3, p. 24

3. original outline of daily schedule Ch.3, p. 24

NO events occurred in the first staff preparation period to give the

staff a clear, positive sense of social identity as a program. The

program was clearly different, but for most its openness to members'

influence probably felt more empty and anxiety-provoking than formu-

lable as a sense of identity. For the staff the sense of program

identity hovered between the implicit and the explicit as the staff meetings

ended and throughout the summer's experience, becoming more fully formr

ulable only afterwards.

4 51
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We can now turn to the life-cycle of the first summer session.

The trip to the new world of the camp from New Haven via, bus and the

er ving rain shower requiring everybody to dry themselves off as a first

ccm:Nnal act is full of coincidental birth symbolism, reminding us that

"Initial-Conversations" have non-verbal aspects too. Some of the princi-

ple "Trust" or "Investments" stage events have already been enumerated

(p. 383) and the multi-stage roles of the volleyball games and the general

meetings to develop structure for the school have been discussed. The

rest of the summer's events (i.e. those reported in Chapters 4-7) are ar-

ranged chronologically and categorized as to stage in the following summary:

EVENTS AND STAGES, FIRST SGT i SESSION

1. resolution of the fight, pp. 13-15 p TRUST

2. pitching in to make emergency dinner
AU10::1`1Y

TRUST

after fight Ch. 6, p.14

3. reconfirmation of decision to go to

Newport pp. 15-16

4. united by threat of bus driver, pp.16-18

5. sense of unity at Newport, p.18

6. Greg-Susan conversation, pp. 18-20

7. ?arson as bounded environment with related

issues of gates, visitors, and hours

during second wek, Ch. 7, pp. 1-4

8. black power discussion with Weiss, pp.7-11

9. first Discipline Committee decisions, pp.11-14

10. tutor explorations on relating to students,

pp. 11-14

TRUST

AUTONOMY

AUMI'MY

TRUST

hYrplAtAi

11.WATivg

INITIATIVE

INITIATIVE

mrrinntr,

*For these longer lists of events I will use the more concise Erikson names

for the stages.
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11. new kinds of relationships for

Henrietta, Hank pp. 15-18

12. interracial couple, Ch. 8, p.1

13. Discipline Committee as educational

vehicle for cm members, p. 7

14. creating new structural arrangements--

writing workshops et. al.

15. report on changed student attitudes and

successful relationships, p. 22

16. the various events surrounding the article

about Upward Bound, pp. 1-11

17. bad planning of 4th week cote class, p.7

18. physical exams during 4th week, p.7

19. staff defeatodness at failure of re-

structuring, Ch. 7, pp. 26-27

20. regular production of-"Tin. Ghetto", p. 11

21. return to tutorials with increased

effectiveness, p. 14

22. conversation with Holt, p. 13

23. advisory board meeting, pp. 12-13

24. Discipline Committee self-review

BEST ten AVAILABLE

TRUST
p ALTIONOMY

C INITIATIVE

INITIATIVE

INDUSTRY

INITIATIVE

INDUSTRY

p INDUSTRY
c IDENTITY

INDUSTRY

INITIATIVE

INDUSTRY

INDUSTRY

25. staff decision not to suspend glue

sniffers, pp. 15-16

26. staff decision not to restrict last week to

academically-inclined students, pp. 16-17

27. conversation with local black power

leader, Ch. 7, p.11

28. explicit definition and confrontation

between staff factions, pp. 17-18

p INDUSTRY
c IDENTITY

p INDUSTRY
c IDEWITY

p IDENTITY
c INTLMACY

IDENTITY

IDENTITY

IDENTrry

IDENTITY

Iroari,..4 -14 .. 44.aalifidM11 a



-401-
BES'CO'P'S

AVAILABLE

29. art work and outdoor gallery, p INDUSTRY
c IDENPrfl'

pp. 11,18

30. 'Comp Comp writing, e.g. Melinda,
p INMUSTRY

Henry Aston, p. 18 c IDENTITY

31. final ceremony, pp. 19-20 IDENTITY

32. final staff meeting, p. 20 c IDMNTITY

We see that the stages once again unfold in a generally sequential

manner, with particular oscillation and interweaving of the "Industry" and

"Identity" stages toward the end of the su-anerne reader may wonder

on what basis I decided to assign some events but not others to more than

one temporal dimension --a decision wAich certainly influences hog. the

sequence of stages, down the 'right side of the list, scans. My decision -

making process may have been quite subjective. I assigned an event to more

than one temporal dimension when its meaning. in the additional dimension(s)

was immediately evident to me but did not seem reiely trivial. Most often------,

this occurred in cases where the content dimension of an event seemed to

pcdnt.with special force and clarity toward the next organizational issue,

or, in other words, to join language to experience in such a way as to

render more of the implicit explicit. It should eventually be possible to

develop a theory which distinguishes processcontent relationships conducive

to further orgenizational development from process-content relationships

conducive to organizational stasis and regression.

/

Frankly, I am not discussing at great length my reasons for assign-/

ing each example to a particular stage because I do not wish to bore you/,
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or myself. Instead, I am choosing to discuss only those instances that appear

anomalous. At the beginning of the next chapter I will summarize the char-

acteristics of each organizational stage, as these are suggested by a review

of my way of ca'xgorising the individual events. Thus, the categorization

serves two purposes--to test the theory as already articulated in the previous

chapter and to elaborate further the organizational characteristics of each

stage.

.With that aside, one issue concerning the list of events

of the first

summer a nun

the program

process, and

stages. Let

summer session seems to me worthy of comment. During the

$feACkers ram

oar of the discussions,which occurred with outside

xpear exceedingly similar in formal terms, and in

-"-

even in topical theme, yet I have assigned them to different

1

us take the discussions with Weiss (48-Initiative), Holt

(22-Industry), and the black oannunity leader (27-Identity). All three

wore lively discussions with a heavy emphasis on racial issues. In what

way do they represent different stages? I-assign the Weiss discussion to

the "Initiative" stage becauSe it was the first such discussien.of-the

summer and, from all appearances, the first time over that most of our

students had experienced in public discussion the deep interplay of the

personal and the political. I assign the Holt discussion to the "Industry"

stage because by this time such discussions had become common among us an

a way of inspiring intellectual work. I assign the discussion with the

bine% ccranunny leader to the "Identity" stage because on thio occasion

students were able to diflurc:ntiate their stances from one another and

the viqitor without fo:Ainl mutually u.liunAtd as a result.
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EVIDENCES OF LESS OPTIMAL FUNCTIONING

As we turn to the three multi-stage events of the second spring

and summer--the selection process, the staff preparation meetings, and

tho: scond summer session--we can expect new twists when we

attempt to categorize events. We would expect, that the less optimal

funchiotaing of the program would find some reflection in our analysis, if

tho theory curries any practical significance at all.

Twill begin with a table of,events of the selection process and

stages to which I've assigned those events:

ION COI figAVOI

EVENTS AND STAGES, SELECTION PROCESS

1. application forms, Ch. 10, p.1

2. first general meting, solutions to

group problem disconfirmed, pp..3 8

3. interviews, pp. 1-2,8-9

\

\\.

N\._.Bira`H

4. four group meetings acc_rding to core

staff evaluation of applicants, pp. 9-15

5. total group decision-making process at

beginning of final meeting, pp. 16-17

6. core staff selection decisions during

and after final meeting, pp. 19-22

f BIRTH

p TRUST

C AUTONOMY

p TRUST

c AUTONOMY

f AUTCMIY

p INITIATIVE

C INDUSTRY

f INITIATIVE

p INDUSTRY

IDFNTITY

p INDUSTRY

c IDENTITY

.16
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7. meeting of two small groups of ap-

plicans without core staff, evening

of final meetingi

80 llf4111811

AUTONOMY

For me, several aspects of this table stand out. First, it feels

very easy to categorize all three temporal dimensions of each planned

meeting, as though there were greater congruence among them on these

occasions than is ordinarily the case. I am in no position to argue

this point strongly, however, since I conceptualized both the meetings

and the theory. "Second, the categories point out a "hole" in the planned
or "tAvAloersq;'

selection process. It overleaped the HAutonomyflAstage, even though it

may have provided a good 'context for it (i.e. strong "Autonomy" cues in

previous content and subsequent form). We evidently expected the ap-

m ern toexsINfA,

plicants to develop a sense of .zaitoriagopkenin the program through their

private reflections between the interviews and the group meetings, and

to concretize this sense through their initiatives at the group meetings.

And indeed this sequence could occur, as witnessed by Ben's and Greg's

behavior during my meeting with the "weak" candidates. But, .dovioulAy,

these meetings were the point of maximum strain on the whole process,

the point at which it began to break down, and these categories suggest

why.

This analysis is reinforced by the third aspect of the table that

stands out. In the exclusive small group meetings of the applicants tli .̂

final evening, indicating their incomplete sense of 1ptonomy4fram the core

staff, we see the cluarest example of retrogression to a previous stage

encountered thus far in the program. Had I been attuned at the time to
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the breakdown in organic development that this event portended, we might

have been able to plan the early staff meetings after selection to deal

directly with this issue.

A fourth aspect: of the table that stands out for me is the implicit

.inconsistency between the two events whose content pointed toward the

"Identity" stage for the new staff. The first implies content-collabor-

ation and the second structural-collaboration, to recall the distinctions

introduced in Chapter l' (pp. ). This inconsistency reflects the

f Ge, vX4
lack of claritWasiug Lhe core staff about the different qualities of col-_

laboration. Of course at the time I escaped the inconsistency by ack-

nowledging it, but regarding the Care staff selection decisions as having

been "forced on us," contrary to our will. As would have been more evident

to someone less anchored in the ideal than I, my "escape" in no way altered

the reality that the inconsistency had occurred and that that inconsistency

was likely to influence our common future. If I had taken this inconsistency'

seriously, we might have been able to formulate our new modes of collabor-

ation more clearly at the time and thereby appeared less two-faced to the

new tutcrs.

We turn next to the second spring's staff preparation meetings.

Forthwith, the table of events, by meeting, along with my categorizations

of the events:

EVENTS AND STAGES, SECOND SPRING STET' PPFARATION MEETINGS

First Mbeting

1. slat start because of King assassination

rally, Ch. 12, p.1 BIRTH.
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2. Cylia: should whites be on staff?

pp. 1-2

3. blac%-white: dominance-submission.

4. scriber mood, talk of guerilla warfare

Second Meeting

COI 10111110.1

p TRUST

c AMONOMY

5. tutors' questioning about program, their

own role, stressful relationship to Tim, p TRUST

C AUTONOMYpp. 3-8

6. introduction of role playing and Zack's

experimenting, p.4

7. question about program's criteria

of success, p.4

8. Tim's histor of our work with

students, p.5

9. Mal's attack on role playing as un-

genuine, p.8

p INITIATIVE

c INDUSTRY

p TRUST

C INDUSTRY

p TRUST

c

p TRUST

C IDENTITY

Third Meeting

10. care staff tries to respond, p.8 TRUST

11. tutor ambivalence about subgrouping, p.8 AUTWOMY
12. decision to subgroup, p.8 INITIATIVE

13. work of subgroups, differentiation p INDUSTRY

between r.t.s. and t.a.s., p.9 c IDENTITY

14. presentation of research, p.9 p IDENTITY

c IRPIMACY

15. resistance to research on basis that p AUTONOMY

it blocks real work, p.9 c INDUSTRY

16. Gene Renfroe suspected as stooge, p.10 TRUST
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Fourth Meeting

17. antagonism to research results,

pp. 11-12

18. decision to make researchers ob-

servers, p. 12

19. tutors influence ageda, p.12

Fifth Meeting

20. oore staff accused of lying, p. 12.

21. white family meeting, p.14

Sixth Meeting

22. decision to hire more blacks

23. curricu?ar area meetings, p.15

Seventh Meeting

BEST COPY AVAILABLE

p AUTONCMY

C IDENTITY

p INITIATIVE

c INDMTRY

p INDUSTRY

IDEUIT.Y

TRUST

p TRUST

c IDENTITY

p TRUST

INDUSTRY

24. Mal as chairman--reports from cur-

ricular groups, pp. 15-16

. 25. Rob's anger -- structural proposals, p.16

26. resistance to proposals

Eighth Meeting

27. acceptance of proposals

Ninth M.ehLing

28. informal conversation

p TRUST

c INDUSTRY

p INITIATIVE

c INDUSTRY

AUTONOMY

INDUSTRY

TRUST
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Weekend

29. Bob -Nat argallent on teaching social

stud:es

30. divergent interpretations of history

of pr.ogram

31. neeting on role of research

Meetings Just rofore Summ2r Session
#

SST COPY AINIABLE

p INDUSTRY

C IDENTITY

p IDENTITY

c IN I DtrtCY

p CITY

INTIVACY

32. decision to separate black and white

men v.th review after first week, p INTIMACY

Ch. 14, pp.2-3 c GENERATIVITY

;,....,

We find that the regression of the final selection menting pre-.

saged a chronic regression at the outset of each of the first seven

meetings of the preparation period. We are also introduced to "a new

pattern at these meetings--repeated cases of events where the content

concern is more than one stage ahead of the process concern. This

pattern seems to be another index of organizational pathology. The

events which fit this pattern seam to have in common a discrepancy

between intentions and effects, or between interpretations by different

parties of a given effort or result. People seem to feel more frustrated,

more resentful, more unheard, more unjustly treated, or more cynical

about others' mctives on such occasions.

