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WORKING EFFECTIVELY WITH THE POWER STRUCTURE

(Learning to Count to Ten the O0ld Way)

This presentation is organized into two sections, In Section I, I
will give some background, a presentation of my understanding of power,

‘In the second section I will give actions based upon this understanding:

pe

that I trust will help you'bring education, labo:, business, industry and
a government together for the benefit of students.. I be11eve tha* you too

mus¢ have a theoretical framework on'whlch you hang vour _actions and sc I

will begin with that sectlon,

+

The younger generat1ons today start count1ng from ten and end with

"one", "blast-off " When,you are beglnnlng'to'workbwlth the power struéture

Ain vour area, you‘will.need to count- to ten as was done in pre-space ;ge»;.'
3 beginning with one and ending wito teu. The purpose af all of this 15; of
cOur;e, to help youvhold your patience. As I say this,'if certein people
- ‘were here from Counecticut today, they would be doubled up with laughter on
the.floor;. The& know that my patience starts and ends before I can get any:
number out of my mouth, But this islberhaps one of the most crucial points
you must understand and accept in working withfthe rower structure: people
are'd{fferent and since you are a_human.being you too are different and must
handle situations your owngunique“way. ﬁhatever"hhbpeﬁs, do not giue up on
' your efforts to bring people together because what vou are about to‘-enter
.*into is frauvht w1th frustratxons, but ladened W1th benof1ts for students.
Frustratlons are extremely difficult to live with unless of course you

'know yourself, 1f you ¥ *£, you will know your -.eak and your.

strenﬁths. One of * <8 you need to-do then . th the-

&

-power structure 1s to not only LnoWAvourself but a’so act on the knowledge

Ky

'and flnd people who can.prov1de balance to your actlons.,_liuant to stress

ERI
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- » balance here and also explain what I mean by the word. I have pe%plp vho

are often my partners in "

»

crime" and as such, they are ry halance, Note

I did not say calming influence, just balance. These people sece other sides

that I do not see in a situation and as a result, balance my actions with

theirs., Now balance to me is important as I take it from nature where the ¢

.1aw of the balance of nature is continually in operation. This is a dynamic

balance. Certainly things, even wviolent things, happen in nature as all of

nature's inhabitants move along Darwin's evolutionary pathway. Said another

way, change is going to happen .and yoo can-either give direc

or have it happen to you, I prefer the former as I helieve
, : S w :

cimuail& describ£mg eigood life and what that good life can

people, especially students.

when we work with the power structure. Power structures change just as

of life; life remained relatively simple in the gdild era.

I

the power structure was relatively stable and quite simplistic in terms of

tion to change
we must be con-

hold for all

Looking at nature leads us to other 'considerations which -are important

F}

nature changes, Lifz was extremely simple when one cell constituted all

In both cases,

a

working within it, But, do not forget that hlstory has shown us that even

in the era of kings there was often a counterpower move to overthrow the

thrbne. The«law of phys1cs applles to. soc1ety too: for every force 1h one

: d1rectlon, in this case power, there is an equal force in. the oppos1te'

direction. Power is energy and it determ1nes the d1rect1on

will take. As you form»collaboratives between education,,business, labor,

; -
industry and government remember th1s law, O

the body, soéiety,

e

T s Slmp11c1ty 18 “no longer our’ wny df 11fe. Juet asvodi'ﬁhaefsfeﬁdiﬁﬁdof‘

)

'nnture has changed and has grown more complex, so has our soc1ety. Thercfore,

. the power atructure has alao changed The power structare today is less

!
A

stablgl_}ggs_ggll_defcnedy—lesa obv16ﬁs, than in past years.

e

[ERJ!:ﬂ = o T e - TR
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national relationships and how the balance of power is shifting. In another

caae;"think‘of the life and death pewer, the ultimate power comparable to

&

b - - .
that held by kings -and comquerors of past centuries, that oil has on marine

.and bird 1ife today. These and many other cases of shifting pover cause me
to formulate an unwritten law: As living organizationa,-inoluding organira-
tions of peogle in societies and nations, grow larher and more complex,_they
must also become more- intimately reiated, interrelated with each other if

they are to surv ve.. This law can be viewed either on a macro or micro basis.
b 3 .

