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PREFACE

. Backgrbund Information

The exercises in this manual were prepared in response to a request
from a sociology class at Guilford College, .Greensboro, North
Carolina, taught by Mr. Andy Gottschall. Tﬁ%ir cooperation and
assistante were instrumental in designing the retreat. Subse=-
quently, we were invited to prepare a related seminar for some
students at the Urban Campus of Guilford College Mr. Ron
Cruickshank, studént body president, was especialﬁf effectlve in
helping to organize the second retreat.

The overall purpose of the two~day retreat was to rmRN‘Ve communi-
cations among people with different roles and functloh at the
~college. The participants found the ‘retreat enjoyable\énﬁ valuable.
Hence, we felt that others might be interested in conducﬁing
similar retreats on their campuses, at high schools, community

_ colleges, junior colleges, llberal arts colleges, and univer51ties.
The manual is written primarily as if it were for a college.
retreat, but this is only a matter of convenience. We hop <% at
this manual will provide sufficient information to allow ujgg x

in a variety of settings to conduct successful retreats. Thée‘"
exercises described may be modified and updated in order .to keep,v‘
the content current and relevant to your own needs.

When designing the retreat, we met several times with some of the
prospective participants. At these discussions we tried to
determine their objectives for the retreat by helping them to
state thém in concrete terms. Users of the manual mlght design
their retreat in a similar manner. ’

In order to provide some direction'and structure, while maintain-
ing higR participant involvements, we decided to utilize a series
of experiential exercises. These exercises were to serve as the
catalyst for discussion of a wide varlety of concerns the parti-
cipants had about the functlonlng of the college.’

L4

The Weekend Retreat

- -

The weekend retreat provides anm oppbrtunity for a mixed group of
persons interested in the activities of the school community to

1
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meet and discuss problems of mutual interest. The activities are
intended to provide each participant with an opportunity to examind,
his feelings about -current campus issues and to discuss these feel-
ings. The participants are chosen to represent different roles or
groups at school (e. g,,,students, faculty, and admlnlstrators)

Hopefully, the successful implementation of such a retreat w1ll
provide the basis fof greater understandlng af the workings of the
school community and increlge communications effectiveness acngss
roles at the school. This retreat design is only secondarily;aimed
at skill development or problem solving. By having studentsj
faculty, administrators, and trustees participate in exerclses
which are enjoyable, we feel that the subsequent discussion !of . .,
the exercises will provide a format for reasonable understanding

- of the various roles of the participants in the community. :

First, certain exercises point up the problems which canjHé
by organizational constraints. Secondly, other exerciseg
trate on the need for individual self-disclosure and th
understand the roles of each member in the community.

A third aspect of the retreat involves the decision makin’,process.’
- A cleare’/pnderstandlng of who makes what decisions and hoWw they
are made is essential to the viability of the community. ‘The
participants are asked to examine their present decision maklng
process and the ways in which members of varlous groups i :the
school feel dec151ons should be made. : &L
In order to provide a manual affording a wide range of,uge"ﬁefforts
have been made to,provide the user with the purposes of egcli.exercise
and some alternative exercises. Certainly individuals sheuid modify
and adapt, the exercises to their own specific situations. ﬂ.\%

T
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USE OF THE MANUAL

\

in conducting retreats, classes, seminars, oy training sessi
L'
exercises similar to the ones used here. : [

If several people are go&ng to conduct a rétrea& for a large n V
of participants, a trainer's workshop should be provided by~ th \PerSOn -~
who has owverall responsibility for the retreat: At the workshop tbe -
trainers should practice running the exercises with the other tghinera

as subjects (augmented with volunteers where necessary to increasq;
the size of the group to actually do the exercise in question).

The exercises have been chosen to be suitable for use by properly N
prepared non-profess ¢ The manual should thus be relevant to
a wide spectrum of individuals.concerned with try?“g to establish .
improved communications across roles in organizatians. v

\/‘ &"'Al
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ROLE OF RETREAT ORGANIZERS

»
v .

.

{ The organizers of the retreat should meet with potential participants
in the retreat as early as possible to modify the materials in this
manual to flt.tbelr circumgtances. The participants should do as much
of the planning and organizing of the retreat as possible. This pro-
cedure will make the participants feel that it is their retreat,
rather than something forced ‘'on them by the retreat organizer. We
recognize that participant involvement may be inefficient, but the
important issue is that the participants have a high ‘degree of
commitment to the. retreat and that it really meet their needs.

At the retreat the organizers should give explicit statements of the
goals of each exercise prior to running it. They should give clear
directions for each exercise. The organizers should be thoroughly
familiar with the contents of the manual before 1ntroduc1ng the
exercises.

During the exercises, the organizers should be available to answer
questions of the participants, to clarify instructions if they seem
unclear, and to be a resource to the participants. However, the
organizers should not be participants in the exercises. After an
exercise, some of the retreat organizers should lead discus$ions of
the exercise in which they ask questions that focus on the rinciples
demonstrated in the exercise, and Ehat relate the exercise %o condi-
tions at the college.
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- THE PARTICIPANTS . . o

while sélection of the particiﬁants can be done in .,a number of ways,
participati¢n should always be on a voluntary basis and open to the
general campus. When conducting the retreats we found .that we needed
one retreat|leader for twenty-five participanté.

]
]

-

The necessiftly of getting representation from all (or most) groups
must be strielssed if the retreat is to be successful. In particular,
the. coopergtlion,” support, and participatibn of faculty, administra-
tors, and {rustees (board of education members) is needed. In order
to provide/ these persons with the opportunity to participate, plan
several m¢nths in advance, contact them early, and set up dates which
cause minimall conflict with other planned activities.

-

As a general|guide, participation from the following areas should be
invited; ' . : .
Stndents

fraternal ,
clubs ' s .
political ‘
honorary
athletic
dormitory :
. action groups . .

student government L ‘

each department
advisors and counselors o
activists

dminigtrators
librarians
. . registrars L
deans
principals o

Trustees/Board of Education Members

/ Community Members

Alumni 9  ®

-
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l | THE PHYSICAL SETTING

In order to provide neutral "turf" it is.advantageous to hold the
retreats away.from the school campus. Scout camps, summer .resorts,
rural estgﬁe§7 and/or company training facilities can often be
obtained at minimal costs. Ideally, the retreat is an overnight
affair, necessitating sleeping and dining facilities. Box dinners
cap be provided if kitchen facilities are unavailable or too ex-

' pensive. , .

4 o

An informal atmosphere where individuals can *rap" after hours or
during breaks will contribute dgreatly to the overall program.

»
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SCHEDULE FOR TWO-DAY RETREAT

The experiences detailed in this manual require thirteen ‘hours .and
are conducted over a period of a day and a half. : .

’

Our schedule Qegins‘ét 1:00 p.m. on the first day.

1:00 - 1:15
1:15 ~

2:30 - 4:00 IIX
4:00- 4:30
4:30 - 5; 1v.
. 5:30 = 7:3%‘*
7:00 - 9:00 v
- 9:00 -11:00 VI.
11:00 -12:00
12:00 - 2:30 VII.
2:30 - 3:00
3:00 -~ 4:30 “VIIIX.
4:30 - 5:00 IX.
|
11

-

Introduction

Getting Acquainted

and Team Building .
Listening and Responding

" BREAK

Selecting Spokesmen.
DINNER :
Organizational Roles

-Role Characteristics

LUNCH

Grant Allocation

BREAK

"Who Makes What Decigionsg?"
Evaluation of Retreat




- ALTERNATE TIME SCHEDULES - Lo

The possibility of conducting a similar program two to three hours:
per day over a week-long period may be more applicable to your needs.
The program could be conducted 'after class hours in the evening, or
on a split weekend basis. ' .