The final part of the program that can be viewed as a distinct

life-cycle is the second summer session.
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S AND STAGES, SECOND SUMER SESSION

1. ransacking of dormitory and return of

furniture, Ch. 14, p.4

2. first routine days of classes, p.1

3. regular sub-group meetings of staff, p.1

4. first disciplinary ccmmittee noeting,

pp. 4-6
8

5. first community meeting, pp.5-8

6. full staff decision to keep discipline

committee all staff, pp.8-9

7. Sunday night tutor group meetings, p.9

8. Midnight false alarm demonstration, p.10

9. Student Planning Committee creation and

first meeting, pp. 10-11

10, continuing class meetings, early weeks

11. Milly and Melinda incidents, pp. 11-12

12. further SPC meetings and proposals to

staff, p.12

13. factional conflicts within staff, p.13

14. daylong "honest hate" staff meeting, p.13

15. early incidents causing friction between

UB and environment, p.14

16. impending dismissal of UB from campus, p.13

17. money a llection to repair door
18. S.U.B. Club ] p.15
19. black family meeting

2C. college-UB nnetings, gloom! atmosphere,

"salvation" by Jake, pp.16-19

BEST COPY RIIMUSE

TRUST

TRUST

TRUST

AUTO=
AUTONM

p rarmIvE

C IDMITY

p INITIATIVE

cIDFVTITY

f AUTONMY

C IDEN'TIT'Y

INITIATIVE

INDUSTRY

p INDUSTRY

C IDENTITY

p INDUSTRY

c IDENTITY

IDENTITY

IDENTITY

INTIMACY

f IDEN"rITY

p it\TrimACY
C GENEIVNIVITY

INTINT.CY
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21. personal crises of students, pp.19-20

22. invasions; by "visitors", p.20

OEST COPY 101111,101

p INDUSTRY

c IDENTITY

INTIMICY

23. fragmantztion of organizational activities, p.20 IDENTITY

.24. collese staff-UB student meetings, p.20 INTIMACY

25. decision to end residential progran early, p.21 INTI1ACY

26. catastrophic sixth week, p.22ff. IDENTITY

27. productive non-residential week, p.21 =MT=
28. large nutter of course make-up exams, relative

to first summar, passed by students in the fal11_,,

p. 21 GENERATTVITY

I have already noted several ways in which lack of sequential

ordering of the temporal stages alerts us to organizational pathology- -

the skipping of a stage, regression to an earlier stage, and a gap.

between the stages indicated by the process and content of the same

event. The categorization of events of the second sinner makes it

clear that the mere absence of these signs of pathology and the mere

presence of sequential ordering of stages does not guarantee organi-

zational health. If we glance down the right hand column of stage

names, we find a fairly Sequential ordering of the stages, yet the

program ended in disintegration. And indeed, it should be clear that

to categorize an event as struggling with a certain stage issue is not

to assert that it is successfully resolving that issue. Many of the 416S

events during the second summer session labeled "Identity" (#13,14,

23,26) and "Intimacy" (U5,16,22) v.,.fer to processes which disintegraed

the program.
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On the other hand, it may also be the case that struggling with

the more advanced organizational issues gives an organization a funda-

mental coherence that it could never attain at earlier stages, even if

it does not succeed in resolving them. I don't knoi how else to

understand the "rising of the phoenix from the ashes" during the non-

residential seventh deck which turned out to be so productive. It may

stand as an example of how the spirit of collaborate. ,n, if sufficiently

striven for in practice, can assert itself just when, and perhaps even

only when, the organization, as structurally conceived, dies to itself.

For only then .he members together reconstruct reality. Even though

we constructed the reality in the first place, further experience brought '

mroe of us, and new parts of each of us, into play--a noa us, demanding,

creating, being a new reality, requIring new su.actures.

By speaking of the need for ar organization to die to itself in

order to make the transition to the "spiritual" stages of intimacy and

generativity, I do not mean to imply that such a death-in-life need be

as violent as ours was. Part of the violence ot our death resulted, I

now believe, from my (and others') inability to conceive of such an end

as potentially constructive, as potentially a ilea beginning. Therefore,

I resisted the end to my utmost and thus prolonged and intensified the

death agony. Compulsively constructive, I could not conceive in

practice of yielding to the destructive in a certain way; I could not

conceive in practice that death could bo welcomed into life in .ich a

way as to enhance consciousness. (I Jay "conceive in practice" because

.1 was reflectively very much attuned to Christ's ironic injunctions

about living by dying and dying by clinging to life.)
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XVIII. HISTORICAL STAGES OF ORGANIZATION/;;! DEVELOPMENT III - USES IN OTHER1

SETTINGS

However convincing the foregoing theory and application of historical
stages of organizational development may seem, it may not yet appear very
useable to the reader in assessing the developmental status of the organiza-
tions ha or she knows best. In this short chapter, I will try to aid such
a translation to the reader's own UP! in two ways. First, I will present
a table listing characteristics for each organizational stage, abstracted
from the Upward Bound events and phrased in more general language. In this
way a more coherent portrait of each stage should emerge, and the reader can

test. subjectively where the equilibrium of his or her organization seems to
be. Second, I will present brief portraits of a few other organizations that
I have heard about, observed, or worked with since Upward Bound. In some

cases, I used the theory of historical stages merely to interpret events I was
observing; in some cases, I used it as a guide to my own action; in some cases,
I shared the theory with members of the organization and they (or we) used it
together to guide action. It is only because I and others have found the

theory useful in action that T have bothered to present it in the first place.
I hope that applying it to other cases, even if only suggestively, will help
the reader determine its relevance to his or her situation.

The table of stage-characteristics follows:
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STAGES OF ORGANIZATIONAL DEVELOPMENT

I. FANTASIES

a. dreams, fantasies about future, initial visions
b. informal conversations with friends, work associates
c. diffuse collaboration -- discussing or working with others on

occasional, related projects to e::plore shared interests
d. episodic exploration of varied parts of the social environment

to see how they relate to fantasies, where opportunities exist,
what potential consequences of action would be

II. INVESTMENTS

a. organizers make definite commitment to enterprise
b. 'parent' institutions make financial, structural, spiritual

commitments to nurture
c. early relationip-building among potential leaders, members,

clients, advisors
d. leadership style negotiated
e, issues arise about the validity, reliability, and depth of the

various personal and institutional commitments

III. DETERMINATIONS

a, specific goals, clients, staff, members determined (hiring,
admissions)

b. recognizaHe physical territory delineated
c. first common tasks and time commitments
d. psychological contracts between various parties and organization

defined implicitly or explicitly
e. persistence-unity exhibited in face of perceived privation or

threat

IV. EXPERIMENTS

alternative legal, governing, administrative, physical, production,
communication, planning, schedu'ing, celebratory, and/or interpersonal
structures-processes practiced (modeled, role played), tested in
operation, and reformed

V. PRE-DEFINED PFODUCTIVITY

a, focus on Going the pre-defined task
b. viability of product = single criterion of success
C. standards and structures taken for granted (often formalized, .

institutionalized)
.d. effort to quantify results based on defined standards
e, reality conceived of as dichotomous and competitive: succe,-s-

failure, leader-follower, legttimate-illegitimate-illegitimate,
work-play, reasonable-emotional, etc.
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VI. OPENLY CHOSEN STRUCTURE
10 CO MOW

a. shared continual reflection about larger (wider, deeper, more long-
term, more abstract) purposes of the organization

b. development of open interpersonal process, with disclosure, support,
and confrontation on value-stylistic-emotional issues

C. evaluation of effects of own behavior on others in organization
and formative research on effects of organization on environment
("social accounting"); i.e., determining whether abstract purposes
are being realized inpractice

d. direct facing and resolution of paradoxes: freedom v. control,
expeLL v. participatory decision-making, etc.

e. creative, trans-conventional solutions .:(3 conflicts
f. organizational his-story becomes my-story*
g. deliberately chosen structure with commitment to it, over time,

the structure unique in the experience of the participants or
among 'similar' organizations

h. primary emphasis on horizontal rather than vertical role differen-
tiation

i. development of symmetrical rather than subordinate relation with
tparene organizations

j. gaining of distinctive public repute

(CRISIS OF TRANSITION TO SPIRITUAL GROUND)
A

. VII. FOUNDATIONAL COMMUNITY

a. regular, personal, shared research on relations among spiritual,
theoretical, and behavioral qualities of experience

b. transcendence of pre-existing cultural tegories and appreciation
of the continuous interplay of oppositc-! action-research, sex-
politics, past-future, symbolic-diabolic, etc.

c. structure .'goes under', phcenix rises from ashes, shared purpose
(spirit) revealed as sustaining

d. new experiences of time: time as organic; interplay of timely,
timeless, and time-bound; spirit as illuminating and mean-ing
the past and future; history as myth (where myth means ultimate
truth)

VIII. LIBERATING STRUCTURES (from pp.230-

a. lowering of membership boundary between organization and environment;
inclusive rather than exclusive, given commitment by aspirants to
self-transformation

b. tasks deiivcratlev ironic to ellucidate hidden relationships,

incomprehensible (unpleasant, undoable) without reference to their
expression of and inspiration from organizational processes and
purposes

* I am indebted to Judy Putzel for this formulation.
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c. commitment by 'leaders' to pre-meditated structural evolution over
time

d. use of all authority granted 'leaders' to exercise psycho-soci-al
jiu-jitsu, leading to increased sense of loving empowerment among
other members

e. openness (vulnerability) of 'leaders' to challenge regarding
their authenticity

IX. (uncharted, to my knowledge)

. Most organizations that we see about us operate at thL stage of "Pre-

Defined Productivity" If an organization does not achieve this stage,

it rarely lasts long. At the same time, I have already mentioned (pp. 364ff)

the various social pressures which make it rare for aft organization to

develop beyond "Pre-Defined Productivity." This theory of historical

stages of organizational development creates an impetus for organizations

to" negotiate the earlier stages more carefully and to accept the challenge

to evolve toward the later stages. It does so first by simply bringing

the qualitatively different concerns of each stage into ioc:As and clari-

fying their developmental logic, and second by suggesting the negative

consequences of skipping or incompletely resolving any stage.

The dynamics by which organizations enter, resolve, and transcend a

given stage remain largely implicit and impressionistic in this study, as

do the standards by which we might determine whether an organization L.,

growing (in this qualitative sense) at the "right pace" and is resolving

each stage "successfully"rather than "pathologically." But the very

notion and definition of stages or. nrganization development alerts us

to these questions about appropriate dynamics and appropriate standards

of. success. To assume we already know how to change organizations and

when we are doing so successfully is merely to fall back into the

"PRE-DEFINED PRODUCTIVITY" mode of thinking,
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This theory of historical stages of organizational development provides

the basis for anew philosophy and practice of leadership. Organizational

leaders can no longer be considered constructive and successful if they

play conservative or radical roles, authoritative or participatory roles.

Rather organizational leaders must become capable of enacting any one of

these roles at the appropriate time in an organization's development.

Each role can be either constructive or destructive, depending en the

organization's stage of development and its point within the given stage.

At the same time,
organizational leaders can no longer be considered

constructive and successful if they "grow" the organization in physical or

financial or manpower terms. Rather they must become capable of leading

the organization to grow in the qualitative, human, spiritual terms

suggested by this theory, if that organization is to enhance and cele-

brate human dignity.

FREE SCHOOLS

One way to develop a more general sense of the applicability of this

theory to other organizational settings is to see how it helps us to

analyze the phenomenon of "free schools" as they have developed over the

past eight years or so. The very name "free school" is already suggestive

of the likely status of these efforts in terms of the organizational

stages defined here. A fundamental motivation in the creation of free

schools seems to be a reaction agathst the coercive, confining, conformity-

producing bureaucratic structures of conventional education. At the same

time, the utopian cast of the phrase "free school," as contrasted to

more paradoxical phrases such as "open structure" or "liberating discipline,"

suggests that organizers loyal to such a concept are still caught in
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dichotomous thinking, still caught in the most intimate and insidious

aspect of the structure they would like to reject totally. To the degree

'that this is true, they will tend to oppose all efforts to develop structures

as contrary to the ideal of freedom. Likewise, they may oppose attention to

practical, concrete effects of ther behavior, in the interest of attending

to abstract issues of social justice which conventional schools all too

frequently ignore. Similarly, members of free schools, assessing reality

through dichotomizing conceptual structures, may oppose all unilateral

initiatives in the name of participative decision-making (what I have called

"diffuse collaboration"). These are characteristic postures in which our staff

at Upward Bound sometimes found ourselves and which I have repeatedly heard,

in characterizations of free schools.

The effect of such dichotomous thinking is to paralyze an organization

between the stages of "Pre-Defined Productivity" and "Openly Chosen Structure",

negating the former, unAle to affirm the latter. Often the paralyzing con-

flicts themselves result in two polarized factions which might be named

the "collaborative idealists" and the "task-oriented realists" (Lawler 1972,

Hamilton 1973).

Dichotomous thinking also saps all creativity from conversations about

the larger purposes of the organization, and these discussions tend to become

defenses of pre-conceived ideologies rather than explorations toward illu-

minating integrative ideas. Furthermore, dichotomous thinking leads to a

fault-finding orientation ("It's your fault," "No, it's your fault") rather

than to appreciation of tl-e systemic quality of relationships. Such fault-

finding tray operate under the guise of interpersonal openness and gradually

poistn the atmosphere.
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Laskin (1973) has written an encouraging account of how a parent-run

community school gradually began to overcome this paralyzing fault-finding

orientation, when the parent-chairwoman of the Executive Committee and the

principal of the school both began to use a consultant to lock at how they

could improve the congruence and effectiveness of their own behavior. Until

that time, the staff, the administration, and the parent policy-making

communities had all tended to blame the other two groups for the school's

problems. Since that time, each group has begun to do formative research on

its own effectiveness, has begun to take more initiatives ana follow them

through to implementation, and has begun to hold workshops to develop needed

skills.

Another aspect of the historical-stage theory which helps to analyze

free schools is its emphasis on the early stages of organizational develop-

ment. Cooper (1973) offers brief case studies of the development of seven

free schools and impressionist4cally applies the Erikson theory to them

(referring back to an Earlier outline of my theory, Torbert 1972). Four

of the seven schools disbanded in the first few years (one before opening).

In all cases where significant "unresolvable" issues cropped up later in a

school's development, Cooper finds that they leap-frogged over the "Invest-

ments,"ments," "Determinations", c1 "Experiments" stages on the basis of sudden

unilateral actions by a leader. Cooper puts particular emphasis on the

long-term liabilities of leap-frogging the "Autonomy" or "Determinations"

stage, which is reminiscent of the problems we encountered with our new staff

at Upward Bound the second spring after leap-frogging over that same stage

in'our selection process.

The usefulness of fully negotiating the early stages of organizationi0:
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development is exemplifies by Lawler's (1972) fascinating account of starting

an alternative school with working clan teenagers. The process began by

informal Sunday night meetings at his hume, where an atmosphere developed

in which the students felt free to talk about their lives, their problems,

and their desires. Over six months, their concern moved from more concrete,

short-term problems and solutions (e.g., boredom--camping trip together)

to more abstract, long-term problems and solutions (e.g., alienation frrm

school and from own future prospects--trip to Philadelphia to see alternative

schools--discussion of developing own school). Together Lawler and the

students gained moral and financial support from parents, the mayor, and

the city council for a summer program.