. . -

On a maero ba51s, look at 1n'ernat1ona1 re1at1onsh1ps ;ga1n ‘and how a thlﬂdf
'_world war could start in some almost unknown to the western world country.
On a micro basis, I see this law as the réason you are here: education,
business, labor, government and.other segments "of our society have-eaeh gone
their omn way. As a resuvlt, probiems are increasing. This canrot continue
if the society is to survive. It is interesting to note'that past wars
united us ‘'as t?e Republie of China is now'being united behind its Ten National

“

Préjects. However, our last war divided us and now we must reunite ourselves
in some new waye. ; - o : - (

A second basic element to understand in working with the power structure

can best be told by recalling the story of the grasshopper and theant. You

o

e g e

will recall the ant 1ndastr1ous1y stored foodhail fall wh11e the grasshopper

. played its many games and teased the ant for working so hard. But then came

wiater and the ant survived in his warm house with all of his food while the

grasshopper froze to death. Fach society can be found on a continuum esta-

“blished by the ant and .the grasshopper; We must be careful here:not to fall

into the typical American rap of being either/or, but recognize that con-. .

tinuums exist between two opposite poles. John Gardner perhaps said it best
T . T . : : . ‘ ) - . . .
. .~ - in terms of today's world vhen he wrote, "How to Prevent Organizational Dry

oo _ o

Aruitoxt provided by Eic:



']

' to return to the ant and the grasshopper and perhaps over simplify institu- °

"”m—————tignaiizatibni‘ - e

B R -
Rot," a few years ago. Briefly, what he said was that an organization

must build in ways, operational ways, to insure that new ideas are con-

<

tinoally fed into the organization. I am told that in Peter Drucker's

latest hanagement film he indicates that one of the fuhcticn:\of an crgani-

v

cation's ch1ef executive officer is to determ1ne how nany "kooks" the

organizat10n ‘must have and can- tolerate. Drucker and Gardner are saying

- -
PR 3

‘the same thing but in di fferent ways.' This idea is found in any college

T
freshman sociology book under the tiile of Instltut1ona11aat1on. Allow me

<

In New Engzgland, as elsewhere, there are four’seasons._, No two seasons

-

are the same even though they can be called by the same name. .Let me repeat

~a -~

‘that statement as it is exiremely important: No two seasons are the same

t

even though they can be galled by the same name. VWhile the names are the

sanme, one union is not like another; one company. is hot like another; one
school is not like another; etc. Within each name that is the same, there

are many varieties and as many varieties,-as you can think of in existence.

_Let.us call spring the time when a vacuum or need is felt. People are tired

o

of snow.and the b&ossoming‘of therfitst.flowers sends new life into blood-
streams‘ new 11fe appears in many forms 1n many placesa 'Sﬁmmer becomes a

t1me of-growth and maturlng for the new 11fe 1t 1s a hect1c t1me because

o .

to grow demands consumptxon. Fall arr1ves and the ant stores food to survive

the winter th ‘e the grasshopper cont1nues hls consumpt1on pathvay to, obes1ty.

But in fall growtf slows’ and even stops as, the fru1ts of the labors of spr1ng

ERI!
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point ofjobeslty. nnt winter. is ahead and unless rev1tal1zatlon plans are
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made the fate of the grasshopper may be on hand; some things die and some

things snrvive winter and from those who die, life still goes on in some

" form through offsprings, recycléd deposits, etc. The picture I am trying
to paint here is cyclical in nature., Let me return to my statement that I

asked you to remember: no two seasons are the same even though they may be

+

called by the same name. We have just finished winter. We know winter will

-

return next year- but we do not know hov cold it will be. In New England we

“can predict that.ithill‘be cold. We cannot make exact predictions, but
there are great similarities in the cygle of seasons. Nature exists in

o

cycles tos. If history is seen as the'recafling of the existence .of Man
through life cycles, thken soﬁeifeelings, some preoictions of the future are
possible; If we are to predict these things though, we must see man's his—
Atorfkinvdifferent terns than most.oeople do now, Let me try to COmprese
what I an saying by stating that there areAthree or four periods in a life
cycle, even in an individual's life which'oeginé with birth and ‘ends with
death; the same holds for sooiety and organization and a person ottempting
. ‘ to work with the power structure must understanoAthot segments of our Amerfeao
soc1ety are old and dy1ng wh11e others are jyst being born.. There is a coo-
t1nual po1nt of fr1ct1on between the old and the new; the b1rth ano the death
The power structure_ana_1ts interast in changing th1ﬁgs,_or keep1ng_th1ngs

status quo as is often the case, willlbe different in each case. .Rémember

—

after World Whr II thebstatement that noth1ng was 1mposs1ble, the 1mposs1b1e
just took a.- little longer?’ How often dG ‘you hear that now 1n the Un1ted Qtates’ :