A minimum of 2% hours should be allotted for any one session since it
is difficult to complete some of the exercises in less time. Certain
dspects of the program could be completed by participants‘prior to the
group gathering. The role characteristics questionnaire and the
decision questionnaire could be done in this manner.
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Vj o I..~ INTRGDUCTION - '_‘.“ .” ?fﬁ.;
. . . N - . ] 'y‘ . l, V . b’. \. - . ",
The reﬁreat organizers should deVoté about lS mlnutes to 1ntroductory

comments. They shouid as far as p0sslble,‘1nform the-part1c1pants of
, the purposes of: the - (etxeat the nature of the Varlous exercises on
’ t,he-schedulep and the organlzer 'S role. The followrng points might
be made.; , . o. Lo "o . ‘ ‘.'/" ~";“ A’l [
.@ . , , ‘:.A "f . N . . r -/ ; X : l;-.’.»’,.
. The retreat isAsuppdsed to_be valﬁable and enjoyable. ?a o
° , R '
2, .The exercises are. seeh ds alds to help the part1c1pants dhder- ;'
. sktand the differeht roles in the school,: to drscuss some " of '
- _ the problems at the school, to get to know mere people on an B
L 1nd1v;dual basis, and to 1ncrease their knowledge of who makesv
L what declslons at’ thear school . dﬂ ; IR > ey
‘\//\ - y N - C{c' _. hd .
: 3. *Part1c1pation in the exerc1ses is encouraged but‘not required,” . -
i “4Jf The part1c1pants should.try to be honest w1th each other and
- . . the- retreat organizers; they should try to avold glVlng stereo-
.~ typed responses, espec1ally in the role play sltuatlons.,' S
. 5. :Thi partlc;pants should try to exﬁ?ess their real feellngs as .
foo .;'openly and tomstructively as possihle. They should- avoid -
- ~blast1ng away in a destructlve,"attacklng fashlon. L.
% R . - - N
| —~_ /6. They should also be glve ‘a framework for&the retreat by brlefly

dlsCUSSlng the schedule=and the purposes of the varlous exerc1ses.-

& . A . o
e Ca T P \ . T
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;‘each other, while at the same time d1v1d1ng the group into several

p

S . .. § . . ) : Cw :

N . . « . .
. [ ! : ‘

- I1. GEﬁTiNG.ACQUAINTED AND TEAM BUILDING

— N B N . . Rl

B Y

] . .0
N 4 . < -

) Thls 1n1t1a1 exerCLse 14 deslgned for the part1c1pants to get to know -

" teams. These teams will be.the core groups for'experiences later . in .
the ,retreat. This partlcular method of getting acquainted allows
each 1nd1v1dual to express his ini'tial feelings about the retreat to
another person without the. constralnts and pressures of expre351ng

' hlmself in front of the whole group.' .

~
-

The process is 1ntroduced to the ‘total group by :the retreat organlzers.
All participants. are. asked~to stand and start mllllng ‘around greetihg
people they don't know, but not pausung to exchange chit-chat.: ‘After
a few minutes have elapsed,~each personjis asked to pair off with »
another person.’ These partners should be persons who ‘have not known -
each other wel) prior to the retreat. Ehey should have d;fferent
roles, i. e.,.,tudent-faculty, student-administrator,jstudentqtrustee,

: 1nsofar as; pOSSlble. ~ S . o

¥
.

. As soon as’each,person'is paired with another'person,'theﬂdyads>are ’
askeed to get'to know each other using the following guidelines. /

. - -
)

In each pa1r, 1nd1v1duals srt down w1th one person behlnd the other,'
facing in the same dlrectlon. . o

Person A (behind Person B) beglns by telling about himself. to Person- B

~ Each person is free to say as much or as little about himself as he
feels is appropriate. The follow1ng areas are suggested.as guidelines:

iy




“ . . f . , .. - . . . . .//.

name : : . . A .
biographical data ; - " ' LE
somethlng that identifies you.as a unlque 1nd1VLdua1
how/you feel participating in this exercise at thls momemt
:why you came to this retreat . N

“what you expect to get out of it .
what you feel is the most presslng'problem at school ;q

L -ol N ; \

SN O U D Wedd
L]

After Person A has flnlshed (allow 5 mlnutes), the participants switch
positions and Person B makes hig responses. . All of thlS should be-.

. .done wlthout either party looking at the. other person's face durlng
the disclosure ‘process, and without comment or note-taklng by the
listener. This is to avoid the’ llstener'lnfluenclng ‘the .speaker by
“prov1drng non-verbal clnes or re1nforcement, and to encourage real

listening without’ dlstractlon. \ _ _— Lo o v

! : - - X ' RN
Naturally, partlclﬁants may ask why we are, uslng[thlsMartl 1c1a1 R
process. The leader should respond that many thlngsf e will be doing -
. will have a degree of art1f1c1a11ty about them. - Ash;them o please
bear with you, and to dlscuss their feelings and reaotlons ‘to their
exercise and raise questlons durlng the,dlscusSLOn p?rlod %thh’Wlll
follow.-, » . . . ;
. _ e

After Person B- has had an. opportunlty to speak ‘to h%s partner, the’

, leader asks each pair to begin milling around the r?om greetlng other
pairs.  After a short time, each pair joins with" anéther pair. Again,
the criterion for- selecting these new team. members,should be that. -
ngither partner knows the other pa1r, and each quartet should be ds
-heterogenous as possible. . " ,#.

]

. - Cte 4‘ .
After these quartets are formed, the "getting acqualnted" process
beglns using a different method. One of the 1ndu%1duals from the
original pair beging-by introducing hig partner.f The 1ntroductlon
is done in the first person. Person A begins by, saylng, "My name
is B..." and continues. to speak as if he: were B, uslng the pronoun

“I," After A has finished being.B, the, roles are reversed, ~and
this continues until each. person in the quartet (A,B,C;D) has been
,1ntroduced Allow about«dS mlnutes. ¢
A——B t :. ~|
B v g
' * . v B—'-A .
- C -~ D




Group'.II is .requested to remain 511ent ‘and observe the 1nteractlons
of Group 1. : . \

Group I is told to "get to know each other in any way that you(feel~
is appropriate." The leader should point .out that it is important
for. each team to become cohesive and to feel comfortable with each . 1
other. 'The leader then leaves the group ‘to its own direction. Streés
_that Group II is not allowed to c mment or part1c1pate in any way.

':V

The groups should be g1Ven a 20 m1nute t1me limit.

At the end of 20 minutes, Group I and II switch p051tlons without’
comment, and after Group II is seated with Group I observing, Group II
is given 10 minutes to describe- what they .saw happening in Group I.
(Group I is requested not to comment. ) '

kY
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-

. ' l

Group IT is then given the same. 1nstructlons ("get to know each other'
in any way you feel'is approprlate"), and 20 mlnutes are. allotted for
*them to get~acqua1nted. : ’
Group I and.II exchange plachs once more ahd Group T comments on-
‘Group II for 10 minutes, with Group II remalnlng 511ent

W ! s -

- Phen the assembly . (composed of all of the elght-persoh-groups present)
is 1nvolved ln a discussion of the total exerc13e. During this
dlscusslon the leader should try to focus the comments on how people

felt ;during the various ‘methods of gettlng'vaualnted What did
',theyullke or dislike? .
?f" 1 ) ( .

4‘41\\ - :
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S - - IIXI. LISTENING AND RESPONDING . >

= This exercise is.designed to provide a structure through which the
participants ‘can enhance the¥r own communications skills. -The struc-
tured nature of group discussion is used to make each participant T
.. aware of .the need to express himself clearly--both his content and
his feellngs—-about the topic of. dlscuss1on. The listeners are also
given.,a format which places them in the position of having to listen
for content and’ feellngs of the speaker., . ‘
anally, the exercise provides the participants with a chance to
discuss the most pressing or-controversial topics facing the school.
The leader introduces the exerc1se to all the part1c1pants who are
sitting separately in théir eight-person teams. Each group is given
‘a list of possible discussion topics and asked to choose one topic
for the opening round of dlscu551on within the group. Each group
member should limit his comments to no more than two minutes at any
) giVen time, and each group member should be glven the opportunity to
"express hls pwn thoughts on the top1cs.
A list of topics‘:is best generated by asklng a representatlve _sample
of people from the. school, or the participants themselves, to ‘write
the most urgent probléms currently faced by the community. -This
should be done well before the retreat. The six most frequently
mentioned top1CS are then typed and dlstrlbﬁted at the retreat
(see p.l16 for a sample set)'. _ .
After approx1mately 15 mlnutes, the léader should 1nterrupt the group
discussion and ‘impose the follow1ng rule-_I ' .

-

. , ,
"Beginning immediately, the next speaker must look at
one of the group members and state exactly what that
person's views are on 'the topic. He must.do it to
the satisfaction of the person whose views- are being
expressed. If he is able to do this, he then has the
right to express his own opinion. (Limit-2-3 minutes)

. Each subsequent speaker must -paraphrase or "reflect
his understanding of the- previous speaker's views and
feelings prlor to expressing his own views."

