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__— FOREWORD .

. a
Formore than adecade connsetors have been urged to eive.

- psychology awav,” to “work in indireet modes,” and (o inctade

consulting as ane ot their major tools tor assisting clients,
Casual conversations atfnational conventions would lead one to
of counsclors to do consultation would

behiove that the training
be ol highest priority wjthin the profession. Strangely, very few
training programs have ghifted the curriculum to prepare coun-
selors e sake on'such adgded cmphasis. Indeed,’when the
(lir('('h‘ ollege connseling centers attempted to search ot
such trammy programs a-few vears ago, scarch ended on a note
of despair which was tided “Everyone Wants to be Jesus and No
One Wants to e Pank” "TAe reasons for the maintenance of
traditional direct connseling as the prim;rfry emphasis in training
remains soanewhat of aomystery.

Sonic of us are of the opinion that the most importapt skills
that a consultant needs are connseling skills and that the work
of the consultang,is “icing on the cake.” Others act as though
thereis nothing about consulting Chat is different or that it is
simply a matter of changing one’s target reference. 1 believe,
however, that onie of the chiel roadblocks has been that there
WOere, no g(m(l training models and only a Hmited literature on
which a good trpming program ('oul(l be built. ‘The Kurpins-
Brubaker munﬁr.lph will be a big lep toward correcting that”
sittration. One w av nl characterizing the contents is as a .

“Trainer’s Guide to Important Issues; Concepts, and Materials.™”
[t does provide an explicit and concrete mode ofhy course
which, ailded to the traditional comnselor training program, will
provide the intttal training and C.\;pcricnct;ln kiunch a quakitied

connsclor as a ¢ unsull.ml : C.

Not evervaone will agree with lhc ways in which Kurpius and
Brubaker have resolved some of the issues, but there will be
few who swill want to charge them with not being comprehensive
in their uulllm of what needs to be considered. Rather than
beiny tied to one particular de hmlmn of consultationh as is true
ol others, e.q., Caplan-collaborative, [hdl})-ln((lldl()l. Schein-
process, they have attempted to ook at the real world and ask,

-

-



O

ERIC

Aruitoxt provided by Eic:

~

“When someonce talhs abot (l’ll\llll.lli(:?l awhat do they mean
Fhe answer comes back i sonres hat tazszy tenms, tuszy hke
the reab world s “There are four diticrent ways to consult
provuding service, prescribing action, mediating others' work,
and cotlaborating with another protesstonal” Those ot us

who swoubd lthe owradetinitions nvore simple and clear cot have
to he content with the description of things as they exist,,

But Kurpius and-Brubaker did not stop there, They were.able
to seatchoout the ssues that e commeon across the tour modes
and those that are distinct, They go onto outline the steps
conungn to the tour modey and the cogerns that must be

addressed.
The monograph will not stand by itsel, Teois not intended

to. Tt an excellent synthesis of the information that s
currenthy ivatable and as sach providesgm outline of “All you

3 . .
ever wanted to know abeut consultation and didn’t knopy where

to-find out” Tam hopetal thar it will provide the spark o

mitiate fong overdue courses in counselor education programs.
A G

Chvde AL Parker

, Counsehing and Student Personnet Psvehology

Department ol Psyehoeducational Studies
i ol
Universtty of Minnesota
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\ , .

» Fhis monowraph tepresents a nattempt to dentity and ,»l

synthesize some of the most important, and’ perhaps the!

bhasic, stes awhich cantattect the pertormande of apave l",' "

T I” ! .
. lll/‘
trom that of pw\ulu or mediator (o that of 3 tallscale, ¥ "

cducatonal consult, it The role of the consultimt imay

vurge cousubtant. The consaltant’s taget andience may pant
m size from one mdividual to an ¢ ntire corponitton ot L onr “‘ .
+ munmty. Whateser toles and funetions are event, ly Ans i
el that 1ts nnp(l thive that a prospective consult. ln" ¥
awvare ot the options that ave open 1o hrm/lier, and be eg!™ B ’
aware ol the passible «umull dive ditec tions that any “l’“ "

m; wodetermine.

Hiis tor this 1eason that we begin by deseribing the majo’
modes of consultation in their situational contexts, Althot
the (ll“( rences among the four major modes provision, ¢
prescription, mediation, ad collaboration are cvident, 1€ v
appears to be dess difterence in the phases through which ‘:”
sultation processes are carried on, whitever the mode. By’
tracimy these plx WS phasing-in, pilanning, producing, and
phasing-out, we have tried to highlight usceful sugeestions fo
completing cach stage successfully, suceess being considere®
the attainment of the desired outeome, Whenever differen!
strategies are required for the “inside” consultant i opptst
to the “outside™ consultant, we have tried™o specify thost l,xll‘\
differences. On the other hand, the extent to which * mdl”(
consultation differs from “group™ consultation is prim; arily ¥
variable of complexity, degree of fornmalization, and time lin®
While we recognize these variables, our iptention is o focts . N
on stages and modes which apply to any consultation e NI

N

. In order to clarity the assumptions upon which we have ,_{,I'-\\
proceeded to discuss consultation, we offer this working del!
tion of “psychocducational consulegtion,” Consultation s+
++ helping process which emerges out of an individual, .gruupv]/
organization, or community need to solve both human ant
organizational problems. The consultation process may be _;ll
broadly differentiated from counseling and other psy cholosh

\
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MODEL OF
PSYCHOE DUCATIONAL CONSULEATION

PROVISION
MEDIATION
PRESCRIPTION
COLLABORATION

Uhe condadine section on traming s based prim.n"ily on our
own experiences with gtaduate semmars and im-sernvice work-
shops. Here the ami s to present and esabluate our own traning
modet m the hope that ethers, tramers and trancees .|lik('.,‘nm§

henetit from owr experimentation, \

)

Psvchocducational consultation, as ¢ relatively new protdssion
in the arca ® human services, draws upon many more established
models and principles of human deselopment including every:-
thing from psychotherapy to systems analysis, Yot ity unigue:
ness, in that it can serve clients hoth directly and indirectly
through the consultee(s), requires an additional set of consider-
attons, optons, and skills. [t s our mtention to contribute to
the extant literature on consultation by highlighting those
chscoveries, techmques, and tools \\;hi('h have praven to be mast

nsciul to the authors.,
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CONSULLATTON MODILS

I Provision Maode

.
\ Sttt N problom et which e ome possesscs
the o Nprettese s time, ol desne 1o mear (,nn\\('qlu'nll\,
.
. anespert toacgquned o Tprovide T the teeded

wviees bwo esamples e

| Fhe connselor acceps albretannals trom the
cLsstocm teacher sath the reacher™s oxvpecta
tatien berge that the connselit amd stadent wall

solve the lnu'vl('lll,\l\ dentibhied |l\ l||(‘_ teacher.

$
O \ncntal health chinne statt member provides
)
teanung tor chissioom teachers m o observimg

student behavion.

B Usaces This mede s very common am sethings where
the pronmany role of the consaltant s to provide
i directcervice to the taneet |('u.n(”('\\ ol other mter
ventee vanbles mothe envoonment which may he
relited tothe problem, 1he pronision mode of
consultanion s often used moschiools, Where this
meade s tollowed | the consabomt may be pertomimy
aconnsehng tole more than o consaltanon role,
N When o consadtant agees 1o operate o the provision
monde he has accepted the respensibo v to changee
the student to adjust to the expeciationsy of o thid
partv, e the teacher nthis case the teacher is
the consulrec . at clanmes biode or oo ownershap ol
the probles onee the referral iy mad e Althongh
this chotce mizht he appropriate. one should alwavs
constder one of the tnee other modes, prose r[/:(z‘m'z, -

s .
piedeationt, on callaboration as an alterative.

¢ lssuaes:
b. Heon the probdom boen correctiv deined? Ofeen
when the tocet™s prablems are defined by

another person, they tend to he descrnbed byt
o

»

O
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- : _ © person’s mlucs and-role poutmu As a result
K < © the consultant often has very limited informa- -
= ton‘abolit the’person.being referred. Problems -
defined in abhreviated forms, such as stuglent -
» misbe hmlor or lack of motivation, are pften
little more than stercoty pcd Catcuoncs

N2 - Does the consultee un(lcrstan(l the cons
sequences? Remember that the provision mode
. of consultation is more like counseling than
) ] consultation because the copstice onl . nakes,
- ‘ the referral. However, counsel s who h.ve a
broad congeptual understanding of hgw people
and systems interact are less llk(l\ to accept
: . -. ’irctcrmls with the understanding thgt they will
. “adjust the student™ to meet the consultee’s
nceds. Hence, the counselor should clarify the
desire to work more directly with the consultee.
If this is not possible, the consultee should be
informed that the counsclor will help the client
define the problem as the two of them perceive
it and that.if discrepancies exist, there may be a
need for additional-consultee input aad dis- -
cussion. If the consultee is not informed of
these different perceptual views, it is quite
likely that no cliefit change will occur, or that
the clien{ may get worse (according to thc
. ~ consultee’s criteria).
. : As mentioned above, it is lmportdnl for dny
S one doing consultation to describe his con-
ceptual framework; however, it becomes even

/

morc important in a setting whére a role group
(counselors) performs the non-traditional
. functions of consultation.

1. Prcscnptlon Mode ' .

A, Situation: The consultant(s) is informed about a
’ problem or is requested to observe a situation,
diagnosc the problems, and preséeribe how these

' 13

2
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. i
. S *pr’nblcms: can be som In'most cases the consultant
: "~ " - tells the consultees how-to solve Lhc Lﬂrgct s problems, >
- s e thc prcsu‘lpuun o
N B USdgC Prescrlpme coﬁsulmuon probably first
. .07 emerged ftom .thc mcdl(,dl field and is still heavily, ©
S 20 o relied upor® ‘\s a. support base for dlff}cultmedlcal
décisions. Schools and mcmdl hedlth clmlcs m'the _
past have utilized. the prescriptive modé in situations
) where children needed remedial hélp. More recently
S prescriptive assistance has been uctively pracéticed
! . within many school settings, but it is still seen chiefly
as a rcmedml tool. Prescriptive consultation is also’
Ty " . used in organizations where rapid change (with little
involvement of other organizdtional members) is desired

by management staff,
- G, Issues: .
T ' 1. Has all of the z'nforrlhzftion needed to z'mprovc
. § B the situation been shared, and is it accurate?
' " Sometimes people and departments having the
greatest difficulty may not share the information
< needed to solve the problem(s). The common
reasons for withholding mformatl()n are often
Stated as: ¥
- . a. . I'maysbe required to change in some way
that would be difficult for me; therefore,”
" things arevokay as they are. ° ’
s _ b.  If I shared everything.I know or feel about
the situation, things might change to make
4 : my work more demanding.
; ¢. It I tellat-the;way-it-is around here,’
' " will'Become identified aga disloyal mem-
~ ber because management wants things to
* {gok smooth and harmonious. )

N2

Haver the recommendations been accepted? Even
though the information gathered may be valid,
/ sometimes the persons being considered for

P - . N .
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(611

e
change (jdrget populatl()n)‘or those mfluencmg

the change (consultees) may not acccpt thc .

prcscr}ptl()n
Has ﬁu prescribed plan been zmplemcntca’ as

'zntr'//na'c'a'? The thost significant. phase of this |

dec 1s 1mplcmcntat10n Probably the ;ﬁatest
*akdown occurs in insuring’that the pl"m' -,
accépted, lS'lmplCle"l[Cd{lS designed. Do

B

on
the p: C
by ‘the founselor? Does the teacher follow the

Jobservdtion schedlle prescribed by the clinic .+
»

staff?
Whostvaluates thé “‘process” and “products™
assOciated with following the prescription?
»metimes in the prescriptive mode the con-
sultant is expected to evaluate the outcome
(did'it work?) without being involved in the
day-to-day evaluation of the change procedures _
(is the prescription working?). It is imperative
while using the prescriptive mode to build in
bath process and product evaluation procedures.
The evaluation design should include: who will
do it, what will be done, when, where, and how,
and did it work? )
The prescriptive mode can work very success-
fully if the consultant follows the approach as
it is intgnded and reaches agreement with the
consultee(s) that this is the best approach, given
the situation.
What other issues apply ? Gerald Caplan (1970),
whose book, The Theory and Practice ofMental
Health Consultation, has been so influential in*
the field of community mental health, describes
four types of consultation appropriate to the
prescriptive mode. Although Caplan points out
that consultation activities frequently are not
restricted to one of the four approaches he
dcscribc.l%; he says that if a consultant is aware of

”'

4 &

19

engs respond to the child as recommended -
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the prouss aspgcts of what he is doms., he may
“be gble to select more easily “‘an effective

‘general pattern of résponse” (p. 32) The iour

e stypes of consultation deseribed by Caplan (1970)

are:’ - .
Cllt.nt CLntcrcd C@c Consultatlon ’

/ Consultcc CLntcrcd C’ase Consulmhon

Pro‘rmm Ccntcrcd Admmlstrhﬁw Consultatlon .

RREY R
\. ConsuPtcuCentcred Admmlstratlve Con.sultatxon
e ST (pp 345

Each of these types is dcscnbed bn.efly below.

‘In Clzent Ceritered Case Cons,ultatzon, con-'
sultcc wants the assistance of the consultant in
orderato help one or'more dlients. Th’pproach
ds the sort of consultation activity which takes,
pldce between medical dogtors. The consultee
may learn about how to handle similar cases in

- the future, but the mrdin goal is helping the
. cllcmt by providing the. cofisultee with whatever”
gieds to do so’(p. 32).

Sultee’ maksu concerifed with how to handle a
particular ¢asei The goal of the consultant in
this approach, however, is to concentrate on why‘
the’consultee is ﬁavmg trouble with the specific -
client’s problems under consideration. The con-
sultec’s difficulty may be based on lack of

- knowledge or skills or on other factors. Onc
category-of problems a consultee reports may
be the result of his own *“lack of professional .

objectivity due to the interference of subjective -,

emotional complications with his perceptual
and planning operations” (p. 33).



,pr()blcm or which consulta-
¥4 m\()I\c “planning and adminis-
v to dev clu,p a4 new program or to

X

n existing one” (

: consultation p}su:ss includes passing,
nccd<,d knewledge in Jhc arcus*of “‘ad- -
mjdistration and soctal systems,’” “mental .
fealth Ory andwpractice and of jrogram
developrgiat’ ino ‘other’ msti‘uﬁons (p- 33)
Ihc consultant’s, purp()sc s 1o prowdc the .

on ¢«

p. 33). In thissr-

-J
S Or, am/atﬁm wnh ways in -w ch 1t" can.e fcctwc
8

s

Ty me its prmgmm, at Lhc same tlmc mcmbcrs ener

of:the organization may gain knowledge they
cun use anr o .o

In CONSU[[( e-Ce nter('d ddministrative Con—
sulta¥ on, the organization and the program

¢ atfended to. Once of the fpain points of'the
L(.)HSUI ation ts “the elucidation and remedying

among the consultees of dxfhculuc and shurt- :

comings that interfere with their gmpplmg with
their tasks or program devclupmcnt and organ-

lmtmn” (p- 33). Several consultees are inyolved,

and they may have problems related to their
group.. The purpose of the consultation is for
members, of the organization to learn to under-
stand their difficulties and to correct them so

. tthLhev themselves, can work toward their

- ()rgam/auundl g(mls (p- 34).

. II.

e

U Situation:

Mecdiation Modé

A chilé[_,‘gé;sjﬂ)cch recognized By several

role groups (teachers, counscelor, social worker) as

¥ having a ipccml kind of difficulty; however, cach
' role group is mdcpcndcntlv ch‘mng th(. pr()blc
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B. Usagc This mode is prcscntly used for l%é d]fff-
cult or remediad md]wdual consultdu(m [ts proce-- 1 ‘
) dures.nced e expdndcd 16 consultation'in
> groups, ()r'gamz.dtlons, antd com {2 itiesy” .
. - -

"C. Issucs:‘ .

X I Dé the mcdz'at;)‘rs: 'sqé the whole p'z'ctun‘? - S
. ) Success of this approach*when working with  * . -
’ . . _one target person{client) depends on each | ' '
t T megdhiator’s understanding and acceptance of \
» the total child dnd the influence that each role N\
group has on solving the-child’s problem. FHe! : k
- o ~ Mediator mode is most appropnately usedina \
con T . “school whnch fmds its staff working mdepe‘nd
- . ently and compgtltlvely Itis pot uicommon™ - .,
_ to discover that the child and sometimes. the ‘(\
" ‘ . parents are being-bounced from one specialist '
< - to the rﬁ:xt (ox sometimes one teacher to the
: next) with little-collaboration or systcmo}lc- .
problem solving occurring. In the mediator
mode of consultation, one person will function
- ) as the consultant while all others provide a E 4
__‘)/ : conrdmaled direct service to ‘the chijld. In
diagram f()rm this'would appear asfollows: *

’ ~

CONSULTEES

ocial Worker
-Counselor

Séfu);)l,IPsy.ch()l;)gist ) TA RCET

I‘Cncl'hcr's/

Parents

e e B ‘ N

3 . XNOTE: The (unsuhdm can be Jm one of the mtdmtnrs on any glu o e \
Sogmetimes the cpnsultant is-from * outsuh such'as 4 mental health's i 1"'“(5;,% : -
B member consultingin a school district,  * AN 'I‘:ji,:‘? o)
. ) . %) 3
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<7 . 2. Whaf'is consultant’s role? The "’kcy vafjable in
' this mode is that the consultant, ra than, -
-working directly with the child, acts indirectly
as the coordinator, designer, and sometimes
mimager of the treatmént program. The media-
" tor’s approach differs frown the often practiced
“case conference” in that sometimes the con-
. * sultany performs the initia role of recognizing
. © the p%?bgl, athérmg, zmalyl,»mg, and synthey
o zing early information; defir\ing the proble
lv ’ <eciding on-the mterventhn seeming most
ST dpproprmte dnd negpty}dtmg and influencin
thc éxcdmtoi's of the 1mportdnce of thc plan.