, At this point, the organizing process entered a year-long period of

hiatus, paralysis, and breakdown. Lawler left the area for the summer

after the program had b'een staffed. In the fall enthusiasm was still high,

and a storefront was opened. Now, however, a distinct staff group 'lad emerged

and met regularly, and Lawler found his mode of operation opposed by the

majority. His practical, nolitical approach of having persons with a common

commitment work together on the basis of individual initiative to achieve

definite results was shackled by the predominant view in favor of formal,

collaborative decision-making and of opening the storefront to any who wished

to use it. Gradually, action declined in favor of conversation, and persons

from the community who had not participated in creating the organization

began to use the storefront irresponsibly, causing noise that disturbed the

neighborhood and bringing in drugs and liquor. Finally, in the spring, the

police raided the storefront after complaints and closed it. This crisis

completed the demoralization of the preceding months and could easily have

killed the whole enterprise.
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Instead, working informally with the titular head of the staff and with

the originally committed students, Lawler reopened the storefront and within

six weeks restored its credibility within the community and f7,ained funding

and acc-,Aditation to open as an alternative high school. The crisis seemed

to rekindle Lawler's assertiveness and to convince the rest o1 the staff

that some action was needed. This startling emergence of the phoenix from

the ashes seems largely attributable to the residue of shared spirit from

the first year of organizing and to Lawler's leadership style which was

more congruent in practice, if not in rhetoric, with the post-bureaucratic

. stages of organizing.

ESTABLISHED SCHOOLS

If free schools rarely achieve equilibrium at post-bureaucratic stages

of functioning, many factors make it even more difficult for established

schools to do so. In general, established schools are committed to achieving

various indexes of pre-defined productivity, so that the twin spectres of

chaos and paralysis, which organization members' anzieties often lead them to

envision at crisis points between stages, are particularly threatening to

faculty and administrators at such schools. Nevertheless, the vague visions

of qualitatively better, trans-bureaucratic learning environments have per-

meated established institutions as well as the counter-culture in recent years.

My impression is that attempts to change.established institutions or

sub-parts of them usually go through repeated cycles of enthusiasm-semi-

participation-paralysis-hostility-apathy-unilateral action by the staff- -

hostility- reexamination, ending after a few years in bitterness, exhaustion,

and perhaps some rueful learning. The HarNard Graduate School of Education,

where I now work, offers some interesting el:amples. It ..ertlinly oualifies
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as an established institution (though not nearly so much so as the rest of

Harvard). At the same time, its faculty and students, all mature adults

highly qualified in the bureaucratic terms of our society, have deep professional,

and often personal, interests in eloping qualitatively better learning.

environments. What more likely established institution to succeed in developing

to the stage of "Openly Chosen Structure"?

In the past four years three new doctoral programs have started here,

each explicitly committed not only to pioneering new areas of research and

training but also to developing more humane, communal, participative processes.

Each program began small, with between twenty and thirty students and faculty

in each, and each has added about ten students a year, the earliest students

now beginning to receive their doctorates.

Although there are many differences in atmosphere and emphasis among the

three programs, their underlying organizational dynamics show several striking

similarities. All three have been through the repeated cycles mentioned

above, two ferociously, one more mildly. In all three cases, students re-

peatedly complain about the gap between faculty members' rhetoric and their

actual practice. In all three cases, students seem to be competent fault-

finders but seem paralyzed when it cones to taking constructive action. In

all three cases, )oth students and faculty complain of endless abstract

talk and virtually no collective action. The one meeting I attended of one

of the programs may illustrate what they mean: the group spoke for two hours

about ways in which they could get to know one another's interests better;

various proposals for bulletin boards and other modes of communication were

made; not once did someone share his interests, asK about another's interests,

or suggest a procedure for beginning to share interests right then and there.
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It seems that no matter what the differences in age, race; income, or

level of formal education, persons in this culture are equally incompetent

, when it comes to organizing their thought and action in ways more subtle,

more integrated, and mor%warfli.no, than the bureaucratic mode. I have

eaMetimes seen black Upward Bound teenagers deal more subtly and constructively

than white Harvard profes!:ors with theoretical differences inhibiting group

action. i-have sometimes seen rich, apathetic college undergraduates show

more courage in confronting fraternity brothers than a professional usually

shows in confronting colleagues.

I have seen enough such anomalies to feel sure that the kinds of

knowledge and the kinds of practice currently propagatcd by our disciplines

and professions provide no advantage whatsoever in organizing a better

future life together. And I have seen enough unintentional destructiveness

and defensive moral stupidity to fear what will happen if the convent,,. al

order finishes crumbling before we all develop a deep commitment to the

common, personal, experiential learning necessary to move along the path

of greater self-direction and fuller collaboration.

Just as I write this chapter in June, 1973, Jeb Magruder has testified

at the Watergate hearings that he was merely emulating his ethics teacher,

Bill Coffin, when he broke the law in the service of President Nixon during

and after the Watergate incident. That he acted secretly, from loyalty to

a person, and wit's intent to avoid prosecution, whereas Coffin acted publicly,

with appeal to a higher law, and inviting prosecution seem to be differences

too subtle for Magruder's moral intelligence to grasp in his moments of crisis

(which is when moral intelligence is tested). He kept his cool in the witness

chair at the price of sealing himself off from insight, ethical turbulence,
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and re-formation. Insofar as his choice symbolizes the kind of choice many
of us make much of the time, it scares me and angers me. For, in a fast-changing

cybernetic society human truth, not institutional loyalty, manipulation,

cynicism, and hypocrisy, becomes the central organizing power. The immediacy
and ubiquity of iorormaLLoo undermines formei notions of 'political realism'
and makes truth-seeking, truth-telling and trust-building practically

necessary as well as morally compelling political processes. Their absence,

highlighted by the glare of media attention, quickly heighten public distrust
of government to the point where it can hardly function, as the Watergate

hearings show. .Under these conditions
unintentional destructiveness and

defensive moral stupidity can no longer be considered personal privileges.

Instead they now become fundamental threats to the spirit of law and order.

USING THE STAGE-THEORY TO PROMOTE CHANGE AND STABILITY

We can interrupt the somber line of thought projected above to inquire

how the stage-theory can help persons and organizations to move along the

path of greater self-direction and fuller collaboration. I will offer two

examples of situations in which I introduced this theory.

The first was a nine-week Appliet. Behavioral Science Internship program

in which I participated, offered Ly the National Training Laboratories at

Bethel, Maine, during the summer of 1970. There were twenty-six interns from

various professional and social action fields ranging from theology to com-

munity action, most of whom were Ph.D.'s. About three staff members were

associated with us at any one time, rotating each week or so, e=ept for one

co-ordinator, who stayed with us throughout. The weekend after the third week

the interns offered two community development programs for different communi-

ties in New England, an exercise arranged by the staff of the program, After
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this "Pre-Defined Productivity," a severe depression seemed to fall over the

program, with many members questioning its validity. The weekend programs

could have no more than marginal impact upon the respective communities and

clearly did not represent a deep or sustained commitment by the interns to

each community, Hence, they served as easy targets for complaints against

the hit-and-run ( ality of the professional consulting model to which we had

apprenticed ourselves. At the same time, various individual interns had

received disconfirming feedback about their behavior from clients, peers,

or staff and were devoting their energies to digesting that.

After a formal meeting had dissolved in tired inertia, an informal group

of about half the inte,-ns spotaneously met together and decided to use the

f011owing day, which was to be devoted to modeling systems, to create models

of the past, present, and future of the program. I described my stage-theory

of organizational development to the sub-group with which I worked the following

morning, and we agreed that it described accurately the' significant events and

sequences of the first three weeks, as well as the present crisis of purpose.

We developed a specific structure which we thought would help us complete

the transition to the "Identity" or "Openly Chosen Structure" stage, as

well as a structure for living out the stage itself. During the afternoon,

when the various sub-groups shared their modeling efforts, our model and suggested

structure was enthusiastically accepted as the next step for the program

(although there had been no expectation that the modeling exercises would

necessarily lead to such action). The agreement was easy and unanimous, the

only decision of that summer to which those two adjectives can be applied.

Thetewith, the atmosphere of the program brightened for the following week.

The transitional structure involved meetings of small groups to.diagnose
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each individual's deepest personal/professional developmental aims and needs,

as well as his or her foremost resources. The resulting lists were to be

posted around the main meeting room, and from then on the following "stable"

structure would occur. Each morning persons (including staff members) with

needs or resources they wished attended to immediately would stand close to

their lists, while others moved to the middle of the room; the persons close

to their lists would specify what they needed or had to offer, while the others

shopped among these choices for an activity that used their resources or

responded to a need, thus forming groups for the day.

The result was a structure which expressed the particularity not only of

this organization but also of each individual within it. Paradoxically, the

physical movements highlighted freedom of choice and commitment to others at

the same time, overcoming the commonly experienced dichotomy between "doing

one's own thing" and:concern for others (a dichotomy which egocentric applied

behavioral scientists with social action leanings are most desirous of overcoming).

A deeper paradox, unnoticed and unresolved at Cue time but highlighted

by later events in the program, was the emphasis of this particular structure

on individual development rather than on some cormiwn need of the prosram as

a whole. In this sense, we had not developed one particular structure for

the program, but rather a ,framework which legitimized constantly shifting

structures. Thus, it represented a partial regression to the 'Experiments"

stage of organizational development.

After a week of relatively satisfactory operation in our "identity"

stage structure and still well before the end of the program,, intern conver-

sation began to turn increasingly to apparently unproductive wrangles about

the'history of the program. Everyone implicitly assumed that his view of

history was objective, at least with respect to himself. An atmosphere of
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complaint rather than of creative synthesis existed in these conversations.

There had been much talk of the interns as a "learning community," and now

'
the question arose whether we really were a community and whether that had

been an applopriate aim in the first place. There was no sense that our

present actions could make us into a community if we chose, thereby transmuting

our shared history into the history of a community.

At the same time, some persons wished to change from the rotating

"Identity" stage structure to more stable groups that could provide more

intense personal growth experiences for persons. Once again, even though a

form very much like what I have called "Foundational Community" was being

proposed, there was little sense of creative struggle toward a common future

and more sense of wrangling over personal preferences.

My model of historical stages still hung on the wall of the large meeting

room, but it did not'seem to occur to others that the various felt dissatis-

factions might be symptoms of transition to another stage or that, if looked

at together, they might form a pattern revealing the quality of the

next stage. I did not reintroduce the model myself, partly because I was

preoccupied by other matters, partly because I was not in the mood to take

the responsibility of influencing others, and partly because I was interested

to see whether anyone else would remember it. No one did, and the program

limped to a somewhat desultory end,

Of course, as the name itself implies, the transition to "Foundational

Communfty" represents the most serious possible commitment persons can make

to one another (tqcleed, a more serious commitment than persons whose thought

and action fits the "Pre-Defined Productivity" mode can possibly make), so it

is-hardly something to experiment toward for a few weeks at a time. Had we

explicitly considered whether we wished to become a foundational community for
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one another, sharing our asptrations, our work, and our love across the

thousands of miles that would soon separate us, we might well have decided

that we did not wish to do so. But such a decision would have left an active

taste in our mouths, a taste of choosing our own death, rather than the

passive taste that seemed to me to be the common experience.

The second e::ample is of a small organization of about ten persons funded

to run drug education groups for public school staffs from various different

districts. This group invited me to consult with them about how to research

their own effectiveness both as group leaders and within their own staff.

At our first meeting, the two members representing the staff informed me--

before I could set the same condition myself--that I would have to meet the

whole staff before a decision could be reached about our working together.

At the full staff meeting a relaxed atmosphere prevailed, and members raised

anxieties and concerns straight-forwardly, without misplaced efforts to avoid

discomforting me. Thereafter, tapes and meeting observations revealed;

(1) that dual group leaders alrendy criticued one another's behavior thoughtfully;

(2) that the staff operated collaboratively with horizontal role differentiations

(e.g., a researcher, an administrator); (3) that a strong commitment to

organizational tasks existed, such that, for example, one member willingly

took another's pet to the veterinarian in an emergency so that the other could

meet a regular task appointment; (4) that the openness was more than superficial.

For example, the group derided together that one member should leave the

organization because he was not good at lending groups. This was done in

direct conversation with that member and with his agreement. In short, the

organization showed itself to be functioning in a stable manner at the "Openly

Chosen structure" stage of organizational structure without any intervention

483on my part.
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Later in the year, when the members of the organization were experiencing

a particularly painful period of self-examination, trying to determine whether

they should be trying to do the kind of job they were doing, with murmurs about

disbanding and finding other work, I shared the historical-stage theory with

the group, suggesting that they were at the crisis between "Openly Chosen

Structure" and "Foundational Communit' " The theory provoked excited conver-

sation. They felt that the characteristics of "Openly Chosen Structure"

described them very well. It was as though they had needed such a concept

to confirm their felt identity, to give them the confidence to continue to

face the many uncertainties they were experiencing. The notion of shared

purpose underlying structure seemed to legitimize the possibility of changing

their short-term goals and pattern of operation without having to leave the

organization. They also confirmed that they were beginning to e;:perience

"the interplay of opposites," having just the day before discussed at length

whether to take a camping trip together and, if so, what the elTectations

about sexual sharing would be.

There was a sense of caution in the group about committing itself to

"Foundational Community." I strongly reinforced this caution, noting that

I myself did not know exactly what its characteristics meant and portended,

and than: spiritual research usually requires guidance if it is to exceed

mere fantasy. As time went by, the group completed the tasks it had contracted

for that year, at: the same time significantly reconceived their goals for the

following year, and won grants to do their newly-defined job.

It may be welt to end our consideration of the stage theory of organ-

izationcl development on this cautious note. To explore beyond the conventions

of "Pre-Defined Productivity" and especially to approach the interplay of body
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and spirit characteristic of "Foundational Community" is to accept challenge

an'4 risk. To urge such a risk on others may serve only to increase the

risk. Each person and each organization must consult his (her) (its) own

yearnings and purposes to find whether caution requires this sort of risk.

