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Summary

The s tu d y  aim s to  dev e lo p  a th e o ry  o f  change in  e d u c a tio n a l  i n s t i t u t i o n s  

by exam ining th e  way p eo p le  p e rc e iv e  t h e i r  o r g a n is a t io n a l  s i t u a t i o n s .

Two p r o j e c t s  w ith  seco n d ary  com prehensive sc h o o ls  w ere u n d e rta k e n .

One was co n ce rn ed  w ith  prob lem s o f  i n s t i t u t i o n a l  e v a lu a tio n  and th e  

o th e r  was a change programme in  th e  management o f  th e  s c h o o l. Both 

p r o je c t s  w ere co n ce iv ed  in  te rm s o f  a phenom eno log ical view  o f  

o r g a n is a t io n  and a tte m p te d  to  e x p lo re  th e  m eaning o f  change to  th e  

members o f  th e  o r g a n is a t io n .  In  b o th  c a se s  th e  im p o rtan ce  o f  a 

p e rs o n a l  and s u b je c t iv e  p e r s p e c t iv e  f o r  each  in d iv id u a l  was th e  o u t

s ta n d in g  c o n s id e r a t io n .  A r is in g  from th e  work came th e  need  f o r  a 

t h e o r e t i c a l  u n d e rs ta n d in g  o f  how change in  o r g a n is a t io n  o c c u rs  and 

th e  s tu d y  d ev e lo p s  th e  id e a  t h a t  in d iv id u a ls  p e rc e iv e  th e  w orld  in  

te rm s o f  an i d io s y n c r a t i c  n a r r a t i v e .  Each in d iv id u a l  p e r c e iv e s  change 

in  te rm s o f  h i s  own a u to b io g ra p h ic a l  " s to r y " .  By u s in g  te c h n iq u e s  

from c o u n s e l l in g  and p sy c h o th e ra p y , in d iv id u a ls  can be made more 

aware o f  t h e i r  'n a t u r a l '  s e l f  and in  so  do ing  change t h e i r  view  o f  th e  

w orld . Thus a s  an in d iv id u a l  changes h i s  view  o f  h im s e lf ,  he a l s o  

changes h i s  view  o f  th e  o r g a n is a t io n  to  w hich he b e lo n g s  w ith  

im p lic a t io n s  f o r  h i s  o r g a n is a t io n a l  b e h a v io u r . The consequence i s  

t h a t  o r g a n is a t io n a l  change i s  c o n d i t io n a l  upon p e r s o n a l  change -  b o th  

a c tu a l ly  and p e r c e p tu a l ly .  I f  e d u c a tio n a l  i n s t i t u t i o n s  a re  to  change, 

p rim ary  a t t e n t i o n  m ust be on in d iv id u a ls  a s  'p e r s o n s ' r a th e r  th a n  on 

s t r u c t u r a l  and te c h n o lo g ic a l  m a t te r s .  O rg a n is a tio n s  a re  e x p la in e d  as 

c o l l e c t i v e  f a n t a s i e s  in  w hich in d iv id u a l  p e r c e p t io n s  a re  accommodated 

to  a llo w  in d iv id u a ls  to  p u rsu e  t h e i r  s e l f - i n t e r e s t  by n e g o t ia t io n  

w ith  o th e r s .  The dynam ics o f  o r g a n is a t io n s  d e r iv e  from  th e  dynam ics 

o f  in d iv id u a l  p s y c h o lo g ic a l  exchanges.
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TOWARDS A SUBJECTIVE THEORY OF ORGANISATIONAL CHANGE 

AND DEVELOPMENT WITH PARTICULAR REFERENCE TO 

EDUCATIONAL INSTITUTIONS

The th e o ry  i s  b ased  on th e  assum ption  t h a t  p e o p le  c r e a te  t h e i r  own 

w orld s  o u t  o f  t h e i r  l i f e  e x p e r ie n c e . We p e rc e iv e  th e  w orld  in  ways 

t h a t  a re  d e te rm in ed  by o u r p e r s o n a l i t i e s  so t h a t  a change in  

p e r s o n a l i ty  i s  fo llo w ed  by a changed view  o f  th e  w o rld . I  s h a l l  

d e f in e  p e r s o n a l i ty  in  te rm s o f  th e  aw areness o f  s e l f ,  s e l f - c o n s c io u s 

n e s s ,  s e lf - a w a re n e s s ,  s e lf - im a g e  and so on . I n d iv id u a ls  who have 

p o o r s e lf - im a g e s  o r  u n r e a l i s t i c  u n d e rs ta n d in g  o f  th e m se lv es  d i s t o r t  

th e  w orld  o f w hich th e y  a re  a p a r t .  I n d iv id u a ls  who a re  w e ll  a d ju s te d  

and r e a l i s t i c  ab o u t th e m se lv es  w i l l  view  th e  w o rld  r e a l i s t i c a l l y  

(though n o t  in  e x a c t ly  th e  same way a s  anyone e l s e ) .

Changes in  o r g a n is a t io n s  o ccu r as  in d iv id u a l s  change . As an in d iv id u a l  

changes so h i s  view  o f  th e  w orld  changes and so he p e rc e iv e s  

o rg a n is a t io n s  d i f f e r e n t l y .  D if f e r e n t  p e r c e p t io n s  le a d  to  changed 

b e h a v io u rs  and o r g a n is a t io n a l  change i s  a co nsequence . However, no 

one p e rc e iv e s  b eh a v io u r o r  h i s  w orld  in  th e  same way a s  anyone e l s e  so 

change t h a t  does o ccu r i s  p e rc e iv e d  s u b je c t iv e ly .  Members o f 

o rg a n is a t io n s  a r e  a b le  to  work to g e th e r  b ecau se  t h e i r  d i f f e r i n g  

p ic tu r e s  o r  " f a n ta s ie s "  can accommodate one a n o th e r  (a re  c o n g ru e n t) .

P e r s o n a l i ty  i s  e s s e n t i a l l y  a s e l f - c o n c e p t  -  co n c e p ts  ab o u t m y se lf  and 

r e l a t e d  c o n c e p ts  ab o u t o th e r  p e o p le . A t th e  c o re  i s  a so u rce  o f  ' I  am' 

which i s  c o n s i s t e n t  and p e r s i s t e n t .  I  c a l l  t h i s  th e  i n t e g r i t y  o f  th e  

p e r s o n a l i ty  -  t h a t  i s ,  I  am alw ays e s s e n t i a l l y  th e  same p e rso n  

however I  may change and d e v e lo p . We n ev e r know co m p le te ly  w hat t h i s  

'c o r e '  p e r s o n a l i ty  i s  -  t h i s  b a s ic  co n ce p t o f  s e l f  w hich we f e e l  r i g h t
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ab o u t and w hich we can p a r t l y  d is c o v e r  in  p sy c h o th e ra p y . We have to  

have means o f  d e s c r ib in g  how we p e rc e iv e  o u r s e lv e s ,  w hat we do and 

w hat happens to  u s . To do t h i s  we u se  language w hich i s ,  l i k e  a l l  

la n g u a g e s , s o c i a l l y  d e te rm in e d . But language in  use  soon ta k e s  on a 

fo rm al and r i t u a l i s e d  a s p e c t  o r  form which we imbue w ith  a p e rs o n a l  

l i t e r a r y  f la v o u r .  P e rs o n a l language has  p e r s o n a l  ( in d iv id u a l)  

c h a r a c t e r i s t i c s  and i f  we ask  anyone to  d e s c r ib e  e v e n ts  th e s e  e v e n ts  

w i l l  be d e s c r ib e d  in  a d i s t i n c t i v e l y  p e r s o n a l ,  id io s y n c r a t i c  way.

Some e v e n ts  in  l i f e  a re  so r i t u a l i s e d  t h a t  th e  language i s  d e p e rs o n a l is e d  

o r  a p h a s ie  (o f Mangham's d ra m a tu rg ic a l concep t) b u t  much o th e r  lan g u ag e , 

b ecau se  i t  d e a ls  w ith  ex ten d ed  s i t u a t i o n s ,  becomes a p e rs o n a l  

n a r r a t i v e .  T h is  i s  th e  language we use  to  d e s c r ib e  w hat happens in  

o r g a n is a t io n s  and we u se  a p e r s o n a l  n a r r a t iv e  s t y l e  in  o rd e r  to  do 

t h a t .  T h is  means we te n d  to  make up o r  c r e a te  s t o r i e s  ab o u t w hat i s  

g o ing  on and th e s e  s t o r i e s  e x p re s s  many o f  th e  c o n ce p ts  t h a t  we u se  to  

d e s c r ib e  o u r s e lv e s .  These s t o r i e s  w i l l  te n d  to  be i t e r a t i v e  and may 

w e ll p re d e te rm in e  how we p e rc e iv e  new s i t u a t i o n s  and re sp o n d  to  them .

T here i s  a c lo s e  r e l a t i o n s h ip  betw een th e  i s s u e s  we see  a s  im p o r ta n t 

in  u n d e rs ta n d in g  o u r s e l f - c o n c e p t  and is s u e s  we see  a s  s i g n i f i c a n t  

in  o u r co n ce p t o f  o r g a n is a t io n s .  In  f a c t  i f  you ask  p e o p le  ab o u t 

m a n a g e ria l b e h a v io u r , th e y  w i l l  a l s o  l in k  d e s c r ip t io n s  o f  how a 

manager behaves w ith  some e v a lu a t io n  o f  h i s  p e r s o n a l i ty .  For exam ple, 

one head o f  an i n s t i t u t i o n  whom I  know who behaves in  an a u t h o r i t a r i a n  

and h ig h  handed way i s  o f te n  d e s c r ib e d  as  e g o c e n tr ic  and a m egalo

m aniac by h i s  s u b o rd in a te s  and c o l le a g u e s .

C o u n se ll in g , R og erian  and G e s ta l t  th e o r ie s  o f  p e r s o n a l i ty  ( s e l f -  

c o n ce p t th e o r ie s )  e x p la in  how in d iv id u a ls  p e rc e iv e  th e m se lv es  b u t  

a ls o  e x p la in  how complex p e r s o n a l i ty  i s .  From c o u n s e l l in g  and
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p sy ch o th e ra p y  a r i s e s  th e  aw areness t h a t  b e h a v io u r , p e r c e p t io n ,  

u n d e rs ta n d in g  and e x p la n a tio n  c a n n o t be u n d e rs to o d  a t  a s in g le  p o in t  

in  tim e . In  th e ra p y  an in d iv id u a l  i s  c o n t in u a l ly  d is c o v e r in g  "new" 

knowledge ab o u t h im se lf  and " p e e lin g  o f f  th e  la y e r s  o f  th e  o n io n " .

But much o f  th e  ' l e a r n i n g '  i s  r e t r o s p e c t iv e  in  t h a t  i t  may be many 

h o u rs  (w eeks, months o r  even y e a rs )  b e fo re  some c r i t i c a l  u n d e rs ta n d in g  

o c c u rs  w hich a llo w s  th in g s  to  c l i c k  in to  p la c e .  T h is  u n d e rs ta n d in g  

comes from  a r e a l i s a t i o n  t h a t  som eth ing  q u i t e  fundam ental h a s  n o t  

been a d m itte d  b u t  when i t  has been  e v e ry th in g  e l s e  f i t s  i n .  In  

p sy c h o th e ra p y , we c o n s ta n t ly  f in d  th e  need to  re a c h  a deep la y e r  in  

o rd e r  to  d e a l  w ith  th e  p r e s e n t in g  p roblem  and I  have found t h i s  to  be 

e q u a l ly  t r u e  o f  o r g a n is a t io n a l  p ro b lem s. T here i s  a p o in t  in  th e ra p y  

when k a t h a r s i s  i s  e x p e rie n c e d  and th e r e  i s  a p e r s o n a l  aw areness t h a t  

an is s u e  h as  been  worked th ro u g h  to  r e s o lu t io n .  Such i s  a l s o  th e  

ca se  w ith  o r g a n is a t io n s .

O rg a n is a tio n  c o n su lta n c y  i s  n o t a m a tte r  o f  d e a l in g  w ith  t a n g ib le  o r  

c o n c re te  p rob lem s (even when th e r e  i s  a te c h n ic a l  m a tte r  a t  i s s u e )  

becau se  th e y  do n o t e x i s t  a s  th e  t o t a l  ' r e a l i t y ' .  R a th e r  c o n su lta n c y  

i s  d e a l in g  w ith  a la rg e  number o f  f a n t a s i e s  ab o u t th e  o r g a n is a t io n  

w hich d e r iv e  from p e rc e p t io n s  o f  in d iv id u a l s ,  th e m se lv es  d e r iv in g  from 

th e  v a r io u s  s e l f - c o n c e p ts .  To d e a l  w ith  'o r g a n i s a t i o n s ' we m ust d e a l  

w ith  member s e l f - c o n c e p ts  in  e x a c t ly  th e  same way a s  th e  p sy c h -  

t h e r a p i s t  d e a ls  w ith  th e  in d iv id u a l .  As in d iv id u a ls  change t h e i r  

p e r c e p t io n s  o f  th e m se lv e s , so th e y  change t h e i r  p e r c e p t io n s  o f  t h e i r  

w orld  (see  C a rl R ogers) and c o n se q u e n tly  t h e i r  o r g a n is a t io n s .  As a 

consequence so we can o n ly  work w ith  o r g a n is a t io n s  by w orking w ith  

in d iv id u a l s .

P sy ch o th e rap y  h as  been  concerned  la r g e ly  w ith  p a th o lo g ic a l  i n d i v id u a l s ,  

t h a t  i s  in d iv id u a l s  who a re  in  some m en ta l and em o tio n a l d i s t r e s s .
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However, we have a g r e a t  d e a l o f  e x p e r ie n c e  o f  th e ra p y  w ith  norm al o r  

h e a l th y  p e o p le  in ,  f o r  exam ple, T-G roups and E nco u n te r G roups. T h is  

i s  w here much o f  my own work has been  in  th e  l a s t  te n  y e a r s .  I t  has 

become c l e a r  t h a t  th e ra p y  i s  e x c e e d in g ly  h e lp f u l  f o r  norm al p e o p le ; 

" in d e e d  i t  h as  been su g g es ted  t h a t  E n co u n te r Groups e tc  a re  more 

u s e f u l  f o r  h e a l th y  p eo p le  th a n  th o s e  in  p a th o lo g ic a l  c o n d i t io n s .  I t  

fo llo w s  t h a t  o r g a n is a t io n s  can be u s e f u l ly  h e lp e d  to  d ev e lo p  a s  we 

h e lp  in d iv id u a ls  to  ach iev e  b e t t e r  u n d e s ta n d in g  o f  th e m se lv e s .

We can d e s c r ib e  th e  p s y c h o lo g ic a l app ro ach  to  o rg a n is a t io n s  a s  

phenom eno log ica l in  t h a t  i t  d e a ls  w ith  th e  m eaning t h a t  in d iv id u a ls  

g iv e  to  t h e i r  w o rld . What i s  o f  consequence to  an in d iv id u a l  i s  

alw ays h i s  p e rc e p t io n  o f  h im s e lf ,  th e  o r g a n is a t io n s  o f  w hich he i s  a 

member and th e  s o c ie ty  o f  which th e  o r g a n is a t io n  i s  a p a r t .  Many 

p e o p le  f in d  i t  d i f f i c u l t  -  and some im p o ss ib le  -  to  a c c e p t th e  

s u b je c t iv i t y  o f  t h e i r  e x p e rie n c e  and b e l ie v e  t h a t  a t r u e  o b j e c t i v i t y  

can be d is c o v e re d  by a n a ly s i s .  The prob lem  o f  r e s e a rc h in g  in to  

s u b j e c t i v i t y  i s  t h a t  c o l l e c t i v e  and a g g re g a te  'd a t a '  i s  i r r e l e v a n t  

and to  exam ine o r g a n is a t io n s  a s  s u b j e c t i v i t i e s ,  new r e s e a rc h  app ro ach es  

have to  be d ev e lo p ed . We a re  r e a l l y  co n ce rn ed  w ith  s in g le  c a se s  r a th e r  

th a n  m u l t ip le /m u l t ip le x  c a s e s .  The m ost h e lp f u l  way o f  u n d e rs ta n d in g  

o r g a n is a t io n s  would ap p ea r to  be by g e n e ra t in g  h y p o th e se s  and 

exam ining  them in  th e  l i g h t  o f  f r e s h  e x p e r ie n c e  b u t to  do so by 

a c t iv e l y  and o p en ly  sh a r in g  i n s ig h t s  and r e c e iv in g  d i r e c t  feed b ack  

r a th e r  th a n  by o b ta in in g  d a ta  and s t a t i n g  a h y p o th e s is  by an a t te m p t 

a t  anonym ity and o b j e c t i v i t y .

In  th e  p r e s e n t  s tu d y  an a u to b io g ra p h ic a l  approach  i s  u sed  to  d ev e lo p  

a r e s e a r c h  model and to  p ro v id e  d a t a .  By so do ing  I  have moved 

tow ards th e  e x i s t e n t i a l  end o f  th e  spec tru m  b u t i t  h as  been  my 

e x p e r ie n c e  t h a t  so much in s ig h t  i s  o b scu red  by th e  tu rb u le n c e  o f  th e
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mind t h a t  r e c a l l  o c c u rs  in  a m ost i r r e g u l a r  and e x a s p a ra t in g  way. I  

have been im p ressed  p e rh ap s  above a l l  by th e  amount o f  r e le v a n t  

in fo rm a tio n  t h a t  comes to  l i g h t  much l a t e r  th a n  I  sh o u ld  have l i k e d ,  

much o f  i t  o f  a h ig h ly  s i g n i f i c a n t  n a tu re  so  t h a t  new l i g h t  i s  throw n 

on o ld  p rob lem s a lm o st to o  l a t e  to  make u se  o f  i t .

Note on Form at

The s tu d y  i s  e s s e n t i a l l y  phenom eno log ical and as  such i s  concerned  

w ith  th e  p roblem s o f  th e  meaning t h a t  o rg a n is a t io n s  have to  t h e i r  

members. T h is  n e c e s s i t a t e s  a c o n t in u a l  aw areness o f  th e  n a tu re  o f  

s u b j e c t i v i t y  and o b j e c t i v i t y  and I  have t r i e d  to  use  a method o f  

p r e s e n ta t io n  t h a t  i s  i t s e l f  c o n s i s te n t  w ith  th e  t h e o r e t i c a l  p e r s p e c t iv e  

t h a t  I  have a d o p ted . A consequence i s  t h a t  th e  s tu d ie s  may ap p ea r 

e x c e s s iv e ly  e g o c e n tr ic  b u t  t h a t  i s  e s s e n t i a l  to  i t s  p u rp o se .

I  have u sed  th e  term  “phenom enology" p e rh a p s  to o  lo o s e ly  f o r  some.

T here i s  no s ta n d a rd is e d  v o c a b u la ry  among s o c ia l  p h en o m en o lo g is ts  and 

quasi-phenom em olog ical w r i t e r s  p e rh ap s  b ecau se  phenom enology o f te n  has 

an a n a rc h ic  q u a l i t y .  I t  i s  d i f f i c u l t  to  co nduct a s tu d y  l i k e  t h i s  

and be a s  c o n s i s t e n t  in  th e  use  o f  language as  one would l i k e  because  

words have d i f f e r e n t  m eanings in  d i f f e r e n t  c o n te x ts .  Two such  words 

a re  " s u b je c t iv e "  and " o b je c t iv e "  where common usage i s  d i f f e r e n t  from 

th e  usage o f  some p h en o m en o lo g is ts . Jeh en sen  makes th e  d i s t i n c t i o n  

t h a t  " th e  s u b je c t iv e  meaning i s  th e  m eaning an a c t io n  h as  f o r  an a c to r ,  

o r  th e  m eaning and r e l a t i o n  a s i t u a t i o n  has f o r  th e  p e rso n  in v o lv e d .

The o b je c t iv e  meaning i s  th e  m eaning th e  same a c t io n ,  r e l a t i o n  o r  

s i t u a t i o n  has f o r  anybody e l s e . "  ̂ In  norm al usage  i t  i s  n o t  alw ays 

p o s s ib le  to  make t h i s  d i s t i n c t i o n  and I  have n o t a tte m p te d  to  do so

 ̂ Roger Jeh en sen : Phenomenology o f  th e  Form al O rg a n is a tio n  in  
P s a th a s  G (1973)

—
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in  th e  e x p e c ta t io n  t h a t  th e  c o n te x t  w i l l  a lw ays make th e  m eaning 

c l e a r .  The s tu d y  h as  been re a d  in  p a r t  by s e v e ra l  c o l le a g u e s  and 

I  hope such  lang u ag e  prob lem s have been  c le a r e d  up g iv e n  t h a t  th e  

u se  o f  lan g u ag e  i s  d ep en d en t on th e  p ro g re s s  o f  th e  argum ent and 

" “ th e  d i s p o s i t i o n  o f  th e  r e a d e r .

The g e n e ra l  a rran g em en t o f  th e  t e x t  i s  t o  g iv e  an  a u to b io g ra p h ic a l  

a c c o u n t o f  th e  developm ent o f  a t h e o r e t i c a l  p e r s p e c t iv e  on o rg a n 

i s a t i o n a l  change . The th r e e  d im en sio n s o f  th e  s tu d y  a r e  th e  s e a rc h  

fo r  a method o f  u n d e rs ta n d in g  o r g a n is a t io n s ,  two r e s e a r c h  p r o je c t s  

w hich le d  to  ' i l l u m i n a t io n ' o f  th e o ry  and an  a cc o u n t o f  a th e o ry  

o f  o rg a n is a t io n s  w ith  o r g a n is a t io n a l  and p e rs o n a l  d im en sio n s  - t h e  

th e o ry  o f  o r g a n is a t io n a l  change t h a t  e v e n tu a l ly  came o u t  a s  m ost 

p e r s u a s iv e  to  me.

T here a r e  two a c c o u n ts  o f  r e s e a r c h  and c o n s u lta n c y  in  w hich I 

engaged and from w hich developed  th e  t h e o r e t i c a l  p e r s p e c t iv e  

d e s c r ib e d  in  t h i s  s tu d y . They r e p r e s e n t  th e  " re s e a rc h  com ponent" 

in  a c o n v e n tio n a l s tu d y  though  th e y  a r e  employed h e re  to  g e n e ra te  

th e  p rob lem s w hich th e o ry  has  to  be co nce rned  w ith .

The s tu d y  h as  some o f  th e  q u a l i t i e s  o f  a (com plete?) patchw ork  

q u i l t  and id e a s  a re  o rg a n is e d  more in  th e  way o f  a n a r r a t iv e  th a n  

a c o n v e n tio n a l r e s e a r c h  r e p o r t .  I  hope i t  w i l l  be i n t e r e s t i n g  to  

re a d  e s p e c i a l l y  by anyone who e n jo y s  th e  n o v e ls  o f  John F ow les.

A d d i t io n a l ly ,  o th e r  p a p e rs  and p u b l i c a t i o n s  a re  a v a i la b l e  a s  

a n c i l l a r y  m a te r ia l  g iv in g  com plem entary  m a te r ia l  w r i t t e n  w h ile  th e  

th e o ry  was b e in g  d e v e lo p e d .
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1. The S t a r t  o f  th e  S to ry  /
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The th in g s  humans b e in g s  im agine a re  alw ays so much w orse th a n  th o s e  

th e y  e x p e r ie n c e . E x p e rie n c e , however h o r r i b l e ,  c a r r i e s  w ith in  

" i t s e l f  i t s  own i n b u i l t  im m un ities  f o r  men b u t im a g in a tio n , ch arg ed  

w ith  in v e n tin g  a s u b s t i t u t e  f o r  e x p e r ie n c e , alw ays goes f a r  beyond 

th e  rea lm  o f  r e a l i t y .  Im agined in ju r y  and s u f f e r in g ,  I  have found 

a re  f a r  more d i f f i c u l t  to  come to  te rm s w ith  th a n  s u f f e r in g  

e x p e rie n c e d  and l iv e d  th ro u g h  to  th e  end -  no m a tte r  how t e r r i b l e  

th e  s u f f e r in g .

L van d e r  P o s t  -  The N ig h t o f  th e  New Moon
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1 . THE START OF THE STORY

T h is  S tudy d e r iv e s  from an  i n t e l l e c t u a l  jo u rn e y  over th e  p a s t  te n  

y e a rs  to  t r y  to  u n d e rs ta n d  th e  meaning o f  management when a p p lie d  

to  e d u c a tio n  and e d u c a tio n a l i n s t i t u t i o n s .  Management th e o ry  i s  

an a p p l ie d  a r t ,  a r a t i o n a l e  and j u s t i f i c a t i o n  fo r  what p eo p le  

b e l ie v e  to  be t h e i r  b e s t  p r a c t i c e .  The developm ent o f  a th e o ry  

o f  o r g a n is a t io n s  has s u f fe re d  f r a n  t h i s  c o n te x t  and th e  f a c t  t h a t  

a lm o s t ev e ry  academ ic d i s c i p l i n e  a re a  can  p roduce i t s  own th e o ry  

o f o r g a n is a t io n s  -  econom ic, c y b e r n e t ic ,  s o c io lo g ic a l ,  p sycho 

l o g i c a l ,  b io lo g ic a l  and so on -  in d i c a te s  how d i f f i c u l t  i t  i s  to  

d ev e lo p  a complex c o h e re n t  th e o ry  o f  management, o r even an 

ad eq u a te  d e s c r ip t io n  o f o r g a n is a t io n a l  b e h a v io u r .

Most management te c h n iq u e s  s t a r t  a s  a lo g i c a l  c o n c e p tu a l is e d  id e a  

and a r e  th e n  p u t to  th e  t e s t  and m o d ified  a c c o rd in g ly  -  no bad 

app ro ach  a t  a l l  were i t  n o t t h a t  j u s t i f i c a t i o n  i s  g e n e r a l ly  r e t r o 

s p e c t iv e  and d e fe n s iv e  r a th e r  th e n  d ev e lo p m en ta l and r e s p o n s iv e .

The c o n c e p t o f  management in  e d u c a tio n  h as  spawned a r a s h  o f a t te m p ts  

to  im p o rt id e a s  from e lsew h ere  in  management and a p p ly  them to  

e d u c a tio n a l  s i t u a t io n s :  th e  e f f e c t  has been  l i k e  th e  f i t t i n g  o f  th e

g la s s  s l ip p e r  to  th e  u g ly  s i s t e r ' s  f o o t . l  I t  i s  no d o u b t in e v i t a b l e  

t h a t  e v e n ts  shou ld  fo llo w  t h i s  p a t t e r n  b u t  th e  tim e  h as  come fo r  

some s e r io u s  a t te m p ts  to  d ev e lo p  th e o r i e s  o f  o r g a n is a t io n  t h a t  d e r iv e  

from an  e x p lo ra t io n  o f  what p eo p le  in s id e  o rg a n is e d  e d u c a tio n  b e l ie v e  

to  be happening  r a th e r  th a n  from th e  im posing o f  m odels ta k e n ,  o f te n  

w ith  g r e a t  c a r e le s s n e s s  ( e .g .  MBO) from e lse w h e re .

 ̂ The h i s to r y  o f  t h i s  p ro c e s s  i s  r e f l e c t e d  in  each  volume o f
"E d u c a tio n a l A d m in is tra tio n "  th e  J o u rn a l  o f  th e  B r i t i s h  E d u c a tio n a l 
A d m in is tra tio n  S o c ie ty  which commenced p u b l ic a t io n  o n ly  in  1973,

Problem s o f  d ev e lo p in g  an  a d e q u a te  t h e o r e t i c a l  b a s is  in  N orth  
A merica have proved even more d i f f i c u l t  and th e  E d u c a tio n a l Admin
i s t r a t o r s  a re  e x p e r ie n c in g  an  ex trem e c r i s i s  o f  c o n f id e n c e . See 
G re e n f ie ld ,  Thomas B: R esearch  in  E d u c a tio n a l A d m in is tra tio n  in  th e  
U n ited  S ta te s  and Canada: An O verview  and C r i tq u e ,  1979.
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T here i s  a n e c e s s i ty  to  exam ine more c lo s e ly  a d e f i n i t i o n  o f  educa

t i o n a l  i n s t i t u t i o n s  f o r  th e y  a re  a t te m p ts  to  o rg a n is e  and i n s t i t u 

t i o n a l i s e  an e s s e n t i a l  s o c i a l  p ro c e s s .  S ch o o ls , c o l le g e s  and 

u n i v e r s i t i e s  a re  n o t  concerned  in  m a n u fac tu rin g  a p ro d u c t w hich 

depends on an in h e re n t  te c h n o lo g y , r a th e r  th e y  a re  lo c a t io n s  o f  

p a ssa g e  w here in d iv id u a l s  come f o r  th e  e s s e n t i a l  a c t i v i t y  o f  

p e r s o n a l  i n t e r a c t i o n  in  an env ironm ent c r e a te d  as s u i t a b l e  f o r  a 

le a rn in g  p ro c e s s .  In  th e s e  i n s t i t u t i o n s  much e d u c a tio n a l  a c t i v i t y  

i s  fo rm a lis e d  b u t a g r e a t  d e a l  i s  n o t .  W hatever c h a r a c t e r i s t i c s  a 

sc h o o l may have t h a t  e n a b le  us to  d e s c r ib e  i t s  c u l tu r e ,  t h a t  c u l tu r e  

i t s e l f  i s  c lo s e ly  r e l a t e d  to  th e  g e n e ra l  so c io -econom ic  c u l tu r e  o f  

th e  w id e r s o c ie ty  i n  w hich i t  i s  embedded. W hile i t  i s  t r u e  t h a t  

a l l  human e n t e r p r i s e ,  i n s t i t u t i o n a l i s e d  o r  n o t ,  has s o c i a l  s i g n i f i 

cance ( th e  whole id e a  o f  th e  p sycho logy  o f  th e  w orkp lace  draws our 

a t t e n t i o n  to  one a s p e c t ) , i t  i s  o n ly  when we come to  exam ine o rg a n is e d  

e d u c a tio n  t h a t  we can see  c l e a r l y  th e  s ig n i f i c a n c e  o f  t h a t  o rg a n is a 

t i o n  in  con tem porary  s o c ie ty .  The un ique q u a l i t y  o f  e d u c a tio n  i s  

t h a t  i t  i s  th e  o n ly  i n s t i t u t i o n a l i s e d  p ro cess^  t h a t  a f f e c t s  v i r t u a l l y  

ev e ry  member o f  s o c ie ty  a t  one tim e  o r  a n o th e r  -  i t s  p a r a l l e l s ,  

h o s p i t a l s ,  p e n a l i n s t i t u t i o n s  and c h u rc h e s , concern  o n ly  s e le c te d  

members o f  s o c ie ty .

I t  i s  te m p tin g  to  a t te m p t a "g rand  th e o ry "  o f  o r g a n is a t io n s ;  o n e 's  

en th u siasm  to  d e s c r ib e  a t o t a l  th e o ry  o f  o r g a n is a t io n s  i s  d i f f i c u l t  

to  r e s t r a i n . ^  But th e r e  i s ,  by lo o k in g  a t  e d u c a tio n a l  i n s t i t u t i o n s ,  

th e  o p p o r tu n i ty  to  seek  f o r  some s i g n i f i c a n t  g e n e ra l  co n ce p ts  which 

can form  th e  b a s is  f o r  d ev e lo p in g  more s p e c i f i c  th e o r i e s  o f  o rg a n is a 

t i o n .  The v a lu e  o f  g e n e r a l i t i e s  i s  t h a t  th e y  a re  g e n e r a l ly  a p p l ic a b le

 ̂ O th e r , p e rh a p s , th a n  governm ent.

 ̂ Some o f  th e  p h en o m en o lo g is ts  l i k e  H u sse rl seem to  have f a l l e n
i n to  t h i s  t r a p .  See Bauman, Zygmunt (1978) p l l l - 1 3 0 ,  and 
Wepman and Heine (1974).
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b u t am enable to  s p e c i f i c  r e l a t i o n s h ip  when r e q u ir e d .  F u rth e rm o re , 

i t  has become in c r e a s in g ly  c l e a r  t h a t  th e  s u b je c t iv e  e lem en t in  

th e o ry  b u i ld in g  i s  so s tro n g  fo r  ev e ry o n e , t h a t  we may as  w e ll  ta k e  

t h a t  as  th e  s t a r t i n g  p o in t  and t r y  to  u n d e rs ta n d  th e  s u b je c t iv e  

n a tu re  o f  o r g a n is a t io n  th e o ry .  I f  i t  can be ta k en  as a x io m a tic  t h a t  

a l l  o r g a n is a t io n  th e o r ie s  a re  s u b je c t iv e  we have a new b a s is  f o r  u n d er

s ta n d in g  th e  "meaning" o f  th e o ry .

My own p e r s o n a l  e x p e rie n c e  as  a member o f  many o r g a n is a t io n s  d u rin g  

my l i f e t i m e  h as  drawn me tow ards s e e in g  th e  v a lu e  in  a s u b je c t iv e  

view o f  o r g a n is a t io n s  as a g a in s t  th e  p re te n c e  t h a t  th e r e  i s  an 

e x t e r n a l l y  o b je c t iv e  view . e x p e r ie n c e  o f  p rim ary  s c h o o l, secondary  

s c h o o l,  and u n iv e r s i ty  as  a s tu d e n t  was u n iq u e ly  mine and I  p e rc e iv e d  

th e s e  i n s t i t u t i o n s  in  ways t h a t  w ere p e c u l i a r l y  and e x c lu s iv e ly  m ine. 

L ikew ise  a long  a s s o c ia t io n  w ith  th e  M eth o d is t Church as  a c t i v i s t ,  

re fo rm e r , c r i t i c  and c o n s u l ta n t  made c l e a r  to  me t h a t  th e  q u a l i t y  

o f  my membership was a d i r e c t  consequence o f  my p e r c e p t io n s ;  

p e r c e p t io n s  n o t alw ays sh a re d  by o th e r  members. The 'm ea n in g ' o f  

a l l  th e s e ,  and many o th e r  o r g a n is a t io n s ,  was t h e i r  'm ean in g ' fo r  me 

and had I  been a n o v e l i s t ,  p o e t ,  d r a m a t is t  o r  j o u r n a l i s t ,  I  sh o u ld  

have e x p re s se d  my m eanings in  a p p ro p r ia te  form . O th e rs  w ould have 

'u n d e r s to o d ' my m eanings o n ly  i n s o f a r  a s  th e y  w ere a b le  to  f i l l  my 

words w ith  echoes o f  t h e i r  own e x p e r ie n c e .

One way o f  d e s c r ib in g  o r g a n is a t io n s ,  c o n se q u e n tly , i s  to  w r i te  ab o u t 

o n e 's  e x p e r ie n c e  o f  them . Such a cc o u n ts  m ust be t o t a l l y  v a l id  so  

long  as a r e a d e r  can a c c e p t th e  n a tu re  o f  th e  medium. Much s o c io 

l o g i c a l  and a n th ro p o lo g ic a l  in v e s t ig a t io n  u ses  n a r r a t iv e  r e c o l l e c t e d  

and re c o rd e d  in  th e  form o f  m em oir, r e c o l l e c t i o n  o r  t r a n s c r i p t i o n .

The m eaning o f  any s o c ia l  e x p e r ie n c e  i s  a t  i t s  p u r e s t  as  n e a r  to  th e
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s in g le  a c to r  as p o s s ib le ,  f o r  no two in d iv id u a ls  can f u l l y  sh a re  

th e  same meaning o f  an e x p e rie n c e  -  as th e  phenom eno log ical s o c io 

l o g i s t s  have p o in te d  o u t and a s  I  s h a l l  a rgue  l a t e r .

The need  to  u n d e rs ta n d  fo r  o n e s e lf  th e  su b co n sc io u s  l e v e l s  o f  

m eaning le a d s  to  th e  c o n s tru c t io n  o f  m en ta l m odels -  p e r s p e c t iv e s ,  

v ie w p o in ts , m a tr ix e s ,  a lg o r i th m s , h e u r i s t i c s ,  o r  w hat you w i l l .

The r a t i o n a l  (o r i r r a t i o n a l )  p ro c e s s e s  o f  th e  mind le a d  us to  

c r e a te  p i c tu r e  im ages t h a t  c o n tin u e  to  p r e c o n d i t io n  f r e s h  e x p e r ie n c e s  

As we become a t ta c h e d  to  o u r own 'm o d e ls ' we e le v a te  them beyond 

t h e i r  p e r s o n a l  w orth  to  seek  more g e n e ra l  a cc ep tan c e  and acknow ledge

m ent. There a re  many o f  th e s e  m odels f o r  o r g a n is a t io n s ,  such  as 

C offm an 's^  co n cep t o f  th e  c lo s e d  i n s t i t u t i o n ,  Lawrence and L o rs c h e 's  

' i n t e g r a t i o n - d i f f e r e n t i a t i o n ' c o n c e p t,^  B e r t a l a n f f y 's  open system s 

m odels ,^  F e s t i n g e r 's  'c o g n i t iv e  d is s o n a n c e ',^  and so on. A ll o f  

th e s e  we can make u s e fu l  so lo n g  as th e y  enhance o u r u n d e rs ta n d in g  

and do n o t r e s t r i c t  i t .

A p e r e n n ia l  problem  w ith  o r g a n is a t io n  m odels i s  t h a t  m anagers use  

them fo r  p u rp o ses  o f  c o n t r o l l i n g  what o th e r  p eo p le  do. Hence th e y  

become s u b je c t iv e  in  t h a t  th e y  a re  used  to  i n t e r p r e t  o n ly  one 

s ta n d p o in t .  For exam ple, i f  we ta k e  a model o f  an o r g a n is a t io n  as  

a com m unication netw ork we soon see  i t  in  term s o f  com m unication 

upwards and downwards and p e rc e iv e  us o u rs e lv e s  as b e in g  e i t h e r  'u p '

E rv in g , Goffman. Asylums P en g u in , H arm ondsw orth(1970).

P R Lawrence and J  W L o rsch e , O rg a n is a tio n  and E nv ironm en t: 
Managing D i f f e r e n t i a t i o n  and I n te g r a t io n
B oston , D iv is io n  o f  R esea rch , H arvard  B u sin ess  S c h o o l,(1967) USA

See A r t ic l e s  by L von B e r ta la n f f y  and o th e rs  ^  F .E . Emery (Ed) 
System s T h in k in g , P en g u in , H arm ondsw orth(1969).

L F e s t in g e r :  A Theory o f  C o g n itiv e  D isso n an ce , H arper & Row
(1957) .
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o r  'dow n' in  th e  o rg a n is a t io n .  A model o ugh t to  r o t a t e  f o r  each  

member i f  i t  i s  to  be g e n e ra l ly  u s e f u l  b u t  even so  th e  consequences 

o f  r o t a t i o n  may be in c o m p a tib le . To c o n tin u e  th e  exam ple, communica

t i o n  i s  (n e a r ly )  alw ays p e rc e iv e d  as  b e in g  d i r e c t i o n a l  b u t  i t  i s  

e q u a l ly  p o s s ib le  by u s in g  a n o th e r  model to  see  i t  a s  a m a tte r  o f  

sh a re d  v a lu e s  and hence n o t d i r e c t i o n a l  b u t p e rv a s iv e .  To argue 

t h a t  t h i s  view  i s  m e ta p h y s ic a l i s  o n ly  to  add a n o th e r  l a b e l  to  th e  

co n ce p t n o t to  in v a l id a t e  i t  and in  any c a s e , a member o f  an o rg an 

i s a t i o n  who has t h i s  model cind f in d s  i t  v a l id  fo r  him w i l l  work on 

t h i s  'm o d e l '. I f  o th e r s  in  th e  o r g a n is a t io n  use  th e  d i r e c t i o n a l  

m odel, a l l  o f  th o se  in v o lv e d  have to  d e a l  w ith  th e  consequences o f  

in c o m p a tib le  m eanings ( in  b o th  se n se s  o f  th e  word) and p e r c e p t io n s .

I  do n o t  w ish  to  deny th e  use o f  m odels s in c e  a model i s  o n ly  a way 

o f  s t r u c t u r i n g  e x p e r ie n c e  so  t h a t  we can d e a l w ith  i t .  W ithou t 

m odels th e r e  can be no th o u g h t p ro c e s s .  I  have to  adm it t h a t  I  

th in k  my own m odels a re  th e  b e s t  f o r  th e  tim e b e in g  though I  can n o t 

deny th e  u s e fu ln e s s  o f  o th e r  m odels f o r  o th e r  p e o p le . But I  alw ays 

u n d e rs ta n d  my 'ow n' models b e t t e r  th a n  anyone e l s e ' s .  As a member 

o f  many o r g a n is a t io n s  my co ncern  i s  to  t r y  to  u n d e rs ta n d  th e  m odels 

my c o lle a g u e s  use and to  be aware o f  how th e y  use  them and w ith  w hat 

p e rc e iv e d  con seq u en ces. A problem  I  have i s  d is t in g u is h in g  th e  

d i f f e r e n t  m eanings when th e  same words a re  used  o r  when c o n ce p ts  

which have one s ig n i f i c a n c e  fo r  me ap p ea r to  have q u i t e  d i f f e r e n t  

s ig n i f i c a n c e  to  o th e r s  -  th e  problem s o f  sem an tic s  and g e n e ra l 

l i n g u i s t i c s . ^  But o rg a n is a t io n s  do n o t  c o n s i s t  o n ly  o f  words b u t 

o f  o th e r  forms o f  b e h a v io u r  -  a c t io n s  and n o n -a c t io n s  ( th e  th in g s  

p e o p le  do n o t  do b e in g  as  s i g n i f i c a n t  as  th e  th in g s  th e y  d o ) . A

One o f  th e  m ost d is a p p o in t in g  developm ents in  th e  a re a  o f  th e  
s o c i a l  meaning o f  language h as  been  in  th e  f i e l d  o f  G eneral 
L in g u is t i c s .  Anyone who en jo y ed  S I  Hayakawa on G eneral 
S em a n tic s , w i l l  have been d is tu r b e d  by h i s  p o l i t i c a l  b e h a v io u r 
in  p r a c t i c e  a t  th e  S ta te  U n iv e rs i ty  o f  C a l i f o r n ia .



-  16  -

c o n s ta n t  f r u s t r a t i o n  in  b e in g  a member o f  an o r g a n is a t io n  i s  b e in g  

u nab le  to  s h a re  w ith  o th e rs  d i f f e r e n c e s  o f  p e r c e p t io n  p a r t i c u l a r l y  

when i t  comes to  form al m ee tin g s  where chairm en f e e l  th e  need to  

make 'd e c i s i o n s ' w ith o u t e v e r  u n d e rs ta n d in g  w hat p ro c e s s e s  a re  

go ing  pn in  th e  (m eeting. ^

For me th e  i n t e l l e c t u a l  b re a k - th ro u g h  in  u n d e rs ta n d in g  o r g a n is a t io n s  

came th ro u g h  my e x p e r ie n c e s  o f  s e n s i t i v i t y  t r a i n i n g  and an aw areness 

t h a t  th e  fun d am en ta l a s p e c t  o f  o r g a n is a t io n  i s  th e  p s y c h o lo g ic a l 

p ro c e s s .  By p s y c h o lo g ic a l  p ro c e s s  I  mean th e  e x p e r ie n c e  o f  th e  g roup  

a t  th e  a f f e c t iv e  l e v e l .  I f  th e  c o g n i t iv e  le v e l  i s  th e  l e v e l  o f  

r a t i o n a l i s i n g  o r  i n t e r p r e t a t i o n ,  th e n  th e  a f f e c t i v e  le v e l  i s  t h a t  o f  

f e e l in g  o r  'e x p e r i e n c in g '.  work in  t r a i n in g  g roups has d em o n stra ted  

to  my own s a t i s f a c t i o n  t h a t  problem s in  g roups do n o t a r i s e  a t  th e  

c o g n i t iv e  l e v e l  b u t  a t  th e  a f f e c t i v e  l e v e l .  B locks to  le a rn in g  and 

m utual u n d e rs ta n d in g  o ccu r p r im a r i ly  a t  th e  l e v e l  o f  f e e l in g s ,  o f  

th e  em o tio n s . Hence I  need  a th e o ry  o f  o r g a n is a t io n s  w hich ta k e s  f u l l  

acco u n t o f  th e  v a r io u s  k in d s  o f  f e e l in g  t h a t  o c c u r  in  o rg a n is a t io n s  

f o r  my th e o r i e s  o f  o r g a n is a t io n a l  b eh a v io u r a re  e x t r a p o la t io n s  from 

my u n d e rs ta n d in g  o f  what happens in  g ro u p s .

Thus my approach  to  o rg a n is a t io n  th e o ry  h as  been  a  p s y c h o lo g ic a l  one.

I  have t r i e d  to  u n d e rs ta n d  how p e o p le  r e a c t  to  b e in g  members o f  

o rg a n is a t io n s  a t  th e  fundam ental a f f e c t i v e  l e v e l .  T h is  had le d  me 

in to  s t r a n g e  and u n ex p lo red  a re a s  such  as  th e  id e a  t h a t  o r g a n is a t io n s  

can have c o l l e c t i v e  p e r s o n a l i t i e s  and may e x h i b i t  c l a s s i c a l  psycho

lo g ic a l  c o n d i t io n s ,  p a th o lo g ic a l ,  b en ig n  and b e n e v o le n t such  as  b e in g

I  have t r i e d  to  d e a l w ith  some o f  th e  p rob lem s o f  m eetings 
i n  a b o o k le t  "On th e  Conduct o f  M eetings" NELPRESS 1977. I  
t r i e d  to  show how m eetin g s  can be u n d e rs to o d  when one looks 
a t  th e  p s y c h o lo g ic a l  s ig n i f i c a n c e  t h a t  m e e tin g s  have fo r  th o s e  
co nce rned  w h e th e r th e y  be a t te n d e r s  o r  n o n - a t t e n d e r s .
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p a ra n o id  o r  n a iv e ly  t r u s t i n g .  I  am in c l in e d  to  b e l ie v e  th e s e

' t h e o r i e s ' ,  however i r r a t i o n a l l y .  But th e se  a re  n o t th e  id e a s  I

w ish  to  d evelop  h e re .  T h is  p r e s e n t  s tu d y  i s  a l i t t l e  more con- 

; v e n t io n a l ,  le a n in g  tow ards a phenom enolog ical o r  e x i s t e n t i a l

ap p ro ach , though th e s e  words have g o t me in to  t r o u b le  b e fo re .^  I  

sh o u ld  have th o u g h t t h a t  p henom eno log ists  o f  a l l  p eo p le  would be

th e  l e a s t  concerned  as  to  w hether p e o p le  c o r r e c t ly  f a l l  i n to

p r e s c r ib e d  c a te g o r ie s  b u t one can n ev e r win a g a in s t  d e te rm in e d  c r i t i c s  

W hile a d m itt in g  som ething  o f  a d e b t to  o th e r  s c h o la r s ,  I  can o n ly  

c la im  t h a t  my th e o r ie s  r e a l l y  a re  my own b ecau se  I  have p u t  some 

e f f o r t  in t o  th in k in g  them o u t (as t h e i r  d e f e c ts  no d o u b t show) and 

th e y  a re  th e  th e o r i e s  I  am fo rc e d  w i l l y - n i l l y  c u r r e n t ly  to  work on.

My own term  i s  's u b j e c t i v e '  and I  c a l l  mine a " s u b je c t iv e  th e o ry "  

o f  o r g a n is a t io n s  by w hich I  suppose I  mean a th e o ry  o f  th e  s u b je c t 

iv e n e s s  o f  o r g a n is a t io n a l  p e r c e p t io n ,  a form o f  e x i s t e n t i a l i s m .

In  one way, th e re  i s  no c o n f l i c t  betw een th o se  who b e l ie v e  t h a t  

o r g a n is a t io n  th e o ry  can be o b je c t iv e  and th o se  who b e l ie v e  t h a t  i t  

must be s u b je c t iv e .  O b je c tiv e  th e o r i e s  a re  alw ays s u b je c t  to  

s u b je c t iv e  i n t e r p r e t a t i o n  and s u b je c t iv e  view s a re  th e  raw m a te r ia l  

o u t o f  w hich o b j e c t i v i t y  ( i f  i t  co u ld  e v e r  e x i s t )  w ould be b u i l t .  

C le a r ly  I  b e t r a y  my b ia s  and I  need  to  do t h i s  becau se  w hat I  w r i te  

abou t has  come to  me th ro u g h  e x p e rie n c e  and by c o n v ic t io n .  I f  I  

am i r r a t i o n a l  and i l l o g i c a l  a t  tim e s  t h a t  to o  i s  'w here I  am' b u t 

le a rn in g  to  l i v e  w ith  t h i s  i s  as much a ' s c i e n t i f i c '  a t t i t u d e  as 

t r y in g  to  ig n o re  i t .  I f  I  t i e  m y se lf  in  k n o ts ,  t h a t  to o  i s  p a r t  o f

Thomas B G re e n f ie ld  t e l l s  me he w ishes h e 'd  n ev e r u sed  th e  word 
'p h en o m e n o lo g ica l' b ecause  everyone t r i e s  to  a rg u e  w ith  him 
ab o u t w hether he i s  t r u l y  phenom eno log ica l o r  n o t  and ig n o re s  
th e  more im p o rta n t th in g s  t h a t  he w ants to  sa y .
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th e  i n t e l l e c t u a l  p ro c e s s  m a n ife s t in  th e  way m anagers s t r u c t u r e  

t h e i r  own e x p e r ie n c e  o f  o r g a n is a t io n s .

I t  may be h e lp f u l  to  th in k  o f  m odels as m etap h o rs .^  C e r ta in ly  th e  

words u sed  in  m odels a re  o f te n  m e ta p h o r ic a l.  I t  i s  rem ark ab le  how 

c o n s i s te n t  language  i s  w ith  re g a rd  to  d e s c r ip t io n s  o f  o r g a n is a t io n  -  

m ech an ic a l, b io l o g ic a l ,  a r c h i t e c t u r a l ,  m i l i t a r y .  The m e ta p h o r ic a l 

p e r s p e c t iv e  i s  a window in to  th e  mind o f  th e  p e rso n  who u se s  i t  

b u t  n o t n e c e s s a r i ly  v e ry  i l lu m in a t in g  ab o u t th e  o r g a n is a t io n  in  

o th e r  r e s p e c t s .  I  once com plim ented a P r in c ip a l  on " ru n n in g  a 

t i g h t  sh ip "  b u t  I  d id  n o t c o n s c io u s ly  p e rc e iv e  th e  i n s t i t u t i o n  as 

a s h ip  and in d e e d  h i s  m a n ag e ria l b eh av io u r was q u i t e  u n lik e  th e  

b e h a v io u r  o f  a n a v a l o f f i c e r .  However, had  he been m i l i t a r i l y  

in c l in e d ,  I  h e s i t a t e  to  im agine how he would have i n t e r p r e t e d  my 

w ords. M anagers f r e q u e n t ly  speak  o f  t h e i r  o r g a n is a t io n s  as i f  th e y  

w ere engaged in  m i l i t a r y  o p e ra t io n s  which makes one wonder why th e y  

p e rc e iv e  th e  w o rld  a t  la rg e  as  so  h o s t i l e  and t h e i r  c o l le a g u e s  so 

u n b id d ab le  and i n  need  o f  c o n t r o l .

The sh a re d  use  o f  m etaphor, how ever, i s  o f te n  a way o f  a v o id in g  th e  

is s u e s  among members. The common v o c a b u la ry  co v ers  o v e r a v a r i e ty  

o f  re sp o n se s  and u n d e rs ta n d in g s  and g iv e s  a f a l s e  sen se  o f  ag reem en t. 

In  one e d u c a tio n a l  i n s t i t u t i o n  I  know th e r e  i s  f r e q u e n t  and h e a te d  

conce rn  ab o u t m a rk e tin g , m arket p e n e t r a t i o n ,  custom er o r i e n t a t i o n ,  

p ro d u c ts  and p ro d u c t s e l l i n g  a l l  a t  th e  expense o f  d is c u s s in g  th e  

problem s co n ce rn ed  w ith  th e  p rim ary  ta s k s  o f  th e  o r g a n is a t io n  w hich 

a re  concerned  w ith  t r a i n i n g ,  te a c h in g  and h e lp in g  s tu d e n ts  to  o b ta in  

p r o f e s s io n a l  q u a l i f i c a t i o n s .  ' In  o th e r  c a s e s ,  s e n io r  m anagers a re  so 

cau g h t up in  th e  m e ta p h o r ic a l ja rg o n  o f  le a d e r s h ip  t h a t  th e y  c e a se  to  

e x e r c is e  any re c o g n is a b le  le a d e r s h ip  fu n c t io n .

I  borrow  t h i s  id e a  from John F M orris  o f  th e  M anchester 
B u s in ess  School who has u sed  i t  in  l e c tu r e s  as  w e ll as  w r i t 
in g s .  See John M orris  and John G Burgoyne, D eveloping
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Sometimes m etapho rs a re  v e ry  u s e f u l  when c l e a r l y  used  a s  m etaphors
1

and n o t u sed  to  com press any amount o f  u n s o r te d  id e a s .  John M orris  

u s e s  a s im p le  m e ta p h o r ic a l id e a  e f f e c t i v e l y  ( in  t h a t  I 'v e  f r e q u e n t ly  

h eard  m anagers q u o te  i t ! )  I t  a llo w s  q u i t e  f r e e  ran g e  to  t h e i r  own 

I d e a s  and do es  n o t  fo rc e  them in to  a narrow  m is i n te r p r e t a t i o n .  Q u ite  

sim ply  th e  id e a  i s  t h a t  th e r e  a r è  th r e e  l e v e l s  o f  a c t i v i t y  in  o rg a n 

i s a t i o n s ,  r o u t i n e ,  r i t u a l  and dram a, w hich can be re p re s e n te d  in  a 

pyram id to  su g g e s t t h e i r  freq u en cy . Drama o c c u rs  l e a s t  f r e q u e n t ly  

and r o u t in e  m ost. T here i s  no s u g g e s tio n  o f  tim e  q u a n t i t i e s  fo r

drama

r i t u a l

r o u t in e

t h e i r  ap p ea ran ce  and i t  i s  to  be hoped t h a t  no s tu d e n t  d e c id e s  to  

" re s e a rc h "  th e  id e a  w ith  q u e s t io n n a ir e s  and s t a t i s t i c s .  P e r s o n a l ly ,

I  have found th e  id e a s  o f  r o u t in e  and r i t u a l  th e  more u s e f u l  s in c e  I  

c o n s id e r  th e  s h i f t  to  r i t u a l i s e d  b eh av io u r h ig h ly  s i g n i f i c a n t  b ecau se  

i t  r e p r e s e n t s  a s h i f t  away from o penness to  change .

I  began to  w r i te  down some o f my id e a s  a b o u t e d u c a tio n a l  i n s t i t u t i o n s  

a s  o r g a n is a t io n s  in  th e  summer o f  1975 and added a f i n a l  c h a p te r  a s  

I began t h i s  p r e s e n t  w ork.^ In  t h i s  monograph I  t r i e d  to  show how 

th in k in g  ab o u t s c h o o ls  a s  o r g a n is a t io n s  had d ev eloped  q u i t e  r a p id ly

See John M o rris  and John G. Burgoyne, D evelop ing  R e so u rc e fu l 
M anagers (1973).

G ray, H.L. The S choo ls  a s  an  O rg a n is a t io n ,  N a ffe r to n  Books, 
D r i f f i e l d  (1979).
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o v e r a few y e a rs  la r g e ly  by a t te m p tin g  to  ap p ly  id e a s  from 

o r g a n is a t io n  and management th e o ry  to  sc h o o l s i t u a t i o n s .  Some o f 

th e s e  a p p l ic a t io n s  w ere u s e f u l ,  many w ere n o t b u t  I  t r i e d  to  show 

how some o f  them co u ld  be made u s e f u l .  I  do n o t need  to  go ov er 

th e  ground covered  th e r e  though i t  was an im p o rta n t e x e rc is e  fo r  

me. T h is  p r e s e n t  work c o n tin u e s  from th e s e  e x e r c is e s  and d e r iv e s  

from  my th in k in g  ab o u t and e x p e r ie n c in g  e d u c a t io n a l  o rg a n is a t io n s  

th em se lv es  and n o t s o le ly  in  t r y in g  to  ap p ly  t h e o r e t i c a l  models to  

them . I t  i s ,  I  hope, e x p e r i e n t i a l  in  th e  b e s t  s e n s e .

I  can t r a c e  th e  o r ig in  o f  my i n t e r e s t  in  phenom eno log ical approaches 

to  u n d e rs ta n d in g  e d u c a tio n a l  o rg a n is a t io n  to  th e  summer o f  1974.

I  a t te n d e d  th e  m iddle s e c t io n  o f  th e  I n te r n a t io n a l  I n t e r v i s i t a t i o n  

Programme (IIP ) in  E d u c a tio n a l A d m in is tra tio n  in  Glasgow. The m ost 

im p re s s iv e  in p u t  had been  by P ro fe s s o r  Tom G re e n f ie ld  o f  th e  O n ta r io  

I n s t i t u t e  fo r  S tu d ie s  in  E d u ca tio n , T o ro n to . I  was in tro d u c e d  to  

him a t  th e  b eg in n in g  o f  a v i s i t  to  E dinburgh and I  r e c a l l  an im p o rta n t 

c o n v e rs a t io n  on th e  coach jo u rn ey  from Glasgow to  E dinburgh  when we 

d is c u s s e d  th e  commonly h e ld  'Open System T heory ' o f  e d u c a tio n a l 

a d m in is t r a t io n  th a n  su p p o rte d  s tro n g ly  by th e  I n te r n a t io n a l  'Ed Admin' 

e s ta b l is h m e n t .  I  owe a g r e a t  d e a l to  t h a t  in te n s e  c o n v e rs a t io n  and 

th e  su b se q u en t f r ie n d s h ip  t h a t  Tom G re e n f ie ld  and I  sh a re d . I t  was 

from  t h i s  m eeting  t h a t  I  d a te  th e  b eg in n in g  o f  my e f f o r t s  to  develop  

a  c o h e re n t th e o ry  o f  change in  e d u c a tio n a l  i n s t i t u t i o n s .
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2 . The Q uest f o r  a R esearch  M ethodology

L ike any r e s e a r c h e r ,  I  have open to  me a l im i te d  number o f  c h o ic e s  

w ith  re g a rd  to  r e s e a rc h  m ethods, I  can use a d e s ig n  th a t  has a lre a d y  

been  em ployed and ap p ly  i t  to  th e  s i t u a t i o n  in  w hich I  am in t e r e s t e d .  

O r, I  m ight r e p l i c a t e  someone e l s e 's  r e s e a rc h  to  seek  c o n f irm a tio n  o r  

d is c o n f i rm a tio n .  Or, I  may u se  a m od ified  form o f  a n o th e r  d es ig n  

and p e rh ap s  add one o r  two o th e r  m o d ified  d e s ig n s . O r, I  may use  a 

'b a t t e r y '  o f  d e s ig n s  o r  t e s t s  s e le c te d  to  s u i t  by own s i t u a t i o n .

O r, I  may d evelop  my own d e s ig n . F or th e  re a so n s  d e s c r ib e d  in  th e  

p re v io u s  c h a p te r ,  I  am fo rc e d  to  develop  my own d e s ig n  o r  a t  l e a s t  

to  t r y  to  d evelop  my own r e s e a rc h  d es ig n  b eca u se , to  me, th e  im p o r t

a n t  c o n s id e ra t io n  i n  d e s ig n in g  re s e a rc h  i s  th e  le a rn in g  p ro c e s s  fo r  

th e  in d iv id u a l  i n  d is c o v e r in g  w hat i s  a m ean ingfu l way o f  in v e s t ig a 

t i o n  to  him .

I  began  to  th in k  ab o u t r e s e a rc h  a t  a c r i t i c a l  p e r io d  in  th e  h i s to r y  

o f  s o c io lo g ic a l  re s e a rc h  w hich made th e  s i t u a t i o n  e x c e e d in g ly  f r u s t r a t 

in g  y e t  a l s o  v e ry  e x c i t in g .  U n ti l  th e  mid n in e te e n  s e v e n t ie s  r e s e a rc h  

was n o t a c a d e m ic a lly  r e s p e c ta b le  u n le s s  i t  fo llo w ed  th e  pu re  s c ie n c e  

m odel. Even l i t e r a t u r e  and th e  a r t s  f e l l  to  th e  s c i e n t i f i c  approach  

w hich im posed a m a th em a tica l lo g ic  o n to  n o n -m ath em a tica l phenomena. 

Only in  th e  l a t e  s e v e n t ie s  d id  o th e r  forms o f  e v a lu a t io n  become 

r e s p e c ta b le  so  t h a t  even th e  D epartm ent o f  E d u ca tio n  and S c ien ce  a re  

p re p a re d  to  c o n s id e r  ' c o n n o is s e u r s h ip ' a s  a v a l id  way o f  e v a lu a t in g  

a lo n g s id e  n o n -p a ra m e tr ic  s t a t i s t i c s . But th e  f r u s t r a t i o n  o f  b e in g  

in  a p e r io d  o f  m e th o d o lo g ica l f lu x  i s  t h a t  i t  becomes even more 

d i f f i c u l t  to  l a t c h  on to  a s in g le  approach  and I p e r s o n a l ly  have found 

s u b j e c t i v i t y  to  be more th a n  m ere ly  p e r s u a s iv e .  I t  has become t o t a l l y  

e n g u lf in g .  C e r ta in ly  t h i s  d i s p o s i t i o n  h as  been r e in f o r c e d  by my 

c o n ta c t  w ith  p ro g re s s iv e  e d u c a t io n i s t s  who, in  v a r io u s  w ays, r e j e c t
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s t r o n g ly  c e r t a i n  s t a t i s t i c a l  ap p ro a c h e s . Heads o f  i d e n t i f i a b l y  

'g o o d ' sc h o o ls  have a concern  ab o u t t h e i r  i n s t i t u t i o n s  which goes 

w e ll  beyond th e  c o l l e c t in g  o f  n u m e rica l d a ta  and i s  much more 

. i n d i v i d u a l i s t i c  and phenom enolog ical th a n  i s  o f te n  r e a l i s e d .  I t  

w as, in  f a c t ,  a head  w ith  a m athem atics background  who encouraged  

me to  make an e v a lu a t io n  o f  a sc h o o l which was a lm o st e n t i r e l y  f r e e  

o f  th e  numbers game. And, i t  was a Head t r a i n e d  in  te ch n o lo g y  who 

r e je c te d  q u a n t i t a t i v e  approaches to  management in  fav o u r o f  

s e n s i t i v i t y  t r a i n i n g .

To t r y  to  d e s c r ib e  w hat goes on in  an e d u c a t io n a l  i n s t i t u t i o n  in  

q u a n t i t a t i v e  te rm s a p a r t  from some b a s ic  f ig u r e s  ab o u t s iz e  and 

lo c a t io n  does n o t  ap p ea r to  m eet th e  u rg e n t n eeds o f  te a c h e r s .  In  

H igher E d u ca tio n  we have become accustom ed to  th e  f i c t i o n s  c re a te d  • 

round  a f a c t u a l  b ase  w hich have l i t t l e  r e l a t i o n s h i p  w ith  r e a l i t y  -  

th e  mode o f  c a l c u la t in g  and u s in g  S tu d e n t F u l l  Time E q u iv a len t^  

te a c h in g  h o u rs  (SFTE's) i s  a n o to r io u s  e x a n ^ le . No one ru n s  an 

e d u c a t io n a l  i n s t i t u t i o n  on an o b je c t iv e  i n t e r p r e t a t i o n  o f  'p u re  f a c t s '  

so  w hat one becomes m ost i n t e r e s t e d  in  i s  how th e y  i n t e r p r e t  ' f a c t s ' 

and why. T here i s ,  f o r  exam ple, th e  s to r y  o f  one p o ly te c h n ic  d i r e c to r  

who u ses  th e  t a c t i c  o f  a n te - d a t in g  i n s t r u c t i o n s .  When he i s  accu sed  

o f  n o t h av in g  p ro v id e d  th e  in fo rm a tio n  r e q u ir e d ,  he h as  a l e t t e r  o r  

memorandum ty p e d  w ith  an e a r l i e r  d a te ;  he d e s tro y s  th e  ' to p  copy' 

and p ro d u ces  th e  carbon  as  p ro o f  t h a t  th e  memorandum had been s e n t  

on th e  d a te  in d ic a te d  and e i t h e r  l o s t  o r  p a sse d  o v e r .  W hether t h i s  

s to r y  be t r u e  o r  n o t ,  i t  i s  i n t e r e s t i n g  fo r  w hat i t  say s  abou t

The f in a n c in g  and o r g a n is a t io n  o f  n o n - u n iv e r s i ty  i n s t i t u t i o n s  
o f  H igher E d u ca tio n  i s  b ased  on a v a r ia b le  fo rm u la  f o r  c a l c u l a t 
in g  th e  c o s t  o f  ru n n in g  th e  i n s t i t u t i o n  in  te rm s o f  s tu d e n t  
h o u rs  -  th e  h o u rs  a s tu d e n t  spends in  c l a s s  w ith  a te a c h e r?  
th e  t o t a l  number o f  h o u rs  ta u g h t by th e  te a c h e r  m u l t ip l ie d  by 
th e  t o t a l  number o f  s tu d e n ts  in  h i s  c l a s s e s  i s  h i s  work lo a d .
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p e o p le  in  t h a t  i n s t i t u t i o n .  No f a c tu a l  d a ta b a se #  in v e s t ig a t io n  

would uncover th e  myths o f  th e  o rg a n is a t io n  and t h e i r  im portance  

t o  members y e t  i t  i s  w hat p eo p le  b e l ie v e  abou t an o rg a n is a t io n  

t h a t  in f lu e n c e s  t h e i r  b e h a v io u r , n o t  th e  anodyne f a c t s .

So i t  i s  t h a t  I  have g a in e d  a p r in c i p l e  o r  c r i t e r i o n  f o r  r e s e a rc h  

w hich a r i s e s  o u t o f  my e x p e rie n c e  o f  how p eo p le  use -  o r  more 

g e n e ra l ly  do n o t use  -  r e s e a rc h  f in d in g s .  By and la rg e  re s e a rc h  

f in d in g s  a p p ea r to  be d i f f i c u l t  to  h an d le  f o r  most p r a c t i t i o n e r s .

Most p e o p le  who re a d  "Which" look  f o r  th e  'b e s t  buy ' f i r s t  and 

g iv e  l i t t l e  heed  to  th e  d is c u s s io n  and com parison in v o lv e d  in  th e  

r e s e a r c h .  I  have found t h i s  to  be t r u e ,  to o ,  o f  ' r e p o r t s '  p re s e n te d  

to  b o d ie s  -  com m ittees and o r g a n is a t io n s  -  o f  w hich I  have been a 

member. We look  f o r  th e  c o n c lu s io n  and th e n  t r y  to  r a t i o n a l i s e  o u r 

re sp o n se  to  them . In  f a c t ,  we p ro b a b ly  seldom  need  th e  r e s e a rc h  d a ta  

b ecau se  we a re  o n ly  i n t e r e s t e d  in  th e  r e s u l t s .  I  can r e c a l l  one 

r e s e a rc h  group o f  w hich I  was chairm an (ap p o in ted  in  th e  m id - l i f e  o f  

th e  group) w hich had been s e t  up ' s p e c i f i c a l l y '  ( fo r  t h a t  was th e  

e x p re s se d  in te n t io n )  to  p rove  a p o s i t i v e  c o r r e l a t i o n  betw een two s o r t s  

o f  a c t i v i t y  w h ile  p re te n d in g  th a t  a n e g a t iv e  r e l a t io n s h ip  would a ls o  

be a c c e p ta b le .  I t  h as  been su g g e s te d  e lsew here^  t h a t  th e  ten d en cy  

f o r  r e s e a rc h  i s  to  p ro v e  w hat i t  i s  in  th e  i n t e r e s t s  o f  th e  r e s e a r c h e r s  

to  p ro v e  -  p e rh ap s  n o t q u i t e  th e  same th in g  a s  p ro v in g  w hat th e  

r e s e a r c h e r  in te n d e d  to  p ro v e , though th e r e  i s  p le n ty  o f  ev id en ce  t o  

s e e  o r  f in d  w hat th e y  b e l ie v e  i s  th e r e .

A m ajor c r i t e r i o n  f o r  r e s e a r c h ,  th e n  -  f o r  me -  i s  u t i l i t y .  T hat i s ,  

i t  m ust be u sa b le  by th o se  who u n d e rta k e  i t ,  th o se  who com m ission i t

I  can r e c a l l  B arb a ra  W ootten once sa y in g  so  in  a R adio b ro a d 
c a s t .  The p o in t  i s  w e ll made to o  by Tom G re e n f ie ld  in  
'O rg a n is a t io n  Theory as Id e o lo g y . ' (1979)
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and th o s e  who re a d  i t .  T hat use may be d i f f e r e n t  f o r  everyone 

in v o lv e d , b u t  n e v e r th e le s s ,  u t i l i t y  i s  an e s s e n t i a l  c o n s id e r a t io n  

fo r  i t  in c lu d e s  th e  need f o r  r e s e a r c h e r s  to  engage i n  r e s e a r c h ,  o f  

F o u n d a tio n s  to  sp o n so r i t  and p a tro n s  t o  d em o n stra te  t h a t  th e y  have 

're se a rc h e d *  w hatev e r i t  i s  to  w hich th e y  a re  com m itted . I t  may be 

p a r t  o f  th e  m ythology o r  e th o s  o f  r e s e a r c h e r s  t h a t  r e s e a rc h  does n o t 

have to  be 'p r a c t i c a l '  b u t t h a t  i s  n o t w hat I  mean; p u re  re s e a rc h  may 

w e ll have u t i l i t y  fo r  o th e rs  th a n  th e  'p u re  r e s e a r c h e r ' h im s e lf .  On 

th e  o th e r  hand , th e r e  i s  an u n q u e s tio n a b le  problem  ab o u t how we can 

make use  o f  t h i s  r e s e a rc h  once i t  has come to  o u r a t t e n t i o n .

M ille r  and P a r l e t t  who have p la y e d  an im p o r ta n t r o le  in  r e - e v a lu a t in g  

th e  n a tu re  o f  e d u c a tio n a l  re s e a rc h  a l lu d e  to  t h e i r  own m ethodology 

as th e  'i l l u m i n a t iv e  ap p ro ac h ' which ap p ea rs  to  be a name fo r  one o f  

th e  c u r r e n t  'm eth o d s ' a r i s i n g  in  a re sp o n se  to  a d i s s a t i s f a c t i o n  w ith  

c l a s s i c a l  s t a t i s t i c a l  r e s e a rc h  in  th e  S o c ia l  S c ie n ces  and h as  s tro n g  

o v e rto n e s  o f  e thnom ethodology and phenom enology. They d e s c r ib e  th e  

i l lu m in a t iv e  approach  as  b e in g  c h a r a c te r i s e d  in  th e  fo llo w in g  ways:

a) i t  i s  p roblem  c e n tre d  -  b e g in n in g  (as a l l  a p p l ie d  
re s e a rc h  does) w ith  i s s u e s  and conce rn s  a s  d e f in e d  in  
r e a l  l i f e  s e t t i n g s ;

b) I t  i s  p r a c t i t i o n e r  o r ie n te d  -  d e s ig n a t in g  i t s  c h ie f
fu n c tio n  to  p ro v id e  in fo rm a tio n  and in s i g h t  f o r  p r o f e s 
s io n a l  e d u c a to rs ;

c) i t  i s  c r o s s - d i s c ip l i n a r y  -  d raw ing  e s p e c i a l l y  on psycho
lo g y , s o c io lo g y , p s y c h ia t ry  and s o c ia l  a n th ro p o lo g y  f o r  
co n ce p ts  and ways o f  th in k in g ;

d) I t  i s  m e th o d o lo g ic a lly  e c l e c t i c  -  in te r v ie w s ,  q u e s t io n 
n a i r e s ,  o b s e rv a tio n s  and a n a ly s i s  o f  docum ents a re  used  
in  v a r io u s  co m b in a tio n s , a c c o rd in g  to  th e  c irc u m s ta n c e s , 
d e f in e d  p ro b lem s, and s ta g e s  o f  th e  in v e s t ig a t io n ;

e) i t  i s  h e u r i s t i c a l l y  o rg a n is e d  -  th e  r e s e a r c h e r s  p ro g re s s 
iv e ly  fo c u s s in g  and r e d e f in in g  th e  a re a s  o f  e n q u iry  as  
th e  s tu d y  u n fo ld s ,  in  th e  l i g h t  o f  accu m u la tin g  e x p e rie n c e
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and a s  th e  c r u c i a l  i s s u e s  to  be s tu d ie d  become 
u n covered .^

P a r l e t t ' s  co n ce p t o f  i l lu m in a t iv e  r e s e a rc h  i s  im p o r ta n t b ecau se  i t  

marks an im p o rta n t s ta g e  in  th e  th e o ry  o f  e v a lu a t io n ,  a r i s i n g  from an 

in c r e a s in g  d isen ch a n tm e n t w ith  e v a lu a t io n  o f  th e  sch o o l c u rr ic u lu m . 

W hile i t  may be t r u e  t h a t  cu rr ic u lu m  i s  what goes on in  a sc h o o l -  

t h a t  i s ,  i t  i s  an embodiment o f  th e  ta s k  o f  th e  sch o o l -  i t  h ad  come 

to  be seen  as som ething  s e p a ra te  and as e x i s t in g  in  i t s  own r i g h t .

The n eed , how ever, i s  to  know ab o u t th e  sc h o o l r a th e r  th a n  ' t h e  

c u r r ic u lu m ' and t h a t  i s  why th e r e  i s  a coming to g e th e r  o f  cu rr ic u lu m  

re s e a rc h  th e o ry  and th e  th e o ry  o f  r e s e a rc h  in to  o r g a n is a t io n s .

P a r l e t t ' s  view s on r e s e a rc h  a re  th e r e f o r e  q u i t e  p e r t i n e n t  to  my 

own r e s e a rc h  on in s t i tu t i o n a l " c h a n g e .

P a r l e t t  and H am ilton d e c la re  t h a t  i l lu m in a t iv e  r e s e a rc h  has a s  i t s  

p rim ary  co n cern  " d e s c r ip t io n  and i n t e r p r e t a t i o n  r a th e r  th a n  m easure

ment and p r e d i c t i o n " . . .  They s t a t e  th e  aim s o f  i l lu m in a t iv e  e v a lu a 

t i o n  a s  b e in g ;

" to  s tu d y  th e  in n o v a to ry  p r o j e c t ;  how i t  o p e r a te s ;  how i t  
i s  in f lu e n c e d  by th e  v a r io u s  sc h o o l s i t u a t i o n s  in  which i t  
i s  a p p l ie d ;  w hat th o s e  d i r e c t l y  concerned  r e g a rd  as  i t s  
ad v an tag es  and d is a d v a n ta g e s ; and how s tu d e n t s ' i n t e l l e c t u a l  
ta s k s  and academ ic e x p e r ie n c e s  a re  m ost a f f e c t e d .  I t  aim s 
to  d is c o v e r  and document w hat i t  i s  l i k e  to  be p a r t i c i p a t i n g  
in  th e  schem e, w hether as  te a c h e r  o r  p u p i l ;  and , in  a d d i t io n ,  
to  d is c e rn  and d is c u s s  th e  in n o v a t io n 's  m ost s i g n i f i c a n t  
f e a t u r e s ,  r e c u r r in g  c o n c o m ita n ts , and c r i t i c a l  p ro c e s s e s .
In  s h o r t ,  i t  seek s  to  a d d re ss  o r  i l lu m in a te  a complex a r ra y  
o f  q u e s t io n s " . ^

I t  i s  th e  v e ry  co m p lex ity  o f  th e  s i t u a t i o n  t h a t  th e  r e s e a r c h e r  e n te r s  

t h a t  p r e s e n ts  m e th o d o lo g ic a l p ro b lem s. B ut w hat many c r i t i c s  o f

 ̂ M il le r  C M L and P a r l e t t  M. Up to  th e  Mark SRHE (1 9 7 4 ) .

 ̂ P a r l e t t ,  M .A., H am ilton , D. p . 89 in  Tawney, D avid (Ed) C urricu lum
E v a lu a tio n  Today: T rends and Im p l ic a t io n s ,  M acM illan Educa
t i o n ,  London(1976).
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re s e a rc h  seem to  m iss -  o r  a t  l e a s t  om it to  m ention -  even th o s e  

l i k e  P a r l e t t  and H am ilton , i s  t h a t  no r e s e a r c h e r  e n te r s  a s i t u a t i o n  

b l in d .  W hile i t  i s  t r u e  t h a t  one b u i ld s  up a p ic tu r e  o f  a s i t u a t i o n  

and checks and c ro ssc h e c k s  d a ta  and i n t e r p r e t a t i o n s ,  n e v e r th e le s s ,  

th e  r e s e a r c h e r  e n te r s  th e  r e s e a rc h  s i t u a t i o n  w ith  c o n s id e ra b le  

p r e ju d ic e s  n o t  o n ly  as to  method b u t  a l s o  h i s  u n d e rs ta n d in g  o f  th e  

s i t u a t i o n  and he can n o t b u t  av o id  b r in g in g  v a lu e s  to  b e a r .  For one 

th in g ,  he chooses w hether o r  n o t to  do th e  re s e a rc h  w hich i s  one a re a  

o f  e v a lu a t io n .  He h as  an id e a  o f  how he w ould l i k e  th e  r e s e a r c h  to  

go p e rh ap s  in  te rm s o f  m ethodology. He h as  a d i s p o s i t i o n  tow ards 

fa v o u r in g  c e r t a in  outcom es -  such  a s  to  w hether th e r e  w i l l  be a 

need  f o r  fo llo w -u p  s tu d i e s ,  and so  on. I t  i s  f o r  re a so n s  such  as  

th e s e  t h a t  I  have p re s e n te d  by own model f i r s t  b ecau se  t h a t  i s  th e  

framework th ro u g h  w hich I  view  my re s e a rc h  and I  seek  c o n f irm a tio n  

and d is p ro v a l  in  te rm s o f  my e v a lu a t io n  o f  w hat an enhanced  o r  m o d ified  

th e o ry  w i l l  do to  me. There i s  j u s t  no way in  w hich I  can c la im  t h a t  

my re s e a rc h  i s  u n p re ju d ic e d  b ecau se  though I  do n o t w ant s im ply  to  

co n firm  th e  t h e o r e t i c a l  co n ce p ts  I  b e g in  w ith ,  I  do w ish to  d evelop  

them and I  s h a l l  f in d  i t  ve ry  d i f f i c u l t  to  go back to  a f r e s t  s t a r t  

p a r t i c u l a r l y  s in c e  th e  n a tu re  o f  my s t a r t i n g  p o in t  i s  a 'g e n e r a l  

th e o ry ' r a t h e r  th a n  a c o m p a ra tiv e ly  sim p le  h y p o th e s is .  And, o f  

c o u rs e ,  even th e  t h e o r e t i c a l  model I  b eg in  w ith  changes and d ev e lo p s  

a s  my d a i ly  w orking e x p e rie n c e  o f  o r g a n is a t io n s  chan g es.

I  may i l l u s t r a t e  th e  p roblem  o f  s u b je c t iv e  r e v is io n  by r e f e r e n c e  to  

th e  r e s e a r c h  p r o j e c t s  used  as a b a s is  f o r  t h i s  p r e s e n t  s tu d y .  The 

o p p o r tu n i ty  to  do r e s e a rc h  in to  an o r g a n is a t io n  came when my id e a s  

w ere a l re a d y  q u i t e  w e ll d ev e lo p ed . T here was no re a s o n , so  f a r  a s  I  

c o u ld  s e e ,  f o r  a d o p tin g  a c o n v e n tio n a l approach  becau se  t h a t  w ould 

n o t  e x c i te  o r  i n t e r e s t  me v e ry  much. I  was i n v i t e d  to  h e lp  a sc h o o l
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" to  do an e v a lu a tio n "  o f  w hat had been ach iev ed  in  th e  f i r s t  f iv e  

y e a rs  o f  i t s  e x i s te n c e .  The i n v i t a t i o n  came from th e  H eadm aster who 

had been a s tu d e n t  on one o f  my c o u rs e s .  H is Deputy h as  a l s o  

a t te n d e d  o th e r  o f  my c o u rse s  so  two o f  th e  th r e e  's e n io r  management 

team ' knew me, knew by p h i lo s o p h ie s  and app roaches and were p le a s e d  

when I  ag ree d  on th e  c o n d i t io n  t h a t  we made an 'o r g a n is a t io n a l*  

approach  r a th e r  th a n  th e  t r a d i t i o n a l  'c u r r ic u lu m  e v a lu a t io n ' approach , 

We d e c id e d  to  th in k  o f  th e  r e s e a rc h  as a p i l o t  p r o j e c t  b ecau se  th e re  

w ere so  many unknown f a c t o r s .  The r e s e a r c h  was d e s c r ib e d  in  a p a p e r  

p u b lis h e d  p r iv a te ly ^  and was my f i r s t  s y s te m a tic  a t te m p t to  work 

o u t th e  r e l a t io n s h ip s  o f  th e o ry  to  p r a c t i c e  from a phenom enolog ical 

a p p ro ach .

F i r s t  o f  a l l ,  th e r e  were d i s t i n c t  p rob lem s in  do ing  th e  r e s e a r c h ,  n o t  

l e a s t  th e  tim e  a v a i la b le  in  th e  s c h o o l. I  was w orking e s lew h e re  f u l l 

tim e  and th e  tim e r e q u ire d  to  do an y th in g  l i k e  a f u l l  s c a le  i n v e s t ig a 

t i o n  was more th a n  I  co u ld  a f f o r d .  The o r i g i n a l  d e s ig n  was f o r  a 

number o f  open-ended  in te rv ie w s  and some p a r t i c i p a n t  o b s e rv a t io n .  In  

th e  e v e n t ,  th e  p a r t i c i p a n t  o b s e rv a tio n  was m issed  o u t and w r i t t e n  

answ ers w ere s u b s t i t u t e d  f o r  th e  open-ended  in te rv ie w s .  I  c an n o t 

r e a l l y  r e c a l l  why we w ent f o r  w r i t t e n  answ ers b u t I  th in k  i t  was 

p r e s s u re  o f  tim e as  a consequence o f  th e  u rgency  o f  th e  jo b  and a l s o  

a hope f o r  r e p r e s e n ta t iv e n e s s  w hich we a c h ie v e d  by a form o f  random 

sam p lin g . I  d id  my work in  th e  tim e a l l o t t e d  b u t  th e  Head d id  n o t 

do th e  'q u a n t i t a t i v e '  work (ex am in a tio n  r e s u l t s ,  p u p i l  tu rn o v e r ;  jo b s  

o f  le a v e r s ;  i n t e n t i o n s  o f  LEA when s e t t i n g  up th e  School) by th e  

end o f  p hase  I ,  when we p re s e n te d  th e  f in d in g s  to  th e  te a c h e r s .

" E v a lu a tin g  a s c h o o l"  (mimeographed) O rg a n is a tio n  S tu d ie s  
U n it, A ng lian  R eg io n a l Management C e n tr e , N orth  E a s t  London 
P o ly te c h n ic ,  (1977). V. Appendix I .
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I t  w as, fu r th e rm o re , o u r o r ig i n a l  in t e n t io n  to  o f f e r  a summary o f  

th e  f in d in g s  to  p a r e n ts  b u t  t h i s  was d e lay ed  p ro b ab ly  b ecau se  th e  

' f i n d i n g s '  were s im p ly  n o t  e x c i t in g  enough. They in d ic a te d  t h a t  

; th e  sc h o o l was s u c c e s s fu l  as an 'o r d in a r y ' sch o o l b u t n o t o u ts ta n d 

in g . I t  was d o u b tle s s  a m a tte r  o f  p r id e  to  th e  Head to  f e e l  t h a t  he 

had a c h ie v e d  som eth ing  q u i t e  o u ts ta n d in g  as Head o f  a new com prehen

s iv e  s c h o o l.  Only l a t e r  d id  I  d is c o v e r  t h a t  he had  been e x c e e d in g ly  

u p s e t  when I  s a id  h i s  sch o o l was 'o r d i n a r y ' .  I  had  q u i t e  m isre ad  th e  

s ig n i f i c a n c e  o f  th e  r e s e a rc h  becau se  I  approached  i t  as an academ ic 

whose main i n t e r e s t  was to  p rove  h im s e lf  to  be an in n o v a tiv e  r e s e a r c h e r  

The Head, how ever, r e a l l y  d id  w ant to  be shown to  be a s u c c e s s fu l  

in n o v a tiv e  head  d e s p i te  a l l  h i s  p ro fe s s e d  m odesty. B ecause I  was so 

co n ce rn ed  w ith  my own s e l f - i n t e r e s t  I  co m p le te ly  m issed  th e  s i g n i f i 

cance and im p o rtan ce  to  him -  a f r ie n d  who had  c o n sc io u s ly  exposed  

h im s e lf  to  my ex a m in a tio n , and who saw me a s  an 'e x p e r t  e d u c a t io n a l  

c r i t i c ' .  I  th in k  th e r e  were o th e r  f a c t o r s ,  to o ,  in  th e  r e l a t i o n s h ip  

o f  w hich f r ie n d s h ip  was in  f a c t  q u i t e  im p o r ta n t .  P r o f e s s io n a l ly  he 

was as much in  need o f  me as an academ ic a c q u a in ta n c e  as I  was o f  

him as  a ' tame h e a d ' v a l id a t in g  my th e o r i s in g  ab o u t e d u c a tio n . But 

n a t u r a l ly  th e  s o c ia l  a s p e c ts  o f  f r ie n d s h ip  developed  in  t h a t  s t r a n g e  

and somewhat in t r ig u in g  way t h a t  b lu r r s  th e  d i s t i n c t i o n  betw een 

p r o f e s s io n a l  and p e rs o n a l  l i f e .  I  c o n tin u e d  to  v i s i t  th e  sc h o o l 

and we c o n tin u e d  to  t a l k  ab o u t f u r th e r  work b u t  in  t h i s  case  d ev e lo p 

m ents w ere d e s u l to ry  in  c o n t r a s t  w ith  my work a t  B ro o k f ie ld  S ch o o l.

s a t i s f a c t i o n  t h a t  th e  r e s e a rc h  p roved  w hat I  w anted -  t h a t  th e  

s c h o o l was av e rag e  -  was no c o n s o la t io n  to  him . So I  b o l s te r e d  h i s  

m orale  by em p h asis in g  th e  u n iq u en ess  o f  th e  r e s e a rc h  co n ce p t and h i s  

p e r s o n a l  q u a l i t i e s  in  b e in g  open to  t h i s  k in d  o f  th in g  and, in d e e d .
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fo r  even th in k in g  a b o u t i t .  As a consequence he ag reed  to  Phase 

11 which was to  be more o f  an  CD e x e rc is e  a lo n g  w ith  f u r th e r  d e p th  

in te rv ie w in g  o f  a s e le c t io n  o f  p a r e n t s ,  te a c h e r s  and p u p i l s .  In  

th e  e v en t th e r e  was no fo llo w  up o f  t h i s  p a r t i c u l a r  p r o j e c t  f o r  some 

tim e and e v e n tu a l ly ,  w ith  my moving N orth  th e  p r o je c t  la p s e d .

W hile th e  'd a t a '  c o l le c t e d  from th e  re sp o n d e n ts  was o f  i n t e r e s t  

because i t  s u p p lie d  in fo rm a tio n  ab o u t th e  d i f f e r e n t  p e r s p e c t iv e s  o f
/

d i f f e r e n t  members o f  th e  o r g a n is a t io n ,  a p a r t i c u l a r l y  i n t e r e s t i n g  

com parison  o c c u rre d  a lm o s t by ch an ce . The in t e n t io n  had been to  

s u b je c t  th e  raw d a ta  to  a n a ly s i s  by one o r  two o th e r  p eo p le  and t h i s  

may have in c lu d e d  th e  sch o o l management team . Because th e r e  were 

some f e e l in g s  o f  a n x ie ty  by te a c h e r s  t h a t  th e  Head would see  th e  

'a n s w e rs ' we d id  n o t a sk  th e  Head and D ep u tie s  to  do an a n a l y s i s .

But th e y  d id  v o lu n te e r  to  comment on my a n a ly s i s .  These comments on 

my comments a re  o f  c o n s id e ra b le  i n t e r e s t .  They r e f l e c t  th e  p e r s p e c t iv e  

o f  th e  p e rso n  b u t a l s o ,  and more s i g n i f i c a n t l y ,  p e r s o n a l i ty  c h a r a c te r 

i s t i c s  because  we can  see  a s  much o f  th e  p e rso n  w r i t in g  a s  we can  o f  

h i s  p e r s p e c t iv e .  I  have to  ad m it t h a t  t h i s  confirm ed  my own view  

t h a t  th e  l i n k  betw een p e r s o n a l i ty  and p e r s p e c t iv e  i s  fu n d am e n ta l. A 

q u e s tio n  t h a t  a r i s e s ,  i s  w hether answ ers can  ev er t e l l  u s  much ab o u t 

th e  o b je c t  o r  o n ly  ab o u t th e  p e rso n  who an sw ers . By n o t  fo c u s s in g  

on th e  re sp o n d e n t, we m iss th e  r e a l  s ig n i f i c a n c e  o f  much r e s e a r c h .

My r e l a t i o n s h ip  w ith  th e  sch o o l was te rm in a te d  when I  moved to  H udders

f i e l d  in  Ja n u a ry  1979 b u t  th e  Head and I  w i l l  d o u b tle s s  c o n tin u e  on 

te rm s o f  p e rs o n a l  f r i e n d s h ip .  But th e r e  was one i n t e r e s t i n g  seq u e l 

b e fo re  I  l e f t .  I  was in v i te d  to  le a d  a g roup  o f  te a c h e r s  from th e  

schoo l fo r  an  e x p e r i e n t i a l  t r a i n in g  group  e n t i t l e d  "Working T o g e th e r" . 

T h is  was a form o f  c o u n s e l l in g  T-Group, a method I  have d ev eloped
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in  o r g a n is a t io n  c o n su lta n c y  and have come to  c a l l  an "OD 

G roup". T here were s ix  7 ho u r s e s s io n s  and b e fo re  th e  l a s t  s e s s io n  

in  an i d l e  moment I  o f f e r e d  to  te a c h  a c l a s s  in  th e  s c h o o l. I  was 

g iv en  a fo u r th  form ; and a t  te n  m in u te 's  n o t ic e  I  took  them fo r  

E n g lis h ,  th e  s u b je c t  I  used  to  te a c h  in  seco n d ary  s c h o o l. The 

le s s o n  was n o t  a su c c e ss  though th e r e  was no r e a l  t r o u b le ,  on ly  

in d i f f e r e n c e  (and I  s e n t  one c h a t te r in g  g i r l  to  co o l h e r  h e e ls  w ith  

th e  S e n io r  M is t r e s s ) . However, I  sh a re d  my e x p e rie n c e  w ith  my Group 

and we u sed  th e  e v e n t to  form up a th e o ry  o f  sch o o l e d u c a tio n . In  

b r i e f ,  we co n c lu d ed  t h a t  th e  p roblem  o f  th e  c lassro o m  was th e  domina

t i o n  o f  le s s o n s  by te a c h e r s  so  t h a t  th e  c h i ld r e n  were l o s t  when th e y  

d id  n o t  have a te a c h e r  e x h ib i t in g  th e  a n t i c ip a te d  o r  t r a d i t i o n a l  

b e h a v io u r . The c l a s s  had n o t le a rn e d  to  le a r n  f o r  i t s e l f ,  o n ly  to  

respond  to  f a m i l i a r  te a c h e r  b e h a v io u r . In  o th e r  w ords, te a c h e r s  had 

become an in te r f e r e n c e  in  th e  developm ent o f  th e  c l a s s  and o f  in d i v id 

u a ls  in  th e  c l a s s .  The p u p i l s  had become dependen t and w ere l o s t  when 

g iv e n  freedom  to  use t h e i r  own le a rn in g  and o r g a n is a t io n  o f  le a r n in g .  

Each o f  th e  te a c h e r s  in  my group ag re e d  t h a t  e d u c a tio n  sh o u ld  aim a t  

c r e a t in g  a d eg ree  o f  autonomy, o r  s e l f - d i r e c t e d  le a rn in g  and r e g r e t t e d  

t h a t  in  t h a t  sc h o o l a l l  th e  o r g a n is a t io n  was tow ards te a c h e r  

dom inated  le a r n in g .  The v a lu e s  in  th e  sc h o o l w ere such  t h a t  th e  

m ost approved  te a c h e r  b e h a v io u r  was t h a t  w hich c r e a te d  t h i s  dependence 

(a dependence w hich depended i t s e l f  on te a c h e r  p re se n c e  and dom ination) 

The c r i t i c a l  f ig u r e s  in  t h i s  dependence c r e a t io n  w ere th e  S e n io r  

M is tre s s  and a newly a p p o in te d  (male) Deputy Head (a second  Deputy 

(male) had been a p p o in te d  o n ly  t h a t  te rm ) . B u t, o f  c o u rs e , t h i s  

was a ls o  my p r e f e r r e d  i n t e r p r e t a t i o n  and no doub t I  p e rsu a d e d  th e  

te a c h e r s  to  a c c e p t i t .
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But p ro b a b ly  th e  g r e a t e r  s ig n i f i c a n c e  was t h a t  I  had ex p e rien ced  

one m a n if e s ta t io n  o f  th e  g e n e ra l s t a t e  o f  dependency in  th e  sc h o o l.

A sch o o l ta k e s  many y e a rs  to  d ev e lo p  and th e  Deanes School was 

o n ly  in  i t s  s ix th  je a r  -  t h a t  i s ,  th e  f i r s t  in ta k e  had j u s t  l e f t  and 

f o r  o n ly  th e  second y e a r  d id  th e  sch o o l have i t s  f u l l  complement 

o f  i t s  p u p i l s .  I t  was s t i l l  in  a s t a t e  o f  fo rm a tio n  and th e  

d is c o v e ry  o f  v a lu e s  r a th e r  th a n  th e  c o n s o l id a t io n  o f  v a lu e s .  

C o n s o lid a tio n  would depend on th e  s t a b i l i t y  and perm anence o f  

te a c h in g  s t a f f  and a l r e a d y  th e r e  had been one v e ry  s i g n i f i c a n t  

change in  th e  r e s ig n a t io n  o f  th e  d ep u ty  h ead . I t  was, in  my v iew , 

th e  d ep u ty  who was th e  id e a s  man, th e  id e o lo g i s t ,  th e  t h e o r e t i c i a n ,  

and he worked w e ll w ith  th e  head who saw h im se lf  much more 

m a n a g e r ia l ly .  They w ere a good team w ith  th e  s e n io r  m is t r e s s  as 

l i t t l e  more th a n  th e  " s t a tu t o r y  woman". E d u c a tio n a l v a lu e s  and 

p r a c t i c e s  were s t i l l  in  a s t a t e  o f  f lu x  and I  r e p re s e n te d  e i t h e r  

a c h a l le n g e  to  th e  s e c u r i t y  everyone f e l t  in  need o f  o r  a su p p o r t 

f o r  th e  k in d s  o f  changes some p e o p le  w anted . Or even a m ix tu re  o f  

b o th .

A lthough  th e r e  was th e  c o n v e n tio n a l e x c ite m e n t a b o u t a new schoo l 

fo r  th e  te a c h e r s  and th e  u s u a l  d e b a te  and i n t e r e s t  in  d e v e lo p in g  a 

'g o o d ' s c h o o l, much o f  t h i s  d e b a te  and d is c u s s io n  was s u p e r f i c i a l  -  

a s  i t  u s u a l ly  i s .  The sch o o l had ex p e rie n c e d  no c o n tro v a c ie s  o r 

c o n f l i c t s  over id e o lo g y , p r a c t i c e  o r  v a lu e s  and a s  a consequence 

th e r e  w as, o r  so  i t  seemed to  me, a g e n e ra l  a tm osphere  o f  puzzlem en t 

and re m o te n e ss . P eop le  p o in te d  to  a s  's u c c e s s e s ' b e h a v io u rs  t h a t  I 

f e l t  were q u i t e  norm al and to  be ex p ec ted  and th e r e  was som ething 

o f a grow ing a l i e n a t io n  w ith  g u i l t  f e e l in g s  abou t b e in g  d i s lo y a l  to  

a  new and l i k e a b le  (b u t n o t dynamic H ead). I t  seemed a s  i f  te a c h e r s  

w ere j u s t  a llo w in g  th e  sch o o l to  happen, r a t h e r  th a n  b e in g  p e r s o n a l ly  

in v o lv e d  and d e d ic a te d  to  b u i ld in g  a c r e a t iv e  and p u rp o se fu l
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i n s t i t u t i o n .  I t  la ck ed  th e  q u a l i t i e s  o f  c o n f l i c t  and r e s o lu t io n  

w hich I  b e l ie v e  to  be n e c e s s a ry  to  a s u p p o r tiv e  i n s t i t u t i o n .

B ecause te a c h e r s  accommodated to  one a n o th e r  and co u ld  n o t seek  

more o p e n ly  p e rs o n a l s a t i s f a c t i o n ,  th e  g e n e ra l l e v e l  o f  s a t i s 

f a c t io n  was low . The s i t u a t i o n  co u ld  n o t change u n t i l  a c a t a l y s t  

o r  f a c i l i t a t o r  c o u ld  open th e  c l im a te  to  e x p lo r in g  p e rs o n a l needs 

and p e rc e p t io n s  o f  n e e d s . The r e s e a r c h  f in d in g s  app ea r to  co n firm  

t h i s ,  among o th e r  th in g s .

As I  have s a id ,  p a r t  o f  th e  m ethodology o f  th e  e v a lu a t io n  r e s e a r c h  

on th e  sch o o l had in v o lv ed  a sk in g  th e  Head and D e p u tie s  to  comment 

upon my comments and in  th e  p u b lish e d  r e p o r t  th e  S en io r  M is tre s s  

had made h e r c o n t r ib u t io n .  The Head o f  a n o th e r  sch o o l who had no 

knowledge o f  th e  re s e a rc h e d  schoo l w hatever re a d  th e  r e p o r t  and 

among o th e r  comments made th e  c r y p t i c  comment "S en io r M is t r e s s ' 

comment -  p e rh a p s  t h i s  i s  th e  so u rce  o f  th e  problem " (sc  th e  

g e n e r a l ly  u n e x c i t in g  view  o f  th e  sch o o l p re s e n te d  in  th e  r e p o r t ) . 

The S en io r M is tr e s s  i s ,  in  f a c t ,  somewhat o ld  fa s h io n e d , a ' t y p i c a l '  

form er PE te a c h e r ,  te n d in g  tow ards a u th o r i ta r i a n is m ,  c o n v e n tio n a l 

and somewhat r i g i d  in  h e r v iew s. My g u ess  i s  t h a t  she i s  th e  

c r i t i c a l  f a c t o r  in  th e  developm ent o f  th e  schoo l tow ards i t s  

g e n e ra l le th a r g y  and la c k  o f  p u rp o se  and dynamism. The r e a l l y  

i n t e r e s t i n g  f a c t o r  a b o u t th e  s i t u a t i o n  i s  t h a t  one comes to  a view  

o f  th e  sch o o l o n ly  by a number o f  d i f f e r e n t  e x p e r ie n c e s  and i n t e r 

v e n t io n s .  Most im p o r ta n t o f  a l l  i s  th e  dynamic e x p lo ra t io n  o f  th e  

s i t u a t i o n  in  a v a r i e t y  o f  ways, a l l  o f  w hich depend f o r  i n t e r 

p r e t a t i o n  and u n d e rs ta n d in g  on tiie q u a l i t y  o f  my own s u b je c t iv e  

e x p e r ie n c e . No s in g le  ap p ro ach  g iv e s  me enough d a ta  to  com ple te  an 

a n a ly s i s  b u t I  a lw ays r e a c t  on th e  b a s is  o f  my in t e r p r e te d  

e x p e rie n c e  such a s  i t  i s .  Whenever th e  Head and I  m eet and t a l k
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a b o u t th e  sch o o l as  we f r e q u e n t ly  do , we a r e  each t a lk in g  abou t 

a q u i te  d i f f e r e n t  p la c e .  Y et we manage to  spend h o u rs  on end 

t a lk in g  a b o u t i t .

The School e v a lu a t io n  l e f t  me f e e l in g  v e ry  d i s s a t i s f i e d .  I  had 

c o l l e c t e d  d a ta  and c o u ld  make some use  o f  i t .  I  co u ld  p u b lis h  i t  

in  v a r io u s  forras^ so  t h a t  i t  became a c c e p ta b le  and g a in e d  th e  

a u t h o r i ty  o f  p r i n t .  I  was amused a t  th e  id e a  t h a t  my re s e a r c h  

c o u ld  become one o f  th o s e  e x p lo ra t iv e  p ie c e s  o f  t e n t a t i v e  r e s e a rc h  

t h a t  g e ts  in to  th e  l i t e r a t u r e  s im ply  by b e in g  one o f  a sm all 

number. I  was s e a rc h in g  fo r  a ’v a l i d '  means o f  i n t e r p r e t a t i n g  

d a ta  and p o s s ib ly  a m ethodology t h a t  woyild l i n k  c o l l e c t i o n  w ith  

i n t e r p r e t a t i o n .  But i t  became c l e a r  t h a t  th e  s e a rc h  fo r  a 

m ethodology was a r e s e a r c h  p r o je c t  in  i t s e l f  and co u ld  never 

f i n i s h .  New parad igm s fo r  r e s e a r c h  were open ing  up r a p id l y  -  th e  

in a u g u ra tio n  o f  th e  New Paradigm  R esea rch  Group was a s i g n i f i c a n t  

e v e n t  ̂ -  and new ap p ro ach es  ap peared  to  be le a p  fro g g in g  a t  an 

a c c e le r a t in g  r a t e .  T here was an a d d i t io n a l  dan g er t h a t  some o f  

th e  'new ' ap p ro ach es would be l i t t l e  more th a n  f a s h io n a b le  fa d s  

and games r a th e r  th a n  p e n e t r a t in g  modes o f  a n a ly s i s  and I  was 

an x io u s  n o t to  g e t  c a u g h t in  a r e s e a r c h e r 's  r a t  r a c e .

D uring  t h i s  p e r io d  I  was engaged in  a good d e a l  o f  t r a i n i n g  and 

c o n su lta n c y  in  e d u c a tio n a l  i n s t i t u t i o n s  w hich I  view ed v e ry  much 

a s  a ' t e a c h in g ' r a t h e r  th a n  r e s e a r c h  a c t i v i t y .  A lthough  I  was much 

in v o lv e d  a t  a d eep  p e rs o n a l  l e v e l  w ith  many p e o p le  in  th e  i n s t i t u t i o n s ,  

somehow I  c o u ld  n o t see  t h i s  a s  'o r g a n is e d ' and w e ll r e g u la te d  

r e s e a r c h .  I  had s tro n g  f e e l in g s  t h a t  r e s e a r c h  o u g h t to  be ' s c i e n t i f i c '  

even i f  I  had even s tr o n g e r  m isg iv in g s . I  was th u s  u n w ill in g  to

 ̂ TES, 2 6 .8 .7 7 . P sychology  Today, Septem ber 1976. B u l l e t i n  o f  
The B r i t i s h  P sy c h o lo g ic a l S o c ie ty  31 (1978) p p .229-230.

 ̂ New Paradigm  R esea rc h  Group, C e n tre  fo r  th e  S tudy  o f  O rg an is 
a t i o n a l  Change and D evelopm ent, U n iv e r s i ty  o f  B a th , N e w sle tte r  
is s u e d  from O ctober 1977.
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th in k  o f  my work a s  r e s e a r c h  even though  an in c re a s in g  amount o f  my 

w r i t in g  was based  on e x p e r ie n c e . In  A p r il  1978 I  was in v i te d  to  make 

a sem inar p r e s e n ta t io n  a t  th e  annual c o n fe re n c e  o f  th e  A s s o c ia tio n  

o f  T each ers  o f  Management in  O rg a n is a tio n  D evelopm ent in  E d u ca tio n .

I  gave a c c o u n ts  o f  two p r o j e c t s ,  one on s t a f f  c o u n s e l l in g  a t  th e  

N orth  E a s t London P o ly te c h n ic  and one o f  th e  B ro o k f ie ld  School p r o j e c t .  

I  d e s c r ib e d  how th e  B ro o k f ie ld  School p r o je c t  was b e in g  w r i t t e n  up 

and found t h a t  th e  sem inar members co n tin u ed  to  r e f e r  to  my p r o j e c t  

a s  " r e s e a r c h " .  I  th e n  r e a l i s e d  a lm o s t u n w it t in g ly  I  was a c t u a l l y  

engaged on a p ie c e  o f  r e s e a r c h  a f t e r  a l l .  So p e r s i s t e n t  was my b e l i e f  

t h a t  a c a d e m ic a lly  c r e d ib le  r e s e a r c h  can  o n ly  be in  th e  form o f  a 

c a r e f u l l y  c o n s tru c te d  r e s e a r c h  programme w e ll d es ig n ed  b e fo re  i t  i s  

commenced t h a t  I  was u n a b le  to  p e rc e iv e  t h a t  th e re  a r e  o th e r  and 

p e rh a p s  more ' r e a l '  form s o f  r e s e a r c h .  In deed , i t  may w e ll be 

argued  t h a t  an a cc o u n t o f  what one i s  in v o lv ed  in  may be a t  l e a s t  

a s  (and even more so) l e g i t im a te  a s  c o n v e n tio n a l r e s e a r c h .  In  f a c t ,

I  had n o t ta k e n  enough n o t ic e  o f  some m ajor exam ples o f  b io g ra p h ic a l  

r e s e a r c h  w hich were w ell-know n to  me ^ , were c a te g o r is e d  a s  form s o f  

p a r t i c i p a n t  o b s e rv a t io n  b u t  were in  f a c t  much more s u b je c t iv e  and 

a u to b io g ra p h ic a l  th a n  was g e n e ra l ly  a d m itte d , even by th e  a u th o rs .

However, what I  was in v o lv ed  in  was a good d e a l  more th a n  c o n v e n tio n a l

p a r t i c i p a n t  o b s e rv a t io n  and a c t io n  r e s e a r c h .  One o f  th e  m ost im p o rta n t 

e lem en ts  in  my own 'r e s e a r c h ' was th e  s ig n i f ic a n c e  o f  m y se lf and my 

p e r s o n a l i t y .  R a th e r th a n  t r y in g  n o t to  be a d is tu r b in g  e lem en t in  my 

r e s e a r c h  -  an unobserved  o b s e rv e r  -  I  was th e  m ost im p o rta n t f a c t o r  in  

my w ork. I  was c r e a t in g  i t  and in t e r p r e t i n g  i t ,  I  was an in t e g r a l  p a r t  

o f  th e  dynam ics. In  th e  sch o o l e v a lu a t io n  I  was m y se lf  t r y in g  to  be 

m y se lf  and in  th e  g roups I  s u b se q u e n tly  le d  in  th e  sch o o l and i t  was 

my own in f lu e n c e  w hich was a m ajor c r i t i c a l  f a c t o r .  Even a s  I d ev e lo p ed

 ̂ For exam ple, W.F. Whyte (1955) " S t r e e t  C orner S o c ie ty " .
James P a t r i c k  (1975) "A Glasgow Gang O bserved".
E l iz a b e th  R ich ard so n  (1973), The T each er, th e  S ch o o ls  and

and Task o f  Management.
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my th e o r i e s  o f  e d u c a tio n a l  change and in t e r n a l i s e d  them so I  made 

th e  d e s c r ip t io n s  and a n a ly s i s  f i t  th e  s i t u a t i o n  a s  I s h a l l  s h o r t ly  

i l l u s t r a t e .  Looking back ov er my a c t i v i t y  a s  a te a c h e r  who had 

to  o v e rse e  'r e s e a r c h ' by u n iv e r s i ty  and p o ly te c h n ic  s tu d e n ts ,

I  became aw are how im p o rta n t th e  p e r s o n a l i ty  and p e rs o n a l  

d i s p o s i t i o n  o f  them had been th e  key  f a c to r  in  t h e i r  r e s e a r c h  

c h o ic e s .  S tu d e n ts  who had been c a p t iv a te d  by my app ro ach  to  

o r g a n is a t io n  th e o ry  n e v e r th e le s s  chose to  do t h e i r  r e s e a r c h  p r o je c t s  

in  t h e i r  own way. Some chose  a h i s t o r i c a l  p e r s p e c t iv e ,  some a 

l i t e r a r y ;  some u sed  r e s e a r c h  in s tru m e n ts  and some used  t r a d i t i o n a l  

q u a n t i t a t i v e  m ethods. But a l l  chose  to  'do r e s e a r c h ' in  a way t h a t  

was e n t i r e l y  co m p a tib le  w ith  t h e i r  t r a i n i n g ,  d i s p o s i t i o n  and 

p e r s o n a l i t y .  I f  th e y  were a c c e p ta b le  to  me, t h e r e  was no re a so n  

why I  shou ld  n o t  be a c c e p ta b le  to  o th e r s  -  a l l  o f  u s  d o in g  o u r 

'own th i n g ' in  o u r own way and t h a t  b e in g  th e  m ost c r i t i c a l  f a c t o r  

in  th e  s ig n i f i c a n c e  o f  th e  r e s e a r c h  and b e in g  th e  o v e r r id in g  f a c to r  

in  any e v a lu a t io n  o f  th e  r e s e a r c h .  For f a r  to o  lo n g , to o  many o f  u s  

have t r i e d  to  engage in  r e s e a r c h  which i s  a c c e p ta b le  on c e r t a i n  

c r i t e r i a  o n ly  -  th e  so c a l le d  s c i e n t i f i c  s c h o o l. But th e  r e a l i t y  i s  

t h a t  fo r  r e s e a r c h  to  be 'u s e f u l '  i t  has to  be a c c e p ta b le  to  o th e r  

p e o p le  on o th e r  c r i t e r i a .  The p e o p le  w ith  whom I  was w orking -  th e  

p e o p le  who were in  tu n e  w ith  my way o f  th in k in g  and d o in g  th in g s  -  

d id  n o t w ant th e  q u a n t i t a t i v e  s t y l e .  A t th e  ATM sem inar i t  was p u t 

to  me t h a t  i t  would be q u i t e  in a p p ro p r ia te  f o r  me to  t r y  to  p u t  th e  

B ro o k f ie ld  School d a ta  in to  an  o b je c t iv e  form b ecau se  th e  g r e a t e s t  

u s e fu ln e s s  was fe e d in g  back  th e  d a ta  c o l le c t e d  a lo n g  w ith  a l l  o u r 

p e r c e p t io n s  o f  i t  to  a s  many o f  th o se  in v o lv ed  in  th e  schoo l a s  

r e q u ire d  i t .  In d eed , a s  I  examined the re sp o n s e s  ab o u t th e  e f f e c t  

o f  th e  OD Groups in  th e  School I  r e a l i s e d  t h a t  p e o p le  were each  

g iv in g  me a ' s l i c e '  o f  t h e i r  r e a c t io n s ,  th e  s l i c e  t h a t  had m ost 

s ig n i f i c a n c e  and m eaning a t  th e  tim e . A s ta n d a rd  in s tru m e n t may
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c o l l e c t  d a ta  (re sp o n ses) on th e  same s l i c e  b u t  t h a t  s l i c e  h as  q u i t e  

d i f f e r e n t  s ig n i f i c a n c e  f o r  each  re sp o n d e n t. The one th in g  I  d id  n o t 

w ant -  in  l i n e  w ith  my own d is p o s i t io n  tow ards o r g a n is a t io n a l  

b e h a v io u r  -  was in fo rm a tio n  on th e  same s l i c e .

The f i n a l  r e s o lu t io n  ab o u t a r e s e a rc h  te ch n o lo g y  came from an American 

U n iv e r s i ty  c o lle a g u e  who s u g g e s te d  t h a t  f o r  me, p e rh ap s  th e  m ost 

im p o r ta n t c o n t r ib u t io n  I  c o u ld  make in  a s tu d y  o f  t h i s  k in d  was to  

c o l l e c t  my v a r io u s  p a p e rs  to g e th e r ,  p u b lish e d  and u n p u b lish e d , in  

some c o h e re n t and o rd e re d  form and p r e s e n t  t h a t  f o r  e v a lu a t io n  as 

th e  r e s e a rc h  a c t i v i t y ,  an e v e n t te rm in a te d  in  tim e r a th e r  th a n  

c o n te n t;  ongoing  r a th e r  th a n  f i n i t e .  T h is w ould be q u i t e  c o n s i s t e n t  

w ith  an approach  to  r e s e a rc h  t h a t  I  was de f a c to  d ev e lo p in g  -  t h a t  I  

sh o u ld  p r e s e n t  my f in d in g s  and e v a lu a t io n  f o r  f u r th e r  e v a lu a t io n  by 

o th e r s  in v o lv e d  in  th e  p r o j e c t  and re a d e rs  th em se lv es  as  th e y  so 

w ished . I  d id  j u s t  t h a t  w ith  th e  School E v a lu a tio n  when I  in c lu d e d  

a l l  th e  r e le v a n t  p a p e rs  t h a t  I  had w r i t t e n  and th e  comments o f  some 

members o f  th e  s c h o o l who commented on my e v a lu a t io n  and i t  was o f  

th e  e sse n c e  o f  th e  B ro o k f ie ld  P r o je c t .  In  f a c t  t h i s  h a s  become 

common p r a c t i c e  f o r  me in  v a r io u s  p ie c e s  o f  r e s e a r c h .  I  l i k e  to  

r e f l e c t  on th é  s i t u a t i o n ,  w r i te  up my id e a s ,  a n a ly s is  and some th e o ry  

p a p e rs  and th e n  fe e d  them back  f o r  comment and amendment. I  now f in d  

t h a t  I  a u to m a tic a l ly  work i n  t h i s  way and a  new p r o j e c t  -  a ca se  s tu d y  

i s  em erging t h a t  h as  begun to  form  up in  t h i s  way.

I  can g iv e  a t  t h i s  ju n c tu r e  an exam ple o f  how th e  th e o r i e s  t h a t  one 

has ab o u t o rg a n is a t io n s  and o r g a n is a t io n a l  b e h a v io u r  a re  th e  m ajo r 

(perhaps th e  on ly ) in f lu e n c e  n o t j u s t  on any r e s e a rc h  d e s ig n  t h a t  one 

m igh t ad o p t b u t  on th e  i n t e r p r e t a t i o n  o f  a s i t u a t i o n .  In  my own m ind, 

much o f  th e  work I  have been  do ing  o v e r th e  l a s t  e ig h t  y e a rs  i s  o f
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th e  same k in d . I  have been  t r y in g  to  u n d e rs ta n d  how o r g a n is a t io n s  

f u n c t io n ,  w hat goes on in  them , how ve may b e t t e r  cope w ith  o rg a n is a 

t i o n s .  T here i s  a lo n g  way to  go and I  s h a l l  n ev e r f i n i s h  b u t from  

tim e to  tim e  I  need  to  ta k e  s to c k  and th e n , p e rh a p s , I  change d i r e c 

t i o n  s l i g h t l y .  In  my mind I  c a r ry  a th e o ry  o f  o r g a n is a t io n a l  d ev e lo p 

ment w hich I  t r y  to  u n d e rs ta n d  and r e f in e .  May be i t  a l re a d y  e x i s t s  

and I  am engaged  in  d is c o v e r in g  i t ;  o r  (more l i k e ly ! )  i t  d o e s n 't  y e t  

e x i s t  and I  am c r e a t in g  i t .  At any r a t e ,  i t  i s  f o r  me a l l - p e r v a s iv e  

and I  f in d  m y se lf  i n t e r p r e t i n g  a l l  o r g a n is a t io n a l  b e h a v io u r in  te rm s 

o f  my th e o ry .  My w hole p r o f e s s io n a l  l i f e  has become an e x p lo ra t io n  

o f  o r g a n is a t io n s  and th e  b e h a v io u r o f  p eo p le  in  o r g a n is a t io n s  and I  

use OD s t r a t e g i e s  c o n t in u a l ly  in  a l l  my r e la t io n s h ip s  w ith  p r o f e s s io n a l  

c o l le a g u e s .  The a n a ly t ic  te c h n iq u e s  I  use  d e r iv e  from my s ty l e  a s  a 

T-Group t r a i n e r  and owe much to  G e s ta l t  p sy ch o lo g y . I  can i l l u s t r a t e  

t h i s .

P a r t  o f  t h i s  p e r s o n a l  l i f e - a c t i v i t y  h as  been to  s e t  up an o rg a n is a 

t i o n ,  th e  Network f o r  O rg a n is a tio n  Developm ent in  E d u ca tio n  which i s ,

I  am aw are, an a t te m p t to  p ro v id e  a le g i t im a te  v e h ic le  f o r  my p r o f e s 

s io n a l  a c t i v i t y ;  to  l e g i t im a te  my work and a c t i v i t y  in  my p o s t  o f  

em ploym ent. To t h i s  end , I  s t a r t e d  a jo u r n a l  and o rg a n is e d  a 

C onference to  lau n ch  th e  Netw ork. T h is was th e  N a tio n a l C onference 

on O rg a n is a tio n  D evelopm ent in  E d u ca tio n  h e ld  a t  L e ic e s te r  U n iv e r s i ty  

i n  A p r il  1978. I  had  had c o n s id e ra b le  e x p e rie n c e  o f  o rg a n is in g  

c o u rs e s  and c o n fe re n c e s  so th e  a c tu a l  o r g a n is a t io n ,  e s p e c i a l l y  s in c e  

th e  U n iv e r s i ty  S chool o f  E d u ca tio n  u n dertook  a l l  th e  a d m in is t r a t iv e  

c h o re s , was n o t d i f f i c u l t .  I  d e s ig n e d  a C onference t h a t  in  th e o ry  

would do e x a c t ly  w hat I w anted . In  th e  e v e n t i t  b o th  d id  and d id  

n o t .



-  39  -

F o r ty - s ix  p e o p le  a t te n d e d  th e  th re e -d a y  C onference o f  whom tw en ty - 

f iv e  knew me in  some way o r  a n o th e r .  The e v e n t became q u i t e

e x p lo s iv e ,  th e r e  was a p a la c e  r e v o lu t io n ;  th e r e  was much d i s -

: c r e d i t in g  o f  me and a l a t e r  r e c o n c i l i a t i o n ;  some p eo p le  were h u r t  

2ind o th e r s  d e l ig h te d ;  some th o u g h t th e  ev e n t a d i s a s t e r ,  o th e rs  a 

g r e a t  s u c c e s s . I t  was w hat one m ight hope fo r  in  a l i v e l y  co n fe ren c e  

th o u g h , f o r  v a r io u s  re a s o n s , tw e lv e  p eo p le  had l e f t  by th e  m orning 

o f  th e  l a s t  day. T hat some had in te n d e d  to  le a v e  a f t e r  two days 

(S a tu rd ay  and Sunday) was a key f a c to r  in  th e  dynam ics. The 

C onference became a p o l i t i c a l  and id e o lo g ic a l  e v e n t in  which is s u e s  

o f  pow er, a u th o r i ty  and c r e d i b i l i t y  were in te rw o v en  w ith  i s s u e s  o f  

v a lu e s ,  id e o lo g y  and modes o f  le a r n in g .  But th e  im p o r ta n t f a c t o r ,  

w hich I  w ish  to  c o n s id e r  h e r e ,  i s  t h a t  each  o f  us made an i n t e r 

p r e t a t i o n  o f  th e  C onference in  l i n e  w ith  ou r th e o r i e s  ab o u t w hat 

happens on c o n fe re n c e s . We a l l  saw th e  same e v e n t in  d i f f e r e n t  ways 

on a continuum  from v iew ing  th e  co n fe ren c e  as a p ie c e  o f  a d m in is tr a 

t i v e  e n g in e e r in g  to  a phenom eno log ical i n t e r p r e t a t i o n  o f  r e a l i t y .

I  u sed  a l l  my 'k now ledge ' o f  group and o r g a n is a t io n a l  dynam ics to  

e x p la in  to  my s a t i s f a c t i o n  what was happen ing  and a l s o  to  j u s t i f y  

my own b e h a v io u r  and r e a c t io n s .  N a tu ra l ly ,  th e  'b e s t '  co n fe ren c e  

members w ere th o se  who la r g e ly  sh a re d  my i n t e r p r e t a t i o n  a n d /o r  

p e r s p e c t iv e  and t h i s  was by no means everyone . My c la im  t h a t  some

p e o p le  w ere behav ing  p o l i t i c a l l y  was n o t u n d e rs to o d  by everyone and

some w ere t o t a l l y  u n ab le  to  a c c e p t my i n t e r p r e t a t i o n s  ab o u t th e  

p s y c h o lo g ic a l  p ro c e s s  ta k in g  p la c e .  The m ajor c r i s i s  was -  in  my 

view  -  when th e  le a d e r s h ip  was assumed w i l l in g ly  by a v i s i t i n g  American 

(a c lo s e  f r i e n d  o f  mine) b u t  he would n ev er a c c e p t t h a t  he h a d " w il l -  

in g ly " .  My e v a lu a t io n .  " W ilfu lly "  m igh t be a b e t t e r  word b u t t h a t  was 

n o t  my p e r c e p t io n .  He co n tin u e d  to  c la im  t h a t  t h i s  in te r v e n t io n  was 

"n e c e s sa ry "  fo r  th e  good o f  th e  c o n fe re n c e  members and d e l i b e r a t e l y  

assumed le a d e r s h ip  in  o rd e r  to  o f f e r  h i s  view  o f  OD as  a b e t t e r  

a l t e r n a t i v e  to  m ine. The p o in t  I  make, o f  c o u rgo
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i s  t h a t  i t  i s  v e ry  d i f f i c u l t  to  o b ta in  ag reem en t in  o rg a n is a t io n s  

upon w hat 'a c t u a l l y '  happened and w hat p eo p le  a c t  on i s  alw ays t h e i r  

own i n t e r p r e t a t i o n  o f  e v e n ts ,  and th e  one t h a t  i s  m ost a c c e p ta b le  

(though  n o t  n e c e s s a r i ly  th e  m ost co m fo rtab le ) t o  them . In  t h i s  case  

some p e o p le  were t o t a l l y  unab le  to  s e e ,  l e t  a lo n e  u n d e rs ta n d , th e  

i n t e r p r e t a t i o n s  o f  o th e r s  y e t  everyone a c te d  a c c o rd in g  h i s  own u nder

s ta n d in g .  F u rth e rm o re , f o r  me th e  whole c o n fe re n c e  f u l f i l l e d  a l l  

my t h e o r e t i c a l  i n t e r p r e t a t i o n s  ab o u t how o r g a n is a t io n s  behave and 

f i t s  a p a t t e r n  w hich I  have w r i t t e n  ab o u t -  b u t one academ ic th e r e  

even d e n ie d  t h a t  th e  co n fe ren c e  was "an o r g a n is a t io n " .  So i t  

would seem th a t  we o n ly  u n d e rs ta n d  o rg a n is a t io n s  in  term s o f  o u r  own 

in t e r n a l i s e d  m odels, in  th e  w h ite  h e a t  o f  m embership we f in d  i t  v e ry  

d i f f i c u l t  to  accommodate o th e r  v iew s, and e n r ic h e d  le a rn in g  o n ly  comes 

by r e f l e c t i o n  a f t e r  th e  e v e n t when we r e - i n t e r p r e t  th e  i n t e r p r e t a 

t i o n s  o f  o th e r s .  As a r e a l  e v e n t th e  OD C onference e x i s t s  now o n ly  

in  th e  memories o f  co n fe ren c e  members and i t  would be h a rd  to  p ic k  

up i n t e r p r e t a t i o n s  o f  w hat d id  happen becau se  i t  h a s  p a s se d  in t o  th e  

s to ra g e  system s o f  p e r s i s t e n t ,  id io s y n c r a t i c  and p e c u l i a r  p e r s o n a l  

p e r s p e c t iv e s .

I t  was som ething  o f  a s u r p r i s e  t h a t  I  had  been engaged in  r e s e a r c h  

a l l  a lo n g . I  th in k  th e  f a c t o r  t h a t  m ost in f lu e n c e d  me was my own 

f e e l in g s  o f  inadeq u acy  and academ ic i n f e r i o r i t y .  The academ ic w orld  

can ap p ea r v e ry  c o m p e tit iv e  and i s  c e r t a in l y  h ig h ly  e l i t i s t .  D o c to ra te s  

a re  h ig h ly  p r iz e d  cind th e r e  a re  a l o t  o f  myths around  th e  l e v e l  o f  

i n t e l l e c t u a l  a t ta in m e n t th e y  r e p r e s e n t .  One m ust be v e ry  c a u t io u s  

in d e e d  ab o u t commenting on PhD s t a t u s  l e s t  one i s  accu sed  o f  envy o r  

je a lo u s y .  W hile th e  f r e q u e n t  c la im  i s  t h a t  a PhD i s  awarded a s  a 

r e s u l t  o f  o r i g i n a l  work, PhD 's ap p e a r to  be h ig h ly  n o rm ativ e  and th e
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p ro c e s s  o f  aw ard ing  one, by means o f  a v iv a  voce ex am in a tio n  i s  

p e rh a p s  th e  m ost n o rm ativ e  s i t u a t i o n  o f  a l l .  I  b e l ie v e  th e r e  i s  a 

r e a l  sen se  in  w hich many academ ics f e e l  la c k in g  o r  i n f e r i o r  a g a in s t  

c o l le a g u e s  w ith  d o c to ra te s  and t h i s  i s  e s p e c i a l l y  so when one works 

i n  N orth  Am erica as I  do from tim e to  tim e . So in  a way one o f  th e  

p rob lem s t h a t  I  had in  t h i s  r e s e a rc h  was t h a t  I  was lo o k in g  f o r  some

th in g  s p e c i a l ,  a lm o st beyond by a b i l i t y  as  a t e s t  o f  my i n t e l l i g e n c e .  

Such a view  i s  q u i t e  wrong. There can be no o r i g i n a l i t y  when one i s  

o n ly  t r y in g  to  im i ta te  (though some p e o p le  may su rp a s s  th o s e  whom 

th e y  i m i t a t e ) . True o r i g i n a l i t y  can come o n ly  o u t o f  th e  d ev e lo p 

ment o f  w hat i s  n a t u r a l  and p e r s o n a l  and f o r  me to  do any r e s e a rc h  

t h a t  i s  w o rth w h ile  i t  m ust be developm ent o f  w hat I  do , even i f  i t  i s  

a l s o  a developm ent o f  l a t e n t  a b i l i t i e s .  The work, th e n ,  t h a t  I  seem 

to  do b e s t  i s  in  r e l a t i o n  to  o th e r  p eo p le  and h e lp in g  them to  u n d e r

s ta n d  th em se lv es  in  t h e i r  jo b s  and in  t h e i r  o r g a n is a t io n s .  For a 

lo n g  tim e I  c a s t  ab o u t t r y in g  to  f in d  a r e s e a rc h  p o p u la tio n  on whom 

I  co u ld  do a t r a d i t i o n a l  and c o n v e n tio n a l s tu d y . But t h i s  i s  n o t  my 

way; I  do n o t  fu n c t io n  as a  p e rso n  in  t h a t  way. Even when th e  

B ro o k f ie ld  Schoo l p r o j e c t  came a lo n g  I  d id  n o t  re c o g n ise  i t  as 

r e le v a n t  to  my r e s e a rc h  s tu d y  p e rh ap s  because I  was u n d e rv a lu in g  

m y se lf  and th e r e f o r e  d is c o u n tin g  an y th in g  t h a t  I  sh o u ld  th in k  o f  in  

p re fe re n c e  f o r  someone e l s e ' s  d e s ig n . But th e  B ro o k f ie ld  School 

p r o j e c t  has  been  c r i t i c a l  to  my developm ent o f  an u n d e rs ta n d in g  o f  

r e s e a r c h  and th e  d ev e lo p in g  o f  a r e s e a rc h  m ethodology.

In  th e  B ro o k f ie ld  p r o j e c t ,  I  had a p o t e n t i a l  mass o f  d a ta  to  be 

drawn from an e x c e p t io n a l ly  r i c h  m ine. I  was v e ry  much a p a r t  o f  

an ongoing  drama w ith  in fo rm a tio n  h u r t l i n g  a t  me from a l l  d i r e c t i o n s  - 

b u t  th e re  w ere no means f o r  a d e q u a te ly  h a n d lin g  i t .  F o r one th in g .



—  42  —

I  was l i v in g  a lo n g  way (5 h o u rs  jo u rn ey ) from th e  sc h o o l and in  

th e  c o m p lic a te d  p o s i t io n  o f  c o n s u l ta n t ,  c o u n s e l lo r  and c o n f id a n t .  

E ven ts  o c c u r re d  in  such  a manner t h a t  th e re  was no way o f  r e c a p tu r in g  

. them and even e v e n ts  w hich I  th o u g h t I  u n d e rs to o d  tu rn e d  o u t to  be 

s u b s t a n t i a l l y  d i f f e r e n t  in  th e  l i g h t  o f  su b se q u en t e v id e n c e . I  was 

p r iv y  to  some o f  th e  m ost p e r s o n a l  and in t im a te  in fo rm a tio n  -  in fo rm a

t io n  a b s o lu te ly  c r i t i c a l  to  an u n d e rs ta n d in g  o f  what was go ing  on 

y e t  o f  such  a n a tu re  t h a t  i t  h as  s t i l l  to  rem ain c o n f id e n t i a l .  But 

i t  was q u i t e  c l e a r  t h a t  any t r a d i t i o n a l  r e s e a rc h  would be t r i v i a l  

in  th e  l i g h t  n o t  o n ly  o f  w hat I  knew b u t o f  what co n tin u e d  to  be 

r e v e a le d  to  me. I t  was my e x p e rie n c e  a t  B ro o k f ie ld  t h a t  p e rsu ad ed  

me o f  th e  sh a llo w n e ss  o f  so  much o r g a n is a t io n a l  r e s e a r c h .

Y et I  had some ! d a ta ' in  th e  form o f  w r i t t e n  view s ab o u t some p a r t s  

o f  th e  c o n s u l t a t io n .  Much o f  t h i s  was r e v is e d  su b se q u e n tly  as th e  

p r o j e c t  to o k  e f f e c t .  Much o f  th e  e a r l i e r  r e j e c t i o n  was abandonned as  

th o s e  w ith  d i f f i c u l t i e s  worked th ro u g h  them and th o se  who had  been  

'h u r t '  came to  u n d e rs ta n d  t h e i r  s i t u a t i o n s  and changed t h e i r  s ta n c e .

One o f  th e  m ost ' a n t i '  became a s t ro n g  and a c t iv e  s u p p o r te r .  Many o f  

th e  te a c h e r s  moved from dependency to  r e j e c t i o n  and re a c c e p ta n c e  on 

t h e i r  own te rm s -  a good number came on a g e n e ra l t r a i n i n g  programme 

I  was le a d in g  a y e a r  a f t e r  th e  l a s t  'g ro u p ' m eeting  in  th e  s c h o o l.

The o r i g i n a l  comments l i e  th e r e  un touched  becau se  a n a ly s i s  r e q u i r e s  

some com parison  w ith  su b se q u en t s ta n c e s  and r e v is e d  view s a lo n g s id e  

a v a r i e ty  o f  new e x p e r ie n c e s ,  a u to b io g ra p h ic a l  e x p e r ie n c e s .  Anyone 

re a d in g  th e  comments can id e n t i f y  th e  p e o p le  who w ro te  them by t h e i r  

s t y l e ,  t h e i r  comments, th e  p e r s o n a l  p e r s p e c t iv e  th e y  p r e s e n t .  The 

r e l i g io u s  ones a re  e a s i e s t  o f  a l l ;  th e  dilemmas a re  p r e d ic ta b l e ;  th e  

v ie w p o in ts  w e ll  r e h e a rs e d .  In  t a lk in g  to  some o f  th e  'a n t i s '  as I  

had o p p o r tu n i ty  t o ,  I  was a b le  to  u n ra v e l some o f  th e  th o u g h t p ro c e s s e s
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u s in g  my s k i l l s  a s  a t h e r a p i s t .  In  doing so  I  was u n co v erin g  th e  

m ajo r them es i n  an i n d i v i d u a l 's  l i f e  and u n ra v e l l in g  many ta n g le d  

s k e in s .  T h is  i s  th e  m ost hum bling a s p e c t  o f  th e  t h e r a p i s t ' s  jo b  b u t  

i t  made v e ry  c l e a r  how my c l i e n t s  p e rc e iv e d  t h e i r  w o rld . But my 

c l a r i t y  a b o u t i t  a l l  i s  n o t  t h e i r s . Most p eo p le  a re  co n fu sed  ab o u t 

th e ir  w o rld ; few see  th e  w orld  as an y th in g  th e y  c r e a te .

Y et as  I  t a lk e d  w ith  p e o p le , th e y  seemed a b le  to  u n d e rs ta n d  th in g s  

b e t t e r s  They seemed to  come to  see  more c l e a r ly  th ro u g h  th e  dark  

g la s s  and th e y  welcomed th e  e x p la n a tio n s  and my i n t e r p r e t a t i o n s .  For 

me t h i s  e x p e r ie n c e  o f  sh ed d in g  l i g h t  has been re p e a te d .  I  have been 

t o l d  t h a t  I  se e  th in g s  v e ry  c l e a r l y ,  can sum up a s i t u a t i o n  v ery  

q u ic k ly ,  can a n a ly se  a s i t u a t i o n  in  moments t h a t  o th e r s  ta k e  days 

o v e r , t h a t  I  can p ro v id e  a tu r n  o f  p h ra se  t h a t  c l a r i f i e s  y e a rs  o f  

muddled th in k in g .  Q u ite  p o s s ib ly  t h i s  i s  l i t t l e  more th a n  an 

e x p re s s io n  o f  dependency though  th o s e  who see  me in  t h i s  way do seem 

to  b e l ie v e  I  have s k i l l s  o f  t h i s  k in d . T hat i s  a t e r r i b l e  r e s p o n s i 

b i l i t y  b eca u se  i t  may mean t h a t  I  im pose, in  some way, my w orld  o n to  

o th e r  p e o p le . F o r I  know t h a t  my way i s  n o t th e  o n ly  way o f  s e e in g  

th e  w orld  y e t  f o r  many p e o p le  my i n t e r p r e t a t i o n  i s  h e ld  to  be b e t t e r  

th a n  t h e i r  own. N a tu ra l ly  I  am f l a t t e r e d  when t h i s  happens and th e y  

t e l l  me so . I  e n jo y  b e in g  God on o c c a s io n  b u t  in  th e  c a se  o f  th e  

B ro o k f ie ld  p r o j e c t  I  was th e  God who co u ld  g iv e  one a c c e p ta b le  e x p la n a 

t i o n  on one o c c a s io n  and an e q u a l ly  a c c e p ta b le  b u t  d i f f e r e n t  one on 

a n o th e r  o c c a s io n . In  th e  m eantim e, in fo rm a tio n  had  become a v a i la b le  

to  me w hich , had I  known i t ,  would have fo rc e d  me to  g iv e  a d i f f e r e n t  

i n t e r p r e t a t i o n  on th e  f i r s t  o c c a s io n . So my i n a b i l i t y  to  h an d le  th e  

B ro o k f ie ld  'd a t a '  in  th e  r e p o r t  "Working T o g e th er in  S choo l"  i s  n o t  

j u s t  r e lu c ta n c e  to  use  any p a r t i c u l a r  m ethod nor l a z in e s s  o r  f e a r  in
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u n d e r ta k in g  th e  .n e c e ssa ry  la b o u r ,  b u t  a s e a rc h in g  aw areness o f  th e  

d e f ic ie n c y  o f  th e  d a ta  i t s e l f  f o r  th e  k in d  o f  p u rp o ses  I  have -  

a c t u a l l y  u n d e rs ta n d in g  w hat happened , how i t  happened and why. I 

have a genu ine  f e e l in g  o f  b e in g  in c a p a c i ta te d  because  I  know th e re  i s  

more to  be r e v e a le d  th a n  i s  in  th e  a v a i la b le  d a ta .