~

;
‘The leader should point out that -in this exerc1se we are not trylng ko
resolV‘ %hy issue, only to fully understand each other's position.

% o 113 L ) . . e
B . 14 . : L ‘

’ < - Y
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The exercise should contlnue with the rule concernlng paraphrasing
for approx1mately one hour. Groups should change topics after
everyone has exPressed his views and feelss that his p051tlon is
under stood (ug é%stood—-not necessarily agreed w1th) The retreat
organizers sh? %d make gome effort to see that the paraphrasing rule

is fOllOWed./ .

The follow1qg page contains some suggest/g;s about the type of topics
which are apj roprlate for this exercise. The retreat leaders should
choose f1v§ r six toplcs, or make up similar topics for distribution:
to each gr;qp prior to the exercise. The groups should be informed

that theyig“y,'lf they wish, choose and talk about topics not on the

list.

- v
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LISTENING AND RESPONDING -

i »
r".

Top cs for Discussion

Currently the educat1¢A ndustry is expanding its vocational.train-
ing program through the \Community College system. Since public
funds are used to sug ort|\this system, educators are in effect
using tax dollars to ;nay, mechanics (for the trucking industry), .
carpenters and brlckLEYe‘s (for the construction industry), and
skilled workers (for th{textlle industry).

o (%)} \\
Our tax dollars should noﬁ be used to support training related to
specific industrial neé Industry should train 1ts ‘own workers.

Since a college degree has become a pre-requisite for most jobs,
it has become increasi g Y more difficult for minority group
members to_ obtain employm ent“ The hiring of minority members
-could be greatly enhanced through a change in hiring practices-
and/or a change 1n°educa o al programs. Industry and univer-
sities should, thereforé o er their standards to provide
”greater opportunity to m Orltles. :

The Bachelor of Arts/ Sc1ence degree will generally allow its
possessor to find employment Just what does a BA or BS signify?
‘Is it a valid measure of knqwledge or skill? Are there other
v1ab1e alternatives? ‘\

Indpstry is the principle beﬂefactor of the education of youth.

They should be more active in prov1d1ng financial and other
support and have a greater say in the educatlonal process.
Educators have tradltlonally been non-union members. The nation- A
- wide trend is towards a more mllitant union position. What effect
will this have on educatlon? ' :

‘Since industrial employeesvare held. accountable for their product

(if the product is bad, they- go out of business),’.educators should
be made to demonstrate ‘the "goodnesa! of their product. .

<0




IV. SELECTING SPOKESMEN

The team building procedure (see p. 10) will build cShesiveness and
~team spirit in each eight-man group. The members will feel they are
‘a part of their group and will ‘feel separate from all:other groups.

A team spokesman or representative is required for some of the
.exerC1ses, especially the Grant Allocation Exercise {(see p. 48) .
At this time each team is requested to. select one spokesman whose
main job will be to negotlate for his team against othér teams in
later exercises. The team spokesman may also act as leader in -
discussion groups. _ ’ C .

The retreat organizers explain that each team is now g01ng to .
‘select a team spokesman, whose duties are explalned as indicated
immediately above. Each team is given up to an hour to select
their spokesman with the following rules::

1. Each person in the group must know why he or
f . she was or was not chosen as spokesman.

2. All discussion and veting must be in the open
without secret voting or balloting.
- Each member of the group should prepare;a brief one-mlnute statement
reflecting his/her desire to be elected spokesman and statlng the
reasons why he/she would be a good choice.

~
PR O—

After each member has said why he should be spokesman, each member
is given another minute to state why he shouldn't be group spokes-—
man. \ -

Many persons may be reluctant to say why they should be spokesman.
The retreat leader should encourage people to have fun...enjoy...
experiment. He might say. "Assume for the moment that the role of
spokesman is the most important thing to you...pretend you really
want this role."

.d
Even with these instructions, some individuals may not wish to tell
others why they should not be spokesman. The retreat organizer
should. not try to force people to follow the rules if they are

“ve;getant to do so.
21
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V. ORGANIZATIONAL ROLES

Introduétion

This exercise focuf : prlmarlly upon the dlfferlng demands placed

on people, dependingi\ci their roles within an organization. While |,
" each of us will gensgrlly acknowledge that role forces are acting = .
upon us, we tend. to iy
our behavior. Throug efhls structured experlence, the part1c1pants
- will be confronted w;fﬁ“"

in the organization: *yx’:
A

group is to try to medla

: ‘ketween the bonfllctlng desires of stu-
dents and trustees (or Bdﬁﬂ

g\ of Education). The faculty group dis

" "caught in the middle" b \‘” differing pressures from students and
trustees. The students haveﬂcertaln demands or degires which the
trustees oppose or want to hedd off. The particular situation’

chosen by the retreat organlz \ should be relevant to the ‘partici-
pants. Discussions held with prospectrve part1c1pants when designlng
the retreat should help provide“s itable situations. - . :
In our flrst retreat the’ situatxbgﬁehOSen 1nvolved the students
de51ring cohabitation in dorm;tor q“*whlle the trustees desired no
major changes in housing regulatx ﬂ, ,The materials for this version
are referred to under the headlnq\"o anlzatlonal Roles Exercise A."
At the second retreat, the situation selected involved the students
desiring a reduction in hours for the degree through work experience, .
while the trustees desire no major changes in hours required for the
vdegree. The materials for this, varsion of the exercise are called
"Organizational Roles Exercise’ B } If neither of the situations we

used arg relevant to a planned retreat we suggest that the retreat’
organizer modify our materials for 'a suitable situation (see
"Organizational Roles Exerclses C and D" for high schools).

| “ .

.

- or when ‘those playing the x6les have no basis for understanding the ]
roles they are playing. Inithis exercise, the role ‘is defined not as *
an individual role, but as a group role, and among each’ group of .
role players there is at least one person who is !in-role." This

person usually has the effect of making the roles more believable.

Many role play exercises fa¥1 when the role is too highly structured,

22
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In this exercise, each of" the previously formed teqﬁs is given_,a
role. If there are six teams, two would be assigned ;he,student
roles, two would be aésigned faculty roles, one would be assigned
. a trustee role, and one team would be assigned ﬁﬁe role of observers.:
’ " Each team is assigned a work area and given the written Role .
Descriptibn, along with the time schedules for the exercise.

~
“

Aruitoxt provided by Eic: M
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‘| ' ORGANIZATIONAL ROLES EXERCISE

_ N
. . . * Guidesheet
1 .
'+ Bach group is assigned a room {or an areca in a large room) which is
. d signated as the caucus area for %that particular group. ﬁn area
A L

also set a51de for conferences between ¢roups.

- .. The observers are assembled in the conference area and each of the
role playing groups is sent to their.respective areac. The situa-
tion description is given to each group along with the specific
group role. The observers should be given all role descriptions

X; so they can get a feel:  £or the lmpendlng activities. They are also
.,+ given the observer sheets.

L)

4

'R

 The retreat leaders should haVe each team spokesman set his watch
with a master clock to cnsure that the mecetings are held at the
. proper time durfing the exercise (set at 12:00), The times described
in the fallowing role description are arbitrary, and you may want to
make certain nidetings longer ox shorter. ~ However, the exercise

should illustrate the time pressures felt by many persons when
faced with decisions,

I ’ -




ORGANIZATIONAL ROLZS EXERCISE A

Situation Description -

The students at your college have becoine interested in the xecent
trend toward coeducational dorxrmitories and other changes which
will remove what is seen by some as artificial and nnnecessary
separation of the sexes. There have Leen several student meetings '
of one kind or another on this subject, and rumorz regarding the
situation have een widespread in the colleoe community and the
coinmunity at large.

<
4
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ORGANIZATIONAL ROL:S EXERCISE A ST

kS i . [

Student Role

Your,group; and you personally, see the rules governing the oepéra-
tion of male and female dormltorles as artificial and arbitrary,
The rules do not treat the students as responsible adults capable
of- leading their own llves. _ e

You and your group have dec1ded that the students should be allowed
complete freedo:nn regarding choice of housing fa0111t1es so taatJ
‘various groups could choose . the arrangeitent most suitable for then.
.You feel this should allow for housing of every type, ranging from
some facilities remaining as they are to complete cohabitation,
including coeducational bathrooms and rooms. You feel that regaxd-
less of the type of housing chosen, vigcitgtion privileges and hours
are, something every in&ividual should decide for himself, oxr -
herself, and thiic should not be subject to any rules set by the ~ -
students as a group or any outside authority. In adﬂi;ion, you
feel the college siiould provide facilities for coeducational
sports and social activities of all types. . : S

.
3 ~ «

Your group recognizes that these iaprovements may vexry well be

resisted by some members.of the faculty and administration, but

feel you can gain support of the majority of the faculty who, you- ‘
believe, recognize that these requests are entirely reasonable,

Finally, you feel you have every right to demand these improve-

ments and to take appropriate steps o have these demandc granted.