;4
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X1X.'THE POSSIBILITY OF ACTION SCIENCE

I have told a story about my personal experience in a situation where
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collective forces were bursting through plrivious social definitions of

reality. I have also elaborated,a model and theory in an effort to high-

light the general significance of the particular events I have recounted.

In short, I am trying to tell the truth about certain events--events which

I intuit to be of sufficient personal and social 'significance to warrant

such an effort--this Intuition itself the implicit truth I am trying to

explicate.

A thousand and one objections to this purported "truth" immediately

anise.. How can I tell "the truth" when the very exercise of writing in-

volves the continuing choice of this topic not that topic, this word not

that word--inl
A
continuing judgment to represent one aspect of reality in

one way rather than another aspect in another way? How can I tell "the

truth" when the very process involved in the telling always transcends

its own explication, generating further truth/lie material?

Indeed, how can I claim to tell "the truth" when I disregard the

usual conventions for increasing confidence that something approaching

"truth" is being told? On the one hand, I might have told the story from

my point of view, making only the modest truth-claim for it that it at-

tempted to reproduce my particular perspective on some particular events.

On the .other hand, if I wjshed to verify a general theory with objective

data, I might have taken the conventional precaution of researching events

in which I was not an interested p. ticipant. Since I have violated both

of these conventions, how can I support my claim to be telling "the truth?"

4 rSo.
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Moreover, if I am at all right in my characterization of "collective

forces..%bursting through previous social definitions of reality," then how

could any one set of social terms--any one language--tell "the truth" about

the two different social realities?

Which "truth" am I speaking of anyway? "The truth" that I and ethers

acted thus-and-so at a given time? "The truth" as I saw it reflectively

at the time? "The truth" of an event as its consequences for our community

became evident? "The truth" of an event as I saw it at various retrospective

points during and after the program?

How can I spea< of "the truth" when I present an historical theory

' zi theory of change through time--of different truths at different times?

What is the truth-status of the model within which the historical theory

rests? Does it i-epresent "the truth" in some trans-historical--some

ontological--sense? What is the historical-cultural matrix out of which

the model itself.derives?

"THE TRUTH"

These "thousand and one objections" to my project of telling the truth

derive mainly, I think, from the implication deep within the linguistic

structure of the phrase "the truth" that "the truth" could be expressed

once and for all in some particular external form against which everyone

and everything would thereafter be measured.

But "the truth" dances through history too, as do persons and organi-

zations. In this case, the initial story of what happened at Upward Bound

represents the physical-behavioral stages, the theory of collaborative
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Some of these thousand and one objections might Prise as questions

of any attempt to tell the truth, but they all arise, and with special force,

in the case of my cttenpt here, where I take the roles of both actor and

Scientist, of both observer and observed. The dilemmas that this particular

effort introduces require a concept of truth and a notion of how to do

social science consi.de/ablydifferent from our conventional concept of truth

and our connntional notion of how to determine truth through social science.

Conventionally, day-to-day, we tend to view truth as validated, explicit,

objective fact. My effort in this book will make sense only if we can

conceive of truth and scientific method as embracing both the explicit and

the implicit, as well as their interaction; both the subjective and the

objective, as welt as their interaction; both the actor and the observer,

as well as their interaction; both thought and action, as well as their inter-

action; both the general and the particular, as well as their interaction;

and both the temporary and the permanent, as well as their interaction.

This chapter and the next are devoted to developing a first taste for

such an inclusive notion of truth and of social science as a procedure for

determining truth. Even this first taste will offer many intermingled flavors --

flavors of the conceptual, the emotional, and the sensual aspects of truth;

flavors of the personal, the social, and the epistemological espects of truth.

I will begin by trying to characterize in greater detail how we conven-

tionally conceive of truth, contrasting this conventional notion to a more

inclusive notion. Then I will turn to describing some fundamental features

of a social science based on the more inclusive notion of truth. And finally

I iddicate some of the kinds of effort a person must make in association with

others to prepare himself to practice this new kind of social science.
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organizing over time represents the social-structural stages, the notion

of action, science, which follows, represents the incipient cosmic-

spiritual stages.

"The truth" is also inexhaustible. It can never be fully or finally

expressed. A tacit or implicit dimension always operates beyond the

limits of our speaking or writing, as Polanyi (1958) has so eloquently

made explicit for us. Nevertheless, with artistry, a valid concept and

an appropriate emotion can be communicated, with the effect of refining and

sensitizing another's awareness to the realm of the implicit, so that its

040:.
messages may influence one's explicit behavior mon: clearly,Isdirectly,

and more strongly. One cannot focus directly on the realm of the ,implicit,

for to do so changes its locale. We may be able to make explicit what

was formerly implicit, but the new moment carries its own new implications.

The cosmic-spiritual stages of social development, if we reach them

at all, will not be a time when everything is explained. They will hot

end all mystery, replacing the subtleties of life with the undifferentiated"

white glere of truth, as some persons fear when offended by "too muc.

honesty," they defend the social value of hypocrisy. No, the cosmic-

spiritual stages of social development will not end all mystery. Quite

the contrary, people will learn to welcome mystery and miracle into their

moment-to-moment awareness. We will break the tyranny of our untrained focal

attention and learn to include subsidiary and intentional modes of aware-

ness within our definition and experience of consciousness.* The search

for truth will cease to imply to us the destruction of mystery and will

489
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come to me.An once again, as it did traditionally, initiation into the

, mysteries.

Perhaps. we tend to treat "the truth" as though it were a single,

still and constant external thing because of its singular gender, be-

cause of its linguistic status as a noun, and because of the way the

article "the" seems to pin down its referent. If so, the influence of

this linguistic structure (and the social structures consonant with it)

is very deep, as I learned a number of years ago when I interviewed blue

collar workers and asked them, among other things, what they thought a

perfect society would be like (Torbert 1973a). "Perfection" evidently

sounded to them as static as "the truth" may sound to others. Let's

listen to some of their comments:

(- -What do you think a perfect society would be like?)

"It would be awfully boring...There'd be no change or
challenge to it--whether always a cloudy sky or bright
and sunny."

"It would feel like hell if people were perfect. People
would have no ambition. There'd be no reason to have a
governing body--there'd be no crime."

"It would be monotonous: no squabbles; nothing ) do."

"I'd never get along in a perfect society. If we all
thought alike and did alike, things would be going too
smooth. It would cause a lot of unemployment because
you wouldn't need the police or fire department."

"There wouldn't be the challenge and excitement of the
two-party system. There'd be no differences, nothing to
discuss...If there are no challenges, the creative spirit
dies." (quotes from pp. 153,175)
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The worker's visions of perfection seem to be of a condition so

constant that even the weather would not change, so singular that there

would be no differences of opinion, so still that there would be no

movement, no life ("people would have no ambition"..."the creative spirit

dies"). Indeed, one of them explicitly stated the immense paradox of

this vision of perfection, without seeming to be bothered by the disson-

ance of the paradox ("It would feel like hell if people were perfect ").

I do not believe that this peculiar twist of thought, by which the

best of all possible worlds becomes transformed into the worst of all

possible worlds, is confined to these workers. In this century we have

seen claims of truth and promises of perfection wielded as banners for

tyrannical regimes too often not to shudder at the horrors we associate

with such words.

But more deeply internalized than this association, because more

common, more habitual, and less conscious, is our tendency to treat

truth and perfection as concrete, external qualities which aould be

achieved by obliterating untruth and imperfection. This tendency is

reinforced by the technological emphasis of our society on the manipu-

lation and transformation of external materials into desired products.

Note the concrete and externalized quality of the workers' descriptions

of a perfect society. The three abstract, internal qualities mentioned

(ambition, challenge, and creative spirit) are mentioned as absent.

Feelings of love, friendship and community are not mentioned, nor are

ideals of justice and self-fulfillment, nor are any of the lively act-
.

ivities which such qualities would occasion.
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Theologians have long pronounced the externalized version of God

dead. Like these workers, most of us no longer believe in th.- externalized

versions of truth, perfection, or God. But the ghosts of these old beliefs

still haunt us, permeating the implicit structure of our thought in our very

act of denying its explicit content. So, we deny the possibility of truth

or perfection or God, while continuing to think of them (in their absence)

in externalized terms. We thus succeed in throwing out the baby and keep-

ing the dirty bathwater.

The words "truth", "perfection," and "God" only lead us toward

tyranny, error, or paradox so long as we cannot appreciate them as rela-

tively concrete,* external symbols for abstract** qualities which may in-

form (or be blocked from in-forming) more concrete things, thereby

bringing them into a new relationship with one another. Thus, the de-

sire for a protected habitat and the concept "house" may in-form a man's

behavior which, with the help of in-formed tools, can in-form some trees

into a home. During this process the concept "house" will remain relatively

still and constant (though the more concrete and specific image may

change); the man's behavior will vary over time, but probably not so much

so that he becomes unrecognizable afterwards to someone who knew him before

he began; and the trees will be most completely transformed into unrecog-

nizable shapes, textures, dispositions, and relations.

.1111.11...1111.
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Beyond concepts there are still more abstract, usually pre-conscious

qualities, such as the intuitive axioms about the nature of reality which

bound each culture and nest it, in turn, within the earth-sun-planetary

eco-system. And, still more abstract, since a relationship is in

principle more abstract than the qualities related, is the relationship

between such abstractions and more specific, more concrete, more ephemeral

appearances.

Humanity uniquely straddles the worlds of the abstract and the con-

crete--of the informing and the informed, properly re-searching as well as

en-actinehc 'truth," properly struggling toward judicious receptivity

or impression as well as judicious conductivity or expression. Humanity

properly communicates between the mundane and the ineffable, our task

to endow our activities with common intelligence. This particular task

introduces standards into our living; we can ask ourselves at each moment

to what degree phenomena impress our intelligence, and, in turn, to what

degree our feelings, actions, and effects express common intelligence.

Such is properly the scope of social re-search--the undertow, the

backflow, the reciprocal of social action, withoutt4hich social action

necessarily becomes incongruent, unjust. The more mundane qualities of

human experience may express the more ineffable qualities congruently or

incongruently--incongruences resulting from insufficient re-search.

The degree to wilifh the understanding of truth outlined here appears

strange to the reader indicates either the invalidity inis understanding

or the widespread insufficiency of the kind of personal-social-spiritual

re-search I allude to. The ctnry I have told and the theories I have
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evolved to illuminate relationships among events can serve as materials

for the reader's judgment between these two alternatives.

The terms "judgment," "judicious receptivity," and 'judicious conduct-

ivity," and the repeated adverb "properly" warn us of the possibility- -

indeed, when we consider carefully, of the inevitability--of error in human

affairs. Blinded by the brilliance of the visible world, we may not appre-

ciate the possibility of re-search in the invisible worlds of thoughts,

feelings, intuitions, and atmospheres. In this case, our judgments degener-

ate toward arbitrariness, our standards toward cultural relativity. Or

else we may be at. the outset of such re-search, in which case our ex-

, perience of intelligence rarely exceeds the moment necessary to observe

incongru%y--error. In our distaste for what we see and our haste to right

the wrong we observe, we forget to continue our research; we lose contact

with living intelligence, and instead act habitually, compounding the in-

congruity and error.

On this page "the truth" is one phrase among many, the subject of

many predicates. How can it be the "whole truth?" It cannot be, of course.

The question itself is in error, for it implies that "the truth" could

be captured on this page, whereas, at best, you and I can use these words

to re-present "the truth" momentarily through our relationship here.

Generally, though, "the truth" can first be appreciated as occasional

witnessed incongr y next as the struggle toward disciplined re-search

and congruous action, and finally as an effluent quality, permeating,

relating, defining, enlivening mundane things.
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WITNESSED INCONGRUITY

For example, you, the reader, may experience right now an incongruity

between your sense cf "the truth" and the sense outlined here. You may be

almost totally absorbed in defending or doubting your version, or in attack-

ing mine, but you can be certain under these conditions neither of your

version .nor of mine, but rather of the incongruity'between these words and

your own thoughts. Such a truth may not seem like much to hold on to--and

that is really just as well because anything that can be held onto is cer-

tainly not "the truth." The relationship between your thought and these

words keeps evolving. If the metaphor of holding is at all appropriate here,

we should think of "the truth" as holding (but hardly holding on to) us.

Such a thought may remind us of a subtle, permeating, enfolding observation

which can be occurring within us right now, alerting us simultaneously to

this page, to our behavior of breathing and reading, and to the thoughts

scurrying by to complement or interrupt our impressions. "The truth" plays-

in this field between innermost vision and outermost effect, transforming

from illumination to energy to matter, transmuting from matter to energy

to illumination.

The example of incongruity I have just offered is at once the most

immediate and the most difficult kind of incongruity to observe. Even

though, or maybe because, our own thought occurs cont,nuously, it is

difficult for us to observe it. Indeed, we spend much of our waking time

observing things outside us from our thought. It is unclear how we would

go about observing our thought itself. What would we observe it with?

Perhaps we have some clues to the answer to this question from reading 495



BEST COPY AVAILABLE

439.

about the development of "higher" states of awareness (e.g. Castaheda 1972,

Herrigel 1953, Ouspensky 1949), or from occasional experiences of our body

as a pulsing, breathing background against which we can be not only thinking

but aware of ourselves as thinking.

A much simpler example of incongruity would be the kind we can observe

in others between what they say explicitly and the (implicit) way they say

it This "genre" can be illustrated by the statement: "Whatever you do,

don't take anyone else'S advice. Be independent. Do what you want to do."

Here the speaker is saying not to take advice but is himself giving advice;

he is telling the other to be independent while treating him etc. dependent;

end he is ordering the other to be free.