J u s t  as  I  change, r e v is e  and p o l i s h  ray own acco u n ts  o f  e v e n ts  and 

on each  su b se q u en t re a d in g  add n o te s  and q u a l i f i c a t i o n s ,  so  do my 

B ro o k f ie ld  re sp o n d e n ts  r e v is e  and m odify t h e i r  comments. S e v e ra l o f  

them have in t im a te d  t h a t  I  sh o u ld  n o t  ta k e  t h e i r  re sp o n se s  to o  

s e r io u s ly  o r  t h a t  I  sh o u ld  ig n o re  them o r  th e y  say  t h a t  th e y  have 

q u i t e  a d i f f e r e n t  view  now. C e r ta in ly ,  everyone h as  moved on from 

th e n  and th e  B ro o k f ie ld  s to r y  i s  w hat i t  i s  a t  th e  p r e s e n t  tim e . The 

a n a ly s i s  o f  th e  r e p l i e s  does n o t  even have much h i s t o r i c a l  re le v a n c e  

though  I  can use th e  B ro o k f ie ld  e x p e rie n c e  as  a model f o r  f u tu r e  

c o n su lta n c y  program m es. And in d e ed  t h i s  i s  e x a c t ly  w hat I have done 

in  n e g o t ia t in g  some new c o n t r a c ts  in  H u d d e rs f ie ld .  From th e  B ro o k f ie ld  

p r o j e c t  I  have g a th e re d  su p p o r t fo r  my view  o f  th e  r o l l i n g  c o n t r a c t  

w hich i s  p a r t i c u l a r l y  a p p ro p r ia te  to  me a s  a c o n s u l ta n t  r e s t r a i n e d  in  

te rm s o f  a v a i l a b i l i t y  by a f u l l - t im e  te a c h in g  jo b ;  I  have to  do my 

c o n s u lta n c y  in  th e  tim es  when my em ployers do n o t r e q u ir e  me. But 

th e  id e a  i s  r e a l i s t i c  on o th e r  c o u n ts . My m ajor a c t i v i t y  i s  a 

c o n s u l ta n t  in  an e d u c a tio n a l  i n s t i t u t i o n  where th e  members have th e  

same r e s t r a i n t s  as  I  do -  th e y  have a programme o f  te a c h in g / le c tu r in g  

t h a t  m ust have p r i o r i t y  and a re  a v a i la b le  f o r  c o n s u l ta t io n  o n ly  

i r r e g u l a r l y  and sp a sm o d ic a lly . A d d it io n a l ly  th e  n a tu re  o f  th e  

c o n s u lta n c y  ta s k  i s  to  h e lp  in  th e  ru n n in g  o f  th e  o r g a n is a t io n  b u t 

in  a form o f  a c t io n  r e s e a r c h .  The c l i e n t s  a re  b e in g  t r a i n e d  to  go and 

do a jo b  f o r  th e m se lv e s . The dependency i s s u e  i s  c r i t i c a l  f o r  -  as
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became e x c e e d in g ly  c l e a r  w ith  th e  H am pshire Heads p ro je c t^ . -  th e  

c l i e n t  has  g r e a t  d i f f i c u l t i e s  in  c ro s s in g  th e  a c tu a l  th r e s h o ld ;  

he w ants to  change h i s  b eh av io u r b u t  back in  th e  o r g a n is a t io n  he 

does n o t have th e  co u rag e , o r  th e  s e n se  o f  autonomy.

The in te n d e d  r e s e a rc h  d e s ig n  f o r  th e  B ro o k f ie ld  P r o je c t  was to  ask  

th e  q u e s t io n  ab o u t th e  e f f e c t  o f  th e  in t e r v e n t io n  -  th e  t r a i n i n g  week

ends -  a t  p e r io d s  o v e r tim e and compare th e  answ ers to  see  w hat 

changes had o c c u rre d . A lso , th e  whole "docum ent" was made a v a i la b le  

f o r  comment, and th e  re sp o n se s  to o  were to  be p a r t  o f  th e  f in d in g s .

In  c o n c e p tio n , a c o n s id e ra b le  amount o f  raw d a ta  would be a v a i l a b l e .

In  th e  e v e n t th e  re s e a rc h  (though n o t th e  p r o je c t )  shu d d ered  to  a 

h a l t  once th e  b o o k le t  was p re s e n te d  and one can o n ly  s p e c u la te  as 

to  why. C le a r ly  I  made some c l a s s i c  m is ta k e s  p e rh ap s  th e  m ost s e r io u s  

o f  w hich was to  co n fu se  r e s e a rc h  w ith  c o n s u lta n c y . The te a c h e r s  d id  

n o t  se e  me as a r e s e a r c h e r ;  on th e  c o n tra ry  f o r  th e  c a r in g ,  c o n f id e n 

t i a l  c o u n s e l lo r  to  be sud d en ly  r e v e a le d  a s  th e  r e s e a r c h e r  a f t e r  o n ly  

h i s  own i n t e r e s t  was a r e v e la t io n  f o r  w hich I  was bound to  be blam ed. 

The e r r o r  i s  so  obv ious t h a t  I  can n o t u n d e rs tan d  why I  made i t  -  

c l e a r ly  I  was v e ry  co n fu sed  o v er my r o le  and how p eo p le  u n d e rs to o d  

me b u t I  may a l s o  have been m a n ip u la tiv e  and underhand to  g a in  my 

own e n d s . P erhaps I  have a mean and underhand s t r e a k  and am a 

u n p r in c ip le d  h y p o c r i te .  I  w i l l  n o t  d is c o u n t t h a t .  B ut th e  n a t u r a l  

s u s p ic io n s  o f  th e  te a c h e r s  ab o u t th e  Head as m a n ip u la to r  w ere a l s o  

co n firm ed  by p r o je c t io n .  A ll th e  a n x ie t ie s  ab o u t th e  p r o j e c t  and 

th e  q u e s t io n s  around  why th e  Head had i n i t i a t e d  th e  scheme came to  a 

c lim ax  and he to o ,  was re v e a le d  as th e  schem er some had  alw ays

A t r a i n i n g  programme f o r  a group o f  Ham pshire h eads a r i s i n g  
o u t o f  th e  B ro o k f ie ld  p r o j e c t .
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known him to  b e . I f  I  a d m itte d  a seco n d ary  and h id d en  agenda I  

w ould a ls o  expose th e  head . But a l l  t h i s  i s  p u re  s p e c u la t io n .  I  

b e l ie v e  my c o n fu s io n  a ro se  o u t o f  a w ish  to  be most h e lp f u l  and to  

do a "p ro p e r"  jo b . I  g e n u in e ly  w anted th e  whole p r o j e c t  to  be done 

in  th e  b e s t  way p o s s ib le .

F u rth e rm o re , th e  in fo rm a tio n  in  th e  r e p o r t  was p e r s o n a l  cind c o n f id e n 

t i a l .  R espondents f e l t  th e y  had been d e c e iv e d  in to  b e l ie v in g  t h a t  

t h e i r  r e p l i e s  would be t r e a t e d  anonym ously. My i n t e r p r e t a t i o n  o f  

anonym ity was no one e l s e ' s .  sp e c io u s  argum ents ab o u t n o t

w ah tin g  to  i n t e r f e r e  w ith  th e  d a ta  co u ld  h a rd ly  make sen se  to  in n o 

c e n t  and u n s o p h is t ic a te d  re sp o n d e n ts  who th em se lv es  were n o t  r e s e a r c h e r s  

and w ere n o t  a t  a l l  i n t e r e s t e d  in  " r e s e a rc h " .  Suddenly  th e y  saw th a t  

I  had  exposed  q u i t e  p e rs o n a l  and in t im a te  d e t a i l s  w rapped up in  a 

l o t  o f  t h e o r e t i c a l  ja rg o n ; and I  was th e  one who had  been so s e n s i t i v e ,  

u n d e rs ta n d in g  and d i s c r e e t  in  th e  e n c o u n te r  g ro u p s . My e x p e rie n c e  

e lsew h ere  ( i e ,  th e  E ssex  School E v a lu a tio n ) was t h a t  d a ta  in  any form 

fe d  back to  re sp o n d e n ts  and c l i e n t s  i s  an e x c e e d in g ly  s e n s i t i v e  i s s u e .  

Even raw s t a t i s t i c s  in  such  a c o n te x t  can c o n s t i t u t e  a t h r e a t  as  th e y  

d id  in  E ssex  b u t  th e  a c tu a l  words p eo p le  u sed  and p e r s o n a l  d a ta  

le a d in g  to  r e c o g n i t io n  even more so . Of c o u rs e ,  w hat seemed to  me to  

be s u b t ly  anonymous can n e v e r be so  to  p eo p le  who know one a n o th e r  as 

w e ll  a s  members o f  a sc h o o l s t a f f  do.

So fe e d in g  back in fo rm a tio n  was seen  by a lm o st everyone to  be a 

b e t r a y a l  by b o th  me and th e  h ead . On th e  o th e r  hand , th e  an g er was 

e v e n tu a l ly  overcome and th e  p r o j e c t  p ro ceed ed  in  i t s  own o rg a n ic  way.

I t  c o u ld  be arg u ed  t h a t  ex p o su re  o f  w hat were a f t e r  a l l  r e a l  and 

h o n e s t r e a c t io n s  h e lp ed  to  even up th e  v e ry  i s s u e s  th e  t r a i n i n g
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i t s e l f  was a im ing  to  do. However, I  s h a l l  n o t  so  a rgue  b ecau se  

th e r e  i s  no means o f  knowing. The feedback  was j u s t  one o f  th e  

v e ry  many r i s k s  we to o k . But th e  f a c t  t h a t  we re c e iv e d  enough 

: comment from some te a c h e r s  who a l l i e d  th e m se lv es  w ith  us in d ic a te s  

t h a t  a good d e a l o f  b u i ld in g  o f  good r e l a t i o n s  d id  happen .

The use  o f  th e  Head as in te rm e d ia ry  in  o b ta in in g  d a ta  and f e e d 

back  was an im p o rta n t d i s t i n c t i v e  f a c t o r .  I  was h an d in g  o v er to  him 

th e  r e s p o n s i b i l i t y  to  be s u r ro g a te  f o r  th e  r e s e a r c h e r  who was b e in g  

r e j e c t e d .  Y et he h im s e lf  was a ls o  s u s p e c t  and had  a w hole h o s t  o f  

r e l a t i o n a l  p roblem s t o  d e a l  w ith . I t  i s  bad  enough to  be Head and 

ask  s t a f f  to  p a r t i c i p a t e  in  r e s e a r c h .  I t  i s  w orse when t h a t  r e s e a rc h  

tu r n s  o u t to  be damaging and s e n s i t i v e .  But i t  i s  w o rs t o f  a l l  when 

in  a d d i t io n  you a re  an o b je c t  o f  p e r s o n a l  s u s p ic io n  and m i s t r u s t  

n o t  j u s t  f o r  t h i s  c o n su lta n c y  programme b u t a l l  th e  h o s t  o f  o th e r  

a n x ie t i e s  th e  sc h o o l s t a f f  a re  s u f f e r in g  from  in  a p e r io d  o f  o rg an 

i s a t i o n a l  s t r e s s . The sc h o o l was h av in g  more th a n  i t s  f a i r  s h a re  

o f  'n o rm a l ' p rob lem s a t  t h i s  tim e in c lu d in g  an a tte m p te d  p u p i l  

s u ic id e .  And by 1978 th e  rumours around th e  sch o o l and w hat was 

happen ing  (o f w hich th e  c o n su lta n c y  p r o j e c t  was sim p ly  a v i s i b l e  

p a r t )  le d  to  a lo c a l  a u th o r i ty  in s p e c t io n .  What th e  e x a c t  cau se  o f  

th e  d e c is io n  to  in s p e c t  w as, I  co u ld  n o t d is c o v e r  b u t  some p e o p le  

p r e f e r r e d  t o  b e l ie v e  i t  was ab o u t "what th e  Head has done to  th e  

s c h o o l" .  The t r a i n i n g  groups were p a r t  o f  t h i s  in  some m inds. On 

th e  o th e r  hand many s t a f f  su p p o rte d  th e  Head and f e l t  th e  g roups 

had  sav ed  th e  sc h o o l from d i s a s t e r ,  e s p e c i a l l y  d u r in g  a w in te r  o f  

s t r i k e s ,  b u r s t  b o i l e r s  and a f lo o d e d  s c h o o l. Many s a id  t h a t  m orale  

was k e p t h ig h  and th e  sc h o o l su rv iv e d  j u s t  b ecau se  o f  th e  t r a i n in g  

g ro u p s .



—  48  —

A nother f a c to r  in  th e  re s e a rc h  was t h a t  i t  was f i r s t  to o  s o p h i s t i 

c a te d  a d e s ig n  b o th  f o r  me and th e  te a c h e r s .  On th e  w hole te a c h e r s  

a re  n o t  v e ry  i n t e r e s t e d  in  c o n t in u in g  r e s e a rc h  program m es. They a re  

o v e r exposed  to  t e s t i n g  and a re  c y n ic a l  abou t q u e s t io n n a i r e s .  There 

was v e ry  l i t t l e ,  i f  a n y th in g , in  i t  f o r  them e s p e c i a l l y  when a l l  t h e i r  

em o tio n a l e n e rg ie s  w ere d ev o ted  to  d e a l in g  w ith  th e  c o n su lta n c y  and 

th e  e f f e c t s  o f  th e  g ro u p s . To c o n s id e r  th e  r e s e a rc h  e f f e c t s  was a 

bu rden  no one w anted . I  was a b le  to  p r e s s  a few w ith  whom I

had s t r u c k  up s p e c ia l  f r ie n d s h ip s  to  respond  b u t I  d e c id e d  n o t  to

p u rsu e  th e s e  as b e in g  f a r  to o  s e l e c t i v e  and p e rs o n a l  even f o r  me.

I  have no doub t t h a t  I  c o u ld  have o b ta in e d  a l l  th e  d a ta  I  r e q u ir e d  

f o r  a n e a t  lo o k in g  r e s e a r c h  p a p e r  had  I  p re s s e d  my p e r s o n a l  needs 

b u t t h a t  w ould have gone e n t i r e l y  a g a in s t  my p r i n c i p l e s .  I t  was a 

d e l ib e r a t e  b u t v ery  p a in f u l  d e c is io n  n o t to  p u rsu e  th e  r e s e a rc h  

d e s ig n  b ecau se  I  c o u ld  have o b ta in e d  c o n v e n tio n a l d a ta  b u t  i t  would 

have been o b ta in e d  under th e  d is h o n e s t  c irc u m sta n c e s  o f  p r e s s in g  

f r i e n d s h ip .  I  do n o t f e e l  smug a t  t h a t ,  o n ly  a b i t  s i c k  t h a t  I  co u ld  

have done w hat o th e r s  have done i n  c o n v e n tio n a l and t r a d i t i o n a l  

'r e s e a r c h ' s i t u a t i o n s .

But th e r e  i s  a more p o s i t i v e  re a so n  why I  d id  n o t o b ta in  th e  re sp o n se s  

I  w anted . F or one th in g  some members o f  th e  s t a f f  w ere i d e n t i f y i n g  

w ith  me and my i n t e r e s t s .  T hat means t h a t  though th e y  w ere w i l l in g  

to  s u p p o r t me i f  a sk ed , th e y  d id  n o t  see  th e  need  f o r  them to  be th e

o b je c ts  o f  my re s e a r c h .  They a c c e p te d  w hat I  was do ing  so  th e y  were

on ray s id e  -  and t h a t  m eant my s id e  o f  th e  q u e s t io n  p a p e r .  They saw 

th e  n a tu re  o f  o u r p e rs o n a l  r e l a t i o n s h ip  as making r e s e a r c h  u n n ece ssa ry . 

I  had en c o u n te re d  t h i s  phenomenon b e fo re  where in d iv id u a l s  so a l l y  

w ith  me t h a t  th e y  can no lo n g e r  be ( th a t  i s  th e y  can n o t p e rc e iv e
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th e m se lv es  to  be) th e  o b je c ts  o f  p e rs o n a l r e s e a r c h  and do n o t f e e l  

any need to  b e . More im p o rta n t -  and t h i s  o n ly  became c l e a r  l a t e r  on 

many o f  them were p a s s in g  th ro u g h  th e  p h ase  o f  c o u n te r  dependence . 

They w ere p ro v in g  th e y  d id  n o t  need me and so r e j e c t e d  me a s  a 

p re c u r s o r  to  a l a t e r  p hase  o f  c o l l a b o r a t io n .  I  shou ld  have known 

t h a t  t h i s  would happen because  i t  i s  c e n t r a l  to  my developm ent m odel, 

th e  p h ases  o f  O rg a n is a tio n  D evelopm ent d e s c r ib e d  l a t e r .  But i t  was 

r e a l  fo r  me. I  d id  f e e l  r e j e c t e d  and e x c e e d in g ly  d is a p p o in te d .  I  

f e l t  th e  whole p r o je c t  had come to  a te rm in a t io n  b u t was u n f in is h e d .  

Nor d id  I  t r u s t  them to  be a b le  to  manage w ith o u t me even though 

t h e i r  own c o u n s e l lo r  t r a i n i n g  group  c o n tin u e d . Yet t h i s  was one o f  

th e  e lem en ts  in  th e  s i t u a t i o n  t h a t  le d  to  c o n t in u a n c e . From th e  

o u t s e t ,  th e  c o u n s e l l in g  t r a i n i n g  group  had been " th e i r "  p a r t  o f  th e  

p r o j e c t  and I  had had v e ry  l i t t l e  to  do w ith  i t  even though  th e  

sc h o o ls  c o u n s e llo r  (and group le a d e r )  had been on one o f  my E ncoun ter 

G roups e lse w h e re . So th e  c o u n s e l l in g  g roup  c o n tin u e d  and became 

in s tru m e n ta l  in  numerous i n i t i a t i v e s  and e v e n ts  in  th e  norm al 

o r g a n is a t io n  o f  th e  s c h o o l . P a t t e r n s  o f  b e h a v io u r changed and 

in d iv id u a ls  took  s tr o n g e r  and more p u rp o s e fu l f a c i l i t a t i v e  r o le s  

in  th e  o rd in a ry  e v e n ts  and s p e c ia l  e v e n ts  a t  th e  s c h o o l. They 

w ere, however, d i f f e r e n t  fo r  each  in d iv id u a l  and th e  changes t h a t  

some n o te d  a s  s i g n i f i c a n t  and rem a rk a b le  w ent unobserved  a n d /o r  

in e x p e r ie n c e d  by o th e r s :  th e  e v id e n c e  fo r  t h i s  a p p e a rs  in  th e  

r e s e a r c h  p r o je c t s  which a re  d e s c r ib e d  in  d e t a i l  in  th e  n e x t 

c h a p t e r .
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The R esea rch  P r o je c t s
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The R esea rch  P r o je c t s

The P r o je c t s  appear in  t h e i r  f i n a l  p u b lish e d  form . The r e p o r t s  a re  

an  acc u m u la tio n  o f  m a te r i a l ,  b u i l t  up a s  each  p r o je c t  c o n tin u e d  and 

made a v a i la b l e  f o r  d is c u s s io n .  They i l l u s t r a t e  th e  developm ent in  

my own way o f  r e s e a r c h in g  w ith  e d u c a tio n a l  i n s t i t u t i o n s ,  th e  Deanes 

School b e in g  more fo rm al and t r a d i t i o n a l  th a n  th e  l a t e r  B ro o k fie ld  

P r o je c t .

Both r e p o r t s  were in te n d e d  to  be used  by th e  members o f  th e  sc h o o ls  

and w ere made a v a i la b l e  both when com plete  and in  p a r t  d u r in g  

c o m p ila t io n . In  th e  c a se  o f  th e  D eanes schoo l an  e a r l i e r  and 

s h o r te r  v e r s io n  was used  and th e  f i n a l  volume b u i l t  up a s  comments 

w ere made. T h is  was c o l l a t e d  a s  a monograph a v a i la b le  in  th e  s c h o o l. 

In  th e  c a se  o f  B ro o k f ie ld  S ch o o l, th e  whole docum ent, e x c e p t f o r  a 

few n o te s  a t  th e  end, was p re s e n te d  to  th e  s t a f f .

By ch an ce , b o th  sch o o ls  a re  11-16 com prehensive s e rv in g  s im i la r  

so c io -econom ic  com m unities. T h is  d o u b tle s s  a f f e c t s  th e  a t t i t u d e s  

o f  th e  s t a f f  to  e d u c a tio n  b u t th e  re s e a rc h  was n o t  concerned  w ith  

e d u c a tio n a l  v a lu e s  a s  su ch . I  have no re a s o n  to  b e l ie v e  t h a t  th e  

p ro c e s s e s  adop ted  would be  e v e n tu a l ly  d i f f e r e n t  in  o th e r  k in d s  o f  

e d u c a tio n a l  i n s t i t u t i o n s .  I  s h a l l  u se  th e  same b a s ic  p ro c e d u re s  

a g a in  b ecau se  th e y  p e rm it  an e x p lo ra t io n  o f  th e  t h e o r e t i c a l  c o n c e p ts  

expanded in  t h i s  s tu d y  -  th e  im p o rtan ce  o f  th e  s e l f - c o n c e p t  in  

d e te rm in in g  th e  c r e a t io n  o f  th e  i n d i v i d u a l 's  w orld  and o r g a n is a t io n a l  

change b e in g  a consequence o f  a changed s e l f - c o n c e p t .
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P r o je c t  1

The Deanes S ch o o l, B e n f le e t ,  Essex 

C o lle c te d  P ap ers  on a School E v a lu a tio n  P r o je c t  ^

 ̂ Reproduced h e re  in  i t s  e n t i r e t y .
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E v a lu a tin g  a School 

I n tro d u c t io n

T h is  monograph c o n s i s t s  o f  th e  w orking p a p e rs  fo r  a p i l o t  

p r o j e c t  on th e  e v a lu a t io n  o f  th e  schoo l conducted  by m y se lf 

a t  th e  i n v i t a t i o n  o f  th e  H eadm aster and s t a f f  o f  th e  D eanes 

S choo l, B e n f le e t ,  E ssex . The work and i n t e r p r e t a t i o n ,  e x c e p t 

where s ta t e d  a r e  e n t i r e l y  my own and commit no one e l s e  to  an 

a c c e p ta n c e  o f  e i t h e r  th e  method o r f in d in g s .

The p a p e rs  r e p r e s e n t  th e  f i r s t  s ta g e  o f  an  ongoing O rg a n is a tio n  

D evelopm ent programme and th e  id e a s  h e re  p r e s e n t  w i l l  u n d o u b ted ly  

undergo m o d if ic a t io n  and developm ent.

HARRY GRAY
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I  E v a lu a tin g  S choo ls

T here have been few s e r io u s  a t te m p ts  to  e v a lu a te  a s c h o o l. The NFER

i s  engaged on a le n g th y  com p ara tiv e  s tu d y  o f  com prehensive sc h o o ls

: and v a r io u s  o th e r  a g e n c ie s  a re  concerned  w ith  com p ara tiv e  o r  lo n g i

tu d in a l  s tu d ie s  o f  ty p e s  o f  s c h o o ls ,  b u t a p a r t  from a few in d iv id u a l  

s tu d ie s  th e r e  i s  l i t t l e  a v a i la b le  m a te r ia l  on sch o o l e v a lu a t io n .

The N a tio n a l F ound a tio n  f o r  E d u c a tio n a l R esearch  p u b lis h e d  in  1972 a 

s tu d y  o f  com prehensive sch o o ls  e n t i t l e d  "A C r i t i c a l  A p p ra is a l o f  

C om prehensive E d u ca tio n "  w r i t t e n  by J  M Ross and o th e r s .  I t  c la im ed  

to  be an e v a lu a t io n  o f  com prehensive e d u c a tio n  and was b ased  upon th e  

d e f in in g  o f  g o a ls  and an ex am in a tio n  o f  how some o f  them were 

a c h ie v e d . S ince  no g o a ls  f o r  com prehensive e d u c a tio n  had e v e r  been 

fo rm u la te d , i t  was found n e c e ssa ry  to  in v e n t some f o r  th e  s tu d y .

"To t h i s  end a w orking p a r ty  c o n s i s t in g  o f  two su b -g ro u p s  
was s e t  up. One group was composed o f  e d u c a tio n a l  
t h e o r i s t s  -  p h i lo s o p h e r s ,  s o c io l o g i s t s ,  p s y c h o lo g is ts  and 
r e s e a r c h  w o rk ers; th e  o th e r ,  th e  'e d u c a t io n a l  p r a c t i t i o n e r s ' ,  
in c lu d e d  sch o o l h e a d s , te a c h e r s ,  d i r e c to r s  o f  e d u c a tio n  
and in s p e c to r s .  Each group fo rm u la te d  i t s  own l i s t  o f  
o b je c t iv e s  o r  g o a ls  o f  com prehensive e d u c a tio n  and a t  a 
f u l l  m eeting  a l l  members l a t e r  ag re e d  a F in a l  J o i n t  
S ta te m e n t ."

The J o i n t  S ta tem en t was d iv id e d  in to  two s e c t io n s  -  o r g a n is a t io n a l  

s t r u c t u r e  and c u l t u r a l  c o n te n t .  These a r e a s  a re  d e f in e d  in  te rm s o f  

w hat th e  sch o o l "sh o u ld  endeavour to  make p o s s ib le "  and hence a re  

s u b je c t iv e ly  d e f in e d  and r a i s e  c o n s id e ra b le  q u e s tio n s  o f  v a lu e s ,  

m eaning and (on th e  p a r t  o f  th e  r e s e a r c h e r s ) , i n t e r p r e t a t i o n  (pp 179-182) 

For th e  s tu d y , 9 sc h e d u le s  were used  c o v e rin g  19 s c a le s  o f  a sse ssm e n t 

o f  q u a l i t i e s .  T hese sc h e d u le s  ap p ea r to  d e a l  w ith  p e rc e p t io n  -  7 w ith

J  M Ross e t  a l .  A C r i t i c a l  A p p ra is a l  o f  Com prehensive 
E d u c a tio n . NFER 1972. P20.
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p u p i l s '  p e r c e p t io n s ,  1 w ith  t e a c h e r s ' p e r c e p t io n s ,  and 1 f o r  p u p i ls  

and te a c h e r s .  No in v e s t ig a t io n s  w ere made o f  p a r e n ts  o r  o th e rs  

concerned  w ith  th e  s c h o o l.

In  a rev iew  o f  r e s e a rc h  in to  sc h o o ls  as  o r g a n is a t io n s ,  Hoyle s t a t e d

"W ith some e x c e p t io n s ................. B r i t i s h  s tu d ie s  have been
le s s  concerned  w ith  th e  fo rm al p r o p e r t i e s  o f  sc h o o ls  
th a n  w ith  se e k in g  to  u n d e rs ta n d  th e  s ig n i f i c a n c e  o f  
sch o o l a s  an agency o f  c u l t u r a l  tr a n s m is s io n  fo r  
d i f f e r e n t  c a te g o r ie s  o f  p u p i l .  ^  ̂ They have been  more 
concerned  w ith  th e  p u p i l s '  w orld  th a n  th e  s t a f f  w orld  -  
th e  s tu d ie s  t e l l  us v e ry  l i t t l e  abou t te a c h e r s  in  any 
d i r e c t  sen se  -  and i t  i s  p ro b a b ly  th e  case  t h a t  e x ta n t  
th e o r ie s  o f  o r g a n is a t io n  a re  more a p p l ic a b le  to  th e  
s tu d y  o f  th e  é l i t e  o f  an o r g a n is a t io n  th a n  i t s  low er 
p a r t i c i p a n t s .  T h is  m ust be co u n ted  a s  a m ajor s h o r t 
coming o f  c u r r e n t  o r g a n is a t io n  th e o ry ,"  ^

... (n)  3An a r t i c l e  by Joanna Mack in  New S o c ie ty  e n t i t l e d  "A ssess in g  S ch o o ls ' 

makes an a t te m p t to  e v a lu a te  s c h o o ls  from a s o c i o - p o l i t i c a l  p o in t  o f  

v iew . Though th e  a u th o r  r a i s e s  th e  im p o rta n t q u e s t io n  o f  'e v a l u a t io n ' -  

a te rm  n o t common even in  th e  'e v a lu a t io n ' l i t e r a t u r e  -  she goes

(n)

(n) 2

(n)

These School Case S tu d ie s  a r e : -

H arg reaves  D H (1957) S o c ia l  R e la t io n s  in  a S econdary  S ch o o l. 
R o u tled g e , Kegan P a u l,  London.

F o rd , J u l ie n n e  (1969) S o c ia l  C la ss  & th e  Com prehensive S ch o o l. 
R o u tled g e , Kegan P a u l,  London.

Lacey; Hightown Grammar: The School a s  a S o c ia l  System . 
M anchester U n iv e r s i ty  P r e s s .

King R <1969) V alues and Invo lvem en t in  a Grammar S ch o o l. 
R o u tled g e , Kegan P a u l,  London.

W akeford, John (1969) The C lo i s te r e d  E l i t e .  M acm illan , London.

T u rn er (1969) An O rg a n is a t io n a l  A n a ly s is  o f  a Secondary  
Modern S ch o o l. Soc. Rev. 17 1 . 67 -86 .

E H oyle: The S tudy o f  S choo ls  a s  O rg a n is a t io n s ,  (1973) p . 46 in  
B u tch er H J  & P on t H B (eds) E d u c a tio n a l R esearch  in  B r i t a in  3 
ULP p p .32-56 .

New S o c ie ty ,  25 Nov 1976, Vol 38 No. 738, pp401-403.
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l i t t l e  f a r t h e r  th a n  th e  econom ic e v a lu a to r s  who look  f o r  q u a n t i t a t iv e  

in d ic e s  o f  ach ievem en t w hich g e n e r a l ly  means in  e f f e c t  t h a t  th e y  a re  

sim ply  lo o k in g  f o r  p ro o f  t h a t  " q u a n t i f ia b le "  re s o u rc e s  have been used  

up in  approved  " q u a n t i f ia b le "  ways.

In  a l l  f a i r n e s s ,  no one h as  c la im ed  t o t a l  o b j e c t i v i t y  in  e d u c a tio n  

e v a lu a t io n  though th e r e  h as  been  l i t t l e  a t te m p t to  c l a r i f y  th e  

d i s t i n c t i o n  betw een g e n u in e ly  q u a n t i f i a b l e  a s p e c ts  o f  e d u c a tio n  -  books, 

s a l a r i e s ,  m ain tenance c o s ts  -  and th e  b a s i c a l l y  s u b je c t iv e  i n t e r 

p r e t a t i o n  o f  th e  s ig n i f i c a n c e  o f  th e  q u a n t i f i c a t i o n .  The v e ry  

e x e rc is e  o f  d is c o v e r in g  o b je c t iv e s  f o r  com prehensive e d u c a tio n  

i l l u s t r a t e s  how t o t a l l y  s u b je c t iv e  e v a lu a t io n  m ust b e , f o r  agreem ent 

among in d iv id u a ls  i s  no n e a re r  to  o b j e c t i v i t y  th a n  d isag ree m en t, and 

th e  s e t t i n g  o f  o b je c t iv e s  and th e  ach iev em en t o f  them can  n ev er be 

o th e r  th a n  a m a tte r  o f  d is p u te .

Y et th e  need to  a t te m p t some k in d  o f  e v a lu a t io n  o f  th e  sch o o l i s  s tro n g  

i f  o n ly  b ecau se  th o se  m ost e m o tio n a lly  in v o lv e d  in  them f e e l  t h a t  th e y  

m ust u n d e rs ta n d  b e t t e r  w hat i s  g o ing  on, w hat t h e i r  e f f o r t  and commit

ment le a d  to .  The D epartm ent o f  E d u ca tio n  and S c ie n ce  has  s e t  up an 

A ssessm ent o f  P erform ance U n it b u t  t h i s  i s  o n ly  a p a r t i a l  answ er to  

th e  wrong q u e s t io n .  I t  ap p e a rs  to  be g e n e r a l ly  assumed t h a t  what 

sc h o o ls  a re  ab o u t i s  th e  te a c h in g  o f  s u b je c t s .  I f  t h i s  i s  so , th e n  

su c c e s s  can be e v a lu a te d  in  a c o m p a ra tiv e ly  s im p le  way. I f  le a rn in g  

m athem atics r e q u i r e s  a s tu d e n t  to  be a b le  to  p e rfo rm  on h i s  own w ith 

o u t h e lp  c e r t a in  m a th em a tica l a c t i v i t i e s ,  th e n  su c c e s s  can be m easured 

by h i s  b e in g  a b le  to  p e rfo rm  a s  d e s i r e d  and f a i l u r e  by in  i n a b i l i t y  

to  p e rfo rm . U n fo r tu n a te ly ,  th e r e  a r e  o th e r  q u e s t io n s .  For on e , w hat 

i s  th e  n a tu re  o f  th e  d i f f e r e n c e  betw een b e in g  a b le  to  p erfo rm  and n o t
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b e in g  a b le  to  perfo rm ? What i s  th e  le a rn in g  in  s ta g e s  in  betw een?

A lso , w hat happens in  a d d i t io n  to  le a rn in g  and n o t  le a r n in g  -  in  w hat 

ways i s  le a rn in g  and n o t le a rn in g  s i g n i f i c a n t  to  th e  p u p i l?  F u r th e r -  

: m ore, w hat i s  th e  s ig n i f i c a n c e  o f  th e  s e t t i n g  o f  th e  le a r n in g  o b je c 

t i v e s  by th e  p e rso n  who s e t s  them? How do we e v a lu a te  th e  v a l i d i t y  

o f  th e  p re fe re n c e s  o f  th e  g o a l s e t t e r ?  And so  on .

E x p ressed  in  a n o th e r  way, to  s t a r t  w ith  assu m p tio n s  a b o u t th e  

c u rr ic u lu m  i s  to  s t a r t  to o  f a r  away from th e  b a s ic  q u e s t io n s .  The 

p r i o r  q u e s t io n s  have to  do w ith  th e  m eaning t h a t  th e  e d u c a tio n  p ro c e s s  

h as  to  th e  p e o p le  in v o lv e d  n o t ,  in  th e  f i r s t  in s ta n c e ,  a t  th e  c o n te n t  

l e v e l  ( th e  le v e l  o f  's u b j e c t s ' )  b u t  a t  th e  a f f e c t i v e  l e v e l  o f  w hat 

th e  e d u c a tio n a l  p ro c e s s  means t o  them . The im p o r ta n t q u e s t io n s  ab o u t 

e d u c a tio n  a re  n o t concerned  w ith  i n s t r u c t i o n b u t  som ething  d i f f e r e n t ,  

Even i f  we a c c e p t t h a t  e d u c a tio n  m ust p ra g m a tic a l ly  be i n s t i t u t i o n 

a l i s e d  in to  sch o o l and so  become 's c h o o l in g ' th e r e  a re  many q u e s t io n s  

a b o u t w hat we a re  e v a lu a t in g .

A d i f f e r e n t  approach  to  e v a lu a t io n  i s  in d ic a te d  when we acknow ledge 

t h a t  when we t e s t  'c o n t e n t '  we a re  making a p r i o r i  a ssu m p tio n s  ab o u t 

th e  'c o n ta in e r '  -  th e  o r g a n is a t io n  o r  s c h o o l. T e c h n ic a l ap p ro ach es 

b ased  on some k in d  o f  a d m in is t r a t iv e  o r  management th e o ry  have 

r e s u l t e d  in  q u a s i - q u a n t i t a t iv e  te c h n iq u e s  l i k e  PPBS (P lanned  Programmed 

B udgeting  Schemes) o f  th e  k in d  we have a l re a d y  c r i t i c i s e d .  But th e  

em phasis i s  c o r r e c t  in  t h a t  i t  d e a ls  w ith  th e  o r g a n is a t io n  in  c o n te x t .

^ R ecen t s tu d ie s  by th e  a u th o r  in  th e  U n ite d  S ta t e s  s u g g e s t t h a t  
in  some sch o o l d i s t r i c t s  th e  em phasis i s  s o le ly  on in s t r u c t i o n  
w hich i s  v e ry  e x p e n s iv e ly  e v a lu a te d  b u t  no q u e s t io n s  a re  asked  
ab o u t th e  s o c i a l ,  econom ic and e s p e c i a l l y  p o l i t i c a l  fu n c t io n s  
o f  th e  s c h o o l. Yet in  th e  a r e a s  s tu d ie d  th e  whole momentum f o r  
c u rr ic u lu m  re fo rm  was s o c i o - p o l i t i c a l ,  th e  consequences o f  
C o u rt O rders  f o r  r a c i a l  i n t e g r a t i o n .
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C urricu lu m  i s  in  f a c t  w hat goes on in  th e  sch o o l -  w h a tev e r goes on

in  th e  sch o o l i s  d e r iv e d  from  th e  f a c to r s  t h a t  go to  make up th e

sc h o o l. I t  i s  a m is tak e  to  b e l ie v e  t h a t  'c u r r ic u lu m ' e x i s t s  in  i t s  

: own r i g h t  a p a r t  from th e  sch o o l and t h a t  sc h o o ls  s im ply  ad o p t an

a lre a d y  p r e - e x i s t e n t  c u rr ic u lu m ; y e t  many p eo p le  seem to  b e l ie v e  t h i s  

to  be th e  ca se  f o r  t h a t  i s  w hat t a l k  o f  a 'c o r e  c u r r ic u lu m ',  n a t io n a l l y  

d e te rm in e d , im p lie s .  The id e a  o f  n a t io n a l  's t a n d a r d s ' can o n ly  be an 

av o id an ce  o f  th e  r e a l  i s s u e s  b ecau se  s ta n d a rd s  m ust r e l a t e  n o t o n ly  to  

ach ievem en t b u t  to  use and th e re  i s  no g u a ra n te e  t h a t  two s tu d e n ts  

w ith  th e  same le v e l  o f  a t ta in m e n t can p u t i t  to  th e  same u s e . I t  i s

u se  n o t  ach ievem en t t h a t  i s  th e  p o le m ic a l i s s u e .

The im p o rta n t th in g  ab o u t u n d e rs ta n d in g  th e  o r g a n is a t io n a l  c o n te x t  i s  

t h a t  we open th e  d is c u s s io n  to  a d i f f e r e n t  ran g e  o f  th e o r i e s ;  th e o r i e s  

a b o u t th e  n a tu re  o f  o r g a n is a t io n s  and w hat th e y  ach ie v e  f o r  t h e i r  

members. S choo ls  have th e  pu rp o se  o f  m eeting  th e  needs o f  t h e i r  

members p e r s o n a l ly  and u n iq u e ly . No two p e o p le  go to  sch o o l f o r  q u i t e  

th e  same p u rp o se s  and t h e i r  membership can be d e s c r ib e d  in  te rm s o f  

how t h e i r  needs a re  c o n s c io u s ly  s a t i s f i e d  o r  d i s s a t i s f i e d .  Even though 

a co u p le  o f  dozen c h i ld r e n  a re  s tu d y in g  th e  same s u b je c t  (o r s i t t i n g  

in  th e  same c la s s ro o m ) , t h e i r  needs w i l l  be worked o u t d i f f e r e n t l y  

though g e n e ra l ly  sp eak in g  th e y  w i l l  be accommodated to  th e  a c t i v i t i e s  

a v a i l a b l e .  In  one sen se  i t  h a rd ly  m a tte r s  w hat th e  accommodating 

a c t i v i t y  i s  so lo n g  as  i t  s e rv e s  th e  maximum number o f  n e e d s . On th e  

o th e r  hand, some a c t i v i t i e s  w i l l  be b e t t e r  th a n  o th e r s  o v e r a w id e r 

ran g e  o f  needs b u t  th e  c o n s id e ra t io n s  o f  s u i t a b i l i t y  w i l l  l i e  in  th e  

needs o f  th e  s tu d e n ts  th em se lv es  and n o t in  any i n t r i n s i c  q u a l i t i e s  

in  th e  a c t i v i t y .

I  have d ev eloped  t h i s  o r g a n is a t io n a l  th e o ry  o f  a sch o o l in
" O rg a n is a tio n s  a s  S u b j e c t i v i t i e s " ,  NE London P o ly te c h n ic  1977
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From th e  p o in t  o f  view  o f  o r g a n is a t io n  th e o ry , each  member h as  n eed s , 

c o n sc io u s  and u n c o n sc io u s , w hich m ust be s a t i s f i e d  by th e  o r g a n is a t io n ,  

H is e v a lu a t io n  o f  th e  o r g a n is a t io n  i s  b ased  on th e  g r a t i f i c a t i o n  o f  

: th e s e  needs and t h i s  he e x p e r ie n c e s  e m o tio n a lly  r a th e r  more la rg e ly  

th a n  j u s t  i n t e l l e c t u a l l y .  No o u t s id e r  can e v a lu a te  an o r g a n is a t io n  

e x c e p t in  te rm s o f  th e  members; i f  th e y  f e e l  i t  i s  good f o r  them th e n  

i t  good f o r  them . The may, o f  c o u rse , be h e lp e d  to  u n d e rs ta n d  

w hether i t  i s  good fo r  them by q u e s tio n in g  t h e i r  own c r i t e r i a  and 

u n d e rs ta n d in g  b u t no o u ts id e r  can know what i s  happen ing  in  th e  

o r g a n is a t io n  w ith o u t u n d e rs ta n d in g  th e  p eo p le  in  i t ;  a m a tte r  o f  

u n d e rs ta n d in g  th e  c u l tu r e  w hich i s  a c o s t ly  and u n p o p u la r re q u ire m e n t 

f o r  th o s e  who a re  p o l i t i c a l l y  o r  id e o lo g ic a l ly  m o tiv a te d  as  many 

e d u c a t io n a l i s t s  a r e .  S in ce  each  sch o o l m ust be un ique i t  would app ea r 

to  be w orth  lo o k in g  f o r  th e  q u a l i t i e s  o f  u n iq u n ess  -  needs and 

re s o u rc e s  -  b e fo re  im posing 'a g r e e d ' ,  'n a t i o n a l ' ,  ' common' e tc  

c u r r i c u l a  on them .

But th e  argum ent h e re  i s  n o t w ith  c u rr ic u lu m , f o r  t h a t  i s  in  a n o th e r  

a re a  o f  concern  i f  we ad o p t an 'o r g a n i s a t i o n ' ap p ro ach . I f  we view  

th e  sch o o l a s  an o r g a n is a t io n  (and th e r e  i s  no way in  w hich a sch o o l 

i s  n o t  an o rg a n is a t io n )  we a re  in t o  a lm o st u n c h a r te re d  s e a s  where 

e v a lu a t io n  i s  co n ce rn ed . As h as  a l re a d y  been s a id ,  we may e v a lu a te  

in  te rm s o f  money s p e n t and usage  o f  equipm ent (how many c h i ld r e n  fo r  

how many h o u rs  have w atched s l i d e s  shown on th e  s c h o o l 's  a u d io -v is u a l  

equ ipm en t, f o r  i n s t a n c e ) , b u t  t h i s  i s  u n s a t i s f a c to r y  b ecau se  i t  

e f f e c t i v e l y  ig n o re s  th e  members who, a s  we have a l s o  d e s c r ib e d ,  have 

needs t h a t  a re  in d iv id u a l ly  and c o l l e c t i v e l y  p e rs o n a l  o r  u n iq u e . We 

need to  know w hat a re  th e  needs o f  th e  members and how b e in g  a member 

o f  th e  sch o o l s a t i s f i e s  them .
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The problem  i s  t h a t  needs may be i d i o s y n c r a t i c a l l y  e x p re s se d  and 

in t e r p r e t e d  a s  w e ll a s  u n c o n sc io u s ly  r e a l i s e d .  A member may n o t be 

aw are o f  h i s  needs and when he i s  aware he may p e rc e iv e  them 

- d i f f e r e n t l y  from anyone e l s e ;  l ik e w is e  w ith  th e  s a t i s f a c t i o n  o f  h i s  

n e e d s . I  may th in k  a sch o o l c o ld  and u n f r ie n d ly  b u t  a c o l le a g u e  f in d  

i t  warm and f r i e n d l y .  T h is  i s  th e  s u b je c t iv e  n a tu re  o f  o u r p e r s o n a l  

e v a lu a t io n .  The sch o o l w i l l  have a s  many s u b je c t iv e  re s p o n se s  as  i t  

h as  members b u t  do we need to  know them a l l ?  Of c o u rse  we do n o t need 

to  know them a l l  b ecau se  in  many c a se s  needs w i l l  be 'accom m odated' 

to  w hat i s  a v a i l a b l e ,  b u t we ^  need to  know to  w hat e x te n t  in d iv id u a ls  

a r e  making f a l s e  a ssu m p tio n s ab o u t o th e r s  and a c t in g  upon th e s e  

a ssu m p tio n s  in  such  a way a s  members move f u r th e r  and f u r th e r  a p a r t  

and th e  sch o o l c e a se s  to  s e rv e  any u s e f u l  fu n c tio n  b ecau se  everyone 

i s  a t  c ro s s  p u rp o se s . I f  p a r e n ts  w ant l i t e r a c y  and te a c h e r s  o n ly  

v a lu e  v e rb a l  f lu e n c y , th e  sch o o l i s  a c h ie v in g  n e i th e r .

We have r e f e r r e d  to  'm em bers' o f  th e  o r g a n is a t io n  o r  s c h o o l. In  

o r g a n is a t io n  th e o ry  membership i s  a c r u c i a l  q u e s tio n  b ecau se  f u l l  

m embership c o n s i s t s  o f  a l l  th o s e  in d iv id u a ls  and g roups f o r  whom th e  

o r g a n is a t io n  has  o p e r a t io n a l  s ig n i f i c a n c e .  For m ost sc h o o ls  we can 

i d e n t i f y  fo u r  m ajor member g roups on a d a i ly  b a s is  -  p u p i l s ,  te a c h e r s ,  

a n c i l l i a r y  s t a f f  and p a r e n t s .  A d d i t io n a l ly ,  th e r e  a re  such  g roups as  

th e  members o f  th e  e d u c a tio n  com m ittee , g o v ern in g  body, lo c a l  

a u th o r i ty  o f f i c i a l s  and v a r io u s  s e r v ic e  g roups -  lo c a l  s u p p l i e r s ,  

e d u c a tio n a l  p u b l i s h e r s ,  em p loyers , e t c .  A ll o f  th e s e  g ro u p s make 

demands on th e  sch o o l to  s a t i s f y  t h e i r  needs and th e  fu n c t io n in g  o f  

th e  sch o o l i s  i t s  re sp o n se  to  th e s e  n e e d s . In  o th e r  w ords, th e  

n a tu re  o f  fu n c tio n in g  i s  th e  way in  w hich th e  sch o o l accommodates 

th e  needs o f  a l l  i t s  members. An e v a lu a t io n  o f  th e  sc h o o l i s  an 

a sse ssm e n t o f  how t h i s  happens.
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An a d d i t io n a l  problem  i s  t h a t  e v a lu a t io n  i s  a p e rs o n a l  m a tte r  as  we 

have a l re a d y  su g g e s te d  and so a g e n e ra l is e d  e v a lu a t io n ,  w h ile  i t  w i l l  

have v a lu e  a s  a g e n e r a l i s a t io n ,  w i l l  have no v a lu e  a s  an in d iv id u a l  

• e v a lu a t io n  b ecau se  n o t o n ly  does no g e n e r a l i s a t io n  f i t  any in d iv id u a l  

case^^^ b u t  each  in d iv id u a l  i s  concerned  o n ly  w ith  w hat he p e r c e iv e s  

to  be t r u e  to  him . A sch o o l w hich h as  a 99% p a ss  r a t e  in  'O ' l e v e l  

E n g lish  Language h as  n o t succeeded  f o r  th e  one s tu d e n t  who i s  th e  1% 

f a i l u r e .  At th e  same tim e a sch o o l w ith  a 50% p a s s  r a t e  may be 

c o n s id e re d  by a l l  i t s  s tu d e n ts  to  have done a good jo b  f o r  each  o f  

them . C le a r ly  w hatever e v a lu a t io n  we may make, we a r e  in  g ra v e  d i f f i c u l t i e s  

i f  we make co m p ara tiv e  e v a lu a t io n s  a g a in s t  s e v e ra l  i n s t i t u t i o n s  f o r  

when we do t h a t  we a re  engaged in  a d i f f e r e n t  e x e r c is e .  Too o f te n  

th e s e  d i f f e r e n t  e x e r c is e s  have been co n fu sed .

I s ,  th e n , e v a lu a t io n  p o s s ib le ?  We may a ls o  ask  i s  i t  d e s i r a b l e  

e x c e p t f o r  p o l i t i c a l  n e c e s s i ty ?  My g u ess  i s  t h a t  m ost com parisons 

and e v a lu a t io n s  a re  e s s e n t i a l l y  p o l i t i c a l  and o th e r  re fo rm e rs  w i l l  

a rgue  t h a t  i s s u e .  N e v e r th e le s s ,  e v a lu a tio n  may be d i f f i c u l t  b u t i t  

i s  c e r t a i n l y  v a lu a b le  b ecau se  i t  e n a b le s  us to  examine w hat we a re  

do ing  and g a in  f r e s h  in s ig h t s  w ith o u t w hich we would be in c r e a s in g  th e  

l ik e l ih o o d  o f  f u t i l e  a c t i v i t y  -  som ething  w hich many s c h o o ls  may w e ll  

be engaged in  w ith o u t b e in g  aw are o f  i t .  To e v a lu a te  an i n s t i t u t i o n  

we need  to  know w hat p e o p le  need o f  i t  and how t h e i r  need i s  g r a t i f i e d .

We need to  d is c o v e r  how co n sc io u s  th e y  a re  o f  t h e i r  needs and how 

co n sc io u s  o f  t h e i r  needs b e in g  s a t i s f i e d .  And we need to  f in d  o u t  how 

to  do i t .

By d e f i n i t i o n  g e n e r a l i s a t io n s  can n o t be in d iv id u a l  c a s e s .
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To b eg in  w ith ,  we d ec id ed  to  look  a t  one seco n d ary  com prehensive 

s c h o o l, and to  a d d re s s  o u r s e lv e s  to  th e  q u e s t io n .  How do we e v a lu a te  

t h i s  sch o o l?  In  f a c t ,  we came a c ro s s  th e  sc h o o l by happy c o in c id e n c e , 

th e  H eadm aster w ished  to  a s s e s s  th e  ach ievem en t o f  th e  sch o o l a f t e r  

th e  f i r s t  in ta k e  o f  p u p i l s  had p a s se d  th ro u g h . H is needs and o u rs  

ap p ea red  to  c o in c id e .  W hile knowing t h a t  th e  p ro c e d u re  would ta k e  a 

long  tim e and e x p e c tin g  i t  to  r a i s e  more i s s u e s  th a n  i t  would s o lv e , 

we d es ig n ed  an approach  to  a c t  a s  th e  f i r s t  o r  p i l o t  s ta g e  o f  ou r 

w ork. We would th e n  u se  what we had done a s  a b a s i s  f o r  d is c u s s io n  

and developm ent hop ing  to  b e n e f i t  from c r i t i c i s m  -  much e a s i e r  a f t e r  

th e  e v e n t th a n  a d v ic e  b e fo re  i t .  T h a t a c c o u n t ap p e a rs  as  p a r t  o f  

t h i s  m onograph.
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I I  The Ten Q u estio n s

The s e a rc h  f o r  a m ethodology began on th e  assum ption  t h a t  b ecau se  w hat 

we were i n t e r e s t e d  in  was exposure  o f  s u b je c t iv i t y  we c o u ld  n o t use  

■'•• any o f  th e  t r a d i t i o n a l  ap p roaches o f  b e h a v io u ra l s c ie n c e .  We d id  n o t 

w ish to  be cau g h t o u t by q u a n t ify in g  th e  u n q u a n tif i a b l e  o r  making 

g e n e r a l i s a t io n s  t h a t  m asqueraded a s  u n iv e r s a l  t r u t h s .  The u rg e  to  

q u a n t i f y  and red u ce  to  s t a t i s t i c a l  fo rm u lae  i s  a lm o st overpow ering  to  

th e  s o c ia l  s c i e n t i s t  b u t i t  i s  a t  th e  co re  o f  o u r phenom eno log ical 

t h e s i s  t h a t  t h i s  i s  th e  easy  way o u t and th e  way o f  th e  compounded 

e r r o r .

We assumed -  h y p o th e s ise d  -  t h a t  each  member o f  th e  sc h o o l would have

some e s s e n t i a l  u n iq u e n ess  ab o u t h i s  m embership t h a t  w ould be c r i t i c a l

f o r  him in  te rm s o f  th e  o r g a n is a t io n .  T h a t i s  to  sa y , in  some way 

th e r e  would be som ething  q u i t e  p e rs o n a l  and un ique t h a t  th e  sch o o l 

w ould have to  do f o r  him. S chools a re  f a m i l i a r  w ith  th e  'a c a d e m ic a l ly ' 

e x c e p tio n a l  c h i ld  -  th e  e x c e p t io n a l ly  g i f t e d  o r  i n t e l l e c t u a l l y  slow  

e x c e p tio n s  to  th e  g e n e r a l i t y .  But we w ere i n t e r e s t e d  in  more th a n  

t h a t ,  we w anted to  know w hat p e o p le  f e l t  ab o u t th e  sch o o l and how th e y  

resp o n d ed  to  w hat b e in g  a member o f  th e  sch o o l m eant. I t  co u ld  b e ,

f o r  in s ta n c e ,  t h a t  everyone th o u g h t th e  sc h o o l was q u i t e  a m ediocre

p la c e  b u t  s in c e  i t  was co m fo rta b le  why n o t s e t t l e  f o r  co m fo rt. In  

such  a ca se  th e  sch o o l would be " a c h ie v in g "  b u t  much l e s s  th a n  i t s  

p o t e n t i a l  b ecau se  members were a p a th e t i c .  Or some p e o p le  m ight be so 

e n t h u s i a s t i c  th e y  g iv e  th e  im p re ss io n  th e  sch o o l i s  a f a n t a s i c a l l y  

good p la c e  -  b u t th e y  would be th e  v o c a l o n es  w h ile  o th e r s  f e l t  d i f f e r e n t l y

M e th o d o lo g ic a lly , a t r a d i t i o n a l  q u e s t io n n a ir e  was o u t o f  th e  q u e s t io n  

s in c e  we would be p re d e te rm in in g  th e  answ ers by th e  q u e s t io n s  we 

ask ed . To ask  "w hich s u b je c t  do you l i k e  b e s t? "  assum es n o t o n ly
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t h a t  a p u p il  l i k e s  one s u b je c t  b e s t  b u t t h a t  h i s  'b e s t '  was e q u iv a 

l e n t  to  a n o th e r  p u p i l 's  ' b e s t ' .  In  any c a s e , we were i n t e r e s t e d  in

how members responded  to  th e  sch o o l o r g a n is a t io n a l ly  b ecau se  th e  

'- s c h o o l r e p r e s e n ts  a t o t a l  e x p e r ie n c e . The o r ig i n a l  i n t e n t io n  was to  

make a s e r i e s  o f  ta p e d  in te rv ie w s  w ith  a s e l e c t  (random) number o f  

p e o p le , to  a n a ly se  them and t r y  to  d e c id e  w hat th e y  to l d  us ab o u t th e  

s c h o o l. Given th e  tim e  a v a i l a b l e  and p a r t i c u l a r l y  th e  f a c t  t h a t  f o r  

th e  Head o f  th e  sch o o l th e  im p o r ta n t i s s u e  was to  make an e v a lu a t io n  

t h a t  r e l a t e d  to  th e  f i r s t  f iv e  y e a r s ,  we d ec id ed  to  t r y  an open-ended  

b u t w r i t t e n  q u e s t io n n a ir e  knowing t h a t  a s  much good le a rn in g  o c c u rs  

by do ing  th in g s  w rongly and b e in g  aware o f  i t  as  by d o in g  th in g s

" p r o p e r ly  in  th e  f i r s t  in s ta n c e .  In  any c a s e ,  we needed  to  know w hat

k in d  o f  w r i t t e n  re sp o n se s  were p o s s ib le .  As w e ll a s  th e  q u e s t io n n a i r e ,  

we would a ls o  p roduce f ig u r e s  ab o u t ex am in a tio n  r e s u l t s ,  com parisons 

w ith  n a t io n a l  a v e ra g e s , e t c ,  and w hat in fo rm a tio n  we co u ld  ab o u t jo b s  

t h a t  sch o o l le a v e r s  to o k , o r  t h e i r  p ro g re s s  in  th e  S ix th  Form,

C o lleg e  o r  U n iv e r s i ty ,  and w h a tev e r.

Thus an im p o rta n t e lem en t in  o u r e v a lu a t io n  was t h a t  we sh o u ld  m eet 

o u r needs f i r s t .  "We", th e n , means th e  r e s e a r c h e r ,  th e  h ead m as te r , 

th e  depu ty  head (male) and s e n io r  m i s t r e s s .  In  t h i s  r e s p e c t  th e  fo u r  

needs w ere by no means th e  same though  th e  s t r o n g e s t  needs w ere f o r  

th e  head  and th e  r e s e a r c h e r .  N ot o n ly  d id  o u r needs d e te rm in e  what 

we would look  f o r ,  b u t a l s o  th e  m ethods we would ad o p t in  lo o k in g .

In  th e  e v e n t we d ec id ed  to  ask  te n  q u e s t io n s  o f  p u p i l s ,  p a r e n ts  and 

te a c h e r s .  The q u e s tio n s  w ere d e s ig n e d  to  r a i s e  answ ers ab o u t th e  

r e s p o n d e n ts ' re sp o n se  to  th e  sc h o o l a s  an i n s t i t u t i o n .  They w ere 

r e a l l y  d e s ig n ed  a s  key q u e s tio n s  in  an o r a l  in te rv ie w  and i t  i s  

i n t e r e s t i n g  to  s p e c u la te  why we asked  them to  be f i l l e d  in  anonym ously.
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P ro b ab ly  we were a l l  s t i l l  in f lu e n c e d  by a b e l i e f  t h a t  w r i t t e n  

answ ers a re  more o b je c t iv e  th a n  re c o rd e d  o n e s , o r  ones t r a n s c r ib e d  by 

a r e s e a r c h e r .  T here was a l s o  th e  m a tte r  o f  r e p r e s e n ta t iv e n e s s  n o t 

j u s t  in  te rm s o f  s e le c t io n  i t s e l f  b u t th e  tim e  re q u ir e d  to  do a b ig  

enough number o f  s e le c t iv e  in te rv ie w s .  Of c o u rs e ,  from a phenomeno

lo g ic a l  s ta n d p o in t  i t  d i d n ' t  m a tte r  how many re sp o n s e s  we have b ecau se  

each  w ould be ' t r u e '  and t o t a l l y  v a l id  in  i t s e l f .  In d e e d , we d id  

n o t w ant to  seek  agreem ent and g e n e r a l i t y .  I d e a l ly  we sh o u ld  i n t e r 

view  everyone and l e t  each  s e t  o f  answ ers speak  f o r  i t s e l f .  But 

o rg a n is a t io n s  a l s o  work on consensus and g e n e r a l i t y  and fo r  p u b lic  

p u rp o ses  we needed g e n e r a l i t i e s .  I t  would be q u ic k e r  to  send o u t 

q u e s t io n n a i r e s  and c o l l e c t  them in  a t  a lm o s t th e  same tim e .

The te n  q u e s t io n s  were ag ree d  and th e  c o n te n t io u s  ones f i e l d - t e s t e d  

on c a s u a l  p a s s e r s  by th e  h e a d 's  room. In  O ra l s i t u a t i o n s  th e y  

p roduced  s a t i s f a c t o r y  re s p o n s e s .  A ll  th e  q u e s t io n n a i r e s  were th e  

same e x c e p t f o r  a more s u i t a b l e  re -w o rd in g  o f  N o .3 f o r  p a r e n t s .

E very  te a c h e r  was g iv e n  on e , 1 in  6 o f  th e  c h i ld r e n  and th e  same 

number o f  p a r e n t s ,  b o th  g roups s e le c te d  random ly from c l a s s  r e g i s t e r s .  

(Every 5 th  c h i ld ,  ev ery  6 th  p a r e n t . )  The q u e s t io n n a i r e s  w ere g iv e n  

o u t w ith  accom panying l e t t e r s  one F r id a y  and w ere c o l le c t e d  

anonym ously th e  fo llo w in g  Monday.

P re v io u s  to  d e te rm in in g  th e  method o f  r e s e a r c h ,  a p a p e r had been 

p re p a re d  on th e  problem  o f  sch o o l e v a lu a t io n  and c i r c u la t e d  and 

d is c u s s e d  a t  an in t e r n a t i o n a l  c o n fe re n c e  o f  e d u c a t io n i s t s  in  A m erica. 

The p a p e r  r e c e iv e d  few s u b s ta n t iv e  comments -  w hich in d i c a te s  n o th in g  

a t  a l l  ab o u t i t s  q u a l i ty  -  b u t s in c e  i t  in c lu d e d  th e  te n  q u e s t io n s  

and was th e  p re l im in a ry  th in k in g  on th e  m a t te r ,  i t  i s  in c lu d e d  a s  

A ppendix I .
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The re sp o n se s  were a n a ly se d  by th e  r e s e a r c h e r  by a form o f  c o n te n t 

a n a ly s i s .  In  th e  f i r s t  in s ta n c e  t h i s  was done by im p re ss io n , becau se  

th e  m a te r ia l  was n o t g r e a t  enough to  be s u s c e p t ib le  to  m inu te a n a ly s i s  

- a t  t h i s  s ta g e  and becau se  th e  need to  produce an in te r im  r e p o r t  was 

p r e s s in g .  I t  was im p o r ta n t ,  so i t  was f e l t ,  t o  p ro v id e  e v id en ce  t h a t  

th e  re sp o n se s  had been re a d  and used  c o n s t r u c t iv e ly  b ecau se  p a re n ts  

and p u p i l s  had been p rom ised  t h a t  a r e p o r t  would be a v a i l a b l e .  I t  

was a l s o  assumed t h a t  r e a d e rs  o f  th e  r e p o r t  would be l e s s  i n t e r e s t e d  

in  i t s  s c i e n t i f i c  v a l i d i t y  th a n  i t s  r e a d a b i l i t y .  I t  h a s  to  be 

remembered t h a t  th e r e  w i l l  alw ays be a d isc re p a n c y  betw een what a 

r e s e a r c h e r  does w ith  h i s  m a te r ia l  and w hat ap p ea rs  in  a r e p o r t  in te n d e d  

fo r  a more g e n e ra l  and l e s s  s p e c i a l i s t  a u d ie n c e . In  o u r c a s e ,  th e  

r e p o r t  was seen  to  have g r e a t e s t  v a lu e  a s  a s t im u la to r  o f  d e b a te  ab o u t 

" e v a lu a tio n "  (a form o f  a c t io n  re s e a rc h )  th a n  as a f a u l t l e s s  r e s e a rc h  

p a p e r .

Even b e fo re  th e  q u e s t io n n a ir e s  w ere d i s t r i b u t e d  th e  r e s e a r c h e r  f e l t

t h a t  th e  b e s t  use  o f  th e  q u e s t io n s ,  and p e rh ap s  th e  "an sw e rs" , was

fo r  g e n e ra l  d is c u s s io n  among th e  th r e e  g roups in v o lv e d  -  c l a s s  

d is c u s s io n s  w ith  th e  p u p i l s ,  sem in ars  w ith  te a c h e r s ,  s p e c ia l  m ee tin g s  

w ith  p a r e n t s .  T h is  would be th e  b eg in n in g  o f  an O.D. (O rg a n is a tio n  

Developm ent) a c t i v i t y  in  which th e  v a l i d i t y  o f  th e  r e s e a r c h  would be 

l e s s  an is s u e  th a n  th e  u s e fu ln e s s  o f  th e  en su in g  d is c u s s io n .  In d eed , 

a c r i t i c a l  i s s u e  o f  e v a lu a t io n  has to  do w ith  th e  u se  th e  sch o o l i s  

a b le  to  make o f  th e  p roblem s o f  e v a lu a t io n .  I f  th e  sc h o o l can n o t

accommodate a l i v e l y  d is c u s s io n  o f  e v a lu a t io n  i s s u e s  w hat does t h a t

mean a s  an e v a lu a t io n  o f  th e  sch o o l?

The obv ious q u e s tio n s  ab o u t e v a lu a t io n  a re  th e  ones t h a t  a r e  n o t asked  

a t  th e  b e g in n in g . One te n d s  to  be c a r r i e d  away by th e  id e a  and o n ly
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to  a sk  fundam en ta l q u e s t io n s  l a t e r .  The q u e s tio n s  we need to  ask

b e fo re  we even s t a r t  a r e  who r e q u i r e s  to  e v a lu a te ?

Why do we w ant to  e v a lu a te ?

What a re  we e v a lu a tin g ?

L e t us assume t h a t  th e  H eadm aster w ishes to  e v a lu a te  th e  s c h o o l.

T here a re  a number o f  m a tte r s  h e re  w hich i n t e r - r e l a t e  and may be

in s e p e ra b le  and even i n i t i a l l y  unknown. He may be w an ting  to  know 

how much he has been a b le  to  in f lu e n c e  h i s  s t a f f  to  do w hat he w ants 

them to  do . He may hope t h a t  th e  academ ic ach ievem en t o f  th e  p u p i l s  

i s  com parable w ith  t h a t  o f  p u p i l s  a t  com parable ( lo c a l)  s c h o o ls .  He 

may be lo o k in g  f o r  som ething  un ique and o u ts ta n d in g  to  h e lp  him 

tow ards p ro m o tio n . He may have d i f f i c u l t i e s  w ith  h i s  g o v e rn o rs  t h a t  

he hopes to  r e s o lv e  by p ro d u c in g  'e v id e n c e ' t h a t  shows him in  a good 

l i g h t .  And th e r e  a re  o th e r  p o s s i b i l i t i e s .  L ikew ise  th e r e  w i l l  be 

v a r io u s  re a so n s  why o th e r  p e o p le  a re  i n t e r e s t e d  in  th e  e v a lu a t io n  and 

w hat th e y  r e q u i r e  w i l l  be p e r s o n a l .

When we ta k e  an o r g a n is a t io n a l  view  o f  e v a lu a t io n ,  each o f  th e s e  

in d iv id u a l  needs and s ta n d p o in ts  m ust be ta k e n  in to  c o n s id e ra t io n .  

O rg a n is a t io n a l  e v a lu a t io n  i s  th e  sum t o t a l  o f  a l l  member and u s e r  

needs and i s  n o t an a v e ra g e , co n sen su s  o r  m a jo r i ty  v iew . A lthough 

o r g a n is a t io n s  fu n c tio n  on g e n e r a l i t i e s  -  ag reem en ts , accom m odation, 

c o l lu s io n  -  th e  prob lem s o f  o rg a n is a t io n s  a r i s e  from t h e i r  so  d o in g . 

I f  we le a r n  t h a t  99% o f  th e  members o f  an o r g a n is a t io n  " l ik e "  th e  way 

th e  s e n io r  m anager makes d e c is io n s ,  i t  does n o t  fo llo w  t h a t  th e  

rem a in in g  1% i s  i n s i g n i f i c a n t  o r  a re  "1%" s i g n i f i c a n t  beyond t h a t  

s t a t i s t i c .  I f ,  f o r  in s ta n c e ,  t h a t  1% in c lu d e s  th e  s e n io r  m anager th e  

s ig n i f i c a n c e  i s  c o n s id e ra b le .  Hence h ig h  among th e  p roblem s o f  

e v a lu a t io n  a re  prob lem s o f  o r g a n is a t io n a l  -  n o t s t a t i s t i c a l  -
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s ig n i f i c a n c e .  In  th e  p r e s e n t  s tu d y , one re sp o n d e n t commented, " I  

wonder i f  such  an 'open-ended* q u e s t io n n a ir e  w i l l  h ig h l ig h t  m in o r ity  

v iew s. As w ith  la rg e  m e e tin g s , th o se  w ith  a g e n e ra l  ag reem en t w ith  

w h a t 's  s a id  o r  done o f te n  r e f r a i n  from comment, le a v in g  a m in o r i ty  

v ie w p o in t to  be h e a rd " . But th e r e  a re  a l s o  unheard  m a jo r i t i e s  and 

e i t h e r ,  f o r  th e  in d iv id u a l ,  i t  i s  h i s /h e r  v iew s t h a t  m a tte r  to  h im / 

h e r .  When we exam ine th e  ways o r g a n is a t io n s  work we u n d e rs ta n d  j u s t  

how im p o rta n t in d iv id u a ls  a re  in  w hat goes on . P erh ap s e v a lu a t io n  

sh o u ld  be th e  p ro c e s s  o f  unco v erin g  th e  needs o f  members and u s e rs  

and exam ining how th e y  a f f e c t  th e  fu n c tio n in g  o f  th e  o r g a n is a t io n .

The q u e s tio n  i s  n o t "how s a t i s f i e d  a re  you w ith  som eth ing  o r  o th e r"

b u t "what a re  th e  e f f e c t s  o f  your so f e e l i n g " .

A c r i t i c i s m  o f  a phenom enolog ical approach  i s  t h a t  i t  i s  s t i l l  

u n e v a lu a tiv e  and u n d is c r im in a t in g ;  e v e ry th in g  g o es . H o p e fu lly , we 

have e x p la in e d  why a t  th e  o u t s e t  and in  th e  u l t im a te  e v e ry th in g  must 

go. The p henom eno log ist s t i l l  has th e  p rob lem s o f  w hat goes on 

b e fo re  'd a t a '  i s  c o l le c te d  and w hat i s  done to  th e  d a ta  beyond sim ply  

s to r in g  i t .  In  o u r case  we looked fo r  a p p a re n t ag reem en ts and t r e n d s  

b u t  we a l s o  w ere v e ry  i n t e r e s t e d  in  th e  m eaning b eh in d  what p e o p le  

w ro te , th e  su b c o n sc io u s , and why th e y  s a id  w hat th e y  d id  sa y . We

w ere a l s o  v e ry  in t r ig u e d  by w hat p eo p le  d id  n o t  say , f o r  th e r e

ap p ea red  to  be a s i g n i f i c a n t  number o f  q u e s t io n s  n o t answ ered a p a r t  

from  th e  few c o m p le te ly  b la n k  q u e s t io n n a i r e s .  We can o n ly  s p e c u la te  

ab o u t th e s e  no -answ ers b u t th e  s p e c u la t io n  i s  an i n d i c a t io n  o f  th e  

way fo rw ard  w ith  r e s e a r c h .
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Here a re  some o f  th e  re a so n s  p e o p le  may n o t have answ ered

th e y  d id  n o t u n d e rs ta n d  th e  q u e s tio n

th e y  w ere in  a h u rry

th e y  d id  n o t v a lu e  th e  q u e s t io n n a ir e

th e y  w ere a f r a i d  o f  t h e i r  answ ers

th e y  w ere ashamed o f  t h e i r  answ ers

th e y  d id  n o t know th e  answ er

th e y  w ere s u s p ic io u s  o f  th e  whole e x e rc is e

th e y  r e s e n te d  th e  q u e s t io n n a ir e

The re a so n s  fo r  no -answ ers w ere ev e ry  b i t  a s  im p o rta n t a s  th e  answ ers 

we re c e iv e d  so f a r  as  e v a lu a t io n  i s  concerned  b ecau se  e v a lu a t io n  

co n ce rn s  e v e ry th in g  ab o u t member and u s e r  r e a c t io n s  n o t f o r  w hat th e y  

a re  p re p a re d  to  s h a re  w ith  someone e l s e .  I t  i s  n o t ,  t h e r e f o r e ,  

enough to  be c o n te n t  w ith  a s a t i s f a c t o r y  p ro p o r t io n  o f  q u e s t io n n a ir e s  

r e tu rn e d  and th e re  a re  d o u b ts  ab o u t u s in g  p r o b a b i l i t y  fo rm u lae  to  

g u ess  a t  w hat o th e r s  th in k ,  though we may be l e f t  w ith  t h a t  a s  th e  

o n ly  s o lu t io n .  But th e r e  a re  a number o f  s e r io u s  q u e s t io n s  around  

why so many te a c h e r s  d id  n o t com plete  t h e i r  q u e s t io n n a i r e .

Where does t h i s  b r in g  us? We may s t a t e  w hat we see  to  be th e  p roblem s 

o f  th e  r e s e a rc h  so f a r  and i n v i t e  comment from r e a d e r s . The fo llo w in g  

would ap p ea r to  be m ajor p roblem  a r e a s .

A la rg e  number o f  q u e s t io n s  were n o t answ ered . A la r g e  number o f  

te a c h e r s  d id  n o t r e p ly .  T eacher an sw ers , how ever, w ere f u l l e r  th a n  

th o s e  o f  p a r e n ts  and p u p i l s .  Many p a re n ts  answ ered v e ry  b r i e f l y  

in d eed  (eg "N o").

Answers ten d ed  to  be what one would have ex p ec ted  -  " s ta n d a rd  answ ers" . 

What was th e  rea so n ?  Were re sp o n d e n ts  t e l l i n g  us what th e y  f e l t  we



- 7 3  -

w anted to  h e a r  o r  what would be a c c e p ta b le ?  Why w ere d isa p p ro v in g  

answ ers e q u a l ly  b r i e f ?  (Some f u l l  answ ers w ere g iv en  b u t th e y  m atched 

w ith  b r i e f  a n d /o r  s a f e r  o n es ; so as  n o t to  o ffen d ?)

Had we s e r io u s ly  enough th o u g h t o u t how th e  q u e s tio n  would be 

answ ered and had we asked  q u e s t io n s  m ean ing fu l to  us b u t  n o t  th e  

re sp o n d e n ts?

O v e ra ll  th e  d a ta  -  e x c e p t f o r  t e a c h e r s ’ answ ers? -  was n o t much use 

f o r  s t r a ig h tf o r w a r d  s t a t i s t i c a l  t r e a tm e n t .  How d id  we r e a c t  to  th i s ?  

Would we r e a l l y  have l ik e d  answ ers t h a t  co u ld  have been e x p re s se d  in  

n e a t  p e rc e n ta g e s ?  We p ro b a b ly  w ould. But th e n  a g a in  how would we 

have th o u g h t ab o u t th e  p e rc e n ta g e  ty p e  d a ta ?

T here was a problem  o f  c o n f i d e n t i a l i t y .  In fo rm a lly  we w ere aware o f  

i t  among th e  te a c h e r s ,  some o f  whom w ere s u s p ic io u s .  We co n fu sed  th e  

r o l e s  o f  r e s e a r c h e r  as an o u t s id e r ,  a s  Head and D e p u tie s . T h is  i s  an 

im p o r ta n t problem  o f  e n t ry  s in c e  r e s e a r c h e r s  need su p p o rt f o r  e n try  

b u t  th e n  become con fu sed  w ith  th e  s e n io r  s t a f f  members. Would th e  

s i t u a t i o n  have changed i f  th e r e  had been f u l l e r  d is c u s s io n  w ith  s t a f f  

and how th e n  would p a r e n ts  and c h i ld r e n  have re a c te d ?  But one m igh t 

e n te r  a n o th e r  sch o o l by p r e s e n t in g  t h i s  whole r e p o r t  a t  a sem in ar and 

b u i ld  from th e r e .

F u rth e rm o re , i f  th e  p r e s e n t  r e p o r t  becomes th e  b a s i s  o f  an OD e x e rc is e  

we a re  s t i l l  engaged in  th e  e v a lu a t io n  p ro c e s s  -  w hich th e n  becomes 

dynamic and n o t s n a p -s h o t.

B ecause th e  q u e s tio n s  w ere open-ended  and n o t c o n v e n tio n a l "y es /n o "  

answ ers many re sp o n d e n ts  may have been d i s o r i e n ta te d  and have found 

th e  q u e s t io n s  d i f f i c u l t  to  d e a l w ith .
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L ik ew ise , b ecau se  th e  ' r e p o r t '  i s  p re s e n te d  a s  a s u b je c t iv e  a n a ly s i s  

i t  may be u n a c c e p ta b le  to  some r e a d e r s .  T h is  r a i s e s ,  to o ,  th e  

prob lem  o f  v a l i d i t y  f o r  th e  r e s e a r c h  a s  a w hole. How i s  i t  v a l i d  and 

in  w hat ways would some r e a d e rs  c o n s id e r  i t  n o t to  be v a l id ?  Are 

th e r e  o th e r  ways o f  i n t e r p r e t i n g  th e  d a ta ?  What a re  th e y ?  And w hat 

e f f e c t  would t h e i r  u se  have?

We a re  aware o f  o th e r  t e s t s  and b a t t e r i e s  o f  t e s t s  to  'm easure* 

o r g a n is a t io n a l  m a tte r s  (eg o r g a n is a t io n a l  c lim a te )  b u t  b e l ie v e  we 

w ere r i g h t  to  r e j e c t  them . What c o u n te r  argum ents a re  th e re ?  What 

more and d i f f e r e n t  m ight we have le a rn e d ?

I t  would ap p ea r t h a t  th e  m ost f r u i t f u l  method o f  a n a y s is  i s  a form 

o f  c o n te n t  a n a ly s i s .  They key to  t h i s  w i l l  be th e  use  o f  l i n g u i s t i c  

a n a ly s i s  and e x p lo ra t io n  o f  th e  p s y c h o lo g ic a l m eaning o f  language  

u se . Such an approach  w i l l  in v o lv e  an ex am in a tio n  o f  o th e r  e v id en ce  - 

l i n g u i s t i c  and sym bolic  -  in  th e  o r g a n is a t io n .  We p ro p o se  to  dev e lo p  

t h i s  approach  in  su b se q u en t p a p e rs  and show how l i n g u i s t i c  a n a ly s i s  

r e q u i r e s  to  be embedded in  a th e o ry  o f  o r g a n is a t io n  to  p ro v id e  a 

s a t i s f a c t o r y  c o n te x t  f o r  s y s te m a tic  a n a ly s i s .

I f  t h i s  whole e x e rc is e  i s  to  be o f  much v a lu e  we need th e  view s o f  

o th e r  r e s e a r c h e r s .  The p u b l i c a t io n  o f  t h i s  monograph i s  t h e i r  

i n v i t a t i o n .  ^

1 A lthough th e  monograph was d i s t r i b u t e d  to  a number o f  key
in d iv id u a ls  such a s  an H. M. I .  in  th e  A ssessm ent o f  P erfo rm ance 
U n it,  no one a c t u a l l y  re sp o n d ed . I t  i s  a p i t y  we c a n n o t know 
why b u t th e  u n c o n v e n t io n a l i ty  o f  th e  approach  may be th e  re a so n ,
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APPENDIX I

The o r i g i n a l l y  c i r c u la t e d  p a p e r b e fo re  th e  r e s e a rc h

E v a lu a tio n  o f  an E d u c a tio n a l I n s t i t u t i o n  

H L Gray
N orth  E a s t  London P o ly te c h n ic

The co n ce rn  to  e v a lu a te  in  e d u c a tio n  i s  o v e r - r id in g .  C u r re n t ly  a lm o st 

ev e ry  a s p e c t  o f  e d u c a tio n a l  o r g a n is a t io n  i s  s u b je c t  to  some form  o f  

a sse ssm e n t and r e - e v a lu a t io n  -  c u rr ic u lu m , deploym ent o f  manpower 

e x p e n d itu re ,  use  o f  p la n t  and f a c i l i t i e s .  Much o f  t h i s  co n ce rn  a r i s e s  

from a concern  f o r  p u b lic  e x p e n d itu re ; much o u t o f  a co ncern  f o r  th e  

needs o f  s tu d e n ts  and much a s  a means o f  j u s t i f y i n g  th e  e x is te n c e  o f  

th e  huge p a r a s t r u c tu r e  t h a t  su rro u n d s  th e  p rim ary  a c t i v i t y  o f  

e d u c a tin g  th e  c h i ld ,  th e  a d o le s c e n t  and th e  a d u l t .  Yet th e  p ro c e s s  

o f  e d u c a tio n  i t s e l f  i s  n o th in g  more no r l e s s  th a n  th e  p ro c e s s  o f  

grow ing up in  s o c ie ty .  T h is  grow ing up c o n s i s t s  o f  th e  f u l l  d is c o v e ry  

o f  th e  s e l f  and th e  a c c e p ta n c e  o f  p e rs o n a l  i d e n t i t y ,  and a l s o  th e  

a d ju s tm e n t o f  th e  in d iv id u a l  to  a s o c ia l  en v ironm en t. F or th e  m ost 

p a r t  t h i s  s o c ia l  env ironm ent i s  no rm ativ e  and h o s t i l e  and th e  p r i o r  

q u e s t io n s  ab o u t e v a lu a tio n  m ust be ab o u t th e  w hole o r g a n is a t io n  and 

i n s t i t u t i o n a l i s a t i o n  o f  e d u c a tio n  -  q u e s tio n s  asked  by a l l  e d u c a tio n a l  

r e fo rm e rs ,  b u t  n ev e r s e r io u s ly  asked  by a d m in is t r a to r s .

Most o f  th e  q u e s tio n s  asked  ab o u t e d u c a tio n  in  th e  UK a re  th e  wrong 

q u e s t io n s  becau se  th e y  a re  b ased  on a d m in is t r a t iv e  needs and n o t  th e  

p e r s o n a l  needs o f  th e  c l i e n t  ( p u p i l s ,  s tu d e n t s ,  p a r e n ts  and e m p lo y e rs ) , 

B ecause sch o o ls  e x i s t  in  i n s t i t u t i o n a l  form , n o t to  ask  th e  p r i o r  

q u e s t io n s  i s  to  av o id  th e  r e a l i t y  o f  t h e i r  e x i s te n c e ,  so  to  a t te m p t 

an e v a lu a t io n  in  te rm s o f  w hat e x i s t s  r e q u i r e s  a r e s e a r c h  p e r s p e c t iv e  

t h a t  w i l l  a llo w  th e  r e s e a r c h e r  to  s ta n d  a s id e  from th e  a ssu m p tio n s
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t h a t  a re  in  q u e s tio n  and e n a b le  him to  av o id  a c c e p tin g  th e  a d m in is 

t r a t i v e  s ta n d  p o in t .  Such a p e r s p e c t iv e  i s  "phenom eno log ica l"  w hich 

means a s ta n d  p o in t  concerned  w ith  d is c o v e r in g  how r e a l i t y  i s  

p e rc e iv e d  s u b je c t iv e ly  by in d iv id u a ls  in v o lv e d  in  th e  o r g a n is a t io n  

under s c r u t in y .  A phenom eno log ical v ie w p o in t o f  an o r g a n is a t io n  view s 

t h a t  o r g a n is a t io n  a s  an a re n a  o f  c o l l e c t i v e  f a n ta s i e s .^  Each 

in d iv id u a l  c o n s t r u c t s  h i s  r e a l i t y  in  a s u b je c t iv e  way -  t h a t  i s ,  he 

s e e s  th e  o r g a n is a t io n  in  te rm s t h a t  a re  f u l l y  m ean ing fu l o n ly  to  him 

and hence d i f f e r e n t l y  from o th e r  members and o b s e rv e r s .  H is b eh a v io u r 

i s  co n seq u en t upon h i s  u n d e rs ta n d in g  and n o t on anyone e l s e ' s .  T hus, 

in  p r a c t i c e ,  o rg a n is a t io n s  a re  i n s t i t u t i o n s  where members work o u t 

t h e i r  p e r s o n a l  f a n t a s i e s  in  a c o l l e c t i v e  way; t h a t  i s ,  th e y  le a r n  to  

accommodate t h e i r  f a n t a s i e s  to  one a n o th e r .  We may view  o r g a n is a t io n s  

a s  lo c a t io n s  where in d iv id u a ls  p u rsu e  t h e i r  own p u rp o ses  and t r y  to  

s a t i s f y  t h e i r  own needs in  a p ro c e s s  o f  exchange and com prom ise.^ 

A c tu a l a c t i v i t y  i s  concerned  w ith  th e  exchange p ro c e s s  a t  th e  l e v e l  

o f  p e r s o n a l  f a n ta s y  w h ile  g e n e r a l i s e d ,  a b s t r a c t  f a n t a s i e s  p ro v id e  a 

co v er o f  j u s t i f i c a t i o n  fo r  th e  e x is te n c e  o f  th e  o r g a n is a t io n .

The sc h o o l, th e n , i s  a lo c a t io n  w here th e  members t r y  t o  s a t i s f y  

t h e i r  p e r s o n a l  n eed s . A g e n e ra l  m isc o n cep tio n  ab o u t o r g a n is a t io n s  i s  

t h a t  th e y  have an o b je c t iv e  e x is te n c e .  They c e r t a in l y  have a p h y s ic a l  

e x is te n c e  b u t  t h a t  i s  n o t th e  same a s  o b j e c t i v i t y .  The o b je c t  f a l l a c y

I

2

We d e f in e  f a n ta s y  a f t e r  F r i t z  P e r i s :  "F an ta sy  a c t i v i t y ............  i s
t h a t  a c t i v i t y  o f  th e  human b e in g  w hich th ro u g h  th e  u se  o f  sym bols 
te n d s  to  rep ro d u ce  r e a l i t y  on a  d im in ish ed  s c a le ."  We have no 
o p tio n  b u t to  l i v e  w ith in  o u r f a n ta s i e s  b ecau se  we m ust s e l e c t  
from a l l  th e  in fo rm a tio n  a v a i la b l e  in  o u r env ironm ent and t h i s  we 
can o n ly  do s u b je c t iv e ly .

The view  i s  expanded in  H L Gray "O rg a n is a tio n s  a s  S u b j e c t i v i t i e s "  
(fo rthcom ing ) and H L Gray "Exchange and C o n f l ic t  in  th e  S c h o o l" , 
Open U n iv e rs i ty  (1976).
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ab o u t o r g a n is a t io n s  d e c la r e s  t h a t  th e y  have e x is te n c e  in  t h e i r  own 

r i g h t  and hence have q u a l i t i e s  o v e r and above th e  c o l l e c t i v i t y  o f  

members. Thus i t  i s  c la im ed  o rg a n is a t io n s  have o b je c t iv e s  to  ac h ie v e  

’•and  t h e i r  own p u rp o se  to  f u l f i l .  I t  may w e ll be t h a t  th e  d e s t i n a t io n  

p l a t e  on a Number 11 bus say s  'P i c c a d i l l y '  b u t i f  th e  p a s s e n g e rs  and 

d r iv e r  d e c id e  th e y  want to  go to  R egen ts P ark  th e n  th e y  w i l l  do t h i s .  

A m ajo r c o n f l i c t  e x i s t s  betw een p ro v id e r s  and u s e r s  b ecau se  p ro v id e rs  

have to  make assum ptions ab o u t u s e r  needs and th e y  can n ev er be 

co m p le te ly  r i g h t  and in  p r a c t i c e  a re  more o f te n  wrqng (whoever h ea rd  

o f  a bus s e r v ic e  t h a t  s a t i s f i e d  custom ers?)

An e d u c a t io n a l  i n s t i t u t i o n  i s  a c o l l e c t io n  o f  p e o p le  who have come 

to g e th e r  -  some v o lu n t a r i l y ,  some co m p u lso r ily  -  f o r  a number o f  

r e l a t e d  p u rp o se s . Each in d iv id u a l  w i l l  r e c e iv e  s a t i s f a c t i o n  to  th e  

e x te n t  t h a t  he i s  a b le  to  s a t i s f y  h i s  needs and th e  su c c e ss  o f  th e  

c o l l e c t i v e  o r g a n is a t io n  i s  a m easure o f  th e s e  p e rs o n a l  s a t i s f a c t i o n s .  

The more co m p a tib le  p e rs o n a l  needs a r e ,  th e  more e f f e c t iv e  w i l l  th e  

i n s t i t u t i o n  b e , b u t c o m p a t ib i l i ty  i s  th e  consequence o f  a netw ork o f  

com prom ises d e te rm in ed  w ith in  a power s t r u c t u r e .  Each member o f  th e  

o r g a n is a t io n  b r in g s  an a p p ro p r ia te  amount o f  p o t e n t i a l  commitment to  

th e  i n s t i t u t i o n  b u t  th e  amount o f , commitment energy  he g iv e s  i s  

d e te rm in e d  by th e  n a tu re  o f  th e  power s t r u c t u r e .  Thus a p u p i l  who 

w ishes  to  s i t  f o r  sch o o l ex am in a tio n s  b r in g s  o n ly  a s  much commitment 

en erg y  a s  one who w ishes s im ply  to  p a s s  th e  tim e  w ith o u t any i n t e l 

l e c t u a l  demands b e in g  made upon him b u t th e  p o w e r-c o e rc iv e  in f lu e n c e s  

in  th e  sch o o l (m a n ife s t in  th e  a t t i t u d e s  and b e h a v io u r o f  te a c h e r s  

and o th e r  p u p i l s )  e i t h e r  r e l e a s e  o r  f r u s t r a t e  th e s e  e n e rg ie s  w ith  

s p e c i f i c  conseq u en ces.
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The re a so n  each  in d iv id u a l  b r in g s  an a p p ro p r ia te  amount o f  p o t e n t i a l  

commitment i s  t h a t  o r g a n is a t io n s  can o n ly  fu n c t io n  when in d iv id u a l  

c o n t r ib u t io n s  a re  in  b a la n c e . T h a t i s ,  th e y  a re  n o t eq u a l 

( q u a n t i t a t iv e ly )  b u t  c o m p a tib le . By d e f in i t i o n  an o r g a n is a t io n  w i l l  

fu n c t io n  e f f e c t i v e l y  when th e  p ro p e r  b a la n c e  o f  needs and commitments 

has been  r e a l i s e d  fo r  th o s e  members who a c tu a l ly  make up th e  

o r g a n is a t io n .  T hus, any group o f  p eo p le  h as  an optimum le v e l  o f  

e f f e c t i v e  fu n c tio n in g  t h a t  r e l a t e s  q u i t e  s p e c i f i c a l l y  to  th o se  who 

make up m em bership. I t  i s  m isco n ce iv ed  to  view  sc h o o ls  a s  s t e r e o 

ty p e s ;  th e y  a re  c o n s ta n t ly  chang ing  un ique i n s t i t u t i o n s .  The m easure 

o f  u n iq u e n ess  l i e s  in  th e  n a tu re  o f  in d iv id u a l  needs and c o n t r ib u t io n s

o v e r a l l  and i s  worked o u t on th e  b a s i s  o f  s o c ia l  and p s y c h o lo g ic a l

i_ (n)ex change .

I t  h as  become custom ary  to  employ open system s m odels to  d e s c r ib e  th e  

r e l a t i o n s h ip  betw een th e  sch o o l and i t s  env iro n m en t. W hile t h a t  i s  

an e n l ig h te n e d  im provem ent on th e  fo rm e rly  fa s h io n a b le  c lo se d  system  

m odel, th e  open system s model i s  to o  complex f o r  g e n e ra l  u s e ,  and 

in d i s c r im in a te ,  b ecause  i t  i s  n o t s u f f i c i e n t l y  s u b je c t iv e .  In  

p r a c t i c e ,  a l l  th e  open system s m odels a re  e v e n tu a l ly  in t e r p r e t e d  

s u b je c t iv e ly  by t h e i r  in v e n to r s  b u t  th e  s u b je c t iv e  r e a l i t y  o f  o rg a n i

s a t io n s  does n o t a r i s e  from th e  model i t s e l f ,  o n ly  th e  u s e r 's  

i n t e r p r e t a t i o n .  F u rth e rm o re , th e r e  i s  l i t t l e  v a lu e  in  making a f u l l  

o p en -sy stem s a n a ly s i s  o f  an e d u c a tio n a l  i n s t i t u t i o n .  Not o n ly  would

(n) T h is  i s  n o t to  c la im  t h a t  sc h o o ls  a re  t o t a l l y  d i s s im i l a r  from 
each  o th e r .  Language i t s e l f  demands s i m i l a r i t i e s .  But 
d e s c r ip t io n s  a re  g e n e r a l i s a t io n s  and th e  term  's c h o o l ' i s  a 
g e n e r a l i s a t io n  which d e n o te s  s i m i l a r i t i e s  and d i s s i m i l a r i t i e s  
in  th e  same way a s  th e  word 'p u p i l ' d e n o te s  s i m i l a r i t i e s  and 
d i s s i m i l a r i t i e s .  Sometimes we need to  work on th e  s i m i l a r i t i e s ,  
a t  o th e r s  on d i s s i m i l a r i t i e s  and o f te n  on b o th .  But 
s i m i l a r i t i e s  a r e  n o t sam enesses and to o  much management th in k in g  
h as  been based  on th e  e r r o r  o f  same i d e n t i t y .
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such an a t te m p t be v i r t u a l l y  im p o ss ib le  b u t  we sh o u ld  le a r n  more 

a b o u t th e  a n a ly s t  th a n  th e  p eo p le  in  th e  system  b ecau se  o f  h i s  

s e le c t io n  o f  d a ta .  In  an open system s model p e o p le  a re  c l a s s i f i e d  

: in to  c a te g o r ie s  b u t  th e  c a te g o r ie s  a re  n o t e x p lo re d  b ecau se  i t s  

g r e a t e s t  u se  i s  a s  an a d m in is t r a t iv e  d e v ic e .

A phenom eno log ical view  o f  o r g a n is a t io n s  i s  much l e s s  con cern ed  w ith  

c a te g o r ie s  o f  m em bership. I t s  concern  i s  w ith  how in d iv id u a ls  

p e rc e iv e  th e  o r g a n is a t io n .  Each i n d i v i d u a l 's  p e r c e p t io n  i s  a c c e p t

a b le  and " c o r r e c t " .  Even th e  q u e s tio n  o f  s c i e n t i f i c  sam p ling  and 

r e p r e s e n ta t io n  i s  i r r e l e v a n t  s in c e  f o r  each  in d iv id u a l  no o th e r  view  

o f  th e  o r g a n is a t io n  i s  a s  im p o rta n t o r  r e le v a n t  f o r  him . Any one 

i n d i v i d u a l 's  view  o f  th e  o r g a n is a t io n  i s  'v a l i d '  in  a r e s e a r c h  sen se  

and th e  p roblem  o f  u n d e rs ta n d in g  o rg a n is a t io n s  i s  one o f  u n d e rs ta n d in g  

th e  n a tu re  o f  in d iv id u a l  f a n ta s i e s  and s u b je c t iv e  r e a l i t y .  To do 

t h i s  th e  r e s e a r c h e r  must go b e n e a th  th e  le v e l  o f  c o l l e c t i v e  norm s, 

game p la y in g  and im posed f a n ta s y  c lo u d  -  b en ea th  th e  l e v e l  o f  

c o n d itio n e d  re sp o n se  and b r a i n - w a s h i n g . S o  f a r ,  r e s e a r c h  in to  

e d u c a tio n a l  i n s t i t u t i o n s  has n o t p e n e t r a te d  t h i s  c lo u d  o f  c o n d itio n e d  

re s p o n s e s .

I f  we ad o p t a phenom eno log ical approach  to  th e  sch o o l i t  w i l l  be 

d i f f i c u l t  to  d e v is e  a n e a t  sch ed u le  in  w hich q u e s tio n s  and answ ers 

a re  p r e - c o d i f i e d .  We can n o t w ish to  d is c o v e r  answ ers to  q u e s t io n s  we 

have a lre a d y  th o u g h t o f  a s k in g , in s te a d  we need  to  d is c o v e r  w hat 

answ ers a re  g iv e n  to  q u e s t io n s  unasked .

^ The c o n tro v e rsy  o v e r com prehensive and s e l e c t i v e  s c h o o ls ,  f o r  
in s ta n c e ,  can o n ly  be u n d e rs to o d  by d is c o v e r in g  s u b je c t iv e  
m eaning f o r  in d iv id u a ls  b e n e a th  th e  c lo u d  o f  word and 
sym bolism .
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I f  we ask  a s tu d e n t  "What do you l i k e  ab o u t coming to  t h i s  sch o o l?"  

we can be c e r t a in  he w i l l  t r y  to  g iv e  th e  answ er he th in k s  we would 

l i k e  to  h e a r  o r  th e  answ er which i s  upperm ost in  h i s  mind a t  t h a t  

: tim e . He may, in  f a c t ,  n o t  be aware o f  w hat he " l ik e s "  ab o u t th e  

sch o o l and even i f  he does know, we s h a l l  s t i l l  need to  d is c o v e r  th e  

s ig n i f i c a n c e  o r  m eaning i t  has f o r  h im . Indeed  th e  whole id e a  o f  

' l i k i n g '  comes from  th e  q u e s t io n e r  and i s  n o t n e c e s s a r i ly  in  th e  mind 

o f  th e  re sp o n d e n t. T h is  s u g g e s ts  th e  need f o r  d ep th  in  in te rv ie w in g  

b u t  s in c e  d ep th  in te rv ie w in g  re a c h e s  in to  th e  mind o f  th e  in d iv id u a l ,  

w hat s ig n i f i c a n c e  can we draw from o u r f in d in g s  i f  we m ust th e n  

r e i n t e r p r e t  in  te rm s o f  a n e c e s s a r i ly  s im p l i s t i c  a d m in is t r a t iv e  

system ? I t  seems a lm o st a s  i f  no q u e s tio n s  can l e g i t im a te ly  be a sk ed . 

But i f  th e y  a re  in  th e  mind o f  th e  r e s e a r c h e r ,  th e n  th e y  have le g itim a c y  

and m eaning (o f some k ind ) to  him .

The c o n v e n tio n a l m easures o f  su c c e ss  f o r  a sch o o l a re  th e  su c c e ss  r a t e  

in  p u b lic  ex am in a tio n s  a n d /o r  th e  o b ta in in g  o f  employment o r  f u r th e r  

s tu d y  p la c e s  f o r  th e  s tu d e n ts .  T here a re  no o th e r  q u a n t i t a t i v e  

c r i t e r i a  y e t  th e s e  two c r i t e r i a  v io l e n t l y  beg th e  q u e s t i o n ; t h e  

p r i o r  q u e s t io n s  a re  s t i l l  unasked  and th e  q u e s tio n s  t h a t  a re  asked  

a r e  i r r e l e v a n t  b ecau se  th e y  r e p r e s e n t  an i n t e r p r e t a t i o n  o f  th e  p a s t  

n o t  th e  p r e s e n t .  Yet 'e d u c a t io n ' i s  ab o u t chang ing  th e  f u tu r e  and 

th e  aw areness o f  th e  p r e s e n t .

Why i s  t h i s  so? S u re ly  'r e a l i t y *  i s  th e  o b ta in in g  o f  q u a l i f i c a t i o n s ,  

th e  f in d in g  o f  v o c a t io n a l  o p p o r tu n i t i e s ,  th e  e a rn in g  o f  a l i v in g  and 

th e  f i t t i n g  in to  th e  s o c ia l  and econom ic env ironm ent a s  i t  i s .

T h a t i s ,  th e y  assume th e  n a tu re  o f  e d u c a t io n a l  su c c e ss  to  be 
th o se  th in g s  t h a t  a r e  m easured .
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A d m itted ly , t h i s  i s  one view  o f  r e a l i t y  b u t i t s  u n r e a l i t y  i s  c u r r e n t ly  

(1976) d em o n stra ted  by th e  la c k  o f  te a c h in g  p o s ts  f o r  15 ,000 newly 

q u a l i f i e d  te a c h e r s ,  and th e  t r a i n in g  c o u rse s  f o r  w orkers  and m anagers 

who have been  made red u n d an t in  th e  p r e s e n t  econom ic ' r e a l i t y ' .  The 

p e r s o n a l  i s s u e  f o r  th e  q u a l i f i e d  unemployed i s  th e  u s e le s s n e s s  o f  

t h e i r  e d u c a tio n  and t r a i n in g  becau se  th e y  a re  now p la c e d  in  a s i t u a t i o n  

w hich n e i th e r  th e y  nor s o c ie ty  can cope . We can l e g i t im a te ly  ask  o f  

a sch o o l in  1976, "What have you done t h a t  would b e t t e r  h e lp  your 

s tu d e n ts  i f  th e y  had been e i t h e r  21 y e a r  o ld  te a c h e r s  w ith o u t a jo b  

to  go to  o r  40 y e a r  o ld  e x e c u tiv e s  d e m o ra lise d  by b e in g  d e c la re d  

red u n d an t?"  These q u e s tio n s  r e l a t e  to  th e  w orld  th e y  have to  l i v e  in .

A phenom eno log ical view  o f  e d u c a tio n  would a t  l e a s t  be a sk in g  q u e s tio n s  

l i k e  th e s e .  What answ ers would th e  a d m in is t r a to r s  o f  th e  e d u c a tio n a l  

system  g iv e?  T here i s  no way in  which c o n v e n tio n a l m easures o f  

e v a lu a t io n  o f  e i t h e r  th e  e d u c a tio n a l  p ro c e s s  o r  th e  use  o f  e d u c a tio n a l  

p l a n t  a r r iv e  anywhere n e a r .  In  a d d i t io n  to  th e  com posite  f a n ta s y  i s  

th e  c o l l e c t i v e  m ythology in  w hich th e  sch o o l has  an in d ep en d en t 

e x is te n c e  (a d i f f e r e n t  k in d  o f  e x i s t e n t i a l i s m ) . U n ti l  th e  m yths o f  

th e  sch o o l as  an e d u c a tio n a l  i n s t i t u t i o n  have been blown a w a y , t h e  

ta s k  o f  d is c o v e r in g  what a sch o o l "ought"  to  be can n ev e r b e g in . In  

t h i s  sen se  'o u g h t ' means th e  d is c o v e ry  o f  th e  ( r e a l )  n a tu re  o f  th e  

e d u c a tio n a l  i n s t i t u t i o n  a s  th e  i n s t i t u t i o n a l i s a t i o n  o f  in d iv id u a l  

n eeds and p e rc e p t io n s .

A u s e f u l  p a ram e te r  in  u n d e rs ta n d in g  th e  sch o o l i s  to  exam ine th e  

n a tu re  o f  c a r e e r s  t h a t  a re  i n s t i t u t i o n a l i s e d .  C a re e rs  a re  o f  two

Such a s  th e  myth t h a t  e d u c a tio n  in  sc h o o ls  can change th e  n a tu re  
o f  s o c ie ty  -  a myth now underg o in g  c o n s id e ra b le  q u e s tio n in g  in  
th e  USA.
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ty p e s  -  p e r s o n a l  and o r g a n is a t io n a l .  An o r g a n is a t io n a l  c a r e e r  i s  th e  

o p p o r tu n i ty  an o r g a n is a t io n  o f f e r s  to  i t s  members; a p e r s o n a l  c a r e e r  

i s  th e  l i f e  p a t t e r n  o f  an in d iv id u a l  which may be in  s e v e r a l  o rg a n i

s a t io n s  c o n s e c u t iv e ly .  A ll members o f  an o rg a n is a t io n  fo llo w  p e rs o n a l  

and o r g a n is a t io n a l  c a r e e r s  con tem poraneously  and w ith  v a ry in g  d eg ree s  

o f  c o n g ru ity .  G re a te s t  s a t i s f a c t i o n  a r i s e s  from g r e a t e s t  c o n g ru ity  

and l e a s t  s a t i s f a c t i o n  from g r e a t e s t  d e v ia t io n .  C o n g ru ity  in  t h i s  

sen se  i s  th e  way c a r e e r s  a re  co m p a tib le  o r  in  harmony. C o n g ru ity  does 

n o t  mean ' t h e  same' -  g iv in g  th e  same needs o r  s a t i s f a c t i o n s .  In  

f a c t ,  c o n g ru ity  more l i k e l y  means com plem entary o p p o r tu n i t ie s  and 

s a t i s f a c t i o n s .  The m easuring  o f  c o n g ru ity  can be m easured f o r  each 

in d iv id u a l  on th e  v a r ia b le  o f  c a r e e r .  The c a r e e r  v a r ia b le  i s  u s e fu l  

b ecau se  i t  can be m easured b o th  in  c o n v e n tio n a l r e s e a r c h  te rm s and 

a l s o  in  phenom eno log ical te rm s w hether o r  n o t th e  two a re  r e l a t e d  by 

th e  r e s e a r c h e r .  We can ask  th e  b a s ic  'q u e s t io n ' ( in  f a c t ,  a c l u s t e r  

o f  q u e s tio n s )  "What m eaning does membership o f  t h i s  o r g a n is a t io n  have 

f o r  you in  c a r e e r  te rm s? " . The added d im ension  o f  t h i s  q u e s t io n  

c l u s t e r  i s  t h a t  i t  opens up th e  s ig n i f i c a n c e  o f  tim e  and en co u rag es  

th e  re sp o n d e n t to  l in k  h i s  answ ers in to  h i s  u n d e rs ta n d in g  o f  th e  

f u tu r e .  C o ncep tions  o f  th e  f u tu r e  a re  h ig h ly  p e rs o n a l -  more th a n  th e  

p a s t  and p r e s e n t  w hich a re  in f lu e n c e d  by o th e r  p e o p le 's  re s p o n s e s .

Though th e r e  may be c o n d it io n in g  ab o u t th e  f u tu r e ,  c o n ta m in a tio n  must 

be l e s s  u n le s s  th e  re sp o n d e n t i s  t o t a l l y  d ependen t on o th e r s  -  as  

in d eed  many te a c h e r s  a re  I

In fo rm a tio n  ab o u t c a r e e r s  a p p l ie s  more f u l l y  to  some members and u s e rs  

th a n  o th e r s .  ' Indeed  a d i s t i n c t i o n  betw een 'm em bers' and 'u s e r s '  may 

be made in  te rm s o f  t h e i r  c a r e e r  in v o lv em en t. Members a re  o p e r a t io n a l ly  

bound in to  th e  o r g a n is a t io n  w h ile  u s e r s  have an in d ep en d en t r e l a t i o n 

s h ip .  (Sponsors and p ro v id e r s  a re  o p e r a t io n a l ly  bound in to  th e  sy stem .)
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In  exam ining member r e l a t i o n s h ip s  we may ask  "Who does w hat f o r  whom?" and 

c o n s id e r  w hat meaning we g iv e  to  th e  re sp o n se s  of each p e rso n  questioned  . 

For exam ple, te a c h e r s  and p u p i l s  b o th  do som eth ing  f o r  each  o th e r  and 

te a c h e r s  a re  as much a f f e c te d  by te a c h in g  as  p u p i l s .  Hence any 

e v a lu a t in g  o f  te a c h in g  m ust r e l a t e  to  te a c h e r  rew ards a s  w e ll  a s  p u p i l  

rew ards ( ie  exchanges o r  r e t u r n s ) . R e tu rn s  a re  b o th  s a t i s f a c t i o n s  and 

d i s s a t i s f a c t i o n s  and th e  o n ly  way o f  e v a lu a t in g  th e  su c c e ss  o r  

e f f e c t iv e n e s s  o f  an i n s t i t u t i o n  i s  in  term s o f  p e r s o n a l  e v a lu a t in g  o f  

r e tu rn s /e x c h a n g e s .

How can th e  r e s e a r c h e r  compare answ ers from d i f f e r e n t  re sp o n d e n ts  when 

each  w i l l  answ er from d i f f e r e n t  l e v e l s  o f  h i s  own aw areness?  T here i s  

a w ide v a r i e ty  o f  n o rm ativ e  p r e s s u re s  w hich encou rage  a re sp o n d e n t to  

answ er in  c e r t a in  te rm s r a th e r  th a n  o th e r s .  L ocal A u th o r ity  O f f ic e r s  

w i l l  be more c a u t io u s  th a n  te a c h e r s ;  te a c h e r s  w i l l  be c irc u m sp e c t i f  

th e y  f e e l  c e r t a in  sch o o l o r  L ocal A u th o r ity  l o y a l t i e s ;  p u p i l s  may be 

m ost open b u t  l e s s  aware o f  t h e i r  own deep f e e l in g s .  P e rh ap s th e re  

sh o u ld  be no a t te m p t to  c o l l a t e  and c o r r e l a t e  b u t r a th e r  th e  r e s e a r c h e r  

sh o u ld  r e p o r t  a s  p r o f e s s io n a l ly  b u t  s u b je c t iv e ly  a s  p o s s ib le  in  th e  

same way as  th e  e x p e r t  r e p o r te r  and w r i t e r .  I n s ig h t  i s  a p e r s o n a l  

a t t r i b u t e  a s  w e ll a s  s c i e n t i f i c  q u a l i t y .  Even th e  m ost s c i e n t i f i c  

r e s e a r c h  r e q u i r e s  to  be i n t e r p r e te d  and i t  i s  th e  q u a l i t y  o f  i n t e r 

p r e t a t i o n  t h a t  i s  most v a lu a b le  to  th e  r e s e a r c h e r .

Postm an and W e i n g a r t n e r s u g g e s t  a s e t  o f  q u e s tio n s  to  be ask ed  o f  

th e  sch o o l (o r in d eed  any 's y s te m ')  a s  a b a s i s  f o r  ex a m in a tio n . They 

ap p ea r to  eq u a te  'e x a m in a tio n ' w ith  e v a lu a t io n  b u t th e y  do n o t  p r e s s  

on to  d is c u s s  how such an 'e x a m in a tio n ' may have m eaning. T h e ir

Postm an, N e il  & W ein g a rtn e r, C h a r le s , T each ing  as  a S u b v ers iv e  
A c t iv i ty .  Penguin  1972> p l l8 -1 1 9 .
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q u e s t io n s  a r e : -

What a re  th e  p u rp o ses  o f  th e  system ?

What r o le s  a re  p e o p le  a ss ig n ed ?

What r u le s  must be fo llow ed?

What r i g h t s  and r e s t r i c t i o n s  a re  g iv e n  and im posed?

What a re  some o f  i t s  c r i t i c a l ,  u n d e r ly in g  assum ptions?

What a re  i t s  key words?

To w hat e x te n t  do th e  problem s o f  th e  system  r e q u ir e  

d e c is io n s ?  c h o ic e s?  s o lu t io n s ?

To w hat e x te n t  i s  th e  system  changing?

What a r e  th e  mechanisms fo r  chang ing  w ith in  th e  system ?

To w hat e x te n t  i s  th e  language o f  th e  system  o b s o le te ?

What a re  th e  c r i t i c a l ,  n o n -v e rb a l sym bols o f  th e  system ?

To w hat e x te n t  a r e  th e s e  changing?

What i s  th e  a c tu a l  e f f e c t  o f  th e  system  on p eo p le?

To w hat e x te n t  i s  t h i s  d i f f e r e n t  from th e  o s te n s ib l e  p u rp o se  

o f  th e  system ?

Are th e r e  a l t e r n a t i v e s  to  th e  system ?

Can we do w ith o u t i t ?

How i s  th e  system  r e l a t e d  to  o th e r  system s o f  knowing and 

behav ing?

These a re  a l l  i n t e r e s t i n g  g e n e ra l  q u e s tio n s  b u t  th e y  do n o t p ro v id e  a 

c o h e re n t approach  to  e v a lu a t io n  b e in g  o f  v a ry in g  'o r d e r s '  and in  m ost 

c a se s  open to  much f u r th e r  e x p la n a tio n  and d e f i n i t i o n .  We need an approach  

more s y s te m a tic  th a n  t h i s  f o r  a sk in g  q u e s tio n s  l e t  a lo n e  th e  a n a ly s i s  

o f  answ ers.

The 10 q u e s tio n s  we used  ap p ea r in  Appendix I I .
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APPENDIX I I

P re lim in a ry  R ep o rt

The Deanes School NOT FOR CIRCULATION

School E v a lu a tio n  1976

An im p o rta n t p a r t  o f  th e  e v a lu a t io n  was to  c o l l e c t  re sp o n se s  from th o s e  

who w ere m ost concerned  in  th e  l i f e  o f  th e  sch o o l -  p u p i l s ,  p a r e n ts  

and te a c h e r s .  I n s te a d  o f  draw ing up a d e t a i l e d  q u e s t io n n a i r e ,  w hich 

would have re q u ire d  th e  p r e s e n ta t io n  o f  f in d in g s  in  a c o n v e n tio n a l 

s t a t i s t i c a l  m anner, we d ec id ed  to  use  an open-ended  q u e s t io n n a ir e  

w hich would r e v e a l  m ajor and b a s ic  f e e l in g s  ab o u t th e  s c h o o l. The 

in t e n t i o n  was n o t to  p re d e te rm in e  th e  answ ers p e o p le  would g iv e  b u t 

to  le a v e  them f r e e  to  say  what was upperm ost in  t h e i r  minds ab o u t th e  

s c h o o l. A more d e t a i l e d  r e p o r t w i l l  ap p ea r in  due c o u rse  w ith  an 

e x p la n a tio n  o f  why t h i s  method was chosen , th e  k in d s  o f  p rob lem s i t  

r a i s e s  and th e  ways in  which i t  m igh t be m ost u s e f u l ly  em ployed. In  

th e  m eantim e, we p r e s e n t  a b r i e f  and a b b re v ia te d  r e p o r t  w hich g iv e s  

th e  s a l i e n t  f in d in g s  and w i l l  be m ost e a s i l y  a p p re c ia te d  by th e  g e n e ra l 

r e a d e r .

The f in d in g s  a re  p re s e n te d  under each  c a te g o ry  o f  re sp o n d e n ts  and 

r e p r e s e n t  g e n e ra l  im p re ss io n s  conveyed by a l l  th e  re sp o n d e n ts  n o t a 

d e t a i l e d  breakdown o f  an sw ers. Ten q u e s tio n s  were asked  o f  each  

g roups ( p u p i l s ,  p a r e n ts  and te a c h e rs )  a l l  i d e n t i c a l  ex c e p t in  one 

in s ta n c e  and accom panied by th e  b r i e f e s t  in fo rm a tio n  ab o u t a g e , sex  

and r e le v a n t  y e a r  in  th e  s c h o o l. O b v io u sly , th e  te n  q u e s t io n s  would 

have a d i f f e r e n t  s ig n i f i c a n c e  f o r  each  c a te g o ry  o f  re s p o n d e n t, b u t

The in t ro d u c to ry  c h a p te r  o f  t h i s  monograph
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t h i s  was in t e n t i o n a l  a s  one way o f  making co m p ariso n s. I d e a l ly  th e  

q u e s t io n s  would have been asked  in  a p e rs o n a l  in te rv ie w  and answ ers 

drawn o u t a t  some le n g th  b u t th e  tim e  r e q u ir e d  fo r  such  a p ro c e d u re  

was n o t  a v a i la b le  and we had to  be c o n te n t  w ith  much l e s s  d e t a i l e d  

in fo rm a tio n  th a n  we would have l i k e d .

The te n  q u e s tio n s  were as  fo llo w s

1. What a re  th e  s o r t s  o f  th in g s  you l i k e  b e s t  ab o u t t h i s  sc h o o l?

2. What s o r t s  o f  th in g s  do you l i k e  l e a s t ?

3. What do you th in k  th e  sch o o l w i l l  have done f o r  you (o r f o r

you r c h i ld )  by th e  tim e  you le a v e  (he o r  she le a v e s ) ?

4. What do you th in k  th e  sch o o l i s  b e s t  a t?

5. What do you th in k  th e  sch o o l does l e a s t  w e ll?

6 . What does th e  sch o o l n o t do t h a t  you th in k  i t  sh o u ld  do?

7. How do you th in k  t h i s  sch o o l com pares w ith  o th e r  s c h o o ls?

8. How do you see  th e  sch o o l f i t t i n g  in to  y ou r c a r e e r  p a t t e r n s  

o r  f u tu r e  p la n s?

9 . What s o r t  o f  p eo p le  would you say  make up th e  sch o o l?

Can you say  w hat t h e i r  im p o rtan ce  i s ?

10. Are th e r e  any o th e r  q u e s tio n s  you f e e l  we sh o u ld  have asked?

What a re  th ey ?  Would you l i k e  to  a t te m p t an answ er?
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1. OUTLINE OF PROCEDURE

Q u e s tio n n a ire s  were is s u e d  to  a l l  th e  f u l l - t im e  te a c h in g  s t a f f ,  to  

a p p ro x im a te ly  10% o f  th e  p u p i l s  and to  ap p ro x im a te ly  10% o f  th e  

: p a r e n ts  (ad d re ssed  to  e i t h e r  f a th e r  o r  m o th e r) . To o b ta in  a p ro p o r

t i o n a l  re sp o n se  from th e  s c h o o l, th r e e  p u p i l s  and th r e e  p a r e n ts  o f  

p u p i l s  in  each  t u t o r  group were chosen 'b l i n d l y ' .  In  th e  ca se  o f  

p u p i l s ,  th e  8 th ,  15 th  and 22nd on th e  a t te n d a n c e  r e g i s t e r  (norm al 

arran g em en t b e in g  g i r l s '  s e c t io n  fo llo w ed  by b o y s ' s e c t i o n ,  each  

s e c t io n  in  a lp h a b e t ic a l  o rd e r)  r e c e iv e d  a q u e s t io n n a i r e ;  in  th e  case 

o f  p a r e n t s ,  th e  9 th , 16 th  and 23rd  on th e  r e g i s t e r .  T h is  s e le c t io n  

p ro c e d u re  was m o d ified  in  some c a se s  -  by ta k in g  th e  n e x t name on th e  

l i s t  -  to  av o id  a fam ily  r e c e iv in g  q u e s t io n n a ir e s  f o r  b o th  p u p i l  and 

p a r e n t .

I t  was in te n d e d  to  is s u e  a l l  th e  q u e s t io n n a ir e s  to  p u p i l s  a t  th e  end 

o f  a f te rn o o n  sch o o l on F r id a y , 3 December, f o r  r e tu r n  (h o p e fu lly )  by 

th e  fo llo w in g  Monday. However, some q u e s t io n n a ir e s  w ere n o t is s u e d  

u n t i l  th e  Monday owing to  th e  absence  o f  p u p i l s  on th e  F r id a y  and a 

few q u e s t io n n a i r e s  were n o t is s u e d  a t  a l l  owing to  th e  absen ce  o f  

p u p i l s  on b o th  th e  F rid a y  and th e  Monday. (T his method o f  i s s u e  was 

n o t th e  b e s t  way o f  e n su r in g  t h a t  a l l  th e  q u e s t io n n a ir e s  re a c h e d  th e  

p a r e n ts  I) Q u e s tio n n a ire s  w ere is s u e d  a ls o  to  th e  te a c h in g  s t a f f  on 

th e  F r id a y . A box was p la c e d  o u ts id e  th e  sch o o l o f f i c e  f o r  th e  

r e tu r n  o f  q u e s t io n n a ir e s  -  a p ro c e s s  t h a t  was ad judged  to  have been  

com pleted  by th e  T hursday m orning .
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2. QUESTIONNAIRES : ISSUED/RETURNED

2 .1  PUPILS

Year 1 2 3 4 5 T o ta ls

In te n d e d  is s u e 27 27 30 27 18 129

b g b 9 b 9 ’ b 9 b 9 b 9

A c tu a l i s s u e 18 9 11 15 17 12 16 10 12 6 71 52 126

R eturned* 12 7 11 9 11 8 11 10 4 1 49 35 84 (67%)

* Com pleted a t  l e a s t  in  p a r t .  (In  a d d i t io n ,  one was r e tu rn e d  b la n k .)

2 .2  PARENTS

Year 1 2 3 4 5 T o ta ls

In te n d e d  is s u e 27 27 30 27 18 129

fa mo fa mo fa mo fa mo fa mo fa mo

A c tu a l is s u e 12 14 14 12 17 13 14 13 8 8 65 60 125

R eturned* 41 31 72

Not p o s s ib le  to  c l a s s i f y  4 a d d i t io n a l  r e tu r n s : 76 (61%)

* Com pleted a t  l e a s t  in  p a r t .

2 .3  TEACHING STAFF

Is su e d : 64 R etu rn ed : 28 (44%)

2 .4  COMMENTS ON METHOD AND TIMING OF ISSUE

1. D uring f i f t h  y e a r  mock ex am in a tio n s  -  p a r t i c u l a r l y  heavy 

work lo a d  fo r  t h a t  y e a r  and t h a t  s t a f f  in v o lv e d  in  

exam in in g .

2. U n r e l i a b i l i t y  o f  com m unication to  p a re n ts  when p u p i l s  

used  a s  m essen g ers .
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3. T im esca le  o f  i s s u e / r e t u r n  (Friday/M onday) -  s t a t e d  

in  l e t t e r  is s u e d  w ith  q u e s t io n n a ir e  -  to o  s p e c i f i c  

a n d /o r  to o  s h o r t  f o r  some?

4. S e le c t io n  p ro ced u re  p roduced  b ia s  tow ards 

p r o b a b i l i t y  o f  boys b e in g  ch osen .
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P u p il  Answers

126 p u p i l s  w ere in v i te d  to  f i l l  in  q u e s t io n n a i r e s ,  85 r e p l i e d ,  o f  

w hich one was b la n k  and one gave no d e s ig n a t io n  as  to  sex  o r  sch o o l 

y e a r .  19 f i r s t  y e a r  p u p i l s  r e p l i e d  o f  whom 12 were boys and 7 g i r l s  « 

Of 20 second y e a r ,  11 w ere boys and 9 g i r l s ,  o f  19 t h i r d  y e a r ,  11 were 

boys and 8 g i r l s ;  o f  f o u r th  y e a r  p u p i l s ,  11 w ere boys and 10 g i r l s ,  

and o f  f i f t h  y e a r ,  4 w ere boys and 1 was a g i r l .

On th e  w hole, p u p i l s  d id  n o t ta k e  ad v an tag e  o f  t h i s  o p p o r tu n i ty  to  

say  th in g s  ab o u t th e  s c h o o l . T here may be s e v e ra l  re a so n s  f o r  t h i s  -  

th e  q u e s t io n n a ir e  was fo rb id d in g  o r  d i f f i c u l t ;  th e  q u e s t io n  o f  

anonym ity  was u n s e t t l e d ;  th e r e  was g e n e ra l la c k  o f  i n t e r e s t ;  th e r e  

was u n c e r t a in ty  a s  to  who would re a d  i t  o r  w hat would be done w ith  i t ,  

o r  o th e r  r e a s o n s .  We can n o t know why more q u e s tio n s  w ere n o t 

answ ered more f u l l y  b u t we a re  aware t h a t  t h i s  k in d  o f  e x e rc is e  can 

n o t  have much meaning f o r  re sp o n d e n ts  u n le s s  th e y  a re  a c t iv e ly  

in v o lv e d  w ith  th e  r e s e a rc h  o r  r e s e a r c h e r .  For t h i s  re a so n  we a re  

aw are t h a t  o r a l  q u e s tio n in g  i s  p r e f e r a b le  and d is c u s s io n  in  th e  

sch o o l sh o u ld  accompany th e  f in d in g s .

A lthough  m ost p u p i l s  ap p ea red  to  be w e ll aw are t h a t  th e y  a re  members 

o f  a la rg e  i n s t i t u t i o n ,  th e  s c h o o l, we can t e l l  v e ry  l i t t l e  ab o u t how 

th e y  see  th e  sch o o l e x c e p t in  v e ry  c rude  te rm s . P u p i ls  do n o t see  

th e m se lv es  a s  a c t iv e  p a r t i c i p a n t s  in  th e  sch o o l b u t  r a th e r  a s  p e o p le  

re sp o n d in g  to  w hat o th e rs  have d e c id e d . T h is  i s ,  o f  c o u rs e , to  be 

e x p e c te d  b u t i t  means p u p i l s  w i l l  le a v e  sch o o l read y  and p ro b a b ly  

w i l l in g  to  be d ependen t on th e  d e c is io n s  o f  o th e r s .  P u p ils  se e  th e  

sch o o l a s  a p la c e  in  w hich d e c is io n s  a re  made f o r  them and th e y  do 

n o t seem to  w ant th e  s i t u a t i o n  to  be much d i f f e r e n t  f o r  t h e i r  r e q u e s ts  

a r e  m odest, c o n fin e d  to  such th in g s  a s  a r e q u e s t  f o r  a swimming poo l
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and ch ea p er h o lid a y s  ab ro ad .

Most p u p i l s  a re  vaguely  aw are t h a t  in  some way th e  sch o o l w i l l  p re p a re  

them f o r  a jo b  o r  c a r e e r .  Very few seemed to  be c l e a r  ab o u t w hat jo b  

th e y  w anted though th e  r a r e  few who w ere q u i t e  s p e c i f i c  d id  n o t  see  

th e  sch o o l a s  b e in g  s p e c i f i c a l l y  h e lp f u l .  T here was no sen se  o f  

b e in g  r e a l l y  w e ll p re p a re d  fo r  l i f e  a f t e r  sch o o l and th e  im p re ss io n  

i s  one o f  w a it in g  fo r  th e  tim e to  p a s s .  S u b je c ts  w ere r e f e r r e d  to  in  

te rm s o f  i n t e r e s t  r a th e r  th a n  u s e fu ln e s s  and s u b je c t s  were f e l t  to  be 

i r r e l e v a n t .  The q u e s tio n  f o r  t h i s  sch o o l as  w e ll a s  a l l  o th e r s  i s  

w hat does seco n d ary  e d u c a tio n  r e a l l y  do a p a r t  from f i l l i n g  in  th e  tim e 

betw een p rim ary  sch o o l and l i f e  a f t e r  sch o o l -  jo b s ,  t r a i n i n g  f o r  a 

t r a d e  o r  p ro fe s s io n  o r  c o l le g e ?  I t  may be wrong to  e x p e c t te e n a g e rs  

to  have much sen se  o f  p u rp o se  b u t th e  re sp o n se  from f i r s t  to  fo u r th  

y e a r  i s  f a r  from an i n t e r e s t  in  s u b je c t s to  a concern  w ith  th e  s o c ia l  

a s p e c ts  o f  l i f e  -  t h i r d  and fo u r th  y e a r  p u p i l s  w ere more i n t e r e s t e d  in  

'd i s c o s '  th a n  fo rm al s u b je c t s ,  t h e i r  l e i s u r e  tim e  r a th e r  th a n  le a rn in g ,  

T here i s ,  o f  c o u rs e , every  re a so n  to  b e l ie v e  t h a t  th e s e  re sp o n se s  a re  

t y p i c a l  o f  a l l  p u p i l s  in  a l l  secondary  s c h o o ls ,  and a q u e s tio n  need

in g  ex am in a tio n  i s  th e  e x te n t  to  which p u p i l s  r e f l e c t  t h e i r  p a r e n t s '  

a t t i t u d e s  and u n c e r t a in t i e s .

P u p i ls  a re  much concerned  w ith  d i s c i p l i n e .  O v e ra ll  th e r e  i s  ex p re sse d  

an a p p r e c ia t io n  and need o f  good d i s c i p l i n e .  P u p i ls  do n o t l i k e  

u n f a i r n e s s  by te a c h e r s  no r do th e y  approve o f  d is r u p t io n  by o th e r  

p u p i l s .  W hile th e r e  i s  a l o t  o f  e x p re s s io n  o f  l ik in g  fo r  te a c h e r s ,  

th e r e  i s  a l s o  a need fo r  more s u p p o r t and o r g a n is a t io n .  P u p i ls  a re  

aw are t h a t  good o r g a n is a t io n  i s  n e c e ssa ry  and would ap p ea r to  be 

w i l l in g  to  t o l e r a t e  more d i s c i p l in e  th a n  th e y  p e rc e iv e  b u t t h i s  i s  n o t 

th e  o ld fa s h io n e d  firm n ess  o f  th e  o ld  c la ssro o m  so much as  th e  good
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o rd e r  o f  th e  w e ll o rg a n is e d  te a c h e r  and th e  e f f i c i e n t  ru n n in g  o f  th e  

s c h o o l. T here was no m ention  o f  th e  sch o o l a s  a p la c e  w here s e l f -  

d i s c i p l i n e  i s  to  be le a rn e d  (a view  te a c h e r s  m igh t ho ld ) b u t  o n ly  

e x p re s s io n  o f  th e  dependence p u p i l s  m igh t have on o th e r s  to  c r e a te  

o rd e r  and d i s c i p l i n e  round them .

S p o r ts ,  a t h l e t i c s  and th e  v a r i e ty  o f  s u b je c t s  to  s tu d y  and th in g s  to  

do were m entioned  f r e q u e n t ly .  T here was n a t u r a l  c r i t i c i s m  o f  s p o r t  

in  a d v e rse  w ea th e r c o n d i t io n s  and a d i s l i k e  o f  b e in g  in  c o ld  o r  

d rau g h ty  s i t u a t i o n s .  T here was a g e n e ra l  conce rn  f o r  minimum co m fo rt - 

somewhere to  be w ith  f r ie n d s  in  th e  lu n ch  h o u r, s a fe  k eep in g  fo r  

b e lo n g in g s , c o rn e rs  to  r e t i r e  t o .  T here was a l s o  much c r i t i c i s m  o f  

sch o o l lu n c h es  ( s u re ly  q u i t e  c h a r a c t e r i s t i c  o f  secondary  sch o o l 

c h i ld r e n  in  g e n e ra l)  and concern  ab o u t how to  use th e  lu n ch  h o u r. 

O bv iously  th e  use o f  th e  lunch  hour i s  a problem  and i t  i s  w orth  

c o n s id e r in g  how e s s e n t i a l  lu n ch  hour i s  to  th e  o r g a n is a t io n  o f  th e  

sch o o l -  in  some way th e  a rran g em en ts  fo r  sch o o l d in n e rs  f a l l  o u ts id e  

th e  o r g a n is a t io n  o f  th e  sch o o l and i s  a m a tte r  t h a t  r e q u i r e s  f u r th e r  

r e s e a r c h .

The newness o f  th e  sch o o l b u i ld in g s  f ig u r e s  p ro m in e n tly  in  comment 

ab o u t th e  s c h o o l. P u p ils  ap p ea r to  l i k e  th e  newness and th e  p h y s ic a l  

p r o v is io n  t h a t  goes w ith  i t .  Many comments w ere p le a s  f o r  g r e a t e r  

m a te r ia l  p r o v is io n  fo r  s p o r ts  (eg a swimming p o o l ) . Some p u p i ls  

e x p re s se d  concern  ab o u t th e  s iz e  o f  th e  sch o o l and moving ab o u t th e  

b u i ld in g s  was a m a tte r  o r  conce rn  to  many. Though a l l  p u p i l s  a d m itte d  

th e y  had no e x p e rie n c e  o f  o th e r  sc h o o ls  to  compare i t  w ith ,  th ey  

n e v e r th e le s s  f e e l  v e ry  w e ll s a t i s f i e d  w ith  th e  p h y s ic a l  p ro v is io n s  o f  

th e  new b u i ld in g .
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O v e ra ll  th e r e  i s  no g r e a t  sen se  o f  s a t i s f a c t i o n  o r  f u l f i lm e n t .

T each ers  come in  fo r  b o th  p r a i s e  and blame b u t  ap p ea r to  be d i s t a n t  

from th e  p u p i l s  - in d e e d ,  p u p i l s  even seem d i s t a n t  from one a n o th e r  -  

- th e r e  i s  a lm o st a sen se  o f  anomie though th e r e  i s  no ev id en ce  t h a t  

p u p i l s  a r e  n o t c o n te n t and happy. In d eed , an i n t e r p r e t a t i o n  o f  th e  

re sp o n se s  may w e ll be o f  g e n e ra l  commitment s in c e  many p u p i l s  seem to  

l i k e  q u i t e  s p e c i f i c  a c t i v i t i e s .  However, th e r e  i s  a l s o  a sen se  o f  

u n f u l f i l l e d  need a t  a p e rs o n a l  and em o tio n a l l e v e l  and one i s  bound 

to  w ant to  know more ab o u t how sc h o o ls  can make p u p i l s  f i l l  an a c t iv e  

p a r t  o f  t h e i r  e d u c a tio n  and to  see  e d u c a tio n  a s  b e in g  a s  much concerned  

w ith  p e rs o n a l  and em o tio n a l developm ent a s  th e  le a rn in g  o f  s u b je c t s .

On th e  w hole, th e  answ ers o f  p u p i l s  d id  n o t show a h ig h  s ta n d a rd  o f  

v e rb a l  e x p re s s io n  and th e r e  was a good d e a l  o f  bad s p e l l i n g .
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P a re n ts  R esponses

One hundred  and tw e n ty -n in e  q u e s t io n n a ir e s  w ere i s s u e d ,  o f  which 

s e v e n ty - s ix  w ere r e tu rn e d .  Of th e s e  fo r ty -o n e  were com pleted  by 

f a th e r s  and th i r ty - o n e  by m o th ers . Four a d d i t io n a l  r e tu r n s  were n o t 

co m ple ted . Answers were f u l l e r  on th e  whole th a n  p u p i l s  b u t a 

c o n s id e ra b le  number o f  answ ers were e n t i r e l y  b la n k . Few o f  th e  

re sp o n s e s  were unexpec ted  and even few er took  ad v an tag e  o f  th e  

q u e s t io n n a ir e  to  e x p re ss  w e ll th o u g h t o u t v iew s ab o u t e d u c a tio n . Many 

r e f l e c t e d  th e  re sp o n se  o f  p u p i l s ,  p a r t i c u l a r l y  in  r e f e r e n c e  to  d in n e rs  

and gam es. A few p a re n ts  took  ad v an tag e  o f  th e  q u e s t io n n a ir e  to  

w r i te  fu lso m e ly  ab o u t th e  sch o o l a t  some le n g th  and l e n g th ie r  answ ers 

te n d ed  to  be ap p ro v in g . A t t i tu d e s  ten d ed  to  be c o n s e rv a t iv e  and 

t r a d i t i o n a l  and th e r e  was v e ry  l i t t l e  e x p re s s io n  o f  u n d e rs ta n d in g  o f  

e d u c a t io n a l  m ethods o r  th e o ry  e x c e p t in  a r e a c t io n a r y  way -  t h a t  i s ,  

in  fa v o u r o f  o ld e r  methods and ap p ro ac h es . Very few p a r e n ts  seemed 

to  be a c t i v e l y  in v o lv ed  in  th e  e d u c a tio n  o f  t h e i r  c h i ld r e n  as  opposed 

to  b e in g  s u p p o r tiv e  o f  i t :  'e d u c a t io n ' a t  sch o o l and 'e d u c a t io n ' a t  

home w ere n o t i d e n t i f i a b l y  p a r t  o f  th e  same p ro c e s s .  O v e ra l l ,  w hat 

one p a r e n t  approved  o f  a n o th e r  would d isa p p ro v e  o f  so t h a t  p a r e n ta l  

v iew s e f f e c t i v e l y  c a n c e lle d  one a n o th e r  o u t  on such  m a t te r s ,  f o r  

exam ple, as  mixed a b i l i t y  te a c h in g ,  sch o o l u n ifo rm , d i s c i p l i n e ,  boys 

and g i r l s  do ing  b o th  woodwork and need lew ork , and th e  com petence o f  

th e  te a c h e r s .  P a re n ts  had more aw areness o f  th e  Head a s  a f ig u r e  

th a n  th e  p u p i l s  and th e re  ap p ea red  to  be a g e n e ra l w ish  to  engage in  

a c lo s e r  r e l a t i o n s h ip  w ith  him . T here i s  an im p re ss io n  t h a t  p a r e n ts  

do n o t r e a l l y  u n d e rs ta n d  th e  n a tu re  o f  sch o o l o r g a n is a t io n  though 

t h a t  i s  h a rd ly  s u r p r is in g  in  th e  ca se  o f  any sch o o l and th e  r e l a t i o n 

s h ip  betw een s t a f f  in  th e  management sen se  m ust be e x c e e d in g ly  c o n fu s 

in g . C le a r ly  we e x p e c t,  and assum e, p a r e n ts  to  u n d e rs ta n d  much more
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ab o u t e d u c a tio n  and sch o o l o r g a n is a t io n  th a n  i s  r e a s o n a b le .

R e fe re n c e s  to  s t a f f  m ust be la r g e ly  a r e f l e c t i o n  o f  t h e i r  c h i l d r e n 's  

p e r c e p t io n s .

•M ost p a r e n ts  ex p re sse d  a p p ro v a l o f  th e  s c h o o l,  th e  s t a f f ,  s t a f f - p u p i l  

and s t a f f - p a r e n t  r e l a t io n s h ip s  b u t  i t  was th e  b u i ld in g s  w hich had 

o v e r a l l  ap p ro v a l becau se  th e y  were modern and new. Most approved  o f  

com prehensive e d u c a tio n  a t  l e a s t  so f a r  a s  t h i s  sch o o l was co n ce rn ed ; 

some re s e rv e d  judgem ent ab o u t o th e r  com prehensives and some th o u g h t 

o f  i t  a s  a grammar sch o o l w h ile  o th e rs  a s  'n o t  a grammar s c h o o l '.  

P h y s ic a l  p r o v is io n  was a dom inant f e a tu r e  o f  re sp o n se s  and th e r e  was 

a p re o c c u p a tio n  in  some c a s e s  w ith  p h y s ic a l  a c c e s s  and t r a n s p o r t  

f a c i l i t i e s  f o r  p u p i l s .

A lm ost ev e ry  k in d  o f  o p in io n  was ex p re sse d  ab o u t d i s c i p l i n e ,  sch o o l 

un ifo rm  and b e h a v io u r . C le a r ly  on th e  is s u e s  o f  m ost common p u b lic  

comment th e r e  i s  no agreem ent a t  a l l  among p a r e n t s ,  y e t  i t  would seem 

t h a t  f o r  m ost p a r e n ts  th e s e  a re  th e  m ajor e d u c a tio n a l  c o n c e rn s . Some 

w ere p u z z le d  by modern m athem atics w h ile  o th e r s  s in g le d  o u t m aths 

te a c h in g  f o r  e x c e l le n c e .  T each ing  woodwork and need lew ork  to  b o th  

boys and g i r l s  was to  some p a re n ts  a s o c ia l  and se x u a l a f f r o n t .

T each ing  s p o r t  was a lm o st u n iv e r s a l ly  approved  though  th e r e  were many 

'c o m p la in ts ' ab o u t s p o r t ,  v a ry in g  from th e  bad w ea th e r in  which 

c h i ld r e n  w ere o u ts id e  to  th e  s c h o o l 's  su c c e s s  and la c k  o f  su c c e s s  in  

s p e c i f i c  s p o r t s .  Swimming was a common co n ce rn  and a l l  p a r e n ts  who 

m en tioned  i t  w anted more and b e t t e r  f a c i l i t i e s  f o r  swimming. Some 

p a r e n ts  w anted an em phasis on th e  '3  R 's '  -  o th e r s  welcomed th e  

v a r ie d  c u rr ic u lu m  and even mixed a b i l i t y  te a c h in g ,  though  many 

approved  o f  some form o f  s tre a m in g . T here w ere a s i g n i f i c a n t  number 

o f  comments ab o u t ' r a p i d '  and 'c o n s id e r a b le ' s t a f f  tu rn o v e r .  T here  

w ere co m p la in ts  ab o u t ex am in a tio n  p r e p a r a t io n  and ex am in a tio n  s ta n d a rd s
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in  g e n e ra l  ( ie  n o t in  th e  sch o o l s p e c i f i c a l l y )  b u t  p a r e n t s  w ere wary 

o f  making u n reaso n ab le  c la im s  f o r  t h e i r  own c h i ld r e n  o r  e x c e s s iv e  

demands o f  th e  sc h o o l.