‘There will be a meeting of faculty and students at 12:50, and you
may wish to plan for this meeting in the time you have available.
Following this meeting, you will have an opportunity to plan and
talie additional steps if you w1§h. ‘ e

¢ . 7y . » 26 )
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a% o u . _ ”Trustee Role‘

< B . LI
: . B

You and’ your fellow trqstees are aware of the grOW1ng student move-
’ ment toward changes in. hous1ng and related regulatlons. "You feel
' t some changes are probably’ 1nev1table and may even-be desirable,
& feel . you would like to study the problems and outcomes of recent.
. experlments other un1vers1t1es\and colleges have made in this d1rec~,'
; ~t;9n before(ang*major changes are made at your college.

£
[3 - ’

.~ You are alsp sensitive to- the very strong negatlve reaction expressed

. toward this movement by what appedars to be the majority of the alumni
and supporters of . the college. ‘This has reached the point where b

- several of the college's major supporters have made rather vague
'statements to the effect' that they-could not contlﬂue the1r support

Cif "uhese kinds of changes” were allowed to. take place.

‘ - v . LN
’

Flnally, your group feels that\befdre any change could-be serlously ,
considered, the legal issueés of the specific*change involved would .
‘need to. be studied by the colIege s general counsel._ - : .

- -~ .
-~ L, 1

Therefore, your group has dec1ded that it. is in the best interests @ -
of the college to make no major changes at this time, and‘@hat\any
suggested change should be carefully studied before apy action fg
taken. - At the same t1me, student. feelings aré reaching very high
levels and could concelvably lead to incidents or even campus dis-
ruption. Your group has, therefoge, decided: to call a meet1ng with
“the faculty at 12:30 in order to request the1r assistance. In this
meetlng, you w1sh to communlcateéﬁpur V1eWs and desire that the

, faculty: o . X RS
. , o Y ‘. . - . . ) . L
‘1. Take appropriate action, to prgvent any movement = -~
tqward,majon changes at this-time:
/ . a - X L
. 2. Help the students recognlze he need to 11m1t I o :"
' their requests and exercise patjence; ‘ . '

’
v .

‘P-\‘ * <
3. Dec1de the minimum changes they feel should be
e e made at this time; , .

.-

4. Meet with the trustees again at 1:20 to present their
views and any other recommendations for action. ', ": .
T <8

- - . L
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Py
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’ N . .
[y

Characterize the way in which each group handled the groups . i(
they met. (How 'did the students handle the faculty? How o
daid the.faculty handle the students? etc.) . 5.
Did . the faculty act dlfferently w1th the students than with , %
. the trustees’ . ' L
L ~ N M I . s . '.'n
Did. the groups aépear to be working toward a solution that
would satlsfy everybody’ :

What suggestlons do you have for produc1ng an €ven better

solution? -~ ° R e

) ‘

What parallels can you draw between what happened in the
exerc1se and your -school? '

R - s ' - v .
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ORGANIZATIONAL ROLES EXERCISE B

Situation Description R f

»
- . ,

The students of your college have become 1nterested in the recent
trend toward changes in degree requlrements and .other changes whlch
will remove what is seen by some as”artificial and unné&cessary

. discrimination against students who work full-time. There have
been several student meetings of one kind or another on this sub-
ject, and rumors regarding the situation ?ave been widespread in
the cokleye and the community at large.

> -
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i ORGANIZATIONAL ROLES EXERCISE B

. ’ ) .o Student Role

Your group, and you personally, see the rules requiring 120 hours .
of classroom credit for degree requirements as artificial and
) " -arbitrary. The current rules do not’ treat 'students as responsible
' adults who ‘have gained much practical knowledge through their full-
time. Jobs. ‘ . ' . . .
You and your group have decided that the students should be alloéed
, ,complete freedom regarding choice of courses so that various groups
could choose tife arrangement most suitable for them. You feel this
should allow for programs of every type, ranging from some pure
* classroom programs to work-study programs. Any student who has a .
clearly. determined vocation (e.g., policeman studying police service,
. practical nurse studying nursing) should receive up to 30 hours credit
~ for his work experience, -and should be allowed to graduate with ‘90
" hours. You feel that regardless:of the type of program chosen,
degree requirements are something that should be individually
determined; and this ghould not be subject to any blanket rules set
by the students as a group or by any outside authority.

Your group recognizesﬂthat these changes may very-wgll be resisted

by some members of the faculty and administration, but that you can
‘'gain the support of .the majority of the faculty who, "you ‘feel, recognize
that these requests are entirely.reasonable. Finally, you feel you

have every right to.expect these changes to take place and to take
appropriate steps to have them granted. ,

There will be a meeting of the faculty and students at 12-9g”§nd

you may wish to plan for this meeting in. the time you have available.
Following this meeting, you will have an- opportunity to plan and

take additional steps if you wish.

-

'?
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ORGANIZATIONAL ROLES EXERCISE B .

Faculty Role .
) . ' w
You and the other faculty members are .aware of the growing student
movement toward changes in degree requirements. You might try to

anticipate what positions the students and trustees will take, and
how you might respond to each one. - ‘

The trustees have asked your .group to meet with them at 12:30, and
you recognize your group will probably be asked to take a major role
in this situation. Your group has also agreed to meet with the
student group at 12:40.

Following the first meeting with the students, you are free to

- Pproceed in any way you think is appropriate. You will be asked by
the trustees to meet with them again at 1:05, and there must be gome
report to the students by 1:15.

’
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ORGANIZATIONAL ROLES EXERCISE B

- . Trustee Role ' o

o ¥ .

You and your fellow trustees are aware of ‘the growing student move-—
ment toward changes in degree requirements, particularly for those
students with considerable work experience in areas related to their
‘studies. You feel that some changes are probably inevitable and may
even be desirable, but’ you feel you would like to study the problems
and outcomes of recent, relevant experiments of other universities
and colleges before any major changes are made at your college.

You are also sensitive to the very strong negative reaction expressed
toward this movement by what appears to be the majority of the alumni
and supporters of the college. This has reached the point that ‘
several of the college's ‘major supporters have made rather vague
statements to the effect that they could not continue thejir past
support if "these kinds of changes" were allowed to take place.

Finally, your group feels that before any change could be seriously
considered, the issues of the specific changewinvélved would need
to be studied.to assure the continued accreditation of the 'college.

Therefore, your group has decided that it is inhxhe'ﬁest,interest
of the college to have no major changes at this time, and that any
suggested changes should be carefully studied before any action is
taken. At the same time, student feelings are reaching very high
‘levels and could cdnceivably lead to incidents or even campus dis-
ruption. ~Your group has, therefore, decided to call a meeting with
the faculty at 12:30 in order to request their assistance. In

this meeting you wish to communicate your views and desire that the
faculty: ) Co

1. Take appropriate action to prevent any movement toward,
major changes at this time:
2. Help the stuéents recognize the .need to limit théir
requests and exercise patience:; “
)
3. Decide.the minimum changes they feel should be made
* at this time;

4. Meet with the trustees again at 1:20 to present their
views and any other recommendations for action.

34
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You feel that you cah gaih the support of the majority of the
. faculty who, you feel, recognize that these requestd are entirely
reasonable.

Further decisions or action on’ your part may be required foilowing
the meeting with the faculty. There must be some report to the
students by 1:30.

——e — —
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_ORGANIZATIONAL ROLES EXERCISE C

Sltuatlon Descrlptlon
4
J*

The students at your school have become 1nteresté§ein the recent .
. trend toward coeducational athletics and coeducat al classes in-
areas traditionally regarded as either male or female classes,
such as home economics, shop courses, and ROTC. There have been
several student meetings of one kind or another on this subject,
and rumors regarding the sltuatlon have been widespread both in
the school community and the community at large.