Of course, incongruity between explicit behavior and the implicit

process or structure of a situation is easier to see when we are looking

outside ourselves, and even then it is rarely as blatant as the above ex-

ample. Often there is not a direct contradiction between the content and

process of a statement, but rather a discord, and one suspects that the

person speaking would be uncomfortable if he knew explicitly what his

manner of speaking implies. Or, the discord may be between the person's

or group's stated intention and the effect of the actual pattern that e-

volves in a particular meeting. I have tried to point out these kinds of

discord at various points in the Upward Bound story. The reader may recall

examples from the early arguments during the staff meetings of the first

spring (pp. 48-56), from the attempts to discuss problems in tutor meet-

ings the first summer (pp. 138143), or from the conversations of the core

staff during the second winter when we researched ourselves (pp. 220-224).
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In'this context, the many questions at the beginning of this

chapter concerning the truth-status of this book appear in a different

light. We now see that they are all in one way 01 another based on

conventional notions of contemporary social science about the charac-

ter of "the truth." These conventional notions dichotomize the sub-

jective from the objective, the actor from the researcher, the present

from the past, the stimulus from the response. They assume that events

occur from past to future, earlier events causing later ones, the most

frequently recurring cause-effect relationships, measured by an un-

obtrusive researcher, representing the most general truth. I assume

that events occur from intelligence to effect mediated by interruption,

intelligence causing effect to the degree that chance or error do not in-

terrupt, durational time characteristic of events (effects) only and not

of intelligence (and therefore irrelevant to the question of causation),

the process of causation observable only by a participant in it, the

symbols which most revivify our awareness re-presenting the most general

truth.

On a personal scale, we can model this relation between intelligence

and effect at any one point in time as follows:*
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*This model is based upon theory and research reported in my Learning
from Ex)erience: Toward Consciousness (1972) and summarized in Chapter
liespecially pp. 2b-33.
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' Structure(s), Values, Attitudes
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o
ts v

I

Actual Behavior

si f
I

Product or Impact on
Others

The various feedback loops presume that the person is awaredly in con-

tact with more than one level of his functioning at a time and that he

is willing to observe acceptingly the possible incongruities among them.

Of course, this is not true for most of us most of the time, so the

feedback loops are often inoperative.

Nor should the apparently straightforward conceptual relationship

between purpose and effect tempt us to forget that these are different

qualities of experience which operate according to different rules* and

different languages, so there is always a problem of translation among

them. For example, a purpose may be translated into concepts and words,

as I did during the core staff research when I spoke of my purpose as

499

qateson vividly discusses the different rules pertaining to the physical,
energetic qualities of experience and the psychic, informational qualities
in §t,qpsto an Eco11191212ipd (1972).
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"to increase self- directed learning in myself and other members (p. 184)."

But the sense of purpose itself is felt--viscerally, emotionally, and in-

tuitively--if it is anything more than mere rhetoric camouflaging one's

lack of contact with one's own and others' inwardness. And once it is

felt, one must experiment to find a way of articulating it that speaks

to another's innermost experiencing. Most often, we do not feel these

different qualities of experience and the translations among them as we

act. Thus, the solid arrows among qualities of experience are often

inoperative, as are the dotted feedback arrows.

To feel one's life-aim directly as one speaks would be to act

wholeheartedly. Such moment-to-moment centeredness and contact among

qualities of experience would, I believe, grant one's actions "truth -

force. "*

The same model, with the same discrepancy between optimal functioning

and usual functioning, can be drawn for organizational or social processes.

The models are drawn vertically to emphasize '..hat we are not here talking_

about stages over time but "ather about different processes occurring at

the same time:

/774olicy (objectives)

;

I

Ik7APlanning
(strategies)

I (1 ALFeedback and Change 11\.\ v
Implementation (tactics)

\\I
\Evaluation (outcomes)

*The notion of "truth-force" as a quality developed by living life in a

way that integrates the spiritual and the political realms is developed
by Erikson in Gandhi's Truth(t ).
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The Upward Bound story offers many examples of incongruity among

17:.0iAl 4$ mot.0 enc*mpk4
these qualities of our experience togethel t:Jof our attempts to struggle

toward greater congruity. For example, Greg'S and my original dream for

the program included notions about overall "policy" objectives as well as

more specific curricular plans. But the more specific plans became incon-

gruous with the objective of staff self-direction, so we ended up with a

very different curriculum for the first summer. In the case of the se-

lection process the second winter we developed our most elaborate trans-

lation of our objective into a strategy, and then succeeded at some points

and failed at other points to implement the plan in ways that helped the

applicants see the purpose behind it.

Many educational experiments, as well as the research projects set up

to evaluate these experizments, fail to appreciate the fundamental prob-

lems of achieving awareness of, articulating, and developing feedback

among these different qualities of experience. Consequently, neither the

innovative organization nor the research is designed to encourage these

processes. Theo the innovators and researchers are surprised and frus-

trated when they discover that the effectiveness of the experiments

and the meaningfulness of the research are both fundamentally undermined

by such factors as: (1) a lack of clarity about the overall purposes of

the innovation; (2) the lack of specification about what actual behavior

by administrators or teachers would represent implementation of the in-

novation; (3) the discovery that, when implementing behavior can be

specified, it does not tend to occur with any uniformity, so children

are not really being exposed to systematically new and different learning

5C0
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environments; (4) the use of outcome measures that do not relate directly

to what. (at least some of) the experiments are purported to be doing and

from which we cannot, therefore, (a) expect to find significantly differ-

ent results anng experiments (even if their purposes were clear, well-

specified, and uniformly implemented), nor (b) interp et the meaning of

such differences if they do occur.* After all, how meaningful is it to

say that Program A was less successful than Program B at achieving

Learning X among its students, when that was not Program A's purpose in

the first place?

The model of personal and social action and learning offered here

can help us to conceptualize the fundamental issues of our social lire

together--and to organize our action and our inquiry to address them.

This model elaborates on the third way of approaching experience ini-

tially alluded to in the introduction. It points toward an integration

of social action and scientific research--toward an action science.

Indeed, we can use the same model to conceptualize the elements and re-

lationships inhe'rent in the process of optimal scientific research:

Feedback and
Reformulation

Intuitive model or
gmparadigm of knowledge
,3 (Kuhn 1962)

I

ineory, Design

I % V
0. Method, Research

1
0 *instruments
%,
% 0

Data
V

'

*This critique summarizes parts of Cohen's provocative paper "Social
Experiments with schools: What Has Been Learned?" (1973) and Lucas'
"Implementing Social Experiments" (1973).
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DIFFERENCES BETWEEN THE NEW MODEL AND THE CONVENTIONAL MODEL

This model of scientific research varies in many ways from the

conventional model of social science prevalent today. First, and

perhaps most important. the analogies among personal learning, social

organizing, and scientific research highlighted by the repeated use

of the same model remind us that all three of these processes occur all

the time, in all social activities, even if usually in distorted and

incomplete fashion. Therefore, it is a fundamental .error for a

researcher to believe he can adopt a neutral, impersonal stance and

to neglect to repeatAthe personal and organizational conditions that

influence his research--i.e. to neglect to examine the research itself

as a social activity. Likewise, it is a fundamental error for a re-

searcher to believe he can superimpose his research upon another social

process without influencing it. At the very minimum, if the research

has no direct effect upon the persons researched (which is hard to con-

ceive), it will reinforce their belief (so prevalent today) that research

is irrelevant to action, which will distract them from acknowleLg,
A

evaluating, and improving their informal research processes (which is a

very high cost). Instead, a responsible social researcher must examine

and report his own research process--that is to say, his own action- -

and he must design and implement the research in a way that acknowledges,

uses, and encourages the refinement of the informal research processes

among the persons researched.

One effect of this emphasis on the varying qualities of personal,

social, and scientific experience and on the possible incongruities among
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them is.that the very factors listed above (p.44) which frustrate con-

ventional educational research would be welcomed as early data in this

model of research.

A s'.cond way in which this model of science differs from the con-

ventional model is that it includes articulation and reformulation of

the basic paradigm of knowledge as an explicit part of any scientific

study. Kuhn (1962) has argued that Naggli4 science" takes a certain

paradigm for granted and operates within it uncritically. Only at

critical moments of "extraordinary science," such as Newton's re-

. formulation of the premises of the Ptolemaic universe or Einstein's

reformulation of the Newtonian worldview, are paradigms examined,

according to Kuhn. The model of science offered here implies that

only what Kuhn calls "extraordinary science" really deserves the name

of science at all. Furthermore, the model implies that if the re-

searcher cannot examine the paradigm or worldview that guides his own

research he can hardly hope to illuminate the myths or underlying

purposes that guide other persons and orcanizations.

The quotations from blue collar workers expressing their views

about a perfect society (op.clvs ) tz44..$4.1.1.443,teciv research which

attempts to articulate the underlying myths guiding persons' experience.

That same piece of research explicitly articulated the underlying model

of the world and of man that guided the research itself. Another recent

example of research which, using a masterful combination of individual

and group interview techniques, approaches the subtleties of the world-

views of working class members is Sennett and Cobb's The Hidden Injuries

of Class (1972).
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More informally, various events in the Upward Bound experience ex-

emplify research into underlying purposes and worldviews. The inter-

actions at the national meeting between our articulation of the purpose
i!Jrl

of Upward Bound and the National Director'sAstrengthened and clarified

our sense of identity and purpose (pp. 197-200). At the final staff

weekend, at the end of the second spring, Nat's argument in favor of

"fascist mediocrity" served to articulate and draw the lines more

clearly between two alternative views of human nature, of society,

and of our organizational purpose (pp. 274-277).

Another difference between this model of science and the conven-

tional model is the attempt here to develop congruity among the sub-

stantive theory of a piece of work, the design of the research, and the

data-collection techniques.* Usually, alternative designs, and tech-

niques are treated as having inherent strengths and weaknesses unrelated

to the theme of the investigation. Only recently have some theorists

begun to notice that experimental designs are fundamentally autocratic

in their organizational assumptions and are, thus, utterly implausible

for testing the open classroom theory or a notion of collaborative com-

munity organizing (Argyris 1970, Campbell 1971, Cohen 1973).

Based on the simple distinctions in the model offered here, we can

see that certain research instruments are best suited to obtain inform-

ation about certain qualities of experience. Thus in the realm of purpose,

IIIINI.a.I1..=marwr.rimAillm.mrn=aorwirIwa

ftenzin has recently argued cogently for such efforts in The Research Act
(1970).
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myth, wordlview, or paradigm, which is difficult for most persons to

contact or to explicate, relaxed, trust-developing, depth interviews

make more sense than pre-structured questionnaires. Questionnaires,

in turn, may tap attitudes which respondents have already explicitly

formulated. On the other hand, when one wishes to research actual

behavior, questionnaires are unnecessarily unreliable because the

actual behavior is reported through the perceptual-conceptual-emotional

filters of the respondent, which may well distort what actually occurred.

In this realm, systematic observation or tape or video recordings which

are later systematically scored introduce the least bias. Finally,

various kinds of actuarial and unobtrusive measures (Webb et. al. 1966)

are particularly suited to determining the impact or outcome of.some

effort.

These compartmentalizations of research techniques are hardly air-

tight. They simply align the techniques with the phenomena they record

with the least amcunt of unnecessary inference. Clearly, however, if

the purpose of some social process such as schooling is to have a per-

sonal impact on its clients, then actuarial data alone will tell us only

the most superficial things about its effects. Guided by a theory, we

will want to use measures that tap relevant changes in students' behavior,

attitudes, and worldviews as well. Similarly, it can be illuminating

to try to infer persons' Implicit, behavior-organizing worldview by look-

ing at the pattern of their verbal behavior when they are working to-

gether. In such a case, the data (e.g. the tape transcript) must be pre-

. sented to the public along with the researcher's inferences from it.
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The data do not test or confirm the researcher's inferences. Instead,

the resarcher's public tests his inferences by trying to empathize

with them and deciding whether they make sense. This process is ex-

emplified most directly in the Upward Bound story by the transcript

and inferences from the staff preparation meeting early the first

spring, in which I infer what I call an "anti-educational worldview"

implicit in some participants' behavior (p.56).

A fourth way in which the irdel of science offered here differs

from the conventional model is that the feedback from the Aota collected

to the reformulation of model, theory, or instruments occurs within

the scope of a given study. Thus, for example, the theory of collabor-
I

ation with which I began Upward Bound became refined and changed during

the program itself and ultimately elaborated into a stage theory in re-

trospect. Ironically, in the conventional model of science this feed-

back process remains as implicit, incomplete, and distorted as it does

in personal and social life. We know that models, theories, and in-

struments change over time as a result of some sort of feedback process,

but a given study when published tends to report "positive" results*--

i.e. data that confirm the initial hypotheses or theories--and to do so

in a formal, deductive fashion that hides the processes of reformulation

*It is acceptable to report "no differences" in evaluation research when
the policy expectation was positive results, but in this case the finding
reflects on the practitioners' theories, not on the researcher's. Thus,
the researcher does not have to acknowledge error or incompleteness.
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that the researcher went through to achieve such data.

This bias toward "positive" and "clean" published findings se-

verely misrepresents "the truth" in several different ways. First, our

substantive knowledge will tend to overrepresent the more easily con-

ceived and confirmed matters, thus distracting us from what may be the

more significant issues and from the full complexit3, ef, life. Second,

the public is denied a sense of where the researcher began in the re-

search and how much he learned through it, knowledge which would help

the reader determine what he hiumelf can learn from the research.

Third, science come!; to model a closedness and suppression of error,

rather than a gradual refinement of truth by examination of error, thus

betraying its own spirit,

The discussion up to this point suggests two additional ways in

which the model of science offered here differs from the conventional

model. This model regards the field of knowledge as embracing both the

researcher and the researchee, rather than just the researchee, and as

including their interaction over time, rather than just the researchee's

status at one (or at most a few ) points in time. A research report that

aspires to comprehensiveness would attend to the epistemological,

social, and personal processes characteristic of both the researcher and

the researchee and to their interaction and effects upon one another.

Ultimately, we should be able to dvelop a historical stage-theory

for scientific research, as I have tried to do for social organizations

in this book. Just as I suggested earlier (pp. 345-34G) that valid

'intuitive action is necessary at crisis points early in an organization's

.567
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life--action which cannot at the time be empirically confirmed--so a his-

torical stage-theory of research would highlight the import ..ce of in-

tuitive grounding at the r".'tset with full explication and empirical

testing occurring more gradually.

This perspective on scientific research Insi-dramati.o---i-mp+it-ationg

for-the-tratning:of-future-researcher-t also integrates research

and social action in still another sense. For the practitioner knows

that he cannot afford the time to do exhaustive empirical research at

the outset of an organizing process. He must often rely on his intui-

tions. Thus, he rightly rejects the conventional model of research as ir-

relevant to him. However, in so doing, he often commits himself to im-

prisonment in notions which he mistakenly identifies as intuitions and

to habitual ways of distorting feedback. The model of science present-

ed here offers the practitioner a third alternative besides irrelevant

and unfeasible research, on the one hand, and his own blindnesses, in-

ccmpletenesses, and distortions on the other hand. This model of science

offers him a method which, if he can intuitively affirm it, can help him

gradually refine truth from error in the midst of action, gradually,de-

velop sufficient trust with his co-workers to engage in explicit colla-

borative research together (pp. 343-344), and thereby gradually test

the validity of the initial intuitions empirically.