P a re n ts  were l e s s  concerned  ab o u t c a r e e r s  th a n  th e  p u p i l s  : few 

m en tioned  c a r e e r s  s p e c i f i c a l l y  though many w ro te  ab o u t 'good g e n e ra l 

e d u c a t io n ' o r  som ething in  s im i la r  te rm s . P a re n ts  seemed c o n te n t  

w ith  g e n e ra l  e d u c a tio n , good m anners, se lf-k n o w le d g e  and s o c ia l  

a d ju s tm e n t. T here  seemed to  be th e  vague te rm s t h a t  e d u c a t io n i s t s  

have g e n e ra l ly  been accused  o f  u s in g  and th e  q u e s tio n  rem ains  to  be 

answ ered  as  to  w hat p a r e n ts  r e a l l y  u n d e rs ta n d  by th e  e d u c a tio n  th e y  

w ant f o r  t h e i r  c h i ld r e n .  P a re n ts  see  th e  sch o o l a s  d o ing  som ething  

on t h e i r  b e h a l f  b u t  f e e l  th e m se lv es  to  be o u ts id e  th e  p ro c e s s  and n o t 

co nce rned  w ith  in f lu e n c in g  i t .

P a re n ts  f e l t  th e  sch o o l was good a t  s p o r t s ,  good a t  fund  r a i s i n g  and 

th e r e  w ere good com m unications o f  a l l  k in d s  y e t ,  w ith  r e g a rd  to  t h i s  

l a t t e r  v iew , many p a re n ts  w ro te  o f  la c k  o f  knowledge ab o u t th e  s c h o o l. 

O nly one p a r e n t  r e f e r r e d  to  th e  sch o o l n e w s le t te r  as  a u s e f u l  so u rc e  o f  

in fo rm a tio n  and com m unication.

W hile th e  sch o o l was a lm o st in v a r ia b ly  th o u g h t o f  a s  b e in g  b e t t e r  

th a n  m ost o th e r  com parable sc h o o ls  ( ie  n o t grammar sc h o o ls )  th e r e  

w ere c o m p la in ts  ab o u t p oo r d i s c i p l i n e  and a v a r i a t i o n  in  s ta n d a rd s  

and e x p e c ta t io n s  among te a c h e r  and p u p i l s .  Some p a r e n ts  w anted more 

t r a d i t i o n a l  te a c h in g ,  more homework, more eq u ab ly  d i s t r i b u t e d  homework 

and l e s s  w asted  tim e  in  th e  lunch  h o u r. O ther p a r e n ts  e x p re s se d  

c o n t ra ry  v iew s. On th e  whole p a r e n ts  f e l t  u n ab le  to  make com parisons 

w ith  o th e r  sc h o o ls  and were somewhat l o s t  so f a r  a s  in fo rm a tio n  ab o u t 

e x am in a tio n s  and ex am in a tio n  su c c e s s e s  a re  co n ce rn ed . I t  i s  c l e a r l y
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u n re a so n a b le  to  ex p ec t p a r e n ts  to  have much knowledge o f  o th e r  

s c h o o ls  u n le s s  th e y  have c h i ld r e n  a t  s e v e r a l  s c h o o ls . P a re n ts  a re  

bound to  a c c e p t l a r g e ly  a sch o o l f o r  w hat i t  i s .

Q u e s tio n s  8, 9 and 10 w ere d i f f i c u l t  to  answ er b ecau se  th e y  re q u ire d  

a f a i r l y  c l e a r  view o f  e d u c a tio n  and m ost p a r e n ts  seem n o t to  have a 

w e ll developed  "p h ilo so p h y "  o f  e d u c a tio n . Hence th e  q u e s tio n  ab o u t 

th e  sch o o l and f u tu r e  p la n s  p u z z le d  some p a r e n ts  w h ile  o th e r s  s t a t e d
t

c l e a r l y  t h a t  th e y  would n o t le a v e  th e  d i s t r i c t  w h ile  t h e i r  c h i ld  was 

(happy) a t  th e  s c h o o l. (eg "B ut f o r  o u r g i r l  s e t t l i n g  in  so w e ll we 

p ro b a b ly  would have moved".) M others te n d ed  to  g iv e  f u l l e r  answ ers 

on th e  l a s t  4 q u e s tio n s  th a n  f a th e r s  and q u e s t io n  9 drew o u t th o s e  

p a r e n ts  who had a w e ll developed  co n ce p t o f  th e  sch o o l com m itm ents. 

N ea rly  a l l  who r e p l i e d  to  t h i s  q u e s t io n  spoke o f  th e  v a lu e  o f  m ix tu re s  

o f  p eo p le  o f  d i f f e r e n t  k in d s . A ll who w ro te  v a lu e d  v a r i e ty  o f  back 

ground and a b i l i t y  among c h i ld r e n .  High e x p e c ta t io n s  ab o u t te a c h e r s  

w ere g e n e ra l as  were m isg iv in g s  ab o u t them , e s p e c ia l ly  a b o u t younger 

s t a f f  on m a tte r s  o f  a b i l i t y ,  e x p e r ie n c e , v a lu e s  and even m o ra ls .

Some p a r e n ts  sp re a d  th em se lv es  on th e s e  q u e s t io n s ,  o th e r s  ig n o re d  

them .

A few p a re n ts  commented on th e  q u e s t io n n a ir e  and e x p re s se d  a p re fe re n c e  

f o r  s im p le r  q u e s tio n s  and boxed (yes o r  no) an sw ers. P e rh ap s t h i s  

was why some re sp o n d e n ts  l e f t  q u e s tio n s  unansw ered b u t  i t  had been  

hoped t h a t  p a r e n ts  would g iv e  answ ers w ith o u t p ro m p tin g . T h a t many 

gave no answ ers i s  more u s e fu l  to  th e  r e s e a r c h e r  a t  t h i s  s ta g e  th a n  a 

la rg e  number o f  s ta n d a rd is e d  re s p o n s e s .

P a re n ts  te n d e d  to  make th e  same b a s ic  s p e l l in g  m is ta k e s  a s  th e  

c h i ld r e n .
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T each ers

Each o f  th e  s ix ty - f o u r  te a c h e r s  were g iv en  a q u e s t io n n a i r e .  Tw enty- 

e ig h t  w ere r e tu rn e d  o f  which one was unansw ered. On th e  w hole 

- q u e s t i o n s  were answ ered more f u l l y ,  th e r e  w ere few er b la n k s  and some 

w ere answ ered in  c o n s id e ra b le  d e t a i l .  Many answ ers co v ered  o r  

in c lu d e d  te c h n ic a l  o r  p r o f e s s io n a l  m a tte r s  t h a t  p u p i l s  and p a re n ts  

c o u ld  n o t e x p e c t to  be concerned  w ith .  Some o f  th e  m ajo r co n ce rn s  

w ere in  a cc o rd  w ith  th o s e  o f  p a r e n ts  though i t  would a p p ea r i t  i s  n o t 

o f te n  r e a l i s e d  j u s t  how much p a re n ts  and te a c h e r s  a r e  con ce rn ed  ab o u t 

th e  same i s s u e s .  In  t h i s  r e s p e c t  th e r e  i s  no re a so n  to  b e l ie v e  t h i s  

sch o o l to  be e x c e p t io n a l .

W ithou t e x c e p tio n  re sp o n d e n ts  ap p ea red  to  l i k e  b e in g  on th e  te a c h in g  

s t a f f  o f  th e  s c h o o l. ( I n v a r ia b ly  te a c h e r s  r e f e r  to  th e m se lv es  

c o l l e c t i v e l y  a s  " s t a f f "  w hich i s  a c h a r a c t e r i s t i c  o f  th e  te a c h in g  

p r o f e s s io n .  Are th e r e  no o th e r  s t a f f ? )  They e x p re sse d  r e l a t i o n s  o f  

a l l  k in d s  as  b e in g  good and th e  atm osphere  o f  th e  sch o o l i s  c o n g e n ia l, 

C le a r ly  th e y  l i k e  t h e i r  c o l le a g u e s  and found th e  p u p i l s  a g re e a b le  and 

from a c o n g e n ia l s o c ia l  background . T here seems to  be some s o c ia l  

m atch ing  betw een te a c h e r s  and p a r e n ts  and th e r e  was c o n s id e ra b le  

s i m i l a r i t y  in  re sp o n se s  o v e r  a f a i r l y  w ide spectrum  o f  a t t i t u d e s .  Of 

c o u rse , te a c h e r s  te n d ed  to  have more f a i t h  in  p o s s i b i l i t i e s  o f  fo rm al 

e d u c a tio n  b u t  one wonders how many p a re n ts  see  e d u c a tio n  a s  a s o r t  o f  

i r r e l e v a n c e ,  ju d g in g  by t h e i r  r e p l i e s .  B ecause te a c h e r s  have a 

p r o f e s s io n a l  and c a r e e r  commitment to  e d u c a tio n  th e y  spoke in  more 

d e t a i l  o f  te a c h e r - p u p i l  r e l a t i o n s h ip s  and sch o o l o r g a n is a t io n .  

T ea ch ers  r e f e r r e d  to  th e  p a s to r a l  s id e  o f  sch o o l o r g a n is a t io n  b u t  

p a r e n ts  n ev e r m entioned  i t .
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Some o f  th e  i s s u e s  on which te a c h e r s  were in  some k in d  o f  agreem ent 

w ith  p a r e n ts  were u n ifo rm , th e  problem  o f  sch o o l s i z e ,  com m unication 

d i f f i c u l t i e s ,  o rg a n is a t io n  p ro b lem s, s ta n d a rd s  o f  p u p i l  b e h a v io u r ,

. d i f f i c u l t i e s  ov er ag reed  o b je c t iv e s  f o r  th e  s c h o o l. M ostly  th e y

sh a re d  th e  same d isa p p o in tm e n ts  a s  p a r e n ts  and i t  i s  w orth  n o tin g  t h a t  

b o th  p a r e n ts  and te a c h e r s  were concerned  ab o u t d i s c i p l i n e  and m oral 

v a lu e s .  T here was no m ajor c o n f l i c t  o v er s o c ia l  v a lu e s  e i t h e r  though 

th e s e  a re  u s u a l ly  ex p re ssed  in  such  vague te rm s a s  to  be m e a n in g le ss ; 

te a c h e r s  seemed no c l e a r e r  th a n  p a r e n ts  a b o u t w hat th e  sch o o l sh o u ld  

"a ch ie v e"  though th e re  was much t a l k  ab o u t a sen se  o f  community and 

"b e lo n g in g "  a s  c o n d it io n s  f o r  e d u c a tio n . T each ers  e x p re s se d  much 

more ' com m itm ent' to  e d u c a tio n  th a n  p a r e n ts  who seemed to  a c c e p t th e  

id e a  p a s s iv e ly .

Most te a c h e r s  appeared  to  be in  a s t a t e  o f  u n c e r ta in ty  -  though 

p r o f e s s io n a l ly  inform ed u n c e r t a in ty  -  ab o u t e d u c a tio n  and e d u c a tio n a l  

m ethods. T here was a ten d en cy  to  p r e f e r  t r a d i t i o n a l  approached  b u t  

an aw areness o f  th e  im portance  o f  new m ethods. Maths was th e  o n ly  

s u b je c t  commonly m entioned  and i t  was alw ays w ith  p r a i s e :  y e t  th e  

m aths i s  a l s o  an a re a  o f  c u rr ic u lu m  in n o v a tio n . T here was f u r th e r  

u n c e r ta in ty  ab o u t c a re e r s  and m ost re sp o n d e n ts  seemed to  be co n sc io u s  

o f  t h e i r  n e x t p rom otion . P a re n ts  u s u a l ly  f a i l  to  u n d e rs ta n d  t h a t  

te a c h e r s  have th e  same c a r e e r  needs a s  o th e r  a d u l t s  and need to  be 

made aware how prom otion  o c c u rs  in  te a c h in g . P a r e n ta l  r e f e r e n c e s  to  

s t a f f  tu rn o v e r  r e f l e c t  th e  c a r e e r  u n c e r ta in ty  o f  th e  te a c h e r s .

B ecause te a c h e r s  were lo o k in g  to  p rom otion  th e y  te n d ed  to  see  in a d e 

q u a c ie s  and o p p o r tu n i t ie s  in  th e  sch o o l in  te rm s o f  a re a s  o f  p ro 

f e s s io n a l  e x p e r ie n c e  such a s  a d m in is t r a t io n ,  th e  16+ p u p i l ,  p a s to r a l  

o r g a n is a t io n .  But th e re  was a l s o ,  o v e r a l l ,  a la c k  o f  c l a r i t y  ab o u t 

sc h o o l o r g a n is a t io n  and many te a c h e r s  were p u z z le d  by r o l e  b e h a v io u r
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o f  s e n io r  s t a f f  and how th e  management h ie ra r c h y  w orked.

T e a c h e rs , l i k e  p u p i l s  and p a r e n t s ,  would l i k e  a g r e a t  d e a l  more 

c e r t a i n t y  in  t h e i r  l i f e .  Not o n ly  would th e y  l i k e  w e ll behaved c h i ld 

re n  b u t w e ll -o rd e re d  c u rr ic u lu m , c l e a r  c u t  methods o f  i n s t r u c t i o n  and 

a c l e a r  l i n e  o f  c o n t ro l  and command a s  long  as  th e y  w ere a b le  to  do 

w hat th e y  f e e l  m ost s t r o n g ly  a b o u t, a re  c o n s u lte d  and in fo rm ed , ta k e  

p a r t  in  th e  d e c is io n  making and a re  in  c lo s e  c o n ta c t  w ith  p a r e n t s .  

T each ers  m ust s u f f e r  more from f r u s t r a t e d  e x p e c ta t io n s  th a n  p u p i l s  o r  

p a r e n t s .  Many o f  them seemed to  f e e l  a d eg ree  o f  p e rs o n a l  u n d e r

ach ievem en t and d i s s a t i s f a c t i o n  w ith  w hat co u ld  be o f f e r e d  th e  p u p i l s ,  

though a l l  th o u g h t th e  sch o o l b e t t e r  th a n  av e rag e  and was p ro v id in g  

them w ith  r i c h  c a r e e r  e x p e r ie n c e s .

The te a c h e r s  come ov er a s  b e in g  a p r o f e s s io n a l ly  concerned  group o f  

p e o p le  b u t p ra g m a tic  and u n c e r t a in .  One m igh t have e x p ec ted  a l i t t l e  

more c o n v ic t io n  ab o u t e d u c a tio n  and c e r t a i n l y  more co n fid e n c e  in  w hat 

th e y  were do ing  and how th e y  w ere d o ing  i t .  The q u e s tio n  a r i s e s  a s  

to  how much energy  te a c h e r s  a re  w a s tin g  on w orry ing  and p u z z l in g  when 

th e y  m igh t be u s in g  i t  more d i r e c t l y  to  d e f in e  p roblem s and work o u t 

p r a c t i c a l  s o lu t io n s .  One f e l t  th e y  w ere w a it in g  to  be to l d  w hat i t  

i s  a l l  ab o u t b ecau se  th e  answ ers su g g e s t co n ce rn s  and w o r r ie s  r a th e r  

th a n  d e f in e d  and c o n t r o l le d  s i t u a t i o n .  But maybe t h a t  i s  th e  n a tu re  

o f  th e  game.

Some te a c h e r s  commented on th e  form  o f  th e  q u e s t io n n a i r e ;  some were 

in  some way th re a te n e d  by i t ,  p e rh ap s  w ondering who would re a d  th e  

answ ers and w hat would be done a s  a consequence. One q u e s tio n  was 

ab o u t th e  g e n e r a l i t y  o f  answ ers and th e  s ig n i f i c a n c e  o f  m in o r ity  

v ie w s . The re a so n  f o r  th e  ad o p ted  fo rm at was to  g iv e  o p p o r tu n i ty  f o r
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m in o r ity  v iew s to  be e x p re s se d  b ecau se  f o r  each  in d iv id u a l  h i s  view s 

a re  th e  o n ly  ones t h a t  r e a l l y  c o u n t, how ever un ique th e y  may b e .

The rem ark ab le  th in g  ab o u t th e  q u e s t io n n a i r e  i s  t h a t  i t  showed so 

much co n sen su s  a s  w e ll a s  i n d i v i d u a l i t y .  O rg a n is a tio n s  a c t  on th e  

g e n e r a l i s a t io n s  b u t i t  i s  l e f t  to  th e  in d iv id u a l s  to  a c t  on th e  

s p e c i f i c s .  We a re  t r y in g  to  le a r n  how to  accommodate b o th , w hich i s  

one o f  th e  p u rp o ses  b eh ind  th e  r e s e a r c h .
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APPENDIX I I I

What S choo ls  mean to  T each ers  0 

:  H L Gray

C u rre n t work on th e  e v a lu a t io n  o f  s c h o o ls  r a i s e s  th e  im p o r ta n t 

q u e s t io n  o f  how th e  sch o o l s a t i s f i e d  th e  c a r e e r  needs o f  te a c h e r s .

Most i n t e r e s t  in  sch o o l e v a lu a t io n  i s  concerned  w ith  p u p i l  n e e d s , and 

c u rr ic u lu m  e v a lu a t io n  i s  su p p o sed ly  d i r e c te d  tow ards d is c o v e r in g  th e  

e x te n t  to  which p u p i l  needs a re  s a t i s f i e d  in  th e  a c t i v i t i e s  th e  

sch o o l p ro v id e s  f o r  them . In  many ways th e  i n t e r e s t  o f  p a r e n ts  i s  

made c o n c re te  in  c u rr ic u lu m  te rm s in  t h a t  th e  m ajor e v a lu a t io n  f o r  

p a r e n ts  o f  a sch o o l would ap p ea r to  be ex am in a tio n  s u c c e s s ,  p a r t i c u 

l a r l y  th o s e  o f  a p a r e n t s ' own c h i ld .  I t  somehow seems a lm o s t c h u r l i s h  

to  su g g e s t t h a t  sc h o o ls  e x i s t  a s  much f o r  th e  te a c h e r s  a s  th e  c h i ld r e n  

y e t  we can o n ly  u n d e rs ta n d  how sc h o o ls  work and change i f  we d ev o te  

o u r a t t e n t i o n  to  te a c h e r s  a s  w e ll  as  to  o th e r  u s e r s  such  a s  p u p i l s ,  

p a r e n ts  and em p loyers .

S ch o o ls  a re  im p o r ta n t to  te a c h e r s  in  a way t h a t  th e y  a re  im p o r ta n t to  

no one e l s e ;  th e y  a re  p la c e s  o f  employment f o r  p e o p le  whose whole 

t r a i n i n g  has p re p a re d  them s o le ly  f o r  th e  e d u c a tio n a l  sy stem . I f  

s c h o o ls  c lo s e  down, te a c h e r s  w i l l  s u f f e r  more th a n  any o th e r  group  

and i t  may be an in d ic a t io n  o f  th e  p u b l ic  esteem  in  w hich sc h o o l 

te a c h e r s  a r e  h e ld  t h a t  th e  t r a n s f e r a b i l i t y  o f  t e a c h e r s ' i n t e r e s t s  to  

o th e r  o c c u p a tio n s  d u rin g  th e  d e c l in e  o f  e d u c a tio n a l  o p p o r tu n i ty  i s  

ta k e n  f o r  g ra n te d .  No one assum es t h a t  d o c to r s ,  d e n t i s t s  o r  law y ers  

w i l l  be happy w ith  o th e r  employment sh o u ld  th e  H e a lth  S e rv ic e  c o l la p s e ,

0 P u b lish e d  in  B u l l e t i n ,  B r. P s y c h o lo g ic a l S o c ie ty  (1978) 229 -20 .
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I f  we a re  ev e r r e a l l y  to  u n d e rs ta n d  sc h o o ls  we need to  know a  good

d e a l  more ab o u t how te a c h e r s  see  t h e i r  jo b s  in  c a r e e r  te rm s and n o t

j u s t ,  a s  a l l  th e  r e s e a rc h  to  d a te  im p lie s ,  how w e ll th e y  p e rfo rm  a s  

: i n s t r u c t o r s  o r  e d u c a to rs .  In d eed , f o r  te a c h e r s  to  speak  o f  cim bition 

o r  c a r e e r  i s  a lm o st in d e c e n t and one has h e a rd  many h e a d te a c h e rs  deny

t h a t  th e y  w ere ev e r m o tiv a ted  by am b itio n . I  have even h e a rd  i t

su g g e s te d  t h a t  some law o f  d iv in e  p r e - o r d in a t io n  a p p l ie s  to  th e  

s e le c t io n  and appo in tm en t o f  h e a d s . Yet heads a re  (o r have been) 

a m b itio u s  p e o p le  who have s p e n t long  h o u rs  f i l l i n g  in  a p p l ic a t io n  

form s and a t te n d in g  s e le c t io n  com m ittees . T here i s  p ro b a b ly  a s  much 

m o b i l i ty  -  o r  th e r e  has been  u n t i l  q u i te  r e c e n t ly  -  among te a c h e r s  a s  

any o th e r  n o n -m ig ran t p ro f e s s io n .

In  a m ob ile  s o c ie ty  i t  te n d s  to  be assumed t h a t  p e o p le  can  alw ays go 

e lsew h ere  i f  th e y  do n o t l i k e  i t  where th e y  a r e .  A good d e a l  o f  

in n o v a tio n  i s  due to  th e  m o b il i ty  o f  w orkers and th o se  who seek  

p rom otion  te n d  to  work f o r  in n o v a tio n  so a s  to  r e c e iv e  th e  ap p ro v a l 

o f  t h e i r  s u p e r io r s .  In  th e  '5 0 's  and '6 0 's  much e d u c a tio n a l  in n o v a tio n  

was b ro u g h t ab o u t by h i g h - f l i e r s  who were an x io u s to  pack  a good d e a l  

o f  ach ievem en t -  o r  p o t e n t i a l  ach ievem en t -  in t o  a  few y e a rs  w ith  a 

sch o o l b e fo re  moving on to  h ig h e r  th in g s .  T y p ic a l c a r e e r  p a t t e r n s  

w ere to  s t a r t  an in n o v a tio n  and g a in  p rom otion  on th e  p rom ise  r a t h e r  

th a n  th e  f u l f i lm e n t .  Now th in g s  a re  d i f f e r e n t  and th e  a t t r a c t i o n s  

f o r  moving a re  l e s s  th a n  th e  o p p o r tu n i t i e s .

In  a h ig h ly  m ob ile  p r o f e s s io n ,  h ie r a r c h ie s  a re  u s e f u l  a s  s te p s  on a 

la d d e r .  In  a im m obile p ro fe s s io n  th e y  a re  som eth ing  q u i t e  d i f f e r e n t .  

The i d y l l i c  days o f  E n g lish  e d u c a tio n  so f a r  a s  th e  te a c h e r s  were 

concerned  were th e  prew ar days o f  th e  sm all grammar s c h o o l. The 

d i f f e r e n c e  in  pay between a Head and A s s is t a n ts  was a few pounds.
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C hronology was a s tead y  c a r e e r  s te p  upwards to  r e t i r e m e n t .  Now we 

have a h ig h ly  complex p seu d o -m an a g e ria l s t r u c t u r e  fo r  com prehensive 

sc h o o ls  w ith  l o t s  o f l a y e r s ,  l o t s  o f  s te p s  and a c o n s id e ra b le  

-e n c o u ra g e m e n t f o r  everyone to  b lo c k  everyone e l s e .  The consequence 

i s  t h a t  s c h o o ls  a re  l i k e l y  to  s e iz e  up as enormous am ounts o f  energy  

a re  d ev o ted  to  a c h ie v in g  q u i t e  m a rg in a l d i f f e r e n c e s  f o r  each  in d iv id u a l  

o v e r h i s  c o lle a g u e s  as he d e s p e ra te ly  f i g h t s  f o r  acknow ledgem ent and 

p ro m o tio n .

Some d a ta  on th e  way te a c h e r s  look  on th e  sch o o l a s  an o r g a n is a t io n  

became a v a i la b le  d u rin g  a p i l o t  p r o j e c t  on sc h o o l e v a lu a t io n  u n d e r

ta k e n  a t  th e  NE London P o ly te c h n ic ,  f o r  an E ssex  com prehensive sc h o o l, 

th e  sam ple we had a v a i la b le  f o r  th e  e d u c a tio n  r e s e a r c h  i s  to o  sm all 

to  s a t i s f y  c o n v e n tio n a l r e s e a r c h e r s  b u t i t  i s  u s e f u l  i f  i t  h e lp s  us 

to  ask  q u e s tio n s  t h a t  le a d  to  f u r th e r  e n q u iry . We had 31 r e p l i e s  

w hich was ab o u t h a l f  th e  s t a f f  and skewed s l i g h t l y  in  fa v o u r o f  men.

The two q u e s t io n s  which a re  r e le v a n t  h e re  w ere -  "What do you th in k  

th e  sch o o l w i l l  have done f o r  you by th e  tim e*you le a v e ? "  and "How 

do you see  th e  sch o o l f i t t i n g  in to  your c a r e e r  p a t t e r n  o r  f u tu r e  

p la n s? "  The q u e s tio n s  r e l a t e  to  a d i f f e r e n t  c o n te x t  from  c a re e r  

e x p e c ta t io n s  and were n o t d es ig n ed  to  p roduce com prehensive an sw ers, 

b u t  th e  re sp o n se s  have some s ig n i f i c a n c e .

In  answ er to  th e  f i r s t  q u e s t io n ,  a lm o st ev e ry  te a c h e r  u sed  th e  word 

" e x p e rie n c e "  -  o f  ty p e  o f  s c h o o l, o f  ty p e  o f  c h i ld r e n ,  o f  k in d s  o f  

te a c h in g  m ethod, o f  a d m in is t r a t io n ,  e t c .  The im po rtan ce  o f  th e  word 

'e x p e r ie n c e ' i s  t h a t  n o t o n ly  does i t  e x p re s s  a sen se  o f  th e  in c o m p le te , 

i t  much more s tro n g ly  im p lie s ,  in  th e  c o n te x t  o f  an e x p e r ie n c e  o f  an 

i n s t i t u t i o n ,  t h a t  th e  u s e r  i s  in  p ro c e s s  o f  moving on to  new 

e x p e r ie n c e s  and new i n s t i t u t i o n s .  The im p o rta n t q u e s t io n  i s  to
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d is c o v e r  i f  te a c h e r s  f e e l  t h a t  membership o f  a sch o o l i s  s im p ly  a 

s ta g e  in  a c a r e e r ;  t h a t  in e v i ta b ly  th e y  w i l l  c o l l e c t  s e v e r a l  

'e x p e r ie n c e s ' and hence s e v e ra l  s c h o o ls .  I f  an endemic q u a l i t y  o f  

b e in g  a te a c h e r  i s  e x p e rie n c e  o f  d i f f e r e n t  k in d s  o f  sc h o o l e tc  th e n  

p ro v is io n  f o r  such w i l l  have to  be made i r r e s p e c t iv e  o f  norm al 

p rom otion  p ro s p e c ts .  Such a view  i s  c o n s i s t e n t ,  o f  c o u rs e ,  w ith  id e a s  

o f  s t a f f  developm ent w hich in v o lv e  jo b  r o t a t i o n  and m em bership o f  

s e v e ra l  i n s t i t u t i o n s  on a tem porary  exchange b a s i s .  But i t  may be 

t h a t  m o b il i ty  i s  an e s s e n t i a l  e lem en t in  te a c h e r  s a t i s f a c t i o n  and t h a t  

i f  s c h o o ls  a re  to  develop  and c o n tin u e  to  in n o v a te ,  s t a f f  tu rn o v e r  

w i l l  have to  be p o s i t i v e ly  encouraged  and c a r e f u l ly  managed.

A nother way o f  lo o k in g  a t  t h i s  e x p re s se d  need fo r  e x p e r ie n c e  i s  to  

u n d e rs ta n d  i t  a s  in d ic a t in g  an aw areness on th e  p a r t  o f  te a c h e r s  

th e m se lv es  to  be c o n t in u a l ly  e d u ca ted  and t r a i n e d .  Many r e f e r e n c e s  

a re  to  e x p e r ie n c e  o f  o th e r  ways o f  te a c h in g ,  o th e r  m ethods o f  

managing s c h o o ls .  We p e rh ap s  u n d e rp la y  to o  much th e  im p o rtan ce  o f  

i n s t i t u t i o n a l  r e t r a in in g  f o r  te a c h e r s  a s  b e in g  more a c c e p ta b le  and 

e f f e c t i v e  th a n  t r a i n in g  'c o u r s e s ' .  I f  we come to  see  s t a f f  t r a i n i n g  

as  e s s e n t i a l l y  a fu n c tio n  w ith in  th e  sch o o l th e n  we have a m ajor 

s h i f t  in  p o l ic y  b u t a l s o  we open new o p p o r tu n i t ie s  f o r  o r g a n is a t io n a l  

developm ent and change. I t  i s  o n ly  when p eo p le  a re  in v o lv e d  a c t iv e l y  

in  an o r g a n is a t io n  and when th e y  a re  l i b e r a t e d  from th e  f e a r  o f  

a u th o r i ty  by knowing th e y  w i l l  be a b le  to  move on t h a t  th e y  w i l l  ta k e  

th e  i n i t i a t i v e  to  in n o v a te . And by in n o v a tio n  we mean sim ply  th e  

p ro c e s s  o f  n a tu r a l  change t h a t  m ust o ccu r i f  an o r g a n is a t io n  i s  to  

f u l f i l  i t s  c u r r e n t  p u rp o se s .

The second q u e s tio n  had more v a r ie d  answ ers ra n g in g  from a q u i t e  

p o s i t i v e  view o f  th e  o r g a n is a t io n  t o  a q u i t e  n e g a t iv e  one . P o s i t i v e
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r e a c t io n s  were abou t th e  sch o o l a s  a good b ased  fo r  f u tu r e  a c t i v i t y  -  

"a  la u n c h in g  p a d " , "a s te p p in g  s to n e " ,  "an o p p o r tu n i ty  f o r  p ro m o tio n " . 

T here  was a g a in  much em phasis on e x p e rie n c e  -  "a  chance to  fo llo w  

: th ro u g h  p e r s o n a l  ex p erim en ts  in  th e  o r g a n is a t io n  o f  c h i ld r e n  and 

d e p a r tm e n ts " , " v a lu a b le  i f  o n ly  f o r  th e  e x p e r ie n c e " . T here  was no 

im p re ss io n  t h a t  te a c h e r s  saw th e m se lv es  a s  members o f  th e  sch o o l fo r  

l i f e  u n le s s ,  p e rh a p s , i t  w ere on t h e i r  own te rm s -  "a  good fo u n d a tio n , 

b u t  I  w i l l  have to  move f o r  p rom otion  and p e rs o n a l  re a so n s"  (a young 

woman t e a c h e r ) . T here seemed l i t t l e  d i f f e r e n c e  in  re sp o n se s  by ag e , 

a lth o u g h  th e  o ld e s t  re sp o n d e n ts  w ere under 50.

G ra d u a lly , in  th e  re sp o n se s  we have c o l l e c t e d ,  th e r e  a l s o  c re e p s  in  

a sen se  o f  d isa p p o in tm e n t, b e in g  u n d e rv a lu ed  and o v e rlo o k e d . "T here 

w ould be no f u tu r e  f o r  me to  p u rsu e  my id e a l s  h e re "  -  w hich seems a 

p e r f e c t l y  le g i t im a te  re sp o n se  o f  any in d iv id u a l  in  any o r g a n is a t io n  

s in c e  few o f  us can know th e  p r e v a le n t  v a lu e s  u n t i l  a f t e r  we have 

jo in e d .  A nother w ro te  " l i k e ly  to  be a  s h o r t  s ta y  b ecau se  th e  sch o o l 

i s  l i k e l y  to  be unab le  to  o f f e r  th e  o p p o r tu n i t ie s  I  look  f o r " , w hich 

a g a in  i s  f a i r  comment, p ro v id e d  th e  re sp o n d e n t i s  a b le  to  move on .

But one re sp o n d e n t was c l e a r  t h a t  "when p eo p le  f in d  w hat th e y  w ant 

th e y  do s t a y " . And t h i s  i s  a r e a l l y  c r i t i c a l  f in d in g  b ecau se  i t  

rem inds us t h a t  in d iv id u a l  needs a re  o v e r r id in g .  No head  can ach ie v e  

a n y th in g  i f  h i s  s t a f f  a re  go ing  to  be d i s s a t i s f i e d .  Many te a c h e r s  

a re  aw are o f  a need fo r  e x p e r ie n c e  o f  a l l  a s p e c ts  o f  th e  ru n n in g  o f  

a sc h o o l -  " I  see  no f u tu r e  fo r  me b ecau se  th e r e  a re  no o p p o r tu n i t ie s  

in  p a s to r a l  w ork". The d e s i r e  (o r need) f o r  e x p e r ie n c e  o f  " p a s to r a l"  

work i s  rem arkab ly  e v id e n t and t h i s  s u g g e s ts  t h a t  one o f  th e  needs o f  

te a c h e r s  i s  to  have d eep er p e r s o n a l  r e l a t i o n s h ip s  w ith  p u p i l s  -  

though  e v id en ce  from e lsew h ere  su g g e s ts  t h a t  p u p i l s  a re  l e s s  concerned  

f o r  th e  same k in d  o f  r e l a t i o n s h ip .
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T here seems to  be l i t t l e  a l t r u is m  on th e  p a r t  o f  te a c h e r s  even 

though  one f a n ta s i s e s  t h a t  te a c h e r s  a re  among th e  more o th e r-c o n c e rn e d  

o f  p r o f e s s io n s .  In  s t r a i g h t  q u e s tio n s  ab o u t th e m se lv es  and th e  

s c h o o l, te a c h e r s  come ov er as  b e in g  s e l f - i n t e r e s t e d  as  anyone e l s e .

The s a t i s f a c t i o n s  th e y  look  f o r  a re  f o r  th e m se lv es  n o t to  be o f  

s e r v ic e  to  o th e r s .  Of c o u rse , t h i s  i s  a v e ry  h e a l th y  a t t i t u d e  b ecau se  

i t  i s  r e a l i s t i c ,  b u t  i t  i s  y e t  more ev id en ce  t h a t  we need to  pay much 

more a t t e n t i o n  to  te a c h e r  needs i f  we a re  e v e r  to  b r in g  ab o u t a 

h e a l th y  c l im a te  o f  e d u c a tio n a l re fo rm . P e rh ap s  we sh o u ld  c o n s id e r  

how sc h o o ls  a re  in  f a c t  th e  a r t i f a c t s  o f  th e  te a c h e r s  r a th e r  th a n  

p la c e s  whose m ajor p u rpose  i s  to  a t te n d  to  th e  needs o f  th e  p u p i l s .

I f  we can fo cu s  o u r a t t e n t i o n  on sc h o o ls  a s  o rg a n is a t io n s  r a th e r  th a n  

vague lo c a t io n s  where c h i ld r e n  spend m ost o f  th e  day , we may be b e t t e r  

a b le  to  dev e lo p  th e  k in d  o f  e d u c a tio n a l  system  t h a t  th e  '8 0 's  and 

'9 0 's  a re  go ing  to  r e q u i r e .
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APPENDIX IV

The Deanes School 
Comment by H eadm aster

COMMENT ON HLG's PRELIMINARY REPORT

1. PUPILS' ANSWERS

a) 'Do n o t see  th em se lv es  a s  a c t iv e  p a r t i c i p a n t s  in  d e c is io n -m a k in g '

A t w hat le v e ls  i s  t h i s  p o s s ib le ?  Do a l l  p u p i l s  ta k e  p a r t  in  
th e  p ro c e s s ,  i r r e s p e c t iv e  o f  ag e , a t t i t u d e  ( to  s o c ie ty  in  
g e n e ra l)  and a b i l i t y  ( c lo s e ly  a l l i e d  to  s p e c i f i c  e x p e c ta t io n s ) ?  
To w hat e x te n t  i s  i t  p o s s ib le  and d e s i r a b l e  in  a m ixed 
community o f  11-16 y e a r  o ld s  and t r a i n e d  a d u l t s .

b) 'Vague aw areness t h a t  sch o o l p re p a re s  them f o r  j o b / c a r e e r .  
Im p ress io n  o f  w a it in g  f o r  tim e  to  p a s s '

A gree t h a t  p u p i l s  ough t to  be b e t t e r  aw are o f  th e  s o c ie ty  th e y  
w i l l  e n te r  a s  em ployees and t h a t  some c o u rse s  a re  in a p p ro p r ia te  
and p o s s ib ly  b o r in g . P a r t  o f  th e  p r e s e n t  'g r e a t  d e b a te ? '
O th e rs , how ever, re g a rd  what we o f f e r  as  an e s s e n t i a l  s te p p in g  
s to n e  to  th e  n e x t s ta g e  in  a s t r u c t u r e  c r e a te d  and m ain taned  
by s o c ie ty .

c) 'C oncern  w ith  d i s c i p l i n e '  " P u p ils  do n o t l i k e  u n f a i r n e s s  by 
te a c h e r s  n o r do th e y  approve o f  d i s r u p t io n  by o th e r  p u p i l s "

Has n o t t h i s  view  alw ays been  h e ld  by m ost p u p i ls ?  Does i t  
i n f e r  t h a t  w hat i s  b e in g  o f f e r e d  i s  o f  some v a lu e?

d) 'A rrangem ents f o r  sch o o l m e a ls '

A gree a m ajor problem  t h a t  can be so lv e d  o n ly  a t  n a t io n a l  l e v e l  
by a change in  th e  law .

e) 'Newness o f  b u i ld in g s '

An ob v io u s  a t t r a c t i o n ,  a lth o u g h  newness o f  equipm ent and 
f u r n i t u r e  co u ld  be a g r e a t e r  a t t r a c t i o n .  (As w ith  p a r e n t s '  
comments th e r e  i s  a ten d en cy  to  co n fu se  "new ness" w ith  "good 
d e s ig n " , i e  p resum ably  f a c i l i t i e s  conducive  to  "good" 
e d u c a t io n a l  p r a c t i c e .  I  do n o t  b e l ie v e  t h a t  th e  sch o o l i s  o f  
"good d es ig n "  in  t h a t  s e n s e .)

f) 'C oncern  o v er s iz e  o f  sch o o l and movement'

P r e s e n t  p u p i l  r o l l  exceeds d e s ig n  maximum. B eing "new ", space  
p ro v is io n  in  b o th  c o r r id o r s  and rooms i s  l e s s  th a n  in  p a s t  
e r a s .  For exam ple, main ground f lo o r  c o r r id o r  i s  o n ly  s ix  
f e e t  w ide.

g) 'T e a c h e rs  d i s t a n t  from th e  p u p i l s '

Very h a rd  to  b e l ie v e ,  p a r t i c u l a r l y  when age ran g e  o f  s t a f f  i s
c o n s id e re d .
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2. PARENTS' ANSWERS

a) 'G e n e ra l a p p ro v a l, p a r t i c u l a r l y  p h y s ic a l  p r o v is io n '

Comment s im i la r  to  1 ( e ) .

: b) "A lm ost every  k in d  o f  o p in io n  ab o u t d i s c i p l i n e ,  sch o o l un ifo rm  
and b eh av io u r"

Reason why th e  sch o o l s t e e r s  a m idd le co u rse?

c) 'S t a f f  tu rn o v e r '

A pparen t c o n fu s io n  in  assum ing t h a t  a r e g u la r  an n u a l in f lu x  
o f  new s t a f f  as  th e  sch o o l grew in  s iz e  m eant a c o n s id e ra b le  
rep la cem e n t o f  s t a f f  le a v e r s .

The f a c t s  f o r  f u l l - t im e  s t a f f :

In  d u rin g  y e a r  Out E s ta b lis h m e n t

1971/72 11 0 11
1972/73 9 3 19
1973/74 11 5 27
1974/75 26 15* 44
1975/76 25 3 58

* The " y e a r  o f  th e  young fem ales m ig ra tio n "  ( fo r  non
p r o f e s s io n a l  re a so n s  in  m ost c a s e s ) .

d) " P a re n ts  w ere l e s s  concerned  ab o u t c a r e e r s  th a n  th e  p u p il s "  
C o n ten t w ith  " g e n e ra l e d u c a tio n , good m anners, se lf-k n o w le d g e  
(?) and s o c ia l  a d ju s tm e n t" .

Mrs W illiam s p le a s e  n o te !

e) ' Good com m unication, y e t  la c k  o f  knowledge ab o u t th e  s c h o o l '

Are we su p p ly in g  th e  wrong k in d  o f  in fo rm a tio n ?  Too much
concerned  w ith  e v e n ts  and a c t i v i t i e s ?  R ecen t in t r o d u c t io n  
o f  p a r e n ts '-  m ee tin g s  to  d is c u s s  item s o f  g e n e ra l  i n t e r e s t  and 
p o s s ib le  in t r o d u c t io n  o f  a 's c h o o l re v ie w ' (an n u a lly )  f o r  
p a r e n ts  may h e lp  to  c r e a te  b e t t e r  u n d e rs ta n d in g .

f)  'P o o r d i s c i p l i n e  and v a r i a t i o n  in  s ta n d a rd s  and e x p e c ta t io n s  
among te a c h e r s  and p u p i l s '

System r e l i e s  h e a v i ly  on s t a f f  w ith  s p e c ia l  r e s p o n s i b i l i t i e s  
c a r r y in g  o u t t h e i r  d u t i e s  e f f e c t i v e l y  and l i a i s i n g  w ith  o th e r s  
to  o b ta in  agreem ent on o v e r a l l  s ta n d a rd s .  I f  ag reem en t 
reac h ed  by a m a jo r i ty ,  does m in o r ity  conform? I s  f irm e r  
d e c is io n  needed? More in - s c h o o l t r a in in g ?

g) 'E x p e c ta t io n s  ab o u t t e a c h e r s '

C o n tin u a tio n  o f  2 ( f )  them e. I s  f i r m e r ,  t i g h t e r  c o n t ro l  needed?
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The Deanes School 
Comment by Deputy Head

School E v a lu a tio n

Comments upon th e  p u p i l /p a r e n t  s e c t io n s  o f  th e  p re l im in a ry  r e p o r t .  

P u p il  Answers

I  su sp e c te d  t h a t  th e  su rv ey  would p r e s e n t  an id e a l  medium f o r  y o u th fu l 

f r u s t r a t i o n  to  g iv e  v e n t to  r a th e r  fo rm a lis e d  g r a f f i t i - l i k e  comments 

upon th e  sch o o l and i t s  s t a f f ,  b u t such  v i t r i o l i c  o u tb u r s ts  w ere 

l im i te d  to  j u s t  one p u p i l ,  who, n e v e r th e le s s ,  made some v e ry  t e l l i n g  

p o in t s .  T h is  co u ld  in d ic a te  a b a s ic  a c c e p ta n c e  o f  th e  i n s t i t u t i o n ,  

i t s  v a lu e s  and members, o r ,  a l t e r n a t i v e l y ,  a la rg e  d eg ree  o f  ap a th y  

o r  a b a s ic  n e u t r a l i t y  o f  re s p o n se .

T h a t " p u p ils  see  th e  sch o o l a s  a p la c e  in  w hich d e c is io n s  a re  made 

f o r  them" and t h a t  " th e y  do n o t seem to  w ant th e  s i t u a t i o n  to  be much 

d i f f e r e n t "  sh o u ld  n o t s u r p r i s e  u s , f o r  m ost p u p i l s  and in d eed  m ost 

p a r e n t s ,  ap p ea r to  have a f a t a l i s t i c  approach  to  fo rm al e d u c a tio n . 

E d u ca tio n  i s  o f te n  re g a rd e d  a s  som ething  t h a t  m ust be t o l e r a t e d  

b e fo re  r e a l  l i f e  can be en jo y ed . I t  i s  r a r e l y  seen  a s  p a r t i c i p a t o r y ,  

b u t  r a th e r  as  b e in g  im posed upon one by a u th o r i ty .  Swimming p o o l,  

s p o r t s ,  lu n ch  h o u rs , d is c o s  e t c ,  c o u ld  be re g a rd e d  a s  b e in g  o u ts id e  

th e  main s tream  o f  fo rm al e d u c a tio n  and , t h e r e f o r e ,  an a re a  f o r  l e s s  

in h i b i t e d  comment. T h a t th e  c u rr ic u lu m  was r a r e l y  commented upon 

m igh t be th e  r e s u l t  o f  a s u s ta in e d  cam paign by te a c h e r s  to  su rro u n d  

i t  w ith  th e  m ystique  o f  p r o f e s s io n a l  c o n ce rn , in  an a t te m p t to  remove 

i t  from p u b l ic  d e b a te ,  o r  in  th e  c a se  o f  p u p i l s ,  d e fe re n c e  to  a d u l t  

a u t h o r i ty .

T h a t "m ost p u p i l s  a re  v ag u e ly  aware t h a t  in  some way th e  sch o o l w i l l  

p re p a re  them f o r  a jo b  o r  c a r e e r " ,  and even th e  "few seemed to  be
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c l e a r  ab o u t w hat jo b  th e y  w anted though th e  r a r e  few who w ere q u i t e  

s p e c i f i c  d id  n o t see  th e  sch o o l a s  b e in g  s p e c i f i c a l l y  h e lp fu l"  sho u ld  

n o t be to o  s u r p r i s in g  s in c e  fo r  th e  m a jo r i ty  o f  re sp o n d e n ts  v o c a t io n a l  

. d e c is io n s  ap p ea r to  be lo c a te d  w e ll in  th e  f u tu r e  and , th e r e f o r e ,  

o u ts id e  t h e i r  im m ediate co n ce rn .

To some p u p i l s  " s u b je c t s  w ere r e f e r r e d  to  in  te rm s o f  i n t e r e s t  r a th e r  

th a n  u s e fu ln e s s "  p ro b a b ly  r e f l e c t s  th e  em phasis by e d u c a t io n i s t s  upon 

a b ro a d ly  b ased  in d iv id u a l  c u rr ic u lu m  w hich seek s  to  a v o id  p rem a tu re  

r e s t r i c t i v e  s p e c i a l i s a t i o n  and y e t  "some s u b je c t s  w ere f e l t  to  be 

i r r e l e v a n t "  seems to  su g g e s t a v o c a t io n a l  c r i t e r i a  b e in g  a p p l ie d  to  

th e  c u rr ic u lu m .

" O v e ra ll th e r e  i s  e x p re sse d  an a p p r e c ia t io n  and need o f  good d i s c i p l i n e .  

P u p i ls  do n o t l i k e  u n fa i rn e s s  by te a c h e r s  nor do th e y  approve o f  

d i s r u p t io n  by o th e r  p u p i l s " ,  a l l i e d  w ith  th e  view  t h a t  p u p i l s  " a re  

aw are t h a t  good o rg a n is a t io n  i s  n e c e s sa ry  and would ap p ea r to  be 

w i l l in g  to  t o l e r a t e  more d i s c i p l i n e  th a n  th e y  p e rc e iv e  b u t  t h i s  i s  

n o t  th e  o ld fa s h io n e d  f irm n e ss  o f  th e  o ld  c lassro o m  so much as  th e  good 

o rd e r  o f  th e  w e ll o rg a n is e d  te a c h e r  and th e  e f f i c i e n t  ru n n in g  o f  th e  

s c h o o l" ,  i s  a p o in t  w orth  r e c o g n is in g  by th o se  o f  th e  te a c h in g  p ro 

f e s s io n  who u n c r i t i c a l l y  ad v o ca te  t h a t  p u p i l s  sho u ld  a c c e p t  a code o f  

s e l f - d i s c i p l i n e  and d e s p i te  th e  s c h o o l ' s a d o p tio n  o f  a Code o f  

B ehav iour b ased  upon a h ig h  d eg ree  o f  p u p i l  s e l f - r e g u l a t i o n .

The te a c h in g  s t a f f  w i l l  n o t be s u r p r is e d  t h a t  sch o o l lu n c h e s  and th e  

prob lem s o f  th e  use  o f  lunch  tim e  e l i c i t e d  a h ig h  re s p o n s e , l a r g e ly  

c r i t i c a l .  The a rran g em en ts  fo r  t h i s  a re a  o f  sch o o l l i f e  have been  

c o n s ta n t ly  m o d ified  d u rin g  th e  l i f e  o f  th e  sch o o l and u n t i l  th e r e  i s  

a more r e a l i s t i c  accommodation p ro v is io n  o r  a s e v e re  l i m i t a t i o n  on 

th e  numbers o f  p u p i l s  rem ain in g  on th e  s i t e ,  th e n  l e s s  th a n  s a t i s f a c t o r y  

a rran g em en ts  m ust p r e v a i l .
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Our two main c o n t r ib u to ry  p rim ary  sc h o o ls  a re  housed in  b u i ld in g s  

c o n s id e ra b ly  o ld e r  th a n  th o se  o f  The Deanes and w ith  l i t t l e ,  i f  any, 

s p e c i a l i s t  accom m odation. T h is  f a c t o r  may acco u n t f o r  th e  numerous 

comments w hich su g g e s t t h a t  th e  p u p i l s  " l ik e  th e  new ness and th e  

p h y s ic a l  p r o v is io n  t h a t  goes w ith  i t " .  As m ost p eo p le  te n d  to  b ase  

o p in io n s  upon t h e i r  own e x p e r ie n c e s ,  p u p i l s ,  who in  th e  main come from 

sm a ll (p u p il  numbers) p rim ary  s c h o o ls ,  in e v i t a b ly  " e x p re s se d  concern  

ab o u t th e  s iz e  o f  th e  sch o o l and moving ab o u t th e  b u i ld in g s  was a 

m a tte r  o f  co ncern  to  many".

L ik ew ise , th e  q u e s tio n  in v i t i n g  com parisons w ith  o th e r  sc h o o ls  

p roduced  a m inim al re sp o n s e . Knowledge sh o u ld  s u re ly  p re c e d e  comment.

One co u ld  h a rd ly  q u a r r e l  w ith  th e  s ta te m e n t t h a t  " th e  re sp o n se s  may 

w e ll be o f  g e n e ra l  commitment s in c e  many p u p i l s  seem to  l i k e  q u i t e  

s p e c i f i c  a c t i v i t i e s " ,  and w ith  th e  G rea t D ebate in  p r o g r e s s ,  th e re  

may be even l e s s  em phasis in  fo rm al e d u c a tio n  upon th e  " p e rs o n a l and 

em o tio n a l developm ent" o f  p u p i l s  and more upon " th e  le a rn in g  o f  

s u b je c t s " .  The p e rs o n a l  and em o tio n a l developm ent o f  p u p i l s  may th en  

become once a g a in  a m ajor r e s p o n s i b i l i t y  o f  th e  fa m ily .

I f  one o f  th e  s u rv e y 's  aims was to  p ro v id e  e f f e c t iv e  p u p i l  feed b ack , 

th e n  i t  co u ld  be a rgued  t h a t  i t  had f a i l e d ,  b u t  th e  v e ry  b la n d n e ss  o r  

n e u t r a l i t y  o f  th e  r e p l i e s  may be c o n s tru e d  as  an im p lie d  su p p o r t f o r  

th e  o r g a n is a t io n  and i t s  a im s. One m ust n o t f a l l  i n to  th e  t r a p  o f  

o n ly  c o n s id e r in g  ' a n t i - '  o p in io n s  as  b e in g  u s e f u l ,  s u re  an o rg a n is a 

t i o n  can ta k e  some s t r e n g th  from s u p p o r tiv e  o p in io n s  even i f  l a b e l l e d  

c o n s e rv a t iv e  and t r a d i t i o n a l .
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P a re n t  R esponses

P a r e n ts ,  l i k e  th e  p u p i l s ,  l a r g e ly  ig n o re d  w hat to  e d u c a t io n i s t s  i s  

c e n t r a l  to  th e  G rea t D ebate , i e  c u rr ic u lu m , m ethodology, q u a l i t y  o f  

: s t a f f ,  d i s c i p l in e  and b e h a v io u r . When such  a re a s  w ere touched  upon, 

th e r e  was "no agreem ent a t  a l l  among p a r e n t s " .

T h a t " a t t i t u d e s  ten d ed  to  be c o n s e rv a t iv e  and t r a d i t i o n a l  and th e r e  

was v e ry  l i t t l e  e x p re s s io n  o f  u n d e rs ta n d in g  o f  e d u c a tio n a l  m ethods o r  

th e o ry  e x c e p t in  a r e a c t io n a r y  way -  t h a t  i s , in  fa v o u r  o f  o ld e r  

m ethods and app roaches"  and t h a t  "v e ry  few p a re n ts  seemed to  be 

a c t iv e l y  in v o lv e d  in  th e  e d u c a tio n  o f  t h e i r  c h i ld r e n  a s  opposed to  

b e in g  s u p p o r t iv e  o f  i t ;  'e d u c a t io n ' a t  sch o o l and 'e d u c a t io n ' a t  home 

w ere n o t  i d e n t i f i a b l y  p a r t  o f  th e  same p ro c e s s "  need n o t s u r p r i s e  u s .  

E ver s in c e  th e  in t r o d u c t io n  o f  fo rm al e d u c a tio n , e d u c a t io n i s t s  have 

been e n la rg in g  t h e i r  em pires e i t h e r  by d e s ig n  o r  a t  th e  b e h e s t  o f  

s o c ie ty .  As a consequence, th e  te a c h in g  p r o f e s s io n  has c r e a te d  a 

r e s t r i c t i v e  form o f  com m unication ( ja r g o n ) , made a s t r i d e n t  c a l l  f o r  

th e  p ro fe s s io n a l i s m  o f  th e  s e r v ic e  ( a d d i t io n a l  o b s ta c le s  to  communi

c a t io n )  , and f a i l e d  to  see  th em se lv es  en jo y in g  a c l i e n t / s u p p l i e r  

r e l a t i o n s h i p .  In  econom ic te rra s , th e  e d u c a tio n  s e r v ic e  to o  o f te n  

a c t s  as  a monopoly s u p p l ie r ,  w ith  such a s u p p l i e r 's  a p p a re n t d is r e g a r d  

f o r  th e  t r u e  i n t e r e s t  o f  i t s  consum ers. I f  t h i s  i s  t r u e ,  th e n  many 

p a r e n ts  w i l l  in e v i ta b ly  d e f e r  to  th e  s o - c a l l e d  e x p e r t  and j u s t i f i a b l y  

r e l y  upon t h e i r  own e d u c a tio n a l  e x p e r ie n c e  to  p ro v id e  them w ith  a 

bench mark by w hich to  m easure t h i s  s c h o o l. Thus in  a"com p"serv ing  

a mixed s o c ia l  a r e a ,  th e r e  w i l l  be no common e d u c a tio n a l  e x p e r ie n c e  

and t h a t  " p a r e n ta l  v iew s e f f e c t i v e l y  c a n c e lle d  one a n o th e r  o u t  on 

such  m a t te r s ,  f o r  exam ple, a s  mixed a b i l i t y  te a c h in g ,  sch o o l u n ifo rm , 

d i s c i p l i n e ,  boys and g i r l s  do ing  b o th  woodwork and need lew ork , and



-  114 -

th e  com petence o f  th e  te a c h e r s " ,  was n o t to o  s u r p r i s in g ;  in d e e d , i t  

was p r e d ic ta b l e .  The new p o s i t i o n  o f  th e  Head in  r e l a t i o n  to  th e  

s i z e  o f  th e  s c h o o l, i t s  o r g a n is a t io n  and th e  d eg ree  o f  d e le g a t io n  

r e q u ir e d  to  en su re  an e f f e c t iv e  i n s t i t u t i o n ,  w ould, I  s u g g e s t ,  le a d  

to  a c o n f l i c t  w ith  most p a r e n t s '  own e d u c a tio n a l  e x p e r ie n c e , and f o r  

many "a  w ish  to  engage in  a c lo s e r  r e l a t i o n s h ip  w ith  h im ".

I t  i s  my s u b je c t iv e  judgem ent t h a t  many p a r e n ts  may see  HOY's/HOD's/
1

HOS's e t c ,  a s  l e s s e r  m o r ta ls  whose s o le  aim i s  to  p r o t e c t  th e  Head

m a s te r  from  p a re n ts  and who, in  th e m se lv e s , have l i t t l e  r e s p o n s i b i l i t y  

f o r  th e  m ajor e d u c a tio n a l  d e c is io n s  a f f e c t in g  th e  l i v e s  o f  t h e i r  

c h i ld r e n .

I f  t h i s  comment i s  v a l id  th e n  p a r e n ts  w i l l  be fo rc e d  to  d i r e c t  t h e i r  

co n ce rn  to  p h y s ic a l  p ro v is io n s  and to  l i m i t  t h e i r  o b s e rv a tio n  

r e  com prehensive e d u c a tio n , to  The Deanes and a re a s  o f  e d u c a tio n  

which have been s u b je c te d  to  in n o v a tio n , i e  M aths, I n te g r a te d  S tu d ie s ,  

T e c h n ic a l s u b je c t s  (m ale /fem ale  prob lem s) and mixed a b i l i t y  te a c h in g ,  

a l l  o f  w hich r e p r e s e n t  a t h r e a t  to  t h e i r  own e x p e r ie n c e  and , th e r e f o r e ,  

in  many c a s e s ,  u n c e r ta in ty  and a p p re h e n s io n .

T h a t " th e r e  were a s i g n i f i c a n t  number o f  comments a b o u t ' r a p i d '  and 

'c o n s id e r a b le ' s t a f f  tu rn o v e r"  m igh t be th e  r e s u l t  o f  p o o r s c h o o l/  

p a r e n t  com m unication, i e  a f a i l u r e  to  e x p la in  th e  p rob lem s o f  an 

expanding  sch o o l e s p e c ia l ly  th e  c o r r e l a t i o n  betw een in c re a s in g  numbers 

o f  p u p i l s ,  in c re a s in g  s t a f f  p ro v is io n  on th e  one hand , and i n t e r n a l  

p rom otion  on th e  o th e r .  T h is  m igh t su g g e s t i n s t a b i l i t y .

As one o f  th e  lo n g e s t  s e rv in g  members o f  s t a f f  i t  was p le a s in g  to  

re a d  t h a t  " P a re n ts  seemed c o n te n t  w ith  g e n e ra l e d u c a tio n , good m anners,

 ̂ Head o f  Y ear, Head o f  D epartm en t, Head o f  School
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se lf-k n o w le d g e  and s o c ia l  a d ju s tm e n t" , and a l s o  r e a s s u r in g  to  n o te  

t h a t  "A ll who w ro te  v a lu e d  v a r i e ty  o f  background and a b i l i t y  among 

c h i ld re n "  b e in g  one o f  th e  s t r o n g e s t  argum ents o f  th o s e  who su p p o r t 

- com prehensive s c h o o ls .

P e rh ap s  th e  s t a f f  m igh t a d d re s s  th e m se lv es  to  th e  g e n e ra l m isg iv in g s  

o f  p a r e n t s ,  " e s p e c ia l ly  ab o u t younger s t a f f  on m a tte r s  o f  a b i l i t y ,  

e x p e r ie n c e , v a lu e s  and even m o ra ls " .

In  a l l ,  th e  p u p i l  and p a re n t  comments r a r e l y  to uched  upon th e  fu n d a

m en ta l a re a s  o f  sch o o l l i f e ,  b u t  on r e f l e c t i o n ,  t h i s  was p ro b a b ly  

i n e v i t a b l e ,  g iv e n  t h a t  th e  te a c h in g  p ro fe s s io n  o f te n  ap p ea rs  r e l u c t a n t  

to  m eet th e  c l i e n t s  on a n y th in g  o th e r  th a n  i t s  own ground . In  my 

o p in io n , th e r e  i s  o f te n  l i t t l e  more th a n  l i p  s e r v ic e  b e in g  made to  

a c c o u n ta b i l i t y ,  and to o  o f te n ,  o u r c o l l e c t i v e  image i s  t h a t  o f  a  God

l i k e  f ig u r e ,  a c u s to d ia n  o f  e d u c a tio n , a d e fe n d e r o f  th e  f a i t h ,  to  

whom th e  g r e a t  mass sh o u ld  d e f e r .  T h is  v ie w p o in t s u r e ly  c a n n o t 

p r e v a i l  much lo n g e r .
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The Deanes School
Comment by S en io r M is tre s s

P u p i l s '  Answers

1 . Numbers answ ering  I n t e r e s t i n g  t h a t  such a sm a ll number o f  5 th  

y e a r  r e p l i e d .  I n d ic a t iv e  to  th e  g e n e ra l a t t i t u d e  -  t h e i r  re sp o n se  

to  d u t i e s ,  e t c ,  e t c .

2 . A dvantage o f  o p p o r tu n i ty  Reasons -  q u e s t io n n a ir e  fo rb id d in g  i s  

v e ry  l i k e l y :  Only 25% a re  r e a l l y  l i t e r a t e  in  th e  t r u e  sen se  and 

even th o s e  o n ly  by 3 rd /4 th /5 th  y e a r  s ta g e  -  p ro b a b ly  in  a 

com prehensive sch o o l t h i s  means o f  com m unicating to  p u p i l s  (and 

some p a re n ts )  i s  th e  l e a s t  l i k e l y  to  su cceed .

3. P a r t i c i p a t i o n  Comments ab o u t p u p i l s  " n o t s e e in g  th e m se lv es  as 

b e in g  a c t iv e  p a r t i c ip a n t s "  in  th e  sc h o o l a re  r e f l e c t e d  g e n e ra l ly  

in  p u p i l s '  a t t i t u d e  in  s c h o o l. G e n e ra lly  a low re sp o n se  to  

i n v i t a t i o n s  fo r  id e a s ,  eg w hat do you w ant in  your assem bly?

How s h a l l  we r a i s e  money? L ike us a l l  o f  them would r a th e r  

r e a c t  to  a s t a r t i n g  p o in t  and knock th e  " sy s tem " . Hence th e  

s t r i n g  o f  co m p la in ts  th ro u g h  p u p i l s '  com m ittees. By t h i s  g ra d u a l 

p ro c e s s  th e y  hope to  see  th in g s  changed .

4 . C u rricu lum  and C a re e rs  I t  i s  u n d e rs ta n d a b le  t h a t  p u p i l s  a re  

vague ab o u t th e  r o le  o f  sch o o l in  r e l a t i o n  to  c a r e e r s  and work. 

They a re  a t  an ag e , when th e  p r e s e n t  i s  im p o r ta n t and y e s te rd a y  

i s  a lo n g  way o f f .  The f u tu r e  in  t h a t  sen se  i s  " b o r in g " , and 

th o se  te a c h e r s  who have been c lo s e ly  in v o lv e d  w ith  th e  "d ev e lo p 

ment c o u rs e " ,  s o c ia l  e d u c a tio n  program m es, e t c ,  know t h a t  th e  

young p e o p le  f in d  i t  d i f f i c u l t  to  r e l a t e  to  th o s e  th in g s  which 

do n o t y e t  concern  them . For some th e  c o n te n t o f  th e
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c u rr ic u lu m  i s  m ere ly  a to o l  to  be t o l e r a t e d  fo r  ex am in a tio n  

s u c c e s s ,  f o r  o th e r s  even t h a t  i s  i r r e l e v a n t  u n le s s  i t  i s  

" i n t e r e s t i n g " .

5 . D is c ip l in e  T h is  s e c t io n  would seem to  be o f  c o n s id e ra b le

i n t e r e s t  and in  t h i s  sch o o l e s p e c ia l ly  o f  i n t e r e s t  to  th e  s t a f f .

P u p i ls  would seem a l s o  to  have a dependence on s t a f f  to  e n fo rc e  

le a r n in g ,  i e  " i t ' s  th e  t e a c h e r 's  f a u l t  we a re  n o t q u ie t  and 

do o u r w ork", n o t " i t  i s  ou r d u ty  to  le a r n  a l l  we can from each  

le sso n "  ( th e  theme o f  o u r m ethods o f  s tu d y  docum ent). Are th e  

p u p i l s  s u g g e s tin g  t h a t  th e  h ig h ly  s t r u c tu r e d  p a s to ra l /a c a d e m ic  

o r g a n is a t io n  in  th e  sch o o l i s  n o t w orking a s  e f f i c i e n t l y  as we 

th in k  i t  i s ?  The d i s c i p l in e  in  th e  s m a lle r  sch o o l o f  th e  p a s t  

r e s t e d  in  th e  hands o f  th e  Deputy Head -  u s u a l ly  a p e rso n  o f  

some c o n s id e ra b le  e x p e r ie n c e . At Deanes th e  "main fo rc e "  o f 

e n fo rc in g  d i s c i p l in e  i s  in  th e  hands o f  HOY, some o f  whom have 

l i t t l e  e x p e r ie n c e  y e t  r e s e n t  any a u th o r i ty  b e in g  ta k e n  away 

from them . Do a l l  HODs see  t h a t  th e  m ost d i f f i c u l t  p u p i l s  a re  

ta u g h t  e i t h e r  by e x p e rie n c e d  s t a f f  o r  in  th e  e a s i e r  c la ss ro o m s . 

How can we in  th e  sch o o l g iv e  more h e lp  to  th e  s t a f f  who f in d  i t  

d i f f i c u l t ?  P u p i ls  a re  u n c o n tro l le d  when n o t  b e in g  ta u g h t ,  m ost 

do ta k e  a long  tim e to  s e t t l e  to  work. Are s t a f f  so d e fe a te d  

by p r e s s u r e s  o f  te a c h in g  ( a t  th e  c o a l fa c e  -  a d m in is t r a to r s  

d o n 't  have to  fa c e  th i s )  t h a t  th e y  h a v e n 't  th e  energy  to  c o n tro l?  

We g iv e  ou r m ost e x p e rie n c e d  s t a f f  th e  m ost tim e to  a d m in is te r  

and some o f  th e  w eakest g r e a t e r  tim e in  f r o n t  o f  p u p i l s .  I s  

th e r e  anyway we can av o id  th i s ?
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6 . Lunch Hour Yes, i t  i s  a p rob lem . However, a r e  we in  a p o s i t io n  

to  a l t e r  what a t  p r e s e n t  i s  a N a tio n a l s t r u c t u r e .  P e rh ap s t h i s  

prob lem  echoes th e  need f o r  s t a b i l i t y  a t  Deanes S ch o o l. Duty 

s t a f f ,  m id-day a s s i s t a n t ,  a s  w e ll as  p u p i l s ,  need to  know th e  

" sy s tem " . As th e  sch o o l has grown th e  " lu n ch  hour" system  has 

c o n s ta n t ly  changed le a v in g  th o se  p e o p le  in  p o s i t i o n s  o f  c o n t ro l  

in  an in s e c u re  p o s i t i o n .  P erh ap s we need to  s t r i v e  to  h o ld  th e  

b e s t  f e a tu r e s  o f  t h i s  sy stem , ie

S p l i t  -  reduced  numbers f r e e
D e te n tio n  -  r e a d i ly  a v a i la b le  to  a l l  d u ty  s t a f f  
G e tt in g  p u p i l s  used  to  th e  id e a  th e y  a re  o u ts id e  th e  

b u i ld in g s .

F u tu re  im provem ents w ith in  t h i s  system  co u ld  be in c re a s e d  

a c t i v i t i e s  a v a i la b le  fo r  p u p i l s ,  i e  

Use o f  d is c o  equipm ent
5 th  Year ru n n in g  c lu b s  fo r  l s t / 2 n d  y e a rs  
B e t te r  s e a l in g  o f f  o f  NO-GO a r e a s ,  eg t o i l e t s ,  

te a c h in g  a re a s

7. P h y s ic a l  p r o v is io n  -  comments ex p ec ted  in  view  o f  la rg e  p e r 

cen ta g e  o f  p u p i l s  who come in  from ju n io r  and p rim ary  s c h o o ls .

The p rob lem s o f  movement a re  r e a l .  Would we g e t  th e  n e c e s sa ry

su p p o r t f o r  a more reg im en ted  form o f  movement? F u tu re  p la n s  

f o r  u se  o f  dem ountable c la ssro o m s co u ld  a s s i s t  th o s e  new est to  

th e  s c h o o l. E n try  to  s c ie n c e ,  d e s ig n , PE, dram a, e t c ,  would 

av o id  th e  main p re s s u re  p o in t s  on s t a i r c a s e s .

8 . Summary T h is  view  o f  " u n f u l f i l l e d  need" co u ld  be l in k e d  w ith

th e  a d o le s c e n t phase  o f  th e  11-16 ra n g e . I t  i s  v e ry  d i f f i c u l t

f o r  p u p i l s  o f  t h i s  age to  in v o lv e  th em se lv es  and adm it to  i t , 

e s p e c i a l l y  com pulsory a tm o sp h ere . Many r e s e n t  any a c t i v i t y

o f  t h a t  n a tu re  fo r  th e  sake  o f  i t .



-  119 -

P a r e n t s ' Comments

G en era l Would i t  be f a i r  to  say  t h a t  th e  m ost a r t i c u l a t e  b o th e re d  

to  f i l l  up th e  q u e s t io n n a ir e  and a c tu a l ly  r e tu r n  i t .  I t  may w e ll 

; ta k e  some courage to  do i t .  T h e re fo re ,  t h i s  co u ld  in f lu e n c e  th e  

" t r a d i t i o n a l  and c o n s e rv a t iv e "  t r e n d .  Hence view s o f  H eadm aster.

A la c k  o f  com m unication co u ld  e x p la in  th e  p a r e n t s '  la c k  o f  u n d e r

s ta n d in g  o f  th e  " n a tu re  o f  sch o o l o r g a n is a t io n " .  I f  s t a f f  and p u p i l s  

w orking in  th e  sch o o l have been co n fu sed  by o u r c o n s ta n t  changes -  

i t  i s  a l i t t l e  wonder t h a t  p a r e n ts  g e t  co n fu sed .

P h y s ic a l  B u ild in g s  T h is  would seem to  be a p o s i t i v e  c o n c re te  f a c t  

o f  w hich p a r e n ts  can be p ro u d . ' Those who r e a l l y  w anted s e l e c t i v e  

e d u c a tio n  f o r  c h i ld r e n ,  who f a i l e d  to  make th e  g rad e  c o u ld  see  t h i s  

a s  a redeem ing f e a tu r e .

Comments on d i s c i p l i n e ,  c u rr ic u lu m , b eh av io u r e tc  F a i r l y  o b v io u s ,

a g a in  p e rh a p s  a la c k  o f  com m unication on o u r p a r t ,  eg i n t r o  o f  
1 2

HE to  bo y s, TS to  g i r l s .  S ta f f  tu rn o v e r  an anom aly o f  a grow ing 

sc h o o l. T h is  i s  where an an n u a l n e w s le t te r  co u ld  in fo rm . Comments 

ab o u t s t a f f  co u ld  be r e f l e c t e d  in  l i g h t  o f  s ta te m e n ts  made by me in  

t h i s  r e p o r t  under s e c t io n  5 o f  th e  p u p i l s '  comments. P u p i l s ,  o f  

c o u rs e ,  te n d  to  id e n t i f y  w e ll  w ith  'y o u n g ' te a c h e r s ,  and p a r e n ts  one 

would e x p e c t,  to  be more concerned  abo u t t h i s  p o in t .

 ̂ Home Economics

 ̂ T e c h n ic a l S tu d ie s
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PROJECT 2

O rg a n is a tio n  Developm ent P r o je c t  

("Working T ogether in  School") 

B ro o k f ie ld  School, S a r isb u ry  G reen , Southam pton

The fo llo w in g  i s  a r e p r i n t  o f  th e  b o o k le t  d e s c r ib in g  th e  B ro o k fie ld  

 ̂P r o je c t  w hich was made a v a i la b le  to  a l l  th e  s t a f f  o f  th e  schoo l 

fo r  comment. U n lik e  th e  p re v io u s  ( th e  Deanes School) p r o je c t ,  

th e r e  was no 'r e s e a r c h ' e lem en t. T h is  was e n t i r e l y  on OD c o n su lta n c y  

from th e  v e ry  b e g in n in g .
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HLG/MAS 22 June 1978

Mr S ta n le y  Putnam 
B ro o k fie ld  School 
S a r isb u ry  Green 
S a risb u ry  
Southampton

Dear

I e n c lo se  te n  co p ies  o f th e  r e p o r t  on th e  B ro o k fie ld  P r o je c t .  I f  
you can a c c e p t i t  I su g g es t we make i t  a v a i la b le  to  th e  s t a f f  and 
ask  fo r  comments. Something l ik e  th e  en c lo sed  ru b ic  would be 
a p p r o p r ia te .

I am look ing  forw ard to  see in g  you a t  L e ic e s te r  (or Northampton) 
when we can d is c u s s  p ro g re s s  to  d a te .

As Always

H arry Gray
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"WORKING TOGETHER IN SCHOOL"

We have p u t  to g e th e r  an acc o u n t and r a t i o n a l e  f o r  th e  'p r o j e c t '  

on "W orking T o g e th e r in  School" w hich in c lu d e s  comments p ro v id e d  

by s t a f f  in  F e b ru a ry . A ll s t a f f  a re  in v i t e d  to  re a d  th e  ' r e p o r t '  

and make comments w hich w i l l  a g a in  be sh a re d  among s t a f f .  In  

t h i s  way we hope to  have a r o l l i n g  e v a lu a t io n  o f  w hat i s  g o in g  on.

Many th a n k s  f o r  p re v io u s  c o -o p e ra t io n  -  and in  a n t i c i p a t i o n  o f  

c o -o p e ra t io n  t h i s  tim e .

H arry  Gray 

S ta n le y  Putnam
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"WORKING TOGETHER IN SCHOOL"

H L GRAY AND S G PUTNAM
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"WORKING TOGETHER IN SCHOOL"

An acco u n t o f  an in - s e r v ic e  
s t a f f  developm ent programme

by

H L GRAY* AND S G PUTNAM

1. How th e  P r o je c t  A rose

2 . The Theory o f  th e  School

Page

(126)

(133)

3. The Groups (145)

4. E v a lu a tio n  o f  th e  Groups (155)

5. L e a d e rsh ip  and O rg a n is a tio n  Developm ent (174)

* The T ex t was w r i t t e n  e n t i r e l y  by H L Gray
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1• HOW THE PROJECT AROSE

B ro o k f ie ld  School i s  a ty p i c a l  11-16 com prehensive sch o o l -  i f  ' t y p i c a l '  

can e v e r  be used  to  d e s c r ib e  a s c h o o l. T here a re  1300 boys and g i r l s

"■from th e  neighbourhood which has a good c ro s s  s e c t io n  o f  s o c ia l  mix 

from w e ll - to -d o  to  c o u n c il  e s t a t e  f a m i l i e s .  T here i s  n o th in g  

rem ark ab le  ab o u t th e  sch o o l o r  i t s  en v iro n m en t. The b u i ld in g s  a re  a 

hodge-podge o f  p re  and p o s tw ar d e s ig n s ; some c o n v e n ie n t and c o m fo rta b le ; 

o th e r s  awkward b u t n o t e s p e c i a l l y  u n s u i ta b le .  The p u p i l s  look  and 

behave l i k e  p u p i l s  from any o th e r  secondary  sch o o l and th e  s t a f f  a re  

q u a l i f i e d  in  th e  same way a s  o th e r  secondary  sch o o l te a c h e r s  w ith  a 

s l i g h t  age b ia s  tow ards th e  younger r a th e r  th a n  o ld e r  age g ro u p s . I t  

i s  th e  s o r t  o f  sch o o l t h a t  would be a t  th e  c e n t r e  o f  any s t a t i s t i c a l  

o r  dem ographic d e s c r ip t io n ,  though i t  i s  p e rh a p s  w orth  rem em bering 

t h a t  11-16 com prehensives w ith  no s ix th  form s o f f e r  a s l i g h t l y  

t r u n c a te d  c a r e e r  p ro s p e c t  f o r  te a c h e r s .

For p r e s e n t  p u rp o ses  s t a t i s t i c a l  d a ta  ab o u t th e  sch o o l a re  n o t 

n e c e s s a ry , though th e  te a c h in g  s t a f f  c o n s i s t s  o f  72*2 o f  w hich 36 a re  

men; 36*2 women. T here a re  18 D epartm ents each  w ith  a Head; fo u r  

h o u ses , each w ith  a House Head; and work e x p e rie n c e  and community 

s e rv ic e  programmes t h a t  p ro v id e  a d d i t io n a l  o p p o r tu n i t ie s  f o r  s t a f f  to  

work o u ts id e .  The H eadm aster a r r iv e d  in  1974 a f t e r  a p e r io d  o f  sch o o l 

h i s to r y  w ith  a l i t t l e  u n c e r t a in ty .  He had p re v io u s ly  ta u g h t  in  th e  

West In d ie s  and f o r  j u s t  l e s s  th a n  a y e a r  in  a lo c a l  com prehensive 

sch o o l im m ed ia te ly  b e fo re  ta k in g  up h i s  H eadsh ip . The D eputy Head 

had been  A c tin g  Head f o r  6 months and th e  S e n io r  M is tre s s  was 

p re v io u s ly  Head o f  A r t.

To b e g in  w ith , th e  H eadm aster t e l l s  h i s  s to r y  o f  how th e  p r o j e c t  came 

to  ta k e  p la c e :
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" I t  i s  d i f f i c u l t  to  know where th e  s t a r t i n g  p o in t  to  any 
developm ent i s  to  be found . I t  seems t h a t  f o r  me a 
grow ing d is c o n te n tm e n t, f i r s t l y  ab o u t my own te a c h in g  and 
seco n d ly  abou t my fu n c tio n in g  a s  a Head, was around  se e in g  
a g r e a t  d e a l o f  f u t i l i t y  in  w hat I  was supposed  to  s ta n d  
f o r .  The f u t i l i t y  was t h a t  e v e ry th in g  was b e in g  m easured 
by a f a l s e  c r i t e r i o n  o f  ex am in a tio n  su c c e s se s  o f f e r e d  
u n c r i t i c a l l y  as th e  key to  th e  f u tu r e  a s  f a r  a s  young 
p e o p le  were co n ce rn ed . I t  was n o t s a f e  f o r  me to  q u e s tio n  
c h e r ish e d  b e l i e f s  w ith  s ta te m e n ts  such  a s  " th e  i r r e le v a n c e  
o f  m a te r ia l  ta u g h t" ,  " t h a t  e x am in a tio n s  were t e s t i n g  th e  
te a c h e r  and n o t th e  p u p i l " ,  " t h a t  i t  i s  im p o ss ib le  to  te a c h  
w ith o u t th e  m o tiv a tio n  o f  th e  ex am in a tio n  a t  th e  end o f  th e  
c o u rs e " ,  e t c ,  e t c .

"My t r a i n in g  in  th e  e a r ly  f i f t i e s  was a g a in s t  a background 
in  w hich i t  was ta u g h t  t h a t  i n t e l l i g e n c e  was a f ix e d  and 
m easu rab le  th in g ,  t h a t  i t  was s e t  a t  th e  moment o f  con 
c e p t io n  t h a t  i t  was th e  av e rag e  o f  th e  p a r e n t 's  IQ 's  and 
t h a t  i t  d id  n o t m a tte r  w hat in f lu e n c e s  w ere b ro u g h t to  b e a r .  
No changes co u ld  ta k e  p la c e  and i t  was f i n a l  and i r r e v o c a b le ,  
E v e ry th in g  in  me fo u g h t a g a in s t  th e s e  c o n c lu s io n s ,  b o th  in  
te rra s  o f  my own developm ent and from my u n d e rs ta n d in g  o f  
th e  C h r is t i a n  m essage, which ran g  w ith  a p o s s i b i l i t y  o f  th e  
r i c h  developm ent o f  p e r s o n a l i ty .

" I n t u i t i v e l y ,  I  d is c o v e re d  t h a t  young p e o p le  a ch iev ed  more 
under my te a c h in g  a s  and when a good r e l a t i o n s h ip  was 
e s ta b l i s h e d  and I was a b le  to  convey to  them t h a t  th e  l i m i t s  
th e y  s e t  th em se lv es  were much to o  low . T here w ere p e r io d s  
o f  s e l f  doubt f o r  I  som etim es f e l t  I  was ta k in g  g r e a t  r i s k s  ■ 
t h a t  I  co u ld  be 'c o n n in g ' young p e o p le  so  t h a t  even i f  th e y  
had a ch iev ed  more in  te rm s o f  e x te r n a l  ex am in a tio n s  as  a 
r e s u l t  o f  th e  p e rs o n a l i n t e r a c t i o n ,  i t  would r a i s e  f a l s e  
h o r iz o n s  f o r  them when th e y  w ent in to  th e  w orld  o f  work.

" A f te r  becom ing a Head i t  a l s o  became v e ry  c l e a r  t h a t  a l l  
th e  v is io n  and e x p e c ta t io n  t h a t  I  had o f  w hat I  would 
accom plish  as  a Head w ere n ev e r to  be r e a l i s e d .  I  saw t h i s  
in  te rm s o f  th e  f a u l t s  o f  my c o l le a g u e s  and I  co u ld  n o t 
u n d e rs ta n d  why th e y  co u ld  n o t se e  what I  was t r y i n g  to  
e x p re s s  and e x p la in  to  them . Such was my d i s s a t i s f a c t i o n  
t h a t  I  f e l t  l i k e  le a v in g  H eadships a l to g e th e r .  B rinkm anship 
l a s t e d  f o r  some l i t t l e  tim e and i t  became in c r e a s in g ly  
c l e a r  t h a t  su c c e ss  in  p e r s o n a l  developm ent, which can be 
in t e r p r e t e d  in  te rm s o f  le a rn in g  and p e rs o n a l  r e l a t i o n s h i p s ,  
was co n n ec ted  w ith  a p e r s o n 's  s e lf - im a g e .  T h is  made me more 
d e te rm in e d  to  work a t  co n v in c in g  my c o l le a g u e s  t h a t  t h i s  was 
an a re a  t h a t  th e y  sh o u ld  be concerned  w ith  i f  le a rn in g  was 
to  ta k e  p la c e .

" I  came to  t h i s  School in  Ja n u a ry , 1974 and found a v e ry  
s tro n g  p a s to r a l  o r g a n is a t io n ,  so th e  f i e l d  seemed read y  fo r  
sowing th e  seed  o f  work co n n ec ted  w ith  th e  developm ent o f  
p u p i l s '  s e lf - im a g e s .  I  saw th e  means to  t h i s  end a s  th e  
s o - c a l l e d  m idd le management o f  th e  sch o o l b e in g  t r a in e d  in  
th e  j o i n t  s k i l l s  o f  o r g a n is a t io n  and p e rs o n a l  r e l a t i o n s h i p s .
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f o r  by im p lic a t io n  th e  l a t t e r  would have to  be concerned  
w ith  q u e s tio n s  o f  s e lf - im a g e .  I t  was a t  t h i s  tim e  t h a t  
th r e e  seem ingly  unconnec ted  h appen ings w ere to  o c c u r .

" F i r s t l y ,  in  o rd e r  to  v a l id a t e  " e d u c a tio n  management" c o u r s e s ,  
i t  was d ec id ed  to  send Heads o f  D epartm ent to  a number o f  
c o u rs e s  in  Management and a s s e s s  t h e i r  v a lu e  a s  f a r  a s  t h i s  
sch o o l was co n ce rn ed . The f i r s t  Head o f  D epartm ent w ent to  
a management c o u rse  where com plete  em phasis was on E n co u n te r 
Group work. He came back w ith  e n t i r e l y  new p e r s p e c t iv e s  
w hich , w h ile  i n t e r e s t i n g ,  d id  n o t e n t i r e l y  make sen se  as  
f a r  a s  th e  t r a d i t i o n a l  o r g a n is a t io n  s k i l l s  were co nce rned  
t h a t  we th o u g h t h e ld  th e  answ ers. However, we w ere aw are 
t h a t  th e  co u rse  had been  o f  ex trem e p e r s o n a l  b e n e f i t  to  th e  
Head o f  D epartm ent co n ce rn ed . S econd ly , one name began to  
s ta n d  o u t from a l l  th e  l i t e r a t u r e  t h a t  I  r e a d ,  nam ely t h a t  
o f  C a r l R ogers, and I  re a d  h i s  book 'C l i e n t  C en te red  T h e ra p y '.  
I  was p a r t i c u l a r l y  im p ressed  by one C h ap te r o f  t h a t  book 
w hich was e n t i t l e d  'The A t t i tu d e  and O r ie n ta t io n  o f  th e  
C o u n s e l lo r '.

"T h is  c h a p te r  was a r e v e l a t i o n  and a f t e r  I  re a d  i t  th e  
re a so n  f o r  t h i s  r e v e l a t i o n ,  in  te rm s o f  my p re v io u s  th in k in g ,  
becaime a p p a re n t.  These p a ra g ra p h s  w i l l  s u f f i c e  to  show why 
i t  ap p ea red  to  open th e  door to  th e  th in g s  t h a t  I  hoped f o r .

'The p rim ary  p o in t  o f  im p o rtan ce  h e re  i s  th e  
a t t i t u d e  h e ld  by th e  c o u n s e l lo r  tow ard  th e  w orth  
and th e  s ig n i f i c a n c e  o f  th e  in d iv id u a l .  How do we 
look  upon o th e rs ?  Do we se e  each  p e rso n  as  hav in g
w orth  and d ig n i ty  in  h i s  own r ig h t ?  I f  we see t h i s
p o in t  o f  view  a t  th e  v e rb a l  l e v e l ,  to  w hat e x te n t  
i s  i t  o p e r a t io n a l ly  e v id e n t  a t  th e  b e h a v io u ra l le v e l?
Do we te n d  to  t r e a t  in d iv id u a l s  a s  p e rso n s  o f  w o rth , 
o r  do we s u b t ly  d e v a lu a te  them by ou r a t t i t u d e s  and 
b eh av io u r?  I s  o u r p h ilo so p h y  one in  w hich r e s p e c t  f o r  
th e  in d iv id u a l  i s  upperm ost? Do we r e s p e c t  h i s  
c a p a c i ty  and h i s  r i g h t  to  s e l f - d i r e c t i o n ,  o r  do we 
b a s i c a l ly  b e l ie v e  t h a t  h i s  l i f e  w ould be b e s t  g u ided  
by us? To what e x te n t  do we have a need  and a d e s i r e  
to  dom inate o th e rs ?  Are we w i l l in g  f o r  th e  in d iv id u a l
to  s e l e c t  and choose h i s  own v a lu e s ,  o r  a r e  our
a c t io n s  gu ided  by th e  c o n v ic t io n  (u s u a l ly  unspoken) 
t h a t  he would be h a p p ie s t  i f  he p e rm it te d  us to  
s e l e c t  f o r  him h is  v a lu e s  and s ta n d a rd s  and g o a ls?

The q u e s tio n  may a r i s e  in  th e  m inds o f  many, why 
ad o p t t h i s  p e c u l ia r  ty p e  o f  r e l a t io n s h ip ?  In  w hat way 
does i t  im plem ent th e  h y p o th e s is  from  w hich we s t a r t e d ?
What i s  th e  r a t i o n a l e  o f  t h i s  approach?

In  o rd e r  to  have a c l e a r  b a s i s  f o r  c o n s id e r in g  th e s e  
q u e s t io n s ,  l e t  us a t te m p t to  p u t f i r s t  in  fo rm al 
te rm s and th e n  in  p a ra p h ra s e  a s ta te m e n t o f  th e  
c o u n s e l l o r 's  p u rp o se  when he fu n c t io n s  in  t h i s  way.
In  p s y c h o lo g ic a l  te rm s , i t  i s  th e  c o u n s e l lo r 's  aim to
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p e rc e iv e  as  s e n s i t i v e ly  and a c c u ra te ly  a s  p o s s ib le  a l l  
o f  th e  p e rc e p tu a l  f i e l d  a s  i t  i s  b e in g  e x p e rie n c e d  by 
th e  c l i e n t ,  w ith  th e  same f ig u r e  and ground r e l a t i o n 
s h ip s ,  to  th e  f u l l  d eg ree  t h a t  th e  c l i e n t  i s  w i l l in g  
to  communicate t h a t  p e rc e p tu a l  f i e l d ;  and h av in g  th u s  
p e rc e iv e d  t h i s  i n t e r n a l  fram e o f  r e f e r e n c e  o f  th e  
o th e r  a s  co m p le te ly  a s  p o s s ib le ,  to  in d i c a te  to  th e  
c l i e n t  th e  e x te n t  to  w hich he i s  s e e in g  th ro u g h  th e  
c l i e n t ' s  ey es .

Suppose t h a t  we a tte m p t a d e s c r ip t io n  somewhat more 
in  te rm s o f  th e  c o u n s e l lo r 's  a t t i t u d e s .  The c o u n s e l lo r  
say s  in  e f f e c t ,  "To be o f  a s s i s ta n c e  to  you I  w i l l  p u t  
a s id e  m yself -  th e  s e l f  o f  o rd in a ry  i n t e r a c t io n  -  and 
e n te r  in to  your w orld  o f  p e rc e p t io n  a s  co m p le te ly  a s  
I  am a b le .  I  w i l l  become, in  a s e n s e , a n o th e r  s e l f  
f o r  you -  an a l t e r  ego o f  your own a t t i t u d e s  and 
f e e l in g s  -  a s a fe  o p p o r tu n i ty  f o r  you to  d is c e rn  
y o u r s e l f  more c l e a r l y ,  to  e x p e rie n c e  y o u r s e l f  more 
t r u l y  and d e e p ly , to  choose more s i g n i f i c a n t l y . '

" I t  was in  te rm s o f  n o n - d i r e c t iv e  c o u n s e l l in g  t h a t  I  saw th e  
dev e lo p m en ta l work o f  th e  House Head. C e r ta in  p rob lem s would 
be so lv e d  by such a m ethod, p a r t i c u l a r l y  i f  i t  was ex ten d ed  
to  g ro u p - th e ra p y  in  t h a t  p roblem s o f  t r a n s f e r e n c e  w hich p la y s  
such  a  la rg e  p a r t  in  p s y c h ia t ry  would th u s  b e , i f  n o t  rem oved, 
d is p e r s e d .  However, th e r e  was an a re a  o f  d oub t in  t h a t  th e  
th e  problem s o f  p r o je c t io n  would s t i l l  rem ain  u n re so lv e d  as 
f a r  a s  th e  House Heads were co n ce rn ed . I  began to  r e a l i s e  
t h a t  p r o je c t io n  was c lo s e ly  r e l a t e d  to  em o tio n a l b lo c k a g e s  
and t h a t  i t  m ight be p o s s ib le  to  d e a l w ith  i t  by u s in g  
s e n s i t i v i t y  t r a i n in g  o r  E n coun ter Group m ethods, a s  in d iv id u a l  
a n a ly s i s  was im p ra c tic a b le  in  te rm s o f  th e  f in a n c e  and th e  
number in v o lv e d .

"The t h i r d  s i g n i f i c a n t  e v e n t was th e  r e tu r n  to  th e  sch o o l o f  
a member o f  s t a f f  who had undergone a y e a rs  c o u rse  o f  t r a i n in g  
in  C o u n se llin g  a t  Swansea U n iv e r s i ty .  H is new b r i e f  was to  
make him re s p o n s ib le  fo r  th e  developm ent o f  s t a f f  r a t h e r  
th a n  o f  c h i ld r e n  in  th e  f i r s t  in s ta n c e .

"These a p p a re n tly  s e p a ra te  e v e n ts  w ere now to  m eet and 
d e te rm in e  th e  n e x t s ta g e s  o f  developm ent. We in v i t e d  
H arry  Gray to  th e  sch o o l to  d is c u s s  p o s s ib le  ways o f  p ro v id in g  
t r a i n in g  f o r  th e  te a c h in g  s t a f f  in  p e rs o n a l  r e l a t i o n s h ip  
s k i l l s .  He v i s i t e d  th e  sch o o l and met m y se lf , th e  D eputy 
Head and S e n io r  M is tre s s  o v e r lu n c h . The u p sh o t was t h a t  
we ag ree d  t h a t  he sh o u ld  ta k e  a fo u r  day group f o r  Heads 
o f  D epartm ent a n d /o r  Houses b ased  on r o l e  a n a ly s i s .  From 
o u r m eeting  to g e th e r  i t  seemed c l e a r  t h a t  a good w orking  
r e l a t i o n s h ip  cou ld  be d ev eloped  q u i te  q u ic k ly  w ith  o u r 
'c o n s u l t a n t '  and we began to  look  fo rw ard  to  an e v e n t f o r  
w hich we had h ig h  h o p es ."
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The b a s ic  c o n d it io n  fo r  w orking to g e th e r  in  a team  and fo r  a team  

to  work w ith  a c o n s u l ta n t  i s  f o r  th e r e  to  be a la rg e  a re a  o f  sh a red  

v a lu e s  and o r i e n t a t i o n s .  A c o n s u l ta n t  can n o t work in  a sch o o l i f  

h i s  v a lu e s  ab o u t e d u c a tio n  a re  in c o m p a tib le  w ith  th o se  upon whom he 

r e l i e s  f o r  em o tio n a l and m oral s u p p o r t.  T here have been  a t te m p ts  in  

o th e r  i n s t i t u t i o n s  to  u se  c o n s t r a in t s  whose b a s ic  l i f e  p h ilo so p h y  was 

d i f f e r e n t  from th e  h e a d 's  o r  p r i n c i p a l 's  b u t  th e s e  have b roken  down 

a t  p o in t s  o f  c r i s i s  because  th e  c o n s u l ta n t  i s  w orking f o r  a change 

t h a t  i s  u n a c c e p ta b le  to  th e  p r in c i p a l  o r  h ead . In  t h i s  ca se  we found 

a grow ing empathy and agreem ent n o t o n ly  in  o u r e d u c a tio n a l  p h i l o 

so p h ie s  b u t  a l s o  o u r l i f e  v a lu e s  and p h ilo so p h y  o f  l i f e .

Our e d u c a tio n a l  p h ilo so p h y  c o in c id e d  in  w hat we c o n s id e r  e d u c a tio n  

to  be p r im a r i ly  and fu n d am en ta lly  a b o u t. From o u r own p e r s p e c t iv e  o f  

b e in g  m idd le  aged we saw t h a t  many o f  th e  c la im s  and a s s e r t io n s  abou t 

e d u c a tio n  were l i t t l e  more th a n  d e c e p tio n s .  In  th e  end , when a man 

o r  woman i s  a lo n e , th e y  need  to  draw on in n e r  re s o u rc e s  t h a t  a re  

fu n d a m e n ta lly  e m o tio n a l, th e  a f f e c t iv e  dom ain. E d u c a tio n  o v e r t l y  

co n ce rn s  i t s e l f  w ith  c o g n i t iv e  le a rn in g  a lm o s t a t  th e  t o t a l  expense 

o f  a f f e c t i v e  le a rn in g ;  th e  tra g e d y  o f  modern e d u c a tio n  i s  t h a t  i t  goes 

h e l l  f o r  l e a th e r  a t  av o id in g  th e  e s s e n t i a l  a r e a s  o f  p e r s o n a l i ty  which 

a r e  th e  s o i l  f o r  i n t e l l e c t u a l  grow th b u t w hich a re  n o t th e m se lv es  

i n t e l l e c t u a l .  T h is  i s  n o t by any means to  d e c la r e  o u r s e lv e s  a s  a n t i 

i n t e l l e c t u a l ;  f a r  from i t .  But we c o n s id e r  t h a t  u n le s s  em o tio n a l 

grow th  h as  ta k e n  p la c e  and been n u r tu re d  no u s e f u l  i n t e l l e c t u a l  grow th 

can o c c u r . The em phasis in  sch o o l o r g a n is a t io n ,  a lm o s t e x c lu s iv e ly  

on managing 'c o n te n t '  a s  opposed to  'c o n t e x t ' ,  i s  an abuse o f  th e  

young p e rso n . B efo re  a p u p i l  can le a r n  he m ust have a s tro n g  sen se  

o f  h im se lf  and c o n fid e n ce  in  t h a t  s e l f .  He m ust know who he i s ,  what
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h i s  a b i l i t i e s  and t a l e n t s  and i n c l in a t io n s  a re  and he m ust le a r n  to  

make h i s  own c h o ic e s .

A ll  c h i ld r e n  want to  le a r n  and a re  e n t h u s i a s t i c  a t  le a rn in g  and 

d is c o v e ry .  The refo rm  o f  th e  in f a n t  sch o o l h as  been  to  c r e a te  a 

le a r n in g  env ironm ent f o r  more and more c h i ld r e n  to  le a r n  -  a t  t h e i r  

own p a c e , in  t h e i r  own way in  a v e ry  c a r e f u l ly  s t r u c tu r e d  env iro n m en t. 

The need  to  le a r n  i s  c o n t in u a l  b u t  th e  n a tu re  o f  t h a t  le a rn in g  

v a r i e s .  C h ild re n  need p e r io d s  o f  r e s t  and c o n s o l id a t io n  and to  

engage in  o th e r  k in d s  o f  le a r n in g .  The a d o le s c e n t  needs long  p e r io d s  

f o r  em o tio n a l le a rn in g  and b r i e f  b u t  in te n s e  p e r io d s  o f  b r a in  w ork. 

S econdary  sc h o o ls  a re  f in d in g  i t  in c r e a s in g ly  d i f f i c u l t  to  o rg a n is e  

le a r n in g  on t r a d i t i o n a l  p a t t e r n s  and th e  re a so n  l i e s  more w ith  

te a c h e r s  th a n  s o c ia l  change f o r c e s .  T each ers  would be a b le  to  cope 

b e t t e r  i f  th e y ,  to o ,  had a b e t t e r  sen se  o f  p e r s o n a l  i d e n t i t y  r a th e r  

th a n  a c o n v e n tio n a l r o le  c o n c e p t. I f  a te a c h e r  can be h e lp e d  to  a 

f u l l e r  u n d e rs ta n d in g  and a c c e p ta n c e  o f  h im se lf  a s  a p e rs o n , he w i l l  be 

more v e r s a t i l e  in  h i s  b e h a v io u r , more a c c e p tin g  o f  h i s  s tu d e n ts  and 

more a b le  to  engage in  a  more open y e t  s u p p o r tiv e  r e l a t i o n s h ip  w ith  

s tu d e n ts  and c o l le a g u e s .  In  o th e r  w ords, a t t e n t i o n  to  s tu d e n t needs 

i s  c o n d i t io n a l  upon aw areness o f  t e a c h e r s ' own needs and s k i l l s .

In  b r i e f ,  we b o th  b e l ie v e  t h a t  th e  c o n d i t io n  fo r  grow th to  o ccu r in  

a  c h i ld ,  young p e rso n  o r  a d u l t  i s  one o f  em o tio n a l aw aren ess , s e l f 

a c c e p ta n c e  and p e rs o n a l  developm ent. C h ild re n  can n o t le a r n  to  grow 

i f  t h e i r  e ld e r s  a re  s tu n te d  o r  b lo c k e d , b u t when te a c h e r s  a re  

r e le a s e d  from u n n ece ssa ry  em o tio n a l r e s t r a i n t s  and can be more s e l f -  

a c c e p tin g  th e n  th e  env ironm ent in  th e  sch o o l becomes conducive  to  

em o tio n a l and i n t e l l e c t u a l  g row th . The f u l l - f lo w in g  o f  th e  i n t e l l e c t ,  

accom panied by th e  r e le v a n t  em o tio n a l developm ent, le a d s  in  tu r n  to
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a s p i r i t u a l  aw areness t h a t  u n i t e s  th e  p e r s o n a l i ty  and makes l i f e  

i t s e l f  m ost m ean ingfu l and p u rp o s e fu l .  Thus f o r  us s p i r i t u a l l y  i s  a 

consequence o f  th e  e d u c a tio n a l  p ro c e s s  w hether i t  be ' r e l i g i o u s '  o r  

'h u m a n is t ic ' and f o r  t h i s  l a t t e r  re a s o n  we d isc o v e re d  t h a t  ou r own 

v a lu e s  w ere co m p atib le  b o th  w ith  ' r e l i g i o u s '  and 'n o n - r e l i g io u s ' 

members o f  s t a f f  -  so t h a t  in  some s tra n g e  way our own s tro n g  view s 

w ere a bonding  f a c to r  r a th e r  th a n  a d e v is iv e  one even though some 

would see  us a s  com m itted i d e a l i s t s .

In  th e  v e ry  b e g in n in g , f u r th e r  a c t i v i t y  to  th e  one group was n o t 

p la n n ed  though i t s  p o s s i b i l i t y  was a c c e p te d . The m ost c r i t i c a l  f a c t o r  

was th e  a c c e p ta b i l i t y  o f  th e  c o n s u l ta n t  and c o n fid e n c e  in  him b o th  as  

a  p e rso n  and a p r o f e s s io n a l  w ith  i n t e g r i t y .  To move in to  th e  a re a  

o f  p e rs o n a l  d is c o v e ry , which i s  in e v i t a b l e  in  an a n a ly s i s  o f  th e  

p e rso n  in  th e  r o l e ,  was to  move o n to  unknown ground th e  im p lic a t io n s  

f o r  w hich co u ld  be as  t e r r i f y i n g  a s  th e y  were e x c i t in g .  L i t t l e  o r  

n o th in g  had been w r i t t e n  ab o u t such  c o n su lta n c y  a p a r t  from 

E l iz a b e th  R ic h a rd so n 's  work a t  N a ils e a  w hich was in  th e  T a v is to c k  

T r a d i t io n  and by im p lic a t io n  f a r  to o  r i s k y .  As th in g s  tu rn e d  o u t 

th e r e  w ere a l s o  to  be r i s k s  in  t h i s  p r o je c t  b u t  i t  g o t underway w ith  

en th u siasm  and th e  co u rse  o f  e v e n ts  i s  ro u g h ly  c h ro n ic le d  h e r e a f t e r .
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2. THE THEORY OF THE SCHOOL

B ehind o u r th in k in g  ab o u t b r in g in g  ab o u t changes in  th e  s c h o o ls  i s  a 

th e o ry  o f  e d u c a tio n  and a th e o ry  o f  e d u c a tio n a l  i n s t i t u t i o n s .  By 

't h e o r y ' we may mean no more th a n  o u r r a t i o n a l e  f o r  o u r b e h a v io u r 

b u t ,  n e v e r th e le s s ,  we b e l ie v e  th e r e  to  be a c o h e re n t and r a t i o n a l ,  

l o g i c a l ,  id e a  o f  what a sch o o l i s .  I t  i s  in  te rm s o f  t h i s  th e o ry  t h a t  

we e x p la in  w hat we do and why we do i t  in  th e  way t h a t  we do .

S choo ls  a re  o r g a n is a t io n s  and o rg a n is a t io n s  a re  a s s o c ia t io n s  o f  p eo p le , 

No one makes an e n t i r e l y  f r e e  a s s o c ia t io n  in  sch o o l b u t  some have 

more c h o ic e  in  th e  m a tte r  th a n  o th e r s  and th o s e  have have l e a s t  c h o ic e  

a re  th e  s tu d e n ts  -  c e r t a in l y  in  an 11-16 com prehensive s c h o o l.  The 

id e a  o f  'a s s o c i a t i o n '  i s  im p o rta n t b ecau se  a t  th e  c o re  o f  o u r th e o ry  

i s  th e  r e a l  and a c tu a l  b eh av io u r o f  p e o p le  when th e y  come to g e th e r  

f o r  some common p u rp o se s . S choo ls  a r e  e s ta b l i s h e d  by law f o r  th e  

e d u c a tio n  o f  c h i ld r e n  and i t  i s  r e a s o n a b le  to  assume th e r e f o r e  t h a t  

th e  p u rp o se  o f  a sch o o l i s  to  e n su re  o r  f a c i l i t a t e  th e  e d u c a tio n  o f  

s tu d e n ts .  T h is  r e q u i r e s  a d e f i n i t i o n  o f  'e d u c a t io n ' in  p r a c t i c e  even 

i f  th e r e  i s  l i t t l e  agreem ent c o n c e p tu a l ly  on th e  n a tu re  o f  e d u c a tio n . 

We have a tte m p te d  to  d e f in e  'e d u c a t io n ' fo r  th e  11-16 age group  in  

th e  f i r s t  c h a p te r ,  b u t h e re  we a re  co nce rned  w ith  th e  p ro c e s s  o f  

a s s o c ia t io n  among a l l  th e  members o f  th e  sch o o l com munity.

Those members o f  th e  sch o o l who c la im  to  know m ost ab o u t e d u c a tio n  a re  

th e  te a c h e r s .  They have a p ro fe s s io n a l*  concern  in  th e  o r g a n is a t io n  

o f  e d u c a tio n  b ecause  t h e i r  c a r e e r s  and s a l a r i e s  a re  depended upon how

* w hether te a c h e r s  a re  p r o f e s s io n a ls  o r  s e m i-p ro f e s s io n a ls  we 
le a v e  unargued  h e re .  Such q u e s tio n s  c o n tin u e  to  occupy 
s o c io l o g i s t s  b u t  we a re  n o t o v er concerned  w ith  a p r e c i s e  
d e f i n i t i o n  a t  t h i s  ju n c tu r e .
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e d u c a tio n  i s  o rg a n ise d  and f in a n c e d . The te a c h in g  and te a c h e r  

t r a i n in g  p r o f e s s io n s ,  th e  a d m in is tr a t iv e  and su p p o r t system s f o r  

l o c a l  and n a t io n a l  e d u c a tio n a l o rg a n is a t io n s  a re  p a r t  o f  th e  immense 

eco -sy s te ra  in  w hich sc h o o ls  m ust e x i s t .  These l a r g e r  system s have a 

g r e a t ly  u n d e r -e s tim a te d  in f lu e n c e  in  th e  o r g a n is a t io n  o f  each  

in d iv id u a l  sch o o l b u t  we s h a l l  la rg e ly  ig n o re  h e re  w id e r in f lu e n c e s  

f o r  th e  sake o f  c l a r i t y  in  t h i s  d e s c r ip t io n  o f  one s c h o o l.  E f f e c t iv e ly ,  

th e  d a y - to -d a y  ru n n in g  o f  th e  schoo l depends on th e  c o l la b o r a t io n  

betw een th e  Head and h i s  c o l le a g u e s , among a l l  th e  te a c h e r s  them 

s e lv e s  and th e  q u a l i ty  o f  r e la t io n s h ip s  o v e r a l l .  At th e  p r e s e n t  tim e , 

te a c h e r s  a re  f a r  and away th e  m ost s i g n i f i c a n t  group o f  p e o p le  in  th e  

management o f  a sch o o l and th e r e  i s  l i t t l e  re a so n  to  fo r c e  any 

s i g n i f i c a n t  change even w ith  a r e o r g a n is a t io n  o f  g o v ern in g  b o d ie s .  

V ario u s  o th e r  g roups l i k e  c a re ta k in g  and ground s t a f f  have c r i t i c a l  

im portance  from tim e to  tim e and th e  im pact o f  s tu d e n ts  i s  s u b t le  

and s i g n i f i c a n t  b u t  l a rg e ly  unacknowledged and o v e rlo o k e d . Because 

th e  r e l a t i o n s h ip s  among te a c h e r s  a re  so c r i t i c a l ,  any change in  what 

goes on in  a sch o o l m ust b eg in  w ith  them. Any developm ent work w ith  

te a c h e r s  m ust be com pleted  a t  t h e i r  le v e l  and n o t d i r e c te d  to  th e  

l e v e l  o f  s tu d e n ts .  U n ti l  problem s among te a c h e r s  have been d e a l t  w ith , 

p roblem s betw een te a c h e r s  and p u p i ls  and among p u p i l s  th e m se lv es  

can n o t be re s o lv e d .

Most work on chang ing  sc h o o ls  has avo ided  th e  is s u e s  by c o n c e n tra t in g  

on th e  c u rr ic u lu m  o r  upon p u p i l 's  needs in  th e  f i r s t  in s ta n c e  r a th e r  

th a n  by d e a l in g  w ith  te a c h e r  needs as  b e in g  o f  th e  p rim ary  im p o rtan ce . 

D evelopm ent o f  th e  c u rr ic u lu m  canno t be e f f e c t iv e  b e fo re  th o s e  who 

have to  im plem ent cu rric u lu m  changes a re  ag ree d  n o t o n ly  on w hat 

th o se  changes sh o u ld  be b u t a ls o  upon how th e y  o u g h t to  be e f f e c t e d .  

B lockages to  e d u c a tio n a l  change do n o t o r ig i n a te  in  th e  s tu d e n t  b u t
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alw ays in  th e  s t a f f  who have to  b r in g  ab o u t th e  ch an g es. I d e a l ly ,  

s t r u c t u r a l  and c o n te n t changes sh o u ld  fo llo w  from id e o lo g ic a l  and 

a t t i t u d i n a l  changes in  th e  te a c h e r s .  Programmes o f  c u rr ic u lu m  

: developm ent o n ly  do p a r t  o f  th e  jo b  b ecause  th e y  c o n c e n tra te  on th e  

c o n te n t  o f  te a c h in g  n o t th e  p ro c e s s  o f  te a c h in g  in  i t s  im p lic a t io n s  

f o r  th e  te a c h e r  h im s e lf .  Most e d u c a tio n a l  re fo rm s assume a common 

i d e n t i t y  o f  i n t e r e s t  among te a c h e r s  and , o f  c o u rs e , t h i s  can n o t be so .

The id e a  o f  o r g a n is a t io n s  as  a s s o c ia t io n s  i s  im p o rta n t in  h e lp in g  us 

to  u n d e rs ta n d  w hat goes on in  i n s t i t u t i o n s  where an e d u c a tio n a l  refo rm  

i s  underw ay. W hile p eo p le  a s s o c ia t e  f o r  a com m onality o f  i n t e r e s t  

th e y  a l s o ,  and more im p o r ta n t ly ,  a s s o c ia te  f o r  p e r s o n a l  i n t e r e s t s .  

S in ce  each  in d iv id u a l  can o n ly  know h im se lf  b e s t ,  he i s  bound to  a c t  

in  te rm s o f  h i s  own p r e f e r e n c e s .  T h is  may be c a l le d  'e n l ig h te n e d  

s e l f  i n t e r e s t '  b u t i t  i s  n e v e r th e le s s  ' s e l f - i n t e r e s t '  and o u r th e o ry  

o f  a s s o c ia t io n  i s  t h a t  s e l f  i n t e r e s t  i s  upperm ost. A w areness o f  s e l f -  

i n t e r e s t  i s  th e  o n ly  c e r t a in  m easure o f  u n d e rs ta n d in g  and th e r e f o r e  

th e  b e s t  m o tiv a to r  o f  b e h a v io u r . In  o th e r  w ords, in  ev e ry  o rg a n is a 

t i o n  th e  b e s t  o r  optimum developm ent w i l l  o ccu r when th e  m ost p eo p le  

a re  m ost aw are o f  th e  n a tu re  o f  t h e i r  own s e l f  i n t e r e s t  and behave 

a c c o rd in g ly . A c o r o l l a r y  o f  co u rse  (and th e  m oral d im ension) i s  t h a t  

th e  b e s t  s e l f - i n t e r e s t  i s  a ls o  th e  b e s t  a l t r u is m  b ecau se  a s s o c ia t io n  

o f  n e g o t ia t io n  and b a rg a in in g  by each  member to  g a in  maximum p e r s o n a l

s a t i s f a c t i o n ,  w i l l  r e s u l t  h o p e fu lly  in  p e rs o n a l  s a t i s f a c t i o n s  a t  l e a s t  
c o s t  to  o th e r  members.

O rg a n is a tio n s  can be d e s c r ib e d  in  te rm s o f  th e  b a rg a in in g  p ro c e s s  o f  

s o c ia l  and p sy c h o lo g ic a l exchange and th e  v a r io u s  o p p o r tu n i t ie s  and 

r e s t r a i n t s  in d iv id u a ls  (and groups) p e rc e iv e  in  th e  s i t u a t i o n ,  th e  

o r g a n is a t io n a l  s e t t i n g .  T here i s  no doub t t h a t  e x t e r n a l ly  o r ig in a te d  

s a n c t io n s  e x i s t  b u t  none o f  them i s  t o t a l l y  u n s u s c e p t ib le  to  some
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form o f  b a rg a in in g  o r  m anoeuvre. However, a l l  o rg a n is a t io n s  e x i s t  

w ith in  a c lo u d  o f  myth and f a n ta s y  w hich a re  a ssu m p tio n s ab o u t th e  

o r g a n is a t io n  -  assum ptions  ab o u t ev ery  a s p e c t  w hich a re  u n te s te d  and 

: ab o u t w hich th e r e  i s  o f te n  u n iv e r s a l  c o l lu s io n  n o t to  t e s t .  For 

exam ple, th e  a c tu a l  power t h a t  a Head h as  i s  more o f te n  a fig m en t o f

im a g in a tio n  th a n  a n y th in g  t h a t  can  a c t u a l l y  be co n firm ed .

In d eed , a u th o r i ty  s t r u c t u r e  i s  one o f  th e  p rim e a re a s  o f  f a n ta s y ,  

c e n t r in g  on what th e  Head and Heads o f  D epartm ent e tc  a re  a b le  to  do

and a re  b e l ie v e d  to  be w i l l in g  to  do. A ll members o f  th e  o r g a n is a t io n

behave on a huge number o f  th e s e  u n te s te d  a ssu m p tio n s t h a t  become 

g h o s ts  -  r e a l  enough in  b e l i e f  b u t  q u i t e  in ta n g ib le  upon in v e s t ig a t io n ,  

For exam ple, te a c h e r s  assume t h a t  c e r t a in  b eh a v io u r would be d i s 

approved  o f  when o f te n  q u i te  th e  c o n tra ry  i s  th e  c a s e . H eads, to o ,  

assume w il l in g n e s s  and u n w ill in g n e s s  on th e  p a r t  o f  te a c h e r s  w ith o u t 

e v e r  t e s t i n g  them o u t .  A ll th e s e  f a n t a s i e s  a re  r e a l  enough in  t h a t  

th e y  a r e  w hat p e o p le  a c t  upon b u t  few o f  them have any r e a l  s u b s ta n c e . 

In  b u i ld in g  a c r e a t iv e  community, members m ust push  back  th e  

b o u n d a rie s  o f  assum ption  and t e s t  o u t much more o f  t h e i r  u n te s te d  

and unspoken a ssu m p tio n s. A ssum ptions w hich a re  c u r r e n t  among a 

la rg e  m a jo r i ty  become myths and th e y  may p e r s i s t  f o r  y e a rs  as  

u n an a ly sed  p e rc e p t io n s  ab o u t th e  sch o o l and th e  n a tu re  o f  e d u c a tio n  

i t s e l f .

In  o rd e r  f o r  changes to  o ccu r th e  membership o f  th e  sch o o l m ust be 

b ro u g h t to  an a c t iv e  r e - s o r t i n g  o f  th e  a ssu m p tio n s  and f a n t a s i e s .

By q u e s tio n in g  and t e s t i n g  o u t and seek in g  more r e a l i s t i c  a l t e r n a t i v e s  

and w orking on th e s e  new id e a s  a sch o o l can e n te r  a p e r io d  o f  dynamic 

change. A dynamic change in  t h i s  sen se  would be d e f in e d  a s  a p ro c e s s  

w hereby members a re  seek in g  to  work to  a g r e a t e r  r e a l i t y  o r
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congruence o f  p e rc e p t io n s  ab o u t th e  sch o o l and i t s  members, and 

member n eed s . W hile i t  may be d e b a ta b le  a s  to  what i s  an u l t im a te  

' r e a l i t y ' ,  th e re  i s  no doub t t h a t  in  fu n c t io n a l  o r  o p e r a t io n a l  te rm s 

' r e a l i t y '  means acco rd  and congruence in  b eh av io u r and a b a s ic  

s i m i l a r i t y  o f  p e rs o n a l  v a lu e s .  In d eed , th e  b a s is  f o r  ag reem ent i s  a 

common acc e p ta n c e  o f  v a lu e s  and by 'v a lu e ' i s  m eant a d i s p o s i t i o n  

tow ards o b je c t s ,  p e o p le  o r  id e a s .

A s c h o o l, th e n , i s  a lo c a t io n  in  tim e a n d /o r  p la c e  where th e  

n e g o t ia t io n  and b a rg a in in g  p ro c e s s e s  a re  concerned  w ith  th e  e d u c a tio n  

o f  th e  members. T h is  i s  t r u e ,  however one d e f in e s  e d u c a tio n  w hether 

a s  in d iv id u a l  le a r n in g ,  m utual le a r n in g ,  o r  te a c h in g  and le a rn in g  o r  

w h a tev e r. The te a c h in g / le a r n in g  r e l a t io n s h ip  i s  one in  w hich 

c o n t r a c ts  a re  made, changed and s u s ta in e d ,  and s u s ta in e d  and changed 

a g a in , in  a co n tin u o u s  p ro c e s s  o f  s o c ia l  and p s y c h o lo g ic a l  r e l a t i o n 

s h ip s .  In  each o f  th e s e  r e l a t io n s h ip s  each  in d iv id u a l  m ust g iv e  

prim acy  to  s e l f - i n t e r e s t s .  The a b i l i t y  to  u n d e rs ta n d  f u l l y  th e  

n a tu re  and im p lic a t io n s  o f  s e l f - i n t e r e s t  i s  th e  b a s i s  on which 

r e l a t i o n s h ip s  a re  s u c c e s s fu l  o r  u n s u c c e s s fu l .  B locks to  le a rn in g  

o ccu r o n ly  when an in d iv id u a l  i s  unaware o f  h i s  s e l f - i n t e r e s t  and 

when h i s  c o l le a g u e s  a re  unaware o f  th e  s e l f - i n t e r e s t  needs o f  o th e r s .  

T hus, a l t r u is m  i s  an a b i l i t y  to  c o n ta in  s e l f  i n t e r e s t  to  th e  s e l f  and 

a c c e p t th e  s e l f  i n t e r e s t  o f  th e  o th e r .  So t h a t  i f  a s tu d e n t  r e a l l y  

does la c k  an a b i l i t y  o r  s k i l l  n o th in g  can be g a in e d  by c o e rc in g  him 

to  do w hat he can n o t do f o r  c o e rc io n  i s  a f r u s t r a t i o n  o f  two s e t s  o f  

s e l f  i n t e r e s t  -  th e  s e l f  i n t e r e s t  o f  th e  s tu d e n t  to  le a r n  and th e  

s e l f  i n t e r e s t  o f  th e  te a c h e r  to  be p e r c e p t iv e  o f  th e  needs o f  th e  

s tu d e n t .
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In  p r a c t i c e ,  th e  s i t u a t i o n  i s  one in  which th e  b lo c k s  to  a r e l a t i o n 

sh ip  a r i s e  sim ply  o u t o f  la c k  o f  se lf-k n o w led g e  and s e lf - a w a re n e s s .

The b lo c k  o f  my r e la t io n s h ip  w ith  you i s  my la c k  o f  u n d e rs ta n d in g  o f 

m y se lf  so t h a t  % p r o j e c t  in  some way my prob lem s in to  you and ex p e c t 

them to  be so lv ed  in  you. For exam ple, my i n a b i l i t y  to  a c c e p t u n tid y  

work h as  l e s s  to  do w ith  an a b s t r a c t  a c c e p t a b i l i t y  o f  u n t id in e s s  and 

much more to  do w ith  th e  p e rs o n a l u p s e t  t h a t  u n t id in e s s  h as  fo r  me 

because  o f  th e  m eaning o f  u n t id in e s s  in  my p sy ch e . T ea ch e rs  a re  

f r e q u e n t ly  hung up on p e rso n a l prob lem s t h a t  th e y  t r a n s p o r t  and

tra n sm u te  in to  problem s w hich th e y  p e rc e iv e  a s  b e in g  in  o th e r s .  U nder-
1

s ta n d in g  o f  th e  em otions le a d s  to  s t a b i l i t y ,  to l e r a n c e ,  u n d e rs ta n d in g , 

c r e a t i v i t y ,  c o l la b o r a t io n  and good o rd e r  in  s o c ie ty .  I t  i s  becau se  

a f f e c t  h as  been so  long  and so much n e g le c te d  t h a t  ou r s o c ie ty  i s  to o  

e m o tio n a lly  and c u l t u r a l l y  f r a g i l e .  C h ild re n  who have been co e rced  

th ro u g h o u t t h e i r  l i v e s  have no a l t e r n a t i v e  b u t to  r e b e l  d e s t r u c t iv e l y  

and th e  la rg e  d e s t r u c t iv e  e lem en ts  in  ou r s o c ie ty  a re  th e  r e s u l t ,  we 

would a rg u e , o f  s tu d e n ts  b e in g  n e g le c te d  in  th e  a f f e c t i v e  dom ains o f  

t h e i r  p e r s o n a l i ty .

T h is  b e in g  so , in  o u r b e l i e f ,  th e  e f f o r t  in  a sch o o l sho u ld  be 

d i r e c te d  tow ards p s y c h o lo g ic a l  n e g o t ia t io n s  in  th e  f i r s t  in s ta n c e  a t  

th e  a f f e c t iv e  l e v e l  and o n ly  seco n d ly  a t  th e  c o g n i t iv e .  These 

n e g o t ia t io n s  a r e ,  o f  c o u rs e ,  never u n i l a t e r a l  b u t in v o lv e  everyone 

in  each  'p e rs o n  s e t ' .  A 'p e rso n  s e t '  we would d e f in e  much in  th e  

way o f  ' r o l e ' ,  t h a t  i s ,  a s  a l l  th o s e  p eo p le  r e l e v a n t  to  th e  key 

in d iv id u a l  in  any g iv en  s i t u a t i o n .  In  sch o o l te rm s  t h i s  w i l l  u s u a l ly  

mean a s tu d e n t  and h i s  te a c h e r  a s  th e  b a s ic  u n i t  b u t w i l l  in v o lv e  

p a r e n ts  a s  w e ll a s  o th e r  s tu d e n ts  and o th e r  te a c h e r s .  A ll  r e l a t i o n 

s h ip s  a re  co m p lex ity  o f  n e g o t ia t io n s  and o n ly  c e r t a i n  ones a re  

c r i t i c a l  fo r  a g iv e n  s i t u a t i o n .  I t  i s  a m a tte r  f o r  e x p e r ie n c e  to
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d is c o v e r  w hat s i t u a t i o n s  a re  c r i t i c a l  and hence what 'p e r s o n  s e t s '  

a re  c r i t i c a l .  The key a c t i v i t y  o f  a sch o o l can be d e s c r ib e d  in  term s 

o f  c r i t i c a l  s i t u a t i o n s  and each o f  th e s e  c r i t i c a l  s i t u a t i o n s  m ust be 

re s o lv e d  a t  th e  em o tio n a l o r  a f f e c t i v e  l e v e l  f o r  each  in d iv id u a l  

in v o lv e d . T h a t i s  what ru n n in g  a sch o o l i s  a l l  a b o u t. R o u tin is e d  

p ro c e d u re s  f o r  do ing  t h i s  a re  th e  o r g a n is a t io n  o f  th e  s c h o o l. How i t  

i s  done, i s  open to  n e g o t ia t io n  and does n o t assume any premium on 

p reced en ce  o r  s t a t u s .  The a b i l i t y  w ith  w hich members cope w ith  th e  

problem s o f  p reced en ce  and s t a t u s  i s  a m easure o f  i t s  c r e a t i v i t y  and 

openness to  change and developm ent.

O rg a n is a tio n s  a re  c h a r a c te r i s e d  by o rd e r ,  r o u t in e  and a n t i c ip a to r y  

p ro c e d u re s . I t  ap p ea rs  to  be w ith in  th e  n a tu re  o f  human o r g a n is a t io n  

f o r  i t  to  s e t t l e  down in to  f a m i l i a r  p a t t e r n s  and f o r  p re c e d e n ts  to  be 

p r e f e r r e d  to  n o v e l ty .  In  o th e r  w ords, human o rg a n is a t io n s  have a 

s tro n g  tend en cy  to  co n se rv a tism  b u t th e r e  i s  a c r i t i c a l  p o in t  a t  

w hich c o n se rv a tism  becomes d e s t r u c t iv e  j u s t  as  th e r e  i s  a c r i t i c a l  

p o in t  a t  w hich open o rd e r  le a d s  to  s e l f - d e s t r u c t i o n .  Somehow th e  

b a la n c e  betw een o rd e r  and chaos has  to  be m ain taned  b u t  i t  i s  done 

o n ly  by moving tow ards chaos and n o t tow ards f o s s i l i s a t i o n .  S in ce  

th e  n a tu r a l  ten d en cy  o f  o rg a n is a t io n  i s  tow ards in c re a s e d  o rg a n is a 

t i o n  th e  c o n tin u e d  tend en cy  m ust be tow ards d is o r d e r .  T h is  i s  to  

s a y ,c r e a t iv i ty  in  o th e r  p eo p le  -  c o lle a g u e s  a s  w e ll a s  s tu d e n t s .  The 

p ro c e s s  o f  b r in g in g  ab o u t p e rs o n a l a t t i t u d e s  which le a d  to  change 

(as we d e f in e d  i t  e a r l i e r )  i s  th e  p ro c e s s  o f  h e lp in g  in d iv id u a l s  to  

s e l f  knowledge and p e rs o n a l  co p in g . We e x p la in  t h i s  f u r th e r  in  th e  

c h a p te r  on th e  c o u n s e ll in g  te c h n iq u e .

However we d e f in e  e d u c a tio n , i t  can n o t ta k e  p la c e  u n le s s  th e  in d iv id u a l  

p syche  i s  in v o lv e d . E d u ca tio n  i s  n o t th e  p l a s t e r in g  o v e r o f  th e
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p e rso n  w ith  commonly a c c e p te d  v e n e e rs  a l th o u g h , in  p r a c t i c e ,  t h i s  i s  

a l l  e d u c a tio n  o n ly  to o  o f te n  i s .  S tu d e n ts  may le a r n  to  do th in g s  in  

th e  same way a s  an im als  perfo rm  t r i c k s  and i t  may be t h a t  in  p r a c t i c e  

sc h o o ls  s e t t l e  f o r  som ething much l i k e  c i r c u s  t r a i n i n g  (o r id e o lo g ic a l  

in d o c t r in a t io n )  b u t  e s s e n t i a l l y ,  e d u c a tio n  i s  ab o u t th e  grow th and 

m a tu r i ty  o f  th e  in d iv id u a l  and t h a t  can o n ly  come ab o u t by d is c o v e ry  

o f  th e  s e l f  and th e  developm ent o f  t h a t  d is c o v e re d  s e l f .  I t  may be 

a lm o st im p o ss ib le  to  d e f in e  s e l f  ( in d ee d , i t  m ust b e , i f  grow ing up 

means d is c o v e ry  and e x p lo ra tio n )  b u t th e  commonest e x p e r ie n c e  o f  

a d u l t s  grow ing up i s  t h a t  th ey  f in d  o u t more and more ab o u t them 

s e lv e s  and th u s  d is c o v e ry  i s  m ost v a lu ed  when i t  i s  p e rc e iv e d  to  be 

o f  th e  ' t r u e '  o r  ' r e a l '  s e l f .  A ll form s o f  p s y c h ia t r i c  m ed ic in e  a re  

ab o u t th e  d is c o v e ry  o r  r e d is c o v e ry  o f  th e  t r u e  s e l f ;  so a re  a l l  

r e l i g io n s  and s u b s t i t u t e  r e l i g io n s .

N othing o f  what we have s a id  i s  in te n d e d  to  r e f u t e  th e  v a lu e  o f  

c o g n i t iv e  le a rn in g  -  th e  le a rn in g  o f  f a c t s ,  id e a s ,  s k i l l s ,  p ro c e s s e s  

o r  w h a tev e r. C le a r ly  o u r own w r i t in g  depends on th e  v a l i d i t y  o f  

c o n te n t  in  e d u c a tio n . But th e  c o n d it io n  o f  le a rn in g  i s  a t  th e  

e f f e c t i v e  le v e l  o f  o u r m inds; w ith o u t th e  n e c e ss a ry  em o tio n a l b ase  

th e r e  can be no c o g n i t iv e  le a r n in g .  Yet a lm o s t a l l  i n s t i t u t i o n a l i s e d  

le a rn in g  i s  b ased  a lm o st e x c lu s iv e ly  on a d e n ia l  o f  th e  a f f e c t iv e  

base  b e in g  concerned  a lm o st e n t i r e l y  w ith  th e  a c q u ir in g  o f  c o g n i t iv e  

le a rn in g  w hich i s  alw ays d e f e c t iv e  w ith o u t i t s  a f f e c t i v e  s e t t i n g .

The ad o p tio n  o f  a c o g n i t iv e  em phasis to  W estern e d u c a tio n  i s  a g rave  

im balance t h a t  may w e ll be p o l i t i c a l l y  s i n i s t e r  s in c e  c o g n i t iv e  

le a rn in g  i s  h i e r a r c h i c a l ,  c o e rc iv e ,  a u t h o r i t a r i a n ,  e l i t i s t  and 

s o c i a l l y  e x c e e d in g ly  p o w e rfu l. We m ention t h i s  r a th e r  th a n  a rg u e  

fo r  i t  b u t i t  i s  c l e a r  t h a t  an em phasis on a f f e c t iv e  le a rn in g  may be
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seen  by some as  a n a r c h ic a l ,  s u b je c t iv e ,  d eb ased , in c o h e s iv e  and a n t i -  

s c i e n t i f i c .  We do n o t b e l ie v e  t h a t  b u t  r a th e r  t h a t  e d u c a tio n  t h a t  i s  

b ased  on a f f e c t  and th e  developm ent in  management i s  alw ays s l i g h t l y  

tow ards th e  new and s l i g h t l y  away from th e  o ld .  D e s tru c t iv e  manage

ment i s  alw ays tow ards th e  o ld  and f a m i l i a r .  Of c o u rs e ,  t h i s  p ro p o r

t i o n  i s  an e x p re s s io n  o f  v a lu e s  b u t th e y  a re  th e  v a lu e s  on w hich we 

have worked f o r  th e re  i s  no o b je c t iv e  o r  im p a r t i a l  view  o f  o rg a n is a 

t i o n  th e o ry  (and s t i l l  l e s s  o f  management th e o ry ,w h ic h  i s  alw ays a 

j u s t i f i c a t i o n  f o r  p r e f e r r e d  p r a c t i c e ) .

In  o rd e r  to  b r in g  ab o u t in  a sch o o l an in n o v a to ry  c l im a te  t h a t  i s  

perm anent i t  i s  n e c e s sa ry  to  c r e a te  a s i t u a t i o n  where members a re  

fu n d am e n ta lly  d isp o se d  to  change, n o t one where rew ards a re  g iv e n  fo r  

e c c e n t r ic  and w ild  in n o v a tio n s  o r  e l s e  re tre n c h m e n t c o n s e rv a t iv e  

backwoodm anship. Such a sea  change can o n ly  ta k e  p la c e  a t  a deep 

p e r s o n a l  l e v e l  c h a r a c te r i s e d  by a p s y c h o lo g ic a l  d i s p o s i t i o n  to  change 

r a th e r  th a n  an a g g re s s iv e  su rg e  tow ards s u p e r f i c i a l  and i s o l a t e d  

re fo rm s . Hence, a change i s  re q u ire d  in  th e  fundam en ta l co n ce p t o f  

o rd e r  in  th e  i n s t i t u t i o n .  For us th e  move i s  away from  th e  im p o s itio n  

o f  new m ethods o r  p ro c e d u re s  tow ards en co u rag in g  commitment a t  a 

l e v e l  where th e  in d iv id u a l  psyche i s  n o t under t h r e a t .  Most changes 

b ro u g h t ab o u t in  o r g a n is a t io n s  make a t h r e a t  to  o th e r  members (changes 

may be a t h r e a t ,  to o ,  to  th o se  who in tro d u c e  th e m ). An in d iv id u a l  

i s  th r e a te n e d  when he i s  s u b je c t  to  a change in  which he had no p a r t ,  

where he was n o t a n e g o t ia t in g  p a r tn e r .  B ut change i s  a l s o  t h r e a t e n 

in g  when i t  u n covers  th e  power s t r u c t u r e  o f  an o r g a n is a t io n  and so 

d e s tro y s  some o f  th e  i l l u s i o n s  t h a t  p e o p le  had ab o u t th e  s e c u r i t y  o f  

t h e i r  s i t u a t i o n .

I h
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In  a s c h o o l, th e  Head i s  seen  to  be a l l  p o w e rfu l, th e  c h ie f  

a u t h o r i ty .  To know t h a t  th e  Head i s  pow erfu l i s  to  f e e l  s e c u re ;  to  

know t h a t  he w ishes to  sh a re  t h a t  power i s  a t h r e a t  to  th e  s e l f  

co n fid e n ce  o f  o th e r s .  A ll e f f e c t iv e  changes in  a sch o o l a re  dependen t 

on th e  w orking th ro u g h  o f  a change in  th e  p o w e r /a u th o r i ty  s t r u c t u r e  -  

made a l l  th e  more d i f f i c u l t  because  th e  s i t u a t i o n  can n ev er be t o t a l l y  

re s o lv e d ; th e  Head w i l l  alw ays be in  a s u p e r io r  p o s i t i o n  o f  a u th o r i ty  

however much he may t r y  to  sh a re  i t .  Here th e n ,  i s  a c o n s ta n t  

dilemma; th e  Head w ishes to  c r e a te  a c l im a te  in  th e  sch o o l where more 

p eo p le  a c c e p t r e s p o n s ib i l i t y  fo r  in n o v a tin g  y e t  by o f f e r in g  freedom , 

he p o ses  a t h r e a t  to  co n fid en ce  and s e l f - e s te e m . F u rth e rm o re , to  be 

t r u l y  l i b e r a t i n g ,  he can never g iv e  freedom  f r e e l y ,  o n ly  demand t h a t  

freedom  be won; t h i s  i s  th e  f i r s t  paradox  ab o u t o r g a n is a t io n .  

O rg a n is a tio n  im p lie s  some form o f c o n tro l  -  p a t te r n in g  and o rd e r  -  

y e t  a s t a t i c  o rg a n is a t io n  would be m oribund. Once an o r g a n is a t io n  

b eg in s  to  fu n c tio n  th e re  i s  c o n f l i c t  because  fu n c tio n in g  i s  a s t a t e  

o f  d is o rd e r  and hence c o n f l i c t .  No o rg a n is a t io n  can be f r e e  o f  

c o n f l i c t  and no p ro c e s s  in  th e  o rg a n is a t io n  can be c o n f l i c t  f r e e .  

C o n f l ic t  im p lie s  c o e rc io n  and th e  w inning o f  freedom . Should th e re  

be no w inning o f  freedom  th e re  i s  no d is o r d e r .  I f  an a u th o r i ty  in  

th e  o r g a n is a t io n  g iv e s  t o t a l  freedom  he m ere ly  t r a n s f e r s  a l l  h i s  

a u th o r i ty  and th e  change i s  s t e r i l e ;  on ly  i f  he r e t a i n s  and f i g h t s  to  

r e t a i n  a u th o r i ty  does energy  become a v a i la b le  to  b r in g  ab o u t changes 

in  th e  o r g a n is a t io n .  C o n f l ic t ,  we can say , i s  th e  o p e ra t io n  o f  th e  

energy  o f  an o r g a n is a t io n .  C o n f l ic t  r e s o lv e d  by s u c c e s s fu l  and 

p ro p e r  n e g o t ia t io n  i s  dynamic and c r e a t iv e ;  c o n f l i c t  su p p re sse d  o r  

won by im proper n e g o t ia t io n  i s  d e s t r u c t iv e  and s t e r i l e .
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O rg a n is a tio n s  may be changed by th e  e x e rc is e  o f  power on th e  p a r t  o f  

th e  supreme head b u t th e  p r ic e  to  pay f o r  th e  s h o r t  te rm  g a in s  i s  

h ig h . In  an env ironm ent where members can le a v e  e a s i l y  f o r  a l t e r n a t e  

o r g a n is a t io n s ,  heads can push ahead w ith  w hat a re  o f te n  n o th in g  more 

th a n  p e rs o n a l  a m b itio n s . In  an env ironm ent where p e o p le  can n o t 

e a s i l y  le a v e , a p o t e n t i a l l y  e x p lo s iv e  s i t u a t i o n  a r i s e s .  I t  i s  

a x io m a tic  t h a t  th e  more c r e a t iv e  an in d iv id u a l  i s ,  th e  more c o n f l i c t  

he w i l l  g e n e ra te .  I t  i s  a ls o  ax io m a tic  t h a t  c r e a t iv e  in d iv id u a ls  

r e p r e s e n t  a t h r e a t  to  th e  head o f  an o r g a n is a t io n  and to  th e  s t a b i l i t y  

o f  th e  o rg a n is a t io n  (hence to  o th e r  members) so a n o th e r  p aradox  o f 

o r g a n is a t io n s  h as  to  do w ith  le a d e r s h ip .  The m ost e f f e c t i v e  le a d e r 

s h ip  c o n s i s t  o f  l i b e r a t i n g  p eo p le  n o t c o e rc in g  them to  do w hat th e  

supreme head l i k e s .  The a b i l i t y  to  g iv e  freedom  to  o th e r s  i s  

e n t i r e l y  dependen t on th e  deg ree  o f  p e r s o n a l  freedom  an in d iv id u a l  

b e l ie v e s  h im se lf  to  have and t h i s  p e r s o n a l  freedom  i s  a c o n d i t io n  o f  

se lf -k n o w le d g e . Only i f  a le a d e r  knows and a c c e p ts  h im s e lf  w i l l  he 

be a b le  to  a c c e p t o th e r  p eo p le  b ecau se  th e n  no one can th r e a te n  him. 