T~ Thirpand Wct/el'(l,969 . 47), and’later .
S L Tharp(1975 p. 137), rcfer to this approach as __

. \ﬁhe\“l:onsultatxve triad.” Tharp (1975,) defines
ya " = the thiree positions in the triadic model as" .~

presented here: .

=/

the target is the person thh the problem-
‘atic behavior, the change of which is the
- primary gosl of the directed influence.

) " the medhator is the person thh the avail-
" able means of social influence for effect-
ing that goal.*
the consultant is the person with the
: . knowledge to mobilize the mediator’s 1
) _ - " influence (Tharp, 1975, p. 138).. -/
} “The mediator mode of the triadic model builds
‘., .+ upon the'expertise of the consultant to assist
the mediator(s) who have an ongoing workmg F
relationship thh the ¢hild. o

““sources of gain’’ by BJocker and “means of social in <." by Thm‘p a
stated by Tharp ( , p- 136) as: *l) rcinforcement,2) m deling, 3) instruction,
4) feedback apd5) cogaitive restructuring,” and by B/logku' (1 75/[) 160-161)
as; “1) relatipnship conditions, 2) communication proccss $)pablic mmit-
ment, 4)_cogr§@yp change, 5) social modeling, and 6‘) operant shapin: " i

4

o
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3. How is the consultation process described ?
According to Carrington (149 75) a closer examin-
ation ot the relationship between the mediator
and the consultant didcloses some distinct steps
the consullan[ takes in lhA"pdrllculdr mode of
consultation: . T e

1. The consultant organizes the mediators
and initiates the meeting and agenda. ’ .
« 2.- The consrlltunlbcollec[s from l_he‘m\edial(l)rs
the data which is relevant to the target’s .
problem(s). \ : i
p B 3. The consultant assists the mediaforsin, e
~ oL : - identifying or re- -identifying the prolcm M
’ \ o .‘ S 4.+ The consu]tan?’mds the mediatorsin ", :
- . N ..L
/ . est”fbhshmg ()bJCLllVCS in changmg. the .
. C \ - arget s behavior. (This may be more . T,
Cos ' v difficult than function 5# 3—identifying
the problem(s)—and may require some

.

- . formal nego[muons) R

5.  After the objectxv‘es have been established,
’ theiconsultant and mediators decide upon
~w% sourées of influence will be utilized,
‘ _ whal solutions will be applied, and what
-L_" R ’ : _intervention systemstwill bchmplemcnted
S ' Again, gaining acceptance of the plan may
a0 . " require negotiations amnng the parties.

6.  The plan(s) must be 1mplcmcnled and-the
consultant must be available and respon-
. o stble for coordinating these efforts.

7. The consultant and mediators agreeing on |

_ 4 an evaluation process whereby the imple-
. mentation may be evaluated for its success
B SN J : in producing behavior change in the target

\ v ox ~ . and whereby the implementation may be
. constantly re-evaluated to determine if the *
c(msull;ml and mediators need to revise
carlier steps tyrassure success of the plan. -
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-(\ N o As Tharp (1973, p. 141) states, lh(.r(,‘ar(, godls/ d
for the targetjointly endorsed by the mediators )
and camsultant, but in addition, the mediztors
and the consultant agree to two other terms:..
1} the consultant agrees to attempt to influence
the mediator toward action which will achieve
’ « the carlier g(}dl, and 2) the mediatoir-consultee
agrees to allow the consultant to influgrice him.
. The critical 1ssue to remembBer is that the welfare '
: of the target (client) is IEu highest prmrxtv~ ot

v, Collabomubn Modc (, - = ;

- .

’ AL Sitwation: The cunsn’imnl d:SSls(s 'thc consultee to, o .
‘ nd dcydup 2 p]an tQ act upon R

h(‘ﬁan{a arca (uzpsultu s, Tl
“arein n ed-ofthange. T

v

r ~discover, define,

< probléms which'gc
cnuironiment) ar

S

“Usage: Collabo! gllféconsnltatlon has bc'cn impfluenced: .
by Tilles (1961), Schein (1969\1,"Milcs (1975), R N
Caplan (1970), Baldridge (1972); Murry and Schmuck
(1972), Altrocchi (1965), Buchanan (1972), Ford
(1972)( Culbert (1972), and Lippitt,(1973). In most
cases The original intent was to focus on organiza-

! ¢ tional change through group consultation. We v
- . support lhis‘%roccss as a viable way to cffect change, <
# finding as well that the colluboradtive approach is |
I .. ‘very approprmkc for lnécxwdual consultation.
’ - - C. Issues: o - , A\
1. What are some ()f tlu'jact()rs supporting the . '1
. b . .
' use of this modé? Whether you are doing
o . ndividual, group, organizatiog, or community ) _
- C(JnS{lllu[i()ll, the collaborative mode tends to
- ' ‘ ‘become an ideal’ toward which the consultant
* works. We take this position for the following
- reasons: - o A
/a4 Itcan bring out the latent problém- @
) solving capabilities of the consultees,
“ "+ b. It tends to reinforee, the i importance of -
discovering, defining, owning, and solving
. ) _ the problem. ) o o
. 10 i : ) 7
. : 3
o Ny N
. 21 :
", . %
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It tends to increase influence toward self-
direcuon, and chynge atall levels within.a

¢,

unit or organization.

L]
Modern organiZational practices support
the positive synergistic impact which can
oceur from membershipfinteragtion.

d. -

It is more likely to chgnge the environ-

are producing the
/” Y
1'_. . Itperceives ch‘mgc as s&meumcs confhc(-
produung but recognizes confict as ndluml

* mental factors whi

“problems. »

~ and hcdlthy. . t . o _
g lrixst.;{n’d rcspc ct tmr\self dnd others are ~'i,~. )
: more likely to oceur.  ~ ¥ )
" h. " «Consultees are more likely to develop their
own plan to improve the sitqali()n ¥
1.  Dysfunctional power and dlf‘thonly blocs
’ are, less fkcly to oceur.
~j. Problem solving competencics M more
likely, to be developed within the group, A
organization, and community.
k.  Pcople and organizations are more likely

o to become more flexible and adaptive to
) mccling‘consurrgcr nceds.

l: Non-standard proBms can become
A accepted and solvca :
m. Problems, o solved, are more likely o
. Q

remain solved. ‘
How was the approach developed? Schein (1967)
traces the development of what he has called
process consultation (collaborative) from the
work of Kurt Lewin in group dynamics and the
development of group dynamics ®aining
methods at the National Training Laboratories.
He states several basic assumptions which

L 3
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. al
underlie the theory of process or collabo™

consultation as: ‘ v 4o
. o s TN
4. Sometimes managers and other pru“sdd \
. als do not know what is wrong and ¢ N '
. N . . . . s i ) [
, special help in 'dmgnusmg what the!
problems actually are. {0

L
b.  People often do not know ¥hat kiﬂdsé: C
help the consulting pnoccss@un proV! ; to
they need to be advised or informed

‘whut ki_r]d‘()f he&p to seek. Cgt . ,

¢ Most peoplé have positive,intention’ b{Jc s
neéd help in identifying what to imPr‘} v , "

and how to db so. o ‘ /

. ) &
. d. Most people can be more effective 17 o ,

future if they ledrn to assess their oW? ,

strength's and weaknesses. . o
, . \
An outside consultant could( probably

without a comprehensive study, lea™

cnough about the culture of the orgf‘n 4 \

tion to reliably suggest new alternat!'’’

Therefore members who are intimat®

acquainted with the organization art

needed as collaborators. e ‘ .
f.  Thwagonsultee(s) must learn to recogn’/l/ d

the problem, to share in the diagno$® ‘

to be actively involved in gen®@ating ?

solution. v 0.

o

g.  The consultant must be expert in ho.w
establish effective helping relationshP
interventions with consultees.

How is the process described? Murry zujyd y

Schmuck (1972) present several activitic? ™™

preparing a group to engage in colldboratiV® \

consultation. Their list pcludes:

a. Work mostly with staff groups.

b.  Help the group to give and receive fee /
bncl%., y
' 12 ' /

— )
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»
. Help gy, oup Jdiscuss its Nop, and -
. ACIC, R dng Loge
, ! ey w(,rl\m} g thcr.
I d. H l.p the group surlace dl“.i it Prublcms
which "lrL pary byrriers W . vink the
prnblcm sol¥

ltcbt Pr() SUI\n ppr(mchcs

. { - HLIP IhL‘
. dgp( “dc

3 .
S Ind }?J[)\ P “Si,cml Arc hite .
~ <3 ) Educ;l“()n \I cd 1973) Sllpp()rl ure us¢ of
: © the collaborg 1O roach with ”f Jement:
“pe EXPCCt ¢ ultd"‘s Lo serve as s btc-(;llists—
b, -.ndm?ﬁ“h Tean ' ““""l Planniy, 3¢ [ develop-
ment they t o as rechnieal ex S an on
aricular prg ""g or InNC \'dnonseilzdp]‘m s
) : (19/0) Cldsmgl - on Of w”dbnmt consultar
tion 15 "“Pldn\L 158 CU"S*‘»’ Cep Ve .d cas¢
consultation’ Ang 0 onsulteecentey, N timinis-
CLrative consyyy Whnlc we bql J[thc two

. Qjon: Cve .
) JPP‘&(;.uhcs to erIl) Presery e, Gibson

/ _ . (1975) f“”(’w In EJPl s contigyy. l:1()11 h‘l\
added & thirg I 5 ofs consultee “Ceny q d Ad Hypc
. . C“nslllt‘nlUn 3 Lye » h(_-v(,s that we I: Ctd (o 80
b | peyont Coneey © pying COMMun C0 L vior
from apsy Ch() ()l()gl"‘ll fl‘umc\\_} ’ o
. ’ )r()bltms'ln 5 47 framework, ork

Iing
collaborating  F1e, roader comp, ©
are focuseq

nm!“““"‘ Teg, r‘_LS hof
,({cnut\m” 1hc va rl“m causes of th (’tr“blcm as
well as' O an 4 My erde )¢ endent dppr e‘ ;1 Lo
solving the PTU})TU 4 e
tee- (,,ntcrcrd Ad Ho, Co nsulta
ton, Gibson (197, draws upon ¢, i meal
lhwﬂsls and ws on llSin,g ) ‘J rary
systems Ofhang, Ull solve tempg k'r | roblems.

“c

nro; re .Y .

‘This apPTe ILh cful where the tepporf &Y
s/ mj

In [hc (“n\ll]

b
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nature of the change requires greater speed than
burcaucracies will accommaodate. Henee a
temporary problem solving group s formed to
define and sohve the problem.. Once the problem
15 sul\('d, the gl'nllp (li,s‘_s(il\('s as (|tlii‘kl_\' as it

v Sersowad formed.

b What s the consultee view of the consulting
relationship 2 The success ot this approach
depends on the readiness of the consultees
to envaze in developing l)l(;[h a4 temporary and
onzoing problem _s()l\'jli:-prm'c.s.s. I the
collaborative mode the development ot a
caoperative approach to change s ghways the
L(/\ consultant’s coal. In its wdeal state, the callab
oraggye process is intended to become a norm
“within the cudture in which itis implemented.,
' The primary cue to determygne il the chllabora-
tion mode Is emersing is l:%ars_s whether or .

. 1
not problems once solved remain solved.

As e conclusion to this discussion of Consultation Maodes, we
wonld hke to share one Last idea for vour constderation. We
have tound Shapiro’s (1958) usage of “substantive power” and
“procedural gower™ a usctul contiguraton for defining consul-
tation. When applying his definition, we find that provision
and presergition consultation tend to represent substantive
power® whereas mediation and collaboration represent
procedural powert b the first two, the consultant applics his
knowledee (lin'(‘q]y to the client, and i the later v he helps

‘ the client mdireetly through the processes and proce®ares
' which ke brings to the situation through the consultees.

You will noterin the next section called
“*Consultation Phases™ that cach stage tends o
Yeinforee the principles of the coflaborative ‘

,

approach. While all the stages areperformed
within cach of the consultation modes, they
are perhaps most thoroughty ;1[)}';licd within the
colluborative mode,

U “based on the qualities attached to or possessed by the consullant,
I4 .
thased on the processes the consultant uses 1o obtain the gutcome.
.

14
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. CONSCLTATION PHASES
N ' -

"
“When thinking abott the consultation process or what the

=
3

.

3
,

N

. Cotbsultant does one can picture g variety of functions in which
the consattant imght envage. While -the mode of consultation
selected by the cansultant will partially inflaence- what he

¢ does, we betieve that the suecess of consultation is inter-

related with ',h(.‘ process steps the cansultant chooses,

To clarity thins we hive detined four fairly distic: devetop-
mental phases, e phasing-in, plannit, producing, phasing-
out. Fach of the phuases is compased of o number of stages
which in most cases need to be completed hefore moving on

; to the next phase. These phases and sl;l.g('s';u‘(' combined to

.

. form the following diagram of consultation:

I. Phasing-In _ T Preducing
Pre-entry : . ‘ ’ Stating objectives
Ity ) Implementating the plan

1. Planning A Phusing-()ui P

Gathedny Intonmation Evaluation
Detinmg the problem Termination

Ldentity ing and Selec g
aternative interyentons

With these ideas as u'prm'l]u‘(' we present our (l(t.\'(‘l"iplinn of the
process of psychocducational consultation,
PHASE 1 PHASING-IN
STAGE I Pre-Entry - Clurification of the consultant’s values,
needs, assumptions, and belicls about people and

oreanizations: identification of the purposes of

consultation, '

he fiest staze of the consultation process focuses on the
+consultant This means that prior to doing consultation the
consultant s oblizated to define his beliets and pracuces for
Ih’l[)ill;" consu! ces and their orsan: tions to solve therr [)n)})—
lems. To emphiasize the importance of this inttal stage i con-
sultation Gallessich (1974, p, 139) stated: Value orientation,

/ l‘:'»

: SN
’ ‘.:.(1
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as reflected in change priorities, is the dimension which most.
profoundly affects all consultation decisions uand practices.”

]
Onc of the most publicly quoted set of assumptions, which
reflects two divergent value bases, i1s Douglas McGrcg()r’s"l'hcury
< Xand Theory Y (McGregor, 1960). Theory X basically describes
one set of human valies towards others as: pé()plc dishike work
and will avoid it whenever possible; people want to be directed
and avoid responsibility and need to be punished if their
performance is inappropriate. Theory Y presents more con-
temporary and humanistic values toward humans®such as:
Work 1y, enjoyable’and growth producing; people resist con-
stant supervision and desire morcTresponsibility for self; people
desirg feedbaek abont their pcxlurmdnu which is timcly,
()l)|umc and usctul, and provides rewards t(» - I perfor-’
«mance. It is evident that consultation pro(.afmcs based upon
these two theories would differ drastically in their approach
to-bringing about change In the target system. Therefore, the
basic responsibility of the consultant at this carly point is to
C\plxulLy state hisor her dssumptmns about people and dbuut
or gdnl/dll()ns.
1t is also uscful for the consultant at’this stage to separate the
various consujting mudcs,pl e. pmvisiun prescription, media-
tion and collaboration, dnd provide an operational definitiop
for day-to-day use. This assures the consulte¢ of the role
erp()nblblll[) du.cptcd by the consultant working for a given
agency or organization. We offer two plCCL‘S of advice in this
regard. Firsk,_don’t confuse supcervision, training or evaluation
"\yith cmisuli(mon and'sccond, don’t confuse the “change
agent” role of change with the more generalized role of help-
ing consultecs solve their problems. There are times when a
“consultant” ! hired from outside the gystem to come in and
behave like a ¢oange agent. The implication that people,are
required 18 change places immediate stress on fhe situation.

If, however, the person doing consultation is pressured to do
»Lvhdngc agent” work, 1t is imperative that he work within the
system norms until it is proven that this-approach will not work
and consultees are not able to meet the needs of their clients.

. s (S
7 .
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At this point it is important that the climate for change be
assessed and a eollaborative plan be developed to influence
the desired Lhangc '

STAGE 2—Entry—Definition and establishment of the con-
sultation relationship, roles, groundrules, and con-
tract, including statement of presenting problem

The first contact the consultant has with the consultee
rclated 'to the presenting problem initiates the “entry” stage.

Entry can begin through a telephone call, letfer, office appoint-

ment, or through informal contact wigh %’p‘otcnt\i‘ul consultee.

Regardless of the type of first contact, your first responsc is,

or can be, the beginning of the consulting relationship. Here

are two examples:

Example I'(Inside consultant): Astegther mects the
counselor in the hallway during lunchtime and describes
aproblem class. “My third hour class is driving me crazy. .
They don’t want to learn, they are noisy and seem to
dishike cach other and me. What do y((l think:I should .
do?” Given the situationMhe first thing you should do is
try to set up a convenient time when you and the teacher
. can méct to clarify and define the problem(s). If the

: “teacher is “too busy” and requcsts that you remove the

“trouble makers” by “secing” the two or three causing

the major problems (provision mode) or come in and
observe the class and tell her what to do (prcscrlptmn)
you are being placed in the mode which the consultee
views as your role. However, if you are able to schedule
an appointment with the tcachcr'l‘atcr‘thut day, you have
the potential to better define the problem and collab-
oratively select.the best solution. S()fnctimcs‘the mode
selected through discussion at a later meeting does not
change; in this case, however, the two of you have had
an opportunity to review the situation under mote
relaxed conditions which will usually produce a better

< framework for continued work. If you are relatively
new to the position or if you are trying to implement
a consultation service to teachers for the first time, you
will also have an opportunity to slmrc your conceptual
framework. i

'
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Example 1 (outside consultant): You Peceive a telephone
call inviting )cfou as a staff member of @ mental health
clinic, to consult with a local police dcpartmcnt I'he
brief conversation suggests that their needs and your role
qualify you to schedule a mecting at the police depart-
. : ment with the chief adfinistrator of the department.
The meéting proceeds as follows:* )
1. Dqtc;r'ninc what problem(s) or needs the depart- '
ment sees that they desire to work on. For example,
do thV désire human relations training, collabori- .
mc eonsultation, or an expert to “‘shape thmgs up"’

2. Discuss what solutions have alrcady been tried to
make the desired change.. '

3. Explore the discrepancy between the present situa-
tion and the desired situation and the related beliefs
which have caused them to decide that a problem
c‘usts. . )

4. Share your COHCCpllld] lrdmcwork and the frame- ~
work of the clinic you represent as to how you work

. as a consultant.