OSECiT

INTERLUDE

An action science as contrasted against a reflective science. A

science useful in the midst of social action--at the moment of action.
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This perspective on scientific research has dramatic implications

for the training of future researchers. Social researchers will require

different skills, different attitudes, different assumptions, and a different

sense of mission than are now conventionally inculcated explicitly and implicitly

by graduate programs. The differences all derive from the aspiring scientist's

effort to include his own action, experiencing, and relationships within

the field of increasingly objective vision and description which he regards

as his research. The changes in the atmosphere of graduate programs must be

great, when one considers that at present a student's style of action and

experiencing are usually regarded as private matters, Dutside the university's

scope of formal concern and competence, so long as certain written products

meet faculty standards. A program which facilitated the per6Jna1 development

of a consciousness spanning one's own inner experiencing, one's transactions

with the world outside, and the part of the outer world one focuses on

would be characterized by e:;amined conflict and intentional community, by

confrontation of personal limits and nurturance of undiscovered potentials.

l.
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An ongoing research concerning one's own interactions with the world.

Inquiry-in-action. A method applicable, for example, to the writing

or reading of these words. A method whereby, on the personal scale

which applies to each of us, intuition, feeling, action, and effect

if4T2N1:

become simultaneously illuminated by thoughtful attention and thereby

can begin to struggle for mutual congruence.ket us examine more

ro

closely the qualities of thought-Rd attention conducive to conscious

AW
actionet4

4
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J-q W3
) I ,

A 4.ziicisl 11144k Vtvj

KINDS OF THOUGHT CONDUCIVE TO INQUIRY-IN-ACTION

11A.A.ADAMANANAA.A.A

Here I am, swinging gently in my hammock, basking in the Dallas sun-

shine, my body pulsing contentedly in the background, providing just enough

contrast to my foreground thoughts to permit them to scurry past my inner

vision without capturing me, leaving me a continual choice about how to

organize this paper, my inner effort as well as the scene before me

permeated by an intuition of significance.

Not that it isn't tempting from time to time simply to immerse

myself in one line of thought; but todaywith the birds singing all

around, and brunch having appeared fran nowhere, a gift fran another

member of this household, and just now a woman resonating beside me--

today, I can taste SO clearly the automaton-quality of pursuing one

line of thought to the exclusion of all new revelations of knowleoge.

In what sense could that be a scientific approach? 5o, my thought ex-

plores various lines actively, interrupting tangents acceptingly, alert
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instead to radii--to mements of intuitive integration that move me si-

multaneously outward toward my social errand of writing and inward to-

ward my spiritual center. I seek to verbalize certain ideas 430Jar

to nekdthem socially accessible and at the same time to remain inwardly

enlightened in order to continue to see the petterns I translate into

ideas and words.

I wish to take a further step in each moment, to find the new mean

for the extremes of my present experience: and, since my present exper-

'lance includes you, my future audience, at one extreme, the mean-ing I am

trying to do.must struggle toward social as well as personal creativity

to be valid.

, This active thought gives way when blocked to a kind of high passivi-

tynot low, autcmatic, da1reaming passivity --but 'pure alertness and re-

ceptivity to non-conceptual phenomena. The unarticulated intuition that

"I can illuminate phenomena and relationships" gives way to a feeling of

smallness - -a feeling that "the already-constituted universe of experience'

oust call, guide, and in-form me." Instead of struggling to generate

meaning, "I"--the all-too-small part of me that is struggling--yields its

prerogative and is recognized as one extreme in a larger dance of.mean-

ing.

A third quality of thought seeks reconciliation between these two. I

per-mit my memory --I go through to it--regressing and progressing into past

and future, searching for the present action that could knit them together.

I:recall occasions when I have written evocatively and other times 'when any

writing was inaccessible. I try toremember fully--to reenter the exper-

ience of those different mcmnts. I test how to enter the qualities I wish
0

to enact and how to transcend the habits that could impede me. 511e a-i
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These three qualities of thought which I just now sketched--
. ,

(2)

the (active) attempt to verbalize present intuitions in a

Socially meaningful way;

the (passive) receptivity to non-conceptual phenomena

around and within me;

(3) the(reconcilinc) search for qualities of myself-in-the-present-

moment that would integrate my past and future--

these three qualities of thought extend themselves toward the present,

taaard pre-cognitive and trans-cognitive aspects of present experience.

By contrast, concentrated logic, reactive conmrsation, and dayeddreaming

all involve qualities of thought which carry us away from our full present

experience.

Perhaps this contrast between f.:0.J.f-transcending thought and self-

absorbed thought suggests why the youth culture of the sixties, with

its strong political, ecological, and mystical concerns, so often bred

a romantic, anti-intellectual experlentialism. For, ordinary, auto-

matic, self-absorbed thought so exclAdes direct experience and direct

experience can so overwhelm our ordinary cognitive structures that we

may react to qualitatively new experience by altogether denying the

validity of thought, since our ordinary thought impeded our awareness.

In so doing, however, we unawaredly forfeit the task of disciplining

urselves to kinds of thoughts which appropriateli: focus, illuminate

and surrender to other asOects ;If experience. Moreovur, in so dotng, we

unawaredly continue to think in ordinary, automatic, gross, dichotomous

categories.
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The alternative to anti-Intellectual romanticism has also been opened,

howevec.-4-hq alternative of developing disciplined higher thought, leading

toward an action scienee. alterrw.tive has so far been less visible

for several reasons: first, it is na41, so fewer people have chosen it;

second, as with all constructive efforts, it requires a relatively long

gestation period before results become apparent; third, one must have in-

tuited, exercised and recognized higher - thought -in- action in order to

appreciate it as a significant possibility worth talking about; fcurth,

'most of us need a lot of help to move towards iughex-thought-tn-action,

.
but sources of real help are rarely evident; fifth, the recent psychedelic

rhetoric, with its emphasis on "doing your own thing," "blowing your mind,"

and "gettirg into the flaa," has been ill-suited to disciplined effort.

Neveltheless, the, recent vcgue of spiritual adventure stories--such as thl

WEIT44
movies "Billy Z.'acktuirOohn Lilly's autobiography of inner space,t.itled The

Center cDf the .vclone (1972), or Carlos Castancda's apprenticeship to an

Indian sorcerer as retold in The Teachinas of Don Juan (1969), A Ser.1.arate

Reali (1971), and Journey to Ixtlan (1972) --testify to an at least super-.

ficial interest in modes of d:iscipli.nod self-traascendqnce..

INTUITIVE AXICAS FOR THE PERSONAL PRACTICE OF ACTION SCIENCE
513

An initial axiom of action science would hold that a person must under-

go a to-him unimaginable scale of self-development before he becomes capable

of relationally-valid action. Moreover, this self-development includes not

only disciplining and freeing emutivas and behavior--the personal elements

often neglected' by contemporary educition--but also disciplining and frecin:
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The task of acLieving disciplined higher thought can be facilitated

by a network of relationships which challenge, complement and support one

from all sides. A second axiom of action science would stress the im-

portance of findIng friends willing to take such roles for the sake of

mutual deve3opment,

I would like to seep back to a recent event in my life, in order to

illustrate the interplay between the development of disciplined, intuitive,

Intellectual inteeratiors and emotional self-transcendence through multiple

relationships. This event occurred more recently than the events of the Up-

ward Bound story. I cannot return to the Upward Bound story for examples of

this axiom because I did not then understand this axiom and did not open

myself to the kinds of experience I retell here.

ewer Christmas, I encountered a friend, a philosophy teacher, whom I

had not seen recently. We settled down to a two-hour feast of mutual

sharing, each feeding the other, feeling like lost brothers, strengthening

one another at a time when each felt calm in the knowledge that he could

sustain hirself, but unsure whether anyone Cse in the world could understand

his aspirations and experiences. My friend returned home, "very high from

our conversation," as he later reported. Late that evening he and his wife

entered upon a painful conversation about whether their marriage could en-

dure their effort to make it non - exclusive. His wife wept a great deal.

By 4 a.m. she felt better, but he felt worse. Then, in his words:

...We turn out the light, and it occurs to Jane what has
happened in tams of our trading .-:.motions, and that it 514
often happens that way. She said she wished she could do
form what i did for her, but that Thad a way of going off
and licking my wounds...And it was true, I know or felt that
she k...:suld not give me the kind of support or whatever that

would get rte e. out of where T was. And than, very svddenly
and very shockingly I thouc:!it of the conversation we had had
and hog you had talked of a non-genital physicality with
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other man, of being held and virtually nurtured,
and how strange and good that felt. I had not
understood you really when you said that, however
much I may have nodded appreciatively. But all of

a sudden I did understand and at that particular
moment I wanted to be with ycu. Very simple: "I

want Bill." And then all sorts of things started
`happening. Like I started c.ring. Nw I almost
never cry--myLe five or six fim,=.s in the last

twenty years :::ftir was much harder crying than

.any esc :,se other times, harder than I can remember.
;s.:i I stated seeing all sorts of things about myself
and my background and family, that I could never re-
martlyer being really held by my father,'neybe that he
couldn't hold me because his background was perfect
for generating hcmosexuality which he had to be
pretty worried about, I expect, and that the coldness
'between my mother and r.v. did not just come from her
the way I had thought, but that with me it was some-
thing like: if my father won't hold me then I won't .

let anyone hold me.

...Butapart from the suecifics, the really incredible
thing was the totality of the experience of letting go.
It was really much mere of an ego death than anything
Wye experienced on acid. The feelings I had were out
and out trippy--rushes, incredible fullness and joy,

,iaisense of newness, rebirth--and all of this compounded
by the awareness that one of the hopes or exoectations
I. had recently given up was a belief in break-throughs.
One hears of sucn experiences, and during the past
three years I have lived in such a way, and put myself

. to the kind of tests that might produce such cataclysmic
changes or realizations. But along about last spring
I resigned myself f%) the belief that I was irreparably
stable and that any changing I might do would be
strictly incremental.

ao.

This, then, is his description of emotional self-transcendence. Be

goes right on in his letter to describe the effect of this experience on

his development of disciplined, intuitive, intellectual integrations. Then

he describes experiences which illustrate his sense of heightened sexual

and spiritual resonance. But, for the purposes of this occasion, I want

to share with you what he has to say about developing disciplined,
5/5

intuitive, intellectual integrations: .
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The first and perhaps most direct payoff was in my work.
For years I've bcen trying to understand a felt conti-
nuity in nineteenth century philosophy from Hegel to
Nietzsche. I'd just been teaching Kierkegaard, and once
again struggling with the paradox of the experience of
eternity. Then one night just a week or two after the
"breakthrough" I found myself lying in bed, unabi.e to
sleep because thoughts were racing.through my mind. I

stayed up all night, and before my mind's eye a whole
book spun itself out. The basic theme is the role of
the experiential grasp of truth in nineteenth century
philosophy, particularly the almost mystical experience
of eternity, and the way the role of experience has been
buried under layers of over-intellecutalized erudition.
In any case, the whole book is up there, it hasn't faded,
and in subsequent weeks I've checked scale of it out
while teaching the relevant texts, and my classes have
never gone better...Here's another irony...like the
sacrifice of breakthroughs: for years I've been
cautioning students against what I call the Mozart
complexthinking you have to have the whole thing in
your head before you sit don to write, the way Mozart
had whole symphonies in his head, note for note, before
he set them do an on paper. "Use the paper as your
laboratory" I said. "Let the ideas work themselves out
in the course of writing, and then go back and edit.
That'sthe way I do it, the only way I can do it."

/' And here I have a whole book in my head.

-

I would say that t his man is reconciling the dichotomy, so prominent -

in the youth rhetoric of the late sixties, between revolution and stability,

between working against or outside "the System" and working for "the System",

by accepting patiently the huge scale of personal growth each nominal adult

.requires to achieve a valid, communicable, persuasive, personal integration.

Both his work toward such integration and his achievement of it--as ex-

pressed through authentic daily actions as well as through any more delimited

pxoduct such as a book-in other words, both process and product--transcend

and thereby humanize existing systems. Sometimes he may appear to work

within "the System," sometimes outside it, sometimes against it. Really,

5'14;
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though, he is seeking to work "over", "through" and "beyond" "the System,"

playing one small but potent role in transforming it by achieving a higher

level of integrity and effectiveness than payers transfixed by its parer- -

a power neither more nor less great than ordinary, automatic thought, being

an.expression of it.

Original integrations are rare enough in themselves, but I would argue

svc1,44.rAir:014

that the vehicle through which E..tAiS' being achieved by this man--through a

gradually emerging network of intimate friends--is historically still rarer.

Original integrations have been achieved by the founders of great religions- -

we can think of Gautama, Jesus, Mohammed. In all cases their principal

revelations occurred in isolation from' others. Gautama left his family;

Jesus travelled into the desert; Ychammed made nightly visits to a cave.

More recently, Erikson (1969) has explored Gandhi's life for us and shown

the degree to which his wife and children suffered from his political and

generativity. As Erikson says, persons who become great tend to

endure a prolonged. identity crisis which is resolved so uniquely and appro-

priately as to generate new myths and structures persuasive to others as well

as themselves. That is, these persons seen to jump from the "identity" to

the "generativity" stage of personal development by-passing the "intimacy"

stage. In so doing their impact is sometimes so profound as to regenerate

whole cultures. But because they come to us with truths gained through

social isolation, these truths gradually become warped as they enter the

context of unjust communities. Their parables and precepts can aid personal

transformation, but not communal transformation.

This perspective on previous otginal ir*tegraLions may help to augment

appropriately the sense of challenge implicit In the action science nmiom
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which triggered the foregoing story and thoughts--the axiom that an early

step in the direction of action science would be the development of a circle

of friends who would challenge, complement, and support one's own develop-

vent towards higher thought. It appears that the genuine intimacy that

would be the hallmark of such a circle of friends is, on the one hand, not

approached by most persons, who prefer to surround their close relation-

ships with privacy, habit, and unexamined personal or cultural premises,

and is, on the other hand, overleaped by historically great men of truth,

who achieve their culture-transcending integrations in solitude.