Few le a d e r s  r e a l l y  u n d e rs ta n d  t h i s  b u t even th o s e  who do can n ev er be 

t o t a l l y  f r e e  from t h r e a t .  Yet a s  he g a in s  s e l f  knowledge and s e l f 

a c c e p ta n c e , th e  head can g iv e  more freedom  to  h i s  c o l le a g u e s  and 

s u s ta in  th e  s t r u g g le  f o r  t h e i r  freedom . To s t r u g g le  in  o rd e r  to  lo s e  

i s  a more d i f f i c u l t  s t r u g g le  th a n  th e  s t r u g g le  to  w in , y e t  t h a t  i s  

th e  le s s o n  o f  th e  e n co u n te r group we used  in  o rd e r  to  h e lp  te a c h e r s  

to  u n d e rs ta n d  th e m se lv es  b e t t e r  and so ta k e  g r e a t e r  r e s p o n s i b i l i t y  

f o r  t h e i r  own freedom .

Many p eo p le  f in d  th e  id e a  o f  c o n f l i c t  d i f f i c u l t  to  a c c e p t b ecau se  

th e y  u n d e rs ta n d  c o n f l i c t  as alw ays d e s t r u c t iv e .  What we mean h e re  

by c o n f l i c t  i s  th o se  d i f f e r e n c e s  in  p e rc e p t io n  and u n d e rs ta n d in g  t h a t
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a re  in e v i t a b l e  betw een in d iv id u a ls  b ecau se  each o f  us h as  a  d i f f e r e n t  

e x p e r ie n c e . When we b r in g  our d i f f e r e n c e s  to g e th e r  and work th ro u g h  

them we have an in c re a s e d  u n d e rs ta n d in g  o f  an id e a  o r  s i t u a t i o n .  I t  

i s  t h i s  w orking th ro u g h  which i s  th e  c r e a t iv e  c o n f l i c t  and when 

d i f f e r e n c e s  a re  n o t worked th ro u g h  th e y  dev e lo p  in t o  d e s t r u c t iv e  

r e l a t i o n s h ip s .  F ea r o f  c o n f l i c t  i s  a f e a r  f o r  th e  s e l f ,  an a n x ie ty  

t h a t  th e  s e l f  may be changed. C onfidence w ith  re g a rd  to  c o n f l i c t  i s  

n o t  b e in g  a f r a i d  o f  hav ing  to  change. P erh ap s n o t s u r p r i s in g ly  m ost 

p eo p le  a re  very  much a f r a i d  o f  hav ing  to  change , though in  th e  end 

t h i s  f e a r  i s  m ost o f te n  u n j u s t i f i e d .

The s u c c e s s fu l  r e s o lu t io n  o f  c o n f l i c t  depends on th e r e  b e in g  a 

c o n s i s te n t  and c o h e re n t sh a r in g  o f  v a lu e s  by members o f  th e  s c h o o l. 

U n less th e r e  i s  a com m onality in  what i s  v a lu e d  by members th e r e  can 

be no c e r t a in t y  ab o u t th e  d i r e c t io n  in  w hich c o n f l i c t  i s  to  be 

r e s o lv e d .  A common v a lu e  system  i s  th e  b a s ic  p r e - r e q u i s i t e  f o r  an 

o r g a n is a t io n  to  d ev e lo p  in  a way t h a t  in c r e a s e s  th e  w orth  and esteem  

o f  in d iv id u a l s .  Any o rg a n is a t io n  whose members have a common v a lu e  

system  w i l l  grow and s u s ta in  i t s e l f .  I t  h a rd ly  m a tte r s  w hat th e se  

v a lu e s  a re  a s  a c o n d i t io n  fo r  grow th and su s te n a n c e  b u t  a com m onality 

o f  v a lu e s  i s  e s s e n t i a l .  In  ou r c a s e ,  th e  common v a lu e  system  in c lu d e s  

r e g a rd  f o r  th e  in d iv id u a l ,  sh a r in g  o f  r e s p o n s i b i l i t y  and en co u rag in g  

independence and autonomy. I t  was to  ac h ie v e  th e s e  common v a lu e s ,  

among r e l a t e d  o n e s , t h a t  th e  te c h n iq u e  o f  group s e n s i t i v i t y  t r a i n in g  

was em ployed, in  th e  use  o f  E ncoun ter Groups f o r  s t a f f .
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3 . THE GROUPS

The pu rp o se  o f  th e  g roups was to  h e lp  te a c h e r s  to  u n d e rs ta n d in g  b e t t e r  

how to  work to g e th e r .  The approach  i s  one t h a t  has been  used  q u i t e  

o f te n  in  team b u i ld in g  w ith  groups o f  p e o p le  from th e  same o rg a n is a 

t i o n ,  p a r t i c u l a r l y  te a c h e r s  in  sch o o ls  and c o l le g e s .  The g roups were 

a d v e r t is e d  a s  an o p p o r tu n i ty  f o r  te a c h e r s  to  e x p lo re  t h e i r  u n d e r

s ta n d in g  o f  t h e i r  r o le s  and th e  focus o f  a t t e n t i o n  was in te n d e d  to  be 

t h e i r  jo b  in  th e  s c h o o l. The groups w ere e n t i t l e d  'w ork ing  t o g e t h e r ' .  

The f i r s t  group met in  May 1977 and c o n s is te d  o f  s e n io r  s t a f f  -  th e  

Head, Deputy Head, S e n io r M is tre s s  and n in e  Heads o f  D epartm en t. 

S u b seq u en tly , by v o lu n ta ry  r e q u e s t ,  th e r e  were two more s im i la r  c o u rse s  

in  Septem ber and O ctober and fo r  1978 a t h i r d  open c o u rse  was p lan n ed  

and two d ep a rtm en ts  (E n g lish  and M athem atics) each  a g ree d  to  a 

weekend r e s i d e n t i a l  c o u rse . H arry  Gray was th e  f a c i l i t a t o r *  f o r  each  

o f  th e  g ro u p s.

The g roups l a s t e d  f o r  fo u r  days -  F r id a y , S a tu rd a y , Sunday and 

Monday -  and w ere h e ld ,  n o n - r e s id e n t i a l l y , in  G osport T e a c h e rs ' C en tre  

where lu n ch es  w ere p ro v id e d . The tim es  w ere 9 .3 0  to  9 .3 0  on th e  

F rid a y  and S a tu rd ay  w ith  even ing  meal ta k e n  a t  a n ea rb y  pub; on 

Sunday and Monday th e  group met from 9 .3 0  to  5 .0 0  w ith  th e  even ing  

f r e e .  U ndoubtedly , r e s i d e n t i a l  c o u rse s  would have been  b e t t e r  f o r  a 

number o f  re a s o n s  b u t  p a r t i c u l a r l y  b ecau se  th e  b reak  o f  g o ing  home 

was a problem  o f  m en ta l o r i e n t a t i o n  in  chang ing  from one a tm osphere 

to  a n o th e r .  The room was re a so n a b ly  c o m fo r ta b le , re f re sh m e n t 

f a c i l i t i e s  were a v a i la b le  and th e  n o n - r e s id e n t ia l  a rran g em en t was n o t 

a c o n s id e ra b le  d isa d v a n ta g e  s in c e  th e  group members w ere q u i t e

* te rm s used  in te rc h a n g e a b ly  a r e  f a c i l i t a t o r ,  t r a i n e r  o r  le a d e r .
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i s o l a t e d  from o th e r  p eo p le  w h ile  th e y  were m ee tin g .

The in t e n t io n  o f  th e  f i r s t  group was to  c o n c e n tra te  on ' r o le  

p e rfo rm a n ce ' and to  look  a t  th e  p e rs o n a l p rob lem s o f  m anaging p e o p le .

In  th e  ev en t th e  group soon v eered  away from th e  m ech an ica l a s p e c ts  

o f  jo b  perfo rm ance to  th e  p e rs o n a l a s p e c ts  and from t h i s  in  tu r n  

tow ards in d iv id u a l  p e rc e p tio n s  o f  jo b s  and jo b  b e h a v io u r . I t  q u ic k ly  

became v e ry  e v id e n t  t h a t  p eo p le  needed to  t a l k  ab o u t th e m se lv es  and 

q u i t e  soon th e  group moved in to  a mode o f  p e rs o n a l  c o u n s e l l in g ,  

whereby in d iv id u a ls  cou ld  t a lk  th ro u g h  t h e i r  p e r s o n a l  p rob lem s in  th e  

group and r e s o lv e  them w ith  th e  h e lp  o f  c o lle a g u e s  and th e  f a c i l i t a t o r .

Groups can be ru n  in  v a r io u s  ways from s t r a i g h t  ' g roup  dynam ics ' to  

group p sy c h o th e ra p y . How th e y  a re  run  depends la r g e ly  on th e  

f a c i l i t a t o r ' s  p r e f e r r e d  (o r n a tu ra l)  s t y l e .  In  t h i s  c a s e ,  th e  

f a c i l i t a t o r ' s  s t y l e  was a c o u n s e ll in g  s t y l e ,  l a r g e ly  G e s ta l t .  In  

such a g roup , in d iv id u a ls  have an o p p o r tu n i ty  to  t a l k  w ith  th e  

f a c i l i t a t o r  ab o u t t h e i r  problem s and to  g a in  i n s ig h t  in to  t h e i r  s i t u a 

t i o n .  A c o u n s e ll in g  s ty le  o f f a c i l i t a t i o n  en co u rag es  in d iv id u a l s  to  

open up w ith  t h e i r  problem s and to  sh a re  them w ith  th e  group  w h ile  

depending  on th e  f a c i l i t a t o r  fo r  a r e s o lu t io n .  I t  becomes an im p o rta n t 

e x p e c ta t io n  o f  th e  group t h a t  an in d iv id u a l  w i l l  be a b le  to  t a l k  

th ro u g h  h i s  problem  to  h is  s a t i s f a c t i o n  and a s  members s u c c e s s iv e ly  

do so , f r e s h  d is c u s s io n s  can ta k e  p la c e  a t  a d eep e r l e v e l .  T here i s  

a "go ing  round" th e  group u n t i l  one in d iv id u a l  f e e l s  he can s h a re  a

p rob lem , th e  problem  i s  ta lk e d  th rough  to  some form o f  r e s o lu t io n ;

t h i s  i s  fo llo w ed  by a p e r io d  o f  'c o a s t i n g ' and a g a in , a new p e rs o n a l

problem  i s  in tro d u c e d . T h is  i s  th e  f a m i l i a r  p a t t e r n  o f  th e  E n coun ter

Group b u t th e  whole group depends and c e n tr e s  on th e  s k i l l s  o f  th e  

f a c i l i t a t o r  who becomes a t h e r a p i s t  o r  c o u n s e l lo r .
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T h is  method was ad h ered  to  d e l ib e r a t e ly  b ecau se  o f  th e  c o n te x t  o f  th e  

o r g a n is a t io n  in  w hich th e  groups were o c c u r r in g .  T here was n ev er any 

in t e n t io n  f o r  th e  g roups to  be u n s tru c tu re d  T-G roups o r  f re e -w h e e lin g  

E n co u n te r G roups. T h a t i s  no t to  say  t h a t  u n s t r u c tu re d  T-Groups do 

n o t have v a lu e ; th e y  have g r e a t  v a lu e  o u ts id e  an o r g a n is a t io n a l  

c o n te x t .  In  o u r g roups we were concerned  n o t  to  u p s e t  th e  r e l a t i o n 

s h ip s  back a t  sch o o l b u t  r a th e r  to  work th ro u g h  th e  group in to  changed 

and im proved r e l a t i o n s h ip s  th e re  and th e n . We f e l t  th e  g roup had to  

be t i g h t l y  c o n t r o l le d  f o r  reaso n s  o f  p e r s o n a l  s e c u r i t y  and i t  was 

e s s e n t i a l  f o r  th e r e  to  be a g e n e ra l c o n fid e n c e  in  th e  p r o f e s s io n a l  

a b i l i t y  o f  th e  f a c i l i t a t o r ;  one o f  th e  r i s k s  f o r  th e  H eadm aster was 

t h a t  th e  f a c i l i t a t o r  m ight p rove u n a c c e p ta b le  to  th e  te a c h e r s  and th e  

w hole e x e r c is e  c o u ld  tu rn  o u t to  be c o u n te r -p ro d u c t iv e .

The use o f  s e n s i t i v i t y  t r a i n in g  in  e d u c a tio n  i s  c o n t r o v e r s i a l ;  th e r e  

a re  a l o t  o f  j u s t i f i e d  and a l o t  o f  u n j u s t i f i e d  f e a r s .  C e r ta in ly ,  

g roups a re  a way o f  w orking u n lik e  th o se  u s u a l ly  found in  e d u c a tio n a l 

i n s t i t u t i o n s ,  p a r t i c u l a r l y  secondary  s c h o o ls .  One o f  th e  prob lem s i s  

t h a t  th e re  a re  so many k in d s  o f  g ro u p s. Types o f  g roups can n o t be 

c l e a r ly  d e f in e d  in  p r a c t i c e  and l i k e  a l l  te a c h in g  g ro u p s , depend a lm o st 

e n t i r e l y  on th e  s t y l e  o f  th e  le a d e r  and th e  p s y c h o lo g ic a l  m atch ing  

betw een le a d e r  and members. As w ith  any c l a s s  o r  l e c t u r e ,  th in g s  

can go wrong f o r  sim ply  th e  b e s t  o f  re a so n s  -  such  as  in c o m p a t ib i l i ty .  

T here i s  a g e n e ra l  a re a  o f  f e a r  t h a t  su rro u n d s  s e n s i t i v i t y  T ra in in g  

and T-Groups t h a t  h as  become p a r t  o f  th e  m ythology o f  g ro u p s .

U su a lly  i t  c e n t r e s  around th e  id e a  o f  "someone h av in g  a breakdown and 

no one p u t t in g  th e  p ie c e s  to g e th e r " . T here seems l i t t l e  ev id en ce  o f  

t h i s  happen ing  f o r  th e  s im ple reaso n  t h a t  p e o p le  do n o t sudd en ly  have 

breakdow ns. P e rh ap s  more to  th e  p o in t  i s  th e  f a c t  t h a t  everyone has
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a number o f  p e r s o n a l  p roblem s t h a t  a re  n e a r  th e  s u r fa c e  and th e s e  a re  

e a s i l y  uncovered  when th e r e  i s  an atm osphere  o f  in t im a c y , s e c u re  o r  

n o t .  T h a t some p e o p le  have a bad e x p e rie n c e  o f  g roups c a n n o t be 

d en ied  b u t t h a t  i s  o n ly  to  be ex p ec ted  s in c e  no group i s  unanim ous in  

i t s  o p in io n  ab o u t an ev en t and when t h a t  e v en t makes demands on each 

in d iv id u a l  some a r e  bound to  respond  r e a d i ly  and o th e r s  to  r e f u s e .

The g roups were aimed to  b r in g  p e o p le  in  th e  sch o o l c lo s e r  to g e th e r .

I t  i s  a m a tte r  o f  p e rs o n a l  v a lu e s  a s  to  w hether p eo p le  who work 

to g e th e r  sh o u ld  be c lo s e r  to g e th e r  p s y c h o lo g ic a l ly .  I t  i s  ou r b e l i e f  

t h a t  sch o o ls  a re  ab o u t g e t t in g  c lo s e r  to g e th e r  and t h a t  more in t im a te  

r e l a t i o n s h ip s  a r e  e s s e n t i a l  f o r  b e t t e r  w orking to g e th e r .  A ll 

o rg a n is a t io n s  s u b je c t  members to  c u l t u r a l  and id e o lo g ic a l  p r e s s u r e s .

An a l t e r n a t i v e  m igh t have been f o r  th e  Head to  r e q u ir e  everyone  to  be 

b e t t e r  q u a l i f i e d  in  te rm s o f  academ ic d i s t i n c t i o n s .  To do so would 

have p u t some c o lle a g u e s  under unwelcome p r e s s u re  b ecau se  th e y  c o n s id e r  

th em se lv es  unacadem ic, o r  p r a c t i c a l  p e o p le  o r  w h a tev e r. No sch o o l i s  

f r e e  o f  p r e f e r r e d  v a lu e s  which p u t  some c o l le a g u e s  a t  r i s k  and under 

a p a in f u l  t h r e a t .  In  o u r c a s e ,  we a re  aim ing  f o r  p s y c h o lo g ic a l  

c lo se n e s s  b ecau se  we b e l ie v e  p eo p le  work b e t t e r  when th e y  a re  p sycho

lo g i c a l l y  c lo s e  and have g r e a t e r  s e l f  c o n fid e n c e  and p e r s o n a l  s e c u r i ty  

a s  a consequence . We chose a c o u n s e ll in g  mode o f  w orking  in  th e  

g roups b ecau se  we b e l ie v e  t h a t  th e  c o u n s e l l in g  mode i s  th e  key 

r e la t i o n s h ip  betw een p eo p le  in  o rg a n is a t io n s  and t h a t  th e  a b i l i t y  to  

co u n se l (and be c o u n se lle d )  i s  th e  p rim ary  management s k i l l .  We 

would say  t h a t  th e  b e s t  m anagers and le a d e r s  a re  a l s o  th e  b e s t  

c o u n s e l lo r s  and t h a t  w hatever o th e r  s k i l l s  a m anager has th e y  o n ly  

become u s e f u l ly  in t e g r a te d  in  management perfo rm ance  when bound 

to g e th e r  w ith  c o u n s e ll in g  s k i l l s .
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We adop ted  a c o u n s e ll in g  mode fo r  th e  g roups b ecause  we w anted to  

d em o n stra te  how c o u n s e ll in g  s k i l l s  co u ld  be u sed . Our o r ig i n a l  

i n t e n t io n  was to  h e lp  to  r e le a s e  p e rs o n a l b lo c k a g e s  in  r e l a t i o n s h ip s  

b u t  we came to  th e  co n c lu s io n  t h a t  i t  would be m ost u s e f u l  i f  te a c h e r s  

co u ld  a l s o  be t r a in e d  them selves  in  c o u n s e l l in g  s k i l l s  and we l a t e r  

dev e lo p ed  an id e a  fo r  m a in ta in in g  th e  momentum from th e  g roups w hich 

w i l l  be d e s c r ib e d  l a t e r .  In  t r u t h ,  we a l s o  chose a c o u n s e l l in g  

approach  f o r  s a f e ty  and s e c u r i ty  b u t were by no means c e r t a i n  t h a t  

'c o u n s e l l in g ' would o ccu r; we were p re p a re d  sim ply  f o r  a more su p e r

f i c i a l  l e v e l  o f  r o le  c o n s u l ta t io n .

T here i s  no need to  d e s c r ib e  in  d e t a i l  th e  s o r t s  o f  th in g s  th e  groups 

d e a l t  w ith . I t  i s ,  however, im p o rtan t to  u n d e rs ta n d  th e  r e l a t i o n s h ip  

betw een p r o f e s s io n a l  b eh av io u r and p e r s o n a l i ty .  One does n o t s te p  

in to  a r o le  o r  p o s i t io n  and le a v e  th e  p e r s o n a l i ty  b e h in d . One 

fu n c t io n s  in  any r o le  b a s ic a l ly  as o n e s e lf  and p r e s c r ib e d  r o le  

b eh av io u r i s  o n ly  a v en ee r. Hence, any p e rs o n a l  prob lem s o r  hang-ups 

t h a t  we have become b lo ck ag es  in  ou r r o le  b e h a v io u r . I f  an in d iv id u a l  

has p roblem s in  h i s  r o le  b eh av io u r th e y  can  be t r a c e d  back in to  h is  

p e rs o n a l l i f e ;  l ik e w is e ,  problem s in  p e rs o n a l  l i f e  and r e l a t i o n s h ip s  

o b tru d e  in to  r o le  b e h a v io u r. We can n ev er be two d i s t i n c t  p e o p le .

In  th e  group we le a r n  to  face  up to  ou r p e r s o n a l  prob lem s b ecau se  th e  

o th e r  members o f  th e  group w i l l  n o t a llo w  us to  h id e  b eh in d  th e  p ro 

t e c t i o n  o f  r o le  o r  o f f i c e .

Our c o u n s e ll in g  groups were in te n d e d  to  be s u p p o r tiv e  and s a f e .  But 

t h a t  i s  n o t  to  say in d iv id u a ls  d id  n o t f e e l  th r e a te n e d  in  them; 

in d e e d , f e e l in g  g r e a t ly  th re a te n e d  i s  o f te n  th e  b e g in n in g  o f  an aw are

n e ss  o f  a need to  sh a re  a problem  and th e  o p p o r tu n i ty  to  s t a r t  to  

t a l k  abou t i t .  In  th e  g roup , members e x p e r ie n c e  s tro n g  em otions o f
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r e j e c t i o n  and a f f e c t io n ,  o f  anger and sym pathy, o f  s e c u r i t y  and 

in s e c u r i ty ,  o f  lo n e l in e s s  and fe llo w s h ip , o f  dependence and autonomy 

and so on. In  th e  group one le a rn s  to  use o n e 's  f e e l in g s  p u b l ic ly  

: and to  become aw are o f  enormous p e rso n a l re s o u rc e s  to  h e lp  o n e s e lf  

and o th e r s .  Each member has f i r s t  o f  a l l  to  'buy i n t o '  th e  group -  

to  n e g o t ia te  te rm s o f  membership and to  a c c e p t th e  group and w hat i t  

does by b e in g  com m itted to  th e  group . W ithout commitment a group can 

do n o th in g . Uncommitted members le a r n  l e a s t  though th e  n a tu re  o f  

commitment i s  v e ry  p e r s o n a l .  In  th e  g roup , p eo p le  sh a re  bu rd en s and 

le a r n  t h a t  they  are  j u s t  l i k e  o th e r  people.T hey le a r n  t h a t  t h e i r  

p rob lem s a re  n o t un ique and th e y  d isc o v e r  t h a t  o th e r  p e o p le  a c c e p t 

them fo r  what th e y  a r e .  G rad u a lly  a g r e a t  d e a l  o f  lo v e  and u n d e r

s ta n d in g  comes o u t in  th e  group and p eo p le  f in d  t h a t  th e y  "walk t a l l e r "  

th a n  b e fo re .  L i t t l e  th in g s  t h a t  an in d iv id u a l  may have bo rn  f o r  y e a rs  

a re  seen  f o r  w hat th e y  a re  and burdens a re  r e le a s e d .  B ig th in g s  f a l l  

i n to  p e r s p e c t iv e ,  a re  seen  to  have a d i f f e r e n t  v a lu e ,  become a c c e p te d  

and even r e jo ic e d  in .  Groups a re  abou t s e l f - a c c e p ta n c e  and l i b e r a t i o n  

from p s y c h o lo g ic a l bondage and abou t d is c o v e r in g  s t r e n g th s  t h a t  have 

been fo r g o t te n  o r  d isc o u n te d . P eople a re  a b le  to  see  th e m se lv es  more 

c l e a r ly  and o th e r s ,  to o , as a consequence.

T hat a s in g le  group  co u ld  be e f f e c t iv e  was h a rd ly  in  d is p u te .  We had 

p le n ty  o f  e x p e rie n c e  o f  g roups e lsew here  to  know w hat k in d  o f  l e a r n 

in g  would o ccu r and th a t  a s u f f i c i e n t  number o f  p e o p le  would f e e l  

h e lp ed  to  make th e  e x p e rie n c e  w o rth w h ile . We knew, to o ,  o f  th e  

e u p h o ria  a t  th e  end o f  a group and how d i f f i c u l t  i t  i s  to  ta k e  t h i s  

away in to  a new s i t u a t i o n .  Yet c a r ry  ov er in to  th e  sch o o l l i f e  was 

th e  r a is o n  d 'e t r e  o f  th e  g ro u p s . In  th e  e v e n t o u r f e a r s  were 

u n ju s t i f i e d  f o r  a f t e r  th e  f i r s t  group th e re  was a v o lu n ta ry  im petus
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in  th e  sch o o l fo r  more. Though th e r e  was some s o c ia l  c o e rc io n  among 

p e e r s  no com pulsion o r  even encouragem ent came from th e  management 

team  -  th e  Head and d e p u t ie s .

The Head was a member o f each g roup . The Deputy Head and S e n io r  

M is tre s s  were b o th  members o f  th e  f i r s t  g roup and to o k  i t  in  tu r n s  to  

be members o f  th e  fo llo w in g  tw o. T h is  m eant we n ev er e n t i r e l y  

r e s o lv e d  th e  problem s o f  a u th o r i ty  o f  th e  Head and in d eed  he ten d ed  

to  be p r o te c te d  by th e  f a c i l i t a t o r .  Only in  o th e r  g roups (3) o u ts id e  

th e  sch o o l c o n te x t d id  th e  Head h im se lf  work th ro u g h  some o f  h i s  own 

p e rs o n a l  i s s u e s .  T h is  would seem to  be a re a s o n a b le  s i t u a t i o n .  

C e r ta in ly ,  hav ing  th e  Head p re s e n t  on e a r ly  g roups was h e lp f u l  in  

e s t a b l i s h in g  t r a n s f e r a b i l i t y  o f  le a rn in g  in  th e  g roups to  th e  sch o o l 

and i s s u e s  ab o u t th e  Head and h i s  p e r s o n a l  v a lu e s  w ere f r e q u e n t ly  

r a i s e d .  The im p o rta n t th in g  was to  d em o n stra te  t h a t  th e  f a c i l i t a t o r  

was in d e p en d en t o f  th e  Head -  we b e l ie v e  we w ere re a so n a b ly  s u c c e s s fu l  

in  t h i s .

The m ajor problem  o f  a c o u n s e ll in g  s t y l e  in  group r e l a t i o n s  t r a i n i n g  

i s  th e  c r e a t in g  o f  dependency upon th e  f a c i l i t a t o r .  He becomes a 

s a c re d  and r e l i g io u s  f ig u r e  around whom a web o f  f a n t a s i e s  i s  woven. 

These f a n t a s i e s  in v o lv e  th e  a t t r i b u t i o n  o f  q u a l i t i e s ,  s k i l l s  and 

p e rc e p t io n s  t h a t  he does n o t a c t u a l l y  h av e . H is in s ig h t s  a re  seen  as 

a lm o st m ag ica l though th e  t r u t h  i s  t h a t  h i s  t r a i n in g  sim ply  a llo w s 

him to  p ic k  up what i s  a lre a d y  a p p a re n t and h i s  i n t e r p r e t a t i o n s  a re  

no more th a n  th e  re sp o n se s  o f  c l i e n t s  when a problem  i s  b e in g  ta lk e d  

th ro u g h . L a te r ,  dependency can le a d  to  r e j e c t i o n  b o th  o f  th e  

f a c i l i t a t o r  and o f  th e  p e rs o n a l le a r n in g  a group member has undergone 

when he t r i e s  to  r e l a t e  h i s  newly d is c o v e re d  s e l f  to  o ld  and f a m i l i a r  

s i t u a t i o n s .  Some le a rn in g  p u ts  c l i e n t s  a t  odds w ith  t h e i r  a s s o c ia te s
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and in  some c a se s  p roblem s t h a t  had been ig n o re d  and av o ided  become 

p e r s i s t a n t .  R e la t io n s  w ith  a sp o u se , f o r  in s ta n c e ,  may become 

s t r a in e d  n o t because  som ething new has been  d is c o v e re d  b u t b ecau se  

: som ething  n e i th e r  would adm it has a t  l e a s t  been made c l e a r .  W ith th e  

c o u n s e l lo r  no lo n g e r  a b le  to  g iv e  su p p o r t back  in  th e  s c h o o l, th e  

c l i e n t  may become angry  and d ism iss  th e  v a l i d i t y  o f  th e  group 

e x p e r ie n c e .

Y et th e  is s u e  o f  dependency i s  concerned  w ith  th e  w inn ing  o f  in d iv id u a l  

freedom  and autonomy. I f  e d u c a tio n  i s  ab o u t freedom  and fa c in g  th e  

r e a l i t i e s  o f  autonomy, th e n  te a c h e r s  m ust be th em se lv es  as  autonomous 

as  p o s s ib le .  T eachers  can n o t make excuses fo r  a c c e p tin g  p e rs o n a l 

r e s p o n s i b i l i t y  by r e q u i r in g  th e  Head to  th in k  and a c t  f o r  them and 

th e y  can n o t blame th e  group c o u n s e l lo r  when he s ta n d s  in  f o r  th e  Head 

and shows them th e  n a tu re  o f  t h e i r  dependency, t h e i r  f e a r  o f  freedom  

and r e s p o n s i b i l i t y .  To be t o t a l l y  r e s p o n s ib le  we m ust be t o t a l l y  f r e e  

and w h ile  t h i s  i s  a s t a t e  o f  p e r f e c t io n ,  we m ust go some way tow ards 

i t s  a t ta in m e n t .  Freedom o f members in  o rg a n is a t io n s  i s  a th o rn y  

problem  b ecau se  th e  n a tu re  o f  o r g a n is a t io n  i s  to  r e s t r i c t  freedom .

Only s e l f  knowledge and co n seq u en t s e l f  a s su ra n c e  w i l l  mend m a t te r s .  

A f te r  th e  group e x p e rie n c e  th e  members m ust ta k e  t h e i r  le a r n in g  back 

in to  th e  sch o o l and t r y  to  make th e  freedom  and s e l f  knowledge so 

h a rd ly  won, a r e a l i t y  in  th e  d a i ly  ongoing o r g a n is a t io n a l  s i t u a t i o n .

We have no lo n g  term  p la n  o r  s t r a t e g y  fo r  t h i s  p r o j e c t .  In d eed , i t  

would be a g a in s t  o u r p r in c i p le s  to  have had such ; r a th e r  we p r e f e r r e d  

to  move slo w ly  as th in g s  d ev e lo p ed . The o n ly  s t r u c t u r a l  developm ent 

in  th e  sch o o l was to  b eg in  th e  developm ent o f  a 'c o u n s e l l in g  c o r e ' o f 

p e o p le  who w anted to  le a r n  more ab o u t som ething and to  p r a c t i c e  w ith  

c o l le a g u e s .  T here was an o f f i c i a l  t r a in e d  sch o o l c o u n s e llo r  and he
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was in v i te d  to  form  such a group o f  v o lu n te e r  members and w ith  no 

o f f i c i a l  l i m i t s  on m em bership. T h is  group would dev e lo p  by f in d in g  

i t s  way in to  a su p p o r t r o le  f o r  te a c h in g  s t a f f  as  w e ll as  s tu d e n ts  in

th e  s c h o o l. The o th e r  group was th e  s e n io r  management group o f  Head,

Deputy Head and S e n io r  M is tre s s  who would c o n tin u e  t h e i r  own team

b u i ld in g  b u t w ith  some o u ts id e  h e lp ,  f o r  exam ple, from H arry  G ray.

A ll members o f  s t a f f  would be encouraged  to  look  e lsew h ere  f o r  f u r th e r  

' t r a i n i n g '  such  a s  a t te n d a n c e  on E n co u n te r G roups, C o u n se llin g  t r a i n 

in g , s e n s i t i v i t y  and such l i k e .  In  t h i s  way, i t  i s  hoped t h a t  a 

dynamic c ad re  o f  p e o p le  in  th e  sch o o l would b eg in  to  work on th e  

d is s e m in a tio n  o f  a common s e t  o f  v a lu e s  f o r  te a c h e r s .  T h is  dynamic 

would be c e n tre d  on th e  tw o -fo ld  fu lcrum  o f  c o u n s e l l in g  group  and 

management g ro u p . The e x p e c ta t io n  i s  t h a t  energy  f o r  th e  f u r th e r  

developm ent o f  th e  change p ro c e s s  w i l l  come from th e s e  two 'n o d e s ' 

though h o p e fu l ly ,  i n i t i a t i v e s  w i l l  come from e lsew h ere  to o .  The 

e s s e n t i a l  c o n d i t io n  fo r  s u s ta in e d  change i s  a commomlity o f  v a lu e s  as  

d e s c r ib e d  in  th e  c h a p te r  on th e  th e o ry  o f  th e  s c h o o l. These v a lu e s  

a re  le a rn e d  in  th e  E ncoun ter Group b u t become p e r s o n a l i s e d  in  th e  

o r g a n is a t io n  when in d iv id u a ls  a re  throw n back  on t h e i r  own re s o u rc e s  

and i n i t i a t i v e s .

F u tu re  p la n s  a re  by no means c l e a r .  F u r th e r  su p p o r t in  g roups and by 

in d iv id u a l  c o u n s e l l in g  i s  c e r t a i n .  T here o ugh t to  be an e x te n s io n  o f  

th e  mode to  th e  s tu d e n ts  th em se lv es  in  a d d i t io n  to  norm al sch o o l 

c o u n s e ll in g  p r o v is io n .  I t  i s  l i k e l y  t h a t  o th e r  s c h o o ls  in  th e  

l o c a l i t y  w i l l  be engaged on s im i la r  programmes o r  ones t h a t  d e r iv e  

from t h i s  one. A re -e x a m in a tio n  o f  a d m in is t r a t iv e  p ro c e d u re s  in  th e  

sch o o l i s  in e v i t a b l e  and an a lre a d y  in tro d u c e d  o f  ' s t a f f  a p p r a i s a l ' 

w i l l  be a f f e c t e d  by th e  group t r a i n in g  p r o j e c t .  H y p o th e tic  d e s ig n s
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fo r  o th e r  sc h o o ls  can be e x tra p o la te d  from o u r c u r r e n t  e x p e r ie n c e  

b u t th e  im p o r ta n t th in g  abou t what we have done has been i t s  

s p o n ta n e i ty  and la c k  o f  p la n n in g . We b e l ie v e  t h a t  th e  s t r e n g th  o f  

any sc h o o l-b a se d  p r o je c t  to  be i t s  re sp o n s iv e n e s s  to  th e  p r e s e n t  

r a th e r  th a n  p la n n in g  in  a n t i c ip a t io n  -  th e r e  a r e  enough s c h o o l-b a s e d  

a c t i v i t i e s  t h a t  demand to  be p lan n ed  w ith o u t s t a f f  developm ent h av in g  

to  be one o f  them .
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4 . EVALUATION OF THE GROUPS

The e v a lu a t io n  o f  e n t e r p r i s e s  such as  o u rs  i s  e x c e e d in g ly  d i f f i c u l t .

We have been  concerned  w ith  changes t h a t  concern  th e  in d iv id u a l  a s  a 

w hole p e rso n  n o t j u s t  a s  a te a c h e r  and c o lle a g u e  and w hat h as  been 

a c h ie v e d  may o r  may n o t r e l a t e  to  th e  sc h o o l. N a tu r a l ly ,  th o s e  o f  us 

in v o lv e d  in  th e  p la n n in g  and im p lem en ta tio n  have a v e s te d  i n t e r e s t  

in  su c c e ss  and w i l l  see  's u c c e s s ' more o f te n  th a n  o th e r s .  We may 

a ls o  have a d i f f e r e n t  d e f in i t i o n  o f  su c c e s s  -  o r  even g e n e ra l  d e f i n i 

t io n s  to  s u i t  o u r c a s e .  We a re  n o t e n t i r e l y  su re  t h a t  su c c e s s  can be 

m easured w ith in  th e  sch o o l a lo n e , o r  even a t  a l l .  Above a l l  we do n o t 

know what would be an a p p ro p r ia te  tim e s c a le  to  make m easurem ents even 

i f  we knew how to  make m easurem ents.

We d ec id ed  to  i n v i t e  a l l  te a c h e r s  to  make comment on th e  g ro u p s , 

t h e i r  e f f e c t  on th e  sch o o l o r  on in d iv id u a l s ,  in  answ er to  an open 

ended q u e s tio n  t h a t  ap p ea rs  below . The i n v i t a t i o n  was g iv e n  o u t  a 

f o r tn i g h t  a f t e r  th e  t h i r d  group to  ev e ry o n e . Of members o f  s t a f f ,  

22 r e p l i e d  and th e re  fo llo w s  a rough c a t e g o r i s a t io n  o f  t h e i r  

re s p o n s e s .  R e p lie s  were r e tu rn e d  in  s e a le d  en v e lo p es  and u n seen , 

d i r e c t  to  H arry  G ray.

"BROOKFIELD SCHOOL AND "THE GROUPS"

I t  would be h e lp fu l  i f  we co u ld  make some a sse ssm e n t o f  th e  
e f f e c t  o f  ' t h e  G roups' t h a t  I  conducted  a t  B ro o k f ie ld  
S choo l. I t  would be u s e fu l  i f  we co u ld  s h a re  th e  o p in io n s  
o f  b o th  th o se  who were members o f  th e  Groups and th o se  who 
were n o t .  I  sh o u ld  l i k e  to  i n v i t e  ev ery  one o f  th e  sch o o l 
s t a f f  (and id e a l ly  we sh o u ld  a l s o  i n v i t e  p a r e n ts  and p u p i l s  
where th e y  a re  aware o f  th e  G roups) to  e x p re s s  a view  
ab o u t how th e  group e x p e rie n c e  h as  a f f e c te d  w hat goes on 
in  th e  S choo l. I f  you would l i k e  to  do t h i s ,  p e rh ap s  you 
would be good enough to  l e t  me have your v iew s, a t  any 
le n g th  you w ish , w r i t t e n  in fo rm a lly  on a s h e e t  o f  p a p e r .
P le a se  in d ic a te  w hich group you a t te n d e d  ( 1 s t ,  2nd o r  3rd) 
o r  i f  you a t te n d e d  none.
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T here i s  no need to  g iv e  your name, though  you may i f  you 
w ish . E v e n tu a lly  we can sh a re  th e s e  v iew s c o l l e c t i v e l y  
b u t anonymously by c o l l a t i n g  th e  v iew s e x p re s se d .

The q u e s tio n  i s ,  " in  what way do you th in k  l i f e  a t  
B ro o k f ie ld  School has been a f f e c te d  by a t te n d a n c e  o f  s t a f f  
on th e  Groups on 'W orking to g e th e r ' ( le d  by H arry  G ray)"?

P le a se  g iv e  your r e p l i e s ,  in  a s e a le d  e n v e lo p e , to  
Mick D avies by 14 th  November. T here i s ,  o f  c o u rs e ,  no 
com pulsion to  re sp o n d ; we s h a l l  keep no re c o rd  o f  who r e p l i e s  
o r  n o t .

Thank y o u ,"

Those who were members o f  a Group:

1 . As I  do n o t know th e  co m p o sitio n  o f  th e  o th e r  g roups (1 and 2)
I  can n o t r e a l l y  a s s e s s  th e  e f f e c t  on th e  r e s t  o f  th e  s t a f f  -  
c e r t a in l y  th e  im m ediate e f f e c t  on Group 3 was a s p i r i t  o f  
m utual c o -o p e ra t io n  and u p l i f t .

U n fo r tu n a te ly ,  m ost o f  th e  u p l i f t  has d is a p p e a re d  under th e  
s t r a i n  o f  ev ery  day w orking l i f e  -  w here a la r g e  s t a f f  u s in g  
th e  s t a f f  room much as  a main l i n e  ra ilw a y  te rm in u s , has v e ry  
l i t t l e  tim e f o r  th e  n i c e t i e s  o f  l i f e ;  a lth o u g h  th e r e  does
ap p ea r to  be more com m unication betw een some members o f  s t a f f
when th e y  a re  on ' f r e e '  p e r io d s .

My im m ediate r e a c t io n  was to  r e - e s t a b l i s h  th e  in ta n g ib le  
v i r t u e s  w ith in  th e  c l a s s e s  I  te a c h  -  I  hope I  do n o t a llo w  
m yself to  d r i f t  in to  a l a i s s e z - f a i r e  a t t i t u d e  w here I  become 
p a r t i a l l y  b l i n d ,  n o t v o ca l when n e c e s s a ry , nor p a s s in g  by th e  
chance to  do som ething o f  use  o r  b e n e f i t  to  o th e r s .

A lthough no m in a lly  I  have a sm a ll te a c h in g  commitment, I  have 
a v e ry  la rg e  p e rs o n a l w ork load . I  n ev e r have enough tim e to
do a l l  t h a t  I  want -  th e re  i s  alw ays a g r e a t  d e a l  o f  work
'p o s tp o n e d ' f o r  f u tu r e  a c t io n ,  some o f  i t  i n e v i ta b ly  s u f f e r s .

My p e r s o n a l  r e l a t io n s h ip  w ith  members o f  s t a f f  w ith  whom I  
come in to  c o n ta c t  has been g iv e n  a b o o s t .  I  had made th e  
b reak  th ro u g h  s ix  months b e fo re  th e  c o u rse  h av in g  re c o v e re d  
from my l a t e s t  o p e ra t io n  to  f e e l  p h y s ic a l ly  f i t t e r  th a n  a t  
any tim e d u rin g  th e  p re v io u s  n in e  y e a r s .

For me th e  o p p o r tu n i ty  to  sh a re  e x p e r ie n c e s  in  and w ith  th e  
group e n ab led  me to  open th e  doo rs  o f  f r ie n d s h ip  to  a la rg e  
s e c t io n  o f  Group 3. The d o o rs  a re  s t i l l  open , and I  am s u re  
th e  e f f e c t  w i l l  endure fo r  q u i t e  a lo n g  tim e .

When we have com pleted  th e  a l t e r a t i o n s  a t  o u r house I  w i l l  
i n v i t e  some o f  them to  come and sh a re  ou r h o s p i t a l i t y .

(3 rd  Group)
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I  have d e l ib e r a t e ly  w r i t t e n  t h i s  under p r e s s u re  so a s  to  l e t  
th e  th o u g h ts  flow  f r e e l y .  The end s e c t io n  w i l l  sum m arise and 
comment -  p e rh ap s  more o b je c t iv e ly .  What I  have to  say  f a l l s  
in to  two c a te g o r ie s :

a) m y se lf and o th e r s  r e l a t i n g  to  th e  d a y - to -d a y  a c t i v i t i e s  
o f  B ro o k fie ld

b) a s p e c ts  o f  my own le a r n in g .

On a d a y - to -d a y  b a s is  a number o f  th in g s  em erge. The g roups 
seem to  have s e n s i t i s e d  some s t a f f  to  a more s e l f  aw are s t a t e .  
T h is  in  tu r n  has le d  to  a g r e a t e r  empathy betw een th o s e  who 
have been  on th e  c o u rs e s .

Some have found t h i s  s e l f  aw areness p a in f u l  and s e a rc h in g  
f o r  th e  answ ers r e l a t i n g  to  th e  q u e s tio n s  o f  a "who am I"  
ty p e , has caused  some d i f f i c u l t i e s .  The c o re  o f  th e s e  
q u e s tio n s  and th e  answ ers seem to  be l in k e d  w ith  s e l f  c e n tre d  
m o tiv a t io n . The more s e l f - l e s s  th e y  t r y  to  become th e  more 
" I  need" o r  "my needs" co n fu se  th e  i s s u e .  Sometimes " th e  
is s u e "  i s  ab o u t them b u t  th e y  a c t iv e l y  av o id  t h i s  by sa y in g  
I  d o n 't  want to  h u r t  "X". In  t h i s  sen se  th e  c o u rse s  have 
s t i r r e d  up a number o f  p eo p le  so t h a t  th e y  have undergone a 
r e - e v a lu a t io n  p ro c e s s  f o r  th e m se lv e s , t h e i r  c o l le a g u e s  and 
th e  sch o o l in  g e n e ra l .  T h is  seems to  have been h e a l th y ,  
a lth o u g h  a b i t  t r a u m a tic  som etim es.

Those who were in  my group seem to  have s t a b i l i s e d  some o f  
th e  th in g s  th e y  le a rn e d  and as  a r e s u l t  I  f in d  them e a s i e r  to  
work w ith  -  b u t t h i s  may be b ecau se  I  know more ab o u t how 
th e y  th in k  and f e e l .  In  o u r ca se  th e  p o s t- c o u r s e  c a tc h  
p h ra se  became " f e e l  f r e e " .  I 'm  n o t conv inced  t h a t  any o f  us 
have le a rn e d  to  f u l l y  u t i l i s e  t h a t  freedom . W h ils t I  in c lu d e  
me in  t h i s  o b s e rv a t io n ,  i t  i s  n o t w ho lly  ab o u t me I

The p o l a r i s a t i o n  o f  s tro n g  p ro  o r  a n t i  th e  g roups seems to  
have e v a p o ra te d  -  b u t  th e r e  i s  a "Have and have n o t"  p ro c e s s  
w hich i s  s t i l l  w orking i t s e l f  o u t .  Some o f  th e  s t ro n g  a n t i  
f e e l in g  has s u r p r i s in g ly  come from p e o p le  who seldom  ap p ea r 
to  have s tro n g  v iew s. On o c c a s io n s  q u i t e  a g g re s s iv e  d i s 
c u s s io n s  have ta k en  p la c e ,  b u t  th e  end p ro d u c t has been  no 
a p p a re n t change o f  v ie w p o in t on e i t h e r  s id e .

A pparen t com m unication betw een group members ( a l l  g roups) seems 
b e t t e r  -  a lth o u g h  w hether th e  la b e l  a llo w s  us to  t a l k  more 
f r e e l y ,  o r  w hether th e  common e x p e rie n c e  i s  ab o u t knowing more 
ab o u t o u rs e lv e s  enough to  l e t  o th e r s  in  i s  co n fu sed  by my own 
s u b je c t iv e  in v o lv em en t.

On a s p e c i f i c a l l y  p e rs o n a l  l e v e l  I  have found an in c re a s e d  
i n t e r e s t  in  lo o k in g  a t  th e  sch o o l and e v a lu a t in g  perfo rm an ce  
as  w e ll a s  a c o n s id e ra t io n  o f  e d u c a tio n a l  o b je c t iv e s .  T h is  
has le d  to  a l o t  o f  re a d in g  on t e s t s  and t e s t i n g .  I t  seems 
som etim es t h a t  " le a rn in g "  o c c u rs  w ith o u t p e o p le  f u l l y  q u e s t io n in g  
th e  w hat can we do? Why do we do what we do? What do we hope 
to  a ch iev e?  e t c .
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In  a sen se  th e  p re se n c e  o f  Alan Booth in  th e  sch o o l i s  v e ry  
u s e fu l  s in c e  he p ro v id e s  me w ith  an e x c e l le n t  sound ing  b o ard  
f o r  id e a s .

T h is  i s  o f te n  worked o u t in  a w orking to g e th e r  p ro c e s s  which 
e n a b le s  us to  c r i t i c a l l y  r e f in e  th e  work we each  do on any 
g iv en  p r o j e c t .  T h is  fo r  me, i s  a r a d i c a l  change o f  a t t i t u d e  
tow ard  th e  E d u c a tio n a l p ro c e s s .  Up t i l l  your work on th e
" sc h o o l"  I  avo ided  a l l  c o n ta c t  w ith  th e  t h e o r e t i c a l  s id e  o f
sch o o l l i f e .  In  a sen se  th e  renew ed q u e s t  f o r  m yself h a s  le d  
to  th e  q u e s tio n in g  o f  why am I  h e re  and what i s  B ro o k f ie ld  abou t? 
I t  seems odd t h a t  t h i s  sho u ld  have come abou t a s  a r e s u l t  o f
th e  Head o f D epartm ent weekend.

My p e rs o n a l  'vo id*  had to  do w ith  p a re n th o o d , fa th e rh o o d  and 
r e s p o n s i b i l i t y ,  e t c .  I  have worked th ro u g h  some o f  th e s e  and 
t h i s  h e lp ed  to  r e s o lv e  some p e r s o n a l i ty  c la s h e s .

More d i r e c t l y ,  I  have been a b le  to  r e s o lv e  my own need fo r  
f a th e r  f ig u r e s  whom I  sou g h t to  remove o r  re s o lv e  p ro b lem s.
Both S tan  and Don w i l l  h a p p ily  do t h i s  and I  have become more 
c a r e f u l  ab o u t how I  h an d le  s i t u a t i o n s  which c a r ry  t h i s  t r a p  
f o r  me.

In  a sen se  t h i s  m ust a f f e c t  th e  sch o o l s in c e  by ta k in g  more 
d e c is io n s  in  my own r i g h t  o c c a s io n a l ly  I  make m is ta k e s  t h a t  
have more f a r  re a c h in g  con seq u en ces. When I  do , I  am no lo n g e r  
a b le  to  s te p  a s id e  and l e t  th e  c o n f l i c t  go e lse w h e re .

To sum

a) Amongst th o se  who w ent on c o u rse s  no one h as  rem ained  
u n p o la r is e d .

b) G re a te r  empathy ap p ea rs  to  e x i s t  betw een th o s e  who 
a t te n d  c o u rs e s .

c) Many o f  th e  co u rse  a t te n d e r s  a re  more s e l f  aware and 
th e r e f o r e  more r e c e p t iv e  to  id e a s .

d) We h av e , a l l  o f  u s , y e t  to  f u l l y  i n t e r p r e t  w hat 
"freedom " means.

e) Those who d id  n o t a t te n d  c o u rse s  a re  r e s e n t f u l  (some
tim es) o f  th e  tim e ; and can see  no ob v io u s change.

f)  What I  le a rn e d  was in v a lu a b le  to  me a s  a p e rso n  and an 
" e d u c a t io n a l i s t " .

Hope t h i s  p ro v id e s  some b a s is  f o r  a u s e fu l  end p ro d u c t.

(1 s t  Group)
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3. D e f in i te  im provem ent in  r e l a t io n s h ip s  betw een members o f  
each  g ro u p .

C e r ta in  em pathy betw een members o f  o th e r  g roups s in c e  t h e i r  
r e tu r n  and members o f  e a r l i e r  g ro u p s .

Some h o s t i l i t y  from th o se  who have n o t  a t te n d e d  (even though 
th e y  have no w ish to  a t te n d  th em selves) -  w hich has le d  to  
h a rd e n in g  o f  an 'u s '  and 'th em ' a tm osphere ( t h i s  from  o u ts id e r s  
n o t from  th o s e  who a t te n d e d  c o u r s e s ) .

O v e ra ll I  rem ain  unconvinced  t h a t  any ex p an sio n  o f  t h i s  ty p e  
o f  a c t i v i t y  w i l l  n e c e s s a r i ly  im prove th e  e f f i c i e n c y  o f  w hat 
we a re  d o in g . A lthough many s t a f f  have b e n e f i t t e d  a t  a 
p e rs o n a l  l e v e l ,  I f e e l  many o th e rs  need c l e a r e r  g u id an ce  from 
somewhere on b a s ic  c lassro o m  te c h n iq u e s  in  o rd e r  to  become more 
e f f e c t iv e  c l a s s  te a c h e r s .  R a th e r th a n  have more g roups w ith  
H arry , I  sh o u ld  l i k e  any money s p e n t on more i n - s e r v ic e  t r a i n in g  
o f  te a c h e r s .

P e r s o n a l ly ,  I  am g la d  I  a t te n d e d  th e  c o u rs e , have g a in e d  from 
i t ,  b u t  do n o t f e e l  I  am s i g n i f i c a n t l y  b e t t e r  a t  my jo b  b ecau se  
o f  i t .

(1 s t  Group)

4 . Slow to  s t a r t .  Very co n sc io u s  o f  r o l e s .  P erh ap s th e  g ro u p 's  
b r i e f  was th e  cause  o f  t h i s  -  to  examine our r o le s  in  th e  
com prehensive s c h o o l. Once th e  b a r r i e r s  o f  r o le  had been 
broken  down -  th e  le a rn in g  began. S tan  was a v e ry  r e a l  t h r e a t  
in  t h i s  g ro u p . T h e re fo re  he was a t a r g e t  f o r  f e e l in g s .

I  f e l t  v e ry  v u ln e ra b le  because  o f  w hat I  th o u g h t w ere my 
in a d e q u a c ie s .  I  re c o g n ise  now i t  i s  a b a s ic  sh y n ess  and a 
s e a rc h in g  f o r  re a so n s  w ith  my h e a r t  r a th e r  th a n  a v e r b a l i s in g  
w ith  my i n t e l l e c t .

Much le a r n in g  to o k  p la c e  in  th e  in fo rm a l s m a lle r  g ro u p s , ov er 
m ea ls , e t c ,  I  can see  w hat v a lu e  a r e s i d e n t i a l  co u rse  would 
be in  t h i s  a s p e c t .  Many r o le  b a r r i e r s  w ith  each  o th e r  w ere 
s o r te d  o u t in  p r iv a t e .

Very co n sc io u s  o f  id e n t i f y in g  w ith  each  o th e r  th ro u g h  t h i s  
e x p e rie n c e  when we r e tu rn e d  to  th e  w orking s i t u a t i o n .  We have 
had to  be c a r e f u l  to  av o id  'c l i q u e '  s i t u a t i o n s  form ing on th e  
s t a f f  -  th e y  can pose  a v e ry  r e a l  t h r e a t  to  th o se  c o l le a g u e s  
who have n o t  had t h i s  e x p e r ie n c e .

The q u e s t io n  posed  i s  how b e s t  can we h e lp  th o s e  c o l le a g u e s , 
in c lu d in g  c e r t a i n  s e n io r  o n es , who have chosen n o t to  be 
in v o lv e d  in  th e s e  g roups?

S tan  h as  p la y e d  a b ig  p a r t  in  s u p p o r tin g  and en co u rag in g  u s . 

(1 s t  Group)
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5. As I  am th e  s o le  member o f  my D epartm ent (B usiness  S tu d ie s )
I  can n o t th in k  a t  th e  same le v e l  as  th e  o th e r s  in  Group 1 
who have d i r e c t  r e s p o n s i b i l i t y  f o r  d e p a rtm e n ta l s t a f f ,  i e  to  
be a b le  to  say  t h a t  r e l a t io n s h ip s  w ith  s t a f f  in  t h e i r  
d ep a rtm en ts  have changed s in c e  a t te n d in g  th e  Group. B ut I  
can th in k  a t  a p e rs o n a l  l e v e l  as  to  how my r e la t io n s h ip s  
w ith :

1. o th e r s  o f  my Group have been  a f f e c t e d ,  and

2. my f e e l in g s  now tow ards th o s e  who have a t te n d e d  th e  
second and t h i r d  g ro u p s .

1. At th e  tim e o f  a t te n d in g  Group 1 I  f e l t  a n e a rn e ss  t o ,
and a g r e a t  sympathy w ith , co-m em bers. T h is  has  n o t e v a p o ra te d
s in c e .  I  f in d  m y se lf , when th e r e  i s  tim e , w an ting  to  t a l k  to  
each  more o p en ly , more warmly, and w ith  a k in d  o f  lo v e .

T h is  ru b s  o f f  in to  my sch o o l work somewhat in  t h a t  I  am a ls o  
aw are o f  b e in g  a member o f  a good team , and I  w o u ld n 't  want 
to  l e t  my team  down.

At th e  same tim e I  f e e l  t h a t  members o f  my g ro u p , and th e  two 
c o l le a g u e s  who have had t h i s  e x p e r ie n c e  p r e v io u s ly ,  c a re  ab o u t 
me. T here i s  a k in d n e ss  and u n d e rs ta n d in g  which h as  come o u t 
o f  t h i s  e x p e r ie n c e . I  can i l l u s t r a t e  t h i s  by q u o tin g  w hat some 
members have s in c e  s a id  to  me.

i)  I  u sed  to  th in k  you were j u s t  a s i l l y  o ld  woman 
(a young man ta lk in g  I)

i i )  I  d i d n ' t  th in k  you f e l t  th in g s  so  d eep ly  (a n o th e r  
young man)

i i i )  T here i s  a l o t  o f  g o o d w ill h e re  f o r  you .

I  f e e l  ( i i i )  to  be t r u e ,  and am g r a t e f u l  f o r  i t .

2 . W ith th o s e  few members o f  Groups 2 and 3 I  have ta lk e d  
to ,  th e r e  h a s  a ls o  been a sympathy grow. I t  i s  t r u e  to  say 
we can n o t -  any o f  us -  co m p le te ly  p u t  i n to  w ords a l l  t h a t  
th e  e x p e r ie n c e  m eant to  u s , e x c e p t to  say  i t  was a v a lu a b le  
e x p e rie n c e  we w o u ld n 't  -  any o f  us -  have m issed .

I f  my rem arks seem to  be on to o  em o tio n a l a l e v e l  I  can o n ly  
say  we lo s e  i f  we a re  a f r a i d  o f  ou r f e e l in g s .  We g a in  by 
w an ting  to  move tow ards p e o p le  and r e c o g n is in g  t h e i r  n e e d s .
We need to  r e l a t e  to  each  o th e r  a t  sch o o l a t  a re a s o n a b le  
em o tio n a l l e v e l ,  and th e s e  Groups have opened up c h a n n e ls  
f o r  g e t t in g  c lo s e r  to  p e o p le  who have sh a red  th e  e x p e r ie n c e , 
and th e r e  i s  a f u r th e r  w ish  to  draw in  th o se  p e o p le  who 
have n o t been  group members. We c a re .

(1 s t  Group)



-  160 -

6 . Communication w ith  p eo p le  i s  deep er e s p e c i a l l y  w ith  many who 
have been on th e  co u rse s  and in  some c a s e s  w ith  th o s e  who 
h a v e n 't .  A g r e a t e r  a l iv e n e s s  and t r a n q u i l i t y  i s  a p p a re n t in  
some p e o p le . A lthough th e  f e e l in g s  may be fa d in g  a b i t  now, 
th e re  seems to  be a w i l l  to  develop  th e  good th in g s  begun by 
th e  c o u rs e .

T here w ere l i t t l e  f l a r e s  o f  d e fe n s iv e  re se n tm e n t e x p re s se d  to  
me b u t th ey  d o n 't  seem to  have been long  l i v e d .  Those who 
f e l t  a b le  to  t a l k  ab o u t th e se  f e e l in g s  ( th o se  who e le c te d  n o t 
to  go on th e  co u rse  I  mean) seem now to  be a s  f r i e n d ly  a s  
e v e r .

I  d o n 't  r e a l l y  know what e f f e c t  th e  c o u rse  w i l l  have had . I  
d o n 't  th in k  i t  w i l l  be sudden and d ra m a tic  b u t I  f e e l  i t  w i l l  
be good i f  we work to  keep i t  a l i v e .  As f a r  as  my p e r s o n a l  
e x p e rie n c e  i s  concerned  I  have found [ ] and l o s t  [ ] .  Now
I o n ly  have th e  w i l l  to  love [ ] and n o t a l o t  o f  t h a t .  I
suppose my f e e l in g s  a re  b a s ic a l ly  h o s t i l e .  In  f a c t  th e y  were 
becom ing th a t  way, im p a tie n t and i r r i t a t e d ,  b e fo re  th e  co u rse  
b u t I  pushed  them down th e n . Now I 'm  l e t t i n g  them s u r fa c e  
b u t I 'm  n o t alw ays s u re  what to  do w ith  them b ecau se  i t s  to o  
l a t e .  T h is  i s n ' t  a r e q u e s t  fo r  h e lp .  I 'm  le a n in g  on [ ] b u t
I  f e l t  t h a t  I  sho u ld  t e l l  you, o th e rw ise  I  sh o u ld  o n ly  have 
w r i t t e n  h a l f  t r u t h s .

(2nd Group)

7. I  th in k  one o f  th e  main o v e r a l l  e f f e c t s  on th e  l i f e  o f  th e  
s c h o o l, because  o f  th e  p a r t i c ip a t io n  o f  members o f  s t a f f  in  
th e  'w ork ing  to g e th e r ' g ro u p s , w i l l  be a g r e a t e r  concern  and 
u n d e rs ta n d in g  o f  how peo p le  r e l a t e  and w hat e f f e c t  o n e 's  
a c t io n  h as  upon o th e r s .  T h is  i s  som eth ing  I  f e e l  b u t  I  th in k  
i t  w i l l  ta k e  some tim e b e fo re  i t  w i l l  be more o p e ra t iv e  in  
f a c t .

For m y se lf , I  f e e l  a g r e a te r  a f f i n i t y  and c lo s e n e s s  to  th e  
members o f  s t a f f  who were in  my group and f e e l  c e r t a in  I  co u ld  
approach  them w ith  ease  on any sch o o l o r  p e r s o n a l  p roblem s 
sh o u ld  th e y  a r i s e .  I t  c e r t a in l y  h e lp ed  me to  u n d e rs ta n d  m yself 
b e t t e r  and h o p e fu lly ,  g ra d u a lly  t h a t  u n d e rs ta n d in g  w i l l  be 
e f f e c t i v e ! !

T here was one th in g  t h a t  i s  v e ry  i n t e r e s t i n g  w hich r e l a t e s  to  
my f i r s t  p a ra g ra p h . B efore I  went on th e  c o u rse  I  had a 
d is c u s s io n  w ith  a c o lle a g u e  on a p e r s o n a l/d e p a r tm e n ta l  q u e s t io n ,  
w hich was am icably  and u s e f u l ly  r e s o lv e d .  T h is  c o lle a g u e  has 
to ld  me su b se q u e n tly  t h a t  had he n o t been  to  one o f  th e  group 
s e s s io n s  he f e l t  t h a t  he would n o t have u n d e rs to o d  th e  i s s u e s  
as w e ll o r  been a b le  to  d is c u s s  i t  a s  u s e f u l ly  a s  he (we bo th ) 
th o u g h t he d id .

One th in g  d id  concern  me a t  f i r s t  i e  " th e  fo llo w  u p " , p a r t i c u l a r l y  
f o r  members o f  s t a f f  whose e x p e rie n c e s  m igh t have been  v e ry  
t r a u m a tic .  But p erh ap s  I shou ld  have more co n fid e n ce  in  p eo p le  
cop ing  th e m se lv e s .
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I  have h ea rd  from S tan  t h a t  you would be coming to  sch o o l 
to  work w ith  some d e p a rtm e n ts . N ice to  th in k  w e 'l l  be s e e in g  
you a g a in .

(3rd  Group)

" 8 .  Much q u ic k e r  to  g e t  moving th a n  th e  Heads o f  D epartm ent Group.
A trem endous l o t  o f  h e lp in g  each  o th e r  th ro u g h  prob lem s and 
s i t u a t i o n s .  I  was w o rried  t h a t  some in t e r r u p te d  to o  soon and 
to o  much, th u s  p re v e n tin g  o th e r s  b e in g  g iv e n  th e  chance o f  
ta lk in g  and w orking som ething th ro u g h  on t h e i r  own. How v a l id  
t h i s  concern  i s ,  I  do n o t know. I  o n ly  know t h a t  I  found i t  
s l i g h t l y  i r r i t a t i n g  a t  t im e s . I 'v e  a l s o  been l e f t  concerned  
ab o u t th e  " b u s in e ss  t h a t  s t i l l  needs to  be done". I 'm  th in k in g  
o f  [ ] and [ ] in  p a r t i c u l a r .  In  th e  busy sch o o l s i t u a t i o n
we j u s t  have to  l i t e r a l l y  make tim e . I 'm  w o rr ie d  t h a t  th e r e  
w o n 't be s u f f i c i e n t  tim e to  "make".

On a p e rs o n a l  l e v e l ,  I  f e l t  I  le a rn e d  a l o t  more ab o u t m y se lf 
and ab o u t h e lp in g  o th e r s .  I  f in d  t h a t  " v e r b a l i s in g  w ith  th e  
h e a r t"  (I 'm  su re  th e r e  m ust be a H arry  Gray e x p re s s io n  f o r  t h i s ! )
i s  v e ry  much me I I  have begun to  re c o g n is e  and i d e n t i f y  my
own f e e l in g s  and r e a c t io n s  to  th in g s  w ith  a p e rc e p t io n  t h a t ' s  
a g a in  o f  my h e a r t  (and n o t th e  h e a d ? ? !!)  I 'v e  d is c o v e re d  a 
v e ry  r e a l  need to  " sh a re "  w ith  o th e r  p e o p le  in  any a s p e c t  o f  
l i v in g  and b e in g .

I 'v e  found m yself w ith  much more courage in  fo llo w in g  up m a tte r s  
a t  sch o o l i e  a d i f f e r e n c e  o f  o p in io n  w ith  one member o f  s t a f f ;  
a t e l l i n g  rem ark from a n o th e r ;  a conce rn  fo llo w in g  a  p e r 
c e p t io n  ab o u t a n o th e r .

I 'v e  found i t  w onderfu l to  have n e a r ly  30 o th e r  c o lle a g u e s  
w ith  whom I can r e l a t e  on t h i s  new le v e l  o f  le a r n in g .  I  have
found t h a t  I  was a b le  to  go s t r a i g h t  i n to  a p roblem  w ith  a
member o f  th e  second group a s  we w ere b o th  t a lk in g  th e  "same 
language" -  even though we w e r e n 't  to g e th e r  on th e  3rd  Group.

I 'v e  a l s o  d is c o v e re d  a r e a l  aw areness o f  th e  s e n s i t i v i t i e s  
needed f o r  h e lp in g  th e  c h i ld r e n ,  p a r t i c u l a r l y  on a one to  one 
b a s i s .

One o f  my b ig g e s t  d is c o v e r i e s ,  though I ' d  had f e e l in g s  t h a t  
t h i s  was so , i s  t h a t  my ' r o l e '  has  te n d ed  to  b l o t  o u t my 
p e r s o n a l i ty  to  a la rg e  e x te n t .  The r e a l  me d o e s n 't  s h in e  
f o r th  to  th o se  who d o n 't  know me v e ry  w e ll .  I 'v e  vowed t h a t  
I  m ust d e v is e  ways and means o f  g e t t in g  to  know c e r t a in  
c o l le a g u e s  r a th e r  b e t t e r  a s  a r e s u l t .

(3 rd  Group)
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9. A lthough very  s c e p t i c a l  b e fo re  go ing  on th e  co u rse  o f  i t s  
l i k e l y  v a lu e , I  found i t  o f  g r e a t  p e r s o n a l  v a lu e .  I  th in k  
th e  main e f f e c t s  on me have been  a s  fo llo w s :

a) I  have more s e l f  co n fid e n ce  o r  a h ig h e r  o p in io n  o f  th e  
v a lu e  o f  m y se lf  as an in d iv id u a l  -  and l in k e d  to  t h i s
I  now see th e  v a lu e  o f  ' t h e  in d iv id u a l ' in  th e  mass more 
c l e a r l y .  B efo re  I  had d i f f i c u l t y  in  s e e in g  how some 
p e o p le  co u ld  be o f  any v a lu e  -  now I  th in k  I  can see  a 
l i t t l e  more c l e a r ly  th e  i n t r i n s i c  v a lu e  o f  anyone.

b) I  th in k  I can see  o th e r  p e o p le s ' p roblem s more e a s i l y .

c) I  can t a l k  ab o u t my em otions more f r e e ly  -  e s p e c i a l l y  to  
my w ife  -  and re c o g n ise  t h a t  t h i s  may be o f  some v a lu e .

d) I  have been a b le  to  re c o g n is e  th e  need f o r  o th e r s  to  
d evelop  t h e i r  own s e l f  es teem .

e) R eco g n itio n  t h a t  I  m ust dev e lo p  and re c o g n is e  my own s e l f  
es teem , and t h a t  t h i s  i s n ' t  a s e l f i s h  a c t i v i t y  ( i f  k e p t 
w ith in  re a s o n a b le  b o u n d s).

f) I t  h as  h e lp e d  me to  be l e s s  d e fe n s iv e  when c h a lle n g e d  -  
o r  a t  l e a s t  to  re c o g n ise  when I  have become d e fe n s iv e .  
(P erhaps 'o v e r - d e f e n s iv e ' would be a b e t t e r  w ord .)

P e rh ap s t h i s  has been th e  one th in g  o f  m ost p r a c t i c a l  
v a lu e  s in c e  th e  co u rse  l a s t  summer -  e s p e c i a l l y  in  my work 
a t  sch o o l -  and r e l a t i o n s  w ith  o th e r  s t a f f .  Though th e  
o th e r  item s have had as  much i f  n o t  more e f f e c t  in  my 
l i f e  o u t o f  sch o o l -  fa m ily , f r i e n d s ,  my a t t i t u d e  to  my 
p a in t in g .

A nother d i r e c t  p r a c t i c a l  e f f e c t  h as  been  th e  sen se  o f  h av in g  
been th ro u g h  a common e x p e rie n c e  w ith  some o th e r  s t a f f  from  
Groups 2 and 3, though I  s t i l l  f e e l  a d eep e r bond w ith  my 
c o l le a g u e s  o f  Group 1. I  have a ls o  re c o g n ise d  th e  v e ry  c l e a r  
b e n e f i c i a l  e f f e c t  th e  co u rse  had on one o r  two members o f  
Group 1 e s p e c i a l l y .

In  r e l a t i o n s h ip s  w ith  p u p i l s ,  I  th in k  my e x p e r ie n c e  has h e lp e d  
a lth o u g h  t h i s  i s  in  u n d e rs ta n d in g  t h e i r  p rob lem s a l i t t l e  more 
th a n  p re v io u s ly  -  though n o t in  b e in g  a b le  to  h e lp  them much - 
y e t .

I  th in k  i t  i s  s t i l l  to o  e a r ly  to  a s s e s s  th e  r e a l  v a lu e  o f  th e  
c o u rs e s ,  I  have had a l o t  o f  e x p e r ie n c e s  which have a f f e c t e d  
me, p e rh ap s  h e lp e d  me fo r  a s h o r t  p e r io d ,  b u t  when seen  in  a 
lo n g e r  tim e p e r s p e c t iv e  have d is a p p e a re d  from v iew , and 
h a v e r ' t  tu rn e d  o u t  to  be th e  tu rn in g  p o in t  I  th o u g h t th e y  w ere 
a t  th e  tim e . Ask ag a in  in  5 y e a rs  tim e .

I  would sum up by say in g  t h a t  i t  h a s n ' t  h e lp e d  d i r e c t l y  in  
s o lv in g  p roblem s ( ie  in  r e v e a l in g  id e a s  to  a c t  on) b u t  h as  
made th e  u n d e rs ta n d in g  o f p e o p le  (and m yself) much c l e a r e r .
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I  th an k  you, H arry , f o r  d ev e lo p in g  th e  s k i l l s ,  id e a s  and 
e x p e r t i s e  over th e  y e a rs  t h a t  you now h av e , w hich have en ab led  
you to  h e lp  me in  th e  way you h ave .

D uring th e  co u rse  I  was rem inded o f  th e  f e e l in g  I  had when I 
f i r s t  w ent to  C o lleg e  -  away from th e  r e s t r i c t i o n s  o f  sch o o l 
and fa m ily  and ta lk e d  a t  d e p th , w ith  new freedom  and made new 
d is c o v e r ie s  abou t m y se lf  and o th e r s .

(1 s t  Group)

10. I  f in d  i t  d i f f i c u l t  to  a s s e s s  th e  e f f e c t  o f  th e  f i r s t  two
g ro u p s . I  have looked  w ith  a f r e s h  i n s i g h t  a t  th o s e  c o lle a g u e s
who I  know a t te n d e d  th e  f i r s t  two g ro u p s , b u t  c a n ' t  h o n e s t ly  
say t h a t  th e y  a re  d i f f e r e n t  in  any ta n g ib le  way. I  am more . 
aware o f  my c o lle a g u e s  o f  th e  3rd group th a n  I  was p r e v io u s ly .  
Some c o lle a g u e s  have rem arked t h a t  I  seem, more " l i g h t  h e a r te d " , 
I  f in d  t h a t  I  have been  a b le  to  communicate w ith  th e  p u p i l s  
l e s s  s e l f - c o n s c io u s ly  th a n  b e fo re ,  p a r t i c u l a r l y  th o s e  in  my 
t u t o r  g ro u p . C o n v erse ly , how ever, no one in  my t u t o r  g ro u p , 
has approached  me c o n f id e n t i a l l y ,  so p e rh ap s  th e y  d o n 't  see  
t h a t  I  am more ap p ro ach ab le?

I c e r t a i n l y  f e e l  l e s s  te n s e  and more l i g h t  s p i r i t e d .

(3 rd  Group)

11. The g e n e ra l ru n n in g  o f  th e  sch o o l does n o t ap p ea r to  have
a l t e r e d  a t  a l l .  T here a re  d i f f e r e n t  r e l a t i o n s h ip s  am ongst th e
s t a f f ,  who seem to  u n d e rs ta n d  each o th e r  on a d i f f e r e n t  l e v e l .  
The few who have n o t a t te n d e d  th e  c o u rse  may have n o t ic e d  t h i s  
a f f i n i t y  more, becau se  when you a re  p e r s o n a l ly  in v o lv e d  i t  i s  
d i f f i c u l t  to  e x p la in  your own r e a c t io n s  to  someone who can n o t 
u n d e rs ta n d  th e  'la n g u a g e '.

I  f in d  S tan  e a s ie r  to  g e t  on w ith  -  th e  b a r r i e r  has been 
removed -  and may be t h i s  to  me has been th e  g r e a t e s t  b e n e f i t  
in  sch o o l te rm s .

The p e r s o n a l  b e n e f i t  I  would p la c e  much h ig h e r .

(3rd  Group)

12. I  th in k  i f  you had n o t m entioned  p a re n ts  and c h i ld r e n  in  your 
l e t t e r  to  us a l l  I  p e rh ap s  would n o t have w r i t t e n  my comments 
as I  am s u re  o th e r s  w i l l  e x p re s s  th e  same o p in io n s .  However, 
th e  m ention  o f  p a r e n ts  and c h i ld r e n  h as  prom pted me to  p u t  pen 
to  p a p e r .

As [ ] depu ty  I  come in to  c o n ta c t  w ith  p a r e n ts  v e ry
much (som ething  w hich many s t a f f  do n o t e x c e p t on th e  o c c a s io n a l  
Open E v e n in g ) . T h e ir  comments on " a l l  th o se  te a c h e r s  o u t ag a in "  
have l e f t  me w ondering w hat th e y  th in k  we have been  do ing  when 
t h e i r  c h i ld r e n  have been l e f t  w ith o u t p ro p e r  le s s o n s  a t  a tim e
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when s t a f f i n g  h as  been p a r t i c u l a r l y  d i f f i c u l t  due to  i l l n e s s .  
As many s t a f f  a re  v e ry  r e l u c t a n t  to  t a l k  ab o u t th e  "weekends" 
th e  p a r e n ts  in  some c a se s  f e e l  r a th e r  s h u t o u t .

The e f f e c t  on th e  c h i ld r e n  can n o t r e a l l y  be m easured a s  y e t  
b u t  th e  r e a c t io n s  o f  th e  s t a f f  a r e  s t i l l  a d a i ly  to p ic  o f  
c o n v e rs a t io n .

A few o f  th e  s t a f f  who d id  n o t go a re  s t i l l  c u r io u s  to  know 
why [ ] have changed so much a r e  a re  more co n v inced  now
t h a t  th e  3rd  Group i s  ov er t h a t  i t s  even more a ca se  o f  "them" 
and " u s " . I  know th o se  o f  us who d id  go a re  more t o l e r a n t  
tow ards each  o th e r ,  a lth o u g h  I  f o r  one w ish  I  had n o t had to  
sh a re  th e  s e c r e t s  o f  one member o f  th e  3 rd  Group.

H o p e fu lly , in  tim e when we have a l l  r e a d ju s te d  to  e v e ry th in g  
we have le a rn e d  ab o u t o u rs e lv e s  and o th e r s  i t  w i l l  be p u t  to  
th e  good o f  B ro o k f ie ld . U n ti l  such tim e we m ust l i v e  w ith  
th e  d a i ly  an tagonism  o f  one o r  two who d id  n o t j o in  a group 
and a c c e p t th e  changed p e r s o n a l i ty  o f  [ ] .

(3 rd  Group)

13. 1 . R e s id e n t ia l  C ourses
2. D epartm en ta l C ourses

I  do n o t th in k  t h a t  th e  g roups have made any n o t ic e a b le  
d i f f e r e n c e  to  l i f e  a t  th e  s c h o o l. I  do th in k ,  how ever, t h a t  
f o r  p a r t i c u l a r  in d iv id u a ls  th e  c o u rse s  w ere m ost b e n e f i c i a l  
and t h i s  i s  bound to  have some e f f e c t  on th e  s c h o o l, even 
though i t  i s  n o t an obv ious one.

I t  i s  a g r e a t  shame t h a t  I  have n o t seen  c e r t a in  members 
o f  th e  group w hich I a t te n d e d  s u f f i c i e n t l y  to  im prove my 
r e l a t i o n s h ip  w ith  them .

I  f e e l  s t r o n g ly ,  th e r e f o r e ,  th e s e  g roups b ased  on d ep a rtm en ts  
and h e ld  r e s i d e n t i a l l y  would have more o f  an e f f e c t  ' a f t e r '  
th e  co u rse  has f in i s h e d .  T h is ,  i s  when th e  r e a l  'w ork ing  
to g e th e r ' sho u ld  ta k e  p la c e .

(2nd Group)

14. P erh ap s i t  i s  b ecau se  o u rs  was th e  l a s t  Group, and th e r e f o r e  
th e  m ost r e c e n t  t h a t  I  f e e l  u n ab le  to  answ er th e  q u e s tio n  
ab o u t th e  way in  w hich l i f e  a t  B ro o k f ie ld  has been  a f f e c t e d  
by s t a f f  a t te n d a n c e  a t  th e s e  c o u rs e s .

We have n o t been  asked  to  g iv e  o p in io n s  ab o u t o u r own 
r e a c t io n s  so i f  th e  fo llo w in g  i s  i r r e l e v a n t  p le a s e  d is r e g a r d  
i t .

The c o u rse  has l e f t  me w ith  a f e e l in g  o f  in te n s e  l o n e l in e s s ,
I  have had a g lim pse  o f  th e  'agony  in  th e  g a rd e n ' and i t  
f r ig h te n e d  me. My co n fid e n ce  l i e s  in  frag m en ts  a t  my f e e t  and 
I  am l e f t  w ith  o n ly  one c e r t a i n t y  and t h a t  i s  my lo v e . When
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I  look  a t  th e  w reckage, t h a t  i s  th e  o n ly  th in g  I  have l e f t  
w hich I  now know i s  f o r  r e a l .  Maybe i t  i s  enough, b u t  i t  
i s  to o  e a r ly  y e t  to  t e l l .

I  do , how ever, v a lu e  th e  le s s o n  I  le a rn e d  ab o u t th e  manner o f  
g iv in g  o f  t h a t  lo v e  and a t  t h i s  moment I  am c o n te n t  j u s t  to  
"b e " . I t  w i l l  ta k e  me tim e to  a d j u s t ,  and th e  f u tu r e  i s  o n ly  
a s tu m b lin g  from hour to  h o u r; th e  n ig h ts  a r e  th e  w o rs t when 
I  wake in  th e  sm a ll h o u rs  and fa c e  th e  f a c t  t h a t  p e rh a p s  th e  
l a s t  two y e a rs  have been in  v a in .  N eeding to  h o ld  on to  
som ething  I  have d ec id ed  to  g iv e  m y se lf  u n t i l  C h ris tm a s . 
P erh ap s th e n  I  can answ er your q u e ry  ab o u t th e  e f f e c t s  o f  th e  
H arry  Gray c o u rs e .

R e -re a d in g  w hat I  have w r i t t e n  -  i t  co u ld  w e ll be im m a te r ia l 
to  your q u e s t io n  as I  have o n ly  w r i t t e n  ab o u t me. B ut my 
r e l a t i o n s h ip  w ith  o th e r  s t a f f  a t  th e  moment have an u n re a l  
q u a l i t y .  R e la t in g  to  anyone i s  d i f f i c u l t  r i g h t  now. As to  
th e  o th e r s  and how th e y  a re  r e a c t in g  -  I  am unaw are.

(3 rd  Group)

15. P o s i t iv e  -  For me:

1. a much r i c h e r ,  l e s s  d i s t r u s t f u l  r e l a t i o n s h ip  w ith  [ ]

2. a happy "m arriag e"  w ith  [ ] -  we now a c c e p t each  o th e r  
even to  th e  p o in t  o f  go ing  away to g e th e r  in  Ja n u a ry  on a 
co u rse  (Mr H eadm aster d i d n ' t  q u i t e  b a rg a in  f o r  t h a t ,  I  
don ' t  th in k  I )

3. A good w orking  r e l a t i o n s h ip  w ith  members o f  E n g in e e r in g  
D epartm ent ( ie  th o s e  who w ent on co u rse) -  i t  was a lm o st 
th e r e  b e fo re  b u t now a f e e l in g  t h a t  " a i r  h as  been c le a re d "  
m ain ly  in  my a t t i t u d e  to  [ ]

4 . No f e a r  b u t  an a f f e c t io n  f o r  [ ] and a freedom  to  say
w hat I  f e e l  to  him.

5. T h is  may n o t b e lo n g  in  th e  p o s i t i v e  box b u t  I  d o n 't  
th in k  I  am any lo n g e r  a m b itio u s  in  a c a r e e r .  I  f e e l  i t  
i s  enough to  do my b i t  in  my own l i t t l e  a re a  and n o t
c rav e  f o r  any k in d  o f  'p o w er ' in  th e  jo b  s e n se .

6 . I  have g iv e n  up M G work w hich I  d id  'e n jo y ' in  a s o r t  o f  
way b u t  i t  was to o  tim e consum ing and I  have had th e  
s t r e n g th  to  make t h a t  d e c i s io n .  I  have l e f t  o p tio n s  open 
and may r e tu r n  (perhaps i f  I  chuck in  te a c h in g ! )

N eg a tiv e

A b u b b lin g  f e e l in g  o f an tagonism  tow ards H arry  Gray -  even to
th e  p o in t  o f  n o t  w an ting  to  adm it an y th in g  p o s i t i v e  in  c a se  i t
r e f l e c t s  on him! C a n 't  r e s o lv e  t h i s  one. Would l i k e  to  h u r t
him som etim e.

(2nd Group)
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16. I  a t te n d e d  th e  3 rd  Group and a s  a r e s u l t  f e e l  c l o s e r ,  n o t
o n ly  to  th e  p e o p le  I  s p e n t fo u r  days w ith  b u t  a l s o  to  members 
o f  th e  o th e r  g ro u p s . I  have found I  can t a l k  ab o u t g e n e ra l  
i s s u e s  w hich em erged from my group w ith  members o f  th e  o th e r  
g roups and w ith o u t m en tion ing  names and d e t a i l s  a c h ie v e  a 
d eep e r i n s i g h t  i n to  w hat happened. A lthough th e  lo y a l ty  b u i l t  
up w ith in  th e  group  i s  s tro n g  to  th e  p o in t  o f  b e in g  u n b re a k a b le , 
I  f e e l  a d e f i n i t e  r a p p o r t  w ith  some members o f  th e  p re v io u s  
g ro u p s .

The s t a f f  a t  B ro o k f ie ld  now f a l l  in to  fo u r  main g ro u p s (as 
f a r  a s  anyone can f i t  in to  a group and th e s e  a r e  o n ly  my 
i n t e r p r e t a t i o n  o f  th e  e f f e c t  o f  your g ro u p s ) . These a r e :

i )  Those who w ent b u t p o s s ib ly  f a i l e d  to  r e a l l y  be 
in v o lv e d  and came away f e e l in g  i t  a l i t t l e  "h ig h -  
flow n" and n o t  a mind s h a t t e r in g  e x p e r ie n c e .

i i )  Those who w ent and f e l t  th e y  r e a l l y  b e n e f i t t e d  in  some
way w h eth er i t  be p e rs o n a l o r  a s  a g e n e ra l ly  i n t e r e s t i n g  
e x p e r ie n c e .

i i i )  Those who d id  n o t go b u t  f e e l  q u i t e  happy t h a t  th o se  
who w ent p o s s ib ly  g a in e d  som ething and , f i n a l l y ,

iv )  The sm a ll group  o f  s t a f f  who f e e l  in s e c u re  ab o u t them
s e lv e s  o r  a b o u t t h e i r  a b i l i t y  a s  te a c h e r s  and who now 
f e e l  v e ry  ang t h a t  th e y  have had to  co v er a t  some tim e 
f o r  p e o p le  who have been on th e  c o u rs e . I t  i s  betw een 
th e  f i r s t  th r e e  g roups and th e  f i n a l  g roup t h a t  a 
d e f i n i t e  r i f t  has o c c u rre d , a lth o u g h  I  f e e l  a l i t t l e
more t o l e r a n t  because  I  can u n d e rs ta n d  a l i t t l e  what
th e y  a r e  f e e l in g .

Some have d is c u s s e d  th e  v a lu e  in  h av ing  a d e p a r tm e n ta l group 
and w h ile  I  th in k  t h a t  would be v e ry  v a lu a b le ,  my Head o f  
D epartm ent i s  someone who f i t s  very  d e f i n i t e l y  in to  one such 
c a te g o ry  and when C ] b ro u g h t th e  id e a  up a t  a D epartm ent 
m eeting  th e  Head o f  D epartm ent looked p o s i t i v e ly  t e r r i f i e d  f o r  
a co u p le  o f  seconds and th e n  gave ex cu ses  to  l a s t  u n t i l  th e  
summer te rm , so u nder th o s e  c irc u m sta n c e s  I  f a i l  to  se e  how 
a d e p a r tm e n ta l g roup  cou ld  be form ed. T hat p a r t i c u l a r  
' i n s t a n c e '  h a s  added to  th e  D ep a rtm en t's  f r u s t r a t i o n  a l i t t l e  
b ecau se  we see  w hat we co u ld  a ch iev e  b u t  do n o t f e e l  a b le  to  
do so . W hile I  f e e l  a l i t t l e  more u n d e rs ta n d in g  tow ards 
someone l i k e  [ ] ,  when I  have to  work c lo s e ly  w ith  him I
f e e l  h e lp le s s  as  th e  problem  ap p ea rs  to o  deep to  s o lv e .

The ' c o u r s e ' h as  h e lp e d  me as  te a c h e r  and a s  A c tin g  House Head
to  c l e a r  th e  i r r e l e v a n t  d e t a i l s  when someone i s  t a lk in g  and to
keep to  th e  p o in t .  I  have found t h i s  n o t o n ly  w ith  c h i ld r e n  
b u t a t  su b se q u en t House A ss o c ia tio n  M eetings to o .

W ith r e g a rd  to  S t a n 's  id e a s  in  th e  s c h o o l, I  f e e l  he i s  s t i l l  
open to  a l o t  o f  m is in te r p r e t a t i o n  b u t I  th in k  t h i s  does stem  
more from th o s e  who d id  n o t go on th e  co u rse  th a n  th o se  who 
d id .  The im m ediate group w hich sp r in g  to  mind a r  th e  o th e r  
House H eads. Two d id  n o t a t te n d  fo r  v a ry in g  re a s o n s  and one
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has had a l im i te d  e x p e rie n c e  o f  group work b u t  has n o t  been 
on one w ith  S ta n . As th e  House Heads work c lo s e ly  w ith  S tan  
in  making d e c is io n s  in  th e  s c h o o l, I  f e e l  th e  e x p e rie n c e  
would have been  in v a lu a b le  as th e re  seems to  be a b a r r i e r  
th e r e  betw een th e o ry  and p r a c t i c e .

G e n e ra lly , I  th in k  th e  co u rse  has made p eo p le  more aware o f  
one a n o th e r ,  h as  c r e a te d  c lo s e r  r e l a t io n s h ip s  and h as  h e lp e d  
to le r a n c e  a lth o u g h , o f  c o u rse , f r i c t i o n  and f r u s t r a t i o n s  s t i l l  
e x i s t .  I  do th in k  t h a t  th e  r e a l  t e s t i n g  ground w i l l  p ro b a b ly  
be in  S t a f f  M eetings . The M eeting h e ld  betw een th e  2nd and 
3rd  Group was an a b s o lu te  sham bles. I  am now w ondering how I 
s h a l l  view  th e  n e x t one.

(3 rd  Group)

Those who d id  n o t  a t te n d  a Group:

17. I t  was my in t e n t i o n  to  a t te n d  th e  f i r s t  c o u rse  b u t  c irc u m sta n c e s  
p re v e n te d  me from do ing  so a t  th e  tim e .

I  do n o t f e e l  t h a t  th e  tim e s p e n t on th e  c o u rse s  and th e  
su b se q u en t s t a f f  ab sen ces  can be j u s t i f i e d  a t  t h i s  tim e .

P o s s ib ly  th e r e  w i l l  be o r  have been b e n e f i t s  to  in d iv id u a l  
members o f  th e  s t a f f  who have a t te n d e d .  However, I  do f p e l  
s t r o n g ly  t h a t  th e  hundreds o f  p u p i l s  who have had  no te a c h in g  
th ro u g h o u t th e s e  c o u rs e s ,  have a g enu ine  g r ie v a n c e  and some 
o f  th e  r e p e rc u s s io n s  in  te rm s o f  poo r a t t i t u d e s ,  g e n e ra l  
a p a th y , e t c  can be a t t r i b u t e d  to  th e  d i s tu r b in g  e f f e c t s  o f  
th e  n o n - te a c h in g  s i t u a t i o n  and th e  'baby-m inding* e x e r c is e s  
which were n e c e s s a ry  e v i l s  f o r  th e  s t a f f  l e f t  to  'h o ld  th e  f o r t ' ,

The n a tu re  and c o n te n t o f  th e  c o u rse s  has n o t been  d is c u s s e d  
o r  e x p la in e d  to  me and I  assume t h a t  i t  i s  d i f f i c u l t  f o r  s t a f f  
who have a t te n d e d  to  d iv u lg e  th e  c o n te n ts  o f  t h e i r  c o u rs e .  In  
no way do I  d ec ry  th e  need f o r  th e  c o u rse s  to  be h e ld .

I  o b je c t  to  th e  tim in g  and would su g g e s t t h a t  any f u tu r e  co u rse  
be h e ld  in  th e  v a c a t io n s .  I t  would be i n t e r e s t i n g  to  see  i f  
s t a f f  re sp o n se  would be th e  same. The b e n e f i t s  o f  t h i s  would be

a) no p r e s s u r e  in  te rm s o f  o n e ' s te a c h in g  commitments

b) no g u i l t  f e e l in g s  f o r  th e  s t a f f  l e f t  to  c a r r y  th e  can .

A rrange a c o u rse  o f  s im i la r  le n g th  in  a v a c a tio n  and commitments 
e lsew h ere  p e r m i t t in g ,  I  would a t te n d .
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18. How th e  c h i ld r e n  w ere a f fe c te d : ,

a) D is ru p tio n  o f  le s s o n s  was c o n s id e ra b le .

b) A lthough  la rg e  group a c t i v i t i e s  w ere a rra n g e d  -  th e  same 
c h i ld r e n  were in v o lv e d  each  tim e and th e  n o v e lty  
d e f i n i t e l y  wore o f f  by th e  4 th  (?) tim e .

c) D e f in i t e ly  le d  to  d i s c i p l in e  p roblem s w ith  so  many 
s t a f f  o u t  o f  sch o o l -  and th e  c h i ld r e n  r o u t in e  u p s e t .

The e f f e c t  on th e  s t a f f :

a) T here  i s  now a n o t ic e a b le  s p l i t  in  th e  s t a f f  -  th o s e  who 
a t te n d e d  th e  co u rse  and th o s e  who d i d n ' t  (o r to  p u t  i t  
a n o th e r  way -  th e  t r e a t e d  and th e  u n tre a te d )  -  each  group 
f a i r l y  s c o rn fu l  o f  th e  o th e r .  The s e c r e t  w h isp e rin g s
o f  th e  ' t r e a t e d '  i s  r e a l l y  q u i t e  n a u se a tin g  I

b) A w o rry in g  tendency  tow ards am ateur p sy c h o -a n a ly s in g  
seems to  be d e v e lo p in g  -  in  th e  hands o f  th e  u n tr a in e d  
I  f e e l  s t r o n g ly  t h a t  t h i s  i s  d an g ero u s .

c) Any b e n e f i c i a l  e f f e c t s  tow ards im proved ru n n in g  o f  th e  
s c h o o l, cop ing  w ith  d i f f i c u l t i e s ,  fo re s e e in g  p ro b lem s, 
g e n e ra l  d i s c i p l i n e  and o r g a n is a t io n  a re  n o t n o t ic e a b le  
to  me. I  m ust add t h a t  none o f  th e  d ep a rtm en ts  I  work 
in  have been  ' t r e a t e d '  and s t r a n g e ly  enough we r e l a t e  
w e l l ,  manage to  d is c u s s  a l l  a s p e c ts  o f  o u r work w ith o u t 
coming to  blow s o r  t a lk in g  b eh in d  each  o th e r s  b acks and 
a re  a c h ie v in g  re a s o n a b le  s u c c e s s .

d) When th e  members o f s t a f f  w ere on th e  c o u rse  th e r e  was a
c o n s id e ra b le  e x t r a  work lo a d  on th o s e  a t  s c h o o l, w hich I
f e e l  i s  e x tre m e ly  h a rd  to  j u s t i f y .

F in a l ly ,  may I  say , t h a t  from w hat I  have seen  and h e a rd , I
d o n 't  f e e l  t h a t  I have m issed  a n y th in g  v i t a l  by n o t a t te n d in g  
a c o u rse  and d o n 't  f e e l  in s p i r e d  to  a t te n d  one in  th e  f u tu r e .
I  d o n 't  f in d  d i f f i c u l t y  in  r e l a t i n g  to  s t a f f  o r  c h i ld r e n  -  
th e  more I  see  th e  more I  become conv inced  t h a t  you e i t h e r  can 
o r  c a n ' t  -  w i l l  o r  w o n 't  -  and g a in  m ost e x p e r ie n c e  from  b r in g 
in g  up you r own fa m ily . I  c e r t a in l y  r e s e n t  an a r t i f i c i a l  
s i t u a t i o n  to  b a re  o n e 's  so u l -  i t  r a th e r  sounds l i k e  b r a in 
w ashing and l i e  d e te c to rs !1 1

19. In  th e  s o r t  te rm  th e  e f f e c t  o f  so many s t a f f  b e in g  a b s e n t a t
one tim e  ap p ea red  to  have an u n s e t t l i n g  in f lu e n c e  on th e  p u p i l s  
and th e  rem a in in g  s t a f f .  I  th in k  p e rh ap s  th e  p ro x im ity  o f  th e  
two c o u rse s  had som ething  to  do w ith  t h a t .

In  a p o s i t i v e  way I have n o tic e d  g r e a t e r  use o f  com m unication 
betw een some o f  th e  s t a f f  who have a t te n d e d  th e  c o u rse  and 
th e  r e s t  o f  th e  s t a f f .  At l e a s t  one o f  my t u t o r s ,  who was 
p a r t i c u l a r l y  unbending and i l l  a t  e a s e ,  seems more r e la x e d  in  
th e  t u t o r  s i t u a t i o n  and c e r t a in  d i f f i c u l t  p u p i l s  have b e n e f i t t e d .
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20. As f a r  a s  I  can s e e , th e  "Group" work has been ( to  some
e x te n t)  s u c c e s s f u l .  However, w hether t h a t  su c c e ss  in  any
way a id s  us to  do th e  jo b  t h a t  we a re  h e re  f o r  ( th a t  jo b  
b e in g  to  ed u c a te  young p eo p le ) i s  d e b a ta b le .  I f  th e  work 
has d i r e c t l y  h e lp ed  th e  c h i ld r e n  th e n  th e  d is tu rb a n c e  to  
sch o o l r o u t in e  i s  j u s t i f i e d .  I f  i t  h as i n d i r e c t l y  h e lp e d  
th e  c h i ld r e n  th ro u g h  making th e  a d u l t s  work more in  harm ony, 
th e  th e  tim e  ta k en  i s  j u s t i f i e d .

I  m y se lf  d id  n o t a t te n d  any o f  th e  g roups and f e e l  t h a t  my
o b s e rv a tio n s  may be o f  some i n t e r e s t .

T here has been  some p o s i t i v e  change in  one o r  two p e o p le . A 
d epu ty  h o u se -h ead , when approached  on house b u s in e s s ,  seemed 
l e s s  r u f f l e d  a t  some s l i g h t l y  bad news. But she was alw ays 
v e ry  f a i r  and t h i s  change o c c u rre d  one day a f t e r  r e tu r n in g  from 
th e  co u rse  (perhaps th e  e f f e c t  o f  a co u p le  o f  days away from th e  
c h a o s ? ) . In  a n o th e r  member o f  s t a f f ,  th e r e  h as  been a g r e a t e r  
change -  he i s  p le a s a n te r ,  more ap p ro ac h ab le  and h e lp s  make 
th e  s t a f f  room a p le a s a n te r  p la c e  to  be i n .

A lthough n o t  a p a r t i c i p a n t  o f  one o f  th e  G roups, th e  whole id e a
o f  "w orking to g e th e r"  has in f lu e n c e d  me and I  have a p p l ie d  some 
th o u g h t i n to  i t .  I  b e l ie v e  many o f  th e  s t a f f  (bo th  from th e  
g roups and from  th o se  who have n o t a tte n d e d )  a re  th in k in g  on 
th e se  l i n e s .  In  t h a t  way th e  Group work has been  b e n e f i c i a l  to  
a l l .  P e rh ap s i r o n i c a l l y ,  I  chose th e  week betw een th e  2nd and 
3rd  Group m eetin g s  to  " s o r t  o u t"  my head  o f  d e p a r tm e n t. (No 
more o r  l e s s  ap p ro ach ab le  a f t e r  th e  Group s e s s io n  th a n  b e fo re ,  
a p a r t  from  an i n i t i a l  c h e e r fu ln e s s  on th e  f i r s t  day back common 
in  a l l  a f t e r  in - s e r v ic e  c o u r s e s .)  I  w i l l  adm it t h a t  a t  th e
back o f  my mind was th e  th o u g h t t h a t  h av in g  been  to  one o f  th e
Group s e s s io n s  he would be w i l l in g  to  l i s t e n  t o  w hat I  had to  
sa y . I  am now h a p p ie r  in  my work and b e l ie v e  I  am d o ing  my 
jo b  b e t t e r  now. But I  ex p e c t I  would have made t h a t  approach  
e v e n tu a l ly  anyway -  o u t o f  d e s p e ra t io n .

Many members o f  s t a f f  have e x p re sse d  th e  view  t h a t  th e  Group 
work has had a p o s i t i v e  e f f e c t  on t h e i r  m a rr ia g e . And in  t h a t  
f i e l d  th e r e  seems to  have been  th e  m ost b e n e f i t  to  p a r t i c i p a n t s  ■ 
b u t a t  dou b le  c o s t  to  th e  ta x -p a y e r l  S u re ly , i f  m a rr ia g e s  a re  
in  such  a s t a t e  t h a t  th e y  a f f e c t  th e  way one does o n e 's  jo b  
a m a rriag e  gu id an ce  p e rso n  sh o u ld  be c o n s u lte d .

Many p e o p le  have n o t changed a t  a l l  -  n o t in  any way t h a t  
seems s i g n i f i c a n t .  But th e n , th e y  alw ays d id  work to g e th e r .
In  some th e r e  i s  a change f o r  th e  worse -  o r  so i t  seems to  
th o se  who d id  n o t p a r t i c i p a t e  in  th e  g ro u p s . I t  i s  a ca se  o f  
a b a r r i e r  betw een th e  "haves" and th e  "have n o ts " .  So fo r  
many, th e  g roup s e s s io n s  have e i t h e r  been d e t r im e n ta l ,  o f  none 
b u t a p e r s o n a l  s ig n i f i c a n c e ,  a w aste  o f  tim e and fo r  a v e ry  
few p o s i t i v e l y  h e lp f u l .

My re a so n s  f o r  n o t jo in in g  th e  group s e s s io n s  w ere a s  t r i v i a l  
as  th o s e  some p e o p le  had f o r  jo in in g  -  f o r g e t t in g  ab o u t i t  
u n t i l  i t  was to o  l a t e  -  and f o r g e t t in g  because  o f  a l i t t l e  
r e lu c ta n c e  to  th in k  abou t th e  whole b u s in e s s  and to  g iv e  up
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my p re c io u s  weekend. W ith work p r e s s in g  I  a l s o  f e e l  o b lig e d  
to  d e d ic a te  every  h e a l th y  moment to  th e  work in  hand. I  a l s o  
s t i l l  have th e  r e s e r v a t io n  t h a t  p e o p le  ough t to  do t h i s  w ith -  
p u t  g u id a n ce .

One can see  t h a t  such work co u ld  be e f f e c t iv e  b u t  as  y e t  does 
n o t seem to  have been o v er so . P erh ap s in  o rd e r  to  be e f f e c t iv e  
i t  m ust in v o lv e  a l l  th e  s t a f f  -  and g ru a d u a l ly ,  n o t in  one go? 
And i f  we a re  h a p p ie r  w ith  one a n o th e r  do we r e a l l y  work 
b e t t e r ?

21. I  d id  n o t  a t te n d  th e  c o u rse , and know v e ry  l i t t l e  ab o u t i t .
( I  have wondered w hat s o r t  o f  a co u rse  i t  w as, t h a t  p e o p le  a re  
so r e l u c t a n t  to  t a l k  open ly  ab o u t i t ! )

How h as  i t  a f f e c te d  l i f e  a t  B ro o k f ie ld  School? I  can o n ly  say  
w hat I  have n o tic e d  in  th e  s t a f f  room:

1. Those who a t te n d e d  th e  co u rse  now te n d  to  s i t  in  s m a ll ,  
w h isp e rin g  g roups and ex clu d e  th e  n o n - p a r t i c ip a n ts .

2. One member o f  s t a f f  i s  in  some s o r t  o f  e u p h o ric  s t a t e  
(most o u t o f  c h a ra c te r )  w ondering when " th e  b u b b le  w i l l  
b u r s t " . What bubb le?  And w hat sh o u ld  we e x p e c t once 
i t  h as  b u r s t?

3. One la d y  s a id  th e  co u rse  had worked wonders f o r  h e r  
m a rr ia g e !I  I R e a lly !

4. A nother lad y  became q u i te  em o tio n a l sim ply  a t  th e  th o u g h t 
o f  answ ering  yo u r q u e s t io n .

In  s h o r t ,  th e  c o u rs e , seems to  have had some s o r t  o f  e f f e c t  on 
t h e i r  em o tio n a l l i v e s .  Was t h i s  th e  aim o f  th e  c o u rse?  I f  
so , I  do f e e l  i t  sh o u ld  n o t have been a t  th e  expense o f  ou r 
n o n - te a c h in g  p e r io d s ,  and p o s s ib ly ,  in  th e s e  h a rd  t im e s , a t  
th e  expense o f  r e p a i r s  to  v a r io u s  p a r t s  o f  th e  s c h o o l.

The g e n e ra l  im p ress io n  seems to  be t h a t  p e o p le  have been 
" s o r te d  o u t" .  I f in d  t h i s  e x t r a o r d in a r y .  I f  te a c h e r s  in  
ch arg e  o f  "a lm o st a d u l ts "  d o n 't  know t h e i r  own sh o rtco m in g s  and 
how th e y  sh o u ld  behave tow ards o th e r s  (w hether o r  n o t th e y  do) • 
th e n  one shudders  to  th in k  o f  th e  e f f e c t  th e y  m igh t have on 
t h e i r  p u p i l s .

22. F i r s t  o f  a l l ,  th an k  you fo r  th e  o p p o r tu n i ty  o f  commenting on 
th e  "W orking T ogether"  c o u rs e s ,  none o f  w hich I  a t te n d e d .

I  have seen much change in  v a r io u s  members who a t te n d e d  th e  
th r e e  c o u rs e s .  Of th e  th r e e ,  th e  f i r s t  ap p ea rs  a t  any l e v e l  
to  have p roduced  l i t t l e  in  th e  way o f  obv ious change . My 
r e l a t i o n s h ip s  w ith  o th e r  heads o f  d ep artm en t have n o t n o t ic e a b ly  
im proved n o r d e t e r io r a t e d .  On th e  o th e r  hand , i t  has  p rovoked  
much d is c u s s io n  betw een [ ] and m y se lf on o u r jo u rn e y  to
and from  work. The one c l e a r  a re a  h ig h l ig h te d  by th e  f i r s t
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co u rse  i s  a g r e a te r  u n d e rs ta n d in g  o f th e  way in  w hich th e  
H eadm aster has approached  and s t i l l  a t te m p ts  to  app roach  
h i s  ru n n in g  o f  th e  s c h o o l.

I  have been e x c e p tio n a l ly  p le a se d  w ith  th e  e f f e c t  th e  c o u rse s  
had on in d iv id u a ls  in  's o r t i n g  o u t ' o r  'r e s o lv in g ' v a r io u s  
p ro b lem s, a n d /o r  b r in g in g  to  th e  s u r fa c e  f e e l in g s  w hich have 
been dorm ant fo r  many y e a r s .

To a la rg e  e x te n t  t ra u m a tic  e x p e rie n c e s  have been  re s o lv e d  to  
a g r e a t e r  o r  l e s s e r  e x te n t ,  depending on th e  in d iv id u a l .  For 
th o se  in  my own d ep a rtm en t, who a t te n d e d ,  i t  h a s  opened up a 
number o f  a r e a s ,  which f o r  one has im proved g e n e ra l  r e l a t i o n 
s h ip s  b u t  fo r  a n o th e r  i t  h as  p u t  a s t r a i n  (which i s  s t i l l  
th e r e  a t  th e  tim e o f  w r i t in g  (7 .1 1 .7 7 ))  on th e  s i t u a t i o n s  
w hich a r i s e  in  th e  f u tu r e  depending on how t h a t  p e rso n  copes 
w ith  i s s u e s  throw n up by th e  c o u rse .

For my own p a r t ,  S tan  opened up a c o n v e rs a t io n  w hich im p lie d  th e  
q u e s tio n in g  (no t n e c e s s a r i ly  h is )  o f  my own la c k  o f  in v o lv em en t 
on any o f  th e  w eekends. To which I  s h a l l  make r e p ly :  'Much 
o f  th e  'o p en in g  u p ' o f  in d iv id u a ls  i s  v e ry  much a New T estam en t 
p r i n c i p l e  and a g r e a t  d e a l i s  to  be g a in e d  by in d iv id u a l s  
b a r in g  t h e i r  s o u ls  to  each  o th e r  and n o t a llo w in g  th e  s e l f  
d e fen c e  mechanisms to  h in d e r  any p o s s ib le  h e lp  o r  in vo lvem en t 
from o th e r s .

Q u estio n  to  you H arry , "What i s  your u l t im a te  m otive?"

Q u estio n  to  you S ta n , "Why d id  you o rg a n is e  such  c o u rse s? "

For my own p a r t ,  my m o tiv a tio n  in  th e  chu rch  s i t u a t i o n ,  i s  to  
e n su re  t h a t  th e  in d iv id u a ls  which make up th e  g roup e n t ru s te d  
to  me a r e  fe d  s p i r i t u a l l y  (and h e lp ed  in  any o th e r  way) and 
b ro u g h t in to  a m a tu r i ty  in  J e su s  C h r is t .

B ro o k f ie ld  School i s  se e in g  a s p i r i t u a l  ren ew al/aw aken ing  -  
n o t th ro u g h  a n y th in g  any member o f  s t a f f  o r  p u p i l  i s  d o in g , 
o u ts id e  o f  p ra y in g  th ro u g h  a word g iv en  in  th e  New Year o f  
1977 'S ta n d  back and w atch me w ork ' and God h as  c e r t a i n l y  
done t h a t .  W ithout mass evangelism  e t c ,  c h i ld r e n  and s t a f f  
a re  showing g r e a t e r  i n t e r e s t  in  s p i r i t u a l  m a tte r s  and a t  l e a s t  
two s t a f f  have become C h r i s t i a n s .  So f o r  me th e r e  i s  a m ajor 
q u e s t io n .  Who g e ts  th e  G lory? The H arry Gray W orking T o g e th e r 
C ourses? o r  . . .  A lm ighty God?

L e t 's  p u t  th e  whole th in g  in to  p e r s p e c t iv e ,  two members o f  
s t a f f  who made t h a t  commitment to  C h r is t  have been  v e ry  much 
c h a lle n g e d  and opened up by ' t h e  Working T o g e th e r ' o r  s im i la r  
c o u rs e s .  For one i t  was a s tim u lu s  to  s e a rc h , f o r  th e  o th e r  
th e  commitment came d u rin g  th e  c o u rse . But c o u ld  such  a 
co u rse  be an "Angel o f  L ig h t? "

The d e c is io n  n o t to  a t te n d  is /w a s  a p e rs o n a l  one -  n o t to  be 
p re s s e d  on anyone e l s e  o f  a s im i la r  o r  d i s s im i l a r  p e r s u a s io n  
to  my own; b u t I  f e l t  i t  r i g h t  to  s ta n d  by w hat God h as  shown 
me. So I  sh a re  w ith  you my own th o u g h ts  on th e  m a t te r ,  which 
I  hope w i l l  be o f  v a lu e  to  you.
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23. From A lan B ooth, School C o u n se llo r :

1. In c re a s e d  open n ess , f r ie n d s h ip  and a f f e c t io n  betw een 
many s t a f f  who a t te n d e d  th e  c o u rse . T h is  h as  r e s u l t e d  
in  a move tow ards open ing  up , in s te a d  o f  co n v e rin g  up , 
d i f f e r e n c e s ;  in  p a r t i c u l a r l y  I  f e e l  i t  has been  shown in  
r e j e c t i n g  th e  fo rm al s t a f f  m eeting  in  fav o u r o f  f r e e  
d is c u s s io n ,  and th e  more t o l e r a n t  a t t i t u d e  o f  many s t a f f  
tow ards a p p r a i s a l .

2. S e v e ra l s t a f f  had had to  r e - a l i g n  th e m se lv es  in  a 
p e r s o n a l  s e n s e , and a re  s t i l l  w orking th ro u g h  is s u e s  w ith  
h u s b a n d s /w iv e s /s ta f f ,  e t c .  T h is  has ten d ed  to  p ro d u ce  a 
'p ro b le m -o r ie n ta te d ' atm osphere in  th e  s t a f f  room, which 
I  am hoping  w i l l  become more p o s i t i v e  and d ev e lo p m en ta l
a s  new e x p e r ie n c e s  a re  r e l a t e d  to  te a c h in g  and p r o f e s s io n a l  
r e l a t i o n s h ip s .  (The c o u n s e ll in g  group sh o u ld  be under 
way s h o r t l y . )

An i n t e r e s t i n g  in n o v a tio n ; two s t a f f  who have a t te n d e d  th e  
g roups b ro u g h t a t h i r d  s t a f f  member, who had n o t a t te n d e d  
a g ro u p , f o r  c o u n s e ll in g  by me. In  o th e r  w ords, my own 
p o s i t i o n  ap p ea rs  b e t t e r  u n d e rs to o d  now.

3. I  sen se  a h o p e fu l p a th ,  s t a f f  have spoken o f  t h e i r  la c k  
o f  f a i t h  in  p e o p le  to  " s o r t  th in g s  o u t f o r  th e m se lv e s" , 
and now see  a h e lp in g  r e l a t i o n s h ip  in  a more c o n s t r u c t iv e  
s e n s e , i e  le a d in g  tow ards independence f o r  p u p i l s  in s te a d  
o f  dependence.

4. P e rs o n a l i s s u e .  C o n s id e ra b le  s t r a i n  can be p u t on a 
c o u n s e l lo r  who i s  a lre a d y  in v o lv e d  in  p e r s o n a l  i s s u e s  
w ith  s t a f f .  V e tt in g  o f  s t a f f  b e fo re  a r ra n g in g  g roups 
would be very  d i f f i c u l t .  However, in  a l l  b u r  one c a s e ,  
th e s e  p e o p le  have g a in ed  c o n s id e ra b ly  from  th e  e x p e r ie n c e .
I  rem ain  t e n t a t i v e l y  h o p e fu l ab o u t th e  one I

5. O b se rv a tio n . At th e  r e c e n t  Head o f  D epartm ent M eeting i t  
was g e n e r a l ly  ex p re sse d  t h a t  th e  sch o o l was in  a s ta g e
o f  re g ro w th , t h a t  th e  cu rr ic u lu m  as  i t  s ta n d s  n eeds to  
be a d a p te d  to  m eet th e  needs o f  p u p i l s  and s t a f f .  The 
co n ce p t o f  change to  m eet th e s e  needs was welcom ed. I  
wonder i f  t h i s  a t t i t u d e  i s  in  some p a r t  a r e f l e c t i o n  o f  
th e  co n fid e n c e  o f  more s t a f f  to  a c c e p t change?
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5 .LEADERSHIP AND ORGANISATION DEVELOPMENT

Once th e  p r o j e c t  g o t underway and th e  s in g le  p ro p o sed  t r a i n in g  g roup 

became one o f  a s e r i e s ,  we were in to  a programme o f  o r g a n is a t io n  

: developm ent. A ll o r g a n is a t io n s  'd e v e lo p ' in  some way o r  a n o th e r  and 

th e r e  i s  an in c r e a s in g  u se  o f  th e  term  'o r g a n is a t io n a l  ( s ic )  d e v e lo p 

m ent' to  r e f e r  to  p lan n ed  change in  o r g a n is a t io n s .  However, th e r e  i s  

a l s o  c u r r e n t  a somewhat r e s t r i c t e d  te rm in o lo g y  w ith  a s p e c i f i c  usage -  

O rg a n is a tio n  D evelopm ent o r  "CD" which r e f e r s  to  a programme o f  p lan n ed  

o r  d e l ib e r a t e  change w orking c o n s c io u s ly  a t  th e  p s y c h o -s o c io lo g ic a l  

l e v e l  o f  th e  o r g a n is a t io n .  'CD' i s  an A p p lied  B eh av io u ra l S c ien ce  

approach  to  th e  management o f  change w ith  a r e s p e c ta b le  tw en ty  y e a r  

h i s to r y .  C a re le s s  u se  o f  th e  te rm  " O rg a n is a tio n a l Developm ent" 

o b sc u re s  t h i s  p a r t i c u l a r  and im p o rtan t view o f  o r g a n is a t io n s  and th e  

management ap p ro ac h es  a s s o c ia te d  w ith  i t .  The th e o ry  o f  th e  sch o o l 

d e s c r ib e d  in  C h a p te r  2  ̂ and th e  whole programme a t  B ro o k fie ld  School i s  

m ost a c c u r a te ly  d e s c r ib e d  a s  an 'OD' p r o je c t  o r  programme.

The m ajor c r i t i c a l  is s u e  in  any change programme -  o r  ind eed  in  any 

s o i  d i s a n t  non-change s i tu a t io n  -  i s  th e  problem  o f  l e a d e r s h ip .

G e n e ra lly  sp e a k in g , th e  su ccess  o f  a change programme depends on th e  

a t t i t u d e  and b eh av io u r o f  th e  le a d e r s h ip  o f  an  o r g a n is a t io n .  I f  th e  

le a d e r s  a re  a g a in s t  change i t  w i l l  n o t ta k e  p la c e ,  c e r t a i n l y  n o t  in  a 

n a tu r a l  d ev e lo p m en ta l way. I f  th e  le a d e r s  a re  in  fav o u r o f  th e  change, 

th e n  th e r e  a re  p rob lem s ab o u t le a d e r s h ip  and dependency . An A p p lied  

B eh av io u ra l S c ie n ce  view  o f  o rg a n is a t io n s  s e e s  le a d e r s h ip  n o t a s  a 

m a tte r  o f  p e r s o n a l i ty  and p e rso n a l b eh av io u r a lo n e , b u t  r a t h e r  a s  a 

fu n c tio n  o f  th e  g roup  o r  o rg a n is a t io n  a s  a whole w hich i s  e x e rc is e d  

by a l l  th e  in d iv id u a l  members s e p a r a te ly  and c o l l e c t i v e l y .  T r a d i t io n a l  

t h e o r ie s  o f  le a d e r s h ip  speak  o f  p e rs o n a l q u a l i t y ,  o f  'g r e a t  p e rso n s  as

 ̂ i . e .  o f  "W orking T o g e th e r in  S choo l" .
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le a d e r s h ip  q u a l i t i e s  -  co u rag e , d e c is iv e n e s s ,  humour, f irm n e s s ,  c l a r i t y  

and s in g le n e s s  o f  mind and so on . R esearch  su g g e s ts  t h a t  t h i s  i s  n o t 

th e  c a s e . A lthough le a d e r s  w i l l  e x h ib i t  such q u a l i t i e s ,  th e y  do n o t 

: o r ig i n a te  in  th e  in d iv id u a l  so much a s  in  a re sp o n se  to  c irc u m s ta n c e s .

A man who i s  b rav e  in  one s i t u a t i o n  w i l l  be a coward in  a n o th e r ;  a

man who i s  n o rm ally  cow ardly  may be fo rc e d  in to  b ra v e ry  by v i r t u e  o f

th e  needs o f  h i s  c o l le a g u e s .  F u rth e rm o re , th e r e  a re  a t  l e a s t  two

le v e ls  o f  co n ce rn  in  a group -  concern  f o r  ta s k  and concern  f o r  p ro c e s s , 

The concern  f o r  ta s k  ta k e s  p la c e  w ith in  a concern  f o r  a good c l im a te  

o f  r e l a t i o n s h i p s .  W hile one member(s) i s  le a d in g  in  th e  d e f i n i t i o n  

and accom plishm ent o f  th e  groups t a s k s ,  a n o th e r  member(s) i s  concerned  

w ith  m orale  and th e  a f f e c t iv e  c o n d i t io n s  n e c e s sa ry  f o r  th e  e f f e c t iv e  

perfo rm ance  o f  th e  t a s k ( s ) .  E xperim en ts  w ith  g roups make c l e a r  t h a t  

le a d e r s h ip  changes c o n t in u a l ly  from p e rso n  to  p e rso n  and from ta s k  

le a d e r s h ip  to  c l im a te  (som etim es c a l l e d  'm a in te n a n c e ')  le a d e r s h ip .

So, le a d e r s h ip  i s  a m a n ife s ta t io n  o f  needs and c o n d i t io n s  in  th e  

g roup . In  th e  same way, o r g a n is a t io n s  e x h ib i t  th e  same c h a r a c t e r i s t i c s .  

Much o r g a n is a t io n  th e o ry  i s  b ased  upon th e  th e o ry  o f  g roups w hich i s  

a r i c h  and v e ry  complex f i e l d  o f  s tu d y .* .

More r e c e n t ly ,  in  "management th e o ry " ,  th e r e  has grown up th e  id e a  o f  

co n tin g en cy  th e o ry  o f  le a d e r s h ip .  T h a t i s  to  sa y , n o t o n ly  does 

le a d e r s h ip  b eh av io u r d e r iv e  from th e  s i t u a t i o n  b u t i t  can be c o n tr iv e d  

to  s u i t  th e  s i t u a t i o n .  V arious w r i t e r s  have p re p a re d  ty p e s  o f  

b eh av io u r t h a t  th e  manager may engage in  i f  he i s  to  r e a s s e r t  h i s  

le a d e r s h ip  p o s i t i o n  b u t a l l  th e s e  le a d e r s h ip  id e a s  f o r  'management* 

assume t h a t  i t  i s  p o s s ib le  to  make a co n sc io u s  e f f o r t  to  behave in  a

* One o f  th e  b e s t  acc o u n ts  o f  g roup th e o ry  and p r a c t i c e  ap p ea rs  
in  Blumberg and Golombiewski (1976).
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c e r t a i n  way in  a c e r t a in  s i t u a t i o n .  Not o n ly  i s  i t  v e ry  d i f f i c u l t  

in d e ed  to  re a d  th e  needs in  a s i t u a t i o n  'c o r r e c t l y '  by o b s e rv a t io n  

b u t  such  v iew s f o r g e t  t h a t  in d iv id u a ls  a re  alw ays a l re a d y  a p a r t  o f  

: th e  s i t u a t i o n  in  w hich th e y  in te n d  to  i n t e r a c t  and a r e ,  t h e r e f o r e ,  

a lre a d y  s u b je c t  to  th e  dynam ics o f  th e  g ro u p . I t  may be t h a t  members 

o f  th e  o r g a n is a t io n  e x p e c t a p p ro p r ia te  r o l e  b e h a v io u rs  b u t  t h a t  i s  to o ,  

a fu n c tio n  o f  g roup h i s to r y  and n o t ev id en ce  o f  n o n -d ep en d en t i n t e r 

v e n t io n  b e h a v io u r .

I t  would ap p ea r much more l i k e l y  t h a t  le a d e r s h ip  b eh av io u r i s  

a fu n c tio n  o f  b o th  th e  s i t u a t i o n  and in d iv id u a l  p e r s o n a l i ty .  One 

can n o t change o n e 's  p e r s o n a l i ty  and so however a le a d e r  behaves he 

w i l l  behave c h a r a c t e r i s t i c a l l y  o f  h im s e lf .  We may say  t h a t  th e  

im p o r ta n t c h a r a c t e r i s t i c s  o f  p e r s o n a l i ty  a re  p e r s i s te n c e  and co h e re n ce . 

Were p eo p le  f i c k l e  and u n p re d ic ta b le  we sh o u ld  be u n a b le  to  r e l a t e  

to  one a n o th e r ;  i t  i s  o n ly  because  th e r e  i s  a v e ry  h ig h  d e g re e  o f  

p r e d i c t a b i l i t y  in  p e r s o n a l i ty  t h a t  we can b o th  r e l a t e  to  o th e r s  and be 

aw are o f  o u r own i n d i v id u a l i t y .  Hence, a l l  le a d e r s  behave fu n d a

m e n ta lly  in  a c h a r a c t e r i s t i c  fa s h io n .  S tu d ie s  and th e o r i e s  o f  

p e r s o n a l i ty  s t r e s s  t h i s  co h eren ce  a l b e i t  in  a v a r i e ty  o f  w ays. P sycho

l o g i s t s  l i k e  Eysenk p la c e  p e o p le  in to  c a te g o r ie s  and Eire much o ccu p ied  by 

' t y p e s '  a s  a r e  in  a d i f f e r e n t  way Ju n g ian  p s y c h o lo g is t s .  P o s s ib ly  

coming more i n to  vogue a re  m ost e x i s t e n t i a l  o r  p h enom eno log ica l view s 

o f  p e r s o n a l i ty  such  as  th e  th e o ry  o f  'P e r s o n a l  C o n s tr u c t s ' propounded 

by George K e lly .*  A ccord ing  to  th e  th e o ry  o f  'p e r s o n a l  c o n s t r u c t s '  

we each  c o n s t r u c t  o u r p e r s p e c t iv e s  on th e  w orld  in  te rm s o f  a w ide 

ran g e  o f  o p p o s i te s .  What we see  i s  e i t h e r  one th in g  o r  a n o th e r  m atched 

as  l i k e  a s  d i s s im i l a r  to  som eth ing  e l s e .  In  t h i s  way we c r e a te  o u r

* B a n n is te r  and F r a n s e l l a  (1971).
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own p e rs o n a l w orld . What we see  i s  e i t h e r  approved  o r  d isa p p ro v e d , 

p le a s a n t  o r  d is a g r e e a b le ,  d is a g re e a b le  b u t f a m i l i a r ,  f a m i l i a r  b u t  n o t 

common, and so on. No two p eo p le  have th e  same c o n s t r u c t  m a tr ix  and 

. hence we a l l  view  th e  w orld  s l i g h t l y  d i f f e r e n t l y .

W hether one a c c e p ts  th e  th e o ry  o f  P e rso n a l C o n s tru c ts  o r  n o t ,  i t  i s  a 

v a lu a b le  rem inder o f  th e  c r e a t io n  o f  in d iv id u a l  w orld s and th e  

d i f f e r e n c e s  betw een p e rc e p tio n s  a s  w e ll a s  th e  s i m i l a r i t i e s .  G e s ta l t  

p sycho logy  (d e r iv in g  la rg e ly  from Jun g ian ) a l s o  s t r e s s e s  th e  u n iq u e 

n e s s ,  d i f f e r e n c e s  and w holeness o f  p e r s o n a l i ty .  In s te a d  o f  c l a s s i f y 

in g  in d iv id u a ls  in to  n e a t  boxes i t  a llo w s a much more h o l i s t i c  view  

o f  b e in g  a p e rso n  -  th e  w holeness o f  C a rl R ogers and th e  o r i g i n a l i t y  

o f  F re d e r ic k  P e r i s .  We used  a G e s ta l t  ap p roach  to  c o u n s e l l in g  and 

group b e h a v io u r in  th e  Groups and t r i e d  to  i l l u s t r a t e  th e  im p o rtan ce  

o f  u n d e rs ta n d in g  s i t u a t i o n s  in  th e  r e a l i t y  o f  th e  h e re  and now r a th e r  

th a n  th e  f a n ta s y  o f  r e c o l le c t e d  p a s t  or im agined  f u tu r e .  So in to  th e  

p ic tu r e  o f  le a d e r s h ip  a s  a fu n c tio n  o f  th e  g ro u p , a m a n if e s ta t io n  o f

p e r s o n a l i ty ,  we a l s o  add th e  re le v a n c e  o f  con tem porary  e x p e r ie n c e .

Thus, w hat one e x p e r ie n c e s  may o r  may n o t be le a d e r s h ip  a t  th e  moment 

b u t  i s  b e l ie v e d  to  be so on r e f l e c t i o n  (o r e x p ec ted  to  be so in

a n t i c i p a t i o n ) .  T here i s  a g r e a t  need  to  be a b le  to  u n d e rs ta n d  human

a c t io n  and i n t e r a c t io n  f o r  what i t  i s  in  th e  p r e s e n t  r a t h e r  th a n  in  

th e  im a g in a tio n  o f  r e c o l l e c t i o n .

A f u r th e r  f a c t o r  in  th e  co n cep t o f  le a d e r s h ip  i s  im p o r ta n t f o r  i t  has 

to  do w ith  th e  dynamic o f  developm ent. By i t s  v e ry  n a tu r e ,  d ev e lo p 

ment i s  p ro g re s s iv e  and i s  most l i k e l y  (a p r i o r i )  to  in v o lv e  i d e n t i 

f i a b l e  s ta g e s  o r  p h a se s . E x p erien ce  s u g g e s ts  t h a t  e v e n ts  o ccu r in  

p h ases  and p a t t e r n s  and we sho u ld  need  to  u n d e rs ta n d  th e s e  p h a se s  o f  

group and o r g a n is a t io n a l  developm ent. T here have been  s e v e r a l
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su g g e s te d  r e g u la r  p a t t e r n s  o r  f e a tu r e s  o f  group b eh a v io u r b u t  we have 

chosen a co m p a ra tiv e ly  s im p le  one developm ent by O J  Harvey* in  w hich 

a l l  developm ent o f  g roups and o f  in d iv id u a ls  th e m se lv es  o c c u rs  in  

: fo u r  p h a se s . The id e a  i s  s im p le  b u t  r i c h  and r e le v a n t  to  th e  n a tu re  

o f  o r g a n is a t io n a l  developm ent b ecau se  o f  w hat i t  im p lie s  f o r  le a d e r s h ip .

O rg a n is a tio n s  may be c o n s id e re d  to  p a s s  th ro u g h  fo u r  s ta g e s  w hich a re  

c h a r a c te r i s e d  by dependence, co u n te r-d ep en d en ce , in te rd e p e n d e n c e  and 

indep en d en ce . T h a t i s  to  say  th e  b e h a v io u r o f  th e  members, p a r t i c u l a r l y  

in  t h e i r  r e l a t i o n  to  th e  h ead , i s  o f  one o f  th e s e  k in d s ,  by and 

l a r g e .  Though in d iv id u a ls  may be in  d i f f e r e n t  r e l a t i o n s h i p s ,  th e s e  

te rm s d e s c r ib e  th e  g e n e ra l r e l a t i o n s h ip  o v e r a l l .  T hus, in  th e  e a r ly  

s ta g e s  o f  i t s  developm ent, members w i l l  te n d  to  be dep en d en t on th e  

head  in  a l l  k in d s  o f  em o tio n a l and m a te r ia l  ways. I t  i s  in  th e  

i n t e r e s t  o f  a le a d e r  to  m a in ta in  and encourage t h i s  dependence because  

i t  e n su re s  t h a t  he s ta n d s  o u t as  a le a d e r ,  p o s se s s e s  power and i s  

im p o rta n t in  th e  eyes o f  o th e r s .  Most th e o r ie s  o f  le a d e r s h ip  d e s c r ib e  

le a d e r  b e h a v io u r in  a dependence s i t u a t i o n .  Types o f  le a d e r s h ip  such 

a s  d e m o c ra tic , a u t o c r a t i e ,  o r  l i a s s e z  f a ir e * *  r e f e r  to  le a d e r s h ip  

b eh av io u r in  dependency s i t u a t i o n ;  so do many co n tin g en cy  th e o r i e s  such 

a s  th o se  t h a t  d e s c r ib e  b eh av io u r on a continuum  from  a u t o c r a t i c  to  

c o n s u l ta t iv e .* * *  T h e o rie s  w hich su g g e s t t h a t  th e  le a d e r  h as  a c h o ic e  

o f  b e h a v io u rs  ig n o re  th e  s i t u a t i o n  in  which he m ust a c t  in  a c e r t a in  

way and a c c o rd in g  to  th e  dynam ics o f  o r g a n is a t io n  r a th e r  th a n  sim p le

* Harvey O J  e t  a l  (1961).

** Lewin K, L i p p i t t  R & W hite R K, " P a t te r n s  o f  a g g re s s iv e
b e h a v io u r in  e x p e r im e n ta lly  c re a te d  s o c ia l  c l im a te s " ,  J .  o f  
Soc. P sych . Vol 10 ,(1 9 3 9 ) pp271-99.

*** See, f o r  exam ple, F ie d le r  F red  E, "The C ontingency  Model;A 
Theory o f  L ea d e rsh ip  E f f e c t iv e n e s s "  in  P ro sh a n sk i and 
S ied en b erg  (1965).
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" s i t u a t i o n a l "  re q u ire m e n ts .

A th e o ry  o f  developm ent p h ases  s t a t e s  t h a t  d u r in g  th e  p h ase  o f  

dependency i t  i s  in  th e  i n t e r e s t  o f  a l l  members to  m a in ta in  th e  

r e l a t i o n s h ip  (as p e rc e iv e d  by them a t  t h a t  tim e) b u t i t  i s  a l s o  in  

t h e i r  i n t e r e s t s  to  change i t ,  i f  th e  c r e a t iv e  en erg y  o f  th e  g ro u p / 

o r g a n is a t io n  i s  to  be f r e e d  up. A lthough developm ent i s  i n e v i t a b l e ,  

everyone works h a rd  a t  r e s i s t i n g  change and le a d e r s  o f f e r  freedom  

becau se  t h a t  i s  to  o f f e r  g r e a t e r  dependence (a p arad o x  b u t  t r u e  -  " I  

w i l l  l e t  you do a s  you w ant b ecause  I  do n o t w ant to  sm other y o u ."

T h is  i s  a dependency c r e a t in g  s ta te m e n t ) . As freedom  i s  o f f e r e d  i t  

i s  r e s i s t e d  b ecau se  freedom  im p lie s  a c c e p ta n c e  o f  r e s p o n s i b i l i t y  and 

members a re  a f r a i d  o f  ta k in g  on a new b u rd en . R e fu sa l to  ta k e  freedom  

p le a s e s  th e  le a d e r  who r e a f f i rm s  h i s  le a d e r s h ip  by a u th o r i ta r i a n i s m ,  

b en ev o len ce  o r  p a tro n a g e  b u t t h i s  i s  l e s s  a c c e p ta b le  to  some members 

now th a n  i t  was because  th e y  have t a s t e d  some freedom , g a in e d  some 

em o tio n a l s t r e n g th  and now see  i t  b e in g  ta k e n  away. T here i s  a v e ry  

s tro n g  sen se  o f  h ie ra rc h y  in  t h i s  p hase  and ' s e n i o r ' members a r e  v e ry  

s t a t u s  c o n sc io u s .

The second p hase  i s  one o f  co u n te r-d ep en d en ce  when some members beg in  

to  a s s e r t  th em se lv es  and work f o r  g r e a t e r  in d ep en d en ce . C o n f l i c t  i s  

g e n e ra te d  betw een th e  members who w ish  to  rem ain  d ep en d en t and th o se  

who w ish  to  move on . Soon th e  le a d e r  i s  fa c e d  w ith  two i r r e c o n s i l a b l e  

g ro u p s . One demands freedom  which he may w ish to  g iv e  b u t  i s  u n ab le  

to  b ecau se  o f  h i s  own need f o r  s e c u r i t y  ( f e l t  in  h i s  need to  be s t i l l  

in  ch arg e  e s p e c i a l l y  in  view  o f  o u ts id e  c o n s t r a i n t s ) , th e  o th e r  group 

demands more c o r r e c t  and a p p ro p r ia te  ' l e a d e r s h i p ' b e h a v io u r  from  him 

which he i s  a g a in  u n ab le  to  g iv e  b ecau se  th e y  a l l  r e q u i r e  a d i f f e r e n t  

k in d  o f  le a d e r s h ip  ( a u th o r i t a r i a n ,  s u p p o r t iv e ,  b e n e v o le n t,  f irm .
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g e n t le ,  r e la x e d ,  n o n - in t e r f e r in g ,  e t c ) . B ecause th e  le a d e r  can no 

lo n g e r  s a t i s f y  any o f  th e  demands s a t i s f a c t o r i l y ,  a g e n e ra l  d is c o n te n t  

a r i s e s  and e v e n tu a l ly  th e  le a d e r  i s  r e j e c te d  o r  d is c o u n te d . R e je c tio n  

o c c u rs  even when th e  le a d e r  w ishes h i s  c o lle a g u e s  to  be f r e e  b ecause  

freedom  can o n ly  come by r e j e c t i o n .

The p o in t  o f  r e j e c t i o n  i s  th e  most tr a u m a tic  e v e n t in  th e  l i f e  o f  an 

o r g a n is a t io n  and one w hich m ost o r g a n is a t io n s  go to  g r e a t  le n g th s  to  

a v o id . But th e re  i s  no way in  which i t  can be av o ided  e x c e p t by 

r e t r e a t i n g  in to  dependency and t h i s  i s  u s u a l ly  w hat o c c u rs .  L ead er

s h ip  can o n ly  be r e ta in e d  when i t  i s  g iv en  away b ecau se  th e  n a tu re  o f 

le a d e r s h ip  m ust be tran sm u ted  from dominance and dependency to  

b e h a v io u r a p p ro p r ia te  to  th e  o r g a n is a t io n a l  r o le  -  and w h atever 

e x te r n a l  d e te rm in a n ts  th e r e  a re ;  th e  s t a t u s  and s t a t u to r y  p o s i t i o n  o f  

th e  Head a c c o rd in g  to  th e  a r t i c l e s  o f  governm ent. Many, i f  n o t m ost, 

o r g a n is a t io n s  e x i s t  on th e  edge o f  co u n te r-d ep en d en ce  f e a r f u l  to  move 

in to  th e  a n t i c ip a te d  chaos y e t  u n w illin g  to  go r i g h t  back in to  

dependency u n le s s  th e r e  i s  some f r i g h t f u l  breakdow n. E scape from 

b rinkm ansh ip  may r e s u l t  in  a f a l s e  m u tu a li ty  ( in te rd e p e n d e n c e ) b u t 

o n ly  to o  o f te n  t h a t  i s  l i t t l e  more th a n  a b en ig n  dependency . For a 

t r u e  r e s o lu t io n  to  o c c u r , th e  o rg a n is a t io n  m ust move in to  a s t a t e  o f  

r e b e l l io n  and th e  le a d e r s h ip  m ust a c tu a l ly  be r e j e c t e d  even i f  th e  

r e j e c t i o n  i s  sym bo lic . The le a d e r  can o n ly  r e tu r n  on te rm s l a i d  down 

by th e  o th e r  membership and i t  ta k e s  l i t t l e  im a g in a tio n  to  r e a l i s e  

why many le a d e r s  can n o t do t h a t  because  t h e i r  p e r s o n a l i ty  s t r u c t u r e  

i s  such t h a t  th e y  can o n ly  s u rv iv e  i f  th e y  a re  dom inant in  s i t u a t i o n s .  

B ut some le a d e r s  can su rv iv e  th e  traum a o f  r e j e c t i o n  and a c c e p ta n c e  

in  new te rm s and welcome a m u tu a li ty  and s h a r in g .  A gain , t h i s  i s  

d ependen t on t h e i r  p e r s o n a l i ty  b u t many such  p eo p le  a re  p re v e n te d  

from  d is c o v e r in g  th e  t r u e  m u tu a li ty  t h a t  th e y  need b ecau se  o r g a n is a t io n s
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make such  g r e a t  demands abo u t dependency. F or many le a d e r s ,  i t  i s  

im p e ra tiv e  t h a t  th e y  p a ss  th ro u g h  th e se  p h a se s  i f  th e y  a re  e v e r  to  

re a c h  p e rs o n a l  co n ten tm e n t.