Perhaps one'of"our history nrofessors best stated‘th1s'whole th1ng: vThe”

<

people in England st;ll ‘think. of themselves<as rulers of the Br1t1sh Emp1re
when in fact they are a~sma1L,‘relat1ve1y weak, coontry on a_small sect1on of *-

- - a"small, isolated piece of a ldrger continent, The British Empire doss not .
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exist anymore and even par;:\of it may separate one from the other such as

- .
[N

in Canada's case, Think back ln your own lifetlme and éount'the cmpires that
once existed, but are now dead. Think of the Roman Empire, ‘think of empires
close to home in:the:ﬂnited States.likelehose lost in the depression, come
closer still-agd think of some.of the.empires.close to your home or your
place of work - the superintendent, president, mauager, etc,, that was re-
cently fired., Empires come and go, but in a rapidly changing ﬁorld, brought
on hy advanced_teehhoroﬁy, empires or orgahiza;ions live phrough'their.four

Y

seasons at’'a much faster pace than.they ever did in the past, The result

. R . SN . 4 s
of this is that we find difficulty in keeping up. We tend to think in the
past and not in the future. Such a mind-set insures a faster death for an

‘organization and as a result, ‘even faster change in power structure. We let
. . . - [ ) )
“future shock" control us rather than us controlling our future, McClelland,

in the opening pages of his book, Achievement Hotivation; talks of standing

in what once was a world capital and, after observing the people and thefr

soc1ety, statlng that the people worked as hard as ever, but the world cap1tal,

was no more. McClelland goes further to examlne countr1os and var1ous world

locations and notes that geography cannot help explaln vhy some countries

work hard and make it wh1le others,_thelr neighbors, work equally hard et T

Just do not have much success. M1x what I am saylng w1th such titles as The

a

Leaderless VaWuum, A Nat1on of Sheep ‘and others, ln.many"ways, we in Amer1can

society are asleep, perhaps even 1n our winter and this affects power., We
l - . "
are like the young Juven1le who "had developed sexually, but dbes not have the

matur1ty to handle the newwfeel1ngs, instruments for sexual s1tuat1ons. Our

‘“TZ“”“"‘“power—lxves 1n-the past and. as_ a_result,_zs_truly rot power. ' _'@

There is one final part in thts first’ eectlon on work1ng w1th the. power :

struéfure. 'Aga1n I go to-mnature, Man is an an1ma1. An1mals naturally use

A

—_ e N
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power. Cows line up to come into the barn in a specific way. Add a new

4

~cow and there’is friction; even‘fights before the right placement is found,
The oec%}ng order‘ciiche ie no accident; eJéf watch dogs plav? Ever watch
a husband and uife team at a‘sociaibgathering? What.about the Nake&fARe; -
body language° If you-think of it, both.you and I can go on and on naming -
such t1t1es and s1tua*1ons where power is present and observable,
- For the purpose of our discussion todﬁy, let me indieate thot there
arebat least tyoakin&s'of pouervthat you will need,to be concerned with:

position power and individual power. But as each 11v1ng thing, each season,

e ————————

is different, even though they. are called by the same name, so 1s each kind

of oower. Think of.the'last four or five presidents of our country,:-There . f

A

should be no. question that they had power. Some had both personal and posi-~

" tion power. But each was a living organism and thusly used power in differing

- DA . . - ¢ P

wayse. Enough_of theory, now for action, T
In this second section of the paper I will draw upon my qym exoeriences
. : \7 o ~a .
and those of others that I have known or read about as they have worked with

[N

the power structure in their areas. Surprising as it may seem, the first
action step in a program is thinking. It is a-lonely step, but one you must
: o . . R -5 ¢ ) )