Why has this "Great Man Deviation"--this bypassing of the intimacy

stage--tended to occur?

SOCIAL CONS.EQUE=S- OF PERSONAL DEVELOPMEgr

I will begin to answer this question with the very general proposition

that the "Great Man Deviation" has occurred because social institutions,

cultural values, and personal friends have tended to discourage the personk
(see. gce scusszvo burtmuAic. 1,.30 )

growtn necessary to achieve original, personal integrations.; hence, the net

to leave behind existing institutions, values, and friends as a man feels.

himself approaching rebirth under a new oonstellation.qThis proposition

suggests, in turn, a third axiom of action science: that the earliest per-

sonal steps on the path toward action science unavoidably have immediate

and strong social consequences, even though the person accepts that he is

not at a point to take valid social action and is therefore not focusing on

changing others. Since action science concerns one's own-life-with-others, Si9

there is no safe cadaver to practice on, no setting from which one is emotion-

ally disconnected to study. At belt, one's early errors in observation and

experiment may 1.)e protected from disastrous consequences by 'corrective feed:-
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I can illustrate this social effect of early personal steps tc'zard

action science, as well as the kind of knowledge such steps can generate,

by retnrning once again to same themes in my Upward Bound experience.

I accepted the Upward Bound job with the confidence that I did have

some special =mete-Ices to do it, but simultaneously aware that in a

most profound sense I did not knew what was appropriate education for high

school aged students of different race and class fran myself. Believing

that collaborative decision-making might break through our students' pat-

terns of hostility to authority and to learning and not feeling the inward

authority to make the right decisions myself, I created a collaborative

environment from the time of my initial meeting with potential advisors

and staff timbers. After our first summer together, it appeared that the

collaborative social environmant, which I had generated partly because I

was not confident that I knew what was right for others, was itself in some

important ways right for others. Thus, even though I accepted that I was

not at a point to take valid social action, the very leadership behavior .

dictated by this acceptance had immediate and strong social consequences,

illustrating the third axiom of action science.

Now, obviously, it would have been irresponsible of me to continue to

maintain, after experiencing and seeing the results of the first summnr,

that I still knew as little as before about taking valid social action.

Moreover, all members of the program-- black and white, rich and poor, staff

aad students, academic successes and academic failures--knew one another a

lot better after the first szinar. Therefore, we were all in a much better

position to take valid social action in relation to one another. And this

new relationship among us implied in turn, that pure collaboration ought no

519 -.
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longer be the most valid social form to join us, at least not for the sans:.,

reasons that I originally used to justify collaboration.

OBJECTIVE TIMING

These considerations introduce a fourth axiom of social science: that

objective timing is cf the essence to relationally-valid action. This axiom

directly contradicts the efforts of reflective academic science to develop

theory generalizable to all times and places. It also contradicts mast per-

sons' tendency to se4.tle into, or try to justify, one particular style of

social behavior as more effective than others. This axiom underlies the his-

torical theories of organizing presented in Chapters 15-18. The idea is that the

kinds of personal leadership and organizational structure which will be effect-

Alm vary according to the developmental age of the interaction in question.

"Objective timing" -- a strange-sounding phrase. I sit quietly this

morning, searching for a trustworthy impulse to begin writing about object-

5ve timing, listening to the familiar conversations that begin in myself

'about this phrase,'each voice a small vested interest more concerned to be

heard than to express the related flavor of all the fragments. Strv7glincr

against the temptation to begin "half-heartedly," I gradually became less'

identified with each succeeding fragment and more aware of the common fl7vor.

write the above paragraph with considerable confidence that I am

succeeding in beginning at the beginning in sharing with you haw I differ-

entiate subjective fran objective timing. Both are very htman proces'es,

tut subjective. timing results when I behave on the basis of fragrented and

habitual perceptions, thoughts, or feelings; whereas my timing becanes rore

.c.bjective as I struggle beyond these fragments to act fran an impulse at once

more centered and more dispersed.

5' 0
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X pause now in ry writing, more aware, but without convincing impulse.

I wish to remain receptive, but where should I direct my attention?

A. child enters the living room. Will he distracts me? Yesterday he

and I playcd.an exhausting version of ping-pong which ranged far beyond

the confines of the in -any- event - rather - broken -don table. Now I fear he

may demand more of my attention than I wiL,i) to spare. At the same time,

I feel my affection for him, a wish to acknowledge his presence. I look up

only briefly, still and distant, but nevertheless saying "Hello"

willingly -.....;%.armly, calm rather than anxious because I have integrated both

nelings at once in my behavior. He responds in kind and, appreciating both

my prior engagement and my warmt..--without needing to react negatively be-

,cause of having been slighted or uncared for - -he veers from me without

hesitation.to occupy himself with the reconstruction of a block fortress.

So, man and child, without friction, distraction, or recrimination, obey

the rhythm that moves them from common play one day to separate work the

next. A more discriminating attantion and tae complex behavior it inspires

transform interruption into exemplary impulse.

Now, a surge, a welling up within me, dictates still another metaphor,

besides flavor and rhythm, for expressing this distinct source of personal

through the midst of everyday life within and among
persons courses a subtle, silent current, which when
we struggle beyond our dulling habits to recognize it
and permit it to inform our actions, creates from our
movements a dance, from our differences a higher unity.

Of course, as I believe my story about Upward Hound abundantly shows,

there are a million and one hindrances in our everyday categories of thought

521
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and rhetoric which deflect us from the struggle upstream and which un-

necessarily dam the flow downstream.

So we begin at a great distance from direct and continual experience

of the intuitive current that shapes situations and evokes relationally-

valid timing, and also we begin without the paradoxical web of thought

necessary to encode this current and without the supple modes of behavior

necessary to enact it.

In other words, we begin at a great distance from objective, valid

action, from anything approaching what might be tented "action science;"

at such a great distance, in fact, that it may appear either ludicrous or

dangerous to use the phrase "action science" at all. Does it not falsely

elevate a very coomon kind of personal exploration? May we not merely

authorize and enshrine someone's personal prejudices under the name of

"action science?" Who, or what standard, in cases of dispute, is to be the

final arbiter of whether an act embodies the hypothetical current?

A NASCEIT SCIENCE

The objections and questions raised in the previous paragraph all depend

upon an implicit de: ration of science as a body of sophisticated and valid

knowledge. But that is not science. That is the result of science, the mis-

leading, public face of science as dictated by the conventional model. We

might as well call "science" its intuitive, halting, chaotic genesis (which

repeats itself anew in each scientific investigation of significance), or

its often circuitous, exasperating process. The point is that science in-

cludes all three--genesis, process, and result. But in its effort to
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, generate timelessly-general Z'uld disembodiedly-public knowledge, reflective

science has.tended not to attend t) its cwn quality as timed action. So

it is not surprising that we should cam to associate science with its final,

recorded form.

In this light, it would seem all the more appropriate for a nascent

science, and one dedicated to timely action at that, to emphasize first

its genesis and then its early developmental steps.

In this light, we can reread the sentence that set us off on this

detour as a positive, descriptive statement rather than as a negative,

evaluative one: "We begin at a great distance fraa direct end continual

experience of the intuitive current that shapes situations, and also we

begin without the paradoxical web of thought necessary to enccdo

current and without the supple modes of behavior necessary to enact it."

Can, the reader accept this statement as descriptive of where he be-

,-

gins? It is, to be sure, a curious and paradoxical statement in itself,

for it asks us to identify three qualities ("intuitive current," "rata-

dixical thought," and "supple behavior") with which we are, in the same

breath, supposed to assert our lack of familiarity. But if we are un-

familiar with these qualities, hew are we to identify than in the first

place? Well, we may have had occasioml tastes of what the current of the

situation demanded. Perhaps one in a hundred times, as a small child

suddenly begins to cry, we intuitively "see" precisely what he needs and

enact it with a fluidity that instantly changes his mood. iserhaps we have

experienced paradoxical thought when we have felt freer upvn recognizing

a limit, or found ourselves relaxing upon admitting how tense we feel.
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Perhaps we have mastered the technical disciplines of a sport so thoroughly

and can 1%,":14 ir*.erweave than so spontaneously that we can imagine the taste

of truly supple bau_....at.,r in everyday life.

In addition to these occasional intuitive "tastes," we must develop a

still subtler awareness shall I call it an intuitive "smell"?--before we

can objectively accept the original statement as descriptive of us. This

intuitive smell provides us with a sense of the vast regions of our lives

that are not characterized by conscious translation of an4intuitive *current"

through "paradoxical thought" into "supple behavior". So, we arrive at the

paradox that we must experience and trust various intuitive "tastes" and

"smells" in order to affirm that we are generally alienated fran such intui-

tions; and at the further paradox that our intellect must measure objectively

the scale of our inability to act rationally. By same such path we may

develop an appreciation of the original statement as a positive description.
Reehi

Our first struggles upstream yield a view of tangled webs of thoughlwInd

unco-ordimated behavior. Dismayed, we may overlook the virtue of our widened,

more objective vision Not counting our achievement, we rush back dowaistrearr,

to the more familiar waters where we spied the impediments, determined to

right all wrongs. Once there, our newest thought or act only adds to the

tangle, and we soon begin to forget what caused all the excitement in the

first place. Everything appears familiar, ccmfortable, safeuntil the next

time we feel strongly the inadequacy of our lives. Then the cycle begins

Unless we Can take the initial vision from the vantage point upstream

as a positive de!;cription rather than as a negative evaluation.

.
EVen the qenesis of action science is a strange process.
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So many branches and brands of philosophy and social analysis are

founded on valid momentary intuitions of human situations. But rather

than continuing the effort to see directly, the author has retired into

reflective thought to build a mcdel of the world based on his mon=4.t.ary

vision. This tendency leads to two essential distortions of reality.

First, we are offered many visions oftruth, butt6cf our distance from

Muth. Second, visions of truth strive to encompass and subordinate all

times, thereby obscuring the new mystery-revelation-realization inherent

in each lifc-mament,

The active process by which thought breaks beyond self-absorption to

occur.

intuitive vision is paradox. The creative act must DIAbeyond conventional

categories. It will pierce through con.l.icting terms of a dichotomy to-

wards actual as well as ideal reconciliation.

We can list a series of conceptual dichotomies that bedeviled Upward

Bound and characterize contanporary Western civilization:

social action ----------------------scientific research

actual-1lideaj.
discipline- ------------ ------spontaneity

---individualgroup-....--
COnfOrnatraMmIfreedan

centralized control-----------------participatory democracy

. if we begin with the assumption that these dichotomies are irreconcilable

and that all action must occur within their framework, then we take on some

shade of extremism ,)1.- =premise in action. That, haver extreme our actions,

5" r*



they will never be radical; and however aallful our canpromises, they

will never be creative. All our solutions will be bound by.tho sane

conventions that produced the dilemmas we are seeking to resolve.

Since our ordinary thought operates in terms of dichotomies, it

cannot of itself provide the creative, radical, paradoxical resolution

to dilemmas. It must first be informed by intuitive vision and embodied

by conscious action. But if ordinary thought cannot resolve dichotomies,

it can point itself toward their resolution by imagining what the resolution

might be and then humbling itself in action, searching fort rather than

dictating* patterns, dissolving in favor of the kinds of higher thought

alluded to earlier.

I find it helpful to imagine each dichotomy as a potential triangle,

the apex of which represents the real resolution to the dilemma. Although

V in sate cases we may be able to find a word oD phrase to characteri7o the
t, 4, I,

potential paradoxical resolution, we must not fool ourselves into believing

or ho.i.1 tiro 4I

that we have thereby achievodAtile resolution.
#1, lei ir l

Increasingly, we must he-

come comfortable with terms that are not fully defined and that stand for

states and processes we have yet to real-ize, terms that point a direction

down a path we have yet to travel.

Thus: social action /scientific research action science. Hag incom-

patible are influence on our environment and illumination of it? is there

Action Science

Social Action

tori 11/410100.

Scientific Research

WI human analogue to the sun, which at once illuminates, heats, and at-
.

tract.: the earth?
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xx. THE SCALE OF INQUIRY-IN-ACTION

Inquiry-in-action awakens us to the human cosmos so close at hand

that we overlook its patterns and forces--its suns and planets, its true

gravity. Instead, our gaze for centuries transfixed at the middle sizes

and distances of the world "outside" us, we have developed a scientific

method that simultaneously treats the researcher as disconnected fran the

events he observes and strives to reinforce this disconnection. How re-

lative this method is begins to became clear in the twentieth century as

we begin to appreciate its inapplicability to the sciences of the very

large and the very small, and the sciences of the very inward and the

very common.

* * *

At the age of twenty when I first came into contact with the possi-

bility of inquiry -in- action --of action science--I
imagined the exploration

it introduced me to as requiring twenty years. Two years later I took the

opportunity to start Yale Upward Bound. Another four years later I first

formulated the terms "inquiry-in-action" and "action science". And two years

after this--long after my Upward Bound experience--I envisioned a metaphor

that I hoped' might catrunicate my increasing respect for the scale of the

discipline of inquiry-in-action. My own life was changing in wondrous ways- -

not the least enjoyable of which was my decreasing sexual frozenness, anxiety

and preoccupying desire and my increasing sense of the playfulness, mutual-

ity, dignity, humor, and holiness sexuality could express. Over the yeas

2 7
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Inquiry -in- action awakens us to the human cosmos so close at hand

that we overlook its patterns and forces--its suns and planets, its true

gravity. Instead, our gaze for centuries transfixed at the middle sizes

and distances of the world "outside" us, we have developed a scientific

method that simulf.aneously treats the researcher as disconnected fram the

events he observes and strives to reinforce this disconnection. Haw re-

lative this method is begins to become clear in the twentieth century as

we begin to appreciate its inapplicability to the sciences of the very

large and the very small, and the sciences of the very inward and the

very common.