The t h i r d  p h ase  o f  in te rd e p e n d e n c e  i s  one o f  in te rd e p e n d e n c e  o r  

m u tu a l i ty .  Power i s  a r e a l  sh a r in g  o f  r e s p o n s i b i l i t i e s  and ta s k s  b u t 

i t  i s  a l s o  a h ig h ly  n o rm ative  s ta g e  when th e r e  i s  a g e n e ra l  e x p e c ta 

t i o n  ab o u t ag ree d  v a lu e s .  T here a re  p r e s s u re s  p u t  on p e o p le  to  con

form , n o t p u n i t iv e ly  b u t  by n e g o t ia t io n  and p e r s u a s io n .  An easy  l i f e  

i s  p o s s ib le  f o r  anyone who does n o t r e b e l  b u t  a r u l i n g  c l iq u e  w i l l  

d e te rm in e  how th in g s  a re  done. The c l iq u e  may be a la rg e  one b u t 

th e re  w i l l  be much e x p re s s io n  o f  v a lu e s  and a f f e c t iv e  co ncern  o f te n  

a t  th e  r i s k  o f  lo s in g  s ig h t  o f  th e  need f o r  tough  and r a t i o n a l  d i s 

c u s s io n . On th e  o th e r  hand, in  a phase  o f  m u tu a li ty  more use  can be 

made o f  c r e a t iv e  c o n f l i c t  because  th e  le v e l  o f  to le r a n c e  i s  h ig h e r  

th a n  in  th e  o th e r  p h a se s . A lthough th e re  w i l l  be s t ro n g  no rm ativ e  

and p a c i fy in g  in f lu e n c e s  th e y  w i l l  be a b le  to  t o l e r a t e  d i f f e r e n c e s  

becau se  th e y  a re  more s e c u re ,  l e s s  v u ln e ra b le .  I n d iv id u a ls  a re  n o t 

r e a l l y  a t  r i s k  in  t h i s  p hase  b ecau se  th e  need t h a t  th e  o r g a n is a t io n  

has  f o r  everyone has been worked th ro u g h . T o le ra n c e  i s  n o t  a p io u s  

hope b u t an ach iev ed  r e a l i t y .  The dominance o f  th e  le a d e r  f a l l s  in to  

p la c e  h e re .  He works w ith  more p eo p le  and th e r e  i s  l i t t l e  c o n sc io u s 

n e ss  o f  h ie ra r c h y ,  e i t h e r  on h i s  p a r t  o r  o f  o th e rs  in  th e  o rg a n is a t io n .  

O ften  o rg a n is a t io n s  e x h ib i t  m u tu a li ty  d u rin g  a r e s p i t e  from th e  

c o n f l i c t s  o f  th e  p re v io u s  s ta g e s .  T here may be a f a l s e  m u tu a li ty  

d u rin g  th e  dependence phase  e s p e c ia l ly  when th e  le a d e r  i s  b e in g  

p a r t i c u l a r l y  ben ig n  o r  p a t r i a r c h a l .  But t r u e  m u tu a l i ty  i s  a w orking 

to g e th e r  w ith  a c o n sc io u sn e ss  o f  sh a red  v a lu e s .
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The in te rd e p e n d e n c e  b e g in s  to  b reak  down a s  i t  i s  r e a l i s e d  t h a t  th e r e  

a re  s i g n i f i c a n t  d i f f e r e n c e s  in  ex p re sse d  v a lu e s  and in  th e  i n t e r p r e 

t a t i o n  o f  them . P eop le  r a t i o n a l i s e  v a lu e  system s in to  id e o lo g ie s  and 

th e  v a l i d i t y  o f  a l t e r n a t i v e s  becomes a p p a re n t and s i g n i f i c a n t .

M u tu a lity  i s  seen  to  be o f te n  l i t t l e  more th a n  c o l lu s io n  and accommo

d a t io n  w h ile  in d iv id u a l  d i f f e r e n c e s  have been u n d e rv a lu e d . F u rth e rm o re , 

as  in d iv id u a ls  develop  a sen se  o f  p e rs o n a l s e c u r i t y  th e y  need  to  t r y  

o u t t h e i r  independence by b re a k in g  away and t r y in g  o u t  new id e a s  and 

p r o j e c t s .  T here grows up th e  need to  a f f i rm  in d i v id u a l i t y  and to  

b reak  away from  th e  g roup . In  th e  o r g a n is a t io n ,  sm a ll g roups w i l l  

form to  d ev e lo p  new id e a s  and programmes b u t  th e y  w i l l  n o t  l a s t  long  

becau se  members a re  se ek in g  a g r e a t e r  ind ep en d en ce . For th e  b o s s ,  

th e r e  i s  an app ea ran ce  o f  b re a k in g  up and he w i l l  t r y  to  b r in g  th in g s  

to g e th e r  a g a in  by g e n t le  and s u b t le  s tra te g e m s . The d e s ig n a te d  o r  

fo rm al le a d e r  w i l l  endeavour to  be s u p p o r t iv e , f a c i l i t a t i v e  b u t  

c o - o r d in a t iv e ;  he w i l l  t r y  to  b r in g  th in g s  to g e th e r  a g a in  and w i l l  

be tem pted  to  c o e rc e . He i s  under t h r e a t  a g a in  f o r  he s e e s  h i s  

i d e a l i s e d  commonwealth f a l l i n g  a p a r t  and f o r  him th e  f e a r  i s  a 

r e g r e s s io n  to  r e b e l l i o n ,  la c k  o f  r e s p o n s i b i l i t y  on th e  p a r t  o f  h i s  

c o l le a g u e s  and t h e i r  tu rn in g  away from him to  p u rsu e  p e r s o n a l i s t i c  

and h e d o n is t ic  b u t a n t i - o r g a n i s a t io n a l  en d s .

Once more a c r i s i s  has to  be worked th ro u g h  a s  everyone le a r n s  w hat 

i s  m eant by w inning  t r u e  independence; p e rs o n a l  autonom y. Autonomy 

i s  b o th  independence and in te rd e p e n d e n c e . Autonomy w ith o u t 

r e s p o n s i b i l i t y  i s  a c tu a l  anarchy  o r  d e p e n d e n ce /c o u n te r-d ep en d e n ce . 

Autonomy means b e in g  aware o f  o th e r s  and in te r p e r s o n a l  r e s p o n s i b i l i t i e s  

b u t  i t  means w orking on r e l a t io n s h ip s  f r e e l y  and w ith o u t su p p o r t 

b e in g  fo rth co m in g . I t  lœans making d e c is io n s  f o r  o n e s e l f  w ith o u t 

ig n o r in g  th e  co n seq u en ces. A ll ia n c e s  m ust be c o n s c io u s ly  and
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d e l ib e r a t e ly  n e g o t ia te d ;  th e r e  i s  no more ta k in g  common v a lu e s  and 

i n t e r e s t s  f o r  g ra n te d  b u t th e r e  i s  no r e f u s in g  to  c o n s id e r  th e  needs 

and demands o f  o th e r s .  Autonomy i s  ach iev ed  by r e j e c t i n g  th e  m e d ia tio n  

: o f  th e  le a d e r  b u t  a l s o  by deny ing  th e  su p p o r t and su c c e ss  o f  c o l le a g u e s , 

I t  i s  concerned  w ith  le a rn in g  to  be a lo n e , w ith  th e  a c c e p ta n c e  o f  

th e  s e l f  and th e  lo n e l in e s s  co nsequen t upon such le a r n in g .  In  an 

autonomous i n s t i t u t i o n ,  members a re  b o th  a lo n e  and to g e th e r  r e c o n c i l 

in g  r e j e c t i o n  w ith  p e rs o n a l  g row th . T h is  i s  th e  s ta g e  when th e  id e a s  

o f  C a rl R ogers on 'Becoming a P e rs o n ' become m ean ing fu l and i s  where 

c o u n s e ll in g  h e lp  i s  v e ry  much a t  th e  one to  one le v e l  r a th e r  th a n  

group s u p p o r t .

O rg a n is a tio n s  p a s s  th ro u g h  th e s e  p h ases  on d i f f e r e n t  l e v e ls  and in  

d i f f e r e n t  tim e sp a n s . Each p hase  w i l l  be m a n ife s t  in  some way m ost 

o f  th e  tim e . I n d iv id u a ls  w i l l  be a t  a number o f  s ta g e s  in  a number 

o f  r e l a t i o n s h i p s .  Each in d iv id u a l  p e rso n  to  p e rso n  r e l a t i o n s h ip  

m ust p a s s  th ro u g h  th e s e  p h a se s . Each in d iv id u a l  i s  grow ing and 

m a tu rin g  in  h im s e lf  th ro u g h  th e s e  p h a se s . But o v e r a l l ,  p e r s o n a l i ty  

w i l l  be la r g e ly  a t  one o f  th e s e  p h ases  o f  developm ent. The dependen t 

p e r s o n a l i ty  i s  th e  m ost common and th e  autonomous th e  l e a s t  common. 

I n d iv id u a ls ,  th e n ,  have a ls o  to  m atch t h e i r  p e r s o n a l n e e d s , d e r iv in g  

from  t h e i r  own p h ase  o f  developm ent, w ith  th e  o r g a n is a t io n a l  c l im a te  

d e r iv in g  from th e  p hase  o f  developm ent m ost c h a r a c t e r i s t i c  o f  th e  

o r g a n is a t io n .  Some o f  th e s e  p h ases  a re  m u tu a lly  co m p a tib le  and some 

a re  n o t .  A s im p le  m a tr ix  in d i c a te s  th e  p o s i t i o n .
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P e rs o n a l D imension

P hases 1 2 3 4

1 Yes (Yes) Yes No

2 (Yes) Yes Yes Yes

3 No No Yes No

4 Yes Yes Yes Yes

The autonomous in d iv id u a l  can f in d  h im se lf  in  a  co m p a tib le  o r  co n g ru en t 

s i t u a t i o n  w ith  an o rg a n is a t io n  in  any o f  th e  p h ases  b eca u se  h i s  

p e rs o n a l  autonomy h e lp s  him to  r i s e  above w hat goes on . N e v e r th e le s s ,  

h i s  r e a c t io n s  in  th e  f i r s t  th r e e  p h ases  w i l l  be la r g e ly  d e fe n s iv e  and 

w i l l  be c r e a t iv e  o n ly  in  th e  l a s t  p h a se . D ependent in d iv id u a l s  a re  

dependen t on o th e r s  in  a l l  s i t u a t i o n s  b u t f in d  autonomous s i t u a t i o n s  

m ost d i f f i c u l t  to  cope w ith  s in c e  th e y  a re  c o n s ta n t ly  b e in g  d is a p p o in te d . 

C o u n te r-d e p en d en t in d iv id u a ls  can en jo y  p h ases  o f  autonomy becau se  

th e y  can r e a c t  a g a in s t  o th e r s  to  t h e i r  h e a r t 's  c o n te n t .  E v e ry th in g  

th e y  see  th e y  can r e b e l  a g a in s t  b u t  no one n e c e s s a r i ly  ta k e s  much 

n o t i c e .  They a ls o  r e b e l  a g a in s t  m u tu a li ty  b ecau se  t h a t  i s  an id e a l  

s t a t e  f o r  co u n te r-d ep en d en cy . Of c o u rs e , th e  m a tr ix  i s  an o v e r 

s im p l i f i c a t io n  because  o f  a l l  th e  le v e l s  o f  re sp o n se  we a re  in v o lv e d  

in  and b ecau se  we do n o t r e l a t e  on a s in g le  p e r s o n a l i ty  d im en sio n .

By and la r g e ,  how ever, th e  b e s t  m atch f o r  an in d iv id u a l  i s  when h is  

p e r s o n a l  d i s p o s i t i o n  m atches th e  o v e r a l l  c l im a te  o f  th e  i n s t i t u t i o n .  

T h is  means in  p r a c t i c e  t h a t  m ost in d iv id u a ls  and m ost i n s t i t u t i o n s  a re  

in  th e  f i r s t  phase  o f  h o v e rin g  around th e  commencement o f  p h ase  tw o. 

Few p eo p le  and even few er o r g a n is a t io n s  a re  in  th e  f o u r th  p h a se . By 

and la rg e  h eads  o f  o r g a n is a t io n s  w i l l  b e l ie v e  th e m se lv es  to  be m ost
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se c u re  when th e y  have c r e a te d  dependency upon th e m se lv e s . T h a t g iv e s  

them more p e rc e iv e d  c o n t ro l  and th e y  f e e l  more a b le  to  in f lu e n c e  

t h e i r  s u b o rd in a te s .  Management ' s t y l e s '  a re  m ere ly  d i f f e r e n t  ways o f  

: r e t a in in g  c o n t ro l  and dependency and t h i s  i s  even t r u e  v e ry  o f te n  o f  

c o l la b o r a t iv e  s t y l e s .  Y et th e  te n s io n  t h a t  a r i s e s  from th e  l e a d e r s ' 

w ish  to  c o n t ro l  and members' need to  be f r e e  i s  v i t a l .  U n less  

members have r e s i s t a n c e  to  work a g a in s t ,  th e y  c a n n o t g a in  t h e i r  

freedom  and c o n tin u e  to  m ature a s  o r g a n is a t io n a l  members. H ence, 

s e n io r  m anagers have no o p tio n  b u t to  r e s i s t  even when th e y  w ant t h e i r  

c o lle a g u e s  to  be f r e e  and members have no o p tio n  b u t  to  p e n e t r a te  

b eh in d  t h e i r  f a n ta s i e s  abou t th e  le a d e r  and b o s s .

T here i s  a lm o st an in v e rs e  r e l a t io n s h ip  betw een a f e e l in g  o f  p e rs o n a l  

s e c u r i t y  and a g g re s s iv e n e s s  and d o m in a tio n . The more a le a d e r  f e e l s  

th e  need to  dom inate , th e  l e s s  p e r s o n a l ly  s e c u re  he i s .  T h is  

f r ig h t e n s  members b ecause  th e y  f e a r  th e  h u r t  and pun ishm en t o f

r e s i s t a n c e .  We u n d e r -e s tim a te  th e  amount o f  f e a r  in  i n s t i t u t i o n s

and th e  amount o f  v u ln e r a b i l i t y  f e l t  by members even th o s e  who have 

no a p p a re n t n e u r o s is .  W ith in  o r g a n is a t io n s  th e r e  a r e  n o rm ativ e  

re q u ire m e n ts  f o r  p rom otion  and ap p ro v a l and th e y  alw ays stem  from  th e  

b o s s . We sh o u ld  n ev er u n d e r -e s tim a te  th e  amount o f  power th e  s e n io r  

manager has and th e r e  i s  a p o in t  where h i s  p e rc e iv e d  use  o f  i t  

becomes d y s fu n c t io n a l .  He must be a b le  to  g iv e  w hat h i s  c o lle a g u e s  

need and he can n o t in  th e  long  ru n  a f f o r d  to  be a  bogeyman. On th e

o th e r  hand , a b o ss  who i s  f a r  to o  g e n t le  and p l i a n t  c r e a te s  a n o th e r

k in d  o f  a n x ie ty ,  th e  f e a r  o f  b e in g  u n su p p o rted . A lthough  i t  i s  b e t t e r  

to  be k in d  and c o n s id e ra te  because  p eo p le  f e e l  more c o m fo rta b le  and 

a t  e a s e ,  to o  much a c c e p ta n c e  c r e a te s  anger and f r u s t r a t i o n  b ecau se  

p e o p le  a re  n o t s u f f i c i e n t l y  acknow ledged and a f f irm e d . P eo p le  need
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to  f e e l  th e y  know where th e y  s ta n d  w ith  re g a rd  to  th e  b o s s .  In  th e  

dependency s i t u a t i o n ,  th e r e  i s  no way o f  p re v e n tin g  dependency 

in d u c in g  b eh av io u r on th e  p a r t  o f  th e  le a d e r  and dependency r e in f o r c in g  

b e h a v io u r on th e  p a r t  o f  th e  o th e r  members. E ven ts  m ust move to  

c r i s i s  i f  th e  im passe i s  to  be r e s o lv e d .

In  th e  p ro c e s s  o f  th e  B ro o k f ie ld  programme, th e  p rob lem s o f  dependency 

became v e ry  c l e a r .  For some s t a f f  th e  p r o j e c t  i t s e l f  c r e a te d  

a n x ie t i e s  and a s  tim e w ent on th e r e  were p r e s s u re s  to  conform  to  th e  

e th o s  o f  g roups and th e  new c u l t u r a l  norm o f  g o ing  on a g roup and 

h av ing  good th in g s  to  sa y . T here was some c l iq u e  fo rm ing  and th e r e  

were a l s o  r e a c t io n s  a g a in s t  th e  id e a  o f  th e  g ro u p s . Both in  th e  

g roups and o u t th e r e  was a g r e a t  d e a l o f  concern  ab o u t th e  p o s i t io n  

o f  th e  H eadm aster; m ost p e o p le  w ished to  know w hat he e x p e c te d  o f  

them . How w ere th e y  to  behave , w hat d id  he w ant; how c o u ld  th e y  

p le a s e  him . H is r e p l i e s  t h a t  he o n ly  w anted them to  have t h e i r  f r e e 

dom came a c ro s s  as  c o n fu s in g . I t  was im p o ss ib le  to  u n d e rs ta n d  how one 

co u ld  be f r e e  w h ile  f u l f i l l i n g  o n e 's  r e s p o n s i b i l i t i e s  a s  a te a c h e r  in  

a s c h o o l. The g roups th em se lv es  w ere seen  as  a k in d  o f  demand -  how 

sh o u ld  we r e a c t  to  th e  g roups so as  to  p le a s e  you? Some in d iv id u a ls  

ex ten d ed  t h i s  o u ts id e  th e  group in to  t h e i r  sch o o l l i f e  -  w hat does he 

w ant me to  do. O th e rs  b e l ie v e d  th e y  were a c c e p tin g  t h e i r  freedom  by 

c o n tin u in g  much as  b e fo re  -  "he j u s t  w ants me to  c a r r y  on and do what 

I  f e e l  i s  n e c e s s a ry ."  But even t h i s  was to  m isu n d e rs tan d  th e  n a tu re  

o f  freedom  -  because  freedom  i s  n o t a r e t r e a t  in to  o n e s e l f  b u t  a 

c h a lle n g e  to  become more f u l f i l l e d ,  a c c e p t more r e s p o n s i b i l i t y  and 

ta k e  more i n i t i a t i v e s .  R e fu sa l to  ta k e  r e s p o n s i b i l i t y  i s  a form  o f  

dependence; a s o r t  o f  s te p p in g  a s id e  from th e  t h r u s t  o f  e v e n ts .
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G rad u a lly  th e  co u n te r-d ep en d en cy  and r e a c t io n  began to  o c c u r .  T here 

began to  grow up an in c re a s in g  im p a tien ce  w ith  th e  Head; an annoyance 

a t  h i s  i n s c r u t a b i l i t y  and o b s c u r i ty .  Those who were m ost w ith  him in

; fav o u r o f  th e  p r o j e c t  became i r r i t a t e d  and f r u s t r a t e d .  A r e a c t io n

a g a in s t  h i s  dependency -  c r e a t in g  b e h a v io u r began to  a r i s e  and he was 

c r i t i c i s e d  f o r  h i s  av u n c u la r  and p a t r o n i s in g  a t t i t u d e .  T h is  was 

p o in te d  up in  a r e l a t e d  a c t i v i t y .  The Head had g a th e re d  a group o f  

o th e r  h eads to g e th e r  who w ere i n t e r e s t e d  in  group work and o rg a n is a 

t i o n  developm ent ap p ro ac h es. A group was a rra n g e d  a s  a r e s i d e n t i a l  

weekend and i t  was to  be a p u re  E n coun ter Group u s in g  a c o u n s e l l in g  

mode o f  f a c i l i t a t i o n  by th e  t r a i n e r  (a g a in , H arry  G ra y ) . A ll  th e  

members o f  th e  Heads group found th e  e x p e rie n c e  w o rth w h ile  and a 

second group was a rra n g e d  w ith  th e  pu rp o se  o f  e x p lo r in g  c o u n s e ll in g  

a s  a mode o f  w orking and to  p ro v id e  some t r a i n in g  in  c o u n s e l l in g  f o r  

th e  Heads. One o f th e  group members was a County A d v ise r and a l l  o f  

them a t te n d e d  in  a p r iv a t e  c a p a c i ty  -  t h a t  i s ,  th e  g roups w ere n o t

seen  as  an " o f f i c i a l "  t r a i n i n g  e v e n t. One o f  th e  m ajo r i s s u e s  f o r

t h i s  heads group was th e  a t t i t u d e  o f  th e  " e d u c a tio n  a u th o r i ty "  tow ards 

th e  id e a  o f  group work. The group members e x p re sse d  a g r e a t  d e a l o f  

p e r s o n a l  commitment b u t  i t  g ra d u a l ly  became c l e a r  t h a t  th e y  f e l t  t h a t  the 

i n i t i a t i n g  Head was n o t th e  b e s t  ad v o ca te  f o r  th e  c o u rse  b ecau se  he 

had fo c u sse d  o n to  h im se lf  th e  w id esp read  f e a r s  ab o u t g roup work 

(which some p e o p le  o u ts id e  th e  head te a c h e r s  group h a d ) . D uring t h i s  

second weekend g roup , th e  is s u e  o f  S ta n le y  P u tn am 's  r e l a t i o n s h i p  was 

fa c e d  up to  an th e r e  was a r e j e c t i o n  o f  h i s  r o le  a s  ' l e a d e r '  o f  th e  

w hole in n o v a tiv e  p r o j e c t  -  even though th e  th e o ry  o f  group  developm ent 

a s  e x p la in e d  above was sh a re d  w ith  th e  group and th e r e  was u n d e r

s ta n d in g  a t  th e  c o g n i t iv e  le v e l  ab o u t w hat would happen . N e v e r th e le s s ,  

th e  r e j e c t i o n  had a c t u a l l y  to  be e x p e rie n c e d  w ith  th e  g en u in e  p a in
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t h a t  was in v o lv e d .

A ll group  dynam ics th e o ry  in c lu d e s  th e  r e a l i t y  o f  p a in  a c t u a l l y  b e in g  

e x p e rie n c e d  and i t  i s  fundam ental to  e x p e r i e n t i a l  le a r n in g  t h a t  

c o g n i t iv e  u n d e rs ta n d in g  i s  n ev er enough, i t  m ust be p rece d ed  by 

em o tio n a l u n d e rs ta n d in g , by th e  a c tu a l ly  p a s s in g  th ro u g h  th e  t o t a l  

e x p e r ie n c e . F u l l  u n d e rs ta n d in g  and c o g n it io n  o n ly  comes l a t e r .  I t  

d o es , how ever, ap p ea r to  be h e lp fu l  fo r  some t h e o r e t i c a l  e x p la n a tio n  

to  p ro cee d  o r  accompany e x p e rie n c e  b u t th e  tim in g  o f  e x p la n a tio n  i s  

c r i t i c a l .  Too e a r ly  an e x p la n a tio n  i s  m e a n in g le ss . I t  i s  u s u a l  in  

en c o u n te r  g roups f o r  th e  f a c i l i t a t o r  o r  t r a i n e r  to  be  s u b je c t  to  

r e j e c t i o n  and in  th e  norm al s i t u a t io n ;  g ro u p s form a s  tem porary  

o rg a n is a t io n s  w ith  a l i f e - s p a n  contem porary  w ith  th e  tim e  th e  g roup  

m ee ts . When th e  group i s  p a r t  o f  an i n s t i t u t i o n a l  programm e, th e  

s i g n i f i c a n t  le a d e r  i s  th e  i n i t i a t o r  o f  th e  p r o j e c t ;  in  t h i s  c a se  th e  

i n i t i a t o r  was th e  h eadm aster o f  B ro o k f ie ld . T hat i s  n o t  to  say  t h a t  

in  each  group th e  dynam ics w ith  re g a rd  to  th e  f a c i l i t a t o r  (H arry  Gray) 

d id  n o t o ccu r b u t  th e r e  was a ls o  th e  c o n te x tu a l  l e v e l  t h a t  was more 

im p o rta n t; th e  r e l a t io n s h ip  o f  group members to  th e  p r o j e c t  i n i t i a t o r  

and t h i s  i s  th e  r e l a t io n s h ip  t h a t  r e q u i r e s  th e  m ost c r i t i c a l  a t t e n t i o n .

The t im e - s c a le  o f  th e  p r o j e c t  i s  such th a t  th e  f u l l  developm ent o f  

o r g a n is a t io n a l  dynam ics w i l l  ta k e  a long  tim e to  work th ro u g h  and 

th e r e  w i l l  be o th e r  c o n s id e ra t io n s  t h a t  w i l l  c o m p lic a te  th e  s i t u a t i o n .  

E nv ironm en ta l p r e s s u re s  w i l l  change. B ut, a f t e r  th e  f i r s t  g roup  

e x p e r ie n c e , th e  members can move in to  a new group e x p e r ie n c e  when th e  

group can acco m p lish  work and com plete  t a s k s .  T h is  was th e  e x p e rie n c e  

o f  th e  Head te a c h e r s  Group, th e  f i r s t  weekend was one o f  e n c o u n te r  

and p e rs o n a l d is c o v e ry . C o u n se llin g  was used  to  a id  p e rs o n a l  i n s ig h t
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and th e  s o lv in g  o f  some p e rs o n a l  p rob lem s. C onfidence was b u i l t  in  

th e  g roup and a c lo s e  s p i r i t  o f com radeship was engendered  w hich 

c a r r i e d  o v e r fo r  s e v e ra l  months u n t i l  th e  second group m e e tin g . By 

th e  tim e  o f  th e  second r e s i d e n t i a l  weekend th e  group members w ere 

read y  to  e x p e rie n c e  a v a r i e ty  o f  modes o f  w orking in c lu d in g  c o u n s e l

l i n g  and p e rs o n a l d is c o v e ry  b u t moving in to  th e  co m p le tio n  o f  ta s k s  

r e le v a n t  to  th e  group in  i t s  o u ts id e  r e l a t i o n s h ip s .  O ther modes o f  

w orking were e x p e rie n c e d  such a s  b re a k in g  in to  su b -g ro u p s  and p a i r s ;  

engag ing  in  th e  a c t i v i t i e s  l i k e  ta k in g  w alks , re a d in g  p a p e rs  and books 

on group and o rg a n is a t io n  th e o ry ; l e c tu r e s  on th e o ry ;  p rob lem 

s o lv in g .  By b u i ld in g  a p s y c h o lo g ic a lly  c lo s e  g ro u p , th e  group became 

more e f f i c i e n t  a t  i t s  work and e x p e rie n c e d  a t r u l y  sh a re d  le a d e r s h ip  

where le a d e r s h ip  r e a l l y  was a fu n c tio n  o f  th e  g ro u p . T h is  i s  how th e  

d e p a r tm e n ta l weekends a r e  ex p ec ted  to  work -  on ta s k s  w ith  th e  a id  o f  

a f a c i l i t a t o r  and in  d is c o v e r in g  new ways o f  w orking to g e th e r .
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B ro o k f ie ld  School

Memo from th e  H eadm aster:

J. S t a f f :

1 . You w i l l  r e c a l l  a t  th e  l a s t  S ta f f  M eeting t h a t  th e  c o n f id e n t ia l

n a tu re  o f  comments made in  th e  H arry Gray -  SGP R ep o rt was q u e s tio n e d ,

I  p rom ised  to  r a i s e  th e s e  m a tte rs  d i r e c t l y  w ith  H arry .

The r e p ly  was as  f o l lo w s : -

(a) What was s a id  in  th e  l e t t e r  to  S ta f f  w as, " . . .  T here i s  no 

need to  g iv e  your name, though you may i f  you w ish . E v e n tu a lly  

we can sh a re  th e s e  view s c o l l e c t iv e l y  b u t  anonym ously by 

c o l l a t i n g  th e  view s e x p re s se d ."

(b) I t  was f e l t  t h a t  i f  he e d i te d  what had been s a id  th e n  he 

would a u to m a tic a l ly  have b ro u g h t a b ia s  i n to  t h i s  in te r im  

R ep o rt and would a l s o  have e x t r a c te d  p ie c e s  o f  l e t t e r s  w hich 

w ere , in  th e m se lv e s , com plete p o in ts  o f  v iew . The o n ly  s e le c 

t i o n  p ro c e s s  was t h a t  o f  p r in t in g  th e  l e t t e r s  in  an o rd e r  

g o ing  from  th o se  m ost warmly in  fav o u r to  th o s e  m ost c r i t i c a l  

o f  w hat had ta k e n  p la c e .

(c) H arry  i s  q u i te  w i l l in g  to  be a c c o u n ta b le  to  you f o r  w hat has  

been done and w i l l  in  f a c t ,  be ab o u t th e  School d u r in g  th e  

l a t t e r  end o f  n e x t week.

(d) The aim o f  th e  e v a lu a tio n  i s  to  g e t  a c o n tin u in g  r e a c t io n  to  

what we a re  do ing  so t h a t  i t  s ta n d s  ( i)  a s  a g u id e  to  u se  in  

any c o n tin u in g  work t h a t  we may do in  t h i s  f i e l d  and ( i i )  as

a fe e d -b a c k  in to  th e  system  so t h a t  f u r th e r  comment a p p e r ta in 

in g  to  new p e rc e p t io n s  may be seen  e . g . ,  some who had d o u b ts
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may now see  i t  d i f f e r e n t l y  and o th e r s  who were warmly d i s 

posed  may now be s c e p t i c a l  and i t  i s  h e lp f u l  to  us a l l  

w hether we have p a r t i c ip a te d  o r  n o t in  th e  group a c t i v i t i e s .

; The R ep o rts  a re  f o r  School use o n ly .

2 . My p e rs o n a l  v ie w p o in t:-

(a) The E ncoun ter Groups t h a t  o r ig i n a l l y  to o k  p la c e  a re  p ro b a b ly  

now a t  an end u n le s s  o th e rs  r e q u e s t  such  g ro u p s . T here p u r 

pose  was to  g iv e  th o se  S ta f f  who w ished , a g r e a t e r  i n s i g h t  

in to  th e m se lv es .

(b) The s ta g e  t h a t  we a re  now a t  i s  t h a t  o f  g iv in g  D epartm ents an 

o p p o r tu n i ty  o f  w orking th rough  D epartm en ta l D evelopm ent. The 

Agenda i s  th e  D epartm en t' s b u t  an in d e p en d en t t r a i n e r  who has 

no in v e s tm e n t in  th e  School o th e r  th a n  to  f a c i l i t a t e  th e  

developm ent ta k e s  p a r t  in  o rd e r  to  r e f l e c t  back  to  th e  

D epartm ent w hat he se e s  i s  go ing  on in  th e  D epartm en t. I t  has 

no d i r e c t  b e a r in g  on E ncounter Group work.

3. H arry  Gray would l i k e  comments from you e i t h e r  v e r b a l ly  o r  in  w r i t in g  

a s  to  (a) th e  R e p o rt, (b) your p e rc e p tio n s  o f  w hat i s  o c c u r r in g  as a 

r e s u l t  sa y , o r  such th in g s  as  th e  E n g lish  D epartm ents g e t  to g e th e r  

e t c .

S ta n le y
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6 .TEAM BUILDING WITH THE ENGLISH DEPARTMENT

Two d ep artm en ts  had asked  fo r  team  b u ild in g  w orkshops, E n g lis h  and 

M athem atics. The E n g lish  D epartm ent was sch ed u le d  f o r  June 8 th  and 

9 th  and M athem atics f o r  23rd  and 2 4 th . The Head o f  E n g lis h  had n o t 

been in  a Group b u t th e  Head o f  M athem atics had . Any r e s i s t a n c e  

th e r e  was came from th o s e  who had n o t been on a g ro u p , b u t  th o s e  who 

had were an x io u s  in  ca se  th e  group was a s  "heavy" a s  th e  E n co u n te r 

Group. In  th e  e v e n t, th e  M athem atics group was c a n c e l le d  p a r t l y  

b ecause  John Gannon o b ta in e d  a p rom otion  and so  no lo n g e r  f e l t  a b le  

to  encourage th e  o th e r s  to  a t te n d  and p a r t l y  b ecause  some in  th e  

D epartm ent who had been on a p re v io u s  group d id  n o t w ant a d e p a r t 

m en ta l w orkshop.

E leven  members o f  th e  E n g lish  D epartm ent met in c lu d in g  th e  Head o f  

D epartm ent, M aurice H a l l e t s .  My in t e n t io n  was to  ru n  a c o n v e n tio n a l 

OD group -  more on a M iles and Schmuck m odel. However, r a t h e r  th a n  

p la n  th e  day ahead and s t r u c t u r e  th e  e v e n ts ,  I  in te n d e d  to  resp o n d  to  

needs and to  keep th e  atmcysphere f a i r l y  l i g h t .  I  e x p la in e d  a t  th e  

b eg in n in g  t h a t  my in t e n t io n  was n o t to  run  a 'T -G roup ' and t h i s  view  

was a c c e p te d .

T here i s  no r e a l  need to  d e s c r ib e  th e  p a t t e r n  e x c e p t in  b r i e f e s t  

o u t l i n e .  We began by w r i t in g  an agenda o f  im p o rta n t i te m s , ta k in g  

them a t  random w h ile  I  w ro te  them on a s h e e t  o f  n e w s p r in t.  A f te r  

ab o u t te n  m in u te s , I  d iv id e d  th e  m eeting  in to  th r e e  g roups and th e y  

w ere asked  to  " s e l e c t  f iv e  and p la c e  them in  o rd e r " .  T h is  to o k  te n  

m in u te s . We d is p la y e d  each  l i s t  a g a in  on n e w sp rin t and I  asked  th e  

g roups i f  th e y  co u ld  accommodate t h e i r  own l i s t  w ith  a n o th e r .  T h is  

th e y  a tte m p te d  in  sm a ll g roups and t r i e d  to  re a c h  an accommodation 

w ith  o th e r  g ro u p s . T h is  e v e n t w ent a s  I  e x p e c te d . Much accommodation
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was p o s s ib le  ex ce p t in  th e  group w ith  th e  Head o f  D epartm en t. We 

w ere a b le  to  t a l k  ab o u t th e  b lo c k s  to  accom m odation, to  d is c u s s  

M a u ric e 's  p o s i t i o n  and to  open up h is  r e l a t i o n s h ip  w ith  th e  o th e r s  

in  what ap peared  a q u i t e  u n th re a te n in g  way.

In  t h i s  manner we worked th ro u g h  th e  day . At one p o in t  we p u t  up a 

l i s t  o f  o v e r 40 jo b s  to  be done in  th e  D epartm ent -  n e a r ly  a l l  o f  

w hich M aurice l a i d  c la im  t o .  We hung th e  l i s t ,  on a r o le  o f

w h ite  p a p e r  in  an archw ay in  th e  room as  a symbol o f  M a u ric e 's  

management. We gave a l l  th e  jo b s  away to  members o f  th e  D epartm ent, 

everyone ta k in g  what h e /sh e  w anted and M aurice was s t i l l  l e f t  w ith  

some. He to o k  a l l  o f  t h i s  in  good p a r t  and g ra d u a l ly  seemed to  ea se  

h i s  p o s i t i o n .  C e r ta in ly ,  I  g o t th e  f e e l in g  t h a t  o th e r s  had a b e t t e r  

sen se  o f  s h a r in g .

O ther a c t i v i t i e s  were c o lle a g u e s  of th e  d ep a rtm en t and o f  th e  s u b je c t  

o f  E n g lish  o f f e r e d  in  th e  s c h o o l. There was much draw ing and 

c r e a t iv e  work and p eo p le  became q u i te  e x c i te d .  By th e  end o f  th e  

two days th e r e  was an e n th u s i a s t i c  d e s i r e  to  have more team  days and 

th e y  f i n a l l y  ag reed  to  ask  f o r  a n o th e r  day o f f  sch o o l so t h a t  th e y  

co u ld  work to g e th e r  a s  a d e p a rtm e n ta l team . And th e y  would o f f e r  

to  s u p e rv is e  f o r  o th e r  te a c h e r s  i f  a n o th e r  d ep a rtm en t w ished to  come 

on a weekend o r  have a day . My f e e l in g  a t  th e  end was t h a t  everyone 

had had a good tim e , t h a t  m orale  was h ig h  and th e  Head o f  D epartm ent 

was c lo s e r  to  h i s  c o lle a g u e s  th a n  when th e  weekend began .

Now th e r e  a re  a l l  s o r t s  o f  r e s e a rc h  p ro b lem s. I t  r e a l l y  w a s n 't  

p o s s ib le  to  m o n ito r what had happened in  th e  group o r  in  th e  s c h o o l.

I  c o u ld n 't  u se  q u e s t io n n a ir e s  even i f  th e y  would lo o k  im p re s s iv e  in  a 

w r i t t e n  r e p o r t .  I  d o n 't  b e l ie v e  th e  members would have v a lu e d  t e s t i n g
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and t h a t  would have o n ly  added th e  d im ension  o f  my r e s e a r c h  i n t e r e s t  

a s  a g a in s t  t h e i r  p e rs o n a l  and p r o f e s s io n a l  c o n ce rn . A lthough  I  

h e a rd  th e r e  were l o t s  o f  th in g s  go ing  on in  th e  sch o o l and a p o l a r i s -  

; in g  o f  p ro -  and a n t i-H a r ry  Gray p e o p le  w ith  a v o c a l s tr e n g th e n in g  

o f  t h e i r  a n t i ' s , even i f  I  cou ld  have reac h ed  o th e r  p e o p le  i t  would 

have ru in e d  th e  programme by making i t  an e x te r n a l  r e s e a r c h  p r o je c t  

and in  any c a s e ,  my own tim e was l im i te d  I  s t i l l  had my jo b  to  do .

An a d d i t io n a l  c o m p lic a tio n  was t h a t  th e  Heads Group was demanding 

f u r th e r  t r a i n in g  and a t t e n t i o n  and I  was b e g in n in g  to  have r e le a s e  

prob lem s from my work w hich co u ld  n o t be so lv e d  by buy ing  me in .

My new b o ss  was becom ing v e ry  d i f f i c u l t  o v e r my w orking o u ts id e  th e  

P o ly te c h n ic  and a t  one p o in t  i t  looked  as i f  th e  w hole p r o j e c t  would 

be a t  r i s k .
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F eb ru a ry  14

May 13-16

June 17

June 24-26

Septem ber 30 -  
O ctober 3

O ctober 14-17

December 9-12

M eeting a t  B ro o k f ie ld  School betw een S ta n le y  
Putnam, Mary Q uarry , Don Tremayne and H arry  
Gray

1 s t  Group f o r  Heads o f  D epartm ent and Houses 
a t  G osport T e a c h e r 's  C en tre

F ollow -up  m eeting  o f  1 s t  Group a t  G osport 
T e a c h e r 's  C en tre

E ncoun ter Group a t  NELP. S ta n le y  Putnam and 
A lan Booth a t te n d

2nd Group a t  G osport T e a c h e r 's  C en tre  
H arry  Gray m eets o th e r  Heads

3rd Group a t  G osport T e a c h e r ' s C en tre

E n co u n te r Group f o r  H ants Heads a t  P ark  P la c e

1978

March 10-12

A p r il  21-24

June 2-4

June  9-10  

J u ly  onwards

2nd F o llow -up  Group f o r  H ants Heads a t  P ark  
P la c e

4 th  Group a t  G osport T e a c h e r ' s  C e n t r e . M ostly  
te a c h e r s  who had a lre a d y  a t te n d e d

NELP E ncoun ter G roup. Some B ro o k f ie ld  spouses 
a t te n d ;  some te a c h e r s  from "H ants Heads" s c h o o ls

E n g lish  D epartm ent T ra in in g  Group

I n te r n a l  C o u n se llin g  T ra in in g  Group c o n tin u e s

W ithdraw al o f  H arry  Gray

I n i t i a t i v e s  now ta k e n  au tonom ously  by sch o o l 
s t a f f .  F u r th e r  t r a i n in g  and some a t te n d  Network 
f o r  O rg a n is a tio n  Developm ent C onference  
1979
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4 . The S t r u c tu r e  o f  O rg a n is a tio n s
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4 . The S t r u c tu r e  o f  O rg a n is a tio n s

In  o rd e r  to  i l l u s t r a t e  how th e  two p r o j e c t s  le d  me tow ards an 

e x i s t e n t i a l  th e o ry  o f  o r g a n is a t io n s  and o r g a n is a t io n a l  change , 

i t  i s  n e c e s s a ry  fo r  me to  in d ic a te  how I d e a l t  w ith  th e  

p rob lem s o f  g e n e ra t in g  a th e o ry  o f  o r g a n is a t io n s .  I  began 

w ith  a commitment to  a sy stem ic  view  o f  o r g a n is a t io n s  -  open 

system s o v e r la id  w ith  th e  Burns and S ta lk e r^  o r g a n i s t i c  

c o n c e p t. I  had to  d e a l  w ith  th e  a p p a re n t r e a l i t y  and 

o b j e c t i v i t y  o f  o r g a n is a t io n s  which I  ex p lo re d  in  s e v e ra l  ways -  

one o f  w hich was to  u se  th e  id e a  o f  'c a r e e r s '  in  o rd e r  to  

e x p la in  th e  human and p e rs o n a l  d im en sio n . By and la r g e  I  t r i e d  

to  e x p la in  what was g o ing  on in  o r g a n is a t io n s  by in t e r p r e t i n g  

w hat I  'o b s e rv e d ' in  te rm s o f  a th e o ry  I  had in  mind b u t I  a l s o  

t r i e d  to  be open to  new ev id en ce  o r  d a ta  t h a t  would a llo w  me to  

d ev e lo p  th e o ry .  T h is  th e o ry  b u i ld in g  was g o ing  on w h ile  th e  

r e s e a r c h  p r o je c t s  w ere underway and th e r e  was a c o n s ta n t  i n t e r 

change betw een my u n d e rs ta n d in g  o f  th e  p r o j e c t s  and my th e o r i s in g  

and w r i t in g  in  o th e r  c o n te x ts .

One o f  th e  p e r s i s t e n t  p rob lem s o f  management i s  t h a t  o f  s t r u c t u r e  

and o r g a n is a t io n  th e o ry  has tended  to  o v e rlo o k  th e  im po rtan ce  o f  

u n d e rs ta n d in g  th e  n a tu re  o f  s t r u c t u r e .  M anagers te n d  to  lo o k  to  

s t r u c t u r a l  changes a s  s o lu t io n s  to  o r g a n is a t io n a l  p roblem s w ith 

o u t c o n s id e r in g  th e  u n d e r ly in g  d e te rm in a n ts  o f  s t r u c t u r e .  C le a r ly  

i f  s t r u c t u r e  i s  s t a t i c  th e  assum ption  i s  t h a t  o r g a n is a t io n s  a re  

s t a t i c .  But i f  one b e l ie v e s  t h a t  o r g a n is a t io n s  change th e n  one 

has to  lo o k  fo r  o r g a n is a t io n a l  e x p la n a tio n s  o f  change n o t ' s t r u c t u r a l '  

o n e s .

1 Burns T. and S ta lk e r ,  G.M.(1968)
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I t  i s  im p o ss ib le  to  t a l k  ab o u t o r g a n is a t io n s  a s  i f  th e y  do n o t e x i s t .  

In  a l l  s o r t s  o f  ways th e y  do e x i s t  and th e r e  i s  a common v o c a b u la ry  

fo r  ta lk in g  a b o u t them a l b e i t  a v o c a b u la ry  much l e s s  c l e a r  th a n  

many ( in c lu d in g  th e  open system s th e o r i s t s )  im ag in e . T here  i s  a 

l e g a l  fram ework w hich b in d s  em ployees, and system s o f  r u l e s  and 

r e g u la t io n s  w hich d e te rm in e s  membership o f  a l l  fo rm al o r g a n is a t io n s .

In  p r a c t i c e  fo rm al o r g a n is a t io n s  a re  much l e s s  fo rm al th a n  i s  o f te n  

supposed; th e  fo rm al a s p e c ts  having  more o f  th e  s ig n i f i c a n c e  o f  myth 

and leg en d  th a n  f u n c t io n a l  c o n c re te n e s s .  I t  i s  u s u a l ly  n e c e s s a ry  to  

u se  te rm in o lo g y  from an a d m in is t r a t iv e  view  o f  o r g a n is a t io n s  a t  l e a s t  

a s  th e  s t a r t i n g  lang u ag e  fo r  c o n su lta n c y  and a n a l y s i s .  I  t r i e d  to  

g iv e  a s o c ia l  p sy c h o lo g ic a l view  o f  o r g a n is a t io n  th e o ry  in  my book 

(more p ro p e r ly  a monograph) "The School a s  an O rg a n is a tio n "   ̂ and much 

o f  th e  common v o c a b u la ry  ap p ea rs  th e r e .  Even a phenom eno log ical 

p e r s p e c t iv e  c a n n o t av o id  th e  use o f  te rm s in  common u sag e  and I  need 

to  d e s c r ib e  now how I  see  some o f  th e se  key te rm s f i t t i n g  in to  a 

phenom eno log ical w o rld .

One o f  th e  p rim ary  p rob lem s i s  th e  problem  o f  s t r u c t u r e .  S t r u c tu r e  

i s  a d e s c r ip t io n  o f  what happened (or i s  b e l ie v e d  to  happen) in  te rm s 

o f  th e  p e r s o n a l  in t e r a c t io n s  t h a t  o c c u r . Thus s t r u c t u r e  i s  dynamic 

n o t  s t a t i c  a s  many t h e o r i s t s  would have u s  b e l ie v e .  Many app ro ach es  

to  s o lv in g  o r g a n is a t io n  (sc management) prob lem s a re  s t r u c t u r a l  in  

t h a t  a changed s t r u c t u r e  i s  im posed. T h is  seems to  be th e  commonest 

ten d en cy  among n o v ic e s  in  management b u t th e  view  i s  a l s o  h e ld  by some 

o th e r  o r g a n is a t io n  t h e o r i s t s  and c o n s u l ta n ts .  T h is  seems to  have been

 ̂ The S choo ls  a s  an O rg a n is a tio n : N a ffe r to n  Books, D r i f f i e l d (1979).
An ex p an sio n  o f  th e  b a s ic  id e a s  w i l l  be p u b lish e d  a s  " O rg a n is a tio n a l 
A sp e c ts  o f  E d u ca tio n  Management" in  1981.
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th e  b a s ic  e r r o r  in  th e  r e s t r u c tu r in g  a t  th e  H o sp ita l  S e rv ic e  and 

th e  r e o r g a n is a t io n  o f  lo c a l  governm ent. I  f r e q u e n t ly  e n c o u n te r  i t  

w ith in  e d u c a tio n a l  o r g a n is a t io n s .  By d e f i n i t i o n ,  i f  s t r u c t u r e  i s  

a d e s c r ip t io n  o f  w hat happens (or i s  b e l ie v e d  to  happen) i t  m ust 

change . But i f  s t r u c t u r e  i s  s u b je c t  to  change (and does n o t cause  

change) th e r e  i s  th e  q u e s tio n  o f  w hat c a u se s  change.

The answ er l i e s  i n  th e  n a tu re  o f  o r g a n is a t io n .  Commonly th e  co n ce p t 

o f  form al o rg a n is a t io n  i s  tak en  fo r  g ra n te d ,^  on th e  u n q u es tio n ed  

assu m p tio n  t h a t  we know th e  n a tu re  o f  th e  " fo rm a li ty "  o f  o rg a n is a 

t i o n .  In  my th e o ry ,  o rg a n is a t io n  i s  a n a tu r a l  consequence o f  p eo p le  

coming to g e th e r .  Whenever two p eo p le  come to g e th e r ,  th e y  o rg a n is e  

th e  s i t u a t i o n  in  t h a t  th e y  move tow ards c r e a t in g  an 'o r d e r '  t h a t  le a d s  

to  r e c o g n i t io n ,  f a m i l i a r i t y  and p r e d i c t a b i l i t y .  The h y p o th e s is  i s  t h a t  

o rd e r  i s  a consequence o f  human a s s o c ia t io n  and t h a t  p eo p le  do n o t 

l i k e  o r  t o l e r a t e  d is o r d e r  o r  c h a o s . Form al o r g a n is a t io n  i s  th e  

fo rm a lis in g  o f  f a m i l ia r  p a t t e r n s  o f  o rd e r  n o t n e c e s s a r i ly  b ecau se  

th e y  a r e  th e  b e s t  ( ie  m ost a p p ro p r ia te  o r  fu n c t io n a l)  b u t  b ecau se  th e y  

a re  f a m i l i a r  and p r e f e r r e d .  But th e  co n ce p t o f  fo rm al o rd e r  t r a n s 

la te d  to  p r a c t i c e  i s  a c o n s id e ra b ly  s im p l i s t i c  co n c e p t; o r g a n is a t io n s  

a re  s e t  up and managed (c o n tro l le d )  on v e ry  c ru d e  id e a s  o f  o rd e r  and 

c o n t r o l . The n a tu r a l  o rd e r  o f  p eo p le  in  a s s o c ia t io n  i s  much w id er 

th a n  th e  fo rm al re q u ire m e n ts  o f  l e g a l i s e d  c o n s t i t u t i o n s  and so on .

A g r e a t  f e a r  o f  c i v i l i s e d  s o c ie ty  i s  t h a t  th e  n a tu r a l  ten d en cy  o f  

p e o p le  i s  tow ards chaos and d is o rd e r  and d e s t r u c t iv e n e s s .  Hence th e  

g r e a t  p o p u la r i ty  o f  n o v e ls  l i k e  W illiam  G o ld in g 's  Lord o f  th e  F l i e s  

w hich awakens deep s e a te d  f e a r s  ab o u t c i v i l i s a t i o n .  Yet e v e ry th in g

B lau P e te r  M & S c o t t  W R ic h a rd : Form al O rg a n is a t io n s :  RKP,
L on d o n ,(1963).
K atz D & Kahn R C: The S o c ia l  P sychology o f  O rg a n is a tio n ,  
John W iley , L ondon,(1 9 6 4 ) . Among o th e r s .
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i n  t h a t  s to r y  was 'o r d e r e d ' even i f  th e r e  was c o n f l i c t  and c a rn a g e .

The p o in t  a t  i s s u e  i s  s im ply  w hether p eo p le  n a t u r a l l y  o rg a n is e  them 

s e lv e s  o r  n o t .  W hether f o r  approved o r  d isa p p ro v e d  re a so n s  i s  

i r r e l e v a n t  to  t h i s  i s s u e .  Q u ite  p la in ly  p e o p le  do o rd e r  and o rg a n is e  

th em se lv es  so  i t  i s  s e l f  e v id e n t t h a t  o rd e r  i s  a n a tu r a l  phenomenon.

But w hether th e y  o rg a n is e  th em selves a p p r o p r ia te ly  i s  a n o th e r  m a tte r ;  

and w hether o b se rv e rs  approve o r n o t i s  y e t  a n o th e r  m a t te r .  So i f  

o rd e r  i s  o f  th e  n a tu re  o f  th in g s  th e  is s u e  fo r  fo rm al o r g a n is a t io n s  

(and m oral s o c ie t i e s )  i s  w hat a re  th e  v a lu e s  e x p re s se d  in  t h a t  o r d e r .  

One o f  th e  problem s o f  e s ta b l i s h e d  o rd e r  i s  t h a t  th e  lo n g e r  th e  im posed 

s t r u c t u r e  rem ains th e  l e s s  a p p ro p r ia te  i t  w i l l  be b eca u se  th e  dynam ics 

o f  an o r g a n is a t io n  a re  a c t iv e  a t  a le v e l  below  fo rm al o r d e r .  Hence 

a l l  o rd e r  im posed, however fu n c t io n a l  i t  may be a t  th e  b e g in n in g  

becomes in c r e a s in g ly  in a p p ro p r ia te  to  th e  s i t u a t i o n  -  b eca u se  p eo p le  

a re  th em se lv es  chang ing  and co n seq u en tly  th e  r e la t io n s h ip s  th e y  d ev e lo p .

In  a s e n s e , fo rm al o rg a n is a t io n  i s  an i r r e l e v a n c e  to  any o r g a n is a t io n  

s in c e  th e  fo rm al d e s c r ip t io n  does n o t r e l a t e  to  w hat is"now "go ing  on.

I  have been  c r i t i c i s e d  fo r  say in g  t h a t  fo rm al o r g a n is a t io n  i s  an 

i r r e le v a n c e ^  b u t  I  am w e ll aware t h a t  p eo p le  may c o n s id e r  i t  to  

m a tte r  -  though  t h a t  i s  q u i t e  a n o th e r th in g  from  i t s  b e in g  w hat th e y  

b e l ie v e  i t  to  b e . In  my e x p e rie n c e , m ost management p rob lem s in  

e d u c a tio n  c e n t r e  around  th e  ' f a l s e ' p e rc e p t io n  o f  r o le  and s t r u c t u r e  

o f  m anagers. The problem  o f  r o le  i s  t h a t  r o le  r e l a t e s  to  s t r u c t u r e  

and m ost s tu d ie s  o f  r o le  assume a s t a t i c  r o le  s t r u c t u r e ^ . In  f a c t  th e

D A Howell in  th e  E d u ca tio n  S e rv ic e , In  o r  O ut. BEAS A nnual 
C o n fe ren c e ( 1977). R epo rt o f P ro c e e d in g s , p 94.

See A A C oulson (1976 a and b) f o r  an ex am in a tio n  o f  th e  
problem  o f  r o le  in  s c h o o ls . One o f  th e  b e t t e r  d e s c r ip t io n s  
o f  r o l e  in  fo rm al te rm s i s  in  K atz and Kahn op c i t .
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s t a t i c  te rm , in  te rm s o f  th e  o rg a n is a t io n  p i c tu r e  (o r c h a r t )  sh o u ld  

be 'p o s i t i o n ' .  An incum bent o f  a p o s i t i o n  when a c t iv a t in g  t h a t  

p o s i t i o n  f u l f i l s  a r o le  and r o le  i s  a dynam ic a s p e c t  o f  (dynamic) 

o r g a n is a t io n .

c o n te n tio n  i s  t h a t  o r g a n is a t io n s  a re  t o t a l l y  dynamic b u t  t h a t  

we im pose non-dynam ic models on to  them c o n fu s in g  la b e l s  t h a t  s e rv e  

a d m in is t r a t iv e  p u rp o ses  fo r  d e s c r ip t io n s  o f  o rg a n ic  s i t u a t i o n s .

The f u e l  f o r  o r g a n is a t io n a l  dynam ics (change) i s  th e  in t e r p e r s o n a l  

c o n t r a c t in g  and n e g o t ia t in g  fo r  membership and c o n tin u e d  m embership 

(which I  e x p la in  a t  le n g th  l a t e r  in  th e  p a p e r  "Exchange and C o n f l ic t  

in  th e  S c h o o l) . C o n tra c tin g  o ccu rs  in  re sp o n se  to  th e  in d iv id u a l '- s  

p e rc e p t io n  o f  h im se lf  and h i s  n e e d s . I f  he b e l ie v e s  he needs 

f i n a n c i a l  s e c u r i t y  he w i l l  n e g o t ia te  w ith  o th e r  members o f  th e  o rg a n 

i s a t i o n  to  r e c e iv e  t h i s  f o r  an ag ree d  'p r i c e ' ,  th e  p r ic e  o f  member

s h ip .

The in d iv id u a l  o r p e rs o n a l  d im ension  o f  o r g a n is a t io n a l  d e s c r ip t io n  

l i e s  in  th e  d e s c r ip t io n  o f  how p o s i t io n s  (the  r e l a t i o n s h ip s  betw een 

in d iv id u a ls )  a re  a c t iv e ly  ex p re ssed  and th e  dynamic fo r  t h i s  d e r iv e s  

from th e  s e l f  co n ce p t and th e  developm ent o f  th e  in d iv id u a l .  C le a r ly  

in d iv id u a ls  do change and develop  (o r re g re s s )  and I  have p r e f e r r e d  

a s im p l i f ie d  v e r s io n  o f  th e  developm en ta l th e o ry  o f  H arvey, Hunt and 

S ch ro d er to  e x p la in  t h i s .  I f  in d iv id u a ls  change , th e n  so  m ust o rg an 

i s a t i o n s .  Even i f  o r g a n is a t io n s  w ere fig m en ts  o f  th e  im a g in a tio n  

a chang ing  in d iv id u a l  would (presum ably) have chang ing  f a n t a s i e s .

guess i s  th a t ." o r g a n is a t io n s "  do a c tu a l ly  change and d evelop  in  

some way and I  have d e s c r ib e d  t h i s  on th e  H arvey, Hunt and S ch ro d er 

model b ecau se  th e r e  i s  c o n s id e ra b le  ev id en ce  t h a t  p e o p le  a s s o c ia t e  

w ith  co m p a tib le  o r  c o n g ru en t p eo p le  and t h a t  any d e s c r ip t io n  o f  a
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group t h a t  a c c u r a te ly  d e s c r ib e s  th e  n a tu re  o f  congruence  w i l l  be 

v a l id  a s  a group (or o r g a n is a t io n a l )  d e s c r ip t io n .  I  h e s i t a t e  a t  

t h i s  s ta g e  to  c h a r a c te r i s e  la rg e  o rg a n is a t io n s  e x c e p t in  te rm s o f  

key p e o p le , b u t sm all o r g a n is a t io n s  do ap p ea r to  have c o l l e c t i v e  

• c h a r a c t e r i s t i c s .

A nother te rm  t h a t  I  have found u s e fu l  i s  th e  word 'c a r e e r '  w hich I  

u se  a s  a fo cu s  fo r  d e s c r ib in g  th e  p a th  o r  th r e a d  o f  movement o f  

an  in d iv id u a l  in  an o r g a n is a t io n .  In  e a r l i e r  w r i t in g  I  t r e a t e d  t h i s  

c o n ce p t somehwat c a r e l e s s ly   ̂ b u t my p ap er on how p e o p le  f e e l  when 

th e y  s t a r t  a new jo b  re c a p tu re d  th e  phenom enolog ical p e r s p e c t iv e .^

A c a re e r  i s  th e  in d iv id u a l  l i f e  l i n e  th ro u g h  one o r  more o r g a n is 

a t io n s  and a s  a c o n ce p t i s  one o f  th e  more u s e f u l  o n e s , in  my v iew , 

fo r  d e s c r ib in g  o rg a n is a t io n s .  One o f  th e  sad d er a s p e c t s  o f  d e a l in g  

w ith  m anagers i s  th e  e x te n t  to  which th e y  i d e n t i f y  w ith  th e  o rg a n 

i s a t i o n  a s  i f  o r g a n is a t io n  and t h e i r  p e rs o n a l i n t e r e s t s  w ere th e  

sam e. An in d iv id u a l  who i s  h ig h ly  c a re e r  c o n sc io u s  w i l l  have a 

g r e a t  need f o r  th e  o rg a n is a t io n  to  se rv e  h i s  own p u rp o se s  i f  n e c e s s a ry  

a t  th e  expense o f  th e  needs o f  o th e rs  and i t  i s  easy  to  fudge th e  

i s s u e  o f  i d e n t i f i c a t i o n  by assum ing t h a t  a s e n io r  p e rso n  i s  more aw are 

o f  r e a l  needs and i s s u e s  th a n  s u b o rd in a te s .  I  have e x p re sse d  t h i s  

id e a  f o r c ib ly  in  a p ap e r on th e  " E n tre p re n e u r ia l  In n o v a to r"   ̂ where I  

d e s c r ib e  one ty p e  o f  c a r e e r  a s s o c ia t io n  w ith  th e  o r g a n is a t io n .

1 l e a ' s need  new id e a s  on R ecru itm en t and P rom otion in  Supplem ent 
to  E d u ca tio n  V o l.143, N o.13, 29 March 1974.

2 "On S ta r t in g  a New Job" in  J .  O cc. P sy c h o l.4 8 , 1975, p p .33 -37 .

3 The E n t r e p re n e u r ia l  In n o v a to r ^  Management E d u ca tio n  D evelop
m ent, V o l .9 , P a r t  2, 1978. Everyone who re a d  t h i s  p ap e r 
th o u g h t th e y  re c o g n ise d  th e  in d iv id u a ls  d e s c r ib e d  b u t h a rd ly  
anyone g u essed  th e  a c tu a l  p ro to ty p e s  I  u sed  a s  a b a s i s  o f  th e  
n a r r a t i v e .
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I  am becom ing l e s s  s u re  o f  th e  c o l l e c t i v e  r e a l i t y  o f  o rg a n is a t io n s  

b u t  t h i s  i s  c e r t a i n l y  a c o n te n tio u s  a r e a .  I t  i s  a lm o st c e r t a i n  t h a t  

w hatever e l s e  o r g a n is a t io n s  a re  th e y  a re  a l s o  'gam es' in  t h a t  th e r e  

a r e  r u le s  and w in n ers  b u t  members have c h o ic e s  which th e y  can e x e rc is e  

in  such  a way t h a t  th e y  a re  o n ly  m a rg in a l p la y e r s  in  th e  game. I  

have an id e a  t h a t  c e r t a in  assum ptions ab o u t o r g a n is a t io n s  a re  s u f f i c i e n t l y  

u s e fu l  to  be w orth  making b u t th e y  may sim p ly  be d e s c r ip t io n s  o f  th e  

game r a th e r  th a n  th e  whole s to r y .  C e r ta in ly  I  am cau g h t up in  

w r i t in g  ab o u t o rg a n is a t io n s  and t h e i r  developm ent. O rg a n is a tio n  

developm ent (CD) i s  my p r o f e s s io n a l  c a tc h  p h ra se  and c u r r e n t ly  my 

c a r e e r  depends on i t .  I  do se e  o r g a n is a t io n  d e v e lo p in g  and I  i d e n t i f y  

s t r a n d s  o f  d e s c r ip t io n .

In  te rm s o f  in n o v a tio n  I  se e  o r g a n is a t io n s  p a s s in g  th ro u g h  fo u r  

s ta g e s  -  e x p lo ra t io n  o f  in n o v a tio n  ( f e e l in g  th e  need) 

im p lem en ta tio n  o f  in n o v a tio n  

c o n s o l id a t io n  and e s ta b l is h m e n t 

r e a c t io n  a g a in s t  th e  in n o v a tio n .

But th e  l i t e r a t u r e  o f  in n o v a tio n  i s  r e p l e t e  w ith  id e a s  ab o u t p h a se s .

I t  i s  a lm o st as  i f  th e  i d e n t i f i c a t i o n  o f  p h ases  i s  th e  s in e  qua non 

o f  change th e o ry .  The H arvey, Hunt and S ch ro d er th e o ry  su g g e s ts  th e  

p h ases  o f  dependency

coun terdependency

in te rd e p e n d e n c e

autonomy

I t  i s  n o t  d i f f i c u l t  to  fo rc e  th e s e  two models to g e th e r  i n to  com pata- 

b i l i t y  b u t I am n o t c e r t a in  w hat would be g a in e d . I t  seems v e ry  

l i k e l y  t h a t  in d iv id u a ls  who a re  in  a s t a t e  o f  co u n terdependency  in  

t h e i r  o r g a n is a t io n  w ould be a b le  to  in tro d u c e  an in n o v a tio n  a s  p a r t
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o f  t h e i r  coun terdependence  b u t need fo r  s e c u r i t y  o r  r e c o g n i t io n .

I  have n o t t r i e d  to  r e c o n c i le  a l l  th e  id e a s  o f  developm ent b u t 

have p r e f e r r e d  to  u se  id e a s  as  a id s  to  u n d e rs ta n d in g  fo r  c l i e n t s .

So long  a s  th e y  h e lp e d  us to  make se n se  o f  a s i t u a t i o n ,  th e  id e a s  

w ere u s e f u l .  I t  has seemed to  me t h a t  u n le s s  th e r e  i s  c o g n i t iv e  

u n d e rs ta n d in g  ( t h a t  i s ,  th e  u n d e rs ta n d in g  o f  th e o ry ) in d iv id u a ls  

f in d  i t  d i f f i c u l t  to  make sen se  o f  e x p e r ie n c e s .  I  have alw ays g iv en  

th e o ry  in p u ts  on a l l  my t r a i n in g  programmes as  a id s  to  c o n c e p tu a l

i s a t i o n  and a b a s is  fo r  p r a c t i c a l  a c t io n .  I  have e a r l i e r  shown th e  

H arvey, Hunt and S ch roder model has been used  in  my r e s e a r c h  and 

c o n su lta n c y  in  th e  B ro o k f ie ld  p a p e rs .

P erhaps th e  m ost p e r s i s t e n t  in f lu e n c e  on ray own th e o ry  b u i ld in g  has 

been  th e  co n ce p ts  o f  G e s ta l t  Psychology as d ev e lo p ed  by F r i t z  P e r i s  

and th e  E ncoun ter Group movement as  d e s c r ib e d  by C a rl R ogers . In  

f a c t  th e  id e a  o f  'c o u n s e l l in g  p sy ch o lo g y ' and th e  p e r s o n a l i ty  

th e o r i e s  b u i l t  in  th e  s e l f - c o n c e p t  develop  from th e r e .  The v a lu e  o f  

t h i s  s tu d y  h as  been th e  o p p o r tu n i ty  o f  d ev e lo p in g  c r i t i c a l l y  my own 

view s o f  o r g a n is a t io n a l  change and n e c e s s a r i ly  t h i s  had m eant a good 

d e a l o f  u n le a rn in g  and d is c a rd in g  q u i t e  a l o f  o f  w r i t t e n  m a te r i a l .  

G rad u a lly  I  f in d  m yself s lo u g h in g  o f f  th e  s k in  o f  system s th e o r i e s  

b u t  s in c e  many p eo p le  use open system s th e o ry  and th e  v o cab u la ry  

o f  system s th e o ry ,  t h i s  i s  p a r t  o f  t h e i r  w orld  p e r s p e c t iv e  and h as  

to  be accommodated in t o  my phenom eno log ical i n t e r p r e t a t i o n .

I  f in d  th e  te rm  'accom m odation ' u s e fu l  to  d e s c r ib e  th e  way in  w hich 

p eo p le  w ith  d i f f e r e n c e  and in c o n g ru e n t p e r s p e c t iv e s  "accommodate" 

t h e i r  d i f f e r e n c e s  under o r g a n is a t io n a l  o r  p e r s o n a l  p r e s s u r e .  Not a l l  

f u n c t io n a l  b e h a v io u r  i s  co n g ru e n t; v e ry  o f te n  accommodation e n a b le s  

p ro g re s s  to  be made o r  a llo w s i s s u e s  o f  c o n f l i c t  to  be p a s s e d  o v er
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u n re so lv e d  b ecause  in d iv id u a ls  s im ply  accommodate to  one a n o th e r .

Much o f  th e  p ro g re s s  made in  o r g a n is a t io n a l  c o n su lta n c y  i s  l i t t l e  

more th a n  c o l lu s io n  and even em o tio n a l w ith d raw a l -  as th e  two 

p r o j e c t s  d t  th e  Deanes and B ro o k fie ld  sc h o o l i l l u s t r a t e .

H aving e x p la in e d  my i n t e r p r e t a t i o n  o f  some o f  th e  t r a d i t i o n a l  

v o c a b u la ry  o f  o r g a n is a t io n  th e o ry ,  I  can tu r n  to  a d e s c r ip t io n  o f  

o r g a n is a t io n s  t h a t  i s  more c o n s i s te n t ly  pheno m en o lo g ica l.

A Theory o f  O rg a n is a tio n s

Looking th ro u g h  my work on o r g a n is a t io n s  o v e r th e  l a s t  te n  y e a rs  

i t  i s  easy  to  t r a c e  my s h i f t  from open system s th in k in g  to  a phenomen

o lo g ic a l  s ta n c e .  The e a r l i e r  d r a f t s  o f  t h i s  p r e s e n t  s tu d y  in c lu d e  

an open system s model in  which I  t r y  to  r e l a t e  a number o f  d im ensions 

o f  o r g a n is a t io n a l  d e s c r ip t io n  and to  in c o rp o ra te  some o f  my p r e f e r r e d  

p a ra m e te rs  " s y s te m a t ic a l ly " .  I t  i s  q u i t e  a wrench to  p u t  tw en ty  pages 

o f  work a s id e  e s p e c i a l l y  when th e y  c o n ta in  th e  k in d  o f  d iag ram  th a t

d e l ig h ts  s tu d e n ts  and forms a framework f o r  s e v e r a l  weeks w ork. One 

o f  th e  f a u l t s  in  th e  'm o d e l' i s  t h a t  i t  i s  r a th e r  l i k e  a c h i l d 's  to y  

where shapes have to  be p la c e d  in to  th e  a p p ro p r ia te  h o le s .  You 

can p u t th e  shapes in to  h o le s  w ith o u t problem  b u t  th e r e  i s  a c o n s id e r 

a b le  ch o ice  o v e r w hat names you g iv e  th e  sh a p e s . P erhaps t h i s  i s  th e  

s t r e n g th  and w eakness o f  a l l  m odels.

But a s e a rc h in g  q u e s tio n  fo r  me i s  why I  u sed  to  use (and l ik e )  open 

system s m odels and why do I  no lo n g e r  l i k e  them . Of c o u rs e ,  I  f in d  

them in a d e q u a te  b u t I  a l s o  f in d  them e x c e e d in g ly  clum sy and d i f f i c u l t  

to  u se . A lthough I  en joyed  draw ing them -  b ecau se  th e y  a re  a t t r a c t i v e  

to  draw -  I  alw ays ended up by le a v in g  them u n f u l f i l l e d ;  I  u sed  to
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s t a r t  them o f f  and them n ev e r com plete them . I  g uess o th e r s  do 

th e  sam e.^ The p eo p le  who l i k e  them a re  th e  c y b e rn e t ic s  e n th u s 

i a s t s  and th e  com puter p e o p le . Now i t  f i t s  w ith  my p e r s o n a l i ty  

v e ry  w e ll (as I  u n d e rs ta n d  i t )  to  be im p a tie n t  o f  co m p le tin g  d i f f i 

c u l t  ta s k s  and unhappy w ith  p ic tu r e s  which do n o t need  to  be 

com pleted  fo r  one to  se e  s a t i s f a c t o r i l y  w hat th e y  a r e  ab o u t b u t  I  

b e l ie v e  th e  main re a so n  goes back in to  my c o n s u lta n c y  w ork.

The c o n su lta n c y  r o le  t h a t  I  have alw ays been  h a p p ie s t  w ith  i s  

e s s e n t i a l l y  t h a t  o f  a c o u n s e l lo r .  T his i t s e l f  d e r iv e d  from th e  s t y l e  

I  developed  as  a T-Group t r a i n e r .  A lthough my e a r ly  T-Group 

e x p e rie n c e  was o f  T a v is to c k  S ty le  g ro u p s , o th e r  e x p e r ie n c e s  w ere on 

an NTL p a t t e r n  and when I  commenced c o - t r a in in g  i t  was on a G e s ta l t  

(P a r is ia n )  m odel. So f a r  as  I  Ccin r e c a l l ,  F r i t z  P e r i s  was a much 

g r e a te r  in f lu e n c e  on me th a n  C a rl Rogers p o s s ib ly  b ecau se  he was a 

c u l t  f ig u r e  in  my p e e r  group in  th o se  y e a r s .  However, I  b e l ie v e  I 

have a c e r t a in  independence o f  mind th a t  makes me u n w ill in g  sim p ly  

to  copy anyone e l s e .  But th e  im p o rta n t f a c t  i s  t h a t  I  have developed  

my th e o ry  o f  o rg a n is a t io n s  from my th e o ry  o f  groups -  and t h i s  th e o ry  

o f  g roups i s  e c l e c t i c .

b a s ic  p rem ise  ab o u t g roups i s  t h a t  developm ent o c c u rs .  Groups 

p a s s  th ro u g h  s ta g e s  o f  developm ent. T h is seems to  be g e n e r a l ly  ag re e d  

in  m ost th e o r i e s  o f  g roups though Bion in d i c a te s  s t a t e s  r a th e r  th a n  

p h a se s . P erhaps th e  most s t r i k i n g  th in g  ab o u t th e o r i e s  o f  group 

developm ent i s  t h a t  th e y  a re  s im i la r  b u t n o t th e  same and th e  p ro c e s s  

o f  id e n t i f y in g  p h ases  i s  so  co m p lica ted  t h a t  i t  i s  a lm o st im p o ss ib le  

to  ag ree  on th e  tem p o ra l b o u n d a rie s  (o r even th e  n a tu re  o f  th e  s t a t e s ) . 

Two t r a i n e r s  may p e rc e iv e  e n t i r e l y  d i f f e r e n t  p ro c e s s e s  o c c u r r in g  in  

th e  same group and t h i s  i s  one o f  th e  p roblem s o f  c o - t r a in in g  t h a t

 ̂ c f  C u th b e rt R E & Latcham J .  A System s Approach to  Management 
in  F u r th e r  E d u c a tio n , Coombe Lodge, W orking P ap er 1411,(1979)
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I  have a l re a d y  m en tioned .

I  u sed  to  b e l ie v e  t h a t  th e  developm en tal p h a se s  were f a i r l y  e a s i l y  

o b se rv ed , a t  l e a s t  by me and I  p e r s i s t e d  in  s e e in g  c e r t a i n  p a t t e r n s .

In  a weekend group th e r e  would be a f a i r l y  common p a t t e r n  w ith  l i t t l e  

'h a p p e n in g ' on th e  F r id a y , a f u l l  c r i s i s  l a t e  on S a tu rd ay  m orning 

( " i t  ta k e s  8 h o u rs  fo r  a group to  s t a r t " ,  one c o l le a g u e  u sed  to  say) 

a b ig  'b u s t  u p ' on S a tu rd ay  n ig h t ,  r e a l  c a t h a r t i c  e x p e r ie n c e s  on 

Sunday m orning, and 'w ork ' and ru n n in g  down on Sunday a f te rn o o n .

I  saw t h i s  p a t t e r n  tim e and a g a in . But I a l s o  began to  change my 

t r a i n i n g  s t y l e ,  I  know t h a t  a t  th e  v e ry  b e g in n in g  I  u sed  a tough  

w ithdraw n "T aw y" s t y l e  and p assed  in to  a p h ase  o f  p e rs o n a l  c o u n s e l l 

in g  th e  g roup . One e x p la n a tio n  i s  t h a t  I  found i t  e a s l i e r  to

c o u n se l -  l e s s  s t r e s s f u l .  A nother i s  t h a t  member need changed ov er 

th e  y e a r s .  W hatever i t  w as, some o f  my more r e c e n t  groups have been 

group th e ra p y  g ro u p s (E ncounter) and i t  may be I  have come to  s e t  

m yself a s  a guru  -  t h e r e 's  c e r t a in l y  some ev id en ce  t h a t  I  have a 

" fo llo w in g " .

I  th in k  t h i s  developm ent i s  r e a l l y  an en rich m en t o f  my e x p e r ie n c e .

The c r i t i c a l  p h a se s  o f  developm ent s t i l l  e x i s t  b u t I  have come 

to  e x p e rie n c e  a d i f f e r e n t  l e v e l  in  th e  p ro c e s s  and am h a p p ie r  w orking 

th e r e .  As I  have in d ic a te d  I  developed  a th e o ry  o f  o r g a n is a t io n a l

developm ent b ased  e n t i r e l y  on sm all group work and u s in g  th e  id e a s  o f

H arvey, Hunt and S chroder and a ls o  S tephen F in k .^  I  th in k  t h i s  p ap e r 

a good c o n c e p tu a l is in g  o f  some im p o rta n t i n s ig h t s  ab o u t o r g a n is a t io n s ,  

p a r t i c u l a r l y  th e  r o le  o f  th e  le a d e r  o r  b o s s . In  te rn s  o f  a model o f  

o r g a n is a t io n a l  change I  have used s im i la r  m odels fo r  d e s c r ib in g  

o r g a n is a t io n a l  b eh av io u r a s  I use in  d e s c r ib in g  p e rs o n a l  b eh av io u r 

and th e  developm ent c r i s i s  in  th e  s e l f  c o n c e p t. The fo llo w in g  i s  

th e  p ap er a s  i t  f i r s t  ap p ea red .

 ̂ A Theory o f  O rg a n is a tio n  Developm ent ARMC (mimeographed) (1975).
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f i r s t  ap p ea red .

A Theory o f  O rg a n is a tio n  D evelopm ent^

Most th e o r ie s  o f o r g a n is a t io n  developm ent a r i s e  from th e  s tu d y  o f

th e  b e h a v io u r o f  p eo p le  in  sm a ll g roups. T here a re  a number o f

re a so n s  f o r  t h i s  -

. . o r g a n is a t io n  developm ent i s  concerned  w ith  th e  s tu d y  o f

th e  b e h a v io u r o f  peop le  in  o rg a n is a t io n s  and p eo p le  

r e l a t e  to  s u b s id ia ry  groups r a th e r  th a n  th e  o rg a n is a t io n  

a s  a whole

. . i t  i s  v i r t u a l l y  im p o ss ib le  to  s tu d y  la rg e  o r g a n is a t io n s

as  a w hole b ecau se  t h e i r  com p lex ity  i s  to o  g r e a t

. . th e  b eh a v io u r o f  peo p le  in  sm a ll g ro u p s , w h ile  th e  most

m anageable a s p e c t  o f o r g a n is a t io n a l  b e h a v io u r  to  o b se rv e , 

seems to  p ro v id e  models t h a t  h e lp  us to  u n d e rs ta n d  (by 

e x t r a p o la t io n )  o rg a n is a t io n s  as a whole

. . i n  any c a s e , few o rg a n is a t io n s  p e rm it ex am in a tio n  by

o u ts id e r s  o f  th e  whole o rg a n is a t io n  though  many do ask  

f o r  h e lp  w ith  key o r  d i f f i c u l t  g ro u p s .

The im p l ic a t io n s  o f  th e  th e o ry  p re s e n te d  in  t h i s  p ap e r a r e : -

1. b e h a v io u r in  o rg a n is a t io n s  can be p r e d ic te d  in  b ro ad  

te rm s though n o t in  d e t a i l

2. b eh a v io u r changes ov er tim e , th e r e f o r e  any th e o ry  o f  

o r g a n is a t io n  developm ent must ta k e  th e  p a ssa g e  o f  tim e 

as  a m ajor v a r ia b le

The th e o ry  e x p la in e d  h e re  d e r iv e s  from a s e r i e s  o f  o rg a n is a 
t i o n a l  g roups h e ld  a t  th e  A nglian  R eg ional Management C en tre  
from 1975 to  1978.
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3. w h ile  b eh av io u r can n o t be t o t a l l y  changed o r  p re v e n te d  i t  

can be u n d e rs to o d ; th e  u n d e rs ta n d in g  p ro v id e s  a m a rg in a l 

b u t  s i g n i f i c a n t  advan tage in  e n a b lin g  m anagers to  d e a l  

s u c c e s s f u l ly  w ith  th e  b eh av io u r t h a t  a r i s e s

4 . i f  m ost management i s  a form o f  c r i s i s  management, a 

p rim ary  m an ag e ria l s k i l l  i s  to  u n d e rs ta n d  th e  n a tu re  o f  

c r i s i s  and how o r g a n is a t io n a l  c r i s e s  o ccu r and a re  

re s o lv e d .

The b a s ic  th e o ry  i s  s im p le . I t  su g g e s ts  t h a t  a l l  o rg a n is a t io n s  p ass  

th ro u g h  a c y c le  o f fo u r  p h ases  in  a l l  p a r t s  o f  th e  system  b u t  t h a t  

th e  p h ases  do n o t c o in c id e  a t  any tim e fo r  a l l  p a r t s  (o r le v e ls )  o f  

th e  o r g a n is a t io n .  N e v e r th e le s s ,  an o rg a n is a t io n  can be i d e n t i f i e d  as 

b e in g  in  one p h ase  o r  a n o th e r  which i s ,  th e r e f o r e ,  o v e r - r id in g ly  

c h a r a c t e r i s t i c .  The m ajor d e te rm in a n ts  o f  t h i s  g e n e ra l  c h a r a c t e r i s t i c  

a re  b o th  th e  le a d e r s h ip  s t y l e  o f  th e  s e n io r  member o r  le a d e r  and 

th e  s ta g e  in  i t s  developm ent which th e  o r g a n is a t io n  h as  re a c h e d .

T h is  b a s ic  th e o ry  has been  d e s c r ib e d  by F ink and o th e r s  and i s  appended, 

S im i la r i ty  to  T a v is to c k  th e o r i e s  b ased  on th e  work o f  W R Bion w i l l  

be a p p a re n t.

Sim ply th e  th e o ry  su g g e s ts  t h a t  o r g a n is a t io n s ,  and d i s t i n c t i v e  p a r t s  

o f  o r g a n is a t io n s ,  develop  c y c l i c a l ly  th ro u g h  th e  fo u r  p h ases  o f  

DEPENDENCY 

COUNTERDEPENDENCY 

MUTUALITY 

AUTONOMY

P assage i s  th ro u g h  th e s e  p h ases  in  th e  g iven  o r d e r .  E n try  in t o  each  

p h ase  i s  dependen t on th e  s u c c e s s fu l  r e s o lu t io n  o f  i s s u e s  i n  th e
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p re c e d in g  p h a se . P hases can n o t be o m itte d  n o r  can th e  work n e c e s s a ry  

f o r  c o n f l i c t  r e s o lu t io n  be av o id ed . In  f a c t ,  i t  may be t h a t  l i t t l e  

can be done to  a c c e le r a te  th e  p ro g re s s io n  o th e r  th a n  by h e lp in g  th e  

members to  'w ork th ro u g h ' th e  problem s in  each  p h a se . An O.D. i n t e r 

v e n t io n  would th e r e f o r e  be a means o f  h e lp in g  th e  r e s o lv in g  o f  i s s u e s  

r a th e r  th a n  p re v e n t in g  them o r  av o id in g  them .

DEPENDENCY

A ll o r g a n is a t io n s  b e g in  i n  a s t a t e  o f  dependency. T hat i s  to  s a y , 

e v e ry  member w a its  on o th e r s ,  g e n e ra l ly  h i s  s u p e r io r s ,  and th e  phase  

i s  c h a r a c te r i s e d  by an u n w ill in g n e s s  to  ta k e  in d iv id u a l  o r  group 

i n i t i a t i v e s  and r e s p o n s i b i l i t i e s  by c la im in g  r e l i a n c e  on s u p e r io r s  

o r  l e a d e r s .  O v e ra ll ,  members o f  th e  o r g a n is a t io n  a re  d ependen t on 

th e  s e n io r  manager o r  b o ss  and r e q u ire  him to  a c c e p t r e s p o n s i b i l i t y  

and make a l l  m ajor d e c i s io n s .  I t  does n o t fo llo w  t h a t  th e y  w i l l  l i k e  

o r  even approve o f  h i s  d e c i s io n s ,  sim ply  t h a t  th e y  a re  u n w ill in g  to  

d e p a r t  from w hat th e y  b e l ie v e  he sh o u ld  do. Of c o u rs e ,  no manager 

can f u l f i l  such  e x p e c ta t io n s  s in c e  he w i l l  in e v i t a b ly  w ish  to  sh a re  

some r e s p o n s i b i l i t i e s  and t a s k s .  S u b o rd in a te s  w i l l  do as th e y  a re  

ask ed  b u t  w ith  no p e r s o n a l  commitment o r  i d e n t i f i c a t i o n .  Though th e y  

may appear to  be o b e d ie n t ( to  se c u re  favour) th e y  make l i t t l e  i n v e s t 

ment in  th e  o r g a n is a t io n  w ha tev e r th e  p r o t e s t a t i o n s  to  th e  c o n tra ry  -  

th e y  w ish  e s s e n t i a l l y  to  be a b so lv ed  o f  any r e s p o n s i b i l i t y .  When 

th in g s  go wrong th e y  can blame th e  boss b ecau se  th e y  had  no p a r t  in  

th e  d ec is io n -m a k in g  p ro c e s s  even i f  th e  o r g a n is a t io n  h as  s e t  up a 

h ig h ly  complex fo rm al d e c is io n - s h a r in g  mechanism. Members r e q u i r e  

and need an a u to c r a t  a t  th e  head  and alw ays re sp o n d  a p p r o p r ia te ly  

and o b e d ie n tly  o r  o th e rw ise  as th e y  see  f i t .
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T h is  s t a t e  o f  dependency o ccu rs  i r r e s p e c t i v e  o f  th e  s t y l e  o f  

le a d e r s h ip  o f  th e  boss and i r r e s p e c t iv e  o f  any fo rm al s t r u c t u r e s  

w hich a re  s e t  up in  th e  hope o f  a d i f f e r e n t  re sp o n se . A u to c ra t ic  

and p a t e r n a l i s t i c  b o sse s  f in d  t h i s  s ta g e  a re a so n a b ly  a g re e a b le  one. 

D isagreem ent from s u b o rd in a te s  o n ly  adds sa v o u r to  th e  e x e rc is e  o f  

a u th o r i ty .  But in  f a c t  members do n o t se e  th e  boss a s  he s e e s  him 

s e l f ,  anyway. Everyone h a s  an i r r a t i o n a l  group  o f  e x p e c ta t io n s  and 

f a n ta s i e s  ab o u t th e  boss w hich a re  c o n tin u o u s ly  augm ented r e t r o s p e c t iv e l y  

( " I  alw ays th o u g h t a good boss  w ould do such and su c h " , s a id  a f t e r  he 

h as  done th e  c o n t r a r y ) . Many o f  th e s e  e x p e c ta t io n s  a re  q u i t e  

b i z a r r e  b u t a re  s t i l l  f irm ly  h e ld  -  th u s  a b o ss  w ith  a d e c la re d  

p ro d u c tio n  background i s  ex p ec ted  a l s o  to  be a f in a n c ia l  a u th o r i ty .

Given a b en ign  env ironm ent o u ts id e  th e  o r g a n is a t io n ,  t h i s  p hase  

o f  dependency may l a s t  fo r  a long  t im e . ('-B en ign ' in  t h i s  se n se  

means n o n - th re a te n in g  to  th e  o r g a n i s a t i o n ) . B ut few env ironm en ts  a re  

b en ig n  and so  th e  d y s fu n c tio n a l  e f f e c t s  o f  dependency b eg in  to  

p r o l i f e r a t e .  A m ajor problem  f o r  many b o sse s  i s  t h e i r  i n a b i l i t y  

to  d e le g a te  f u l l y  r e s p o n s i b i l i t y  fo r  th e  e x e c u tio n  o f  work b u t th e y  

a r e  on a h id in g  to  n o th in g  w hatever th e y  do. I f  th e y  r e a l l y  do 

d e le g a te ,  s u b o rd in a te s  r e fu s e  to  a c c e p t th e  d e le g a t io n  y e t  i f  th e y  

do n o t d e le g a te ,  s u b o rd in a te s  demand t h a t  th e y  do so . A d d i t io n a l ly ,  

much a p p a re n t r e b e l l io n  i s  j u s t  a means o f  p ro v in g  dependency -  such  

as  d is a g re e in g  w ith  th e  b o ss  b u t s e e k in g  h i s  a p p ro v a l f o r  th e  

e x p re s s io n  o f  d isa g re e m e n t.

COUNTERDEPENDENCY

C ounterdependency fo llo w s  from a f a c in g  up to  th e  f a c t  o f  dependency.

I t  i s  c h a r a c te r i s e d  by r e b e l l i o n ,  t r u c u le n c e ,  d i f f i d e n c e ,  d e s t r u c t i v e -
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n e ss  and ganging  up b o th  on th e  boss  and o th e r  g ro u p s . Yet th e r e  

i s  s t i l l  a b a s ic  need  fo r  dependency and any e f f o r t s  by th e  manage

ment to  r e tu r n  to  dependency w i l l  be su p p o r te d , b ecau se  th e  new 

s t a t e  i s  so  u n co m fo rtab le . Most o rg a n is a t io n s  s u rv iv e  by rem ain ing  

in  a s t a t e  o f  r e t r e a t  from counterdependency  w hich i s  th e  " p o l i t i c a l  

c o n d it io n "  and th e  re a so n  why most o rg a n is a t io n s  ( e s p e c ia l ly  non

com m ercial o r g a n is a t io n s  l i k e  sc h o o ls  and c o l le g e s )  a re  ru n  on th e  

b a s is  o f  p o l i t i c a l  b eh a v io u r (power b lo c k s , in f lu e n c e  g ro u p s , b ack - 

s t a i r  ag reem en ts , v o te  c o l l e c t in g  e t c .  e t c . )  There i s  a g r e a t  d e a l 

o f  p e rs o n a l c r u e l ty  i n  t h i s  p h a se . S capegoa ts  a re  s e t  up , r e p u ta 

t io n s  d e s tro y e d , f a l l - g u y s  p re s e n te d ,  fro n t-m en  s a c r i f i c e d  and i n t r i g u e r s  

b r u t a l i s e d .  The weak and in n o c e n t a r e  alw ays h u r t  f i r s t  a s  th e y  a re  

p re s e n te d  to  th e  b o ss  f o r  s la u g h te r  -  an in d iv id u a l  s e t  up as a 

c o u n te r - le a d e r  to  th e  boss  who h as  to  be d e s tro y e d  in  o rd e r  t h a t  

n e i th e r  th e  boss  n o r th e  s u b o rd in a te s  lo s e  to o  much f a c e ,  and to  

p re v e n t p ro g re s s  i n to  coun terdependency  w hich everyone re c o g n ise s  

as b e in g  to o  u n co m fo rtab le .

1
In  m ost c a s e s ,  counterdependency  i s  re s o lv e d  b y " sa c k in g " th e  boss 

w hereupon th e  o r g a n is a t io n  r e tu r n s  to  a p e r io d  o f  dependency on th e  

new b o s s . In  t h i s  p e r io d  o f  long  te rm  c r i s i s  and d i s r u p t io n ,  th e  

b o ss  lo s e s  th e  su p p o r t o f  t h i s  s u p e r io r s ,  p ro b a b ly  p e o p le  o u ts id e  

th e  o r g a n is a t io n  who a re  very  concerned  w ith  th e  p u b l ic  im age. B ut 

none o f  th e  o r g a n i s a t i o n 's  problem s have been r e s o lv e d  and th e  p ro c e s s  

s t a r t s  a g a in . For coun terdependency  to  be re s o lv e d  s a t i s f a c t o r i l y ,  

th e  m e m b ersh ip /su b o rd in a te s  have to  p ro v e  t o  th e m se lv es  t h a t  th e y  Ccin 

manage w ith o u t th e  b o s s . To do t h i s  th e y  m ust a c t u a l l y  d isp e n se  w ith  

him t o t a l l y  in  th e  p s y c h o lo g ic a l  s e n s e . However, t h i s  e x p e r ie n c e  i s  

tr a u m a tic  f o r  th e  b o ss  s in c e  he has  to  fa c e  th e  r e a l i t y  t h a t  th e  o rg an 

i s a t i o n  can do w ith o u t him . In  e x p e rim e n ta l g roups t h a t  I  have f a c i l i -

1 Not n e c e s s a r i ly  in  a c t u a l i t y ;  he may sim ply  be removed o r  p o s te d  e l s e 
w here te m p o ra r i ly .  In  th e  e x p e rim en ta l OD Group, th e  f a c i l i t a t o r  i s  th e  
boss who i s  "sacked" -  p e rh ap s  by be ing  ig n o re d .
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t a t e d  t h i s  abandoning o f  th e  boss has been a ch iev ed  o n ly  when i t  

was d is c o v e re d  by s u b o rd in a te s  t h a t  th e  b o ss  was in  f a c t  v u ln e ra b le ;  

t h a t  he was n o t  o n ly  human and f r a i l  b u t a c t u a l l y  in co m p e ten t o r  

i n e f f e c t i v e .  And th e  boss a c tu a l ly  e x p e rie n c e d  t h i s  f a i l u r e  and 

d e s o la t io n  h im s e lf .

The e x p la n a tio n  i s  p e rh ap s  o b v io u s . C ounterdependency i s  sim ply

th e  r e a c t io n  to  dependency. Having d is c o v e re d  t h a t  th e y  a re  n o t

in d e p en d en t o f  th e  b o s s , th e  su b o rd in a te s  t r y  to  fo rc e  him in to

a c c e p tin g  r e s p o n s i b i l i t y  fo r  them , t h a t  i s ,  to  fo rc e  him in to

dependency a g a in . I n s o fa r  as  th e y  r e b e l  a g a in s t  him , t h e i r  r e b e l l io n

i s  dependen t on him (s in c e  i t  i s  him th e y  r e b e l  a g a i n s t ) . To a ch iev e

r e a l  independence th e y  have to  a c t  w ith o u t him q u i t e  in d e p e n d e n tly
1

and know t h a t  th e y  a re  in  f a c t  in d e p e n d e n t. I f  th e  b o ss  d id  n o t 

a l s o  f e e l  t h e i r  ind ep en d en ce , th en  th e r e  c o u ld  be no r e a l  independence 

However, h av in g  ach iev ed  independence , th e r e  i s  no need to  c o n tin u e  

r e b e l l io n  and a s o r t in g  o u t o f  new r e l a t io n s h ip s  among th e  whole 

m embership i s  n e c e ssa ry  f o r  e n try  in to  th e  n e x t p h a se . The b o ss  him

s e l f  can be a p a r tn e r  in  th e  e s t a b l i s h in g  o f  new r e la t io n s h ip s  and 

he i s  i n v i t e d  back in to  th e  o r g a n is a t io n .  (In  th e  r e a l  o r g a n is a t io n  

he i s  i n v i t e d  back " p s y c h o lo g ic a lly " ,  in  th e  e x p e rim e n ta l g ro u p , th e  

e x p u ls io n  and r e tu r n  a re  a ls o  p h y s i c a l ) .

At t h i s  ju n c tu r e  a s p e c i f i c  c r i s i s  o c c u rs .  The members i n v i t e  th e

b o ss  back on t h e i r  te rm s and th e  boss a p p a re n t ly  a c c e p ts .  However,

he can n o t a c c e p t on t h e i r  te rm s because  he s t i l l  h o ld s  th e  p o s i t i o n

o f  b o ss  in  r e l a t i o n  to  th e  form al s t r u c t u r e  o f  th e  o r g a n is a t io n  and

th e  w orld  o u ts id e .  H ence, he r e a s s e r t s  h i s  p o s i t i o n  and a b a t t l e

en su es  u n t i l  an agreem ent can be made in  which th e  needs o f  th e

s u b o rd in a te s  and th e  needs o f  th e  boss a re  r e c o n c i le d .  The p roblem

1 T h is  was th e  e x p e rie n c e  o f  th e  Head a t  B ro o k f ie ld .  A lthough  he 
w anted h i s  c o lle a g u e s  to  ta k e  t h e i r  freedom  (independence) he
cou ld  n o t "g iv e"  i t  -  i t  had to  be won by hard  b a t t l e .



-  213 -

i s  now o f  b o th  c o l l e c t i v e  and d e s ig n a te d  a u t h o r i ty .  The boss 

r e t a i n s  c e r t a in  a re a s  o f  a u th o r i ty  and th e s e  have to  be r e c o n c i le d  

w ith  th e  o r g a n is a t io n a l  need  fo r  a u th o r i ty  to  be s h a re d . I f  reco n 

c i l i a t i o n  can be ag re e d , th e  o rg a n is a t io n  can move in t o  a p e r io d  

o f  m u tu a li ty .

D uring Dependency and C ounterdependency, a number o f  b e h a v io u rs  o ccu r 

w hich a re  em ployed to  av o id  fa c in g  th e  r e a l  b u t  deep and f r ig h te n in g  

is s u e s  t h a t  fa c e  th e  group o r  o r g a n is a t io n .  O rg a n is a t io n a l ly  th e  

m ost s i g n i f i c a n t  i s  a p re o c c u p a tio n  w ith  o rd e r  and s t r u c t u r e ,  in  

f a c t  f o r  i t s  own sak e  and as a means o f  d e a l in g  w ith  th e  d is tu rb a n c e s  

and u n c e r ta in ty  in  th e  o rg a n is a t io n  w hich i s  seen  as  a move in t o  chaos, 

P eop le  d e a l  w ith  u n c e r ta in ty  by se e k in g  new s t r u c t u r e s ,  s e t t i n g  up 

com m ittees and w orking p a r t i e s ,  h o ld in g  m e e tin g s , p r e s e n t in g  r e p o r ts  

and g e n e ra l ly  t r y in g  to  make th e  in t a n g ib l e  ap p ea r more c e r t a i n .

B osses th em se lv es  a re  o f te n  a p a r t  to  t h i s  p ro c e s s  b ecau se  th e y  a re  

th em se lv es  u n c e r ta in  ab o u t th e  r e a l  i s s u e s  in  th e  o r g a n is a t io n .

S e t t in g  up s t r u c t u r e s  i s  an a t te m p t to  e x e r t  c o n t ro l  b u t  s in c e  r e a l  

s t r u c t u r e s  fo llo w  upon r e a l i t y ,  no s t r u c t u r e s  can be im posed w ith 

o u t th e  d eep er r e a l i t y  b e in g  known (and hence can n ev e r a c tu a l ly  be 

'im p o s e d ',  th e y  can o n ly  em erge). F u rth e rm o re , s in c e  a l l  o rg a n is a 

t io n s  a re  dynam ic, s t r u c t u r e s  th em se lv es  m ust ev o lv e  and change; 

to  r e a s s e r t  s t r u c t u r e s  w i l l  in e v i ta b ly  le a d  to  c o n f l i c t s .

A second  f e a tu r e  i s  th e  th ro w in g  up and t e s t i n g  o u t o f  new le a d e r s  

and le a d e r s h ip  ' s t r u c t u r e s ' .  On th e  b a s is  o f  B io n 's  th e o ry  o f  

g ro u p s , th e r e  w i l l  be su b -g ro u p s  t h a t  b id  f o r  le a d e r s h ip ,  su b -g ro u p s 

t h a t  make a l l i a n c e s  (w hatever t h e i r  in h e re n t  in c o m p a ta b i l i t ie s )  fo r  

t h e i r  own ends a g a in s t  o th e r  su b -g ro u p s  and th e  b o s s ,  and su b -g ro u p s 

t h a t  escape  from th e  c o n f l i c t  e i t h e r  by p re te n d in g  i t  does n o t r e a l l y
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e x i s t  o r  t h a t  th e y  can  manage w ith o u t th e  r e s t  o f  th e  o r g a n is a t io n .

(Of c o u rs e , some groups may have a lre a d y  developed  th em se lv es  

beyond r e b e l l io n  b u t  in s o f a r  as  th e y  r e l a t e  to  th e  la r g e r  o r g a n is a 

t i o n ,  t h e i r  b e h a v io u r  i s  p a r a l l e l  to  t h a t  o f  o th e r  g ro u p s ) . A no ther 

c h a r a c t e r i s t i c  i s  th e  need fo r  "co m p le ten e ss" . D e c is io n s  a re  c a l l e d  

f o r  w hich have com plete  and  t o t a l  agreem ent among a l l  th e  members 

o f  th e  o r g a n is a t io n .  When v o te s  a re  c a l le d  fo r  i t  i s  demanded t h a t  

m a jo r i ty  d e c is io n s  (even o f  1 v o te ) a re  u p h e ld  by ev e ry o n e . D eviance 

can n o t be t o l e r a t e d  nor can d i f f e r e n c e s  o f  a c t io n /b e h a v io u r  o r  even 

o p in io n . Much e f f o r t  i s  p u t in to  th e  p o l i t i c a l  a c t i v i t i e s  con ce rn ed  

w ith  a c h ie v in g  pow er, agreem ent and c o n t r o l le d  b e h a v io u r . A t y p i c a l  

b e h a v io u r sequence concerned  w ith  th e  avo idance  o f  f a c in g  up to  

c o n f l i c t s  and d isag ree m en t i s  fo r  f ra g m e n ta tio n  to  o ccu r whereby no 

one w i l l  ta k e  any i n i t i a t i v e  a t  a l l  b u t th e r e  i s  a h ig h  r a t e  o f  

a c t i v i t y  in  sm a ll g ro u p s; th e n  th e r e  i s  a g e n e ra l  f e e l in g  o f  u nease  

in  w hich a c t i v i t y  a lm o st s to p s  -  a w a it in g  p e r io d ;  n e x t i s  th e  p u b l ic  

e x p re s s io n  o f  a n x ie ty  fo llo w ed  by a t te m p ts  to  r e s o lv e  th e  'p ro b le m ' 

by s t r u c t u r a l  m ethods -  t h a t  i s ,  by some e x p re s s io n  o f  u n an im ity  o r  

g e n e ra l  ag reem en t. I f  t h i s  u n i ty  i s  open ly  d e n ie d , th e  p o s s i b i l i t y  

o f  f in d in g  th e  c o n f l i c t  and r e s o lv in g  i t  becomes p o s s ib le  b ecau se  th e  

s i t u a t i o n  i s  now open to  a d m itt in g  and f a c in g  up to  c o n f l i c t .  B ut 

m ost o r g a n is a t io n s  shy away from even a d m itt in g  th e  e x is te n c e  o f  

s i g n i f i c a n t  c o n f l i c t .

When th e  b o ss  a d o p ts  a h ig h  p r o f i l e  and an i n t e r v e n t i o n i s t  ap p ro ac h , 

p ro g re s s  w i l l  be im peded and o v e r a l l  b e h a v io u r w i l l  be r e g r e s s iv e .

The answ er seems to  be f o r  th e  b o ss  to  ta k e  a low p r o f i l e , to  av o id  

ta k in g  i n i t i a t i v e s  b u t  to  be aw are o f  th e  i n e v i t a b l e  p ro g re s s  o f  

e v e n ts  so t h a t  he can s u rv iv e  th e  p ro c e s s .  He can do t h i s  by con 

c e rn in g  h im s e lf  w ith  p r o te c t in g  th e  o r g a n is a t io n  from o u ts id e  i n t e r 
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fe re n c e  b u t  l e t t i n g  e v e n ts  w ith in  ta k e  t h e i r  n a tu r a l  c o u rs e .  In  

p r a c t i c e ,  he w i l l  be a b le  to  g a in  n a tu r a l  a l l i e s  from w ith in  th e  

o r g a n is a t io n  i f  he h im s e lf  i s  f a m i l ia r  w ith  o r g a n is a t io n  d ev e lo p 

ment th e o ry  and p r a c t i c e ;  i f  he has a r e f e r e n c e  g roup o f  O.D, e x p e r ts  

as  p e r s o n a l  c o u n s e l lo r s  and has been t r a in e d  in  group c o u n s e l l in g .  

W ithout such  p e rs o n a l su p p o rt i t  seems u n l ik e ly  t h a t  any b o ss  can  

b o th  u n d e rs ta n d  w hat i s  happening  in  h is  o r g a n is a t io n  and a c t  

a p p r o p r ia te ly .  The a l t e r n a t i v e  would ap p ea r to  be a form o f  p o l i t i c a l  

b e h a v io u r in  a p o l i t i c a l  o rg a n is a t io n  a s  d e s c r ib e d  e a r l i e r .

MUTUALITY

In  t h i s  p h a se , th e  problem  o f  th e  b o s s 's  a u th o r i ty  has been  l a r g e ly  

r e s o lv e d .  Groups and in d iv id u a ls  fu n c tio n  in te rd e p e n d e n t ly  and 

th e r e  i s  a s tro n g  sen se  o f  o r g a n is a t io n a l  e th o s ,  w ith  w e ll  u n d e rs to o d  

norms o f  b eh a v io u r and g e n e ra l ly  acc ep ted  v a lu e s .  I t  i s  a f a i r l y  

co m fo rta b le  p hase  b u t  n o t e s p e c ia l ly  c r e a t iv e  s in c e  d ev ian ce  i s  th e  

g r e a t  f e a r .  However, most o rg a n is a t io n s  would have done p r e t t y  w e ll  

to  re a c h  a s i t u a t i o n  in  which peop le  co u ld  r e a l l y  com municate w ith  

one a n o th e r  and w here th e  o v e r - r id in g  w ish  i s  to  h e lp  r a th e r  th a n  

i n t e r f e r e .  Many b o sse s  w i l l  n o t f in d  t h i s  p h ase  p a r t i c u l a r l y  c h a l le n g 

in g  b ecau se  th e y  do n o t  have a dom inant r o le  w ith in  th e  o r g a n is a t io n  

and w i l l  need to  go o u ts id e  to  ach iev e  many p e r s o n a l  s a t i s f a c t i o n s  

d e r iv in g  from pow er, in f lu e n c e ,  p r e s t i g e  and s ig n i f i c a n c e .

M u tu a lity  becomes a form o r  dependence which m ust be  d e a l t  w ith  by 

th e  same p ro c e s s e s  o f  r e b e l l io n  t h a t  c h a r a c te r i s e d  co u n te rd ep en d en cy . 

P robab ly  t h i s  p ro c e s s  w i l l  be le s s  u p s e t t in g  to  in d iv id u a ls  s in c e  

groups a re  in v o lv e d , b u t th e  most c r e a t iv e  members o f  th e  o rg a n is a 

t i o n  w i l l  be f ig h t in g  fo r  t h e i r  i n d i v id u a l i t y .  E c c e n tr ic s  and 'o d d  

b a l l s  ' w i l l  have a bad  tim e as th e  c le v e r e r  members move tow ards 

autonom y. T here w i l l  be much r e s i s ta n c e  to  change and many o f  th e
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o ld  f a m i l i a r  b e h a v io u rs  w i l l  r e c u r .

T here a re  o f te n  f a l s e  in s ta n c e s  o f  m u tu a li ty  in  th e  e a r l i e r  p h a s e s  o f  

developm ent. These a r e  g e n e ra l ly  a tte m p ts  to  av o id  c o n f l i c t  by 

" " d e n ia l  -  "We a re  a happy o rg a n is a t io n  and we a l l  u n d e rs ta n d  one

a n o th e r  -  go away and do n o t  d is tu r b  our h a p p in e s s " .  M u tu a lity  i s  

a common f a n ta s y  in  o r g a n is a t io n s  unab le  to  face  and d e a l w ith  

t h e i r  p ro b lem s. True m u tu a li ty  (n o t p a i r in g )  has to  be won and

can  o n ly  come a f t e r  th e  traum as o f  r e b e l l i o n .  In  any c a s e ,  m u tu a l i ty

w i l l  n o t  s u i t  everyone and so  t h i s  t h i r d  p hase  o f  o r g a n is a t io n  d ev e lo p 

ment may n o t be so  e a sy  as many may hope f o r .

AUTONOMY

T his  i s  an id e a l  s t a t e  o f  in te rd e p e n d e n c e  among in d iv id u a l s  and 

groups whose in d i v id u a l i t y  i s  v a lu ed  and s u p p o r te d . Most o r g a n is a 

t i o n s  e x p e rie n c e  p e r io d s  o f  autonomy when th e y  a re  a t  t h e i r  m ost 

c r e a t iv e  b u t  i t  m ust be d o u b tfu l i f  "autonomy" i s  co m p a tib le  w ith  

'o r g a n i s a t i o n ' ,  in  th e  fo rm a lly  e s ta b l i s h e d  o r  i n s t i t u t i o n a l  s e n s e .

For th e re  to  be r e a l  autonomy in  an o r g a n is a t io n  s t a t u s  d i f f e r e n t i a l s  

w ould have to  be o f  no consequence b u t m ost o rg a n is a t io n s  o f f e r  

p rom otion  and s a la r y  in c re a s e s  as a s p e c ts  o f  a g iv e n  s t r u c t u r e .  S in ce  

few o r g a n is a t io n s  a re  th e  o n ly  example o f  t h e i r  k in d  b u t  have 

p a r a l l e l  o r g a n is a t io n s  com peting f o r  members from th e  same re s o u rc e  

p o o l, one o r g a n is a t io n  c a n n o t s ta n d  o u t a g a in s t  th e  o th e r s .  However, 

d ep a rtm en ts  w ith in  an o r g a n is a t io n  may move tow ards autonomy and 

th e  l a r g e r  o r g a n is a t io n  can le a r n  to  d e a l w ith  d i f f e r e n c e s  w ith in  

i t s e l f .  C e r ta in ly ,  n e a r  autonomy i s  p o s s ib le  w ith in  o r g a n is a t io n a l  

p e e r  groups l i k e  a management com m ittee o r  govern ing /m anag ing  b o a rd .
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An O rg a n is a tio n  Development S tra te g y

The q u e s tio n  a r i s e s  a s  to  w hether an o r g a n is a t io n  can be h e lp e d  to  

p a s s  th ro u g h  th e s e  p h ases  o f  developm ent. A ccord ing  to  th e  th e o ry ,  

th e  developm ent i s  i n e v i t a b l e ,  o ccu rs  in  i t s  own tim e , i s  r e v e r s ib l e  

b u t  in e x o ra b le .  What k in d  o f  in te r v e n t io n  i s  p o s s ib le ,  and by 

whom, to  e a se  t h i s  developm ent? Some in d i c a t io n  h as  a l re a d y  been 

g iv e n  w ith  re g a rd  to  th e  b o ss  and th e  b o ss  i s  th e  m ost c r i t i c a l  

f ig u r e .  I t  m ust be re c o g n ise d  t h a t  th e  b o ss  i s  as  i n t e g r a l  a p a r t  

o f  th e  developm ent p ro c e s s  a s  any o th e r  member; in d e e d  he i s  th e  m ost 

c r i t i c a l .  U nless he i s  p a r t  o f  th e  in t e r v e n t io n ,  th e r e  can be no 

p ro g re s s .  H ence, i t  seems e s s e n t i a l  t h a t  he be t r a i n e d  in  u n d e r

s ta n d in g  th e  th e o ry  and a l s o  in  th e  c o u n s e l l in g /c o n s u l t in g  te c h n iq u e s  

w hich a re  n e c e s s a ry  to  w ea th e r th e  s to rm s o f  th e  o r g a n is a t io n .  Such 

t r a i n in g  i s  'e x p e r i e n t i a l '  by means o f  O rg a n is a tio n  D evelopm ent 

g roups which a re  a form o f  T-Group in  w hich th e  members a re  en ab led  

to  e x p e rie n c e  th e  b e h a v io u ra l phenomena o f  th e  dev e lo p m en ta l p r o c e s s . 

W ith t h i s  t r a i n i n g  th e  boss i s  in  a s t ro n g  p o s i t io n  to  u n d e rs ta n d  

w hat i s  happen ing  in  h i s  o rg a n is a t io n  and how to  h e lp  th e  p ro c e s s  

c o n s t r u c t iv e ly .  A d d it io n a lly  he needs p e r s o n a l  s u p p o r t o f  a r e f 

e ren c e  group t h a t  id e a l ly  rem ains t o t a l l y  unconnected  w ith  th e  o rgan 

i s a t i o n .  T h is  g roup i s  h i s  p e rs o n a l su p p o r t when th e  o u ts id e  

a u t h o r i t i e s  th r e a te n  him as head  o f  th e  o r g a n is a t io n  d u r in g  th e  

second , r e b e l l i o u s ,  s ta g e .

The t r a i n in g  t h a t  th e  boss has  sh o u ld  be sh a re d  by a s  many p e o p le  

in  th e  o r g a n is a t io n  as  p o s s ib le ,  b u t c e r t a i n l y  key p o s i t i o n  h o ld e rs .  

P ro b ab ly  some form o f  s im p le  T-Group on an NTL/Leeds model r a th e r  

th a n  a T a v is to c k  model would be b e s t ;  a c o u n s e l l in g  app roach  b e in g  

used  by th e  ' t r a i n e r ' .  Those groups sh o u ld  be on a s e c t io n  o r
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d e p a rtm e n ta l b a s is  b ecau se  th e  s e c t io n /d e p a r tm e n t i s  a key u n i t  

i n  O rg a n is a tio n  D evelopm ent. Each dep artm en t w i l l  develop  s e p a r a te ly  

and d i f f e r e n t l y  and th e  m an ag e ria l ta s k  o f  in t e g r a t i o n  co n ce rn s  

. d ep a rtm en ts  r a th e r  th a n  in d iv id u a l s .  In  p r a c t i c e ,  n o t a l l  d e p a r t 

m e n ts /s e c tio n s  w i l l  a g ree  to  t h i s  group work so  o n ly  th e  w i l l in g  

g roups sh o u ld  be t r a i n e d  i n i t i a l l y ,  i t  i s ,  how ever, e s s e n t i a l  fo r  

th e  s e n io r  management g roup to  work w ith  a c o u n s e l lo r /c o n s u l t a n t  

f o r  th e  w hole p e r io d  o f  th e  in te r v e n t io n  w hich may l a s t  s e v e r a l  

y e a r s .

In  t h i s  i n t e r v e n t io n ,  th e  work o f  th e  c o n s u l ta n t /c o u n s e l lo r s  i s  

c o n fin e d  to  group  work and does n o t ex ten d  t o  th e  d a i ly  norm al work 

o f  th e  o r g a n is a t io n .  The rea so n  fo r  t h i s  i s  t h a t  th e  members o f  

th e  o r g a n is a t io n  m ust work o u t  t h e i r  own problem s among th e m se lv e s .

In  any c a s e , c o n s u l ta n ts  can n o t d e a l w ith  th e  o r g a n is a t io n  a s  a 

w hole. The e x p e c ta t io n  i s  t h a t  th e  le a rn in g  in  sm a ll g roups w i l l  

t r a n s f e r  to  o th e r  groups and la r g e r  g ro u p s . Of c o u rse , f o r  many 

p eo p le  t h i s  t r a n s f e r e n c e  w i l l  n o t ta k e  p la c e  b ecau se  b e h a v io u r mod

i f i c a t i o n  c a n n o t be made on such a g rand  s c a le  b u t  th e  more c r e a t iv e  

members o f  th e  o rg a n is a t io n  w i l l  le a rn  and t h e i r  b e h a v io u r w i l l  be 

e f f e c t i v e ,  and i t  i s  t h i s  t h a t  r e a l l y  m a t te r s .  The jo b  o f  th e  c o n su l

t a n t s  i s  to  g iv e  s u p p o r t and h e lp  n o t to  c r e a te  t h e i r  own o rg a n is a 

t i o n .  As th e  in te r v e n t io n  ta k e s  e f f e c t ,  s t r u c t u r a l  and a d m in is t r a t iv e  

p roblem s w i l l  be so lv e d  by th e  members th e m se lv es  in  a dyneimic way 

and th e r e  i s  no need  a t  a l l  f o r  th e  c o n s u l ta n ts  to  conce rn  th em se lv es  

d i r e c t l y  w ith  such  m a tte r s  even though th e s e  a re  th e  is s u e s  f o r  

w hich th e  o r g a n is a t io n  w i l l  f i r s t  c a l l  them in .
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I t  was t h i s  deve lo p m en ta l th e o ry  o f  o r g a n is a t io n s  t h a t  was c o n t in u a l ly  

in  my mind d u r in g  th e  Deanes and B ro o k f ie ld  School P r o je c t s .  The 

D eanes School p r o je c t  began , a s  I  have d e s c r ib e d ,  a s  many OD i n t e r 

v e n t io n s  b e g in . A c l i e n t  f e e l s  a need f o r  change and e x p lo re s  

p o s s i b i l i t i e s  w ith  a c o n s u l t a n t .  O ften  th e  c o n s u l ta n t  i s  c o n ta c te d  

v ia  a t h i r d  p a r ty  b u t som etim es, a s  in  th e s e  c a s e s ,  th e  c o n s u l ta n t  

i s  a l re a d y  known. In  my e a r ly  d ay s  a s  a p r o f e s s io n a l  (academ ic) in  

e d u c a tio n  management, i t  was d i f f i c u l t  to  n e g o t ia te  e n t ry  to  an 

o r g a n is a t io n  (sc . schoo l o r  c o l le g e )  and more p a r t i c u l a r l y  when I  was 

on good p e rs o n a l te rm s w ith  th e  h e a d s . Management a s s i s t a n c e  i s  

o f te n  unwelcome e s p e c i a l l y  when i t  i s  f e a re d  t h a t  th e  h e a d 's  c u r r e n t  

p r a c t i c e  may be q u e s tio n e d  and th r e a te n e d .  Working in  a f r i e n d 's  

i n s t i t u t i o n  i s  m ost d i f f i c u l t  to  a r ra n g e ;  in d e ed , one o u g h t n o t  to  

work w ith  a f r i e n d  u n le s s  th e  p e r s o n a l  v a lu e  system s on w hich b o th  

work have been proved to  be c o m p a tib le . In  b o th  th e  D eanes School 

and B ro o k f ie ld  p r o je c t s  th e  p e rs o n a l r e l a t i o n s h ip  was e s ta b l i s h e d  

th ro u g h  a p ro f e s s io n a l  n o t in fo rm a l a s s o c ia t io n .  The head o f  th e  

D eanes School had worked w ith  me a s  my s tu d e n t  and (I  assume) had 

g a in ed  r e s p e c t  fo r  me a s  had s e v e ra l  o f  h i s  s t a f f  th ro u g h  b e in g  on 

my c o u rs e s .  Hence my b eh av io u r had a l a r g e ly  known q u a l i t y .  A t 

B ro o k fie ld  I  was in tro d u c e d  a s  a consequence o f  th e  en th u siasm  o f  a 

member o f  s t a f f  and my n e g o t ia t io n  w ith  th e  sch o o l was on a p u re ly  

p r o f e s s io n a l  b a s i s ;  f r ie n d s h ip  d ev eloped  l a t e r .

My app ro ach  to  b o th  p r o je c t s  was b ased  on th e  th e o ry  t h a t  I have 

j u s t  o u t l in e d  so my e x p e c ta t io n s  were t h a t  th e r e  would be a 

p a r t i c u l a r  form o f  p ro g re s s io n  in  my r e l a t i o n s h ip  w ith  th e  sc h o o ls  

and key c l i e n t s ,  and the sch o o ls  th e m se lv e s , i f  th e  developm ent were 

to  be com pleted  s a t i s f a c t o r i l y  would p a s s  th ro u g h  th e  fo u r p h a se s .

But I  was v e ry  a c u te ly  aware t h a t  I  was n o t w orking w ith  an OD or 

T-Group b u t a whole o r g a n is a t io n  where th e  dynam ics would be much 

more c o m p lic a te d . To s t a r t  w ith , how ever, th e  two heads w ere q u i t e
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d i f f e r e n t  and t h e i r  e x p e c ta t io n s  were d i f f e r e n t .  I  would c h a r a c te r i s e  

them  a s  fo llo w s ;

The head o f  th e  Deanes School was an x io u s  o v e r a number o f  m ajor 

p o in t s .  He was s t i l l  ca re e r-m in d e d  and seemed to  be e x p e r ie n c in g  th e  

m id - f o r t i e s  l i f e  c r i s i s  in  much th e  same way I  was m y se lf . We were 

th e  same age and b o th  n o s ta lg ic  f o r  th e  N orth  o f  E ng land . C le a r ly  he 

d id  n o t  see  b e in g  head o f  an 11-16 com prehensive a s  h i s  u l t im a te  

c a r e e r  g o a l and he a p p lie d  fo r  s e v e ra l  o th e r  h e a d sh ip s  d u r in g  th e  

p e r io d  I  worked in  th e  s c h o o l. Being a s u c c e s s fu l  head in  

e d u c a tio n a l  te rm s was im p o rta n t r a th e r  th a n  th e  p e rs o n a l s a t i s f a c t i o n  

o f  j u s t  b e in g  a good b o s s . I t  was g e n e r a l ly  s a id  in  th e  sch o o l by 

te a c h e r s  t h a t  he was n o t  a p a r t i c u l a r l y  good b o ss  b e in g  d i s t a n t  and 

in a c c e s s ib le  (though I  saw and sen sed  no ev id en ce  o f  t h i s ) . Many 

o th e r  te a c h e r s  in  th e  sch o o l were a l s o  an x io u s  and many saw th e  

sch o o l a s  a s ta g e  in  c a r e e r  n o t a f i n a l  p o s i t io n  -  a common 

c h a r a c t e r i s t i c  o f  te a c h e r s  in  11-16 com prehensives b ecau se  many 

w ant S ix th  Form e x p e rie n c e  i f  o n ly  to  b o l s t e r  t h e i r  q u a l i f i c a t i o n s  

and e x p e r ie n c e . He was n o t  a t y p i c a l  le a d e r  f ig u r e  -  he was n o t 

p a t e r n a l  o r  c h a r is m a tic  though  he was in  my view  p e r f e c t l y  a b le ,  

e f f i c i e n t  and p r o f e s s io n a l ly  w ell in fo rm ed . But he was n o t  h ig h ly  

i n s p i r a t i o n a l  to  h i s  c o l le a g u e s .

The head o f  B ro o k fie ld  School was d i f f e r e n t .  He was a lm o st c h a r is m a tic  

and was c e r t a i n l y  a f a th e r  f i g u r e ,  a p p a re n t in  h i s  b e a r in g  and m anner. 

He was d e e p ly  com m itted to  e d u c a tio n  and n o t a t  a l l  c a r e e r  m inded. As 

he e x p la in e d  in  th e  B ro o k fie ld  a c c o u n t he was concerned  n o t a b o u t 

te c h n ic a l  developm ents in  e d u c a tio n  b u t s o c ia l  and em o tio n a l o n e s . He 

b e l ie v e d  p a s s io n a te ly  in  th e  im portance  o f  each  c h i ld  and saw th e  i n 

a d e q u a c ie s  o f  th e  system  in  personal a f f e c t i v e  te rm s w hereas th e  head 

o f  D eanes saw su c c e ss  in  th e  ex am in a tio n  system  an e s s e n t i a l  in d ic a to r  

o f  th e  su c c e s s  o f  th e  sch o o l a s  w e ll a s  o f  in d iv id u a l s .  B ro o k fie ld



-  222 -

was a much 'w arm er' em o tio n al c l im a te  and , o f  c o u rs e ,  th e  sch o o l 

had endured  a g r e a t  d e a l  u n d er a c o u p le  o f  p re v io u s  h ead s . W hile th e  

head o f  D eanes was p e rc e iv e d  a s  b o ss  and m anager, th e  head o f  B ro o k f ie ld  

was seen  as  a le a d e r  in  c o m p e tit io n  w ith  th e  D eputy (who had been 

1 ... a c t in g  head fo r  e ig h te e n  m onths o r  so  p re v io u s ly )  . A t B ro o k f ie ld  

th e r e  was an e lem en t o f  c o m p e tit io n  among s e n io r  s t a f f ;  a t  D eanes 

o f  c o -o p e ra t io n  in  r e a l i s i n g  c a r e e r  su c c e ss  (such a s  a c lo s e  r e l a t i o n 

s h ip  betw een head and d ep u ty  to  b o th  f in d  s a t i s f a c t o r y  p ro m o tio n ) .

The d ep u ty  a t  B ro o k fie ld  had l i t t l e  e x p e c ta t io n  o f  p rom otion  and a s  

a n o n -g ra d u a te  was u n l ik e ly  to  o b ta in  a h ead sh ip  e lse w h e re .

Both heads were h ig h ly  com m itted to  me. Growing f r ie n d s h ip  in  each  

c a se  was an  a s p e c t  o f  t h i s  b u t b o th  w anted to  in tro d u c e  me to  o th e r  

heads and o th e r  s c h o o ls . Through th e  B ro o k f ie ld  head I  was a b le  to  

embark on th e  Hampshire heads t r a i n in g  programme w hich l a s t e d  f o r  two 

y e a r s .  The Deanes head in tro d u c e d  me to  o th e r  heads and u rg ed  them to  

u se  me f o r  c o n s u lta n c y  in  t h e i r  own sc h o o ls  though none to o k  me up on 

t h i s .  T here was u n q u e s tio n a b le  warmth and a tta c h m e n t betw een each  o f  

th e  heads and me. I  do n o t b e l ie v e  t h a t  in  e i t h e r  c a se  we "p ro g re sse d "  

beyond t h i s  p r o f e s s io n a l  dependency and I  b e l ie v e  co u n te r-d ep en d en ce  

was to o  r i s k y  though th e  Deanes p r o j e c t  d id  n o t  c o n tin u e  p e rh ap s  

a s  co u n te r-d ep en d en d en cy  th re a te n e d  and in  th e  c a se  o f  B ro o k fie ld  

th e  head and I  worked th ro u g h  th e  prob lem s in  o u r p e rs o n a l way. At 

one tim e , S ta n le y  Putnam (B ro o k fie ld )  became q u i t e  a f r a i d  t h a t  I  would 

l e t  him down and t h a t  th e  w hole p r o j e c t  would f a l l  a p a r t  e s p e c i a l l y  

when he began to  r e c e iv e  s tro n g  n e g a t iv e  feed b a ck  -  r e j e c t i o n  -  from 

some o f  h i s  s t a f f .  Gordon T ay lo r (Deanes) d id  become an x io u s  ab o u t 

th e  i n t a n g i b i l i t y  o f  th e  work I  was do ing  and saw th e  danger o f 

d is c o n te n te d  te a c h e r s  g ro u p in g  th e m se lv es  around  me -  n u r tu r in g  a 

p o t e n t i a l  v ip e r  in  th e  bosom. And he found some s e n io r  s t a f f  l e s s  

e n th u s i a s t i c  f o r  my s o r t  o f  h e lp  th a n  I  b e l ie v e  he would have w ished .
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C le a r ly  th e  s im p l i s t i c  use  o f  th e  H arvey, Hunt and S chroder model 

was n o t  enorm ously h e l p f u l . I t  worked w e ll enough w ith  g ro u p s b u t 

o r g a n is a t io n s  a re  f a r  to o  complex f o r  p h ases  to  be o b serv ed  ex ce p t 

in  in d iv id u a l  c a s e s  and w ith  sm all d i s c r e t e  g roups o r  in  g r o s s ly  

" " g e n e r a l is e d  te rm s . I  co u ld  o n ly  u se  th e  th e o ry  a s  a background to  

w hatever e l s e  was happening  and a way o f  e x p la in in g  what I  saw to  be 

g o ing  on . I t  p ro v id ed  me w ith  i n t e l l e c t u a l  s e c u r i t y  and was th e  

u n d e rp in n in g  o f  my own c o n fid e n c e  a s  a c o n s u l ta n t  e s p e c i a l l y  when 

m a tte r s  became d i f f i c u l t  and I  became a f r a i d  o f  w hat I  was u n co v er

in g . Time and a g a in , S ta n le y  Putnam and I  had re c o u r s e  to  th e  model 

to  h e lp  us th ro u g h  p e r io d s  o f  d e p re s s io n  and low s p i r i t s  when th e  

g o ing  was tough  and p ro g re s s  seemed to  be h a l t e d .  I  do n o t b e l ie v e  

we doubted  th e  v a l i d i t y  o f  th e  ' t h e o r y ' b u t w h ile  we were u n p rep ared  

to  fo llo w  an id e o lo g ic a l  s ta n d p o in t  s l a v i s h ly  we d id  need to  have 

some k in d  o f  e x te r n a l  r e f e r e n c e .  T h a t t h i s  was th e  th e o ry  p ro v id ed  

was d o u b tle s s  more im p o rta n t th a n  th e  th e o ry  i t s e l f .

What we were each  d o ing  th ro u g h o u t th e  p r o je c t s  was to  f in d  ways o f  

e x p la in in g  o u r w orlds a s  we moved in to  new and u n fa m il ia r  p a r t  o f  i t .  

W ithout a th e o ry  we had no way o f  m aking sen se  o f  w hat we were d o ing  

and no way o f  m easuring  w hat we w ere a c h ie v in g .  Gordon T ay lo r was 

a s  f a m i l i a r  w ith  my th e o ry  as  S ta n le y  Putnam b u t he had a d i f f e r e n t  

u se  fo r  i t .  I t  gave him an a s su ra n c e  t h a t  I  knew w hat was go ing  on 

w hereas S ta n le y  Putnam was a b le  to  a d a p t i t  to  h i s  own t h e o r e t i c a l  

s ta n c e .  For in s ta n c e ,  th e  Deanes p r o j e c t  was e s s e n t i a l l y  a s t r u c t u r a l  

app ro ach  -  r e s e a r c h  m eant s e c u r i t y ,  o b j e c t i v i t y  and t h a t  consequences 

cou ld  be d e a l t  w ith  by te c h n ic a l  d e v ic e s .  But th e  B ro o k fie ld  p r o j e c t  was 

ab o u t in ta n g ib le s  from th e  b e g in n in g  a l b e i t  b o th  h eads  d e s i r e d  a change 

o f  c l im a te  in  t h e i r  s c h o o ls  and ex p ec ted  th e r e  to  be ta n g ib le  and 

m easu rab le  r e s u l t s  f o r  th em se lv es  and o th e r s .  I  b e l ie v e ,  t o o , t h a t
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S ta n le y  Putnam, was much more p e r s o n a l ly  se c u re  th a n  Gordon T ay lo r 

and had sp e n t lo n g e r ( in  s u c c e s s fu l)  s e l f  a n a ly s i s .  Gordon T ay lo r 

knew the need f o r  a n a ly s i s  b u t was u n su re  how to  go ab o u t i t .

: The d ep u ty  head a t  D eanes School was much more l i k e  S ta n le y  Putnam. 

H igh ly  e n e r g e t ic ,  e x c e p t io n a l ly  com m itted to  e d u c a tio n a l  re fo rm  and 

th e  sch o o l b u t a l s o  p r o f e s s io n a l ,  a m b itio u s  and d e s p e ra te  to  o b ta in  

a h ead sh ip  -  which he e v e n tu a lly  d id .  He v a lu ed  th e  p e rs o n a l  d e v e lo p 

ment ap p roach  and was m ost e n th u s i a s t i c  f o r  i t  (he a t te n d e d  th r e e  o f  

my c o u rse s  in  which p e rs o n a l developm ent was th e  key o r i e n t a t i o n ) .

But th e  s e n io r  m is t r e s s  a t  Deanes was n o t so com m itted and took  a 

v e ry  c o n v e n tio n a l and t r a d i t i o n a l  v iew  ab o u t e d u c a tio n a l change and 

o r g a n is a t io n .  T h is  m eant t h a t  OD a t  Deanes was r i s k y  and n o t l i k e l y  

to  be w e ll su p p o rted  from th e  to p  -  though  by no means a c t i v e l y  

opposed . A t B ro o k fie ld  th e  Deputy Head was i n t e l l e c t u a l l y  com m itted 

to  OD o n ly  because  he b e l ie v e d  th a t  was a l o y a l ty  re q u ire m e n t though 

a s  e v e n ts  p ro g re s s e d  he became v e ry  s u p p o r t iv e .  The s e n io r  m is t r e s s  

was a t  f i r s t  s u s p ic io u s  in  case  OD was an a l t e r n a t i v e  to  e v a n g e lic a l

C h r is t i a n  e x p e rie n c e  b u t  when she d is c o v e re d  them to  be co m p a tib le  

(and even a lm o s t th e  samel) she became a co n v inced  and a c t iv e  

s u p p o r te r .

In  each  sc h o o l, th e n , th e re  was a t r iu m v i r a te  o f  to p  m anagers who 

a l l  had to  work o u t th e  r e l a t io n s h ip s  among th e m se lv es  in  h ig h ly  

p e rso n a l ways b e fo re  any work co u ld  s t a r t  on th e  sc h o o l. The open ing  

up o f  th e s e  r e l a t i o n s h ip s  in  B ro o k f ie ld  in  th e  e x p e c a tio n  o f  

r e s o lu t io n  made th e  B ro o k fie ld  p r o j e c t  p o s s ib le .  The c lo s in g  o f  

th e s e  r e l a t i o n s h ip s  t o  b e in g  worked th ro u g h  m eant t h a t  th e  work a t  

Deanes co u ld  n o t  go beyond th e  f i r s t  p h a se .

The p o s i t io n  in  which I  found m y se lf  was t h a t  I  w anted to  w r i te  

ab o u t o r g a n is a t io n s  a s  some k in d  o f  e n t i t y  y e t  a s  I  e x p e rie n c e d  th e
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prob lem s o f  w orking w ith  them I  became d ise n c h a n te d  w ith  th e  id e a  

o f  t r e a t i n g  them a s  cap a b le  o f  a g g re g a te  d a ta  b ecau se  fo r  my 

p u rp o se s , th e  c o n t in u a l in te rp o s in g  o f  h ig h ly  p e r s o n a l i s e d  f a c t o r s  

w hich had to  be r e ta in e d  in  t h e i r  i n d i v id u a l i t y  was th e  k in d  o f  

m a te r ia l  I  was r e a l l y  i n t e r e s t e d  i n .  I  had to  f in d  some way o f  

e x p la in in g  why and how th e  p e rs o n a l e lem en t was im p o rta n t , how i t  

co u ld  be ex p re ssed  in  te rm s  t h a t  f i t t e d  th e  r e le v a n t  th e o ry  and 

how I  c o u ld  d e a l  s a t i s f a c t o r i l y  w ith  o r g a n is a t io n a l  s i t u a t io n s  

where much o f  th e  im p o rta n t m a te r ia l  became s i g n i f i c a n t  o n ly  when 

i t  was to o  l a t e  to  c a p tu re  i t .  In o th e r  w ords, I  had to  have a 

m e th o d o lo g ic a l e x p la n a tio n  fo r  th e  way in  w hich my th e o ry  cou ld  be 

su p p o rte d  and I  had to  have a th e o ry  w hich would in d i c a te  how to  

c o l l e c t  and p r e s e n t  m a te r ia l  t h a t  i t  would c a l l  f o r th .

In  a d d i t io n  to  a l l  t h i s ,  were th e  r e l a t i o n a l  p roblem s betw een m y se lf 

and th e  two heads w hich w ere l a r g e ly  sk a te d  o v e r .  T h a t we were each  

o f  u s  in  a s t a t e  o f  com plete  dependence upon one a n o th e r  was 

acknow ledged b u t nev er e x p lo re d  a s  much a s  i t  co u ld  have been .

However, S ta n le y  Putnam and I  sh ared  a good d e a l  o f  ou r co n ce rn s  

abou t th e  p r o je c t  and a l s o  a c te d  a s  c o -c o u n s e l lo r  on a number o f  p e rs o n a l 

p ro b lem s, n o t l e a s t  o f  which were my own a n x i e t i e s  abou t my work and , 

l a t t e r l y  -  a s  e x p la in e d  l a t e r  -  ab o u t my p o s i t i o n  and r e l a t i o n s h ip s  

back a t  work. In  many ways bo th  p r o j e c t s  were fo r  me a j u s t i f i c a t i o n  

fo r  my academ ic work and th e  B ro o k fie ld  v i s i t s  e s p e c i a l l y  were 

im p o r ta n t becau se  I  was away from my p la c e  o f  employment and f e l t  more 

a b le  to  fu n c tio n  p e r s o n a l ly  a s  th e  p e rso n  I  b e l ie v e d  m yself to  b e . In  

b o th  s c h o o ls , I  r e c e iv e d  th e  s t ro k e s  and a f f i r m a t io n  t h a t  was o f te n  

m iss in g  a t  th e  p o ly te c h n ic .  I  have no d o u b t a t  a l l  t h a t  I  en joyed  

c r e a t in g  dependency on m y se lf becau se  i t  made me f e e l  good and 

w an ted .
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I  have t r i e d  to  make c le a r  why I  have f e l t  u n a b le  to  p ro c e s s  th e  

raw re sp o n se s  o f  th o se  who were p a r t  o f  th e  r e s e a r c h  p r o j e c t s  -  

though  I  d id  do t h i s  w ith  th e  School E v a lu a tio n , I  hope n o t  un 

p ro f  e s s io n a l ly .  I  cou ld  have "p ro cessed "  th e  B ro o k f ie ld  R esponses 

'' "b u t to  do so would have d e s tro y e d  th e  e s s e n t i a l  q u a l i t y  o f  th e  

re s p o n s e s ,  t h e i r  n a r r a t iv e  q u a l i t y  and th e  p e rs o n a l s t o r i e s  from 

w hich th e y  a r e  e x c e rp ts  and i t  was t h i s  dilemma t h a t  began to  le a d  

me to  th e  s u b je c t iv e ,  phenom eno log ical and e v e n tu a l ly  e x i s t e n t i a l  

s ta n c e  t h a t  I  have ta k e n .

T here a r e  two s im i la r  rem ark ab le  e v e n ts  on two o f  th e  B ro o k fie ld  

g roups t h a t  i l l u s t r a t e  th e  im po rtan ce  o f  n a r r a t i v e  and s to r y  a s  th e  

medium in  w hich we c r e a te  o u r w o rld . On th e  v e ry  f i r s t  g roup  one 

o f  th e  Heads o f  D epartm ent -  a d ep a rtm en t o f  o n ly  one f u l l - t im e  

te a c h e r  -  f e l t  th e  need  to  shcure som ething p e r s o n a l  and p r iv a t e  w ith  

th e  g roup . As she began to  open up some members f e l t  u n co m fo rtab le  

because  th e y  fe a re d  an in t r u s io n  in to  p r iv a c y ;  t h a t  Dora was b e in g  

co e rc ed  in to  r e v e a l in g  too  much o f  h e r p e rs o n a l l i f e .  But I 

encouraged  Dora to  go on and th e  o th e r s  to  l i s t e n .  She to ld  o f  h e r

l i f e  a s  a jew ess and how she had m a rr ie d  a C h r i s t i a n  much a g a in s t

h e r f a t h e r 's  w i l l .  The m arriag e  had been happy and th e r e  was a 

d a u g h te r , b u t no r e c o n c i l i a t i o n  w ith  h e r  f a th e r  had o c c u rre d  b e fo re  

he d ie d .  Dora f e l t  t h a t  she had l e t  h e r  r a c e  down and a l s o  h e r

f a th e r  by deny ing  h e r Jew ish n ess  and she  f e l t  c o n s id e ra b le  rem orse

and y e t  co u ld  f in d  no way to  a to n e . The is s u e  was l e s s  a need f o r  

c o u n s e ll in g  th a n  to  sh a re  h e r burden  w ith  th e  g ro u p . We d id  o f f e r  

c o u n s e l l in g ,  c o l l e c t i v e l y ,  and she was a b le  to  r e tu r n  to  h e r  m other 

and r e jo i n  th e  Jew ish  group w ith o u t deny ing  h e r  husband . A re c o n 

c i l i a t i o n  and a tonem ent were made and i t  a p p e a rs  a f u l l  'c a t h a r s i s '  

o ccu re d . She was c e r t a i n l y  c o n t in u a l ly  g r a t e f u l  f o r  so lo n g  a s  I 

knew h e r .  The im p o rta n t p o in t  to  me was t h a t  she had a ' s t o r y '  and
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had to  t e l l  i t .  U n ti l  t h a t  was done she c o u ld  never f e e l  a t  one 

w ith  h e r c o l le a g u e s .  C le a r ly  d e n ia l  o f  r a c e  and r e l i g i o n  i s  o f  

enormous s ig n i f ic a n c e  to  a jew and h e r s t o r y - t e l l i n g  was a way 

; to  m eeting  and jo in in g  h e r c o l le a g u e s  -  f o r  h e r ,  h o n es ty  and 

openness r e q u ire d  t h a t  she t e l l  h e r s to r y .