.
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" ORGANIZATIONAL ROLES EXERCIsé c

‘L l‘- student Role

e Q ) X /

vféﬁi group, and you personally, see the roles governing the separa—_
- ti6n Of male and female students as artificial and arbitrary. The .
2 rules do not treat students as respon51ble adults, capable of leadlng
their own lives. , .

b ) . .
Yod and your group have decided.that the 'students should be allowed -
' complete freedom regarding participation in athletics and classes,

" land that various groups should be able to choose the arrangement
most suitable fqr them. You feel this should allow for activities
and classes:of every type, ‘ranging from activities that are both )
co-educational and segregated, and classes in traditionally segregated

' subjects that would be open to both sexes. You feel that regardless

»  of whether or not gtudents choose to participate in co-educational

.*, athletic activities and classes, that knowledge and skills in a given

© ,@area are somethingievery student should have an opportunity to learn:

" and this should not ‘be subject to any rules set by the students.as a .
group or any putSLGe authority. In addition, jyou feel "that the
school should provide the facilities for these addlflonal activities. -

© Your group recoghizes that these changes may very well be resisted-

! by some members of the faculty apd the school board, but feel that
you can gain support of the majority of faculty who, you feel,
recognize that these’ reéquests are entlrely reasonable. Findlly, . -
you feel that you have every right ‘to demand these improvements and e
to take. approprlate steps to have these demands granted

There will be a meetlng of faculty and students at 12:50, and ) .
you may wish to plan for this meeting in the time you have pvallableu
Followinyg this meeting you will have an opportunity 'to plan and take
additional steps if you wish. . .
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ORGANIZATIONAL ROLES EXERCISE C S,

‘ Faculty Role
r 4 . .
You and the other faculty members are aware of the growing studeht

movement toward coeducatlonal athletic act1v1t1es and coeducatlonal
classes.

The school board has asked your group to meet with them at 12:30,
and you recognlze your group will probably be asked to take a major
role ih this situation. Your group has also agreed to meet with
the student group at 12:50.

Following your first meeting with 'the students, you are free to
proceed in any way you think is appropriate.. You will be asked
by the board 6f education to meet with them again at 1:05, and

there must be some report to the students by 1:15.

38
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ORGANIZATIONAL ROLES EXERCISE C

- . . [ 4

School Board Role ] )

You and your fellow school board members are aware of the grow1ng
student- movement toward changes in segregated athletic activities
and segregated classes. You feel that some changes are probably
inevitable -and may even be desirable, but feel you would like to
study the problems and outcomes of recent experiments other school
districts have made in this direction before any major changes are
made in your district. ‘
You are also sensitive to the very strong negatlve reactions
expressed toward this movement by what appears to be the majority
- of the community and parents. This has ‘reached the point where
several of the local politicians have made rather vague statements
to the effect that they could not continue their support of the .
members of the school board if "these kinds of changes" were allowed |,
to -take place. ,

Flnally, your group. feele'that before any changes. could be seriously
considered, the legal issues of the specific change involved would
need to be studied by the "

[§

Therefore, your group has decided that it is in the best interests L
of the school district to make no major changes at this time, and

that any suggested changes would have to be carefully studied

before action is taken. At the same time, student feelings are

reaching very high levels and could ¢conceivably lead. to incidents

decided to

or even campus disruption. therefore,

Your group has,

call a meeting with the faculty at 12:30 in order to request .
their assistance. 1In thig meeting, you wish to communicate your .
views and desire that the faculty:

1. Take appropriate action to prevent any movement
, toward major changes at this time. :
2. Help the students recognize the need to limit

- their requests and exercise patience.
. ”~ . - - °

-39 :
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3. Decide the minimum changes they feel should be
made at this time.

4. Meet with the Scheol Board again at 1:20 to
present their views and any other recommendations
for action. '

You feel that you can galn the support of the major1t¥ of the
faculty who, you feel, recognize that these requests are entirely
reasonable. : -

Further actions or decisions on your part may be required follow-

ing the meeting with the  faculty. There must be some’report to
the students by 1:30. . / '

-
!
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. on.the. students. There have been several student meetings: of .
- one kind or another on this- subject, and rumors regarding the
situation have been w1despread in the school communlty and the
communlty at large.'\
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‘ORGANIZATIONAL ROLES EXERCISE D

Situation Description

\

" The students at your school have become 1nteresteﬂ in the recent
trend toward e11m1nat1ng compulsory class attendance -and other
.rules which are seen as artificial and unnecessary restr1ct10ns

.
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. ORGANIZATIONAL ROLES EXERCISE D -

i student Role _ f&
"Your group, and you personally, see the rules'governing class
attendance’as artificial and arbitrary. The rules do not treat

students as respon31ble adults, capable of leadlng the1r oWn .

lives. v/\\\d
You and the group have decided that the students should be allowed
" to assume respons1b111ty for their own actions and to decide for
-themsélves the frequéncy of .class attendance required in order to -
do acceptable work. You feel that individual class; attendance 1s
not a rightful subject of concern for the school adm1n1stratlon "
_or other students. N :

3

Your group recognlzes thaégthese changes may very well be resisted
by some members of the faculty and: school board, but feel you can
gain support of the majority of the faculgy who, . you feel, recognize
. that thesé, g@Shests are entirely reasonable. Flnally, you feel
-you have every right to demand these changes and to take approprlate
steps to have these demands met. » , _ '

.

There will be a meeting of faculty and students at 12: 50 and YOu

may wish to. plan for this meeting in the time you have available.

Following this meeting you will have an opportunlty to plan and .

take additional steps_if you wish. - ' :
174
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+ . ORGANIZATIONAL ROLE EXERCISE D C

-

‘Faculty Role

. . - .
- . : . . *.

@'You and the other faculty members ®wre aware of the’ grow1ng student

movement toward the ellmlnatlon ‘0of compulsory class attendance
regulatlons. : : :

. [

’

The School Boa;d has asked;yoﬁr group to meet with them at 12:30,

and you, recognize your group will pro be asked to take a major
role in this situation. Your group. has also agreed to meet with
the. student group at 12:40. . c ' E

b ’

v ' » N

-Following your flrst meeting w1th the«students, you are free to
" Proceed in any way you think ig appropriate. You w111 be - asked

by the School Board to meet with: them again at ‘I:05, and there -
must be some report to the students by 1:15.

A

-4




.ORGANIZATIONAL ROLES EXERCISE D « .
A - School Board Role - o

You' and your fellow school- hoard members are aware of the growing
student movement -toward the elimination of class attendance requlre-
ments and related- regulatlons. You feel that' some change re :
probably inevitable and& may even be des1rableéezzt/ﬁée%/§§;awould ,
..1like to study the problems and outcomes of re experiments other .
school dlstrlcts/have made in this direction before any major changes-

are made in your school district. ’ .

.
, 4
-

. N - .

s

You are also sensitive to the very strong negative reaction expressed
toward this movement by what appears to be the majority of the
communlty and, parents. ThlS has reached the point that several of
the 1Scal politicians have made rather vague ‘statements to the

effect that-they could not.continue. thelr support of the school

board members 1f “these kLnds of changes" were allowed to take

place. R

’

.

Flnaliy, before any changelcould be seriously considered, your'
group feels -that the issues of the specific change would need to
be*studled by. the State Board of Educatlon .

]

Therefdre, your group has decided that it is in the best 1nterests
of the school district to make no majqr changes &t this time, and
that any suggested change should be carefully studied before any-
‘action is taken. At the same time, student feelings are reaching

. very high levels and could conceivably lead to incidents or even
campus disruption. Your group has, therefore, decided “to call a *
meeting with the faculty at '12:30 in order td request the1r assis=
tance. .'In this meetlng you wish to communlcate your vViews and
desires that the faculty- .

.
»

* 1. Take approprlate action td\Prevent any movement
toward major changes at this time. - - A ,

L]
13

2. Help the students recognize the need to 11m1t
théir requests and exercise patlence. '

»

=
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3. Decide the m1n1mum ehanges they feel should'be
maae at thls time. o ,
. N . A '
4. Meet with the school board again at 1: 20 to- |
¢ present their V1ews and any dther recommendatlons
for action. Co., =

You feel you can gain the" support of the majorlty of the faculty
‘who, you feel, recognlze that these requests are: reasqnable.~

-

t

Further decisions or action on your part may be requlred follow1ng
the meeting with the faculty. There must be some report to the -
students by 1:30. _ _ "

- .