A. Cunsidgrgxt‘i()ns-~1'c3'urding Entry for the outside and inside
consultant 4 )
. : ,

" 1. Develop a temporafy contract or agreecment on what
you will do and what\he consultee(s) will do. It is
1mp0rtdnt to discuss cach other’s expectations sp
that any unrealistic cxpcctduons can be clarified.

2. DlSCLlSS and reach agreement on the kind and level
of support nceded to make the consultation project \
successful, bll(.h as:

a.  leveks of u>mm1tmcnt to solvmg the problem
< b. conditions required to gather, unulyzu, synthc-
size and utilize the information gathered.
¢.  resources needed, i.e., time, space, materials,
expertise, etc.

t

*These same steps are appropriate for the inside consultant.

.

18
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: I
d. utilization of sensitive findings.
¢, criteria to be followed for processing and
utilizing confidential and general feedback data.

3. Desceribe the importanc® of-muaking Zidjustmcnts as
copsultant and consultee(s) ghther morc information
and gain more insight into thq problem(s) and poten-
tial solution(s).

4. Discuss potential beginning dates, and, if possible,
determine when the consultee believes the problem
should be solved. Sometimes a great discrepancy
exists between consultant and consultee regarding
the amount of time required to solve the problem.

The entry process can take a few minutes (especially for

an inside consultant doing individual consultation) or

several hours and weeks if many persons are involved in
this carly process.

-Considerations regarding the consultant-consultee

relationship and contract.

In some ways the characteristics of the relationship
and the characteristics of a contract blend together toward
the end of the entry stage. In considering the larger social
system, the consultant should d&fermine with his consultees.
the norms which currently exist for solving problems in
general, but more specifically for solving-problems similar

. to those being discussed. To help the consultant to clarify

this process, we present two points of view. First, Havelock?

(1973) states that “good relationships have no formula

but that certain “properties” (p.55) do seem to be in

common. The following nine term$.may serve as criteria

for the consultant and consultees to determine their

progress; .

1. Reciprocity—two way flow of information with
importance placed on “give’ and “take.”

2. Openness—willingness to seek, receive and share
ideas, constraints and support.

3. ‘Realistic expectations—avoidance of overselling a
process or model.
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Expectations of reward--carly tangible evidence of

" . how proposed changes could improve the quality of
life tor the consultee.
Structure--defining roles, procedures and expected
outcomes which should oceur during this time. These
;nlsu(\l\xclp in the carly development of the cantract.
Equal power—equalizing power between consultant
and consultee to expedite mutual solution of problem.

: T »
Minimum threat —consultant must recognize that
change is often perceived as a potential “‘disturbance”
before being considered as a “benelit.”
Confrontation of differenées—diferences must be
identified and worked on as a mutual part of the
process. High trustand mutually bengficial out-
comes will usuully’follow such confrontation
sessions. It is important to contront ideas and not
personalities at this stage.

Involvement of all relevant partics—minimally, the
identified influentials must know that the consult-
ant 1s working in the syst’g‘m, and agree that the
consultant should be there.

Caplan’s term for an “ideal consultagion relationship” is
“coordinate interdependence, in which each side both gives to
and takes from the other” (Caplan, 1970, p. 80). He points to
several considerations regarding the development of the
relationship between consultant and consultee. This process is
quite different from that engaged in by a tklhxc‘r’apist with his
client, as explained below:

In contrast to the technique of uncovering types af,,,

psychotherapy, which seck to pspmote the insight of the

patient-into the nature of the subjtctive basis for his’
perceptions and the personal sources of his digtortions,
the consultant secks to support and maintain the defen-
sive displacement of the consultee’s problems onto the
story he tells about the client. The psychotherpaist,
therefore, often confronts the patient with evidence of

distortion in his story and forces Mm to try to under-
. A . . ?

J
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stand his feclings about the issues, and the source of

- these feelings in his current or past experience.

The consultant, on the other hand, studiously avoids ‘
raising any questions about the authenticity of the con-

“ sultee’s pereeptions of the client’s case, and keeps the
focus of their discussion on the ¢lient rather thiin upon
those who are discussing him (p. 85). '

Accepting the responsibility for building the relationship ©
between himself and the consultee, the consultant directs the
process, deciding:which aspegts of the consultee’s conversation
ought to be encouraged in actc\n‘dancc with the specified con-
tract. ’ '

Argyris (1970), in his view of the intervention relationship,
“focuses on how to maintain, or increase the target system’s
autonomy.” “This view values the client system as an ongoing,
sclf-responsible unity that-hys the obligation to be in Control of
its own destiny.” The ‘i‘onsl] ant aids @n organization “to
become more cffective in prooblem solving, dccision m(lkmg

« and decisign implementation” so the members can continue

40 improve these qualities with decreasing need for help. When
doing group and organizational consultation, the consultant
“must be concerned with the system as a whole even. though
“his initial contact may be made with only a few people; he
focuses on those intervention activitics that eventually will
provide all the members with ()pportunmcs to enhance thcnr
competenee and effectiveness.”

Argyris (1970) discusses. several conditions to be faced by
an interventionist in his rclatmnshlp with the client. “The most
fundamental condition is the tendency toward an underlying
discrepancy in the behavior and vatues of the interventionist
and the client, and in the criteria which each uscs to judge
cffectiveness. These discrcpancic§ will tend to be low in the |
routine activities and high in the innovative activitics—the
activities that are most relevant for change.”
C. Considerations ((tguf(lihg the consultant-target
relationship and contract.

Some of the most important considerations
1 faced by a consu,ltunt have to do with how he ought

;
i
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to go about building a relationship with a consultee

organization, and Caplan (1970) discusses several of
¢ T N . . . .

the ways in which this relationship may be fostered.

>

The first consideration has to.do with the con-
sultant’s répresentation df his own agengy. In this |

_ respect, he“‘must consciouslty shape his own actions

- in line with the policies of his agency, and must keep

its staft informed of the progress ol his operations so
that they may have an adequate opportunity to l
‘ guide him and. te articulate their work with his”
! - (p. 49).

- S Sccondly, the consultant must cummunic‘gltc with
thosc in positions of anthority in the institution he
enters. According to Caplan, (1970) if the consultee

“is hesitarrt about this contact, a statement should be -
articulated, such as *“In our agency we have a rule
that we must ahways make a call on the director of
the institution that we enter, in order to introduce

! ourselves, tell him about our agency, discuss our

purpose in his institution, and gét his formal per-

mission to remain in His domain™ (p. 49).

ar

)

A third consideration for the consultant concerns
his quickly learning as much as possible about the-
system he is entering, “in order to clucidate its
authority and communication networks” (p. 50).
This task involves using other persons or groups as
information sources in addition to the person or

; group that initially asked for his scrvices.

Another consideration which must be faced by the
consultant involves articulation of “groundrules for
colluboration” (p#61). This task is one which must
be repeated during the pr(;cch of consultation: *

At cach stage the consultant should ensure
that his current role is clearly defined and that
the institution staff knows what kinds of situa-
tions are appropriate to discuss with him and

- ™ what they may expect from the collaboration
(p. 61).
v N )
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The'role H_thg/consultant should be understood as a
part ol dhe contguct between him and'institution.,
AlthoughThe contract will pmb;.nbly not be a legal
one, ‘there has to be negotiation between consultant
and consultedk that leads to a formal or informal
agreement, involving sanctioned mutual behavior and
some sort of exchange of goods or services (p. 63).
Of course, the contract may be thought of as changing -

as the consultation process progresses,”

<~
0

+ e

D.  Summary

In conclusion, we list a few, general }._,ui(lclincs for
the consultant to consider while working on the
cntry pr()ccss : ’ -

L. Rcmcmbu your rolg ddlmtlon. ' o .§

L%
. Y N
2. v Stay within your conccptual framcwork

3. Don't confront the consultccs ubuut their behavior; :
/"'"(’/ )

focus upon issues, ,

4. Don’t become part'of the problem which you are
helping to solve. Don’t own the problem—you are
only a collaborator to help solve it; don’t become e
involved in organizZ¥ional issues of polxcy changes, t
power struggles, ctc.

‘5. Plan on some defensiveness and resistance. Unless
resistance is so high that general dysfunction is
evident, focus on the problem(s) which the consultecs
are trying to define first. You can work up to focusing”
on the behavioral norms of the person, group or ;,,-"'

1 . orgafization as the consultation process unfolds. - * '

el T

-

6. Plan on some dlscrcpancy between cohsultant and fo e
consultee perceptions. It is your role to help cla.nfy ’ wﬁ
these potential discrepancies. '

] . ‘ ES

PHASE I[-PLANNING

STAGE 3—Gathering Information—The gathering of additional
mformation as ‘mvald n clanfymg the presenting

-

problenr.

23

[

o4

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

significant fre

.

Mest consulting models have an carly stage of gathering
additional information ta confirm the presenting problem.
Someumes the origmal pml)lcm statement is fopnd to be
only a symptom of the problem or only one p.l\ul' the
pml)\« ‘m, in which casé more information is helptul to expund
andsvalidate the problem definition, Hehcee it is important
that the consultant’s and consultee’s rules in this informa-
tion gathering process be (lcl'inu/l and u\rccd Npon,

The first step in developing this definition is to survey the
problem the gonsultant and consultee are confronted with at
this stigge in the consultation process. We have found that the
telling facts in gy’ J‘cn consulting situation do not stand out
. Its the u)nsull‘ml and consultee,
cring of the facts, whodetermine the
the mon-significant. Because the concep-

and beg for defing
through their o

tualizagion ef the target system lies in the minds of the con-
sultant and consultee, itis important to look at the kind of
patterns they use to gather information, In some consulting
sitwations the difficulty’in solving a problem might not lic in
the realitics of the consulting system but in the pecaliar ways
the consultant and/or consultee begin to look at it.

All of us; because of our ‘past experience, place emphasis on
certain situations whilg totally ignoring others. It is not our
purposc to change this state of affairs but to bring to the con- .
sultant and consultee a more conscious awareness of the arcas
upon which ‘they tend to focus. If g problem in a school
system is always seen as a “people” problem, e.g., inappropriate
communication between $tudents and teachers, there may
never be a chance to look at the “technical” problems such
as the lack of instructional equipment which may be having
an cffect upon the performance of the system. Likewise, if
problems within a school are always looked at as outgrowths
of an inadequate decision making structure no time will ever
be spent analyzing-the interpersonal communication skills of
the people involved. The list could go on and on, but as you
can sce the consultant and consultee, in order to focus atten-
tion on certain information, reject and many times ignore other
information sources. The process of rejectirfg certain idcas is in
many cuasés inevitable, but to ignore certain content because of

24
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biases or lick of awareness ot 1, decreases the consultant and
consultees” ability to bring about change tin the tuget area, If
yvou can only see “people’ problems, you wilt only be able to
solve “people™ problems, ]

What we would like to highlight is a picture of a target system
which présents a more complete deseription of all of the content
involved. The modet is made up of four dimensions -purpose,
framework, methodology, and psychosocial (Kast and Rosens-
weig, 1973). The definition of a target system depends upon
the interaction ol these four variables, and the solution of the
target’s problems depends upon one’s perception of and ulti-
mate focus upan ‘one or more of these variables.

Figure I presents this four part model of the target system
foltowed by w deseription of the types of information which

need to be gathered from cach part, \

FRAMEWORK ]

ey ['METHODOLOGY ]

[ PURPOSE

T~ PSYCHOSOCIAL

D

Figure 1

Definition of cach Dimension:

Purpose—the values and goals of the target system.
Framework—the structure which influences the roles and
patterns that govern the formal retationships
and duties of the target system.
v N -
. . i - .

Methodology —the means for accomplishing the objectives

of.the target system.

Psychosocial--the inter and intra-personal dynamics of the

individuals in the target system. * :

We have found these dimensions provide guidelines for
determining the type of information needed wheninitially
looking at the target system, Each of the four dimensions has
a wide variety of topies that can and should be defined. But it

25
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is our purpose here to present ondy Tour i)()ssil)l(‘Q.ll'(‘;lS which
could be explored in cach of the dimensions. These arcus are
not |)l‘('5('|‘ilu"(l as exact questions which.can be asked ot the
consultee or target population but more as questions to ask
ymn‘,s"('lf. as the consultant Tehas'been our experieitee that
these four charts stimulate other questions which can be
directed towards the consultee and the target population.
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CHART 1

Dintcusion: PURPOSI N

DEFINITION: ““The values and goals of the target system’
\ N

3

Résponse Continuum: .
Maintenance A T Growth
“LeUs stay ‘ “Let’s CV(')TI’\);JH

where we are.” < - * order toNeter fulfill -

our fhrposes.”
Questuon 1I: What'is the system’s general value?

Response Continuum:

/

Predictability o e Adaptability
“I want to know what “I want to beready

will h;nl’)Pcn before it for whatever happens.”
happens.”

AL

Question [II: How are the goals and values determined?

Response Continuum:

Vertical pardcipation . . é’ _ Horizontal participation

“1 will tell you _ “Let’s work together

why we are here.” . to describe why we are
here.”

“Question IV: What is the general state of the purpose?

Response Continuum:

Inflexible . . . _ .. . __ Flexible
“This is ulways . “Our stance is determined by
our stance.” » the environment we deal with,”
3 .
‘ NEREARS ¥
27
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- . CHARTHI

Dimension: FRAMEWORK
[
DEFINITION: “The rules and patterns shat govern the
formal relationships and duties of the

. L3

target svstem’

Question It ‘WIN-I‘F"K"\”N' decisions made? : .
' ~d

¢ Response C&timmm: '
Concentrated : Distribnated
PN N . .
“Decision at the top’ “Decisions throughout
[

)
Respong€ Contmuurn:

Questton H: What are the anthoryy roles based upon?

fsed on position R Based on knowledge
“The president knows best.™ . "The president secks
‘ infogmation.”

! “ . .
Question HI: How much interdependence is there between jobs?
‘Response Continum:

.. _ . High

(2]

‘Low .. . O - -
“Do your own thing.” *Do your own thi

g with others.

Question IV: What is the general nature ofStie rules in the
system?

Response Continuum:

Many and specific  _ ... ... .. Fewandgeneral
“I'll let you know when, “I'll give you the support
where, and how to do the job.” you need to be creative

and productive.”
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CHART IH

ey

s Dimension: METHODOLOGY

DEFINITION: “The means for accomplishing the objectives
of the target system™

Question Im What s 1ts general natae? ’ i
Response Contimmnn:,

Repentive - . Varied
“Always do the “Do different things.™
saane thing, ™

Question 1: What type of knowledge is necessary in order to
use the method?

Response Continuum:

Specialized Generalized
“Knrow only mv “Know the total process.™

’,

portion of the process.™

Question [ How much interdependence s there between

the methods used?

Response Continuum:

Low o VR %
LOW

o High
“Mcthods used independently.”  *Methods are interdependent.”
Question 1IV: How do the methods affect the people who use

them? ) ) . ~

SN

Response Continuum:

Defines role - Aids-m carrying out role .
“The tools intluence you.” “You influence the tools.™
L
b El

3]
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CHART IV
Dimension; PSYCHOSOCIAL®Y ,

DEFINITION: “The inter- and intra-personal dynami.cs of the
) individuals in the target system” . N

Question I: What is the leadership stylc@of the system? N
. a
. Response Continuum: )
.- . * N . . —
Autocratic - : Democratic ‘
- “I’ll tell you what to do.”, . “Let’s-decide what
, ; ' o needs to be done.”
.. , - . M .o
Question B: What type of interpersonal relationships exist in
. the system? : ‘
B . . "N(-"f.‘
Response.Continuum:
Formal -7 . 4 ™ - Informal
“Mr. and Ms. Job Holder”” : - *Joe and Sally”
Question III: W\h'at motivates the personnel?
Response Coptinuum:
Extrinsic ___ ~Intrinsic
“I'll do anything “That really makes me feel
for a price.” like I've accomplishéed
' . something.”
\V\- - Question IV: What kind of commitment do the personnel have?
Response Cortinuum:
Low i : - : High
“That’s their problem, ' ' “Lwant this place .
*  Tonly work here. . to be the best.” f\_,-\
. - * . N .
. 9 wr
s R N » ; & .
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As was stated carlier, the purpose of this four-fold picture of
the consultee system is to give the consultant a more complete

. . . . . T .
awareness of the situation in which he is working. Most of us,

because of our past experience, tend to placc a greater emphysis
on some of the arcas than on others. Neglecting to examine :lg
the information relevant to a problem may put us at a disadvan-
tage throughout the consulting relationship. The preceding

-model presents a picture of the major dimensions within a

target system. With this fuller conception of the consultee’s
system in'mind we fiove on to some guidelines for determining
the procedures needed to obtain information concerning each
of the dimensions. -
The process of gathering information (data) can be opera-
tionalized into many forms. Here arc a few: -
1. . The consultant observes consultee or target behavior
. . oA
based on some agreed-upon eriteria and procedure.