In  a n o th e r  Group, Ron h e ld  our a t t e n t i o n  (o f f  and on) f o r  two whole 

ho u rs  w h ile  he to ld  u s  v i r t u a l l y  h is  w hole l i f e  s to r y  -  u n in te r r u p te d .  

Some were b o red , some em barrassed  b u t a l l  l i s t e n e d .  A f te r  h i s  s to ry  

he was a tran sfo rm e d  p e rso n  and h i s  whole o u tlo o k  on work a t  sch o o l -  

where he had f e l t  unacknow ledged and d i s a f f e c te d  -  was changed .

Even t h a t  weekend h i s  view  on l i f e  changed , h i s  sex u a l r e l a t i o n s h ip  

w ith  h i s  w ife  im proved and he b ro u g h t a s e le c t io n  o f  sw eets  and 

c h o c o la te s  to  sh a re  w ith  u s  to  show h i s  g r a t i tu d e  to  th e  G roup.^

Both c a s e s  were o f  s t o r i e s  t h a t  had to  be t o l d ,  t h a t  had been 

b o t t l e d  up b u t w hich had been c a r e f u l ly  composed o v er th e  y e a rs  so t h a t  

ev ery  a n e c d o te , ev e ry  memory, had i t s  form and s ig n i f i c a n c e .  Not 

everyone has such  a s to r y  to  t e l l ,  though  many d o . In  th e  g roup 

th e  t e l l i n g  becomes p a r t  o f  th e  d is c o v e ry  o f  th e  s e l f  and a new 

p e r s o n a l i ty /c h a r a c t e r  may b eg in  to  em erge. One can  see  t h i s  w ith  

th e  B ro o k fie ld  re sp o n se s  and in  some c a s e s  one can  gu ess  how th e  

s to r y  w i l l  u n fo ld .

But n o t everyone had a f u l l  s to r y  to  t e l l .  One o f  th e  more 

rem ark ab le  e x p e r ie n c e s  t h a t  o c c u rre d  on th e  t h i r d  B ro o k f ie ld  g roup  

was th e  i n a b i l i t y  o f  one o f  th e  men to  t e l l  h i s  s to r y .  A h ig h ly  

su p p o r tiv e  c l im a te  had b u i l t  up and th e r e  was a good d e a l  o f  

s h a r in g  e x p e r ie n c e s .  T here was a demand f o r  a n a ly s i s  and th e ra p y  

w hich I  b e l ie v e d  to  be im p o r ta n t .  P eo p le  w ere open ing  up ab o u t
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th em se lv es  in  o rd e r  to  e x p la in  why th e y  were l i k e  th e y  a r e .  I  have 

a lw ays ta k e n  th e  view  t h a t  n o t a l l  p e rs o n a l m a tte r s  a re  r e l e v a n t  to

th e  g roup ; t h a t  p eo p le  have a r i g h t  to  p r iv a c y  and t h a t  some a r e a s

ip.f t h e i r  l i f e  a r e  rem ote from p ro fe s s io n a l  l i f e .  On th e  o th e r  hand, 

we a re  n o t d i f f e r e n t  p eo p le  a t  home and a t  work and th e  w e ll -

a d ju s te d  p e rso n  i s  e s s e n t i a l l y  th e  same w herever he i s .  D om estic

problem s have some s ig n if ic a n c e  fo r  work and work prob lem s have 

some s ig n i f i c a n c e  fo r  how we l i v e  a t  home. But on t h i s  o c c a s io n , 

when a number o f  p eo p le  had to ld  t h e i r  s t o r i e s  o r r e l a t e d  them in  a 

s e r i e s  o f  f ra g m e n ts , one man began to  u n fo ld  a t a l e  t h a t  in v o lv ed  

him in  p a in f u l  m em ories. So p a in fu l  were h i s  mem ories t h a t  he o n ly  

c r e a te d  an " u n tru e "  s to r y  to  d e s c r ib e  them . P u t s im p ly , he had had 

a hom osexual e x p e r ie n c e  w ith  an o ld e r  man, th e  m in is te r  o f  h i s  

ch u rch , when he was a you th  b u t he was u n a b le  to  a c c e p t t h a t  i t  was 

a sex u a l e x p e r ie n c e ; he cou ld  on ly  e x p re ss  i t  a s  a p a r t i c u l a r l y  

s i n i s t e r  form  o f  r e l i g i o u s  r e l a t io n s h ip .  T here  i s  no t r a n s c i p t  o f  

th e  g roup so I  can  o n ly  in d ic a te  c ru d e ly  how th e  group members 

re c o g n ise d  h i s  e x p e r ie n c e  a s  homosexual w h ile  he was u n a b le  to  

adm it i t  to  have been even though he d e s c r ib e d  how th e y  ' s l e p t '  

to g e th e r .  No one p re s se d  him to  h is  r e v e l a t i o n  b u t when he had 

d i f f i c u l t y  in  d e s c r ib in g  i t  many o f  th e  men in  th e  g roup  a d m itte d  

to  y o u th fu l h o m o sex u a lity  and one young te a c h e r  spoke o f  h i s  te e n a g e  

h o m o sex u a lity  w ith  warm and a g re e a b le  r e c o l l e c t i o n .  But H enley 

was u n ab le  to  u n d e rs ta n d  how th e  group c o u ld  i n t e r p r e t  h i s  e x p e rie n c e  

in  t h i s  way and no r e s o lu t io n  was p o s s ib le  in  th e  g roup even though  

th e  memories o f  t h i s  a d o le sc e n t ex p e rie n c e  had a p p a re n t ly  s p o i l t  h i s  

whole m a r i ta l  r e l a t i o n s h ip  fo r  over t h i r t y  y e a r s .

A p s y c h o - th e r a p is t  w i l l  re c o g n ise  th e  s i t u a t i o n  a t  once b u t I  am 

l e s s  concerned  a b o u t th e  p sych o th erap y  o r  th e  prob lem s o f  u s in g
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s e n s i t i v i t y  t r a i n i n g .  The in c id e n t ,  fo r  me, i l l u s t r a t e s  th e  

im portance  n o t j u s t  o f  p sy ch o th erap y  by w orking th ro u g h  prob lem s 

t h a t  have a p s y c h o lo g ic a l n a tu re  a lo n g  way in  th e  p a s t .  Nor am I  

.say in g  t h a t  th e  t e l l i n g  o f  a c o h e re n t s to r y  i s  th e  key  to  s e l f -  

d is c o v e ry  and m a tu r i ty .  H en ley 's  ' c a s e ' i l l u s t r a t e d  th e  way in  

w hich c e r t a in  te rm s become th e  on ly  a c c e p ta b le  ones f o r  c o n s t ru in g  

o u r w orld  and in  t h i s  ca se  th e  m isc o n tru in g  was h ig h ly  i n c a p a c i t a t i n g .  

H enley was an e x c e e d in g ly  r e l i g io u s  p e rso n  o f  a 'f u n d a m e n ta l i s t ' 

u p b rin g in g  and c u r r e n t ly  s t i l l  bound up in  an  ex trem e form o f  

C h r i s t i a n i t y .  T here was no way in  w hich he co u ld  r e c e iv e  p s y c h o lo g ic a l  

r e l e a s e  because  th e r e  was no p e rm is sa b le  lang u ag e  fo r  i t .  W hile we 

co u ld  see  c l e a r l y  what had happened in  th o s e  te e n a g e  y e a r s ,  he co u ld  

n o t c o n ce iv e  t h a t  such th in g s  cou ld  have happened to  hin^.

H e n le y 's  w orld  c o u ld  n o t c o n ta in  th e  p e c c a d ilo  o f  h i s  ch ild h o o d  

s e x u a l i ty  b u t th e  m en tal frameworks ( i n t e l l e c t u a l  and em o tio n a l) 

which d i s to r t e d  t h i s  p e rc e p tio n  o f  r e a l i t y  a l s o  h e lp ed  him to  d i s t o r t  

h i s  o th e r  e x p e r ie n c e s .  He was a poor te a c h e r  -  t im id ,  u n a b le  to  

keep d s i c i p l i n e ,  he blamed c h i ld r e n  fo r  m isb eh av io u r and saw h im se lf  

b la m e le s s , he av o id ed  d i f f i c u l t  c l a s s e s  and k e p t a low p r o f i l e  in  a l l  

m a tte r s  o f  s t a f f  a c t i v i t y .  He had a poor s e lf - im a g e  in  w hich 

su p p re sse d  an g er and a g g re s s io n  were t r a n s m i t te d  in to  f a l s e  

h u m il i ty ,  r e c t i t u d e  and m oral a rro g a n c e . In  my v iew , th e  e x p e r ie n c e s  

he had had a s  a y o u th  co u ld  have been l i b e r a t i n g  had he been a b le  

to  view  them th e n  o r  l a t e r  " r e a l i s t i c a l l y "  b u t th e  g u i l t  and p a in  

he c a r r i e d  w ith  him fo r  th e  r e s t  o f  h i s  l i f e  was d y s fu n c t io n a l  a t  

th e  l e a s t  and d e s t r u c t iv e  o f  h is  r e l a t io n s h ip s  w ith in  o r g a n is a t io n s .  

I r o n i c a l l y ,  a s  a r e s u l t  o f  one o f  th e se  " p ie c e s  o f  d a ta "  t h a t  p ro v e  

so e lu s iv e  in  o r g a n is a t io n a l  r e s e a rc h  b u t w hich came to  me in  my 

ex tended  a c t i v i t i e s  as  c o n s u l ta n t  to  th e  sc h o o l, an i n t e r e s t i n g
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p ie c e  o f  in fo rm a tio n  came to  me l a t e r .  T h is  was t h a t  one o f  th e  

b e s t  a d ju s te d  o f  th e  s t a f f  who had a v e ry  c l e a r  and p o s i t i v e  s e l f -  

image had a l s o  been seduced a s  a y ou th  by h i s  v ic a r  b u t had a c c e p te d  

t h e  r e l a t i o n s h i p ,  worked th ro u g h  i t  and d ev e lo p ed  away from i t .  When 

t h i s  s to r y  was to l d  to  me, th e  d e t a i l s  w ere c l e a r  and th e  n a r r a t iv e  

form e x a c t and p r e c i s e .  By b e in g  a b le  to  t e l l  th e  s to r y ,  t h i s  c l i e n t  

was a b le  to  p la c e  h i s  e x p e r ie n c e  in to  h i s  l i f e  s to r y  in  such a way 

i t  became u s e fu l  to  him b ecau se  he was a b le  to  g iv e  i t  a m eaning t h a t  

d id  n o t d i s t o r t  any o f  h i s  o th e r  e x p e r ie n c e s  b u t r a t h e r  e n r ic h e d  them 

because  u n d e rs ta n d in g  was a re in fo rc e m e n t o f  h i s  sen se  o f  i d e n t i t y .

I t  f u r th e r  h e lp ed  him in  h i s  u n d e rs ta n d in g  o f  o th e r s  and in  h i s  

a b i l i t y  to  em phasise w ith  o th e r s  in  s im i la r  problem  s i t u a t i o n s .

One o f  th e  re sp o n d e n ts  in  th e  B ro o k fie ld  P r o je c t  gave me an o p p o r tu n i ty

to  t a l k  a t  some le n g th  l a t e r  on . P au l (re sp o n d e n t 22) was h ig h ly

religious and one of the group of evangelical Christians at the

sch o o l who met r e g u la r ly  fo r  r e l i g i o u s  p u rp o se s . He was an e ld e r  in

th e  lo c a l  ch u rch  t h a t  s e v e ra l  sch o o l s t a f f  a t te n d e d  and th e y  w ere, in

many ways, a c lo s e  g roup . I found P au l one o f  th e  m ost i n t e r e s t i n g

o f  th o se  who d id  n o t a t te n d  a Group b ecau se  c l e a r l y  he w anted to  do so

b u t was a f r a i d  o f  som eth ing . As I  e x p la in e d , th e  s e n io r  m is t r e s s  was

a ls o  " r e l ig io u s "  and one o f  th e  g roup , and P au l was to r n  betw een

h o s t i l i t y  a t  w hat he p e rc e iv e d  a s  a r i v a l  to  c h r i s t a i n i t y  and th e

good e x p e rie n c e  s e v e ra l  o f  h is  c o l le a g u e s  had . The Group would be

a c c e p ta b le  o n ly  to  him i f  th e y  cou ld  be shown to  be c o m p a tib le  w ith

h is  view  o f  c h r i s t a i n i t y .  In  a le n g th y  c o n v e rs a t io n  we e x p lo re d  t h i s

and he was a lm o st co n v in ced . I  m ust adm it to  knowing a good d e a l

a b o u t e v a n g e l ic a l  C h r i s t i a n i t y  and can  a rg u e  p r e t t y  f o r c e f u l ly  w ith  

i t s  p ro p o n e n ts . I b e l ie v e  Paul was a lm o st conv inced  and he prom ised
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to  c o n s id e r  coming on a Group should  one be a v a i la b l e  ( in  th e  e v e n t , 

i t  w a s n 't ) .  I  can  g l i b ly  o f f e r  e x p la n a tio n s  o f  P a u l 's  s t a t e  o f  

mind and p e r s o n a l i ty  and make a good few in fo rm ed  g u e s se s  ab o u t h i s  

p sy ch o lo g y . I  se e  him in  a h ig h ly  d ependen t s t a t e  in  w hich r e l i g i o n  

r e p la c e s  th e  need  to  examine h is  u n a c c e p ta b le  s e l f  and o b ta in  th e  

autonomy o f  p e rs o n a l i n s ig h t ,  se lf-k n o w led g e  and s e l f - a c c e p ta n e e .

T h a t i s  my s p e c u la t io n ;  w hether i t  i s  t r u e  o r  n o t can  o n ly  be d i s 

covered  in  p sy ch o -th e ra p y  b u t  th e re  i s  no d o u b t t h a t  th e  r e l a t i o n s h ip  

betw een what P au l p e rc e iv e d  in  th e  Groups and h i s  p e r c e p t io n s  ab o u t 

h im se lf  i s  v e ry  c lo s e .  T h a t i s  to  say , h i s  c r i s i s  o f  a u t h o r i ty  and 

h i s  y e a rn in g  f o r  a 'v a l i d '  e x p e rien ce  t h a t  w i l l  n o t s h a t t e r  h i s  

b e l i e f s  d e te rm in e  th e  way he p e rc e iv e d  th e  p r o j e c t .

I t  i s  d i f f i c u l t  to  know j u s t  what im pact th e  Groups had on B ro o k f ie ld  

School though  q u i t e  a number o f  p eo p le  w ere a n x io u s  fo r  th e  e f f e c t  

to  be c o n s id e ra b le  -  n o t l e a s t  th e  h ead . T here  w ere s e v e ra l  e v e n ts  

quo ted  by d i f f e r e n t  in d iv id u a ls  as  b e in g  s i g n i f i c a n t  and a s  in d ic a t in g  

a marked change in  b eh av io u r o f  a t  l e a s t  some members o f  th e  s c h o o l. 

From tim e  to  tim e  d i f f e r e n t  peop le  would g iv e  me d i f f e r e n t  exam ples 

b u t in  c o n v e rs a t io n  so t h a t  th e re  was no chance o f  m aking a p ro p e r  

re c o rd .  N a tu r a l ly ,  th e  head saw many in c id e n ts  t h a t  he c o n s id e re d  

shewed a s i g n i f i c a n t  change in  beh av io u r l a r g e ly  w ith  re g a rd  to  p eo p le  

a c c e p tin g  g r e a t e r  r e s p o n s i b i l i t y  fo r  th e m se lv e s , showing g r e a t e r  

openness and h o n e s ty  and in d ic a t in g  a c o n s id e ra b le  change in  c l im a te  

and a tm o sp h ere , e s p e c i a l l y  when schoo l b u s in e s s  had to  be done in  a 

fo rm al way. One such  ev e n t was a Head o f  Houses and D epartm ents 

m eeting  and S ta n le y  Putnam p ro v id ed  th e  fo llo w in g  a c c o u n t b ecau se  he 

b e l ie v e d  th e  c o n te n t  to  be s i g n i f i c a n t .  I t  fo llo w s  in  f u l l ;
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Head o f  Houses and D epartm en ts , M eeting on T hursday  

7 th  December

The m eeting  ag re e d  t h a t  th e r e  shou ld  be no need f o r  a Chairm an 
Mary* s a id  t h a t  she had worked under a number o f  Heads and 
t h a t  I  was th e  f i r s t  to  a llo w  such freedom  o f  e x p re s s io n  and 
she added t h a t  she  hoped t h a t  th e  t r u t h  would be spoken in  
lo v e . Mike Gooch asked  h e r what she m eant and Mary s a id  she 
m eant t h a t  r e s p e c t  be shown fo r  th e  p e rso n  a d d re s s e d .

* Deputy H ead(s)
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Q u e s tio n s  were r a i s e d  ab o u t w hat had  been s a id  a t  th e  
p re v io u s  m eeting  by me. The f e e l in g  was e x p re s se d  t h a t  I  
o f te n  use  th e  d ev ice  o f  making a b la n k e t  a c c u s a tio n  w ith 
o u t g iv in g  in s ta n c e s  and t h a t  th e  in n o c e n t w ere accu sed  w ith  
th e  g u i l t y .  I t  w ould be p r e f e r r e d  i f  I  spoke d i r e c t l y  to  
in d iv id u a ls  co n ce rn ed . I  a rg u ed  t h a t  th e  i s s u e s  had been 
r a i s e d  fo llo w in g  two item s ( i)  s e t t i n g  and ( i i )  homework. 
The is s u e  was n o t t h a t  i t  had  been  r a i s e d  a t  a S t a f f  M eeting 
b u t  t h a t  i t  ap p ea red  t h a t  th e  v a r io u s  D epartm ents were unaw are 
o f  th e  d is c u s s io n s  t h a t  had  ta k e n  p la c e  betw een Don* and Heads 
o f  D ep artm en ts . I  a l s o  c i t e d  a p re v io u s  case  which co n cern ed  
c la s s  s i z e  when i t  was th o u g h t t h a t  D epartm ents had  been 
c o n s u lte d  by th e  D epartm en ta l Heads w hich was n o t th e  c a s e .
A d is c u s s io n  s t a r t e d  from t h i s  p o in t  and I  s a id  t h a t  e v e r  
s in c e  I  came to  th e  S chool I  had made i t  c l e a r  t h a t  I  e x p e c te d  
t h a t  th e  Head o f  a D epartm ent be th e  HEAD o f  t h a t  D epartm ent 
and t h a t  as  consequence i f  I  d e a l t  d i r e c t l y  w ith  members o f  any 
D epartm ent th e n  I  co u ld  be dem eaning th e  Head o f  th e  p a r t i c u l a r  
D epartm ent. F u r th e r  to  t h i s  I  f e l t  t h a t  Heads o f  D epartm ent 
and Houses seldom  i f  e v e r  ask  me t o  d e a l d i r e c t l y  w ith  a 
member o f  th e  d e p a rtm e n ta l s t a f f  e i t h e r  f o r  i s s u e s  o f  i n d i s 
c i p l in e  o r  f o r  p r a i s e .  Thoughts w ere e x p re s se d  ab o u t th e  
p r i o r i t i e s  o f  th e  House o r  D epartm en ta l H eads , some c la im in g  
t h a t  te a c h in g  was t h e i r  f i r s t  p r i o r i t y  and to  th e s e  I  a rg u ed  
t h a t  th e y  had  a p p lie d  fo r  a Head o f  D epartm ent p o s t  and t h a t  
was w hat t h e i r  a llow ance  was a b o u t. T h is le d  t o  a d is c u s s io n  
on th e  m a tte r  o f  tim e . John Sunday s a id  t h a t  he had ag ree d  
w ith  my id e a s  b u t he wondered i f  th e y  were f e a s ib l e  b ecau se  
th e r e  was n o t enough tim e . Ena G r i f f i n ,  Tony S tro n g  and John 
C u r t i s  a ls o  f e l t  t h a t  because  o f  tim e  th e y  w ere u n ab le  to  see  
members o f  th e  d ep artm en ts  co n ce rn ed  in  th e  te a c h in g  s i t u a t i o n  
and t h i s  made th e  a p p r a i s a l  scheme** d i f f i c u l t  to  o p e ra te .  I  
a sked  ab o u t t h e i r  w il l in g n e s s  to  n e g o t ia te  f o r  a d d i t io n a l  tim e . 
Don p o in te d  o u t t h a t  o v e r th e  l a s t  two y e a rs  S t a f f  a l l o c a t io n  
had in c re a s e d  by 1 .7  p e r io d s  w h i l s t  Heads o f  D epartm ents had 
dropped by ap p ro x im ate ly  2 p e r io d s  to  30 te a c h in g  p e r io d s  p e r  
week. Mike Gooch su g g e s te d  t h a t  th e  House Heads had  r e c e iv e d  
an a d d i t io n a l  te a c h in g  bu rden  o f  4 to  5 p e r io d s  p e r  week. The 
q u e s tio n  o f  p r i o r i t i e s  was a g a in  d is c u s s e d  in  te rm s t h a t  w hat 
you ta k e  from one p a r t  o f  th e  te a c h in g  a l lo c a t io n  m ust be 
r e p la c e d  from tim e ta k e n  from e lse w h e re .

The le a d e r s h ip  is s u e  was d is c u s s e d  and once a g a in ,  I  d e f in e d  
le a d e r s h ip  w hich m eant in  my te rm s , s ta n d in g  w ith  p e o p le  and 
h e lp in g  to  f a c i l i t a t e  t h e i r  a b i l i t y  to  make d e c i s io n s .  I  
s a id  t h a t  no one w ants ad v ice  o r  w i l l  a c t  upon i t  and t h a t  
th e y  w ere c a p a b le  o f  w orking o u t t h e i r  own d e c is io n s .  A 
number o f  p e o p le  w anted more d i r e c t i o n  from me and such 
p h ra s e s  as 'c a p t a in  o f  th e  s h ip ' were u sed . I t  seemed t h a t  
th r e e  l i n e s  o f  d is c u s s io n  dev e lo p ed  from t h i s ; -

(1) Heads o f  D epartm en ts. Some seemed happy to  b e a r  th e
f u l l  r e s p o n s i b i l i t y  w h i l s t  o th e r s  w anted th e  b ig  s t i c k  
u sed .

* Deputy H ead(s)

** S t a f f  A p p ra is a l Scheme
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(2) The House Heads were s im i l a r l y  d iv id e d  w ith  Mike Gooch 
sa y in g  t h a t  th e y  needed  someone to  make them work to g e th e r  
w h i ls t  P a t McAtasney f e l t  t h i s  u n n e c e ssa ry . R eferen ce  
was made by Mike to  how s u c c e s s fu l  i t  used  to  be when
Don hammered o u t th e  i s s u e s  w ith  th e  House H eads. I  
in d ic a te d  t h a t  Mike o f  a l l  p eo p le  d id  n o t  need th e  
d i r e c t io n  from above t h a t  he c la im ed  he needed cind t h a t  
th e  House Heads were q u i t e  cap ab le  o f  w orking th ro u g h  
a l l  t h e i r  p rob lem s w ith o u t e x te r n a l  d i r e c t i o n .  T h is 
le d  to  th e  r o le  t h a t  Mary p la y s  and t h a t  w i l l  be d e a l t  
w ith  below .

(3) G eneral School d i s c i p l i n e .  The q u e s tio n  was ask ed  a s  t o  
who was r e s p o n s ib le  f o r  i t .  Com parisons w ere made w ith  
o th e r  S chools and w h i l s t  i t  seemed t h a t  we d id  n o t s u f f e r  
in  th e  com parisons n e v e r th e le s s  we sh o u ld  n o t be 
s a t i s f i e d .  Again I  s t r e s s e d  t h a t  I  c o u ld  n o t do any
th in g  abou t t h i s  on my own and t h a t  th e  g r e a t e s t  prob lem  
was to  g e t  S t a f f  to  c a r ry  o u t  th e  j o i n t  d e c is io n s  made
a t  S t a f f  M eetings. I n s ta n c e s  were c i t e d  and one Head 
o f  D epartm ent f e l t  t h a t  younger te a c h e r s  would n o t  c a r ry  
th e s e  o u t b ecause  th e y  som etim es see  more S e n io r  S t a f f  
n o t  do ing  so . I  th in k  i t  w ould be t r u e  to  say  t h a t  
q u i te  a number p r e s e n t  w ished  to  la y  th e  whole problem  
a t  my door and t h i s  I  was n o t  p re p a re d  to  a c c e p t .  The 
is s u e  o f  G enera l S chool d i s c i p l in e  became co n fu sed  w ith  
th o se  o f  C la ss  Room d i s c i p l i n e .  The r e f é r r a l  system  was 
d is c u s s e d  and d e fe n se s  o f  th e  p a r t  p la y e d  by House 
Heads and Heads o f  D epartm ents were p u t  in c lu d in g  th e  
th e  i s s u e s  o f  tim e , s u p p o r t f o r  young in e x p e r ie n c e d  
te a c h e r s .  Once more th e  theme o f  whose r e s p o n s i b i l i t y  i t  
was to  see  th e  system  worked was r a i s e d .  I  th in k  I  
f e l t  some hope h e re  b ecau se  a g e n e ra l w il l in g n e s s  to  se e
th e  is s u e  as one o f  c o rp o ra te  r e s p o n s i b i l i t y  was in
e v id e n c e .

A tte n tio n  became c e n tr e d  on th e  R oles o f  Don, Mary and m y se lf .
In  answ er to  a q u e s t io n  ab o u t my p r i o r i t i e s  w hich had been 
prom pted  by th e  f a c t  t h a t  S t a f f  h a rd ly  e v e r  saw me o r
knew w hat I  d id  w ith  my tim e , I  s a id  t h a t  th e y  w e re :-

(1) To be a v a i la b le  to  in d iv id u a l  members o f  S t a f f  and to  
g iv e  them as much tim e as th e y  r e q u ir e d .

(2) To be a v a i la b le  to  p a r e n ts  sh o u ld  th e y  w ish  to  see  me.

(3) To l i a i s e  in  many d i f f e r i n g  ways w ith  o u ts id e  and 
community g ro u p s .

(4) To a tte m p t to  fen d  o f f  some o f  th e  p r e s s u r e s  t h a t  m igh t 
o th e rw ise  come to  S t a f f .

I  s a id  t h a t  th e  problem  o f  b e in g  ab o u t th e  S chool was one 
t h a t  c o n t in u a l ly  w o rr ie d  me and to  which I  had  n o t  found a 
s a t i s f a c t o r y  answ er. I t  was s a id  t h a t  my b e in g  in  th e  S t a f f 
room in  th e  m ornings was a p p re c ia te d  b u t i t  w ould h e lp  i f  I  
co u ld  'p o p - in ' to  c la s s e s  much more so  t h a t  I  was seen  to  be
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i n t e r e s t e d .  Could I  be away from Schoo l l e s s  f r e q u e n t ly  
and co u ld  I  f in d  a way o f l e t t i n g  th e  S t a f f  know what I  was 
d o in g . Don added t h a t  i t  was n o t r e a l i s e d  w hat demands w ere 
made by such  a g en c ie s  as  th e  Area O ff ic e  and which co u ld  n o t  
be av o id ed .

Don was c o n t ra s te d  w ith  me say in g  t h a t  p e rh ap s  I  was th e  
b e n e v o le n t u n c le  w h i ls t  he was a s u c c e s s fu l  p o licem an . Don 
s a id  t h a t  he co u ld  p la y  t h a t  r o le  b u t  i f  t h a t  i s  w hat S t a f f  
e x p e c te d  o f  him he w ould leav e  th e  p ro fe s s io n  as he had 
w id e r aims th a n  t h a t  o f  p o l ic in g .  He was q u e s tio n e d  on 
w hether o r  n o t he h id  h i s  t r u e  f e e l in g s  o u t o f  lo y a l ty  to  
me and th e  exam ple o f  th e  is s u e  o f  m ix e d - a b i l i ty  was q u o te d .
I t  was p o in te d  o u t t h a t  in  no way were we go ing  to  p re te n d  
t h a t  o u r view s were i d e n t i c a l  fo r  Don co u ld  o n ly  be Don and 
I  m y se lf and we f e l t  s t a f f  sho u ld  see  t h a t  we co u ld  d is c u s s  
th in g s  o p en ly . However, we were more co n ce rn ed  t h a t  o u r 
v a lu e  system  was th e  same.

Mary was p re s s e d  as to  h e r  r o le .  The h i s t o r i c a l  p e r s p e c t iv e  
was g iven  and she was asked  to  d e f in e  th e  m eaning o f  c a t a l y s t .  
The i s s u e s  o f  Mike G ooch's p re v e n tin g  h e r  c a r ry in g  o u t h e r  
jo b  was a i r e d  b u t  Mary s a id  she f e l t  u n c e r ta in  ab o u t h e r  r o l e .  
Again i t  was s a id  t h a t  S t a f f  w ondered w hat h e r  r o le  was and 
I  d e f in e d  i t  as (i)  a c a t a l y s t  and I  gave th e  example o f  
th e  r o le  o f  th e  t u t o r s  which she was u n ab le  to  g e t  o f f  th e  
b lo c k s  b ecause  o f  th e  a t t i t u d e  o f  Mike and ( i i )  t h a t  o f  
ombudsman in  c a se s  where T u to rs  o r  p a r e n ts  f e l t  a g g re iv e d  by 
th e  a c t io n ( s )  o f  a House Head.

M aurice spoke abou t consensus f o r  he saw t h a t  th e re  were tim es  
when I  co u ld  n o t  be f u l l y  d em o cra tic  and he th o u g h t 'c o n s e n s u s ' 
was a b e t t e r  word in  th e  c o n te x t o f  th e  S c h o o l.

In  summary, th e  fo llo w in g  was ag reed  u p o n :-

(1) T hat an in - s e r v ic e  day be h e ld  on (a) th e  aims o f  th e  
School (b) d i s c i p l in e  and (c) le a d e r s h ip .

(2) T h a t I  would work w ith  House Heads and Heads o f  D e p a r t
m ents on th e  is s u e s  o f  le a d e r s h ip  and p r i o r i t i e s .

(3) T h a t th e  r o le s  o f  Don, Mary and m y se lf be rev iew ed  by
th e  th r e e  o f  u s . T hat th e  r o le s  o f  th e  Heads o f
D epartm ents and Houses a ls o  be rev iew ed .

S ta n le y  Putnam 
H eadm aster

The o r i g i n a l  p u rp o se  o f  th e  co n su lta n c y  p r o j e c t  was to  open up 

p o s s i b i l i t i e s  f o r  c o l la b o r a t iv e  a c t io n  in  th e  s c h o o l, f o r  a  r e s p o n s i 

b le  acc ep tan c e  o f  freedom ; t h a t  seemed n o t to  be hap p en in g . Power 

was moving away from b e in g  lo c a te d  a lm ost s o le ly  in  th e  head  and was
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b e in g  sh a re d . T here was ta n g ib le  ev id en ce  t h a t  in d iv id u a ls  were 

f e e l in g  more c a p a b le  and c o n f id e n t in  th e m se lv e s  and in  t h e i r  jo b s . 

An exam ple can  be q u o te d . One re sp o n se  came from a te a c h e r  who had 

w ished to  id e n t i f y  w ith  me from th e  b e g in n in g  b u t  f e l t  he had a l o t  

.4 to  l e a r n  and went on a one term  c o u n s e l l in g  t r a i n i n g  c o u rse  -

su p p o rted  in  some m easure by th e  c l im a te  c r e a te d  by th e  c o n su lta n c y  

p r o j e c t  i t s e l f .  I  shou ld  l i k e  to  th in k  t h a t  t h i s  acco u n t i s  

r e p r e s e n ta t iv e  o f  th e  view  h e ld  by a number o f  o th e r s .

To: H arry  From: P a t M acatesny 2nd J a n u a ry  1979

How do I  see  th e  developm ent o f  B ro o k f ie ld  o v er th e  p a s t  
y e a r .

I 'm  w r i t in g  t h i s ,  hav ing  j u s t  had a two week b re a k .

I  f e l t  more s e c u re  in  my jo b  l a s t  term  th a n  a t  any tim e  s in c e  
I  a r r iv e d  a t  B ro o k f ie ld . I  f e l t  t h a t  t u t o r s  spoke more 
o p en ly  to  me d u r in g  t h a t  tim e . They w ere n o t a f r a i d  to  
c r i t i c i s e  and I 'm  aw are enough to  r e a l i s e  t h a t  I  can  s tan d  
c r i t i c i s m  more.

My house s t a f f  m ee tin g s  seemed to  go b e t t e r  and a lth o u g h  I  am 
s t i l l  an x io u s  abou t th e s e  m e e tin g s , I  f e e l  I  am l e s s  so th an  
p r e v io u s ly .  A ssem blies a re  s t i l l  a m ess, we d id  some work on 
t h i s  i s s u e  b u t  a s  y e t  have a r r iv e d  a t  no r e a l  s o lu t io n .

I  am p le a s e d  t h a t  I  have worked o u t to  my own s a t i s f a c t i o n  a 
way to  a p p ra is e  t u t o r  s t a f f  and I com pleted  th e  e x p e rie n c e  
w ith  one o f  my t u t o r s .  I have j u s t  f in i s h e d  w r i t in g  up th e  
outcome and I  look  forw ard  to  h e a r in g  h e r  comments abou t what 
I 'v e  w r i t t e n .

I  f e e l  good a b o u t th e  c a re  t h a t  goes in to  th e  developm ent o f  
p u p il s  in  Vanguard (H ouse). I  r e c o g n is e  t h a t  we have a t  l e a s t  
te n  p u p i l s  who a re  d is tu r b e d  to  some d e g re e  and I  have no 
answ er to  t h a t  problem  a s  y e t .  I  hope to  lo o k  a t  t h i s  problem  
more c lo s e ly  in  th e  New Y ear.

The b ig  problem  i s  w orking w ith  th e  o th e r  House Heads and w ith
th e  t r iu m v i r a te ,  i . e .  S tan , Mary and Don. I  th in k  we had one
m ean ing fu l m eeting  in  th e  w hole o f  l a s t  te rm  and I  j u s t  f e e l  
so f a r  o u t  t h a t  I 'm  go ing  my own way by and l a r g e .  To me 
t h i s  i s  b ecause  so much b u s in e s s  p i l e s  up t h a t  we n ev er s h i f t  
i t .  I  sh a re  th e  r e s p o n s i b i l i t y  fo r  t h a t .

We had a lo n g  m eeting  w ith  HOD's b u t  such  a l o t  o f  sc a p e 
g o a tin g  w ent on t h a t  I  wondered i f  w e 'd  g a in e d  a n y th in g  from 
our group s e s s io n s  w ith  you.
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I  te a c h  Maths now, m ain ly  to  th e  rem e d ia l g ro u p s . What a 
c r e a t io n  -  " re m e d ia l" . I  dug up a p h ra se  to  f i t  t h i s !

"We c r e a te  t h e i r  w retched  s t a t u s  th e n  m align  them when th e y  
abuse u s ."

These k id s  f e e l  shame in  t h e i r  low s t a t u s .  How can we b reak  
th ro u g h  t h i s .  I f  I 'm  to  c r e a te  a  le a r n in g  by d is c o v e ry  
approach  th e n  I  need more s k i l l  and more m a te r ia l .

We p la c e d  th e  1 s t  y e a rs  in  bands o f  a b i l i t y  and how rem ark
a b le  i t  i s  how q u ic k ly  th e y  a l l  l i v e  up to  th e  p o s i t i o n s  
g iv en  them . Not j u s t  th e  c h i ld r e n  o f  c o u rse  b u t te a c h e r s  
and p a r e n ts .  I  f e l t  o n ly  d isa p p o in tm e n t ab o u t th e  movement 
o f  1 s t  y e a r s .  T h is  tu rn e d  o u t  to  be m ain ly  dem otions and 
I 'm  p r e t t y  c e r t a in  damage has been  d one . Only tim e  w i l l  
p rove  t h a t  p o in t .

S tan  t a l k s  ab o u t m oral e d u c a tio n . Where i s  th e  m o ra l i ty  in  
a l l  th i s ?

I  f e e l  t h a t  B ro o k f ie ld  i s  a p la c e  where I  can  grow. C e r ta in ly  
I  am a llo w ed  to  work th ro u g h  my f r u s t r a t i o n .

I t  would seem t h a t  I  have some how to  overcom e th e  problem  o f  
w orking th in g s  o u t  w ith  th e  o th e r  House H eads, b u t  i t ' s  n o t  a 
jo b  I  r e l i s h  so I  am l i k e l y  to  go on a v o id in g  i t .

I  am more a b le  to  co n d u c t m ee tin g s  w ith  p a re n ts  e i t h e r  
in d iv id u a l ly  o r in  g roups as  a consequence o f  th e  group work.

The l e t t e r  has a g e n e r a l ly  desp o n d en t to n e  y e t  P a t was e n t h u s i a s t i c  

in  th e  two Groups he a t te n d e d  and s p e n t a te rm  on a c o u n s e l lo r  

t r a i n in g  programme a t  King A lfre d  C o lle g e . He was h o n e s t ly  e x p re s s 

in g  h is  mood o f  th e  day and would a lm o s t c e r t a i n l y  have responded  

d i f f e r e n t l y  i f  an o u ts id e  r e s e a r c h e r  had chosen  a tim e  to  q u e s tio n  

him . I  saw P a t a good d e a l  and alw ays he e x p re s se d  p o s i t i v e  f e e l in g s  

ab o u t grow ing more c o n f id e n t .  But I  am c l e a r  t h a t  I  am a t te m p tin g  

to  make h i s  u n s o l i c i t e d  comments s u i t  my p r e f e r r e d  h y p o th e s is !

By May 1979 e v e n ts  were s t i l l  d e v e lo p in g . I  a d v e r t i s e d  a g roup  

f a c i l i t a t i o n  t r a i n in g  programme a t  H u d d e rs fie ld  and th r e e  o f  th e  s t a f f  

booked to  come. One was th e  School C o u n s e llo r , two o th e r s  had 

a t te n d e d  th e  Network fo r  O rg a n is a tio n  D evelopm ent in  E d u ca tio n  (NODE) 

C onference  a t  L e ic e s te r ,  I  u n d e rs ta n d  t h a t  a good dozen  would have come
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had a rran g em en ts  been  p o s s ib le .  As i t  was we a rran g ed  a s o u th e rn  

venue fo r  a s im i la r  c o u rse  in  th e  autum n. Of c o u rs e ,  th e  group 

f a c i l i t a t o r  c o u rs e ,  a lth o u g h  i t  r e q u ire d  e x p e rie n c e  o f  T ra in in g  

G roups o r  E ncoun ter G roups, was n o t  an  E ncoun ter Group t r a i n e d  j u s t  

be me. I t  was a c o l l a b o r a t iv e  t r a i n i n g  g roup  in  group f a c i l i t a t o r  

te c h n iq u e s .  I  had ru n  a th r e e  day  workshop fo r  th e  E n g lish  D e p a rt

ment which was w e ll r e c e iv e d  because  i t  a p p l ie d  g roup  t r a i n in g  

p r in c i p l e s  to  problem  s o lv in g  b u t was n o t a p ro c e s s  group so th e  

e x p e c ta t io n  was t h a t  th e  g roup  f a c i l i t a t e d  t r a i n i n g  would have a 

t a s k ,  a l b e i t  a 'p r o c e s s ' t a s k .  And th e  th r e e  were f a i r l y  aw are 

and a b le  p e o p le , th e y  knew w hat th e y  w ere l e t t i n g  th e m se lv es  in  fo r  

i f  th e  group g o t in to  d i f f i c u l t i e s .  But th e  s i g n i f i c a n t  th in g  was 

t h a t  th e y  were coming a s  a g roup t r a in e d  by me w hich su g g es ted  t h a t  

in  some way my r e h a b i l i a t i o n  a t  B ro o k f ie ld  was ta k in g  p la c e  and t h a t  

th e y  were becom ing e m o tio n a lly  in d ep en d en t o f  me. I  l i k e  to  th in k  

t h a t  I  moved o u t  o f  th e  sch o o l and was no lo n g e r  i d e n t i f i e d  w ith  

th e  movement f o r  change , b u t t h a t  th e  te a c h e r s  th e m se lv es  to o k  

r e s p o n s i b i l i t i e s  and saw th e m se lv es  d i f f e r e n t l y  from b e fo re  th e  

p r o je c t  began . The D eanes s c h o o l, was much l e s s  d ra m a tic , how ever. 

The a cc o u n ts  o f  p e r c e p t io n s  in  th e  Deanes School p r o j e c t  d id  n o t 

r e v e a l  th e  im po rtan ce  o f  in d iv id u a l  p e r c e p t io n s  o f  s e l f  and th e  

way th e  s e l f - c o n c e p t  in f lu e n c e s  th e  p e rc e p t io n  and u n d e rs ta n d in g  

o f  th e  o r g a n is a t io n .  Y et th e  comments o f  th e  s e n io r  management 

team do p ro v id e  some d a ta  i l l u s t r a t i n g  t h i s  and i n i t i a l l y  we o v e r 

looked  t h i s  e n t i r e l y .  The c lu e  l i e s  in  th e  comments o f  th e  Deanes 

D eputy Head. A t one tim e  I  m isread  t h i s  s e c t io n  and a s c r ib e d  th e  

comments to  th e  s e n io r  m i s t r e s s .  As I  re a d  I  was e x c e e d in g ly  

p u zz led  becau se  i t  d id  n o t  re a d  l i k e  th e  s e n io r  m i s t r e s s .  I  was 

re a d in g  to  h ea r n o t w hat was s a id  b u t  w hat she was s a y in g . We o f te n  

do j u s t  t h i s  a s  we can  re c o g n is e  a l e t t e r ,  say , n o t by th e  hand
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w r i t in g  b u t by th e  way i t  i s  w r i t t e n .  I t  was a f r e u d ia n  s l i p  on my 

p a r t  to  t r y  to  make Roy W h ita k e r 's  comments re a d  l i k e  J i l l  A in s le y 's .  

But Roy was th e  o n ly  one to  r e f e r  to  th e  one re sp o n se  t h a t  th rew  us 

a l l .  One o f  th e  f o u r th  fo rm ers  had f i l l e d  h i s  q u e s t io n n a ir e  w ith  a 

t i r a d e  o f  c r i t i c i s m ,  u s in g  some 'b ad  la n g u a g e ',  and c a s t i g a t i n g  th e  

sch o o l fo r  i t s  f a i l u r e s .  The Head was h u r t  b u t e x p la in e d  th e  

comments away by s a y in g , " I  can  g u ess  who w ro te  t h a t ;  we can ig n o re  

th o s e  com m ents". The s e n io r  m is t r e s s  th o u g h t a t  f i r s t  o f  p u n ish in g  

th e  boy fo r  sw earing  in  a sch o o l a c t i v i t y  and I  had to  p o in t  o u t  

t h a t  th e  q u e s t io n n a ir e  was anonymous and th e r e  was no way in  which 

we cou ld  b e t r a y  t h a t  c o n f i d e n t i a l i t y .  The head c o n so led  h im se lf  by 

say in g  t h a t  th e  boy m ust th in k  a good d e a l  ab o u t th e  sch o o l i f  he 

had ta k e n  th e  t r o u b le  to  w r i te  a t  le n g th .  In  f a c t  i t  was one o f  

th e  f u l l e r  and p o t e n t i a l l y  m ost u s e f u l  o f  th e  re sp o n s e s  b u t we j u s t  

had no way o f  making u se  o f  i t .  So h e re ,  once a g a in  we had exam ples 

o f  p eo p le  a b le  to  view  the schoo l in  d i f f e r e n t  ways b u t in  te rm s o f 

th e  k in d  o f  p e o p le  th e y  w ere.

I  e x p re s s  t h i s  by sa y in g  th a t  we each  view  ou r w orld in  te rm s o f  our 

p e r s o n a l i ty ,  b u t o f  c o u rse  o u r p e r s o n a l i ty  -  a s  th e  c a se  o f  H enley 

seems to  show q u i t e  c l e a r l y  -  developed  in  te rm s o f  th e  way we see  

o r a r e  p e rm itte d  to  see o u r s e lv e s .  I f  we d e f in e  s e l f - c o n c e p t  a s  

th e  way we see  o u r s e l f  th e n  we p o in t  th e  e x is te n c e  o f  som ething t h a t  

has a d i s t i n c t  e x i s te n c e .  And fo r  som eth ing  to  be open to  in f lu e n c e ,  

i t  m ust have an  e x is te n c e  w ith o u t ' i n f l u e n c e ' .  R e l ig io u s  th e o ry  i s  

re a s o n a b ly  c l e a r  ab o u t th e  p r e - e x i s t e n t  s e l f  and i t  i s  a t  th e  c o re  

o f  p sycho logy  -  o r  would be i f  more p s y c h o lo g is ts  would co n ce rn  

th em se lv es  w ith  what i s  c e n t r a l  to  p sych o lo g y  b u t so f r e q u e n t ly  

o v e rlo o k e d . The s o c ia l  c o n d i t io n in g  o f  th e  s e l f ,  in  th e  view  I

s h a l l  p r e s e n t  in  th e  n e x t c h a p te r ,  i s  p o s s ib le  o n ly  when th e  s e l f
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e x i s t s .  A ll e x p e r ie n c e s  -  which in c lu d e s  h e re  fo r  our p u rp o se s , 

e x p e r ie n c e s  in  o r g a n is a t io n s  -  a r e  e x p e r ie n c e s  o f  th e  s e l f  and 

th e r e f o r e  a r e  s e lf -d e te rm in e d .

: T h e o rie s  o f  p e r s o n a l i ty  in  p sych o lo g y  a r e  u n s a t i s f a c to r y  when we 

come to  exam ine th e  b eh av io u r o f  in d iv id u a l s  in  o r g a n is a t io n s .  The 

s o c ia l  p s y c h o lo g is ts  do n o t r e a l l y  seem to  have g o t  to  g r ip s  w ith  

th e  n a tu re  o f  th e  in d iv id u a l  and th e  s e l f - c o n c e p t ,  b e in g  too  

concerned  w ith  what th e y  b e l ie v e  to  be s o c ia l  b e h a v io u r . Some 

newer id e a s  a r e  b eg in n in g  to  s u r fa c e  b u t th e r e  i s  s t i l l  a long  way 

to  go . However, I  was in tro d u c e d  to  th e  id e a s  b e in g  d ev eloped  by 

Rom H arré  ̂ and o th e r s  j u s t  to o  l a t e  to  ta k e  th e  f u l l  n o t ic e  o f  

them t h a t  th e y  r e q u i r e .  I  do n o t b e l ie v e  th e y  le a d  u s  much beyond 

where I  am in  my own th e o r i e s  b u t they , su g g e s t t h a t  an  e x c i t in g  

new a re a  to  d ev e lo p  i s  t h a t  o f  th e  in d iv id u a l  s e l f - c o n c e p t  o f  th e  

in d iv id u a l  in  th e  o r g a n is a t io n .  For th e  p r e s e n t ,  I  s h a l l  sim ply  

e x p la in  some o f  th e  id e a s  ab o u t p e r s o n a l i ty  t h a t  s to o d  o u t  a s  b e in g  

im p o rta n t in  my own s tu d y  to  d a te .

 ̂ e .g .  H a rré , Rom (1976).
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5. The S e lf-C o n c e p t and S u b je c t iv i ty  in  O rg a n is a tio n s
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5. THE SELF-CONCEPT AND SUBJECTIVITY IN ORGANISATIONS

My s u b je c t iv e  th e o ry  o f  o r g a n is a t io n a l  change dev e lo p ed  a s  I 

r e f l e c t e d  on th e  e x p e r ie n c e s  I  had a s  an  o r g a n is a t io n  c o u n s u l ta n t ;  

i t  i s  my way o f  m aking sen se  o f  what goes on in  o rg a n is a t io n s  a s  a 

consequence o f  my k in d  o f  in v o lv em en t. U n fo r tu n a te ly ,  th e  key 

words in  th e  s tu d y  -  p e r s o n a l i ty ,  p henom eno log ica l, s u b je c t iv e ,  

o r g a n is a t io n ,  change e t c . -  a r e  n o t c a p a b le  o f  easy  d e f i n i t i o n .

Even some o f  th e  w o r ld 's  g r e a t e s t  p e r s o n a l i ty  t h e o r i s t s  have been 

non-com m ital on th e  c o n c e p t. The Penguin  C r i t i c a l  D ic t io n a ry  o f  

P sy c h o a n a ly s is  does n o t  d e f in e  th e  word b u t r e f e r s  to  P e r s o n a l i ty  

ty p e s .  R adford  and K irby   ̂ in  a s t u d e n t 's  in t r o d u c to r y  t e x t  dodge 

th e  d e f i n i t i o n  and q u o te  Gordon A l lp o r t  a s  an excuse -  "He re g a rd e d  

th e  p e rso n  a s  a c o n c e p t f o r  th e  f u tu r e  o f  th e  p sych o lo g y  o f  

p e r s o n a l i ty  -  a f i e l d  w hich i s  a l s o  som etim es known a s  p e rso n o lo g y "  -  

and co n c lu d e  by d i s t in g u is h in g  betw een prob lem s o f  " in d iv id u a l  

d i f f e r e n c e s "  and p roblem s o f  th e  " s e l f " .  Peck and W hitlow  ̂ in  

a n o th e r  volume in  th e  same s e r i e s  spend 40 pages e x p lo r in g  t h e i r  

open ing  answ er to  th e  q u e s tio n ;  " th e r e  i s  no s in g le ,  g e n e ra l ly  

a c c e p te d  u se  o f  th e  term  am ongst p s y c h o lo g is t s ,  in d e e d , some would 

m a in ta in  t h a t  in  th e  sen se  t h a t  i s  o r d in a r i l y  used  by p s y c h o lo g is ts  

th e r e  i s  no such  th in g  a s  p e r s o n a l i t y . . . "

George K e lly  'd e f i n e s '  p e r s o n a l i ty  a s  "our a b s t r a c t i o n  o f  th e  a c t i v i t y  

o f  a p e rso n  and ou r su b seq u en t g e n e r a l i s a t io n  o f  t h i s  a b s t r a c t io n  to  

a l l  m a tte r s  o f  t h i s  r e l a t i o n s h ip  to  o th e r  p e rs o n s , known and unknown, 

a s  w e ll a s  to  a n y th in g  e l s e  t h a t  many seem p a r t i c u l a r l y  valuable. 

Gordon A l lp o r t  d e f in e s  p e r s o n a l i ty ,  a f t e r  some d is c u s s io n ,  a s  " th e

1 R adfo rd , John and K irb y , R ich ard  "The P erson  in  P sycho logy", 
Methuen (1975).

2 Peck, David and W hitlow , D avid: A pproaches to  P e r s o n a l i ty
T heory, M ethuen (1975).

 ̂ Lee S e c h re s t  Wepman and H aine, C oncep ts o f  P e r s o n a l i ty  (1964) 
p . 229.
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dynamic o r g a n is a t io n  w ith in  th e  in d iv id u a l  o f  th o se  p sy c h o p h y s ic a l 

system s t h a t  d e te rm in e  h i s  c h a r a c t e r i s t i c ,  b eh a v io u r and th o u g h t ."

And P e r is  e t  a l  speak o f  p e r s o n a l i ty  a s  " th e  system  o f  a t t i t u d e s  

assum ed in  in te r p e r s o n a l  r e l a t i o n s :  i s  th e  assum ption  o f  w hat one i s ,

s e rv in g  as  th e  ground on which one co u ld  e x p la in  o n e 's  b e h a v io u r , 

i f  th e  65q)lanation  were asked  f o r  . . .  P e r s o n a l i ty  i s  a k in d  o f  

framework o f  a t t i t u d e s ,  u n d e rs to o d  by o n e s e l f ,  t h a t  can be used  

f o r  ev e ry  k in d  o f  in te r p e r s o n a l  b e h a v io u r" .  ̂ My own view  i s  consonan t 

w ith  th e  s e l f - t h e o r i s t s  (the  "phenom eno log ists") and h o ld s  t h a t  

p e r s o n a l i t i e s  can o n ly  be u n d e rs to o d  as a  r e f l e c t i v e  u n d e rs ta n d in g  

o f  th e  s e l f  and o th e rs  in  r e l a t i o n  to  t h a t  s e l f - u n d e r s ta n d in g .  I  am 

n o t  e n t i r e l y  c l e a r  what form " r e f l e c t io n "  ta k e s  and I  have assumed th a t  

i t  ta k e s  a c o h e re n t v e rb a l  form t h a t  I  c a l l  n a r r a t i v e  b u t  i t  may 

be t h a t  f o r  some in d iv id u a ls  i t  ta k e s  a p i c t o r i a l  form  and fo r  o th e rs  

a th re e -d im e n s io n a l  t h e a t r i c a l  form . The m a te r ia l  h e re  i s  a l l  v e r b a l ,  

and a l l  w r i t t e n  and t h a t  i s  how i t  must be l e f t  fo r  th e  p r e s e n t .

I  d e s c r ib e  in  w hat fo llo w s  how I  came to  h o ld  my view  o f  th e  n a tu re  

o f  p e r s o n a l i ty  and i t  w i l l  be c l e a r  how much I  owe t o  th e  p s y c h o th e ra 

p i s t s  o f  th e  new h u m a n is tic  p sy ch o lo g y , o r  as i t  i s  coming to  be 

known. C o u n se llin g  P sycho logy . A lthough I  have n ev e r p r a c t i s e d  a s  

a p s y c h o th e ra p is t  p u re ly  and sim p ly  b u t  alw ays in  a c o u n s e l l in g  o r  

group c o u n s e l l in g  s i t u a t i o n ,  I  do r e f e r  to  r e l a t i o n s h ip s  as  "psycho

th e ra p e u t i c "  and to  " c l i e n t s "  who would g e n e ra l ly  be g roup  members.

From tim e to  tim e I  have g iv e n  c o u n s e l l in g  to  in d iv id u a l s  in  a 

p r iv a t e  c a p a c i ty  b u t  I  have chosen  n o t to  d i s t i n g u is h  th e  ty p e  o f  s i t u a 

t i o n  in  w hat fo llo w s . S u f f ic e  i t  t o  s a y , my th e o ry  o f  p e r s o n a l i ty  

d e r iv e s  from my own r e f l e c t i o n  ab o u t m y se lf  and o th e r s  in  group and 

o r g a n is a t io n a l  s i t u a t i o n s ,  and r e f l e c t i n g  ab o u t m y se lf  a lo n e  o r  in

P e r i s ,  F re d e r ic k  e t  a l  G e s ta l t  T herapy , D e lta ,  N.Y. 1951 
p382
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c o u n s e l l in g  t r a i n i n g .  Much o f  my th e o ry  m ust d e r iv e  from my 

c o u n s e ll in g  s t y l e  and a l s o  my c o n su lta n c y  s ty l e  -  a f a c t o r  t h a t  i s  

w e ll i l l u s t r a t e d  in  R ich ard  O tta w a y 's  "Change A gents a t  W ork." ^

I t  i s  n e c e s s a ry  a t  t h i s  p o in t  to  d e s c r ib e  my th e o ry  o f  p e r s o n a l i ty  

a t  some le n g th  because  i t  i s  fundam ental to  my u n d e rs ta n d in g  o f  

o r g a n is a t io n a l  change . When I  was in v o lv ed  in  th e  d e s ig n  o f  an 

M.Ed. in  E d u c a tio n a l Change ^ many p e o p le  made comments ab o u t i t s  

form , i t s  s t r u c t u r e ,  i t s  academ ic l e v e l  and th e  q u a l i t y  o f  th e  

te a c h e r s  b u t o n ly  one r e f e r e e  commented t h a t  i t  o ugh t to  r e f l e c t  

in  i t s e l f  th o se  same p r in c i p l e s  t h a t  i t  aimed to  e x p lo re .  I  

found t h i s  an i n t e r e s t i n g  comment on th e  academ ic (o r p seu d o -  

academ ic) mind because  some academ ics seemed more co n ce rn ed  w ith  

t h e o r e t i c a l  and c o n c e p tu a l s ta n d a rd s  -  by which th e y  p ro b a b ly  meant 

d i f f i c u l t i e s  and o b s c u r i ty  -  th a n  q u e s t io n s  o f  p r a c t i c a l  c o n s is te n c y .

I  b e l ie v e  th e  is s u e  r a i s e d  to  be q u i t e  c r i t i c a l  to  t r u e  academ ic 

s ta n d a rd s ;  we can n o t e x p lo re  a f i e l d  by u s in g  m ethods t h a t  a r e  

in c o m p a tib le  w ith  th e  v a lu e s  th em se lv es  t h a t  we a re  exam in ing ; to  

o b se rv e  human a c t i v i t y  we m ust u n d e rs ta n d  th e  v a lu e s  on w hich p e o p le  

a r e  o p e ra t in g  and n o t im pose our own v a lu e s .

T h is  i s  my own s p e c ia l  p le a d in g .  I  have come to  a v iew  o f  p e r s o n a l i ty  

t h a t  may v e ry  w e ll be h ig h ly  id io s y n c r a t i c  b u t w hich i s  c o n s i s te n t  

w ith  th e  e x p e r ie n c e s  t h a t  le d  me to  d ev e lo p  i t .  In  o th e r  w ords, my 

view  o f  p e r s o n a l i ty  comes o u t o f  te n  y e a rs  (and more) o f  p r a c t i c a l  

e x p e rie n c e  o f  w orking w ith  p e o p le  in  g ro u p s , and som etim es a lo n e . 

D uring  t h i s  tim e  I  have re a d  and r e f l e c t e d  on w hat o th e r s  have w r i t t e n

 ̂ O ttaw ay, R ic h a rd : Change A gents a t  Work, A ssoc. B u s in ess
P r e s s ,  London (1979) .

2 J\t H u d d e rs f ie ld  P o ly te c h n ic  from Ja n u a ry  (1979). The award was 
acc ep ted  by th e  CNAA l a t e  in  1980.
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b u t  w hat I  have come to  u n d e rs ta n d  by p e r s o n a l i ty  I  have come to  

f o r  m y se lf and o n ly  th e n  looked  f o r  c o n f irm a tio n  in  w hat o th e r s  may 

have w r i t t e n .  T h is  i s  v e ry  much an e x i s t e n t i a l  approach  and does n o t 

I  th in k  u n d erv a lu e  any one e l s e ' s  v iew . But i t  means t h a t  I  am n o t  

i n t e r e s t e d  in  a p p ly in g  someone e l s e ' s  th e o ry  o f  p e r s o n a l i ty  -  how

e v e r  d is t in g u is h e d  he may be -  o n ly  in  d ev e lo p in g  my own. Though 

t h a t  i s  n o t to  say  I  am u n in te r e s te d  in  o th e r  p e o p le 's  t h e o r i e s  o f  

p e r s o n a l i ty ;  w hat I  c a n n o t do i s  h o ld  v a r io u s  s e p a ra te  th e o r i e s  o f  

p e r s o n a l i ty  in  my mind and o p e ra te  q u i t e  s e p a r a te ly  on my own.

I  b e l ie v e  I  have " in t e r n a l  c o n s is te n c y "  h e re  to o .  I  can r e c a l l  

f i f t e e n  y e a rs  ago when w orking  on a  c u rr ic u lu m  developm ent team  

e x p lo r in g  th e  p o s s i b i l i t i e s  in  m oral E d u ca tio n  fo r  15 and 16 y e a r  

o ld s ,  t h a t  I  c la im ed  (in  some bravado) t h a t  I  d id  n o t re a d  books b u t 

p r e f e r r e d  to  spend my tim e th in k in g .  A u n iv e r s i ty  c o l le a g u e  e x p re s s e d  

mock h o r ro r  (s in c e  he d id  n o t b e l ie v e  meM and d e c la re d  t h a t  he n e v e r 

had enough tim e  to  re a d  e v e ry th in g  he w ished  t o .  Of c o u rs e ,  I  d id  do 

some re a d in g  b u t  I  d is c o v e re d  a f a c i l i t y  o f  le a rn in g  id e a s  f a i r l y  

q u ic k ly  from  ta lk in g  to  p e o p le  who had re a d  th e  books and d ev e lo p ed  

an economy o f  le a rn in g  w hich p u t  me a t  no d isa d v a n ta g e  in  my i n t e l l e c 

t u a l  p e e r  g ro u p . I n f a c t ,  I  was e l e c te d  chairm an w ith in  a m a tte r  o f  

months and t h i s  m ust have s a id  som eth ing  f o r  my u n d e rs ta n d in g  o f  

p h i lo s o p h ic a l  th in k in g  as  w e ll  as  presum ed a b i l i t y  a s  a chairm an 

and w h atev e r p e rs o n a l  c h a r a c t e r i s t i c s  w ere a p p e a lin g .

A nother in c id e n t ,  I  r e c a l l ,  was when s tu d y in g  f o r  my MA and an 

(American) t u t o r  cen su red  me (I to o k  i t  as  d is a p p ro v a l)  f o r  " le a rn in g  

by d is c o n f i rm a tio n " .  I  n e v e r  r e a l l y  u n d e rs to o d  th e  comment, p e rh a p s

Why n o t I  wonder? I s  an a c t iv e  mind and q u ic k  w it  o n ly  o r  
alw ays th e  p ro d u c t o f  re a d in g ?  B ut o f  co u rse  he was r i g h t  
n o t to  b e l ie v e  me -  I  d id  re a d  b u t r a th e r  l e s s  th a n  many 
c o l le a g u e s  b ecause  w hat I  en joyed  was m eeting  p e o p le  and 
ta lk in g  w ith  them ab o u t i n t e l l e c t u a l  id e a s .
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b ecau se  i t  was t r u e ,  b u t  i t  i s  t r u e  to  say  t h a t  ray manner o f  

w orking i s  to  p u t  id e a s  up and seek  f o r  c o n f irm a tio n . When I  

w r i te  a p a p e r  I  w r i te  f i r s t  and r e s e a rc h  a f te rw a rd s .  Sometimes I  

r e v is e  e x te n s iv e ly  and a t  o th e r  tim es  h a rd ly  a t  a l l .  So f a r  as 

p u b l i c a t io n  and p u b l ic  asteem  i s  con ce rn ed  th e r e  seems to  be no 

s p e c ia l  d in s t i n c t i o n .  B ut I  sh o u ld  add t h a t  when I  was an u n d er

g ra d u a te  I  w ro te  a l o t  o f  th e  t h e a t r i c a l  rev u es  w hereby I  developed  

some se n se  o f  tim in g  and form . I  a l s o  p re p a re d  an e n d le s s  number o f  

serm ons from w hich I  le a rn e d  th e  c r a f t  o f  b eg in n in g  and en d in g  w ith  

some d ra m a tic  im pact even i f  I  a l s o  le a rn e d  th e  s k i l l  o f  f i l l i n g  up 

th e  m iddle b i t s  w ith  p ad d in g .

T h is  p ro c e s s  o f  r e f l e c t i o n  and o f  th in k in g  on o n e 's  f e e t ,  so  to  

sp eak , i s  a t  th e  c o re  o f  th e  ta s k  o f  b e in g  a group f a c i l i t a t o r  o r  

t r a i n e r .  J u s t  a s  th e  w r i te r -p ro d u c e r  o f  th e  p la y  i s  w atch ing  and 

l i s t e n i n g  w ith  i n t e n s i t y  to  th e  whole o f  w hat i s  go ing  on on th e  s ta g e ,  

so  th e  T-Group t r a i n e r  i s  w atch in g  and fo llo w in g  w ith  an ex trem e 

i n t e n s i t y  w hat i s  go ing  on in  th e  g ro u p . One becomes l i t e r a l l y  s p e l l  

bound and unab le  to  make an in te r v e n t io n  a s  th e  dynam ics o f  th e  

group u n fo ld  b e fo re  on e . L et a moment p a s s  and a new th r e a d  b e g in s  

to  app ea r and a new t r a i l  i s  fo llo w e d . I t  i s  alw ays e a s ie r  to  s ta y  

q u ie t  and w atch r a th e r  th a n  in te r p o s e  a p ro c e s s  comment. In  f a c i l i 

t a t i n g  th e  group  one i s  n o t  lo o k in g  f o r  c o n firm a tio n  o f  p a s t  

p a t t e r n s ,  o f  t r a d i t i o n a l l y  a c c e p te d  m a n ife s ta t io n s  o f  g roup  dynam ics 

th e o ry .  One lo o k s  fo r  th e  o r i g i n a l ,  th e  un ique and t h a t  w hich i s  

s p e c ia l  to  t h i s  p a r t i c u l a r  g roup . The w o rs t t r a i n e r s  a re  th o s e  who 

mouth th e  t e x t  book; e s p e c i a l l y ,  in  my view , th e  " B io n ite s "  who know 

a lre a d y  w hat phase  th e  g roup i s  in t o  and w hat i t s  p roblem s a r e .  I t  i s  

no mere tru ism  t h a t  no  two g roups a re  a l i k e  and the- t r a i n e r  has to

e x p e r ie n c e  th e  u n iq u en ess  o f te n  a t  some c o s t  b ecau se  i t  Ccin be very
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d e m o ra lis in g  t o  f e e l  t h a t  you j u s t  can n o t make sen se  o f  what i s  

go ing  on ' t h i s  t i m e '.

O th e rs  w i l l  t r a c e  o th e r  c o n t in u i t i e s  and cau ses  th a n  th e  ones I  

c o n t r iv e  to  s e e ,  b u t  I  th in k  t h a t  my b io g ra p h ic a l  e x p e rie n c e  e x p la in s  

why I  am i n t e r e s t e d  n o t  o n ly  in  th e  u n iq u en ess  o f  p e r s o n a l i ty  b u t 

a l s o  i t s  c o n s is te n c y  and i n t e g r i t y .  In  th e  T-Group one o b se rv es  

th e  c o n t in u a l  u n fo ld in g  o f  th e  l i f e  s to r y  o f  in d iv id u a ls  which 

becomes in c r e a s in g ly  c o h e re n t as th e  la y e r s  a re  p e e le d  o f f  -  th e  

s k in s  o f  an o n io n  b e in g  a common m etaphor fo r  th e  p s y c h o th e ra p e u tic  

p r o c e s s , R eading  p a p e rs  w r i t t e n  o v e r a p e r io d  o f  s e v e r a l  y e a rs  a s  

I  p re p a re d  them f o r  p u b l ic a t io n ^ ,  I  have been im p ressed  -  and o f te n  

g r e a t ly  s u r p r is e d  -  a t  my own c o n s is te n c y . J u s t  th e  o th e r  day I  re a d  

some p a p e rs  w r i t t e n  w h ile  I  was a t  N.E. London P o ly te c h n ic  and was 

q u i t e  s u r p r is e d  to  f in d  t h a t  th e y  a p p l ie d  b e t t e r  th a n  e v e r  to  my new 

i n s t i t u t i o n ,  H u d d e rs f ie ld  P o ly te c h n ic .  I t  i s  c l e a r  t h a t  t h i s  l a s t  

decade has been  f o r  me one o f  o b s e rv a t io n ,  th e  developm ent o f  id e a s  

and  c o n ce p ts  and th e  r e a l  l i f e  t e s t i n g  them  o u t .  F or c o n s is te n c y  

does n o t mean n o t  open to  developm ent. In d eed , i t  means th e  c o n t ra ry ,  

t h a t  developm ent i s  c o n s i s te n t  and o c c u rs  in  harmony w ith  p re v io u s  

system s o f  th o u g h t and v a lu e  sy s tem s . Above a l l ,  t h i s  c o n s is te n c y  

d e r iv e s  from som eth ing  un ique  and fundam en ta l t o  th e  i n d i v id u a l , 

d eep e r th a n  w hat he i s  ta u g h t  o r  l e a m s  j u s t  th ro u g h  s o c i a l  and educa

t i o n a l  p r e s s u r e .

Most o f  my c o lle a g u e s  w i l l  seek  to  d e s c r ib e  p e r s o n a l i ty  in  te rm s o f  

th e  system s o f  o th e r  w r i t e r s  b ecau se  th o s e  w r i t e r s  a re  w e ll known 

and a c c e p ta b le  nam es. But in  ch oosing  w e ll  known w r i t e r s  th e y  w i l l  

e x e r t  some p e r s o n a l  p re fe re n c e  o r  d i s p o s i t i o n  -  p r e f e r r in g  Jung to

 ̂ "Management in  E d u ca tio n "  N a f fe r to n  Books 1980.
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A d ler o r  A l lp o r t .  w hat th e y  g e n e ra l ly  do n o t acknow ledge i s  th e  

im p o rtan ce  o f  t h e i r  making t h i s  c h o ic e , f o r  t h i s  may be th e  most 

c r i t i c a l  f a c t o r  in  th e  whole o f  th e  r e s e a r c h ,  more im p o rta n t th a n  

any o f  th e  f in d in g s .  I  g la n c e d  o v er a c o l le a g u e 's  MEd t h e s i s  6n 

c la ssro o m  i n t e r a c t i o n .  I t  was a model o f  s t a t i s t i c a l  a n a ly s i s  and 

n o t  s u r p r i s in g  s in c e  two o f  h i s  s t a t i s t i c a l  c o lle a g u e s  had done h i s  

sums f o r  him . B ut th e  q u e s t io n  he n e v e r gave any a t t e n t i o n  to  was 

why he had chosen to  use  B a le s ' I n t e r a c t i o n  A n a ly s is  S ch ed u le . On 

th e  answ er to  t h a t  q u e s t io n  hangs th e  whole v a l i d i t y  o f  h i s  r e s e a r c h .  

(A part from th e  q u e s tio n  o f  w h eth er he was more i n t e r e s t e d  in  th e  d eg ree  

o r  th e  r e s e a r c h ) .

I  do n o t  in te n d  j u s t  to  be c y n ic a l  -  though I  am. The q u e s t io n  t h a t  

in c r e a s in g ly  f a s c in a te s  me i s  ab o u t th e  s e lf -a w a re n e s s  o f  th e  

r e s e a r c h e r  and th e  w r i t e r ,  I  do p u t  m y se lf  co in p le te ly  in t o  my 

re s e a rc h  -  whoever I  am -  and w hat I  w r i te  ab o u t and how I  w r i te  ab o u t 

i t  a re  a r e f l e c t i o n  o f  me and , in  t o t a l ,  o f  me a lo n e . T h is s e c t io n  

i s  w r i t t e n  w ith  t h i s  o v e r  s e l f - c o n s c io u s n e s s ;  i s  th e  p ro d u c t o f  any 

o th e r  r e s e a r c h e r  any l e s s  so?^ I f  i t  i s  n o t ,  i s  t h a t  d i f f e r e n c e  th e  

consequence o f  h i s  'c o n fo rm in g ' to  w hat he b e l ie v e s  w i l l  be a c c e p ta b le ?  

Then i t  i s  s t i l l  a r e f l e c t i o n  o f  th e  k in d  o f  p e rso n  he i s .  I s  i t  an 

" o b je c t iv e " ,  dead , d e p e r s o n a l is e d  s t a t i s t i c a l  s ty le ?  Then t h a t  to o  

i s  a r e f l e c t i o n  o f  f a c e t s  o f  h im s e lf  and p ro b a b ly  more th a n  f a c e t s , 

p ro b a b ly  h i s  in n e r  s e l f .  I t  seems to  be g e n e ra l ly  a c c e p te d  t h a t  we 

each  have o u r own l i t e r a r y  s t y l e .  Much B ib l i c a l  c r i t i c i s m  (Form 

C r it ic is m )  i s  co n ce rn ed  w ith  s t y l i s t i c  p a t t e r n s . P a t t e r n s  o f  w r i t in g  

a re  p u t  on to  m agnetic  ta p e  in  c o m p u te rised  a n a ly s i s  . In  t h i s  way i t  

i s  d e c id e d , f o r  exam ple, w hich e p i s t l e s  w ere w r i t t e n  by P au l and 

w hich by John; and w hich s a y in g s  can be l e g i t im a te ly  a t t r i b u t e d  to  J e su s .

W F Whyte in  h i s  A ppendix to  " S t r e e t  C om er S o c ie ty "  makes th e  
p o in t  t h a t  h i s  r e s e a rc h  co u ld  have been  im p o ss ib le  had  he 
conform ed to  th e  re q u ire m e n ts  o f  a u n iv e r s i ty  PhD. Y et h i s  i s  
a sem in a l work.
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A d d it io n a l ly  th e r e  i s  among academ ics th e  i s s u e  ab o u t game p la y in g  

and h o n e s ty  -  th e  v e ry  i s s u e  t h a t  le a d s  t o  th e  f i r s t  c r i s i s  o f  th e  

T-G roup. Are we p la y in g  games w ith  one a n o th e r  o r  a re  we to  be 

: h o n e s t,  to  be o u r r e a l  s e lv e s ?  Can b reak  th ro u g h s  o ccu r in  s c ie n c e  

o n ly  i f  we conform  o r  o n ly  i f  we p la y  o u r  h u n ch es, t r y  o u t o u r 

i n s t i n c t i v e  f e e l in g s ,  b reak  th e  g e n e ra l ly  a c c e p te d  codes o f  p r a c t i c e ?  

Do we ta k e  r i s k s  in  o u r r e s e a rc h  and e x p lo re  new ground o r  do we p la y  

s a f e  and r e p l i c a t e  (d u p l ic a te  even) th e  work o f  o th e rs ?

P erhaps I  o v e r s ta t e  th e  g e n e ra l  c a s e ,  though n o t th e  s p e c i f i c .  The 

in d iv id u a l  h im s e lf ,  in  a l l  h i s  c o m p le x ity , i s  th e  key f a c to r  in  what 

he d o es . H is a c t io n s ,  w hatever th e y  a r e ,  a re  s im p ly  m a n ife s ta t io n s  

in  b e h a v io u r  o f  a conp lex  i n t e g r a l  p e rso n  th a t  r e a l l y  i s  u n iq u e ly  

h im s e lf .  For me, th e  im p o rtan ce  o f  my e x p e rie n c e  w ith  g roups and in  

p e r s o n a l  p sy c h o th e ra p y  w ith  c l i e n t s  i s  t h a t  f o r  th e  m ost p a r t  I  have 

been d e a l in g  w ith  no rm al, h e a l th y  p e o p le .  Though I  have become 

i n t e r e s t e d  in  w hat I  m ight c a l l  ' t h e 'p a th o lo g y  o f  th e  n o rm a l' ,  I  have 

la r g e ly  been  concerned  w ith  p eo p le  who would under no d e f i n i t i o n  be 

d e c la re d  m e n ta lly  s i c k .  So I  have been  sp a re d  th e  ex trem es o f  th e  

p s y c h i a t r i c a l l y  and m e d ic a lly  t r a i n e d .  W hile I  have engaged in  a 

good d e a l o f  p s y c h o th e ra p e u tic  b e h a v io u r , my c l i e n t s  have alw ays 

been  h e a l th y  in d iv id u a l s ,  and I  have n ev e r had  to  concern  m y se lf  w ith  

p e o p le  so  o u t o f  tem per w ith  th em se lv es  as  to  e x h i b i t  t o t a l l y  d is a b 

l in g  b e h a v io u r  on a s in g le  (o r few) dim ensiorits).So I  have had no 

e x p e r ie n c e  o f  in d iv id u a ls  m e n ta lly  'u n b a la n c e d ',^  and I  see  in d iv id u a l s  

a s  w holes r a th e r  th a n  a  c o l l e c t io n  o f  p a r t s .  I  th in k  to o  t h a t  even 

as a young te a c h e r ,  I  ta u g h t John and M ary ,no t E n g lis h  and L a t in  and 

I  have n e v e r had  much i n t e r e s t  in  h ig h ly  d i s c r e t e  's u b j e c t s '  o r  p a r t s  

o f  s u b je c t s .

A c tu a l ly ,  t h i s  i s  n o t t r u e .  I  w orked as an O rd e rly  in  a m en tal 
h o s p i t a l  f o r  fo u r  months when I was 21 b u t th e y  . were a l l  
c h ro n ic  h o s p i t a l i s e d  c a s e s .
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My view o f  p e o p le  th e n  i s  o f  w hat E M F o r s te r  c a l le d  "rounded 

c h a ra c te r s "  r a th e r  th a n  " f l a t "  o n e s . In  th e  group I  e x p e r ie n c e d  

th e  whole p e rso n  r a th e r  th a n  a sequence o f  th e  same p s y c h o lo g ic a l  t r a i t .  

In  g roups one g e ts  to  l i k e  p e o p le  b e t t e r  w hether one i s  a group  member 

o r  a t r a i n e r ,  i  have n ev e r e x p e rie n c e d  a group where I  l i k e d  anyone 

l e s s  a f t e r  th e  e v e n t. And t h i s  l i k in g  i s  f o r  th e  whole p e rso n  w ith  

a g r e a t  d e a l  o f  o v e rlo o k in g  o f  f a u l t s  and b le m ish e s . In d eed , in  my 

own p r a c t i c e ,  which i s  to  b u i ld  p eo p le  up e m o tio n a lly , I  and my c l i e n t  

lo o k  a t  w hat o th e r  p eo p le  c o n s id e r  f a u l t s  and in v a r i a b ly  d is c o v e r  them 

to  be a s s e t s ,  a t  l e a s t  in  some way o r  a n o th e r .  In  my p e rs o n a l  l i f e ,

I  p r e f e r  to  l i k e  p e o p le  r a t h e r  th a n  d i s l i k e  them and even p eo p le  

who I  d i s l i k e  in t e n s e ly  o f te n  ap p ea r to  have good s id e s  to  them when 

I  am a c tu a l ly  in  t h e i r  company -  w hich m ust make me seem f a i r l y  

h y p o c r i t i c a l  a t  tim e s .

I  am n o t ,  how ever, b la n d  ab o u t p e o p le . P eop le  a f f e c t  me v ery  g r e a t ly ,  

th e y  e x c i te  me, u p s e t  me, i n f u r i a t e  me and d e l ig h t  me. I  have s tro n g  

f e e l in g s  and p a s s io n s  w here p eo p le  a re  con ce rn ed  and maybe I  t r y  to  

com pensate f o r  my e m o tio n a l e x c e s s e s .  P erhaps i f  I  co u ld  be c o ld  

ab o u t p eo p le  I  sh o u ld  view  them as  c a s e s ,  o r  sam ples o f  s in g le  dimen

s io n s  b u t  I  do n o t  so  see  them ; to  me th e y  a re  f u l l  b lo o d e d , d e l i g h t 

f u l  and r e p e l l e n t  n ev e r w ho lly  d ism isse d  and n ev e r w ho lly  u n d e rs to o d  

e i t h e r .  I  can n o t c a te g o r is e  and la b e l  and le a v e  i t  a t  t h a t ,  though  

I  do c a te g o r is e  j u s t  to  t r y  o u t  f o r  s iz e  and h e lp  m y se lf to  come to  

an u n d e rs ta n d in g  o f  a p e rso n . "U nderstan d in g "  a p e rso n  i s  v e ry  im p o rt

a n t  to o ;  I  can n o t b e a r  n o t  'u n d e r s ta n d in g ' anyone. I  m ust be a b le  to  

'e x p la in ' them and som etim es s im p le  c a te g o r is in g  has  to  make do 

f o r  th e  tim e b e in g . I  d is c o v e re d  t h a t  when in te rv ie w in g  a p p l ic a n ts  

f o r  jo b s ,  I  make a q u ic k  m en ta l a s se ssm e n t and th e n  c o n s c io u s ly  look
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f o r  c o n f irm a tio n  o r  d is c o n f i rm a tio n  o f  my a sse ssm e n t. In  t h i s  way 

I  t r y  to  be c l e a r  ab o u t my p r e ju d ic e s  and to  be f a i r  in  my d e c i s io n s .

So I  p e o p le  th e  w o rld  w ith  p e o p le  I  c r e a te  f o r  m y se lf . Even though  

" " I  say  I  ta k e  p eo p le  as  'w h o le s ' n o t  'p a r t s '  th e y  n e v e r th e le s s  a re  

p e o p le  I  c r e a te  even th e  m ost in t im a te  o f  f r i e n d s .  I  canno t p u t  

betw een me and them o b je c t iv e  and n e u t r a l  f i l t e r s .  When I  was n u r s 

in g  g e r i a t r i c s ,  I  found ways o f  d is ta n c in g  m y se lf  from them when what 

I  saw was to o  p a in f u l  to  b e a r  b u t  t h i s  was my d is ta n c in g  n o t an o b je c t 

iv e  r e a l i t y .  A lthough we c re a te d  a game in  th e  h o s p i t a l  (a ch arad e?) 

in  o rd e r  to  s u rv iv e  am ongst c h ro n ic  i l l n e s s  and f r e q u e n t  d e a th  we each  

o f  us c r e a te d  i t  i n  o u r way in  a fa s h io n  t h a t  was n e c e s s a ry  and mean

in g f u l  to  u s .  ̂ The d e l im i ta t io n s  on p e r s o n a l i ty  a re  n o t made by th e  

p e rso n  who i s  e x p e r ie n c e d  b u t th e  one who does th e  e x p e r ie n c in g . I f  

I  say  'h e  i s  mad' o r  'h e  i s  a d u l l  c o n v e r s a t i o n a l i s t '  I  am making la b e ls  

f o r  m y se lf ; th e y  a re  n o t  l a b e l s  t h a t  a re  i n t r i n s i c  in  th e  o th e r  p e rso n .

When I  worked in  th e  g e r i a t r i c  h o s p i t a l  I  e x p e r ie n c e d  th e  ways 
we coped w ith  th e  u n p le a s a n t and u n b e a ra b le . There were some 
d re a d fu l  d is e a s e s  such  as  m u l t ip le  s c l e r o s i s  where a man would 
be in  f u l l  c o n t ro l  o f  h i s  mind b u t  have a lm o st no c o n t ro l  ov er 
h i s  body. Around him he co u ld  see  o th e r  p eo p le  in  advanced 
s ta g e s  o f  m en tal d e t e r i o r a t i o n .  We t r i e d ,  each  o f  us in  o u r 
own ways to  be b o th  sy m p a th e tic  and d e ta c h e d . Some n u rse s  
were c r u e l ,  o th e r s  h a r s h ,  some s i l l y  and o th e r s  s t r a i n e d .
The r i t u a l s  o f  h o s p i t a l  o r g a n is a t io n  were one way o f  cop ing  
and p e rh ap s  th e  s t ro n g  h ie r a r c h ie s  w ere a p a r t  o f  t h i s .  O rd er
in g  a  n u rse  o r  o rd e r ly  to  do an u n p le a s a n t  ta s k  sh a re d  th e  
r e s p o n s i b i l i t y ;  none o f  us e x p e rie n c e d  th e  whole c o n te x t  o f  a 
r e l a t i o n s h ip  o r  i n c id e n t .  When a p a t i e n t  d ie d  and i t  came to  
' la y in g  o u t '  th e  body , o u r  r e l i e f  was e x p re s se d  in  la u g h te r  and
s e c r e t  fu n . The h o r r i f i c  was tra n sm u te d  in t o  a d ra m a tic  o r
comic e p iso d e . We d ev e lo p ed  a whole a n c i l l a r y  l i f e  o f  th e  
w ard f o r  th e  n u rs in g  s t a f f  t h a t  was in  c o u n te rp o in t  to  th e  
l i f e  o f  th e  p a t i e n t  w ith  o c c a s io n a l  b r id g e s  where c o n te n t  
co u ld  be t o l e r a b l e .  B ut each  o f  us knew t h a t  we were p la y 
in g  a  game a c c o rd in g  to  r u le s  and so  f a r  as we co u ld  we f i l l e d  
r o le s  a s  a c to r s  n o t  as o u r s e lv e s .  For me, th e  g r e a t  te n s io n  
was t h a t  I  was n ev e r a llo w ed  to  be an y th in g  s i g n i f i c a n t  o f  
m y se lf (a  young u n iv e r s i ty  g ra d u a te ,  a t r a in e d  te a c h e r  d o ing  
h i s  n a t io n a l  s e r v ic e  as a c o n s c ie n t io u s  o b j e c t o r ) . I  was 
a llo w ed  to  be o n ly  a w ard o rd e r ly  and though I  c l e a r ly  was 
n o t  th e  s o r t  o f  la d  who was u s u a l ly  a w ard o r d e r ly ,  no one 
w ished  to  know th a t  o r  would s e r io u s ly  l e t  me be o th e rw is e ; a t
l e a s t ,  n o t  w h ile  we w ere on th e  w ards.
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I  g iv e  my own meaning to  a l l  th e  p e o p le  I  m eet, and I  p eo p le  my 

m eanings w ith  w hat I  c r e a te .  When I  make a s ta te m e n t ab o u t 

a n o th e r  p e rs o n , I  am sa y in g  more ab o u t m y se lf  th a n  I  am sa y in g  

o b je c t iv e ly  ab o u t him .

In  th e  T-Group, th e  t r a i n e r s  s e e s  j u s t  so much: he does n o t  se e

(p e rc e iv e , o b s e rv e , u n d e rs tan d ) e v e ry th in g  th a t  goes on . Two p eo p le  

c o - t r a in in g  o b se rv e  d i f f e r e n t  p ro c e s s e s  and many be n a t u r a l l y  d isp o se d  

to  p e rc e iv e  th in g s  d i f f e r e n t l y .  F in d in g  a c o - t r a in e r  w ith  whom one 

can u s e f u l ly  and co m fo rtab ly  work i s  v e ry  d i f f i c u l t .  Even a c o lle a g u e  

w ith  whom one has g r e a t  r a p p o r t  may n o t be a  good c o - t r a i n e r  b e c a u se , 

we s a y , we have 'in c o m p a tib le  s t y l e s ' .  But i t  i s  more th a n  t h a t .

T here have been v ery  few p e o p le  I  have been  a b le  t o  s a t i s f a c t o r i l y

c o - t r a i n  w ith  b u t  so  f a r  as I  can t e l l  th e y  were a l l  o f  d i f f e r e n t

p e r s o n a l i t i e s . The i n i t i a l  i s s u e  ap p ea rs  to  be t h a t  you can b o th  see  

th e  same phenomena go ing  on: t h a t  you can i n t e r p r e t  w ith  co n g ru en t

fram es o f  r e f e r e n c e ,  t h a t  you can s h a re  th e  same w o rld . No t r a i n e r

i s  ' r i g h t ' in  t h i s  i n t e r p r e t a t i o n  ; he makes a s e le c t io n  from w hat

he s e e s  and h i s  p e rc e p t io n  i s  i t s e l f  s e l e c t i v e  ( to  s t a t e  th e  phenomen

o lo g ic a l  p o s i t i o n ) . But congruence and c o m p a t ib i l i ty  a re  e s s e n t i a l  

f o r  a u s e f u l ,  c o -o p e ra t iv e ,  w orking r e l a t i o n s h ip .  The t r a i n e r  s e e s  

w hat he i s  a b le  to  s e e ,  w hat he i s  a b le  to  cope w ith  and i t  speaks 

more o f  him th a n  th e  p e o p le  he o b se rv e s  even though h i s  i n s i g h t  may 

have enormous and t r a u m a tic  v a lu e  to  them -  as I  s h a l l  d is c u s s  l a t e r .

I  had  a n o th e r  example o f  th e  m ism atch o f  w orld s a t  w ork. I  am 

c o n s ta n t ly  f r u s t r a t e d  by my Head o f  D epartm ent b ecau se  he i s  q u i t e  

in c a p a b le  o f  s e e in g  o u r w orld  as  I  see  i t .  (And no doubt he f e e l s  

th e  same ab o u t me though  he would n o t e x p re s s  i t  t h i s  w ay ). B ut I 

am co n so led  and su p p o rte d  t h a t  many o f  my c o l le a g u e s  ap p ea r to  th in k
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as I  do. They, to o ,  f e e l  th e y  can n o t g e t  th ro u g h , can n o t make him 

u n d e rs ta n d , can n o t c o n n e c t. We say  t h a t  we in h a b i t  d i f f e r e n t  

w o rld s  and e x p la in  by sa y in g  t h a t  ou r e x p e r ie n c e s  o f  e d u c a t io n a l  

i n s t i t u t i o n s  a re  d i f f e r e n t .  Many o f  us have ta u g h t in  s e v e r a l  i n s t i t u 

t i o n s  o f  H igher E d u c a tio n , o u r  Head o f  D epartm ent h as  ta u g h t in  o n ly  

one, t h i s  one. So we say  t h a t  he s e e s  e v e ry th in g  in  te rm s o f  an o ld  

fa sh io n e d  F u r th e r  E d u ca tio n  C o lleg e  w h ile  we se e  th in g s  in  te rm s o f  

p o ly te c h n ic s .  We th in k  o f  o u rs e lv e s  as co sm o p o litan s  and see  him  as 

a lo c a l  in  M e rto n 's  te rm s . But when we use  th e  same words we imbue 

them w ith  d i f f e r e n t  m eanings b o th  c o n n o ta t iv e ly  and d e n o ta t iv e ly .

I  am n o t s a y in g  h e re  t h a t  e x p e rie n c e  a lo n e  c o n d it io n s  p e r c e p t io n .  

C le a r ly  e x p e rie n c e  p ro v id e s  th e  models f o r  f u tu r e  p e r c e p t io n s .  H ere 

i s  a n o th e r  f a c t o r  and t h a t  i s  how th e  in d iv id u a l  i s  a b le  to  make se n se  

o f  h i s  e x p e r ie n c e s .  T h is  i s  n o t ,  I  h ope , th e  argum ent betw een 

n a tu re  and n u r tu r e  b ecau se  I  s h a l l  e x p la in  l a t e r  why I  b e l ie v e  in  

som eth ing  un ique and p e r s o n a l  a t  th e  c e n t r e  o f  b e in g . The w o rld  in  

w hich my Head o f  D epartm ent l i v e s  i s  a w orld  he c r e a te s  and c o n t in 

u a l ly  r e c r e a te s  and fo r  some re a so n  i s  unab le  to  b re a k  o u t o f .  These 

re a so n s  a re  deep a t  th e  h e a r t  o f  h i s  u n d e rs ta n d in g  and know ledge o f  

h im s e lf  b ecau se  i f  he had a d i f f e r e n t  p e r c e p t io n  o f  h im s e lf  he w ould 

c o n s tru e  h is  w o rld  d i f f e r e n t l y .  At l e a s t ,  i t  i s  c l e a r  to  me t h a t  

t h i s  i s  so . The i n t e r p r e t a t i o n  o f  any s i t u a t i o n  o f  w hich one i s  a 

p a r t  r e q u i r e s  one to  in c lu d e  o n e s e lf  in  t h a t  s i t u a t i o n .  T here a re  

tim es  when we can n o t do t h a t  because  th e  s i t u a t i o n  i s  to o  th r e a te n 

in g  -  t h a t  i s ,  we u n d erv a lu e  our, l i f e  o r  se e  o u r s e l f  a t  r i s k  and so  

c a n n o t re sp o n d . T here i s  a whole c l a s s  o f  a c t i v i t y  w here in d iv id u a l s  

m isc o n s tru e  th e  s i t u a t i o n  b ecau se  th e y  f e e l  th r e a te n e d .  T h is  c l a s s  

i s  t h a t  o f  p u b l ic  v io le n c e  o r  t e r r o r  w here in d iv id u a ls  f a i l  t o  see  

th e m se lv es  as  p a r t  o f  th e  s i t u a t i o n .  F o r exam ple, a c y c l i s t  i s
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b e in g  b e a te n  up by a gang o f  y o u th s  and th e  p a s s e r s -b y  ig n o re  th e  

s i t u a t i o n .  The u su a l e x p la n a tio n  i s  t h a t  th e y  a re  a f r a i d  b iit th e r e  

i s  a n o th e r  e lem en t p e rh ap s  more c r i t i c a l  as in  S tephen  F in k 's  model 

o f  shock fo llo w ed  by d e n ia l .  I  was once w alk ing  on th e  beach  w ith  

my nephew on a b e a u t i f u l  sum m er's day . F a in t ly  in  th e  d is ta n c e  

th e r e  c o u ld  be h e a rd  a s e a  an im al c a l l i n g .  " T h a t 's  someone c a l l in g  

fo r  h e lp " ,  s a id  my nephew, "No i t ' s  n o t"  I  r e p l i e d ,  " i t ' s  p ro b a b ly  

a s e a  l io n  -  you can see  i t  o u t th e r e .  Or e l s e  i t ' s  a ro c k ."  In 

f a c t  i t  was a s o ld i e r  who had  f a l l e n  o u t o f  a b o a t and  was blow ing 

h i s  w h is t le  and c a l l i n g  f o r  h e lp .  A f te r  a w h ile  we r e a l i s e d  what 

th e  c a l l s  w ere and w ent f o r  th e  in s h o re  l i f e  b o a t .  But I  can w e ll 

r e c a l l  t h a t  I  p a sse d  th ro u g h  a p e r io d  o f  deny ing  t h a t  th e r e  c o u ld  be 

a man o u t a t  s e a  b ecau se  I  was q u i t e  u n c e r ta in  i f  I  c o u ld  cope w ith  

th e  s i t u a t i o n  -  would I  be th o u g h t s i l l y  i f  I  was wrong, co u ld  I  

manage to  r a i s e  th e  a la rm , what i f  I  s t a r t e d  go ing  f o r  h e lp  and 

c o u ld n 't  f in d  i t  and had to  g iv e  up? I b e l ie v e  t h a t  th e  im po rtan ce  

o f  my s e l f - c o n c e p t  in  my w il l in g n e s s  and a b i l i t y  to  c o n s tru e  th e  

s i t u a t i o n  was c r i t i c a l .  B a s ic a l ly  I  saw m y se lf  as b e in g  u n ab le  to  

cope w ith  t h i s  new and u n p rece d en ted  s i t u a t i o n  and so  I  t r i e d  to  

make th e  s i t u a t i o n  o th e r  th an  i t  w as.

Much o f  my c l i n i c a l  work h as  been o f  th e  same k in d . C l ie n ts  have 

been in c a p a c i ta te d  in  d e a l in g  w ith  t h e i r  w o rld  because  th e y  co u ld  

n o t  d e a l w ith  th e m se lv e s ; th e y  had  a p o o r s e lf - im a g e ;  h e ld  th em se lv es  

in  low esteem . As one b u i l t  p e r s o n a l  s e l f  c o n fid e n c e  so  th e y  became 

s u r e r  in  t h e i r  w orld  and i t  became f i rm e r ,  c l e a r e r  and more m anageable, 

A d e p re sse d  w orld  became a l iv e  as a d e p re s se d  in d iv id u a l  l o s t  h i s  

d e p re s s io n . Many c o u n s e ll in g  s t a r t i n g  p o in t s  o ccu r when a c l i e n t  

com plains ab o u t h i s  w orld  and t a lk s  o f  th e  way in  w hich a l l  around 

i s  t h r e a t  and p l o t s . One soon d is c o v e rs  t h a t  th e  p a ra n o ia  l i e s  in  th e
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in d iv id u a l  and as h i s  p e r s o n a l  f e a r s  d is s o lv e  so  h i s  view o f  th e  

w o rld  changes and b e h a v io u r  w hich had  been  s e l f - d e s t r u c t i v e  

becomes p o s i t i v e  and p ro a c t iv e  a g a in .

The o th e r  day , a group o f  us w ere d is c u s s in g  app roaches to  u n d er

s ta n d in g  o r g a n is a t io n s .  One c o lle a g u e  d e s c r ib e d  h im s e lf  a s  a 

s t r u c t u r a l i s t  w hich he d e f in e d  as  one who b e l ie v e s  t h a t  i f  you 

change th e  s t r u c t u r e  you change th e  b e h a v io u r ; i f  you g e t  th e  s t r u c t u r e  

r i g h t  you g e t  th e  b e h a v io u r  r i g h t .  I  suppose a g r e a t  d e a l o f  o rg an 

i s a t i o n  th e o ry  i s  b a sed  on t h i s  view  and t h a t  i s  one o f  th e  re a so n s  

I  em barked on t h i s  s tu d y . My view i s  q u i t e  d i f f e r e n t  and I  d e s c r ib e  

s t r u c t u r e  d i f f e r e n t l y  -  s t r u c t u r e  i s  a d e s c r ip t io n  o f  w hat i s  s e e n /  

b e l ie v e d  to  o ccu r n o t  o f  w hat i s  d e s i r e d  to  o c c u r . T h a t I  do n o t 

b e l ie v e  in  s t r u c tu r a l i s m  (or s t r u c t u r a l  fu n c tio n a lism )  i s  n o t  im p o r t

a n t  to  me, to  th e  p o in t  o f  in to le r a n c e  and im p a tien ce  w ith  th e  a l t e r n a 

t i v e  view . The s t r u c t u r a l i s t s  a re  d is ta n c in g  th em se lv es  from what 

a c tu a l ly  goes on b e c a u se , in  my v iew , th e y  f in d  in v o lv em en t th r e a te n 

in g  o f  t h e i r  p e r s o n a l  i n t e g r i t y .  D is ta n c in g  i s  a d e fe n c e .

I  found t h i s  r e c e n t ly  i n  a young c o lle a g u e  who I  have known fo r  s e v e r a l  

y e a rs  though we have o n ly  begun to  m eet a g a in  p r o f e s s io n a l l y .  He 

knows me as a "phenom enolog ist"^  and I  th in k  t h i s  p r e s e n ts  him w ith  

a t h r e a t .  In  a way pheno m en o lo g is ts  a r e  (o r  I  b e l ie v e  them to  be) 

b o th  more s e l f - c o n s c io u s  and more s e l f - i n d u l g e n t .  When you a re  

o ld e r  and more advanced p r o f e s s io n a l ly  you can a f f o r d  t h i s  in d u lg e n c e  

and be c a r e le s s  ab o u t your r e p u ta t io n  and academ ic s ta n c e .  But a 

young man, i n t e n t  on making a r e s p e c ta b le  c a r e e r  may n o t f e e l  so  a b le .  

Rob th in k s  me to o  c a r e le s s  and c a s u a l  and ray e x i s t e n t i a l  s ta n c e  to  be 

to o  in d i s c ip l i n e d  -  and to o  r i s k y .  I  can sy m path ise  w ith  h i s  conce rn

I 'm  n o t  e n t i r e l y  happy w ith  t h i s  l a b e l l i n g  b u t  many o f  my 
p r o f e s s io n a l  c o lle a g u e s  use i t  o f  me so  i t  i s  a u s e f u l  sh o r th a n d .
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f o r  i n t e l l e c t u a l  r ig o u r  b u t  I  se e  i t  a s  a concommit a n t  o f  h i s  

i n t e l l e c t u a l  im m a tu rity . So he ad o p ts  a 's y s te m s ' approach  to  

o r g a n is a t io n  and looks fo r  c o n c re te n e s s  and q u a n t i ty  in  h i s  p i c tu r e s  

; o f  o r g a n is a t io n s .  In  p r a c t i c e ,  t h i s  means l i t t l e  more th a n  l i n e s ,  

c i r c l e s ,  arrow s and Venn d iagram s b u t he  b e l ie v e s  i t  to  be more 

r e s p e c ta b le .  What I  see  him as do ing  i s  d is ta n c in g  h im s e lf  from  

h i s  th e o r i e s .  I f  h i s  th e o r i e s  can be shown to  be 'o b j e c t i v e ' th e n  

th e y  a re  n o t  h is  ( i e ,  o f  h im ). Though he h as  c r e a te d  them (by 

r e a d in g  o th e r  w r i t e r s  and d ig e s t in g  t h e i r  id e a s ,  r e o rd e r in g  and r e 

e v a lu a t in g  them) th e y  do n o t e x i s t  so  much a s  h i s  b u t  as  common 

p r o p e r ty .  Under a t ta c k  he i s  n o t b e in g  a t ta c k e d ,  o n ly  h i s  t h e o r i e s .  

The p h en o m en o lo g is t has no such  r e t r e a t ;  he i s  to o  c lo s e ly  a s s o c ia te d  

w ith  h i s  th e o r ie s  and a t ta c k s  on th e  th e o r i e s  a re  a t ta c k s  on h im , on 

th e  i n t e g r i t y  and v a l i d i t y  o f  h i s  p e r c e p t io n s .  The o ld e r  phenomen

o l o g i s t  does n o t  c a re  abou t t h i s  b eca u se  he has came to  te rm s w ith  

h im s e lf  and t h a t  i s  why he can o f f e r  h im s e lf  a t  th e  same s u r fa c e  

l e v e l  as h i s  th e o r i e s .  But I  am n o t s a y in g  t h a t  a l l  'o b j e c t i v e '  

t h e o r i e s  a re  in v a l id ;  I  o n ly  say  t h a t  i t  i s  my b e l i e f  t h a t  in  t h i s  

ca se  my young f r ie n d  i s  u s in g  h i s  m odels to  d is ta n c e  h im s e lf  from 

them and so a v o id  th e  p a in  o f  v u l n e r a b i l i t y .

S t r u c t u r a l i s t s  can c o n s id e r  p e r s o n a l i ty  ( th e  s e l f - c o n c e p t)  a s  o n ly  a 

seco n d ary  v a r ia b le  w h ile  I  s e e  i t  as th e  p rim ary  v a r i a b le .  I t  i s  

n o t th e  p o s i t i o n s  t h a t  I  and my head  o f  d ep artm en t h o ld  t h a t  makes 

us behave as we do, n o r even o th e r  p e r s o n a l i t i e s  a lo n e  b ecau se  we 

behave d i f f e r e n t l y  when n o t  in  th e  r o l e s .  But i t  i s  ou r p e rc e p t io n s  

o f  th e  r o le s  t h a t  i s  c r i t i c a l  and t h i s  p e r c e p t io n ,  in  my view , i s  

d e te rm in ed  by p e r s o n a l i ty  and n o t e x p e r ie n c e . Of c o u rs e ,  e x p e rie n c e  

a f f e c t s  p e r s o n a l i ty  b u t  o n ly  in  so f a r  as i t  h in d e rs  o r  h e lp s  th e  

in d iv id u a l  in  h i s  d isc o v e ry  o f  h im s e lf .  T h is  i s  a th e r a p e u t i c  model
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d e s c r ib e d  v e ry  p e r s u a s iv e ly  by C a rl R ogers ,

"One s im p le  o b s e rv a t io n ,  w hich i s  r e p e a te d  over and o v er 
a g a in  in  each  th e r a p e u t i c  c a s e ,  seems to  have r a th e r  deep 
t h e o r e t i c a l  im p l ic a t io n s .  I t  i s  t h a t  as changes o ccu r in  th e  
p e rc e p t io n  o f  s e l f  and th e  p e rc e p tio n  o f  r e a l i t y ,  changes 
o ccu r in  b e h a v io u r . In  th e ra p y , th e s e  p e r c e p t io n a l  changes 
a re  more o f te n  concerned  w ith  th e  s e l f  th a n  w ith  th e  e x t e r n a l  
w o rld . Hence we f in d  in  th e ra p y  t h a t  as  th e  p e r c e p t io n  o f  
s e l f  a l t e r s ,  b eh av io u r a l t e r s . "

I  adm it t h a t  t h i s  p o s i t i o n  i s  a rg u a b le ,  b u t  n o t c o n c lu s iv e ly  s o ,  

and I  am fo rc e d  to  r e l a t e  i t  to  my e x p e rie n c e  (o r  my i n t e r p r e t a t i o n  

o f  my e x p e rie n c e )  w hich i s  th e  o n ly  v e r i f i c a t i o n  I  h av e . Most th e ra p y  

p ro cee d s  on t h i s  b a s is  and I  ta k e  i t  i s  a x io m a tic  in  my th e o ry  o f  

o r g a n is a t io n a l  change. I t  i s  a t  th e  c o re  o f  my p a p e r ,  " T ra in in g  

Peop le  to  U nderstand  O rg a n is a tio n s ;  A C l in ic a l  A pproach".  ̂ R ogers 

c o n tin u e s  to  e x p la in  how an in d iv id u a l  d e a ls  w ith  h i s  e x p e r ie n c e  and 

changes h i s  s e l f  c o n c e p t.

"The in d iv id u a l  i s  c o n t in u a l ly  en d eav o u rin g  to  m eet h is  
needs by r e a c t in g  to  th e  f i e l d  o f  e x p e re in c e  as he 
p e rc e iv e s  i t ,  and to  do t h a t  more e f f i c i e n t l y  by d i f f e r e n t 
i a t i n g  e lem en ts  o f  th e  f i e l d  and r e in t e g r a t i n g  them i n t o  
new p a t t e r n s .  R e o rg a n isa tio n  o f  th e  f i e l d  may in v o lv e  th e  
r e o r g a n is a t io n  o f  th e  s e l f  as w e ll  as  o th e r  p a r t s  o f  th e  f i e l d .  
The s e l f ,  how ever, r e s i s t s  r e o r g a n is a t io n  and change . In  
everyday  l i f e  in d iv id u a l  r e a d ju s tm e n t by means o f  re o rg a n 
i s a t i o n  o f  th e  f i e l d  e x c lu s iv e  o f  th e  s e l f  i s  more common 
and i s  l e s s  th r e a te n in g  to  th e  in d iv id u a l .  C o n seq u en tly , 
th e  in d iv id u a ls  f i r s t  mode o f  a d ju s tm e n t i s  th e  r e o r g a n is a 
t i o n  o f  t h a t  p a r t  o f  th e  f i e l d  which does n o t  in c lu d e  th e  
s e l f . " :

T h is  means t h a t  we p r e f e r  to  change o u r view  o f  o r g a n is a t io n  r a th e r

Some O b se rv a tio n s  on th e  O rg a n is a tio n  o f  P e r s o n a l i ty  in  
L aza ru s , R ich a rd  S e t  a l .  P enguin  1972, p  106.

B. J .  o f  In -S e rv ic e  E d u c a tio n , Vol 3, No 1 , Autumn 1976. 

R ogers, (1947) op c i t .  p . 112.



-  258 -

th a n  ou r view  o f  o u r s e l f .  We see  th e  o r g a n is a t io n  as h o s t i l e  

r a th e r  th a n  s e e in g  th e  cause  o f  a l i e n a t io n  t o  be in  o u r s e l f  -  

p e rh a p s  we w ere o v e r am b itio u s  o r  u n r e a l i s t i c  in  w hat we th o u g h t 

we c o u ld  a c h ie v e . I  knew one V ice P r in c ip a l  who gave in  h i s  

outw ard ap pea rance  a l l  th e  s ig n s  o f  b e in g  w e ll a d ju s te d ,  w e ll o rg an 

i s e d ,  in  c o n t ro l  o f  th e  s i t u a t i o n  and c o o l ly  e f f i c i e n t .  A psycho

a n a ly s t  (F reud ian) w ould, o f  c o u rs e ,  im m ed ia te ly  re c o g n ise  th e  

o v e r - c o n t ro l  o f  th e  o b s e s s iv e  and th r e a te n e d  p e r s o n a l i ty .  His 

c lo th e s  were sm art and n e a t  b u t in  d a rk  and subdued c o lo u rs .  H is 

h a n d w ritin g  was sm a ll and n e a t ,  h ig h ly  c o n t r o l le d  and ov er p r e c i s e .

H is f a c i a l  f l e s h  was s ic k ly ,  b lo tc h e d  and g re a sy  and though he ta lk e d  

ca lm ly  he ta lk e d  o b s e s s iv e ly .  He would speak  a t  le n g th  a t  m eetings 

f o r  up to  an h o u r and a h a l f  and le a v e  o n ly  a few moments fo r  

q u e s t io n s  and th e n  le a v e  a b r u p t ly .  He w ould be eibsent f o r  s e v e r a l  

weeks a t  a tim e w ith  u n d is c lo se d  i l l n e s s .  In  s p i t e  o f  h i s  awkward 

calm he was d eep ly  em o tio n a l and a v e in  in  h i s  neck would th ro b  when 

he was c h a lle n g e d . He had been  second  in  command to  an e n t r e p r e n e u r ia l  

and m averick  P r in c ip a l  and in  th e  new o rg a n is a t io n  (an am algam ation 

o f  c o l le g e s )  he was one o f  th r e e  V ic e - P r in c ip a l s .  For f iv e  y e a rs  he 

had  b r id g e d  th e  chasm betw een th e  two u n i t in g  i n s t i t u t i o n s  r e p r e s e n t 

in g  th e  o ld e r  b u t  s m a lle r  one. G ra d u a lly , how ever, he became p rone  

to  making em o tio n a l o u tb u r s ts  ab o u t h i s  form er c o l le a g u e s  as h av in g  

l e t  th e  (form er) c o l le g e  down, o f  n o t  h av in g  ta k e n  th e  o p p o r tu n i t ie s  

o f f e r e d ,  o f  l e t t i n g  down th e  e s ta b l i s h e d  v a lu e s  o f  th e  o ld  i n s t i t u t i o n .  

But he was in c r e a s in g ly  i s o l a t e d  n o t  o n ly  from h i s  o ld  c o lle a g u e s  

b u t  from h i s  new ones and began to  make d i s a s t r o u s  p o l i t i c a l  m is ta k e s . 

He was d e s c r ib e d  as a "good No 2" b u t  o u t  o f  h i s  dep th  in  th e  new 

p o s t .  I n c r e a s in g ly  he came to  be r e s e n te d  and i s o l a t e d .  He n ev e r 

c o n so r te d  w ith  h i s  o ld  c o l le a g u e s  from whose ran k s  he had  been once



-  259 -

prom oted; he to o k  h i s  c o f fe e  b re a k s  a lo n e  and s e n t  o u t f o r  lu n c h 

tim e sandw iches w hich a g a in  he a t e  in  i s o l a t i o n .

Of c o u rs e ,  t h i s  i s  my i n t e r p r e t a t i o n  o f  th e  s i t u a t i o n  and th e  man.

I  was p a r t  o f  h i s  o r g a n is a t io n  and I  c r e a te d  him even as  I  w ro te  

ab o u t him. But I  p ie c e d  th e  s to r y  to g e th e r  th e  v e ry  day I  w ro te  

i t  and e v e ry th in g  in  th e  p re c e e d in g  p a ra g ra p h  I  h e a rd  to d a y , th e  day 

I  w r i t e .  The p o in t  I  make ab o u t t h i s  V ic e -P r in c ip a l  i s  t h a t  th e  

f r ig h te n e d  l i t t l e  boy in s id e  him responded  to  h i s  w orld  and c r e a te d  

i t  th e  way he f e l t  most a b le  to  cope . The f a c t  t h a t  he co u ld  n o t 

cope^ was p a r t  o f  h i s  t r a g e d y .  I  can g uess w hat would happen to  him 

i n  p sy c h o th e ra p y  o r  c o u n s e ll in g  on th e  b a s i s  o f  my p re v io u s  c l i n i c a l  

e x p e r ie n c e . He would be v e ry  d e fe n s iv e  a t  f i r s t ,  t r y in g  to  r e in f o r c e  

h i s  image o f  a man in  c o n t r o l ,  a b le  to  behave o b je c t iv e ly  and d is p a s 

s io n a t e ly  and a t  a c e r e b ra l  l e v e l .  But s u d d e n tly  he would b re a k , 

th e r e  would be a c a t h a r s i s ,  he would adm it to  som eth ing  ab o u t him

s e l f  t h a t  he had been  t r y in g  to  h id e  and deny. But he would d is c o v e r  

t h a t  w hat had  to  him been  u n a c c e p ta b le  was no h o r ro r  to  th e  t h e r a p i s t  

b u t ,  on th e  c o n t ra ry ,  b o th  norm al and a c c e p ta b le .  From t h i s  acknow ledge

ment and acc e p ta n c e  by th e  o th e r ,  th e r e  would be acknowledgem ent and 

acc e p ta n c e  by h im se lf  and th e  p ro c e s s  o f  b u i ld in g  up would b e g in .

In  th e  end , he would be more r e a l i s t i c  ab o u t h im se lf  and come to  view  

h i s  w orld  d i f f e r e n t l y ,  as  no lo n g e r  h o s t i l e  b u t  welcom ing (or a t  l e a s t  

n e u t r a l ) . As h i s  p e rc e p t io n  changed and was r e in f o r c e d  by e x p e rie n c e  

so  th e  new e x p e r ie n c e s  would r e in f o r c e  th e  p e r c e p t io n s .  As he behaved 

d i f f e r e n t l y ,  so h i s  c o l le a g u e s  w ould behave d i f f e r e n t l y  and t h e i r  would 

be a  c o l l e c t i v e  change in  " th e  O rg a n is a t io n " .

S t r i c t l y  sp e a k in g , o f  c o u rs e , he was cop ing  b u t  d e fe n s iv e ly  and 
a t  g r e a t  p e r s o n a l (and o r g a n is a t io n a l )  c o s t .
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My e x p e rie n c e  as a t h e r a p i s t  i s  t h a t  t h i s  i s  w hat alw ays happens 

though th e r e  a re  enormous v a r ia n c e s  on th e  tim e  s c a le  from a few 

m in u tes  to  s e v e r a l  days and w eeks. The more norm al and uncom pli- 

c a te d  th e  prob lem  th e  s h o r te r  th e  tim e . H igh ly  complex and co n v o lu ted  

p roblem s ta k e  a g r e a t  d e a l lo n g e r and th e r e  a re  a s p e c ts  o f  th e  tim e  

s c a le  I  do n o t f u l l y  u n d e rs ta n d . Therapy sem in ars  -  and I  am u s u a l ly  

sp e a k in g  o f  a group th e ra p y  sem inar o f  betw een 20 and 30 h o u rs  -  do 

seem to  have a n a t u r a l  form o f  developm ent in  th e  same way a s  h o lid a y s  

o f  w h atev e r le n g th  have a s im i la r  p a t t e r n  o f  developm ent. Long te rm  

th e ra p y  may have a p a t t e r n  c o n d itio n e d  e n t i r e l y  by th e  common aw are

n e s s  o f  th e  tim e  a v a i la b le  though I  have come to  e x p e r ie n c e  some q u i t e  

b r i e f  th e ra p y  sem in ars  w hich seemed to  p e rm it a l l  t h a t  was needed  to  

happen in  a v e ry  s h o r t  tim e in d e e d .

p o in t  ab o u t th e ra p y /c o u n s e l l in g  i s  t h a t  th e  re d is c o v e ry  o f  th e  

s e l f  alw ays fo llo w s  a c e r t a in  p a t t e r n  e i t h e r  open ly  in  a group c l i e n t  

t h e r a p i s t  e p iso d e  o r  v ic a r io u s ly  by b e in g  a sy m p a th e tic  group member 

'o b s e rv in g ' a th e ra p y  e p iso d e . The p r e s e n t in g  p roblem  w hich th e  

c l i e n t  o b v io u s ly  'p r e s e n t s '  in  some way i s  alw ays fo llo w ed  by d e n ia l  

in  th e  a re a  where th e ra p y  i s  needed . The th e r a p e u t i c  ep iso d e  alw ays 

r e s o lv e s  i t s e l f  in  c a t h a r s i s  and t h i s  le a d s  to  a r e v a lu a t io n  o f  th e  

s e l f  and le a d s  to  a changed s e l f - c o n c e p t .

Somewhat d i f f i d e n t l y  I  have come to  u se  th e  te rm  'n a t u r a l '  s e l f   ̂

though I  a p p re c ia te  d i f f i c u l t i e s  around th e  id e a  o f  what i s  'n a t u r a l ' .  

By n a tu r a l  s e l f  I  mean th a t  s e l f  w hich i s  c e n tre d  on an in te g r a te d  

un ique s e l f - c o n s c io u s n e s s ,  th e  co re  o r  b a s ic  s e l f .  T h is  i s  th e  

u l t im a te  se n se  o f  "me" o r  " I "  in  w hich I  am co n sc io u s  o f  th e  d i f f e r e n t 

i a t i o n  from  " o th e r " ,  p e rh a p s  th e  same as  B u b e r 's  ' I  -  th o u ' c o n c e p t. 

B ecause I  can on ly  e x p e rie n c e  m yself th ro u g h  'o t h e r '  (and t h a t  u s u a l ly

 ̂ e .g .  in  "Change and Management in  E d u ca tio n "  (1979)
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means o th e r  p e o p le  and 'o th e r  s e l f s ' )  my sen se  o f  p e r s o n a l  i d e n t i t y  

becomes co n fu sed , o v e r la id  w ith  o th e r  p e o p le 's  sen se  o f  i d e n t i t y  

and , even more u n f o r tu n a te ly ,  o th e r  p e o p le 's  a s c r ip t io n s  to  me o f  

: ray se n se  o f  i d e n t i t y .  So o f te n  I  am fo rc e d  to  i n t e r p r e t  my

e x p e rie n c e  o f  m y se lf in  te rm s o f  o th e r  p e o p le 's  i n t e r p r e t a t i o n  and 

o th e r  p e o p le 's  la n g u ag e . On th e  two m ajor d im ensions o r  le v e ls  o f  

c o g n it io n  and a f f e c t  (m ental and em o tio n a l aw areness) I  ta k e  to  my

s e l f  th e  i n t e r p r e t a t i o n  o f  o th e r s  and t h i s  b e g in s  i n  e a r ly  ch ild h o o d  

and even a t  c o n c e p tio n . In  norm al c o n v e rs a t io n  we a re  a l l  o f  us 

s u b je c te d  to  a whole b a r ra g e  o f  i n t e r p r e t a t i o n s  o f  o u r s e l f  by o th e r s  

so  t h a t  i t  i s  no wonder i t  i s  so  d i f f i c u l t  to  g a in  a c l e a r  sen se  o f  

o n e s - s e l f .

I  r e c a l l  th e  commencement o f  a new t r a i n i n g  group to d a y ; n o t a f u l l  

blown T-Group b u t  one where group p ro c e s s  s k i l l s  w ere b e in g  used  to  

f a c i l i t a t e  th e  ta s k  o f  le a rn in g  abou t management. We began w ith  

s h a r in g  e x p e c ta t io n s  ab o u t th e  program m e, w hat we w ere hop ing  f o r  

and w hat we co u n t as  i n d i c a to r s  o f  a s u c c e s s fu l  c o u rs e . Everyone 

who spoke im m ed ia te ly  had  h i s  words ' i n t e r p r e t e d '  f o r  him by someone 

e l s e ,  e i t h e r  by f a l s e  i d e n t i f i c a t i o n  (" y e s -  t h a t ' s  j u s t  w hat I  f e e l" )  

o r  r e i n t e r p r e t a t i o n  ("What you r e a l l y  mean i s  . . .  ") No one 'h e a r d ' 

w hat o th e r s  w ere s a y in g ; no one was aw are t h a t  w hat 'we h e a rd ' was 

n o t  w hat was s a id ;  no one w anted to  c l a r i f y  w hat was s a id .  In  th e  

p ro c e s s  o f  f a c i l i t a t i o n  and h e lp in g  p e o p le  to  l i s t e n ,  th e  eno rm ity  

o f  n o t  h e a r in g  and i n t e r p r e t i n g  become a p p a re n t and we b eg in  to  

r e a l i s e  (and I  in c lu d e  m yself in  t h i s )  how much we h e a r  w hat we w ant 

to  h e a r  and c o n se q u e n tly  how much we d i s t o r t  f o r  th e  sp e a k e r him

s e l f  as  w e ll .
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One ty p e  o f  e p iso d e  t h a t  o ccu rs  w ith  c o n s ta n t  freq u en cy  in  th e  g roups 

I  f a c i l i t a t e  in  a c o u n s e ll in g  mode, h as  t o  do w ith  th e  r e l a t i o n s h i p  

betw een an in d iv id u a l  and h i s  p a r e n t s , m ost p a r t i c u l a r l y  h i s / h e r  

j. m o ther. A lthough I  have k e p t  no re c o rd s  o f  th e r a p e u t i c  e p is o d e s ,

I  can r e c a l l  no in s ta n c e  when th e  c r i t i c a l  r e l a t io n s h ip  h as  n o t 

been w ith  th e  m other. The in f lu e n c e  o f  th e  m other (o r m other s u r r o 

g a te )  in  th e  developm ent o f  a s e l f - c o n c e p t  seems to  be a b s o lu te ly  

c r i t i c a l .  The c a t h a r s i s  o ccu rs  in  k i l l i n g  o f f  e m o tio n a lly  th e  m o ther; 

t h a t  i s ,  in  lo s in g  em o tio n a l dependence on th e  m other. C h a r a c t e r i s t i 

c a l ly  th e  m other f ix a t io n  i s  to  do w ith  th e  g ra n t in g  o f  p e rm is s io n  to  

be o n e s e l f .  M others 'p u t  o n ' to  t h e i r  c h i ld r e n  a co m p lex ity  o f  demands 

t h a t  th e  c h i ld  can n o t f u l f i l l  and fo r  which th e  c h i ld  s u f f e r s  ex trem e 

g u i l t  f e e l in g s .  In  ray own p r a c t i c e ,  I  have n o t used  th e  th e o r i e s  o f  

T ra n s a c t io n a l  A n a ly s is  n o r have I  em ployed a com plete  Jung ian  i n t e r 

p r e t a t i o n  though I  b e l ie v e  my th in k in g  has been c o n s id e ra b ly  in f lu e n c e d  

by Jung and a l s o  F r i t z  P e r is . .  So I  do n o t go so  f a r  as to  make a 

n e a t  model on th e  P a re n t A du lt C h ild  p a t te r n /m a t r ix  o r  th e  Ju n g ia n  

model o f  p e rs o n a , animus (a) e t c .  I  b e l ie v e  th e  Ju n g ian  p e r s p e c t iv e  

has a l o t  to  commend i t  and I  have used  th e  B riggs-M yers Type in v e n to ry  

to  h e lp  p eo p le  to  u n d e rs ta n d  th e m se lv e s . But I  have found t h a t  in  

w orking  w ith  p e o p le  in  g roups and in d iv id u a l ly ,  th e  m ost u s e f u l  p a r t  

o f  my i n t e l l e c t u a l  r e s o u rc e s  i s  n o t h av in g  to o  d e f in in g  a model o th e r 

w ise  I  look  f o r  c o n f irm a tio n  o f  i n t e r p r e t a t i o n s  r a th e r  th a n  s e e in g  

th e  p rob lem s u n fo ld  in  t h e i r  own r i g h t .

T here i s ,  n e v e r th e le s s ,  som eth ing  o f  a dilemma h e re .  There i s  no way 

in  w hich I  can be f r e e  o f  id e a s ,  m odels and p re fe re n c e s  and th e  

g r e a t e r  my e x p e r ie n c e s  th e  more s o l i d  an u n consc ious model I  have 

in  my own m ind. I  am bound to  i n t e r p r e t  w hat I  see  and h e a r  in  te rm s
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o f  my m odel.^  Am I ,  th e  t h e r a p i s t ,  s im p ly  r e p la c in g  th e  

m other and im posing  my i n t e r p r e t a t i o n  o f  th e  d e s i r e d  ' s e l f  on th e  

c l i e n t ?  T here i s  a d an g er b u t  I  do n o t  th in k  t h a t  th e  f a c i l i t a t o r  

o r  t h e r a p i s t  i s  in  t h a t  s o r t  o f  r e l a t i o n s h ip  w ith  th e  c l i e n t .

The c h i ld  i s  in  a lm o st ev e ry  way dependen t on th e  m other and th e  

m other i s  an a u th o r i ty  f ig u r e  who draws th e  c h i ld  tow ards h e r .  The 

t h e r a p i s t  on th e  o th e r  hand w h ile  s t i l l  an a u th o r i ty  f ig u r e  (an e s se n 

t i a l  e lem en t in  th e  c o n t r a c t  t h a t  g iv e s  th e  r e l a t i o n s h ip  coherence  and 

s t a b i l i t y )  i s  p u sh in g  th e  c l i e n t  back tow ards h im s e lf ,  i e ,  away from 

th e  t h e r a p i s t .  T h is  does le a d  to  dependency^ b u t  a t  a d i f f e r e n t  l e v e l .  

In  th e ra p y  th e  c l i e n t  d is c o v e rs  a  l e v e l  o f  autonomy o r  independence 

c r i t i c a l  to  h i s  b e in g  's e l f - a c t u a l i s i n g '  and th e  dependence i s  more 

g e n e r a l is e d .  I  em phasise th e  p rob lem s o f  dependency b ecau se

th e y  a re  c r u c i a l  to  my th e o ry  o f  group developm ent b u t a t  t h i s  p o in t

I  found t h i s  happen ing  ag a in  th e  day I  w ro te  t h i s . In  a new 
group one o f  th e  members ( in  f a c t ,  th e  one who b ro u g h t th e  
g roup to g e th e r )  began to  d e s c r ib e  h i s  problem  w hich was t h a t  
th e r e  was a te n s io n  fo r  him ab o u t b e in g  e f f i c i e n t ,  com peten t, 
n e a t  and c o r r e c t  and w an ting  to  ta k e  th in g s  e a sy , a llo w  th in g s  
to  look  a f t e r  th e m se lv e s , n o t  be unduly  p r e s s u r i s e d  o r  made 
to  com plete b u s in e s s  in  th e  b u r e a u c r a t ic a l ly  r e q u ir e d  way.
I  a t  once found my mind t i c k in g  o v e r and p ro v id in g  me w ith  
an i n t e r p r e t a t i o n  w hich s u i t e d  by th e o ry  o f  an i n t e r n a l  
a u th o r i ty  f ig u r e  from  ch ild h o o d  (m other p lu s  f a th e r  p lu s  
te a c h e r  e t c ,  e t c . )  from whom he w ould need to  be f r e e  i f  
he i s  to  d is c o v e r  h im s e lf .  B ecause I  found him an a t t r a c t i v e  
p e rso n , I  was an x io u s to  g iv e  t h i s  i n t e r p r e t a t i o n  and so  
'h e l p ' him though  I  guess I  was more concerned  to  win h i s  
a p p ro v a l and a l le g ia n c e .  As a method o f  te c h n iq u e , I  see  
th e  s h a r in g  o f  th e  th e r a p is t*  s i n t e r p r e t a t i o n s  o p en ly  w ith  
th e  c l i e n t  to  be a f o r c e f u l  method o f  th e ra p y , b u t  we m ust 
do t h i s  open ly  and c o n sc io u s ly  f o r  o th e rw ise  we may f in d  ways 
o f  fo rc in g  ou r p e r s o n a l  i n t e r p r e t a t i o n  on to  th e  c l i e n t ,  make 
him a dependen t in  ou r s e If -d o m in a te d  w o rld .

One th in k s  o f  th e  dependency o f  a u th o r i ty  in  p r is o n  camps 
and p en a l i n s t i t u t i o n s .
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I  w ish  to  e x p la in  on ly  t h a t  th e  in t e n t i o n  o f  b r in g in g  th e  c l i e n t  to  

c a t h a r s i s  i s  to  f r e e  him o f  h i s  i n h i b i t i o n s  and b lo c k ag es  and g iv e  

him freedom  to  be in  c o n t ro l  o f  h im s e lf ,  and so d is c o v e r  more and more 

h i s  t r u e  o r  n a tu r a l  s e l f .

A c e n t r a l  i s s u e  in  th e  d is c o v e ry  o f  th e  s e l f  i s  t h a t  o f  freedom  and 

th e  h a n d lin g  o f  freedom . A ll th e ra p y  i s  concerned  w ith  h e lp in g  

th e  c l i e n t  to  d is c o v e r  g r e a t e r  freedom  fo r  h im se lf  and to  be more 

autonomous ? F e a r , as E r ic  Fromm so f o r c e f u l ly  i l l u s t r a t e s ,  i s  th e  

g r e a t  problem  o f  th e  man who would be f r e e .  I f  we a re  f r e e  th e n  we 

a re  r e s p o n s ib le  o n ly  to  o u rs e lv e s  and t h i s  makes us f e e l  e x c e e d in g ly  

in s e c u r e .  Bondage ta k e s  away freedom  b u t  i t  g iv e s  s e c u r i t y .  Many 

in d iv id u a ls  a re  unab le  to  d is c o v e r  th em se lv es  b ecau se  o f  t h e i r  f e a r  

o f  s e l f - r e s p o n s i b i l i t y .  Yet t h i s  v e ry  f e a r  i s  one o f  th e  hangups 

t h a t  th e  t h e r a p i s t  must h e lp  them to  overcome and in  a sen se  f e a r  i s  

overcome o n ly  when th e  in d iv id u a l  f u l l y  comes to  te rm s w ith  h im s e lf ,  -  

i s  t o t a l l y  s e l f - a c c e p t in g  by re c o g n is in g  t h a t  in  th e  end th e r e  i s  no 

one b u t  h im s e lf .  S o lz h e n itsy n  d e s c r ib e s  in  th e  Gulag A rc h ip e la g o , how 

in  th e  p r is o n  camp he e v e n tu a l ly  found (ex p erien ced ) f u l l  freedom  when 

h i s  g uards had ta k e n  away from him ev e ry  w o rld ly  p o s s e s s io n .  Then 

th e y  had no more power o v e r him .

The m ost s p e c ta c u la r  e x p e r ie n c e s  I  have had in  th e ra p y  groups -  

a c tu a l ly  in  E ncoun ter g roups -  w ere when in d iv id u a ls  came to  an 

aw areness o f  t h e i r  u l t im a te  l o n e l i n e s s . T h is  i s  a t e r r i b l e  c o n d i t io n  

to  be in  b u t  an a b s o lu te ly  fundam ental one . In  one c a s e , th e  c l i e n t  

w ent in to  a s t a t e  o f  c o l la p s e ,  p h y s ic a l  as w e ll as e m o tio n a l, when 

she ' r e a l i s e d '  t h a t  she was "n o th in g " ; t h a t  a t  th e  c e n t r e  o f  h e r  v e ry  

b e in g  she was "n o th in g " . T h is i s  a f r ig h te n in g  s t a t e  to  be in  f o r  

b o th  c l i e n t  and t h e r a p i s t  b u t  i t  i s  o f  fundam ental s ig n i f i c a n c e .  In

1 T h is  i s  e x a c t ly  w hat th e  Head o f  B ro o k f ie ld  School w ished fo r  h i s
c o l le a g u e s .  I t  i s  th e  co re  o f  th e  dilemma o v e r c e a s in g  to  be dependen t,
Because o f  f e a r ,  members w ish to  rem ain  dependen t o r  c o u n te rd e p e n d e n t.
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th e  end we can o n ly  e x p e rie n c e  o u r s e l f ;  th e  in n e r  me. The more I  

look  w ith in  th e  l e s s  I  see  e x c e p t f o r  a g r e a t  em ptyness. But t h i s  

i s  o n ly  to  r e a l i s e  th e  e sse n c e  o f  s e l f  -  o f  c o u rs e , th e r e  can be no 

one e l s e  w ith in  b u t  m y se lf and w h ile  I  appear to  be a h o le ,  a 

vacuum I  am a t  l e a s t  aw are o f  t h a t  vacuum and i t  i s  I  who am aw are 

o f  i t .  In  lo o k in g  in to  th e  B lack Hole o f  m y se lf I  d is c o v e r  my own 

t r u e  s e l f  u n a f fe c te d  by anyone e l s e ,  and I  can b e g in  to  b u i ld  m yself 

up from t h i s  e x p e r ie n c e  by an in c re a s in g  aw areness o f  ny autonomous 

a c t io n s  o f  s e l f  r e c r e a t io n .  To say  (as t h i s  c l i e n t  d id ) " I  am 

n o th in g "  i s  a c t u a l l y  to  r e a l i s e  th e  e sse n c e  o f  b e in g  'so m eo n e '; o n ly  

feomeone' can e x p e rie n c e  "n o th in g " .

I  have f e e l in g s  o f  some a n x ie ty  around  t h i s  view  y e t  I  have c l i n i c a l  

e v id en ce  o f  th e  s t a t e  on s e v e r a l  o c c a s io n s  and i t  f i t s  in  very  w e ll  

w ith  th e  c o n c e p tu a l model I  am b u i ld in g .  My a n x ie t ie s  a r i s e  from 

th e  problem  o f  p r o f e s s io n a l  code o f  p r a c t i c e  and th e  problem  o f  

a c c r e d i t a t io n  and p r o f e s s io n a l  a c c e p t a b i l i t y .  To ta k e  -  o r  be 

r e s p o n s ib le  fo r  -  p e o p le  to  th e  p o in t  o f  t h e i r  d is c o v e r in g  an in n e r  

b e in g  w here th e y  f in d  n o th in g  i s  to  e n te r  th e  rea lm s o f  r e l i g io u s  

e x p e rie n c e  -  s u b j e c t i v i t y  p a r  e x c e lle n c e  and n o t th e  s u b je c t  o f  an 

'a c a d e m ic ' s tu d y . And I  am a l s o  co n sc io u s  o f  an e p iso d e  t h a t  Jung 

r e l a t e s  w hich I  ta k e  as a t e r r i b l e  c a u t io n  to  th e  t h e r a p i s t  and a 

d i r e  w arn ing  to  th e  am ateu r. In  h i s  "M emories, Dreams, R e f le c t io n s " ,  

Jung r e l a t e s  a ca se  w here he was unab le  to  c o n tin u e  th e ra p y  b ecau se  

he d isc o v e re d  t h a t  i f  he took  h i s  c l i e n t  deep er in to  h im se lf  he w ould 

d is c o v e r  t h a t  th e r e  was j u s t  n o th in g  th e r e  and t h a t  would t i p  him 

o v e r  i n to  m adness. I  th in k  t h i s  i s  a f e a r  t h a t  many t h e r a p i s t s  have 

from tim e  to  tim e .
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In  my view , th e  id e a  t h a t  r i g h t  a t  th e  c e n t r e  o f  ou r b e in g  we have 

o n ly  o u r s e l f  i s  fundam ental to  a th e o ry  o f  p e r s o n a l i ty .  But I 

se e  t h i s  c e n t r a l  s e l f  as a com plete  co n sc io u sn e ss  o f  s e l f ,  th e  n u c le u s  

around w hich we can c o n sc io u s ly  b u i ld  a c o n s is te n t  and in te g r a te d  

s e l f .  I  p r e f e r  to  th in k  o f  t h i s  a s  a d is c o v e ry  o f  s e l f  b eca u se  i t  

i s  a lre a d y  p r e s e n t  b u t  needs o n ly  to  grow and develop  as we do 

p h y s ic a l ly .  O ften , th e  s e l f - c o n c e p t  i s  bound up w ith  th e  se n se  o f  

th e  p h y s ic a l  s e l f ;  c e r t a in l y  th e r e  a re  many in h i b i t i o n s  ab o u t th e  

p h y s ic a l  s e l f  though  we can n ever see  o r  e x p e rie n c e  o u r s e l f  from o u t 

s id e ;  we sim p ly  p r o j e c t  o u r p e rc e p tio n  in to  th e  su rro u n d in g  p h y s ic a l  

c o n te x t .  T hat i s ,  my sen se  o f  h e ig h t  o r  g row th , b e a u ty  o r  u g l in e s s  

i s  a p r o je c t io n  in t o  th e  w orld  t h a t  t h a t  i s  how o th e r s  se e  me. But 

I  can n ev e r know how th e y  se e  me.

The d is c o v e ry  o f  th e  n o th in g n e ss  o f  th e  s e l f  i s  th e  u l t im a te  freedom .

At l e a s t ,  t h a t  i s  w hat we r e a l l y  a re  d is c o v e r in g .  I t  i s  n o t t h a t  

th e r e  i s  'n o th in g ' b u t  r a th e r  t h a t  I  am a lo n e , on my own -  i t  i s  t h a t  

t h a t  i s  th e  f e a r .  As Jung e x p re s s e s  i t ,  "W herever th e r e  i s  a re a c h in g  

down in to  th e  in te rm o s t e x p e r ie n c e , i n t o  th e  n u c le u s  o f  p e r s o n a l i ty ,  

m ost p eo p le  a re  overcome by f r i g h t ,  and many run  away. "  ̂ T h is  

d is c o v e ry  o f  n o th in g n e ss  i s  coming fa c e  to  fa c e  w ith  o n e s e lf  and though 

i t  i s  th e  u l t im a te  lo n e l in e s s  a t  l e a s t  we know t h a t  we a re  th e r e ;  i t  

i s  p ro o f  o f  ou r e x is te n c e  and h o ld s  th e  needs o f  s e c u r i t y .  T h is  i s  

a l s o  th e  n a tu re  o f  th e  r e l i g io u s  e x p e r ie n c e . The w o rs t in  l i f e  t h a t  

can happen i s  f o r  us to  be l e f t  a lo n e  b u t  l e f t  a lo n e  and n o t to r t u r e d ,  

b r u t a l i s e d  o r  maimed, we can alw ays s u rv iv e  and grow. German and 

T u rk ish  p r is o n  camps p ro v id e  exam ples o f  how in d iv id u a l s  s u rv iv e d  by 

r e ta in in g  t h e i r  i n t e g r i t y .  The C h r is t i a n s  r e c a l l  D ie t r ic h  B onhoeffer

 ̂ M emories, Dreams R e f le c t io n  p 164
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and th e  s e c u la r  w orld  a l s o  r e c a l l s  S o lz h e n its y n . And th e r e  a r e  o th e r s .  