" VI. ROLE CHARACTERISTICS

; L ) Guid{sheet_

v

The purpose of this exercise is to focus on the actual characteristics

and behaV1ors which deflne the role of trustee, student, faculdgy, and
admlnlstrator.» Prior to the retreat, the organizers should send role
questionnaires to a representative sample of the school or to ‘the
participants who'will be at the retreat. (If you have relatively few .
trustees and administrators at your school, you may wish to ask them

all to complete the questlonnalre.r

The questlonnalre 1nclu&ed in the manual is a sample, and the. organlzers
"should modify it to fit their circumstances. Tabulate the responses .
separately for each kind of person represented at the retreat (e.g., -
Administrator, Faculty,\Stodent, and Trustee). For each question on

. the questiohnaire, calculate the pertentage of time’each person uses

" the five categories of the_disagree/agree scalé. Now note on, which

items there appeatrs to be *agreement among the klnds of persons, and on
which 1temsTthere is disagreemerit. What general characteristics are
’shared by the items which show agreement and disagreement? What are

the differences and similarities in perception among admlnlstrators,
faculty, students and trustees? : '

Begln the exercise by hav1ng each person complete a role questlonnalr@'
(unless they have already done so). This _should take about ten minutes:.
Then share the data the retreat organizers previously collected from
the representative sample or from the participants. This could be

done by distributing the tabulated percentages for each kind of -person
at the retreat. o . ‘ . .

a £
-

The participants should now go back to the respectlve caucus areas they.
used in the organlzatlonal role exercise. Their first task is to
discuss and analyze the _data passed out by the rgtreat organizers.

They should be instructed to answer the kinds ‘of questions mentioned
above. This analysis and discussion should take about 30 minutes.

The retreat organlzers will have more familiarity with the data than
the participants, so they should, go from group to group to help
lnterpret the data. , , e

With this as background information, the participants are now grouped
according to the1r real-life roles (e.g., trustees, administrators,.

46
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faculty, and students work separately). The task for each group is
to define the four or so most important characteristics or behaviors
- of the roles representéd at the retreat (in our example, each group
comes up with four sets of behaviors). Since there are relatively
many students and faculty at the retreat, the ofganizers might want
to divide the students into several sub-groups, and the faculty into
several sub-groups of about twelve persons. : .

The participants then go to their teams from the first day to report
what they have come up with in their last groups. The téams then
discuss the degree of overlap in the definitions people have of each
of the roles at the college. This part of the exercise should take
about 30 minutes. .




ROLE QUESTIONNAIRE

I am (check one):

~

Faculty_; . Adminiétratop_; Student___ Trustee _ A .

i ' . ot
Please indicate how you feel about each of the following it'ems con-
cerning the role and activities of students, faculty, or trustees.
_Place a check mark in the appropriate box for each item.

1. Teaching alone is a sufficient role for a faculty member. -
Strongly Disagree

Disagree .

Undecided -

Agree ' . . ;

Strongly Agree

| 1411

-

2. The student's primary role is to learn what is présénted to him.

Strongly ‘Disagree’ ' ' ;
Disagree . : o

‘Undecided . e
- Agree ' ‘ “
Strongly Agree o : PR

NERE

3. The student's main function is to prepare for a prdductivevcaréer
outside college. S : .

Strongly Disagree
Disagree
Undecided

‘Agree

'Strongly ‘Agree

NERN

4. Research is a primary part of the activity of a faculty.

Strongly Disagree
Disagree
Undecided . x
Agree )
Strongly Agree

: 48
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The truskee's role is to support the desire’s of the students and

faculty.

Strongly Disagree
Disagree v
Undecided
Agree - Y
Strongly Agree '
The student is in the best p051t10n to Judge the social relevance
of the curriculum.

*

.Strongiy Disagree - : )y ' i
Disagree '
Undecided

Agree

Strongly Agree . ,

NERN

The faculty member should teach only in hls’ﬁ§ea of expertise.

Strongly Disagree
Disagree . - .
Undecided
Agree
strongly Agree

-
-

. The trustee has respon51b111ty for everything that happens on -

campus. _ “"
— Strongly Dlsagree . , (
___ Disagree ' '
___ Undecided _
Agree ' .

:: Strongly Agree’

[

The trustees should have the strong voice in curriculum.

Strongly Disagree

Disagree

Undecided

Agree L ’ < .
Strongly Agree " v

49 .
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10. The role of student is that of respeonsible adult who één set
his own goals and behavior in all respects.

Strongly Disagree ‘ )

Disagree * . T, , : o
Undecided o '
Agree ‘ - ’
Strongly Agree

X

11. Faculty members should not. let their political views influence
what and How they teach. S ' o

Strongly Disagree.

Dlsagree

Undecided

Agree

Strongly Agree ’ ,

' %

.

12. The trustee should have an 1n-depth knowledge of what is happen—f
1ng on campus on a.day-to-day ba51s.

’ Stronglyvblsagree .
Disagree
Undecided

~

Agree E ) / - _ '
Strongly Agree . A A R

13. The role of faculty member should bé to help and encourange
students to- learn about and become involyed in the world.

Strongly Dlsagree ST

Disagree . R : . ' o

Undecided : a

Agree '

Strongly Agree

1111 |

14. Actions of faculty or tane students which violate the college's
mores should be dealt with by the trustees. N

Strongly Disagree
Disagree
Undecided

Agree ' . \
Strongly Agree ' '

50 - | .
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15. The student should be free from aii'restraints.so that he can

- - freely experiment. -
- N : ‘o '. o ‘ «

. 1Y
-'_ Strongly Disagree ‘ e T
" Disagree
Undecided
Agree
Strongly Agree

L4
-
——
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. of their proposal.

. o VII. GRANT ALLOCATION EXERCISE

4 '.',“.
v ' Guideshrgt$

This exercise is intended to.demonétrate,ﬁhat‘group participation in
decision. making leads to strong commitment to the group decision.
The éxercise’also leads to a discussion of the positive and negative
consequences which may result in constructing win-lose decision making
situations. ' : ‘\ '

- . . ;
The -leader (retreat organizer) introduces the teams-to the exercise
by giving out the "Grant Alldcation Situation Description® and
"Proposal Forms" (pp. 51 ). Each group is requested to’'use
their previously elected team spokesman durlng the time of the
éxercise. . : '

\

After each team has had time to read and briefly discuss the directions,
the leader should ask for any questions about the team's task. The
leader should stress the need for each team to make two dupllcate copies

The leader must also stress the need to be specific in terms of how
the money is to be spent, invésted, the purposes, and why they see
this as thg_most beneficial use of the funds.

After all questlons have been clarified, the team beglns preparlng
their proposals. The leader should qpproach one team, without dis--
closing his motive 'téd the remaining teams, and appoint this team as
the judging committee. They are given the "Judge's Time Schedule"
which also' describes their role (p. 53).

‘After 30 minutes of work on the proposal, the leader should pick up
one of the two copies of the proposal from each group. If at all
possible, the proposal should, be photocopied so that each team can see
the proposals from each of the other teams. Allow each team to look .
at the other proposals for about five minutes. The purpose of this
is tJ increase ggch team's commitment to their own proposal, because
almost invarialfy each team convinces itself that its proposal is best.
The next step (12:40 to 1:10 on tHe "Time Schedule" p. 52) in the i
exercise is for the teams to come together as indicated in the diagram:

S52.
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The retreat organizer tells the assembly that the task of the team .
spokesman is to select the ohe best proposal without compromise. Only
. the spokesmen can decide, -but they may consult with their team members
during the negotiations should they decide to do so. The members may,

also write notes to their spokesman. 'If someone asks about the missing
team, the retreat organizers say they are on special assignment,

Discussion by the spokesmen will become qulte hectic and lead .to no
golution. ‘During this perlod the Judglng team is sent-to another

- room where the members are Judglng the winning entry from the set of
proposals given to them by the retreat organizer {period 12:40 -
1: 40 on the "Judge s Time $chedule“ . 53).

The retreat leader stops the negotlatlons among the team spokesmen
and explains that the missing team has developed objectlve criteria
by which to judge the entries. The team spokesman from the judging
team then reports on the1r cr1ter1a and the winning proposal. :

The judges' decision is usually enthusiastically received by the
winning team and is met with derlslon from the losing teams. The
retreat organizer then leads a discussion of why the team spokesmen
couldn't agree on a best proposal, while the judges were able to do
so without mich difficulty, and why each team feels so strongly its
proposal was best. The group should also discuss how to avoid the
problems of over-commitment and win-lose confrontation illustrated
in the exercise. A copy of the handout for the grant a110catlon ®
exercise may be distributed to each part1c1pant (p. 54).