2. A questionnaire can be used; this is often developed
with the consulte¢(s) and prepared specifically for
the situation. .

3. Interviews can be conducted utilizing a prepared

' interview schedule. '

4. Existing information, including statements about
policies and procedures, is used.

-

5. Responsive evaluation is conducted.*

Regardless of the assessment procedures followed, agreement
should be reached with the consultee(s) on all criteria and
procedures including a) how will the information be analyzed;

" b) who will conduct the analysis; ¢) who will recetve copies)

d) and most of all, how will the data be used. (We.emphasize
the question of data use because sometimes negative findings
arc avolded and filed away. These may well be the data needed
-
*Responsive-cvaluation was developed through the Midwest Center Consortium as
an alternative mode to problem solving. The assessment phase of this process was
described by Robert Wolf as “a technique called Portrayal,” Portrayal allows |
audicnces themselves to interpret and judge the program by means of the natural
ways in which people assimilate information and arrive at an understanding.

[ .
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to redefine the problem and move toward solving the main
problem as well as others.) In most cases, the consultant
assists the consultee(s) in answering these questions, but the

- consultant scldom performs the diagnosis. There are times,
however, when the consultant(s) may carry out some or all
of the above staied steps, once agreement has been reached
on the process a: & criteria with the consultee(s).

Havelock (1273) suggests that, ideally, the change agent*
“should provide ;uidance while the client makes his own
diagnosis so that the findings are acceptable by virtue of being
his own conclusions.” In this regard he summarizes the key
points to consider in formulating a diagnosis:

1. Above all, make some kind of diagnosis. Try to find
"~ out what the client needs bcforc you charge in with
solutions. ' :
Identify and list the obvious symptoms as stated or
presented by the'client.
- 3. Look for second-level symptoms which may undcr-
lic the obvious ones. ‘ .

4. Infer underlying causes when you see patterns of
symptoms but do not assume them when you lack
sufficient evidence.

5.  ldentify opportunitics and strengths as well as
« TN problems and weaknesses.
6. Look at your client group as a “system”’ and con-
struct a diagnostic inventory from a systemic view-

N -

point. ‘ >
7. Work with your clients to establish meaningful,
obtainable, and mecasurable objectives.
8. Try to get maximum participation from members
of the client system in the diagnostic process.
9.  Always consider the impact of diagnostic informa-
tion on your relationship with the client. Even if you
must confront the client with unpledsant facts about
himself, try to do it constructively, stressing the
benefits of changing, rather than the horrors of his

© *Change agent is used as consultant in this context and client is used as consultee.

~ S ' _ - A
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" present state, and using sPccifics, not general and
sweeping indictments. (Havelock, 1973, p. 75)

In conclusion of the information gathering stage, Havelock
(1973) lists some common pitfalls to avoid when making a
diagnosis:

1. Too much diagnosis. \

Diagnosis as a pattcrn of avoidance.

Using the diagnosis for. destructive confruntatnon

Imposing your own favorite diagnosis.

Fire fighting; [attending only to those problems

which, the client sees as immediate and important. ]
" (Hdvclock 1973, p. 72) ‘

STAGE 4 Defmmg the Problem—Examination of the assess-
R ment information in orderto determine the goals
» for change.- e

G w19

In most cases, a presénting problem has been defined; this
stage, then, becomes a time for clarifying and redefining. It is
one of the most.critical stages, because if the problem to be
solved is not clearly defined and agreed upon by the con-
sultee(s), ambiguity and passive resistance tend to occur

throughout the remainder of the consultation process.

In some consulting situations there is hesitation on the part%
of the consultee to engage in the problcm definition process.
The cause of this hesitation, many times, can be traced to a
lack of insight into the problem definition. Koberg and
Bagnall (1972, p. 61) list eight phrases which they feel brlng
clarity to this sometimes vague process.

Your problcm definition is: |
. your value Statements rcgardxng the problem
situation.
2. the truth as far as vou know it at the time.
3. your current understanding of the problem.
4. your expectations.

vour underlying or foremost meaning of the

[$1}

problem. . -

‘ | 44

33 ’

a,



O

ERIC

Aruitoxt provided by Eic:

-

6..  vyour “title” for your problem, -

~1

vour clearesi ine s tion; your ultimate goal.

8. yourin: x for decr ion making; the mold or die
through vhich all v rur decisions will pass. \

In glmost all cases, the pooblem statement should be written
so all involved can read, clarify, and modity, if necessary. The
principle followed heve is that the problem, as it is defined,
becomes the goal for change. This goal then becomes the point -
of reference during the subsequent stages of the consultation
process. So what we have in this stage is a written statement(s)
describing the problem to be solved, discovered from the
initial problem statement and the completion of the diagnosis.
Itis our belief and experience that the problems to be solved
will sometimes slip away if there is not a high priority placed
upon defining, redefining, validating, and gaining agreement.
STAGE 5—Identifying and Selecting Alternative Interventions—
The analyzing and the synthesizing of lnf()rmatlon
in scarch of the best solution. -

Now that the problem is defined and agreed upon, our “Hext
step is to search for the best interventions or solutions for
solving it. What happens during this stage is a creative idea
sharing process. -

Osbhorn (1963), the founder of brainstorming, developed
four principles for guiding this process, which are:

L. Criticism is ruled out. Adverse judgment of ideas
must be withheld until later.

N
s>
3
g

s welcomed. The wilder the idea, the

better; T8 casier to tame down than to think up.

3. Quantity s wanted. The greater the number of ideas,
the more the likelihood of useful ideas. v

4. Combination and improvement are sought. In addi-
tion to contributing idcas of their own, participants
should suggest how ideas of others can be turned
into better idea® or how two or more ideas can be
jeined into still another idea (p. 156).

34
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Along with the dcvclopmcm of this creative environment for
idea p.roductxon the.consultang and consultee must decide
whether they will focus on changing people, purpose, frame-
work, or mclhodology or introduce changes in each of the
four dimensions. Nevertheless, after selecting the category or
categorics, he needs to explicate the possible solutions within’
cach category.

Let’s dssum_g;qn a school situation that you, lhc consultant,
and the consd‘?&e( ) decide on the category as the most ap-
propriate. Whose behavior change will most cfficiently and
ctfectively solve the problem? Do we change the principal’s
behavior, who then changes the teacher’s behavior, who sub-
sequently ¢hanges the child’s behavior? Traditionally, focus
has been mostly on the child’s behavior, that is, “adjusting
the child to the system.” It is apparent, bowcver that the
solution of many child-behavior problcms requires changes in .
adult behavior, and/or changes in purpose, framework, or

_mcthodology. The intent of this stage, then, is to alert the

consultant and consultee(s) to the 1mp0rlancc of generating
integvention and solution proposals and predicting the con- .
sequences which will occur if one or the other is selected. A

/
PHASE HI-PRODUCING

STAGE 6—Stating Objectives—Who does what to whom by
when with what degree of success.
Havelock (1973) stresses the importance of the consultant
and consultec working together to develop meaningtul,
obtainable, and mecasurable objectives. Many consultants have
stated that if the objectives to be achieved are developed
clearly and specifically with the consultee(s), oftentimes
little else need be done to-move toward solving the prob-
lem. There seems to be litte doubt that clearly stated,
obtainable, and incasurable objectives are needed. There does
scem to be sopne lack of clarity as to the exact Sll‘llC\l'll‘C of
those objectives. i ' .
An objective, as used in consultation, is a statement of a _:i‘-
defired outcome or accomplishment that can be measured,

35
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within a stated time period and within specified conditions.
A complete objective should also include the following
information:

1. Criteria or standards to be met.

Examples: a) how “open” is an open problem-solving
~  climate? ‘
b) how much, how many or how long is
enough?

9. Procedures and activities.

Examples: a) who will receive special treatment?

b) will a cgmmittee be formed?

c) how will the committee be formulated?
d) what are the functions of the committee?

’

3.  Resources which are available or required.
Examples: a) time ‘ .
b) people
c) materials
d) space g _ .
. . e)budget
' f) expertise k

\ 4.  Time lines to be followed.

Examples: -a) when will we begin?
b) time needed for each activity
c) when will we have met the objective?

Sample Worksheet for Writing Objectives

We have found that when working with more than one or
. two persons, it is best to utilize large sheets of newspririt to
begin writing objectives. Figure 2 is one example of the format
that.we follow. ’ '

* State Objéctivcs here: Practice writing one objective which, when achieved,

= will solve one of the problems you have defined.
Check your written statement against the definition.
Docs it state a mecasurable, desired outcome? Now go
to the columns below and fill in cach one for this
one objective. You may find that a long list of
activitics and proccdures are required to meet one
objective. You may also find that due to limited
resources the standards may need to be lowered or
the time lines extended.

S 36"
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.. Statce criteria List activities and | List required

&
tate time

lincs here

here { procedures here resources hete

{

{
e — r~-.~~ ———— e e
List the actual * | List g major Review cach acti-

Revicw cach
level at which activities and the ’Av'xly and procedure '

activity§ pro-

you ¢xpect to related procedures | and Men state the cedure, and )
meet the objec- | which will be type and quantity stated resource
tives, needed to meet of resource required | and then list

the objective. to carr§ out cach of starting datcs,

amount of time
required for
cach and the
ending datc.

these functions.

: N

The importance of specifying objectives is directly related to -
the complexity of the problem. The more people involved in
solving the problem, the more emphasis is needed on writing
objectives for all to see and agree upon. Many consultations
have failed not because of the quality of work of the consult-
ant or consultee, but because the objectives (prgblem, criteria,
activities, procedures, persons responsible, and time lines) were
not stated and agreed upon.

When this stage is completed you will have what might be
called a Consulting Plan of Action, whether itis a very simple
oral agreement between two people (individual level) or an
elaborate operational definition (organization level).- -
STAGE VII»—Implcmcpting the Plan—Application of the

intervention following the guidelines of the
objectives, ' .

{As is obvious by now, this stage is to get things startéd.
Stage VI “objectives™ will tell you what to do, when, how and
above all who is responsible for whats At this stage, it is im-
portant for all involved to know and accept that adjustments
In time, resources, ¢te., may be necessary as you move along.
These adjustments should be subsequently attached to the .
Plan, cither by an informal agreement or by more formal
procedures such as scheduled meetings to modify the Plan,

"Broke (1975) presents a 10-ttem checklist which helps to
clarify this adjustment process. We have selected five factors.
which are prominant 10 this stage: -
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_“Determine the effectiveness of cach function and task
and consider contingency implementations.”
_“Solve unforseen problems that may have” ... been
generated by conditions exterdal ta the plan.
—*“Develop new or additional®functions and/or tasks.”
—*Modify existing fynctions” ... that might fit into the
plan in a more functional manner.
_“Assess the degree to which the time-line is being
followed.”
This process interacts with the next phase, the evaluation and
. termination of the consultation process.

PHASE [¥=-PHASING-OUT. ...
STAGE V1lI— Evaluation—The monitoring of the ongoing

activities (process evaluation) culminating with
the measuring of the final outcome (product
evaluation). '

Process Evaluation: The Phi Delta Kappa (PDK) Committee
on Evaluation (1971) defined process evaluation as a procedure
through which: ' ) '

information is delincated, obtained, and reported as often
as project personnel require such information, daily if
necessary—especially during the carly stages of a project.
This provides project decisiofft makers not only with
information needed for anticipating and overcoming
procedural difficulties but also with a record of process
“information for interpreting project attainments. p. 232 ‘

Following this definition the purpose of process cvaluation

is:
) 4
1. to focus carly attention on possible defects in the
plan being implemented or in the operational
procedures of the implementation stage. -
2. to obtain information needed for accurate and
objective decisions.
3. to maintain a record of implementation procedures

and activities.
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\
The essential requirements for process evaluation are:

1. provision for a process evaluator role (self or other).

2. mcthods identified for gathering appropriate data,

3. regular meetings scheduled between process
cvaluator(s) and implementationpersonnel, if
different.

4. frequent updating of the Plan, if appropriate.

Product Evaluation: The PDK Evaluation Committee defines
product evaluation as an interrelated part of process evaluation.
The definition is:

Product evaluation investigates the extent to which
objectives have been or are being attained; process
evaluation assesses the extent to which procedures are
operant as intended. Both types of evaluation provide

. feedback for controlling and evolving change procedures
in-process. Process evaluation makes it possible to deter-
minc if the actual procedure is discrepant from the
design, and product evaluation assists in determining
whether objectives are being attained. (p. 233) -

The purpose of product evaluation is: : o
1. to mcasure and interpret attainment during and at

the close of the consultation process.

The essential requirements for product evaluation are:

1. verifying operational definitions of the change
objectives.

2. applying criteria relating to these operational
definitions.

3. comparing these measurements with pre-determined
standards. ' '

4. interpreting the outcomes using informéation gathered

- thyoughout the previous cight stages.

STAGE IX-Termination—-Agreement o discontinue thegefforts
of the consultant, keeping in' mind the cffects of
the consultant are expected to continue,

J

39

o0

ERIC

Aruitoxt provided by Eic:



The guidelines for terminating the consultation role should
be directly related to Stage VI - Objectives and Stage VIII -
Evaluation. That is, given the agreements and subsequent ,
adjustments, we will terminate when we have met the objectives
as stated. It is very important to use the information gained :
through evaluation in making this decision. With this informa-
tion, it can be decided if the criteria have been met as styted;
what adjustments were made, and what adjustments might .
have been made to improve the outcome? Termination does
not mean that we just stop doing what we have been doing. It
may mcan that we have met the objective(s) and there is no
longer a need for consultation or we have failed to meet the
objectives and a decision needs to be made regarding further
consultation. This decision might be to redesign an
again,” to delay further activities indefinitely, or to fully p

terminate.
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FACTORS RELATED TO INDIVIDUAL,
GROUP, ORGANIZATION,
AND COMMUNITY CHANGE

- §

o céﬁ"(\;ns, we have alluded to some important
principles an@¥ractices for the consultant to consider in

: consultative style. But to overlook some of
the major wrfters and forces, which combined to shape con-
sultation practice today and which continue to exert influence,
may be to mislead the beginning consultant unfamiliar with
the literature. For this rcason, we are incl_ud‘ing several topics
which, we believe, are essential to the consultant.

We begin with a discussion and summary of the literature on
“resistance to change”—important considerations for the con-
sultant who finds himself performing as a change agent. In-
cluded in this summary is a selection from the final report of a
consortium project which had utilized these change factorsin
its design. The report testifies, in a sensk, to the impact of
impediments th change (as opposed to factors which allow
change) on any project with change-oriented goals.

For those readers who will be acting as consultants to
organizations, we include an outline of the principles of
“Organization Development” (OD), an approach which
has gained much favor and a good-sized following from con-
sultants. In the appendices to this monograph, the beginning
consultant will find, as well, a catalog of additional tools,
skills, and techniques which may prove useful within the

> contexts of various consultative tasks. ’

Since much of this material may already represent common
knowledge to some of our readers, especially to experienced
consultants, we mvite thosc readers to simply proceced to the
final scction ofi “training,”” comprised mainly of material
published here for the first time. .
RESISTANCE

Individials who work as change agents, or as consultants
helping persons and subsystems within organizations to improve

41
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their performance, are aware of the praiy types of resistance
which peaplt can use as barriers to ¢ ange. A list which sum-
marizes the main types of resistancelto change appears in
Walton-(1973). Nearly any resistance ‘which surfaces during
attempts to effect change céuld be esplained in terms of one
of these three categories. S

Fear of Unknown: the feeling that (>nl)" the status
quo, the known, is safe, s{able, secure, and certain:
a feeling often justified by the absence of skills,
cxpcricncc, or the capagty for action necessary to
carry through the proposed change. i
Existing Satisfactions: the rcluct‘m(vg_‘to give up
familiar types of satisfactions or vested interests in
the status quo whereby &ny change would apparently
mean a personal loss.

Conflict of Interests: the experience of competing
demands ansingfrom involvement in other groups
and relationships external’to’the situation in which
change is proposed as well as any threat to the
present traditions, standards, and values of a person
or group (Walton, 1973, {. 684).

A longer list entitled “Specific Obstacles to Surmount’’ has
been compiled by those “change conscious educators® who
participated in Action Lab £ 6 of the Association for Super-
vision and Curriculum Dev d()pmcnt (A.S.C.D. 1971). These
are called “impediments to exemplary curricular and organ-
izational change” and are arranged in descending order of
importance. ‘ '

1. Lack of practitioner knowledge of how to use and
evaluate innovative programs.

2. Conflicting educational attitudes, beliefs, and pre-
ferences among educational role incumbents involved
In an innovation.

3. Fear of being incompetent in an innovative program

. rather than comfortable in a traditional approach.

4. Realization that innovation means more work and
additional work is not enticing.

42
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Minimal day-to-day communication™betiveen the
many individuals ang subgroups involved in a change
cH(‘rl.

Non-decisiveness of eyalhatton, in that evaluative
findings rarely answer important questions but

represent much extfa work.

Insufficient financial respuirces to support tongi-
tudinally the innovative effort.
Failure of school and campus administrators o
provide teadership foreducational innovation.
Absence of a representative decision-making process
involving various people to be affected by a change.
Failure to.determine curtent campus or public school
educatonal needs Before selecting an innovation for
implementation. o ‘ P
PR . .
Fear that to support an innovation is to admit that
the '

.

‘old way ™ is a failure, »
Lack of u specific, detailed strategy for the innova-
tion which clarifies responsibilities and activities.

"Poor conceptualization and poor design of some

Inmovations.