The f i n a l  lo n e l in e s s  i s  b e in g  i s o l a t e d  in  p r is o n  b u t  t h a t  i s  a l s o  

w here we f in d  o u r s e l f .

'* " A g lo s s  on t h i s  view  i s  th e  h o s p i t a l  e x p e r ie n c e . B eing i l l  i s  a 

c u r ta i lm e n t  o f  th e  s e l f ,  a p h y s ic a l  d im in is h in g . I  am n o t su re  

w hether la c k  o f  f e a r  o f  h o s p i t a l s  and su rg e ry  i s  a concoram itant o f  

a w e ll d ev eloped  s e l f - c o n c e p t  o r  a p o o r ly  developed  one. I f  one view s 

h o s p i t a l s  as p la c e s  w hich 'cu re*  th e n  tlie  s e l f - c o n c e p t  w i l l  be e n r ic h e d  

b u t  i f  one s e e s  h o s p i t a l s  as  d e s t r u c t iv e  p la c e s  w hich ta k e  som ething  

away from us th e n  th e y  w i l l  th r e a te n  th e  s e l f - c o n c e p t .  P erhaps 

h o s p i t a l s  p ro v id e  some p e o p le  w ith  a f f i r m a t io n ,  p rove  t h a t  th e y  m a tte r  

and t h a t  p e o p le  c a re  w h ile  f o r  o th e rs  th e y  r e p r e s e n t  i l l  in fo rm ed  i n t e r 

fe re n c e  w ith  n a t u r a l  p ro c e s s e s .  I  r e c a l l  t h a t  when I  s t a r t e d  to  pay 

r e g u la r  v i s i t s  to  th e  d e n t i s t  in  my e a r ly  tw e n tie s  h av in g  overcome 

th e  d re a d fu l  f e a r s  o f  sch o o l d e n t i s t s  in  c h ild h o o d , I  had  a g r e a t  

co n fid e n ce  in  my d e n ta l  su rgeon  who had  a c o n s id e ra b le  r e p u ta t io n  fo r  

com petence. Going to  th e  d e n t i s t  became no p rob lem , in d e e d  going  

w ith o u t f e a r  became a m a tte r  o f  p r id e  and I  had no qualm s ab o u t 

r e c e iv in g  t r e a te m e n t .  More r e c e n t ly  I  had  a bad e x p e rie n c e  o f  a 

new d e n t i s t  a s  a consequence o f  w hich I  f in d  i t  ex c e e d in g ly  d i f f i c u l t  

(and o f te n  im p o ss ib le )  to  p e rm it him to  p ro b e  d eep ly  in  my m outh. I 

b e l ie v e  t h i s  change, how ever, to  be more th a n  j u s t  th e  consequence 

o f  e x p e r ie n c e , I  b e l ie v e  I  have become more co ncerned  ab o u t m yself 

and l e s s  a b le  to  a c c e p t t h a t  I  am so n a t u r a l l y  h e a l th y  as to  need 

l i t t l e  o r  no t r e a tm e n t .  In  some way, my s e l f - c o n c e p t  h as  been  damaged 

and th e r e  i s  now a f e a r  w here once th e r e  was none. One change I  

i d e n t i f y  i s  t h a t  th e  a t t i t u d e  o f  th e  d e n t i s t  to  me i s  much l e s s  

a c c e p tin g  th a n  ray o r i g i n a l  d e n t i s t  -  and in  th e  dehum anising  atm os

p h e re  o f  th e  d e n t i s t ' s  s u rg e ry , I  f in d  i t  d i f f i c u l t  to  r e t a i n  my h ig h



-  268 -

s e l f - c o n c e p t .  The change in  c u re  r a t e  o f  p a t i e n t s  h as  n o ta b ly  

changed a s  a consequence o f  th e  way h o s p i t a l s  see  p a t i e n t s  and 

d i s e a s e .  O p e ra tio n s  t h a t  once le d  to  weeks o f  in c a p a c i ta t io n  a r e  

now fo llo w ed  by l i t t l e  more th a n  a few h o u rs  o f  b e in g  c o n fin e d  to  

bed and th e r e  would ap p ea r to  be a c lo s e  r e l a t i o n s h ip  betw een th e  

s e l f - c o n c e p t  and th e  m essages we p e rc e iv e  from o th e r s .

To overcom e th e  e s s e n t i a l  lo n e l in e s s  we have f i r s t  o f  a l l  to  a c c e p t 

i t .  To a c c e p t t h a t  we a r e  alw ays in  th e  end on our own. T h is  i s  

th e  hard  th in g  to  d o . But when we can  a c c e p t th e  lo n e l in e s s  and 

see  t h a t  i t  i s  'g o o d ',  t h a t  t h i s  ' l a s t  t h i n g ' i s  o u r s e l f  and we can 

cope and manage, th e n  grow th and developm ent can  o c c u r . I  b e l ie v e  

t h a t  many p e o p le  have d is c o v e re d  t h i s  th ro u g h  th e  P e rso n a l Growth 

movement though n o t n e a r ly  so many p e o p le  th in k  th e y  have b ecau se  so 

many sim ply  d is c o v e r  a dependence on a system , an  id e o lo g y , a g u ru .

I  f in d  one o f  th e  o d d e s t f e a tu r e s  o f  th e  P e rso n a l Growth Movement, 

th e  number o f t r a i n e r s ,  f a c i l i t a t o r s  and t h e r a p i s t s  who l i s t  a s  o f  

p rim ary  im p o rtan ce  in  t h e i r  q u a l i f i c a t i o n s  th e  p u n d its  under whom 

th e y  have t r a i n e d .  I t  rem inds me o f  th e  la d y  I  know who i s  c o n s ta n t ly  

t e l l i n g  me t h a t  she i s  an 'au tonom ous' p e rso n  and th e r e f o r e  she can 

manage w ith o u t me; b u t  she keeps t e l l i n g  me t h i s  ev ery  tim e  she a sk s  

me fo r  a jo b .

One a s p e c t  o f  p e r s o n a l i ty  t h a t  has c o n t in u a l ly  im p ressed  me i s  a 

q u a l i t y  t h a t  I  c a l l  i n t e g r i t y ^  o r w holeness and w hich o th e r s  have 

c a l l e d  " c o n s is te n c y "  ^ . I  som etim es used  th e  term  " p e r s is te n c e "  o f  

p e r s o n a l i ty  because  i t  h as  become in c r e a s in g ly  c l e a r  t h a t  p e o p le  do 

behave in  h ig h ly  c o n s i s te n t  ways. Indeed p e rs o n a l r e l a t i o n s  a r e  o n ly  

p o s s ib le  because  o f  th e  p r e d i c t a b i l i t y  o f  b e h av io u r; a p r e d i c t a b i l i t y

1 S to r r  A: The I n t e g r i t y  o f  th e  P e r s o n a l i ty ,  Penguin  Books (1977).

^ Lecky, P: S e lf -C o n s is te n c y :  A Theory o f  P e r s o n a l i ty ,  I s la n d  
P re s s ,  New York (1945).
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o f  which th e  in d iv id u a l  i s  o f te n  h im s e lf  unaw are. F or exam ple, o n ly  

to d a y  a young c o lle a g u e  s a id  to  me, "Y ou 're  n o t l i k e  th e  o th e r  s t a f f  

h e r e ,  y o u 'r e  d i f f e r e n t " .  I  was somewhat s t a r t l e d  to  h e a r  t h i s  b u t 

on r e f l e c t i o n  n o t o n ly  i s  i t  t r u e  b u t I  w ant i t  to  be t r u e .  However,

I  am q u i t e  unco n sc io u s o f  t h i s  "b e in g  d i f f e r e n t "  b ecau se  a l l  th e  

tim e  I  seem q u i t e  f a m i l i a r  (and co m fo rtab le ) w ith  m y se lf . I  have found 

th e  same c o n s is te n c y  in  o th e r s  in  t h a t  I  can be q u i t e  c e r t a i n  how 

th e y  w i l l  behave in  new c irc u m sta n c e s  by g u e ss in g  t h a t  th e y  w i l l  

behave 'c h a r a c t e r i s t i c a l l y ' .  And t h i s  i s  how we o f te n  d e c id e  who to  

i n v i t e  to  a d in n e r  p a r ty  and who to  ex c lu d e  from an e x c u rs io n .

I  am aware o f  th e  problem  o f  phenom enology in  t h a t  i t  i s  l i k e l y  to  

d is a p p e a r  in t o  i t s  own s w ir l  and P E Vernon makes a comment b o th  wry 

and c o n c lu s iv e . He say s

" I f  a p e rso n s  b eh a v io u r i s  d e te rm in ed  s o le ly  by h i s  phenom enal 
f i e l d ,  t h i s  n o tio n  o f  ' f i e l d '  la c k s  any e x p la n a to ry  v a lu e ; 
i t  j u s t  i s  h i s  t o t a l  p s y c h o lo g ic a l  p ro c e s s ." ^

But th e  b ig g e s t  arguem ent i s  t h a t  phenom eno log ical th e o r ie s  do th e  

o th e r  p s y c h o lo g is ts  o u t o f  a jo b ,  p a r t i c u l a r l y  th e  p s y c h o m e t r ic i s t s .

own view  i s  t h a t  we have to  work w ith  w hat i s  a v a i la b le  and th e  

p s y c h o th e r a p is t ,  th e  c o u n s e l lo r  and th e  group f a c i l i t a t o r  has to  d e a l 

w ith  th e  whole p e rso n  n o t th e  p a r t s  t h a t  can be c o n v e n ie n tly  a b s t r a c te d  

and s tu d ie d  w h ile  th e  p e rso n  has p a s se d  o n . The p e rs e v e ra n c e , 

p e r s i s te n a c e  a n d /o r  c o n s is te n c y  o f  th e  p e r s o n a l i ty  i s  th e  e x p e rie n c e  

we s h a re  w ith  th e  o th e r  p e rso n  b u t  o u r p r e d ic t io n s  a re  n o t  ab o u t th e  

's u r f a c e '  a c t i v i t i e s  o b se rv a b le  now b u t o u r r e c o l l e c t i o n  o f  c h a r a c te r 

i s t i c s  w hich we e x p e rie n c e d  in  th e  p a s t ,  a r e  now in  abeyance, b u t 

w hich we a re  re a so n a b ly  c e r t a in  w i l l  e x h i b i t  th em se lv es  in  a d e s i r a b le  

f u t u r e .

 ̂ P E V ernon, P e r s o n a l i ty  A ssessm en t, M ethuen, London, (1966).
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My le a n in g  tow ards t h i s  h o l i s t i c ,  phenom enolog ical approach  d o u b tle s s  

d e r iv e s  from th e  a c t i v i t i e s  in  w hich I have had p r o f e s s io n a l ly  to  

r e l a t e  to  p e o p le . As a te a c h e r ,  I  have a lw ays had to  remember t h a t  

each  p u p i l  i s  a w hole p e rso n  and n o t j u s t  a s tu d e n t  o f  E n g lish  

" l i t e r a t u r e ,  s o c ia l  p sycho logy  o r  w h a tev e r. I have som etim es had 

to  rem ind  m y se lf  f o r c ib l y  t h a t  a s tu d e n t who j u s t  can n o t do my 

s u b je c t  i s  n e v e r th e le s s  a t o t a l l y  w orthy p e rso n  and p o s s ib ly  more 

l i k e a b le  th a n  some who a r e  good a t  i t .  As a te a c h e r  o f  management 

I  have alw ays had to  remember t h a t  m anagers a re  j u s t  complex p eo p le  

who need many t a l e n t s  and s k i l l s  and who nevo :behave a s  m anagers 

on a s in g le  b eh av o u ra l d im en sio n . As a g roup f a c i l i t a t o r ,  I  have 

c o n s ta n t ly  to  keep in  mind a w hole, rounded p e rso n  fo r  each  group 

member t r a i l i n g  to g e th e r  a l l  th e  th r e a d s  o f  p e rs o n a l u n d e rs ta n d in g  

and i n t e r p r e t a t i o n .  And a s  a c o u n s e l lo r  I  have alw ays t r i e d  to  see 

th e  f u l l  p o t e n t i a l  p e rso n  and n o t j u s t  th e  d i s t r e s s e d  'p e r s o n a l i ty *  

p re s e n te d  to  me in  s e s s io n .

B ut, o f  c o u rs e ,  my p e rs o n a l p re fe re n c e s  do n o t c o n s t i t u t e  a th e o ry  

even i f  th e y  p o in t  in  th e  d i r e c t i o n  o f  on e . The th e o ry  came in  1971 

when I was in tro d u c e d  to  th e  th e o ry  o f  H arvey, Hunt and S chroder where 

an i n t e g r a t i o n  i s  made o f  p e r s o n a l i ty  c o n c e p ts  and c o n c e p ts  ab o u t 

g roup  b e h a v io u r , g roup  p ro c e s s e s .  As I  have a l r e a d y  e x p la in e d , I 

have used  t h i s  a s  th e  b a s is  fo r  much o f  my th in k in g  ab o u t g roup  

and o r g a n is a t io n a l  b eh av io u r and I  have g iv e n  exam ples o f  i t s  

a p p l ic a t io n  e a r l i e r .  In  t h i s  th e o ry  th e  in t e g r a t i o n  o f  th e  in d iv id u a l  

and th e  o r g a n is a t io n  i s  ' t h e o r e t i c a l l y '  co m p le te . But f o r  me i t  was 

n o t  q u i t e  enough.

The f r u s t r a t i n g  a s p e c t  o f  s tu d y in g  human b eh av io u r i s  t h a t  so much 

i s  unknown b o th  to  th e  o b se rv e r  and th e  s u b je c t  o f  s tu d y . Time and 

a g a in  in  group sem in ars  in fo rm a tio n  i s  w ith h e ld  o n ly  to  be re v e a le d  

much l a t e r  on; in fo rm a tio n  t h a t  may t o t a l l y  change th e  p ic tu r e  and i n t e r 

p r e t a t i o n .  A w e ll known e x p e rie n c e  o f  f a c i l i t a t o r s  a s  o f  t h e r a p i s t s
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i s  th e  sen se  t h a t  w hat i s  b e in g  s a id  i s  phoney; somehow one 

knows t h a t  t h i s  i s  n o t r e a l l y  th e  problem  o r  th e  e x p la n a tio n  even 

though one can work th ro u g h  to  an e x p la n a t io n .  Not in f r e q u e n t ly  

in  g ro u p s , in fo rm a tio n  i s  uncovered  q u i t e  l a t e  in  th e  p ro c e s s  t h a t  

changes th e  in t e r p r e a t io n  o f  a wide range  o f  p re v io u s  e v e n ts  and 

p ro v id e s  a d i f f e r e n t  e x p la n a tio n /u n d e rs ta n d in g  o f  e v e n ts  t h a t  have 

o c c u rre d . T h is  i s  even more common in  o r g a n is a t io n a l  c o n su lta n c y  

where c r i t i c a l  f a c to r s  a re  t o t a l l y  h id d en  and s u r fa c e  o n ly  a t  a 

v e ry  l a t e  s ta g e  o f  in v e s t i g a t io n ,  som etim es chang ing  th e  u n d e rs ta n d in g  

c o m p le te ly . A gain , in  th e  B ro o k f ie ld  ca se  t h i s  k in d  o f  th in g  happened 

q u i t e  o f te n  o f  w hich th e  ca se  o f  H enley i s  a m ild  exam ple.

So th e  i n t e r e s t  o f  th e  t h e r a p i s t ,  c o n s u l ta n t ,  c o u n s e l lo r  i s  in  th e  

' t o t a l '  scen e  so  f a r  as  he can u n d e rs ta n d  i t  and th e o r i s e  ab o u t i t .  

T r a d i t io n a l ly ,  th e  t r a i n i n g  o f  th e  c o u n s e l lo r  has been concerned  w ith ,  

among o th e r  th in g s ,  h e lp in g  him to  u n d e rs ta n d  h im se lf  and h is  own 

way o f  lo o k in g  a t  th in g s  so t h a t  he does n o t in te r p o s e  h i s  own i n t e r 

p r e t a t i v e  m odels on th e  s i t u a t i o n  he has to  co u n se l and so  m iss th e  

s ig n i f i c a n c e  o f  h i s  c l i e n t s  i n t e r p r e t a t i o n s .  B ut i f  i n t e r p r e t a t i o n s  

a re  a fu n c tio n  o f  p e r s o n a l i ty  ( th e  s e l f  concep t) th e r e  i s  no way we 

can av o id  making i n t e r p r e t a t i o n s  which a re  id io g r a p h ic ,  id io s y n c r a t i c  

and we s h a l l  alw ays make a t  l e a s t  p a r t  o f  a n o th e r 's  p i c tu r e  p a r t  o f  our 

own. F u rth e rm o re , i f  we ta k e  a h o l i s t i c  o r  g e s t a l t  view o f  ,th e  s e l f  

co n c e p t, ou r p i c tu r e s  a re  p e r s i s t e n t l y  h o l i s t i c  th e m se lv e s , complex 

g e s t a l t s  w hich can o n ly  be u n d e rs to o d  i n  a g ro ss  and complex lo n g  

te rm  s e n s e . T hat i s  to  s a y , ray p e r c e p tu a l  models a re  b u i l t  i n t o  my 

p e rc e p t io n .  They a re  n o t e a s i l y  i s o l a t a b l e  com ponents. My w orld  

view  i s  alw ays th e  same w orld  view and I  s h a l l  c o n s i s t e n t ly  and 

p e r s i s t e n t l y  th in k  in  t h i s  way.
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As I  g la n ce  a t  P E V ern o n 's  book on p e r s o n a l i ty  a s se s sm e n t, which 

c o n ta in s  e r u d i t e  sum m aries o f  d i f f e r e n t  p sy c h o lo g ic a l th e o r ie s  

a c a d e m ic a lly  and u rb a n e ly  t r e a t e d ,  I  r e à l i s e  t h a t  even though  

he i s  f a m i l i a r  w ith  a h o s t  o f  view s and th e o r ie s  n e v e r th e le s s  he 

c o n tin u e s  on h i s  own view  o f  th in g s .  A lthough h i s  o p in io n s  and id e a s  

may be m o d ified , c h a lle n g e d  and im proved , th e  b a s ic  p e r s o n a l  d i s p o s i 

t i o n  t h a t  le a d s  to  h i s  a d o p tin g  and m a in ta in in g  a c e r t a in  view  rem ains 

c o n s ta n t .  I t  i s  t h i s  g e n e ra l d i s p o s i t i o n  o f  p e r s o n a l i ty  t h a t  i s  th e  

c r i t i c a l  f a c t o r .  On th e  o th e r  hand p e r s o n a l  d i s p o s i t i o n  i s  tow ards 

th e  s e l f - t h e o r i s t s  so  I  do n o t even b o th e r  to  re a d  ab o u t th e  o th e r s .  

B ut suppose Vernon w ere to  change h i s  v iew s. Suppose he w ere to  

espouse  an e x i s t e n t i a l  view  o f  p sy ch o lo g y ; would t h a t  mean t h a t  h is  

b a s ic  p e r s o n a l i ty  had changed? I  th in k  n o t .  W hatever th e  i n t e l l e c t u a l  

re a so n s  fo r  th e  change , th e  r e s u l t a n t  a t t i t u d e  would have an a f f e c t iv e  

b ase  c o n s i s te n t  w ith  h is  p e r s o n a l i ty .  I f  i t  i s  t r u e  t h a t  e v i l  men can 

be c o n c e n tra t io n  camp guard s  under H i t l e r  o r  p r is o n  w ardens under 

A denauer; th e n  p r i e s t s  a re  s t i l l  p r i e s t s  under b o th  H i t l e r  and Adenauer 

w ith o u t chang ing  t h e i r  b a s ic  p e r s o n a l i ty  c h a r a c t e r i s t i c s  and s t i l l  

r e t a in in g  th e  same b a s ic  s e l f  c o n c e p t. Though, o f  c o u rs e , we grow 

and m ature and o u r s u p e r f i c i a l  v a lu e s  change a c c o rd in g ly .

I  came to  u n d e rs ta n d  th e  p e r s i s te n c e  o f  p e r s o n a l i ty  and developed  a 

way o f  e x p la in in g  how p e r s o n a l i ty  e x p re s se s  i t s e l f  i n  o u r own s e l f -  

aw areness in  a s e r i e s  o f  o r g a n is a t io n a l  in c id e n ts  in  w hich I  was th e  

main a c t o r .  C ircum stances a ro s e  when I  had to  fa c e  and come to  

te rm s w ith  u n d e rs ta n d in g  ab o u t n y s e l f  w hich w ere v e ry  u n co m fo rtab le  

and in  which my p e rs o n a l  se n se  o f  esteem  was p u t  v e ry  much to  th e  

t e s t .  I  d e s c r ib e  how i t  happened in  an a u to b io g ra p h ic a l  e p iso d e .

T h is  i s  p a r t  o f  ray own n a r r a t iv e  " s to r y " .
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T h is  i s  an acc o u n t o f  an ep iso d e  in  w hich I  was th e  p r in c i p a l  

a c to r  d u r in g  my l a s t  e ig h te e n  m onths a t  N .E. London P o ly te c h n ic .

I  k e p t no d ia r y  o f  e v e n ts  and can  do no more th a n  draw on my 

r e c o l l e c t i o n s .  To t h a t  e x te n t  t h i s  i s  an a u to -b io g ra p h ic a l  acc o u n t 

o f  th e  s o r t  t h a t  goes to  make up any number o f  p u b lish e d  a u to 

b io g ra p h ie s .  T here w ere two f a c t o r s  d u r in g  th e  co u rse  o f  th e  e v e n ts  

t h a t  r e l a t e  to  th e  p r e s e n t  manner o f  t h e i r  r e c a l l .  One i s  t h a t  

s in g le  e v e n ts  d id  n o t a lw ays have g r e a t  s ig n i f ic a n c e  a t  th e  tim e  

th e y  o c c u rre d ; i t  was o n ly  a f t e r  th e  e v e n t t h a t  th e  s to r y  u n fo ld e d . 

Second i s  t h a t  once I  became aw are o f  a sequence em erging , i t s  

re c o u n tin g  was to o  p a in fu l  fo r  me to  s e t  th e  re c o rd  down. Both th e s e  

f a c t o r s ,  a r e ,  o f  c o u rs e ,  s i g n i f i c a n t  in  th e m se lv es  and p o in t  to  an 

a re a  o f  i n t e r e s t  -  th e  em o tio n a l s i t u a t i o n  and i t s  r e l a t i o n  to  

r e c o l l e c t i o n :  W ordsw orth 's  "em otion r e c o l le c t e d  in  t r a n q u i l i t y "  and

a l s o  th e  a b i l i t y  to  re c o u n t e v e n ts  t h a t  o c c u rs  in  p s y c h o -a n a ly s is  

when an ev en t i s  to o  p a in fu l  to  be v o ic ed  o r  r e c a l l e d .

I  jo in e d  th e  N orth  E a s t London P o ly te c h n ic  in  May 1973 from th e  

U n iv e r s i ty  o f  K eele  where I had been l e c t u r e r  in  E d u c a tio n a l Admin

i s t r a t i o n .  My p o s i t io n  was P r in c ip a l  L e c tu re r  in  E d u ca tio n  Management 

a t  The A n g lian  R eg ional Management C e n tre ,  a f a c u l ty  o f  N.E. London 

P o ly te c h n ic  b u t o p e ra t in g  a t  th e  m arg ins a s  an e n tre p re n e u ra l  

i n s t i t u t i o n  in  management e d u c a tio n . The in n o v a tiv e  a tm osphere  and 

p r e s s u re s  were such t h a t  encouraged me to  s e t  up th e  O rg a n is a tio n  

S tu d ie s  U n it in  th e  F a c u l ty  in  1974 w ith  th e  p rom ise  and hopes o f  

re s o u rc e s  b u t th e y  were n ever fo rth co m in g , and th e  move was in  any 

c a se  enmeshed in  a p o l i t i c a l  s i t u a t i o n  o f  which I  was o n ly  p a r t l y  

aw are -  o r  w hich I was n o t  w i l l in g  f u l l y  to  ap p rehend .

I  n ev er f e l t  v e ry  ppy ab o u t m y se lf  a t  N .E. London P o ly te c h n ic .

Try as  I  m igh t to  f in d  a s i g n i f i c a n t  p la c e  fo r  m y se lf , I n ev er o b ta in e d
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th e  p o s i t i o n  -  s t a t u s  -  I  needed  and a lth o u g h  I  was Head o f  th e  

O rg a n is a tio n  S tu d ie s  U n it, I  knew t h i s  was my b e in g  sh u n ted  in t o  

a s id in g .  My r e a l  i n t e r e s t s  w ere alw ays in  e d u c a tio n a l  i n s t i t u t i o n s  

n o t  i n d u s t r i a l  and com m ercial management and th e  A nglian  R eg io n a l 

Management C en tre  was n o t th e  r i g h t  env ironm en t f o r  me. However,

I  began to  b u i ld  up my work in  e d u c a tio n  and th e r e  were v e ry  d i s t i n c t  

o p p o r tu n i t ie s  to  develop  f u r th e r .  C le a r ly  my p o s i t i o n  a t  ARMC was 

a t  r i s k  in  a p ro p o sed  r e o r g a n is a t io n  e s p e c i a l l y  s in c e  I  had d ev eloped  

a m u tu a lly  s h a re d  an tagon ism  tow ards th e  Dean o f  th e  Management 

F a c u l ty .

In  th e  autumn o f  1978, George Chadwick, Head o f  th e  S chool o f  Educa

t i o n ,  began to  encourage me to  seek  a move to  th e  E d u ca tio n  F a c u l ty .  

T h is  was by now my own in c l i n a t i o n  and I  c o llu d e d  w ith  h i s  d e s i r e s .

He su g g e s te d  t h a t  I  use my in f lu e n c e  w ith  Jean  R o s s i te r ,  Dean o f  

E d u ca tio n  and H um anities who was a ls o  l i k e  a l l  th e  Deans an a s s i s t a n t  

d i r e c t o r .  I  had alw ays had a good r e l a t i o n s h ip  w ith  h e r  s in c e  I  had 

s t a r t e d  a t  th e  P o ly te c h n ic  and i t  seemed e m in en tly  s e n s ib le  to  

e n l i s t  h e r  s u p p o r t .  She a g ree d  and we t r i e d  to  use th e  system  to  

e n a b le  me to  o b ta in  a t r a n s f e r  n o t  i n i t i a l l y  i n to  E d u ca tio n  b u t in t o  

h e r  c e n t r a l  d iv i s io n ,  th e  D iv is io n  o f  S t a f f  and E d u c a tio n a l D evelop

ment (DSED). E ven ts seemed to  be go ing  w e ll  though I  d e te c te d  

p roblem s o v er b a rg a in in g  f o r  p o s ts  and th e  r e lu c ta n c e  o f  Bryan 

L ittle w o o d , Dean o f  th e  Management F a c u l ty ,  to  l e t  me go w ith o u t 

a re p la c e m e n t. T h is was u n d e rs ta n d a b le  in  a p e r io d  o f  re tre n c h m e n t 

though i t  had n ev e r been  an is s u e  w ith  any p re v io u s  re a s s o r tm e n ts  

i n i t i a t e d  by members o f  th e  d i r e c t o r a t e .

By C hris tm as 1977 a rran g em en ts  had been  made. Bryan L ittle w o o d  was 

somewhat peeved b ecau se  I  had n o t i n i t i a t e d  my move w ith  him ; th e
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re a so n  b e in g  t h a t  I  f e l t  a l re a d y  t h a t  I  was no lo n g e r  p e rso n a  g r a t a , 

h av in g  opposed him on a number o f  o c c a s io n s , I  was happy to  be moving 

to  work w ith  George Chadwick b ecause  we had become v e ry  f r i e n d ly  and 

had p la n s  f o r  c o o p e ra tio n  and b ecau se  I  had alw ays g o t on w e ll  w ith  

Jean  R o s s i te r .  In  s p i t e  o f  w arn ings from many p e o p le ,  I  f e l t  I  

c o u ld  cope w ith  h e r  v e ry  w e l l .  By th e  end o f  th e  autumn te rm , e v e ry 

th in g  was a r ra n g e d  fo r  a tw o-term  secondm ent, p re lu d e  to  a f u l l  tim e 

a rran g em en t.

Now I  am aware t h a t  th e re  a re  a l o t  o f  f a c to r s  in  th e  s i t u a t i o n  t h a t  

a l re a d y  I  have d is c o u n te d  as  o f  any g r e a t  s i g n i f i c a n c e .  T here a re  

q u e s t io n s  o f  my r e la t io n s h ip  w ith  th e  Dean o f  Management, th e  Head o f  

th e  School o f E d u ca tio n  and r e la t io n s h ip s  w ith  a number o f  o th e r  

p eo p le  b o th  p a s s in g  and s u b s t a n t i a l .  T here a r e  o th e r  f a c to r s  I  co u ld  

gu ess  a t  and more t h a t  I  am unaware o f .  Even r e c a l l i n g  in fo rm a tio n  

and p ro c e s s in g  i t  in to  a l i t e r a r y  form p r e s e n ts  p roblem s o f  o m iss io n , 

b i a s ,  i n t e r p r e t a t i o n  and o rd e r  -  lo g i c a l  and te m p o ra l, w r i t t e n

p e rc e p t io n  i s  l e s s  th a n  my m en ta l p e r c e p t io n  f o r  I  can ju g g le  w ith  

more id e a s  in  my mind th a n  I  can  o rd e r  on p a p e r .  And th e r e  i s  th e  

need  to  a r ra n g e  e v e n ts  and i n t e r p r e t a t i o n s  to  s u i t  my p u rp o se  and 

t h e o r e t i c a l  s ta n d p o in t .  B ut th e  g i s t  o f  w hat I  have w r i t t e n  and 

w i l l  now c o n tin u e  to  w r i te  seems f a i r l y  c l e a r  to  me. I  am c e r t a in  

o f  one th in g ,  in  O ctober 1977 my r e l a t i o n s h ip  w ith  Jean  R o s s i te r  was 

v e ry  good b u t  by O ctober 1978 i t  had d e g e n e ra te d  to  th e  w o rs t I  have 

e v e r  e x p e r ie n c e d .

J u s t  b e fo re  th e  end o f  th e  C hris tm as te rm  1977, as th e  p la n s  f o r  my 

move to  B ark ing  were com pleted  and I  had  h e lp e d  to  in te rv ie w  th e  

woman who was to  be my sh a re d  s e c r e t a r y ,  Jean  and I  w ent f o r  lu n c h . 

Taking lunch  to g e th e r  was p a r t  o f  work c u l tu r e  w hether in  th e  p o ly -
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te c h n ic  o r  a lo c a l  pub . P eop le  o f te n  w ent o u t fo r  lu n ch  to  a 

lo c a l  pub e s p e c i a l l y  i f  th e y  had a p e r s o n a l  r e l a t i o n s h ip  a s  w e ll  

a s  a b u s in e s s  on e . Hence i t  was q u i t e  n a t u r a l  to  go o u t w ith  a 

 ̂ c o l le a g u e  f o r  a c h a t and to  p la n  th in g s .  But t h i s  tim e th in g s  had 

begun to  change. We w ere no lo n g e r  f r ie n d s  b u t boss  and s u b o rd in a te  -  

a t  l e a s t  th in g s  began to  p o in t  t h a t  w ay. The g i s t  o f  w hat Jean  R o s s i te r  

had to  say  was as  fo llo w s :

" I t  i s  v e ry  c l e a r  t h a t  you have enem ies in  th e  p o ly . I  have 
had a D ic k e n 's  o f  a jo b  g e t t in g  you fo r  t h i s  p o s t  and as 
i t  i s  i t  i s  o n ly  a tem porary  a rran g em en t. Someone h as  
been t e l l i n g  George (George B rosan , th e  D ire c to r )  ab o u t you 
and he d o e s n 't  l i k e  you. You a re  b e l ie v e d  to  be d i s lo y a l  
and su b v e rs iv e  . Now i f  you a re  to  m e r i t  t h i s  change you 
w i l l  o b v io u s ly  have to  j u s t i f y  y o u r s e l f  and p ro v e  your 
a b i l i t y .  I  have ev e ry  co n fid e n c e  in  you b u t  o b v io u s ly  no 
one e l s e  h a s . You w i l l  have to  d e l iv e r  now and n o t j u s t  
t a l k  ab o u t t h i n g s . On no acc o u n t must you communicate 
w ith  th e  D ire c to r  b ecau se  t h a t  w i l l  o n ly  make th in g s  w orse . 
I  know you can do th in g s  b u t  you w i l l  have to  p rove  i t .  
There i s ,  o f  c o u rs e , no chance o f  you g e t t in g  p rom otion  
so you m u s tn 't  th in k  ab o u t t h a t .  I  c a n ' t  prom ote you o v e r 
th e  o th e r  th r e e  in  th e  d iv i s io n  (two s e n io r  l e c t u r e r s  and a 
L e c tu re r  I I :  I  was P r in c ip a l  L e c tu re r)  as you w ould be
u n a c c e p ta b le  to  them. I  hope you a re  go ing  to  make a good 
th in g  o f  t h i s  jo b  as  I  am e x p e c tin g  a good d e a l o f  y o u ."

N a tu ra l ly  I  was d is tu rb e d .  T h is  was h a rd ly  th e  way f r ie n d s  t a l k  to  

one a n o th e r  and i t  augured  b a d ly  f o r  my new a ss ig n m e n t. Who w ere 

th e s e  enem ies, c o lle a g u e s  who had  p u t  th e  b o o t in ?  She would n o t  

say . But my r e la t io n s h ip  w ith  George B rosan was good, I  p r o te s t e d ,

" I  d o n 't  e x p e c t he even knows who you a r e , "  she  r e t o r t e d .  So i t  

w ent on. When th e  te rm  began I  t r i e d  to  work f u r io u s ly  b u t  to  no 

a v a i l .  W hatever I  d id  was wrong. I  had  spoken to  th e  wrong p eo p le  

o r  n o t spoken to  them. I  had w r i t t e n  p a p e rs  in s te a d  o f  ta k in g  

a c t io n  o r  ta k e n  a c t io n  when I  sh o u ld  have c o n s id e re d  th in g s  a t  g r e a te r  

le n g th .  m a il was in t e r c e p te d ,  opened and comments w r i t t e n  on i t .

I  had an in c r e a s in g  amount o f  n e g a t iv e  feedback  and c o u ld  c l e a r l y  do
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no r i g h t .  S e v e ra l tim es  I  was to l d  t h a t  p rom otion  was n o t p o s s ib le  

n o r sh o u ld  I  look  fo r  i t .  I  was c r i t i c i s e d  fo r  p ro d u c in g  n o th in g  

and w hat I  d id  p roduce  was d isc o u n te d . She d e c la re d  t h a t  my w r i t t e n  

work was o f  a low academ ic s ta n d a rd  a s  she  had shown i t  round and 

ask ed  f o r  o p in io n s . She even s a id  t h i s  o f  work which was su b se q u e n tly  

p u b lish e d . I  to o k  t h i s  h a rd  b u t  was co n so led  t h a t  h e r  o p in io n  was n o t 

s u b s t a n t i a te d  by r e f e r e e s  whose o p in io n  I  v a lu e d  more. My s p i r i t s  

f e l l  and I  became d e p re s se d  and moody. I  s to p p ed  s e e in g  h e r  w henever 

I  co u ld  and behaved so as to  d e l ib e r a t e ly  av o id  h e r .

O u ts id e  I  had much su p p o rt and many f r ie n d s  and th e r e  was much am use

ment t h a t  I ,  o f a l l  p e o p le ,  sh o u ld  have t h i s  happen . O th ers  w ere 

c l e a r  ab o u t h e r  and in  no c irc u m sta n c e s  would th e y  work fo r  h e r .  B u t, 

o f  c o u rse , i f  anyone co u ld  cope i t  was me -  t h a t  was th e  g e n e ra l 

ag reem en t. The s i t u a t i o n  began to  g e t  w orse as  nK>re and more nega

t i v e  f e e l in g s  were d i r e c te d  tow ards me and e v e n tu a lly  I  co u ld  s ta n d  

i t  no lo n g e r  -  though j u s t  how 'd e s p e r a te ' I  was I  s h a l l  n ev er know 

becau se  I  a p p l ie d  fo r  a n o th e r  jo b  and was a p p o in te d  to  H u d d e rs f ie ld  

P o ly te c h n ic  in  O ctober 1978. Once I  had th e  new jo b , I  s e n t  in  ray 

l e t t e r  o f  r e s ig n a t io n  and avo ided  m eeting  Jean  R o s s i te r  f o r  th e  r e s t  

o f  th e  te rm . A p art from one b r i e f  phone c a l l ,  we n ev er even spoke 

and I  j u s t  faded  away from th e  s c e n e .

The fo re g o in g  w i l l  s e rv e  as an acco u n t o f  e v e n ts .  D e ta i ls  co u ld  be 

f i l l e d  in  and a d d i t io n a l  in fo rm a tio n  e l i c i t e d  by a sk in g  q u e s t io n s  o f  

me and i t  m ight w e ll be u s e fu l  i f  th e  q u e s t io n s  and answ ers w ere 

re c o rd e d  a t  t h i s  s ta g e  o f  p ro c e e d in g s . But now I  w ant to  embark on 

an a n a ly s i s  o f  th e  e v e n ts .  As I  r e c a l l ,  i l lu m in a t io n s  came to  me
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ov er a p e r io d  o f  r e f l e c t i o n  l a s t i n g  a y e a r  from th e  lu n ch  tim e  

m eetin g  in  December 1977 to  a c o u n s e l l in g  t r a i n in g  s e s s io n  I  le d  

i n  December 1978. On t h i s  l a t t e r  o c c a s io n , I  p re s e n te d  my own 

s i t u a t i o n  a s  a ca se  s tu d y  and th e  members o f  th e  group h e lp e d  me 

w ith  an a n a ly s i s .

f i r s t  m eeting  w ith  Jean  R o s s i te r  was when I  was in v i t e d  to  h e r  

home in  my f i r s t  te rm  a t  N .E .L .P . She had in v i te d  some o f  th e  

s e n io r  members o f  s t a f f  known fo r  t h e i r  o r i g i n a l i t y  and energy  to  

a su p p er p a r ty  to  d is c u s s  th e  f u tu r e  o f  th e  p o ly te c h n ic .  She was 

one o f  5 a s s i s t a n t  d i r e c to r s  a t  t h a t  tim e and h e r  r e s p o n s i b i l i t y  was 

f o r  s t a f f i n g  and P e rso n n e l. I  en jo y ed  th e  e x p e r ie n c e , was f l a t t e r e d  

to  be in c lu d e d  in  an e l i t e  and a s  th e  o n ly  new comer t h e r e ,  among

ab o u t e ig h t  p e o p le , as  p o l i t e  and s o c i a l l y  a c t iv e  as  was my u s u a l

i n c l i n a t i o n .  I  can , I  b e l ie v e ,  be a l i v e l y  and s t im u la t in g  member o f  

any group i f  so  in  th e  mood.

T here w ere s e v e r a l  o f  th e s e  e v e n ts  ov er th e  y e a rs  and I  t r e a t e d  

J e a n 's  a t t i t u d e  as one o f  f r ie n d s h ip  as w e ll  as  a p r o f e s s io n a l  

r e l a t i o n s h ip .  A gain , i t  was w ith in  th e  c u l t u r a l  norms o f  th e  p o ly 

te c h n ic  fo r  s o c ia l  and p r o f e s s io n a l  a c t i v i t i e s  to  i n t e r l e a v e .  On 

one o c c a s io n  I  was unab le  to  a t te n d  a s o i r e e  and we met f o r  a m eal; 

on a n o th e r  I  was i n v i t e d  w ith  one o r  two o th e r  c o lle a g u e s  f o r  a 

s o c i a l  ev en in g . Over th e  p e r io d  o f  fo u r  y e a r s  we m ust have met on 

s e v e r a l  o c c a s io n s ; we met j u s t  th e  two o f  us ab o u t th r e e  tim e s  when 

I  had m a tte r s  I  w anted to  d is c u s s  and on one o c c a s io n  I in v i te d  h e r  to

my home fo r  a p u re ly  s o c ia l  e v e n t a t  w hich o th e r s  w ere p r e s e n t .  I  was

alw ays aware o f  h e r  p o s i t i o n  as A s s is ta n t  D ire c to r  b u t  have n ever 

c o n s id e re d  s t a t u s  d i f f e r e n c e s  to  be im p o r ta n t though one m ust be 

d i s c r e e t .
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I  have alw ays found Jean  R o s s i te r  p h y s ic a l ly  u n a t t r a c t i v e . A 

s in g le  woman "o f a c e r t a in  age" i s  alw ays an enigm a to  a man. I  

am u nm arried  m y se lf , a p p a re n tly  q u i t e  a t t r a c t i v e  to  women b u t n o t 

in t e r e s t e d  in  o ld e r  women s e x u a l ly .  I 'v e  alw ays had my own 

re a so n a b ly  s e c u re  r e l a t i o n s  w ith  women and know w here I  w ant to  b e .

The f a c t  t h a t  I  am unm arried  does n o t make me any more a v a i la b le  th a n  

any o th e r  d is c e rn in g  man. So, as f a r  as I  can deduce, I  gave no 

s ig n a l s  o f  i n t e r e s t  in  Jean  R o s s i te r  a lth o u g h  i t  seems c l e a r  t h a t  she 

p e rc e iv e d  my th o u g h tfu ln e s s  and f r ie n d s h ip  as p e rh ap s  som eth ing  more. 

She had , in  f a c t ,  d e c la re d  o u r r e l a t i o n s h ip  as  one o f  'f r i e n d s h i p '  and 

I  was q u i t e  happy to  th in k  o f  i t  in  such  a way. A ll r e l a t io n s h ip s  

w ith  women do n o t  have to  be ro m an tic . Or do th ey ?

One o f  th e  ' f a c t s ' in  th e  s i t u a t i o n  i s  t h a t  none o f  th e  men I  knew 

found h e r a t t r a c t i v e  and few o f  h e r  c o l le a g u e s ,  as  I  u n d e rs ta n d , h o ld  

h e r  in  any esteem . She i s  g e n e ra l ly  d is re g a rd e d ,  d i s l i k e d  and d e r iv e d  

as  i n e f f e c t i v e  and i n e f f i c i e n t .  In  a l l  my d e a l in g s  w ith  h e r  she  was 

a la u g h in g  s to c k  in  th e  e s t im a t io n  o f  m ost o th e r s  and th e  jo k e  a ro se  

"Dean, Jean  th e  C a sse ro le  Queen" in  a l lu s io n  to  h e r  su p p er p a r t i e s .  

C e r ta in ly  I  te n d e d  to  o f f e r  h e r  re g a rd  and r e s p e c t  t h a t  m ost o f  h e r  

c o l le a g u e s  would n o t g iv e  -  b u t  I  b e l ie v e  t h a t  to  be p a r t  o f  my 

c o n s id e r a te  n a tu r e .  And I  th in k  my b eh a v io u r w ould have been th e  

same even i f  she w ere n o t  in  a s u p e r io r  management s i t u a t i o n .

The l a s t  o f  th e s e  su p p e r ev en in g s was in  th e  f i r s t  te rm  o f  my w orking 

w ith  h e r  when I  v i s i t e d  h e r  f o r  su p p er t o  t r y  to  s o r t  o u t ou r r e l a t i o n 

s h ip  and th e  jo b . She in v i t e d  me to  t a l k  th in g s  o v e r a lo n e  a t  h e r  

home. I  had sen sed  t h a t  th in g s  w ere n o t  w orking o u t w e l l .  I  had  

f irm  id e a s  ab o u t S t a f f  and E d u c a tio n a l Developm ent and was q u i t e  

c l e a r  ab o u t th e  d i r e c t i o n  I  w anted to  go. I  p e rc e iv e d  t h a t  th e r e
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was p le n ty  o f  room fo r  me and th r e e  o r  fo u r  o th e r  c o lle a g u e s  

a l l  in  th e  same D iv is io n . I  f e l t  I  m ight be a 'th r e a t*  in  some 

way as  a p r o f e s s io n a l  academ ic, t h e o r i s t  and t r a i n e r  w h ile  h e r  

; t r a i n i n g  and q u a l i f i c a t i o n s  w ere a l l  in  a d m in is t r a t io n .  She was 

n o t ,  n o r had  she e v e r  been an "academ ic" and I  was in c r e a s in g ly  

aware t h a t  she d id  n o t u n d e rs ta n d  how academ ics w ork, r e s e a r c h  and 

o rg a n is e  t h e i r  l i v e s .  Q u ite  soon , o u r r e l a t io n s h ip  was a t  r i s k .  

C le a r ly  we w ere by t h i s  tim e f ig h t in g  and I  was a t h r e a t  to  h e r  

a u th o r i ty .  I  m ust adm it t h a t  ray d efence  was to  o f f e r  h e r  h e lp  and 

c o u n s e l l in g  b u t  she f l a t l y  r e fu s e d  t h i s  -  and I  now w e ll  u n d e rs ta n d  

why -  and s t a t e d  c l e a r ly  t h a t  my r e la t io n s h ip  a t  work was su b o rd in a te  

to  h e r .  T here was no way I  was go ing  to  a llo w  h e r  to  b o ss  me b u t th e  

ev en in g  was c u t  s h o r t  by a m y s te rio u s  te le p h o n e  c a l l  and I  was 

uncerem oniously  b u n d led  o u t  o f  th e  house and on my two h o u r jo u rn e y  

back to  C o lc h e s te r  from London . I  c a n ' t  say  w hat would have t r a n s 

p i r e d  had we arg u ed  th in g s  o u t b u t  o u r f r ie n d ly  r e l a t i o n s h ip  had come 

to  an end and I  guess I  was naive i f  n o t in n o c e n t.  I  b e l ie v e  h e r  

phone c a l l  was from a boy f r ie n d  (do women have "boy" f r ie n d s  a t  53?) 

and she had c la im ed  to  have a  boy f r ie n d  b e fo re   ̂ -  an id e a  w hich 

seemed to  amuse everyone who h e a rd  i t .

So h e re  was I  sa d d le d  w ith  a woman as b o ss  fo r  whom I f e l t  a lm o st 

p h y s ic a l  lo a th in g ,  y e t  to  whom I  had o v er th e  y e a rs  been  (u n u su a lly ? )  

g a l l a n t .  Having women o f  my own to  occupy me, she was no o b je c t  o f  

my ro m an tic  d e s i r e  y e t  was I  an o b je c t  o f  h e rs ?  Did she  unbeknown 

even to  h e r s e l f  d e s i r e  som eth ing  from me t h a t  I  would n o t  g iv e  and 

she  w o u ld n 't  even know how to  ask  fo r?  c o l le a g u e s  in  th e  C ounsel

l i n g  group say  t h i s  m ust have been th e  c a s e .  They say  I  gave 

u n w itt in g  encouragem ent t o  h e r ,  le d  h e r  on , gave s ig n a l s  o f  c a r in g

T h is , o f  c o u rse , i s  one o f  my f a n ta s i e s  around  th e  s i t u a t i o n ;  
a way o f  s e e in g  h e r  in  a comic l i g h t  and so  j u s t i f y i n g  m y se lf . 
I t  i s  a l s o  s c u r r i lo u s  and p e rh ap s  t h a t  i s  one o f  my ways o f 
d e a l in g s  w ith  d i f f i c u l t  s i t u a t i o n s .  .
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f o r  h e r  more th a n  any o f  h e r  o th e r  c o lle a g u e s  who a c t iv e ly  and 

o p en ly  d e s p is e d  h e r .  The f a c t  i s  t h a t  t h a t  e x p la n a tio n  makes some 

good se n se  -  " h e l l  h a th  no fu ry  l i k e  a woman sp u rn e d " . T hat 

w ould e x p la in  a l o t  b u t would i t  e x p la in  e v e ry th in g ?

I  b e l ie v e  th e  r e l a t i o n s h ip  t h a t  developed  to  be q u i t e  com plex.

T h e re 's  no doub t t h a t  I  was f l a t t e r e d  in  th e  i n t e r e s t  shown by a 

s e n io r  p e rso n  and I  am f a i r l y  c e r t a in  I  would n o t have chosen  h e r  

f r ie n d s h ip  had she been an e q u a l in  th e  o r g a n is a t io n .^  On th e  o th e r  

hand , she d id  make a good d e a l  o f  th e  ru n n in g , to o k  i n i t i a t i v e s  and 

I  sh o u ld  have responded  under m ost c irc u m s ta n c e s . I  g u e s s , how ever, 

t h a t  th e r e  was some p la y in g  p o l i t i c s  and c l e a r ly  I  d id  t h a t  b a d ly .

B ut w hat w ere th e  a l t e r n a t iv e s ?  I  had to  d e a l w ith  th e  s i t u a t i o n  as 

I  p e rc e iv e d  i t  -  even i f  I  had a c louded  p e rc e p t io n .  I  a c h ie v e d  a 

good d e a l  and I  l o s t  a good d e a l b u t  my view o f  th e  o r g a n is a t io n  and 

my co n seq u en t b eh a v io u r w ere e n t i r e l y  in f lu e n c e d  by my view o f  t h i s  

one p e rs o n . A ll my o th e r  r e l a t io n s h ip s  w ere a f f e c t e d  (and I  had 

some v e ry  good ones) b u t  my f r ie n d s  w ere made to  s u f f e r  n o t o n ly  by 

my own un h ap p in ess  b u t  my p re o c c u p a tio n  w ith  t h i s  one woman. She 

became an o b se s s io n  w hich p e rv e r te d  my judgem ent and once cau g h t up 

i n  th e  s i t u a t i o n  I  was q u i t e  unab le  to  behave r a t i o n a l l y .

T here i s  no doub t t h a t  my move to  H u d d e rs f ie ld  was b ro u g h t abou t by 

my d i s l i k e  o f my p o s i t i o n  a t  N .E .L .P . and to  some e x te n t  my new 

p o s i t i o n  i s  p u t a t  r i s k  b ecau se  I  a c c e p te d  a l e v e l  o f  jo b  low er th a n  

I  c o u ld  have e x p e c te d  had I  s ta y e d  a t  N .E .L .P . Of c o u rs e ,  th e re  i s  

a good d e a l o f  le a rn in g  ab o u t m yself and ab o u t th e  p o l i t i c s  o f  o rg an 

i s a t i o n  so  t h a t  I  am e x c e e d in g ly  c a u t io u s  on w hat I  do. I have used  

th e  e x p e rie n c e  in  my model b u i ld in g  o f  o rg a n is a t io n s  and l i k e  a good

1 I b e l ie v e  I  have been u n f a i r  on m y se lf  h e r e .  I  b e l ie v e  I  would 
alw ays r e tu r n  th e  o f f e r  o f  f r ie n d s h ip  w ith  f r ie n d s h ip .
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a p p l ie d  b e h a v io u ra l s c i e n t i s t  make th e  m ost o f  my e x p e r ie n c e .

P erhaps th e  b e s t  le a r n in g  i s  ab o u t th e  u n c o n t r o l a b i l i ty  o f  s i t u a t i o n s  

in  w hich one f in d s  o n e s e l f .  I f  s o ,  th e r e  a re  many q u e s tio n s  ab o u t 

cop ing  and th e  d is c o v e ry  o f  h e lp  w ith in  o r g a n is a t io n a l  s e t t i n g s .

One f e a tu r e  o f  th e  fo re g o in g  n a r r a t iv e  i s  t h a t  my view o f  th e  

s i t u a t i o n  i s  m odifed  each  tim e I  re a d  th e  a c c o u n t. I  p u t  a good 

d e a l o f  em otion in to  r e c a l l i n g  th e  s i t u a t i o n  and th e r e  was a 

r e a l  need  f o r  p u rg in g  m y se lf . The more I  co n tem p la te  th e  e p iso d e  

th e  more aw are I  become o f  th e  co m p lex ity  o f  f e e l in g s  and i n t e r 

p r e t a t i o n s .  A f te r  th e  e v e n t ,  a l t e r n a t i v e  e x p la n a tio n s  come t o  mind 

and a l t e r n a t i v e  s t r a t e g i e s . Had I  been  re c o u n tin g  to  an i n v e s t i g a t o r , 

he would have h e a rd  o n ly  w hat was my c u r r e n t  i n t e r p r e t a t i o n  a f f e c t e d  

a d d i t io n a l ly  by my a f f e c t iv e  d i s p o s i t i o n  tow ards him . T here i s  no 

doub t t h a t  n o t o n ly  d id  I  c r e a te  th e  n a r r a t i v e  b u t a l s o  th e  drama o f  

th e  s i t u a t i o n  w h ile  i t  was go ing  on. I t  was im p o ss ib le ,  o f  c o u rs e , 

in  t h i s  in s ta n c e  to  o b ta in  a com parable n a r r a t i v e  from th e  o th e r  

key p r o ta g o n i s t .

M aurice N atanson q u o te s  James Agee in  a r e le v a n t  comment.

In  a n o v e l ,  a house o r  a p e rso n  h as  h i s  m eaning, h i s  e x i s t 
ence e n t i r e l y  th ro u g h  th e  w r i t e r .  H ere, a house o r  a p e rso n  
has o n ly  th e  m ost l im i te d  o f  h i s  m eaning th ro u g h  me; h is  
t r u e  m eaning i s  much h u g e r. I t  i s  t h a t  he e x i s t s , in  a c tu a l  
b e in g  as you and I  do , and as  no c h a r a c te r  o f  th e  im a g in a tio n  
can p o s s ib ly  e x i s t .  H is. g r e a t  w e ig h t, m ystery  and d ig n i ty  
a re  in  t h i s  f a c t , .  As fo r  me, I  can t e l l  you o f  him on ly  
w hat I  saw and o n ly  so a c c u ra te ly  a s  in  ray te rm s I  know 
him ; and t h i s  in  tu rn  has i t s  c h i e f  s t a t u r e  n o t  in  any 
a b i l i t y  o f  mine b u t  in  th e  f a c t  t h a t  I  to o  e x i s t ,  n o t as a 
work o f  f i c t i o n ,  b u t  a s  a human b e in g . B ecause o f  h i s  
im m easurable w e ig h t in  a c tu a l  e x i s te n c e ,  and b ecau se  o f  m ine, 
ev e ry  word I  t e l l  o f  him has a k in d  o f  im m ediacy, a k in d  
o f  m easu rin g , n o t a t  a l l  n e c e s s a r i ly  " s u p e r io r"  t o  t h a t  o f  
im a g in a tio n , b u t  o f  a k in d  so d i f f e r e n t  t h a t  a work o f  imag
in a t io n  (however in t e n s e ly  i t  may draw on ' l i f e ' )  can a t  b e s t  
o n ly  f a i n t l y  im i ta te  th e  l e a s t  o f  i t .
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The im p o rta n t le a r n in g  f o r  me ab o u t th e  N .E .L .P . e p iso d e  i s  t h a t  

we do c r e a te  o u r own f i c t i o n s  o u t o f  l i f e  and som etim es we see  th e  

r e a l i t y  we e x p e r ie n c e  l e s s  c l e a r l y  th a n  th e  r e a l i t y  on w hich we 

r e f l e c t .  The problem  o f  d is c o v e r in g  " r e a l i t y "  in  s o c io lo g ic a l  

r e s e a r c h  as  in  p s y c h o lo g ic a l  i n v e s t ig a t io n  i s  t h a t  e v e ry th in g  

becomes a form  o f  f i c t i o n .  And o r g a n is a t io n s  a re  th e  g r e a t e s t  

f i c t i o n  o f  them a l l .

One m ajor c o n te n tio n  t h a t  I  would ho ld  i s  t h a t  n o t o n ly  do we 

d ev e lo p  a co n g ru en t com posite  p e r s p e c t iv e  -  b u t  we g iv e  a k in d  o f  

o rd e r  to  t h a t  p e r s p e c t iv e .  In  my c a s e , th e r e  was a l i t e r a r y  

p e r s p e c t iv e  which m ust owe som eth ing  to  my e a r l y  t r a i n i n g  and 

e x p e r ie n c e . My f i r s t  d eg ree  was in  E n g lish  language and l i t e r a t u r e  

and w h ile  I  was an u n d e rg ra d u a te  I  w ro te  a l o t  o f  p la y s  and v a r i e ty  

s k e tc h e s .  My own acco u n t o f  my e p iso d e  a t  N .E .L .P . was a l i t e r a r y  

c r e a t io n  inform ed by a sense  o f  n a r r a t iv e  and my a b i l i t y  to  c o n s t r u c t  

e v e n ts  in to  a p ro se  s t y l e .  W hile an  o b v io u s  method o f  a n a ly s i s  would 

be t h a t  o f  l i t e r a r y  c r i t i c i s m ,  I  have e x p e rie n c e d  "E n g lish  L i te r a tu r e "  

a s  h ig h ly  v a lu e - r id d e n  and ju dgem en ta l (sc  F .R . Lea v is  e t  a l ) .  What 

seems more s i g n i f i c a n t  h e re  t h a t  in  o rd e r  to  make sen se  o f  my 

e x p e r ie n c e  I  need  to  fo rc e  i t  i n to  a l i t e r a r y  p a t t e r n .  T h a t l i t e r a r y  

p a t t e r n  i s  id io s y n c r a t ic  to  me b u t I  am u n a b le  to  h an d le  m a te r ia l  

w ith o u t b e in g  s e le c t iv e  and c o n sc io u s  o f  c o m p o sitio n . Indeed  a l l  my 

r e s e a r c h  has ta k e n  a l i t e r a r y  form .

I t  would ap p ea r th e n ,  t h a t  I  make an u n d e r ly in g  r e s e a r c h  h y p o th e s is  

t h a t  we c r e a te  ou r w orld s  in  a l i t e r a r y  o r  d ra m a tic  way. We a c t u a l l y  

w r i te  s t o r i e s  -  n o v e ls ,  a n e c d o te s , jo k e s ,  p la y s .  T h is  we do on 

r e f l e c t i o n  and we o n ly  ev e r make sen se  by r e f l e c t i o n ,  r e t r o s p e c t iv e l y .  

The e p iso d e  I  'n a r r a t e d '  was a " s to ry "  and I  c o n ta in  i t  in  my mind



— 284 —

as  a s to r y .  Now th e  q u e s tio n  a r i s e s  as  to  w hether I  a l s o  c r e a te  

th e  s to r y  w h ile  i t  i s  happen ing  -  t h a t  i s ,  in  a n t i c i p a t i o n . As 

I  u n fo ld ed  th e  ep iso d e  to  ray l i s t e n e r s  on th e  c o u n s e l l in g  c o u rs e ,  

th e y  began to  t r y  to  make se n se  o f  i t  in  te rm s o f  t h e i r  own s t o r i e s  -  

lo o k in g  f o r  th e  ro m an tic  ( ie  ro m a n tic ise d )  e le m e n ts . They p ic k e d  

up c lu e s  ab o u t th e  m a le-fem ale  r e l a t i o n s h ip  and looked fo r  co n firm a

t i o n  t h a t  c r e a te d  and con firm ed  t h e i r  own s to r y .  And no doubt as 

I  t o l d  th e  s to r y  I  to o  was lo o k in g  fo r  an " e x p la n a tio n " , a key f a c to r  

t h a t  would p ie c e  i t  a l l  to g e th e r ,  make i t  a l l  make s e n s e .

Was t h i s  a l s o  happen ing  in  my own l i f e  w h ile  i t  was go ing  on?

Was I  c r e a t in g  a  s to ry ?  was Jean  R o s s i te r  c r e a t in g  a  s to r y ,  and 

was i t  e s s e n t i a l l y  th e  same s to ry ?  P erhaps t h i s  i s  th e  a re a  o f  

myths and o f  l i f e  s c r i p t s .  As I  in d i c a te d ,  one o f  th e  le a rn in g s  

fo r  me was I  m ust n o t  l e t  i t  happen a g a in . Do I  know t h a t  i t

w i l l  happen a g a in , t h a t  i t  i s  one o f  my s c r i p t s \  my s to r i e s ?  T here

i s  some ev id en ce  t h a t  t h i s  i s  t r u e .  A nother e p iso d e  in v o lv e d  me and

a fem ale c o lle a g u e  w hich w ent in  a n o t d i s s im i l a r  way and where

o b s e rv e rs  o b se rv ed  a se x u a l e lem en t -  a g a in , a woman whom I  r e l a t e d  

to  as  a p r o f e s s io n a l  c o lle a g u e  and a f r i e n d  b u t who tu rn e d  on me and 

abused  me in  th e  r e l a t i o n s h ip .  As a n o th e r  fem ale c o l le a g u e  commented, 

" E ith e r  you t r i e d  to  ra p e  Una o r  you d id  n o t t r y  to  ra p e  h e r ,  b u t 

w hatever i t  was you would have been w rong ."

P erh ap s t h i s  does no more th a n  u n d e r lin e  th e  way in  which I  am 

le a r n in g  w hat o th e r  p h en o m en o leg ists  and e x i s t e n t i a l i s t s  have a lre a d y  

le a rn e d  and th e  im p l ic a t io n s  a re  c l e a r .  I f  we a re  to  u n d e rs ta n d  

o r g a n is a t io n s ,  we need to  look  more c lo s e ly  th a n  we do a t  th e  p e rs o n a l 

s c r i p t s  o f  in d iv id u a l s .  We can  o b se rv e  th e  s c r i p t s  b eca u se  th e y  a re

 ̂ I  s h a l l  e x p la in  t h i s  term  l a t e r .
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p la y ed  o u t a s  l i t t l e  dram as made up o f  r e l a t e d  e p is o d e s . The key 

to  th e  w hole B ro o k f ie ld  r e s e a r c h  l i e s  in  th e  p e rs o n a l d ram as, th e  

p e rs o n a l s c r i p t s  o f  a l l  th e  p eo p le  in v o lv e d . But a l s o  o f  i n t e r e s t  

i s  th e  way in  w hich th e y  s t r u c t u r e  t h e i r  i n t e r p r e t a t i o n  o f  e v e n ts ,  

th e  s to r e s  and n o v e ls  t h a t  th e y  w r i te  o f  w hich we have some exam ples 

in  th e  B ro o k f ie ld  acc o u n t where s t a f f  e v a lu a te  th e  group work. And 

o f  eq u a l i n t e r e s t  i s  th e  way in  w hich we r e v is e  and change our 

n a r r a t iv e s  u s u a l ly  in  te rm s o f  a g r e a t e r  p e rs o n a l honesty  and w ith  

l e s s  em o tio n al d i s t o r t i o n s ,  though  som etim es in  o rd e r  to  p e rc e iv e  

some p e rs o n a l p r iv a c y .

What I  am now s u g g e s tin g  i s  t h a t  we s t r u c t u r e  e v e n ts ,  a f t e r  th e

e v e n t, in  th e  form o f  s h o r t  s t o r i e s  o r  e p iso d e s  in  a novel and th e y

w i l l  go to  make up th e  c o l le c te d  works o f  t h a t  in d iv id u a l .  Reform

and in n o v a tio n  a r e  e v e n ts  in  th e  n ovel -  th e  p la y in g  o u t  o f  th e  raw

m a te r ia ls  in  a h ig h ly  s t r u c tu r e d  way and h av ing  a l l  th e  c h a r a c t e r i s t i c s

o f th e  p e rs o n a l  n o v e l. E d u c a tio n a l change in  a g iv e n  i n s t i t u t i o n  i s

n o t  an a r b i t r a r y  p la y ,  a chance happen ing  o r  an  o b je c t iv e  p la to n ic

co n g lo m era tio n  o f  e v e n ts ,  b u t a h ig h ly  p e r s o n a l i s e d  i n t e r a c t io n  o f

a c t o r s .  G iven H am let, G e r tru d e , H o ra tio , P o lo n iu s , O phelia  e t c .  th e r e

i s  o n ly  one k in d  o f  p la y  th e y  can p e rfo rm . G iven th e  members o f  any 

i n s t i t u t i o n ,  th e r e  i s  o n ly  one p la y  th e y  can  p e rfo rm . So when we

look  fo r  a b s t r a c t  id e a s  ab o u t o r g a n is a t io n s  we a re  d o in g  l i t t l e  more

th a n  lo o k  a t  th e  t h e a t r e s ;  we do n o t see  th e  d ram as. P o ly te c h n ic s ,

c o l le g e s ,  s c h o o ls ,  e t c .  a r e  a l l  t h e a t r e s  and th e y  p r e s e n t  d i f f e r e n t

shows. Or, th e y  a re  a l l  p ic a re s q u e  n o v e ls  to ld  by each  o f  th e

c h a r a c te r s  o r  members.

Change and in n o v a tio n  a r e  no more th a n  th e  d i s t i n c t i v e  p la y in g  o u t  o f  

th e  dram as on th e  v a r io u s  s ta g e s .  W hatever i s  p r e s e n t  in  th e  e n v iro n 

m ent p ro v id e s  no more th a n  th e  sc e n e ry , th e  s e t t i n g s ,  th e  p ro p s  and 

th e  lo c a t io n  fo r  a drama p o r t r a y in g  a myth a s  e s s e n t i a l  a s  O edipus, 

and th e  g r e a t  G reek t r a g e d ie s .  F u rth e rm o re , th e  c r i t i c s  a re  t h e o r i s t s
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who a re  th e m se lv es  p a r t  o f  t h a t  same u n iv e r s a l  d ram atu rgy  who 

f i l l  r o le s  o n ly  by b e in g  ty p e - c a s t ,  f o r  we a re  n o t a c to r s  b u t  

p la y e r s  fo r  r e a l  -  as S hakespear showed in  H am let. P erhaps i t  i s  

an i n s ig h t  i n to  r e a l  l i f e  t h a t  th e  c r i t i c s  a re  alw ays a l s o  p a r t  

o f  th e  p la y ,  p a r t  o f  th e  n o v e l -  as John Fowles shows in  some o f  h is  

n o v e ls .^

I  d id  n o t  e x p e c t to  re a c h  t h i s  c o n c lu s io n  as  t h i s  p o in t .  The seed s  

m ust have been  sown somehow, though  I  had n o t y e t  re a d  Ian  Mangham's 

book .^  (For one th in g ,  i t  i s  p a r t  o f  my s c r i p t  to  f in d  th in g s  o u t 

f o r  m y s e lf ) . I f  we w ant to  u n d e rs ta n d  o rg a n is a t io n s  and w hat happens 

in  them , we m ust u n d e rs ta n d  th e  members a s  a c to r s  and look  a t  th e  

ways in  w hich th e y  a re  bound to  p la y  o u t t h e i r  s c r i p t s ;  t h a t  w i l l  t e l l  

us more ab o u t change and in n o v a tio n  th a n  a n y th in g  e l s e .  And now th e  

q u e s t io n ;  a re  th e r e  any s ta n d a rd is e d  ways o f  d o ing  t h i s ?  And do we 

need s ta n d a rd is e d  ways s in c e  i n t e r p r e t a t i o n  and e x p la n a tio n  a re  them

s e lv e s  a s p e c ts  o f  p e r s o n a l  s c r i p t s .

P erhaps th e  s c r i p t  o r  s to r y  co n ce p t (p la y s , n o v e ls ,  s h o r t  s t o r i e s ,  

poems e t c . )  i s  th e  key to  u n d e rs ta n d in g  a l l  th e  th e o r i e s  o f  o rg a n is a 

t i o n s  and o r g a n is a t io n a l  change . G eneral system s th e o ry  which i s  a 

s in g u la r ly  p o w erfu l co n ce p t can o n ly  be  f u l l y  u n d e rs to o d  when we 

exam ine th e  b eh a v io u r o f  th e  a c to r s  and see  how th e y  use th e  system s 

in fo rm a tio n  a s  m a te r ia l  f o r  t h e i r  own s u b je c t iv e  dramas and n a r r a t i v e s .  

^  i n t e r e s t  in  H u d d e rs f ie ld  P o ly te c h n ic  i s  enhanced as  I  l i s t e n  to  

th e  v a r io u s  i n t e r p r e t a t i o n s  my c o l le a g u e s  g iv e  to  th e  same phenomena, 

th e  same s i t u a t i o n s .  The re a so n  fo r  th e  d i f f e r i n g  i n t e r p r e t a t i o n s  l i e s  

in  t h e i r  s t o r i e s ,  t h e i r  v e ry  p e rs o n a l  s t o r i e s  w hich a re  th e m se lv es

 ̂ E s p e c ia l ly ,  The F rench  L ie u te n a n t 's  Woman and The Ebony Tower.

I  L Mangham: I n te r a c t i o n  ani
John W iley, C h ic e s te r ,  1978.

 ̂ I  L Mangham: I n te r a c t i o n  and I n te r v e n t io n s  in  O rg a n is a t io n s .
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th e  m ajor c r i t i c a l  f a c t o r  in  t h e i r  p e rc e p tu a l  fram ew orks. I t  i s  n o t 

enough to  say , a s  th e  pheno m en o lo g is ts  te n d  to ,  t h a t  we view  th e  

w orld  th ro u g h  our own p e r s p e c t iv e s ,  fo r  th e s e  p e r s p e c t iv e s  d e r iv e  

from a l i f e  p a t t e r n ,  a l i f e  h i s to r y  w hich may o r ig i n a te  in  th e  fa m ily , 

th e  genes o r in  th e  deep  s t r u c t u r e  o f  th e  human mind -  a view  o f  

p e r s o n a l i ty  t h a t  owes much to  b o th  Jung  and Chomski -  th e  g r e a t  

common c o n sc io u sn e ss  and deep  grammar.

Change and in n o v a tio n , th e n , we can  exam ine in  te rm s o f  th e  l i f e  

s to r e s  o f  th e  in d iv id u a l  a c to r s  and hence g a in  much more u n d e rs ta n d 

in g  th a n  by se e k in g  o b je c t iv e  c r i t e r i a .  P a r a d o x ic a l ly ,  th e  g r e a te r  

o b j e c t i v i t y  i s  ach iev ed  o n ly  by i s o l a t i n g  th e  n a tu re  o f  th e  g r e a te r  

s u b j e c t i v i t y .  The w orld t h a t  one man s e e s  a s  h o s t i l e ,  and a n o th e r  

man se e s  as  f r i e n d l y ,  may w e ll be th e  same w orld b u t i t s  p e rc e p t io n  

i s  p a r t  o f  an  a c t iv e  dynamic l i f e  p ro c e s s  w hich form s up in  th e  

in d iv id u a l  c o n sc io u sn e ss  a s  a s to r y  o r  s to r y  l i n e .  We make sen se  o f  

ou r w orld by making up s t o r i e s  ab o u t i t .  C o l l e c t iv e ly ,  th e s e  s t o r i e s  

a re  th e  g r e a t  myths o f  m ankind, in d iv id u a l ly  th e y  a re  th e  jo k e s  and 

a n e c d o te s  o f  day  to  day l i v in g  and th e  s t r u c tu r e d  boredom we impose 

on o u r d a i l y  p a t t e r n s  o f  l i f e .

I f  I  go back , th e n , to  th e  e v a lu a t iv e  comments o f  th e  te a c h e r s  a t  th e  

Deanes and B ro o k f ie ld  S ch o o ls , and i f  I  want to  f in d  a way o f  d e a l in g  

w ith  them fo r  p u rp o ses  o f  r e s e a r c h ,  I  must lo o k  a t  them t o  see  what 

p e rs o n a l s t o r i e s  th e y  a re  p a r t  o f .  Many o th e r  ap p ro ach es  a re  p o s s ib le ,  

o f  c o u rse  -  l i n g u i s t i c  a n a l y s i s ,  p s y c h o -a n a ly s is ,  s t r u c t u r a l  and p h i lo s 

o p h ic a l  a n a ly s i s  b u t w hatever way I  u se  i s  p a r t  o f  my s c r i p t ,  my s to r y  -  

th e  s to r y  o f  me a s  a l i n g u i s t / p s y c h o l o g i s t ,  a p h ilo s o p h e r ,  e t c .O b je c t iv i t y  

i s  approached  o n ly  a s  I  t r y  to  u n d e rs ta n d  th e  s to r y  o f  w hich each  o f 

th e s e  e x t r a c t s  i s  a p a r t  and a s  I  t r y  to  p ie c e  to g e th e r  and e x t r a p o la te .
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And I  am e n t i t l e d  to  do t h i s  b ecau se  I  have th e  same e n t i t l e m e n t  as 

a re a d e r  o f  a n o v e l , th e  au d ien ce  o f  a p la y ,  th e  w a tch e r o f  a f i lm .

I  i n t e r p r e t  my s to r y  and h i s  s to r y  b u t  th e y  may o r  may n o t be th e  

same. (As w ith  a r t  and s c u lp tu r e .)  T here i s  no good academ ic re a so n  

why th e y  sh o u ld  be th e  same, o n ly  t h a t  th e y  sh o u ld  be e q u a l ly  r e l i a b l e  

my view and th e  a u th o r 's  view  e q u a l ly  v a l id .

T h is  i s  w hat " a c tu a l ly  happens" in  r e a l  l i f e .  We each  a c t  o u t ou r 

own p la y s ,  l i v e  o u r own n o v e ls ,  o f  which we a l s o  a re  th e  a u th o rs .^

I  se e  you th ro u g h  my eyes and you see  me th ro u g h  y o u rs  b u t  we s t i l l  

make o u r own p la y s  w i l l y - n i l l y  j u s t  as  Jean  R o s s i te r  and I  were on 

th e  same s ta g e ,  had  th e  same c o -a c to r s  b u t  c r e a te d  d i f f e r e n t  p la y s  

and p la y e d  to  d i f f e r e n t  s c r i p t s .  For me, th e  im p o r ta n t f e a tu r e  o f  

u n d e rs ta n d in g  o r g a n is a t io n s  has become th e  u n d e rs ta n d in g  o f  th e  way 

p e o p le  a re  a p a r t  w ith in  th e  o r g a n is a t io n  r a th e r  th a n  th e  ways in  

w hich th e y  a re  to g e th e r .  We s h a l l  n ev e r u n d e rs ta n d  th e  " to g e th e rn e s s "  

o f  p e o p le  i n  o rg a n is a t io n s  u n t i l  we have d is c o v e re d  th e  ways in  which 

th e y  a re  a p a r t .

The l i n k  betw een t h i s  th e o ry  o f  th e  s e l f  and th e  way in  w hich p eo p le  

c r e a te  s t o r i e s  around th e m se lv e s , and th e  way in d iv id u a ls  make sense  

o f  o r g a n is a t io n s  i s  th e  id e a  o f  o rg a n is a t io n s  a s  c o l l e c t i v e  s t o r i e s  

o r  f a n t a s i e s .  The n e x t c h a p te r  d e s c r ib e s  how I  d ev eloped  th e  id e a  

o f  O rg a n is a tio n s  a s  c o l l e c t i v e  f a n t a s i e s  o r  " s u b j e c t i v i t i e s " .

Though in  some sad  c a se s  we may be th e  a c to r s  in  a n o th e r  
p e rso n s  p la y ;  th e  p a th o lo g ic a l  s t a t e .
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6. The In d iv id u a l  and th e  O rg a n is a tio n : P e rso n a l

F a n ta s ie s  and In d iv id u a l  Change
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6 . THE INDIVIDUAL AND THE ORGANISATION : PERSONAL FANTASY AND 
PSYCHOLOGICAL EXCHANGE

I f  we a r e  to  u n d e rs ta n d  th e  s e l f - c o n c e p t  a s  a s o c i a l l y  c o n d itio n e d  

phenomenon (even though th e  i n t e g r i t y  o f  th e  p e r s o n a l i ty  m a in ta in s  

th e  p e r s i s te n c e  o f  th e  n a tu r a l  s e l f )  and we can d e s c r ib e  th e  n a tu re  

o f  s o c ia l  c o n d i t io n in g  in  th e  same te rm s a s  we d e s c r ib e  p e r s o n a l i ty ,  

th e n  we have an im p o rta n t c o n c e p tu a l l i n k  betw een th e  in d iv id u a l  and 

th e  o r g a n is a t io n .  Most s o c ia l  and o r g a n is a t io n a l  p sycho logy  t r e a t s  

s o c ia l  phenomena a s  i f  th e y  were c a p a b le  o f  b e in g  d e s c r ib e d  in  a 

com m onality  o f  te rm s . Where th e r e  have been a t te m p ts  to  b r in g  s o c ia l  

and p s y c h o lo g ic a l id e a s  to g e th e r  th e y  have n o t been v e ry  s u c c e s s f u l .

The T a v is to c k  School i s  a c a se  in  p o in t  w ith  R ichard  De B o a rd 's  book 

'The Psychology o f  O rg a n is a t io n ' a p a r t i c u l a r  c a s e  in  p o in t .  I  have 

m y se lf o f te n  been tem pted to  d e s c r ib e  o rg a n is a t io n s  a s  i f  th e y  were 

s im p le  c o l l e c t i v e  p sy ch es  and to  a s c r ib e  q u a l i t i e s  o f  p e rs o n a l 

psycho logy  to  them . W hile I  th in k  t h i s  can  be done to  an e x te n t ,  I 

b e l ie v e  th e  e x p la n a tio n  to  be d i f f e r e n t  from th e  e x is te n c e  o f  a 

c o l l e c t i v e  psyche g r e a te r  th a n  th e  in d iv id u a l  p sy ch e . For I  do n o t 

b e l ie v e  t h a t  i t  i s  o f  th e  o b je c t iv e  n a tu re  o f  a group  t h a t  i t  a p p e a rs  

to  have a l i f e  o f  i t s  own, r a th e r  i t  i s  th e  co m p lex ity  o f  p e rs o n a l 

a c t io n  and in t e r a c t io n  t h a t  each  member f in d s  so d i f f i c u l t  to  d e a l w ith , 

By an a lo g y , we som etim es th in k  t h a t  a co m p lica ted  p ie c e  o f  m ach inery  

"has a l i f e  o f  i t s  own" when th e  e x p la n a tio n  i s  s im ply  t h a t  i t  i s  to o  

c o m p lica ted  fo r  u s  o r  too  d i f f i c u l t  to  h an d le  on our own.

By a c t in g  a s  a c o n s u l ta n t  to  o r g a n is a t io n s  -  t h a t  i s ,  a s  a c o n s u l ta n t  

to  members o f  an  o r g a n is a t io n  -  I  found t h a t  I  was alw ays moving in  a 

s in g le  c e r t a i n  d i r e c t i o n  r a th e r  th a n  o th e r s .  T h a t i s ,  I  was alw ays 

moving tow ards T-Groups and C o u n se llin g  r a th e r  th a n  'S t r u c t u r a l '  co n 

s u lta n c y  and d e a l in g  w ith  ta n g ib le  p rob lem s. From c o u n s e l l in g  th e o ry  

I  had p ick ed  up th e  im portance  o f  th e  'p r e s e n t i n g ' problem  and an 

u n d e rs ta n d in g  t h a t  prob lem s alw ays had to  do w ith  som ething u n d e r ly in g
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th e  prob lem  as  d e s c r ib e d  and p r e s e n te d .  I  found t h i s  approach  v ery  

c o n g e n ia l and in v a r i a b ly  a c c e p ta b le  to  my c l i e n t s .  As th e  y e a rs  

p a s se d  a c c e p ta b i l i t y  in c re a s e d  as  more and more p eo p le  become 

f a m i l i a r  w ith  c o u n s e ll in g  and a ls o  group work (which made a s u r p r i s in g ly  

l a t e  e n t ry  i n t o  e d u c a tio n )  and I  have r e c e n t ly  e x p e rie n c e d  an e a g e r 

n e ss  f o r  my group members to  move in t o  a c o u n s e ll in g  and th e r a p e u t ic  

mode o f  w ork ing . I  saw c o u n s e ll in g  a key e lem en t in  o r g a n is a t io n a l  

c o n su lta n c y  round ab o u t 1976 and p u b lis h e d  a p a p e r  on th e  theme ^ .

I  had  o b v io u s ly  moved in t o  an approach  to  u n d e rs ta n d in g  o r g a n is a t io n  

w hich c e n tre d  on th e  in d iv id u a l  member r a th e r  th a n  th e  c o l l e c t i v e  

o r g a n is a t io n .  The same p ro c e s s  as  was o c c u r r in g  in  my group f a c i l i t a 

t i o n  and my work a t  B ro o k fie ld  School developed  in  t h i s  way.

My i n t e r e s t  (and em phasis) on th e  in d iv id u a l  h as  c o n tin u e d  and I  f in d  

I  e x p la in  'o r g a n i s a t i o n a l '  b eh a v io u r in  te rm s o f  p e o p le  in d iv id u a l ly  

r a th e r  th a n  c o l l e c t i v e l y .  I  see  p roblem s in  o rg a n is a t io n s  as  o c c u r r in g  

as  a consequence o f  how in d iv id u a ls  p e rc e iv e  th e  o r g a n is a t io n  and t r y  

to  d e a l w ith  w hat th e y  p e rc e iv e  in  te rm s o f  g r e a t e s t  supposed  co m fo rt.

To th e  c o u n s e l lo r  th e  in d iv id u a l  th e ra p y  l i e s  around  s u p p o r tin g  o f  

c o m fo rt. Most p e o p le  p e rc e iv e  com fort in  te rm s t h a t  a r e  a good d e a l 

w orse th a n  th e y  can be c o u n s e lle d  to  e n jo y . J u s t  aâ  in d iv id u a l s  le a r n  

to  cope w ith  l i f e  prob lem s by h av in g  t h e i r  p e rc e p t io n s  (o f  s e l f  and c i r 

cum stances) changed , so  in d iv id u a ls  can be c o u n s e lle d  to  p e rc e iv e  

o r g a n is a t io n s  d i f f e r e n t l y .

In  one o r g a n is a t io n  w ith  w hich I  am concerned  m a rg in a lly ,  th e  problem s 

o f  th e  o r g a n is a t io n  a re  c l e a r l y  th e  consequence o f  th e  s e l f - e s te e m  

o f  th e  in d iv id u a l  m anagers, a l l  o f  whom seem to  be v i r t u a l l y  in c a p a c i

t a t e d  in  o r g a n is a t io n a l  te rm s . A ll s u b o rd in a te s  a rg u e  t h a t  le a d e r s h ip

 ̂ "C o u n se llin g  and Management" in  Management E d u ca tio n  &
D evelopm ent. Vol 5 (1974).
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i s  in a d e q u a te  (though t h i s  i s  by no means uncommon) b u t  th e r e  seems 

in  t h i s  c a se  to  be a rem arkab le  c o l lu s io n  in  b e in g  in a d e q u a te .  For 

h i s t o r i c a l  r e a s o n s , th e  p o s i t i o n  o f  th e s e  men can be u n d e rs to o d  as 

'y e s '  men b e in g  a p p o in te d  by a p o w erfu l le a d e r  who has now l e f t  them 

and l e f t  them w ith  no s u p p o r t .  The obv ious form o f c o n s u lta n c y  i s  

a  prpgramme o f  p e r s o n a l  c o u n s e ll in g  -  i e ,  group c o u n s e l l in g  -  to  

change th e  p e r s o n a l  s e l f  im ages and so  h e lp  th e s e  men to  change t h e i r  

b e h a v io u r . In  t h i s  way weak men w i l l  become s tro n g  and th e  o rg a n is a 

t i o n  w i l l  change. I f  t h i s  d o e s n 't  happen, th e  m orale  o f  th e  o rg a n is a 

t i o n  w i l l  d e t e r i o r a t e  and th e  le a d e r s  w i l l  c o n tin u e  to  i n t e r p r e t  th e  

w o rld  a s  th r e a te n in g  and have in c o n g ru e n t and d e s t r u c t iv e  p e rc e p tio n s  

o f  th e  o r g a n is a t io n .  I f  th e y  do n o t  change, c irc u m sta n c e s  w i l l  change 

and pow erfu l in f lu e n c e s  w i l l  e i t h e r  a r i s e  from w ith in  ( r e b e l l io n ? )  o r  

from w ith o u t (c o lla p s e  o f  th e  m a rk e t? ) .

The model o f  o r g a n is a t io n  developm ent I  have d e s c r ib e d  e a r l i e r  assumed 

an a c t iv e ,  and p r e v a i l in g ,  le a d e r s h ip .  The boss  i s  e n e r g e t i c a l l y  in  

ch a rg e  o f  e v e n ts  and has a c l e a r  u n d e rs ta n d in g  o f  where th e  o rg a n is a t io n  

can go. I t  i s  a " h e a lth y "  m odel. In  th e  s i t u a t i o n  d e s c r ib e d  in  th e  

p re v io u s  p a ra g ra p h  th e  s i t u a t i o n  i s  p a th o lo g ic a l ;  t h a t  i s  th e  n a tu r a l  

developm ent p ro c e s s  i s  im peded by th e  p e r c e p t io n s  o f  th e  le a d e r s  b e in g  

a t  odds (in c o n g ru e n t)  w ith  th o se  o f  o th e r  members. The consequence i s  

t h a t  o th e r  members seek  v a r io u s  ways o f  w ith d raw a l -  l i v in g  a t  a d is ta n c e  

in  a g re e a b le  su rro u n d in g s  so  th e y  do n o t  have to  come to  work more 

o f te n  th a n  n e c e s sa ry ^ ; f in d in g  p e rs o n a l  p r o f e s s io n a l  i n t e r e s t s  t h a t  

can be t r a d e d  a g a in s t  o r g a n is a t io n a l  com m itm ents. The developm en ta l 

p ro c e s s  i s  r e ta r d e d  o r  h e ld  in  su sp e n s io n  and w h ile  t h i s  can be d e s c r ib e d  

in  o r g a n is a t io n a l  te rm s , i t s  c au ses  can o n ly  s a t i s f a c t o r i l y  be e x p la in e d

 ̂ I t  i s  an I n s t i t u t i o n  o f  H igher E d u c a tio n 1
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in  te rm s o f  in d iv id u a l  p e r s o n a l i ty  p ro b lem s.^

A nother way o f  e x p re s s in g  t h i s  i s  in  te rm s o f  f a n ta s i e s  and I  

developed  t h i s  id e a  f o r  a sem inar a t  th e  Ryerson P o ly te c h n ic ,  T o ro n to , 

in  1977. The t i t l e  o f  th e  w orking p ap e r was " O rg a n is a tio n s  as  

S u b je c t iv i t i e s "  and was p r e s e n te d  d u rin g  a th r e e  day c o n su lta n c y  

programme on o r g a n is a t io n a l  p ro b lem s.

The i n s t i t u t i o n  was a t  th e  b e g in n in g  o f  a p e r io d  o f  r a d ic a l  r e a p p r a i s a l  

and a s se s sm e n t. The p re v io u s  y e a rs  had been a d m in is t r a t iv e ly  tu r b 

u le n t  w ith  a number o f  r a p id  p rom otions and s a c k in g s  a t  d i r e c to r a t e  

l e v e l  and some e v e n tu a l  sidew ays s h i f t i n g  o f  p e o p le .  In  o rd e r  to  

b r in g  some s t a b i l i t y ,  o rd e r  and sen se  o f  pu rp o se  a w e ll known O n ta rio  

e d u c a t io n i s t  and p o l i t i c i a n  was a p p o in te d  to  th e  P re s id e n c y  ( P r in c ip a l -  

s h i p ) . In  my view he was e x c e e d in g ly  a b le ,  m odest, e x c e p t io n a l ly  w e ll 

cible to  g e t  a lo n g  w ith  p e o p le  and p o l i t i c a l l y  a s t u t e . We had  developed  

r a p p o r t  on a v i s i t  he made to  E ngland and I  was in v i t e d  to  g iv e  a 

number o f  sem in ars  w ith  key members o f  s t a f f .  I  u n d e rs to o d  my p o s i t io n  

to  be n o n - th re a te n in g  b ecau se  I  c l e a r ly  was v e ry  much an o u ts id e r  and 

c o m p le te ly  o u ts id e  th e  C an ad ian /O n ta rio  e d u c a t io n a l  power s t r u c t u r e .  

F u rth e rm o re , I  was v e ry  much an in n o c e n t in  th e  i n t e r n a l  p o l i t i c s  o f  th e  

i n s t i t u t i o n  as  I  l a t e r  d is c o v e re d  when a p u b l ic  sc a n d a l a ro s e .  N e ith e r  

th e  P r e s id e n t  (no r in d e e d  m yself) w ere p a r ty  to  th e  s c a n d a l and th e  

P r e s id e n t  h an d led  m a tte r s  v e ry  w e ll  b u t  w hat o c c u rre d  was an in d ic a t io n  

o f  th e  k in d  o f  th in g s  t h a t  were s tro n g  u n d e rc u r re n ts .

In  e s s e n c e , th e  sc a n d a l was around  a V ice P re s id e n t  who had  been u s in g  

th e  i n s t i t u t i o n  (and hence governm ent funds) to  f u r th e r  h i s  own 

c o n s id e ra b le  p e rs o n a l  i n t e r e s t s  one o f  w hich was th e  s e t t i n g  up o f

P e r s o n a l i ty  p rob lem s a re  n o t  o b je c t iv e  syndrom es b u t a consequence 
o f  a m a lfu n c tio n in g  s e l f  c o n c e p t.
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a p r iv a t e  u n iv e r s i ty  ( s ic )  by o b ta in in g  a governm ent c h a r t e r  under 

f a l s e  p r e te n s e s .  Of c o u rse , I  knew n o th in g  o f  t h i s  when I  p re p a re d  

th e  p a p e r in  th e  Ccinadian w ild s  b u t  th e  s i t u a t i o n  p ro v id e s  an im p o r t

a n t  g lo s s  on w hat I  w ro te . Here w ere p eo p le  whose p e rs o n a l  am b itio n s

and needs w ere such  t h a t  th é y  w ere a b le  to  fu n c tio n  on two d im ensions -

p r i v a t e l y  and p u b l ic ly  -  y e t  whose p e rs o n a l  p e rc e p t io n s  o f  th e  o rg a n is a 

t i o n  w ere a t  one tim e  co m p a tib le  w ith  o th e r  members p e r c e p t io n s  and 

o n ly  l a t e r  a t  odds w ith  them . In  t h i s  in s ta n c e  th e r e  w ere no r e a l  

v ic t im s  w ith in  th e  i n s t i t u t i o n  b u t  th e r e  was a c u r r e n t  aw areness t h a t  

a l l  was n o t w e l l .  Q u ite  s t r a n g e ly ,  as i t  tu rn e d  o u t ,  th e  Vice 

P re s id e n t  concerned  in  a p e r s o n a l  in te rv ie w  sh a re d  w ith  me h i s  p la n s  

fo r  a C anadian S chool o f  Management w hich I  took  to  be an o f f i c i a l  

r e a l i t y .  He c a u tio n e d  me to  co n fid e n ce  o n ly  b ecau se  (as I  u n d ers to o d  

him th en ) th e  p la n s  had  n o t y e t  come to  o f f i c i a l  f r u i t i o n  b u t I  f e l t

a b le  to  u rge my own i n s t i t u t i o n  back in  E ngland to  make o f f i c i a l

c o n ta c t  w ith  th e  new o r g a n is a t io n  as management e d u c a tio n  was o u r 

common b u s in e s s .  I  had  no re a so n  to  s u s p e c t  t h a t  th e  re s o u rc e s  o f  

R yerson P o ly te c h n ic  w ere b e in g  used  to  f in a n c e  a p e r s o n a l  b u s in e s s  

v e n tu re  on such  a s c a le .

O rg a n is a tio n s  a s  S u b j e c t i v i t i e s  

by H L Gray

N orth E a s t London P o ly te c h n ic

The p u rp o se  o f  t h i s  p a p e r i s  to  su g g e s t a new b a s is  f o r  a g e n e ra l 

model o f  o r g a n is a t io n s  by w hich we can exam ine w hat i s  happen ing  in  an 

e d u c a t io n a l  i n s t i t u t i o n .  A model i s  s im p ly  a way o f  d e s c r ib in g  in  

a c o h e re n t and s y s te m a tic  way w hat happens in  th e  o r g a n is a t io n  and 

o f  e x p re s s in g  th e  ways in  w hich v a r io u s  p a r t s  r e l a t e  to  one a n o th e r .

A ll m odels make b a s ic  assum ptions w hich amount to  a 'p e r s p e c t i v e ' and
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n a t u r a l l y  no model can acc o u n t f o r  a l l  th e  phenomena t h a t  go to  make 

up an o r g a n is a t io n .  To be u s e f u l ,  a model m ust be cap a b le  o f  b e in g  

u n d e rs to o d  and i n t e r p r e t e d  by a re a so n a b ly  in fo rm ed  r e a d e r  and n o t so 

; complex as to  be unm anageable. The b a s ic  assum ption  b eh in d  th e  model 

p r e s e n te d  h e re  i s  t h a t  o r g a n is a t io n s  fu n c tio n  in  te rm s o f  th e  u n d e r

s ta n d in g  o f  them t h a t  members b r in g  to  them and th e  prob lem s o f  o rg an 

i s a t i o n s  a r i s e  as  each  member a c t s  on h i s  own p e rc e p t io n s  w hich a re  

in  g r e a t e r  o r  l e s s e r  d eg ree  n o t  sh a re d  by ( i e ,  a re  in c o n g ru e n t w ith ) 

th o s e  o f  o th e r  members. T h is  model p r e s e n ts  a p s y c h o lo g ic a l  view  o f  

o r g a n is a t io n s  i n  t h a t  i t s  co ncern  i s  w ith  th e  p s y c h o lo g ic a l  a s p e c ts  o f 

th e  p e o p le  who a re  members o f  th e  o r g a n is a t io n .

We may d e s c r ib e  an o r g a n is a t io n  a s  a 'c o l l e c t i v e  f a n ta s y ' in  t h a t  each  

member behaves on th e  b a s i s  o f  assum ptions he makes and th e s e  assump

t i o n s  a re  n ev e r f u l l y  t e s t e d  and con firm ed  b o th  b ecau se  th e r e  i s  n ev e r 

tim e o r  need to  t e s t  them and a ls o  b ecause  th e  s i t u a t i o n  to  which th e  

a ssu m p tio n s  r e f e r  changes once th e  a ssu m p tio n s a re  a c te d  on . F u r th e r 

more, b e h a v io u r in  o r g a n is a t io n s  a n t i c i p a t e s  consequences r a th e r  th a n  

resp o n d s  to  c o n d i t io n s ;  t h a t  i s  to  s a y , m ost b e h a v io u r o f  members o f  

o rg a n is a t io n s  i s  b ased  on assum ptions  ab o u t w hat i s  go ing  to  happen 

r a t h e r  th a n  w hat h as  'a c t u a l l y '  o c c u r re d . The f a l l a c y  o f  human o rg a n 

i s a t i o n s  i s  to  assume (s ic )  t h a t  members o f  an o r g a n is a t io n  respond  

in  th e  same way as  m a te r ia l  p h y is c a l  phenomena o ccu r ( f o r  exam ple, as 

th e  re sp o n se  o f  e l e c t r i c  c u r r e n t  to  th e  co m p le tio n  o f  a c i r c u i t ) . Human 

b e h a v io u r  i s  n o rm ally  and u s u a l ly  a n f i c ip a t iv e  in  some m easure . Hence 

w hat we a re  la r g e ly  concerned  w ith  in  o r g a n is a t io n  i s  n o t a s e r i e s  o f 

e x p e c te d  re sp o n se s  b u t  a sequence o f  a n t i c i p a t i v e  b e h a v io u rs . Because 

w hat i s  a n t i c ip a te d  n ev er hap p en s, o r g a n is a t io n s  c o n s i s t  o f  p a t t e r n s  o f
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l a r g e ly  d is c o n n e c te d  b e h a v io u r . We may o f f e r  th e  h y p o th e s is  t h a t  

th e  a b i l i t y  o f  an o r g a n is a t io n  to  change and a d a p t l i e s  in  i t s  

d e v e lo p in g  ways o f  p e r m i t t in g  members to  behave in  unex p ec ted  ways 

^and to  cope w e ll w ith  o th e r  members' u nexpec ted  b e h a v io u r .

We need  to  d e f in e  th e  co n ce p t o f  fa n ta s y  more p r e c i s e ly .  B road ly  

sp e a k in g , th e  te rm  i s  used  as in  G e s ta l t  P sychology by F re d e r ic k  P e r is  

and i s  n o t used  h e re  p e j o r a t i v e ly .  F an ta sy  fo r  each in d iv id u a l  i s  

th e  o p e r a t io n a l  a s p e c t  o f  h i s  in t e r p r e a t io n  o f  ' r e a l i t y ' . For 

each  in d iv id u a l ,  o f  c o u rse , h i s  f a n ta s y  may be h i s  ' r e a l i t y '  and I  

u se  th e  te rm  to  i n d i c a te  th e  e x is te n c e  o f  a m u l t i p l i c i t y  o f  ' r e a l i t i e s '  

W hether th e r e  be a ' P l a t o n i c ' r e a l i t y  o r  n o t does n o t conce rn  us 

o p e r a t io n a l ly  though th e r e  may w e ll  be an 'a c t u a l i t y '  t h a t  s e v e ra l  

members o f  an o r g a n is a t io n  s e e  in  a lm o st th e  same way -  though i t  can 

n ev e r be " th e  sam e". 'F a n ta s y ' i s  th e  e x p e r ie n c e  each  o f  us has o f  a 

s i t u a t i o n :  f o r  exam ple, each  r e a d e r  o f  t h i s  p a p e r e x p e r ie n c e s  i t

d i f f e r e n t l y  and a s c r ib e s  d i f f e r e n t  'm ean in g s ' t o  i t .  (We co u ld  t e s t  

t h a t  by a sk in g  th e  q u e s t io n ,  "Why a re  you re a d in g  t h i s  p ap e r?  Each 

answ er w ould be in  some way d i f f e r e n t  and some o f  th e s e  d i f f e r e n c e s  

would be s i g n i f i c a n t  depending  upon th e  d ep th  w ith  which we e x p lo re d  

th e  a n sw e rs ) . In d iv id u a l  f a n ta s i e s  a re  th e  e x p re s s io n  o f  th e  p e rc e p 

t i o n s  o f  r e a l i t y  t h a t  each p e rso n  e x p e r ie n c e s .

F a n ta s ie s  a re  dynamic and n o t j u s t  sn a p sh o t view s o f  th e  o r g a n is a t io n .  

They range  from  q u i t e  p e r s o n a l  e x p e r ie n c e s  o f  th e  o r g a n is a t io n  t h a t  

r e l a t e  l a r g e ly  to  th e  in d iv id u a l  -  such  a s  w hether he f in d s  h i s  

s tu d y  c o n g e n ia l and p h y s ic a l ly  co m fo rtab le  -  to  sh a re d  f a n ta s ie s ^  

such  as  a s u s p ic io n  o f  s tu d e n t  a s s o c ia t io n s .  The f u r th e r  we move 

away from th e  in d iv id u a l  tow ards th e  'o r g a n i s a t io n ' th e  more complex

We sh o u ld  c a l l  th e s e  " c o l l e c t i v e  f a n ta s i e s "  o r  " f a n ta s y  s e ts "  o r  
" f a n ta s y  c l u s t e r s " to  acknow ledge t h a t  each  i n d i v i d u a l 's  f a n ta s i e s  
d i f f e r  in  some m easure .
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w i l l  be th e  in c o n g r u i t i e s  among members' p e r c e p t io n s .  We may be 

a b le  to  d e a l  w ith  one m em ber's f a n ta s i e s  ab o u t th e  co m fo rt o f  h i s  

room by chang ing  th e  f u r n i t u r e  b u t  when we look  a t  th e  d is c o n te n t  

ab o u t th e  o r g a n is a t io n  f e l t  by a l l  th e  te a c h in g  f a c u l ty ,  we f in d  as 

many c o m p le x it ie s  o f  re a so n s  as  th e r e  a re  p eo p le  and no two w i l l  

c o in c id e  e x a c t ly .  ( I t  i s  t h e o r e t i c a l l y  p o s s ib le  t h a t  re a so n s  do 

c o in c id e  b u t  th e  odds a re  enormous when we remember how complex re a so n s  

a r e .  S im ple re sp o n se s  l i k e  f e e l in g  to o  h o t may be so  n e a r ly  co n g ru en t 

a s  to  be e f f e c t i v e l y  c o n g ru e n t) .

Each member o f  th e  o r g a n is a t io n  makes h i s  assum ptions  ab o u t o th e r  

members and d ev e lo p s  a number o f  e x p e c ta t io n s  w hich a re  e v a lu a t iv e .

For exam ple, te a c h e r s  may assume t h a t  s tu d e n ts  w ish  to  le a r n ,  and 

s e l e c t  and e v a lu a te  th e  ty p e s  o f  le a rn in g  b e h a v io u r th e y  w i l l  a c c e p t .  

S tu d e n ts  who do n o t f u l f i l  th e s e  e x p e c ta t io n s  a re  e v a lu a te d  p o s i t i v e ly  

o r  n e g a t iv e ly  b u t g e n e ra l ly  n e g a t iv e ly  -  f o r  exam ple, s tu d e n ts  who 

exceed  e x p e c ta t io n s  may make l i f e  u n co m fo rtab le  fo r  th e  te a c h e r  by 

making him work h a rd e r  th a n  he w ish e s . As members work th ro u g h  

t h e i r  f a n ta s i e s  th e y  e v a lu a te  th e  outcom es, and e v a lu a t io n  d e te rm in e s  

t h e i r  f u tu r e  re sp o n se  to  th e  o r g a n is a t io n  -  s e t t i n g  up a new s e t  o f  

e x p e c ta t io n s  b ased  on a new s e t  o f  a s su m p tio n s .

A ssum ptions E x p e c ta tio n s - >
R e a l i s a t io n  o f  
E x p e c ta t io n s - >

+ E v a lu a tio n  o f  
-  R e a l i s a t io n

R ev ised
A ssum ptions

R ev ised
E x p e c ta tio n s

R e a l i s a t io n  o f
R ev ised
E x p e c ta tio n s

+ E v a lu a tio n  o f  
-  R e a l i s a t io n

d i t t o
e t c

d i t t o
e t c
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A ll th e  tim e , each  in d iv id u a l  i n t e r p r e t s  w hat goes on n o t  o n ly  in  

te rm s o f  h i s  u n d e rs ta n d in g  o f  h i s  e x p e rie n c e  b u t in  te rm s o f  h i s  

own p e r s o n a l i ty  n eed s . T h a t i s  to  s a y , he i n t e r p r e t s  w hat happens 

in  th e  o r g a n is a t io n  in  te rm s o f  h i s  own p e r s o n a l i ty  and a l s o  in  

te rm s o f  h i s  c u r r e n t  g e n e ra l needs and l i f e  e x p e r ie n c e . W hatever 

system  o f  p e r s o n a l i ty  ty p e s^  we a d o p t, th e  ev id en ce  su g g e s ts  t h a t  

p e r s o n a l i ty  d e te rm in e s  l i k e s  and p r e f e r e n c e s .  E x t r a v e r ts  w i l l  te n d  

to  view  o r g a n is a t io n s  d i f f e r e n t l y  from i n t r o v e r t s  and w i l l  c e r t a in l y  

have d i f f e r e n t  re q u ire m e n ts  o f  o r g a n is a t io n s .  A d d it io n a l ly ,  c u r r e n t  

l i f e  e x p e rie n c e  w i l l  m odify th e  p e r s o n a l i ty  view  so t h a t  an e x t r a v e r t  

o f  44 y e a rs  o f  age w i l l  view  th e  o r g a n is a t io n  d i f f e r e n t l y  from an 

e x t r a v e r t  aged 24 b ecau se  th e  p ro c e s s  o f  m a tu r i ty  w i l l  have ta u g h t 

d i f f e r e n t  ways o f  s a t i s f y i n g  h i s  n eed s .

T h is  i s  a h ig h ly  complex view  o f  o r g a n is a t io n s  and y e t  th e  im p lic a t io n s  

a re  v e ry  im p o r ta n t .  I f  each  in d iv id u a l  p e rc e iv e s  an o r g a n is a t io n  

d i f f e r e n t l y  and has d i f f e r e n t  needs o f  th e  o r g a n is a t io n ,  does t h a t  

a f f e c t  th e  b a s ic  o rg a n is a t io n ?  S u re ly , i t  may be a rg u ed , in d iv id u a l  

d i f f e r e n c e s  a re  m a rg in a l and o r g a n is a t io n s  fu n c tio n  s u c c e s s f u l ly  in  

much c ru d e r  te rm s . The q u e s tio n  can o n ly  be answ ered by exam ining  

f u r t h e r  th e  co n ce p ts  o f  f a n ta s y ,  r e a l i t y  and a c t u a l i t y ,  and a l s o  th e  

co n ce p t o f  o r g a n is a t io n  and i n s t i t u t i o n .

The o p e ra t io n  o f  c o l l e c t i v e  f a n ta s y  may o r  may n o t in v o lv e  com prom ise, 

a n d /o r  c o l lu s io n .  The i d l e  f a n ta s i e s  o f  p a t i e n t s  in  a m en ta l h o s p i t a l  

who each  l i v e  i n  t h e i r  own n e a r ly  t o t a l l y  s e p a ra te  w orld s do n o t  in v o lv e  

much, i f  any, compromise beyond th e  p h y s ic a l .  In  norm al o r g a n is a t io n s .

A ll th e o r ie s  o f  p e r s o n a l i ty  have im p l ic a t io n s  fo r  o r g a n is a t io n a l  
b e h a v io u r . For in s ta n c e ,  Ju n g ian  th e o r i e s  o f  ty p e s  le a d  to  
a ssu m p tio n s  ab o u t b eh a v io u r m a tch in g . S ee , f o r  exam ple, th e  
p e r s o n a l i ty  ty p e s  d ev eloped  by I s a b e l  B rig g s-M y ers , " In tro d u c 
t i o n  to  Type" C en tre  f o r  A p p lic a tio n s  o f  P sy c h o lo g ic a l Type 
1962 e t c .
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th e r e  i s  a g r e a t e r  deg ree  o f  compromise and c o l lu s io n ,  b u t  we m ust 

n o t  assume th e r e  i s  a g r e a t  d e a l .  Heads o f  s c h o o ls  have been  known 

to  l i v e  in  t h e i r  own p r iv a t e  w orld  as  have Heads o f  S t a t e .  What 

^happens i s  t h a t  each  in d iv id u a l  im poses, o r  a t te m p ts  to  im pose, a 

f a n ta s y  s t r u c t u r e  on th e  o r g a n is a t io n .  A ll m odels o f  o r g a n is a t io n s  

im pose a s im p l i f i e d  f a n ta s y  s t r u c t u r e  and in  so  d o in g , p ro v id e  a 

v o c a b u la ry  in  w hich p e r s o n a l  f a n t a s i e s  may be e x p re s se d . T y p ic a l ly ,  

open system s m odels o f  o r g a n is a t io n s  p ro v id e  such  a v o c a b u la ry  and 

grammar -  a m a tr ix  o f  te rm in o lo g y  and lin k a g e s  w hich becomes a n o th e r  

l e v e l / l a y e r  o f  f a n ta s y  w hich, because  i t  i s  a common language fo r  

members, p e rm its  f a n ta s i e s  to  be w orked o u t  a t  th e  l e v e l  o f  a game.

T h is  i s  w hat a lm o s t a l l  management " th e o ry "  has been ab o u t -  an a n a ly s is  

o f  th e  o r g a n is a t io n a l  "game". Games, o f  c o u rs e , work p e r f e c t l y  w e ll 

in  t h e i r  own te rm s -  a g a in , th e  open system s model o f  o r g a n is a t io n s  

i l l u s t r a t e s  t h i s ;  so  do f in a n c ia l  and econom ic models o f  o r g a n is a t io n s .  

These te c h n ic a l  models may w e ll  be " u s e fu l"  ( in  f a c t ,  th e y  a re  u s e fu l  

s in c e  no o r g a n is a t io n  can e x i s t  w ith o u t th e m ), b u t  th e y  can n o t supp ly  

us w ith  th e  in fo rm a tio n  t h a t  i s  m ost c r u c i a l  to  any o r g a n i s a t io n 's  

fu n c tio n in g  -  how p e o p le  behave and a r e  go ing  to  behave -  e x c e p t in  

th e  g r o s s e s t  im p erso n a l term s ( fo r  exam ple, t h a t  a  c e r t a i n  number o f  

p o s i t i o n s  w i l l  be needed i f  th e  company i s  to  in c re a s e  p r o d u c t io n ) .

A ty p i c a l  te c h n ic a l  model i s  PPBS (P lanned  Programmed B u d g e ttin g  

System) w hich d e lu d e s  p eo p le  in to  c e r t a in  b e l i e f s  ab o u t th e  o rg a n is a 

t io n  in  te rm s o f  g o a ls  and f in a n c in g .

The im p o s i tio n  o f  a te c h n ic a l  model on an o r g a n is a t io n  i s  i t s e l f  th e  

im p o s i tio n  o f  a f a n ta s y  c o n s tr u c t  w hich s t i l l  i s  open to  s u b je c t iv e  

i n t e r p r e t a t i o n  by everyone i t  a f f e c t s .  For exam ple, a s t a t u s  s t r u c t u r e  

(h ie ra rc h y )  may be q u i t e  s a t i s f a c t o r y  to  th e  P r e s id e n t  o f  th e  Company
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and h i s  d e p u t ie s ,  b u t  t o t a l l y  u n a c c e p ta b le  to  members a t  a c e r t a in  

l e v e l  who f e e l  t h a t  t h e i r  p o s i t i o n  has been  u n d erv a lu ed . C o n v e rse ly , 

members may im pose a h ie ra r c h y  th e  s e n io r  m anagers th em se lv es  do n o t 

; a c c e p t .  S ubsequent b e h a v io u r  w i l l  be c r i t i c a l  f o r  th e  o r g a n is a t io n  

and i s  a consequence o f  member p e rc e p tio n  -  n o t  th e  b o s s ' -  n o r th e  

e m p lo y e e s '.  To cope w ith  th e  s i t u a t i o n ,  th e  p e r s p e c t iv e  on th e  model 

h as  to  be changed , th e  v o cab u la ry  a l t e r e d .  The meaning o f  th e  a l t e r a 

t i o n  does n o t  l i e  i n  th e  model as  such  b u t  in  th e  m eaning o f  th e  

m em ber's b e h a v io u r . We can o n ly  u n d e rs ta n d  how in d iv id u a ls  u n d e r

s ta n d  o rg a n is a t io n s  a t  th e  p o in t  o f  c o n ta c t  w ith  th e  in d iv id u a l ;  th e r e  

i s  no such  th in g  as c o n ta c t  w ith  th e  o r g a n is a t io n  e x c e p t in  p e rs o n a l 

te rm s .

B a rg a in in g  and compromise a re  c h a r a c t e r i s t i c s  o f  th e  o r g a n is a t io n  a t  

a l l  l e v e l s  b u t  a t  th e  game le v e l  th e  b e h a v io u r i s  r i t u a l i s e d .  O rg an isa 

t i o n s  g e n e ra l ly  fu n c tio n  a t  th e  game l e v e l .  U n fo r tu n a te ly ,  p eo p le  

change th e  r u le s  and change th e  game w h ile  th e y  a re  p la y in g  and do 

n o t alw ays t e l l  th e  o th e r  p la y e r s .  I f  we a re  p ro p e r ly  to  u n d e rs ta n d  

how o rg a n is a t io n s  change , we need to  go beyond th e  game l e v e l .  I f  we 

c e n t r e  on th e  Head a lo n e , we may manage to  e x p la in  th e  game and to  

some e x te n t  to  u n d e rs ta n d  i t  b u t  n ev e r c o m p le te ly . The b o ss  i s  n o t 

th e  o n ly  one to  be chang ing  th e  game and th e r e  i s  n ev e r a n y th in g  in  

th e  game a s  i t  i s  p la y e d  to  i n d i c a te  w here th e  changes w i l l  come 

from . I t  i s  som etim es th o u g h t t h a t  t r e n d s  can be i d e n t i f i e d  as fo rc e s  

w ith  c l e a r  d i r e c t i o n a l  p a th s .  C e r ta in ly  i t  seems t h a t  o u ts id e r s  can 

i d e n t i f y  change d i r e c t io n s  by analogy  w ith  s im i la r  o r g a n is a t io n s  

b e fo re  o r g a n is a t io n  members c a n ,^  b u t  o r g a n is a t io n s  te n d  n o t to  

re sp o n d  to  o u t s i d e r s '  o p in io n s .  W hile te c h n ic a l  models may f la s h  

w arn in g s , th e y  do n o t  in d i c a te  how b e h a v io u r  changes can ta k e  p la c e

A t l e a s t  i t  i s  p o p u la r ly  th o u g h t so ; c o n s u l ta n ts  c e r t a i n l y  
b e l ie v e  t h i s .
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b ecau se  in d iv id u a ls  have to  make an i n t e r n a l ,  m e n ta l, d e c is io n  and 

th e y  do t h i s  s u b je c t iv e ly ,  n o t  o b je c t iv e ly .

We s t i l l  need to  s ta y  w ith  th e  f a n ta s y  c o n c e p t. I t  seems t h a t  th e  

o n ly  dynamic ab o u t w hich we can be c e r t a in  in  o r g a n is a t io n s  h as  to  

do w ith  th e  " a c tu a l i t y "  o f  " f a n ta s y " .  The u l t im a te  (and p rim ary ) 

need  o f  an o r g a n is a t io n  i s  t h a t  ( f o r  each in d iv id u a l  member) i t  has 

th e  p u rp o se  o f  p ro v id in g  a lo c a t io n  o r  a re n a  f o r  f a n ta s y  n e e d s ,

T h a t i s  to  sa y , th e  u l t im a te  fu n c tio n  o f  th e  o rg a n is a t io n  i s  to  

p ro v id e  o c c a s io n  f o r  th e  w orking o u t o f  p e r s o n a l  f a n ta s i e s  t h a t  d e r iv e  

from  p e r s o n a l  n e e d s . W hatever e l s e  th e  o r g a n is a t io n  m igh t do, th e  

c r i t i c a l  fu n c tio n  i s  to  f u l f i l  th e  needs o f  members. Some m odels 

w i l l  d e s c r ib e  th in g s  d i f f e r e n t l y  -  f o r  in s ta n c e ,  an economic model 

w i l l  d e s c r ib e  th e  u l t im a te  fu n c tio n  in  te rm s o f  re s o u rc e s  and p ro d u c ts , 

B ut i f  we look  c a r e f u l ly  a t  o r g a n is a t io n s ,  we can se e  t h a t  members a r e  

i n t e r e s t e d  b a s i c a l l y  n o t in  w hat th e  o r g a n is a t io n  does in  a m a te r ia l  

s e n s e , b u t  w hat i t  does in  an em o tio n a l (a f f e c t iv e )  s e n s e . S tu d ie s  

o f  c h u rc h e s ,^  f o r  exam ple, have shown t h a t  members a re  in f lu e n c e d  by 

s u b je c t iv e  s e n tim e n t more th a n  a n y th in g  e l s e  when changes in  o r g a n is a 

t i o n  a re  c a l l e d  f o r .  Few s h a re h o ld e rs  c a re  ab o u t th e  p ro d u c t o f  a 

company so  lo n g  as  th e  d iv id e n d s  a r e  s a t i s f a c t o r y .

I f  we a r e  to  have a u s e fu l  and o p e r a t io n a l  th e o ry  o f  o r g a n is a t io n s ,  we 

m ust d is c a rd  th e  ones t h a t  have o n ly  fa c e  v a l i d i t y  and we m ust f a l l  

back  on a phenom eno lgo ica l th e o ry  b ecau se  t h a t  i s  th e  o n ly  l e v e l  t h a t  

w i l l  g e n e ra te  an u n d e rs ta n d in g  t h a t  can be a p p l ie d  to  th e  b a s ic  manage

ment o f  th e  o r g a n is a t io n .  The phenom eno log ical p e r s p e c t iv e  d e c la r e s

S ee , f o r  in s ta n c e ,  an u n p u b lish e d  s tu d y  (1971) by th e  a u th o r  o f  
a church  d e a l in g  w ith  a m ajo r change. S im ila r  s tu d ie s  by th e  
Grubb I n s t i t u t e  in d i c a te  l ik e w is e .
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t h a t  m eaning i s  s u b je c t iv e ,  t h a t  in d iv id u a ls  p u t  t h e i r  own i n t e r 

p r e t a t i o n  on s i t u a t i o n s  and a c t  on th e  b a s i s  o f  t h a t  i n t e r p r e t a t i o n .

We have c a l le d  t h a t  s u b je c t iv e  i n t e r p r e t a t i o n  " fa n ta s y "  and we can now 

:e x p la in  how i t  a p p l ie s  to  u n d e rs ta n d in g  o r g a n i s a t io n s .

No model o f  an o r g a n is a t io n  t e l l s  us a n y th in g  ab o u t th e  Head as a 

p e rs o n , however w e ll  i t  may d e s c r ib e  th e  b e h a v io u r  e x p ec ted  o f  th e  

p o s i t i o n .  We a l l  know how no two incum bents o f  a p o s i t i o n  behave 

in  th e  same way. In d iv id u a l  b e h a v io u r  i s  p a r t  o f  th e  dynamic o f  

th e  o r g a n is a t io n ;  th e  d e s c r ip t io n  o f  th e  p o s i t i o n  i s  n o t .  A b s tra c t  

d e s c r ip t io n s  o f  o rg a n is a t io n s  a re  s im p ly  m etap h o rs , o f te n  ex ten d ed  

m e tap h o rs , b u t  sym bolic  language n e v e r th e le s s  -  such  as th e  e x p la n a tio n  

o f  an o r g a n is a t io n  as  a "m achine" w ith  in te r lo c k in g  p a r t s .  To u n d er

s ta n d  " s t r u c tu r e " ,  we have to  u n d e rs ta n d  how p eo p le  " a c tu a l ly " ^  

behave . S t r u c tu r e  i s  s im ply  a d e s c r ip t io n  o f  a c tu a l  b e h a v io u r .

Members o f  o r g a n is a t io n s  have to  cope from m inute to  m inute w ith  

chan g es. The changes o r ig i n a te  in  th e  in d iv id u a l  though th e y  may be 

sp a rk e d  o f f  by changes in  o th e r  in d iv id u a l s .  T here a re  no means o f  

p r e d ic t in g  b e h a v io u r  e x c e p t in  te rm s o f  p e rs o n a l  p a t t e r n s  o f  b e h a v io u r .

In  p r a c t i c e ,  we b o th  do t h i s  and do n o t do t h i s .  We do i t  when i t  i s  

co n v e n ie n t and we do n o t when i t  i s  d i f f i c u l t  o r  in c o n v e n ie n t .  (Most 

l i k e l y  in  r e g u la r  p r a c t i c e  we have th in g s  th e  wrong way round and we 

assume p r e d i c t a b i l i t y  when th e  s i t u a t i o n  i s  easy  and u n p r e d ic t a b i l i t y  

when th in g s  a re  d i f f i c u l t ) . T h is  i s  w here m anagers make t h e i r  m is ta k e s  

b ecau se  th e y  p r e f e r  to  a c t  q u ic k ly  and make d e c is io n s  a s  s im p ly  as 

p o s s ib le .  T e c h n ic a l models encourage t h i s  app ro ach . But i t  sh o u ld  be 

r e c a l l e d  t h a t  th e  more s i g n i f i c a n t  th e  ch an g e , th e  g r e a t e r  th e  emo

t i o n a l  inv o lv em en t o f  each  member and th e  more p e r s o n a l  and l e s s  o rg a n isa -

So as n o t  to  be s id e t r a c k e d  in t o  th e  c a s u i s t r y  o f  m eanings, we 
u n d e rs ta n d  " a c tu a l"  to  be t h a t  which i s  " a c te d  o n " .
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t i o n a l  h i s  co n ce rn  w i l l  b e . In  a company th r e a te n e d  w ith  b a n k ru p tc y , 

in d iv id u a l s  a re  more co nce rned  w ith  t h e i r  p e rs o n a l  f u tu r e s  th a n  th e  

co n ce rn s  o f  th e  Company. T here i s  no way in  w hich company concerns 

. can s u p p la n t p e rs o n a l ones however much th e  Head may c o n s id e r  company 

i n t e r e s t s  to  be param oun t.

The im p o rtan ce  o f  u n d e rs ta n d in g  o rg a n is a t io n s  as  s u b j e c t i v i t i e s  i s  

t h a t  we can d e a l w ith  th e  fundam en tal a s p e c ts  o f  o r g a n is a t io n a l  

f u n c tio n in g  and we Ccin p la c e  th e  o r g a n is a t io n  in  i t s  p s y c h o s o c io lo g ic a l  

and soc io -eco n o m ic  c o n te x t .  For exam ple, we can d e s c r ib e  an e d u c a t io n a l  

i n s t i t u t i o n  in  te c h n ic a l  te rm s and r e l a t e  th e s e  to  s o c i a l  and econom ic 

developm ents. For many p u rp o se s  such  d e s c r ip t io n s  a re  u s e f u l  -  fo r  

in s ta n c e ,  so  f a r  a s  lo c a l  a u th o r i ty  p ro v is io n  o f  sch o o l p la c e s  i s  

co n ce rn ed  (c o n s id e r in g  dem ographic p r o je c t io n s  and so  o n ) . However, 

th e  fu n c tio n s  o f  th e  sc h o o l in  th e  p s y c h o lo g ic a l  c o n te x t  o f  i t s  members 

and th e  community to  w hich i t  b e lo n g s  mean t h a t  th e  t r u e  fo rc e s  o f  

in f lu e n c e  on th e  sch o o l depend on th e  r e a l i s a t i o n  o f  a good many 

p e r s o n a l  demands and n eed s . The sch o o l may have a sym bolic  meaning 

fo r  th e  community a s  a p r e s t i g io u s ,  s c h o la r ly  i n s t i t u t i o n !  For th e  

Head, i t  may be th e  o p p o r tu n i ty  t o  f u l f i l  h i s  e d u c a tio n a l  i d e a l s .  For 

te a c h e r s ,  i t  may o f f e r  im p o r ta n t c a r e e r  s ta g e s .  For p u p i l s ,  a g u a ran 

te e  o f  c e r t a in  d e s i r e d  p o s t- s c h o o l  s i t u a t i o n s .  For th e  p o p u la tio n  a t  

l a r g e ,  i t  w i l l  have a v a r i e ty  o f  s o c i a l  and p o l i t i c a l  and econom ic 

s ig n i f i c a n c e s .  And so on . I f  we a re  to  u n d e rs ta n d  how th e  sch o o l 

copes w ith  change, we have to  exam ine n o t th e  t e c h n ic a l  model o f  th e  

e d u c a t io n a l  i n s t i t u t i o n  ( fo r  in s ta n c e ,  th e  b a s is  o f  th e  lo c a l  a u th o r i ty  

fu n d in g ) , b u t  th e  p e r s o n a l  needs o f  in d iv id u a ls  f o r  whom th e  sch o o l 

i s  a  c r i t i c a l  symbol and a re n a  f o r  ach iev em en t. At one l e v e l ,  t h i s  i s  

to  d e s c r ib e  th e  p o l i t i c a l  s ig n i f i c a n c e  o f  o r g a n is a t io n s ,  b u t  more fu n d 
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a m e n t a l l y ,  i t  i s  t o  d e s c r i b e  t h e  p s y c h o l o g y  o f  s u c h  p o l i t i c s .

I f  o r g a n i s a t i o n s  a r e  s o  s u b j e c t i v e ,  how  d o  d i f f e r e n t  p e r c e p t i o n s  

r e l a t e ?  S u r e l y  o r g a n i s a t i o n s  a r e  n o t  a n a r c h i e s ?  T h e r e  a p p e a r s  t o  b e  

• o r d e r ,  c o h e r e n c e  a n d  r e l a t i o n s h i p  i n  p r a c t i c e .  How c a n  o r g a n i s a t i o n s  

h a v e  b o t h  o b j e c t i v e  a n d  s u b j e c t i v e  " r e a l i t y " ?  S u c h  i s  j u s t  t h e  b a s i c  

m a n a g e m e n t  d i l e m m a  s o  t h a t  m a n a g e m e n t  c a n  " i n  r e a l i t y "  b e  n o  m o r e  

t h a n  t h e  c o o r d i n a t i o n  o f  s e p a r a t e  f a n t a s i e s .

F o r  t h e  m o s t  p a r t ,  t h e  f a n t a s i e s  t h a t  we h a v e  a b o u t  o r g a n i s a t i o n s  a r e

r e s t r i c t i v e .  We c r e a t e  o u r  f a n t a s i e s  i n  o r d e r  t o  b e s t  c o p e  w i t h  t h e

o r g a n i s a t i o n  a s  i t  i m p i n g e s  u p o n  u s .  We l o o k  f o r  j u s t i f i c a t i o n  o f

w h a t  we w a n t  t o  d o  a n d  e x p r e s s  i t ,  i f  we c a n ,  a l t r u i s t i c a l l y .  A

d e p a r t m e n t  h e a d  c a l l s  l o t s  o f  m e e t i n g s  b e c a u s e  h i s  m e a n s  o f  c o p i n g  

r e q u i r e s  a  c l o s e  r e l a t i o n s h i p  o f  s u c h  a  k i n d  w i t h  h i s  c o l l e a g u e s .

He f i n d s  j u s t i f i c a t i o n  f o r  h i s  b e h a v i o u r  -  h i s  p e r s o n a l  m e a n s  o f  

c o p i n g  -  b y  c r e a t i n g  a  m o d e l  o f  t h e  o r g a n i s a t i o n ;  s a y  a n  a u t h o r i t a r i a n  

m o d e l .  S o  l o n g  a s  h i s  c o l l e a g u e s  s h a r e  a  s i m i l a r  m o d e l , t h e  s i t u a t i o n  

a c c o m m o d a t e s  a l l  o f  t h e m  e q u a l l y  w e l l .  W h e re  c o l l e a g u e s  w o r k  o n  a  

d i f f e r e n t  m o d e l ,  t h e r e  w i l l  b e  c o n f l i c t  a n d  d y s f u n c t i o n a l ^  b e h a v i o u r .

T he  m o r e  i m p o r t a n t / s i g n i f i c a n t  a n  o r g a n i s a t i o n  i s  t o  a n  i n d i v i d u a l ,  

t h e  m o r e  o p e n  o r  c l o s e d  w i l l  b e  h i s  f a n t a s y  m o d e l  a c c o r d i n g  t o  t h e  

d e g r e e  o f  p e r s o n a l  t h r e a t  h e  p e r c e i v e s .  T h e  l e s s  t h r e a t  h e  p e r c e i v e s ,  

t h e  m o r e  o p e n  t o  c h a n g e  w i l l  h e  b e .

N o t  o p e n  t o  c h a n g e V e r y  o p e n  t o  c h a n g e

C o m m i t t e d  ÿ -  
" a n d  t h r e a t e n e d  ,

C o m m i t t e d  b u t  
n o t  t h r e a t e n e d

U n c o m m i t t e d  b u t  
t h r e a t e n e d ________

U n c o m m i t t e d  a n d  
n o t  t h r e a t e n e d

I n  t h i s  c o n t e x t  ' d y s f u n c t i o n a l '  i s  a  p r o b l e m a t i c  t e r m i
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Change i s  d ependen t on red u ced  t h r e a t  to  in d iv id u a ls  b u t w hat 

c o n s t i tu tu e s  s e c u r i t y  w i l l  be p e r s o n a l  and u n iq u e . I f  in  g e n e ra l 

a t h r e a t  i s  a p e rc e iv e d  p o t e n t i a l  d e p r iv a t io n ,  th e n  th e  c o n tra ry  m ust 

: be a p e rc e iv e d  p rom ise  o f  rew ard . A p r e f e r r e d  rew ard  m ust be a t  

l e a s t  e q u a l to  th e  c u r r e n t  rew ard  and to  be e f f e c t i v e  m ust be more 

th a n  th e  c u r r e n t  rew ard  i f  i t  i s  to  be an inducem ent to  ch an g e . We 

may ta k e  as  ax io m a tic  t h a t  an in d iv id u a l  o n ly  changes when he p e rc e iv e s  

th e  p ro m ised  r e tu r n  t o  be g r e a t e r  th a n  th e  c u r r e n t  r e tu r n ;  e q u i l ib r iu m  

i s  no inducem en t. We may s t a t e  th e  h y p o th e s is  t h a t  change o c c u rs  in  

an i n s t i t u t i o n  when th e  rew ards a re  p e rc e iv e d  by in d iv id u a ls  to  exceed  

th e  c u r r e n t  rew ard s . T here w i l l  be a c r i t i c a l  'm a ss ' o f  membership 

t h a t  d e te rm in e s  th e  deg ree  o f  o r g a n is a t io n a l  change. C le a r ly  t h i s  i s  

de te rm in ed  s u b je c t iv e ly .  W hatever th e  m a te r ia l  b a s e , th e  r e tu r n  i s  

p s y c h o lo g ic a l .  A second  h y p o th e s is  i s  t h a t  r e s i s t a n c e  to  change o c c u rs  

when th e  p rom ised  r e tu r n  i s  l e s s  th a n  th e  c u r r e n t  r e tu r n .  Such r e s i s 

ta n c e  w i l l  be a c t iv a t e d  in t o  o p p o s it io n  a c c o rd in g  to  th e  way in  which 

an in d iv id u a l  f e e l s  th r e a te n e d .  Thus i t  i s  a p p a re n t t h a t  th e  manage

ment o f  o r g a n is a t io n s  on g ro ss  g e n e r a l i s a t io n s  ab o u t r e tu r n s  to  

in d iv id u a l s  ( s e l f - i n t e r e s t )  i s  open to  g ro ss  d i s t o r t i o n  in  u n p re d ic 

t a b l e  w ays. T h is  m is tak e  o f  management h as  been to  view  members as  

b e lo n g in g  to  la rg e  c l a s s e s  o f  p eo p le  w ith  i d e n t i c a l  i n t e r e s t s  and to  

r e l a t e  to  them c ru d e ly . A good exam ple i s  th e  way c o l le g e s  d e a l w ith  

s tu d e n t  a c t i v i s t s ,  g e n e ra l ly  assum ing t h a t  th e y  r e p r e s e n t  th e  w hole 

body though th e y  can come to  r e p r e s e n t  a complex o f  v a ry in g  d is c o n 

t e n t s  o f  in d iv id u a l  s t u d e n t s . D isc o n te n te d  groups a re  o n ly  to o  

o f te n  s c a p e -g o a ts  f o r  o th e r  m a n ag e ria l p ro b lem s.

By d e f i n i t i o n ,  fo rm al o rg a n is a t io n s  d e f in e  p o s i t i o n s ,  r o le s  and rew ards 

and la y  down p ro c e d u re s  f o r  p r o c e s s e s . They a re  d e s ig n ed  as sn a p -s h o t
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m odels. D uring th e  p ro c e s s  o f  becom ing e s t a b l i s h e d ,  c o n t r a c ts  a re  

worked o u t in  term s o f  h i s  s n a p - s h o t .  However, t h i s  s t a t u s  r e p r e s e n ts  

a  b a se  f o r  b a rg a in in g  by members and n o t an a c c e p te d  s t a t io n a r y  s i t u a 

t i o n .  In  p r a c t i c e ,  members seek  f o r  changes t h a t  w i l l  g iv e  g r e a t e r  

' r e t u r n s ' .  A ll a c t i v i t y  in  th e  o r g a n is a t io n  comes to  be concerned  

w ith  in d iv id u a l s  t r y in g  to  im prove t h e i r  own p o s i t io n  f o r  b a rg a in in g  

in  o rd e r  to  f u l f i l  t h e i r  f a n ta s y  co n cep ts  o f  th e  o r g a n is a t io n .  Manage

m ent i s  th e  fu n c t io n  o f  f a c i l i t a t i n g  t h i s ,  i f  r i g h t l y  u n d e rs to o d  -  

n o t  d e te rm in in g  o r  even c o n t r o l l i n g  i t .  Hence management i s  a fu n c 

t i o n  o f  a l l  members, n o t  j u s t  th o se  d e s ig n a te d  to  be in  management 

p o s i t i o n s .  In  f a c t ,  th o se  in  'c o n t r o l '  p o s i t i o n s  a re  in  e x a c t ly  th e  

same n e g o t ia t in g  s i t u a t i o n  as o th e r  members. R a th e r th a n  a t te m p tin g  

to  r e in f o r c e  t h e i r  power and s t a t u s ,  th e y  would be more f u n c t io n a l ly  

e f f e c t i v e  i f  th e y  c o n c e n tra te d  on th e  f a c i l i t a t i n g  o f  o th e r s '  need 

ach iev em en t.^

A th e o ry  o f  o rg a n is a t io n s  a s  a re n a s  f o r  f a n ta s y  r e a l i s a t i o n  moves th e  

em phasis fo r  management away from a c o n c e n tr a t io n  on i n e r t  's t r u c t u r e '  

as an " o b je c t iv e  f a c t "  o f  o r g a n is a t io n a l  l i f e  to  an em phasis on th e  

p ro c e s s e s  w hich o ccu r in  an o r g a n is a t io n ,  s p e c i f i c a l l y  th e  b a rg a in in g  

p ro c e s s  w hereby in d iv id u a ls  seek  to  s u p p o r t t h e i r  f a n t a s i e s . For 

exam ple, we can  look  a t  th e  way th e  Head seek s to  s a t i s f y  h is  p e rs o n a l  

needs in  th e  p o s i t i o n  o f  Head. I f  h i s  b e h a v io u r  i s  f u n c t io n a l ,  he 

w i l l  r e a l i s e  h i s  needs w ith o u t d e p r iv in g  o th e rs  o f  t h e i r  freedom  to  

a c h ie v e  b u t  i f  i t  i s  d y s fu n c tio n a l  he w i l l  s im p ly  a tte m p t to  r e t a i n  

power and c o n t ro l  by rew ards and c o e rc io n  -  by m ethods which may be 

t o t a l l y  u n n ece ssa ry  f o r  h i s  p e r s o n a l  needs f o r  esteem  and a p p ro v a l .

We can u n d e rs ta n d  t h i s  co n cep t o f  th e  management fu n c tio n  i f  we 
s tu d y  th e  fu n c t io n  o f  le a d e r s h ip  as i t  o c c u rs  in  sm a ll group 
th e o ry .
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T here may be a ten d en cy  fo r  th o s e  h ig h  in  th e  h ie ra r c h y  to  i d e n t i f y  

w ith  th e  o r g a n is a t io n  in  p e r s o n a l  te rm s , so  t h a t  th e y  s e e  com plete  

i d e n t i t y  betw een th em se lv es  and th e  o r g a n is a t io n .  I d e n t i f i c a t i o n  o f  

. t h i s  s o r t  i s  e x c e e d in g ly  common and p r e s e n ts  c o n s id e ra b le  p ro b lem s. 

B osses te n d  to  c o n v e r t  p e r s o n a l  g o a ls  in t o  o r g a n is a t io n a l  g o a l s , 

endowing them w ith  an i n f a l l i b l e  o b j e c t i v i t y .  Young o rg a n is a t io n s  

r e c e iv e  t h e i r  momentum from t h i s  i d e n t i f i c a t i o n ^  b u t  i t  becomes 

in c r e a s in g ly  u n r e a l i s t i c  as th e  o r g a n is a t io n  grows o ld e r .  Heads come 

to  speak  o f  'my s c h o o l ' and i n d u s t r i a l  b o s se s  b e l ie v e  t h a t  no one can 

have company i n t e r e s t s  so  much a t  h e a r t  as th e y  do. The h ig h e r  th e  

e x e c u tiv e  p o s i t i o n ,  th e  g r e a t e r  th e  ten d en cy  f o r  p e rs o n a l g o a ls  to  be 

view ed a s  o r g a n is a t io n a l  g o a l s .  Y et o r g a n is a t io n s  can n o t in  th e m se lv es  

have g o a ls  b ecau se  p eo p le  a re  r e q u ire d  fo r  th e  ach ievem ent o f  g o a l s .

At b e s t  o r g a n is a t io n a l  ' g o a l s ' a r e  v e h ic le s  f o r  p e rs o n a l g o a l s , a t  

w o rs t th e y  a re  m ira g e s . T h is i s  t r u e  a l s o  o f  te c h n ic a l  p ro c e s s e s  which 

s e rv e  th e  needs o f  in d iv id u a l s  -  f o r  in s ta n c e ,  a c h o c o la te  f a c to r y  may 

have members who n ev er e a t  c h o c o la te s .  W hile th e  g o a l o f  th e  f a c to ry  

i s  to  p roduce c h o c o la te ,  'p r o d u c t io n ' i s  th e  p ro c e s s  w hereby members 

ac h ie v e  p e r s o n a l  s a t i s f a c t i o n s .  In  a c r i s i s ,  th e  q u e s tio n  i s  what 

do th e  members need , n o t  w hat sh o u ld  th e  o r g a n is a t io n  do . T h is  i s  

t r u e  o f  m a te r ia l  c r i s e s .  I t  needs to  be u n d e rs to o d  t h a t  c r i s e s  a re  

n ev e r e s s e n t i a l l y  'm a t e r i a l '  b u t th e  consequence o f  m a n ag e ria l p e rc e p 

t i o n s  . ^

Most t y p i c a l l y  in  c h a r is m a tic  o r g a n is a t io n s  e x p e rie n c e  o f  an o rg a n 
i s a t i o n  c e n t r e s  on o u r s e l f  in  a s s o c ia t io n  w ith  o th e r  groups and 
p a i r i n g s .