GRANT ALLOCATION EXERCISE. Y -
. Situation Description

The recent death of a recluse with no previous afflllation with
your ‘college has resulted in a bequest of $500, 000. The terms.

of the bequest stipulate that the money should be allocated to -
no less than two separate ‘college projects. However, once- the |
money 1is d1v1ded it isyto be . used solely for its orlglnal purpose.
It i? not to be combined with existing college funds. -
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S GRANT ALLOCATION EXERCISE ,
ff{‘ _— Tlme-Schedqlen )
' K Y
i ; . ” v :
12:00=-,12{30: T Your team should draw up a proposal and

complete two coples of“the attached form.

You should also elect a team spokesman

» ,whO'W1ll represent your group in the next

- T s3531on. (Please ignore any non-team

' ' members who may observe your group. They
have a task to perform.) T o

9 - h .
i : o X v

12:30 - 12:35 . Team-spokesman meets»with retreat organizer
s .tb pfesentlone cOpy'of their proposal.
"' 3 . ‘\ . ~ ‘
12:40 - 1:160 " All team spokesmen meet 6 seek concensus
R v =~ on the best proposal.  Team members. will
. o be sitting behind their spokesman and may
_L' _ - advise their spokesman through written notes
' ' perlodlcally durlng the negotlatlons.‘i
1:10 - 1:30 ‘A team wnl@rt to group on their
' ' - findings. - . P
_ 1:30‘- K » ' Group discussion. . A o . J _
- ; ) ] .
Ve e .
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| . ' GRANT ALLOGATION EXERCISE #
B IR Judges' Time Schedule R .
" ' 112:00 - 12:30 - Your team should develop a set of
: v S -~ criteria by which you will- Judge the
.. » o entrles from the groups.
12:40 = 1:10 Select the winning entry (NO COMPROMISES)
N N Co . " during this time{and delegate one‘group
- Y member.to report ‘to the other groups.
' © . 1:10 - 1:30 ", Report on your criteria and the w1nn1ng
) ' ' proposal. T
N ‘ . . " /,/ 4
. . R L e 2]
1:30 - . ' Group discussion. ‘
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. ' . GRANT ATLOCATION ‘EXERCISE
1 ) . : P’

Handout(hr
. . \' .
The Grant Allocation Exercise was structured to demonstrate two
" psychological processes which can reduce effectiwve behavior and,
1nteractlon.\ These are the negatlve effects of win-lose competl- :
tlon and of’ commltment _ L '
7 - ) - ,
When group part;tlpatlon is used to denerate a product, plan, or
task, strong commitment develops. The members of the group have
difficulty objectively evaluating: their own creatlons or one with
which they are hlghly involvet I . P -
When we. try to dlscuss the negative aspects of competltlon, we may
. encounter resentment or hostility, because our culture places
tremendous value on the posltlve«Q&pects of competition. ‘However,
what happens to t@e,IOser7 What happens to concérn for others,
excellence of products, and progress? The exercise we have just
completed can proVLde some, 1ns1ghts 1nto these questions.
N _ : -
. Ou exercise set the stage for competition, and winning became
tni\goél of the téams rather than producing a proposal of excellence.
Team cohesion was manifest as - individual differences were forgotten
.and all efforts were directed to the common goal of winning. Compe-
tition within the teams was minimized, and individuals were willing
to ‘'compromise if it .improved their team's chances of winning. Each
- team tends to see the solution to the exercise as total victory or

. defeat. The-competition makes the teams fixate on their chosen

solution, tending to stifle creativity.

During discussion by the spokesmen of the merits of their team's
proposal, emphasis was not on achieving understanding through
objective- comparison and evaluation, but rather on Presenting

- the weak pdints. and deficiencies of the opposing'team's proposal.
Because of commitment to the group proposal .spokesmen valued
their group's creation very highly. Even if the spokesmen began
to ‘doubt that perhaps his group s proposal is not the best, the
pressure of the group behind him forces the spokesman to try to
win rather than to try to select the best pOSSlble proposal.

o8
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- all compete. Perhaps we should look more closely at the consequences

‘tion marring group behavior. By being aware of the dynamics of

. tively to achieve it. Win-lose competition among initial solutions

. “ . . .
The.panel of judges set up the criteria for the selection of the
best possible project, and .they had little difficulty selecting a -
best proposal within the time. 11m1ts. They .incurred the.wrath of ;
" the losing teams, who generally express. disrespect for the compe-
tence and authority of. the judges, and teams still tend to belleve
that their proposal was the -best.

What we. see in this exercise is the tendency to compete rather
than to collaborate, to place winning above quality and excelilence
of product, and we wonder just how much:this behavior interferes
with achievement, progress, and effiective relations among indi-
fiduals and groups. Competition exists in diverse activities at

all levels. Individuals, groups, organizations, states, and nations

of competition. : , o ¥ L . .

. P . - . o
We see not only the co%ééquehces demonstrated in this exercise, but
the all too common tendency to push the other man down so that in ,
comparison we will appear to be hlgher, without any actual achieve-
ment on our-.part. We see the” ‘demands for recognition and reward.
Pressure is placed on the individual not to achieve or excel, so
that he will not appéar to besbetter than the group. The tendency
is- toward mediocrity rather than excellencg, toward conformity
rathér than. achievement. i . -

- . o

The- development of win—loée'competition is a commonly found situa-

win-lose competition, however, we can in Some cases avoid this
tende&ncy: to compete and can, instead, wofk toward quality and

excellence. It is far easier to avoid the competition in t} e flrst (
place than to solve it. Win-lose competition can't be solved

by getting the contending groups together, getting them to talk,

and to know one another (as”we saw in this exercise). Instead,

we should seek to establish a common goal, one which is considered
essential by all groups, but that cannot be achieved by one group

alone. The goal can only be reached if all members work coopera-

may also be reduced by having the teams involved be instructed to
-evaluate the solutions under-a rule where spokesmen are obliged

to make only constructive ‘statements about the solution of other
teams, and to say nothing in favor of thelr own. In this way,

new and better solutions can emerge in which the initial solutions
may come to look naive. When working on a common goal, we can’

59 .
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avoid competition by preventing closure until all ideas have been
contributed to a-gommon pool. Thus, if ideas rather than finished
reports are submitted by groups for incorporation in one.final report,
we will have less competition among groups, and commitment will be

toward the best possible product. . ~

Adapted from: ; 4 1

%W?ight, A. R. and Casto, G., Training and Assessment Manual for a - |,
Peace Corps Instrumented Experiential '‘Laboratory. Center for
Research and Education, Estes Park, Colorado, 1969.

,_Varela;kJ. A., Psychological Solutions to Social Problems. -Academic
Préss, New York, 1971. [
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VIII. WHO MAKES WHAT DECISION?

\Guidesheet

-
.- A

The final planned session is deslgned to' prov1de an opportunlty .
for the participants to .share their perceptions and feelings con-
cerning the decision making process of the organlzatlon. The =~
sessionf should. also create a: better understanding of the impact
which each individual (or group) has on those decisions which
affect the functioning of the school. One aspect of the decision
making which concerns any organization is that of whom to 1nvolve
in various decisions. Certainly it shouldn't be necessary to ‘call
the entire organization together to make all decisions, nor are
one or two people at the top capable of making all the decisions
which affect the organlzatlon The 'administrative structure of
‘many organlzatlons will, by default *specify who is likely to .
be involved in any given decision. However, for many situations,
it is within the discretion of the leader to include or exclude
his followers: in the .decision making' process. How much involve-
ment various persons should have is difficult to specify. The
amouht of power they do have is frequently misjudged.

The exercise should start with data previously collected with a
decision questlonnalre. .The decision questionnaire should be .~
modified and used just as the role questionnaire (p. 60 ). Alter-
natively, the data can®be collected and tabulated at the retreat
if time permits.