Exyeme dgeentralization and dispersal of decision-
making power to the point where no person agsumes
responsibility for the quality of the effort. -/
Resistance of the citizens of the school community
to innovation and/or the cost of innovation,

S . o
Reluctance o relinquish one's feadership or mfluence
m an old program to a colleague who will champion

the new program.

Goodwin Wutson (1969) discusses opposition to change from
the point of view of individual personality and social systems.

He points out that, “the forces of the sociul system operate

within the individuals and those attributed o separate person-

alities combine to constitute systemie forces, The two work
as one’ (p. 489). Watson (1969) presents several consideriations
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that persons attempting to bring about change in education
ought to be aware of. ‘

1. “Homecostasis” (pp- $489-490) --Although there may be
physiological and psychological forces within us which work
for homecostasis, or a return to a balanced state, there also”
exists a human need for change. Some persons respond to
change temporarily; however, many revert to their former ¢
ways of doing things after a certain period of time. This
tendency is one which is problematic within the ficld of
cducadon; the challenge posed is how to bring about change
which lastsuntil the cycle of renewal begins again.

2. “Habit"™¥c¢ have no wholly correct basis for predicting
which habits will show most intrinsic resistance to change
(p- 490). When a practice which pmmptcd resistance becomes
common, just as much opposition may arisc in regard to
changing it as there was prior to its adoption.

3: “‘Pripacy” refers to the tendencey we have to follow a

-pattern in responding to similar situations. An example of

this tendency is the fact that in.spite of training many teachers

rely upon methods.used by their own teachers. Their ideas

concerning teachers are based on all of their own exper-

icnces as children, *“and whenever they hear or read anything

about better tcutfhing, this is assimilated to that carly and

persisting concept’” (pp- 490-491). )
4. “Sclective Perception and- Retention” (p. 491)<These ' @

tendencices are somewhat similar to primacy in that “once an

dttltudL has been set up, a person rgsponds to other suggestions

in the framework of his established outlook™ (p. 491).

Attitydes basc o tmu)t)pcs may rcprcscnt a barncr to »

personalify, e ane rclutivcly few instances in which old
prejudicey havgheenLhanged by better information or per-
suasive. argiiments” (p. 491).

Onc explanation he gives for the reluctance people exhibit
in regard to change is based on Freud’s conception of the
Supcerego. In Freud’s dgrms, the development of the Superego
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insures.that a child accepts the taboos of his par‘cnts. Even of an
adult, *an individual needs considerable ego-strength to become
able to cope realistically with changing life situations in dis-
regard of the unrealistic, perfectionistic demands of his Super-
ego” (p. 492). Watson (1969) goes on to say that, “there is
reason to believe that people who choose occupations in which
they try to inculcate highgy standards in others (clergy men,
teachers, law-enforcemant) are persons with extra strong
Superego components” (p. 492). If one accepts Freud’s theory
of thc-dévclopmcnt of human personality, as a consultant he .
may wish to develop special techniques for dealing with this *
sort of rcsfist\mcc to change.

8. “Sclf-distrust”~The combination of the (_hl]d s dependency
upon adults and the dcvclopmcnt of the Supcrcgo results in our
learning carly in life that going on our impulses usually means
going against the ways in which adults would have us behave.
He suggests that the inculcation of this attitude contributes to
the fact that although many persons associated with schools,
i.c., students and/or pitrents, may wish to bring about changes,

- most of them take the attitude that their ideas are insignificant

compared to the established norms of the institution.

6. “‘Insecurity and Regression”—Persons become insecure
when.they are faced with problems which they cannot solve
with their traditional approaches. The tendency at such a time
is to revert to a former way of doing things, gather than to
experiment with new approachies. Watson (1966) cites racial
desegregation as an ¢xample of 4 problem which necessitates
Ehan;,cs in school organizatioit. When such a problem arises, he
says, “The reactions of inscecure teachers, administrators and
parents is, too often, to try to hold fast to the familiar or even
to return to some tried-and-true fundamentals which typify the
schools of the past” (p. 493). An example of this tendency
which has grown out of the desegregation of the schools is the
return to private academics as an alternative to the public
schools, .

- . .

7. “Systemic and Cultural Coherence™ (p.-494)—Emphasis
on coherence means that attempts to effect change in any
part of a system must also tike into account the rest of that



L]

system. Inan atggmpt to clarify this point Watson (1969)
prcscnl;th"f()“()wing example. A change in teacher-pupil
relationships is likely to have re - assions on teacher-principal
interaction, on parent-principa « on acts, On pressure groups
operating on the Superintendent, on Board memper chances for
re-clection, and perhaps on the relationship of thy local system
to state or federal agencies™ (p. 495)..“ ’
Resistance comes about most r'cu(lily, howévcr, as a result

of the *“Vested Intcrests” (p- 495), of the persons making up

the system. H proposed changes threaten interests based on

cconomic or prestige concerns there will be barriers ereeted to

thwart attempts to bring about the change. 1
8. “The Sacrosanct” (p. 495-496)~Even in instances in

which a discontinuity exists between practice and what is

regarded as the ideal, the ideal will be upheld if it fatls within

< an arca which the culture regards as sacred.

9. “Rejection,ef Outsiders™ (p. 496)—This psychological
characteristic ffcqucr@y acts as a deterrerft to change. It
presents difficulty for consultants who are often outsiders to

Sthe institutions they are helping. “A midjor problem in intro-

“ducing social change,” Watson says (1969) “is to sccure  »
enough local inttiative and participition so the enterprise will
not be vulnerable as a foreign-importation” (p. 496).

A - In closing his comments on resistance to change, Watson
(1969) incluced® summary of recommendations. The, rec-
ommendations are intended as useful principles, based on
generalimtions, and are organized according (o three questions,

(1) Who brings the change? (2) What kind of change succecds?
and (3) How is it best done? )

A.  Who'brings the change? _

1. Resistance will be less if administrators, teachers,
Bourd members and community leaders fecl
that the project is their own—not one devised
and operated by outsiders.

2. Resistance will be less if the project clearly has
wholchearted support from top officials of-the

system. ;
BYan
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B. What kind of change? {
3. Resistance will be less if participants sce lhc
change as reducing rather than i mcrcasm;., their .
present burdens. .
+. Resistance will be less if the project accords
‘ with values and ideals which have long been
acknowledged by participants. ©
Resistance will be less if the program offers the
kind of new experience which interests partici-
pants. ' ’ )
6. Resistance will be less if participants feel that -
their autonomy and their security is not

(511

threatened. , N
C.  Procedures in instituting change )
. ' 7. Resistance will be less if participants have
" Jomed in diagnostic efforts leading them to agree
_X on what the basic problem is and to fecl its -
~ importance. h

8." Resistance will be less if the project is‘adupl'
by consensual group decision.

-9. Resistance will be reduced if proponents are
able to empathize With' Gpponents, to recognize
valid objectidns, and t6 take steps to relievg
unnecessary fears. . \,—A\*/

10. Resistance will be rcducoﬂif it is recognized
that innovations arc likelysto be misunderstood
and misinterpreted, and if provision is made for
feedback of perceptions.of the project and for
further clarification-as nceded.

o L. Resistance will be reduced if participants exper-
- ience acceptance, suppbrt, trust, and confidence
in their refations with one another!

12. Resltance will be reduced if the project is kept
open to revision and reconsideration if exper-
icnce indicates that changes would be desirable.

T (Watson, 1969, p. 496)
Many of the change factors discussed by Caplan, Watson,
‘Havelock and others were applied, tested, and evaluated in a
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consoruum project suppgried by the Education Professions
Development Act (EPDA), the Midwest Center. The present
authors have been actively involved in the direction, develop-
ment, and dissemination of this pmjut for the past three
years.

While there are some similarities between change agentry
and consultation work, we found it essential to clearly define
any differences which existed between the two approaches.
Our distinction rose to the surface at the POINT OF ENTRY.
That is, instead of beginning from a “goal free” point of view,
trying to determine how we could be helpful to the consultee(s),
this project was formulated on a “‘goal directed”” platform in
that alt institutions and people who became involved agreed
that change was needed.and that the EPDA guidelines were

¢ * acceptable, .

The following statements by Kurpius (1975) represent a
summary of the overriding factors which produced “greatest”
and “least’ change in the EPDA pF()JCC[ described above. The
report is taken divectly from A4 Consortium Approach to
Planned Change: A Review and Evaluation, and is presented
here as a case study. _

The objectives of this project were related to the pressing
nced for universities and schools to renew their educational’
programs in the areas of pupil personnel services. Throughout
the project we maintained the principle that school districts
and universitics had many common goals and resources to
share, LX%"*HY we discovered that universities located inside the
bount s of a school district, or very near one, had made
few dttcmpts to systematically determine the mutual benefits
of recognizing each other’s needs and resources. The most
revealing example could be taken from one of the major
school districts in which we worked. Schools i m that district
hired most of their teachers from the nedrby umvcrsmcs and
then proceeded to retrain them during their first two years of
teaching S0 they could function cffectively in an inner city

~school. Iromcally, bgth the school and university felt this
constraint, but neithd was able to develop a vehicle for
defining and solving ti\e above stated problem. EPDA con-
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e //v‘m] patteyns geemed to be primary. Generally these units
5

L accept thlngr $as thQ\ wc‘rc or nLg()lmlg only on mdmdual

tributed sigMficantly to bringing these two partics together to
understand cach other’s purposes and subscquently to recog-
nize the great benefits related to collaborative planning and
feedback. What were the problems involved in moving from an
m(lcpcn(lcnt working relationship to an interdependent relation-
ship between schools and universities?

“The approach selected by the Consortinm was the planned
change discrepancy approach—that is, taking what exists in the
present situation and attempting to help those people most
mvolved to develop colluborative plans which will move them
toward a predetermined goal. As a result of this decision, each
satellite d;,rccd that: 4

1. " Staff, pr()gram and orqanvatwnal renewal was
neceded gt th‘l thc sch()oLand university lcvcl

2. Desired Ch‘m;.,csnecdcd to he defined and agrcc(l
on by ull who would bc,lfftctcd by the change.

¥
3. A J)stcmau.c plun was needed to dlreCL the change.
+. Fvg dation and feedback’ Wcrc hl},h prlul‘itles '

[hc onc fagtor which scemed to be most wsel hnkcd to the
overall gaing madd thhm the scfiaols and u?ﬁvers tes emerged
as the wyfking Lllmd[(t or, ()rgam/atlondl cnvironmenyt which
existed’within a gwén unit or largcr ()rganuatlon ~Qur exper-
icnces have indicated thathere were two basic ty‘;‘)es of work -
climages fowtitd in:both schools and umvcrsxtlcs.‘,()ﬁe climate .

" ¢ould bc dcﬂncd as tmdxtlondl and poul(l be ChdrdCf(trlZCd as
il,mcar Jprmalﬂmd bumﬁucmnc The other type represented.a |

ste-planneg approach, with probléms and interven ons m

l()scl) defifed and owned. Inthe first type of structre, loy'
“to the organization and.&cpcn ence upbn its ¢xisting orga

cemed m il su ted from new ideas coming fro ‘within
Cm P g tromy

thc or;,‘mn{t;i:‘r:rom the outside. Planning, collabomtmn |

and evaluati OMMwerg considered th’kcatcnmg and therefore .
scld()m pm(utcd Membe ;p‘wh() fcl,t“thc' nccd to be loyal . ," .
didn’ tdxrcctrdlfﬁcult qucsuons\m the | pr()pcr sourcc Instead,;
ﬁw\ shmcd thc%e comcrns wnh the Center an(l C()ntmucd to,

-
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issucs. We found that these settings and sitnations presented
the greatest frustration among satellite staff members, since
they implied unilateral decision making, obscure goals, high
regard for conviviality, and low interdependence. These norms
were reported as existing over a long period of time prior to +
the project. Duc to the hmited scope and resources, we had
limited success in modifying these norms. We did, however,
bring the supportive and rc:hlining issucs rehated to this ap-
proach to a much higher fevel of awareness for future change-
oriented issues, and in some cases we did mfluence major
change. l
The second type of work climate was, in many ways, almost
the opposite in nature. The units were organized i a less
lincar fashion, interacted less formadly and were more problem
e  solving oriented. They plaged higher value on coneepts related
to planning for change; all \members of the unit felt owncership
of the problems that existed and shared in their solutions,
accepted conflict as natural, and utilized the con ﬂichn therr
day-to-day problem-solving activities. Commitment was con-
stdered more important than loyalty, and interdependence
was valued over dependencee and independence. At times, how-

P’

ever, the staff members in these units were as frustrated as
those mentioned in the traditional organizational structure,
but for very different reasons. The primary difference was that
plans and procedures did exist and were bemg implemented.
Faculty of those units felt that rewards were distributed
. ©according to progress made with respect to therr responsibility
; within the unit given the existing conditions, and not accord-
~ing to criteria standardized for all members or through personal
. relationships and “party line”” membership. The single greatest
“difference was that high performance units did havean agreed-
. upon process for problem solving and well defined objectives
for their unit.

While the definc-and-solve units performed most ¢ffectively,
no ideal organizational arrangements existed. Also,) duriqg/

tional patterns cm;d be predicted. However, we ¢in be sure
of one thing -a codsistent interaction should takg

O
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between the desired change and the existing situations. This is
no casy task, since in most educational change programs a
double-cdged sword exists. That 1s, the “regular’ program is
going on at the same time that a new program is being imple-
mented. And many times these are the same program. In fact,
one of the reasons for supporting special projects is to altow
certain people to focus on the development and change while
others arc-attending to the issues of the day. Unfortunatcely,
many times the two sets of activities are not differentiated
and, as a result, two sets of forces emerge which resist cach
other and many times cancel out any potential growth. In
these cases coltuborative problem solving became difficult, and
decisions were cither made by a “trusted” few or allowed to
drift untiteither the motivation to improve faded away or a
crisis sitwation emerged. ‘

Once again, in organizational units where norms existed which
supported problem definition and solving, and where influential
persons supported the objectives, greater change was possible.
In the unitspot following a systematic plan our finding was that
most of the schools and universities were operating on implicit
program goals. In many cases, mdividual members had outlined
their personal objectives for their part in the organization, but
these seemed more associated with “how to make it” in the
organization and.less associated with the overall school or
department mission. At the beginning of the project, few of
the organizational units had a plan stating their pln of opera-
tion, Fu@lhcrmnrc, there was great resistance against the
satellite and Center staffs’ requests for clearer program defini-
tions. : ’

At this carly stage, there were old norms and patterns of
behavior which were being challenged by each satcllite. Ob-
viousty satellite staff were placed in a somewhat precarious
position in relation to their non-satellite peers. Satellite staff
(including school, community, university, and State Depart
ment) were startitg to ask questions deemed appropriate but
which had scldom been aggressively pursued before. As a

“result, carly resisting forees were building, and the satellite

staffs began to experience rejection of objectives and ideas
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which had been agreed upon at an carlier time. Given the
isolation satellites were experiencing, they tended to tamn

.some of their doubts and concerns toward themselves, toward

the Center, and ultimately toward USOE. The greatest concerns
expressed at this time were: '

1. Arc our needs assessment data valid, reliable, and
relevant?

2. How do we reach agreement within our own organ-
ization on the prioritjes which our needs assessment
data suggest that we should establish?

3. How many more times will we need to reach agree-

“ment on the objectives before we find ownership
and commitment from the organization?

Out of this experience we recognized three clusters of change
agents which were working somewhat independently and often
at cross purposes: 1) the satellite staff (made up of school,
umiversity, community, and State Department people): 2) back-
home unit members not directly associated with the projects
but belonging to the same school or university unit; and 3)
during the carly project stages, the Center staff.

At times cdch cluster was trying to influence the others while
following different objectives, priorities, and critéria. The
definition and acceptance of this phenomenon became the first
step to modifying the change effort. Therefore, during this
stage of consortium meetings we tried to clarify the cormplex
maze of individual and group beliefs, organizational norms, old
unsolved organizational problems which were surfaced by
sateHites, and old and new interpresonal relationships which
werce being tested, dcvcldpcd, or threatened.

Our intention at this stage wag 1o try to define the issues
and practices which caused the confrontations and then
develop a plan to move beyond the confrontation and catharsis
stages into the early stages of problem solving. The defineand
solve approach became a pattern of behavior which followed
both between satellites and their sites and between satellites
and Center. The ability of a unit to define and solve became one

of the norms which emerged and which became highly correlated

with mecting proposed project objectives.
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During these phases of planning and replanning it was dis-
covered, in somc cases rediscovered, that certain organizational
norms and membership behaviors could be associated with
limited change outcomes while others could be associated with
major change outcomes. The following list represents some of
the most common conditions stated by members of the #
consortitum as cither supportive or resistant to their change

objectives,

Conditions Producing Greatest Change Cofdiliuns Producing Least Change
1) People committed to change 1) People committed to personal
objectives. objectives,
2)  Peaple recognized the purpose 2)  When the change objectives

for burcaucracies but didn't
abuse their authority position,

placed stress on the points
where the change was to

-, vecur, some leadership
‘personnel retreated back to

- . ) old patterns of behavior or
relied on their position of 4
’ authority as protection.
3) Recognized that changing others 3)  Main focus on changing
is perhaps a greater attraction others. *
than changing sclf or being ¥
changed.
4} Recognized that “no one has 4)  Viewed individual change plan
it together.™ or process as best.
5} [ Followed 3 sysgematic : 5) ° Followed an undefined ap-
approach which satellite ' proach, with oral coggnit-
: members and other members mehits but low ownership
“agreed on, ' of existing problems.
6)  Institutional administration 6) Institutional administration
wis perceived as highly was pereeived as political and

inconsistent with behavior
patterns which lacked defini-

legitimate, operated objee-
tively, and interacted freely
within the organization, tion, ,

7)  Administration not only 7} Administration cxpected
others to change while little
change could be observed in
administrative behavior.

supported change cognitively
but also maodeled change.