* * *

At the age of twenty when I first came into contact with the possi-'

bility of inquiry-in-action--of action scienceI imagined the exploration

it introduced me to as requiring twenty years. Two years later I took the

.

opportunity to start Yale Upward Bound. Another four years later I first

formulated the terms "inquiry-in-action" and "action science". And two years

after this--long after my Upward Bound experience--I envisioned a metaphor

that I hoped' might communicate my increasing respect for the scale of the

discipline of inquiry-in-action. by awn life was changing in wondrous ways- -

. not the least enjoyable of which was rry decreasing sexual frozenness, anxiety,

and preoccupying desire and my increasing sense of the playfulness, mutual-

ity, dignity, humor, and holiness sexuality could express. Over the years

52



A

.eAr44

crw--

BEST COPY AVAILABLE

increasingly care-ful attention to, and respect for, the actual patterns of

feeling between me and others dissolved care-ridden preconceptions and re-

vealed care-free excitement and response-ability. Perfectly normal sex

transmuted into perfectly extraordinary effluvience; and then further

tranmnuted, during a week of exquisitely unhurried writing, into metaphor.

* * *

Inquiry-in-action dissolves the chrysalis of habit and in-forms the

possibility of ec-stasy, real-izing canunal consciousness through wit-

nessed joy and suffering.

I am speaking of making love as a lifc-act, transferring to each

fragment full knowledge of the whole and thereby transmuting each fragment

into a validsexpression of the whole.

* * *

In a world so lad and cold now that most mysteries are hidden from us,

the mystery of the transcendent power of orgasm remains accessible, at least

as Myth, at least in private. Orgasm is beyond each of us and takes care of

itself: it is not directly our concern here.

But we may knave that we can act so as to open ourselves to orgasm with

another, disciplining ourselves to mutual rhythm, or we can freeze or repel

or overanticipate or underresrx)nd with the result of preventing or hindering

or trk,ializing orgasm.

S2:9
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The process of disciplined opening in fully erotic love-making, of

asking and responding, intruding and yielding, giving and accepting, filling

and being filled, pressing and pausing, within and between persons, simul-

taneously and sequentially, trying to follow a thread of development and

giving aurprise free rein--this process visibly manifests inquiry-in-action

at one time.

Tcuch as question, and each succeeding touch as question again, as

answer too, but as so much more than merely answer that it is felt as im-

mediately plunging toward the succeeding question, atd so into a whirlpool

of such force, intensity, and speed that ordinary thought is drowned, and

consciousness either dimmed or heightened according to one's preparation--

fit es le of scnsation as inquiry-in-action.

it * *

Ito describe the emotion of, inquiry-in-action, the thought of

inquiry-in-action, the temporal pattern of inruirv-in-action as a

relationship develops towards the climax of raking love ---to describe

these qualities of inquiry-in-action would already he to ascene into

the realm of the invisible.

.To describe inquiry-in-action as a life-tire process would re-

quire still further ascent, beyond the realm of the inviqihle-hut-

present to a realm of the invisible-and-aent. Port havinct vet to

live out our lives, IV? are we accurately to re-present our lifetimes

to Ourselves?

530



0011.1P1

BEST COPY MIME

Sudh.ascent into the invisible marks inauiry-in-action as different

from the kind of inquiry characteristic of reflective science, with its

reliance on..visible, empirical results. Such ascent into the invisible,

without ceasing to strive impartiality and validity, leads us at

moments heavy 'with fear at the potential arrogance of such a direction,

at other rcrents dancing lightly 'nth a grace only destiny's partners

can achieve, towax0P an action science.

'I QUALITY or TRUTH IN ACTION

Vat concern 'ith the invisible, blt ascent into the invisible

. marks off action science fram ordinary reflective science. For re-
,

Elective science has long flirted with the invisible, gradually drag-

ging its anchor fran its original mooring, purportedly just off a

seventeenth century land of thservable facts, till na 1.,e find it far

adrift in a twentieth century ocean of abstractions. Reflective

science happily plurbs this ocean with the help of rre&anical con-

trivances, descending into the invisible and returning with stories

of quanta and waves of light, tf.Tisting spirals.of genes and chrcrao-

sates, and atomic galaxies. By contrast, no machine, only higher

consciousness, can aid ascent into the invisible.

Not only ascent into the invisiUe, but more specifically %Ascent

and return to the mmrydav toorld marl's off action science from re-

flective science. 5 31
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For reflective,

empirical science has ironically nought its ultimate framework in a

discipline that traces invisible forms, mathematics. The mathematician

ascends into the invisi'Ae world of higher intuitive thought, attemnt-

ing faithfully to trace its forms; but he does not apply such thought

to the interplay of his everyday behavior, feelings, and intaitions.

The mathematician turns away fran the visible world to focus his attent-

ion upon the invisible. His consciousness remains restricted to that

upon which he is focusing. By contrast, inquiry-in-action requires the

expansion of consciousness to include visible and invisible levels of

experience at once, as well as the ascent and descent of focal attention

among these levels. Inauiry-in-action is the search for timely

personal expressions in the visible world of invisible, transpersonal,

time-encompassing life-impulses and life-forms. As such, its task

is to see and test at each mcrent the congruity of transformations

among the experiential levels of timely life-impulses, timeless life-

forms, and timebound life-expressions.

* * *

The ultimate anent of inquiry-in-action also defines its aspiration-- -

the imment of appropriate, valid action, the'rarant when aciion'stiiVes

to embody science. This moment epitomizes the difference between re-

flective evrtence and action science, since the former results in know-

ledge detached, frem notion, Male the latter strives towardn knowleekin

embodied in action.
532 .
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'Deo further characteristics distinguish action science from re-

. flective science at this ultimate moment. The action must not merely

reflect an accurate sense of the rhythms and rec. uirerdants of mankind

in general in situations similar to the present one; the action must

also recognize and sharpen the unique question posed by this unique

situation to these unique persons. In short,' the knwledge relevant

to action science must go teyencl, specifying the generally true as is

the aim of reflective science, to specifying the unix:mil, true.

$o

The second distinguishing characteristic intertlines vrith the first.

Ziztion occurs in, and impacts on, human situations. Its validity and

appropriatenesS are .therefore defined in relation to situations, not

in isolation from them. Also, action occurs as an expression of a .

human agent at a certain point in personal development. Its validity

and appropriateness are therefore judged in relation to the aims of

this actor, not in isolation from them. Lthe rinstein's theory of

relativity--actually a theorj of relationality--ighich
refocuses the

sciences concerned with light phenomena from &ascribing objects, to

describing relationships .-:etteeen subjects and objects, !..ettren observers

and observed, so inguiry-in-action strives to refocus the huran sciences

fern describing human phenemena as o'lects, essentially unrelated to

the inquires, to dericri:!.ing and rarticirating in the action of relation:-

mnonr.7 persons, oftiuly the imuirer is one.
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THE INQUIRM

copy rivrousts

How shall we describe this inquirer? Is it enough to ask each

reader here to describe hirnelf? In one sense, ves, for the life-

questions t/hich first energize and later form inquiry-in- -action inhabit

each of us. !tremor, we rust remain, cr rather become, faithful to

our own questions in the course of our inquiry. Po matter how much

change is required of us to act validly and iroartially, it must be

Change in the direction of congruently expressing cur essences.

But, the foregoin7 words already f:er.tin to suggest that in another

sense, no the inquirer will not be deserthedt.then rany reac'ers describe

emme-lvec, for h^ more cr loss hidden from their CP71

perception. They will imagine themselves a' this or that kind of person,

yet the inquirer finds his home in none of these occasional imaginings.

In fact, such self-concepts divert one's attention from inquiry-in-action

in a most dangerously lulling manner. Although they area actually the

most transitory of phencrena, entering one's rind just long enough to

plug holes through which what 44% at-firstfeels-like anxiety might

fuel inquiry, these imaginings nose as nermanent qualities of self.

If taken seriously and valued, they smother inquiry-in-action both

directly and indirectly, by consuming its energy and b camouflaging

-the unknown lifetime -self as already known.

531
The inquirer, thenl.recognizes and takes seriously that he does

not in cieneral, and cannot oven when he tries, conceive or feel his

life as, one. This is the first !),Arrier to making love an a life-act:

the rota otirt.. 4n unknown. !Ian's lifetime body is unknadn to himself.
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This line of thought quite naturally raises a second rmestion:

who is the inquirer's partner in this lifetime act of ma!,-ing love? The

very strangeness of the question suggests to us that again we do not
know. Moreover, if the inquirer is unknown himnelf, ho likely is it
that his partner will 1-e known to him?

Nevertheless, we can pursue this question a hit further to gain a
sense of its scale, for its quality is reminiscent. Ve are reminded of
t;'IC CathOliC monastic tradition inwhichnonks and nuns foreao carnal
frArtners as a discipline ialmeping with their lifetinr task of making
'love to Chiist. The tradition also tells us that they are not the only

ones who take Christ as thpir 1ifatim partner; they are not necessar-
ily the most holy arong us; rather, they vie.7 carnal partnership as
for them a distraction frail Christ rather than a fulfillment in Him.
For others, carnal knowledge will co;tgruently entrdy and celebrate
spiritual intercourse. T4e are treated to a vitlion of mankind as a
whole potentially raking love to Christ across the ages, whole civi-
lizations perhaps experienced as single rare or less successful episodes
of love-making, Or tramming more orthodox and taking seriously the role
of the individual as a merrber of mankind, the inquirer enviqions him-
self as a rrerher of the roar of Christ which is making love to sorry
Cosinic Other.

Having established this scalethe unknown inquirer as member of
a time -en ocmpassing cosmic body in the act of maleing love--4.4e see more
clearly ho' deeply we have entered the realm of the unknown.
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Thus, whatever the quality of myths and traditions, inquirv-in-

action can serve a personal function for each individual. 'lie urge

to discover his time-encompassing body and authentically exprerm it

in his everyday behavior can defina each ran as inquirer.

TIM SUITING

Since both tech episterological principles and the personal

practices of inauiry-in-action strike relatively unfamiliar chords,

it follows that our current social instruments

family graupo, IA. "A AA L.0 &A.& 4.4J ...U.N....A ...V. 44. OEM as.

06 organizations,

-m " attuned1.6%. JAA. Lk./ faAS

to this process. Fran this it follows further that he troo would

realize the inquirer in him ccrmits himself from the outset to trans-

forming the social settings he encounters, or to discovering little-

known alternative settings, or to creating net./ social settings, if he

is to receive any support frcm his environment in his inquiry. And he

must find support, both because he needs guardians against his own

indolence and capacity to fool hirself and 1..mcause sinnly withdrawina

from hostile envirorrtr.nts can never lead towards effective, valid

act,on in social settings.

* * *
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that real feelings can we identify in ourselves that reflect such

a process? They are not ordinarily evident to us.

Where is the sensual current of excitement that would course

through our days, estranging us from boredom, were our life as a

whole indeed participating in an act of raking love? It is not or-

dinarily evident to us.

How does the structure of our thought impregnate each trivial

act and decision with significance, just as in makina love each touch,

each sound becomes suffused TAth the aura, mood and rroaning of the

act as a whole? It is not ordinarily evident to us.

* * *

Feelings, inner sensations, and thoughts mediate between cosmic

consciousness and daily behavior in man, and cultural myths and reli-

gious traditions supposedly provide an order for them which facilitates

the process of rendering daily conduct an authentic expression of

cosmic intention; yet when we confront ourselva!; sincerely we must

admit that we do not search for and cannot eas:1.1y find traces of the

cosmic in our moment-to-moment feelings, in r sensations, or thoughts.

Ikm: should this surprise us. Even the most facilitative myths

and traditions serve as no more than shocks and discinlines to thouahts,

feelings, and postures, reminding the individual to engage in his own

inquiry --in- action. each ran rust once aaain reconcile the cosmic and

the daily through himself. Only the least facilitative myths and

traditions obscure this centralhurran task and define daily life in

ways which alienate it from comic purpose. 537
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At first glance it ray seem peculiar that so hurble a man as he

who would inquire--a Tran who at the outset of inauiry recognizes his

inability to see the cosmic traces ';ithin girt, his inability to uneler-

.
stand their meaning at the level of his thoughts and feelings, and his

inability to express than authentically in his 1ehaior--it may seem

peculiar that such a man would act i.rith the aggressiveness, strength,

confidence, determination, and certitude necessary' to cballencle ex-

isting social patterns. nut, on reconsideration, we realize that our

association between inguiry and hesitance to act derives from our

tradition of reflective science, from the Ca. ion heritage which

teaches us to separate mind fran body, thought from action. Ouestioning

in the recle of incrairy-in-action, haoever, is no mere passive, internal,

thought prOcess. From the outset, inquiry-in-action evperirrents towariat

congruent transformations wrong levels of experience, as well as con-

sistency within a given level.

roreover, the Trere understanding and anpronriatien for oneself

of the scale of the task of inquiry-in-action generates an exl:raoreinary

calmness, cormitartent, and integrity in a ran, not beyond vacillation

and anguish, but ,x411 beyond utter inaction toards realizing one's

lifctiro self. nd these feelings of calm and cannitment must 1-..e put

to the test irriltatuately, too, to determine what kinds of behavior

congruently express them and reinforce that cleepeit, elusive sense of

integrity.
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Finally, action itself does not imply lack of humility, only

arrogant action Coes. ..If we tend to associate reticence with humility,

it can only he becatre.we associate action with arrogance, with an

assumption that one-.1.-nu.s. what is right once and for all. And arroaant

action does, in fact ...-e.laracterize social sottingl where inc.Tuirv-in-

action is unknm.r.l. 72,th limbic testing of assurrtions endangers the

foundations of an arrogant social order and will therefore tend to gen-

erate political conflict, unless carried out among a fez persons in

seclusion. The political parer of inquiry-in-action derives from its

undeniable integrity.

To state this principle is not to clair' that we can point to any

given political act as a fully authentic realization of inquiry-in-

action, yet when we review the =tyrants of highest impact and dicmitv of

recent aggressive political roverents--whether we think of Candhi's

leadership towards the liberation of India, vac's leadership in the

continuous revolution in China, or Ilalcolm's leadership in the struggle

of Blacks in America --we find them enanging in inauiry-in-action rcment-

arily at least--asserting that their people arp unlawln subjects rather

than Rmoun objects and that appropriate social settings and traditions

must he developed through the suffering and joy of rutual experirrents.

* * *
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At the outset, he 1...,ho liould inquire rakes no claim to positive

km:Wedge AT-out Appropriate social settings. Ire ?mows only that

settings which arrogantly claim to be appropriate a)olutely and

without test through inquiryin-action cannot ho appropriate for

him And he wonders and wishes to test v7ith others ttether such

settings are in fact appropriate for them.

11
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