—~;»—!~—~»wgomfhrougheif_you are to meet with any success in forming a collaborative

w1fh the help of thu power etructure. ‘ﬁﬁriﬁg'Eﬁié’ﬁ;&%égé“akffhiﬁﬁiﬁgj"i S

encourage you tg'wc1te° wr1te memos to Youtsetf““short papers, dhatever,
o T * but- get your thoughts on paper because yoﬁ will lose them 1£-you do not “do

‘thls. As you exnn1ne your éhoughts, determ1ne what ‘you bolleve in and why

you be11eve in 1t. Today I hope you and your team members are, th1nk1ng~of

N

,,work1ng W1th and through the pover structurc ‘and develop1ng a collaborat1ve L

~

T effOrt-between educat1on,.bus1nese, labor,;lndustry; government, etc, I hopa
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you and your teannates are talklny about nothln" else ex CPpt how do you
B v - v . N
- form a collaborat1ve group in your own ﬁartlcular s1tuat10n. Certainlv_

I .

sharlnn your thoughts w1th other people at thrs meeting will be one of the

N - id - ,
s - most helpful th1nys that you- can do. Perhaps the most important thing to

I3

conclude from your thinking is whx you want to bring these often devisive

groups together, From a personal bias, if you cong¢lude that you believe
R . . . . : - . . I
» in ‘this action because your job depends on this mutuality, or;—soneone
., o ) :
passed a law saying this

ppen, ‘then please ignore what I am saying. .

If you have no h1gher conv1ct10ns than your Job or laws, then you will not

- -

_ suc'eeqiw1th “the power s: ructure, rather, you will be brought into 11ne by

-2

power people. Do,not forget that lavs can be passed for a whole variety of

reasons, including bad ones. Know.what you‘Want and vhy you want it. You =

can‘control what happens to you if you have a firm base of kuogiugiuhat you

want and vet keep an open mind to improvements'in vour thinking. Said .an-
" other way, rigidity will insure your failure, just as much as lack of con-
viction will,

‘The second. step is to begin to discuss your convictions with peers and

‘people you trust, Trust ishthe—key word here. You wiil have holes in your

: th1nk1np and you need to plug as many of those holes as, posslble’ﬁéfore'ven-
— . . . o - .,~‘t~— . -
E 7 turing oufsiae~ioﬂr“trusted.group. Uhen you'do feel secure with your be11efs,

) .
* venture .out into strange places. Write a short paper and ask different people

to criéﬂéize it aud rour thoughts. If'you~arebcarefu1, you &an also test.the
thinklng of the groups-you w1sh to br1ng together by send1ng the paper to

_ (%ar1ous perce1ved power brokers. I would strongly recommend that after send-
-2
- 1ng che ‘paper that you meet with them, preferably oVer food, in a neutral

| gi place, to hear thexr houghts on the subj ect.. By nov you will have learned




4

(]

‘ o . v ..w' ':o . e -
to count to ten-because people will take your invitation as 2 means of

rightino all of thé wrongs of,education in general or of their own educa- -

ya

t1ona1 exper1ences in part1cu1ar., Your function 1£4to listen to thexr

thoughts on collaboratlon, notethe1r criticisms of educat1on. I suggest \

o

TN

here that~yqu b$ assert1ve, but “not defen51ve. You will qeed~these>con-‘

tacts and friends later on. Often a first time attacker will become a
. - R - J

.

»friénd after he or she has exhaufted his or her agenda and still finds yeu
cominglback for‘more”&iscussions. Aftéf all, your continugdfreappearance

N .

with some attackers gives that person a sense of power, if in no.other area, S

. . 2 .

at least in the personality power area,

"

During this process of thinkingtwith strangers, you are realiy selling

. . .
3 ° . o o

‘other. - ' _ o o o .

yourself and your concepts.' You must be a salesman to work with power peonle
as there nust be a benefit for themftod. This time consuming)step of meeting

new people on an individual basis and selling will have an -impact on your

- . ) L

‘thinking; it is an extremely crucial step. If you dermonstrate that other..

people do couot;"theu later whenoyou call a large meeting, people will tend

to attend because your Ideas becoiie the1r ideas. In a reverse way, - I am

sayrng do not. call a mass meeting’ f1rst and_ then expegf th1ngs to follow ’

naturally. You must lay the groundwork before successful meetlngs can be

- v
)

held, 1In fact, you must not only lay the oroundwork but you must 1noure o

)

that\the outcome is favorable for;collaborat1ve efforts. After a11 colla- -

EXN

boratlon has ' already begun in the micwo settlngs here, lunche\l etc., because -

<A

j‘both-you‘and zhe others;have shared 1deas.‘ Perhaps you have 1nf1uenced each

In collaborative efforts, I supgest you cons1der'do1ng the follow&ng .