8)  Objectives were clear and g 8}  Objectives were vague and
agreed upon hy all who would sometimes nonexistent, Agree-

be affected. This required that ment on objectives seldom

criteria, procedures, needed re- practiced. -
sources and time lines be specified.
. 24
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9)

10)

11)

13)

14)

15)

16)

17)

18)

Existing organizatioggworms
supported change,

The larger system made
provisions to accommodate
the change processes and out-
comes of the subsystem,
(project and related depart-
ments and schools),

An objective person(s) assisted
in mediating very difficuit
changu issucs,

. Persons to be affected by the

change viewed the change as
increasing relevance and
effectivencess.

Recognition that change is
slow and often conflict
producing.

Dissatisfaction with the present
situation is identified, defined
and modified.

Commitment to people and to
the purposce of the organization.

Rewards based on performance
rclated to agrecd-on job
definition.

Higher level administrators
recognized distorted informa-
tion and required clarity.,

Nonstandard problems were
accepted as part of the
change process,

)
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9)
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11)

12)

13)

14)

15)

16)

17)

18)

Existing norms suggested
maintenance was a higher
priority, ¢.g., low trust,
insulated trom the outside,
decisions made by persons in
pusitions of authority often
lacking adequate data, organ- =
izational problems disowned
by wewmbers, competition high,
collaboration low, same
problems regccuring. @

Subsystems struggled to
develop adequate influence to
induce change where needed,

Persons in positions of

authority collected informa-

tion from individuals and

then made decisions based on - .
their own ana]ysjs.

Persons to be affected by the
change formed counter-
dependent groups torresist
the change objectives even
after agreeing on them,

Wanted immediate change

and with little or no conflict.
Perceived conflict as unnatural
and harmful.

What we have has worked for
us in the past—why change.

Loyalty to the organization
and sclected people.

Rewards based on personal
relationships, traditional
criteria or unreliable data.

did hot reclgnize distortions,

or if recognized, did not o

. Higher ll:vc;administrawrs

require clarification,

Nonstandard problems werce
considered disruptive to a
smooth, conflict-free
organizatiqn. ~
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19)  Interdependence of amites . 19 Dependence on the orgamea:

W . .
enconraged, although conflict tion and independent work
producing at tunes, was rewarded,

20) Group problem solving was 4 20) Problems were avoided and
recognized norm of the > undelined; inany renained
organization. unsolved,

\ 1/ . .

:}l) Tmportance of working as o 21)  Imporlant mectings are
unit is recoguized and time ditticult to schedule due to
prioritics are made, ’ individual personal schedules.

22} While in a committee or work 22)  Members are active when

their own issues are being
worked onand passive during

group, members want to
kriow the full sneaming of all =

issues, even (ﬂus(' wlwth they ’ work time on issucs not
may not want approved by the personally interesting or
group. rewarding.

23)  Personal relationships are 28)  Personal n'lnliunshiﬁs with
important at all levels of the decision makers gain
organization, No personal personal favors from them,

gains can be linked 1o these
personal relationships however,

From this brict commentary it can be inferred that the school
and university are more similar than different in their approach
to sclf-renewal. There are, however, a few unique differences
which we feel were important factors to this and other change

oriented projects. - A

expetlience with the

In some ways, trying to descrity
=2 longshistory and uadition.

university is an awesome task, Firs

of change 1s associated with higher cducation in America. This

hi< orv reports that change s slow, usually resisted, and often
not systers o cally planned. Our experience supports these
stmements generally, but not uniformly, since some institutions
or deportments within institutions are more oriented toward
planncd change methodologies.

The most persistent obstacle we found was hinked to the
idcology which treats the academic faculty as independent
professionals. If members of a faculty wanted the proposed
change, they could volunteer to become involved. If instead,
faculty wanted things as they presently existed, they would
passively resist change by teaching the same courses in the
same way with students reporting the same c‘umplzlints. The

o,
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-even though most of the universities had several funded and i

pomnt hereas that the vnersity departiments and nnits with

which wewworked were not noted tor thein abihity to be innova
tve andvesponsive, but wwere berter hnoswn tor theis prast
accomphshments, And cven though some departments were
cuttenthy in need ol renewad, they continued to see the present
m ternes of the past, when what thev were doing had been
rehevant. Henee, then brame of 1eference was in the past mare
91411 the present or fntwre, Phe administration seemed to
upport the best departments and ignore the weakest ones.

-t

Mavbhe rtwas anticipated that they would hecome so bad that
stadents would no langer envoll, which rarely happens, o
become seltrenewing, which also rarcly happens.

Woe did not hind anv orpantzed, I‘.l('llllv'\".ll)})l‘(D\'('(l approach to
tacubty renewal taining, ®uriculum renewal on oganizational
renewals Most arriculum renewal was due 1o motivation anil
cogumiitiments of mdividual faculty who weye occastonally
S;lll)l)ul'l(‘(l by the mstitution; most faculty reneveal occured
cither through sell direction or through replacements due to
retire ments and mobihity (neither of wlli.g‘l\ are currently
viable' processes)s most organizatidnal renewal was created by
.l(lmlnl\ll.lll()n We did find a high number nt administrators,
faculty, and students who desired to lmpm\'(' the present
sttwation. But the history of most of the uglts implicd that no
planncd change program existed which was highty supported,
nontunded change programs in process. l

Sice we represented one of these change processes, we were
subject to the same resistance factors as any other change
project. The dearece of support we were able to Lain was
dependent on anumber of variables. I e institution was
highly Tragmented and ditfuse, we found it ndst 1o impossible
to bring people together and reach agreement on 4 common
st of objectives which would be approved and supported.
However, it the needs, motivations, and readiness 1o chg ange
were present, and the tming of the PIoject was very ¢ lu\(l\
assoctated with the needs of the university, then pre-entry
and entry stages with these institutions were e mcr than with
msttutioms lh.u were not fee l  the press o ¢ h.:n}.,c. Top

ab
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Al
adimmistiators were more available, special plimning sessions
wele t'.tsil\ \('ll(‘(l\ll('(l, .ln(l onee ('nmmilnu'nh were .lgl‘('('(l on,
they were more lkehy to be canied ont atcording to the cons
dittops agreed ons Another vanable we towund to be a reliable
predictor of potental support was the faculty members® knowl-
cdge about change, and how they conceptualized planned
change. As ywas mentioned in the muooduction, it one group
perceived chanee trom s human relations point of view s -
(toansing on self, feelings, values, and process) and another

. grous perecived change from a pl;um('d change point of view .

(change as 4 rationad process requiring an orgamized plan of

: operation), resistance occurred which needed to be claritied.

While some faculty and/or administrators follow a negotiating-

bargaining approach, others tollows-u more rational-planned

approach, and sdlb others follow the collegial approach of

trust and reciprocity. ‘ ,
Certain'methods and approaches to entry worked better

than athers We found it important to find faculty who were

stable, permanent members of the unit. These people tended

to know the characteristics of the system, Next it was impnr-"‘l

tant to demonstrate how the change would improve what

existed, rather b o suggest that what existed was faulty.

Where this approach was followed, it became important to

secure cach gain betore going on to the nextstep. I too much

imbalince was ereated, time was needed o alow the change

#o be aceepted betore pushing ahead into new arcas. We learned

not to become disenchanted with the realization that objectives

once agreed upon sometimes need to be renewed or revised.

- It is better to rewrite some of the objectives, or drop some
out, than to continue with partial commiunent and if
objectives are modificd or dropped, itis equally important to
make the chanpes known. Generally we found that it s better
to expericnce success on a few objectives tha o fail because

“of over-extention of statt and.institution (Kurpius, 1975,
p. 79-83).

ORGANIZATION DEVELOPMENT .

One of the approaches a consuttant may decide to use during
the consultion process is referred o as organizaton develop-

57 ,  d
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(1974),* in their com-

v mcnt or OD. Frlcdj’,mdcr and Broy
‘prehensive réview.of. the OD literaturdyjindicate that from- -

- - their “perspective OD'is a method for acilitating change and
development in pecle (c.g. stfles, values, skills), in technology’
(c.g. greater simplicity, complexity), and in 'organizational '

. pYocesses and structures (e.g. relationships, roles)” (p. 80).
i In dCC()rddnCC with this perspective,

" The ObJCC[lVCS of OD generally can be, Ll‘lSSlflCd as those

: optlmumg human and social improvement or as those
optlmumg task accomplishment or moré likely as some
(often confused) blend of the two (p. 314 ‘

Consultants working within systems interested . bringing dbout
chdnge need to consider Friedlander and Brown's vie® of
orgdm/atlon development which, R

a
e

(.d“S fora change in technology and structurc (technot
structuml) or change in individuals and their inter-
“action processes (human-processual), rather than efforts

5 toglange only the people, only the structurc/proccss or
e technology of the organization (p. 31%). -

Their review of the literature supports their premise that,
attempts to bring about change by working with only individ-
uals, technology, or structure within an organization do not
mect with success. i
In addition to looking at organizations as being made up of
“people, technologies and structures,” OD may be explained
from another viewpoint. Specifically, it
is at once a'set-of personal values, a set of change
technologies, and a sct of processes or structures through'’,
which the change agent relates to the organizgtional
system (pp. 315-316).

From this perspective,

OD intérventions can be described in ‘terms of the degree
to whxch they 1ncorpordtc values of humdmsm d ':,;t',‘)cracy, :

L X! .

{'ﬂ’ ool N
*Friedlander and Brown completed a eru\\} of the OD literature in the / (z
Review of Psychology, 1974, Vol. 25, pp. 313- 341 Thls overvicw of OD’ Ak

taken pnm.mly from the pubhc.nwn : 47'
14

»
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* " tconomics, and science; the degree to which they utilize
such technologics as team building, job design, and survey
feedback; the degree to which they incorproate collabor- « .
ative or unilaterial relationships between change agent and
erganization; and the degree to which they are intended to
optimize human/social benefit or produclthy/pcrformdncc

objectives (p. 316).

Some views of the OD process are based on a more democratic
nd humanistic approach to man than others. The values and
objectives associated with this more humanistic approach are:

creating an open problem-solving climate, supplementing
the authority of role and status with the authority of
knowledge and competence, locating decision-making and
problem-solving as close to information sources as poussible,
building trust and colluboration, developing a reward
system which recognizes the organizational mission and
growth of people, helping managers to manage according
to relevant objectives rather than past practices, and in-

| creasing self-control and self-dircction for people within
the organization. (Friedlander and Brown, 1974, p. 316)

Relationship of OD CoN#ultant to the System. Different
views exist in regard to,tHe relationship a practitioner of OD
develops with the system in which he is eﬂmsultmg One type
of relationship is “unilateral-directive.” If a consultant takes
this stance, he “gathers data, analyzes it, reports his findings
to senior management and recommends changes.” If, on the
other lmx‘Q),eonsultant wishes to develop a “facilitative-
collaborative” relationship with the system, he “helps others
engage in exploration, diaghosis and development” (p. 316).
This approach relates very closcly to the Stages of Consulta-
tion listed on pp. 15 to 39 and to the pFocess of collaborative
consultation described on pp. 10 to 15, ’

According (o Fricdlander and Brown (1974), interventions
which concentrate on human interaction or process are used by
cpnsultants who believe that organizations are more productive
/i persons in them are able to perform and interact in ways
which take human uspé(:ts into account. Although they indi-
cate that quality of human interaction and-the dcgrcc of

X ‘ =
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- ventions are based are: R

productiveness do not always go together, different types of NS

interventions which focus on the human element have been

~developed. They point to three types which have received the

most attention in the OD Literatwre; specifically, survey
feedback, team building, and intergroup relations develop-
"ment. Commor assumptions on which these types of i inter-.

l) sharing information can be valuablc pdrtlculdrly
when it hitherto has remained unshared but has
influenced organizational processes (like some
covert feelings).

2)  confronting and working through differences
among people who must work together can enhance
collaboration. E

. 3) participation in decision making caf lead to
increcased commitment. (Friedlander and Brown,
1974, p. 326) - S
These strategies for organizational intervention are described
below. _ ‘
Surve‘{' Feedback. Survey feedback is' definedeas a process
in which data is: € A

1) systematically collected (usually by qucstlonndlrcs)
from members of an organization, ‘

2)  analyzed in summary fashion, and”

3)  fed back selectively to organization members.
(Fricdlander and Brown, 1974, p. 326)

A summary of the findings regarding survey feedback indicates
that its effectiveness:

can be increased by collaborative invofvement of the
pdf[lcxpdnls participation of non-management, facilitation
by an outside consultant, and spcuflc decisions about
follow up dnd actiom steps. There is evidence that survey
feedback chn be an cffcctnc)“bndge_ between diagnostic
activitics (c.g. interviewing dfr questionnaire administra-
tion) and active iriterventiop, since its primary effects
scem to be on nttitugl\(;s/;y d perceptions of the'situation.,

1
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But there is little evidence that s"u”rvc\ feedback alone
leads to changes in individual bChd\lOI‘ or organizational

performance (p. 327).

Team Building. Some research has been conducted in an -
agtempt Lo assess the cffects of team building, a type of inter-
vention based on group development. In one study conducted ,
by Schmuck,-Runke}, and Langmeyer (1969) and reported by
Fricdlander and Brown (1974) the researchers:

trained the faculty of a junior high school and compar.ed

the ¢xperimental faculty with the faculties of several . b &
similar schools. The experimental faculty rep. -ted moré
positive perceptions of the prineipal, the stai  cetings,

and the level of innovations in teaching, and they espoused
morc norms consistent with laboratory values than the

controls (p. 328).

In his own analysis, Friedlander (1968) showed, “that the
context in whlch the team building took placc was very
important.”

The quality of integrated prework and postwork processes
surrounding the laborafory & a far more potent determiner
of developmental impact than are variations in trainer role
and behavior or differenges in climate, and.content of
laboratory training session-(p. 328). .

In addition, “intragroup trust” at the time team building was
bcgun had an effect upon such activities:

Initial intragroup trust was a better predictor of subscquent
-pereeptions of group cffectiveness and the worth of group
* meetings than the initial ratings on the same dimensions.
But intragroup trust itself was not increased by training
except when pre- and postwork withthe consuftant

occurred (p. 329). : o
R
Fhe design of studies based on group development are open to
criticism, however, ) -

there is convergent evidence that group development
activities affect participant attitudes and sometimes their
behavior as well. These effects may also “spill over” in

61

V8



some dehl()nrto othcr orgdm/dtlon members. It remains
unclear, huwc»cr what mechdmsms operate in successful
team development activities, or what critical conditions
must be satisfied for successful generalization of learnings
outside the team, or what effects group de’lopmcnt has
on actual task performance (p. 329).

Intergroup Relations Development. The third arca in which
an OD consultant might work is referred to as “intergroup
relations development” (p. 329). With this approach, the con-
sultant concentrates on thc relationships between subsystems
in an organization, that is the points at which subsystems
mect. These “interfaces between groups in an organization”
frequently represent sources of conflict. The task of the con-
sultant is to help those involved handle the conflict in a pro-
ductive way. Friedlander and Brown (1974) point to Walton’s

» (1968) suggestions for intervening in “intergroup conflict”:

1. “reducc the potential for conflict (e.g. change
' structure or personnel);
2. resolve substantive issues (e.g. make the decisions);

3. help manage mamfcst conflict (c.g. be a rcfcrec)
\

4. facilitate a change in the relatonships (p. 330)

The tendency of consultants who concentrate on process
variables in their interventions has been to rely upon managing
or utllmng the conflict and helping to bring about changes in
relationships, since they frequently do not have the power or
the desire to exert the power required by the first two ap-
proaches listed above. As Friedlander and Brown indicate, “A
more common approach has been to foster a'general ‘problem-
solving’ ap’pmuch to the relations beétween groups” (p. 330).
This approach “is the preferred outcome for both if thc groups
are interdependent” (p. 330). v

Mdnagmg conflict and _changing relationships require that a
consultant assist with “information sharing, confrongation of
', differences, and working through to new understandings.” As
summarized by Friedlander and Brown (1974), and as
developed by Blake and his colleagues,

[arg N ]
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9‘_’ v B stand®g of Cich, othr dﬁd'tgcreating future action plans
e (P 330) s T

e

Thygetual cffects of inL;chCrl.ﬁohs'di:rcclcd at conflict between
5&@5 are notknown, haowever. An aspect of this approach ~
which néeds agteyition is the role taken by a consultant in hii/,?g/
With. the rel \_"tjm}'ships;b,ctWCCn subsystems, since his
‘impact, Jrgpr antative of a group—a group external to and
possibly a threat to his client-tis not often considered” (p. 331).
Thé O.D. Process. A clear-cut discussion of the nature of
organization development from the point of view of its
“operational components” is included in French and Bell’s
Organization Development: Behavioral Science Interventions
for Organization Improvement (1973). The components
reviewed are: 1) “diagnosis,” 2) “action,” and 3) “protess-
maintenanee” (p. 33). : i |
The first step in the OD process is di’ugnosis-? This step is
csscntiul{bccuusc: . ‘ —
‘OD is at heart an action .p'rugram bascd»((;nv valid informa-
\ tion about the status guo, current problems and oppor-
tunitics, and effects of actions as they relate to goal
achievement (p. 35). o
There are two needs at this ssfge. One is for information which
represents a valid picture of the &ruy things are in an organiza-
tion. The other need is for information which reflects the
consequences of specific action which has been taken./This
chapter contains a table indicating procedures for “Diug- §
nosing Organizationd Subsystems,”” which includes
1)  the Diagnostic Focus or Target,
2)  Explanation and Identifying Examples,
3) TypicalJnformation Sought, and
4)  Common Mecthods of Diagnosis (p. 36-38\,

Suggestions are included in the table for an entire organization,

for “Large subsystems;” “Small subsystems;” “Small, total
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organizations:” “Interfacc or intergroup subsystems;”™ “Dyads

and/of Triads:” “Individuals;” “Roles;” and “Between organi-
zation systems constituting a supra-system” (pp. 36-38).