W hatever happens in  th e  o r g a n is a t io n ,  each  in d iv id u a l  i s ,  so  f a r  
a s  he h im s e lf  i s  co n ce rn ed , alw ays c e n t r a l  and he view s e v e ry 
th in g  from h i s  own p o in t  o f  v iew . No one i s  in  any b e t t e r  
p o s i t i o n  th a n  anyone e l s e  to  know w hat i s  g o ing  on though some 
w i l l  s h a re  more c r i t i c a l  e x p e r ie n c e s  th a n  o th e r s .  A c r i t i c a l  
e x p e r ie n c e  i s  one t h a t  b r in g s  ab o u t change and some members w i l l  
be concerned  in  more o f  th e s e  th a n  o t h e r s .
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A p s y c h o lo g ic a l  model o f  an o r g a n is a t io n  i s  more d i f f i c u l t  to  c o n s t r u c t  

th a n  a te c h n o lo g ic a l  one. F u rth e rm o re , u n lik e  a complex p ie c e  o f  

equipm ent ( l i k e  a com puter) th e r e  i s  no need  to  com pile a com plète  one 

: s in c e  o r g a n is a t io n s  b eg in  to  fu n c tio n  as soon as  two p e o p le  come 

to g e th e r .  The k in d  o f  model we need  in  o rd e r  to  u n d e rs ta n d  an o rg a n is a 

t i o n  i s  an e x p e r i e n t i a l  one and a s  such  i s  d i f f e r e n t  in  k in d  from th e  

m ech an ica l m odels m ost management t e x t  books ap p ea r to  p r e f e r .  An 

e x p e r i e n t i a l  model i s  s im p ly  th e  sum o f  o n e 's  e x p e r ie n c e  o f  an o rg an 

i s a t i o n  w ith  w hatever i n s ig h t s  and u n d e rs ta n d in g s  fo llo w  from th e  

e x p e r ie n c e . Each o f  us e x p e r ie n c e s  an o r g a n is a t io n  in  a p e rs o n a l  way 

a s  an i n d i v id u a l , as a member o f  a group o f  i n d i v id u a l s , and a s  a 

member o f  a g roup  r e l a t i n g  to  o th e r  g roups and in d iv id u a l s .

We can c o n s t r u c t  a model f o r  o r g a n is a t io n a l  b e h a v io u r b ased  on r e s e a rc h  

in to  th e  b eh a v io u r o f  p eo p le  in  g roups and I  have dev e lo p ed  such 

d e s c r ip t iv e  models e lse w h e re .^  Here we a re  con ce rn ed  w ith  th e  

in d iv id u a l  i n t e r p r e t a t i o n  o f  o b se rv ed  and e x p e rie n c e d  b e h a v io u r 

and th e  a t t r i b u t i o n  o f  v a lu e  to  t h a t  b e h a v io u r . For in s ta n c e ,  an 

in d iv id u a l  may o b se rv e  t h a t  le a d e r s h ip  i s  sh a re d  among th r e e  members 

o f  a  group  o f  s ix  and t h i s  o b s e rv a tio n  may be v e r i f i e d  by o u ts id e  

o b s e rv e r s .  But we can n o t know th e  m eaning and s ig n i f i c a n c e  a t t r i b u t e d  

to  t h a t  chang ing  p a t t e r n  o f  le a d e r s h ip  u n t i l  we have q u e s tio n e d  c lo s e ly  

th e  members whose re sp o n se  we a re  i n t e r e s t e d  i n .  W hile i t  i s  p o s s ib le  

to  o b se rv e  p h y s ic a l  b eh a v io u r i t  i s  n o t p o s s ib le  to  o b se rv e  p sy ch o lo g 

i c a l  r e a c t io n s ,  even though we may guess a t  them . I t  i s  th e  e v a lu a te d  

b e h a v io u r  o f  p eo p le  in  o rg a n is a t io n s  t h a t  i s  im p o r ta n t i f  we a re  to  

u n d e rs ta n d  th e  how and why o f  change .

The im p l ic a t io n  o f  th e  fo re g o in g  i s  t h a t  a n o th e r  d im ension  m ust be

A C l in ic a l  Approach to  U n d ers tan d in g  O rg a n is a tio n s .  
B r. J .  o f  In -S e rv ic e  E d u ca tio n  V o l.2 N .3 ,(1 9 7 6 ) .
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added to  management i f  i t  i s  to  cope w ith  th e  o r ig in s  o f  change 

in f lu e n c e s .  The a d d i t io n  o f  a n o th e r  management s t r u c t u r e  o r  

'te c h n iq u e ' i s  n o t r e q u ir e d  -  such  would sim ply  be an e x te n s io n  o f  

th e  A d m in is tra t iv e  Model w hich s e t s  up s e c r e t a r i a t s  to  d e a l  w ith  

ev e ry  new id e a .  R a th e r  th e  im p lic a t io n s  a re  tw o - fo ld . On th e  one 

han d , th e  n e c e s s i t y  f o r  much management a c t i v i t y  i s  b ro u g h t in to  

q u e s t io n  b ecau se  most management a c t i v i t y  i s  an e x te n s io n  o f  p e r s o n a l  

n eeds r a th e r  th a n  r e a l  n e c e s s i t y .  On th e  o th e r  hand , management m ust 

re c o g n ise  t h a t  i t  i s  th e  i n t e r e s t s  o f  members t h a t  m ust r e c e iv e  

a t t e n t i o n  and n o t m y th ic a l a b s t r a c t io n s  l i k e  'e d u c a t io n ',  'p r o g r e s s ' ,  

' p r o f i t a b i l i t y '  o r  w h a te v e r. Such te rm s a re  p h ra se s  used  by m anagers 

i n  j u s t i f i c a t i o n  o f  t h e i r  own needs and p r e f e r e n c e s .  T h is  i s  n o t to  

say  t h a t  o r g a n is a t io n s  a re  to  be in w a rd - lo o k in g , s e l f - i n t e r e s t e d  

i n s t i t u t i o n s  b u t  r a th e r  to  em phasise t h a t  u n le s s  rew ards a re  p e rc e iv e d  

to  come to  members, th e y  have no cause  to  w ish  f o r  th e  su c c e s s  o r  

c o n tin u e d  e x is te n c e  o f  th e  o r g a n is a t io n .  Not s u r p r i s in g ly ,  when th e  

c h ip s  a re  down, th e  main conce rn  o f  an o r g a n is a t io n  i s  to  p re s e rv e  

i t s e l f  o n ly  u n t i l  th e  s e n io r  members have se c u re d  s a t i s f a c t o r y  

a l t e r n a t e  em ployment. In  th e  p ro c e s s ,  many a re  shocked to  d is c o v e r  

t h a t  th e y  w ere n e i th e r  so  's e n i o r '  n o r h ig h ly  v a lu e d  as  th e y  th o u g h t.

In  p r a c t i c e ,  m a te r ia l  and te c h n ic a l  a s p e c ts  o f  o r g a n is a t io n s  a re  

alw ays seco n d ary  to  and dependen t on p e rs o n a l  a s p e c t s .

The argum ent ap p ea rs  to  be in  fav ô u r o f  much b e t t e r  com m unication 

among members o f  an o r g a n is a t io n  b u t n o t com m unication in  th e  g e n e r a l ly  

u n d e rs to o d  se n se  o f  in fo rm a tio n  d is s e m in a tio n . R a th e r i t  im p lie s  a 

p a r t i c u l a r  k in d  o f  p e r s o n a l  r e l a t i o n s h ip  among members where f e e l in g s  

and p e rc e p t io n s  a re  sh a re d  a t  a deep and p e rs o n a l l e v e l .  Not many
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s e n io r  e x e c u tiv e s  g iv e  th e m se lv es  tim e f o r  t h i s ,  p r e f e r r in g  th e  

v a r io u s  p o l i t i c a l  games o f f e r e d  by th e  o r g a n is a t io n .  For most 

m anagers a change o f  management s t y l e  i s  r e q u ir e d  and a r e v a lu a t io n  

o f  p e r s o n a l  g o a ls .

An u n d e rs ta n d in g  o f  o r g a n is a t io n s  from th e  p s y c h o lo g ic a l p e r s p e c t iv e  

d e s c r ib e d  h e re  does n o t  le a d  us t o  su g g e s t a w h o le sa le  r e s t r u c t u r in g  

o f  o r g a n is a t io n s .  There i s  no l ik e l ih o o d ,  fo r  in s ta n c e ,  t h a t  educa

t i o n a l  i n s t i t u t i o n s  w i l l  change r a d i c a l l y  in  form and p u rp o se  n o r 

even i n  s t r u c t u r e  -  i f  o n ly  b ecau se  v e s te d  i n t e r e s t s  a re  to o  s t ro n g .

But a change in  management s t y l e  th ro u g h o u t th e  o r g a n is a t io n  i s  

b o th  n e c e s s a ry  and p o s s ib le .  T his s t y l e  change r e q u ir e s  a movement 

away from a concern  w ith  a d m in is t r a t iv e  p ro c e d u re s  t o  b e h a v io u ra l 

p ro c e s s e s .  The s h i f t  i s  from a p o w e r-c o e rc iv e  o r  p o l i t i c a l  approach  

w hich c h a r a c te r i s e s  m ost fo rm a lly  c o n s t i tu te d  m ee tin g s  in  o r g a n is a t io n s  

to  a p ro c e s s  f a c i l i t a t i n g  approach  w hich r e le a s e s  th e  c r e a t i v i t y  o f  

c o n f l i c t  r e s o lu t io n .  I n s te a d  o f  t r y in g  to  su p p re s s  c o n f l i c t ,  th e  

le a d e r s h ip  fu n c tio n  i s  co nce rned  w ith  r e s o lv in g  c o n f l i c t  by h e lp in g  

c o lle a g u e s  to  work th ro u g h  t h e i r  p o s i t io n s  by f a c in g  up to  and coming 

to  u n d e rs ta n d  p e rs o n a l  v ie w p o in ts . I n d iv id u a ls  w i l l  be h e lp e d  to  

uncover and come to  te rm s w ith  th e  f a n ta s i e s  th e y  have ab o u t th e m se lv e s . 

S in ce  d e s ig n a te d  le a d e r s  have f a n ta s i e s  in  th e  same way as  o th e r  members, 

l e a d e r s h ip  r o le s  m ust r e v o lv e .  The f i r s t  c r i t i c a l  d e c is io n  o f  e s ta b 

l i s h e d  management i s  to  open up th e  o p p o r tu n i ty  f o r  sh a re d  le a d e r 

s h ip  -  though t h i s  i s  a p e rs o n a l  t h r e a t  few m anagers can fa c e .  In  

p r a c t i c e ,  to p  management may need to  r e t a i n  a t r a d i t i o n a l  p o s i t io n  

b u t  to  encou rage  change w ith in  th e  o rg a n is a t io n  by a ju d ic io u s  

encouragem ent o f  i n i t i a t i v e  a t  p o in t s  where p o t e n t i a l  c r e a t i v i t y  can 

be o b se rv ed  -  o u ts id e  h e lp  b e in g  n e c e s s a ry . I f  s e n io r  management 

c o n s id e r  one o f  th e  m ajor fu n c tio n s  o f  a l l  m anagers t o  be t r a i n in g
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c o l le a g u e s  in  management, th e r e  i s  chance o f  some p ro g re s s  tow ards 

g ra d u a l change and n o t c a la m ity .

The im p o rtan ce  o f  u n d e rs ta n d in g  o rg a n is a t io n s  as  c o l l e c t i v e  s u b je c t -  

' i v i t i e s  i s  b o th  t h e o r e t i c a l  and p r a c t i c a l .  I f  we can  r e a l i s e  t h a t  

in d iv id u a l s  behave in  a h ig h ly  i n d i v i d u a l i s t i c  and s e l f - c e n t r e d  way 

we come n e a r  to  u n d e rs ta n d in g  how o r g a n is a t io n s  fu n c t io n .  T h is  u n d e r-  

stem  d in g  le a d s  to  c e r t a in  a p p ro p r ia te  co p ing  b e h a v io u rs . But 

a d d i t i o n a l ly ,  i t  e n a b le s  us to  a p p re c ia te  th e  t r u e  n a tu re  o f  w hat 

a re  g e n e r a l ly  c o n s id e re d  th e  o b je c t iv e  a s p e c ts  o f  o r g a n is a t io n s  -  

th e  v e ry  m isu n d e rs ta n d in g s  t h a t  le a d  to  o r g a n is a t io n a l  c o l la p s e  in  

th e  com m ercial and economic s p h e re s .  Economic and f in a n c ia l  m odels 

a re  as  much fa n ta s y  as  any o th e r  p e r s p e c t iv e s  on o r g a n is a t io n s  b u t 

becau se  o f  th e  w estern  w orsh ip  o f  th e  m a te r ia l  w o rld , p h y s ic a l  th in g s  

have been g iv en  an undue p reced en ce  o v e r th e  n o n -m a te r ia l .  A phenomeno

lo g i c a l  th e o ry  g iv e s  an o p p o r tu n i ty  to  r e d r e s s  th e  b a la n c e  and p o in t s  

a way tow ards b e t t e r  co p in g .

November 1976 (re v ise d )

As I  in d ic a te d  tow ards th e  end o f  th e  a r t i c l e ,  th e  dynam ics o f  o rg an 

i s a t i o n a l  p ro c e s s e s  h as  to  be e x p la in e d . The f a c t  t h a t  we have 

d i f f e r e n t  f a n ta s i e s  o n ly  e3q>lains w hat we p e rc e iv e  n o t how we c o n tin u e  

to  p e r c e iv e  i t .  We need to  u n d e rs ta n d  how and why p e o p le  change 

t h e i r  p e r c e p t io n s .  In  te rm s o f  c o u n s e l l in g  p sy ch o lo g y  th e  e x p la n a 

t i o n  l i e s  in  th e  s e l f  co n ce p t b u t  we have n o t  y e t  e x p la in e d  how an 

in d iv id u a l  r e a l i s e s  th e  need  to  change o r  e x p e r ie n c e s  a  s i t u a t i o n  

which i s  conducive to  change. The c o u n s e l lo r  does n o t  c r e a te  th e  

change b u t he b r in g s  abou t a s i t u a t i o n  in  w hich change o c c u rs  s im p ly
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becau se  th e  s i t u a t i o n  i s  conducive to  change. The an a lo g y  i s  th e  

se e d  in  th e  ground and th e  s e a s o n a l c o n d it io n s  w hich 'c o n d u c e ' i t  

to  grow. Growth i s  a n a t u r a l  consequence o f  th e  s i t u a t i o n .

view  o f  th e  'c o n d i t io n ' f o r  e d u c a tio n a l  change was t h a t  th e  

in d iv id u a l  sh o u ld  'p e r c e iv e ' t h a t  th e r e  was s e l f  i n t e r e s t ,  t h a t  

i f  he w ere to  make a re sp o n se  to  th e  s i t u a t i o n  th e r e  would be a 

' r e t u r n '  t h a t  w ould b e n e f i t  him . I  u sed  th e  rough e q u a tio n  t h a t  an 

in d iv id u a l  w i l l  engage in  a c t i v i t y  o f  he b e l ie v e s  th e  ' r e t u r n '  w i l l  

be g r e a t e r  th a n  th e  in v e s tm e n t. I  in c o rp o ra te d  th e  id e a  in  a 

p a p e r e n t i t l e d  "Exchange and C o n f l ic t"  and drew on th e  q u in t e s s e n t i a l  

id e a s  o f  George Homans.^

"Exchange and C o n f l ic t"  was w r i t t e n  f o r  an Open U n iv e rs i ty  Reader to  

go a lo n g  w ith  co u rse  E321 in  E d u c a tio n a l A d m in is tra tio n . I t  was 

w r i t t e n  to  i l l u s t r a t e  and dev e lo p  an id e a  t h a t  th e  dynam ics o f  

o r g a n is a t io n  can be d e s c r ib e d  in  te rm s o f  s o c ia l  and p s y c h o lo g ic a l 

exchange. The id e a  had come to  me o u t o f  my own e x p e r ie n c e s  o f  

p s y c h o lo g ic a l  n e g o t ia to n  and I  have come to  r e a l i s e  t h a t  t h i s  i s  a 

view  p a r t i c u l a r l y  s i g n i f i c a n t  to  me. I  se e  m yself as h ig h ly  m o tiv a ted  

so  long  as I  r e c e iv e  co n firm in g  re s p o n s e s , b u t  p rone  to  d e p re s s io n  

i f  I  do n o t r e c e iv e  a c t iv e  c o n f irm a tiv e  re s p o n s e s . Much o f  my l i f e  

I  have been an a c t iv e  (som etim es h y p e ra c tiv e )  in n o v a to r  and have 

managed to  ac h ie v e  a number o f  p e r s o n a l ly  s a t i s f y i n g  s u c c e s s e s .  But 

re sp o n se  h as  alw ays been im p o r ta n t p e rh ap s  i n  th e  way t h a t  a c to r s  l i k e  

(and need) a u d ie n c e s . B ecause o f  t h i s ,  b a rg a in in g  and n e g o t ia t in g  have 

p la y e d  a  la rg e  p a r t  in  my in te r p e r s o n a l  r e l a t i o n s  -  b a rg a in in g  and 

rew ard  b e in g  s i g n i f i c a n t .  W hile I  l i k e  s e c u r i t y ,  in n o v a tio n  and

 ̂ G C Homans: S o c ia l  B ehav iour as  Exchange (Am J  o f  Soc) (1958)
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change I  a l s o  need th e  s e c u r i t y  o f  r e l a t i o n s h ip s  and I  th in k  I  was 

t r y in g  to  e x p re s s  t h i s  in  a th e o ry  o f  o r g a n is a t io n s .

The p ap e r makes a s i g n i f i c a n t  s te p  in  my developm ent a s  a 'phenom eno- 

- I p g is t 'b e c a u s e  I  was lo o k in g  a t  th e  p e rso n a l and s u b je c t iv e  e lem en t 

in  o r g a n is a t io n s  b u t t r y in g  to  u n d e rs ta n d  i t  a g a in s t  th e  s t r u c t u r a l  

background o f  o r g a n is a t io n s .  In  th e  p aper I  s t i l l  s l i p  in to  th e  

way o f  r e i f y i n g  o r g a n is a t io n s  though  now I  shou ld  do so w ith  an 

e x p la n a tio n  o f  th e  sh o rth an d  o r  m e tap h o r. I  was endeav o u rin g  to  

e x p la in  how r e l a t i o n s h ip s  betw een and among p eo p le  o ccu r a t  a 

fundam ental l e v e l  i r r e s p e c t iv e  o f  s t r u c t u r e s  o r  sy stem s. I  had 

a l re a d y  been in f lu e n c e d  by G re e n f ie ld  and was moving away from an 

open sy stem s, p o s i t i v i s t i c  and d e t e r m in i s t i c  v iew  o f  o r g a n is a t io n s  

b u t I  needed to  u n d e rs ta n d  more c o m p le te ly  'how ' p eo p le  in  

o r g a n is a t io n s  behaved.

The p ap e r was w e ll r e c e iv e d  a s  r e a d e r s  re c o g n ise d  r e a l i t i e s  o f  

o r g a n is a t io n s  and were made aw are o f  th e  need to  make p ro v is io n  fo r  

th e  p s y c h o lo g ic a l  n e g o tia tio n  t h a t  needs m ust o ccu r in  o r g a n is a t io n s .

But I  do n o t th in k  t h a t  many p e o p le  were made aw are o f  th e  n a tu re  o f  

p s y c h o lo g ic a l exchange a s  th e  b a s is  o f  s t r u c t u r e  r a th e r  th a n  's t r u c t u r e '  

a s  th e  b a s i s  o f  ' s t r u c t u r e ' .  And I  m y se lf  d id  n o t d ev e lo p  th e  id e a  o f  

o rd e r  and o r g a n is a t io n  u n t i l  l a t e r  when I  d ev eloped  i t  f o r  a book on 

O rg a n is a t io n a l  A sp e c ts  o f  Management. P erhaps I  s t i l l  wobble 

betw een a t r u e  phenom eno log ical and a s t r u c t u r a l i s t  view  b u t I  would 

a rg u e  t h a t  'o r d e r '  i s  a s  much a m a tte r  o f  p e rc e p tio n  a s  "chaos" and 

f o r  me th e r e  can  never be chaos o n ly  some form o f  o rd e r  ( I b i d ) .
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EXCHANGE AND CONFLICT IN THE SCHOOL 

by

H L GRAY

The p u rp o se  o f  t h i s  a r t i c l e  i s  to  look a t  th e  sc h o o l as an o rg a n is a 

t i o n  in  w hich c o n f l i c t  i s  seen  to  a r i s e  as  th e  r e s u l t  o f  th e  d i f f e r e n t  

demands t h a t  members make on th e  i n s t i t u t i o n .  T h is  i s  n o t  th e  o n ly  

way o f  lo o k in g  a t  a s c h o o l,  b u t i t  i s  a q u i t e  fundam ental way o f  

lo o k in g  a t  any k in d  o f  o r g a n is a t io n .  The p rem ise  i s  t h a t  a l l  o rg a n is a 

t i o n s  a re  in  a complex s t a t e  o f  i n t e r n a l  (and e x te rn a l)  c o n f l i c t  and 

t h a t  when c o n f l i c t s  can be r e s o lv e d  e a s i l y  and q u ic k ly  th e  o rg a n is a 

t i o n  i s  in  a h e a l th y  s t a t e  b u t  t h a t  when c o n f l i c t s  a re  su p p re s se d  

th e r e  i s  a b u i ld  up o f  f r u s t r a t i o n  t h a t  le a d s  to  unm anageable c r i s e s .  

The o r ig in s  o f  c o n f l i c t  come from th e  w ide v a r i e ty  o f  chang ing  needs 

t h a t  members o f  th e  sc h o o ls  have and w hich r e q u i r e  them to  c o n s ta n t ly  

r e n e g o t ia t e  t h e i r  te rm s o f  membership in  an unspoken p sy c h o lo g ic a l 

c o n t r a c t .  A d m in is tra tiv e  mechanisms in  sc h o o ls  and o th e r  o rg a n is a 

t i o n s  ig n o re  th e  need to  r e n e g o t ia te  and assume a much to o  s im p l i s t i c  

view  o f  m em bership. Hence th e r e  a re  no o v e r t  means fo r  r e s o lv in g  th e  

c o n f l i c t s  t h a t  a r i s e  from in c o m p a t i b i l i t i e s  in  member re q u ire m e n ts .

The n e g o t ia t io n  p ro c e s s  in v o lv e s  s o c ia l  and p s y c h o lo g ic a l  exchange -  

t h a t  i s ,  members commit th em se lv es  to  an o r g a n is a t io n  o n ly  in s o f a r  

as  th e y  r e c e iv e  in  r e tu r n  an a c c e p ta b le  rew ard  o r  'e x c h a n g e '.  Thus 

t h e r e  i s  a need  to  develop  s t r u c t u r e s  f o r  s c h o o ls  t h a t  can re sp o n d  to  

th e  n e g o t ia t io n  p ro c e s s  and th e  need f o r  p e rc e iv e d  r e tu r n  on commit

m ent.

O rg a n is a tio n s  s e rv e  P urposes

T here can be no d oub t t h a t  o rg a n is a t io n s  s e rv e  p u rp o ses  and sc h o o ls
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a re  no e x c e p tio n . The mere f a c t  o f  o r g a n is a t io n  i s  a p ro o f  o f  p u rp o se 

f u l  a c t i v i t y .  But to  go f u r th e r  th a n  t h i s  p r e s e n ts  p ro b lem s, f o r  w h ile  

o r g a n is a t io n s  may s e rv e  p u rp o ses  i t  seems u n l ik e ly  t h a t  o rg a n is a t io n s  

^can  have o b je c t iv e s ,  s in c e  o b je c t iv e s  r e q u ir e  a co n sc io u s  t a r g e t  

s e t t i n g  and o r g a n is a t io n s ,  w h ile  b e in g  made up o f  human b e in g s , a r e  

n o t th em se lv es  an im a te . An i n i t i a l  d i f f i c u l t y  a r i s e s  becau se  most 

o f  us te n d  to  th in k  o f  o r g a n is a t io n s  as i f  th e y  have a l l  th e  c h a r a c te r 

i s t i c s  o f  a s o r t  o f  c o l l e c t i v e  human b e in g  and t h a t  p r e s e n ts  us w ith  a 

l o t  o f  d i f f i c u l t i e s  when we g e t  i n to  th e  p roblem s o f  u n d e rs ta n d in g  

w hat a c tu a l ly  happens in  an o r g a n is a t io n .  I t  i s  som etim es s a id  t h a t  

p eo p le  have o b je c t iv e s  b u t o r g a n is a t io n s  do no t^  however i t  i s  e a s i e r  

to  th in k  o f  o r g a n is a t io n s  a s  s e rv in g  th e  p u rp o se s  o f  t h e i r  members in  

th e  f i r s t  in s ta n c e  and th e n  to  exam ine th e  consequences o f  member 

demands r a th e r  th a n  co n fu se  o b je c t iv e s  as b e in g  o r g a n is a t io n a l  and a t  

th e  same tim e  th o se  sh a re d  by members.

Some le a d in g  members o f  o r g a n is a t io n s  i d e n t i f y  w ith  th e  o rg a n is a t io n  

in  such  a way t h a t  th e y  p e r s o n ify  th e  o r g a n is a t io n  in  th e m se lv e s . How 

th e y  do t h i s  needs to  be exam ined in  d e t a i l ,  b u t  i t  would seem, in  

some c a s e s ,  t h a t  th e y  a c c e p t le a d e r s h ip  r e s p o n s i b i l i t i e s  a t  a tim e 

when th e  c l im a te  i s  good and th e  o r g a n is a t io n  i s  under no t h r e a t  and 

c o n s o l id a te  t h e i r  in f lu e n c e  and power so  t h a t  when th e  o r g a n is a t io n  

m eets h a rd  t im e s , th e y  a re  w e ll  ensconced  in  p o s i t i o n .  A l te r n a t iv e ly ,  

th e y  a re  b ro u g h t in  when th e  o r g a n is a t io n  i s  under t h r e a t  and g iv en  

power d u rin g  th e  c r i s i s  w hich th e y  a re  a b le  to  r e t a i n  a f te rw a rd s .  I t  

i s  b ecau se  c e r t a in  members -  n o t alw ays key members -  i d e n t i f y  c lo s e ly

T here a re  a l l  s o r t s  o f  re a so n s  f o r  t h i s ,  some o f  them a re  
e x p lo re d , fo r  in s ta n c e  in  R L Kahn (1964) e t  a l  O rg a n is a tio n a l  S tr e s s  
w here th e  prob lem s o f  in d iv id u a l s  as members o f  o r g a n is a t io n s  
a re  d is c u s s e d .
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w ith  th e  o r g a n is a t io n  t h a t  th e  o r g a n is a t io n  ap p ea rs  to  have i t s  own 

a im s. We can see  how t h i s  happens in  th e  case  o f  a s c h o o l. The 

f i r s t  head  p e r s o n i f i e s  th e  o b je c t iv e s  o f  th e  sc h o o l b ecau se  he goes 

: f o r  th e  th in g s  he w ants and b e l ie v e s  i n .  When he le a v e s ,  many o f  th e  

o ld  s t a f f  w i l l  have i d e n t i f i e d  w ith  h i s  o b je c t iv e s  to o  and th e y  c o n tin u e  

to  speak  o f  t h e i r  p e r s o n a l  o b je c t iv e s  as th o se  o f  th e  s c h o o l.

In  v o lu n ta ry  o r g a n is a t io n s  a r u l in g  c l iq u e  o r  c a b a l alw ays r i s e s  in t o  

p re -em in en ce  and th o se  who do n o t s h a re  th e  b e l i e f s  and v a lu e s  le a v e  

p e rh ap s  to  form t h e i r  own o r g a n is a t io n .  Som ething s im i la r  can happen 

in  com m ercial o r g a n is a t io n s  when some members w ithdraw  t h e i r  c a p i t a l  

and s e t  up a r i v a l  company. But in  o r g a n is a t io n s  where th e re  i s  a 

p u b l ic  monopoly o r  n e a r  monopoly q u i t ta n c e  and s e t t i n g  up com peting 

o r g a n is a t io n  i s  seldom  p o s s ib le .  In d eed , as in  th e  case  o f  th e  s c h o o l, 

many o f  th e  members may have p s y c h o lo g ic a l a tta c h m e n t to  th e  sch o o l 

and b e l ie v e  t h e i r  v a lu e s  and o b je c t iv e s  t o  be as  v a l id  a s  th o se  o f  

t h e i r  c o l le a g u e s .  S in c e , to  them , a g iv e n  sch o o l m ere ly  r e p r e s e n ts  a 

lo c a t io n  in  w hich t h e i r  id e o lo g ic a l  e d u c a t io n a l  o b je c t iv e s  may be 

e x p re s se d  th e r e  i s  no p rim a f a c ie  rea so n  why th e y  sh o u ld  le a v e , b u t  

r a th e r  ev e ry  re a so n  why th e y  sh o u ld  s ta y  and t r y  to  in f lu e n c e  m a t t e r s .

O rg a n is a t io n a l  r e s i s t a n c e  to  change

Somehow o r  a n o th e r ,  p e r s o n a l  p u rp o ses  become i n s t i t u t i o n a l i s e d  o r  a t  

l e a s t  th o s e  o f  th e  le a d e r s  do . P o l i t i c a l  p a r t i e s  ex em p lify  t h i s  in  th e  

d e b a te s  ab o u t th e  p u re  p o l i t i c a l  d o c t r i n e . What i s  i n t e r e s t i n g  i s  n o t 

so much th e  d e b a te s  t h a t  go on , b u t th e  way in  which o r g a n is a t io n s  

ap p ea r to  d e a l w ith  d e b a te . I t  i s  an i n t e r e s t i n g  c h a r a c t e r i s t i c  o f  

o r g a n is a t io n s  t h a t  th e y  sh o u ld  seek  to  p e r p e tu a te  a s im p le  u n i f ie d  

d o c t r in e  and t h a t  th e y  sh o u ld  be h ig h ly  r e s i s t a n t  to  change o r  m o d if ic a -
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t i o n  o f  a lm o st any fundam en tal k in d .  I f  one had  to  choose one m ajo r 

a s p e c t  o f  an o r g a n is a t io n  as  b e in g  th e  m ost c r i t i c a l  f o r  u n d e rs ta n d in g  

t h a t  o r g a n i s a t i o n 's  developm ent, one c o u ld  m ost u s e f u l ly  choose th e  

:ways in  w hich i t  r e s i s t s  change . Y et i f  one speak s o f  a n a t u r a l  

ten d en cy  o f  o r g a n is a t io n s  to  r e s i s t  change , t h i s  i s  c l e a r l y  n o t  a 

c h a r a c t e r i s t i c  o f  " th e  o r g a n is a t io n " ,  b u t o f  p e o p le  in  th e  o rg a n is a 

t i o n  and th e  e m p ir ic a l  ev id en ce  i s  t h a t  o r g a n is a t io n a l  change can be 

q u i t e  fundam ental g iv en  a  s u f f i c i e n t l y  s i g n i f i c a n t  change in  th e  

m em bership.

To u n d e rs ta n d  th e  s i t u a t i o n  one m ust exam ine th e  n a tu re  o f  v e s te d  

i n t e r e s t s .  A v e s te d  i n t e r e s t  i s  s im p ly  an inv o lv em en t in  an o r g a n is a 

t i o n  which g iv e s  a v a lu e d  rew ard  to  an in d iv id u a l .  When th e  rew ard

i s  a t  r i s k  th e  in d iv id u a l  w i l l  make ev e ry  e f f o r t  to  r e t a i n  i t .  In

f in a n c i a l  te rm s t h i s  i n t e r e s t  i s  a s a la r y  o r  r e tu r n  on in v e s tm e n t, 

b u t  i t  i s  a l s o  a whole com plex o f  o th e r  th in g s  o f  w hich m onetary  r e tu r n  

may be th e  l e a s t  c o n s e q u e n t ia l .  Membership o f  any o r g a n is a t io n  i s  

dependen t upon an in d iv id u a l  r e c e iv in g  a r e tu r n  on h i s  in v e s tm e n t -  

w h e th er t h a t  in v e s tm e n t be t im e , money, la b o u r  o r  w h a te v e r. A ccord ing  

to  "exchange th e o ry "^  a c t iv e  m em bership i s  c o n d i t io n a l  upon some k in d  

o f  v a lu ed  r e tu rn ^  and p a s s iv e  m em bership on th e r e  b e in g  no n e g a t iv e  

r e tu r n .  In  o th e r  w ords, one o n ly  jo in s  an o r g a n is a t io n  i f  one i s  

go ing  to  g e t  som eth ing  o u t  o f  i t  -  and w hat t h a t  r e tu r n  i s  may be 

i r r a t i o n a l  o r  r id i c u lo u s  to  o th e r s ,  b u t  so  long  as th e  member v a lu e s

 ̂ c . f .  G Homans S o c ia l  B ehav iou r a s  Exchange (1958)

T O Jaco b s  L e a d e rsh ip  & S o c ia l  Change (1974)

in  K W T i l l e y  "L ead e rsh ip  and Management A p p ra is a l" .  (1974)

 ̂ The r e tu r n  can be a n y th in g , o r  a com b in a tio n  o f  th in g s ,  t h a t  th e  
in d iv id u a l  r e q u i r e s .  I t  may be econom ic, b u t w hatever i t  i s ,  i t  
i s  a l s o  a "p sy c h ic  s e t " .  See below .
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i t  p o s i t i v e ly  i t  i s  an ad eq u a te  r e tu r n  on in v e s tm e n t in  s o c i a l ,  

p s y c h o lo g ic a l ,  e m o tio n a l, f in a n c ia l  o r  m a te r ia l  te rm s. In  o rd e r  

to  o b ta in  th e  a c c e p ta b le  exchange o r  r e tu r n  each  member e n te r s  i n to  

a p s y c h o lo g ic a l  n e g o t ia t io n  w ith  o th e r  members o f  th e  o r g a n is a t io n  

to  e n su re  t h a t  th e  demanded r e tu r n  c o n tin u e s  to  be fo rth co m in g .

The P sy c h o lo g ic a l In v es tm en t

B ut t h i s  p sy c h ic  in v e s tm e n t i s  n o t  an i n e r t  a c t i v i t y  as  i t  may be w ith  

f i n a n c i a l  in v e s tm e n t. One does n o t jo in  an o r g a n is a t io n  and s ta y  

o u ts id e .  To o b ta in  a r e tu r n  on commitment one m ust have some in v o lv e 

ment w ith  o th e r  members, and in v o lv em en t means se e k in g  in f lu e n c e ,  s t a t u s ,  

power a n d /o r  a u t h o r i t y .  Some p eo p le  w i l l  be c o n te n t  w ith  q u i t e  m inor 

r o le s  and in v o lv em en t in  an o r g a n is a t io n .  For some a c o n d i t io n  o f  

m embership w i l l  be t h a t  v e ry  l i t t l e  i s  demanded o f  them and an in c re a s e d  

demand w i l l  be an inducem ent to  le a v e . But f o r  ev e ry o n e , a re q u ire m e n t 

o f  m embership w i l l  be to  have t h a t  c o n t ro l  o v e r membership w hich le a v e s  

th e  in d iv id u a l  f r e e  to  c o n tin u e  n e g o t ia t in g  th e  c o n d it io n s  o f  membership 

t h a t  he h im se lf  r e q u i r e s .  Too o f te n  i t  i s  assumed t h a t  a l l  members 

o f  an o r g a n is a t io n  seek  u l t im a te  power o v e r o th e r s .  For many t h i s  w i l l  

n o t be s o , b u t in  o rd e r  to  have freedom  f o r  o n e s e lf  one w i l l  need  to  

have some power o v e r some o th e r s .  W hile everyone alw ays has th e  

o p tio n  o f  le a v in g  an o r g a n is a t io n ,  th e  c o s t  o f  le a v in g  may be g r e a t e r  

th a n  th e  c o s t  o f  s ta y in g  and hence to  s ta y  and r e c e iv e  th e  r e q u ire d  

rew ard  may mean an in c re a s e d  in v o lv em en t -  more th a n  i n i t i a l l y  r e q u ir e d .

What happens i s  t h a t  in  o rd e r  to  n e g o t ia te  th e  o r ig i n a l  exchange (o r 

to  n e g o t ia te  a new exchange in  changed c irc u m sta n c e s)  a member h as  to  

change h i s  r e l a t i o n s h ip  w ith  th e  o th e r  members. Once t h i s  o c c u rs  th e  

change in  r e l a t i o n s h ip s  r e p r e s e n ts  t h r e a t s  to  some members w hich can
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o n ly  be re s o lv e d  i f  y e t  o th e r  members e a se  t h e i r  demands o r  a change 

in  th e  b a la n c e  o f  power can be n e g o t ia te d .  The t r o u b le  w ith  o rg an 

i s a t i o n s  i s  t h a t  power te n d s  to  be c r i t i c a l l y  b a la n c e d  and changes 

in  demand from  any s e c t io n  o f  membership u p s e ts  th e  b a la n c e  and 

th r e a te n s  some p o s i t io n s  o r  r o l e s .  In  th e  fa c e  o f  t h r e a t ,  m ost 

p e o p le  o v e r - r e a c t  and see  a s tro n g  c h a l le n g e  to  t h e i r  s t a t u s  which 

m ust be v io l e n t l y  r e s i s t e d .  Hence c o n f l i c t  i s  a p o t e n t i a l  f a c t o r  

in  a l l  o r g a n is a t io n s  and in  m ost o r g a n is a t io n s  p o t e n t i a l  c o n f l i c t  

i s  su p p re s se d .

I t  m ust be u n d e rs to o d  t h a t  a l l  m odels o f  o r g a n is a t io n s  r e p r e s e n t  on ly  

a p a r t  o f  r e a l i t y .  A model i s  s im ply  a way o f  lo o k in g  a t  an o rg a n is a t io n  

so t h a t  w hat happens can be more c l e a r ly  u n d e rs to o d . A model does n o t 

have to  be " t r u e " ,  b u t i t  does have t o  make th in g s  c l e a r e r ,  to  g iv e  

p o s s ib le  and re a s o n a b le  e x p la n a tio n s  and in  a l l  l i k e l ih o o d ,  e n a b le  us 

to  p r e d i c t  c e r t a in  b e h a v io u r in  o th e r  o r g a n is a t io n s .  The 'ex ch an g e - 

c o n f l i c t '  model h as  c e r t a in  im p o r ta n t c h a r a c t e r i s t i c s .  I t  assum es t h a t  

o r g a n is a t io n s  can u s e f u l ly  be d e s c r ib e d  i n  te rm s o f  th e  p e o p le  who a re  

members o f  them . The co n ce p t o f  m em bership i s  im p o r ta n t and in c lu d e s  

" u s e rs "  o f  th e  o r g a n is a t io n  -  l i k e  p a r e n ts  o f  p u p i l s  in  th e  s c h o o l.

A member may be anyone who. has to  do w ith  th e  o r g a n is a t io n .  Exchange 

th e o ry  d e s c r ib e s  b e h a v io u r in  te rm s o f  th e  i n t e r e s t  t h a t  p eo p le  have 

in  b e in g  members and i t  h ig h l ig h t s  th e  ways in  w hich p e r s o n a l  

i n t e r e s t s  o f  members become i s s u e s  o f  p o t e n t i a l  c o n f l i c t .  I t  fo llo w s  

from  t h i s  view t h a t  s in c e  a l l  members have a range  o f  i n t e r e s t s  in  

th e  o r g a n is a t io n  and th e y  a re  n o t  a l l  r e c o n c i la b le ,  a t  l e a s t  a t  any 

g iv e n  moment, a f r u i t f u l  way o f  d e s c r ib in g  what happens in  o rg a n is a 

t i o n s  i s  to  view  them as a re n a s  o f  c o n f l i c t .  Any demand made on an 

o r g a n is a t io n  by any in d iv id u a l  o r  group o f  in d iv id u a ls  i s  a p o t e n t i a l
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t h r e a t  even when i n i t i a l l y  e s s e n t i a l  to  th e  l i f e  o f  th e  o r g a n is a t io n .  

Members o f  an o r g a n is a t io n  need  to  be p re p a re d  f o r  th e  c o n f l i c t s  

t h a t  a r e  bound to  a r i s e  when membership changes ( in c re a s e s  o r  

: d e c re a se s )  o ccu r b ecau se  more changes b r in g  ab o u t th e  need  f o r  f u r th e r  

n e g o t ia t io n s  on r e tu r n s ,  a s i t u a t i o n  f r a u g h t  w ith  c o n f l i c t  p o t e n t i a l .

The r o o ts  o f  o r g a n is a t io n a l  c o n f l i c t

The ' e x c h a n g e - c o n f l ic t ' model shows how a l l  o rg a n is a t io n s  a re  in  a 

s t a t e  o f  te n s io n  o v er th e  rew ards g iv e n  to  members and because  th e s e  

rew ards can n o t be g u a ra n te e d  due to  th e  chang ing  needs o f  in d iv id u a ls  

each  member w i l l  e i t h e r  w ithdraw  o r  a tte m p t to  se c u re  h i s  p o s i t i o n  

p ro b a b ly  by o v e r-co m p en sa tin g . S in ce  a l l  p o s i t i o n s  in  th e  s t r u c t u r e  

h o ld  a d eg ree  o f  pow er, each  member w i l l  a t te m p t to  se c u re  more power 

and in  so  do ing  he th r e a te n s  th e  s t a t u s  o f  some o th e r  members o f  th e  

o r g a n is a t io n .  Power changes r e q u ir e  t h a t  in d iv id u a l s  make a l l i a n c e s ,  

fo rm a lly  o r  in fo rm a lly ,  and as power b lo c k s  grow o th e r  groups w i l l  

a t te m p t to  c o u n te ra c t  th e  t h r e a t  to  th e m se lv e s . We may i l l u s t r a t e  th e

s i t u a t i o n  f o r  a l l  o rg a n is a t io n s  as h av in g  fo u r  a re a s  ; p o t e n t i a l

c o n f l i c t ;  c o n f l i c t  av o id a n c e ; a c t iv e  c o n f l i c t ;  c o n f l i c t  r e s o lu t io n .

I t  i s  n o t  enough m ere ly  to  s t a t e  th e  e x is te n c e  o f  c o n f l i c t  w ith o u t 

e x p la in in g  th e  consequences and how th e y  may be d e a l t  w ith .  I t  can

be a rg u ed  t h a t  a v o id in g  o r  ig n o r in g  c o n f l i c t  i s  a s a t i s f a c t o r y  way o f

d e a l in g  w ith  i t .  In  f a c t  m ost o r g a n is a t io n s  do j u s t  t h a t  and in  

a d d i t io n  to  n o t  r e c o g n is in g  o r  p e rm i t t in g  i t  th e y  a c t iv e l y  su p p re ss  

i t .  But th r e e  p o in t s  m ust be made ab o u t c o n f l i c t  in  a d d i t io n  to  i t s  

r e c o g n i t io n .  F i r s t l y ,  i f  ig n o re d  i t  becomes dys f u n c t io n a l  in  t h a t  

en erg y  i s  w asted  in  a v o id in g  i t  w hich c o u ld  be r e le a s e d  in to  o th e r  

a c t i v i t i e s ;  s e c o n d ly , i t  i s  p o s s ib le  to  work th ro u g h  c o n f l i c t  s i t u a t i o n s
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so  t h a t  nobody lo o s e s  fa c e  o r  t h e i r  r e tu r n  on in v e s tm e n t, and 

t h i r d l y  c o n f l i c t  i s  b a s ic  to  th e  c r e a t iv e  exchange among members 

o f  th e  o r g a n is a t io n  in  t h a t  i t  i s  th e  o n ly  way in  w hich th e  o rg a n is a 

t i o n  can be b ro u g h t to  s e rv e  th e  p u rp o ses  o f  th e  members in  th e  optimum 

way. A voiding c o n f l i c t  r e s o lu t io n  le a d s  t o  in e q u i ta b le  r e tu r n s  f o r  

in d iv id u a l s  w hich encou rag es  them to  weaken t h e i r  c o n t r ib u t io n s  to  

th e  o r g a n is a t io n .  (An e q u i ta b le  r e tu r n  i s  one w hich an in d iv id u a l  

re c o g n is e s  to  be f a i r  to  him and i s  a ls o  a t  an a c c e p ta b le  expense 

to  o th e r  m em bers).

I t  w i l l  be c l e a r  t h a t  th e  id e a  o f  c o n t r a c t  i s  n o t so  much econom ic 

as p s y c h o lo g ic a l .  The p s y c h o lo g ic a l a s p e c t  o f  th e  c o n t r a c t  i s  

im p o r ta n t b ecau se  s a t i s f a c t i o n  i s  b a s i c a l l y  a com plex p s y c h ic  re s p o n s e . 

S im ple " re c o g n it io n "  by c o l le a g u e s  may be more s i g n i f i c a n t  to  an 

in d iv id u a l  th a n  a h ig h  s a la r y  and th e  i n t e r e s t  h e re  i s  in  th e  rew ard  

" s e t"  o r  " c lu s te r "  -  a l l  th o s e  th in g s  t h a t  a re  c o n s id e re d  by an 

in d iv id u a l  to  be re w a rd in g .^  L ikew ise th e  in v e s tm e n t " s e t"  w i l l  

in c lu d e  e v e ry th in g  an in d iv id u a l  p u ts  in t o  h i s  membership o f  an 

o r g a n is a t io n .  We a re  th in k in g  o f  in d iv id u a l s  as complex s o c ia l  

b e in g s^  w ith  any number o f  f a c e t s  to  t h e i r  make-up -  m a te r ia l  and 

s p i r i t u a l  -  and i t  i s  t h i s  co m p lex ity  o f  n e e d s , t a l e n t s ,  w ants and 

c o n t r ib u t io n s  t h a t  we a re  exam ining in  te rm s o f  s o c i a l  exchange and 

o r g a n is a t io n a l  m em bership.

Exchange & C o n f l ic t  in  th e  School

I f  we t r a n s l a t e  th e  " e x c h a n g e -c o n f lic t"  c o n c e p ts  to  th e  sch o o l th e n  

th e  fo llo w in g  d e s c r ip t io n  em erges. Membership o f  th e  sch o o l would

V. Maslow (1964) -  Economic rew ard s a re  a p a r t  o f  a com ple te  s e t  o f  
p e r s o n a l  "needs" t h a t  m ust be s a t i s f i e d .

See E. S ch e in  (1965) on Complex Man.
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be anyone who makes an in v e s tm e n t in  th e  sch o o l on an econom ic, s o c ia l  

o r  p s y c h o lo g ic a l  d im ension . O rg a n is a tio n s  c o n s tr u c t  b o u n d a rie s  

around  th e m se lv es  a t  a p o in t  where c o n t ro l  can m ost c o n v e n ie n tly  be 

e x e rc is e d  by th o s e  who see  th e m se lv es  as " in  c h a rg e " . Hence th e  

boundary  t h a t  th e  H eadm aster chooses to  work w ith in  i s  d i f f e r e n t  

from t h a t  o f  th e  C h ie f E d u ca tio n  O f f ic e r .  The Head chooses w ith in  

h i s  boundary  te a c h in g  s t a f f  and p u p i l s  w ith  p e rh ap s  th e  ground s t a f f ,  

some k i tc h e n  s t a f f  and some c a re ta k in g  s t a f f .  The C h ie f  E duca tion  

O f f ic e r  in c lu d e s  a l l  a n c i l l a r y  and su p p o r t s t a f f  and p o s s ib ly  p a re n ts  

and a d v iso ry  s t a f f .  W hile i t  may be a rgued  t h a t  th e  b o u n d a rie s  o f  

th e  s c h o o l a re  d e f in e d  f o r  i t  by th e  L ocal E d u ca tio n  A u th o r ity  on th e  

b a s i s  o f  h i s t o r i c a l  p re c e d e n c e , th e  q u e s tio n  a r i s e s  a s  to  where th e  

Head in  p r a c t i c e  draws th e  b o u n d a r ie s . I t  i s  c l e a r  from  exam in a tio n  

o f  p a r t i c u l a r  s c h o o ls  t h a t  b o u n d a rie s  a re  d i f f e r e n t l y  drawn and have 

d i f f e r e n t  d e g re e s  o f  p e rm e a b il i ty  -  f o r  exam ple, some i n f a n t  sch o o ls  

n e v e r  a llo w  p a r e n ts  beyond th e  door w h ile  o th e r s  use p a r e n ts  as 

a n c i l l a r y  te a c h in g  s t a f f .  E q u a lly  th e  in f lu e n c e  o f  p a r e n ts  i s  

d i f f e r e n t  in  a m a in ta in e d  com prehensive sc h o o l from a m inor f e e -  

p ay in g  p r iv a t e  s c h o o l. P a re n ts  r e p r e s e n t ,  p e r  s e , a t h r e a t  to  th e  

exchange p o s s i b i l i t i e s  o f  s t a f f  in  th e  sch o o l by add ing  a n o th e r  group 

w ith  v e s te d  i n t e r e s t s .  T here a re  v a r io u s  ways o f  h a n d lin g  t h i s  

t h r e a t  o f  w hich th e  m ost c r e a t iv e  i s  to  l e g i t im is e  p a r e n t a l  r i g h t s  to  

b a rg a in in g  and to  use  th e  en su in g  in c re a s e d  in v e s tm e n t to  b r in g  

ab o u t change in  th e  o r g a n is a t io n  o f  th e  s c h o o l. To do so i s  to  

s h a re  c o n t r o l .

Problem s o f  p e r s o n a l  s t a t u s

The u n w ill in g n e s s  o f  m ost t r a d i t i o n a l  le a d e r s  to  sh a re  c o n t ro l  w ith in  

th e  sy stem  (as opposed to  c o n t ro l  o v e r th e  system ) i s  a f a c t o r  which
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p re v e n ts  r e s o lu t io n  o f  c o n f l i c t .  The r e s o lu t io n  o f  c o n f l i c t  in v o lv e s  

g iv e  and ta k e  on a l l  s id e s  and t h i s  i s  o f te n  in t e r p r e t e d  as d e f e a t  and 

w eakness. The t r a d i t i o n a l  view  o f  le a d e r s h ip  i s  t h a t  i t  e x i s t s  to  

: m a in ta in  th e  s t a t u s  quo w hereas in  f a c t  th e  m ain tenance o f  th e  s t a t u s  

quo i s  a means o f  d e fen ce  a g a in s t  p e rc e iv e d  a t t a c k . For th e  in d iv id u a l  

le a d e r ,  i n a b i l i t y  to  change a r i s e s  from v a ry in g  d eg ree s  o f  s e l f  -  i d e n t i f i  

c a t io n  w ith  th e  o r g a n is a t io n  -  one o f  th e  m ost p e r s i s t e n t  f a c to r s  go ing  

a g a in s t  p ro p e r  n e g o t ia t io n  and b a rg a in in g  because  he s e e s  n e g o t ia t io n  

as  p ro v id in g  a p e r s o n a l  t h r e a t .  I f  a te a c h e r  w ishes  to  in tro d u c e  a 

new id e a  o r  p r o j e c t  in t o  th e  s c h o o l,  th e  Head may approve o f  i t  so  long  

as  i t  r e in f o r c e s  h i s  own p o s i t i o n .  I f  he su p p o r ts  i t  s t r o n g ly  he may 

be s e e in g  i t  as  a means o f  s tr e n g th e n in g  h i s  b a rg a in in g  p o s i t i o n ,  i f  

he m ere ly  s u p p o r ts  i t  he may s im ply  se e  i t  as no p o s i t i v e  t h r e a t .  

U n fo r tu n a te ly ,  i f  he su p p o r ts  i t  s t r o n g ly  th e  i n i t i a t o r  may f in d  

h im s e lf  a t  a d isa d v a n ta g e  s in c e  w hat was i n t i a l l y  f o r  th e  te a c h e r  

a means o f  s t r e n g th e n in g  h i s  own p o s i t i o n  has now been  t r a n s f e r r e d  to  

s u p p o r t  th e  H ead 's  p o s i t i o n  and hence becomes a w eakness o f  h i s  ( th e  

t e a c h e r 's )  b a rg a in in g  p o s i t i o n .  In  ex trem e c a s e s ,  th e  i n i t i a t o r  f in d s  

he h as  become th e  c r e a tu r e  o f  th e  Head and i s  fo rc e d  now to  c a p i t a l i s e  

on th e  s i t u a t i o n  in  u n a n t ic ip a te d  w ays. What i s  c e r t a in  i s  t h a t  th e  

c o n t ro l  o f  th e  id e a  p a s s e s  to  th e  Head and th e  i n i t i a t o r  h as  in c re a s e d  

h i s  dependence on an a u th o r i ty  f ig u r e .  O ften  i n i t i a t o r s  make s u g g e s tio n s  

s im p ly  to  in c re a s e  t h e i r  b a rg a in in g  p o s i t i o n  and n o t r e a l l y  b ecause  

th e y  a re  com m itted to  th e  id e a  i t s e l f .  Thus an E n g lish  te a c h e r  m igh t 

s u g g e s t  t h a t  th e  sc h o o l p roduce a Summer Revue b ecau se  o th e r  d ra m a tic  

p r e s e n ta t io n s  have been c o rn e re d  by o th e r  t e a c h e r s . The Head a c c e p ts  

th e  id e a  and th e  Revue i s  s u c c e s s fu l  to  such  an e x te n t  t h a t  th e  Head 

e x p e c ts  a Revue each  summer under c irc u m sta n c e s  which add to  th e  H ead 's  

r e p u ta t io n .  In  th e s e  s i t u a t i o n s  th e  Head i s  l i k e l y  to  s e e  h i s  i n t e r e s t s
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and " th e  s c h o o l 's "  to  be i d e n t i c a l  and in  argum ent w i l l  c la im  t h a t  th e  

s c h o o l i s  more dependen t on him th a n  c o lle a g u e s  p e rh ap s  f o r  such  

re a so n s  a s  " I  s h a l l  s t i l l  be h e re  a f t e r  you have moved o n " . The 

^ te a c h e r  h as  now to  d e c id e  what r e tu r n  he w i l l  r e c e iv e  in  p la y in g  a long  

w ith  th e  Head.

P r o p r ie to r s h ip  i s  a c r i t i c a l  a s p e c t  o f  th e  c o n t r a c t - c o n f l i c t  syndrom e. 

W hile i t  may w e ll be t h a t  in  te rm s o f  h i s  c a r e e r ,  th e  sch o o l w i l l  have 

th e  Head as  a member lo n g e r  th a n  some o f  h i s  c o l le a g u e s ^ ,  le n g th  o f  

membership i s  no c r i t e r i a  f o r  e v a lu a t in g  th e  c o n t r ib u t io n  o r  c o n t r a c t  

o f  members. Indeed  to  do so i s  to  engage in  j u s t  a n o th e r  avo idance  

o f  c o n f l i c t .  For i f  one member s e e s  h im s e lf  as  h av in g  a g r e a t e r  i n t e r e s t  

th a n  a n o th e r  in  an o r g a n is a t io n  th e n  t h a t  r e p r e s e n ts  an a re a  o f  

p o t e n t i a l  c o n f l i c t  t h a t  r e q u ir e s  to  be worked th ro u g h . Any member 

may b e l ie v e  h im s e lf  to  have th e  i n t e r e s t s  o f  th e  o r g a n is a t io n  m ost 

n e a r  to  h i s  h e a r t .  T h is  i s  n ev e r so  in  a c t u a l i t y  -  though  one 

in d iv id u a l  may be more dependen t on an o r g a n is a t io n  fo r  more th in g s  

th a n  a n o th e r .  Hence th e  s te r e o ty p e  o f  th e  o ld  s t a g e r  who d e d ic a te s  

h i s  l i f e  to  th e  sc h o o l and becomes in c r e a s in g ly  u p s e t  as  more and more 

o th e r s  w ant to  do th in g s  d i f f e r e n t l y .

C ontinuous r e n e g o t ia t io n

I f ,  on th e  b a s i s  o f  " e x c h a n g e -c o n f lic t"  th e o ry  members make c o n t r a c ts  

w ith  o rg a n is a t io n s  and e n t e r  in t o  an e s s e n t i a l l y  co n tin u o u s  n e g o t i a t 

in g  r e l a t i o n s h ip  w ith  t h e i r  o th e r  c o l le a g u e s ,  th e n  th e  o r g a n is a t io n a l  

s t r u c t u r e  t h a t  b e s t  f i t s  th e  s i t u a t i o n  i s  one w here r o le s  and d u t i e s  

change and a re  sh a re d  on a c o n tin u o u s ly  r e n e g o t ia te d  b a s i s .  When

These d ay s , a p u p i l  who spends 7 o r  8 y e a rs  in  sch o o l may w e ll 
have a lo n g e r  membership th a n  m ost o f  h i s  te a c h e r s  in c lu d in g  
th e  h ead .
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r o le s  a re  c o n s ta n t  f o r  q u i t e  c o n s id e ra b le  p e r io d s  th e  c o n d i t io n  i s  

t h a t  th e  members o f  th e  o r g a n is a t io n  a re  in  a s t a b l e  s i t u a t i o n .  When 

th e  s i t u a t i o n  changes e i t h e r  f o r  a s h o r t  tim e o r  a l to g e th e r ,  th e  r o le s  

w i l l  change and in v o lv e  a f r e s h  p ro c e s s  o f  n e g o t ia t in g .  Few, i f  any ,

-.. o r g a n is a t io n s  a r e  o f  t h i s  k in d ; a lm o st a l l  o r g a n is a t io n s  have

p e r s i s t e n t  s t r u c t u r a l  c h a r a c t e r i s t i c s  which v a ry  in  t h e i r  a b i l i t y  to  

m eet th e  needs o f  members. Yet th e  su c c e ss  o f  an o r g a n is a t io n  depends 

on i t s  a b i l i t y  to  s a t i s f y  member n eed s . Many o r g a n is a t io n s  cope by 

v a ry in g  d e g re e s  o f  f l e x i b i l i t y  -  w hich g e n e r a l ly  sim ply  means bend ing  

w h ile  th e  p r e s s u re  i s  on . What o r g a n is a t io n s  r e q u i r e  i s  a b a s ic

m orphogenic q u a l i t y  o f  in h e re n t  q u a l i ty  o f  change. S choo ls  have

n o th in g  l i k e  t h i s  q u a l i t y  and i t  rem ains open to  ex am in a tio n  to  w hat 

e x te n t  th e y  "ought" to  be l i k e  t h i s  i f  so many o th e r  o rg a n is a t io n s  a re  

r i g i d  to o .

Needs o f  members

The f i r s t  q u e s t io n  ab o u t sch o o l s t r u c t u r e  o r  o r g a n is a t io n  co n ce rn s  

i t s  r e l a t i o n s h ip  to  th e  members and th e  c o n t r a c tu a l  s i t u a t i o n  th e  

sch o o l s e rv e s .  I f  i t  i s  ag ree d  t h a t  th e  sch o o l h as  no e x is te n c e  a p a r t  

from  i t s  members and no a p r i o r i  o r g a n is a t io n a l  aim s b u t  th e  complex 

" s e t"  o f  member o b je c t iv e s  and n e e d s , th e n  we can exam ine th e  n a tu re  

o f  th e  c o n t r a c t  and th e  s t r u c t u r e  f o r  w orking o u t th e  c o n t r a c t .  I f  we 

ta k e  th r e e  g roups o f  "members" -  p a r e n t s ,  te a c h e r s  and s tu d e n ts  -  i t  

i s  c l e a r  t h a t  t h e i r  needs a re  d i f f e r e n t ,  t h e i r  demands a re  d i f f e r e n t  

and t h e i r  manner o f  invo lvem en t d i f f e r e n t .  In  th e  s im p le s t  way, th e  

needs o f  p a r e n ts  a re  p roxy  needs in  t h a t  th e y  w i l l  be f u l f i l l e d  

th ro u g h  t h e i r  c h i ld r e n ,  w h ile  te a c h e r  needs a re  " p ro fe s s io n a l"  in  

t h a t  t h e i r  needs w i l l  be f u l f i l l e d  a s  th e y  do t h e i r  jo b s .  The needs 

o f  th e  p u p i l s  a re  h ig h ly  in d iv id u a l  and b o th  im m ediate and f u tu r e .

For in s ta n c e ,  a te a c h e r  te a c h in g  E n g lish  i s  s a t i s f y i n g  a p e rs o n a l  and
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p r o f e s s io n a l  need to  te a c h  a s u b je c t  she l i k e s ,  b u t  none o f  th e  

c h i ld r e n  in  th e  c l a s s  may l i k e  E n g lish  (o r th e y  may a l l  l i k e  i t ,  o r  

some o f  them may) and in  any ca se  even i f  th e y  do l i k e  i t  d u r in g  th e  

; le s s o n  th e  u s e fu ln e s s  o f  E n g lish  to  them w i l l  be d i f f e r e n t  fo r  each  

c h i ld .  B ut a d d i t io n a l ly ,  th e  p u p i l s  w i l l  n o t f u l l y  make use o f  t h e i r  

" e d u c a tio n "  u n t i l  th e y  le a v e  sch o o l w hich may be f iv e  o r  s ix  y e a rs  

l a t e r .  The te a c h e r  may le a v e  a t  th e  end o f  th e  te rm . Thus f o r  m ost 

o f  th e  members o f  th e  sch o o l (p a re n ts  and c h i ld re n )  th e  tim e  s c a le  fo r  

rew ards o f  membership i s  q u i t e  d i f f e r e n t  from  t h a t  o f  th e  te a c h e r s  

(though a te a c h e r  rew ard  may be " g e t t in g  a l o t  o f  c h i ld r e n  th ro u g h  

"O" l e v e l " ) . B ecause o f  th e  p r o f e s s io n a l  o r  co sm o p o litan  o r i e n t a t i o n  o f  

many te a c h e r s ,  th e  c o n t r a c t  te n d s  to  be w ith  th e  e d u c a tio n  s e r v ic e  

r a th e r  th a n  th e  sc h o o l o r  even th e  c h i ld r e n ;  te a c h e r s  le a v e ,  c h i ld r e n  

s t a y .  The s t r u c t u r e  o f  th e  sch o o l r e in f o r c e s  th e  t im e - s c a le  by 

u s in g  th e  ex am in a tio n  t im e ta b le  as  a c o n t r o l  mechanism. By f a r  and 

away th e  m a jo r i ty  o f  seco n d ary  sc h o o ls  a re  o rg a n is e d  on th e  b a s i s  o f  

a need to  o b ta in  a h ig h  number o f  A le v e l  (and c o n se q u e n tly  O le v e l)  

p a s s e s .^  W hile t h i s  would a p p e a r , a t  fa c e  v a lu e  to  su g g e s t a co n ce rn  

f o r  p u p i l s '  long  te rm  i n t e r e s t s ,  in  f a c t  i t  s im ply  p r o te c t s  th e  p o s i 

t io n s  o f  th e  te a c h e r s  b ecau se  i t  r e in f o r c e s  t h e i r  s t r u c t u r a l  and c a r e e r  

needs to  b e , sa y . Head o f  an E n g lish  D epartm en t, r a th e r  th a n  th e  needs 

o f  th e  p u p i l  in  sch o o l in  th e  fu tu r e  a s  a g a in s t  th e  p r e s e n t .  Such a 

s t r u c t u r e  c a n n o t be  am enable to  p r e s s in g  c u r r e n t  needs and hence i s  n o t 

open to  c o n t r a c tu a l  n e g o t ia t io n .  In d eed , th e  i n i t i a l  c o n t r a c t  t h a t  

th e  p u p i l  and p a r e n t  makes when th e  c h i ld  jo in s  th e  sch o o l p la c e s  a l l  

th e  ad v an tag es  f irm ly  on th e  s id e  o f  th e  sc h o o l and a g a in s t  th e  p u p i l .  

S in ce  th e  c o n t r a c t  i s  n o t c ô n tin u o u s ly  (o r  even i n i t i a l l y )  open to

A part from te a c h e r  s a l a r i e s  one o f  th e  l a r g e s t  s in g le  com m itted 
f i n a n c i a l  in v e s tm e n t i s  in  th e  ex am in a tio n  sy stem . In  many 
seco n d ary  s c h o o ls  th e  c o s t  o f  ex am in a tio n  e n t ry  fe e s  i s  as g r e a t  
a s  th e  c o s t  o f  an e x t r a  te a c h e r .
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n e g o t ia t i o n ,  th e r e  can be no wonder t h a t  c h i ld r e n ,  e s p e c i a l l y  a s  th e y  

grow o ld e r ,  become a l ie n a t e d .^  On th e  b a s is  o f  t h i s  model one p a r t  

o f  a cu re  f o r  tru a n c y  would be n e g o t ia t io n .  (P rim ary  s c h o o ls ,  b ecau se  

th e r e  i s  more open n e g o t ia t io n  betw een p u p i l s  and te a c h e r s  have few er 

p roblem s -  b o th  o f  d e c id in g  who th e  members a re  and o f  e n te r in g  in to  

n e g o t ia t io n  w ith  m em bers).

Consequences o f  f a i l u r e  to  n e g o t ia te

The developm ent o f  an " e x c h a n g e -c o n f l ic t"  model f o r  th e  sc h o o l (o r 

f o r  any o rg a n is a t io n )  i l l u s t r a t e s  th e  consequences o f  a f a i l u r e  in  th e  

n e g o t ia t in g  p ro c e s s  s in c e  c o n f l i c t  can be s to r e d  up when n e g o t ia t io n  i s  

ig n o re d  o r  in c o m p le te . C o n f l ic t  a r i s e s  when ad eq u a te  n e g o t ia t io n  does 

n o t ta k e  p la c e .  N e g o tia tio n  i s  a complex c o n tin u o u s  p ro c e s s  f o r  th e  

m ost p a r t  unp lanned  and even u n co n sc io u s . In  r e a l i t y  a l l  human 

r e l a t i o n s h ip s  in v o lv e  some form o f  n e g o t ia t io n  and c o n t r a c t  making 

and we a re  a l l  c o n sc io u s  o f  th e  b a rg a in s^  we have s t ru c k  e i t h e r  when 

jo in in g  an o r g a n is a t io n  o r  a t  c r i t i c a l  p e r io d s  d u rin g  o u r  m em bership. 

U n fo r tu n a te ly ,  many le a d e r s  and o th e r  members a r e  unaware o f  t h i s  

b a rg a in in g  r e l a t i o n s h ip ,  p o s s ib ly  s e e in g  t h e i r  b e h a v io u r  in  te rm s 

o f  " le a d e r s h ip "  o r  "good management". C o n tin u a lly  in  sc h o o ls  one h e a rs  

r a i s e d  th e  q u e s t io n  o f  r e s p o n s i b i l i t y  and d e le g a t io n  which Heads l i k e  

to  se e  as  im p ly in g  t h a t  th e y  m ust h o ld  u l t im a te  r e s p o n s i b i l i t y  f o r  ev e ry 

one and e v e ry th in g .  There i s  no need to  p u rsu e  th e  argum ent f u l l y  h ere^

Where p u p i l s  a re  n o t  a l i e n a t e d  th e  reaso n  i s  t h a t  th e y  buy o f f  
p r e s e n t  d is c o n te n ts  a g a in s t  f u tu r e  rew ards (ex am in a tio n  s u c c e s s e s ) , 
b u t  i n s o f a r  a s  th e r e  i s  no n e g o t ia t io n  th e  sch o o l av o id s  c r e a t iv e  
c o n f ro n ta t io n  s in c e  a v o id in g  c o n t r a c tu a l  prob lem s in  th e  p r e s e n t  
p re v e n ts  t h e i r  b e in g  re c o g n ise d  f o r  f u tu r e  a c t io n .

V .  Sm ith , P e te r  B, Groups W ith in  O rg a n is a tio n s  (1973) esp  Chap. VI 
"The P roblem s o f  I n te g r a t io n s .

V .  H L Gray "The F u n c tio n  o f  th e  Head o f  a S c h o o l" . (1973)
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e x c e p t to  draw a t t e n t i o n  to  th e  f a c t  t h a t  i n s o f a r  as  any in d iv id u a l  

b e l ie v e s  t h a t  he i s  " u l t im a te ly  r e s p o n s ib le "  he w i l l  e n t e r  a l l  nego

t i a t i o n s  w ith  an a re a  o f  b a rg a in in g  s e a le d  o f f  and hence th e r e  can be 

yno f u l l  n e g o t ia t io n .  The e f f e c t  o f  t h i s  i s  f o r  him to  aim to  r e t a i n  

p e r s o n a l  pow er, b u t  a l s o  to  a tte m p t p e r s o n a l  p r o te c t io n  a g a in s t  e ro s io n  

o f  h i s  s t a t u s .  In  p r a c t i c e  no s in g le  in d iv id u a l  e v e r  c a r r i e s  th e  whole 

can and no one can be h e ld  r e s p o n s ib le  f o r  th e  f a i l i n g s  o f  o th e r s  even 

s u b o rd in a te s ,  so to  c la im  t o t a l  p e r s o n a l  r e s p o n s i b i l i t y  i s  a form o f  

s p e c ia l  p le a d in g  w ith  u n fo r tu n a te  o r g a n is a t io n a l  conseq u en ces. In 

s c h o o ls  th e  id e a  o f  u l t im a te  r e s p o n s i b i l i t y  i s  a myth to  b o l s t e r  th e  

s t a t u s  o f  th e  Head, who i s  in  any case  s u b o rd in a te  to  G overnors and 

th e  L ocal A u th o r ity ,  to  reduce  th e  a re a s  o f  n e g o t ia t io n  and hence to  

in c re a s e  c o n f l i c t  in  th e  a re a s  o f  c o n f l i c t  av o id an ce  and a c t iv e  c o n f l i c t ,  

The re le v a n c e  o f  th e  exchange co n ce p t i s  e q u a l ly  t r u e  o f  h i e r a r c h i c a l  

s i t u a t i o n s  as  o f  s i t u a t i o n s  where a l l  th e  members a re  e q u a ls .  The 

added d im ension  t h a t  h ie r a r c h ie s  produce i s  o f  g r e a te r  in t r a n s ig e n c e  

in  c o n f l i c t  p o t e n t i a l  s i t u a t i o n s .  H ie r a r c h ie s ,  by t h e i r  v e ry  n a tu re  

in c r e a s e  th e  in c id e n c e  o f  c o n f l i c t  by r e p r e s s io n  e x c e p t in s o f a r  as 

h ie ra r c h y  i s  n e g o t ia te d  (as i s  p ro b a b ly  th e  c a se  in  p e a c e - tim e  arm ies  

w here low er ran k s  r e q u ir e  t h e i r  s u p e r io r s  t o  dom inate  them -  as p a r t  

o f  th e  b a r g a i n ) . F a r from r e s o lv in g  p ro b lem s, h ie r a r c h ie s  a c t u a l l y  

make them w orse , b eca u se  nom inal le a d e r s  i n s i s t  on b e in g  more " re sp o n s 

ib l e "  th a n  th e  o th e r  members r e q u i r e .

Who s e rv e s  whom?

One o f  th e  p roblem s o f  th e  sch o o l i s  th e  q u e s t io n  o f  who i s  th e re  

to  s e rv e  whom. H o s p i ta ls  have a s im i la r  dilemma in  th e  c u s to m e r/ 

c l i e n t / p a t i e n t  r e l a t i o n s h ip  to  th e  p ro fe s s io n a l /m e d ic a l  p r a c t i t i o n e r .  

W hile h o s p i t a l s  u n doub ted ly  e x i s t  to  s e rv e  th e  needs o f  p a t i e n t s  th e y
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e q u a l ly  u n doub ted ly  e x i s t  to  s e rv e  th e  needs o f  n u rse s  and d o c to r s .  

In d eed , th e  way th e  h o s p i t a l  s e r v ic e  fu n c tio n s  i t  would o f te n  seem 

t h a t  th e  needs o f  d o c to rs  and n u rse s  a re  th e  more im p o r ta n t .  The 

c a se  o f  s c h o o ls  i s  n o t  d i s s im i l a r  i f  we look  a t  who d e te rm in e s  th e  

s t r u c t u r e , s e t s  th e  norms and d e te rm in e s  th e  re w a rd s . T here can be 

l i t t l e  doub t t h a t  th e  c o n d i t io n  f o r  e n te r in g  -  th e  c o n t r a c t  a s  th e  

te a c h e r s  make i t  -  i s  t h a t  th e y  sh o u ld  d e te rm in e  a l l  th e  c o n d i t io n s  

f o r  m em bership. Thus te a c h e r s  d e c id e  who s h a l l  be members and in  w hat 

manner (band ing , s tre a m in g , even s e l e c t i o n ) , what th e  b e h a v io u ra l norms 

w i l l  be (p u p ils  respond  to  th e  i n i t i a t i v e s  o f  th e  t e a c h e r ) , w hat th e  

rew ards  w i l l  be (which ex am in a tio n  can be p a s s e d ) , w hat th e  pun ishm en ts  

w i l l  be (by r e s t r i c t i n g  o p p o r tu n i t ie s  a v a i la b le  f o r  q u a l i f y in g  in  a 

l im i te d  range  o f  s u b j e c t s ) , and so  on . I t  must be r e c a l l e d  t h a t  th e  

o n ly  e x a m in a tio n 8 t h a t  a sch o o l p e rm its  a re  c o n t r o l le d  by te a c h e r s  o r  

te a c h e r  dom inated o r g a n is a t io n s ;  te a c h e r s  choose th e  s u b je c t s  to  be 

s tu d ie d  in  sc h o o l and d e te rm in e  th e  s t a t u s  o f  s u b je c t s  by a l l o c a t in g  

tim e e t c .  in  th e  t im e ta b le ;  and te a c h e r s  d e c id e  on th e  k in d  o f  b e h a v io u r 

to  be p e rm itte d  o f  members o f  th e  sc h o o l. In  m i t ig a t io n  i t  may be 

a rg u ed  t h a t  e d u c a tio n  and i n i t i a t i o n  in  a l l  s o c i e t i e s  i s  d e te rm in e d  by 

th e  e ld e r s  and t h a t  te a c h e r s  a r e  m ere ly  s u r ro g a te s  f o r  p a r e n t s / e ld e r s  

a t  la r g e ;  th e  im p l ic a t io n  in  B r i t i s h  c u l tu r e  may be d e b a te d  b u t  i t  

i s  a l s o  s i g n i f i c a n t  t h a t  th e  s t r u c t u r e s  p ro v id e d  f o r  th e  p u p i l s  a re  

a l s o  p ro v id e d  fo r  th e  a d u l t  te a c h e r ,  i n  which ca se  th e y  le a d  to  a 

good d e a l o f  p o t e n t i a l  and a c t iv e  c o n f l i c t .  There can be l i t t l e  

doub t t h a t  th e  v e ry  s t r u c t u r e s  d e s ig n ed  f o r  th e  e d u c a tio n  o f  th e  c h i ld  

a re  e q u a l ly  d y s fu n c t io n a l  f o r  th e  a d u l t  te a c h e r  who i s  h o i s t  w ith  h i s  

own p e ta r d  o f  s u b je c t s  ch o sen , w orking and membership norm s, rew ards 

and p u n ish m e n ts . (For in s ta n c e  te a c h e r s  o f  low s t a t u s  s u b je c t s  a re
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acco rd ed  low o r g a n is a t io n a l  and s o c ia l  s t a t u s ) . In  o rd e r  to  change 

th e  sy stem , te a c h e r s  a re  f in d in g  i t  n e c e ssa ry  to  th in k  o f  s t a f f  much 

more as  a " c o l l e c t i v e "  and t h i s  makes a v e ry  unco m fo rtab le  s i t u a t i o n  

fo r  t r a d i t i o n a l i s t  te a c h e r s .

C ontinuous n e g o t ia t io n

Exchange th e o ry  e n a b le s  us to  exam ine an o r g a n is a t io n  in  te rm s o f  

th e  n e g o t ia t io n  an in d iv id u a l  makes as  a c o n d it io n  o f  h i s  m em bership.

He h im se lf  makes a p s y c h o lo g ic a l c o n t r a c t ,  g e n e ra l ly  u n e x p re sse d , t h a t  

h i s  c o n t r ib u t io n s  w i l l  be c o n d i t io n a l  upon h i s  p e rs o n a l e v a lu a tio n  o f  

th e  r e tu r n s  to  him . G iven, how ever, t h a t  he p e rc e iv e s  a t h r e a t  to  a 

j u s t  r e tu r n  he w i l l  t r y  to  im prove h i s  p o s i t i o n  a t  th e  expense o f  o th e r s .  

In d eed , som etim es th e  unspoken c o n t r a c t  i s  t h a t  he sh o u ld  be a b le  to  

ac h ie v e  power a t  th e  expense o f  o th e rs  -  a g r e a t e r  te m p ta tio n  fo r  

d e s ig n a te d  le a d e r s  th a n  o th e r  members. The exchange c o n t r a c t  in v o lv e s  

n e g o t ia t io n  w hich i s  a co n tin u o u s  p s y c h o -s o c io lo g ic a l  p ro c e s s .

M utually  s u c c e s s fu l  n e g o t ia t io n  le a d s  to  harmony w h ile  u n s u c c e s s fu l 

n e g o t ia t io n  (u n i-  o r  b i - l a t e r a l )  le a d s  to  open c o n f l i c t .  C o n f l i c t  can  o n ly  

be re s o lv e d  by s u c c e s s fu l  r e n e g o t ia t io n  though th e  te rm s o f  s e t t le m e n t  

may w e ll  change in  th e  p ro c e s s .  Many p eo p le  in  o r g a n is a t io n s  p r e f e r  

pow er, how ever p r e c a r io u s ,  to  f a i r  n e g o t ia t io n  and m ost o r g a n is a t io n s  

l i k e  s c h o o ls  and h o s p i t a l s  a re  so  o rg a n is e d  as to  p re v e n t f a i r  exchange 

and n e g o t ia t io n .  Hence th e y  c o n ta in  la rg e  numbers o f  p e o p le  in  a c t iv e  

c o n f l i c t  who d e s i r e  to  n e g o t ia te  o n ly  in  u n i l a t e r a l l y  fa v o u ra b le  ways.

The p re v e n tio n  o f  n e g o t ia t io n

S choo ls  i n h i b i t  n e g o t ia t io n  in  a number o f  q u i t e  c l e a r  and d i s t i n c t  

w ays, th e  e f f e c t  o f  which i s  to  p la c e  power in  an in c r e a s in g ly  l im i te d  

number o f  h an d s . B r ie f ly  th e s e  ways a re  p roblem s o f  membership 

e x p re s se d  s t r u c t u r a l l y  in  th e  rew ard  and punishm en t sy s tem s , e n v iro n -
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m en ta l l in k s  and econom ic o r g a n is a t io n .  A d d it io n a l ly ,  though  n o t 

d e a l t  w ith  h e r e ,  i s  th e  w hole co m p lex ity  o f  in d iv id u a l  p e r s o n a l i ty  

f o r  to  a l l  o r g a n is a t io n  m odels m ust be added th e  d im ension  o f  p e r s o n a l  

-.and in te r p e r s o n a l  p sy ch o lo g y .^

Membership

The sch o o l d e te rm in e s  who s h a l l  j o in  th e  c o n d i t io n s  o f  m em bership. 

In d iv id u a ls  can n o t choose to  be members o r  n o t ,  hence th e y  can n o t 

n e g o t ia te  c o n d it io n s  o f  e n t ry .  T here can be no g u a ra n te e  t h a t  th e  

p u rp o se s  o f  th e  c o n t r o l l i n g  members o f  th e  sc h o o l w i l l  c o in c id e  w ith  

th e  needs o f  th e  co e rc ed  members. Even where th e r e  i s  a ch o ic e  o f  

s c h o o l,  th e r e  i s  no ch o ic e  o f  'n o  s c h o o l '.  A ll  s e l e c t io n  sy s tem s , by 

t h e i r  v e ry  n a t u r e , a r e  d is c r im in a t in g  and sc h o o ls  have q u i t e  s u b t le  ways 

o f  showing t h a t  o n ly  a l im i te d  range  o f  b e h a v io u rs  and ach ievem en ts  a re  

a c c e p ta b le .  A d i f f e r e n t  k in d , and ra n g e , o f  b e h a v io u rs  i s  ex p ec ted  

o f  s tu d e n t  members from te a c h in g  members and th e r e  a re  u n doub ted ly  many 

more r e s t r a i n t s  on e n t ry  n e g o t ia t io n  f o r  p u p i l s  and p a re n ts  th a n  te a c h e r s

Rewards and Punishm ents

S choo ls  a re  v ery  c l e a r  abou t th e  r u le s  t h a t  c o n d i t io n  rew ards and 

p u n ish m en ts . The same s ta n d a rd s  te n d  to  be a p p l ie d  to  te a c h e r s  even 

when in a p p ro p r ia te  such  as w ith  re g a rd  to  l a t e n e s s ,  a b se n c e , o r  b e in g  

o u t o f  sc h o o l when n o t te a c h in g .  Heads have v e ry  g r e a t  freedom  to  

d e te rm in e  t h e i r  own b eh a v io u r and a t te n d a n c e , p u p i l s  have v e ry  l i t t l e  

and w ith  te a c h e r s  i t  v a r ie s  a c c o rd in g  to  age and s t a t u s .  Punishm ents 

te n d  to  be summary, exem plary  and s t a t u t o r y .  O ften  th e y  a re  s t r i c t l y  

i l l e g a l  in  te rm s o f  n a t io n a l  law  b u t ,  l i k e  c h u rc h e s , e t c ,  s c h o o ls  can 

g iv e  t h e i r  own s ta n d a rd s  l e g a l  s ta n d in g .  Rewards go to  th o s e  who

 ̂ e .g .v .  R o b ert L Kahn e t  a l :  O rg a n is a t io n a l  S t r e s s  (1964)
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conform  to  g e n e ra l norm s; pun ishm en ts  a re  g iv e n  to  d e v ia n ts .  In  few 

c a se s  a re  rew ards o r  pun ishm en ts n e g o t ia b le  n o r a re  th e y  to  be 

in f lu e n c e d  by th e  g e n e ra l  m em bership.

S t r u c tu r e

The m ajo r e lem en ts  o f  s t r u c t u r e  a re  s u b je c t  d ep a rtm en ts  w ith  h ig h -  

s t a t u s  d e p a r tm e n ta l h e a d s . The t im e ta b le ,  w hich i s  g e n e ra l ly  i n 

o r d in a te ly  complex and hence n o t  am enable to  change, i s  a l s o  a p o w erfu l 

in s tru m e n t o f  c o n t r o l .  The d e c is io n  making s t r u c t u r e  i s  u s u a l ly  a 

n a iv e  form o f  dem ocracy i n t e r p r e t e d  e i t h e r  as ta k in g  m a jo r i ty  d e c is io n s  

o r  r e p r e s e n ta t io n  by th e  Head in  th e  i n t e r e s t s  o f  th e  m a jo r i ty .  Few 

sc h o o ls  have made any a t te m p t to  f in d  a l t e r n a t e  ways o f  h e lp in g  th e  

membership to  s h a re  in  d e c is io n -m a k in g . Such d e v ic e s  a s  School C o u n c ils  

a re  f irm ly  c o n t r o l le d  by H eadm asters in  a w ide v a r i e ty  o f  t r a d i t i o n a l l y  

u n s u b tie  ways (such as  c a l l i n g  a f u l l  c o u n c i l  o n ly  once a te rm  and 

th e n  making i t  c l e a r  t h a t  i t s  p u rp o se  i s  " a d v is o r y " ) .

F i l t e r i n g  o f  E nvironm ent

Every member o f  an o r g a n is a t io n  b r in g s  h i s  p e rc e p t io n  o f  th e  

en v iro n m en t, and o f  th e  o r g a n is a t io n ,  w ith  him . How do sc h o o ls  s e l e c t  

th e  r e le v a n t  env ironm ents  w ith  which th e y  w i l l  i n t e r a c t ?  (For exam ple. 

P u b lic  S choo ls  co n ce rn  th em se lv es  w ith  U n iv e rs i ty  e n t ra n c e ,  th e  

r e s p e c te d  p r o f e s s io n s ,  and upper m iddle c l a s s  v a lu e s  -  downtown com- 

p re h e n s iv e s  w ith  g e t t in g  th e  b e s t  number w ith  'O ' l e v e ls  i r r e s p e c t i v e  

o f  jo b  o p p o r t u n i t i e s ) . The s t a f f  d e c id e  w hat q u a l i f i c a t i o n  p u p i l s  can 

le g i t im a te ly  aim a t .  The problem  o f  in n e r  c i t y  sc h o o ls  i s  t h a t  many 

te a c h e r s  have no se n se  o r  e x p e r ie n c e  o f  u rban  d e c l in e .  Hence members 

(p u p ils  and p a re n ts )  f in d  i t  im p o ss ib le  to  d is c o v e r  th e  te rm s on which
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to  open n e g o t ia t io n s  w ith  th e  sc h o o l s t a f f .

Economics

The m a te r ia l  p r o v is io n  o f  a l l  sc h o o ls  i s  b a se d  upon an a d m in is t r a t iv e  

model o f  th e  ty p e  o f  s c h o o l. Each L ocal E d u ca tio n  A u th o r ity  has a 

fo rm u la  f o r  s e t t i n g  up and fu rn is h in g  a sc h o o l w hich ig n o re s  th e  

r e a l i t i e s  o f  m em bership. W ith some la rg e  LEA's a m inim al amount o f  

n e g o t ia t io n  i s  p o s s ib le ,  b u t  o n ly  by te a c h in g  s t a f f ,  n ev e r by p a re n ts  

o r  o th e r  u s e r s .  S in ce  th e  sch o o l i s  handed o v er t o  th e  g o v ern o rs  

in  a f ix e d  s t a t e ,  th e r e  i s  l i t t l e  p o in t  in  anyone n e g o t ia t in g  a 

c o n t r a c t ,  a t  b e s t  one s e t t l e s  f o r  an accommodation to  th e  f a i t  a c c o n p l i , 

Once th e  sc h o o l s t a r t s  f u n c t io n in g ,  a d m in is t r a t iv e  c o n s id e ra t io n s  o v e r

r id e  e v e ry th in g  and th e  a d m in is t r a to r s  become in c r e d ib ly  p o w erfu l 

p e o p le  o v e r everyone e l s e  in  th e  system . S t a f f  s a l a r i e s ,  to o ,  a re  o n ly  

m a rg in a lly  n e g o t ia b le ,  s tu d e n t  g r a n ts  a re  n e v e r  so .

C o n f l ic t  r e s o lu t io n

A ccording  to  th e  e x c h a n g e -c o n f l ic t  th e o ry ,  in d iv id u a l s  com pensate 

f o r  in a d e q u a te  o r  f r u i t l e s s  n e g o t ia t io n  by se e k in g  power ( g e n e ra l ly  

h ig h e r  up in  th e  s y s te m ) . S u c c e s s fu l ly  n e g o t ia te d  m utual c o n t r a c ts  

le a d  to  commitment and no c o n f l i c t .  U n su c c e ss fu l n e g o t ia t io n  le a d s  to  

f r u s t r a t i o n  and co m p en sa tio n -seek in g  w hich in  tu r n  le a d s  to  pow er- 

s e e k in g  and c o n f l i c t .  However, th e  v i t a l i t y  o f  an o r g a n is a t io n  l i e s  in  

i t s  a b i l i t y  to  a llo w  members to  c o n tin u e  n e g o t ia t io n  w hich i s  in  i t s e l f  

a form o f  c o n f l i c t .  T h is  k in d  o f  c o n f l i c t  does n o t  le a d  to  f r u s t r a t i o n ,  

b u t  to  enhanced commitment and more f u l l y  a c t iv e  m em bership. The 

prob lem  a r i s e s  as to  how to  ap p ly  t h i s  s im p le  model (which i s  in c r e d ib ly  

complex once i t s  r a m if ic a t io n s  in  te rm s o f  an a c tu a l  o r g a n is a t io n  become 

c le a r )  to  th e  sc h o o l s i t u a t i o n ,  which i s  i t s e l f  com plex. The answ er can
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o n ly  be t h a t  i f  th e  schoo l can  be aw are o f  th e  n a tu re  o f  n e g o t ia t io n  

and c o n t r a c t  and re sp o n d  to  what t h a t  m eans, th e n  th e  whole s t r u c t u r e  

w i l l  be more open and r e c e iv e  more su p p o r t from  members. The 

s t a r t i n g  p o in t  i s  s im p ly  to  s t a r t  open n e g o t ia t in g  among th e  

members -  some te a c h e r s ,  a s  w e ll a s  p u p i l s ,  would be sim ply  

d e l ig h te d  i f  someone e l s e  asked  them i f  th e r e  was an y th in g  th e y  

would p a r t i c u l a r l y  l i k e  to  do and would th e y  l i k e  a c t u a l l y  to  g iv e  

i t  a t r y .

The two s tr a n d s  in  th e  th e o ry  i l l u s t r a t e d  in  th e  R yerson p ap er and 

th e  open u n iv e r s i t y  c h a p te r  p o in t  tow ards th e  e x i s t e n t i a l  n a tu re  o f  

o r g a n is a t io n s .  Both th e  Deanes and B ro o k f ie ld  p r o j e c t s  were 

concerned  w ith  th e  in d iv id u a l  m eaning o r g a n is a t io n s  have fo r  members.

The f a n ta s y  co n c e p t shows how accom m odation o f  d i f f e r e n t  p e r s p e c t iv e s  

comes abo u t so t h a t  o r g a n is a t io n a l  a c t i v i t y  can o c c u r , w h ile  th e  

tw in  c o n c e p ts  o f exchange and c o n f l i c t  show how in d iv id u a l s  ta k e  

p a r t  in  th e  o r g a n is a t io n a l  dynam ic. I  co n d u c ted  two sem inars  a t  

th e  annual c o n fe re n c e  o f  th e  Network fo r  O rg a n is a tio n  D evelopm ent 

in  E d u ca tio n  (NODE) in  1980 in  w hich I  to o k  th e  problem  o f  o rg a n 

i s a t i o n a l  s t r u c t u r e  a s  a problem  f o r  management. The p aper 

i l l u s t r a t e d  th e  p rob lem s a r i s i n g  frcxn p e r s i s t e n t  s t r u c t u r e s  in  

o r g a n is a t io n s  and a tte m p te d  to  show how o rg a n ic  and dynam ic " s t r u c tu r e s "  

were more a p p ro p r ia te  th a n  th e  s ta n d a rd is e d  f ro z e n  s t r u c t u r e s  t h a t  

c h a r a c te r i s e  e d u c a tio n a l  o r g a n is a t io n s .  I  dev e lo p ed  my id e a s  o f  

in d iv id u a l  p e r c e p t io n s  and i n t e r e s t s  and th e  c o l l e c t i v e  n a tu re  o f  

o r g a n is a t io n a l  fu n c t io n s  such  a s  l e a d e r s h ip ,  d e c is io n  making and 

p a r t i c i p a t i o n  -  s ta n d a rd  v iew s in  group dynam ics th e o ry  where 

a c t i v i t i e s  a re  th o u g h t a s  " fu n c tio n s  o f  th e  group" r a th e r  th a n  

b e lo n g in g  to  th e  p o s i t i o n s  in d iv id u a l s  h o ld . In  d e fe n d in g  my view  

a g a in s t  p o l i t i c a l  th e o r i e s  o f  o r g a n is a t io n s  and some s t r u c t u r a l i s t  

v iew s, I  found i t  e a s i e s t  to  e x p la in  my v iew s a s  " e x i s t e n t i a l "
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though I  sho u ld  be an x io u s  to  av o id  hav ing  to  defen d  th e  te rm  

a g a in s t  th e  fo l lo w e rs  o f  J e a n -P a u l S a r t r e .

Yet e v e ry th in g  t h a t  happened d u r in g  th e  D eanes and B ro o k fie ld  

p r o j e c t s  i s  c a p a b le  o f  an  e x i s t e n t i a l  i n t e r p r e t a t i o n .  F a n ta s ie s  

a re  e x i s t e n t i a l ,  exchange i s  e x i s t e n t i a l ;  th e  w hole o f  o r g a n is a t io n a l  

p ro c e s s e s  a re  e x i s t e n t i a l  in  t h a t  fo r  each  in d iv id u a l  th e  s i t u a t i o n  

had p e rso n a l meaning to  th e  e f f e c t iv e  e x c lu s io n  o f  any  sh ared  

m eaning. The v e ry  c o n t r a c tu a l  s i t u a t i o n  i t s e l f  was d i f f e r e n t  fo r  

each  o f  u s .  S ta n le y  Putnam (B ro o k fie ld ) w anted to  im prove th e  

q u a l i t y  o f  schoo l c l im a te  (among many o th e r  th in g s )  w h ile  I  w anted 

q u i t e  d e s p e r a te ly  an o p p o r tu n i ty  to  engage in  OD in  s c h o o ls . Gordon 

T ay lo r (Deanes) w anted to  p rove  some p e rs o n a l ach ievem en t in  c a re e r  

te rm s a s  a head w h ile  I  w anted th e  o p p o r tu n i ty  to  show t h a t  I  co u ld  

do some ta n g ib le  r e s e a r c h  in  s c h o o ls . And th e s e  were o n ly  i n i t i a l  

n eed s , th e r e  was a co m p lex ity  o f  o th e r s  s u r f a c in g  from tim e  to  tim e . 

The exchange fo r  each  o f  u s  concerned  th e  n a tu re  o f  th e  r e tu r n  w ith  

S ta n le y  need in g  ev id en ce  o f  th e  schoo l b e in g  a b e t t e r  p la c e  in  q u i t e  

d i f f e r e n t  te rm s from Gordon w h ile  I  changed my re q u ire d  r e tu r n  a s  

a l l  e v e n ts  p roceeded  from r e c o g n i t io n  and a c c e p ta n c e  to  academ ic 

v i a b i l i t y  a s  an ex p e rie n c e d  in n o v a to r .  W hile a t  t ie  Deanes School we 

t r i e d  to  ig n o re  in d iv id u a l  needs a t  th e  d e s ig n  s ta g e ,  n e v e r th e le s s  

in d iv id u a l  needs were th e  s a l i e n t  in fo rm a tio n  t h a t  we re c e iv e d  and 

a t  B ro o k fie ld  though we c o n c e n tra te d  on in d iv id u a l  needs we were 

fo rc e d  to  d e a l w ith  ' t h e  s c h o o l ' a s  a com plex o r g a n is a t io n  and fa c e  

th e  unwelcome r e a l i t y  t h a t  o u r o b je c t iv e s  co u ld  n o t be sh a red  by 

everyone e l s e .

A ll  t h a t  has been w r i t t e n  in  t h i s  s tu d y  assum es t h a t  change does 

o ccu r and t h a t  i t  fo llo w s  c e r t a in  p a t t e r n s .  Even i f  th e  t e n t a t i v e  

p a t t e r n s  su g g es ted  a r e  to o  g ro s s  to  be more th a n  s t a r t i n g  p o in t s  fo r
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e x p lo ra t io n ,  n e v e r th e le s s  s ta g e s  o f  developm ent a r e  assum ed. 

F u rth e rm o re , i t  i s  ax io m a tic  to  th e o r i e s  o f  th e  s e l f  t h a t  d e v e lo p 

ment o c c u rs .  But th e r e  a r e  o th e r  p o s s i b i l i t i e s .  One i s  t h a t  change 

does n o t a c t u a l l y  o ccu r b u t i s  o n ly  b e l ie v e d  to  o c c u r . I t  i s  a rgued  

" t h a t  in  an  h i s t o r i c a l  sen se  th e  tim e  s c a le  i s  such  t h a t  changes fo r  

in d iv id u a ls  a re  n o t s i g n i f i c a n t  and , f o r  exaimple, th e  economic 

w e a lth  o f  th e  1 9 6 0 's  and 1 9 7 0 's i s  no d i f f e r e n t  from th e  economic 

w e a lth  ex p e rien ced  by G reeks a t  th e  tim e  o f  P la to .  I  w i l l  n o t 

p u rsu e  t h a t  i s s u e  h e re  though  I  b e l ie v e  t h a t  i t  h as  im portance  

fo r  econ o m ists  and p h y s i c i s t s .  A nother v iew , i s  t h a t  change i s  

l e s s  a change in  d i r e c t i o n ,  a l i n e a r  change , th a n  a change o f  

s t a t e .  I  b e l ie v e  t h a t  to  be an  im p o rta n t id e a  in  an e x i s t e n t i a l  

view  o f  th in g s ,  e s p e c i a l l y  o r g a n is a t io n s  and i t  would c e r t a i n l y  

h e lp  u s  to  view  Ihe c u r r e n t  economic s i t u a t i o n  in  e d u c a tio n  r a t h e r  

d i f f e r e n t l y .  C e r ta in ly  a change o f  em o tio n a l s t a t e  i s  common in  

human e x p e r ie n c e , say  from pessim ism  to  op tim ism . Today I  w ent fo r  

a w alk . I  to o k  l i g h t  s te p s  and r a n  up a h i l l .  A y e a r  ago I  would 

have t ro d  w ith  a heavy s te p  and f e l t  my back ache w ith  a g e . The 

d i f f e r e n c e  in  s t a t e  t h a t  I  ex p e rie n c e d  was due, I  b e l ie v e ,  e n t i r e l y  

to  th e  e f f e c t  o f  an  e m o tio n a lly  s a t i s f y i n g  weekend and a number o f  

'g o o d ' p e rs o n a l r e l a t i o n s h i p s .  O bvious a s  t h i s  may seem, i t s  

s ig n i f ic a n c e  fo r  p eo p le  in  o r g a n is a t io n s  seems l a r g e l y  to  be o v e r 

looked to  judge by th e  k in d s  o f  management p roblem s p eo p le  l i k e  

m y se lf have to  d e a l  w ith . P o s s ib ly  many m anagers do n o t choose 

to  b e l ie v e  t h a t  t h e i r  w o rld , t h e i r  o r g a n is a t io n ,  can  be changed by 

a change in  t h e i r  own em o tio n a l s t a t e .  Y et th e  B ro o k fie ld  p r o j e c t  

in d i c a te s  t h a t  change d oes  come ab o u t j u s t  l i k e  t h i s  w h ile  th e  

Deanes p r o je c t  shows som eth ing  o f  th e  prob lem s when th e  e x i s t e n t i a l  

e lem en ts  a re  o v e rlo o k ed  and ig n o re d . I  b e l ie v e  th e  e x i s t e n t i a l  

th e o ry  n o t o n ly  e x p la in s  v e ry  e f f e c t i v e l y  a g r e a t  d e a l  o f  o rg a n 

i s a t i o n a l  b eh av io u r b u t i t  le a d s  to  v e ry  p o te n t  and p r a c t i c a l  (as
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w ell a s  p rag m a tic ) ways o f  d e a l in g  w ith  management p roblem s and 

hence o r g a n is a t io n a l  change .

Sometimes in d iv id u a ls  a r e  u n a b le  to  r e c e iv e  th e  s a t i s f a c t i o n  from 

o r g a n is a t io n a l  mem bership t h a t  th e y  need and p sy c h o -th e ra p y  o r  

c o u n s e l l in g  i s  u n a c c e p ta b le , p e rh ap s  b ecau se  th e y  have b u i l t  up too  

s tro n g  a r e j e c t i o n  o f  th e  o r g a n is a t io n .  F or exam ple, a l e c t u r e r  

may r e q u i r e  r e c o g n i t io n  in  te rm s t h a t  make h i s  c o lle a g u e s  f e e l  

u n a b le  to  re sp o n d  to .  A rth u r  Bowen was one such  c a s e . He co u ld  n o t

r e c o n c i le  o r accommodate h im se lf  to  th e  s i t u a t i o n  in  which he was

unrew arded w ith  ad eq u a te  p rom otion  and w here o th e r s  co n tin u ed  to  

i n t e r p r e t  h i s  jo b  in  ways t h a t  w ere u n a c c e p ta b le .  I t  ap p ea red  to  

him t h a t  th e  o n ly  re c o u rs e  was to  le a v e  and go e lsew h ere  -  a

p a r t i c u l a r l y  sane and r a t i o n a l  d e c i s io n  in  i t s e l f .  Yet t h i s  one

s i t u a t i o n  was a r e p e t i t i o n  o f  p re v io u s  s i t u a t i o n s  and h i s  whole l i f e  

view  was in fu s e d  w ith  p a ra n o ia  in  w hich everyone was o u t to  'g e t*  

him . H is f a n ta s i e s  cou ld  n o t be accommodated to  anyone e l s e ' s ;  h i s  

i n s i s t e n c e  t h a t  o th e r s  shou ld  a g re e  to  see  th e  r e tu r n s  due to  him in  

h i s  te rm s was u n a c c e p ta b le . When he l e f t ,  th e r e  was a u n iv e r s a l  view  

t h a t  we shou ld  be h e a r in g  from him soon and t h a t  i t  would be th e  

same o ld  s to r y .

Most o f  th o se  in  th e  two p r o je c t s  seem n o t to  have become so soured  

by e v e n ts  and i t  was n o t  d i f f i c u l t  to  b r in g  a b o u t th e  changes 

n e c e s s a ry  in  p e rc e p tio n  to  en ab le  them to  v iew  t h e i r  o r g a n is a t io n s  

more p o s i t i v e ly .  But th e  th e r a p e u t ic  s i t u a t i o n  o f  an  OD ev e n t makes 

c o u n s e l l in g  and r e s o lu t io n  o f  p rob lem s e a s i e r .  In  norm al o rg a n 

i s a t i o n a l  s i t u a t i o n s ,  p rob lem s a re  o f te n  i n t r a n s ig e n t  b ecause  th e r e  

i s  no t h i r d  p a r ty  f a c i l i t a t o r  a v a i l a b l e  and th e  en trenchm en t o f  

o r g a n is a t io n a l  a t t i t u d e s  and e x p e r ie n c e s  makes c o n f ro n ta t io n s  o f te n  

w orse , u n le s s  some members have f a c i l i t a t o r  s k i l l s .  U n t i l  th e r e  i s
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a n e u t r a l  o r  m u tu a lly  a c c e p ta b le  c o n s u l ta n t  to  a s s i s t  in  problem  

r e s o lu t io n  th e r e  i s  no way in  w hich in d iv id u a ls  can  g a in  th e  s e l f -  

knowledge r e q u ir e d  to  be a b le  to  re -ex am in e  t h e i r  o r g a n is a t io n a l  

p e rc e p tio n s  and th e r e  i s  o n ly  a rg u in g  around th e  q u e s t io n .  I t  may 

w e ll be t h a t  th e  commoner form s o f  o r g a n is a t io n a l  c o n su lta n c y  sim ply  

e n a b le  in d iv id u a ls  to  p e rc e iv e  d i f f e r e n t l y  th em se lv es  in  th e  

o r g a n is a t io n a l  c o n te x t  r a t h e r  th a n  p ro v id in g  te c h n ic a l  s o lu t io n s .

In  f a c t ,  one c h a r a c t e r i s t i c  re sp o n se  to  c o n s u lta n c y  i s  n o t to  

change in  th e  l i g h t  o f  c o n s u l t a n t s ' r e p o r t s  b u t to  u n d e rta k e  a 

s e p a ra te  c o l l e c t i v e  i n i t i a t i v e .  The 'o b j e c t i v e '  r e p o r t  may p ro v id e  

a ' s a f e '  b a s is  f o r  p e rs o n a l re -e x a m in a tio n  from w hich a dynamic 

programme o f  change can  d e v e lo p . One th in g  seems c e r t a i n ,  w herever 

o r g a n is a t io n a l  change does o c c u r , in d iv id u a ls  see  th e m se lv es  

d i f f e r e n t l y  and th e  c o n te n tio n  in  t h i s  s tu d y  i s  t h a t  i t  i s  a p r e 

c o n d i t io n  and n o t a co nsequence .

In  c o n c lu s io n , I  g iv e  one o r  two 'c a s e s '  w hich i l l u s t r a t e  th e  

a p p l ic a t io n  o f  th e  's u b j e c t i v e '  and ' e x i s t e n t i a l '  th e o ry  to  r e a l  

s i t u a t i o n s  to  show how p r a c t i c a l  th e  approach  i s .  P erhaps th e  

m ost im p o rta n t u n d e rs ta n d in g  t h a t  came to  me, was t h a t  by a d o p tin g  

a th e o ry  o f  th e  s ig n i f ic a n c e  o f  in d iv id u a l  p e r c e p t io n s ,  I  was coming 

a good d e a l  n e a re r  to  p r a c t i c a l  and p rag m a tic  problem  s o lv in g  th a n  

many o f  th e  o th e r  t h e o r e t i c a l  s ta n c e s  t h a t  I  had once espoused  b u t 

by now s e r io u s ly  q u e s tio n e d .
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7 . A p p lic a tio n s
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7 . APPLICATIONS

I t  shou ld  be p o s s ib le  to  i l l u s t r a t e  th e  th e o ry  expounded in  t h i s  

s tu d y  by a number o f  exam ples, th e  p r a c t i c a l i t y  and pragm atism  o f  

a th e o ry  t h a t  some have d e s c r ib e d  a s  u n r e a l i s t i c .  The m ost p r e s s in g  

c h a r a c t e r i s t i c  o f  o r g a n is a t io n s  i s  t h e i r  im m ediacy. O rg a n is a tio n a l  

problem s j u s t  have to  be so lv ed  in  some way o r  a n o th e r ;  th e y  can n o t 

be postponed  a lth o u g h  th e  s i t u a t i o n  ch an g es. D e c is io n s  m ust be 

made even i f  i t  i s  by d e f a u l t  and th e  ad v an tag e  o f  an  e x i s t e n t i a l  

th e o ry  i s  t h a t  i t  h as  th e  immediacy t h a t  m ost p eo p le  e x p e rie n c e  

ab o u t o r g a n is a t io n s  as w e ll a s  th e  s u b j e c t i v i t y  o f  s e l f - i n t e r e s t .

In  a l l  fo rm al o rg a n is a t io n s  o f  which I  have been a member, 

in te rm in a b le  h o u rs  have been  s p e n t d e a l in g  w ith  p roblem s t h a t  w ere 

n o t s u b s ta n t iv e  p rob lem s b u t  r a th e r  s u b s t i t u t e s  -  f l i g h t ,  a v o id a n c e , 

sc a p e g o a tin g  and so on . A lm ost in v a r i a b ly  th e  p roblem s in d iv id u a l s  

p r e s e n t  a r e  p e rs o n a l p roblem s ab o u t r o l e  and r o l e  b eh av io u r where 

th e y  a s c r ib e  an  e x p e c ta t io n  a b o u t a p p r o p r ia te  r o le  b eh av io u r to  

som ething e x te r n a l  to  th em se lv es  -  th e  f a n ta s y  o r g a n is a t io n  t h a t  

demands c e r t a i n  r i t u a l i s t i c  b e h a v io u rs . Where th e s e  e x p e c ta t io n s  

become p a th o lo g ic a l  o r d y s fu n c t io n a l  (I  u se  b o th  words d e l ib e r a t e ly )  

th e  re a so n  i s  t h a t  in s te a d  o f se e in g  r o l e  b eh av io u r a s  accom m odation 

to  th e  e x p e c ta t io n s  o f  o th e r s  i t  i s  seen  a s  n eed ing  to  have a p r e c i s e  

id e a l i s e d  m a n if e s ta t io n ,  y e t  a s  a r e s u l t  i t  can  s a t i s f y  no one in  

th e  r o l e  s e t .  By u s in g  an e x i s t e n t i a l  th e o ry  o f  o r g a n is a t io n s ,  i t  

i s  p o s s ib le  to  make an a n a ly s i s  o f  th e  o r g a n is a t io n ,  p ro v id e  an 

e x p la n a tio n  o f  th e  p r e s e n t in g  problem  and to  in d i c a te  l i n e s  o f  

s o lu t io n  and r e s o lu t io n  fo r  each  o f  th e  a c t o r s  in  th e  s i t u a t i o n .  In  

p r a c t i c e ,  th e  a n a ly s i s  ta k e s  p la c e  w ith  a s  many o f  th e  a c to r s  a s  

p o s s ib le  so t h a t  each  comes to  an  u n d e rs ta n d in g  o f  what th e  s i t u a t i o n

means f o r  him and he i s  a b le  to  a c c e p t  p e r s o n a l  r e s p o n s i b i l i t y  fo r
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chang ing  th e  s i t u a t i o n .  Even when th e  s i t u a t i o n  a p p e a rs  to  be beyond 

th e  c o n t ro l  o f  a s im p le  in d iv id u a l ,  th e r e  i s  a wide ra n g e  o f  

co p in g  s t r a t e g i e s  open to  th e  in d iv id u a l  h im s e lf .  ^

One o r g a n is a t io n a l  problem  t h a t  h as  come to  co n ce rn  me in c r e a s in g ly  

i s  t h a t  o f s t r e s s  on s e n io r  members and th e  p r a c t i c a l  d i f f i c u l t i e s  o f  

d e a l in g  w ith  d i s t r e s s e d  b o s se s .  In  th e  r e c e n t  h i s to r y ,  fo r  in s ta n c e ,  

o f  p o ly te c h n ic s  and lo c a l  e d u c a tio n  a u t h o r i t i e s   ̂ t h e r e  i s  grow ing 

ev id en ce  o f  th e  i n a b i l i t y  o f  v e ry  s e n io r  s t a f f  to  d e a l  s a t i s f a c t o r i l y  

w ith  th e  prob lem s th e y  f a c e .  From my p o in t  o f  v iew  in  th e  low er 

ra n k s  o f  th e  o r g a n is a t io n ,  th e r e  i s  enormous f r u s t r a t i o n  a t  b e in g  

u n a b le  to  do a n y th in g  a b o u t s u p e r io r s  who, in  my o p in io n , a r e  under 

c o n s id e ra b le  s t r e s s ,  b e in g  u n a b le  to  do t h e i r  jo b s  a s  I  see  i t .  I t  

i s  seldom d i f f i c u l t  to  f in d  su p p o r t from c o l le a g u e s  t h a t  o n e 's  

s u p e r io r s  a re  inco m p eten t o r  u n a b le  b u t  c o m p la in ts  ab o u t th e  b o ss  

seem to  be endemic to  o r g a n is a t io n s .

In  phenom enolog ical te rm s i t  i s  e a sy  to  e x p la in  how p e rc e p t io n s  o f  

s i t u a t i o n s  d e r iv e  from p e rs o n a l needs e t c .  a s  I  have d e s c r ib e d  

th ro u g h o u t in  t h i s  work. Normal, h e a l th y  fu n c tio n in g  has a l l  th e  

c h a r a c t e r i s t i c s  o f  an  u n h e a lth y  o r g a n is a t io n  o n ly  in  a m ild , non-

d y s fu n c t io n a l  form . But th e r e  a r e  p rob lem s when th e r e  i s  a g e n e ra l

a c c e p ta n c e  t h a t  som ething i s  wrong, t h a t  a b o ss  i s  behav ing  d y s -  

f u n c t io n a l ly  and i t  i s  more a p p a re n t to  s u b o rd in a te s  th a n  s u p e r io r s  

o r  c o l le a g u e s .  I want to  exam ine th e  s i t u a t i o n  by c r e a t in g  a 

f i c t i o n a l i s e d  d e s c r ip t io n  based  on a number o f  e x p e r ie n c e s  I  have 

had and c a s e s  t h a t  I  have ex p e rien ced  and to  show t h a t  th e

 ̂ See, f o r  exam ple, my a r t i c l e  "P e rso n a l S t r a t e g ie s  f o r  E d u c a tio n a l
Change" in  "E d u c a tio n a l Change and D evelopm ent", V o l .2, N o.2, 1980.

2 F or exam ple, see  e d i t o r i a l  comment on th e  r e s ig n a t io n  o f  Conrad 
Rainbow a s  C h ie f  E d u ca tio n  O f f ic e r  o f  L a n c a s h ire . However, I  was 
g iv e n  a q u i t e  d i f f e r e n t  s to r y  s e v e ra l  day s  b e fo re  th e  news b roke  o f  
h i s  r e s ig n a t io n .  T erence M il l e r ,  on r e s ig n in g  from N.London P o ly 
te c h n ic  was quo ted  in  much th e  same v e in  (Times H igher E d u ca tio n  
Supplem ent 1 6 .1 1 .7 9 ) .
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phenom eno log ical c o u n s e l l in g  ap p ro ach  d e s c r ib e d  h e re  works o u t w ith  

p r a c t i c a l  a p p l i c a t io n s .

Ken Brown was P r in c ip a l  o f  a c o l le g e  o f  h ig h e r  e d u c a tio n  s i tu a te d  in  

:a town w ith  a lo n g  and d is t in g u is h e d  h i s t o r y  o f  e d u c a tio n . L ike 

many p la c e s ,  in  th e  e a r ly  1 9 7 0 's ,  w ith  lo c a l  governm ent r e 

o r g a n is a t io n  a s  one m ajor f a c t o r ,  th e  p re v io u s  s t a b i l i t y  o f  p o l i t i c a l  

c o n t ro l  had been d e s tro y e d  and th e  two m ajor p o l i t i c a l  p a r t i e s  

e n te re d  in to  a p e r io d  o f  p ay in g  o f f  s c o re s  and n e g o t ia t in g  fo r  new 

power s i t u a t i o n s .  T here were th r e e  c a n d id a te s  on th e  f i n a l  s h o r t  

l i s t ,  two w ith  good e d u c a tio n a l  p e d ig re e s  (and known p o l i t i c a l  

a l l e g ia n c e  to  one p a r ty )  and one w ith  an i n d u s t r i a l  p e d ig re e  (and 

known a l le g ia n c e  to  a n o th e r  p o l i t i c a l  p a r t y ) . T h is  t h i r d  man was n o t 

an o b v io u s  and n a tu r a l  c h o ic e  b u t one o f  th e  p o l i t i c a l  p a r t i e s  re fu s e d  

to  su p p o r t th e  o th e r  two c n a d id a te s  and so  a man w ith  o n ly  m a rg in a l 

e x p e rie n c e  o f  e d u c a tio n  was a p p o in te d . The ap p o in tm en t proved 

p o p u la r .  Two d e p u t ie s  l e f t  a s  soon a s  th e y  co u ld  and many c o lle a g u e s  

were a l i e n a t e d ,  e s p e c i a l l y  a s  he began to  a p p o in t  new men from h i s  

o ld  p e rs o n a l netw ork  th u s  c r e a t in g  a c l iq u e  in  o p p o s i t io n  to  

e s ta b l i s h e d  f i g u r e s .  Some o f  h i s  ap p o in tm en ts  were o f  p eo p le  w ith  

no e d u c a tio n a l  e x p e rie n c e  a t  a l l  and who n ev e r came to  u n d e rs ta n d  th e  

c u l tu r e  o f  h ig h e r  e d u c a tio n . The P r in c ip a l  was q u i t e  p e rs o n a b le  in  

p u b lic  s i t u a t i o n s  and v e ry  much a n am e-d ro p p er. ("The f i r s t  th in g  he 

s a id  to  me", r e p o r te d  a v i s i t o r  from a n o th e r  i n s t i t u t i o n ,  "was ' t h e  

l a s t  p e rso n  who s a t  in  t h a t  c h a i r  was th e  Queen M other! And t h a t  j u s t  

ab o u t sums him u p ." )  T here grew up p le n ty  o f  a n e c d o ta l lo r e  ab o u t 

him e s p e c i a l l y  o f  " p a th o lo g ic a l" ;  " s e l f  c e n tr e d n e s s " ;  " a rro g a n c e " ; 

"m egalom ania"; and " i n a b i l i t y  to  l i s t e n " ;  "a com pulsive  t a l k e r " ,  and 

so on -  a l l  th e  words a re  q u o ta t io n s  from s e v e ra l  p e o p le .
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Some o f  th e  g o v e rn o rs  d i s l i k e d  him fo r  a v a r i e t y  o f  r e a s o n s ,  b u t 

th e  p o l i t i c s  o f  g o v ern in g  b o ard s  p re v e n te d  any  a c t io n .  In  any c a s e , 

th e r e  were no s u b s t a n t i a l  and ta n g ib le  re a s o n s  why a c t io n  shou ld  be 

ta k e n . He d id  n o th in g  known to  be i l l e g a l  and p eo p le  a r e  n o t 

d ism is se d  f o r  o th e r  th a n  le g a l  r e a s o n s .  G iven t h a t  t h i s  P r in c ip a l  

was n o t  w e ll l ik e d  and t h a t  a good d e a l  o f  h i s  a u t h o r i t a r i a n  

b eh av io u r cau sed  t r o u b le  e lsew h ere  in  th e  o r g a n is a t io n  when h i s  

s u b o rd in a te s  w ere b u l l i e d  in to  d o in g  w hat was u n a c c e p ta b le  to  t h e i r  

s u b o rd in a te s ,  w hat co u ld  be done? One c h a r a c t e r i s t i c  o f  th e  m e n ta lly  

i l l  -  t h i s  tim e I  u se  th e  te rm  c o l lo q u ia l l y  -  i s  t h a t  th e y  o f te n  

d ev e lo p  a r t f u l n e s s  t h a t  makes them ap p ear q u i t e  sane and th e r e  i s  a 

form o f  such  a r t f u l n e s s  w ith  th o se  fa c in g  o r g a n is a t io n a l  p rob lem s.

But more im p o rta n t , th e  c o n v e n tio n a l p r e ju d ic e  i s  a lw ays in  fa v o u r 

o f  s u p e r io r s  and a g a in s t  s u b o rd in a te s .  (T h is i s  a l s o  an  in c r e d ib le  

p r e ju d ic e  in  la w ) .

For q u i t e  a w h ile , I  t r i e d  to  d ev e lo p  a th e o ry  t h a t  under p r e s s u re  

in  o r g a n is a t io n s  in d iv id u a l s  e x p e r ie n c e  s t r e s s  o r  s t r a i n   ̂ and in  

re sp o n se  come to  e x h ib i t  t h e i r  w eaker c h a r a c t e r i s t i c s .  Thus an 

in d iv id u a l  who has a ten d en cy  to  p a ra n o ia  b u t w hich i s  n ever 

s i g n i f i c a n t l y  m a n ife s t  in  h is  norm al b e h a v io u r , w i l l  e x h ib i t  p a ra n o id  

b eh av io u r when under o r g a n is a t io n a l  s t r e s s .  I  b e l ie v e  t h a t  th e  

e f f e c t s  o f  s t r e s s  can  be e x p la in e d  in  th e s e  te rm s i f  one i s  a p sy ch o 

a n a ly s t  and h o ld s  a F re u d ia n  view  o f  th e  universe.  ̂ But I  have been 

d i s s a t i s f i e d  w ith  u s in g  p s y c h o -a n a ly tic  te rm s  b ecau se  th e y  a r i s e  from 

a d i f f e r e n t  model o f  my own phenom eno log ical s e l f - c o n s c io u s  m odel.

In  phenom eno log ical te rm s , th e  P r in c ip a l  i s  u n ab le  to  p e rc e iv e  o r

1 A c l e a r  d e s c r ip t io n  o f  th e  e f f e c t s  o f  s t r e s s  a p p e a rs  in  C. Handy 
"U n d erstan d in g  O rg a n is a t io n s " .  Penguin  (1973).

 ̂ De Board: The P s y c h o -a n a ly s is  o f  O rg a n is a t io n s ,  T a v is to c k ,
London. (1978).
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c o n s tru e  h i s  w orld  in  te rm s t h a t  a r e  c o n g ru e n t w ith  th e  way o th e r s  

c o n s tru e  i t  e x c e p t in  th e  c a se  o f  a c r i t i c a l l y  s i g n i f i c a n t  member.

H is su p p o r t comes from p eo p le  round  him who red u ce  h is  s ig n i f i c a n c e  

in  t h e i r  w orld  and so do n o t 's e e '  a s  s i g n i f i c a n t  what o th e r s  see  

'in  h ig h  p r o f i l e .  The re a so n  th e y  do n o t see  t h i s  i s  becau se  th e y  

have i n t e r e s t s  w hich a r e  n o t  se rv ed  by so s e e in g  him . T h is  i s  th e  

exchange c o n c e p t. Thus th e  p o l i t i c a l  cha irm an  who s a id ,  "We w i l l  

n o t su p p o rt c a n d id a te  A o r  B b u t we w i l l  su p p o r t c a n d id a te  C" was 

concerned  w ith  e x e rc is in g  power (or w hatever) r a th e r  th a n  m aking a 

' r i g h t  c h o ic e ' .  H is ' r e t u r n '  was knowing he had e x e rc is e d  power 

s u c c e s s f u l ly  and t h a t  th e  b e s t  man was a p p o in te d .

The p o s i t i o n  o f  th e  P r in c i p a l ,  how ever, i s  made w orse by t h i s  

s i t u a t i o n .  He c o n tin u e s  to  c r e a te  and l i v e  in  h i s  f a n ta s y  w orld  b u t  

th e r e  a r e  n o t enough p e o p le  around him who a r e  a l s o  o r g a n i s a t io n a l ly  

s i g n i f i c a n t  f o r  th e  d y s fu n c t io n a l  a s p e c ts  o f  h i s  b eh av io u r to  r i s e  to  

a h ig h  enough le v e l  o f  c o n sc io u s n e s s  fo r  anyone to  f e e l  i t  i s  in  h i s  

i n t e r e s t  to  ta k e  a c t io n .  B ecause no one in d iv id u a l  b e l ie v e s  i t  to  be 

in  h i s  i n t e r e s t  to  ta k e  a c t io n ,  no g a th e r in g  to g e th e r  o f  a c r i t i c a l  

number o f  d is c o n te n te d  p e o p le  ta k e s  p la c e  and th e  P r in c ip a l  c o n t in u e s  

to  u p s e t  everyone e x c e p t fo r  a m a rg in a l b u t  p o l i t i c a l l y  p o w erfu l few . 

Those who co u ld  t r y  to  do som ething  ab o u t th e  s i t u a t i o n  j u s t  do n o t 

see  i t  in  t h e i r  i n t e r e s t s  to  do so .

T h is  i s  one e x p la n a tio n  o f  how and why no a c t io n  i s  ta k e n . I t  s t i l l  

le a v e s  a l o t  o f  d is c o n te n te d  -  and some unhappy -  p e o p le  in  th e  

o r g a n is a t io n .  What can  be done? We r e c a l l  t h a t  w h ile  s u b o rd in a te s  

and c o l le a g u e s  p e rc e iv e  th e  P r i n c i p a l 's  b eh av io u r to  be h u r t f u l  (as 

w e ll a s  d y s f u n c t io n a l ) , t h a t  th e y  do so p e rc e iv e  i t  i s  b ecau se  t h a t  

i s  how th e y  c o n s tru e  t h e i r  w orld . In o u r th e o ry ,  th e  c o n s tru e d  w orld
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i s  a f u n c t io n  o f  p e r s o n a l i ty  -  a consequence o f  p e r s o n a l i ty ,  th e  

s e l f  co n c e p t a s  argued  e a r l i e r .  In  c o n s tru in g  t h e i r  w orld in  th e  

way th e y  do th e y  a l s o  draw  on t h e i r  need to  in c lu d e  t h e i r  own v iew  

o f  th e  P r in c ip a l  -  i f  n o t  in  w hole, th e n  in  p a r t  ( fo r  in s ta n c e  th e  

a f f e c t i v e  d i s p o s i t i o n  to w ards s u p e r io r s ) . The P r in c ip a l  becomes 

c o e rc iv e  and a u t h o r i t a r i a n  o n ly  b ecause  t h a t  i s  c o n ta in e d  in  h i s  

s u b o r d in a te 's  w orld  v iew . Even i f  a b o ss  i s  a u t h o r i t a r i a n ,  t h a t  he 

i s  so  p e rc e iv e d  i s  more a fu n c t io n  o f  th e  p e r c e iv e r  th a n  th e  

p e rc e iv e d . From t h i s  i t  fo llo w s  t h a t  we do n o t have to  p e rc e iv e  

a boss  in  any s p e c i f i c  way though  to  change o u r view  o f  b o sse s  

means t h a t  we have to  change ou r s e l f - c o n c e p t .  A f te r  a l l ,  i f  I 

have a 'g o o d ' s e l f - c o n c e p t ,  I  w i l l  n o t b e l ie v e  m y se lf  to  be 

th r e a te n e d ,  c e r t a i n l y  n o t  by bad m anners, ru d e  o r  in c o n s id e ra te  

b e h a v io u r . Only in  th e  m ost m i l i t a r y  o f  reg im es do I  have v e ry  

l im i te d  freedom  o f  re s p o n s e , so a l l  th e  P r i n c i p a l 's  c o lle a g u e s  

and s u b o rd in a te s  have a g r e a t  d e a l  o f  freedom  in  t h e i r  re s p o n s e s .  

In deed , th e  n e a re r  th e y  a r e  to  him in  h ie ra r c h y ,  th e  g r e a te r  th e  

freedom , n o t th e  l e s s  becau se  th e  a re a  o f  n e g o t ia t io n  i s  more 

c lo s e ly  c irc u m sc rib e d  by th e  sm a lle r  number o f  p e o p le  in v o lv e d .

From my p o in t  o f  v iew , I  am c o n t in u a l ly  s u rp r is e d  how many p eo p le  

(m yself in c lu d e d ) a r e  u n a b le  to  d e a l  w ith  o r g a n is a t io n a l  p roblem s 

becau se  th e y  'm ake ' t h e i r  o rg a n is a t io n s  much more r e s t r i c t i v e  and 

p en a l th a n  th e y  need t o .  One re a so n  why o rg a n is a t io n s  have co h ere n ce  

and c o h es io n  i s  because  p e o p le  see  them a s  r e q u i r in g  d i s c i p l i n e  and ' 

o rd e re d  b eh av io u r and t h i s  means o b ed ien ce  to  o th e r s .  R e l ig io u s  and 

c e r t a i n  o th e r  g ro u p s have a co h eren ce  t h a t  depends on v e ry  open 

n e g o t ia t io n  b u t  m ost o r g a n is a t io n s  have c r i t i c a l  p e n a l e lem en ts  (or 

rew ard  e lem en ts) t h a t  b u lk  la r g e  in  p e o p le 's  exhange n e g o t ia t io n s .

I f  a key in d iv id u a l  changes h i s  p e rc e p t io n s  and c o n se q u e n tly  h i s
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b e h a v io u r, he p ro v id e s  a c r e a t iv e  a re a  in  th e  o r g a n is a t io n  around

which h e a l in g  b eh av io u r can  o c c u r .  I f  s e v e r a l  in d iv id u a ls  can be

changed , th e  a re a s  o f  c r e a t i v i t y  b eg in  to  l i n k  up.

B ut does th e  fo re g o in g  'e x p la n a t io n ' d e a l  w ith  th e  prob lem  o f  a

s e n io r  member o f  an  o r g a n is a t io n  whose b e h a v io u r i s  g e n e ra l ly  

c o n s id e re d  d y s fu n c tio n a l?  I  b e l ie v e  i t  d o es  b ecau se  th e  p e rc e p t io n  

t h a t  he "needs h e lp "  i s  a m a n ife s a tio n  o f  th e  s t a t e  o f  mind o f  th e  

one who so s e e s  i t .  H is f a n ta s y  can  be changed a s  I  have d e s c r ib e d .  

But fu r th e rm o re , th e  ' r e a l i t y '  o f  h i s  p e r c e p t io n  i s  n o t d is p ro v e d .

H is view  may be sh a red  by o th e r s  and th e  d y s fu n c t io n a l  n a tu re  o f  

in c o n g ru e n t f a n t a s i e s  may be a p p a re n t to  many o th e r s  and th e r e f o r e  i t  

can be s a id  to  be r e a l .

The ad v an tag e  o f  th e  phenom enolog ical view  i s  t h a t  i t  n o t o n ly  

e x p la in s  ( s a t i s f a c t o r i l y )  an  o r g a n is a t io n a l  s i t u a t i o n  b u t i t  shows 

where th e  s o lu t io n  l i e s  im m ed ia te ly  and p r a c t i c a l l y .  Any o th e r  v iew  

le a v e s  th e  s o lv in g  o f  th e  problem  to  w a it f o r  o th e r  e v e n ts  and 

r e q u i r e s  a f u tu r e  tim e  s c a le .  To p ro v id e  a p s y c h o -a n a ly tic  i n t e r 

p r e t a t i o n  o f  th e  P r i n c i p a l 's  problem  r e q u i r e s  th e  s o lu t io n  to  be 

lo c a te d  w ith  him and to  in v o lv e  i n t e r a c t i o n  w ith  him, and t h i s  may 

n ev er be a t t a i n a b l e .  The phenom enoligca1 s o lu t io n  i s  im m ediate and 

t o t a l l y  p r a c t i c a l  b ecau se  th e  s i t u a t i o n  'a c t u a l l y '  ch anges once th e  

phenomena o f  th e  s i t u a t i o n  a r e  r e c o g n is e d . In  th e  c o u n s e l l in g  model 

o u t l in e d  h e re ,  th e  s o lu t io n  b e g in s  to  d ev e lo p  once th e  c o u n s e l l in g  

o r  c o -c o u n s e l l in g  b e g in s .  In  my own c a s e ,  th e  'J e a n  R o s s i t e r '  

problem  c o u ld  have been  r e s o lv e d  had I  had th e  a p p ro p r ia te  c o u n s e l l in g ,  

T h a t t h i s  c o u n s e l l in g  would have been d i f f i c u l t  and a rd u o u s does n o t 

make i t  im p o s s ib le .  And o f  c o u rs e ,  I  d id  change th e  R o s s i te r  

s i t u a t i o n  by le a v in g  th e  o r g a n is a t io n ,  w hereby my p e rc e p t io n  o f  'o u r '  

r e l a t i o n s h ip  was changed .



-  347 -

In  th e  ca se  o f  th e  P r in c ip a l  o f  th e  c o l le g e  th e  p r a c t i c a l  q u e s tio n  

ab o u t chang ing  th e  s i t u a t i o n  i s  s im p ly  w hether change can  be 

b ro u g h t ab o u t d i f f e r e n t l y  a n d /o r  w hether in  f a c t  a d i f f e r e n t  way o f  

b r in g in g  a b o u t change would n o t be am enable to  th e  phenom enolog ical 

" e x p la n a tio n . I f  sa y , th e  chairm an  o f  g o v e rn o rs  h eard  a l o t  o f  bad 

news ab o u t th e  P r in c ip a l ,  and d ec id ed  to  i n v e s t ig a t e ,  th e  s i t u a t i o n  

i t s e l f  i s  one o f  changed p e rc e p t io n s .  In  t h i s  c a s e ,  in fo rm a tio n  

coming to  th e  chairm an i s  h ea rd  a s  in c o n g ru e n t w ith  h i s  own view 

b u t because  i t  does n o t  th r e a te n  him a f f e c t i v e l y  ( i . e .  a t  th e

a f f e c t i v e  le v e l )  he can make a c o n sc io u s  com parison  o f  m essages and

h i s  c u r r e n t  v iew . In d eed , when th e  g o v ern o rs  do f e e l  se c u re  and 

no lo n g e r  concerned  w ith  p o l i t i c a l  in - f i g h t in g , th e y  w i l l  be a b le  to  

p e rc e iv e  th e  in co n g ru en cy  o f  m essages and see  th e  d y s fu n c tio n a l  

n a tu re  o f  th e  P r i n c i p a l 's  b e h a v io u r . And th e y  w i l l  see  i t  in  te rm s 

o f  m ism atched m essages.

A no ther exam ple comes from th e  same i n s t i t u t i o n .  In  t h i s  c a s e ,  

th e  p roblem s c e n t r e  around  th e  Dean o f  a F a c u l ty .  The F a c u l ty  i s

s p l i t  on two s i t e s ,  th e  la rg e  p a r t  b e in g  a l s o  th e  rem ain s  o f  a

c o l le g e  t h a t  to o k  p a r t  in  an am algam ation w ith  th e  l a r g e r  i n s t i t u t i o n ,  

The Dean i s  Head o f  D epartm ent from th e  la r g e r  i n s t i t u t i o n ,  lo c a te d  

on th e  c e n t r a l  ( la rg e r )  s i t e  and in  a s u b je c t  a re a  d i f f e r e n t  from 

t h a t  o f  th e  o th e r  s e c t io n .  The i n s t i t u t i o n  i s  a p o ly te c h n ic  and 

th e  Dean ta u g h t  p re v io u s ly  in  a u n iv e r s i t y .  One 'o b j e c t i v e '  p ie c e  

o f  in fo rm a tio n  i s  t h a t  he v e ry  seldom v i s i t s  th e  o th e r  s i t e  though  

he i s  a d m in is t r a t iv e ly  r e s p o n s ib le  fo r  t h e i r  o v e r s ig h t .  Many 

o v e r tu r e s  o f  good w i l l  have been made to  him b u t s t i l l  he does 

n o t  g iv e  much tim e  to  in fo rm a l m e e tin g s . P a tie n c e  i s  b e g in n in g  to  

wear t h in  and h i s  c r e d i b i l i t y  i s  f a l l i n g  e s p e c i a l l y  as  he a p p e a rs  

to  be d o in g  n o th in g  a b o u t a number o f  im pending c r i s e s  in  th e  

F a c u l ty .
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The t r a d i t i o n a l  way o f  d e a l in g  w ith  t h i s  p roblem  i s  to  ig n o re  i t  in  

th e  hope th a t  somehow th in g s  w i l l  tu r n  o u t  a l r i g h t .  A common 

a l t e r n a t i v e  i s  fo r  th e r e  to  be a c o n f r o n ta t io n  e i t h e r  by c o l l e c t i v e  

a c t io n  o r  th ro u g h  th e  u n io n . Most p eo p le  ap p ea r to  e x p e r ie n c e  

^ f r u s t r a t io n  when th e y  app roach  th e  Dean b e in g  in v a r ia b ly  met w ith  

d e fe n s iv e  fe n c in g  a s  a r e a c t io n  to  t h e i r  id e a s  and s u g g e s tio n s .  One 

can g u ess  a t  th e  D ean 's  p e rs o n a l p roblem s -  i n s e c u r i t y ,  a need to  

e s t a b l i s h  h i s  s u p e r io r i t y  i n t e l l e c t u a l l y  * in  l i e u  o f  a c t io n  in  

w hich h is  v u l n e r a b i l i t y  w i l l  be a p p a re n t .  He i s  a f r a i d  o f  a c t in g  in  

case  he does som ething  wrong and th e  lo n g e r  he w a its  th e  more he 

w i l l  be seen  to  have g o t i t  wrong. (" G e ttin g  i t  r ig h t "  i s  h i s  

s lo g an  when p re s s e d  fo r  a c t i o n ) . C le a r ly  u n le s s  he w i l l  seek  h e lp , 

h is  p e r c e p t io n s  e i t h e r  o f  th e  s i t u a t i o n  o r  h im s e lf  can n o t be 

changed b u t th e  a l t e r n a t i v e  s t r a t e g y  i s  fo r  members to  work on 

th em se lv es  ( in  t h i s  c a s e ,  a p r a c t i c a l  p o s s i b i l i t y ) . They can examine 

why th e y  have c e r t a in  needs and e x p e c ta t io n s  o f  t h e i r  Dean, why th e y  

can n o t ta k e  c e r t a in  k in d s  o f  a c t io n ,  p o l i t i c a l  o r  o th e rw is e .  As th ey  

do t h i s  th e y  have to  fa c e  q u e s t io n s  ab o u t th e m se lv es  and t h e i r  s e l f 

p e r c e p t io n s ,  s e l f - c o n c e p ts .  As each  comes to  te rm s w ith  h im se lf  

and r e a l i s e s  w hat s o r t  o f  a s i t u a t i o n  he i s  c r e a t in g  (because he 

needs to  c r e a te  i t )  so a s o lu t io n  b e g in s  to  become c l e a r e r ,  th e  

im p lem en ta tio n  o f  which w i l l  change th e  in fo rm a tio n  th e  Dean r e c e iv e s  

and a s  he f in d s  d i f f e r e n t  in fo rm a tio n  ( i . e .  l e s s  th r e a te n in g  in fo rm 

a t io n )  so  he w i l l  beg in  to  f e e l  d i f f e r e n t l y  ab o u t h im s e lf .  A lread y  -  

s in c e  t h i s  i s  a r e a l  c a s e  -  th e r e  i s  some e v id en ce  t h a t  a l l  t h i s  i s  

b e g in n in g  to  happen.

The s k i l l s  fo r  h e lp in g  to  do t h i s  e x i s t  and th e  p o s s i b i l i t i e s  a re  

shown in  th e  B ro o k fie ld  P r o je c t .  In  many w ays, how ever, we a re  o n ly  

a t  th e  b e g in n in g  o f  experim ent and r e s e a r c h .  H o p e fu lly , t h i s  s tu d y  

h as  paved th e  way fo r  im p o rta n t developm ents  in  th e  ways p e o p le  in  

o r g a n is a t io n s  a re  h e lp e d .

* He has been c a l le d  an  i n t e l l e c t u a l  " c le v e r  d ic k " .
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The b ib l io g ra p h y  c o n ta in s  r e f e r e n c e s  to  books and a r t i c l e s  w hich 

1 have re a d  in  w hole o r  in  p a r t  w hich have in f lu e n c e d  my th in k in g  

in  some way o r  a n o th e r .  Nowhere I  t r i e d  to  co v e r an 

e p is te m o lo g ic a l  f i e l d  and r e a d e r s  w i l l  f in d  books e t c .  o m itte d  

w hich a re  to  them im p o r ta n t . In  re a d in g  round th e  a re a  o f  my 

s tu d y  I  d is c a rd e d  many a u th o rs  who seemed to  be d e v e lo p in g  th e  

same id e a s  b u t  d e v e lo p in g  them d i f f e r e n t l y ;  th e s e  I  l a i d  on one 

s id e  u n t i l  I  am re a d y  to  ta k e  in  new d im en sio n s .
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