- - ¥

thlngs‘ o -2-' .

\
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o 1. Meetfon,the}r turf! Turfdom is extremely importard® in the animal worid
. .and that ‘includes the human woxld, The mé‘e_secure the sfrangef is, -
- R 5 - . ‘ . {
the more, likely it is :that he or she will listen to you\ Neutral ground
. ! N _ Aty

‘g - g2 ' . . ' : . .
Hu;foo%'are’also acceptable first meeting items, ~ B |

s . . - ‘

’.

S - 2, Be sensitive to other people. -Learn to read body_ianghage. f.earn what
it is like to be in the other Person's situation. Hake ‘sui'e that when

. - .
. ) . <

o

H// you heet the stranger, ycur thoughts and infotﬁation are organized and - .

- - [ : . .
. . .
: . N
-

. Vafcurdte. P . _ . . : :
- : N : : . D : . .

- ] . -

3."khep your eyeballs 'on the ce *ling. This’ means -that you;{ust 1earn to

1

~ .

becone a th1rd'person and obsefve yourself and_others as you operate in

- » 0 . J . r . LB ' V a

a soclal s1tuat13n._ Note power and soc;al moves. Learn to coneeptual;ze*” ‘.

v . L e o 5. . o J ' / ! '

the whole sdene: Scene I, the irmediate situation; Scene II, the irmediate
. . » I o . . “ A L - g A
3 . ) - . ) o,
- mixed.with,the past to predict the future siﬁuation foEVindivfduals and

" . . . - i

+ organiZations; Scene .lII,-the.roles individuals or organizations ‘can and
.. AES . . X . h

.~ . __— . . . o : . : . I
; S will aesuﬁe in collaborftive efforts., HoWeGe;,,Be‘ﬁ;;y of the politics -
R e?ongﬁand betheeo people ahd‘oggonizetions,erou eaﬁ'get;trepped. T
. 4, Rea{ize thettfeeietahce to chenge, or-thevouf of date:thihking thét:I - :
. .. e LT P . . - e
’ T mehtioned earlier-is like'the Chiha wdll, But, evé‘y wéli'has ?raeks:, >,
’ aod what you déed to do is f%ﬁd but one crack and qu1cP1y step through ’
. . it to move organ1zat1ons into collaborative agreements. In other vords,

e e CNe
.« . ’ a person inside maklng comments_ls worth,two a;m1es»outsidc shouting the
g " game words. N L e e s

N i . / . .- .

5, Develop and 11stﬂn for n/tworks of people.' Aibdsine

or. union memhef

<

. " may be~also a town,pol1t1c1an or the. head-of 80 Hcluh, church group, -etes ';A

.

/ i_‘ His ther-than-work group may w1e1d other inff’:;:e:\\ahen too, the manager
L of one companv W111 have - a. c1vc1e of\fr1cnd§ Gho are_ nngcgs of othet '

LI ~

L_compan1ee. Fr1endo and assoc1ates are more 11ke1y to - 11st9n to/other

.

.
.

\

ERIC
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. 1. -
- ’ P . .
or urban area, an area: in trans1t1on, etc,

° V;Ii_
friends and a§soc1ates. You will need people‘with credibility to support
your ideas uhich, over t1me, canhbecome their ideas if you sell them pro-
lake sure these people with'credibility gain credit for’the~ideas

perly.
.ilahorative effort.

as"they'gain members for the
A 7, o s .'.:= N .
oncurrent with the above you should: N\ -
. < ) g .’ .I\ = o ) . . .
a corridor heétween two cities, a rural R
H1story‘has much to say about

Recognize'fhe nature of your area:

v

\

**ansportatlon and other demograph1c and. ecolog1cal factors and their
All of these items~haveyan‘impact.on the powver

1mpacts upon pedple. ]

-

structure ‘and 1ts mode of thi nk1ng.
'Uatch the*po 1t1cs of the area’and avoid ‘being 1dent1f1ed with any one
If you can

.2. a
e side.-

| get both s1des speak1ny for you, you wall have a pood power base.