4
z
tifying Remarks and Explanation,
Sought,” and “Common Mcthods of

Another approach to diagnosis is included in the table entitled
Diagnosing Organizational Processes?{p. 40). Specific organi-
ational processes arc listed with theirlaccompanying ““Iden-

7 “Typical Information
agnosis” (p. 40).

An OD consultant, ol course, uses the approaches delineated

in both tables simultancously. If he is concentrating on diagnosis
of problems in a particular subsystem of an organization, for
example, he will of necessity scrutinize and gather information

- concerning the processes that subsystem does or docs not en-
gage in and the manner in which members participate in the
virious processes. The processes included in the table were

Ky

hosen because of their importance in the operation of effec-

tive organizations.

In addition to the actual diagnosis which emerges, in OD how

the information is collected and what is done with the informa-
tion are also important. According to French and Bell (1973),
the effectiveness of OD gs a strategy for bringing about organi-
zational change is associated with “he aspects of the process
described in the following: R

There is an active collaboration between the OD practi- r
tioner and the organization mémbers about such issues as
what target groups are to be diagnosed, how the diagnosis

1s best accomplished, what processes and dynamics

should be analyzed, what is to be done with the informa-
tion, how the data will be worked with, and how the
information will be used to aid action planning (p. 39).

The second stage of the OD process is the action one. The

term used ta describe this stage is intervention. “Planning

actions, exccuting actions, and evaluating the consequences

of actions are an integral and essential part of most OD inter-
-

veations” (p. 41). Unlike many training approaches, OD

" emphasizes actually taking action as a part of its educational
process. Fm&l}]\is rcason, learning and acting are included in

RS
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most interventions based on OD principles, although one
approach may emphasize one aspect more than the other.
“Finding out what action is needed and carrying it out is

based on the problems actually found within an organiza-

tion. This aspect of OD means that actual persons involved -
with particular prgblems are assisted with learning approaches
to problem solvigy. This type of assistance may be based on .
different approaches to learning. One is the approach many
persons are familiar with which involves learning about some-
thing and then attempting to perform according to what has
bc;n learned. Another approach used in OD is to involve
organization members in acting and then examining what was
done with the p rpose of pinpointing the actions which

might have prodiced more positive consequences for those
involved. .

In OD activities, **Diagnosis, action taking, and goal setting
arc inextricably related” (p. 43).

Diagnostic activities are precursors to action programs,
that is, fact-finding is done to provide a foundation for
action. Actions are continuously evaluated in terms of
their appropriateness—whether or not they are attainable
and whether or not they can be translalcﬁk\into action
programs. These three components of OD are also the
basic components of the action research model, and it

is for this reason that we view OD as “organization
improvement through action rescarch” (p- 43).

The third stage of the OD process, that of “Maintaining and
Managing the OD Process itself” is its culminating activity in
that ’

organization development is a continuous process of the
cycling of setting gouls and objectives, collecting data >
about the status quo, planning and taking based on
hypotheses and on the data, and cvaluating the effects
of action through additional data collection (p.- 43). /
Members of dn organization in which OD is being used as an .-
z.,,j.n tervention learn as they engage in the OD process just how
to maintain and manage the work and problems of their
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" in an organization? (p 44).

organization from an OD perspective. According to looking .
for answers to these questions is a part of the mdnagement of
this process:

Are we being timely and relevant in our interventions?
Are our‘activities producing the effects we intended,and
wanted? If not, why& not; if so, why?

Is there continued ‘/‘ownership,” that is, involvement,
commitment, and investment, in the program by the
clients?

What are the total system.ramifications of our_e £§orts9

. Did we anticipate these? If yes, what do we do dbOLl[

them? .

'What about A culture of our own OD group? Must lt be

changed in any ways? Are we solving problems effectively,
managing against clearly understood goals, and modeling
the kind of interpersonal climate we think is desirable

Durm{; this stage of maintaining the OD proccss, the objectives
to be met are:

to model self-analysis and self-reflection as means of
self-improvement;

to model the action research principles of goal setting
coupled with data feedback loops to guide and evaluate
actions; -

to work to ensure ownership? of the mterventlons\ and the

entire program by organization members; Y

to model the ability to dctect and cope with problems and
portunities in the internal and the external environment;
“tq_test the effectiveness of interventions by utilizing
feedback from the system; P

a
10 test for relevancy of the program tf) the organization’s
necds;

to test for timelines of interventions; and

. to ensure that intended and unintended conscqucnccs do

not vhviate the organization’s and the OD program’s

goals (pp. 43 -44),
66
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If this stage of maintaining and managing the OD process is not
adequately carried through, there is little chance that the at-
tempt at producing change will succeed.

Process consultation and OD Edgar H. Schein (1969), one
of the best known duthors in the area of consultation, views
what he terms “Process Consultation” (P-C) as a part of organ-
ization development. As he explains in the introductory
chapter of Process Consultation: Its Role in Organization
Development, his emphasis is “on the process by which the
consultant builds readiness for OD programs, actually conducts
training as part of the OD cffort, and works with the key
individuals of an organization as part of an OD program” (p. 3).
With Schein’s approach, a manager who requests the services of
a consultant does not havé*to know exactly why he needs these
services; instead, the consultant and the manager engage in
“joint didgnosis” (p. 5). The'process consultant’s approach to
organizations is based on three assuymptions:

1) that most organizations could probably be more
effective than they are if they could identify what
pr('}ccsscs (work flow, interpersonal relations, com- -
munications, intergroup relations, ete.) need improve-

- ment (p. 5).

<

2)  that no organizational form i?pcrfccl, that every
organizational form has strengths and weaknesses
(pp. 3-6). '

3)  that problems will stay solved longer and be solved
morc cffectively if the org;mi'/.utio\n solves its own
problems; the consultant has a role in teaching
diagnostic and problem-solving skills, but he should
not work on the actual concrete problems himself

(p. 6). : _
Should the process consultant think he knows the sources of
organizational problems he does not pass on his ideas before
the appropriate time, because one other assumption of pro-
cess consultation is “that the client must-learn to see the
problem for himself, to share in the diagnosis, and to be
actively mvolved in generating a remedy™ (p. 7).
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Schein (1969) has formulated this definition of process
consultation: **P-C is a set ofactivitz"\r gn the part of the
consultant which help the client to perceive, understand, and
act upon process cvents which oceyr in the client’s cnviron-
mentim(p. 9). The process consultant believes that “human
pr\(:ctgcs” must not be overlooked in diagnosing organiza-
tional problems. In brief, “the process consultant is primarily
an expert on processes at the individual, interpersonal, and
intergroup levels” (p. 9). Although Schein agrees that improv-
ing human processes is not the only way to help organizations,
he emphasizes that, “whatever work is engaged in its various
functions are always mediated by the interactions of people . ..
as long as organizations are networks of people, there will be
processes occurring between them” (p. 9). ..

The process consultant operating within the organization
development framework uses techniques such as those ' men-
tioned in the section on OD. Schein’s (1969) summary of
the role of this type of consultant suggests how once again it

differs from other approaches: :

The job of the process consultant is to help the organ-
ization to solve its own problems by making it aware of
organizational processes, of the consequences of these
processes, ahd of the mechanisms by which they can be
changed. The process consultant helps the organization,
to learn tfrom sclf—diugx{usis and self-intervention. The
ultimate concern of the process consultant is the organ-
ization’s capacity to do for itself'what he has done for it.
Where the standard consulant is more concerned about
passing on his knowledge, the process consultant is con-
cerned about passing on his skills fnd values (p. 135).

The assumptions and processes of organization development
(OD) are in many ways the same assumptions and processes
that are represented in the consultation model described
carlier. What we have tried to do in presenting the consulta-
tion process is to describe the interaction between the con-
sultant(s), the consultee(s), and the client(s). Not only may
the consultee be an individual, group, organization ofcom-
munity. Since OD emerged more as an organizational renewal
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model, we think it is important ta consider it as technology,
‘which, when set into motion by the consultant and consultee
can produce an impact upon framework, purposce, method Y,
and psychosocial dimensions of an organization, as mentioned
on'p. 25, -
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TRAINING THE CONSULTANT

In devoting asection of this monograph to the training of
consultants we have decided to share with you some of the
thoughts we have had during the design of inservice work-
shops, video-simulations, presentations for professional organ-
izations, and a graduate seminar, all of which werc concerned
with the topic of psychoeducational consultation. Our purpose
1s not to present the last word on training in this area but to
discuss some arcas which are of interest to us and might be of
benefit to you, if 'un]\pﬁs astimulus for the development of

your awn ideas.
1

We emphasize two basic constructs in our training program.
These fundamental issues are:
a)  Interaction

b) Continuity

. 5
An uséumpliun underlying our training is that the pr%ccss
is primarily a dyadic interaction between the trainers and thi
tratnees, and that the major characteristic of this inlcracligm ’j .
is interdependence. From ‘the beginning of any training exper-
ience, be it inservice training for public school counselors or a
graduate-level seminar, the responsibility for the outcome is
shared. One example of this might be the discussion of trainer
and trainee means for achieving desired outcomes. -

" This interaction allows for shared responsibility in deter-
mining the direction the training will take. We have found it

is extremely important that this relationship of shared respon-
sibility be continued throughout the training. No matter how
much time is spent initially in determining goals, objectives,
and implementation possibilities, these topies always resurface
during the training and need to be dealt with in an inter-

Y

dependent manner..
The second idea which seems to be basic to our training is
continuity. [tis important to us that our training not be an
isolated event in the educational life of the trainee. In looking
at our format, we first try to focus on the past educational
expericnees of the trainee, both formal and informal. We are
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interested in providing a smooth transition between the back-
ground a trainee has and the new’material we are-trying to
present. If these ‘¢ osiderations are ignofed, the myjority of

- our time as trainérs will be spent dealing with trainee deflend-

ence, independence, or counterdependence. )
Of cqual importance to this principle of continuity is a
cggreern for how the training ends. If the trainces are not to be
teft hanging, some thought needs to be given to what is requfred
to allow them to move into their next phase of development.
If we are presenting inservice training for practicing high school
counsclors, we took at what would be most beneficial to them
as an aid in the implementation of.consultation services in
their job settings, such as guidelines for getting started.
Along with these two basic principles of interaction and
continuity, there have been some training variables which
have proven to be beneficial throughout our experience. They
skem to divide themselves into two categories: characteristics
of the cffective consultant and churuclcrislics\vuf effective
training. In most cases, they are not based on any empirical
rescarch we have cdﬁduclcd, but-have surfaced out of attempts
to present our ideas concerning psychoeducational consultation,
Additional idcas were obtained from Davies, (1973), Davis,
Alexander & Yelon, (1974), Filbeck, (1974), Havelock, (1973).

\ .. . . §,
Characteristics of the Effective Consultant

Many authors have attempted to desgre the characteristics
of a consultant which make him effective. Havelock (1973)
presented a list of “he aturades, knowledges, and skills needed
by a consultant wh' h does a good job of encapsulating the
concerns of previous author.. ‘

. The chang: agent show:d have these attitudes and values:
Primary concern for bonefit of the ultimate user (usually
students we.d commurities in the case of education).
Primury cocern fo. benefit of socicty as a whole,
Respect for strongiv-held values of others. .

Beliet that et o should provide the greatest sood to the

greatest number, '
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Belicl that Lh.m\,us Yave need and right to.unde rstand
why changes are being made (rationale) and to p.lllILll)‘llC

=+« in choosing among alternative change means and ends.
A strong sense of his own idengity dnd his own power
to help others. . . -
. . . . kL . . .
A strong coneern for helping without harting, for helping
help)
with minimum jeopardy to the long or short-term yvell-
being of society as awvhole and/or spcuflc individuals a-\
within it K : YN
- \
Respeet For existing institutions as reflect®hs of legiti- )
.

mate concerns of people for life space ‘boundaries, -
seeurity, and (xlcnsmn of ideny

v beyond the solu.nr)

self. &y

ro
L}
jond
=
~
<
—
s
=
=
=
oy
c
=
-
.
<
=
ke
=
=
=2
=
o
7_
=
<
-
-
—-
=
=
=
w
IS
—
5
=]
7
v

; are open inter-

’ n

- That individials, groupsy and socig,
relating systemns.

How his role fits into a largcr social context of change.

Alternative Lonccpl)(ms of his own mlc now and his o
potential role in the future. :
How others will see his role. - T .
The range of human nceds, tMir inter- rclallomshlps an(l
Rrobable priority rdnk-mg at dltfcrcxxtglagcs in thc llf‘e
cycle.
+ The resource universe and the means of access to it
The value bases of different subwstcms in the macro- &
sysjem of cducdtlon. ‘ (
. ' ic m()llthI()ndl bases of different subsvstems m the
mac r()s)stcm ) . R R i
‘\\ hy pcoplc and systgms Lham,c and rcsxsl cham,c .,

.

How people and systems chafge and resist change.

The knowledge, attitudes, and siulls rcqmrcd of a change .

. agent. ' .
R .
The knuwlcdgc almudcs and skills required of an cffcctlvc
+user of resources. '
- 73 :
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<,I hc LhanA}M should possess these Skl"s

How to b ‘
with others.

“ ‘and maintain change project relationships

. . . . .o
How to bring people to a conception of their priority
needs in relation to pnorw‘ccds of others.

.A'_ﬂ:’ .
. H()w to resolv

dglusmndm;,s and conflicts.
How to build oidges.

How to convd hers a fullng of power to brmg
about change.
How to build coll orati'vc teams for change.
How to organize 3nd execute successful change projects
(c.g. Stage I-VI off A GUIDE TO INNOVATION).
How to convey td others the knowledge, values and

.. skills he possesses.

™~ How to bring people to a realization of their own
resource-giving potential.

How to expand people’s openness to use of resources,
internal and external.

How to expand awareness of the resource universe.
bivy

-

% How to work collaboratively (synergistically) with other
resourge systems. o ,

How to relate L”LC[]VCIy to powerful 1nd1vxdud.ls and

ow to relate LffCCUVCly to individuals and groups who
have a Stroy/g sensc of powerlessnéss.  «

.-

_How to make systemic diagnoses gf client systems and
“how to gencrate self-diagnosis by chcnts (Havclock 1973
pp. 70-72).

> }

. Chara.cté'ﬁ'st'iés of Effective Training .

Training Justification. It has been our observation that a

' learner’s attedftion, integest, concentration, and stiﬂzto- - .
mvn%css is mgr(.ascd whcn the first step in training indicates ) #
te-a trainee: o 8 4 ’

e I's
1 ’ . “u
. , 74 i ' A
L

- -

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

..X' . - B
v e v
. . ) A
. ‘ - . -
,;T:u A o

" . .

. A ;_(cncr;ll;(ie,iscriptinn of what he will be mastering. We
attempt to pr_e}.cilt, in outline form, topics which will be
covered ;m(l--tiﬂ.é','s:kills.'knm\'lcdge, and attitudes which will be
developed (1’@1~r‘mg the training.

2. How he wIiH be able to make yge of the new learning. We
have found i initially some time needs to be spent demon-
strating the s_’ignil'ic;ln‘cc ol consultation to the trainee. We,
have (’('n‘\ wiis by stating survey findings, personal experiences
of the instructor, and personal experiences of the trainees. We
look ut the concept of significance as it affects them immediately
and in the long run. At the present time they might e adding
anothér emphasis area in their training which will allow them

" to be more effective in internship ;1ssigm&ncnts or work situa-

-tong. As time goces on, the course will bdcome more meaningful
liyJ)mvidng them with an adgditional arca of focus, enabling
them to quadify for a larger spectrum of professional positions.
N 2
. 3: How the new lc;n'nlﬁgi,complc_mcnts, supplements, and
integrates with prior l@urning. This step involves our initial
attempt to fulfill our desire for continuity in the training
experiences. In many: cases this is done by reviewing with the
trainee pusht educational experiences and how the major

. concepts they dgalt with relate to the content of the present

. . N . L) . .
training, For examplesin wbrking with students trained in
counseling psy('(:hology, emphasis is plaked upon the similar
characteristicy of the problem solving proccsses in psycho-
therapy-and consultation.

L. The procedures he may follow in achieving the objec-
tives. An outlined list (a:;f' the instructionadactivitibs is given
to all trainces, and time is spent in gairﬁ‘hgf’jﬁ#clcur picture of -
the responsibilitics of the trainer and trainee. If a simulation
~is'gart of the training, whose responsibility is it to construct
the simulation and what type of feedback will be provided

are included.
Expcriential Base. Having had prior experience on consultation,
. . o ~ .
no matter how naive the attempt, is a distjynct advantage for a
student. The major emphasis i, training in psychoeducational
a .

consultation 1s upon forming a new conceptual framework to logks
at p hcfpiug&'l;ltionship. Many tiines, the development of this 72
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_arc uull/ul as ptu mn(l(ls n sxlu mum whuc l‘hu 1 ve ;.

new set §f glasses through which a trainee looks at potential
helpeng situations is a difficult process. Having the ability to
reflect on past experience is a beneficial tool for aiding the
process of integrating this new matggial. Without these past
cxperiencs, the trainee has a greater difficulty determining

the relevance of the consulting coneepts to his personal style.