[
»

We feel that it is best to collect data prior to the session so
that the trainers have time to look over the .results--this makes
it ‘easier to guide group discussions when necessary.
If pos51ble, the retreat organizers should obtainh the actual -
organizational chart, showing the formal lines of authority and
responslblllty. 'In large schools only a limited number of persons
may be aware of the entire.picture, and questions (arguments)
which arise can frequeﬂtly be answered if the organizational
chart if available. If the organizers or recognized "experts" =
ﬂgat the retreat are knowledgeable about the formal lines of, power
and influence, they should briefly mention them. |,

. . ‘ 61'

) S 57




[

. The session is divided .into discussion periods. The trainer should

try to exercise some control over the progress of the discussion,
since subsequent discussions rely somewhat on previous ones.

- )

. _ Beginning the Session

If the decision dﬁestionﬁaire has been completed by a representative
sample from the college prior to the retreat, give the participants

.at the retreat a few minutes to ‘complete a questionnaire. Then -

distributed the tabulated results from the representative sample.
(If the participants have completed the guestionnaire prior to the

retreat, then begin by giving them the results.) The data from

the questionnaire is treated in the same way as the data from' the
roke questionnaire (p. 60). ,

-

' After participants have looked over the results, 15 minutes is

allowed for the teams to discuss thém.. The discussion should
focus on the similarities and especially the'differepCes among
the responses of administrators, faculty, students, and trustees.
Also, what kinds of decisions are primarily decided by each
group? ' _
: - St L ' 3
For the'ﬁgit discussion, participants should be grouped according
to their’ real-life roles in the school organization, as, they were
in the role characteristics exercise. Each group is requested to

" spend 30 minutes listing as many decision areas over which they

.

actually exercise control and to predict those areas over which

the other groups have control. The leader should emphasize that

the iist be representative of what is the actual perceived respon-
sibility, not what is desirable. . Not theoretical--not desired=- ~
but what decisions do you actually make. Generate the list ’
without stopping to criticize or analjgiythe suggestions. Next,

the groups should classify the lists to see what kinds of decisions
are made by what types of people. Who makes decisions about
curriculum? Who makes decisiors about funding? Who makes decisions
about student ‘activities?, etc.

Participantsﬁéreéregrouped in their original small teams from the
first day. he members share the lists developed in the last
grouping. The discussion should now be directed toward what
should be thq students', trustees'; etc., role be in the decision

62
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~making process? How much involvement should various groups have
and why? What kinds of decisions might best be delegated to whig
group? What kinds of dec151ons might best involve representat es
from all groups? : . -

The discussions will not solve problems—-they might even surﬂé&é
problems--but the increased awareness of all concerned should
provide for more open communications and may even serve as a

foundation for significant follow-up devoted to a more efficient
and effective decision making process. ~

o,
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DECISION QUESTIONNAIRE

I’am“(check one) : o
Faculty Student Trustee 'Admipistrator,

Assume that a total weight of 1Q votes is required to reach a_éolu—
‘tion on each problem below. Please distribute the 10 votes among
faculty, students, trustees, and administrators. For example:
, - - ’ . ‘ '
Color and type of paint to be used on' campus buildings:

Faculty Students Trustees Administrators

. .

» * -

If you feel that trustees alone should solve this problem, then you
 should distribute your votes as follows:
Faculty . Students - Trustees « Administrators

o

0 "0 __10 0

If you feel that all four should be involved in solving the problem,
distribute your votes to reflect the weight given to each group (on
all problems use only whole numbers and a total of 10).

Faculty Students  Trustees - Administrators

2 j 2 . 4 ' | 2

If you feel some, but not all, groups should be involved, give the
excluded groups a score of zero.

-

Faculty. Students Trustees Administrators

iy 9 _ 0 _ 0. '

60




l. Setting the college curriculum. .
/ . o
Faculty = Students Trustees Administrators

A

.

2. Alldbating the college budget. - - : .

Faculty . Students Trustees . Administrators

3. Setting admission standards.

Faculty’ Students Trustees Administrators

4

4. Selection of faculfy for éppointment.

Faculty - stjfidents f' Trusteesg - Administrators.
5. Setting rules for student conduct. : °
Faculty = Students Trustees Adminis;;;tbrs ~

~ 61




- ° IX. EVALUATION OF RETREAT

Guidesheet

An evaluatlon of the retreat is helpful to the organizers and the
participants. The organlzers can find out which exercises achleved
the objectives set for them, and which neeéd to be replaced or
~modified. A summary of the evaluation is sent to each participant
which serves to remind him of the retreat once he is in his "back
home" environment. This should stimulate him to pursue some of the
ingights he had at the retreat.

A sample evaluation form is 1nc1uded. The retreat organizers
distribute a copy to each person who completes it anonymously;
Question #4 of the evaluation asks each perkon to do somethlng to
improve communications at his school. The retreat Organlzer may
wish to. contact the participants after several weeks to find out
how they are progressing on the1r projects., After all the projects
have been completed, the organizers May ‘want- to send summaries of
what has been done to the participants. If the organizers decide
to do this, let the participants know of .your plans before they - /
leave the retreat. - o . ' .

~
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- | ' EVALUATION OF RETREAT . 3

v " - Questionnaire : -

¢

1. Using the scales below, please rate each event of the, retreat'in
the spaces provided below in terms of:
. Pt o <

L}
-

A. The degree of enjoyment or dislike you felt for the
event in question: C .

gnjoyable"

= very enjoyable’

i

1 % very' unpleasant 4
2 unpleasant : 5
3 = neutral

B. The degree of value you felt the event had for in-
creasing your. understanding of the various roles at
N your college, ephancing your knowledge of the «work-
ings of the sehool community, and increasing effective
communications among people with different roles at e
your school:

.
’ - . e
.

1l worthless

= 4 = valuable
2 = very'limited value S = very valuable
3 = some value ,
“\.1{? . ' , .
A . | .
ENJOYMENT = VALUE EVENT ,
2 . . n.Introduction
COMMENTS : ¢ °

_ \
_ Getting Agquainted and
. . Team Building : b

COMMENTS: - .

.
\ ,
.
..




- i
- | | . .. ‘. \l ~
ENJOYMENT  VALUE ' EVENT R
-’ { Listening and Responding ,,'v,
COMMENTS : S : - ) . ' .
P
. o
13 ) ° ﬁ '
Selecting Spokesmen
* COMNMENTS : ’ . !
) a + :
.
< , Organizational Roles
. o E) -~ - v . i
COMMENTS : : _
. * : [y
Role Characteristics N
COMMENTS :
13 .\ .
S
N Grant Allocation .
COMMENTS :
o Q L 4
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‘ a . . Y . - . . o . ) - . ‘ N .
. ENJOYMENT . VALUE .  EVENT o .
1 e n,‘ ’ ’ ) ° a ) < . . . .
NS o -~ ) . . "Who Makes What-Decision?" ,

: \ : ; . o ey L o ' ‘ : AN . ) .
‘&\O@E TS: t s o . | -
- ) N ‘ . . / . » < ' . . ‘
: ‘\ = il — : } .'.‘
~ N - .
- ~ o R
: - o . cr
o Con31derrng the entire program. how worthwhlle was it.in terms
St o Nof tlme spent? T : 4 \, :
: é W;_ V-ry worthwhlle E ¢ ;
g/ — Worthwhile . "o T . G
As .woxthwhile as otherralternatlves ' : . I
Not very wonthwh%le B e L
. \ Worthle~s/‘ P S N o - '
. . AN
. \ S v . S
. - . ;_ - " . ‘, .
ff\\f;:::<\ - N
. . b a ' ‘. ¢ . ,

with similar programs youd ha ttended?
;, " .o v ) . ‘ . © )
- . _ Much better than most . .
..’ __ BAbove average v Va ' - “&; : - %?n .
. Average .. . . . . . . »\-\\\ ¢ 0
<. Much worse than most = . ) :
o~ . . . .. N ’. \ > . .
= [ » o
2, COMMENTS: - . \\ ® o : )
y . 24 ’ N F2 = T
- B . )
> a. RN . _ '
\\“ . ) ‘ = .
DY N 3
) » !
4. Please descrlbe as fuily as you can one’thlng you are going qO ,
g «do .to ‘improve communlcatlons ‘among people ‘with dlfferent roles o
’ "at your school T \/v , Coe . S
i - R “ . P4 - .'/.:s, . . <
he ) » ’ -',E_i:-,g e - N
_‘\. . —F ——— & ‘
) : - CoL ‘
LY #
) ",
. ‘ - -~ xj’:‘ Vd
k) by
( o S b
) - . L e . N
ERIC - - - e
o, . ’ |