‘now that real power may be

However, recogn1zp the power 1nherent in pol1t1cs.

nower brokers.
['.

\"'\ "
3. Deterh1ne who are the v1sual
h1dden so develop a sens1t1v1t" to cues glvon by the V1sua1 power brokers.
Power likes riore power or

. Ask carele questlons about who decides what.
)

. N H

;benef1ts. Therefore,‘as you sell collaborat1on, veave in benef1ts to

]

3

. decision makers. _
Do not plan to always start at the top of the power block because what

JF

A.

is seen as one block ‘can’ in real1ty be many snall blocks controlled by
‘Start where you can and sell' Often a lower

' a h1dden 1mportant someone,
p% figure can help make th1ngs happen w1thout gett1ng the top poWer

/
e #
O !
H v T
. AN
.

T
keepnyour frlends and enem1es posted on what you are do1ng.

broker 1nvolved.

‘4

P
_."w”fi“'Szw Communzcate.v
.‘{; - . erte letters to keep people 1nFormed, explaun1nr the what and why of
! ‘ your act1ons,for.collaboratlon. wr1te newspnper columns on the topic,
i f o w ___‘_;____,_.___-—v- e )
I N
.

.
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especially in the free mewspapers. I suggest this because many people

who are homebound read free newspapers.from cover to cover, These home—
boﬁnd people Ofée“ have influence on péwer brokers. Cet on radio and
television, but wa.'“t-éh th --exposure so that the c::l;labOrative effort does
notabeéoﬁé‘yépr-idea~or-you. Stress ﬁhe collaboratiQé successés of any
grO“Psf.esééciaily'those in your area. 'Tﬂere iSIHOthing that breeds

s 1 {ici e el s . )
success like publicized success, Publicize the first successes of any

group you get togeghér. : - . W . : o

~6. Do not” ignore labor. Too ﬁaﬁy educators make the mistake of calling on

-

1]

o

[ERJf:":Y-

Qo . e e _
~also give you some indicators that might be used ;to ascertain the power :
. . ) L g i .

: 'businepg@aﬁd industry and ignoring labor because the former have been

easily identified as powerful people. Union leaders are also poverful

people ss are the rank and file members, Let me remind you of the story.

w.'Of‘the.coaIIStriké with all of its happenings Fé'hring this point put,

 Union péople are'ofFed.more:éOncefned abéut education for tﬁe general

_'v/pgblic than Som; dansérvafiVe businesémen.> Use care here bécahsé with
the right-peoéle’yOu can get iﬁ thF wrongisituéziont_ an,anti union or
anti bgsiAess manégement spli;. If'ysuzfiﬁd Yo“rﬁelf"éédghf;in A difFis

cult»Situatidn, remind the {parties iﬁvolved thét'ﬁou‘are:ndt at the bar—
o o \ - g . . . . . S ‘ ) )

B

SﬂInihg table, but are involving them for the goofl of the studehts.
. : | R P .

7.,/;“!5:n to count to ten.. You will have bad experiénces and periods of time

N

. where you will think all is lost. Keep the courage of ypur convictions]
. " ; . . . . AN

Just keep gOing. Oﬂe thing pOWe‘r Stfuctures cnﬁnot_ stand is a force that |

. ] = B
_will not give up. Remember the anti Vietnam Wgr movement and President.
i - -, . . e} b § ) ]

a i f
. . - i

.

n

Johnson,-.. T - v P -

¢

I have attemptsé to semsitize you to the chaliging nature of power and
L ) hel : a

;
@ i - v e —————
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/ © structure in your area. From my expericnce, I have suggested a number of

P

things you can do to work with power structures in developing a collabora- ,

i

ALY

tive effort betveen business, education, labor, indusiry and government,

Finally, ‘I have suggested thingé‘you must <o to and with yourself if you wish

. ~

S to be:successful in your attempt to involve outside sroups in education, .

el B N R o . , :
I have to admit though that my own personal mode of behavior is that

if_all_elsg“failss»use your whip and start counting up from”élévgn. We

- . . >
. s " . . -
must move forward, C ' . . )
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