Itis also of cqual importance that the student has had prior
training in the basic relationship skills, 1.e. attending, retlecting,
clarifying, summarization, cte. These ark buasic to any helping .,;f,#
crelationship, be it counscling or consulting. Wighout these o
skills the trainee is unable to perform the more highly

developed behaviars of problem definition, problem assess-

ment, and problem solutions, . B
Modeling. Modelng is uscd whenever possible in the presenta- :
\t‘i()n&anu\ bch\l}lm Videots iped simulations of consulting- e
behaviors are presented and discussed in reference (g tht cuies - \\ .
which signal their appropriateness. The traineds al ¢ mv“lvcd iLh

in the development of video m()ddm\, tapes, 'wlhlch lll(\ rgscuL

to their fellow trainees for constructive feedback corjce . ” o

their ‘mlhumul\' Ihmnuhnnt [hL coursy, thl msm clo ? s B

hl”hll"hl llu cues which they usul to (luumﬁc lé(.'lﬁmpp 1
F,
priate utilization. Trainees, who lm\c had pustexy ntc"_. :

s :

»*
0pcn System. The lrumnu SCSSIONS T d*mc nLd/i umgs«ﬁ oo DY
TN .
interaction amony the m_st‘u(.lors‘zrqd 3}\’?

the combination f their ideas a Jurger ¥R Mdre 4uum v v

presentations are given with the purpose dpfo m‘mL, an mblrut-"

tional base of information from which thdfS nddigms L‘Llyl%\tl!} "v n
. . . T - - gy - p - A ’7‘
in o direction ofrtheir choice. The mformu‘l(n lsimu ted Jiy / . ,
PAFEAN
sucC ll a way that the students are encouta ¢ )y gomimen nn . oAy

isGalidity dr invalidity for their particulay’ snu‘&mm Ihxs .

type of assetive b(*.nmr on the part of the ncnur-‘-'.
. N . O .
aged-because of it appm#\u ness to the dove n ‘of the, .

course and its indispensability to the xcpul(ma‘)f W?

of a consultant.



O

ERIC

Aruitoxt provided by Eic:

.arrgmgedithat the majority of cog

Dlstrlbutcd Practice. As much as pmsnhlc the lmlncc s
involved in activities which #dhlc him o test out his newly
developed behaviors, This slcp ‘might Lpme in the form of
-designing workshops for the i mservice training Uf publlc :
sC‘h()()l u)unsc[()rs umauntm;, mod
professional meetings. p.zmcxpatnf 3
tion situation, cte. It aids the insertic f()n,\h.xpcruncc when
the traince is involved in cither an mlu‘ﬁsﬂlp or job situation
which allows himn to try out the skills s acquiring. These
opportunitics for practice are dlsmbulcd throyghdut the
course to allow the trainee to umumml]\ develop his skill
level. Hopefully, in the near fulurc, a two'semester sequence
will be dev Llnpcd to link the consultation seminar to umsulla-

tion practica or lnlcrnshlps

Massed Practice. We have found that mdsscd practice of an
extended period (i’m\()l\ ement in consfiltation is a necessary
ins.lrvucli()‘n;lvl proc®fure for bringing about a synthesis of
attitudes, knowlec and skills regarding consulfation. Q\l;)mosl
cases this aids thd-trainee in the process of internalizing (F

nelv material, which is a prerequisite to his smo:)lh and
effective operation in a real setting. This massed practice
usually takes the Torm of at least a day long retreat providing
participation in simulutions, disicuss‘inn and constructive feed-
back concerning the trainee’s integration of dtuuulcs know
cdge, and skills concerning’consultation.

raining Formatting. We have observed that lhc mdnvndual
lopment of consulting models j is bestdostered by a high
IL vel of truiner-led activity mrly cour#c movingto a high
level of trainee-led activity towagihe end. The training is so
mthc ipput'and’ mSlructowsy

: n*‘v

and guest lectures are presented- m/lhc)nnml half of the

semesters This allows for the dculoy{nenl of a conceptual
framework from which the students can individually look
at consultation during the latter part of the course. It also
provides a base for the development ot their individual models”,
of cnnsullalmn and the ultimate application of these models
upon completiongaf the course. Help in understanding the basic
cuncepts mvolv cd% consultation is given in the carly stages

of the course. After this time the trainee is encguraged to fur-’

, ._‘. b ’
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~_ther deve lup these coneepts -dnd to integrate them into a v
\*

< Vpersonal slﬁlc g
Synergy. ‘llltlllpl w hcnuu possible to allow for a v‘mcl)

of input to the trainee. This step refers to both the form and
content of the instruction. Various types of mediated instruc-
tion are attempted, such as filps, video tapes, and simulations.
This list continues to grow ;ln(rchungc as new media become
availuble. Attempts are made to present the néw informition in
other than academic words and jffocesses. Best selling books,
o oxample, Al Things Bright and Beautiful, are utilized
to present input on the consulting relationship. Students are
\' encouraged to suggest input from disciplines outside of
counsgibr education, i.e. cybernetics, instructional systems
management, cte. Persons throughout the training community
- are contacted for pgssible 1’&)111 for the course, and in some
cases individuads are asked to make pglrsonal ph‘scnl iions of
their information. We attempt to keep in mind that cach
trainec is differentin the way in whichshe relates to new
mauterial and that for a training program to be effective it
" must present a vartety ol models of instructions. /j

.

: These princples and guidelines, along with many ideas
which we are not vet able to coherently present to you, form
aframework within which we design our training. As you can
see 1hc§ o not yet, and probably will never, form a tight
unit out ¢ \m h we can mechanically l)mtlucc a variety of -

" training ¢ xpctences. We 'lln_d that with cach new attempt at . ;
training we need to oo’ back and review our role as trainers
and how that role refates to the specific nculs of thc current

situation, . \V{ ’

-To («)mplclc this scction we would like to present one B
C\Mrﬁ)lc nl.{ml trials at wraining psy chncduc flmn al u)nsulldnw
We begin with the course outline, which we currently use as >,
suide to an upper level graduate seminar in consultation. It

-

" represents the propos (l lnslrlltll()lhll framework and coptent

n . N . . Ge P
N within whiéh we dey ’R il lt‘ldll()nshll) of shured respuensibility ;

g - o2 With our trainees, Appen Hces A (Consultation Touks), B (Con-

#3 j sultation: .\ Personual D'cfil)i{i()n :, J;ad C (Cons ‘llion Simula-

Ugm (()llhﬂﬂl additional mfateria have found to be .
P

. beneficial (0 our tx,umnu c\pcncnu- .
T 78
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SEMINAR IN PSYCHOEDUCATIONAL CONSULTATION -

| ,
Instructor: Dr. DeWayne Kurpius

/
Bamc Tests:

Kurpius, D., & Brubaker, |, C. Psychoeducational Consultation, U.S. Office

Unl\tl\ll» Bluumlmﬁ)n 1976,

Havelock, R, (: The Change Agent’s Guide to nnovation in Education fn;,lcwund ChHs,N ]t Educa-

tomal Technology, 1973, |
Capl;m, G, The Theory and Practice of Mentd! THealth Consudtation. New York: Basic Books, 1970,

Parker, C. \. Psvchological Consultation:
[nstitute, 1975,

TRAINING EMPHASIS

[

I CONSULTATION
MODES

1

|
,|
|

¥

READING

 Kurpius-Brubuker
pp. 114

Meeting Period: One 3.hour class session per week

%

Approxmate Enrollment: ]0-15

Ql/mzq Teachers Meet Special Needs. Leadership Training

GENERAL INSTRUCTIONAL
~~GOALSE

Provide a basic Uit
standing of the
consultation process
as 1t relates to the
four modes of cqnsul:
fation,

of Education: Indiana

]
GENERAL DESCRIPTION OF EMPHASIS A

———— s —e—

The framework upon which the course is
developed is directly related to the

lour consultation modes, i.¢, Provision,

Prescription, Collaboration, Mediation,
A general description of lhc distin-
guishing characteristics of each of

the modes is presented, Some time is
given to discussi('g}conccming the
criteria for determing the, appro-

priate mode in a spccific'consulling
setting,

o



w

v
IRAINING EMPHASIS

[ CONSULTATION
PHASES

g

I CONSULTATION:

acigrs Relating to
nidividual, Group,
Drganization, and

ommunity change

¥

V. COSSULTATION
TO0LS
:‘J';\,
' ‘I‘&/
\
|

|

READING

lgurpius- Brubaker
. 15-40
Havelock pp. 43-
140

Kurpius-Brubaker
pp. 41-70
Caplanpp, 48
124 o
Havelock pp, 153-
164

L)

Kurpius-Brubaker
p. 84-92

GOALS

Presentation and des-
cription of a four
phase process for
engaging in consulta-

tion, |

Presentation of some
of the major consulta:
tion issues and
discussion of their

' relevance to deter-

| mining appropriate
consultation acti-
vities.

B L e p—

Introduction to a

select number of
skills which can

i of assistance

1o a consultant,

v [

Ay
.

7

{
[ 4

Y

| GENERAL INSTRUCTIONAL

i

!

GENERAL DESCRIPTION OF EMPHASIS AREA

This segment containg a general

presentation of the consulting process
as d cyclical pattern phases, 1,¢, phasing-in,
planning, producing, phasing-out, The

procedures involved in cach of the phases
arc discussed in reference to the assigned headings,

»

B e A -

The major concerns within the consul-
ting process areydiscussed, i.g, inside-outside
consultant, resitance, organizational

g e

development, etc. Three major change modcls
are introduced: Research, Development and !
Diffusion, Problem Solving, and Social

consultant is analyzed,

- Interaction; their relevance to the

e e e

and communication skills. The intent of this ¢

area s to build on this base and focus.upon "
the problem solfing skills basic to invulvcmcvnl/ [
) /

I

in idividual, group, or organizational consuk;

t'&vn. The skills are directly related to the  {

procedural stages in consultation, i.¢. force
field and&is,'w.ri!ing objectives, group
problem solving, conflict utilization, brain-

storming,

formative evahuation, etc.

i

/") ;

l-"J‘

L

Iy is assumed that an advanced gradwate I )
student already possesses th: basic ruéhfhmhwli -

Ty

!



TRAINING EMPHASIS READING

' CONSULTATION:

V
A Personal Delinitiont * | ., 9496
!
A

- | \\_._,

VI CONSULTING
SIMULATION 7] pp, 98-102

L

A

&
™

Kurpius-Brubaker

Karpius-Brubaker

GENERAL INSTRUCTIONAL
GOALS

Provide a slruvluﬂlﬂf'
for the analysis,
synthesis, and eval-
uation of the
consuftation litera- '
ture as an aid to. the
development of a per- |
sonal definitign of

~ consultation,

]

Provide an t.'xp('ric'ncj
in which the trainge/
can e an initial
attempt at implemen-
ling his/her mode]

of consultation,

:; "

PPN U [T ama a4 e

N
GENERAL DESCRIPTION OF EMPHASIS AREA

Al

‘Areas | through IV are brought to a

[ocus enabling the students to begin to

to develop an initial outline for their personal
consultung model, As a further aid 1o the
student in his process of developing an outline,
other models ol €onsultation wrcsvnu-d.

A conceptual modet for analy

consulting
setting is presented along with a format fr
constructing a mode! of (‘nnsulluh‘nn.

Seminar members construct and participate
in a consulting sinulation, Procedural consider-
ation from game theory and video tape '
technology are presented, Feedback is provided 7
for the creators of and the participants in the
sipulation as an aid to evaluation and refine-
ment of their personal definitions,
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APPENDIX A

Consultant Tools
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APPENDIX A

Consultint Tools .
~N

.

Throughout the monograph we have deseribed the Modes,
Stages, ‘nd Factors which relate to psychoeducational con-
sultation. Within this section swe wish to highlight @ number of
tools which will h}%lp the consultant fulfill the role we have
described. To present a list which would “totally™ accom-
plish this task is beyond the scope of this monograph. What
we do wish to do s highlight cight tools which scem to play a
major role in the professional life of a consultant. There are
many other tools which could be of henefit to you and as .
aid in your search for these tools we have listed seven refer-
ences which doan adequate job of covering the field.

~

Brainstorming
At some time during the lifé u(l most consulting r*ionships

aneed dev J()p\ for creative ideds to be used in dév ing a

solution to a problem. What makes this a difficult situation for

the.consultant is not that the consultee system is void of ideas

“but there is no easy way of bringing these ideas 1o the surf"lcc

Br.unsmnnm}., is a relatively casyvay to }_,cnuatc m: xgln wive
and creative solutions to problems.

id

Br;linstm‘ming can be attempted in avariety of formats, Le.

small or large groups; but in alrc.lscx it is based upon some, o

primary guxdclmc
I.7 Everyone is encouraged to contribute.
2. ‘ The process is fast and hle)})y’.
3. Novalue judgments.are placed on ideas.

o . P V“
4. Ideas are recorded on newsprint or chalkboard,

After this lmtml phase of the brainstorming process is coinpleted ;

the idcas are pr u)nu/ul and then time is spent evalu ltmg l,h( ir
p()tum l lur solvi mg the problem. .
D'ccmon Making Grid )

All consultants are confronted with the problem of how
decisions are to be made within the consulting relationship.

o



/ .
Many tmes this coneern s not attacked directly but allowed
to shde trom mecting to mecting, Innost cases when this a
happens the output of these mectings lessens. Hall, O Leary,
and Willians (1964) present the decision makiWy prid as @
method tor direetly approaching this important arca ot con-

N
.

sultant concern, They see two major concerns in the group

-,
i 7

e ecision-making process: -
L. concemn for the adequacy of the decision to be made,
2. concern forthe degree of commitment the group
will have K the decision once it is made., : P
With both of these concerns and the ussumption that they are
gindependent ol one another (one can be high| Alul the other

low) they present aprid whichis very helptul i in pn senting )
five styles of decision muking, .

l 1/9 9/9
. Good Neighbor Consensus
- : © Decision Making Decision Making

: Commitient: : 575
Traditional

of the - Decision Making

(;mup

& o
to the
/
Decision ./l oOfE
. b Detianl Self- \'u'l'l'iri& S
- L Decision Mo Rgm l)( cision Making
\ . - £ -
* - Adequacy of the Decision . ¢
971 SelSulficient Decision Making .

4) maxiim coneern fur‘;dﬁqu.u) (m(l minimum con-

cern for commitment

. l)*d group is not . mm(l phice to niake ?1('( IS

. . 86 !
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- o : i ' i
¢} the responsibility for the decision is placed on one .
l‘)(‘l.\un T
d)  the decision makers” operation in the group is based
on power '
1/9  Good Neighbor Decision Making
a) minimum concern for adequacy and maximumn ’
concern for commitment
b)  the primary valuc is harmony and understanding
‘ swithin the group : . '
¢)  actual mistrust by the good neighbor of s own
*‘ powers /
d)  tear of conflict
¢)  emphasizes a superficial sort of togetherness
f) avords confrontation necessary for adequate
degsion making
’ ) 1/1 Defan Decision M.lkln}.,
a) mmnnum concern for adequacy and u)mmllmcnl
; b) reaction to stress of decision mi tking
¢} role played b\ the powerless 9/1 ahd the frightened
) /9 N
d)  opgrates out of conformity, sclf protection, or bplh
5/5 Tr;ld!&al Decision Making .
'.1)‘{‘-.’-:"‘cqu‘nf .ncr‘;;.,( &)11((111 for adequacy and commit-
ment ,
b)  the two concerns are*nol complementary but stand
. in opposition . ,
¢)  decisions usually made by voting (numerical majority) :
9/9 Consensus D('cis'i(':n \luking
a)  equal “maximum” concern 4or adedyacy and
' commitment : ‘ ALy
b) all of the group's resources \huu b used
. ) hlL)h level of involvement Imm%ﬂ of the group
& members 5
d)  agroup is a good place to make decisions .
¢)  conflictis a source of new ideas” . ! i
f)  genuine consensus \\]“ Pm(lu(‘( Ahe best possibics '
" decistons : : ’
N\ -
“ 87 L - .
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Toadd to the hive-told model of decision making styles,
Schimuck (1972) describes @ three-fold definition of con-
SCHSUY. , ‘ : _ .
1) Everyone can paraphirase the isspe to show that he
understands it.
2)- Evervgne has a chanee to describe his feelings about
the issue. . {
»
3)  Those who continue to disagree will nevertheless say
) publicly that they are willing to give the decision an
N (:\'J)vi‘inu'nlul try for a presenbed period of tume.
Delphi Teghnique

) In some cades 4 consultang.is dsked to atd a consultee system
in making decisions based upon information concerning the
* future state of that system. When these opportunities arise the
consultant needs to decide what is the best method for obtain-
ing this fugure infégmation, A delphi'is one way of obtaining ’
these projections. Olaf Helmer has defined delphias a carefully ™ 7
dcsl[.,n( d program of sequential individual mterrogations § (best

conducted by questionnaires) interspersed withurfGrmation
and feedback. !

\q the luhmqu( has d(\d()l)td in the last hfluh \mrs, it
has been made up)nt three ch: nrdu(‘rmus (Rusp, 1973): ,,-

1. Fach p: Qruup mt u)ntnbu;tc's it each ste p of the < /
questionnaire process before seeing the mpuls of

other participants for that step.
14

| %]

While the individual knows his own response
throughout the process, inputs of others remain 7
anonymous.

-

‘ 3. Input ),um d atone step of the' process s Shdlt(l ' {‘\
as part of the next step. AN

- The assumed outcome of this process is that through the :
successive steps of iformation gathering a group consensus -
can be gained which will have more validity than the output
) of a face to face meeting with all its interpersonal variables. 5
Alficd Rasp Jr.. in his 1973 article, “Delphi: A Decision- \‘2 ’
x

muker’s Dream,” does an excellent job of dgscribing the
88 i
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